


Strengthening employee engagement in your organization can also

help you retain talent. One report on measuring engagement at Intuit
found that highly engaged employees were five times less likely to quit

than employees who were not engaged.”?
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SOURCES AND SUGGESTED READINGS

Abelson, M.A. 1987. Examination of avoidable and unavoidable turnover.
Journal of Applied Psychology, 72 (3): 382-386.

Past research has suggested that workers leave either voluntarily or involuntarily.
In this article, the author holds that this approach excludes some involuntary
departures from analysis, while treating all people who leave voluntarily as

being similar. Drawing on Dalton, Krackhardt, and Porter’s (1981) suggested
taxonomy of avoidable and unavoidable turnover, this article examines whether
the taxonomy aids in the analysis of turnover. The key finding from this research
is that unavoidable departures and retentions did not significantly differ on four
variables: Commitment, satisfaction, job tension, and withdrawal cognitions.
These findings suggest that researchers should consider the circumstances of job
quits when analyzing the causes of employee turnover.

Alexander, J., Bloom, J., & Nuchols, B. 1994. Nursing turnover and

hospital efficiency: an organization-level analysis. Industrial Relations, 33,
505-520.

This article explores the relationships between organization-level turnover

and firm performance using a national sample of registered nurses at 333
hospitals. Although a U-shaped relationship between turnover and performance
is proposed, the findings indicate that even low levels of turnover increase

both non-personnel and personnel costs, suggesting that turnover harms
organizational efficiency via disruptions created by employees who leave. The
negative relationship between turnover and efficiency was found in this study to
not be U-shaped as proposed, but instead linear in nature.

Allen, D.G. 2006. Do organizational socialization tactics influence
newcomer embeddedness and turnover? Journal of Management, 32,
237-256.

The study provides evidence that organizational socialization tactics influence
turnover among new hires. The author uses hierarchal logistic regression

to analyze the relationship between socialization tactics and turnover. Two
socialization tactics, serial and investiture, are significantly negatively related to
turnover. For each one-unit increase in investiture tactics, the odds of quitting
go down by a multiplicative factor of 0.524, and for each one-unit increase in
serial tactics, the odds of quitting go down by a multiplicative factor of 0.438.
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Additionally, three socialization
tactics, collective, fixed, and
investiture, are shown to

be positively related to job
embeddedness. These results suggest
that how new hires are socialized
can more fully embed them in

the organization, and thus reduce
turnover.

Allen, D.G. and Griffeth,

R.W. 2001. Test of a mediated
performance-turnover relationship
highlighting the moderating

roles of visibility and reward
contingency. Journal of Applied
Psychology, 86, 1014-1021.

A model of the performance-
turnover relationship was tested
that addressed at least three
shortcomings of previous research
(first empirical test of a mediated
performance-turnover relationship).
First, the model recognized that
performance may have simultaneous
and sometimes conflicting effects
on both the desire and the ability
to leave an organization. Second,
the model explicitly included two
important moderators of these
relationships: contingent rewards
and visibility. Third, the model
suggested that performance is a
somewhat psychologically distal
antecedent of turnover with effects
that are mediated by other variables.
Data consisted of organizational
performance and turnover records
for 130 employees of a medical
services organization. During the
period under investigation, 20% of
the sample voluntarily quit.
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The results provide support for the
proposed model of the performance-
turnover relationship, and may help
explain the complex relationship
between performance and turnover.
The results indicate that visibility
moderates the relationship between
performance and alternatives,

and that reward contingencies
moderate the relationship between
performance and satisfaction.

The mediation results were less
clear because of a lack of direct
effects involving performance.
Additionally, the potentially
conflicting mechanisms of ease and
desirability of movement may help
to explain the mixed results found
regarding the performance-turnover
relationship.

Allen, D.G., and Griffeth, R.W.
1999. Job performance and
turnover: A review and integrative
multi-route model. Human

Resource Management Review, 9,
525-548.

The authors argue that research
should examine which individuals
are leaving the organization. If,
for example, only the poorest
performing individuals are leaving,
turnover could be beneficial and
not negative for the organization.
Conversely, if the very highest
performers are leaving, the results
could be highly negative for the
organization. An integrative
model of the relationship between
individual job performance and
turnover is proposed, which argues
that performance may lead to
turnover through three different
routes: 1) cognitive and affective

evaluations of the desire to leave the
organization, 2) actual and perceived
mobility in the job market, and 3)
performance, which may lead more
directly to turnover in response to
performance-related shocks in the
system.

