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Abstract

This study examined the influence of job scope on the relationship
between selected personality characteristics of employees and turnover.
Individuals employed as machine operators (low scope jobs) and scientific
and technical personnel (high scope jobs) were sampled within a large

manufacturing organization. No direct relationships were found between

personality characteristics and turnover for the combined sample of
employees on high and low scope jobs. When correlational analyses were
carried out within job scope samples, however, turnover was found to be

negatively related to the need for achievement and positively related

to the need for affiliation for employees on high scope jobs. In addition,

y i; the need for affiliation was negatively relatcd to turnover for the low

# job scope sample. When the reszults for the twoasauplés were compared, the
correlations be%we®n turnover and the needs for achievement and affiliation
found among employees on high and low scope jobs were significantly different.

The implications of these findings for oxganizations and future research on

turnover were discussed.
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The Influence of Job Scope

on the Personality - Turnover Relationship

Researchers have long been cognizant of the need to consider both
characteristics of the individual employee and features of the work
environment in attempting to explain behavioral phenomena in organiza-
tions. Although Lewin (1951, p. 239) clearly suggested that ''the person
and his environment must be considered as one constellation of factors"
in order to fully understand and predict behavior, research on turnover
has generally failed to examine interactions between the individual and
environment in relation to the propensity to stay with or leave the organi-
zation. Investigations of turnover have most often conceptualized environ-
mental and personal influences as independent sets of predictors. For
example, Porter and Steers (1973) reviewed a number of studies in which
either job content factors (e.g., task repetitiveness, autonomy, responsi-
bility and role clarity) or personal factors (e.g., age, tenure and person-
ality) have been found to be related to turnover. Only a relatively small
number of studies were reviewed, however, which examined the "fit" (i.e.,
interdependence) between thelindividual and the job. These studies were
limited to investigations of vocational interests in which it has been
found that individuals with interests closely corresponding to the charac-
teristics of their job are more likely to remain with the organization
(Boyd, 1961; Ferguson, 1958; Mayeske, 1964).

The need to focus research attention on the interdependence between

the individual and environment is apparent from the results of studies in
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which the relationship between turnover and personality has been examined.
Mowday, Stone and Porter (note 1) recently reviewed the results of several
such investigations and found mixed results. In addition, they examined
the relationship between personality characteristics and turnover in two
regional offices of a large insurance company. Although significant multi-
variate relationships were found between turnover and personality in each
office, few consistent relationships between turnover and specific person-
ality traits were found across the two samples. They interpreted the lack
of replication as a consequence of environmental differences between the
two offices. Depending upon the nature of the job, immediate work environ-
ment and larger organization, Mowday et al. (note 1) suggest that a given
personality characteristic may or may not be related to turnover. Such a
view supports the importance of considering environmental variation in
examining the relationships between turnover and personality.

The general failure of turnover research to examine the interdepen-
dence between the individuaf and environment stands in contrast to recent
studies in the other areas, particularly job design. Research on the re-
lationship between job scope and employee job satisfaction has examined the
potential moderating influence of a variety of personal characteristics of
the employee (Brief § Aldag, 1975; Hackman & Lawler, 1971; Hulin § Blood,
1968; Johnson § Stinson, 1975; Stone, 1975, 1976; Stone, Mowday, & Porter,
note 2; Wanous, 1974). Although mixed results have been found both within
and between studies, support is genetally claimed for the moderating effect

of higher order need strength on the job scope-job satisfaction relationship.
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These results suggest that individuals who desire higher order need satis- |

faction react more favorably to jobs high in variety, autonomy, task identity 4

and feedback than individuals who do not desire such need satisfaction. 1In

G

exploring these relationships, however, few investigators have looked beyond ]

the job satisfaction construct to more behavioral measures of employee re-
actions to the job (e.g., turnover and absenteeism).
The purpose of this study was to extend both the turnover and job
design literature by examining the extent to which interactions between
employee personality characteristics and the job are related to turnover.
: Three needs that appear particularly relevant to the job and work setting were
5 ; examined: (1) achievement; (2) affiliation; and (3) autonomy. Following
a line of reasoning similar to that of Litwin and Stringer (1968), it was
predicted that individuals with high needs for achievement and autonomy and
a low need for affiliation would react more favorably to high scope jobs
and thus be more likely to remain with the organization than individuals with

opposite needs. High scope jobs provide greater challenge and opportunities

for independence and therefore may be more satisfying to individuals with

high needs for achievement and autonomy. The increased work demands and in-

dependence inherent in such jobs, however, may lessen the opportunities for

social interaction and thus prove dissatisfying to employees with a high need

for affiliation. Following similar reasoning, it was predicted that employees
with low needs for achievement and autonomy and a high need for affiliation

would react more favorably and be less likely to turnover on low scope jobs.

