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EMPIDYEE TENURE: A STUDY OF EMPLOYEE TURNOVER AND RETENTION INVOLVING

EMPLOYEE BACKGROUND, JOB SATISFACTION, AND REASONS' FOR STAYING

CHAPTER I  

INTRODUCTION

One problem  fa c in g  most o rg a n iz a tio n s  today i s  p e rso n n e l tu r n 

o v e r , In  h i r in g  new em ployees, p e rso n n e l m anagers hope to  r e c r u i t  and 

t r a i n  employees who w i l l  re n d e r long  p e r io d s  o f  p ro d u c tiv e  s e rv ic e . For 

one reaso n  o r  a n o th e r , however, tu rn o v e r rem ains a  ch ro n ic  problem , r e 

q u ir in g  c o n s id e ra b le  a t t e n t io n .  The m agnitude o f  th e  tu rn o v e r problem 

i s  ev idenced  by a  re c e n t e s tim a te  which p la c e s  th e  c o s t  o f  tu rn o v e r in  

American in d u s try  a t  e lev en  b i l l i o n  d o l la r s  a  y e a r . T h is  e s tim a te  i n 

c lu d es  th e  c o s ts  o f  re c ru itm e n t, s e le c t io n ,  and t r a in in g  o f  employees 

(A ugustine, 1972, p . 6 2 -1 ) .

I t  i s  n o t m anageria l i n s e n s i t i v i t y  to  th e  tu rn o v e r problem , b u t 

i t s  com plexity  th a t  c r e a te s  d i f f i c u l t y  f o r  many m anagers to  fa c e  i t  

sq u a re ly . P a r t  o f  t h i s  com plexity  stem s from th e  f a c t  th a t  w h ile  th e

problem  i s  om nipresen t, i t s  causes a re  n o t n e c e s s a r i ly  u n iv e r s a l .  In

o th e r  words, tu rn o v e r in  a  p a r t i c u l a r  o rg a n iz a tio n  h as  i t s  own unique 

s e t  o f  f a c to r s .  Because o f  t h i s ,  th e re  i s  ho s ta n d a rd  p re s c r ip t io n  

a v a ila b le  to  d e a l w ith  tu rn o v e r on an a c ro ss  th e  board  b a s is .  Each

s i tu a t io n  must be d e a l t  w ith  a s  i f  i t  were un iq u e ,

1



The s ta te d  o r  assumed reaso n s f o r  employee tu rn o v e r a re  o f te n  

n o t th e  r e a l  ones. For in s ta n c e , an in d iv id u a l  may say he i s  q u i t t in g  

h is  jo b  because o f  th e  hours o f  employment, b u t th e  r e a l  reason  may be 

th a t  th e  work i s  n o t r e a l ly  c h a lle n g in g . C onsequently , i t  i s  n ecessa ry  

to  go below th e  su rfa c e  and id e n t i f y  th e  r e a l  reaso n s  so th a t  th e  problem , 

r a th e r  than  i t s  symptoms, i s  analyzed .

R e fe rrin g  to  th e  b road  m anageria l r e s p o n s ib i l i t i e s  o f p e rso n n e l 

a d m in is tra tio n , W endell F rench  (1974, p . 115) su g g es ts  th a t  in  a d d itio n  

to  s e le c tin g ,, u t i l i z i n g ,  and develop ing  th e  most q u a l i f ie d  p eop le  and 

th e  most a p p ro p ria te  techno logy , management should  (1) c re a te  an o rg a n i

z a t io n a l  environm ent in  which n o n -p ro d u ctiv e  and c o s t ly  d e fe n s iv e  b e 

h a v io r (such as absen teeism  and tu rn o v e r) i s  m inim ized and (2) c re a te  

an o rg a n iz a tio n  in  which p eo p le  have an o p p o rtu n ity  to  g iv e  e x p re ss io n  

to  t h e i r  h ig h e r needs th ro u g h  su c c e ss fu l accom plishm ent, F re n c h 's  views 

imply th a t  employee tu rn o v e r i s  a r e s u l t  o f  o rg a n iz a tio n a l  im p e rfe c tio n s  

c h a ra c te r iz e d  by such th in g s  a s  nonsu p p o rtiv e  le a d e rs h ip , poor jo b  d esig n , 

and lack  o f  o p p o rtu n ity  fo r  grow th and developm ent. W hile t h i s  may be 

t ru e  in  many in s ta n c e s , i t  i s  a lso  p o s s ib le  th a t  tu rn o v e r i s  an a  p r io r i  

phenomenon. In  o th e r  words, th e re  may be many f a c to r s  in  an in d iv id u a l 's  

make-up th a t  p re d e s t in e  subsequent jo b  b eh av io r re g a rd le s s  o f  o rg a n iz a 

t io n a l  c h a r a c te r i s t i c s .  M inim izing absen tee ism  and tu rn o v e r may f i r s t  

r e q u ire  an exam ination  o f  th e  p re d e te rm in a tiv e  v a r ia b le s  which may then  be 

fo llow ed by a m o d if ic a tio n  o f  o rg a n iz a t io n a l  p o l ic ie s  and environm ental 

f a c to r s .  Thus, i t  i s  im p e ra tiv e  th a t  a l l  f a c to r s  which in f lu e n c e  in d iv i 

d u a l beh av io r on th e  jo b  be examined and un d ers to o d .



s ta te m e n t d f  Problem  

Employee tu rn o v e r can e x i s t  even in  o rg a n iz a tio n s  where most 

employment v a r ia b le s  appear to  be  o p e ra tin g  a t  an o p tim a l l e v e l .  For 

exam ple, a  f irm  may ex p erience  a  s e r io u s  tu rn o v e r problem  even though 

ta s k s  may re q u ire  no abnormal e f f o r t ,  th e  wage s t r u c tu r e  i s  b e t t e r  th an  

average fo r  th e  a re a , management e x h ib i ts  a  genuine concern f o r  th e  

w e lfa re  o f  i t s  employees, th e  f irm  p ro v id e s  an ’open channel o f  communi

c a t io n  to  m a in ta in  harmonious r e l a t io n s  w ith  i t s  em ployees, th e  w r k in g  

o o n d itio ris  appear to  be co m fo rtab le  and ad eq u a te , and th e  o v e r a l l  

p e rso n n e l p o l i c i e s  appear to  be r e l a t i v e l y  good.

One p o s s ib le  e x p la n a tio n  f o r  th e  above in c o n s is te n c y  i s  due to  

in d iv id u a l  a t t r i b u t e s  o f em ployees. These in c lu d e  such th in g s  a s  b io 

g ra p h ic  and demographic in fo rm a tio n  o f  a  p e r s o n 's  t o t a l  background 

c o n s is t in g  o f  age, p la c e  o f re s id e n c e , ed u ca tio n , p re v io u s  e x p e rien c e , 

and fam ily  r e s p o n s ib i l i t i e s  a s  ev idenced  by m a r i ta l  s t a tu s  and number o f 

dep en d en ts . One o r  more o f  th e s e  f a c to r s  cou ld  r e l a t e  to  le n g th  o f  

te n u re , l e v e l  o f  jo b  s a t i s f a c t i o n ,  p ro d u c t iv i ty ,  and c a re e r  advancement. 

B e t te r  p e rso n n e l s e le c t io n  co u ld  be ach iev ed  i f  a  p a t te r n  o f  r e l a t i o n 

sh ip s  can be id e n t i f i e d  betw een in d iv id u a l  background and subsequent 

jo b  b eh av io r .

S ta tem en t o f  Purpose 

The purpose o f  t h i s  re s e a rc h  i s  th r e e - f o ld ;

1 . The s tu d y  i s  in te n d e d  to  e x p lo re  and in v e s t ig a te  th e  d i f f e r 

ences between lo n g -te n u re  and s h o r t- te n u re  employees w ith  re s p e c t  to  

t h e i r  b iographic-dem ographic  background and. to  id e n t i f y  th o se  a t t r i b u t e s  

th a t  seem to  encourage long te n u re .  (R esearch  Q uestions I  and I I  lo c a te d



in  th e  fo llo w in g  s e c tio n  ad d ress  t h i s  p a r t  o f  th e  r e s e a rc h .)*

The u n d e rly in g  r a t io n a le  fo r  t h i s  p a r t  o f th e  re se a rc h  i s  based 

on th e  assum ption th a t  unique c h a r a c te r i s t i c s  can be a t t r ib u te d  to  em

p lo y ees  who e i th e r  s ta y  w ith  t h e i r  em ployers o r  leav e  th e  company. The 

id e n t i f i c a t i o n  o f  th e se  f a c to r s  can en ab le  an o rg a n iz a tio n  to  s tre n g th e n  

i t s  s e le c t io n  methods so a s  to  maximize th e  number o f  p o te n t i a l ly  lo n g - 

te n u re  employees and m inim ize th e  number o f  p o te n t ia l ly  s h o r t- te n u re  

a p p l ic a n ts .  T h is  study  examines one means o f  accom plishing th e  m inim i

z a tio n  o f  s h o r t- te rm  employment th rough  w eighted a p p lic a t io n  b lank and 

analyze i t s  e f f e c t iv e n e s s .

2 , The s tu d y  a lso  a ttem p ts  to  de term ine  th e  e x te n t o f  jo b  

s a t i s f a c t i o n  ex p ressed  by p re s e n t  em ployees. For each d e c is io n  to  s e le c t  

an employee th e re  i s  an im p l ic i t  assum ption th a t  th e  r e la t io n s h ip  w i l l  be 

a l a s t in g  and p le a s a n t  one . I t  i s  commonly b e lie v ed  th a t  th e  d eg ree  o f  

jo b  s a t i s f a c t i o n  a f f e c t s  an em ployee 's te n u re  in  th e  o rg a n iz a t io n . T h ere

fo r e ,  c le a r e r  u n d ers tan d in g  o f  jo b  s a t i s f a c t i o n  le v e l s  o f  p re s e n t p e rso n 

n e l  can p ro v id e  b e t t e r  p e rc e p tio n  o f  th e  m otives behind  t h e i r  d e c is io n  to  

rem ain w ith  th e  company. The C o rn e ll Jo b  D e sc r ip tiv e  Index  (JDI) w i l l  be 

ad m in is te red  to  m easure s a t i s f a c t io n  w ith  jo b .  T h is  in s tru m en t m easures 

s a t i s f a c t i o n  w ith  f iv e  m ajor a sp e c ts  o f  jo b ,  namely, work, su p e rv is io n , 

pay, prom otion , and co -w orkers, (S ubquestions A, B, C, D, and E o f 

R esearch  Q uestion  I I I  d e a l w ith  th e se  i s s u e s ,)

*The d e c is io n  to  examine re se a rc h  q u estio n s  r a th e r  th an  to  

t e s t  fo rm al hypo theses was n e c e s s i ta te d  by th e  e x p lo ra to ry /in v e s t ig a to ry  

n a tu re  o f  t h i s  s tu d y .



3 , A lthough a p o s i t iv e  r e la t io n s h ip  may e x is t  between jo b  

s a t i s f a c t io n  and employee te n u re , t h i s  i s  no t a u n iv e rs a l  phenomenon 

s in ce  o th e r  f a c to r s  a lso  c o n tr ib u te  to  employee tu rn o v e r . For example, 

i t  has been shown th a t  long te n u re  i s  p o s s ib le  even i f  employees show 

no p o s i t iv e  a t t i t u d e  tow ard t h e i r  jo b s .  A jo b  s a t i s f a c t io n  survey , 

th e re fo re ,  can p ro v id e  o n ly  p a r t i a l  answers to  reaso n s fo r  tu rn o v e r .

The th i r d  purpose o f  t h i s  s tu d y  i s  to  sea rch  fo r  a d d i t io n a l  reasons 

why employees co n tin u e  to  rem ain w ith  a p a r t i c u la r  company. The survey 

in s tru m en t Why Do You S tay  W ith Your Company? w i l l  be ad m in is te red  to  

p re se n t em ployees. T h is  in s tru m en t examines th re e  s p e c i f ic  a re a s  o f  

reaso n s  f o r  s ta y in g : m o tiv a tio n a l ( jo b  c o n te n t) , m aintenance (jo b

environm ent), and e x te rn a l env ironm ental re a so n s . (The re s p e c tiv e  r e 

sea rch  q u e s tio n s  a p p lic a b le  to  t h i s  p a r t  a re  sub q u estio n s  F, G, and H 

o f  R esearch Q uestion  I I I . )

T h is  t r i a d i c  in v e s t ig a t io n  should  p ro v id e  a  b e t t e r  u n d erstand ing  

o f  tu rn o v e r and te n u re  th an  would be th e  case  i f  o n ly  one a rea  was 

examined in  i s o la t io n .

R esearch  Q uestions 

I ,  To in v e s t ig a te  th e  d if f e r e n c e  between lo n g -ten u re  

and s h o r t- te n u re  employees in  term s o f  t h e i r  

r e s p e c tiv e  backgrounds. The p re s e n t a p p lic a t io n  

b lank  w i l l  be used  as  a source  o f  d a ta .

I I ,  To develop  a  w eighted a p p lic a t io n  b lank  u sin g  th e  

b io g ra p h ic a l in fo rm atio n  found in  th e  a p p lic a t io n  

b lan k s  o f  th e  lo n g -ten u re  and s h o r t- te n u re  groups 

and to  de term ine  vdiether th e  w eighted a p p lic a t io n



blank cou ld  have p re d ic te d  tu rn o v e r w ith  bo th  

s t a t i s t i c a l  s ig n if ic a n c e  and p r a c t i c a l  im portance , 

I I I ,  To in v e s t ig a te  w hether th e  p re s e n t employees show a 

p o s i t iv e  a t t i t u d e  ( s a t i s f a c t io n )  toward t h e i r  jo b s ,  

and to  ex p lo re  th e  p o s s ib le  reasons f o r  t h e i r  con

tin u e d  p resen ce  in  th e  o rg a n iz a tio n  a s  o u tl in e d  

in  th e  fo llo w in g  su b q u es tio n s : •

A, To in v e s t ig a te  w hether th e  c u rre n t employees 

a re  s a t i s f i e d  w ith  t h e i r  vrork.

B, To in v e s t ig a te  vdrether th e  c u rre n t employees 

a re  s a t i s f i e d  w ith  t h e i r  su p e rv is io n ,

C, To in v e s t ig a te  w hether th e  c u rre n t employees 

a re  s a t i s f i e d  w ith  t h e i r  pay ,

D, To in v e s t ig a te  w hether th e  c u rre n t onployees 

a re  s a t i s f i e d  vd.th t h e i r  p rom otions.

E, To in v e s t ig a te  w hether th e  c u rre n t employees 

a re  s a t i s f i e d  w ith  t h e i r  co -v o rk e rs ,

F , To in v e s t ig a te  w hether th e  c u rre n t employees 

rem ain w ith  th e  company fo r  m o tiv a tio n a l 

re a so n s ,

G, To in v e s t ig a te  xdiether th e  c u rre n t employees 

rem ain w ith  th e  company f o r  m aintenance 

re a so n s .

H, To in v e s t ig a te  w hether th e  c u rre n t employees 

rem ain w ith  th e  company f o r  e x te rn a l  en v iro n 

m en ta l re a so n s .
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J u s t i f i c a t i o n  fo r  th e  R esearch 

One th r u s t  o f  t h i s  re se a rc h  c e n te rs  around th e  a n a ly s is  o f 

b io g ra p h ic a l d a ta  as  found in  th e  a p p lic a t io n  b lan k s and th e  developm ent 

o f  a w eighted a p p lic a t io n  b lank  which cou ld  se rv e  as  a  u s e fu l  to o l  in  

se p a ra tin g  p o te n t i a l ly  lo n g -te n u re  and s h o r t- te n u re  em ployees. There 

a re  se v e ra l s tu d ie s  which support th e  u se fu ln e s s  o f  th e  w eighted a p p l i 

c a tio n  blank in  p re d ic t in g  a number o f  success ' c r i t e r i a ,  in c lu d in g  

employee te n u re . I n s p i te  o f  t h i s ,  o n ly  a few o rg a n iz a tio n s  a re  re p o rte d  

to  use  w eighted a p p l ic a t io n  b lan k s  a s  p a r t  o f  t h e i r  s e le c t io n  p ro ced u res .

Use o f Unweighted A p p lic a tio n  Blank in  Employee S e le c t io n

The unw eighted a p p l ic a t io n  b lank  i s  a u n iv e r s a l ly  used  in s tru m en t 

and th e re  e x i s t s  a  g re a t  d e a l  o f  s im i la r i ty  in  th e  item s covered  in  a p p l i 

c a t io n  b lanks used  in  s e le c t in g  ‘employees o f  a g iven  o c c u p a tio n a l c a te g o ry . 

I t  i s  à w e ll recogn ized  f a c t  th a t  th e se  in s tru m en ts  c o n ta in  a  w ea lth  o f  

in fo rm a tio n . However, many tim es th e  a p p lic a t io n  b lank  i s  u sed  very  

s u p e r f ic ia l ly ,  e s p e c ia l ly  in  h i r in g  b lu e - c o l la r  M arkers (F rench , 1974,

• p .  270).

Because o f  th e  u n iv e r s a l i ty  o f  i t s  u se , th e  unw eighted a p p l ic a 

t io n  b lank  i s  a  f a m il ia r  item  b o th  to  th e  a p p lic a n ts  and to  th e  p e rso n n e l 

m anager. In  term s o f th e  c o s t  o f  d e s ig n  and p ro d u c tio n , th e  a p p lic a t io n  

b lank  i s  perhaps one o f  th e  l e a s t  expensive o f  th e  s e v e ra l  s e le c t io n  

to o ls  used tod ay .

Most a p p lic a n ts  view  th e  a p p lic a t io n  b lank  a s  a means o f  p ro v id in g  

in fo rm atio n  about them selves and f e e l  com fortab le  about com pleting i t  

w ithou t any f e e l in g  o f  p re s su re  o r  te n s io n  th a t  m ight a r i s e  i f  c e r ta in  

sc reen in g  t e s t s  were a d m in is te re d . The a p p lic a n t knows th a t  th e  employer
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may, i f  so in c l in e d ,  v e r i f y  th e  c o n te n ts  o f  th e  a p p l ic a t io n  b la n k . Thus, 

o f  a l l  th e  so u rces  a manager may u se  to  g a th e r  in fo rm a tio n  about a p o te n 

t i a l  employee, th e  a p p l ic a t io n  b lan k  p erh ap s p ro v id e s  th e  m ost a c c u ra te  

and th e  l e a s t  expensive in fo rm a tio n .

U t i l i t y  o f  W eighted A p p lic a t io n  Blank in  Employee S e le c t io n

A case  f o r  u s in g  th e  w eigh ted  a p p l ic a t io n  b lan k  can be made on 

th e  b a s is  o f  s e v e ra l  o b s e rv a tio n s  and f in d in g s .  In  re q u e s tin g  in fo rm a tio n  

on a p p lic a t io n  b lan k s  th e re  i s  an im p l ic i t  assum ption th a t  such d a ta  w i l l  

en ab le  th e  manager to  p r e d ic t  subsequen t jo b  b eh av io r (F rench , 1974, 

p .  270);

■ In  g e n e ra l , i t  would appear t h a t  th e  a p p l ic a t io n  b lank  has c o n s id 
e ra b le  " fa c e  v a l id i ty "  (obv ious c o r re c tn e s s  o r  c o r re c tn e s s  on th e  
su rfa c e )  in  th a t  r e le v a n t  p a s t  perform ance i s  p ro b ab ly  a good p r e 
d ic to r  o f  fu tu r e  perfo rm ance. I t  would be re a so n a b le  to  assume, 
however, th a t  th e  m a jo r i ty  o f  f irm s  in  th e  U .S, have n o t perform ed 
s t a t i s t i c a l  s tu d ie s  to  d is c o v e r  to  what e x te n t th e  v a r io u s  item s 
on th e  a p p lic a t io n  b la n k s  do in deed  p r e d ic t  su cc e ss .

Thus, a n a ly s is  o f  a p p l ic a t io n  b lan k  item s can re v e a l  c e r t a in  item s th a t  

a re  b e t t e r  p re d ic to r s  th an  o th e r s .  Once th e s e  item s a re  id e n t i f i e d ,  

w eigh ts  may be s t a t i s t i c a l l y  a ss ig n e d  to  them. Subsequent a p p l ic a t io n  

b la n k s  may be sco red  ro u t in e ly  f o r  s e le c t io n  p u rp o ses . The a d m in is tra 

t i v e  expense i s  very  nom inal r e l a t i v e  to  th e  p o te n t i a l  b e n e f i t s .  L ik e 

w ise , th e  te ch n iq u e , once worked o u t ,  does n o t re q u ire  e x te n s iv e  t r a in in g  

to  a d m in is te r , A p ro p e r ly  developed  w eigh ted  a p p l ic a t io n  b lank  enhances 

th e  u s e fu ln e s s  o f  an a lre a d y  known and e x is t in g  s e le c t io n  in s tru m e n t to  

a  much h ig h e r l e v e l .

Jo b  S a t i s f a c t io n ,  Reasons f o r  S ta y in g  and Employee Tenure

The w eighted a p p l ic a t io n  b lank  f in d in g s  a re  to  be c o rro b o ra te d  

w ith  th e  a n a ly s is  o f  jo b  s a t i s f a c t i o n  and th e  reaso n s  f o r  s ta y in g  w ith
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th e  company. A c a r e f u l  su rvey  o f  th e  l i t e r a t u r e  on w eighted  a p p l ic a t io n  

b la n k s , jo b  s a t i s f a c t i o n ,  and reaso n s  f o r  s ta y in g  d id  n o t show any i n 

s tan ce  where a l l  th e se  f a c to r s  have been co n sid e red  in  one s e t t i n g .

T h is  study  s e t s  i t s e l f  a p a r t  from p re v io u s  s tu d ie s  by exam ining n o t o n ly  

th e  background d a ta  which s e p a ra te  s h o r t- te n u re  and lo n g - te n u re  employees 

b u t a lso  th e  is s u e  o f  jo b  s a t i s f a c t i o n  and th e  reaso n s  fo r  s ta y in g  w ith  

a  firm .

H ere to fo re , s tu d ie s  u s in g  w eighted  a p p l ic a t io n  b la n k s  to

reduce tu rn o v e r have d e a l t  p r im a r i ly  w ith  develop ing  and v a l id a t in g  th e

w eig h ts . "While t h i s  in  i t s e l f  i s  a h e a lth y  s ig n  as  f a r  a s  th e  e f f o r t s

d ire c te d  a t  reduc ing  tu rn o v e r  a re  concerned , t h i s  au th o r sh a re s  th e

fe e l in g s  expressed  by F low ers and Hughes (1973, p . 49):

Many companies spend a g r e a t  amount o f  tim e and money in v e s t ig a t in g  
th e  causes o f employee tu rn o v e r—fo r  example, th ro u g h  program s o f 
e x i t  in te rv ie w s . U su a lly  th e  in te n t  beh ind  such s tu d ie s  i s  to  f in d  
o u t vhy people  le a v e , th e  id e a  being  th a t  i f  a company con id e n t i f y  
th e  reaso n s  f o r  te rm in a tio n , i t  can work to  h o ld  te rm in a tio n s , and 
tu rn o v e r , down.

The overem phasis on red u c in g  tu rn o v e r , though in a d v e r te n t ly ,  may have 

- r e s u l te d  in  g ro ss  n e g le c t  o f  an o th er key is s u e ,  th a t  i s ,  th e  rea so n s  f o r  

em ployees' s ta y in g  w ith  an o rg a n iz a t io n . The reaso n  f o r  t h i s  n e g le c t  i s  

perhaps th e  t a c i t  assum ption th a t ;  (1) th o se  who co n tin u e  t h e i r  member

sh ip  do so because th e y  a re  s a t i s f i e d  w ith  th e  vrork, th e  o rg a n iz a t io n , 

and th e  jo b  environm ent; and (2) th e  ones who te rm in a te  do so because 

they  a re  d i s s a t i s f i e d  w ith  th e  work, th e  o rg a n iz a tio n , and th e  jo b  

environm ent. C onsequently , many s tu d ie s  a re  desig n ed  to  id e n t i f y  th e  

n e g a tiv e  e lem ents in  th e  work environm ent which a l le g e d ly  c o n tr ib u te d  

to  th e  tu rn o v e r v ia  e x i t  in te rv ie w s  o r  post-em ploym ent su rv e y s . Such 

assum ptions a re  n o t t r u e  in  a l l  ca se s  (F low ers and Hughes, 1973, p . 49):
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The q u e s tio n  o f  tu rn o v e r r a te  looms la rg e  fo r  management, and com
p a n ie s  have t r a d i t i o n a l l y  focused  c o n sid e rab le  a t t e n t io n  on why 
employees le a v e . However, th e  reasons why employees s ta y  a re  
e q u a lly  o r  more im portan t to  a company th a t  seeks to  m a in ta in  a 
m o tiv a ted , p ro d u c tiv e  vrork fo rc e . A fte r  a l l ,  some people  s ta y  in  
t h e i r  jo b s  f o r  reaso n s th a t  have n o th ing  to  do v /ith  t h e i r  jo b s  o r  
w ith  th e  company, and such employees may lack  th e  m o tiv a tio n  to  
do more than  th e y  a b so lu te ly  must to  s ta y  a f lo a t .  On th e  o th e r  
hand, employees w ith  h igh  m o tiv a tio n  may leave  f o r  reasons u n re 
la te d  to  t h e i r  work, reaso n s which th e  company co u ld  a c t  to  neu
t r a l i z e .  , , , From th e  viexupoint o f  a company's p o l ic ie s  on 
employment and tu rn o v e r, th e  reaso n s why people  s ta y  in  t h e i r  
jo b s  a re  j u s t  as  im portan t a s  th e  reaso n s idiy th ey  leave  them.

I t  would seem reaso n ab le  to  assume th a t  tu rn o v e r in  a p a r t i c u l a r  f irm

i s  due to  low s a t i s f a c t io n  w ith  th e  jo b . But t h i s  does n o t need to  be

t r u e  in  a l l  c a s e s .  A ccording to  th e  h ig h l ig h ts  o f  th e  Flowers-Hughes

(1973) s tudy ;

1 , Low s k i l l  employees f e e l  bound p r in c ip a l ly  by b e n e f i t s ,  fam ily  
r e s p o n s i b i l i t i e s ,  th e  d i f f i c u l t y  o f  f in d in g  an o th e r jo b , p e rso n a l 
r e la t io n s h ip s  w ith  co-w orkers, lo y a l ty  to  th e  company, and sim ple 
f in a n c ia l  p re s s u re s ,

2 , M oderate s k i l l  employees f e e l  roughly  th e  same, bu t th e y  seem 
somewhat l e s s  s e n s i t iv e  to  environm ental f a c to r s .  L oyalty  to  th e  
company, however, was c i t e d  more f re q u e n tly ,

3 , M anagers o f f e r  q u i te  a d i f f e r e n t  p r o f i l e .  They s ta y  m ain ly  
f o r  rea so n s  r e la te d  to  t h e i r  jo b s  them selves and community t i e s ;  
th e  d i f f i c u l t y  o f  f in d in g  an o th er jo b ,  fam ily  r e s p o n s ib i l i t i e s ,  
and company lo y a l ty  e x e r t  r e l a t i v e ly  l e s s  in f lu e n c e  on them .

With th e se  r e v e la t io n s ,  i t  behooves one to  go beyond j u s t  look ing  a t  what 

ty p e  o f  p eo p le  s ta y  on a jo b  and what type  o f  p eop le  le av e  th e  jo b .  I t  

i s  a lso  n e c e ssa ry  to  examine th e  f e e l in g s  o f  th o se  who s tay  w ith  th e  f irm  

so a s  to  f in d  o u t w hether th ey  a re  s a t i s f i e d  w ith  t h e i r  jo b s  and th e r e 

fo re  s ta y  on t h e i r  jo b s .  I f  n o t ,  i t  i s  im p era tiv e  th a t  management know 

th e  reaso n s  fo r  t h e i r  s ta y in g  so th a t  i t  can b e t t e r  d i r e c t  i t s  re so u rce s  

in  i t s  a tte m p ts  to  reduce tu rn o v e r and o b ta in  in c re a se d  commitment from 

p e rso n n e l. For th e se  reaso n s  b o th  th e  le v e l  o f  s a t i s f a c t io n  and th e  

reaso n s  fo r  s ta y in g  w ith  th e  f irm  a re  examined.
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A lthough t h i s  re s e a rc h  i s  ad d ressed  to  a p a r t i c u l a r  f irm , i t  m ight 

prove to  be o f  use  in  o th e r  s im ila r  s i tu a t io n s  a s  w e ll. The s t a t e  o f  O k la

homa i s  c o n s ta n tly  seek ing  o u t in d u s t r ie s  to  lo c a te  in  v a r io u s  p a r t s  o f  th e  

s ta te o  I n d u s tr ie s ,  in  tu rn ,  a re  in  sea rc h  o f  lo c a t io n s  where fa v o ra b le  

c o n d itio n s  p r e v a i l .  The a v a i l a b i l i t y  o f  in fo rm a tio n  reg a rd in g  th e  type  and 

q u a l i ty  o f  la b o r  fo rc e  in  a  p a r t i c u l a r  a re a  can p ro v id e  g u id e lin e s  to  p o 

t e n t i a l  in v e s to rs  in  t h e i r  manpower p la n n in g , employee t r a in in g  program s 

and o th e r  p e rso n n e l p r a c t ic e s .  As an a d ju n c t to  t h i s ,  th e  employer may be 

c a l le d  upon to  develop  th e  lo c a l  t a l e n t  to  th e  p o in t  where i t  can become 

p ro d u c tiv e . C onsequently , th e  aw areness o f  th e  p e c u l i a r i t i e s  o f  a g iven  

la b o r  m arket i s  e s s e n t i a l  to  d e s ig n in g  jo b s ,  t r a in in g  program s, o r i e n ta 

t io n  program s, and su p e rv iso ry  s e le c t io n .

In  summary, i t  i s  expec ted  th a t  t h i s  re se a rc h  w i l l  r e s u l t  in  bo th  

th e o r e t ic a l  and p r a c t i c a l  c o n tr ib u t io n s  to  th e  f i e l d  o f  management. From 

an a c a d e m ic - th e o re tic a l p o in t  o f  view , th e  re s e a rc h  i s  an in te g ra te d  s tu d y . 

In s te a d  o f look ing  a t  th re e  c r u c ia l  is s u e s  in  i s o la t io n ,  t h i s  study  looks 

a t  a l l  in  one s e t t in g  which en ab le s  one to  d e a l  w ith  th e  t o t a l i t y  o f  th e  

problem . The f in d in g  o f  t h i s  re s e a rc h  can p ro v id e  th e  im petus fo r  fu r th e r  

re s e a rc h  and un d ers tan d in g  o f  employee b e h av io r .

From a p r a c t i c a l  s ta n d p o in t, th e  re s e a rc h  w i l l  have an immediate 

im pact on th e  company. Assuming th a t  th e  w eighted  a p p l ic a t io n  b lank  i s  

found to  be v a l id ,  th e  u t i l i t y  o f  an e x is t in g  s e le c t io n  d ev ice  i s  improved. 

T h is would mean some ta n g ib le  b e n e f i t s  to  th e  firm  in  term s o f  b e t t e r  man

power management and reduced  p e rso n n e l c o s t s .  The firm  can d i r e c t  i t s  

a t te n t io n  to  o th e r  c r u c ia l  is s u e s  in s te a d  o f  engaging in  a  c o n s ta n t 

b a t t l e  to  m a in ta in  a s ta b le  w orkforce . I t  can t a i l o r  i t s  m o tiv a tio n a l
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e f f o r t s  w ith  in c re a se d  u n d ers tan d in g  and r e a l iz e  g r e a te r  e f f e c t iv e n e s s ,

A w eighted a p p lic a t io n  b lank  developed in  co n ju n c tio n  vd th  an 

exam ination o f  th e  le v e l  o f  s a t i s f a c t io n  and reasons fo r  s ta y in g  p ro v id es  

a  b e t t e r  to o l  in  d e a lin g  w ith  th e  q u e s tio n s  o f  tu rn o v e r and employee 

re te n t io n  th an  would be th e  case  i f  a w eighted a p p l ic a t io n  b lank  were 

developed if ith o u t a lso  examining th e se  o th e r  r e la te d ,  b u t o f te n  n e g le c 

te d  and very  im portan t a re a s .  Beyond t h i s ,  as  b e s t  a s  can be determ ined  

from th e  l i t e r a t u r e ,  t h i s  s tu d y  re p re s e n ts  a f i r s t  in  terras o f  th e  

In te g ra te d  a n a ly s is  o f  employee tu rn o v e r . The rev iew  o f  l i t e r a t u r e  

p re se n te d  in  th e  fo llo w in g  c h ap te r  supplem ents and expands on th e  f o r e 

going  rem arks reg a rd in g  th e  need f o r  and th e  re lev an ce  o f  t h i s  s tu d y .

Scope and L im ita tio n s  o f  th e  R esearch 

S e v e ra l s tu d ie s  have been c a r r ie d  o u t in  th e  p a s t  d e a lin g  w ith  

employee tu rn o v e r and jo b  s a t i s f a c t i o n  (T ay lo r and W eiss, 1972; Ross and 

Zander, 1957; B ra y fie ld  and C ro c k e tt, 1955), S e v e ra l re s e a rc h e rs  (Nevo, 

1976; Robinson, 1972; Novack, 1970; F leishm an and B e rn ig e r , 1969; Schuh, 

1967a and 1967b; D unnette , e t  a l , ,  1960) have advocated  th e  use  o f  

w eighted a p p lic a t io n  b lank  in  a tte m p ts  d i r e c te d  a t  red uc ing  ru m o v e r . 

S in ce  th e  f irm  in  t h i s  study  does n o t p re s e n t ly  use  a  sy s te m a tic  a n a ly s is  

o f  a p p lic a t io n  b lank  d a ta  to  p r e d ic t  tu rn o v e r , a w eighted  a p p lic a t io n  

b lank  v d l l  be developed from th e  in fo rm atio n  a v a ila b le  in  th e  a p p lic a t io n  

b lan k s  o f  i t s  p re s e n t and form er em ployees. The w eighted  a p p l ic a t io n  

b lank  can th en  be used  to  p r e d ic t  th e  p o te n t ia l  te n u re  o f  jo b  a p p lic a n ts  

a t  th e  tim e o f  employment in te rv ie w . The u n d e rly in g  reaso n  i s  th e  

assum ption th a t  th e re  should  be i d e n t i f i a b le  d if f e r e n c e s  between th e  

lo n g -ten u re  and s h o r t- te n u re  groups in  t h e i r  re s p e c tiv e  backgrounds.
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While th e  w eighted a p p l ic a t io n  b lank  i s  u s e fu l  iit p r e d ic t in g  a 

number o f  su ccess  c r i t e r i a  such as perform ance on th e  jo b ,  a c c id e n t r a te ,  

le n g th  o f  s e rv ic e ,  absen teeism  and o th e r  employee b e h a v io rs , le n g th  o f  

s e rv ic e  i s  th e  fo c a l  p o in t o f  t h i s  s tu d y . S ince  th e  study  was conducted 

among ro u tin e  m anufactu ring  em ployees, th e  f in d in g s  w i l l  be a p p lic a b le  

p r im a r i ly  to  t h i s  ty p e  o f  o c c u p a tio n a l g rouping .

W eighted a p p l ic a t io n  b lan k s  a re  known to  s u f f e r  from d e c re a se s  

in  t h e i r  p r e d ic t iv e  power over ex tended p e rio d s  o f  tim e . T h is  vou ld  

w arran t p e r io d ic  rev iew  and r e v a l id a t io n  o f  th e  w eigh ts so a s  to  m a in ta in  

th e  e f fe c t iv e n e s s  o f  th e  in s tru m e n t. S e v e ra l s tu d ie s  d e a lin g  w ith  w eighted 

a p p lic a t io n  b lan k s  have been c r i t i c i z e d  f o r  u s in g  th e  same sample b o th  to  

develop th e  w eigh ts  and to  v a l id a te  th e  w e ig h ts , a s  t h i s  p r a c t i c e  can r e 

s u l t  in  o v e re s tim a tin g  th e  v a l i d i t y  o f  th e  w eighted a p p l ic a t io n  b la n k . 

L ikew ise, th e re  has n o t been any c o n s is te n c y  in  th e  manner in  # i i c h  th e  

r e s u l t s  have been re p o r te d , making any d i r e c t  com parison somewhat o f  a 

problem . In  t h i s  s tu d y , s e p a ra te  w eigh ting  groups and v a l id a t io n  g roups 

w i l l  be u sed  and th e  f in d in g s  w i l l  be re p o r te d  u s in g  th e  P e rc e n t O verlap  

m easure, a  method c laim ed  to  be  more m eaningful f o r  t h i s  ty p e  o f  s tu d y .

T here  i s  a  w idespread  assum ption th a t  th o se  who m a in ta in  t h e i r  

o rg a n iz a t io n a l  membership do so because th e y  a re  s a t i s f i e d  w ith  th e  jo b  

and th e  jo b  environm ent. More s p e c i f i c a l ly ,  long te n u re  co n n o tes  s a t i s 

f a c t io n  w ith  th e  jo b .  T h is  p o s s i b i l i t y  w i l l  be ex p lo red  by in v e s t ig a t in g  

th e  jo b  s a t i s f a c t i o n  o f  p re s e n t employees and t h e i r  re a so n s  f o r  s ta y in g  

w ith  th e  company. In  th e  Flowers-Hughes study  c i te d  e lsew h ere , i t  was 

suggested  th a t  employees may rem ain w ith  a company f o r  m o tiv a tio n a l ,  

m ain tenance, o r  e x te rn a l  environm ental reaso n s a s  w e ll a s  a  com bination  

o f  th e se  re a so n s . To an employer committed to  having a  m o tiv a te d  work
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fo rc e , i t  i s  e s s e n t i a l  to  know vrfiat causes th e  anployees to  s ta y  v a th  

th e  f irm  in  o rd e r  to  p ro v id e  th e  k ind  o f  re in fo rcem en t th a t  w i l l  h e lp  

improve employee m orale and m o tiv a tio n . The m u ltip le  o r ie n ta t io n  o f 

t h i s  study  should  b r in g  in to  c lo s e r  focus th e  f a c to r s  th a t  a re  re le v a n t  

to  th e  h igh  tu rn o v e r t h a t  m ight e x is t  in  a  p a r t i c u la r  s i t u a t io n .  The 

two surveys d e a lin g  w ith  s a t i s f a c t io n  w ith  jo b  and rea so n s  f o r  s ta y in g  

were conducted among th e  p re s e n t  em ployees. The Job  D e sc r ip tiv e  Index 

m easures s a t i s f a c t i o n  w ith  v a r io u s  d im ensions o f  th e  jo b  r a th e r  th an  

w ith  th e  jo b  a s  a xdiole. The survey  in s tru m en t used  to  determ ine th e  

reaso n s f o r  s ta y in g  w ith  th e  company c o n ta in s  th re e  s e t s  o f  q u e s tio n s  

d e a lin g  w ith  m o tiv a tio n a l, m ain tenance, and e x te rn a l env ironm enta l r e a 

sons w ith  e lev en , n in e , and f o r ty  q u e s tio n s  re s p e c tiv e ly  in  each s e t .

On th e  su rfa c e  i t  ap p ears  h e a v ily  loaded  w ith  e x te rn a l  env ironm enta l 

reaso n s  as  opposed to  having  a ba lanced  d i s t r ib u t io n  o f  th e  th re e  s e t s  

o f  re a so n s . However, th e  in s tru m en t i s  re p o r te d  to  p o sse ss  v a l i d i t y .  

T h is , p lu s  th e  re le v an c y  o f  th e  is s u e s  add ressed  to  by th e  q u e s tio n n a ire  

fav o red  th e  u se  o f  th e  in s tru m en t Why Do You S tay  At Your Company?

S in ce  th e  v a rio u s  p a r t s  o f th e  re s e a rc h  d e a l w ith  d i f f e r e n t  

a sp e c ts  o f  a  r e l a t e d  is s u e  and each p a r t  i s  measured in  a  d i f f e r e n t  way 

no d i r e c t  com parison o f  th é  f in d in g s  w i l l  be p o s s ib le .  A t th e  same 

tim e i t  i s  expected  th a t  th e  v a rio u s  p a r t s  o f  th e  s tu d y  w i l l  e lu c id a te  

and i l lu m in a te  each o th e r .

For th e  sake o f  c l a r i t y  c e r ta in  m ethodo log ical and te c h n ic a l  

l im i ta t io n s  r e l a t i v e  to  th e  ty p e  and com position o f  sam ples u sed , age 

o f  th e  o rg a n iz a tio n , and tim ing  o f  th e  survey  a re  d e sc r ib e d  l a t e r  on 

vdrere th ey  a re  a p t to  be more a p p ro p r ia te .
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Locale o f  Study 

The s e t t in g  fo r  th e  study  was a m anufacturing  firm  lo c a te d  

n e a r  Oklahoma C ity  idiere la b o r  tu rn o v e r has been a s e r io u s  problom . 

The company began i t s  o p e ra tio n s  in  e a r ly  1971 w ith  a hand fu l o f  em

p lo y e e s . By th e  end o f 1974 i t s  p a y ro l l  c a r r ie d  approxim ately  one 

hundred lo w - s k i l l  m anufacturing  employees and tw enty m anageria l and 

c l e r i c a l  p e rso n n e l. In  q p ite  o f i t s  s e v e ra l  e f f o r t s  to  d e a l w ith  th e  

problem , th e  company con tinued  to  exp erien ce  severe  absen teeism  and 

tu rn o v e r a s  supported  by th e  fo llo w in g  d a ta , p rov ided  by management;

1974 Turnover A bsenteeism

May 32% 8%

June 16% 8%

J u ly 26% 10%

August 24% 9%

September 30% 5%

I t  cou ld  be argued th a t  th e  s i tu a t io n  faced  by t h i s  p a r t i c u l a r  b ranch  

was a t r a n s i t i o n a l  one commonly exp erien ced  by newly s t a r t e d  o rg a n iz a 

t i o n s .  However, th e  p a re n t company h as  had s im ila r  o p e ra tio n s  s t a r t e d  

in  o th e r  p a r t s  o f  th e  co u n try  where such has n o t been th e  ex p e rien c e .

The above 5-month d a ta  on tu rn o v e r may n o t in d ic a te  a  lo n g -te rm  tre n d  

e i t h e r .  At any r a t e  i t  i s  u n d e rs tan d ab le  why management would be alarm ed 

and r e a l ly  concerned about th e  tu rn o v e r and absen teeism  s t a t i s t i c s .

S e v e ra l f a c to r s  may be o f f e re d  to  ex p la in  th e  s i tu a t io n .

Flow ers and Hughes (1973, p . 54) concluded th a t  tu rn o v e r and s a t i s f a c 

t io n  w ith  jo b  may n o t n e c e s s a r i ly  be r e la te d ,  e s p e c ia l ly  a t  d i f f e r e n t  

s k i l l  le v e l s :
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Low s k i l l  employees f e e l  bound ( to  a company) p r im a r i ly  by 
b e n e f i ts ,  fam ily  r e s p o n s ib i l i t i e s ,  th e  d i f f i c u l t y  o f  f in d in g  
an o th er jo b , p e rso n a l f r ie n d s h ip s  w ith  co-w orkers, lo y a l ty  
to  th e  company, and sim ple f in a n c ia l  p re s s u re s .

I t  i s  a lso  worth n o tin g  th a t  th e  f irm  i s  lo c a te d  in  à r u r a l  community 

W iere, according to  company management, most o f  th e  p eo p le  have been 

on w e lfa re  one tim e o r  a n o th e r . V i ta l  s t a t i s t i c s  g a th e red  by th e  

Bureau o f B usiness R esearch a t  th e  U n iv e rs ity  o f  Oklahoma a re  g iv en  in  

F ig u re  1-1 which shows s e le c te d  com parative d a ta  fo r  th e  county in  

which th e  p la n t  i s  lo c a te d  and f o r  th e  s t a t e  o f Oklahoma, W hile t h i s  

in fo rm atio n  does no t d e a l s p e c i f ic a l ly  w ith  th e  c i t y  in  which th e  p la n t  

i s  lo c a te d , th e  f ig u re s  re p re se n tin g  th e  county  can be in te r p r e te d  as 

f a i r l y  good in d ic a to r s  o f  lo c a l  c o n d itio n s  which appear to  be sub

s tan d a rd  in  r e la t io n  to  th e  s t a t e .

One would th in k  th a t  employee tu rn o v e r a t  t h i s  p a r t i c u l a r  p la n t  

should  be a t  a minimum because o f  th e  su b stan d ard  lo c a l  economy. How

e v e r , experience o f  th e  firm  has been c o n tra ry  to  what would seem 

lo g ic a l .  One p o s s i b i l i t y  i s  th a t  th e  tu rn o v e r h e re  i s  n o t o rg a n iz a -  

' t io n a l ly  induced b u t p redeterm ined  by th e  a t t r i b u t e s  o f  th e  employees 

coming in to  th e  o rg a n iz a tio n . Those who rem ain w ith  th e  company perhaps 

do n o t s ta y  because th ey  a re  e x c ite d  about th e  jo b  o r  th e  jo b  en v iro n 

ment bu t because th ey  have to ,  due to  e x te r n a l  environm ental p re s s u re s . 

In d iv id u a ls  who have l e s s  p re s su re  p u t on thorn by t h e i r  e x te rn a l  en v iro n 

ment would tend  to  leav e  t h e i r  jo b s  sooner th an  th o se  who have more 

r e s p o n s ib i l i t i e s  e x te r n a l ly  a s  long  as  th e  l a t t e r  view  th e  company as 

a  v e h ic le  to  s a t i s fy in g  t h e i r  v a r io u s  n eed s . T h is o b se rv a tio n  appears 

to  have face  v a l id i t y .  For example, p re lim in a ry  in te rv ie w s  w ith  a 

number o f  p la n t  employees rev ea led  a s tro n g  consensus th a t  th o se  vho
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F ig u re  1-1

S e le c te d  Economie In d ic a to r s  fo r  th e  Sem inole County

Economic F a c to rs County S ta te

1970 median fam ily  income $4,563 $7,725

Unemployment ( range from 
1967-71) 6,57.-6,3% 4.27.-5.87.

P er cen t o f  f a m il ie s  
under p o v e rty  le v e l 24.27. 15.07.

P er cen t o f p o p u la tio n  
re c e iv in g  p u b lic  
a s s is ta n c e  payments 11.057. - 9.097.

Source: Bureau o f  B usiness R esearch , The U n iv e rs ity
o f  Oklahoma.
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l e f t  th e  company were m o stly  young p eo p le  w ith  no r e a l  r e s p o n s ib i l i ty  

beyond th a t  o f  p ro v id in g  f o r  t h e i r  own l iv e l ih o o d .  I t  i s  u n d e rs tan d a b le  

th a t  th o se  who f a l l  in  th e  above c a te g o ry  may n o t develop  a s tro n g

commitment to  a jo b  o r  an o rg a n iz a t io n  a s  long  a s  th ey  can f in d  th e
)

means to  m a in ta in  them selves.

P lan  o f  P re s e n ta t io n  

T h is s tudy  i s  o rg an ized  in to  f iv e  c h a p te rs .  The g e n e ra l  theme 

o f  th e  re s e a rc h , s ta tem en t o f  problem , s ta tem e n t o f  p u rp o se , re s e a rc h  

q u e s tio n s , j u s t i f i c a t i o n  f o r  th e  r e s e a rc h ,  scope and l im i ta t io n s  o f  th e  

re se a rc h , and th e  s e t t in g  o f  th e  s tu d y  have been p re se n te d  in  t h i s  

c h a p te r . In  C hapter I I  th e  l i t e r a t u r e  r e le v a n t  to  th e  re se a rc h  s tu d y  

i s  review ed. The re se a rc h  m ethodology i s  d is c u s se d  in  d e t a i l  in  

C hapter I I I ,  The r e s u l t s  o f  th e  s tu d y  appear in  C hapter IV and th e  

co n c lu s io n s  from th e  study  appear in  C h ap ter V,



CHAPTER I I  

m v i m  OF LITERATURE

In  t h i s  c h a p te r  th e  to p ic  o f  tu rn o v e r  i s  d iscu ssed  b r i e f l y .  T h is  

i s  fo llow ed  by a rev iew  o f some o f th e  re c e n t  w r i t in g s  on o rg a n iz a t io n a l  

e f f e c t iv e n e s s ,  o rg a n iz a tio n  d e s ig n , o rg a n iz a t io n  s t r u c tu r e ,  communication 

w ith in  o rg a n iz a t io n s , and th e  r o le s  in d iv id u a ls  p la y  in  many f a c e t s  o f  

o rg a n iz a t io n s . The p re s e n t body o f  l i t e r a t u r e  su p p o rts  th e  s tro n g  i n t e r 

dependence found among th e  fo reg o in g  v a r ia b le s  and th e  im pact th e y  have 

on employee tu rn o v e r and v ic e  v e rs a . S e v e ra l s tu d ie s  d e a lin g  w ith  em

p loyee  tu rn o v e r and r e te n t io n  a re  a lso  compared and c o n tra s te d .

Turnover i s  an in e sc a p ab le  problem  every  employer w i l l  fa c e  a t

one tim e o r  a n o th e r . Some reaso n s  th a t  cause  tu rn o v e r a re  w ith in  th e

c o n tro l  o f  th e  m anager, and some a re  n o t; tu rn o v e r , l ik e w is e , may r e s u l t

from b o th  av o id ab le  and unavo idab le  f a c to r s  (A ugustine, 1972, p . 6 2 -3 ):

The l i s t  m ight in c lu d e  b u t i s  n o t l im i te d  to  b e t t e r  o p p o rtu n ity  
elsew here, la ck  o f  c h a lle n g e , la ck  o f  p rom otional o p p o r tu n i t ie s ,  
u n f a i r  o r  unequal tre a tm e n t, poor su p e rv is io n , in te rp e r s o n a l  
r e la t io n s h ip s ,  u n s a t i s f a c to ry  pay , u n p le a sa n t vo rk ing  c o n d itio n s , 
i n a b i l i t y  to  perform , moving, r e tu rn  to  sch o o l, pregnancy, i l l 
n e ss , re t ire m e n t, and d e a th .

The employer has l i t t l e  c o n tro l ,  i f  any, on tu rn o v e r r e s u l t in g  from i l l 

n e ss , pregnancy, re t ire m e n t, d e a th  and th e  l i k e .  However, th e  employer 

can in f lu e n c e  tu rn o v e r r e s u l t in g  from many o f  th e  o th e r  f a c to r s  c i t e d  

above,

A ugustine (1972, p , 62-3) b r in g s  to  focus th e  c u r re n t  s t a t e  o f

, 19
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th e  tu rn o v e r problem  and what can be done abou t i t :

C o n sid e rab le  tim e , e f f o r t ,  a'nd money a re  poured  in to  a t t r a c t i n g  and 
s e le c t in g  em ployees, b u t a l l  too o f te n  too  l i t t l e  o f  th e  same a re  
d i r e c te d  tow ard keeping them.

Some em ployers b ru sh  th e  problem  a s id e  and ta k e  com fort in  th e  
f a c t  t h e i r  problem  i s  n o t w orth w orrying abou t because th e i r  compe
t i t i o n  h as  a  tu rn o v e r r a t e  tvd.ce a s  h ig h . A nother ty p ic a l  response  
i s  t h a t  i t  i s  a  complex problem  and n o th in g  much can be done about 
i t .

I f  we a re  s in c e re  about red u c in g  tu rn o v e r  we must f i r s t  re c o g 
n iz e  and adm it th a t  i t  i s  a s o lu b le , though a d m itte d ly , complex 
problem . R ecognizing t h a t  th e  s ta t e d  re a so n s  f o r  te rm in a tio n s  a re  
o f te n  n o t th e  r e a l  re a so n s , we have to  develop  te ch n iq u es  to  g e t  a t  
th e  r e a l  re a so n s , and e f f o r t s  a re  th e r e f o r e  d i r e c te d  a t  th e  problem  
and n o t th e  symptoms o f  th e  p roblem s.

A voidab le  ty p e  o f  tu rn o v e r i s  m  employee b eh av io r th a t  i s  un 

d e s i r a b le  from  th e  o rg a n iz a t io n 's  v iew p o in t. I n  f a c t ,  m ost o rg a n iz a tio n s  

would l i k e  to  b e l ie v e  th a t  th e se  problem s vd .ll n o t a r i s e  vhen employee 

s e le c t io n  d e c is io n s  a re  made. The ro o ts  o f  tu rn o v e r  problem  may be tra c e d  

to  o n - th e - jo b  o r  o f f - th e - jo b  c au se s . F or an employer faced  w ith  such 

problem s th e  jo b  i s  to  id e n t i f y  th e  t r u e  re a so n s  beh ind  th e  problem  and 

to  ta k e  a p p ro p r ia te  c o r r e c t iv e  s te p s .  A ccording to  S i r o ta  and W olfson 

(1973, p .  123), enployees a re  th e  b e s t  source  o f  in fo rm a tio n  about th e  

cau ses  o f  tu rn o v e r . A t th e  same tim e , b o th  Lopez (1975) and A ugustine

(1972) p o in t  o u t t h a t  th e  rea so n s  g iv en  f o r  te rm in a tio n s  (v o lu n ta ry  o r  

in v o lu n ta ry ) o f te n  a re  n o t th e  r e a l  re a so n s .

As H a r r is  (1975, p .  306) s t a t e s ,  " [ i ] f  th e  so u rces  o f  worker 

problem s [ tu rn o v e r , fo r  example] can be i d e n t i f i e d ,  s o lu t io n s  u s u a l ly  b e 

come v i s ib l e  a lm ost s im u ltan eo u sly . In  many in s ta n c e s  problem s a re  g en 

e ra te d  by a c t io n s  and d e c is io n s  made by th e  employing o rg a n iz a tio n  i t s e l f . "  

T h is  would be c o n s is te n t  w ith  a  n e g le c t on th e  p a r t  o f  management w ith  

re s p e c t to  i t s  r e s p o n s ib i l i ty  which, acco rd in g  to  F rench  (1974, p .  115), 

in c lu d e s :



21

(1) to  c re a te .a n  o rg a n iz a tio n a l.e n v iro n m e n t in  which nonproductive  
and c o s t ly  d e fe n s iv e  behav io r [such  as  tu rn o v e r and absenteeism ] 
i s  m inim ized, and (2) to  c re a te  an o rg a n iz a tio n  in  which people  
have an o p p o rtu n ity  to  g iv e  ex p re ss io n  to  t h e i r  h ig h e r needs 
through su c c e ss fu l accom plishm ent.

Turnover a t t r ib u ta b le  to  one o r  more o f  th e  fo reg o in g  f a c to r s

a re  o rg a n iz a tio n a lly - in d u c e d  tu rn o v e r o r  due to  s e v e ra l  o th e r  f a c to r s ,

H a rr is  (1976, p , 307) sums up t h i s  in  th e  fo llow ing  p assag e:

As th e  o rg a n iz a tio n  c re a te s  c o n d itio n s  th a t  (1) a re  in c o n s is te n t  
w ith  th e  needs and e x p e c ta tio n s  o f  th e  w orker, (2) a re  unneces
s a r i l y  r e s t r i c t i v e ,  (3) a re  l im ite d  in  rew ard s t r u c tu r e ,  o r  (4) 
o th e rw ise  i n h ib i t  th e  a c t io n s  and developm ent o f  w orkers, p ro b 
lem s, w i l l  develop . The e f f e c t  w i l l  be to  encourage th e  dev elo p 
ment o f  poor a t t i t u d e s  and sometimes poor perform ance, a g g re ss io n , 
h o s t i l i t y ,  in d e c is iv e n e ss , in a p p ro p r ia te  re sp o n ses , d e s t r u c t iv e -  • 
n e ss , absenteeism  and o th e r  b eh av io rs  [ tu rn o v e r]  th a t  may become 
p ro b lem a tic ,

While th e re  i s  a g re a t  d e a l  o f  t r u t h  in  # i a t  H a rr is  say s , i t  i s  o n ly  p a r t  

o f  th e  s to ry , because n o t a l l  tu rn o v e r i s . n e c e s s a r i ly  o rg a n iz a t io n a l ly -  

induced, T his id e a  i s  a  key is s u e  in  a re c e n t study  by F low ers and Hughes

(1973) which looked a t  th e  complement o f  tu rn o v e r—th a t  i s ,  employee r e 

te n t io n ,  A ccording to  th e se  a u th o rs , some p eop le  s ta y  on t h e i r  jo b s  fo r  

jo b - r e la te d  (m o tiv a tio n a l)  re a so n s , o th e r s  fo r  m aintenance ( jo b  en v iro n 

m ent), o th e rs  fo r  e x te rn a l  env ironm ental re a so n s , and y e t  an o th er group 

fo r  a com bination o f  th e se  re a so n s .

One o f th e  a re a s  o f  in q u iry  in  th e  Flowers-Hughes study  d e a l t  

w ith  th e  e f f e c t  o f  environm ental f a c to r s  on employees a t  v a rio u s  s k i l l  

le v e ls  and jo b  s a t i s f a c t io n  l e v e l s .  F ig u re  2-1 d e p ic ts  t h e i r  f in d in g s .

The co n clusions based on t h e i r  f in d in g s  a re  summarized below:

1 , L o w -sk ill employees f e e l  bound p r in c ip a l ly  by b e n e f i t s ,  fam

i l y  r e s p o n s ib i l i t i e s ,  th e  d i f f i c u l t y  o f  f in d in g  an o th er jo b , p e rso n a l 

f r ie n d sh ip s  w ith  co-vrorkers, lo y a l ty  to  th e  conpany, and sim ple f in a n c ia l  

p re s su re s .



Figure 2-1

The E f fe c ts  o f  E nvironm ental F a c to rs  on Employees 
a t  V arious S k i l l  and Jo b  S a t i s f a c t io n  L evels

S k i l l Level Jo b  S a t i s f a c t io n  L evel
Reasons f o r  S tay in g Very Low Low High Very Low Low High

I  WDuldn't want to  re b u i ld  m ost o f  th e  
b e n e f i t s  t h a t  I  have now i f  I  l e f t  
th e  company

72% 64% 26% 76% 63% 44%

I  have fam ily  r e s p o n s ib i l i t i e s 69 55 46 76 73 44

I  have good p e rso n a l f r ie n d s  h e re  a t  work 57 45 34 35 45 38

The company's been good to  me and I  d o n 't  
b e lie v e  in  jum ping from company to  
company

57 59 41 24 39 58

I 'm  working to  make ends m eet and I  d o n 't  
want to  ta k e  th e  r i s k s  in  a  new jo b

57 36 8 59 52 21

I  w o u ld n 't l i k e  to  look f o r  a  jo b  on th e  
o u ts id e

52 29 13 35 39 20

I 'm  a  l i t t l e  too  o ld  f o r  s t a r t in g  over ag a in 46 25 14 41 34 20

I  vrouldn 't l i k e  to  s t a r t  a l l  over le a rn in g  
th e  p o l ic ie s  o f  a new,company

39 30 3 35 27 17

I  l ik e  to  l iv e  in  t h i s  a re a 30 31 58 35 28 57

D i f f i c u l t  to  f in d  a jo b 58 42 .47 59 53 42

Source; F low ers, V incent and Hughes, C h a rle s . 
(Ju ly -A ugust, 1973), p . 55.