Allen, D.G., Shore, L.M., and
Griffeth, R.W. 2003. The role of
perceived organizational support
and supportive human resource
practices in the turnover process.
Journal of Management, 29,
99-118.

A model investigating antecedents
of perceived organizational support
(POS) and the role of POS in
predicting voluntary turnover

was developed and tested in two
samples via structural equation
modeling. Both samples of
employees (N=205 department sales
people; N=197 insurance agents)
completed attitude surveys that
were connected to turnover data
collected approximately one year
later. Procedures were similar in
both samples, except measures in
sample one were taken at two points
in time, whereas those in sample
two were taken at three points.
Identical analyses were performed
on both samples. A confirmatory
factor analysis (CFA) was performed
to assess the distinctiveness of the
measures.

The results suggest that perceptions
of supportive human resources
practices (participation in decision-
making, fairness of rewards, and
growth opportunities) contribute to
the development of POS, and that



POS mediates their relationships
with organizational commitment
and job satisfaction. Further, POS
is negatively related to withdrawal,
with the relationship between

POS and withdrawal mediated by
commitment and satisfaction. Thus,
the authors suggest that POS may
be a more distal determinant of
turnover that affects turnover as a
critical antecedent to commitment.

Aquino, K., Griffeth, R.W., Allen,
D.G., & Hom, P.W. 1997. An
integration of justice constructs
into the turnover process: Test

of a referent cognitions model.
Academy of Management Journal,
40, 1208-1227.

The authors propose a model for
clarifying psychological processes
by which felt deprivation instigates
quitting. Using referent cognitions
theory, which holds that individual
dissatisfaction arises when a person
compares existing reality to a

more favorable alternative, the
results illustrate that outcome and
supervisor satisfaction are negatively
related to withdrawal cognitions.

Referent cognitions occur when
individuals compare their outcomes
with another person’s, and thus
think about “what might have
been”. The results explained that
people may view existing outcomes
as temporary because satisfaction
may be influenced by what they
expect to receive in the future. If
they believe that the organization
can change, then inferior outcomes
may not necessarily produce
dissatisfaction. But, if employees do

not hold this belief, poor outcomes
can produce negative responses
directed inward (stress, depression)
or outward (absenteeism, poor
performance, resignations). Linkages
between referent cognitions,
turnover intentions, and turnover
were established.

Batt, R. 2002. Managing
Customer Services: Human
Resource Practices, Quit Rates,
and Sales Growth. Academy

of Management Journal, 45,
587-597.

This study examines relationships
between high-involvement HR
practices, quit rates, and sales
growth. A sample of call centers
across the United States yielded a
mean quit rate of 14%. Notably,
high-involvement HR practices were
significantly negatively correlated
with quit rate (r = -.28), and quit
rate was negatively correlated
with sales growth, with a pairwise
correlation of -.10.

The results of the article suggest
that HR practices that emphasize

an investment in human capital
reduce turnover and thus increase
firm performance. Key among the
findings is the confirmation of the tie
between quit rates and performance.

Cascio, W.F. 2006. Managing
Human Resources: Productivity,
Quality of Work Life, Profits
(7th ed.). Burr Ridge, IL: Irwin/
McGraw-Hill.

The portion of this text devoted
to turnover concerns the costs of
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employee turnover. Specifically,
the chapter provides methods for
calculating the associated costs of
separation and organizational quit
rates, and offers three categories
of turnover costs: Separation costs,
replacement costs, and training
costs. Separation costs are those
costs associated with the loss of
continuity from an employee
leaving. Replacement costs are
costs associated with finding
employees to take the place of
employees who leave. Training
costs are costs associated with
getting new employees integrated
into the prevalent practices of the
organization.

Dalton, D.R., Todor, W.D.,

& Krackhardt, D.M. 1982.
Turnover overstated: A
functional taxonomy. Academy of
Management Review, 7, 117-123.

This article provides a critical look
at how turnover is viewed as well as
measured. The key theme posited
is that turnover among employees
who are evaluated negatively by
the organization is a positive for
said organization. Specifically, that
while too much turnover may

be negative, limited amounts of
turnover may actually be positive for
the performance of the firm. The
authors hold that recommendation
for rehire is an adequate proxy

for “good” (functional versus
dysfunctional) turnover.
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Dess, G., & Shaw, J. 2001.
Voluntary turnover, social capital
and organizational performance.

Academy of Management Review,
26, 446-456.

