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ABSTRACT 
 

As a field Strategic Human Resource Management (SHRM) focuses on the human resource 

capital-organisational performance interface, with considerable effort devoted to exploring 

the ways in which people are managed and how this enhances organisational performance. 

Importantly however, how SHRM contributes to organisational outcomes and the 

mechanisms through which this occurs remain a mystery and is referred to as the "black box" 

problem. 

 

The reason the question remains unresolved revolves around the challenges inherent in 

investigating the problem. For a start, there are the challenges of harnessing the productive 

capacity of human capital, from hiring the right employees, motivating them to do their best, 

developing their capabilities, retaining them long enough to make a difference, and the 

ambiguity of the human resource capital-performance link. Other difficulties revolve around 

the definition of the variables involved, measurement of both the inputs and performance 

outcomes, and the inherent practical difficulties of investigating the question. This 

dissertation takes on these challenges in a real world organisational setting and works through 

a process to guide the next generation of SHRM research. 

 

The approach revolved around understanding the limitations in SHRM research to date, and 

systematically tackling them to provide a foundation upon which progress can be made. For 

example, previous research has consistently failed to identify organisational context factors 

that moderate the human resource capital relationship, let alone take them into account. There 

has also been limited acknowledgement of, or integration with organisational strategy, both 

from being a potential restraint on one set SHRM practices, and an enhancer of others. 

Another key limitation has been the lack of recognition of the importance investigating 

SHRM at the micro-macro interface, particularly in terms of focusing on behaviour change at 

the micro-level with the explicit intent of generating macro-level organisational outcomes. 

Furthermore, adequately defining the criterion has been neglected, let alone providing 

justification for the selection of the dependent variable as a meaningful indicator to be 

investigated. 

 

To address these gaps not only does there need to be new thinking but also new research 

methodologies. Utilising a mixed methods multi-phase design within a pragmatic 
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epistemology, this dissertation systematically addresses the weaknesses of past research to 

pave the way for new insight in understanding the link between SHRM and human resource 

capital outcomes. The research program started with a diagnostic process to both identify and 

define the performance criterion, and link it to the organisational environment, strategy, 

processes, and objectives. 

 

A further three studies were then devoted to understanding the drivers of the criterion, as a 

precursor to developing and deploying interventions to effect change. The second study 

utilised a quantitative survey, based upon an innovative theoretical approach. The third and 

fourth studies both expanded and extended the results from the second study by conducting a 

series of qualitative focus groups and exit interviews over a two-year period. The qualitative 

process not only triangulated results from the quantitative study but also made independent 

contributions in terms of understanding the criterion, exploring the mediators of SHRM 

effectiveness, and integrating the real-world environment into the research process. 

 

Results supported the effectiveness of the overall approach, as well as the gaps that remained 

to confidently articulate and understand the human resource capital value chain. In this 

regard, the key contribution of the program of work was not just the research process itself, 

but the proposition of a model to guide further methodological development based upon the 

research experience. A model specifically designed to open the "black box" and provide a 

template for both SHRM practice and research. 
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Chapter 1 Introduction 

 

Strategic Human Resource Management: The knowledge gap 

 

“So, even as firms desperately seek success and the evidence for at least one important 

source of economic success – how firms treat their people – accumulates, many if not most 

organisations are doing precisely the opposite of what they should” (Pfeffer, 1998, p. xv) 

 

The business press is filled with examples of top executives proclaiming how important it is 

to engage people's minds and spirits in the quest for competitive advantage (Boudreau & 

Ramstad, 2007; Coff & Raffiee, 2015; Delery & Roumpi, 2017b; Fitz-Enz, 2009; Hall, 

2009). The fact that a firm’s people are a key resource central to strategic decision-making is 

widely acknowledged as fundamental to organisational strategy on par with the use of capital, 

land, marketing, finance and operational investments (e.g., Bassi & McMurrer, 2006; Becker, 

Huselid, & Ulrich, 2001; Coff & Raffiee, 2015; Fitz-Enz, 2009; Huselid, Becker, & Beatty, 

2005; Khan & Hongyi, 2016; Sajeevanie, 2015). Furthermore, as a field Strategic Human 

Resource Management (SHRM) focuses on the human capital-organisational performance 

interface, with researchers devoting considerable effort exploring the ways in which people 

are managed and empirically linking this to organisational performance (Alcazar, Fernandez, 

& Gardey, 2005; Delery & Roumpi, 2017b; Garcia-Carbonell, Martin-Alcazar, & Sanchez-

Gardey, 2014; Guest, Michie, Conway, & Sheehan, 2003; Sajeevanie, 2015; Wright & 

Haggerty ,2005). Indeed, it could be argued the very origins of SHRM are built on the 

fundamental belief in the centrality of human capital to organisational sustainability.  

 

The problem, however, is the evidence to support this belief has been limited, and an 

understanding of how SHRM contributes to long term organisational sustainability remains a 

matter of debate (Coff & Kryscynski, 2011; Lengnick-Hall, Lengnick-Hall, Andrade, & 

Drake, 2009; Wright & Ulrich, 2017). This debate is compounded by the lack of consensus 

about what human capital is, how it is harnessed, and how HRM systems can be deployed to 

build it (Ployhart, Nyberg, Reilly, & Maltarich, 2014). The research reported in this thesis 

was intended to address these concerns by systematically articulating links between an 

organisational performance issue, SHRM systems, human resource capital, and employee 
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outcomes in a real-world setting, informed by SHRM origins, limitations, problems and 

outstanding questions. 

 

Origins of HRM and emergence of SHRM 

The origins of human resource management (HRM) as a field of management practice can be 

traced back to the Human Relations movement of the 1930’s, and specifically to the now 

famous experiments in the Western Electric Company, later to become known as the 

“Hawthorne Studies” (Story, 1992). The espoused outcomes of which included increased 

harmony, cooperation, positive employee attitudes, employee satisfaction, and the releasing 

of human potential through good leadership, communication and participation (Boxall, 1993; 

Skinner, 1981). Although the promises of increased job satisfaction and subsequent 

productivity improvements have proved elusive (Coff & Kryscynski, 2011; Guest, 2010; 

Kaufman, 2012; Wagner, 1994) the underlying philosophy and theoretical concern for 

employee wellbeing and commitment still shape HRM approaches to this day (Buller & 

McEvoy, 2012; Coff & Kryscynski, 2011; Kaufman, 2012; Khan & Hongyi, 2016; Postuma, 

Campion, Masimova, & Campion, 2013). 

 

According to Marciano (1995) the term human resources was coined by Peter Drucker (1954) 

in The Practice of Management in which he proposed three broad management functions, 

namely: managing the business; managing other managers; and managing workers and work. 

In an update of his work Drucker (1968) added the structure of management and the role and 

responsibilities of management, and stated “the improvement of human effectiveness at work 

is the greatest opportunity for the improvement of performance and results” (p. 317). The 

focus on the human resource being a key organisational asset was elaborated into a theory of 

human capital in society (e.g., Schultz, 1961), concerned with the broader economic benefits 

to be realised through having a highly trained and motivated workforce (Becker, 1964; 

Hendry & Pettigrew, 1990). The underpinning logic was that skill development and the 

fulfilment of higher order developmental needs would lead to positive work outcomes and 

improved organisational performance (Leana & Florkowski, 1992). 

 

By the late 1970’s and early 1980’s the HRM discipline was at a cross roads suffering from a 

lack of clarity on what human resources had to offer, and in a struggle for dominance with the 

more traditional disciplines of personnel management, and industrial relations (Blunt, 1990; 

Legge, 1978). There was progress identifying the operational potential of human resources, 
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with considerable expansion of understanding in what are now recognised as core practices, 

such as: recruitment and selection; performance appraisal; recognition; training and 

development; succession planning; and industrial relations (Legge, 1978). In the late 1970's 

however the HRM perspective and practices underwent significant change, particularly in the 

United States where the advent of the oil crisis, emergence of Japanese competition, and the 

publishing of one of the most influential management books to date, namely Peters and 

Waterman's (1982) In Search of Excellence. These events ushered in new thinking and 

approaches reflecting the desire of organisations to “make more effective use of their human 

resources” (Schuler & McMillan, 1984, p. 242), and realise the benefit a strong 

organisational culture and people management strategy (Blunt, 1990; Hendry & Pettigrew, 

1990; Peters & Waterman, 1982).  

 

At this time both new and old ideas drove HRM's development potential as a strategic 

management tool. There was increasing recognition of people as a strategic resource for long 

term competitive advantage as part of an organisation’s “value chain” (MacMillan & Schuler, 

1985; Porter, 1985). Such thinking was exemplified in prominent case studies of industry 

giants such as IBM and General Electric whose business models espoused reliance on HRM 

advantage (Hendry & Pettigrew, 1990). An older concept that found a new audience was the 

idea of an adapted suite of HRM practices that "matched" an organisation's environment and 

strategy leading to greater efficiency and support of the business (Chandler, 1962; Fombrun, 

Tichy, & Devanna, 1984). Another was integrating human resources and strategic planning 

with the intent of creating a people-strategy practice on par with accounting, finance, 

marketing and sales (Marciano, 1995). Such thinking planted the idea of HR strategy directly 

supporting the business and set the scene for the transformation process that would follow. 

All that was needed was a general theory to bind it together and provide a template for 

practice. 

 

One attempt at just such a template was Beer, Spector, Lawrence, Mills, and Watson's (1984) 

Managing Human Assets which turned out to be one of the most influential efforts at building 

a general theory of HRM. Beer et al (1984) broadly defined human resource management as a 

synthesis of perspectives from organisational behaviour, individual development, personnel 

administration, industrial relations, and strategic planning (Beer, et al., 1984; Boxall, 1995; 

Marciano, 1995). They went on to propose an approach that viewed HRM as a system rather 

than a set of independent sub-functions or individual practices (Allen & Wright, 2006; Beer 
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et al., 1984). The idea of combining behavioural science, competitive advantage and business 

goals into an integrated people management approach led to the emergence of Strategic 

Human Resource Management and provided a path for long term competitive advantage that 

continues to drive theory development and practice to this day (Buller & McEvoy, 2012; Coff 

& Raffiee, 2015; Delery & Roumpi, 2017b; Garcia-Carbonell et al., 2014; Jiang, Lepak, Hu, 

& Baer, 2012). 

 

What is SHRM? 

Strategic Human Resource Management (SHRM) brings together two broad concepts in the 

management literature, namely HRM and strategy (Lundy, 1994). HRM covers the policies 

and procedures within an organisation to attract, develop, motivate, compensate, and 

maintain an effective workforce (Boxall & Purcell, 2000; Buller & McEvoy, 2012; Inyang, 

2010; Mark & Scott, 2004). Strategy, meanwhile can be considered to encapsulate both the 

process by which the mission and objectives of the organisation are established as well as 

how resources will be deployed to achieve them (Buller & McEvoy, 2012; Inyang, 2010; 

Tichy, Fombrun, & Devanna, 1982). Thus, a widely cited definition of SHRM combines 

these views, and states that SHRM is "a pattern of planned human resource policies, 

practices, and activities intended to enable the firm to achieve its goals" (Wright & 

McMahan, 1992, p. 298). 

 

Becker and Huselid (2006) extended this further and argued that SHRM not only focuses on 

organisational versus individual performance, but also the role of HRM systems as a solution 

to business problems. The idea of SHRM being concerned with establishing an internally 

consistent set of practices to support the achievement of business objectives and being a 

source of competitive advantage, has become a common theme across the SHRM literature 

(e.g., Arthur & Boyles, 2007; Becker, Huselid, Pickus, & Spratt, 1997; Buller & McEvoy, 

2012; Delery & Roumpi, 2017b; Kaufman, 2015a). Importantly however, although SHRM is 

argued to be key component of competitive advantage, the mechanisms through which this 

occurs remained elusive. 

 

SHRM focus and the theoretical response 

The focus for SHRM researchers and practitioners has increasingly been on understanding 

key questions, such as: what are the mechanisms through which organisational performance 

is enhanced? Which specific SHRM practices are most effective? and most importantly 
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"how" and "why" do these practices work? (e.g., Bowen & Ostroff, 2004; Coff & Kryscynski, 

2011; Ferris, Hochwater, Buckley, Harrell-Cook, & Frink, 1999; Foss, 2011; Lengnick-Hall, 

Lengnick-Hall, Andrade, & Drake, 2009). In particular, the mechanisms by which SHRM 

creates and sustains value are not well understood (e.g., Becker & Gerhart, 1996; Gerhart, 

2005; Wright ,2003) and research has not yet demonstrated causality (Guest, et al., 2003; 

Kaufman, 2012; Sajeevanie, 2015; Wright ,2003). Furthermore, it is not just the direct effects 

of SHRM on performance that have been considered, with authors such as Becker and 

Gerhart (1996), Dyer and Reeves (1995), Wright and Gardner (2003), Wright and Nishii 

(2006), Jiang and colleagues (2012), and Alfes and colleagues (2013) calling for more 

research to explore the mediating relationships that exist in the SHRM-organisational 

performance relationship.  

 

Numerous theoretical approaches have emerged to understand the SHRM-performance link, 

which even in 1990 was described as both “multidisciplinary and interdisciplinary” (Poole, 

1990, p. 1). Researchers have organised the plethora of approaches into four main categories 

or types, namely: universalistic; contingency; configurational (Clint Chadwick & Cappelli, 

1999; Colbert, 2004; Delery & Gupta, 2016; McMahan, Virick, & Wright, 1999; Sajeevanie, 

2015); and human capital and human resource capital perspectives (Nyberg, Moliterno, Hale, 

& Lepak, 2014; Ployhart et al., 2014; Wright & Ulrich, 2017). Universalistic approaches are 

those that advocate some SHRM practices are always better than others and implicitly 

assume the effects of all SHRM variables are additive (e.g., Boxall & Purcell, 2000; Huselid 

& Becker, 1995; Miles & Snow, 1984; Youndt, Snell, Dean, & Lepak, 1996). Universalistic 

researchers have explored the effect of single or multiple SHRM practices on performance 

(e.g., Delery & Doty, 1996; Gerhart & Milkovich, 1990), internally consistent bundles of 

SHRM practices on performance (e.g., Arthur, 1994; Ichiniowski, Shaw, & Prennushi, 1997; 

MacDuffie, 1995), and characteristics of SHRM systems on performance (e.g., Cook & 

Ferris, 1986; Huselid, Jackson, & Schuler, 1997; Huselid & Rau, 1997; Snell & Youndt, 

1995). Universalistic approaches offer the simplest theoretical premise, namely the 

relationship between SHRM practices and performance are universal regardless of 

organisational goals, strategy, or environmental context (McMahan et al., 1999; Youndt et al., 

1996). 

 

Contingency approaches argue SHRM effectiveness is contingent on how well they align 

with or "fit" with other elements of the organisation, particularly in regard to alignment with 
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strategy or vertical fit, and other SHRM practices or horizontal fit (e.g., Delery & Gupta, 

2016; Ferris et al., 1999; Jackson & Schuler, 1995; Pardo & Moreno, 2009). A contingency 

approach requires the researcher to select a theory of firm strategy and then specify how 

individual SHRM practices will interact with the strategy to result in organisational 

performance (Delery & Doty, 1996). The underlying premise is that different SHRM 

practices will be associated with different strategies, with the implicit assumption that better 

performance will emerge from a better "fit" or "alignment" between the two (Delery & 

Gupta, 2016; Lengnick-Hall & Lengnick-Hall, 1988; Miles & Snow, 1984; Schuler, 1992; 

Schuler & Jackson, 1999). In this view an organisation's SHRM practices develop employee 

skills, knowledge, and motivation to facilitate employee behaviours that complement the firm 

strategy and the role of HR is to partner with the business to deliver strategy (Boxall & 

Purcell, 2003; Jackson, Schuler, & Rivero, 1989; Lawler & Mohrman, 2003). 

 

The third broad category, configurational posits many organisational characteristics and 

SHRM practices tend to form internally consistent patterns that are correlated with 

performance (e.g., Doty & Glick, 1994; Ketchen, Thomas, & Snow, 1993; Meyer, Tsui, & 

Hinings, 1993; Wright & McMahan, 1992). Configurational approaches share the idea of fit, 

but takes it further by proposing there are "ideal" bundles of SHRM practices that provide 

both internal consistency as well as congruence with organisational goals (Boxall & Purcell, 

2000; Colbert, 2004; Doty, Glick, & Huber, 1993; Wright & McMahan, 1992). On the 

surface contingency and configurational approaches seem similar, however they it has been 

suggested they differ in key ways. Contingency approaches have a reductionist perspective 

whereby organisations are viewed as loosely coupled aggregates, while the configurational 

researcher treats the organisation as a holistic entity (Ferris et al., 1999). Configurational 

approaches assume change is episodic, while contingency approaches assume change is 

incremental (Meyer et al., 1993). Furthermore, contingency approaches view relationships 

between attributes as linear while configurational approaches consider relationships as 

reciprocal, and non-linear (Meyer et al., 1993). 

 

The final category is characterised by a shift away from the impact of the implementation of 

human resource practices such as recruitment or performance management, to focus more on 

the attributes and characteristics of the employee contribution to organisational performance, 

under the idea of human capital theory or human capital resources (Delery & Roumpi, 2017b; 

Nyberg et al., 2014; Ployhart et al., 2014). Drawn from economics, human capital theory 
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argues the skills, abilities, and knowledge of employees are of inherent economic value with 

potentially important performance implications (e.g., Bassi, 2006; Bowen & Ostroff, 2004; 

Crook, Todd, Combs, Woehr, & Ketchen, 2011; Hall, 1993; Huselid, 1995; Jackson & 

Schuler, 1995; McMahan et al., 1999; Pfeffer, 1998; Schultz, 1961), and that such skills, 

knowledge and capabilities could be a powerful source of competitive advantage if they are 

valuable, rare, and hard to imitate (Barney, 1991; Coff & Kryscynski, 2011; Crook et al., 

2011; Hall, 1993; Hatch & Dyer, 2004; Sturman, Walsh, & Cheramie, 2008; Subramony, 

Krause, Norton, & Burns, 2008; Teece, Psiano, & Shuen, 1997). These links between 

employee capabilities and organisational advantage are what shifts the emphasis from human 

resources to seeing employees as a form of human capital investment. 

 

The mechanisms whereby rare and valuable competitive advantage is created revolve around 

the direct investment in employee skills, knowledge, and capabilities that are firm-specific 

and socially complex (Barney, 1991; Boxall, 1998; Coff & Kryscynski, 2011; Hall, 1993; 

King & Zeithamal, 2001; Wilkens, Menzel, & Pawlowsky, 2004). Firm specificity refers to 

the extent that individual capital is tailored for use in a single firm, which is a requirement for 

a strategic asset (Amit & Schoemaker, 1993; Sturman et al., 2008), and contributes to 

enhancing value, rarity, and limits imitation. Social complexity refers to how human capital is 

embedded in highly complex social systems (Barney, 1991). This combination of firm 

specificity and social complexity creates strategic causal ambiguity, making it difficult to link 

individual human capital to performance outcomes (Coff & Kryscynski, 2011; Wilkens et al., 

2004). Strategic ambiguity may create challenges for mangers and researchers because 

although it contributes to capital capabilities that are difficult to imitate, it can also prevent 

deeper understanding (Wilkens et al., 2004). 

 

More recently researchers have progressed human capital theory further with a more holistic 

view called human capital resources (HCR), an approach that is still based on individual 

capabilities, but also looks at the combination of complementarities that manifest at the unit-

level, and the interaction with strategy (Nyberg, Reilly, Essman, & Rodrigues, 2018; Nyberg 

& Wright, 2015; Ployhart et al., 2014; Wright, Coff, & Moliterno, 2014). HCR is particularly 

focused upon organisational processes by which SHRM initiatives affect unit-level HCR, and 

the individual-level human resources it comprises (Nyberg et al., 2014; Ployhart, 2015). In 

this way HCR brings to the foreground the collective nature of human capital. HCR is cross-

disciplinary in nature, helping to integrate insights from psychology, organisational 
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behaviour, SHRM, economics, and strategy (Nyberg et al., 2018; Ployhart & Hale, 2014; 

Wright et al., 2014). Organisational behaviour researchers tend to focus on integrating 

personality and motivation and how it influences performance, SHRM focuses on how HCR 

can be advanced through HRM practice and the micro-foundations of firm specific human 

capital, economists view through the lens of labour market integration, productivity and 

competitive positioning, while the strategy perspective integrates the resource based view of 

competitive advantage (Chadwick, 2017; Nyberg et al., 2018; Ployhart, 2012; Ployhart et al., 

2014). 

 

In his seminal work Competitive Strategy, Porter (1985) introduced the idea that competitive 

strategy revolved around competitive advantage, which in turn grows out of the value a firm 

generates for its customers while exceeding the firm’s cost of creating it. Also called the 

Resource Based View (RBV) (Connor, 1991; Wernerfelt, 1984), Porter’s model was built 

upon Penrose’s (1959) view of the firm as a bundle of assets or capabilities that combine to 

create competitive advantage, which can then translate into increasing profits (Barney ,1986; 

Bassi & McMurrer, 2006; Boxall & Steeneveld, 1999; Colbert, 2004; Prahalad & Hamel, 

1990; Rumelt, 1984; Wernerfelt, 1984). Barney (1991; 1995) extended the idea further by 

suggesting that competitive advantage is generated by resources that are rare, valuable, non-

substitutable, and imperfectly imitable.  

 

Firm-specific resources and capabilities yield economic benefits that cannot be perfectly 

duplicated through competitors' actions, which contributes to their importance as potent 

sources of sustained competitive advantage (Amit & Schoemaker, 1993; Barney ,1991; 1995; 

Wright & MacMahan ,1992). The RBV has provided a major contribution to understanding 

the role of these firm-specific resources within strategic management, and particularly within 

SHRM research (Wright et al., 2001). One of the reasons for this is that, as a framework for 

researching strategic issues in SHRM, the RBV offers several advantages, namely: the RBV 

focuses on advantage flowing from resources that create value; consistent with SHRM 

research, the RBV focuses on the firm level; and the RBV focuses on complex organisational 

and social systems as being important sources of advantage (Dierickx & Cool, 1989). The 

implication of this for SHRM research is that the RBV provides a framework to test a more 

complete causal model by integrating human resource capital into the SHRM-firm 

performance link (Barney, Ketchen, & Wright, 2011a; Kraaijenbrink, Spender, & Groen, 

2010; Wright et al., 2001; Wright, Gardner, Moynihan, & Allen, 2005). In this way, the RBV 
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provides a key platform for structuring the SHRM-performance link, which consequently will 

be discussed in further detail in chapter 7 – integrating discussion. 

 

There have also been other SHRM theories that fall outside of these categories, such as: 

agency-transaction cost theory (e.g., Eisenhardt, 1988); institutional theory (e.g., Oliver, 

1991; Pfeffer & Salancik, 1978); resource dependence (e.g., Oliver, 1991); and strategic 

reference points (e.g., Bamberger & Fiegenbaum, 1996) and more. Although each has been 

useful, none have been widely adopted with SHRM theory continuing to experience 

limitations, problems and questions, not to mention the lack of empirical evidence has been 

the source of considerable criticism (Deadrick & Gibson, 2009; Delery & Roumpi, 2017b; 

Kaufman, 2012; Rynes, Brown, Colbert & Hansen, 2002; Wright & Haggerty, 2005). 

 

SHRM theory limitations, problems, and questions 

The wealth and variety of the theoretical perspectives in SHRM has been described as an 

"embarrassment of riches" and "an indication of concern rather than something to be 

applauded" (Fleetwood & Hesketh, 2006, p. 1986), and not conducive to the development of 

SHRM (Becker & Gerhart,1996). The lack of coherence may, in part, be a reflection of 

SHRM's historical concern with the provision and dissemination of practical advice rather 

than with developing strong theoretical foundations (Kaufman, 2012; Wright & McMahan, 

1992). Fleetwood and Hesketh (2006) argued the root cause of the problem lies with SHRM 

as a science, lacking discussion on ontology, epistemology, methodology, and causality. In 

regards to methodological practice for example, there has been considerable criticism of the 

widespread use of single respondent survey approaches in attempting to understand the 

SHRM-performance link (e.g., Arthur & Boyles, 2007; Cascio, 2007; Guest, 2010; Kaufman, 

2012).  

 

In terms of universalistic approaches, criticism has revolved around the strong evidence 

against the idea of a universal set of practices being effective regardless of culture, market, or 

strategy (Becker & Gerhart, 1996; Boxall & Purcell, 2000), and the lack of agreement on 

what universal practices should be prescribed (Ferris, Hochwater, Buckley, Harrell-Cook, & 

Fink, 1999). For example, it has been observed organisations have a great deal of diversity in 

the application of even the simplest SHRM practices, which completely undermines the idea 

of a universal "best practice" (Bowen & Ostroff, 2004; Ferris et al., 1999; Pfeffer & Sutton, 

2000). Furthermore, variations in organisational context, environment, and culture have been 
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found to constrain or enhance the suitability of SHRM practices which also undermines the 

notion of a one-size-fits-all perspective (Delery & Gupta, 2016; Ferris et al., 1998; Jackson & 

Schuler, 1995; Khan & Hongyi, 2016).  

 

Contingency approaches also have no commonly accepted set of SHRM practices that fit 

with particular organisational strategies (Fisher, 1989), and the prescriptive nature of the 

approach has been questioned (Clint Chadwick & Cappelli, 1999). Contingency approaches 

are reliant on the strategy of both the competitive environment and an organisation's position 

within it to dictate the appropriate SHRM response. According to Chadwick and Cappelli 

(1999) this has led to the development of excessively simplistic and generic typologies to 

integrate the strategy field into SHRM. Typologies that have little in common with the 

realities of the modern competitive environment due to their reliance on unrealistic notions of 

singular strategies and static environments (Ferris et al., 1999; Wright & Snell, 1998). 

Furthermore, the contingent perspective prescribes a standard approach based upon an 

arbitrary trigger, which makes it difficult to argue unique value is created that could not be 

imitated (Clint Chadwick & Cappelli, 1999).  

 

When it comes to configurational approaches, the key concept of fit between strategy and 

SHRM practices has consistently failed to find empirical support (Wright & Sherman, 1999). 

Questions have also been raised regarding how fit has been operationalised (e.g., 

Venkatraman, 1989), the methodology of various studies (e.g., Wright & Sherman, 1999), 

and the feasibility of a match between strategy and SHRM practices in the reality of 

organisational trade-offs and strategy compromise (e.g., Boxall & Purcell, 2000). 

Furthermore, it has been suggested the configurational view is also overly simplistic (e.g., 

Schuler & Jackson, 1987), and advocates a formula of bundled practices (e.g., MacDuffie, 

1995) inflexible to local conditions, and organisational context (Boxall & Purcell, 2000; 

Wright & Snell, 1998). It should be pointed out that although the idea of bundling practices 

around consistent themes has received some empirical support (e.g., Barney & Wright, 1998; 

Becker et al., 1997; Ulrich, 1999), while the notion of bundling around a single strategy 

remains inconsistent with organisational reality (e.g., Boxall & Purcell, 2000). Lastly, as with 

the universalistic and contingency approaches, empirical support for a configurational view 

has not been convincing to many researchers in the field (e.g., Dyer & Reeves, 1995; Guest, 

2010; Paauwe, 2004; Wright & Sherman, 1999).  
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Although human capital and HCR has been recognised as a promising source of competitive 

advantage (e.g., Coff & Kryscynski, 2011; Hatch & Dyer, 2004; Ployhart & Moliterno, 

2011), there have been significant challenges in realising the benefits. The key challenge is 

that unlike other types of resources, human capital can quit, withhold effort, lose motivation 

to contribute, get injured or sick, and bargain for a greater share of the outputs of the 

organisation (Bowen & Siehl, 1997; Coff & Kryscynski, 2011; Coff, 1997; Crook et al., 

2011; Drucker, 1968; March & Simon, 1958). To further complicate HCR, each firm is likely 

to experience their own idiosyncratic challenges depending upon their unique mix of people, 

setting, context, environment, industry and business (Coff & Kryscynski, 2011; Huselid & 

Becker, 2011), which may provide competitive advantage but creates management 

difficulties. Navigating these challenges requires a greater understanding of the foundations 

of human capital-based advantage, integration of individual theories of motivation and 

behaviour, as well as explaining firm level outcomes (Coff & Kryscynski, 2011; Hitt, 

Biermant, Shimizu, & Kochhar, 2001; Huselid & Becker, 2011; Lepak & Snell, 1999; 

Molloy, Ployhart, & Wright, 2011; Ployhart & Moliterno, 2011). Therefore, the main 

criticism of HCR is less related to its theoretical validity than to the complexity and 

practicalities involved with applying this approach. 

 

In summary, failure to account for the limitations, problems and questions discussed is likely 

to be responsible for the mixed results obtained in previous SHRM studies (Kaufman, 2012; 

Paauwe, 2009; Wright & Haggerty, 2005; Wright & Sherman, 1999). Importantly however, 

partly because of the challenges and limitations just discussed, there remain several areas of 

opportunity for SHRM theory and research, some of which have the potential to provide key 

insights into, and have ramifications for, understanding the SHRM-performance link.  

 

Areas of opportunity and gaps in SHRM research 

The first area of opportunity, largely overlooked in empirical research to date, is the extent 

that SHRM interventions are constrained or impacted by organisational factors. This area 

covers two different sets of phenomena, firstly the extent to which environmental and 

organisational context constrains the choice of SHRM strategy, and secondly the extent 

SHRM practices differentially impact performance. Organisations have a range of 

environmental and contextual factors that constrain the availability and suitability of SHRM 

practices, yet the SHRM empirical literature has largely overlooked how these constraints 

subsequently impact individual, group, and organisational outcomes (Becker, Huselid, & 
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Beatty, 2009; Ferris et al., 1999). For example, past SHRM studies have typically aggregated 

SHRM practice data into an unweighted composite assuming all practices impact the 

outcome equally (Ferris et al., 1999). Regardless of the reasoning, it is clear that context has 

an important, and as yet underdeveloped, role in the interaction between SHRM and 

organisational performance (Alfes et al., 2013; Allen & Wright, 2006; Morris et al., 2009). 

 

A second key area of opportunity, also related to context is the recording, measurement, and 

impact of organisational strategy. As already discussed, previous research has been criticised 

for utilising simplistic notions of firm strategy (e.g., Clint Chadwick & Cappelli, 1999; 

Wright & Sherman, 1999; Wright & Snell, 1998), with little in common with the realities of 

the competitive environment (Ferris et al., 1999; Guest, 2010; Kaufman, 2012). Past 

investigations of the SHRM-strategy-performance relationship have assumed strategy is 

singular, static, uniformly understood and implemented, all of which are questionable and 

needs to be tested (Clint Chadwick & Cappelli, 1999; Ferris et al., 1999). Indeed, there is 

considerable evidence that organisational strategy and associated SHRM systems need to 

adapt to a rapidly changing competitive environment (Beltran-Martin, Roca-Puig, Escrig-

Tena, & Carlos, 2008; Bhattacharya, Gibson, & Doty, 2005; Snell, Youndt, & Wright, 1996). 

Additionally, the notion that organisational strategy is clearly communicated, understood, and 

uniformly implemented has also been questioned (Pfeffer & Sutton, 2000). Thus, SHRM 

research needs to take account of the organisational context, and the strategy or strategies 

being pursued, as well as the broader economic and competitive environment. 

 

A third opportunity regards the exploration and understanding of the macro and micro-

foundations of an organisation's resources and capabilities. The macro level of inquiry is 

concerned with the broader organisational characteristics, usually referring to outcomes and 

behaviour at the whole-of-organisation level, and focuses on attributes such as organisational 

design, technology and environment as dominant causes of organisational performance 

(House, Rousseau, & Thomas-Hunt, 1995). The micro level of inquiry by contrast, is 

concerned with attributes such as cognitive, emotional, motivational and behavioural 

processes at the individual, team or small group level (Abell, Felin, & Foss, 2008; Coff & 

Kryscynski, 2011; House et al., 1995). Increasingly there have been calls for the integration 

of the two levels or perspectives as a precursor to a better understanding of the SHRM-

performance link (Abell et al., 2008; Coff & Kryscynski, 2011; Teece, 2007; Wright & 

Nishii, 2006).  
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Integration of the micro and macro view requires the need to take account of individual 

differences, the impacts of macro level constructs on individual behaviours, and the links 

between the two (Abell et al., 2008; Felin & Hesterly, 2007; Foss, 2011; Gavetti, 2005). 

Although it has been acknowledged accounting for the micro-macro view will add 

complexity to the research process, such integration has been identified as a key area of 

opportunity for understanding the SHRM-performance link (House et al., 1995; Huselid & 

Becker, 2011; Schneider, Goldstiein, & Smith, 1995; Wright & Boswell, 2002). Part of the 

challenge integrating the micro and macro viewpoints, and to SHRM research more broadly, 

is the way in which performance or "criterion" has been defined. Defining the criterion is not 

just an issue for integrating the micro and macro view, but also another key opportunity in 

SHRM research.  

 

While there has been considerable effort at trying to identify a key set of performance 

variables at the level of the individual, at the organisational level performance remains 

loosely defined and vague. Organisational performance for example is one of the most widely 

used dependent variables in SHRM research, yet it is also one of the most poorly defined and 

understood (March & Sutton, 1997; Rogers & Wright, 1998). Numerous researchers have 

asked such basic questions as "what is meant by organisational performance?" and "is there 

a clear understanding of the performance criterion?" without clear and unambiguous answers 

(e.g., Austin & Villanova, 1992; Campbell et al., 1993; March & Sutton, 1997; Richard, 

Devinney, & Johnson, 2009; Rogers & Wright, 1998). Therefore, understanding the criterion 

is a key challenge for integrating the micro and macro viewpoints, as well as SHRM research 

more generally. 

 

Defining the criterion 

The criterion refers to both the sample of the performance domain as well as the level of 

performance standard considered to be acceptable (Austin & Villanova, 1992; Dunnette, 

1963; March & Sutton, 1997; Wallace, 1965). Fundamentally the criterion is a measure of 

success or failure in an activity and describes performance perceived to be of value (Austin & 

Villanova, 1992; Nagle, 1953; Toops, 1944). As with any measurement process, one of the 

challenges is to utilise indicators that are strongly related to the observed variance, while 

minimising general method variance, measure specific variance, lack of reliability, or other 

systematic contamination (Austin & Villanova, 1992; Buller & McEvoy, 2012; Campbell et 

al., 1993).  
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Across SHRM research the selection and measurement of the dependent variable has a high 

prevalence of single source, subjective, retrospective assessments of performance (Wall & 

Wood, 2005; Wright, 2003). Furthermore, such measures have been inconsistently described 

and tested across SHRM studies (Gerhart et al., 2000; Guest, 1997). The characteristics and 

application of typical outcome measures has been described as opaque, problematic, and open 

to various forms of contamination limiting the capacity to understand the performance 

process, let alone enable an inference of causality (Guest, 2010; Huselid & Becker, 1996; 

Pfeffer, 1997; Wright & Gardner, 2003). Questions have also been raised on the general lack 

of testing for main and interactional effects (Wall & Wood, 2005), as well as inconsistency in 

the inclusion and treatment of a range of extraneous factors, such as: time; organisational 

size; prior organisational performance; organisational context; and broader economic 

conditions (Wall & Wood, 2005; Wright, 2003; Wright & Haggerty, 2005; Wright & 

McMahan, 1992).  

 

Empirical studies of organisational performance have tended to rely on analyses of 

observations of naturally occurring events (March & Sutton, 1997). This invariably leads to 

numerous problems, such as: being reliant on difficult to interpret and usually inadequate 

records; having to contend with feedback loops and contextual forces that are difficult to 

quantify; and overreliance on retrospective recall of key informants and observers (March & 

Sutton, 1997). These problems undermine method variance, reduce measure variance, 

introduce contamination, and increase unreliability (Ford & Schellenberg, 1982; March & 

Sutton, 1997; Richard et al., 2009; Venkatraman & Ramanujam, 1986). Closely related to the 

broader question of organisational performance is the more specific question of how SHRM 

effectiveness has been defined. 

 

As with organisational research, SHRM studies have failed to address questions regarding the 

meaning of SHRM effectiveness, what performance does SHRM enhance, and how is such 

performance defined? Furthermore, does effectiveness relate to financial performance, or 

stakeholder satisfaction, or quality outcomes, or maybe safety or simple share price increase? 

(Buller & McEvoy, 2012; Ferris et al., 1999; Fulmer & Ployhart, 2014; Guest, 2001). 

Financial performance has been the most common dependent variable in past research, 

however it has been argued this is far too narrow a focus, and a broader definition of 

effectiveness is required (Godard, 2001, 2004; Richard et al., 2009; Rogers & Wright, 1998; 

Venkatraman & Grant, 1986). Part of the problem is the lack of a general theory of 
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performance, although there have been a number of approaches and models built on specific 

disciplinary perspectives such as psychology, economics, and management (Guest, 2010; 

Guest, 1997; Kaufman, 2012).  

 

In an early effort, Dyer and Reeves (1995) reviewed the relationship between SHRM 

practices and performance and proposed a framework of four potential dimensions of 

effectiveness, namely: employee outcomes that deal with the consequences of practice on 

employee attitudes and behaviour (e.g., absenteeism and retention); organisational outcomes 

that focus on more operational measures (e.g., productivity, quality, shrinkage); financial 

outcomes (e.g., revenue, expenses, and profitability); and market based outcomes (e.g., 

market valuation, and stock price). Becker and Huselid (1998) offered another perspective 

suggesting business strategy drives the design of the HR system which directly impacts 

employee skills, knowledge, and motivation as well as the structure and design of work. 

These factors in-turn influence employee behaviour, which translates to improved operating 

performance, and subsequently increased profit, growth and market value (Becker & Huselid, 

1998).  

 

A number of other frameworks and performance models have also been advanced, such as: 

multiple-role framework (Ulrich, 1997); balanced scorecard (Kaplan & Norton, 1996); HR 

scorecard (Becker et al., 2001); workforce scorecard (Huselid et al., 2005); HC bridge 

framework (Boudreau & Ramstad, 2007); value-profit model (Carrig & Wright, 2006), 

economic framework of SHRM (Kaufman, 2012), and human capital resources (Ployhart et 

al., 2014). However, until organisational effectiveness and employee outcomes are clearly 

conceptualised, explained and measured, the ability to develop a strong theoretical approach 

to SHRM will be limited (Becker & Gerhart, 1996; Delery & Roumpi, 2017b; Rogers & 

Wright, 1998; Way & Johnson, 2005). 

 

In summary, the key challenge for the current dissertation is to shine a light into the "black-

box" of the SHRM-outcomes link, articulate the nature of the link, and identify through what 

mechanism SHRM affects both organisational and employee outcomes, what are the impacts 

of contextual factors, and what are the mediator effects and boundary conditions. These 

questions will require further refinement of theory and the development of more 

comprehensive models that include intermediate linkages, multivariate complexity, and 

boundary conditions for the SHRM-performance relationship (Boxall & Purcell, 2000; Ferris 
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et al., 1999). The key will be to explain the linkage between SHRM, human resource capital 

and organisational and employee outcomes, the nature of the link, the relevance and non-

relevance to strategy, account for multi-level effects, and coping with reverse causality (Coff 

& Kryscynski, 2011; Foss, 2011; Fulmer & Ployhart, 2014; Paauwe, 2009).  

 

Organisational theories and research not only have to explain why things happen the way 

they do within a set of contingencies, but also provide practitioners with a clear set of 

recommendations on the activities they should be doing (Ulrich, 1999). This will require 

more complex models that recognise and account for individual and system phenomena along 

the casual chain (Wright & Haggerty, 2005), and identify and document key moderating 

variables (Becker & Gerhart, 1996; Becker & Huselid, 1998; Fulmer, Gerhart, & Scott, 

2003). If we are to improve our understanding of the impact of SHRM on organisational and 

employee outcomes, we need a theory about SHRM, a theory about such outcomes and a 

theory about how they are linked (Guest, 1997). To meet these challenges and address the 

concerns raised, the next generation of SHRM research will need to be considerably different. 

 

The next generation of SHRM research 

The next generation of SHRM research will need to carefully define and consider measures 

of SHRM and organisational and employee outcomes, increase its use of qualitative and 

mixed method approaches, make use of more sophisticated research longitudinal designs, 

integrate a range of contextual information and data, and have associated documentation of 

both before and after intervention measurement (Boselie, Dietz, & Boon, 2005; Casper, Eby, 

Bordeaux, Lockwood, & Lambert, 2007; Delery & Roumpi, 2017b; Guest, 2001; Paauwe, 

2009; Purcell, 1999; Wall & Wood, 2005; Wright & Gardner, 2003; Wright, 2003). To 

address these concerns, and progress understanding of the foundation upon which SHRM has 

been built, as displayed in Table 1.1 there are five key challenges that need to be addressed, 

namely: insight into the nature of SHRM, the outcomes generated, and linkages between 

them; historically limited context of research; demonstration of the causal order; account for 

other possible influences; and having a clear model of the chain from cause to effect. 

 

When responding to these challenges, SHRM does not necessarily need new theory but could 

bring together old theory to create new understanding. Given the plethora of theoretical 

approaches that have already been advanced, there is an opportunity to integrate existing 
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theory, where it makes sense to do so. A feature of such integration would be the generation 

of specific hypotheses about the linkages between the business context, HR strategy, HR 

intervention, and long-term sustainability (Colbert, 2004; Guest, 1997; Kaufman, 2012; 

Ulrich, 1997). These challenges require new ways of thinking about the problem, new 

research designs and methods of analysis (Bowen & Ostroff, 2004; Ostroff & Bowen, 2000; 

Wright & Nishii, 2006), an effort to integrate current perspectives into a more complete 

model (Alcazar et al., 2005), and demonstrate the empirical relationship with valued 

organisational and human capital resource outcomes (Gerhart et al., 2000).  

 

 

Table 1.1. 

Key Challenges for Future SHRM Research 

Key Challenge Discussion and Ramifications References 

Insight into the 

nature of 

SHRM, the 

outcomes 

generated, and 

Linkages 

Researchers have observed there has been 

relatively little empirical research examining 

the linkages between SHRM and firm 

outcomes 

 

Key features of such research would be: 

integration of the micro and macro perspective 

Guest (1997) 

House et al. (1995) 

Huselid & Becker (2011) 

Huselid & Rau (1997) 

Lengnick-Hall et al. (2009) 

Wright & Gardner (2003) 

Wright & Boswell (2002) 

Schneider et al. (1995) 

 

 

Limited context 

of previous 

empirical 

research 

Previous empirical research has largely been 

conducted in manufacturing and largely in the 

UK and USA. 

 

Every context has differences in 

organisational culture, industrial relations, 

industry standards, employee expectations, 

and regulations 

 

Applebaum, Bailey, Berg, & 

Kalleberg (2000) 

Arthur (1994) 

Guest (1997) 

Ichiniowski et al. (1997) 

MacDuffie (1995) 

Snell & Dean (1992) 

Teo & Crawford (2005) 

Youndt et al.(1996) 

 

Insufficient 

demonstration 

of the causal 

order 

Previous empirical research has not 

sufficiently explored the causal order from 

SHRM intervention to performance outcome 

 

Key features of such research include: 

articulating the causal chain; taking account of 

change over time; better definition of the 

criterion; and identifying relationships 

between factors 

 

Casper et al. (2007) 

Gibbons & Woock (2007) 

Guest et al. (2003) 

Huselid et al. (2005) 

Wall et al. (2004) 

Wright (2003) 

Wright & Haggerty ( 2005) 
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Account for 

other possible 

influences 

Research needs to be more complex and 

account for multiple moderators and 

mediators. 

 

Key features of such research is utilising a 

longitudinal design following from inception 

to intervention to outcome. 

Alfes et al. (2013) 

Becker & Huselid (2006) 

Guest (1997) 

Wright (2003) 

 

 

 

 

Hypothesised 

map or clear 

model of the 

chain from 

cause to effect 

Research will need a clear map of the causal 

chain from inputs to outputs and outcomes. 

 

A key feature of such research will be to focus 

on behaviour. 

Buller & McEvoy (2012) 

Campbell et al. (1993) 

Martin (2004) 

 

 

 

 

Aims of the Present Research 

The aim of this dissertation was to undertake a program of work to help understand how and 

why SHRM contributes to organisational and human capital resource outcomes and inform 

both theory and practice. This was achieved by addressing three gaps in the existing 

empirical literature as well as the key challenges for future research.  

 

The first key gap revolved around clearly defining the performance criterion or dependent 

variable for the project of work. Addressing this gap makes several key contributions. Firstly, 

apart from the practical necessity of defining the dependent variable it also delivers the 

“outcome” component for understanding the SHRM-human resource capital-organisational 

and employee outcome link. Secondly, as discussed previously a major concern raised in 

response to previous research have been questions regarding the appropriateness of how the 

performance issues were selected and on what basis, which in turn raised questions about the 

relevance of those issues to the organisations being researched. Despite this, conducting 

research in an actual organisation inevitably reflects the idiosyncratic nature of SHRM and 

reinforces its applicability to the real-world, so it is important to select issues that are 

organisationally-relevant. Lastly, understanding why the research criterion matters to the 

organisation helps to understand organisational strategy which has also been a missing 

element in previous research. 

 

The second gap that has been largely overlooked by previous empirical research has been the 

recording, measurement, and impact of organisational strategy. Understanding strategy has a 

central role when trying to understand the SHRM-performance link, a point that has been 
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recognised in the human capital literature. The current program of work addressed this by 

using an organisationally-based diagnostic process with strategy being a key component of 

the process, as described in chapter 2. By effectively positioning the research within the 

specific context, this contextualisation aided understanding of how the organisation and its 

SHRM systems operate at a qualitative level rarely possible in organisational research. 

 

The third gap revolves around the extent to which the SHRM system and interventions are 

constrained by or impacted by organisational factors. For example, organisational strategy 

and environment can constrain the choice of SHRM strategy, the choice of the specific 

intervention, and the lived experience of employees as it is deployed. Although such factors 

have been identified and discussed in the empirical literature to date, rarely has it been a 

deliberate feature or separate area of consideration in the research process. Integrating these 

considerations helped uncover significant implications and lessons for future theory 

development and research practice.  

 

As well as the gaps in existing literature, four challenges for future research have also been 

postulated as summarised in Table 1.1. Importantly the challenges for future research are 

closely related to the gaps and should be considered as extended features or goals of the 

current research. The first challenge is the need to articulate and test wherever possible the 

linkages between SHRM interventions and firm outcomes, with a focus on understanding the 

connection between macro-level strategy and the micro-level impacts and contributions to 

human resource capital. The second challenge is the limited contextualisation of previous 

research, which has largely focused on a relatively narrow band of organisation experience, 

namely US/UK profit-making manufacturing enterprises. This challenge also relates to the 

extent to the third challenge, the extent to which empirical findings can be generalised, and 

the broader question as to whether the SHRM-human capital resource link in one setting can 

be applied across organisational boundaries. 

 

Generalisability is related to the need to account for contextual influences on organisational 

strategy, outcomes, and SHRM implementation. The environment within which an 

organisation operates influences outcomes at every level and has not generally been an 

explicit feature of previous research. As such, generalisability is related to the remaining two 

challenges, accounting for competing influences and mapping causal pathways. Addressing 

these final two challenges requires a research methodology that permits tracking events from 



20 

 

the identified performance issues, to intervention design to implementation, to impact on 

performance, while ensuring the research is structured to consider the causal chain. 

 

In summary, the research reported in this thesis has multiple aims. These included bringing 

together the micro-macro viewpoints, moving away from traditional research locations and 

methods, identifying and defining the research criterion within the organisational context, and 

articulating the causal pathway or chain from inputs to human resource capital outcomes. 

Achieving these aims required less reliance point in time cross-sectional data than is common 

within organisational research and focusing on the foundation upon which all performance is 

built, namely behaviour. It was anticipated the research process will help understand the 

SHRM-human resource capital-organisational outcomes link and inform both future theory 

and practice. Consequently, it is important to understand what is meant by following a 

behavioural approach and why that is important. 

 

A behavioural approach 

Performance is a type of behaviour, something people do every day on the job (Campbell, 

1990; Campbell et al., 1993; Drucker, 1968). Pfeffer (1998) has argued organisational 

leadership tends to romanticise the role of the CEO as the driver of performance, however 

success really depends on the actions of every-day employees effectively performing their 

roles. Boudreau (1997) added organisational performance starts with “hundreds or 

thousands” of small steps taken by many employees, and went on to observe “articulating a 

grand value proposition supported by key business processes will often not succeed without 

specific, reliable behaviors, from thousands of employees” (p.18). It has even been suggested 

the productivity of human capital is the only profit lever available to organisations (Fitz-Enz, 

2009), and for people to perform at a high level, they must have the knowledge, skills, and 

motivation to behave in the way required (Carrig & Wright, 2006). Behaviour is fundamental 

to organisational functioning, and the key to articulating and testing the SHRM-human 

resource capital-organisational outcome link. 

 

Utilising a behavioural perspective is not new, as many SHRM researchers have taken a 

behavioural perspective to a greater or lesser degree (Huselid & Rau, 1997; Mossholder, 

Richardson, & Settoon, 2011; Snell, 1992). The approach is based on the idea that 

appropriate SHRM practices tap into the skills, knowledge, ability, motivation, and role 

behaviours of employees as derived from theories of organisational commitment, job design, 
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goal setting and many others (Guest, 1997; Ivancevich & Matteson, 1999; Jackson & Schuler, 

1989; Schuler, 1989). A corollary of this is that different strategies require employees to 

behave in different ways, and to be effective SHRM practice should be characterised by the 

way in which they drive behaviours that deliver different strategies (Arthur, 1994; Cappelli & 

Singh, 1992; Guest, 1997; McMahan et al., 1999). Furthermore, employee attitudes are 

necessary but not sufficient, employees must behave in the way required (Delery & Roumpi, 

2017a; Koys, 2001). Indeed, it has been suggested the main role of SHRM practice is to 

communicate appropriate patterns of behaviour for employees to perform (Bowen & Ostroff, 

2004; Guzzo & Noonan, 1994; Rousseau, 1995; Tsui, Pearce, Porter, & Tripoli, 1997).  

 

There has been a trend to focus on the SHRM practices themselves rather than on the 

performance behaviour they are trying to elicit, effectively treating practices as an end in 

themselves rather than as a tool for achieving a desired outcome (Wright & Boswell, 2002; 

Wright & Haggerty, 2005). Assessing practices, without examining employee responses (i.e. 

behaviours), not only leaves key assumptions of SHRM untested, but is theoretically and 

empirically deficient (Wright & Sherman, 1999). Thus, a key aspect of any future theoretical 

understanding of SHRM will be to examine employee responses, while also considering a 

range of contextual factors. Importantly it is acknowledged not every performance outcome 

or process is equally dependent on SHRM practice, human capital management, or even 

employee behaviour (Becker & Huselid, 2006; Guest, 1997; Wright & Sherman, 1999).  

 

The implication for SHRM research more broadly is that any analysis of performance needs 

to consider factors other than SHRM practices which can influence employee and 

organisational outcomes (Alfes et al., 2013; Austin & Villanova, 1992; Campbell et al., 1993; 

Guest, 1997). A key challenge is to identify how human resource capital attributes (e.g., 

competencies, commitment, or motivation), employee behaviours required by individuals 

(e.g. decision to stay in an organisation) and the team (e.g., team communication), and 

organisational outcomes (e.g., social responsibility) are related. There has been 

acknowledgement that this is not easy and until researchers are able to elaborate and test 

more complete models, including identifying and integrating potentially key intervening 

variables, it will be difficult to rule out alternative explanations (Becker & Gerhart, 1996; 

Delery & Roumpi, 2017b; Foss, 2011). 
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As discussed above, it is postulated a key characteristic of the current research approach that 

will unlock this potential, is to follow a behavioural approach. According to Martin (2004) 

following a behavioural approach is characterised by three principles, which have key 

implications for the structure of the model proposed in the culmination of the studies 

presented in this dissertation. The first principle is the research must be problem oriented and 

deal with fundamental problems about work, work relations or work arrangements. Secondly, 

the research must investigate a concrete work phenomenon, particularly in its natural setting 

where it occurs. The third principle is the research must derive its propositions from the best 

theories in the social and behavioural sciences.  

 

Overall summary - Putting it all together 

This dissertation was motivated by the three gaps in the extant literature and the five key 

challenges to the current state of understanding of the SHRM-human resource capital-

organisational outcomes relationship. The purpose of this thesis is to progress a program of 

research following a behavioural approach to explore address the key challenges of SHRM 

research, and through this experience propose a model to guide further progress.  

 

The program of work consists of four interrelated studies that build a framework or process to 

articulate the SHRM-human capital resource-employee and organisational outcome 

relationship leading to a model which should help inform future theory development and 

guide practice. The first chapter, as presented above, has provided an introduction into the 

issues that the present program of research is designed to address. Chapter 2 presents a 

discussion of the epistemological and methodological approaches. Following the 

methodology, Chapter 3 presents the first study which progresses a diagnostic process, whose 

primary purpose will be to identify and define the key outcome criterion that will be the basis 

for the remaining studies. A feature of the program of work is to demonstrate the basis upon 

which the criterion is selected as a foundation upon which the SHRM-human resource 

capital-organisational outcome gap can be understood. Beyond definition of the outcome 

criterion, the diagnostic process will also help describe the broader business strategy, 

operating context and environmental factors, desired business outcomes, and objectives that 

may have ramifications and implication for both theory and practice when understanding the 

SHRM-human capital resource-organisational outcome relationship. This includes identifying 

and defining potential mediators of that relationship. 
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Chapters 4, 5, and 6 present studies 2, 3, and 4 which, driven by social and behavioural 

theory, explore the drivers of human resource capital outcomes and establish the mechanisms 

and process whereby SHRM strategy will impact organisational outcomes. These studies will 

also help clarify the causal pathway from SHRM practice, human resource capital, and 

employee and organisational outcomes, and focus on describing the factors effecting 

employee behaviour. Consistent with a mixed methods research methodology, Chapter 7 will 

further summarise and integrate the findings from studies 2, 3, and 4, and integrate contextual 

and broader environmental observations and data into the empirical narrative. This includes a 

discussion on the practical implications of the findings and based upon the research proposes 

a model to act as a foundation for future SHRM-human resource capital-organisational 

outcome research and practice. 
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Chapter 2 Methodology 

 

This chapter reviews the philosophical assumptions upon which this research is based and 

provides an overview and justification of the research design. Research design refers to the 

plan and structure of an investigation to obtain an answer to a research question and is a 

combination of the research setting and research strategy, including the: philosophical 

assumptions, methodological strategies, research setting and analytical techniques employed 

(Edmondson & McManus, 2007; Kerlinger, 1986; Stone-Romero, 2004; Yanchar, Gantt, & 

Clay, 2005). The choice of a research methodology is driven by the underlying 

epistemological foundation, the nature of the research question, and characteristics of the 

research setting (Brewer & Hunter, 2005; Collins, Onwuegbuzie,& Jiao, 2007; Creswell & 

Plano Clark, 2011; Newman & Benz, 1998; Tashakkori & Teddlie, 1998). The common 

elements of design across the present dissertation are described within this chapter, with 

further detail on the methodological and analytical issues relevant to each study covered in 

separate sub-sections. The chapter concludes with a discussion of the ramifications, 

limitations, challenges and future considerations of the methodology employed in this 

research. 

 

Introduction 

The aim of the current research is to systematically address previously identified weaknesses 

of SHRM-human capital resource-organisational outcome research to provide a foundation 

for progress. Some of the key characteristics of the research will be to bring together the 

micro-macro viewpoints, move away from traditional research locations and methods, 

identify and define the criterion, articulate the causal pathway, have less reliance on cross 

sectional methods, and focus on behaviour. This in turn provides a detailed view of how 

SHRM influences human resource capital and through this employee and organisational 

outcomes as a foundation upon which a intervention strategies can be developed, applied, and 

tested. Although the development and application of interventions to effect change and the 

evaluation of the effectiveness of such strategies are beyond the scope for this dissertation, 

the intent of the program of work would be to progress to that stage as part of the overall 

research effort.  
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Epistemological foundation 

Epistemology concerns the relationship between the knower (e.g., the researcher), and the 

known, which for organisational research refers to the organisations, their members, and the 

relationships between them (Bryman, 1984; Teddlie & Tashakkori, 2009; Yanchar et al., 

2005). At the core of the relationship between the knower and known are assumptions about 

what can be known and what it means to know something, both of which are of crucial 

importance to understanding the research process and how knowledge is generated and 

accepted (Biesta, 2010; Feilzer, 2010). It has been stated it is not possible to conduct social 

enquiry without a sense of understanding of what it means to be an inquirer, the role and 

purpose of such activity in society, what constitutes warranted knowledge, and what a 

competent study looks like (Greene & Hall, 2010). Thus, the purpose of discussing the 

philosophical foundation is to qualify the research assumptions, positioning and approach, 

which provides the framework around which a program of research is constructed.  

 

What is Pragmatism? 

This dissertation utilises a pragmatic approach to investigate how and why SHRM strategy 

impacts human resource capital and through this employee and organisational outcomes. 

Pragmatism is a philosophical movement begun in the second half of the 19th century by the 

American philosopher Charles Pierce (1839-1914), and expanded upon by William James 

(1842-1910), John Dewey (1859-1952), George Meade (1863-1931), Arthur Bentley (1870-

1957) as well as many others (Maxcy, 2003; Ormerod, 2006). The word pragmatism 

originally comes from the Latin pragmaticus, and the Greek pragmatikos meaning deed, and 

is a philosophy of meaning that emphasises critical thought, and the argument that knowledge 

only comes from the application of action through experience (Scheffler, 1974). A major 

effort of pragmatism has been to assimilate modern science within philosophy (Scheffler, 

1974). Pragmatism inherently accepts the value and legitimacy of all modes of human 

experience, whether through science, morality, social practice, language, history, or religion 

as having a serious contribution in the exploration of truth (Scheffler, 1974).  

 

The motivational rationale for pragmatism lies in being able to determine whether our beliefs, 

particularly our scientific claims are true, and more importantly if they are meaningful 

(Rescher, 2000). Five streams of thought, or consequences for practice, emerge from the 

Pragmatist philosophy. Firstly, at the core of pragmatism is a framework that considers 

knowledge as understanding the relationship between actions and consequences (Dewey, 
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1925), and thus amounts to a theory of experiential learning (Biesta, 2010). Knowing is not 

something that occurs "in the mind", it is an activity "literally something which we do" 

(Dewey, 1916,p. 367) and pragmatism sees knowledge as the discovery of conditions and 

consequences of experience (Biesta, 2010). Pragmatism forwards a doctrine for the rational 

substantiation of knowledge claims (Rescher, 2000) and in the process challenges the 

traditional assumption in social science of a singular "truth" accessed by the "right" scientific 

method (Maxcy, 2003).  

 

The second stream revolves around the expectation of knowledge being contextual, related to 

action, and temporal in that the link between action and outcome changes over time (Biesta, 

2010). There is a commitment to uncertainty, an acknowledgement any knowledge produced 

through research is relative and not absolute, that even if there are causal relationships they 

are ‘‘transitory and hard to identify’’ (Teddlie & Tashakkori, 2009, p. 93). Pragmatism views 

reality as a process, undergoing change as events unfold, and the environment constantly 

evolving (Maxcy, 2003), with a deep appreciation that actions and consequences are 

dependent on unpredictable occurrences and events (Feilzer, 2010). Thus, pragmatism 

inherently accepts complexity and the idea of the environment being dynamic and changing. 

 

The third consequence of pragmatism is that knowledge is constructed from multiple 

perspectives, with no one view able to claim to provide a deeper, or more "real" account of 

the world over another (Dewey, 1925). Pragmatism accepts different types or examples of 

knowledge are simply the result of different ways in which we engage with the world (Biesta, 

2010). Truth and reality are emergent, and a matter of long term convergence of opinion (De 

Waal, 2005; Rescher, 2000). Consequently, pragmatism sidesteps the contentious issues of 

truth and reality, instead accepting there are multiple realities open to empirical inquiry 

(Creswell & Plano Clark, 2011; Feilzer, 2010; Rorty, 1999). This provides a philosophical 

foundation for mixed methods as a research strategy which will be discussed in more detail in 

the next section. 

 

The fourth defining characteristic of pragmatism is an emphasis on what difference it makes 

to believe in or execute one action over another (Burkhardt, Bowers, & Skrupskelis, 1978; 

Morgan, 2007; Smith, 1978). Peirce, James, and Dewey were all interested in examining 

practical consequences and empirical findings to help in understanding the import of 

philosophical positions and, deciding which action to take next as one attempts to better 



27 

 

understand real-world phenomena (Smith, Burkhardt et al., 1978; Johnson & Onwuegbuzie, 

2004; 1978). In short, ideas should be judged on the potential empirical and practical 

consequences rather than pursued for their own sake. This makes pragmatism ideally suited 

to the investigation of "real world" phenomena, such as in the case of this dissertation. 

 

Lastly, pragmatism views research method choice as being based upon demonstrated utility 

(Hoshmand, 2003) and the practical outcomes achieved (Ormerod, 2006; Rescher, 2000). 

Pragmatism does not prescribe a particular method but ascribes to the philosophy that the 

research question should drive the method, believing that ‘epistemological purity doesn’t get 

research done’ (Miles & Huberman, 1994; Onwuegbuzie & Leech, 2005). This does not 

provide a justification for "sloppy method". On the contrary pragmatism encourages research 

methods that meet tests of description, explanation, prediction, and control, and which are 

judged on their ability to systematically accumulate a track record of achievement in 

discharging the tasks for which they have been designed (Rescher, 2000). 

 

These epistemological streams of thought within pragmatism hold a number of important 

implications for the design of the research. Most importantly, pragmatism offers a 

philosophical and epistemological foundation for the integration of both numerical (also 

known as quantitative) and narrative (also known as qualitative) research methods as an 

integrated approach. Pragmatists inherently accept the connection between epistemological 

concerns, nature of knowledge, and technical concerns of research method (Hoshmand, 2003; 

Morgan, 2007). The key question however is the extent to which a chosen method can answer 

the question being examined (Denscombe, 2008). Pragmatism calls for a convergence of 

methods arguing they share many commonalities in their approaches to inquiry and are the 

same at the epistemological level (Feilzer, 2010; Hanson, 2008; Johnson & Onwuegbuzie, 

2004). Consequently, this moves beyond technical questions about mixing or combining 

methods and provides a basis to argue for an integrated social science methodology. 

 

Pragmatism naturally accepts the idea of the bounded nature of knowledge. This not only 

provides a solid epistemological platform to explore contextual moderators of the SHRM-

human resource capital link, but also fits the field-based nature of the current research. 

Furthermore, related to the bounded nature of knowledge, pragmatism inherently understands 

that knowledge is constructed from multiple perspectives. This supports the proposed multi-

phased approach to the current research, from the diagnostic phase taking a strategic "macro" 
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level viewpoint to justify the selection of the performance criterion, through to the second 

phase investigating the "micro" level drivers of human capital outcomes at the individual 

level. Indeed, the ability to simultaneously deal with the "micro" and "macro" levels of 

inquiry questions warrants particular mention as it highlights an advantage of the pragmatic 

tradition over alternatives as an epistemological foundation for the current dissertation. 

 

Another feature of the pragmatic viewpoint is knowledge is viewed as both the application of 

experience, and the notion that ideas are to be judged on the difference they make in practice. 

Combined with the acceptance of the world consisting of singular and multiple realities 

available for empirical enquiry makes pragmatism ideally suited to solving real world 

problems (Brewer & Hunter, 2005; Creswell & Plano-Clark, 2011; Feilzer, 2010; Mertens, 

2015; Miller, 2006; Tashakkori & Teddlie, 1998). As stated previously the current research 

program is founded on the notion of the measurable real-world difference that can be 

achieved in practice as a result of SHRM intervention.  

 

In conclusion, given the characteristics of the SHRM-human capital-employee and 

organisational outcome link and nature of the underlying research question, pragmatism 

offers a suitable philosophical foundation upon which to base the current program of 

research. The next step is to focus on the research strategy employed, namely a mixed 

methods approach and the multi-phase design that has been followed. 

 

Mixed Methods Research Strategy 

Mixed methods research has been known by many names, such as: multiple operationalism 

(Webb, Campbell, Schwartz, & Sechrest, 1966); blended research (Thomas, 2003); 

integrative research (Johnson & Onwuegbuzie, 2004); multi-method research (Morse, 2003); 

triangulated studies (Sandelowski, 2003); ethnographic residual analysis (Fry, Chantavanich, 

& Chantavanich, 1981); mixed research (Johnson & Christensen, 2004); and integrative 

research (Johnson, Onwuegbuzie, & Turner, 2007). As with the name, the definition of mixed 

methods has also evolved, reflecting the level of development in the field over time. The 

defining characteristic of mixed methods as a research strategy however is the integration of 

quantitative and qualitative data and research outcomes as part of the research process. A 

discussion of the suitability and application of mixed methods in addressing the research 

question cannot progress without first briefly defining what is meant by quantitative and 

qualitative research methods, and why combining them could be considered controversial. 
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Quantitative versus qualitative research debate 

Quantitative research methods emerged from the positivist view that social research should 

adopt a scientific method, consisting of rigorous testing of hypotheses by means of 

quantitative (i.e. numerical) measurement (Atkinson & Hammersley, 1994; Rossman & 

Wilson, 1985). Such research tends to be confirmatory in nature, driven by theory and the 

current state of knowledge about the phenomenon being studied, and typically employs 

deductive logic or reasoning (Teddlie & Tashakkori, 2009). Qualitative research methods by 

contrast, typically involves the collection and interpretation of non-numerical information, is 

often exploratory, utilises inductive reasoning, and contextually constructs meaning (Teddlie 

& Tashakkori, 2009). The essence of the debate between the two approaches is the hypothesis 

that fundamental distinctions exist between quantitative and qualitative research with respect 

to epistemology, logic, and causal linkages and the two cannot be mixed in the same research 

program (Givens, 2017; Howe, 1988; Howe, 1992; Johnson & Onwuegbuzie, 2004; Rossman 

& Wilson, 1985). One of the effects of the qualitative vs quantitative debate is many 

researchers believe studies need to be situated in either a purely qualitative or quantitative 

approach (Rossman & Wilson, 1985), which has largely served to perpetuate the 

incompatibility hypothesis. 

 

In their reviews of the mixing of research methods, Rossman and Wilson (1985) as well as 

Onwuebbuzie and Leech (2005), identified three major schools of philosophical thought with 

respect to quantitative versus qualitative approaches, namely: purists; situationalists; and 

pragmatists. Purists posit quantitative and qualitative methods stem from different 

assumptions about the nature of research and cannot be mixed or combined, which is the 

basis of the “incompatibility thesis” stated above, and consequently purists advocate mono-

method studies (Bryman, 1984; Collins, 1984; Smith, 1983; Tashakkori & Teddlie, 1998). 

Situationalists maintain the mono-method stance held by purists, but also accept qualitative 

and quantitative methods have their own inherent value (Onwuegbuzie & Leech, 2005). 

Although accepting the value of the two approaches, situationalists suggest certain research 

questions lend themselves more to quantitative approaches while others are more compatible 

with qualitative methods (Onwuegbuzie & Leech, 2005). Therefore, although situationalists 

acknowledge quantitative and qualitative methods are very different orientations, the two 

approaches are treated as being ‘complementary’ (Vidich & Shapiro, 1955, p. 33). 
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Pragmatists however, unlike purists and situationalists, contend a false dichotomy exists 

between quantitative and qualitative approaches (Maxcy, 2003; Mertens et al., 2016; Morgan, 

2007; Newman & Benz, 1998; Teddlie & Tashakkori, 2009). As discussed previously, 

pragmatists view knowledge as being simultaneously constructed and real from multiple 

perspectives, and no knowledge can claim to provide a more "real" account (Rescher, 2000). 

Pragmatism therefore sidesteps such philosophical objections raised by the purists and 

situationalists and advocates singular and multiple realties are open to empirical inquiry with 

truth emerging over time through the convergence of perspectives (Creswell & Plano Clark, 

2011; Feilzer, 2010; Rescher, 2000; Rorty, 1999). Pragmatism does not prescribe a particular 

method, or exclude others, and assuming a method has accumulated a track record of 

achievement, the most important consideration is whether a research method helped "to find 

out what the researcher needs to know" (Hanson, 2008, p. 109).  

 

Beyond the philosophical debate, it has been argued quantitative and qualitative research 

methods are compatible with many common elements and approaches (Hanson, 2008). Both 

qualitative and quantitative methods involve the use of observations to inform understanding 

(Johnson & Onwuegbuzie, 2004; Onwuegubuzie & Leech, 2005), and theory plays a key role 

in both traditions (Newman & Benz, 1998; Onwuegbuzie & Leech, 2005). Both utilise 

analytical techniques and approaches to obtain maximal meaning and utility from their data 

(Dzurec & Abraham, 1993; Elmore & Woehlke, 1998; Ramlo, 2016; Sechrest & Sidani, 

1995). Both routinely incorporate safeguards to minimise bias and maximise validity, have 

complex and established approaches to data collection and analysis (Elmore & Woehlke, 

1998; Lincoln & Guba, 1985; Onwuegbuzie & Leech, 2005), and data reduction processes to 

aid interpretation (Onwuegbuzie & Leech, 2005). Indeed it has been observed, meaning is not 

a function of the type of data collected but emerges from the interpretation of data, regardless 

of whether it is represented by number or words (Dzurec & Abraham, 1993). 

 

Mixed methods, supported by the epistemological foundation of pragmatism, acknowledges 

these basic truths, and calls for the integration of qualitative and quantitative methods arguing 

they are simply different tools with no inherent difference at the philosophical level (Feilzer, 

2010). Furthermore, researchers themselves are increasingly asserting purist epistemological 

philosophies should not dictate the method of data collection or analyses used, but rather the 

research question should be allowed to be the key driver for the choice of appropriate 

research method (Cohen, Manion, & Morrison, 2007; Green & McClintock, 1985; Leech, 
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Dellinger, Brannagan, & Tanaka, 2010; Onwuegbuzie & Leech, 2005; Patton, 1980; 

Reichardt & Cook, 1979). Thus, the quantitative-qualitative debate has moved beyond narrow 

technical questions about mixing or combining methods and has been positioned as a 

question of finding an appropriate framework for integration (Morgan, 2007; Onwuegubuzie 

& Leech, 2005; Tashakkori & Creswell, 2007; Tashakkori & Teddlie, 2003a). Mixed 

Methods provides one such integrative framework.  

 

Definition and Characteristics of Mixed Methods Research 

Definitions of mixed methods incorporate one or more elements of research methods, 

processes, philosophical foundation, and design. Early definitions of mixed methods, such as 

Greene et al. (1989) simply referred to a research approach that used at least one qualitative 

and one quantitative method, while Creswell (1994) and Fielding and Fielding (1986) stated 

mixed methods referred to a design that mixes methods of data collection and analysis into a 

single study. These early consensus was that mixed methods represented the use of more than 

one method, and the disentanglement of methods and philosophy (Geene at al., 1989) but 

lacked detail and sophistication of a more mature methodology with many questions around 

worldview, technique, and methodology remaining unanswered (Creswell, Plano Clark, 

Gutmann, & Hanson, 2003). 

 

By the late 1990’s, Tashakkori and Teddlie (1998), shifted the definition from simply mixing 

two or more methods to a methodological orientation mixing in all phases of the research 

process. This was extended further by referring to mixed methods as a separate approach with 

its own worldview, techniques, vocabulary and methodology (Tashakkori & Teddlie, 

Creswell, 2003; 2003b). In a highly cited article Johnson, Onwuegbuzie, and Turner (2007) 

conducted a detailed analysis of mixed methods across numerous studies, and suggested 

mixed methods research combines elements of qualitative and quantitative research 

approaches (e.g.,use of qualitative and quantitative viewpoints, data collection, analysis, 

inference techniques) for the broad purposes of breadth and depth of understanding and 

corroboration. This study marked an important stage of development of mixed methods as its 

own distinct methodology in terms of observing mixed methods research as a deliberate and 

planned integration of methods, data collection, and analysis. 

 

More recently Creswell and Plano Clark (2011) offered a more developed approach that 

incorporated multiple perspectives, combined research methods, philosophy, and design and 
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articulated a set of six core characteristics of mixed research. The first characteristic revolved 

around the idea of the mixed methods researcher collecting and analysing both qualitative 

and quantitative data and selecting the best techniques to answer research questions that 

emerge over the course of the research program. As discussed above, this is a major 

demarcation, or feature, of the mixed methods research process over alternative purist 

viewpoints (Teddlie & Tashakkori, 2010). Not only is the mixed methods researcher free to 

select the best or most appropriate methods to answer the research question, but once 

collected, one option is to integrate the results in a way that leads to the second characteristic. 

 

The second and arguably defining characteristic, is that the mixed methods researcher mixes 

or integrates quantitative and qualitative data concurrently, or sequentially, embedding one 

within another (Creswell & Plano Clark, 2011). Many researchers have argued that the 

mixing of methods can overcome weaknesses of a single research method, study or approach 

(e.g., Chen, 2006; Greene & Caracelli, 1997; Greene et al., 1989; Howe, 1988; Johnson & 

Onwuegbuzie, 2004; Sechrest & Sidani, 1995). One example involves using case studies in 

conjunction with surveys, with the case study giving greater depth, while the survey gives 

greater breadth, and together they provide results from which it is argued better inferences 

can be made (Johnson & Turner, 2003). This characteristic also refers to common mixed 

methods research designs where each form of data is collected at the same time in separate 

streams then brought together (e.g., concurrently); or each study builds on the other, one after 

the other (e.g., sequentially); or being done in some other combined way (e.g., embedding) 

(Creswell & Plano Clark, 2011; Morse, 2003; Tashakkori & Teddlie, 1998; Teddlie & 

Tashakkori, 2006).  

 

The third characteristic calls for the clear articulation of the priority or preference for either 

quantitative or qualitative data in the research design. This characteristic emerged from a 

suggestion that mixed methods research must come from an either quantitative or qualitative 

dominant perspective (e.g., Morse, 2003). Although there has been some debate around this 

issue, it has been argued researchers will likely have a preference or emphasis of one 

analytical style over another which may involve a blending of assumptions or beliefs 

(Johnson et al., 2007), and this preference needs to be stated. The fourth characteristic of the 

mixed methods researcher relates to the design process, whereby the researcher uses 

procedures in a single study or in multiple phases of a program of study. This characteristic 

underlines another key feature of mixed methods over other purist methodologies namely 
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flexibility (Johnson & Onwuegbuzie, 2004; Onwuegbuzie & Leech, 2005; Onwuegbuzie, 

Slate, Leech, & Collins, 2007). As will be discussed below, mixed methods has a number of 

advantages over purist and situational methodologies, and flexibility is one which has led to 

the increasing importance and popularity of mixed methods over time (Morse, 2003; Teddlie 

& Tashakkori, 2003, 2010). 

 

The fifth characteristic refers to the mixed methods researcher needing to frame procedures 

within a philosophical world view and theoretical lens. This characteristic underpins good 

research practice, which highlights the need to clearly articulate underlying assumptions, 

research setting, viewpoints, and worldviews as part of the research process (Kerlinger, 1986; 

Stone-Romero, 2004). Mixed methods as an approach is embedded within a broader research 

tradition, that shares some of the fundamental principles of any social research process 

(Creswell, 2003). The sixth and last characteristic is that procedures are combined into a 

specific research design that directs the plan for conducting the study. Much like any good 

research process, the methods used have to be clearly articulated and recorded in order for 

others to follow (Whitley, 1996).  

 

In terms of the current dissertation these characteristics provide a framework that matches the 

requirements of the present research. As discussed previously, one challenge for 

demonstrating the SHRM-human resource capital-employee and organisational outcome link 

is flexibility. Flexibility to deal with different settings, both qualitative and quantitative 

dependent and independent variables, variations in time periods, and a wide range of 

employee and organisational outcome phenomena being investigated. Furthermore, SHRM 

research needs to be agnostic in terms of approach and research process, with the most 

appropriate approach being matched to the needs of the question. Before going on to describe 

the specific research design, it is important to provide a brief critique acknowledging the 

issues, advantages and disadvantages of mixed methods as a research strategy and how these 

relate to the current dissertation. 

 

Critique of Mixed Methods (Advantages and Disadvantages) 

Like any research methodology, mixed methods has both advantages/strengths and 

disadvantages/weaknesses and it is up to the researcher to maximise the strengths and 

minimise or control for the weaknesses. One of the key advantages, particularly regarding the 

SHRM research challenge, is the ability to deal with complex phenomena (Johnson & 



34 

 

Onwuegbuzie, 2004; Onwuegbuzie & Leech, 2005). For example, mixed methods 

methodology allows for research to evolve with a low probability of being constrained by 

method (Morse, 2003; Newman, Ridenour, Newman, & DeMarco, 2003; Onweugbuzie & 

Leech, 2006). One strength of this is mixed methods provides a platform to simultaneously 

answer confirmatory and exploratory questions, which can also be used to verify and generate 

theory in the same study (Madey, 1982; Teddlie & Tashakkori, 2003). Furthermore, given 

today’s research world is becoming increasingly interdisciplinary, complex, and dynamic, 

researchers need to be more flexible with a solid understanding of multiple methods to 

facilitate communication, to deliver superior research outcomes (Johnson & Onwuegbuzie, 

2004).  

 

In terms of enhancing flexibility, mixed methods has been recognised for its natural 

acceptance of divergent approaches and a more holistic approach to investigative techniques 

and perspectives (Johnson & Onwuegbuzie, 2004; Johnson & Turner, 2003; Onwuegbuzie & 

Leech, 2005). Such openness to different approaches has also helped to explain why multi-

method research has found such broad application across a wide range of research fields (see 

Hanson, Creswell, Plano-Clark, Petska, & Creswell, 2005; Hurmerinta-Peltomaki & 

Nummela, 2006; Johnson et al., 2007; Stange, Crabtree, & Miller, 2006; Stange & Gotler, 

2006). According to Brannen (2009) as well as Alise and Teddlie (2010) there has been a 

growing interest in the mixed methods approach over the past two decades fuelled by a 

number of trends which look set to continue, such as; growth in research which serves 

strategic goals and a move away from purely theoretically driven research; meeting policy 

and practitioner needs; increasing popularity of qualitative data and methods (Alasuutari, 

Brannen, & Bickman, 2008); and disciplinary approaches more open to mixed methods 

(Brannen, 2009; Bryman, 2008; Salehi & Golafshani, 2010; Tashakkori & Teddlie, 2003a).  

