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ABSTRACT 

Staff Turnover in Juvenile Corrections:  Predicting Intentions to Leave 

Wendy A. Thompson 

Doctor of Philosophy 

Temple University, 2014 

Doctoral Advisory Committee Chair:  Philip W. Harris, Ph.D.  

 

Hiring and maintaining quality staff members is crucial in juvenile correctional 

facilities.  Unfortunately, staff turnover is much more common in correctional agencies 

than other areas of government work.  Although several studies have looked at rates and 

predictors of employee turnover in adult correctional facilities, few have assessed the 

issue among juvenile correctional staff.  As such, this study was guided by two main 

questions:  1) what are the current turnover rates among frontline staff
1
 members at 

Delawareôs public juvenile correctional facilities, and 2) what are the main factors that 

lead to frontline staff leaving?   

To answer the above questions, this study used a mixed-methods approach 

consisting of three stages.   In the first stage, total rates of voluntary turnover were 

provided by an administrator from Delaware Stateôs Division of Youth Rehabilitative 

Services (DYRS) Personnel Department.  The voluntary turnover rates for juvenile 

correctional officers in Delawareôs public facilities for 2011 and 2012 were 7 percent and 

13 percent, respectively.  This is slightly less than voluntary turnover rates from previous 

studies on juvenile correctional staff.  

                                                           
1
 In Delawareôs juvenile correctional facilities, staff members who have the most contact with youths are 

referred to as frontline staff.  In adult facilities, they would be comparable to correctional officers 

depending upon the type of facility and the security level.   
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The next two stages of research were designed to assess the best predictors of 

intentions to leave for Delawareôs frontline staff members.  Specifically, the second stage 

consisted of interviews with 14 staff members from five residential facilities across 

Delaware.  The interviews increased our understanding of how aspects of job satisfaction 

and organizational commitment apply to this particular sample of employees.  More 

importantly, three aspects of employee turnover for this sample were discovered:  

commitment to youth, career stepping stone and job expectations.  The discovery of new 

variables supports the idea that it is important for researchers assessing employee 

turnover to conduct face-to-face interviews with employees prior to analyzing survey 

data. 

The final stage of research compared three models of employee turnover. The first 

was based on Lambertôs 2001 model of correctional officer turnover which stemmed 

from employee turnover theory.  The second model was designed to assess improvement 

in predicting intentions to leave by incorporating Job Embeddedness and the 

Employment Opportunity Index (EOI), which are constructs that have not been tested in 

many studies on employee turnover.  The last model that was tested incorporated the 

three new variables that were created based on the interviews in stage two.   

Intentions to leave was used as the outcome variable in this study.   It measures 

the extent to which a person desires to leave his or her job.  It was chosen for two 

reasons:  1) Samples consisting of employees who have quit can take years to obtain, and 

2) Assessing employeesô intentions to leave could be more useful to administrators.   



v 
 
 

The sample for the last stage of this study consisted of 102 frontline staff 

members from five of Delawareôs six facilities.  The data for the last portion of this study 

were analyzed using structural equation modeling (SEM).  This method was appropriate 

because it could assess the impact of both direct and indirect measures.  However, 

because the sample size for this study was not adequate to run any of the models in full, 

ordinary least squares (OLS) regression was also incorporated.   

Results from the quantitative portion of this study showed that there were several 

variables that predicted intentions to leave for this sample.  Similar to most studies that 

look at intentions to leave, job satisfaction and organizational commitment were two of 

the strongest predictors of intentions to leave. In terms of individual characteristics, 

race/ethnicity was the only statistically significant predictor.  What was especially 

interesting about this result was that when previous studies found a race effect, it was that 

African Americans had higher levels of intentions to leave.  This was not the case for this 

sample.  Along these lines, race/ethnicity was significantly associated with one of the 

factors from Job Embeddedness, organizational fit, which assesses if  employees believe 

they are an appropriate match for their job.  Interestingly, whites had lower levels of 

organizational fit which resulted in higher levels of intentions to leave.   

Findings from this study have implications for the correctional literature and 

employee turnover theory.  This study supported a long history of employee turnover 

studies that have found job satisfaction and organizational commitment to be the best 

predictors of employee turnover.  At the same time, this study also found a new predictor 

of employee turnover specific to juvenile correctional officers:  commitment to youth.  
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This stands to have a major impact on future research on employee turnover, not just for 

juvenile corrections, but also studies in the larger body of employee turnover in that this 

study made it clear that one model does not fit all workers.  The concept, commitment to 

youth, applies only to employees who work with youths.  And, the particular way 

commitment to youth was measured in the present study would only apply to those who 

work with at-risk youths.  Therefore, this study should be viewed as an important step 

towards understanding the relationship between commitment to youth and decisions 

made by juvenile correctional officers.   

This study also had important implications for administrators of juvenile 

correctional facilities.  A major finding stemming from the interviews, which was 

subsequently confirmed by the quantitative analysis, was that support from coworkers is 

vital to the overall performance of staff.  In fact, subjects reported that a lack of support 

from coworkers was the difference between a good day and a bad day, and that it was 

never the juveniles that created a bad day for staff; it was their coworkers.  Based on this 

finding, it is vital that administrators stress the importance of not only working as a team, 

but also the importance of respecting fellow staff members, especially in front of youths.  

To do this, administrators should encourage supervisors to demonstrate this type of 

behavior every day and stress the importance of it during trainings, especially the impact 

it can have on the residents; several staff members discussed how the youthful offenders 

can easily detect bad feelings among staff.   



vii 
 
 

DEDICATION 

This dissertation is lovingly dedicated to Elizabeth M. Runkle who loved without 

condition and always gave of herself, selflessly, to her family and friends.   

  



viii 
 
 

ACKNOW LEDGEMENTS  
 

I wanted to do research in criminal justice because when I working as a frontline 

staff member at a juvenile detention facility, I felt there were serious problems at that 

facility ranging from coworker relationships to program implementation.  When I started 

graduate school, I took research methods with John Goldkamp.  In his class, we critiqued 

a lot of research.  I found this to be a depressing endeavor that always made me wonder 

what the point of research was since it seemed so hard to get it right.  Eventually, by 

seeing the practical use that the research of several faculty members in the Criminal 

Justice Department here at Temple University had, it became clear that there were very 

good reasons to do research, despite methodological issues.   It is my sincerest hope that 

this study will be used by juvenile correctional practitioners; otherwise, I had no purpose 

in doing it.  This brings me to my first three acknowledgements. 

I wanted to work with Phil Harris, my committee chair, for two reasons.  

Generally, heôs just a cool and interesting man.  But the main reason I wanted to work 

with him was because he does research with people working in the field of juvenile 

justice.  And, they adore him.  They refer to him lovingly as Dr. Phil.  It is rare to find 

practitioners who embrace academics and their ideas the way they embrace Phil and his 

ideas.  Clearly, there is something great about him.  I cannot thank him enough for 

agreeing to work with me, and for being so patient with me.  I know it was a long road, 

but hopefully it was worth it. 

