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SUMMARY

This thesis examines the feasibility of developing
predictors of employee turnover to facilitate its diagnosis'
and control. The study was conducted within the Dunlop
Organisation and carried out under the University of Aston's
Interdisciplinary Higher Degrees Scheme.

Most research has been undertaken from a single
disciplinary standpoint owing to the diversity of issues
involved. Therefore, not surprisingly, conflicting findings
have been reported. The research objective is to collate
all relevant disciplines, as ‘far as available practical data
permits, so that a general method of diagnosis and control
of employee turnover may be developed.

In Dunlop the annual cost of employee turnover may be
several millions of pounds. Consequently an investigation
which aims at improving methods of controlling these costs
may prove very beneficial.

The resesarch strategy is developed around the issues
and problems for further investigation identified by past
research and the availability and coverage of relevant
information. It consists of a quantitative analysis of
those factors which are easily measured and available within
the factory situation, and a qualitative analysis of the
more subjective issues involved.

The existence of a general predictor model of employee
turnover is demonstrated using multiple r&gression
techniques. Specific measures of unemployment, age and
service distributions, and earnings yielded the highest
1eve}s of accountability of variance in turnover rates of
varijous cmployee types. Local factors were most significant

for manual employeces, whilst ncn-manual employees were



influenced slightly more by regional factors.

Exit interviews conducted amongst terminees revealed
many qualitative issues as disclosed in reasons for leaving.
These reasons were found to be largely dependent on an
employee's orientation to work.

Finally both analfses are combined to form a general
schéme for measuring, analysiﬁg, diagnosing and controlling

the turnover of various employee types.
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PREFACE

I would like to inform the reader that this research
differs in some respects from the traditional doctorate
research with regard to the overall environment in which it
was undertaken and its general objectives.

.Thé éttdy was sponsored jointly by the Science Research
Council and Dunlop Limited which provided the research
context, and was ca;ried out under the University of Aston's
Interdisciplinary Higher Degrees (I.H.D.) Scheme. The
objectives of this scheme are to investigate current 'livé'
organisational problems, from a multi-disciplinary
standpoint, by incorporating a carefully supervised
experience of problem solving in a collaborating organisation.

‘The advantages of such a form of research are as
follows:- -

(a) The researcher assumes a dual status as full-time
research student and employee of the sponsoring organisation.
This duality permits access to both academic and industrial
expertise in the relevent areas of research. By virtue of
receiving both academic and industrial supervision a

greater opportunity exists for the pursqiz;cf both
theo;etical and applied objectives.

(b) Since there is an implicit multi-disciplinary training
in this scheme'of reéearch, the 'problem' under investigation
may be studied from more than one relevant peispective.

The main implication of this approach for the nature of

the thesis is that every effort is made in designing the
research strategy to ensure that any findings have practical'

significance in addition to extending the boundaries of

theoretical knowledge.
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CHAPTER 1 -

INTRODUCTION AND RESEARCH OBJECTIVES

1.1 INTRODUCTION

The principal aim of this chapter is to delineate
the problem in terms of its nature, magnitude (in cost
terms), and implications both within the organisation
under study and against the national setting.

The project outline and requirements as initially
perceived are described énd suggested directions of
research to meet these reguirements are developed. Thus
permitting the general purpose of the reseafch, in terms
of the theoretical and applied objectives, to be drawn-up.

Finally, some background information about the

research context, i.e. the Dunlop Organisation is

presented.

IR
il

1.2 THE PROBLEM - Its nature, magnitude and implications
1.2.1 Its Nature | |

The compaﬁy is fféquently 51&rtéd~g§éacceleratiﬁg
employee costs, particularly during the past decade or so,
and the control of these is believed to be one of the moét
important keys to its cohtinuéd viabilify. From this
awareness the need for a thorough investigation of“those
areas within which managers may exercise scme measure of
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The Personnel Planning* section was assigned the
task of locating those aréas of employee costs where a
study would prove most 'profitable.' Careful interrogation
of personnel statistics over the pfévious six-yea£ period
yielded some very startling information regarding the |
magnitude of employee wastage within the organisation as
a whoié.**

Employee wastégé being defined as the temporary or
permanent loss of cﬁrrent manpower. Specific examples
of each type of wastage are listed below:

(a) - Permanent wastage
- employee turnover

-

(b) Temporary wastage
- employece absence
- hours lost as a result of industrial disputes
- industrial accidents
- bad time-keeping

1.2,.2 Magnitude
The following statistics were revealed for the six
year period 1968-1973 (minima and maxima) .
(1) All employee turnover:- 25-35% annually

(ii) Absence (all manual employees) :- 6-8% of
planned working hours lost annually

(1ii) Industrial disputes (all manual_employees) :-
0.2-3.5% of planned working hours lost annually

(iv) Industrial accidents:- 0.3-0.4% of planned
working hours lost annually (all manual employees)

(The company does not maintain statistics for non-manual

employee absence and time lost by bad time-keeping)

* A section in the Central Personnel Division

*% In the U.,K. only
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What do these statistics represent in real terms?

(a) Between ‘ten and fifteen thousand emoloyees leave
the company annually.

(b) Between three and four-and-a-half million planned
working hours are lost by. absence annually.

(c) Up to two million planned working hours may be
"lost by industrial action annually.

(d) Nearly a quarter of a million planned working hours

are lost by industrial accidents annually.

1.2.3 Implications of these statistics .

These figures indicate that employee wastage within
Dunlop .is considerable, especially in the form of turnover
and absence. Moreover a factory-by-factory analysis of
these forms of wastage over the same six-year period revealed
the following information.

All employee turnover:~ 10-120% annually

All manual employee absence:- = 2-14% annually
In addition to this inter-factory variation in wastage rates
differences in rates for both sexes and various employee
types; i.e. manual and non-manual were observed

In terms of absolute magnitudes iﬁ‘Dunlop,eﬁployee
turnover and absence iepreseﬁt the most devastating forms
of employee wastage. . One of the basic objectives
of this research is to identify the controllable or
preventable aspecﬁs ond their cost to the company. Previous
investigations, both within the company and outside, into
absence and turnover have indicated that excessive turnover

is potentially more detrimental than absence to profitability

for the following reasons.
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(a) The proportion of absence which is accompanied by
a doctor's note of managerial permission (i.e.
uncontrollable absence) represents well over a half
of the total absence rate.* Therefore, the scope
for improveﬁent in the controllable proportion is
limited. - - |

(b) The proportion of uncontrollable turnover, e.g.
marriége, retirement, death, pregnancy and redundancy
rarely accounts for more than half of total turnover,
but usually represents about a quarter. By this virtue
there are potentially more in-roads. to the reduction
of preﬁentable turnover.

(c) - Furthérmofe, Pilch1 refers to an estimated cost .of .
.controllable employee turnover in one industry that
exceeds that of sickness, absence and industrial
disputes, all put together. He also refers to a
Government Actuarial study in 1963 of people leaving .

pensions schemes in which 96 per cent of cases left

voluntarily.

Since there is greater scope for investigation and
improvement in the levels of employee turnover, the research
primarily fbcuses on this-aspect of wéstagé. Moreover,
absence records are only maintained for manual employees
within the company, thereby imposing a further restraint
on an investigation into absence.' Howéver, turnover,
-absence and hours lost by industrial disputes are referred
to collectivély as and when appropriate, since they are
considered by ééme people to represeﬁt varying degrées of

!

'withdrawal from work' and may arise from similar causes.

*  From the fihdings of an absence investigation conducted
by Dunlop in 1969,
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Therefore any improvements in the levels of employee
turnover resulting from successful remedial action may
also be accompanied by improvements in the levels of

absence and industrial disputes.

1.3. The Cost of employe turnover - Nationally and
in Dunlop :

The majority of companies do not specifically

calculate the direct costs of employee turnover. These
costs are usually sﬁbmerged in other accounts.

However, excessiye employee turnover is not unique
to Dunlop, it is a national problem. This is quite apparent
from the number of publications from the 'National Economic
Development Office' NEDO over the last ten years. Some of
the booklets are listed below and have been qompiled for
NEDO by an 'Economic Development Committee' EDC* for that
particular industry. |

(i) 'Costing your labour turnover' Rubber Industry EDC

(ii) 'Labour turnover in Food Manufacturing' Food
Manufacturing EDC

(1ii) 'sStaff Turnover' Hotel and Catering EDC

(iv) 'Labour losses in the Electronics Industry'
Electronics EDC
“"‘“‘

(v) 'Labour turnover - a manager's guide to action'
NEDO

(vi) 'Labour turnover in the Clothing Industry‘
Clothing EDC

(vii) 'Cost of labour turnover in the Wool.Industry'
Wool EDC
The concensus of opinion from these NEDO publications
is that employee turnover costs are variable and depend

on a number of factors, e.g. age, service, training received,

* Composgd of_managers and trade union representatives from
companies within a particular industry
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type of work, difficulty of recruiting. In spite of the
difficulty involved in financially’assessing some of the
detrimental outcomes of excessive turnover, e.g. poor
morale, strain on supervision and lowered quality leading
to fall in demand; the Electronics EDC published the
following list of costs, some of which are readily
quantifiable.

Separétion payments (e.g. in lieu of notice, holiday
pay, redundancy payments)

Recruitment and advertising costs
Candidétes interview expenses
Joiners' re-location expenses
Candidates interview expenses .
ﬂoss of productivity of, leaver prior to leaving
‘Cost of exit interview and leaving routines
Loss of productivity whilst post is vhcant_
Personnel department expenses and overheads
Managers' time interviewing applicants _ .
Clerical costs of joining
Issue of personal tools, protective clothing, etc.
‘Loss of induction training
On the job training costs ~—

- Material wastage and mistakes by newcomers _

_ Loss of productivity during training period and

"while newcomer is building up experience
On éhis basis the report quoted costs per leaver

.fdk one firm in the industry to VAry from‘ElSG fo: Eléfical
and female manual employees to £300 for male manual employees,
and over £800 for managers and other professional staff.

!
Pilch quotes an average figure of £300 per leaver from a

study undertaken by the University of Bradford, which appecars
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to be generally accepted at present.

Assuming this figure to be reaiistic, it may be
epplied to thelemployee turnover levels in the Dunlop

-

organisation, as fbllows:

For the period 1968-1973

. Minimum . Maximum
No. of leavers | 10,000 15,000
Cost per leaver - 2300 _ £300
Total annual cost £3.0 MILLION £4.5 MILLION

These figures are quite startling, but may overstate
the situation, since seﬁe turnover is inevitable and
desirable. Dunlop participated in the NEDO study performed
by the Rubber EDC and its committee agreed that an acceptable
or target level of unavoidable turnover should be around 15%.
(It was stated that aey such opinion was highly subjective
since unavoidable turnover varies according to local

circumstances) However, on this basis a more realistic

estimate of the cost* of turnover in Dunlop would be:-

Cost of Controllable Turnover in Dunlop = £1.2 to 2.4 MILLION*?

Even this 'amended' cost is quite” staggering and must
surely provide justification for an in-depth study into
those areas of employee turnover within which managers can

exercise some measure of control.

* These estimates are in no way intended to be absolutely
accurate, they are to be used to appreciate the order
of magnitude of the problem.

** , These figures are based on 1973 prices. The retail
price index has almost doubled now (May 1976).
Therefore this estimate is considerably greater now.
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is a national problem.

whole is high - over 30%'.

-l

Moreover, this 'cost' is not only suffefed by

The Rubber EDC states that 'high labour turnover
The rate for the country as a

Figure 2 below, illustrates

this point by comparing the annual rates 6f‘employee

turnover in Dunlop with corresponding rates for the rubber

industry and all manufacturing industries*, during the

period 1971-1973 inclusive.

Figure 2 - Employee turnover rates in Dunlop, Rubber
‘ Industry, and all manufacturing industries.
EMPLOYEE TURNOVER RATES (%)
YEAR %
: RUBBER *¥* ALL =
DUNLOR INDUSTRY MANUFACTURING
1971 32 28 33
1972 24 25 28
1973 30 33. 34.

* %

e

Turnover rates for the Rubber Industry and all
manufacturing industries are derived from statistics
published quarterly in the Department of Employment
Gazette. They are based on discharges per 100
employees obtained from employers for a four week
period every third month. To compute the annual
turnover rate the discharge rates for the four

quarterly four-week periods are averaged and the
result multiplied by 13.

These turnover statistics tend to understate the true
levels of turnover since employees joining and leaving
within the four-week analysis period are not

included in the figures. Pilch quotes a remark by

a civil servant regarding this significant omission ..
‘It is like producing statistics of crime which left
our murder.,' Since it is a well known empirical fact

that turnover is most prevalent amongst short-service
employees,

-~
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1.4 Project Outline and Requirements

1.4.1 Project Outline - Initially proposed by the
Personnel Planning Section

'In Dunlop the variation in measures of émployee
turnover as between factories énd employee typeé is
considerable. If it is desired to use these measures
as an indicator af managerial efficiency, it ié |
necessary to establish the feasibility of establishihg
standard levels of turnover for each factbrj.and
employee type, and ascertain when variations from these
levels indicate that managers need tgi?émedial aetion.

Since the factors influencing employee turnover are
numerous the need for an in-depth study of turnover and
possible remedies is essential. For staff employees
(non-manual) the newly updated computer personnel -
file offers an opportunity for such a survey, whilst

- Personnel Returns published quarterly may form the:
foundations of a similar survey for manual employees

(operatives).'

The feasibility of using measures of employee turnover

as a management control was the central theme.

——

1.4.2 Project Requirements

(a) 'that employee turnover rates be determined for
both staff and operatives by sex on a factory-by-
factory basis.'

= (b) 'that the reasons for variations of employee
turnover between factories and employee types

be investigated.'"
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(c) 'that the possibility of cstablishing 'nerms'*
or standard levels of employee turnover be
investigated.f

(d) 'that the influence on the 'norms' of various
factors, e.g. changes in earnings, recruitment,
be asceftained.' |

(e) ‘'that the{feasibility of using.variations from
the 'norms' as a means of measuring the effect-
iveness of managers' personnél policies be

established."

‘Generally speaking the research objective from the
managerial standpoint is to understana more fully the possible
reasons why different employee types in a single factory
and the same employee type across many factories suffer
turnover in varying degrees, i.e. to understand more fully
and locate those factors which most strongly influence
turnover, and in particular those which are within their
control. Ideally, some type of analytical framg-work or
model is desired so that effect of changes in personnel
policy on levels of turnover can be anticipated to some
extent. Therefore, the cost of any required remedial action
may be compared to savings from the anticipated reductions in

turnover as a result of such action.

1.5 DISCUSSION OF THE PROJECT OUTLINE AND REQUIREMENTS

The project outline and requirements were discussed
with both academic and industrial supervisors. The aims

of this discussion were:-

* 'norms' or standard or acceptable levels of turnover would
represent that part which is uncontrollable from a
managerial standpoint, i.e. that turnover which results
from factors external to managerial control.
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(a) To examine and idehtify the disciplines involved.

(b) To examine cioééiy'ﬁhe‘proposed cbjectives and assess
how far they were consistent with the pursuit of
research aimed at éddressing significant‘theorétical
issues. | |

(c) To develop initial plans forjinvestigaping the probleg.

(d) | To determine what statistical information is available

within the company and the extent of industrial co-

operation required.

o

1.5.1 Disciplines Involved

As described in the-Preface,tﬁe intention of an I.H.D.
project is to investigate a real organisational, problem from
a multi-disciplinary standpoint, i.e. from all angles. After
careful'examination of the project proposals it was felt
that the study of employee turnover necessitates this approach.
The following disciplines were considered to be most relevant:-

(i) Economics - external factors related to employee
: turnover.

(ii) Accountancy - determination of the costs of
.employee turnover.

(i1i) Statistics - measurement and analysis.

(iv) Personnel Management - environment in which
turnover operates.

(v) Organisational Behaviour - Social and pychological
' issues.

1.5.2 Initial Plan for investigating the Project Objéctives
; IInitially a careful and critical examination of previous
émpirical research findings and associated theoretical

conceptualisations is considered essential for the following
reasons:-
(1) Concrete foundations of knowledge on all aspects

of emplo§ee turnover may belbuilt'up.



-l L~
(ii) Previous short-comings in methodology and

analysis may be identified, i.e. those voids

in empirical research that need to be filled.
(11i) Those factors which have been consistently

found to be empirically associated with turnover

may be assembled.

In general the purpose of a review of past research is
to highlight major issues and problems for investigation.
This survey forms the basis of the following chapter.
(Chapter 2) Any refinement of the research objectives would

be made on completion of this survey.

1.5.3 Availability of Statistical Information with the Company

There are three sources of statistical data which were
believed to be sufficient for the conduct of the research.

(i) Personnel returns.

In their present form they have been pﬁblished
'centrally' since 1967, on a quarterly basis to 1972, and
half-yearly thereafter. Basically such statistics as
employment strengths, employee turnover rates, employece
absence rates, redundancies, hours and earnings, hours lost |
by industrial disputes, pertaining to various employee types
on a factory, group and company basis are summarised in the
reéort.

(ii) Census of age and service

A census of age and service is compiled annually for
manual and non-manual employees subdivided by sex, on a
factory, group and company basis.

(iii) Computerised Staff* Personnel File

. This file contains personal information relevant to

* non-manual employees
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staff employees only. The categorisation is on an individual
basis, and.contains such information as - age, service, salary,
marital status, division and location. However, this
information is only reliable during the period January .lst, 1974

to December 31lst, 1974, and relates only.to‘monthly—paid staff

employees.

The compény pledged total co-operation with‘respect to
any further information that would be required, except for
matters that were considered confideﬁtial.

