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ABSTRACT: High voluntary employee turnover in service industries often exceeds 60%, negatively affecting
profitability due to employee replacement costs. In studies conducted with multinational corporate leaders, they acknowledged a
lack of business direction resulting in a 68% failure to implement organizational strategies. Through a multiple case study, we
aimed to explore the human capital strategies utilized in the automotive and food service industries to reduce voluntary employee
turnover. We analyzed the responses of twenty-four service leaders in the Eastern and Midwest regions of the United States
through the process of compiling, disassembling, reassembling, interpreting, and concluding. Vroom’s expectancy theory and G.S.
Becker’s human capital theory provided the conceptual framework for the study. Five emergent themes supported positive work
relationships with employees through employee motivation, employee selection, and employee incentives: benchmarking,
training, communication strategies, organizational change, and integrity. The results support employee development and improved
corporate profitability, which increases competitive advantage and economic sustainability within the service industry.
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leads to a decrease in profitability and a reduction in business
growth [4]. For multinational chief executives, the challenge
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workers in the United States [5]. Researchers identified that
the food service industry contributes to economic growth in

1. INTRODUCTION

Industries often face organizational change associated with
technology, economic climate, and global competition. The
increase of organizational change has created the need for
clear leadership and investment in best practice solutions that
(a) engage employees, (b) improve operational performance,
and (c) reduce manufacturing costs [1] Ineffective leadership
strategies may impact business sustainability, viability, and
profitability. Therefore, it is essential for business leaders to
stay abreast of emerging trends, research, and innovation
methods.

Multinational chief executives acknowledged a majority of
their organizational change ineffective,
indicating a problem with strategy execution or
implementation [2]. Chief executives associated 70% of the
failure with coordination among business units and misaligned
initiatives with its mission [3]. The lack of business direction

initiatives  are

the United States; however, voluntary employee turnover is a

growing concern [6]. Some food service leaders lack
awareness of human capital, which increases the likelihood of
increased voluntary employee turnover [7]. Griffith, Baur, and
Buckley [8] added that it is vital for leaders to develop an

effective plan to reduce organizational profit losses.

1.1 Conceptual Framework

We used Vroom’s expectancy theory, Becker’s human capital
theory, and Herzberg’s two-factor theory as the conceptual
framework. Vroom’s thesis focused on the idea that employee
performance was attached to (a) personality, (b) skill, (c)
performance, (d) knowledge, and (e) abilities. As applied to an
organizational setting, Vroom's theory was appropriate for
studying how automotive and food service leaders use best
practice solutions for enhancing employee work performance.
The expectancy theory's premise concluded that while
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employees have different goals, they can be motivated if they
believe a positive correlation exists between effort and
performance.

Becker’s human capital theory [9] indicated that education and
training increase employees' knowledge and skills, which in
turn  increases opportunities and  pay
opportunities. Becker [10] later expanded his study to show
that increasing employee knowledge and skills lead to
increased employee compensation, directly impacting
employee turnover intentions. Satisfied employees tend to stay
with organizations for more extended periods than dissatisfied
employees [11].

advancement

Herzberg [12] focused on motivation factors divided between
intrinsic (internal) and extrinsic (external) motivators (as cited
in Robinson, 2010). Herzberg [12] identified achievement,
recognition, and promotion as motivators, and supervision,
salary, and work environment as hygiene factors. Herzberg’s
pioneering approach mentioned that motivators are also known
as intrinsic factors, and hygiene is also known as extrinsic
factors.

2. LITERATURE REVIEW

2.1 Organizational Change

A significant challenge for organizations is developing a
culture, climate, and set of workplace solutions supporting (a)
re-engineering, (b) managing global competition, and (c)
embracing new technologies [13]. Organizational change is
modifying existing work routines and strategies that affect the
whole organization [14]. Kump [15], emphasized that 68% of
all organizational change strategies fail to deliver expected
results or meet specific objectives. The failure of a strategic
direction by automotive manufacturing senior leaders may
define employees' resistance to support a strategy and adopt
necessary behaviors that accomplish the organization's
strategic mission [16].