"Why Employees S tay ?"  H arvard B usiness Review

toIS5
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2, M oderate-.ski 11 employees f e e l  roughly  th e  same, b u t th ey  seem 

somewhat l e s s  s e n s i t iv e  to  env ironm enta l f a c to r s .  L o y a lty  to  th e  company, 

however, was c i te d  more f re q u e n tly .

3 , Managers o f f e r  q u i te  a d i f f e r e n t  p r o f i l e .  They s ta y  m ain ly  

fo r  reasons r e la te d  to  t h e i r  jo b s  them selves and community t i e s ;  th e  d i f 

f i c u l ty  o f  f in d in g  an o th er jo b ,  fam ily  r e s p o n s i b i l i t i e s ,  and company 

lo y a lty  e x e r t  r e l a t i v e ly  l e s s  in f lu e n c e  on them.

I t  i s  c le a r ly  ev id en t t h a t  th e  p eo p le  a t  d i f f e r e n t  le v e l s  a t ta c h

vary ing  amounts o f im portance to  th e  env ironm enta l (e x te rn a l)  f a c to r s .

L ikew ise, th e  e f f e c t  o f  env ironm enta l f a c to r s  f o r  employees w ith  d i f f e r e n t

degrees o f  jo b  s a t i s f a c t io n  i s  a lso  shown in  F ig u re  2 -1 , A ccording to

Flow ers and Hughes (1973, p . 55 ),

[ t ]h e s e  d a ta  in d ic a te  th a t  v e ry  d i s s a t i s f i e d  employees co n tin u e  
to  s ta y  because o f  f in a n c ia l  c o n s id e ra t io n s , fam ily  r e s p o n s i
b i l i t i e s ,  lack  o f  o u ts id e  o p p o r tu n i t ie s ,  age, and to  some ex
t e n t ,  " c o rp o ra te  e n c u ltu ra t io n "  (th e y  w o u ld n 't want to  look fo r  
a jo b  o r  have to  le a rn  new p o l i c i e s ) .  Such rea so n s  f o r  s tay in g  
a re  s e l f - d e f e a t in g  and h a rd ly  cou ld  be c o n sid e red  r i g h t .  These 
tu r n - o f f s  have n o t y e t a f f e c te d  tu rn o v e r s t a t i s t i c s ,  b u t s t i l l  
th ey  may be having j u s t  a s  sev e re , o r  even a more se v e re , e f f e c t  
on th e  company. These employees see  them selves a s  so locked  in  
by th e  environm ent t h a t  th ey  have l i t t l e  a l t e r n a t iv e  b u t to  
s ta y ; and, th e re fo re ,  th e  p o s s i b i l i t y  o f  reduced p r o d u c t iv i ty  
o r  b eh av io r a n ta g o n is t ic  to  th e  o rg a n iz a tio n  i s  g r e a t .

Thus, i t  seems th a t  " th e  reaso n s  p eop le  s ta y  a re  n o t n e c e s s a r i ly  th e  op 

p o s i te  o f  th e  reaso n s  why p eo p le  leav d ' (F low ers and Hughes, p . 5 6 ). Such 

reason ing  i s  n o t too u n r e a l i s t i c  when one lo o k s  a t  some o f  th e  re c e n t 

developm ents in  o rg a n iz a tio n  and management th e o r ie s .

In d iv id u a ls  and O rg a n iz a tio n s

Over th e  p a s t  th r e e -q u a r te r s  o f  th e  c e n tu ry , e s p e c ia l ly  d u rin g  th e  

l a t t e r  h a l f  o f  th a t  p e r io d , a  g re a t  d e a l has been w r i t t e n  on th e  ro le  i n 

d iv id u a ls  p la y  in  o rg a n iz a tio n a l  e f f e c t iv e n e s s .  As tim es changed, so d id
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th e  p o in t o f  focus and - th e  em phasis on th e  in g re d ie n ts  o f  o rg a n iz a t io n a l  

e f f e c t iv e n e s s .

The c la s s i c a l  w r i te r s  b e lie v e d  in  th e  concep t o f  "econom ic-ra 

t io n a l"  man, im plying th a t  w ith  p ro p e r jo b  d e sig n  and th e  r ig h t  k in d  o f  

in c e n t iv e , human re so u rc e s  u t i l i z a t i o n  would le a d  to  maximum p r o d u c t iv i ty .  

The e a r ly  i n d u s t r i a l  p s y c h o lo g is ts , th e r e f o r e ,  d e a l t  s t r i c t l y  w ith  p ro p e r 

s e le c t io n  and t r a in in g  o f  p e rso n n e l, T ay lo r (1911, p , 36) in  h i s  P r in 

c ip le s  o f  S c ie n t i f i c  Management, em phasized w ith  re s p e c t to  a c q u ir in g  

human re so u rce s  to  " s c i e n t i f i c a l l y  s e le c t  and th en  t r a i n ,  te a c h , and d e 

ve lop  th e  workmen, w hereas in  th e  p a s t  he chose h i s  own work and t r a in e d  

-h im self as b e s t  as  he c o u ld ,"  However, th e  " in v is ib le  hand" d id  n o t move 

many o rg a n iz a tio n s  a long th e  p a th  o f f e re d  by i t s  p ro p o n en ts .

Thanks to  th e  s e r e n d ip i ty  a t  th e  Hawthorne w orks, i t  was soon 

found th a t  th e  economic-man concep t d id  n o t f u l l y  e x p la in  in d iv id u a l  • 

b eh av io r. The Human R e la tio n s  movement in tro d u ce d  th e  " s o c ia l  man" con

c e p t p o in tin g  o u t " th a t  man i s  s o c ia l ly  m o tiv a ted  in  h is  o rg a n iz a t io n a l  

l i f e "  (S chein , 1965, p ,  5 6 ), T h is  su g g es ted  a  new approach to  management 

so th a t  a "happy fam ily  atm osphere p r e v a i l s  a t  th e  work p la c e "  (S can lan , 

1973, p , 273), C o n tra ry  to  e x p e c ta tio n s , re se a rc h  has proven th a t  "em

p lo y ees  in  h ig h ly  p ro d u c tiv e  work groups were no more l i k e l y  th an  em

p lo y ees  in  th e  low -producing g roups to  be s a t i s f i e d  w ith  t h e i r  jo b s "

(Kahn, 1960, p , 277), B ra y f ie ld  and C rocket (1955, p , 421) lik e w ise  

p o in te d  o u t th a t  s a t i s f a c t i o n  on th e  jo b  does n o t "im ply s tro n g  m o tiv a tio n  

to  o u ts tan d in g  perform ance , , , p ro d u c tio n  may be o n ly  p e r ip h e r a l ly  r e 

la te d  to  many o f  th e  g o a ls  tow ard which th e  i n d u s t r i a l  v o rk er i s  s t r i v in g ,"

I t  i s  perh ap s  t h i s  in c o n c lu s iv e  s t a t e  o f  th e  a r t  in  u n d ers tan d in g  

human b eh av io r th a t  le d  p s y c h o lo g is ts  such a s  Maslow, McGregor, and A rg y ris
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to  emphasize "m an's in h e re n t need to  u se  h i s  c a p a c i t ie s  and s k i l l s  in  a 

m ature and p ro d u c tiv e  way" (Lawrence and L orsch, 1969, p . 6 4 ), S chein  

c a l l s  t h i s  " th e  s e l f - a c tu a l iz in g  man" c o n ce p t. The suggested  approach to  

management i s  to  d esig n  jo b s  " in  which p eo p le  can e x e rc ise  t h e i r  f u l l  

range o f c a p a b i l i t i e s  so as to  g iv e  them a sense o f  accom plishm ent, . . .

The m anager's  ro le  i s  su p p o rtiv e  r a th e r  th a n  a u th o r i ta r ia n "  (S can lan , 1973, 

p , 273), W hile t h i s  i s  id e a l ly  sound, S che in  p o in ts  o u t c e r ta in  l i m i t a 

t io n s :

There i s  c le a r  evidence th a t  such needs (h ig h e r o rd e r  needs) a re  
im p o rtan t in  th e  h ig h e r l e v e l s  o f  o rg a n iz a tio n a l  members l ik e  
m anagers and p ro fe s s io n a ls  on th e  s t a f f .  I t  i s  n o t c le a r  how 

• c h a r a c te r i s t i c  th e se  needs a re  o f  th e  lo w e r- le v e l employee, a l 
though many o f  th e  problem s which were in te rp re te d  to  be examples 
o f  th w arted  s o c ia l  needs cou ld  as  e a s i l y  be r e in te rp re te d  to  be 
in s ta n c e s  o f  thw arted  needs f o r  c h a lle n g e  and meaning (S chein ,
1965, p , 5 9 ),

S tu d e n ts  and p ra c t io n e r s ,  th u ^  f in d  them selves b ese ig ed  w ith  id e a s  about 

im proving o rg a n iz a t io n a l  e f f e c t iv e n e s s .  Each o f  th e  id e a s  m entioned above 

assumes a norm ative p o s tu re  and su g g es ts  a  "one b e s t  way" approach . The 

m a jo r ity  o f  such argum ents today  p la c e s  em phasis on th e  " s e l f - a c tu a l iz in g  

man" concep t, M cGregor's (1960) Theory X and Theory Y concep ts  and h i s  

p re fe re n c e  f o r  Theory Y assum ptions about man and A rg y r is ' (1965) "Imma

tu r i ty -M a tu r i ty "  continuum su g g est th a t

[m]an can be b a s ic a l ly  s e l f  d i r e c te d  and c re a t iv e  a t  work i f  
p ro p e r ly  m o tiv a ted , and, th e r e f o r e ,  management based on th e  
assum ptions o f  Theory Y w i l l  be more p r o f i ta b l e  fo r  th e  i n d i 
v id u a l and th e  o rg a n iz a tio n  (H ersey and B lanchard, 1972, p . 53 ),

S im ila r ly , L i k e r t 's  (1961, 1967) p re fe re n c e  fo r  th e  System 4 ty p e  o f  o rg a n i

z a tio n  and th e  s ta te d  purpose o f  G rid  T ra in in g  and Development program 

(B lake, 1964, p . 10) toward reach in g  9 ,9  on th e  concern fo r  ta sk  and concern 

fo r  peop le  s c a le s  imply one b e s t  way o f  o rg a n iz in g  and managing.
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The dichotomy ev id en t in  th e  c la s s ic a l - n e o c la s s ic a l  assum ptions

about human beings i s  e s s e n t i a l ly  th e  same d i s t in c t io n  McGregor (1960)

p o in te d  o u t in  h is  Theory X-Theory Y c o n s tru c t .  The b r i e f  rev iew  th u s

f a r  may be concluded by summarizing th e  two assum ptions:

Theory X assumes th a t  p eop le  d i s l i k e  work and must be coerced , 
c o n tro l le d , and d ire c te d  tow ard o rg a n iz a tio n a l g o a ls .  F u r th e r 
more, most people p r e f e r  to  be t r e a te d  t h i s  way so th e y  can 
avo id  r e s p o n s ib i l i ty . '

Theory Y - th e  in te g ra t io n  o f  g o a ls  - em phasizes th e  average 
p e r s o n 's  in t r i n s i c  i n t e r e s t  in  h is  vrork, h is  d e s i r e  to  be 
s e l f - d i r e c t in g  and to  seek r e s p o n s ib i l i ty ,  and h is  c a p a c ity  
to  be c re a t iv e  in  so lv in g  b u s in e ss  problem s, (Morse and 
L orsch, 1970, p . 61)

McGregor, L ik e r t ,  A rg y ris , among o th e r s ,  make a s tro n g  case  in  fav o r o f 

Theory Y assum ptions even though McGregor h im se lf p o in te d  o u t th a t  b o th  

assum ptions have proved to  be u s e f u l  in  some s i tu a t io n s  w hile  in  o th e r  

cases  b o th  have su ffe re d  f a i l u r e  a s  w e ll,

■Where docs t h i s  p u t th e  manager? I s  he to  assume one p o s i t io n  o r  

th e  o th e r  o r  both? Lawrence and L orsch, in  response to  d ia g n o s is  and a c 

t io n  fo r  o rg a n iz a tio n a l developm ent, make th e se  rem arks (Lawrence and 

Lorsch, 1969, p . 65):

A ccepting  any one o f  them a t  th e  esgsense o f th e  o th e r s  cou ld  
have a profound e f f e c t  on o n e 's  d ia g n o s is  o f  th e  s i tu a t io n  and 
on subsequent a c tio n  p la n s  and im plem entation s te p s .  Not o n ly  
do th ey  p ro v id e  c o n f l ic t in g  view s in  what they  c o n s id e r , b u t 
th ey  a lso  leave  untouched m ajor a re as  and is s u e s  which our 
sy stem a tic  approach in d ic a te s  would be re le v a n t to  c o n s id e r .
. . .  They (th e  v a rio u s  approaches) f a i l  to  reco g n ize  th a t  th e  
p re d is p o s it io n s  o f d i f f e r e n t  in d iv id u a ls  may v a ry .

I t  i s  t h i s  very  in c o n sis te n c y  th a t  e x is t s  in  th e  t r a d i t i o n a l  th e o r ie s  which 

le d  Schein  (1965, p . 60) to  say th a t  " [o jrg a n iz a tio n  and management th eo ry  

has tended toward s im p lif ie d  and g e n e ra liz e d  co n cep tio n s  o f  man,"

In  response , Schein  o f f e r s  th e  "complex man" co n cep t, which i n 

s te a d  o f  n eg a tin g  th e  c o n tr ib u tio n s  o f th e  e a r ly  t h e o r i s t s ,  su p p lan ts  them
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by o f f e r in g  an in te g ra te d  system s view  o f  th e  in d iv id u a l .  The u n d e rly in g

theme in  th e  complex man concept i s  i l l u s t r a t e d  in  th e  fo llow ing  passage

(Lawrence and Lorsch, 1969, pp. 65-66):

. . .  The in d iv id u a l 's  system  o p e ra te s  so a s  to  m a in ta in  i t s  
in te r n a l  ba lan ce  in  th e  face  o f  th e  demands p laced  upon i t  by 
e x te rn a l  fo r c e s .  In  essence , t h i s  in t e r n a l  system develops in  
response  to  th e  in d iv id u a l 's  b a s ic  need to  so lv e  th e  problem s 
p re se n te d  by h is  e x te rn a l environm ent. F or th e  in f a n t ,  th e  
problem s which must be so lved  a re  th e  e s s e n t i a l  ones o f  secu rin g  
food, warmth, e t c . ,  and r e la t in g  to  p a re n ts  and s ib l in g s .  For 
th e  o ld e r  c h i ld ,  th e  problem s become more complex, d e a lin g  w ith  
a w ider a rra y  o f  o th e rs  - te a c h e rs , p lay m ates , p e e rs  in  schoo l, 
e t c . ,  and more complex o b je c ts ,  i n t e l l e c t u a l  knowledge, more 

• com plicated  to y s , e tc .  T his same p rob lem -so lv in g  need i s  ev id en t 
in  a d u lts  in  o rg a n iz a tio n a l l i f e .  In  t h i s  s e t t in g  th e  problem s 
posed may c o n s is t  o f  d e a lin g  w ith  s u p e r io rs ,  su b o rd in a te s , o r  
p e e r s ,  and o f  perform ing s p e c if ic  ta s k s .  But t h i s  b a s ic  problem 
so lv in g  need, o r  what White [1963, pp . 24-43] has term ed a need 
f o r  a sense o f  competence o r  m aste ry , i s  th e  same.

The s ig n if ic a n c e  o f  human re so u rce  u t i l i z a t i o n  in  m easuring o r 

g a n iz a tio n a l e f fe c t iv e n e s s  i s  w e ll reco g n ized  by s tu d e n ts  o f  management. 

Gross (1965, p p . 195-215), in  c i t in g  th e  a c t i v i t i e s  o f  an o rg a n iz a tio n  which 

determ ine i t s  perform ance, in c lu d e s  s a t i s f y in g  th e  v a ry in g  in t e r e s t s  o f 

peop le  and g roups, meaning in  p a r t  " th e  i n t e r e s t  o f employees i s  se rved  to  

• th e  e x te n t th a t  th e y  a re  s a t i s f i e d  w ith  what th ey  re c e iv e  in  exchange fo r  

t h e i r  e f f o r t s "  (Gibson, e t  a l . ,  p . 2 6 ), P r ic e  id e n t i f i e d  m orale as an i n 

te rv e n in g  v a r ia b le  th a t  a f f e c t s  o rg a n iz a t io n a l  e f f e c t iv e n e s s .  M orale i s  . 

d e fin ed  as th e  e x te n t to  which th e  m o tives o f  in d iv id u a l members a re  s a t i s 

f ie d  (Gibson, e t  a l . ,  p . 26 ). S im ila r ly , Caplow, in  h is  study o f  o rg a n i

z a t io n a l  e f fe c t iv e n e s s ,  in c luded  v o lu n ta rism  as  one o f  th e  fou r v a r ia b le s  

a f f e c t in g  th e  same. V oluntarism  c lo s e ly  p a r a l l e l s  th e  o th e r  t w  v a r ia b le s  

id e n t i f i e d  e a r l i e r  and i s  d e fin ed  a s  th e  " o rg a n iz a t io n 's  a b i l i t y  to  p ro v id e  

s a t i s f a c t io n  fo r  in d iv id u a ls  and th e  d e s i r e  o f  members to  co n tinue  t h e i r  

p a r t ic ip a t io rT  (Caplow, 1964, p . 123 ), Numerous o th e r  s tu d ie s  have a lso
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id e n t i f ie d  th e  c r u c ia l  r o le s  p lay ed  by in d iv id u a ls  in  o rg a n iz a t io n a l  

e f fe c t iv e n e s s  ( S e i l e r ,  1967; G eorgopoulos and Tannenbaum, 1957; M ott,

1972; F ie d la n d e r and P ic k le , 1968),

Inasmuch as th e  in d iv id u a ls  p la y  an in d is p e n s ib le  p a r t  in  o rg a 

n iz a t io n a l  e f fe c t iv e n e s s ,  an in c re a s e d  aw areness about th e  n a tu re  o f  man, 

h i s  m o tives, d r iv e s ,  and needs a r e  a l l  th e  more im p o rtan t to  o rg a n iz a t io n s  

and in d iv id u a ls ,  H erzberg (1959, p . ix )  s t r e s s e s  th e  need f o r  t h i s  i n 

c reased  aw areness in  th e  fo llo w in g  p assag e :

To in d u s try , th e  p ay o ff f o r  a  s tu d y  o f  jo b  a t t i t u d e s  would be 
in c re ase d  p ro d u c t iv i ty ,  d ec rea sed  ab sen tee ism , and sm oother working 
r e la t io n s .  To th e  in d iv id u a l ,  an u n d e rs tan d in g  o f  th e  fo rc e s  th a t  
le ad  to  improved m orale would b r in g  g r e a te r  h ap p in ess  and g r e a te r  
s e l f - r e a l i z a t i o n ,

Herzberg a lso  makes th e  assum ption o th e r  b e h a v io ra l  s c i e n t i s t s  have made 

w ith  re s p e c t to  th e  s e l f - a c tu a l i z in g  man concep t; however, th e  p assage  i s  

quoted h e re  s t r i c t l y  to  add em phasis to  th e  need  f o r  u n d e rs tan d in g  human 

b eh av io r,

A number o f s tu d ie s  have been c a r r ie d  o u t in  re c e n t  y e a rs  to  g e t  

a  b e t t e r  in s ig h t  in to  o rg a n iz a t io n a l  fu n c tio n in g . The works o f  Woodward 

(1965), Bum s and S ta lk e r  (1961), Lawrence and Lorsch (1967), F ie d le r  

(1969), among o th e r s ,  p o in t  o u t what m ight sound r a th e r  redundant and 

s im p lis t ic :  th e re  i s  no such th in g  a s  th e  "one b e s t  way" to  d esig n in g

o rg a n iz a tio n s  and managing o rg a n iz a t io n a l  re s o u rc e s , in c lu d in g  human 

re so u rce s ; th e  b e s t  approach i s  dependent upon th e  s i t u a t io n  a t  hand.

Bum s and S ta lk e r  suggest th a t  th e  "b eg in n in g  o f  a d m in is t r a t iv e  wisdom i s  

th e  aw areness t h a t  th e re  i s  no one optimum ty p e  o f  management system "

(K ast and Kosenzweig, 1973, p , 308 ),

J a y  Lorsch (1973, p ,  309) h as  t h i s  to  say  on o rg a n iz a t io n a l  

s t ru c tu re :
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Our und ers tan d in g  o f  o rg a n iz a t io n s  a s  system s i s  new and i t  
i s  growing ra p id ly .  The id e a s  which a re  p re se n te d  h e re  w i l l  
c e r ta in ly  be m odified  and im proved. But as  crude as  th ey  a re , 
th ey  re p re se n t b e t t e r  to o l s  th an  th e  p r in c ip le s  which have 
been r e l i e d  on in  th e  p a s t .  These id e a s  c le a r ly  move us in  
a new and prom ising  d i r e c t io n  — th a t  o f  t a i lo r in g  th e  o rg a n i
z a tio n  to  i t s  environm ent and to  th e  complex needs o f  i t s  
members.

Based on h is  e x ten s iv e  s tu d ie s  on le a d e rs h ip , F ie d le r  (1973, p , 310) makes

t h i s  o b se rv a tio n :

The r e s u l t s  show th a t  we cannot t a lk  about sim ply good le a d e rs  
o r  poor le a d e rs ,  A le a d e r  who i s  e f f e c t iv e  in  one s i tu a t io n  
may o r  may n o t be e f f e c t iv e  in  a n o th e r . T h e re fo re , we m ust 
sp e c ify  th e  s i tu a t io n  in  which a  le a d e r  perform s w e ll o r  b ad ly ,

Morse and Lorsch (1970, p , 6 2 ), based  on t h e i r  re s e a rc h , s t r e s s  th e se  ad 

d i t io n a l  dim ensions:

. . , th e  a p p ro p r ia te  p a t t e r n  o f  o rg a n iz a tio n  i s  c o n tin g e n t on 
th e  n a tu re  o f  th e  v©rk to  be done and on th e  p a r t i c u l a r  needs 
o f  th e  people  in vo lved  [and] th e  m ost p ro d u c tiv e  o rg a n iz a tio n  
[by im p lic a tio n , th e  m ost e f f e c t iv e  o rg a n iz a tio n ]  i s  th e  one 
th a t  f i t s  th e  needs o f  i t s  ta s k  and p eo p le  in  any p a r t i c u l a r  
s i tu a t io n .

I t  would seem th a t  today  th e  s tu d e n ts  o f  management have a  b e t t e r  p e rsp e c 

t iv e  about th e  human re so u rce s  in p u t in  o rg a n iz a t io n a l  p u r s u i t s .  However, 

no p ro g re s s  comes about w ith o u t i t s  p r ic e  and in  t h i s  c a se , th e  p r ic e  i s  

in  th e  form o f  added com plex ity . One o f  th e  a re a s  o f  t h i s  com plexity  d e a ls  

w ith  th e  q u e s tio n  o f  what ty p e  o f  in d iv id u a l  f i t s  in  a p a r t i c u l a r  o rg a n i

z a t io n ,  S ta te d  d i f f e r e n t ly ,  e f f e c t iv e  o rg a n iz a t io n a l  perform ance in  a 

p a r t i c u l a r  s i tu a t io n  i s  dependent upon;

1, The a p p ro p ria te n e ss  o f  th e  o rg a n iz a tio n  p a t te r n  to  th e  ta s k  to  

be perform ed, th a t  i s  th e  deg ree  o f  " f i t "  between th e  o rg a n iz a tio n  c h a ra c 

t e r i s t i c s  and th e  ta sk  to  be perform ed , and

2, The a p p ro p r ia te n e s s  o f  th e  o rg a n iz a t io n - ta s k  f i t  to  s a t i s f y in g  

th e  needs and wants o f  th e  p eo p le  so th a t  th e  sense o f  competence d e riv e d
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from m aste rin g  th e  members' r e s p e c tiv e  .environm ents m o tiv a te  them to  

e f f e c t iv e  perform ance.

" F i t"  as used  in  t h i s  case  c o n s is ts  o f  two e lem ents: (1) f o r 

m al f i t ,  and (2) c lim a te  f i t ,  "Form al f i t "  i s  th e  f i t  between th e  ta sk  

to  be perform ed and th e  form al p r a c t ic e s  used hy th e  u n i t  to  g e t th e  ta sk  

done; " c lim a te  f i t "  i s  th e  f i t  between th e  k in d  o f  ta sk  b e in g  vrorked on 

and th e  p e rc e p tio n  o r ie n ta t io n  th a t  had developed among th e  in d iv id u a ls  in  

a  fu n c tio n a l u n i t .  Morse and Lorsch s tu d ie d  a more e f f e c t iv e  and a l e s s  

e f f e c t iv e  o rg a n iz a tio n  o f  th e  same k in d  each from twc in d u s t r ie s ,  one en 

gaged in  th e  c e r ta in  ta sk  o f  m anufactu ring  and th e  o th e r  in  th e  u n c e r ta in  

ta s k  o f  s c i e n t i f i c  re s e a rc h . The d if f e r e n c e s  in  th e  fo rm al f i t  and th e  

c lim a te  f i t  between th e  two e f f e c t iv e  o rg a n iz a tio n s  a re  reproduced in  

F ig u re  2 -2 .

In  th e  case  o f  th e  more e f f e c t iv e  m anufactu ring  p la n t  w ith  th e  

c e r ta in  ta s k , b o th  th e  fo rm al f i t  and th e  c lim a te  f i t  p a r a l l e l  th a t  o f  th e  

Theory X assum ptions; in  th e  case  o f  th e  more e f f e c t iv e  re se a rc h  la b o ra to ry  

engaged in  th e  u n c e r ta in  ta s k ,  th e  Theory Y c o n s tru c t  seems to  p r e v a i l .  

Given th e se  f in d in g s , which one o f  th e  s ty le s  should  a  manager choose? To 

e x p la in  t h i s  dilemma, th e  re s e a rc h e rs  o f f e r  th e  a d d i t io n a l  dim ension o f  

th e  f i t  between th e  in d iv id u a l  and th e  o rg a n iz a t io n - ta s k  s e t .  T h is p ro c e ss  

i s  e :q )la ined  by what W hite c a l l s  " th e  need f o r  a  sense  o f  competence o r  

m astery"  (W hite, 1963, pp . 24 -4 3 ). S ch e in , in  in tro d u c in g . th e  complex man 

concept^ recognized  th e  com plex ity  o f  an in d iv id u a l  and th e  f a c to r s  th a t  

in f lu e n c e  h is  m o tiv a tio n  to  c o n tr ib u te  to  o rg a n iz a t io n a l  g o a ls .  R e c a llin g  

a  p re v io u s  c i t a t i o n  (Lawrence and L orsch, 1969, p .  6 5 ), " th e  in d iv id u a l 's  

system  o p e ra te s  so a s  to  m a in ta in  i t s  in t e r n a l  b a lan ce  in  th e  fa c e  o f  th e  

demands p laced  upon i t  by e x te rn a l  fo rc e s ,''  I n  o th e r  words, every  in d iv i -
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F ig u re  , 2-2

D iffe ren ces  in  th e  C h a r a c te r is t ic s  o f  Formal F i t  and C lim ate F i t  
in  th e  C erta in  M anufacturing Task and th e  U n certa in  R esearch Task

C h a ra c te r is t ic ;
C e r ta in

M anufacturing
Task

U n certa in
R esearch

Task
Formal F i t ;

1. P a tte rn  o f  form al 
r e la t io n s h ip s  and 
d u tie s

2. P a tte rn  o f  form al 
ru le s ,  p rocedu res, 
c o n tro ls , e tc .

3. Time dim ensions 
in co rp o ra ted  in  
form al p ra c t ic e s

4. Goal dim ensions 
in co rp o ra ted  in  
form al p ra c t ic e s

C lim ate F i t ;

1 . S tru c tu ra l  
o r ie n ta t io n

2. Time o r ie n ta t io n
3. Goal o r ie n ta t io n
4. D is tr ib u tio n  o f 

in flu en c e

5 , C harac te r o f 
subord inate  
r e la t io n s

6 , C harac te r o f
co lleag u e  r e la t io n s

7 , Top e x e c u tiv e 's  
"m anagerial s ty le "

H ighly s t ru c tu re d ,  
p r e c is e ly  d e fin e d

P e rv a s iv e , s p e c i f ic ,  
un iform , compre
hen siv e  

S h o rt-te rm

M anufacturing

P e rc e p tio n s  o f  t i g h t l y  
c o n tro l le d  b ehav io r 
and h ig h  deg ree  o f  
s t r u c tu r e  

S h o rt- te rm  
M anufacturing 
P e rc e p tio n s  o f  low 

t o t a l  in f lu e n c e , 
c o n ce n tra te d  a t  
upper le v e ls  

Low freedom v i s - a - v i s  
s u p e r io rs  to  choose 
and hand le  jo b s ,  
d i r e c t iv e  ty p e  
o f  su p e rv is io n  

P e rc e p tio n s  o f  much 
s im i la r i ty  among 
c o lle a g u e s , h igh  
deg ree  o f  c o o rd in a 
t io n  o f  c o lle ag u e  
e f f o r t  

More concerned w ith  
ta sk  th an  peop le

Low degree  o f s t r u c tu r e ,  
l e s s  w e ll d e fin ed

M inimal, lo o se , 
f l e x ib le

Long-term

S c ie n t i f i c

P e rc e p tio n s  o f  low 
degree  o f  s t r u c tu r e

Long-term  
S c ie n t i f i c  
P e rc e p tio n s  o f  h ig h  

t o t a l  in f lu e n c e , more 
even ly  spread  o u t 
among a l l  le v e ls  

High freedom v is - a - v i s  
s u p e r io rs  to  choose 
and hand le  p r o je c ts ,  
p a r t ic ip a to r y  type 
su p e rv is io n  

P e rc e p tio n s  o f  much 
d if f e r e n c e  among 
c o lle a g u e s , r e l a t i v e ly  
low degree  o f  c o o rd i
n a tio n  o f  co lleag u e  
e f f o r t  

More concerned w ith  
ta sk  th an  people

Source; Adapted from M orse, John J .  "O rg a n iza tio n a l C h a r a c te r is t ic s  and 
In d iv id u a l M otiva tion" in  Contingency Views o f  O rg an iza tio n  and 
Management (e d ite d  Fremont B. K ast and James E. Rosenzweig). 
Chicago; S cience  R esearch A ss o c ia te s , I n c . ,  1973, p . 219 and 
p . 223.
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d u a l has a need to  m aster th e  environm ent o f  which he i s  a p a r t  in c lu d in g  

th e  ta sk  environm ent. The sense o f  competence comes a s  a r e s u l t  o f  th e  

p e rce iv ed  s a t i s f a c t io n  from m asterin g  th e  environm ent. Using t h i s  fram e

work, Morse a ttem p ted  to  determ ine th e  f i t  between th e  o rg a n iz a tio n - ta sk  

s e t  and th e  in d iv id u a l v ia  p ro je c t iv e  t e s t s  which asked th e  p a r t ic ip a n ts ;  

(1) to  w rite  c r e a t iv e  and im ag ina tive  s to r i e s  in  response  to  s ix  ambiguous 

p ic tu r e s ,  and (2) to  w rite  a c re a t iv e  and im ag in a tiv e  s to ry  about what th e  

employee would be do ing , th in k in g , and fe e l in g  "tomorrow" on th e  jo b .  The 

r e s u l t s  o f  th e se  p ro je c t iv e  t e s t s ,  acco rd ing  to  M orse, showed s ig n i f ic a n t ly  

h ig h e r fe e l in g s  o f competence in  th e  two su c c e s s fu l firm s  viiere th e  f i t -  

between o rg a n iz a tio n  and ta sk  was a lso  found to  be good. The l e s s  e f f e c 

t iv e  firm s in  bo th  in d u s t r ie s  in d ic a te d  lo w e r - f i t  on a l l  c o u n ts . T h e ir 

f in d in g s  support th e  id ea  th a t  those  an a ly z in g  o rg a n iz a tio n s  and p r e s c r ib 

ing  so lu tio n s  to  problem s o f o rg a n iz a tio n a l  d e s ig n  and management should  

n o t on ly  seek a f i t  between o rg a n iz a tio n  and ta s k ,  b u t a lso  between ta sk  

and people  and between people  and o rg a n iz a tio n . To th e  p r a c t i t io n e r ,  th e  

im p lic a tio n  i s  th a t  he should t a i l o r  th e  o rg a n iz a tio n  to  f i t  th e  ta sk  and 

people  in  o rd e r  to  ach ieve  b o th  e f f e c t iv e  perform ance and to  c re a te  a 

h ig h e r sense o f  competence. At th e  same tim e , th e se  w r i te r s  q u ic k ly  and 

a p p ro p r ia te ly  p o in t ou t th a t

[ t ] h e  problem  o f  ach iev ing  a f i t  among ta s k ,  o rg a n iz a tio n , and 
peop le  i s  something we know le s s  abou t. . . .  We need f u r th e r  
in v e s t ig a tio n  o f  what p e r s o n a li ty  c h a r a c te r i s t i c s  f i t  v a rio u s  
ta s k s  and o rg a n iz a tio n s  (Morse and Lorsch, 1970, p . 6 8 ).

T h is i s  a le g it im a te  concern n o t o n ly  because o f  th e  n o v e lty  o f  th e  concept

b u t a lso  from a m ethodo log ical p o in t .  Most o f  th e  con tingency  th e o r i s t s

have d e a l t  a t  le n g th  w ith  o rg a n iz a tio n  s t r u c tu r e .  For in s ta n c e . Bums and
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S ta lk e r  (1961, pp. 119-125) d e sc rib e d  two ty p e s  o f  m an ag e ria l system s in  a 

continuum. On th e  one end, th e  m e ch a n is tic  form o r  o rg a n iz a tio n  i s  sug

g e s te d  as  ap p ro p ria te  to  f a i r l y  s ta b le  c o n d itio n s  and i s  c h a ra c te r iz e d  by 

a h igh  degree o f  ta sk  s p e c ia l iz a t io n ;  p r e c is e  d e f in i t io n  o f  r e s p o n s ib i l i t i e s  

and a d m in is tra tiv e  p ro ced u res; r e l ia n c e  on a d m in is tra tiv e  h ie ra rc h y  to  p ro 

v id e  co o rd in a tio n , c o n tro l ,  communication; s tro n g  em phasis on company 

lo y a lty  and su b o rd in a tio n ; r e l ia n c e  on v e r t i c a l  in te r a c t io n  betw een su 

p e r io r s  and su b o rd in a tes ; and l i t t l e  c o n s id e ra tio n  fo r  group p ro c e ss  and 

in fo rm al o rg a n iz a tio n . The o rg an ic  form, on th e  o th e r  hand, i s  seen  s u i t 

ab le  to  v o la t i l e  c o n d itio n s  and i s  c h a ra c te r iz e d  by a r e l ia n c e  on th e  r e l 

evance o f s p e c ia l  knowledge and ex p erien ce  to  th e  o v e r a l l  m iss io n  o f  th e  

o rg a n iz a tio n ; in te r a c t io n  o f  a v e r t i c a l ,  d ia g o n a l, and l a t e r a l  n a tu re ;  ex 

p e r t i s e  to  be th e  b a s is  o f  in f lu e n c e  in  a u th o r i ty ,  c o n tro l ,  and communi

c a tio n ; and emphasis on consensus in  d e c is io n  m aking, commitment to  o r 

g a n iz a tio n a l ta sk  and i t s  s u rv iv a l ,  and work team e f f e c t iv e n e s s  and i t s  

developm ent.

Woodward's f in d in g s  (1965, p . 39) showed a  tendency  f o r  th e se  two 

ty p es  o f  o rg a n iz a tio n s  to  be a s s o c ia te d  w ith  d i f f e r in g  forms o f  techno logy . 

The g i s t  o f  h e r f in d in g s  appear below  (L orsch , 1969, p .  329):

1 , Firm s u s in g  s im ila r  te c h n ic a l  methods have s im i la r  o r g a n is a - ' 

t io n a l  s t r u c tu r e s ,

2 , Those firm s  which were m ost s u c c e ss fu l in  t h e i r  in d u s try  

showed o rg a n iz a tio n a l c h a r a c te r i s t i c s  which approxim ated th e  median o f  th e  

o rg a n iz a tio n s  in  t h e i r  in d u s try , th e  im p lic a tio n  be ing  th a t  th e re  i s  a 

r e la t io n s h ip  between su c c e s s fu l perform ance and th e -o rg a n iz a t io n a l  s t r u c 

tu r e  o f  companies w ith in  each  in d u s try ,

3 , There i s  a tendency  fo r  o rg a n iz a tio n s  to  adopt a s t r u c tu r e
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c o n s is te n t  w ith  th e  requ irem en ts  o f  t h e i r  teclm ology ,

L e a v it t  makes t h i s  o b se rv a tio n  on th e  p a t te r n s  o f  communication

in  o rg a n iz a tio n  (L orsch , 1969, p . 329);

Thus f o r  programmed r e p e t i t iv e  ta s k s ,  c e n t r a l i z e d  communication 
s t r u c tu r e s  seem to  o p e ra te  m ost e f f i c i e n t l y ,  b u t w ith  some hu
man c o s ts .  For more n o v e l, i l l - s t r u c t u r e d  ta s k s  more wide open 
communications n e ts  w ith  la r g e r  numbers o f  ch an n e ls  and l e s s  
d i f f e r e n t i a t io n  among members seem to  vork more e f f e c t iv e ly .

T h e re fo re , i f  o rg a n iz a tio n  s t r u c tu r e  and communication p a t te r n s  can v ary  

accord ing  to  ta s k s  and teclm ology , i t  i s  co n ce iv ab le  t h a t  fo r  a g iv en  ty p e  

o f  o rg a n iz a tio n  c h a r a c te r i s t i c s  w ith  i t s  a p p ro p r ia te  ta s k s  and tech no logy , 

th e  type o f  in d iv id u a l s u i ta b le  f o r  th e  o v e r a l l  m iss io n  can a lso  v a ry . 

These in d iv id u a ls  p o sse ss  d i f f e r e n t  w ants and d r iv e s ,  and c e r ta in  o rg a n i

z a tio n s  and ta sk  s t r u c tu r e s  a t t r a c t  c e r t a in  ty p e s  o f  p e r s o n a l i t i e s .  In  

th e  f i n a l  a n a ly s is ,  " [ i ] f  i t  makes sense  to  th e  in d iv id u a ls  in v o lv ed , g i 

ven t h e i r  needs and t h e i r  jo b s ,  they  w i l l  f in d  i t  rew arding  and m o tiv a tin g "  

(Morse, 1970, p . 6 8 ) ,

I t  i s  no s e c re t  th a t  o rg a n iz a tio n s  a t t r a c t  and keep peo p le  who 

p e rc e iv e  th e  work environm ent a s  be ing  a b le  to  f u l f i l l  one o r  more o f  

t h e i r  need s . However, th e  d e c is io n  a  manager makes w ith  r e s p e c t  to  a c 

cep tin g  e i th e r  a Theory X o r  Theory Y approach  to  managing human re so u rc e s  

may b a c k f ir e .  T h is  happens when th e  manager a c c e p ts  some u n iv e r s a l  p r e 

s c r ip t io n  w ithou t r e a l l y  being  co g n izan t o f  th e  unique c h a r a c t e r i s t i c s  o f  

h i s  human re s o u rc e s . Such b l in d  accep tance  o f  one o r  th e  o th e r  s ty le s  

o f  le a d e rs h ip  seems to  be th e  p r e v a i l in g  p a t te r n  in  m ost o rg a n iz a t io n s . 

Most o f  th e  le a d e rs h ip  developm ent program s a ttem p t to  o f f e r  some panacea. 

As F ie d le r  (1973, p .  229) o b serves:

We spen t a t  l e a s t  s e v e ra l  b i l l i o n s  o f  d o l l a r s  a  y e a r on le a d e r 
sh ip  developm ent and ex ecu tiv e  re c ru itm e n t in  th e  U n ited  S ta te s ,
Leaders a re  p a id  10, 20, and 30 tim es th e  s a la ry  o f  o rd in a ry
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■workers. Thousands o f  books and a r t i c l e s  on le a d e rs h ip  have 
been p u b lish e d . Yet we s t i l l  know r e l a t i v e ly  l i t t l e  about th e  
f a c to r s  th a t  de term ine  a  l e a d e r 's  su ccess  o r  f a i l u r e .

F ie d le r ,  based on h is  e x ten s iv e  s tu d ie s ,  p o in ts  o u t th e  f a c to r s  th a t  d e t e r 

mine a l e a d e r 's  in f lu e n c e  over h is  group in  o rd e r  o f  im portance to  be 

(1) leader-member r e l a t io n s ,  (2) ta sk  s t r u c tu r e ,  and (3) th e  p o s i t io n  power 

o f  th e  le a d e r .  I f  t h i s  i s  th e  c a se , th en  o rg a n iz a tio n s  would be w e ll 

adv ised  'to a ttem pt to  un d ers tan d  th e  f a c to r s  t h a t  in f lu e n c e  leader-m em ber 

r e l a t io n s ,

Hemphill (1949, p . 3 ) , along th e  same l i n e s ,  s t a t e s :

Both laymen and s c i e n t i s t s  ag ree  th a t  i f  we can u n d e rs tan d  th e  
s e le c t io n  and t r a in in g  o f  le a d e rs  [and th o se  le d  by them ], we 
can beg in  to  ta k e  a d ap tiv e  s te p s  tow ard c o n tr o l l in g  o u r o'wn 

• s o c ia l  f a t e  [and  th e  o rg a n iz a t io n 's  f a t e ] .

The same un d erly in g  theme i s  found in  M o rse 's  su g g es tio n  (Morse, 1970,

p . 68):

Managers can h e lp  t h i s  p ro c e ss  by becoming more aware o f  what 
p sy ch o lo g ica l (and perhaps o th e r)  needs seem b e s t  to  f i t  th e  
ta s k s  a v a ila b le  and th e  o rg a n iz a t io n a l  s e t t in g ,  and by t ry in g  
to  shape p e rso n n e l s e le c t io n  c r i t e r i a  to  ta k e  account o f th e se  
n eed s .

Another s ig n i f ic a n t  developm ent in  re c e n t tim es th a t  has s h a r 

pened th e  u n d ers tan d in g  o f  th e  in d iv id u a l-o rg a n iz a tio n  f i t  i s  th e  Minne

s o ta  Theory o f  Work A djustm ent m odel, developed by Dawis and L o fq u is t 

(1969), The Theory o f  Work A djustm ent p rem ises th a t  th e  in d iv id u a l  seeks 

a correspondence between h im se lf and h i s  environm ent. The a u th o rs  d e f in e  

"correspondence" to  mean " th e  in d iv id u a l  f u l f i l l i n g  th e  req u irem en ts  o f 

th e  work environm ent [ s a t i s f a c t io n ]  and th e  work environm ent f u l f i l l i n g  

th e  requ irem en ts o f  th e  in d iv id u a l [ s a t i s f a c to r in e s s ] "  (Dawis and L o fq u is t, 

1959, p . 45 ).

An in d iv id u a l  r e l a t e s  to  h i s  work environm ent, to  h is  home en-
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vironm ent, to  h is  church environm ent, to  h is  schoo l environm ent and so 

on . The system s concept c l e a r l y ‘p o in ts  o u t th e  in terdependence  and in te r -  

ra c t io n s  which e x is t  in  th e  v a rio u s  environm ents. C onsequently , th e  

s l ig h te s t  d is tu rb a n ce  in  any one environm ent e f f e c t s  th e  o th e r  en v iro n 

m ents as w e ll. "With a  m ajor p a r t  o f  th e  a d u lt  i n d iv id u a l 's  a c t iv e  tim e 

spen t on earn ing  a l iv in g , ' th e  work environm ent c o n s t i tu te s  a m ajor 

environm ent to  th e  in d iv id u a l .  T h e re fo re , th e  b a s ic  assum ptions o f  th e  

Theory o f Work Adjustm ent i s  r e s ta te d  to  read  th a t  th e  in d iv id u a l seeks 

a correspondence between h im se lf and h is  work environm ent. Work a d ju s t 

ment i s  th e  con tinuous and dynamic p ro c e ss  by which th e  in d iv id u a l seeks 

to  achieve and m a in ta in  correspondence w ith  h is  wark environm ent (M assie, 

e t  a l . ,  p . 117),

O rg a n iz a tio n a l requ irem en ts c a l l  f o r  in d iv id u a ls  w ith  vary ing  

s k i l l s ,  t a l e n t s ,  and t r a in in g .  Every o rg a n iz a tio n  ex p ec ts  i t s  employees 

to  f u l f i l l  c e r ta in  s p e c if ic  requ irem en ts  as  members o f th e  o rg a n iz a tio n . 

The in d iv id u a l tdio comes in to  th e  work environm ent fo r  th e  f i r s t  tim e 

a ttem p ts  to  f u l f i l l  th o se  req u irem en ts . At th e  same tim e , th e  i n d iv i 

d u a l a lso  expec ts  th e  work environm ent to  s a t i s f y  c e r ta in  requ irem en ts  

so th a t  he can r e l a t e  to  h is  o th e r  environm ents a s  w e ll .  Thus, i f  th e  

newcomer f in d s  correspondence between h is  in p u t to  th e  work environm ent 

and th e  work env ironm en t's  c o n tr ib u tio n  to  enab le  him to  r e l a t e  to  h is  

o th e r  environm ents, then  he m a in ta in s  h is  membership. Whenever t h i s  

correspondence i s  d is tu rb e d , i t  i s  p o s s ib le  th e  in d iv id u a l  may leav e  

th e  work environm ent, assuming th a t  correspondence cannot be e s ta b lis h e d  

some o th e r  way. P a re n th e t ic a l ly ,  t h i s  co rresponds c lo s e ly  to  what 

Flow ers and Hughes (1973, p . 50) had to  say on th e  s u b je c t o f  why 

employees s tay :
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Employees tend  to  remain w ith  a company u n t i l  some fo rc e  causes 
them to  le av e . The concept h e re  i s  v e ry  l ik e  th e  concept o f 
i n e r t i a  in  th e  p h y s ic a l sc ie n c es : a  body w i l l  rem ain a s  i t  i s
u n t i l  a c ted  on by a fo rc e .

Continued membership in  th e  vork environm ent can o n ly  s tre n g th e n  and s t a 

b i l i z e  th e  correspondence, because in  o rd e r  to  co n tin u e  membership, th e  

in d iv id u a l must f in d  r e in f o r c e r s  to  th e  correspondence.

Dawis and L o fq u is t (1969) o f f e r  th e se  a d d i t io n a l  re fin em en ts  to  

t h e i r  th e o ry . " S a t is fa c t io n "  r e f e r s  to  th e  p e rc e iv e d  f u l f i l lm e n t  o f  th e  

in d iv id u a l 's  requ irem en ts  by th e  work environm ent; " s a t i s f a c to r in e s s "  i s  

th e  m easured f u l f i l lm e n t  o f  th e  work en v iro n m en t's  req u irem en ts  by th e  

in d iv id u a l .  I f  s t a b i l i t y  in  correspondence causes a  p e rso n  to  m a in ta in  

h i s  o rg a n iz a tio n a l membership, th e n  i t  fo llo w s th a t  jo b  te n u re  i s  a fu n c 

t io n  o f  correspondence between th e  in d iv id u a l  and h i s  work environm ent. 

M assie, e t  a l .  (1975, p . 118) make s e v e ra l  p ro p o s it io n s  o f  v h ich  two have 

d i r e c t  b ea rin g  to  t h i s  s tudy :

The p ro b a b i l i ty  th a t  an in d iv id u a l  w i l l  be fo rce d  o u t o f  th e  
■vrork environm ent i s  in v e rs e ly  r e la te d  to  h is  s a t i s f a c to r in e s s  
[and] th e  p ro b a b i l i ty  th a t  an in d iv id u a l  w i l l  v o lu n ta r i ly  
leav e  th e  work environm ent i s  in v e rs e ly  r e la te d  to  h i s  s a t i s 
f a c t io n .

As f a r  as  th e  f i r s t  p ro p o s it io n  i s  concerned , in v o lu n ta ry  s e p a ra tio n  i s  a 

fu n c tio n  o f  th e  m easured perform ance o f  a  worker a s  observed  by h is  su p e r

v i s o r ,  In  most b lu e  c o l la r  ty p e s  o f  jo b s ,  a s  in  t h i s  s tu d y , perform ance 

e v a lu a tio n  i s  n o t too s e r io u s  a  problem  a s  q u a n ti ty , q u a l i ty  and speed o f 

perform ance can be m easured, and a c tio n  can be tak en  where needed . As to  

th e  second p ro p o s it io n , which s t a t e s  th a t  th e  in d iv id u a l 's  te n u re  w ith  an 

employer i s  dependent upon th e  degree  o f  p e rce iv ed  f u l f i l lm e n t  o f  th e  i n 

d iv id u a l 's  requ irem en ts by  th e  work environm ent, few y a rd s t ic k s  e x i s t  to  

enab le  th e  manager to  a r r iv e  a t  any ready-made answ ers,

A number o f  s im p lif ie d  o b se rv a tio n s  can be made from what has been
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s a id  th u s  f a r :

1 , Every o rg a n iz a tio n , even th o se  w ith in  a  g iv en  in d u s try , has

i t s  own environm ent, p e r s o n a l i ty ,  and c h a ra c te r  th a t  a re  u n iq u e .

2, Every in d iv id u a l ,  l ik e w is e , h as  a un ique environm ent, 

p e r s o n a l i ty ,  and c h a ra c te r .

3 . Not every  o rg a n iz a t io n a l  environm ent i s  conducive to  a t t r a c 

t in g  and keeping in d iv id u a ls  from any environm ent. T h is  p o ses  a problem

o f  e s ta b l is h in g  correspondence between th e  in d iv id u a l  and th e  o rg a n iz a 

t io n .  There i s  no u n iv e r s a l  approach  w hich o f f e r s  a panacea to  s im ila r  

o rg a n iz a tio n a l  i l l s .

4 . C onsequently , every  o rg a n iz a t io n a l  a ilm en t c a l l s  f o r  a 

d ia g n o s is  o f  as many re le v a n t  v a r ia b le s  a s  p o s s ib le  b e fo re  p r e s c r ip t io n  

i s  suggested . Any s o lu tio n s  a r r iv e d  a t  w ith o u t such  a  d ia g n o s t ic  

approach i s  tantam ount to  t r e a t i n g  th e  symptoms.

An o v e rr id in g  theme in  th e  s e v e ra l  p assag es  c i t e d  up to  t h i s  

p o in t  i s  th e  n e c e s s i ty  fo r  some k in d  o f  correspondence  between th e  

in d iv id u a l jo b  h o ld e r and th e  o rg a n iz a tio n  in  o rd e r  f o r  s ta b le  r e l a t i o n 

s h ip s  to  co n tin u e . D unnette  (1966, p . v i i )  sums up t h i s  w ith  re s p e c t 

to  s e le c t io n  and u t i l i z a t i o n  o f  human re so u rc e s :

. . .W is e  d e c is io n s  about p eo p le  demand knowledge o f  t h e i r  i n 
d iv id u a l i ty  and knowledge o f how each  p e r s o n 's  s p e c ia l  t a l e n t s  
may be most a c c u ra te ly  reco g n ized  and most w ise ly  u t i l i z e d .
L earning about peo p le  s y s te m a tic a l ly  and s c i e n t i f i c a l l y  i s  th e  
o n ly  avenue toward th e  e f f e c t iv e  c o n se rv a tio n  o f  human t a l e n t .  
P ersonnel s e le c t io n  and jo b  placem ent a re  n o t ends in  them selves; 
th ey  a re  fo llow ed by p o s s i b i l i t i e s  o f  jo b  d e s ig n , in d iv id u a l  
c o u n se llin g , and c a re e r  g u idance , th e  removal o r  m o d if ic a tio n  o f  
o rg a n iz a tio n a l c o n s t r a in t s ,  and th e  p o s s ib le  use  o f  s p e c ia l iz e d  
t r a in in g  p ro ced u res . But in d iv id u a l  d ia g n o s is  m ust alw ays be 
th e  c r u c ia l  f i r s t  s te p , u n d e n jird in g  and d i r e c t in g  a l l  su b se 
quent p e rso n n e l d e c is io n s . , . . S o c ie ty 's  p rim ary  g o a l should  
be to  conserve human t a l e n t ;  th e  p a th  to  t h i s  g o a l i s  b e s t  
mapped by making inform ed and w ise p e rso n n e l d e c is io n s  a t  each 
ju n c tu re .
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Every s e le c t io n  p ro c e ss  goes th ro u g h  more o r  l e s s  th e  same 

s e r i e s  o f  s te p s  in v o lv in g  p re lim in a ry  in te rv ie w , com pletion  o f a p p l ic a 

t io n  b lan k s , employment t e s t s ,  re fe re n c e  and background checks, employment 

in te rv ie w , p h y s ic a l  exam ination , and employment d e c is io n . Each o f  th e se  

s te p s  i s  designed  to  e l i c i t  in fo rm atio n  from th e  p o te n t i a l  employee so 

th a t  th e  d e c is io n  m ak er 's  in tu i t i o n  i s  sharpened  w ith  some s o l id  d a ta , 

and a b e t t e r  d e c is io n  i s  made w ith  re s p e c t  to  th e  in d iv id u a l .  I n s p i te  

o f  t h i s  seem ingly sy stem a tic  approach to  s e le c t io n  p ro c e ss , employee 

tu rn o v e r rem ains a p e re n n ia l  problem . The q u e s tio n  in v a r ia b ly  i s  "vdiat 

i s  i t  th a t  went wrong?" I s  i t  t h a t  a poor d e c is io n  was made in  th e  

f i r s t  p la c e  w ith  re s p e c t  to  s e le c t io n  a n d /o r  p lacem en t, o r  i s  i t  t h a t  

something e ls e  had developed subsequent to  h i r in g  viiioh le d  to  th e  

sep a ra tio n ?  I t  i s  p o s s ib le  th a t  any one o r  b o th  th e se  cou ld  have been 

th e  c a se . I t  i s  p ro b ab ly  t h i s  f a c t  th a t  h as  le d  re s e a rc h e rs  to  examine 

th e  a rea  o f  employee tu rn o v e r and to  come up w ith  f a c to r s  un iq u e ly  

r e la te d  to  each c ase , because in  a l l  th e  s tu d ie s  m entioned e a r l i e r  

th e r e  i s  th e  assum ption th a t  o n ly  c e r ta in  ty p e s  o f  in d iv id u a ls  f i t  in  

any g iven  o rg a n iz a tio n .

R esearch A c t iv i t i e s  in  Employee Turnover

I n  an e x te n s iv e  rev iew  o f  th e  l i t e r a t u r e ,  A lle n  Schuh (1967a) 

b rought to g e th e r  s e v e ra l  s tu d ie s  r e la t in g  to  employee tu rn o v e r . A com

p le te  rev iew  o f  a l l  th e  v a r io u s  s tu d ie s  i s  n o t w ith in  th e  scope o f  t h i s  

re se a rc h . T h e re fo re , some o f th e se  .s tu d ie s  a re  o n ly  b r i e f l y  m entioned; 

th e  ones th a t  a re  d i r e c t l y  p e r t in e n t  to  t h i s  re s e a rc h  a re  t r e a te d  a t  

le n g th , Schuh has grouped th e se  s tu d ie s  on employee tu rn o v e r in to  seven 

c l a s s i f i c a t i o n s  o f p r e d ic to r s  o f  jo b  te n u re . These c l a s s i f i c a t i o n s  and
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some o f th e  s tu d ie s  review ed by Schuh, a s  w e ll as  some o th e r s  n o t in c lu d ed  

in  S chuh 's  rev iew , a re  c i te d  in  F ig u re  2 -3 .

In  F ig u re  2-4 S chuh 's  rev iew  i s  b rough t to g e th e r  to  show th e  num

b e r o f  s tu d ie s  in  each c l a s s i f i c a t i o n  and th e  number and ty p es  o f  r e l a t i o n 

sh ip s  observed  in  each group. A t o t a l  o f  sev en ty -n in e  s tu d ie s  were review ed. 

In  e ig h t s tu d ie s  In te l l ig e n c e  t e s t s  were u sed ; in  te n ,  a p t i tu d e  t e s t s ;  n in e  

s tu d ie s  each used  i n t e r e s t  in v e n to r ie s  and s p e c ia l  te ch n iq u es ; in  fo u r te e n , 

p e r s o n a l i ty  t e s t s ;  in  tw enty-tw o, b io g ra p h ic a l d a ta ;  and in  seven, jo b  

s a t i s f a c t io n  in v e n to r ie s .  P o s i t iv e ,  n e g a tiv e , z e ro , a n d /o r c u r v i l in e a r  

r e la t io n s h ip s  were observed  in  th e se  s tu d ie s  (Schuh, 1967a, p . 135);

A p o s i t iv e  r e la t io n s h ip  in d ic a te s  a tre n d  fo r  th e  h ig h  sco re s  to  
remain on th e  jo b  fo r  a lo n g er p e r io d  o f  tim e . A n e g a tiv e  r e l a 
t io n s h ip  in d ic a te s  a  tre n d  f o r  th e  low  sco res  to  rem ain on th e  
jo b  fo r  a lo n g er p e rio d  o f  tim e , A c u r v i l in e a r  r e la t io n s h ip  
in d ic a te s  a tre n d  fo r  th e  m iddle sc o re s  to  e x h ib i t  th e  g r e a te s t  
o r  low est frequency  o f  tu rn o v e r.

A c lo s e r  look a t  th e  summary p re se n te d  in  F ig u re  2-4 re v e a ls  th a t  

b io g ra p h ic a l d a ta  and jo b  s a t i s f a c t io n  in v e n to r ie s  sco red  h ig h  among th e  

v a r ia b le s  most p r e d ic t iv e  o f  te n u re . The r e la t io n s h ip s  observed  in  th e  

o th e r  c l a s s i f i c a t i o n s  ( i n t e r e s t ,  a p t i tu d e ,  in te l l ig e n c e  and p e r s o n a l i ty  

in v e n to r ie s )  showed l e s s  fre q u e n t r e la t io n s h ip s  w ith  p re d ic t in g  te n u re .

One te n ta t iv e  co n clusion  h ere  would be th a t  bo th  b io g ra p h ic a l d a ta  and 

jo b  s a t i s f a c t io n  in v e n to r ie s  a re  f a r  b e t t e r  p r e d ic to r s  o f  te n u re . The f o l 

lowing s ta tem en t by Glueck (1974, pp . 193-199) b e a rs  o u t th e  le s s  th a n  com

mendable perform ance shown by th e  v a rio u s  ty p es  o f  employment t e s t s  in

g e n e ra l, and p sy ch o lo g ica l t e s t s  in  p a r t i c u l a r .

T e s tin g  i s  a c o n tro v e rs ia l  a re a , d i s l ik e d  by some b u t used  in
s e le c t io n  by most la rg e r  and m id d le -s iz ed  o rg a n iz a tio n s . . . .
To be e f f e c t iv e ,  t e s t s  need to  be v a lid a te d  by th e  employing 
o rg a n iz a tio n . . . . Few o rg a n iz a tio n s  have th e  p e rso n n e l, tim e 
o r  money to  develop t e s t s  from s c ra tc h .  In s te a d , th ey  o f te n  w i l l  
purchase  and u se  t e s t s  developed e lsew here .
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F ig u re  2-3

Summary o f S tu d ie s  Using V arious Techniques 
fo r  P re d ic tin g  Labor Turnover

Technique R eference

I n te l l ig e n c e
T ests

A p titude
T es ts

I n t e r e s t
In v e n to r ie s

P e rs o n a lity
T es ts

B io g rap h ica l
Data

Job
S a t is f a c t io n
In v e n to r ie s

S p e c ia l
Techniques

MacKinney & W olins (1959); Robins & King (1961); S c h o ll & 
Bellows (1952); S h o tt (1963); B i l l s  (1923); Brown & G hi- 
s e l l i  (1947); Snow (1927); K rie d t & Ga.de! (1953).

