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Abstract 
 

A lack of managerial responses to employee needs contributes to an increased rate of 

employee turnover in credit unions. Some managers do not possess the skills and 

strategies necessary to reduce employee turnover. This case study explored what 

strategies managers used to successfully reduce employee turnover. The population for 

this study was managers of a financial institution in Northeast Kansas with at least 1 year 

of leadership experience using methods to reduce employee turnover. Theory X and 

theory Y theory was the conceptual framework for this study. Data collection included 

semistructured face-to-face interviews with 10 managers and an exploration of company 

archival documents. Using Yin’s 5-step data analysis method, 3 major themes emerged: 

the ideal work environment; communication with employees; and work relationship with 

supervisors, which included the importance of connecting with your employees. 

Recommendations for action included listening, properly communicating, problem 

solving, and maintaining a stable work environment. Managers may apply these results to 

successfully reduce turnover in the organization. Social implications include providing a 

better understanding of employee retention and increasing knowledge of what influences 

employee turnover. 
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Section 1: Foundation of the Study 
 

Individuals change careers approximately 10 to 15 times during a lifetime (Doyle, 

2013). Employees’ voluntary turnover has substantial adverse impacts on companies, 

especially (a) costs, (b) potential loss of valuable individual knowledge, (c) skills, and (d) 

organizational knowledge (Kessler, 2014). The effects of employee turnover include an 

organizational assessment by focusing on its implications for the organization’s end 

performance (Wallace & Gaylor, 2012). In addition to financial costs is the loss of 

consistency of service that a long-term employee provides to customers, particularly 

returning customers who are very important to developing brand loyalty (Dusek, Ruppel, 

Yurova, & Clarke, 2014). 

 

Organizational climate and its effect on employee turnover is one of the most 

researched aspects of management (Johnston & Spinks, 2013). Management needs to 

maintain a turnover-retention equilibrium to increase organizational performance (Ryu & 

Lee, 2013). An increased understanding of issues related to burnout, job satisfaction, and 

turnover intention is required to retain a skilled and efficient workforce (Scanlan & Still, 

2013). 

 

Background of the Problem 

 

Employee turnover is the rate at which employees leave or enter employment 

(Nwagbara, Smart Oruh, Ugorji, & Ennsra, 2013). Retention issues and employee 

turnover have challenged organizations for many years. Employee turnover is a critical 

concern, because turnover results in the loss of valuable knowledge assets from an 

organization’s experienced employees (Song, Martens, McCharen, & Ausburn, 2011). 



2 
 

Individuals responsible for human capital management need to look at the employee 

turnover within their respective organizations and make recommendations conducive to 

employee retention and organizational objectives (Strojilova & Rafferty, 2013). 

 

The Bureau of Labor and Statistics (2015) reported 4.9 million total separations in 

December 2014. This total was the highest level of separations since October 2008 

(Bureau of Labor Statistics, 2015). The separation rate is defined as the number of total 

separations during the month divided by the number of employees who worked during or 
 

received pay for the pay period that includes the 12
th

 of the month (Bureau of Labor 

Statistics, 2015). Organizations place a high value on retaining employees, which is a 

strategic value of replacing human capital. Intention to leave an organization, while not 

always actually leading to turnover, is an important outcome variable when determining a 

good predictor of turnover behavior for employees (Chang, Wang, & Huang, 2013). 
 

Problem Statement 

 

Employee turnover can consume as much as 17% of a company’s pretax income 

(Soltis, Agneessens, Sasovova, & Labianca, 2013). The average annual turnover rate of 

employees in the United States in 2011-2012 was 15% (Bureau of Labor Statistics, 

2015). The general business problem is the loss of critical skilled employees by 

businesses. The specific business problem is that some managers lack strategies to 

reduce turnover. 

 

Purpose Statement 

 

The purpose of this qualitative exploratory case study design was to explore the 

strategies managers use for successfully reducing turnover. The targeted population was 
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comprised of a minimum of 10 supervisors and the HR manager of a credit union in 

Northeast Kansas, who were in a leadership role for a minimum of 1 year and had 

experience in strategic methods to reduce employee turnover. The implication for 

positive social change included providing a better understanding of employee retention 

and increasing knowledge of what influences employee turnover. 
 

Nature of the Study 

 

I used a qualitative methodology for this proposed study to explore the strategies 

managers use for successfully reducing turnover. This research method suited the needs 

of this study, because the researcher sought to understand a real-world case that would 

involve pertinent contextual conditions (Yin, 2014). In a qualitative study, the 

researchers can explore a business problem by observing behaviors, trends, and asking 

open-ended (Eide & Showalter, 2012), whereas a quantitative research method forces the 

researcher to test a theory or hypothesis by collecting numerical data for statistical testing 

(Hoare & Hoe, 2013). Conversely, a mixed-methods approach combines under the same 

study both quantitative and qualitative approaches to offer greater flexibility in 

undertaking research, though it does not suit the needs for this study, as I did not be test a 

hypothesis (Bazeley, 2015). 

 

I used a case study research design for this proposed study to understand a 

business issue from different personal perspectives (Karen, Ellie, & Moll, 2012). A 

case study design provides a framework that supports the analysis of qualitative data to 

investigate complex phenomena in their every day contexts (Raeburn, Schmied, 

Hungerford, & Cleary, 2015). Whereas, an ethnographic study focuses on an entire 
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culture of people to gain perspectives from those who are living in that culture (Yin, 

2009), and is not appropriate for this study. Grounded theory is a design in which the 

researcher generates an explanation of a process shaped by the views of a larger number 

of participants (Johnson, 2015) and phenomenological study encourages reflexivity and 

attempts to unveil the world from the view of the participants, were not the intent of this 

study, because the goal of this study is to explore the strategies managers use for 

successfully reducing turnover (Rodger, Neill, & Nugent, 2015). A case study design was 

the best approach to use for this study because it aligned with research questions that 

required a detailed understanding of social or organizational processes (Karen et al., 

2012). 

 

Research Question 
 

 

The overarching research question was: What strategies do managers use for 

successfully reducing turnover? 

 

Interview Questions 
 

 

1. How effective is the training in preparing employees for their jobs? 
 

2. What organizational investments can be made to strengthen employees’ 

commitment to the organization? 
 

3. What is the working environment for critical-skilled employees? 
 

4. What are some work-related experiences that contribute to employee turnover? 
 

5. What barriers prohibit retention strategies from being successful? 
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6. What strategies and leadership characteristics do you use that are beneficial in 

retaining employees? 
 

7. How important to you is your employees’ job satisfaction? 
 

8. What do you believe makes employees satisfied with their job? 
 

9. What do you believe makes employees dissatisfied with their job? 
 

10. Is there anything else you can share about this topic, which I did not ask? 
 

Conceptual Framework 

 

McGregor (1960) developed the theory X and theory Y theory. McGregor used 

the theory to offer an explanation for leadership based upon the premise that job 

satisfaction is key to engaging employees, ensuring their commitment, and understanding 

the approaches to managing people. Theory X includes the assumptions that employees 

are naturally unmotivated and dislike working, which enforces an authoritarian style of 

management. Theory Y includes the assumption that employees are happy to work, and 

are self-motivated and creative. As applied to this study, the theory X and theory Y 

theory holds that I expected the propositions advanced by the theory to allow participants 

to effectively show the different styles of management and how they are reflective of the 

attitudes of the employees. The conceptual framework for this qualitative study provided 

the foundation for seeking out employees’ job satisfaction factors to determine the 

factors relevant to reducing attrition within an organization. 

 

Operational Definitions 

 

Compensation. Compensation is the money received by an employee from 

an employer as a salary or wages (Palomino & Peyrache, 2013). 
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Critical-skilled employee. A critical-skilled employee is an employee whose 

competencies play an integral role in organizational success (Chu, Ye, & Guo, 2014). 

 

Employee intention to quit. Employee intention to quit is when an employee 

decides he/she wants to quit their job (Frenkel, Sanders, & Bednall, 2013). 

 

Job satisfaction. Job satisfaction is how content an individual is with the job he or 

she is performing (Ghorbanian, Bahadori, & Nejati, 2012). 

 

Opportunities for advancement. Opportunities for advancement are the options 

available to move up in one’s organization (Sommer & Kulkarni, 2012). 

 

Organizational commitment. Organizational commitment is an individual’s 

attachment to the organization (Lanaj, Hollenbeck, Ilgen, Barnes, & Harmon, 2013). 

 

Retention. Retention is the ability of an organization to retain its employees 

(Gialuisi & Coetzer, 2013). 

 

Turnover. Turnover is the rate at which employees leave a workforce and 

are replaced (Wallace & Gaylor, 2012). 

 

Working environment. Working environment is the environment in which 

employees conduct their daily work (Dixon, Mercado, & Knowles, 2013). 
 

Assumptions, Limitations, and Delimitations 

 

Assumptions 

 

Assumptions are things that are believed to be true without verification (Rossiter, 

2008). I identified four assumptions for this study. The first assumption was the focus of 

the individuals and their ability to participate in the interview. The second assumption 

was that the participants will give truthful answers. Third, I was able to interview all 
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individuals. Fourth, the data obtained provided a sufficient basis for the completion of my 

doctoral study. 
 

Limitations 

 

Limitations are barriers that can be classified into three categories: (a) Real, (b) 

Psychological, and (c) Imaginary (Singh, 2015). This qualitative study was limited to a 

sample of at least 10 employees of a financial institution in Northeast Kansas. 

 

Conducting the study with a limited population size narrowed the use of study findings to 

one organization. 
 

Delimitations 

 

Delimitations are those characteristics that limit the scope and define the 

boundaries of the study (Simon, 2011). The first delimitation for this study was the 

demographic area of Northeast Kansas. Secondly, the employees selected to participate 

in the interview needed to meet the requirements of being in a managerial role for 1 year. 

Finally, the third delimitation was the expected rate of cooperation. 

 

Significance of the Study 

 

The value of the study was to contribute to the existing knowledge of employee 

retention and voluntary employee turnover. Adverse effects of turnover rates have 

implications for employees, organizations and shareholders alike. Employee turnover 

costs can reach as high as 200%, where this outcome creates a problem with a number of 

ramifications for many organizations (Boles et al., 2012). Understanding the different 

perspectives of managers and how they reduce attrition within their organization could 
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have a significant effect on the overall growth of the organization and fill any gaps in the 

understanding of the importance of employee turnover and retention. 
 

Contribution to Business Practice 

 

Employee attrition has proven to be one of the most costly and seemingly 

intractable human resource challenges confronting organizations (Jain, 2013). This study 

could fill a gap in the literature and contribute to business practice by providing 

knowledge for organizational leaders looking to retain professionals by developing 

retention strategies to retain professionals. Mohr, Young, and Burgess (2012) identified 

turnover as a predictor variable with a negative association between turnover rates and 

various performance indicators regarding customer service and profitability. Business 

leaders may also use the findings to assist in remaining sustainable in today’s 

marketplace by understanding the issues surrounding turnover factors so that they can 

reduce attrition in their organization. 

 

Implications for Social Change 

 

The results of this study might contribute to positive social change by aiding 

organizations, both small and large, in determining why employees choose to leave an 

organization and what the employer can do to reduce attrition. Human Resource 

managers can utilize the information and data pertaining to employee turnover and 

employee retention to reduce expenses. A reduction in expenses could, in turn, lead to a 

profit increase within the organization. 

 

A Review of the Professional and Academic Literature 
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The aim from this literature review is to carry out an optimum benefit-oriented 

research through avoiding duplicating the study; filling in gaps and extending further 

studies. Considering the lack of adequate retention strategies as the central reason behind 

the occurrence of the business research problem, I limited my research in this direction. 

My intention from the literature review and as recommended by Li and Jones (2013) is 

to review previous literature and evaluate and calculate costs of turnover in those studies. 

 

In this section, I presented important information from multiple peer-reviewed 

sources of academic research relevant to impacts of turnover. Throughout my research 

process for peer-reviewed studies in existing literature, there was limited literature that 

addressed complete set of successful strategies for implementing retention strategies. 

 

Most of the recent literature included studies about the presence of crucial factors that 

act as enablers and barriers towards the process of developing retention strategies to 

reduce turnover. 

 

Researchers like Davidson (2012) discussed job satisfaction in various work 

settings based on its separate parts and from a global perspective. Simultaneously, 

scholars such as Talachi, Gorji, and Boerhannoeddin (2014) argued that job satisfaction is 

not a single factor, but is an intermediate relation combining job duties, responsibilities, 

actions and reactions, motivations, encouragements and hopes. Recently, Laflamme, 

Beaudry, and Aguir (2014) stated that the concept of commitment is generally 

apprehended from two distinct but related angles: attitude and behavior. Echoing this, the 

literature review included a thorough assessment and critical analyses of information 
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pertaining a variety of factors that might assist organizations to reduce employee turnover 

through increased retention strategies. 

 

This section consists of two main subsections. The first subsection is a review of 

the conceptual framework of the study that includes the theory X and theory Y theory 

and the main constructs/propositions underlying this theory. The focus of the second 

subsection is on prior scholarly work pertaining to employee turnover and retention 

strategies in a cross section of industries and identification of gaps in the literature that 

point to areas for further studies. In addition, in this section I will highlight the different 

points of view and the relationship of the study to previous studies and researchers 

findings relevant to the topic under study. 

 

The literature review involves content searches of scholarly sources from journal 

articles, books, dissertations, and Web pages using research materials accessed through 

the Walden University Library and Google Scholar. The targeted databases include 

Academic Search Complete/Premier, Business Source Complete, Sage Premier, 

EBSCOhost, Emerald, ScienceDirect, and ProQuest. I will incorporate 102 peer-reviewed 

professional and academic peer-reviewed sources published within the past 5 years. 

Ulrich Periodical Directory will provide a mean to verify that articles were from 

accepted peer-reviewed sources. The keywords used for the content searches included job 

satisfaction job embeddedness, organizational commitment, commitment factors, 

organizational support, small business turnover, reasons for turnover, employee intention 

to quit, and retention. 



11 
 

The purpose of this qualitative exploratory case study design is to explore the 

strategies managers use for successfully reducing turnover. The specific population will 

be comprised of a minimum of 10 supervisors and the HR manager of a credit union in 

Northeast Kansas, who have been in a leadership role for a minimum of 1 year and 

have experience in strategic methods to reduce employee turnover. The central research 

question is as follows: What strategies do managers use for successfully reducing 

turnover? 

 

Theory X and Theory Y Theory 

 

The foundation for job satisfaction theory stemmed from the McGregor (1960) 

theory X and theory Y. The McGregor theory X and theory Y Theory offered explanation 

that organizational leaders should focus on esteem, social, and self-actualization to 

motivate employees and increase job satisfaction (McGregor, 2005). Theory X assumes 

that employees are naturally unmotivated and dislike working, which enforces an 

authoritarian style of management, while theory Y assumes that employees are happy to 

work, and are self-motivated and creative. 

