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Chapter I

INTRODUCTION

Management scientists and practitioners have attempted for years
to examine and solve the problems of employee turnover. However,
evidence thus far denotes that their efforts have met with little success.
During the 1960's, for example, the national quit rate rose from 1.3 to
2.4 quitters per hundred people employed.1

Retail employee turnover has been and continues to be a problem
for the retail industry. It has been an accepted fact that the retailing
industry has a high rate of turnover among its employees. One author
reported that turnover rates of 35.5 percent for full-time employees
and 99.4 percent for part—-time employees were not uncommon in
retail chain organizations.g Another author noted in a survey of 183
supermarkets that the average annual turnover was 30 percent for full-
time hourly employees and 110 percent for part—-time employees.3

Excessive quit rates not only reduce employee productivity but,

due to the related costs, place a considerable drain on company profits.

1U.S. Bureau of Labor Statistics, Monthly Labor Review,
LXXKXXIV, No. 3 (March, 1971), Table 15, p. 98.

2Jer‘r~y Levine, "Labor Turnover,!" Personnel Administration,
XII (November—-December, 1970), p. 32.

38. W. Marion and S. E. Trieg, "Job Orientation—-—A Factor

in Employee Performance and Turnover," Personnel Journal,
XXXXVIII, No. 9 (Cctober, 1969), p. 799.




After a brief survey of the literature and interviews with various
managers of major retail organizations, it was apparent to the
researcher that employee turnover was a serious and costly problem

of the retail industry.

Statement of the Problem

Employee turnover has been a significant problem confronting
major retail organizations for a long time. National turnover rates
categorized by "types of business,” consistently rank "retail services

and distribution" among the highest. For example, the 1973 Adminis—

trative Management Society Turnover Survey computed the retail turn—
over rate at 25 percent as compared to manufacturing rates of 16
per‘cent.4

When an employee leaves a store, the manager is faced with a
number of problems. First, the manager must find a suitable
replacement and train him in a reasonable period of time. Second,
the manager must insure that the department or area affected maintains
sales at its former level. Third, and possibly most important, employee
turnover increases the operating costs of the organization. If the quit
rate of a store is high, the managers must contend with a constant
problem of replacement and training.

As was previously stated, high turnover rates increase the

operating costs of the firm. The exact amount of the increased cost

4David Dailey, "1973 AMS Office Turnover Survey"
Management World, XX (October, 1974), p. 3.
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is difficult to ascertain because the '"cost of turnover" is many times
partially included in other costs or expenses. For example, the vacating
employee may cause increased direct labor costs due to the inefficiency
of the new replacing employee and a possible increase in the supervisory
work load in the department or area. This decreases the productivity

of the department and increases the direct labor expense.

One author suggested that the costs to retail organizations per
turnover range from $78.16 to $134.11 .5 Other studies, pertaining
mainly to non—retail turnover, place a greater cost for each termination.
One study suggested that when all direct and indirect expenses are
calculated, the cost per termination can range between $500 to $5,OOO.6
The full cost of labor turnover is not routinely calculated and reported
by many companies. Allan C. Janoff suggested that firms should use
a cost control chart to more accurately analyze employee turnover and
replacement costs. He stated that a labor turnover cost control chart

would be useful to the firm to denote labor turnover expense areas

which could be reduced and to more accurately budget expected expense

7 .
areas. [Ihus, as labor costs rise due to greater entrance wage rates,

5l_evine, "LLabor Turnover'", p. 32,

S=. F. Fournies, "The Real Reasons People Quit," Adminis—
trative Management, XXX (October, 1969), p. 44.

7Allar\ C. Janoff, "Reducing Labor Turnover Costs," CPA

Journal, XLV, No. 11 (November, 1975), p. 75.



employee orientation, and other labor related costs, the problem to
retailing becomes even more significant.
Retail firms which experience high turnover rates due to voluntary
quitting are not only reducing their employee efficiency, but they are
also reducing their competitive positions as well. If the quitters
remain in the retailing industry, the company that gains the employees
gets a trained employee at another company's expense. Ray A. Killian
approached the problem of retail employee turnover from ancther view-—
point. He noted that high turnover rates cause ihconsistency in the
customer's perception of the ﬁrm. For example, if the firm experi-
ences a 25 percent employee turnover rate, the customer has one chance
in four of getting a new salesperson who may not be yet adequately or
fully trained in the procedures of the store. Killian further noted that
not all employee turnover should be viewed as detrimental to the organi—
zation. There will be some firm initiated separations, employee deaths,
illness, and retirement. Also, some employee turnover tends to generate
fresh and new ideas for the or‘ganization.8
Even though it is generally agreed that some turnover is beneficial
to the firm, excessive labor turnover is commonly recognized as being
disruptive to the organization, resulting in decreased employee morale

and increased labor costs.,

8"Incr~easing Store Efficiency," Stores, National Retail Merchants
Association, New York (June, 1975), p. 12.
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Justification of the Study

This study was related to employee turnover, which is a
serious problem confronting retailing organizations. Judging from
the existing treatment of employee turnover by one large southeastern
retail or‘ganizatior\,9 it was apparent to the researcher that attempts
to determine the reasons for the terminations had not been adequately
or fully pursued in all cases. Also, there existed very little signifi—
cant research related to employee turnover in the retailing industry.