This treatise draws upon the work
of Dalton, Todor, and Krackhardt
(1982) to further the notion that
turnover is not always a “problem”
for the organization. The authors
expound on the idea the general
indicator quit rate is not adequate
to explain the impact of turnover on
firm performance. Specifically, it is
proposed that losses of individuals
with large amounts of social capital
may be more damaging to firm
performance than quitting by low-
capital employees.

Ferris, G.R. 1985. Role of
leadership in the employee
withdrawal process: A
constructive replication. Journal
of Applied Psychology, 70, 777-781.

The contributions of average
exchange and leader-member
exchange (LMX) to explaining
variance in employee turnover

were examined in an investigation
designed to constructively replicate
a study by Graen, Liden, and Hoel
(1982). The results showed LMX to
be a stronger predictor of turnover
than average leadership style,
although the effect size was not as
large as in the Graen et al. study.
Also, LMX predicted turnover better
than did employee attitudes, despite
the fact that employee attitudes
seemed to mask the LMX-turnover
relationship.
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Fitz-Enz, J. 2002. How To
Measure Human Resources
Management (3" ed.). McGraw-
Hill.

The chapter of this text devoted

to turnover focuses on the hidden
costs of high organizational quit
rates and provides a unique look
into the categorization of people
who leave. Separations, as the
authors call them, are divided

into quits, layofts, and discharges.
The text also offers formulas for
accession rate (total hires/average
headcount) and separation rate (total
termination/average headcount).
The key theme put forth is that
retention management should be a
proactive process, not an eleventh-
hour afterthought. The authors
also provide illumination on hidden
costs of turnover, such as costs

for unemployment and workers’
compensation insurance.

Glebbeek, A., & Bax, E. 2004.
Is high employee turnover really
harmful? An empirical test using
company records. Academy of
Management Journal, 47(2),
277-286.

The authors tested the hypothesis
that employee turnover and firm
performance have an inverted
U-shaped relationship. The article
hypothesizes that overly high or
low turnover is harmful for firm
success. The analysis was based on
performance data from 110 offices
of a temporary employment agency.
The offices had high variation in
turnover but were otherwise similar,
allowing the researchers to control
for important intervening variables.

Regression analysis revealed a
curvilinear relationship. The findings
indicate that high turnover was
harmful, but the proposed inverted
U-shape was not found.

Griffeth, R.W. & Hom, P.W.
2004. Innovative Theory and
Empirical Research on Employee
Turnover. Information Age
Publishing.

This missive offers a look at
particularly innovative research on
turnover and retention. Multiple
theoretical perspectives are offered.
The book offers a view into the
history, scope, theory development,
and generalizability of research on
turnover and retention. Additionally,
the authors delve into unresolved
issues in existing theoretical
frameworks of turnover. Issues
regarding models from March and
Simon’s equilibrium framework to
the job embeddedness construct
are discussed. A key advance on
turnover theory in this text is the
notion of turnover as a risky decision
that weighs upon the individual
organization member. The
interaction of individual risk traits
as well as risky situational aspects is
discussed in the context of extant
turnover models.

Griffeth, RW. & Hom, P.W.
2001. Retaining Valued
Employees. Sage.

This work provides a comprehensive
look at how firms can keep key
members of the organization.

A national survey of American
corporations reveals that 52% of



companies report that turnover is
increasing. The authors also draw on
survey results to state that employee
loyalty at U.S. companies is at an
all-time low, making employee
retention a key issue in the 21+
century. The key issue raised by

the authors is that academic studies
on turnover and retention, while
theoretically insightful, have oftered
very little in the way of direction for
management practitioners.

A turnover classification scheme
which delineates voluntary versus
involuntary, functional versus
dysfunctional, and unavoidable and
avoidable turnover is put forth.

Also discussed are the tangible

and intangible costs of turnover.
Specifically addressed are the often
unrecognized costs of turnover, such
as a loss of organizational memory
and a lack of seasoned mentors

that comes with high turnover

rates. Tactics for reducing turnover
are offering, such as an increased
emphasis on socialization of new
hires to promote job embeddedness.

Griffeth, R.W., Hom, P.W.,

& Gaertner, S. 2000. A meta-
analysis of antecedents and
correlates of employee turnover:
Update, moderator tests, and
research implications for the

next millennium. Journal of
Management, 26, 463-488.