 

Another key advantage of mixed methods relates to combining qualitative and quantitative 

data and methods, particularly in terms of taking advantage of complementary strengths and 

non-overlapping weaknesses (Johnson & Turner, 2003; Webb et al., 1966). Many researchers 

have argued mixing methods can overcome weaknesses of a single method (be it qualitative 

or quantitative), study or approach and has the capability to generate the most pervasive 

evidence to address the research question (Chen, 2006; Greene & Caracelli, 1997; Greene et 

al., 1989; Howe, 1988; Sechrest & Sidani, 1995). The idea of the most pervasive evidence 

originating from a triangulation of measurement processes or perspectives has been the focus 



35 

 

of numerous researchers (e.g. Brewer & Hunter, 2005; Campbell, 1982; Greene & 

McClintock, 1985; Jick, 1979; Kraut, 2006b; Morse, 2003; Sieber, 1973; Wiley, 2011). 

Indeed, well before mixed methods emerged as a distinct methodology research, throughout 

the 20th Century it was suggested that the use of both qualitative and quantitative research 

methods plays an important role in advancing social research (e.g., Campbell & Fiske, 1959; 

Daft, 1983; 1934; Hollingshead, 1949; Lynd & Lynd, 1929/1959; Pelto & Pelto, 1978).  

 

As well as the advantages that have been briefly outlined above, mixed methods, like any 

social research methodology, also has challenges or weaknesses. McMillan and Schumacher 

(2006) drew attention to three disadvantages of using mixed methods, namely: the need of the 

researcher to be proficient and competent in both qualitative and quantitative methods; the 

extensive data collection and resources needed to undertake a mixed method study; and the 

extent to which studies are genuinely integrated. Collins, Onwuegbuzie, and Jiao (2007) went 

on to identify further challenges around appropriate sampling, natural political tensions that 

revolve around combining methods, realising the validity improvements from mixing 

methods, as well as reiterating the challenge of integrating findings. Indeed, it has been 

observed that genuinely integrating research findings is perhaps the most significant 

challenge facing mixed methods researchers (Bazeley, 2012; Bryman, 2007; Fetters, Curry, 

& Creswell, 2013; Fetters & Freshwater, 2015).  

 

Several factors have been identified as barriers to integration such as the structure of research 

projects which may favour one data type over another, individual researcher preferences for 

one type of data over another, timeframes involved in the project which may prevent one data 

type from being obtained in the available timeframe, the relative difficulty of publishing 

qualitative data over quantitative, and the skill sets required to effectively utilise both 

qualitative and quantitative data (Bryman, 2007; Fetters et al., 2013; McKim, 2017). Another 

challenge can arise when the findings of one method are contradicted by the findings of 

another method, which can leave the researcher with a difficult dilemma and makes the value 

or validity of one method or the other questionable (Salehi & Golafshani, 2010). 

Furthermore, it has been observed mixed method analyses are not always possible or even 

appropriate, with the challenge being to determine when it is useful vs inappropriate to count 

(Onwuegbuzie & Leech, 2005; Sandelowski, 2001). As with other research approaches, 

researchers have devised strategies to address these limitations. 
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The first and arguably most important strategy starts with the research question. The research 

question should reflect the problem being investigated, with interrogative statements that 

articulate the purpose of the study and "specify exactly the question that the researcher will 

attempt to answer" (Johnson & Christensen, 2004, p. 77). In mixed methods, particularly 

when utilising the pragmatic epistemology, the research question is even more important 

given the question drives the method (Newman & Benz, 1998; Onwuegbuzie & Leech, 2006; 

Plano Clark & Badiee, 2010; Tashakkori & Creswell, 2007). When it comes to the research 

question in mixed methods studies, Tashakkori and Creswell (2007) make three 

recommendations: the need to have one question focused on how the findings from various 

methods relate to each other; the need for one overarching hybrid question with qualitative 

and quantitative sub-questions (e.g., "how" and "why"); and the need for each phase of a 

study to have sub-questions that suit the type of data being collected (e.g., the quantitative 

phase matched with a quantitative question). Furthermore, it is suggested to include a clear 

definition of mixed methods and the research design is being followed (Tashakkori & 

Teddlie, 2003b), and to include mixed methods as a separate component of the research 

syllabus (Bazeley, 2003; Cameron, 2009; Earley, 2007). 

 

The current dissertation has employed these strategies in several ways. For example, the 

primary research question is an overarching, hybrid question that explores "how" and "why" 

SHRM strategy influences human resource capital and individual and organisational 

outcomes. This is broken into sub-questions such as, establishing a basis for selecting the 

outcome criterion to be investigated which will not only inform the following stages of the 

research process, but will have implications for understanding the link between SHRM, 

human resource capital, and employee and organisational outcomes. Describing and 

integrating organisational strategy and objectives will also have significant implications for 

broader SHRM theory and practice because it enables a deep contextualisation of these 

theories with a practical environment. Lastly, identifying and taking account of the external 

and internal organisational contexts will identify potential moderators and mediators of the 

SHRM-human resource capital-employee and organisational outcome relationship.  

 

Each phase of the research process includes questions broken into separate qualitative and 

quantitative sub-questions, and a clear definition of mixed methods has been articulated in the 

previous section. Following the articulation of the epistemological foundation, justifying a 

mixed methods approach, defining and describing the core characteristics, and providing a 
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brief critique, describing the specific research design in the next logical step (Creswell & 

Plano Clark, 2011). 

 

Research Design: Multi-phase mixed methods research design 

The research design provides the procedures for collecting, analysing, interpreting, and 

reporting data (Creswell, 2003; Creswell & Plano Clark, 2011; Whitley, 1996). According to 

Creswell (2003), Creswell, et al., (2003), Hall and Howard (2008), and Creswell and Plano-

Clark (2011) there are four key decision points involved in choosing an appropriate mixed 

methods design. To put the discussion of each decision point into context, Figure 2.1 displays 

the research studies in this dissertation, with further detail provided on each study following 

the description of the research setting. 

 

 

Figure 2.1. SHRM-human capital resource link research studies overview 

 

The first decision point when considering an appropriate mixed methods design revolves 

around the level of interaction, which is the extent the research processes are kept 

independent or interact with each other (Creswell & Plano Clark, 2011; Greene, 2007). As 

displayed in Figure 2.1 the different phases of the research program have a high degree of 
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interaction. For example, study one establishes the focus for the following studies, study two 

investigates the phenomenon of focus identified in study one, and studies three and four are 

both informed by and extend study two. the studies are integrated to the extent that each is 

related to the other which strengthens the argument for a mixed methods design. 

Furthermore, given the interaction is both concurrent and sequential in nature, a multi-phase 

approach is deemed to be the most appropriate. 

 

The level of priority or relative importance of qualitative and quantitative processes is 

considered to be the second decision point. According to Creswell (2003) as well as Creswell 

and Plano Clark (2011) there are three possible options; equal priority, quantitative priority, 

and qualitative priority (Creswell, 2003; Creswell & Plano Clark, 2011). Over the course of 

the SHRM-human capital resource link research program there are different priorities 

depending upon the specifics of each phase of the process. For example, the purpose of study 

1 is to identify a key SHRM-human capital resource issue and associated internal and 

external contextual moderators. No single process or source of data can address all these 

questions therefore study 1 gives equal priority to both the quantitative and qualitative 

processes and data. Study 2 however prioritises quantitative data as it aims to confirm a 

theoretical model of behavioural drivers, with the specifics of each study described in more 

detail in later chapters. It should be noted that another ramification of the variation in 

priorities is that it closely matches the characteristics of a multi-phase design approach. 

 

The third decision point regards the timing of the qualitative and quantitative phases of the 

research. Timing refers to the temporal relationship between the qualitative and quantitative 

processes, and the order in which the results are used in each study, with three basic 

classifications having been identified: concurrent, sequential, and a multiphase combination 

(Cameron, 2009; Creswell, 2003; Creswell & Plano Clark, 2011; Hall & Howard, 2008; 

Ivankova, 2014; Nancy Leech & Onwuegbuzie, 2009). For example, in the current 

dissertation, study 1 consists of a diagnostic process which is the first step that informs the 

next stage of the research. Study 2 and 4 by contrast commence concurrently, while study 3 

both validates and extends the results of study 2 and is concurrent with study 4 but occurs in 

sequence after study 2. Therefore the current research includes multiple phases with both 

concurrent and sequential elements which meets the definition of a multiphase combination 

(Creswell & Plano Clark, 2011). 
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The last decision point revolves around where and how to mix the data, and is arguably the 

most fundamental characteristic of a mixed methods approach(Creswell, 2003; Creswell & 

Plano Clark, 2011; Greene, 2007; Onwuegbuzie, Slate, Leech, & Collins, 2009). Mixing is 

the interrelating of the qualitative and quantitative strands of a study and has also been called 

"combining" or the process of "integration" (Creswell & Plano Clark, 2011; Fetters et al., 

2013). Mixing can occur at four possible points of a study's research process, namely: 

interpretation, data analysis, data collection, or at the design level (Creswell & Plano Clark, 

2011; Creswell et al., 2003). Creswell and Plano Clark (2011) go on to argue there are four 

"mixing" strategies directly related to each point in the research process, namely: merging the 

two data sets; connecting from the analysis of one set of data to the collection of a second set 

of data; embedding one form of data within a larger design; and using a framework to bind 

together the data sets. In the current dissertation the primary means of integration is design, 

specifically through the utilisation of a process to deconstruct the SHRM-human capital 

resource link. 

 

Based upon the decision points already described, the most appropriate overarching research 

design is the multiphase design for three primary reasons. Firstly, a key characteristic of the 

multiphase design is that is allows a specific set of research questions to be addressed over 

the course of larger program objective. Secondly, as noted by Creswell and Plano Clark 

(2011) the multiphase approach benefits from a framework to guide thinking throughout the 

research process, as has been described in the SHRM-human capital resource-employee and 

organisational outcome link. Thirdly, a multiphase design is particularly suitable for program 

evaluation which is another characteristic of the current program of work (Creswell & Plano 

Clark, 2011). Furthermore a multiphase design has a number of strengths which closely 

match the requirements of the current research project which have been discussed above, 

namely: flexibility needed to answer complex questions; multiple phases of study; ideally 

suited to evaluation and development questions; and provides a framework for studies 

conducted over time (Creswell & Plano Clark, 2011). As well as the strengths which will 

support the overall research process, the multi-phase design also has some challenges. 

 

The main challenge of the multi-phased approach revolves around logistics and practical 

implementation. For example, being conducted across multiple phases means anticipating the 

needs of each stage, coordinating resources over time, and making adjustments as required. 

Associated with managing a multi-phase approach is meaningfully integrating individual 
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studies across time. The last challenge, shared by any research process, regards the effective 

translation and communication of findings (Creswell & Plano Clark, 2011). Translation of 

findings and the effective communication of results has been identified as a considerable 

challenge for mixed methods in general, and multi-phase designs specifically (Brannen, 

2009; Bryman, 2007; Creswell & Plano Clark, 2011; Creswell & Tashakkori, 2007; 

Onwuegbuzie et al., 2009; Sandelowski, 2003; Stange et al., 2006). 

 

In conclusion, the key purpose of the multiphase mixed method design is to provide an 

overarching methodological framework to a multi-year program, across multiple phases, to 

guide the delivery of a program of research which closely matches the requirements of the 

current program of research. A key characteristic of the present program of work is that it 

was conducted in a field setting. The next section discusses why the field setting is important, 

provides a brief overview of the characteristics and issues experienced, and the ramifications 

of these for the overall program of work. 

 

Research setting 

Field settings occur naturally and involve a unique combination of actors, tasks, subjects, 

culture and context and usually consist of a specific work unit, location, or organisation 

(Stone-Romero, 2004). As discussed in chapter 1, one of the requirements for explaining how 

and why SHRM strategy influences employee and organisational outcomes is that it must 

incorporate the foundation upon which all performance is built, namely behaviour. For 

SHRM practices to be effective, they must encourage behaviour that positively contributes to 

employee and organisational outcomes. Consequently, the key challenge is to identify how 

the human capital resource attributes (e.g., competencies, or motivation) and employee 

behaviours impact employee and organisational outcomes. To help achieve this level of 

understanding and to address the primary research question, the research followed a 

behavioural approach, one key principle of which is related to investigating behaviour where 

it occurs, in the field (Martin, 2004). 

 

The research setting consists of a large, state-based, public sector organisation, employing 

approximately 4400 employees at the time the research program began. The workforce was 

diverse, consisting of around 44 distinct occupational groups characterised by a high 

proportion of highly skilled professional and technical experts. Some of the experts were 

recognised international leaders in their fields, and typically required years of training and 
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on-the-job experience to be fully proficient. The organisation’s structure and geographical 

spread reflected the occupational complexity, with around 150 work units operating in both a 

centralised and de-centralised business model, dispersed across 14 geographic regions 

ranging from sparsely populated rural areas to high-density urban centres. The geographic 

diversity was important as it impacted work unit objectives, operating procedures, culture, 

and specific work issues. Importantly, the research project had the full endorsement and 

support of the senior management team and at several stages they made critical decisions in 

regard to the endorsement of the outcome criterion, and components of the research process. 

 

The core business of the organisation was to plan, build, maintain and manage major 

economic infrastructure on behalf of the people of the State. The business model and 

operating environment was based upon the notion of the organisation being an “informed 

purchaser” of infrastructure materials and services. This characteristic is crucially important 

and had ramifications for the strategic requirements and goals of the organisation. Being an 

"informed purchaser" and regulator of state building standards meant the organisation had to 

retain its own independent knowledge and expertise in the design and successful execution of 

infrastructure projects so that it could effectively monitor, influence, and direct the delivery 

of such projects on behalf of the state. Consequently, achievement of the organisation’s 

objectives heavily relied upon its own human resource capital, and specifically the 

professional and technical expertise in areas such as; infrastructure engineering, structural 

engineering, materials sciences, spatial sciences, environmental engineering, project planning 

and management, infrastructure design, construction techniques, urban planning, and long-

term infrastructure planning.  

 

Furthermore, every organisation operates in a broader environment which also influences the 

research process, and the current research setting is no different. Over the course of the 

research the organisation was heavily influenced by: operating within a market characterised 

by a historically high demand for infrastructure projects and personnel; internal and external 

re-structuring of the host organisation; the very significant economic impact of the global 

financial crisis; and the subsequent effect upon the state government financial situation all of 

which resulted in numerous direct and indirect impacts upon the host organisation over the 

course of the research program.  
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The research setting provides context, potential confounds, and parameters in any research 

process and as previously discussed is a major factor to be considered. The research setting of 

this dissertation included several significant issues that had to be considered, including: 

stringent employment law that dictated terms and conditions of employment; external 

decision-making processes that influenced how SHRM strategy would operate; internal 

culture which in some cases affected decisions on research activities; internal decision 

processes which impacted the consistency of strategy implementation; and very significant 

external environmental impacts. These issues influenced key aspects of the research program 

itself, such as the selection of the outcome criterion, the research methods utilised, research 

process, access to participants, and ethics that revolve around the level of access to and role 

within the organisation.  

 

Insider research is established as an important way to investigate organisational phenomena 

within their environment (Coghlan, 2007; Coghlan & Holian, 2007). Doing research within 

and on one’s own organisation creates challenges because it necessarily involves adopting 

multiple roles and responsibilities normally fulfilled within the organisation. Managing these 

multiple roles requires explicit negotiation with the organisation and its people, while 

engaging in a rigorous series of diagnostic, planning, implementation and evaluation tasks 

(Coghlan & Holian, 2007). 

 

The subject of insider research has received relatively little consideration in the academic 

literature beyond concerns about “going native” and being part of the organisation being 

researched (Brannick & Coghlan, 2007). Some of the more important consequences of insider 

research include being embedded in a shared setting and direct connections with research 

participants while occupying other positions that may constrain research, limiting access to 

information, participants, and lacking authority to make decisions on aspects of research 

design and methodology (Brannick & Coghlan, 2007; Coghlan, 2007; Floyd & Arthur, 2012; 

Kenneally, 2013). Such challenges are generally summarised as concerns with three 

interlocking issues; preunderstanding, role duality, and organisational politics (Brannick & 

Coghlan, 2007; Coghlan & Holian, 2007; Holian & Brooks, 2004; Kenneally, 2013). 

 

Preunderstanding refers to the extent to which a researcher has pre-conceived knowledge, 

insight and lived experience that could impact ability to probe for more information and 

objectively analyse results (Brannick & Coghlan, 2007; Floyd & Arthur, 2012). Role duality 
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revolves around simultaneously sustaining the normal organisational membership role and 

that of a researcher, particularly in terms of role conflict, identification dilemmas and loyalty 

pressures (Brannick & Coghlan, 2007). The last and potentially most important interlocking 

issue emerges from navigating internal politics and can involve every aspect of the research 

process from utilisation of resources, access to information and participants, obtaining 

approval to conduct the research, and maintaining support for it to continue (Floyd & Arthur, 

2012; Kenneally, 2013). 

 

Despite these challenges, insider research is valuable because it has the potential to address 

questions that would otherwise be very difficult, and in this way can make a unique 

contribution to organisational research, particularly in when it comes to the interaction 

between the internal and external environment, and how these change over time (Brannick & 

Coghlan, 2007; Kenneally, 2013). Another key benefit is that the researcher is immersed in 

the environment and therefore has access to organisational members on a regular basis. This 

often means enhanced access to internal intelligence, freedom of movement, and being in a 

position to see first-hand the impact of internal or external environmental change (Coghlan, 

2007; Kenneally, 2013). Furthermore, with internal status comes access to documentation, 

data, people, meetings and resources that would otherwise be far more challenging for an 

outsider to tap into (Brannick & Coghlan, 2007; Kenneally, 2013). As with any research 

method, these advantages and disadvantages need to be managed to maximise the strengths 

and minimise the weaknesses, a balancing act that was kept in mind throughout the research 

program. 

 

In summary, insider research can be messy and challenging, creating difficulty when 

managing relationships as well as navigating professional and research roles, and requires 

balancing privileged knowledge and organisational tensions, it can nonetheless be highly 

rewarding (Floyd & Arthur, 2012; Kenneally, 2013). Insider research provides access to a 

wealth of contextualisation unavailable to most if not all other researchers. It is also 

important to recognise that many of the challenges faced by insider researchers are also faced 

by external researchers. External researchers often fail to recognise these challenges simply 

because their external status means they are not included in the discussions in which these 

issues are addressed. Even though insider research has often been criticised as being less 

intellectually rigorous, with researchers having a personal stake in the setting and the result 

and therefore not having the objectivity necessary for valid research (Brannick & Coghlan, 
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2007), it has often been found to be valid, providing important insights unavailable to 

external researchers, providing a fuller image of what organisations are really like (Brannick 

& Coghlan, 2007). 

 

Brief Overview of Each Study 

As described above, guided by the epistemological foundation of pragmatism a mixed 

methods approach was adopted and followed a multiphase design with both sequential and 

concurrent phases spread across five studies as previously shown in Figure 2.1. Importantly 

before progressing with the research appropriate ethical clearance was granted, including 

permission from the senior management of the host organisation to support the program of 

work. Study 1 was conducted as part of the diagnostic phase while studies 2,3, and 4 were 

conducted as part of the second phase of the SHRM-human capital resource-employee and 

organisational outcome link aimed at identifying the key drivers of the outcome criterion. 

Given the aim of study 1 was to identify an organisational performance issue, study 1 was 

conducted at the whole of organisational level is described in detail in Chapter 3. Studies 2, 3 

and 4 were focused on exploring the behavioural drivers of the criterion outcome at the 

group, team, and individual level and thus were conducted at the team and individual levels 

and will be described in more detail in chapters 4, 5 and 6 respectively.  

 

Study Overview 

Study 1 was conducted within the host organisation to identify a human resource capital and 

organisational outcome issue consistent with three key characteristics as discussed in chapter 

1, namely: the need to address a concrete phenomenon; the need to deal with a fundamental 

problem about work, work relations or work arrangements; and the need to be performance 

oriented. Given the diagnostic and exploratory nature of the study, the research setting, and 

the mix of both qualitative and quantitative sources the congruence model of organisational 

diagnosis was utilised (Nadler & Tushman, 1980). Furthermore, study 1 included a review of 

a wide range of internal business information as well as broader economic and labour market 

information. The purpose of study 1 was to describe how and why the human capital and 

employee outcome issue of retention was identified and selected, and the theory and practice 

implications from understanding organisational strategy and objectives. Further information 

about the information reviewed will be provided chapter 3. 
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Study 2 consisted of a retention survey utilising both quantitative and qualitative questions 

completed by 1214 employees across the host organisation to identify the individual and team 

drivers of retention, which was the human capital resource and employee performance issue 

identified in study 1. Participants were asked to complete a self-report survey that tested a 

theoretical model derived from the motivational forces of retention based upon the work of 

Maertz and Griffeth (2004). Study 2 identified five motivational forces predictive of staying 

or leaving the organisation, namely: constituent forces (e.g., role tenure), affective forces 

(e.g., job satisfaction), alternative forces (e.g., career mobility), behavioural forces (e.g., costs 

of leaving), and calculative forces (e.g., benefits of staying). A more detailed description of 

the study, including the theoretical model developed and results is provided in chapter 4.  

 

Study 3 consisted of a series of semi-structured group interviews, with employees across the 

host organisation over a 6-month period.  The purpose of study 3 was to both confirm and 

extend the results from study 2 through the exploration of four practical and methodological 

issues related to the research question in general and the findings from study 2 specifically. 

Firstly, although study 2 indicated the motivational forces in the development of intent to stay 

in or leave the organisation, it did not necessarily provide the specific detail required by 

managers to develop an intervention. Secondly, in alignment with a behavioural approach, 

lower order work problems must be understood and integrated with the broader SHRM-

human capital resource framework. Thirdly, consistent with the summary criteria of success, 

the proposed research framework must reflect the reality of an organisation’s work 

environment which is unlikely to be fully captured in a single quantitative survey. Lastly, as 

discussed in the introduction and methodology, no single data source will provide the 

evidence required to articulate the relationships between variables that explain how and why 

SHRM practice is linked to employee and organisational outcomes. A more detailed 

description of the study, including results obtained, is provided in Chapter 5. 

 

Study 4 extended this research by means of 431 individual exit interviews with employees 

who left the host organisation over the period of the research program. The exit interviews 

were designed to engage employees in a one-on-one dialogue exploring the individual self-

reported reasons for leaving, as well as organisational outcome and performance issues. 

Interviews consisted of a 30-minute structured telephone interview with participants 

answering a series of qualitative questions. Study 4 served three purposes, namely: extend 

and confirm the results from study 2 and study 3; further explore the four practical and 
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methodological issues highlighted above; and explore and understand the link between 

business strategy, SHRM practice, human resource capital, and employee and organisational 

outcomes. Study 4 confirmed and extended the results in study 2 and 3, as well as provided 

further insight into the specific drivers of retention. A more detailed description of the study, 

including results obtained, is provided in Chapter 6.  

 

In summary, as displayed in Table 2.1 study one was a diagnostic process reviewing a range 

of both qualitative data with the purpose of identifying a human capital resource and 

employee and organisational outcome issues. Study two was a quantitative employee survey 

aimed at testing a theoretical model focused on the drivers of retention. Studies 3 and 4 were 

qualitative interviews and focus groups to validate and extend employee retention drivers. 

Following studies 2,3, and 4, and in alignment with a mixed methods research design a 

separate summary, discussion, and integration of the results is presented in Chapter 7 - 

integrating discussion. The purpose of Chapter 7 is to integrate the findings between the four 

studies, identify common themes and discuss any differences resulting from the different 

perspectives and approaches. Furthermore, aspects and impacts of the research setting and 

internal and external contextual impacts will also be discussed. 

 

Before progressing to further discussion however, self-report data was relied upon in studies 

2, 3, and 4. Although self-report data has been recognised as a key data source across social 

research, concerns and issues with the approach have been raised.  

 

Self-Report Data 

The term self-report is generally applied to data obtained via surveys, however it is applicable 

to any research process that involves asking respondents to report something about 

themselves and/or completed by respondents themselves, and thus covers a wide range of 

data types (Chan, 2009). Given the basis of the term, self-report is a primary source of data in 

the social sciences and psychology (Schwarz, 1999). Despite widespread use however, many 

researchers have discussed concerns that such data poses significant threats to research 

validity and reliability (Campbell, 1982; Chan, 2009; Podsakoff, MacKenzie, Lee, & 

Podsakoff, 2003; Spector, 1994). Following is a short overview of commonly raised concerns 

with self-report data including a short discussion describing how these concerns are 

addressed in the current research program. 
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The most basic concern raised in regard to self-report data is the fundamental question of its 

validity. Self-report data has been shown to be fallible, with minor changes in question 

format, wording, or context producing marked changes in individual responses (e.g. Schuman 

& Presser, 1981; Sudman, Bradburn, & Schwarz, 1996). Issues such as making sense of the 

question, words used, open versus closed response formats, frequency scales and reference 

periods, rating scales, context and setting all impact whether respondent understanding of the 

question matches that of the researcher (Schwarz, 1999). Thus, self-report measures are 

theoretically susceptible to a wide range of systematic influences, which in turn manifest as 

measurement error and contamination (Chan, 2009). In the current dissertation, these 

concerns have been mitigated by the use of a number of research strategies, including: careful 

wording of questions; pilot testing of questions; questions focusing on observable behaviours; 

and using well established research measures where construct validity evidence has already 

been established all of which have been identified as helping to minimise measurement error 

(Podsakoff et al., 2003; Rogelberg, 2004; Spector, 1992; Whitley, 1996; Wiley, 2011). 
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Table 2.1.  

Summary of the Characteristics of Each Study 
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The second key concern with self-report data revolves around impression management, and 

specifically the extent to which an individual wants to portray themselves in a favourable 

way, which is also referred to as the social desirability problem (Ganster, Hennessey, & 

Luthans, 1983; Podsakoff et al., 2003). This tendency undermines validity by being a source 

of artificial method variance and creates common method variance by confounding 

covariance between measures (Chan, 2009; Podsakoff et al., 2003). Essentially, social 

desirability potentially enhances the impact of the two concerns identified above, namely the 

threat to construct validity and the inflation of correlation scores. Previous research has found 

not all constructs or situations are equally susceptible to this kind of response, for example 

where outcomes are verifiable (e.g. Becker & Colquitt, 1992), or where there is little reason 

to enhance the outcome social desirability was found to be greatly reduced (Chan, 1994; 

Hough, Eaton, Dunnette, Kamp, & McCloy, 1990; Moorman & Podsakoff, 1992). 

Furthermore, the instance of desirability is also much lower in naturalistic settings, such as in 

the present research, than laboratory experiments (Edens & Arthur, 2000). In the present 

research the phenomenon being studied provides little reason for socially desirable responses 

given employees do not receive any benefits for doing so, furthermore the likelihood of 

consistent and systematic impression management across multiple methods over the course of 

the research program is deemed to be remote. 

 

The next major concern with self-report data is the general unease of many researchers and 

the automatic assumption objective measures are always desirable (Chan, 2009; Conway & 

Lance, 2010). Certainly, it is desirable to use objective data wherever possible, however not 

only is this not always possible, with some constructs it is not desirable, such as; job 

satisfaction, individual mood, perceived organisational support, individual behavioural 

intentions, and perceptions of fairness. Additionally, the use of non-self-report measures is 

not necessarily automatically better given the possibility of social desirability of variables 

like citizenship behaviour (e.g. Vandenberg, Lance, & Taylor, 2005), or the halo effects 

present in supervisor ratings (e.g. Kozlowski, Chao, & Morrison, 1998). In the present 

research, the primary human capital resource and employee outcome of retention is measured 

by objective data obtained from the human resource management system.  

 

Another concern associated with validity is the interpretation of parameter correlations. It has 

been argued that self-report data is unable to provide accurate parameter estimates of inter-

construct relationships, primarily due to the common method variance problem (Chan, 2009). 
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Common method variance is a form of systematic error or contamination to results due to the 

method of measurement being used rather than differences trait being measured (Conway, 

2004). Such inaccuracy has been identified as a potential contributor to inflated correlations 

between variables and a contributor to undermining overall construct validity (Campbell, 

1982; Spector, 1987; Spector, 1992). Counteracting this assertion, a number of studies have 

tested the impact of common method variance and argued it is smaller than assumed and the 

notion of common method variance itself needs more work to understand the phenomenon 

and its effects (Chan, 2009; Conway & Lance, 2010; Crampton & Wagner, 1994; Spector, 

1994; Spector, 2006; Williams, Cote, & Buckley, 1989).  

 

Nonetheless, common method variance is an important measurement issue and the current 

program of research has implemented several strategies to mitigate its impact. Conway and 

Lance (2010) identified some key strategies to mitigate and control for common method 

variance. The first step is to identify why self-report information is required and appropriate. 

In the current dissertation for example not only is there a process to identify the human 

resource capital issue, but the issue revolves around an employees' decision to stay or leave a 

job. Such a decision is a very personal decision by an employee, and they are best suited to be 

aware of the things that impacted upon this decision. Next, it is necessary to present construct 

validity evidence in the results, which will be discussed in more detail in the relevant results 

sections. Another key strategy is to minimise the overlap of research items between different 

measures. In the current dissertation this is achieved by not only utilising a range of 

measures, but the measures themselves use different research methods and analysis 

techniques. 

 

Podsakoff, Mackenzie, Lee and Podsakoff (2003) identified a further four mitigation 

techniques which have also been incorporated into the current dissertation. The first 

technique focuses on the importance of using different sources of data for predictor and 

criterion variables. In the current dissertation retention motivations are collected from 

surveys, and individual and group interviews, while retention outcomes are obtained from the 

human resource information system data which are independent of each other. The next 

technique is to separate measures in terms of method, time or some other option. In the 

current dissertation this has been addressed by collecting data using different techniques, at 

different points in time, and in different formats. Another technique revolves around the 

importance of protecting respondent anonymity and reducing evaluation apprehension. In the 
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current dissertation this concern was a key feature of the overall research process as will be 

described in detail in each study. 

 

In summary, there are inherent weaknesses in self report data, however there is no strong 

evidence to conclude that self-report data is inherently more flawed than any other technique 

or process or that the use of such data will always undermine the ability to interpret parameter 

estimates (Chan, 2009; Conway & Lance, 2010). Furthermore, objective data is not always 

inherently superior or desirable to measure constructs of interest, particularly where the 

central variables are perceptual (e.g., values, attitudes, or affective) (Schmitt, 1994; Spector, 

1994). The main concern is that a balance between flaws and benefits be taken into 

consideration, and the efforts that are taken to control for such issues are clearly articulated in 

the research design.  

 

Conclusion 

Pragmatism does not just provide a methodological platform for utilising a mixed-methods 

approach but recognises research such as linking SHRM practices, human resource capital, 

and employee and organisational outcomes is messy, and challenging. The next generation of 

SHRM theory and research must provide insight into the nature of SHRM, the outcomes it 

generates, and the linkages between them. Methodologies will have to be conducted over a 

longer time periods, take account of multiple direct and indirect variables, composing of both 

quantitative and qualitative data. The researcher makes choices about what is important and 

appropriate, and the choices inevitably reflect aspects of personal history, research 

preferences, and cultural background (Morgan, 2007, 2014).  

 

Methodology signals important theoretical and philosophical assumptions pertaining to 

ethics, epistemology, and research practices. The way in which these assumptions are 

addressed impacts the manner in which the program will unfold, the kind of phenomena and 

questions addressed, the research strategies used, the results generated and the interpretations 

offered (Yanchar et al., 2005). Methodology must be judged by how well it informs the 

research purpose (Bazeley, 2002). What counts is whether the methods chosen provide data 

which can answer the question; are based on coherent background assumptions; mitigate 

internal and external constraints; and produce credible results (Howe & Eisenhart, 1990). 

Ultimately the most important question is whether the research has helped to find out what 

the researcher needs to know and has it made a difference (Feilzer, 2010). 
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The methodology presented herein complements the nature of the question investigating 

“how” and “why” SHRM practice, human capital resources, and employee and organisational 

outcomes are related. The next step is to present the research in greater depth, including a 

detailed description of each study, and the results obtained. 

 

  



53 

 

Chapter 3 Study 1 Diagnosis of the Business Problem 

 

The purpose of the current research is to explore the link between SHRM strategy, human 

capital resources, and individual and organisational outcomes. A key step in demonstrating 

the link is to conduct a diagnosis to ensure the outcome criterion has been identified and 

understood and is an issue that clearly affects human capital resource, employee and 

organisational outcomes. Besides identifying the criterion, the diagnostic process will also 

address several concerns that have been raised in previous SHRM research. For example, 

concerns have been raised around the lack of consideration of external organisational context 

(e.g., Bowen & Ostroff, 2004) which may affect organisational strategy. It has also been 

observed that the regulatory framework within which an organisation operates and/or internal 

organisational culture may constrain the selection or effectiveness of SHRM practices (e.g., 

Armstrong & Shimizu, 2007; Becker, et al 2009). Another concern has revolved around the 

use of performance outcome measures in empirical studies being overly focused on financial 

performance, lacking clarity and definition, and appropriateness of the measure (e.g., Richard 

et al., 2009). Past investigations have also assumed strategy to be singular or static which 

seems incongruous with the rapidly changing competitive environment most organisations 

face (e.g., Ferris et al., 1999).  

 

Another important feature of any diagnostic process is the need to follow a behavioural 

approach. As discussed previously, following a behavioural approach requires that the 

research: be problem oriented and deal with fundamental problems about work, work 

relations or work arrangements; investigate a concrete work phenomenon in its natural 

setting; and derive propositions from social and behavioural sciences (Martin, 2004). These 

characteristics will inform the diagnostic process and guide the type of information to be 

collected and investigated. Another factor and potential confound to address is accounting for 

internal and external organisational context. This is important not only for the potential 

implications for SHRM strategy options, but also in terms understanding an organisation's 

environment and extraneous moderating and mediating variables (Jaap Paauwe & Paul 

Boselie, 2005). 

 

Before going on to describe the diagnostic process in more detail it is important to note that 

this study was undertaken in consultation with senior management of the host organisation - 
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it was not just an academic exercise to fulfil dissertation requirements but was a research 

program agreed to and supported by the organisation to improve human capital resource 

outcomes and through this achieve organisational objectives. The main implication of this 

was that every step of the diagnostic process, including design, access to documents and 

subject matter experts, and types of data to be assessed, were negotiated and approved by the 

senior management team. There were times the requirements of the diagnostic process 

conflicted with the desires of the management team and each of these had to be negotiated in 

turn. The key upside of this close consultation, however, was the high level of buy-in from 

the senior management team to the process, and most importantly commitment to act on the 

findings. Therefore, the results of the current study had very practical and significant real-

world implications. Following is a brief overview of organisational diagnosis as a process, as 

well as a detailed description of the current study. 

 

Organisational Diagnosis 

Organisational diagnosis, also called organisational assessment, emerged from the medical 

practitioner model (Falletta, 2008). Just as the physician conducts tests and takes vital 

information about the functioning of their patient, an organisational diagnosis process is 

intended to collect vital organisational information, and diagnose appropriate organisational 

interventions (Falletta, 2008; Nadler & Tushman, 1980; Tichy, Hornstein, & Nisberg, 1977; 

Weisbord, 1976). Like a physician, the modern diagnostic practitioner views the organisation 

as a total system with inputs, transformations, outputs, and feedback loops that are embedded 

within and interacting with a broader environment (Beer & Spector, 2003; Harrison & 

Shirom, 1999; Porras & Berg, 1978; Weiner & Mahoney, 1981; Weisbord, 1976). 

 

The systems approach to organisational analysis is based upon broader ideas from systems 

theory (or thinking), which in turn is based upon two fundamental premises (Katz & Khan, 

1978). The first of these is that organisations exist in a constant state of interaction with their 

external environment. When the external environment undergoes a profound transformation, 

organisational systems must respond to that change to remain effective. The second premise 

is that organisations are composed of multiple parts or components, both the structural 

subunits of an organisation as well as dimensions like people, processes and culture. These 

components exist in a state of constant interaction with each other, while at the same time 

remaining part of the identifiable whole (Beer & Spector,2003; Katz & Khan, 1978). The 

critical insight of a systems approach lies in the idea of interactivity and interdependence. 
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Consequently, the effectiveness of a system does not reside in any one component, or rely on 

any one factor, but rather at the interface between multiple factors (Beer & Spector, 2003). 

For example, as described previously, the SHRM system and associated managerial decision 

points could be viewed as a coherent whole and part of the causal process between HR 

practices and organisational outcomes (Arthur & Boyles, 2007; Bowen & Ostroff, 2004; 

Colbert, 2004; Evans & Davis, 2005; Ferris et al., 1999; Mossholder et al., 2011). Indeed the 

idea of interdependence is embedded in SHRM as the concept of synergistic bundles of HR 

practices being more effective than if they were implemented individually or in a piecemeal 

fashion (Alfes et al., 2013; Delery & Gupta, 2016; Fulmer & Ployhart, 2014; Jackson, 

Schuler, & Jiang, 2014; Kehoe & Wright, 2013; Lado & Wilson, 1994).  

 

In summary, conducting a diagnosis will provide key insight to help explore and understand 

the links between SHRM practice, human capital resources, and employee and organisational 

outcomes. Having briefly explored some of the concepts behind organisational diagnosis, the 

next step is to discuss the diagnostic process and how this will form the basis of the research 

design in the current study. 

 

Organisational Diagnostic Process 

Although the diagnostic process views the organisation as a system, the intent is to identify 

problems that are vital to the functioning of the organisation. This raises a conundrum 

however, as typically a diagnosis can be narrow and symptomatic or broad and systematic 

(Falletta, 2008). A narrow and symptomatic scan involves a quick scan only focusing on 

trouble spots and potentially missing broader causal factors, however a systematic review can 

be cumbersome and expensive. The solution has been to use organisational or diagnostic 

models to facilitate a systematic review in a more effective manner. Numerous diagnostic 

models have been developed to assist practitioners with what data to collect, the key variables 

to focus on, how to structure the relationships between key variables, and guide the feedback 

process (Cummings & Worley, 2009; Falletta, 2008; Harrison & Shirom, 1999; Tichy et al., 

1977). 

 

One of the earliest diagnostic models, Kurt Lewin's (1951) force field analysis depicts both 

driving and restraining forces of performance as competing for change, and works on the 

premise an organisation is striving for a desired state equilibrium. Fourteen years later Leavitt 

(1965) proposed a simple model consisting of four interacting and interdependent variables 
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namely task, structure, technology and people. The central idea being that change in one 

variable will affect the other variables, and similar to force field analysis affects can be 

compensatory or retaliatory in nature (Falletta, 2008). Likert (1967) proposed a systems 

analysis model which expanded on the key organisational dimensions introducing motivation, 

decision making, goal setting, control and performance and embedded them within a 

framework of four different management systems or styles. This model also launched an 

innovation namely having an associated survey diagnostic instrument to create a profile of 

the current state. One limitation of these early models was the limited inclusion of external 

environmental factors. 

 

In the 1970's and 1980's several new models were proposed all based on the idea of open 

systems theory which views organisations as social systems dependent upon the environment 

in which they exist (Katz & Khan, 1978). For example, Weisbord's (1976) six box model 

proposed six broad categories of organisational life as being important, including purposes, 

structures, relationships, leadership, rewards, and helpful mechanisms with key input and 

output links to the external environment. The model is primarily concerned with the gap 

between the "what is" and "what should be" in formal and informal systems and the fit 

between the organisation and its environment (Falletta, 2008). Following on from the six box 

model, Nadler and Tushman (1980) suggested a more comprehensive model, called the 

congruence model for organisational analysis. The congruence model consists of three basic 

components, namely: inputs such as environmental resources, a transformation process made 

up of tasks, individuals, and formal/informal systems, and outputs at the organisational, group 

and individual level. Importantly, the congruence model explicitly views the level of fit or 

congruence between the components has consequences for system behaviour (Nadler & 

Tushman, 1980). 

 

In the early 1980's two further models appeared in quick succession. One of the most 

influential coincided with the release of the highly impactful book In Search of Excellence 

(Peters & Waterman, 1982). Called the McKinsey 7S Framework due to each of the key 

variables or "levers" of performance starting with the letter "s", namely skills, style, staff, 

systems, strategy, structure, and shared values, each of the seven factors were highly 

interdependent and considered to be the most crucial for managers and practitioners. 

Interestingly, although highly influential, the 7S Framework does not include a key variable 

for the external environment, nor does it describe a specific pathway to better organisational 
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performance (Falletta, 2008). A year later Tichy (1983) proposed a political cultural 

framework for organisational change that, as with the congruence model had three basic 

components, namely inputs, throughputs, and outputs, but also has an overlay of the 

technical, political, and cultural dynamics and specifically the alignment between these and 

the core components of the model. According to Tichy's model, the organisational diagnosis 

process is complex, with the analysis process organised around the alignment between the 

technical, political, cultural subsystems and their interaction (Falletta, 2008). 

 

A year later Nelson and Burns (1984) introduced the high-performance programming 

framework built on the notion of a four level hierarchy of performance system maturity, from 

reactive (level 1), to responsive (level 2), to proactive (level 3), to high performing (level 4). 

A survey instrument is used to diagnose an organisation and assess eleven dimensions of 

functioning, including; focus, planning, management, structure, perspective motivation, 

communication, and leadership. The purpose of the diagnostic process was to identify the key 

areas where improvement was required and build an action plan to move the organisation to 

level 4 over time (Nelson & Burns, 1984). The last model to be reviewed appeared in the 

early 1990's is also the most comprehensive, called the Burke-Litwin (1992) causal model. 

The causal model consists of twelve theoretical constructs associated with high performance, 

distinguishes between culture and organisational climate, integrates the notion of 

transformational and transactional dynamics, and specifies both the nature and direction of 

organisational variables (Falletta, 2008). The model includes the external environment as a 

specific variable, has feedback loops between the environment and performance, and 

hypothesises a causal pathway to organisational performance. 

 

Nine influential organisational diagnosis models were reviewed to form the basis of the 

diagnostic study. As summarised in Table 3.1, each is distinguished by the variables 

measured, the interdependency between the variables, role of the external environment, and 

the major premises upon which they are built. The most appropriate model for the current 

study was the one that matched the requirements of exploring and understanding the link 

between SHRM practices, human resource capital and individual and organisational 

outcomes, namely: covers a broad range of variables from inputs, processes to outputs; 

compatible with systems theory; accounts for the idea of fit or congruence between 

organisational practices and the environment; and aligns with a behavioural approach. Taking 

these requirements into account, the congruence model and Burke-Litwin model were most 
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compatible, however the Burke-Litwin model is very complex and has an associated 

diagnostic tool which was not practical to deliver within host organisation. In conclusion the 

Nadler and Tushman (1980) congruence model was deemed to be the most appropriate 

approach upon which to design the diagnostic process. 

 

Table 3.1.  

Summary of Nine Organisational Diagnosis Models 

Model Variables Inter-

dependency 

External 

Environment 

Premises 

Force Field 

Analysis (1951) 

Driving Forces and 

restraining forces 

Yes Not specifically, but 

could be included as 

a force 

Change causes disruption which 

leads to forces finding new 

equilibrium  

 

Leavitt's Model 

(1965) 

Task, structure, 

technological and human 

Yes Not directly 

represented in the 

model 

Change in undertaken in each 

variable to affect organisational 

products and services 

 

Likert Systems 

Analysis (1967) 

Motivation, 

communication, 

interaction, decision-

making, goal setting, 

control and performance 

 

No, levels of each 

variable 

independent 

Not directly 

represented in the 

model 

Four different types of 

management systems are 

identified on seven variables 

Weisbord Six 

Box Model 

(1976) 

Purposes, structures, 

relationships, leadership, 

rewards, and helpful 

mechanisms 

Not explicitly, but 

is implied 

Yes, particularly in 

terms of 

inputs/outputs  

The larger the gap between 

formal-informal systems within 

each variable, the less effective 

the organisation 

 

Congruence 

Model (1980) 

Inputs: environment, 

resources, history, and 

strategy 

Throughputs: task, 

individual, formal and 

informal org 

Outputs: individual, group, 

and system 

Yes, variables 

assumed to be 

dynamic, 

interactive, and at 

different levels 

Yes, external 

environment provides 

feedback related to 

inputs and outputs 

Assumes open system theory, 

formal and informal systems, and 

the fit or congruence between 

internal variables 
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McKinsey 7S 

Framework 

(1981-82) 

Style, staff, systems, 

strategy, structure, skills, 

shared values 

Yes Not directly 

represented in model 

Variables must change to become 

congruent as a system, but no 

specific causal pathway 

 

Tichy's 

Framework 

(1983) 

Inputs: environment, 

history, resources, 

Throughput: mission, 

strategy, tasks, prescribed 

networks, people 

processes, emergent 

networks 

Outputs: performance, 

impact on people 

 

Yes, although 

some are stronger 

and some weaker 

(reciprocal) 

Yes, environment 

included through org 

inputs and outputs 

feedback loop 

All variables are analysed from 

the perspective of effectiveness in 

technical, political, cultural and 

interaction between them. 

Effectiveness emerges from 

extent variables meet the needs in 

the three perspectives. 

High 

Performance 

Programming 

(1984) 

Time, focus, planning, 

change, management, 

structure, perspective, 

motivation, development, 

communication and 

leadership 

 

No, variables are 

measured 

independently in 

survey process 

Not directly 

represented in model 

Four levels of organisational 

performance based on eleven 

variables. High performance 

achieved when you reach level 4. 

Idea to shift from current state to 

level 4 over time. 

Burke-Litwin 

Causal Model 

(1992) 

External environment, 

missions/strategy, 

leadership, culture, 

structure, practices, 

systems, work climate, 

skills/job match, 

motivation, individual 

needs, and performance 

 

Yes, very high 

interdependency 

Yes, environment 

included with 

feedback loops 

between environment 

and performance 

Hypothesises the 12 key variables 

involved in performance and 

specifies a specific causal 

pathway overlayed with concerns 

around dynamics between 

culture/climate and 

transformation/transaction in an 

organisation. 

 

Congruence Model of Diagnosis 

As displayed in Table 3.1, the congruence model of organisational analysis hypothesises 

three categories of variables that characterise organisational functioning, namely: inputs, 

transformation process; and outputs (Nadler & Tushman, 1980). Inputs are factors that make 

up the "givens" an organisation is facing, and consists of the external environment, resources, 

history, and strategy. The external environment covers the demands that are being placed on 

the organisation, the constraints on organisational functioning, and the opportunities that may 
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be open to explore. According to Nadler and Tushman (1980) the critical questions to analyse 

the inputs are: What demands does the environment make on the organisation; and how does 

the environment put constraints on organisational action? To assess these questions required a 

review of a wide range of both internal and external documents, and reports, as well as 

discussions with senior management on the ramifications of these issues on the host 

organisation going forward.  

 

 

Figure 3.1. The Nadler and Tushman (1980) congruence model of organisational diagnosis 

 

The second organisational input covers the organisation's resources or assets that can be 

accessed, such as employees, technology, capital, and information. According to the Nadler 

and Tushman (1980) congruence model two features of these resources are of primary 

interest, namely the quality of resources in light of the environment, and the extent to which 

resources were fixed or could be modified or changed. To assess resource quality and 

flexibility internal strategy documents were reviewed, such as the organisational strategic 

plan, which included an assessment of resource constraints, strengths, and weaknesses. 

Additionally, being a public sector agency, the host organisation operated in a strong 

regulatory environment which included various constraints that directly impacted flexibility. 

Therefore, various regulatory instruments were included to understand such constraints, 

particularly in regard to terms and conditions of employment, regulations stipulating 

infrastructure capability skills and standards, and the organisational charter. 
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The next input revolves around an organisations' history. The logic being the way an 

organisation functions is greatly influenced by past events, major stages of development, key 

strategy decisions, past crises, and responses (Nadler & Tushman, 1980; Rogelberg, 2004). 

The key questions to investigate in regards to history are what have been the major stages of 

development, current impacts of historical factors, and core values and norms (Nadler & 

Tushman, 1980). Key organisational documents were reviewed such as the annual report, the 

official history of the host organisation, and organisational plans. Discussions with key 

stakeholders and subject matter experts were also conducted to help inform particular 

questions or where the documents were not clear. It is important to note, as will be discussed 

in more detail below, in consultation with the senior management team this factor was 

considered to be of low importance and as a consequence was not reviewed in detail. 

 

The last input focuses on organisational strategy. Nadler and Tushman (1980) describe 

strategy as the decisions that are made about how the organisation will configure its resources 

against the demands, constraints, and opportunities of the environment. Key questions 

include the extent the organisation has defined its core mission, the markets it serves, the 

products and services that are produced, and on what basis does the organisation compete. 

The primary sources of information to explore these questions were the Annual Report, 

Organisational Strategic Plan, the Human Resource Strategic Plan, Operational Plans, and 

various internal reports outlining the host organisation's mission and purpose. 

 

The second key category of organisational functioning is the organisational transformation 

process that turns inputs into outputs, and according to Nadler and Tuschman (1980) consists 

of four components; task, individuals, and formal and informal organisational arrangements. 

Task refers to inherent work activities, work flows, skills, knowledge and rewards provided 

by the work. The key questions to investigate task revolve around the types of skills and 

knowledge demands of the work, rewards that are provided for the completion of tasks, 

degree of uncertainty, routine-ness and interdependence of work tasks, and constraints on 

achievement of organisational outcomes inherent to work demands. To address these 

questions, a range of internal documents and information was interrogated covering position 

descriptions, skills assessments, competency frameworks, job evaluation information, and 

discussions with relevant subject matter experts in the field. 
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The next component in the transformation process, and one which is particularly important 

for demonstrating the link between SHRM practices, human resource capital individual and 

organisational outcomes, revolves around the individuals who perform organisational tasks. 

According to Nadler and Tushman (1980), the most critical aspects to consider include the 

skills, knowledge, needs and preferences that individuals have. Key questions to explore 

include identifying key individual skills, knowledge and work preferences, employee 

perceptions and experiences of the work environment, and demographic factors that may 

influence work behaviour. To assess these questions internal documentation on the 

competency framework, position descriptions, and a wide range of workforce and payroll 

information was collected and assessed. The assessment process for this factor included the 

use of a relatively new SHRM methodology called HR metrics and analytics which is 

described in further detail below. 

 

The last component in the transformation process assessment refers to the formal 

organisational arrangements. According to Nadler and Tushman (1980), the formal 

arrangements revolve around structures, processes, methods, and procedures to enable 

individuals to perform the tasks to execute organisational strategy. Key questions include the 

formal organisational design and control mechanisms, characteristics of the work 

environment, and the elements and nature of the human resource management system. Once 

again, internal reports and information including the host organisation Strategic Plan, the 

Human Resource Plan, human resource policy framework, organisational chart, workforce 

reporting lines and job design information was reviewed to assess this component. 

 

The final component of the organisational transformation process, and one that is the most 

opaque is the informal organisation. According to Nadler and Tushman (1980) the informal 

organisation tends to be implicit, unwritten, and undocumented but can strongly influence 

behaviour. Such informal arrangements tend to emerge over time while the organisation is 

operating, can rapidly change depending on individual personalities, and may or may not 

complement existing formal structures and processes. Key questions revolve around 

leadership behaviour, how groups interact, and formal and informal communication channels. 

The internal resources and information available to explore this component were few and not 

designed to explore these questions specifically, which was going to make assessing this 

component challenging. Most importantly however, senior management were not supportive 
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of assessing this component at this time, and therefore it was not formally included in the 

diagnostic process. 

 

The last key organisational category that characterises organisational functioning in the 

Nadler and Tushman (1980) model is organisational outputs, which covers what the 

organisation produces, and how effective it is. At the organisational level the assessment 

process revolves around three key questions, namely the extent the objectives are achieved, 

how well resources are used, and how well the organisation adapts to its environment (Nadler 

& Tushman, 1980). Importantly, such outputs should be considered at the individual, group, 

and system level. For example, at the individual level outcomes such as absenteeism, job 

satisfaction, and retention are relevant, while at the group level intergroup conflict and 

collaboration are of interest, and at the system level production goals, return on investment, 

and meeting the overall budget objectives would be most relevant (Falletta, 2008). In the 

current study, output measures were focused on the individual level but were considered in 

context of group and systems level functioning. Specific measures included retention and 

retirement, attraction and selection rates, and employee safety, and were tracked utilising an 

emerging SHRM tool called HR analytics and metrics. Given HR analytics and metrics is a 

relatively new approach, it will be discussed next before going on to describe the diagnostic 

method in further detail. 

 

Introduction to HR Analytics and Metrics 

One of the inputs into the diagnostic process was data and employee outcome measures from 

the internal HR analytics practice. HR analytics is the process of transforming data relating to 

individual, group, and organisational outcomes into tangible business intelligence than can 

help drive people management decisions and strategy (Bassi & McMurrer, 2009; Davenport, 

Harris, & Morison, 2010; Elliot, Elliot, & Forbringer, 2009; Fitz-Enz, 2010; Roberts, 2008; 

SSA, 2010b; Woolcock, 2002). Increasingly, managers, investors, workers, consumers and 

clients want to know how an organisation is striving to foster high performance in their 

employees. Human capital analytics and analytical literacy in general, are being seen as a key 

capability in developing, implementing and sustaining effective people management practices 

(Davenport, Harris, & Morison, 2010; Davenport, Harris, & Shapiro, 2010; Fitz-Enz, 2009; 

George, Haas, & Pentland, 2014; Huselid & Becker, 2005; Messatfa, Reyes, & Schroeck, 

2011). 
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Consistent with these developments, several researchers have argued that if SHRM wants to 

play a strategic role in organisations, it needs to develop an ability to measure how people 

management decisions affect the business and how business decisions affect people 

management (Angrave, Charlwood, Kirkpatrick, Lawrence, & Stuart, 2016; Bassi & 

McMurrer, 2009; Boudreau & Ramstad, 2007; Fitz-Enz, 2010; Gates, 2008; Weiss, 

Knightbridge, & Finn, 2005). The tools used for this purpose range from spreadsheets and 

databases to executive dashboards and online reporting portals using information extracted 

from internal HR systems (e.g., Payroll). Some of the more advanced HR analytics 

techniques include statistical analysis methods such as multivariate statistics, forecasting, and 

predictive modelling (Davenport, 2006; Davenport, Harris, & Shapiro, 2010; Roberts, 2008; 

SSA, 2010b).  

 

The intent of HR analytics is to identify and measure workforce risk and performance 

outcomes. HR analytics as a practice has existed for decades (e.g., Nemhauser & Nuttle, 

1965), with one of the earliest guides published in 1984 (e.g., Fitz-Enz, 1984), however it is 

only relatively recently that HR analytics has been gaining traction (BCG, 2012; Falletta, 

2013; George et al., 2014). No single set of HR analytics practices are widely accepted as 

‘best practice’ applicable to all organisations, nor is there agreement on a set of universally 

relevant indicators (Boudreau, 1997; Harris, Craig, & Light, 2010; Kingsmill, 2003; Lawler, 

Levenson, & Boudreau, 2004). There is growing consensus that certain SHRM practices are 

linked to human capital resource outcomes in such areas as recruitment, skill development 

and training, remuneration, job design, and organisational culture, and so HR analytics should 

focus on these areas to measure employee and organisational outcomes (Angrave et al., 2016; 

Boudreau & Ramstad, 2007; Cascio, 2007; Fitz-Enz, 2009; Harris, et al., 2010; Kingsmill, 

2003; Schwarz & Murphy, 2008).  

 

The process identified by some academics (e.g., Boudreau & Ramstad, 2007; Guest, Michia, 

Sheehan, & Conway, 2000; Patterson, West, Lawthorn, & Nickell, 1997) as well as a number 

of consulting firms (e.g., BCG, 2012; CIPD, 2017; Deloitte, 2013; PricewaterhouseCoopers, 

2006; Visier, 2012), starts with specifying the key human capital dimensions and assessing 

their characteristics. This includes measuring SHRM practices in terms of outcomes across 

various organisational outcome parameters, such as: financial (e.g., profit); output of goods 

and services (e.g. units produced, errors, customer satisfaction); time and resources used (e.g. 

lateness, time to deliver, materials used); organisational structure (e.g., business units, 
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geography); and people management practices/outcomes (e.g. engagement, retention, safety 

incidents) (Guest et al., 2000; Schwarz & Murphy, 2008; Stiles & Kulvisaechana, 2003; 

Visier, 2012). Furthermore, it has been suggested that HR analytics can inform a wide range 

of SHRM practices and generate business insight when combined with qualitative 

information on the organisational outcomes achieved, the HR practices being employed, and 

how people are valued (Boudreau, 1997; Kingsmill, 2003; Messatfa et al., 2011; Wauchope, 

2009). 

 

The underlying logic driving the use of HR analytics is that organisational outcomes emerge 

from employee capability and motivation, and strategies to harness capability and foster 

employees will likely be more effective if they are based upon evidence (Davenport, Harris, 

& Morison, 2010; Gibbons & Woock, 2007; Marler & Boudreau, 2016; Messatfa et al., 2011; 

Pfeffer & Sutton, 2006; Roberts, 2008; Weiss. et al., 2005). Demonstrating bottom-line 

impact will require measures that indicate whether SHRM programs and practices actually 

make a difference to the areas in which they are applied (Lawler, et al., 2004). In many 

respects the "Holy Grail" for HR functions is the ability to show the bottom-line impact of 

their activities (e.g., Boudreau & Ramstad, 2007; Cascio, 2007; Fitz-Enz, 2010; Kingsmill, 

2003) and increase HR's influence on company business decisions and future business 

strategies (Bayrak, 2015; Fitz-Enz, 2010; Lawler, et al., 2004).  

 

HR analytics is a transparent, quantitative methodology (e.g., Cascio, 2007; Fitz-Enz, 2009; 

SSA, 2010a), that will make an important contribution to the current dissertation in a number 

of ways. For example, as part of a pragmatic mixed methods approach it is important to use a 

range of valid quantitative and qualitative sources of data to triangulate and integrate results. 

Additionally, as discussed previously SHRM research has been criticised for being reliant on 

self-report data (e.g., Guest, Michie, Conway, & Sheehan, 2003; Wall et al., 2004) and HR 

analytics are largely based on observable and verifiable workforce behaviour. Lastly, the 

effective measurement of people management systems has the potential to improve the 

achievement of business objectvies, foster a culture of continuous improvement, and identify 

the benefits of change (Wauchope, 2009), and HR analytics can play an important role in that 

process. 
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Conclusion 

Having established the rationale and basis of conducting an organisational diagnosis the next 

step was to identify a suitable model upon which to base the diagnostic process. A review of 

the organisational diagnosis literature was undertaken to identify a suitable model to guide 

the research design and meet the study objectives. Nine diagnostic models were reviewed 

with one, the congruence model assessed as being in alignment with the philosophical 

foundations of the research process, and the objectives of the current study. The next step is 

to describe the diagnostic method, including participants and procedure, and the specific 

questions that were investigated. 

 

Method 

 Participants and procedure. Although the Nadler and Tushman (1980) congruence 

model included a detailed breakdown of the diagnostic process and questions to be 

investigated, as sponsors of the study the next step was to consult with the senior 

management to get their input into, and approval of, the process before proceeding. 

Consultation consisted of meeting with the Director of Human Resources and a presentation 

to the senior management team covering the questions to be investigated, potential resources 

available to support the process availability and access to information, permission to access 

subject matter experts (e.g., list of 20 senior managers to be interviewed), process to be 

followed, and agreement to participate in a final review session with 12 executive managers 

to decide on the human capital resource issues to be addressed. Furthermore, support was 

provided in the form of numerous interactions with employees across the organisation 

throughout the diagnostic process, including meetings, emails, and face-to-face discussions to 

gather further information, clarify issues, and answer questions as required. The Director of 

Human Resources and senior management team raised several issues which had to be 

addressed. 

 

Firstly, in terms of the questions to be investigated, the senior management team indicated a 

high level of support for many of the proposed questions but did have some concerns with three 

components, namely organisational history, and both the formal and informal organisational 

arrangements. In regard to organisational history the management team indicated that they 

already had a strong understanding of this component and did not see value in reviewing it 

further, so it was dropped from the process. When it came to both the formal and informal 

organisational arrangements the key concern revolved around the number of separate projects 
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already being progressed in these areas. Another part of this was the scope of work overlapping 

with other teams in the human resource function who had responsibility and accountability for 

the relevant components, such as the organisational development team involved in formal and 

informal organisational arrangements and design, and the human resources team responsible for 

the human resource system. The senior management team indicated that formal and informal 

organisational arrangements would be covered by other relevant teams in the human resource 

function and would also be dropped from the diagnostic process.  

 

When it came to access to information, documents and subject matter experts required to 

conduct the analysis, the researcher collated a list of resources associated with each question. 

Resources were selected in terms of their availability, recency, and relevance to the questions. 

As with each of the other steps, the Director of Human Resources were consulted, and a list 

was passed onto the senior management team for approval as displayed in Table 3.2. The 

approval process was important in two key ways, namely: having the authority to access 

documents, information and resources, many of which were outside of the human resources 

team; and the commitment this earned with the senior management team to act on the findings.  
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Table 3.2.  

Summary of the Diagnostic Process Agreed Questions and Information Sources 

 

 

The last concern of the diagnostic study was the process to be implemented. The Nadler and 

Tushman (1980) congruence model included an approach based on a generic problem-solving 

process, starting with reviewing information in each of the characteristics and associated 

components, describing each component, and identifying symptomatic data that highlights 

potential problems. The key focus of the review was to specify the inputs, identify the outputs, 

and describe the environment within which each characteristic functioned (Nadler & Tushman, 

1980), which was agreed to by the senior management team. Progressing from this step, the 

next and final stage of the diagnostic process involved the senior management team and 
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culminated in a workshop with 12 members of the senior management team to review results 

and decide on a human capital resource issue to be addressed. Importantly, the consultation 

process and involvement of the senior management team reinforced that this was not just an 

academic exercise but directly contributed to setting SHRM strategy to effect change and have 

real world impact. 

 

Questions 

The diagnostic process investigated questions across the key organisational characteristics, 

inputs, transformation, and outputs. According to Nadler and Tushman (1980), the three 

characteristics consist of 11 subcomponents, and after consultation the researcher was given 

approval to review six, namely: environment; resources; strategy; task; individuals; and 

performance outcomes. Each of these characteristics and respective subcomponents will now 

be examined, with the related research questions for the present study also articulated. 

 

Inputs Characteristic 

 Environment 

Question 1. What demands does the environment make on the organisation? 

Question 2. How does the environment put constraints on organisational action? 

The host organisation is a large state-based government agency that plans, builds, and 

manages the state's road infrastructure network and employs approximately 4400 employees. 

According to the 2005-2010 Strategic Plan the vision of the host organisation was to 

contribute to the economic development of the state through the planning, delivery, and 

maintenance of key economic infrastructure (DMR, 2005). The strategic priorities were to 

deliver the road construction program of work, improve public safety, enable fair community 

access to transport links, enhance environmental conservation, and build and maintain the 

road network. There were also four high level business priorities including stakeholder 

engagement, planning for the long term, and most significantly for people management 

challenges, building workforce capacity, capability, and ensuring the safety and wellbeing of 

employees (DMR, 2005, 2006a).  

 

The high-level business priorities were themselves broken into six key result areas, namely: 

building effective relationships; having a state-wide approach to planning; program delivery; 

land management; infrastructure operations; and building organisational capability through 

people. Given the focus on people management issues, building organisational capability 
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through people and employee safety, were given particular attention and investigated in more 

detail. The Strategic Plan went on to detail five specific strategies relating to building 

capability in areas such as attracting and developing talent, enhancing employee 

commitment, enhancing planning and policy, implementing enterprise-wide approach to risk, 

and improving employee safety and well-being. From these statements of intent, the 

ramifications for people management are clear regarding increasing capacity, enhancing 

capability, and improving safety. Additionally, given the marked increase in the program of 

work and direction from stakeholders with regard to project delivery, enhancing 

organisational capacity and capability was of key importance (QLD Government, 2007b). 

 

In regard to delivery, the host organisation was facing an unprecedented and substantial project 

management challenge to deliver a very significant, and increasing program of work (Foster, 

2004). The state road network was under considerable pressure, with rapidly increasing 

population, and higher stakeholder expectations, particularly in regions within which the host 

organisation operated (QLD Government, 2000, 2007b). For example, the core region of 

operation was one of the fastest growing in Australia with 3% growth, 60% of the population 

and 90% of all freight being carried by the road network in the region (DMR, 2006a).  

 

As a consequence of these challenges, the host organisation was tasked to deliver a historically 

high infrastructure program. As displayed in Figure 3.2, in the 2003/04 to 2005/06 period the 

capital works program expected to be delivered increased by 72% from 931 million to 1.6 

billion dollars (QLD Government, 2006b, 2007b). Furthermore, the rise in program delivery 

was expected to increase further, with forward estimates indicating an increase of a further 54% 

to 2.4 billion in project delivery in the 2008/09 period, representing an overall increase of 

166% from 2003/04 to 2008/09. As an indication of the capacity challenge, although the capital 

expenditure increased by 72% in the 2003/04 to 2005/06 period, the employee headcount 

increased by only 10.5% in the same period. 
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Figure 3.2. Program of work from 2001/02 to 2008/09 financial years 

 

Concurrently with the substantial increase in infrastructure investment, the state was 

experiencing a boom in resources and housing investment, due in part to strong population 

growth (Austroads, 2006). Furthermore, the overall economic performance across Australia 

in the 2005-2008 period was very positive, with a GDP growth rate of 3% in 2005/06, 3.3% 

in 2006/07, and 3.7% in 2007/08 (ABS, 2009). A significant component of the growth was 

contributed by the engineering and construction sector, which recorded a strong increase in 

activity from 7 billion in March 2004 to 11 billion in March 2006, with a high proportion of 

the growth recorded in the home state of the host organisation (ABS, 2007a). Additionally, 

given the host organisation operated in the engineering and construction industry, it was 

notable the value of work done in engineering and construction in both the public and private 

sector experienced a marked increase from 4.4 billion in 2004/05 to 6 billion in 2005/06 

(ABS, 2007a). Overall, engineering work done in the home state increased by 28% in 

2004/05, and 36.6% in 2005/06, while construction work done increased 20% in 2004/05, 

and 20.6% in 2005/06 (ABS, 2006a).  

 

Importantly the level of activity was expected to continue, with the growth in engineering and 

construction forecasted to increase by further 77% in the years following, with substantial 

increases in transport infrastructure, water pipelines, electricity distribution and generation, 

and private sector investment (ABS, 2006b; Austroads, 2006). Indeed, private sector 

investment in new capital and engineering expenditure increased from $12 billion in 2003 to 

nearly $20 billion per annum in 2007 (ABS, 2006b, 2007c). Not surprisingly, this level of 
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economic activity translated into a large number of new employment opportunities and 

contributed to a subsequent reduction of 8.4% in the number of unemployed from the March 

2006 to March 2007 (ABS, 2007b). The Australian overall standardised unemployment rate 

fell from 6% in June 2003 to 4.5% in June 2006 (ABS, 2009). In the home state of the host 

organisation, the overall unemployment rate decreased from 6.1% in March 2004 to 4% by 

March 2007 (ABS, 2007b). The sheer scale of activity indicated an environment of strong 

growth across the engineering and construction sector, and the road construction sector in 

particular (Austroads, 2006, 2010). 

 

As a result of this high level of activity the labour market experienced a marked tightening as 

the demand for engineering and construction services increased. The host organisation was 

and still is part of Australia’s infrastructure and government sector which has undergone 

major change over the decade prior to the research being undertaken including; introduction 

of competition policy, increasing privatisation, and significant restructure (Hurford, 2003). 

As well as the surge in economic activity and resulting demand for capital works, there was 

also a slower but no less significant shift in the demographic characteristics of the workforce 

leading to a rapidly ageing workforce with an increasing proportion of employees 

approaching retirement (ABS, 2006a, 2006b; Barker, 2005; DEST, 2006a; DEWR, 2005; 

Jorgensen, 2004; QLD Government, 2006a; Taylor, 2006). Both of these factors contributed 

to the development of a very significant skills shortage across professional and technical 

occupations, particularly civil engineering, electrical engineering, project management, urban 

planning and design, geospatial science, structural engineering, and the construction trades 

(Buchan, 2005; DEST, 2006b; DEWR, 2006; DIC, 2004; Golightly, 2005; Hurford, 2003; 

Perryer, Jordan, Firns, & Travaglione, 2010; Vines, 2005). 

 

As a consequence the infrastructure workforce required to meet expected road construction at 

the time was expected to quickly overwhelm labour market supply (Austroads, 2006). 

Austroads (2006) forecasted labour market gap across the roads sector was around 2,500 

positions in Queensland alone, and was expected to widen further as maintenance activity 

increases and attrition of the existing workforce was taken into account (Austroads, 2006). 

Additionally, demographic factors such as ageing workforce was expected to further erode the 

total workforce supply in the medium to long term (QLD Government, 2006a). The shortages 

were translating into higher wages, lower retention rates and increasing challenges attracting 

and selecting new employees in the broader economy (Australian Visa Bureau, 2005; Hansford, 
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2006; Langford, 2006; Perryer et al., 2010; Reuprecht, 2005; Vines, 2005). As a result 

Engineers Australia indicated road construction projects would likely encounter significant 

delays and cost overruns (Taylor, 2006). Importantly, all these predictions all came to fruition, 

with significant economic growth and skills shortages experienced up until the economic crisis 

of 2008 and beyond, particularly in regional areas (Austroads, 2010; QLD Government, 2008, 

2009; Synergies, 2011). 

 

As a consequence of such constraints, the responsibility for delivery will increasingly fall on 

existing internal resources and processes, which placed a significant strain on employee 

capacity to deliver the program of work (Consultancy Bureau, 2004). Adding further pressure 

to internal capability are two other environmental demands, not referenced in any strategic or 

operational business plans yet they were key imperatives at the heart of how the organisation 

was expected to operate. The first revolved around the need to play a role as custodian of the 

infrastructure network. As custodian, the host organisation was expected to play a role in 

developing and nurturing talent across the industry by taking on talent in times of depressed 

construction and giving some up in the boom periods.  

 

The second key demand was a strategic imperative to be an informed purchaser of work 

processes, construction partnerships, and raw materials. The implication of being an informed 

purchaser was the expectation to build and retain the knowledge and expertise to make 

"informed" judgements, set and maintain industry standards, and monitor and influence the 

outcomes of projects with alliance partners on behalf of the state. Consequently, the host 

organisation was reliant on the collective knowledge and expertise of its people in areas such as 

infrastructure engineering, structural engineering, materials sciences, spatial sciences, 

environmental engineering, project planning and management, infrastructure design, 

construction techniques, urban planning, and long-term infrastructure planning.  

 

In conclusion, given the vision, mission, and goals of the organisation, the people 

management challenges identified broadly revolved around increasing capacity, enhancing 

capability, and improving employee safety and well-being. Capacity refers to having the 

required number of employees available to deliver the work and refers to strategies aimed at 

increasing attraction and selection, and employee retention as well as overall productivity. 

Capability refers to the degree to which employees with the requisite skills, expertise and 

knowledge are retained and developed to deliver the program of work, while employee safety 
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refers to the extent employees return from doing their jobs in a safe and healthy condition. 

Not surprisingly, these challenges were interrelated and dependent upon a wide range of 

external and internal constraints which will be explored further in the diagnostic process. 

 

 Resources 

Question 4. What is the relative quality of the different resources to which the 

organisation has access? 

Question 5. To what extent are resources fixed rather than flexible in their 

configuration? 

To progress the host organisation's vision, mission, and goals the senior management team 

proposed six resources that drove the achievement of organisational objectives: stakeholder 

relationships; state-wide integrated transport planning; program delivery processes; corridor 

management; road operations; and people capabilities (DMR, 2005, 2006a; QLD Government, 

2007a). In recognition of the importance of these resources and the volume of outputs expected, 

the host organisation directed a great deal of effort and resources into building the capability in 

each of these areas. A key perspective in understanding the relative quality of resources in the 

key result areas is assessment of the skills, knowledge, capabilities and capacity of the people 

who are tasked with progressing the respective strategies and work tasks. Furthermore, given 

the broader labour market conditions as described in the environmental constraints, and in 

alignment with the responsibility of human resources team within which the researcher was 

embedded, a strategic workforce planning process was authorised and resourced. 

 

Strategic Workforce Planning (SWP) is a key SHRM methodology to ensure decisions and 

actions impacting the workforce are aligned with the strategic needs of the organisation (Colley 

& Price, 2010; Ward, Tripp, & Maki, 2013). SWP is a gap analysis process, that revolves 

understanding future workforce needs to meet organisational objectives, understanding the 

dynamics of the current workforce, and assessing the gap between the current state and the 

desired future state (Ward et al., 2013). The purpose of SWP is to understand the workforce 

required to deliver its program of work over the long term, and develop strategies to ensure the 

organisation has the capacity and capability required to achieve organisational objectives 

(Colley & Price, 2010; DMR, 2006c).  

 

The SWP process consisted of five steps, starting with forecast setting, demand and supply 

forecasting, strategy development, and strategy implementation (ANAO, 2005; DMR, 2006c). 
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The objectives of the process were to quantify current workforce needs, identify future 

workforce requirements and the factors that impact upon them, highlight skills shortages, and 

suggest SHRM strategies to ensure future business needs are met (DMR, 2006c). The project 

was progressed over a six month period and involved a series of interviews with senior 

managers, demand forecasting workshops with business unit managers, analysis of workforce 

data using HR analytics techniques, analysis of the external labour market to assess critical job 

roles, gap analysis integration sessions to highlight workforce gaps, and strategy sessions with 

key stakeholders to determine next steps (DMR, 2006c). Given the scope of the questions on 

human resource quality and flexibility, the focus will be on the organisational setting, and 

supply and demand forecasting. 

 

In terms of the organisational setting, as discussed previously the host organisation was 

experiencing a rapid increase in the volume of work and delivery expectations. To address 

these challenges, the host organisation embarked upon a significant transformation in terms of 

how it was organised, the structure and flow of technical business processes, and the service 

delivery model. Furthermore, the work environment was becoming increasingly complex as a 

result of legislative and regulatory changes, and having the sufficient levels of capability with 

the right skills was increasingly difficult as the labour market tightened (DMR, 2006c). Indeed, 

an assessment of the internal labour market supply identified a number of risks to the 

progression of the host organisation's key result areas. For example, taking into account 

projected voluntary turnover and retirement, analysis indicated a potential reduction in 

workforce numbers of around 45%, with 34% reduction in engineering, 33% in stakeholder 

relations, 53% in infrastructure construction and maintenance, and 35% in transport planning. 

Reductions were projected to be particularly problematic in the critical job roles that were in 

high demand in the labour market, and also key to delivering the program of work. 

 

Critical job roles are key to achieving organisational objectives. According to the strategic 

workforce planning process, such roles require skills and knowledge that are hard to source, 

take considerable time and resources to develop internally, are pivotal to delivering the core 

business, and are of a significant number within the host organisation (Bourdreau & Ramstad, 

2007; DMR, 2006c). In the host organisation, critical job roles included: civil engineers; civil 

designers; transport planners; project managers; mechanical fitters; electrical and construction 

trades. Projections for the reduction in capacity across the critical job roles were: civil 

engineers 39%; planning and design 29%; project managers 40%; mechanical fitters 51%; 
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electrical and construction trades up to 50% (DMR, 2006c). In addition to the internal supply, a 

detailed examination of external labour market conditions reinforced some of the anticipated 

challenges. 

 

As described previously, the external labour market was experiencing rapidly increasing 

demand and skills shortages (e.g., Austroads, 2006; DEST, 2006a, 2006b). In terms of the 

current question the host organisation recorded an 11% increase in vacancies for engineering 

roles, 17% increase in associate engineering and construction roles, and 7% for electrical and 

electronic trades from 2005 to 2006 (DMR, 2006c). Overall the critical job roles were 

experiencing industry-wide skills shortages, which created a highly competitive labour market 

and subsequent pressure on salaries and improving terms and conditions of employment 

(Austroads, 2006; DEWR, 2006). Such concerns also spilled into the demand forecasting 

process, which highlighted the resourcing challenges facing the host organisation. 

 

Demand forecasting provides an estimate of the projected change over time, and includes 

workforce size, skills, and job roles. Demand forecast workshops were held across the 

organisation with senior managers, subject matter experts, and key stakeholders (DMR, 2006c). 

Results indicated a surge in requirements, particularly in terms of the critical job roles as a 

direct consequence of the increase in the infrastructure program. For example, the infrastructure 

delivery and maintenance section were projected to require a 29% increase in employees. In 

terms of the critical job roles increases were projected to be even more severe, including: civil 

engineers 93%; planning and design 55%; project managers 90%; mechanical fitters 87%; and 

electrical and construction trades up to 104%. Overall, it was concluded the key skills needed 

to deliver the program of work would include the ability to deliver ever increasing demand with 

resources that were at best not shrinking and would need new thinking, work redesign, process 

reengineering, problem solving, stakeholder consultation, risk management and leadership to 

drive change. 

 

In terms of the flexibility of resources, it should be noted that although there was some scope 

for redeployment of resources across the organisation, in reality the opportunities for this were 

limited. Looking across the critical job roles, each was characterised by substantial needs in 

terms of the skills, knowledge, and experience required. Civil engineers for example required at 

least a 4-year undergraduate degree, then a 5-year certification program before they could be 

fully proficient. Furthermore, due to the legislative framework and the nature of the stakeholder 
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relations, organisational goals and objectives do not change quickly, and cannot simply be re-

tasked without considerable consultation and approval at the highest levels of state government. 

 

In summary, the host organisation was facing severe skills and capacity shortages with 

significant and increasing gaps in critical job skills needed to deliver the organisation's mission, 

vision, and goals. As well as an increasing internal emphasis on growing the professional, 

technical, and project management capabilities, externally, a number of demographic and social 

changes were also impacting the broader labour market, including a surge in national 

infrastructure spending in both the private and public sector. 

 

 Strategy 

Question 6. How has the organisation defined its core mission, the markets it serves, 

and the products and services it produces? 

Question 7. On what basis does the organisation compete and what specific objectives 

have been set for organisational output? 

As described previously, the host organisation's core mission was to plan, manage and maintain 

the state road network, with the vision being to connect people, places, goods, and services 

with a transport system that improves economic, social, environmental, and cultural wellbeing. 

The objectives were to provide efficient and effective transport to support industry 

competitiveness and growth, safer roads to support safer communities, providing fair access 

and amenity to support liveable communities, and ensuring environmental management to 

support conservation (DMR, 2006a). The key implication of this is that the host organisation is 

a government department which exists to progress government transport policy. As a 

government entity the host organisation does not compete in the same way as a private sector 

company, is bound by a complex tapestry of competing expectations, legislative and regulatory 

frameworks, is organised to pursue the policy objectives of the government of the day, and a 

wide range of stakeholders in both the public and private sector. 

 

Reflecting the complex operating environment, the host organisation's strategic plan was 

divided into six key result areas, namely: effective relationships; state-based system planning; 

program management and delivery; corridor management; road operations; and people 

capability. Each of the key result areas were further broken down into specific strategies and 

indicators. For example, effective relationships revolve around being a leader in community 

consultation, engaging with the minister and portfolio leaders in government, and actively 
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engaging in partnerships and networks. While state-based planning involves aligning 

investment with transport priorities, actively managing transport corridors in alignment with 

population change, and balancing capital and maintenance expenditure on a whole-of-state 

perspective (DMR, 2005, 2006a; QLD Government, 2007b).  