 

Specifically, McGregor’s theory reflects the following six ideas. First, managers 

make assumptions about employees in work organizations, even if they are unaware of 

doing so. Second, two broad categories of managerial assumptions can be identified: a 

pessimistic view (theory X), and an optimistic view (theory Y). Third, there are three 

component dimensions pertinent to these assumptions, namely whether people are seen as 
 

(a) inherently lazy versus industrious, (b) possessing a limited versus important capacity 
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for useful contributions, and (c) being untrustworthy versus being 

responsible (Kopelman, Prottas, & Falk, 2012). 

 

Fourth, differences in managerial assumptions result in predictable patterns of 

managerial behaviors. Fifth, managerial practices influence employee motivation and 

work behavior. Sixth, because managers are typically unaware of the self-fulfilling nature 

of their assumptive worlds, there is often a misperception of cause and effect (Kopelman, 

et al., 2012). 

 

McGregor showed how theory Y affects the management of promotions and 

salaries as well as the development of effective managers. This theory coincides with 

Maslow’s (1954) Hierarchy of Needs Theory, which stated that people seek to satisfy 

only five basic needs for their lives. Those needs include: (a) basic needs (survival), (b) 

safety needs (comfort), (c) social needs, (d) esteem needs, and (e) self-actualization 

(Maslow, 2000). 

 

Theory Z, derived by William Ouchi in 1993, differs from McGregor’s theory X 

and theory Y concepts. The principle difference is that McGregor’s theory X and theory 

Y formulation is an attempt to distinguish between the personal leadership styles of an 

individual supervisor, whereas theory Z is concerned with the culture of the whole 

organization (Lunenburg, 2012). Theory Z culture involves (a) long-term employment, 

 

(b) consensual decision making, (c) individual responsibility, (d) slow evaluation and 

promotion, (e) an informal system with explicit measures of performance, (f) moderately 

specialized career paths, and (g) extensive commitment to all aspects of the employee’s 

life, including family (Lunenburg, 2012). 
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Job Satisfaction 

 

Job satisfaction is a rather broad concept, but nevertheless extremely significant 

for individual employees, companies, and society at large (Scheers & Botha, 2014). 

Many theories, such as Maslow’s (1954) Hierarchy of Needs Theory, played an 

influential role in the research of job satisfaction (Epps & Foor, 2015). Dong et al. (2012) 

defined job satisfaction includes as a pleasurable or positive emotional state resulting 

from the appraisal of one’s job or job experiences (Dong, et al., 2012). Job satisfaction is 

a complex and multifaceted concept that can mean different things to different people 

(Chomal & Baruah, 2014). An individual will be satisfied with a job to the extent to 

which the job provides those things or results that he/she considers important (Janicijevic, 

Kobacevic, & Petrovic, 2015; Song & Alpaslan, 2015). 

 

Job satisfaction is usually linked with motivation, but the nature of this 

relationship is not clear (Chomal & Baruah, 2014). Satisfaction is not the same as 

motivation (Choma & Baruah, 2014). People who have higher job satisfaction are more 

loyal to their employer, like their job more, can satisfy their needs, and have positive 

feelings towards it (Talachi et al., 2014). Career promotion opportunities fall in the top 

three motivators for employees and this means that when the employee knows that he has 

opportunities to progress vertically, he will endeavor more and be engaged (Secara, 

2014). 

 

Herzberg (1959) studied job satisfaction over many years and developed a 

theoretical framework by which it can be described and measured. This theory includes 

classification into categories: motivation and hygiene factors. Motivation factors such as 
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recognition and advancement, appeal to higher-order needs and relate to the content 

of the work (Herzberg, 1959). Hygiene factors (company policy, salary, supervision, 

and interpersonal relations) are related to the work environment (Herzberg, 1959) and 

its conditions (Talachi et al., 2014). 

 

Davidson (2012) studied job satisfaction in various work settings based on its 

separate parts (or facets) and from a global perspective. Most research on workplace 

well-being primarily focuses on workplace characteristics rather than on other variables 

such as personal and professional life factors (Shier et al., 2012). Job satisfaction is not a 

single factor, but is an intermediate relation combining job duties, responsibilities, actions 

and reactions, motivations, encouragements and hopes (Talachi et al., 2014). 

 

Managers should foster social integration within teams and social relationships 

among teammates and supervisors who provide support, because, irrespective of the 

contextual conditions of internal job satisfaction, a lack of social integration results in 

higher levels of individual absenteeism (Diestel, Wegge, & Schmidt, 2014). Human 

resource professionals reported that the primary challenge in workforce management was 

the creating and maintaining their companies’ ability to compete for talent (Yirik & 

Oren, 2014). The link between job satisfaction and firm value is of increased interest to 

practitioners because it has implications for how managers approach employee 

recruitment, retention, and motivation, and more generally speaks to the importance of 

human resource management for a firm’s overall business strategy (Edmans, 2012). 

 

One of the most discussed issues in the field of management and organization is 

job satisfaction (Yirik & Oren, 2014). Job satisfaction is affected by environmental and 



 

15 

individual factors (Yildirim, 2015), and is enhanced by achieving desired results at work 

and the feeling of belonging to an efficiently functioning work community (Kvist, 

Voutilainen, Mantynen, & Vehvilainen, 2014). Employees who have more control of 

their work by participating in decision making, experience higher job satisfaction (Wang 

and Yang, 2015). The common point of convergence of the studies concerning job 

satisfaction is that the success of a business is enabled by maintaining high levels of job 

satisfaction for workers at all times (Yirik & Oren, 2014). 

 

Pomirleanu and John-Mariadoss (2015) found a direct relationship between trust 

and job satisfaction. Job satisfaction appears to mediate the effects of in-role 

performance, role conflict, and job-induced tension on intent to leave and extra-role 

performance (Chomal & Baruah, 2014). Firms can improve job satisfaction by any other 

mechanism that can enhance the level of trust towards the organizations or supervisors 

(Pomirleanu & John-Mariadoss, 2015). 

 

Companies have to face challenges that request their ability to secure and 

maintain competitive success, an important role being played by staff strategies and 

policies (Secara, 2014). From the perspective of the employer who wants efficiency in 

terms of efficacy, staff strategies and policies should focus on the desired employee 

ever since recruitment and selection (Secara, 2014). Training and development practices 

are one of the most important ways to assist personnel in gaining new knowledge and 

skills required to adhere to competitive standards. Additionally, pay, coworkers, 

supervision, and the work itself have a significant impact on organizational commitment 

(Fu, Deshpande, & Zhao, 2011). 



 

16 

As job satisfaction has been deemed the biggest predictor of turnover, Dong et al. 
 

(2012) proposed that the relationship between job satisfaction and turnover is not as 

strong as the effect turnover has on an organization. Job satisfaction is a factor that 

would induce the employee to work in a long-term position (Ijigu, 2015). Individuals 

who feel more choice in the jobs they wish to pursue, tend to be more satisfied at work 

(Duffy, Autin, & Bott, 2015). Career decisions are likely affected by more than the 

simple existence of career barriers; rather, they are likely affected by the perception of 

the meaning in, or strength of, those barriers (Duffy et al., 2015; Tejada, 2015). 

 

Since 1991, there has been an increased concern exists regarding improving 

employees’ quality of working life (QWL), to foster a high-quality culture, and high 

organizational performance (Mosadeghrad, Ferlie, & Rosenberg, 2011). There are many 

barriers to overcome to achieve a higher quality of working life, with job stress being one 

of these barriers. Job stress is becoming an increasingly important occupational health 

problem (Mosadeghrad et al., 2011). 

 

Individuals face a high level of work-related stress and try to cope with their 

stress (Srivastava & Tang, 2015). The best single predictor of an individual’s behavior 

is the measure of his or her intention to perform that behavior (Premalatha, 2011). 

Furthermore, an individual’s behavior stems from thoughts of quitting, the evaluation of 

alternative opportunities, intentions to quit, and ultimately turnover. However, if the 

search for alternative opportunities proves to be unsuccessful, it often leads to a re-

evaluation of the current job, and a change in the individual’s satisfaction level 

(Premalatha, 2011). 
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Additionally, turnover intention is positively related to each component of 

burnout syndrome. Work environment satisfaction, job rewards satisfaction, 

organizational management satisfaction, and emotional exhaustion were identified 

as significant direct predictors of turnover (Zhang & Feng, 2011). Performance 

linked rewards act as motivators for employees in enhancing the performance 

(Chomal & Baruah, 2014). 

 

These rewards may differ in the same organization based on different categories 

of employees (Chomal & Baruah, 2014). The size, nature, and effects of today’s 

businesses grow at a staggering pace, and, as a result, understanding the causes and 

effects of ethics in the workplace becomes increasingly important (Zhang & Feng, 

2011). Employees suffer from daily job stressors, including anything from a lack of 

supervisor or coworker support to family conflicts that they bring with them into the 

workplace (Zhang & Feng, 2011). 

 

Dong et al. (2012) found that the growth in an employee’s job satisfaction 

includes a lower probability to prevent him or her from leaving when job satisfaction 

decreases in his or her specific business unit and the employee is out of step with his or 

her coworkers. Growth in an employee’s job satisfaction is most likely to prevent him or 

her from leaving when his or her business unit is experiencing job satisfaction, and as a 

result, the person is in step with coworkers (Dong et al., 2012). Employees must position 

themselves to alleviate from presenting ethical conflicts in the workplace (Guadine & 

Thorne, 2012; Valentine, Fleischman, & Godkin, 2015). Ethical conflict occurs when 

there are value differences between individuals and the values placed by organizations 
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(Gaudine & Thorne, 2012). One factor that researchers have not spent a lot of 

time looking into is moral stress (DeTienne, Agle, Phillips, & Ingerson, 2012). 

 

DeTienne et al. (2012) compared the impact of moral stress with other job 

stressors, utilizing three important variables; fatigue, job satisfaction, and turnover 

intentions. The authors compiled survey data from 305 customer-contact employees of a 

financial institution’s call center. They performed a statistical analysis of the interaction 

of moral stress and the three variables while controlling for other types of job stress, as 

well as demographic variables. The results showed that even after including the control 

variables, moral stress remains a significant predictor of increased employee fatigue, 

decreased job satisfaction, and increased turnover intentions (DeTienne, et al., 2012). 
 

Job Embeddedness 

 

Swider, Boswell, and Zimmerman (2011), surveyed 895 staff employees who 

work at a large university located in the southwestern United States regarding job 

embeddedness, job satisfaction, and available alternatives. Descriptive statistics and 

zero-order correlations were used to determine that the job search-turnover relationship 

was stronger when employees had lower levels of job embeddedness and job satisfaction 

and higher levels of available alternatives (Swider et al., 2011). Turnover is favorable to 

some extent for the optimal allocation of human resources, but high turnover rates affect 

the sustainable development of organizations and disrupt the morale of the employees 

that remain (Zhang & Feng, 2011). 

 

Kaifeng, Dong, McKay, Lee, and Mitchel (2012) discussed an overall model of 

the relationships between job embeddedness and turnover outcomes. Kaifeng et al. 
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(2012) utilized published articles up to June 2011 in PsycINFO, ISI Web of Science, 

Business Source Premier, ProQuest, and Google Scholar, and searched for terms such as 

job embeddedness, organizational embeddedness, and community embeddedness. A 

sample size was needed for Kaifeng et al. (2012) to calculate the sample size-weighted 

effect size. 

 

Utilizing 65 independent samples (N=42,907), Kaifeng et al. (2012) found that 

on-the-job and off-the-job embeddedness negatively related to turnover intentions and 

actual turnover, after controlling for job satisfaction, affective commitment, and job 

alternatives. Also, the negative relationships between on-the-job embeddedness and 

turnover criteria were stronger in female-dominated samples and public organizations. 

The quest for work-life balance, considered a basic requirement by an increasingly 

enlightened workforce, contributed to the demand for flexible working practices 

(Idris, 2014). 

 

Kaifeng et al. (2012) argued that job embeddedness can explain a variation 

between job attitudes and job alternatives. Despite these findings, challenges remain as to 

the understanding of the relationship between job embeddedness and turnover related 

criteria. A key issue is the inconsistency regarding the effects of the two major 

dimensions of job embeddedness, on-and off-the-job-embeddedness, on employee 

turnover (Kaifeng et al., 2012). 

 

Kanwar et al. (2012) found that job satisfaction and organizational commitment is 

important regarding the turnover intent of an employee in the organization. A satisfied 

employee is one who brings a positive effect and work values that leads to increased 
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efficiency and productivity. Job satisfaction leads to lower absenteeism and 

employee turnover, as well as the reduction of hiring costs (Kanwar et al., 2012). 

 

Eight forces, (a) affective, (b) contractual, (c) calculative, (d) alternative, (e) 

behavioral, (f) normative, (g) moral, and (h) constituent pertain to the effects of 

organizational identification, work satisfaction, and pay satisfaction regarding the 

turnover intentions of employees (Maertz et al., 2012). Affective force, the primary 

common motive for turnover, pertains to an overall feeling about an organization that an 

individual has while being a member. This discomforting feeling brings a feeling of 

withdrawal, and as such, a psychological exit and lack of motivation would ensue. 

Turnover intentions pertaining to work satisfaction and pay satisfaction appear to be 

stimulated by psychological forces (Maertz et al., 2012). Both of these aspects create 

turnover intentions through feelings toward the organization and through messages sent 

from the organization that the employee has opportunities to strive within that 

organization (Maertz et al., 2012). 

 

Organizational Commitment 

 

Organizational commitment has been converted into a common subject for 

research since the 1970’s (Rafiee, Bahrami, & Entezarian, 2015). However, it was in the 

1990’s that a consensus was reached regarding a definition (Laflamme et al., 2014). In 

the twenty-first century, organizations across the globe face the daunting task of having a 

satisfied, committed and cooperative workforce (Pradhan & Pradhan, 2015). 

Organizational commitment is defined as employees’ attachment to their organization 

(Laflamme et al., 2014), and is an important organizational and occupational attitude 
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attracting many researchers’ interest in the field of organizational behavior 

and psychology, especially social psychology (Farzanjoo, 2015). 

 

Employee work engagement has been viewed as one of the most critical drivers of 

success (Strom, Sears, & Kelly, 2014), and has been linked to several positive individual 

and business outcomes, including improved individual productivity, improved 

organizational citizenship behaviors, and greater managerial effectiveness (Blomme, 

Kodden, & Beasley-Suffolk, 2015). In contrast, employee disengagement leads to 

reduced productivity and higher costs (Suk Bong, Thi Bich Hanh, & Byung Il, 2015). The 

concept of commitment is generally apprehended from two distinct but related angles: 

attitude and behavior (Laflamme et al., 2014). Employees remain in an organization 

because they want to stay (In-Jo & Heajung, 2015; Zhang, 2015). It is important for all 

kinds of businesses to ensure organizational commitment and job satisfaction (Çelik, 

Dedeoglu, & İnanir, 2015). 