This article provides an update to
the turnover meta-analysis of Hom
and Griffeth (1995). Among its
contributions is the identification of
various moderators of antecedent-
turnover correlations. Additionally,
this article is the most wide-ranging
quantitative review to date of

the predictors of turnover. The
meta-analysis yields new findings.
Notably, intentions to quit remain
the best predictor of turnover with
a correlation of .46, up from .35
in the 1995 study. Commitment
and satisfaction were shown to

be modest predictors of turnover
with correlations of .27 and -.19
respectively, consistent with the
1995 study. The study examined 6
general variable categories and their
prediction of turnover: personal
characteristics, satisfaction, other
dimensions of work experience,
external environmental factors,
behavioral predictors, and
withdrawal cognitions.

Harrison, D.A., Newman,
D.A., & Roth, P.L. How
important are job attitudes?
Meta-analytic comparisons of
integrative behavioral outcomes
and time sequences. Academy
of Management Journal, 49,
305-325.

This article proposes that overall

job attitudes (satisfaction and
commitment) predict a variety

of behavioral criteria, including
turnover. The study confirmed

a moderate correlation between
overall job attitude and turnover
(corrected r = -.22). The 95%
confidence interval (-.12 through
-.306) indicates that although

the correlation is moderate, it is
legitimate. This article emphasizes
that when examining the impact of
job attitudes on job-related behavior,
researchers should view the outcome
at a high level of abstraction, with
the idea being that a general attitude
will be linked to a general outcome.
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Heneman, H.G. & Judge, T.A.
2006. Staffing Organizations, 5®
edition. McGraw-Hill Irwin.

This text examines three types of
turnover: voluntary, discharge,

and downsizing. Each form of
turnover and its drivers are explored.
Additionally, each type is examined
from the perspective of three
primary causes—ease of movement,
cost of leaving, and availability of
alternatives. Also examined are
development and initiation of
retention strategies, with a particular
focus on reducing voluntary
turnover, employee discharges, and
the consequences of downsizing.

Hom, P.W. & Griffeth, R.-W.
1991. Structural equations
modeling test of a turnover
theory. Journal of Applied
Psychology, 76, 350-376.

This study uses Hom, Grifteth,
and Sellaro’s (1984) theoretical
alternative to Mobley’s

(1977) turnover model in two
investigational studies. Study 1
validated conceptual distinctions
among model constructs and
operationalizations of those
constructs. A sample of 206 nurses
was surveyed, and constructs were
assessed with multiple indicators.
This article illustrates how the use
of structural equation modeling
(SEM) identified more parsimonious
conceptualization than do previous
linear growth models.
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Hom, P.W. & Griffeth, R.W.
1995. Employee Turnover. South-
Western.

This text features a meta-analysis
of research on turnover among
individuals. The meta-analysis
categorizes antecedents of turnover
into six groups: Demographic and
personal determinants, satisfaction,
work environment, job content,
external environment, and
withdrawal cognitions. Examples of
variables in each category include
cognitive ability (demographic
determinants), job satisfaction
(satisfaction), compensation (work
environment), job scope (job
content), labor market conditions
(external environment), and
turnover intentions (withdrawal
cognitions).

The study yielded interesting results.
Turnover intentions proved to be
the best predictor of actual turnover
(r=.35). However, the passage of
time between developing intentions
to quit and quitting weakened

the relationship. Satisfaction and
commitment showed a consistent
but weak correlation with turnover.

Hulin, C.L., Roznowski, M., &
Hachiya, D. 1985. Alternative
opportunities and withdrawal
decisions: Empirical and
theoretical discrepancies and an
integration. Psychological Bulletin,
97, 233-250.

The authors argue that aggregate
and individual level data may not
come to the same conclusions
about turnover. This phenomenon,
termed an ecological fallacy, means

38

that properties that are correlated
at one level of aggregation are not
necessarily correlated within the
same unit at the individual level.

The labor market/turnover
literature shows the consistency

and strength of the negative
relation between job opportunities
or unemployment and voluntary
job terminations (turnover) in
aggregated data — sharing up to 70%
of the variance. However, in studies
of individual decisions to turnover,
the consistency and strength of the
effect is not as large as expected
based on the aggregate data. In
addition, results do not show that
alternative job options or assessment
of labor conditions behave at the
individual level in the same manner
as at aggregate level.

Huselid, M. 1995. The impact
of human resource management
on practices, on turnover,
productivity, and corporate
financial performance. Academy
of Management Journal, 38,
291-313.

This study provides a wide-ranging
evaluation of the links between
systems of High Performance
Work Systems (HPWS) and firm
performance. Results based on a
nationwide sample of almost 1,000
firms indicate that HPWS have

an economically and statistically
significant impact on both
intermediate employee outcomes
(turnover and productivity) and
short- and long-term measures of
organizational financial performance.