The potential value of this research would be to provide some
insights into the variables that influence employee turnover for
Southern Stores and possibly other retail stores. By identifying some
real and meaningful reasons for employee turnover, retail organizations

will be in a better position to cope with the problem.

The Study Approach

The approach of this study was to (1) statistically examine the
employee turnover of a large retail organization, (2) determine
whether the reasons for termination as noted by the managers/super-
visors were valid (i.e. most managers had a hypothesis or "reason"
for quits), (3) examine the post—termination procedure of the firm to

determine whether it is a reliable tool for obtaining turnover reasons

9For~ purposes of clarity and continuity, the author will refer
to the retailing organization utilized in the research as Southern
Stores. It was requested by the participating organization that its
name not appear in the study.



and identifying "problem areas" within the organization, and (4) examine

the personal characteristics of short—term and long—-term quitters.

Definition of Terms

Throughout the study various terms will be utilized. Some of
these terms will have meanings denoted by the author which are essen-
tial to the understanding of this study. These definitions are as follows:

1. Employee turnover. This term denotes the number of indi—

viduals who voluntarily terminated their employment with Southern
Stores. For the purpose of this study, the term will not be inclusive
of those individuals who were terminated by the initiation of the company
(i.e. transfered, fired, reduction in work force, etc.). This term will
also exclude "unavoidable'" terminations such as retirement, death,
and disability.

2. Quits. This term will refer to employee turnover as was
previously defined.

3. Turnover rate. For the purpose of this study the turnover

rate will be calculated as follows:

Total voluntary separations

x 100
Average annual employment

4. Quit rate. This is the offical term of the United States
Bureau of Labor Statistics used to denote the calculation of the

"Turnover rate" as was previously defined.



5. Short—term quitters (quits). This term refers to those

employees who terminated their positions with Southern Stores in
ninety (90) calendar days or less following their date of hiring.

6. Long—term quitters (quits). This term will denote those

employees who terminated their positions in 365 calendar days (one

year) or more following their date of hiring with Southern Stores.

Scope of the Study

This study was directed toward employee turnover in a selected
retailing organization. This study was not an attempt to evaluate the
individual managers or units of the organization, but was an attempt
to view the problem objectively and place it in the proper perspective
to the organization. Individuals or specific store units utilized in the
research will not be named but will be referred to by a code number,

The retailing organization that graciously assisted in this study
wished to remain anonymous. To comply with this request, the author
used a fictitious name, as was previously noted, to refer to the organi-

zation.

Limitations of the Study

Due to the nature of the study the author encountered and imposed
several limitations on the research. These limitations were as follows:

1. Very little secondary data was available relative to employee
turnover in retailing. Also, virtually no secondary data existed in

relation to employee turnover in specific retailing organizations.



2. Due to company and federal regulations, specific employee
data was limited.

3. There seemed to be a lack of uniformity in the analysis and
calculation of employee turnover in the selected retailing organization.
4. Since a case approach was utilized in the research, the
author imposed certain limitations on the time span and the geographic
region incorporated. The specific criteria that was used in the study

will be presented in a more comprehensive manner in a following

section.

Hypotheses

The following hypotheses were tested in this study:

1. People do not always tell the company their true reasons for
terminating their employment.

2. Management does not always have a true perception of why
employees voluntarily terminate.

3. Short—-term quitters terminate for different reasons than
long—-term quitters.

4. Employees who quit before obtaining another position termi-
nate for different reasons than those who find a new position before
they terminate.

5. The demographic characteristics of sex, marital status, and
age can be used to predict whether an applicant is a potential short-

term or long—-term employee.



Plan of Presentation

A review of the literature which provided the background for the
study will be presented in Chapter II. In Chapter III, the methodology
incorporated in the research will be presented. In this chapter, the
research plan, the mail survey, and the methods of analysis will be
discussed.