 

Organizational commitment has been seen as an interesting and attractive subject, 

because it helps organizations predict job performance, job rotation, and employee 

absence (Rafiee et al., 2015). The success of today’s organizations depends on unleashing 

and maximizing the talents of its workforce (Lakshman & Rai, 2014). Any loss of highly 

skilled and talented employees would be at great cost to the organization (Guha & 

Chakrabarti, 2014). An organization is a social system, life and stability of which 

depends on the existence of a strong link between its constituent elements (Farzanjoo, 

2015). 
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To be successful in today’s global business environment, characterized by 

increased global competition, technological innovation and change, any organization 

requires knowledge, thought, energy, support and commitment of its employees, 

including employees of operational and administrative managers (Farzanjoo, 2015). 

Managers of organizations employ various measures, including emphasizing on 

training newcomers and experienced staff within the framework of education as well as 

construction, to develop their staff’s organizational commitment (Farzanjoo, 2015). A 

wide range of studies identified what factors motivate workers to stay in their position 

and to determine the implications for high turnover (Hwang & Hopkins, 2012). 

 

Turnover studies rarely include discussion of the conditions that influence the 

quality of employees who leave. Additionally, Van Iddekinge et al. (2011) found that a 

range of useful predictor constructs, such as (a) mental ability, (b) personality, (c) 

motivation, and (d) knowledge and skills, all play a role in either job performance or 

turnover. Success is motivating, where motivated work will generate success (Martin & 

Bartscher-Finzer, 2014). 

 

The literature establishes that employees’ commitment has significant positive 

influence on their performance that results in increased organizational performance 

(Shrestha & Mishra, 2015). There are several trends within the employment sector, such as 

the offering of better jobs at competing firms and the affect of the overall financial 

performance of an organization when an employee leaves, that suggest companies need to 

pay better attention to turnover and retention issues (Linhartova, 2011). Employee 
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turnover has a significant effect on the overall financial performance of the organization 

(Linhatova, 2011). 
 

Human resources are the most important asset and strategic factors of any 

organization (Talachi et al., 2014). Lowering of employee turnover depends mainly on 

human resources in the organization, on job relations, as well as satisfaction and 

interest of management as the main reasons as to why employees leave (Linhartova, 

2011). Recognizing the employees’ job satisfaction can help managers to improve the 

productivity of human resources (Talachi et al., 2014). 

 

Turnover research positively links process fairness with a range of work attitudes 

and behaviors. Instrumental perspectives hold that employees desire input and voice 

regarding the allocation of valuable work resources as a way to enhance control over the 

receipt of desired outcomes in the long run (Collins, Mossholder, & Taylor, 2012). 

Employees learn appropriate behavior within their organizations through climate 

perceptions (Fu & Deshpande, 2014). Employees’ active and constructive suggestions 

are valuable resources for organizations seeking to bring about innovation and 

development (Xu, Bei, & Min, 2014). 

 

Collins et al. (2012) found direct relations between process fairness variables 

and workplace contribution. Collins et al. (2012) utilized a 5-point Likert-type scale to 

analyze the responses from 415 undergraduate students at a large university who were 

employed, worked at least 12 hours per week, and had at least 5 years of work 

experience. Collins et al. (2012) measured self-reported job performance, turnover 

intentions, and distribute fairness and found that employee turnover intentions moderate 
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relations between process fairness perceptions and employee job performance. 

Specifically, the positive effects of process fairness on performance were stronger 

for employees who planned to stay with the organization (Collins et al., 2012). 

 

Individuals in management roles are regarded as a vital source for the success of 

an organization (Rafiee et al., 2015). When managers observe organizational rules, there 

will be a suitable opportunity for increasing organizational commitment (Rafiee et al., 

2015). The construct of commitment can be broken down in a number of dimensions. The 

most significant dimensions are affective and continuance (Laflamme et al., 2014). 

 

First, affective commitment is expressed in their sense of belonging to the 

organization and the values they share with their employer. This affective commitment 

gives rise to positive behaviors like organizational citizenship behaviors. Continuance 

commitment is linked to the intention to stay in the organization based upon the limited 

number and attractiveness of employment alternatives (Laflamme et al., 2014). 

 

A committed workforce is a blessing for any organization (Lissy & Venkatesh, 

2014). Involvement of a person with the organization is recognized as the reason for 

organizational commitment of the person and organizational commitment has a deep 

effect on the person’s self-sacrifice and loyalty to their job or organization (Rafiee et 

al., 2015). Employees included a higher commitment to their careers than in previous 

decades as the management indicated appreciation for employees’ loyalty and devotion. 

This pattern of career development and commitment has changed as employees have 

learned that their organization does not guarantee their tenure. Employees began 
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developing and making a commitment to their own career for future employment, as a 

result (Kim et al., 2012). 

 

Turnover intentions pertaining to work satisfaction and pay satisfaction appear to 

be stimulated by psychological forces (Maertz et al., 2012). Both of these aspects create 

turnover intentions through feelings toward the organization and through messages sent 

from the organization that the employee has opportunities to strive within that 

organization (Maertz et al., 2012). Job crafting is a process by which employees redesign 

or modify their jobs, and this aspect of organizational management and commitment has 

received a plethora of attention from scholars (Jipeng et al., 2014). The focus in existing 

job crafting research has been mainly on employees’ perceptions about opportunities to 

craft their jobs (Jipeng et al., 2014). Therefore, Jipeng et al. (2014) argued that emotional 

attachment to the organization is a factor that is critical in predicting job crafting. 

 

Commitment Factors 

 

Personality characteristics and individualistic differences of people are among the 

most important factors that predict organizational commitment and help organizations 

reach their goals (Rafice et al., 2015). Organizational behavior studies of bonds with the 

organization, especially those of commitment, have been given special attention due to 

their role in enabling a broader knowledge of the relationships established between 

workers and their organizations (Leite, de Aguiar Rodrigues, & de Albuquerque, 2014). 

Commitment is expected due to its impact on desirable variables, such as performance 

and organizational citizenship behavior (Leite et al., 2014). Leite et al. (2014) agreed that 
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workers’ motivation can be partially explained by organizational behavior, which 

is, therefore, a consequence of the bond. 

 

Different factors can be effective for organizational commitment: (a) individualistic 

characteristics such as age, service record, education, gender, etc., (b) job characteristics such 

as job field, role conflict, and job ambiguity, (c) structural characteristics such as formality 

and focus in organizations, organization size, etc., (d) work life experiences which mean the 

experiences obtained by people during the working life (Nabizadeh, Atashzadeh, Khazai, & 

Majd, 2014). The goal is to make employees feel committed to their organizations especially 

in such a dynamic work environment where the attrition rate is so high and job changing is 

the priority. The commitment of employees is particularly sensitive to six dimensions of 

organizational culture to include: 

 

(a) proaction, (b) confrontation, (c) trust, (d) authenticity, (e) experimentation, and (f) 

collaboration (Dwivedi, Kaushik, & Luxmi, 2014). Organizational researchers recognize 

the vital importance of human capital in a continually changing business environment, 

and as such, will remain increasingly focused on the developmental needs of their 

organizational members (Totawar & Nambudiri, 2014). 

 

Major, Morganson, and Bolen (2013) researched predictors of occupational and 

organizational commitment outcomes among IT professionals and explored gender 

differences and similarities in the relative importance of predictors. They argued that 

satisfaction with growth opportunities, job security, job stress, and work-family culture 

related to commitment outcomes as expected, accounting for the most significant 

variance in organizational commitment. Additionally, Major et al. (2013) found that 
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women weighted growth satisfaction and work-family culture more strongly than men, 

whereas men weighted job security more heavily than did women. 
 

Organizational Support 

 

Perceived organizational support (POS) is a major social exchange mechanism in 

an organizational context that refers to global beliefs held by employees regarding the 

extent to which their organization values their contributions and cares about their well-

being (Chao-Chan & Na-Ting, 2014). The perspectives of the social exchange theory 

encompass perceived organizational support and attracts considerable research interest 

in the area of organizational behavior (Chao-Chan & Na-Ting, 2014). Social exchange 

theory suggests that an organization’s efforts in helping employee’s job-leisure conflict 

will be reciprocated by employee in a way where he or she feels that he/she has returned 

the favor (Sharma & Nambudiri, 2015). 

 

Further, apparently if the organization is willing to invest in creating leisure and 

recreational facilities for the employees, employees are likely to invest more of their 

time and relationships with the same organization (Sharma & Nambudiri, 2015). 

Employees with high levels of perceived organizational support believe that the 

organization values their contributions and cares about them (Chao-Chan & Na-Ting, 

2014). Compared with low-POS employees, high-POS employees more strongly believe 

that greater efforts will yield greater rewards (Chao-Chan & Na-Ting, 2014). 

 

Reasons for Turnover 

 

Turnover researchers often analyze individuals’ employment experiences, looking 

at the process by which some individuals decide to leave (Shipp, Furst-Holloway, Harris, 
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& Rosen, 2014). Yet, understanding what is driving it can mitigate with the amount of 

turnover that is experienced by an organization (Jain, 2013). A substantial amount of 

research has focused on two purposes: (a) discovering why individuals leave an 

organization (i.e. the predictors of turnover) and (b) how they leave (Shipp et al., 

2014). The common nature of staff turnover does not underscore its importance and the 

effects that high turnover can have on organizations (Khoele & Daya, 2014). 

 

Today, knowledge is a commodity and thus skilled knowledge workers are vital 

for organizations’ success (Khoele & Daya, 2014). Their increased turnover has an 

adverse effect on productivity and profitability (Khoele & Daya, 2014). High staff 

turnover is a cause for alarm, not only because of the costs associated with recruitment, 

selection, and training, but also due to the increasing scarcity of experienced talent 

(Khoele & Daya, 2014). 

 

The after effects of employee turnover are apparently costly in terms of hiring and 

training a new employee according to the job role (Sharma & Nambudiri, 2015). Reasons 

outside the control of the company include employee retirement, advancement to other 

parts of the organizations, promotions within the same group, illness, and changes in the 

employee’s personal circumstances (Jain, 2013). There are many misconceptions 

regarding turnover, including: (a) people quit because of pay, and (b) people quit because 

of their dissatisfaction with their jobs where there is little managers can do directly to 

influence turnover decisions (Allen, Bryant, & Vardaman, 2010). 

 

Considerable efforts have been exerted toward research on employee turnover, 

though no one theory has been found to explain the behavior of employee turnover (Shin, 
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Koh, & Shim, 2015). Employees leave agencies for different reasons, usually voluntarily, but 

sometimes turnover takes place on an involuntary basis (Bliss, Gillespie, & Gongware, 

2010). Turnover behavior can reflect different types of actions that lead to turnover, such as 

quitting a job, being fired from a job, or option for retirement (Clausen, Tufte, & Borg, 

2014). Research included primarily concentrated on voluntary turnover because the primary 

focus is to try to understand why employees quit (Bliss et al., 2010). From an organizational 

point of view, the consequences of employee’s leaving are essentially the same, whether the 

turnover is voluntary or involuntary (Bliss et al., 2010). 

 

As interest in occupational stress increases due to its tremendous impact, Hwang, 

Lee, Park, Chang, and Kim (2014) have identified several topics relating to the important 

role of occupational stress in employee turnover. Stress, which is an individual’s physical 

or psychological response to unusual situations, is viewed as a common and essential 

part of life (Hwang et al., 2014). Stress has become linked to employment because 

employees spend considerable time exposed to occupational stress (Hwang et al., 2014). 

 

Job dissatisfaction and the ease of movement include the label as additional 

reasons as to why turnover exists. Furthermore, the relationship between satisfaction and 

voluntary turnover was stronger when the unemployment rate was low. Direnzo and 

Greenhaus (2011) argued that the ability to move between jobs enables workers who are 

dissatisfied to leave their jobs for other opportunities, and that voluntary turnover is lower 

among highly employable individuals and employees who are highly unemployable when 

paired with regularly employable individuals (Direnzo & Greenhaus, 2011). Providing a 
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stimulating workplace environment, that fosters happy, motivated and empowered 

individuals, lowers employee turnover and absentee rates (Jain, 2013). 

 

Research has focused on physical health and behavioral risks, though studies 

from a range of disciplines acknowledge that other elements of overall well-being are 

influential (Sears, Shi, Coberley, & Pope, 2013). Overall well-being is a 

multidimensional construct that considers a range of important life domains related to 

work, finances, emotional health, physical health, and behavioral risks, as well as the 

quality of one’s social connections and community (Sears et al., 2013). This represents a 

broader definition of health that accounts for social, psychological, and environmental 

influences beyond physical health alone (Sears et al., 2013). There is strong evidence that 

these elements of well-being are associated with a range of human capital costs to 

employers’ outcomes (Sears et al., 2013). 

 

The input for the human information processing system is external stimuli (Shin 

et al., 2015). In the process of the turnover decision, changes in available alternatives, 

organizational situations, and demographic characteristics can be regarded as external 

stimuli (Shin et al., 2015). When studied from this point of view, work/life balance has a 

significant importance (Tayfun & Catir, 2014). The concern for employee turnover is so 

critical because it results in the loss of valuable knowledge assets from an organization’s 

experienced employees (Song et al., 2011). Employee turnover is one of the more 

frequently analyzed in the management field because of its negative influences on 

organizational performance and climate (Song et al., 2011). 
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Managerial turnover on firm outcomes is not a new topic. Managerial derailment 
 

delivers costly consequences for organizations (Carson, Shanock, Heggestad, Andrew, 

Pugh, & Walter, 2012). Manager background and personal characteristics are unknown 

but likely to be vital for firm outcomes and turnover. The main conclusion from 

previous studies is that the degree of effects of management changes is significant, but 

the economic significance is small in terms of performance improvements, where 

manager quality does not seem to matter in predicting turnover (ter Weel, 2011). 

Managers who exhibited the dysfunctional interpersonal tendencies that coincided with 

someone who moved against people, were more likely to engage in derailment potential 

behaviors, and subsequently get fired or quit (Carson et al., 2012). 

 

The costs associated with an organization’s high voluntary turnover rate are well 

documented in turnover literature (Costigan, Insinga, Berman, Kranas, & Kureshov, 2012). 

Large replacement costs occur when voluntary turnover is high (Costigan et al., 2012). 

There may be some benefits to voluntary turnover, however, the problems that arise from a 

high voluntary turnover rate are significant (Costigan et al., 2012). 

 

Minimizing the turnover of skilled employees is a key goal because the 

experienced and most knowledgeable employees help the organization in building 

customer satisfaction and loyalty (Huang & Chang, 2012). Employee turnover remains 

very costly, as expenses due to recruiting, training, and lost productivity can be 

excessive (Huang & Cheng, 2012). Kaifeng, Lepak, Jia, and Baer (2012) contrasted the 

different levels of the work and family conflict on turnover intention between male and 

female employees. 
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A sample of two service industries, full-service restaurants and retail stores in 

Taiwan, was drawn to test nine hypotheses set forth by Kaifeng et al. (2012). The 

hypotheses focused on the effects of work-family conflict (WFC) and family-work 

conflict (FWC) and how they affected job stress, job satisfaction, and turnover intention 

(Kaifeng et al., 2012). Perceptions of WFC, FWC, job stress, job satisfaction, and 

turnover intention were gathered from 371 respondents via surveys (Kaifeng et al., 2012). 