V in c tn t & Dugan (1962); MacKinney & W olins (1960); S h o tt
(1963); K rie d t & Gadel (1953); MacKinney & W olins (1959).

B olanovich & Goodman (1944); Mayeske (1964); Robbins & 
Kind (1961); T i f f in  & Phelan (1953); MacKinney & W olins 
(1960); Boyd (1961); B olanovich (1948); K rie d t & Gadel 
(1953).

Robbins & King (1961); MacKinney & W olins (1960);
C le land  & Peck (1959); Cuadra & Reed (1957); V incent & 
Dugan (1962); Hedberg & B axter (1957); B u t te r f ie ld  & 
Warren (1952); S inaiko  (1954); W ickert (1961).

Black & MacKinney (1963); Brown & G h is e l l i  (1947); Buel
(1964); C le land  & Peck (1959); Domon (1970); D unnette, 
e t  a l  (1960); D unnette & M aetzold (1955); Fleishm an & 
B ern iger (1960); K err (1947); K irchner & D unnette (1957); 
K rie d t & Gadel (1953); L iv in g sto n e  (1955); MacKinney & 
W olins (1959); Mande11^ e ^  a l  (1956); Minor (1958);
Mosel and Wade (1951); Nevo (1976); Novack (1970);
Robinson (1972); Sawatsky (1951); S c h o ll & Bellows 
(1952); S c o tt  & Johnson (1968); Schuh (1967); Schwab
(1974); S h o tt ,  e t  ^  (1963); T i f f in ,  e t  ^  (1957); 
Wefnimont (1962); W ickert (1951).

G iese & R uter (1949); K err (1948); Ross and Zander (1957); 
Webb & H ollander (1956); W eitz &. Nuckols (1953); W eitz & 
Nuckols (1955); W ickert (1951).

A rgyle , e t  ^  (1958); Benge (1925); Evan (1963);
Fleishm an & H a rr is  (1962); Hovland & W onderlic (1939); 
K rie d t & Gadel (1953); McMurry (1947); Sawatsky (1951); 
S h o tt , e t  a l  (1963); T e lly  (1967); Van Z e ls t  (1952).
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Summary o f  R e la tio n sh ip s  in  V a lid a tio n  S tu d ie s  U sing V arious Methods 
f o r  P re d ic t in g  A C r i te r io n  o f  Labor Turnover

R e la tio n sh ip s
O bserved

0)

I
r - l  W 
Q) +J 

+J to

G
o

- H
4 J

1—1 Ü
to Id It) to
Q) 4 J U M  0) to

'W •H -iH to -H <D
0) + J  H M x ; •r4  h

M  § •t ! to O It) a + j o
3 <U G Id It) XJ It) -H

4 J  ra M  C o to . h  ^ CO G "o(U Q) to +J 0 ) itJ
+J 01 4 J  > G to O 4.1 r Q  > 0) u
A  Û) C  C Q) O ■fH It) o  c a o

C  E4 M M A  Eh m  A M  M CO EH

No % No % No % No % No % No % No %

P o s i t iv e 3 30 3 23 9 15 4 9 78 86 10 100 9 56

N egative 2 20 1 8 5 8 9 20 2 2 0 0 2 13

Zero 3 30 8 61 30 48 32 69 6 7 0 0 3 19

C u rv ilin e a r 2 20 1 8 0 0 1 2 5 5 0 0 2 12

Not re p o rte d 0 0 0 0 18 29 0 0 0 0 0 0 0 0

T o ta l R e la tio n 
sh ip s  R eported 10 100 13 100 62 100 46 100 91 100 10 100 16 100

Css

Number o f  S tu d ie s  
R eported 10 14 22

S ource; Adapted from Schuh, A lle n . "The P r e d i c t a b i l i t y  o f  Enployee Tenure;
L i te r a tu r e ."  P e rso n n e l Psychology, 20, S p ring  1967, p p . '133-152.

A Review o f  th e
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W ith re sp e c t to  th e  c u rre n t s t a tu s  o f such t e s t in g ,  French (1974, p . 281) 

o b serv es:

I t  i s  n o t c le a r  a t  t h i s  w r it in g  [1974] how much th e  o v e r a l l  
le v e l  o f  t e s t in g  has d im in ished , i f  a t  a l l ,  a s  a r e s u l t  o f  
th e  C iv i l  R igh ts A ct. . . . [T ]he u se  o f  th e s t s  has probably- 
d im in ished  somewhat because some t e s t i n g  p r a c t ic e s  have come 
under f i r e  fo r  a lle g e d ly  d is c r im in a tin g  a g a in s t  m in o r ity  
g roups, and because o f th e  enforcem ent o f  EEOC g u id e lin e s  
on te s t in g .

Perhaps th e  b ig g e s t problem s w ith  p sy ch o lo g ica l t e s t in g  have to  

do -with v a l id i ty  and r e l i a b i l i t y .  O ther problem s w ith  th e se  ty p e s  o f  

t e s t s  in c lu d e  q u a l i f ic a t io n s  o f  th o se  u s in g  th e  t e s t s ,  i n t e r p r e ta t io n  

o f  t e s t s ,  sho rtag e  o f competent p e rso n n e l to  i n t e r p r e t  th e  t e s t ,  and 

c o s t  o f  ad m in is te rin g  and in te r p r e t in g  th e  t e s t s .  The a r t  o f  psycho

lo g ic a l  t e s t in g  being in  a s t a t e  o f  f lu x  w ith  re s p e c t  to  th e  e f f ic ie n c y  

o f  p e r s o n a l i ty  t e s t s  in  employment d e c is io n s ,  th e  u se  o f  such d e v ic e s  

to  p r e d ic t  tu rn o v e r should  be u n d ertaken  w ith  extrem e c a u tio n .

S tu d ie s  U sing Jo b  S a t i s f a c t io n  In v e n to r ie s  to  P r e d ic t  Turnover 

No n e g a tiv e  o r  zero  r e la t io n s h ip s  were re p o r te d  in  s tu d ie s  

d e a lin g  w ith  th e  u se  o f  Job  S a t i s f a c t io n  In v e n to r ie s  f o r  p re d ic t in g  

employee tu rn o v e r . In  o th e r  w r d s ,  " .  . . i t  i s  concluded th a t  te n u re  

(o r  in f lu e n c e s  to  remain in  a v o rk e r -p o s it io n  r e la t io n s h ip )  i s  p o s i 

t i v e l y  r e la te d  to  th e  w o rk er 's  l e v e l  o f  ex p ressed  s a t i s f a c t io n "  (Schuh, 

1967a, p . 147). One problem  i s  t h a t  to  p r e d ic t  tu rn o v e r th e  jo b  

s a t i s f a c t io n  q u e s tio n n a ire  m ust be ad m in is te red  p r i o r  to  employment. 

O bviously a person  cannot ex p ress  s a t i s f a c t i o n  w ith  a jo b  he i s  abou t 

to  g e t  in to  u n le ss  th a t  in d iv id u a l  has h e ld  s im ila r  p o s i t io n s  e lsew h ere .

I t  i s  perhaps t h i s  in h e re n t d i f f i c u l t y  w ith  jo b  s a t i s f a c t i o n  su rveys which 

h as p rec lu d ed  th e i r  w idespread u se  fo r  p r e d ic t in g  employee tu rn o v e r .
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Secondly, th e  co n c lu s io n  t h a t  jo b  te n u re  i s  p o s i t iv e ly  r e l a t e d  to  

jo b  s a t i s f a c t io n  cannot be accep ted  w ith o u t some r e s e r v a t io n . .  At l e a s t  

in  th e  case  o f low -sk i 11 m anufactu ring  employees where p ro d u c t iv i ty  i s  

u s u a l ly  m easureable, jo b  te n u re  i s  a  fu n c tio n  o f  th e  anp loyee ' s a b i l i t y  

to  m a in ta in  a t  l e a s t  th e  minimum perform ance a cc e p tab le  to  th e  o rg a n iz a 

t io n ,  T h e re fo re , i t  may be more a p p ro p r ia te  to  s t a t e  th a t  jo b  te n u re  i s  

p o s i t iv e ly  r e la te d  to  a c c e p ta b le  perform ance (p r o d u c t iv i ty ) .  Kahn (1960, 

p . 275) concluded th a t  s a t i s f a c t i o n  does n o t  c o n s is te n t ly  c o r r e la te  w ith  

p ro d u c tiv ity .-  "Employees in  h ig h ly  p ro d u c tiv e  work groups were no more 

l i k e l y  th an  employees in  th e  low -producing g roups to  be s a t i s f i e d  w ith  

t h e i r  jo b  . . (Kahn, 1960, p . 277). T h e re fo re , i t  s tan d s  to  reaso n  

th a t  i f  s a t i s f a c t io n  does n o t alw ays im ply p ro d u c t iv i ty  th en  s a t i s f a c t i o n  

does n o t  always have to  im ply te n u re  e i t h e r .  T h is i s  t r u e  because a 

p e r s o n 's  c o n tin u a tio n  on a  jo b  i s  s u b je c t to  p e r io d ic  perform ance e v a lu 

a t io n  and a c c e p ta b i l i ty  o f  i t s  o u tc o m e --s a tis fa c to ry  p ro d u c t iv i ty .

Among th e  s tu d ie s  rev iew ed by Schuh, th e  l a t e s t  one u s in g  Jo b  

S a t i s f a c t io n  In v e n to r ie s  was c a r r ie d  o u t in  1957, perhaps an in d ic a t io n  

o f  t h e i r  d e c lin in g  p o p u la r i ty ,  P a llo n e , H urley , and R ickard  (1971) 

review ed some 113 s tu d ie s  r e l a t in g  jo b  s a t i s f a c t i o n  to  f i f ty - tw o  v a r ia b le s .  

These s tu d ie s  were conducted d u rin g  th e  p e r io d  1968-69. A ccording to  

th e s e  rev iew ers (P a llo n e , e t  a l . ,  1971, pp . 11-28);

• , , none o f th e  in v e s t ig a t io n s  re p o r te d  in  1968-69 co n sid e red  
jo b  s a t i s f a c t io n  in  r e l a t i o n  to  ab sen tee ism , au tom ation , i n t e l 
le c t u a l  f a c to r s ,  m orale , p h y s ic a l  d i s a b i l i t i e s ,  s e g re g a tio n , 
te n u re , o r  work s h i f t s ,  each o f  which had p re v io u s ly  enjoyed 
some share  o f re se a rc h  a t t e n t io n .  [Em phasis added ,]

T here  were e ig h t s tu d ie s  in  th e  a re a  o f  la b o r  tu rn o v e r, none o f  which

d e a l t  w ith  u sin g  jo b  s a t i s f a c t i o n  in v e n to r ie s  fo r  p re d ic t in g  tu rn o v e r:

Aven, 1968; B a ly ea t, 1968; Downs, 1969; G ogolu ikh in , 1969; H ow ell, 1968;
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H u lin , 1968; M ikes, 1968; S lem er, 1967,

There have been s e v e ra l  o th e r  s tu d ie s  which a ttem p ted  to  p re d ic t  

tu rn o v e r . In  term s o f  th e  p re d ic to r s  used  th e se  in c lu d e  p re sen ce  o f 

p e e rs  in  company, t r a in in g  program  and g rad e  p o in t  average  (Evan, 1963); 

su p e rv is in g  b eh av io r (F leishm an and H a r r is ,  1962); human r e l a t i o n s  dimen

s io n s  o f  forem anship , d eg ree  o f  t r a in in g  o f  foreman, and workgroup (A rgyle, 

G ardner, and C io f f i ,  1958); and p e rce iv ed  in e q u ity  (T e lly , 1967).

S tu d ie s  U sing B io g rap h ica l Data to  P r e d ic t  Turnover 

I n  c o n tr a s t  to  what has been s a id  re g a rd in g  th e  s e v e ra l  s tu d ie s  

r e l a t in g  tu rn o v e r to  v a r io u s  p r e d ic to r s ,  th e  u se  o f  b io g ra p h ic a l  d a ta  

p o sse sse s  c o n s id e ra b le  su p p o rt. Only two o u t o f  th e  tw enty-one s tu d ie s  

u s in g  b io g ra p h ic a l d a ta  f a i l e d  to  f in d  a t  l e a s t  one item  r e la t e d  to  

te n u re  (Schuh, 1967a, p .  145), The summary p ro v id ed  in  F ig u re  2-4 shows 

th a t  86 p e r  c e n t o f  th e  v a r ia b le s  o u t o f  a  t o t a l  n in e ty -o n e  v a r ia b le s  

in d ic a te d  p o s i t iv e  r e la t io n s h ip s ;  th a t  i s ,  th ey  were a b le  to  p r e d ic t  

tu rn o v e r .

These tw enty-one s tu d ie s  a re  p re se n te d  i n  ta b u la r  form in  

F ig u re  2 -5 , In c lu d ed  in  t h i s  ta b le  a re  th e  name(s) o f  th e  a u th o rs , 

th e  ty p e  o f  employee g ro u p s, c r i t e r i a  w ith  re s p e c t  to  tu rn o v e r , r e l a t i o n 

sh ip s  observed , number o f  p a r t i c ip a n ts  in  each s tu d y , and w hether o r  n o t 

th e se  s tu d ie s  have been r e p l ic a te d .  The m a jo r i ty  o f  th e se  s tu d ie s  

were concerned w ith  tu rn o v e r among fem ale c l e r i c a l  and a l l i e d  c a te 

g o r ie s ,  The r e s t  o f  th a n  d e a l t  w ith  bus d r iv e r s ,  sea so n a l vrorkers, 

h o s p i ta l  ward a t te n d a n ts ,  salesm en, and c e r ta in  p ro d u c tio n  w orkers.

Any to o l  o r  d ev ice  used  in  v a r io u s  p h ases  o f  th e  employment 

s e le c t io n  p ro c e ss  i s  o n ly  e f f e c t iv e  to  th e  e x te n t o f  t h e i r  v a l i d i t y  and



FIGURE 2_5 Jtcvicw o f Vnlidatinn Studies Using Biographical Data for Predicting a Criterion o f Labor Turnover

Reference Dexcrîplîoa Criterion Relationship K Replica
tion

Bl.ick & MacKinney Female: a. clerks; b. ste Number of ino. on the Job a and h Zero; c, 1 item Posi 493 Yes
(1903) nographers; c. secretaries tive (age, r = .49)

Brov.'n & Ghiselli (1917) Bus drivers L more than 20 mo.; 
S less than 20 mo.

Positive: (age, r = .21); 
Zero (education)

217 No
Buel (1901) Female clerical a. L more than 3 yrs., 

a less than 9 mo.;
b. L more than 1 yr., 
S less than 1 yr.

Positive: 13 items
(a. r =• .49; b. r •=< .33)

221 Yes

Cleland & Peck (1959) Ward attendants B more tiian 10 yrs.; 
S less than G mo.

Positive: 1 item (father's 
occupation)

51 No
Dunnette, Kirchner, Female ofTicc workers L more than 19 mo.; Positive: (r — .01; .35) 103 Yes
Kriekson, & Banas • S less than 9 mo.
(1900)

Dunnette & Mnctzold Male seasonal farm workers Judged as good or poor with 2 curvilinear (age and 901 Yea
(1955) respect to tenure by the 

employment manager
weight); 9 Positive; 1 
Negative

Fleishman & Berniger Female cleric:d and secre L more than 2 yr.; Po.sitivc: (r = .57) 295j Yes
(1900) tarial S less than 2 yr.

Kerr (1917) Factory workers a. 3 mo. separation rate; 
1). 13 week separation rate

Positive: (a. 3 items; b. 11 
items)

a. 7
b. 53

Yes
Kirchner & Dunnette Female clerical L more than 19 ino.; Positive: r = .42; 1 item 13S| Yes
(1957) S less th.an 9 mo. curvilinear (education)

Kriedt & Gadel (1953) Female clerical L more than 12 mo.; Positive: (a. r =» .37; b. r •= 355 o
• a. S less than 3 mo.;

b. S less than 12 mo.
.29)

Source; A lle n  J . 'S c h u h , "The P r e d i c t a b i l i t y  o f  Employee Tenure: A Review o f  th e
L i te r a tu r e ,"  P e rso n n e l Psychology 20 (S p rin g , 1967): 140-141,

CD
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Livingstone (1055) Male route salesmen L more than 2 yr.; 
S less than 2 yr.

Positive: (r = .83) 250 Yes
MacKinney & Y>’olins Female clerical a. fired, b. quit, c. currently a. Zero; b. 1 Positive, 1 49 No
(1059) employed , Negative; c. 1 Positive

M.ar.dell, Duehworlh, • a. profession.al, technical, On force vs. separated a and b Positive 175 Yes
Leonard & Lehr (1950) and administrative; b. 

clerical •
Minor (195S) Female clerical L more than 42 mo.; 

S less than 9 mo.
Positive: 11 items (r = .44) 449 Yes

Mosel & Wade (1951) Female sales clerks a. L more than 1 yr.; S less 
than 0 mo.

b. L more than C mo.; S less 
than G mo.

a. 10 Positive; 2 curvlli:icar 
(.age, dependents);

b. Positive (r «=■ .41)
439 Yes

Sawatsky (1951) Production, service and 
machine operators in a 
factory

12 mo. turnover rate Zero 29 No

Scholl & Bellows (1952) Female production wor'kcrs a. L more than 1 yr.; S less 
than IJ-a yr.

b. L more than G mo. ;S less 
than G mo.

a. 72 «= .46; b. 72 = .53 a. 150
b. 200

No

Shott, Albright & Cilennon a. male and b. female office L more than 1 yr.; S less Positive (a. r = .45; b. r «=■ 5-9! Yes
(1903) workers than 1 yr. .30)

Tiflin, Parker & llabersat Male semi-skilled workers L more llian 9 mo.; S less Positive (4 items) 87 No
(1917) than 3 mo.

Wcrnimont (1902) Female clerical L more than 19 mo.; S less 
than 5 mo.

Positive (r = .39) 414 Yes
Wickert (1951) Female telephone operators 

and Service lleprcscnta- 
tives

"on force" vs. separated Zero C97 Yes

• A jinsitîvc rclalion.stiip îiulirulcs a trend for the liigli Fcorcrs to remain on the jol) for a longer period of time. A negative rela- 
tionaliip indicates a trend for the low scorcre to remain on tl-.c job for a longer period of time. A curvilinear relation- hi]) indicates 
a trend for the middle scorers to exhibit the greatest or lowest f.-ê piency of turnover.

• The criterion used to designate the members of the long tenure group.
'The criterion used to designate the members of the short tenure g r o u p .
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r e l i a b i l i t y .  The evidence p re se n te d  th u s  f a r  w ith  re s p e c t  to  u s in g  b io 

g ra p h ic a l  d a ta  f o r  p re d ic t in g  tu rn o v e r would in d ic a te  re a so n ab le  v a l i d i t y  

and r e l i a b i l i t y .  There a re  a lso  some d o w n -to -ea rth  f a c t s  w ith  re s p e c t to  

th e  f e a s i b i l i t y  o f u s in g  b io g ra p h ic a l d a ta .  As Novack (1970, p . 419) say s ,

[ i ] n  every  s e le c t io n  s i tu a t io n ,  .th e re  i s  u s u a lly  a s ta n d a rd iz e d  
p rocedu re  th a t  i s  fo llow ed . . . . [ 0 ] r d in a r i ly  i t  moves from 
th e  l e a s t  expensive to  th e  most expensive  e lim in a to r , t h a t  i s ,  
from th e  a p p lic a t io n  b lank  to  th e  p h y s ic a l  exam.

U n fo rtu n a te ly  th e  a p p lic a t io n  b lank  c o n ta in in g  a  w ealth  o f  v i t a l  in fo rm a

t io n  i s  used  in  a  p e rfu n c ta ry  manner to  e s ta b l i s h  th e  i n i t i a l  ra p p o rt in  

an in te rv ie w . Once th e  a p p lic a n t i s  h i r e d ,  th e  a p p l ic a t io n  b lank  ends up 

in  th e  p e rso n n e l f i l e  and rem ains b u r ie d  th e r e .  In  s p i t e  o f  s e v e ra l  

s tu d ie s  id e n t i f i e d  in  t h i s  rev iew , v e ry  few o rg a n iz a tio n s  have made any 

s e r io u s  a ttem p ts  to  u se  th e  b io g ra p h ic a l  d a ta  more e f f e c t iv e ly  (G lueck, 

1974, p . 418);

S tu d ie s  in d ic a te ,  however, th a t  a lth o u g h  m ost o rg a n iz a tio n s  
u se  a p p lic a t io n  b la n k s , few er th an  a t h i r d  o f  th e  l a r g e r  o rg a n i
z a t io n s  have u t i l i z e d  th e  more e f f e c t iv e  w eighted a p p l ic a t io n  
b lan k s  o r  b io g ra p h ic a l in fo rm a tio n  b la n k s .

In  comparing th e  p re d ic t iv e  a c c u ra c ie s  o f  b io g ra p h ic a l d a ta  and psycho

lo g ic a l  t e s t s  such a s  in te l l ig e n c e  t e s t s ,  i n t e r e s t  in v e n to r ie s ,  and 

p e r s o n a l i ty  t e s t s  w ith  re g a rd  to  jo b  p ro f ic ie n c y , A sher (1972, p . 255) 

found th a t  b io g ra p h ic a l d a ta  p o sse ssed  " s u b s ta n t ia l ly  h ig h e r  v a l i d i t i e s . "  

T h is  would suggest a s tro n g  p o s s i b i l i t y  t l ia t  b io g ra p h ic a l d a ta  cou ld  be 

e q u a lly  e f f e c t iv e  in  p re d ic t in g  employee tu rn o v e r and " th a t  s e r io u s  

a t t e n t io n  be devoted  to  th e  'h a r d ' d a ta  on b io g rap h ic  in v e n to r ie s  in  ' 

o rd e r  to  improve s e le c t io n  e f fe c t iv e n e s s "  (F lip p o , 1976, p . 143).

W eighted A p p lica tio n  Blank: A N a tu ra l O ffsp rin g  o f B io g rap h ica l D ata

S ch u h 's  rev iew  o f  l i t e r a t u r e  d e a lin g  w ith  p re d ic t io n  o f  employee
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te n u re  in c lu d ed  tw enty-one s tu d ie s  u s in g  w eighted a p p l ic a t io n  b la n k s .

In  n in e te e n  o f  th e se  s tu d ie s  one o r  more b io g ra p h ic a l item s were found to

p o sse ss  a p r e d ic t iv e  r e la t io n s h ip .  T his i s  in d ic a t iv e  o f  one o f  th e

m ajor u se s  o f b io g ra p h ic a l  d a ta  in  th e  form o f w eighted a p p l ic a t io n  b la n k s .

The u se fu ln e s s  o f  w eighted  a p p lic a t io n  b lan k s  becomes c le a r e r  when th e
on

in c re a s in g  em phasis p laced /en p lo y ee  s e le c t io n  methods and d e c is io n s  a re  

c o n tra s te d  w ith  th e  s t a t e  o f  th e  a r t  which e x is te d  a few  y e a rs  ago.

W ith th e  tu rn o v e r lo s s  to  th e  m agnitude o f  e leven  b i l l i o n  d o l la r s  annu

a l l y ,  any en trep ren eu r/m an ag er w i l l  be anxious to  m inim ize th e  s e le c t io n  

and placem ent m is ta k es  which a t  l e a s t  in  p a r t  would accoun t f o r  th e  la rg e  

tu rn o v e r .

S e le c t io n  methods in  th e  e a r ly  p a r t  o f  th e  c e n tu ry  p r im a r i ly  

depended upon crude  and p s e u d o s c ie n ti f ic  m ethods. I t  was n o t uncommon 

to  r e q u ire  a p p l ic a n ts  to  su h n it t h e i r  a p p l ic a t io n s  in  t h e i r  own hand

w rit in g  (g rap h o lo g y ), to  e v a lu a te  th e  a p p l i c a n t 's  pho tograph  (physiognomy), 

and to  depend on l e t t e r s  o f  recommendation. The in te rv ie w  p a r t  o f  th e  

s e le c t io n  p ro c e ss  was n o t t h a t  sy stem a tic  e i t h e r .  In  c e r t a in  cases  

phrenology (shape o f  s k u ll)  and th e  th e o ry  o f  p ig m en ta tio n  (b londe-  

b ru n n e tte  th eo ry ) were a lso  in  vogue (F lip p o , 1976, p p . 137-138). Mana

g e rs  o f  y e s te ry e a r  (and perhaps o f even today) assumed th a t  a  p e r s o n 's  

h andw riting  and f a c i a l  c h a r a c te r i s t i c s  were in d ic a t iv e  o f  p o te n t i a l  jo b  

b e h av io r . L ikew ise th e re  was a g re a t  d e a l  o f  w eight g iv e n  to  l e t t e r s  o f 

recommendation w ith o u t be in g  c o n s id e ra te  about th e  obv ious l im i ta t io n s  

o f  such m ethods. And, f i n a l l y  th e re  were p e rso n n e l m anagers who even 

r e l i e d  on what th e  s t a r s  have to  f o r e t e l l  (a s tro lo g y ) about th e  p o te n t ia l  

employee.

W hile th e  in f lu e n c e  o f  th e se  p seudosc iences i s  s t i l l  around.
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s e le c t io n  methods have made a l o t  o f  p ro g re s s  in  th e  p a s t  few y e a r s .

Today b e t t e r  m easures o f  jo b  su ccess  a re  a v a i la b le ,  in te rv ie w  methods 

a re  more s ta n d a rd iz e d , forms fo r  o b ta in in g  background in fo rm a tio n  a re  

s ta n d a rd iz e d , and th e  te lep h o n e  in te rv ie w  i s  ta k in g  th e  p la c e  o f  recom

m endation l e t t e r s .  A d d itio n a lly , a number o f  employment t e s t s  a re  a lso  

used  in  th e  s e le c t io n  p ro c e s s . At th e  same tim e , th e  e c le c t i c  approach 

to  d e a lin g  w ith  o rg a n iz a t io n a l  problem s has b rough t abou t a  g r e a t  d e a l  

more u n d e rs tan d in g  o f  th e  com plex ity  surround ing  th e se  i s s u e s .  T h is 

in c re a se d  aw areness has eased  to  some e x te n t a t  l e a s t  th e  d i f f i c u l t y  

in v o lv ed  in  p re d ic t in g  v a rio u s  employee b e h a v io r . Now th e re  i s  a  g re a t  

d e a l  more s ta n d a rd iz a t io n  and q u a n t i f ic a t io n  o f  in fo rm a tio n  and th e  

in f lu e n c e  o f  b e h a v io ra l and m athem atica l s c ie n c e s  makes b eh av io r p r e d ic 

t io n  a  g re a t  d e a l more m anageable th rough  in c re a se d  u n d e rs ta n d in g . Thus, 

s e le c t io n  methods have moved o v e r tim e from a "b lack  m agic" approach to  

a  more s c i e n t i f i c  approach . In  summary, th e  s e le c t io n  p ro c e ss  to d ay  i s  

moving tow ard s ta n d a rd iz a t io n ,  q u a n t i f ic a t io n ,  and u n d e rs tan d in g .

The w eighted  a p p l ic a t io n  b lank  a s  a method o f  s e le c t in g  su c c e ss 

f u l  employees embraces th e  th re e  above q u a l i t i e s  r e q u i s i t e  o f  any good 

s e le c t io n  system . The u t i l i t y  o f  th e  w eighted a p p l ic a t io n  b lank  i s  

ev id en t when th e  fo llo w in g  f a c to r s  a re  c o n s id e re d . F i r s t  o f  a l l ,  i t  i s  

a sy s te m a tic  approach to  de te rm in in g  th e  p e rs o n a l f a c to r s  s ig n i f ic a n t  to  

v a r io u s  o c c u p a tio n a l g ro u p s. T h is  method o f f e r s  b o th  economy and speed 

in  sc reen in g  la rg e  numbers o f  anp loyees. T h is  i s  p a r t i c u l a r l y  b e n e f ic ia l  

to  o rg a n iz a tio n s  vÆiose p a y r o l l s  in c lu d e  la rg e  numbers o f  employees in  

s im ila r  o c cu p a tio n a l c a te g o r ie s .  S im ila r ly  th e  te ch n iq u e  i s  a p p lic a b le  

\ihen in te rv ie w in g  la rg e  numbers o f  a p p lic a n ts  vAio seek l im ite d  number o f 

p o s i t io n s  and a lso  in  s i tu a t io n s  wliere th e  tu rn o v e r r a t e  i s  u n u su a lly  h ig h .
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Research to  d a te  su p p o rts  t h i s  a s  an e f f e c t iv e  d ev ice  f o r  s e le c t in g  s a le s  

p e rso n n e l, fa c to ry  vrorkers, c l e r i c a l  and s e c r e t a r i a l  p e rso n n e l, sea so n a l 

employees, su p e rv iso rs , m anagers, and e n g in ee rs . These o c cu p a tio n a l c a t 

e g o rie s  in  g e n e ra l have la rg e  numbers o f  employees a c ro ss  a vd.de range o f 

in d u s t r ie s  and th e re  e x i s t s  th e  p o s s ib i l i t y  th a t  a w eighted a p p lic a t io n  

b lank  s u i ta b le  in  s e le c t in g  a s p e c if ic  o c c u p a tio n a l group throughout a 

g iven  in d u s try  can be developed.

Recent p u b lic  p o l ic ie s  w ith  r e j e c t  to  h i r in g  and r e la te d  p e rso n 

n e l  p ra c t ic e s  have been v e ry  d is tu rb in g  to  many o rg a n iz a tio n s . The C iv i l  

R ig h ts  A ct o f  1964 as  amended in  1972 and th e  v a rio u s  E xecutive O rders 

and a n tid is c r im in a to ry  le g i s l a t i o n s  have made d is c r im in a tio n  in  one form 

o r  th e  o th e r  i l l e g a l  excep t in  th e  case o f  sex o r  r e l ig io n  p ro v id ed  th ey  

c o n s t i tu te  Bona F ide O ccupational Q u a l if ic a t io n s ,  I t  i s  n o t u n l ik e ly  th a t  

o th e r  a f f e c t s  o f  th e  in d iv id u a l 's  background w i l l  come under s c ru tin y  in  

th e  fu tu r e .  When ch a llen g ed , i t  f a l l s  upon th e  employer to  dem onstrate  

th e  v a l id i t y  o f  w hatever p r a c t ic e  may have been fo llow ed , A w eighted 

a p p lic a tio n  b lan k , p ro p e rly  v a lid a te d , may sometimes sp are  th e  p a in  

employers may have to  s u f fe r  when c a l le d  upon to  j u s t i f y  a p a r t i c u la r  

pe rso n n el a c tio n .

The a p p l ic a b i l i ty  o f  b io g ra p h ic a l in fo rm atio n  in  reduc ing  tu r n 

over as  w e ll a s  p re d ic t in g  v a rio u s  k in d s  o f  employee behav io r i s  supported  

hy a number o f  s tu d ie s .  In  a  study  in v o lv in g  c l e r i c a l  employees in  banks, 

th e  use o f  w eighted a p p lic a t io n  blank "p e rm itte d  c o r re c t  id e n t i f i c a t io n  

o f  80% o f  th e  s h o r t- te n u re  employees a t  th e  expense o f  r e je c t in g  30% o f 

th e  lo n g -ten u re  employees" (Robinson, 1972, p , 282), Rosenbaum (1976, 

p .  97) found t h i s  dev ice  e f f e c t iv e  in  reducing  in te r n a l  th e f t  by 

scheduling  d i f f e r e n t i a l  s u rv e il la n c e  o f  p o te n t i a l ly  h ig h - r is k  em ployees.
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Barukh Nevo (1976, p . 106) in  a study among 390 male and 524 female 

m i l i t a r y  p e rso n n el in  I s r a e l  concluded th a t  p e rso n a l d a ta  can p r e d ic t  

success o f  men and women in  th e  army. In  an o th er study  i t  was found 

th a t  age, w eight, m a r i ta l  s ta tu s ,  age a t  m a rriag e , number o f  c h ild re n , 

c la s s  s tan d in g , a c t i v i t i e s  in  c o lle g e , f a t h e r 's  occu p a tio n , rank in  

m i l i t a r y ,  and te n -y e a r  g o a ls  taken  to g e th e r  he lped  to  p re d ic t  jo b  success  

(K e s lle r  and G ibbs, 1975, p . 55 ), In  a h o s p i ta l  s e t t in g ,  Novack (1970, 

pp . 419-423) found th e  w eighted a p p lic a t io n  b lank  e f f e c t iv e  in  reducing  

tu rn o v e r' among such o ccu p a tio n a l groups a s  s e c r e t a r i a l ,  ju n io r  s e c re 

t a r i a l ,  houseman, fem ale d ie ta r y  a id e , and male n u rs in g  a t te n d a n t .  S c o tt  

and Johnson (1967, pp. 393-395) in  a study  among perm anently  employed 

u n s k il le d  "w rkers determ ined th a t  tw elve o f  th e  n in e te en  v a r ia b le s  proved 

to  d i f f e r e n t i a t e  th e  lo n g -ten u re  and s h o r t- te n u re  g roups. A d d itio n a lly , 

■WAB has been shown to  be e f f e c t iv e  in  p r e d ic t in g  s a le s  success 

(Tanofsky, 1957, pp . 59-63), in  sc reen in g  o f  en g in eers  to  p re d ic t  th e  

p robab ly  success o f  new jo b  a p p lic a n ts  (Hoose, 1963, pp . 127-129); and 

in  reducing  tu rn o v er among s e c r e ta r i a l  and c l e r i c a l  employees in  a 

u n iv e r s i ty  (Fleishm an and B ern ig er, 1960, pp . 39 -46), The M innesota 

Mining and M anufacturing Company was a b le  to  p re d ic t  fem ale c l e r i c a l  

employees tu rn o v e r u s in g  th e  w eighted a p p lic a t io n  b lank  (K irchner and 

D unnette, 1957, pp. 206-208), as  d id  th e  P ru d e n tia l  L ife  In su ran ce  

Company (K re id t and G adel, 1953, pp . 338-340). These a re  b u t a few o f  

th e  over 200 re fe re n c e s  to  w eighted a p p lic a t io n  b lan k s  found in  th e  

l i t e r a t u r e .

Appendix B p ro v id es  a comprehensive l i s t i n g  o f  p e rso n a l h is to r y  

item s found to  be p re d ic t iv e  o f  jo b  su ccess . The v a rio u s  s tu d ie s  c i te d
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in  th e  p reced ing  parag rap h s and elsew here id e n t i f y  one o r  more o f  th e se  

p e rso n a l d a ta  p o sse ss in g  p re d ic t iv e  c a p a b i l i ty  w ith  r e j e c t  to  v a r io u s  

employee b e h av io rs . The f a c t  th a t  d a ta  on s e v e ra l  o f  th e se  item s a re  

found in  th e  a p p lic a t io n  b lank  i t s e l f  p ro v id e s  a  s t a r t i n g  p o in t  to  examine 

# i a t  p e rs o n a l c h a r a c te r i s t i c s  a re  im p o rtan t in d ic a to r s  o f jo b  b eh av io r 

in  a g iven  s i tu a t io n .

On th e  s u b je c t  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s ,  a  study  by 

Morse (Morse in  K ast and Eosenzweig, 1973, p .  214) re v e a le d  th a t  " th e  

most p ro d u c tiv e  o rg a n iz a tio n  [by im p lic a tio n , th e  m ost e f f e c t iv e  o rg a n i

z a tio n ]  i s  th e  one th a t  f i t s  th e  needs o f  i t s  ta s k  and p eop le  in  any 

p a r t i c u l a r  s i tu a t io n ."  T h is  im p lie s  th a t  th e  o rg a n iz a t io n  has to  be 

co g n izan t o f  i t s  environm ent and th e  complex needs o f  i t s  members. Such 

aw areness does n o t come from fo llo w in g  some u n iv e r s a l  p r in c ip le s ,  b u t by 

c a r e f u l ly  study ing  th e  p a r t i c u l a r  o rg a n iz a t io n a l  system  and i t s  com ponents. 

The problem  c i te d  h e re  d e a ls  w ith  employee tu rn o v e r . The ro o t  o f  th e  

problem  can be b e t t e r  u n derstood  by exam ining th e  background o f  th e  p a r t i 

c u la r  in d iv id u a ls  concerned , t h e i r  n eeds, t h e i r  d i s p o s i t io n s ,  and t h e i r  

b ia s e s .  In  e f f e c t ,  t h i s  i s  an a ly z in g  a unique s i tu a t io n  and a ttem p tin g  

to  id e n t i f y  th e  compounding v a r ia b le s  r e le v a n t  to  th e  s i t u a t io n .

In  th e  study  by Morse (1970) on o rg a n iz a t io n a l  e f f e c t iv e n e s s ,  

th re e  v a r ia b le s  were examined and found to  form a  " f i t , "  To c l a r i f y  t h i s  

p o in t  f u r th e r ,  e f f e c t iv e  o rg a n iz a t io n a l  perform ance in  a p a r t i c u l a r  

s i tu a t io n  i s  dependent upon th e  degree o f f i t  betw een o rg a n iz a t io n a l  

c h a r a c te r i s t i c s ,  th e  ta sk  to  be perform ed, and th e  an p lo y ee s ' sense  o f  

competence.
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Morse id e n t i f i e d  th e  sense  o f  competence m o tiv a tio n  a s  th e  c r u c ia l  

v a r ia b le  th a t  determ ined  e f f e c t iv e  perform ance under d i f f e r e n t  ty p e s  o f  

ta s k -o rg a n iz a tio n  s i tu a t io n s .  Sense o f  competence m o tiv a tio n  p ro v id e s  an 

elem ent o f  correspondence between th e  in d iv id u a l  and th e  o rg a n iz a tio n -  

ta s k  s i tu a t io n .  I t  a f f e c t s  th e  c o m p a tib i l i ty  o f  th e  in d iv id u a ls  in  te rm s 

o f  t h e i r  w illin g n e s s  to  s ta y  w ith  th e  company. T h is  re s e a rc h  i s  n o t d e 

sig n ed  to  r e p l i c a t e  th e  Morse s tu d y , b u t one p o in t  o f  is s u e  needs c o n s id 

e r a t io n .  T h is  has to  do w ith  th e  way th e  sense  o f  competence m o tiv a tio n  

was m easured by  Morse and h is  c o lle a g u e s . The p a r t i c ip a n t s  were asked  

to  w r i te  c r e a t iv e  and im ag in a tiv e  s to r i e s  in  response  to  s ix  ambiguous- 

p ic tu r e s  and to  w r ite  c r e a t iv e  and im ag in a tiv e  s to r i e s  about v b a t th ey  

would be do ing , th in k in g , and f e e l in g  "tomorrow" on th e  jo b  (Morse, 1970, 

p . 6 6 ),

The s u i t a b i l i t y  o f  p r o je c t iv e  t e s t s  as  was th e  case  above i s

q u e s tio n n ab le  fo r  a number o f  re a so n s . For in s ta n c e :

. . . r e l i a b i l i t y  [o f  p ro je c t iv e  t e s t s ]  has been g e n e ra l ly  low, 
e s p e c ia l ly  s in c e  in te rv ie w e rs  and c l in i c i a n s  a re  d i f f e r e n t ly  
t r a in e d  in  th e  te ch n iq u e . Most v a l i d i t y  s tu d ie s  have n o t been 
o v e r ly  su p p o rtiv e , e i t h e r  (G lueck, 1974, p . 226).

I n  a  s i tu a t io n  Tidrere a  company fav o red  h ig h  "Wonderlic sc o re s  to  p r e d ic t  

low  tu rn o v e r , Ruda and A lb r ig h t (1968, p .  31) a f t e r  s tu d y in g  1,034 a p p l i 

c a n ts  found th a t  h ig h  sc o re s  on w eighted a p p l ic a t io n  b lan k s  were p r e d ic 

t i v e  o f  low tu rn o v e r f o r  b o th  b la ck s  and w h ites  w h ile  h ig h  W onderlic 

sc o re s  were found to  be  p r e d ic t iv e  o f  h ig h  tu rn o v e r f o r  w h ite s  and n o t fo r  

b la c k s . Though t h i s  i s  a  good example o f  th e  in c o r r e c t  u se  o f  employment 

t e s t s ,  i t  a lso  se rv es  to  i l l u s t r a t e  th e  e f fe c t iv e n e s s  o f  w eighted  a p p l ic a 

t io n  b lan k s  over p sy c h o lo g ic a l t e s t s  such a s  th e  W onderlic P e rso n n e l T e s t ,  

in  p r e d ic t in g  tu rn o v e r .
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L ikew ise, th e  c o s t  o f  ad m in is te rin g  and e v a lu a tin g  p sy ch o lo g ica l 

t e s t s  can be p r o h ib i t iv e .  They re q u ire  co n s id e rab le  tim e and c re a te  

problem  in  a d m in is te r in g  th e  same to  lo w -s k il l  employees w ith  l im ite d  

ed u ca tio n . Morse u sed  h ig h e r le v e l  p e rso n n e l, th e  number o f  whom i s  

f a r  l e s s  th an  th e  number o f  o p e ra tiv e  employees in  most o rg a n iz a t io n s .

The a n a ly s is  o f  b io g rap h ic  d a ta  and th e  development o f  w eighted a p p l ic a 

t io n  b lan k  in  p a r t i c u l a r  i s  e s s e n t ia l ly  one o f  id e n t i fy in g  th e  p ro p e r 

f i t  o f  in d iv id u a ls  who m ight perform  w ell in  a g iven  o rg a n !z a t io n - ta s k  

environm ent. I t  would, th e re fo re ,  appear s a fe  to  say th a t  th e  u se  o f  

w eighted a p p l ic a t io n  blank i s  a b e t t e r  an d /o r a t  l e a s t  more econom ical 

method o f  id e n t i fy in g  th e  r ig h t  " f i t "  in d iv id u a ls  f o r  a p a r t i c u l a r  

o rg a n iz a tio n  th an  i s  th e  use  o f  p ro je c t iv e  t e s t s .

C le a r ly , i t  i s  ev id en t by now th a t  th e  w eighted a p p l ic a t io n  

b lank  h as  w ider a p p l ic a t io n  in  d iv e rse  o rg a n iz a tio n a l s e t t in g s  f o r  a 

wide v a r ie ty  o f  o c c u p a tio n a l c a te g o r ie s  and fo r  s e v e ra l  su ccess  c r i t e r i a .  

I t  i s  p a r t i c u l a r l y  s u i ta b le  where la rg e  number o f c r i t e r i o n  groups e x i s t  

so t h a t  a p p l ic a t io n  p ro c e ss in g  i s  exped ited , a t  th e  same tim e in tro d u c in g  

a s c i e n t i f i c  approach to  th e  p ro c e ss . A c o s t - b e n e f i t  a n a ly s is  seems to  

re v e a l  t h a t  th e  c o s t  o f  th e  approxim ately  100 hours o r  so i t  ta k e s  to  

develop  th e  in s tru m en t w i l l  be o f f s e t  in  a sh o rt p e r io d  o f  tim e by way 

o f  improved s e le c t io n  d e c is io n s  (England, 1971, p . 5 ) .

The w eighted  a p p lic a t io n  blank i s  n o t to  be ta k en  a s  a  panacea 

to  th e  s e le c t io n  problem . The w eighted a p p lic a t io n  b lank  does have 

c e r ta in  shortcom ings (Schuh, 1967a, p . 145). For exam ple, th e  a b i l i t y  

o f  p r e d ic to r s  to  rem ain c o n s ta n t over tim e i s  o f p a r t i c u l a r  concern  a s  

i t  i s  n o t f e a s ib le  econom ically  o r  p r a c t ic a l ly  to  c o l l e c t  d a ta  on la rg e  

number o f  new anployees and to  develop new w eigh ts. I f  indeed  th e  w eigh ts



56

do n o t m a in ta in  t h e i r  s t a b i l i t y  over tim e , th e re  a r i s e s  a need fo r 

rew eig h tin g  th e  a p p lic a t io n  b lank  p e r io d ic a l ly .  Such problem s w ith  

s t a b i l i t y  e x is te d  in  s ix  o f th e  s tu d ie s  shovnn in  F igu re  2 -5 . These a re  

th e  ones by Black and MacKinney (1963; Buel (1964); D unnette, e t  a l . (1960); 

Fleishm an and B ern iger (1960); Minor (1958); and Wernimont (1962). These 

c ro s s -v a l id a t io n  s tu d ie s  in d ic a te d  " ra th e r  c o n s is te n t  d ec rea se  in  p r e d ic 

t a b i l i t y ,  r e g a rd le s s  o f  th e  number o f r e p l ic a t io n s  made" (Schuh, 1967a, 

pp . 145-146), b u t " p re d ic t io n s  s t i l l  rem ained a t  s t a t i s t i c a l l y  s ig n i f ic a n t  

le v e ls "  (T ay lo r and W eiss, 1972, p . 123). One ex p lan a tio n  g iv en  f o r  t h i s  

d ecrease  in  p r e d ic t iv e  power ov er tim e i s  due to  th e  changes induced in  

th e  lab o r m arket by a c o n s ta n tly  changing economy (Schuh, 1967a, p . 146).

R ecen tly , Roach (1971, p . 157) in  a second c r o s s -v a l id a t io n  o f  

w eighted a p p l ic a t io n s  fo r  p re d ic t in g  te n u re  o f  c l e r i c a l  employees a r r iv e d  

a t  t h i s  co n clu sio n ; "There was a la rg e  decrem ent in  th e  p re d ic t iv e  e f f i 

c ien cy  o f th e  in s tru m en t between th e  i n i t i a l  and second c ro s s  v a l id a t io n  . 

sam ples."  Such a f in d in g  cou ld  d e f in i t e ly  c a s t  doubts on th e  e f fe c t iv e n e s s  

o f  w eighted a p p lic a t io n  b la n k s . R ather th an  stopping  a t  th a t  p o in t ,  how

e v e r , Roach (1971, p . 160) took i t  a s te p  fu r th e r  to  n o te  th a t :

Exam ination o f  s p e c if ic  item s which l o s t  p r e d ic t iv e  power and 
review  o f  company h is to r y  su g g ests  th a t  changes in  la b o r  m arket 
c o n d itio n s , manpower needs, and p e rso n n e l p o l ic ie s  may be 
c o n tr ib u tin g  f a c to r s  to  th e  lo s s  o f  e f f ic ie n c y .

In  a s tudy  designed  to  compare th e  e f fe c t iv e n e s s  o f  jo b  s a t i s f a c 

t io n  in v e n to r ie s  w ith  b io g ra p h ic a l d a ta  to  p re d ic t  in d iv id u a l  tu rn o v e r , 

T ay lo r and W eiss (1972, p . 123) no ted  th a t :

, , , s a t i s f a c t io n  d a ta  a lone  were most s ta b le  p re d ic to r s  o f 
te rm in a tio n . S a t i s f a c t io n  a lso  showed th e  h ig h e s t " to t a l "  and 
" le av e "  h i t  r a t e s  in  b o th  th e  developm ent and c ro s s -v a l id a t io n  
g roups. Based on th e  number o f  p re d ic to r s  used th e  b io g ra p h ic a l 
item s vould  be expected  to  ho ld  up b e t t e r  in  c ro s s -v a l id a t io n  
than  th e  s a t i s f a c t io n  d a ta ,  b u t in  th e se  an a ly ses  th e  o p p o s ite  
r e s u l t  was o b ta in e d .
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L est th e  fo rego ing  co n c lusion  ca.use any h a s ty  judgment w ith  re s p e c t to  

t)ie  r e l i a b i l i t y  and v a l id i ty  o f  b io g rap h ic  d a ta  in  p re d ic t in g  tu rn o v e r , 

th e  fo llow ing  rem arks by T ay lor and W eiss (1972, p . 130) a re  w orth 

n o tin g :

One p o s s ib le  ex p lan a tio n  fo r  th e  f a i l u r e  o f  th e  b io g ra p h ic a l item s 
to  be s ta b le  p re d ic to r s  o f  ten u re  outcomes m ight be in  th e  v a r ia b le s  
in c lu d ed  in  t h i s  s tu d y . Some o f th e  f a c to r s  England (1969) has 
found to  be o f te n  e f f e c t iv e  in  w eighted a p p lic a t io n  b lank p re d ic 
t io n ,  such as  d a ta  on p rev io u s  jo b s ,  c lu b  memberships and lo c a t io n  
o f  re s id e n c e , were n o t inc lu d ed  in  t h i s  s tu d y .

Given th e  above, th e  co n clu sio n s  drawn by T ay lo r and W eiss a re  a t  b e s t  

term ed t e n ta t iv e .  I t  would appear t h a t  i f  one were to  draw any d e f in i t i v e  

co n c lu s io n s  w ith  re sp e c t to  th e  supremacy o f  jo b  s a t i s f a c t io n  in v e n to r ie s  

to  p re d ic t  tu rn o v e r over th e  w eighted a p p l ic a t io n  b lan k , more sy s tem a tic  

re s e a rc h  i s  n e ce ssa ry . That ten u re  i s  a  fu n c tio n  o f  s a t i s f a c t io n  has 

been supported  by a number o f  s tu d ie s ,  B ra y f ie ld  and C ro ck ett (1955, 

pp . 396-424) found th a t  te n u re  and absen teeism  were r e la te d  to  s a t i s f a c 

t i o n ,  S im ila r  f in d in g s  were re p o rte d  by Vroom (1964) and H ulin  (1968).

The M innesota Theory o f Work Adjustm ent a lso  p o s i t s  th a t  v o lu n ta ry  tu r n 

o v e r i s  a fu n c tio n  o f  jo b  s a t i s f a c t io n  (Dawis, L o fq u is t , and W eiss, 1968, 

p , 2 3 ), However, th e re  e x i s t s  a number o f  problem s which must be o v e r

come b e fo re  one can compare th e  e f fe c t iv e n e s s  o f jo b  s a t i s f a c t io n  d a ta  

o v e r th e  b io g ra p h ic a l d a ta  in  p re d ic t in g  tu rn o v e r o r  su g g estin g  th e  u se  

o f  jo b  s a t i s f a c t io n  in v e n to r ie s  to  p r e d ic t  tu rn o v e r . These problem s a re  

drawn to g e th e r  v ery  su c c in c tly  by T ay lo r and W eiss (1972, p , 124);

There a re  im portan t d if f e r e n c e s  between th e  s tu d ie s  u s in g  b io 
g ra p h ic a l d a ta  and those  using  jo b  s a t i s f a c t i o n  as  p re d ic to r s  o f  
te rm in a tio n  which make d i r e c t  com parisons o f  the  e f f ic a c y  o f  th e  
t w  s e t s  o f  p re d ic to r s  d i f f i c u l t  from e x is t in g  s tu d ie s .  B io g rap h i
c a l  d a ta  a re  g e n e ra lly  c o lle c te d  on th e  a p p lic a t io n  b lank p r io r  to  
th e  h ir in g  d e c is io n . On th e  o th e r  hand, jo b  s a t i s f a c t io n  d a ta  a re  
o b ta in ed  from employees some tim e a f t e r  they  a re  h ire d . T h is  cou ld  
le ad  to  g re a te r  r e s t r i c t i o n  o f  range f o r  th e  s tu d ie s  u s in g  [jo b ]
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s a t i s f a c t io n  d a ta , a s  th o se  who a re  most d i s s a t i s f i e d  and hence 
WDUld leav e  most q u ic k ly  would be l e s s  l i k e l y  to  be in c lu d ed  
in  th e  sampleo An a d d it io n a l  d i f f e r e n c e ,  which makes d i r e c t  
com parison o f th e  r e s u l t s  d i f f i c u l t ,  i s  t h a t  th e  r e s u l t s  o f  
w eighted a p p lic a t io n  blank p re d ic t io n s  a re  o f te n  re p o r te d  in  
term s o f h i t  r a te s  and in d iv id u a l p re d ic t io n s  (Blum and N aylor, •
1968; S c o tt  and Johnson, 1967) w hile  th e  r e s u l t s  o f  s tu d ie s  
u s in g  jo b  s a t i s f a c t io n  as  a p re d ic to r -g e n e ra l ly  r e p o r t  t h e i r  
r e s u l t s  in  term s o f  c o r r e la t io n s  o r  group d i f f e r e n c e s  (Vroom,
1964; H u lin , 1966).

In  t h e i r  own study  designed  to  compare th e  e f f e c t iv e n e s s  o f  jo b  s a t i s 

f a c t io n  and b io g ra p h ic a l d a ta  in  p re d ic t in g  tu rn o v e r , T ay lo r and W eiss 

c o l le c te d  a l l  th e  d a ta  a t  th e  same tim e from employees c u r r e n t ly  em

p lo y ed , T h e ir  f in d in g s  would have been more s ig n i f i c a n t  and m eaningfu l 

i f  th e  same r e s u l t s  were to  be observed  from d a ta  c o l le c te d  p r io r  to  th e  

h ir in g  o f  th e se  employees.

N o tw ithstand ing  i t s  shortcom ings, th e  w eigh ted  a p p lic a t io n  b lank  

s t i l l  rem ains a  pow erfu l to o l  in  p re d ic t in g  tu rn o v e r . A t th e  same tim e , 

i t  i s  a lso  perhaps one o f  th e  l e a s t  expensive  o f  th e  s e le c t io n  d e v ice s  

u sed . The in fo rm a tio n  re q u ire d  to  develop  th e  w eighted  a p p l ic a t io n  b lan k  

i s  found in  th e  n e a re s t  p e rso n n e l f i l e s .  As England (1971, p , 5) p o in ts  

- o u t;

Development o f  w eights fo r  th e  a p p l ic a t io n  b lan k  does 
n o t need to  be a  long , expensive , com p lica ted  p ro c e ss  r e 
q u ir in g  th e  s e rv ic e s  o f  a s p e c ia l iz e d  c o n s u l ta n t .  There i s  
no reason  why th e  jo b  cannot be u n d ertak en  s u c c e s s fu l ly  by 
any t r a in e d  member o f  th e  company's p e rso n n e l departm ent 
s t a f f  once he has le a rn ed  th e  fundam entals o f  th e  te c h n i 
que, No com plicated  s t a t i s t i c a l  fo rm ulas need bo in v o lv ed  
- - j u s t  sim ple a r i th m e tic  and a f a i r  amount o f  c l e r i c a l  
a p t i tu d e .  O rd in a r i ly  th e  p ro c e ss  f o r  one ty p e  o f  jo b  can 
be com pleted and ready  fo r  t r i a l  u se  in  a s  l i t t l e  a s  100 
WDrking h o u rs , w ith  p o s s i b i l i t i e s  o f  re d u c tio n  in  h i r in g  
c o s ts  which may repay  many tim es o ver th e  o r ig i n a l  in v e s t 
ment in  re s e a rc h .

To overcome some o f th e  problem s a s s o c ia te d  w ith  th e  w eighted 

a p p lic a t io n  b la n k , Schuh (1967a, p ,  148) makes th e se  su g g es tio n s :
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Reweight th e  e n t i r e  a p p lic a t io n  b lank  every  th re e  y e a rs  o r  
sooner, o r  conduct freq u e n t item  v a l id i ty  an a ly se s  and rew eigh t 
th e  in d iv id u a l item s accord ing  to  th e  tre n d s  p re s e n t  in  th e  
d a ta .  By using  t h i s  sy n th e tic  v a l id i t y  model, th e  problem  o f 
g a th e r in g  la rg e  numbers o f employees f o r  rew eigh ting  th e  e n t i r e  
b lank  every  th re e  y e a rs  i s  in s te a d  reduced  to  t h a t  o f  r e ta in in g  
a sm alle r holdout group fo r  c ro s s -v a l id a t io n  o f  th e  sy s te m a ti
c a l ly  re -e v a lu a te d  form.

The p o in t  about c ro s s -v a l id a t io n  i s  ex trem ely  im p o rtan t. In  f a c t ,  England

(1971, p . 47) no ted  two d i f f i c u l t i e s  w ith  re s p e c t to  p ro v id in g  any g e n e ra l

e s tim a te s  o f  deg rees o f  v a l id i t y  o f  th e  w eighted  a p p l ic a t io n  b la n k . These

a re ;

(1) many re p o rte d  s tu d ie s  base  t h e i r  e s tim a te s  o f  v a l id i t y  on 
th e  same groups vAiich were used  in  w eigh ting  item s and undoubt
e d ly  o v e re s tim a te  th e  a c tu a l  v a l i d i t i e s ,  and (2) v a l id i t y  d a ta  
a re  re p o r te d  in  such a v a r ie ty  o f  ways ( c o r r e la t io n  c o e f f ic ie n t s ,  
mean d if fe re n c e  t e s t s  and o v e rlap p in g  o f  h igh  and low c r i t e r io n  
groups) th a t  i t  i s  d i f f i c u l t  to  combine them in  summary form .

The f i r s t  d i f f i c u l t y  can be handled  by working o n ly  w ith  
th o se  s tu d ie s  which re p o r t  v a l id i t y  d a ta  based on se p a ra te  
san p le s  from th o se  which were used  in  th e  developm ent o f  item  
w e ig h ts , [W ith re s p e c t to  th e  second q u e s tio n , th e ]  co n c lu 
s io n  reached  on th e  b a s is  o f  a v a ila b le  ev idence i s  th a t  th e  
WAB tech n iq u e  produces s u b s ta n t ia l  v a l i d i t y  c o e f f ic ie n t s .
I t  would seem l ik e ly  th a t  t h i s  a d a p ta tio n  o f th e  w idely  used 
a p p lic a t io n  blank  cou ld  be u sed  p r o f i t a b ly  by a g re a t  many 
more o rg a n iz a tio n s  th an  i s  c u r re n t ly  th e  c a se .

England (1971, p . 47) r e p o r ts  t h a t  t h i r t y - e ig h t  s tu d ie s  have used 

s e p a ra te  sam ples to  v a l id a te  th e  w eighted a p p l ic a t io n  b lank  and t h i r t y - s i x  

o f  th e se  showed th e  WAB to  be s ig n i f i c a n t ly  p re d ic t iv e  o f  th e  c r i t e r i o n  • 

where used vd.th new g ro u p s ,"  in d ic a t in g  t h a t  95 p e rc e n t o f  th e  s tu d ie s  

showed p o s i t iv e  r e s u l t s .  Twenty-seven o f  th e  t h i r t y - e ig h t  s tu d ie s  re p o rte d  

th e  r e s u l t s  in  term s o f  c o r r e la t io n  c o e f f ic ie n ts  which v a r ie d  from .19 to  

,83 w ith  a median v a lu e  o f  .4 2 . I n c id e n ta l ly ,  th e se  v a l i d i t y  c o e f f ic ie n ts  

rank a t  p a r  w ith  o r  b e t t e r  than  th e  p re d ic t io n  c e i l in g  found w ith  t e s t in g  

in  g e n e ra l . F lippo (1976, p . 157) n o te s  th a t :
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Many y e a rs  o f  ex p erien ce  have shown th a t  v a l id i ty  c o e f f ic ie n ts  
[o f  d ev ice s  used  to  p re d ic t  v a rio u s  jo b  b eh av io r] seldom exceed 
.5 0 , and a re  h ig h e r in  p re d ic t in g  t r a in in g  success than  jo b  
su cc e ss , 'Taking a l l  jo b s  a s  a whole , ,  , i t  can be s a id  th a t  
by and la rg e  th e  maximal power o f  t e s t s  to  p re d ic t  success  in  
t r a in in g  i s  o f  th e  o rd e r  o f  .5 0 , and to  p re d ic t  su ccess  on the  
jo b  i t s e l f  i s  o f  th e  o rd e r  o f  .3 5 ' [G h is e l l i ,  1966, p . 125].
The range o f  v a l id i t y  c o e f f ic ie n t s  d isco v e red  by G h is e l l i  in  a 
survey o f  p u b lish ed  re se a rc h  was from ,27 to  .59 fo r  t r a in in g  
c r i t e r i a  and from .16 to  .46 fo r  jo b  success  c r i t e r i a .  Over the  
y e a rs , th e re  has been l i t t l e  movement toward g r e a te r  v a l i d i t i e s .