 



ix 
 
 

I am especially grateful to Delawareôs Division of Youth Rehabilitative Servicesô 

(DYRS), Assistant Director, Alison McGonigal.   Thanks to Alison, the data collection 

for this study took place within six months.  She met with supervisors, explained the 

study, and got them to quickly get staff members involved.  To my great and unexpected 

surprise, she welcomed this study with open opens. 

Without the frontline staff members at DYRS, this study could not have 

happened.  It was a great experience meeting and getting to know several of the staff 

members who work with Delawareôs juvenile offenders on a daily basis.  Hearing how so 

many of them were dedicated to working with at-risk youth reinforced the importance of 

my study.  It made me proud to know I was trying to help such a valuable group of 

individuals.  I specifically want to thank Ty (Tynisha Downing) ï yes, she gave me 

permission to use her real name.  Her commitment to working with ñtroubledò (as I type 

those quotes, I see her making sarcastic air quotes with her fingers and giving me a sly 

smile) kids is wonderfully inspiring.  When I first met her, she was one of the few people 

I interviewed who walked in looking as if she did not want to be there, a feeling that 

changed within a few short moments.  Presently, we rarely go for more than a few days 

without emailing each.  Thank you for letting me interview you and for sharing with me 

openly and honestly the good and bad side of your job.  You are truly an inspiration.   

I had the privilege of working with several faculty members in Templeôs Criminal 

Justice Department as either a teaching or research assistant.  I cannot thank them enough 

for all of the wisdom and knowledge they instilled upon me.   I do need to single out Dr. 

Harland and his family.  I loved being Dr. Harlandôs student and TA.  Sorry I had a hand 



x 
 
 

in your getting beat up in Nashville (not literally, but he did tell his undergraduate 

students that it was my fault).  Thank you for sharing Romeo with me when you went on 

holidays.  It was my great pleasure to be his dog sitter.   

Taking graduate classes in Templeôs Criminal Justice Department is, well letôs 

just say, stressful.  I only need to say to graduate students in that department, ñI cried 

myself to sleep many a nightò and they nod in an understanding way.  During my 

graduate coursework, I developed several friendships:  Pat M., Jaime H., Marie, The 

Chris, Travis, Cheryl, and many more.  I especially need to thank Chris Kelley.  The 

constant support and encouragement that he and his wife, Jamie Fader, gave me 

throughout the process of writing my dissertation meant a great deal to me.   There were 

many times when I felt like giving up (specifically when my first sample backed out of 

participating), but they reminded me that this study was important and encouraged me to 

find a new sample.  Thank goodness!   

I especially need to thank the remaining members of my dissertation committee:  

Marsha Zibalese-Crawford, Jen Wood and Matthew Hiller.  I did not meet Marsha until 

the day of my defense because she was the external reviewer, but I certainly wish I had 

met her years ago.  I was so excited that Jen Wood agreed to be on my committee.  She 

was pivotal in getting me to really tap into the many ways my study contributed to the 

field of juvenile corrections.  What took me several months to see, she was able to see 

within one reading of my results.  Matt has been a mentor to me twice in my graduate 

career, and generally, a valued friend.  I cannot thank him enough for not only agreeing 

to work with me on my 601 paper, but again on my dissertation.  For my dissertation, he 



xi 
 
 

spent every single Monday in the month of February to help my statistically-challenged 

butt finish.  He certainly did not need to do that, but he did.   

I have been extremely fortunate to have become an honorary family member of 

the Kutz-Smith family:  Ellen, Steve, Jacob, Asher, Gem and Scout.  Thank you for so 

many things, but mostly for making me feel like family wasnôt very far away.    

While earning my masterôs degree at Temple, I met many people (and their 

families) that have become lifelong friends.  The Aspen Street Girls, JMac and Jamie, 

The Troicki Family, Dan and Erin Lehman (I wouldnôt have survived graduate school 

without you two), Ellen Volpe, Nick Peterson, Chris and Denise, Amy and Jeremy, 

Anne-Marie, The Commons, The Benders, and Luke and Marjory Russell and many 

more.  Thank you for all the friendship and support. 

I must mention my family and friends outside of Temple University and 

Philadelphia.  Kendra Boochie, Beth Fisher, Kristen Taylor, and Aunt Peggy, whose 

support, friendship and love ï and mostly the fact that you were often available for 

venting sessions, I could not have done without.  To my parents, aunts, uncles and many, 

many cousins, I know most of you referred to me as a ñprofessional studentò and maybe 

did not really understand what I was doing, but thank you for loving me and supporting 

me in your own way.  To my many friends I met while at Penn State (mostly all you band 

geeks) and those of you I met while living in State College after I graduating from Penn 

State, thanks for all your love, friendship and support ï and sharing a drink with me when 

we had time.  I love you guys, and the hardest part of living in Philadelphia is not getting 

to see my non-philly family and friends on a regular basis. 



xii 
 
 

The last two semesters of my dissertation work were especially hard on both my 

husband, Jeff Thompson, and my one year old son, Emerson.  Emerson had become 

accustomed to having his mommy there by his side day after day around the clock.  But 

when it came time to collect interviews and finish writing this beast of a paper, Jeff 

stepped in for me while also working a full-time job that required him to work the 

nightshift four days a week.  We were all cranky and exhausted those days Jeff had to 

cover for me as a mommy, but he stayed positive and encouraging throughout.   For that, 

and so many, many reasons, I love him. 

  



xiii 
 
 

TABLE OF CONTENTS 

ABSTRACT ................................................................................................................................................. iii 

ACKNOWLEDGEMENTS ....................................................................................................................... viii 

LIST OF TABLES ...................................................................................................................................... xv 

LIST OF FIGURES .................................................................................................................................... xvi 

CHAPTER 1:  INTRODUCTION ................................................................................................................ 1 

Juvenile Corrections and Turnover Rates ........................................................................... 2 

Impact of Turnover ............................................................................................................. 4 

Methods .............................................................................................................................. 7 

Model Specification ............................................................................................................ 9 

Implications ...................................................................................................................... 12 

CHAPTER 2: THEORY AND LITERATURE REVIEW ......................................................................... 16 

Employee Turnover Theory and Cybernetic Theory ........................................................ 16 

Literature Review ............................................................................................................. 21 

Turnover and Intentions to Leave ..................................................................................... 22 

Predictors of Intention to Leave and Voluntary Turnover ................................................ 25 

Individual Characteristics ...................................................................................... 26 

Perceptions of the Work Environment .................................................................. 30 

Stress ..................................................................................................................... 33 

Work Attitudes ...................................................................................................... 35 

External Market Factors ........................................................................................ 39 

Summary of the Gaps in Employee Turnover Studies ...................................................... 51 

Hypotheses ........................................................................................................................ 53 

CHAPTER 3:  METHODS ......................................................................................................................... 57 

Guiding Questions ............................................................................................................ 57 

Setting ............................................................................................................................... 57 

Overview of the Research Design, Data Collection, and Measures ................................. 58 