 

In summary, the host organisation was expected to support rapidly changing and sometimes 

competing government priorities in terms of building the state economy, strengthening 

community transport links, delivering a historically unprecedented level of infrastructure 

projects, and protecting the environment and was under a great deal of pressure to deliver on 

that expectation. 

 

Transformation Characteristic 

 Task 

Question 8. What are the skills and knowledge demands of the work? 

Question 9. What types of rewards can the work provide? 

Question 10. What is the degree of uncertainty, routine-ness and interdependence of the 

work tasks? 

Question 11. What are the constraints on performance inherent in the work demands? 

As discussed previously, the host organisation is tasked with delivering an integrated transport 

network to build the economy and strengthen communities, while protecting the environment. 

To deliver these outcomes, the organisational business model describes four key business 

capabilities, namely technical capabilities, corporate capabilities, system capabilities, and 

relational capabilities (DMR, 2006b). Technical capabilities cover planning, design, and road 

operations, while corporate capability refers to developing policy, strategic advice, managing 

finance, and having an enterprise approach to risk management. Systems capabilities refers to 

making decisions more holistically, integrating strategy, finance, and aligning long term 

investment with strategy. The last capability revolves around relationships and covers executive 

and cabinet services, media and community relations, and community and industry 

engagement. The workforce capabilities to deliver these capabilities are both diverse in scope 

and deep in terms of the knowledge and skills required, particularly in areas such as setting 

infrastructure standards, project management, transport planning, civil engineering, 

construction, and community engagement (DMR, 2006c). 
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As a government agency the terms and conditions of employment are strongly regulated with 

limited options for offering rewards outside of strictly defined parameters. Remuneration, 

particularly for senior and highly skilled technical and professional experts, is not as high as in 

the private sector, however the leave, work life balance options, and retirement benefits are 

generally accepted as being superior in Government (DMR, 2006c). Within the organisation 

itself, management report a high degree of workforce satisfaction and engagement, with it 

being anecdotally accepted employees have high levels of commitment to the organisations 

vision, mission, and goals. Although, it should be noted that corroborating evidence of this 

belief were limited. 

 

Task certainty, routine-ness, and interdependency vary greatly across the organisational 

processes and capabilities, however in general work tasks are highly interdependent. The 

infrastructure delivery model for example, consists of seven highly interdependent phases with 

key professional inputs required at various stages, such as transport planners, civil engineers 

and project managers working across multiple phases on different projects concurrently. Such 

interdependencies also form a key constraint on the achievement of organisational objectives. 

These constraints are complex to describe let alone quantify, as work tasks often must move 

through multiple stages, and work flows. This often requires input from numerous teams and 

subject matter experts before progressing to the next stage.  

 

Furthermore, the host organisation has been under considerable pressure to increase 

governance, introduce enterprise risk management, and integrated planning involving other 

departments, which adds further complexity and layers of bureaucracy to the overall task. 

Therefore roles across the core infrastructure delivery areas of the business are characterised as 

complex, highly skilled, and part of a broader work flow that has been under considerable 

strain (QLD Government PSC, 2007). Combined with the resource constraints in terms of the 

broader labour market and projected workforce supply, the key constraint is securing the people 

to do the required work. 
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 Individual 

Question 12. Knowledge and skills individuals have? 

Question 13. What are the individual needs and preferences? 

Question 14. What are the individual perceptions and experiences? 

Question 15. What are the background factors? 

As described above, the host organisation requires a range of skills and knowledge to deliver 

the business outcomes, and these have been encapsulated in distinct clusters of capabilities 

called occupational groups. The workforce is distributed across 44 distinct occupational groups, 

11 of which cover the core knowledge and skills required to deliver organisational objectives 

(see Appendix A - Occupational Groups), namely construction technicians, construction 

workers, civil engineers, electrical technicians, infrastructure inspectors, mechanical 

operations, planning and design professionals, project managers, safety inspectors, spatial 

scientists, and transport and town planners (DMR, 2006c). These core capabilities have been 

differentiated further with seven groups designated as critical to the business, namely: civil 

engineers; planning and designers; transport planners; project managers; mechanical fitters; 

electrical technicians, and construction technicians (DMR, 2006c). Each of these professional 

and technical occupational groups are characterised by a large proportion of highly skilled 

experts, a number of whom are internationally recognised leaders in their fields and require a 

substantial investment in time and resources to be fully proficient. 

 

The individual needs and preferences across the core business processes, and plethora of sub-

tasks are considerable, and would require a separate project to go into any level of detail. 

Furthermore, there was a distinct lack of information in regard to understanding individual 

employee preferences, perceptions, and experiences. The last whole-of-organisation survey had 

not been done for some time, and there had been little investigation into these areas. Indeed, the 

lack of existing information addressing this question was noted by the senior management team 

as a key area of need identified in the diagnostic process. 

 

One information source was a consultant review conducted 18 months before the diagnostic 

process which focused on the critical delivery issues facing the host organisation, the resources 

available to deliver the workload, the structural ramifications, and potential human resource 

responses (Consultancy Bureau, 2004). The review reiterated the increasing complexity of 

work, the resource constraints, and made observations on the impact on employees, particularly 

in terms of employee retention, difficulty attracting graduates and new employees, and 
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reducing job satisfaction and morale (Consultancy Bureau, 2004). One key issue was the 

change in job requirements transitioning from a professional or technical role to a managerial 

role. The job requirements are very different, yet employees are being forced down that route to 

realise the benefits in terms of higher rates of pay and better conditions of employment. 

Furthermore, making the transition from a top professional role, to a managerial role forced 

employees to make a hard choice between doing the work they enjoy doing and a less desirable 

role but with higher remuneration (Consultancy Bureau, 2004). 

 

The background factors are not well defined in the Nadler and Tushman (1980) congruence 

model, being described as factors (such as demographics) that may potentially influence 

individual behaviour that are likely highly contextually driven. Given the substantial change in 

the program of work and subsequent impact on employee capacity, and results already 

described, and consultation with senior management, background factors were defined as 

covering; attraction and selection, employee retention and turnover, and employee safety and 

wellbeing. 

 

Attraction and Selection 

In an environment of rapidly increasing work demand, it was important to ensure a 

continuous pipeline of new employees, particularly external applicants, are attracted to fill the 

vacant positions (Foster, 2004). Attraction and selection outcomes were assessed in terms of 

three key parameters: change in recruitment demand; size of applicant pools; and proportion 

of positions filled successfully. In the 2001 to 2005 period, the demand for new employees 

increased from 289 new positions advertised in 2001 to 898 in 2005, representing an increase 

of 609 new positions (or 211%) over the period. An increasing demand for new employees 

has to be met with a commensurate ability to attract them. 

 

Recruitment outcomes demonstrate just as the organisation has experienced a marked 

increase in the demand for new employees, there was a gradual decrease in the ability to 

attract and select them. The average number of internal and external applicants decreased 

from 10.2 to 4.6, a reduction of 54%. The decrease was particularly severe for external 

applicants which dropped 74% from an average of 7.9 in 2001 to 2 in 2005. As displayed in 

Figure 3.3, the reduction was even more pronounced (80%) for the professional stream who, 

as already discussed, were critical to the core business of the organisation. A second area of 

recruitment outcome decline was the proportion of roles being successfully filled. Although 
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the number of roles being filled increase, the proportion of roles filled generally declined 

from 78% in 2001 to 73% 2005. The declines were particularly marked for the professional 

stream which declined from 77% to 66% in the same period. This result was highly 

concerning due to the nature of the professional stream which included some of the most 

critical capabilities that contributed to the achievement of objectives.  

 

Figure 3.3. Average number of external applicants for each role advertised from 2001 to 

2005 

 

When assessing turnover, two considerations were taken into account, namely a historical 

view of the number of employees who left during the period preceding the diagnosis and the 

level of risk of future employees leaving. To measure the number of employees who left over 

time, a key HR metric voluntary turnover was calculated, while the level of risk of future 

employees leaving was assessed through the calculation of two other HR metrics, namely: 

retirement rate; and retirement eligibility (e.g., Cascio, 2007; Fitz-Enz, 2009; SSA, 2010a). 

Further information and a discussion about turnover and how its measured can be found in 

Appendix A - HR Metrics: turnover, retirement rate, and retirement eligibility. All three 

metrics were calculated and assessed to determine the turnover gap and future risk. 

 

Employees Leaving: Voluntary Turnover Rate 

As displayed in Figure 3.4, the overall separation rate across the host organisation did not 

change markedly from 2004 to 2006, however the average separation rate was 10.6% which 

is considered to be relatively high (Boudreau & Ramstad, 2007; Cascio, 2007; CLC, 2005; 
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Fitz-Enz, 1984), particularly for the public sector (SSA, 2010b). It was notable however, 

although the overall separation rate remained relatively stable, due to increasing headcount 

the number of employees leaving increased by 30% from 396 in 2004 to 516 in 2006. 

Furthermore, the overall rate obscured marked differences in separation rates of key 

occupational groups considered to be critical to the business (Becker et al., 2009; QLD 

Government, 2007b).  

 

Turnover results across selected critical occupations, demonstrated that the risk profile was 

higher than for the overall organisation. For example, the Civil Engineer turnover rate 

remained high with an average rate of 13.3% in the same period, Planning and Design 

employees increased from 5% in 2004 to 11.5% in 2006, Transport Planning turnover rate 

increased from 6% in 2004 to 20% in 2006, while Project Management decreased from 15% 

in 2004 to 10% in 2006. Indeed, the turnover rate across the professional and technical 

employee groups increased markedly in the years preceding 2006. This increase was 

particularly notable in the technical employee groups, which recorded a 110% increase in 

separations, from 4% in 2004 to 10% in 2006. As well as the trend of an increasing number 

and proportion of employees who left the host organisation from 2004 to 2006, there was also 

an escalating risk in the likelihood of future separations as the proportion of employees 

approaching retirement also increased steadily. 

 

 

Figure 3.4. Total separation rate for whole of organisation and selected occupational groups 

(2004 to 2006) 
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Future Risk: Retirement Eligibility and Retirement 

Future risk of turnover consisted of two types, voluntary turnover which has already been 

discussed, and retirement. One of the common assessments of risk in regards to retirement is 

the proportion of employee approaching retirement age, which at the time of the diagnostic 

process was defined as the percentage of employees 55 years and older (CLC, 2005; Fitz-

Enz, 1984; SSA, 2010a). In 2006, 30% of all employees were approaching retirement age 

which is considered to represent a high risk to future capacity (SSA, 2010b).  

 

As displayed in Figure 3.5, the proportion of employees approaching retirement across 

selected highly in demand occupational groups was not as severe in absolute terms. 

Importantly however, although the risk in absolute terms seemed lower in comparison to the 

organisation overall, in conjunction with decreasing recruitment outcomes, increasing 

turnover, and the long lead times for developing effective capability, the retirement risk is a 

major concern. Eligibility for retirement and actual retirement are not necessarily the same 

thing however, and in the years preceding 2006 the retirement rate was a modest 5% for 

employees 60 years or older. Given retirement is strongly linked to employee age however, 

managers were faced with an ageing workforce and a commensurate increase in retirement 

risk. 

 

 

Figure 3.5. Proportion of employees approaching retirement across selected occupational 

groups 
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In summary, as well as the HR analytics and metrics data, a review of several internal business 

progress reports reinforced the growing awareness of and concern for, the deteriorating 

outcomes across both attraction and selection, and turnover. For example, one such report 

observed the organisation was losing staff from all experience levels and a professional 

experience gap was growing (Foster, 2004). 

 

Employee Safety and Wellbeing 

Employee safety and wellbeing was the third factor assessed. Given the type of work in 

which the host organisation was involved, employee safety was a very important 

consideration, a key component of the strategic and business plan, and an area of focus for 

the management team. As a result of this focus, there was a strongly resourced area of 

practice focused on safety, which had achieved considerable success in this domain. In 

consultation with the health and safety team, the researcher was assured this people 

management challenge was being met and was well managed with detailed reports provided 

to the senior management team on a regular basis monitoring a wide range of safety 

outcomes. 

 

As directed by the senior management team, the next two components of transformation 

namely the informal and formal organisational structures were not covered in the diagnostic 

process so the next characteristic, outputs, was investigated. 

 

Outputs Characteristic 

Question 20. How well does the organisation meet its objectives? 

Question 21. How well does the organisation make use of its resources? 

Question 22. How well the organisation adapts to its environment? 

The strategic priorities for the host organisation were to deliver the road construction program 

of work, improve public safety, enable fair community access to transport links, enhance 

environmental conservation, and build and maintain the road network. In terms of construction 

and delivery, the host organisation had already delivered a record program of work on behalf of 

the state. This included $1.6 Billion of construction, upgrades, and maintenance, and the 

development and release of a $10.5 Billion dollar five year transport investment plan (DMR, 

2006a). Furthermore, a regional infrastructure renewal program targeting key transport links 

was initiated and a record number of safer road programs were launched.  
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Outcomes for public safety at the time were positive, with the proportion of road fatalities per 

100,000 people and incidents per 100 million vehicle kilometres travelled both trending down 

in the decade preceding the diagnostic process, although it flattened over the previous two 

years (DMR, 2006a). Furthermore, the rate of accidents around road project worksites had 

reduced over the 3 years prior to the diagnosis, which was a particularly good result given the 

investment that had been directed to improve outcomes in that area. When it came to 

community and business perceptions of, and access to the transport network, satisfaction levels 

were higher, but there remained considerable opportunities for improvement (DMR, 2006a). 

Progress had also been made in the area of environmental protection, with a new risk 

framework developed, changes to maintenance procedures cut CO2 release, reduced risk of 

waterway contamination, and reduction of materials used in construction. 

 

When it came to the utilisation of resources, it was very difficult to make an overall assessment, 

given resources could cover the financial resources, buildings, vehicles and plant equipment, 

processes and procedures, infrastructure materials, and of course the human capital of the 

organisation. Given the focus of this dissertation, the key lens was from a human resource 

perspective. Summarising previous discussions, employees were fully engaged in delivering the 

program of work, with concerns being raised in terms of excessive use of overtime, inability to 

take holidays and employee fatigue (Consultancy Bureau, 2004). Therefore given further 

expansion of the infrastructure program, and the broader economic situation, the key challenge 

would be securing the employees needed to achieve the outcomes expected (DMR, 2006c). 

 

The last question to be investigated was the capability of the host organisation to adapt to 

changing environmental conditions. Being a public-sector department, there were a wide range 

of legislative boundaries that constrained the organisation at every level and in every facet of 

its operations. Taking the human resource domain as a key example, the terms and conditions 

of employment, health and safety, reward and recognition, rates of remuneration, leave 

provisions, and governance requirements were heavily regulated and difficult to change. High 

level organisational objectives were largely set by outside stakeholders, outcomes were 

negotiated at the highest levels of government and therefore, change was not easily achieved. 

The ramification of this environment was that the opportunity for adaptation at the strategic 

level was limited, as was the opportunity to renegotiate or change organisational objectives and 

performance expectations (DMR, 2006a, 2006b; QLD Government, 2006b, 2007b). 
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In summary, the host organisation was tasked with planning and delivering a road network that 

enhanced community and business outcomes, improved public safety, and considerate of 

environmental impact. The entire transport network was under pressure due to rapidly 

increasing population, changes in traffic patterns, and increasing business, community, and 

stakeholder expectations. In acknowledgement of these considerations, a record level of 

investment had been channelled into the road network, with a subsequent substantial increase in 

the program of work to be delivered by the host organisation. This was placing considerable 

pressure on internal resources, particularly highly skilled employees critical to delivering the 

road program, with data showing lower attraction rates, higher turnover, and ageing employees 

building higher retirement risk. Furthermore, the skills required to achieve organisational 

objectives are complex, hard to source, and take considerable time to learn and develop. At the 

same time, the broader economic environment was booming, exacerbating the pressure on the 

labour market, which was characterised by skills shortages, and increases in labour and 

infrastructure costs. Therefore, although the organisation had met its objectives in the past, 

there was a risk the record level of delivery in the following years would be increasingly 

difficult to achieve. 

 

Deciding on the Performance Criterion 

The final step of the diagnostic process involved presenting the results to the senior 

management team, enabling them to decide on the key human resource capital problems to be 

addressed. The workshop in which the results were presented was facilitated by the Director 

of Human Resources and started with a presentation by the researcher of the findings, across 

the three characteristics of organisational functioning, namely: inputs; transformation 

process; and outputs. The ensuing discussion was structured around these characteristics with 

a focus on the human resource implications of the issues that were raised. The Director of 

Human Resources summarised the key human resource implications in terms of: declining 

ability to attract employees needed to deliver the organisational goals; decreasing ability to 

retain key employees critical to the business; an internal labour supply increasingly at risk 

due to an ageing workforce; an external labour market characterised by high demand and 

restricted supply; and employee wellbeing and safety.  

 

Each of the potential human resource implications were assessed in terms of three criteria, 

namely: linkage to the organisational goals; potential impact of the external environment; and 

nature and extent of the performance gap as displayed in Table 3.3. Doing so was both 
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relevant to the organisation and enhanced the contextualisation of the research project 

increasing its validity. Senior managers agreed turnover was a key human capital resource 

outcome and authorised a research project to understand the factors involved and determine 

strategies to address employee flight risk. As a result of this decision, turnover was selected 

as the key people management challenge to explore the link between SHRM practices, human 

resource capital, and employee and organisational outcomes. The senior management team 

decided turnover would be a key focus of people management strategy and adopted as a 

measure of the development of human capital resources needed to achieve organisational 

objectives. 

 

Implications for SHRM-Performance link 

The first implication from the diagnostic process is the utility of investigating the 

performance criterion, particularly by coming to an understanding of its relationship with the 

organisational strategy, objectives, and context. For example, in the current study, turnover is 

important to the achievement of organisational objectives because: the operating model 

consists of interdependent processes; processes that rely on highly skilled occupational 

groups with deep professional and technical knowledge; with occupational groups that are 

under increasing risk of depletion from ageing and external employment pressure; an 

operating environment characterised by substantial increases in stakeholder expectations on 

output delivery; and a rapidly growing economy with very tight labour market and high 

demand for the same kinds of employees the organisation needs to achieve its objectives. 

 

An important implication for human capital resource theory is the potential for the 

organisational environment to limit management responses to environmental change, as well 

the SHRM options available. In the current study, management options were highly 

constrained not just in terms of setting organisational objectives, but also in terms of 

conditions of employment, recruitment, training and development, performance management, 

and recognition. This suggests that the organisational context will be characterised by 

significant constraints which could impact SHRM options, and through this the link between 

SHRM, human resource capital and employee and organisational outcomes. It should also be 

noted that multiple factors can influence the value of human resource capital, as was 

observed in the current study where a combination of factors together influenced human 

resource capital value. Understanding these contextual factors is even more important when 

such factors are unlikely to remain constant. Overall the diagnostic process illustrates that the 
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value of human capital over time can be strongly influenced by both the organisation strategy 

and operating model, as well as the internal and external operating environment (Boudreau & 

Ramstad, 2007; Ployhart, 2012). 

 

Summary 

The purpose of the diagnostic process was to decide on the performance criterion to be 

investigated as part of a broader investigation of the link between SHRM practices, human 

resource capital, and employee and organisational outcomes. The reason for conducting a 

diagnosis was in response to previous criticisms of SHRM research, beginning with 

criticisms that such research has focused on performance issues of questionable relevance or 

importance. Another criticism of previous SHRM research has been its under-investigation or 

even discounting internal and external organisational environmental factors which may 

influence the selection and outcomes of SHRM strategy. Within this study, it was clear that 

the organisational environment was strongly associated with strategic concerns, underlining 

the value of integrating context with the research design and process. This helped to address 

concerns about the extent to which previous SHRM research reflected the idiosyncratic 

nature of SHRM in the real world. Furthermore, another key feature of the research process 

was to follow a behavioural approach, which depends on the need to address a concrete 

phenomenon in its natural setting, that deals with a fundamental work problem. The 

diagnostic process enabled the research to adapt to these behavioural issues, thereby 

addressing these criticisms, while building a foundation for understanding the link between 

SHRM practices, human resource capital and organisational outcomes. 

 

The diagnostic process followed the Nadler and Tushman (1980) congruence model and 

investigated four interdependent factors, namely: inputs and strategy; transformation process; 

and outputs. These higher-level factors were further analysed into nine sub-components and 

22 questions. After widespread consultation and a final workshop with the senior 

management team, turnover was chosen as the key human capital resource criterion to be 

investigated, making turnover the dependent variable for the rest of the research reported in 

this dissertation. The drivers of this decision directly related to the employee capacity and 

capability challenges that were identified as the diagnostic process progressed. 

 

The inputs factor reflects influences arising from the organisational environment, resources 

and history. The external environment of the host organisation was characterised by rapidly 
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increasing delivery expectations by stakeholders, in conjunction with a strengthening 

economy that resulted in severe resource constraints in terms of the availability of equipment, 

material resources, and people to do the work. Furthermore, the organisational mission 

revolved around having high quality technical expertise and being an informed purchaser of 

complex construction services. In addition, the organisational culture and identity included 

playing a broader role supporting industry in terms of the training and development of 

engineering capability. These factors combined to place a great deal of strain on internal 

organisational capacity and capability, which are directly impacted by employee availability. 

 

Organisation strategy further exacerbated the resource constraints as key skills and 

knowledge required to deliver the complex and integrated strategy, were slow to develop, 

difficult to recruit, and based on a workforce who were approaching retirement. Even a low 

level of turnover had the potential to adversely impact the achievement of organisational 

strategy, goals and objectives, making such resources of higher priority because of their 

greater influence on organisational outcomes. Given the organisational context, which was a 

public-sector entity in a monopoly supplier of services; key processes, practices and 

knowledge were unique to the organisational setting. Therefore, some employee skills, 

knowledge, and capabilities were firm-specific, meaning it would take considerable time and 

resources to develop new employees to the same level of productivity as employees who left. 

In addition, the organisation operated within a legislative framework that limited adaptation 

of HR practices, and organisational objectives were largely dictated to management from key 

stakeholders, further impeding agility.  

 

The transformation process involved an investigation of organisational tasks, the individual 

knowledge, skills and capabilities needed, and the formal and informational organisational 

structures. As discussed in the method, the formal and informal arrangements were out of scope 

for the diagnostic process largely due to organisational politics and the researcher not being 

able to secure the authority to investigate. Given the utility of investigating the other factors in 

the diagnostic process the omission is a potential limitation, although this was partly offset by 

informal discussions and information sharing with the area responsible for investigating these 

issues outside of the research process. When it came to organisational tasks, they largely 

consisted of complex interdependent processes that in some instances unfolded over decades 

and required high levels of technical and professional knowledge to execute. The implication of 

these factors for employee capability were considerable. For example, several roles consisted of 
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employees whose knowledge was built over decades and who were globally-recognised experts 

in their field. Such knowledge and expertise cannot easily be sourced from the labour market, 

nor can it be fast-tracked or developed in a short period of time. The impact of such employees 

leaving would have been far-reaching and widespread. 

 

These concerns combined with the assessment of outputs which indicated organisational 

resources were already fully committed, with little opportunity to change stakeholder 

expectations or customer transport needs, reinforced that employee flight risk was a key 

strategic concern to the senior management team, directly related to the development of human 

capital resources, and through this the achievement of organisational objectives. 
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Table 3.3.  

SHRM Diagnosis Summary of Results 
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Chapter 4 Retention Survey 

 

The diagnostic process identified employee turnover as a key human capital resource issue 

for the host organisation. The next step in understanding the link between SHRM practices, 

human resource capital, and employee and organisational outcomes is to understand the 

drivers of turnover, and through this the causal links between turnover, SHRM practices, 

strategy, and turnover outcomes. The overarching objective of which is to provide the insight 

required to develop interventions to effect change in retention, contribute to organisational 

outcomes, and demonstrate how SHRM strategy can influence the achievement of 

organisational objectives. 

 

Employee Turnover 

Over the past 100 years, organisational researchers have devoted a great deal of attention to 

the study of why people leave, why they stay, and most importantly what organisations can 

and should do about it (e.g., Allen, Shore, & Griffeth, 2003; Kacmar, Andrews, Van Rooy, 

Steilberg, & Cerrone, 2006; Lee, Ashford, Walsh,& Mowday, 1992; Maertz Jr & Campion, 

1998; Memon, Salleh, Baharom, & Harun, 2014; Steel, Griffeth, & Hom, 2002; Youngblood, 

Mobley, & Meglino, 1983, to name but a few). There have been literally thousands of studies 

focusing on employee retention and turnover (Hancock, et al., 2013; Hom, Mitchell, Lee, & 

Griffeth, 2012; Maertz Jr & Campion, 1998; Taylor, 2006), covering hundreds of 

applications, research settings, industries and organisations, just some examples include: 

nursing (Cox et al., 2006; Price & Mueller, 1981); child care (Barak, Nissly, & Levin, 2001); 

hospitality (Tracey & Hinkin, 2008); retail (Hausknecht & Trevor, 2011; Salleh, Nair, & 

Harun, 2012); water utilities (Harris, Kacmar, & Witt, 2005); hospitals (Mitchell, Holtom, 

Lee, Sablynski,& Erez, 2001); banking (Dalton, Krackhardt, & Porter, 1981); steel mills 

(Arthur, 1994); call centres (Hillmer, Hillmer, & McRoberts, 2004); national guard soldiers 

(Hom, Katerberg,& Hulin, 1979); air force pilots (Atchison & Lefferts, 1972); public servants 

(Selden & Moynihan, 2000); civil engineers (Glagola & Nichols, 2001); non-profit (Selden & 

Sowa, 2015); and knowledge workers (Hofaidhllaoui & Chhinzer, 2014; Joo, Hahn, & 

Peterson, 2014), reflecting a high level of interest from organisations and their management 

teams.  
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One of the reasons for this level of interest is the level of concern organisations have with 

their ability to retain the key people they need to be successful (Allen, 2008; Allen, Bryant,& 

Vardaman, 2010; Beames, 2004; CIPD, 2006; Hancock, et al., 2013; Taylor, 2006). For 

example, the US Bureau of Statistics reported an average of 25 million employees were 

involved in voluntary turnover, an increase of 6.1% from 2010 to 2011 (Hathaway, 2013; 

Memon et al., 2014). Another study conducted outside of the US by Hewitt (2011) revealed a 

high average turnover across Southeast Asia, including the Philippines (14.8%), Malaysia 

(14.4%), Singapore (14.1%), Thailand (10%), and Indonesia (9.8%). More recently two meta-

analytic reviews of the connection between employee turnover and performance found 

substantial impacts on the achievement of organisational objectives and bottom line profit, 

particularly for highly skilled, knowledge intensive industries (Hancock et al., 2013; Park & 

Shaw, 2013). While a study of the cost of nursing turnover in Australia, concluded the 

average costs of turnover for each employee that left was $49,255 and temporary replacement 

costs for unfilled positions was a major contributor to overall costs (Roche, Duffield, Homer, 

Buchan, & Dimitrelis, 2015). Such findings highlight that employee turnover continues to be 

a critical issue for many organisations and their respective managers (Allen et al., 2010; Call, 

Nybert, Ployhart, & Weekley, 2015; Heavey, Holwerda, & Hausknecht, 2013; Lee, Hom, 

Eberly, Li, & Mitchell, In press; Park & Shaw, 2013).  

 

In terms of potential impact on organisational outcomes, a study conducted in the US, 90% of 

respondents described turnover as a critical business issue tied directly to the organisations' 

ability to achieve its business results (Taylor, 2006). Furthermore, these concerns have been 

growing as the business environment has become increasingly complex and competitive, 

impacted by a wide range of factors, including: global competition; rising customer 

expectations; social change; changing employee attitudes; increasing skills gaps; increasing 

diversity; rapidly evolving technology; and the emergence of demographic trends such as an 

ageing population (Allen et al., 2010; Dibble, 1999; Hancock, et al., 2013; Jamrog, 2004; 

Korman, 1999; Kraut & Korman, 1999; Losey, Meisinger, & Ulrich, 2005; Manpower, 2007; 

Steel, et al., 2002; Woodruffe, 2005). Indeed, it has been acknowledged turnover can have a 

strong and detrimental impact on organisational performance, and comes with a wide range 

of associated costs (e.g., Hancock, et al., 2013; HayGroup, 2001; Heavey et al., 2013; Hom 

et. al., 2012; Mueller & Price, 1989; Park & Shaw, 2013). 
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The Costs and Benefits of Turnover 

A range of costs have been related to turnover. Starting with costs associated with the 

separation process itself, to attraction and selection costs to fill the vacant role, induction and 

training for the new employee, customer disruption and dissatisfaction, reduced employee 

performance, and intangibles such as lost productivity while the position is vacant as well as 

the new employee to be fully productive (Allen et al., 2008; Cascio & Boudreau, 2009; 

Hancock, et al., 2013; Heavey et al., 2013; Hillmer et al., 2004; O'Connel & Kung, 2007; 

Shaw, Gupta, & Delery, 2005; Tziner & Birati, 1997; Williams & Livingstone, 1994). The 

direct and indirect financial costs of turnover have been variously estimated at anywhere 

between 90% to 250% of annual salary of the employee leaving (Allen et al., 2010; Batt, 

2002; Cascio & Boudreau, 2009; Kaye & Jordan-Evans, 2000; Mitchell, Holtom, & Lee, 

2001; O'Donovan, 2005; Phillips, 1990; Taylor, 2006), and in the US representing up to 12% 

of pre-tax income for the average company in 2006 (PWC, 2006). 

 

In Australia, the cost of turnover in 2008 was estimated to be approximately $20 Billion, 

based upon Australian Bureau of Statistics (ABS) data for the average salary, size of the 

workforce, and assuming cost of replacing an employee at a conservative 75% of salary 

(AHRI, 2008). A practitioner study estimated the annual cost of turnover to Australian 

businesses at $83 billion every year (Insync, 2012), while a Mines Industry Association 

research paper concluded high turnover led to decreased productivity, increased business 

costs, and reduced capacity to develop workforce skills (AMMA, 2013). A more recent study 

in the health sector confirmed that turnover is still a critical concern, particularly given 

projected healthcare worker shortages (Roche et al., 2015). The loss of experienced talent has 

also been demonstrated to detrimentally impact the achievement of organisational objectives 

and financial drag on organisations as well as a potential emotional drain on the employees 

who remained (e.g., Allen et al., 2008; Beames, 2004; Hancock, et al., 2013; HayGroup, 

2001; Maertz Jr. & Campion, 1998; Park & Shaw, 2013; Taylor, 2006). 

 

Importantly however, the notion of turnover always being dysfunctional or always a cost has 

been subject to some criticism (Boudreau & Berger, 1985; Dalton et al., 1981; Dalton, Todor, 

& Krackhardt, 1982; Mobley, 1982; Price, 1977; Shaw et al., 2005; Staw, 1980). Turnover is 

not necessarily positive or negative and a certain amount of turnover is expected, tolerable, 

healthy and even welcome (Campion, 1991; Dalton et al., 1982; Griffeth & Hom, 2001; 

Hancock, et al., 2013; Maertz Jr & Campion, 1998; Price, 1977). The exit of unproductive 
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employees and ingress of new employees may improve productivity, reduce conflict, increase 

morale, unleash innovation and create opportunities for advancement and promotion 

(Beames, 2004; Bluedorn, 1982; Hancock, et al., 2013; Ogilvie, 2006; Staw, 1980). The key 

is retaining the right employees, with the right skills and knowledge, in the right location, at 

the right time, to meet organisational needs (Coff & Raffiee, 2015; Delery & Roumpi, 2017b; 

Dibble, 1999; Kacmar et al., 2006; Ogilvie, 2006; Smither, 2003; Weber, 2005). Nonetheless, 

the long-term viability of an organisation may be at risk if the right employees are not 

retained (e.g., Campbell, Coff, & Kryscynski, 2012; Glebbeek & Bax, 2004; Hofaidhllaoui & 

Chhinzer, 2014; Kacmar et al., 2006; Smither, 2003; Taylor, 2006). 

 

High turnover is often deemed to be a characteristic of poor human resource management, 

while prioritising turnover aligns closely with organisational strategy, performance outcomes, 

and competitive advantage (Batt, 2002; Campbell, Ganco, Franco, & Agarwal, 2012; 

Cappelli, 2003; Coff, 1997; Hancock, et al., 2013; Sajeevanie, 2015; Shaw, Delery, Jenkins, 

& Gupta, 1998; Shaw et al., 2005). This linking of turnover with competitive advantage is at 

least partly based upon the idea that the more critical the resource or widespread the risk to 

retaining the resource, the greater its potential detrimental impact on organisational outcomes 

(Nyberg, et al. 2014). From a human capital resource perspective, the effect of turnover is not 

simply the sum of individual decisions to stay or leave, but dependent on a range of 

properties that illustrate how turnover influences organisational performance (Hausknecht & 

Holwerda, 2013; Hausknecht & Trevor, 2011).  

 

The first and most widely researched property of the impact of turnover is the loss of 

individual knowledge, skills, abilities, and capabilities. Turnover negatively impacts 

performance because it depletes individual knowledge the organisation needs to achieve its 

objectives (Batt, 2002; Hillmer et al., 2004; Kacmar et al., 2006; O'Connel & Kung, 2007; 

Park & Shaw, 2013; Phillips, 1990; Staw, 1980). From a human capital resource perspective 

however, such knowledge can be arranged on a continuum based on the amount of value it 

brings to the firm (Nyberg & Wright, 2015). The more closely linked the employee 

knowledge and expertise to the organisational strategy, achievement of objectives and 

contribution to competitive advantage the more critical knowledge and the more profound the 

impact if lost. One way this can be determined by considering the extent to which the 

occupation an employee belongs to is critical to the execution of the organisational strategy 

(Becker et al., 2009; Boudreau & Ramstad, 2002; Boudreau & Ramstad, 2007).  
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A second property linked with the importance of turnover is the turnover rate itself, how it 

has changed over time, and whether turnover occurred gradually over time or more 

concentrated in a short period. A sudden mass exodus of key employees in a short period can 

be so catastrophic to performance it threatens the existence of an organisation (e.g., 

Dinkelspiel, 2008), a situation that may be more common than realised (Hausknecht & 

Holwerda, 2013). Furthermore, increasing turnover rates will be more damaging in areas that 

have traditionally recorded lower rates of turnover, as this has the potential to disrupt a 

stronger shared culture, tighter employee relationships, and greater team cohesion (Call et al., 

2015). In short, the pattern, history and dynamic nature of turnover can each have key 

implications for the strength of the impact of separations on performance. 

 

Another key property of the linkage between turnover and human resource capital is the 

extent to which replacement capabilities, expertise, or knowledge are available both 

internally and externally to fill the gap. Ultimately human resource capital stock is 

determined by the human capital that flows out of and into a work unit or area (Call et al., 

2015; Hancock et al., 2013; Nyberg & Ployhart, 2013). Therefore it is not just the extent to 

which employee capability is lost, but how quickly and completely it can be replaced, the 

capabilities of those who remain and the disruption caused by the flow both in and out (Boon, 

Eckardt, Lepak, & Boselie, 2018; Hausknecht & Holwerda, 2013; Nyberg et al., 2014; 

Ployhart et al., 2014). An important moderator of the ability to cope with the disruptive flow 

of people in an out of a work unit is the extent to which newcomers can be socially integrated 

into the new work area and team (Nyberg & Wright, 2015).  

 

A final property of turnover relates to a broader discussion of the internal and external 

organisational environment that provides the context within which turnover occurs. The main 

driver of this property is associated with the human capital labour market, particularly as they 

relate to the availability of the skills and capabilities the organisation needs to drive strategy 

and achieve objectives (Chadwick, 2017). For example, prevailing labour market conditions 

influence both the availability of human capital and the cost of acquisition, training, and 

compensation level needed to secure resources, all of which can become a source of 

competitive advantage in their own right (Chadwick, 2017; Chadwick, Ahn, & Kwon, 2012). 

One of the characteristics of a tight labour market is the cost of securing talent increases in 

response to the imbalance between demand and supply, which becomes particularly 
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problematic if, as a result of legislative constraints on remuneration policy, the organisation is 

unable to compete. 

 

Turnover costs the economy, organisations, and work units dearly in terms of making up for 

lost productivity and capacity, filling capability gaps and administration costs involved in 

employee churn. Importantly, not all turnover costs their parent organisations in the same 

way or to the same extent. Key moderating factors in terms of criticality to organisational 

strategy, availability of replacement resources, characteristics of the teams and work units, 

and broader environmental factors all need to be considered in terms of articulating the link 

between SHRM practices, human capital resources, and employee and organisational 

outcomes. Although turnover is a key measure of human resource capital, the current study 

utilises intent to leave as the dependent variable. Behavioural intentions have a long history 

in psychology (e.g., Ajzen, 1985, 1991; Ajzen & Fishbein, 1980; Fishbein & Ajzen, 1975) 

and the rationale for its use is discussed next. 

 

Intent to Stay or Leave 

The argument that self-reported intentions or plans of action are effective predictors of 

behaviour has been a feature of behavioural research for decades, as encapsulated by Fishbein 

and Ajzen's (1975) theory of reasoned action, and Ajzen's (1985, 1991) theory of planned 

behaviour. For example, Fishbein and Ajzen's (1975) theory of resonated action postulated 

"the best predictor of an individual's behaviour will be his intention to perform that 

behaviour" (p. 369). As a field of empirical investigation, turnover research has long held that 

turnover intention or intent to leave is the key proximal variable of actual turnover (e.g., 

Alarcon & Edwards, 2011; Cohen, Blake, & Goodman, 2016; Holtom, Mitchell, Lee, & 

Eberly, 2008; Mobley, 1977; Steel & Ovalle, 1984; Tett & Meyer, 1993; Van Breukelen, Van 

Der Vlist, & Steensma, 2004). 

 

Intent to leave refers to the individual's own estimated probability that they will permanently 

leave the organisation at some defined point in the future (Cotton & Tuttle, 1986; Mobley, 

1982; Mowday, Koberg, & McArthur, 1984). The idea being that intentions capture not only 

the sum of the motivational factors that influence turnover behaviour, but also how much 

effort an individual is planning to exert in order to achieve an outcome or goal (Ajzen, 1991; 

Ajzen & Fishbein, 1980). Therefore intentions have been hypothesised to provide a powerful 
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indication of how likely a behaviour is to occur, and are the most immediate determinants of 

actual behaviour (Ajzen, 1991).  

 

It is acknowledged however, that turnover intentions are not actual turnover and raises the 

question of why use intentions instead of actual quits (Moynihan & Landuyt, 2008). The first 

advantage is methodological in that researchers do not have to restrict themselves to the much 

smaller sub-set of employees that quit, and can use cross-sectional models (Moynihan & 

Landuyt, 2008). Secondly, the hypothesised relationship between intent to leave and 

voluntary turnover has been empirically substantiated (e.g., Bowen, 1982; Cohen et al, 2016; 

Hom & Hulin, 1981; Joo et al., 2014; Karatepe & Vatankhah, 2014; Mowday, Koberg, & 

McArthur, 1984; Steel & Ovalle, 1984; Vandenburg & Nelson, 1999), although it is 

acknowledged the relationship is not perfect (Dalton, Johnson, & Daily, 1999; Mobley, 

Griffeth, Hand, & Meglino, 1979).  

 

Furthermore, as stated above turnover can be treated as an instance of motivated choice (e.g., 

Campion, 1991; Cotton & Tuttle, 1986; March & Simon, 1958; Muchinsky & Morrow, 

1982), and intent to leave represents the logical step between dissatisfaction and actual 

withdrawal (Allen & Griffeth, 1999; Memon et al., 2014; Miller, Katerberg, & Hulin, 1979; 

Mobley, 1977; Weibo, Kaur, & Zhi, 2010). From an applied perspective, behavioural 

intentions are also future oriented and therefore enable managers to potentially intervene 

before the employee leaves. Lastly, from a practical perspective, the tracking of actual 

quitting at the individual level has not yet commenced at the time of this study, therefore 

intent to leave is the logical option.  Having established turnover is a key human resource 

capital issue and the rationale for the selection of the dependent variable, the next step is to 

explore what is known about the reasons people stay in or leave organisations. 

 

Motivational Drivers of Turnover – Why Employees Leave 

Numerous variables have been found to be predictive of employee turnover and a number of 

well-known reviews already exist (e.g., Allen, et. al., 2014; Bauer, Bodner, Erdogan, 

Truxillo, & Tucker, 2007; Cotton & Tuttle, 1986; Griffeth, Hom, & Gaertner, 2000; Harman, 

Lee, Mitchell, Felps, & Owens, 2007; Heavey et al., 2013; Hom, et al., 2012). Early studies 

identified factors such as ease and desirability of movement (e.g., March & Simon, 1958), 

intention to leave (e.g., Steel & Orvalle, 1984), job satisfaction (e.g., Mobley, 1977; Tett & 

Meyer, 1993), and organisational commitment (e.g., Meyer & Allen, 1997; Tett & Meyer, 
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1993) as key drivers of turnover and these largely formed the basis of many competing 

theories (Lee, Mitchell, Wise,& Fireman, Bluedorn, 1982; Holtom et al., 2008; 1996; Maertz, 

2004; Maertz Jr & Campion, 1998; Weibo et al., 2010).  

 

To these have also been added a wide range of factors, including: personality (e.g., Joo et al., 

2014; Schuh, 1967); demographic indicators (e.g., age, tenure, and gender) (e.g., Arnold & 

Feldman, 1982; Self & Dewald, 2011); job design (e.g., Mobley et al., 1979; Zargar, 

Vandenberghe, Marchand, & Ayed, 2014); work related factors (e.g., Muchinsky & Morrow, 

1980); person-job fit (e.g., Bauer et al., 2007; Kristof-Brown, Zimmerman, & Johnson, 2005; 

Memon et al., 2014); external economic factors (e.g., Allen, et al., 2014; Hom et al., 1992; 

Winterton, 2004); and more recently job embeddedness (e.g., Lee, Mitchell, Sablynski, 

Burton, & Holtom, 2004; Lee, Burch, & Mitchell, 2014; Maden, 2014; Mitchell et al., 2001); 

HR practices (Karatepe & Vatankhah, 2014; Selden & Sowa, 2015); and engagement (e.g., 

Alarcon & Edwards, 2011; 2004; Jamrog, et al., 2004; Memon et al., 2014). As well as 

attempts to add greater complexity with more variables or the introduction of alternative 

analytical tools, such as survivor analysis (e.g., Morita, Lee, & Mowday, 1989), researchers 

have also focused on the process of turnover not just the causes. 

 

Lee and Mitchell (1991) leveraged earlier work that recognised different cognitive processes 

leading to turnover may differ across populations (e.g., Hulin, Roznowski, & Hachiya, 1985; 

Price & Mueller, 1981), and the impact of feelings of withdrawal on subsequent withdrawal 

behaviour (Hulin, 1991). Called the unfolding model of voluntary turnover, it draws upon 

image theory (e.g., Beach, 1990) which argues decisions result from the compatibility of 

actions with pre-existing images of one's principles or goals (Lee, Gerhart, Weller, & Trevor, 

2008; Lee & Mitchell, 1994; Lee et al., 1996). The idea is that a person will experience an 

event or shock which will cause them to pause and think about the meaning or implication of 

the event to their job, and posits five different pathways whereby people will decide to stay or 

leave (Lee et al., 2008; Lee & Mitchell, 1994; Lee et al., 1996). Although conceptually 

innovative, the model was not utilised in the current study as it focuses on turnover as a 

process and requires longitudinal data which is not compatible with the study requirements. 

Overall, the sheer number of potential variables identified in the turnover literature is 

overwhelming, however there has been considerable progress in identifying clusters of 

variables to help synthesise what is known, as well as where the remaining gaps reside. 
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Attempts at Research Synthesis 

Pettman (1973) and Van Der Mere and Miller (1971) published two of the earliest attempts of 

synthesising the factors involved in the turnover process, by categorising factors into three 

broad groups, namely: external factors (e.g., perceptions of unemployment, union presence); 

structural or work related factors (e.g., pay, job performance, role clarity, job satisfaction, 

supervisor style); and personal factors (e.g., age, tenure, gender, dependents). At about the 

same time, Porter and Steers (1973) identified five factors, covering the organisation, 

immediate work, job content, personal, and external factors. Almost 10 years later, 

Muchinsky and Morrow (1982) suggested three clusters in their determinants of turnover 

including individual differences, work related factors, and economic considerations.  

 

This contrasted with Cotton and Tuttle (1986) whose review identified four main clusters or 

correlates of turnover, including: external; work related; personal; and independent variables 

(e.g., industry, manager-non manager, white collar vs blue collar). While more recent 

attempts have included categories covering: employee characteristics; job attitudes; nature of 

the job; nature of the organisation; withdrawal conditions; perception of alternatives; person-

context interface; organisational context; withdrawal behaviours; and external conditions 

(Allen et al., 2008; Allen et. al., 2014; Delery & Roumpi, 2017b; Fields, et al., 2005; Griffeth 

et al., 2000; Holtom et al., 2008; Kirschenbaum & Weisberg, 2002; Price, 2001; Weibo et al., 

2010). Despite such efforts to build a more parsimonious understanding of turnover, the sheer 

diversity of models led Martz and Griffeth (2004) to claim that an overarching framework 

remained elusive. 

 

Maertz and Griffeth (2004) went on to argue the lack of an overarching framework has 

potentially contributed to the problem of low explained variance in existing models (e.g., 

Fields et al.,2005; Griffeth et al., 2000; Hom et al., 1992) and perpetuating gaps in theory. 

For example, even the most comprehensive models have neglected or underestimated 

important antecedents, particularly in the area of co-worker and leader relationships (e.g., 

Maertz Jr & Campion, 1998; Mitchell et al., 2001; Morrow, Suzuki, & Crum, 2005), the 

psychological contract (e.g., Clinton & Guest, 2014; Irving & Meyer, 1994; Rousseau, 1990; 

Turnley & Feldman, 1999; Turnley & Feldman, 2000) and engagement (e.g., Alarcon & 

Edwards, 2011; Frank, Finnegan, & Taylor, 2004). Another emerging gap was that new 

constructs were being introduced and theory needed to be expanded to more fully understand 

and integrate them.  
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A third consideration was the number of traditional variables involved in the turnover 

process, such as job satisfaction, organisational commitment, perceived organisational 

support, and organisational identification which tended to be highly positively correlated 

(e.g., Ahmad & Riyaz, 2014; Maertz & Griffeth, 2004; Maertz Jr & Campion, 1998; Tett & 

Meyer, 1993; Williams & Hazer, 1986). This suggested the inter-relationships between these 

variables and turnover intentions needed to be explored further (Maertz & Griffeth, 2004). 

Indeed, with the recent addition of engagement it was expected that the overlap and construct 

differentiation would be further confused. Therefore, although such variables have been 

found to capture positive affect towards the organisation there remained an opportunity to 

identify what other non-affective motives were being impacted (Maertz & Griffeth, 2004). 

 

Another key consideration was the impact of context. Studies have found predictors of 

turnover can vary across different settings (e.g., Allen et al.,  2014; Fields, et al., 2005; 

Griffeth et al., 2000; Hancock, et al., 2013; Selden & Sowa, 2015; Taylor & Pillemer, 2009), 

and empirical experience has demonstrated the importance of testing and retesting predictors 

as new settings are encountered. Furthermore, one of the contributions of this dissertation is 

the context within which the research is being conducted, namely an Australian public sector 

organisation in the construction and infrastructure industry. Therefore, a key requirement of 

any overarching framework will be having the flexibility to integrate variables appropriate to 

the research setting. Maertz and Griffeth (2004) themselves proposed one such framework 

which not only covers a broad range of turnover factors and easily accommodates other 

variables of interest, but also addresses some of the research gaps identified above.  

 

The Eight Motivational Forces 

Maertz and Griffeth (2004) propose eight psychological forces, or motive categories, that 

drive employee decisions to stay in or leave an organisation, namely: affective forces; 

calculative forces; contractual forces; behavioural forces; alternative forces; normative 

forces; moral/ethical forces; and constituent forces (Maertz, 2004; Maertz & Griffeth, 2004). 

Each of the forces will now be described in turn. 

 

 Affective Force. Affective Forces focus on the emotional arousal resulting from 

organisational membership (Maertz & Griffeth, 2004). Such an emotional response represents 

a potential mechanism for influencing turnover through people's desire to approach and stay 

with things that make them feel good, and reduce or avoid situations that make them feel bad 
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(Bouckenooghe, Raja, & Butt, 2013; Maertz & Griffeth, 2004; Meyer & Allen, 1991; Rosse 

& Hulin, 1985; Taylor & Pillemer, 2009; Tett & Meyer, 1993). A major component of the 

affective force is captured by existing measures of affective organisational commitment 

(Meyer, 1997; Meyer, Allen, & Smith, 1993; Mowday et al., 1979). Maertz and Griffeth 

(2004) however, argue such measures tend not to capture the approach-avoidance 

mechanism. There also remains the extent to which the affective force offers distinctive 

incremental validity not already captured by job satisfaction and engagement which is an 

important feature of the current study.  

 

 Calculative Force. Calculative Force involves the evaluation of future prospects in 

the organisation, and specifically the benefits that will come by continuing membership 

(Maertz & Griffeth, 2004). The extent of the motivational force depends upon the probability 

of the expected return, with a calculation that goals are likely to be met creating motivation to 

stay (e.g., Lee & Mitchell, 1994) and a motivation to leave from a calculation the goals will 

not be met (e.g., Mobley et al., 1979). Importantly, according to Maertz and Griffeth (2004), 

unlike affective forces which revolve around current emotion, calculative forces are future-

focused, based upon an assessment of probability. This idea of a time effect is important, 

given employees may feel positive about their prospects in the present, but could also be 

worried about a future outlook may be very different to the present (Maertz & Griffeth, 2004; 

Maertz Jr & Campion, 1998; Mobley et al., 1979).  

 

 Contractual Force. Contractual Forces involve perceptions of what the employee 

owes the organisation (Maertz & Griffeth, 2004). The idea being that an employee 

considering leaving will weigh-up owed obligations that would be broken by leaving. These 

preconceived obligations have elements in common with normative organisational 

commitment (Meyer & Allen, 1991), and the psychological contract (Rousseau, 1989, 1995). 

Such obligations arise from the fulfilment of promises during the course of employment, such 

as fair treatment or organisational support (Robert Eisenberger, Armeli, Rexwinkel, Lynch, & 

Rhoades, 2001). These obligations hold the person until they are perceived to be repaid 

(Robinson, 1996; Robinson, Kraatz, & Rousseau, 1994; Settoon, Bennett, & Liden, 1996), 

assuming the adherence to a norm of reciprocity (Robert Eisenberger et al., 2001).  
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Perceived breaches or the lack of fulfilment of perceived promises however, can lead to the 

development of strong negative feelings such as anger or betrayal (Morrison & Rosbinson, 

1997). In this case perceived obligations can be reduced or even negated (Robinson, et al., 

1994; Turnley & Feldman, 2000). It should be noted that employees can like an organisation, 

although they may not have any feelings of obligation and thus in this respect contractual 

forces, although related to affective forces, are distinct (Maertz & Griffeth, 2004).  

 

 Behavioural Force. The Behavioural Force involves perceived costs associated with 

leaving an organisation (Maertz & Griffeth, 2004). At the heart of this motive is the rational 

desire to avoid potential costs associated with changing jobs such as loss of retirement 

benefits, accumulated leave, access to training, and other associated benefits from 

membership (Becker, 1960; Maertz & Griffeth, 2004; Meyer & Allen, 1991). Not all costs 

are economic however, and psychological costs can also emerge as a result of the potential 

dissonance associated with past attitudes, behaviours, and beliefs in the current organisation, 

whether positive or negative (Salancik, 1977). Furthermore, the absence of these costs can be 

an issue in their own right in so far as they can create a perception of freedom from 

organisational ties that can facilitate leaving (Shore, Tetrick, Shore, & Barksdale, 2000). 

Therefore, the motivational mechanism behind the behavioural force revolves around cost 

minimisation (Maertz & Griffeth, 2004).  

 

 Alternative Force. Alternative Forces revolve around the employee's belief of 

finding an acceptable alternative employment opportunity, and have been found to be an 

important factor in the turnover process (Allen et al., 2014; Hom et al., 2012; March & 

Simon, 1958; Miller et al., 1979; Mobley et al., 1979; Steel, 2004; Steel & Griffeth, 1989). It 

has been found people want to avoid uncertainty brought about by leaving one employer 

without having an alternative available (Hulin, Roznowski, & Hachiya, 1985; Maertz Jr & 

Campion, 1998; Mobley et al., 1979; Steel, 2002). Alternatively, having readily available job 

options may act psychologically to pull an employee away out of self-interest (Mobley et al., 

1979; Steel, 2002). According to expectancy theory, individuals choose to pursue a job if 

they believe the job is attractive and they think they can obtain it (Steel & Griffeth, 1989; 

Van Eerde & Thierry, 1996; Vroom, 1964). Furthermore, uncertainty avoidance and 

attraction to alternatives is also a characteristic of self-efficacy which refers to beliefs in ones 

capabilities to meet situational demands (Wood & Bandura, 1989), and availability of quality 

alternative employment (Maertz & Griffeth, 2004). As the magnitude or strength of 
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alternatives increases, there is a both a greater motivation to seek alternatives, and a lower 

barrier to quitting (Maertz & Griffeth, 2004). Given the broader economic situation and 

labour market characteristics, it was important to assess the potential impact of the plethora 

of alternatives that were then available.  

 

 Normative Force. For Maertz and Griffeth (2004) the Normative Force revolves 

around employee perceptions of how family and friends would react with respect to turnover 

behaviour. The turnover decision, unlike many other organisational decisions, has a 

potentially high impact on other relationships, particularly in terms of family obligations, 

relocation, or substantial loss of remuneration (Maertz Jr, Stevens, & Campion, 2003). Such 

expectations have empirical evidence to support the extent to which they can have a strong 

influence on turnover decisions (Hom et al., 1979; Prestholdt, Lane, & Mathews, 1987). 

Normative expectations can be complex, with variable intensity and contrasting influences 

between spouses, friends, and dependents (Maertz & Griffeth, 2004).  

 

 Constituent Force. Constituent Force involves an employee's personal relationships 

within the organisation (Maertz & Griffeth, 2004). It has been postulated employees become 

committed not just to the organisation, but to constituents (such as individuals and groups) 

and that such commitment is distinct from organisational commitment (Becker, 1992; Cohen, 

1999; Maertz Jr, Mosley, & Alford, 2002; Reichers, 1985; Settoon et al., 1996; Wayne, 

Shore, & Liden, 1997). Such relationships with a variety of constituents have demonstrated 

an empirical relationship with turnover cognitions (e.g., Graen, Liden, & Hoel, 1982; 

Krackhardt & Porter, 1985). Additionally, such attachment demonstrated incremental validity 

over job satisfaction, organisational commitment, and perceived alternatives when predicting 

turnover behaviour (Mitchell et al., 2001). This suggests constituent attachment may be an 

important motivational force in the decision to stay or leave.  

 

 Moral-Ethical Force. Moral Force revolves around an employee's internal values 

regarding the moral or ethical acceptance of staying in or leaving a job (Maertz & Griffeth, 

2004). According to Maertz and Griffeth (2004) moral considerations are not a common 

feature of turnover models. At one end of the spectrum is the idea of persevering regardless 

of circumstances as epitomised in the protestant work ethic (Blau & Ryan, 1997; Hofstede, 

1991; Niles, 1999). At the other end of the spectrum, the idea of regularly changing jobs is 

good, natural and even desirable (Kyles, 2005; Morrow, 1983; Ogilvie, 2006; Smola & 



106 

 

Sutton, 2002). Such values can create a psychological mechanism that impacts turnover as 

people will inherently want to act consistently with their values and beliefs (Festinger, 1957). 

According to Maertz and Griffeth (2004) maintaining a "persistence is good" value 

constitutes a motive for attachment, while a value of "change is good" is a motive for 

withdrawal. 

 

In summary, according to Kanfer (1990) motivation is considered to be that which causes 

behavioural initiation, effort, and persistence. A person’s experiences, feelings, aspirations, 

hopes and fears trigger conscious deliberations and questions about organisational 

membership. These in turn lead to affective and cognitive responses and create motivational 

forces to stay with or leave a job or organisation at any given point in time (Maertz & 

Griffeth, 2004). The motivational forces represent the inner weighing-up of alternatives until 

there is stimulation of a consideration to stay in or leave which acts as the precursor of 

actually quitting. Furthermore, it is postulated the eight motivational forces fully mediate the 

impact of more distal antecedent causes of turnover on intent to leave and actual turnover 

(Maertz, 2004; Maertz & Griffeth, 2004). 

 

Another key feature of the framework according to Maertz and Griffeth (2004), is the 

motivational forces are expected to be interrelated in a number of ways. As a start, the 

process of weighing-up alternatives would be expected to occur in a dynamic way such that 

changes in cognitions could affect more than one force (Maertz & Griffeth, 2004). The 

motivational forces may also interact with potential multiplier or suppression effects across 

one or more of the forces. Maertz and Griffeth (2004) also raise the possibility of the forces 

acting in different or even opposite directions potentially adding together or cancelling each 

other out. One example of this would be a major relocation where family and friends may be 

against the move, but the calculative, affective and alternate forces may be supportive. As a 

result of these interactions, Maertz and Griffeth (2004) argue moderate correlations between 

the various forces at any point in time would be expected. In terms of the current research, it 

was expected that the eight motivational forces would be useful in explaining turnover 

intentions as displayed in Figure 4.1. 
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The application of the above theory to the organisation of interest and the current research 

project result in the research question: Will the Maertz and Griffeth (2004) Eight 

Motivational forces framework will be useful in explaining employee motivations to stay-in 

or leave the host organisation? 

 

 

Figure 4.1. The motivational forces framework and turnover intentions 

 

 Demographic indicators. Demographic variables are categories for individuals that, 

although devoid of specific content, can be important to a research program, in terms of; 

testing simple propositions, checking model completeness narrowing search determinants, 

and helping empirically check models (Bedeian, Van Fleet, & Hyman, 2009; Edgar & Geare, 

2004; Jackson, et al., 1991; Price, 1995; Price & Kim, 1993). Several important demographic 

variables have been a feature of previous turnover research and will need to be taken into 

account, such as: age; tenure (or length of service); and gender (e.g., Cotton & Tuttle, 1986; 

Herman, Dunham, & Hulin, 1975; Hom et al., 1992; March & Simon, 1958; Price, 1995; Van 

Breukelen et al., 2004). Although studies have found such variables to be weakly associated 
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with turnover (e.g., Allen, et al., 2014; Cotton & Tuttle, 1986; Fields, et al., 2005; Griffeth et 

al., 2000; Hom et al., 1992), it has nonetheless been a common finding that many correlates 

with turnover vary according to population attributes (e.g., Cotton & Tuttle, 1986; Fields, et 

al., 2005; Jackson, et al., 1991; Pfeffer, 1983; Price, 1995).  

 

Previous research has found both age and tenure can be regarded as indicators of past 

behaviour (e.g., Arnold & Feldman, 1982). For example, it has been found older employees 

tend to undertake fewer voluntary occupational changes (e.g., Cotton & Tuttle, 1986; Fields, 

et al., 2005), and tenure is both an indicator relationship strength and past behaviour (e.g., 

Arnold & Feldman, 1982; Van Breukelen et al., 2004). Tenure has also been found to have an 

impact on other correlates as well as an important variable in its own right for understanding 

labour movement (Van Der Merwe & Miller, 1971). Importantly, although related, age and 

tenure should be treated as two separate variables, each with its own background and role in 

predicting turnover (Cotton & Tuttle, 1986; Rhodes, 1983; Van Breukelen et al., 2004). The 

two variables not only provide predictive power in their own right, but they also represent 

potential confounds that could diminish inferential power (Edgar & Geare, 2004; Jackson, et 

al., 1991). 

 

Another important consideration when it comes to demographic variables in empirical 

research is the reduction of error in the research design through the application of control 

(Atinc, Simmering, & Kroll, 2012; Rogelberg, 2004; Spector & Brannick, 2011). Not only do 

researchers want to identify the strength and nature of hypothesised relationships, but they 

also want to minimise and control for potential confounds that limit explanatory power (Atinc 

et al., 2012). The distinguishing feature of control variables is they are considered extraneous 

and not linked to the theories being tested, yet have an important role in testing hypotheses 

(Spector & Brannick, 2011). Therefore, it is important to test the Maertz and Griffeth (2004) 

motivational force framework in the presence of key demographic control variables, namely 

age, gender and tenure as displayed in Figure 4.2.  
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Figure 4.2. Inclusion of key demographic variables as controls in conjunction with the 

Motivational Forces framework 

 

The inclusion of demographic variables (e.g., age, tenure, gender), results in the research 

question: What will be the effect of including key demographic variables into the Maertz and 

Griffeth (2004) Eight Motivational Forces framework? 

 

Extending the Motivational Forces Framework 

Although, the Maertz and Griffeth (2004) framework represents a relatively comprehensive 

synthesis of the proximal factors involved in the turnover process, Maertz (2004) himself has 

acknowledged both more proximal and distal factors may be present and should be tested. 

Furthermore, given the objective of this dissertation is to explore the link between SHRM 

practices, human resource capital and employee and organisational outcomes, it is important 

to include other factors that influence turnover in order to be in a position to identify and 

apply the most appropriate interventions to effect change. Taking up this challenge, it is 

posited two more distal factors, namely perceived organisational support and job motivational 

potential, and two potentially more proximal factors such as job satisfaction and engagement 

will be tested in conjunction with the Motivational Forces framework. Considering key 
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characteristics of the research setting two categorical factors, career stage and occupational 

group will also be considered. 

 

Distal Factors: Perceived organisational support and job motivational potential 

 Perceived organisational support (POS). In any job, employees develop global 

beliefs about the extent to which an organisation both values their contributions and cares 

about their well-being (Robert Eisenberger, Huntington, Hutchison, & Sowa, 1986). 

Eisenberger et al. (1986) called these beliefs Perceived Organisational Support (POS), a 

construct founded on social exchange theory (Blau, 1964) and the norm of reciprocity 

(Gouldner, 1960). Social exchange refers to the employment relationship as the trade of effort 

and loyalty for tangible benefits and social recognition at both the individual (Brief & 

Motowidlo, 1986; Levinson, 1965; March & Simon, 1958), and group norm level (Eder & 

Eisenberger, 2008; Ehrhart & Naumann, 2004). When one party treats another well, the norm 

of reciprocity obliges the return of favourable treatment (Eisenberger & Stinglhamber, 2011; 

Gouldner, 1960; Scholl, 1981; Shore & Barksdale, 1998; Wayne et al., 1997).  

 

POS captures an employee’s beliefs regarding the level of the organisation’s commitment to 

them and the level of emotional and physical support available to carry out the job and deal 

with stressful situations (Coyle-Shapiro & Conway, 2005; Rhoades & Eisenberger, 2002). 

POS has been positively related to a number of work-related outcomes, including: 

organisational commitment (Robert Eisenberger, Fasolo, & Davis-LaMastro, 1990; Shore & 

Tetrick, 1991); constructive suggestions for organisational improvement (Robert Eisenberger 

et al., 1990); job satisfaction (Rhodes & Eisenberger, Robert Eisenberger, Cummings, 

Armeli, & Lynch, 1997; 2002); job performance (Allen et al., 2003; Robert Eisenberger et al., 

1986); level of co-worker help and cooperation (Moorman & Podsakoff, 1992; Shore & 

Wayne, 1993); reduced absenteeism (Robert Eisenberger et al., 2001; Robert Eisenberger et 

al., 1986); and turnover intentions (Ahmed, Nawaz, Ali, & Islam, 2015; Arshadi, 2011; 

Eisenberger, Stinglhamber, Vandenberghe, Sucharski, & Rhoades, 2002; Guan et al., 2014; 

Guzzo, Noonan, & Elron, 1994; Joo et al., 2014; Riggle, Edmondson, & Hansen, 2009; 

Shantz, Alfes, & Latham, 2016; Wayne et al., 1997).  

 

When it comes to turnover, it would be expected that repayment of obligations could be 

expressed in a number of ways. One way is a felt obligation for organisational wellbeing 
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through the fulfilment of affiliation and emotional support needs (Armeli, Eisenberger, 

Fasolo, & Lynch, 1998; Eisenberger et al., 2001; Eisenberger, Fasolo, & Davis-LaMastro, 

1990). These in turn produce a strong sense of belonging, being cared about, and increased 

affective attachment (Eisenberger et al., 1990; Karatepe & Vatankhah, 2014). A second 

potential channel is through social exchange theory which implies that as a pattern of 

reciprocity develops over time (Taylor & Pillemer, 2009; Wayne et al., 1997), it will increase 

contractual, constituent, and behavioural motivational forces, or even moral-ethical 

obligations. While another option is that such obligations may just directly link with 

withdrawal intentions (Allen et al., 2010; Allen et al., 2003; Clinton & Guest, 2014; Hom et 

al., 2012). 

 

Additionally, the potential influence of POS ranges beyond just caring for an individual’s 

well-being, to also include such things as assistance with job performance, job enrichment, 

and improved working conditions (Coyle-Shapiro & Conway, 2005; Stinglhamber & 

Vandenberghe, 2003). Therefore, POS would also be expected to have a relationship with the 

perceived motivational potential of a job, given assistance with job performance, and 

enrichment would influence feelings of job involvement and interest in the specific work 

being performed (Cropanzano, Howes, Grandey & Toth, 1997; Robert Eisenberger et al., 

2001; Robert Eisenberger, Rhoades, & Cameron, 1999; Joo et al., 2014; Maden, 2014).  

 

 Job motivational potential. Interest in the design of work has had a long history, 

with early writings focused on how the division of labour could enhance productivity and 

lead to improved organisational, and even national outcomes (Smith, 1999/1776; Taylor, 

1911). Subsequent work (e.g., Hackman & Lawler, 1971; Hulin & Blood, 1968; Lawler & 

Hall, 1970) led to the development of a conceptual framework proposed by Hackman and 

Oldham (1975, 1976, 1980) that formed the basis for much of the following research, called 

the Job Characteristics Model (JCM) (Allen et al., 2010; Fried & Ferris, 1987; Humphrey, 

Nahrgang, & Morgeson, 2007; Loher, Noe, Moeller, & Fitzgerald, 1985). The JCM argued 

that enriched and complex jobs with a high degree of skill variety and task significance are 

associated with increased job satisfaction, motivation, performance and organisational 

commitment (Fried & Ferris, 1987; Hackman & Oldham, 1980; Loher et al., 1985; Oldham & 

Fried, 2016).  
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At the core of the JCM were five job characteristics (i.e., skill variety, task identity, task 

significance, autonomy, and feedback from job) which together represent the motivational 

potential of an individual's job (Fried & Ferris, 1987). The job’s motivational potential in turn 

influences three key psychological states, namely: meaningfulness of work; responsibility for 

work outcomes; and results of work activities which lead to feelings of increased job 

satisfaction, involvement, and intrinsic motivation (Hackman & Oldham, 1980; Hulin & 

Blood, 1968; Oldham & Fried, 2016; Thatcher, Stepina, & Boyle, 2002; Williams & Hazer, 

1986; Winterton, 2004). These states, and the associated feelings that go with them, affect a 

range of work outcomes including withdrawal behaviours (Blau & Boal, 1989; Chung-Yan, 

2010; Humphrey et al., 2007; Thatcher et al., 2002; Zargar et al., 2014). There are two 

equally plausible ways they could be included, namely more distally and indirectly through 

the forces or in parallel on the same level as the motivational forces. 

 

POS and Motivational Potential as Exogenous or Endogenous factors? 

The potential for POS and the Job’s Motivational Potential to act directly on intent or 

indirectly through the forces is open to debate with a theoretical justification for either option. 

Placing POS and Motivational Potential as exogenous variables as displayed in Figure 4.3, 

acting through the motivational forces, hinges on two arguments. Firstly, the Maertz and 

Griffeth (2004) Motivational Forces framework was intended to distil the turnover research 

into the eight forces most proximal to the decision to leave and at the very least act as key 

mediators to more distal antecedent constructs (Maertz, 2004).  

 

Secondly, the nature of the variables themselves suggests they could act in a more distal way. 

For example, as discussed POS establishes the conditions for the development of a positive 

feeling of reciprocity through social exchange and attachment (Bouckenooghe et al., 2013; 

Brief & Motowidlo, 1986; Coyle-Shapiro & Conway, 2005; Taylor & Pillemer, 2009). While 

Motivational Potential reflects a job's inherent meaningfulness, significance, and the extent to 

which it is intrinsically motivating (Hackman & Oldham, 1980). It could therefore be 

postulated that positive support in a job that is also highly intrinsically motivating leads to 

increased affective attachment, improved likelihood of positive outcomes, stronger 

psychological contract obligations, and higher attachment to those who supported the 

employee and cared about their well-being, which in turn builds stronger intent to stay. 
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Figure 4.3. Extending the eight motivational forces - job motivational potential and POS as 

exogenous variables 

 

A second, equally plausible option is POS and Motivational Potential operate on the same 

level as the motivational forces as displayed in Figure 4.4 and captures unique variance. In 

this case, POS and Motivational Potential are correlated with the motivational forces but have 

a direct impact upon intent as opposed to being fully mediated by the forces. Furthermore, if 

POS and job motivational potential are more distal, there are two potential ways for their 

impact to be modelled, namely: a direct effect on intent to leave and indirectly being partially 

mediated by the motivational forces, or as suggested by Maertz (2004) with fully mediated 

effects through the motivational forces and no direct effect. 
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Figure 4.4. Extending the eight motivational forces - job motivational potential and POS in 

conjunction with the forces 

 

Expanding the Motivational Forces framework with distal factors POS and job motivational 

potential, results in the research question: Will the inclusion of POS and job motivational 

potential help explain employee motivations to stay-in or leave the host organisation?  

 

Additionally, there are two equally plausible options to integrate POS and job motivational 

potential with the Motivational Forces framework, and results in the research question: Do 

POS and job motivational potential act distally as exogenous variables on intent to stay-in or 

leave through the Maertz and Griffeth (2004) Motivational Forces framework (as displayed in 

Figure 4.3), or do they act in conjunction with the motivational forces on employee intentions 

(as displayed in Figure 4.4)? 
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Job Satisfaction and Engagement 

Another set of factors is the role of attitudinal variables (e.g., job satisfaction), particularly 

given that job attitudes have been a feature of turnover research for decades (e.g., Lawler & 

Hall, 1970; Mobley et al., 1979; Smith, Kendall, & Hulin, 1969; Steel & Ovalle, 1984; 

Tarigan & Ariani, 2015; Tett & Meyer, 1993). Job satisfaction in particular has long been 

recognised in behavioural research as a precursor to the development of behavioural 

intentions (Ajzen, 1985, 1991; Fishbein & Ajzen, 1975). More recently, a second global 

summary of employee perceptions has also emerged called engagement. Engagement has 

become particularly popular with practitioners (e.g., Alfes, Truss, Soane, Rees, & Gatenby, 

2010; CLC, 2004; Feinzig, Lesser, & Rasch, 2015; ISR, 2003) and has been identified as a 

key predictor of a wide range of outcomes (e.g., Harter, Schmidt, & Hayes, 2002), including 

turnover (e.g., Alarcon & Edwards, 2011; Memon et al., 2014; Saks, 2006). 

 

Locke (1976) defined job satisfaction as a positive emotional state resulting from an appraisal 

of the individual's job or job experience, involving the comparison of actual outcomes 

received with those desired, expected or deserved (Cranny, Smith, & Stone, 1992; Porter & 

Steers, 1973). Just as the accumulation of met expectations leads to increased satisfaction and 

performance the accumulation of unmet expectations leads to lower satisfaction and 

withdrawal of effort (Bussing, Bissels, Fuchs, & Perrar, 1999; Clinton & Guest, 2014; Taylor 

& Pillemer, 2009). Job satisfaction has been linked to a wide range of desirable and 

undesirable individual and organisational outcomes including individual stress, life 

satisfaction, job performance, and withdrawal behaviours such as absenteeism and turnover 

(Ahmad & Riyaz, 2014; Judge & Church, 2000; Maden, 2014; Memon et al., 2014; Tarigan 

& Ariani, 2015; Tett & Meyer, 1993). Additionally, a wide range of demographic (e.g., age), 

work situation (e.g., job level) and employee perception factors (e.g., promotion 

opportunities) have also been found to be determinants of job satisfaction (Arvey, Carter, & 

Buerkley, 1991; Robie, Ryan, Schmieder, Parra, & Smith, 1998; Zeitz, 1995). 

 

Job satisfaction revolves around affect (employee feelings) and cognition (job beliefs) and the 

intersection of the two and is generally recognised as being multifaceted with elements 

including satisfaction with the organisation, remuneration and the job itself (Ahmad & Riyaz, 

2014; Howard & Fink, 1996; Judge & Church, 2000; Organ & Near, 1985; Trevor, 2001). As 

an attitude to a "target" (e.g., the host organisation) job satisfaction can be conceptualised as 

more proximal to behavioural intent than attitudes such as those in the motivational forces 
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framework (Eagly & Chaiken, 1993; Van Breukelen et al., 2004). Although Maertz (2004) 

suggests job satisfaction could be considered part of the Affective Force, such affective 

disposition has been studied as an antecedent of job satisfaction (Alarcon & Edwards, 2011; 

Bouckenooghe et al., 2013; Judge & Hulin, 1993; Memon et al., 2014). Therefore, job 

satisfaction is considered a global summary of the attitude to the host organisation that is not 

only more proximal to intent but also potentially mediates the impact of the motivational 

forces. 

 

Employee engagement, by contrast is a relatively new concept that has become particularly 

popular with HR and business consulting firms (Alfes et al., 2010; CLC, 2004; Feinzig et al., 

2015; HBR, 2013; Macey & Schneider, 2008; Richman, 2006; Robinson, Perryman & 

Hayday, 2004; Saks, 2006). Indeed, engagement has rapidly become one of the most vital 

concepts underlying employee motivation, job performance, productivity, and turnover 

(Frank, et al., 2004; Gubman, 2004; MacLeod & Clarke, 2009; Rayton, 2012; Shantz et al., 

2016; Sundaray, 2011). The reason for the high level of interest stems from the claims 

engagement is a key predictor of outcomes such as financial returns, customer loyalty, 

organisational performance, and individual well-being (Albrecht, Bakker, Gruman, Macey, & 

Saks, 2015; Alfes et al., 2013; Bakker & Schaufeli, 2008; Bates, 2004; Harter et al., 2002; 

ISR, 2003; Salanova, Agut, & Peiro, 2005; Sundaray, 2011). Although the idea of 

engagement has captured the collective imagination, there is still a great deal of debate as to 

the nature of the concept and what it actually means (Albrecht et al., 2015; Bakker, Albrecht, 

& Leiter, 2011; Langford, 2010; Mackay, Allen, & Landis, 2016; Nimon, Shuck, & Zigarmi, 

2015; Rayton, 2012; Whitemeyer, 2013). 

 

Employee engagement has its roots in the work done on employee motivation, particularly in 

regards to intrinsic motivation (e.g., Maslow, 1954), work experience impacting attitudes and 

behaviours (e.g., Hackman & Oldham, 1980), organisational commitment (e.g., Mowday et 

al., 1979), and the interrelationship of interpersonal, group, and organisational factors (e.g., 

Alderfer, 1972). Numerous definitions of engagement can be derived from both research and 

practice, and generally have a number of common features including that it is highly 

desirable, has an organisational purpose, and involves commitment, passion, and enthusiasm, 

with both attitudinal and behavioural components (Alarcon & Edwards, 2011; Albrecht et al., 

2015; Barrick, Thurgood, Smith, & Courtright, 2015; Macey & Schneider, 2008; Markos & 

Sridevi, 2010).   
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Early work by Khan (1990) for example, described engagement as harnessing an organisation 

member's "selves" physically, emotionally, and cognitively. Dvir et.al., (2002) defined 

engagement as the energy invested in the follower as expressed by high levels of activity, 

initiative, and responsibility. Towers-Perrin (2003, 2006) describe an engaged employee as 

being willing to put in extra discretionary effort, and Harter et.al., (2002) and Colbert et.al. 

(2004) describe engagement as an individual's involvement, satisfaction, and enthusiasm for 

work as exemplified by the exertion of effort. Schaufeli et al. referred to engagement as a 

positive and fulfilling state at work, defined by vigour, dedication, and absorption (Schaufeli, 

Salanova, Gonzlez-Roma, & Bakker, 2002). Langford (2010) argued engagement 

encapsulated a broad domain of attitudes and behaviours including organisational 

commitment, satisfaction, intent to stay, effort, and proficiency, while Alarcon and Edwards 

(2011) described engagement in terms of energy, resilience, vigour, and focused attention at 

work. Common elements across these definitions is the extent that employees are losing 

themselves, physically, emotionally, and cognitively in their work tasks. 

 

Researchers have also noted, although potentially distinct, that engagement is related to other 

organisational constructs such as organisational commitment, citizenship behaviours, and job 

satisfaction (Alarcon & Edwards, 2011; Langford, 2010; Robinson et al., 2004; Saks, 2006). 

In regard to organisational commitment, which refers to a person's attachment to an 

organisation, it has been argued that engagement is related to absorption in work tasks (Saks, 

2006), while in regard to satisfaction engagement focuses on activation not just satiation 

(Macey & Schneider, 2008). It has been suggested engagement evolved from work attitudes 

research implying the concept merely extends known boundaries rather than breaking new 

ground (Macey & Schneider, 2008). This assertion partly rests on the number of engagement 

measures that seem similar to those used in satisfaction and organisational culture surveys 

(Macey & Schneider, 2008). Indeed, it has been observed that the degree of construct overlap 

and lack of measurement distinctiveness indicates conceptual confusion (Langford, 2010; 

Whitemeyer, 2013). However, given the prominence of engagement as well as the 

widespread practitioner adoption of the construct, it is important to include engagement as a 

variable of interest in the present research. 

 

There were two options for integrating job satisfaction and engagement with the eight 

motivational forces. Given the similarity in concept with affective force, job satisfaction and 

engagement could be integrated as an overarching affective force construct, however early 
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testing did not support this as an option and it was discarded. Alternatively, research by 

Ajzen (1991) and Fishbein and Ajzen's (1975) into the Theory of Planned Behaviour has long 

recognised the importance of affective attitudes as strong precursors to the development of 

behavioural intent to leave. As global attitudes to the host organisation, the Theory of 

Planned Behaviour would place both Job Satisfaction and Engagement as being more 

proximal to behavioural intent as opposed to motivational attitudes. Accepting the stronger 

theoretical basis as more proximal influence on intent, there were two equally plausible ways 

job satisfaction and engagement could be related to the Maertz and Griffeth (2004) Eight 

Motivational Forces framework.  

