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EXECU TIVE  SU M M ARY

Retention is defined in the Oxford dictionary as “the capacity for holding or keeping 

something”. Productive employees are considered valuable assets in an organisation and 

when time and energy has been invested in finding, training and developing them and 

they are, in turn, positively impacting the bottom line, it is important those employees 

remain in the organisation. Employee turnover is an issue with significant bottom-line 

impact. Organisations have recognised that their employees are their most vital assets and 

are, therefore, investing in them to ensure they are motivated, productive, and capable of 

being developed to meet future challenges.

The objective of this project is to examine some of the reasons employees leave 

organisations, what strategies can be put in place to help retain them and how effective 

those strategies are in practice. This particular research was undertaken to compare the 

existing theory to twenty-first century practice and effectiveness in industry and to see if 

the general theories on why employees leave an organisation are still found in industry.

The primary research method undertaken in this project involved interviews with three 

companies involved in manufacturing in the South East of Ireland. The research involved 

three comparative case studies which entailed conducting semi-structured interviews with 

the Human Resources Managers of each company in June 2004.



The main findings o f the research were that organisations did, to some extent, monitor 

employee turnover by electronic systems. The main method of assessing the reason for 

employee turnover was exit interviews. The organisations felt that people in general 

were not completely honest in the exit interviews and the reasons for this were the fear of 

being given a negative reference in the future or not wanting to ‘rock the boat’.

The findings in relation to why employees leave an organisation concur significantly with 

the literature already available. Turnover was generally attributed to lack of career 

progression, poor benefits, job insecurity, childcare, redundancy, uninteresting work and 

job offers from other companies.

The organisations surveyed had put in place strategies to counter act these issues and they 

included training and development - to motivate and develop employees for career 

progression, benchmarking of benefits, and the introduction of family friendly initiatives 

like job sharing and flexi-time. The success o f implementing certain strategies to reduce 

high levels of employee turnover are not always successful, and this may be down to the 

fact that the strategies implemented are not specific enough, and are not aimed at the real 

problem areas. However, it is difficult to address these problem areas if you do not know 

what they are.

It was also found that some level of turnover in an organisation is desired to ensure new 

and fresh ideas are introduced to give different perspectives to new opportunities and 

ideas. Very low turnover levels bring with them their own difficulties. Trying to get the



balance right where there is a ‘healthy’ level of employee turnover will remain a 

challenge for organisations.



C h a p t e r  O n e

INTRODUCTION

1.1 Introduction

When a valued employee leaves an organisation for another one, it can be viewed as a 

major failure by the organisation in terms o f having an environment that is conducive to 

motivating, developing and retaining its valued workforce. Some organisations simply 

shrug their shoulders and accept employees leaving as a normal part o f doing business, 

others kick themselves for allowing a situation to arise where the employee no longer 

wants to work for them. However an organisation views employee turnover, one fact 

remains clear, the cost both financially and long-term of replacing a high contributing 

employee can have serious consequences.

The global economy in which many organisations now operate becomes more 

competitive by the day and having employees who can develop and grow to react to 

constant changes and challenges is the only real competitive advantage that can sustain 

growth for that organisation.

If we acknowledge that it is important to hold onto our employees, then it is vital we 

understand why they leave and what can be done to ensure they stay. Only by truly 

understanding why employees leave an organisation can effective strategies be 

implemented to hold onto them.

1.2 Objectives of the Study

The purpose of this study is to investigate the reasons for employee turnover, the 

strategies organisations put in place to reduce it, and their effectiveness o f the
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information gained at exit interviews in shaping retention strategies. A number of 

objectives will be looked at in relation to the above, these include: -

Assess how a number o f manufacturing industries gather information from 

departing employees

- Assess the benefits o f gathering this information and the accuracy of it

- Discuss when the best time to gather this information is, who should gather it 

and where

- Determine how that information is used to change current retention strategies 

or shape new ones

1.3 Method of Research

The research objectives will be fulfilled by undertaking primary and secondary research. 

The secondary research will involve a comprehensive study of relevant literature on the 

subject. This literature will be collected from books, journals, databases and the Internet.

The primary research will consist o f four mini case studies to be conducted by way of 

semi-structured interviews with the Human Resource Managers o f four manufacturing 

companies in the South East of Ireland. Semi-structured interviews have been deemed 

the most suitable technique for the study, as they allow for a more open discussion to 

ensure understanding and probe into relevant areas, and also because the content o f the 

survey information obtained is confidential.

1.4 Structure of the Study

The first chapter introduces the subject and outlines the main objectives of the study and 

also introduces the methods which will be used to gather primary data. Following on 

from this the literature which already exists will be reviewed in relation to employee 

turnover, the implications o f turnover and the various authors’ opinions on the most 

effective methods by which companies can retain their most valuable employees.
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The study then examines the research methodology and this will explore the manner in 

which the data will be collected and compiled. The research method will consist o f a 

questionnaire which will gather relevant information by conducting interviews as part of 

a case study. The findings of the case study will then be discussed in detail.

Following on from the above will be the discussion chapter. It is at this stage that the 

findings will be discussed in comparison and contrast to the literature review section and 

what conclusions, if any, we can draw from both.

The final chapter will state the summary and conclusions o f the project based on the 

research carried out and the existing literature already available. This chapter will also 

contain research limitations, recommendations for organisations in general, and suggested 

future study projects.
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C h a p t e r  T w o

LITERATURE REVIEW

2.1 Introduction

In today’s highly competitive labour market, there is extensive evidence that 

organisations regardless of size, technological advances, market focus and other factors 

are facing retention challenges. (Sunil, 2004). This is concurrent with Love (2004) who 

states that employee turnover remains a costly concern for many organisations. 

Undesirable turnover imposes significant recruitment and training costs, plus the 

intangible costs associated with the loss of knowledge capital. For these reasons, it is 

important to measure and predict turnover and understand the contributing factors.

Dibble (1999) believes a revolution has taken place in relation to retention of employees. 

The revolution is the changing role of employees in our organisations. Employers are 

realising that skilled employees can play a part in the organisations success or failure. 

The art of holding onto talented employees is likely to get even more difficult in the 

future.

2.2 Turnover Costs

Turnover is measured by applying the following formula, according to IBEC (2004):

Number of Full Time Permanent Staff that leave between mm/dd/vv - mm/dd/vv xlOO 

Number of Full Time Permanent Staff @  dd/mm/yy

Employee turnover is defined as the rate at which permanent full-time employees leave 

an organisation on a voluntary basis (excluding redundancy) within a specified time
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period (Le. the number of employees who have left the organisation and (i) were 

replaced, and / or (ii) for whom a vacancy still exists).

It is generally accepted that there are costs associated with losing a good employee and 

according to Dibble (1999) we cannot accurately assess turnover unless we have factual 

data. She has identified a structure which estimates the costs to an organisation when a 

talented employee leaves, these include:-

• Separating an employee from the organisation - exit interviews and administration 

(taking employee off payroll, processing final pay, P45, transfer of pension).

• Hiring a new employee -  drawing up a job description, recruitment, selection, 

induction programmes, administration and providing necessary equipment.

• Developing the new employee -  resources put into training and developing which 

may include coaching, mentoring and testing.

• Loss between the time the old employee leaves and the new employee is productive -  

lost business, increased costs due to lower skills, poor morale from other workers 

because somebody has left, overtime put in by employees to ensure consistency in 

workload and the payment of temporary workers whilst the new person is coming up 

to speed.

• Loss of the potential future contribution of an exceptional employee - value of 

contribution.

As well as the above, Barry and Greville (2001) state that there are other “soft” costs to 

losing employees that are not calculated in turnover costs but nonetheless effect the 

operations of an organisation. One of the most damaging is the loss of intellectual 

capital.

“When seasoned employees leave, they take with them intimate knowledge 
o f the internal workings o f an organisation -  o f its procedures, systems, 
equipment, personnel, and customers”.

Other “soft” costs can include lost opportunities, one less resource in the pipeline, 

decreased morale amongst remaining staff, and increased stress as other employees strive
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to fulfil the responsibilities of the employee prior to replacement. It is important to note 

that both financial and soft costs increase as you lose your higher performers.

Mooney (1999) says that there can be no end to the quest by employers to stop (or at least 

to slow down) their revolving doors through which good employees come and go. The 

task is simply too critical to competitive business. To slow the movement of the door, 

every employer concerned with the cost and turmoil of frequent staff changes must 

constantly seek new and better ways to choose and hire good people and keep them. It 

does not happen automatically. There are no shortcuts to help companies find and retain 

quality candidates. It takes planning, commitment and hard work.

2.3 Turnover at Senior Levels

According to Berkman et al. (2001) there can be serious consequences when a more 

senior employee leaves the organisation because the effects can be far reaching. One of 

the consequences of losing an executive is that it can affect the competitive position of 

the organisation due to this vacant position but it can also manifest itself in other ways. 

These include, triggering turnover at other levels throughout the organisation, creating a 

loss of intellectual and developmental resources and disrupting and weakening customer 

relationships.

This is borne out in a study by the Corporate Leadership Council (1998) who state that 

apart from the short term financial costs of searching for and finding a replacement when 

an employee at a professional level leaves an organisation, a number of examples 

reported in the studies highlight the more long term consequences of unexpected 

turnover. For example, the loss of a significant number of professionals in the same 

discipline can seriously hamper the long-term development and progress o f an 

organisation as they have to spend money, time and resources in hiring those 

professionals and waiting for them to come up to speed and try to run the business 

effectively whilst engaged in this process. Losing employees to competitors can also
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have serious consequences as they not only have to replace them but they may also pass 

on strategic information about the organisation they left in order to help the organisation 

they went to.

Graske et al (2001) states that the competition to retain key executives will remain 

intense in the years to come, and top level executives and HR departments will continue 

to spend huge amounts of time, effort and money trying to figure out how to keep their 

people from leaving.

2.4 Turnover Drivers

Some of the reasons employees leave an organisation, according to the CIPD (2004), are 

dissatisfaction in their present jobs due to the relationship with their line manager, lack of 

training and development, lack of career and developmental opportunities and poor 

benefits.

There are many reasons why people voluntarily leave organisations, according to Graske 

et al (2001), some are personal -  changes in family situations, a desire to learn a new skill 

or trade, or an unsolicited job offer. Other reasons can include observing the unfair 

treatment o f a co-worker or not receiving promotion.

Graske goes on to say that there are four paths people take when leaving a job:-

• Following a plan -  you know you will leave if/when a certain event takes place e.g. 

accepted into some sort of educational programme.

• Leaving without a plan -  somebody you didn’t like became your boss, request turned 

down etc.

• Leaving for something better -like where they are but the alternative is better.

• Leaving an unsatisfied job -  not where they wanted to be, sometimes leaving without 

another job.
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Pennington (2003) has found that employees stay, leave, or contribute based on their 

relationship with their manager and their opportunity to both contribute and advance in 

their jobs. They want to work in a place where they can succeed and feel their 

contribution is appreciated. He suggests asking ourselves the following questions and if  

the answer is not yes then there are improvements to be made.

