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Summary

~ The purpose of this study was to compare the relative influences of five major sets of
variables (demographic, personality, job attitudes, perceived work enviromment, and supervisor-
rated performance) to determine their separate and combined contributions in explaining in-
dividual retention decisions. The sample consisted of 163 lower level, military health care
providers assigned to five branch clinics within the administrative jurisdiction of a large
Naval Regional Medical Center. The sample was further divided into high (n = 46), undecided
(n = 49), or low (n = 68) intention groups, based on an individual's stated intent to remain
in the naval service. Ma questionnaire designed to measure demographic, personality, job
attitude and perceived work environment characteristics was administered voluntarily in small
group sessions during normal working hours. Supervisor ratings of job performance, however,
were obtained approximately six weeks following the collection of questionnaire data. Multiple
discriminant analyses were conducted to identify significant between retention group discrim-
inators drawn from each variable domain. These results were combined to produce a summary
discriminant analysis which identified, across variable domains, those measures most strongly
associated with turnover intention.- This summary analysis produced two discriminant func-
tions that significantly differentiated between turnover intention groups. The first func-
tion was bipolar in nature anchored by work-related variables at the positive end and need
for independence at the negative end. The second function was also bipolar in nature (or~
ganizational tenure X personality), and maximally discriminated between high intent to remain
and undecided groups. In addition, supervisor ratings of job performance werc not found to
be significant between group discriminators at the multivariate level. Additional research

to validate these findings utilizing actual turnover data is recommended.
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Although problems associated with turnover and retention cont inue to plague military
manapers, the complexity ot such problems seeminplv clude many investiyators.  Scoveral
authors have todicated that the majority of studices purporting to study turnover or at-
trition tend to be bivariate in nature (How © Hulin, 1981 Moblev, Grittith, Hand, &
Meplino 18979) 0 While such studivs are uselul do ddentitying important correlates of turn-
over behavior, they tvpically lack the breadth to assess velative contributions of dif-
terent categories ot variables ia explaining the tarnover process (Spencer & Steers, 1980).

To illustrate this point, an accumulation of rescarch cevidence suppests a number of
speeitic relationships between several different variables and job turnover., Age and or-
ganizational tenure, tor example, have consistently predicted voluntary attrition with
vounger, less expericnced cmplovees generally seen as better candidates for organizational
withdrawval (Moblev, Horner, & Hollingsworth, 1978; Porter, Steors, Mowdav, & Boulian, 1974).
Other background variables, such as sex and education have exhibited weak or inconsistent
relationships with turnover behavior, yet are often viewed as potentially important mod-
crators of the turnover decision process (Mobley, ot al., 1979). Job characteristics,
job attitude, and psycholopical climate measures have also been used successfully to ex-
plain attrition and withdrawal behavior. Briefly, enriched and supportive work environ-
ments coupled with high levels of job satisfaction have typically been associated with
favorable retention decisions (Jones & James, 1979; LaRocco, Pugh & Gunderson, 1977;
Butler & Jones, Note 1).

Studies attempting to relate turnover behavior and individual differcnce or job per-
formance measures have generally been less successful than those cited above. Individual
difference measures have been almost entirely neglected in studies of turnover, despite
continued demonstrations of their value in explaining other aspects of organizational be-
havior and decision=making. 1n the few instances wherce such measures as locus of control
or neced strengths have been incorporated in turnover studies, results have either failed
to gencralize or have accounted for essentially trivial amounts of variance (Moblev, et
al., 1979, tau, Note 2). 1o terms of job performance, Martin, Price. and Mueller (1981)
reported that nurses who letft their jobs did not perform significantly better than those
who stayed, despite indications in the literatare which suggest that cmplovees who leave
their organizations are gencrally better pertormers.

Regardless ot the value of contributions made by the studies cited above in increas-—
ing understanding of specific aspects of turnover behavior, others have underscored the
need to develop more comprehensive, multivariate, process approaches to explaining turn-
over decision-making (How & Hulin, 1981; Mobley, et al., 1979; Spencer & Steers, 1980).

In particular, studies are necessary that can concurrently assess the contribution of
measures representative of multiple variable domains previously demonstrated as ante-
cedent correlates of turnover. The current study compared the relative influences of
five major scts of variables (i.e., demographic, personality, job attitudes, perceived
work environment, and supervisor-rated performance) to determine their contributions in

explaining individual retention decisions.

Mcthod
Sample.  The sample consisted of 163 individuals (697 response rate) assigned to
five branch clinics assigned to a large Naval Regional Medical Center,  Overall, 667

were assigned to a direct care billet, 777 were male, and 717 were rated hospital corps-
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wen el wean pavgrade < E=4) 0 Ape and level or education ranged from 19 to 48 (M = 26.4
y«-;n's) and tenth prade to post baccalaurcate (M= 13,0 yvears), respectively.