The findings denoted from the analysis of the data that was utilized
in the research will be presented in Chapters IV and V. The findings
will then be applied to test the hypotheses presented in the study. The
first and second hypotheses will be analyzed in Chapter IVV. The third,
fourth and fifth hypotheses will be analyzed in Chapter V. Also in
these chapters, a discussion of the termination procedures of Southern
Stores will be included as it is appropriate to the findings. These
chapters will also present some of the "comments™” obtained from the
questionnaires that were returned by the respondents to the mail survey.
These sample comments provide a correlary to the findings and gave
further insights to the results of the statistical analysis.

In Chapter VI, additional findings derived from the collection of
the data will be presented. These findings are not directly related to
the evaluation of the hypotheses in the study. But, they are intended
to give the reader some additional insights into the problem of employee

turnover as related to the specific case analyzed.



In the final chapter, a summation of the results of the study will
be presented. This chapter will also include the conclusions, recom-—

mendations, and implications that were derived from the research.

10



Chapter II

REVIEW OF THE LITERATURE

Even though earlier studies have provided valuable information,
employee turnover is still a serious problem. It was noted in the
review of the literature that little published research exists in
relation to employee turnover in the retailing industry. Most of the
literature examined employee turnover in relation to a specific
industry, usually manufacturing oriented. A store manager of
Southern Stores suggested that the lack of turnover data in retailing
results from the fragmented nature of the industry and the reluctance
of retailers to openly admit to the magnitude of the problem.

According to Gorden C. Inskeep, interest in employee turnover
"ebbs and ﬂows."10 Employee turnover becomes an important issue
during periods of economic expansion and manpower shortages.
Frederick J. Gaudet charted the number of articles that were published
on employee turnover. He found that during the period between 1915
and 1958, interest shown in the subject ranged from a high of ninety—

four articles in 1918 to a low of one article in 1933. Gaudet notes that

10(Sor~dan C. Inskeep, "Statistically Guided Employees Selection:
An Approach to the Labor Turnover Problem," Personnel Journal,
XXXXIX, No. 1 (January, 1970), p. 15.

11
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in more recent years, there have been between ten and twenty articles
published annually related to employee turnover. "

Most prior studies have been fairly narrow in scope, examining
only one particular factor that might be the cause of employee resig—
nations. When a particular study discovered a plausible relationship
existed between employees' leaving and a suspected cause, the impres—
sion was given that only this factor need be controlled in order to correct
the situation. This false idea could be a possible reason as to why the
manager sometimes views the problem to be beyond his control. This
conviction was confirmed in the interviews the author conducted with
various retail store managers. They "hypothesized" that most turnover
was a phenomena externally related to the organization.

Past studies analyzing employee turnover tended to concentrate
on three areas: (1) the overall business environment; (2) company
personnel and management procedures; and (3) the employee.

In 1957 Sidney Goldstein showed that on an overall basis the quit
rate has a direct relationship to business activity and an inverse
relationship to the unemployment rate. Goldstein's study indicated

that when business activity is high and the unemployment rate is low,

1
the quit rate rises. 2 V1adimar Storkov and Robert Ramon also noted

11
Ihskeep, "Statistically Guidedo .o ", Pe 15.

1

2Sidr\ey Goldstein, "An Economic Appraisal of Aggregate Labor
Turnover in Manufacturing, (unpublished Ph.D. dissertation, The
American University, 1957) cited in University Microfilms, Dissertation
Abstract International (The Humanities and Social Sciences, Vol. 17,
1708), Ann Arbor: University Microfilms, 1957, p. 1688.
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a correlation between economic activity and the quit rate. They found
that between 1963 and 1966 the quit rate for wage and salaried manu-—
facturing employees rose from an average monthly rate of 1.4 to 2.6
workers per hundred.

In a 1973 study of turnover in manufacturing industries, Fred
Fry noted an inverse relationship of unemployment to quits.. However,
he concluded that the quits were less closely related to economic
conditions during periods of low growth than during periods of expansion.
He also found that lay—off rates were inversely related toquits. Overall,
Fry concluded that it was management policies such as layoff decisions
and working conditions, not economic conditions, that were the major
factors contributing to tur~nover‘.1

Other studies have shown that companies can do a great deal to
control their resignation rates. Coffey, in a study of 197 industrial
firms in the Chicago area, revealed that companies can alter their
environment, thus reducing resignation rates. The study noted that by

using various controls and techniques such as fringe benefit packages,

1
3V1adimar~ Storkov and Robert Raimon, "Determinants of

Differences in the Quit Rate Among Industries,” American Economic
Review, LXIII, No. 5 (December, 1968), p. 1293.

14F red L. Fry, "More on the Causes of Quits in Manufacturing, "
U.S. Bureau of Labor Statistics, Monthly Labor Review, L XXXVI,
No. 6 (June, 1973), p. 48.




weighted application forms and post—exit interviews, some firms
. 15
actually reduced their turnover rates.