Does a clear focus and direction exist for the business and the individual? Do people 

receive the time, tools, and training to accomplish their jobs? Are efforts recognised and 

appreciated? Is poor performance addressed? Are honest mistakes used as a learning 

opportunity? Is specific and accurate feedback provided in a positive manner and do 

people have fun?

Gunnigle et al (1997) suggests that the propensity to leave employment was highest 

during the early stages of employment where socialisation into the organisation is 

important. Induction programmes must be focused and aimed at making new employees 

comfortable with their new work environment and work colleagues.

2.5 Positive Aspects of Employee Turnover

A high level of employee turnover can seriously damage the future of an organisation, 

however, very low turnover rates also bring their own issues. Acknowledging that 

turnover will happen and planning for it can help.

According to Mendonsa (1998), a healthy organisation should experience some level of 

turnover.

“Some forms of turnover are really quite healthy as people who have 
checked out o f their jobs and the overall effort may need to leave

The Corporate Leadership Council (1999) also suggest that the best turnover rate is not 

necessarily the lowest turnover rate, retention rates need to reflect both employee 

performance patterns and mix management goals. Trying to manage retention to such a 

low level can sometimes have a more negative effect than positive. Another problem is
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reliance on high retention o f internally developed talent. This can develop into 

‘leadership myopia’ a narrow view of the future and opportunities.

Barry and Greville (2001) state that there is a natural attrition rate encouraged by 

organisations to avoid atrophy in the work environment and this is considered to be 

approximately 5% for those in a stable industry environment and 15% in some fast- 

moving industries.

CIPD (2004) also suggest that some employee turnover positively benefits the 

organisation.

"This happens when a poor performer is replaced by a more effective 

employee, and can happen when a senior retirement allows the 

promotion or acquisition of welcome fresh blood ’

Moderate levels of staff turnover can also help reduce staff costs in organisation where 

business levels are unpredictable month on month.

2.6 Retention Strategies

Barry and Greville (2001) found that if you are to retain your star employees you need to 

concentrate on four main areas. Career development - by allowing employees the 

autonomy to self-manage their training and development plans, make the commitment to 

develop employees’ marketability, carry out regular performance reviews and introduce 

accelerated career progression programmes for star employees. Rewards -  flexible 

benefits that suit the employee’s lifestyle, bonus schemes linked to performance reviews, 

targeted retention rewards and share options. Management -  clear statement of vision 

and excellent internal communications, respect for people, excellent HR and line manager 

support for all employees, managing with excellent interpersonal skills. Work 

environment / culture -  create a culture of honesty that gives employees “reasons to 

stay rather than reasons not to go”, develop work / life balance initiatives, instil a culture 

of coaching and mentoring and create a challenging work environment with a good 

atmosphere of teamwork and support.
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Mooney (1999) reports similar factors as playing a pivotal role in employee retention: 

competitive salaries and benefits, open communication, good work environment, 

incentive programmes, periodic reviews / counselling, promotions, stock options, 

deferred compensation, management by objective programmes, a fair and meaningful 

employment contract, savings and matching programmes and profit sharing. Mooney 

also emphasises that along with the items above, little things mean a lot and the following 

is a list of benefits that cost little or nothing but can have a major effect in retaining 

employees: praise, personal notes for achievements, desirable assignments, public 

recognition, titles, small gifts for special occasions, tickets to sporting events and shows, 

temporary help or assistance, free coffee and snacks, facilities for heating lunch and a 

pleasant work environment.

In line with the above, Gering and Conner (2002), state that managers who are interested 

in retaining their employees should plan and expect an acceptable return on investment, 

provide compelling reasons for employees to be a part of the organisation, satisfy the 

personal and practical needs of employees, demonstrate the value o f each employee, 

create processes that provide daily engagement and advancement, provide focused reward 

and recognition and act on unacceptable performance.

Withers (2001) suggests putting forward ‘carrots’ for both finding and keeping great staff 

and these include, being proactive in offering employees a better work/life balance, 

promote a sense o f deeper cause, offer the chance for professional growth and 

development, treat employees more like partners and provide workers with a sense of 

community.

The Corporate Leadership Council (1999) suggests that some of the problems with 

retention strategies are that in an effort to retain as many o f their employees as possible, 

companies overcompensate and retain mediocre talent and as a consequence under 

compensate high calibre individuals. The serious side of this philosophy of ‘one size fits 

all’ is that it can drive talent out of the organisation. Some compensation systems in
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organisations do not reflect employee performance and instead end up rewarding the 

bottom-end and underpaying top performers, the results being that top talent is driven out 

and the bottom talent clings to the organisation.

2.7 Monitoring Employee Turnover

Understanding the root causes of turnover is not an easy task. It requires access to 

accurate, timely and comprehensive data about employees, managers, compensation and 

benefits, training, evaluation results and absence. It is not about getting more data so 

much as analysing the right type of data the right way. (Love, 2004).

There are several methods of data collection and analysis that organisations can 

implement when assessing the drivers of turnover. Moreover, the information gleamed 

from the data collection serves as a vital tool in restructuring companies’ overall human 

resources strategies, particularly retention. When analysing the causes of turnover within 

an organisation, employers have to choose the types o f data they will collect, when this 

data will be collected, as well as who will collect it. (Corporate Leadership Council, 

1998).

2.8 Exit Interviews

Having looked at the many opinions on why employees leave an organisation and the 

importance of holding onto valuable employees, we will now look at exit interviews, why 

they are conducted, when, by whom and what, if anything, is done with the information 

afterwards.

IBEC (2001) say that exiting employees are in a unique position, in that they can offer 

candid opinions, without fear of recriminations, on all aspects of the job that may cause 

dissatisfaction. Management should brace themselves for negative feedback, but the 

process should not be viewed as merely an opportunity for the employee to moan about
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the nature of the job, management and work environment. An exit interview should be 

viewed positively as an opportunity to build good employee relations and as a method of  

refining retention strategies. It can help to identify areas o f concern in employment 

conditions within the organisation, bad management practices inadequate and 

uncompetitive salaries.

Buhler (1998) also states that once data information has been collected and analysed, the 

organisation has a clearer understanding of the turnover drivers, From this point the 

employer can begin to implement changes as per the findings of the data.

French Dunn (2002) states that whether a staff departure is surprising or expected, the 

first impulse is to find a replacement as soon as possible. But it is important to take a 

step back and re-examine the vacated position so that you can make that position all the 

more effective going forward. One key step in that process is the exit interview.

“Who better to ask about the effectiveness o f a position than the 
employee who has held that position

That person can provide information about how things really work and give you a 

different perspective on the organisation and staff morale.

In line with the above, the Corporate Leadership Council (2002) suggest that, typically, 

exit interviews are used to obtain information that will result in better selection, 

placement and development and training practices, as well as improved supervision. This 

in turn can assist to reduce attrition, improve working conditions, detect and correct 

problems on the job that may lead to termination, and in general, enhance public relations 

by having each employee leave with a positive view of the company.

Further literature suggests that exit interviews can be utilised to reduce turnover by 

gaining a clear understanding of why employees are departing, identifying attractive and 

unattractive aspects of the employment position and identifying any compensation issues 

that may result in high attrition rates. Moreover, companies may seek to gather
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information or views about the organisation from departing employees that would not be 

readily available by those still constrained by office politics. (Corporate Leadership 

Council, 1999).

Frase-Blunt (2004) says that the information collected in an exit interview can give a 

company a unique perspective on its performance and employee satisfaction. People who 

leave may be brutally honest about their experiences without fear of immediate 

repercussions. In addition, it’s likely they have recently been job hunting and 

interviewing and can offer some useful intelligence on how the company compares with 

other employers.

Whilst exit interviews have many advantages, it is also recognised they have limitations 

which will now be discussed.

2.8.1 Limitations of Exit Interviews

The CIPD (2004) say it is important to appreciate that the reasons people give for their 

resignation are frequently untrue or only partially true. The use o f exit interviews is 

widespread yet notoriously unreliable, particularly when conducted by someone who may 

later be asked to provide a reference, therefore, employees prefer to give less contentious 

reasons for their departure.

Finn (1999) says employees will only talk freely if they are sure that any comments made 

will not have a bad effect on a future reference or earn them a reputation as a trouble

maker. Employees also need to feel that action will be taken where necessary. It is 

important to agree with the leaver who the information will go to.

"It's important not to treat exit interviews in isolation but tie them in 
with other activities in the organisation

13



Taylor (2002) suggests that many employees fail to tell the whole truth about why they 

are leaving for a number o f reasons which include; a reluctance to criticise managers who 

they have worked closely with, fear that managers will take criticisms personally, a wish 

not to burn bridges because a favourable reference may be sought in the future, a wish to 

leave open the possibility of returning to work for the employer at a later date, or a wish 

to protect colleagues who are not leaving. Taspell (1999) also states there is an 

assumption that employees will be candid at exit interviews, however, this is questionable 

because in many cases employees who are leaving do not want to bum bridges because o f 

fear that their responses might be attributed to them (Taspell, 1999).

Coleman (1999) believes that many people are unwilling to give genuine reasons for their 

departure especially if company policy is the root of their problem. Coleman contends 

that if employees are looking for references they will not want to upset their employers 

by appearing too critical. Another problem, according to Kumar (2000) is that the exit 

interview is often conducted by a line manager or Human Resources who view it as a 

routine formality.

2.8.2 Conducting Exit Interviews

IBEC (2001), suggest that opinions differ on who should carry out an exit interview, 

whether it is by the HR function, the line manager or an independent body and suggest it 

depends on the nature of the employee departure. A line manager who has a closer 

relationship with the employee may elicit more information, however, if  the line manager 

is responsible for the exit in the first place another manager should be chosen. On the 

other hand, it is argued that the HR function is responsible for the recruitment of the 

employee and for consistency should conduct the exit interview. This is supported by 

Vitello (1997) who suggests that exit interviews should be conducted by the HR 

department who can better create an atmosphere of objectivity as opposed to the 

supervisor or manager of the departing employee.
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Again, Foot & Hook (1996) are of the view that exit interviews should be conducted by 

the HR department because employees will be more willing to talk about problems with a 

person who does not work directly with them and the HR professional is in a better 

position to understand broader issues involving company policy.

In contrast to this, Martellotti (2001), suggests that exit interviews should be conducted 

either in person or by telephone with an independent third-party who can ask sensitive 

questions that employees might hesitate to answer to an employer. Sweeney (2002) 

suggests that interviews should be conducted by an outside interviewer. She suggests 

hiring an outside person with no interest in the process to design and conduct the 

interviews.

“.Don V let the employee’s manager or supervisor conduct the interview 
as there will be little meaningful dialog and both parties will be cagey or 
defensive

Higgins (1997) would also contend that outside consultants should be used as they offer 

an open atmosphere for discussion and are more qualified to conduct the interview 

objectively.