RO T T

In addition to examining a criterion of turnover (as opposed to job ' 3

% -7

satisfaction), this study differs from previous job design research in several 3

respects. First, a carefully developed pcrsonality inventory with known reliability
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and validity was used to assess the strength of employee needs. Problems
associated with the more commonly used measures of higher order need
strength suggest such individual differences may be more accurately assess-
ed using standard personality measures (cf., Stone et al., note 2). Second,
individuals were sampled from high scope.and low scope jobs rather than place
primary reliance on a perceptual measure of job characteristics. Schwab

and Cummings (1976) have identified several problems associated with the

use of such perceptual measures that may confound the relationships under

study.

Method

Research Setting

This study was part of a larger investigation designed to examine
employee attachments to work organizations. The study was carried out in
a large West Coast high technology firm engaged in research and development
and the manufacture of a variety of sophisticated electrical and chemical

products.

Research Instruments

Personality Characteristics. Form A of Jackson's (1967) Personality

Research Form (PRF) was used to measure the strength of employee needs.

The PRF was chosen for use based on its rigorous development and sound
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| § psychometric properties (See: Buros, 1972). The development- of the PRF

Ty

| i is described in detail by Jackson (1967). The design of the scales guards
against the common response tendencies of acquiesence and desirability.

| Jackson (1967) reported good convergent and discriminant validity for

‘; each of the scales. In addition, internal consistency for the scales was
f‘ i found to range from .87 to .94 during instrument development. Test-retest
reliabilities over a one week period ranged from .77 to .90.

Form A of the PRF measures the strength of 14 needs derived princi-
pally from the work of Murray [1938). The needs for achievement,
affiliation and autonomy were examined in this study. Jackson (1967)
describes individuals with a high need for achievement as aspiring to
accomplish difficult tasks, maintaining high work_standgrds and willing
to put forth effort to attain excellence. A high need for affiliation suggests
that the individual is more concerned with social relationships. Such
individuals are described as making efforts to win friendships and maintain
close associations with their work colleagues. Individuals with a high
need for autonomy are characterized by high self-reliance, independence,
self-determination and a dislike for restraints or restrictions.

Each need is measured by 20 items representing statements that an
individual may or may not use to describe himself or herself (e.g., "I
would like to have a job in which I didn't have to answer to anyone").
Responses are made on a true-false format.

Perceived Job Characteristics. A 13-item instrument developed by

Stone (1974) was used to measure employee perceptions of the amounts of

variety, autonomy, task identity and feedback associated with their job.
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An overall measure of job scope was calculated from a weighted linear
combination of the job characteristics. Following Turner and Lawrence
(1965), variety and autonomy received douonle weights in calculating the
job scope scores. The measures of job scope and perceived job character-
istics were used as.a check on the a priori sampling of high and low scope
jobs.

Facet Satisfaction. Satisfaction with several facets of the job

and work environment were measured using single items developed by Stone
(1974). The items had the following general format: '"I am very satisfied
with the people I work with.'" Satisfaction was measured with respect to:

(1) promotions; (2) pay; (3) co-workers; (4) supervision; and (5) working
conditions. Responses were made on a 7 point scale ranging from "strongly
disagree" to ''strongly agree." ;

Demographic. Study participants provided information concerning their

age, level of educational attainment‘fmeasured by 12 categories ranging from
"6th grade education or less' to ''graduate degree'), tenure in the company
(meésured in months), tenure on current job (measured in months), sex and job

title.

Turnover Data. Turnover data were collected from company records

approximately eight months following the administration of questionnaires.
Only individuals who.either remained with the company or voluntarily with-

drew from the job were included in the analyses reported in this paper.