In  fu tu re  p r o je c ts  in v o lv in g  developm ént o f  w eighted a p p lic a tio n  

b lan k s  re se a rc h e rs  vould  want to  in s u re  th a t  th e  type  o f d i f f i c u l t i e s  ob

served  by England i s  n o t p e rp e tu a te d . T h is  can be accom plished r e l a t iv e ly  

e a s i ly .  In  th e  f i r s t  p la c e , re s e a rc h e rs  cou ld  make p ro v is io n  fo r  h o ld 

o u t o r  independent g roups on vh ich  th e  w eigh ts e s ta b lis h e d  can be c ro s s 

v a l id a te d  so th a t  more r e a l i s t i c  v a l id i t y  d a ta  can be made a v a i la b le .  A lso , 

in  o rd e r to  f a c i l i t a t e  com parison o f  v a r io u s  s tu d ie s ,  v a l id a t io n  d a ta  

cou ld  be re p o r te d  in  some s tan d a rd  fa s h io n . Marvin D unnette (1966, p . 146) 

d id  a  commendable jo b  o f  look ing  a t  v a r io u s  v a l id a t io n  m easures and drew 

t h i s  conclusion :

A lthough a l l  th e se  m easures [mean d if f e r e n c e s ,  m u lt ip le  c o r
r e l a t i o n ,  p e rcen tag e  o v e r la p , p o in t  b i s e r i a l  c o r r e la t io n ,  e t c . ]  
g iv e  s im ila r  in fo rm a tio n , p e rhaps th e  b e s t  i s  th e  o v e rla p  m easure,
0 [p e rcen tag e  o v e r la p ] .  I t  i s  in te r p r e ta b le  d i r e c t l y  a s  th e  
d eg ree  o f  s e p a ra tio n  betw een two groups and th u s  y ie ld s  an ex
trem e ly  u s e fu l  index  o f  a t e s t  to  id e n t i f y  d i f f e r e n t  c a te g o r ie s  
o f  jo b  b eh av io r. The p o in t  b i s e r i a l  c o e f f ic ie n t  i s  n o t so e a s i ly  
in te r p r e te d ;  i t  g iv e s  one o n ly  a  rough n o tio n  o f  th e  m agnitude 
o f  r e la t io n s h ip  between a t e s t  and c a te g o r ic a l  assignm ents based 
on jo b  behav io r o b se rv a tio n s . The d if f e r e n c e  between means i s  
m ean ing less  u n le s s  compared w ith  th e  s tan d a rd  d e v ia t io n s  o f  th e  
tvK) d i s t r ib u t io n s ;  and once t h i s  i s  done, th e  o v e rla p  c o e f f ic ie n t  
m ight j u s t  a s  w e ll be computed.

T h is  study  u t i l i z e s  th e  p e rcen tag e  o v e rlap  measure in  a c ro s s -  

v a l id a t io n  in v o lv in g  a h o ld -o u t group and th e  d e t a i l s  o f  t h i s  techn ique  

a re  p re se n te d  in  C hapter I I I .  Given th e  o b je c t iv e  su p p o rt p re sen te d  w ith  

re s p e c t to  th e  p e rc e n t o v e rla p  (0) m easure, t h i s  tech n iq u e  cou ld  serv e  as
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th e  s tan d a rd  m easure f o r  v a l id a t io n  p u rp o ses .

Assuming th a t  th e  two d i f f i c u l t i e s  m entioned e a r l i e r  a re  o v e r

come, i t  viDuld be p o s s ib le  to  ta k e  th e  w eighted a p p lic a t io n  b lank  a s te p  

f u r th e r  tow ard d e term in ing  th e  g e n e r a l i ty  o f  item  p re d ic t io n s .  I f  c e r ta in  

item s c o n s is te n t ly  p r e d ic t  b eh av io rs  such a s  jo b  success  o r te n u re  w ith in  

g iven  jo b  c l a s s i f i c a t i o n s ,  th e  u t i l i t y  o f  th e  w eighted a p p lic a t io n  b lank  

would d e f in i t e ly  in c re a s e . Furtherm ore, i t  cou ld  le a d  to  in c lu d in g  th o se  

item s o f  g e n e r a l i ty  in  a p p l ic a t io n  b lan k s  a c ro ss  la rg e  o c c u p a tio n a l 

c a te g o r ie s ,

A P o s tlu d e  to  W eighted A p p lic a tio n  Blanlcs 

T r a d i t io n a l ly ,  w eighted a p p l ic a t io n  b lan k s  have been used  p r im a r i ly  

to  p r e d ic t  tu rn o v e r . Assuming th a t  th e  re s e a rc h e r  was ab le  to  a s c e r ta in  

t h a t  th e  in s tru m en t has p r e d ic t iv e  power, th e  p r o je c t  in v a r ia b ly  came to  

an end. T h is  i s  perhaps p r e c ip i ta te d  by th e  p o p u la r  assum ption th a t  th o se  

who leav e  m ust n o t have been happy w ith  th e  jo b  an d /o r th e  jo b  environm ent 

w h ile  th o se  who dec id ed  to  s ta y  a re  happy w ith  th e  jo b  and i t s  environm ent. 

In  f a c t ,  th e re  a re  s e v e ra l  s tu d ie s  th a t  support t h i s  assum ption , Bray

f i e l d  and C ro ck ett (1955); H erzberg, e t  a l , ,  0-957); H ulin (1966); T ay lo r 

and W eiss (1972); and Vroom (1964 and 1966) have concluded t h a t  tu rn o v e r 

was r e la te d  to  s a t i s f a c t io n .  That t h i s  i s  n o t a u n iv e rs a l  phenomenon was 

dem onstrated  in  a  re c e n t study  (Flow ers and Hughes, 1973) which was d i s 

cussed  in  th e  e a r ly  p a r t  o f  t h i s  c h a p te r . T h is  s tu d y  focused on th e  r e a 

sons vdiy employees ten d  to  s ta y  w ith  an o rg a n iz a t io n . These a u th o rs  have 

developed a  p r o f i l e  o f  fo u r ty p es  o f  employees t h a t  may s ta y  w ith  an o r 

g a n iz a tio n  and do so f o r  a  v a r e i ty  o f  re a so n s , n o t a l l  o f which a re  n e c e s 

s a r i l y  c o n tr ib u tin g  to  th e  o rg a n iz a tio n a l  g o a ls .  The fo u r ty p es  a re  th e
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tu rn -o v e rs ,  th e  tu m - o f f s ,  th e  tu rn -o n s , and th e  tu rn -o n  s -p lu s  (F low ers

and Hughes, 1973, pp . 51-52) and t h e i r  c h a r a c te r i s t i c s  a re  d e sc rib e d  below:

The tu rn -o v e rs  a re  d i s s a t i s f i e d  w ith  t h e i r  jo b , have few e n v iro n 
m en ta l p re s su re s  to  keep them in  th e  compan’’, and w i l l  leave  a t  
th e  f i r s t  o p p o rtu n ity . "While employees seldom s t a r t  ou t in  t h i s  
c a teg o ry , th ey  o f te n  end up h e re , having experienced  a g rad u a l 
e ro s io n  o f t h e i r  i n e r t i a .  C onsider, f o r  example, an employee 
who a few y e a rs  ago was h ig h ly  m o tiv a ted , had th re e  c h ild re n  in  
c o lle g e , and was c lo se  to  be ing  v e s te d  in  th e  company re tire m e n t 
p la n .  Today, h is  c h ild re n  a re  g rad u a ted , he i s  v e s te d , and he 
has l o s t  i n t e r e s t  in  h is  jo b . H is i n e r t i a  to  s ta y  has been g r e a t ly  
weakened, and he may s h o r t ly  become a tu rn o v e r s t a t i s t i c .

The tu rn - o f f s  a re  prim e can d id a te s  f o r  un ion a c t i v i t i e s ;  th ey  can 
e a s i ly  g e n e ra te  em p lo y ee-re la tio n s  and p ro d u c t iv i ty  problem s, and 
conceivab ly  in d u s t r ia l  esp ionage and sabo tage . These employees a re  
h ig h ly  d i s s a t i s f i e d  w ith  t h e i r  jo b s  and s ta y  fo r  m ain ly  en v iro n 
m en ta l re a so n s . For example, th ey  may f e e l  they  a re  too o ld  to  
s t a r t  over ag a in , o r  th a t  th ey  a re  f in a n c ia l ly  dependent on th e  
company b e n e f i t  program s; o r  th ey  may b e lie v e  th a t  th ey  c a n 't  g e t  
a  jo b  on th e  o u ts id e . Employees trap p ed  in  t h i s  ca teg o ry  have tvro 
a l t e r n a t iv e s ;  (1) th ey  can look fo r  o u ts id e  h e lp  ( f o r  example, 
from unions o r  th e  EEOC); and (2) th ey  can change t h e i r  behav io r 
and e i th e r  "do e x a c tly  what th ey  a re  to ld  and no more" o r  d ec id e  
to  " g e t even w ith  th e  company."

The tu rn -o n s  a re  h ig h ly  m o tiv a ted  and rem ain v d th  th e  company a l 
m ost e x lu s iv e ly  fo r  reaso n s  a s s o c ia te d  w ith  th e  work i t s e l f .  T h is 
i s  most d e s ira b le  from th e  company's v iew poin t because th e se  em
p lo y ees  r e a l ly  want to  s ta y  and a re  n o t locked  in  by th e  o u ts id e  
-environm ent. However, i f  m an ag eria l a c t io n s  reduce jo b  s a t i s 
f a c t io n  (even te m p o ra rily ) , tu rn o v e r may r i s e  d ra m a tic a lly . S ince 
th e  i n e r t i a  o f  th e  tu m -o n s  i s  n o t s tren g th en ed  by environm ental 
f a c to r s ,  i t  i s  th e re fo re  n o t s tro n g  enough to  make th a n  s ta y  w ith 
o u t c o n tin u a l jo b  s a t i s f a c t io n .

The tu m -o n s -p lu s  a re  th e  m ost l i k e l y  to  s ta y  w ith  th e  company-in 
th e  long ru n . These employees s ta y  f o r  jo b  s a t i s f a c t io n  p lu s  en 
v ironm enta l re a so n s . Even i f  jo b  s a t i s f a c t io n  te m p o ra rily  d e c lin e s , 
th e y  p robab ly  s ta y . The word " te m p o ra rily "  i s  a key  one, fo r  i f  
jo b  s a t i s f a c t io n  drops perm anently , th e se  employees become tu r n - o f f s .  
T h is  tran sfo rm a tio n  w i l l  n o t r a i s e  th e  tu rn o v e r s t a t i s t i c s ,  b u t 
i t  w i l l  in c re a se  f r u s t r a t io n s  and a f f e c t  vprk perform ance'.

The v a rio u s  reasons fo r  s ta y in g  have been grouped in to  th re e  c a te 

g o r ie s :  m o tiv a tio n a l ( jo b  s a t i s f a c t i o n ) ,  m aintenance (h y g ien e), and en 

v ironm en ta l (e x te rn a l p re s s u re s ) .  T h e ir f in d in g s  summarized in  F ig u re

2-6 shed new l i g h t  which b o th  th e  th e o r e t ic ia n  and p r a c t i t io n e r  should  n o t



Figure 2-6

Number o f  M o tiv a tio n a l, M aintenance (H ygiene), and E x te rn a l Environm ental 
Reasons f o r  S tay in g  Among 12 Employee C la s s i f ic a t io n s

Employee C la s s i f ic a t io n s Jo b -R e la te d  Reasons E x te rn a l Reasons

10 9 8 7 6 5 4 3 2 1 1 2 3 4 5 6 7 8 9 10

SKILL: L o w -sk ill p ro d u c tio n * * * • 1 1 1 1 I 1
M o d -sk ill p ro d u c tio n + + + * * * * 1 1 1
C le r ic a l/a d m in i s t r a t i v e + + + + * * * 1 I ;

M an ag e rs /p ro fe ss io n a ls + + + + + + * * * t

RACE: L o w -sk ill (w hite) + » * * * 1 1 1 1 1
L o w -sk ill (b lack ) •

PAY: S a la ry + + •+ + + + * * * 1

Wage + + * * * * * I 1 1

TENURE: Less th an  5 y e a rs + + + + + * * * * *

More th a n  5 y e a rs + + + + * * * 1 ! I

EDUCATION: C o llege  deg rees + + + + + + * * * t

No c o lle g e  deg rees + + * * * * * 1 1

10 9 8 7 6 5 4 3 2 1 1 2 3 4 5 6 7 8 9 10

O)
CO

Legend: +  re p re s e n ts  M o tiv a tio n a l Reasons f o r  S tay in g
* re p re s e n ts  M aintenance (Hygiene) Reasons f o r  S tay in g  
! r e p re s e n ts  E x te rn a l Environm ental Reasons f o r  S tay in g

Source: Adapted from F low ers, V incent and Hughes, C h a r le s , 'l ih y  Enployees S tay? '
Review (Ju ly -A ugust, 1973), p . 53.
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o v erlo o k . Out o f  th e  te n  m ost f re q u e n tly  c i t e d  rea so n s  f o r  s ta y in g , low- 

e lc i l l  m -anufactoring employees i d e n t i f i e d  seven e x te m a l  rea so n s  and th re e  

m ain tenance re a so n s  and no m o tiv a tio n a l re a so n s . C o n tra s t  t h i s  w ith  th e  

m anagers and p ro f e s s io n a ls  vAio c i t e d  s ix  m o tiv a tio n a l ,  th r e e  m ain tenance , 

and o n ly  one e x te r n a l  reason  fo r  s ta y in g . In  betw een, th e  m o d e ra te - s k il l  

m anufactu ring  and c l e r i c a l  p e rso n n e l ranked w ith  an alm ost eq u a l d i s t r i 

b u tio n  o f  th e  th r e e  re a so n s . These f in d in g s  su g g es t th e  f a c t  t h a t  a c ro ss  

th e  board  assum ptions about employee b eh av io r can d e f i n i t e l y  be m is le ad in g . 

In  a d d it io n , th e  Flowers-Hughes s tu d y  a lso  em phasizes th e  need  f o r  a  firm  

t h a t  w ants to  keep  i t s  employees to  look a ls o  a t  th e  re a so n s  f o r  t h e i r  

r e te n t io n  and c o n tin u a tio n . The e f f e c t  cou ld  be a s h i f t  from th e  t r a d i 

t i o n a l  and h a b i tu a l  em phasis on red u c in g  tu rn o v e r tow ard th a t  o f  managing 

th e  more p o s i t iv e  employee r e te n t io n .  The good th a t  can come from such 

a  s h i f t  in  em phasis i s  w e ll s ta te d  in  th e  fo llo w in g  p assag e  (F low ers and 

Hughes, 1973, p p . 59-60):

I f  m anagers re in fo rc e  th e  r ig h t  reaso n s  fo r  employees s ta y in g  
and avo id  re in fo rc in g  th e  vnrong re a so n s , th ey  can n o t o n ly  im
p rove t r a d i t i o n a l  tu rn o v e r s t a t i s t i c s  b u t s e t  g o a ls  f o r . r e t e n 
t io n .  However, th ey  must beg in  to  u n d ers tan d  and re s p e c t  em
p lo y ees  a s  in d iv id u a ls  w ith  v a lu e s  t h a t  d i f f e r  from t h e i r  own.

As a p r e r e q u is i t e  to  th e  developm ent o f  a program  to  
manage r e te n t io n ,  c e r ta in  d i f f i c u l t  q u e s tio n s  must be answ ered:

Why do employees stay?
What a re  t h e i r  v a lu e s  fo r  working and fo r  l iv in g ?
What a re  t h e i r  ag es , sex es , m a r i ta l  s t a tu s e s ,  and so on?
What a re  th e  r ig h t  and wrong rea so n s  f o r  anp loyees s ta y in g  

in  t h e i r  jo b s?
How d i s s a t i s f i e d  i s  d i s s a t i s f ie d ?
. . .  In  seek ing  b a lan ce , th e n , i t  weuld be u s e f u l  f o r  a 

company to  rev iew  a l l  b e n e f i t ,  pay , lo c a t io n ,  and o th e r  en v iro n - . 
m en ta l f a c to r s ,  as w e ll as jo b  s a t i s f a c t i o n ,  to  de term ine  id ie th e r 
peo p le  a re  s tay in g  f o r  th e  r ig h t  o r  wrong com binations o f  reaso n s 
- alw ays keep ing  in  mind what i s  r ig h t  and wrong to  management 
may n o t have th e  same degree o f  r ig h tn e s s  and wrongness to  th e  
employee.

U ltim a te ly , r ig h tn e s s  and w rongness, w hatever t h e i r  s p e c i 
f i c  d e f in i t io n s  fo r  in d iv id u a ls  in  a g iv en  company, w i l l  r e q u ire  
th e  p ro v is io n  o f a work environm ent th a t  i s  b ro ad ly  com patib le
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w ith  th e  em ployees' p e rso n a l g o a ls  and t h e i r  v a lu e s  fo r  vrorking 
and l iv in g .  Managers need to  reco g n ize  th a t  th e  "average  em
p loyee" i s  o n ly  a concep t, and develop  p e rso n n e l program s, p o l i 
c ie s ,  and p ro ced u res  th a t  a re  re sp o n siv e  to  th e  d is p a r a te  v a lu es  
o f  employees.

Summary and C onclusions 

The rev iew  o f  l i t e r a t u r e  p re se n te d  in  t h i s  c h a p te r  looked  a t  a 

number o f  r e la te d  a re a s . F i r s t  o f  a l l ,  i t  focused  on th e  problem  o f 

tu rn o v e r and th e  im p lic a tio n s  th e re o f  to  o rg a n iz a t io n s . An a ttem p t was 

made to  r e l a t e  t h i s  to  th e  a re a s  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s ,  o rg a n i

z a t io n  d esig n  and s t r u c tu r e ,  com m unication, and th e  ev er p re s e n t  r o le s  i n 

d iv id u a ls  p la y  in  shaping up th e  o rg a n iz a t io n 's  end r e s u l t s .  I t  was ob 

served  th a t  th e re  must e x i s t  a  correspondence between th e  in d iv id u a l  and 

th e  o rg a n iz a tio n  which would f o s t e r  a  m u tu a lity  o f  i n t e r e s t  and p u r s u i t  o f  

common g o a ls .  Use o f b io g ra p h ic a l d a ta  in  th e  form o f  w eighted  a p p lic a t io n  

b lan k s  has been suggested  as  an e f f e c t iv e  means o f  c o n tr o l l in g  tu rn o v e r by 

red u c in g  th e  la c k  o f  f i t  among th e  i n t e r n a l ,  e x te rn a l ,  an d /o r in d iv id u a l  

v a r ia b le s  vÆiich can cause tu rn o v e r . S ta te d  d i f f e r e n t ly ,  t h i s  can h e lp  

reduce th e  p r o b a b i l i t i e s  o f  tu rn o v e r r e s u l t in g  from im proper m atching o f 

in d iv id u a ls  to  ta s k  and o rg a n iz a t io n . T h is  in  tu rn  c ^  le a d  tow ard b u i ld 

in g  a s ta b le  work fo rc e . F in a l ly ,  th e  need to  look a t  n o t o n ly  tu rn o v e r 

b u t to  look a lso  a t  th e  reaso n s why employees s ta y  was b rough t o u t .  T his 

has a  very  d i r e c t  im p lic a tio n  for. management. In  e f f e c t ,  th e  p o s i t iv e  e l e 

ment o f  manpower r e te n t io n  management becomes an in t e g r a l  p a r t  o f  th e  

s t r a te g y  in  human re so u rce s  management.



CHAPTER I I I  

'RESEARCH METICDOIDGY

T his re se a rc h  c o n s is ts  o f  th re e  s e p a ra te  b u t c lo s e ly  r e la te d  a re a s  

o f  en q u iry . The purpose o f  P a r t  I  i s  to  examine th e  d if f e r e n c e  between th e  

lo n g -ten u re  (a c tiv e )  and s h o r t- te n u re  ( in a c tiv e )  employees w ith  re s p e c t to  

t h e i r  b io g ra p h ic a l backgrounds and th e  im pact o f th e  same on t h e i r  te n u re . 

An a d d i t io n a l  purpose i s  to  develop  a w eighted a p p lic a t io n  b lank  to  be used  

as  a p re d ic t iv e  dev ice  in  s e p a ra tin g  p o te n t i a l ly  lo n g - and s h o r t- te n u re  

employees a t  th e  tim e o f  employment in te rv ie w . The u n d e rly in g  r a t io n a le  i s  

th a t  an a p p l ic a n t 's  background can be p r e d ic t iv e  o f fu tu re  jo b  perform ance/ 

behav io r and, th e re fo re ,  sy stem a tic  a n a ly s is ,  q u a n t i f ic a t io n ,  and v a l id a 

t io n  o f  such p re d ic t iv e  f a c to r s  can improve th e  s e le c t io n  p ro c e ss  and h e lp  

reduce ex cessiv e  employee tu rn o v e r . R esearch  Q uestions I  and I I  d e a l w ith  

P a r t  I  o f  th e  re se a rc h .

R esearch  Q uestion I I I  has two m ajor components to  i t .  W hile 

th e se  a re  v ery  c lo s e ly  r e la te d ,  th e re  a re  d if f e r e n c e s  in  th e  methodology 

in v o lv ed . In  o rd e r  to  m a in ta in  c l a r i t y  and good o rg a n iz a tio n , th e  tvo 

is s u e s  a re  examined se p a ra te ly  in  P a r t  I I  and P a r t  I I I ,

P a r t  I I  examines th e  le v e l  o f  jo b  s a t i s f a c t io n  exp ressed  by th e  

p re s e n t employees o f  th e  company. F ive  m ajor a sp e c ts  o f  th e  jo b  w i l l  be 

surveyed. These in c lu d e  Work, S u p e rv is io n , Pay, Prom otion, and Co- 

W orkers, The purpose o f  t h i s  p a r t  i s  to  determ ine w hether th o se
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employees -who have m ain ta ined  t h e i r  membership w ith  th e  o rg a n iz a tio n  a re  

a ls o  s a t i s f i e d  w ith  th e  fo rego ing  a sp e c ts  o f  th e  jo b .  T h is  i s  p re d ic a te d  

on th e  th eo ry  th a t  long ten u re  i s  bu t one o f  th e  d e s ir a b le  f e a tu re s  in  

employee-employer r e la t io n s .  E qually  im p o rtan t i s  th e  a t t i t u d e  o f  th e  

employee toward th e  vrork and th e  vdx>le o rg a n iz a tio n , f o r  th e re  i s  c o n s id 

e ra b le  agreement among sch o la rs  th a t  u s u a lly  p o s i t iv e  a t t i t u d e  tow ard o n e 's  

work r e s u l t s  in  more e f f e c t iv e  perform ance, a  g o a l every  o rg a n iz a tio n  

would l ik e  to  maximize. C onsequently , t h i s  p a r t  o f  th e  s tu d y  should  p ro 

v id e  a  b e t t e r '  in s ig h t  about th e  em ployees' d is p o s i t io n  tow ard t h e i r  jo b s  

and t h e i r  o rg a n iz a tio n .

P a r t  I I I  o f  th e  re se a rc h  i s  d esigned  to  f in d  th e  m issin g  l in k  b e 

tween P a r t  I  and P a r t  I I .  That i s ,  i f  th e  lo n g -ten u re  employees were no t 

r e a l l y  s a t i s f i e d  w ith  th e  m ajor a sp e c ts  o f  t h e i r  jo b s , v tia t p o s s ib le  ex

p la n a t io n  can be g iven  fo r  t h e i r  c o n tin u a tio n  w ith  th e  company? In  t h i s  

p a r t  o f  th e  re se a rc h , th e  reaso n s fo r  t h e i r  s ta y in g  w ith  th e  company w il l  

be examined. Flow ers and Hughes (1973, p .  49-60) i d e n t i f i e d  th re e  p o s s ib le  

.r e a s o n s  fo r  employees s tay in g  on a jo b : (1) m o tiv a tio n a l, (2) m aintenance,

and (3) e x te rn a l env ironm enta l. Knowing what causes th e  employees to  r e 

main on th e  jo b  can be o f  immense h e lp  to  any o rg a n iz a tio n , as  i t  would 

h e lp  develop  more a p p ro p ria te  s t r a te g ie s  aimed a t  m o tiv a tin g  employees.

The th re e  p a r t s  o f  t h i s  re s e a rc h  view  th e  problem  o f  employee 

tu rn o v e r from a number o f avenues. I t  i s  b e lie v e d  th a t  th e  combined e f 

f o r t  w i l l  enhance our understand ing  o f  t h i s  c r u c ia l  problem . The re se a rc h  

m ethodology a s so c ia te d  w ith  each p a r t  i s  p re se n te d  s e p a ra te ly  in  th e  f o l 

low ing p ag es .

S p e c ia l E xc lusions. In fo rm atio n  p e r ta in in g  to  th e  san p le  and
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pro ced u res  used i s  d isc u sse d  in  each p a r t  o f  th e  r e s e a rc h . However, a 

p o in t  o f  c l a r i f i c a t i o n  i s  n e ce ssa ry  due to  th e  f a c t  t h a t  th e re  i s  a d i f 

fe re n ce  between th e  sample mix used fo r  P a r t  I  and fo r  P a r t s  I I  and I I I  

o f  th e  re s e a rc h .

The sample used  fo r  P a r t  I  in c lu d e d  th o se  c u r re n t  employees w ith  

n in e ty  days o r  more o f  s e rv ic e  and th e  form er em ployees, b o th  a s  o f  th e  

tim e th e  d a ta  were c o l le c te d .  As f o r  P a r t s  I I  and I I I ,  a l l  c u r re n t  em

p lo y ees  were u sed . The o r ig in a l  in te n t  was to  use  th e  same group o f  

c u r re n t  employees fo r  P a r t s  I I  and I I I .  W ith t h i s  in  mind, a q u e s tio n  

to  in d ic a te  le n g th  o f  s e rv ic e  was in c lu d e d  in  th e  survey  in s tru m e n t. Ten 

o u t o f  th e  n in e ty - f iv e  p a r t i c ip a n t s  d id  n o t g iv e  t h i s  in fo rm a tio n , hence 

i t  was decid ed  to  in c lu d e  a l l  c u r re n t employees in  P a r ts  I I  and I I I .

T h is  d i s s im i l a r i t y  in  th e  sample s t r u c tu r e s  cou ld  r a i s e  a m eth o d o lo g ica l 

is s u e  a s  to  how one can g e n e ra l iz e  from th e  whole p o p u la tio n  ( a l l  employ

ees) to  a  s p e c i f ic  p o p u la tio n  ( lo n g - te n u re  w ith  n in e ty  days o r  more o f  

s e r v ic e ) .  However, th e  s e v e n ty -s ix  lo n g -te n u re  employees in c lu d ed  in  

P a r t  I  a re  a p a r t  o f  th e  n in e ty - f iv e  employees used  in  P a r ts  I I  and I I I ,  

and i t  can be assumed th a t  some o f th e  n in e te e n  c u r re n t  employees w ith  

l e s s  th an  n in e ty  days o f  s e rv ic e  w i l l  e v e n tu a lly  become lo n g -ten u re  

em ployees. Thus, any g e n e r a l iz a t io n  to  be made w ith  r e s p e c t  to  th e  lo n g - 

te n u re  employees based on th e  responses o f  a l l  c u r re n t  employees would 

appear re a so n a b le .

A nother p o in t which needs c l a r i f i c a t i o n  i s  th e  o r ig in a l  p la n  o f 

su rvey ing  th e  form er employees to  determ ine  t h e i r  a t t i t u d e  toward t h e i r  

jo b s  and to  f in d  o u t t h e i r  reaso n s f o r  having  s tay ed  w ith  th e  company. 

T h is  would have p e rm itte d  a  more m eaningful a n a ly s is  o f  th e  s i t u a t io n .  

However, c e r ta in  p r a c t i c a l  c o n s t r a in t s  such a s  tim e and f in a n c ia l
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re so u rc e s  as  w e ll a s  c e r ta in  amount, o f  pessim ism  about g e t t in g  back a 

s t a t i s t i c a l l y  a c c e p ta b le  number o f  th e  su rvey  in s tru m e n ts  p rec lu d ed  th e  

In c lu s io n  o f  th e  form er employees in  th e  l a t t e r  p a r t s  o f  th e  re s e a rc h .

P a r t  I ;  A n a ly sis  o f  B io g ra p h ic a l Data and 
Development o f  Weighted A p p lic a tio n  Blank

The purpose  o f  t h i s  s e c tio n  i s  to  s y s te m a tic a l ly  analyze  and d e 

te rm in e  th e  th e  a p p lic a t io n  b lank  item  resp o n ses  c h a r a c t e r i s t i c  o f long - 

te n u re  and s h o r t- te n u re  employees and to  develop  a w eighted a p p lic a t io n  

b lan k  which cou ld  be used to  p r e d ic t  tu rn o v e r o f  p o te n t i a l  em ployees.

I t  i s  assumed t h a t  c e r ta in  p e rso n a l background d a ta  can p r e d ic t  subsequent 

b e h av io r on th e  jo b  and th a t  t h i s  in fo rm a tio n  can be o f  u t i l i t y  in  th e  

form o f  a w eighted a p p l ic a t io n  b lank  to  improve s e le c t io n  o f  em ployees.

The r a t io n a le ,  t h e o r e t i c a l  fo u n d a tio n , and su p p o rt to  t h i s  p a r t  come 

p r im a r i ly  from th e  vorks o f  England (1951, 1971) and D unnette  (1966),

Perhaps th e  c l a s s i c a l  vrork d e a lin g  w ith  th e  developm ent and th e  

u se  o f  w eighted a p p l ic a t io n  b lan k s  was au th o red  by W elsch, P a te rso n , and 

S tone  (1952), I t  was t i t l e d  How to  Develop a W eighted A p p lic a tio n  Blank 

(o u t o f  p r i n t ) .  England has s in ce  re v is e d  t h i s  p u b l ic a t io n  [1961, 1971] 

and th e  method d e sc rib e d  th e r e in  has been w idely  used  in  develop ing  

w eighted  a p p lic a t io n  b la n k s  (Schuh, 1967a and 1967b). The approach in  

t h i s  study  o f  id e n t i fy in g  th e  d i f f e r e n t i a t i n g  elem ents in  th e  background 

o f  th e  lo n g - and s h o r t- te n u re  groups and d evelop ing  a w eighted a p p lic a t io n  

b lank  i s  b a s ic a l ly  th e  same a s  th e  one su g g ested  by England.

M arvin D unnette (1966) t r e a t s  a t  le n g th  th e  s u b je c ts  o f  s t r a te g g ie s  

and s t a t i s t i c s  o f  v a l id a t io n  o f  employment t e s t s  and in s tru m e n ts . The v a l i 

d a tio n  te ch n iq u es  used in  t h i s  s tudy  f in d  t h e i r  support in  D u n n e tte 's  v » rk .

The re s e a rc h  q u e s tio n s  a p p lic a b le  to  t h i s  p a r t  o f  th e  re s e a rc h
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a re  r e s ta te d  below:

R esearch Q uestion  I :  • To in v e s t ig a te  th e  d if f e r e n c e s  between long-

te n u re  and s h o r t- te n u re  employees in  term s 

o f  t h e i r  re s p e c tiv e  backgrounds.

R esearch Q uestion  I I :  To develop  a w eighted a p p l ic a t io n  blank

u s in g  th e  b io g ra p h ic a l in fo rm atio n  found in  

th e  a p p l ic a t io n  b lanks o f  th e  lo n g -ten u re  

and s h o r t- te n u re  groups and to  determ ine 

w hether th e  w eighted a p p l ic a t io n  b lank 

cou ld  have p re d ic te d  tu rn o v e r w ith  both  

s t a t i s t i c a l  s ig n if ic a n c e  and p r a c t i c a l  

im portance.

The p rim ary  source o f  in fo rm atio n  f o r  th e  b io g ra p h ic a l d a ta  was 

th e  a p p l ic a t io n  b lan k s  on f i l e  w ith  th e  company. The firm  m a in ta in s  tvo 

s e t s  o f  p e rso n n e l f i l e s :  one f o r  th e  p re s e n t employees ( th e  a c t iv e  group)

and th e  o th e r  one fo r  th e  form er employees ( th e  in a c t iv e  g ro u p ) ,

W eighted a p p lic a t io n  b lan k s a re  developed to  r e l a t e  a p p l ic a n ts ' 

c h a r a c t e r i s t i c s  to  v a r io u s  success  c r i t e r i a  such a s  p ro d u c t iv i ty ,  absen

tee ism , advancem ent, and jo b  te n u re . In  t h i s  s tu d y , th e  c r i t e r i o n  i s  jo b  

te n u re ; th e re fo re ,  th e  w eighted a p p l ic a t io n  b lank  i s  in ten d ed  to  p re d ic t  

w ith  a  g r e a te r  d eg ree  o f  accuracy  th e  p o te n t i a l  f o r  an a p p lic a n t to  

rem ain w ith  th e  f irm .

Sample and P rocedures 

Once th e  c r i t e r io n  i s  chosen, th e  n ex t s te p  i s  to  id e n t i f y  tvo

c r i t e r i o n  g roups, in  t h i s  case , th e  a c t iv e  and th e  in a c t iv e  g roup, England

(1971, p . 11) recommends " th a t  th ese  twD groups be as  la rg e  a s  p o s s ib le
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and th a t  no study  be undertaken  w ith o u t, a t  th e  minimum, s e v e n ty -f iv e  in  

each o f  th e  two g ro u p s,"  In  a d d itio n , th e  a c t iv e  group must be r e p re 

s e n ta t iv e  o f th e  type o f  employees d e s ire d  in  th e  fu tu re  ( in  t h i s  c a se , 

th o se  who would s tay  w ith  th e  company), and th e  in a c t iv e  group must be 

re p re s e n ta t iv e  o f  the  type o f employees to  be avoided in  th e  fu tu re  

( th o se  who would n o t s ta y  w ith  th e  company).

The company s tu d ie d  has been in  o p e ra tio n  on ly  s in ce  1971 and 

d id  n o t have a re s e rv o ir  o f  c u rre n t and form er employees from which to  

draw la rg e  sam ples. T h e re fo re , th e  c r i t e r i a  fo r  s e le c t in g  th e  a c t iv e  

group in c lu d ed  (1) to  p ro v id e  fo r  a t  l e a s t  th e  minimum sev e n ty -f iv e  r e 

q u ire d  from th o se  c u r re n tly  employed, and (2) to  in su re  th a t  th o se  chosen 

would be th e  sen io r-m ost in d iv id u a ls  in  th e  o rg a n iz a tio n  s a t i s fy in g  th e  

f i r s t  c r i t e r i o n .  S ince th e  management had p o in te d  o u t th a t  i f  i t  cou ld  

g e t a p erson  to  s ta y  beyond th e  n in e ty -d a y  p ro b a tio n a ry  p e r io d , th a t  

p e rso n  d id  n o t pose a m ajor tu rn o v e r s t a t i s t i c ,  i t  was hoped th a t  th o se  

s e le c te d  to  make th e  a c t iv e  group w i l l  have had a t  l e a s t  n in e ty  days o f  

s e rv ic e  w ith  th e  company. Eighty-tw o employees v^o met th e  above c r i 

t e r i a  were i n i t i a l l y  id e n t i f i e d  to  form th e  a c t iv e  group.

The second c r i t e r io n  group re p re se n te d  th e  in a c t iv e  employees. 

Once ag a in , a  requirem ent was to  p rov ide  f o r  a t  l e a s t  th e  minimum sev en ty - 

f iv e .  Secondly, in d iv id u a ls  in  t h i s  group must have had th e  l e a s t  amount 

o f  s e rv ic e  w ith  th e  company, and none should  have had n in e ty  days s e rv ic e  

o r  more. Those f i t t i n g  th e se  c r i t e r i a  numbered 128.

In  th e  company where t h i s  study  was conducted, new h ire e s  a re  

p la ce d , a s  a m a tte r  o f  p o lic y , in  th e  f i n a l  assem bly a re a  and then  g rad u 

a l l y  promoted as  o p e ra to rs  in  sub-assem bly a re a s . T h is p o lic y  i s  fo llow ed  

on th e  assum ption th a t  i t  w i l l  enable th e  new employee to  become fa m il ia r
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w ith  th e  whole p roduct and th e  component p a r t s  o f  th e  same b e fo re  th a t  

p e rso n  i s  ass ig n ed  to  i s o la te d  sub-assem bly o p e ra t io n s . The management 

p o in te d  o u t th a t  most o f  th e  te rm in a tio n s  took p la c e  w ith in  th e  f i r s t  

t h i r t y  days o f employment, so few o f th e  form er employees had worked in  

any o th e r  departm ent. C onversely , alm ost a l l  th e  employees c u r re n t ly  

employed had gone th rough th e  above m entioned in d u c tio n  p ro c e ss . The 

proposed w eighted a p p lic a t io n  b lank  w i l l  be used  to  sc reen  fu tu r e  a p p l i 

c a n ts  a t  th e  i n i t i a l  h i r in g  s ta g e .

The a p p lic a t io n  b lank  used  fo r  h i r in g  employees in  th e  p la n t  

i s  p re se n te d  in  Appendix A. T h is i s  very  s im ila r  to  th e  a p p lic a t io n  . 

b lan k s used by o rg a n iz a tio n s  to  h i r e  o p e ra tiv e  v o rk e rs . The in fo rm atio n  

appearing  on th e  a p p lic a t io n  b lan k s  was e n te re d  m anually on accoun ting  

work s h e e ts . A t o t a l  o f  e igh ty -tw o  a c t iv e  and 128 in a c t iv e  a p p l ic a t io n s  

were p ro cessed . Not every  one o f  th e se  a p p l ic a t io n s  was com plete in. 

a l l  re s p e c ts ,  due to  a change in  management p o lic y  on g a th e r in g  p o te n 

t i a l l y  d isc r im in a to ry  in fo rm atio n  under th e  Equal Employment O p p o rtu n ity  

Commission (EEOC) g u id e lin e s  (F lip p o , 1976, p . 165; Chruden and Sherman, 

1976, pp. 122-125). For example, in fo rm a tio n  on m a r i ta l  s t a t u s ,  number 

o f  dependents, and e th n ic  background was m issin g  in  a  number o f  in s ta n c e s . 

In fo rm a tio n  on e th n ic  background was r e a d i ly  a v a i la b le  from o th e r  re c o rd s  

m ain ta in ed  by th e  f irm . As f o r  m a r i ta l  s t a tu s  and number o f  dependents 

o f  a c t iv e  employees, a sim ple form was d i s t r ib u te d  to  a l l  employees th en  

on th e  p a y ro l l  w ith  a re q u e s t to  fu rn is h  th e  above in fo rm a tio n . Every 

one o f  such forms was re tu rn e d  and th e  in fo rm a tio n  therefrom  was g a th e red  

to  com plete th e  d a ta  on th e  a c t iv e  group.

The p ro c e ss  o f  o b ta in in g  in fo rm a tio n  on m a r i ta l  s ta tu s  and number 

o f  dependents was n o t a s  easy  fo r  th e  in a c t iv e  group. The most exped ien t
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way to  g e t t h i s  In fo rm atio n  was to  approach th e se  in d iv id u a ls  v ia  t e l e 

phone, Up to  th re e  a ttem p ts  were made to  c o n ta c t th o se  in d iv id u a ls  in  

th e  in a c t iv e  group whose a p p lic a t io n s  were in co m p le te . These c o n ta c ts  

were made o ver a  fo u r-d ay  p e rio d  between th e  hours o f  4:00 and 6:00 p,m .

No a ttem p t was made to  c o n ta c t th o se  who cou ld  n o t be reached  a f t e r  th e  

t h i r d  tim e . Some in d iv id u a ls  re fu se d  to  g iv e  in fo rm a tio n ; in  a few 

in s ta n c e s  th e  te lep h o n e  s e rv ic e  was d isc o n tin u e d . As a  r e s u l t ,  th e  

o r ig in a l  number o f  128 in a c t iv e  employees was reduced  to  n in e ty -s e v e n .

The n e t  sam ples came to  s e v e n ty -s ix  in  th e  a c t iv e  and n in e ty -se v e n  in  

th e  in a c t iv e  g roups.

A nother requirem ent in  develop ing  th e  w eighted a p p l ic a t io n  b lank  

i s  to  have a w eigh ting  group and a h o ld -o u t group in  each c r i t e r io n  g roup . 

The w eigh ting  group i s  used  to  determ ine  th e  d if f e r e n c e  between th e  

groups and to  a r r iv e  a t  th e  w eigh ts; th e  h o ld -o u t group i s  used  to  v a l i 

d a te  th e  w eighted a p p lic a t io n  b lank  and to  determ ine  th e  c u t - o f f  p o in t  

s e p a ra tin g  p o te n t i a l ly  lo n g -te n u re  and s h o r t- te n u re  em ployees. T h is  

p ro ced u re  i s  recommended (England, 1971, p .  30) because:

A c o n s id e ra b le  amount o f  evidence su g g es ts  th a t  i t  can be 
v e ry  m is lead in g  to  develop a s e t  o f  e m p ir ic a l w eigh ts  which 
d i f f e r e n t i a t e s  two groups and then  to  e v a lu a te  th e  w eigh ts on 
th e  same g roups. W eighted a p p l ic a t io n  b lank  a n a ly s is  i s  n o t 
recommended u n le s s  p ro v is io n  can be made fo r  checking r e s u l t s  • 
on d i f f e r e n t  sam ples th an  were used in  de term in in g  th e  item  
w eig h ts .

The recommended scheme i s  to  m a in ta in  a  2 :1  r a t i o  between w eigh ting  group 

and h o ld -o u t group w ith  a  minimum o f tw e n ty -f iv e  in  th e  h o ld -o u t g roup.

In  t h i s  s tudy , h o ld -o u t groups were formed by draw ing to g e th e r  every  th i r d  

a p p l ic a t io n  b lank  from each g roup . The rem aining tw o - th ird s  c o n s t i tu te d  

th e  w eigh ting  g ro u p s. The sample s t r u c tu r e ,  th u s , c o n s is te d  o f  th e  

fo llo w in g :
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W eighting H old-out
Group Group T o ta l

A c tiv e  50 26 76

In a c t iv e  63 34 97

At t h i s  p o in t a le g i t im a te  q u e s tio n  may be r a is e d  w ith  re s p e c t  to  th e  em

p lo y ees  who were no t in c lu d ed  up to  t h i s  p o in t .  These employees and any 

subsequent a d d it io n s , to  make a t o t a l  o f a t  l e a s t  t h i r t y ,  a re  to  be used 

in  a more r ig o ro u s  c ro s s  v a l id a t io n  study  (u su a lly  r e f e r r e d  to  as  v a l id i t y  

g e n e r a l iz a t io n ) . S ince  t h i s  group i s  independent o f  th e  o r ig in a l  sam ple, 

th e  f in d in g s  w i l l  in d ic a te  how w e ll th e  r e s u l t s  o b ta in e d  in  th e  f i r s t  

s tu d y  apply  to  i t .

Item s to  be Analyzed 

S ince  th e  in fo rm atio n  i s  drawn from th e  a p p lic a t io n  b lank  (Ap

p end ix  A ), th e  item s to  be analyzed  must come from th a t  document. Appen

d ix  B (England, 1971, pp , 16-20) has a l i s t  o f  p e rso n a l h is to r y  item s found 

to  be p r e d ic t iv e  o f  jo b  su ccess , in  t h i s  c a se , jo b  te n u re , A com parison 

o f  th e  item s in  th e  a p p lic a t io n  b lank  w ith  th e  item s in  Appendix B and an 

exam ination  o f  th e  in fo rm atio n  in  each case  showed th a t  th e  fo llo w in g  

item s would w arran t c o n s id e ra tio n :

P lace  o f  re s id en c e

Age

W eight

H eight

F r ie n d s  a t  p la c e  o f  employment 

E ducation

Trade School T ra in in g  

P rev io u s  E xperience
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M a rita l  S ta tu s  

Number o f  dependents 

E th n ic  background 

Sex

S in ce  th e  l a s t  two item s - e th n ic  background and sex - m ight be in te r p r e te d  

a s  d is c r im in a to ry  under th e  EEOC g u id e lin e s , th e se  item s were no t in c lu d ed  

in  t h i s  s tu d y . The resp o n ses  to  th e  above item s along  w ith  th e  name and 

s o c ia l  s e c u r i ty  number o f  th e  in d iv id u a ls  were punched on IB l d a ta  c a rd s  

f o r  ta b u la t io n  p u rp o ses.

D eterm ining Item  W eights 

The f i r s t  s te p  in  th e  p ro cess  o f  d e te rm in in g  item  w eights i s  to  

re c o rd  th e  names and resp o n ses  from th e  a p p l ic a t io n  b lan k s  o f  a l l  p e rso n s  

in  th e  r e s p e c tiv e  w eigh ting  g roups. T h is  i s  a sim ple m a tte r  o f  t r a n s f e r r in g  

in fo rm a tio n  from th e  a p p lic a t io n  b lanks to  th e  work sh ee t used fo r  d ev e lo p 

in g  th e  w e ig h ts . A sample form at o f  t h i s  work sh ee t i s  p re sen te d  in  F ig u re

3 - lo  In  some c a se s , however, th e  resp o n ses  do n o t len d  them selves to  d i

r e c t  a n a ly s is ,  such as  in  th e  case  o f age, w eigh t, ex p erien ce , ed u ca tio n , 

and s im ila r  con tinuous v a r ia b le s .  These a re  b e t t e r  handled  by u s in g  one 

o f  th re e  ty p es  o f  c l a s s i f i c a t i o n s  (England, 1971, pp . 21 -22 ).

1 . Equal frequency  c la s s :  T h is  c l a s s i f i c a t i o n  d iv id e s  th e  r e s 

ponses o f  th e  combined w eigh ting  groups in to  fo u r  o r  f iv e  c la s s e s  w ith  ap 

p ro x im a te ly  equal number o f  in d iv id u a ls  in  each c l a s s .

2. Equal in t e r v a l  c la s s :  I n  t h i s  c a se , th e  responses a re  c l a s 

s i f i e d  in to  eq u a l i n te r v a l s .

3 . Maximum w eight c la s s :  T h is  i s  a t r i a l - a n d - e r r o r  method to  

de term in e  vdiat response  c a te g o r ie s  o r  in te r v a l  l im i t s  b e s t  b r in g  o u t d i f -
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F ig u re  3-1

A n a ly s is  o f  B io g ra p h ic a l D ata and Development o f  W eights Work Sheet

Number o f  P ercen tage  o f „  , . , ,Response    _________________       P e rcen tag e  Net A ssigned
.Category A c tiv e  I n a c t iv e  A c tiv e  In a c t iv e  D iffe re n c e  W eight Weight

1_______ • 2 _______ 3_________4__________5__________ 6__________ 7__________8

LOCATION;

L ocal
Out o f  town '

AGE:

Under 22 
2 2 - 2 6  
2 7 - 3 5  
Over 35

VffilGHT; .

Under 126 
126 - 150 
1 5 1 - 1 7 5
176 -  200 .
Over 200

HEIGHT:

61" -  66"
67" -  72"
Over 72"

EDUCATION:

Under 12 
12 -  13 
Over 13

FRIENDS;
Yes
No

TRADE SCHOOL;
Yes
No

EXPERIENCE;

None
1 . - 2 , <

3 - 5  
Over 5
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Figure 3-1 (Continued)

A n a ly sis  o f  B io g rap h ica l Data and Development o f W eights Work S hee t

_ Number o f Response _______________ P ercen tage  o f P ercen tage Not A ssigned
C ategory  A c tiv e  In a c t iv e A ctiv e  I n a c t iv e D iffe ren ce Weight Weight

1 2 3 4 5 6 7 8

MARITAL;
- "

S in g le
M arried
S in g le  w/

dependents

DEPENDENTS:

C a n 't  answer
None
1 - 3
4 - 5
Over 5



78

fe re n c e s  between groupsn

Responses to  age and w eight were c l a s s i f i e d  u s in g  th e  equal f r e 

quency c la s s  method, responses to  h e ig h t were c l a s s i f i e d  u s in g  th e  equal 

in te r v a l  c la s s  m ethod. The method o f maximum w eight was used in  th e  case  

o f e d u ca tio n , ex p erien ce , and number o f dep en d en ts , A number o f  t r i a l s  

in d ic a te d  th a t  th o se  in  th e  "12-13" c a te g o ry  in  ed u ca tio n  f a i r e d  w e ll in  

term s o f  te n u re  w hile  th o se  in  th e  "under 12" and "over 13" c a te g o r ie s  

c o n tr ib u te d  h e a v ily  to  th e  tu rn o v e r s t a t i s t i c s .  L ikew ise, in  re g a rd  to  

e x p e rien ce , th o se  w ith  no experience  and th o se  w ith  th re e  o r  more y e a rs  

ex p erien ce  tended  to  s ta y  w hile th o se  in  th e  "1 -2" c a teg o ry  had a h ig h e r  

r a t e  o f  tu rn o v e r . On th e  q u estio n  o f number o f dependen ts, excep t f o r  th e  

" c a n 't  answer" and "none" c a te g o r ie s ,  th e  t r i a l s ,  in d ic a te d  a s tro n g  p a t t e r n  

fa v o rin g  th o se  in  th e  "1 -3 "  ca teg o ry  more so than  th o se  w ith  "4 -5" and 

"over 5" c a te g o r ie s .

The " c a n 't  answer" ca teg o ry  re p re se n te d  th o se  in d iv id u a ls  who 

were s in g le  and w ithou t dependents. C ounting them fo r  th e  p u rposes o f  

develop ing  a  w eight f o r  dependents would have r e s u l te d  in  p e n a liz in g  a n d /o r  

fa v o rin g  them tw ice .

Once th e  item s were id e n t i f i e d  and responses c a te g o r iz e d , th e  

n ex t s te p  was to  determ ine th e  d i f f e r e n c e ,  i f  any, in  th e  re sp o n ses  o f  

th e  a c t iv e  and in a c t iv e  g roups. T h is  was done by ta b u la t in g  th e  number 

responding  in  each group by response  c a te g o ry  and c a lc u la t in g  th e  c o r r e s 

ponding p e rc e n ta g e s . The number responding  in  each ca teg o ry , by a c t iv e  

and in a c t iv e ,  th e  t o t a l  responding in  each c a te g o ry  and th e  p e rc en ta g e s  

o f  number responding  by a c tiv e  and in a c t iv e  would appear in  th e  form at 

shown in  columns 2, 3, 4, 5, and G re s p e c t iv e ly  in  F ig u re  3 -1 ,

The p rocedu re  th en  c a l l s  fo r  de term in in g  th e  d if f e r e n c e  in  th e
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p e rc e n ta g e s  responding  in  a c t iv e  and in a c t iv e  to  a r r iv e  a t  th e  n e t  w e ig h ts . 

T h is  i s  found by s u b tra c tin g  th e  v a lu e  in  column 6 from th e  v a lu e  in  

column 5 in  F ig u re  3 -1 , The n e t d if f e r e n c e s  th u s  a r r iv e d  a t  w i l l  appear 

in  column 7 , F ig u re  3 -1 , S ince  th e se  d if f e r e n c e s  them selves do n o t p ro 

v id e  a  d i r e c t  answer to  th e  q u e s tio n  o f  th e  p r e d i c t a b i l i t y  o f  v a r io u s  ap 

p l i c a t i o n  b lank  item  re sp o n se s , th e se  d if f e r e n c e s  need to  be t r a n s la t e d  in  

a  more m eaningfu l m anner, A f re q u e n tly  used method, i s  to  r e f e r  to  one o f  

th e  th r e e  ta b le s  developed  by S tro n g  (1926) to ,  a ss ig n  w eigh ts  f o r  d if f e r e n c e s  

i n  p e rc en ta g e  resp o n ses  (England, 1971, p , 2 7 ) , .  These ta b le s  were used  in  

t h i s  stud% and th ey  a re  p re se n te d  in  F ig u re  3 -2 , I n  F ig u re  3 -2 , T able  A 

i s  used  when b o th  p e rcen tag es  a re  between 8 and 92; T able  B i s  used when 

b o th  p e rc en ta g e s  a re  between 3 and 7 o r  93 and 97; and T able  C i s  used  when 

one p e rc e n t i s  between 0 and 2 o r  98 and 100, The n e t  w e ig h ts  assume th e  

same s ig n  a s  th e  d if f e r e n c e s  in  p e rc en ta g e .

C a lc u la tio n  o f  w eigh ts may s to p  a t  t h i s  p o in t .  In  f a c t ,  t h i s  has 

been t r u e  in  s e v e ra l  p re v io u s  s tu d ie s  (Novak, 1970; Schuh, 1967b; F leishm an 

and B e m ig e r , 1960), S in ce  th e  n e t  w eigh ts u s u a lly  a re  la rg e  and have b o th  

p o s i t iv e  and n e g a tiv e  v a lu e s , a c tu a l  sco rin g  o f  a p p l ic a t io n  b la n k s  can be 

somewhat cumbersome and may in tro d u c e  p o s s i b i l i t y  o f  e r r o r  in  a p p l ic a t io n  

o f  w e ig h ts , " I t  i s  recommended, th e re fo re ,  th a t  th e  n e t  w e igh ts  be con

v e r te d  to  a ss ig n ed  w eigh ts  w ith  sm alle r p o s i t iv e  v a lu e s  to  s im p lify  sco rin g "  

(E ngland, 1951, p ,  23) ,  A ta b le  o f  a ss ig n e d  w eigh ts d e r iv e d  from n e t  

w e ig h ts  (England, 1971, p ,  28) i s  g iven  in  F ig u re  3 -3 , I t  ap p ears  from 

th e  way England d e sc r ib e s  t h i s  approach th a t  two assum ptions have been 

made:

1 , T hat th e  d i s t r i b u t io n  vould be norm al; and

2 , T hat one t h i r d  each o f  th e  o b se rv a tio n s  would f a l l  on e i t h e r
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F ig u re  3-2

Strong's Tabloi of Net Weights for Differsnces In Per Cents 
Part A  Part B Part C

(To bo used when 
both per cents are 
between 8 and 92)
Diff. in 

Per Cents
Net

Weight
69 27
68 26
67 25
68 24
65 23
64 22

62-63 21
61 20
60 19

58 -5 9 18
56-57 17
54-55 16
52-53 15
50-51 14
48-49 13
45-47 12
4 2 -4 4 11
39-41 10
3 6 -3 8 9
33-35 8
2 9 -3 2 7
24-28 6
21-23 5
16-20 4
12-15 3
8 -1 1 2
3 -  7 1
0 -  2 0

(To be used when 
one per cent is 

between 3 and 7, 
or 93 and 97)

Diff. in 
Per Cents

Net
Weight

69 27
68 20
67 25
66 24

64-65 23
63 22
62 21

60-61 20
58-59 19

57 18
55 - 56 17
5 3 -5 4 16
50-52 15
48-49 14 •
45-47 13
4 2 -4 4 12
39-41 11
35-38 10
31-34 9
27-30 8
23-26 7
19-22 6
15-18 5
11-14 4
7 -1 0 3
4 -  6 2
2 -  3 1
0 -  1 0

(To be used when 
one per cent is 

between 0 and 2, 
or 98 and 100)

Diff. in 
Per Cents

Net
Weight

69 28
68 27
67 26
66 25
65 24

63-64 23
62 22

60-61 21
59 20

57-58 19
55-56 18
53-54 17
51-52 16
49-50 15
46-48 14
43-45 13
40-42 12
36-39 11
32-35 10
28-31 9
24-27 8
19-23 7
15-18 6
11-14 5
7 - 10 4
4 -  6 3
2 -  3 2

1 1
0 0

Source: S tead , W illiam  H. and C a r ro l l  L. S h a r t le
and A ss o c ia te s , O ccupationa l C ounseling 
Techniques; T h e ir Development and 
A p p lic a t io n . New York: American Book
Company, 1940, p . 255.
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F ig u re  3-3

T able o f  A ssigned W eights D erived from Net W eights

Net Weight A ssigned Weight

- 4 o r  l e s s 0

3f2*lyO o r  - l f - 2 f - 3 1

4 o r  more 2

Source; George England, Development and Use o f
Weighted A p p lica tio n  Blanks (Dubuque,
Iowa: %i. C. Brown Company P u b lish e rs ) ,

1961, p . 25.
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end, and th e  o th e r  o n e - th ird  VDuld f a l l  in  th e  m iddle o f  th e  d i s t r i b u 

t io n .  Thus, i t  i s  p o s s ib le  to  use th e  s im p lif ie d  a ss ig n ed  w eights o f 

0 , 1 ,  and 2, re s p e c tiv e ly , f o r  th e  low er, m idd le , and upper th i r d s .  The 

fo reg o in g  scheme was u t i l i z e d  in  t h i s  study , and th e  a ss ig n e d  w eights 

co rrespond ing  to  th e  n e t w eights appear in  column 8 o f th e  w eighting 

work s h e e t .  Those item s, i f  any, w ith  th e  same ass ig n ed  w eight fo r  

every  response  ca teg o ry  do n o t d i f f e r e n t i a t e  between lo n g - and sh o r t-  

te n u re  g roups, and th e re fo re ,  w i l l  n o t be in c lu d ed  in  sco rin g  th e  a p p l i 

c a t io n  b lan k .

As to  th e  method o f  u s in g  th e  w eigh ts, th e  p e rso n n e l manager 

may sim ply sco re  th o se  item s on th e  a p p lic a t io n  blank  by u s in g  th e  

w eigh ts developed. In  o rd e r to  d ec id e  on th e  a c c e p ta b i l i ty  o f  a g iven  

a p p lic a n t  f o r  employment, i t  i s  n ecessa ry  to  determ ine a c u t-o f f  p o in t ,  

a sco re  below which an a p p lic a n t may h o t be h ire d  and above which an 

a p p lic a n t  may be h ire d . The p rocedure  in v o lved  in  e s ta b l is h in g  th e  

c u t - o f f  p o in t i s  d isc u sse d  in  th e  n ex t s e c tio n  on C ross V a lid a tio n  o f  

th e  W eights.