 

The first is that job satisfaction and engagement act in conjunction with but separate to the 

motivational forces framework as displayed in Figure 4.5. A second option is that job 

satisfaction and engagement act as key proximal variables that would partially or fully 

mediate the relationship of the motivational forces framework on turnover intentions, as 

displayed in Figure 4.6. 

 

Figure 4.5. Engagement and job satisfaction as key proximal variables to turnover intentions 

in conjunction with the motivational forces 
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Figure 4.6 .Engagement and job satisfaction as key proximal variables to turnover intentions 

in conjunction with the motivational forces 

 

Expanding the motivational forces framework with proximal factors job satisfaction and 

engagement, results in the research question: Will the inclusion of job satisfaction and 

engagement help explain employee motivations to stay-in or leave the host organisation?  

 

The integration of job satisfaction and engagement with the motivational forces framework 

has two equally plausible options, and results in the research question: Do job satisfaction 

and engagement directly impact employee intentions to stay or leave independent of the 

Maertz and Griffeth (2004) Motivational Forces framework (as displayed in Figure 4.5), or 

do they mediate between the motivational forces framework, and employee intentions (as 

displayed in Figure 4.6)? 
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Categorical Factors 

Although, the Maertz and Griffeth (2004) motivational framework has been designed to distil 

the distinct motives in the formation of a behavioural intent to leave, they went on to propose 

a number of challenges for further theory development including whether other variables 

moderate the relationship between the motivational forces employee turnover. Two such 

moderators already discussed were job satisfaction and engagement, however a number of 

categorical variables have also been found to have a strong influence on various 

organisational behaviours and outcomes, including turnover (Avery, McKay, & Wilson, 

2007; Becker et al., 2009; Jackson et al, 1991; Pfeffer, 1983, 1985). 

 

As one example, blue-collar workers have been found to have different motivational drivers 

than professional white-collar employees (e.g., Cotton & Tuttle, 1986; Hausknecht, Rodda, & 

Howard, 2008). This suggests an organisation may require different strategies to influence 

turnover for blue-collar employees who have been with the organisation for a long period of 

time versus white-collar managers who have just started. Given the purpose of this 

dissertation is to demonstrate how SHRM strategy influences organisational outcomes, it is 

important to ensure key factors that could influence the choice and effectiveness of such 

strategies be explored (Bedeian et al., 2009; Edgar & Geare, 2004; Jackson et al., 1991). Two 

categorical variables of particular relevance to the research setting have been found to be 

potentially important to understanding turnover and have not yet been explored in 

conjunction with the Motivational Forces framework, namely career stage and occupational 

group. 

 

 Career stage. A career is one of the central components that compose an individual's 

life structure (Hall, 1976; Levinson, Darrow, Klein, Levinson, & McKee, 1978; Super, 1957), 

leading individuals at different stages to have different job attitudes and levels of job 

performance, exhibit different types of behaviour, and make sense of their organisational 

experiences in different ways (Isabella, 1988; London, 1983; Slocum Jr & Cron, 1985). Thus, 

there has been a good deal of interest in the relationship between work attitudes, behaviours, 

and outcomes (e.g., turnover) as moderated by career stage (e.g., Bedeian, Ferris, & Kacmar, 

1992; Bedeian, Pizzolatto, Long, & Griffeth, 1991; Cohen, 1991; Conway, 2004; Gerber, 

Wittekind, Grote, & Staffelbach, 2009; Isabella, 1988; Jans, 1989; McElroy, Rodriguez, 

Griffin, Morrow, & Wilson, 1993; Morrow & McElroy, 1987; Ornstein, Cron, & Slocum, 

1989).  
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Unfortunately, although there has been a long interest in the idea of career and its impact on 

employee attitudes and behaviours, there has been a lack of agreement among researchers 

regarding the appropriate definition, measurement, theoretical structure, and justification of 

career stages let alone the impact on work outcomes (Bedeian et al., 1991; Conway, 2004; 

Kacmar & Ferris, 1989; London, 1983; McElroy, Morrow, & Wardlow, 1999; Mount, 1984; 

Ornstein et al., 1989; Rhodes & Doering, 1983). Furthermore, likely as a result of the lack of 

consensus on these key questions, past results have been mixed at best (e.g., Bedeian et al., 

1992; Cohen, 1991; Gomez-Mejia, 1984; McElroy et al., 1999; McElroy et al., 1993; Menguc 

& Bhuian, 2004; Mount, 1984; Stumpf & Rabinowitz, 1981; Sullivan, 1999). The idea of 

career stage has continued to have strong appeal however, and there is evidence employees 

want different things from their job and their employer, at different stages of the employment 

life cycle (Ng & Feldman, 2007; TowersPerrin, 2006). 

 

The workplace is a key source of information that shapes attitudes and as an individual 

progresses in their career, job requirements, attitudes, and behaviours may also change 

(Bedeian et al., 1991; Gomez-Mejia, 1984; Herman & Hulin, 1972; Kohn & Schooler, 1973). 

Therefore, the drivers of various employee outcomes, including turnover may vary as a result 

of what the individual has achieved in their work life and their stage of development (Lam, 

Ng, & Feldman, 2012; Ng & Feldman, 2007; Super, 1957, 1990). An individual's career has 

been postulated to progress through four phases: establishment; advancement; maintenance; 

and disengagement (Aryee, Chay, & Chew, 1994; Gould & Hawkins, 1978; Lam et al., 2012; 

Levinson et al., 1978; McElroy et al., 1999; Pogson, Cober, Doverspike, & Rogers, 2003; 

Savickas, 1997; Sullivan, 1999; Super, 1957, 1990). In the past, career stage has been 

measured, or more accurately inferred, in four ways: age range; organisational tenure; job 

tenure; or a combination of the three (Bedeian et al., 1991; Isabella, 1988; McElroy et al., 

1993; Michael, 1984; Morrow & McElroy, 1987; Ornstein et al., 1989; Rush, Peacock, & 

Milkovich, 1980; Sullivan, 1999).  

 

In this dissertation career stage will be assessed according to three hierarchical categories 

based upon job level, namely: junior (or entry level role); middle (middle management role); 

senior-executive (senior management roles). The categories align with the level of promotion 

each individual has attained and roughly corresponds to the four career stages mentioned 

above, namely establishment, advancement, maintenance, and disengagement. The logic 

being the role and requirements of an entry level role, such as apprentice, will be experienced 
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as much by an 18 year old school leaver, as a 50 year old changing careers (Jans, 1989). 

Furthermore, differences across job levels are expected as each group may have different 

expectations and professional requirements which could translate to different job and 

organisational factors being more or less important than others (Hausknecht, 2008; Herman 

& Hulin, 1972).  

 

As an example, it would be expected younger employees in the process of establishing their 

career are more likely to move around, and view a job as more like a stepping stone towards a 

longer term goal (e.g., Cohen, 1991; Rousseau, 1990). Therefore, the moral force is likely to 

be a greater influence in the turnover process for the junior career group than the middle, or 

senior groups. As another example, the calculative force represents the perception of future 

benefits resulting from organisational membership (Maertz, 2004; Maertz & Griffeth, 2004), 

which would be expected to be different for entry level roles as opposed to senior positions. 

By contrast, the behavioural force revolves around the desire to avoid the perceived costs 

associated with leaving (Maertz, 2004; Maertz & Griffeth, 2004) and it would be expected 

the newly engaged junior employee would have a different perspective on moving roles 

outside of an organisation when compared with a long serving manager. Therefore, such 

attachments and motivations are likely to vary from early, to mid, to late career stages 

(Cohen, 1991; Lam et al., 2012; Mowday et al., 1984; Ng & Feldman, 2007). 

 

Beyond the Maertz and Griffeth (2004) motivational force framework, factors such as the 

motivational potential of jobs and POS are influenced by level of autonomy, responsibility, 

and span of control which will likely be higher for senior and executive positions than junior 

positions (e.g., Hackman & Oldham, 1974, 1980). POS for example, has been found to be 

positively related to the favorableness of job conditions, particularly in the presence of high-

discretion job conditions (e.g., Robert Eisenberger et al., 1997; Rhoades & Eisenberger, 

2002). It is also expected that such differences across the career stages are incremental, 

therefore the greatest difference in the influence of various variables would be recorded 

between the junior and senior level. 

 

The inclusion of the categorical variable career stage, results in the research question: Will 

the intensity and significance of the Maertz and Griffeth (2004) motivational forces 

framework on employee intentions to stay-in or leave the organisation vary according to 

career stage? 
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 Occupational group. Another important source of information relating to attitudes 

and expected behaviour is the work teams themselves, particularly in regard to the normative 

attitudes, values and norms within each occupation (Eder & Eisenberger, 2008; Ehrhart & 

Naumann, 2004; Gomez-Mejia, 1984; Kohn & Schooler, 1973). Gomez-Mejia (1984) 

suggests a number of ways this can influence attitudes, beliefs, and behaviours such as the 

social cues used to interpret events; information about what an individual's attitudes should 

be; and directed meaning via socially acceptable beliefs and reasons for actions. In essence, 

individuals are adaptive organisms, and will align their attitudes and beliefs to their social 

context (Salancik & Pfeffer, 1978; Weiss & Shaw, 1979). Therefore, an employee's 

occupation can potentially be an important cue on work events, outcomes, perceptions of the 

environment, and become integral to their work identity (Bothma & Roodt, 2012; Cohen & 

Hudecek, 1993; Harlow, 1973; Herman & Hulin, 1972; Kohn & Schooler, 1973; Mortimer & 

Jon, 1979). 

 

Such influence has been recognised and it has been suggested research should investigate 

differences across various career and occupational patterns (Sullivan, 1999). Indeed, an 

individual's professional background, and work-based identity has been identified as a 

potential antecedent of task performance and turnover (Bothma & Roodt, 2012; Chang, 1999; 

Cohen & Hudecek, 1993; Ehrhart & Naumann, 2004; Joo, 2010). Furthermore, as discussed 

previously in the overview of the research setting and Chapter 3 - diagnosis, the host 

organisation consists of 44 separate occupational groups, each with distinctive and strong, 

work and attitudinal norms. Not only are occupational groups a potentially important 

contextual characteristic of the host organisation, but the factors involved in the turnover 

process could vary according to professional background which could signal differences in 

SHRM strategies to effect change. 

 

The inclusion of the categorical variable occupational group, results in the research question: 

Will the intensity and significance of the Maertz and Griffeth (2004) motivational forces 

framework on employee intentions to stay-in or leave the organisation vary according to 

occupational group? 

 

In summary, the present study is designed to investigate employee motivations to stay in or 

leave the host organisation. Consistent with the program of work, following a behavioural 
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approach and a mixed methods multiphase design (Creswell, 2003; Creswell & Plano Clark, 

2011), the study was conducted concurrently with the exit interview process (study 4, 

Chapter 6), and sequentially before the group interviews - focus groups (study 3, Chapter 5). 

Investigating turnover was expected to contribute to the program of work in four ways: 

identify the extent the Maertz and Griffeth (2004) motivational forces framework explains 

variance of intent to leave; test the role and degree of influence of two antecedent perceptual 

variables (i.e, job motivational potential and perceived organisational support); test the role 

and degree of influence of two attitudinal variables (i.e., job satisfaction and engagement); 

and lastly test the motivational forces framework in the presence of demographic and 

categorical indicators as displayed in Figure 4.7. 

 

Figure 4.7. Full extended motivational forces framework with antecedent perceptual 

variables proximal attitudinal variables, categorical variables, and demographic indicators 

 

Before going on to describe the study in detail, it is important to discuss the data collection 

method employed in this study, namely an employee self-report survey.  
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Surveys: An Introduction 

According to the American Statistical Association the word survey is used to describe "a 

method of gathering information from a sample of individuals" (Scheuren, 2004, p. 9). 

Visser, Krosnick, and Lavrakas (2000), refer to survey research as a specific type of field 

study that collects data from a sample drawn from a well-defined population through the use 

of a questionnaire, while de Leeuw and associates (2008) describe the systematic, organised, 

and typically quantitative nature of surveys. In applied organisational research, surveys have 

become the dominant means of providing insight into individual perceptions, attitudes, and 

beliefs as well as organisational policies, practices and procedures (Baruch & Holtom, 2008; 

Kraut & Saari, 1999; Lambert, 2006; Rogelberg, Church, Waclawski, & Stanton, 2004; 

Schwarz, 1999; Wiley, 2010). The ability of surveys to assess organisational concerns, track 

trends, and evaluate progress has meant they are used extensively in research and practice 

(Kraut, 1996; Lambert, 2006). 

 

Part of the popularity of surveys can be attributed to the method being relatively inexpensive 

and non-intrusive in comparison with many other data collection options (e.g., direct 

observation, interviews), which at least partly explains their widespread use (Church, 2001). 

Another key factor, however, is the sheer flexibility of the method, which has seen it applied 

to a wide range of organisational issues, including assessing employee attitudes (e.g., Allen & 

Meyer, 1990), culture mapping (e.g., Hofstede, 1991; Ryan, Chan, Ployhart, & Slade, 1999), 

organisational development (e.g., Bassi & McMurrer, 2006), job design (e.g., Hackman & 

Oldham, 1980), performance modelling (e.g., Burke & Litwin, 1992), measuring human 

capital (e.g., Laurie Bassi & McMurrer, 2007), mergers and acquisitions (e.g., Lee-Marks & 

Baitch, 2006), and employee engagement (e.g., Saks, 2006; TowersPerrin, 2006).  

 

Limitations and Weaknesses 

The popularity of surveys emerges from them being perceived as simple and easy to do, but 

in reality they have to be carefully managed (Kraut, 2006a; Kraut & Saari, 1999; Scheuren, 

2004; Statistics Canada, 2010). As early as the 1940's Deming (1944) had already 

summarised 13 different factors that affect the usefulness of surveys, including variability in 

responses, response bias, poor question design, non-response bias, flawed respondent 

selection, sampling errors, processing errors, and interpretation errors. More recently these 

and other factors have been organised into a framework of survey concerns called total 

survey error (e.g., Anderson, Kasper, & Frankel, 1979; Groves, 1989; Groves & Lyberg, 
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2010; Hansen, Hurwitz, & Bershad, 1961). The framework identifies five key area of concern 

for survey design, namely: specification; coverage error; sampling error; non-response error; 

and measurement error (de Leeuw et al., 2008; Groves & Lyberg, 2010; Visser et al., 2000). 

 

Specification refers to the identification, definition, and specification of the research question, 

and focuses on the conceptual rather than statistical concerns (de Leeuw et al., 2008). In this 

stage the primary concern is the construct validity of the measurement, or in other words 

whether items reflect what they are supposed to measure (i.e., the intended construct) 

(Cronbach & Meehl, 1955). The next three sources of error revolve around the collection of 

data from a sample of a population (de Leeuw et al., 2008), namely: coverage error which 

refers to the bias that can result from a sample which fails to include representatives of the 

population of interest; sampling error which refers to random differences that will always 

exist between any sample and the population from which it was drawn; and non-response 

error which results from the failure to collect data, for whatever reason, from members of the 

sample. The last error type, measurement error refers to distortions in the assessment of a 

construct emerging from weaknesses in the measurement process (de Leeuw et al., 2008). To 

be effective, a survey process has to address and manage these sources of error. 

 

Improving Survey Outcomes 

The key approach for improving survey outcomes is to put in place strategies to control, 

minimise and where possible eliminate survey error. Starting with specification, one of the 

main goals is to describe the overarching methodology of the study, including how the 

researcher will systematically prevent, minimise and reduce errors across the five domains 

(de Leeuw et al., 2008). A key part of this process is to ensure there is a strong theoretical 

basis for the study, with a clear rationale, well-articulated goals, and defined research 

outcomes (de Leeuw et al., 2008; Visser et al., 2000). The researcher must decide on the 

concepts to be measured, and the properties, scope and sub-domains of meaning to be utilised 

(de Leeuw, et.al., 2008). Another consideration is the extent to which the survey questions 

are understood by the intended respondents. Therefore it is desirable to pre-test (often called 

pilot test) the survey questions with a small group of potential respondents to ensure the 

survey instrument is working as intended (Campanelli, 2008). 
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The next domain, coverage error is related to the extent to which every member of the 

population has a known chance of being selected to participate in the survey (de Leeuw, 

et.al., 2008). Put another way the greater the gap between the variance in the population and 

the survey sample, the greater the potential for estimation error (Visser et al., 2000). For 

example, in past national surveys participants were typically drawn from the list of people 

with a fixed line telephone number, however with changing technology this may no longer be 

representative of the broader population (e.g., Brick, Waksberg, Kulp, & Starer, 1995; 

Keeter, 1995). There are three main types of coverage error, namely: undercoverage which 

occurs when all potential participants are not covered; overcoverage where individuals may 

be duplicated or repeatedly covered; and thirdly erroneous inclusion which covers 

participants who have been included but are not intended to be part of the sample (de Leeuw 

et al., 2008; Lohr, 2008; Visser et al., 2000). The key insight is the need to ensure the sample 

addresses the research question and is representative of the broader population to be 

investigated. 

 

The third domain is sampling. There are two general types of sampling methods, namely: 

probability sampling which refers to selection procedures in which elements are randomly 

selected from the potential respondent pool; non-probability sampling where some 

individuals within the population have a zero or unknown probability of being selected 

(Visser et al., 2000). Sampling error occurs because only a sample of the targeted population 

is being investigated, as opposed to the whole population which can lead to a measurement 

gap or error of estimate (de Leeuw et al., 2008; Visser et al., 2000). Such sampling error can 

be reduced by sampling enough randomly selected individuals to achieve the desired 

precision, as long as each individual has equal probability of participating (de Leeuw et al., 

2008; Lohr, 2008; Visser et al., 2000). Effective sampling results in a perfect representation 

of the population, however it is important to note this almost never occurs in practice 

(Rassler, Rubin, & Schenker, 2008; Visser et al., 2000). One of the reasons it almost never 

occurs, is that no matter how well a sample is selected, invariably some participants will not 

respond to all items or questions which is referred to as non-response error. 

 

Non-response error emerges from two interrelated sources, namely participants failing to 

respond, and non-response or missing data in responses. Higher response rates lead to 

multiple benefits including larger data samples, improved generalisability, better statistical 

power, smaller confidence intervals, greater number of analysis options, and higher 
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perceptions of face validity (Baruch & Holtom, 2008; Lynn, 2008; Rogelberg & Stanton, 

2007). Item non-response is the inability to obtain data from all individuals on all questions, 

and typically occurs in two ways: unit non-response occurs when a group or “unit" of 

individuals is unable to participate for a particular reason; and item non-response which 

refers to individuals leaving out responses to one or more questions (de Leeuw et al., 2008). 

If non-response is the result of chance or random effects then this has an impact on precision 

and the confidence intervals of the estimate, if however such differences are not due to 

random effects then the non-response problem is potentially more serious (Baruch & Holtom, 

2008; de Leeuw et al., 2008; Lynn, 2008).  

 

In terms of dealing with non-response errors there are two main approaches. The first aims to 

reduce the incidence or likelihood of non-response, while the second adapts to the inevitable 

incidence of non-response through statistical adjustment (de Leeuw et al., 2008; Visser et al., 

2000). Strategies for reducing the incidence of missing data include establishing survey 

importance to foster commitment, publicising the survey, sending reminders, monitoring 

response rates, better survey design that makes it easier for participants to respond, reducing 

the costs of participation, having strong administrative processes, providing timely feedback, 

ensuring survey outcomes are addressed, securing participant confidentiality, and building 

trust with respondents (Lynn, 2008; McCarthy, Beckler, & Qualey, 2006; Rogelberg, 2006; 

Rogelberg & Stanton, 2007; Rogelburg, Luong, Sederburg, & Cristol, 2000).  

 

When it comes to adaptation via statistical adjustment Little and Rubin (2002) categorise 

methods for analysing and adjusting incomplete data into four groups: simple procedures 

such as list-wise deletion; weighting procedures; imputation procedures which estimate 

missing values; and lastly direct analysis using model based procedures based upon 

likelihood or Bayesian analysis. There is a distinction made on the degree of complexity of 

the missing responses in terms of being: missing completely at random, missing at random, or 

not missing at random (Rassler et al., 2008). Furthermore, selection of the best non-response 

adjustment strategy also depends upon the pattern of missing data, in terms of the missing 

items being missing by design, partial non-response, or individual item non-response (de 

Leeuw & Huisman, 2003). The best approach or data adjustment strategy will depend upon 

the mechanism, the pattern and the match with the strengths and weaknesses of the various 

approaches (de Leeuw & Huisman, 2003; Rassler et al., 2008). 
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The last key type of survey error, namely measurement error is related to the data collection 

process and emerges from three main sources: the questionnaire; the respondent; and the 

method of data collection (de Leeuw et al., 2008). The key approaches for reducing 

measurement error include the questionnaire being well designed and tested (Campanelli, 

2008; Fowler & Cosenza, 2008); making the instrument easy for respondents with simple 

questions, fit-for-purpose ratings scale, and clear process (de Leeuw et al., 2008); having a 

clear logic and structure to the questionnaire, and reliability and validity of the measures 

themselves (de Leeuw, 2008; Hox, 2008; Visser et al., 2000). 

 

In summary, there are a wide variety of potential errors and established strategies to manage 

them. The theoretical basis and overarching methodology has already been discussed in 

detail. Issues around coverage, sampling, non-response, adaptation, and measurement will be 

addressed in more detail as part of the method. Inevitably however, there are always 

compromises to achieve the optimal balance between survey errors, costs, and benefits within 

the constraints of the research environment (Lyberg & Biemer, 2008), and these will be 

highlighted as appropriate. 

 

Current Study 

A quantitative survey was administered to employees across the host organisation to 

investigate the motivational factors, as articulated in the Maertz and Griffeth (2004) 

motivational forces framework, involved in the decision to maintain organisational 

membership. A further two more distal factors revolving around perceived organisational 

support and the job's inherent motivational potential will be tested along with two affective 

attitudinal variables, namely job satisfaction and engagement to determine how they integrate 

with the motivational force’s framework.  

 

Key demographic factors such as age, tenure, and gender will also be tested, as well as 

categorical factors revolving around an employee's occupational identity and career stage. It 

is anticipated the motivational, attitudinal, demographic, and categorical factors will 

collectively explain employee intentions to stay-in or leave the host organisation and provide 

key insight into the development of interventions that will improve turnover outcomes, as 
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part of a broader investigation into understanding the link between SHRM practices, human 

resource capital and employee and organisational outcomes. 

 

Method 

 Participants and procedure. The Retention Survey was distributed to all employees 

across the host organisation (including those on long term leave) either through email, 

internal mail, or by hard copy via local survey coordinators in the January 2007 to March 

2007 period, and took about 20 minutes to complete, with a full copy provided in Appendix 

B. Although open to all employees, temporary employees in short term roles including casual 

employees, industry trainee positions, vacation students, and scholarship holders were not 

encouraged nor expected to participate. Taking such factors into account, the eligible 

population for the survey was 4172 employees. 

 

To support the administration of the retention survey several strategies were implemented, 

many of which were aimed at mitigating the different types of error previously discussed. In 

terms of non-response error for example, four strategies were progressed, starting with 

enhancing saliency through strong and public support from the CEO and senior management 

team. For example, the distribution of the survey was preceded by several announcements 

and communications from the CEO and senior management team with examples included in 

Appendix B. Next, participants were given several weeks’ notice of the survey opening day, 

and local survey coordinators were recruited to support the administrative process. The 

questionnaire was also piloted across a group of 20 employees with half representing 

corporate support, white-collar, office roles and the other half from blue-collar field positions 

in the regions outside of the major urban areas. The pilot survey was conducted to test survey 

wording, structure, and logic. Field employees typically had a lower level of education and 

strong regional work culture, so it was important to ensure they would be comfortable with 

the proposed questionnaire to enhance comprehension and acceptance. A hotline was also 

established over the survey administration period to answer questions and address employee 

concerns. 

 

On the opening day of the survey employees were sent an electronic link, and those without 

access to email were provided hard copies of the questionnaire with self-addressed pre-paid 

envelopes for easy return. The survey was open for a period of three weeks and this was 
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extended further for holidays, local business unit issues and in one case to allow for a local 

flooding event. The principle was for all eligible employees to be provided an opportunity to 

participate in the survey, which also helped mitigate sampling and non-response error. 

 

 Data collection, processing, and analysis. The majority of survey responses (74%) 

were collected online and stored in a secure database. Responses were extracted into an MS 

Excel spreadsheet with hard copy responses manually added by external data entry 

contractors specifically engaged for the task. Responses, particularly hard copy forms, were 

checked for consistency, spelling, and clarity as it was not unusual to have different versions 

of the same business unit, inaccurate spelling, use of acronyms, inaccurate demographic 

categories, and colloquial terms. Open ended question responses were also checked for 

personal references or identifying information, and spelling mistakes were corrected as 

appropriate. 

 

Selected demographic responses were clustered into appropriate groups to facilitate further 

analysis and help protect individual privacy and confidentiality for reporting. For example, 

responses to age-in-years and tenure were grouped in alignment with employee master data 

(as utilised in the diagnosis - see Chapter 3, study 1), and exit interviews (Chapter 6, study 4). 

Responses were imported into IBM SPSS Statistics 22 and AMOS 22 for testing the research 

questions using structural equation modelling (Arbuckle, 2013). The participant, procedures, 

and data collection strategies were implemented to mitigate error in the areas of coverage, 

sampling, non-response, and measurement. 

 

Structural Equation Modelling 

The current study utilised maximum likelihood parameter estimation in covariance based 

Structural Equation Modelling (SEM) to explore the research questions. SEM is a widely 

used and powerful collection of multivariate analysis techniques which analyses the 

relationships between variables through the simultaneous assessment of measurement and 

structure (Anderson & Gerbing, 1988; Byrne, 2004; de Carvalho & Chima, 2014; 

Hershberger, 2003; Tomarken & Waller, 2005). SEM has been used to test the efficacy of 

measurement models, confirmatory factor analysis, regression and pathway modelling, 

mediation, group moderation, and full structural models. Given these types of models were a 

characteristic of the current study, SEM was the most appropriate analysis technique to use. 



132 

 

Testing the efficacy of a measurement model focuses on the extent that indicator variables 

contribute to the measurement of a latent variable, cover the theoretical domain of the 

construct, and are uni-dimensional (Cunningham, 2008; Hattie, 1985). When it comes to the 

structural properties of the model, Confirmatory Factor Analysis (CFA) is typically used to 

examine or confirm the theoretical framework underlying a measurement model (Byrne, 

2004; Cunningham, 2008; Hurley et al., 1997). Regression is a technique for analysing 

relationships between a single dependent criterion and a number of independent predictor 

variables (Kline, 2005). While mediation represents a relationship whereby a predictor 

variable operates through an intervening or mediating variable to affect a dependent variable 

(Figueredo, de Baca, Garcia, & Gable, 2013; Rucker, Preacher, Tormala, & Petty, 2011). 

Sometimes a common factor can occur across populations, points in time, or across 

categorical groups which is another form of invariance testing called group moderation 

(Meade, Johnson, & Braddy, 2008; Vandenberg & Lance, 2000). Such testing will be 

particularly relevant for exploring career stage, age groups, and gender. 

 

In full SEM, measurement equations test the accuracy of proposed measurements, while the 

structural equations assess the relationships between latent variables (de Carvalho & Chima, 

2014). Additionally, the maximum likelihood parameter estimation SEM considers the 

modelling of interactions, nonlinearities, measurement error, correlated error terms, multiple 

latent independents each measured by multiple indicators, and affords the ability to test 

model differences using various "goodness of fit" indices (Byrne, 2004; de Carvalho & 

Chima, 2014; Hu & Bentler, 1999; Kline, 2005). The ability to simultaneously test the 

measurement and structural model, and subsequent suitability to test complex multivariate 

models has seen SEM become a regular analytic technique in both management and 

behavioural science (Gefen, Rigdon, & Straub, 2011; McDonald & Ringo Ho, 2002; Shook, 

Jr, Hult, & Kacmar, 2004). A brief overview of key concepts in the application of SEM in the 

current study will be presented, covering model specification, equivalent models, sample 

issues, goodness of fit, and the process of conducting SEM. 

 

Model Specification 

Model specification is a very important element in SEM, and involves the development of a 

theoretical model, presented as a series of regression equations typically represented as a 

diagram to illustrate the relevant hypotheses (Cunningham, 2008). Model specification 

revolves around the researcher stipulating the relationships of interest between parameters, 
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and is typically viewed as the most important step in the SEM process (Byrne, 2004; 

Schumacker & Lomax, 2010). Model misspecification can lead to omission of potentially 

important variables, bias parameter estimates, and lead to specification error which can result 

in simple model-run failure, or statistical rejection (Byrne, 2004; Kline, 2005). Changes to a 

specified model, often as a result of attempts to improve model fit, is called model re-

specification and should be treated with caution as it is easy to capitalise on statistical chance 

(MacCullum, Roznowski, Mar, & Reith, 1994; Shook et al., 2004). Therefore, changes or re-

specification, should be guided by theory and content considerations prior to beginning the 

procedure (Anderson & Gerbing, 1988; Cunningham, 2008).  

 

Equivalent Models 

In the process of conducting SEM, researchers need to recognise there will likely be 

alternative and equally valid models represented by different patterns of relationships among 

the variables (MacCallum & Austin, 2000; MacCallum, Wegener, Uchino, & Fabrigar, 1993; 

Tomarken & Waller, 2005). Such alternate models cannot necessarily be distinguished in 

terms of goodness of fit, rather they can only be distinguished in terms of interpretability of 

parameter estimates and overall meaningfulness of the model (MacCallum et al., 1993). As a 

consequence it has been suggested researchers not only need to acknowledge the possibility 

of equivalent models, but should explicitly consider alternatives (McDonald & Ringo Ho, 

2002; Tomarken & Waller, 2005).  

 

There are a number of ways this could be achieved including testing statistically equivalent 

models, or making modifications of an initial model, or presenting a set of models in a nested 

sequence moving from simple to more complex ones (Lee & Hershberger, Boomsma, 2000; 

1990; McDonald & Ringo Ho, 2002). Whatever the method undertaken, it should be 

specified a priori, the decision steps should be clearly articulated, be theoretically justifiable, 

and not be purely data driven (Boomsma, 2000; MacCallum et al., 1993; McDonald & Ringo 

Ho, 2002). In the current study, a logical sequence of nested models will be proposed and 

tested in turn. 

 

Sample Issues 

Given the parameter estimates in SEM are based upon covariance structures larger sample 

sizes are required to ensure the stability of estimates and avoid various associated and 

potentially critical problems (Fan, Thompson, & Wang, 1999; Hatcher, 2013; Kline, 2005; 
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Tabachnick & Fidell, 1996). For example, a study by Fan et. al., (1999) reported sample size 

strongly influenced the fit indices which will be discussed in more detail. Although there are 

no accepted conventions in terms of sample size, some guidelines have been presented. 

Tabbachnick and Fidell (1996) state correlation and covariance correlates tend to be less 

reliable when estimated from small samples, and suggest a sample of at least 300 cases 

depending upon population correlations, and number of parameter estimates required. 

Anderson and Gerbing (1988) recommend a minimum of 150 cases, while more recently 

Kline (2005) suggest a sample size of less than 100 should be considered small, and more 

than 200 large.  

 

A survey by MacCallum and Austin (2000) of about 500 published articles from 1993 to 

1997 found about 18% of studies utilised samples of less than 100 cases, and suggested 

utilising such small samples would be problematic. An assessment of power and sample size 

for covariance modelling by MacCallum. et.al., (1996) indicated to achieve a power level of 

0.8, required a sample size of up to 190 cases for a model with 2 degrees of freedom, and 

nearly 800 for a model with 10 degrees of freedom. A review by Aguinis and Harden (2009) 

suggested a rule of thumb in which sample size should be at least 10 cases per parameter to 

be estimated, particularly when data does not follow a multivariate normality pattern, a very 

common issue in organisational research. More recently, Schumaker and Lomax (2010) 

calculated for a power level of 0.8, at an alpha level of 0.01, a sample size of about 370 

would be required. The present study utilises a sample size (N = 1257) that exceeds the 

requirements for SEM. 

 

Goodness of Fit 

The assessment of the goodness of fit and the estimation of various parameters of a 

hypothesised model is the primary goal of the structural equation modelling process (Byrne, 

2004; Hu & Bentler, 1999). The χ2 goodness-of-fit statistic is commonly reported along with 

one or more additional fit indices (Cunningham, 2008; Hu & Bentler, 1999). The major 

reason for reporting additional fit indices is because the χ2 statistic is highly sensitive to 

sample size and deviations from normality, as well as a range of statistically-significant but 

practically meaningless forms of variation (Byrne, 2004; Cunningham, 2008; Joreskog, 1993; 

Kline, 2005; Mathieu, Tannenbaum, & Salas, 1992). To address this issue with the χ2.statistic 

it has been suggested to use the χ2 / df ratio with results less than 3 being considered 

favourable (Kline, 2005).  
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To further supplement the χ2 test, a number of other practical fit indices have been developed, 

and are generally divided into one of two types: absolute fit indices which evaluate the degree 

to which the specified model reproduces the same data; and incremental fit indices which 

measure the proportionate amount of improvement in fit when the target model is compared 

with a more restricted baseline model (Byrne, 2004; Cunningham, 2008; Hu & Bentler, 

1999). For assessing model fit, the current study utilised the fit indices recommended by Hu 

and Bentler (1999), Cunningham (2008) and Gefen et al. (2011), namely: absolute fit indices 

including χ2 /df ratio < 3; standardised root-mean-square residual (Std RMR) ≤0.05; Root-

Mean-Square error approximation (RMSEA) ≤0.06; Goodness-of-fit index (GFI) ≥ 0.95; and 

the incremental index Comparative-fit-Index (CFI) ≥ 0.95. Further discussion about the 

goodness of fit measures used in the current study can be found in Appendix B. 

 

Process of Conducting SEM 

The SEM model building and assessment task can be thought of as the development and 

analysis of two conceptually distinct models: a measurement model which specifies the 

relations of the observed measures to underlying constructs; and a structural model that 

specifies the relationships of the constructs to one another (Anderson & Gerbing, 1988; de 

Carvalho & Chima, 2014; Joreskog, 1993; Lehmann & Gupta, 1989; Webster & Fisher, 

2001). Although SEM has the capability to develop and test both of these models 

simultaneously, there are considerable benefits to separating them (Anderson & Gerbing, 

1988; Herting & Costner, 2000; Schumacker & Lomax, 2010). For example, starting with the 

measurement model allows the researcher to identify sources of poor fit (Webster & Fisher, 

2001), and provides a useful framework for comparing the model of interest with likely 

alternatives (Anderson & Gerbing, 1988). Additionally, testing construct measurement can 

help determine whether the theory needs to be modified before further testing (Joreskog & 

Sorbom, 1996). Indeed, Joreskog and Sorbom (1996) go on to argue testing of the structural 

model is meaningless unless it has been established the measurement model holds. 

 

Another benefit when separating the assessment and development of the measurement and 

structural model is the minimisation of interpretational confounding (Burt, 1976). 

Interpretational confounding occurs when the assignment of empirical meaning to an 

unobserved variable is other than the meaning assigned prior to estimating unknown 

parameters. This can occur because, an unobserved variable is assigned empirical meaning by 

all indicator variables in the model, and when the structure and measurement models are 
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tested simultaneously fit can be maximised at the expense of interpretability of the constructs 

(Anderson & Gerbing, 1988; Burt, 1976). Establishing the measurement model first however, 

minimises the potential of changes to the pattern of coefficients when introducing the 

structural model (Anderson & Gerbing, 1988). Therefore not only does a two-step process 

deliver considerable advantages but according to Lehman and Gupta (1989) it is also 

conceptually simpler and easier to understand, and was utilised in the current study. 

 

Two-Step SEM Process 

The first step of the two-step process involves the development, assessment, and testing of 

the measurement model. This starts with case screening and includes dealing with missing 

data, checking for outliers, and testing for normality, linearity and multicolinearity (Gaskin, 

2012a; Mueller & Hancock, 2010; Schumacker & Lomax, 2010). Following on from this, 

typically the next task is to conduct an exploratory factor analysis, however an alternative 

approach used in the current study utilises congeneric modelling.  

 

The reason for utilising this alternative approach revolves around the current study being 

characterised as a model generating model. According to Joreskog (1993) models are 

classified as either strictly confirmatory, or model generating models which are tentative or 

exploratory and have yet to achieve statistical fit, or theoretical and substantive sense. In the 

case of model generating model, Joreskog (1993) went on to describe a strategy where the 

researcher should conduct a series of separate one-factor congeneric models before testing 

them in combination with other constructs. 

 

There is considerable debate on the merits of a model generating approach, as opposed to 

alternatives such as the staged approach (e.g., Herting & Costner, 2000; Hyduk & Glaser, 

2000; Mulaik & Milsap, 2000), with model generating approaches attracting criticism on the 

extent to which they capitalise on statistical chance and are therefore statistically driven 

(Cunningham, 2008). It has been argued however, that if incremental changes are 

substantiated utilising appropriate indicators, not only are statistically driven outcomes 

minimised but they are also more pragmatic for researchers and student researchers in 

particular (Cunningham, 2008).  

 

After congeneric modelling, a CFA of the specified variables was conducted, including 

invariance tests, validity and reliability checks, and assessing common method bias (Byrne, 
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2004; Gaskin, 2012a; Kline, 2005). Other multivariate assumptions were also tested 

including, linearity, homoscedasticity, and multicolinearity (Kline, 2005). Following on from 

this, the assessment process proceeded to the next step, which revolved around the 

construction and assessment of the structural model in conjunction with the measurement 

model. This included the insertion of control variables, tests for mediation, and multi-group 

mediation (Cunningham, 2008; Gaskin, 2012a; Schumacker & Lomax, 2010). Each of these 

steps will be described in turn, starting with the first step in assessment of the measurement 

model, namely case screening. 

 

Assessment of the Measurement Model 

Case screening, missing data analysis, and univariate and multivariate outliers 

Cases were screened for missing data and outliers. As a starting point 17 cases with 20% or 

more missing data were excluded from the analysis process altogether. A further 8 cases 

demonstrated a very low standard deviation in their responses, namely STDev < 0.29. A 

visual inspection confirmed these individuals had responded to almost every survey item with 

the same response and therefore were deemed to be of low value and were also excluded 

from further analysis. Cases with less than 20% missing data were not deleted as this would 

have resulted in the loss of an unacceptable number of cases and potentially bias the sample, 

thereby having an impact on sample size, power, and error (Schumacker & Lomax, 2010).  

 

When dealing with missing data, an important first step is to determine the extent to which 

the missingness of the data is random (Allison, 2002; Graham, 2009; Tabachnick & Fidell, 

1996). Statistical inference based upon incomplete data involves an assumption that the 

missingness of data is independent of both the observed and unobserved data, or missing 

completely at random (MCAR) (Li, 2013; Little, 1988). A Little's MCAR test was conducted 

and indicated the data was indeed missing completely at random (X² = -4703.556, DF = 5025, 

p = 0.999). A visual inspection of the pattern of the missing values and pattern frequency 

confirmed the lack of an underlying pattern to the missing data, which is another prerequisite 

to dealing with the issue (Allison, 2002; Cohen, Cohen, West, & Aiken, 2003; Graham, 2009; 

Kline, 2005).  

 

Having determined that the missing data is random, the next step was to apply a maximum 

likelihood imputation estimation process to replace the missing values with estimates based 

on the probable response. Maximum likelihood estimation is considered to be effective for 
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moderate levels of missing data, statistically efficient, and reflects the degree of uncertainty 

associated with imputed values (Abayomi, Gelman, & Levy, 2008; Allison, 2002; Graham, 

2009; Horton & Kleinman, 2007; Horton & Laird, 1999; Pigott, 2001). Mean differences 

between the imputed final pooled dataset and original data was also conducted and no 

statistically significant differences were found. 

 

The presence of univariate outliers was assessed by examining the frequency analysis and 

box plots as suggested by Tabachnik and Fidel (1996). A few cases of high tenure and age 

were identified, however further inspection of the individual's demographic information 

indicated the values were plausible and within parameter expectations. The presence of 

multivariate outliers was assessed by calculating the Mahalanobis distance under a 

conservative probability estimate, p < .001 (Tabachnick & Fidell, 1996). A comparison of 

model fit estimates with and without the multivariate outliers was conducted with little 

difference in fit recoded, and therefore the multivariate outlier items were retained for the 

overall analysis. 

 

Normality, linearity, multicolinearity, and homoscedasticity 

Variables were screened for normality using both graphical and statistical methods, including 

frequency and histogram plots, assessment of skew and kurtosis scores, and visual inspection 

of the normal curve. A number of items recorded patterns of responses that indicated they 

deviated from normality. Importantly, Tabachnick and Fidell (1996) have noted in larger 

sample sizes, such as in the current study, distributions need only deviate slightly to obtain 

significant skew or kurtosis. Furthermore, they go on to state that such minor departures from 

normality in larger samples are unlikely to make substantive differences in analysis (Bothma 

& Roodt, 2012), and therefore no items were excluded on this basis. 

 

Linearity was assessed by sequentially conducting a curve estimation of each of the 

hypothesised model relationships. Results indicated all relationships were sufficiently linear 

to be tested using a covariance-based modelling algorithm such as the SEM process utilised 

by AMOS. Multicolinearity was tested via the collinearity diagnostics in the regression 

analysis, and results indicated all variable relationships were within tolerances VIF < 3 

(Gaskin, 2012a; O'Brien, 2007). Additionally, inspections of the correlation matrix and 

squared multiple correlations of multiple variables, did not provide any evidence variables 

were sufficiently interrelated to pose multicolinearity problems (Tabachnick & Fidell, 1996).  
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Lastly, homoscedasticity also known as homogeneity of variance refers to the extent to which 

a variable's residual (or error) exhibits consistent variance across different levels or groups 

and is one of the assumptions underpinning multivariate analysis (Kline, 2005; Tabachnick & 

Fidell, 1996). Importantly however, in the current study it is hypothesised there will be 

patterns across the variables linked to various demographic groups (e.g., career group, age, 

tenure, etc), and therefore this test was not conducted because homoscedasticity was not 

expected. 

 

Congeneric modelling and unidimensionality testing 

One of the most fundamental assumptions of measurement theory is that a set of items testing 

a construct all measure just one thing in common (Hattie, 1985). Furthermore, to make sense 

when relating variables or making comments about individual and group differences, the 

construct must be unidimensional; that is the items must measure the same ability, trait, or 

variable of interest (Anderson & Gerbing, 1982; Boyle, Stankov, & Cattell, 1995; Hattie, 

1985; Williams & Nguyen, 2004). In SEM good measurement of the latent variable is a pre-

requisite to the analysis of the relationships between them, and each set of indicators defining 

each construct needs to be unidimensional or congeneric (Aker & Bagozzi, 1979; Anderson 

& Gerbing, 1982; Joreskog, 1970). The congeneric model is a one factor model of the 

observed covariance or correlation matrix, and is the least restrictive, most general model for 

reliability estimation (Graham, 2006).  

 

Congeneric measurement modelling assumes each individual item measures the same latent 

variable, a linear relationship between item true scores, and cross loadings are assumed to be 

zero (Raykov, 1997a). The congeneric modelling process fixes the path from the latent 

variable of one of the items to 1, while allowing the others to be estimated, using the 

following analysis properties: standardised estimates; squared multiple correlations; sample, 

implied, and residual moments; and modification indices (Cunningham, 2008). In the process 

of assessing the measurement model, any changes (e.g., modifying covariance pathways and 

removing items) should be made on the basis of four pieces of statistical information, 

namely: inspection of the covariance matrix; inspection of the indices; inspection of the 

correlations and eigen values; and the magnitude and significance of the factor coefficients 

(Cunningham, 2008). Importantly, it is recommended such changes should only occur one at 

a time and be theoretically defensible (Cunningham, 2008). The overall objective is to 
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maximise the extent to which latent variables demonstrate uni-dimensionality (Anderson & 

Gerbing, 1982; Hattie, 1985).  

 

Confirmatory Factor Analysis 

As discussed previously, following on from the single factor congeneric models, a 

confirmatory factor analysis (CFA) was performed using AMOS (Arbuckle, 2013). CFA, 

utilising a maximum likelihood estimation of the covariance matrix, provides a means of 

rigorously testing a specified a priori measurement model (Cunningham, 2008; Hurley et al., 

1997; Kline, 2005). CFA is an appropriate means of testing the measurement properties of a 

model, and a key step prior to testing the structural properties among constructs (Hurley et 

al., 1997; Kline, 2005; Mueller & Hancock, 2010). CFA is typically employed when the 

researcher has a strong theoretical framework upon which the measurement model is based 

(Byrne, 2001; Cunningham, 2008). In this sense, CFA is used to test measurement models 

where there is a sufficiently strong rationale for specifying the factors that should be in a set 

of data, and what measures and items should define each factor (Cunningham, 2008; Hurley 

et al., 1997). Additionally, following procedures suggested by Doll, Xia and Torkzadeh 

(1994) as well as Williams, Eaves, and Cox (2002) logically plausible alternative models of 

factor structure were proposed and tested in conjunction with the hypothesised framework. 

 

Invariance testing: configurational and metric 

Configurational and metric invariance also needs to be tested as part of the CFA process to 

validate that the factor structure and loadings are sufficiently equivalent across groups 

(Byrne, 2004). Establishing measurement invariance is important because constructs may 

have different meanings for different groups which may invalidate mean comparisons 

between them (Byrne, 2004; Cunningham, 2008). Configurational invariance tests whether 

the factor structure in the CFA achieves adequate fit when groups are tested together and 

freely, while metric invariance performs a chi-square test difference test on groups, with 

significant changes in the p-value indicating evidence between the groups, if not then they are 

invariant and composite scores can be calculated (Cunningham, 2008) 

 

Given research questions exploring the intensity and significance of the motivational forces 

were proposed to vary according to career stage, age, gender, and tenure, invariance tests 

were prepared. In each case, groups were created representing the high and low end of each, 

with the logic being the greatest likelihood for invariance would be at the extremes of each 
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category. Given hardware limitations, invariance testing across the CFA had to be broken 

into two components with the eight forces tested together, and the remaining five variables 

(e.g., perceived organisational support, motivational potential, job satisfaction, engagement, 

and intent) tested separately. Results of configurational testing indicated the structural model 

achieved adequate fit across the groups, while the metric tests also indicated invariance 

across the groups. 

 

Convergent and Discriminant Validity and Reliability Checks 

Another important step when conducting a CFA is to establish convergent and discriminant 

validity, as well as reliability (Hair, Black, Babin, & Anderson, 2010), with key indicators 

including: Average Variance Extracted (AVE); Maximum Shared Variance (MSV); and 

Average Shared Variance (ASV); and for reliability Composite Reliability (CR). The 

thresholds for these indicators are as follows: Convergent validity CR > AVE, and AVE > 0.5; 

discriminant validity MSV < AVE, and ASV < AVE; and reliability CR > 0.7 (Hair et al., 

2010). As suggested by Fornell-Lacker (1981) discriminant validity is established by the 

square root AVE for each construct being greater than the inter-construct correlations. Most 

constructs tested passed the convergent and discriminatory validity tests, with the following 

borderline exceptions as highlighted in Table 4.1, namely: job satisfaction; normative force; 

and engagement. In each case these factors recorded a square root of the AVE less than the 

absolute value of the correlation, as well as an AVE less than the absolute value of the MSV. 

Items were reviewed considering results from the congeneric models, and invariance testing 

and it was decided to progress with the analysis acknowledging this issue as a potential 

limitation. 

 

Coefficient alpha is a commonly used approach to test internal consistency, but it has also 

been shown to generally underestimate reliability, and is prone to manipulation through the 

number of items (Graham, 2006; Hancock & Mueller, 2001; Raykov, 1997a, 1998a, 1998b; 

Revelle & Zinbarg, 2009). An alternative approach was used in the current study, called 

Composite Reliability (CR or rho) which overcomes these weaknesses, is specifically tailored 

for use in SEM, and in conjunction with congeneric modelling in particular (Raykov, 1997a, 

1997b, 1998a). Furthermore, CR is a more accurate measurement of reliability because it 

does not assume the loadings or error terms of the items are equal (Chin, Marcolin, & 

Newsted, 2003). Each construct in the research model met the standard minimum threshold 

of 0.7 as displayed in Table 4.1. 
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Table 4.1.  

Reliability and Convergent Validity Check 

 

 

Common Method Bias 

Given both the dependent and independent variables were collected using the same survey, 

common method bias was tested. As suggested by Podsakoff, MacKenzie and Podsakoff 

(2003) the unmeasured latent factor method was utilised to extract the common variance. 

This procedure requires the addition of an unmeasured latent factor to the measurement 

model during confirmatory factor analysis to detect common variance among the observed 

indicators and includes all indicators from the other latent factors. Importantly, indicator 

loadings are constrained to be equal across all indicators to ensure the unstandardised 

loadings are also equal, which in turn are squared to provide the percentage of common 

variance across indicators in the model.  

 

This common variance value is the common method bias. The standardised regression 

weights including the common factor were compared with the standardised weights without 

the common factor, with any differences greater than 0.2 indicating contamination by 

common method bias (Podsakoff, et al., 2003). Results indicated 11 items, across six 

variables were being affected by common method bias, and in subsequent models the 

common latent factor for these items was retained to control for the effect of common method 

bias on results.  
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In summary, the current study utilises SEM as the primary analysis technique, following a 

two-step process, starting with testing of the measurement model. The measurement model 

testing process was itself was broken into three sub-components, namely: case screening; 

congeneric modelling, and lastly testing multivariate assumptions and CFA process. As part 

of the case screening a maximum likelihood imputation estimation process was utilised to 

address missing data, and outliers were identified and tested. Testing for normality, linearity, 

multicolinearity, and homoscedasticity did not reveal any significant issues of concern, while 

the congeneric modelling results will be reported later in this section. As further preparation 

for the testing the structural model through a CFA, invariance testing was conducted as well 

as reliability and convergent and discriminant testing, all of which showed no impediments to 

continuing to the next step. Following the two-step process, after assessing the measurement 

model, the full structural model was assessed. 

 

Assessment of the Structural Model: Full Structural Model 

The primary purpose of conducting SEM is to assess the extent to which a hypothesised 

model adequately describes the sample data (Cunningham, 2008; Webster & Fisher, 2001). 

The testing process assesses: adequacy of the parameter estimates including standard errors 

and significance; adequacy of the measurement model as determined by the squared multiple 

correlation (R²) reported for each observed variable; and adequacy of the model overall based 

on various "goodness of fit" statistics as discussed previously; and lastly the standardised 

residuals and modification indices (Byrne, 2004; Cunningham, 2008; Kline, 2005; 

Schumacker & Lomax, 2010). This process also includes the inclusion of control variables, 

and testing for mediation effects (Gaskin, 2012a).  

 

Mediation 

Models involving mediation effects form the basis of many questions in psychology, and are 

very common in human resource management and organisational behaviour (MacKinnon, 

Fairchild, & Fritz, 2007; Mathieu, DeShon, & Bergh, 2008; Rosopa & Stone-Romero, 2008; 

Wood, Goodman, Beckmann, & Cook, 2008). Mediation is said to exist if a predictor 

variable operates through an intervening or mediating variable to affect a criterion variable, 

and is therefore part of the causal sequence (Figueredo et al., 2013; MacKinnon et al., 2007). 

In the past, researchers utilised a process suggested by Barron and Kenny (1986) however 

this dissertation will instead utilise bootstrapping which has been argued to be a more valid 
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and powerful method for assessing intervening effects (Biesanz, Falk, & Savalei, 2010; 

MacKinnon, Lockwood, & Williams, 2004; Preacher & Hayes, 2008; Williams & 

MacKinnon, 2008). Specifically, the current study utilises a product based bootstrapping 

approach (Figueredo et al., 2013; Preacher & Hayes, 2004; 2008; Zhao, Lynch, & Chin, 

2010), with the PROCESS model (version 2.1) (Hayes, 2012, 2013). For reference, a more 

complete discussion on mediation and the approach used in this dissertation can be found in 

Appendix B. 

 

Measures 

The measures within the retention survey, included: demographic variables (e.g., age, tenure, 

gender, career stage, and occupation); hypothesised extension variables job motivational 

potential, job satisfaction, engagement, and perceived organisational support; and the 

dependent variable intent to leave. Except where noted, respondents were asked to indicate 

the extent they agree on a 7-point Likert scale (1 = strongly disagree, 2 = disagree quite a lot, 

3 = disagree just a little, 4 = I'm not sure about this, 5 = agree just a little, 6 = agree quite a 

lot, and 7 = strongly agree), and pre-established scales were used wherever possible. As 

discussed, item and composite reliability loadings, and convergent and discriminant validity 

were established, with results displayed in Table 4.1. 

 

Measures for the Motivational Forces 

Pre-established scales were used wherever possible and will be described in more detail 

below. As suggested by Maertz and Griffeth (2004) some items were modified to suit the 

organisational setting and work unit context, for example referring to the "host" organisation, 

"current manager", or the "current work unit you are in". 

 Affective Force. The Affective Force focuses on the emotional arousal resulting from 

organisational membership  (Maertz & Griffeth, 2004). There is a question however over the 

extent to which the Affective Force offers distinct incremental validity not already captured 

by job satisfaction and engagement. In an effort to reduce the likelihood of construct overlap 

and manage survey length, it was decided to utilise the Affective Commitment scale in its 

shortened form (Meyer & Allen, 1997; Morrell, Loan-Clarke, & Wilkinson, 2004), as a proxy 

for the Affective force. The measure consisted of a scale of 6 items, such as "I would be 

happy to spend the rest of my career with the organisation", "I feel like "part of the family" 

here at the host organisation", and "I feel emotionally attached to the organisation".  
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 Calculative Force. The Calculative Force is an evaluation of future prospects and 

was measured by the Maertz and Campion (2004) scale consisting of three items including "I 

am confident that I will be happy in the host organisation in the future", "In my current job I 

have good opportunities for promotion" and "the host organisation provides ample 

opportunities to progress my career". 

 Contractual Force. The Contractual Force involves perceptions of what the 

employee feels they owe the organisation, and was measured by the Maertz and Campion 

(2004) scale consisting of three items including "I feel I owe the host organisation because it 

has supported me", "I believe, to be fair, I should stay at this job for a while longer", and "I 

feel obliged to say in my current job". 

 Behavioural Force.  The Behavioural Force focuses on the perceived costs associated 

with leaving, and was measured by the Maertz and Campion (2004) scale, slightly modified 

to suit the organisational setting, consisting of two items including "I feel I will lose valuable 

experience with the host organisation if I leave at this time", and "I believe I will lose 

benefits, such as superannuation and long service leave, if I leave the host organisation at 

this time". 

 Alternative Force. The Alternative Force taps into the employee's belief of the 

likelihood of finding acceptable alternative employment, and was measured using an existing 

4 item scale (e.g., Barry Gerhart, 1990; Mobley, 1977; Steel & Griffeth, 1989). This scale 

was selected to be consistent with other surveys across the organisation, enabling the 

organisation to accumulate trend data on this important construct. The Alternative force scale 

included items such as "I am confident I could find an acceptable alternative job quickly", "it 

would be easy for me to find an acceptable alternative job if I wanted one", and "The 

probability of me finding an acceptable alternative job is high". 

 Normative Force. Maertz and Griffeth (2004) developed a scale to measure this 

force, however the suggested questions, particularly in regard to their focus on family, were 

deemed to be not be suitable for the organisational setting and environment. Therefore, for 

the current study normative commitment, in its shortened form (Morrell, et al., 2004), was 

used as a proxy indicator of the Normative Force. The measure consisted of six items 

including "I do not feel any obligation to the organisation", "I would feel guilty if I left the 

host organisation at this time", and "I owe a great deal to the organisation". 

 Constituent Force. Constituent Force involves an employee's personal relationships 

with individuals or groups within the organisation (Maertz & Griffeth, 2004). This was 

measured utilising the scale developed by Maertz and Campion (2004), consisting of three 
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items, including "I want to continue working with my co-workers", "I feel I will lose valuable 

relationships by leaving at this time", and "I feel loyal to my work unit in the host 

organisation". 

 Moral-Ethical Force. There was no existing measure for this force and one attempt 

by Maertz and Campion (2004) was dropped from a study as it had low reliability and did not 

load on a factor.  In the current study, career mobility or "careerism" has been utilised as an 

indicator of an individual's values or ethical stance regarding role mobility. Rousseau (1990) 

argued that career mobility represents the expectation of continuity into the future, and 

whether an individual joining an organisation anticipates working there for a short or long 

period of time. Employees who view their employment with a particular organisation as a 

stepping stone to better jobs, or expect to move jobs repeatedly over the course of their career 

perceive have a high level of mobility, which would be positively related to turnover 

(Rousseau, 1990). Career Mobility was measured utilising the Rousseau (1990) career 

mobility scale, consisting of 5 items including "I took this job as a stepping stone to a better 

job in another organisation", "there are many career opportunities I expect to explore after I 

leave", and "I expect to work for a variety of different organisations in my career". 

 

Additional Attitudinal Measures 

As well as the motivational forces, four attitudinal factors were expected to be involved in the 

turnover process, namely job satisfaction, engagement, job motivational potential, and 

perceived organisational support. 

 Job Satisfaction. As described previously, Job Satisfaction has been understood to be 

the intersection between employee feelings and beliefs about the job and has traditionally 

been viewed in its global entirety or in different facets (e.g., supervisor satisfaction, pay 

satisfaction, satisfaction with work) (Hulin, 1991; Judge & Church, 2000; Tett & Meyer, 

1993; Trevor, 2001). Given the desire to minimise survey length, the importance of pay in the 

host organisation at the time, and the nature of the research question being investigated, only 

two components of job satisfaction were assessed, namely: global job satisfaction and pay 

satisfaction. Furthermore, to allow a comparison of results with previous surveys, the scales 

were drawn from an earlier organisational survey called QPASS (Hart, Wearing, Griffin, & 

Cooper, 1996). Participants rated their level of agreement with three statements for each 

component, including items such as "Overall, I am satisfied with the work I do", and "I am 

fairly paid for the amount of effort I put into my job". 

 



147 

 

 Engagement. As discussed previously employee engagement has been linked to 

several organisational outcomes, such as financial performance, customer loyalty, job 

performance, and turnover (e.g., Alarcon & Edwards, 2011; Saks, 2006; TowersPerrin, 

2003). Although hypothesised to capture distinct incremental validity, engagement is related 

to affective organisational commitment and job satisfaction (Macey & Schneider, 2008; Saks, 

2006). At the time of data collection, consultation was undertaken with organisational 

stakeholders and several issues were noted with existing measures. One of the options 

considered was the idea of engagement being the positive antithesis of burnout, and included 

consideration of job demands and employee health and stress (Schaufeli & Bakker, 2003, 

2004; Schaufeli et al., 2002). In the piloting process however, field employee reactions to 

selected items was scornful to the point of laughter. Furthermore, the senior management 

were concerned the approach may prime employee concerns with stress and wellbeing which 

were being addressed in a separate program to be rolled-out later in the year. 

 

Given the issues that had been raised, it was decided to progress with utilising the Towers 

Perrin measurement of engagement. This five-item scale focused on emotional engagement 

and had been developed in an unpublished practitioner study (TowersPerrin, 2003, 2006). 

Additionally, two further items were sourced from another practitioner study (CLC, 2004), 

which seemed to capture additional incremental emotional attachment over and above the 

initial five items. The engagement questions included items such as "I really care about the 

future of the host organisation", "I am proud to tell others I work for the host organisation", 

"I believe in what I do every day at work", and "When I talk about the host organisation, I 

usually say "we" rather than "they".  

 

 Job motivational potential. Job motivational potential was measured using six items 

of section one of the short form of the job diagnostic survey (Hackman & Oldham, 1974, 

1975, 1980) reflecting the three core elements and five characteristics, of the job design 

model, namely: experienced meaningfulness of the work (consisting of skill variety, task 

identity, and task significance); experienced responsibility for the outcomes (or autonomy); 

and knowledge of the actual results of the work activities (or feedback). Items included "how 

much autonomy is there in your job", "to what extent does your job involve the who or 

identifiable piece of work", and "in general, how significant is your work". The motivational 

potential was represented by the sum of the five characteristics (Hackman & Oldham, 1975). 

Participants were asked to indicate the extent each item was apparent in their job on a 7-point 
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Likert-scale (1 = very little, 4 = moderately, and 7 = very much). Additionally, instructions, 

and descriptors were included following the procedure suggested by Hackman and Oldham 

(Hackman & Oldham, 1974, 1980).  

 

 Perceived organisational support. Perceived organisational support was measured 

using a modified form of the short version of the survey developed by Eisenberger, 

Huntington, Huntington, and Sowa (1986). Seven of the short version items were selected for 

the current study including "the host organisation really cares about my well-being", "the 

host organisation cares about my opinions", and "the host organisation shows very little 

concern for my welfare". An extra item, "the host organisation provides an environment 

where I can achieve good work-life balance", was included reflecting a high degree of 

concern for this issue in the host organisation, and compatibility with the concept of 

perceived organisational support in general.  

 

Turnover Intention: Intentions to Stay or Leave the Host Organisation 

As discussed earlier in this chapter, the most immediate and commonly used predictor of 

actual turnover is turnover intention or "Intent to leave" (Steel & Ovalle, 1984; Van 

Breukelen et al., 2004). Intentions capture not only the sum of motivational factors but also 

how much effort an individual is planning to exert (Ajzen, 1991; Ajzen & Fishbein, 1980), 

and included items such as "I intend to stay with the organisation for the next 12 months", 

and "I am actively looking for alternative employment outside of the organisation". 

 

Demographic Measures: Age, Tenure, and Gender 

Several demographic factors were expected to have an impact on turnover intentions, 

including: age; organisational tenure; and gender. To collect this information the survey 

included questions, such as "Age (closest in years)?", "what is your overall tenure with the 

host organisation in closest years?", and "please indicate your gender". To facilitate analysis, 

protect privacy, and ensure consistency across the studies in this dissertation, responses to 

age and tenure were clustered into nominal groups as well as retained in their continuous 

format (see Appendix B - Retention Survey).  

 

Career Stage and Occupational Group 

Two other demographic factors were also hypothesised to have a potentially important 

interaction with the motivational forces and turnover intentions, namely: career stage; and 
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occupational group. In regard to career stage, participants were requested to self-report their 

current classification which was then clustered into one of three nominal groups, namely: 

junior (or entry level role); middle (middle management and technical roles); and senior-

executive (senior management or technical roles). For occupational group, as discussed in 

study 1 - Diagnosis, the host organisation had a pre-existing occupational group framework 

and participants were requested to self-identify the group they belonged to from a list that 

was provided.  In terms of career stage, Appendix B - Retention Survey includes a table 

showing how career stages were derived from the employee's classification. 

 

Results 

Participants 

Overall, 1281 responses were recorded of which 1257 were usable representing a response 

rate of 30% of the full population. Of the 1281 recorded responses, 74% (N = 950) were 

received electronically and 26% (N = 331) via hard copy. Whilst the response rate was not as 

high as desired, the response rate was better than and broadly consistent with results obtained 

by comparative studies. For example, an equivalent study in another public sector agency 

yielded a response rate of only 14.2% (Perryer et al., 2010), while an assessment of the 

broader literature conducted by Becker and Huselid (1998) observed response rates from 6 to 

28%, and another by Baruch and Holtom (2008) noted an average response rate of 35.7% 

with a standard deviation of 18.8%. it should be noted according to Rogelburg (2006) the 

survey length was reasonable, and as expected the majority of responses (74%) were received 

online (Church, 2001). Key demographic parameters of the retention survey sample will be 

explored in turn, particularly in reference to the broader employee population as a whole. 

 

The target population of the retention survey was widely distributed in age with the youngest 

being 18 years the older 69 years, while the mean age was 41.6 years (SD = 11.9 years), and 

the most common age being 35 years. As displayed in figure 4.8, 20% of retention survey 

target population were aged less than 30 years, 23% from 30 to 39 years, 27% 40 to 49 years, 

24% 50 to 59 years, and 6% 60 years or greater. The respondent sample was equally diverse 

in terms of span of years of age, with a mean age of 40.1 years (SD =11.6 years). The age 

distribution of participants resembled that of the target population, with a slightly higher 

proportion of employees less than 39 years of age, and slightly lower in 40 to 49 years and in 

55 years and older group. A one sample t-test at the 95% confidence interval, indicated there 

was a significant difference in the mean age of retention survey respondents versus the target 
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population (N = 1257, T =-4.628, p <0.000, LCI = -2.15, UCI = -0.86). Cohen's effect size 

value (d = 0.12) suggested a low practical significance (Cohen, 1988), which indicates 

although the age distribution of respondents to the retention survey was statistically different, 

the difference was low in practical terms. 

 

 

Figure 4.8. Comparison of retention survey sample and employee population by age 

 

Figure 4.9. Comparison of retention survey sample and employee target population by tenure 

In terms of tenure, the mean tenure for the survey respondents was 11.9 years (SD = 10.8) 

with 26% having less than 3 years of tenure, 27% with between 3 and less than 10 years of 

tenure, 24% with between 10 and less than 20 years, and 22% with more than 20 years. As 

displayed in Figure 4.9, there were differences in the distribution of tenure for retention 

survey respondents in comparison with the target population. The most substantial of which 

was the lower proportion of employees with less than 1 year and 20-25 years of tenure, and 

higher proportion of employees with 1 to 3, 5 to 10, and 15 to 20 years of tenure. The result 

for less than 1 year of tenure is partly attributable to the higher proportion of short-term 

temporary employees with consequent lower levels of tenure, who were not necessarily 
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targeted by the survey. Overall, the distribution of respondents by tenure was not a close 

match for the organisation. 

 

The pattern of respondents by gender, location and occupational background however were 

similar to the organisational population. For example, 27% of survey respondents were 

female (N = 339, males N = 918), which was the same as that of the organisation as a whole 

(female = 27%, female N = 1147, males N = 3025). In terms of geographical location, the 

sample and population characteristics were similar, for example 60% of all employees were 

based in regional areas versus 63% of respondents, with the proportion of regional centres 

such as Toowoomba and Townsville recording the same proportion of respondents (6%) and 

employees (6%). The distribution of employees across occupational groups was broadly 

similar, although there was a higher proportion of respondents from professional background 

such as civil engineering, project management and planning and design as opposed to blue 

collar backgrounds such as construction workers. 

 

In summary, the sample was significantly different to the employee population across several 

parameters in a statistical sense, while also retaining key similarities in others. Overall, the 

sample was large enough for the statistical tests applied, was diverse and representative of the 

employee population in terms of location, occupational backgrounds, demographic 

parameters, and most importantly had a high level of face validity in the eyes of the senior 

management team for whom the survey was designed to inform. 

 

Covariance Structure Analysis 

As discussed previously, SEM was used to confirm the measures used in the study and to 

examine the hypothesised relationships between constructs (Byrne, 2001; Kline, 2005), using 

AMOS 22 (Arbuckle, 2013). Following the two-step process, firstly the measurement model 

was assessed, followed by the full structural model.  As discussed previously the first five 

steps of the measurement model testing have already been described, including case 

screening, statistical assumption testing, configurational and invariance testing, reliability and 

validity testing, and testing for common method bias. The congeneric testing, which is also 

the final step of the measurement model assessment before progressing to the item level 

CFA, will now be presented. 
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Congeneric Modelling 

Congeneric modelling was conducted on all the scales utilised in this study, namely the 

independent factors: eight motivational forces (affective, normative, moral, alternative, 

contractual, behavioural, calculative, and constituent); job satisfaction, engagement; 

motivational potential; perceived organisational support; and the dependent variable intent to 

leave.  

 

Table 4.2.  

Congeneric Modelling Results 

 

 

As displayed in Table 4.2 results of the congeneric tests indicate a viable solution for each 

scale was successfully identified. It should be noted however the scales for the contractual 

force, behaviour force, and job satisfaction breached the recommended score of 3 for the Chi-

Square test (Kline, 2005). Job satisfaction scale in particular also recorded an RMSEA test 

slightly outside recommended (0.061), and a less than ideal MSV test for discriminant 

validity. This suggests the job satisfaction scale items are not uni-dimensional and should be 

reviewed before being utilised again. 

 

Confirmatory Factor Analysis 

As part of the two-step assessment of the proposed measurement model, a confirmatory 

factor analysis (CFA) was conducted. The CFA itself, was conducted in two stages, the first 

focusing on the Maertz and Griffeth (2004) motivational forces framework, while the second 

went on to integrate all the proposed variables, namely: eights motivational forces; POS; 

motivational potential; job satisfaction; engagement; and intent to leave.  
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As suggested by McDonald and Ringo Ho (2002) plausible alternative equivalent models 

were included in the CFA testing process. In the first stage, four plausible alternative 

structural models derived from the hypothesised model were tested in conjunction with the 

hypothesised model, namely: One first-order factor accounting for all the common variance 

(Model 1); Eight uncorrelated or orthogonal first order factors (Model 2); Eight first order 

factors and one second order global factor corresponding to the specific sub-scales (Model 3); 

Eight correlated first-order factors as specified by Maertz and Griffeth (2004). Comparative 

fit statistic results for the four alternative models are presented in Table 4.3. 

 

Table 4.3.  

First Stage CFA of Four Alternative Motivational Forces Models 

 

 

Results for Models 1,2 and 3 indicate poor fit for the data, while Model 4 provides adequate 

fit (χ2 = 593.862, df =179, p =0, CMIN/DF = 3.318; CFI =0.976; GFI =0.958; AGFI = 0.941; 

RMSEA = 0.043, LO90 = 0.039, HI90 = 0.047; SRMR = 0.036) supporting the discriminant 

validity of the Maertz and Griffeth (2004) motivational forces framework. 

 

In the second stage, another series of CFAs were performed on the expanded motivational 

forces framework, which included POS, motivational potential, job satisfaction, engagement, 

and the dependent outcome intent to leave. As above, plausible alternative structural models 

were also tested along with the hypothesised model, including: Expanded 16 items loading 

onto one factor (Other Motivational Factors) and 4 items loading on intent to leave, 

uncorrelated with the motivational forces (Model 1); Expanded 16 items loading onto one 

factor (Other Motivational Factors) and 4 items loading on intent to leave correlated with the 

eight motivational forces framework (Model 2); Expanded 16 items loading onto four first 

order factors (Perceived Organisational Support, Motivational Potential, Job Satisfaction, 

Engagement), and one global factor (Other Motivational Factors), and 4 items loading on 
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intent to leave, uncorrelated with the eight motivational force framework (Model 3); 

Expanded 16 items loading onto four first order factors (Perceived Organisational Support, 

Motivational Potential, Job Satisfaction, and Engagement), and 4 items loading on intent to 

leave correlated with the eight motivational forces framework (Model 4); lastly a variation of 

model 4 including a common method bias variable (Model 5). Comparative fit statistics for 

the five alternative models and presented in Table 4.4. 

 

Table 4.4.  

Second Stage CFA of Alternative Expanded Motivational Forces Models 

 

 

Results for Models 1,2, 3, and 4 indicate a steadily improving but still poor fit for the data, 

while Model 5 provides adequate fit (χ2 = 1674.82, df = 653, p =na, CMIN/DF=2.565; CFI = 

0.972; GFI = 0.972; AGFI = 0.919; RMSEA = 0.035, LO90 = 0.033, HI90 = 0.037; SRMR = 

0.0290).  

 

These results support the discriminant validity of the measures of the eight motivational 

forces, the expanded factors (perceived organisational support, motivational potential, job 

satisfaction, and engagement), and intent to leave as the dependent variable. Item loadings on 

each factor, controlling for common method bias, are provided in Table 4.5. 
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Table 4.5.  

CFA Factor Loadings by Item and Factor for Expanded Model with cmb 
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In summary, the expanded motivational framework measures and factor structure adequately 

fit the data. This was retained and used as the basis for exploring the research questions. 

Factor scores were calculated for each variable based upon the product of each item, 

multiplied by the standardised factor loading. Full extended model factor score means, 

standard deviations, and correlations of the latent variables are provided in Table 4.6. 

 

Table 4.6.  

Extended Model Factor Score Means, Standard Deviations, and Correlations 

 

 

Investigation of the Research Questions 

The assessment process has tested the efficacy of the measurement model, demonstrated the 

uni-dimensionality of the latent variables, and successfully tested the structural properties of 

the proposed theoretical models. The next stage of the process shifted to the exploration of 

the actual research questions. 

 

The first research question focused on the utility of the Maertz and Griffeth (2004) 

motivational forces framework in explaining the extent to which employees intended to stay 

in or leave the host organisation as displayed in Figure 4.10, which has been replicated for 

convenience from earlier in this chapter. 
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Figure 4.10. Motivational forces framework and turnover intentions 

 

Results indicated a good level of fit (χ2 = 865.569, df =260, CMIN/DF = 3.329; CFI = 0.972; 

GFI = 0.950; AGFI = 0.932; RMSEA = 0.043, LO90 = 0.039, HI90 = 0.046; SRMR = 0.0368), 

with an r² on intent to leave of 0.598 which is considered a large level of explanatory 

variance (Cohen, 1988; Cohen, 1992). The regression paths between four of the motivational 

forces and intent to leave were significant (p < .000), namely: moral (β = -.32); behavioural 

(β = .33); calculative (β = .21); and constituent (β = .16) explaining just under 60% of 

variance (r² =0.598). Results indicated employees have an ingrained value regarding their 

attitude to the idea of staying or leaving, an assessment of the costs and benefits of staying, 

perceptions of their future prospects, and the extent to which personal relationships created a 

connection, or obligation to "stay with their mates". The combination of these forces explains 

a large amount of variance in the development of an intent to stay in or leave the host 

organisation, which suggests the Martz and Griffeth (2004) motivational forces framework is 

potentially very useful for understanding in understanding what motivates an employee to 

leave. 
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The second research question focused on the impact of key demographic variables on the 

Maertz and Griffeth (2004) Eight motivational forces framework, such as age, tenure and 

gender, as displayed in Figure 4.11. Demographic variables have been a common feature of 

turnover research, and many correlates of turnover have been found to vary according to 

population attributes (e.g., Fields, et al., 2005) and need to be controlled as a valid threat to 

causal inference (e.g., Atinc et al., 2012). 

 

Figure 4.11. Inclusion of selected demographic variables with the motivational forces 

framework 

 

The first step involved exploring the demographic variable means, standard deviations, and 

spearman correlations with intent to leave, with results provided in Table 4.7. As expected 

age and organisational tenure were found to be strongly correlated (r = 0.586, p < 0.01). 

 

Table 4.7.  

Demographic Variable Correlation with Intent to Leave 

 



159 

 

Next, in terms of integrating the demographic variables in the Motivational Forces 

Framework results indicated a slightly decreased, but still good level of fit (X² = 841.264, df 

= 256, CMIN/DF = 3.286; CFI = 0.972; GFI = 0.950; AGFI = 0.932; RMSEA = 0.043, LO90 

= 0.039, HI90 = 0.046; SRMR = 0.0368). As with the initial model, the same four 

motivational forces displayed significant pathways on intent to leave, and the model 

continued to explain 60% of variance (r² =0.602), which is considered a large effect (Kline, 

2005).  

 

The third research question expands upon the original motivational framework through the 

introduction of perceived organisational support (POS) and job design (job motivational 

potential). There were two theoretically plausible options for integrating POS and 

motivational potential into the Maertz and Griffeth (2004) eight motivational forces 

framework as displayed in Figure 4.12, namely: POS and motivational potential as distal 

variables linked to intent to leave through the motivational forces (Model 3); or on the same 

level as and in conjunction with the motivational forces (Model 4). The assessment process 

accounted for common method bias, with age, tenure, and gender included as control 

variables. 

 

Figure 4.12. Expanded motivational forces framework - job motivational potential and 

perceived organisational support 
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Results for Model 3, with POS and motivational potential as more distal variables acting 

indirectly on intent to leave through the motivational forces. The overall fit for the theoretical 

model is adequate (χ2 = 2239.975, df = 578, CMIN/DF = 3.875; CFI = 0.944; GFI = 0.907; 

AGFI = 0.887; RMSEA = 0.048, LO90 = 0.046, HI90 = 0.050; SRMR = 0.0571). The direct 

pathways between four of the motivational forces, namely affective, normative, moral, and 

contractual were significant (p < .001 level) while the remaining four were not. The pathways 

from POS and the eight motivational forces were also significant (p < .001), as well as five of 

the pathways from motivational potential to the forces (p  < .001). Overall, the squared 

multiple correlation with intent to leave was r² = 0.56 which is slightly lower than the eight 

motivational forces on their own. 

 

The second plausible option model 4, suggested job motivational potential and POS acted 

directly on intent to leave, in conjunction with the motivational forces. The overall fit of 

Model 4 in an improvement over Model 3, but still only adequate (χ2 = 1771.443, df = 552, 

CMIN/DF = 3.209; CFI = 0.959; GFI = 0.927; AGFI = 0.907; RMSEA = 0.042, LO90 = 

0.040, HI90 = 0.044; SRMR = 0.0451). The direct pathways between three of the 

motivational forces, namely: moral (β = -.38); behavioural (β = .29); and constituent (β = .15) 

were found to be significant at the p < .001 level, while the remaining five were not. The 

direct pathway from POS to intent to leave was significant (p < .01), while motivational 

potential was not. The squared multiple correlation with intent to leave was r² = 0.62 which 

was a small improvement over the eight motivational forces. Results support the notion of 

POS and job motivational potential extending the motivational forces and acting in 

conjunction with the Maertz and Griffeth (2004) motivational forces framework on intent to 

leave. 

 

Given the results supported the notion of POS and motivational potential acting in parallel to 

and in conjunction with the motivational forces, it was expected both variables would have at 

least a small and significant direct effect on intent to leave. Furthermore, both POS and job 

motivational potential would be positively correlated. The link between POS and intent to 

leave was significant (β = .170, p = .002), while motivational potential was not significant (β 

= .020, p= .518). As expected, POS and motivational potential were positively correlated (β = 

.443, p < .05). Overall, the addition of POS and job motivational potential incrementally 

increased the r² of intent to leave from 0.598 to 0.62. 
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The next research question suggested a further extension of the motivational Forces 

framework through the introduction of two attitudinal variables, namely; job satisfaction, and 

engagement. Furthermore, it was postulated job satisfaction and engagement would explain 

incremental variance on intent to leave, above and beyond the motivational forces 

framework. As with POS and job motivational potential, there were two plausible options for 

the inclusion of job satisfaction and engagement as displayed in Figure 4.13. The first, 

designated Model 5 incorporates job satisfaction and engagement acting directly on and 

partially mediating the impact of, the motivational forces on intent to leave. The second, 

model 6, placed job satisfaction and engagement acting directly on and separate to the 

motivational forces framework.  