Regardless of who conducts the interview the interviewer must ensure confidentiality and 

explain that the information gained is to be used to identify trends rather than to act on 

information on any individual (Foot & Hook, 1996). Igoe (2001) points out that the inter 

viewer needs to be able to gain the trust of the employees and needs to be able to interpret 

the issues correctly and put them into context.

2.8.3 Where should Exit Interviews be Conducted?

IBEC (2001), state that, again, it depends on the nature of the departure as to whether the 

interview should take place in the employee’s department, the Supervisors office, HR 

office or off-site. The important point is that the employee should feel at ease whatever 

the locatioa French Dunn (2002) suggests that is appropriate to consider moving the exit
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interview off-site -  perhaps over lunch because the more relaxed the atmosphere, the 

more information you are likely to obtain. She also suggests that this may not always be 

the best option as an unhappy employee may feel free to unload in the privacy of your 

office.

2.8.4 When should Exit Interviews be Conducted?

IBEC (2001), suggest say that it is generally accepted that the interview is conducted on 

the employee’s final day or as close to this as possible. Arguments against conducting 

the interview weeks before departure are that the employee may fear recriminations. 

They also suggest that it is inadvisable to conduct the interview after the individual has 

left the organisation. Martellotti (2001) suggests interviews should be conducted as soon 

as possible after the employee’s resignation and again four to six months afterwards.

Sweeney (2002) also suggests that breaking the interview into two parts, one just before 

an employee leaves and another four to six months later. The reason for this is that 

employees are more emotional at leaving time and their answers will reflect this, months 

later they will give more reasoned responses. According to Ashby & Pell (2001) if a 

follow-up interview is conducted several months after the employee leaves the 

organisation the reasons given for leaving in the initial interview vary greatly from the 

reasons given in the follow-up and the reason for this is that the employee by this time 

has secured a job and dos not fear retaliation from their former employee.

2.9 Implementing the Information from Exit Interviews

When ever the information is gathered from a departing or departed employee the 

important issue to be addressed is what is done with that information.

Jackson (2004) states that although many companies meet with departing employees to 

conduct exit interviews, they often fail to get a return on investment for the time spent 

developing the process and conducting the interviews.
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“That’s because much o f the time, they forget the most important 
step in the exit interview process; linking the information 
gathered back to the organisations operations”.

Too often, exit interview notes are filed and forgotten. Completing the process means 

reviewing the data and probing to find out more. The data can then be looked at for 

trends and emerging patterns o f both good results and problem areas. Based on the data, 

management teams are encouraged to work with HR to develop action plans for 

improving work processes, team communication or on-the-job training. Individual 

managers may be encouraged to change leadership or communication styles, or to 

implement recognition programmes to improve employee retention and to celebrate 

successes with the employees who remain.

The Corporate Leadership Council (2002) would concur with the above in that they 

believe while most companies have developed an exit interview process, the information 

collected is not generally utilised in a specific manner. Most companies simply perform 

the interview and then compile the data electronically for future use. According to Igoe 

(2001) the value of exit interviews depends to a huge extent on what is actually done with 

the information. Francis (2001) says that companies will often conduct exit interviews 

but never use the information that has been accumulated, instead the information is 

simply filed away and not utilised to analyse trends or improve problem areas.

IBEC (2001), suggest that, in most situations, the company should not make policy 

changes or reprimand other employees based on the information from the exit interview. 

Instead, trends over the long term should be looked at and if any one issue is consistently 

referred to then action should be taken.
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2 .1 0  S u m m a r y

When valuable employees leave an organization the cost can be high in terms o f  

replacing the individual and the loss o f intellectual capital. There are many reasons why 

employees choose to leave, however, it is paramount that the organization understands 

why they leave and what they should be doing in order to increase retention rates to a

healthy level.

Exit interviews are a valuable way o f gaining insight into both positive and negative 

aspects of the organisation. It is important that exit interviews are performed in a 

systematic manner by experienced individuals in order to ensure consistency and useful 

feedback and ultimately to implement changes based on trends that point to issues in the 

organizations retention policies.
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C h a p t e r  T h r e e

3.1 Introduction

The literature review has examined various opinions and research findings in relation to 

employee turnover, why it happens, what retention strategies can be put in place and how 

exit interviews are used as a tool to gather information on why employees leave the 

organisation. The objective of this chapter is to explain the reasons for the methodology 

used to gather the primary research. Brannick and Roche (1997) state that research 

methodology is a decision making process whereby the literature and the researchers 

ideas and data are interwoven by the researcher through a process of inner reflection.

The chapter begins by stating the objectives of the primary research and then discusses 

the methodology used.

3.2 Objectives

The objectives of the primary research are:

- Assess how a number o f manufacturing industries gather information from 

departing employees

- Assess the benefits of gathering this information and the accuracy of it 

Discuss when the best time to gather this information is, who should gather it 

and where

Determine how that information is used to change current retention strategies 

or shape new ones

P R I M A R Y  R E S E A R C H  O B J E C T I V E S  A N D  M E T H O D O L O G Y
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3 .3  S e c o n d a r y  D a t a

Kent (1999) states that it is sensible to begin any project by researching any data which 

already exists (secondary data) and which is relevant to the research project. This is 

known as the literature review and involves the examination of literature which exists in 

relation to your research topic. Cooper and Schindler (2001) state that examining 

secondary data is an integral part of a larger research study and enables the researcher to 

develop a greater understanding of the research topic to decide what fiirther research 

needs to be taken.

Secondary data is literature which already exists on a given subject. Secondary methods 

use materials collected for other purposes: censuses, surveys done for other projects, 

school records, departmental figures, even reference books. The advantage of such 

materials is that it is almost always quicker and cheaper to use than to collect primary 

data. However, the disadvantage is that because they have probably been collected for 

another purpose, they may have a different focus, or even gaps or hidden flaws. (Kane & 

O’Reilly -  De Brun, 2001). This is backed up by Domegan and Fleming (1999) who also 

stress that there are limitations associated with secondary data, mainly that the 

information may be inconsistent as different researchers may reach different conclusions 

on the same topic. It is, therefore, important to carry out primary research.

For this project the following sources were used to gather the secondary data:

- Academic Books

- Management and HR Journals and Periodicals

- Internet Sites

3.4 Primary Data

Domegan and Fleming (1999), describe primary data as data or information that is 

collected first hand by a researcher in order to solve a specific research objective.
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Primary literature sources are the first occurrence of a piece of work. They include 

published sources such as reports and some central local government publications. They 

also include unpublished manuscript sources such as letters, memos and committee 

minutes that may be analysed as data in their own right. (Saunders et al, 2003).

3.5 Qualitative and Quantitative Methods

Gill and Johnson (1997) emphasise the importance of being aware of the different 

research methods available, and their inherent strengths and weaknesses that need to be 

taken into account in relation to the goals of the research.

Brewerton and Millward (2001) state that in order to select an appropriate method to 

explore your research question, a number of points are worth considering, mainly, is the 

method appropriate to your research objective, used appropriately in the context of its 

original formulation and development, adequately piloted, ethically sound and able to 

elicit a form of data appropriate to testing your hypothesis or addressing your research 

question?

Some of the main approaches to research are described as quantitative and qualitative.

Quantitative approaches emphasise the quantifiable nature of the information concerned 

by identifying its predictive power (e.g. the relationship between organisational culture 

and performance) and measuring distinct elements or dimensions as objectively as 

possible. In contract, qualitative approaches seek to characterise multi-dimensional 

nature using ethnographic approaches and often requiring ‘psychological immersion’ in 

an organisation. Qualitative research involves the use of qualitative data such as 

interviews, documents and participant observation. (Brewerton & Millward. 2001).

Having regard for the above, the qualitative research method is deemed appropriate for 

this project because the information gathered will help to examine the comparisons and
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differences between the three companies. The information will be gathered using a mini 

case study.

3.6 Case Studies / Semi Structured Interviews

Case studies are a good method of gathering a lot of information on a particular subject 

and then comparing that information. To conduct the case study, semi-structured 

interviews will be used and the main reason for this is due to the sensitivity o f the subject 

matter. It is felt that by talking to the HR Managers in a face to face interview situation, 

it will encourage them to be more open and they will also be personally assured o f  

confidentiality by the researcher.

This method would be backed up by Kane & O’Reilly -  De Brun (2001), who state that 

when you want to explore something in some depth with a group or a number of 

individuals or when you need to get a better understanding o f information gathered, the 

semi-structured interview can be used.

Cooper and Schindler (2001) define a personal interview as a two-way conversation 

initiated by the interviewer, for the specific purpose of obtaining the relevant research 

information from the interviewee. Brewerton and Millward (2001) describe a semi

structured interview as an attempt to cover a specific list of topics or sub areas, while still 

allowing the interviewer to explore and probe in more depth, certain areas o f interest. A 

semi-structured interview differs from a conversation because the topic and issues to be 

covered have been determined prior to interview.

Sekaran (2000) believes that the main advantage of conducting personal interviews is that 

it enables the researcher to adapt the questions as necessary, clarify any doubts and 

ensure that the responses are properly understood by repeating or rephrasing the 

questions.
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3 .7  L i m i ta t io n s  o f  S e m i - S t r u c t u r e d  I n te r v i e w s

However, according to Proctor (1997) the interview method also has limitations. The 

value of an interview depends largely on the interviewer. The accuracy o f the data 

obtained is influenced by the manner in which the questions are put to the respondents 

and the skill with which follow-up and probing questions are handled.

3.8 Questionnaire

To obtain information an interview questionnaire will be used on the respondents. The 

main purpose o f this questionnaire is to elicit information on the companies business, 

how and if they monitor employee turnover, the reasons they believe employees leave 

based on exit interview feedback and the strategies, if any, they have put in place to retain 

employees based on that feedback.

The design o f the questionnaire is based on five sections. Section 1 was business 

information to get an understanding of the type of business, number of employees and 

whether indigenous or foreign owned. Section 2 is measuring turnover rates, section 3 

looks at reasons for employee turnover i.e. why employees are leaving, section 4 

concentrates on exit interviews -  if they are conducted, when and by whom. Finally, 

section 5 tries to assess if the information gained at exit interviews is being used to 

amend or create retention strategies.

Please see Appendix 1 for semi-structured interview questions.

3.9 Questionnaire Pilot

To ensure the questionnaire was easily understood, a pilot semi-structured interview was 

conducted with three Managers in my own organisation. This resulted in a number of

23



grammatical changes and the elimination o f some questions as they were deemed to be 

repetitive.