These three data sources are described and assesséd
in more detail in Chapter 3 entitled 'The Research Contexﬁ -
The Dunlop Group'. The scope and ééneral uséfulnass of this
data, i.e. what is available in practice, is then examined
against.the main issues and problems.identified by previous
investigations, in the general development of‘the research

strategy which is the subject of'chapter 2

1.6 GENERAL PURPOSE OF THE RESEARCH

As the research is undertaken within the context of a
'live' organisational situation it is expected that both
theoretical and applied objectives may be-investigated

together for their joint benefit., These objectives are

described below:-

1l.6.1 Theoretical Objectives

(a) Classification/endorseﬁent/contradiction of outstanding

issues in the field.
(b) To'attempt to fill any gaps in the general field of
‘diagnosis and control of employee turnover which have

been exposed'by past researchers, by further émpirical

research.
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(c) To develop new and more informative analytical -
methods. |

(d) To demonstrate the advantages of applying an inter-
disciplinary approach to a 'real' problem, (Landsberger115
has emphasised the importance of this type of approach
and the dangers of studying behavioural and non-
behavioeral sciences from a single standpoint)

(e) 2 Most research into employee turnover has been conducted
from a single disciplinary standpoint, e.g. by
.economists, statisticians, psychologists, sociologists
and industrial practitioners, owing to the diversity
of issues involvedﬂ Therefore, not surprising;y,
conflicting and ambigﬁous findings have resulted.

This research intends to drawltogether and incorporate
all relevant disciplines as far.as the available
practical data'allows. Thus permitting a general

method of diagnosis and control of employee turnover

for various employee types* to be developed.

1:0:4 Applied_Objectives

(a) To gain further knowledge and understanding of the
contributory causes of employee turnover, and thereby
permit greater cost effectiveness in the utilisation
of human resources. |

(b) To reveal any serious discrepancies-in present company
methodology, and recommend more useful methods.

(c) To increase managerial competence in manpower

management and administration.

* It is well known that employees vary considerably in their
job requirements, and therefore -their behaviour may be
influenced by different factors. Hence, methods of
diagnosis and control of turnover may need to be modified
for different employee types.
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(d) To recommend proposals for the control of employee
turnover on a factory-by-factory and company basis.
(e) To provide a clear statement of those factors which
are within managerial control, and identify the
principal areas of investigation,K required for any

future enquiry into employee turnover.

It is appreciated that harmonising theoretical and
applied objectives may create some probléms,'howeVGr, it is
felt that the most meaningful and beneficial results and
conclusions will be achieved by so doing. P

-

1.7 THE RESEARCH CONTEXT - THE DUNLOP ORGANISATION

Dunlop is a multi-national company employing slightly
under 43,000% people in the United Kingdom, and a little
over 50,000* overseas. The research focuses entirely on
Dunlop's U.K: operations. These operations are categorised
by a number of 'Groups'** each completely autonomous .
with regard to profitability. A further breakdown exists
in that each 'Group' is divided into a number of 'Product
Divisions'#*** which are also responsible for their own
profitability. There is a wide diversification of products
both with groups and product divisions, elg. pneumatic tyres,
sports equipment, footwear, carpetingrand fire enginés.

Industrially the research was conducted from the
Headquarters of Dunlop in the Central Personnel Division,
which is based in London. Generally speaking the Personnel

Function is decentralised, however,‘there are some ﬁolicies

*¥* At January 1lst, 1976.
** See Figure 10, p.104 Chapter 3, for details

*** See Figures 1l1-14, Appendix A, pages 1l-4 for details
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from the 'Centre' which must be adhered to. However, for
most purposes the 'Centre' adopts an advisory and guiding’
role as it is appreciated that divisional personnel managers
are better placed to solve the majority of 'local' issues.
Regarding the structure of the Personnel Function, the
Central Personnel Division is headed by the Director of’
Administratién and divided into the following departments:-

(a) Group Industrial Relations, Salary Administration
and Salaries and Pensions.

(b) Management and Development and Central Training.
The constituent 'Divisions' within each 'Group' have
Divisional Personnel Managers, and each factory within each
'Division' has a Personnel Manager or Cfficer depending on
numbers employed.

The foregoing section is intended-onlyvﬁo provide
schematic information about the company. More precise
details of individual factories with respect to location,

number employed, products and employee wastage are presented

in Chapters3 and 5.

1.7.1 Communications with the Company

In order to gain credibility regard&ng the potential
benefits from an in-depth investigation of employee turnover,
every effort was made to communicate regularly with managers
in the personnel function. The type of information exchanged
includes any changes or modification of research objectives,
progress summaries and feedback relating to these aspects. .
‘Regular communication is seen as the key. factor in gaining
manager's attention and confidence in the project. One
could hardly expect policy changes recommended by the research

to be implemented or even entertained without their prior

involvement.
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1.8  SUMMARY

This chapter introduces the problem under investigation
in terms of its nature, magnitude and implications both within
the research context and against the national setting.

The project outline and requirements as initially
perceived by Dunlop are described and developed according
to theéreticél and applied objectives. Plans for meeting
theée objectives are drawn-up and include a thorough
examination of issues-and problems identified by previous
research and an assessment of the research context, together
with an examination of the data sources available. These -
topics form the subject matter of Chapters 2 and 3

respectively.
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CHAPTER 2

Previous Research:_ Issues and Problems for Investigation

2.1 INTRODUCTION

The introductory chapter eﬁphasised the need for a
careful and critical examination of previous research
relevant to employee wastage. The following survey concen- -
trates on employee turnover, which has judging by the
volume of literature devoted to its study, been the principal

area of interest. Other types of wastage will be referred

-

to where appropriate.

One of the earliest references to employee turnover
dates back to the beginning of the century, subsequent
investigations have examined almost all types of organisationsf
all types of employee, from a variety of countries. Howeﬁer,
most literature has focused on the turnover of manual employees

in business organisations in the Western World.

The following areas of past research will be examined

in turn:-
(a) Definition and Measurement of‘ﬁmplofee Turnover
(b) The Correlates of Employee Turnover

(c) - The Determinants of Employee Turnover

(d) Conceptualisations, Theories and Models of
Employee Turnover

(e) The effects, cost and control of Employee . Turnover

Finally, the major problems and issues from each of the

above areas are summarised.
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DEFINITION AND MEASUREMENT OF EMPLOYEE TURNOVER

Definition

Before proceeding to a definition, it is important
to consider why 'employee' turnovexr is usedlrather than
the more often quoted term f}abour'lturnover._ There are
basically two reasons for th;s. _Firstly that the term
' labour" implies 'manual' employees, whereas this study
will be examining all employeé types both manual and
noﬁ—ménual. Sécoﬁdly, it ié considerea tﬁat the term
flabour' is derogatory as aptly expressed in an article
by Forrester2 .o+ 'the basic_relationsﬁip betweéﬁ a mén.
and his job is of éuch subtlety that it can only be
négotiated by'a manager with a close understanding of
both' ... the common use of the word 'labour', implying
as it does an amorphous mass of morons, is a denial of

this principle as well as an affront to humanity'.

In sbife of the extensive liﬁerature affprded to
the study of employee turnover very few definitions have
been proposed. The British Institute of Management3
defines employee turnover as 'the process of change in
the composition of the labour forcei, However, Pearce4
considered that the process of employee turnover was
incomplete until a réplacemént was recruitéd and he
offered the following definitidn “oo }the movement in

: _ .

a working force when workers leave and have to be

replaced'. Samuel” argues that it may be difficult to

determine accurately which recruits are replacements.

Perhaps the most explicit definition was proposed

by Price® who defines employee turnover as 'the degree
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of movement across the membership boundary of -an
organisation'. ' Price qualifies this definition by
emphasising that employee turnover is concerned with
movement of individuals. Furthermore the question of
'membership boundary' is closely examined. As most
research has centred on administrative organisations
membership is determined 'by whether or not an individual
receives money, and/or its equivalents, from the
organisation’'. Thisldefinition and its qualifications

seem to be most applicable to the type of research being

pursued by this study.

The movement of individuals includes members
‘entering an organisation (‘'recruits' or accessions') and
members leaving an organisation ('terminees'). Most
literature is concerned with 'terminees' as 'recruits'

are usually the 'terminees' from another aganisation.

In an attempt to gain-an insight into the underlying
causes of employee turnover various classifications of

7

'terminees' have been suggested. Lefkowitz’' proposed

the following categorization: ~

——

(1) Involuntary Unavoidable - Manééement—initiaﬁed
terminations such as lay;offs (redundancies) due to
uncontrollable economic factors, and dismissals for
criminal activities, al&oholism, etc. i.e. those who

are unmanageable and disruptive. Deaths are also included
in this category. ‘ | |

(2) Invdluntary avoidable - Dismissals‘aé a result of

poor job performance due to inadequate selection,

training and induction.
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(3) Voluntary Unavoidable - Employee resignations due
to military service, pregnancy, domestic problems,
marriage, etc.

(4) Voluntary Avoidable - Employee resignations as a
result of potentially avoidable conditions such as
anxiety arising from poor induction and training

procedures, and various aspects of job dissatisfaction.

ﬁost researchers and industrial managers are
concerned primarily with that part of employee turnover
which is considered to be controllable* from a
managerial standpoint. Webber8 offers another
categorisation of terminees which differs slightly from

that of Lefkowitz. His classification is as follows:

(1) Voluntary but uncontrollable - therfdllowing
termination reasons are included; change .of vocation,‘
_ return to school, domestic reasons, moving to a location

not in commuting distance of present job.

(2) Involuntary but uncontrollable - .Terminations as
a result of death, retirement or disability.

(3). Involuntary and controllable. - Terminatiors'as a
result of redundancies, poor performance, unacceptable
conduct, patterns of attendance involving lateness or
absenteeism.

(4) Voluntary. and controllable - Terminations as a
result of resignations because of iqadequate,pay and
career opportunities, conflict either with supervision

or contempories, unacceptable working conditions.

* controllable and avoidable are éonsidered_to be synonymous
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In terms of avbidable/controllable turnover
Lefkowitz' and Webber's classifications are in agreement
in most instances, with exception of redundancies
(lay-offs). It is the author's opinion that the case
for redundancy . should be treated as a separate issue, for
two reasons which make it difficult to classify it as

controllable or not.

(a) The usual explanation for the necessity of
redundancies, is for reasons of a decline in demand for
a product or the evaporation of raw materials for its
manufacture (this usually results in short-time working)
due to uncontrollable economic factors.

(b) However the redundancies may also be the result of

poor manpower planning on the part of management.

Generally speaking the majority of resecarchers
agree that the most prevalent and significant type of
employee turnover is that due to 'Voluntary Controllable'
reasons. Van der Merwe and Millar9 define controllable
employee turnover as 'the avoidable loss of personnel,
avoidable because management action could have been taken
fo reduce, minimize or prevent such loss, the loés being
. the result of an interaction between the characteristics
of the employee and the employing organisation'. Within
this definition Van der Merwe and Millar excludé turnover
due to marriage, illness, death, pregnancy and redundancy.
They propose that only employee-initiated terminations and
employer-initiated terminations (dismissals) be included
in Controllable Turnover. Furthermore they include

leavers who have left for domestic reasons on the basis
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of a study by Smith10 who found, on follow=-up, that the
majority of females leaving for domestic reasons had in

fact left for jobs elsewhere.

Many organisations use the ﬁritish Institute of
Managements 'reason for leaving codes' in an attempt to
gain a deeper insight into the causes of employee turnover.
With reference to Van der Merwe and Lefkowitz the following

chart may be constructed. (see Figure 2 overleaf).

The table indicates that there are two principal
areas of difference in discriminating between controllable
and uncontrollable turnover; these being 'dismissals' and
‘domestic reasons'. It is suggested here that the
researcher must use his own judgement in these areas, i.e.
if the dismissal was for unsuitability then this must
constitute controllable turnover as a result of inadequate
selection, training and induction procedures. However
these particular types of termination usually represent
an extremely small proportion'of employee turnover and
therefore the researcher has the scope to use his

integrity in making his selection.

The reasons for leaving referred to are usually
elicited at exit interviews. Despite inherent difficulties
in obtaining the 'true' reasons, it is possible using a
little intuition, to segregate tﬁe stated reasons for
leaving into controllable and uncontrollable groups, with
a reasonable degree of accuracy. However, the stated
reaéon for leaving within the controllable group (if

employee initiated) must be treated with caution.
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Figure 2: Classification of Reasons for leaving

REASON FOR LEAVING

LEFKOWITZ
CILASSIFICATION

CONTROLLABLE YES/NO

VAN DER MERWE

1.
2.
3.
a)
b)
c)

4.
5.
6.

7.
8.
a)
b)
9.

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

A. DISCHARGE (Employer Initiated)

Unsuitable
Disciplinary reasons
Redundancy (lay-off)
Shortage of materials
Seasonal fluctuations
Other reasons

(B, RESIGNATION (Employee

Initiated)

Remuneration

Hours of work

Physical working
conditions
Dissatisfaction with jcb
Relationships with
fellow-workers
Supervisors y
Personal betterment
National Service
Transport difficulties
Housing difficulties
Domestic responsibilities
Illness or Accident
Marriage

Pregnancy

Move from District
Retirement

Death

Cause unknown

Involuntary Avoidable
" Unavoidable

Voluntary Avoidable
" "n

n “n
o . ’ L1
Voluntary Unavoldable .

L]

Involuntary Unavoideble
Voluntary Avoidable

Yes
Yes

No
No
No

Yes
Yes
Yes
Yes
Yes
Yes
Yes
No
No
No

. Yes
No
No
No
No
No

No
Yes
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The definition of employee tﬁrnover and the
segregation of leavers into controllable and uncontrollable
groups has been discussed at some length because of the
importancé in determining those areas over which
management exercises contfol and.influence. Precise

definition and purpose are essential if meaningful results

are to be gained.

2.2.2 Measurement of Employee Turnover

(1) Crude Employee Turnover Rates .

These rates are the most widely'used of all measures of
employee turnover. They are based on the numbers entering

(recruits) and leaving (terminees) an organisation. The

11

U.S5. Bureau of Labour Statistics renders the following

methods of calculation of the rates:

a) Recruitment Rate
(Accession Rate) = No. of new recruits in a period
Average no. of employees during
the period
b) Termination Rate
(Separation Rate) = No. of leavers in a period

Average no. of employees
, during the period

e

The analysis periods are generally months or years, the
choice depending on the numbers available to yield stable
statistics. The average numbér employed is'usually
obtained by adding the numbers employed at the beginning
and end of the period and dividing the total by two. The
quotient is expressed as a percentage by multipling by 100,
The termination rate is more frequently used than the
recruitmept as a measure of employee turnover, and for
subsequent analysis the two will be treated as being

synonymous .
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Although this index is relatively easy to under-
stand and compute it suffers from two major disadvantages.
Brissenden and Frankell2 indicated one of the short-

comings of the index in the following example:-

An annual employee turnover rate of 100% could

imply any of the following conclusions.

(1) Tha£ the entire workforce had turned over once
during the vear.

(2). That half the labour force had turned cver twice,
the other half remaining.

(3) That a quarier of the labour force had turned over

| four times, the other three-quarters remaining.

(4) and: 80 Of e

A fufther major short-coming of this index is that
it does not control for factors which are related to
turnover. The most significant of which is tenure or
length of service? Most research has found a strong
negative correlaticn between tenure and employee turnover.
Therefore employee turnover rates will be biased in favour
of short-service employees, thereby submerging the effects

of the turnover of longer serving employees.

The exceptibnally strong influence of 1ength of
service on employee £urnover rétes has prompted the
following researchers (Longls,'Pearcel4, Levinals, IMSlG,b

18 19

Silcockl’, Rice,Hill and Tristl®, Lane and Andrew

Bartholomewzo, Youngzl, Boweyzz, Grusky23, Know1e524

Van der Merwezs) to develope and/or use indices of

a -~ see the section on correlates of employee turnover
.b = Institute of Manpower Studies
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employee turnover which control for tenure and thereby
indicate where in the service continuum turnover is
occurring. Their contributions may be summarised as
follows.

(a) Long13 and Pearce14

They use an index of employee turnover called the
stability rate which is defined as 'the proportion of
employees who remain with an organisation for a ‘specific
period of time'. The period of analysis is usually one
year; and the rate is expressed as a percéntage. There-
fore the stability rate for the period Jan. lst 1974-
Dec. 3lst 1974 (inc.) would be computed as follows.

No. of employees who were present on
Stability rate = Jan. 1lst 1974 and remained to Dec.3lst 1974

No. of employees present on Jan. lst 1974
x 100

This index has a range of 0~100% by definition, is easy to
compute and relatively simple to understand, e.g. a
stability rate of 70% indicates that an organisation has
managed to retain 70 per cent of its original membership
after one year. However, this measure has one major

. 1imitation in that it totally omits ‘turnover of those
employees who havé been recruited during the period.

This is a significant short-coming beéause of the

inherently high turnover of short-service employees.

However, because of the supplementary nature of the

termination rates and stability rates, they are often

used together.
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(b) Levine15

In his investigation of 'Turnover among nursing
personnel in General Hospitals' a measure of employee
turnover called the 'instability rate' is used. It is
calculated as follows ( cf stability rate)

No. of employees who were present
on Jan.lst 1974 and left before

Instability rate = or on December 3lst 1974 * 100
‘No. of employees present on Jan.
1st 1974

The instability rate differs from the stability rate in
that it is based on leavers during the period instead of

those who remain.

The remarks made about the stability rate are
applicable'to the instability rate. A furthér limitation
of both these measures has been highlighted by Price’’,
who observes that like turnover rates there is no
implicit control for tenure. He suggests that this may
be to some.extent remedied by clarifying:the employees
at the beginning of the ‘period by service groups
(providing the sample is large enough).and then .
developing stability and instability rates for each class.

i.e. Stabilitf 6f émployées in the 2-5 year service group.

(c) IMS16 .Institute of Manpower Studies 16 (IMS)

i In thgir\ihvestigatibns of employee 'wastage' within
different occupational classifications of non-manual
employees (clerical and prdfe&ional staff*), a type of
'instability index' is used. Thelr index is based on

what they term 'unplanned leavers', these leavers included

—

* staff in this context implies non-manual white-collar employees
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those who had left voluntarily, those who had been
dismissed, and some who had died or left because of
ill-health. 'Planned' leavers, i.e. those who left

because of retirement or redundancy were omitted from

the calculations.

Further refinements tb their index were determined
gy the nature of the data available, which consisted of
a stock of employees at the beginning of the year, new
recruits during the year and the leavers during the year
from both stock and recruits. To conﬁrol for length of
service, employee wastage rates were analysed separately
for groups of employées with différent tenures at the
beginniﬁg of the year, i.e. less than.one year, one to
two ears, two to four years; etc. (Recruits during the

year were treated similarly bﬁt on a month by month basis).