The article establishes the role

of strategic human resources
management in the success of the
organization, specifically by reducing
organizational turnover rates. In

this study, HPWS were shown

to improve corporate financial
performance through reduced costs
associated with high quit rates.

Ippolito, R.A. 1991. Encouraging
long-term tenure: Wage tilt or
pension? Industrial and Labor
Relations Review, 44, 520-535.

This article examines the influence
of wage tilt (the payment of below-
market wages in the early years of
the worker’s employment with a firm
and above-market wages in the later
years) and the presence of defined
benefit pension plans on worker
tenure. A sample of 6,416 persons
in 109 firms was examined to test
whether wage tilt or pension plan
was a greater contributor to tenure.
Contrary to the popular (but little
tested) belief that wage tilt creates
commitment by workers to the
organization, the results show that
wage tilt had no significant effect on
tenure. On the other hand, pensions
increased average tenure by more
than 20%.



Ippolito, R.A. 2002. Stayers as
workers and savers. Journal of
Human Resources, 37, 275-308.

This paper presents an alternate
explanation to the traditionally

held belief that deferred wage
contracts keep employees in the
organization. The authors propose
that deferred wages instead attract
employees who are inclined to

save, or “savers”, and that savers

are generally better employees than
non-savers. Because it is in the best
interest of the organization to retain
good employees, savers are induced
to stay with the organization.

This proposed process creates
organizational situations whereby
deferred wages and high levels of
compensation are coupled with low
quit rates. Therefore, low turnover
rates are a function of good selection
techniques. Simply by attracting
“savers”, firms can produce low rates
of organizational turnover.

Jackofsky, E.F. 1984. Turnover
and job performance: An
integrated process model.
Academy of Management Review,

9, 74-83.

The key contribution of this article
is the integration of job performance
into predominant process models of
turnover. Numerous process models
(e.g. March and Simon, 1958;
Mobley, 1977) have been applied in
an attempt to explain the decision
to leave an organization, but this is
the first to look at the role of job
performance in the process. Job
performance is conceptualized as
both a direct influence on turnover

as a precursor to various antecedents
of turnover. This theoretical advance
has implications for both turnover
researchers and HR managers in
understanding how to keep valued
employees.

Kammeyer-Mueller, J.D.,
Wanberg, C.R., & Ahlburg, D.
2005. Turnover processes in a
temporal context: It’s about time.
Journal of Applied Psychology.

This article puts forth a turnover
model incorporating dynamic
predictors measured at 5 distinct
points in time. To better understand
the process of organizational
withdrawal, turnover was examined
by following a large occupationally
and organizationally diverse sample
over a 2-year period. Results show
that turnover can be predicted by
critical events if they are measured
soon after organizational entry.
Other factors such as alternative
opportunities also became significant
predictors when measured over
time. In line with Lee and Mitchell’s
unfolding model, critical events
such as shocks predicted turnover
separately from attitudinal factors.

Lee, T'W. & Mitchell, T.R. 1994.
An alternative approach: The
unfolding model of voluntary
employee turnover. Academy of
Management Review, 19, 51-89.

This article advances an “unfolding
model” of employee turnover

by drawing on concepts and
constructs from both market-pull
and psychological-push approaches.
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These factors are proposed to
contribute to the decisions and
behavior of people who voluntarily
leave an organization. The unfolding
model utilizes constructs from
Beach’s (1990) generic decision-
making model, image theory, to
understand the specific issues of
employees’ decisions to quit. In the
unfolding model, screening rather
than choosing among options is

the most important mechanism for
understanding decisions. Screening
is a process that ascertains whether
new information can be integrated
easily into a set of three domain-
specific images: value, trajectory, and
strategic.

The unfolding model has four
decision paths. Two key concepts
to the four paths are shock to

the system and decision frames.
A shock to the system is a very
distinguishable event that jars
employees toward deliberate
judgments about their jobs and,
possibly, to voluntarily quit their
jobs. A decision frame is simply
an individual frame of reference.
Also proposed is a path of quitting
abruptly with no plan in place,
known as impulsive quitting.
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Maertz, C.P. & Campion, M.A.
2004. Profiles in quitting:
Integrating process and content
turnover theory. Academy

of Management Journal, 47,
566-582.