Questionnaire adwinistration. A questiomaive designed to measure concepts within cach
of the major variable domains noted carlice was aduinistored volentarily an small group ses-
sions durine avrmal working hours.  Demoprapbic chavacternistics included measures of the re-
spondent s ape, sox, paverade, job tvpe (aedical vs, gonmedical job assipnment), cducation,
and the length of Uime spent in (a) the Navy, (b)) curvent pavgrade, and () present duty as-
signment . Personabity neasures included self-esteon (Roseuberg, 1965), state anxiety
(spivlhoer

a4, Gorsuch, & Lushene, 19700, nultidimensional locus of control (Levenson, 1973),

status conesrn (Ravtuia, 1997), cognitive complexity (Jones & Butler, 1980), manifest needs
(Steers & Braunstein, 1970) 0 and compliance with conventional work norms (James & Jones,
1980, The job attitude measures were job involvement (Lodahl & Kejner, 1965}, perceived
task importance, job and Navyv =ativtaction, and the individual's anticipated retention de-
cision.

The work enviromment medsures voasisted of 23 composites designed to reflect different
dimensions ot perceived work climate, specifically leadership, work strain, job character-
istics, and other relatively enduring aspects of the workproup and organization {(Jones &

James, 1Y979).  Finally, supcervisor as

ssments ot job performance were obtained approxi-~
mately six weeks following the collection of questionnaire data.  The job pertformance
ratings reflected willingness to put in extra time and effort, carelessness, effectiveness
of cmergency medical skills, positive patient-related attitudes, nonprotessional demeanor,
and a single item assessing the quality of the individual's overall behavior.

Analysis. Analvsis of the data procecded in tour stages. First, the 23 work environ-
ment composites were component analyzed to produce a reduced set of more global measures.
Second, the sample was divided into high (n = 46), undecided (n = 49), or low (n = 68)
intention groups based on an individual's stated intent to remain in the naval service.
Third, multiple discriminant analyses were conducted to identify significant between re-
tention proup discriminators drawn from each variable domain. Finally, the results of the
svparate within domain analysces were combined to produce a summary discriminant analysis
designed to ideatify, across variable domains, those measures most strongly identificd
with turnover inteation.

Results

Components analysis. A principal components analysis of the 23 individual work en-

vironment measures produced four components with eigenvalues > 1.0, The first component was
rather strikingly defined by measures associated with a variety of lcader behaviors, in-
cluding aspects of leader behaviors, including aspects of leader intlucence, poal emphasis,
interaction and facilitation skills, and trust. The sccond component was dominated by
measures of workgroup (e.y., cooperation, pride, friendliness) and organizational (open-
ness of expression, organizational vsprit) characteristics, and generally reflected a
viariety of situational or unit influcnces.  The third component was defined most clearly
by job characteristic measures (e,g., variety, challenge importance, and autonomy), while
the final component reflected a pressure, conflict, or genceral strain dimension.  Based
upon this pattern of relationships, the four components were labelled Leadership Facili-
t‘a}_i’(g\_g_pg’_slnjwf_)‘r_t , Unit ’l.lﬂ'l.lg'_r)’t‘:"s, Job_Enlargement, and .l.n_h_ Pressure.  Component scores
(M = 0, Sh = 1.0) were computed for cach participant on vach ol the four work environment

dimensions by a direct solution method (Harman, 1967) for use in the remaining analyses.

4




Within Jdomain analvses.  Difterences between turnover intention proups were identitied
AL RARAL SN A LI UL
using multiple discriminant sualysis.  Toe significant discriminating variables trom cach of

these analvses, along with the total sample means, standard deviations . and associated io-

ternal consistency estinates (whore appropriat.) are listoa an Toble b For the ight back-
pround medasures, two siraitioant tunetions were obtained (voo= 500 o 0o and ro= 20,
t . ‘

iable |

Means, Standard Deviations, and Intoranal Consistency

Estimatis tor Signiticant Turnover Intention

Croups Discriminators (o - 1ny)
Variable No. ot
_bomain M sb Ltons o
1. Backyround Measures

1. Pavgrade G40 | 1 n.a.

2. Age 26, 89 5,78 1 n oa.

3. Months on Active Duty 6917 66 87 1 n.a.
11. Personality Measures

1. Work Valuces 47 .96 7.0 13 .87

2. Need for Independonce 11,99 2,31 4 W42

3. Need for Solitude 10,33 2.23 4 .52

4. Need for Dominance 6. 21 V.36 S 77

5. Internal Control 34,53 4,54 7 LR2

6. Chance Control 20108 b, 77 8 78

7. Impetuosity 7.17 1.96 3 %

111, Job Attitude Mcasures

1. Navy Satisfaction 11,54 3.34 4 .73

2, Job Involvement 16.85 4.77 6 .80
IV. Work Environment Measures

1. Unit Influcences .01 1.03 - n.a.

2, Job Enlargement .04 .97 - n.a.
V. Job Performance Measures

1. Extra Effort 22.14 5.20 6 .90

2. Non-Protessional Demeanor 7.8% 2.68 4 .70

p < .05, respectively), althouph only pavprade, age and wonths on active dutv had both in-
terpretable standardized discriminant tunction cocfficients (ie., + 5 .30) and significant
untvariate F-ratios. These three variables were retained for later use.  The personality
measures analysis also generated two significant diseriminant tunctions (Ic = .50, p < L0010
and r = .40, p < .05, respectively). The significant variables included work values, neceds
needs for independence, solitude, and dominance (from manitest needs), internal and chance
locus of contrel, and impetuosity (from copnitive Complexity).