Jobs Studied
Two jobs within the organization which appeared to have high and low
amounts of job scope were selected for study. The low job scope sample

was composed of €4 individuals employed as machine operators on
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assembly-line and continuous process production operations. Although the
jobs required a certain amount of skill, the nature of the production
processes suggested these tasks would be low in terms of the core dimen-
sions of job scope (i.e., variety, autonomy, task identity and feedback).
Sci_entific and technical personnel employed in research and development
were selected for the high job scope sample. A total of 45 employees
engaged in engineering, technical and scientific research jobs made up
the sample. The project-oriented and professional nature of research and
development suggested that these jobs would be high in terms of scope.

To verify the selection of machine operators and scientific personnel
as low and high scope jobs, the two samples were compared in terms of
perceived job characteristics. The means for overall job scope and each
of the four job characteristics are presented in %able 1. As predicted,

scientific and technical personnel perceived their jobs to be significantly

Insert Table 1 About Here

higher in overall job scope than did machine operators (35.4 vs. 29.0,
P < .01). An examination of the individual job characteristics measures
suggests that the difference in overall job scope was primarily attributable
to differences in the perceived amounts of variety and autonomy associated
with the jobs. Differences with respect to task identity and feedback failed
to reach significance, although they were in the predicted direction.

The two samples were also compared in terms of demographic character-

istics and facet satisfaction. These means are reported in Table 1. No
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differences were found in terms of age, sex, tenure in the company

or tenure in current job. As might be expected, however, a significant
difference was found between the two samples in terms of educational
attainment. The average level of education for machine operators was

a high school degree. In contrast, 82% of the scientific and technical
personnel held undergraduate or graduate college degrees. Comparisons
between the samples in terms of facet satisfaction are discussed later
in the paper.

The turnover rates for the two job samples were 9% for machine

operators (N = 6) and 13% for the scientific and technical personnel (N = 6).

Data Collection Procedures

Questionnaires were administered to groups of study participants by the

researchers on company premises. Since the time required to complete the
entire questionnaire battery was estimated to be 2 hours, each respondent

completed half the questionnaires on one day and the remaining questions

on the following day. The PRF was administered separately in one of the two

sessions. Respondents were randomly assigned to complete either the PRF
or other questionnaires during the first administration session. Partici-
pants were asked not to discuss the questionnaires among themselves until
all of the administrations had been completed.

Participation in the study was on a voluntary basis. Participants
were given information about the general purpose of the study (i.e., '"to
learn more concerning how people feel about their job"). In addition,

they were told that individual questionnaire responses would be held in

it A B 5 s e A s W i N i, bt Sl . il el it cindiaid Al b




Personality, Job Scope and Turnover

10

3 the strictest confidence.

’ Data Analysis Procedures

To examine the influence of job scope on the relationship between
personality characteristics and turnover, subgroup correlational analyses
were performed. Given the categorical nature of the job scope '"measure',

! it was considered most appropriate to correlate personality characteristics

with turnover within each of the job scope samples (Saunders, 1956;
Zedeck, 1971). In these correlational analyses, staying with the organi-
zation was coded 0,0 and leaving was coded 1.0. Thué, a positive corre-
lation between personality and turnover in&icates that individuals high

on the given personality characteristic were more likely to leave the

organization. .

Results

The zero order correlations between the measures of personality,

4 job scope and turnover are presented in Table 2. The correlations suggest

= that the measures used in the study were relatively independent. Although ]

?.3 significant correlations were found between several of the need strength

: | Insert Table 2 About Here

o measures and between the need for achievement and job scope, the size of
the correlations indicate that the proportion of shared variance was not large.

The relatively small correlations found between turnover and the

e S s
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needs for achievement, affiliation and autonomy are of particular interest
in Table 2. For the combined sample of employees on high and low scope
jobs, no significant relationships were found between the personality
traits of employees and their propensity to leave the organization.

To determine the influence of job scope on the personality-turnover
relationship, correlations between turnover and each of the personality
measures were calculated separately for the high and low job scope
samples. Since the samples were found to differ in terms of their level
of educational attainment, partial correlations holding education constant
were computed between turnover and the personality measures. These partial

correlations are presented in Table 3.

Insert Table 3 About Here

As the results indicate, for the high job scope sample significant
relationships were found between turnover and the needs for achievement
(r = -.44, p < .01) and affiliation (r = .32, p < .05). The correlation
between turnover and the need for autonomy among employees on high scope
jobs approached significance (r = .20, p = .11) although opposite from the
direction predicted. For the low job scope sample, a significant negative
relationship was found between turnover and the need for affiliation
(r = -.27, p < .05). No relationships were found between turnover and the
remaining measures among employees on low scope jobs.