Administrative Survey ........................................................................................... 60 

Staff Interviews ..................................................................................................... 61 

Stage 3: Staff Surveys ........................................................................................... 67 

Analysis ............................................................................................................................ 79 



xiv 
 
 

CHAPTER 4: QUALITATIVE RESULTS ................................................................................................ 88 

Facility and Subject Descriptions ..................................................................................... 89 

Themes that Led to New Variables ................................................................................... 92 

Variables and Hypothesis Stemming from Interviews ..................................................... 98 

CHAPTER 5:  QUANTITATIVE RESULTS .......................................................................................... 101 

Descriptive Statistics ....................................................................................................... 101 

Bivariate Correlations ..................................................................................................... 108 

Hypotheses Testing ......................................................................................................... 112 

CHAPTER 6:  INTEGRATION AND ELABORATION ........................................................................ 130 

Turnover Rates ................................................................................................................ 130 

Predictors of Intentions to Leave .................................................................................... 132 

Stress, Job Satisfaction, and Organizational Commitment .................................. 132 

Race/ethnicity and Organizational Culture.......................................................... 141 

Explaining Low Voluntary Turnover Rates .................................................................... 150 

CHAPTER 7:  IMPLICATIONS AND LIMITATIONS .......................................................................... 152 

Theoretical and Research Implications ........................................................................... 152 

Turnover Rates .................................................................................................... 152 

Testing the Full Model of Employee Turnover ................................................... 153 

Job Embeddedness and the Employment Opportunity Index .............................. 153 

Importance of Using a Mixed-Method Design .................................................... 155 

Policy Implications ......................................................................................................... 156 

Job Satisfaction and Organizational Fit ............................................................... 156 

Commitment to Youth ......................................................................................... 158 

Limitations and Future Recommendations ..................................................................... 160 

CHAPTER 8:  CONCLUSION................................................................................................................. 165 

REFERENCES ......................................................................................................................................... 167 

APPENDIX A:  IRB APPROVAL ........................................................................................................... 187 

APPENDIX B:  CONSENT FORMS ....................................................................................................... 189 

APPENDIX D:  ADMINISTRATIVE SURVEY ..................................................................................... 200 

APPENDIX E:  STAFF SURVEY ........................................................................................................... 204 

 



xv 
 
 

 

LIST OF TABLES  

Table 1:  Goal of Each Stage of Data Collection ...............................................................59 

Table 2:  Final Variables used in the Model of  

 Juvenile Correctional Staff Turnover..................................................................71 

Table 3:  Descriptive Statistics for Individual Characteristics .........................................104 

Table 4:  Descriptive Statistics for Scales/Items ..............................................................105 

Table 5:  Bivariate Correlation Matrix .............................................................................110 

Table 6:  OLS Regression Analysis Hypothesis 1 ...........................................................113 

Table 7:  OLS Regression Analysis Hypothesis 2, 

 Organizational Commitment as Outcome .........................................................114 

Table 8:  OLS Regression Analysis Hypothesis 2, 

 Intentions to Leave as Outcome ........................................................................114 

Table 9:  OLS Regression Analysis Hypothesis 3 ...........................................................115 

Table 10:  SEM Analysis Direct Effects Hypothesis 1, 2, and 3 .....................................117 

Table 11:  SEM Analysis Indirect Effects Hypothesis 1, 2, and 3...................................118 

Table 12:  OLS Regression Analysis Hypothesis 4 .........................................................120 

Table 13:  OLS Regression Analysis Hypothesis 5 .........................................................122 

Table 14:  SEM Analysis Direct Effects Hypothesis 4 and 5 ..........................................124 

Table 15:  SEM Analysis Indirect Effects Hypothesis 4 and 5........................................125 

Table 16:  OLS Regression Analysis Hypothesis 6 .........................................................126 

Table 17:  SEM Analysis Direct Effects Hypothesis 6 ....................................................128 

Table 18:  SEM Analysis Indirect Effects Hypothesis 6 .................................................128 

 



xvi 
 
 

 

 

LIST OF FIGURES 

Figure 1:  Lambertôs 2001 Theoretical Framework for  

 Correctional Officer Turnover ...........................................................................17 

Figure 2:  Lambertôs 2001 Modified Theoretical Framework for  

 Correctional Officer Turnover ...........................................................................55 

Figure 3:  Structural Equation Model 1 .............................................................................86 

Figure 4:  Structural Equation Model 2 .............................................................................87 

Figure 5:  Structural Equation Model 3 ...........................................................................100 

Figure 6:  Racial Comparison of Sample and Total Population ......................................102 

Figure 7:  Gender Comparison of Sample and Total Population .....................................103 

Figure 8:  SEM Analysis Hypotheses 1, 2, and 3 ............................................................116 

Figure 9:  SEM Analysis Hypotheses 4 and 5 .................................................................123 

Figure 10:  SEM Analysis Hypothesis 6 ..........................................................................127 

 

 

  



1 
 
 

CHAPTER 1:  INTRODUCTION  

Because less information is available about turnover among juvenile staff 

members than those working in adult correctional facilities, this study provides the field 

of juvenile corrections with an in-depth understanding of the factors leading to turnover 

among staff members.  Furthermore, although turnover among juvenile correctional staff 

is believed to be high, few reports or studies are available with this information.  

Therefore, another important goal of this study was to provide the field with rates of 

turnover among juvenile staff in Delaware.  In order to advance the understanding of the 

turnover process among juvenile correctional staff, a modified version of Lambertôs 

(2001) model of correctional staff turnover was tested and detailed interviews with 

juvenile correctional staff were conducted.   

In adult correctional facilities, administrators face high levels of staff turnover, 

averaging around 20 percent annually (American Correctional Association, 2004; Benton, 

Rosen, and Peters, 1982; Blakely and Bumphus, 2004; Contact Inc., 1987; Delprino, 

2002; Dennis, 1998; Hepburn, 1989; McShane, Williams, Schichor, and McClain, 1991; 

National Institute of Law Enforcement and Criminal Justice,1978; Wright, 1993).  

Turnover rates for staff working in juvenile correctional facilities have not been reported 

on a regular basis.  In the only national survey to report turnover rates for juvenile 

correctional staff, the National Institute of Law Enforcement (1978) reported that the 

average annual voluntary turnover rate for juvenile correctional staff was 37.2 percent, 

considerably higher than the rate for adult facilities.   
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Juvenile Corrections and Turnover Rates 

The type of facility and types of youthful offenders at juvenile facilities can affect 

turnover among juvenile correctional staff by adding stress to an already difficult job.  

Juvenile facilities can be secure or nonsecure.  Secure facilities are much like adult 

prisons, with perimeter fences or walls and surveillance.  However, the security is often 

similar to that found in minimum security adult prisons.  Nonsecure facilities generally 

rely on staff to provide security, rather than fences, walls and surveillance equipment. 