Many studies direct the problem of turnover to management's
treatment and orientation of the employee. Many firms, especially
retailing oriented companies, utilize the "Theory X" style of manage-
ment. This assumes the average worker dislikes work and will avoid
it. Management must coerce, control, and direct the employee toward
the company's goals. This theory also purports that the average
employee wants security and prefers to avoid responsibility. "Theory
Y" represents a contrasting style of management. This theory assumes
people will exercise self-direction and control in the achievement of

. C . - 16
the organization's objectives.

Rensis LLikert conducted a study in which he found production costs
to be higher when management utilized "Theory X." Associated with

. 17
these higher production costs was employee turnover. In another study

Fleishman and Harris supported Likert's conclusions. They found that

15Edwar‘d Coffey, "lLabor Turnover: Its Control and Importance to

Management, " (unpublished Ph.D. Dissertation, University of Illinois,
1963) cited in University Microfilms, Dissertation Abstract International,
Vol. 2412, No. 196, p. 5048.

16Douglas McGregor, The Human Side of Enterprise, (New York:
McGraw-Hill Company, Inc., 1960), pp. 33-34.

17Renis Likert, "Patterns in Management,"” General Management
Series #6, AMA, Inc., 1955, quoted in E. A. Fleishman, Studies in
Personal Industrial Psychology (Homewood, Illinois: The Dorsey Press,

Inc., 1961), pp. 348-349.
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when management was production oriented and neglected people, turnover
rates and grievances incr*eased.1

Even in light of these findings the quit rate has continued to rise
in the past decade. Thus, either companies ignored the findings of
Likert and others or turnover is a result of more than simply improper
supervision.

In 1954, a study by Kerr and Smith concluded that wages and
supervision were the most important reason for employee resignations. 19
In another study, Kahl obtained similar findings. He surveyed executives
of over 100 Wisconsin businesses during 1966—-1967. The results of the
study indicated that the average employee quit was due to frustration.
This Frustration, he stated, was due to the employee lacking the knowledge
of what was expected of him and dissatisfaction with wages. Kahl also
noted that other factors causing quits were inadequate training and defects
in selection and orientation of emplOyees.Qo

Another factor for turnover purported by the literature is manage-—
ment's lack of communication with the employee. Kilwein concluded that

at the time of employment there is a lack of understanding between the

employer and the employee. He stated that many times the employee does

18, A. Fleishman and E. F. Harris, "Patterns in Leadership
Behavior Related to Employee Grievances and Turnover," Personal
Psychology (Spring, 1962), p. 55.

Ow. A. Kerr and F. J. Smith, "Employee Grievances Analyzed,"
Personnel and Guidance Journal (December, 1954), p. 222.

2_OK. L. Kahl, "What's Behind Employee Turnover," Personnel
(September—October, 1968), pp. 53-54.



16

not really understand the job or working conditions. Also, the employee
often has a mistaken impression about the job and the conditions. When
the employee realizes his mistakes, he quits.:21
In another study, Benton analyzed turnover in a firm whose wages
and conditions were assumed to be above the local averages. He traced
the cause of turnover to the supervisors' performance in the orientation
of new employees. There was a relationship between supervisors who
did not properly inform employees about their new jobs and the working
environment and resignations of the new employees. It should be noted
that Benton did not mention how he arrived at his conclusion and what
other causes, if any, he ar'aalyzed..2
Marion and Trieb followed the studies of Kilwen and Benton by
analyzing the relationship of the orientation of new personnel and their
subsequent resignation or success with the firm. In a study of supermarket
employees, the authors isolated job orientation as an independent variable
in the cause of turnover. They found that the manager and the immediate
supervisor could reduce employee dissatisfaction by carefully orienting
the employee to his new job and his work environment. Marion and Trieb

suggested that job orientation must take place at the store level, and that

21 john H. Kilwein, "Turnover as a Function of Communication
During Employment Procedure,” Personnel Journal, XX>XXXI (October,
1962), p. 458.

22| ewis R. Benton, "Why New Employees Quit," Supervisory
Management, XIVV, No. 1 (January, 1967), pp. 13—-14,
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a well developed program could have an effect on employee performance,
satisfaction, and turnover.

Scott in a more recent study, confirmed the findings of Kilwein,
Benton, and Marion and Trieb. After a review of the literature, he
noted that evidence indicated a relationship between job expectancies
and turnover. Scott reviewed studies on turnover of a manufacturing
firm, a supermarket, and a life insurance company. It was found that
turnover rates were significantly reduced when the firms initiated new
procedures, including a detailed orientation interview to acquaint new
employees with what would be expected of them. Thus, he concluded that
a firm's failure to correct unrealistic expectations, due to the inadequacy
of a company's orientation program, results in excessive turnover and

24
unnecessary expense.