The current employees at the beginning of the year
could be grouped by length of service classes, as well
as by occupation, organisation, age, location and sex.

This represented the 'at risk' stock of employees.

e

The: wastage of male engineers with between two

and four year's service would be calculated as follows:

W ME _ No. of 'unplanned' male engineers who left
24 during the year with between two and four ..
vears service

No. of 'current' male engineers with two-four
years service at the beginning of the year.

C

.

Wastage

=
I

‘Male Engineers

2-4 = TWwo to four year service group
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The denominator is corrected by the number of 'planned'
leavers, and the result is usually expressed as a

percentage by multiplying by 100.

This measure of employee turnover is one of the
most comprehensive that has been developed to date.
It enables turnover to be computed by occupation,
sex arid other variables; whilst controlling for length
of service. The major limitation of this measure is in
obtaining sufficient numbers to yield stable statistics.
The IMS resolved this problem by assembling a
'data bank' covering employees from both the private and

public sector, their sample size was nearly 130,000.

(d) Silcock17’27 _
Silcock felt that the 'crude' employee turnover rates,
used as labour stability indices, are so ambiéuous that
they are best abandoned altogether. |

As a measure of employee retention he introduced . the

'Survival Index' which is computed as follows:

Number of recruits from a ‘cohort!
Survival Rate = remaining in a period

No. of new recruits in ‘'cohort’

T——

This index is coﬁcerned directly with the turnover
of new recruits thus remedying the limitations of
stability rates. The rate is determined by specifying
' two independent time periods of analysis. Initially a
'cohort of new recruits' is specified. The 'cohort’
refersto all those employees who were recruited during
a specified period. This period may be a month, quarter

or a year, the choice depending on the numbers available
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to yield stable statistics. For example if the 'cohort'
was obtained quarterly, a second time period must then
elapse before the survival rates can be calculated.
Therefore if 5 out of 15 recruits froﬁ a quértérly cohort
remained one yeaf after the cohort was formed, the

survival rate would be 33%.

As a refinement of the 'Survival rates' Silcock
introduced an index called 'the half-life' or the 'median
length of service of a cohort of new recruits'. .This
index represents the time taken for a batch of entrants
to be reduced by terminations to one half its original

size,

Silcockz7

elaborétés fufthef 6A hisJ}Half-life‘
indék, by examination of fhe survivallpat£érn of
successive cohorts of new members. The concept of
'Survival Tables' is introduced whereby entrants are
classified into quarterly cochorts and ;he.number pf
'Isurvivors from each cohort after different periods of

time is exﬁressed as é percentage of the 6riginal entrant
group. Thus successive 'Survival~Tab1es'_may bé produced
and any noticeable deviation from an established pattern
will be observed immediately. Thereforé analysis, action

and future warning productions may be based on present

trends.

“Rice, Hill and T;‘ist28 have also developed similar

*Survival Tables' as Siléock27-' The advantage of this

type of analysis are as follows:
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1) Tenure is controlled for

2) They are easily understood and precise in meaning -

However there are also three short-comings of this
index which are largely responsible for its infrequent

use:

1) No information about leavers in.a_current period
is a&ailable. | .
2) There is a limitation of not less than 100
members in a cohort to provide -stable statistics.
This condition restricts the use of this index to
only the largest of organisations.

* 3) This index used alone gives no indication of the
behaviour of longer serving employees (assuming

that an organisation has just incorporated this
index).

(e) Lane and Andrew19
As a measure of the stability of the labour force, Lane and
Andrew introduced the conceét of an 'expectation of service'
based on the probability of an employee leaving as a
function of his length of service. TQ;;; probability of
leaving function was derived using either survival or
stability curves. Both these are shown to be approximately
log-normal and may be used for graphical comparisons of
different groups on employee, interpolation and ex-
‘trapolation (predictive) purposes. The authors conciude
that the 'service expectation' index is the best single

measure of the stability of a group of men.
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ff) Bartholomew20

This paper incorporates the work of 'Silcock' and 'Lane'
and Andrew' in presenting a method of expressing, in
quantitative tefms, the relationship between the length
of service structure and rate of leaving, of a group of

employees.

The idea of turnover as a 'renéwal process' is
introduced. The turnover rate and length of service
distribution are combined to ob?ain a 'renewal equation’'.
Using various. simplifying assumptions this equation may
be solved and predictions about recruitment needs may
be mdde. However, there is a major difficulty in
obtaining a length of service distribution which jointly
satisfies the following criteria:

{1) what occurs in practice;
(ii) in a suitable mathematical form for which the renewal

equation may be solved.

Under specified condiﬁions, Bartholomeﬁ,used the
solution of the renewal equation to examine the
relationship between crude turnover and the length of
service structure. He concludes ... 'the crude turnover
rate is influenced very much by the ﬁge and recrultment’
history of the group of employees to which it applies.

It cannot therefore be used as a valid method of compéring
the stability of groups of men, unless they are similar

in these respects'. (Thus emphasising the need for

controls: cf Price )
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(g)  Young®! |
Young uses the 'log—normél' distribution of wastage
proposed by Lane and Andrew, in his study of 'entry
cohorts' (i.e. clearly definable groups of employees in
éim;lar functions e.q. clerical‘employees who joined in
a given period). 'His principal finding was that a
log—nprmal,wastage pattern established by a cohort
pers;sts through the history of the cohort. Furthermore,
for planning purposes it is possible to predict future
losses for each cohort once the parameters of the log-
normal wastage distribution have Been established.

Comparison of the stability of different cohorts may be

achie&ed by graphical representation of their log-normal

wastage curves.

(h) Bcweyzz

A 'Cumulative Length 6f Service Index' is proposed

and enables one to consider the present labour force

not only in terms of how many members of it were present
a year ago, but also two yea}s-ago, three years ago, and
so on. This index is derived from a curve describing
the build-up of a labour force over a number of years
called the stability curve. It has further uses in the

graphical comparison of stability between different firms.

The area under the 'cumulative length of service
curve' gives a direct measure of stability, which is in
turn a measure of the organisation's ability to retain

labour. Hence, Bowey uses the integral of the curve as

)
a 'stability index'.
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In addition, Bcwéy develops- the idea that
correlations between a 'Stability Index' and job
satisfaction will prove more meaningful and rewarding
than those betwéen 'crude turnover rates' and job
satisfaction. This is because the 'Stability Index'
more appropriately emphasises the behaviour of long
service members, as they are more likely to leave because
of job dissatisfaction. Whereas the crude turﬂover index
is biased towards short service employees whose decision

to leave may not necessarily be related to the general

level of dissatisfaction.

(1) Grusky23

In his research Grusky makes use of an index of employee
turnover termed 'the average length of service of stayers’'.
This index is based on the length of service of all
current employees in the organisation, and is computed
by the following method:

i=N

: Sum of the lengths of
Average length of s
servige of gtayers = E Ti = service of all employees
i=1 Total no. of employees
N “"“

where s = stayers
TS= Tenure (length of service in years) of stayers
N = No. of current employees

Sometimes this average is computed as the median as well

as the mean.

f

This index is relatively easy to compute and

understand. However, Price26 criticises its use because
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it is biased towards indicating the behaviour of longer-
serving employees. He uses the following example to
illustrate this point. The average is calculated on a
specific date, when the organisation will be characterised
by a large proportion of long—sérving employees and an
omission of short-serving leavers. Thus the turnover of
short tenure employees is not adequately acgouﬁted for.

A further disadvantage of this index is that it fails

to indicate the amount of turnover which is occurring.

(3) Knowle324

Instead of calculating the average length of service of
'stayers', Knowles proﬁosed the use of an indé;'which
measures the average length of service of 'leavers',

which is calculated as follows:

i=
Average length of _ TL Sum of the tenures of
sexrvice of leavers 1=1 i all leavers
| N Total no. of leavers

similarly: TL = Tenure of ‘leavers

N
L

No. of leavers

]

Leaver

This index is based on the number of terminees in a
specific period, e.g. a month, quarter, year. It is
slightly more difficult to calculate than the average
length of service of stayers since information needs to
be collected over a period of time rather than at a
single date. Although this index suffers similarly
iﬁ not indicating the magnitude of turnover, it does

provide real clues as to where in the service continuum
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‘the majority of leavers are being drawn. However, it
does require sufficient numbers of leavers to provide

stable indices.

(k) Van der Merwe25

One of the most recent developments in the field of
measurenent of employee turnover has been devised by
Van der Merwezs. Basically he utilises the work of
Silcock27 énd Know19324 in producing a 'Survival of
leavers curve'. This is a distribution of leavers from

a specified period, by length of service and diagramati-

cally represented as a 'survival curve',

He describes the production of such a curve

as follows:

Let there by L leavers from a period of T months.

Among these leavers L, are a number Ll,who have lengths
of service of 4, (months) or less, and numbers L2, L3 “oa
Ln who served periods of dz, d3 .o dn; such that

Ll + L2 cee Ln‘= L, and dn the service of the longest

serving leaver.

Furthermore dz = 24, d3 = 3d etc. (where d = month,

o

gquarter or a year)

The curve is constructed by probiding a point on
a graph which indicates the distribution of leavers

(expressed as survivors from a total group L, after

periods d, d2 etc.

i.e. the 'survivors' at the L ~-L ‘
end of period 4, = . 1 per cent
f .
and the 'survivors ' at the _ L - (Ly+ Ly.. L) = 0

end of period d
" n L
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Figure 3 below shows an example of a 'survival of

leavers curve',

Rather than use this 'curve' on its own as measure

25 incorpofates'the

of employeé turnover, Van der Merwe
controllable émployee turnover rateJ'thereby providing
the following information:

(1) The rate at which employees are‘leaving the

. | organisation from a l'c-:c:n't:ﬂrcf:.'tzl}'.w.b].e:'ls.t::lndpoini:..
and (ii) From what Section in the work force, in terms of

length of service, those leaving are being drawn.

Figure 3: Survival of Leavers Curve
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% 70~
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Leavers

. 60—

50~ edian length of service of leavers
40-
30~

20-
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[ .
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length of service months

Furthermore, the median 1engtﬁ of seivicelbf leavers
(cf Know1e524} may be easily obtained from the 'Survival of

leavers curve' as shown in Figure 2.
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Van der Merwe25 also quotes a study by

9

Bell2 regarding further uses of 'survival curves',

and applies them to his survival. of leavers curve.
Bell29 groups leavers by the following biographicai
variables = country of origin,'tribal origin, age,
marital status, wage, skill, department, etc.
thereby allowing survival patterns to be contrasted
according to biographical:variables, whilst -

1controlling for length of service. -

4

The main limitation 6E this meésure as ﬁith
mést survival indices, ié obtéining sufficiently
large numbers in reasonable periods of time to
provide stable statistics: for comparison purposes.
However, Van der Merwe25 has provided a means
whereby the turnover characterises different

employee types may be compared whilst controlling

for the overriding effects of tenure.

Summary and Conclusions

Definition ' ~——

The importance of precise and purposeful
definition of the phenomenon under investigation
was . described at some length in relation to
previous shortcomings - and ambiguities. The under-
lying theme of this research is in the identification
of the controllable aspects of employee turnover,
and therefore the coﬁstituents of controllable

turnover were examined in some detail.
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Measurement

Many indices of employee turnover were
described and critically examiﬁed. The mejor
consideration centred oe controlliﬁg for the
overriding effects of tenure. Sophisticated
mathematical techniques for incorporating the
-:length of service distrxbution of a workforce 1nto
a measure of employee turnover as developed by Lane

L . ' :
and Andrewlg, Bartholomew20 and Young21 were

described. Finally, the work of Knowles24 and

Van der Merwe25 were reviewed.

From a practical standp01nt the graphical
representation of employee turnover as suggested
by Van der Merwe25 seems to incorporate the most
useful-means of inveetigation into turnover in the
factory situation; Indusrrial investigations into
the turnover of non-manual employees from a
variety of occupations are most conveniently

undertaken using the approach developed by the

IMSlG.

N ———
Finally, it must be:borne in mind that all
 the indices examined assume that the relevant
information is close to hand in the factory
situation, unfortunately this is not usually the
case, especially on an historical basis,.-
therefore- the researcher may have to modify his

indices in-the 'light of insufficient or

inadequate. data. -
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2.3 THE CORRELATES OF EMPLOYEE TURNOVER

There is a large volume of researéh which concerns
itself with 'statements of association' regarding employee
turnover. It is non-analytic, does not concentrate on causal
relationships, and is largely speculative in terms of inference.
Such findings are commonly called 'Correlates of Employee
Turnover', and ugually provide the overall._.'context' in which
the more analytical investigations are conducted. The

principal correlates are discussed and described below.

2.3.1 Level of Employment: State of the Economy

A strong positive relationship between the level

of employment and employee turnover has been supported

by many reviews (Cook,30 Silcock,l7

March-Simon,>> Moffit-Hill3%.)

Behrend,31 Knowles,32

The following studies provide empirical confirmation
of the proposed relationship (Behrend,BD Hyman,36

Crowther,B? Knowles,38 Longl3).

March—simon,33 without empirical evidence, propose
that 'under nearly all conditions the most accurate
single predictor of labour turnover is the state of the
economy' i.e. level of unemployment. They explore the
relationship in more detail, and suggest that it is
necessary to consider the individual‘s relative
employability in terms of static (sex, age, social
stgtus)_and dynamic (technology.of the economy, length
of service) factors to explain more of the variance.

Generally speaking, the level of business activity

may be viewed as a background which reflects the relative

ease.Of securing alternative employment. It is commonly
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found that voluntary turnover is highest in 'boom'
periods and lowest in 'slump' periods, redundancies and
lay-offs exhibiting the opposite effects. The studies
of Crowther3? and Rice, Hill and Tris£28 have shown that
the relationship is most ténable with respect to the

local level of unemployment; when investigating the

turmover of manual employees.

2.3.2kSeasona1 Factors

e

Silcock17 notes that voluntary turnover is highest
in January and lowest in December, peaks in spring and
autumn are separated by a trough in summer (these

observations are based on the work of Rice et al.28

39

Long,13 and Greystoke in this country).

?an de; Merwe25 observes other seasonal
fluctuations of turnover in industries in the Southern
Hemisphere, and proposes that 'seasons in themselves are
of course not the determinants, but rather the

significance of the reason to community involved',

e.g. the trough in summer may be due to the effect of

;coming holidays. ~—

2.3.3 Location of the Undertaking

f

Despite the evidence of Cook30 and Chapin40 who
found no relationship between location'and enmployee
turnover, the ﬁajority of researchers find that location
is an important factor associated with turnover (Long,13
Silcock,17 Behrend,31 Hill; T.P.41 and Russell42):

1

H111,%" in his study of collieries concludes that

'location is probably by far the most powerful single
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explanatory variable‘in‘a study 'of labour turnover.
Furthermore, Russell,42 who examined 438 establishments
in manufacturing and non-manufacturing organisations
found turnovef to be generally ﬁigher in metropolitan

areas than in non-metropolitan areas.

The general conclusion to be drawn is that, as
turnover has been shown to be strongly affected by the
local level of unemployment, then locality must be

taken into account in any investigation into employee

turnover.

Departmental Differences

Lefkowitz43 examines the work of Rice and Trist,44

and Kerr et al.45 in demonstrating the limited value of
gross turnover rates which apply to an entire
organisation, The evidence suggests that there are
determinants of departmental turnover which may be
relatively independant of the overall turnover of the

organisation (e.g. nature Bf job, styles of

supervision, informal work groups).

Proximity of Domicile to Work Place

Both Long13 and_Bucklow46 have found that
excessive distance between the home and workplace adversely
affects turnover. This observation is probably most

valid for female employees, particularly married women,

Skill

Turnover of unskilled manual employees has been

found to be higher than for skilled manual employees in
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the following empirical studies (Behrend,35 Wales,47

Hyman,36 Harris,48 and Young49) an additional support’

of this correlate was noted in many reviews (Silcock,17

March—Simon33,and Knowles32

) . However Long13 found that
the turnover of semi-skilled manual employees was in
some cases as high as that for unskilléd manual employees

and as low as that for skilled manual employees.

A study by Behmansocnntﬂxﬁcts the above relationship.

Absenteeism

Many attempts have been made to correlate absenteeisn
and employee turnover. A positive relationship has been

reported by Crowther>’ and Clarke‘?1 and is supported by

53

the review of Lyonssz. However, Kerr's results

indicate a negative relationship. March and Simon33

have put forward some ideas in an attempt to explain this

apparent contradiction.

For a negative relationship to exist between
turnover and absenteeism they propdse that:
a) extreme penalties are being imposed for absence.
or b) the ability to leave the organisation is
constrained by a situation of high unemployment
or by government £fiat. |
For a positive relationship to exist, they propose that:
a) Motivation to avoid the demands of the job
situation stems primarily from the dissatisfaction

with the inducements-contributions balance.

- b) For most people motivation to seek relief

through temporary absence occurs at a point

Yelated consistantly to the point at which
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motivation to quit occurs.

c) The factors contributing to individual
dissatisfaction are general to the population
of workers rather than to individual workers.

The methods of data analysis incorporated in the

empirical studies referred to are not totally similar,
some regard absence as preceeding turnover (forerunner),
others are based on organisations being chara;terised by
high turnover and high absenteeism simultaneously. These
méthodological differences-may be responsible for the

contradictory results.

Herzbergs4 remarks that 'the problems of turnover
and absenteeism may be discussed together since in some
respects the small decision which is taken when the
worker absents himself is a miniature of the important
decision he makes when he quits the job.‘ Furthermore

55 6

-
many behavioural scientists, Bass and BryantJ view

turnover, absenteeism and other forms of employee
wastage such as accidents, and strikes as forms

of withdrawal from the work situation due to

dissatisfaction.

Generally speaking, absenteeiém (reflecting attitud-
inal factors e.g. the odd day off without permission) and -
turnover are believed to arise from similar sources of
dissatisfaction, as described in a recent review by
Porter and Steers.57- However, the decision to quit or

go absent depends on a variety of situational factors.

One aspect of absenteeism that is crystal clear
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is the immense cost of the phenomenon. The Industrial
Society58 compared the number of'employee—days lost by
absenteeism with the number of employee-days lost

through industrial disputes in the U.K. in 1972,

"" No. of employee days lost
Absence 400,000,000

Industrial disputes 25,000,000

The following set of factors are associated with the

characteristics of Individual Employees.