When the correlations for the low and high job scope samples were

A St R T AT I T IS WY BT
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compared, it was evident that the characteristics of the job influenced

the relationship. between personality and turnover. Significant differences
were found between the correlations for the high and low job scope samples
on the needs for achievement (z = 2.31, p < .01) and affiliation (z = 3.07,

P < .01). No difference was found, however, for the autonomy variable.

Discussion

The overall results of this study are consistent with previous research
on job design in which the interaction between the individual and the job
design has been found to be an important determinant of employee job
satisfaction, In addition, these results provide an explanation for the
mixed results which have been found when personality characteristics are
directly correlated with turnover. The extent to which a given personality
characteristic influences the turnover decision appears to be at least in
part dependent on the nature of the job. In other words, personality
traits may or may not be related to turnover depending upon features of
the job, immediate work environment and larger organization. Where there
is a good "fit'" between the individual and the environment employees are
more likely to remain with the organization. Where there is a bad "fit",
however, the likelihood of turnover may increase.

The relationships found in this study can be more clearly seen in
the graphs presented in Figures 1 and 2. In these figures the mean stan-
dardized need for achievement (Figure 1) and need for affiliation (Figure 2)

are shown for stayers and leavers on high and low scope jobs. In calculat-

ing the means, the level of educational attainment was partialed from the

t
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need strength scores. For employees on high scope jobs, turnover was found
to be negatively related to the need for achievement. The need for affilia-

tion was found to be positivelyrelated to turnover for employees on high

Insert Figures 1 and 2 About Here

scope jobs and negatively related to turnover for the low scope job sample.
These results are consistent with the view that high scope jobs are more
likely to provide the challenge, personal responsibility and feedback desired
by individuals with a high need for achievement (cf., Litwin & Stringer,
1968). As a consequence, such individuals are more likely to remain on
jobs characterized by high amounts of variety, aufonomy, task identity and
feedback. On the other hand, the increased work demands and independence
characteristics of high scope jobs may not provide an environment in which
employees with a high need for affiliation can satisfy their social needs.
The opportunities to satisfy social needs appear to be greater on low
scope jobs. As a consequence, for employees with a high need for affilia-
tion the likelihood of leaving the organization appears to increase on
high scope jobs and decrease on jobs lower in scope.

In contrast to what would be predicted on theoretical grounds,
need for achievement was found to be unrelated to turnover for employees
on low scope jobs. In addition, no relationships were found between turnover
and the need for autonomy for employees in either sample. Several factors
that may have influenced these relationships were examined in an effort

to better understand the results. An examination of the turnover rate and
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distribution of scores on the needs for achievement and autonomy indicated

the low relationships were not attributable to a restriction of range on

any of the measures. Covariation between the personality measures and

education was examined to determine whether partialing the level of

:;. educational attainment may have affected the range of personality scores.
The need for achievement was unrelated to education (r = .09).and thus

covariation between these measures does not appear to have influenced the l

need for achievement-turnover relationship when education was held constant.

The need for autbnomy, however, was significantly related to education { j

(r = .20, p < .05) and such covariation may have had a slight influence

on the analyses. ; %

My MYREIC, WA S e

Research on interactions between need strengths and organizational

ey

climate by Litwin and Stringer (1968) suggests one explanation for the

low relationship between turnover and the need for achievement for employees
on low scope jobs. They found that the nature of the situation was an
important determinant of the extent to which various need strengths are , ]
aroused. For example, their research suggests that jobs which are low in
challenge, feedback and opportunities for personal responsibility are

less likely to arouse a high need for achievement. In such work situations,

the need for achievement may remain more or less dormant and thus not in-

fluence the turnover decision.

Litwin and Stringer's (1968) findings suggest that employees with a
high need for achievement develop coping strategies that result in the lack
of environmental stimulation (e.g., low challenge) having little influence

on their evaluation of the job in terms of the turnover decision. Employees
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with a high need for aéhievenent may, for example, cope with low scope jobs
by seeking satisfaction of their needs in nonwork segments of their life.

For such individuals, the need for achievement may remain unaroused in the
work situation. It is not clear, however, whether this represents a long-

term coping strategy or merely allows high need for achievement employees

to work on low scope jobs until more attractive opportunities become available.