In this review and integration of
process models (how people quit)
and content models (why people
quit) of turnover, the authors
studied 159 quitters to cull four
generic turnover decision types
that they believe each quitter uses
in his or her decision to leave a
job. The first of these decision
types is impulsive quitting, which is
characterized by quitting without
an alternate plan of action and a
short, precipitous decision process.
The second decision type identified
is comparison quitting, which is
simply the act of leaving a job

for another job one deems more
desirable. The third decision type is
termed preplanned quitting, and is
distinguished by an advanced plan
to quit, after a specific event occurs
or a specific time period has passed.
The final decision type identified is
conditional quitting, a plan to quit
only if a specific event occurs.

March, J.G. & Simon, H.A. 1958.

Organizations. John Wiley.

This piece puts forth the notion
that the decision to participate

lies at the core of organizational
equilibrium, a condition of survival
of an organization. Equilibrium
reflects the organization’s success
in arranging payments to its
participants adequate to motivate
their continued participation. This
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concept, known as equilibrium
theory, holds that inducements are
payments made by (or through)
the organization to its participants
(e.g., wages to a worker, service

to a client). Contributions are
payments made by a participant in
an organization to the organization
(e.g., work from the worker, fee
from the client).

The inducements-contribution
balance is a function of two

major components: the perceived
desirability of leaving the
organization and the perceived ease

of movement from the organization.

The perceived desirability of
movement is a function of both
the individual’s satisfaction with
his/her present job and his/her
perception of alternatives that do

not involve leaving the organization.

The perceived ease of movement is
a function of the number of extra-

organizational alternatives perceived.

McElroy, J., Morrow, P., &
Rude, S. 2001. Turnover and
organizational performance: A
comparative analysis of voluntary,
involuntary, and reduction-in-

force turnover. Journal of Applied
Psychology, 86, 1294-1299.

In this study, data were collected
from 31 regional sub-units of a
national financial services company.
Difterential aspects of 3 types of
turnover (voluntary, involuntary,
reduction-in-force) on measures of
organizational subunit performance
were examined. Each type of
turnover showed adverse effects

on sub-unit performance when

examined individually, and partial
correlation results revealed greater
and more pervasive adverse effects
for downsizing (reduction in force)
in comparison with the effects of
voluntary and involuntary turnover.
The results reaffirm the differential
effects of downsizing, placing an
emphasis on the need to move
beyond the traditional voluntary-
involuntary classification system
that is prevalent in existing turnover
theory.

McKay, P.F., Avery, D.R.,
Tonidandel, S., Morriss, M.A.,
Hernandez, M., & Hebl, M.R.
2007. Racial differences in
employee retention: Are diversity
climate perceptions the key?
Pevsonnel Psychology, 60, 35-62.

This study examined the role of
diversity climate perceptions on
turnover rates among Whites,
African-Americans, and Hispanics.
The authors hypothesized that
perceptions of a climate of diversity
would be most negatively correlated
with turnover intentions among
African-Americans, followed by
Hispanics and then Whites. The
findings were indeed strongest
among Blacks, but contrary to the
hypothesized effects, both White
men and women showed stronger
effects than Hispanics.



Mitchell, T.R., Holtom, B.C.,

& Lee, T.'W. 2001. How to keep
your best employees: Developing
an effective retention policy.
Academy of Management Executive,
15, 96-108.

This article examines turnover from
a practitioner perspective. Drawing
on the idea that competition to
retain key employees can be intense,
the authors hold that top-level
executives and HR departments
spend large amounts of time, effort,
and money trying to figure out how
to keep their people from leaving.
This article describes new research
and its implications for managing
turnover and retention. In doing
so, the conventional wisdom that
dissatisfied people leave and money
makes them stay is challenged. The
notion that people often leave for
reasons unrelated to their jobs is
explored. Multiple other causes

are put forth. In many situations,
unexpected events or shocks are the
cause. Conversely, employees often
stay because of personal attachments
and fit, both on the job and in their
community. Recommendations for
integrating research into practice are
offered.

Mitchell, T.R., Holtom, B.C.,
Lee, T.W., Sablynski, C.]J., & Erez,
M. 2001. Why people stay: Using
job embeddedness to predict
voluntary turnover. Academy

of Management Journal, 44,
1102-1121.

This paper introduces the construct
job embeddedness to the turnover
domain. Embeddedness represents

a broad constellation of influences
on employee retention. Two related
research frameworks that help
explain the core of this construct are
embedded figures and Kurt Lewin’s
field theory. The critical aspects of
job embeddedness are 1) links—the
extent to which people have links

to other people /activities, 2)
fit,—the extent to which their jobs
and communities are similar to or fit
with the other aspects of their life,
and 3) sacrifice—the ease with which
these links can be broken. Sacrifice
encompasses the perceived cost of
material or psychological benefits
that may be forfeited by leaving a
job.