Séx and Marital Status

The research concerning the association between sex
and turnover has produced very mixed results. Empirical

studies by Behrand,35 Harris,48 Mackay et al59 and

reviews by Silcock,17 Hedberg60 and Young49 have claimed

female turnover to be greater than male turnover.

However, reviews by Cook,30 March-Simon,33

and
61 62
research by Tollan, Katzell et al have found male

turnover to be greater than female turnover.

To confuse the issue further, the following reviews
find no significant difference between.male and female

turnover (Knowles,32 Long,3Parnes?3)

Despite the conflicting evidence, Van der Merwe25
has demonstrated the ambiguities ‘and inaccuracies made
on the basis of one correlate alone. He shows that
there is no simple relationships between sex and turnover,
owing to the interaction effects of the following
variables - aée, length of service and marital status.

By using 'Survival of leavers curves' he was able to
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demonstrate that married males were the most stable
group of employees and he found length of service and
age to be closely related to marital status. Marital

status was speculated to be the dominant factor.

For female employees, marital status again was
_ speculated to be the dominant factor in determining
stability because of a weak relationship between
service and age, and turnover. Young single females
were found to be the most stable group, followed by
older married females and young married females
respectively. Thus the significance of controls,
especially for age and marital status, in examining

the relationship between sex and turnover has been

demonstrated,

25

Van der Merwe's findings may be summarised

as follows:

Married male

Young single females

decrease in

Older married females stability

Young single males

Young married females

In attempting to explain his observations, he
considers the different orientations to work of the
five groups, apd speculates that in the case of
young married females domestic and work roles are

in greatest conflict,

In a recent publication, Barnes and Jones,64




~48-

elucidate the relationship between sex.and
turnover, by distinguishing between male and
female 'quitting to exit the labour force' and

‘quitting to move to another job'.

Their results mayjbe summarised as'follows:-l
1) Quitting to exit'thé 1abéur force

- females Qreaﬁér than males
2) Quitting to move to another firm

-~ males greater than females

3) Total female quitting is greater than male
quitting

4) Male quitting is more variable

S)J The relationships of quit level and

variability to.age and earnings are

different for men and women.

Length of Service

It is generally accepted that during a given period of
time the greatest proportibh of ieavers are most likely to
be found in the low leéngth of sérvice groups, and the number

of leavers decreases as length of service increases. Reviews

30 Silcock,17 Knowles,32 Léfkow1t243

evidence by Young,49 Rice et al.,za'Harris,48

25

and empirical

Paines,63 and

by Cook,
Van der Metwe, all provide support and confirmation of a
strong'hegative'relationship between length of service and

enmployee turnover.

In his study, Ydung49 claims that ... 'There is one
-'critérion, we find, which outweighs all others as a predictor
of staff loss in every one of the labour classes we have

studied, it is tenure.'
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Length of service is also related to age and skill

12), and status (Bucklow46) and these

(Brissenden and Frankel
factors may in turn influence turnover. However, length of
service, age and skill are consistent with one another, in
that the saﬁe person is likely to be young, low on seniority
and unskilled, and the converse is also likely to be true.

The main problem is to determine which of the interrelated
factors is dominant in any given situati_on._‘Price6 higﬁlights

. 66

the problem of spuriousness in his review and Bowey uses

partial correlation techniques to 'sort out' the factors.

Tavernier67

speculates that 'a man of 50 is as liable
to leave. in his 'third year'as a‘man~of:25fin“the same
circumstances' suggesting that: length of service completely

overrides age as a determinant of employee turnover.

The majority of empirigal‘évidence suppofts_a.strong
negative relationsh;p between aéevand turnover (Long,13
Parnes ,63 Behrend,35 Rc>ss=‘,65 Van de.er ltvle:r:we:,.25 Boweyss} .
Further éﬁpport is provided by the following reviews
'(Sj.lc'::\ck;,r7 Knowles,32 March-Simon,33 ang;PriceGJ. The
empirical data has been derived from a variety of:
organisations, from family service agencies to

manufacturing ‘companies.

Despite Tavernierﬂ67~comments, Van der Merwe25 using
his 'Survival of Leavers Curves' concluded that ' ceteris
paribus, the older worker is iike;y to be a more stable
ehﬁloyee, irrespective of their length of service in a

particular group'.
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Intelligence and Aptitude Tests, Interest Inventories,
Personality Tests, Job Satisfaction Inventories and
Biographical Data

- schun’? has reviewed’the_research on the predictability
of employee tenure based on the above criteria, and makes the

following conclusions:.

Intelligence and Aptitude Tests

No consistent relationship has been observed between

scores on intelligence and aptitude tests to tenure criteria.

Brown and Ghiselli71 found that employees with average
scores tended to remain longer than employees scoring either
very high or very low on the tests: However, Kreidt and
Gadel72! have successfully predicted turnover among

clerical employees from test.scores on a clerical speed

test.

Interest Inventories

Although no consistent relationshi? was observed,

some interest inventories (Kuder Preference Record70

) are
better predictors of length of sérvicé than intelligence

or aptitude tests.

Personality Tests

S
Again, no consistent relationship was found, and it

was concluded that their use was no worse than intelligence

or aptitude tests.

Job Satisfaction Inventories

Although there is little empirical evidence, it

appears that they may have_poésibilities-as potential

predictors.
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Biographical Data (Personal History Data)

The research indicates that Biographical Data is
probably one of the best available predictors of employee
turnover, in that out of .21 studies, only two failed to

find at least one biographical variable related to

tenure.

However, there are many inherent problems in using
biographical information as a predictor of tenure.
Lefkowitz43 in his extensive literature review, lists
them as follows:

1) Personnel history data show little generalisability

2)) Many items related to employee turnover in one
.situation are not related in others.

3) Items are often differentially prgdictive for
different job categories within the same
organisation (A study by Fitzpatrick and Cullen73

is quoted)
4) Bilographical predictors show little temporal
stability, as shown in decreésed predictability

which occurs with successive replications with

the same application blank items.

Lefkowitz43‘cohtinues to conclude that 'in general,
peréonal history items have not yiclded any consistent
description of those employees who are likely to terminate
their . employ, nor any rationale for the causes involved'.
‘This point is further endorsed by Ronan74 and states thaﬁ
'from the point of view of strict prediction such studies
are important but they leave something to be desired in

the way of explaining turnover behaviour'.



Price's6 comprehensive review of turnover literature
may be summarised by the chart overleaf (see figure 4)

where he tentatively attempts to rank the correlates of

turnover according to their relative powers of predicting
turnover. This is based on the number of modifications,

reviews and empirical studies supporting any.one correlate.

In his concluding remarks he highlights one of the
most important issues associated with erroneous attempts
to develop a theory describing turnover. This is the
problem of spuriousness of the correlates (cf Van der
Merwezs). PriceG emphasises that’spuriousness should
be more fully examined; by running controls within a
singlé variable, e.g. his correlate 'low seniority
members have high rates of turnover than high
seniority members'. If a relationship is found for the
entire sample, then tests should be conducted for selected
categories within the sample (e.g. use age groups as a

control). Each of these categories is a control and is

selected because of its possible association with seniority.

Finally, if the relationship remains significantly
unchanged, then the correlate is empirically sound, and it
can be said that seniority itself is assocliated with

turnover.

Pricessfurther concludes that more effort should be
made to rank correlates in terms of their ability to
predict turnover, providing adequate controls are
introduced and data collection covers both manual and

non-manual employees. Finally, verification of any theory
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of turnover should be based on specific organisations,

as this will provide the only rigorous test.

Summary

The research concerned with the correlates of
turncver have been carefully examined. The two most

often quoted correlates of turnover are:

1) Length of Service

2) Level of unemployment

The problem of spuriousness of correlates has
received attention from Price, Van der Merwe and IMS
who have developed methods whereby this problem can to

.some extent be overcome,

2.4 THE DETERMINANTS OF EHPLOYEE TURNOVER

Unlike the correlates, which are concerned only
with statements of association between two variables,
determinants'aré concerned with finding the apparent
cause(s) of terminations. Determinants are largely
theoretical and analytic in nature and may contain more
thén two analytic variables. They are concerned with

s
the 'dynamics' of the situation, in proposing statements

of causation.

2.4.1 Job Satisfaction

Job satisfaction has been defined by Price69
as 'The degree to which members of a social system
have a positive effective orientation towards
membership in the system'. Satisfaction is a social
, Pyschological determinant of turnover and includes

such dimensions as job content, pay, supervision,
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promotion, relationships with co-workers and morale.
Owing to the divérsification of dimensions of job
satisfaction, there are inherent -problems in
attempting to qualify it as a common basis. However,
the reviews, studies and theoretical work:of

Herzberg,s4 Lefkowitz,43'Porter and Steers,57

' Vroom,75 Price,76 March-Simon,3~3 Ross and~Zander,77
all support the view that overall job satisfaction
influences émployee turnéver. Mafch-Simon,33
suggest that...; 'The greater the individual's
satisfaction with the job, the less the perceived

desirability of movement.'

Price69 suggests that job satisfaction may be
cdnceptuaiised in coét;benefit terms. . Job
satisfactions being benefits and job dissatisfactions
being costs, the greater the net balance of benefits
over costs_the greater the iikelihood of an

individual remaining with the organisation.

ﬁerzberg78 in his motivation~hygiene theory

of job attitudes examines the determinants of job
satisfaction and job dissatisfaction. .From his
interviews the following dimensions of job
satisfaction and job dissatisfaction were observed

as being the strongest determinants,
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Job Satisfaction ' Job Dissatisfaction

a) Achievement a) Company policy and
administration

b) Recognition b) Supervision=®' -

c) Work itself ‘ ) ¢) Interpersonal relations

d) Responsibility d) Salary

e) Advancement e) Working conditions

The job satisfaction determinaﬂts have been
described as job content factors, or motivators;
whilst the job dissatisfaction determinants are
largely concerned with job context, and are called

hygiene or maintenance factors.

Since job satisfaction has been consistently
related to turnover, then it is not surprising that
much research on determining the causes of employee
turnover has centred on the determinants of job
satisfaction and job dissatisfaction. Perhaps the
most pertinent comment is made by Lefkowitz43 who
summarises that 'while the observed consistency of
the job satisfaction-turnover relationship is

remarkable, studies differ with respeé%‘to the

specific sources of dissatisfaction held responsible.'’

To add a further complication to the issue of
job satisfaction empirical studies by Katzell et a1.%?
and TalacchiTg have found no rélationship between
satisfaction and turnover. Moreover the studies by
Kerr et al.,45'Weitz and NuckOls,SO and Lafitte,al'have

indicated that dissatisfaction may produce turnover but it
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is by no means a sufficient cause for people to leave
their jobs. This observation is highlighted in a recent

82 who pose the question

publication by Flowers‘and Hughes,
'Why Employees Stay'. In developing their theoretical
model they dividé thelféctors affecting the force of
separation into job satisfaction. and environmental

factors (both internal and external to the organisation).
Their graphical representation is shown in figure 5 below.

82 identify four groups of employee from

Flower and ﬁughes
this representation.
1) Turn-offs - no satisfaction but environmental reasons
for staying, i.e. they will stay because théy 'have to'.
2) Turnovers - no satisfaction or environmental-reasons
for staying, i.e. they wiil leave.
3) Turn-ons - satisfaction but no environmental reasons
for staiing

Figure 5: Flowers and Hughes representation of job
satisfaction and environmental factors.

Job satisfaction
Reasons to Terminate Reasons to stay

The Turnovers . The Turn=ons

Reasons to
Terminate

The Turn-offs The Turn-ons-plus

.

Environmental pressure

Reason to stay .
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(4) Turn-ons-plus - satisfaction and environmental
reasons for staying, i.e. they will stay because

they 'want to! and 'have to'.

For example a Turned-off employee might have no
satisfaction in job with reépect to job content,
achievement, and advancement, but he feels he must stay

because of pension rights, inability to get another job
elsewhere, and disruption of family life.

Concluding, Flowers and Hughes82 emphasize quite
strongly ... 'stop finding out why people leave and start
investing resources into the positive management of
retention. Managers must reinforce the right reasons
for staying and avoid reinforcing the wrong reasons ...'
and ‘'understand and respect individuals with values

that differ from their own.'

The distinction betwegn employees 'wanting to' and
'having to" stay, and its implications has been noted
by Herzberg et al, and Bryant.56
They have suggested that job dissqpfsfaction may not only
lead to turnover but can manifest izéelf in such
industrial phenomena as absenteeism, major and minor
grievances, slow down, strikes, industrial accidents,

bad time-keeping, low productivity and poor quality,

2.4.2 Wages

The most often stated reason for strikes and
industrial unrest is employeé dissatisfaction with
present wage rates. This, coupled with the generally

accepted view that industrial managers over-estimate
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the importance of wages to the employee, indicates
that money is the prime motivator of most employees.
However, empirical evidence by Clarke51 and Van der

Merwe25 provide evidence to the contrary.

In a study of semi-skilled and unskilled non-
Européan male employees in the South African leather
industry, Van der Merwa25 found length of service, age
and wages to be inter~corre1atéd variables. He concludec
by saying that 'the high wage employee at all length
of service categories.is less likely to separate than
the low wage employee but whether wages or age is the
determining variable, independent of length of service
must remain a question for further research.' In view
of the strong correlation between wages and:age, he
warns against the use of unsupported employee turnover

figures based on wages alone.

Industrial Pyschologists, McGregor,83 Maslow84

and Herzberg78 do not regard wages as prime motivators
in the work situation. However, it is’ agreed that a
minimum level of subsidence must be provided, once this
level or threshold is reached, then wages no longer
assume positive motivation. Lefkowitzd3 examines

this view in-more detail when referring to a study by
Appel and Fineberg85 who found that those most likely to
leave were those based dn sociceconomic terms,

most in need of money. |

Van der Merwc25 findings certainly bear out the

theories of the Industrial Psychologists, as exhibited
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in these remarks 'The level of wages is not high

cnough to compensate for the lack of satisfactions in
the work itself, nor high enough to enable him
effectively to seek satisfactions entirely outside

the job situation. The formation of group ties and-
‘interacticns within the group will, therefore, be
relatively more important, and wages are likely to be of

secondary importance in such a ‘situation.’'

-"However, in sharp' contrast to the above findings,

an investigation by Goldthorpe86

provided evidence to
suggest that among a group of skilled and semi-skilled
manual employees in the U.K., wages were the predcminant
motivator. Orientation to work was purely instrumental
and need satisfactions were sought not in the work
situation but in the social settxng of the family and
home. This materialistic approach to work, particularly
with respect to European and American employees is noted
by Lefkowitz®’ who proposes that 'Because of the
acculturation process which, in our society, we learn

to "place a value" on various aspects of our lives.

We become so conditioned to thervieW'thégaevcrything

can be priced that we will even accept unsatisfactory
conditions if we are financially compensated for them.
In industry, this often takes the form of wage demands
by employees. The actual sources of discontent often

are not the wages themselves, but some other factorf)

for which compensation is being sought.'

The foregoing illustrates that the effect of-

wages on turnover is not clear-cut. In spite of this
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many theoretical and empirical studies, Bowey,66

Burton—Parker,88 Parker and Burton,89 Stoikov and
Raimon,90 and Lawlergl include wdgcs as a determinant
6f turnover. However, £hey employ different measures
of wages in their conceptualisations. Some of these

measures are listed below.

Bowey66 &

In her push/pull model of employee turnover, as a
measure of wages she used 'the average earnings of
employees as a percentage of the average earnings paid

for similar work in other firms in the local labour market'.

Burton—ParkerBa

In their 'Incentives to Quit' theory they use
inter-industry wage differentials as a measure of the

attractiveness of other firms.

90
Stoikov and Raimon
Their theory of "The desirability of Quitting or
Staying" contains two measures relevant to wages.

(a) Gross average annual earnings

S———

(b) Magnitude of recent wage changes

Furthermore Minorg2 and Know13532 found that when

the expected wages were higher than those actually
received, this was a better predictor of turnover than
the .absolute amount of the wage itself. Lawler91 argues
that employees subjectively compare their pay with the
amount received by other employees in similar positions
in the company. If it is found that the other employeés

receive more pay, then employees making the comparisons
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perceive themselves to be lowly pald, irrespective of

the absolute amount. The .converse is also true.

The main conclusion to Be drawn ffom the-literature
ié ;hat the level of'financial compensation'does quite_
strongly influencé an employees decision tc leave or
sta&. However, its effect must be singled out from
other intercorrelated variablgs: Morccver, the cmployee
type and his particular orientation to workishould be
investigated before any final inferences are made.

In their extensive review of the literature recarding -

27

the importance of pay, Porter and Steers conclude ...

',. These studies failrly consistently pointed out the

importance of perceived equity and met expectaticns as
important forces in such a decision. The size of the

pay rise ... while important in and of themselvez, is,

in ‘addition weighed by an empldyee in the light of his
expectation, given his level of seli-perceived
contribution. The resulting determiﬁaﬁion of his degrece
of satisfaction oridissatisfaction then apparently inputs

in his decision to remain or secarch for preferable job

alternatives.!

Promotion Opportunities

Fl

- The importance of promotion opportunities could be
considered together with pay, as a promotion usually in-
corpﬁrates an incféase in pay. [lowever, pronotion
opportunities are usually limited to a 'select' portion
of the work force. For example Telly, French and Scott93
found no relationship between turnover and perceived

inequity of promotion, among hourly production workers.
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They believed that as the jobs were highly unionised
there was little opportunity for promotion, because

of the union contract whereby promotional procedures are
based essentially on seniority.. Porter and Steer557
quote a study by Dunnette et al who found that the

turnover of young managers was inversely related to meet

expectations concerning the rate of promotion.

Gell{erman94

in his paper entitled 'In praise of
those who leave' has predicted that mid-career turnover
due to the lack of promotion opportunities will begin to
accellerate, because 'the 35-45 age group of the future
will have a higher percentage of university graduates
than todays' (implying inherently unrealistic
expectations of promotion among such employees). 'Also
many of the great growth companies of the 1950s. and 1960s
are maturing, and past the point of inflection on their

growth curves. Promotion opportunities will dry up,

" disappointing many ambitious middle managers.'