 

A confirmatory factor analysis along with multiple regression models showed that 

WFC affects female employees’ job stress more strongly than it does in males. Second, 

FWC and job stress have stronger effects on turnover intention among female service 

employees. Kaifeng et al. (2012) found that managers need to provide more 

organizational supports and concerns to help them eliminate conflicts and stress. 

 

A large body of research indicated that in utilizing various systems of HR 

practices intended to enhance employees’ knowledge, skills and abilities, motivation, and 

opportunity to contribute, there are positive outcomes such as increased commitment and 

lower turnover (Kaifeng et al., 2012). Liu, Hui, Lee, and Chen (2012) found that high 

turnover has a significant negative impact on organizations’ productivity and profits. 

Particularly, turnover of highly educated employees can erode the organization’s 

competence as having a strong knowledge base, and less traditional employees are more 

likely to leave the organizations than more traditional employees when employers fail to 

fulfill their employer psychological contracts (Liu et al., 2012). 

 

Some turnover may be healthy for an organization; mitigating unwanted turnover is 

critical to organizational health and effectiveness (Lopina, Rogelberg, & Howell, 
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2012). As a constant analysis of the turnover rate of the U.S. job market continues, the 

analysis is done so in order to determine the growth of job insecurity and instability and 

to identify its causes (Monks, 2012). Job insecurity includes the link to various health-

related, attitudinal, and behavioral consequences (Stiglbauer, Selenko, Batinic, & 

Jodlbauer, 2012). 

 

Job security is associated with (a) lower levels of physical health, (b) general 

well-being, (c) job satisfaction, (d) organizational commitment, and (e) performance, and 

coincides with increased employee withdrawal behaviors such as turnover intentions and 

actual turnover (Stiglbauer et al., 2012). The last three years has brought about research 

that has gone beyond studying job insecurity consequences, and has shifted to 

understanding what factors influence the relationship between job insecurity and its 

consequences and how job insecurity consequences develop over time (Stiglbauer et al., 

2012). Stiglbauer et al. (2012) revealed that work involvement buffered the negative 

effect of job insecurity on well-being, and that the stress process associated with job 

insecurity differs, depending on which aspect of general well-being includes 

investigation. 

 

Small Business Turnover 

 

A plethora of research included the reasons for turnover in large corporations, 

however, there has been considerably less research with a focus on small businesses. The 

last twenty years has brought an increasing interest in understanding the relationship 

between systems of HR practices and firm performance. Strategic human resource 

management (SHRM) researchers have argued that systems of HR practices can enhance 
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the ability and motivation or an organization’s human capital (Allen, Ericksen, & Collins, 

2013). 
 

Allen et al. (2013) analyzed the effects of commitment-based HR management 

practices on the performance of small businesses and found that HR practices in small 

businesses that are based on a leaders’ views of employee commitment are positively 

related to revenue growth and perceptions of performance, therefore increasing job 

satisfaction and decreasing turnover (Allen et al., 2013). Russell (2013) argued that 

history strongly suggested that survey measures of employee attitudes or percepts are 

unlikely to explain more than 15-20% of the variance in chronic voluntary turnover. 

Instead of chasing the ultimate model that will allow researchers to analyze turnover 

adequately, one needs to focus more on how resulting turnover decision models change 

over time (Russell, 2013). Since employees must work within an organizational culture, 

they should adapt themselves to their company’s circumstances (Hwang et al., 2014). 

 

Employee Intention to Quit 

 

Turnover intention is the cognitive process of thinking about quitting one’s job, 

planning on leaving, or feeling the desire to leave (Campbell, Im, & Jisu, 2014). Some 

turnover is normal and even considered important for the health and viability of an 

organization in the long run (Wynen & de Beeck, 2014). Voluntary turnover of key 

employees can be costly to business (Allen et al., 2010). 

 

The recruitment and training of new employees represents an upfront investment 

for organizations, and losing these employees to voluntary turnover can result in 

significant costs and other negative consequences (Campbell et al., 2014). Organizations 



35 
 

also have to incur cost in terms of employee’s deviant behavior and consequent sub-

optimal work performance during their growing intention to quit (Sharma & Nambudiri, 

2015). This becomes of paramount importance to understand the factors that instigate 

employees to think about quitting the organization (Sharma & Nambudiri, 2015). 

 

Further, the consistent intention to quit for a longer time may also be detrimental 

to the organization as this negatively influences other employees, their work performance 

and anxiety level (Sharma & Nambudiri, 2015). Many view job choice and turnover 

intent as an aspect of work (Yu-Ping, Mei-Huei, Hyde, & Hsieh, 2010). Replacing 

employees becomes more difficult because talents are scarce due to the upcoming 

shortage arising from retirement (Hatum, 2010). Consequently, the underlying bias of 

turnover research is that voluntary turnover is mostly a negative outcome for an 

organization (Wynen & de Beeck, 2014). 

 

Offering one type of wage compensation over another is one type of practice, as is 

including various types of non-wage compensation, such as mobility in the case of health 

insurance and traditional pension plans (Yu-Ping et al., 2010). A benefit that is often 

praised as being favorable to employees is tuition reimbursement, which firms provide 

for the direct cost of coursework taken by employees (Yu-Ping et al., 2010). Yu-Ping et 

al. (2010) found that non-wage compensation such as tuition reimbursement programs 

reduces turnover through (a) complementarities and (b) mobility costs. 

 

Complementarities, for example, include correlating how general skills directly 

affect the relative productivity at the current employer as compared to other employers 

(Yu-Ping et al., 2010). The efficiency-related dimension of performance initiatives, 
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insofar as they affect the workload and resources of employees, may have distinct effects 

(Campbell et al., 2014). Yu-Ping et al. (2010) argued that mobility costs imposed by 

employers played a key role in reducing turnover intention when these requirements 

stipulate continued employment longer than 12 months (Yu-Ping et al., 2010). 

 

Over the years, the average tenure of employees has come down, and with talent 

being in short supply, companies are always vying for new employees (Premalatha, 

2011). Managing employee job motivation and turnover rates is an important element of 

the human capital strategy (Campbell et al., 2014). Organizations need to pay attention 

to work value as an important factor related to quality of work life as they continue to 

develop strategies in order to reduce attrition (Campbell et al., 2014). 

 

Worklife balance is the degree to which employees consider that they can 

achieve a satisfying mix of work and non-work activities (Scanlan, Meredith, & Poulsen, 

2013). Ruey-Juen, Chen-Wei, Cheng-Min and Bor-Wen (2014) observed that there is a 

significant, direct, and positive effect of work value on quality of work life, a significant, 

direct, and negative effect of work life on turnover intention, and an indirect negative 

effect of work value on turnover intention through quality of life. Additionally, various 

work stress dimensions have been shown to be associated with increased intentions to 

quit (Gray & Muramatsu, 2013). 

 

Human resource managers are faced with cutting costs in the present job 

market while at the same time, hiring the job talent that will help to meet the mission 

of the organization. With this in mind, it is important to understand why an employee 

voluntarily chooses to leave an organization, as the costs to replace a single employee 
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often times exceeds one and half times the employee’s annual salary (Palanski, Avey, & 

Jiraporn, 2014). Abusive leadership causes emotions that create a negative bias, and in 

turn, forces individuals to give increased significance to negative events and personal 

actions than they would positive events of the same magnitude (Palanski et al., 2014). 

 

Palanski et al. (2014) argued that ethical leadership is a behavioral trait and is able 

to be practiced and developed, and furthermore, their character is only one small 

component of ethical leadership behavior and does not make up the complete individual. 

While ethical leadership is beneficial for the organization, it is also expected. The 

expectation of ethical leadership may force leaders to reinforce perceptions of ethical 

leadership in order to maintain high job satisfaction and alleviate voluntary turnover 

(Palanski et al., 2014). 

 

An ethical climate is one that is created when a company’s internal ethics or 

behavioral decisions satisfy expected standards or norms. Turnover intentions are often 

considered to have a level of influence on organizations (Feng-Hua, You-Shiun, & Kun-

Chih, 2014). An assumption of turnover studies is that turnover is an important 

organizational problem, and a result, it should be reduced (Yongbeom, 2013). The human 

capital theory states that specific knowledge may result in specific costs if those 

employees who house that knowledge quit. Hence, most turnover studies have primarily 

focused on why employees quit and how to prevent employee turnover (Yongbeom, 

2013). 

 

Scholars have conceived numerous theories and constructs to understand 

better and predict job quits. Regardless of the different theories, virtually all turnover 
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perspectives assume the following sequence: Distal antecedents (e.g., job characteristics, 

personality) to attitudinal antecedents (e.g. job satisfaction) to criterion space (e.g. quit 

intentions and voluntary quits) (Hom, Mitchell, Lee, & Griffeth, 2012). Tayfur, Bayhan, and 

Metin (2013) argued that in order for good workplace management to be in place, two 

processes are equally important in providing for it: organizing interventions on how to 

allocate the rewards and to implement decisions in a fair manner, and providing training 

programs for employees to address how to cope with work stress. 

 

To ensure the reward system is effective and motivates the desired behaviors, it is 

essential to consider carefully the rewards and strategies utilized and ensure the rewards 

are linked to or based on performance (Chomal & Baruah, 2014). Any performance 

measurement system must be tied to compensation or some sort of reward (Chomal & 

Baruah, 2014). The economic environment causes the reduction of individual’s 

perception of what having job satisfaction means, in favor of the perception for having a 

job (Secara, 2014). Rewarding performance should be an ongoing managerial activity, 

not just an annual pay-linked ritual (Chomal & Baruah, 2014). 

 

Burnout includes examination as part of stress resulting from work (Thomas, 

Kohli, & Jong, 2014), and involves physical, mental and emotional exhaustion due to 

long-term involvement in emotionally demanding situations (Jasperse, Herst, & Dungey, 

2014). It is a multi-faceted concept, consisting of three sequential components that are the 

results of chronic stress (Jasperse et al., 2014). The first stage of burnout is emotional 

exhaustion where individuals feel emotionally overwhelmed by the demands of others 

(Jasperse et al., 2014). The second stage, depersonalization, occurs by inappropriately 
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attempting to cope with exhaustion (Jasperse et al., 2014). The final stage is a decreased 

sense of personal accomplishment (Jasperse et al., 2014). Cheng, Bartram, Karimi, and 

Leggat (2013) argued that there is a benefit of establishing a strong team climate in buffering 

the effects of hiding on burnout and turnover intention. 

 

Organizational injustice within a workplace environment acts as a workplace 

stressor that triggers emotional reactions such as exhaustion, cynicism, and helplessness 

(Tayfur et al., 2013). These reactions bring upon dysfunctional attitudes, much like 

turnover intentions (Tayfur et al., 2013). Stressors in either work or non work domains 

may contribute to conflict between job-related and personal commitments and this in turn 

can impact perceptions of work-life balance and well-being (Scanlan et al., 2013). 

 

Employees who perceive that they invest in a high degree of effort in their work, 

but receive little in return, are more likely to experience poorer well-being at work than 

those with better perceived balance between effort and reward (Scanlan et al., 2013). 

 

Perceptions of effort and reward are useful measures of job-related factors that may 

contribute to, or diminish, well-being at work (Scanlan et al., 2013). Managers must 

encourage the use of teamwork by establishing a shared climate, that incorporates a 

clear team vision, high task orientation, high levels of participation safety, strong 

support for innovation and high interaction frequency (Cheng et al., 2013). 
 

Retention 

 

Organizations strive to attract, recruit, and retain qualified and productive 

employees, as human capital is essential for organizational effectiveness (Rehman, 2012). 

Recruitment and retention of knowledgeable employees has become a global issue 
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(Aruna & Anitha, 2015; Rehman, 2012). Businesses face the challenge of replacing 70 

million experienced and talented workers over the next 20 years as the Baby Boomer 

generation retires (Oladapo, 2014). The challenge comes at the same time as seismic 

shifts in the workforce, global economic stagnation, historically high unemployment, and 

global security threats (Oladapo, 2014). To remain competitive, executive management 

must develop stable, long-term talent management strategies to attract, hire, develop, and 

retain talent (Oladapo, 2014). 

 

A highly-competitive business environment among fast developing countries 

makes the retention of talented employees a predicament that many organizations face 

(Idris, 2014). Accomplishing these goals in a successful manner can be challenging 

(Earnest, Allen, & Landis, 2011). The recruitment and retention of key employees 

remain critical issues for organizations (Al-Emadi, Schwabenland, & Qi, 2015; Earnest 

et al., 2011). Retention of current staff reduces the costs associated with recruiting and 

training new employees (Laudicina, Moon, Beck, & Craft, 2014). 

 

Human resource managers are under constant pressure to provide a strong 

contribution to the organization, based on the functions that relate to the way the workers are 

attracted, developed, appraised and maintained in the organization. Members of the 

organization gauge their perceptions, attitudes, and behaviors, often on the experience they 

had with their HR manager (Ribeiro & Semedo, 2014). Organizations, in order to remain 

competitive in the marketplace and to accomplish high performance, need to possess an 

organizational service orientation as they steer the organizational activities of their 

employees toward the organizational goal. Human resource managers need to 
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perform service-oriented behaviors and reach positive performance by creating a service-

oriented culture at the organizational level (Jung & Yoon, 2013). 

 

Job satisfaction is one of the strongest predictors of intent to stay and retention 

(Li, 2015). Employee engagement includes exploration as one avenue for examining 

retention strategies (Shacklock, Brunetto, Teo, & Farr-Wharton, 2014). Loyalty is 

effective for retention where job satisfaction is already low (Ashmore & Gilson, 2015). 

Kanwar et al. (2012) found that job satisfaction increased organizational commitment, 

and both job satisfaction and organizational commitment decreased turnover intent and 

increased employee retention. 

 

A recent government survey found that 51% of job separations were due to 

individuals quitting their jobs; for the first time since 2008, the number of individuals 

leaving jobs of the own accord outnumbered those who were laid off from jobs (Tillman, 

2013). The 2012 Aflac WorkForces Report, an annual report that studies the forces that 

affect the trends, attitudes, and implementation of employee benefits, found that nearly 

half of employees surveyed included an increased likelihood to look for a new job in 

2012 (Tillman, 2013). The Aflac report found reasons as to why these workers were no 

longer wanting to be retained by their current employer (Tillman, 2013). The list 

included the findings that the workers are likely to be physically and financially stressed 

out, they feel their employers are not taking care of them, they do not believe their 

company has a great reputation, and they are largely dissatisfied with their jobs 

(Tillman, 2013). 
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Mentoring is a key aspect of these two functions, especially to include junior faculty 

(Steele, Fisman, & Davidson, 2013). A mentoring relationship is one that may vary along a 

continuum from informal/short-term to formal/long-term in which faculty with useful 

experience, knowledge, skills, and/or wisdom offers advice, information, guidance, support, 

or opportunity to another employee for that individual’s professional development (Berk, 

Berg, Mortimer, Walton-Moss, & Yeo, 2005). The overall conclusion is that there is a (a) 

link between job satisfaction, (b) organizational commitment, (c) reasons for turnover, (d) 

employee intention to quit, and (e) retention (Berk et al., 2005). Additionally, the 

information provided the justification for the choice of the research question, research 

method, and research design that guided the study. 