C ross V a lid a tio n  o f  th e  W eights

The purpose o f c ro s s  v a l id a t io n  i s  to  determ ine th e  v a l id i ty

o f  th e  p re d ic t iv e  d e v ice . I t  in v o lv es  ap p ly ing  th e  w eigh ts  on some

s im ila r  group and examining t h e i r  s t a t i s t i c a l  s ig n if ic a n c e  and p r a c t i c a l

im portance . As D unnette (1966, p , 153) p o in ts  o u t:

I t  i s  f a r  more im portan t to  know th e  s t a b i l i t y  o f  th e  m agnitude 
o f  th e  r e la t io n s h ip s  and p a r t i c u la r ly  th e  s t a b i l i t y  o f  th e  f ig u re s  
in  expectancy  c h a r ts  o r  c u t t in g  sco res  based  on th e  r e la t io n s h ip .  
Such m a tte rs  a re  b e s t  handled by c ro s s -v a l id a t io n  [which] siitç)ly 
in v o lv e s  checking our f in d in g s  on an o th er group o f  p e rso n s .
U su a lly  th e  second group i s  com prised o f  perso n s wiio were randomly 
s e t  a s id e  o r  "h e ld  o u t"  from th e  m ajor g roup.
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For t h i s  re a so n , one o u t o f  every  tl ire e  o f  th e  a c t iv e  and in a c t iv e  groups 

was s e t  a s id e  to  form th e  h o ld -o u t g ro u p s. The a p p l ic a t io n  b la n k s  in  

th e se  c a se s  a re  to  be sco red  and analyzed  f o r  th e  fo llo w in g  p u rp o ses;

1 , To e v a lu a te  th e  d i s t r ib u t io n  o f  th e  t o t a l  sco re s  in  each 

group so a s  to  develop  a c u t t in g  sc o re . I f  th e  d if f e r e n c e  between th e  

two g roups a re  found to  be s t a t i s t i c a l l y  s ig n i f i c a n t  and p r a c t i c a l l y  

u s e fu l  ( th e  c r i t e r i a  to  be d iscu ssed  l a t e r ) ,  in d iv id u a ls  above th e  

c u t t in g  sco re  may be h ire d  v ^ i le  th o se  sco r in g  below th e  c u t t in g  sco re  

may n o t be h ir e d ,

2 , To de term ine  th e  s t a t i s t i c a l  s ig n if ic a n c e  and p r a c t i c a l  

im portance o f  th e  w eighted a p p lic a t io n  b lan k  in  i t s  a b i l i t y  to  p r e d ic t  

p o te n t i a l  tu rn o v e r .

The optimum c u t t in g  sco re  should  p la c e  th e  maximum number o f  

p e rso n s  acco rd in g  to  t h e i r  sco res  in  t h e i r  r e s p e c t iv e  h o ld -o u t g ro u p s .

To determ ine  th e  c u t t in g  sco re , th e  method o f  "maximum d i f f e r e n t i a t i o n "  

was used  which would a s s ig n  th e  maximum number o f  a c t iv e  and in a c t iv e  

c a n d id a te s  to  t h e i r  re s p e c tiv e  g roups. T h is  was done by c a lc u la t in g  th e  

p e rc en ta g e  o f  employees in  each group re a ch in g  o r  exceeding each  sco re  

p o in t  in  th e  range o f  sco re s  0 to  12. The d i f f e r e n c e  between th e  p e r 

c en ta g e s  o f  th e  tvro g roups was c a lc u la te d  and each sco re  p o in t  was 

examined to  id e n t i f y  th e  p o in t o f  maximum d i f f e r e n c e .  T h is  p o in t  vould 

c o n s t i tu te  th e  c u t t in g  sco re . As a  g u id e lin e  in  s e le c t io n  d e c is io n ,  th e  

manager may h i r e  th o se  a p p lic a n ts  sco r in g  above th e  c u t - o f f  p o in t  and 

r e j e c t  th o se  sco r in g  below th e  c u t- o f f  p o in t .

The n e x t most im portan t s te p  c a l l s  f o r  v a l id a t in g  th e  w eigh ts 

and th e  c u t t in g  sco re  in  term s o f  t h e i r  power to  p r e d ic t  tu rn o v e r . 

D unnette  (1966, pp , 125-159) t r e a t s  a t  le n g th  th e  s u b je c t o f  s t a t i s t i c a l
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v a l id a t io n  and th e  requ irem en ts  fo r  t e s t  v a l id a t io n  as  they  a f f e c t  p e r 

sonnel s e le c t io n .  The prim ary purpose o f  th e  w eighted a p p lic a t io n  b lank  

in  t h i s  case  i s  to  p ro v id e  a p re d ic t iv e  d ev ice  th a t  w i l l  s e p a ra te  th e  

lo n g -te n u re  and s h o r t- te n u re  employees e a r ly  enough so th a t  r e g r e t  a t  a 

l a t e r  tim e i s  m inim ized. T h e re fo re , in  d e a lin g  w ith  s t a t i s t i c a l  a n a ly s is ,  

in  a d d it io n  to  de term in in g  w hether o r  n o t som ething i s  s t a t i s t i c a l l y  s i g 

n i f i c a n t ,  i t  i s  a lso  n ecessa ry  to  pose th e  q u e s tio n  a s  to  th e  p r a c t i c a l  

im portance o r  th e  v a lu e  o f th e  p r e d ic to r .  As D unnette (1965, p .  155) 

o b serv es  ;

U n fo r tu n a te ly , many p sy c h o lo g is ts  appear to  b u ild  t h e i r  th e o re 
t i c a l  c a s t l e s  on th e  quicksand  o f  m ere ly  r e je c t in g  th e  n u l l  hy
p o th e s is ,  a p p a re n tly  g a in in g  s a t i s f a c t i o n  from re p o r tin g  s t a t i s 
t i c a l l y  " s ig n i f ic a n t"  r e la t io n s h ip .  When la rg e  numbers o f  
s u b je c ts  a re  u sed , n e a r ly  a l l  com parisons o f  means y ie ld  " s i g 
n i f i c a n t "  d if f e r e n c e s  and n e a r ly  a l l  c o r r e la t io n s  a re  " s i ^ i -  
f i c a n t ly "  d i f f e r e n t  from z e ro .

W hile a  number o f  m easures m ight in d ic a te  th e  a b i l i t y  o f  th e  w eighted ap- .

p l i c a t i o n  b lan k  to  s e p a ra te  p o te n t i a l ly  lo n g - and s h o r t- te n u re  employees,

one method th a t  i s  co n sid e red  perhaps th e  b e s t  i s  th e  o v e rla p  m easure (0)

(D unnette , 1966, p ,  146):

I t  i s  in te r p r e ta b le  d i r e c t l y  a s  th e  d eg ree  o f  s e p a ra tio n  b e 
tween two g roups and th u s  y ie ld  an ex trem ely  u s e f u l  index  o f  
th e  power o f  a  t e s t  to  id e n t i f y  d i f f e r e n t  c a te g o r ie s  o f  jo b  
b e h a v io r . The p o in t  b i s e r i a l  c o e f f ic ie n t s  i s  n o t e a s i ly  i n t e r 
p re te d ;  i t  g iv e s  one o n ly  a  rough n o tio n  o f  th e  m agnitude o f  
r e la t io n s h ip  betw een a t e s t  and c a te g o r ic a l  assignm ents based  
on jo b  b eh av io r o b se rv a tio n s . The d if f e r e n c e  between means 
i s  m ean ing less  u n le s s  compared w ith  th e  s tan d a rd  d e v ia t io n s  
o f  th e  two d i s t r ib u t io n s ;  and once t h i s  i s  done, th e  o v e rla p  
c o e f f ic ie n t  m ight j u s t  a s  w e ll be computed.

B r ie f ly ,  th e  P ercen t O verlap  m easure t e l l s  how e f f e c t iv e ly  th e  

p r e d ic to r  can s e p a ra te  groups c h a ra c te r iz e d  by d i f f e r e n t  jo b  b eh av io r o u t

comes, When c o n sid e rin g  th e  d i s t r ib u t io n s  o f  sco res  fo r  two g roups, th e  

l e s s e r  th e  amount o f  ov erlap  between th e  two groups, th e  more pow erfu l th e
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p r e d ic to r .  Complete o v e rla p  would in d ic a te  th e  p r e d ic to r  to  be v e ry  i n 

e f f e c t iv e ,  w h ile  no o v e rla p  w u ld  in d ic a te  th e  p r e d ic to r  to  be v e ry  e ffe c -  

t i v e  in  s e p a ra tin g  th e  a c t iv e  and in a c t iv e  g ro u p s. Very seldom do th e  

two extrem es o ccu r in  t h i s  ty p e  o f  s i tu a t io n .  The le v e l  o f  o v e rla p  where 

th e  p r e d ic to r  i s  b o th  s t a t i s t i c a l l y  s ig n i f ic a n t  and p r a c t i c a l l y  im portan t 

i s  determ ined  by c a lc u la t in g  th e  r a t i o  o f  th e  d if f e r e n c e  between th e  

means o f  th e  tvro groups to  th e  average o f th e  two s tan d a rd  d e v ia t io n s . 

M athem atically , r a t io  (R) i s ;

R =  — , where R =  r a t i obDav

D =  d if f e r e n c e  between th e  means (Mg - M^)

SDav =  average  o f  th e  two s tan d a rd  d e v ia t io n s

(sr»2 + 8D̂ )
2

Once th e  r a t i o  i s  c a lc u la te d ,  th e  c o r re ^ o n d in g  p e rcen tag e  o v e rla p  i s

found by r e f e r r in g  to  T i l t o n 's  E s tim a tio n  o f  P e rcen tag e  O verlap  T able

(F ig u re  3 -4 ) . The v a lu e  o b ta in e d  "can be reg a rd ed  a s  a t h e o r e t i c a l

v a lu e  approxim ating  th e  p e rcen tag e  o v e rla p s  to  be expected  when th e

same t e s t  i s  u sed  in  fu tu r e  s i tu a t io n s  w ith  s im ila r ly  c o n s t i tu te d

groups" (D unnette , 1966, p . 144).

S in ce  th e  o v e r la p , 0 , i s  a p e rc en ta g e , d i r e c t  in te r p r e ta t io n

i s  p o s s ib le .  I f  0 i s  h ig h , th e  a b i l i t y  o f  th e  p re d ic to r  to  s e p a ra te

th e  p o te n t ia l  h igh  and low tu rn o v e r groups i s  low and v ic e  v e rs a .

S p e c if ic a l ly  (D unnette , 1966, p . 149):

, , , i f  s t r i c t l y  used  as  a measure o f  r e la t io n s h ip ,  th e  o v e rlap  
c o e f f ic ie n t  may be in te r p r e te d  roughly  as  fo llo w s: V alues above
80 p e r  c e n t show l i t t l e ,  i f  any, u s e f u l  r e la t io n s h ip ;  th e  accuracy  
o f  c l a s s i f i c a t i o n  i s  too  low. V alues between 50 p e r  c en t and 75 
p e r c en t deno te  f a i r l y  good s e p a ra tio n  between tvro groups and 
u su a lly  denote  a p r a c t i c a l l y  u s e fu l r e la t io n s h ip .  V alues below
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Figure 3-4

T i l to n " s E stim atio n  o f P ercen tage  O verlap Table*

D IFFER

EN C E*
S D „ .

PEnC B N T - 
ACE 

OVER- 
U F ,  0

D IFFER 
EN CE*

S D . r .

P B R C E rrr- 
AGE 

OVER
LAP, 0

DIFFER
EN CE*

S D , r .

PER C EN T. 

ACE 
OVER

LA P, 0
0 . 0 0 0 1 0 0 % 0 .8 8 0 6 6 % 1 .9 4 8 3 3 %
0 .0 2 5 99 0 .9 0 8 65 1 .9 8 9 3 2
0 .0 5 0 9 8  , 0 .9 3 5 6 4 2 .0 3 0 31
0 .0 7 5 97 0 .9 6 3 6 3 2 .0 7 3 3 0  .
0 .1 0 0 9 6 0 .9 9 2 6 2 2 . 1 : 6 2 9
0 .1 2 5 95 1 .0 2 0 6 : 2 : 6 1 2 8
0 . I 5 I 94 1 .0 4 9 6 0 2 .2 0 6 2 7
0 .1 7 6 93 1 .0 7 8 59 2 .2 5 3 2 6
0 .2 0 1 9 » 1 .1 0 7 58 2 .3 0 : 2 5
0 .2 2 6 91 1 .1 3 6 57 2 .3 5 0 2 4
0 .2 5 1 9 0 i i i 6 6 56 2 .4 0 1 2 3
0 .2 7 7 8 9 1 .1 9 7 55 2 .4 5 3 2 2
0 .3 0 a • 8 8 1 .2 2 6 54 2 .5 0 7 21
0 .3 2 7 •87 1 .2 5 6 53- 2 .5 6 3 2 0

0 .3 5 3 8 6 1 .2 8 7 51 2 .6 2 1 19
0 .3 7 8 8 5 1 .3 1 8 51 2 .6 8 2 18
0 .4 0 3 8 4 1-349 5 0 2 .7 4 4 17
0 .4 2 9 8 3 1 .3 8 1 49 2 . 8 : 0 1 6

0 .4 5 5 8 2 1 .4 1 3 4 8 2 .8 7 9 15
0 .4 8 1 81 1 .4 4 5 47 2 .9 5 2 14
0 .5 0 7 8 0 1 .4 7 8 4 6 3 .0 2 8 1 3
0 .5 3 3 79 1 .5 1 1 45 3 .1 1 0 1 2
0 .5 5 9 7 8 1 .5 4 4 44 3 .1 9 6 11
0 .5 8 5 77 1 .5 7 8 43 3 .2 9 0 1 0
0 .6 : 1 7 6 1 .6 :3 4 1 3 .3 9 1 . 9
0 .6 3 7 75 1 .6 4 8 4 1 3 .5 0 1 8
0 .6 6 .) 74 1 .6 8 3 4 0 3 .6 2 4 7
0 .6 9 0 73 1 .7 1 9 39 3 .7 6 2 6
0 .7 1 7 7 2 1 .7 5 6  , 3 8 3 .9 2 0 5
0 .7 4 4 7 : 1 .7 9 3 37 4 .1 0 7 4
0 .7 7 1 7 0 1 .8 3 : 36 4 .3 4 0 3
0 .7 9 8 6 9 1 .8 6 9 35 4 .6 5 3 1 2
0 .8 2 5  • 6 8 1 .9 0 8 34 5 .1 5 2 1
0 .8 5 2 6 7

•  Diflference =  DifTerence between means =  Mi — Mi 

SDit. — Average of the Standard Deviations =
SDi +  SDi

*Source: D unnette , Marvin D. P ersonnel S e le c t io n
and P lacem ent. C a l ifo rn ia :  Wadsworth
P u b lish in g  Company, I n c . ,  1966, p . 143.
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45 p e r  c en t suggest a h ig h ly  u s e fu l  r e la t io n s h ip ,  th e  accuracy 
o f  c l a s s i f i c a t i o n  i s  h igh  and th e  t e s t  o r  m easure may be used 
w ith  confidence  th a t  i t  i s  a v a l id  in d ic a n t o f  th e  behavior 
a g a in s t  which i t  has been compared.

In  t h i s  s tudy , i t  i s  hypo thesized  th a t  th e  w eighted a p p lic a tio n  blank  so

developed w i l l  have th e  power to  se p a ra te  th e  tvro g roups.

V a l id i ty  G e n e ra liz a tio n  

B esides exam ining th e  s t a t i s t i c a l  s ig n if ic a n c e  and p r a c t i c a l  

im portance o f  th e  f in d in g s , i t  i s  a lso  a ta sk  o f  th e  re se a rc h e r  to  examine 

th e  s t a b i l i t y  o f  th e  r e la t io n s h ip .  A v a l id i t y  g e n e ra l iz a t io n  w i l l  be 

c a r r ie d  o u t by app ly ing  th e  w eights on a group o f  f i f t e e n  a p p lic a t io n s  

from each o f  th e  a c t iv e  and in a c t iv e  employees vAio were excluded from 

th e  i n i t i a l  sample an d /o r h ire d  sub seq u en tly . B iographic d a ta  on th e se  

in d iv id u a ls  were to  be fu rn ish e d  by th e  company a f t e r  th e  study  g o t under 

way. The a p p l ic a t io n  b lan k s  w i l l  be sco red  u s in g  th e  w eights e s ta b l is h e d  

and th o se  below  th e  c u t t in g  sco re  w i l l  be c l a s s i f i e d  a s  " p o te n t ia l  s h o r t -  

te n u re "  and th o se  above th e  c u t t in g  sco re  w i l l  be c l a s s i f i e d  as  " p o te n t ia l  

lo n g - te n u re ,"  Turnover d a ta  on th e se  employees w i l l  be compared w ith  th e  

p re d ic te d  outcome. The p e rcen tag e  o v e rlap  measure w i l l  be used  to  d e t e r 

mine th e  e f fe c t iv e n e s s  o f  th e  w eighted a p p lic a t io n  on th e  second v a l id a 

t io n  group.

P a r t  I I ;  Jo b  S a t i s f a c t io n  Survey 

The purpose o f  t h i s  p a r t  o f th e  re se a rc h  i s  to  ev a lu a te  th e  

l e v e l  o f jo b  s a t i s f a c t io n  exp ressed  by th e  employees c u r re n tly  on th e  

p a y ro l l .  There i s  a w idespread assum ption th a t  employees who s ta y  on a 

jo b  a re  im p l ic i t ly  s a t i s f i e d  w ith  th e  jo b . Job  s a t i s f a c t io n  in  t h i s  

case  " r e f e r s  to  th e  p o s i t iv e  o r  n e g a tiv e  a sp e c ts  o f  an in d iv id u a l 's
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a t t i t u d e  toward h is  jo b  o r  some f e a tu re s  o f  th e  jo b "  (G ibson, e t  a l . ,

1973, p , 449). A re c e n t study  p o in te d  o u t th a t  s a t i s f a c t io n  and jo b  

te n u re  a re  n o t p o s i t iv e ly  r e la te d  in  a l l  s i tu a t io n s  and a t  a l l  s k i l l  

le v e ls  (F low ers and Hughes, 1973, pp. 49 -6 0 ), I f  t h i s  were t r u e ,  th e  

s tan d a rd  assum ption about th e  p o s i t iv e  r e la t io n s h ip  between lo n g -te n u re  

and jo b  s a t i s f a c t io n  needs reex am in a tio n . The a c tio n -d e c is io n s  aimed 

a t  reducing  tu rn o v e r iv i l l  c a l l  fo r  more ta ilo r-m a d e  approaches th an  

some o f  th e  g e n e ra l ly  accep ted  p r a c t ic e s .  More l i g h t  cou ld  be shed in  

t h i s  d i r e c t io n  by a lso  exam ining th e  reaso n s  why th e se  employees s ta y  

w ith  th e  company. T h e re fo re , in  a d d itio n  to  examining th e  l e v e l  o f  jo b  

s a t i s f a c t io n ,  in  P a r t  I I I  o f t h i s  study  th e  reaso n s  fo r  s ta y in g  w ith  

th e  company were examined. W ith th e se  two a d d i t io n a l  in s ig h ts  to  su p p le 

ment th e  w eighted a p p lic a t io n  b lank  f in d in g s , i t  i s  expected  th a t  th e  

f in d in g s  o f  t h i s  s tu d y  v d l l  make b o th  t h e o r e t i c a l  and p r a c t i c a l  c o n tr ib u 

t io n s  o f  r e a l  s ig n if ia n c e .

Survey In strum en t 

The C o rn e ll Jo b  D e sc r ip tiv e  Index , f re q u e n tly  id e n t i f i e d  by i t s  

acronym JD I, was chosen fo r  t h i s  p a r t  o f  th e  re se a rc h . A sample o f  t h i s  

in s tru m en t i s  p re se n te d  in  Appendix C. The c r i t e r i a  a p p lie d  in  fav o rin g  

th e  JDI over o th e r  jo b  s a t i s f a c t io n  in v e n to r ie s  were as  fo llo w s:

1 . The in s tru m en t must be a b le  to  m easure v a r io u s  elem ents 

r a th e r  th an  th e  g lo b a l m easure o f  jo b  s a t i s f a c t i o n  so t h a t  s p e c i f ic  a sp e c ts  

o f  th e  jo b  and i t s  environm ent cou ld  be s tu d ie d  and an aly zed . The JDI 

m easures s a t i s f a c t i o n  w ith  th e  Work (c o n te n t) . S u p e rv is io n , Pay, Prom otions, 

and Co-Workers, W hile th e se  a re  n o t ex h au s tiv e  o f  th e  v a r io u s  a sp e c ts  o f
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any jo b ,  th ey  d e a l w ith  some o f  th e  m ajor a sp e c ts  o f  th e  jo b ,  Herzberg, 

(1959) in  h i s  m o tiv a tio n -h y g ien e  concep t i d e n t i f i e s  f a c to r s  on th e  jo b  

th a t  account f o r  jo b  s a t i s f a c t i o n  and jo b  d i s s a t i s f a c t i o n .  M otiva ting  

f a c to r s  in c lu d e  achievem ent, re c o g n itio n  fo r  accom plishm ent, ch a llen g in g  

■vrork, in c re a se d  r e s p o n s ib i l i ty ,  and growth and developm ent. These m ight 

be r e s ta te d  a s  f a c to r s  in h e re n t in  \iha.t one does in  h i s  jo b .  F a c to rs  

th a t  cause jo b  d i s s a t i s f a c t i o n  in c lu d e  conpany p o lic y , su p e rv is io n , 

vrorking c o n d itio n s , in te rp e r s o n a l  r e la t io n s ,  money, s t a tu s  and s e c u r i ty .  

These make up. th e  environm ent in  which one works. Both s e t s  o f  f a c to r s  

a re  e s s e n t i a l  in  any vrork s i tu a t io n .

Flow ers and Hughes (1973) look a t  th e  vrork s i tu a t io n  from a d i f 

f e r e n t  a n g le - - th e  re a so n s  f o r  p eo p le  s tay in g  on a jo b .  They c i t e  m o ti

v a t io n a l  ( jo b  c o n te n t) ,  m ain tenance (h y g ien e), and e x te rn a l  environm ental 

re a so n s . The f i r s t  tvro s e t s  o f  reaso n s d e a l vd,th th e  m o tiv a tin g  and 

m ain tenance f a c to r s  in  H e rz b e rg 's  tw o -fa c to r  th e o ry .

The L ik e r t  In s tru m en t f o r  Determ ining th e  O rg a n iz a tio n a l P r o f i le  

has th e se  m ajo r e lem en ts  o f  en q u iry ; le a d e rsh ip  p ro c e s s , c h a ra c te r  o f  

m o tiv a tio n a l fo r c e s ,  c h a ra c te r  o f  communication p ro c e ss , c h a ra c te r  o f  i n 

te r a c t io n - in f lu e n c e  p ro c e ss , c h a ra c te r  o f  d e c is io n  making p ro c e ss , c h a rac 

t e r  o f  g o a l s e t t in g  o r  o rd e r in g , c h a ra c te r  o f  c o n tro l  p ro c e ss , and p e r 

formance g o a ls  and t r a in in g  (G ibson, e t  a l , , 1971, pp , 258-272), The 

above In stru m en t which i s  more e x ten s iv e  a lso  d e a ls  w ith  e s s e n t i a l ly  th e  

same a re a s  o f  jo b  s a t i s f a c t i o n  a s  th e  Jo b  D e sc r ip tiv e  Index  and th e  

co n cep ts  advanced by H erzberg , F low ers, Hughes, and o th e r s .

The f iv e  a re a s  which th e  Job  D e sc r ip tiv e  Index  m easures can be 

co n sid e red  a s  r e le v a n t  a re a s  o f  jo b  s a t i s f a c t io n .  The management 

was p a r t i c u l a r ly  concerned about th e  f e e l in g s  o f  i t s  employees w ith  re s p e c t
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to  t h e i r  s u p e rv is io n , vork , and pay.

2, The p la n t  management r a te d  th e  o v e r a l l  e d u c a tio n a l le v e l  o f 

i t s  employees a t  about e leven  y ea rs  and exp ressed  concern about th e  a b i l 

i t y  o f  i t s  employees to  com plete such in s tru m e n ts . The focus was on an 

in s trum en t t h a t  d id  n o t r e q u ire  a h igh  v e rb a l le v e l  to  answer and a t  th e  

same tim e was b o th  v a l id  and in te r n a l ly  c o n s is te n t .  On a l l  th e se  coun ts 

th e  Job  D e sc r ip tiv e  Index was fav o red . The JDI does n o t ask th e  r e s 

pondent to  make a b s t r a c t io n s  o r  r e f o n d  to  long sen te n c es  w ith  s e v e ra l  

q u a l i f ic a t io n s ;  i t  a sk s  th e  p a r t i c ip a n ts  to  respond to  words o r  p h ra ses  

d e s c r ip t iv e  o f  s p e c i f ic  a sp e c ts  o f  th e  jo b .

The item s in  each o f  th e  f iv e  a re a s  o f  jo b  s a t i s f a c t io n  have

in te r n a l  c o n s is te n c y  r e l i a b i l i t i e s  ran g in g  from .80 to  ,88 (Sm ith, 1974,

p . 278; Cox and S tick n e y , 1975, p , 2 ) , W ith re s p e c t  to  th e  a p p l ic a b i l i ty

o f  th e  JDI to  m easure jo b  s a t i s f a c t io n .  Sm ith (1974, p , 279) n o te s  th a t :

Thus f a r ,  th e  JDI has been ad m in is te red  to  o v e r two thousand 
employees in  more than  tw enty  d i f f e r e n t  companies in  a number 
o f  d i f f e r e n t  ty p e s  o f  communities and geograph ic  lo c a t io n s  in  
th e  U n ited  S ta te s .  The JDI s c a le s  have shown s u b s ta n t ia l  r e 
la t io n s h ip  to  in d iv id u a l ,  company, and community c h a r a c te r i s 
t i c s .

According to  Vroom (1964, p , 100) th e  JDI " i s  w ith o u t doubt th e  most 

c a r e f u l ly  c o n s tru c te d  m easure o f  jo b  s a t i s f a c t i o n  in  e x is te n c e  to d a y ,"

The JDI l ik e w ise  i s  one o f  th e  most f r e q u e n tly  u sed  in s tru m e n ts  (G lueck, 

1974, p . 6 0 ),

3 , S in ce  th e  employees were to  be re le a s e d  o f  t h e i r  d u t ie s  to  

p a r t i c ip a te  in  th e  survey  and th e  amount o f  tim e a v a i la b le  was l im ite d ,  

th e  in s tru m en t was n o t to  re q u ire  a g r e a t  d e a l o f tim e to  com plete. The 

JDI ta k e s  between f i f t e e n  and tw enty m inu tes to  com plete.
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R esearch  Q uestions 

The fo llo w in g  r e s e a r c h .q u e s tio n s  w i l l  be examined in  t h i s  p a r t :  

R esearch Q uestion  I I I ( A ) :  To in v e s t ig a te  w hether th e  c u rre n t

employees a re  s a t i s f i e d  w ith  t h e i r  work. 

R esearch  Q uestion  I I I{ B ) : To in v e s t ig a te  w hether th e  c u rre n t

employees a re  s a t i s f i e d  w ith  t h e i r  

su p e rv is io n ,

.R esearch  Q uestion  I I I ( C ) :  To in v e s t ig a te  w hether th e  c u rre n t

enployees a re  s a t i s f i e d  w ith  t h e i r  pay . 

R esearch  Q uestion  I I I ( D ) :  To in v e s t ig a te  # ie th e r  th e  c u rre n t

enployees a re  s a t i s f i e d  w ith  t h e i r  

p rom otions.

R esearch Q uestion  I I I ( E ) :  To in v e s t ig a te  w hether th e  c u rre n t

employees a re  s a t i s f i e d  w ith  t h e i r  

co-w orkers.

Sample and Procedure 

The sample f o r  t h i s  p a r t  o f  th e  study  c o n s is te d  o f  a l l  p la n t  

employees (100 p e r  c e n t p a r t i c ip a t io n )  in  th e  company on November 27, 1974, 

The C o rn e ll Jo b  D e sc r ip tiv e  Index  was ad m in is te red  to  th e  workers on th e  

above d a te .  T h is  d a te  was chosen a f t e r  c o n su lta tio n  w ith  th e  p la n t  mana

gement as  i t  was expected  to  have a l l  employees p re se n t on t h i s  day l e s t  

th e y  lo se  t h e i r  h o lid a y  pay f o r  th e  fo llow ing  two day s. There was one 

hundred p e r  c en t a tten d an ce  on th e  day th e  in strum en t was ad m in is te red .

The s e v e n ty -th re e  employees in  th e  f i r s t  s h i f t  were r e l ie v e d  o f  

t h e i r  d u t ie s  a t  2:45 p.m . in  o rd e r  to  p ro v id e  them ample tim e to  com plete 

th e  in s tru m en ts  b e fo re  c lo s in g  a t  3:30 p.m . The second s h i f t  em ployees.
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numbering tw enty-tw o, were made a v a ila b le  a t  th e  beg inn ing  o f  th a t  s h i f t  

a t  4;00 p.m . The in s tru m en t was ad m in is te red  to  a t o t a l  o f  n in e ty - f iv e  

employees.

The responden ts  were req u es ted  to  p ro v id e  c e r ta in  b io g rap h ic  and 

employment d a ta  a s  o u tl in e d  on th e  th i r d  page o f  Appendix D. They were 

a lso  re q u ested  to  o f f e r  any comments about th e  survey  an d /o r any o th e r  

a sp e c ts  o f  t h e i r  jo b s .  I n s t r u c t io n s  on com pleting th e  q u e s tio n n a ire  were 

read  to  th e  re sp o n d en ts . An overhead p ro je c to r  and tra n s p a re n c ie s  were 

used  to  i l l u s t r a t e  th e  manner in  which one cou ld  com plete th e  survey 

in s tru m e n t. The w r i te r  p e rs o n a lly  ad m in is te red  th e  in s tru m en t to  th e  

w orkers in  b o th  s h i f t s .  No one from management was p re s e n t  du rin g  th e se  

p e r io d s .

D ata A n a ly sis

The JDI m easures s a t i s f a c t io n  w ith  f iv e  m ajor a sp e c ts  (s c a le s )  o f  

th e  jo b ;  (1) Work, (2) S u p e rv is io n , (3) Pay, (4) Prom otions, and (5) Co- 

Workers (Appendix C ). Each o f  th e se  s c a le s  i s  in ten d ed  to  e l i c i t  re sp o n ses  

to  v a r io u s  dim ensions o f  th e  jo b . On th e  Work s c a le , th e  jo b  h o ld er 

d e s c r ib e s  h is /h e r  jo b  a s  " f a s c in a t in g ,"  " r o u t in e ,"  " s a t i s f y in g ,"  " b o r in g ,"  

"good ,"  and in  o th e r  s im ila r  d e s c r ip t iv e  p h ra se s . Three o f  th e se  s c a le s — 

Work, S u p e rv is io n , and Co-W orkers--have e ig h te en  d e s c r ip t iv e  p h ra ses  each . 

The o th e r  two s c a le s - -P a y  and P rom otions--have n in e  d e s c r ip t iv e  p h ra ses  

each . These p h ra se s  d e a l  w ith  fa v o ra b le  and u n fav o rab le  a t t r i b u t e s  o f  th e  

v a rio u s  a sp e c ts  o f  th e  jo b .  The responses to  each o f  th e se  p h ra ses  cou ld  

be " y e s ,"  "n o ,"  o r  "?"  "Yes" to  a p o s i t iv e  item  ( fa s c in a tin g )  and "no" 

to  a n e g a tiv e  item  ( f r u s t r a t in g )  in d ic a te  a fa v o ra b le  a t t i t u d e ,  A "?" 

to  any item  means e i th e r  th a t  th e  item  does n o t d e sc rib e  th a t  a sp ec t o f
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th e  jo b ,  an in d if fe r e n c e  to  th e  item , o r  t h a t  th e  p e rso n  cou ld  n o t d e c id e . 

Responses to  surveys u s in g  th e  above method a re  u s u a lly  sco red  u s in g  th e  

t r a d i t i o n a l  w eigh ts shown in  F ig u re  3 -5 , The d ev e lo p e rs  o f  th e  JDI have 

s t a t i s t i c a l l y  determ ined  t h a t  th e  re v is e d  w eigh ts  shown in  F ig u re  3-5 

would improve th e  d i s t r i b u t io n  o f  sco res  (Sm ith, 1969, pp . 79-80) and have 

recommended th e  u se  o f  th e  re v is e d  w eig h ts . In  o rd e r  to  m a in ta in  compa

r a b i l i t y  w ith  th e  o b se rv a tio n s  made h e re to fo re  by  th e  a u th o rs  o f  th e  JD I, 

th e  re v is e d  w eigh ts w i l l  be  used  in  t h i s  s tu d y .

S coring  th e  JDI was c a r r ie d  ou t by e n te r in g  m anually  on th e  

com pleted q u e s tio n n a ire  th e  v a lu e s  acco rd ing  to  th e  r e v is e d  w e ig h ts .

These v a lu e s  were then  key-punched on d a ta  c a rd s  f o r  f u r th e r  ta b u la 

t io n .  Item s f o r  which no response  was g iven  were t r e a te d  a s  "?"  and hence 

a  w eight o f  "1" was g iv en , c o n s is te n t  w ith  th e  p r a c t ic e  employed by th e  

a u th o rs  o f  th e  JD I, S co res were th en  summed by com puter. In  th e  case  

o f  th e  sco res  on Pay and Prom otions, th e  t o t a l  sc o re s  a re  doubled a s  

suggested  by th e  a u th o rs  so t h a t  a l l  f iv e  v a r ia b le s  have th e  same th e o 

r e t i c a l  maximum sco res  which a re  com parable,

When an a ly z in g  and in te r p r e t in g  th e  sco res  in  t h i s  ty p e  o f  survey 

th e  re se a rc h e r  may want to  u se  one o f  a number o f  p o s s ib le  b ases  fo r  

com parison (Sm ith, e t ,  a l , , 1969, p , 8 1 ), The th e o r e t i c a l  maximum sco re  

p o s s ib le  i s  54 on each s c a le ,  i f  a l l  p o s i t iv e  item s a re  endorsed in  th e  

a f f irm a tiv e  and a l l  th e  n e g a tiv e  item s a re  endorsed in  th e  n e g a tiv e . Or 

i t  may be th a t  th e  p o in ts  o f  in d if fe r e n c e  may be u sed . The in d if fe r e n c e  

p o in t  i s  18, th e  sco re  p o s s ib le  i f  a  p e rso n  were to  answer each item  

w ith  a q u estio n  mark. The s t a t i s t i c a l l y  expected  sc o re s  from a b a lanced  

a t t i t u d e  r e s u l t in g  in  eq u a l p r o b a b i l i t i e s  o f  endorsing  fa v o ra b le  and un

fa v o ra b le  item s would be 27 each in  th e  f iv e  s c a le s .  L ikew ise, th e  a u th o rs
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F ig u re  3-5

T r a d i t io n a l  and R ev ised  W eights fo r  
D ire c t S co rin g  o f  JDI Item s*

Response W eights
" T ? â a i t î ô n â î " R ë v ïs ia

Yes to  a p o s i t iv e  item 3 3

No to  a n e g a tiv e  item 3 3

? to  any item 2 1

Yes to  a n e g a tiv e  item 1 0

No to  a  p o s i t iv e  item 1 0

♦Source: P a t r i c i a  C ain Sm ith, e t  a l .  The
Measurement o f  S a t i s f a c t io n  in  
Work and R e tirem en t. (Chicago, 
I l l i n o i s :  The Rand McNally & Co.)
1969, po79.
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o f  th e  JDI have e m p ir ic a lly  e s ta b l is h e d  equated  n e u tr a l  p o in ts  o f  26, 22, 

20, 33, and 32, r e s p e c t iv e ly ,  f o r  Work, Pay, P rom otions, S u p e rv is io n , 

and Co-Workers s c a le s .  These d i f f e r e n t  expected  sco re s  under v a rio u s  

assum ptions a re  summarized in  F ig u re  3 -6 .

T h is  p a r t  o f  th e  study  i s  concerned w ith  d e term in ing  w hether th e  

employees surveyed a re  s a t i s f i e d  o r  d i s s a t i s f i e d  w ith  th e  v a rio u s  dimen

sio n s  o f  t h e i r  jo b s .  G iven th e  e m p ir ic a lly  equated  n e u t r a l  p o in ts ,  i t  i s  

p o s s ib le  to  say th a t  i f  w orkers on th e  average  sco re  below th e  n e u tr a l  

p o in t  in  any g iv en  s c a le ,  th ey  a re  d i s s a t i s f i e d  w ith  th a t  p a r t  o f  th e  jo b  

and i f  th ey  sco re  above th e  n e u t r a l  p o in t ,  th ey  a re  s a t i s f i e d  w ith  th a t  

p a r t  o f  th e  jo b .  T h is  i s  c o n s is te n t  w ith  th e  approach tak en  by th e  au th o rs  

o f  th e  JD I. Thus, th e  equated  n e u t r a l  p o in ts  were th e - b a s is  o f  comparison 

in  t h i s  s tu d y . The raw sc o re s  in  each s c a le  were grouped in to  p o s i t iv e  

(above th e  equated  n e u t r a l  p o in t ) ,  n e u t r a l  (equa l to  th e  equated  n e u tr a l  

p o in t ) ,  and n e g a tiv e  (below  th e  equated  n e u t r a l  p o in t ) .  The number o f  

in d iv id u a ls  in  each group was th en  co n v erted  to  p e rc en ta g e s  o f  peop le  

responding  in  each c a te g o ry .

An o v e r a l l  m easure o f  s a t i s f a c t i o n  was de term ined  to  show th e  

e f f e c t  th e  n e g a tiv e  a re a s  had on th e  p o s i t iv e  a re a s  in  te rm s o f  o v e ra l l  

jo b  s a t i s f a c t io n .  The r a t io n a le  i s  th a t  i t  i s  p o s s ib le  fo r  a  p erson  to  

be d i s s a t i s f i e d  w ith  p a r t  o f  th e  jo b  b u t a t  th e  same tim e have some degree 

o f  o v e r a l l  s a t i s f a c t io n  w ith  th e  jo b  (House and Wigdor, 1967, pp . 368-369; 

Cox and S tick n e y , 1975, p .  2 ) ,  The in te r p r e ta t io n  w i l l  be s t r i c t l y  on 

th e  b a s is  o f  th e  p e rc en ta g e s  in  p o s i t iv e ,  n e g a tiv e , and n e u t r a l  c a te g o r ie s .

S in ce  th e  e n t i r e  p o p u la tio n  p a r t ic ip a te d  in  t h i s  su rvey , any 

f in d in g  would be s ig n i f i c a n t ,  hence no a ttem p t was made to  t e s t  th e  s t a 

t i s t i c a l  s ig n if ic a n c e  o f  th e  f in d in g s .  C onsequently , th e  f in d in g s  to  be
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F ig u re  3-6

JDI E xpected S co res under V arious Assumptions*

Expected S cores under Assumption o f
S ca le Maximum

Score In d if fe re n c e
Balanced
A tti tu d e

Equated 
N eu tra l P o in t

Work 54 18 27 26

Pay 54 18 27 22

Prom otions 54 18 27 20

S u p erv is io n 54 18 27 33

Co-Workers 54 18 27 32

*Adapted from P a t r i c i a  C ain Sm ith, e t  a l .  The Measurement o f  S a t is f a c t io n  
in  Work and R e tirem en t. (Chicago, I l l i n o i s ;  The Rand. 
McNallay Company), 1969, p . 81.



97

re p o rte d  in  co n nec tion  w ith  t h i s  su rvey  w i l l  be enum erative than  i n 

f e r e n t i a l .

P a r t  I I I ;  Reasons f o r  S tay in g  Survey

• T h is  p a r t  o f  th e  re s e a rc h  fo cu ses  on th e  rea so n s  c i te d  by th e  

c u rre n t employees o f  th e  company f o r  s ta y in g  w ith  th e  company. The 

ra t io n a le  behind  t h i s  l i e s  in  th e  re c e n t study  conducted by Flow ers and 

Hughes (1973) which i s  t r e a te d  a t  le n g th  in  th e  c h a p te r  on "Review o f 

L i te r a tu r e ."

In  P a r t  I I  o f  t h i s  s tu d y , th e  l e v e l  o f  jo b  s a t i s f a c t io n  expressed  

by th e  c u r re n t  employees was examined. I t  was a lso  p o in te d  o u t e a r l i e r  

t h a t  jo b  s a t i s f a c t io n  and jo b  te n u re  may n o t be r e la te d  p o s i t iv e ly  in  a l l  

s i tu a t io n s .  I t  i s  n o t c e r t a in  a t  t h i s  p o in t  w hether t h i s  phenomenon i s  

t r u e  in  t h i s  c a se . Knowing th e  reaso n s  f o r  s ta y in g , namely m o tiv a tio n a l, 

m aintenance, a n d /o r e x te rn a l  env ironm enta l, a d d it io n a l  i l lu m in a tio n  can 

be shed on  th e  jo b  s a t i s f a c t i o n  survey  f in d in g s  and p ro v id e  a more 

com plete a n a ly s is  o f  th e  problem .

Survey In strum en t 

A survey  in s tru m en t developed by Flow ers and Hughes in  c o lla b o 

r a t io n  w ith  M, S c o tt  Meyers was chosen f o r  t h i s  p a r t  o f  th e  s tu d y . T h is 

in s tru m en t, e n t i t l e d  Wiy Do You S tay  At Your Company? i s  p re se n te d  in  

Appendix D. In  d ec id in g  on u s in g  t h i s  in s tru m en t, i t  was n o t a cho ice  

a s  to  t h i s  one over an o th er s im ila r  in s tru m e n t. As b e s t  as  cou ld  b e .d e 

term ined , t h i s  was th e  o n ly  in s tru m en t o f  t h i s  ty p e  a v a i la b le  a t  th e  tim e 

i t  was a d m in is te red . There was an o th er ch o ice , th a t  o f  develop ing  a 

s im ila r  in s tru m en t, b u t i t  was n o t w ith in  th e  scope o f  t h i s  re se a rc h .
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The f in d in g s  rev ea led  by i t s  d ev e lo p e rs  in  t h e i r  study  appeared q u i te  

re le v a n t  to  th e  problem  a t  hand. Under th e se  c ircu m stan ces , i t  was 

d ecided  to  ad m in is te r t h i s  in s tru m en t a ls o .

T h is in s tru m en t has s ix ty  item s d e a lin g  w ith  th re e  ty p e s  o f  

reaso n s fo r  s tay in g  w ith  th e  company: (1) m o tiv a tio n a l, (2) m ain tenance,

and (3) e x te rn a l env ironm enta l. These have been d e fin ed  in  C hapter I ,  

There a re  eleven  item s d e a lin g  w ith  m o tiv a tio n a l re a so n s , n in e  items, 

d e a lin g  w ith  m aintenance rea so n s , and f o r ty  d e a lin g  w ith  e x te rn a l  en v iro n 

m ental reasons f o r  s ta y in g  w ith  th e  company. A breakdown o f  th e  q u e s tio n s  

by q u e s tio n  number and by ty p es  o f  reaso n s  appeals in  Appendix E. Each 

s ta tem en t has th re e  p o s s ib le  re sp o n ses: " s t io n g ly  a g re e ,"  "m ild ly  a g re e ,"

and "do no t a g re e ."

R esearch Q uestions 

The re se a rc h  q u e s tio n s  d e a lin g  w ith  t h i s  p a r t  o f  th e  s tu d y  a re : 

Research Q uestion  I I I ( F )  To in v e s t ig a te  w hether th e  c u r re n t

employees rem ain w ith  th e  company fo r  

m o tiv a tio n a l re a so n s .

R esearch Q uestion  I I I(G ) To in v e s t ig a te  w hether th e  c u r re n t

employees rem ain w ith  th e  company fo r  

m aintenance (hygiene) re a so n s .

R esearch Q uestion  II I(H ) To in v e s t ig a te  w hether th e  c u r re n t

employees remain w ith  th e  company fo r  

e x te rn a l  environm ental re a so n s .

Sample and Procedures 

The sample and p rocedures used  to  c o l l e c t  d a ta  fo r  t h i s  p a r t
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o f  th e  s tu d y  were th e  same a s  in  P a r t  I I .  The survey  in s tru m en t 

"Why Do You S tay  At Your Company? was ad m in is te red  to  th e  p a r t i c ip a n t s .

D ata  A n a ly sis

The resp o n ses  to  th e  s ix ty  q u e s tio n s  (reaso n s) were key-punched 

on IBM d a ta  c a rd s  fo r  ta b u la t io n  p u rp o se s . These were th en  summarized 

by th e  number and p e rc en ta g e s  o f  resp o n ses  to  each q u e s tio n .

For p u rp o ses  o f  t h i s  s tu d y  c h a ra c te r iz e d  by i t s  e x p lo ra to ry / in 

v e s t ig a t iv e  n a tu re ,  th e  to p  te n  re a so n s  f o r  s ta y in g  w ith  th e  company m ost 

f r e q u e n tly  c i t e d  by th e  employees w i l l  be examined. Each o f  th e se  reaso n s  

w i l l  be examined in  th e  l i g h t  o f  th e  f in d in g s  in  P a r ts  I  and I I  o f  t h i s  

s tu d y . In  a d d i t io n , th e  f in d in g s  w i l l  be  compared and c o n tra s te d  w ith  

th e  Flowers-Hughes (1973, p . 53-54) f in d in g s  which showed th a t

. . . lo w - s k i l l  m anufactu ring  sn p lo y ees  s ta y  p r im a r i ly  f o r  m ain
ten an ce  o r  env ironm enta l re a so n s , many r e l a t in g  to  th e  nonvrork 
environm ent. Seven o f  t h e i r  to p  te n  rea so n s  r e l a t e  to  th e  ex 
t e r n a l  environm ent - fo r  example, " I  w o u ld n 't want to  r e b u ild  
th e  b e n e f i ts  th a t  I  have now" and " I  have fam ily  r e s p o n s ib i l i 
t i e s , "  T h e ir  two o u ts ta n d in g  rea so n s  f o r  s ta y in g  th a t  r e l a t e  
to  th e  in t e r n a l  environm ent a re  f r in g e  b e n e f i ts  and jo b  
s e c u r i ty .

As i n  th e  case  o f  th e  Job  S a t i s f a c t io n  Survey, th e  e n t i r e  popu

l a t i o n  took p a r t  in  t h i s  su rvey  a ls o .  Given t h i s ,  p lu s  th e  e x p lo ra to ry  

n a tu re  o f  t h i s  s tu d y , no a ttem p t was made to  determ ine  th e  s t a t i s t i c a l  

s ig n if ic a n c e  o f  th e  f in d in g s . T h e re fo re , th e  f in d in g s  r e l a t i v e  to  t h i s  

p a r t  o f  th e  s tudy  w i l l  be p u re ly  enum erative in s te a d  o f  i n f e r e n t i a l .

T e n ta tiv e  Expected F ind in g s

The t e n ta t iv e  f in d in g s  drawn h e re  a re  p re d ic a te d  on th re e  

f a c to r s :  th e  rev iew  o f  l i t e r a t u r e  p re se n te d  in  th e  p reced in g  c h a p te r ,

th e  o rg a n iz a tio n a l  v a r ia b le s  id e n t i f i e d  to  t h i s  p o in t ,  and th e
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o b se rv a tio n s  made by a random ly s e le c te d  group o f  th i r t e e n  employees 

in  a b a s ic a l ly  n o n d ire c tiv e  in te rv ie w  h e ld  a t  th e  p la n t  p r io r  to  th e  

form al commencement o f  t h i s  r e s e a rc h . The s u b je c ts  were b r ie fe d  on th e  

purpose o f  th e  in te rv ie w  which was to  f in d  o u t th e  problem  behind th e  

heavy tu rn o v e r and ab sen tee ism . A wide range o f  re a so n s  were c i te d ;  

d i f f i c u l t  and b o rin g  jo b , placem ent’ o f new w orkers a t  th e  f i n a l  

assem bly s tag e  which i s  a  m achine-paced o p é ra tio n , lack  o f  u n d ers tan d in g  

on th e  p a r t  o f th e  s u p e rv iso r s , ex p ec tin g  too much from new employees, 

lack  o f  co o p era tio n  among su p e rv iso rs  and th e  v a rio u s  departm en ts, 

overtim e p o lic y , s a f e ty  r e g u la t io n s ,  pay, and poor o r ie n ta t io n .  These 

employees were a lso  com plim entary about th e  in fo rm al atm osphere in  th e  

p la n t ,  m anagem ent's a t t i t u d e  tow ard them, and th e  b e t t e r  th an  average 

wages. On b a lan ce , th e  fo reg o in g  f a c to r s  p a in t  a p ic tu r e  c o n tra ry  to  

lA at appeared  on th e  su rfa c e  a t  f i r s t .

I t  i s  expec ted  th a t  th e  re s e a rc h  w i l l  le a d  to  id e n t i fy in g  

background in fo rm atio n  hav ing  th e  p o te n t i a l  to  s e p a ra te  lo n g -te n u re  

and s h o r t- te n u re  employees p r i o r  to  employment and to  th e  developm ent 

o f  a w eighted a p p l ic a t io n  b lan k  hav ing  b o th  s t a t i s t i c a l  s ig n if ic a n c e  

and p r a c t i c a l  u t i l i t y .  I t  i s  f u r th e r  expected  th a t  th e  d i f f e r e n t i a t i n g  

c h a r a c te r i s t i c s  w i l l  c e n te r  around such f a c to r s  as  age, m a r i ta l  s t a tu s ,  

number o f  dependents, e d u c a tio n , and p r io r  ex p erien ce  (R esearch 

Q uestions I  and I I ) .

I n  th e  a re a  o f  jo b  s a t i s f a c t i o n  (R esearch Q uestions I I I :  A, B, 

C, D, and E) th e  a n t ic ip a te d  outcome i s  fo r  th e  onployees to  show le s s  

s a t i s f a c t io n  w ith  t h e i r  v o rk , s u p e rv is io n , pay, and prom otions, and 

r e l a t i v e ly  h ig h e r s a t i s f a c t io n  v a th  t h e i r  co -w orkers. Given th a t  jo b  

s a t i s f a c t io n  and jo b  te n u re  a re  n o t n e c e s s a r i ly  p o s i t iv e ly  r e la te d  in
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s i tu a t io n s ,  and a lso  g iv en  th e  p o s s ib i l i t y  th a t  people ( e s p e c ia l ly  low- 

s k i l l  m anufacturing  employees) may co n tin u e  on th e i r  jo b s  in  s p i te  o f  

low s a t i s f a c t io n  w ith  th e  same, th e se  employees a re  l ik e ly  to  favo r 

e x te rn a l environm ental reaso n s fo r  t h e i r  s ta y in g  ra th e r  than  m o tiv a 

t io n a l  an d /o r m aintenance reaso n s (R esearch Q uestions I I I ;  F , G, and H),

Summary and C onclusions 

T h is c h a p te r  has s e t  f o r th  in  d e t a i l  th e  re se a rc h  methodology 

fo r  t h i s  s tu d y . For th e  sake o f  c l a r i t y  and o rd e r , th e  re sea rc h  i s  

d iv id ed  in to  th re e  p a r t s .  However, th e se  do have a common bond in  th a t  

they  a re  aimed a t  d isc o v e rin g  a number o f f a c to r s  th a t  can in f lu e n c e  

employee tu rn o v e r and r e te n t io n .

The th re e  p a r t s  o f  th e  re se a rc h  a re  brought to g e th e r  in  

C hapter IV in  th e  form o f  r e s u l t s  and f in d in g s . These a re  analyzed  and 

in te rp re te d  to  p ro v id e  an in te g ra te d  view  o f  th e  s i tu a t io n .



CHAPTER IV ■

RESULTS OF THE STUDY 

In tro d u c tio n

Tills study  was designed  w ith  th re e  b road  purposes;

1. To in v e s t ig a te /e x p lo re  th e  d if f e r e n c e  between lo n g -ten u re  and 

sh o r t- te n u re  employees w ith  re sp e c t to  t h e i r  b iographic-dem ographic back

grounds and to  id e n t i f y  th o se  a t t r i b u t e s  c h a r a c te r i s t i c  o f  lo n g -ten u re  

employees. Based on t h i s ,  a w eighted a p p lic a t io n  blank  was developed

and c ro s s -v a lid a te d  f o r  th e  company which served  a s  th e  source o f  d a ta  fo r  

t h i s  s tudy .

2. To in v e s t ig a te /e x p lo re  th e  le v e l  o f  jo b  s a t i s f a c t io n  o f  th o se  

employees Wio have co n tin u ed  th e i r  membership w ith  th e  company.

3. To in v e s t ig a te /e x p lo re  th e  reaso n s  m ost f re q u e n tly  s ta te d  by 

th e se  employees fo r  t h e i r  s ta y in g  w ith  th e  company.

The main th r u s t  o f t h i s  th ree -p ro n g ed  in v e s t ig a t io n  was to  e s 

t a b l i s h  th e  f a c t  th a t  th e re  a re  s ig n i f ic a n t  d if f e r e n c e s  in  the  b io g rap h ic  

make-up o f  p eop le  who ten d  to  q u i t  and th o se  who s ta y  on a jo b . An ad 

d i t io n a l  dim ension was to  examine th e  p o s s i b i l i t y  th a t  th o se  who co n tin u ed  

to  s ta y  w ith  th e  company d id  n o t do so f o r  reaso n s o f  s a t i s f a c t io n  w ith  

th e  jo b  and th e  jo b  environm ent bu t fo r  e x te rn a l environm ental p re s s u re s  

such a s  fam ily  r e s p o n s ib i l i t i e s ,  lack  o f o p p o rtu n ity  elsew here, low 

ed u ca tio n , age, and o th e r  lo c a l  I n te r e s t s .
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T his in v e s t ig a t io n  was c a r r ie d  o u t in  a th r e e - p a r t  re se a rc h  

s tudy . P a r t  I  d e a l t  w ith  a n a ly s is  o f  b io g rap h ic  d a ta , developm ent o f  

w eighted a p p lic a tio n  b lank  and double c ro s s -v a l id a t io n  o f th e  w eighted 

a p p lic a t io n  b lank . P a r t  I I  o f  th e  re s e a rc h  focused on th e  l e v e l  o f  s a t i s 

fa c t io n  expressed  by th o se  who s tay ed  on th e i r  jo b s . The C o rn e ll Job  

D e sc rip tiv e  Index (JDI) was used fo r  t h i s  purpose. S a t i s f a c t io n  w ith  f iv e  

a sp e c ts  o f th e  jo b  were examined; Work, S u p erv is io n , Pay, P rom otions, and 

Co-Workers. In  P a r t  I I I ,  th e  reaso n s c i te d  ty  th e  c u rre n t employees fo r  

t h e i r  co n tin u in g  on th e  jo b  were in v e s t ig a te d , u s in g  th e  survey  in s tru m en t 

Why Do You S tay  a t  Your Company? T h is  r e l a t iv e ly  new in stru m en t was d e 

veloped by Flowers and Hughes (1973) and was used in  t h e i r  s tu d y  in v o lv in g  

406 employees in  th re e  p la n ts .  In  t h i s  p ro je c t ,  i t  was used  to  determ ine  

v iie ther th e  c u rre n t employees s tay ed  w ith  th e  company fo r  M o tiv a tio n a l, 

M aintenance (H ygiene), a n d /o r E x te rn a l Environm ental re a so n s . The r e s u l t s  

o f  t h i s  m u lt i- fa c e te d  s tu d y  a re  p re se n te d  and d iscu ssed  in  t h i s  c h a p te r .

R esu lts : P a r t  I  - A n a ly s is  o f  B io g rap h ica l Data -
Development o f  W eighted A p p lica tio n  Blank 

and Double C ro ss-V a lid a tio n

The sample f o r  t h i s  p a r t  o f  th e  study  c o n s is te d  o f a t o t a l  o f  

203 form er and c u rre n t employees in  a  m anufacturing  p la n t .  The form er 

employees were c l a s s i f i e d  a s  I n a c t iv e  and th e  c u rre n t employees were 

c l a s s i f i e d  a s  A c tiv e . The t o t a l  sample was d iv id ed  in to  th r e e  g roups:

(1) w eigh ting  group, which was used to  analyze  th e  d if f e r e n c e s  in  th e  

b io g ra p h ic a l backgrounds and to  develop  th e  w eighted a p p l ic a t io n  b lan k ;

(2) h o ld -o u t group, a group s o t  a s id e  a t  th e  beginning  to  v a l id a te  th e  

w eigh ts; and (3) a second v a l id a t io n  group, made up o f  bo th  a c t iv e  and 

in a c t iv e  employees viho were h ire d  over a  p e rio d  o f  tim e subsequent to
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th e  commencement o f  th e  s tu d y . The com position  o f  th e  203 in  th e  sample 

i s  p re se n te d  in  F ig u re  4 -1 ,

Item s an a ly zed . In  o rd e r  to  de term ine  th e  d if f e r e n c e  between 

a c t iv e  and in a c t iv e  g roups w ith  re s p e c t to  t h e i r  b io g ra p h ic  and demo

g ra p h ic  c h a r a c t e r i s t i c s  a s  g iv en  in  th e  r e s p e c tiv e  a p p l ic a t io n  b la n k s , 

th e  fo llo v d n g  item s were analyzed :

P la c é  o f  re s id e n c e  

Age

.W eight

H eight

F rien d s  a t  p la c e  o f  employment 

Education

Trade School t r a in in g  

P rev io u s  employment 

M a r i ta l  s t a tu s  

Number o f  dependents

D eterm ining item  w e ig h ts . The n ex t s te p  was to  re co rd  th e  r e s 

p e c tiv e  resp o n ses  to  th e  s p e c i f ic  item s l i s t e d  in  th e  p reced in g  s e c tio n  

and to  determ ine  th e  d i f f e r e n c e ,  i f  any, betw een th e  a c t iv e  and in a c t iv e  

em ployees' b iog raph ic /dem ograph ic  d a ta .  T h is  was done by ta b u la t in g  th e  

number o f  re sp o n ses  in  each group by response  c a te g o ry , c a lc u la t in g  th e  

r e s p e c tiv e  p e rc e n ta g e s , and ta k in g  th e  d if f e r e n c e  between, a c t iv e  and i n 

a c t iv e  p e rcen tag e  re sp o n se s . These values--num ber o f  resp o n ses  by a c t iv e  

and in a c t iv e  in  each resp o n se  c a te g o ry , t h e i r  re s p e c tiv e  p e rc e n ta g e s , 

and th e  p e rcen tag e  d i f f e r e n c e - - a r e  p re se n te d  in  columns 2, 3, 4, 5, and 

6 , r e s p e c t iv e ly ,  in  F ig u re  4 -2 . The n e t  w eight and th e  a ss ig n ed  w eight 

fo r  each item  response  c a te g o ry  a re  p re se n te d  in  columns 7 and 8 o f  th e
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F ig u re  4-1

Sample S tr u c tu re  Used in  th e  W eighted A p p lic a tio n  Blank S tudy

Employee C ategory W eighting
Group

HoId-Out 
Group

Second
V a lid a tio n

Group T o ta l

A ctive 50 26 15 91

In a c tiv e 64 33 15 112

T o ta l 114 59 ' 30 203
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F igu re  4-2

A n a ly sis  o f B io g rap h ica l Data and Development o f  W eights Work Sheet

Response
C ategory

1

Number o f

A ctive  In a c tiv e  
2 3

P ercen tage  o f

A ctiv e  In a c tiv e  
4 -5

P ercen tage
D iffe ren ce

6

Net
Weight

7

A ssigned
Weight

8

L ocation;

Local 30 45 60.0 70.3 - 10.3 -2 0
Out o f  town 20 19 40.0 29.7 • 10.3 2 2

Age;
Under 22 9 17 18.0 26.6 - 8 .6 -2 0
2 2 - 2 6 • 10 21 20.0 32.8 - 12.8 -3 0
27 - 35 15 14 30.0 21.9 8 .1 2 2
Over 35 16 12 32.0 18.8 13.2 3 2

Weight ( lb s .  