2.2 Succession Planning

Succession planning is the systematic long-term process in
which leaders transfer responsibilities, knowledge, and roles to
meet organizational needs [17]. Succession planning involves
(a) selecting and training employees, (b) the development of a
mission or vision for the organization, (c) defining roles of
employees, and (d) communicating decisions to stakeholders
[18]. Poornima, Sutha, and Perera [19] noted that effective
succession planning decreases employee recruitment costs and
increases employee retention. Therefore, organizations must
proactively monitor the needs of the company to recruit and
retain employees effectively.
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2.3 Motivation

Highly motivated employees are more likely to work
enthusiastically, which increases productivity and efficiency.
Front-line employees may work extremely hard to support the
organization’s goals or produce mediocre workloads to earn
their wages. Thus, a strategy for organizational leaders is to
maximize (a) knowledge, (b) skills, (c) and abilities to obtain
the best performance [20]. Based on the importance of
employee motivation, Krajesak [21] considered workplace
motivation a core competency of leadership. Understanding
employee motivation helps automotive manufacturing leaders
develop a work environment that (a) rewards teams, (b)
business divisions, and (c) corporate performance [22].

2.3 Replacement Costs

Replacement costs could be a challenge for leaders in the
service industry. Dwesini [23] indicated that voluntary
employee turnover increases labor costs and decreases
organizations' profitability. Giao et al. [24] emphasized that
voluntary employee turnover costs for service organizations
range from 50 to 200% of an employee’s salary. Indirect costs,
such as organizational productivity and employee satisfaction,
account for 70-85% of total annual costs, which results in loss
of corporate profitability [25]. Direct costs, such as employee
replacement costs, training of newly hired employees, and
advertising costs for new positions, can cost organizations
21% of the total annual cost [26].

2.4 Engagement

Paek, Schuckert, Kim, and Lee [27] emphasized that employee
engagement is based on employee morale and job satisfaction.
Employee engagement in the food service industry creates an
organizational culture based on leaders and followers
collectively reaching organizational goals [28]. O’Connor and
Crowley-Henry [29] added that employee engagement
significantly relates to employees’ job satisfaction, turnover
rates, and work behaviors. To support this idea, Shahpouri,
Namdari, and Abedi [30] mentioned that self-efficacy,
organizational self-esteem, performance feedback, and support
systems could affect employees’ work engagement.

2.5 Leadership

The role of leadership defines organizational behavior
associated with the leader’s ability to influence employee
behavior [31]. Several researchers emphasized the importance
of communication to drive organizational profitability and
promote a positive work environment. Ruben and Gigliotti
[32] emphasized that effective leadership involves clear
communication, which influences employee behavior. Osman,
Noordin, Daud, and Othman [33] added that leaders who
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communicate clear job expectations and give constructive
feedback develop positive relationships.

Accordingly, leaders are catalysts for change and have the
capacity to enhance, maintain, or hinder employee
performance based on their leadership abilities. Additionally,
the concept of ethical leadership influences employees’
attitudes toward organizations. Demirtas and Akdogan, [34]
indicated ethical leadership can affect employees’ intentions to
stay with or leave organizations. Dhar [35] added that ethical
leadership improves the behavior of employees.

Moslehpour, Altantsetseg, Mou, and Wong [36], suggested
leadership facilitates processes important in fostering (a)
supportive work climates, (b) positive employee attitudes, and
(c) commitment to organizational change. Wilson-Wiinsch,
Beausaert, Tempelaar, and Gijselaers [37] confirmed that
leaders' knowledge and experience are a significant factor in
the food service industry's organizational performance. Sipe
[38] added that experienced leaders promote new ideas within
organizations, which increases employee empowerment.

3 Research Methods

We used the qualitative multiple case study methodology.
Participants shared their knowledge and experiences regarding
human capital strategies, and common themes emerged from
their responses. Unlike the mixed method or quantitative
method, the qualitative method allowed us to thoroughly
explore the phenomenon by asking probing questions of
leaders in the automotive and food service industry.