 

Figure 4.13. Extending the eight motivational forces with job satisfaction and engagement 

 

Two alternate models were tested. The first, model 5 placed job satisfaction and engagement 

more proximally on intent to leave, and partially mediate the impact of the motivational 

forces on intent to leave. Fit for Model 5 was good (χ2 = 2713.891, df = 792, CMIN/DF = 

3.427, CFI = 0.949, GFI = 0.906, AGFI = 0.882, RMSEA = 0.044, LO90 = 0.042, HI90 = 

0.046; SRMR = 0.0490. The direct path between three of the motivational forces of turnover, 

namely affective (β = -.11, p < .05), moral (β = -.33, p < .001), and behavioural (β = .31, p < 

.001) and intent to leave were significant, while the other five were not. Additionally, the 
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direct path of job satisfaction (β = .30, p < .001) and engagement (β = .30, p < .001) on intent 

to leave were highly significant. 

 

Furthermore, several of the motivational forces recorded significant pathways on both 

engagement and job satisfaction, including: affective force to engagement (β = .28, p < .001); 

normative force to engagement (β = .15, p < .01); moral force to job satisfaction (β = -.05, p < 

.05); calculative force to job satisfaction (β = .22, p < .001); constituent force to job 

satisfaction (β = .15, p < .001); perceived organisational support to job satisfaction (β = .28, p 

< .001) and perceived organisational support to engagement (β = .10, p < .05); and 

motivational support to engagement (β = .38, p < .001) and motivational potential to job 

satisfaction (β = .25, p < .001). These results also suggest job satisfaction and engagement are 

partially mediating some of effect of the motivational forces on intent to leave, which will be 

tested more directly in a below. Lastly, as expected Job Satisfaction and Engagement were 

strongly and positively correlated (β = .81, p < .001). The addition of job satisfaction and 

engagement increased the amount of variance explained on intent to leave from r² = .60 to r² 

= .675. The standardised parameter estimates of the final expended model are shown in 

Figure 4.14, and the fit statistics of the structural model provided in Table 4.8. 

 

Table 4.8.  

Summary of Fit Statistics for Structural Models 
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Figure 4.14. SEM standardised parameter estimates of the full expanded model 
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Mediation of Motivational Forces by Job Satisfaction and Engagement 

Mediation was assessed by calculating the significance of indirect effects through a product 

based approach using bootstrapping methods using the PROCESS macro (version 2.1) in 

SPSS (Hayes, 2013). Confidence intervals were generated from 5000 re-samples, and the 

confidence interval (CI) for results was set at 99%. 

 

The inference of statistical significance of effects is based upon statistical significance (e.g., p 

< .01), and the bootstrapped confidence interval (CI). If zero is outside of the CI endpoints 

(upper and lower), then the result is different from zero with CI% confidence, whereas if the 

confidence interval straddles zero the conclusion is there is insufficient evidence of a 

relationship of X on Y through M (Hayes, 2013). The second test, called the C1 test utilises a 

pairwise comparison to determine if the mediators (e.g., job satisfaction and engagement) are 

statistically different, with a bootstrapped confidence interval straddling zero indicating they 

are not. Each predictor variable was tested separately, starting with the motivational forces, 

then Job Satisfaction and Engagement. Intent was utilised as the outcome variable, with job 

Satisfaction and Engagement entered as parallel mediators. 

 

Results for Affective Force, as displayed in Table 4.9, indicated both direct β = 0.11 (CI = 

.027 - .192) and indirect β = .34 (CI = .276 - .415) effects were present. The indirect effect 

through engagement was β = 0.18 (CI = .117 - .251), while through job satisfaction it was β = 

.16 (CI = .123 - .215). The C1 test indicated with 99% confidence, the indirect effect through 

engagement and job satisfaction was not statistically different. 

 

Table 4.9.  

Mediation of the Effect of Affective Force on Intent to Leave 
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Results for Normative Force, as displayed in Table 4.10, indicated both direct β =  .74 (CI = 

.300 - .494) and indirect effects β = .34 (CI = .271 - .427) were present. The indirect effect 

through engagement was β = .15 (CI = .082 - .226), while through job satisfaction it was β= 

.19 (CI = .139 - .256). The C1 test indicated with 99% confidence, the indirect effect through 

engagement and job satisfaction was not statistically different.  

 

Table 4.10.  

Mediation of the Effect of Normative Force on Intent to Leave 

 

 

Results for Moral Force, as displayed in Table 4.11, indicated both direct β = -.44 (CI = -.530 

- -.354) and indirect effects β = -.13 (CI = -.202 - -.060) were present. The indirect effect 

through engagement was β = -.06 (CI = -.105 - -.028), while through job satisfaction it was β 

= -.16 (CI = -.112 - -0.025). The C1 test indicated with 99% confidence, the indirect effect 

through engagement and job satisfaction was not statistically different. 

 

Table 4.11.  

Mediation of the Effect of Moral Force on Intent to Leave 
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Results for Alternative Force, as displayed in Table 4.12, indicated both direct β = -0.18 (CI = 

-.237- -.123) and indirect effects β = -.053 (CI = -.100 - -.007) were present, although they 

were weak. Additionally, the indirect effect for engagement    β = -.02 (CI = -.055 - -.002) 

was different from zero, while job satisfaction β = -.02 (CI = -.058 - .001) was not which 

means there is insufficient evidence of moderation.  

 

Table 4.12.  

Mediation of the Effect of Alternative Force on Intent to Leave 

 

 

Results for Contractual Force, as displayed in Table 4.13, indicated both direct β = .47 (CI = 

.369 - .580) and indirect effects β = .36 (CI = .288 - .447) were present. The indirect effect 

through engagement was β = .16 (CI = .104 -.238), while through job satisfaction it was β = 

.19 (CI = .137 - .265). The C1 test indicated with 99% confidence, the indirect effect through 

engagement and job satisfaction was not statistically different. 

 

Table 4.13.  

Mediation of the Effect of Contractual Force on Intent to Leave 
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Results for Behavioural Force, as displayed in Table 4.14, indicated a strong direct effect β = 

.61 (CI= .501 - .731), and indirect effects β = .38 (CI = .309 - .470) were present. The indirect 

effect through engagement was β = .17 (CI = 0.112 - .248), while through job satisfaction it 

was β = .20 (CI = .145 - .282). Additionally, the C1 test indicates with 99% confidence, the 

indirect effect through engagement and job satisfaction was not statistically different. 

 

Table 4.14.  

Mediation of the Effect of Behavioural Force on Intent to Leave 

 

 

Results for Calculative Force, as displayed in Table 4.15, indicated both direct effect β = .34 

(CI = .197 - .487), and a strong indirect effect β = 0.61 (CI= 0.499 - .723) were present. The 

indirect effect through engagement was β = .28 (CI = .189 -.387), while through job 

satisfaction it was β = 0.32 (CI = .230 - .430). Additionally, the C1 test indicates with 99% 

confidence, the indirect effect through engagement and job satisfaction was not statistically 

different. 

 

Table 4.15.  

Mediation of the Effect of Calculative Force on Intent to Leave 
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Results for Constituent Force, as displayed in Table 4.16, indicated both a direct effect β = 

0.42 (CI = 0.266 - 0.574) and a strong indirect effect β = 0.62 (CI = 0.490- 0.758) were 

present. The indirect effect through engagement was β = 0.29 (CI = 0.189 - 0.410), while 

through job satisfaction it was β = 0.33 (CI = 0.230- 0.441). Additionally, the C1 test 

indicates with 99% confidence, the indirect effect through engagement and job satisfaction 

was not statistically different. 

 

Table 4.16.  

Mediation of the Effect of Constituent Force on Intent to Leave 

 

 

Results for Job Motivational Potential, as displayed in Table 4.17, indicated both a direct 

effect β = -0.11 (CI = -0.217- -0.011) and a relatively strong indirect effect β = 0.50 (CI = 

0.419- 0.599) were present. The indirect effect through engagement was β = 0.18 (CI = 0.134 

-0.246), while through job satisfaction it was a stronger β = 0.32 (CI = 0.237- 0.407). 

Additionally, the CI test indicates with 99% confidence, the indirect effect through 

engagement and job satisfaction was statistically different. Given the size of the coefficient 

and the r², the indirect effect through job satisfaction is two times greater than the indirect 

effect through engagement. 

 

Table 4.17.  

Mediation of the Effect of Job Motivational Potential on Intent to Leave 
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Results for POS, as displayed in Table 4.18, indicates there is insufficient evidence for a 

direct effect β = 0.09 (CI = -0.000- 0.183), but there is evidence for an indirect effect β = 0.43 

(CI = 0.363- 0.519). At the CI 95% level, rather than CI 99% level, the direct effect is 

different from zero β = 0.09 (CI = 0.021- 0.161), which suggests the direct effect is at best 

weak. The indirect effect through engagement was β = 0.20 (CI = 0.138 -0.269), while 

through job satisfaction it was β = 0.23 (CI = 0.168- 0.030). Additionally, the C1 test 

indicates with 99% confidence, the indirect effect through engagement and job satisfaction 

was not statistically different. 

 

Table 4.18.  

Mediation of the Effect of POS on Intent to Leave 

 

 

In summary, results across the eight motivational forces, motivational potential, and POS, 

indicate job satisfaction and engagement act as simultaneous parallel mediators on intent to 

leave. The only exception was in the case of Alternative Force, which indicated insufficient 

evidence of a mediation effect through Job Satisfaction, although there was evidence of 

mediation through Engagement. This supports the notion that job satisfaction and engagement 

act as mediators in the impact of the motivational forces on intent. 

 

Group Moderation Career Stage 

The next research question proposed that the intensity and significance of the motivational 

factors would vary across the career stages. The procedure involved splitting the dataset by 

values of the categorical variable, then using critical ratios to determine whether the 

regression pathways changed for each value of the moderator (Arbuckle, 2010; Byrne, 2001; 

Gaskin, 2013). The unstandardised path coefficients are then tested using a t-test in which the 

coefficients are divided by their pooled standard errors, with results exceeding a z-score of 

1.96 for a two-tailed t-test indicating a significant difference between the pathways at the 0.05 

level (Gaskin, 2012b; Schumacker & Lomax, 2010). Using the procedure described, the 



170 

 

dataset was split into three groups by career stage (i.e., junior, middle, senior) and subjected 

to three paired-group moderation assessments, namely: junior versus senior; junior versus 

middle; and middle versus senior. It was anticipated the most significant differences would be 

between the junior and senior stages. 

 

Results indicated only limited moderation effects. Comparing the junior and senior career 

groups, moderation was found between: job motivational potential on engagement (Z = 2.467, 

p < 0.05); moral force on job satisfaction (Z = -2.741, p < 0.01); and POS on job satisfaction 

(Z = 2.011, p < 0.05). Given the pathway from moral force to job satisfaction is significant 

but small (β = -.05, p < .05), the main effect was job motivational potential on engagement (β 

= 0.38, p < .001) and POS on job satisfaction (β = 0.28, p < .001), and there were no 

indications of moderation on any of the motivational forces directly on intent as displayed in 

Table 4.19. Differences between the junior and middle group and middle and senior group, 

were also tested however other than a strong moderated pathway between POS and job 

satisfaction (Z = 3.237, p <0.001) in the middle versus senior group, observed moderation 

effects were not present. 

 

For the pathways that did vary, the magnitude of change from junior to senior career groups 

was substantial. For example, the moral force pathway to job satisfaction was .049 for the 

junior stage, but -.30 for the senior, which was not only stronger but also reversed. To some 

extent this was anticipated as career stage was associated with organisational hierarchy, 

which is related to both age and tenure, and as discussed previously it would be expected 

younger employees in the process of establishing their career expect to move around (e.g., 

Cohen, 1991; Rousseau, 1990). The magnitude of the pathway of job motivational potential 

to engagement was 0.14 for the junior stage and 0.42 for the senior stage, potentially 

reflecting the broader scope and autonomy of more senior roles. For POS, the job satisfaction 

pathway for junior was .17 and .43 for senior (p < .01), but not significant for the middle to 

senior stage. This suggests the senior stage perceives POS having a greater influence on job 

satisfaction, and subsequent intention, than the junior or middle stages.  
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Table 4.19.  

Group Moderation Test Based on Critical Ratios - Junior vs Senior 
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Overall, although career stage recorded some strong moderation effects on the moral force, 

POS, and job motivational potential on pathways related to job satisfaction and engagement, 

these effects were limited. There was no evidence found for widespread and significant 

moderation effects across the expanded motivational forces framework.  

 

Occupational Group Impacts 

The last research question proposed the intensity and significance of the motivational forces 

on intent would vary by occupational background. As discussed earlier in this chapter, an 

individual's occupational identify is an important source of information in regard to work 

attitudes, behavioural norms, and career needs. Due to the smaller sample sizes however, the 

procedure utilised in the testing of career stage was not appropriate, so hierarchical regression 

analysis was used (Cohen, et al., 2003; Field, 2005). Hierarchical regression, involves 

entering independent variables in an order specified by the researcher and as with normal 

regression provides variable correlations and regression pathways indicating the extent 

variables predict the outcome of the dependent variable (Field, 2005; Tabachnick & Fidell, 

1996). Hierarchical regression is particularly useful when taking into account control 

variables, which are typically entered together in a first step (or block), before proceeding 

with other independent variables in a second step or block (Tabachnick & Fidell, 1996). 

 

Following a procedure outlined by Cohen et al. (2003) a two-step hierarchical regression, 

using a forced entry procedure, was calculated for selected occupational groups, with the 

demographic control variables (i.e., age, tenure, and gender) entered in step 1, and the 

hypothesised extended motivational factors involved in the turnover process entered in step 2. 

The first step split respondents according to the occupational groups to be tested. Although 

survey respondents were spread across 44 distinct occupational groups, only six were chosen 

to be included in the analysis. The primary factor in the choice of occupation to be tested was 

the requirement of the senior management team to focus on the most critical groups to the 

business, that have the greatest impact on the achievement of organisational objectives (as 

discussed in chapter 3 - diagnosis). Additionally, not only did the six groups represent a broad 

range of occupations from blue collar construction work, to white collar professionals with 

years of tertiary training, but also tended to have larger sample sizes, and consisted of: 

Construction Workers (N = 88); Civil Engineers (N = 132); Maintenance Operations (N = 51); 

Project Management (N = 79); and Planning and Design (N = 103). Variations in the strength 
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and significance of the regression pathways were compared to provide evidence of 

moderation with results displayed in Table 4.20. 

 

A comparison of the strength and significance of the independent variable pathways reveals 

some consistencies and differences across the occupational groups. To categorise the strength 

of the regression pathways based upon Cohen et al. (2003) and Kline (2005) criteria, namely: 

small (β = ± .1); medium (β = ± .3); and large (β = ± .5). As displayed the Moral and 

Behavioural Force, and Job Satisfaction recorded a significant medium effect for three of the 

occupational groups tested. Planning and Design group showed medium moderation effects 

for the Behavioural Force (β = 0.314, p < 0.001), Job Motivational Potential (β = -0.208, p < 

0.01), Engagement (β = 0.380, p < 0.001), and Job Satisfaction (β = 0.323, p < 0.001), and 

small effect for Moral Force (β = -0.173, p < 0.05). Furthermore, the Moral Force, Job 

Satisfaction, and Behavioural Force pathways were significant for Project Management, Civil 

Engineers, Maintenance Operations, and particularly for the Planning and Design 

occupational group. Construction workers and Maintenance Operations employees by 

contrast showed very few effects in comparison to all respondents, nor were moderation 

effects consistent across the motivational forces.  

 

In summary, results across the regression pathways by occupational group indicated that the 

occupational background has the potential to moderate the relationship between the extended 

motivational forces of turnover and intent to leave. However, such effects were limited; were 

not consistent across the occupational groups tested; and did not consistently occur across the 

factors of the expanded motivational forces framework. 
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Table 4.20.  

Hierarchical Regression Outcomes by Selected Occupational Group 
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Discussion 

 

As part of a broader field investigation of the link between SHRM practices, human resource 

capital, and employee and organisational outcomes, the core purpose of the current study was 

to explore the usefulness of the Maertz and Griffeth (2004) motivational forces framework in 

understanding the reasons employees stay in or leave the host organisation. Beyond simple 

exploration of the utility of the core motivational forces model, the present study also tested 

several potential enhancements. In terms of the model utility, the Maertz and Griffeth (2004) 

motivational forces framework demonstrated high correlations with intent to stay (ranging 

from 0.22 to 0.64), good model fit, and collectively accounted for almost 60% of the variance 

on intent to stay. Suggested expansions to the framework also demonstrated good model fit 

and increased the level of variance explained to 67.5%. The key factors linked to behavioural 

intentions included affective, normative, moral, behavioural, and calculative forces, perceived 

organisational support (POS), job motivational potential, job satisfaction, and engagement. 

Furthermore, only four factors directly impacted on intent, namely engagement, job 

satisfaction, moral force, and behavioural force. One practical implication of this result is that 

only four factors, consisting of 12 items provides a powerful statistical indicator of employee 

flight risk. 

 

Before progressing further, it is important to review how the motivational forces approach 

compares with other turnover models. Such a comparison was challenging given the 

differences in modelling and analysis techniques and trying to compare like with like. In 

terms of the type and strength of the correlates in the expanded model results are in alignment 

with comparable empirical research. For example, Cotton and Tuttle (1986) meta-analysis of 

correlates with turnover found factors such as job satisfaction and employment perceptions to 

be strong, stable and reliable relationship with turnover. Tett and Meyer (1993) found 

attitudes towards the job and organisation were highly related to predicting turnover, while a 

meta-analysis by Griffeth and colleagues (2000) identified factors such as job satisfaction, 

work task satisfaction, behavioural factors (e.g., absenteeism, performance ratings), 

cognitions about the withdrawal process (e.g., organisational commitment, attitudes to 

leaving), and external environmental factors (e.g., job availability, unemployment rate) to be 

consistently associated with quitting. While more recently Branham (2005) and Allen et. al., 

(2010) determined factors such as feeling valued and recognised, opportunities for growth 

and advancement, lack of feedback, and individual characteristics were key to understanding 
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turnover. Overall, it was notable that the level of explained variance in intent to leave in the 

current study is high which provides managers with a powerful framework to understand 

employee flight risk. 

 

In terms of the impact and relative importance of the factors, the current study found 

engagement and job satisfaction had the strongest association, followed by the moral, 

behavioural, and affective forces. Such results align closely with previous findings, for 

example Cotton and Tuttle's (1986) meta-analysis indicated overall satisfaction and pay had 

the strongest impact, followed by organisational commitment, satisfaction with the work, and 

perceptions of alternative employment. While the Griffeth and colleagues (2000) meta-

analysis found the predictive indices were strongest for job satisfaction, work satisfaction, 

perceived alternatives, and behavioural predictors such as absenteeism. While Fields et al. 

(2005) found factors such as job security, skills variety and autonomy, quality of supervision, 

pay and benefits, with overall job satisfaction the most predictive factors. While more 

recently, empirical studies by Holtom et. al., (2008), Alarcon and Edwards (2011) as well as 

Ahmad (2014) confirmed the impact of job satisfaction, organisational commitment, and 

engagement on the development of employee intentions to quit. This suggests the key factors 

involved in employee flight risk in the current study are consistent with previous turnover 

research. 

 

As well as the results consistent with previous empirical research, there were several 

outcomes both in terms of the theoretical principles of the motivational forces model and 

correlates with turnover intentions that need to be discussed in more detail. The first issue 

relates to the inclusion of job satisfaction and engagement with the motivational forces, 

particularly regarding the affective force. The affective force revolves around emotional 

aroused by the organisational and membership in it (Maertz, 2004; Maertz & Griffeth, 2004). 

In short an employee who feels good about the current organisation and enjoys membership 

is motivated to stay while a person who feels negatively toward the organisation will want to 

leave (Meyer & Allen, 1991; Rosse & Hulin, 1985). As discussed earlier in this chapter, job 

satisfaction is defined as a positive emotional state resulting from appraisal of the individual's 

job experience (Locke, 1976), while engagement has its roots in intrinsic motivation, 

organisational commitment, citizenship behaviours, and job satisfaction (Alarcon & Edwards, 

2011; Langford, 2010; Robinson et al., 2004; Saks, 2006). Therefore, it was unclear the 
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extent to which the affective force would be related to and distinct from job satisfaction and 

engagement.  

 

The potential of an overarching affective construct combining affective force, engagement, 

and job satisfaction was tested, however results of the congeneric modelling process and 

associated CFA demonstrated a poor fit for this option and supported the idea of three distinct 

and separate constructs. Furthermore, when testing job satisfaction and engagement in 

conjunction with the eight motivational forces framework, they were found to not only act 

more proximally on intent but partially mediate the impact of the motivational forces on 

employee intentions. There are two key theoretical implications from such results. The first is 

that the affective force is clearly capturing an emotional response independent of job 

satisfaction and engagement, but also not as completely as was intended. The second more 

significant issue is that the motivational forces were envisioned as key causal mediators 

between various antecedents on turnover intentions (Maertz, 2004; Maertz & Griffeth, 2004), 

which was not supported by the results. 

 

The integration of a further two potential antecedent variables raised further questions about 

the theoretical role of the motivational framework. Maertz and Griffeth (2004) as well as 

Maertz (2004) called for the testing of potential antecedent variables and the current study 

introduced two, namely POS and job motivational potential. POS potentially establishes 

conditions for the development of positive feelings (e.g., Brief & Motowidlo, 1986), while 

the job's motivational potential reflects a jobs inherent meaningfulness and significance (e.g., 

Hackman & Oldham, 1980). It was postulated the quality and type of an employee's 

supervision and the motivational potential of an employee's job, would influence the 

development of emotional and cognitive responses and trigger associated motivations to quit. 

Given that the motivational potential of the job, in terms of task variety, autonomy, and 

perceived value of the work (e.g., Chung-Yan, 2010; Hackman & Oldham, 1976, 1980; 

Humphrey et al., 2007; Maden, 2014) have been consistently found to be involved in a wide 

range of employment outcomes, including turnover (e.g., Allen et al., 2010; Cotton & Tuttle, 

1986; Griffeth et al., 2000; Holtom et al., 2008), it was surprising the framework did not 

explicitly cover it.  

 

  



178 

 

One possible explanation for such an omission was the expectation that such factors would 

impact quitting through the motivational forces, in terms of creating emotional attachment 

(affective force), perceptions of the value of alternative options (alternative force), 

investment in terms of career (behavioural force), and perceptions of future prospects 

(calculative force). Results for both POS and job motivational potential however indicated 

rather than acting through the motivational forces on intent, both acted directly on intent in 

conjunction with Maertz and Griffeth's (2004) motivational forces. There are at least two 

possible interpretations that extend from this result. Firstly, the eight motivational forces may 

not be complete, and researchers should test other potential antecedents to see if they are 

mediated by the framework or behave like another force. Secondly, the turnover process has 

traditionally been envisaged as linear from distal experiences to cognitions to intentions to 

behaviour (e.g., Hom et al., 2012; Maertz, 2004), and the motivational forces were envisaged 

as a parsimonious framework of cognitive mediators on turnover intentions however this may 

not be the case. One potential implication is that the leaving process could be more like a 

series of feedback loops between antecedents and cognitions, eventually resulting in the 

decision to leave. 

 

Another unexpected finding was the limited impact of the perception of alternatives in the 

current study, which has been found to play a small to moderate role in turnover behaviour 

elsewhere (Allen, Hancock, Vardaman, & McKee, 2014; Hom, et al., 2012; Mobley et al., 

1979; Steel & Griffeth, 1989). The likely reason for this divergence lies in the external 

contextual environment within which this study was conducted. The labour market at the time 

of this study was very tight, characterised by historically low unemployment, chronic skills 

shortages, and highly-in-demand labour force. This, in turn, meant employees perceived their 

chances of finding alternative employment were commensurately high, therefore removing 

this as a potential obstacle to quitting. Indeed, many managers anecdotally reported 

employees were very much aware of the opportunities available to them outside of the host 

organisation. The implication for managers is that the external organisational environment 

has ramifications for employee flight risk. Not only will the abundance of alternative jobs 

free employees to leave, but job scarcity may suppress employee intentions leading to 

dissatisfied employees staying, both of which have implications for the achievement of 

organisational objectives. 
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Another key extension of the motivational force’s framework was the inclusion of the 

categorical variables career stage and occupational group. Career stage encapsulates the idea 

that employees at different stages of their career will have different professional needs, 

expectations and social norms (Bedeian et al., 1991; Bothma & Roodt, 2012; Cohen, 1991; 

Hausknecht et al., 2008; Menguc & Bhuian, 2004). One of the ways such differences could 

manifest was changes in the pattern and intensity of motivational forces involved in the 

quitting process (Cohen & Hudecek, 1993; Jans, 1989). Results however were limited with 

moderation effects recorded on the moral force, POS, and motivational potential on job 

satisfaction and engagement, but most of the motivational forces impact on intent was not 

affected. Career stage was related to organisational hierarchy, which had a strong relationship 

with age and tenure, therefore the issue may have been with the way career stage was 

operationalised, rather than career stage itself. For example, there has been a great deal of 

speculation on the way careers have changed, particularly in regard to employment practices , 

workforce demographics, employee expectations of career and identity (e.g., Bothma & 

Roodt, 2012; Conway, 2004; Gerber et al., 2009; Pogson et al., 2003), suggesting a category 

based on hierarchy may not be suitable. 

 

In terms of occupational background, consistent with previous research (e.g., Cohen & 

Hudececk, 1993; Gomez-Mejia, 1984; Vandenberg & Scarpello, 1994) differences in the 

pattern and strength of the motivational forces involved in the quitting process was found 

across the occupations. For example, blue-collar occupations, such as construction workers 

and maintenance operations, costs of leaving (i.e., behavioural force) and availability of 

alternative opportunities (i.e., alternative force), were found to be significant factors. While 

for highly-in-demand professional backgrounds such as civil engineers, project managers and 

planning and design aspects such as job satisfaction, and engagement were stronger drivers of 

intent. Furthermore, the amount of variance explained on intent to leave by the extended 

motivational forces model varied across the selected occupational groups. The implications 

for managers and SHRM more broadly is that interventions to effect change needs to be 

targeted and focused. The extent to which employee identity becomes embedded with their 

job and occupation is becoming increasingly of interest (e.g., Lee, Mitchell, Sablynski, 

Burton, & Holtom, 2004; Mitchell et al., 2001; Ng & Feldman, 2010; Ng & Feldman, 2007), 

and the results of this study suggest that work social ties play a role in the formation of job 

attitudes. 
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Implications for Management 

Several implications for management arise from the findings of the current study. The first is 

that the Maertz and Griffeth (2004) motivational forces framework provides a useful model 

for identifying the key factors involved in the development of employee turnover intentions. 

In summary, an employee's affective perceptions of organisational membership, combined 

with the social norms and expectations learned from colleagues, perceptions of the sunk costs 

and investments in the job and career, perceptions of future promotional opportunities, 

quality of supervisor support, and the motivational aspects of the work an employee is doing 

form motivational forces that through underlying job satisfaction and emotional engagement 

and attachment to from behavioural intentions to stay or leave.  

 

The complexity of work an employee does in terms of task variety, identity, autonomy, 

significance, and feedback provides an intrinsically powerful motivation to continue the 

employment relationship. Job design remains a powerful tool that has been linked to internal 

work motivation, organisational commitment, job satisfaction, job involvement, job 

performance, and as confirmed in the current study intentions to quit (Gary Blau & Boal, 

1989; Chung-Yan, 2010; Hackman & Lawler, 1971; Loher et al., 1985; Samad, 2006). 

Furthermore, the growth potential of the job or career pathway for employees is important in 

the development of job attitudes, perceptions of belonging, and assessment of the 

employment relationship (Gaffney, 2005). Employees want to know there are pathways to 

progress through the organisational structure, and managers should encourage employee 

career plans that parallel organisational planning to integrate employees into the overall 

strategic objectives and direction, as a means of enhancing organisational attachment and job 

performance (Gaffney, 2005). 

 

Another key implication from the current study is the potential impact of the social 

environment, in terms of connections to colleagues and the social norms and expectations of 

work groups. Not only were there direct effects through the normative force, but also 

indirectly through employment norms and expectations of formal and informal occupational 

groups. Relationships influence turnover. Mossholder, Settoon, and Henagan (2005) 

described social capital as the sum of actual and potential resources available through 

relationships that individuals have established with others. Mossholder et al. go on to say that 

these relationship structures facilitate shared meaning about goals and values and act as 

important identity referents for individuals learning what it means to be part of an 
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organisation. Occupational groups are one way in which shared relationships are built, 

particularly given the host organisation's structures, processes and strategic business 

objectives are to some extent built around distinct occupational capabilities. This has 

implications for both management and the application of SHRM strategies by the internal 

human resources team, which have historically been applied universally anticipating uniform 

effectiveness. 

 

Implications for Theory 

Although the Motivational Forces framework included an assessment of the emotional 

arousal resulting from organisational membership in the form of Affective Force, global level 

attitudinal factors as encapsulated by Job Satisfaction and Engagement were not only found 

to be more significant predictors of intent but also mediators between several motivational 

forces and intent to leave. In contrast the Moral Force acted directly on intent and indirectly 

through Job Satisfaction and the Behavioural Force acted directly on intent and was not 

mediated by either Job Satisfaction or Engagement. Variations in strength and intensity of 

factors was also found between occupational groups and career stage. This suggests the 

leaving process may not be linear or static and may act through different pathways depending 

upon employee characteristics, environment, or situation. This could also explain the 

proliferation of theories that have been applied to the phenomenon of turnover, with each 

approach revealing part of a greater whole. This strengthens the argument for further work on 

integrating the field. 

 

There was evidence of distinct motivational and attitudinal difference between occupational 

groups, however it was not consistent or as strong as anticipated. Furthermore, the 

distinctiveness of results was not as strong as the qualitative exit interviews and focus groups 

which followed. This raises two implications for theory and methodology. Firstly, treating an 

occupation as a simple categorical variable may mask such differences, and is an issue 

discussed in further detail in opportunities for further research. Secondly, these results imply 

that quantitative methods may limit the ability for these effects to emerge. This in-turn raises 

questions on the extent to which quantitative methods adequately capture environmental and 

contextual complexities. 

 

Extending the observation on the limitations of quantitative methods, the external 

organisational environment had an impact on the factors involved in the separation process 
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but as with occupational groups, was more prevalent and obvious in the qualitative 

component of the research. This suggests the motivational forces framework needs to be 

expanded to explicitly take such factors into account, and turnover theory in general needs to 

pay more attention to such considerations. Such omission is problematic given every 

organisation has a context, and similar factors could behave differently in one context versus 

another. 

 

From a human capital resource perspective, one interesting finding is the potential dual role 

of job design in terms of its role in turnover and developing competitive advantage through 

human resource capital. A key debate in human resource capital is the extent to which firm-

specific skills, knowledge and outcomes are desirable, particularly from an employee 

perspective. Some research suggests employees would resist developing firm-specific skills 

when they know these may not be transferable (Nyberg et al., 2014; Ployhart & Hale, 2014). 

In the current study the motivational potential of the job, which given the research setting are 

likely to be firm-specific can contribute to developing a motivation to stay. This suggests 

there is scope to further explore the extent to which motivational aspects of the job are 

perceived to be firm specific, and employee attitudes to such characteristics as they relate to 

other human resource capital phenomenon such as turnover. 

 

Limitations 

Although the overall response rate to the retention survey was 30% and consequently lower 

than desired, the resulting sample (n=1257) was adequate for the statistical processes 

undertaken, and consistent with the extant literature. Furthermore, the retention survey 

sample was found to be significantly different to the employee population across several 

parameters, including age, and tenure. Given the two other studies in this program of research 

will be targeting the same employee population however, and the mixed methods nature of 

the methodology, it is anticipated this limitation will be mitigated through the integration of 

results across the program of work. 

 

The second limitation emerges from the inherent weakness of the cross-sectional nature of 

the retention survey. Although the study is based on the premise that events trigger conscious 

deliberations about organisational membership, which creates motivational forces to either 

stay or quit, it is not possible to infer such a cause and effect conclusion from this type of 

cross-sectional research. Furthermore, results for POS and Motivational Potential were not 
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consistent with the expectation of them being antecedent variables that would act through the 

motivational forces. This may reflect a genuine gap in the motivational forces particularly as 

both POS and Motivational Potential could be regarded as resulting from conscious 

deliberations and associated emotional and cognitive response, however it could equally 

reflect limitations of the design to properly identify the causal pathway. Therefore, future 

research using a longitudinal, repeated measures design is needed to confirm the structural 

model and the direction of the pathways. 

 

Opportunities for Future Research 

Several opportunities for future research emerge from the current study. For example, 

although the current study focused on understanding the reasons employee form an intent to 

stay or leave, it has not investigated the process of how this occurs. The turnover literature 

tends to focus on either the process of how employees quit, or a content model of why 

employees quit (Maertz & Campion, 2004). There remains an opportunity to integrate the 

two, and more fully understand the interaction between why and how, and ultimately provide 

a more detailed and complete recommendation to management on precisely the right 

intervention mix to effect change. 

 

Another opportunity relates to the impact of occupational background. Previous research has 

suggested it is not necessarily the occupation of the individual which drives potential 

differences but the extent the individual is committed to their occupation (Chang, 1999) and 

the extent the organisation values the occupation (Vandenburg & Scarpello, 1994). Therefore, 

the moderation effects of occupation are potentially more complex and need to be 

investigated in more detail. Furthermore, the current study investigated moderation and 

mediation effects, however the interaction effects between variables has not been discussed 

or evaluated. For example, it is envisaged a high level of inherent motivational potential in a 

position could interact with a high level of organisational support to strengthen or reduce the 

impact and importance of various motivational pathways. Additionally, it is expected that 

there would be an interaction between occupational embeddedness across career stages, and 

over time. 

 

Lastly, as indicated above there were some concerns around the measures for several 

components of the motivational forces model. As stated by Maetz and Griffeth (2004) a key 

challenge to progressing work on the motivational forces model will be to further define and 
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test measures of each of the motivational forces, particularly the affective force, moral force, 

contractual force and behavioural force, given results of the current study. One opportunity 

for developing the motivational forces model is by overtly including engagement, a construct 

which has received a great deal of research support and is congruent with the basic 

conceptualisation of the model. 

 

Conclusion 

This study was the first step in the systematic, mixed methods, examination of employee 

motivations and reasons for leaving the host organisation. Utilising the Maertz and Griffeth 

(2004) motivational forces framework, it was found that the moral, behavioural, calculative 

and constituent forces statistically predicted employee intent to quit. In addition, the 

motivational forces framework was extended by the inclusion of perceived organisational 

support and the inherent motivational potential of roles. Two key attitudinal variables, 

namely job satisfaction, and engagement, were also tested in conjunction with the extended 

framework and found to mediate the impact of the motivational forces on intent to leave. 

Additionally, another factor relevant to the organisational setting, namely occupational 

background was also found, in some circumstances, to moderate the intensity and strength of 

selected motivational forces on intent to leave. Lastly, the extended framework was tested in 

conjunction with several key demographic parameters including age, tenure, and gender.  

 

The current study plays a key role in exploring the link between turnover, SHRM practices, 

human resource capital and employee and organisational outcomes but was also not just an 

academic exercise to explain variance. The study formed the foundation for a program of 

work in a real organisation with the intention of reducing turnover of employees who were 

critical to the business. Importantly, the setting of the current research within a large, 

geographically dispersed public-sector organisation is itself a feature of the research process 

and contribution.  
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Chapter 5 Group Interviews Study 3 

 

Following the identification of a key human capital resource issue of turnover in the 

diagnostic process, the next stage in exploring the link between SHRM practices, human 

capital resources, and employee and organisational outcomes is to investigate the drivers of 

the turnover, as a precursor to developing interventions to effect change. Following the 

retention survey, the current study conducted a series of group interviews to explore 

employee motivations to leave, perceptions of lower order work problems, and organisational 

realities. It was anticipated the group interview process would not only extend and confirm 

the results from the retention survey, but also help provide practical advice to positively 

influence turnover, as well as organisational contextual issues more broadly.  

 

The group interviews also play a key role in identifying contextual factors, clarifying the 

causal pathway, and following a behavioural approach. A behavioural perspective is a key 

principle for exploring the link between SHRM practices, human resource capital, and 

employee and organisational outcomes rests on being problem-oriented and dealing with a 

fundamental work problem. This means the research must investigate concrete work 

problems within the environment in which they occur. Interviewing employees about their 

perceptions of work problems in the work setting, not only fulfils this requirement, but also 

forms a key component of the proposed mixed methods multiphase design (Creswell, 2003; 

Creswell & Plano Clark, 2011). Group interviews were conducted after the retention survey 

(study 2, Chapter 4) but concurrently with the exit interviews (Study 4, Chapter 6). 

 

Interviews: An Introduction 

Interviews have become relatively common within the media, law enforcement, marketing, 

and the recruitment industry (Fontana & Frey, 2005; Gubrium & Holstein, 2001; Platt, 2001). 

Interviews have become so pervasive in modern life some scholars have suggested we live in 

an interview society (Atkinson & Silverman, 1997; Gubrium & Holstein, 2001; Holstein & 

Gubrium, 1995). In organisational settings for example, interviews have been utilised for data 

collection and assessment tasks including recruitment, job analysis, safety assessment, 

organisational diagnosis, cross culture analysis, and exit interviews (Rogelberg, 2004; 

Whitley, 1996). Such popularity reflects the value of interviews for collecting both 
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quantitative and qualitative data (Cunliffe, 2011; Fontana & Frey, 2005; Platt, 2001; Warren, 

2001).  

 

Interviews are generally categorised as unstructured, semi-structured, and structured 

(Whitley, 1996). Unstructured interviews proceed like normal conversations, with questions 

emerging from the context of the discussion allowing a relatively normal conversational flow 

(Whitley, 1996). Although the researcher has a general purpose in mind, there may not be any 

preset questions presented to each respondent, which allows the researcher a great deal of 

flexibility to tailor the interview experience. The lack of standardisation however, can make it 

difficult to record, order, and analyse the data collected (Whitley, 1996). Semi-structured 

interviews follow a guide that specifies the topics and issues to be covered and may include 

some specific questions, and therefore have a more systematic approach to data collection, 

while also maintaining a high degree of flexibility (Whitley, 1996).  

 

Structured interviews by contrast, are characterised by having specific questions asked in a 

specific order, and designed to be consistent for each respondent (Whitley, 1996). The 

structured nature of such interviews means interviewers have little freedom to adapt the 

questions or process to specific respondents or situation (Fontana & Frey, 2005; Whitley, 

1996). Off-setting this however, is the idea the structured nature of the interview process 

improves reliability through a reduction in, and better controls for error (Fontana & Frey, 

2005). As well as the three basic types, interviews tend to take the form of one-on-one 

dialogue, or in the case of the current study, group sessions involving more than one 

participant. 

 

Group Interviews 

The group interview is similar to one-on-one interviews, except group interviews involve 

questioning a group of individuals and capitalise on the communication between multiple 

participants (Cameron, 2005; Fontana & Frey, 2005; Kitzinger, 1995). The group interview 

format has been associated with marketing however it has also been used in sociological, 

clinical, and psychological research since at least the mid 1920's (e.g., Basch, 1987; 

Bogardus, 1926; Desvousges & Frey, 1989; Frey & Fontana, 1991; Goss & Leinbach, 1996; 

Thompson & Demerath, 1952) and has fast become a widely accepted research technique 

(Morgan, 2001; Onwuegbuzie, Dickinson, Leech, & Zoran, 2009). In a group interview, the 

interviewer (or moderator) typically directs the inquiry and controls the interaction between 
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participants in a structured fashion (Fontana & Frey, 2005). According to Frey and Fontana 

(1991), the nature of group interviews varies across five dimensions, namely: purpose (e.g., 

exploratory, pre-test, triangulation, phenomenological); type (e.g., focus group, 

brainstorming, nominal, etc); role of the interviewer/moderator; level of structure (e.g., pre-

planned or free flowing); and setting. 

 

In terms of purpose, group interviews have been deployed for a variety of applications, such 

as initial exploration of a topic, pilot testing a questionnaire, product testing, 

phenomenological or sole data gathering technique, or in the case of the current study for 

triangulation (Fontana & Frey, 2005; Frey & Fontana, 1991). Triangulation, which is a 

feature of mixed methods studies, is the extension and/or confirmation of information gained 

through other data collection methods. A number of researchers (e.g., Cameron, 2005; Flores 

& Alonso, 1995; Frey & Fontana, 1991; Leech & Onwuegbuzie, 2007; Morgan, 2001) argue 

group interviews can make an important contribution to the triangulation process in three 

ways that are relevant to the current study, namely: providing the researcher with 

opinions/experiences of a large number of participants with relative ease; cross-referencing 

multiple opinions; and investigating individual and business-unit level perceptions of work 

realities that may only manifest at the group level. 

 

The second factor determining group interview methodology is interview type. According to 

Frey and Fontana's (1991) typology there are four main types of group interviews, namely: 

brainstorming; nominal groups; field groups; and focus groups. Brainstorming, is a technique 

used to generate ideas and investigate issues in new and novel ways, serving a largely 

exploratory purpose with little or no structure (Frey & Fontana, 1991). Nominal groups 

isolate participants from discussion during response generation, but observations are 

collectively shared with a coordinator in a highly structured, directive process (Frey & 

Fontana, 1991). Field group interviews are, as the name implies, conducted in the field and 

tend to be the most diverse in nature given the underlying question, purpose, and setting 

determine how, why, and where they are conducted (Fontana & Frey, 2005; Frey & Fontana, 

1991; Kitzinger, 1995).  

 

Focus groups consist of a qualitative process usually involving around 8-10 participants in a 

formal setting, led by a moderator who actively guides the group to focus on a particular area 

or set of questions. The interactive nature of process as well as the role of the moderator has 
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been argued to be a key characteristic of focus group research (Basch, 1987; Cameron, 2005; 

Flores & Alonso, 1995; Morgan, 1996). Asking employees their opinions about 

organisational experiences can be divisive, so a moderator was used in the current study to 

manage discussion. There was a high level of interest in the process, which meant actively 

managing the sessions was both more practical and led to a better outcome. 

 

The third dimension, the role of the interviewer, can take one of two forms (Frey & Fontana, 

1991). The first is to be passive and non-directive where the interviewer asks just enough 

questions to keep the discussion going, and only probes on a limited basis. The second is 

directive or active, where the interviewer is very involved and exercises considerable control 

over the interview direction, keeping the group on track and moving along. Frey and Fontana 

(1991) suggest different styles or interviewer roles are more appropriate for different 

purposes, and types of interviews. For example, the nominal group technique is built on a 

highly structured process, while brainstorming and exploratory interviews tend to be more 

unstructured and free-flowing (Fontana & Frey, 2005; Frey & Fontana, 1991). In focus 

groups by contrast, the moderator typically takes on a more directive role, prompting group 

interaction, focusing discussion, and drawing out views within the group (Cameron, 2005; 

Kitzinger, 1994; Morgan, 2001). 

 

The fourth dimension, revolves around the appropriate level of structure, and is also largely 

driven by the group interview purpose and type (Frey & Fontana, 1991). For example, 

according to Frey and Fontana (1991) exploratory groups are more suited to unstructured 

open-ended questions, while nominal techniques tend to be more structured and directive, and 

conducted in more formal settings (Frey & Fontana, 1991). Given the current study was 

endorsed by management and the research team had access to organisational facilities, focus 

groups tended to be held in more formal settings. It should be noted however, sessions were 

conducted in the depots, meeting rooms, and shared spaces where people worked, and in that 

sense were conducted in the natural work setting. This not only provided a high level of 

legitimacy to the process, but also improved the quality of the outcome by helping 

participants feel more comfortable and part of the process. 

 

The fifth and final dimension, the setting, is also largely dictated by the interview purpose 

and circumstances. For example, an exploratory group interview conducted in the field would 

be informal (e.g., group meeting hall, or street hangout), while a pre-test focus group will 
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likely be in a controlled fit-for-purpose meeting room or laboratory. By contrast, in field 

interviews the circumstances and practicalities of getting access to the required group may 

also influence what is and is not most appropriate and possible (Fontana & Frey, 2005). 

Importantly, no single interview type, form, role, or format fits every purpose, occasion, or all 

participants (Converse & Schuman, 1974; Fontana & Frey, 2005; Frey & Fontana, 1991; 

Warren, 2001). Like any research methodology however, group interviews have their 

advantages and disadvantages. 

 

Group Interview advantages and disadvantages 

As with any research technique, group interviews have their advantages and disadvantages. 

Group interviews have a number of issues that need to be managed, particularly in the 

interaction between the interviewer and interviewee (Fontana & Frey, 2005). Interviewing is 

not merely a neutral process of information exchange via questions and answers (Fontana, 

2002; Fontana & Frey, 2005; Holstein & Gubrium, 1995), but an active process that leads to 

a contextually bound and mutually created story with a number of embedded considerations 

that cannot be ignored (Holstein & Gubrium, 1995). For example Atkinson and Silverman 

(1997) drew attention to the asymmetric nature of the interview as well as the final product 

often being put together in a post-hoc manner. While Scheurich (1995) observed both the 

interviewer and the interviewee have unavoidable conscious and unconscious motives that 

can lead to questions being raised about the validity of the end result.  

 

The asymmetric nature of the interview needs to be carefully managed, in that the interviewer 

is a person, historically and contextually located, carrying conscious and unconscious 

motives, desires, feelings and biases which can influence the participant and therefore the 

outcome (Fontana & Frey, 2005; Warren, 2001). Certainly, the impact of a wide range of 

biases as well as contextual issues on the outcome of interviews have been well documented 

(e.g., Nisbett & Wilson, 1977; Rynes, Barber, & Varma, 2000). Even with these limitations 

however, interviews in general and group interviews in particular, have a number of key 

advantages offsetting such concerns (Fontana & Frey, 2005). 

 

As a start, the group nature of such interviews means participants can develop a sense of 

belonging and cohesiveness (Basch, 1987; Fontana & Frey, 2005; Frey & Fontana, 1991). 

Consequently, participants are more likely to feel safe, and welcome to discuss personal 

issues and solution, increasing the level of sharing (Onwuegbuzie, et al., 2009; Peters, 1993). 
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thus group interviews take advantage of group dynamics to better explore context, stimulate 

new ideas, and collect a broader depth and variation of response (Frey & Fontana, 1991; 

Morgan, 1996; Morgan & Spanish, 1984; Onwuegbuzie, et al., 2009). Further, group 

interviews also provide an opportunity for insight into emotional processes and motivations 

that underlie behaviour (Flores & Alonso, 1995).  

 

Group interviews also enable collecting a large number of views from participants quickly 

and economically (Flores & Alonso, 1995; Fontana & Frey, 2005; Onwuegbuzie, et al., 

2009). Given a key outcome for the current study from a stakeholder perspective, was for 

employees across the host organisation to have the opportunity to have their say this was an 

important consideration. Group interviews are also very flexible, and offer the opportunity to 

observe groups in their natural settings that might not otherwise be possible from observation 

or individual interviews (Basch, 1987; Frey & Fontana, 1991). Additionally, unlike 

questionnaires the information obtained in such interviews is less likely to be limited by the 

researcher's pre-conceived notions or conceptions, particularly in more diverse heterogeneous 

groups (Flores & Alonso, 1995). This can enhance the effectiveness of group interviews as a 

triangulation tool, matching one of the requirements of the current study (Cameron, 2005; 

Frey & Fontana, 1991; Morgan, 2001). 

 

The key weaknesses of group interviews, like their strengths, emerge from the group nature 

of the interactions, the role of the interviewer/moderator, and the resulting impact on the data 

from the two (Morgan, 1996). For example, group interviews require different skills, and the 

moderator must be sensitive to group dynamics and issues such as pre-existing relationships, 

lack of confidentiality, group norms, and group size (Basch, 1987; Frey & Fontana, 1991; 

Kitzinger, 1995). Associated with this is the natural pressure within groups towards 

conformity, creating the prospect of individual opinions being stifled rather than stimulated 

(Isenberg, 1986). Such group dynamics can include posturing between group members, 

interpersonal conflict, and difficulties keeping the group focused on topic (Frey & Fontana, 

1991). This can be particularly problematic if group members know each other or have 

established relationships and patterns of behaviour (Flores & Alonso, 1995). For social 

scientists, managing such situations may require special skills and extra training that may not 

be readily available, or for which the researcher is not well suited (Basch, 1987; Frey & 

Fontana, 1991; Morgan, 1996).  
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Appropriate locations for group interviews can be more challenging to find, and there is the 

added uncertainty of getting participants to show up (Flores & Alonso, 1995; Frey & 

Fontana, 1991; Morgan, 1996; Morgan & Spanish, 1984). Additionally, the nature of such 

interviews, particularly the level of self-disclosure potentially involved, may limit the types 

of questions and topics that can be explored (Morgan, 1996). Group interviews also need 

greater coordination and direction, which can limit researcher flexibility and make the 

impartial observer role more difficult (Frey & Fontana, 1991). Furthermore, the extra level of 

control may require additional help which can stretch research resources and budget (Frey & 

Fontana, 1991; Morgan, 1984). In the current study the researcher has a high level of access 

to participants and facilities, and some administrative support, which will offset such 

practical challenges. 

 

In summary, group interviews are an effective approach to gathering feedback from a large 

number of participants in a short timeframe, but also from an organisational viewpoint they 

offer an appropriate balance between active participation, freedom to express opinions, and 

guided discussion to address specific questions. From a methodological perspective, focus 

groups also provide an opportunity to explore both individual and business unit effects with 

the added advantage of being able to follow-up on key points, and explore topics in sufficient 

detail to inform business strategy. Being an active participation process also helps build buy-

in by involving employees in decisions that may affect them and providing an opportunity for 

employees to have their say. Additionally, the guided nature of focus groups helps to ensure 

the discussion keeps on track and mitigates the risk of the discussion heading in an 

inappropriate direction. Offsetting two of the perceived weaknesses of group interviews, the 

researchers had experience facilitating groups, and the senior management team supported 

the process including providing organisational resources the run them. Overall, focus groups 

were a strong match to the purpose of the current study, the research setting, and the broader 

objective to explore the link between SHRM practices, human resource capital and employee 

and organisational outcomes.  

 

Current Study 

A series of 19 focus groups were conducted over a six-month period involving approximately 

400 employees across the host organisation. The purpose of the focus groups was to explore 

reasons for employees staying in or leaving the host organisation, identify work problems and 

organisational realities, and consider practical strategies to effect change.  
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Method 

Participants 

A total of 19 structured focus groups were conducted across the host organisation, including 

eight staff sessions open to all employees, four manager sessions, and seven professional 

sessions held with specialist professional and technical employees. Overall, 400 employees 

participated in the process, across 8 regions, 11 geographic locations, with the number of 

participants ranging from as few as 7 to one session with over 40 participants. Participants 

ranged in age from 19 years to 67 years, representing a wide range of organisational 

experience, from one participant stated she had only joined "only a few weeks earlier" while 

another had been “working with the organisation for over 40 years”.  

 

Procedure 

Focus group location and participants were selected using the following criteria: business unit 

need (e.g., turnover as a pre-existing issue); need to obtain a cross-section of the organisation; 

desire to obtain insight from key occupational groups (e.g., civil engineers, electricians); 

senior management suggestions; business unit agreement to participate; and time and 

resource constraints. The selection process is consistent with previous work because focus 

groups are often chosen using purposive sampling (Basch, 1987) and targeted segmentation 

(Morgan, 1996). This is because the aim is not to achieve a quantitatively representative 

sample to generalise results to the whole population, but to collect a broad range of data 

within categories of respondents related to the question being investigated (Flores & Alonso, 

1995). Segmentation offers two key advantages, namely: building a comparative dimension 

into the data; and facilitating the discussion by making the participants more similar (Morgan, 

1996).  

 

Four regions agreed to conduct separate manager and staff sessions, while others decided to 

forgo a separate manager session and hold combined staff sessions including managers. In the 

cases where the sessions were combined, questions targeting managers were included in the 

staff session where appropriate. Manager sessions took two hours on average, while staff 

sessions, including professional sessions, ranged between one and two hours. Attendees for 

the manager sessions were invited from a list of managers of each business unit or regional 

location where the sessions were to be conducted, while staff sessions consisted of 

convenience samples of employees available at the location when sessions were being run. 

The professional sessions by contrast targeted professional and technical occupations core to 
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the business (as discussed in the diagnostic process - chapter 3) such as: civil engineers; 

construction technicians; project managers; mechanical operations; and electrical disciplines.  

 

In accordance with suggestions from Cameron (2005) focus groups were held in neutral 

settings selected for their convenience and participant familiarity, such as common meeting 

areas, break-out rooms, and in one case the regional office lunch room. This approach had the 

added advantage of making the sessions more open, transparent, easily accessible, and non-

threatening. However, this relatively informal approach precluded determining the precise 

number of employees who participated, and in a small number of groups employees joined 

and left sessions at different times which meant not all participants were present for the 

whole session, which was an issue in terms of data validity and reliability. Such flexibility 

had considerable benefits however, in terms of creating a welcoming and sharing group 

environment and maximising the opportunity for employees to participate even amongst busy 

work schedules. 

 

The procedure outlined in Bachiochi and Weiner (2002) was used, in which focus group 

sessions were divided into phases, three for staff sessions and four for manager sessions. The 

first phase consisted of an introduction to the study, its purpose and goals, focus group 

process, privacy and confidentiality, and a short introduction to turnover as an organisational 

issue. Next participants were engaged in a discussion of individual and group turnover issues, 

daily work problems, and organisational challenges. The third phase discussed business 

impacts of turnover and potential mitigation strategies. In recognition of their leadership role 

and decision-making responsibilities, manager sessions included an extra phase that focused 

on retention strategies, business impact, and workforce planning issues. In closing each 

session, participants were thanked for their time, and provided an overview of next steps and 

contacts for further questions or comments. 

 

Given the objectives of the study, stakeholder expectations, and nature of the questions, the 

role of the facilitator was more active ( Morgan, 1996). The focus group research team 

consisted of the current researcher, and a staff member from the organisational development 

team. Both members of the research team had significant prior group facilitation experience 

and fulfilled the roles of primary and assistant moderator. The role of the primary facilitator 

was to actively run the process, reiterate participant comments, clarify points raised, maintain 

a positive climate, and summarise statements to keep the discussion moving while the 
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assistant typically took notes, dealt with housekeeping and generally supported the process 

(Bachiochi & Weiner, 2002; Basch, 1987; Lee, 1999; Lee et al, 1999; Onweugbuzie, 

Johnson, & Collins, 2009). A flexible facilitator-observer role was followed allowing the 

facilitator(s) to switch roles and conduct the focus group and record observations as required 

and appropriate (Grbich, 1999; Greenbaum, 1998; Kamberelis & Dimitriadis, 2005).  

 

Participants were encouraged to answer questions with examples and spend time thinking 

about responses. There were no apparent problems with the lack of anonymity, group 

pressure, or politics. Session outcomes were captured by researcher/facilitator written notes, 

flip charts, and white-board entries. In compliance with senior management direction and 

ethical considerations, sessions were not recorded, and only cursory demographic information 

was collected. Lastly, following each session the research team met to review methodology 

and process issues, discuss session discussion points, and plan the next session. 

 

Data collection, processing, and analysis 

A summary of session outcomes was provided to participants the day after each group session 

for validation, comments and extra feedback. Participants were given two business days to 

validate the summary and provide any further comments and revisions. Including the 

opportunity for participants to corroborate and validate outcomes served two purposes. As 

part of good qualitative research design it is important for participants to get feedback on 

outcomes and process (Tong, Sainsbury, & Craig, 2007; Walter, Emery, Braithwaiwaite, & 

Marteau, 2004). Furthermore, respondent validation can improve reliability and validity by 

checking interpretations and ensuring feedback was accurately captured (Barbour, 2001; 

Miles & Huberman, 1994; Morse, Barrett, Mayan, Olson, & Spiers, 2002). 

 

After respondent validation, a detailed summary of all notes and outcomes from the focus 

groups were prepared and uploaded into Nvivo (QSR, 2010). Session feedback was subjected 

to a thematic content analysis process (Braun & Clarke, 2006; Duriau, Reger, & Pfarrer, 

2007; Lee, 1999; Marshall, 2002; Miles & Huberman, 1994). Thematic analysis is an 

inductive approach in which themes are strongly linked to the data based upon a process of 

coding, without trying to fit into any pre-existing theoretical framework (Braun & Clarke, 

2006; Duriau et al., 2007; Miles & Huberman, 1994). Thematic analysis is a method of 

identifying, analysing, condensing, and reporting on patterns (or themes) within the data, that 
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should capture something important in relation to the research question (Bachiochi & Weiner, 

2002; Braun & Clarke, 2006; Miles & Huberman, 1994).  

 

As recommended by Attride-Stirling (2001) and Braun and Clarke (2006) thematic analysis 

consisted of three steps. First, participant comments were read carefully and meaningful units 

of text relevant to the research questions were highlighted. Second, units of text dealing with 

the same issue were grouped in analytic categories and given provisional definitions and 

coding into various categories. It should be noted the same unit of text could be included in 

more than one category. Third, the data was systematically reviewed to ensure that a name, 

definition, and exhaustive set of data to support each category was identified and placed 

within an organising framework. Additionally, the coherence and replicability of the themes 

was established by having the second member of the focus group research team review the 

analysis, after which an integration session was conducted whereby the research team 

compared and contrasted initial themes and discussed, agreed, and resolved differences in 

themes and category coding.  

 

Another step in the analysis process involved referencing a range of internal documents to 

help make sense of the issues raised. For example, focus group participants raised many 

concerns with terms and conditions of employment, including specific references to vehicles 

and remuneration. To help understand employee concerns and the potential impact on 

organisational outcomes, material from the diagnostic process was reviewed such as the 

enterprise agreement, public sector award, and labour market assessments (e.g., skill 

shortages, and employee benefits available outside the host organisation) (e.g., DEWR, 2006; 

Hagan, 2007; Langford, 2006; Turner, 2006; Vines, 2005). These references were particularly 

helpful in establishing the nature and extent of differences in pay and specific employee 

entitlements between levels, regions, and occupational groups and relate them back to 

employee perceptions. 

 

Questions 

The purpose of the group interviews was to provide an opportunity for employees to give 

feedback on their experiences working in the organisation and identify lower order work 

problems and realities. This in-turn would provide key insight into motivations to stay in or 

leave the host organisation, highlight potential interventions to effect change, and ensure the 

research framework reflected the organisational work environment. It was expected such 
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insight would help extend and confirm employee motivations to leave identified in study 2 - 

retention survey, contribute to understanding the link between SHRM practices, human 

resource capital, and employee and organisational outcomes, and provide the senior 

management team with practical suggestions for organisational improvement. 

 

As displayed in Figure 5.1, questions were structured around four phases: welcome and 

introduction; discussion of individual and group turnover issues and daily work challenges; 

business impacts and strategies to mitigate turnover; and for manager sessions an extra 

component focused on their role as supervisors and decision makers. As recommended by 

Cameron (2005) and Alonso and Flores (1995) initially questions were intentionally kept at a 

high level to help stimulate genuine participant discussion free of preconceived postures. 

Furthermore, as each session unfolded the research team asked follow-up questions to clarify 

and expand points raised (e.g., "Could you describe what aspect of work tasks that was most 

important to you?", "How did the head office decision on cars affect the work unit?"). A 

complete copy of both the distributed and actual agenda's and questions is provided in 

Appendix C – Focus Groups. 

 

Focus Group Phase Content area and questions 

Phase One: Introduction 

and Welcome 

Objectives, study process, expectations, and ethical issues 

Phase Two: Turnover 

Issues and work problems 

• What would motivate you to stay in or leave the 

organisation? 

• What frustrates and annoys you when you think about the 

organisation and how it operates? 

Phase Three: Business 

Impacts and Strategies 

• How does turnover impact you and your work? 

• What suggestions do you have for improvements that 

would make your work or job better? 

Phase Four: Managers as 

decision makers and 

strategy 

• Given the issues discussed, what strategies would you 

like to put in place to influence turnover outcomes? 

• What other suggestions do you have to improve 

organisational outcomes? 

Closing Next steps, contacts and thanks for participation 

Figure 5.1. Group discussion structure and questions  
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Results 

 

Group interview participants commented on a wide variety of factors and issues perceived to 

be linked to turnover, as well as broader organisational work problems and realities. 

Approximately 9900 words of independent comments were collected from focus group 

participants.  

 

All-staff sessions attracted a high level of interest. One of the key emerging themes revolved 

around salary and employment benefits with typical comments including "salary levels are 

an important issue", "the remuneration strategy has been divisive", and "there is a high cost 

of living and pay rates are just not keeping up". The perceived consistency and fairness of 

salary options across various employee groups was a related theme, for example "external 

applicants can negotiate salary but internal's cannot", "contractors working alongside staff 

receive more in wages for the same work", and "need flexibility to provide incentives for high 

performance". The provision of cars as part of the remuneration package is a related theme 

that was particularly important in regional areas, where employees are required to drive long 

distances to get to remote work sites, making the car an important tool-of-the-trade. The host 

organisation had made changes to the vehicle policy that generated a great deal of interest 

and numerous comments, such as "lack of vehicles is a problem", "vehicles are an issue and 

policy changes are not popular", and "vehicles were promised state-wide but not delivered". 

Such concerns not only confirmed issues or remunerations levels in the public sector that 

were identified in the diagnostic process, but are known drivers of turnover, particularly in 

tight labour markets where alternative employment options are readily available (e.g., 

AMMA, 2013; Guan et al., 2014; O'Halloran, 2012; Roche et al., 2015) 

 

Apart from remuneration and benefits, how the organisation recognised employees emerged 

as an issue, and again comments revolved around the perceived equity of outcomes and 

fairness of processes "small number of business units in key areas get all the recognition", 

"the structure in the districts in inflexible and limits career opportunities and progression", 

and "there is a perceived lack of fairness in those that get opportunities and those that don't". 

Some employee groups felt they were systematically disadvantaged, for example technical 

staff "were feeling left out", "were not staying after gaining enough experience", and "had 

limited career pathways" which was leading to "feeling unappreciated and underpaid". This 

was also reflected in many comments from regional employees who commented "the best 
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jobs are in the metro region", and "you cannot just expect employees to move where the 

opportunities are, particularly if they have families". Such concerns with perceptions of 

fairness and equity have considerable ramifications for affective perceptions of organisational 

membership, job satisfaction, and withdrawal behaviours such as turnover (Carr, Hodgson, 

Vent, & Purcell, 2005; Nadiri & Tanova, 2010; Thomas & Ngalingappa, 2012). 

 

To some extent it was perceived managers and leaders were part of the problem with 

employees "not being released for training", "staff have missed out on acting in higher level 

roles due to managers not releasing them from their teams", and managers "not considering 

the development needs of employees". It was recognised some of these issues were related to 

the skills shortage and increase in work demands with "long work hours", and "lack of 

experienced staff, particularly in the last 12 months". Many managers were also perceived to 

be authoritarian and "do as I order you to" which was not considered to be an appropriate 

approach “Just throwing out orders may have worked in the past, but things have changed”. 

Furthermore, from a regional perspective comments were directed at the extent to which head 

office in the metro district did not support the regional districts "lack of support and 

materials for districts", "districts are not supported", and "lack of information on who to 

contact". Concerns with leadership quality and the strength of the manager-employee 

relationship are associated with perceptions of organisational support, job satisfaction, 

engagement, and commitment all of which contribute to turnover (Dasborough, 2006; 

Kalidass & Bahron, 2015; Lord & Dihn, 2014). 

 

Another issue revolved around perceptions that the organisational culture was not aligned 

with work expectations and espoused values, such as "culture needs to be matched with 

expectations", and doubts that the "culture reflected the overall organisational strategy". 

Such concerns were particularly strong when it came to perceptions of red tape and 

bureaucracy, with many employees stating they spent much of their time "filling out forms, 

reports, and administrative duties", that "work methods, procedures, and site plans are time 

consuming and unnecessarily duplicated", and "red tape, testing and paperwork are taking 

longer than some jobs". This was felt to be particularly frustrating given the workloads and 

the challenges recruiting staff, which also attracted numerous comments, such as "having 

challenges attracting staff required to do the work", and "we cannot recruit the apprentices 

we need, let alone skilled trades people, particularly in the professional and technical roles". 

Such concerns reflected and reinforced observations in the diagnostic process-study 1 and 
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highlighted the ramifications of such resource constraints to employees on the front line, and 

have been linked to employee affect and job satisfaction (Fuller et al., 2003). 

 

By contrast managers sessions focused more on delivering the program of work, challenges 

with work systems and processes, and finding the resources needed to get the work done. 

Some of the key challenges were again around recruitment "some of the newer applicants just 

lack the knowledge and experience we need", "there are major shortages across key 

occupations", and although there had been some success with a new internal talent sourcing 

team attracting overseas applicants "they just don't have the same level of systems experience 

and need extra support". Resources were seen as tight and many comments were on how 

work could be done differently, and the potential of reorientating resources to " focus on the 

important tasks?", and "resources are in short supply, perhaps we need to review what we 

can or cannot do and be more realistic". Associated with this was a general discussion about 

the extent that work systems and processes were part of the problem, including "lack of 

flexibility in processes and rules making it harder", "time management not linked to projects 

which is causing delays", and "organisational systems are not fully compatible with each 

other which is causing lost productivity and re-work".  

 

As with employee groups, managers commented on the level of support from head office, 

particularly in terms of onerous requirements being "an imposition on the districts and their 

time", lack of support "head office is too prescriptive, not enough consultation", and "senior 

management don't come out enough to see what we are faced with". It was also 

acknowledged recent structural changes were not fully embedded, which was causing some 

issues with "staff not being sure who they report to", and questions around "what gains or 

benefits have been realised from the changes", and some of the changes having been 

"dictated, with the end result only reinforcing some of the silos". Furthermore, there has been 

a lack of flexibility in applying the new operations model "which did not leave room for 

variations across the districts", and there remained considerable "communication and 

structural issues across several business units that had yet to be sorted". Overall, managers 

expressed a high-level awareness of the challenges delivering the program of work with 

limited resources and were trying different things to achieve the outcomes needed.  

 

One important observation, which was more apparent when going through session discussion 

points, is that manager responses in all-employee sessions were different than those recorded 
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in manager-only sessions. While managers attending all-employee sessions tended to discuss 

employee issues, manager-only sessions focused on organisational strategy, business 

processes and procedures, and ramifications of business decisions on the achievement of 

organisational objectives. Furthermore, in terms of tone manager only sessions tended to be 

more serious and given their role as decision makers the discussion typically pivoted to 

problem solving. To some extent the difference was attributable to extra questions managers 

were asked, but the focus of manager responses and tone was different in manager-only 

sessions in contrast to managers who participated in all-employee sessions. This finding 

reinforced the benefit of holding manager-only sessions. 

 

Specialist sessions were reflective of all employee sessions, but with a greater focus on 

remuneration, career development and concerns associated with recognition and reward. 

Specialist employees were very aware of the market demand for their skills, with comments 

including “engineers are highly in demand and salary does not reflect reality”, “we are 

getting less than we can get in industry”, and “there are a wide range of competitors all of 

whom offer more salary for skills and expertise we need”. Numerous comments were also 

raised in terms of career progression, and training and development opportunities “lack of 

opportunities to develop our career”, “career transition still not clear and disorganised”, and 

“training and development is not being managed or monitored”. Furthermore, participants 

also repeatedly commented on the skills shortage and labour market constraints. Attracting 

and selecting suitable candidates for the specialist roles was a major concern with comments 

including “labour market competition tightening and getting harder to get good people”, “the 

organisation just not selling itself well, and not getting good applicants”, and “great difficulty 

filling roles, good applicants are just not applying, and not able to offer packages that attract 

the best candidates”. From a turnover perspective, the combination of high level of 

frustration with internal processes, many alternative employment options, and challenges 

attracting suitable candidates is a high-risk combination of factors. 

 

Professional employees also highlighted the role of managers to help develop skills and 

progress in their career. Professional roles were characterised by the long development times 

and the need to be exposed to rich development experiences, with managers playing a key 

role to “provide more support to workers on the ground”, and “engineers should be provided 

opportunities to participate in research and development projects”. Furthermore, in terms of 

perception of leaders, professional staff raised concerns on the extent to which leaders were 
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“not seeing the importance of culture and brining people along for the ride”, “not engaging 

in a dialogue to get to know the work issues”, and “not listening to staff”. Lastly, Civil 

Engineers raised a concern that in the pressure to deliver the host organisation was “not 

seeing the role of the organisation in terms of the broader industry”, in terms of "developing 

standards, building capability, and nurturing expertise". For the senior engineers, the 

perceived abandonment of the industry custodian role was viewed as a "breach of its 

responsibilities". 

 

Across all sessions, participants raised considerable frustrations with internal procedures, 

bureaucratic processes and perceived red tape. Typical comments included “too many forms, 

and bureaucratic processes”, spending too much time “working on things that don’t have 

much to do with my job”, “lack of flexibility”, and there is just “too much replication and 

double handling”. Specialist employees and engineers commented they needed to spend more 

time “doing engineering and not filling in forms and administrative tasks”. Furthermore, 

there was a concern some of the best and most interesting work was outsourced to consultants 

and contractors, with several comments reflecting frustration, such as “why would I stay 

while the best projects go out to consultants and contractors, who get paid more than we 

do?”, and “too much of the best work goes to contractors”. In summary, key concerns were 

related to the tight labour market particularly in terms of appropriate remuneration, 

recognition for work done, career development and training, and having the resources needed 

to get the work done.  

 

Upon the completion of each session, participant comments were collated by the researchers, 

and subjected to a thematic content analysis. This process identified 19 categories and 67 

subcategories of discussion topics, issues, concerns as displayed in Table 5.1, which enable 

further analysis. A full table including the categories, sub-categories and indicative comments 

has been provided in Appendix C – Focus Groups. 
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Table 5.1.  

Group Interview Categories and Sub-Categories of Comments 

Category Sub-Category Description 

Attraction and 

Recruitment 

Attraction and Recruitment General comments about attraction and recruitment 

Centralised Recruitment Organisation established a centralised recruitment unit to 

help address recruitment issues 

Challenges getting the 

people needed 

Labour market very tight and difficulty sourcing applicants 

International Candidates Issues with international candidates 

Issues with position 

descriptions 

Position descriptions provide detailed descriptions of jobs 

requirements, tasks, knowledge, and expertise 

Perceived fairness of 

selection 

Employee perceptions of the fairness of the selection 

process 

Recruitment process Concerns the recruitment process takes too long, too much 

paperwork, and not working effectively 

Career 

Development 

Career Development General comments about career development 

Career Pathways Need for better defined career pathways 

Professional and Technical Access to career development for professional and technical 

employees 

Lack of experience of some Concerns with "fast tracking" development for early career 

engineers 

Limited career choices Concerns with the lack of career choices 

Personal Issues Personal concerns arising from career and development 

needs 

Communications 

Issues 

Communications Issues Issues raised with communication across the host 

organisation or within the team 

Contractors Interesting work goes to 

contractors 

General concerns about the use of labour hire and 

contractors 

Interesting work goes to 

contractors 

Specific concerns with the way contractors are engaged and 

the work they are used for 

District 

Operations Model 

District Operations Model 

 

General concerns with the Operations model 

Implementation too slow Specific concerns with the time taken to implement the 

model 

Internal Work unit issues Specific concerns with issues between work units in the 

new model 

Not Working Well Concerns the model is not working and needs to be 

amended 

HR Support HR Support Issues raised with HR and the way HR is supporting the 

business 

Job Satisfaction 

and Engagement 

Job Satisfaction and 

Engagement 

General comments about the importance and impact of job 

satisfaction and engagement on work outcomes 

Interesting Work Specific comments about the role of job variety and 

"interesting work" 

Job Design Comments on the importance of well-designed jobs 

Job Expectations Perception that the "old ways" of doing things will need to 

be changed 

Leaders and 

Managers 

Leaders and Managers General comments about managers and the quality of 

leadership 

Managers do a great job Specific comments that managers do a great job 



203 

 

Lack of consultation Specific comments that managers are not consulting staff 

before making decisions 

Lack of Flexibility Managers are not being flexible in their thinking 

Lack of transparency in 

decision making 

Manager decisions are not transparent, or do not know how 

decisions are made 

Support Managers and leaders need more support to do their job 

Not considerate of employee 

needs 

Managers are not considerate of staff needs 

Too long to make decisions Managers are taking too long to make decisions 

Treatment of employees Managers are not treating employees with respect 

Mining Boom 

Issues 

Mining Boom Issues Concerns raised about the impact of the mining boom on 

the host organisation and its employees 

Other Work 

Strategies 

Other Work Strategies General and specific comments on a wide range of issues 

and strategies not covered in other areas 

Red Tape Red Tape Impact of bureaucracy and red tape on operations 

Politicisation of the Public 

Service 

Concerns with political interference, and changes with 

political policy 

Regional Issues Regional Issues General comments about regional issues and concerns 

Regional concerns with 

attraction 

Specific concerns in the regions with attraction 

Regional concerns with 

career progression 

Specific concerns in the regions with access to career 

development and progression  

Cost of living concerns Concerns with cost of living increases in the regions 

Lack of recognition for 

Regions 

Specific issues with the recognition of the work done by the 

regions 

Retention Retention Impact of turnover on performance, and specific concerns 

about retention 

Reward and Recognition General comments about how the host organisation 

managers reward and recognition 

Incentives for performance Specific comments about incentives for performance 

Lack of recognition Comments about the degree to which performance is 

recognised 

Reward and recognition in 

the regions 

Specific comments lack of reward in regions as it 

influenced retention 

Poor process for recognition Specific comments on the way the host organisation 

recognises employees  

Reward and 

Recognition 

Incentives and performance Specific comments about incentives for performance 

Lack of recognition Comments about the degree to which performance is 

recognised 

Reward in Regional areas Specific concerns with recognition in the regions 

Poor process Concerns with the recognition process 

Safety Safety General comments and health and safety 

Terms and 

Conditions of 

Employment 

Night Work Specific comments about the recent introduction of night 

work 

Terms and Conditions of 

Employment 

General comments about terms and conditions of 

employment (e.g., pay, leave, superannuation, cars, hours, 

overtime) 

Cars Specific comments about access to and allocation of cars 

Job Security Specific comments on job security 

Leave Specific comments about leave provisions 

Perks and sundry 

remuneration 

Specific comments on perks and other employee benefits 

Remuneration Specific comments about employee remuneration 
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Work-life-balance Specific comments about access to work-life-balance 

Not getting work-life-

balance 

Specific comments about not getting good work-life-

balance 

Training and 

Development 

Training and Development General comments about access to and quality of training 

and development 

Getting time to do training Specific comments on getting the time to do training 

Training needs not being met Comments about training needs not being met 

Types of training needed Comments on the types of training that should be provided 

Work Systems Work Systems General comments about work processes and systems 

Workload Workload General comments about workload and resources to do the 

job 

 

 

It is important to note, that although each category and sub-category encapsulated key issues 

raised by participants, thematic analysis always has some level of arbitrariness, and 

conceptual overlap. For example, one comment "in my work unit the limited career pathways 

reduces the opportunities for promotion", was categorised as a career pathway issue, while 

another "there is a lack of incentives and bonuses for good work, and promotion is one of the 

few options we have" was categorised as relating to reward and recognition. In another case, 

one employee stated "In the regions, there are a small number of positions, limited career 

opportunities, lack of resources for on-the-job training, which also means less 

promotions...no wonder people don't stay". This raises issues around recruitment, career 

development, training and resourcing, and turnover. The way these ambiguities were handled 

were through a combination of follow-up questions and shared discussion on points that were 

raised, discussion emphasis and tone to discern the primary issues, and follow-up feedback 

from participants to ensure the key meaning was identified. 

 

Several categories tended to occur together. Reward and recognition was often commented 

on alongside remuneration, and terms and conditions of employment. A promotion not only 

provided higher pay and more responsibility but was also viewed as a reward for high 

performance, while pay increases, recognition for high performance, and employee perks 

such as cars and phones were associated with higher satisfaction, stronger engagement, and 

more positive attitudes to the workplace. These co-occurrences indicate strong logical 

associations of these respective ideas in the minds of respondents. Furthermore, such 

associations tended to revolve around a common axis, such as satisfaction, engagement, or 

general feelings of approval or disapproval at how the organisation was functioning. 
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There were also specific contextual factors related to the research setting, including the 

centralised recruitment unit, position descriptions, the mining boom, contractors, and the 

district operations model. These were included as they encapsulated strategies that had been 

implemented, were of interest to senior management, or because they had clear ramifications 

related to the purpose of the interview process in terms of exploring retention issues and work 

problems. For example, "centralised recruitment" included comments related to a new 

internal recruitment team that had recently been established. Not only were management 

interested in obtaining feedback on how the unit was operating, but the unit had oversight of 

the recruitment process which impacted career progression, perceptions of reward and 

recognition, and resources to do the job. The "District Operations Model" was another recent 

management initiative and involved changes relating to lines of accountability and 

responsibility. Furthermore, it was intended changes in the model would simplify work 

processes, clarify work expectations, and increase empowerment, all of which were 

significant work issues and were commented on by participants. 

 

Another challenge was that although the group interview questions were divided into two 

areas of discussion, namely turnover and work problems, participant discussion often focused 

more on daily work issues and problems. This may be partly due to the interviews being 

conducted with employees who had not yet left, and their concerns were focused on what was 

happening to them at that point in time, rather than future employment plans. Apart from this 

daily, daily work problems and frustrations were linked with a range of individual attitudes 

that could theoretically affect intentions to stay. For example, participants expressed high 

levels of frustration with poor processes, bureaucratic procedures and red tape. Participants 

also linked poor processes to less time spent on valuable work, lower productivity, and 

decreased job satisfaction. 

 

Of interest was that participants talked about their work experiences in terms of positive and 

negative offsets, but also seemed to keep a conscious running tally or "net score" of the 

employment relationship. Several participants even referred to "the job has both positive and 

negative factors" and "I weigh factors for and against my job every day, and I know I have 

options". The idea of a balance of motivational factors of the employment relationship 

closely resembles the conceptualisation of turnover as being driven by a set of interrelated 

motivational forces explored in the retention survey-study 2 and will be discussed further in 

the final chapter. 



206 

 

In summary, the categories enabled and guided the interpretation of interview responses. 

Bundling like comments captured the key issues participants discussed and the work 

problems and realities they experienced every day. The most important consideration was 

that the categories made sense to the employees who participated in the process, and the 

extent senior management helped them to make decisions to effect change. 

 

Frequency analysis of feedback from participants 

As described in the procedure, participant comments clustered into 19 high level themes or 

categories that encapsulated the 67 sub-categories of semantic meaning. Frequency analysis 

involved a count of interview discussion points across all the categories and sub-categories 

and calculating the percentage of comments that were clustered into the various categories. 