Transition 

 

Retention issues and employee turnover continue to plague organizations. 

Turnover is problematic because it results in the loss of valuable knowledge from an 

organization’s experienced employees (Song et al., 2014). Despite implementing 

strategies to combat turnover, organizations continue to face retention challenges. 

Previous research provides clues as to the specifics of these challenges including job 

dissatisfaction, working environment, and the lack of organizational commitment. 

 

Retention strategies uncovered by the literature review include career promotion 

opportunities, participation in decision-making, and management satisfaction. Having an 

understanding of these strategies may contribute toward implementing effective 

strategies for retaining employees. Several researchers (Hwamg et al., 2012; Idris, 2014; 

Shier et al., 2012) studied retention strategies for retaining employees to understand the 
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phenomenon. These researchers confirmed the need for retention strategies for retaining 

employees. 

 

In Section 2 of this study, I will describe the methodology to answer the guiding 

research questions in Section 1. I will utilize the qualitative research method in the form 

of a case study to interview managers of a small financial institution in Northeast 

Kansas. In Section 3, I will describe the outcome connected to the findings of this study. 
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Section 2: The Project 
 

Purpose Statement 

 

The purpose of this qualitative exploratory case study design was to explore the 

strategies managers use for successfully reducing turnover. The targeted population was 

comprised of a minimum of 10 supervisors and the HR manager of a credit union in 

Northeast Kansas, who were in a leadership role for a minimum of 1 year and had 

experience in strategic methods to reduce employee turnover. The implication for 

positive social change included providing a better understanding of employee retention 

and increasing knowledge of what influences employee turnover. 

 

Role of the Researcher 

 

My role in this qualitative case study was to obtain Institutional Review Board 

(IRB) approval and seek the necessary permission from the participants of my study, in 

addition to serving as the data collection instrument. I gathered data that emerged from 

the interviews (Ibrahim & Edgley, 2015), triangulated the data, analyzed the data and 

created complete descriptions of the data to confirm the validity of the results. I did have 

a prior working relationship with a few of the participants who will be participating in the 

study. 

 

I gained the trust of my participants as well as having their privacy maintained by 

ensuring the safeguarding of the data that I gathered through the interview process as per 

the protocol established in the Belmont Report. The Belmont Report, which implemented 

the gold standard definition of biomedical research, delineated three ethical principles to 
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protect the rights and well-being of individual research participants (Mikesell, Bromley, & 

Khodyakov, 2013). 

 

First, individuals should be given sufficient information about the study and 

should independently decide whether they want to participate. Second, researchers are 

required to maximize benefits and minimize harm to research participants by carefully 

considering the risk-benefit ratio of participation. Finally, the fairness principle requires 

that researchers equitably distribute the risks and benefits associated with research 

across society (Mikesell et al., 2013). 

 

My intent was to ensure contact with my participants in a continuous attempt to 

persuade them to take part in my study. A case study requires that I develop how or why 

questions that would be the rationale for the case study (Yin, 2014). Interviewing 

participants benefited my study as I was not only able to present my questions verbally, 

but I was able to view the participants’ reactions to my questions and listened for audible 

voice inflections as the participants give their answers. 

 

The interview process encompasses different forms and different degrees of 

power. This power shifts back and forth between the interviewer and the interviewee. I 

mitigated bias by asking all questions in the same manner, same tone, and same 

wording for each participant. One feature about the interview is that both the 

interviewer and the interviewee may use their respective powers to negotiate the level of 

information provided to the study (Anyan, 2013). 
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Participants 

 

A proper selection of participants is important to the success of a doctoral study, as 

it is imperative to gain access to the managerial staff of my proposed site (Marshall, 

Cardon, Poddar, & Fontenot, 2013). This study included at least 10 participants from a 

financial institution in Northeast Kansas. Requirements for the study included that 

participants are over 18 years of age, had been in a leadership role for a minimum of 1 year, 

and had experience in employee turnover. The number of interviews conducted for 

qualitative studies correlates with cultural factors (Marshall et al., 2013). This criterion 

allowed the interviewee to answer the open-ended questions from an experienced 

perspective. Traditional ways of computing the minimum sample size are based on 

sampling theories such as simple random sampling (SRS), exogenous stratified random 

sampling (ESRS), and choice-based sampling (CBS) (Rose & Bliemer, 2013). 

 

I solicited study participants via email based on a list from the vice president of 

human resources of all personnel who meet the required criteria (Reischauer, 2015). 

Study participants had an understanding of the research process and their rights as a 

participant through the informed consent form (Appendix A). The informed consent form 

discussed the scope of research and asked participants to provide their signature as 

evidence of their willingness to participate in the study. 

 

Research Method and Design 

 

Research Method 

 

This study used the qualitative research method. I explored strategies managers use 

for successfully reducing turnover. A qualitative research method meets the needs of 
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this study, where the goal is to explore the in-depth experiences of the participants by 

studying qualitative data such as interview responses (Carrick, 2014). Qualitative 

research is valuable in collecting data about morals, actions, and social circumstances of 

particular populations. This type of data illustrates the reasons why employees voluntarily 

leave an organization and what supervisors are doing to reduce turnover (Kolar, Ahmad, 

Chan, & Erickson, 2015). 

 

The quantitative research method does not meet the needs of this study 

because this method entails determining if a theory is correct (Barnham, 2015). Mixed 

method research does not coincide with the needs of this study, as this method utilizes 

both approaches together (Archibald, Radil, Xiaozhou, & Hanson, 2015). The goal of 

this study was not to test a hypothesis or examine relationships between dependent 

and independent variables, but exploring the reasons why employees voluntarily leave 

an organization and what supervisors are doing in order to reduce turnover. 

 

Research Design 

 

I used a qualitative exploratory case study, which allowed the researcher to study 

the need for retention strategies in a real-life setting (Baskarada, 2014). I collected my 

data through the conducting of interviews. This strategy allowed the participants to 

describe what is meaningful or important to him or her using his or her words rather 

than being restricted to predetermined categories (Sewell, 2014). 

 

Ethnography focuses on the shared patterns of an entire culture group. An 

ethnographic design is not appropriate because the researcher focuses on an entire culture 

of people to gain perspectives from those who are living in that culture (Yin, 2009). 
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Phenomenology describes the common meaning for several individuals of their lived 

experiences or a concept or a phenomenon and did not work for this study because the 

goal of this study was to explore the reasons why employees voluntarily leave an 

organization and the strategies supervisors use to reduce turnover. Grounded theory did 

not work for this study because the intent of a grounded theory study is to generate or 

discover a scientific theory (Foley & Timonen, 2015). 

 

Data saturation was achieved when I collected enough data that no new data is 

obtained and information begins to replicate (Habersack & Luschin, 2013). Data 

saturation was obtained through the observation of institutional processes across different 

branches within the organization. I looked for repetitive answers and common themes 

throughout the interviews by constructing a saturation grid, wherein major topics are 

listed on the vertical and interviews to be conducted are listed on the horizontal (Brod, 

Tesler, & Christiansen, 2009). The case study design provided the best approach for 

collecting data over the other designs such as ethnography, phenomenology, and 

grounded theory. 

 

Population and Sampling 

 

I utilized purposeful sampling in this study. Purposeful sampling is a 

nonprobability sampling technique most effective when researchers need to understand 

participants’ perspectives (Richardson, 2009). This strategy involved the interviews of 

at least 10 supervisors and managers of a financial institution in Northeast Kansas. The 

selection included supervisors and managers who had been in a leadership role for a 

minimum of one year and had experience in employee turnover. 
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This sampling method was used because the participants all had met a particular 
 

criterion. I selected at least 10 participants because I wanted to ensure that the answers 

and data received came from individuals who had been in a leadership role for at least 

one year and had experienced employee retention, employee turnover, and the 

processes put in place by the financial institution. Purposeful sampling allows 

researchers to intentionally sample a group of people who have the best information 

about the problem being investigated (Walker, 2012). 

 

Interviews were scheduled for a time and date convenient for both the participant 

and me. Boardrooms were utilized as the locations for the interviews. The interview 

setting was comfortable and nonthreatening. Each interview lasted approximately 20-30 

minutes. 

 

Saturation determines the purposeful sample size (Walker, 2012). Data saturation 

will be obtained through the observation of institutional processes across different 

branches within the organization. I looked for repetitive answers and common themes 

throughout the interviews. Saturation occurs when no new data is collected, when no 

new themes emerge, and there is enough information to replicate the study (Fusch & 

Ness, 2015). 

 

Case study research maintains a holistic view (Kaya, 2014), where data is 

collected by observing, interviewing, and reviewing pertinent documents obtained from 

each case. In the purest form, a case study research design that bases its analysis on 

inductive and constant comparison procedures seeks to discover categories or patterns 

that develop without any preconceived assumptions (Dutra, 2013). The interviewing of 
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the supervisors located at various branches, allowed the ability to obtain data 

regarding employee retention and employee turnover issues, and analyzed the data in a 

way that brings together a solution through the multiple perspectives. 
 

Ethical Research 

 

To ensure the ethical protection of the study participants, I obtained approval 

from the Walden University IRB prior to collecting data. Upon obtaining permission 

from the IRB, I sent a participation inquiry to the participants who met the necessary 

criteria in order to participate in my study. The participants received this form via email. 

 

A sensitive topic for research invariably involves vulnerable people, and concerns 

about the impact of participation can lead to conservative judgments when assessing the 

benefits and risks (Sque, Walker, & Long-Sutehall, 2014). The Informed Consent for 

Participants form advised the participants of the assurance of confidentiality and detailed 

the intent of the study (Wolf et al., 2015). Participants were asked to respond via email 

with the words ‘I consent’, advising me of their voluntary willingness to participate in the 

study (see Appendix A). I advised participants that they can withdraw from the study at 

any time without penalty, whether verbally or in writing (Nguyen et al., 2015). 

 

The participants were not offered any incentive for their voluntary participation in 

the study (Layne-Farrar, Liobet, & Padilla, 2014). To ensure confidentiality, I masked the 

names of the participants and the subject business (Dawson, 2014). Participants were 

labeled P1 and P2, and the business was labeled as ABC Company to ensure privacy 

(Wolf et al., 2015). 
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I stored the signed consent forms and interview notes in a locked safe. The 

consent forms and interview notes will be stored for five years. All consent forms, 

interview notes, and transcribed data will be shredded after the five years. 
 

Data Collection Instruments 

 

I was the primary data collection instrument. A semistructured interview process 

was used for data collection. Each interview included 10 open-ended questions covering 

the participant’s experience and perception of the reasons why employees voluntarily 

leave an organization and what supervisors are doing to reduce turnover (see Appendix 

B). 

 

Interview questions 1-5 related to Hamal and Prahalad’s (1990) core competence 

theory and interview questions 6-10 related to McGregor’s (1960) X-Y theory. Also, the 

company’s documents and archival records data complimented the data obtained through 

the semistructured interviews. Yin (2014) recommended the triangulation of interview 

data with additional data sources. 

 

The goal of the semistructured interviews was to measure perceptions of the 

reasons why employees voluntarily leave an organization and the steps that supervisors 

take to reduce attrition. The direction of the interview questions was aided by the central 

research question. I ensured that the research instrument meets the needs of the study 

before commencing this study by selecting expert researchers with previous research 

experience regarding reducing attrition in the workplace (Thomas, 2015). 

 

I ensured validity and credibility by using a member checking process, which 

allowed me to collaborate with the participants to ensure that the interpretation of the data 
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is correct (Tobin & Begley, 2004). This study did not need a field test, for member 

checking was sufficient to validate the accuracy of the transcript. Additionally, the 

interview questions were asked in the same way to ensure consistency and to alleviate 

bias. 

 

Data Collection Technique 

 

I conducted semistructured interviews in this study. Interviews were scheduled for 

a time and date convenient for both the participant and me. Boardrooms were utilized as 

the locations for the interviews. Each interview lasted approximately 20-30 minutes. 

 

I utilized data collected from the semistructured interviews conjunction with 

additional company data. The knowledge acquired is not limited to what is reported in the 

case study, but also includes tacit knowledge gained by the researcher by being exposed 

to the experience of observing the phenomenon (Mariotto, Pinto Zanni, & De Moraes, 

2014). I collected data from different data sources, including interviews, during case 

study research (Yin, 2014). 

 

I provided a transcript to each participant to ensure that the data that I have 

collected coincides with the answers that the participant provided during the 

semistructured interview. Advantages of semistructured interviews are that they provide 

valuable information from the context of participants experiences and the use of pre-

determined questions provides uniformity (Fitzgerald, Platt, Heywood, & McCambridge, 

2015). Disadvantages of semistructured interviews include the time necessary to collect 

and analyze data and the requirement of some level of training to prevent the interviewer 

form suggesting answers (Topkaya, 2015). Audiotaping the interviews allowed me the 
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advantage of ensuring that they can capture complete answers given by study 

participants. After the interviews, the interviewees participated in the member checking 

process, which allowed the interviewee to correct errors, challenge interpretations, and 

assess results (Reilly, 2013). 

 

Data Organization Technique 

 

I audiotaped the interviews with the consent of the participant. Furthermore, the 

transcribed audiotaped interviews were entered verbatim into a Microsoft Word 

document. The data and transcribed interviews will be kept in electronic folders using 

robust, reliable storage technology (Jianghong, Wenfen, & Xuexian, 2015). NVivo 10 

software inputted and stored data for coding and exploration of themes. 

 

The confidentiality and anonymity of each study participant was protected by 

assigning generic codes to each participant. Confidentiality does not necessarily 

preclude intrusion. Anonymity by itself is not enough to protect a person’s privacy or 

prevent disclosure of personal issues (Sanjari, Bahramnezhad, Khoshnava, Shoghi, & 

Ali Cheraghi, 2014). Each participant was assigned a number from 1 to 10, or higher if 

needed, preceded by the letter P (for participant). 

 

I stored confidential data to ensure participants’ protection as recommended by 

Su-Hyun and Im-Yeong (2015). Therefore, stored data on a password-protected flash 

drive in a locked safe, and I will keep the data for five years. All written material and 

the flash drive will be destroyed after the five years. 
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Data Analysis 

 

The qualitative researcher, through conducting interviews, studies objects in their 

natural settings to determine the meanings people bring to them (Gizir, 2014). I asked 

each participant the interview questions listed in Appendix B. In addition to the data that 

was collected from face-to-face interviews, methodological triangulation of other data 

sources such as the company’s documents and archival records data was used (Yin, 

2014). 