These facilities are referred to as ñstaff secureò facilities.  Although the specific security 

measures vary across facilities, they generally include perimeter checks, taking periodic 

counts of the youth in custody and maintaining an adequate staff to juvenile ratio.       

 The responsibilities that juvenile staff members face are challenging and stressful.  

As in adult residential institutions, juvenile residential facilities are almost completely 

dependent upon staff, not on machines or computers, to meet their goals and objectives 

(Archambeault and Archambeault, 1982; Archambeault and Fenwick, 1988; Benton et 

al.,1982; Mitchell, MacKenzie, Styve, and Gover, 2000).  As such, juvenile staff 

members are vital to the daily operations of juvenile facilities (Inderbitzin, 2006; Marsh 

and Evans, 2009), especially in terms of rehabilitation (Abrams, 2006; Abrams, Kim, and 

Anderson-Nathe, 2005; Inderbitzin, 2006; Langdon, Cosgrave, and Tranah, 2004).  

Because the staff members often spend sustained periods of time with the same youth 

(Crawley, 2004), the lives of the juveniles and the staff become intertwined (Inderbitzen, 

2006).  The staff members naturally assume several roles, often serving as parents, 

counselors, coaches, friends, and guardians (Bell, 2000; Inderbitzin, 2006).  Essentially, 
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staff members are the main adult influences many of the youths have in their lives during 

periods of residential placement (Bell, 2000; Marsh and Evans, 2009).  

Staff also struggle with a lack of resources, lack of training, and structural 

constraints (Crawley, 2004; Gordon, Moriarty, and Grant, 2003; Mitchell et al., 2000).  

The juvenile justice system has changed its philosophy in recent years from one that is 

predominantly rehabilitative to one based on deterrence and retribution (Al tschuler and 

Brash, 2004; Bernard, 1992; Inderbitzin, 2006). Yet, many institutions still attempt 

rehabilitative efforts.  Not only do staff members have to balance the conflicting 

philosophies of punishment and rehabilitation, they are also expected to cope with their 

emotions and the emotional turmoil of youthful offenders (Crawley, 2004).  This can 

prove to be especially stressful when dealing with a large number of impulsive, poorly 

socialized, ñhormonally chargedò youths (Inderbitzen, 2006, p. 433). 

Studies assessing and providing turnover rates for juvenile staff are rare (Mitchell 

et al., 2000).  Most of the research in corrections on staff turnover has been conducted on 

adult correctional officers (Benton et al., 1982; Camp 1994; Camp, Saylor, and Gilman 

1994; Jacobs and Grear, 1977; Jurik and Winn 1987; Lambert 2006; Slate and Vogel 

1997; Stohr et al., 1992) or on adult and juvenile officers combined (ACA, 2004).  Of the 

six studies
2
 that have looked at turnover in juvenile facilities, only three have reported 

turnover rates for juvenile staff.  Wright (1993) reported a turnover rate of 20 percent 

annually (Wright, 1993).  The National Institute of Law Enforcement (1978) found that 

37.2 percent of juvenile staff quit annually.  However, both of these studies are dated, and 

                                                           
2
 The other studies looked at intentions to leave and did not gather data on rates of actual quitting.   
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Wright (1993) only reported staff turnover rates for one short-term detention facility in a 

large metropolitan area on the West Coast of the United States.  A more recent study 

reported a voluntary turnover rate of 23 percent (Minor, Wells, Angel, and Matz, 2011).  

However, that study assessed turnover at only two juvenile detention facilities in the 

same county, and the sample consisted solely of new hires (i.e., only two months after 

completing training), which allows little time for job satisfaction or organizational 

commitment to develop (Minor et al., 2011). 

Impact of Turnover  

High turnover among juvenile correctional officers negatively affects these 

organizations by disrupting staff teams and increasing the costs of staff training.
3
 More 

importantly, high rates of staff turnover can undermine the ability of staff to function 

effectively in their rehabilitative efforts.  This can happen in a number ways: remaining 

staff may experience increased stress, therapeutic relationships essential to effective 

treatment will likely be broken, implementation of evidence-based programs may be 

undercut, and the overall safety of the facility can decline (Cascio, 1991).   

One of the main roles of juvenile staff is that of counselor.  Research has shown 

that positive relationships, marked by trust and respect, between staff and youth 

significantly affect how juvenile offenders experience rehabilitative efforts (Abrams, 

2006; Abrams et al., 2005; Inderbitzin, 2006; Langdon et al., 2004).  The bond that 

develops between counselors and clients is called the therapeutic relationship.  This bond 

                                                           
3
 Earlier studies have estimated that the cost to hire and train a new staff member can range from $10,000 

to $20,000 (McShane, Williams, Shichor, and McClain, 1991).  This amount is likely to be much higher in 

the current economy. 



5 
 
 

has been shown to be vital to the recovery of subjects (Bell, Montoya, and Atkinson, 

1997). 

Research on therapeutic relationships in corrections has focused on adult inmates 

and in therapeutic communities in particular.  One such study found that when there are 

high rates of staff leaving, remaining counselors could not provide the necessary 

treatment to all of the residents because of the added stress of trying to cover the 

workload of the counselors who left (Garland, 2002). Furthermore, they felt as though the 

sense of trust and community among counselors and clients that is integral to 

rehabilitation programs had been broken.  In another facility where nearly the entire staff 

of counselors was replaced, a counselor stated, ñWe were working harder, not smarter, 

and getting poorer resultsò (Saum, OôConnell, Martin, Hiller, Bacon, and Simpson, 2007, 

p. 1176).   

High turnover of frontline staff affects the residents directly.  Saum et al. (2007) 

reported that clients found it easier to fade into the background, ñbuck the system,ò or 

ñget overò on new counselors.  In addition, many reported that they ñtuned outò more 

easily because they did not feel staff really knew who they were.  And finally, one client 

stated, ñThey donôt care about us.  They come out and do a group and then go back to 

their office and do paperwork.  And all these guys go right back to being dope fiends,ò 

(Saum et al., 2007, p. 1175).  If adults react this way, one can imagine the effects high 

staff turnover has on juveniles. They might ñact outò in any number of ways to get 

attention or harm themselves or someone around them.  One way to think about this 
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situation is to view it in terms of how children tend to behave differently at school when 

there is a substitute teacher.   

Although there are no studies that have looked specifically at the effects of staff 

turnover on the therapeutic relationship, there is research that focuses on the bonds 

between juvenile staff members and youthful offenders.  For example, Inderbitzen (2006) 

followed a number of juvenile staff members who worked at a large maximum security 

facility, where they housed violent male offenders.  The author stated that staff members 

set the overall tone of the institution and had a direct impact on any strides made by 

youth.  Furthermore, Inderbizten (2006) argued that the youth were perfectly aware of the 

importance of having quality staff.  One of the residents wrote a letter to a staff member 

after he had been released, arguing that because the system does little to help the 

children, juvenile facilities should make it a top priority to have more staff that care and 

can empathize with them. 