The major contribution of the
study is that it develops and

tests the aforementioned new
organizational attachment construct:
job embeddedness. Embeddedness
is a new way of looking at turnover
because it reflects the totality of
forces that constrain people from
leaving their current employment.
Results provided support for the
argument that people who are
embedded in their jobs have less
intent to leave and do not leave

as readily as those who are not
embedded. Thus, oft-the-job and
non-affective causes have utility for
predicting turnover.

Mobley, W.H. 1977. Intermediate
linkages in the relationship
between job satisfaction and

employee turnover. Journal of
Applied Psychology, 62, 237-240.

Although it is clear that the
relationship between job satisfaction
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and turnover is significant and
consistent, it is not very strong. The
author suggests that it is probable
that other variables mediate the
relationship between job satisfaction
and the act of quitting. Key among
these variables is the concept of
behavioral intentions. The model
presented is one of the first to
propose the role of intentions to
quit in the turnover process.

Mobley, W.H., Griffeth, R.W.,
Hand, H.H., and Meglino, B.M.
1979. Review and conceptual
analysis of the employee turnover
process. Psychological Bulletin, 86,
493-522.

The authors define turnover as a
form of employee withdrawal where
the employee voluntarily leaves

the organization. The belief'is that
turnover is an individual choice
behavior; therefore, individual is the
primary unit of analysis. Specifically,
the authors do not address turnover
that comes involuntarily, such as
dismissal.

Besides putting forth an expanded
model of turnover, the article
offers a comprehensive review

that illustrates key themes in the
turnover literature. Central among
them are that satisfaction does not
seem to be an adequate composite
of other precursors and correlates
of turnover. Also, behavioral
intentions—directly or as part of
commitment—enhance prediction
of turnover. Age, tenure, overall
job satisfaction and reactions to job
content consistently and negatively
are associated with turnover.
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Greater variance in turnover can be
explained using multiple variables,
and a great deal of variance is still
unexplained. Based upon these
findings, the authors put forth a
model of turnover. One of the major
additions to the model is the role

of time. The authors posit that the
temporal dimension may be relevant
to the extent that organizational
socialization processes are important
in turnover.

Shaw, J.D., Dufty, M.K., Johnson,
J.J., & Lockhart, D. 2005.
Turnover, social capital losses,
and performance. Academy

of Management Journal, 48,
594-606.

This article tests the theory that
turnover among those who possess
social capital leads to greater losses
in firm performance than those
who do not possess such capital.
This study of 38 upscale restaurants
supported the idea that turnover

is negatively correlated to firm
performance when the turnover
occurs among high-social capital
individuals. Alternatively, turnover
among low-social capital employees
has a relatively small impact on

firm performance. The authors also
hypothesize that network density
moderates the relationship between
social capital losses and performance.
That hypothesis was not supported,
and the findings suggest instead
that social capital losses are most
damaging when overall turnover was
low.
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Shaw, J.D., Gupta, N., &
Delery, J.E. 2005. Alternative
conceptualizations of the
relationship between voluntary
turnover and organizational
performance. Academy of
Management Journal, 48, 50-68.

Four alternative predictions
regarding voluntary turnover

and workforce performance are
offered. Primarily, the authors
suggest a curvilinear relationship
between turnover and workforce
performance. Voluntary turnover

is proposed to have a negative
relationship with workforce
performance that attenuates as
turnover increases. Hence the
inverted U-shaped relationship
between turnover and performance
found by Gleebek and Bax (2004) is
supported. The authors draw on 2
studies to support their contentions.

Shaw, J., Delery, J., Jenkins, G., &
Gupta, N. 1998. An organization-
level analysis of voluntary and
involuntary turnover. Academy

of Management Journal, 41,
511-525.

This research examines the effects
of human resource management
practices on quit rates at the
organizational level. This study
used organizational-level data from
227 organizations in the trucking
industry to explore this issue.
Results show that human resource
management practices predict
performance through quit rates.

High-involvement HR practices
(those that involve investment in
human capital) were shown to

reduce quit rates. Quit rates were
negatively linked to performance
measures. Hence, high-involvement
HR practices are tied to increased
performance through the mediating
effect of reduced quitting.

Steel, R.P. 2002. Turnover
theory at the empirical interface:
Problems of fit and function.