In conclusion, the neéd for promotion opportunities
may be considered in terms of a need for recognition and
growth, and for increased remuneration.__The whole
concept'of promotion is very subjective and dissatisfaction
with the lack of it may be the result from a number of
reasons. |

(a) Unrealistic expectations on the part of
the individual. '

(b) Promotion blockages as a result of a
'top-heavy' work force.

(c) Organisational Contraction.

(d) Organisations over-selling themselves in
terms of available prospects.
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2.4.4 Determinants of the 'Induction Crisis!' *

One of the most strongly supported correlates of
turnover was seen to be the fact that 'the turnover of
short-service émployees is considerably greater than that
of long-service employees'. ‘Much research has been

conducted in an attempt to determine why this is so.

The following avenues have been explored:

(a) Mismatch between job expectations and job reality

Lefkowitz43 quotes some studies by the Life
Insurance Agency Management Associationgs, who found that
those employees who left felt that the management had
presented an inaccurate picture oflthe_job at the selection
interview. By providing a realistic description of the job
in the form of a booklet, turnover was drasticqlly reduced.
In one of his suggested methods of controlling turnover,
W’ebber8 proposes that honest employee recruitment and
selection procedures are vital, in communicating the good
and bad aspects of a job to a prospective employee, ...

'Instead of being shocked, he may be pleasantly surprised.’

A specific example of job expectations not matching job

-

S

reality as a being a cause of employee turnover has been

92 32

reported in studies by Minor and Knowles™ . They noted

that the failure to achieve an expected earnings level
was a major cause of turnover. Weitz and Mickols,80 and

Weitz® provide further evidence of this finding.

* See the theoretical conceptualisations of turnover by Rice, Hill
and Trist.(28) Page 27; where the 'Induction Crisis' refers to
the heavy "losses' of short-service employees_
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(b) Inadequate Induction, Training and Orientation

Van der Merwe25 found a strong negative

relationship between length of service and turnover
for male semi-skilled and unskilled employees. He
speculates that these findings provide-support for his
assumption that group cohesiveness (proper induction
and integration into the work group) is a major
determinant in employee turnover. Since ... 'it can

be expected that the longer the contact with the group,
the greater the chance that the employee will become
integrated with it' as 'a méjor need satisfyer is’ likely
" to be that of belonging to a cohesive and rewarding
-éroup, and if this is not satisfied, the employee may
likely fail to adjust to the situation and will there fore
more readily_withdraw from it'. (Van der Merwe9 and
Millar) | ‘

SOmé writers (Bucklow46 and Poidevin97) believe
that short-service turnover is caused by the inability
to perform the job because of inadequate training and
'6rientation of the néw recruit.' They emphasise that
more care in these areas is vital.in overcoming the
inherent Qtresses and strains in starting a new job.
Furthermoré this problem of orientation in the face
of new surroundings is not limited to new recruits.

.Coch and French®® find that long~-tenure employees
transferred to other positions within the same organ-
isation turnover one and a half times as rapidly as
those not_transferred. Lekawit243 quote four studies
where revised training programs have resulted in

significant decreases in employee turnover,
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2.4.5 Physical Working Conditions

The majority of research indicates that too much
emphasis has been placed on the maintenance of acceptable
levels of turnover by the provision of good working

97

conditions. Poidevin confirms this view in noting that

poor working conditions are rarely quoted as a primary
reason for leaving. However, Long13 notes ... 'Good
working conditions appear to be conducive towards a low
level of turnover, but the results of investigations make
it ‘abundantly clear that far from being a guarantee.of
low turnover, turhover may be éxtgemely low even when the
work appéars to be hard and unpleasant.' Brown99

illuétrates this point with reference to a basement

slaughterhouse in London.

2.4.6 Supervision and Management

Several investigations have found that dissatisfaction
with the way employees are treated by supervisors and

managers, is a major reason for leaving. For example,

100

a study by Fleishman and Harris examined the

relationship between turnover and types of foreman

T

leadership. They found that greatest turnover occured
when the foremen exercised little copsideration and a high
degree of authoritarianism. The relationship was not
‘linear, as foremen who showed a high degree of
EOnsideration were able to become more and more
authoritarian and still maintain a fairly loﬁ level of
turnover; Fleishman aﬁd ﬁarris .. believed that
authoritarianism exercised in a climate of high

consideration was perceived by subordinates as being

'helpful and supportive' rather than threatening or
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restrictive'.

01 has investigated

A recent study by Dunnette et al.1
the reasons and possible remedies for excessive turnover of
graduates enteriﬁg industry. They found that supervisdry
and management practices such as:-

(a) '‘breaking the new man in' - by giving him simple
childish tasks and/or

(b) 'proving to the new man that he really isn't so
smart after all' - by giving him impossible tasks.

severely frustrated the graduates' hopes and expectations
to use their ability. This promoted feelings of discontent,
boredom and little hope of advancement, which ultimately
led to turnover. Using an 'Individual Motivational Index'
the authors found a strong correlation between early job
challenge and subsequent effectiveness. They go on to
conclude that 'Graduates placed in jcb situations under
managers who successfully utilise and challenge rather
than delimit or stifle their abilities, tend to become
more effective performers over the long rﬁn, than men who
are merely either 'put up wigh' or actually 'put down' in

their early jobs.

———
A specific aspect of supervisory style was

investigated by Ross and Zander77

regarding recognition
and feedback. They examined the need and fulfillment

of recognition and feedback among a sample of leavers
and stayers. Although they found no difference in the
theed' scores of the two groups, a marked difference was
detgcted between the two groups regarding the perceived
fuifillment of those needs. In a predictive study by

Hulin102 among clerical women, leavers were much less
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satisfied with supervisory treatment than stayers.

The importance of managerial experience in the
placement of new recruits was examined by Porter and

Steers37 in their literature review. This aspect was

based cn an article by Bassett103 who found turnover to
be highest for employees under supervisors with less

than 5 yéars managerial experience.

Webber,8 a management consultant, has found that
certain managerial attitudes and incompetence to be a
major cause of employee turncover in fifteen years exper-
ience. He comments on the disastrous effects of management
traﬁsmitting 'the attitude that his employees are part of

the machinery to get the job done or that they are

" non-persons'.

.4.7

Generally spcaking the reviewed literature describes
the effects on turncver of various managerial styles and
attitudes. Price74 reviews these effects under the more
general headings of *Communication' and 'Centralisation'
(participation in decision-making) in his examination of
the determinants of employee turnover. "

specific aspects of jcb content in relation to employee
needs - ‘

The general theme to be examined in this section is
the fulfilment of the individual's needs by the intrinsic

aspects of the job itself. The following aspects will be

- examined:- self-realisation and role clarity.

(a) - Self-realisation

'Lefkowitz43 defines self-realisation as - "'the extent

to which the individual satisfies his needs for achlecvement,
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responsibility, autonoﬁy, personal growth and
advancenant'. Empirical evidence rendered by Ross and
Zander,77 compared leavers and stayers with similar
expectations reéarding the amount of job autonomy
required, those who left reported significantly less
'‘actual' job autonomy than the stayers. Further evidence
by Wickertlo4 and Tannerbaum and Massarichlo5 suggest
that the difference between high and low turnover groups
was that low turnover groups were able to participate in

decisimms affecting the day-to-day running of the

organisation.

(b) Role clarity

The significance of presenting a clear and accurate
picture of the duties to be performed on the job at the
selection interview has been referred to before in a study

by Weitz.96

The concensus of opinion of most researchers in this
area is that employees will ﬁore readily leave a job if it
does not satisfy their own individual needs. Therefore
much emphasis has been directed towards Gareful screening
procedures at selection interviews in order to ascertain
an individuals needs and relate these to the specific
job requirements. This will hopefully provide more -
congruence between job experience and individual
expectations. Furthermore some investigations have
examined the value of changing the nature of the job to
meet the needs of 'current! employees, e.g. job rotation,
job enrichment and job enlargement. However Hulin and
Blood106 believe that merely changing aspects of the job

may not result in a reduction of turnover, because of
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other intervening determinants.

2.4.8 Organisational Size

Most reviews (Knowles,32 Moffatt and Hill,34 Cook,30

Silcock,17 Longl3) and empirical studies by (Russell,42

9 25 107

Talacchi,79 Greystoke,3 Van der Merwe, Ingham )

indicate no consistent relationship between organisational

size and'employee turnover. However, InghamlOT

did find
a strong positive relationship between absenteeism and
size. The explanation offered is that he believes that
absenteeism is a function of employee identification with

.. an organisation, which decreases as size increases due to
ﬁhe‘gradual disappearance of personal relationships.
Furthermore, Greystoke39 argued that the advantage

. of membership to large and small companies cancel each
other out, i.e. the prestige and personnel management

- gservices of large companies cancel out the existence
of face-to-face relationships in a smaller company.
Another explanation of the lack of a consistent relation-
ship was proposed by Marchl—s:l.mon,33 who consider that a
large amount of intra—organisatiohal transfer in a
large company would constitute turnover in a smaller

company.

Summary
The following determinants of employee turnover
have been reviewed in this section.
(i) Job satisfaction
(ii) Wages
; (iii) Promotion opportunities
(iv) Determinants.of the 'Induction Crisis!




-71=

a) Midmatch between job expectation and
~ job reality
b) Inadequate induction, training and
orientation
(v) Physical working conditions
(vi) Supervision and management

(vii) Specific aspects of job content in relation
to employees needs

*a) Self-realisation
b) Role-clarity

(viii) Organisational size

It is clear from the diversity of determinants that
the process of employee_turnover is a very complicated
issug. Some reéearchers have attempted to collate the
findings of past investigations in producing conceptual-
isations, theories and models of employee turnover. The
most significant contributions will be examined in the

following section.

Conceptualisations, theories and Models of Employee Turnover

Rice, Hill and Trist?S

This was the first of a series of papers reporting

on research carried out into employee turnover in one of
. L ] .

the factories of the Glacier Metal Company entitled 'The

Representétion of Labour Turnover as a Social Process'.

The conditions prevailing during the investigation

were as follows:

a) Full employment = majority of terminations were
voluntary
b) The nature of the work contract was short-term

indefinitely renewable (weekly)

c) 21l manual employee skill levels in the light
engineering industry




.

Employee turnover rates were monitored at one of
the. factories of the Glacier Metal Company over a period
of six years, and at another factory 'X' for control
purposes. The observed variability in turnover rates
was believed to be the result ﬁf:

(i) Short-term variations directly attributable to the
nature of the work contract

(ii) Lonéer—term variations caused by gross social and

economic forces

Furthermore, having accounted for the variation,
there remained a level of turnover which was reiatively
constant for the factory in which it océurred. These
findings led the researchers to introduce the concept of
'labour turnover as a process which is a function of the
institution, and which has a particular form in a given
factory.' Also introduced in a subsequent paper by Hill108

was the consideration of employee turnover as a

t*Quasi-stationary' process (self-regulating mechanism).

To examine employee turnover as an institutional
process, the total process from engagement to termination
was represented by a frequency distribution gf all leavers
from a specific entrant group, by length of service
bands. The resulting distribution was found to be
generally smooth, with négative acccleration, susceptible
to mathematicai analysis.* This provided further support

for the concept of a constant institutional process.

* the authors have shown that the general shape of the curve
may be approximated by a hyperbolic¢ function of the form

y=bx"©
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Three principal employment phases were identifiable

from the distribution, as indicated in figure 6 below.

Figure 6:

&

Leavers as a
2 of
Total entrants

length of service
(survival periods)

x = -length of induction crisis (months)

length of differential transit (months)

e
I

1. Induction Crisis ~ the period during which a number of
terminations result from the initial interaction between the

entrant group and the company.

\"-—-—
2 Differential transit - the period during which those

who survived the induction crisis, learn more about the

company and find out whether they have a place in it.

3. Settled connectioh - the period during which those
who have survived the first two periods assume £he

identity of quasi-permanent employees.

[

This graphical representation illustrates the

inadequacies of previous theories of employee tufnover,

which only recognised two groups of employees,
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a) Marginal (corresponding-to the 'induction crisis')
and: b) Hard-core (corresponding to the ‘'settled connected!')

thus ignoring the differential transit period.

Turnover at the Glacier factory and factory 'X' were
compared using their survival distributions, and the
differences between them suggested that the type of survival
pattern of the turnover process may reflect the different
institutional structures and conditions of attachment ana

separation.

In a supplementary paper by Rice,109

departmental
employee turnover was examined within the Glacier Company.
The results of this study highlighted the problems of
induction of the transferred employee. In his concluding
remarks he states that ... 'the training and induction

to a new department of those transferred deserves at

least equal attention to that devoted to the training

and induction of new-comers to the factory' and 'it would
appear that induction to a barticular department may at
least have as much relevance to labour turnover as
induction to the factory as a whole'. (cf: Section on
Correlates of Employee Turnover - Departmental differences

and reference to Coch and French).

Further details of the investigation into employee

turnover in the Glacier Metal Company are reported in

109
articles by Rice, Trist44 and Ricello).

P Bryants6 -~ Tavistock Institute of Human Relations

In a recent paper Bryantsl6 examines 'The withdrawal
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from work hypothesis!. The most dramatic form of
‘withdrawal' being the act of leaving. Other forms of
withdrawal from the work situation are listed below:
| a) Indﬁstr%al'accidents'
b) Bad time-keeping
c) Low productivity (restriction of output)
d) Poor quality (or béd service)
e) Strikes and go-slows (collective férms
of withdrawal which may be either official
or unofficial) .

Bryant examines two schools of thought regarding

the causes of these forms of withdrawal.

1) These phenomena are parallel indicators of poor
industrial morale. i.e., one type of withdrawal may be
associated with other types of withdrawal in the same

organisation.

2) All these forms represent a continua of withdrawal
as alternative means to the same end. i,e. withdrawal
from an unacceptable work situation for any one or all
of a variety of reasons, e.g. stress, frustration,
conflict, boredom and monotony. The particular form
of chdéen withdrawal depends oﬁ the organisational
climate and personal characteristics of the employeecs.
Under this conceptualisation different forms of
withdrawal may well be either positively or negatively
correlated depending on the prevailing climate. e.gqg.
In a situation of high unemployment, in which a
dissatisfied employee has 1iEt1e chance of 'securing

another job, the only 'break' from the work situation
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open to him may be taking the odd day off, and/or

arriving late for work.

Bryant56 examines some specific examples of
'withdrawal from work' behaviour from a variety of
industries. His first example is based on the effect of
a change in technology in the coalhmininq industry which
results iﬂ very poor morale. The form of escape used in
this situation was widespread absenteeism, which became
informally 'permissible', and Bryant56 continues to say
that ... 'both the occasions and amount of 'permissible’

absenteeism were regulated informally as part cf the

'culture' of the work group.'

He alsco refers to the investigation into the Glacierxr
Metal Company, in which it was proposed that turnover was
only one of a number of forms of withdrawal, either
temporary or permanent. These types of escape could be
best considered as alternatives and not necessarily

parallel indicators of dissatisfaction.

Further examples of withdrawal relating to retail

delivery roundsmen, bus drivers, and ammunition workerxs

"are described in his paper.

The author concludes that these forms of withdrawal
are nanifestations of emplofee dissatisfaction, the |
causes of which must be identified and remedies found.

He believes that most dissatiéfaction arises from the
conflict between the individual needs and organisational
requirements, A socio-technical approach is offered as

a solution, in which the need for job design to take
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into account both the social and technical factors
- is emphasised. Moreover this approach insists on
joint optimisation, rather than maximising the

social and technical aspects separately.

2.5.3 Price’”
Price's theory of turnover which is based on a

very comprehensive literature survey may be summarised -

és follows:

He proposed four determinants of turnover
1. If pay is highly important and if the amount of
pay received is perceived as relatively high, then
successively higher amounts of pay will likely produce

successively lower amounts of turnover.

2.4 Successively higher amounts of participation in
primary groups will produce successively lower amounts

of turnover.

3. Successively higher amounts of communication will

likely produce successively lower amounts of turnover.

4 Successively higher amounts of centralisation
will likely produce successively higher amounts of

turnover.

There are two intervening variables namely:-
(i) Job satisfaction

(ii) Opportunity

The relationships between the determinants and

intervening variables is illustrated in Figure 7.
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Figure 7: Price - Towards a Theory of Turnover
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2+.5.4 March-Simon33

Perhaps one of the most widely used and adapted
models of employee turnover was developed by March-Simon.
The authors use the criterion of ﬁ&rnover as a measure
of employee participation, ana the general postulate
of the ﬁodel is stated as ... increases in the balance
of inducement utilities (i.e. what the employee received
from the organisation) over contribution utilities (i.e.
what the employee contributes to the organisation) decrease
the propensity of the individual participant to leave the
organisation, whereas decreases in that balance have an
opposite effect,'

‘ Basically the inducement-contributions balance is
composed of two major components:

a) The perceived desirability of 1eavinglthe
organisation

b) The perceived case of movement from the
organisation

The authors assume that absenteeism and turnover
are manifestations of dissatisfaction and hence part a)
above holds for both forms of withdrawal. Differences
between the two forms are considered“to stem from the
consequences of the alternative forms of withdrawal. For
example, the perceived case of leaving the organisation
depends on totally different factors than 'taking'the
odd day off' type of absence. |

Considering each part of the model in turn:

a) Perceived desirability of leaving the organisation

The model is shown diagramatically in figure 8a,
each of the factors shown has been selected by careful
examination of major research -findings (c.g. correlates

and determinants of employee turnover.
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Figure 8a:Major Factors Affecting:-

Perceived desirability of leaving the organisation

Conformity of Predictability Comparability
job to self- of job of job and
image” relationships other roles
Satisfaction Size of
with job - Organisation

Perceived possibility
of intraorganisation-
al transfer

{

Perceived
desirability
of movement

e

b) Pgrceived case of movement from the organisation

Similarly this part of the model has been based
on an extensive review of the relevant literature, and

may be summarised as shown in Figure 8b.
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Figure 8b: Major factors affecting:-

. Perceived case of movement from an organisation

Propensity to
.search

.