It is interesting to note that similar coping strategies may not be avail-
able in the opposite work situation where low need achievers are placed on
high scope joBs. High scope jobs are likely to be perceived as overly
challenging and demanding by employees with a low need for achievement. In
this situation, turnover may represent the only effective method of resolving
the conflict between the needs of the individual and demands of the work en-
vironment. .

In interpreting the results of this study, it is important to recognize
that the jobs studied may have differed on a number of relevant dimensions
in addition to the characteristics of the task. For example, high and low
scope jobs may differ in terms of compensation practices, opportunities for
promotion, supervisory style and working conditions. Although no direct
measures of these other environmental influences were available in this study,
employee satisfaction with various facets of the job provides one indirect
method of assessing whether such differences influence the relationships under
investigation in this study. When high and low job scope samples were com-
pared in terms of facet satisfaction (Table 1), no significant differences
were found with respect to satisfaction with pay, promotions, supervision and

co-workers. The two samples did significantly differ, however, in their
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reported level of satisfaction with working conditions. Such a difference

is not surprising since research and development activities are generally
carried out in more pleasant work surroundings than is the case with assembly-
line and continuous process operations. Satisfaction with working condi-
tions was not related to turnover (r = .08), however, and this difference
between job scope samples therefore may not have seriously confounded the
results.

The overall results of this study support the view that interdepen-
dencies between employees and the work environment are an important co#-
sideration with respect to the turnover decision. For organizations, the
results suggest that increased attention to the '"fit'" between the employee
and the job may provide one method through which turnover can be reduced.

In addition to organizational benefits in the fofﬁ of reduced turnover,

closer correspondence between the needs of employees and the demands of the
work environment may also result in generally more satisfying work experiences
for employees. Before such an organizational strategy can be carried out,

it is evident that more research is needed to explore the nature of individual-
environmental interactions as they influence the turnover process. In
addition to the selected personality and job content factors examined in this
investigation, future research attention should be directed toward other
relevant individual difference and environmental influences.  Such research

may result in an increased understanding of the complex processes through

which individuals decide whether to stay with or leave the organization.
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Means and Standard Deviations for Job Scope, Job Characteristics,

Demographic and Facet Satisfaction Measures

Measures

Low Scope Jobs

High Scope Jobs

Overall Job Scope 29.0 35.4%*
(5.49) (4.7)
Job Characteristics
Variety 3.2 4.6**
( .9) ( 1.2)
Autonomy 5.8 ToBr*
( 1.6) {11
Task Identity 4.7 5.4
( 2.8) (2.2)
Feedback 6.1 6.2
(1.49) ( 1.3)
Demographic
Age 33.1 36.2
( 9.9) (9.1)
Sex (percent male) .97 91
( '2) ( .3)
Tenure in Current Job 37.6 45.6
(45.4) (71.5)
Tenure in Company 44.7 53.1
(49.4) (54.7)
Education 7.4 11.0**
(1.8) ( 1.5)
Facet Satisfaction
Satisfaction with Pay 3.7 4.0
(2.1) ¢ 2.1)
Satisfaction with Promotions 3.9 4.2
( 2.1) ( 2.2)
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Measures Low Scope Jobs High Scope Jobs

Satisfaction with Co-workers

Satisfaction with Supervision

Satisfaction with Working Conditions

Sample Sizes

Note. One-tail t-tests were used to compare job scope and job

characteristics means. Two-tailed tests were used in all

other comparisons.
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|
}E Table 2
3 4 Correlations Among Measures
for Combined Samples
4 f Achievement Affiliation Autonomy Job Scope? Turnover
| Achievement -- -.01 -.21* «2O*® .15

Affiliation -- -.28** -.02 -.00

Autonomy -- .01 -.15

Job Scope -- .02b

Turnover e

3High scope jobs coded 1.0 and low scope jobs coded 0.0 -
bphi coefficient

*p < .05

*#*p < .01
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Table 3

Partial Correlations Between Turnover and Personality

: for High and Low Scope Job Samples

Holding Level of Educational Attainment Constant

Need Strengths Low Scope Jobs High Scope Jobs
. Achievement -.01 -.44#+2
Affiliation -.27* .32+8
; Autonomy .12 .20

apjfference between correlations significant at p < .01
*p < .05 .

E'**2.< .01




Figure 1.
low scope jobs
Figure 2.

low scope jobs
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Figure Captions

Mean need for achievement for stayers and leavers on

and high scope jobs.

Mean need for affiliation for stayers and leavers on

v and high scope jobs.
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