3.1 Data Collection

Data collection consisted primarily of face-to-face semi-
structured interviews. Data saturation was reached with
twenty-four participants in the automotive and food service
industries. To enhance the reliability and validity, we included
member checking by providing each participant with a
summary of the interview to verify we understood the
responses' intent. Member checking allows participants an
opportunity to verify the accuracy of the
interpretation [39].

interview

3.2 Data Collection Instrument

For the purpose of this study, the researchers served as data
collection instruments. Wasiu, Olubukunola, Akinlolu, and
Oluwatosin [40] mentioned in qualitative research, researchers
may serve as the data collection instrument when conducting
interviews. We started the process by transcribing all
participant interviews. Files were recorded using a data
recorder and after each interview was completed, copied to a
zip drive for additional storage and protection. We kept the
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confidentiality of all participants by using an alphanumeric
coding system. Additionally, we used member checking to
enhance the quality of our study. This process also supported
data saturation by ensuring no additional new information is
received.

7 4. RESULTS

4.1 Emergent Themes

We used alphanumeric codes to protect the confidentiality of
the participants. After completing each interview, we added
study data collected from the participants to the data analysis
program to compare with previously coded data, which helped
identify critical themes to answer the overreaching research
questions. Based on the findings of the research collected, the
following five themes emerged: (a) benchmarking, (b)
training, (c) communication strategies, (d) change
management, and (e) integrity.

4.1.1 Benchmarking

Participants emphasized the need for knowledge and skills
when implementing and creating business processes
throughout the organization. Participants saw benchmarking as
a key to successful strategy execution and employee
engagement. Benchmarking is a technique that allows for a
continuous and systematic process that confronts effectiveness
measured by (a) productivity, (c) quality, and (c) experience
with organizations considered models of perfection.

4.1.1.1 Training / Selection

Employee training is a key business strategy and support of
additional research related to an employee’s expectancy of
rewards within the workplace. Lee, Keil, and Wong [41]
suggested employee training improves key workplace
outcomes benefiting employees. Some participants believed
that procedures for training could be developed into successful
best practice solutions. A key recommendation supported the
creation of a training center and considered it strategic to
creating solutions that benefited employee development.
Another key training process identified was on-the-job training
because on-the-job training helps identify skill sets and allows
an effective method for cross-training. On-the-job training can
also identify employees for leadership and succession
planning.

Another critical function of training is goal setting. Goal
setting strengthens (a) skill sets, (b) knowledge, and (c)
abilities. Goal setting affects valence because it motivates and
regulates behaviors to achieve more valued outcomes [42].
Participants also provided information on the impact of group
training, as it related to goal setting. Participants added that
group-level activities should include (a) communication
training, (b) employee interactions, (c¢) coaching, and (d)
mentorship. Participants recommended additional investment
in training for employees, senior leaders, and CEOs.
Participants considered partnerships with other departments
and key organizational leaders could be used as another

Website: http://www.ijbmr.forexjournal.co.in

Human Capital Strategies to Reduce Employee Turnover m



FOREX

Publication
Open Access | Rapid and quality publishing

approach to measure (a) best practice solutions, (b) employee
growth, and (c) organizational success.

Training aligned with the literature review, by focusing on the
impact of employee motivation and workplace expectancy.
Expectancy refers to a service leader’s perception of their role
in improving their performance [43]. These improvements are
determined by self-efficacy, goal difficulty, and perceived
control in their ability to perform their job duties. The
demands of senior leaders require more than work assignments
and focus on areas such as leading organizational change and
developing relationships with other employees that encourage
(a) commitment, (b) teamwork, and (c) collaboration.

4.1.1.2 Communication

Effective communication plays a significant role in employee
engagement and motivation [44]. Effective communication
strategies increase employee success when systems include
clear direction, planning, stakeholder identification, and
employee goals [45]. To achieve an effective communication
strategy, each front-line manager must understand its goals
and how their efforts tie into the company’s mission for
success [46]. Communication is essential for organizational
success, and without it, motivation, leadership, and
productivity cannot survive [46].

Participants shared information about the impact of the
leader’s verbal statements and their actions about creating
effective communication strategies for employees. When a
leader’s verbal communication differs from their workplace
behavior, the leader’s actions can hinder (a) employee
motivation, (b) empowerment, and (c) commitment to
organizational goals [46]. Participants believed weekly
briefings provided an opportunity to share workplace issues,
corporate objectives, and employee praise.

Participants also believed written communication, through
memos and policy procedures, confirmed or reinforced
information provided weekly or in other informal settings.