The number and proportion of comments being one indicator of the strength and extent of 

issues raised in each interview type, namely: all staff, managers only and specialists. 

 

Across all sessions, as displayed in Table 5.1 of the 19 major categories, 5 attracted just over 

half (54%) of all comments, namely: terms and conditions of employment (17%); attraction 

and recruitment (16%); job satisfaction and engagement (7%); regional issues (7%); and 

leaders and managers (7%). Importantly, the group interview results are reflective of and 

reinforce the issues that were identified in the diagnostic process, namely the labour market 

skill shortages, the premium workers could command because of those shortages, and the 

challenges delivering a substantial program of work in light of the shortages. The next seven 

categories attracted a further 32% of all comments, including: red tape and bureaucracy (6%); 

concerns of the impact of turnover the organisation (5%); other work issues (5%); impact of 

mining boom (5%); training and development (4%); workload (4%); and reward and 

recognition (4%).  

 

Across the focus group sessions, three of the top five issues, namely attraction and 

recruitment, job satisfaction and engagement, and regional issues, recorded the largest range 

in the proportion of comments generated. Meanwhile, issues categorised under terms and 

conditions of employment, red tape and bureaucracy, and the impact of turnover were 

consistently raised across all employee sessions, manager only sessions, and specialist 

sessions. As displayed in Table 5.2 and Figure 5.2, the order and intensity of discussion 

points and concerns varied across the three focus group types.  
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Figure 5.2. Distribution of comments by category and focus group type 

 

Results for each of the group types are presented in turn, followed by a review of issues that 

did not necessarily attract the most comments in any one session, but were consistently 

discussed in every session. 
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Table 5.2.  

Distribution of Comments Across all Categories by Focus Group Type 
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Staff Sessions 

Staff sessions raised issues perceived to be linked to turnover specifically, as well as 

organisational performance in general. In order of the number of comments raised, as 

displayed in Figure 5.3, the five issues that attracted the most comments included: attraction 

and recruitment; terms and conditions of employment; regional issues, job satisfaction and 

engagement; and impact of the mining boom. In attraction and recruitment, most comments 

were directed at recruitment processes and the challenges finding the people needed. Typical 

comments included that the process "takes too long", was "too complicated", and "not 

attracting the right applicants". For many staff, recruitment processes were perceived as not 

supporting the business, and leading to sub-optimal outcomes. Participants also linked these 

concerns to turnover, suggesting poor recruitment choices led to further frustration with 

"finding the right people", and "extra stress on other members of the team progressing an 

ever-increasing workload" with underperforming employees and vacant positions. 

 

 

Figure 5.3. All-Staff sessions distribution of comments across major categories 
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Terms and conditions of employment was the second most common topic of discussion, 

attracting 18% of all comments across staff sessions. Most comments revolved around the 

perception of remuneration and terms of employment being inadequate, out of date, and out 

of touch with the realities of the labour market, with typical comments including: "pay is not 

keeping up with market conditions"; "the meal allowance is completely out of date and 

insufficient"; and "we get paid considerably less than equivalent positions in the private 

sector". Many comments focused on perceived inequity of pay grades between head office 

and regional areas, and access to benefits, particularly company cars. For regional areas, 

company cars were a major issue, and recent attempts by head office to apply greater control 

on the allocation of cars were perceived negatively with comments such as "there are not 

enough cars to support our work", and "my inspectors have to travel hundreds of kilometres 

to get to the work site, but only one in five of my team have access to a car, how are we to get 

our work done?".  

 

Across all staff sessions, regional issues attracted 12% of comments and unsurprisingly were 

particularly prevalent in sessions held in regional areas. Regional issues revolved around two 

key concerns, namely impact of the mining boom, and inequity between regional areas and 

head office. The impact of the mining boom attracted a relatively higher proportion of 

comments (7%) across all-employee groups as opposed to manager-only (1%) and specialist 

groups (4%). Many of the employee comments in this category raised concerns around 

“locals being priced out of the housing market”, “increases in costs of living”, and “keeping 

people while trying to compete with the mines”. Such comments were typically raised by 

general employees, located in regional areas close to mine sites, who also tended to be on 

lower pay levels in comparison with specialists or managers, and for whom changes in the 

cost of living had the greatest impact.  

 

Another key area of discussion was the importance of job satisfaction and engagement, 

particularly in terms of task variety "I really enjoy the wide range of work" and "job variety is 

very important to me", and interesting and challenging work "nothing worse than being bored 

and not challenged". Associated with this was the idea of having a sense of achievement and 

making a difference "for me it is the sense of doing a good job and the sense of satisfaction 

and achievement I get from work every day" and "great sense of satisfaction and pride in 

doing a good job and seeing the outcome of what I do". There was also considerable 

discussion about changing work expectations, especially for younger employees who "have 
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different work expectations and we need to understand what drives and motivates them". 

Concerns with job challenge, engagement, sense of pride in the work were important 

discussion points in staff sessions, particularly regarding their role in the decision to stay in or 

leave. 

 

In summary, staff sessions emphasised issues from the individual employee perspective, with 

recurring themes around remuneration, individual motivation and morale, job satisfaction, 

interesting and challenging work, employee reward and recognition, and limited access to 

training and development. Employees also discussed frustrations with day-to-day work 

practices and lower-level work problems, raising concerns with overly bureaucratic work 

processes, poor business practices and procedures, and organisation wide policies. 

 

Manager sessions 

Manager session results are displayed in Figure 5.4, with the top issues by volume of 

discussion including: attraction and recruitment; terms and conditions of employment; other 

work issues; regional issues, and the district operations model. Attraction and Retention 

generated much discussion, producing 25% of all comments, however key concerns were 

different from the all-employee and specialist sessions. As displayed in Figure 5.5, the 

secondary comments focusing on attraction and recruitment revealed two issues that illustrate 

key differences in focus group type outcomes. 

 

Figure 5.4. Manager sessions - Distribution of comments across major categories 
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Figure 5.5. Breakdown of attraction and retention secondary categories by focus group type 

 

Managers commented on the effectiveness of recruitment processes in general and the 

centralised recruitment unit in particular with one manager stating, "centralised recruitment 

function need to do more to understand our business needs". In comparison, professionals 

and general staff have only limited interactions with this newly established business unit. 

International candidates were another area which attracted some discussion with several 

strategies having been implemented in the months leading up to the study to attract 

internationally sourced candidates. Several managers however noted outcomes had not 

always gone as expected with comments including "international candidates have very 

different expectations", and "putting international candidates in rural areas has been a big 

culture shock that is creating stress", and "there have been considerable issues with 

language, recognition of qualifications and cultural integration”. Other key recruitment 

issues included position descriptions being too generic, processes being too complex, and 

taking too long, which was consistent with staff and professional sessions. 

 

Terms and conditions of employment was another key area of discussion for managers as it 

was for all employees however the qualitative detail for the groups was somewhat different. 

Managers tended to discuss remuneration concerns from an organisational impact 

perspective, with statements such as "retention bonus is creating issues around pay equity 

and parity", "pay levels across business are not seen as equitable", and "retention bonus 
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strategy has not been well managed", and "pay levels are not equitable with the market 

resulting in difficulty attracting and retaining key employees". All employee sessions by 

contrast tended to focus on individual impact with statements such as "from my perspective 

most allowances are out of date", "meal allowance not enough for my lunch", and "cost of 

living increases are making it more difficult for me". Where employee sessions were more 

about raising awareness of an issue, managers sessions tended to focus on problem solving, 

business impact and strategy development to effect change. 

 

Further highlighting the manager's role as decision makers, was the comments that focused 

on business strategy, the progress of interventions that had been implemented, and high level 

of interest in employee feedback. A review of the detail reveals manager statements in this 

area included reference to a number of organisational strategies and solutions to address 

them, including comments such as: "The District Operations Model was meant to improve 

these processes, but results have been mixed", "needs to be a greater emphasis on grow our 

own employee capability with more scholarships, and school engagement programs to 

address recruitment issues"; "cost estimation is a business concern that needs to be 

addressed"; and "a rotation program could help alleviate skill gaps". Such comments are 

indicative of managers utilising their power as decision-makers to address some of the 

capability gaps. 

 

The fourth area by volume of discussion for managers was regional issues, and managers' 

comments differed from other participants. For managers, typical comments in this category 

included "regional areas want to have more input in head office decisions", "head office 

required too many reports from regional areas which is taking resources away from the real 

work", and "head office too prescriptive and lacks consultation". While employee comments 

focused on cost of living, access to training and career development, and day to day work 

frustrations and concerns, managers were more concerned with business unit interaction and 

achievement of objectives. The last major issue, the District Operations Model, further 

reinforces the difference in perspective between managers and others with only 2% of all-

staff sessions and 1% of specialist-only session comments raising the issue, as opposed to 6% 

for manager-only sessions. The District Operations Model was developed by the senior 

management team, and line managers were responsible for rolling-out the business process 

changes to their local business units. Most employees had little input into the District 



214 

 

Operations Model or the roll-out process, which likely explained why it was not an area of 

discussion for general employees or specialists. 

 

In summary, manager session discussion points mostly revolved around key challenges 

running the business and current strategies such as the District Operations Model, attracting 

and retaining employees, and general policy settings. Although factors such as remuneration, 

training and development, and recruitment were discussed in employee sessions, managers 

tended to focus on how these related to their subordinates and the ramifications for the 

achievement of organisational objectives. 

 

Professional Sessions 

The third group of respondents were representatives from key professional and technical 

occupations across the business, with particular focus on those critical to the business such as 

civil engineers, project managers, mechanical operations, signal technicians, traffic 

technicians, and construction workers. As displayed in Figure 5.6, the top issues by volume 

of discussion across the major categories, were: employment terms; job satisfaction and 

engagement; leaders and managers; attraction and recruitment; retention; and other work 

issues. 

 

Figure 5.6. Specialist sessions - Distribution of comments across major categories 
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As with other respondents, professionals raised issues with terms and conditions of 

employment, including remuneration and perks and benefits in particular; with 20% of all 

comments categorised in this area. Although all groups raised concerns with remuneration, 

professionals had a greater emphasis on specific areas relevant to their situation. For 

example, unlike staff and manager sessions, typical comments for professionals included "the 

private sector offers a wide range of perks, such as laptop, phone, and car which is not 

reflected in my current package", "no car, or laptop on offer", and "having vehicles as part of 

the salary package is very important": Comments highlighted the perceived disparity in pay 

as well as benefits typically included in private sector employment packages such as; 

company car, phone, lap-top, and in some cases housing. Not only were professionals more 

acutely aware of broader market conditions, but they also viewed remuneration in a much 

broader than just "salary". 

 

Job satisfaction and engagement results largely reflected those of the staff sessions with 

discussion revolving around the need for greater involvement and consultation in decisions, 

need for challenge, task variety, and the sense of pride in work. When it came to managers 

and leaders however, specialist sessions tended to have a higher level of interest with 10% of 

all comments categorised in this area, as opposed to only 4% in all employee sessions. As 

with staff sessions, specialists also discussed the need for increased manager support and 

being considerate of employee needs with comments including "leadership needs to see the 

importance of culture and bringing people along for the ride", "leaders need to engage in a 

dialogue to get to know work issues", "managers are not listening to staff", and "leaders and 

managers need to provide more support to workers on the ground". Professionals raised the 

link between the extent to which managers demonstrated these behaviours, and levels of job 

and satisfaction and engagement. Although the high-level issues in professional sessions were 

similar to other groups, the detail revealed different emphases. 

 

Attraction and recruitment were a key area of concern for specialist-only sessions reflecting a 

high level of awareness of the broader market conditions, and the ramification for attracting 

the applicants needed to get the work done. Typical comments included "we are not 

marketing ourselves well and attracting the best candidates", "labour market is tight and it is 

difficult to get the best people", "we are not able to attract the best candidates", and "the 

recruitment process is difficult and just takes too long". Associated with this concern, 

professionals also raised the challenge of retaining key employees and the extent to which 
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high turnover was affecting their work, attracting 7% of all comments with typical comments 

including "there have been major challenges capturing the tacit and hidden knowledge of 

employees", "there are many employees approaching retirement and this is a big risk", and 

"mines are attractive in terms of salary, housing and conditions". On a more positive note 

however respondents acknowledged the benefits of the public sector including good work-

life-balance, superior superannuation, and generous leave provisions, particularly for 

paternity and maternity leave.  

 

Another issue in this area for specialists, was considerable discussion about the role of the 

host organisation in the broader industry. Specialists and engineering professionals raised the 

role and "responsibility" of the host organisation in developing and nurturing talent for the 

construction industry more broadly. Some senior professional experts emphasised this role 

with comments such as "we need to acknowledge the role we have in supporting industry", 

and "industry needs us to help develop and maintain standards and expertise". Several 

specialists expressed strong commitment to this concept, and a sense of pride in their 

contribution to, and stewardship of, the industry as a whole. This aspect was almost unique to 

specialist sessions and civil engineers in particular. 

 

In summary, professional session discussion points revolved around the role of key 

professional and technical expertise in progressing organisational objectives, and the 

challenges of attracting, developing, and retaining the talent needed to do the job. 

Professionals were very aware of the broader market, particularly the premium being paid for 

their knowledge and expertise, especially in the mining sector, as well as their contribution to 

the development of expertise both within the organisation and across the industry. 

 

Other Issues across Sessions 

As well as the key issues which have been discussed above, other issues emerged consistently 

across sessions, such as: leaders and managers; red tape and bureaucracy; concerns with 

turnover; impact of the mining boom; training and development; reward and recognition; and 

workload. Comments relating to leaders and managers revolved around capability and quality 

of leadership, with comments like "we just don't see our managers very often", "Mangers 

could really improve their communication skills", and "We need better leadership, not just 

management". Interestingly, although sessions with professionals raised this concern the 

most, managers themselves recognised the need for further development of their skills and 
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capability with comments including "I recognise I could communicate things better", and 

"Leadership is something I need to work on". For specialist and professionals, their concern 

focused on lack of communication skills and inclusion in decision making, with comments 

including "Leaders not engaging in dialogue to get to know the work issues", "Managers are 

just not listening to staff", and "Leadership is not seeing the importance of culture and 

bringing people along for the ride". Such consistency of feedback suggested leaders across 

the organisation lacked key leaderships skills, particularly around communicating with 

employees and listening to their concerns. This reinforced the practical utility of the current 

study not just in terms of exploring issues around turnover, but organisational human capital 

resource issues more broadly. 

 

Red tape and bureaucracy were discussed at length, with a high level of frustration across all 

sessions. Typical comments included "There is so much paperwork to complete before you 

can do anything", "too many forms adding little value to anyone", "current legislation and 

regulations our biggest barrier to performance", "red tape, testing, paperwork often takes 

longer than some jobs", and "we need people who know the rules and how to work around 

them". Closely association with some of the frustration was the perception of poor work 

procedures, processes, and systems. Comments raising such concerns included "project 

management needs to be documented and standardised", "current systems do not talk to each 

other which leads to re-work and double handling", "systems, procedures and processes not 

flexible and not adding value", and "systems should facilitate work not hamper it". The key 

theme was a need to review and improve systems to free-up capacity and focus on what is 

delivering value. 

 

Respondents across all sessions also raised concerns with retaining the skills and capabilities 

required to deliver the program of work, especially in sessions involving specialists and 

professionals. Indeed, in specialist-only sessions turnover was personal, with comments 

highlighting the potential impact on workload from lack of resources, for example "I will be 

the one that will have to put in the extra hours", and "the quality of my work suffers if I have 

to cover for someone else who has left". For managers, the key concern was business impact 

and delivering the program of work "we are expected to deliver more, but that is hard if I 

don't have the employees", and "every person that leaves impacts the team's ability to 

deliver". Furthermore, the mining boom and broader economic growth was perceived as a 

major contributor to turnover with comments including "having the mines next door 



218 

 

attracting people away, puts pressure on everyone", and "difficult to get the people we need 

when the mines offer so much more". Importantly, it was not just employees who were being 

impacted, but an associated impact on communities, particularly in regional areas with 

comments including "the mining boom hurts the community", and "due to the mining boom, 

we cannot afford our own houses and people are forced to move out". This highlighted that 

turnover was a complex issue, with interdependencies that did not just impact the 

organisation directly, but indirectly in terms of the social licence it operated under, 

particularly in regional areas where the organisation was often a major employer. 

 

Reward and recognition, and training and development were two other areas that attracted 

numerous comments across all sessions, including 11% of all-employee sessions, 5% in 

manager-only sessions and 6% in specialist sessions. Comments tended to revolve around 

four key areas. Firstly, professional and technical employees were perceived to have access to 

a larger number of options regarding reward and recognition. Associated with this, managers 

and technical employees were perceived to have much greater access to training and 

development programs. Thirdly, regional areas perceived their access to training, and options 

for reward were more limited than metro areas. Lastly, all sessions highlighted the general 

dissatisfaction with the performance management system, which was a key activity to access 

both reward and recognition and training and development, with comments including 

"inability to reward employees for a good job" as well as "poor performance management 

systems that cannot distinguish between good or bad employees let alone act on that 

information". Respondents consistently perceived the organisation was not recognising job 

performance, let alone rewarding it, which would have to be addressed. 

 

The last area consistently discussed across all sessions was workload and the resources 

available to deliver it. As identified in the diagnosis - chapter 3, one of the key challenges for 

the organisation was the rapidly program of work. Across the sessions, participants were 

acutely aware of the increased expectations and delivery challenge. Typical comments 

included "there is not enough fat in the system to create opportunities for breaks or stagger 

work teams", "people are unable to take holidays or breaks, and leave is accumulating 

because no one can take it", "work crews are under pressure to deliver with consequent 

impact on stress and safety", "due to workload employees are doing long hours", and "lack of 

resources is leading to delays, cost overruns and pressure on workload". Additionally, 

contrary to expectations high workload was not translating to higher pay due to "limitations 
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on access to overtime". Furthermore, it was getting more difficult to get time-off with 

comments including "not being able to take earned days off" and "losing flex-time" and "time 

off accrued" due to workload. Participants also voiced concern about the impact of high 

workloads on work quality and employees with the general perception being that the system 

was not going to cope with the strain for much longer. 

 

Overall, results suggest that although issues discussed across the focus groups were relatively 

consistent, the qualitative detail demonstrated noteworthy differences in tone, focus, and 

perspective. Furthermore, employees expressed a great deal of frustration with key issues 

across the organisation at the same time that the broader labour market and economic 

environment were offering considerable opportunity with many alternative employment 

options. 

 

Discussion 

 

The primary purpose of this study was to identify factors driving turnover outcomes in the 

host organisation as part of a broader program of work exploring the link between SHRM 

practices, human capital resources, and employee and organisational outcomes. The group 

interview process explored the drivers of turnover by investigating two questions, namely the 

potential motivations for employees to stay in or leave the organisation, and what are the day-

to-day work problems and organisational realities. For managers sponsoring the process a key 

objective was to provide practical and specific advice to positively influence turnover 

outcomes and improve the achievement of organisational objectives more broadly. 

 

Engaging with employees who were still in the organisation provided an alternative 

perspective for understanding employee motivations and their effect upon turnover, such as 

the pathway from daily work experience to employee motivations. Among factors that have 

been found to predict employee turnover are macroscopic economic influence (e.g., pay, 

labour market, and availability of alternatives), demographic indicators, job design, person-

job fit, personality, job attitudes, and job embeddedness (e.g., Griffeth et al., 2000; Holtom et 

al., 2008; Lee et al., 2014; Maertz Jr & Campion, 1998; Morrell et al., 2001; Steel & 

Loundsbury, 2009; Weibo et al., 2010). However, previous studies tend not to articulate the 

detail of how such factors lead to something like employee intentions, or whether an HR 

practice leads to dissatisfaction as opposed to performance improvement. Furthermore, the 
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precursor variables or employee experiences that lead to the development of job attitudes, or 

perceptions of unfairness are not fully investigated or described. Results across the focus 

groups suggest this is a potential oversight and has likely undermined the effort to articulate 

the link between SHRM practices, human resource capital, and employee and organisational 

outcomes. 

 

The extent of the lost potential from understanding the precursor variables, and employee 

experiences was apparent from the feedback provided by participants across the group 

interviews. For example, the labour market conditions resulted in key employee groups 

having their pick of numerous competing employment options, many of which offered higher 

remuneration and better rewards. Group discussion indicated having alternatives readily 

available reduced or even removed the uncertainty of securing viable alternative employment, 

and the opportunity cost of switching was non-existent or even negative. In terms of how HR 

practices could lead to turnover, employees highlighted one example revolving around recent 

policy changes to the distribution of work vehicles. In regional areas for example, the 

changes to the car policy adversely impacted many employees in terms of their perceived 

value by the organisation, having the tools of the trade to do their work, and jeopardised an 

expected benefit of the employment relationship. These concerns in turn led to expressions of 

frustration, disengagement, and lower job satisfaction which are associated with higher 

turnover (Fuller et al., 2003; Hom & Kinicki, 2001). The implication for management is that 

employee perceptions are an interaction between individual differences and the internal and 

external organisational environment, making one-size fits all interventions and approaches 

problematic. 

 

Another contribution was the idea of the employment relationship as a separate entity or 

object in the minds of employees. Some participants referred to their perceptions of the 

employment relationship as a balance between "positive and negative factors" with several 

even adding they kept an internal "tally" or "net score" of the relationship. Daily frustrations 

and work events would be scored and added onto or taken away, resulting in an ongoing net 

assessment. This suggests the employment relationship is dynamic and continuously 

changing, and the boundary between a net intent to stay or leave can shift in reaction to both 

positive and negative events. This idea of the longitudinal nature of the cognitive assessment 

of the employment relationship is important, and the impact of the "daily grind" has been 

previously recognised (Fuller et al., 2003). The ramification from a research perspective is 
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that cross-sectional approaches will only determine the state of the employment relationship 

as one point in time, and the pathway and factors that led to that state may be obscured. 

 

The group interview process provided a rich source of feedback on the day-to-day work 

problems and organisational realities. For example, across the sessions four key issues were 

consistently raised, namely: concerns with policies and procedures; considerable frustration 

with bureaucracy; perceived equity and fairness of outcomes; and decision-making processes 

in the organisation. Policies and procedures attracted many comments, mostly in terms of 

their inadequacy, employee frustrations with them, and generally making work less 

productive. It is important to reiterate many policies and practices, particularly relating to 

terms and conditions of employment (e.g., pay, leave, access to cars) were largely dictated by 

a range of legislative and industrial relations instruments, with little flexibility in their 

administration and application. Resources needed to improve work processes or acquire 

better equipment, were to some extent controlled by external stakeholders outside of the 

organisation's control. 

 

Associated with concerns of policy and practice effectiveness, was widespread and strong 

frustration with perceived red tape and bureaucracy. Although the host organisation is a 

public-sector agency and therefore subject to associated regulatory frameworks, red-tape was 

also a partly self-inflicted phenomenon. Several Managers acknowledged many procedures 

were largely about managerial control and a desire to minimise perceived risk. Some of the 

risk minimisation was justified in terms of changing public expectations, and the safety 

implications from infrastructure failure. In general, however there seemed to be a consensus 

on the benefits that would be accrued from streamlining work processes and reducing the 

administrative burden, particularly for engineers whose time would be better spent designing 

and building infrastructure, rather than endlessly filling in forms. 

 

Another related issue to procedural effectiveness and red-tape, was the degree to which focus 

group participants were sensitive to the perceived equity and fairness of policy and decision 

outcomes. Many comments revolved around the degree to which various policies and 

organisational resources and rewards such as pay, car access, and training and career 

development were equitably distributed and accessible. Concern about equity and fairness of 

outcomes has been a key area of research in work psychology, with influential theories such 

equity theory (Adams, 1963, 1965; Cardy, Miller, & Ellis, 2007; Carrell & Dittrich, 1978), 
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being found to have a strong impact. Perceptions of fairness and employee equity concerns 

have been found to be important moderators of employee behaviour (e.g., Cardy et al., 2007; 

Carr et al., 2005; Janssen, 2001). Furthermore, the ratio of value (inputs vs outcomes) will be 

assessed and if found to be out of balance, the individual will be motivated to do something 

about it (Adams, 1965; Carr et al., 2005; Pritchard, 1969). Redress actions could include 

adjusting the inputs and/or outcomes or leaving the organisation altogether (Cardy et al., 

2007; Carrell & Dittrich, 1978; Maertz Jr & Campion, 1998). The implication for 

management is that perceived imbalances in the employment relationship will be adjusted, 

whether it is by putting in less effort, taking a few more holidays, not staying back late to 

complete extra work, or just leaving.  

 

Another concern involved not just the outcome of decisions, but how such decisions were 

made and applied, whether employees had been consulted, and how they were treated by 

management. Such concerns about the way decisions are made have been a particular focus 

of research, in the area of organisational justice theory (Greenberg, 1987). At the core of 

justice theory are four constructs or principles, namely: the equity principle that outcomes 

should be distributed proportional to contributions (Adams, 1965); perception of fairness just 

as important as the outcome (Greenberg, 1990; Lind & Tyler, 1988); having a voice or input 

into decisions enhances perceptions of fairness (Folger, 1977; Thibaut & Walker, 1975); and 

being interpersonally respectful and sensitive enhances the perception of even undesirable 

outcomes (Bies & Moag, 1986). Such principles have been found to have a profound impact 

on feelings on the emotional attachment to organisations, motivation, and behaviour 

including performance, productivity, and turnover (Cropanzano, 2001; Cropanzano & 

Greenberg, 1997; Folger & Cropanzano, 1998; Greenberg, 1990; Nadiri & Tanova, 2010; 

Thomas & Nagalingappa, 2012). For managers the implication is that treating people with 

respect, involving them in decision making, and good communication skills is likely to 

enhance individual job performance, and be an effective strategy to reduce turnover. 

 

Responses across the sessions also suggested patterns according to group membership factors 

such as occupational background, geographical location, and hierarchy. For example, in 

terms of occupational background civil engineers and designers in professional sessions 

referred to concerns with the need for challenging work and the use and employment of 

contractors. Construction employees meanwhile raised issues around classification 

progression and the recognition of prior skills which were not raised by any other group. 



223 

 

Geographical location manifested in terms of a perceived imbalance across a wide range of 

practices and outcomes, including career development, recognition, pay equity, training and 

promotion opportunities. Rural and regional employees highlighted concerns with 

consistency of decisions and a persistent perception that regional area would miss out. 

Overall, employees across the districts were clearly concerned with the way they were 

valued, and the level of consultation in decisions that affected them, with a general perception 

that senior managers at head office were out of touch with regional concerns and realities. 

 

Concerns revolving around the perception of management versus front line employees were 

particularly evident when comparing the outcomes of staff sessions and management 

sessions. The idea of organisational hierarchy having considerable impact on the perceptions 

of satisfaction, fairness, stress, and organisational performance are not new (e.g., Landy, 

1989; Van Yperen & Hagedoorn, 2003), and the focus group sessions reflected this. Indeed, 

the expectation of such differences partially supported the practice of holding separate 

sessions for staff and managers, as well as the potential impact on staff responses in the 

presence of their managers (Brooks & Fache, 2007; Crawford, Fottler, Quintana, & White, 

1995). Interestingly, experience demonstrated the presence of managers did not seem to 

affect staff responses, but manager responses behind closed doors were different to staff 

responses. For example, as discussed previously managers tended to focus on challenges 

running the business, potential improvements, and specific concerns with employees, 

business units, and locations. Experience across the sessions suggested some interesting 

hierarchical dynamics outside of the scope of the current study, which could be the subject of 

follow-up research. 

 

In summary, employee perceptions of daily work realities had a strong influence on 

perceptions of organisational effectiveness, which in-turn affected employee attitudes and 

beliefs about organisational membership, and individual, group and organisational 

performance. The employer-employee relationship is a balance between positive and negative 

experiences and events, that also interact with individual differences and the internal and 

external organisational environment, making it both complex and dynamic. For managers, the 

important insight is the need to engage with employees, build strong trusting relationships, 

and actively involve employees in decisions that affect them and their work. 
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Implications for Management 

There were clear perceptions within the host organisation of unfairness and biased decision-

making. These perceptions are serious issues regardless of whether these perceptions are true, 

because perception alone can be detrimental to job performance and lead to increased 

turnover. Importantly, comments highlighted not just the outcomes of various decisions such 

as the investment in career development, how cars would be distributed, and who would be 

promoted, but the importance of the process whereby decisions were made. In any situation 

where managerial decisions impact employees, managers need to carefully consider the 

process that was undertaken to make the decision. Furthermore, internal business processes 

can in themselves generate a high level of frustration and negative affective outcomes if they 

are not considered to be delivering value, working effectively, or easy to use. Indeed, internal 

policies, practices and procedures may be having unintended consequences on employee 

perceptions, which in-turn impact satisfaction, engagement, and ultimately questions of 

organisational membership. 

 

More broadly, there are two key implications that apply outside of the host organisation. 

Firstly, the broader economic environment and labour market can have a significant impact 

on employee perceptions. For example, highly-in-demand professional occupations were 

strongly influenced by perceptions of market reward and remuneration equity, and perceived 

ease of movement to alternative employment options. Although it could be argued the labour 

market enabled employees to feel confident in being able to express their frustrations 

knowing alternatives were available, this does not mean their concerns were not sincerely 

held or real. It would be anticipated in a reverse situation where options were limited, 

employees may not speak up about their concerns for fear of the impact on their careers, that 

does not mean the issues were not present and causing considerable damage to individual and 

organisational performance. Consequently, it is very important for managers to regularly 

communicate with their employees, have multiple feedback channels, and listen to what their 

employees are telling them. 

 

The second broader implication is that organisations need to think more carefully about how 

policies and processes are applied across the organisation. Participant comments indicated 

instances where employment policies and work practices were not only inconsistently applied 

but had unintended consequences across different business units and employee populations. 

The one-size-fits all approach of human resource management does not suit the reality of the 
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different backgrounds, needs, and motivational preferences of the workforce (Becker et al., 

2009). For example, a new cars policy at the time was structured around the requirements in 

the metropolitan district, which subsequently proved to be ignorant of requirements in 

regional districts thereby causing problems. In another example, changes to promotions 

procedures impacted the regional areas due to flatter organisational structures, smaller 

offices, and substantially fewer options for inter-departmental transfers and mentoring, 

leading to greatly reduced opportunities for regional employees. It was also apparent such 

differences were not just causing differences in outcomes, but also exacerbating perceptions 

of equity across various employee groups. Therefore, managers need to involve employees in 

decisions that affect them or their work. Not only will such consultation enhance perceptions 

of the decision-making process but will likely identify potential issues before they adversely 

impact employees and job performance outcomes. 

 

Implications for Theory 

The first key implication for theory was related to the impact of internal and external 

organisational context. Results indicated contextual factors or influences operated at several 

different levels, namely: whole of organisation, region, business-unit, and local work unit or 

team. These factors operated simultaneously both in concert with and independently from 

each other. Contextual factors should be considered in every situation, especially considering 

they are more complex than has generally been credited. From the perspective of human 

resource capital theory, contextual factors are already a feature of the approach, however 

results of this research indicate that contextual factors need to be more strongly integrated at 

every level of this theory, and that there is scope for introducing interactions of contextual 

factors. 

 

The main implication of this research for turnover theory is that the factors involved in 

employee decisions to stay and to leave appear to be different. This finding needs to be 

further tested but the results across the focus groups, and reinforced in the exit interview 

process, suggest that the drivers of employees deciding to stay or leave differ substantially. 

Some factors appear to be relevant for both staying and leaving but the pathways between 

variables for the two outcomes appear to be different. 

 

Another key implication for theory was the differences in results and perspective between 

manager sessions, employee sessions and professional sessions. Firstly, the different points of 
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view reinforced the impact of the same contextual factor on different groups. Secondly, the 

impact of HR strategies on employees across the groups was substantially different. Thirdly, 

the perspective of manager as decision makers, and employees as decision takers was also 

distinct. These results reinforce the extent to which assumptions around consistency and 

equal impact of HR practices across various organisational boundaries is erroneous and needs 

to be addressed when determining the link between SHRM practices, human resource capital 

and employee and organisational outcomes. 

 

Limitations 

The conclusions that could be reached from this study were constrained by two limitations. 

Firstly, the amount of demographic information collected on participants of the focus groups 

was limited. Lack of demographic information constrained data analyses based upon 

demographic cohorts and limited the ability to demonstrate representativeness of the sample. 

Although for the purpose of the study it was unnecessary to demonstrate representativeness 

with regards to the general population, it was also uncertain to what extent participants were 

representative of the groups they came from within the host organisation.  

 

Secondly, lack of detailed records on the coding process including the number of 

discrepancies and process of resolution between the researchers limited assessment of 

consensus. For example, the lack of such information precluded the assessment of reliability 

and replicability of coding and precluded the calculation of an inter-rater reliability score. 

However, although it would add confidence if an estimate of coding reliability was available, 

based on the general impression of discussions with the secondary researcher at the time the 

number of discrepancies was low. Furthermore, the reconciliation process addressed and 

resolved all instances of initial disagreement, suggesting that coding reliability may have 

been relatively high. 

 

Opportunities for Future Research 

The observation that participant responses in manager-only sessions and all-staff sessions 

were substantially different in terms of both tone and subject matter. This raises questions 

around individual, professional and organisational identify particularly the boundaries 

between the individual as an organisational participant as well as manager, and the interaction 

between self and organisational identity. it appears that managers could easily generalise their 

experience of the organisation across employees and either miss or misinterpret signals from 
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specific employees and employee groups is these were contrary to managers' perceptions. To 

mitigate this risk, organisations need processes to ensure managers receive accurate 

information about employee perceptions to make informed judgements about organisational 

functioning.  

 

Another opportunity relates to the assumption that frequency of an issue being raised is 

indicative of its relative importance. For example, in the current study concerns about pay 

were raised twice as frequently as concerns about equity but it is not clear that pay was twice 

as potent an issue as equity. The opportunity to rank issues or put them in relational order 

would help determine importance, not just frequency. Associated with this is the interaction 

between factors. For example, career development may translate to promotion which 

influences level of pay. This leaves unclear whether the primary concern is career 

development or just pay. The relationships and interactions between various issues is an area 

to be explored to determined how they are interrelated.  

 

The next opportunity revolves around the role of equity and organisational justice, which 

have long been a feature of turnover research at the individual level (Adams, 1965; 

Greenberg, 1990; Maertz Jr & Campion, 1998; Weibo et al., 2010). During the group 

interviews collective views of unfairness and feelings of inequity were recorded across 

organisational entities. For example, regional employees perceived lower reward 

opportunities and fewer career options in comparison to their metro colleagues. Additionally, 

employees in one occupational group expressed perceptions of inequality across conditions of 

employment and career development opportunities in comparison to another group. Such 

observations suggest there are opportunities to review the interaction of perceptions of equity 

and turnover intentions at the group and organisational unit level, not just individual 

(Hausknecht & Trevor, 2011). 

 

Related to the perceptions of equity and justice, are the interaction effects of the relationship 

with the manager and how this influences turnover intentions. The idea that the quality of the 

relationship between employees and managers is linked to important employee outcomes 

such as job attitudes, conflict, job performance, citizenship behaviours, and withdrawal 

behaviours including turnover, has previously received research attention (Duelbohn, 

Bommer, Liden, Brouer, & Ferris, 2012; Graen et al., 1982; Graen & Uhl-Bien, 1995; Lord & 

Dihn, 2014). The observed differences in managerial styles and tone across the group 
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sessions and how this interacts with employee experiences, indicates there is an opportunity 

to more closely consider the role of affect in the quality of managerial relationships and the 

subsequent impact on job performance. 

 

Conclusion 

This study was the second step in a systematic, mixed methods, examination of employee 

motivations and reasons for leaving the host organisation. The focus groups played a key role 

in addressing gaps in previous SHRM research, in terms of accounting for the interaction 

between organisational strategy, objectives, culture, and environment. The group interview 

process helped confirm and extend findings from the retention survey, with focus group 

respondents reflecting the importance of motivational factors such as job satisfaction, 

engagement, support from managers, perception of future prospects from organisational 

membership, and motivational aspects of the job itself in the turnover process.  

 

The key contribution was understanding how daily employee experiences and work realities 

interacted with the internal and external organisational context, and turned into employee 

beliefs, attitudes, and behaviours. Furthermore, SHRM interventions and strategies are not 

equally communicated or experienced across an organisation which can affect their 

effectiveness and outcomes. The group interviews provided a window into key concerns that 

needed to be addressed, and from a practical perspective early warning signs that would 

otherwise not be apparent until after employees had already left. 

 

An associated insight is that in many cases managers themselves were not aware of the 

impact work experiences were having on employees. Furthermore, in several cases managers 

were not aware of the employee impact of decisions they themselves had made. The key 

implication for managers is that employees are both observers of and participants in 

organisational processes, and one of the best ways to get insight into improvement 

opportunities is to ask them. In terms of the broader research objective, the link between 

turnover, broader SHRM practices, human resource capital and organisational outcomes is 

not a simple linear chain from cause to effect, but the result of a complex interaction between 

the organisation, employees, managers, and the context within which they operate. Given the 

results of this study, ignoring or discounting such interactions makes the goal of describing 
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“how” and “why” SHRM practices influence employee turnover, and organisational 

outcomes more broadly difficult. 

 

Overall, the group interviews provided a unique opportunity to directly engage with 

employees across the host organisation about the day-to-day work issues and organisational 

realities that were affecting them. The feedback provided key insight into the effectiveness of 

people management strategies, how the organisation was operating, and issues with work 

procedures, policies and practices. Although the effect of such issues could be inferred from 

concerns employees raised it was difficult to determine the behavioural impact, particularly 

in terms of how such experiences would influence attitudes to organisational membership. In 

order to explore the motivational consequences and clarify the link with turnover, the next 

step was to focus on employees who decided to leave, and investigate the factors involved in 

their decision.  
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Chapter 6 Exit Interviews Study 4 

 

The present study is the third in a series of studies investigating employee motivations to stay 

in or leave the host organisation, as well as perceptions of work problems and organisational 

realities. Exit interviews are expected to help confirm and extend the results of the retention 

survey and group interviews and contribute to exploring the link between turnover, SHRM 

practices, human resource capital, and employee and organisational outcomes. Consistent 

with the overall program of work, following a behavioural approach and a mixed methods 

multiphase design (Creswell, 2003; Creswell & Plano Clark, 2011) the current study is a 

qualitative investigation commenced at the same time as the retention survey (study 2, 

Chapter 4) and concurrently with, and extending after the focus groups (study 3, Chapter 5).  

 

Exit Interviews Introduction 

As discussed in chapter 5, interviews are one of the most commonly used methods for 

collecting both qualitative and quantitative data (Fontana & Frey, 2005). In organisational 

research, interviews have been a popular choice for a wide range of data collection situations, 

such as selection, training needs analysis, leadership development, performance management, 

and exit interviews (Rogelberg, 2004). Exit interviews in particular have a long history in 

organisational research (Brotherton, 1996; Frase-Blunt, 2004; Hill & Ingala, 2002; Jackson, 

2002; McConnell, 1992), with the practice dating back over 50 years (e.g., Melcher, 1955; 

Moran, 1956). Turnover costs organisations dearly (AMMA, 2013; Cascio & Boudreau, 

2009; Andrew Smith, Oczkowski, & Smith, 2011) which makes exit interviews desirable 

because they appear to have the potential of clarifying the reasons employees are leaving and 

hence guiding managerial practices that may prevent further turnover (Grensing, 1990; 

Harris, 2000; Lambert & Ma, 2010b; McConnell, 1992).  

 

Exit interviews are widely used for gathering information from exiting employees (Flint & 

Webster, 2008; Lambert & Ma, 2010b), and have been described as a discussion between the 

departing employee and the employer designed to get feedback about the employment 

experience (Kaye & Jordan-Evans, 2000; Williams, Harris, & Parker, 2008). Although 

identifying the reasons for leaving is the core purpose of exit interviews, various researchers 

and practitioners have also observed they can provide insight into organisational functioning, 

work problems, and even evaluating the effectiveness of human resources practices (e.g., 
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Brooks & Fache, 2007; Giacalone, Elig, Ginexi, & Bright, 1995; Grensing, 1990; Jackson, 

2002; Johns & Johnson, 2005; Lefkowitz & Katz, 1969; Sherwood, 1983). Exit interviews 

have also played a role in identifying organisational phenomena that may otherwise remain 

undetected, such as harassment, bullying, and discrimination (Brotherton, 1996; Bruce, 1988; 

Feldman & Klaas, 1999; Giacalone et al., 1995; Levin, 2007). As such exit interviews are 

seen as a useful organisational tool (e.g., Brooks & Fache, 2007; Johns & Singer, 2007; 

Lambert & Ma, 2010b; Levin, 2007), with their own strengths and weaknesses. 

 

Advantages and Disadvantages of Exit Interviews 

The biggest advantage of exit interviews has always been the promise of collecting honest 

feedback from employees who no longer feel pressure to provide organisationally acceptable 

responses (Ettore, 1997; Flint & Webster, 2008; Grensing, 1990; Johns, 2007; Johns & 

Singer, 2007; Lambert & Ma, 2010a). Even so, it is not entirely clear such feedback is 

truthful, accurate, and reliable (Brooks & Fache, 2007; Ettore, 1997; Giacalone & Duhon, 

1991; Giacalone & Knouse, 1989; Giacalone, Knouse, & Montagliani, 1997; Johns & 

Johnson, 2005; Johns, 2006). The earliest specific criticisms of exit interviews focused on 

reliability and validity issues such as lack of standardisation, untrained and inconsistent 

interviewers, unknown accuracy of interviewee's comments, lack of objectivity, possibility of 

distortion, and continuing reluctance to frankly discuss reasons for departure (Crawford et al., 

1995; Hilb, 1978; Hinrichs, 1975; Lefkowitz & Katz, 1969; Moran, 1956).  

 

Later, Giacalone et al. (1995) argued exit interview criticisms and concerns can be clustered 

into two categories, namely administrative and methodological.  Administrative concerns 

include poor administration (e.g., Woods & Macaulay, 1987), findings seldom used (e.g., 

Garretson & Teel, 1982), results not being effectively aggregated (e.g., Fottler, Crawford, 

Quintana, & White, 1995; Hinrichs, 1975), and failure to address privacy and confidentiality 

concerns (e.g., Williams et al., 2008). For example, two studies by Johns (2006, 2007) 

indicated exit interview data was rarely put to any use, with organisations themselves 

reported poor administrative practices, lack of interviewer training, and poor reporting as the 

main reasons for this oversight. While, in an Australian study only 15% of organisations 

surveyed agreed they were getting value from their exit interview process, largely due to the 

same kind of administrative deficiencies (Lambert & Ma, 2010b). One consistent finding has 

been that poor administrative practices lead to lower data quality, poor access to findings, and 

lack of confidence in the utility of exit interviews as a decision-making tool. 
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The methodological criticisms summarised by Giacalone et al. (1995) relate to the flawed and 

deficient interview techniques (e.g., Drost, O'Brien, & Marsh, 1987; Garretson & Teel, 1982; 

Giacalone et al., 1995; Hinrichs, 1975; Lefkowitz & Katz, 1969; Woods & Macaulay, 1987), 

resulting in unreliable or inaccurate feedback (Giacalone et al., 1995; Giacalone et al., 1997; 

Hinrichs, 1975), largely through motivating inappropriate and inaccurate feedback. This may 

occur either because the interviewer’s attitudinal approach is not always completely objective 

(e.g., Hinrichs, 1975) or because responses of exiting personnel may be driven by personal or 

professional concerns that may make their responses defensive or what they think 

management wants to hear (e.g., Giacalone & Duhon, 1991; Giacalone et al., 1995; 

Giacalone et al., 1997). This can result in more socially desirable explanations for leaving 

(e.g., higher pay and better opportunities) being emphasised over potentially more 

representative factors.  

 

Such concerns have been found to be more than just hypothetical, as several studies have 

demonstrated. Lefkowitz and Katz (1969),Hinrichs (1975), Weisman et al., (1981), 

Zarandona and Camuso (1985), Fottler et al., (1995), Feinberg and Jeppeson (2000), and 

Johns and Johnson (2005) identified inconsistencies in separating employees' explanations 

for leaving as stated in exit interviews versus alternative methodologies. Departing 

employees have little to gain by providing a truthful response in an exit interview, leading to 

socially acceptable responses (Crawford et al., 1995; Feldman & Klaas, 1999; Giacalone et 

al., 1995; Giacalone et al., 1997; Hinrichs, 1975; Weisman et al., 1981). Some empirical 

evidence for this phenomenon has been found such as situation where an employee is leaving 

involuntarily (e.g., Giacalone & Knouse, 1997; Van Steenberg LaFarge, 1994), when there 

are concerns over getting a positive reference (e.g., Zaradona  & Camuso, 1985), when trying 

to protect remaining colleagues (e.g., Knouse, Beard, Pollard, & Giacalone, 1996), and where 

there are negative residual feelings about the termination (e.g., Giacalone et al., 1995; 

Sherwood, 1983). Therefore, although organisations may want critical information to 

diagnose employee and organisational performance issues, the countervailing motivation to 

distort responses can be powerful, and much like any other social research methodology, 

administrative and methodological issues need to be carefully managed. 
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Recommendations for Good Exit Interview Practice 

Ma and Lambert (2010a), provided a list of seven considerations which in their experience, 

help determine the success of exit interview processes, namely: having a disclosure policy; 

using an internal versus external party to conduct the interviews; uniformity of data collection 

process; using data quality control methods; ensuring interview content is appropriate; a valid 

interview request process; and sharing results with managers and organisational decision-

makers. These considerations will be described in turn to show how they address the 

administrative and methodological concerns previously raised. 

 

The disclosure policy refers to the level of disclosure of an exit interviewee's responses, 

which directly influences departing employee trust in the exit interview process. Respondents 

are more likely to be honest in exit interviews if the process puts employees at ease, 

providing a safe non-threatening atmosphere where feedback is handled respectfully (Frase-

Blunt, 2004; Giacalone et al., 1997; McConnell, 1992). Features that address this 

consideration include restricted disclosure of respondent feedback, voluntary participation in 

the process, aggregated and non-identifiable reports back to management, and a clearly 

articulated exit interview policy and process endorsed by senior management (e.g., Giacalone 

et al., 1997; Hilb, 1978; Whitis & Whitis, 1983; William et al., 2008; Woods & Macaulay, 

1987). Furthermore, such practices flow beyond the employee experience of the exit 

interview itself, into having a sense of closure and post exit feelings about the organisation 

(Lambert & Ma, 2010a). 

 

The second consideration is the use of a suitable party to conduct the interviews. It has been 

found having management, and particularly the immediate supervisor, conduct the interview 

does not create an environment conducive to open and honest responses (e.g., Brooks & 

Fache, 2007; Crawford et al., 1995; Sherwood, 1983; Woods & Macaulay, 1987). Even 

utilising internal human resource employees has been found to influence responses and it is 

generally accepted good practice to engage a third party vendor to facilitate the process (e.g., 

Brooks & Fache, 2007; Crawford et al., 1995; Lambert & Ma, 2010a; Woods & Macaulay, 

1987). Ma and Lambert (2010a) advocate an external party who adheres to strict privacy 

principles to assure departing employees of confidentiality in exchange for open and honest 

feedback. 
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The third consideration revolves around administrative issues, and involves the uniformity, 

reliability and quality of the data collection process. This consideration includes several 

features, the first of which is the need to be consistent in the method used to obtain feedback, 

as employees may respond differently to face-to-face interviews, surveys, and telephone 

interviews (Lambert & Ma, 2010a; Rogelberg, 2004). Next, with exit interviews it is 

recommended to utilise a more interactive process to clarify issues, dig deeper, and probe 

responses (e.g., Bruce, 1988; Crawford et al., 1995; Jurkiewicz, Knouse, & Giacalone, 2002). 

There needs to be a focus on exploring the real reasons for leaving and the extent an 

organisation's culture may have impacted the decision (Faragher, 2008; Woods & Macaulay, 

1987). This requires interviewers that are well trained and knowledgeable of issues around 

data collection quality, consistency, and reliability (e.g., Brooks & Fache, 2007; Flint & 

Webster, 2008; Johns & Singer, 2007; Whitis & Whitis, 1983). 

 

The next consideration, still within administrative concerns is quality control. Like any other 

data collection process, exit interview responses may contain inconsistencies, errors, 

inaccuracies, and omissions making it important to have a procedure to check for these 

inconsistencies before the data analysis process occurs (Lambert & Ma, 2010a). In an 

interview situation, whether face to face or over the phone, it is possible to make use of the 

interdependent nature of many issues to check for internal consistency. For example, having a 

mixture of open and close-ended questions to probe specific areas of interest and provide 

evidence of internal consistency (e.g., Bruce, 1988; Crawford et al., 1995; Jurkiewicz et al., 

2002). 

 

Another consideration is the content of the exit interview itself. Content is both an 

administrative and methodological concern, with the key challenge being the need to 

differentiate between drivers of turnover and general dissatisfaction (Lambert & Ma, 2010a). 

The strategy to mitigate these concerns is to emphasise the importance of carefully 

structuring the exit interview to identify drivers of turnover, the relative impact of different 

reasons, and the broader factors that drive turnover (Lambert & Ma, 2010a). Detailed 

biographical data should also be collected to allow for flexible employee segmentation to 

enable exploring the drivers of turnover across different factors, and when producing reports 

for management that will be valued (e.g., Age, Gender, and Occupational Group) (e.g., 

Becker, et al., 2009; Noble & Schewe, 2003).  
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The next consideration revolves around the interview request process, which is ostensibly an 

administrative issue, but also with considerable methodological consequences. Exit interview 

validity is enhanced by a high response rate which flows through into improved reliability, 

consistency, and results being representative of the broader employee population (Rogelberg, 

2004). According to Lambert and Ma (2010a) an effective interview notification process has 

three characteristics, starting with early notification of an employee leaving to ensure. This 

not only ensures a smoother exit process for the employee, but also researchers have found 

exit interview participation rates are higher for interviews conducted before the employee 

leaves (e.g., Bruce, 1988; Johns & Singer, 2007; Sherwood, 1983; Woods & Macaulay, 

1987). There should also be a clear explanation of the purpose, value, and importance of the 

exit interview process, as well as closing on a positive note and thanking the employee for 

their participation (Crawford et al., 1995; Frase-Blunt, 2004; Grensing, 1990; Hilb, 1978; 

Woods & Macaulay, 1987). Lastly, there should be a follow-up process for employees who 

have not participated or been missed. The overall purpose of such features is to provide a 

safe, non-threatening, professional and even enjoyable process which should result in more 

responses that are also higher quality. 

 

The final consideration is to ensure exit interview outcomes and reports are provided to 

managers for appropriate action. On the surface this is primarily an administrative concern, 

but it also has methodological ramifications. For example, researchers have found if 

employees see their feedback being valued, acted upon, and used in an appropriate manner, 

they are more likely to respond with accurate, honest, and open feedback (Giacalone et al., 

1997; Kraut, 2006b; McConnell, 1992; Woods & Macaulay, 1987). To maximise the utility 

of feedback, key decisions makers must have input into the process and openly endorse it, 

ensure reports are both easy to understand and provided in a timely manner, and any remedial 

actions clearly communicated and prioritised (Johns & Johnson, 2005; Levin, 2007). Much 

like many other organisational improvement processes, if there is no follow-up or intent to 

act on findings, it has been strongly argued there is little point conducting exit interviews in 

the first place (Brooks & Fache, 2007; Fottler et al., 1995; Jurkiewicz et al., 2002; Levin, 

2007; McConnell, 1992). 

 

In summary, researchers and practitioners have raised a series of administrative and 

methodological concerns which have been shown to impact exit interview quality, reliability, 

and validity. With appropriate strategies, practices, and processes devised to offset and 
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control for these concerns, exit interviews can be a valuable source of information, as 

described in the following sections. 

 

Current Study 

A series of exit interviews were conducted over a two-year period using an approach that was 

consistent with the recommendations discussed above. Following on from the Retention 

Survey (Chapter 4) and Group Interview process (Chapter 5), the purpose of the exit 

interviews was to explore the reasons employees left the host organisation, identify the 

prevailing work problems and organisational realities, and provide practical strategies to 

effect change. 

 

Method 

Participants 

Over a period of 24 months, approximately 1078 employees left the host organisation; of 

these 372 exit interviews conducted. As will be described in more detail below, following a 

data cleansing and filtering process a final pool of 347 respondents were retained for analysis, 

representing 32 different distinct occupations, were predominantly male (62%), ranged in age 

from 17 to 68 years of age, had tenure with the organisation ranging from less than 6 months 

to over 25 years, and came from every geographic region across the state.  

 

Procedure 

The current study consisted of a series of structured exit interviews taking approximately 30 

minutes each, conducted with employees over the phone who exited from the host 

organisation between December 2006 and December 2008. The utilisation of exit interviews 

is consistent with the overall research design such that they: directly explore the phenomena 

being explored (i.e., turnover) (e.g., Flint & Webster, 2008); embody a mixed methods design 

by introducing another data source (e.g., Creswell & Plano Clark, 2011); brings in the 

participant perspective and triangulates findings (e.g., Bluhm, Harman, Lee, & Mitchell, 

2011); administered throughout the research process and thus will be longitudinal in nature 

(e.g., Mitchell & James, 2001); and explore day-to-day work problems and organisational 

realities (e.g., Williams et al., 2008).  

 

Highly trained, external, third party human resource professionals were engaged to conduct 

the interviews. Lambert and Ma (2010a) argued that a critical element of any exit interview 
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process is the people who conduct the interviews and extent to which they are prepared for 

the task. In this respect, the primary researcher conducted a training session with the 

interviewers covering the proposed exit interview policy and process, exit interview content, 

and role expectations. The session also included role-plays with hypothetical participants, and 

critical incident scenarios. Interviewers were encouraged to probe responses with extra 

questions, actively clarify issues and responses with participants, and request more 

information to explore an issue or comments as appropriate (Johns & Singer, 2007; Knouse et 

al., 1996; Lambert & Ma, 2010a). Importantly, it was made clear the role of the interviewer 

was to be a neutral listener and faithfully record exit interview responses (Feldman & Klaas, 

1999; Frase-Blunt, 2004).  

 

Another characteristic was the structure of the exit interview process which was built around 

three phases. The first stage started with the notification process informing the external 

interviewer to send out an invitation to participate. As part of the invitation process, a "three 

strikes" follow-up rule was implemented, such that if an employee was contacted three times 

to participate and either declined to respond or was not able to be contacted, that employee 

would not be contacted further. It should be noted this practice was well received by 

managers as it helped to reduce costs and employees as it prevented people feeling harassed 

to participate (Lambert & Ma, 2010a). The second phase revolved around an introduction to 

the exit interview process, including purpose, intent and value, and an informed consent 

process. Once informed consent was provided employees were then taken through the third 

phase which revolved around the interview questions and closure thanking them for their 

participation. Responses were collated on a monthly basis and sent them through to the 

researcher for further analysis. 

 

Data collection, processing, and analysis 

Upon receiving the collated responses the next step involved a quality control and review 

process of employee responses to maximise data quality, reliability and validity (Lambert & 

Ma, 2010a). The first task was to ensure responses to employee demographic data questions 

were consistent, easy to read, accurately recorded, and where appropriately collated into 

various sub-groups to facilitate further analysis. For example, even relatively simple 

demographic categories were found to have been recorded in different ways due to typing 

errors and phrase reductions. When inconsistencies and missing responses were located, 

employee master data was referenced to fill in missing responses where possible, and ensure 
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the correct value was recorded. Another part of this task was to ensure various demographic 

categories were consistent with the retention survey, and to protect employee confidentiality 

when it came to reporting results to managers. In the future, greater use of drop-down menus, 

pre-populated e-forms, and automated systems would mitigate the need for such procedures. 

The next stage involved filtering out responses from; employees who had not voluntarily left 

the organisation (e.g., involuntary termination due to poor job performance, decision not to 

extend a temporary contract), casual employees, vacation students, scholarship holders, and 

contractor responses which resulted in a final pool of 347 responses being analysed. The 

purpose of filtering such responses was to ensure only responses from employees who 

voluntarily left the organisation were included in the analysis. This had the added advantage 

of enhancing manager confidence in the process with the residual benefit of increasing the 

likelihood of results being acted upon (Johns, 2007; Woods & Macaulay, 1987). 

 

After collation, cleaning, checking, and filtering interview responses, the qualitative 

responses were analysed, following the same approach as discussed in the Group Interviews 

(chapter 4). Employee qualitative responses were scrutinised utilising content thematic 

analysis to identify and classify emergent categories and issues across participants relevant to 

the questions being investigated (Braun & Clarke, 2006; Duriau et al., 2007; Lee, 1999; 

Marshall, 2002; Miles & Huberman, 1994). As discussed in the group interviews, thematic 

analysis is an inductive approach with the categories emerging from the data itself, rather 

than following a pre-existing theoretical framework (Braun & Clarke, 2006; Duriau et al., 

2007; Miles & Huberman, 1994). The process of theme identification and coding followed 

the same steps as suggested by Barun and Clark (2006) and described in the group 

interviews-study 3, namely: read through all comments; generate initial codes; identify lower-

order categories based upon semantic meaning; review and identify high-order categories; 

define high-level categories; conduct frequency analysis; and produce a summary report. 

 

The high-level categories and sub-categories were codified into an exit interview data 

dictionary, with a full copy provided in Appendix D - Exit Interviews. The data dictionary 

emerged from a series of consultative workshops and discussions between the primary 

researcher and another member of the organisational development team who acted in the role 

of secondary researcher for this step. Where there was a difference in opinion between the 

two researchers, points of view were reviewed until a consensus was reached. A reliability 



239 

 

analysis between the researchers was not conducted as the final outcome was envisaged to be 

a consensus viewpoint, which would then be used as the basis for further analysis.  
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Exit interview responses were re-analysed using the data dictionary and results reported by 

the frequency of high-level categories and subcategories. The frequency was derived from the 

number of times the same high-level category or subcategory were mentioned, then presented 

as a percentage (or proportion) of the total number of comments provided by all participants. 

High-level categories and sub-categories with a higher number of responses was assumed to 

be more important for the overall population of voluntarily exiting employees. The 

distribution of high-level categories and subcategories were also analysed across selected 

demographic variables in alignment with the retention survey and group interviews, which 

will be discussed in more detail in the results section. 

 

Questions 

The exit interview utilised a structured telephone interview consisting of two main 

components as displayed in Figure 6.1, starting with an introduction and informed consent 

process, then progressing to the exit interview itself. The exit interview consisted of three 

groups of questions, starting with demographic indicators such as employee age, tenure, and 

position information. Next there were two open-ended questions investigating the reasons for 

leaving, namely: “what was the last specific incident or problem that caused you to start 

looking for alternative employment?”, and “what were the larger, prevailing conditions that 

contributed to your decision to leave?” The original intent was to analyse these questions 

separately however it was observed responses tended to be the same, therefore it was decided 

to combine responses.  

 

The third group of questions revolved around prevailing work conditions and organisational 

realities, including: “what are the advantages of working in the host organisation?”; “what 

are the disadvantages of working in the host organisation?”, and “what changes would have 

led you to reconsider your decision to leave and/or make your job better?’ The guiding logic 

for these questions was that "advantages" and "disadvantages" could highlight areas of 

practice or organisational functioning that were working effectively, and others that were not. 

Furthermore, employee suggestions on how to make their job better would likely highlight 

areas employees perceived needed to be changed and thus reflect organisational problems 

which needed to be addressed. It was also anticipated these questions would act as an 

indicator of internal consistency, with the expectation reasons for leaving and organisational 

disadvantages would be related. A complete copy of the exit interview instrument is provided 

in Appendix D - Exit Interviews. 
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Component Content area and questions 

Introduction and 

Welcome 

Objectives, study process, expectations, use of data, reporting, 

contact information, and ethical issues 

Key Questions:  

Demographics 

Position, location, occupational group, age, tenure, and gender 

Key Questions: 

Reasons for 

Leaving 

• What was the last specific incident or problem that caused you to 

start looking for alternative employment? 

• What were the larger, prevailing conditions that contributed to 

your decision to leave? 

Key Questions: 

Prevailing work 

realities 

• What are the advantages of working in the host organisation? 

• What the disadvantages of working in the host organisation? 

• What changes would have led you to reconsider your decision to 

leave and/or make your job better? 

Closing Thanks for participation and next steps 

 

Figure 6.1. Exit Interview structure and questions 

 

 

Results 

Exit Interview Participants 

An analysis of the demographic traits such as age, gender, tenure, career stage, and 

occupational background of the exit interview participants was conducted to explore the 

extent to which the exit interview sample was representative of the population of employees 

who left the organisation over the same period.  

 

As displayed in Figure 6.2., 35% of interview participants were aged less than 30, 27% from 

30 to 39 years, 14% from 40 to 49 years, 15% 50 to 59 years, and 7% 60 years or greater. The 

age distribution of eligible employee exit interview participants resembles those of all 

separations, with a slightly higher proportion of employees being interviewed in the 25 to 34 

age groups, and slightly lower proportions of the 40 to 54 age groups. A two-tailed, 

dependent samples t-test demonstrated no statistical difference between the mean age of the 
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exit interview participants, and all employees who left the host organisation during the study 

period ( t = 0.511, p >.05). 

 

Figure 6.2. Distribution by age group of eligible exit interviews versus all separations 

 

The distribution of exit interview participants by organisational tenure, as displayed in Figure 

6.3, reveals 29% of interview participants with less than 1 year of tenure, 23% 1 to less than 3 

years, 12% 3 to less than 5 years, 14% 5 to less than 10 years, and the remaining 21% had 

more than 10 years of tenure. The pattern of exit interview participants resembles all 

employees who left the host organisation over the same period, although there was a lower 

proportion of separations with less than 12 months tenure. This difference can be attributed to 

the number of short-term, temporary employees who left the organisation and were filtered 

out of the exit interview response pool for reasons already discussed. 

 

 

Figure 6.3. Distribution by tenure of eligible exit interviews versus all separations 
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The gender distribution of employees who separated, compared with those who participated 

in exit interviews was the same in each group, recording 38% female, and 62% male, as 

displayed in Figure 6.4. 

 

Figure 6.4. Distribution by gender of eligible exit interviews versus all separations 

 

The distribution of employees by career stage across all separations and the exit interview 

participants is displayed in Figure 6.5. Results indicate a slightly lower (41%) proportion of 

exit interview participants designated in the middle career stage, versus all separations (45%). 

The senior stage by comparison recorded a slightly higher proportion for exit interview 

participants of 21% as opposed to 17% for all separations. 

 

Figure 6.5. Distribution by career stage of eligible exit interviews versus all separations 

 

The last demographic analysis focuses on the occupations of employees who left the 

organisation in comparison with those who participated in the exit interview process. As 

described previously, there are 44 distinct occupational groups across the organisation. Each 
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occupational group encapsulates distinct clusters of knowledge, skills, and experience to 

perform a particular role or task, with seven groups having been identified in the diagnostic 

process (study 1) as being critical to the business namely: civil engineers; planning and 

designers; transport planners; project managers; mechanical fitters; electrical technicians, and 

construction technicians (DMR, 2006c). As one example, transport planners investigate 

population change, transport usage, and service expectations, and taking these factors into 

consideration prepare detailed long-term plans for transport corridors and future transport 

infrastructure needs. 

 

As displayed in Figure 6.6, the distribution of respondents across the seven critical 

occupational groups who participated in the exit interview process varied considerably with 

the proportion of employees who separated from the organisation over the study period. For 

example, 19% of all separations were designated Planning and Design, while only around 6% 

of exit interview respondents were from this group. While civil engineers, project managers 

and mechanical operations employees were more prominent in the exit interview sample in 

comparison to their distribution in the employees who left.  

 

 

Figure 6.6. Distribution by critical occupational group of exit interview participants versus all 

separations 

 

To some extent differences in the proportion of occupational groups participating in the exit 

interview process was predictable. For example, managers across the areas where employee 

shortages were acute, were highly motivated to ensure employees were provided an 
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opportunity to participate in the exit interview process. The observed gap in respondents from 

the planning and design is also of interest given results from the retention survey and exit 

Interviews indicated these employees tended to have high a higher level of dissatisfaction 

with the organisation. The smaller proportion of participants suggests that one of the potential 

ramifications of dissatisfaction was a lower exit interview participation rate, or alternatively it 

may be that only the most dissatisfied chose to participate. 

 

In summary, the exit interview sample is broadly representative of the employees who left the 

organisation over the study period. Despite this, some differences between the exit interview 

participants and the total group of separating employees were found, which needs to be taken 

into account particularly when considering occupational group outcomes. 

 

Reasons employees leave 

The study pool of 347 participants provided approximately 40,000 words of feedback, 

expressing 745 reasons for leaving, averaging 2.2 reasons per participant. It is important to 

note that most employees found their employment experience to be positive with many 

comments expressing regret at leaving, such as "have enjoyed my time", "hard decision to 

leave...", and "grateful for the opportunities I have had". Although the qualitative 

components of the exit interview were divided into two sections covering the reasons for 

leaving and work problems and organisational realities, in practice the boundaries were often 

blurred and strongly associated, such that work issues turned into reasons for leaving 

particularly when those issues were perceived to have little prospect of changing. 

 

The single most commonly stated reason for leaving related to remuneration and benefits, and 

specifically pay being perceived as being too low "Salary in my new role is 35% higher", "I 

feel I am underpaid", and "going to private-sector with better remuneration". Many 

participants included a qualifier this, indicating that although remuneration was a factor, it 

was not the only one, for example "Pay was a factor...", "remuneration was a contributing 

factor", and "rem was attractive but not a key factor". Beyond pay, other conditions and 

benefits of employment were raised, including "I will have a car, phone, laptop and salary 

sacrifice options...", "I will get company shares in new role", and new role has "less hours, 

more money, car, mobile and laptop". Given the host organisation was a public-sector 

agency, remuneration and employment benefits were highly regulated and expected to be an 
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issue, particularly given the prevailing labour market conditions as described in the 

diagnostic process. 

 

Pay and conditions of employment attracted many comments, however so did reasons 

associated with career development "better career advancement", "development needs were 

not met", and promotion opportunities "better career advancement", and "more opportunities 

to get ahead". Associated with career advancement and development, many participants 

commented on diversity of work "variety of work will be better", "broader range of 

experience", opportunities to learn new skills and knowledge, "wanted to broaden 

experience", and "I was just not learning anything anymore". Another related factor was 

desire to study, gain a trade and improve qualifications "want to progress studies", "wish to 

pursue new qualification", and "getting my trade certificate". It was particularly concerning 

that several employees who left to gain further qualifications were in areas critically-

important to the achievement of organisational objectives, such as engineering and building 

trades, and yet felt they were not being supported. 

 

As well as factors associated with remuneration package and career development, various 

personal factors featured prominently in exit interviews, including the new role being closer 

to home "I wanted to be closer to home", "new role is closer and shorter commute", and 

desire to relocate "partner relocating", "moving interstate", "moving to a country with 

cheaper houses", and personal concerns with the work environment "was made promises that 

did not get fulfilled", "six supervisors in three years, no stability", "more flexibility in work 

hours", and "hours too long". Also associated with personal reasons, family issues were 

another important consideration, and included "had to move for family reasons", "had to 

leave for family responsibilities", and "partner unable to get work visa so had to leave". 

Often associated with family issues, another personal reason revolved around personal health 

with comments including "had to quit due to ill health", "series of health issues at work", and 

"ongoing stress at work was affecting health". Rounding out personal issues there was also 

the notion of time to move on "having a break", "no specific incident - just needed a change", 

and for some a desire to be self-employed "I want to work for myself". 

 

Another area that emerged, which was related to remuneration, career development and 

personal concerns, was job satisfaction and motivation. Job challenges attracted the most 

comments "new role is in a challenging area", "more demanding role", and "I am not being 
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challenged enough, wanted something new", as well as job satisfaction "want more enjoyable 

satisfying work", and "need something more personally satisfying". Associated with being 

more personally satisfying, was having a role that utilised more of an individual's skills and 

knowledge "better use of my skills", "my skills are just not being used where I am now", and a 

higher level of autonomy "I will be more independent", and "I will be more empowered in the 

new role". 

 

Intersecting with job satisfaction, motivation and autonomy, respondents also commented on 

the work environment and culture issues, particularly the perception of bureaucracy and red 

tape "no bureaucracy and challenging new position", "too many levels of management in my 

current role", and "bureaucracy and red tape a major issue in my current role". Importantly, 

one of the key concerns with bureaucracy was not just the constraints on employee pay and 

benefits, but also in terms of getting things done "too bureaucratic and difficult to get things 

done", and in my new role "I will be more able to achieve results". Such concerns were also 

associated with perceptions of the quality of leadership across the organisation, attracting 

comments such as "management style a concern", "my supervisor had poor skills", and 

"conflict with management".  

 

As described in the data processing and analysis section of the method, employee responses 

were categorised into 57 sub-categories, and clustered into 8 grouping categories. As with the 

Group Interviews, the sub-categories encapsulated clusters of comments with the same basic 

meaning. For example, the remuneration sub-category covered comments associated with 

employee pay, such as "I am not paid enough", "the new role includes a pay increase", and "I 

think I should be paid more". Associated sub-categories were grouped into higher level 

categories or themes. For example, the sub-categories remuneration, work-life balance, job 

security, overtime, and package benefits were associated with the overall benefits and 

remuneration, so were clustered into that category. 

 

The exit interview categories were deliberately derived separately from, and independently 

of, the group interviews. Given the similarities in the subject matter however, many of the 

categories were closely related. Table 6.1 provides a list of the sub-categories, including a 

description of each and associated high-level categories they have been associated with. A 

full list of the high-level categories associated sub-categories, and example comments has 

been provided in Appendix D - Exit Interviews. 
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Table 6.1.  

Exit Interviews High-Level Categories and Associated Sub-Categories 

Category Sub-Category Description 

Benefits and 

Remuneration 

Remuneration Remuneration insufficient, or remuneration at new employer 

better 

Work/Life Balance Unable to access flex time, work life balance not being 

managed  

Job Security Access to a permanent role, or working on a temporary 

position 

Overtime Unpaid for overtime work, excessive overtime burden 

Special circumstances Lack of financial support relocating interstate/overseas, and/or 

housing package. 

Package Benefits Car, Phone, leave, computer, superannuation. 

 

Culture Bias Employee perceives that there is a ‘boys club’ attitude, or age 

bias or attitudes 

Bureaucracy Employee felt that there was too much bureaucracy and red 

tape 

Engineer Focus Concern of an emphasis on engineering roles at the detriment 

of other employees 

Geographical bias Perceived cultural bias towards one or more geographical 

regions or business units. 

Innovation Lack innovative work practices, not encouraged to be 

innovative, new employer more innovative 

Public-Sector Perceived stigma to working in the public-sector, or public-

sector culture fit concerns 

Job Satisfaction 

and Motivation 

Autonomy Lack of autonomy to carry out job in the way they wanted 

Challenge Lack of challenging work, need more challenge 

Direction Lack of direction, vision, work goals 

Flexibility Lack of flexibility to carry out their job as they would have 

liked. 

Job Satisfaction Work more enjoyable, satisfying, or interesting 

Meaningfulness New role offers sense of more meaningful work 

Reputation Host organisation reputation viewed negatively, new employer 

reputation better 

Support and resources Insufficient support network, or not enough resources to do the 

job 

Travel Role incorporated too much travel, new employer requires less 

travel 

Using all skills Skills were not being used, new employer offers a chance to 

use more of their skills 

Justice Equity The employee feels that some work practices are not equitable, 

e.g. promotions made on the basis of tenure rather than merit. 

Management 

and Leadership 

Change Management Change is not being properly managed 

Communication  Communication does not meet the needs of the employee 

Direct Supervisor Direct supervisor not meeting needs of the employee, conflict 

with direct supervisor 

Leadership Lack of leadership or promise of better leadership in new role 

Performance Management Performance of self or others is not being properly managed 

Senior Management Senior management not meeting the needs, conflict with senior 

management 
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Personal Change in location Needed to change location, job changed location and could not 

move, partner relocated  

Closer to Home New position closer to home, more convenient, better location, 

shorter commute, closer to family 

Conflict Employee experienced conflict with others, at any level 

Family issue Employee indicated family issue could not stay, e.g. carer, 

having baby, stay at home parent. 

Headhunted Employee was headhunted by new employer 

Health Health was being affected, health prevented them from 

working, position too stressful 

Personal Having a break from current job to think about future, or 

miscellaneous personal reason  

Self employed Employee starting up own business 

Time to move on 

 

Just time for a change, or to move on 

Travel 

 

Employee wanted to travel or go on extended holiday 

Working environment Dissatisfied with current working environment.  New employer 

offers preferable environment. 

Workload Employee indicates that they experienced an excessive burden 

of work 

Personal Career 

Development 

Career Change Employee has indicated a significant career change as part of 

their reasons to leave 

Career Development Lack of sufficient career development, or new employer has 

preferable career development. 

Diversity of work Insufficient diversity of work, new employer will provide a 

diverse program of work 

No Career Options No further career options, career path more clearly defined at 

new employer 

Promotion Lack promotional opportunities, new role a promotion, more 

opportunities at new employer. 

Skills and Knowledge  Skills and knowledge not being developed, and belief this will 

be better at new employer. 

Study support Lack of access to study support, new employer has preferable 

study support 

Study/Education/Trade 

Qualifications 

Employee left to pursue further study, certifications, or trade 

Training Lack of training opportunities, new employer provides more 

training opportunities. 

Retirement Retirement Employee indicated they were planning to retire 

 

As with the group interviews, exit interview responses were subjected to a frequency analysis 

to identify response trends and differences across various dimensions of interest. 

Furthermore, exit interview high-level categories and sub-categories were also open to 

interpretation with conceptual overlaps, logical associations, and categories that captured key 

contextual issues revolving around the research setting. 
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One area of considerable conceptual overlap, also discussed in the group interviews, was 

personal career development and remuneration, particularly in terms of promotions. 

Employees tended to talk about promotions in terms of the opportunity to get new 

experience, skills, and knowledge and as a reward for high job performance. Although 

promotions included an increase in salary and benefits, it was the prestige of the new role that 

seemed to be the primary benefit not the pay, which is why they were categorised in terms of 

career rather than remuneration. Furthermore, the concepts of pay and career 

progression/development tended to be spoken in separate terms with a number of participants 

even providing different value judgements on their relative worth to them, which suggested 

although associated they were considered separate in the minds of employees. 

 

Another area that was difficult to classify was where employees indicated they had been 

headhunted. Headhunting typically involves a personalised recruitment process with 

recruiters contacting an employee directly to highlight an opportunity irrespective of whether 

they had applied, and often resulted in a promotion, higher remuneration, and more benefits. 

In terms of the headhunting process, it was difficult to determine what the driver of the 

experience was in terms of the decision to leave. The most appropriate category was based on 

employee comments that revolved around prestige or personal sense of pride in being 

proactively approached, which suggested the key component of the experience was the 

personal sense of satisfaction that being headhunted represented. 

 

In terms of logical associates, remuneration, employment benefits, career progression, 

training and employee satisfaction and engagement often appeared together. Promotions were 

seen as a key component of career progression, and also came with more pay and benefits. 

Training was a regarded as part of career progression, skills development, and high job 

satisfaction. Furthermore, the lack of training, less challenging work, repetitive and 

bureaucratic tasks were also associated with lack of opportunity, career stagnation and 

subsequent turnover. These kinds of interactions were reflected in the observation that very 

few employees indicated just one reason or driver in their decision to leave. 

 

Another source of categories reflected contextual issues of the research setting and were 

sources of potentially important moderators in the decision-making process. For example, 

employees commented on the perceived differences between the regional districts in terms of 

opportunities and resources, issues with working in the public-sector, and specific comments 
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related to the working environment in effect at the time. In summary, the categories were 

intended to help make sense of the feedback from interview participants. The idea was to 

bundle like comments in a way that captured the reasons employees left the organisation, 

made sense to managers, and helped guide the development of strategies to effect change. 

The next stage consisted of conducting a frequency analysis across various factors of interest. 

 

Frequency analysis of feedback from participants 

As described in the procedure, participant comments were clustered into 8 high-level 

categories that encapsulated the 57 sub-categories of issues and experiences involved in the 

decision to leave. Frequency analysis involved a count of interview discussion points across 

all the categories and sub-categories, before calculating the percentage of comments that 

were clustered into the various categories. The number and proportion of comments was one 

indicator of the strength and extent of issues raised. 

 

Most responses, representing 88% of all comments, were spread across four of the high-level 

categories, namely: personal and career development needs (26%); benefits and remuneration 

(25%); personal issues (24%); and job satisfaction and motivation (12%). The highest 

number of comments, 193 representing 26% of all responses, were clustered in the personal 

and career development category, while the second highest with 185 comments was personal, 

and third with 181 comments was benefits and remuneration. There were substantially fewer 

in the fourth category job satisfaction and motivation which had 93 comments categorised. 

The distribution of comments across each of the eight high-level categories is displayed in 

Figure 6.7. 

 

 

Figure 6.7. Distribution of comments by high-level category 
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Across the 57 sub-categories the majority of responses, representing 61% of all comments, 

fell into eleven sub-categories as displayed in Figure 6.8, with the top three categories being 

remuneration with 122 comments (16%), limited career development opportunities with 76 

comments (10%), and limited availability of benefits had 38 comments (5%). The number of 

comments referring to remuneration was higher than expected given results from the group 

interviews and retention survey. 

 

 

Figure 6.8. Distribution of comments by the top sub-categories 

 

In summary, exit interview participant reasons for leaving were clustered into the high-level 

categories of personal and career development, personal reasons and benefits and 

remuneration. The sub-categories for leaving largely revolved around remuneration, career 

development, and other benefits of the employment package. A full breakdown of the 

distribution of comments by high-level category and associated sub-categories is provided in 

Table 6.2. 
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Table 6.2. 

Summary of Stated Reasons for Leaving by High-Level Category and Sub-Category 

  



254 

 

Demographic differences in the stated reasons for leaving 

Various demographic factors were expected to be related to the decision-making process, 

including: demographic differences (e.g., gender, age), career stage, and occupational group. 

Exit interview responses were analysed across these dimensions to explore potential 

differences in the motivations to leave. 

 

Gender 

The gender distribution across the high-level categories is displayed in Figure 6.9. Results 

indicate males have a somewhat higher focus on remuneration and benefits contributing to 

the decision to leave attracting 27% of all comments as opposed to 21% for females, and a 

slightly lower focus on job satisfaction and motivation with males recording 12% of all 

comments as opposed to 15% for females. Females also recorded a higher proportion of 

comments in the personal category with 28% of all comments, while males recorded only 

22%. Personal and career development, management and leadership, and retirement by 

contrast attracted almost the same proportion of comments for both males and females. A 

more detailed breakdown of comments across the high-level categories and sub-categories 

has been provided in Table 6.3. 

 

 

Figure 6.9. Distribution of comments by high-level category and gender 
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Table 6.3.  