 

Triangulation is a credible and useful method of conducting research, that can 

result in an increase in both quality and quantity of data gathered (Begley, 1996). Begley 

(1996) argued that utilizing triangulation may improve the validity of data obtained and, 

if clearly documented, increase the credibility of the findings. I made visual 

observations during the face-to-face interviews, specifically regarding visual cues that 

the participant displayed when answering my questions. 

 

These cues were instrumental in determining the accuracy of the participants’ 

answers. The data analysis highlighted themes that answered the central research 

question. Though methodologies differ, the analysis is the most crucial aspect of any 

study, due to the ability to inform the presentation of data in the study findings (Whiffin, 

Bailey, Ellis-Hill, & Jarrett, 2014). Data analysis provided a framework to understand 

reasons why employees voluntarily leave an organization and what supervisors are doing 

to reduce turnover. 

 

I analyzed the data after collection of the data. The data included organization in 

categories that were derived from the findings from the literature review. These 
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categories were (a) retention, (b) reasons for turnover, (c) organizational commitment, (d) job 

satisfaction, (e) employee intention to quit, (f) job embeddedness, (g) commitment factors, 

(h) organizational support, and (i) small business turnover. The data collected dictated the 

true categories. This approach identified why employees voluntarily leave and organization 

and what management does to minimize turnover. 

 

The data analysis method used included: (a) compiling the data, (b) disassembling 

the data, (c) reassembling the data, (d) interpreting the meaning of the data, and (e) 

concluding the data (Yin, 2011). Textual transcripts were imported from Microsoft Word 

into NVivo 10 software before compiling the data. Compiling is the process of organizing 

the data (Yin, 2011). Disassembling the data commenced after the data was compiled. 

The disassembling included coding the data (Yin, 2011). Proper coding allowed the 

identification of themes. 

 

Once the data is disassembled, I began reassembling the data. Yin (2011) found 

that reassembling involves considering all the data until emerging themes are satisfactory. 

The next step was to interpret the meaning of the data. Yin (2011) also found that 

interpreting the data requires the researcher to provide their own interpretation of the 

data. Concluding the data was the final step. This included originating statements that 

noted the findings of a study from the viewpoint of a larger set of ideas (Yin, 2011). 

 

Humble (2015) suggested that the use of Computer-Assisted Qualitative Data 

Analysis Software (CAQDAS) such as NVivo 10 is on the rise and that it is now 

commonly used. NVivo 10 allowed me to input data, store data, code data, and explore 
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themes and patterns. This software allowed the ability to maintain my data in a 

single locale with easy access to information. 

 

The conceptual framework closes the gap in the literature by classifying previous 

studies in a way that is easy to understand and implement (Kumar, 2014). I analyzed the 

data utilizing Hamal and Prahalad’s (1990) core competence theory and McGregor’s X-Y 

(1960) theory. Observing retention strategies utilizing Hamal and Prahalad’s Core 

Competence theory and McGregor’s X-Y theory allowed the ability to collect data with 

well-established theories relevant to the phenomenon. 

 

Reliability and Validity 

 

A qualitative researcher implements numerous methods to achieve reliability 

and validity. Creating and implementing reliability and validity strategies are important 

within any study to ensure the results are valid and trustworthy (Wahyuni, 2012). A 

researcher achieves credibility when research data provides detailed articulation of the 

meanings of data to understand the phenomenon under investigation (Moriarty, 2014). 
 

Reliability 

 

A rising demand to employ criteria, strategies, and tools to promote the quality 

and rigor of such studies provides an increased acknowledgment of the value of 

qualitative research (Zitomer & Goodwin, 2014). Credibility is enhanced by the 

researcher describing their experiences as a researcher and verifying the research findings 

with the participants through the member checking process. To support credibility when 

reporting a qualitative study, the researcher should demonstrate engagement, methods of 

observation, and audit trails (Cope, 2014). 
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Researchers should present precise reviews of previous literature connected to the 
 

study and a non-biased report of the findings (Rennie, 2012). I ensured reliability by 

documenting the data collection process, analysis, and interpretation of the data. 

Furthermore, understanding the stability of the data, and the relationship that the 

researcher must maintain with the study participants ensures reliability (Rennie, 2012). 

 

Researchers should use notes, interviews, recordings, and observations to 

gather data. Triangulation is the use of several of these methods. Using various 

collections methods allows the researcher to critique and compare the data attained 

from different sources, therefore adding credibility to the study. Credibility is highly 

dependent on the reliability and validity of the study. Reliability and validity are 

addressed by how accurate the recorded information is and how well the researcher 

interprets the findings (Swafford, 2014). 

 

Validity 

 

Lincoln and Guba (1985) proposed four criteria to determine the validity of 

qualitative research: (a) credibility, (b) dependability, (c) confirmability, and (d) 

transferability (Lincoln & Guba, 1985). Credibility refers to the value and believability 

of the findings (Lincoln & Guba, 1985). I ensured credibility by using a member 

checking process, which allowed me to collaborate with the participants to ensure that 

the interpretation of the data was correct (Tobin & Begley, 2004). 

 

Dependability includes the description of the stability of the data (Tobin & 

Begley, 2004). The researcher establishes dependability through member checking of the 

data by ensuring that the researcher and the study participant agree on the interpretation 
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of the data collected. Confirmability refers to the neutrality and accuracy of the data and 

is closely linked to dependability. I maintained confirmability through the proper data 

collection and storage of the data. The processes for establishing both are similar (Tobin 

& Begley, 2004). 

 

Transferability indicates whether or not particular findings can be transferred to 

another similar context or situation, while still preserving the meanings and inferences 

from the completed study (Tobin & Begley, 2004). Open-ended questions helped to 

discover research findings that were transferred to other research studies. The 

completeness of data is concerned primarily with gathering multiple perspectives from 

a variety of sources so that as complete a picture as possible can be portrayed 

(Houghton, Casey, Shaw, & Murphy, 2013). 

 

In the context of case-study research, the strength of the study design is the 

opportunity to use different sources of evidence through triangulation (Houghton et al., 

2013). Additionally, Yin (2014) recommended the triangulation of interview data with 

additional data sources (Yin, 2014). Methodological triangulation improves the validity 

of a case study (Yin, 2013) by confirming similarities found in different data collection 

sources (Houghton et al., 2013). 

 

Data saturation was obtained through the observation of institutional processes 

across different branches within the organization. I looked for repetitive answers and 

common themes throughout the interviews. Guest, Bunce, and Johnson (2006) argued that 

when conducting a study that uses an interview method, if the interview is effective 
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in extracting experiences of the participants, which are within the conceptual categories, 

there is a high probability that the content domain of the construct has been saturated. 
 

Transition and Summary 

 

The purpose of this qualitative exploratory case study design was to explore the 

strategies managers use for successfully reducing turnover. I utilized semistructured, 

audiotaped interviews to collect data and explore strategies and experiences of the 

participants. I utilized purposeful sampling to select managers in a small financial 

institution in Northeast Kansas. Prior to data collection, I obtained permission from the 

Walden University IRB. I collected data using face-to-face interviews, recorded, and 

transcribed verbatim. The data was loaded into NVivo 10 software to identify emerging 

themes and patterns in the study. 

 

In Section 2, I discussed the research methodology, purpose statement, role of 

the researcher, participants and sample size, research method and design, data collection 

and analysis, and testing the reliability and validity of the data. Section 3 included (a) the 

presentation of findings, (b) application to professional practice, (c) implications for 

social change, (d) recommendations for action, and (e) recommendations for further 

research. I completed Section 3 with a summary and conclusions. 
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Section 3: Application to Professional Practice and Implications for Change 
 

Introduction 

 

The purpose of this qualitative exploratory case study design was to explore the 

strategies managers use for successfully reducing turnover. Supervisors of a financial 

institution in Northeast Kansas, who have been in a leadership role for a minimum of 1 

year and have experience in strategic methods to reduce employee turnover were 

interviewed for this study. Management interviews are useful because they allow for 

consideration of how management perspectives have shaped the organization (Drew, 

2014). The participants in this study expressed their opinions about methods that could 

help in reducing employee turnover. Findings included three themes related to reducing 

employee turnover: (a) work environment, (b) communication, and (c) work relationship 

with supervisor. 

 

Participants work across the five individual branches, with sixty percent of them 

working at the main branch. The participants who work at the main branch supervise an 

average of 9 employees each. Gaining a perspective on successful retention strategies 

may be more probable through interviewing those who have experience with retention 

and turnover (Shipp et al., 2014). 
 

Presentation of the Findings 
 

 

The overarching research question addressed in this study was: What strategies do 

managers use for successfully reducing turnover? Ten participants answered ten 

interview questions individually, during phone and face-to-face semistructured 

interviews. I conducted an investigation of company archival documents, to include exit 
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interviews, meeting notes, annual reports, and meeting minutes to compare company 

policies to responses. Triangulation has been viewed as a qualitative research strategy 

to test validity through the convergence of information from different sources (Carter, 

Bryant-Lukosius, DiCenso, Blythe, & Neville, 2014). The interview questions were: 

 

1. How effective is the training in preparing employees for their jobs? 
 

2. What organizational investments can be made to strengthen employees’ 

commitment to the organization? 
 

3. What is the working environment for critical-skilled employees? 
 

4. What are some work-related experiences that contribute to employee turnover? 
 

5. What barriers prohibit retention strategies from being successful? 
 

6. What strategies and leadership characteristics do you use that are beneficial in 

retaining employees? 
 

7. How important to you is your employees’ job satisfaction? 
 

8. What do you believe makes employees satisfied with their job? 
 

9. What do you believe makes employees dissatisfied with their job? 
 

10. Is there anything else you can share about this topic, which I did not ask? 
 

 

It is widely known that hiring knowledgeable employees for the job is critical for an 

employer; however, retention is even more critical than hiring, hence the need for 

organizations to develop and implement effective retention management practices (Ratna & 

Chawla, 2012). This focus aided the investigation of retention strategies because participants 

were able to describe the ways they respond to specific retention situations. 
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The conceptual framework of theory X and theory Y theory was also a significant part of 

the responses from participants. Organizations should try to establish favorable 

organizational conditions and human resource practices that will address the varying 

career needs of a diverse workforce (Koekemoer, 2014). 

 

After collecting data from interviews and company archival documents, I 

identified various themes related to the research topic. I used Yin’s (2011) data analysis 

method in processing the data, including data triangulation of interviews and company 

archival documents. NVivo software was used to identify the four themes associated 

with the research question. 

 

Table 1 includes the occurrence rate of themes among participants. The themes 

spotlight which strategies managers believed were important when attempting to 

retain employees. I considered the literature review and conceptual framework and 

compared them to the themes to gauge the reliability of the study. 

 

The responses indicated that job satisfaction is key to engaging employees, 

ensuring their commitment, and understanding the approaches to managing people. 

Data analysis confirmed that the central research question aligned with the conceptual 

framework. The findings of this study identified what strategies managers use for 

successfully reducing turnover. 
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Table 1 
 

 

Frequency of Themes 
 

 

 

Themes n % of rate of occurrence 
   

Work Environment 25 45.4% 

Communication 16 29.0% 

Work relationship with supervisor 14 25.4% 
   

Note. n = frequency   
 

 

Theme 1: Work Environment 
 

 

The first major theme that emerged from data collection was work environment. 

Theme 1 was developed from all interview questions and company archival documents. 

Environment includes daily interactions with employees, and its effect on growth 

potential within the organization. In Table 1 and 2, managers indicated a significant 

emphasis on the need for ongoing training for all employees. Workplace culture is one 

of the biggest factors that increased employee commitment, engagement, and job 

satisfaction (Brunges & Foley-Brinza, 2014). 
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Table 2 
 

Frequency of First Major Theme 

 

Theme n % of rate of occurrence 
   

Work Environment 25 45.4% 
   

 

Note. n = frequency 

 

Eight (80%) managers indicated the organizational environment is either good or 

satisfactory. Employees can perceive a healthy work environment as a sign of their 

organization valuing them and caring about their well-being (Sadatsafavi, Walewski, & 

Shepley, 2015). Workplace culture is often ingrained and difficult to change. Developing 

an understanding of an organization’s current culture and defining a vision are the first 

steps to changing its culture (Brunges & Foley-Brinza, 2014). 

 

P1 described the environment as okay, though it has been difficult to be yourself 

at the main branch due to the Executive management who are there, which can make 

things stuffy and uptight at times. P3 and P7 described the environment as good and P7 

detailed how the team works together to keep each other up to date on goals. P8 stated the 

environment is very empowering, and through direction, is able to make decisions. 

Additionally, P8 noted it is an environment to allow people to grow if they wish. 

 

A common sentiment among eight (80%) respondents regarding the environment 

was the support they feel the organization provides for them. P4 specifically stated “The 

environment is fairly structured. I think they have a good resource of people to draw 

from. There is a lot of crossover sharing of expertise.” Participant P2 noted: 
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Other employees are there to go with questions. The employees get along 

together, which is a big part of it. It feels like a big family, not only in their 

work lives, but their personal lives, too. 

 

P5 stated that the organization is fast-paced, and employees recognize that there is 

a lot of opportunity for growth. Participant P6 described the working environment as 

being like all jobs in that there are times when things are more stressful than it should be. 

Stress may reduce the sense of or actual resources people have to cope with the demands 

at work and they may experience their environment as more strenuous and demanding 

than it otherwise would be (Elovainio et al., 2015). 

 

P10 noted that the environment is very member-focused, though the staff likes to 

have fun at work and with each other, but not forget what they are at work to do. P9 

commented that the environment is pretty good, and that employees should feel like they 

work for a pretty good organization. Work engagement is a relatively new concept that 

has become a live topic among business leaders due to the increased focus on human 

capital as a source of competitive advantage (Barbars, 2015). Work engagement is mainly 

defined as a goal oriented psychological state, in which a person is fully focused on the 

task at hand, necessary to reach the organizational goals (Barbars, 2015). 

 

Respondents confirmed the findings of Mandhanya (2015) that management 

should provide an effective working environment to retain employees (Mandhanya, 

2015). Companies should take into consideration the importance of building and 

maintaining good relationships with their employees and designing their jobs in a way 
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that enhances their commitment to their organizations, which will affect their 

performance positively (Kainkan, 2015). Davenport (2015) also determined that an 

organization’s cultural environment can either increase or reduce employee stress. 

 

Each manager provided their own understanding of the first theme. Participant P1 

stated that it is necessary to have an official trainer to show employees how to do their 

job. P3 shared that not providing employees with the proper or adequate training leads to 

employee turnover in the organization. P2 noted: 

 

The organization can invest in more training. If the employee does not feel like 

he or she is knowledgeable, the organization should get the necessary training for 

the employee. 