Academy of Management Review,
27: 346-360.

The author argues that turnover
theory has relied too heavily on
rational analytic decision models,
and suggested alternative decision
theory frameworks as good jumping-
off points for advancing turnover
theory. The theoretical model
presented in this article suggests
that search is a dynamic process that
involves a confluence of traditional
affective models of withdrawal.

This model proposes that as

search processes evolve over time,
individuals receive greater feedback
and gain more knowledge about
their potential alternate employment
opportunities, which in turn
influences their turnover responses.

Steel, R.P., Griffeth, RW., &
Hom, P.W. 2002. Practical
retention policy for the practical
manager. Academy of Management
Executive, 16, 149-161.

This paper suggests that
organizations must employ a
comprehensive retention policy in
order to deal with the consequences
of spiraling replacement costs for
employees. The suggestion is to



integrate research on retention in
order to create a comprehensive
policy. The synthesis of research
presented attests that average
performers are less likely to quit than
high or low performers.

The authors suggest a process for
the formulation of a retention
policy. This process begins with
the comparison of organizational
quit rate with the quit rate of the
industry and an assessment of the
organization’s retention goals
and projected workforce needs.
This leads to an assessment of
the organization’s focused and
blanket strategies and ultimately the
formulation of an organizational
retention policy.

Sturman, M.C., Trevor, C.O.,
Boudreau, J.W., & Gerhart,
B. 2003. Is it worth it to win
the talent war? Evaluating the
utility of performance-based
pay. Personnel Psychology, 56,
997-1035.

This article offers a framework

for winning the “talent war”.

The importance of talented
employees is trumpeted in the
popular business press, suggesting
that firm success often hinges on
acquiring and retaining the most
creative employees with top-
notch ability. This paper offers a
process for examining the impact
of compensation and turnover at
various levels of firm performance.
The authors use the staffing utility
framework of Boudreau and Berger
(1985) to examine the outcomes
of incentive compensation as a

retention tool. The findings of the
study suggest that using utility
analysis can assist firms in evaluating
the usefulness of incentive-laden
compensation.

Trevor, C.O. 2001. Interactions
among actual ease of movement
determinants and job satisfaction
in the prediction of voluntary
turnover. Academy of Management
Journal, 44, 621-638.

In this article, interactions between
determinants of ease of movement
and job satisfaction are hypothesized
to predict voluntary turnover. The
study features a longitudinal design
and a sample of 5,506 individuals
who participated in the National
Longitudinal Survey for Youth
(NLSY). Using survival analysis,
the authors found the impact of
job satisfaction and unemployment
rate on employee turnover was
moderated by education level,
general mental ability, and job
training.

Trevor, C.O., Gerhart, B., &
Boudreau, J.W. 1997. Voluntary
turnover and job performance:
Curvilinearity and the moderating
influences of salary growth and
promotions. Journal of Applied
Psychology, 82, 44-61.

This study utilized a vast sample of
5,143 employees in a single firm

to examine the impact of employee
turnover on job performance. As
proposed by Jackofsky (1984),
turnover was higher among low
and high performers, and lower for
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average performers. Moderating

the curvilinear relationship were
salary growth and promotion. Salary
growth in particular moderated the
relationship for high performers.
Those with high salary growth were
less likely to turn over whereas those
with low salary growth were more
likely to leave the organization.
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IDENTIFIES TOP HUMAN CAPITAL
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Both HR and non-HR C-suite executives cite succession planning as their
top human capital challenge for the future. But they have scant confidence

that their companies are prepared to address this and other major issues.

Under the leadership of the SHRM Foundation, the Hay Group
conducted a survey of 526 C-suite executives at companies
of all sizes. Respondents identified the following challenges as

their most pressing concerns:

B Succession planning

Recruiting and selecting talented employees
Engaging and retaining talented employees
Providing leaders with skills to be successful

Rising health care costs

Creating and maintaining a performance-based culture

In addition, the SHRM Foundation commissioned a thorough literature
review on the same topics prior to conducting the study. The web-based

survey was created after in-depth interviews with 36 C-suite executives.

The study was funded by a grant from the Society for Human Resource
Management. Results will be used to help the Foundation target high-

impact research projects for the future. To read the full report, visit

www.shrm.org/foundation.
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implementing formal assessments to build a
high-quality workforce

by Elaine Pulakos, Ph.D.

These products are made possible by your generous
donations to the SHRM Foundation. Download these
reports at www.shrm.org/foundation.
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