Analyvsis of the three remaining domain categorics produced a single significant dis-
criminant function in each instance. For the job attitude domain, this function was prin-

cipally detined by the Navy satisfaction and job involvement mcasures (r = %, p < ,001).
Yo
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For the four work eovironment components described an the prooviing section, only the tnit
Iafluences and Job knlargement dimensions produced signitrcant between-group discrimination
(;C = .73, p < .000) 0 Although the only measures ot supctvisor-rated job performance that
tailed to discriminate between turnover intention groups at the univariate level were posis
tive paticent attitude and the single-item measure o) overall behavior ‘xk = .31, p < .05 for
this tunction), only the extra ctrort and non-protessional dereanor reasures were also sigs

niticant discriminators at the multivariate level,

Acry domain analysis., A tinal stepwise discriminant analysis was conducted which

produced two significant tunctions (r( = .ed, p < L0l and roo= 4L, poo L0001, respectively)
T
and utilized only 10 of the 1o variables shown in Table 1. Inspection of the marker vari-
ables tor the first function indicated that tive of the original lo variables were related
to turnover intention, including Navy satistaction, job cunlargement, needs for independence
and dominance, and job {nvolvement. The sccond function was defined by seven variables,
including months on active daty, work values, nceds for independence and solituae, both
locus of control measures, and, to a lesser extent, Navy satistaction. Finally, using
those 10 variables correct group classitication was obtained for 67.64 of the high intent
to remain group, 61.27 of the undecided group, and 63.07 of the low intent to remain group
(64.4" correct classification, overall). Interestingly, none of the job performance wmeas-
ures made a unique contribution bevond the variables just npoted and were deleted from
further analvsis,

Table 2 contains the discriminant structure matrix and group centroids for the final,
reduced list of discriminating variables. o addition, Fipures 1 and 2 illustrate the
overall pattern of these results by showing the group profiles plotted for vach discrimin-
ant function. Joint inspection o! the rotated discriminant function cocfficients and
centroid means contained in Table 2 and the values plotted in the respective figures can
be used to aid interpretation.  The tirst function, tor example, appears to maximally dis-
criminate between high and low intention groups., Mean difforences on discriminating vari-
ables were most salient tor Nave satisfaction, necd for independence, job invelvement, job
enlargement, and aced tor dominance.  More specitically those individuals witiv a high intent
to remain would likely report hiher levels ot (a) satistaction with the Nave, (b) job
involvement, (o) job enlargement, and (4) needs tor dominance,  Additionallv, such individuals
would likely have a preatior tendencv toward gronp cooperation as videnced by lower needs
for independcnce.,

Table

Kotated Discriminant Funotion Coctficients

and Group Centroid Means

I. Rotated Piscriminant Function Coctficivits Function
V_ﬂ'!;iil‘hj:'_.’\ ! 1 11
1. Navy Satistaction AL -0l
2. Need for Independence =43 L2l
3. Job lovolvement L7 L0
4. Job Enlargement .26 - .06
5. Need for bominance 24 -, 01

1 . . . e .
Variables are ordered by the function with the larpest coefficient and the maynitude of that

coefficient,

O
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undecided (n = 49), or low (n = 68) intention groups, based on an individual's
stated intent to remain in the naval scrvice,

A questionnaire designed to measure demographic, personality, job atti-
tude and perceived work enviromment characteristics was administered voluntar-
ily in small group sessions during normal working hours. Supervisor ratings
of job performance, however, were obtained ~rproximatelv six weeks following
the collection of questionnaire data. Mulriple discriminant analyses were
conducted to identify significant between retention group discriminators
drawn from vach variable domain, These results were combined to produce a
summary discriminant analysis which identified, across variable domains,
those measures most strongly associated with turnover intention. This sum-
mary analysis produced two discriminane functions that significantly differ-
entiated between turnover intention groups. The first function was bipolar
in nature anchored by work-related variables at the positive end and need for
independence at the negative end.  The sccond function was also bipolar in
nature (organizational tenure X personality), and maximally discriminated be-
tween high intent to remain and undecided groups. In addition, supervisor
ratings of job performance were not found to be significant between group dis-—
criminators at the multivariate level. Additional rescarch to validate these
findings utilizing actual turnover data is recommended.
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