Even though Scott and others assumed the pay and working conditions
were not the primary causes, other studies have attempted to show that
these factors are indeed related to employee turnover. Kilbridge, in a
study of two midwestern manufacturing firms, attempted to determine the
relationship between repetitive work and employee turnover. The findings
were mixed. In one plant repetitive jobs experienced higher turnover

rates. In the other firm turnover rates were similar for all the types of

238. W. Marion and S. E. Trieb, "Job Orientation——A Factor in

Employee Performance and Turnover," Personnel Journal, XXXXVIII,
No. 9 (October, 1969), p. 831.

24Richard D. Scott, "Job Expectancy——An Important Factor in
Labor Turnover," Personnel Journal, LI, No. 5 (May, 1972), p. 361.
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work. Thus, Kilbridge did not firmly identify repetitiveness of work
as a primary cause of turnover.

Research also seems to be inconclusive concerning the relationship
of pay and employee turnover. Jacobson's study noted that managers of
retail operations purported that salary and working conditions were the
primary causes of employee dissatisfaction. On the other hand, employees
cited lack of belongingness and lack of understanding of personal problems
by the supervisor as the primary causes.26

Snelling noted that when money is the key factor in a job change,
and not just a convenient excuse, it is usually a matter of necessity.

He concluded that often the employee is guilty of not revealing new
financial burdens to his employer. Just as often, the employer is guilty
of complete disregard of the employee's changing money needs.27

Another study found a relationship between low levels of earnings
and employee turnover. Armknecht and Early found lower paying
industries tended to have higher turnover rates. It was noted that the

study included only the years when economic expansion was being

experienced; thus, employees had a higher probability of locating a

25[\/\ea.ur~i<:e D. Kilbridge, "Turnover, Absence, and Transfer

Rates as Indicators of Employee Dissatisfaction with Repetitive Work, "
Industrial and Labor Relations Review, XV, No. 1 (October, 1961), p. 22.

26oward B. Jacobson » "A Motivating Store Environment, "
Stores (October, 1970), p. 16.

27Robert O. Snelling Sr., "Seven Ways to Turn Off Turnover,"
Nation's Business, LVIII, No. 10 (October, 1970), p. 58.
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higher paying job.28 Also, it was usually found that it was lower paying
industries which employ the "Theory X" style of management. As was
noted previously, the management style could be the cause of employee
dissatisfaction resulting in increased turnover.

Parsons obtained yet another conclusion in relation to wages and
the quit rate. In a study of 27 manufacturing firms, he analyzed quits
in a ten—year period from 1959 to 1968. Parsons concluded that changes
in a worker's own wage rates had no systematic affect on the quit rate.
He hypothesized that because of informational time lags, the changes in
wage rates of firms other than the worker's does not significantly affect
his decision to stay or quit. Parsons concluded that the rate of quits
in the firms studied were related to factors such as fluctuations in job
openings, industry demand, and the season of the yearﬂ.29

In a study of employee turnover in hospitals, it was found that a
hospital paying an average of $50 higher per month per job class actually
experienced a higher turnover rate than other hospitals in the area. The

study noted that, in a post—termination interview, only 15 to 20 percent of

employees who had quit cited salary as a reason for leaving.so The authors

28paul A. Armknecht and John F. Early, "Quits in Manufacturing:
A Study of Their Causes," Monthly Labor Review, U.S. Bureau of Labor
Statistics, LXXXV, No. 11 (November, 1972), p. 34.

29pavid O. Parsons, "Quit Rates Over Time: A Search and
Information Approach," American Economic Review, LXIII, No. 6
(June, 1973), p. 401,

30D, L. Howell and G. T. Stewart, "Labor Turnover in Hospitals, "
Personnel Journal, LIV, No. 12 (December, 1975), p. 637.




actually confirmed the results of previous studies in that management
orientation to the employee was a key factor in termination.

It must be recognized that many of the previous studies relied on
what the resigning employees stated at the time of termination, and
their answers may have been a source of bias. McNaughton found that
respondent bias may occur when people are interviewed at the time they
resign. In a study of turnover in a manufacturing facility, he found
that 52 percent of the workers interviewed admitted giving other than
true reasons for leaving at the time they left. Upon leaving, most
workers simply gave polite excuses such as "a job with more money"
or "family movmg."3

Estes obtained similar results in a study of three Houston, Texas
firms——an insurance company, a department store, and a manufacturing
firm. Through the use of questionnaires, he found that the firms varied
in their success in attempting to obtain true reasons for quitting. The
insurance company was the most successful, obtaining true reasons 76
percent of the time. The department store and the manufacturing firm
were less successful, obtaining true reasons 52 percent and 22 percent

respectively. Thus, as Estes noted, if management is not careful in

81Wayne L. McNaughton, "Poor Supervision Makes Workers
Quit, Though They Won't Say So," Business Week, No. 1412
(September 22, 1956), p. 105.
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their attempt to secure valid reasons for employee quits, the infor-
. . 32
mation is not very useful.