3.10 Profile of Companies

For the purpose of this project, a comparative mini case study will be undertaken in four 

companies (one of which is my own organisation -  Waters Technologies) using semi

structured interviews. All four organisations are involved in manufacturing and based in 

the South East of Ireland. One of the main reasons for choosing these companies was 

because the researcher had built up a relationship with the various Human Resources 

Managers and was confident that they would allow interviews to take place and they 

would be as open and honest as possible. The objective was to speak to companies who 

were directly involved in manufacturing, conducted exit interviews and were based in the 

same region. All companies fitted this profile. All Companies wished to remain 

anonymous because they deem some of the information e.g. turnover rates as sensitive 

and private. The companies were assured o f that the information they provided would 

remain confidential. Consequently, the companies will be referred to as Company A  B 

and C.

Below is a brief profile o f the Companies who took part in the research.

3.10.1 Company A -  Overview

Company A was established in Waterford in 1968 and its primary function is the 

manufacture of pharmaceutical and healthcare products. The company employs 160 

people in Waterford and is foreign owned. The parent company is based in France. The 

Human Resources Manager was interviewed as part of this project.
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3 .1 0 .2  C o m p a n y  B  -  O v e r v ie w

Company B was established in Wexford in 1978 and is an ophthalmic manufacturer of 

lenses. The company employs 203 people and is foreign owned. The parent company is 

based in the USA. The Human Resources Manager was interviewed as part of this 

project. The company has gone through a major downsizing programme in the past two

years.

3.10.3 Company C -  Overview

Company C was established in Waterford in 1978 and manufacturers components for the 

automotive industries. The company employs 700 people in the Waterford facility and is 

foreign owned. The parent company is based in the USA. The Human Resources 

Manager was interviewed as part of this project.

3.10.4 Company D -  Waters Technologies

Waters Technologies Ireland Ltd. have been in operation in Wexford since 1997 and 

employees 145 people. The parent company is based in the USA and the company 

manufactures High Performance Liquid Chromatography (HPLC), Mass Spectrometry 

and Thermal Analysis products and services.
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C h a p t e r  F o u r

FINDINGS

4.1 Introduction

The findings in this chapter are based on three interviews with HR Managers at Company 

A, B and C and analysis gathered by the HR Department at my own Company (Company 

D). The interviews examine the levels o f employee turnover, the reasons for employee 

turnover, if  exit interviews are carried out and if so by whom and when. Finally we will 

look at what strategies have been put in place in order to reduce employee turnover and 

whether these strategies are as a result of the feedback gained from the exit interviews. 

Each chapter outlines the findings under the main headings o f the primary research 

interviews.

4.2 Company A

4.2.1 Employee Turnover Levels

There are two methods of monitoring the level o f employee turnover in the company, exit 

interviews and an electronic time and attendance system. Exit interviews will be 

discussed in point 4.2.3.

This electronic time and attendance system is primarily used to track the number o f  

employees leaving as opposed to the reasons they leave. The system produces reports on 

the start date, department and leaving date of the employee amongst other things. This is 

then used to find the number o f employees who have left in a given year and from which 

departments. This analysis is carried out approximately twice a year.
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The employee turnover rate for 2004 has been calculated at 10%. This is calculated by 

taking the total number of employees who have voluntarily left the organisation at the 

end of the year and dividing by the total number of employees. The average length o f 

service of the employees who left was between three and five years.

It was found that the Quality department had a particularly high rate of turnover 

compared to other departments and the average length o f service in that department was 

less than three years.

4.2.2 Reasons for Employee Turnover

The HR Manager addressed the turnover levels in two areas, namely, manual level 

employees (Operatives or non-professional level employees) and professional / salary 

level employees.

The main reasons given for manual workers leaving was that they were young people 

who were more interested in money than long term career progression and as a result 

would move to another company for more money. Another reason for turnover at this 

level was shift work. There is a three-shift cycle which includes a night shift and if 

employees have the opportunity to get off shift by getting another job they will go. The 

Culture was another factor for manual employees leaving:

“There are a lot o f ‘cliques ’ in the factory and if a new employee 
is not made to feel welcome and f it  in with a certain group then it 
contributes to them leaving the organisation

The main reasons given for professional workers leaving were the rates of pay and 

promotional / career progression and opportunities. The HR Manager recognised that the 

company was not at the top of the scale in relation to pay and the majority of professional
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staff left because they felt they could not move up in the organisation either at all or in a 

time frame that was acceptable to them. In the Quality department the reason for the 

higher rate of turnover was directly attributed to there being other accessible industries in 

the immediate vicinity.

“Other companies were looking for trained professionals in the 
quality field and were willing to pay a better rate and also 
actively headhuntfrom local industry

4.2.3 Exit Interviews

Exit interviews are conducted with all employees who leave the organisation regardless 

of how long they have been employed there, this includes students who are specifically 

taken on for the summer months. All employees complete an exit interview 

questionnaire prior to sitting down with the Human Resources Manager and then discuss 

the contents o f the questionnaire. The exit interview usually takes place in the HR 

Manager’s office on the last day of employment. There are two exit interview 

questionnaires used -  one for hourly employees and one for salaried employees. The 

majority of questions are the same on each with the main difference being the salaried 

employees are asked about file passwords and PC information which will be of use to the 

next person who uses the PC.

An exit interview questionnaire is used as it is felt that important issues may not be asked 

or discussed if there is no prompt to do so and it is also felt that getting departing 

employees to complete the questionnaire prior to the actual interview allows them to give 

more time and consideration to their answers. The HR Manager felt that it was most 

appropriate to conduct the interview on the employees last day as they would be inclined 

to be more forthcoming with any sensitive information as opposed to giving this feedback 

when they had a number of days or weeks left in the organisation. It is also felt that the 

HR department are more suited to carry out the interview because they will be impartial 

and, where necessary, confidential.
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Please see Appendix 2 for copy of Exit Interview Questionnaire used by Company A.

The HR Manager believes the information gathered at exit interviews is, in the majority 

of cases, truthful. The HR Manager stated that:

“It is obviously taken into consideration the fact that the employees 
can be liberal with the truth because of the potential requirement to 
give them a good reference now or in the fiiture

The information gained at the exit interview is filed manually and analysed for specific 

trends. The trends which have been noted to-date are highlighted above in section 4.2.2.

4.2.4 Retention Strategies

The HR Manager confirmed that changes had been made to their policies as a direct 

result of information gained at the exit interview. The most significant change was in

relation to benefits. A number of people gave the main reason for leaving as:

“The benefits and pay rates in the Company I am going to are better”.

As a result of the above, the Company decided to carry out a benchmarking project of 

benefits against others in the industry and in the locality. The result o f this benchmarking 

highlighted the fact that the company was paying on the ‘low’ side and this was a factor 

in people leaving them. The company has since increased their rates of pay and also 

introduced more indirect benefits, for example, job sharing.
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Other retention strategies have been put in  place over the last eighteen months but not 

necessarily as a result o f feedback from  exit interviews. These strategies include short 

and long term  train ing and development o f a ll staff, manual and professional in  order to 

motivate them in their current ro le and develop them fo r relevant future roles. The 

company has also put in  place a recognition programme called ‘P rid e ’ . Th is is 

specifica lly  to encourage and m otivate a ll employees to a) take an interest in  their w ork 

and th ink o f better ways o f doing things and b) to reward them fin an cia lly  fo r doing so 

and hope they w ill continue to come up w ith new ideas.

In relation to manual workers, specifica lly , there has been an effort made to try to vary 

their w ork as much as possib le to ensure they do not get bored w ith  the every-day 

mundane tasks. Th is is achieved by the Supervisors having a cross-training programme 

where employees w ork on different lines or machines every week or, in  some instances, 

change departments.

The H R  Manager does believe the exit in terview  has benefits, the m ain one being that 

you can see i f  a pattern is emerging as to why people are leaving. She believes the 

strategies have lead to a “s m a ll d e c re a se  in  em p lo ye e  tu rn o v e r b u t n o th in g  s ig n if ic a n t ” .

4.3 Company B

4.3.1 Employee Turnover Levels

This company does not have a ‘ fo rm al’ means o f tracking employee turnover although 

they do know  what their turnover levels are by looking at their e lectronic tim e and 

attendance system on a yearly basis and com paring employee start dates w ith their 

leaving date. In the past tw elve months 200 employees have left the organisation and this 

is broken down as fo llow s:-

Com pulsory / V  oluntary redundancy - 178

30



Summer students 

Norm al attrition

6

16

In previous years (when com pulsory / voluntary redundancies were not sought) the 

turnover rates were approxim ately 3%. A  current rate o f approxim ately 50% is p rim arily  

attributed to the redundancy situation. The average length o f  service o f people who have 

left the organisation both vo lun tarily  and through redundancy is 10 years. The reason fo r 

the redundancy was based on g lobal restructuring w hich resulted in  some o f the business 

being moved abroad.

In normal circumstances, employee turnover was higher in  professional leve l employees 

w orking in  the production departments. A t the moment their highest attrition seems to be 

from  the Finance department and this is creating d ifficu ltie s as it is very d ifficu lt to 

recruit professionals into the organisation because people have litt le  confidence that the 

business is stable and, understandably, do not want to take up a new position in  a 

company w ith  an uncertain future.

4.3.2 Reasons for Employee Turnover

The response g iven to the question on why employees leave was that in  ‘norm al’ 

circumstances the reason fo r employee turnover in  manual workers was due to staying at 

home to look after Children. In relation to the professional leve l employees the main 

reason g iven was job  security. The H R  manager feels this is due to a sm all number o f 

redundancies over the last five  to seven years.

“Mention the dreaded R (Redundancy) word and it creates 

uncertainty and ambiguity for employees
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4.3.3 E x it  In te rv ie w s

E x it Interviews are only conducted w ith professional leve l employees o r ‘ s ta ff. The exit 

interview  is conducted in  the last week before the employee leaves and there is no set 

format or questionnaire. The interview  usually takes place away from  the w ork area e.g. 

conference room  and the responsib ility  fa lls  between the persons’ supervisor and the H R  

Manager. A ny  notes taken at the exit in terview  are file d  w ith  the employees other 

records. There is no comprehensive analysis o f the findings.

The H R  Manager feels it is better to w ork w ith a ‘ blank canvas’ when conducting the 

interviews as the interviewee feels free to  ta lk  about what they deem im portant rather 

than what the interviewer deems important. The log ic  between either the supervisor o f 

the ind ividua l or the H R  Manager conducting the interview  is based on who happens to 

be free at the time.

“The company does not really have any set policy on who carries out 
the exit interview

The interview  is carried out at some stage in  the last week o f employment and generally 

not the last day as the employee is usually on ly interested in saying goodbye to people 

and getting on their way.

The H R  Manager said that exit interviews were not carried out w ith manual level 

employees because they never saw a w orry ing ly  high leve l o f turnover and they were also 

easily replaced in  the locality. It was felt that because professional leve l employees were 

more d ifficu lt to replace that there was value in  interview ing them.