Evidence-based programs are, by definition, effective at reducing recidivism 

among youthful offenders.  However, such programs must hire and maintain quality staff 

for these types of interventions to work effectively.  In fact, research on evidence-based 

programs found that when they are implemented with qualified staff, the residents 

improve.  However, when unqualified staff deliver the services, the residents are much 

more likely to recidivate (Barnoski, 2004).  

A decrease in the overall safety of the facility is another possible consequence of 

having high levels of staff turnover (Camp, 1994; Mitchell et al., 2000).  This can happen 

in a number of ways.  First, new staff members may not have the capacity to balance 
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learning their many roles with the need to be readily aware of security issues.  This is 

crucial in a correctional setting, as they have the potential to be dangerous places.  

Second, research has shown that higher turnover can have a negative impact on the lines 

of communication and social networks among staff (Lambert, 2001).  Maintaining lines 

of communication and social networks among staff is crucial to establishing the trust that 

is necessary between staff members to maintain facility safety.  Current staff will need to 

adjust to new staff, regardless of whether the new person is adjusting quickly to security 

precautions.  This has the potential to significantly influence the overall safety of the 

facility.   

Finally, high rates of turnover among staff can put remaining staff at an increased 

risk for stress, which can lead to burnout.  Correctional facilities are already a stressful 

place to work without the added stress of remaining staff compensating for those who 

leave, while also having the extra burden of training new staff.  Stress can have a serious 

negative effect on a personôs overall health (Cheek and Miller, 1983; Cullen, Link, 

Wolfe, and Frank, 1985; Honnold and Stinchcomb, 1985; Mobley, 1982) and if it persists 

overtime, it can lead to staff burnout (Garland, 2004).   Burnout is when a person has 

become exhausted, worn out, or is unable to respond to an overload of demands 

(Freudenberger, 1974).  Staff members who experience this on a regular basis could 

dramatically reduce the effectiveness of the program.    

Methods 

The methods and model specification for this study (discussed in detail in the next 

section of this chapter) were guided by both the employee turnover literature on 
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correctional workers as well as the larger body of employee turnover literature.  Research 

on employee turnover has been conducted for decades on a variety of occupations 

ranging from car salesmen to nurses.  This body of research has guided research on 

correctional officer turnover since the 1980s.   

The current study used a mixed-methods research design integrating both 

qualitative and quantitative means to collect data.  There are many ways to combine 

qualitative and quantitative methods (see Osborne, 2008 and Palinkas, Horwitz and 

Hulrburt, 2011 for examples).  For this study, it was necessary to conduct interviews first 

and then proceed to the quantitative surveys.  This research design was appropriate 

because there is evidence from the larger body of employee turnover studies that different 

workforces may have different factors that influence employeesô decisions to quit (Sager, 

Griffeth and Hom, 1998).  Therefore, the logical choice was to conduct interviews with 

juvenile correctional officers prior to administering the survey that was created based on 

previous studies of employee turnover.  The assumption was that juvenile correctional 

officers are different than other types of workers, even adult correctional officers, when it 

comes to reasons for employee turnover.   

Data collection included: 1) an administrative survey from Delaware Stateôs 

Division of Youth Rehabilitative Services (DYRS) personnel department, 2) qualitative 

interviews with staff members from five of Delawareôs six state-run facilities, and 3) 

surveys of staff members across five of the institutions.  This study began by a sending 

survey to personnel administrators.  The main objective of the administrative survey was 
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to obtain the voluntary turnover rates (percentage of employees who quit on their own 

volition each year) for the frontline staff. 

The second stage of data collection was interviews with 14 staff members from 

five residential facilities run by Delaware State.  Interviews were conducted in the second 

stage for three reasons:  (1) to uncover predictors of intentions to leave not identified in 

the literature, (2) to assist in model specification and (3) to provide a richer understanding 

of intentions to leave employment.   

 The last stage of data collection was survey data from juvenile staff members in 

facilities across Delaware.  Frontline staff members were able to choose between a paper-

and-pencil survey or an online survey administered through www.surveymonkey.com.  

The surveys included questions used in prior studies of intentions to leave in order to test 

Lambertôs 2001 model, with additional questions added to measure stress, Job 

Embeddedness and the EOI which stems from cybernetic theory.  Other questions in the 

survey asked staff members to provide information on personal characteristics, perceived 

dangerousness, their attitude towards their job (job satisfaction and organizational 

commitment) and their intentions to leave.  These data were used to predict intentions to 

leave employment among juvenile correctional staff.    

Model Specification 

Variables found to be related to employee turnover and intention to leave from the 

larger body of turnover studies have been classified into four domains in the empirical 

literature: individual characteristics, work environment characteristics, job attitudes, and 

http://www.surveymonkey.com/
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external market factors (Cotton and Turtle, 1986; Hom and Griffeth, 1995).  From these 

general categories, a number of different models for explaining employee turnover have 

been created.  Lambert (2001) reviewed the larger body of turnover literature, paying 

particular attention to corrections-based studies, and proposed a causal model for 

turnover among correctional staff to guide future research.   

Lambert (2001) proposed that both individual factors (such as age, gender, race 

educational attainment, and tenure) and work environment factors (such as input into 

decision making and perceived dangerousness) would indirectly influence intentions to 

leave through job attitudes (peoplesô overall satisfaction with the job and their overall 

commitment to the organization) and job attitudes, in turn, would have direct effects on 

intentions to leave employment.  External market factors were also proposed to have a 

direct effect on intentions to leave, independent from job attitudes.  Furthermore, 

Lambert (2001) proposed that job satisfaction would be an antecedent to organizational 

commitment.   

 This study used the model proposed by Lambert to assess intentions to leave 

among juvenile correctional staff, with a few modifications (See Figure 1 in Chapter 2 for 

Lambertôs original model and Figure 2 in Chapter 2 for the modified model).  The 

relationship between external market factors and turnover is an area that is underexplored 

in the correctional turnover literature.  In Lambertôs 2001 model, he argued for using a 

perception-based measure of external market factors.  In a later study, a single item was 

used to measure individualôs perceptions of the external market (see Lambert and Hogan, 

2009).  Griffeth et al., (2005) argues this is not the best way to measure external market 
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factors because peopleôs knowledge of the market may be more or less accurate based 

upon whether or not they have attempted to search for a new job.  Some employees will 

be at different stages of the job search, each providing varying levels of information 

about the individualôs job market.  Those who are further along in their job search will 

have a better idea of the reality of the market.  The final stage of the job search would 

include having a job offer in hand.  In this study, the EOI was used to differentiate 

between staff who have a viable job offer and those who ñthinkò it would be easy for 

them to find a better job.   

 Another modification to Lambertôs model was to incorporate family- and 

community-relevant variables. Lambertôs (2006) follow-up study included measures for 

family that assessed the conflict created between work and family demands and how they 

affected work attitudes (specifically, job satisfaction and organizational commitment).  