In a 1969 study of turnover in a retail chain organization, Levine
also supported the conclusion of McNaughton and Estes that employees
tend to bias the reasons they give to the firm at the time they quit. He
found in questionnaires mailed to employees who had terminated
voluntarily that their responses to "reasons for quitting” in the question-
naire did not, in most cases, match the reasons stipulated in the

. 33 ) P
employee's personnel file. Levine's study also showed the feasibility
of using a post—termination questionnaire as a reliable tool for management
in obtaining true reasons for employee resignations. He selected a
sample of the individuals who returned post—-termination questionnaires
and he then conducted personal interviews. He noted that all the
individuals interviewed gave identical reasons for termination in the
personal interview as they had done prior in the post—termination

- . 34
questionnaire.

As was noted previously, much research khas been concentrated

on the areas of the business environment and management policies

82, E. Estes, "A Study of the Effectiveness of the Exit
Interview in Determining the Causes of Labor Turnover” (unpublished
Ph.D. Dissertation, The University of Texas, 1960), cited in
University Microfilms, Dissertation Abstract International, Vol. 2412,
p. 5048,

88L_evir\e, "_abor Turnover", p. 36.

84’I_evir\e, "Labor Turnover'", p. 36.
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and procedures as factors influencing employee turnover. However,
consideration must be given to the people themselves. Some people
quit because they are not inclined toward long-term employment.
Studies directed toward this aspect of turnover have tended toward
the concept of identification of long—term employees and short—-term
employees.

Fleishman and Berniger attempted to distinguish long—-term
employees from short—term employees through the use of a weighted
application form. They compared the characteristics of sixty long—
term employees to those of sixty short—term employees who had
resigned. Through the use of frequency tables, they found that certain
personal characteristics could be used to differentiate the employees.
These characteristics were age, address, marital status, type of
employment of spouse, number of languages spoken, typing ability,
and number of outside interests. Simple arbitrary weights were
assigned to each characteristic and a weighted application form was
developed, tested, and appr~oved.35

Stanbury also used personal characteristics in an attempt to
identify individuals who were potential quitters. He examined the
characteristics of 411 workers who had resigned and separated them
into two groups. One group was the uncontrollable quitters. These

were the employees who would have quit regardless of the action the

85E. A . Fleishman and Joseph Berniger, "Using the Application
Blank to Reduce Office Turnover,” Personnel, >X>XXVII (October, 1960),
pp. 35-36.
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organization might have taken. The controllable group was comprised
of those who would have stayed if some factor such as salary or type
of work could have been changed. He studied the 128 people identified
as controllable quitters and from the data ascertained three significant
characteristics: (1) 68 percent were in the lowest job levels while only
36 percent of all the company's employees were at this level, (2) these
quitters were under 25 years of age, and (3) this group had superior
scores on a test that was administered at the time of hiring.

Stanbury's article did not attempt to ascertain the characteristics
of the 283 people in the uncontrbllable group. This was the group that
left for no apparent reason. If they could have been identified at the
post—hire interview, the company's turnover rate might have been
significantly reduced.

Stanbury agreed with the finding of Fleishman and Berniger on
the characteristic of age. Both studies concluded that age is a significant
factor. Fleishman and Berniger stated that individuals under 30 were in
the quit gr~oup.37 Stanbury's quit group included everyone under the age

of 25 .38

SBwilliam F. Stansbury, "What Causes Clerical Turnover,"
Personnel Journal, X>XXXVIII, No. 12 (December, 1969), pp. 978 and 980.

37F1eishman and Berniger, "Using the Application...”, p. 41.

38
Stansbury, "What Causes Clerical...”, p. 980.
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Inskeep, in his study of eight southern garment plants, compared
the personal characteristics of 848 female long—term employees to
1027 female quitters. Through the use of various statistical techniques,
he selected characteristics that were related to longevity of employment.
These charactér‘istics were age when hired, home ownership, prior
work experience, and level of education.89 Inskeep agreed with the
others that personal characteristics have significance and he also
agreed with Stansbury that applicants 25 years of age or younger are
more likely to be short-tenured employees.

Robbins also concluded that personal characteristics affect
employee longevity. His study on management procedures and personal
characteristics covered five western Arkansas plants, and showed that
the characteristics that could be used to predict tenure were age,
marital status, and sex. Robbins found that the under 30 single males
quit more frequently than any other age group. Robbins' review of the
management procedures showed that managers needed to be trained in
human relations; exit interviews needed to be used more effectively;
and orientation programs and job training programs needed to be

expanded or installed.4o

391nskeep, "Statistically Guided...", p. 21.