The H R  Manager believes the inform ation g iven at exit interviews is flaw ed because:-

“/  do not believe employees give the real reason they are leaving 
and this is because o f future references which may be required and
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because i t’s a small place syndrome i.e. you never know who you 
will meet or who your Boss will be in a Juture job so it is wise not 
to say anything negative about a person or the company

The H R  Manager does not believe the exit in terview  has any rea l benefits because she 

feels people w ill on ly te ll you what you want to hear and, therefore, the inform ation is not

realistic.

4.3.4 Retention Strategies

The H R  Manager confirm ed that no new retention strategies or changes to existing ones 

were made as a result o f the inform ation gained at the exit interview . The main reason 

fo r th is is because the company had a low  natural turnover rate and did not have a 

retention problem , the on ly strategy it had put in  place over the last number o f years was 

to change working conditions. This involved changing employees start and fin ish  tim es 

in  order to facilitate them bringing their Ch ild ren  to childm inders or school and co llecting  

them. Other than that no other strategies had been put in  place.

The above strategy was successful in  that it a llow ed employees to jugg le the ir w ork w ith 

childcare responsib ilities and d id  retain employees who may have left because o f th is 

d ifficu lty .

4.4 Company C

4.4.1 Employee Turnover Levels

Em ployee turnover is m onitored by means o f exit interviews. E x it interviews are carried 

out w ith a ll employees. The average length o f service o f employees who leave is 

approxim ately four years.
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The organisation has in  the past eighteen months gone through a dow nsizing period 

where a number o f employees have been made redundant. Approxim ate ly 200 

employees have left the organisation due to this factor. Outside o f the redundancy 

situation, the average employee turnover rate is less than 1% in  norm al circumstances.

The employee turnover rate was highest in  the F inance department but in  the last tw elve 

months this has decreased due to structure changes and specific  tra in ing and development 

strategies. The turnover level also seemed to be higher fo r professional leve l employees 

as opposed to manual.

4.4.2 Reasons for Employee Turnover

The prim ary reason stated fo r manual workers leaving the organisation over the last 

eighteen months is due to redundancy. The H R  Manager believes:

“I f  it were not for the redundancy situation very few manual level employees 
would leave the organisation

In the case o f professional leve l employees, the main reason g iven was that they were 

headhunted by other loca l industries or recruitment consultants, again the H R  Manager 

believes i f  it were not fo r th is fact there would be a very sm all turnover rate.

The company is known to be a very good place to work, basic pay is h igh and benefits are 

generous, therefore, they do not have trouble in  attracting candidates fo r vacancies and 

when somebody jo ins, w ith the odd exception, they tend to stay.
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4.4.3 E x it  In te rv ie w s

E x it interviews are conducted w ith a ll employees who leave the organisation. The 

turnover rate fo r the last number o f years is less than 1% across a ll areas o f the company 

and the H R  Manager believes th is is because “we pay too much ”.

The exit interview  is usually  conducted in  the last week o f employment by either a 

Manager or H R  and always away from  the person’ s norm al w ork area. A  specific 

questionnaire is used because it is believed the same questions should be asked o f a ll 

departing employees and also i f  a questionnaire is used, w ith in  reason, anybody can carry 

out the interview. Because the natural turnover rate is less than 1% there is generally 

always a H R  professional availab le to carry out the exit interview  -  on ly i f  a H R  

professional is not availab le w ill a Manager o f the exiting employee carry out the 

interview . It is fe lt that the last week o f employment is the correct tim e to carry out the 

exit interview. I f  it is conducted p rio r to this it is fe lt that the person w ill not be as libera l 

as they should be because they may have to live  w ith the repercussions o f their opinions. 

The H R  Manager confirm ed that con fidentia lity  is assured to a ll employees when 

com pleting an exit interview.

Please see Appendix 3 fo r copy o f E x it Interview  Questionnaire used by Com pany C.

The inform ation is stored m anually and e lectron ica lly  and m onitored fo r trends. The H R  

Manager believes that the exit in terview  does have benefits in  that it can g ive a p icture o f 

why people are leaving -  although a lim ited picture.

In  relation to the exit interview  itself, the H R  Manager believes that:

“People will tell you what you want to hear as opposed to being 
totally up-front with their opinions. The reason for this is because the
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person does not want to bum any bridges and may need a reference 
in the future

4.4.4 Retention Strategies

A lthough the employee turnover rate is low  fo r the company they have looked at two 

main strategies over the last number o f years. One is in  re lation  to manual employees. 

This has included some w ork / life  balance strategies, particu larly  annualised hours. Th is 

works by a llow ing an em ployee to w ork a number o f hours a week or month in  whatever 

format they w ish as long as they w ork a certain number o f hours in  the year. This has the 

advantage o f a llow ing them to w ork a long week one-week and a short one the next.

In relation to professional leve l employees and in  particu lar the Finance department, 

where turnover was higher than any other area in the plant, the structure was changed 

from  s ix  reporting layers to three. Th is gave people an opportunity to be closer to the 

Finance D irecto r w hich made them feel they had a say in  how  things were done and more 

opportunities to progress in  the organisation. There was also an ind ividua lised tra in ing 

programme put together fo r the finance employees.

Both o f the above strategies were received very w e ll by the employees and the H R  

Manager believes they were successful and contributed to a lower level o f turnover.

4.5 Company D -  Waters Technologies Ireland Ltd

4.5.1 Employee Turnover Levels

A s the Com pany was a start-up w hich began in  late 1997, employee turnover has been 

measured since 1999. The employee turnover rate over the last number o f years has been 

12% and the average length o f service o f people who left was 2 years.
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Turnover is measured by taking the number o f employees who have vo lun tarily  left over 

a specific tim efram e and who have or w ill be replaced. E x it interview s are used 

extensively as a means o f m onitoring employee turnover.

4.5.2 Reasons for Employee Turnover

There are two main reasons fo r employee turnover in  the organisation and this 

inform ation comes from  direct analysis from  exit interviews w hich highlighted the fact 

that manual level employees generally leave because they have to w ork a three sh ift cycle 

and professional leve l employees fee l career opportunities and progression are not 

available to them in  the short term.

4.5.3 Exit Interviews

E x it interviews are conducted w ith a ll employees who vo lun tarily  leave and who have 

been employed fo r at least 3 months. E x it interview s are not carried out w ith employees 

w ith less than three months service because it is fe lt they are not w ith the organisation 

long enough to get a real feel fo r the culture and w ork practices. A  structured exit 

interview  questionnaire is used w ith  a ll employees and it is fe lt that this is a more suitable 

approach rather than leaving the conversation open. It is also easier to analyse trends 

when a structured questionnaire is used.

Interviews are conducted on the last day o f employment by the H R  department. The 

reasons given for conducting the interview s on the last day is that employees w ill have 

been g iven the questionnaire beforehand and asked to complete it before the interview  

takes place and it is fe lt they w ill be more tru thfu l and open when they are p ractica lly  

going out the door. Because the organisation is re la tive ly sm all w ith 145 employees the 

H R  department conducts the interviews because they understand the importance o f the
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exercise and have been trained to e lic it more inform ation than somebody who has not 

been trained. A s the organisation grows, consideration w ill be g iven to having lin e  

managers conduct the interviews -  w ith proper training.

Please see Appendix 4 fo r copy o f E x it Interview  Questionnaire used by Com pany D.

The H R  Manager believes the inform ation gathered at the exit interview  is more truthfu l 

at lower levels and less so from  professional leve l employees.

“Employees at manual level, for example - Operators, have less to lose 
and tend to ‘say it how it is ’ and do not seem to have an issue with really 
telling you where they have had issues. In contrast, the professional level 
employees are more concerned about their future career and who they 
may bump into down the line and tend to say everything was rosy in the 
garden and wouldn’t really be going except it is an offer they couldn’t 
refuse or an opportunity for promotion

The H R  Manager believes that the exit in terview  process is beneficia l because it a llow s 

trends to be addressed when they present themselves and i f  they cannot be addressed then 

at least the organisation is aware o f the issue and can plan for those instances. The exit 

interview  questionnaires are stored both e lectron ica lly  and m anually and analysed fo r 

comparisons or trends.

4.5.4 Retention Strategies

A t Operator level one o f the m ain reasons fo r turnover is a three sh ift cycle. Th is w orks 

on a three week cycle basis, week one is days, week two is nights and week three is 

evenings. The sh ift cycle  has been considered on many occasions, however, other 

alternatives, fo r example, tw elve hour shifts have not been greeted w ith enthusiasm 

either. Em ployees have suggested permanent days, nights and evenings but th is is
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something that the company would not implement as it com pletely lim its the contact 

hours night and evening workers have w ith  other employees and management in  the 

organisation. The organisation has accepted that there w ill be a fa ll out by having the 

three shift cycle and plan to the best o f their a b ility  to deal w ith  it.

In relation to professional leve l retention strategies where employees fe lt there was a lack 

o f prom otional opportunities, progress has been made by identify ing ‘ h igh potentia l’ 

employees and provid ing dedicated and, where necessary, accelerated career progression 

programmes. Succession planning has also been given a lo t o f tim e and resources. B y  

identifying opportunities fo r employees higher up the organisation this a llow s for 

movement and progress at the lower levels in  the organisation. It must also be 

recognised that, depending on the size o f the organisation, it is not always going to be 

possible to fu lf il the am bitions o f a ll employees who want to progress at a pace where 

opportunities are not available.

A  retention strategy aimed at a ll levels in  the organisation was the introduction o f job  

sharing w hich was introduced to facilitate employees w ith  ch ildren who did not desire to 

w ork fu ll time.

4.6 Conclusion

The interviews conducted w ith the three companies, plus m y own organisation, provided 

an interesting and frank insight into industry practices. A ll o f the industries knew  what 

their turnover rates were by electronic systems, ex it interviews or a m ixture o f both. Two 

o f the companies were in  a situation where, in  norm al circumstances, their turnover rate 

was low  w h ilst the other two were considerably higher at 10% and 12%. It is apparent 

from  research and the find ings that em ployee turnover is inevitable. The important factor 

is that organisations understand why people leave and address accordingly. The exit 

interview  would seem to have benefits in  identify ing  why people leave.
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C h a p te r F iv e

DISCUSSION

5.1 Overview

The aim  o f this chapter is to evaluate and assess the im portance o f the prim ary research 

by relating it to the secondary data, w hich is contained in  the literature review. The 

discussion w ill concentrate on the m ain themes that have emerged from  the literature 

review  and w hich formed the basis o f the interview  questions.

5.2 Employee Turnover Levels

A ll four Com panies measure employee turnover rates at some leve l and the m ain method 

o f gathering data from  departing employees is an exit interview . E x it interviews w ill be 

discussed specifica lly  in po in t 5.5.

5.3 Reasons for Employee Turnover and the Implementation of 

Retention Strategies

Company A  over the last number o f years, has had an employee turnover rate o f over 

10% and company D  has an average turnover rate o f 12%. Com pany B  and C  seem to 

have naturally low  (when com pulsory redundancy is taken out o f the equation) employee 

turnover rates. A ll o f the above companies are involved in  manufacturing. There is a 

strik ing difference in  the leve l o f turnover in  companies A  and D  and companies B  and C.