 

Seven (70%) managers suggested that there is a need for improved training, 

though the seven (70%) managers also mention that the training is better than in the 

past. Participant responses confirm the findings of Ruvimbo-Terera and Ngirande (2014) 

who determined that organizations have found it very important to invest in employees 

through training to improve employee proficiencies so that they can acquire a greater 

return in human capital investment through increased job commitment and high 

employee retention (Ruvimbo-Terera & Ngirande, 2014). Beynon, Jones, Pickernell, 

and Packham (2015) confirmed the findings of Ruvimbo-Terera and Ngirande (2014) by 

stating that staff retention is greatly enhanced if an enterprise offers a learning 

environment and career paths that support staff in their personal development and 

recognize their learning attainments. 
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All (100%) managers responded to the first interview question by stating that they 
 

feel that training is very important for the organization to succeed and to help retain 

employees. Employee-training strategies to increase retention included (a) weekly 

meetings to keep employees updated on procedures, (b) training and developing the staff 

to where they know what they need to succeed, and (c) putting the right individual in the 

right job based upon their knowledge and expertise. Kuvaas and Dysvik (2009) suggested 

that where businesses provide training opportunities, they benefit as employees become 

pro-socially motivated and are prepared to expend effort on behalf of the organization. 

 

Participant responses demonstrated support for the idea of having a centralized 

trainer. Eight (80%) managers indicated that the new trainer that was recently brought on 

board has been successful in implementing training policies and procedures. Learning 

and development are big investments for U.S. organizations, with expenditures for 2013 

estimated at $164.2 billion (Miller, 2013). P4 stated the training is effective, especially 

for entry-level positions, though it is difficult to bring people in for jobs at a higher level, 

even with certain areas of expertise. Participant P10 explained: 

 

I think it could be better. We now have a training coordinator. She does a good 

job with entry-level staff. There is still some ‘watch me for a little while, then 

you do for a little while, and find me if you have questions.’ There is still room 

for improvement. 

 

Participant P9 feels that the training is much better than it used to be: We 

still have a ways to go to develop it. We now have a training person who has 
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developed an onboarding process for new employees, but it is an ongoing process. 

But, it is much better than it used to be. I think the important things are 

worthwhile work and you have to feel like you’ve been given the training to do 

your job properly. 

 

Participant P5 also feels that the training is more effective than in the past: 
 

 

We are actively working to make it more effective. We didn’t have personnel in 

place, to where most training was on-the-job training. The new trainer has made it 

possible for the new hires to more comfortable with the culture and expectations. 

 

P6, P7, and P8 noted that the training is getting better, though it is not as efficient as 

it needs to be. Participant P3 stated that not providing the employee with the proper or 

adequate training has contributed to employee turnover. An individual or group must 

collaborate with other members of the organization in order to mutually share knowledge, 

resulting in common organizational benefit (Grubić-Nešić, Matić, & Mitrović, 2015). 

 

Employers have conflicting views about the relationship between training and 

development and employee turnover (Kennett, 2013). Some employers are reluctant to 

invest in training and development because they fear their employees may leave as a result 

of their improved skills (Kennett, 2013). Employers use training and development as a 

strategy to retain employees and to build organizational capacity (Kennett, 2013). 

 

Theme 2: Communication 
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The second major theme that emerged from data collection was communication. 
 

Theme 2 was developed from interview questions 4, 5, and 6, and company archival 

documents. Managerial importance of communication to reduce turnover is indicated in 

Table 1 and 3. Communication, whether upward, downward, or horizontal, has to play a 

very critical role in an organizational setting (Raina & Britt-Roebuck, 2016). Developing 

a sense of community and trust through internal communication involves establishing and 

maintaining relationships between an organization, supervisors, and employees (Hume & 

Leonard, 2013). 

 

Six (60%) managers emphasized the lack of communication being a barrier 

prohibiting retention strategies from being successful. The six (60%) managers feel that 

the communication needs to come from both managers and subordinates. Internal 

communication is important for building a culture of transparency between 

management and employees, and it can engage employees in the organization’s 

priorities (Mishra, Boynton, & Mishra, 2014). 

 

Table 3 
 

Frequency of Second Major Theme 

 

Theme n % of rate of occurrence 
   

Communication 16 29.0% 
   

 

Note. n = frequency 

 

Participant P4 felt that a lack of communication on the employees’ part was a 

barrier from prohibiting retention strategies from being successful. P4 stated that often 



70 
 

times employees may not be communicating with their supervisor to address their 

concerns. P2 tries to have weekly meetings to keep employees up to date on procedures 

in an attempt to keep the staff informed. Employee perceptions about how much they are 

listened to and how much their managers respect their opinions determine their 

communication satisfaction, which influences their feelings of trust towards the 

organization (Zeffane, 2012). 

 

P10 stated was amongst those who felt that the lack of communication led to an 

employee looking for employment elsewhere. Participant P10 added that when 

employees are not part of the decision-making process, it takes a toll on morale. P1 

stated: 

 

I make it a point to talk to everyone every day. I use a different approach for each 

employee, because each one is different. Keeping them informed is huge. If they 

are employees in the know, they are not fearful. 

 

P1 further noted that if people do not feel like they are on a team, they are liable 

to move on. P3 and P6 stated that a lack of clear expectations makes employees 

dissatisfied with their job. P9 works at making employees feel important and P7 makes it 

a point to make the employees realize that they are valued and important, through 

implementing a team dynamic. P8 discussed: 

 

I like to make sure that I know what their goals are. If we can get employees to 

where they want to be; everyone has a different pace of learning and growing, so 
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you try to meet them there. My staff should feel like they have the authority to 

make decisions and take care of members. I like to give them that. I like to get 

to learn about them on a professional and personal level. 

 

P1 and P5 both felt that communication could always be better. P5 noted that wrong 

assumptions are made if you don’t communicate enough. P1 noticed that people are left on 

their own at times, leading to a lack of communication. Men and Stacks (2014) found that 

transparent communication, characterized by information substantiality, accountability, and 

employee participation, largely contributes to employee trust, control mutuality, 

commitment, and satisfaction. Nwagbara et al. (2013) determined that there is a direct 

relationship between communication and the rate at which employees leave or come into an 

organization as well as their intention to leave an organization. 

 

Theme 3: Work relationship with supervisor 
 

 

The third major theme among study respondents was work relationship with 

supervisor. Tables 1 and 4 indicate that work relationships are a factor in employee 

retention. Work cannot be fully understood without considering the relationships within 

which it happens (Trefalt, 2013). 

 

Table 4 
 

 

Frequency of Third Major Theme 
 

 

 

Theme n % of rate of occurrence 
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Work relationship with supervisor 14 25.4% 
   
 

Note. n = frequency 
 

 

P2 stated that employees have to get along with the people they work with and 

know that upper management is there for them and will back them up. Eight (80%) of 

respondents mentioned that having a positive working relationship with your supervisor 

helps with employee retention. When leaders exhibit transparent communication and 

act in accordance with that communication, this alignment between words and deeds 

engenders a perception of leader integrity among followers, and establishes the 

foundation of an effective leader-follower relationship (Vogelgesang, Leroy, & Avolio, 

2013). 

 

As a manager, P1 does simple things to strengthen the team such as team 

collaboration or team activities to become stronger. P1 and P5 both feel that the 

employees have to enjoy the team they work with, to include both peers and supervisors. 

P5 discussed the belief in the adage that ‘you don’t leave a job, you leave a supervisor.’ 

P5 believes that people stay or leave based upon the people they work with. P10 also 

stated that ‘people don’t typically leave the business, they leave the supervisor.’ Factors 

causing dissatisfaction in the workplace are not related to job performance of the 

individual, but related to how they are treated (Okan & Akyuz, 2015). 

 

P8 stated that employees need to feel important to supervisors and senior 

management to be satisfied with their job, and P8 tries to make the environment one to 
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where employees can have a good rapport with everyone. P6 noted that the direct 

supervisor is the number one reason why an employee becomes dissatisfied with their 

job. P6 elaborated by stating that if the supervisor is not receptive or listening, this brings 

the employee down. P6 stated: 

 

You have to be willing to listen to them, regardless of how important the issue is 

as a supervisor. Make them know they are being heard. This has gotten better over 

the past couple of years. 

 

P3 noted: 
 

 

I work to make sure that my staff knows that they are appreciated. Let them 

know that what they do is important to the team. There are a couple days a month 

to where we bring in donuts and lunch to keep rapport. 

 

P4, P7, and P9 mentioned reminding the employees that what they are doing is 

worthwhile. Employee satisfaction with the job and communication has inherent 

value and is rooted in the dyadic relationship between subordinate and superior and 

their assessment of dyadic as well as leader-centered influences on job satisfaction, 

communication competence, and communication satisfaction (Steele & Plenty, 2015). 

Sluss, Ployhart, Cobb, and Ashforth (2012) determined the supervisor-subordinate 

relationship is a key component of helping employees effectively assimilate and feel 

identified with their organization. 

 

Tie to Conceptual Framework 
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Theory X and theory Y theory was the conceptual framework for the study. The 

theory X and theory Y theory was developed by Douglas McGregor (1960) as a process 

to offer an explanation for leadership based upon the premise that job satisfaction is key 

to engaging employees, ensuring their commitment, and understanding the approaches to 

managing people. Leadership refers to the approaches adopted by superiors in their 

everyday interaction with employees (Belias & Koustelios, 2015). Three major themes in 

the study revealed a tie to the conceptual framework, (a) work environment, (b) 

communication, and (c) work relationship with supervisor. 

 

Work environment is the environment in which employees conduct their daily 

work (Dixon et al., 2013). Brunges and Foley-Brinza (2014) stated that workplace culture 

is often ingrained and difficult to change. Changing culture requires leaders with vision 

as well as the appropriate management tools to engage personnel in embracing a positive 

change for a healthier and more productive workplace (Brunges & Foley-Brinza, 2014). 

 

Theme 1, work environment, includes the concept of job satisfaction and how, 

together, they help to dictate the retention potential of an organization. Eight (80%) 

respondents shared that they feel the organizational support provided to them, allowing for 

opportunities for growth. Managers should take into consideration the physical, emotional, 

and cognitive factors of work environment to crate an enthusiastic workplace that 

encourages the engagement of employees in work (May, Gilson, & Harter, 2004). 

 

The conceptual framework was tied with Theme 2, communication. Managers 

expressed that even though they make an effort to maintain communication with their 
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employees, the employees don’t always return the favor, which may send mixed signals. 

Responses show that miscommunication between managers and employees are 

counterproductive in employee retention. 

 

These practices coincide with McGregor’s (1960) theory in that managerial 

practices influence employee motivation and work behavior. Communication has been 

regarded as a key aspect of organizational life (Almonaitiene & Zukauskas, 2015). 

Effective, successful leaders must have a realistic view of communication and its direct 

and indirect effects (Terek, Glusac, Nikolic, Tasic, & Gligorovic, 2015). 

 

Theme 3, work relationship with supervisor, was tied to the conceptual framework 

because these work relationships play a role in understanding the approaches to managing 

people. Participants demonstrated through their efforts that a positive work relationship with 

their employees was an important element in retaining employees. P1 stated that she 

acknowledges employees’ feelings and keeps an open door, and jumps in to assist with 

duties where it is necessary. Through examination of exit interviews, I located one exit 

interview that discussed a supervisor who doesn’t listen and doesn’t follow through with 

what he says he’s going to do and one exit interview that mentioned a relationship with his 

supervisor suffering due to a feeling that his ideas and opinions were not valued. Employee 

engagement is linked to higher productivity, lower attrition, and improved organizational 

reputations resulting in increased focus and resourcing by managers to foster an engaged 

workforce (Karanges, Beatson, Johnston, & Lings, 2014). 

 

Tie to Existing Literature on Effective Business Practice 
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Numerous responses to strategies for successfully reducing turnover can be found 

 

in existing literature on effective business practice. There is an established relationship 

between employee attitude, developed by the interaction of job-related internal and 

external factors reflected on job satisfaction, organizational commitment, frustration, 

occupational stress, and employee turnover intention (Guha & Chakrabarti, 2016). 

Employee retention strategies found in existing literature include (a) keeping pay in line 

with appropriate market rates, (b) fostering a developmental organizational culture with 

shared knowledge and development of skills by encouraging shared knowledge and 

continuous learning, (c) personal growth opportunities, and (d) flexible work schedules. 

(Green & Stahura, 2014; Koekemoer, 2014; Soundarapandiyan & Ganesh, 2015; Thaly 

& Sinha, 2013). 
 

Research themes with ties to existing literature included (a) work environment, 
 

(b) communication, and (c) work relationship with supervisor. Study results were 

consistent with previous literature. Theme 1, work, was emphasized by participants as 

well as in past research. The acquisition of knowledge and skills helps improving 

each employees place on the labor market, while also leading to increase their 

productivity (Vuta & Farcas, 2015). 

 

Study respondents expressed importance of communication in Theme 2. Work 

environment problems not only affect the staff directly, but a probably related to 

service quality (Pestoff & Vamstad, 2014). Managers viewed Theme 3, work 

relationship, as a vital strategy in reducing turnover. 
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Bisel (2010) argued that communication is necessary for the organizing of any 

organization to take place and that we should not assume that more communication is 

equated with better communication. The importance of Theme 3, work relationship 

with supervisor, is prevalent in many scholarly articles regarding retention strategies. 

Supportive communication may be the most important, direct, and immediate way that 

the supervisor may demonstrate support for subordinates on a daily basis (Michael, 

2014). 

 

Applications to Professional Practice 

 

Study findings indicated the need for managers to develop strategic responses to 

strategies to reduce turnover as an important application to professional practice. Without 

strategies in place, study participants stated they will lose valuable employees. Fostering 

a supportive working environment in which employee morale is high is important to 

employee retention and motivation (Davis, 2013). High employee turnover would 

subsequently have an impact on productivity and sustainability of the organization 

(James & Mathew, 2012). The ability of a manager to incorporate study results may 

increase positive responses from employees and reduce turnover. 

 

Findings from this study may be helpful to managers who have been 

unsuccessful in employee retention. According to P5, managers are shooting themselves 

in the foot if ensuring the employee is satisfied is not the top priority, because they put 

themselves in the cycle of continuously having to retrain new employees. Job 

satisfaction has a partial mediating effect in enhancing the relationship between human 

resources management practices and employees’ turnover intention (Karavardar, 2013). 
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Using theory X and theory Y theory, managers can understand the various 

approaches to managing people. Understanding how to manage people may be key to 

reducing turnover. Study participants indicated there is a fairly structured environment in 

place, though there are still components such as training and communication that need to 

be solidified. 

 

Applying Theme 1, work environment, managers indicated the importance of a 

healthy work environment. Eight (80%) respondents stated the environment is reflective 

of the support they feel the organization provides for them. Five (50%) respondents 

discussed how everyone works as a team to accomplish organizational goals. P5 noted: 

 

Normally, the environment is still fast-paced. We expect a lot of our employees, 

and do not over-staff by any means. We are under-staffed. There is a lot of 

opportunity for growth and the employees recognize that. We are a supportive 

organization. 