Under 126
):

3 5 6 .0 7 .8 - 1.8 -1 i
126 - 150 12 15 24.0 23.4 .6 0 1
151 - 175 15 24 30.0 37.5 - 7 .5 -1 1
176 - 200 13 14 26.0 21.9 4 .1 1 1
Over 200 7 6 14.0 9 .4 4.6 1 1

H eig h t:

61" - 66" 14 19 28,0 29.7 - 1.7 0 1
67" - 72" 31 35 62.0 54.7 7 .3 1 1
Over 72" 5 10 10.0 15.6 - 5.6 -1 1

Education: 
Under 12 17 27 34.0 42.2 - 8 .2 -2 0
12 _ 13 33 31 66.0 48.4 17,6 4 2
Over 13 0 6 0.0 9 .4 - 9 .4 -4 0 .

F rien d s:

Yes 31 44 62.0 68.8 - 6 .8 -1 1
No 19 20 38.0 31.2 6.8 1 1

Trade School 

Yes 41 55 82.0 85.9 - 3 .9 -1 1
No 9 9 18.0 14.1 3 .9 1 1

Experience:
None 6 1 12.0 1.6 10.4 4 2
1 - 2 9 31 18.0 48.4 -30 .4  • -7 0
3 - 5 17 19 34.0 29.7 4.3 1 1
Over 5 18 13 36.0 20.3 15.7 4 2
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F ig u re  4-2  (C ontinued)

Response Number o f P e rcen tag e  o f P e rc e n ta g e ' Net A ssigned
C ategory A ctive  In a c tiv e A c tiv e In a c t iv e D iffe re n c e Weight Weight

1 2 3 4 5 6 7 8

M a r ita l :
S in g le 9 21 18 .0 32.9 -14 .9 -3 0
M arried 34 40 68.0 62 .5 5.5 1 1
S in g le  w/ 7 3 14.0 4 .7 9.3 3 2

dependents

Dependents:

C a n 't  answer 9 21 0
None 8 13 20.0 30.0 -10 .0 -2 2
1 - 3 26 22 63 .0 51.0 12.0 3 2
4 - 5 6 4 15.0 9 .0 6 .0 1 1
Over 5 1 4 2 .0 9 .0 - 7 .0 -4 0
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same f ig u r e .  Those item s w ith  th e  same a ss ig n ed  w eight in  each c a te g o ry  

do no t d i f f e r e n t i a t e  th e  tvro groups and hence must be d is re g a rd ed  (England, 

1971, p . 28), Exam ination o f  F ig u re  4 -2 , column 8 re v e a ls  th a t  w eigh t, 

h e ig h t, f r ie n d s  a t  p la c e  o f  employment, and t r a d e  school t r a in in g  have 

th e  same w eight in  t h e i r  re s p e c tiv e  response  c a te g o r ie s .  The u sa b le  p a r t  

o f  F ig u re  4-2 i s  p re se n te d  in  F ig u re  4 -3 , which shows th a t  lo c a t io n , age, 

ed u ca tio n , p r io r  e x p e rien ce , m a r i ta l  s t a tu s ,  and number o f  dependen ts a re  

th e  ones th a t  p o sse ss  p o te n t i a l  d is c r im in a tiv e  a b i l i t y .  That th e se  item s 

do o r  do n o t p o sse ss  such a b i l i t y  must be determ ined  by ap p ly ing  th e  

w eigh ts on th e  "h o ld -o u t"  g roups. T h is  i s  d isc u sse d  in  th e  n ex t s e c t io n  

on c r o s s - v a l id a t io n .

A nother look a t  F ig u re  4-3 w i l l  in d ic a te  th a t  i f  an in d iv id u a l  

was to  sco re  th e  maximum p o s s ib le  on each v a r ia b le ,  th e  t o t a l  sco re  would 

be 12, I f  th e  in d iv id u a l  were to  sco re  th e  minimum on each item , i t  would

be 0 , Thus, th e  sco re s  range from 0 to  12,

C ro s s -V a lid a tio n , The h o ld -o u t g roups c o n s is te d  o f  tw e n ty -s ix  

a c t iv e  and t h i r t y - t h r e e  in a c t iv e  em ployees. The w eights e s ta b l is h e d  were 

a p p lie d  to  th e  a p p l ic a t io n  b lank  d a ta  o f  th e se  employees, and t o t a l  sco res  

were computed in  each c a se . The d i s t r i b u t io n  o f  th e  t o t a l  sco re s  i s  p r e 

sen ted  in  F ig u re  4 -4 ,

In  accordance w ith  th e  p rocedu re  o u t l in e d  in  C hapter I I I ,  page 

83, th e  method o f  maximum d i f f e r e n t i a t i o n  was used to  determ ine th e  c u t t in g  

sco re , th e  f i r s t  s te p  in  th e  c ro s s - v a l id a t io n  p ro c e ss . The r e s u l t  i s

shown in  F ig u re  4 -5 , By d e f in i t io n ,  th e  c u t t in g  sco re  wculd be a t  th e

p o in t o f  g r e a te s t  d i f f e r e n t i a t io n  between th e  lo n g -ten u re  and s h o r t -  

te n u re  em ployees. T h is  p o in t i s  d e l in e a te d  in  F ig u re  4 -5 , The c u t t in g  

sco re  i s  5 , I t  can be t e n ta t iv e ly  concluded th a t  a p p lic a n ts  sco rin g
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F ig u re  4-3

Summary o f  W eights Used in  S co rin g  A p p lic a tio n  Blank Item s

Item  Response C ategory A ssigned W eight

LOCATION

Local
Out o f  to'wn

0
2

AGE

Under 27 y e a rs  , ,  . .
27 y e a rs  and over . .  . o

EDUCATION
Under 12 y e a rs  . .  . .
12 and 13 y e a rs  . .  . .
Over 13 y e a rs  . .

EXPERIENCE
None . .  . .
1 - 2  y e a rs  . .  . .
3 - 5  y ea rs  
Over 5 y e a rs

MARITAL STATUS
S in g le  . ,  . .
M arried  . .  , .
S in g le  w ith  dependen ts ». . .

NUMBER OF DEPENDENTS
C a n 't  Answer 
None 
1 - 3
4 - 5  
Over 5

0
2

0
2
0

2
0
1
2

0
1
2

0
0
2
1
0
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Figure 4-4

D is tr ib u t io n  o f T o ta l S co res on W eighted A p p lic a tio n  Blank 
f o r  Long-Tenure as Compared w ith  S h o r t-Tenure Employees 

(Each ! r e p re s e n ts  one employee)

Long-Tenure
(N=2G)

10 11 12

(K=33)

1
1 1 1
! ! !

0
Ô
0

j .  , i .. jj . . .
1 y I 1 1 I I .
• 0 ....................................

0 1 2 ; 4 0 5 6 7 8 9 10 11 12
D
D
0
B

Optimum
C u ttin g

Score



I l l  

F ig u re  4-5

O bta in ing  a C ut-O ff Score by U sing "Maximum D if fe re n t ia t io n "

T o ta l Score

P ercen tage  o f  su b je c ts  a t  o r 
above a  Given Score

P ercen tag e  o f P ercen tage  o f 
A c tiv e  In a c tiv e  

Employees Employees 
A B

Index o f 
D if f e r e n t ia t io n  

(A minus B)

12 0 0 0

11 11 0 11

10 15 0 15

9 23 9 14

8 42 12 30

7 62 27 35

6 77 33 44

..

92 39

4 96 48 48

3 100 79 21

2 100 88 12

1 100 94 6

0 100 100 0
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5 o r  more p o in ts  would te n d  to  s ta y  and th o se  sco rin g  below 5 p o in ts  

would tend  to  q u i t .  Having s a t i s f i e d  t h i s  i n i t i a l  o b je c t iv e , th e  fo llo w - 

up q u e s tio n  d e a l t  w ith  th e  s t a t i s t i c a l  s ig n if ic a n c e  and p r a c t i c a l  u s e 

fu ln e s s  o f  t h i s  f in d in g . A ccord ing ly , th e  P ercen tage  O verlap M easure, 0 , 

was determ ined . I t  w i l l  be  r e c a l le d  from C hapter I I I  th a t  th e  O verlap  

Measure t e l l s  how e f f e c t iv e ly  th e  p re d ic to r  can sep a ra te  groups c h a ra c 

te r iz e d  by d i f f e r e n t  jo b  b eh av io r outcom es. The le s s  th e  o v e rlap  

between th e  two groups, th e  more e f f e c t iv e  th e  p re d ic to r  i s  in  s e p a ra tin g  

th e  two groups and v ic e  v e rs a . I n  o rd e r to  o b ta in  th e  Percen tage  O verlap , 

0 ,  th e  s iz e  o f  th e  o v e rla p  was determ ined  by c a lc u la t in g  th e  r a t i o  o f  th e  

d if fe re n c e  between th e  means o f th e  two groups to  th e  average o f  th e  two 

s tan d a rd  d e v ia t io n s  as fo llo w s:

R =  D/SDav w here, R =  R atio

D =  D iffe re n c e  between th e  two means
(M  ̂ - Mg)

SDav = Average o f th e  tw3 s tan d a rd  
d e v ia t io n s  (SD^ + SDg)/2

The mean sco re  and th e  s ta n d a rd  d e v ia t io n  fo r  th e  a c tiv e  h o ld -o u t group

were M  ̂ =  7 ,2  and SD^ = 2 ,0 9 , re s p e c t iv e ly ;  fo r  th e  in a c t iv e  h o ld -o u t

group, th e se  v a lu e s  were Mg =  4 ,3  and SDg =  2 ,5 5 , S u b s ti tu t in g  th e se

v a lu es  in  th e  eq u atio n  to  determ ine  th e  r a t i o ,  R, o f  th e  d if f e r e n c e

between th e  means o f th e  two groups to  th e  average o f th e  two s tan d a rd

d e v ia t io n s , r e s u l t s  in  R =  1 ,2 5 , as  i l l u s t r a t e d  below:

R =  (7 ,2  - 4 ,3 ) / [ ( 2 .0 9  + 2 ,5 5 )/2 ]

=  2 ,9 /2 ,3 2

=  1,25

Given R = 1 .2 5 , th e  P e rcen tag e  O verlap , 0 ,  from T i l t o n 's  Table. (F ig u re

3-4) i s  0 =  53, V alues o f  0 above 80 p e r  c e n t show l i t t l e  u s e fu l
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r e la t io n s h ip ,  v a lu es  below 45 shovr a h ig h ly  u s e fu l  r e la t io n s h ip ,  and 

v a lu e s  between 50 and 75 denote  a f a i r l y  good s e p a ra tio n  between th e  

two groups and u su a lly  denote  a p r a c t i c a l l y  u s e f u l  r e la t io n s h ip  (Dun- 

n e t t e ,  1966, p . 149). The f in d in g s  in  t h i s  c ro s s -v a l id a t io n  o f  0 =  63 

su g g ests  a  f a i r l y  good s e p a ra tio n  between th e  t w  groups a s  w e ll a s  a 

p r a c t i c a l ly  u s e fu l r e la t io n s h ip .  I t  can be concluded th a t  th e  w eighted  

a p p lic a t io n  b lank a t  t h i s  s ta g e  p o sse sse s  a  h igh  degree o f  v a l i d i t y  

fo r  p re d ic t in g  te n u re .

V a lid i ty  g e n e r a l iz a t io n . I t  was s ta t e d  in  C hapter I I I  th a t  

i f  th e  v a l id a t io n  s tudy  on th e  "h o Id -o u t"  groups proved to  be s t a t i s t i 

c a l ly  s ig n i f ic a n t  and p r a c t i c a l l y  u s e f u l ,  a v a l id i t y  g e n e r a l iz a t io n  would 

be a ttem pted  to  determ ine th e  s t a b i l i t y  o f  th e  re la t io n s h ip .  For t h i s  

pu rpose , a  group o f  t h i r t y  employees from th o se  who were excluded from 

th e  o r ig in a l  sample and th o se  who were h ire d  subsequen tly  was u sed .

T h is sample c o n s is te d  o f  f i f t e e n  anp loyees who were s t i l l  w ith  th e  firm  

and f i f t e e n  who had s in ce  te rm in a te d  t h e i r  employment w ith  th e  company.

' These in d iv id u a ls  were sco red  u s in g  th e  same w eights e s ta b lis h e d  e a r l i e r .  

The d i s t r ib u t io n  o f  th e  sc o re s  f o r  th e  two groups i s  p re se n te d  in  F ig u re  

4 -6 , Here ag a in , th e  P ercen tage  O verlap  m easure d e sc rib e d  e a r l i e r  was 

used to  determ ine th e  s t a b i l i t y  o f  th e  in s tru m en t in  term s o f  i t s  a b i l i t y  

to  p re d ic t  te n u re  over tim e. T h is  second c ro s s -v a l id a t io n  c o n s is t in g  

o f  f i f t e e n  employees each in  th e  two groups r e s u l te d  in  a r a t i o  o f  

th e  d if f e r e n c e  between th e  means o f  th e  two groups to  be average o f  

th e  two s tan d a rd  a v ia t io n s ,  R =  ,7 7 . Exam ination o f  F ig u re  3-4 re v e a ls  

th a t  R =  .77 corresponds to  an o v e rla p  c o e f f ic ie n t  o f  0 = 70, which i s  

w ith in  th e  50 to  75 range o f  0 -v a lu e s  s ta t e d  to  be in d ic a t iv e  o f  good 

• s e p a ra tio n  between th e  two groups and a p r a c t i c a l ly  u s e fu l r e la t io n s h ip .
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F ig u re  4-6

D is tr ib u t io n  o f  T o ta l S co res  on V a lid i ty  G e n e ra liz a tio n  
o f  W eighted A p p lic a t io n  Blank 

(Each * r e p re s e n ts  one employee)

Long Tenure 
(N = 15)

S core  0

S hort-T enure  
(N =  15)

Score  0

Optimum
C u ttin g

Score
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D isc u ss io n . Both th e  i n i t i a l  c r o s s -v a l id a t io n  and th e  second 

c ro s s - v a l id a t io n  showed o v e rla p  c o e f f i c i e n t s  o f .53 and .70 r e s p e c t iv e ly .  

Both o f  th e se  v a lu e s  f a l l  w ith in  th e  5 0 - 7 5  range v ^ ich  acco rd ing  to  

D unnette  (1966, p . 149) would confirm  th e  v a l id i t y  o f  th e  w eighted a p p l i 

c a tio n  b la n k . However, h e re  th e  v a lu e  o f  th e  0 in c re a se d  from .53 to  

,70 in  th e  second v a l id a t io n .  T h is  im p lie s  t h a t  th e  p re d ic t iv e  a b i l i t y  

o f  th e  w eigh ted  a p p lic a t io n  b lank  has dropped over tim e , b u t s t i l l  

rem ained a t  a s t a t i s t i c a l l y  s ig n i f ic a n t  and p r a c t i c a l l y  u s e fu l  l e v e l .

The reason  as  to  why t h i s  drop  o c cu rred  can be a t t r ib u te d  to  a  number o f  

f a c to r s .  An exam ination o f  th e se  f a c to r s  cou ld  in v o lv e  an o th er ex ten s iv e  

study  vriiich i s  beyond th e  scope o f  t h i s  r e s e a rc h . More w i l l  be s a id  

about t h i s  drop in  v a l id i t y  in  l a t e r  p a r t s  o f  t h i s  c h a p te r .

The re s e a rc h  q u e s tio n s  d e a lin g  w ith  P a r t  I  o f  t h i s  s tu d y  a re  

a s  fo llo w s;

R esearch  Q uestion  I :  To in v e s t ig a te  th e  d if f e r e n c e  between

lo n g -te n u re  and s h o r t- te n u re  employees in  te rm s o f  t h e i r  r e s p e c t iv e  

backgrounds. The p re se n t a p p l ic a t io n  b lank  w i l l  be used  as  a  sou rce  o f 

d a ta .

R esearch  Q uestion  I I :  To develop  a  w eighted a p p l ic a t io n  b lank

u s in g  th e  b io g ra p h ic a l in fo rm a tio n  found in  th e  a p p lic a t io n  b lan k s  o f 

th e  lo n g -te n u re  and s h o r t- te n u re  g roups and to  determ ine  w hether th e  

w eighted  a p p l ic a t io n  b lank  co u ld  have p re d ic te d  tu rn o v e r w ith  b o th  

s t a t i s t i c a l  s ig n if ic a n c e  and p r a c t i c a l  im portance .

W ith re s p e c t to  R esearch Q uestion  I ,  th e  r e s u l t s  in d ic a te  th a t  

th e re  a re  im p o rtan t d if f e r e n c e s  betw een th e  lo n g -te n u re  and s h o r t- te n u re  

em ployees. In  t h i s  c a se , th e  d i f f e r e n t i a t i n g  item s were found to  be 

p la c e  o f  re s id e n c e , ago, ed u ca tio n , p r io r  ex p erien ce , m a r i ta l  s t a t u s .
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and ntmiber o f  dependent’s .  T h is  f in d in g  i s  q u ite  c o n s is te n t  w ith  the  

f in d in g s  in  two o th e r  re p o rte d  c ro s s -v a l id a t io n  s tu d ie s  where th e  

s u b je c ts  were p ro d u c tio n  w orkers. I n  b o th  o f  th e se  s tu d ie s ,  i t  was 

found th a t  "age , lo c a t io n  o f  re s id e n c e , m a r i ta l  s t a tu s ,  number o f  d e 

pen d en ts , p re v io u s  work ex p erien ce , and t r a in in g  reco rd "  were found to  

have p re d ic t iv e  power (England, 1971, p . 5 1 ).

W ith r e s p e c t  to  R esearch  Q uestion  I I ,  th e  w eighted a p p lic a t io n  

blank  developed was determ ined  to  p o sse ss  s t a t i s t i c a l  s ig n if ic a n c e  and 

p r a c t i c a l  u s e fu ln e s s  in  b o th  th e  i n i t i a l  and subsequent c ro s s -v a l id a t io n s .  

I n s p i t e  o f a  drop  in  th e  v a l id i t y  a s  evidenced by a  change in  the  o v e rlap  

c o e f f ic ie n t  o f  .53 to  .70 , th e  in s tru m en t s t i l l  w ith stood  th e  two t e s t s  

o f  v a l id i t y  and u t i l i t y .  A w eighted a p p lic a t io n  b lank  o f  th e  type 

developed in  t h i s  s tu d y  cou ld  have p rev en ted  th e  h ig h  r a te  o f  tu rn o v e r 

which th e  f irm  under study  was e x p e rien c in g . The r e s u l t s  o f  b o th  v a l i 

d a tio n  s tu d ie s  a re  re p re se n te d  in  F ig u re  4 -7 . Using "5" a s  th e  c u t t in g  

sco re , in  th e  i n i t i a l  v a l id a t io n  s tu d y  i t  showed th e  in s tru m en t cou ld  

have p re d ic te d  92 p e r  c e n t o f  th e  lo n g -te n u re  and 51 p e r  cen t o f th e  

s h o r t- te n u re  outcom es. The double c ro s s -v a l id a t io n  in d ic a te d  th a t  th e  

w eighted a p p l ic a t io n  b lank  cou ld  have p re d ic te d  e ig h ty  p e r cen t o f  th e  

lo n g -te n u re  and f i f t y - t h r e e  p e r  c en t o f  th e  s h o r t- te n u re . On th e  two 

c r i t e r i a  o f  s t a t i s t i c a l  s ig n if ic a n c e  and p r a c t i c a l  im portance, th e  use 

o f  a w eighted  a p p l ic a t io n  b lank  would have been a v a lu ab le  s e le c t io n  

in s tru m e n t.
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F ig u re  4-7 . ,

D if f e r e n t ia t io n  Achieved between Long-Tenure and Short-T enure 
F a c to ry  Employees in  Double C ro ss-V a lid a tio n  o f  a 

W eighted A p p lic a tio n  Blank

I n i t i a l
C ross

V a lid a tio n
V a lid a tio n

G e n e ra liz a tio n

I/>ng
Tenure

S hort
Tenure

Long
Tenure

S h o rt
Tenure

Would have been 
h ire d  (above 
c u t t in g  score)

92% 39% 53%

CUTTING SCORE = 5

Would have been 
r e je c te d  (below 
c u t t in g  score)

8% 61% 20% 47%
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R e s u lts ;  P a r t  I I  - Job  S a t i s f a c t io n  Survey 

The C o rn e ll Jo b  D e sc rip tiv e  Index (JD I), a  jo b  s a t i s f a c t io n  

survey  instrum ent^  was ad m in is te red  to  a l l  o f  th e  n in e ty - f iv e  p la n t  emplo

y ees  a t  th e  company. The p rim ary  purpose o f  t h i s  survey  was to  in v e s t ig a te  

w hether th o se  employees who m a in ta in ed  t h e i r  o rg a n iz a t io n a l  membership were 

s a t i s f i e d  w ith  t h e i r  jo b s .

Jo b  S a t i s f a c t io n  A reas In v e s t ig a te d  

Kie Jo b  D e sc r ip tiv e  Index i s  d esig n ed  to  examine s a t i s f a c t io n  

w ith  f iv e  m ajor a sp e c ts  (Work, S u p e rv is io n , Pay, Prom otions, and Co-Workers) 

o f  a  jo b .  In  t h i s  survey a l l  f iv e  a re a s  were examined. I t  was expected  

th a t  th e  employees w i l l  show l e s s  s a t i s f a c t i o n  w ith  t h e i r  Work, S u p e rv is io n , 

Pay, and Prom otions and show r e l a t i v e ly  more s a t i s f a c t io n  w ith  t h e i r  Co- 

W orkers. These assum ptions were made on th e  b a s is  o f  th e  comments made to  

t h i s  w r i te r  hy s e v e ra l  o f  th e  employees d u rin g  an in te rv ie w  in  th e  embryo

n ic  s ta g e s  o f  t h i s  s tu d y . The w orkers 'vÆio were in te rv iew ed  in d ic a te d  

fa v o ra b le  a t t i t u d e  tow ard t h e i r  fe llo w -w o rk ers  b u t had m ixed- to  n e g a tiv e  

f e e l in g s  about t h e i r  w r k ,  su p e rv is io n , and com pensation, A b r i e f  ex p lan a 

t i o n  o f  th e  jo b  f a c to r s  i s  g iven  below:

lo  Work, The resp o n d en ts  d e s c r ib e  t h e i r  f e e l in g s  o r  a t t i t u d e s  

tow ard v a rio u s  d im ensions o f  t h e i r  vork i t s e l f ,  e i th e r  as  p o s i t iv e ,  

n e g a tiv e , o r  n e u t r a l .  Some o f  th e  dim ensions in c lu d e  th e  s t r u c tu r e  o f  

th e  jo b ,  th e  p h y s ic a l  and m en ta l req u irem en ts  o f  th e  jo b , th e  im m ediate 

working c o n d itio n s , and th e  hazard s  in v o lv ed  in  th e  jo b ,

2, S u p e rv is io n , In  t h i s  a re a , th e  p a r t i c ip a n ts  d e sc r ib e  t h e i r  

ex p erience  and p e rc e p tio n  about th e  s u p e r v is o r 's  te c h n ic a l ,  a d m in is tra t iv e , 

and human r e la t io n s  s k i l l s  a s  w e ll a s  th e  s u p e r v is o r 's  a t t i t u d e .
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3, Pay. Employee f e e l in g s  and p e rc e p tio n s  about com pensation 

a re  examined in  t h i s  a re a . The p rim ary  fo c i a re  on p e rce iv ed  e q u ity  in  

com pensation, adequacy o f  th e  amount to  m eet employee needs, and income 

s e c u r i ty .

4 , P rom otions. T h is  s c a le  examines th e  ex p erience  and p e rc e 

p t io n  o f  employees about e q u ity  in  p rom otion , o p p o rtu n ity  fo r  prom otion, 

and frequency  o f  p rom otions,

5o Co-W orkers. Employee a t t i t u d e  tow ard fe llo w -v o rk e rs  i s  th e  

p o in t  o f  fo cu s  in  t h i s  a r e a .  R esponses c o n s is t  o f  th e  in d iv id u a l 's  

f e e l in g s  toward c o - w r k e r s ' com petence, sense  o f  r e s p o n s ib i l i ty ,  lo y a l ty  

to  g roup , su p p o rt, i n t e l l ig e n c e ,  and in te rp e r s o n a l  r e l a t io n s .

Survey F in d in g s

Raw sc o re s  o f  th e  jo b  s a t i s f a c t i o n  survey  a re  p re se n te d  in  

F ig u re  4 -8 . These show each in d iv id u a l 's  sco re  on each s c a le  o u t o f  a 

maximum o f  f i f t y - f o u r  p o in ts  p o s s ib le  in  each case  i f  a p e rso n  were to  

show com plete s a t i s f a c t i o n  w ith  each a sp e c t o f th e  jo b .  These in d iv id u a l 

- sco re s  may be used fo r  in d iv id u a l  employee c o u n se llin g  pu rp o ses, an 

e la b o ra te  d is c u s s io n  o f  which i s  n o t w ith in  th e  scope o f  t h i s  s tu d y .

F o r p u rposes o f  t h i s  s tu d y , th e se  raw sc o re s  were grouped in to  th re e  

c a te g o r ie s ;  th o se  sco red  (1) above th e  n e u t r a l  p o in t  ( p o s i t iv e ) ,  (2) a t  

th e  n e u t r a l  p o in t  (0 ) ,  and (3) below th e  n e u t r a l  p o in t  (n e g a tiv e ) . The 

n e u t r a l  p o in t (o r  th é  equated  n e u tr a l  p o in t)  was e m p ir ic a lly  determ ined  by 

th e  d ev e lo p e rs  o f  th e  JDI to  be th e  b a s is  fo r  s e p a ra tin g  th e  p a r t i c ip a n ts  

in to  th e  s a t i s f i e d  and d i s s a t i s f i e d  c a te g o r ie s  (Sm ith, e t  a l . ,  1969, p . 81) 

The number o f  in d iv id u a ls  f a l l i n g  in  each c a te g o ry  under each s c a le  was 

th e n  converted  to  a p e rcen tag e  o f th e  t o t a l  p a r t i c ip a n t s .  These r e s u l t s

a r e  summarized below by th e  a re a s  in v e s t ig a te d ;



...............  F igure 4-8

Raw S co res  o f  th e  Job  S a t i s f a c t io n  Survey

!0(i W O R K SUPERVI SI ON P A Y PROMOTION COWORKERS

101 19 4 0 30 IP. 42
102 20 40 22 34 34
103 24 50 6 36 54
104 29 48 12 42 52
105 24 4 5 10 0 54
106 15 21 2 6 41
107 14 14 10 8 49
108 28 4 6 30 50 4 8
109 21 4 8 24 4 2 27
110 20 35 10 26 13
111 11 39 20 18 48
112 42 48 38 44 51
113 40 45 6 18 51
114 48 45 24 18 54
1 15 9 22 2 2 ‘ 26  •
116 18 24 36 12 33
117 44 28 20  . 0 38
118 2 48 8 4 49
119 29 . 45 ■ 36 4 2 52
120 33 42 38 36 54
121 13 38 20 20 41
122 4 3 46 14 32 54
123 26 40 14 46 30
124 4 3 30 24 24 34
125 2 34 -  26 2 31
126 4 5 33 12 26 38
127 25 26 . . 10 50 ■ 37
128 30 4 8 32 26 52
129 32 4 0 32 32 34
130 28 48 42 48 54
131 6 39 6 6 4 5
132 18 42 6 18 39
133 36 50 30 36 27
134 17 31 16 40 37
135 14 44 6 34 43
136 34 46 24 42 • 42
137 30 4 2 12 4 2 4 5
138 45 4 9 12 54 30
139 27 42 0 6 35
140 36 52 8 14 47
141. 33 48 12 38 4 8
14? 33 • 45 12 4 2 52
143 23 4 4 18 8 4 3
1 4 4 37 51 6 22 22
145 13 39 12 0 . 54
146 31 40 8 8 42

too
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147 43 49 38 36 51
14B 10 29 6 18 28
149 30 49 2 18 41
l'vO 4 0 54 22 24 33
l ' i l 4 0 49 0 18 4 8
lt>2 . 45 37 24 8 54
153 39 54 24 0 54
154 10 54 0 6 39
155 34 13 18 12 36
154 35 48 32 34 54
157 26 27 16 34 4 8
15f! 23 33 24 20 48
159 1 25 18 0 44
1 40 20 43 22 30 17
141 39 30 14 20 ' 38
142 39 4 2 6 12 52
143 42 51 6 42 54
144 14 4 5 16 10 54
145 35 41- 22 32 47
1 44 36 43 6 /.2 4 3
147 20 27 14 14 24
1 4R 43 20 4 2 54 54
149 32 51 36 48 54
170 7 34 ■ 36 10 54
171 33 43 "28 24 54
172 24 34 6 0 4 3
173 4 0 54 • 18 48 • 51
2(11 44 52 42 4 6 52
202 21 31 14 34 38
203 31 50 10 24 4 5
204 29 22 14 26 41
205 30 4 0 8 4 0 50
20 4 35 32 22 42 42
207 27 30 12 22 4 4
20!) 4 30 20 2 22
209 10 42 24 42 54
210 24 49 24 48 30
211 4 2 4 7 30 32 4 8
212 24 19 0 0 54
213 20 4 0 26 . 24 51
214 • 27 42 18 30 38
215 44 4 2 10 54 4 4
2 1 4 12 19 0 10 5 2
217 14 4 2 20 26 19
2111 2 7 37 34 20 41
219 4 2 54 2 22 52
220 33 33 20 1 0 3 3
221 24 32 14 2 0 30
222 22 54 36 6 4 1
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1, Work. F i f ty - e ig h t  p e r  c en t (58%) o f th e  employees showed 

p o s i t iv e  a t t i t u d e  and th i r t y - e i g h t  p e r  c e n t (38%) showed n e g a tiv e  a t t i t u d e  

tow ard t h e i r  work, and th e  rem aining fo u r p e r  c en t (4%) were a t  th e  

n e u t r a l  p o in t .

2 . S u p e rv is io n . In  t h i s  a re a , sev e n ty -fo u r p e r  c en t (74%) o f 

th e  employees were s a t i s f i e d ,  tw enty-tw o p e r  c en t (22%) were d i s s a t i s f i e d ,  

and th re e  p e r  c en t (3%) rem ained a t  th e  n e u tr a l  p o in t .

.3. Pay. T h i r ty - f iv e  p e r  c en t (35%) o f th e  employees showed 

s a t i s f a c t io n  w hile  s ix ty  p e r  c en t (60%) showed d i s s a t i s f a c t io n .  The 

rem aining f iv e  p e r  c en t (5%) f e l l  in  th e  n e u t r a l  c a teg o ry .

4 . P rom otions. Those showing s a t i s f a c t io n  amounted to  f i f t y -  

e ig h t p e r  c en t (58%) w ith  th i r ty - n in e  p e r  c e n t (39%) in  th e  n e g a tiv e  

and th re e  p e r  c en t (3%) in  th e  n e u t r a l  c a te g o r ie s .

5. Co-W orkers. Of th e  n in e ty - f iv e  employees surveyed, e ig h ty -  

fo u r p e r  c en t were s a t i s f i e d  w ith  t h e i r  fellow -em ployee s . The rem aining 

s ix te e n  p e r  c e n t (16%) were d i s s a t i s f i e d  w ith  t h e i r  co-w orkers.

The fo rego ing  f in d in g s  a re  p re se n te d  in  ta b u la r  form in  F ig u re

4-9 and in  g ra p h ic a l form in  F ig u re  4 -10 .

D iscu ssio n

The re se a rc h  q u e s tio n s  r e la te d  to  t h i s  p a r t  o f  th e  s tudy  and 

th e  corresponding  f in d in g s  a re  d isc u sse d  in  t h i s  s e c t io n .

R esearch Q uestion  I I I  (A) To in v e s t ig a te  wiiether th e  c u rre n t
employees a re  s a t i s f i e d  w ith  t h e i r  
work.

W ith re s p e c t to  employee s a t i s f a c t io n  w ith  work i t s e l f ,  th e  

p o s i t iv e  a t t i t u d e  o r  s a t i s f a c t io n  exp ressed  by f i f t y - e i g h t  p e r  c en t o f  

th e  employees i s  in d ic a t iv e  o f  g e n e ra l  s a t i s f a c t io n  w ith  t h e i r  work.
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F ig u re  4-9  

Summary o f  Jo b  S a t i s f a c t io n  Survey

S a t is f a c t io n  S ca le
Number and P ercen tages o f  Responses

P o s i t iv e  N eu tra l N egative 
# % # % # %

Work 55 58 4 4 36 38

Supervi sion 70 74 3 3 22 23

Pay 33 35 5 5 57 60

Prom otions 55 58 3 3 37 39

Co-Workers 80 84 0 0 15 16
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F ig u re  4 -1 0  •

Summary o f  Jo b  S a t i s f a c t io n  Survey
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The r e s u l t s  do n o t su p p o rt th e  p re s u p p o s it io n  th a t  th e se  employees were 

d i s s a t i s f i e d  w ith  t h e i r  work,

R esearch  Q uestion  I I I ( B ) ; To in v e s t ig a te  w hether th e  c u rre n t
anp loyees a re  s a t i s f i e d  vjith  t h e i r  
su p e rv is io n .

S u p e rv is io n  was a lso  p r e d ic te d  to  be  a lo w -s a t is f a c t io n  a re a .

The sev e n ty -fo u r p e r  c e n t p o s i t iv e  re sp o n se s  to  t h i s  a re a  im p lie s  v ery  

good s a t i s f a c t i o n  w ith  su p e rv is io n  and th e r e f o r e  th e  re s e a rc h  assum ption 

i s  n o t s u b s ta n t ia te d .

R esearch  Q uestion  I I I ( C ) ; To in v e s t ig a te  w hether th e  c u rre n t
em ployees a re  s a t i s f i e d  w ith  t h e i r  
p ay .

The s ix ty  p e r  c e n t re sp o n ses  in  th e  n e g a tiv e  c a teg o ry  confirm s 

th e  e x p e c ta tio n  th a t  th e  employees were d i s s a t i s f i e d  w ith  t h e i r  compen

s a t io n .

R esearch  Q uestion  I I I ( D ) ;  To in v e s t ig a te  w hether th e  c u rre n t
em ployees a re  s a t i s f i e d  w ith  t h e i r  
p rom otions.

The re sp o n ses  to  p rom otions were a lso  expected  to  be u n fav o rab le . 

The f in d in g s  h e re  do n o t su p p o rt t h i s  a s  ev idenced  by th e  f i f t y - e i g h t  

p e r  c en t o f  th e  employees who showed p o s i t iv e  a t t i t u d e  tow ard t h e i r  

ex p erien ce  w ith  prom otion a n d /o r p e rc e p tio n  about prom otion o p p o rtu n i

t i e s .

R esearch Q uestion  I I I ( E ) ;  To in v e s t ig a te  w hether th e  c u r re n t
enp loyees a re  s a t i s f i e d  w ith  t h e i r  
co -w orkers .

The employees showed an ovend ie lm ing ly  h igh  s a t i s f a c t i o n  w ith  

t h e i r  co-v jorkers, W hile i t  was expec ted  t h a t  s a t i s f a c t i o n  w ith  co - 

w orkers would be fa v o ra b le , th e  e ig h ty - fo u r  p e r  c en t fa v o ra b le  response  

was unexpected .
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In  summing up t h i s  s e c t io n , th e  o n ly  a rea  o f  d i s s a t i s f a c t io n  

was w ith  Pay in  which case  s ix ty  p e r  c en t o f  th e  employees showed 

d i s s a t i s f a c t i o n .  T h is  would mean th a t  most o f  th e se  employees do n o t 

p e rc e iv e  th ey  a re  com pensated e q u ita b ly  and ad eq u a te ly . At th e  same 

tim e th e se  employees in d ic a te d  r e l a t i v e l y  h igh  le v e l  o f  s a t i s f a c t io n  

w ith  S u p e rv is io n  (74%) and Co-Workers (84%) and r e la t iv e ly  low le v e l  

o f  s a t i s f a c t io n  w ith  Work (58%) and Prom otions (58%).

Responses to  th e  in d iv id u a l  jo b  s c a le s  re v e a l employee d i s 

p o s i t io n  toward each o f  th e se  jo b  d im ensions. Such r e v e la t io n s  can be 

ex trem ely  u s e fu l  in  p in p o in tin g  th e  problem  a re a s . I t  i s  n o t uncommon 

to  f in d  s i tu a t io n s  where employees may show an o v e ra l l  s a t i s f a c t io n  

o r  d i s s a t i s f a c t io n  w ith  th e  jo b  a s  a  whole even though t h e i r  a t t i t u d e  

tow ard th e  v a rio u s  a sp e c ts  o f  th e  jo b  may n o t fo llo w  a p a r t i c u l a r  p a t te r n .

House and Wigdor (1967, pp . 368-369) observed  th a t  " i t  i s  p o s s ib le  fo r

an in d iv id u a l to  d i s l i k e  p a r t  o f  h i s  jo b , b u t s t i l l  have an o v e ra l l

a c c e p ta b i l i ty  o r  p o s i t iv e  a t t i t u d e . "  Cox and S tickney  (1975, p . 2)

u s in g  th e  same p rem ises m easured th e  o v e r a l l  jo b  s a t i s f a c t io n  in  a 

survey  conducted among p o l ic e  o f f i c e r s .  W hile i t  was n o t i n i t i a l l y  

p lanned  to  m easure th e  o v e r a l l  s a t i s f a c t i o n  in  t h i s  s tu d y , i t  would be 

in  o rd e r  to  examine th e  employee a t t i t u d e  toward t h e i r  jo b  a s  a whole. 

O v e ra ll s a t i s f a c t io n  was de term ined  by c a lc u la t in g  th e  means o f  th e  

p o s i t iv e ,  n e u t r a l ,  and n e g a tiv e  response  p e rcen tag es  in  each o f th e  f iv e  

jo b  d im ensions. A cco rd ing ly , s ix ty -tw o  p e r cen t (62%) o f  th e  employees 

showed s a t i s f a c t io n  w ith  t h e i r  jo b s  w hile  th re e  p e r c en t (3%) remained 

n e u tr a l  and t h i r t y - f i v e  p e r  c e n t (35%) in d ic a te d  d i s s a t i s f a c t io n  w ith  

th e  jo b .  These r e s u l t s  a re  p re se n te d  g ra p h ic a l ly  in  F ig u re  4-11, Based 

on th e se  f in d in g s , i t  i s  in d ic a t iv e  th a t  th e  employees have a p o s i t iv e
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F ig u re  4-11 

O v e ra ll S a t i s f a c t io n  w ith  Job

P o s i t iv e

N e u tra l

cpo  N egative

35%62%
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d is p o s i t io n  toward t h e i r  jo b s  though th e  s ix ty -tw o  p e r  c e n t m ight be 

c o n sid e red  r e l a t i v e ly  low.

R e su lts ; P a r t I I I  - Reasons fo r  S tay in g  Survey 

T h is p a r t  o f th e  re s e a rc h  was designed  to  e x p la in  th e  a n t ic ip a te d  

n e g a tiv e  f in d in g s  in  th e  jo b  s a t i s f a c t i o n  survey d iscu ssed  in  P a r t  I I ,  The 

same in d iv id u a ls  who p a r t ic ip a te d  in  th e  P a r t  I I  survey took p a r t  in  t h i s  

survey a ls o .  The jo b  s a t i s f a c t io n  survey  showed th a t  f i f t y - e i g h t  p e r  c en t 

o f  th e  w orkers were s a t i s f i e d  w ith  t h e i r  "Work and Prom otions w h ile  seven ty - 

fo u r  p e r  cen t' were s a t i s f i e d  w ith  t h e i r  S u p erv is io n  and e ig h ty -fo u r  p e r  

c e n t were s a t i s f i e d  w ith  t h e i r  Co-W orkers. The o n ly  a re a  o f  d i s s a t i s f a c 

t io n  was Pay in  which case  s ix ty  p e r  c en t o f  th e  employees responded nega

t i v e ly ,  I t  was assumed th a t  th e s e  employees vrould be d i s s a t i s f i e d  w ith  

t h e i r  Work, S u p e rv is io n , Pay, and Prom otions and th ey  would be s a t i s f i e d  

w ith  t h e i r  Co-Workers, The f in d in g s  support th e  assum ptions w ith  re g a rd  

to  Pay and Co-Workers. The o v e r a l l  m easure o f  jo b  s a t i s f a c t io n  showed 

th a t  s ix ty -tw o  p e r cen t o f  th e  employees were s a t i s f i e d  w ith  t h e i r  jo b s .  

.The e x p e c ta tio n  was to  f in d  th e  o p p o s ite  w ith  re s p e c t to  jo b  as  a  whole.

The prem ise  was th a t  th e  employees who s tay ed  w ith  th e  company 

d id  so f o r  reaso n s o th e r than  s a t i s f a c t i o n  w ith  th e  jo b  o r  th e  jo b  en v iro n 

m ent, T h is prem ise d i f f e r s  from th e  t r a d i t i o n a l  assum ption th a t  th e re  i s  

a  p o s i t iv e  r e la t io n s h ip  between jo b  s a t i s f a c t io n  and jo b  te n u re . The 

p la n  was to  e x p la in  t h i s  expected  d e p a r tu re  from t r a d i t i o n a l  assum ptions 

by look ing  in to  th e  reaso n s why th e se  employees s tay ed  w ith  th e  company. 

Even though th e  f in d in g s  in  th e  jo b  s a t i s f a c t io n  survey would le ad  one 

to  b e lie v e  th a t  th e  employees s tay e d  because o f  th e  o v e r a l l  s a t i s f a c t io n  

o r  a c c e p ta b i l i ty  o f  th e  jo b ,  th e  re a so n s  c i te d  by them do h o t s tro n g ly
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su p p o rt th e  t r a d i t i o n a l  argum ent.

Reasons f o r  S ta y in g  I n v e s t ig a te d

A su rvey  in s tru m en t developed by F low ers and Hughes (1973) 

e n t i t l e d . tVhy Do You S tay  At Your Company? was used  in  t h i s  s tu d y . T h is  

in s tru m en t c o n ta in s  s ix ty  reaso n s  f o r  s ta y in g  w ith  an o rg a n iz a t io n .

These a re  c l a s s i f i e d  in to  th re e  ty p e s  o f  re a so n s  which a re  d e sc rib e d  

below:

1 , M o tiv a tio n a l re a so n s . These a re  re a so n s  e x c lu s iv e ly  

a s s o c ia te d  w ith  th e  work i t s e l f .  Reasons o f  an i n t r i n s i c  n a tu re  would 

be  exam ples. For in s ta n c e ,  th e  employee view s th e  work a s  c h a lle n g in g , 

i n t e r e s t i n g ,  and lo o k s  forw ard  to  r e tu r n  to  th e  jo b  every  day . The 

survey  in s tru m e n t has e lev en  m o tiv a tio n a l re a so n s  fo r  s ta y in g ,

2 , Hygiene o r  M aintenance re a so n s . These a re  rea so n s  r e la te d  

to  company environm ent. In c lu d ed  in  t h i s  c a te g o ry  a re  a t t r a c t iv e n e s s  

to  p e e r s ,  s u p e rv iso rs , company p o l ic y ,  working c o n d itio n s , f r in g e  

b e n e f i t s ,  and jo b  s e c u r i ty .  There a re  n in e  hygiene re a so n s  in c lu d e d  

i n  th e  survey  in s tru m e n t,

3 , E x te rn a l env ironm enta l re a so n s . These non-work r e l a t e d  

re a so n s  fo rc e  a p e rso n  to  s ta y  on a  jo b  s t r i c t l y  f o r  th e  m onetary rew ard 

w ith  v e ry  l i t t l e  commitment to  th e  jo b  o r  to  th e  o rg a n iz a t io n . The 

employee may have fa m ily  r e s p o n s i b i l i t i e s ,  community t i e s  and o th e r  lo c a l  

i n t e r e s t s  which would p re c lu d e  r e lo c a t in g ,  d i f f i c u l t y  in  f in d in g  o th e r  

jo b s  due to  la ck  o f  ed u ca tio n  o r  th e  n e c e ssa ry  s k i l l s ,  and a number o f 

s im ila r  re a so n s  which keep  th e  p e rso n  bound to  th e  o n ly  source o f  income 

a v a i la b le .  F o rty  such reaso n s a re  c o n sid e re d  in  t h i s  s e c t io n  o f  th e  

su rvey  in s tru m e n t.
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Employees may s ta y  on a jo b  f o r  any o r  a l l  o f  th e  above re a so n s . 

To th e  an p lo y er, th e  reaso n s wiiy employees s ta y  a re  o f  c r u c ia l  im portance. 

The perform ance and b eh av io r o f  an employee who i s  th e re  fo r  m o tiv a tio n a l 

reaso n s  cou ld  be a l o t  d i f f e r e n t  from th a t  o f an in d iv id u a l  who i s  in s t r u -  

m en ta lly  th e re  fo r  e x te rn a l  env ironm en ta l re a so n s . In  t h i s  s tu d y , th e  

assum ption was t h a t  most o f  th e  employees were th e re  fo r  e x te rn a l  en v iro n 

m en ta l reaso n s because o f  t h e i r  background, th e  n a tu re  o f th e  ta s k ,  and 

o th e r  f a c to r s  which were d is c u s se d  e lsew h ere . T h is  was to  be in v e s t ig a te d  

by looking  in to  th e  to p  te n  rea so n s  f o r  s ta y in g  c i t e d  by th e se  enp loyees 

f o r  s ta y in g  w ith  th e  company.

Survey F in d in g s  

The t a l l y  o f  re sp o n ses  to  th e  e n t i r e  survey  i s  p re se n te d  in  

Appendix F , Those p a r t s  o f  th e  survey  r e s u l t s  which a re  re le v a n t to  

th e  d is c u s s io n  to  fo llo w  a re  in c lu d e d  in  t h i s  s e c t io n .

A ccording to  th e  p la n  o f  a n a ly s is  fo r  t h i s  p a r t  o f  th e  s tu d y , 

th e  top  te n  reaso n s  fo r  s ta y in g  a s  ev idenced  by th e  m agnitude o f  employee 

resp o n ses  were examined. S in ce  th e re  were two reaso n s w ith  th e  same 

p e rcen tag e  response  and one o f  th e se  c o n s t i tu te d  th e  te n th  reaso n , th e  

f i n a l  a n a ly s is  in c lu d ed  th e  to p  e lev en  rea so n s  f o r  s ta y in g  w ith  th e  

company. These a re  p re se n te d  in  F ig u re  4 -12 . The p e rcen tag e  o f re sp o n 

ses  ranged from a h igh  o f  e ig h ty -tw o  (82%) to  a low o f s ix ty -tw o  (62%), 

E ig h t o f  th e  e leven  reaso n s were e x te r n a l  env ironm enta l, one was hygiene 

o r  m aintenance reaso n , and th e  o th e r  two were m o tiv a tio n a l re a so n s .

Among th e  to p  n in e  rea so n s , ex cep t f o r  th e  s ix th  one - I  l ik e  th e  amount 

o f  teamwork in  my group - a l l  were e x te r n a l  re a so n s . These were;

(82%) I  en joy  l iv in g  in  my p re s e n t  neighborhood.
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Figure 4-12

Most F req u e n tly  C ite d  Reasons fo r  S tay in g on th e  Job

Reason
Number Reason Number o f 

Responses 
(N =95)

Percen tage
of

Responses

Type
o f

Reason*^

5 I  en joy  l iv in g  in  my p re s e n t 
neighborhood

78 82 E

22 I  have fam ily  r e s p o n s ib i l i t i e s 78 82 E
40 I  have fam ily  and r e l a t i v e s  in  

th e  a re a
71 75 E

8 I  l i k e  to  l iv e  in  t h i s  a re a 70 74 E
59 I  do n o t b e lie v e  in  jum ping 

from company to  company
67 71 E

21 I  l i k e  th e  amount o f  teamwcrk 
in  my group

64 67 M

29 I  am vrorking to  make ends meet 62 65 E
20 The company i s  conven ien t to  my 

home
60 63 E

38 I  am VDrking to  save enough 
money to  buy some th in g s  and 
I  have n o t g o t th e re  y e t

60 63 E

11 I  r e a l ly  en joy  working w ith  my 
su p e rv iso r

59 62 H

13 I  en joy  my jo b  h ere 59 62 M

**Legend; E =  E x te rn a l env ironm ental reason  

H =  Hygiene (m aintenance) reason  

M =  M o tiv a tio n a l reason
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(82fo) I  have -faraily r e s p o n s ib i l i t i e s .

(73%) I  have fam ily  and r e l a t i v e s  in  t h i s  a re a ,

(74%) I  l ik e  to  l i v e  in  t h i s  a re a .

(71%) I  do n o t b e l ie v e  in  jum ping from company to  company.

(65%) I  am vjorking to  make ends m eet.

(63%) The company i s  conven ien t to  my home.

(63%) I  am working to  save enough money to  buy some th in g s  

and I  have n o t g o t th e re  y e t .

The te n th  was a  m o tiv a tio n a l re a s o n - - !  en joy  my jo b  h e re  (62%), and th e  

e lev e n th  a  m aintenance re a so n —I  r e a l ly  en joy  working w ith  my group 

(6%).

The p a t t e r n  o f  re sp o n ses  to  th e  e lev en  m o tiv a tio n a l and th e  

n in e  m aintenance reaso n s  a re  co n sid e red  below fo r  f u r th e r  a n a ly s is .

The responses to  th o se  two c a te g o r ie s  o f  reaso n s appear in  F ig u re  4-13 

and F igure  4 -14 . The p e rc e n ta g e s  o f  re sp o n ses  to  m o tiv a tio n a l reaso n s 

ranged from a h ig h  o f  s ix ty -s e v e n  p e r  c en t (67%) to  a low o f tw en ty -fo u r 

p e r  c en t (24%) a g re e in g . W ell o v e r h a l f  o f  th e  p a r t i c ip a n ts  (56% to  

76%) d id  n o t ag ree  w ith  e ig h t  o f  th e  e lev en  m o tiv a tio n a l reaso n s fo r  

s ta y in g . There were o n ly  th re e  in s ta n c e s  where o ver f i f t y  p e r  c en t o f  

th e  eirployees in d ic a te d  agreem ent w ith  m o tiv a tio n a l reaso n s for- s tay in g :

(67%) I  l i k e  th e  amount o f  teamwork in  my group.

(62%) I  en joy  my jo b  h e re .

(52%) I  l i k e  th e  amount o f  co o p era tio n  between work groups a t  

my company.

S im ila r ly , f i f t y - f o u r  to  e ig h ty - fo u r  p e r c en t (54% to  84%) o f  

th e  employees d id  n o t ag ree  w ith  s ix  o f  th e  n in e  m aintenance reaso n s  fo r
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Figure 4-13

Response P a tte rn  to  M o tiv a tio n a l Reasons fo r  S tay ing

Reason

Number Reason

Number of 
Responses 

CN = 95)

P ercen tage
of

Responses

21 I  l ik e  th e  amount o f teamwork 
in  my group

64 67

13 I  enjoy my job  h e re 59 62

6 I  l ik e  the  amount o f co o p era tio n  
between work groups a t  my company

49 52

17 I l ik e  th e  amount of in fo rm atio n  
I  ge t about how w e ll my work 
group i s  doing

42 44

46 I  am allow ed to  make good use  of 
my a b i l i t i e s

42 44

9 I  have a good o p p o rtu n ity  h e re  to  
ahead i f  I  want to

37 39

31 There a re  n o t too  many unnecessary  
ru le s  to  fo llow

31 33

48 My job  i s  le ad in g  to  th e  k ind  of 
fu tu re  I  want

30 32

42 I  am p a id  f a i r l y  fo r  the  k ind of 
work I  do

29 31

32 I  l ik e  th e  freedom  I  have to  p lan  
my own work

25 26

52 I  have c le a r - c u t  o b je c t iv e s  on which 23 
to  base my work goals

24
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Figure 4-14

Response P a t te r n  to  M aintenance Reasons fo r  S tay ing

Reason

Number Reason

,Number o f  
R esponses 

(N =95)

P ercen tag e  o f 

Responses

11 I  r e a l l y  enjoy working w ith  my 
su p e rv iso r

59 62

39 I  am proud to  work h ere 56 59

.27 I  can be su re  o f  a jo b  h e re  as 
long a s  I  do good work

51 54

35 I  f e e l  f r e e  to  t e l l  my su p e rv iso r  
what I  th in k

44 46

24 I  am inform ed about th e  o b je c t iv e s  
o f  my departm ent

35 37

50 I  am re q u ire d  to  do j u s t  about th e  
r ig h t  amount o f work

28 29

57 I  l i k e  th e  company b e n e f i t s 26 27

44 T h e re 's  v e ry  l i t t l e  fa v o r it ism  
h e re

21 22

1 I  l i k e  th e  working c o n d itio n s 15 16
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s ta y in g . The th re e  reaso n s to  which th e  a f f i r m a t iv e  response  was g iven  

by o v e r f i f t y  p e r  c en t o f  th e  employees were as  fo llo w s;

(62%) I  r e a l ly  enjoy working w ith  my su p e rv iso r .

(59%) I  am proud to  work h e re ,

(54%) I  can be su re  o f  a  jo b  h e re  a s  long  a s  I  do good work.

In  co n c lu s io n  i t  i s  ap p aren t th a t  th e  m a jo r i ty  o f  employees 

rem ained v d th  th e  company fo r  rea so n s  which a re  e x te rn a l  to  th e  jo b  and 

th e  company.

D iscu ssio n

The th re e  re se a rc h  q u e s tio n s  a p p lic a b le  to  t h i s  su rvey  and th e  

re s p e c tiv e  re s e a rc h  f in d in g s  a re  g iv en  below :

R esearch  Q uestion  I I I ( F )  To in v e s t ig a te  w hether th e  c u rre n t
employees rem ain v d th  th e  company 
fo r  m o tiv a tio n a l  re a so n s .

I t  i s  e v id en t from th e  f in d in g s  p re s e n te d  in  th e  p rev io u s  s e c 

t io n  and i l l u s t r a t e d  in  F igu re  4-13 th a t  o n ly  th r e e  o f th e  m o tiv a tio n a l 

reaso n s  were s tro n g ly  regarded  by more th an  f i f t y  p e r c e n t o f  th e  employees 

f o r  t h e i r  s ta y in g  w ith  th e  company. W ell o v e r f i f t y  p e r  c e n t o f  th e  p a r 

t i c i p a n t s  d id  n o t ag ree  w ith  th e  rem ain ing  e ig h t  re a so n s  f o r  s ta y in g .

Thus, i t  may be concluded th a t  th e  employees a re  n o t a t t r a c t e d  to  th e  

company fo r  s tro n g  m o tiv a tio n a l re a so n s . T h is  f in d in g  i s  c o n s is te n t  w ith  

th e  expec ted  f in d in g s .

R esearch  Q uestion  II I (G )  To in v e s t ig a te  w hether th e  c u rre n t
em ployees rem ain w ith  th e  company 
fo r  m ain tenance  re a so n s .

The f in d in g s  shown in  F ig u re  4-14 re v e a l  th a t  o v er f i f t y  p e r 

c en t o f  th e  employees agreed  w ith  o n ly  th r e e  o f  th e  n in e  m aintenance 

rea so n s  fo r  s ta y in g , im plying th a t  th e  m a jo r i ty  o f  employees (54% to  84%)
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d id  n o t c o n sid e r them selves s ta y in g  w ith  th e  company fo r  m aintenance 

re a so n s . T h is  f in d in g  i s  a lso  in  agreem ent w ith  th e  a n t ic ip a te d  outcome 

o f  t h i s  re s e a rc h  q u e s tio n .

R esearch Q uestion  I I I (H )  To in v e s t ig a te  whether th e  c u rre n t
employees rem ain w ith  th e  company 
fo r  e x te r n a l  environm ental reaso n s .

The f a c t  th a t  an overwhelming m a jo r i ty  o f  th e  employees (63% to  

82%) agreed  w ith  e ig h t  o f  th e  to p  e leven  rea so n s  which were a l l  e x te rn a l 

re a so n s  su g g es ts  an a f f i rm a tiv e  answer to  t h i s  q u e s tio n . In  a d d itio n  

t h i s  a lso  confirm s th e  p re s u p p o s it io n  aJx>ut th e  employees s ta y in g  on 

t h e i r  jo b s  fo r  e x te rn a l  env ironm enta l re a so n s , a m ajor p o in t o f  i n t e r e s t  

in  . th is  s tudy .

Looking a t  t h i s  p a r t  o f  th e  s tu d y  in  i t s  e n t i r e ty ,  i t  i s  obvious 

th a t  th e  m a jo r ity  o f  employees (63% to  82%) have favored  e x te rn a l  reaso n s 

f o r  s tay in g  w ith  th e  company. The main t h r u s t  o f  t h i s  enq u iry  was to  

e x p la in  why th o se  vho s tay ed  w ith  th e  company d id  so and to  determ ine  

v h e th e r jo b  s a t i s f a c t i o n  o r  e x te r n a l  p re s s u re s  in flu en c ed  th e se  vrorkers 

to  co n tin u e  on t h e i r  jo b s .  G iven th e  s ix ty -tw o  p e r  cen t who expressed  

s a t i s f a c t io n  w ith  t h e i r  jo b s  and th e  s ix ty - th r e e  to  e ighty-tw o p e r cen t 

who c i te d  v a r io u s  e x te r n a l  re a so n s  f o r  s ta y in g  w ith  th e  company, i t  can 

.be  concluded th a t  th e  p rim ary  rea so n  f o r  s ta y in g  was e x tra -o c c u p a tio n a l 

and th a t  s a t i s f a c t i o n  w ith  jo b  p ro b ab ly  p lay ed  a r e l a t iv e ly  minor ro le  

in  employee te n u re  in  t h i s  c a se . T h is  f in d in g  i s  very  c lo se  to  what 

F low ers and Hughes (1973, pp . 53-54) d isco v e re d  - th a t  lo w -s k i l l  manu

fa c tu r in g  employees rem ain on th e  jo b  p r im a r i ly  fo r  m aintenance o r  e x te rn a l  

environm ental re a so n s . In  t h i s  c a se , e x te r n a l  environm ental reasons 

ranked th e  to p  w ith  e ig h t o u t o f  th e  e lev en  rea so n s  fo r  s ta y in g .
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S y n th e s is  o f  R e s u lts  

In  t h i s  p a r t  o f  th e  c h a p te r , th e  f in d in g s  from th e  th re e  s e p a ra te  

p a r t s  o f  th e  re s e a rc h  w i l l  be b rough t to g e th e r .  The im p lic a tio n s  o f  the  

f in d in g s , recommendations fo r  th e  company, recommendations fo r  fu tu re  

re s e a rc h , and concluding  rem arks w i l l  be covered in  th e  nex t c h a p te r , 

"Summary and C o n c lu sio n s ,"

The re se a rc h  was undertaken  to  examine a  s e r io u s  employee tu r n 

over problem  in  a m anufactu ring  f a c i l i t y  lo c a te d  n e a r Oklahoma C ity ,

Because o f  th e  la rg e  number o f  employees who had te rm in a ted  t h e i r  employ

ment w ith  th e  company in  a r e l a t i v e ly  sh o r t  p e r io d  o f  tim e , i t  was 

su sp ec ted  th a t  th e re  p ro b ab ly  was a  d i s t i n c t  p a t te r n  o f  d if f e r e n c e s  in  th e  

background o f  th e  employees who s tay ed  on t h e i r  jo b s  ( lo n g -ten u re ) and 

th e  ones who te rm in a ted  t h e i r  jo b s  ( s h o r t - te n u r e ) . These d if f e r e n c e s  

were p re d ic te d  to  c e n te r  around such f a c to r s  as th e  age o f  th e  in d iv id u a l ,  

fam ily  r e s p o n s ib i l i ty ,  m a r i ta l  s t a t u s ,  number o f  dependents, le v e l  o f  

e d u ca tio n , and th e  l i k e .  The raw d a ta  f o r  th e  background a n a ly s is  came 

from th e  a p p lic a t io n  b lan k s  o f  th e  two g roups o f  employees. The b io g ra p h i

c a l  in fo rm a tio n  g a th e red  from th e  a p p l ic a t io n  b lan k s  was used in  d e te rm in i

ng th e  d if f e r e n c e s  between th e  lo n g -te n u re  and s h o r t- te n u re  employees and 

a lso  to  develop  a w eighted a p p lic a t io n  b lank  fo r  subsequent use  in  s c re e n 

in g  p o te n t ia l  em ployees. The s tu d y  confirm ed th a t  th e  em ployee's lo c a t io n  

o f  re s id e n c e , age, ed u ca tio n , p r io r  ex p erien ce , m a r i ta l  s t a tu s ,  and number 

o f  dependents were c r u c ia l  v a r ia b le s  a f f e c t in g  jo b  te n u re . In  a d d itio n , 

th e  w eighted a p p lic a t io n  b lank  was determ ined  to  p o sse ss  b o th  s t a t i s t i c a l  

s ig n if ic a n c e  and v a l id i ty  fo r  s e le c t io n  sc re e n in g .