Level of
business
activity

Visability of

individual
Number of Personal -
Organisations Characterist-
visible ics of Part-
Cmen - icipants

Number of extra-
_ organisational

alternatives d

perceived

Perceived
case of
movement

The propositions referred to in Figures 7 and 8

according to March-Simon constitute the major factors

1

affecting emplogee participation in an organisation.
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2,5.5 Boweyss

One of the most recent models developed for the
analysis of the causes of employee turnover has been
submitted by Boweyss. ' From a comprehensive
survey of the 1iterature she identifies ten processes
leading to 'labour wastage'. Each process is classified

as a 'push', 'pull' or 'neutral' prccess, rather

analogous to the March-Simon model.

To each of these processes is assigned a’
quantifiable parameter(s), and is applicable to employees
in the catering industry. Figure 9 overleaf summaries

the general model.

The model was used to analyse the employees from
a catering establishment which had a very poor record
of employee turnover and stability. A two-year period
was investigated and monthly turnover and stability
rates were computgd separately for male and female
employees. Correlation coefficients were calculated
between each of the parameters and the turnover and
stability rates respectively. Correlations were not
limited to simultaneous time periods, and the data was

arranged to bring out any 'lag' or 'lead' trends.

Having completed the initial correlational
analysis, partial correlation co-efficients were
determined by holding constant possible interrelated
'independent' parameters in an attempt to eliminate

r spuriousness. This allowed the major and minor causes
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of turnover to be identified. Finally multi-variate
analysis, using multiple regression techniques, were
employed to determine the amount of variations in
turnover and stability expiained by a given

combination of parameters.

In this particular study of employece turnover

in a catering establishment, the following significant

results were obtained:- -

Male Employees |
Major causes‘of wastage
(i) Leaving for higher earnings
(1i) Leaving for alternative job opportunities

(iii) Leaving during the induction period

Female Employees
Major contributory causes
(i) Conflict
(ii) Induction crisis

(iii) Leaving because of staff shortages and
over-work (an example of this syndrome

is presented in an article by Gowlerlll)

——

Bowey's66 model for analysing employee turnover

illustrates the value of using multi-variate analysis
in gaining insight into a complex problem.

2.5.6 An _Interdisciplinary approach to the study of
Enployee Turnover

112,313

Pettman in his extremely comprehensivé

review of the research connected with employee turn-

over (over two hundred references are examinhed),
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uses the March-Simon33 model as a basis for an
explanation and categorisation of the factors
aséociated with turnover. Perhaps in hindsight,
Pettman‘sl:,l‘2 conclusions on the subject are most
relevant and realistic. He states there are four

disciplines involved in the study of employee

turnover:

a) Psfchology (internal factors)

b) Economics (external factors)

c) Accountancy (cost)

d) Personnel Management (methods of control

and/or reduction of employee turnover)

His main criticism of past research is that ...
‘specialists allow their specialisms to rule their
approach to the exclusion of other disciplines' and
his main conclusion is ... 'what 'is reélly needed
is ‘an interdisciplinary study, before all the
factors affecting labour turnover can be suitably

described and remedies ‘sought’'.

This view of Pettman112 is supported by Van

der Merwe25 (one of the major contributors in the
field). He examines 'Labour Turnover as an
Interdisciplinary Concept'. The following

disciplines are considered to be most significant,

a) Industrial Psychology - the role of which is:
(1) 'to measure the phenomenon

(ii) - to establish the forces which underly it,
and

(iii) To relate those factors to the more effective
functioning of industrial organisations, in
the broadest sense.'
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b) Industrial Sociology = the role of which is:

(i) Examining the behaviour of groups of people

c) Industrial Management - in terms of:

(i) Management attitudes and competence
implicit in the employing organisation

d) Economics - in terms of:
‘ (i) The background in which turnover operates:
e.g. levels of unemployment affects the
supply and demand of workers -

Van der Merwe argues that many studies have
been undertaken from a single disciplinary standpoint
which has resulted in much contradiction concerning
.the influences drawn from such investigations. He
believes that it is essential to establish the
interrelated roles of ail discipiines involved in
any study of employee turnover, since 'It is not
unrealistic to assume that Labour Turnover will te
affected by, and may be the resultant of, factors
in the individual in the group or groups in which'
he finds himself, in the employing organieation, and
in the economic climate at a given time. It is to
be expected therefore, that meaningful information
regarding its nature is likely to be obtained
through a combination of the disciplines of
Industrial Psychology, Industrial Sociology,

Industrial Management and Economics.'
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Further endorsement of the need for an
interdisciplinéry approach is inferred from Price's
determinants of employee turnover. His model includes
Economic, industrial and sociological factors, and he
stresses the importance of incorporating Psychological

determinants when sufficient evidence is available.

The limitation and dangers of investigating
industrial problems from a narrow étandpoint, and
advantages to be gained from a multi-disciplinary

-approach are emphasised by Chi:l.d.‘u‘1 He refers to a

statement by Landsbergerlls_which is of particular
relevance - 'Stated positively, our thesis is that all
of behavioural science - and the non-behavioural
sciences to - are applicable to industry, work and
organisations. The student would do best to take a
single problem' ....'to see how the different social
sciences have approached its analysis, This is likely
to be more enlightening and stimulating than taking a

single one of the social sciences ... and examining

all the possible and very diverse problems to it'

Generally spéakihg then,the consensus of opinion
concerning the most 'profitable' avenue of investigation
of employee turnover, is towards an interdisciplinary

approach, i.e., from all angles in the broadest sense.

2.6 The final section of this chapter is devoted to that
literature which examines the éffects, cost and cdntrol of

employee turnover. Considering each in turn:=
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2.6,1 Effects of turnover on an Organisation

116

Pigors and Myers in their examination of 'Labour

Turnover and Internal Mobility' summarise the effects

of turnover as follows:_

a)

b)

Stabilizing effects

(1) Bringing new blood into the organisation (and

'hopefully innovation). This is applicable to the

~replacement of retirement and ill-health leavers

by younger and healthier employees.

(i1) If 'promotion from within' is practised

then morale and efficiency may be increased.

Unstabilizing effects

(1) Disruption of work teams: e.g., changes in

routine, undermaﬁhing until" a replacement is found.

(11) Speculation and gossip, leading to rumours

regarding job security.

(iii) Mutual adjuétments when a new emﬁioyee is

recruited. .

S

(iv) Lower production during the recruit's

training period, strain may manifest itself in

.accidents, quarrels, and poor performance. The

turnover process may be repeated if the induction

- and training is unsatisfactory,

(v) Also too little turnover may be just as

dangerous as excessive turnover. Since ... 'longer-

serving employeces may simply be "marking timé“,



The effects of turnover have also been listed by Price

=80

doing enough to get by while waiting for their

retirement benefits. If so, they block promotional

opportunities for younger, more able people who

may leave the organisation for better prospects
elsewhere. The work group may lose its more

vital members while retaining the less vital.'

117

according to the volume of relevant evidence. His

propositions are as follows:

a)

b)

Medium amount of support

(i) 'Successively higher amounts of turnover

. probably produces successively larger proportions

of administrative staff members relative to
production staff members' (i.e. non-manual to
manual employees; or white-collar to blue collar

employees)

(11) 'Successively higher amounts of turnover
probably produces successively higher amounts of

formalisation.! .
-"'"‘1-..-

(iii) 'Successively higher amounts of turnover

probably produces successively lower amounts of

participation in primary groups.'

Low amount of support

(iv) 'Successively higher amounts of turnover

probably produces.successiVely lower amounts of

satisfaction.!
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(v) 'Successively higher amounts of turnover
probably produces successively higher amounts

of innovation.'

(vi) 'Successively highér amounts of turnover

amdng superordinates probably produces successively

lower amounts of conformity.'

Price goeé'bn to conclude that,in general, turnover
has a negative impact on organisational effectiveness,

although the relationship is 'problematic'.

Cost of Employee Turnover

Despite the fact that most companies appreciate
that excessive turnover is costly, little effort is made
to calculate the actual cost. Most often the component
coéts of turnover are submerged in other accounts. There
are intrinsic difficulties involved in costing the
psychological outcomes of excessive turnover, e.g.
poor morale, lower quality, and strain on supervision.
However, turnover costs associated with advertising,
recruitment, re-housing, training, induction, and 'scrap'

are recognised by most companies as relatively easy to

quantify.

In a booklet published by NEDO}laan attempt was

made to compute the cost of turnover for rubber industry
employees. The following component costs were considered
in the analysis (relevant to manual employees only),

, a) wages costs of learning

b) production time lost and the cost of regaining it
(i.e. overtime) '



s
c) lost opportunity costs
d) spoilage costs

e) other costs, e.g. Personnel department and
training costs.

The cost per leaver was found to be about £84,
(The present cost is more likely to be treble that

amoﬁnt, as the research was undertaken in 1965).

Further articles published by NEDOll8 (1967-1971)

have costed the turnover of various employee types for
different industries: Estimated costshper reparation
range from £150 for clerical staff to £800+ for managerial
staff. (Again these costs may be multiplied by a factor

of three to bring them up to present day levels).

The general conclusion to be drawn ig that
excessive employee turnover may be very cosﬁly and
represents a large proportion of company profit. If its
magnitude were presented as a single entity in the
annual accounts, it is almost certain that a stimulus

for immediate action would be provided.

The Control of Employee Turnover -

———

Most of the relevant studies concerning the 'Control
of employee turnover' has been undertaken by the organisat=
ions themselves and management consultaﬁts. Furthermore it
is the 'Reduction' aspect of control that is most

frequently examined,

116

Pigors and Myers examined the results of a study

by Merchants and Manufacturers Association,ll9 who reported

twenty-one different methods of controlling employee
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turnover. The most frequently used methods were

listed as follows;:

: _B’E?.thtld . N Freguencg

Employee orientation, induction
and follow--up ' 12

Good emplecyee cormunications
(including management communicat= :
ions programs) ' ' _ ' 11

Sound . employee selection policies
and procedures : 10

The use of exit interviews 7

Managerent and/or supervisory
training : 6

Thorough job evaluation and wage .
and salary administration preogram 6

Thorough employee reference
investigation o 5

The U.S. Bureau of Employment Security120 use a
prescriptive approach to the question of 'centrol! of
turnover. For cach apparent cause of turnover they
propose rertain remedial treatment and sources of
further information which may be useful. 2n exawple

drawn from their paper is as follows:

Cause

'Lack of opportuhity for advancement'

" e . . 4

Remedial Treatment

'Prepare a job and personnel inventory shcwing the
- é -

exact nature, distribution and maximum productive

possibilities of the workforce. Set up a wecll-defined
system for promotion and transfer, designed to utilize

the highest skills of the workers with due conéideration

for authority.!
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Assistance Available

'The reference manual for 'In-plant manpower

Planning' issued by the Bureau of Employment Security,

outlines procedures for this purpose.'

A new philosophy‘of employee turnover has been
proposed by Gellerman94 in a recent speculative article
entitled 'In praise of those who leave - Turnover can
be managed ... frankly, openly and mutually.' He
believes that the emphasis should be on 'which employees
leave and when' rather than the number who leave.
Moreover 'the key to managing turnover lies in
identifying those few defectors whose loss leaves the
company significantly and irredeemably weaker.' Leavers
arelclassified as follows:

(1) Replaceable - no lasting damage as a result of

him/her leaving.

(ii) Unclear - difficult to assess due to equivocal

evidence,

(iii) Irreplaceable -~ 'key' employees.

T,

—

Having determined which leavers are 'vital' to the
ofganisation, Gellermang4 suggests that managers, rather
than trying to talk enployees out of leaving, the strategy
should to re-recruit them in‘the future. He proposes
that informal but frequent contact should be maintained,

until a suitable appointment can be offered.

r On a more general note, Gellcrman94 feels that the

system of employment, pensions and compensation is such

that turnover is discouraged because it becomes financially
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disadVantageous'to leave. The immediate consequence is
the formation of large numbers of employees 'trapped in
jobs they don't want, in companies that do not want them'.
The following remedy is proposed 'why not offer bonuses
to the thoroughly bored‘employee, or the one who has no
visible future in a company, if they are willing to seek

employment elsewhere.'

What Gellerman94 is really saying is that too many

people believe that all turnover is disadvantageous and
that all resources should be directed towards its

reduction. However, there are situations where turnover
should be encouraéédfas there may be both social and
financial gains to be achieved by so doing. He concludes
'Our real problem with turnover is not thaf we have too
much of it (on the contrary, we don't have enough!), but
rather that too much of it occurs furtively and desperately,
and not enough of it is managed - frankly, openly and

mutually.'

Summar

The following section will summarise the major issues and

problems that have arisen from past research. Considering each

area in turn.

2.7.1 Definition and Measurement

This section emphasises the need for precise and
purposeful definition of the phenomenon of what constitutes

'controllab;e turnover', in terms of 'Reasons for Leaving'.

{

Regarding measurement of employee turnover, the

ambigquities and limitations of existing measures were



carefully examined. The major problem is concerned with
controlling for the overriding effects of length of service
The indices developed by Van der Merwe and IMS have gone
a long way to overcome éhis difficulty, however they still

possess certain practical limitations.

It was concluded that the researcher must examine
the available data before deciding on which measure to

use.

The Correlates of.Employee Turnover

The following correlates were critically reviewed:

a) Level of employment = in particular local levels
of unemployment for manual employecs.

b) Seasonal factdrs

c) Location of the undertaking

d) Departmental differences

e) Proximity of Domicile to workplace
£) Job skill

g) Absenteeism

h) Sex and Marital status

i) Length of Service

L] “'N-..._.
3) Age
lk) Intelligence and Aptitude Tests, Interest
inventories, Personality Tests, Job Satisfaction
inventories.

\

1) Other Biographical data

-

The most often quoted and strongest correlates are;
Length of service and levels of unemployment. However,
the main problem identified was that of 'Spuriousnesé'
of correlates (inter-correlation);‘ The nced for controls

was deemed to be of utmost importance in determining the
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relative predictive powers of individual correlates.

The Déte:minants'of Emplovee Turnover

This section was concerned with the analytic
approach to the underlying causes of employee turnover.

The followilng determinants were discussed.:

a) Job satisfaction - in particular overall job
satisfaction

b) Wages - in particular relative earnings (both
intra and inter-industry)

c) . Promotion opportunities

d) Determinants of the 'Induction Costs'!

i\
(i) Mismatch of job expectations and job reality

(1i) Inadequate training, induction and orientation

e) Physical working conditions
f) Styles of supervision and management -
g) Specific aspects of job content in relation to

employees' needs.

(i) Self-realisation
(11) Role=-clarity

h) Organisational size

The most significant determinants were reported to
be a), b). d). f£) and g). Furthermore the extensive list
of determinants 1illustrates the complexity of any study
of employee turnover. Also, leaving behaviour may result

not only from one determinant but a combination of them.

Conceptualisations, theories and models of employee turnover

Many researchers have attempted to collate the .
findings of previous studies in attempting to develop models
of turnover. The most significant of which are listed

below:

a) March-Simon - Their model is based on two components
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" (1) The perceilved desirability of movement from
the organisation
(1i) The perceilved ease of movement from the
organisation
b) Bowey —~ Her model compirises df ten processes 'leading
to labour wastage'. Each process is assigned a
quantifiable parameter. The method of partial correlation
is employed to overcome 'spuriousness', and multiple
regression techniques are used to determine tﬁe variation
in turnover or stability accounted for by a given set of
parameters, i.e. prccesses. This research was a major
step forward in that a model was developed and tested with
some degrce of success, in the context of a real

organisational situation.

The following conceptualisations and theories ofemployee tdrnover
were examined:
(i) Rice, Hill and Trist
'The Represcentation of Labour Turnover as a
Social Process'

(ii) Bryant
'The Withdrawal frcem Work Hypothesis!

(11ii) Price N
'Towards a Theory of Turnover'
Finally 'Employee Turnover as an Interdisciplinary Concept'
was examined. Major contributors in the field believed that
the following disciplines should be incorporated into any
investigation of employee turnover:.
Psychology - intefnal factors relevant to individuals

Soclology - factors relevant to the behaviour of
groups of individuals

Economjcs - external factors
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Statistics -~ methods of measurement and modelling
Personnel Management - methods of control of turnover

Accountancy - cost of turnover

The consensus of opinion was that inspite of the
huge volume of research into the subject, progress was
slow because of single-disciplinary approaches, and 'what
was really needed was in interdisciplinary study, before
ali the factors'affécting labour turnover could be

suitably described and remedies sought' (Pettmanllz).

2.7.5 Effects, cost and control of turnover

Generally speaking, if that part of turnover over
which management exercises some measure of control, is
excessive, then the overall effect on the organisation
may be very damaging, in terms of profiéability,

productivity, company imgge and morale.

General Summary and Conclusions

The general conclusion to be drawn.is that excessive

employee turnover is very costly and is detrimental to the

overall functioning of the organisation.

S

_Management'should concentrate their resources on that
part ofhéurnover which 'controllable' i.e. 'the avoidable loss
of personnel, avoidable because management action could have
been taken to reduce, minimise or prevent éuch loss' (Van der

Mexrwe and Millarg).

Employee turnover is an individual problem, and an
organisation should examine its own situation and evaluate

the remedial action appropriate to its circumstances.
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Research studies have shown many factors to be related
to turnover, each factor (or combination of factors) assumes

varying importance depending on the situation.

The most 'profitable' direction of an in-depth study of
turnover has been demonstrated to be interdisciplinary in
nature. Furthermore, a multi-variate analysis, seems
appropriate to 'screen' the factors apparently associated with
turnover, and allow individual factors to be ranked according

to predicting power (in terms of variability explained).

It appears that a general theory of turnover,
applicable to all organisations and employee types, is
unlikely to emerge using a 'blanket approach'. It seems
appropriate to investigate particular employee types
(e.g. manual and non-manual employees) separately and on a
company, factory or departmental basis. The advantage of
say, an examination of departmental turnover of
male non-manual employees as oppoged to a study of turnover
in the engineering industry, is that many factors associated
with turnover are implicitly controlled for (e.g. departmental

differences, factors relating to the locality of the

I .

undertaking - unemployment, sex, differences in turnover
of manual and non-manual employees, etc. etc.) However,
the level of analysis depends very much on the availability
and coverage of relevant statistics, in the factory
situation.

Therefore, prior to developing the research strategy
to investigate the objectives of this study, it is
1ﬁportant to look closely into the resecarch context, i.e.