Summary of the Reasons for Leaving by Gender across Categories and Sub-Categories 
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A breakdown of comments by gender across the top high-level categories as displayed in 

Figure 6.10, highlights several other potential differences in the motivational focus for males 

and females. For example, "remuneration and pay" attracted 19% of comments for males, as 

opposed to 12% for females, and another reward component "package and benefits" recorded 

6% of comments for males and 3% for females, while the need for more "work diversity" 

attracted 5% of comments for males and 3% for females. The "family" category by contrast 

attracted 7% of comments for females and only 2% for males, "location" was 5% for females 

and 4% for males, and "job security" attracted 4% of comments for females as opposed to 0% 

for males. 

 

Figure 6.10. Top sub-categories by gender and all employees 

 

A breakdown of high-level category benefits and remuneration into its constituent sub- 

categories is provided in Figure 6.11. Males recorded a higher proportion of comments across 

"package benefits" and "remuneration" which again suggests a higher focus on pay and 

conditions of employment, such as: level of pay; provision of a company car, provision of a 

lap-top, and company phone. Females, by contrast, had a higher proportion of statements 

focused on "job security" and "work-life balance". This can be partly attributed to the higher 

proportion of women over men employed both on a temporary and part-time basis.  
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Figure 6.11. Breakdown of comments by gender across high-level category benefits and 

remuneration sub-categories 

 

The distribution of comments in the high-level category "personal", as displayed in Figure 

6.12, highlights more potential gender differences in the influence of family, work 

environment, and conflict on the decision to stay or leave. The "conflict" category in 

particular attracted 13% of comments for males yet only 4% for females. 

 

Figure 6.12. Breakdown of comments by gender across the high-level category "personal" by 

sub-category 
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In summary, results by gender indicate pay and conditions play a greater role in the decision 

to leave for males over females, while females tend to have a higher emphasis on job security 

and family reasons. The greater emphasis on job security for females is partly a consequence 

of the higher proportion of females (77%) in temporary positions amongst the employees 

who participated in the exit interview process. 

 

Age 

The results by age provides insight into the different career and personal needs of younger 

versus older employees over time, and for ease of interpretation results were split across two 

Figure 6.13 and Figure 6.14. The proportion of comments clustered around "personal and 

career development" recorded a high of 40% for employees less than 24 years of age, then 

gradually declined from 30% for 30 to 34 years, 20% for 35 to 39 years, 15% for 40 to 44 

years, to 9% for 55 to 59 years, and 3% for 60+ years of age. Job "satisfaction and 

motivation" comments, which are relatively low in the younger age groups, rises gradually 

until they represent 23% of all comments in the 40 to 44 year group, then gradually diminish 

again until by the 60 plus year group they are back down to around 3% of comments. 

 

Comments referring to "personal" motivations to leave gradually increased until peaking for 

employees in the 50 to 54 age bracket. Specific sub-categories in the personal category, such 

as "health" and "time to move on" were particularly prominent in the older age groups, yet 

barely registered for employees less than 50 years of age. Retirement by contrast, does not 

emerge as a factor at all until 50 to 54 years of age, and rises rapidly to dominate responses 

by the 60+ years of age group. High-level categories such as "justice", "management and 

leadership", and "culture" attracted relatively few comments overall, and demonstrated 

relatively little variation across the age groups. 
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Figure 6.13. Distribution of comments by high-level category and age group A 

 

 

Figure 6.14. Distribution of comments by high-level category and age group B 

 

Results across the age groups suggest the motivational drivers of employee retention vary 

over an employee's lifetime, tending towards a greater emphasis on personal and career 

development for younger employees. As employees age there is an increasing need to take 

account of personal issues, such as health and the timing of retirement. A more complete 

breakdown of the high-level categories and sub-categories across employee age groups is 

displayed in Table 6.4. 
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Table 6.4. 

Summary of Reasons for Leaving by Category and Sub-Category 
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Career Stage and Occupational Group 

As well as the demographic factors age and gender, career stage and occupational 

background were also expected to influence employee motivations. As discussed in study 2-

retention survey, career stage has been broken into four levels, namely junior, middle, senior, 

and executive. It should be noted however, due to the lack of exit interview participants at the 

"executive" stage, comments for senior and executive stages were combined. The lack of exit 

interview participants as the executive level is largely as a result of a senior management 

decision to hold discussions with these employees separately to the exit interview process. 

 

Career Stage 

The distribution of reasons for leaving across the career stages is reflective of the pattern for 

age. For example, as displayed in Figure 6.15, employees in the early career stage, much like 

younger employees, reported a higher proportion of comments focused on personal and 

career development issues, than employees in the middle and senior career stages who also 

tended to be older. Middle and senior employees meanwhile reported a higher proportion of 

comments focused on retirement, while early career stage employees reported only a few. It 

should be noted however a new employee can be recruited into a senior role and a long-term 

employee may not necessarily occupy a senior role. Results also show a gradual increase in 

the proportion of comments focused on job satisfaction and motivation from early to mid, to 

senior career stages. 

 

Figure 6.15. Distribution of comments by high-level category and career stage 

 

Given the largest difference across the career groups was in the proportion of comments 

focused on "career and personal development" theme, it was decided to look at the 

underlying sub-categories, as displayed in Figure 6.16. Results indicate that as employees 
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move through the early, to mid, to senior career stages, career and personal development 

needs become increasingly important in terms of the decision to leave the organisation. The 

distribution of comments by age suggested a diminishing importance of career and personal 

development over time, so there is something different happening for career stage as opposed 

to age.  

 

Gaining skills and knowledge attracted a higher proportion of comments for the junior and 

particularly the middle career stage as opposed to the senior and executive stages. Junior 

level employees also reported a higher proportion of comments focused on the need to gain 

qualifications as opposed to middle and senior stages. This likely reflects the tendency for 

people either finishing or about to finish their degrees who also lack experience, filling entry 

level roles. Overall, results highlight a potential organisational weakness in the ability to 

provide career and development needs as employees gain experience and responsibility.  

 

Figure 6.16. Distribution of comments in the "Career and Personal Development" high-level 

category by career stage 

 

Occupational Group 

As indicated previously there are 44 distinct occupational groups across the organisation. Not 

only would displaying results across each of these be impractical and difficult to interpret, but 

also for many groups the exit interview process only collected a small number of responses 

making the analysis of response patterns problematic. Therefore, in alignment with the 

critical occupations identified in chapter 3, results for eight selected occupational groups 

deemed to be the most critical to the business have been displayed in Figure 6.17 and Figure 

6.18.  
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Figure 6.17. Distribution of high-level categories by selected occupational group 

 

 

Figure 6.18. Distribution of high-level categories by selected occupational group 

 

Results indicate mechanical operations employees reported a high proportion of comments 

focused on remuneration and benefits, as well as some comments categorised in personal, 

personal and career development and culture. Construction technicians also reported a high 

proportion of comments focused on remuneration, as well as comments in the area of 

personal and career development which likely corresponds to the higher level of knowledge 

and expertise required in these roles in comparison to construction workers in general.  

 

Planning and design employees by contrast reported a high proportion of comments focused 

on personal and career development, with benefits and remuneration, and personal coming 

close behind. Civil engineers reported a similar proportion of comments focused on personal 

and career development, as well as benefits and remuneration. This is likely reflective of both 



264 

 

the level of knowledge and expertise required to do these roles, as well as the high 

remuneration these roles can attract in the broader market. Meanwhile, electrical technicians 

and transport and town planning employees reported a higher proportion of comments 

focused on personal, compared with the other occupations.  

 

In summary, results across the occupations indicate difference in the attitudes, norms and job 

environments encountered in each group, which were related to decisions to leave the 

organisation. Such variations appear not to be related with age or gender given each 

occupational group consists of range of employees across all the age groups and a mixture of 

gender. 

 

Work Problems and Organisational Realities 

Following the questions focused on understanding the reasons for leaving, the exit interview 

included three questions exploring the prevailing work conditions and organisational realities, 

including: perceived advantages; perceived disadvantages, and changes to make my job 

better. Advantages and Disadvantages will be presented together while changes to my job 

will be discussed separately. 

 

Perceived advantages and disadvantages 

The analysis of responses to the qualitative questions focusing on advantages, disadvantages, 

and job changes were subjected to the same analysis process as for the reasons for leaving. 

The categories that emerged were not the same as for reasons for leaving, however they do 

overlap. Tables 6.5 and Table 6.6 on the following page show participants provided 616 

statements relating to the advantages of working in the host organisation and 369 relating to 

the disadvantages.  

 

The difference in the number of comments provided for advantages and disadvantages is 

likely reflective of two issues. The scope of comments provided to “reasons for leaving” were 

similar to those provided to the question of “disadvantages”, and therefore it is likely 

employees felt they had already covered this question. Consistent with this, there were 73 

responses of "nothing further to add" in response to disadvantages, but only 4 in advantages. 

Secondly, the question asking participants to identify disadvantages was one of the last in the 

exit interview and therefore it is possible fatigue may have been a factor, with participants 

keen to finish and not fully engaging with the question. 
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The top advantages and disadvantages by the proportion of comments that were provided are 

displayed in Figure 6.19 and Figure 6.20 respectively. Overall, employees indicated 

"conditions of employment", work-life-balance", "positive work culture", "training and 

development", and "job security" were the main advantages attracting 59% of all comments. 

 

Figure 6.19. Advantages top categories 

 

In term of disadvantages employees indicated bureaucracy and red tape, lack of career 

opportunities, management, lack of remuneration, and poor culture as the main disadvantages 

attracting 60% of all comments. 

 

Figure 6.20. Disadvantages top categories 

 

As with the reasons for leaving, advantages and disadvantages were analysed across a 

number of demographic variables including: gender; age; career stage; and occupational 

group. Given the smaller number of comments to work with the range of group comparisons, 

particularly in regard to age, gender, and occupational group were constrained due to having 

enough data points to be confident of the results. 
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Table 6.5. 

Summary of Advantages of Working in the Organisation 

 

 

Table 6.6. 

Summary of Disadvantages of Working in the Organisation 
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Advantages and Disadvantages by Gender 

Advantages and disadvantages by gender are presented in Figure 6.21 and Figure 6.22 are 

largely consistent with previous findings. For example, a higher proportion of males 

identified "training and development", “job security”, and "satisfaction and engagement" as 

being an advantage versus females. For females however, areas such as "people I work with", 

"career opportunities", "good department" and "remuneration" as being more of an advantage 

than males. When it came to disadvantages, males were more focused on "bureaucracy and 

red tape" and "remuneration" as being key disadvantages, while for females "lack of career 

opportunities", "lack of training", and "poor HR processes" attracted a higher proportion of 

comments. 

 

Figure 6.21. Distribution of perceived advantages by gender 

 

 

Figure 6.22. Distribution of perceived disadvantages by gender 
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Perceived advantages and disadvantages were plotted by age group, as displayed in Figure 

6.23 and Figure 6.24. As stated previously, given the number of comments provided, several 

age groups were combined to provide a larger sample group for analysis. 

 

Figure 6.23. Distribution of perceived advantages by age group 

 

 

Figure 6.24. Distribution of perceived disadvantages by age group 

 

Results for perceived advantages indicate "conditions of employment" attracted a high 

proportion of comments across all employee age groups, while "career opportunities" and 

"remuneration" attracted the lowest proportion. Employees under 29 years focused many of 

their comments (21%) on "remuneration", with "work-life balance" coming in second with 

16%, and "positive work culture" third with 13% of comments. The 30-39 years group also 

had a high proportion of comments for "remuneration" and "work-life balance", in third place 
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however was "training and development" then "positive work culture" in fourth. For 

employees over 40 years there was a greater emphasis on "satisfaction and engagement" 

attracting 13% of comments in the 40 to 49 year group, and 12% in the 50-59 year group. 

Older employees over 60 years of age placed a high focus on job security, likely as a result of 

approaching retirement. 

 

Perceived disadvantages by age group, demonstrated almost every age group raised 

"bureaucracy and red tape" as being a distinct area of disadvantage, with the 30 to 39 year 

group focusing 21% of all their comments on this area. Lack of career opportunities, and 

remuneration also attracted many comments, with employees aged less than 30 years placing 

37% of all their comment in these two areas. For employees in the 40 to 49 year age group, 

"management needs to improve", lack of training", and "poor change management" attracted 

27% of their comments, while employee over 50 focused 10% of their comments on the area 

of work-life-balance.  

 

Advantages and disadvantages by career stage 

Figure 6.25 and Figure 6.26 display the distribution of perceived advantages and 

disadvantages by career stage. Results highlight the importance of career and personal 

development to employees, particularly in the early stages of their career. Results also 

highlight the transition from career and personal development being the most important factor 

at the more junior levels to an increasing focus on remuneration at the middle level. 

Furthermore, as employees progress through the organisation and into higher level positions 

of authority, they also report a higher degree of frustration with bureaucracy and red tape, 

change management processes and perception that management itself needs to improve. 
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Figure 6.25. Distribution of perceived advantages by career stage 

 

 

Figure 6.26. Distribution of perceived disadvantages by career stage 

 

Advantages and disadvantages by selected occupational group 

Figure 6.27 and Figure 6.28 display the distribution of comments against the top advantages 

and disadvantages by selected occupational group. Results indicate construction workers 

perceived job security and general conditions of employment to be distinct advantages, while 

work-life balance, although still attracting 6% of comments is not as highly regarding in 

comparison with civil engineers, designers, and project managers. Additionally, project 
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managers focus 16% of their comments in the area of career opportunities, civil engineers 

and designers put no more than 7%, yet project managers only put 7% of comments in 

conditions of employment while the other occupations put at least 15%. 

 

When it comes to disadvantages, the results across occupational groups displays a wide 

variation. For example, in regard to remuneration, only project managers rate culture as being 

a greater disadvantage than remuneration, and remuneration as a relatively small 

disadvantage in its own right. Interestingly, remuneration attracts 23% of all comments from 

designers, yet they are paid more than construction workers, yet bureaucracy only attracts 9% 

of their comments while civil engineers and project managers it is 21%. Work-life-balance is 

rated more of a disadvantage for construction workers and project managers, than civil 

engineers and designers. 

 

 

Figure 6.27. Advantages by selected occupational group 
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Figure 6.28. Disadvantages by selected occupational group 

 

Changes to make my job better 

Responses to "suggested changes to make my work better" analysed according to semantic 

content and across the demographic categories used throughout the current program of work, 

namely: age, gender, career stage, and selected occupational groups. As displayed in Table 

6.7, participants offered 374 comments, clustered into 25 distinct categories representing a 

similar level of feedback as for the question of perceived disadvantages. The top areas for 

suggested change and improvement, covering 71% of all comments, included: management 

(17%); remuneration (10%); career opportunities (10%); satisfaction and engagement (8%); 

HR processes and practices (7%); training and development opportunities (6%); work 

practices and processes (6%); conditions of employment (5%); job security (4%); and 

bureaucracy and red tape (4%).  
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Table 6.7 

Summary of Changes to Make Your Job Better 

 

 

Results by career stage as displayed in Figure 6.29, indicate the middle and senior career 

stages are particularly concerned with management improvement which is noteworthy given 

the majority of the “senior” group are managers in their own right and are thus largely 

suggesting their own skills need to be improved. 

 

 

Figure 6.29. Distribution of suggested changes by career stage 
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In summary, employees who left provided detailed suggestions about where improvements 

needed to be made in the organisation. For example, management employees highlighted the 

need to develop skills in dealing with employee performance management, employee 

conflict, providing more support to employees, and talking to employees about their career 

aspirations and needs. Concerns with specific HR practices were also raised, particularly in 

the areas of recruitment, performance management, consistency with HR policies across 

business units, and access to training. As raised previously employees also highlighted lack 

of consultation in the way changes were being implemented, frustrations with various work 

processes and procedures, disparities between regional and metro areas, and availability of 

career and personal development opportunities. The consistency of comments and 

perceptions across different questions provides confidence that the issues raised by 

employees are both genuine and strongly held. 

 

Discussion 

As part of a broader mixed methods investigation on turnover, SHRM practices, human 

resource capital, and employee and organisational outcomes, the primary purpose of the exit 

interviews was to: identify the factors that led employees to leave the host organisation; and 

investigate employee perceptions of work problems and organisational realities that may have 

been involved in the decision-making process. The exit interview consisted of a series of 

questions broken into three areas of interest, namely employee demographic information, 

reasons for leaving, and perceptions of work problems and organisational realities. As with 

the group interview process, the exit interviews were also sponsored by the senior 

management team and expected to provide practical and specific advice to positively 

influence turnover outcomes and improve organisational performance more broadly. 

Importantly, unlike the retention survey and the group interviews, the exit interviews were 

conducted with employees who left the host organisation which provided an opportunity to 

test and extend the findings of the previous two studies. 

 

When it came to the decision to leave employee comments clustered around personal and 

career development, employment benefits and remuneration, and personal concerns, 

attracting 75% of all stated reasons for leaving. In terms of key sub-categories, level of 

remuneration, lack of career development, overall employment package, change in location, 

desired for greater work diversity, retirement, and family reasons were the most prominent 

reasons for changing the employment relationship. Given concerns have been raised over the 
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validity of exit interviews (e.g., Fottler et al., 1995; Garretson & Teel, 1982; Giacalone & 

Knouse, 1989; Williams et al., 2008) it is useful to consider the results obtained in the current 

study with those of other studies using exit interviews. As displayed in Table 6.8, exit 

interview results on the reasons for leaving have been displayed alongside results from two 

other studies for comparison: 1059 exit interviews conducted in the hospitality industry in 

New Zealand (Williams et al., 2008); and 3,149 exit interviews conducted across various 

industries in the US (Branham, 2005). 

 

The first point of interest across the studies is the similarity in the types of factors involved in 

the decision to leave. Given these studies were conducted several years apart, in different 

industries, and different countries, the consistency in the types of factors involved in the 

decision to withdrawal is striking. Factors such as career growth, workload, concerns with 

leadership, job challenge, personal factors, desire to travel, and terms and conditions of 

employment featured across all three studies. In terms of the most prominent factors, the 

current study and Branham (2005) were very similar with key factors including career growth 

and development, remuneration and benefits, and work challenge.  

 

The top factors in Williams et al (2008) namely desire to travel and need to move were 

somewhat different to the current study, potentially reflecting the high utilisation of 

contingency workers in the hospitality industry. The proportion of comments attributed to 

various factors was also relatively consistent in the current study and Branham (2005). For 

example, career development attracted 10% of comments in the current study and 16% in 

Branham, while inadequate remuneration was 16% in the current study and 12% in Branham, 

while noting likely differences in how comments have been categorised across the studies 

makes a clear comparison challenging. The implication of the consistency of the results 

suggests not only the robustness of the current study, but also the utility of utilising an exit 

interview process. 

 



276 

 

Table 6.8.  

Comparison of Reasons for Leaving Across Three Exit Interview Studies 

 

 

Another feature of the exit interview results was the alignment of the stated reasons for 

leaving with organisational environmental context and work factors prevailing at the time. 

For example, mechanical operations employees who were particularly in-demand in the 

labour market (DEWR, 2006; Hagan, 2007) with a commensurately higher salary on offer, 

reported pay and conditions as both a key reason for leaving, and disadvantage of the 

employment relationship in the host organisation. Entry level administration employees by 

contrast, who were generally paid at market rates or better, tended to identify their terms of 

the employment relationship as an advantage, and hardly mentioned remuneration as a factor 

in their decision to leave. Employees in regional areas meanwhile were more likely to report 

disadvantages in areas such as career opportunities, promotions, and lack of access to training 

and development which reflected the nature of such offices that tended have relatively small 

numbers of staff and a more limited scope for career advancement.  

 

There are two implications from these results, as well as a potential reason for caution. The 

first implication is that the outcomes from organisational practices and SHRM interventions 

were not consistent or equally distributed across the business.  Employee feedback indicated 

such differences can create imbalances in outcomes for employees that then translate into 

perceptions of injustice, unfairness, resentment, and ultimately withdrawal. The second 
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consideration is that local conditions can interact with organisational practices in unforeseen 

ways, in some cases simultaneously creating a push factor to leave in one area, while in other 

areas a pull factor to stay. Managers need to be careful how strategies are implemented across 

the organisation, as well as vigilant to interactions with external events and how this may 

influence employee attitudes. The caution however is that as discussed previously, exit 

interviews have been criticised for the tendency of employees to provide socially desirable or 

expected answers that management want to hear (e.g., Giacalone & Duhon, 1991; Giacalone 

et al., 1995; Giacalone et al., 1997). This is a particular concern in the regional areas where 

employees also have strong community ties and all know each other. 

 

Prevailing work conditions and organisational realities were not the only factors found to 

influence motivations to stay or leave, demographic factors such as gender, age, and 

occupational background were also investigated. Responses by gender demonstrated 

systematic differences in the perceptions and concerns between males and females. For 

example, in terms of stated reasons for leaving, males tended to focus on financial issues and 

career development, while females focused on more personal concerns, family, work location 

issues, and particularly job security. Perceived organisational advantages and disadvantages 

were similarly distributed, with responses largely consistent with the stated reasons for 

leaving. Such results, particularly for females, were not only internally consistent but also 

consistent with previous research as summarised by Griffeth and Hom (2001). Importantly, 

across the host organisations, females filled a higher proportion of temporary and part-time 

roles with typically more limited access to training and development, fewer career 

opportunities, and less job security. For SHRM the consequence of these systematic 

differences are potentially profound and raises the question the extent to which employment 

outcomes for males and females are due to differences in job requirements or entrenched 

gender imbalance. 

 

Employee age also reflected distinct patterns in the reported reasons for leaving. Younger 

employees tended to focus on personal and career development issues, and particularly the 

need for increased work diversity, greater training and desire to gain 

professional/technical/trade qualifications and certificates. While older employees, reported a 

higher proportion of comments focused on personal issues and increasingly transitioned to 

retirement. Furthermore, across every age bracket employees showed a strong level of 

dissatisfaction with bureaucracy and red tape, and older employees strongly highlighted the 
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need to improve management. This is particularly interesting as many older employees were 

part of the manager cohort and were effectively commenting on the weaknesses of their own 

skills. Overall, age generated some of the clearest patterns across the reasons for leaving, 

consistent with the idea that employees move through distinct stages of development in their 

working life.  

 

The idea of distinct career stages has been postulated by several researchers (e.g., Cohen, 

1991; Levinson, et al., 1978; McElroy et al., 1999; Menguc & Bhuian, 2004), and is the 

rationale for the career stage variable in the current program of work. Career stage was based 

upon employee hierarchy, with entry level employees categorised as "junior", mid-level 

employees "middle", employees in senior roles "senior", and executive management roles 

categorised as "executive". The intention was for these categories to align with the four 

stages of career progression: establishment; advancement; maintenance; and disengagement 

(Lam et al., 2012; Ng & Feldman, 2007; Sullivan, 1999; Super, 1990). Results indicated there 

were differences in the career needs at different stages, with junior level employees more 

focused on gaining qualifications and experience, middle and senior more concerned with 

utilising skills and career development and remuneration, and executive winding down in 

preparation for retirement. Importantly, such differences were not age related suggesting a 

time-linked relationship or career clock which would begin at different points for different 

individuals depending upon background and experience (Gerber et al., 2009; Rush et al., 

1980).  

 

Another important source of information regarding attitudes and expected behaviour was 

membership of an occupation. An occupation not only defines a distinct identity, skills and 

capabilities, but will also encapsulate the social norms, expectations and beliefs of the 

occupational members which can collectively have a powerful influence on an individual's 

behaviour over time (Eder & Eisenberger, 2008; Ehrhart & Naumann, 2004; Gomez-Mejia, 

1984; Kohn & Schooler, 1973). As such researchers have been encouraged to investigate 

differences across various career and occupational patterns (Sullivan, 1999). Across the host 

organisation there were 44 distinct occupational groups, with several being assessed as being 

critical to the business including civil engineers, construction workers, mechanical 

operations, project managers, and transport planners. Results across the reasons for leaving, 

advantages/disadvantages and work problems were found to vary across the different 

occupations.  
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Importantly however, such patterns were not found to be contingent on the occupation alone 

but were also strongly influenced by the context of the local conditions where the employees 

were located. For example, mechanical operations employees were not only highly-in-

demand internally but were also highly valued in the broader market with commensurate 

pressures on the remuneration they could attract in the private-sector. Furthermore, they were 

largely located in remote regional areas, and had rates of pay lower than their private-sector 

peers and indicated pay, concerns with regional costs of living, and limited career 

opportunities as key reasons for leaving. In contrast, transport and town planners were more 

highly remunerated, and tended to be located in head office with easier access to promotional 

and career development opportunities and therefore their pattern of reasons for leaving 

reflected these differences. This suggests employee attitudes form patterns associated with 

their work colleagues, but also interact with the broader work team context, and location. The 

implication for managers is the need to get to know their work teams, understand the work 

unit context, local environmental conditions, and be mindful of the interaction between these 

factors and the impact on individual work attitudes, expectations, and behaviours. 

 

The last discussion point highlighted by the exit interview results is that each individual 

works within a context, and this context has a considerable impact upon work attitudes, 

experiences, concerns, and beliefs. Although the reasons for leaving were found to form 

patterns consistent with various demographic indicators, they were also strongly associated 

with prevailing work conditions and work realities. For example, key perceived advantages, 

such as work-life-balance, conditions of employment, and job security were largely absent as 

reasons for leaving for permanent long-term employees, suggesting such employees saw 

them as positive factors compelling them to stay. In contrast, temporary short-term 

employees who lacked job security, identified the need for such security as a key reason they 

left, while shift employees reported a higher prevalence of concern with work-life balance. 

Management either consciously or unconsciously accepted the trade-off of engaging a 

temporary worker with the higher risk of turnover, in exchange for not engaging a permanent 

employee with a potential risk of not being able to fund that role in the longer term. The 

implication is that management has a key role in making decisions about the work unit 

context and it could be argued turnover risk is ultimately aligned with the level of risk 

managers were willing to accept. 

 



280 

 

Implications for Management 

A number of implications for management emerges from the exit interview process. Firstly, 

as was apparent in the responses to focus groups daily frustrations with work systems, 

procedures and systems build over time. Seemingly small things add together to create 

considerable dissatisfaction, particularly if there is a perception of inaction or issues not being 

addressed. Results also reflected a perception of an imbalance in the allocation of 

organisational and individual outcomes based upon position in the hierarchy, location, and 

occupational background. These daily frustrations and perceptions of unfairness need to be 

acted upon as they create strong currents of dissatisfaction that then translate into increased 

employee flight risk. 

 

Differences in results across a range of factors including age, career stage, location and 

occupational background reinforces the need for managers to segment their workforce and 

target HR interventions more strategically. For example, offering study support to senior 

managers is unlikely to translate to lower turnover, while the same benefit to graduates and 

employees in the early stages of their career will be greatly valued. Furthermore, providing 

job performance incentives to employees on the verge of retirement will not have the same 

impact as having a phased retirement plan enabling an employee to gradually reduce their 

work hours while mentoring junior professionals as part of succession management strategy. 

The one-size-fits all approach of much of HR management does not suit the reality of the 

different backgrounds, and the needs and motivational concerns of the workforce. A key 

enabler of a more targeted approach to strategy implementation is the need for managers to 

engage with their employees and listen to, and act on concerns that are raised. This also 

means management need to critically examine, not just the outcomes of decisions but also the 

way in which decisions are being made, how employees are involved in decisions that impact 

them, and how change is managed.  

 

Implications for Theory 

In terms of implications for theory, the exit interview results were very similar to the focus 

groups in terms of; influence of external organisational context and environment; internal 

organisational context that operated across levels; and indications that the factors involved in 

the leaving process may be different to those involved in the process to stay albeit with a 

significant level of overlap. 
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Once more, local conditions interacted with organisational practices, sometimes in 

unforeseen ways. This highlights the concern that many assumptions either implicitly or 

explicitly underpinning the uniform application of theory to practice should be questioned. 

For example, HR practices once implemented are generally assumed to be uniform, 

consistent, or even constant over time, yet these assumptions appear to be unsafe given the 

responses of participants. Furthermore, HR interventions may have unintended consequences 

and should be monitored to ensure they achieve the outcomes expected. Results across the 

exit interviews, particularly given they were conducted across a large geographic region and 

over a two-year time period, indicated variations in implementation of HR policy across 

regions, between organisational units, and over time. 

 

One implication for research methods that emerges from the exit interview process is the 

importance of monitoring changes over time. As was highlighted in the gaps in SHRM 

research, relying on a cross-sectional design should be treated with caution. Exit interview 

results indicated the interaction between employee attitudes and environmental factors was 

both complex and dynamic. For example, very late in the course of the exit interview 

research period, the country was subjected to a major external economic crisis that had an 

immediate impact on turnover, to the extent that over a period of several months not one 

employee left. This was not some miracle intervention by management but wholly due to 

external events. Theory and research practice must include the consideration of external 

factors such as this within methodology. 

 

Limitations 

It was important for exit interviews to be representative of the broader population of 

employees who left the host organisation over the period of the study. Results supported the 

notion the sample was largely representative, however there were some differences. For 

example, temporary short-term contract employees were not included in the process, which 

resulted in a lower proportion of participants with less than 12 months of tenure. Employees 

from a professional and technical background and employees in senior roles tended to work 

in an office environment in head office, were easier to contact, and therefore more likely to 

participate. Lastly, the invitation process relied on managers to provide notification of 

employees leaving, which did not always occur in a timely manner. Overall, the sampling 

issues highlighted the importance of process simplification and automation to ensure 

everyone had equal opportunity to participate. 
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The importance of reasons for leaving was difficult to determine given the structure of the 

exit interview questions. Level of importance or impact on the decision to leave was largely 

inferred from the number of times each such reason was mentioned across the sample of 

employees. In hindsight it would have been beneficial to include questions asking employees 

to rate the level of importance of various issues on their decision to leave. This may have 

included an option to "score" various reasons on their relative importance, or at least to 

include an opportunity for employees to rank order reasons for leaving to obtain a more direct 

assessment of importance in the decision. Despite this, the study did give a strong indication 

of which reasons were most attended to by employees who left. 

 

The study was conducted in a state based public-sector agency, while also being conducted 

within a set of broader economic and environmental conditions that were particular to the 

time period, therefore the specific findings may not generalise. It is important to note 

however, given a key challenge of SHRM research is to identify and take account of potential 

moderators it is equally important to test approaches across different contexts to understand 

how they vary. 

 

Opportunities for Future Research 

During the analysis process employees sometimes commented on the time it took between an 

event occurring, or an attitude forming the decision to leave. Additionally, as discussed 

previously employees typically stated there was more than one reason that contributed to the 

development of a "tipping point" which led to a decision to leave. The notion of the 

employment relationship being constantly assessed and "weighed" with short term and long-

term events accumulating like a stay or leave "score" was also raised by several participants 

in the focus groups. It suggests employee experiences and organisational events are not 

treated as discrete incidents, but more like an accumulation of evidence, before a final 

decision is made regarding organisational membership. The implication of this is that the 

traditional exit interview as a cross sectional point in time process, may be missing the causal 

chain of the decision-making process. The opportunity is to change the exit interview from a 

reactive single point process, to a proactive "temperature gauge" that can be acted upon 

before the tipping point is reached, rather than trying to shut the gate after the horse has 

already bolted. 
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Conclusion 

This study was the third step in the systematic, mixed methods, examination of employee 

motivations and reasons for leaving. The exit interviews helped confirm and extend findings 

from the retention survey and focus groups. For employees leaving the organisation key 

factors for the decision revolved around personal career development, employment benefits 

and remuneration, and personal concerns or issues which were largely consistent with the 

retention survey and group interviews. For example, employees who exited weighed up 

concerns with the perceived costs of leaving, expressed frustration with the lack of 

development and promotion opportunities, and perceived of support from managers, and 

level of intrinsic motivation as factors involved in their decision-making, which align with 

the behavioural force, calculative force, perceived organisational support, and engagement all 

of which were found to be predictive of employee intent in the retention survey. Furthermore, 

as observed in the focus groups, exit interview participants raised concerns with the 

capabilities of their leaders, frustration with red tape and bureaucracy, inability to secure the 

resources to do the job, lack of training and development, poor reward and recognition, and 

excessive workload.  

 

Exit interview results also reflected the reality of organisational complexity as well as the 

interplay of multiple factors on employee motivation. Employee preferences, experiences and 

motivational drivers vary according to a age, gender, career group, and occupational 

background. Farrell (2001), once observed “all politics is local”, and the exit interview results 

illustrated a similar truism. Every employee is different, with different needs, expectations, 

concerns, local environmental and cultural context, and issues that are important to them. To 

manage flight risk as well as potentially enhancing performance outcomes, managers need to 

engage with employees as individuals, listen to their feedback, and be seen to be addressing 

concerns. 

 

In terms of exploring the interaction between turnover, SHRM practices, human resource 

capital, and employee and organisational outcomes, exit interviews reflected results from the 

group interviews, indicating that SHRM strategies can have unintended consequences and 

implications for individual and organisational performance, and far from enabling the 

achievement of objectives, can hinder them. A key contribution of the exit interview process 

was that although these same issues were raised in the focus groups, the exit interviews 

demonstrated that concerns were not just complaints from "trouble makers", but more like 
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warnings of the performance consequences if issues were not addressed. Between the focus 

groups and exit interviews it was possible to see how events unfolded over time from specific 

management decision being made, to concerns raised about a decision, lack of action or 

inadequate response to those concerns, to impact on employee and organisational outcomes, 

to employees leaving as a performance consequence. The exit interviews also reinforced the 

complexity of the interaction between the perception of organisational events, local 

conditions, and organisational and employee outcomes. As such exit interviews played a key 

role in helping to understand the interaction between turnover, SHRM practices, human 

capital resources, and employee and organisational outcomes. 
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Chapter 7 Integrated Discussion 

 

Strategic Human Resource Management (SHRM) continues to grapple with demonstrating its 

contribution to organisational performance, especially the mechanisms through which this 

occurs. Known as the "black box" problem, the fundamental challenge has been to describe 

the relationship between human resource capital, SHRM practices, and employee and 

organisational outcomes. Past empirical research has been hampered by various key 

challenges or gaps, several of which this dissertation was designed to address, with the aim of 

providing a foundation upon which progress could be made. 

 

This concluding chapter is broken into three sections. The first section is an integration of the 

studies, particularly in terms of the convergence of employee turnover as an organisational 

performance problem, factors that influence turnover, and moderators of turnover outcomes. 

The second section includes an outline and interpretation of the major findings and practical 

implications for investigating turnover. The third section extends what has been learned from 

the investigation of turnover and proposes a broader model to help articulate the SHRM-

performance link and provides a template for future research and practice and concludes with 

a final statement. 

 

Integration 

Integration means combining individual entities or concepts to form a coherent whole 

(Moran-Ellis et al., 2006). Within mixed-methods research, integration has been described as 

using multiple perspectives to improve or "triangulate" research findings by clarifying 

meaning, verifying repeatability of an observation or interpretation, enhancing reducing 

measurement dependability, and harnessing the power of convergent validity (Bazeley, 2006; 

Denzin & Lincoln, 2005; Erzberger & Kelle, 2003; Mertens & Hesse-Biber, 2012; Woolley, 

2009). Additionally, integration of qualitative and quantitative data can dramatically enhance 

the value of mixed-methods research (Creswell & Plano Clark, 2011; Fetters et al., 2013). 

Although a useful start, integration goes beyond cross-checking results and is viewed more 

holistically in terms of improving depth of understanding (Bazeley, 2012; Fielding & 

Fielding, 1986; Shih, 1998). 
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Integration is so central to mixed-methods research that some argue it is a defining feature of 

this approach (O'Cathain, Murphy, & Nicholl, 2007; Tashakkori & Teddlie, 2003a). Within 

this thesis, the epistemological foundation of the mixed-methods approach is pragmatism, 

which guided the convergence of methods (e.g., Feilzer, 2010; Hanson, 2008; Johnson & 

Onwuegbuzie, 2004), because it provides the methodological basis for meaningfully 

combining disparate data and methods (Fielding, 2012; Flick, Garms-Homolova, Herrmann, 

Kuck, & Rohnsch, 2012). As discussed in Chapter 2, underpinning this idea is the notion that 

qualitative and quantitative research components provides different perspectives or lenses 

producing findings that when combined produce understandings that are greater than the sum 

of their parts (Bazeley, 2012; Bryman, 2007; Woolley, 2009). Therefore, integration is not 

just collation or aggregation of findings, but creating new combined and often novel 

interpretations (Finfgeld, 2003; Flemming, 2007).  

 

The more practical questions of when and how to integrate have been debated without 

achieving genuine consensus (Creswell & Plano Clark, 2011; Moran-Ellis et al., 2006). In an 

effort to summarise the different options available, Bazeley (2012) categorised integrative 

approaches into five groups. The first and most common group is the most relevant to the 

current discussion, as it relates to the situation of having multiple studies revolving around 

one area of practice or question. In this group integration occurs as the point of final 

interpretation (Greene, Caracelli, & Graham, 1989) and results from each study being 

simultaneously considered in relation to each other (Bazeley, 2009). The problem with this 

approach is that the diverse characteristics of each study can be lost or obscured by the 

common approach (Bryman, 2006). The solution adopted by this dissertation was suggested 

by Moran-Ellis and colleagues (2006), and involved analysing each study within the 

parameters of its own paradigm, but addressing a common set of questions or overarching 

framework. This results in any contradictions, divergences, and convergences being 

reconciled in an interpretative discussion (Fetters et al., 2013; Moran-Ellis et al., 2006; 

O'Cathain et al., 2007; Teddlie & Tashakkori, 2003). 

 

Interpretive Integration 

The common set of questions to be addressed in this thesis revolves around the identification 

of turnover as the performance criterion identified in the diagnostic process, and the broader 

ramifications from investigating the link between turnover, SHRM practices, human resource 

capital, and employee and organisational outcomes. The first part of the discussion of 
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interpretive integration considers the business problem and associated organisational context, 

what was learned about the drivers of turnover, the potential moderators involved, and the 

major findings and implications for practice when it comes to turnover. The second relates to 

the broader implications for exploring the link between SHRM practices, human resource 

capital, and employee and organisational outcomes, namely; what was learned from the 

research process, what this means going forward, and ending in the proposal of a model to 

form the basis for further theoretical progress. 

 

Convergence on the Business Problem and Organisational Context 

The first study consisted of a diagnosis of the business problem and investigation of the 

organisational context and environment. Consistent with the gaps in previous SHRM research 

and using a behavioural approach, the rationale for this stage was to articulate the link 

between the performance criterion and organisational strategy and objectives, identify a 

concrete work problem, investigate the contextual factors involved, identify potential 

mediators, and identify the performance criterion as the dependent variable for this thesis. 

Following the Nadler and Tushman (1980) congruence model the diagnostic process 

investigated three characteristics of organisational functioning, namely: inputs and strategy; 

transformation processes; and outputs. Results of the diagnostic process were presented to 

management and they determined that turnover was a key performance issue that had to be 

addressed. Involving senior management in the process not only helped build commitment to 

the research and subsequent implementation of interventions, it explicitly reflected the 

idiosyncratic nature of the practice of SHRM in the real world, and laid the foundation for the 

practical application of the research (Beer, Eisenstat, & Spector, 1990; Cummings & Worley, 

2009). 

 

From a pragmatic, mixed-methods perspective, it was also important to observe that the 

results from the subsequent studies into the drivers of turnover provided triangulation, 

enhancing appreciation of the importance of turnover in terms of the connection to 

organisational functioning and performance. For example, the group interview process 

involving employees from across the organisation, raised numerous concerns with employee 

turnover. Issues raised included impact on team functioning from a workload perspective, to 

losing key knowledge, skills and capabilities, to impacts on personal relationships. Manager-

only sessions, consisting of middle managers and line managers, raised concerns with finding 

the resources needed to deliver the program of work, as well as the difficulty sourcing 
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replacement employees with requisite skills and capabilities to achieve the organisational 

objectives. This finding was consistent with previous research that has investigated manager 

concerns with turnover (Kryscynski & Ulrich, 2015; Reilly, Nyberg, Maltarich, & Weller, 

2014). Exit interview results also reflected employee concerns regarding the impact of 

turnover on workload, loss of capability and capacity, the consequences for remaining 

colleagues who may be unable to fill key roles. Corroboration of turnover as a key 

organisation performance issue across all four studies, but demonstrating variation in the 

consequences of turnover, highlighted the importance of the turnover criterion and the value 

of adopting a comprehensive, mixed-methods approach to the research. 

 

In terms of articulating the link between turnover, human resource capital and the 

achievement of organisational objectives, the diagnostic process highlighted several key 

implications. The first major implication was the organisation’s operating environment was 

complex, with a wide array of stakeholders and customers, a multi-faceted and 

interdependent operating model, and a highly skilled workforce with deep professional and 

technical expertise. Furthermore, several of the organisational functions and processes are 

highly specialised and to a large extent unique to the organisation, such as; urban planning 

and transport planning, planning and maintaining transport corridors, researching and setting 

industry standards, and monitoring the state-wide transport network. From a human resource 

capital perspective some employee skills, capabilities and knowledge were firm-specific in 

that they required rare idiosyncratic knowledge, were unable to acquired or imitated by rival 

organisations as the functions were unique, and critical to the organisational strategy and 

achievement of objectives (Raffiee & Coff, 2016). This underlined the strategic value of 

turnover to the organisation and its relevance as a focus of research in SHRM. 

 

The diagnostic process also identified contextual factors that further reinforced the human 

capital resource challenges. Apart from the complex business model, the organisation was 

characterised by a rapid increase in the program of work to be delivered, with considerable 

limitations on the organisation’s ability to adapt to the next stakeholder expectations in terms 

of both legislative and resource constraints. Furthermore, the broader external environment 

was characterised by a strong economy characterised by a very tight labour market and 

competitive industries who were looking to source many of the same employee skills, 

knowledge and capabilities required by the organisation to achieve its performance 

objectives. From a human resource capital perspective this reduced the availability of both 
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replacement and enhancing capacity from the external market and added to the likely costs of 

securing the resources given the high demand and limited supply then being experienced. In 

addition, there was a strategic imperative for the organisation to not just maintain skills and 

knowledge but also to build capability for the benefit of the broader infrastructure and 

transport industry. 

 

Another key implication from the diagnostic process was the value of understanding of 

human resource performance outcomes, attraction, selection, and turnover. As discussed in 

chapter 4, the costs and benefits of turnover could be moderated by several properties related 

to the how turnover had changed over time, the base turnover rate, and the concentration of 

separations. As described in the diagnostic process turnover across the critical occupational 

groups was rising at an increasing pace, with groups such as planning and design increasing 

from a particularly low base, and transport planning experiencing a relatively recent surge in 

separations. Furthermore, outcomes in terms of employee attraction were deteriorating, 

indicating the ability of the organisation to fill capability gaps was rapidly eroding. For 

example, the number of applicants per positions advertised in the professional stream, which 

constituted the key employee knowledge group involved in the execution of the 

organisational strategy, had decreased by 74% over four years. These results, coupled with an 

ageing employee base and subsequent increasing risk of separations through retirement, 

indicated the employee capability risk was severe and growing, requiring a thorough 

consideration of these factors and their consequences for human resource performance 

outcomes. 

 

Following on from specific human resource capital risks identified in the diagnostic process, 

and rationale for the selection of turnover as a key performance criterion to be investigated, 

there was also considerable insight generated in terms of how such issues impacted 

organisational, group, and individual behaviour. These impacts had key implications for 

human resource capital from the perspective of the impact on employee motivations, abilities 

and opportunities to contribute to competitive advantage (Jiang, Lepak, Han, et al., 2012; 

Lepak, Liao, Ching, & Harden, 2006). In terms of turnover, employees repeatedly referenced 

the increasing workload, perceived ease of transitioning into alternative roles, lack of 

remuneration and benefits available due to the internal regulatory framework, and frustration 

with poor work processes and onerous decision making. Exit interviews revealed employee 

concerns with obtaining personal and career development, which in turn translated into lower 
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engagement, challenges progressing into high-level roles, and in some cases feelings of 

unfairness from lack of access.  

 

There were also patterns of turnover drivers associated with local work conditions, from 

concerns around job stability for temporary employees, to regional frustrations emerging 

from the way non-financial benefits were distributed and managed. Furthermore, top 

professional employees noted work being outsourced to high-paid consultants and questioned 

how much they were valued by management. In each case, the key insight was not just 

identifying the employee attitudes and beliefs themselves, along with the organisational 

environment that created them, but how these impacted individuals and performance 

outcomes, particularly in how such beliefs manifested in terms of impacting employee 

motivation, restricting opportunities to performance as desired, and the development of 

abilities needed to deliver organisational outcomes (Becker & Huselid, 1998; Delery & Shaw, 

2001; Jiang, Lepak, Han, et al., 2012). 

 

The consequence of these findings for understanding the link between turnover, SHRM 

practices, human resource capital, and employee and organisational outcomes was the 

identification of specific factors in the internal and external environment that influenced 

employee behaviour, while also identifying numerous barriers and considerations for 

potential SHRM strategies and interventions. For example, employees in the regional areas 

had more limited career options, temporary employees were concerned with employment 

stability, terms and conditions of employment were largely dictated by external regulations, 

and the broader economic conditions were adversely affecting the availability of suitable 

employees to progress the program of work. The identification and exploration of such 

factors was not just an academic exercise but had practical relevance to employee turnover 

and understanding the broader SHRM-performance link. Given that previous empirical 

research has produced mixed results when attempting to link SHRM practices to 

organisational performance, the results from the diagnosis and investigation of the drivers of 

employee behaviour are particularly noteworthy and useful. 

 

Drivers of Turnover 

Following the diagnostic process, the second stage of investigating the link between turnover, 

SHRM practices, human resource capital and employee and organisational outcomes was to 

extend understanding of the drivers of turnover. Three studies were conducted, utilising a 



291 

 

mixture of quantitative and qualitative methods, in both cross-sectional and longitudinal 

designs. The first study was a cross-sectional quantitative study utilising an employee survey, 

structured around the Maertz and Griffeth (2004) motivational forces framework. The 

framework was expanded with the introduction of two distal variables (perceived 

organisational support and job motivational potential), two proximal variables (job 

satisfaction and engagement), and key categorical variables (career stage and occupational 

group). Results indicated the eight motivational forces should be expanded to ten to include 

perceived organisational support and job motivational potential. Additionally, job satisfaction 

and engagement moderated the impact of the motivational forces on intent to leave, while 

four of the core forces (affective force; moral force; behavioural force; motivational 

potential) were significantly related to intent to leave, collectively accounting for 67% of the 

variance of intent to leave. Furthermore, selected categorical variables that were important to 

the organisational context provided useful insight for the development of potential SHRM 

interventions to effect change. 

 

The second study conducted after the retention survey consisted of a series of focus groups 

held over a period of six months. Participants included employees, managers, and selected 

professional groups critical to the business. Employee responses highlighted many common 

issues including terms and conditions of employment, leader and manager performance, 

regional concerns, challenges recruiting the people needed to get the work done, and job 

satisfaction and engagement, which are all associated with the expanded motivational forces 

framework as displayed in Table 7.1. For example, terms and conditions of employment are 

indicative of the behavioural force, while the regional issues largely revolved around access 

to career development opportunities, distribution of reward and recognition and cost of living 

pressures in the districts, which are also reflective of behavioural issues. Leaders and 

managers expressed concerns with participation in decision making, achieving strategic 

objectives, and needing more support which are reflective of job motivational potential and 

perceived organisational support. Furthermore, comments revolving around attraction and 

recruitment were also attributable to employee frustrations with the process, participation in 

decisions, and poor process, which led to concerns with workload and negative feelings about 

the organisation, which are related to global beliefs about organisational membership as 

reflected in job satisfaction and engagement. 
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The discussion groups captured specific employee concerns about job satisfaction, 

engagement, job tasks, and the organisation more broadly which are all closely aligned with 

the extended motivational forces framework. For professionals the need to be involved in 

interesting and challenging work had the second-largest volume of discussion, exceeded only 

by discussion of the terms and conditions of employment. One key issue in the discussions 

with professionals was the management practice of engaging external consultants to progress 

some of the high profile and urgent projects, which also led to a perception that such 

consultants were being given the more interesting work while internal resources were left 

with second class projects. The impact of this decision was deep frustration, disappointment, 

and disengagement with the organisation. 

 

Starting at about the same time as the retention survey, and extending two years afterwards, 

the third study consisted of a series of exit interviews. The exit interviews asked exiting 

employees to describe their reasons for leaving as well as identifying the advantages and 

disadvantages of working in the host organisation, and changes that may have led to 

reconsideration of the decision to leave and generally make the workplace better. Participants 

cited 57 different categories of reasons for leaving, which were clustered into 8 high-level 

categories. Four of these high-level categories revolved around personal and career 

development, personal reasons, employee benefits and remuneration, as well as job 

satisfaction and motivation. These concerns were also closely aligned with the factors 

predictive of intent to stay-in or leave in the retention survey as displayed in Table 7.1. For 

example, the affective force encapsulated the emotional response to the idea of organisational 

membership which was also reflected in employee comments in the focus groups. Job 

satisfaction and engagement were also commonly mentioned, with employees expressing 

strong engagement, pride in their work, and a personal sense of satisfaction with their work 

experience.  

 

Other forces and factors found in the retention survey to be associated with the intent to leave 

were also present in the exit interviews. The behavioural force that represents the conscious 

and unconscious desire to avoid the costs of behavioural change, was reflected in issues 

raised in the exit interviews such as loss of pay, superannuation, leave, opportunities for 

advancement, and other employee benefits. Job motivational potential was also reflected in 

exit interview responses, with participants commenting on work meaningfulness, task 

challenge, perceived value of the work, autonomy and inherent interest in the work tasks 
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themselves as being key factors involved in their decision. Organisational Support manifested 

as concerns with taking time off when needed, manager support when there were personal 

issues to deal with, and organisational policies supporting work-life-balance. 

 

Table 7.1.  

Summary of Equivalent Findings Across Studies 

 

 

Overall, there was a high degree of consistency between the motivational factors identified in 

the retention survey, discussions held with employees and managers who were still working 

in the organisation at the time, and the reasons for leaving expressed by employees who left. 

 

Moderation of Effects on Turnover 

Several moderators were hypothesised to affect employee motivations to stay in or leave the 

host organisation, such as career stage, occupational background, age, and gender. Consistent 

with this hypothesising, the diagnostic process indicated these factors were suspected to 

influence employee turnover, and impact organisational performance more broadly. The 

Retention Survey found support for the need to consider the link between employee age and 

turnover, but results for career stage and occupational group were more limited and less 

consistent. In terms of the extended motivational framework, the links between turnover and 

factors such as job motivational potential and perceived organisational support varied by 

career stage and occupational group.  
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Exit interview results showed significant variation across hypothesised factors, with results 

fluctuating according to internal organisational context, occupational group membership, 

career stage, age, and gender. For example, there was a higher proportion of females in 

temporary administrative roles, who also recorded high levels of concern with factors such as 

job security and access to organisational opportunities regarding training, job benefits, and 

staff development that were not available to temporary employees. Younger employees 

tended to focus on learning new skills and qualifications while older employees were more 

focused on personal issues and factors involved with transitioning to retirement. While 

employees in regional areas reported concerns with availability of career options, which 

reflected the nature of regional offices which tended to be smaller and more remote with 

limited scope for career advancement. The results from the group interviews were also 

broadly consistent: occupational groups indicated considerable variation in employee focus, 

but these concerns were similar to those found in the exit interviews.  

 

In summary, four studies were conducted as part of a broader investigation into the link 

between turnover and SHRM practices, human resource capital and employee and 

organisational outcomes. Importantly, the methodology, approach and questions investigated 

were designed to address key gaps in previous empirical research, namely accounting for 

organisational constraints, measuring the impact of strategy, integration of the micro-macro 

viewpoints, clearly defining the criterion, exploring the causal order, and identifying and 

understanding potential moderators of the relationship between turnover, SHRM practices, 

human resource capital, employee and organisational outcomes. 

 

The empirical studies demonstrated considerable consistency or convergence of factors 

impacting turnover, and the extent to which these factors are interrelated. Furthermore, the 

studies implied that the causal order between these factors was not linear, but more like a 

series of interdependent feedback loops. In simple terms, the factors that placed pressure on 

employee and organisational outcomes, also manifested in daily work problems and realities. 

Furthermore, these factors were also consistent with the motivations for employee 

perceptions of organisational membership, and all were related to the internal organisational 

context and external environment. In summary, the relationships between these different 

elements were characteristic of a complex, dynamic and interdependent system, and 

demonstrates that cross-sectional, piecemeal approaches to SHRM research are likely to find 

it difficult to articulate “how” and “why” SHRM practices influence the development of 
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human resource capital and through this contribute to the achievement of organisational 

objectives. 

 

Major Findings and Implications for Practice 

This present research contains several key implications for practice in areas covering research 

methodology, understanding turnover, management practice, and articulating the SHRM-

organisational performance link more broadly. Increased use and regular integration of 

qualitative and quantitative research methods will be valuable, which is consistent with 

earlier arguments that from a pragmatic perspective these methods are epistemologically 

compatible and complementary (Feilzer, 2010). Many researchers argue epistemology should 

not dictate data collection or analyses (Cohen, et al., 2007; Greene & McClintock, 1985; 

Leech, et al., 2010; Onwuegbuzie & Leech, 2005) however, this may be a consequence of 

using, epistemologies that do not value application. By contrast, the pragmatic paradigm 

offers an epistemological justification and logic for mixing approaches and integrating 

qualitative and quantitative research (Johnson et al., 2007; Onwuegbuzie & Leech, 2005). 

This moves the debate beyond technical questions about mixing or combining methods, into a 

position supporting a diverse but integrated methodology for the social sciences, and by 

extension organisational research, which esteems both researchers and practitioners as 

knowledge-creators and interpreters (McKim, 2017; Morgan, 2007; Onwuegbuzie & Leech, 

2005; Tashakkori & Teddlie, 2003b).  

 

The second implication is the utilisation of a mixed-methods approach for organisational 

research and the longitudinal nature of the questions being investigated. Mixed-methods 

approaches supports diverse methods suitable for highly-valued situations and questions, 

while providing a robust means of investigating an issue from multiple perspectives 

(Creswell, 2003; Onwuegbuzie & Leech, 2006; Teddlie & Tashakkori, 2006). The mixed-

methods approach allows for research questions and new hypotheses to be posted during and 

at the end of a study (Creswell, 2003), thereby addressing concerns that positivist research 

tends towards the singular, static, and linear (Clint Chadwick & Cappelli, 1999).  

 

The level of access of the researcher to the organisation had a profound impact on identifying 

potential confounds, and the level of insight that could be obtained. As discussed previously, 

the current research was actively supported by senior management, which enabled access to 
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organisational resources, information, and personnel. The level of access was a key 

methodological characteristic to the question being investigated in several ways. As discussed 

in Chapter 1, it has been observed SHRM interventions are constrained by both internal and 

external organisational conditions (e.g., Ferris, et al., 1999; Reilly, Nyberg, Maltarich, & 

Weller, 2014). Identifying the constraints is only the start, while insight comes from 

describing the behavioural impacts and placing them within broader environmental contexts. 

When attempting to link HR strategy to performance it is not enough to correlate practice 

with organisational performance at the organisational level. Instead, the product of practice 

has to be observed in the behaviour that occurs, and in the setting within which it occurs 

(Colbert, 2004; Martin, 2004).  

 

Another benefit of the mixed-methods approach was that it enabled the conceptual integration 

of a multi-year, multi-stage research program, in a way rarely seen in the empirical literature. 

Integrating time into the research process, helped explore causal order while working with 

real world organisational events, management decisions, and subsequent actions, which are 

messy, fragmented, and imperfect (Pfeffer & Sutton, 2000). Simultaneously, the process of 

using data to help managers make informed decisions is inherently a change management 

process, reliant on trust and the strength of the relationship between HR and the management 

team (Beer et al., 1990; Boudreau & Ramstad, 2002; Boudreau & Ramstad, 2007; Pfeffer & 

Sutton, 2000), something that cannot be built or effectively observed from outside. 

Admittedly, the insider status of the researcher raises issues of replicability and 

generalisability, however it should also be noted that the research methodology was chosen in 

direct response to criticisms and observed limitations in SHRM research to date; limitations 

which partly explain the lack of progress addressing the black box problem.  

 

Regarding employee turnover, the research program raises at least three implications. Firstly, 

the number of potential factors involved in the employee decision to leave was large and their 

relationships complex, indicating that simplistic accounts of turnover are unlikely to be 

useful. The decision to leave is unlikely to be based on any one event, factor, or issue: 

instead, individuals consciously and unconsciously weigh-up many factors within the context 

of their individual work and personal situation. Going through a major change such as 

changing employment is rarely a point-in-time decision or one-off process, but the outcome 

of ongoing assessment processes. Furthermore, although it was expected context would be a 

consideration, the strength of both internal and external factors was not expected. Clearly 
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internal and external context was a key consideration, with employees viewing their situation 

in terms of several reference points, such as the business performance of the organisation, the 

labour market, work colleagues, and the broader economic climate. Associated with this, the 

decision to leave was also a social one, not only in terms of family, friends and work 

colleagues, but also in terms of the interaction with the social and career norms of the work 

groups employees identified with. 

 

The norms and expectations of work groups were expressed not only in terms of relationships 

in the workplace, but also in the occupational identity and career needs of different 

occupational backgrounds. The findings across the studies supported the notion of 

incorporating occupational background, professional needs, and norms into the turnover 

framework. The implications for HR practice regarding accounting for internal and external 

context are noteworthy. For example, the typical approach of a one-size-fits-all roll-out of 

SHRM strategies without consideration of the interaction with the internal and external 

context untenable and this assumption should be overhauled. Another manifestation of such 

considerations is that well-recognised correlates of behaviour and performance, such as job 

satisfaction, are more nuanced than typically described. To illustrate, job satisfaction was 

found to play a role in the Motivational Forces framework with a strong and significant 

association with the development of intent. It was evident from the qualitative research 

processes however that the way job satisfaction developed and was expressed varied 

considerably at the individual level. 

 

Many employees made evaluative references to emotional and cognitive beliefs about job 

satisfaction, in terms of satisfaction with the work, job, and pay. However, different 

occupations varied in how they expressed these evaluative attitudes. For example, civil 

engineers expressed issues relating to complexity of work, high profile of the work, and work 

that stretched their skills and knowledge as being highly satisfying. By contrast, construction 

workers talked about being in different locations, being with their mates, and small comforts 

while out on month-long maintenance trips far from home as indications of the same concept. 

Both civil engineers and construction workers talked about job variety, but civil engineers 

expressed that in terms of working with different types of structures and geophysical features, 

while construction workers mentioned digging post-holes one day and erecting fencing the 

next. Consequently, specific interventions to impact job satisfaction to improve turnover, 

should be different for these two groups, and probably should also vary between the other 
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occupations, as well as varying with age, gender, and hierarchical level. this does not mean 

homogenous, strategic-level interventions will necessarily be ineffective, but does indicate 

such programs need to be translated at the local level to ensure they can be optimally 

effective.  

 

This conclusion is a reminder that although SHRM is focused at the level of the organisation, 

this perspective obscures the personal nature of HR interventions, which consequently need 

to be tailored to specific group situations, to avoid suboptimal and undesirable consequences. 

Additionally, it is expected many organisations will have similar structural differences across 

their workforce and decisions will have to be made on the extent to which changes of these 

structural issues are of greater or lesser value than the cost of the employee behaviours (e.g., 

turnover) which may result. This requires a major shift in the way HR is currently practised, 

and is a significant barrier restricting the ability of SHRM to demonstrate a clear and 

generalisable impact on organisational performance (Becker, et al., 2009; Delery & Roumpi, 

2017b; Kaufman, 2012; Rousseau & Fried, 2001). 

 

A final major outcome of the research project has been the way in which organisational 

strategy and objectives have been understood and integrated into the research objective. The 

nature and implications of organisational strategy were largely based on a narrative that 

emerged from the description of the various inputs and outputs as guided by the Nadler and 

Tushman (1980) congruence model of diagnosis. The breadth of this and comparable models 

means that although key questions focused on the core mission, markets, objectives, and 

outputs required, there is limited guidance on translating these questions into desired 

resources, capabilities, skills or knowledge to drive long-term sustainability. Therefore, for 

progress to be made in SHRM, the nature of organisational strategy and what it means for the 

development of human capital within specific contexts, with specific groups must be 

articulated and understood for the linkage between SHRM and performance to be testable. 

Future SHRM research and practice will need a theoretical basis for identifying the 

importance and causal meaning of organisational strategy and performance factors. 

 

For SHRM to have a clear and measurable impact on organisational performance it will need 

to address several requirements. Firstly, it will need to integrate organisational strategy within 

a testable framework. Secondly, the fit between SHRM practices and the internal and external 

context will need to be accounted for and described. Next, as has been demonstrated in this 
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thesis, the complexity of the relationships between various factors will also have to be 

explored. Another requirement is the need to articulate the link between individual behaviour 

at the micro-level and macro-level of organisational performance. Lastly, the historical focus 

on simple financial performance, will need to be expanded to employee wellbeing, and 

customer outcomes (Anderson, Cooper, & Zhu, 2007; Becker & Huselid, 2006). 

Furthermore, focus needs to be extended to the way in which interventions are implemented, 

specifically to ensure the intended outcomes are occurring in the way expected. This does not 

require new theory per se, instead requiring an integration of existing theory into a new 

approach that is more strategic, focused on behaviour, and explains long term organisational 

sustainability. 

 

Approach for Future Progress: Strategic Behavioural Advantage model 

The outcomes of the research presented in this dissertation indicate that to understand the 

SHRM-performance link requires an understanding of the interaction between the 

organisation and its environment, description of the performance implications of strategy, 

exploration and accounting of potential moderators, articulation of the behavioural 

connections between the macro and micro levels of performance, and clear identification and 

definition of the performance criterion. Driven by these requirements, a model to guide future 

research and practice is proposed. Called the Strategic Behavioural Advantage model, the 

model consists of the five-step process presented in Figure 7.1, which was designed to 

articulate the link between SHRM and organisational performance while guiding practitioners 

through the "black-box".  

 

Step one starts with a diagnostic process, designed to define the criterion and explore and 

understand the internal and external organisational context. As discussed in Chapter 1, the 

criterion refers both to the sample of the performance domain as well as the level of 

performance considered to be acceptable. As well as defining the desired performance 

outcome, the diagnostic process will also play a key role in identifying and understanding the 

internal and external context and environmental factors that may moderate or constrain 

SHRM strategy. This addresses several gaps in the research literature and may also have 

implications for other steps in the Strategic Behavioural Advantage model. As discussed in 

Chapter 3 and displayed in Figure 7.1, in the current dissertation the Nadler and Tushman 

(1980) congruence model was utilised as the basis for the diagnostic process because it 

included an assessment of the performance outputs, investigation of the transformation 
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process which focused on the internal organisational context, and exploration of the inputs 

including the external environment.  

 

Figure 7.1. Strategic Behavioural Advantage model 

 

The second step focuses on identifying the key performance drivers linked to the business 

problem or criterion. The main purpose of this step is to identify, investigate and understand 

the potential performance drivers of the criterion, which will then inform the structure of the 

link between SHRM and performance (step three), the development of appropriate 

interventions (step four), and evaluation strategy (step five). It should be noted step two and 

step three are closely interlinked and are not necessarily sequential. For example, 

investigation of the performance drivers will inform the articulation of the performance 

chain, while investigation and definition of the performance chain may identify new 

hypotheses or drivers that will need to be accounted for and/or assessed. As displayed in 

Figure 7.3, Chapter 4 - retention survey, Chapter 5 - focus groups, and Chapter 6 - exit 

interviews are aligned with step two of the Strategic Behavioural Advantage model. 

 

Step three follows closely from and occurs in conjunction with step two and revolves around 

utilising a value chain methodology (Porter, 1985) to articulate and structure the link between 

business strategy and behaviour. The development of the value chain will be informed by the 
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Resource Based View (Barney, 1991) and human capital resource theory (Ployhart et al., 

2014) while accounting for the internal and external context and SHRM practice fit. Where 

the Resource Based View provides a useful framework for developing hypotheses regarding 

how resources, competencies, cultural artefacts, or bundles of assets contribute to competitive 

advantage, the role of the value chain describes the building blocks by which a firm creates 

value (Porter, 1985). For example, the SouthWest Airlines value chain (as displayed in Figure 

7.2) demonstrates how the airline’s profits are driven by aircraft utilisation, which is 

dependent on low ticket prices and highly productive ground crew, which in turn is supported 

by a flight network that is designed to accommodate it. Thus, the value chain articulates how 

activities are linked from inputs to outputs, and ultimately to how value is created for the 

organisation. 

 

Figure 7.2 SouthWest Airline's Value Chain adapted from Porter (1996) 

 

The idea of using a value chain approach is not new and has been supported in the SHRM 

literature. For example, Wright stated that the next generation of HRM research will need to 

focus on two aspects “demonstrating the HRM value chain” as well as “proving causality as 

opposed to mere covariation” (2003, p. 3). Ray, Barney, and Muhanna likewise argued the 

effectiveness of business processes, as articulated in a value chain, is based on the way the 

“competitive potential of a firm’s resources and capabilities are realised and deserve study in 

their own right”  (2004, p. 26). Hall (2009) suggested that it is possible to build a process 

chain component analysis measuring human capital, which could prove useful in providing 

insight into the linkage between practice and performance. 
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Previous attempts at utilising the approach have been limited, with two key implications for 

its application in the Strategic Behavioural Advantage model. The first implication is the 

need to adequately consider the co-dependencies and inter-relationships between HR 

practices within an organisation when considering the SHRM performance question, which is 

already a key feature of the current research. The second implication is the need for the value 

chain to be demonstrably valid. Not only does the value chain have to be theoretically and 

conceptually defined, but it also must be accepted by the business as being a true-and-

representative articulation of business value. Therefore, as with the diagnostic process, 

organisational stakeholders should be closely involved in the development and approval 

process. 

 

As displayed in Figure 7.3, the integrated discussion provides the foundation upon which an 

understanding of organisational strategy and the requisite value chain would be built and 

provides partial fulfilment of the requirements for this step. The articulation of the value 

chain for turnover in the host organisation, based upon understanding of organisational 

strategy through a Resource Based View perspective, guided by human capital theory, 

understanding of the internal and external context, and SHRM fit is beyond the scope of this 

dissertation.  

 

 

Figure 7.3 Alignment of dissertation chapters with the Strategic Behavioural Advantage 

model 
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Step four consists of the implementation of an appropriate intervention to effect change, 

based upon the findings from steps one to three. Importantly, internal and external 

environmental factors and context identified in the preceding steps would help inform the 

selection, design and implementation of intervention strategies. Step five consists of 

evaluating the outcome and making necessary adjustments as appropriate. Again, as 

described in previous steps, findings and outcomes from the other four components of the 

Strategic Behavioural Advantage model would inform the evaluation methodology and 

success criteria. As displayed in Figure 7.3, the implementation of interventions and 

subsequent evaluation were outside of the scope of the current dissertation. 

 

Importantly, and consistent with the research presented in this dissertation, the Strategic 

Behavioural Advantage model is embedded in a behavioural approach. A behavioural 

approach ensures the model is problem-oriented, concentrates on concrete work phenomena, 

and focuses on the basis of all performance, namely employee behaviour. Furthermore, the 

five steps of the Strategic Behavioural Model are not designed to occur independently, and 

should be considered as five interdependent, mutually informing activities with feedback 

loops between each step. A further benefit for practitioners is that the model is testable, 

focused on impact, and derives propositions from evidence. The theoretical contributions of 

the Resource Based View, human capital theory, value chain, and SHRM fit will briefly be 

discussed in turn. 

 

In his seminal work Competitive Strategy, Porter (1985) introduced the idea that competitive 

strategy revolved around competitive advantage, which in turn grows out of the value an 

organisation generates for its customers that exceeds the organisation’s cost of creating it. 

Also called the Resource Based View (RBV) (Barney, Ketchen, & Wright, 2011b; Connor, 

1991; Wernerfelt, 1984), Porter’s model was built upon Penrose’s (1959) view of the 

organisation as a bundle of assets or capabilities that combine to create competitive 

advantage, which can then translate into increasing profits (Barney ,1986; Bassi & 

McMurrer, 2006; Boxall & Steeneveld, 1999; Colbert, 2004; Kaufman, 2015a; Prahalad & 

Hamel, 1990). Barney (1991; 1995) extended the idea further by suggesting that competitive 

advantage is generated by resources that are rare, valuable, non-substitutable, and imperfectly 

imitable.  
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SHRM in particular has embraced the RBV approach and focused on the idea of an 

organisation’s people being a source of competitive advantage that provides a powerful 

rationale for the importance of SHRM to long term organisational sustainability (Delery & 

Roumpi, 2017b; Fulmer & Ployhart, 2014; Paauwe, 2004; Paauwe & Boselie, 2005; Wright, 

Dunford, & Snell, 2001; Wright, McMahan, & McWilliams, 1994). One of the reasons for 

this is that, as a framework for researching strategic issues in SHRM, the RBV offers several 

advantages, namely: the RBV focuses on advantage flowing from resources that create value; 

consistent with SHRM research, the RBV focuses on the organisational level; and the RBV 

focuses on complex organisational and social systems as being important sources of 

advantage (Dierickx & Cool, 1989). Additionally, although the RBV tends to take a macro 

approach it also implicitly assumes multilevel relationships among SHRM practices, 

employee attributes, relationships, attitudes, and performance outcomes (Coff & Kryscynski, 

2011; Foss, 2011; Huselid, 1995; Wright et al., 1994). The key benefit of the RBV is that it 

provides a framework for integrating strategy with sustained competitive advantage. 

Importantly however, the RBV provides an overarching rationale and framework for the role 

of SHRM in organisational performance, but does not articulate the mechanisms or causal 

relationships, linking SHRM practices with strategy and competitive advantage (Coff & 

Kryscynski, 2011; Delery & Roumpi, 2017b; Ployhart & Moliterno, 2011). 

 

A more complete causal model can be developed by integrating human capital theory, 

employee relationships and behaviours, into the SHRM-performance link (Barney et al., 

2011b; Kraaijenbrink et al., 2010; Wright et al., 2001; Wright, Gardner, Moynihan, & Allen, 

2005) thereby transcending the underlying assumptions of the RBV (Allen & Wright, 2006; 

Delery & Gupta, 2016; Garcia-Carbonell et al., 2014; Sajeevanie, 2015). Human capital 

theory argues that the skills, abilities, and knowledge of employees are of inherent economic 

value with potentially important performance implications (e.g., Bassi, 2006; Crook et al., 

2011; Jackson & Schuler, 1995; McMahan et al., 1999; Pfeffer, 1998). For example, SHRM 

practices can be seen as a deliberate investment in developing the employee skills, knowledge 

and capabilities required to deliver organisational strategy and ultimately translate into 

superior performance (Boudreau & Ramstad, 2002; Buller & McEvoy, 2012; McMahan et 

al., 1999; Ployhart & Moliterno, 2011; Schular & MacMillan, 1984). Therefore, human 

capital theory provides the important "missing link" to understanding the SHRM performance 

relationship (Barney et al., 2011b; Coff & Kryscynski, 2011; Delery & Roumpi, 2017b). 
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Human capital has been recognised as a promising source of competitive advantage (e.g., 

Campbell, Coff & Kryscynski, 2012; Crook et al., 2011; Hatch & Dyer, 2004; Ployhart & 

Moliterno, 2011), however there are significant challenges in realising these benefits (Delery 

& Roumpi, 2017b; Guest, 2010; Kaufman, 2012). The key challenge is that, unlike other 

types of resources, human capital can, for example, quit, withhold effort, lose motivation to 

contribute, get injured or sick, and bargain for a greater share of the outputs of the 

organisation (Bowen & Siehl, 1997; Coff & Kryscynski, 2011; Coff, 1997; Crook et al., 

2011; Garcia-Carbonell et al., 2014). To create human capital that contributes to long-term 

sustainability requires solutions for managing these challenges (Coff & Raffiee, 2015; Coff, 

1997; Delery & Gupta, 2016; Ployhart et al., 2014).  

 

As demonstrated in the current research, successfully navigating these challenges is necessary 

but not sufficient for capitalising sustainable advantage given individuals have unique 

combinations of traits, knowledge, and needs. For example, employees early in their career 

are more focused on the acquisition of qualifications and skills, while concerns for career 

development gain more prominence in the mid to late career stage. Blue-collar construction 

and trade employees placed a higher value on work relationships within their immediate 

groups, while white-collar engineers were more concerned about project scope and size. 

Regional areas had greater challenges around providing career development and training 

opportunities, so required more planning and innovative use of resources to ensure their 

needs were met. Research outcomes also demonstrated the need to build strong channels of 

communication with employees, involving them in decisions that affect them, and the value 

of consulting with employees on local practices and prevailing work conditions.  

 

When structuring the SHRM-performance link there also needs to be a greater emphasis on 

articulating a strong business logic based upon measurement and causal relationships. A 

potential mechanism for articulating both the SHRM-performance link and the causal 

relationship, is to think in terms of a value chain of SHRM practices, behaviours and business 

outcomes. Porter (1985) introduced the idea of a value chain and argued competitive 

advantage cannot be understood by looking at an organisation in its entirety, but stems from a 

multitude of discrete activities performed by the firm on a daily basis contributing to 

organisational sustainability. The aim of the value chain is to identify the activities that 

collectively contribute to “the firm's relative cost position, and creates a basis for 
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differentiation” (Porter, 1985,p.33), through the multiple "linkages" and pathways apparent 

when considering organisations systematically. 

 

A systematic view of HR is necessary for leveraging RBV viewpoint and value chain 

approach. Surprisingly, much of the HR literature looks at individual HR practices without 

consideration of the overall HR system, often assuming, without evidence that individual 

practices complement, substitute or even conflict with other practices (e.g., Becker et al., 

1997; Delery, 1998; Kaufman, 2012, 2015b; Lepak & Snell, 1999; Wright & Boswell, 2002). 

Current research experience is consistent with past researchers, such as Bowen and Ostroff 

(2004; 2000), who highlighted the unpredictability and emergent properties of complex 

systems. Consequently, research should shift away from testing the effects of discrete HR 

practices (e.g. recruitment and pay schemes) and toward consideration of processes by which 

the elements of the social system (e.g. intentions, choices and actions of people in the system) 

mingle and interact. Thus, there is a need for research on the linkages between bundles of HR 

practices and broad organisational outcomes and such research could be enhanced by 

adopting more detailed and objective measures of the extent and intensity of HR activities 

(Boudreau, 1997; Boudreau & Ramstad, 2007; Buller & McEvoy, 2012; Campbell et al., 

2012; Coff & Raffiee, 2015). 

 

Previous approaches have also been criticised for not fully accounting for the "fit" between 

espoused SHRM practices, organisational strategy and setting, and the desired performance 

outcomes. The idea of fit has been described as "one of the most widely shared and enduring 

assumptions in the strategy literature" (Zajac, Kraatz, & Bresser, 2000, p. 429). The 

underlying logic is that SHRM practices send vital clues and reinforcements to employees 

about the required skills, knowledge, behaviours, values and desired outcomes (Delery & 

Gupta, 2016; Ostroff & Bowen, 2004). The more closely the SHRM strategy matches or 

aligns with the external environment and the internal business context, strategy and the 

desired outcomes, the better the performance results that will be obtained (e.g., Arthur, 1994; 

Boxall, 1993; Cappelli & Singh, 1992; Huselid & Becker, 2005; Paauwe & Boelie, 2005). As 

shown by the current research, when HR practices do not fit the organisational context, are 

incompatible or inconsistent with each other their impact on behaviour they can be a source 

of conflict, and send mixed messages which can interfere with individual performance 

(Naylor, Pritchard, & Ilgen, 1980; Rizzo, House, & Lirtzman, 1970; Schuler & Jackson, 

1987; Schuler & McMillan, 1984; Wright, et al., 1994). Ideally, such behavioural messages 
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should be consistent with, or mutually supportive of the environment, rather than inconsistent 

and destabilising (Kerr, 1995; Schuler, 1989).  

 

Ultimately the success of the proposed model will be measured on the extent that it answers 

two key questions. The first question concerns whether the model can describe the reality of 

an organisation's work environment. According to Bassi and McMurrer (2006), this means 

the extent to which multiple and distinct elements of an organisation’s human capital 

management practices are captured and structured to reflect multiple and distinct categories 

of human capital processes, practices, and behaviours. This includes whether the framework 

has sufficient complexity to capture the reality of organisational functioning and the 

flexibility to fit a broad range of organisational phenomena. The second question is the extent 

to which the model explains variance in the phenomena being studied. The concept of 

variance, the degree to which factors vary, is central to all scientific endeavours and the 

ability to explain variance is a key measure by which theories are assessed. Indeed, Wright 

and Nishii (2006) stated the purpose of a theory is to explain as much variation between 

variables and outcomes as possible. Even so, theory does not need to provide complete 

explanations to be useful, but it does have to provide practical inferences about pre-existing 

hypotheses (Kovner, Elton, Billings, & Short, 2000). As Berwick states “we do not need 

randomisation, power calculations, and large samples…we need just enough information to 

take a next step in learning” (1996, p. 620). 

 

Built from existing theory, the Strategic Behavioural Advantage model provides a framework 

for identifying and testing the causal order from SHRM strategy to behaviour and 

performance, while considering moderators and mediators, within the context of 

organisational strategy. The framework takes account of the micro and macro viewpoints, 

integrates strategy, human resource practice, and competitive advantage with the aim of 

demonstrating "how" and "why" SHRM impacts organisational performance. Additionally, as 

the model is process driven rather than by situation or setting and includes an assessment of 

context as a core pre-requisite, it is highly generalisable to new settings or performance 

challenges. 
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Contribution to SHRM Theory 

Articulating “how” and “why” SHRM strategy influences organisational performance is a 

key concern of both practitioners and researchers alike. Part of what makes demonstrating the 

link challenging is that it is complex, messy, hard, and takes time. The key reason for this is 

that organisations operate in the real world, which is complex, messy, and hard. The first 

contribution to SHRM theory is that for progress to be made, research must be done where 

organisations operate, namely in the real world. Organisations make decisions on how they 

operate, how they compete, in what markets and with the products or services they have. 

Every organisation is constrained in what it can do, why, with what resources, and when. 

SHRM theory must address the connection between internal and external organisational 

characteristics to better understand the origin and adoption of HRM systems. 

 

A second contribution of this thesis is the extent to which it demonstrates how existing theory 

can be utilised in a real-world setting. As discussed in the introduction, the wealth and variety 

of the theoretical response in SHRM has been both wide and deep. Starting with the idea of a 

universal set of practices will always result in superior performance and competitive 

advantage, through to matching practices to the organisational setting, to bundles of practices 

working in combination, to a better articulation of what “fit” actually means, through to 

further integration of environmental factors, through to human resource capital with complex 

configurations of sources of competitive advantage (Nyberg et al., 2018; Nyberg & Wright, 

2015; Ployhart et al., 2014). There is an opportunity to integrate current theoretical 

approaches in such a way that the sum of the parts is greater than the individual components. 