IB E C  (2004) conducted a Hum an Resources Management Survey and found that the 

average employee turnover figure fo r 2004 in  m anufacturing was 7.9%. Based on these 

figures, company A  and D  are above the average and company B  and C  considerably 

below the national average.
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W e w ill now  discuss the main reasons h ighlighted fo r employee turnover from  each o f 

the companies.

5.3.1 Pay Rates

Com pany A  believes one o f the reasons fo r employee turnover at the unskilled  leve l is 

due to the young age o f the w orkforce who are more motivated by m oney than career 

progression or job  security. The company also recognised they were not paying the 

market rate fo r the industry, and this resulted in  people leaving. One o f the reasons fo r 

turnover at the professional leve l was also due to rates o f pay. Com pany C  found they 

had a very low  turnover rate and one o f the contributing factors was that they ‘pay too 

m uch’ . Com pany B  and D  did not h igh ligh t pay rates as a contributing factor to their 

turnover levels.

D ibb le  (1999) believes that one o f the contributing factors to employee turnover is paying 

employees at the m iddle o f the market. Com pany A  recognised that they were paying 

below  the market rate and as a result lost employees.

A s a result o f the low  pay rates, company A  spec ifica lly  went out to benchmark their pay 

and benefits and found that the benefits did not stack up against the competition.

B rann ick (2001) believes that compensation and benefits can be effective in  relation to 

retention. B a rry  and G rev ille  (2001) concur w ith  that and also believe that rewards play 

an important part o f any retention strategy.

Com pany A  were paying below  the market rate and as a consequence had h igh turnover 

rates, w hilst Com pany C  were paying ‘too m uch’ and had a very low  turnover rate.

Based on the above, the find ings w ould strongly concur w ith  research w h ich suggests that 

paying w e ll does result in  low er turnover levels.
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5.3.2 S h if t w o r k

A  major contributing factors fo r turnover at the unskilled leve l in  company A  and D  was 

sh ift work. Em ployees would always move department or company i f  they could get o ff 

a three-shift cycle  w hich included nights. Both  companies looked at altering the sh ift 

pattern but did not move forward w ith any changes fo r a number o f reasons. In company 

A  to help m otivate employees, a programme was put in  place ca lled  ‘P rid e ’ . The aim  o f 

this programme was to encourage employees to take an interest in  their work, come up 

w ith better ways o f doing things and receive recognition fo r good ideas w hich were 

implemented. Research has defined recognition as an important retention factor fo r 

organisations. These include M ooney (1999) who emphasises that it is not always the 

‘ b ig ’ things that make a difference to employees but some sim ple activ ities that cost little , 

lik e  pub lic recognition. Gering and Conner (2002) encourage employers to demonstrate 

the value o f each employee by provid ing focused reward and recognition. The Corporate 

Leadership Council (1999) goes a step further in  relation to reward and recognition and 

advises keeping away from  a ‘ one size fits a ll’ scenario w h ich  over compensates 

mediocre talent and under compensates h igh ca liber individuals.

The ‘P rid e ’ programme is a positive step in  the right d irection fo r recognising and 

rewarding positive contributions in  ligh t o f the fact that the organization was not in  a 

position to alter the sh ift pattern.

Company D  looked at altering the sh ift pattern to a ‘ continental sh ift’ system (12 hour 

shifts over 3 days) but found this was not acceptable to the w ork force either. The 

employees on the three sh ift cyc le  requested the company to cut out the night w ork 

altogether and remain w ith  a tw o sh ift system. This was something the organisation 

could not do i f  it wanted to remain com petitive and profitable. M axim um  u tilisa tion  and 

effic iency required production to be running 24 hours a day, 5 days a week. It was 

recognised that a level o f turnover w ould always be attributed to the three sh ift cycle  and 

this would need to be managed accordingly. B o th  company A  and D  recognised that they
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were going to continue to experience a leve l o f turnover because o f sh ift w ork and 

planned to manage the business around this.

A s  previously mentioned in  the literature review  section, B a rry  and G re v ille  (2001) state 

that there is a natural attrition rate encouraged by organisations to avoid atrophy in the 

w ork environment.

5.3.3 Company Culture

Another factor fo r company A  was the company culture. N ew  employees fe lt it was very 

hard to integrate into the ‘ cliques’ that had already formed in  the company and th is le ft 

them feeling unwelcome and isolated.

Barry  and G rev ille  (2001) found the employee culture and environment an im portant 

factor in  keeping employees, he suggests in s tillin g  a culture o f coaching and mentoring 

and creating a challenging w ork environment w ith a good atmosphere o f teamwork and 

support. M ooney (1999) concurs w ith  this by saying a good w ork environment is an 

important factor in  employee retention. Gunnig le et a l (1997) believes that the 

socia lisation o f employees into an organisation is c ritica l and the Induction process plays 

an important factor in  this. Em ployees may leave as a d irect result o f the w ork 

environment.

It is important that company A  concentrate on their Induction programme and the 

socia lisation o f new employees into the organisation. The tim e and money spent on 

recruiting new employees may be wasted by not concentrating on the employees 

socia lisation into the organisation.
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5.3.4 C a re e r  D eve lo p m en t / P ro g re ss io n

Companies A , C  and D  recognised they had a problem  w ith career progression prospects 

for employees.

Com pany C  was in  relation to the F inance department. The leve l o f turnover in  the 

Finance department was higher than any other area and the reasons g iven were that there 

were too many layers and not enough opportunity to progress in  th is position. A s  a result 

o f this, the company acted and reduced the amount o f reporting layers. This gave the 

employees more access to and the opportunity to be recognised by the ir immediate 

Manager.

Company A  concentrated on train ing and development in itia tives to m otivate employees 

in  their ro le and develop them fo r future roles in the organisation and u ltim ately 

progression. S im ila rly , company D  focused on succession planning and development 

programmes to help encourage employees to stay w ith the organization.

In relation to the problem  o f career progression being a contributing factor to the 

professional turnover rate, Pennington (2003) found that employees stay based on their 

opportunity to advance in  their jobs, a po in t w h ich is agreed w ith  by M ooney (1999) who 

states that com petitive salaries and career advancement p lay a p ivo ta l ro le  in  employee 

retention. Barry  and G rev ille  (2001) believe that career development w hich contributes 

to employees’ m arketability is important in  reducing employee turnover.

The importance o f these factors is stated by B rann ick (2001) who recommends im proved 

training programmes fo r employees as part o f retention strategies. W ithers (2001) 

stresses the importance o f employees fee ling they have a chance fo r professional growth 

and development and fina lly , Gering and Conner (2002), encourage the creating o f 

processes that provide da ily  engagement and advancement for employees.

This suggests that employees are generally interested in  advancing in  organisations and i f  

they do not see a clear path to do so, they may leave. The above companies d id  act on 

these issues, particu larly company C  who reduced the number o f reporting layers in  the
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finance department w h ilst company A  and D  concentrated on tra in ing and development 

in order to advance employees.

5.3.5 Headhunting

Com pany A  and C  believed their employees were being headhunted by other 

organisations. Graske et a l (2001) stated that unsolicited jo b  offers do contribute to 

turnover rates.

Both companies seemed to be resigned to the fact that their employees w ill be 

headhunted and there is nothing they can do about it. They believe their employees do 

not active ly go out to seek another em ployer i.e. they are passive in th is situation, the job  

comes to them! A s a result neither company have put in  place any strategy to counteract 

this, it ’ s just ‘ one o f those things’ . The facts remain, however, that the employees would 

not leave even if  they were headhunted if  they were com pletely happy in  the ir current 

environment. They are obviously unhappy about some aspect o f the ir employment o r the 

new em ployer is offering them something they do not already have. Neither companies 

are doing anything to try and find  out what the underlying issues rea lly  are.

5.3.6 Family Commitments / Personal Circumstances

A lthough the turnover rate at company B  is low, one o f the reasons given fo r turnover 

was childcare. Em ployees fe lt they could not w ork on a fu ll tim e basis and cope w ith the 

demands o f fu ll tim e childcare. In a ll o f the companies surveyed, whether they had a low  

or re la tive ly h igh turnover rate, they a ll introduced some form  o f w ork life  balance / 

fam ily friend ly  w ork in itiatives in  order to reduce employee turnover. Com pany A  and D  

introduced job  sharing opportunities w hich have been received very w e ll by the 

w orkforce and have had a considerable take-up rate. Company B  introduced fle x i tim e in  

order to facilita te  childcare arrangements i.e. dropping o ff and co llecting  ch ildren from  

school and company C  now  have annualised hours where employees can w ork a long or 

short week as long as they w ork a certain amount o f hours in  the year.
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W ork life  balance / fam ily  friend ly  w ork in itiatives are arrangements w hich help 

employees manage their w ork and personal lives. A n  IB E C  Hum an Resources 

Management Survey (2004), described fam ily  friend ly  w ork in itia tives as job  sharing, 

fle x i time, personalised hours, annualised hours, teleworking, compressed w orking week, 

term tim e w orking and career breaks.

Graske et a l (2001) concurs w ith  this as does a 2001 C IPD  survey w hich found that 

changes in  fam ily  situations and ch ildcare were major factors in em ployee turnover. 

W ithers (2001) would be in  d irect agreement w ith  the above and suggests being proactive 

in  offering employees a better w ork / life  balance in  order to keep them. B arry  and 

G rev ille  (2001) would also suggest that w ork / life  balance in itia tives are good retention 

strategies.

A ll o f the companies recognised the fact that employees find  it d ifficu lt to manage their 

w ork and private lives and a ll introduced some type o f system w hich made this balance 

easier to manage. The evidence suggests that a llow ing employees some fle x ib ility  in  

their w orking patterns to accommodate their personal circum stances can help retain them.

5.4 Low Turnover Rates

In contrast to company A  and D , company B  and C  have low  em ployee turnover rates, 

however, their turnover rates have been high in the last couple o f years due to 

com pulsory redundancy. Outside o f th is their turnover rates are around 1% w hich can 

create issues in itse lf because o f a lack o f ‘new  b lood ’ com ing into the organisation or 

fresh ideas. Barry and G rev ille  (2001), suggest there should be a natural attrition  rate 

encouraged by organisations to avoid atrophy in  the w ork environment. The Corporate 

Leadership Council (1999) agree w ith this and state that try ing to manage retention to 

such low  levels can sometimes have a more negative effect than positive  because short 

v is ion  can develop w ith narrow  views w hich hinder future opportunities.
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Low  turnover rates need to be managed, a ll be it  d ifferently, as w e ll as h igh turnover 

rates. Lo w  turnover rates do not necessarily mean you do not have retention issues as 

you may be retaining employees you do not want.