 

Study findings indicate that managers may want to enhance the working 

environment by cross-training employees to compensate for the lack of staff. This would 

allow for the proper coverage of duties during increased times of need. A retention 

strategy has become essential if the organization is to be productive over time and can 

become an important part of the hiring strategy by attracting the best candidates who 

know of the track record for caring for employees (Balakrishnan & Vijayalakshmi, 2014). 

 

The application to professional practice from Theme 2 includes the need to 

enhance proper communication. Study findings indicated that managers acknowledge 

the need for them to properly communicate with the employees, however, managers also 
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need the employees to communicate effectively with them. Study participants discussed 

how and when they maintain communication with their employees. Zeithaml, Bitner, and 

Gremler (2012) argued that employee feedback is important because, on the one hand, 

employees who actually perform the service can identify the impediments to its quality 

and, on the other hand, employees, especially customer contact employees, are in regular 

contact with customers, knowing a lot about their expectations and perceptions. 

 

Participants indicated that applying Theme 3, work relationship with supervisor, 

plays a vital role in employee retention. Turnover occurs when there is weakening of 

organizational relationships caused by a decline in interpersonal communication 

between employees and supervisors (Steele & Plenty, 2015). Participants demonstrated 

why a positive work relationship with the supervisor might improve business practices. 

Motivating language is composed of three types of communication, which are direction-

giving, empathetic, and meaning-making language. When these forms of communication 

are used strategically, they have been shown to have a positive impact on valued 

organizational outcomes, such as the satisfaction and commitment of subordinates 

(Mayfield & Mayfield, 2009). 

 

Implications for Social Change 

 

Implications for social change are comprised of strategies to successfully reduce 

turnover. High levels of turnover can create difficulties in recruiting quality staff, 

resulting in greater levels of absenteeism, reduced levels of customer service, and 

impact negatively on staff morale and employee relations (Smith & Macko, 2014). 

Greater employment fluidity enhanced by increased job changes further intensifies the 



80 
 

competition for securing capable, high-performing individuals as well as those that will 

become the future core personnel for organizations (Yamamoto, 2013). 

 

With the increasing trend of frequent job switching among employees, it is a big 

challenge for managers today to fulfill the aspirations of each and every employee and to 

bring congruence between organizational and individual goals (Dwivedi, Kaushik, & 

Luxmi, 2014). Study findings may enable managers to create positive situations 

increasing the likelihood for employee retention. By sharing knowledge and experiences, 

managers are expected to gain more knowledge and be more cohesive as a team 

(Budihardjo, 2013). 

 

Ten (100%) managers feel that job satisfaction and positive work environment 

reduce turnover. P4 stated, “I lead by example. I try to be relatable to the employees and 

relate to them, not only to a time specific in my life. An example is when I’m a young 

mother, I can relate to a young mother, however, when I get older, I can no longer relate 

to a young mother. I try to be mindful of everyone’s different situations. I’m big on 

team environment and atmosphere. I do not promote a stuffy and stoic environment.” 

 

The implication for social change from study findings include improving (a) 

managers’ relationships with subordinates, (b) managers’ intent towards meeting 

organizational goals, and (c) overall workplace environment. Managers need to 

understand what is needed to succeed in a fast-paced, dynamic and global business 

environment so they can perform their roles as leaders adequately in creating a culture 

supportive of attracting, developing, and retaining talented staff (Gentry & Sparks, 2012). 
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The leadership effectiveness of managers is crucial to lead their followers 

and organization to achieve common purposes (Tonvongval, 2013). 
 

Recommendations for Action 

 

Managers may apply study findings to successfully reduce turnover in the 

organization. Recommendations may extend past common situations that managers face 

and lead to a more productive subordinate employee working environment. Commitment 

and job satisfaction are two main predictors of the employee’s intention to leave the 

organization (Armache, 2013). Recommendations for managers to successfully reduce 

turnover include (a) maintaining a pleasant work environment, (b) maintaining 

communication, and (c) providing a positive work relationship with supervisor. 

 

The more satisfied employees are in their work environments, the more likely 

they are to remain (Brett, Bransetter, & Wagner, 2014). The attitudes of these employees, 

if satisfied or dissatisfied, determine to what extent the organization may reach its goals 

(Kainkan, 2015). Eight (80%) managers indicated the organizational environment is 

either good or okay. Unhealthy work environments are an important determinant of 

several work-related outcomes, including burnout, job dissatisfaction, and turnover intent 

(Aiken et al., 2011). 

 

Employees may be more receptive to changes and an increased workload if 

subjected to proper communication, the second recommendation for action. Effective 

communication can be curtailed by a number of factors stemming from the participants, the 

communication process, the communication environment, or all of these (Ondondo, 2015). 

There is a positively significant relationship between downward communication, 
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employee satisfaction, organizational, and the employees’ propensity to leave (Raina & 

Britt-Roebuck, 2016). All (100%) managers mentioned communication being an 

important asset to help reduce turnover. 

 

P5 wants employees to bring forth any questions, concerns, and issues so that P5 

can make their job or situation easier. Problem solving is not simply a process that ends 

when an answer is found; it is a scientific process that evolves from understanding the 

problem to evaluating the solution (Ozturk & Guven, 2016). The capacity to solve 

problems successfully in the real world is a crucial skill (Koruklu, 2015). Employees feel 

most engaged at work when face-to-face communication is used (O’Neill, Hodgson, & 

Mazrouei, 2015). 

 

Well-developed direct management communications to employees are significant 

as they are associated with comparatively strong organizational performance (Croucher, 

Rizov, & Goolaup, 2014). Employees in diverse roles often confront problems armed 

with information and ideas that promote better decision making and facilitate solutions 

to problems before they escalate (Morrison, 2011). Participant P2 said that she hopes that 

her employees will come to her to solve issues if they are not happy. 

 

Tools that create mutual learning include suspending judgment, identifying 

assumptions, inquiring and advocating, identifying underlying interests, and listening 

(Teresa, 2013). P6 stated that regardless of how important the issue, the manager must be 

willing to listen to the employee. The effective listening practice from managers when it 

comes to information from employees can lead to improved relations between employees 

and managers (Baldea & Balteanu, 2014). 
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P8 noted that employees do not feel valued if they do not feel as if they have input 
 

when something changes. Being asked for one’s input entails receiving an appeal from 

another member of the organization for one’s ideas, opinions, or expertise (Richardson 

& Taylor, 2012). Because input requests can be made by and to anyone in an 

organization, receiving such requests is like a common, if not pervasive, workday feature 

for many employees (Richard & Taylor, 2012). 

 

All (100%) managers are using most, if not all, of the recommendations for 

action. Other business managers may find these recommendations useful as well. 

Managers in any industry can use these recommendations in an attempt to successfully 

reduce turnover. 

 

Recommendations for Further Research 

 

Employee turnover may result from various mistakes, both at the individual and 

organizational levels. The intent of this exploratory case study was to provide managers 

with strategies to successfully reduce turnover. While findings may be of interest to 

managers, the need for future research still exists. Recommendations for further study are 

a result of study complexity, research method, and study limitations. 

 

Study complexity included the idea that managers have different skills that may 

not coincide with the perfect working environment. Managers who can effectively use the 

human and material resources for their organizations are an indispensable source of their 

prosperity in the new global economic conditions (Nekoranec, 2013). Findings in this 

study include general recommendations that may be used to successfully reduce turnover; 

however, study findings may not apply to all situations. Future research could be 
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conducted to examine single causes of turnover in depth. Future researchers should 

conduct studies that would examine specific causes of turnover and apply findings to 

specific turnover reduction strategies. 

 

Research methodology was a qualitative exploratory case study. One financial 

institution was selected and ten managers participated in providing data. While 

qualitative data was most appropriate for this study, future research might include 

quantitative data or mixed methods data. My recommendations for future quantitative 

research studies would include conducting research on which factors in a work 

environment would predict turnover intention and if those factors would differ for various 

employee demographics. 

 

Study limitations included the experiences of managers of a financial institution 

within a specific geographic area. Other limitations include the current economic 

condition of financial institutions in the region and the type of financial institution. 

Recommendations for future research should include other geographic areas and 

financial institution types. 

 

Reflections 

 

The motivation for this study is based on personal experience. Three years ago, I 

was employed with an organization had a turnover rate of over 30% for first year 

employees. Due to the ways that employees, to include myself, were being treated by 

managerial staff, I decided to research what strategies might be useful to managers in 

order to successfully reduce turnover. 
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As a lifetime learner, the doctoral study process has been both intriguing and 

challenging. The process was intriguing because I enjoy learning about the conceptual 

nature of business. It proved challenging to me because research, as a whole, is ever-

expanding, and learning the different ways that research leads to new discoveries is time 

consuming. I have used a combination of research results and personal experiences to 

form a more solid foundation for my study. Personal biases may result from being 

subjected to managerial misconduct. Throughout the doctoral study process, I have 

intentionally reduced bias during data collection, by asking each question the same way 

to each employee and recording their answers verbatim. 

 

Most (60%) managers stated that they were glad to be able to participate in the 

study. Some managers responded to several of the interview questions by stating how 

good the questions were. I hope that this process opened their eyes not only to the past, 

but more importantly, to the future. 

 

Conclusion 

 

The purpose of this qualitative exploratory case study design was to explore the 

strategies managers use for successfully reducing turnover. Employee retention strategies 

to successfully reduce turnover were derived from themes developed from 

semistructured interviews with ten participants in Northeast Kansas and the examination 

of company archival documents. I utilized NVivo software to discover the themes related 

to the research topic. 

 

Themes included (a) work environment, (b) communication, and (c) work 

relationship with supervisor. The study findings coincided with existing literature and 
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knowledge regarding retention strategies. Ties were found to the theory X and theory Y 

conceptual framework. 
 

Application to professional practice and recommendations for action detailed (a) 

maintaining a pleasant work environment, (b) maintaining communication, and (c) 

providing a positive work relationship with supervisor. These strategies may be helpful to 

managers in all industries. Managers may be able to successfully reduce turnover and 

alleviate the unnecessary financial outflow of bringing in new talent. 
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Appendix A: Informed Consent for Participants 
 

 

Participant Informed Consent Form 
 

 

You are invited to participate in a research study entitled “The Implications of Employee 
Turnover on Credit Unions.” The researcher is inviting managers and supervisors of a 
financial institution in Northeast Kansas who have at least 1 year of employee training 
experience to be in the study. This form is part of a process called “informed consent” to 
allow you to understand this study before making a decision to engage. 
 

This study is being conducted by a researcher named Jason Carreno, a doctoral student 
at Walden University. 
 

Background Information: 
 

The purpose of this study is to explore the strategies managers use for successfully 
reducing turnover 
 

Procedures: 
 

If you agree to engage in this study, you will be asked to: 
 

• Respond via email with the words ‘I Consent.’ 
 

• Participate in an interview (face-to-face or via telephone; maximum length of 
one hour). Interviews will be audio recorded. 

 

• Review of formal study findings at the end of the study (also called Member 
Checking). You will have three days to review the study findings. 

 

Here are some sample questions: 
 

1. How effective is the training in preparing employees for their jobs? 
 

2. What barriers prohibit retention strategies from being successful? 
 

3. How important to you is your employees’ job satisfaction? 

Voluntary Nature of the Study: 

 

This study is voluntary. Your decision to accept or decline the invitation to 
participate will be respected. You may withdraw from participating at anytime. 
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Conflicts of Interest: 
 

This study is separate from my professional role and the decision to participate will not 
impact future professional relationships a participant may have with the researcher. 
 

Risks and Benefits of Participating in the Study: 
 

Participating in this type of study poses minimal risk, and does not jeopardize your safety 
or well-being. This study will benefit the financial community by gaining further 
understanding of the different perspectives of managers and how they reduce attrition 
within their organization. This could have a significant effect on the overall growth of 
the organization and fill any gaps in the understanding of the importance of employee 
turnover and retention. 
 

Payment: 
 

There will be no compensation for your participation in the study. 
 

Privacy: 
 

Any information you provide will be kept confidential. The researcher will not use your 
personal information for any purposes outside of this research project. The researcher 
will not include your name or any information that could identify you in the study 
reports. Data will be kept secure in a locked, fireproof file cabinet and the data will be 
kept for a period of at least 5 years, as required by the university. 
 

Contacts and Questions: 
 

You may ask questions at anytime by contacting the researcher via phone at 785-845-
3138 or by e-mail at Jason.Carreno@waldenu.edu. If you want to talk privately about 
your rights as a participant, you may contact: Dr. Leilani Endicott at 612-312-1210 or by 
email at IRB @waldenu.edu. She is the Walden University representative who can 
discuss this with you. Walden University’s approval number for this study is 03-11-16-
0424966 and it expires on March 10, 2017. 
 

Statement of Consent: 
 

If you agree to participate in this study, please reply to Jason Carreno, by electronic mail 
at Jason.Carreno@waldenu.edu, with the words ‘I Consent.’ 
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Appendix B: Semistructured Interview Questions 
 

Interview Questions 

 

1. How effective is the training in preparing employees for their jobs? 
 
2. What organizational investments can be made to strengthen employees’ 

commitment to the organization? 
 
3. What is the working environment for critical-skilled employees? 
 
4. What are some work-related experiences that contribute to employee turnover? 
 
5. What barriers prohibit retention strategies from being successful? 
 
6. What strategies and leadership characteristics do you use that are beneficial in 

retaining employees? 
 
7. How important to you is your employees’ job satisfaction? 
 
8. What do you believe makes employees satisfied with their job? 
 
9. What do you believe makes employees dissatisfied with their job? 
 
10. Is there anything else you can share about this topic, which I did not ask? 
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Appendix D: Letter of Introduction 
 

Letter of Introduction 
 

 

Date: [Insert Date] 
 

Re: Request to Participate in a Research Study 

Dear [Recipient]: 

 

My name is Jason Carreno and I am a student at Walden University, pursuing a 

Doctor of Business Administration degree (DBA). I am conducting a research study 

exploring the strategies managers use for successfully reducing turnover, and I am 

focusing on a financial institution in Northeast Kansas. The title of my study is “The 

Implications of Employee Turnover on Credit Unions.” I would like to interview 

managers and supervisors who meet the following critieria: 
 

• Must have been in a leadership role for a minimum of 1 year 
 

• Must have experience in strategic methods to reduce employee turnover 

Semistructured interviews with managers and supervisors may provide helpful 

 

insight and understanding for the research study. Upon completion of the study, I will 

share my research findings with study participants and scholars. Individuals who meet the 

participant criteria and would like to take part in the study may contact me by phone at 

785-845-3138 or by email at Jason.Carreno@waldenu.edu. Thank you for your 

consideration. 
 

Sincerely, 
 

Jason R. Carreno 
 

DBA Student, Walden University
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