Dunlop. The examination of the company revicws its history
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employee types, locations and strengths® of constituent
factories, product diversification, and a breakdown of
the quantitative and qualitative data available. This
forms the subject matter of the following chapter and
will be used to assess how far the issues and problems
of previous research as described and discussed in this

chapter can be met by relevant information directly

available within the organisation.
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CHAPTER 3

The Research Context - The Dunlop Group

3.1 INTRODUCTION

The purpose of this Chapter is to prdvide relevant
information about the research context, the Dunlop Organisation.
The following topics are described:
a) The history of Dunlop
b) Structure of the company in the U.K.
c) Types oflemployee
d) Numbers of employées
e) Employee wastage in the company 1967-1974
(i) Employee Turnover

(1ii) Employee Absence

(iii) Employee Disputes

(iv) Empldyee Accidents

f) Sources of data available within the company

The material presented in this chapter, together with
the major issues identified in the literature survey, provides
the background against which the research strategy will be

developed in the following chapter.

3.2 A BRIEF HISTORY OF DUNLOP

. Following the invention of the first pfacticai
pneﬁmatic tyre by John Boyd Dunlop in 1888, the Pneumatic
Tyre and Booth Cycle Agency was formed to market and develo?
it. At the turn of the century the Dunlop Rubber Company

Limited was formed and car tyres were manufactured in factories

in the Birmingham area.
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Further manufacturing and selling companies were
established overseas, in Australia, Canada, France, Germany
and South Africa. During the next fwenty years Dunlop
invested in Maiayan rubber estates .and by 1920 was the
largest owner of piantations in that country. A cotton mill
was opened at Rochdale to supply tyre cord, and a new tyre
factory at Fort Dunlop was built, these expansions took

place in 1916.

From 1920 to 1935 the company continued to grow and
.diversify its product range. They acquired the Charles
Macintosh Group of Companies in 1925, adding footweér, hose
and belting products to their range. This was closély
followed by the invention of 'Dunlopillo' latex foam and the

establishment of factories to develop and manufacture it.

By 1940 Dunlop had expanded and diversified still
further by the aquisition of the India Tyre and Rubber Company,
the formation of Dunlop Semtex to produce a range of flooring
materials, and the entry into engineering activities, e.q.

aviation, hydraulic systems and'wheels.

The post war periodlsaw Dunlop continue.to grow, and
new factories were set up iﬁ the U.K. and overseas.
Diversification continued until tyres were only two-thiras
of total business. By 1969 the company reached its largest
size, in terms of numbers employed, to over 57,000 employees
in the U.K. This was achieved largely through the acjuisition
of factories manufacturing sports wear and sports equipment,
and George Angus and Co. Ltd., whose products included fire

hose, fire armour, fluid seals, industrial hose and belting.



-103-

In 1971 the Dunlop-Pirelli union was formed, however
the operation of'Dunlop's‘U.K. activities has remained
largely unaffected.

At present the Dunlop Group operates 130 factories
throughout the world in twenty-two countrieé, and provides
employment for over 100,000 people, of whom over 44,000
are located in the United Kingdom. It is the U.K.

employees in Dunlop with which this research is concerned.

3.3 STRUCTURE OF THE COMPANY IN THE U.K.

A detailed breakdown of the company into its constituent
product groups, manufactufing factories and products is
illustrated in Figures 10 below and 1l to 14 (See Appendix A,
pages 1l-4). -

Briefly, the company is composed of four product groups:-

a) U.K. Tyre Group '

b) Engineering Group

c) Industrial Group

d) Consumer Group

Each of these groups is completely autonomous with
regard to profitabiiiFy and is headed by a main board
director. 1In addition there are administgﬁtive headquarters
primarily based in London, whose composition is as follows:-

(i) Main Board Directors and Secretariat

(ii) Finance Division

(iii) Administration
| a) Central Personnel Division
b) Group Management- Services
c) Group Property Development
(iv) Materials Supply Division

(v) Corporate Planning
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(vi) Public Relations

(vii) Central advertising

The company is to a large extent decentralised (less
than two per cent of employees are based in administrative

headguarters).

3.4 TYPES OF EMPLOYEE

Generally speaking, Dunlop classifies its employees
into twé types:-

a) Staff employees

b) Operative employees

The characteristics of each type are as follows:

staff

(i) Non-manual, white-collar employees
(ii) The majority are monthly paid
(iii) The following occupations are included:
Clerks, secretaries, specialists, e.g. in
finance, marketing, pefsonnel! buying, etc.,
and corresponding managers.

Operatives

(1) Manual, blue-collar employees
(1i) They are hourly-paid
(1ii) The following classifications:
a) Engineering and Allied; skilled and semi-skilled
b) Process and Miscellancous; semi-skilled and
unskilled

The main differences between the employee classifications

lie in the following conditions of employment:



(1)
(i1)
(133}
(iv)
(v)
(vi)

(vii)
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Pay during absence
'Lay~-off' pay

-Holiday entitlement and pay
Shift allowances

Overtime allowances
Redundancy payments

Working hours

Until very recently the pension schemes were different.,

3.5 Numbers of employees

3.5.1 The Company as a whole in the U.K.

Figures 15, 16 show the variation in company strengths

for the following employees during the period 1967~

1974 {inclusive)

a)
b)

c)

d)
e)
£)

- 9)

All employees
All operatives Figure 15
All staff

Male operatives “
Male staff - Figure 16

Female operatives

"

Female staff o |

3.5.2 Constituent factories

Figure 17, tabulates the twenty largest factories

in

the U.K. (Strengths as at 30.6.75)
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FIGURE 15: DUNLOP. UK. EMPLOYEE STRENGTHS 1967 - 1974 (inc.)

60,000 -

50,000 -] o N

A ALL EMPLOYEES,

— -—--—-‘\

40,000 -

NOS.OF .

EMPLOYEES

30000 -

OPERATIVES.

20000 -

10,000 -

] T T T T
£4.67 4463 449 {470 N P £ B Y P 44 §-4.73 1.4:74 {1.75

TIME ——



FIGURE {b:
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FIGURE 17:
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EMPLOYEE STRENGTHS AT
FACTORIES IN THE U.K.

DUNLOP'S 20 LARGEST
(at 30.6.75)

FACTORY PRODUCT PRODUCT FESBJ\gF GT:':iLE FEMALE
LRCREION CRAUP DIVISION | TOTAL|grprp|* STAFF| OPERATIVE| OPERATIVE
Birmingham U.K.Tyre - 6512 1056 538 4271 157
Coventry Engincering - 4427 | 1279| s12 2354 282
Liverpool U.X.Tyre - 2311 308 80 1875 48
Lelcester Hdustxial gﬁ;iﬁi:rg 1791 | 632| 191 | 894 74
Manchester Industrial |G.R.G.% 1227 225 96 770 136
Brynmaur Consumer Semtex 1223 219| 178 775 51
Gateshead Industrial '|Hose 1213 236 81 843 53
Inchinnan U.K.Tyre - 1136 207 74 lo91 45
Harbury Consumer I.S.C.b 1112 189 as 403 425
Walton Consumer Footwear 996 173 118 382 323
Skelmersdale | Industrial | G.R.G. 798 158 45 440 155
Barnsley Consumer T.5.C. 768 48 16 165 549
W.Abbey Consumer T.5.C, 679 73 89, 260 257
Harrogate Consumer Dunlopillo| 592 183 69 299 41
Hi rwaun Consumer " 561 125 49 296 91
Grimsby Industrial |0Oil & Marine 539 139 144 333 23
Liverpool Consumer I:8.C. 501 45 23 1339 294
Loughbozough | Industrial zz;;;:;°“ 487 | 132] 70 147 138
Dudley Engineering | Wheel 430 38 19 302 71
Rochdale Consumer Textiles 395 75I 41 204 75

a = G.R.G. - General Rubber Goods

b = I.5.C. = International Sports Company
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Although Dunlop had enjoyed continued expansion for
many years reaching its maximum size, in terms of numbers
employed, in 1969, when the total U.K. strength was 57,000,
figure 15 shows that the company strength has contracted to
44,000 (a 23% reduction) over the last five years. This is
largely due to the economic recession which has m&stly
affecté& the Tyre and Engineering Groups. A large proportion

of the contraction is attributable to redundancies.

Figure 1l8a below tabulates the Groups strengths on

January lst 1970 (peak), their present strengths (30th June

1975) and the percentage changes in strength.

FIGURE 1l8a: CHANGES IN GROUP STRENGTH

PRODUCT TOTAL STRENGTHS CHANGE
GROUP 1.1.70 30.6.75 | NOs. = ¢
U.K.TYRE GROUP & | 22,500 16,500 | -6000 -27
DISTRIBUTION :
ENGINEERING GROUP | 7,300 5,100 | =2200  -30
INDUSTRIAL GROUP 14,500 11,200 | -3300  -23
CONSUMER GROUP 11,300 10,500 | -800 -7

.The table reveals that only the Consumer Group has
remained virtually unscathed. Changes in factory strengths
over the same period are summarised in Figure 18b below.

This table shows that 80% of'the largest factories have
contracted, (10 factories have contracted Sy 25% or more)
and only 4 factories have_expanded. Three of these factories

are part International Sports Division of the Consumer Group.
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FIGURE 18b: CHANGES IN FACTORY STRENGTH JANUARY 1l1lst 1970

TO JUNE 1975

— TOTAL STRENGTHS CHANGE

LOCATION 1.1.70 30.6.75 .| NOS. %
Birmingham U.K.Tyre 8340 6512 ~-1828 -22
Coventry Engineering 6311 4427 -1884 -30
Liverpool U.K.Tyre 2977 2311 - 666 -22
Leicester Industrial 2382 1791 - 501 -25
Manchester Industrial 2309 1227 -1082 -47
Brynmaur Consumer 1608 1223 - 385 -24
Gateshead Industrial 1219 1313 | - 6 -0.5
Inchinnan U.K.Tyre 1672 1136 - 536 -32
Horbury Consumer 931 1112 + 181 +19
Walton Consumer 1513 996 = 917 -34
Skelmersdale Industrial - 871 798 - 73 - 8
Barnsley Consumer 400 768 + 368 +92
W.Abbey Consumer 569 679 + 128 +23
Harrogate Consumexr 613 592 - 21 -3
Hirwaun Consumer 527 561 + 34 + 6
Grimsby Industrial 589 539 - 50 - 8
Liverpool Consumer 524 501 - 23 - 4
Loughborough Industrial 510 - 487 - 23 -5
Dudley ‘Engineering 598 430 - 168 -28
Rochdale Consumer 715 395 - 320 -45
3.6 Employee Wastage in the Company 1967-1974

3.6.1 Employee Turnover |

Figure 18, summarises the variation in the rates
overall turnover, redundancy, and overall turnover less
redundancy for the following employee types.

a) Male staff .

b) Male operatives

c) Female staff
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d) Female operatives
e) All employees

3.6.2 Employee Absence

Figure 19 summarises the variation in the proportion
of working time lost through absence for the
following employee types:

a) Male operatives

bs Female operatives

c) All operatives
N.B. The company does not maintain records of staff

absences.

3.6.3 Hours lost as a result of industrial action

Figure 20, illustrates the variation in the proportion
of working time lost as a result of industrial disputes
for the following employee categories.

a) All operatives

b) All staff

“c) All employees

3.6.4 Industrial Accidents

The variation in the proportion of working time lost
as a result of accidents is illustrated in Figure 21,
for all operatives.

N.B. Records of staff accidents on a company-wide

basis are not easily obtainable.

3.6.5 Summary chart of the different types of wastage*

Figure 2la compares the variation in the following

forms of wastage:

* The source of information for the compilation of figures
15-21 were:- (i) Dunlop at Work -~ 1969-1974
(ii) Personnel Returns : published quarterly
by the Central Personnel Division
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FIGURE 21:
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a) Absence
Mcasured as hours lost
b) Accidents as a percent of hours
planned i
c) Industrial disputes

d) Turnover

- for all operatives

< I SOURCES OF DATA AVAILABLE WITHIN DUNLOP

The Personnel Research section of the Central Personnel
Division is responsible for the collection,collation,
interpretation and distribution of all personnel statistics

on a company, divisional and factory basis.

The main body of published information is located in
the following reports:
a) Personnél Returns
b) Censué

c) Computerised staff personnel records file

considering the contents of each report in turn

3.7.1 Personnel Returns

In its present form, the Personal Return was
first published quarterly from April 1967. After
. 1972 it was issued half-yearly.

This return characterises the company, each
product group, and each of the principal factories,
by the following variables:-

Employment* - at the end of period

a) No. of staff

b) No. of operatives

% part time employees are counted as whole employees,
irrespective of hours worked.
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c) Total employees

d) % Female staff

e) % Female operatives

f) % Female employees

g) Staff as a % of operatives

h) Staff as a % of all employees

Variations from previous period (in terms of nos. employed)

a) Staff
b) Operatives
c) Total employees

Hours lost through Industrial Action during the period

a) Staff
b) Operatives
c) All employees

Numbers made redundant during the period

a) Male Staff
b) Female staff
c) Male operatives

d) Female operatives

Annual Employee Turnover Rate® % (for the period)

a) Male staff
b) Female Staff

c) Male operatives

d) Female operatives

e) All employees

a -~ Employee Turnover Rates are calculated as follows:-
" i.e. if the period of analysis is three months

(No. of persons leaving) 4
(Opening strength + closing strength) + 2

100

-~ all leayers are included, whatever the reason for leaving.

T .
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Absenceb % - Operatives (for the period)
a) Male operatives '

b) Female operatives

¢) All operatives

Operatives' Hours and Earningsa

Men - Process and miscellaneous

a) Average £p per week

b) " hours = "

c) pence per hour

Men - Engineering and allied

a) Average £p per week
b) " hours «
c) " pence per hour

Women = Process and miscellaneous

a) Average £p per week
b) " hours » «
c) " pence per hour

Note: A copy of a typical Personnel Return is enclosed
in the Appendix A (see pages 8,9)

Limitations and short-comings of the Personnel Returns

1. Staff salary information is only available from

1971 and not every factory is covered.

2. Employee turnover statistics are based on all leavers
regardless of reasons for leaving, However,. redundancies
are published, allowing the 'raw! turnover statistics to
be corrected for them. Therefore an approximation to

controllable turnover may be made,

b -~ Absence rates are calculated as follows:

Nurmber of normal shifts lost during the period
Number of normal shifts available during the peri%go
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a - Earnings figures are based on a normal week usually
near the end of the period. Only adults who normally
work a full week are included. Hours worked may
sometimes be affected by short-time.

3. Absence statistics are based on all forms of
absence i.e. those with and ﬁithout'management
permission, and those with and without doctors' notes.
Therefore an approximation of what proportion of the

absence is without permission, i.e. controllable, may

be difficult to make.

Advantages of the Return Returns

1. As there are twenty-seven published reports since
1967, turnover trends on an historical basis (time-series)
may be investigated for the company as a whole, and for

individual factories.

2. Each return summarises the personnel statistics
of twenty factories, turnover trends across time

(i.e. Cross-sectional) may be examined.

3. Turnover trends may.be investigated not only for
all employees, but also for various employee types, e.g.

staff and operatives, and further subdivided by sex.

4, Variations in other measures of employee wastage,
i.e. absence and hours lost through industrial action

may be analysed.

3.7.2 Census
At the end of every year a census of age and company

.service is compiled for the company as a whole, each produc
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group, each product division and each factory; for
each category of employee (i.e; male staff, male
operatives, female staff, female operatives, and all
employeces). .This report has been published annually
for many years. (A copy is enclosed in Appendix A,

see page 10).

Basically the census is a cross-tabulation of
length of service groups by age groups. From the census
the following information may be obtained.

a) Length of service and age distribution of any
employee type located in any factory, division, product
group, and the company as a whole.

e.qg.

(i) % of male staff with less than 1 year's

service at Coventry.

(ii) ¢ of female operatives between 20-30 years

old at the Leicester factory.
(iii) % of male operatives between 20-25 years
old and with 1-4 year's company service at

the Barnsley factory.

H“-‘.-

Furthermore the number of new engagements during
the year for each employee type and by group, division
or factory, is presented. Thereby allowing recruitment

rates to be computed.

3.7.3 Computerised staff personnel récords file

This file contains information relevant to staff
.employees only. It was set-up during 1972 and has grown

steadily since with the addition of further employee

data from various factories.
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As opposed to the Personnel Returns which present
aggregate statistics on a factbry by factory basis etc.
the computerised staff personnel file contains data

based on individuals. Each individual is characterised

by the following variables, at a chosen point in time:

e.g. January lst 1975.

a) Location code (e.g. 0461 = Birmingham)

b) Diviéion code (e.g. 037 = Belting)

c) Job Functién code (e.g. A = pfoduction, C = Technical)
d) Marital status (e.g. married, single, widowed)

e) Sex

f) Company service
g) Length of service in present job
h) Age

i) Salary

The file also contains information regarding leavers,
as in a) to i) above, with an additional code relating
to reasons for leaving. The codes used are very
similar to those proposed'by the British Institute of

Management, see Figure 1).

¢ ———
A copy of a typical printout from the file is

presented in Appendix A, pages 11, 12.

Limitations of the Staff Personnel Records File

(1) Complete employee coverage for twenty factories
is available only after January lst 1974; therefore
" an analysis of staff turnover is only possible on a

cross-sectional basis, because of insufficient historical
{

data.
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(ii) Processing of the file was terminated in April
1975, as a result of economic measures within the

company.

Advantages of the File over Personnel Returns

(1) A more accurate measure of controllable employee
turnover may be obtained, as individual reasons for

leaving* are available.

(ii) Staff salary information is available, both for

leavers and current employees.

(iii) The data is on an individual rather than

aggregate basis.

(iv) A turnover analysis by job function (e.g. personnel,

marketing, finance, etc.) is possible.

Given the limitations and advantages of the
computerised staff personnel records file, it is best
equipped to analyse tﬁe turnover trends of staff
employees on a cross-sectional basis rather than over-
time, as the 'useful' data is only available between

January lst 1974 and January lst 1975..

The applicability of each source of data is

summarised in Figure 22 below.