5.5 Exit Interviews

E x it interviews are one o f the most common data co llection  methods used when an 

employee is leaving an organisation. (K iechel, 1990). K ie ch e ls ’ opin ions on the use o f 

exit interviews would be strongly backed up by many authors and surveys, these include, 

Frase-B lunt (2004) who ascertain that the inform ation co llected in  an exit in terview  can 

give a company a unique perspective on its performance and employee satisfaction. 

People who leave may be bruta lly honest about their experiences w ithout fear o f 

immediate repercussions. In  addition, it ’ s lik e ly  they have recently been job  hunting and 

interview ing and can offer some useful in te lligence on how  the company compares w ith 

other employers. W hite (1999) also believes that interview ing employees fo r their 

opinions before they leave can g ive  the organisation valuable inform ation on its strengths 

and weaknesses.

A ll o f the companies interviewed use exit interviews as their prim ary method o f gathering 

data on why employees leave the organisation and their opin ions o f various aspects o f the 

company. In fact, company C  uses it as their on ly  method o f data collection. Com pany 

B , in  contrast to the others, on ly carry out exit interview s w ith professional level 

employees. Com pany B  do not use a specific structured questionnaire fo r conducting the 

exit interviews w h ilst a ll the other companies do.

Company A  and D  conduct the exit interviews on the last day o f employment because 

they believe employees w ill be more truthful in  g iv ing  inform ation on sensitive issues 

because they are on their way out the door. Companies B  and C  conduct the interviews 

in  the last week o f employment. Com pany B , in  contrast to company A  and D , found that 

it was better to conduct the interview  before the last day as the employees were rea lly  

on ly interested in  going on the ir last day. Com pany C  believe conducting the interview

47



before the last week would lead to unrealistic inform ation because the employee d id  not 

want to have to deal w ith any repercussions before they left.

The truthfulness and value o f the inform ation gathered at exit interviews is not always 

seen to be w ho lly beneficial. Colem an (1999) suggests that people are unw illing  to give 

genuine reasons fo r their departure and the find ings w ould support this theory. A ll o f  the 

companies interviewed would, to varying extents, agree w ith the above. W h ilst a ll agree 

there is a leve l o f honesty and frankness, they w ould also suggest that employees are 

reserved in  their opinions and ‘te ll you what you want to hear’ because they may require 

a good reference in  the future or fo r fear o f burning bridges.

The above suggests that the exit interview  process is, to some extent, flawed because 

people are not being com pletely honest about the reasons they leave which, in  turn, 

means the strategies being implemented may not be getting to the root cause o f the issues.

Com pany C  was the on ly organisation who d id not carry out exit interviews w ith  a ll 

employees, use a specific questionnaire or do any type o f analysis. They may be m issing 

important inform ation on the organisations practices by not interview ing unskilled  

employees. Perhaps, because o f the very low  turnover rate they do not believe th is is an 

issue. There is no analysis o f the find ings from  the exit interview s w h ich  may be due to 

the fact that trends are not always obvious because there is no structure or set questions 

used.

The conclusion fo r company B  would indicate that the exit interview  process is not 

something the company places a great deal o f value o a  This is contrary to  the literature 

review  which, according to the Corporate Leadership C ounc il (2002) suggest that, 

typ ica lly , exit interviews are used to obtain inform ation that w ill result in  better selection, 

placement and development and train ing practices, as w e ll as im proved supervision. Th is 

in  turn can assist to reduce attrition, im prove w orking conditions, detect and correct 

problems on the job  that may lead to term ination, and in  general, enhance pub lic relations 

by having each employee leave w ith  a positive v iew  o f the company.
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5.6 E ffe ctiven ess  o f S tra te g ie s

In relation to the effectiveness o f the various strategies put in  place in  order to reduce 

employee turnover, company A  believed that the strategies d id  not have a sign ificant 

im pact on reducing the leve l o f turnover. Com pany B  and C  believe that because their 

turnover rate is low  they do not rea lly  have to do anything sign ifican t apart from  the 

fam ily  friend ly po lic ies they introduced. They both accept their employees w ill be 

headhunted and they are resigned to the fact that this is inevitab le rather than trying to 

fin d  out what the real problem s are. Com pany D  believe the strategies implemented as a 

result o f the feedback from  exit interviews are lim ited in  the ir effectiveness because the 

inform ation gathered from  the exit interview  is lim ited.

Apart from  w ork / life  balance in itiatives introduced in  company B , these companies d id 

not active ly or consciously make any other changes o r put in  place any particu lar

strategies to reduce employee turnover as a direct result o f the feedback gained at exit 

interview.

T his concurs w ith Jackson (2004) who states that although many companies meet w ith 

departing employees to conduct exit interviews, they often fa il to get a return on 

investment for the tim e spent developing the process and conducting the interviews. 

That’ s because much o f the time, they forget the most important step in  the exit interview  

process; lin k ing  the inform ation gathered back to the organisations operations.

5.7 Conclusion

Yo u  can only address em ployee turnover if  you tru ly  understand what the issues are. The 

success o f the retention strategy depends largely on the issue it is addressing. I f  exit 

interviews are the m ain source o f inform ation on why people are leaving and we believe 

they are not g iv ing an accurate picture, can organisations rea lis tica lly  be addressing the
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correct issues? O r is  the exit interview  process flaw ed to such an extent that there is little  

po in t in  carrying them out in  the first place.

The findings do not indicate that inform ation from  exit interviews is driv ing strategies 

that are sign ifican tly reducing high turnover rates.
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C h a p te r S ix

6.1 Objectives of the study

Em ployee turnover is a situation that occurs in  a ll organisations. Some companies spend 

a great deal o f tim e and money trying to figure out why it happens and put strategies in  

place to stop valued employees from  leaving. It is hoped that this study added some 

value to the existing research in  th is area. The objective o f the prim ary research was to 

determine some o f the reasons why employees leave an organisation, what type o f 

strategies can be put in  place in  order to stop high turnover rates and i f  exit interview s are 

being conducted is the inform ation being used to im plem ent new retention strategies or 

change existing ones. In order to determ ine this, a number o f research objectives were 

outlined in  chapter three. These were as fo llow s:-

- Assess how  a number o f  m anufacturing industries gather inform ation from  

departing employees

- Assess the benefits o f gathering th is inform ation and the accuracy o f it

- D iscuss when the best tim e to gather this inform ation is, who should gather it 

and where

- Determ ine how  that inform ation is used to change current retention strategies 

or shape new ones

6.2 Literature Review Conclusions

The literature review  highlighted the importance and necessity to gather and m onitor 

inform ation on employee turnover, even though it may exist in  many different formats 

and in many different systems w ith in  an organisation. Once the inform ation has been

S U M M A R Y  A N D  C O N C L U S IO N S
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gathered it is important that organisations analyse it in  detail to  both find  out why 

employees leave and what can be changed or implemented in  the current environment to 

ensure more do not fo llow .

The reasons why employees leave an organisation include, lack o f career progression, 

below  the market benefits, job  insecurity, childcare, redundancy, uninteresting w ork and 

job  offers from  other companies. Some o f the m ain strategies suggested in  the literature 

review  fo r keeping employees include, com petitive salaries and benefits, good w ork 

environments, pub lic recognition, w ork life  balance in itiatives, career development, 

learning opportunities and train ing and development.

It was noted in  the literature review  that exit interview s were a very common method o f 

gathering inform ation on why employees leave, w h ilst most o f the companies believe exit 

interviews have benefits, they also recognise the process has lim itations. Em ployees may 

not be to ta lly  honest in  the inform ation they provide at exit interviews fo r fear o f 

retribution or future reference seeking.

It must also be recognised that some leve l o f turnover in  an organisation is desired to 

ensure new and fresh ideas are introduced to g ive different perspectives to  new

opportunities and ideas.

6.3 Primary Research Conclusions

A ll o f the respondents interviewed in  this project had methods o f m onitoring and 

measuring employee turnover, which, in  a ll cases included exit interviews. It must be 

recognised that exit interviews have the ir lim itations. The truthfulness and value o f the 

inform ation gathered at exit interviews is not always seen to be w ho lly  bene fic ia l 

Because o f the amount o f tim e and money that is put into strategies to stop high levels o f 

turnover, organisations need to look  deeper into the reasons behind it.
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Tw o o f the organisations in  norm al circum stances had very low  turnover rates but over 

the last number o f months were going through a dow nsizing phase w h ich  entailed 

com pulsory and voluntary redundancy situations. These companies had been used to 

managing turnover at a low  rate. L o w  turnover rates can be as problem atic as high 

turnover rates. The ideal balance is having a steady flow  o f ‘ new b lood ’ into the 

organisation w h ilst not loosing h igh contributing employees.

Pay and benefits have an effect on turnover. Paying too little  encourages employees to 

leave for better benefits w h ilst paying too much can in s til a culture o f apathy in  the 

organisation i.e. people w ill never move on or be encouraged to stretch themselves 

because they are already getting what they want in  terms o f pay.

The reasons found fo r employee turnover in  the prim ary research section and that o f the 

literature had a strong correlation. The m ain reasons fo r turnover in the respondent 

companies included lack o f career progression, poor benefits, culture and environment, 

fam ily  responsib ilities and job  insecurity. Strategies w hich were put in  place by the 

surveyed organisations again agreed w ith some o f the find ings in  the literature review, 

the two main strategies being the introduction o f fam ily  friend ly  in itiatives and career 

progression.

6.4 Limitations of the Project

There were a number o f lim itations encountered when undertaking th is project and these 

included:-

- Having access to more organisations who w ould g ive facts and figures on 

their turnover rates and the reasons behind them.

- The author would have liked  to undertake fu ll case studies w ith more 

organisations broken down by organisation size, age o f the company, type o f  

industry and location o f the industry to compare and contrast the results.

- The author w ould also have liked  to have access to a number o f former 

employees o f each organisation in  order to obtain their v iew  on w hy they left
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the organisation compared to why they said they le ft the organisation at their 

exit interview.

6.5 Recommendations

A  number o f recommendations can be made fo r organisations in  general and fo r possible 

future research.

For Organisations in General:

Having low  turnover rates is not necessarily the best s ituatioa The im plications o f low  

turnover rates i.e. not having regular fresh employees into the organisation needs to  be 

addressed as it can hinder future development. A  low  turnover rate could also encourage 

apathy and a less productive w orkforce or practices w hich, in  turn, lead to low  e ffic iency 

and p ro fitab ility  which, ultim ately, lead to the business being moved to more low  cost, 

productive, effic ient countries.

To rea lly  find out why employees are leaving, organisations have to look beyond the 

trad itional methods such as exit interviews. One strategy w h ich  could be used is to 

undertake an employee attitude survey to get to the bottom  o f w hy employees are rea lly  

leaving. This w ould g ive the employees an opportunity to say what they rea lly  th ink w ith  

the security o f being anonymous w h ilst g iv in g  the organisation an opportunity to 

implement strategies that are rea lly getting to the root o f the problems as opposed to 

putting money and energy into the wrong type o f retention strategies.