However, Lambert found no significant relationship between the family-work related 

conflict and work attitude measures.  As suggested by other researchers, this could be an 

instance of poor measurement choice or model misspecification.  To address this, the 

current study included Job Embeddedness, created by Mitchell et al. (2001).  Job 

Embeddedness refers to ñthe extent to which people have links to other people or 

activities, the extent to which their jobs and communities are similar to or fit with the 

other aspects in their life spaces, and the ease with which links can be broken-what they 

would give up if they left, especially if they had to physically move to other cities or 

homesò (Mitchell et al., 2001, p. 1104).   
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 The final modification to Lambertôs original model is with regard to stress.  

Lambert initially proposed that stress was a characteristic of the work environment.  

However, in his research on intentions to leave among correctional officers, he found job 

stress predicted job satisfaction and organizational commitment (Lambert, 2006).  Based 

on the results from that study, he proposed that job stress could be indirectly related to 

intentions to leave through job satisfaction and organizational commitment.  The current 

study tested the indirect effects of stress on intentions to leave through job satisfaction. 

Implications 

 This study has implications for both the juvenile correctional literature and the 

larger body of literature on employee turnover, as well as practical implications for 

juvenile administrators.  For the correctional literature, this study expanded the 

understanding of intentions to leave and turnover in two main ways.  First, because very 

little is known regarding rates of employee turnover for frontline staff working in 

juvenile facilities, the current study provides important data on the turnover rates 

collected through an administrative survey
4
.  Second, this study used one of the most 

comprehensive theoretical frameworks of intentions to leave available.  This specific 

theory has never been tested on juvenile justice personnel.  Therefore, the current study 

represents the most comprehensive study of intentions to leave employment among 

frontline staff in juvenile correctional facilities to date. 

                                                           
4
 The actual turnover rate was not used as the outcome variable.  This will be further discussed in the 

methods section.   
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 This study adds to the larger employee turnover literature in three main ways.  

First, methodologically, this study enhanced current practices in the larger turnover 

literature by including qualitative interviews.  Qualitative interviews not only provided a 

richer picture of how an individualôs decision making process unfolds regarding oneôs 

intentions to leave a given facility, but also uncovered a new predictor of intentions to 

leave for this workforce.  Second, this study was one of the few to use Griffeth et al.ôs 

(2005) Employment Opportunity Index.  Few studies have looked at how individualsô 

perception of the job market evolves as they search for a new job and how this may affect 

their intentions to leave.  By using this particular measure, this study was able to find out 

more about the job market for juvenile correctional officers.  And finally, this study 

examined Job Embeddedness which assessed how aspects of the work environment, 

family, and community affect intentions to leave for staff members.  Although other 

studies have considered the familyôs impact on employeesô decisions to leave their job, 

few have taken into account the impact that both family and community may have on this 

decision. 

The current study also has practical implications for administrators at juvenile 

correctional facilities.  Results from the quantitative portion of this study suggest that if 

administrators want to keep valued employees, it is important for those employees to feel 

as though they fit with organizational culture of the institution.  One important aspect of 

the organizational culture stemming from the qualitative interviews that was brought to 

light was the importance of having a thick skin.  Having a thick skin was important not 

only in terms of being able to respond positively to negative things  the youth may say to 
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staff members, but more so to what other staff members may say to their coworkers.  

Couple this with statements from staff members who were interviewed that coworker 

support was important in that it could make someoneôs day good or bad, and it is clear 

that administrators should pay close attention to fostering and maintaining positive lines 

of support between staff members.   

 In the following pages, Chapter 2 begins by explaining two theories that have 

been used to guide research on employee turnover.  Next, it expands upon the literature 

review, emphasizing how Lambertôs model of correctional officer turnover will be 

modified to assess staff turnover for frontline staff members at Delawareôs juvenile 

correctional facilities.  This is followed by a summary of the main findings from research 

on employee turnover theory, focusing on existing gaps.  It ends with a presentation of 

five hypotheses for this study. 

 Chapter 3 presents the methodology of this study.  It begins by restating the two 

main questions that guided this research.  It goes on to discuss the setting, the 

participants, the three stages of the study and the variables that were used to assess 

intentions to leave among this population of workers.  It ends by presenting the analysis 

that was used for the quantitative portion of this study.    

 In Chapter 4, results from the qualitative portion of this study are presented.  It 

begins by briefly presenting the overall findings from the qualitative interviews.  Then it 

goes into detail about the sample and the facilities in which the sample of frontline staff 

members work.  Next, it gives an in-depth presentation of three new concepts that were 

discovered.   It ends by summarizing the important findings and presents one additional 
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hypothesis stemming from the interviews.  Chapter 5 presents the significant findings 

from the quantitative portion of this study.   First, the bivariate correlations are presented.  

This is followed by presenting the results of the OLS regression and SEM analyses along 

with their corresponding hypotheses.  It concludes by discussing which of the SEM 

analyses produced the best model of intentions to leave for this population of employees. 

Chapter 6 integrates and elaborates on the findings from all three stages of data 

collection.  Chapter 7 presents the contributions that this study makes to employee 

turnover theory, cybernetic theory and employee turnover research as well as 

implications for administrators of juvenile correctional facilities.  It also presents the 

limitations of this research.  And finally, in Chapter 8, the main findings and implications 

from this study are highlighted.   
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CHAPTER 2: THEORY AND LITERATURE REVIEW  

This chapter presents the underlying theoretical framework for employee 

turnover, the major components of employee turnover models, and the hypotheses that 

guided this study.  It begins by discussing employee turnover theory as well as cybernetic 

theory which has been used by turnover studies to explain the external market factor 

domain of employee turnover.  The next section discusses the most significant variables 

across employee turnover over models.  The final section introduces the overarching 

hypotheses of this study.   

Employee Turnover Theory and Cybernetic Theory 

The theoretical framework used to guide employee turnover studies typically 

focus on four primary domains of predictors of intentions to leave and employee 

turnover:   individual characteristics, the work environment, work attitudes, and external 

market factors (Lambert, 2001; Hom and Griffeth, 1995).  As shown in Lambertôs (2001) 

theoretical framework for correctional officer turnover (Figure 1 below), intentions to 

leave is the only construct proposed to affect voluntary turnover directly.  A common 

assumption in social psychological models that examine attitude-behavior consistency is 

that individuals act in accordance with their intentions (c.f., The Theory of Reasoned 

Action; Ajzen and Fishbein, 1980).  The remaining constructs are believed to influence 

quitting through intentions to leave.    
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Figure 1:   

Lambertôs 2001 Theoretical Framework for Correctional Officer Turnover  
 

 

In Lambertôs model, characteristics of the person include age, gender, race, 

educational level and tenure (how long the person has worked at the job).  Individual 

characteristics have a direct relationship with work attitudes which, in turn, affect 

intentions to leave.  The work environment (characteristics of the job such as perceived 

levels of dangerousness and stress) is believed to affect intentions to leave through work 

attitudes.  In general employee turnover theory (and in the above model), the main work 

attitudes are job satisfaction and organizational commitment.  Peopleôs attitudes about 

work are argued to have a direct relationship with intentions to leave.  And finally, 

external market factors directly influence a personôs intentions to leave.  However, the 

above theoretical framework has been criticized for its failure to adequately explain the 
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relationship between turnover and external market factors.  One theory that has emerged 

as a viable option is Cybernetic Theory
5
 (Steel, 2001).   