3.8 SUMMARY
The aim of this chapter was to 'set the scene' in which
the research was undertaken. The Dunlop Company, formed

in the early 1900's enjoyed continued

* It is appreciated that some of these reasons may not be
authentic. However, they may be used intuitively to gain
a closer approximation to the controllable turnover rate.
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expansion for nearly seventy years reaching its maximum
size, in terms of numbers ~ employed, in 1969, when the
total U.K. strength was 57,000. However, the last five or
six years has seen the company contract to a size of just
over 44,000 (i.e. a 23% reduction), mainly due to the
economic recession, which has mostly affected the Tyre and

Engineering Groups.

A diversity of products, based on different technologies,
is manufactured by the company, e.g. Tyres, carpets, tennis

rackets, footwear, conveyor belts and hoses.

Administratively the company is largely decentralised,
each product group and each division within the product

groups are responsible for their own profitability.

Regarding employee wastage in the company over the
last nine years, Figures 18, 19, 20 & 21 present the

following statistics:

a) Employee turnover rates
All employee turnover: 24-34%
b) Absence rates

- ———

All operative absence: 5.4-7.8% of planned hours lost

c) Industrial disputes
All employees: 0.1-1.9% of planned hours lost

d) Accidents

All operatives: 0,33-0.43% of planned hours lost

When individual employee categories were examined with

respect to the above wastage measures, the following variations
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were recorded:
a) Employee turnover rates
(1) Male staff =-: 26-33%
(ii) Female staff -: 33-41%
(iii) Male operatives -: 19-31%

(iv) Female operatives =-: 32-56%

b) Absence rates
(i) Male operatives -~: 4.9-7.3%

(1t) Feméle operatives -: 7.5-9.7%

c) Industrial dispu;es (% of planned hours lost)
(i) staff -: 0.0-0.09%

(ii) operatives -: 0.1-3.3%

Three sources of data available within the company
Personnel Returns, Census, Staff File, were closely examined
regarding their utility in the analysis of employee wastage.
Generally speaking the data available was very extensive
and useful, with certain important limitations which need
to be borne in miﬁd when developing the 'research strategy'

which is the subject of the next chapter.

Se————
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CHAPTER 4

The Research Strategy'

4.1 INTRODUCTION

The aim of this chapter is to describe the development
of the research'strategy required to pursue the project
objectives as a whole.

The strategy is developed around the issues, problems
and recommendations for further investigation from past
research, i.e. the theoretical approach (see Chapter 2), and
the practical situation in terms of the availability and
coverage of relevant information in the organisation under
study (see Chapter 3).

~It.was proposed that the most 'fruitful' results would
be achieved by two separate types of investigation to enable
all related disciplines to be incorporated into the analysis.

These approaches were:-

(i) Quantitative - based upon the statistical analysis
of those factors associated with
employee turnover which are readily
quantified.

(ii) Qualitative - based on the more subjective issues
and investigated by a carefully
administered interviewing program.

Although this was a 'two-pronged! atggbk it was

anticipated that the outcomes of each could be incorporated
into a general method of measurement, modelling, diagnosis

and control of employee turnover.

4,2 REVIEW OF PROJECT OBJECTIVES

At this stage it is important to re-iterate the
project objectiveé as initially perceived and then examine

them against the major issues and problems highlighted by
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past research, together with sources of information

available within the company.

(a)

(b)

(c)

(d)

(e)

The project aims are:-

'that employee turnover rates be determined for all
employee types by sex and on factorbey—factory basis.'
'that reasons for the variations in measures of
employee turnover between factories and employee

types be ascertained.'

'that the possibility of establishing 'norms' or
acceptable levels of employee turnover be investigated'.
'‘that the influence on these 'norms' of various factors
e.g. changes in earﬁings, recruitment, etc. be
ascertained.’

'that the feasibility of using variations from these
norms as a means of measuring the effectiveness of

managements' personnel policies be established.'

The central theme underlying these objectives is to

assess the feasibility of using measures of employee

turnover as a managerial control.

REVIEW OF THE PRINCIPAL ISSUES, PROBLEMS AND RECOMMEND=-
ATIONS FOR FUTURE RESEARCH AS HIGHLIGHTED BY PAST
RESEARCHERS

This review summarises the findings of Chapter 2 accord-

ing to definition, measurement, correlates, determinants and

models of employee turnover respectively; i.e. what

theoretically ought to be done in pursuit of the research

ocbjectives.

4.3.1 Definition

f(a) Precise and purposeful definition is essential

(b) Attention should focus on that part of turnover



4.3.2

4.3.4

{
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over which managers can exercise most
influence, i.e. controllable turnover.

Measurement

It is very important all uncontrollable aspects
of turnover, e.g. leaving due to pregnancy, death,
retirement and redundancy, be deleted from the
computapion of turnover rates.

The Main correlates of employee turnover

The most significént correlates or predictors of
employee turnover propensity as observed by previous
empirical research were levels of unemployment (in
particular local levels for manual employees) length
of service, age, sex (i.e. the difference in turnover
rates of male and female employees), employee type
(i.e. the difference in the turnover rates of manual
and non-manual employees), absenteeism, skiil levels
of manual employees (i.e. the difference in turnover
rates of skilled, semi-skilled and unskilled groups),
and location of the undertaking.

The major issue regarding the correlates is the

problem of 'spuriousness' or inter-correlation amongst

-
-

them. It is necessary to attempt to 'separate-out' or
provide controls for these associations. Multiple
regression and/or partial correlation techniques are
therefore essential to any analytical model.

The Principal postulated determinants of employee turnover

The most important determinants or more accurately

'direct intra-organisational stimuli'* of employee

* The term 'stimuli' is perhaps more accurate than determinants,
since these factors have been shown to trigger-off feelings

of dissatisfaction which may or may not ultimately result i
turnover.
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turnover, which most susceptible to managerial

influence, are listed below.

(a) Overall job satisfaction =~ based on individual
needs and orientations to work.

(b) Earninés and relative carnings and their
perceived importance to the individual.

(c) Promotion opportunities

(a) Determinants of the 'Induction Crisis', i.e.
possible underlying causes of high turnover
amongst short-service employees.

(i) Poor selection and recruitment techniques

(ii) Inadequate training, induction and
orientation of new recruits

(e} Styles of supervision and management.
(£) Interpersonal conflict - either between
subordinates or with superordinates.

(g9) Organisational size.

The main issues to note from the above list are
firstly, that individual determinants are not independ-
ently exclusive, since leﬁving behaviour may be the
resultant of a combination of them, and secondly that many
do not lend themselves easily to nﬁ;éfiéal representation

because of their inherent subjective nature.

Models of employee turnover

The numerous factors associated with employee
turnover have led many researchers to develop theories
and models, in an attempt to gain more analytical
insight into the phenomenon. The results of the work

:by Bowey certainly indicate that the ‘modelling®

approach, especially in the context of a 'live'
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situation, may produce real clues as to the underlying
causes of turnover, and possible methods of alleviating
them.

However, the 'modelling' approach does have one
significant limitation in that only readily quantifiable
parameters can be included. Thus it omits the more
socio=-psychological determinants, e.g. job satisfaction,
styles of supervision and management, etc. which are
largely within managerial control. It is apparent that
their importance is most conveniently assessed by a
carefully administered interviewing programme,
especially the use of exit-interviews. (see 'Methods

of control of employee turnover - Pigors and Myers 2.6.3)

REVIEW OF THE AVAILABLE DATA WITHIN THE COMPANY

Information relevant to individual employees, employee

groups, factories, product divisions, product groups and the

company as a whole, is available in the following company

reports:

4.4.1

4.4'2

4.4.3

Personnel Returns - available quarterly from 1967-1972,

and half-yearly thereafter, for all employee types by

factory, division, product group and the company as a

whole.
Census - available annually, for all employee types,

by factory, division, product group and the company as

a whole. .

Computerised staff personnel file - available between

January lst 1974 and January lst 1975, for staff (non-

‘manual) employees only.
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4,5 THE DEVELOPMENT OI' TIIE RESEARCH STRATEGY

The research strategy to investigate the project
objectives is based on the issueé, problems and recommend-
ations for further investigation identified by past reseafch,
and the extent to which these can be realistically met. This
is largely governed'by the availability and coverage of
‘relevant practical information and data within the organisation.

The approach adopted is based on a technique suggested

123 which is particularly relevant to the

by Draper and Smith
type of problem under investigation. 1In their chapter on
'Multiple Regression and Mathematical Model Building' they

examine the use of three types of mathematical models.

(a) The Functional Model

These models are only applicable when a true functional
relationship between a response (e.g. turnover) and the
independent variables (e.g. unemployment, earnings, etc.) is
known. Then it is possible to understand, control and predict
the response. However, this situation rarely exists, and
evén when it does the m@dels are very coﬁplicated and may
be non-linear.

(b) The Control Model

-~

——

Sometimes it is desired to construct a model for
controlling a response variable. However, often the
independent variables involved may be out of the researchers
control (e.g. levels of unemployment). If it is possible to
construct a 'control model' there are often inherent
practical difficﬁlties which render the investigation un-
manageable. The theoretical and practical difficulties

involﬁed with functional and control models have led to use

of 'predictive' models.
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(c) Predictive Models

The main applicatians and features of predictive models
are as follows:

(i) Used when the functional model is complex, and when
independent estimates of the effects of control
variables are not available.

(ii) The model reproduces the main features of thel
response under study.

(iii) The model may provide real insight into the process

or problem.

(iv) Multiple regression techniques are most applicable
to the development of predictive models, particularly
when much intercorrelation exists between the
ihdependent variables.

(v) Althpugh the model may not be functional or useful,
for control purposes, it is a very useful variable
screening device and therefore important variables

may be readily identified

Draper and Smith emphasise the heed for an organised
plan for problem-solving exercises using multiple
regression techniques because incorrect inférences may be
drawn through miscomprehension of the issues involved.

It is the planning section of their 'Model building
procedure' on which the reséarch strategy is based; which is
illustrated in Figure 23 below.

Considering each section of the Planning stage in turn:

1st Stage

(a) Define the problem: as review of project objectives:
' See 4.2

(b) Suggest response (i.e. dependent variables):
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FIGURE 23: Draper and Smiths' PLANNING MODEL

Define problem
suggest response
suggest variables

variables
basic and
Available

Stop< -NO-

Correlation Matrix

First regressions

Establish goals

Standard error

R2— variability
explained

Yés———> Proceed to development
1 stage



. Generally specaking the response under consideration
is employee turnover, and in particular controllable
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employee turnover.

(c)

2nd Stage

Suggest variables (i.e. independent variables):
As in section 4.3.3 and 4.3.4.

(a) Are the variables basic and available:

Figures 24a, b, summarise whether the proposed independent

and dependent variables respectively, are readily quantifiable

and their source of availability.

These tables indicate that

the research strategy should be dichotomic in nature, i.e.

(1) Quantitative predictive models based on easily
measured and readily available variables.

(11)

Qualitative approach based on a carefully

administered interviewing program aimed at
identifying the more subjective determinants
of employee turnover, which are not so
readily measured.

Figure 24(b):

Quantification and Availability of Response

(Dependent) Variables

Dependent (Response)
Variables

Is this Variable
easily measured?

Source of
Availability

disputes

Employee turnover" Yes Personnel Returns
staff Records

Abéence Yes Personnel Returns

Industrial Yes Personnel returns




Figure 24(a):
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Quantification and Availability of

proposed Independent Variables

Independent Is this Variable’ Source of
Variables easily measured? Availlability
1. Levels of Yes Government stat-
unemployment istical reports
2. Length of Yes Dunlop Census;
Serxvice Staff Records
3. Age Yes Dunlop Census
Staff Records
4. Employee type: Yes Dunlop Personnel
i.e. Turnover of Returns, Staff
manual and non- Records
manual employees
5. Absenteeism Yes Dunlop Personnel
Returns
6. Job skill levels No Only by examin-
of manual ation of factory
employees records
7. Overall job No By interview or
satisfaction questionnaire
8. Earnings and rel- Yes- Personnel Returns
ative earnings Government reports
and perceived (No) . By interview or
importance questionnaire
9. Promotion No By interview or
opportunities questionnaire
10.Determinants of No By interview of
'induction crisist | questionnaire
11.Styles of No By interview or
supervision and questionnaire
management
12.0rganisational v Personnel
Size es Returns
13.Interpersonal No By interview or
conflict questionnaire
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THE SCOPE AND OBJECTIVES OF EACH STRATEGY

Quantitative Predictive Models

(a)  Scope

Figure 25 examines the scope and range of
availability of data within the company for the
computation of dependent and independent variables,
with respect to employee types, factories and the

company as a whole.

The methods by which the company organises the
data permits implicit control for some of the correlates
of employee turnover: i.e.

(1) The Company examines employee categories
separately, e.g. staff and operatives. Furthermore
each category is broken down by sex. Therefore it

is possible to develop five separate predictor models
which control implicitly for sex and employee type.

Male staff ) ‘

) non-manual
Female staff )

Male operatives )
) manual
Female operatives ) ~—

All employees .
(ii) Furthermore as these dependent variables and
related independent variables are computed on a
factory-by-factory basis, 'location of the undertaking'
is simultaneously controlled for. |

Types of Investigation

The available data within the company and
published Government statistics permit two types of

investigation to be pursued (with reference to Figure 25)
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(a) Time-series predictor models 1967-1974

These models are developed on the basis of data
from twehty-sevén Personnel Returns published over an
eight year period. The company as a whole and a
selection of factories are examined separately for
each employee type and the available wastage measures.,
The actual factories chosen for the investigation
are disclosed in the following chapter, together with
the feason(s) for their choice.

The following example will hopefully clarify the

situation regarding the Time-Series investigation.

Let Al to A5 represent the chosen factories
" Y - represent the wastage measure (responsec)
xl to X, represent the independent variables

Then for each factory A, to Ay ; five predictor models of
employee wastage are developed by multiple regression
techniques on the 27 sets of time-series data.

e.g. the five 'predictor'-equations for factory Al for
employee turnover during 1967-1974 are

vyus™)®1 = ¢ (X) === 2.) o

.

amy By —
y(MOT)PL = £ (X, === X.)
1 n’ MO
v(Fom) 1 = £ (X, ~—— X_)
1l n’FoO

Y(ALLT) P1= £ (X
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where MS = Male staff

FS

FO

Female staff

MO = Male operatives

]

Female operatives

ALL = All employees

T = Turnover

Objectives of this investigation:

(1)

(1i)

(iii)

(iv)

(v)

To explain the variability of wastage measures

for different employee types over time

To determine whether similar combinations of

independent variables are differentially

predictive both within individual factories for

each employee type, and across the five chosen

factories for each employee type.

i.e. testing the existance of a general pred-

ictive model of employee wastage

~applicable to all cmployee types

To determine whether similar combinations of

independent variables differentially predict

the variation in the various measures of employee

wastage;

i.e. turnover, absence and industrial disputes;

i.e. testing of the 'withdrawal from work'
hypothesis

To determine the relative predictive powers of

each independent variable for given employee

types, thereby identifying the major predictors

of each form of employee wastage.

To examine the possibility of establishing 'norms'

of employee wastage based on those independent

variables which are outside of managerial control.
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(vii) To gain an insight into the possible causes of

employee wastage.

(b) Cross-sectional Predictor Models

These models are developed from data in the
Personnel Returns, and the computerised staff personnel
file. They differ from the Time-series models in that
the wastage characteristics of at least twenty
factories are examined during the same period of time,
the duration of which is six months. Again five
separate predictor equations are developed for each
employee category. However, the data source for each‘
employee type is different.

(i) Staff - Predictor Models

These models are developed from data in the computer-
ised staff—pérsonnel file, which contained information
regarding leavers in addition to current staff. The
'leaver' data allows a more accurate measure of employee
turnover to be computed. Furthermore the availability of
salary information across twenty factories for leavers
and stayers, should produce more meaningful results
than the corresponding Time-series qgﬁ}ysis, due to
limited historical salary information.

However, it was only possible to develop two

cross=-sectional models from the available data.

(ii) Operative - Predictor Models

Operative predictor models are developed for
three separate time periods. They are similar to
 the corresponding time-series models with regard to

independent and dependent variables, but are based
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on the variation in employee wastage over twenty-

five factories during the same six-monthly period.

Objectives of this type of investigation

(i) To explain the variability of wastage

measures for different employee types between factories

during the same period of time.

(ii) To compare the results of tﬁe Time-series and
Crosé—section approach to the problem; and discuss their
relative merits. The methodogical issues are examined
in more detail in Chapter 6 (See page ).

(iii) The objectives (ii) to (vii) of the Time-

series approach.

The precise choice, source, computation and

modification, if necessary, of all the independent and

dependent variables are discussed in detail in the.
following chapter (Chapter 5), together with the

remaining stages of Draper and Smith's 'Planning

Model' (See Figure 23).

Qualitative Approach

Figure 24(a) revealed that somelof the possible
causes of employee turnover were not readily
quantifiable. These variables are more subjective in
nature and their identification may only be possible
using qualitative methods. It is felt this approach
complements the predictive models which find their
greatest application in shedding light on the overall

climate in which employee turnover operates, rather

" than provide real clues regarding individual causes.

Moreover it is this set of qualitative factors that

are largely under managerial control.
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For this reason an extensive exit interviewing
programme was undertéken in an effort to assess the
effects of the more socio-psychological factors, e.q.
job satisfaction, styles of supervision and management,
job expectations, etc. Only employees who have left
for hpparentlﬁ' controllable reasons were interviewed.
The choice of factories for the investigation is
discﬁssed in Chapter 7, together with the details of
the development, administration, conduct and analysis
of the interviews.

A sample of current employees with similar
circumstances was also interviewed to act as a control

group. The details of which are also described in

Chapter 7.

Objectives of the Interviewing exercise

(1) To determine individual reasons for leaving.

(ii) To complement and/or elucidate the statistical
findings.
(iii) To provide a broader basis for the investigation
of the problems of employee wastage; in this

case employee turnover.

-—

(iv) To find out more about individual needs in the
company for different employee types.
(v) To examine and determine the series of events
which precede a resignation.
(vi) To assess the validity of exit interviews

generally.
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4.7 SUMMARY

This chapter describes the development of the Research
Strategy required to meet the project objectives. The strategy
embraces the theoretical approach based on past research, and
the 'practical' criteria based on the availability of statistics
within the