For further research:

W here tim e perm itted, fo llo w  up interview s cou ld be conducted w ith employees who 

have left an organisation in  the last 6 months to find  out i f  the reason they gave at exit 

interview  stage was s till the reason they w ould now  put forward as to why they left.
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A p p e n d ix  1

IN T E R V IE W  Q U E S T IO N S

Section 1. Business Information
a) W hat is the nature o f your business?

b) H ow  long have you been in  existence in  Ireland?

c) Is your business Irish  or Foreign owned? I f  Foreign owned, what Country?

d) H ow  many employees do you currently have?

Section 2. Turnover Rate
a) W hat was the employee turnover rate in  your organisation fo r 2004?

b) W hat was the average length o f service o f the people who left?

Section 3. Reasons for Employee Turnover

a) W hat does your organisation believe are the main reasons fo r employee 

turnover?

Reason

1. N ot happy w ith  benefits _____
2. Boring  W ork
3. W as Headhunted _____
4. D id  not feel appreciated _____
5. Stayed at home to care fo r Ch ildren _____
6. D id  not get on w ith my Boss _____
7. D id  not get on w ith my w ork colleagues _____
8. W as made redundant _____
9. Required more fle x ib ility  in  w ork hours
10. Tim e spent commuting to/from  job  _____
11. Was dism issed _____
12. Wanted to move Country / County _____
13. Set up m y own business _____
14. Health problems _____
15. W as demoted
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16. Spouse moved job  (relocation) _____
17. Retired _____
18. Lack  o f career progression _____
19. Other (please g ive details)

Section 4. Exit Interviews

a) W hen an employee is leaving the organisation, do you conduct an exit in terview  w ith 

them?

b) D o  you conduct an exit interview  w ith  a ll employees who leave vo luntarily?

c) W hen do you conduct the exit interview?

d) W here do you conduct the exit interview ? e.g. away from  persons w ork area, in  

persons w ork area, in  a conference room  etc.

e) W ho carries out the exit interview  in  your organisation e.g. H R  professional, 

employees Supervisor / Manager o r a Th ird  Party?

f) D o  you believe people are tru thfu l w ith  the inform ation they provide at the exit 

interview?

I f  No, why not?

g) W hat do you do w ith the inform ation gathered at exit interview s?

h) D o  you believe the exit interview  has benefits?

I f  Yes, what are they?

I f  No, why?

Section 5. Retention Strategies

a) Have you used the inform ation gathered at the exit interview  to either change a 

current strategy or implement a new strategy in  re lation to employee retention?

I f  Yes, g ive examples.

b) Has turnover reduced as a result o f point a above?
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APPENDIX 2

COMPANYA

Name: _____________________________________________________

Department: _________________________  Supervisor: ________

Start Date: __________________________  Finish Date: ________

Home Address: Business Address:

EXIT INTERVIEW

WHY ARE YOU LEAVING x?
Answ er:

Did your job match what was described to you at your interview when you joined x. 
Answer:

W hat do you think are the positive and negatives about the company as a plant wide facility. 
Answ er:
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If you were responsible for your area, is there any thing you would change? 
Answer:

How do you find communications both in your area and a t a  plant level?
Answer:

Do you feel that your ideas and suggestions are given enough considerations?
Answer:

W hat would you like to change about your job here?
Answer:

GENERAL

Who will be responsible for your PC data (files and folders) on your leaving?

Power on passwords and password protected documents details:

TO BE RETURNED TO THE COMPANY:

Key (lockers & offices)/ Cards (clock and visa)/ Equipment Lab Top

SIGNED: __________________________________________________

DATE: _____________________________________
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EXIT INTERVIEW (WEEKLY)

Name: _____________________________________________________

Department: _________________________  Supervisor: ________

Start Date: __________________________  Finish Date: ________

Home Address: Business Address:

WHY ARE YOU LEAVING x? 
Answer:

Did your job match what was described to you at your interview when you joined x 
Answer:

W hat so you think are the positive and negatives about the company as a plant wide facility.
Answer:

If  you were responsible for your area, is there any thing you would change? 
Answer:

How do you find communications both in your area and at a plant level?
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Answer:

Do you feel th a t your ideas and suggestions are given enough considerations?
Answer:

W hat would you like to change about your job here? 
Answer:

GENERAL

TO BE RETURNED TO THE COMPANY:

Key (lockers &  offices)/ Cards (clock and visa)/ Equipment Lab Top

SIGNED: __________________________________________________

D A T E : __________________________________
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A P P E N D IX  3

COMPANY C

Exit Interview Form
Name:
Forwarding Address:
Job Title:
Department:
Team Leader / 
Manager:
S tart Date:
Date of Leaving:

ABOUT THIS FORM

This form is to be completed, in conjunction with a member of the HR department to enable the company 
to understand individual’s reasons for leaving.

The information contained in this form is totally confidential and will only be used with the permission of 
the ex-team member.

There are 5 sections to be completed which cover:

1. Your views on your present job
2. Reasons for Leaving
3. Your relationships within the company
4. Working Conditions
5. Remuneration & Benefits

We would be grateful if you could be as candid as possible as all information we gain from you can only 
help us in improving the company as an employer.

Exit Interview Form Completed by:

Name:

Job Title:

SECTION 1; YOUR JOB

How would you rate your current job? (please tick)_____________
Excellent □ Good □_______ Satisfactory □_______ Poor □

C o m m e n ts :
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(a) What are the major factors that attracted you to the company? 
(please list reasons in order of priority)__________________

1.

2.

3.

4.

(b) Which aspects of the job did you enjoy best and why?

(c) Which aspects of the job did you enjoy least and why?

(d) How, if at all, did the job / company differ from your original perception?

SECTION 2: REASONS FOR LEAVING 

Why are you leaving the company? (Please tick)

1. □ Resignation *
2. □ Maternity
3. □ Retirement
4. □ Other

*If you are resigning, please rank  your reasons for leaving in order of importance. (1 = most 
important reason)

1. □ Pressure / Stress 10. □ Lack of job satisfaction

2. □ Career Opportunity / 11. □ Lack of Training
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P r o m o tio n

3 . □ Career Opportunity / 12. □ T aking up farther education 
Same Level

4. □ Career Change 13. □ Insecurity -  change

5. □ Money 14. □ Working environment

6. □ Benefits 15. □ Childcare Arrangements

7. □ Travel Problems 16. □ Working Pattern

8. □ Dissatisfaction with Manager 17. □ Other -  Please specify

9. DC lash of Personalities 18. □ Not enough work /  No
Challenge in the role

Please comment on the job content

W hat is the name and type of company yon are moving to ?

Where will yon be located?

W hat is your new role?

W hat is the key difference between the company’s remuneration package and your new offer?
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SECTION 3: RELATIONSHIPS WITHIN THE COMPANY

How would you rate your relationship with your team  leader / manager? (Please tick)
Excellent □_______ Good □_______ Satisfactory □_______ Poor □____________
Comments:

How would you rate your relatkmship(s) with your direct report(s) -  if appropriate (Please tick)
Excellent □_______ Good □_______ Satisfactory □_______ Poor □__________________________
Comments:

How would you rate your relationship with your peer group? (Please tick)
Excellent □_______ Good □_______ Satisfactory □_______ Poor □______
Comments:

How would you rate general communication with the company? (Please tick)
Excellent □_______ Good □_______ Satisfactory □_______ Poor □_________
Comments: ___________

W hat can be done to improve communications?

SECTION 4 : WORKING CONDITIONS AT THE COMPANY

How would you rate the company as a  place to work? (Please tick)
Excellent □_______ Good □_______ Satisfactory □_______ Poor □
Comments:
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How do you rate the facilities on the site? (e.g. canteen)
(Please tick)________________________________________________
Excellent □_______ Good □ _____ Satisfactory □ Poor □
Comments;

How would you rate working conditions / support services, including technology? (Please tick)
Excellent □ _______ Good □_______ Satisfactory □_______ Poor □________________________
Comments: ___________________________
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SECTION 5: RENUMERATION & BENEFITS

How would you rate your salary? (Please tick)__________________
Excellent □_______ Good □_______ Satisfactory □_______ Poor □
Comments:

How would you rate the benefits you received? (Please tick)_____
Excellent □_______ Good □_______ Satisfactory □_______ Poor □
Comments:

How do you rate career prospects within the company? (Please tick)
Excellent □_______ Good □_______ Satisfactory □_______ Poor □
Comments:

Any additional comments you would like to make?

Signed by Interviewee : Date:

Signed by Interviewer : Date:

Thank you for your co-operation.
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A P P E N D IX  4

COMPANY D

Name:

Exit Interview Questionnaire

Commencement Date:
Date of Leaving:
Job Title:
Department:

KEY: l=Verj' Satisfied 2=Satisficd 3=Dissatisfied 4=Very Dissatisfied

On the job training
Guidance and Instruction
Job Satisfaction
Personal work load
Allocation of woik in area
Utilization of skill and expertise in area

General promotional prospects
Personal development opportunities
Training courses appropriate to career
Access to Education

1 l ’ ;i\ &  l.'nnJi

Salary
Working Environment
Working hours
Technology
Health & safety compliance
Benefits (List benefits if desired)
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4 C o m m u n ic a tio n s
Availability of information to enable me to work effectively
Feedback on performance
Effectiveness of team/departmental/company meetings
Opportunity to discuss and influence issues
Understanding of company policies and procedures

5 Company
Induction Process
Training
Recruitment & Selection Process
Performance Appraisal
Company Reputation

6 Supervision/ Management
Adequacy of Supervision
Equality of treatment
Development of co-operation and teamwork
Encouraged/ listened to suggestions
Resolution of complaints and problems
Recognition

Reason For 1 c;i\ in« Tick
Type of Work
Compensation
Lack of Recognition
Self Employment
Quality of Supervision
Working Conditions
Health Reasons
Retirement
Travel/ Moving out of area
Personal Reasons
Career Opportunity (Please Specify):

Dissatisfaction (Please Specify):

Other (Please Specify):

PLEASE F IL L  IN  YO UR COMMENTS BELO W

W h;il w <mid \ i h I d i;m g c  ;ihi in l 11 lc co m p u m  \ iu n  n ib 1;1

I liiw Jo  \o i i  I'iilc u> ils iiii L 'n i|i|n \c r '
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W o u ld  \ 1VII rccü n im clk l ih c c n ir ip jm  l.o ;i b 'lc ik l"

W o u ld  \m i  w o rk  w ill) ijjp c a n ij j i t iv  figuin'.’

VVIi;11 J iJ  \o i.i cn ]o\ m oM ahrm l ilic )ob

W hai clkI \ i !i u l is lik c  abolll ilic  11 >1’''

\\ liai would Von consider lo be the slrci'iy ills of the compan \

I )i i \ im  h;i\ c ;ni\ coirinicni.s on yim i iruininLi 1

\ \  luil arc \ oui fm urc plans'.1'

Thank Y o u  fo r com pleting this questionnaire
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