I t  was a lso  p o s tu la te d  th a t  th e  employees who s tay ed  w ith  th e  

company were n o t a t t r a c t e d  to  th e  firm  because o f  an overwhelming l ik in g
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f o r  th e  jo b  th ey  were doing b u t f o r  reaso n s  n o t r e la te d  to  th e  jo b  and 

to  th e  o rg a n iz a tio n . T v d  surveys were conducted to  in v e s t ig a te  th e  above 

re a so n in g . One o f  th e se  surveys c o n s is te d  o f  a jo b  s a t i s f a c t io n  survey  

in  which th e  Job  D e sc rip tiv e  Index was u sed  to  examine th e  em ployees' 

s a t i s f a c t io n  w ith  t h e i r  Work, S u p e rv is io n , Pay, P rom otions, and Co- 

W orkers, The r e s u l t s  showed s a t i s f a c t i o n  w ith  Co-W orkers, S u p e rv is io n , 

P rom otions, and Work, in  descending  o rd e r .  Pay was th e  o n ly  a rea  where a 

m a jo r ity  o f  th e  employees were d i s s a t i s f i e d .  W hile th e  outcomes w ith  

re g a rd  to  Co-Workers and Pay were th e  same a s  ex p ec ted , in  th e  case  o f  

Work, S u p e rv is io n , and Prom otions i t  was expected  to  f in d  d i s s a t i s f a c 

t io n  by a  m a jo r ity  o f  th e  em ployees. I n  an o v e r a l l  m easure o f  s a t i s 

f a c t io n  w ith  th e  jo b  a s  a w hole, s ix ty -tw o  p e r  c e n t o f  th e  employees 

showed fa v o ra b le  d is p o s i t io n ,  .This f in d in g  su g g es ts  th a t  th e  lo n g -te n u re  

employees were s a t i s f i e d  w ith  t h e i r  jo b s  and m ight im ply th a t  t h e i r  long 

te n u re  i s  accoun tab le  fo r  th e  s a t i s f a c t i o n  th e y  have exp ressed  v /ith  t h e i r  

■jobs. That t h i s  i s  o n ly  t i u e  i n  p a r t  becomes c le a r e r  when th e  f in d in g s  

from th e  second survey  d e a lin g  w ith  th e  re a so n s  f o r  s ta y in g  a re  c o n s id 

e re d , R ath er h igh  p e rc en ta g e s  o f  employees (63% to  82%) ag reed  w ith  

v a r io u s  e x te rn a l  reaso n s fo r  s ta y in g  w ith  th e  company. At th e  same tim e 

r e l a t i v e ly  sm all p e rcen tag es  o f  employees (24% to  67%) c i te d  v a rio u s  

m o tiv a tio n a l reasons f o r  s ta y in g . S im ila r ly ,  th e  p e rcen tag es  o f  employ

ees  who checked m aintenance re a so n s  fo r  s ta y in g  ranged from s ix te e n  p e r  

c en t to  s ix ty -tw o  p e r  c e n t .  W ith re s p e c t to  b o th  m o tiv a tio n a l and m ain

tenance  reaso n s  th e re  were o n ly  th re e  rea so n s  in  each case  where more 

th an  h a l f  o f  th e  employees showed agreem ent.

In  th e  l i g h t  o f  th e  fo reg o in g  f in d in g s  i t  would appear th a t  th e  

employees vdvo s ta y  w ith  th e  company come from a background c h a ra c te r iz e d
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by fam ily  r e s p o n s ib i l i t i e s  and th a t  th ey  m ain ly  s ta y  f o r  rea so n s  which a re  

u n re la te d  to  t h e i r  vrork. S p e c i f ic a l ly ,  th e y  view  t h e i r  jo b s  o n ly  in s t r u -  

m e n ta lly  a s  v e h ic le s  which enab le  them to  respond to  th e  demands o f  th e  

e x te rn a l environm ent,

• The n ex t c h ap te r  d e a ls  w ith  th e  im p lic a tio n s  o f  th e  f in d in g s , 

recommendations f o r  th e  company and f o r  f u r th e r  re s e a rc h  and conclud ing  

n o te s .



CHAPTER V

SUMMARY AND CONCLUSIONS

T his c h ap te r  c o n ta in s  a summary o f  th e  s tu d y , th e  m ajor f in d in g s  

and t h e i r  im p lic a tio n s , and co nclud ing  rem arks in c lu d in g  c e r ta in  s p e c if ic  

recommendations f o r  th e  company.

Summary o f  th e  S tudy 

T h is  re s e a rc h  was p r im a r i ly  aimed a t  th e  problem  o f  employee 

tu rn o v e r in  a m anufactu ring  p l a n t .  I t s  fo cu s  was in  p a r t  on th e  form er 

and c u r re n t  employees in  one in s ta n c e ,  and th e  c u rre n t employees in  tv© 

o th e r  in s ta n c e s .  The f i r s t  p a r t  o f  th e  re s e a rc h  was desig n ed  to  i n v e s t i 

g a te  th e  p a t te r n  o f  d is c r im in a tin g  c h a r a c t e r i s t i c s  between employees who 

ten d  to  rem ain on t h e i r  jo b s  and th o se  who ten d  to  le av e  t h e i r  jo b s .

T h is  was accom plished by an a ly z in g  th e  b iograph ic-dem ographic  in fo rm atio n  

co n ta in ed  in  th e  a p p lic a t io n  b lan k s  o f  th e s e  em ployees. The same d a ta  

were used  to  develop  a w eighted a p p l ic a t io n  b lank  which vrould se rv e  as 

a  sc reen in g  d ev ice  in  fu tu re  s e le c t io n  so a s  to  m inim ize tu rn o v e r .

The second and th i r d  p a r t s  o f  th e  study  had a s  t h e i r  m ajor 

o b je c t iv e s  to  examine th e  d is p o s i t io n  o f  c u r re n t  employees w ith  re s p e c t 

to  t h e i r  jo b s  and t h e i r  t i e s  to  th e  o rg a n iz a t io n .  There a re  b o th  

p r a c t i t io n e r s  and th e o re t ic ia n s  who h o ld  to  th e  th eo ry  th a t  th e re  i s  a  

p o s i t iv e  r e la t io n s h ip  between jo b  s a t i s f a c t i o n  and jo b  te n u re  (G lueck, 

1974, p , 644), A t th e  same tim e, th e re  i s  ev idence which su g g es ts  th a t

140
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jo b  te n u re  i s  no t n e c e s s a r i ly  a fu n c tio n  o f  jo b  s a t i s f a c t io n ,  e s p e c ia l ly  

among lo w - s k i l l  m anufacturing  employees (Flow ers and Hughes, 1973, p . 4 9 ), 

In  view  o f  th e se  c o n f l ic t in g  o b se rv a tio n s , i t  i s  u n d e rs tan d ab ly  d i f f i c u l t  

to  draw any co n c lu s io n s  w ithout c lo s e r  exam ination  o f  a  s i tu a t io n  in v o lv 

ing  tu rn o v e r problem . The l a t t e r  two p a r t s  o f  t h i s  s tu d y  were d esigned  

to  examine th e  e x te n t to  which th e  employees who s tay ed  w ith  th e  company 

were s a t i s f i e d  w ith  t h e i r  jo b s  and to  e x p la in  why th ey  m ight rem ain in  

t h e i r  jo b s  even though t h e i r  l e v e l  o f  s a t i s f a c t io n  w ith  th e  jo b  m ight 

be on th e  low end.

O ften tim es , when o rg a n iz a tio n s  study  tu rn o v e r problem s, th e re

i s  a tendency  to  look a t  th e  is s u e  in  an i s o la te d  m anner. In  s e v e ra l  o f

th e  s tu d ie s  where b io g ra p h ic a l d a ta  have been used to  p r e d ic t  a n d /o r

c o n tro l  tu rn o v e r , th e  re s e a rc h e rs  have s a t i s f i e d  them selves by lo o k in g

in to  th e  b io g ra p h ic a l d a ta  a lone  (Schuh, 1967a). T h is  te n d s  to .o v e r lo o k

th e  i n t e r r e l a t e d  n a tu re  o f  th e  s e v e ra l  v a r ia b le s  vjhich a f f e c t  onployee

b e h av io r, in c lu d in g  tu rn o v e r and d e c is io n s  to  s ta y . F low ers and Hughes

(1973, p . 49) made th e se  o b se rv a tio n s  about ty p ic a l  tu rn o v e r  s tu d ie s :

Many companies spend a g re a t  amount o f  tim e and money in v e s t ig a t in g  
th e  causes o f  employee tu rn o v e r . U su a lly  th e  i n t e n t  beh ind  such 
s tu d ie s  i s  to  f in d  o u t why p eop le  le a v e —th e  id e a  be in g  th a t  i f  a 
company can id e n t i f y  th e  reaso n s f o r  te rm in a tio n s , i t  can work 
to  h o ld  te rm in a tio n s , and tu rn o v e r , down.

These a u th o rs  p o in t  o u t some o f  th e  in h e re n t weaknesses o f  such s h o r t 

s ig h te d  approaches. Most o f th e  tim e o rg a n iz a tio n s  look a t  o n ly  th e  

te rm in a tio n  s id e  o f  th e  is s u e . " I f  a  company wants to  keep i t s  em ployees, 

th en  i t  shou ld  a lso  study  th e  reaso n s f o r  r e te n t io n  and c o n tin u a tio n , 

and to  work to  r e in fo r c e  th e se"  (F low ers and Hughes, 1973, p .  4 9 ) , The 

a u th o rs  a lso  q u e s tio n  th e  argument th a t  p o s i t iv e  r e la t io n s h ip  betw een jo b
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s a t i s f a c t io n  and jo b  te n u re . According to  th e se  w r i te r s  (Flowers and

Hughes, 1973, p . 49):

[ t ] h i s  approach [o f  examining on ly  th e  te rm in a tio n  s id e ]  a lso  
te n d s  to  assume a p e r f e c t  c o r r e la t io n  between jo b  d i s s a t i s f a c t io n  
and tu rn o v e r. Many a company "wrks fo r  low tu rn o v e r because i t  
th in k s  a low r a te  im p lie s  t h a t  i t s  employees a re  p le a se d  w ith  
t h e i r  jo b s - -a n d , a f o r t i o r i ,  p ro d u c tiv e .

In  t h e i r  study  which went beyond th e  custom ary te rm in a tio n  a n a ly s is .

Flow ers and Hughes found th a t  jo b  te n u re  i s  no t p o s i t iv e ly  r e la te d  to

jo b  s a t i s f a c t io n  a t  a l l  s k i l l  le v e ls  and concluded th a t  lo w -s k i l l

m anufacturing  employees rem ain on t h e i r  jo b s  fo r  reaso n s e x te rn a l  to

th e  jo b  and to  th e  o rg a n iz a tio n .

Drawing on t h e i r  works, t h i s  study  was designed  to  tak e  a  s te p

beyond th e  a n a ly s is  o f  b io g ra p h ic a l d a ta  and th e  developm ent o f  w eighted

a p p lic a t io n  b lank  to  reduce tu rn o v e r. T h is  was c a r r ie d  o u t by examining

th e  le v e l  o f  s a t i s f a c t io n  w ith  jo b  as  expressed  by th e  c u rre n t employees

and f u r th e r ,  by in v e s t ig a t in g  th e  reaso n s c i te d  by th e se  employees fo r

s ta y in g  w ith  th e  company. The w e ll known C o rn e ll Job  D e sc r ip tiv e  Index

was used  to  m easure th e  le v e l  o f  s a t i s f a c t io n  w ith  jo b , and a second

in s tru m en t e n t i t l e d  ¥hy Do You S tay  At Your Company? developed and used

by F low ers and Hughes in  t h e i r  study was used to  determ ine  th e  reaso n s

fo r  s ta y in g  w ith  th e  company.

T h is th ree -p ro n g ed  study  should b rin g  in to  sh a rp e r focus th e  

is s u e  o f  ertployee tu rn o v e r and e n lig h te n  bo th  th e  p r a c t i t io n e r  and th e  

th e o r e t ic ia n .  I t  i s  hoped th a t  t h i s  w i l l  pave th e  way fo r  f u r th e r  

re se a rc h  in  t h i s  tw in is su e  o f  employee tu rn o v er and onployee r e te n t io n .  

The m ajor f in d in g s  and im p lic a tio n s  o f  each o f th e  th re e  p a r t s  o f  th e  

s tu d y  a re  d iscu ssed  in  th e  n ex t s e c tio n .
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M ajor F ind ings anci Im p lic a tio n s

A n a ly sis  o f  B io g rap h ica l Data and 
Development o f  W eighted A p p lic a tio n  Blank

The purposes o f t h i s  p a r t  o f th e  study  were to  in v e s t ig a te  th e  

d if f e r e n c e s  between lo n g -ten u re  and s h o r t- te n u re  employees w ith  re sp e c t 

to  t h e i r  b iographic-dem ographic background and to  id e n t i f y  th o se  a t t r i 

b u te s  which seem to  encourage long te n u re . Based on t h i s  a n a ly s is  a 

w eighted a p p lic a t io n  b lank was developed fo r  th e  company.

The study  confirm ed th e  assum ptions about id e n t i f i a b l e  d i f f e r e 

n ces  in  th e  background o f  lo n g -ten u re  and s h o r t- te n u re  em ployees. In  • 

th e  two p re v io u s ly  re p o rte d  s tu d ie s  (England, 1971, p ,  51) employing 

c ro s s -v a l id a t io n  an d /o r h o ld -o u t g roups, th e  fo llo w in g  item s were found 

to  be p re d ic t iv e  o f  te n u re  o f  p ro d u c tio n  w orkers;

Age

L ocation  o f  re s id en c e  

M a r i ta l  S ta tu s  

Number o f  dependents

P rev io u s  vrork experience  and t r a in in g  reco rd  

In  t h i s  s tu d y , te n  v a r ia b le s  were examined. Of th e s e , th e  fo llo w in g  s ix  

were found to  be capab le  o f  s e p a ra tin g  lo n g -te n u re  and s h o r t- te n u re  

employees:

Age

L ocation  o f  re s id en ce  

M a r ita l  s ta tu s  

Number o f  dependents 

P rev io u s work experience  

Level o f  ed u ca tio n
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I t  I s  i n t e r e s t in g  and encouraging  to  n o te  t h a t  th e  f in d in g s  in  t h i s  study  

id e n t i f i e d  th e  same v a r ia b le s  a s  in  th e  o th e r  re p o r te d  s tu d ie s  d e a lin g  

w ith  p ro d u c tio n  vrorkers. An a d d i t io n a l  v a r ia b le  - le v e l  o f  ed u ca tio n  - 

was a ls o  found to  be an im p o rtan t d e te rm in an t o f  jo b  te n u re  in  t h i s  c a se . 

One p o s s ib le  co n c lu s io n  h e re  would be t h a t  th e r e  i s  a  g e n e r a l i ty  o f  th e  

v a r ia b le s  t h a t  account f o r  tu rn o v e r among p ro d u c tio n  em ployees. The 

im p lic a tio n  would be th a t  in  fu tu r e  s tu d ie s  o f  t h i s  n a tu re  re s e a rc h e rs  

m ight fo cu s  on th e se  v a r ia b le s  a s  p o te n t i a l  d is c r im in a to rs  o f  lo n g -ten u re  

and s h o r t- te n u re  p ro d u c tio n  w orkers.

F u r th e r  exam ination  o f  th e  r e s u l t s  o f  t h i s  p a r t  o f th e  study  

d e sc r ib e d  in  C hapter IV and i l l u s t r a t e d  in  F ig u re  4-3 r e v e a ls  th a t  in d i 

v id u a ls  w ith  th e  fo llo w in g  p r o f i l e  a re  m ost l i k e ly  to  s ta y  w ith  t h i s  

o rg a n iz a tio n :

Age:

L o cation  o f  re s id e n c e ; 

M a r ita l  s t a tu s :

Number o f  dependents: 

P rev io u s  vrork ex p erien ce : 

L evel o f  ed u ca tio n :

27 y e a r s  o r  o ld e r  

Out o f  town 

S in g le  w ith  dependents 

1 to  3

None o r  o ver 5 y e a rs  

12 to  13 y e a rs

C onverse ly , in d iv id u a ls  w ith  th e  fo llo w in g  a t t r i b u t e s  w i l l  be th e  l e a s t  

l i k e l y  to  s ta y :

Age:

L ocation  o f  re s id e n c e : 

M a r ita l  s ta tu s ;

Number o f  dependents: 

P rev io u s  vork ex p erien ce : 

Level o f  ed u ca tion :

Under 27 y e a rs

Local

S in g le

None o r  o ver 5 

1 to  3 y e a rs

Under 12 o r  o ver 13 y e a rs
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S e v e ra l o b se rv a tio n s  can be-made in  re g a rd  to  th e  fo reg o in g  

p e r s o n a l i ty  p r o f i l e s  o f  th e  lo n g -te n u re  and s h o r t- te n u re  em ployees.

Each o f  th e  v a r ia b le s  i s  d is c u s se d  b r i e f l y  h e re :

1 , Age; In d iv id u a ls  who a re  tw en ty -seven  o r  o ld e r  were found 

to  s ta y  lo n g er on t h e i r  jo b s .  I t  i s  common to  assume t h a t  o ld e r  people  

a re  more m ature , have g r e a te r  sen se  o f  r e s p o n s ib i l i ty ,  and th e re fo re ,  

would ten d  to  be more s ta b le  em ployees. The U.'S. Departm ent o f  Labor 

in  a re c e n t study  re v e a le d  th a t  th o se  in  th e  tw e n ty -f iv e  to  th i r t y - f o u r  

age group change jo b s  4 .8  tim es  on th e  average  in  t h e i r  l i f e  tim e w hile  

th o se  in  th e  tw enty to  tw e n ty -fo u r  age group change t h e i r  jo b s  6 .6  tim es 

in  t h e i r  l i f e  tim e (A ugustine , 1972, p . 6 2 -1 ) .

2 , L ocation  o f  re s id e n c e : Wien jo b  o p p o r tu n i t ie s  a re  l im ite d

o r  n o n e x is te n t in  lo c a l  com m unities, p eo p le  te n d  to  look e lsew here  fo r  

employment. The f a c t  th a t  th ey  have to  f in d  employment in  a p la c e  away 

from home would te n d  to  t i e  a  p e rso n  more to  a  jo b  fo r  f e a r  o f  having  to  

look f o r  o th e r  jo b s  o r  hav ing  to  r e lo c a te  in  o rd e r  to  o b ta in  a  new jo b .

I t  i s  p o s s ib le  th a t  o u t-o f-to w n  employees vÆio a re  fav o red  in  t h i s  case  

may have come to  t h i s  town seek in g  jo b s  due to  la ck  o f  o p p o rtu n ity  in  

t h e i r  own com m unities.

3 , M a r ita l s t a tu s :  W ith th e  in c re a s in g  number o f  fem ale-headed 

f a m i l ie s - - th i r t e e n  p e r  c e n t o f  a l l  fa m il ie s  in  1975 (Blackman, 1976, p , 1 ), 

i t  i s  n o t s u rp r is in g  to  n o te  th a t  w ith  re s p e c t  to  th e  r e la t io n s h ip  between 

m a r i ta l  s t a tu s  and jo b  te n u re , s in g le  employees w ith  dependen ts a re  

favo red  over s in g le  and m a rrie d  in d iv id u a ls ,

4 , Number o f  dependen ts; The study  re v e a le d  t h a t  in d iv id u a ls  

w ith  none o r  more than  f iv e  dependen ts were th e  l e a s t  fav o red  w hile  th o se  

w ith  one to  th re e  were fav o red  more th a n  th e  ones w ith  fo u r  o r  f iv e .
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Employees w ith  no dependents may n o t have th e  r e s p o n s ib i l i ty  to  p rov ide  

fo r  th e  support o f  anyone e ls e  and consequen tly  t h i s  group may f in d  no 

com pelling reaso n s  to  s ta y  committed to  a  jo b .  'While th e  age o f  th e  

dependents was n o t tak en  in to  acco u n t, i t  i s  rea so n ab le  to  assume th a t  

th e  h ig h ly  favo red  group have young c h ild re n  t o t a l l y  dependent on t h e i r  

p a re n ts  fo r  t h e i r  su p p o rt, making i t  a n e c e s s i ty  fo r  th e  incom e-producer 

to  s ta y  on th e  jo b .  As to  idiy th o se  w ith  over f iv e  dependents tended  to  

le av e , i t  i s  a  p u z z lin g  is s u e .  P o s s ib ly  th ey  f in d  th e  income n o t adequate 

to  meet t h e i r  .needs and hence seek g re e n e r p a s tu re s .

5 , P rev io u s  vrork ex p erien ce : I t  i s  in te r e s t in g  to  n o te  th a t

peop le  w ith  none o r  w ith  f iv e  o r  more y e a rs  o f  p r io r  ex p erien ce  a re  more 

l ik e ly  to  be lo n g -te n u re  th an  th o se  in  betw een. For th e  f i r s t - t i m e r s ,  

th e re  i s  u s u a l ly  a  d e s i r e  to  make th e  b e s t  o u t o f  th e  new found o p p o rtu 

n i ty  and co n seq u en tly  th e y  would make more e f f o r t  to  keep th e  jo b .  Those 

w ith  over f iv e  y e a rs  o f  ex p erien ce  p robab ly  r e a l i z e  th e  d i f f i c u l t i e s  

invo lved  in  jum ping from company to  conpany and th e  e f f e c t  i t  may have in  

o b ta in in g  new jo b s .  Those in  between m ight be p rone  to  move from jo b  to  

jo b  o r  may n o t  have had enough tim e to  prove them selves d u rin g  th e  tim es 

th ey  were employed,

6 , L evel o f  ed u ca tio n : The b io g ra p h ic a l d a ta  a n a ly s is  in d ic a te d

th a t  in d iv id u a ls  w ith  tw elve  to  t h i r t e e n  y e a rs  o f  e d u ca tio n  were l e s s  

l ik e ly  to  q u i t  t h e i r  jo b s  th an  th o se  w ith  le s s  th an  tw elve d r  more than  

th i r t e e n  y e a rs  o f  e d cu a tio n , A h ig h  school diplom a i s  p e rc e iv e d  as  a 

symbol o f  achievem ent by many p e o p le . Those who r e a l i z e  t h i s  g o a l can

be viewed a s  p eop le  w ith  a commitment to  a  purpose . Those w ith  l e s s  than  

a  h igh  schoo l ed u ca tio n  cou ld  p o s s ib ly  f a l l  in  th e  d ro p -o u t ty p e  ca teg o ry  

fo r  re a so n s  o f  lack  o f  i n t e r e s t  an d /o r commitment. Such p e r s o n a l i ty
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t r a i t s  a re  ap t to  m an ife s t in  th e  in d iv id u a l 's  o c cu p a tio n a l l i f e  a ls o .

There a re  p o ss ib ly  two reasons fo r  those  w ith  th i r t e e n  y ea rs  

s tay in g  on th e  jo b .  These peop le  p robab ly  had some o n e -y ear v o c a tio n a l- 

te c h n ic a l  t r a in in g  a f t e r  h igh sch o o l. Or i t  i s  p o s s ib le  th a t  they  m ight 

have a ttem p ted  to  pursue  a c o lle g e  c a re e r  bu t perhaps a f t e r  fac in g  one 

o r  more o b s ta c le s  in  t h e i r  e d u ca tio n a l p a th , decided  to  p u rsue  some 

o c cu p a tio n a l p a th  in s te a d .

The n a tu re  o f  th e  jo b  and th e  s k i l l  requ irem en ts  a re  perhaps 

le s s  o f  a ch a llen g e  to  people vÆio have had more than  th i r t e e n  y e a rs  o f  

ed u ca tio n . I t  a lso  s tan d s  to  reason  t h a t  th e se  in d iv id u a ls  may have 

viewed th e  jo b  a s  an in s tru m en t in  f in d in g  ano ther jo b  an d /o r a ta a p o ra ry  

jo b  to  p u l l  them th rough  th e  summer months vAien th ey  were n o t in  sch o o l.

The w eighted a p p lic a t io n  b lank i s  a d i r e c t  r e s u l t  o f  th e  b io 

g ra p h ic a l d a ta  a n a ly s is  and p ro v id es  a  u s e f u l . to o l  fo r  employee s e le c t io n .  

The in s tru m en t makes no d e c is io n s  fo r  th e  manager; i t  en ab les  th e  manager 

to  use  th e  same in  co n ju n c tio n  v d th  o th e r  to o ls  and te ch n iq u es  to  make 

a b e t t e r  d e c is io n  in  s e le c t in g  p e rso n n e l. The w eighted a p p lic a t io n  

blank does n o t su p p lan t b u t subsumes th e  e x is t in g  system  employed in  

employee s e le c t io n .  F in a lly  t h i s  in s tru m en t i s  n o t a  s u b s t i tu te  f o r  

e f f e c t iv e  management; r a th e r  i t  i s  designed  to  sharpen th e  m anager's  

i n tu i t i o n s .

Job S a t i s f a c t io n  Survey 

The a re a  o f  jo b  s a t i s f a c t io n  i s  p robab ly  one o f  th e  most 

w idely  re sea rch ed  o n es . In  t h i s  study  th e  survey  had one m iss io n — 

th a t  i s ,  to  de term ine  th e  e x te n t to  which jo b  s a t i s f a c t io n  was a 

de te rm in an t o f  jo b  te n u re .
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Of th e  f iv e  jo b - r e la te d  v a r ia b le s  examined by th e  Job  D e sc r ip tiv e  

Index  d e sc rib e d  in  e a r l i e r  c h a p te rs ,  th e  employees dem onstrated  a p o s i t iv e  

a t t i t u d e  toward th e i r  Work, S u p e rv is io n , P rom otions, and Co-W orkers. The 

on ly  a re a  o f  n e g a tiv e  d is p o s i t io n  was in  th e  case  o f  Pay. The deg ree  o f  

s a t i s f a c t io n  expressed  w ith  each s c a le , when ran k -o rd e red , would be Co- 

W orkers (84%), S u p erv is io n  (74%), Work (58%), Prom otions (58%), and Pay 

(35%). T his would in d ic a te  th a t  i f  th e  f irm  were to  engage in  c o r re c t iv e  

s te p s  w ith  re s p e c t to  employee d i s s a t i s f a c t i o n  a re a s , i t s  immediate 

c o n c e n tra tio n  ought to  be in  th e  a re a  o f  pay  even though th e  firm  c la im s 

to  pay th e  h ig h e s t wages in  th e  community. The two o th e r  a re a s  t h a t  would 

seem to  w arran t concern a re  wcrk and prom otion . F i f ty - e ig h t  p e r  c e n t o f  

th e  employees showed p o s i t iv e  a t t i t u d e  tow ard each o f  th e se  a sp e c ts  o f  

t h e i r  jo b s .  W hile t h i s  i s  encourag ing , i t  i s  f a r  from s a t i s f a c to r y .  At 

th e  same tim e, th e  a re a s  o f  oo-w orkers and su p e rv is io n  b o th  o f  which had 

f a i r l y  h ig h ly  fa v o ra b le  re sp o n se s , shou ld  n o t be n e g le c te d . Every a ttem p t 

should  be made to  m a in ta in  an d /o r in c re a s e  th e  d is p o s i t io n  tow ard th e se  

two a re a s .

S ince  t h i s  p a r t  o f  th e  s tudy  d e a l t  w ith  th e  e n t i r e  work fo rc e  

i n  th e  p la n t ,  th e  f in d in g s  re p o r te d  h e re  a re  q u ite  s ig n i f ic a n t  a s  f a r  a s  

th e  company i t s e l f  i s  concerned . I f  one were to  make assum ptions to  th e  

e f f e c t  th a t  th e  p la n t  work fo rc e  i s  a  sample o f  th e  p o p u la tio n  u n iv e rs e , 

th e  f in d in g s  a lso  have g e n e ra l im p lic a t io n s . Sm ith, e t  a l , (1969, pp , 79- 

82) re p o rte d  th a t

[ f ] o r  b o th  men and women rank o rd e rs  o f  s a t i s f a c t io n  a re  
id e n t ic a l :  Co-W orkers, S u p e rv is io n , Work, Pay and (n o ta b ly  l a s t )
Prom otions when based  on raw means; o r  Co-Workers, Work, S u p e rv i
s io n , Pay and Prom otions when based  on d e v ia t io n s  from th e  equ ated  
n e u tr a l  p o in ts .

The Sm ith, e t  a l ,  f in d in g s  a re  based  on a  s tudy  o f  over 2,500 fem ale and
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male employees a c ro ss  tw enty-one p la n ts .  F in d in g s  in  t h i s  study  a re  

a re  p re se n te d  in  F ig u re  5-1 to  show th e  raw means and th e  d e v ia t io n s  o f 

means from th e  equated  n e u t r a l  p o in ts .  The rank o rd e rs  o f  s a t i s f a c t io n  

based  on raw means a re  Co-W orkers, S u p e rv is io n , P rom otion, Work, and Pay, 

The d if f e r e n c e  between th e  co n c lu s io n s  drawn by S m ith , e t  a l . and t h i s  

s tu d y  when based on raw mean sco re s  i s  in  th e  o rd e r in g  o f Pay and Promo

t io n s .  In  th e  Sm ith f in d in g s , th e se  were fo u r th  and f i f t h  r e s p e c t iv e ly ;  

h e re  th e y  were f i f t h  and fo u r th  r e s p e c t iv e ly .  When th e  d e v ia t io n s  from 

th e  equated  n e u t r a l  p o in ts  a re  c o n s id e red , th e  Sm ith, e t .  a l . f in d in g s  

showed Co-Workers, Work, S u p e rv is io n , Pay, and Prom otions; in  th e  p re s e n t  . 

s tu d y , th e  o rd e r  i s  Co-W orkers, S u p e rv is io n , P rom otions, Work, and Pay.

In  b o th  s tu d ie s  Co-Workers ranked f i r s t .  In  th e  Sm ith f in d in g s  

Prom otions ranked l a s t ;  in  t h i s  s tu d y . Pay ranked l a s t .  The reaso n  f o r  

t h i s  d if f e r e n c e  i s  perh ap s  due to  th e  f a c t  th a t  m ost o f  th e  enp loyees in  

th e  p re s e n t  s tudy  in  t h e i r  s h o r t  p e r io d  o f  onployment w ith  th e  company 

have experienced  some advancement o r p e rc e iv e d  t h a t  t h e i r  o p p o r tu n i t ie s  

f o r  advancement were f a i r l y  good. I t  w i l l  be r e c a l le d  t h a t  th e  company 

has been in  o p e ra tio n  f o r  o n ly  a l i t t l e  over tw3 y e a rs  a s  o f  th e  tim e th e  

d a ta  were c o l le c te d ,  and as  a  m a tte r  o f  p o lic y  th e  company prom oted em

p lo y e es  from f in a l  assem bly a re a s  to  sub-assem bly o p e ra t io n s .

By way o f  g e n e ra l c o n c lu s io n s  s a t i s f a c t i o n  w ith  Co-Workers 

ranked h ig h e s t .  Such was th e  case  in  a re c e n t s tu d y  among p o l ic e  o f f i c e r s  

(Cox and S tick n ey , 1975, p . 3 ) ,  In  th e  same s tu d y  th e  a re a  o f Prom otions 

ranked l a s t ,  a f a c t  in  co n ce rt w ith  th e  Sm ith f in d in g s .  S a t i s f a c t io n  

w ith  th e  rem aining jo b  s c a le s  fo llo w  about th e  same o rd e r .  F in d in g s  he re  

su g g est t h a t  th e  two a re a s  re q u ir in g  immediate a t t e n t io n  would be Pay and
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F ig u re  5-1

JDI S ca le  S t a t i s t i c s  f o r  Female and Male Employees (N=95)

S c a le

Equated
N eu tra l

P o in t Mean

Raw S cores

S tandard
D ev ia tio n

D iffe re n c e  o f  
Mean from Equated 

N e u tra l P o in t

Work 26 28.00 11.60 2.00

S u p erv is io n 33 39.85 9.96 6 .85

Pay 22 18.17 11.28 -3 .83

Prom otion 20 25.16 15.69 5.16

Co-Workers 32 42.86 10.12 10.86
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Prom otions. The reaso n  th a t  pay i s  one o f  th e  f re q u e n tly  c i te d  a re a s  o f 

d i s s a t i s f a c t io n  m ight be found in  one o f  th e  b a s ic  assum ptions about 

peop le: man i s  a w anting an im al. I t  i s  e i th e r  th a t  th e  in d iv id u a l i s

s tru g g lin g  to  make ends meet o r  th a t  th e  in d iv id u a l p e rc e iv e s  th e  money 

in c e n tiv e s  as  means o f  s a t i s f y in g  some o f  th e  h ig h er le v e l  needs.

Prom otion lik e w ise  i s  c o n s is te n t  w ith  th e  a s p ir a t io n s  o f  peop le  

to  advance and to  grow in  t h e i r  o c cu p a tio n a l l i f e .  In  most e s ta b lis h e d  

o rg a n iz a tio n s , th e re  i s  alw ays a  l im i t  to  th e  number o f  h ig h er p o s i t io n s  

th a t  w i l l  become vacan t so th a t  th o se  a t  th e  lower echelons cou ld  be 

promoted. Furtherm ore, an o rg a n iz a tio n  cannot a ffo rd  to  fo llo w  too 

s t r i c t l y  a p o lic y  to  promote from w ith in  l e s t  i t  becomes a home fo r  a 

l o t  o f  deadwood o r  i t  sim ply may n o t have th e  t a l e n t  a v a ila b le  from i t s  

p re s e n t in v en to ry  o f p e rso n n e l. I t  i s  co n ce iv ab le , th e re fo re ,  th a t  in  

t h i s  company prom otion may tu r n  o u t to  be a problem  a re a  in  th e  long  run . 

As was p o in te d  o u t in  th e  f i r s t  c h a p te r , t h i s  firm  m ight be viewed a s  an 

o rg a n iz a tio n  moving th ro u g h  a t r a n s ie n t  s ta g e  d u rin g  which tim e a d i s 

p ro p o r tio n a te ly  h ig h e r number o f  employees g e t  prom oted. Once th e  

o rg a n iz a tio n  ach iev es  s t a b i l i t y  in  i t s  manpower req u irem en ts , th e  freq u en 

cy o f  prom otion i s  a p t to  go down. The im p lic a tio n  f o r  management would 

be to  p re p a re  fo r  such c o n tin g e n c ie s  by in tro d u c in g  o th e r  in c e n tiv e s  

designed  to  r e ta in  anployees whose a s p i r a t io n s  fo r  advancement may never 

be r e a l iz e d  o th e rw ise . One avenue would be to  p ro v id e  fo r  su b -s te p s  

w ith in  a g iv en  jo b  c l a s s i f i c a t i o n  whereby a person  cou ld  move in  a c a re e r  

p a th ; o th e r  a l t e r n a t iv e s  m ight be to  p ro v id e  o p p o rtu n ity  fo r  employees to  

a cq u ire  v a rio u s  s k i l l s  th rough  o n - th e - jo b  t r a in in g  so th a t  th e  problem  o f 

boredom i s  minimized by  en ab lin g  in d iv id u a ls  to  perform  a t  d i f f e r e n t  

phases o f  th e  o p e ra tio n . T h is  can be combined w ith  wage in c re a s e s , th e  

e f f e c t  o f  which would be alm ost th e  same a s  prom otions.
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Of i n t e r e s t  fo 'r p o s s ib le  fu tu re  re s e a rc h  would be th e  re lev an ce

o f  community c h a r a c te r i s t i c s  to  jo b  s a t i s f a c t io n  and jo b  te n u re . T h is

was no t one o f  th e  fo c a l  p o in ts  o f  en q u iry  in  t h i s  s tudy , though m ention

was made in  th e  in tro d u c to ry  c h a p te r  th a t  econom ically  th e  community

ranked below th e  s t a t e  in  which i t  i s  lo c a te d . I t  was a lso  p o in te d  o u t

th a t  a good number o f  th e  lo c a l  p o p u la tio n  a t  one tim e o r  an o th er have

been r e c ip ie n t s  o f  p u b lic  w e lfa re  program s. Blood and H ulin (1967) and

H ulin  and Blood (1968) suggested  th a t  w orkers coming from "communities.

which should f o s te r  in te g r a t io n  w ith  m id d le -c la s s  norms would s t r u c tu r e

t h e i r  jo b s  d i f f e r e n t ly  th an  a l ie n a te d  [from  m id d le -c la ss  norms] w orkers"

(Blood and H ulin , 1967, p . 284). A ccording to  th e se  w r i te r s ,  th o se  who

In te g ra te  w ith  m id d le -c la s s  norms ten d  to

have p e rso n a l invo lvonen t w ith  t h e i r  jo b s  and a s p ir a t io n s  w ith  
t h e i r  o ccu p a tio n s . T h e ir  g o a ls  a re  th e  type o f  upward m o b ility , 
s o c ia l  c lim bing  g o a ls , g e n e ra l ly  a s s o c ia te d  w ith  th e  American 
m iddle c la s s  (Blood and H u lin , 1967, p . 284).

On th e  o th e r  hand, th e  a l ie n a te d  w orkers

can be d e sc r ib e d  a s  in v o lv ed  in  t h e i r  jo b s  on ly  in s tru m e n ta lly ; 
th a t  i s ,  th e  jo b  i s  o n ly  a p ro v id e r  o f  means f o r  p u rsu in g  e x tra -  
o c cu p a tio n a l g o a ls . The concern o f  th e se  w orkers i s  n o t fo r  
in c re a se d  r e s p o n s ib i l i ty ,  h ig h e r  s t a tu s ,  o r  more autonomy. They 
want money, and th e y  want i t  in  r e tu r n  fo r  a m inim al amount o f 
p e rso n a l involvem ent (Blood and H ulin , 1967, p . 285).

The a l ie n a t io n  p ro cess  i s  c h a ra c te r iz e d  a s  a lack  o f  s o c ia l iz a t io n  to

m id d le -c la ss  noims. A ccord ing ly ,

where a  segment o f  s o c ie ty  e x i s t s  which h o ld s  n o n -m id d le -c la ss  
norms and which i s  la rg e  enough to  s u s ta in  i t s  own norms, th e  
members o f  th a t  s u b -c u ltu re  w i l l  become s o c ia l iz e d  to  th e  norms 
o f th a t  su b -c u ltu re . . . . p e rso n s  se p a ra te d  from m id d le -c la ss  
id e n t i f i c a t io n  by low e d u c a tio n a l a tta in m en t o r  low o c cu p a tio n a l 
s ta tu s  and l iv in g  in  g h e tto s ,  slum s, and h ig h ly  in d u s t r ia l iz e d  
communities would develop  and s u s ta in  a d i s t i n c t  norm system 
(Blood and H ulin , 1967, p . 285).

On th e  su rfa c e  th e  fo reg o in g  rem arks appear to  have b earin g  in  t h i s
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case  a ls o .  The r u r a l  c h a ra c te r  o f  th e  community, i t s  r e l a t i v e ly  low 

economic s t a t u s ,  th e  low o f le v e l  o f  e d u ca tio n , and th e  r e l a t i v e ly  h igh  

p e r  c en t o f  i t s  p o p u la tio n  re c e iv in g  p u b lic  a s s is ta n c e  connotes a 

community th a t  f o s te r s  m id d le -c la ss  norm s. Based on th e  f in d in g s  o f  

Blood and H u lin  (1967) t h i s  p la n t  m ight se rv e  a s  an a p p ro p r ia te  s e t t in g  

where jo b  enrichm ent program s may be undertaken  to  re so lv e  th e  problem .

Jo b  enrichm ent has been proposed as  one developm ental program th e  f irm  

m ight u n d e rta k e . These comments an d /o r o b se rv a tio n s  a re  p r im a r i ly  

p e rso n a l o p in io n s  o f  t h i s  w r i te r ,  b ased , o f  co u rse , on th e  w r i t in g s  o f  

e a r l i e r  w r i t e r s .  However, th e  im p lic a tio n s  o f  th e  p reced in g  rem arks 

become c le a r e r  a s  th e  f in d in g s  from th e  rea so n s  fo r  s tay in g  a re  exam ined. 

M eanwhile, f u r th e r  in v e s t ig a t io n  o f  th e  community v a r ia b le s  and t h e i r  

re le v an c e  to  s a t i s f a c t i o n  on th e  jo b  and tu rn o v e r ought to  be a  w orthw hile  

a re a  d ese rv in g  exam ination .

Reasons f o r  S tay in g  Survey

In  s p i te  o f  th e  p o s i t iv e  a t t i t u d e s  expressed  tow ard Co-W orkers, 

S u p e rv is io n , Work, and Prom otions, when i t  came to  responding  to  th e

Why Do You S ta y  At Your Company? q u e s tio n n a ire , la rg e  numbers o f  th e

employees s tro n g ly  agreed  w ith  n o n -w o rk -re la ted  reaso n s f o r  s ta y in g .

O ut o f  th e  to p  e leven  reaso n s c i t e d ,  e ig h t  had to  do w ith  e x te r n a l  

env ironm enta l re a so n s . These were;

1 , I  en joy  l iv in g  in  my p re s e n t  neighborhood (78%)

2 , I  have fam ily  r e s p o n s ib i l i t i e s  (78%)

3 , I  have fam ily  and r e l a t i v e s  in  th e  a re a  (71%)

4 , I  l ik e  to  l iv e  in  t h i s  a re a  (70%)

5, I  do n o t b e lie v e  in  jum ping from company to  company (67%)
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6. I  am working to  make ends m eet (62%)

7. The company i s  conven ien t to  my home (62%)

8. I  am working to  save enough money to  buy some th in g s  and

I  have n o t g o t th e re  y e t (60%)

These reaso n s c le a r ly  in d ic a te  th a t  th e  employees view  t h e i r

jo b s  o n ly  a s  a means o f m a in ta in in g  what Dawis and L o fq u is t (1969) would

c a l l  a "correspondence" w ith  t h e i r  non-work environm ent. Taking in to

c o n s id e ra tio n  th e  r e l a t i v e l y  low p e rc en ta g e  o f  th e  n in e ty - f iv e  employees

who c i te d  m o tiv a tio n a l re a so n s  f o r  s ta y in g  w ith  th e  company, i t  seems

reaso n ab le  to  ag ree  w ith  Blood and H ulin  (1967, p . 285) th a t  " th e  jo b  .

i s  o n ly  a p ro v id e r  o f  means fo r  p u rsu in g  e x tra -o c c u p a tio n a l g o a ls . , . .

They want money, and th e y  want i t  in  r e tu rn  f o r  a  m inim al amount o f

p e rso n a l invo lvem en t."  In  b a lan ce , th e  f in d in g s  in  t h i s  p a r t  o f  th e  study

confirm  th e  Floweis and Hughes (1973, p . 49) o b s e rv a tio n s , one o f  th e

prem ises on which t h i s  p a r t  o f th e  study  was based:

A f te r  a l l ,  some p eop le  s ta y  on t h e i r  jo b  o r  w ith  th e  company fo r  
reaso n s th a t  have n o th in g  to  do w ith  t h e i r  jo b s  o r  w ith  th e  
company, and such enp loyees may la ck  th e  m o tiv a tio n  to  do more 
than  th ey  c ib so lu te ly  m ust to  s ta y  a f l o a t .

T h is  means th a t  th e  m a jo r i ty  o f  th e  employees in  t h i s  f irm  m ight f i t  in

th e  " tu rn -o f f s "  c a teg o ry  which in  extrem e c a se s  i s  ty p i f i e d  by h ig h

le v e ls  o f  d i s s a t i s f a c t i o n  w ith  t h e i r  jo b s  and rem aining on th e  jo b

s t r i c t l y  f o r  e x te rn a l  env ironm enta l re a so n s . Given th e  low s k i l l  le v e l

o f  th e se  em ployees, th e  f in d in g s  h ig h ly  c o rro b o ra te  w ith  th e  f in d in g s

o f  th e  Flowers-Hughes s tu d y  in  which lo w - s k i l l  employees f e l t  bound to

th e  job/com pany m ain ly  by b e n e f i t s ,  fam ily  r e s p o n s ib i l i t i e s ,  th e

d i f f i c u l t y  o f  lo c a t in g  an o th er jo b , p e rso n a l f r ie n d s h ip s ,  community

t i e s ,  and f in a n c ia l  p re s s u re s .
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J u s t  as  in  th e  second p a r t .o f  t h i s  re se a rc h , a l l  th e  p la n t  em

p lo y ees  p a r t ic ip a te d  in  t h i s  p a r t  o f  th e  s tu d y . Given th e  s im i la r i ty  o f  

th e  f in d in g s  in  t h i s  s tu d y  w ith  t h a t  o f th e  Flowers-Hughea f in d in g s  w ith  

re sp e c t to  lo w -s k i l l  m an u factu rin g  employees and th e  u n d erly in g  co ncep ts  

in  th e  Blood and H ulin " In te g r a t io n  [w ith ] -A lie n a tio n  [from ] m id d le -c la s s  

norms" continuum, a t e n ta t iv e  g e n e r a l iz a t io n  can be made to  th e  e f f e c t  

th a t  b lu e -c o l la r  m anufactu ring  employees a re  p r im a r i ly  t i e d  to  t h e i r  jo b s /  

company fo r  e x tra o c c u p a tio n a l re a so n s . T h is  su p p o sitio n  has s e v e ra l  im

p l ic a t io n s  to  management. For one th in g , i t  i s  d i f f i c u l t  to  draw  any 

g e n e ra l n o tio n s  about why employees s ta y  o r  le av e . As Flow ers and Hughes 

(1978, p . 49) observe , "one in d iv id u a l  w i l l  s ta y  in  a  jo b  under c o n d itio n s  

th a t  would cause an o th er to  s t a r t  pounding th e  pavem ents."  S ta te d  d i f 

f e r e n t ly ,  th e  reaso n s p eo p le  q u i t  t h e i r  jo b s  a re  n o t always th e  o p p o s ite  

o f th e  reasons why peop le  s ta y  on t h e i r  jo b s .  T h e re fo re , a tte m p ts  d i r e c 

te d  a t  c o r re c t in g  th e  rea so n s  f o r  q u i t t in g  th e  jo b  may n o t be e f f e c t iv e  

on th o se  who d ec id e  to  s ta y  on th e  jo b , n o r w i l l  th e y  m o tiv a te  them.

Secondly, any s ta n d a rd  assum ptions th a t  jo b  te n u re  conno tes  

s a t i s f a c t io n  w ith  th e  jo b  needs reex am in a tio n . T h is  study  and p re v io u s  

s tu d ie s  c i te d  e lsew here show c o n tra ry  ev idence a t  l e a s t  in  th e se  s e le c te d  

c a se s . Even though th e  employees showed m oderate le v e l s  o f  s a t i s f a c t i o n  

w ith  t h e i r  jo b s , t h e i r  p rim ary  re a so n s  f o r  s ta y in g  were d i f f e r e n t  from 

jo b - r e la te d  rea so n s . The problem  f o r  th e  company th en  b o i l s  down to

f in d in g  ways in  which th e  employees can be made to  p e rc e iv e  t h e i r  r e s 

p e c tiv e  ro le s  in  th e  o rg a n iz a tio n  in  a more m eaningful way. To p u t i t

p re c is e ly ,  th e  problem i s  one o f  m a in ta in in g  a work fo rc e  th a t  i s  a ls o  

committed to  th e  cause fo r  which th e  o rg a n iz a tio n  s ta n d s . . I t  i s  o f  

g r e a te r  m agnitude fo r  t h i s  o rg a n iz a tio n  because o f  th e  r e l a t i v e ly  sm all
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la b o r  m arket which s u p p lie s  i t s  re q u ire d  manpower. L ikew ise, th e  homo

geneous n a tu re  o f  th e  la b o r  supply  i s  a ls o  a  c o n s tra in in g  f a c to r .  I t  

m ight mean t h a t  th e  firm  may have to  engage in  some developm ental p ro 

grams d esigned  to  cause a  cliange in  th e  a t t i t u d e  o f i t s  c u rre n t and 

p o te n t ia l  em ployees. In v es tm en ts  in  such program s would p robab ly  pay 

back in  a r e l a t i v e ly  s h o r t  p e r io d  o f  tim e through  s ta b le  work fo rc e , 

improved m ora le , commitment and h o p e fu lly  in c re a se d  p ro d u c t iv i ty .

C onclusions

The s tu d y  f o r  th e  m ost p a r t  has confiim ed th e  assum ptions on 

which th e  re s e a rc h  was b ased . The one m ajor ex cep tio n  was th e  p o s i t iv e  

a t t i t u d e  ( s a t i s f a c t io n )  ex p ressed  by th e  w orkers tow ard t h e i r  Work, 

S u p e rv is io n , and Prom otion, a s  t h i s  was n o t  a n t ic ip a te d .  A t th e  same 

tim e th e  f in d in g s  from th e  re a so n s  f o r  s ta y in g  survey  suggest th a t  

th e re  a re  rea so n s  f a r  removed from  s a t i s f a c t i o n  w ith  any p a r t  o f  th e  jo b  

t h a t  caused th e  employees to  rem ain on t h e i r  jo b s .

The study  confirm ed th e  f a c t  t h a t  th e re  a re  s ig n i f ic a n t  d i f 

fe re n c e s  in  th e  b io g ra p h ic a l d a ta  o f  employees who ten d  to  s ta y  on 

t h e i r  jo b s  and th o se  who ten d  to  le av e  t h e i r  jo b s .  I t  was concluded 

th a t  th e  w eighted a p p l ic a t io n  b lan k  developed on th e  b a s is  o f  th e se  

b io g ra p h ic a l d if f e r e n c e s  can be an e f f e c t iv e  s e le c t io n  d ev ice  in  

screen in g  o u t p o te n t ia l  s h o r t- te n u re  em ployees.

I t  was a lso  concluded th a t  lo w - s k i l l  m anufacturing  employees, 

in  t h i s  c a se , a re  a t t r a c t e d  to  t h e i r  jo b s  f o r  more n o n -w o rk -re la ted  than 

w o rk -re la te d  re a so n s . T h is  seems to  be f a r  more p re v a le n t th an  Wiat i s  

r e a l ly  reco gn ized  by m anagers, th e  im p lic a tio n  be ing  th a t  management 

should  examine bo th  th e  rea so n s  f o r  le a v in g  th e  jo b  a s  w e ll as  th e  r e a 

sons fo r  s ta y in g  on th e  jo b  b e fo re  a l lo c a t in g  re so u rce s  to  any employee
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developm ental p r o je c ts .

C e r ta in  f a c to r s  surrounding  th e  study may r a i s e  some q u e s tio n s  

about th e  f in d in g s  and th e  co n clu s io n s  drawn h e re . For in s ta n c e , th e  

firm  has been in  o p e ra tio n  fo r  a r e l a t iv e ly  sh o rt p e r io d  o f  tim e and as 

such th e  f in d in g s  may be co n sid ered  a ty p ic a l  because th e  firm  may have 

been in  a  t r a n s ie n t  s tag e  p r io r  to  ach iev ing  s t a b i l i t y  in  o p e ra tio n s  and 

manpower needs. T h is may be a le g i t im a te  concern in  t h i s  in s ta n c e ; how

ev er, th e  p a re n t o rg a n iz a tio n  has s im ila r  o p e ra tio n s  in  o th e r  p a r t s  o f  

th e  coun try  where i t  had n o t experienced  th e  same type o f  problem s.

Secondly, th e  focus on a s in g le  o rg a n iz a tio n  may suggest th a t  

th e  study  was too  narrow  in  scope. At th e  same tim e, i t  i s  co nce ivab le  

th a t  t h i s  f irm  i s  a p a r t  o f  th e  g e s t a l t  idrole and a s  such th e  f in d in g s  

have w ider im p lic a tio n s .

The survey  in s tru m en ts  used  fo r  c o l le c t in g  d a ta  fo r  P a r ts  I I  and 

I I I  o f th e  study  were ad m in is te red  on th e  day b e fo re  a fo u r-d ay  Thanks

g iv in g  h o lid a y . T h is  d a te  was chosen in  a n t ic ip a t io n  o f  one hundred p e r  

cen t p a r t ic ip a t io n  by th e  employees as  th ey  vould have had to  work on 

th a t  day in  o rd e r  to  be e l i g ib l e  fo r  th e  h o lid ay  pay . As was expected , 

a l l  n in e ty - f iv e  o f  th e  p la n t  enployees were p re s e n t .  In  s p i te  o f  th e  

good in te n t io n s  behind  th e  above d e c is io n , i t  i s  p o s s ib le  th a t  th e  mood 

o f  th e  employees on th a t  p a r t i c u l a r  day may have been unusual because o f  

th e  impending h o lid ay  weekend and hence th e  responses m ight be i n t e r p r e t 

ed as be ing  n o n -re p re s e n ta tiv e  o f  th e  t ru e  f e e l in g s .

F in a l ly ,  no a ttem p t was made to  determ ine th e  c o s t  o f  tu rn o v e r 

to  th e  company. L ikew ise, no e f f o r t  was made to  d is t in g u is h  between 

v o lu n ta ry  and in v o lu n ta ry  tu rn o v e rs , p r im a r i ly  due to  incom plete  re c o rd s . 

Even w ith  th e se  p o s s ib le  l im i ta t io n s ,  th e  f in d in g s  in d ic a te  a number o f
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developm ental s te p s  as o u t l in e d  in  th e  n e x t s e c t io n .

Recommendations fo r  th e  Company

S ince  t h i s  s tudy  focused  on th e  problem  o f  a s p e c if ic  o rg a n iz a 

t io n ,  th e  fo llow ing  recommendations a re  made to  th e  company fo r  c o n s id e r 

a t io n  and p o s s ib le  a c tio n :

1. Use o f  W eighted A p p lic a tio n  B lank: T h is  in s tru m en t appears  

to  have th e  p re d ic t iv e  a b i l i t y .  I t  i s  su g g ested  th a t  th e  company con

tin u e  u sing  t h i s  along w ith  i t s  o th e r  s e le c t io n  d e v ic e s . T ogether, th e  

v a rio u s  system s can enab le  th e  p e rso n n e l departm ent to  a r r iv e  a t  a b e t t e r  

d e c is io n  about i t s  p o te n t i a l  em ployees.

The c u t - o f f  sco re  o f  5 was th e  p o in t  where th e  o r ig in a l  s tudy  

sample was found to  be d i f f e r e n t .  However, as  la b o r  supply  c o n d itio n s  

change, th e  firm  may want to  r a i s e  o r  low er th e  c u t - o f f  sco re  one o r  two 

p o in ts  so th a t  th e  w eighted a p p l ic a t io n  b lank  i s  re sp o n siv e  to  th e  

changing c o n d itio n s . P ro v id in g  f o r  such f l e x i b i l i t y  i s  an accep ted  p ra c 

t i c e  in  th e  u se  o f  w eighted a p p l ic a t io n  b lan k .

I n  a d d it io n , a c o n s ta n t v i g i l  m ust be m a in ta in ed  on t h i s  i n s t r u 

m e n t's  p r e d ic t iv e  a b i l i t y  ov er tim e . As economic c o n d itio n s  change o r 

company p o l ic ie s  change, i t  i s  e n t i r e ly  p o s s ib le  th a t  some o f  th e  d i f 

f e r e n t ia t in g  a sp e c ts  may n o t be v a l id  any m ore. T h e re fo re , a t  l e a s t  fo r  

a  p e r io d  o f  one y e a r in  th e  f i r s t  in s ta n c e  and th en  every  two o r th re e  

y ea rs  th e  item  v a l id i t y  must be de term ined  so th a t  th e  in s tru m en t i s  

more r e p re s e n ta t iv e  o f th e  changing c o n d itio n s .

2. Wages: The jo b  s a t i s f a c t io n  survey  in d ic a te d  a la rg e  p e r 

cen tage o f  employees showed n e g a tiv e  a t t i t u d e s  tow ard t h i s  a re a . W hile 

i t  i s  t r u e  th a t  m ost peo p le  vould  l i k e  to  have more money a t  any g iven
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tim e, th e  seem ingly h igh  d i s s a t i s f a c t i o n  w ith  Pay would w arran t c o n s i

d e ra t io n . Two s p e c i f ic  s te p s  th e  company m ight ta k e  would be to  conduct 

a jo b  e v a lu a tio n , and second ly , to  c a r ry  o u t a wage su rvey . These en

q u i r i e s  would p ro b ab ly  re v e a l m a tte rs  th a t  a r e  n o t obvious and enab le  th e  

company, i f  need b e , to  come up w ith  a wage s t r u c tu r e  which would be 

p e rc e iv e d  a s  more e q u ita b le  by th e  em ployees,

3. Supplem entary Compensation (F rin g e  b e n e f i t s ) :  Should i t  be

d ec id ed  to  conduct a wage survey , i t  would seem in  o rd e r  and tim e ly  to  

a lso  conduct a  f r in g e  b e n e f i t  su rvey . A f r e s h  look  a t  th e  t o t a l  compen

s a t io n  package m ight c a l l  fo r  some rea lig n m en t o f  b e n e f i t s  and o th e r  

com pensations in  a more e q u ita b le  and more m ean ing fu l manner to  th e  on- 

p lo y ees  in  term s o f  t h e i r  s p e c i f ic  needs. O ften  tim es  o rg a n iz a tio n s  in  

d ec id in g  on a f r in g e  b e n e f i t  package i n s t i t u t e  program s w ithou t r e a l ly  

examining th e  needs o f  th e  c l i e n t e l e  to  be se rv ed  by such program s.

T h is i s  n o t to  c a s t  any doub ts  on th e  program  th e  company p re s e n t ly  h as, 

a s  t h i s  a re a  was n o t s p e c i f i c a l ly  looked in to  in  t h i s  s tu d y  and th e r e 

fo re , t h i s  w r i te r  i s  n o t in  a  p o s i t io n  to  comment on i t s  e f f e c t iv e n e s s .