 

A third key implication for SHRM theory, and a consistent finding across all three studies is 

the reality of the lived experience of human systems in organisations. Organisational 

functioning is idiosyncratic, messy and inconsistent. Furthermore, the reality of the lived 

experience is very powerful for employees on the ground and can have profound impacts on 

the way SHRM practice is perceived and experienced. SHRM theory needs to have a greater 

understanding of the employee experience and outcomes, as a key component of the 

development and perception of human resource capital.  

 

Lastly, another key implication for theory and practice is the need for greater integration of 

time into SHRM research. Not only were there ramifications from the passage of time for 

both internal and external organisational characteristics, but systems and performance do not 
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occur as a point in time but over time. As such SHRM systems and human resource capital 

have antecedents, consequences and develop over time.  

 

Future Research 

The following section discusses the potential for future research that has been identified in 

the process of preparing this thesis. The first opportunity for research is extending this 

research into steps four and five of the Strategic Behavioural Advantage model, involving the 

selection and implementation of appropriate interventions to effect change, and evaluating the 

long-term impact. This extension of the research promises to extend the progress made in this 

dissertation, while addressing the paucity of empirical research effectiveness of various 

interventions applied to specific business problems (Buller & McEvoy, 2012; Delery & 

Roumpi, 2017b; Falletta, 2013; Guest, 1997; Wall & Wood, 2005). Associated with 

progressing the next stages of the model is also the need to test it in different settings. To be a 

useful guide for practice, not only does the model have to be applicable across a wide range 

of situations but the current setting is uncommon, and risks being criticised as only narrowly 

applicable. Therefore, completing the model and applying it across organisational settings to 

establish model integrity and generalisability are both important next steps. 

 

A second opportunity for further research is to investigate the extent to which turnover (or 

why employees leave) and retention (or why employees stay) are in fact the same thing. 

Results in both the exit interviews and the group interviews suggested there may be different 

factors involved in the decision to stay versus the decision to leave. There has been a 

tendency to regard retention and turnover as the same phenomenon, with similar antecedents 

and drivers (Dibble, 1999; Steel, et al., 2002; Waldman & Arora, 2004; Winterton, 2004). 

Traditional turnover models essentially assert that employees leave because of negative 

attitudes and stay because of positive attitudes, though this is not necessarily the case 

(Harman et al., 2007; Steel, et al., 2002). For example, studies by Kaye and Jordon-Evans 

(2000) as well as Lewis and Frank (2002), suggest that the factors that lead employees to stay 

may be different to the factors that lead employees to leave. Despite the substantial literature 

on turnover, much less is known about the factors that compel employees to stay 

(Hausknecht, et al., 2008; Maertz Jr & Campion, 1998; Meyer & Allen, 1991; O'Reilly & 

Chatman, 1986; Rothausen, Henderson, Arnold, & Malshe, 2015). Therefore, it is 

recommended to deconstruct behavioural intent into two separate but interrelated 
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components, namely intent to stay and intent to leave and re-test the motivational factors to 

determine if the same ones are involved in both outcomes. 

 

The occupational background of employees moderated the factors contributing to employee 

flight risk. The mechanism by which this occurs however is open to debate. For example, is 

the mere belonging to a group sufficient or is moderation driven by the extent to which 

individuals identify with or are embedded with their job? Job embeddedness is the attachment 

that people make to their jobs (Kaizad, Hom, Holtom, & Newman, 2015; Mitchell et al., 

2001), and this extends the links between relationships and turnover. Mitchell et al. suggested 

that job embeddedness is influenced by three factors: links between "people, groups, or 

organisations" (p. 102); fit, which is the "employee's perceived compatibility with job, 

organisation, and community" (p. 103); and sacrifice, which is the cost of leaving. The idea 

of job embeddedness can also extend to occupational attachment, and it would be useful to 

explore whether it is the strength of the attachment that matters, as opposed to merely 

belonging to a particular group, when determining work attitudes and expectations (Kaizad et 

al., 2015; Maertz, 2004; Ng & Feldman, 2010; Ng & Feldman, 2007). If the object of 

attachment, such as a job or profession is not as important as the sense of belonging, then a 

new attachment to the organisation can be forged more easily with potential benefits in terms 

of increased engagement and performance. 

 

Another opportunity for further investigation revolves around the methods and processes 

used by managers to make decisions. Over the course of the current research, there were 

numerous interactions with management, such as gaining approval to conduct the study, 

assessment of the performance problem, study design and implementation, selection of 

appropriate interventions strategies, and measurement of organisational outcomes. 

Additionally, support from the senior management team was crucial in progressing the 

overall research project. It was apparent from the beginning however, the way in which 

managers view and process information, their mental models and schemas for assessing and 

understanding organisational phenomena, directly impact upon the decisions made. The issue 

of how managers make decisions and the subsequent impact on organisational performance is 

an increasingly important area of research (Hammon, Keeney, & Raiffa, 2006; Heath & 

Heath, 2013; Kahneman, 2011; Schoemaker, Krupp, Hogarth, Soyer, & Posner, 2015). It is 

recommended that the underlying beliefs, schemas, and mental models involved in manager 
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decision-making should be investigated, particularly in terms of the implications for how 

information is processed and acted upon.  

 

Conclusion 

The present program of research undertook a series of studies to explore turnover as a 

mechanism to understand the broader SHRM-performance link, while addressing key 

methodological and theoretical challenges in the SHRM empirical literature. In terms of 

turnover, the current dissertation made three key contributions. The decision to leave involves 

numerous factors, is context dependent, complex, and unlikely to be based on any one event. 

Changing jobs is a major decision which means managers have an opportunity to intervene 

and potentially redirect behaviour if they have insight into the factors that are involved, and 

strong channels of communication with employees. Furthermore, intervention strategies are 

also context dependent, and high-level one-size-fits-all approaches are unlikely to be 

optimally effective.  

 

From a methodological perspective, the current research recognised that linking SHRM 

practices to performance is challenging and needed a different approach that focuses on the 

nature of SHRM, the outcomes it generates, and the linkages between them. The 

methodological approach utilised both qualitative and quantitative data, took account of 

multiple direct and indirect variables, and was both cross sectional and longitudinal in nature. 

Furthermore, the recognition of the importance and utility of conducting a diagnosis as a 

means of better understanding the internal and external organisational environment, and 

clearly defining the criterion was a key foundation upon which the program of work was 

built. Another key basis of the methodological approach was utilising a behavioural 

approach, which ensured the program of work targeted concrete work phenomenon and 

focused on the basis of all performance, namely employee behaviour. 

 

From a theoretical perspective, the program of work highlighted how the macro and micro 

levels of performance are interrelated and must be integrated into a broader theoretical 

framework to articulate the performance chain from individual to group to organisational 

level performance. Additionally, the importance of the internal and external environmental 

context should not be underestimated. Results repeatedly demonstrated how employee 

attitudes and behaviour are an artefact of the interaction between individual differences, 

organisational strategy and objectives, and the broader internal and external environment 
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within which they all operate. This makes the research setting and understanding the context 

an integral component of the research, not just an afterthought or anecdote. Furthermore, 

exploration of the causal order cannot be done in a piecemeal or cross-sectional manner, 

instead requiring an integrated approach that unfolds over time. Lastly, organisational 

objectives and strategy have been a considerable challenge to integrate into empirical 

research. For progress to be made however, the nature of organisational strategy and what it 

means for the development of human capital must be articulated and understood for the 

linkage between SHRM and performance to be testable.  

 

The Strategic Behavioural Advantage model is the practical culmination of the experience 

gained from attempting to meet the methodological and theoretical challenges to investigate 

turnover and the broader implications for the "black-box" problem. Given the results 

obtained, it seems evident that the inability to open the "black-box" is not just because it is 

hard, but also because we have lacked the right key. 
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APPENDIX A 

Diagnosis 

Occupational Groups 

The list below provides an overview of some of the key occupational groups that are critical to 

delivering the program of work and meet organisational objectives. 

Occupation Description Comments and Background 

Construction 

Technician 

Team leaders and specialist 

expertise in construction 

crews 

Acting in more specialised construction tasks and often team 

leaders and inspectors or work, and foremen of construction 

teams, also have a role in health and safety oversight 

Construction 

Worker 

Carpenters, form setters, 

concreters, excavator 

operators, compacting 

machine operators, 

boilermakers 

Fulfilling a wide range of basic construction work tasks, from 

concreting to digging post holes, to clearance and excavation 

tasks, to form setting and laying reinforcing structures, as well 

as site preparation/clearance and general maintenance tasks. 

Highly-in-demand in the market. 

Civil 

Engineering 

Engineers with specific 

skills/knowledge in civil 

construction 

Minimum 4 year undergraduate qualification, often with post-

graduate qualifications, and years of on-the-job training as well 

as a state mandated "certification" process before can operate 

independently. Key role in the design and engineering of any 

construction project. 

Electrical 

Technicians 

Electrical tasks involved in the 

construction process 

Electrical cabling, wiring infrastructure, setting and wiring 

sensors, and central control boards and power distribution 

networks 

Infrastructure 

Inspector 

Inspection of task and 

maintaining standards 

Any work task has to be "signed off" before being considered 

complete. Highly experienced and on-the-job training. 

Mechanical 

Operations 

Mechanics and machine 

fitters, who maintain the 

heavy equipment 

Blue collar" and are highly-in-demand particularly in the 

resources and construction sector 

Planning and 

Design 

Quasi-Civil engineers who 

translate high level ideas and 

planning objectives into a 

blueprint or construction plan 

"white collar" and have a high degree of training, knowledge, 

expertise and tertiary qualifications at least at the graduate level 

and beyond. These roles focused on the design, planning, and 

modelling of advanced infrastructure design and construction 

projects and are also highly-in-demand in the broader market. 

Project 

Management 

Managing overall 

Construction project  

Highly trained professionals with hierarchy based upon "value" 

of project. The larger the value of the project the more senior 

the Project Manager. Years of on-the-job training involved. 

Safety 

Inspectors 

Health and Safety procedure 

oversight 

Usually with trades qualifications and years of on-site 

experience with extra specialised health and safety training and 

expertise 

Spatial Science Surveyors, and remote sensing Surveying, mapping, and remote sensing tasks 

Transport and 

Town Planning 

Transport modelling, 

population planning, and 

urban planning from a 

transport perspective 

Highly trained, often with graduate degrees, and years on on-

the-job training. Often involved in town planning process, and 

tracking transport use and flow of people and vehicles on the 

transport network. 
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HR Metrics: Voluntary Turnover, Retirement Rate, and Retirement Eligibility. 

In simple terms turnover is the movement of an organisation's members across the 

organisational boundary (Price, 1977). The understanding and exploration of turnover 

however, includes several dimensions and multiple perspectives do exist (Maertz Jr & 

Campion, 1998; Morrell, et al., 2001; Muchinsky & Tuttle, 1979; Price, 2001). One 

dimension of particular relevance to the way turnover was measured for this thesis is the 

extent to which turnover is voluntary and involuntary. Originally referred to as controllable 

turnover, voluntary turnover is defined as "instances wherein management agrees that the 

employee had the physical opportunity to continue employment with the company, at the time 

of termination" (Maertz Jr & Campion, 1998, p. 50).  

 

Voluntary turnover represents avoidable loss of employees or separations the organisation did 

not want, request, or expect (Maertz Jr & Campion, 1998; Muchinsky & Tuttle, 1979; Price, 

1977; Van Der Merwe & Miller, 1971). Conversely involuntary turnover represents 

separations controlled by management or cases where employees had little choice in the 

decision to leave, whether due to being excess to requirements, disciplinary action, or ill 

health (Griffeth & Hom, 2001; Maertz Jr & Campion, 1998). The underlying logic is that 

involuntary turnover is beneficial as the organisation desired the departure, while voluntary 

turnover was not desired and is therefore potentially harmful (Allen et al., 2010; Dalton et al., 

1982; Griffeth & Hom, 2001; Maertz Jr & Campion, 1998; Van Der Merwe & Miller, 1971). 

There is a lack of agreement however on what voluntary means and how to measure it, 

particularly given the perception of the level of control an individual has in the decision to 

leave can depend from whose perspective the question is asked, the employer or the 

employee (Maertz Jr & Campion, 1998).  

 

When calculating turnover most researchers, have employed a measure of turnover expressed 

as a per annum percentage figure of employees who leave the organisation (Cascio & 

Boudreau, 2009; Fitz-Enz, 1984; Griffeth & Hom, 2001; Lawler, et al., 2004; Morrell, et al., 

2001; Muchinsky & Tuttle, 1979; O'Connel & Kung, 2007). However, this simple calculation 

does not explain the underlying methodology and fails to distinguish between turnover that is 

voluntary and under control of the employee and that which is non-voluntary or under the 

control of the organisation (Allen et al., 2010; Campion, 1991; Maertz Jr & Campion, 1998). 
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Such a requirement is not just due to the concerns raised above, but also to accommodate the 

application of motivational models of turnover which will be discussed later (Campion, 

1991).  

 

Within this thesis, turnover is seen as consisting of a ratio, expressed as a percentage, of two 

components: the denominator represents the number (or headcount) of employees in a given 

period; while the numerator represents the number (or headcount) of employees who left in 

the same period as displayed in Figure 1 (CLC, 2005; Fitz-Enz, 1984; SSA, 2010b). To 

mitigate the impact of marked changes in employee headcount in any one period, the 

headcount of employees in a given period is calculated as being the average of the employee 

headcount over the period of interest (CLC, 2005; Fitz-Enz, 1984; O'Connel & Kung, 2007; 

SSA, 2010a). To differentiate between voluntary and involuntary turnover, the denominator 

representing the number (or headcount) of employees does not include employees who 

management considers to be non-core employees as designated in the payroll system, such as: 

casual employees; external contractors; scholarship holders; and other forms of short term 

employees. While the numerator, excludes employees who were forced to leave the 

organisation, such as those: terminated for disciplinary reasons; contract terminated due to 

the end of a project; termination due to restructuring; separation due to illness; or death as 

management views such employees as non-voluntary exits.  

 

Voluntary Turnover % rate= 
Number of Employees who Voluntarily left 

Average Headcount of Employees 
 

Figure 1. Formula for the calculation of turnover 
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Another contributor to separations is retirement, as well the future potential impact of 

retirements. Retired employees have been variously described in previous research as both 

voluntary (e.g., Campion, 1991) and involuntary (e.g., Hom & Griffeth, 1995). Consultation 

with management in the host organisation revealed a strong opinion that employees who 

retire should not be considered voluntary separations, however employees themselves 

claimed the timing of their retirement was up to them and could thus be considered voluntary, 

particularly for those who elected to take an early retirement. Due to the need to maximise 

face validity of results for the management team, it was decided to exclude retirements from 

the calculation of the number of employees who left over a given period as displayed in 

Figure 2 - retirement rate. When it comes to assessing retirement risk, a common approach is 

to calculated the proportion of employees who are approaching retirement (CLC, 2005; Fitz-

Enz, 1984; SSA, 2010b). A common standard is to report the proportion of employees who 

are 55 years and older, as displayed in Figure 2 - retirement eligibility. 

 

Retirement Rate % rate= 
Number of Employees who Retired 

Average Headcount of Employees 

 

Retirement Eligibility = 
Number of Employees 55+ years of Age 

Average Headcount of Employees 

 

Figure 2. Formula for the calculation of retirement rate and retirement eligibility 
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APPENDIX B 

Approach to Mediation 

Theoretical models involving mediation effects form the basis of many questions in 

psychology, and are very common in human resource management and organisational 

behaviour (MacKinnon et al., 2007; Mathieu et al., 2008; Wood, Goodman, Beckmann, & 

Cook, 2008). Mediation is said to exist if a predictor variable operates through an intervening 

or mediating variable to affect a criterion variable (Figueredo et al., 2013). The important 

distinction is that a mediator is part of the causal sequence between two variables 

(MacKinnon et al., 2007). The most widely used approach to test mediation comes from the 

classic article by Barron and Kenny (1986), which has been cited literally thousands of times 

(Figueredo et al., 2013; Zhao et al., 2010). According to Barron and Kenny (1986, p. 1176) 

the strongest evidence for mediation is when there is an indirect effect but no direct effect 

(Baron & Kenny, 1986). Barron and Kenny (1986) went on to detail a procedure to 

systematically test the pathways and determine the both the existence and extent of the 

mediation relationship.  

 

A number of researchers however have stated the Barron and Kenny (1986) approach has 

considerable flaws in both logic and practice (Figueredo et al., 2013; Hayes, 2009; Wood, et 

al., 2008; Zhao et al., 2010). For example, the starting point for the Barron and Kenny (Baron 

& Kenny) analysis is to establish there is a significant zero-order effect on the independent 

variable X on the dependent variable Y, the assumption being without an effect to be 

mediated there is no point investigating mediation, however this has been challenged (Rucker 

et al., 2011; Zhao et al., 2010). According to Zhao et al. (2010) the zero order effect of X on 

Y is equivalent to the total effect of X on Y, and therefore can occur in two ways, namely 

complimentary and additive, or competitively and cancelling each other out. The Barron and 

Kenny approach has also been found to be underpowered (Figueredo et al., 2013; 

MacKinnon, Lockwood, Hoffman, West, & Sheets, 2002), to the extent it has been shown a 

sample size of around 21,000 cases is required to demonstrate mediation when the total effect 

is fully explained by the indirect effect (Fritz & MacKinnon, 2007). In short, following the 

Barron and Kenny (1986) method may result in real effects being missed and potential for 

reporting mediation where none in fact exists (Preacher & Hayes, 2004). More recently, a 
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number of more rigorous options have been developed, particularly in testing indirect effects 

through bootstrapping techniques. 

 

Bootstrapping indirect effects has been around since the 1990's, but it has only been relatively 

recently the technique has grown in use (Hayes, 2009). Simulation research has shown 

bootstrapping to be one of the more valid and powerful methods for assessing intervening 

effects (Biesanz et al., 2010; MacKinnon et al., 2004; Preacher & Hayes, 2008; Williams & 

MacKinnon, 2008). One example of a bootstrap test, developed by Preacher and Hayes 

(2008), generates an empirical sampling distribution of a hypothesised interaction, takes the 

researcher's sample size, and draws replacement values to create a new sample.  

 

After a stipulated number of bootstrap samples have been drawn (suggested more than 2000 

is optimal) and the interaction estimated for each, indirect effects are calculated based upon 

the mean of the estimates (Hayes, 2009; Williams & MacKinnon, 2008). A bootstrap test also 

relies on a 95% confidence interval from the empirical distribution of the interaction 

estimates, and the process has the capacity to accommodate multiple mediators and 

covariates (Hayes, 2009, 2012; Preacher & Hayes, 2008; Zhao et al., 2010). Utilising a 

confidence interval approach in place of significance tests and null hypotheses has been 

found to have multiple benefits and I direct the reader to a number of detailed discussions on 

the topic (e.g., Cumming, 2012; Kline, 2004; Lance, 2011; Wood, 2005). 

 

In summary, the current study will establish mediation by calculating the significance of 

indirect effects, through a product based approach, using bootstrapping methods (Figueredo 

et al., 2013; Preacher & Hayes, 2004; 2008; Zhao et al., 2010).  For conducting this test the 

PROCESS model (version 2.1) was utilised, which is an SPSS macro specifically designed 

for this purpose (Hayes, 2012, 2013), and can be downloaded from the following location: 

http://www.afhayes.com/introduction-to-mediation-moderation-and-conditional-process-

analysis.html 
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Goodness of Fit indices 

The Std RMR is the average difference between corresponding elements of the sample and 

model-implied correlation matrix, with a result of less than 0.05 indicating a good fit 

(Cunningham, 2008). For the RMSEA the underlying logic is that no model will never fit 

exactly, so the best that can be achieved is an approximation to reality (Cunningham, 2008). 

The RMSEA has a lower bound of zero indicating perfect fit with values increasing as model 

fit deteriorates (Browne & Cudeck, 1993). One important feature of the RMSEA is it allows 

estimation of a confidence interval. Proposed by Browne and Cudeck (1993) within a 

hypothesis-testing framework in which a "test of close fit" is examined by examining the null 

hypothesis (i.e., RMSEA > 0.05) and the alternative hypothesis (i.e., RMSEA < 0.05). If the 

confidence interval around the RMSEA is entirely above 0.05, then the null hypothesis the 

model is a close fit would be rejected. AMOS produces a 90 percent confidence interval for 

the RMSEA and it has been recommended researchers use the RMSEA fit index because of 

the availability of such a confidence interval, which is not a feature of other fit indices 

(Cunningham, 2008; MacCallum & Austin, 2000). Furthermore, the RMSEA is less sensitive 

to distribution and sample size issues, as well as being more sensitive to model specification 

issues (Hu & Bentler, 1999). 

 

The GFI gives an indication of the relative amounts of the covariances among the latent 

variables accounted for by the hypothesised model (Cunningham, 2008; Gefen et al., 2011; 

Hu & Bentler, 1999). The GFI measures the amount of variance and covariance in the 

observed covariance matrix that is predicted by the model implied correlation matrix, with a 

score between 0 and 1 and values exceeding 0.95 considered to be indicative of a good fit 

(Cunningham, 2008; Schumacker & Lomax, 2010). The CFI is derived from the χ2 and 

measures the improvement in going from a target model to an independent one in which all 

variables are uncorrelated (Cunningham, 2008). The CFI has a range of 0 to 1, and values 

greater than 0.95 are considered to be indicative of satisfactory model fit (Gefen et al., 2011; 

Hu & Bentler, 1999). 
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Retention Survey CEO Message to All Employees 

Channel: CEO Announcement 

Audience: All employees 

Subject: Retention Survey - what does your future look like with us?  

 

 

Our commitment to deliver a record program of capital works across the state offers a 

challenging work environment to employees. But, providing challenges is only one part of 

making our organisation a great place to work.  

 

In today's competitive labour market, the organisation is focused on doing all we can to retain 

our most valuable resource– our employees. That's why it's important for senior management 

to understand what motivates you to work for us.  

 

To let us know why you choose to stay, or why you are planning to leave our organisation, 

complete the 2006 Retention Survey. 

 

The survey will take 15 – 25 minutes to complete. To complete the survey online visit 

http://portal/retentionsurvey/ 

 

Employees in non-office based locations will receive a hardcopy survey via their Survey 

Contact Officer. A list of Survey Contact Officers is attached for your reference. 

 

By completing the survey, you can have a say about: 

• employment expectations and job characteristics 

• how well the organisation supports its employees 

• current job satisfaction and career intentions 

• perceptions of the senior leadership team 

• intentions to stay or leave the organisation 

 

The Retention Survey is completely anonymous and voluntary.  

 

No individual will be identified as names or IP address information are not recorded as part 

of the survey data collection process. 

 

  

http://portal/retentionsurvey/
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What will happen with my feedback? 

 

The results will inform organisational strategies, such as workforce and succession planning, 

workforce management policies and strategies, flexible work practices, job redesign and 

career management.  

 

General Managers will also receive results for Divisions within their Group. District and 

Divisional leadership teams will address the results by including targeted actions into their 

business planning process. 

 

I strongly encourage you to complete the survey and have your say about how you view your 

future with the host organisation. 

 

For more information, please contact Marcus Champ in Workforce Information and Analysis, 

in the Corporate Capability Division.  

 

CEO 

Host Organisation 
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Executive Director Briefing to All Senior Managers 

 

Executive Director Brief Sheet 
cc: Senior Management Group 

Retention, Attraction and Engagement Survey 

 
 

Top three things you need to know  

• Organisation faces significant workforce challenges to deliver our increased portfolio of 

works 

• Now - more than ever before, it is vital to retain our organisational knowledge and talent 

• You have a key role to play to encourage employees to complete the Retention survey, so 

we can understand why employees intend to leave or stay 
 

 

Why is this survey important? 

The Retention, Attraction and Engagement Survey will allow the organisation to understand 

the individual and organisational drivers that motivate employees to continue working for our 

organisation. It will also explore our employee intentions to stay in the short term. The survey 

results will inform our resource planning and strategy development to address workforce 

shortages. 

 

The survey will ask our employees about their: 

• employment expectations and job characteristics 

• how well the organisation supports our employees 

• current job satisfaction and career intentions 

• perceptions of the senior leadership team 

• intentions to stay or leave 

 

How do employees complete the survey? 

The survey will take about 15 - 25 minutes to complete. 

 

Office based employees will receive the online survey link in an email announcement from 

the CEO. For employees who complete the survey online, answers will be collected in a 

secure database. 

 

Non-office based employees will receive a hardcopy survey via their Survey Contact Officer. 

A list of Survey Contact Officers is attached for your reference. Employees who complete the 

hardcopy survey can enclose their responses in an envelope and post in a secured box in their 

work area.  

 

Employees should complete the survey by 5pm on Monday 18 December 2006. 

 

The survey is completely anonymous and voluntary. 
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What will happen with the results? 

The results will be available in the first months of 2007. The Workforce Information and 

Analysis Unit will prepare a report for your area and distribute to you to inform business 

planning, workforce planning and capacity planning in your area.  

 

The survey results will also form part of a broader internal and external research program at 

the organisational level endorsed by the Senior Management Group. 

 

Your role – Action required** 

• Talk to your Directors about the survey and ask them to discuss with their team in team 

meetings by Monday 11 December 

• Send an announcement to employees in your Division to personally encourage them to 

complete the survey on Monday 4 December 

• Look out for the results in February and ensure they are included in business planning 

processes for your Division. 

 

For more information, contact Marcus Champ, Workforce Information and Analysis Unit in 

the Corporate Capability Division. 
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Message to All Employees to Complete the Survey 

Retention, Attraction, and Engagement survey 
 

As you are all aware the host organisation is facing a number of organisational 

challenges and a key part of our workforce planning and strategy development 

involves collecting feedback from our staff. 

 

This survey has been designed to understand the factors that lead employees across 

the organisation to stay or leave. The information collected will inform decision 

making for: 

 

• capacity planning activities such as; workforce planning, succession planning, 

and recruitment. 

 

• workforce management policies and strategies such as; phased retirement, 

flexible work practices, job redesign, and career management. 

 

The survey results will be provided to business units and will be integrated into the 

business planning process. 

 

The survey should take about 15-25 minutes with all responses being treated 

confidentially. Data will be reported at the group level with no group smaller than 5 

individuals being part of any report to management. 

 

 

 

 

 

 

Survey responses are anonymous and your feedback will be treated in a confidential 

manner such that no one individual can be identified. 

 

For further information please contact the Workforce Information and Analysis Unit 

via e-mail [address provided] or phone Marcus Champ, Principal Advisor Human 

Resources. 

 

  

PLEASE CLICK HERE TO OPEN THE SURVEY 
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Demographic Categories used in the Retention Survey 

 
Career Stage Mapping 

Career Stage Classification Group Level 

Junior Administrative  AO1-3 

Professional  PO1-2 

Technical  TO1-2 

Operational  OO1-2 

Civil Construction  CW01-04 

Engineering  C14-11 

Other Trainee, Apprentice, and 

Cadet 

   

Middle Administrative  AO4-6 

Professional  PO3-4 

Technical  TO3-4 

Operational  OO3-5 

Civil Construction  CW05-08 

Engineering  C10-07 

   

Senior Administrative  AO7-8 

Professional  PO15-6 

Technical  TO5-6 

Operational  OO6-7 

Civil Construction  CW09-14 

Engineering  C06-03 

   

Executive Senior Officer SO1-2 

Senior Executive Service SES1-4 

 

Age Groups 

 

1-19 years 30 to 34 years 45 to 49 years 60 to 64 years 

20-24 years 35 to 39 years 50 to 54 years 65 + years 

25 to 29 years 40 to 44 years 54 to 59 years  

 

Organisational Tenure 

 

< 1 year 3 to < 5 years 10 to < 15 years 20 to < 25 years 

1 to < 3 years 5 to < 10 years 15 to <20 years 25 years or more 
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Region/District and Location 

District Number Region/District Headquarters Location 

 South East  

1 South Coast - Hinterland Nerang 

2 North Coast - Hinterland Gympie 

13 Metropolitan Spring Hill 

 Southern  

12 Wide Bay/Burnett Bundaberg 

3 Southern Toowoomba 

4 South Western Roma 

5 Border Warwick 

 Central  

6 Central Rockhampton 

7 Central Western Barcaldine 

8 Mackay Mackay 

15 Central Highlands Emerald 

 North  

9 Northern Townsville 

10 North Western Cloncurry 

11 Peninsula Cairns 
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Retention Survey Questionnaire 

 

Retention, Attraction and Engagement Survey 

Introduction 

This survey has been designed to understand the factors that lead employees to stay or leave the organisation.  The information collected will 

inform decision making for: 

• capacity planning activities such as; workforce planning, succession planning, and recruitment. 

• workforce management policies and strategies such as; phased retirement, flexible work practices, job redesign, and career management. 

The survey results will be provided to business units and will be integrated into the business planning process. 

 

The survey should take about 15-25 minutes with all responses being treated confidentially. Data will be reported at the group level with no 

group smaller than 5 individuals being part of any report to management. No individual will be identified as names or IP address information are 

not recorded as part of the survey data collection process. 

 

Further Information and Questions 

The survey results will also form part of a broader research program at the organisational and whole of government level that has been endorsed 

by senior management. If you have any questions about the survey, the process, or would like any help with completing it please contact Marcus 

Champ from the Workforce Information and Analysis Unit on 3834-7360. 
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Background Information 

The information you provide in this section will be used to assist in drawing more meaningful conclusions from the survey results. Your 

responses will remain confidential and only reported in aggregate. 

Gender (Please circle) Male Female Age (closest in years)  

How many employers have you had since the age of 21? N/A 1 2 3 4 5 More than 5 

Classification (in current role regardless of 

whether you are acting/relieving/substantive) 

 Occupational Group  

Division/Group  

Business Unit/Branch  

Region/District  

Overall Tenure with the organisation ( in closest years)  Tenure in Current Role (in closest years)  

Employment Status  

(circle those that apply to your 

current acting position) 

Full Time Part Time Casual Contractor 

Permanent Temporary Graduate/Trainee/Apprentice 

What is the highest level of 

vocational training and/or study 

that you have achieved 

Year 10 to 12 Certificate Courses Associate Diploma 

Diploma Graduate Diploma Bachelors Degree Trade 

Post-Grad Diploma Masters Doctorate/PhD Not Applicable 

EEO Data: (Circle appropriate response/s) 

Non-English speaking 

Background 

Person with a Disability Aboriginal or Torres 

Strait Islander 

Prefer Not to Nominate None Apply 
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Characteristics of the job you currently undertake in the host organisation 

Listed below are a number of statements which could be used to describe a job. Please indicate the extent your job could be described as having 

the following characteristics: 

Core Job Characteristics To what extent are these factors apparent in your job 

(1= Very Little, 4= Moderately, 7= Very Much) 

How much autonomy is there in your job? (That is, to what extent does your job permit you to decide on 

your own how to go about doing your work?) 

1 2 3 4 5 6 7 

To what extent does your job involve doing a "whole" or identifiable piece of work? (That is, is the job a 

complete piece of work that has an obvious beginning and end? Or a small piece that is finished or 

handed over to someone else?) 

1 2 3 4 5 6 7 

How much variety is there in your job? (That is, to what extent does the job require you to do many 

different things, using a variety of skills and talents?) 

1 2 3 4 5 6 7 

In general, how significant or important is your job? (That is, the extent to which you think the results of 

your work affect other people in the organisation?) 

1 2 3 4 5 6 7 

How much challenge is there in your job? (That is, to what extent do you think you are stretched or 

challenged by the work that you do?) 

1 2 3 4 5 6 7 

To what extent do managers or co-workers let you know how well you are doing on your job? 1 2 3 4 5 6 7 

To what extent does the work itself provide you with information about your work performance? (That 

is, does the actual work you perform provide clues about how well you are doing, aside from the direct 

feedback you may get from managers or co-workers?) 

1 2 3 4 5 6 7 
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Level of support you get or seem to get from the organisation 

Listed below are a series of statements that represent your feelings about the level of support you feel you receive from the organisation. 

Statements about the perceived level of support provided by the 

organisation 

Please indicate your level of agreement/disagreement with each statement 

1= No, I 

Strongly 

Disagree 

2= No, I 

Disagree 

quite a lot 

3 = No, I 

disagree 

just a little 

4= I'm not 

sure about 

this 

5 = Yes, I 

agree just a 

little 

6 = Yes, I 

agree quite a 

lot 

7 = Yes, I 

Strongly 

Agree 

The host organisation really cares about my well-being 1 2 3 4 5 6 7 

The host organisation values my contribution to its well-being 1 2 3 4 5 6 7 

The host organisation cares about my opinions 1 2 3 4 5 6 7 

The host organisation considers my work goals and values 1 2 3 4 5 6 7 

The host organisation cares about my general satisfaction at 

work 

1 2 3 4 5 6 7 

The host organisation is willing to help me when I need a special 

favour 

1 2 3 4 5 6 7 

The host organisation provides an environment where I can 

achieve good work-life balance 

1 2 3 4 5 6 7 

The host organisation shows very little concern for me 1 2 3 4 5 6 7 
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Level of satisfaction you have with your current job and pay 

The following questions are concerned with how satisfied you are with your job, the host organisation, and the pay you receive. 

Level of satisfaction with your current job and pay Please indicate your level of agreement/disagreement with each statement 

1= No, I 

Strongly 

Disagree 

2= No, I 

Disagree 

quite a lot 

3 = No, I 

disagree just 

a little 

4= I'm not 

sure about 

this 

5 = Yes, I 

agree just a 

little 

6 = Yes, I 

agree quite a 

lot 

7 = Yes, I 

Strongly 

Agree 

Overall, I am satisfied with the kind of work I do 1 2 3 4 5 6 7 

Overall, I am satisfied with the organisation for which I work 1 2 3 4 5 6 7 

Overall, I am satisfied with my job 1 2 3 4 5 6 7 

I am fairly paid for the amount of effort I put into my job 1 2 3 4 5 6 7 

Compared with other places I could work, I am fairly paid 

for my effort 

1 2 3 4 5 6 7 

Compared with other places, I am fairly rewarded for the 

work that I do 

1 2 3 4 5 6 7 
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The level to which you are engaged with the host organisation 

Engagement refers to the extent to which you have pride in the organisation as a place to work and your personal sense of identity with the work 

that you do. 

Statements about your level of pride in the organisation as a place 

to work and sense of identity with the work you do. 

Please indicate your level of agreement/disagreement with each statement 

1= No, I 

Strongly 

Disagree 

2= No, I 

Disagree 

quite a lot 

3 = No, I 

disagree 

just a little 

4= I'm not 

sure about 

this 

5 = Yes, I 

agree just a 

little 

6 = Yes, I 

agree quite 

a lot 

7 = Yes, I 

Strongly 

Agree 

I really care about the future of the organisation 1 2 3 4 5 6 7 

I am proud to tell others I work for the host organisation 1 2 3 4 5 6 7 

My job provides me with a personal sense of satisfaction 1 2 3 4 5 6 7 

When I talk about the host organisation, I usually say "we" rather 

than "they" 

1 2 3 4 5 6 7 

I would recommend this organisation as a good place to work 1 2 3 4 5 6 7 

I believe in what I do every day at work 1 2 3 4 5 6 7 

This organisation inspires me to do my best work 1 2 3 4 5 6 7 
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Individual career intentions 

The following questions are designed to obtain an indication of your individual career expectations and intentions 

Statements exploring your career expectations and intentions Please indicate your level of agreement/disagreement with each statement 

1= No, I 

Strongly 

Disagree 

2= No, I 

Disagree 

quite a lot 

3 = No, I 

disagree just 

a little 

4= I'm not 

sure about 

this 

5 = Yes, I 

agree just a 

little 

6 = Yes, I 

agree quite 

a lot 

7 = Yes, I 

Strongly 

Agree 

I took this job as a stepping stone to a better job in another 

organisation 

1 2 3 4 5 6 7 

I expect to work for a variety of different organisations in my 

career 

1 2 3 4 5 6 7 

I do not expect to change organisations often during my career 1 2 3 4 5 6 7 

There are many career opportunities I expect to explore after I 

leave the host organisation 

1 2 3 4 5 6 7 

I am really looking for an organisation to spend my entire career 

with 

1 2 3 4 5 6 7 
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The extent to which the host organisation has been able to build your commitment and loyalty 

The following statements explore the extent you identify with the organisation and your sense of loyalty and commitment to the host 

organisation. 

Statement about the degree to which the host organisation has 

been able to build your commitment and loyalty 

Please indicate your level of agreement/disagreement with each statement 

1= No, I 

Strongly 

Disagree 

2= No, I 

Disagree 

quite a lot 

3 = No, I 

disagree 

just a little 

4= I'm not 

sure about 

this 

5 = Yes, I 

agree just a 

little 

6 = Yes, I 

agree quite 

a lot 

7 = Yes, I 

Strongly 

Agree 

I would be happy to spend the rest of my career with the host organisation 1 2 3 4 5 6 7 

I really feel as if the host organisation’s problems are my own 1 2 3 4 5 6 7 

I feel like "part of the family" here at the host organisation 1 2 3 4 5 6 7 

I feel emotionally attached to the host organisation 1 2 3 4 5 6 7 

The host organisation has a great deal of personal meaning for me 1 2 3 4 5 6 7 

I do not feel a strong sense of belonging to the host organisation 1 2 3 4 5 6 7 

I do not feel any obligation to remain with the host organisation 1 2 3 4 5 6 7 

Even if it were to my advantage, I do not feel it would be right to leave the host 

organisation at this time 

1 2 3 4 5 6 7 

I would feel guilty if I left the host organisation at this time 1 2 3 4 5 6 7 

The host organisation deserves my loyalty 1 2 3 4 5 6 7 

I would not leave the host organisation at this time because I have a sense of 

obligation to the people in it 

1 2 3 4 5 6 7 

I owe a great deal to the host organisation 1 2 3 4 5 6 7 
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Attitude to Leaving/Staying 

A major contributor to the process of deciding whether to leave or stay is the development of an attitude to the prospect of leaving. The 

following statements explore the nature of your attitude to leaving. 

Attitudes you have to the prospect of staying with or leaving the 

host organisation 

Please indicate your level of agreement/disagreement with each statement 

1= No, I 

Strongly 

Disagree 

2= No, I 

Disagree 

quite a lot 

3 = No, I 

disagree 

just a little 

4= I'm not 

sure about 

this 

5 = Yes, I 

agree just a 

little 

6 = Yes, I 

agree quite 

a lot 

7 = Yes, I 

Strongly 

Agree 

I feel I owe the host organisation because it has supported me 1 2 3 4 5 6 7 

I feel obligated to stay in my current job 1 2 3 4 5 6 7 

I believe that, to be fair, I should stay at this job a while longer 1 2 3 4 5 6 7 

I feel that I will lose valuable experience with the organisation if I leave at this 

time 

1 2 3 4 5 6 7 

I believe I will lose benefits, such as superannuation and long service leave, if I 

leave the host organisation 

1 2 3 4 5 6 7 

I feel that leaving at this time could prove costly to my career 1 2 3 4 5 6 7 

I am confident that I will be happy in the host organisation in the future 1 2 3 4 5 6 7 

In my current job I have good opportunities for promotion 1 2 3 4 5 6 7 

The organisation provides ample opportunities to develop myself 1 2 3 4 5 6 7 

The organisation provides ample opportunities to progress my career 1 2 3 4 5 6 7 

I want to continue working with my co-workers 1 2 3 4 5 6 7 

I feel I will lose valuable relationships by leaving at this time 1 2 3 4 5 6 7 

I feel loyal to my work unit in the host organisation  1 2 3 4 5 6 7 
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Your belief in the alternative job choices open to you and how easy they would be to obtain 

A major part of the decision making process is your perception of the job market now (and over the next 12 months). 

Please indicate your level of agreement with the following statements 

about acceptable alternative jobs outside of the host organisation 

1= No, I 

Strongly 

Disagree 

2= No, I 

Disagree 

quite a lot 

3 = No, I 

disagree just a 

little 

4= I'm not 

sure about 

this 

5 = Yes, I 

agree just a 

little 

6 = Yes, I 

agree quite a 

lot 

7 = Yes, I 

Strongly 

Agree 

I am confident I could find an acceptable alternative job quickly 1 2 3 4 5 6 7 

The probability of me finding an acceptable alternative job is high 1 2 3 4 5 6 7 

It would be very easy for me to find an acceptable alternative job if I wanted one 1 2 3 4 5 6 7 

It seems to me that I could easily find an alternate job choice with at least the same or 

better job conditions (in terms of salary and benefits) 

1 2 3 4 5 6 7 

 

A final part of the process to leave and stay is the development of an intent to go or stay 

Please indicate your level of agreement with the following statements 

 

1= No, I 

Strongly 

Disagree 

2= No, I 

Disagree 

quite a lot 

3 = No, I 

disagree just a 

little 

4= I'm not 

sure about 

this 

5 = Yes, I 

agree just a 

little 

6 = Yes, I 

agree quite a 

lot 

7 = Yes, I 

Strongly 

Agree 

I intend to stay with the host organisation for the next 12 months 1 2 3 4 5 6 7 

I feel strongly about staying in the host organisation in the next 12 months 1 2 3 4 5 6 7 

I often think about leaving the host organisation in the next 12 months 1 2 3 4 5 6 7 

I am actively looking for alternative employment outside of the organisation 1 2 3 4 5 6 7 
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APPENDIX C 

Focus Groups 

Focus Group Agenda 

Staff and Professional Group Discussion Agenda 

Introduction 

and 

Welcome 

(10 minutes) 

Introduction to group discussion 

Purpose, goals, and process 

Privacy, confidentiality, and consent 

How will results be reported and what will they be used for? 

 

  

Group 

Discussion 

 

Group discussion about turnover and other organisational issues: 

• What is it that motivates you to work in this organisation? 

• What would motivate you to stay in or leave the organisation? 

• What frustrates and annoys you when you think about the organisation 

and how it operates? 

• What suggestions do you have for improvements to make your work 

better? 

 

  

Feedback 

Session and 

current state 

 

Turnover patterns across the host organisation 

How does turnover impact the business? 

Feedback on results obtained from: 

− Retention Survey 

− Exit Interviews 

Next Steps 

 

− Given material covered in the above sessions…what does this mean for 

your business unit? 

− Work being conducted to address some of the issues raised 

− Next Steps and thanks for participation 

 

Total: Approximately 60-90 minutes 
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Manager Group Discussion Agenda 

Introduction 

and 

Welcome 

(10 minutes) 

Introduction to group discussion 

Purpose, goals, and process 

Privacy, confidentiality, and consent 

How will results be reported and what will they be used for? 

  

Group 

Discussion 

 

Group discussion about turnover and other organisational issues: 

• What is it that motivates you to work in this organisation? 

• What would motivate you to stay in or leave the organisation? 

• What frustrates and annoys you when you think about the organisation 

and how it operates? 

• What suggestions do you have for improvements to make your work 

better? 

 

Current 

State and 

Feedback 

Session 

 

Turnover patterns across the host organisation 

How does turnover impact the business? 

Feedback on results obtained from: 

− Retention Survey 

− Exit Interviews 

 

  

Manager 

Discussion 

As supervisors, leaders, and decision makers: 

• Given the issues discussed, what strategies would you like to put in 

place to influence retention outcomes? 

• What other suggestions do you have to improve organisational 

outcomes 

Next Steps 

 

− Work being conducted to address some of the issues raised 

− Next Steps and thanks for participation 

 

Total: Approximately 90-120 minutes 
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Focus Group themes and category definitions, coding and example comments 

Theme Category Description Example Comments 

Attraction and 

Recruitment 

Attraction and 

Recruitment 

General comments about attraction 

and recruitment 

"Important to get the best people foe the job" 

"There have been some challenges and recruitment is a priority" 

 Centralised 

Recruitment 

Organisation established a centralised 

recruitment unit to help address 

recruitment issues 

"Central recruitment getting better, but still not working with local 

business units" 

"The central recruitment unit is improving" 

Challenges getting the 

people needed 

Labour market very tight and 

difficulty sourcing applicants 

"The current market is very tight and it is hard to source the 

applicants we need" 

"Very hard to compete in the current labour market" 

International 

Candidates 

Issues with international candidates "too much focus on getting international candidates" 

"International candidates are viewed as a great sources...but the 

reality is very different" 

Issues with position 

descriptions 

Position descriptions provide detailed 

descriptions of jobs and list position 

requirements, tasks, knowledge and 

expertise needed 

"Generic position descriptions are not attracting the right 

candidates" 

"Position descriptions are not accurate and need to be updated" 

Perceived fairness of 

selection 

Employee perceptions of the fairness 

of the selection process 

"The process is not seen as fair by the market" 

"Still too much of jobs-for-the-boys" 

Recruitment process Concerns the recruitment process 

takes too long, too much paperwork, 

and not working effectively 

"Recruitment process takes too long" 

"Too much paperwork to fill in and not easy to use" 

"Too complicated" 

"Organisational recruitment processes are not working" 

Career 

Development 

Career Development General comments about career 

development 

"Need commitment from the organisation to assist employees to 

meet development and career aspirations" 

 Career Pathways Need for better defined career 

pathways 

"Technical career pathways are desperately needed" 

"Career transition between streams and into management is 

incomplete and confused" 

Professional and 

Technical 

Access to career development for 

professional and technical employees 

" The only way to get more money, is to become a manager and not 

do what I love doing" 
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Theme Category Description Example Comments 

"There is not equal access to career development in the technical 

and professional streams" 

Lack of experience of 

some 

Concerns with "fast tracking" 

development for early career engineers 

"Many positions are seeing people move through them too quickly" 

"Increasingly inexperienced people are being promoted into 

positions they are not suited to" 

Limited career choices Concerns with the lack of career 

choices 

"All the focus is on professional and technical, but what about the 

trades" 

"Lack of career opportunities for me" 

Personal Issues Personal concerns arsing from career 

and development needs 

"Some staff do not want to relocate due to family and work-life-

balance needs" 

"I cannot just move as I have a partner and family to consider" 

Communicatio

ns Issues 

Communications 

Issues 

Issues raised with communication 

across the host organisation or within 

the team 

"Room to improve the communication flows and overall 

relationships with customers" 

"Workshops not communicating and too much silo thinking"  

Contractors Interesting work goes 

to contractors 

General concerns about the use of 

labour hire and contractors 

"Labour hire is not being used effectively" 

"Need to manage our contractors more effectively" 

Interesting work goes 

to contractors 

Specific concerns with the way 

contractors are engaged and the work 

they are used for 

"Too much good work is going to contractors" 

"Why should I stay if the best work is going to contractors and they 

are also being paid more to do it?" 

District 

Operations 

Model 

District Operations 

Model 

General concerns with the Operations 

model 

"What gains/benefits have been realised from the introduction of 

the model?" 

"No flexibility in the model" 

Implementation too 

slow 

Specific concerns with the time taken 

to implement the model 

"The implementation process has been very slow" 

Internal Work unit 

issues 

Specific concerns with issues between 

work units in the new model 

"There have been negative and unhelpful comments on both sides" 

"Districts have been dictated to, and end result will only reinforce 

silo's" 

 Not Working Well Concerns the model is not working 

and needs to be amended 

"New processes were ineffective, and yet were advised changes 

were not possible" 
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Theme Category Description Example Comments 

"Model includes many new requirements, but are they necessary 

and adding value?" 

HR Support HR Support Issues raised with HR and the way HR 

is supporting the business 

"HR taking too long to progress paperwork and process just taking 

too long" 

"Lack of flexibility in HR rules and procedures" 

Job 

Satisfaction 

and 

Engagement 

Job Satisfaction and 

Engagement 

General comments about the 

importance and impact of job 

satisfaction and engagement on work 

outcomes 

"Different types of equipment keep me motivated and interested in 

the job" 

"Nothing worse than being bored and not challenged" 

Interesting Work Specific comments about the role of 

job variety and "interesting work" 

"I for one have enjoyed a wide range of tasks and the variety of 

work that has been on offer" 

"Job variety is very important to me and to move from place to 

place" 

Job Design Comments on the importance of well 

designed jobs 

"The best part is being involved at several stages of a project and 

seeing the end to end process so you can see the outcome of your 

work" 

 

Job Expectations Perception that the "old ways" of 

doing things will need to be changed 

"People are changing work expectations and the old guard is 

changing" 

"Younger people in particular want more interesting work and 

challenging work" 

Leaders and 

Managers 

Leaders and Managers General comments about managers 

and the quality of leadership 

"We just don't see out managers very often and have little 

communication or contact to help get support or clear direction" 

Managers do a great 

job 

Specific comments that managers do a 

great job 

"Leadership overall is good" 

"My manager is doing a great job" 

Lack of consultation Specific comments that managers are 

not consulting staff before making 

decisions 

"Leadership not seeing the importance of culture and bringing 

people along for the ride" 

"Managers need to work on developing relationships and having a 

dialogue with staff about issues that are affecting them" 
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Theme Category Description Example Comments 

Lack of Flexibility Managers are not being flexible in 

their thinking 

"Managers lack flexibility" 

Lack of transparency 

in decision making 

Manager decisions are not transparent, 

or do not know how decisions are 

made 

"Managers not sharing information – lack transparency in decision 

making processes" 

Support Managers and leaders need more 

support to do their job 

"It is good to get the support from my manager when I need it" 

Not considerate of 

employee needs 

Managers are not considerate of staff 

needs 

"Some staff believe managers not considering needs of staff to 

develop skills" 

Too long to make 

decisions 

Managers are taking too long to make 

decisions 

"Critical management decisions are taking too long" 

"Decision processes are too long" 

Treatment of 

employees 

Managers are not treating employees 

with respect 

"Apprentices are not treated well" 

"Workshop managers need to create a more supportive 

environment and treat their employees with respect" 

Mining Boom 

Issues 

Mining Boom Issues Concerns raised about the impact of 

the mining boom on the host 

organisation and its employees 

"Very hard to get skilled drivers and compete with the mines for 

labour" 

"Difficulty getting plant and other equipment due to the mining 

industry and the huge demand for equipment puts us last in line" 

Other Work 

Strategies 

Other Work Strategies General and specific comments on a 

wide range of issues and strategies not 

covered in other areas 

"Need to put more effort into developing cost estimation 

capability" 

"Need to do more to create special "quasi" professional support 

staff for engineers" 

Red Tape Red Tape Impact of bureaucracy and red tape on 

operations 

"Too much paperwork and processes very bureaucratic" 

"Have so much paperwork to complete before you can do 

anything" 

Politicisation of the 

Public Service 

Concerns with political interference, 

and changes with political policy 

"Government too concerned with how it looks rather than getting 

the work done" 

"Senior roles increasingly decided on political approval" 

Regional 

Issues 

Regional Issues General comments about regional 

issues and concerns 

"Needs to have more travel support...in the districts we often travel 

long periods and distances just to get to work yet this is not 

recognised" 
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Theme Category Description Example Comments 

"We have limited resources in the Districts and key thing is to help 

each other out" 

Regional concerns 

with attraction 

Specific concerns in the regions with 

attraction 

"Pressure on wages and terms and conditions of employment trying 

to compete with the mines" 

Regional concerns 

with career 

progression 

Specific concerns in the regions with 

access to career development and 

progression  

"Being a District office means there are limited opportunities to 

move in career unless we agree to move to central office" 

Cost of living 

concerns 

Concerns with cost of living increases 

in the regions 

"Rent and living costs are rapidly increasing due to the mining 

boom" 

"We are being costed out of our own town" 

Lack of recognition 

for Regions 

Specific issues with the recognition of 

the work done by the regions 

"Most of the positive stories that are passed around seem to be from 

head office...its almost like the District offices do not have much 

going on or are not important" 

Retention Retention Impact of turnover on performance, 

and specific concerns about retention 

 

"Difficult for me to get the support I needed because of so much 

staff turnover" 

"Large number of electrical employees approaching retirement and 

this is a big risk that is being undermanaged" 

Reward and 

Recognition 

Reward and 

Recognition 

General comments about how the host 

organisation managers reward and 

recognition 

"We rarely get any feedback on how we are going" 
"Poor performers are not being identified/managed while good 

performers are not being identified and rewarded" 

Incentives for 

performance 

Specific comments about incentives 

for performance 

"Put on a BBQ and some beers, recognition doesn't need to be 

extravagant." 

"Lack of incentives and bonuses for good work" 

Lack of recognition Comments about the degree to which 

performance is recognised 

"We are not recognised for the work that we do" 

"Lack of recognition and feedback on performance" 

Reward and 

recognition in the 

regions 

Specific comments about the level of 

access to reward and recognition in the 

Regions 

Excellence awards tend to be focused on key areas in head office" 

"Little recognition of Districts in Excellence Awards." 

 

Poor process for 

recognition 

Specific comments on the way the 

host organisation recognises 

employees  

"Performance management processes are not followed and not very 

useful to our daily tasks...seems like a waste of time" 

"Format issues, limited space, no signature box and so on." 
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Theme Category Description Example Comments 

Safety Safety General comments and health and 

safety 

"Safety is a major concern particularly for the road crews...the 

public just do not treat road work seriously and do not slow down" 

Night Work Specific comments about the recent 

introduction of night work 

"Night work has been a success from a number of different angles, 

helped safety outcomes, cooler, less disruption to traffic flow and 

better rosters with more flexibility" 

Terms and 

Conditions of 

Employment 

Terms and Conditions 

of Employment 

General comments about terms and 

conditions of employment (e.g., pay, 

leave, superannuation, cars, hours, 

overtime) 

"Some of the allowances need to be reviewed and how they are 

being applied is not consistent" 

"Pressure on wages and terms and conditions of employment trying 

to compete with the mines" 

 

Cars Specific comments about access to and 

allocation of cars 

"Car allocation and management plans are not fair and are not 

supporting the business" 

"I have 5 investigators in my team and only 1 car...makes if 

difficult to get work done" 

Job Security Specific comments on job security "Job security is not equally applied across different groups of 

employees" 

"Good job security" 

Leave Specific comments about leave "People are unable to take breaks or holidays" 

not enough support in the system to allow us to take "breaks or take 

some time off" 

Perks and sundry 

remuneration 

Specific comments on perks and other 

employee benefits 

"It would be great to have financial advice available to staff around 

the entitlements and package" 

"Meal allowance is just so out of date and not enough" 

"Camp allowance not sufficient and camp conditions could be 

better" 

Remuneration Specific comments about employee 

remuneration 

"Retention incentive being viewed as the extent the organisation 

cares/values employees and clearly some of those messages are not 

positive" 

"Some of the retention incentive amounts do not make sense and 

does not seem fair" 

"Pay and benefits not keeping up with market conditions" 
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Theme Category Description Example Comments 

Work-life-balance Specific comments about access to 

work-life-balance 

"Increasingly employees are working long hours" 

"Work-life-balance is good" 

Not getting work-life-

balance 

Specific comments about not getting 

good work-life-balance 

"Work-life-balance is not working as advertised" 

"Promise of good work-life-balance is not reflected in reality" 

Training and 

Development 

Training and 

Development 

General comments about access to and 

quality of training and development 

"It is important we keep up our training and accreditation 

Need to do more around training and succession 

management...important to have people ready to step up when 

someone does leave" 

Getting time to do 

training 

Specific comments on getting the time 

to do training 

"People are not being released to do training" 

"employees are falling behind on their competencies and due to 

workload are not getting to training sessions" 

Training needs not 

being met 

Comments about training needs not 

being met 

"As cost clerks we had limited access to the training we need to do 

our jobs" 

"Graduates not being able to go through the development program 

and not being monitored or guided through accreditation process." 

Types of training 

needed 

Comments on the types of training that 

should be provided 

"Managers need more leadership development" 

"In the districts we particularly need core public service training" 

Work Systems Work Systems General comments about work 

processes and systems 

"New systems being introduced that do not work" 

"Systems not integrated and largely unable to talk to each other 

which leads to re-work and double handling" 

Workload Workload General comments about workload 

and resources to do the job 

"There is not enough "fat" in the system to help create 

opportunities for breaks or to stagger work teams" 

"Overwork, too much time out, lack of support and safety concerns 

create extra pressure for work crews" 

"Lack of equipment is leading to more delays, cost overruns and 

extra pressure on the workloads" 
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APPENDIX D 

Exit Interviews 

Opening information and introduction 

Exit Interview – Opening Information 

(to be read out prior to Initiating the Exit Interview) 

 

Good morning/afternoon, my name is_____ employed in an external consulting agency that 

has been employed by the host organisation to conduct an independent and strictly 

confidential exit interview with you. Information gathered through this process will provide 

the host organisation with valuable information around your experiences within the 

organisation, what you liked and didn't like, and your reasons for leaving. 

 

Confidentiality 

The information you provide is strictly confidential.  

I would like to reinforce that the information you provide will be treated in the strictest of 

confidence and aggregated into a regular exit interview report for the host organisation. At no 

time will you be able to be identified as part of the reporting process. 

 

Use of the data 

Within the host organisation the information you supply today will be used for organisational 

performance measurement and internal improvement processes. 

The information will also be made available for research purposes both internally and 

externally, however your privacy and confidentiality will be maintained. 

 

Voluntary Process 

The exit interview is a voluntary process. The host organisation encourages all staff to take 

part in helping the organisation be more productive and a better place to work. We want your 

considered and honest opinion and if you choose not to take part there will not be any 

consequences. 

 

Are you willing to participate? : - 

• If no, please thank the respondent for their time and wish them all the best for the future 

• If yes, thank respondent and proceed: Would you like to proceed with the interview now? 

or would you like me to call you back in 10 minutes at another location/number? 

 

Please note that during this interview, if you advise me that you have experienced bullying, 

harassment, or discriminatory behaviour during your employment within the host 
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organisation I will encourage you to contact the Human Resources Branch within the 

organisation to discuss the matter further and seek a resolution. 

 

Thanks again for your participation and let's commence - Proceed with the Interview 

 

After the interview: Do you have any comments or feedback about the exit process or exit 

interview? 

 

At the End: 

Thankyou for your participation and we wish you well in the future. 

 

Further Information and Questions 

The exit interview results will also help inform other strategies such as attraction, retention, 

and workforce planning at the organisational level that have been endorsed by senior 

management. 

 

If you have any questions about the survey, the process, or would like any help with 

completing it in please contact Marcus Champ from the Workforce Information and Analysis 

Unit on 3137-7594. 

 

This survey is being conducted in accordance with Griffith University’s regulations on the 

Ethical Conduct in Human Research (2007).  If you have any concerns or complaints about the 

ethical conduct of the research project please contact the Manager, Research Ethics on 3735 5585 

or research-ethics@griffith.edu.au. 

 

 

  

mailto:research-ethics@griffith.edu.au
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Exit Interview Instrument 

 

Host Organisation Exit Interview Template 

Please start by taking employee through Opening Information/Demographic 

Information 

Name 

(voluntary) 

 

 

Gender Male Female Age (closest in years)  

Current Position 

Title 

 

Current 

Classification 

 Occupational 

Group 

 

Division  

Business 

Unit/Branch 

 

Centre/Location   

Overall Tenure 

with Main Roads 

<1yr 1 

to<3yrs 

3< 

5yrs 

5<10yrs 10<15yrs 15<20yrs 20<25yrs 25+yrs 

Employment 

Status 

(circle those that 

apply 

Full Time Part Time Casual 

Permanent Temporary Graduate/Trainee/Apprentice 

Type of Separation (Circle those appropriate) 

Resignation Retirement Redundancy 

Expected Last 

day of Work 

 Date Conducting 

Interview 

 

Roughly how long have you been considering 

leaving? (In months) 
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Q1. Where are you going to... 

Other Employment • In the Public or Private sector? 

• Is the role you will be doing similar to the role you are currently 

doing? 

• Was the remuneration/salary a key factor in your decision? 

• What about the other benefits such as car, mobile, laptop, etc 

being provided in your new role. Were they a factor in your 

decision? 

• What are the advantages associated with your new 

position/employer relative to your old one? 

Other (Please state)  

 

 

Q1B. Would you consider re-employment with the Host Organisation in the future? 

(Yes/No). Why? 

 

Q2. Reasons for leaving  

A. What was the last specific incident or problem that caused you to start looking for 

employment elsewhere? 

 

 

 

B. What were the larger, prevailing conditions or issues that contributed to your 

decision to leave? 

Note 1: If only one reason is given please explore if there were any others 

Reason for Leaving Follow-up questions (intended to try and unpack underlying 

influences) 

Family • Work-life balance issues? 

• Partner transferred to another district/region/state/country? 

Travel • Travel overseas? 

• Travel to/from work (e.g., commute too long, too much travel in 

my job, etc) 

• Did you explore leave without pay as an option? 

Development Needs/Skills • Do you think your skills are being fully utilised? 
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• Do you think your development needs were met during your 

employment? 

• Do you think the Host Organisation provided good career and 

professional development? 

Work Conflict or  

Discrimination or  

Harassment 

• Did you resolve the issue? 

 

Financial 

 

See previous questions in section A. 

Other Reasons 

 

 

 

 

Advantage and Disadvantages 

Q3A.What are the advantages of working for the Host Organisation? 

 

Q3B. What are the disadvantages of working for the Host Organisation? 

 

Suggested Changes 

Q4.What changes would have led you to reconsider your decision to leave and/or make your 

job better? 

 

Final Comments 

Q5. Any other feedback you would like to provide? 
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Exit Interview latent themes and categories coding 

Broad Theme Category Description Example Comments 

Benefits and 

Remuneration 

Remuneration Remuneration insufficient, or remuneration 

at new employer better 

"Remuneration was a factor, as I will be getting paid 

50% more" 

"Private-sector salary will be at least 30% more" 

Work/Life Balance Unable to access flex time, work life balance 

not being managed  

"I will get to spend more time at home" 

"I will get better work-life-balance in my new role" 

Job Security Access to a permanent role, or working on a 

temporary position 

"Offer of a permanent position" 

"I wanted permanency" 

Overtime Unpaid for overtime work, excessive 

overtime burden 

"there will be overtime available in the new role" 

"I will get hours of work paid for, am regularly doing 

unpaid overtime" 

Special circumstances Lack of financial support when relocating, 

either within state, interstate, or overseas.  

Lack of housing package. 

"Moving back to a country with less stress, and cheaper 

houses" 

"Returning back to home country, cost of living in 

Australia is just too high" 

Package Benefits Car, Phone, leave, computer, 

superannuation. 

"Going to the private-sector I will get car, phone, laptop 

and salary sacrifice options..." 

"I will get private phone, laptop, and access to a holiday 

unit" 

Culture Bias Employee perceives that there is a ‘boys 

club’ attitude, or age bias or attitudes 

"As generation Y I was not given the opportunities that I 

was capable of" 

"There is a boys club and was not treated fairly" 

Bureaucracy Employee felt that there was too much 

bureaucracy and red tape 

"Bureaucracy and Red tape a major issue" 

"Less bureaucracy at new job, host organisation has too 

many blockages and forms" 

Engineer Focus Concern of an emphasis on engineering roles 

at the detriment of other employees 

"Unless you are an Engineer you do not get any career 

support or development" 

"Culture oriented to Engineers" 
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Broad Theme Category Description Example Comments 

Geographical bias Employee feels that there is a cultural bias 

towards one or more geographical regions or 

business units. 

"Head office region gets all the resources and 

opportunities" 

"Head Office staff get quickly promoted and have less 

responsibility for more pay" 

Innovation Employee feels host organisation is not 

innovative enough in its work practices, 

employee did not feel that they were 

encouraged to be innovative in their own 

jobs, new employer is perceived to be 

innovative 

"Not allowed to innovate or do things differently" 

"Host organisation too old fashioned" 

"Allowed to be innovative and use my skills 

appropriately" 

 

Public-Sector Employee perceived that there is a stigma to 

working in the public-sector, employee did 

not feel that they were a good fit with public-

sector culture. 

"Moving back to an environment more focused on 

efficiency and reducing costs" 

"Desire to escape from the public-sector"" 

Job Satisfaction 

and Motivation 

Autonomy Employee did not perceive that they had 

enough autonomy to carry out their job as 

they would have liked. 

"I will have the authority to act and make my own 

decisions" 

"Able to set my own agenda" 

"More independent role and make my own decisions" 

Challenge Lack of challenging work, need more 

challenge 

"Going to a more challenging role" 

"Boredom and not being challenged" 

Direction Lack of direction, vision, work goals "Don't agree with the current direction" 

"Lack of direction and clarity of vision" 

Flexibility Employee did not perceive that they had 

enough flexibility to carry out their job as 

they would have liked. 

"More flexibility in my new role" 

"More flexibility" 

Job Satisfaction Work more enjoyable, satisfying, or 

interesting 

"I have more interest in the role I am going to" 

"More responsibility, more challenge and enjoyable 

work" 

Meaningfulness New role offers sense of more meaningful 

work 

"New role more meaningful and challenging" 

"New role has greater scope to have more impact" 
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Broad Theme Category Description Example Comments 

Reputation The employee perceives the reputation 

negatively.  Reputation of new employer is 

preferable. 

"New employer has a good reputation" 

"Different industry, and good organisation" 

 

Support and resources Employee did not feel that they had a 

sufficient support network, or resources to 

do the job 

"Could have been better supported by management" 

"Can actually do the job with the equipment needed" 

Travel Employee felt that their role incorporated too 

much travel, new employer requires less 

travel 

"New company operates across the country and the 

world" 

"New job will have less travel" 

Using all skills Employee did not feel that all their skills 

were used, new employer offers a chance to 

use more of their skills 

"Will utilise skills that have been gained" 

"Will get a chance to use a wider range of skills, and 

better task variety" 

Justice Equity The employee feels that some work practices 

are not equitable, e.g. may feel that 

promotions are made on the basis of tenure 

rather than merit. 

"Job inequity, as others seemed to get better pay and 

conditions while other missed out" 

"Appointment decisions often not equitable or fair" 

Management 

and Leadership 

Change Management Change is not being properly managed "Changes have not been implemented effectively" 

"Change process was not well managed" 

Communication  Communication does not meet the needs of 

the employee 

"There is a major lack of communication in the area in 

which I worked" 

"There is a communication problem in my area" 

Direct Supervisor Direct supervisor not meeting needs of the 

employee, conflict with direct supervisor 

"Supervisor controlled and stood over people" 

"My supervisor had poor skills" 

Leadership Lack of leadership or promise of better 

leadership in new role 

"Better leadership in the new role" 

"Current organisation has a lack of leadership" 

Performance 

Management 

Performance of self or others is not being 

properly managed 

"There is a lack of performance management" 

"Performance is just not managed" 

Senior Management Senior management not meeting the needs of 

the employee, conflict with senior 

management 

"Senior management are out of touch with the workers" 

"Senior management just unsupportive" 
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Broad Theme Category Description Example Comments 

Personal Change in location  Employee needed to change location, 

employee’s job changed location and they 

could not move, partner relocated and went 

with them 

"Location was a significant issue, as I wanted to be with 

my partner" 

"I had personal reasons and needed to relocate"" 

Closer to Home New position closer to home, more 

convenient, better location, shorter commute, 

closer to family 

"Living away from home becoming too much" 

"Currently I have a long commute" 

"New Job will be closer to home" 

Conflict Employee experienced conflict with others, 

at any level 

"Harassment and humiliation on the job" 

"I experienced ongoing harassment in my job" 

"Conflict was the number one reason I left" 

Family Employee indicated that an issue with their 

family meant they did not want to stay, for 

example, carer, having baby, stay at home 

parent. 

"Health of family member meant I had to go" 

"Stay at home mum and had to raise the children" 

Headhunted Employee was headhunted by new employer "I was headhunted" 

Health Employee’s health was being affected, 

employee’s health prevented them from 

working any more, position too stressful 

"Retiring due to ill health" 

"Had to move to a job with less stress" 

Personal Having a break from current job to think 

about future, or miscellaneous personal 

reason  

"Onerous situation at work, felt out of my depth" 

"I failed exams and do not want to be a burden" 

Self employed Employee starting up own business "I will be working for myself, same work, but 

contracting" 

"Setting up my own company with more diverse work 

and better income" 

"Setting up my own business" 

Time to move on Just time for a change, or to move on 

 

"It's just time to move on" 

"There were no specific issues, just had to explore other 

opportunities" 

Travel Employee wanted to travel or go on 

extended holiday 

"Wanted to finish work and travel for a while" 

"Extended holiday" 
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Broad Theme Category Description Example Comments 

 

Working environment Employee dissatisfied with current working 

environment.  New employer offers 

preferable working environment. 

"Overall work environment will be better" 

"New role will be in a faster-paced environment" 

Workload Employee indicates that they experienced an 

excessive burden of work 

"I will be working fewer hours" 

"less hours, and better roster" 

Personal and 

Career 

Development 

Career Change Employee has indicated a significant career 

change as part of their reasons to leave 

" I will be undertaking a new career" 

"Having a career change" 

Career Development Host Organisation does not provide 

sufficient career development programs, 

employee could not access career 

development programs, new employer has 

preferable career development programs. 

"New role will have more career development" 

"Currently lack of development opportunities" 

"Career development and limited scope in current role" 

Diversity of work Insufficient diversity of work, new employer 

will provide a diverse program of work 

"Range of work will be considerably more varied" 

"Currently have a lack of task variety" 

No Career Options No further career options, career path more 

clearly defined at new employer 

"Can see myself sitting in current position and not 

progressing" 

"Basically there was no-where to go career wise" 

Promotion No further promotional opportunities, going 

to new employer provides a promotion, more 

promotional opportunities at new employer. 

"Progression takes too long and I will not hang around 

waiting for someone to retire" 

"New role will be a promotion" 

Skills and Knowledge  Skills and knowledge not being developed, 

or express belief that this will be better at 

new employer. 

"I will be learning new things at the new job" 

"Increased opportunities for learning" 

Study support Employee could not access or did not know 

about study support, new employer has 

preferable study support schemes. 

"New role will have greater study support" 

"I will be getting an apprenticeship and study support in 

the new role" 

Study/Education/Trade 

Qualifications 

Employee left to pursue further study, 

certifications, or trade 

"returning to uni to extend study" 

"Will be studying full time" 



404 

 

Broad Theme Category Description Example Comments 

Training Lack of training opportunities, new 

employer provides more training 

opportunities. 

"The role will have additional; training" 

"More training opportunities" 

Retirement Retirement Retirement "I will be retiring" 
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Advantages of Working at the Host Organisation 

Category Example Comments 

Career Opportunities "Opportunity to enhance career prospects"" 

"Opportunity for career development" 

Conditions of Employment "Great sick leave, flex time, and other benefits" 

"Flex time, mobility, and flexible work arrangements" 

Empowerment "Ability to make your own decisions" 

Good Communication "good communication within the team" 

"Good communication with people across the state" 

Good Department "Progressive organisation, well funded and good to work for" 

"The department really looked after me and was good to work for" 

Good Equipment "Good equipment" 

"We had the resources and equipment we needed to do the job" 

Good for Engineers "Development for engineers was good, with support to get registered, mentoring, and graduate program" 

Graduate Program "Graduate program was good" 

HR Processes and practices "Some advanced and sophisticated HR practices" 

"Good HR processes and practices, like work mobility, flexible work arrangements" 

Innovation and Creativity "Organisation lets you learn from your mistakes" 

"Access to new ideas and ways of ding things" 

Job Security "Organisation provides great job security" 

"Permanent position" 

Lifestyle "Lifestyle" 

"Lifestyle, going to the beach, flexible working hours" 

Location "Working locally, reduced travel time" 

"Great people, great location close to home" 

Management "Supervisor who taught me a lot of new things" 

"I have enjoyed working with great managers" 

Mentoring "Good training and mentoring" 

"Mentoring was good" 

Opportunities for Women "Organisation provides some good opportunities for women" 

People I Work With "The people I work with and the peer support" 
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"Great people" 

"Mateship factor" 

Positive Work Culture "Good work environment:" 

"Pleasant working environment compared with the private-sector" 

Progression and Promotion "Opportunities for advancement" 

"Good career progression" 

Remuneration ""good pay in comparison with the private-sector" 

"Better pay than many other comparable agencies" 

Satisfaction and Engagement "Great job experience" 

"To work for the department and be part of the transport system was very satisfying" 

Retention Strategy "Retention Strategy reward program was good" 

Training and Development 

Opportunities 

"Opportunity to learn and get training" 

"The training provided on the job" 

Work-Life Balance "Good work-life balance" 

"Flex time, good leave arrangements, and work-life balance" 

Workplace Safety "Great focus on safety" 

"Organisation is very safety conscious" 
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Disadvantages of Working at the Host Organisation 

Category Example Comments 

Bureaucracy and Red Tape "Too much bureaucracy" 

"Becoming even more bureaucratic and tarred with the same brush as other public-sector agencies" 

Challenges with Satisfaction and 

Engagement 

"Used to be a good organisation, but now too many controls on everything you do" 

"Negative perception of the public-sector, and impact on employability" 

 

Change and Change 

Management 

"Management don't seem to do much homework before trying to bring in new changes" 

"Inability to make changes effectively" 

Inequity "Strong culture of jobs-for-the-boys" 

"Inequity, particularly between blue and white collar workforce" 

Lack of Career Opportunities "Lack of career opportunities" 

"Lack of defining career pathways and opportunities for advancement" 

Lack of Innovation and 

Creativity 

"Organisation does not encourage creativity and innovation" 

"You are locked into a certain way of doing things from start to finish" 

Lack of Job Security "Was not offered a permanent position" 

"Uncertainty and constant re-structuring" 

Lack of Training and 

Development Opportunities 

"Lack of advancement opportunities for my particular skills" 

"No opportunities for training and development" 

Management – deal with 

performance 

"Management just refuse to act on poor management which affects the morale of the whole team" 

"Inadequate performance feedback and negative culture" 

Management – deal with the 

conflict 

"Conflict could have been better managed" 

"Management does not deal with difficult people" 

Management – lack of support "Lack of management support..." 

"Solitude and did not get assistance to integrate from management" 

Management needs to improve "Management needs to improve" 

"Poor management and lack of leadership at the higher level" 

Personal Issues  " Working with a family member is challenging" 

"Long commute, and live a long way from work site" 

Political interference "Too much political interference..." 

"Government bureaucracy and political agenda" 
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Poor Communication "Lack of communication" 

"Lack of information and breakdown of communications on many projects" 

Poor Culture and work 

environment 

"Work used to be interesting and challenging but now too much bureaucracy and poor culture" 

"Constantly changing positions, re-structures, and poor work environment" 

Poor HR processes "Selection, performance, and other HR processes don't work well and difficult to deal with" 

"Poor HR processes and complaints poorly managed" 

Poor Work practices and 

processes 

"Not having equipment, poor work processes, and lack the training to do the job" 

"Workshop has old lathes and poor work processes, we should be able to complete jobs faster and better quality" 

Poor Work-life balance "Nature of work meat I was never home" 

"Job away from home - no personal life - too much driving" 

Remote Area Concerns "Lack of career pathways in the regions" 

"Very far from the city, and less opportunities to grow" 

Remuneration "Lower salary and fewer opportunities" 

"Current salary levels make it hard to get really good technical people" 

Too much focus on engineers "If you are not an engineer or technician then you have limited opportunities" 

"Difficult to get a chance if you are not an engineer" 

Workload and resources "Losing a lot of resources and experience as we have lost a lot of staff over the last few years" 

"Not having the resources, or equipment to do the job" 

"Not enough experienced staff to get the job done" 
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Suggested Changes to Make my Job Better 

Category Example Comments 

Bureaucracy and Red Tape "Total lack of flexibility of bureaucracy and government" 

"We are bogged down in administration rather than delivering good service to the customer" 

Career Opportunities "Help me develop a career plan so I can see where I could be in a few years" 

"More development opportunities, and personal development focus" 

Clear Direction and a Plan "Knowing the direction of the department..." 

"More defined goals, and actions from management" 

Communication "Greater communication and consultation with managers is needed" 

"Lack of order and communication within teams" 

Conditions of Employment "Being able to have access to part time work" 

"Paid for time actually worked" 

Contractors and Capability "More technical tasks and roles in-house rather than contracting out" 

"Design Office needs to be given more of the interesting work, rather than farming it outside" 

Culture "Need to discuss work related issues, get rid of the boys club and work on the organisational culture" 

"Change the culture around the office" 

Decision Making "If things happened faster - better decision process" 

"Need improved decision making processes" 

Empowerment and 

Consultation 

"Need to have the opportunity to make decisions without endless debate" 

"More responsibility and empowerment for decision making" 

Equity and Fairness of work 

practices 

"Treatment should not depend on whether you have a degree or a piece of paper" 

"Review of salary and evenly distributed workload" 

Health and Wellbeing "Being able to work in another area close to home" 

"Less stressful role" 

HR processes and practices "Recruitment and selection processes need to be improved" 

"More structured training guides for trainees" 

Innovation "Better treatment of younger people with new ideas" 

Job Security "Provide more permanent positions" 

"Extend my contract and offer permanency" 

Management "More modern outlook on management..." 

"Management could have dealt with employees issues in a better way" 



410 

 

Management – deal with 

performance 

"Management needs to deal with performance rather than moving people sideways" 

Management – deal with the 

conflict 

"Management needs to step in a resolve problems rather than letting it fester" 

"Resolve issues with direct supervisor" 

Management – more support "Management could have been more supportive, rather than throwing me in the deep end and then held accountable" 

"More senior management support needed" 

Management – set the 

example 

"Management need to walk the talk and set the example for others" 

"Visible commitment from senior management to do what they are supposed to be doing" 

Management – talk about my 

career 

"When I talked to management about promotion should have received a faster response" 

"Knowing the direction of the department and knowing if there are career opportunities" 

Promotion and Progression "More opportunities for progression, and getting recognised for the work I do" 

"I would like more responsibility - being given doormat jobs - being able to contribute at a higher level" 

Provision of a Car "Provision of a car would be good" 

"Provision of a car due to onsite location would have been an improvement and is causing staff turnover" 

Remote Area Concerns "Some kind of financial assistance to combat high cost of living in the regional area" 

"Out in the bush, hard to work 11 hours a day and then have to cook and clean...need more support" 

Remuneration "Currently cannot match salary of private-sector and difficult to get experienced staff" 

"Limitations on remuneration and issue of too great a reliance on contractors"  

Satisfaction and Engagement "Opportunity to broaden skills and experience" 

"Make the work more challenging, and expose me to different things to make it more satisfying" 

Retention Strategy "Retention Strategy implementation came too late, and is not targeted in the right way" 

"More equitable spread of Retention Strategy across employee base" 

Training and Development "More training and improve employees skills, particularly at the start" 

"People not being taught well enough" 

Work processes and practices "Equipment needs to be modernised, and better practices in the workshop" 

"There needs to be a reduction in unnecessary re-work" 

"Current systems are primitive and need to be reviewed" 

Workload and resources "More support and resources are needed to cope with workload" 

"Less pressure to get the job done quickly, or increase resources" 

 