However, participants acknowledged that communication was
critical and challenging due to the nature of the environment.
The communication of corporate procedures, whether verbal
or written, could be affected by key business factors,
explanations, interpretations, acceptance, or rejection.

The final area for communication strategies, centered on the
relationship between management and employees as it related
to communication and workplace interaction. Dinh [47]
acknowledged that employees considered interaction with
immediate supervisors the most stressful aspect of their job
duties. Participants stress the impact of ethics and leadership
when communicating business strategies. Participants believed
that leaders can share information accurately and offer
employees an opportunity for clarification, employees are less
likely to make mistakes [48].

4.1.1.3 Change Management
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The interaction between management and employees is often a
factor that hinders or improves organizational strategies [49].
Understanding why employees resist change and why change
initiatives fail is essential when crafting best practice
solutions. Participants suggested a key reason for
organizational change initiatives' failure was due to an
employee’s resistance to change. Participants believed
employees resisted change for several reasons and included:
(a) distrust in management, (b) fear of unemployment, (¢) and
the inability to understand new technology or a corporate
culture that creates a mindset of “us against them.”

Participants felt a best practice solution that supported
improvements in working relationships could strengthen the
workplace. Best practices through successful implementation
can be used as a successful method for modifying an
organizational culture. Participants also discussed the impact
of transformational leadership, believing leaders are catalysts
for change and have the capacity to enhance employee
performance with their leadership abilities.

When aligning this theme with the research question,
participants focused on the impact leadership and
organizational change have on employee expectancy. When a
strong working relationship exists, employees can expect (a)
support, (b) resources, (c) training, and (d) leadership from
management. When there is no clear working relationship,
employees respond to management, based on their perceived
understanding of management responsibilities. This response
can create a positive or negative impact based on the front-line
manager’s knowledge of duties and the perceived benefits they
will receive based on the change policy.

4.1.1.4 Integrity

Ethical leadership within organizations is considered a vital
component when making an organizational change or
implementing strategies [50]. Leaders who are authentic
impact the engagement of employees [51]. Participants
believed leaders had an influential role in enhancing employee
engagement. According to Zhu and Zhang [52], leadership
describes organizational behavior associated with the leader’s
ability to impact employee behavior.

Palanski, Cullen, Gentry, and Nichols [53] noted that integrity
in the face of adversity could be viewed as a critical
characteristic of inspirational leadership. Employees who
display enthusiasm in completing their duties reveal a strong
bond between employee and leader. Leaders aid in this area by
being transparent in their decision making. When employees
in leaders, the bond created that supports
organizational goals is broken. When applying this theme to
the research, question front-line and food service leaders may

lose trust

have an expectancy of trust by management as it relates to
their job duties and benefits. Any potential flaws with integrity
can violate trust and hinder the completion of organizational
goals.
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5. CONCLUSION

Organizational change is a process that occurs over time;
success is often found in the lack of safety of a system,
creating a need for survival in an environment under constant
economic change [14]. Prior research supports a theory that
voluntary employee turnover is problematic within the service
industry when leaders fail to implement human capital
strategies. Other findings suggested that leaders' lack of

business direction supported a 68% failure rate in
implementing workplace solutions [15]. The study's
significance revealed workplace solutions for service

industries, supported enhancements in employee motivation,
succession planning, and profitability.

Vroom’s expectancy theory [54] and G.S. Becker’s human
capital theory [9] supported a correlation to the study’s
emergent themes that investments in education, employee
motivation, and training were crucial strategies for
maintaining profitability for service industry leaders. The
implementation of these strategies can lead to modifications in
service industry leaders’ success. Organizational leaders may
use this multiple case study findings as a resource to
understand the importance of strategic initiatives. Particularly,
leaders in the service industry may use the research findings to
increase their awareness of social responsibility related to
voluntary employee turnover intentions.

The study's findings revealed strategies for service leaders
related to the creation of best practice solutions when helping
their employees execute organizational strategies. Five themes
emerged from the study findings for best practice solutions (a)
benchmarking, (b) training, (c) communication strategies, (d)
organizational change, and (e) integrity. The findings provide
a blueprint to build sustainable models for developing best
practice solutions by service leaders when helping employees
execute organizational strategies. The information can be
shared within other geographical areas to help service
managers support profitability, sustainability, and business
growth.
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