4 . Work; Only f i f t y - e i g h t  p e rc e n t o f  th e  anp loyees showed 

p o s i t iv e  a t t i t u d e s  tow ard Work. T h is seems to  in d ic a te  o n ly  m odera te ' 

s a t i s f a c t io n  w ith  Work. One way to  improve t h i s  s i tu a t io n  m ight be to  

t r y  to  p la c e  employees in  work a re a s  in  which th e y  f e e l  more com fortab le  

and a re a s , th e re fo re ,  in  which th ey  can perfo rm  more com peten tly .

5. P rom otions: T h is  i s  an o th er a re a  where ag a in  o n ly  f i f t y -

e ig h t p e rc e n t o f  th e  employees exp ressed  fa v o ra b le  a t t i t u d e s .  As was 

d iscu ssed  e lsew here , th e  a re a  o f  Prom otion was ranked th e  l a s t  in  s e v e ra l 

o th e r  s tu d ie s .  A g e n e ra l  im p lic a tio n  i s  th a t  w h ile  employees would l ik e  

to  move ahead in  t h e i r  c a r e e r s ,  b a s ic  economic arid o rg a n iz a t io n a l  l im i ta -
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t io n s  p re c lu d e  many from g e t t in g  much h ig h e r in  th e  o rg a n iz a t io n a l  

h ie ra rc h y . W hile no o rg a n iz a tio n  would be in  a p o s i t io n  to  p ro v id e  open

in g s  f o r  everyone who would l ik e  to  advance, i t  m ight c o n s id e r s e t t in g  

up a t i t l e  " la d d e r"  in  th e  form o f  v a r io u s  le v e ls  w ith in  a g iv en  jo b  

c l a s s i f i c a t i o n .  T h is  approach can in tro d u c e  more s ta tu s  p e rc e p tio n s  in  

th e  jo b - h o ld e r 's  mind. Such t i t u l a r  advances may be supplem ented w ith  

some nom inal wage in c re a se  a ls o .

6 . Reasons fo r  S tay in g : When one looks a t  th e  la rg e  p e rc en ta g e

o f  employees who in d ic a te d  e x te r n a l  env ironm ental re a so n s  f o r  s ta y in g  

on t h e i r  jo b s , w hatever s a t i s f a c t i o n  th e se  employees may have ex p re ssed  

w ith  th e  v a rio u s  a sp e c ts  o f  t h e i r  jo b s  ap p ears  to  be v e ry  s u p e r f i c i a l .  

T h is ty p e  o f  reaso n in g  and th e  r a th e r  h ig h ly  n e g a tiv e  d is p o s i t io n  shown 

tow ard Pay su g g est th a t  th e  amount o f  com pensation th e s e  em ployees r e 

ce iv e  does n o t enab le  them to  m a in ta in  correspondence w ith  t h e i r  non- 

work environm ents. To th e se  employees th e  jo b  i t s e l f  i s  n o t th e  m o ti

v a tin g  f a c to r  in  ho ld in g  on to  th e  jo b , r a th e r  th e  a n t ic ip a te d  rew ard 

fo r  doing th e  jo b  which w i l l  h e lp  them s a t i s f y  t h e i r  o th e r  env ironm en ta l 

demands. T h is  i s  d e f in i t e ly  n o t an unusual phenomenon a s  m ost working 

peop le  c o n s id e r  th e  m onetary com pensation a s  a means o f  a c q u ir in g  o th e r  

needs in  l i f e .  What i s  d i f f e r e n t  in  t h i s  case  i s  th e  d is s a s s o c ia t io n  

w ith  th e  jo b  and th e  consequent noncommitment to  th e  g o a ls  o f  th e  o rg a n i

z a tio n . Here ag a in , some o f  th e  r e c e n t  s tu d ie s  su g g est t h i s  to  be  a 

p a t te r n  among lo w -s k i l l  m an u factu ring  employees.

To an o rg a n iz a tio n  d e s iro u s  o f  in c re a se d  perform ance e f f e c t iv e 

n e ss , th e  in d i f f e r e n t  and a p a th e t ic  employee i s  a burden r a th e r  th a n  an 

a s s e t .  The n e t  e f f e c t  o f  such u n h ea lth y  s i tu a t io n s  can be d e b i l i t a t i n g  

a s  f a r  a s  th e  o rg a n iz a t io n 's  s u rv iv a l  and growth a re  concerned . I t  i s
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t r u e  t h a t  t h i s  ty p e  o f problem  i s  p re v a le n t a c ro ss  a l l  k in d s  o f  o rg a n i

z a t io n a l  s e t t in g s ;  however, th e re  i s  no reason  th a t  i t  be accep ted  a s  an 

immutable g iv en . VJhat p o s s ib ly  can be done by an o rg a n iz a tio n  to  change 

th e  s i tu a tio n ?  P erhaps th e  ex p erien ces  o f  o th e r  companies a re  w orth 

exam ining.

Job  Enrichm ent. T h is i s  a developm ental program d esigned  to  

in c re a s e  employee m o tiv a tio n  and m orale . Texas In s tru m en ts  i s  one o r 

g a n iz a tio n  th a t  has  s u c c e s s fu lly  implemented t h i s  p la n -d o -c o n tro l type  

o f  enrichm ent program  even to  th e  o p e ra tiv e  le v e ls  w ith in  th e  o rg a n iz a 

t io n  (Gibson, e t  a l . ,  1975, pp. 163-164). U nlike th e  t r a d i t i o n a l  ap 

proach  o f  d e le g a tin g  th e  p lan n in g  and c o n tro l l in g  fu n c tio n s  to  manage

ment and th e  do ing  fu n c tio n  th e  th e  o p e ra tiv e  employees, th e  jo b  e n r ic h 

ment techn ique  c a l l s  f o r  a re d e s ig n in g  o f  th e  jo b  in  a  manner t h a t  w il l  

a llo w  everyone to  be re sp o n s ib le  f o r  c e r ta in  amounts o f  p lann ing  and 

c o n tro l l in g  o f o n e 's  perform ance in  a d d it io n  to  sim ply c a r ry in g  o u t o r 

d e rs  from h ig h e r-u p s . The a re a s  to  be covered m ight in c lu d e  work sch e

d u lin g , p e rso n n e l assignm ent, q u a l i ty  c o n tro l and in s p e c tio n , p e rso n n e l 

s e le c t io n  and r e la te d  a c t i v i t i e s .  G aines Dog Food Company, lo c a te d  in  

Topeka, Kansas, i s  an o th er o rg a n iz a tio n  th a t  has found such an approach 

u s e fu l  in  i t s  o p e ra tio n s  (Newman, 1973). The id ea  i s  to  g e t th e  employees 

a c t iv e ly  invo lved  in  c e r ta in  p lan n in g  and c o n tro l l in g  fu n c tio n s  o f  t h e i r  

re s p e c tiv e  jo b s  aimed a t  in c re a s in g  t h e i r  commitment to  t h e i r  jo b s .  I t  

w i l l  c a l l  fo r  an e d u c a tio n a l and a d a p ta tio n  p ro c e ss , b o th  fo r  th e  manage

ment and fo r  th e  employees.

F le x ib le  working h o u rs . Along th e  same l in e s  o f  jo b  enrichm ent, 

th e  ru r a l - a g r a r ia n  n a tu re  o f  th e  community m ight fav o r a d a p ta tio n  to  a 

f l e x ib le  working hours prograiri. F le x ib le  working hours has been known
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under v a rio u s  la b e ls  such a s  " f le x ib le  hours" and " f le x tim e ,"  B a s ic a l ly , 

th e re  a re  two approaches to  th i s '  program. In  th e  f i r s t  approach, em

p lo y ees  may have s h o r te r  work weeks w ith  lo n g er working days, fo r  exam

p le ,  a fo u r-day , fo u r ty -h o u r week. The o th e r  approach a llow s employees 

to  vrork th e  u su a l number o f  h o u rs  b u t have a ch o ice  o f  s ta r t in g  tim es , 

c a l le d  " f le x ib le  h o u rs ."  .G lueck (1974, p . 81) makes t h i s  o b se rv a tio n  

about f le x ib le  working hours:

I  th in k  th a t  jo b s  o f f e r in g  ro u tin e  vrork ■with no s p e c ia l  need f o r  
p a r t i c u la r  s e rv ic e s  everyday would adap t b e s t  to  th e se  system s. 
F u r th e r , th o se  i\Aio see  w r k  in s tru m e n ta lly  (a s  on ly  a means to  
make a l iv in g )  o r  see  i t  a s  u n p leasan t p robab ly  p re fe r  longer 
hou rs o f more c o n ce n tra te d  work (see  Poor, 1970).

T h is k in d  o f program has been in  o p e ra tio n  fo r  a number o f  y e a rs  in  sev 

e r a l  European c o u n tr ie s . Here a t  home some o f th e  firm s th a t  have adopted 

v a rio u s  forms o f  t h i s  concept in c lu d e  H ew lett-P ackard , S c o tt  Paper Com

pany, C o n tro l Data C o rp o ra tio n , Sandoz-Wander, O cc id en ta l L ife  o f  C a l i 

fo r n ia ,  and I n d u s t r ia l  N a tio n a l Bank o f P rov idence . Among government 

ag en c ie s . The S o c ia l  S e c u r ity  A d m in is tra t io n 's  n a t io n a l  h e ad q u a rte rs  

and c e r ta in  c i ty  governm ents have a lso  been experim enting  w ith  f l e x ib le  

hours concepts (Sw art, 1974, pp . 20-23).

Two c o n d itio n s  in  t h i s  s p e c i f ic  case  seem to  fav o r such an ap 

p roach . On th e  one hand, th e  ro u t in e  n a tu re  o f  th e  jo b  i s  conducive to  

t h i s  ty p e  o f  program, a s  sug g ested  in  th e  passage  taken  from Glueck. 

Secondly, th e  r u r a l - a g r a r ia n  background would p o s s ib ly  suggest t h a t  th e  

employees may have o th e r  r e s p o n s ib i l i t i e s  such a s  farm ing a s  w e ll a s  th e

n e c e s s i ty  o f having to  t r a n s p o r t  c h ild re n  to  school and to  p ick  them up.

I f  t h i s  i s  th e  case , a f l e x ib le  working hours program can en ab le  th e  em

p lo y ees  to  a tte n d  to  t h e i r  n o n -w rk  r e s p o n s ib i l i t i e s  which th ey  co n sid e r



163

im portan t and a lso  m a in ta in  t h e i r  jo b s . To th e  employees, a change to  

t h i s  type  o f  program m ight re p re se n t à genuine concern on th e  p a r t  o f 

management f o r  th e  w e lfa re  o f i t s  employees.

C reche. At th e  e a r ly  s ta g e s  o f  t h i s  study , d u rin g  an in fo rm al 

in te rv ie w  w ith  some o f  th e  employees, c e r ta in  fem ale and m ale employees 

suggested  th a t  th e  company m ight p ro v id e  a n u rse ry  fo r  c h ild re n  so th a t  

vork ing  m others w ith  c h ild re n  would n o t have to  vrorry about a rra n g in g  

fo r  b a b y s i t te r s .  The id e a  o f com pany-provided crech es  o r  n u r s e r ie s  h as  

been in  o p e ra tio n  in  many p a r t s  o f  th e  w orld fo r  a number o f  y e a rs . In  

th e  U nited  S ta te s  t h i s  i s  an emerging id e ^  and Texas In s tru m en ts  i s  one 

firm  th a t  does o f f e r  such f a c i l i t i e s  fo r  i t s  employees. T h is  w r i te r  

b e lie v e s  th a t  th e  company can a t t r a c t  and keep a number o f  com petent 

fem ale employees w ith  dependents i f  some p ro v is io n  i s  made in  t h i s  a re a . 

T h is seems e s p e c ia l ly  a r e le v a n t  and tim e ly  is s u e  in  view  o f  some o f  

th e  f in d in g s  in  a U. S. Departm ent o f  Labor S tudy. Blackman (1976, p . 1) 

in  summarizing t h i s  s tu d y , r e p o r ts  th e  fo llo w in g :

A growing p ro p o r tio n  o f  women a re  s in g le , d iv o rced  and 
n o t rem arried . In  1975, alm ost 40 p e r  c en t o f  women ages 
20 to  24 were s in g le ,  compared to  28 p e r c en t in  1950.

The number o f  fem ale headed fa m il ie s  has in c re a se d  
by 73 p e r  cen t s in c e  1960 to  7 .2  m il l io n .  They now com prise 
13 p e r c e n t o f a l l  f a m il ie s .

Between 1950 and 1974, th e  number o f  women in  th e  lab o r 
fo rc e  n e a r ly  doubled, w h ile  th e  number o f  men in c re a se d  by 
o n e -fo u rth .

These recommendations p la c e  a heavy burden on th e  p a r t  o f  th e  

company. Given th e  community s e t t in g ,  th e  background o f  th e  em ployees, 

t h e i r  le v e l  o f  m o tiv a tio n , th e  lo c a l  economic c o n d itio n s  and r e la te d  

m a tte rs , i t  i s  t h i s  w r i t e r 's  s in c e re  b e l i e f  th a t  any p o s i t iv e  change in  

th e  a t t i t u d e s  o f th e  w orkers v d l l  have to  f in d  i t s  beg in n in g  th rough
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company- sponsored program s,

The o v e r a l l  im p lic a tio n  su g g es ts  no accep tance  o f  a  u n iv e r s a l  

p a t te r n ,  r a th e r  a custom-made en q u iry  fo r  every  o rg a n iz a t io n a l  i l l .  

F in a l ly ,  th e  f in d in g s  in  t h i s  s tu d y  a re  c e r ta in ly  n o t c o n c lu s iv e  in  any 

sense  o f  th e  -word. In s te a d , th ey  have c l a r i f i e d  some o f  th e  s u p p o s it io n s , 

e a r l i e r  f in d in g s , and added some more l i g h t  to  th e  m y s te r ie s  around u s .

At th e  same tim e , th ey  in v i t e  more in te n s e  en q u iry  in  th e  form o f co n 

tin u e d  re se a rc h  so th a t  th e  m y s te rio u s  b lack  box - th e  human mind - 

becomes c le a r e r  in  th e  n ev er-en d in g  p u r s u i t  o f  a ttem p tin g  to  manage th e  

human re so u rc e s  so v i t a l  to  th e  s u rv iv a l  o f  every  o rg a n iz a t io n .

S u g g estio n s  f o r  F u r th e r  R esearch  

Of im m ediate u s e fu ln e s s  w i l l  be  a  fo llow -up  re s e a rc h  based, on 

th e  d a ta  u t i l i z e d  in  t h i s  s tu d y . T h is  can be d i r e c te d  tow ard  r e l a t i n g  

m e th o d o lo g ica lly  jo b  s a t i s f a c t i o n  and reaso n s  fo r  s ta y in g  a s  ex p re ssed  

by th e  anp loyees vho were w ith  th e  company f o r  n in e ty  days o r  more vhen 

th e se  d a ta  were c o l le c te d .  T h is  w i l l  p ro v id e  a t r u l y  in te g ra te d  s tu d y  

because o f  i t s  m u lt if a c e te d  approach .
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PERSONAL HISTORY ITEMS POUND TO BE 
PREDICTIVE OF "JOB SUCCESS"
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P erso n a l H is to ry  Item s Found To Be 
P re d ic t iv e  o f "Job Success"

PERSONAL

l o  Age
2 , Age a t  h ir in g  
3 o  M a rita l  s ta tu s  
4o Number o f  y ears  m arried
5 , D ependents, number o f
6 , C h ild ren , number o f
7 o  Age when f i r s t  c h i ld  b om  
8 o  P h y s ic a l h e a lth
9. Recent i l ln e s s e s ,  o p e ra tio n s  

10 o  Time l o s t  from jo b  fo r  c e r ta in  p rev io u s  p e r io d  ( l a s t  2 y e a r s ,  e t c . )  
11 o  Liv ing  c o n d itio n s , g e n e ra l
12o D om icile , w hether a lo n e , rooming house, keep o\in house, e tc ,
13o R esidence , lo c a t io n  o f  
14, S iz e  o f  home tovjn
15o Number o f tim es moved in  re c e n t p e r io d  
16 o  Length o f tim e a t  l a s t  ad d ress  
17, N a tio n a lity *
18 o  B ir th  p lace*
19 o  W eight and h e ig h t
20, Sex

•*Some item s may v io la te  f a i r  employment p r a c t ic e  l e g i s l a t i o n ,

BACKGROUND, GENERAL

21, O ccupation o f f a th e r
22, O ccupation o f m other
23, O ccupation o f  b ro th e r s ,  s i s t e r s ,  o th e r  r e l a t i v e s
24, M il i ta ry  se rv ic e  and rank
25, M il i ta ry  d isch a rg e  re c o rd
26, E a rly  fam ily  r e s p o n s ib i l i ty
27, P a re n ta l  fam ily  ad justm en t
28, P ro fe s s io n a lly  s u c c e ss fu l p a re n ts
29, S ta b le  o r  t r a n s ie n t  home l i f e
30, Wife does n o t work o u ts id e  home

EDUCATION

31, E ducation
32, E d u ca tio n a l le v e l  o f  w ife
33, E d u ca tio n a l le v e l  o f  fam ily , r e la t iv e s
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34, Education f in a n c e s - -e x te n t o f  dependence on p a re n ts
35, Type o f  course  stud ies--g ram m ar school
36, Major f i e l d  o f s tu d y --h ig h  schoo l
37o S p e c if ic  co u rses  taken  in  h ig h  school o r  c o lle g e
38, S u b jec ts  l ik e d , d is l ik e d  in  h ig h  school
39, Years s in ce  le av in g  h igh  school
40, Type o f  school a tte n d e d , p r i v a t e / s t a t e  
41o C ollege grades
42, S ch o la rsh ip  l e v e l ,  grammar schoo l and h igh  school
43, G raduated a t  e a r ly  age compared w ith  c lassm ates

EMPLOYMENT EXPEPIEMCE

44, E d u c a tio n a l--v o c a tio n a l c o n s is te n cy
45, P rev ious o ccu p a tio n s  (g e n e ra l type o f  work)
46, Held jo b  in  h igh  school (ty p e  o f  jo b )
47, Number o f  p re v io u s  jo b s
48 , S p e c if ic  work ex p erien ce  ( s p e c i f ic  jo b s )
49, P rev ious s e l l in g  ex p erience
50o P rev ious l i f e  in su ra n ce  s a le s  ex p erien ce
51o T o ta l le n g th  o f work ex p erien ce  ( t o t a l  y e a rs , months)
5 2 ,' Being in  b u s in e ss  fo r  s e l f
53, P rev ious employee o f  company now co n sid e rin g  a p p lic a t io n
54, S e n io r i ty  in  p re s e n t employment
55, Tenure on p re v io u s  jo b
56o Employment s ta tu s  a t  tim e o f  a p p lic a t io n  (employed, unemployed)
57, Reason fo r  q u i t t in g  l a s t  jo b
58, Length o f  tim e unemployed
59, P rev ious s a la ry  earned , o r  s a la ry  earned  a t  p re se n t employment 

SKILLS

60o A b il i ty  to  read  b lu e p r in ts  
61 , Does r e p a ir  work on own c a r
62o Amount o f  p re v io u s  t r a in in g  fo r  a p p lic a n t jo b
63, Amount o f  p re v io u s  t r a in in g  fo r  any o th e r  jo b
64, P o ssesses  s p e c i f ic  s k i l l s  re q u ire d  fo r  jo b
65 , Number o f  m achines t h a t  a  p e rso n  can o p e ra te

SOCIOECONOMIC LEVEL--FINANCIAL STATUS

66, F in a n c ia l r e s p o n s ib i l i ty
67, Number o f c r e d i to r s
68, Number o f accoun ts w ith  f in a n c e  companies
69, Number o f  accoun ts v d th  s to re s
70 , Amount lo an  as a p ro p o r tio n  o f  t o t a l  income
71, Monthly m ortgage payment
72 , H ighest pay re c e iv e d
73, Debts
74 , Net worth
75, Savings
76, Amount o f l i f e  in su ran ce  c a r r ie d
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77, Amount o f o th e r  in su ran ce  c a r r ie d
78, K inds o f  and number o f  in vestm en ts
79 , R eal e s ta te  owned (own home, e t c . )
80o Owns autom obile
81, Make, age o f au to  owned 
8 2c. Ovjns fu rn i tu re
83, Has telephone in  home
84, Minimum c u rre n t l iv in g  expenses
85, S a la ry  re q u e s ts , l im i t s  s e t  fo r  accep tin g  jo b
86, E arn ings expected ( in  fu tu r e ,  2 y r s , ,  5 y r s , ,  e t c . )

SOCIAL

87, Club memberships ( s o c ia l ,  community, campus, h igh  school)
88o Frequency o f  a tten d an ce  a t  group m eetings
89o O ffic e s  he ld  in  c lu b s
90, E xperience as a  group le a d e r
91, Church membership

INTERESTS

92o P re fe r  o u ts id e  to  in s id e  la b o r
93, Hobbies
94o Number o f hobbies
95, S p e c if ic  type o f  h o bb ies, l e i s u r e  tim e a c t i v i t i e s  p re fe r r e d  
96o S p o rts
97o Number o f  s p o r ts  a c t iv e  in
98o Most im portan t source  o f  e n te r ta in m en t

PERSONAL CHARACTERISTICS, ATTITUDES EXPRESSED

99, W illin g n ess  to  r e lo c a te  o r  t r a n s f e r
100, Confidence (a s  exp ressed  by a p p lic a n t)
101, B asic  p e r s o n a l i ty  needs (5 ty p es) a s  exp ressed  by a p p lic a n t  in  

re p ly  to  q u estio n  on a p p lic a t io n  b lank
102, D rive
103, S ta te d  jo b  p re fe re n c e s  

MISCELLANEOUS

104, Time taken  fo r  h i r in g  n e g o tia t io n s  between a p p lic a n t and company
105, Former em ployer's  e s tim a te  o f  a p p lic a n t
106, In te rv ie w e r 's  e s tim a te  o f a p p l ic a n t 's  su cce ss , based  on h e a l th , 

s o c ia l  p e r s o n a l i ty ,  r e la t io n s h ip s ,  e t c ,
107, Source o f re fe re n c e  to  company-for jo b  a p p lic a t io n
108o Has r e la t iv e s  o r  acq u a in tan ces  p re s e n tly  working fo r  company
109, Number o f  c h a ra c te r  re fe re n c e s  l i s t e d
110, A v a i la b i l i ty  fo r  e n t i r e  season  o f work s ta te d
111, A v a i la b i l i ty —can s t a r t  im m ediately , c a n 't  s t a r t  im m ediately
112, Manner o f  f i l l i n g  ou t a p p lic a t io n  b lank  (Time tak en , method used , 

way in fo rm ation  s ta te d ,  e t c . )
113, R e s tr ic t io n s  on hours a v a i la b le  fo r  d u ty
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JOB DESCRIPTIVE INDEX

G i v e n  b a l o v ;  t i r e  a  n u m b e r  o f  v o r d s  d o o c r l b i n a  f i v o  m a j o r  a c p e o t o  o f  y o u r  w o r k ,  s u c h  a s  
M 3 E K , S U P E R V I S I O N ,  P A Y , P R O M O T IO N S , a n d  C 0 - W 0 i K E R 3 ,

P l e a s e  c i i c l o  Y o s  i f  t h e  i t e m  ( w o r d  o r  w o r d s )  d e s c r i b e s  a  p a r t i c u l a r  a s p e c t  o f  y o u r  j o b .
P l e a s e  c i r c l e  ^  i f  t h e  i t e m  d o e s  n o t  d e s c r i b e  t h a t  p a r t i c u l a r  a s p e c t  o f  y o u r  j o b .
P l e a s e  c i i c J o  ?  i f  y o u  c a n n o t  d e c i d e .

E x a m p l e :  b e t  u s  l o o k  a t _  t h e  t i i s t  i t i m i  u n a e i  V iJ R K .. '
F a s c i n a t i n g  ( ÿ ç T f i  N o  ?  ( I t  y o u  t h i n k  y o u r  w o r k  i s  f a r . c i n a t i n o ) .
F a s c i n a t i n g  Y e s  ?  ( I f  y o u  t h i n k  y o u r  v x > r k  i s  n o t  f a s c i n a t i n g ) .
F a s c i n a t i n g  Y e s  N o  ©  ( I f  y o u  c . a n n o t  d e c i d e ) .

W O R K
F a s c i n a t i n g  - — — — -  Y e s  N o  ?
R o u t i n e    Y e s  N o  ?
S a t i s f y i n g   - - - - - - - - - - - - - - - - Y e s  N o  ?
B o r i n g        —  -  Y e s  N o  ?
G o o d  ------  — - - - - - - - - - - - - - -   Y e s  N o  ?
C r e a t i v e  - - — - - - - - - - - —  Y e s  N o  ?
R e s p e c t e d  - — - - - —  -----   Y e s  N o  ?
H o t   - ------- - — - — - - - - —  Y e s  N o  ?
P l e a s a n t      Y e s  N o  ?
U s e f u l - - - - - - - - - - - - - - - - - - -- — - — - -  Y e s  N o  ?
T i r e s o m e  —  - - - - - - - - - - - - - -   Y e s  N o  ?
H e a l t h f u l    Y e s  N o  ?
C h a l l e n g i n g    Y e s  N o  ?
O n  y o u r  f e e t  — - - - - - - — -  Y o s  N o  ?
F r u s t r a t i n g  —   Y e s  N o  ?
S i n ç ) l e  — - - —  - - - - - - - - - - - - - - - - Y e s  N o  ?
E n d l e s s  - — - — - - - - - - - - - - -  Y e s  N o  ?
G i v e s  s e n s e  o f

a c c o m p l i s h m e n t   Y e s  N o  ?

P A Y

I n c o m e  a d e q u a t e  f o r  n o r m a l  e x p e n s e s -  Y e s  N o
S a t i s f a c t o r y  p r o f i t  s h a r i n g   - - - - - - —  Y e s  M o
B a r e l y  l i v e  o n  i n c o m e      Y e s  M o
B a d  - - - - - - —  -------- - - - - - - - - - - - - - - - —     Y e s  N o
I n c o m e  p r o v i d e s  l u x u r i e s  —    Y e s  N o
I n s e c u r e  ( n o t  s t e a d y )    Y e s  M o
L e s s  t h a n  I  d e s e r v e  - - - — Y e s  N o
H i g h l y  p a i d  — - —  ---------- - —  Y e s  N o
U n d e r p a i d   - - - - - - - - - - - - - - - - - - - — —  Y e s  N o

P R O M O T I O N S

G o o d  o p p o r t u n i t y  f o r  a d v a n c e m e n t  —  Y e s  N o  
O p p o r t u n i t y  s o m e w l i a t  l i m i t e d  - — - - - -  Y e s  N o
P r o m o t i o n  o n  a b i l i t y   - - - - - - - - -  Y e s *  N o
D e a d - e n d  j o b - - - - - - - - - - - - - - - - - -  — -- - - - - - Y e s  N o
G o o d  c h a n c e  f o r  p r o m o t i o n    —    Y e s  N o
U n f a i r  p r o m o t i o n  p o l i c y  - —  - - - - - - - - - - -   Y e s  N o
I n f r e q u e n t  p r o m o t i o n s  - —     Y e s  N o
R e g u l a r  p r o i u o t x o n s  ————————————————— Y e s  N o
F a i r l y  g o o d  c h a n c e  f o r  p r o m o t i o n  - - -  Y e s  N o

S U P E R V I S I O N

A s k s  m y  a d v i c e  - - - - - - - -  Y e s  N o
■ H a r d  t o  p l e a s e  —   Y e s  N o
I m p o l i t e - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - Y e s  N o
P r a i s e s  g o o d  v o r k    Y e s  N o
T a c t f u l  —  - - - - - - - - -     Y e s  N o
I n f l u e n t i a l  Y e s  N o
U p —t o  —d a t e  —— — ——— — — —————— Y e s  N o
D o c s  n o t  s u p e r v i s e  e n o u g h  Y o s  N o
Q u i c k  t e m p e r e d   - - - - - - - - - - - - - - - - Y e s  N o
T e l l s  m e  w h e r e  I  s t a n d  —  Y e s  N o
A n n o y i n g - - - - - - - - - - - - - - - - - — - - - -  Y e s  N o
S t u b b o r n  - - - —  -- - - - - -  —  Y e s  N o
K n o w s  j o b  w e l l  - — - — - —  Y e s  N o
B a d   - - - - - - -   Y e s  N o
I n t e l l i g e n t        Y e s  N o
L e a v e s  m e  o n  m y  o w n  — - -  Y e s  N o
L a z y     Y o s  N o
A r o u n d  w h e n  n e e d e d    Y e s  N o

C O - W O R K E R S

S t i m u l a t i n g   ---------- —    Y e s  N o
B o r i n g  - - - —  ---------- - ------- - ---- - - - - — -  Y e s  N o
S l o w   ----------  — - --- - - - - - - - - - -   Y e s  N o
A m b i t i o u s  - - —  - - - - - - - - — Y e s  N o
S t u p i d   Y e s  N o
R e s p o n s i b l e  - - -  —   -------      —  Y e s  N o

I n t e l l i g e n t - - - - - - - - - - - - - - - - - - - ----- — - — - —  Y e s  N o
E a s y  t o  m a k e  e n e m i e s  —   Y e s  N o
T a l k  t o o  m u c h        Y e s  N o
S m a r t   —  - - - - - - - - - - - - - - - - - - — - --- - - - - - - - - - - - - - Y o s  N o
L a z y         Y e s  N o
U n p l e a s a n t   - - - - - - - - - - - - -    —  Y o s  N o
N o  p r i v a c y  - —       Y e s  N o
A c t i v e  - - - - - - - - - - - - - — - - - - - - - - - - - - - -  Y e s  N o
N a r r o w  i n t e r e s t s  -  —   --------  — - -----   Y e s  N o
l o y a l  - - - - - - - - - - - - - — - - - —   — . Y e s  N o
H a r d  t o  m e e t        Y e s  N o

C o p y r i g h t ,  1 9 6 1 ,  P a t r i c i a  C .  S m i t h  
2 7 x i 7 4 Y T A
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WHY no OTW M Youn œHPANV?

T h e r e  c o u l d  b e  a  m u n b o r  o f  r e a o o n a  l o r  y o u r  a t a y i n c )  a t  y o u r  c o m p a n y .  M a n y  o f  t h o s e  
a r e  l i a t c - d  b e l o w .  Y o u  m a y  a t r o n g l v  a n  r o e  w i t h  s o m e ,  m i l d l y  a g r e e  w i t h  o t h e r s ,  a n d  
m a y  n o t  a g r e e  w i t h  s o m e  a t  a l l .

P l e a s e  c h i v c l :  M  c o l u n n  ( 1 )  i f  y o u  s t r o n g l y  a q r o e  w i t h  a  r e a s o n  f o r  y o u r  s t a y i n g .
P l e a s e  c h e c k  [ / J  c o h u r . n  ( . ' )  i f  y o u  m i  i c i l y  a g r e e  w i t h  a  r e a s o n  f o r  y o u r  s t a y i n g .
P l e a s e  c h e e k  [v'J c o l u n u c  ( I t )  i f  y o u  d o  n o t  a c i r o e  v r i t h  a  r e a s o n  f o r  y o u r  s t a y i n g .

E x a m p l e ;  L e t  u s  l o o k  a t  t h e  f i r s t  s t a t e m e n t  b e l o w  a n d  s a y  t h a t  w e  s t r o n g l y  a g r e e
w i t h  t h a t  r e a s o n  f o r  s t a y i n g  w i t h  t h e  c o m p a n y .  W h e n  t h i s  l i n o  i s  f i l l e d ,  
i t  w i l l  l o o k  l i k e  t h i s :

( 1 )  ( 2 )  ( 3 )
1 .  I  l i k e  t h e  w o r k i n g  c o n d i t i o n s  M  [ ]

( I )
S t r o n g l y

a g r e e

[]

[]

1 ,  I  l i k e  t h e  w o r k i n g  c o n d i t i o n s  — - —

2 ,  I  a m  c l o s e  t o  b e c o m i n g  v e s t e d  I n  o u r  r e t i r e m e n t  p l a n
o r  o t h e r  p l a n s  l i k e  s t o c k  o p t i o n s   -------- — - — -

3 ,  I  w o u l d n ' t  w a n t  t o  r e b u i l d  m o s t  o f  t h e  b e n e f i t s  t h a t
I  h a v e  b u i l t  u p  l i k e  v a c a t i o n s  a n d  s i c k  l e a v e  i f  I
l e f t  t h e  c o m p a n y - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  [ ]

4 ,  M y  f a m i l y  w o u l d  b o  r e l u c t a n t  t o  l e a v e  t h i s  a r e a  - —  [ ]

5 ,  I  e n j o y  l i v i n g  i n  m y  p r e s e n t  n e i g h b o r h o o d  - - - - - — —  [ ]

6 ,  I  l i k e  t h e  a m o u n t  o f  c o o p e r a t i o n . b e t w e e n  w o r k  g r o u p s
a t  m y  c o m p a n y - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  [ ]

7 ,  I  w o u l d n ' t  l i k e  t o  s t a r t  a l l  o v e r  l e a r n i n g  t h e  p o l i 
c i e s  o f  a  n e w  c o m p a n y   - - - - - - -       - - —  [ ]

8 ,  I  l i k e  t o  l i v e  i n  t h i s  a r e a - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  [ ]

9 ,  I  h a v e  a  g o o d  o p p o r t u n i t y  h e r e  t o  g e t  a h e a d  i f  I  w a n t
t o  - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  [ ]

1 0 ,  I f  I  w a r e  t o  l e a v e  h e r e  I  m i g h t  h a v e  d i f f i c u l t y  g e t 
t i n g  a  f a i r  p r i c e  f o r  m y  h o u s e ------------    [ ]

1 1 ,  I  r e a l l y  e n j o y  w r k i n g  w i t h  m y  s u p e r v i s o r  — — - — - -  [ ]

1 2 ,  I  h a v e  o r  w i l l  s o o n  h a v e  c h i l d r e n  i n  c o l l e g e  - - — - -  [ ]

1 3 ,  I  e n j o y  m y  j o b  h e r e - - - - - - - - - - - - - - - - - - - - - — - — - —  - - - - - - - - - - - - -  [ ]

1 4 ,  I t  m i g h t  b e  d i f f i c u l t  t o  f i n d  t h e  k i n d  o f  j o b  I  w a n t
o u t s i d e  t h e  c o m p a n y   - --------- - ------------ - — - - - - - -  [ ]

1 5 ,  I ' m  a  l i t t l e  t o o  o l d  t o  s t a r t  o v e r  a g a i n  - - - - - - - - - -  [ ]

1 6 ,  I ' m  i n  t h e  p r o c e s s  o f  c o m p l e t i n g  m y  e d u c a t i o n  - - - - - -  [ ]

1 7 ,  I  l i k e  t h e  a m o u n t  o f  i n f o r m a t i o n  I  g e t  a b o u t  h o w  w e l l
m y  w o r k  g r o u p  i s  d o i n g   - - - - - - - - - - - - - — - - - - - - - - - - - -  [ ]

1 8 ,  C o m p a r e d  t o  o t h e r  a r e a s ,  t h e  c o s t  o f  l i v i n g  h e r e  i s
g o o d - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -      [ ]

( 2 )
M i l d l y  D o  

a g r e e

)
n o t

a g i

P l e a s e  c o n t i n u e  o n  n e x t  p a g e .
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WHY W  Y O U  r.T A Y  A T  YQUK' C O M P A N Y ?  /  T .V jo  2

( 1)
S t r o n g l y
agroe

M i
agi

2 )  ( 3 )
d l y  D o  n o t  

a g r e o

_ 1 9 ,  T h e  t r a f f i c  a n d  c o n g e s t i o n  m i g h t  h o  w o r s e  a t  a n o t h e r  
c o m p a n y  l o c a t i o n  — - —  - - - - - - - - - - - - - - - - - - - -  — - --- - - - - -

2 0 ,  T h e  c o m p a n y  i s  c o n v e n i e n t  t o  m y  h o m e  - - - - - - — -- - - - - - - - - - -

2 1 ,  I  l i k e  t h e  a m o u n t  o f  t e c p w o r k  i n  m y  g r o u p - - - - - - - - - - - - - - - - - -

2 2 ,  I  h a v e  f a m i l y  r e s p o n s i b i l i t i e s  — - — - - —  ---- -- -- -

2 3 ,  I  w o u l d n ' t  l i k e  t o  l o o k  f o r  a  j o b  o n  t h e  o u t s i d e  —

2 4 ,  I  a m  i n f o r m e d  a b o u t  t h e  o b j e c t i v e s  o f  m y  d e p a r t m e n t -

2 5 ,  T h e r e  i s  a  c h a n c e  c o m p a n i e s  m a y  r e j e c t  m y  e m p l o y m e n t  
a p p l i c a t i o n  - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

2 5 ,  I  h a v e  f i n a n c i a l  i n v e s t m e n t s  h e r e  — - —

2 7 .  I  c a n  b e  s u r e  o f  a  j o b  h e r e  a s  l o n g  a s  I  d o  g o o d v o r k

2 6 ,  I t  w o u l d  h e  c o s t l y  t o  r e l o c a t e  —  - - - - - - - - - - - - - -

2 9 ,  I ' m  w o r k i n g  t o  m a k e  e n d s  m e e t - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -I
3 0 ,  I  d o n ' t  w a n t  t o  t a k e  t h e  r i s l z s  i n v o l v e d  i n  a  n e w  j o b

3 1 ,  T h e r e  a r e  n o t  t o o  m a n y  u n n e c e s s a r y  r u l e s  t o  f o l l o w  -

3 2 ,  I  l i k e  t h e  f r e e d o m  I  h a v e  t o  p l a n  m y  o w n  w o r k  - - — - -

3 3 ,  I  c o u l d n ' t  a f f o r d  t h e  a d d i t i o n a l  c o s t s  o f  p a r k i n g ,  
f o o d ,  o r  d r e s s  r e q u i r e d  b y  s o m e  c o m p a n i e s   - - - - - - - - - - - - - -

3 4 ,  I  w o u l d n ' t  w a n t  t o  s p e n d  t h e  t i m e  o r  e n e r g y  r e q u i r e d  
b y  a  n e w  j o b  - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

3 5 ,  I  f e e l  f r e e  t o  t e l l  m y  s u p e r v i s o r  w h a t  I  t h i n k

3 6 ,  I  n e e d  t h e  v n r k  e x p e r i e n c e  f o r  m y  c a r e e r  t h a t  m y  c o 
m p a n y  o f f e r s - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

3 7 ,  I  h a v e  g o o d  p e r s o n a l  f r i e n d s  h e r e  - - -

3 8 ,  I ' m  w o r k i n g  t o  s a v e  e n o u g h  m o n e y  t o  b u y  s o m e  t h i n g s  
a n d  I  h a v e n ' t  g o t  t h e r e  y e t  — -------- - - - - - - - - - — - -

3 9 ,  I  a m  p r o u d  t o  v r o r k  h e r e   - - - - - - - - - - - - - - - - - - - - - - - — -

4 0 ,  I  h a v e  f a m i l y  a n d  r e l a t i v e s  i n  t h e  a r e a  — - - - - - - -

4 1 ,  I  w a s  r a i s e d  i n  t h e  a r e a  a n d  w o u l d n ' t  w a n t  t o  l e a v e -

4 2 ,  I  a m  p a i d  f a i r l y  f o r  t h e  k i n d  o f  w o r k  I  d o  - - - - - - - - - - - - - - - -

4 3 ,  M o v i n g  a n d  r e l o c a t i n g  w o u l d  b e  t o o  m u c h  t r o u b l e  - - - -

4 4 ,  T h e r e ' s  v e r y  l i t t l e  f a v o r i t i s m  h e r e  — - - - - - - - - - — - -

4 5 ,  I  h a v e  o u t s i d e  i n t e r e s t s  o r  a c t i v i t i e s  I  w o u l d  n o t  
w a n t  t o  g i v e  u p  - - - - - - - - - - - — - - - - - — — - - - - -

4 6 ,  I  a m  a l l o w e d  t o  m a k e  g o o d  u s e  o f  m y  a b i l i t i e s  - - - - - -

4 7 ,  I  m i g h t  n o t  g e t  t h e  n e e d e d  i n s u r a n c e  c o v e r a g e  I  h a v e  
n o w  — --- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

4 8 ,  M y  j o b  i s  l e a d i n g  t o  t h e  k i n d  o f  f u t u r e  I  w a n t  - - - - -  

P l e a s e  c o n t i n u e  o n  n e x t  p a g e .
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C )  ( 2 )  ( 3 )
S t r o i i c ; l y  M i l d l y  B o  n o t  

a ç T i o e  a q r e o  g g r  u o

4 9 ,  I  e n j o y  t h e  s p o r t s  a n d  r e c r e a t i o n  a c t i v i t i e s  i n  t h i s  
a r e a  - — -- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

5 0 ,  I  a m  r e c { u i r e d  t o  d o  j u s t  a b o u t  t h e  r i g h t  a m o u n t  o f  
T O r k  - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

5 1 ,  M y  j o b  s k i l l s  a r e  s p e c i a l i z e d  a n d  I  m i g h t  n o t  f i n d  
m a n y  o t h e r  c o m p a n i e s  vA ro  c o u l d  u s e  t h t n i  - - — - - - - - - —

5 2 ,  I  h a v e  c l e a r - c u t  o b j e c t i v e s  o n  w i i i c h  t o  b a s e  m y  v n r k  
g o a l s  - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

5 3 ,  I  g e t  p a i d  m o r e  h e r e  t h a n  I  p r o b a b l y  w o u l d  a n y w h e r e  
e l s e - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

5 4 ,  I  a m  a  v e r y  i m p o r t a n t  f a c t o r  i n  t h e  s u c c e s s  o f  r a y  
g r o u p  a n d  i t  w o u l d  b e  u n f a i r  i f  I  l e f t  - - - - - - - - - - - -

5 5 ,  I  d o  n o t  y e t  h a v e  t h e  " c r e d e n t i a l s "  r e q u i r e d  h y  m y  
p r o f e s s i b n - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

5 6 ,  T h e  l o c a l  t a x  r a t e s  a r e  g o o d  w h e r e  I  l i v e  — - -

5 7 ,  I  l i k e  t h e  c o m p a n y  b e n e f i t s   ------ — - —

5 8 ,  I  w o u l d n ' t  l i k e  t o  t a k e  r a y  c h i l d r e n  o u t  o f  t h e  s c h o d  
t h e y  a r c  i n  - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

5 9 ,  I  d o  n o t  b e l i e v e  i n  j u m p i n g  f r o m  c o m p a n y  t o  c o m p a n y  -

6 0 ,  I  h a v e  t h e  o p p o r t u n i t y  t o  t r a v e l  t o  i n t e r e s t i n g  
p l a c e s  - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -

]
[]

[] [] []

M y  a g e :

A d a p t e d  f r o m  " h h y  D o  Y o u  S t a y  a t  Y o u r  C o m p a n y ? "  q u e s t i o n n a i r e  p r o v i d e d  b y  D r .  V i n c e n t
F l o w e r s ,  N o r t h  T e x a s  S t a t e  U n i v e r s i t y ,  D e n t o n ,  T e x a s .
2 7 x i 7 4 Y T A _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _

G E N E R A L  IK F O R l- iA T IO N  ( O p t i o n a l )

P l e a s e  c h e c k  t h e  d e p a r t m e n t  y o u  w o r k  i n :
A x l e  D i v i s i o n  ____ 1
B r a k e - l i n e  ____ 2
H u b  a n d  D r u m  3
M a i n t e n a n c e  ____ 4
Q u a l i t y  C o n t r o l  5
S u b - A s s e m b l y  ____ 6
O t h e r   7

H o w  l o n g  w i t h  K e l s e y - H a y s ? _ _ _ _ _ _ _ _ _ _ _ _ _ _ 8
Y e a r s  M o n t h s

* S o c ,  S e c ,  N o .  I

S e x :

Y e a r s

M a l e  _ _
F e m a l e

A
“ b

P r e s e n t  s a l a r y :  $ _ _ _

o r  $ _ _ _
E t h n i c  b a c k g r o u n d :
A m .  I n d i a n   E
C a u c a s i a n  F
N e g r o   G

_ p e r  h o u r ( C )  

p e r  y c a r ( D )

O t h e r H

* T h i s  i s  t o  h e l p  m o  s t u d y  a n d  d e t e r m i n e  t h e  u s e f u l n e s s  o f  t h e  p r e s e n t  m e t h o d s
o f  s e l e c t i o n ,  r e c r u i t m e n t ,  a n d  p r o m o t i o n  o f  p e r s o n n e l .  I  p r o m i s e  n o t  t o  r e v e a l  y o u r  
i d e n t i t y ;  h o w e v e r ,  i f  y o u  v w u l d  p r e f e r  n o t  t o  i d e n t i f y  y o u r s e l f ,  i t  i s  o . k .  w i t h  m e .  
T H A N K  Y O U  E V E R  5 0  M U C H  F O R  Y O U R  C O O P E R A T IO N  I N  C A R R Y IN G  O U I  T H I S  S l U D Y .

I f  y o u  l i a v o  a n y  c o m m e n t s  r e g a r d i n g  a n y  p a r t  o f  t h i s  s t u d y  o r  a n y  o t h e r  a s p e c t s  o f  y o u r  
j o b ,  p l e a s e  f e e l  f r e e  t o  w r i t e  t l v w n  o n  t h e  e t h e r  s i d e  o f  t h i s  q u e s t i o n n a i r e .
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REASONS FOR STAYING

MOTIVATIONAL REASONS FOR STAYING 

Nom Statem ent

6 I  l i k e  th e  amovmt o f  co o p era tio n  betw een work groups a t  my company,

9 I  have a good o p p o rtu n ity  h e re  to  g e t  ahead i f  I  want t o ,

13 I  en joy  my jo b  h e re .

17 I  l i k e  th e  amount o f  in fo rm atio n  I  g e t  about how w e ll my work
group i s  do in g .

21 I  l ik e  th e  amount o f  teamwork in  my group .

31 There a re  n o t too  many unnecessary  r u le s  to  fo llo w .

32 I  l ik e  th e  freedom  I  have to  p la n  my own work.

42 I  am p a id  f a i r l y  f o r  th e  k in d  o f  work I  do .

46 I  am allow ed to  make good use  o f  my a b i l i t i e s .

48 My jo b  i s  le a d in g  to  th e  k in d  o f  fu tu r e  I  w ant.

52 I  have c le a r - c u t  o b je c t iv e s  on which to  base  my w^rk g o a ls .

MAINTENANCE/HYGIENE REASONS FOR STAYING

1 I  l i k e  th e  working c o n d itio n s .

11 I  r e a l ly  en joy  working w ith  my su p e rv iso r .

24 I  am inform ed about th e  o b je c t iv e s  o f  my d ep artm en t,

27 I  can be su re  o f  a  jo b  h ere  as  long  a s  I  do good v o rk .

35 I  f e e l  f r e e  to  t e l l  my su p e rv iso r what I - th in k ,

39 I  am proud to  work h e re .

44 T h e re 's  very  l i t t l e  fa v o r it ism  h e re .
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No. S ta tem en t

50 I  am re q u ire d  to  do j u s t  about th e  r ig h t  amount o f  work,

57 I  l ik e  th e  company b e n e f i t s ,

EyiERML ENVINONIÆNTAL REASONS FOR STAYING

2 I  am c lo se  to  becoming v e s te d  in  our re tire m e n t p la n s  o r  o th e r  
p la n s  l ik e  stock  o p tio n s ,

3 I  WDuldn''t want to  re b u ild  m ost o f  th e  b e n e f i ts  th a t  I  have
b u i l t  up l ik e  v a ca tio n s  and s ic k  le av e  i f  I  l e f t  th e  company,

4 My fam ily  would be r e lu c ta n t  to  le av e  t h i s  a re a ,

5 I  en joy  l iv in g  in  my p re s e n t neighborhood,

7 I  w o u ld n 't l ik e  to  s t a r t  a l l  o ver le a rn in g  th e  p o l i c i e s  o f  a
new company,

8 I  l i k e  to  l iv e  in  t h i s  a re a ,

10 I f  I  were to  leave  h e re  I  m ight have d i f f i c u l t y  g e t t in g  a f a i r
p r ic e  f o r  my house,

12 I  have o r  w i l l  soon have c h ild re n  in  c o lle g e .

14 i t  m ight be d i f f i c u l t  to  f in d  th e  k in d  o f jo b  I  want o u ts id e
th e  company,

15 I  am a l i t t l e  too o ld  to  s t a r t  over ag a in ,

16 I 'm  in  th e  p ro cess  o f  com pleting  my ed u ca tio n ,

18 Compared to  o th e r  a re a s , th e  c o s t  o f  l iv in g  h e re  i s  good,

19 The t r a f f i c  and co n g es tio n  m ight be worse a t  an o th er company 
lo c a t io n ,

20 The company i s  conven ien t to  my home,

22 I  have fam ily  r e s p o n s ib i l i t i e s ,

23 I  w o u ld n 't l ik e  to  look f o r  a  jo b  on th e  o u ts id e ,

25 There i s  a chance companies may r e j e c t  my employment a p p l ic a t io n ,

26 I  have f in a n c ia l  in v estm en ts  h e re ,

28 I t  would be c o s t ly  to  r e lo c a te .
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No, S tatem ent

29 I 'm  vrorking to  make ends m eet,

30 I  d o n 't  want to  talce th e  r i s k s  invo lved  in  a  new jo b ,

33 I  c o u ld n 't  a f fo rd  th e  a d d i t io n a l  c o s ts  o f  p a rk in g , food, o r
d re s s  re q u ire d  by some com panies,

34 I  w on 't want to  spend th e  tim e o r  energy re q u ire d  by a new jo b .

36 I  need th e  work fo r  ex p erience  fo r  my c a re e r  t h a t  my company
o f f e r s .

37 I  have good p e rso n a l f r ie n d s  h e re ,

38 I 'm  working to  save enough money to  buy some th in g s  and I  h a v e n 't
g o t th e re  y e t ,

40 I  have fam ily  and r e l a t i v e s  in  th e  a re a ,

41 I  was r a is e d  in  th e  a re a  and w o u ld n 't want to  le a v e ,

43 Moving and re lo c a t in g  would be too much t ro u b le ,

45 I  have o u ts id e  i n t e r e s t s  o r  a c t i v i t i e s  I  would n o t want to  g iv e  up.

47 I  m ight n o t g e t th e  needed in su ran ce  coverage I  have now,

49 I  enjoy th e  s p o r ts  and r e c r e a t io n a l  a c t i v i t i e s  in  t h i s  a re a ,

51 My jo b  s k i l l s  a re  s p e c ia l iz e d  and I  m ight n o t f in d  many o th e r
companies who co u ld  use  them,

53 I  g e t p a id  more h e re  than  I  p ro b ab ly  would anywhere e l s e ,

54 I  am a v ery  im p o rtan t f a c to r  in  th e  success o f  my group and i t  •
would be u n fa ir  i f  I  l e f t ,

I

55 I  do n o t y e t have th e  " c r e d e n t ia ls "  re q u ire d  by my p ro fe s s io n ,

56 The lo c a l  ta x  r a t e s  a re  good where I  l iv e ,

58 I  vrouldn 't l ik e  to  tak e  my c h ild re n  o u t o f th e  schoo l th e y  a re  in ,

59 I  do n o t b e lie v e  in  jum ping from company to  company,

60 I  have th e  o p p o rtu n ity  to  t r a v e l  to  in te r e s t in g  p la c e s .
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TALLY OF RESPONSES TO "WHY DO YOU STAY AT YOUR COMPANY?"

STRONGLY MILDLY DO NOT
REASON AGREE AGREE AGREE

# % # % # %

1 . I  l ik e  th e  working 15 16 61 64 19 20
c o n d itio n s

2. I  am c lo se  to  becoming 4 4 16 17 75 70
v e s te d  in  our r e t i r e 
ment p la n s  o r o th e r  p la n s
l ik e  s tock  o p tio n s

3 . I  w o u ld n 't want to  r e -  41 43 19 20 35 37
b u ild  most o f  th e  b e n e f i ts
th a t  I  have b u i l t  up l i k e  
v a c a tio n s  and s ick  leav e  
i f  I  l e f t  th e  company

4 . My fam ily  would be r e lu e -  42 44 20 21 35 35
ta n t  to  le av e  t h i s  a re a

5 . I  en joy  l iv in g  in  my p r e -  78 82 12 13 5 5
se n t neighborhood

6 . I  l i k e  th e  amount o f  49 52 35 37 11 12
co o p era tio n  between vork
groups a t  my company

7 , 1  w o u ld n 't l ik e  to  s t a r t  37 39 24 25 34 36
a l l  over le a rn in g  th e  
p o l ic ie s  o f  a new company

8 , I  l i k e  to  l i v e  in  t h i s  70 74 17 18 8 8 .
a re a

I

9, I  have a good o p p o rtu n ity  37 39 27 28 31 33
h e re  to  g e t ahead i f  I
want to

10. I f  I  were to  leav e  h e re  31 33 12 13 52 55
I  m ight have d i f f i c u l t y
g e t t in g  a f a i r  p r ic e  fo r  
ray house

11. I  r e a l l y  enjoy working 59 62 30 32 6 6
w ith  ray su p e rv iso r
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STRONGLY MILDLY DO NOT
REASON AGREE . AGREE AGREE

# % # % #  %

12. I  have o r  w i l l  soon have 19 20 l2  13 64 67
c h ild re n  in  c o lle g e

13. I  enjoy my jo b  h e re  59 62 27 28 9  9

14. I t  m ight be d i f f i c u l t  44 46 20 21 31 33
to  f in d  th e  k in d  o f  jo b
I  want o u ts id e  th e  com
pany

15. I  am a l i t t l e  too  o ld  20 21 17 18 56 61
to  s t a r t  over ag a in

16. I 'm  in  th e  p ro c e ss  o f  10 11 12 13 73 77
com pleting my ed u ca tio n

17. I  l i k e  th e  amount o f  42 44 26 27 27 28
in fo rm ation  I  g e t  about
how w e ll my work group 
i s  doing

18. Compared to  o th e r  a re a s ,  21 22 44 46 30 32
th e  c o s t  o f l iv in g  h e re
i s  good

19. The t r a f f i c  and conges- 53 56 27 28 15 16
t io n  m ight be worse a t
an o th er company lo c a t io n

20. The company i s  co n v en ien t 60 63 27 28 8 8
to  my home

21. I  l i k e  th e  amount o f  team - 64 67 24 25 7 7
work in  my group

22. I  have fam ily  re s p o n s i-  78 82 12 13 5 5
b i l i t i e s

23. I  w ou ldn 't l ik e  to  look 37 39 21 22 37 39
f o r  a  jo b  on th e  o u ts id e

24. I  am inform ed about th e  35 37 31 33 29 31
o b je c t iv e s  o f  my d e p a r t 
ment
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REASON

25, There i s  a chance com
p a n ie s  may r e j e c t  my em
ployment a p p lic a t io n

26, I  have f in a n c ia l  in v e s t 
m ents h e re  .

27, I  can be su re  o f  a  jo b  
h e re  a s  long  a s  I  do 
good wark

28, I t  would be c o s t ly  to  
r e lo c a te

29, I 'm  working to  make 
ends m eet

30, I  d o n 't  want to  tak e  
th e  r i s k s  in vo lved  in  
a  new jo b

31, There a re  n o t too  many 
unn ecessa ry  ru le s  to  
fo llo w

32, I  l i k e  th e  freedom I  have 
to  p la n  my own work

33, I  c o u ld n 't  a f fo rd  th e  ad 
d i t i o n a l  c o s ts  o f  p a rk in g , 
food, o r  d re s s  re q u ire d  by 
some companies

34, I  w on 't want to  ,^end  th e  
tim e o r  energy re q u ire d  by 
a new jo b

35, I  f e e l  f r e e  to  t e l l  my 
su p e rv iso r  what I  th in k

36, I  need th e  work o r  ex
p e r ie n c e  fo r  my c a re e r  th a t  
my company o f f e r s

37, I  have good p e rso n a l 
f r ie n d s  he re

STRONGLY
AGREE

# % 

22 23

19 20

51 54

57 60

62 65

34 36

31 33

25 26

39 41

20 21

44 46

33 35

55 58

MILDLY
AGREE

# % 

23 24

15 16

17 18

14 15

22 23

27 28

37 39

39 41

27 28

19 20

35 37

23 24

28 29

DO NOT 
AGREE

# % 

50 53

61 64

27 28

24 25

11 12 

34 36

27 28

31 33

29 31

56 59

7 7

39 41.

12 13
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STRONGLY MILDLY DO NOT
REASON AGREE AGREE AGREE

# % # % # %

38, I 'm  ■working to  save 60 63 17 18 18 19
enough money to  buy some
th in g s  and I  h a v e n 't  go t 
th e re  y e t

39, I  am proud to  work h e re  56 59 32 34 7 7

40, I  have fam ily  and r e l a -  71 75 9 9 15 16
t iv e s  in  th e  a re a

41, I  was ra is e d  in  th e  a re a  43 45 17 18 35 37
and w ou ldn 't want to  leav e

42, I  am p a id  f a i r l y  f o r  th e  29 31 38 40 28 29
k in d  o f  wark I  do

43, Moving and r e lo c a t in g  43 45 26 27 26 27
would be too much tro u b le

44, T h e re 's  very  l i t t l e  f a -  21 22 38 40 36 38
v o rit ism  here

45, I  have o u ts id e  i n t e r e s t s  30 32 24 25 41 43
o r  a c t i v i t i e s  I  would n o t
want to  g iv e  up

46, I  am allow ed to  make 42 44 29 31 24 25
good use  o f  my a b i l i t i e s

47, I  m ight n o t g e t  th e  needed 27 28 22 23 46 48
in su ran ce  coverage I  have
now

48, My jo b  i s  le ad in g  to  th e  30 32 26 27 39 .41
k in d  o f  fu tu re  I  want

49, I  en joy  th e  s p o r ts  and 43 45 31 33 21 22
re c re a t io n a l  a c t i v i t i e s
in  t h i s  a rea

50, I  am re q u ire d  to  do 28 29 41 43 26 27
j u s t  about th e  r ig h t
amount o f  vcrk
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STRONGLY MILDLY DO NOT
REASON AGREE AGREE AGREE

// % # % # %

51, My jo b  s k i l l s  a re  s p e c ia l-  18 19 23 24 54 57
iz e d  and I  m ight n o t f in d
many o th e r  companies vdio 
could  use than

52, I  have, c le a r - c u t  o b je c -  23 24 37 39 35 37
t iv e s  on which to  base  my
work g o a ls

53, I  g e t p a id  more h e re  th an  32 34 16 17 47 49
I  p robab ly  would anytdtere
e ls e

-54. I  am a very  im portan t 12 13 32 34 51 54
f a c to r  in  th e  success o f  
my group and i t  would be 
u n fa ir  i f  I  l e f t

55, I  do n o t y e t  have th e  26 27 40 42 29 31
" c r e d e n t ia ls "  re q u ire d
by my p ro fe s s io n

56, The lo c a l  ta x  r a t e s  a re  26 27 40 42 29 31
good where I  l iv e

57, I  l i k e  th e  company 26 27 37 39 32 34
b e n e f i ts

58, I  VMUldn't l ik e  to  take 45 47 11 12 39 41
my ch ild ren  o u t o f  the
school th ey  a re  in

59, I  do n o t b e lie v e  in  jumping 67 71 17 18 11 12
from company to  company

60, I  have th e  o p p o rtu n ity  to  8 8 15 16 72 76
t r a v e l  to  in te r e s t in g  p la c e s