40Raymond Robbins, "An Analysis of High Labor Turnover in
Expanding Industrial Labor Market, " (unpublished Ph.D. Dissertation,
The University of Arkansas, Fayetteville, 1969), p. 71.
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Robbins study did go further than other studies as he concentrated
on more than just one factor. A company trying to identify and solve its
turnover problem must examine not just one factor but all possible
causes. Calvasina, in a later study, examined one company's turnover
problem over a definite period of time rather than concentrating on one
particular cause over a wide range of companies at a particular point
in time. He purports that it is only through an overall approach that a
company can effectively interpret and reduce its overall turnover r~ate.41
Calvasina's research suggested that turnover problems are unique to the
individual organization. Thus, such factors as business environment,
manpower policies and procedures, and the characteristics of the
employees themselves contributing to turnover of a particular firm may
not apply to other firms.

Although diverse in their findings and conclusions, the review of
the literature noted that all the authors recognized that employee turn-
over is a serious and costly problem to the organization. In a recent
article, Lawler suggested that possibly the problem is serious enough
to warrant government intervention. He purports that firms should
publicly report on the quality of their work life e.g.——their rates of

turnover, absenteeism, alcoholism, etc. Then after measurable

41Ric:har~d V. Calvasina, "Case Study Analysis of an Expanding
Industrial Concern's Labor Turnover,” (unpublished Ph.D. Dissertation,
The University of Mississippi, 1973), p. 163.
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standards are developed, the organization would be subject to fines if
they produce a negative social outcome.42

In summation, the review of the literature noted that very little
research on employee turnover was directed toward the retailing
industry. The studies that were noted tended to be fairly narrow in
scope concentrating on one specific element such as salary or employee
orientation. The research developed in this study, utilizing a case
approach, will attempt to contribute to literature by examining turnover
in a retailing organization from an overall approach. By testing the
hypotheses, perhaps it will be possible for the management to apply the

findings of this study in the following ways:

(1) To be able to put the probelm in a more realistic perspective
in terms of cost and magnitude.

(2) To more effectively direct managerial action toward the
reduction and control of employee turnover.

“2Edward E. Lawler III, "Should the Quality of Work Be
Legislated?" The Personnel Administrator, XXI, No. 1 (January, 1976),
p. 17.




Chapter III

RESEARCH METHODOLOGY

This chapter will introduce and explain the research methodology
used in conducting this study. The chapter will also include a discussion
of the research plan, questionnaire design, data collection procedure,
and method of analysis employed in analyzing the data and testing the

hypotheses stated in an earlier chapter.

Research Design

The study utilized both secondary and primary data. The initial
step in the research plan was a review of the literature. This was to
provide a survey of the previous findings and research in the area of
employee turnover with specific emphasis directed toward the retailing
industry.

The next step in the research plan was the selection of a major
multi—unit retailing organization to provide a basis for the primary
research utilized in the study. It should be noted that this step presented
the researcher some difficulty as most major retailing organizations
were reluctant to permit access to their files for the purpose of academic
research. After several discussions, Southern Stores consented to
allow the researcher access to the data required to conduct the research.

Southern Stores granted the researcher access to the files of the

terminated employees as long as several conditions were observed.

27
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The files were not to be removed from the store or photographically
reproduced in any manner. These files were located in the individual
units of a nine—=store district located in the southeastern region of the
United States. The district encompassed six cities located within a
three state area. The stores were given code numbers from 1 through
9 and were located in the states of Alabama, Georgia, and Flor~ida.48
The names of the stores and their corresponding cities were omitted
upon the committee's request to avoid possibility of the actual identifi—
cation of Southern Stores.

Each store was a full-line operation of Southern Stores merchan-—
dising soft goods, hard goods, and (with the exception of one store)
operating automotive service centers.

Southern Stores maintained an active file on their terminated
employees, both voluntary and company-initiated, for a period of seven
years from the date of termination. This file contained information
such as the employee's last known address, date of hire, marital status,
age, pay rate, promotion record, and date and reason of termination.
This information was summarized on a computer work sheet. A sample
copy of this work sheet is shown in Appendix A.

From the work sheet the researcher was able to ascertain whether

the individual had voluntarily terminated and the reason for the termination

43This code number will be utilized throughout the study for the

purpose of individual unit identification.
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as noted by the personnel manager/supervisor. From the work sheet
the researcher was also able to identify.the employee as a part—-time
or full-time employee.