 Cybernetic theory is based on the assumption that humans as decision-makers 

have a limited capacity to handle data (Steinbruner, 1974).  When people are thinking 

about leaving their current job for a new one, there are many pieces of information to 

consider, such as what kind of job, will the change affect their family members, will 

moving be involved, where should they start to look for a job and whether the work will 

be less stressful.  This theory attempts to explain how humans handle large amounts of 

information when an important decision is at hand.  Essential to this theory is the function 

of self-regulating systems which have sensing and adjustment capabilities (Bozeman and 

Kacmar, 1997).  Feedback (or information) received from the environment is used to 

regulate actions (Bozeman and Kacmar, 1997; Steinbruner, 1974).  More importantly, the 

feedback is compared to a reference standard.  In the example above, the referent is the 

personôs current job.  Balance within the system continues as long as feedback and the 

referent are consistent. Imbalance in oneôs career could happen if it is discovered that 

there is a better paying, less stressful job available in their field.  When people come 

across a divergence (positive or negative) between the feedback and the referent, then 

some form of adaptive reaction is needed.   In the case of a career change, when people 

hear a better job in terms of pay and less stress exists in their field, an adaptive reaction 

might be to apply for that better job.       

                                                           
5
 In the present study, Cybernetic Theory is presented in order to explain the choice for using a new 

measure of the external market factors. 
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In Cybernetic theory, units of information from the environment are organized 

into hierarchical systems (Steinbruner, 1974). In this study, information about the 

external labor market is viewed as a multilayered object and organized in a hierarchy. 

The extent to which each layer is fixed within the hierarchy rests on two factors: (1) the 

potential usefulness of the information for the person and (2) its ease of access (Steel, 

2001).  More useful information requires greater effort to obtain.  For example, an 

individual paying closer attention to the current unemployment rate while listening to her 

regular newscast is arguably exerting less effort in finding out information about the job 

market than a person scanning the classified section of the newspaper for a job 

specifically within oneôs field.  Furthermore, when an individual goes to a job interview, 

the person is displaying a more committed effort to obtain specific information about her 

job market as this act requires much more time, mental preparation and physical exertion. 

Although some individuals may advance quickly through the job search process, 

others may proceed more slowly, and some may continue as passive scanners.  The pace 

of progress among decision makers is affected by ñselective attention.ò  Selective 

attention refers to the idea that decisions will vary depending on information they select 

to focus on (Carver and Scheier, 1981).  Affecting an individualôs selective attention are 

the various sources of feedback including those newly learned sources of information 

regarding the job market, work attitudes, individual attributes, and perceptions of the 

personôs current work environment.  For example, a person could be experiencing 

negative work-related feelings and decide to start paying attention to the unemployment 

rate.  If the feedback regarding the unemployment rate is also negative, then the 
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individual may decide to look for a new job when the employment opportunities increase.  

As discussed next, within cybernetic theory, one can see how the decision to voluntarily 

leave a job can be described as a hierarchy of stages. 

Applying cybernetic theory to voluntary turnover, Steel (2001) developed three 

stages of the voluntary turnover decision-making process.  These stages stem from the 

work of Blau (1993) who suggested that the construct ñjob searchò had two main stages:  

preparatory search and active search.   The first stage in Steelôs hierarchy is ñpassive 

scanning.ò   Information gathered by employees at this stage is easily accessible and less 

reliable.   For example, an employee at this stage may simply start to pay closer attention 

to information describing global market conditions when watching the news.  If the 

person does not like the feedback received at this stage, he or she may decide to stay at 

this stage until the market gets better.  The second stage is ñfocused search.ò  This is 

when employees focus their attention on sources of information that are more specific to 

immediate job opportunities.  At this stage, data collection is more systematic, focusing 

on promising leads found in professional publications.  Individuals in the focused search 

stage have data that are more specific but still abstract.  The final stage of job search is 

ñcontacting prospective employers.ò  Employees at this stage have had formal interviews 

with prospective employers.  Information at this stage will test their established beliefs 

about their employability and allow them to develop realistic expectations.   

As mentioned above, the information an individual receives may prompt adaptive 

action if the feedback and the referent (i.e., oneôs current job) are different.  If people 

think that a new job will  pay more and have better hours, but then they discover that it 
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does not (feedback), they may rethink how they feel about their current job (adaptive 

action).  In terms of voluntary employee turnover, Steel (2001) argued that feedback 

about the job market could elicit several adaptive responses including individuals 

lowering their employment expectations or reassessing their attitudes about their current 

job situation.   

Literature Review 

Currently, the main issue affecting the usefulness of correctional staff turnover 

studies is that they have been found to yield low explanatory power (Hom and Griffeth, 

1995; Griffeth, Hom, and Gaertner, 2000; Mitchell et al., 2001; Steel and Griffeth, 1989).  

This could be due to several reasons.  As discussed, a model of employee turnover was 

created that focuses on four main domains that influence a personôs decision to stay or 

leave a given job.  These include:  individual characteristics, work environment, work 

attitudes, and external market factors.   Many of the studies conducted in both 

correctional settings and in other settings (e.g., hospitals, grocery stores, etcé) have 

either omitted one of the above categories (individual characteristics, perceptions of the 

work environment, work attitudes, or external market factors) or a specific variable 

within those categories, thus limiting information about employee turnover (Lee and 

Mowday, 1987).  Incomplete knowledge about staff turnover may result in inadequate 

recommendations being made to administrators trying to reduce employee turnover.   

A second issue that could be contributing to the low explanatory power is 

inadequate measures of certain variables, in particular external market factors (Griffeth et 

al., 2005; Steel 2001; Trevor, 2001).  Other researchers argue new constructs should be 
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explored (Maertz and Campion, 1998).  For example, Mitchell et al (2001) created the 

construct Job Embeddedness to consider factors both in and out of the work environment.  

As discussed in more detail below, the authors found that Job Embeddedness explained 

more of the variance in intentions to leave than did other variables such as job 

satisfaction and organizational commitment. 

Turnover and Intentions to Leave 

Researchers have recommended that the best outcome measures for studies on 

employee turnover are voluntary turnover (Garner, Knight and Simpson, 2007; Price, 

1977; Mobley, 1982; Price and Mueller, 1986) and intentions to leave (Mitchell et al., 

2000).  Employee turnover has been defined in a number of ways.  For example, in the 

early days of studying employee turnover, Brissenden and Frankel (1922) defined 

turnover as the shift and replacement necessary for maintaining the workforce.  Later, 

Bartholowmew (1971) argued that the replacement of losses was implicit in the term 

ñturnover.ò  As a result, much of the current turnover literature refers to employee 

turnover as the severing of ties between employer and employee (Price and Mueller, 

1986).   To account for the replacement aspect missing from this definition, researchers 

distinguish between turnover that is voluntary and involuntary (Garner et al., 2007; Price, 

1977; Mobley, 1982; Price and Mueller, 1986).  Involuntary turnover refers to when the 

employer initiates the severing of ties between them and their employee (Griffeth and 

Hom, 2001).  Voluntary turnover is when the employee initiates termination of the 

employee-employer relationship (Bluedorn, 1976).  The underlying assumption is that 

when valued employees choose to sever ties, productivity is decreased and additional 
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training expenses are incurred by the employer seeking a replacement.  This assumption 

seems reasonable given that the main practical reason for studying employee turnover is 

to help employers to learn how to retain valued employees (Griffeth and Hom, 2001). 