The completion of the review of the store files resulted in 1217
employee records which met the criteria of the research. The number

of employees and the corresponding store numbers are listed below:

Store No., Terminations
1 48
2 154
3 150
4 67
5 . 112
6 337
7 203
8 68
9 78

Instrument Design

The researcher utilized two questionnaires to obtain the primary
data for the study. The first questionnaire was administered in a personal
interview with each store personnel manager or supervisor at the time of
the store visitation. A sample of this questionnaire is found in Appendix A.
The main purpose of these interviews was to obtain the personnel manager's
views on employee turnover and the various methods they employed to

reduce the problem.
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The second survey instrument used in the research was a single-—
page questionnaire mailed to 1217 terminated individuals obtained from
the review of the stores' files. A sample of this questionnaire is included
in Appendix A. The number of individuals who fit the criteria of the
research was within a range that the universe could be utilized rather
than employing sampling techniques.

'f'his questionnaire was designed to survey eight topic areas in
relation to the parameters of the research. It was designed so that it
could be photographically reduced to a single 8%" by 11" sheet. It was
felt that it would enhance the return rate of the questionnaire if it was
limited to a single page. This conclusion was also based on the
characteristics of the universe surveyed. These individuals were
primarily high school graduates and semi—skilled workers.

The questionnaire was also designed to be answered in a relatively
short period of time by using primarily "yes—no" responses or a choice
selection on a semantic differential. It was felt that this would enhance
the return rate of the survey instrument. According to Erdos, the
appearance of a questionnaire and the number of pages influence the
return rate. He noted that questionnaires that appear to "look easy"

44 Space was also given to

achieve significantly higher response rates.
allow the respondent to expand or give an additional response to the

questionnaire.

44paul L.. Erdos, Professional Mail Surveys (New York: McGraw-—
Hill Book Company, Inc., 1970), p. 256.
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Each questionnaire that was mailed was coded with an identification
number. This code number served several purposes. First, it denoted
the individual store unit with which the terminated employee was associ-
ated. Second, it allowed the researcher to cross reference the respondent
to the demographic data obtained from the review of the store files. This
code number also denoted which individuals were not still located at the
address given in the files.

The questionnaire was accompanied by a cover letter. A copy of
the cover letter used is presented in Appendix A. . The cover letter
attempted to disguise the fact that Southern Stores was the only partici-
pant in the study. It was felt that this would help reduce respondent bias
that might occur if the respondent thought the questionnaire originated
from Southern Stores.

In an attempt to further enhance the return rate from the universe,
a self—-addressed, stamped envelope accompanied the questionnaire. A
copy of the return envelope is found in Appendix A . It was hoped that
the utilization of this type of return envelope and the corresponding
address would further disguise the participation of Southern Stores in

the research.

The Mail Survey

A total of 1217 questionnaires were initially mailed. The mailings
were divided into three groups composed of three stores each. Each
group was mailed in two week intervals to allow for a more efficient

handling and recording of the returns.
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Of the 1217 questionnaires initially mailed, 411 were returned as
"undeliverable" for various reasons such as "moved—--no address",
"deceased", or "insufficient address." Each of these returns were
then checked against the current telephone directory of the corresponding
city. If a more current address was found, the questionnaire was re-—
mailed. This resulted in a reduction of the "undeliverable" mailings
from 411 to 369. No attempt was made to continue the re—mailing process
after the second mailing due to time and cost considerations., It should
be noted that the "undeliverable'" rate of 30.3 percent was not unexpected
due to the time span used in the research and the nature of universe,
such as many young and single individuals,

Eight hundred and forty—eight questionnaires were not initially
returned as "undeliverable." Therefore, the researcher assumed these
questionnaires were correctly delivered. Of the 848 questionnaires
assumed delivered, a total of 284 were completed and returned in the
time frame allotted by the researcher. This number of returns resulted
in a net return rate of 33.5 percent. The net return rates on an individual
store basis are listed in Table 1 on page 33.

Due to the nature and purpose of the questionnaire and the charac—
teristics of the universe surveyed, the net return rate of 33.5 percent
was gratifying to the researcher. Also, the researcher was especially
pleased with the responses to the "comments" section of the questionnaire.
Many of the respondents utilized this space, the margins, and even the

reverse of the questionnaire to make additional remarks or further



Table 1

Net Questionnaire Return Rates Per Store

Store Net Mailing Questionnai res_ Net Return
Number Gross Mailing (Less: Undeliverable) Returned Rate

1 48 35 16 45.7%
2 154 117 41 35.0%
3 150 104 28 26.,9%
4 67 50 14 28.,0%
5 112 77 32 41.6%
6 337 225 87 38.7%
7 203 141 36 25.5%
8 68 49 15 30.6%
o _78 _50 _15 80.0%

Total 1217 848<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>