Intentions to leave is the level of desire a worker has to resign from employment 

within a given period of time (Price and Mueller, 1986).  Initially, intentions to leave was 

used solely as a predictor of voluntary turnover.  However, taking from Greeleyôs (1972) 

work on turnover among priests, a number of graduate sociology students studying 

turnover under James Price at the University of Iowa began using employeesô intentions 

to leave
6
 as their dependent variable.  This decision was made because it can take a year 

or more to gather a useful sample of employees who have left; and many of these 

graduate students were trying to finish their dissertations.  Although that decision may 

have seemed rash, because Greeley provided no evidence that there was a significant 

relationship between intentions to leave and actually leaving; Mobley (1982) gave it 

legitimacy when he used it as an intervening variable in his model.  Mobley (1982) 

argued that intentions to leave was the variable that immediately preceded voluntary 

turnover.  Based on a number of studies conducted in the late seventies, he found that 

when combining intentions to leave with other variables, only intentions to leave was 

significantly related to turnover.  From this, he reasoned that intentions to leave must be 

an intervening variable between work and individual characteristics, work attitudes and 

external market factors.  Since then, researchers studying employee turnover have found 

that intentions to leave is the single best predictor of voluntary employee turnover 

                                                           
6
 The outcome variable in these studies was ñintentions to stay,ò rather than leave.  Both measures are 

meant to assess employees likelihood of cutting employment ties. 
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(Griffeth et al., 2000; Hom and Griffeth, 1995; Cotton and Tuttle, 1986; Steel and Ovalle, 

1984; Tett and Meyer, 1993).   

Several researchers have used intentions to leave as their dependent variable, 

calling it either turnover intentions or intentions to leave (e.g., Mitchell et al., 2000; 

Lambert, 2006).  In fact, some argue that intentions to leave is a better dependent variable 

than turnover when initiating turnover studies in a given workplace.  Arguing from an 

ethical point of view, Griffeth and Hom (2001) noted that surveys normally cannot ask 

employees to identify themselves when administering a questionnaire.  This means that 

researchers would not be able to match initial surveys to follow-up surveys attempting to 

find out who actually quit.   

In terms of implications for administrators, Mobley (1982) proposed a model 

where there were two possible consequences of employees with high intentions to leave:  

quitting and alternative forms of withdrawal from work (like absenteeism).  This suggests 

that when employees have a strong desire to quit their job, but donôt, they may find 

different ways to cope with their unhappiness.  In fact, several studies have found that 

when workers who want to leave cannot, they are absent more often, apathetic, 

disruptive, and reduce the quality of their work (Porter and Steers, 1973; Staw, 1980; 

Steers and Mowday, 1981).        

Along these lines, Dalessio, Silverman, and Schuck (1986) argued that using 

intentions to leave may be a more useful measure for employers dealing with high levels 

of turnover, stating:  
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émore attention should be given to the direct and indirect 

influences of variables on intention to quit as opposed to the actual 

act of turnover. From the employerôs standpoint, intention to quit 

may be a more important variable than the actual act of turnover. If 

the precursors to intention to quit are better understood, the 

employer could possibly institute changes to affect this intention. 

However, once an employee has quit, there is little the employer 

can do except assume the expense of hiring and training another 

employee.  (p. 261)  

 

Additionally, intentions to leave could be a better measure during periods of 

economic downturn, such as the one the U.S. recently experienced because people that 

would normally have left their jobs during this time may feel restricted solely based upon 

the poor market.  To illustrate, in 2007, the U.S. experienced a major economic recession 

from which repercussions are still felt.  According to the Bureau of Labor Statistics 

(2009), in the year ending 1999, the National unemployment rate was 5.1 percent and 

Delawareôs was just over 3 percent.  However, in the year ending 2010, the National 

unemployment had risen to 9.6 percent and Delawareôs was up to 8 percent.  With much 

less potential for moving to new jobs, the study of intentions to leave has significant 

potential for helping employers to develop strategies for re-engaging employees who 

wish to leave.   

Predictors of Intention to Leave and Voluntary Turnover 

As mentioned above, the predictors related to intentions to leave can be classified 

into four primary domains:  individual characteristics, work environment characteristics, 

work attitudes, and external market factors (Cotton and Turtle, 1986; Hom and Griffeth, 

1995).  As discussed in the following pages, the specific variables and measurement of 
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the variables within each of these categories varies across turnover studies.  The 

following sections discuss some of the most commonly used variables within each of 

these domains. 

Individual Characteristics 

In the employee turnover literature, individual characteristics refer to the 

background and demographic characteristics of the employee.  These are usually static 

variables and not easily changed.  Characteristics found to have a significant relationship 

with turnover and intentions to leave in studies of correctional staff include age, race, 

gender, tenure (years working at a given job), and educational level.  However, there are 

also several studies that have found no significant relationship between correctional 

employee turnover and many of these same demographic variables (Lambert, 2006; 

Mitchell et al., 2000).   Consequently, many studies of correctional employee turnover 

have found that individual characteristics are less powerful predictors of intentions to 

leave and voluntary turnover than work environment characteristics and work attitudes 

(Lambert, 2001; Mitchell et al., 2000; Porter and Steers, 1973).   

In employee turnover studies, age usually shows a negative relationship with 

intentions to leave and turnover.  Younger employees may have fewer reasons, such as 

providing for a family or having a greater number of entry-level positions available to 

them, to be dependent on a given job.  Likewise, higher levels of intentions to leave and 

turnover among younger employees are expected because younger workers often have 

inaccurate expectations about jobs due to their inexperience in the workforce (Porter and 

Steers, 1973).  As younger adults, fresh from college, go from abstract information about 
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their potential job to the actual workforce, some discover the reality is far from what they 

envisioned while sitting in the classroom.  Another reason younger employees might be 

more willing to leave a job they dislike is because they feel that they have more time to 

figure out their career than older workers.  In this case, they may feel they are risking less 

if they leave their job.   

In the adult correctional literature, although several studies have found that 

younger correctional staff members are more likely to leave their job (e.g., Byrd, 

Cochran, and Silverman, 2000; Camp, 1994; Robinson, Porporino, and Simourd, 1997), 

others have not (e.g., Ford, 1995; Jurik and Winn, 1987; Lambert, 2006).   In studies of 

juvenile correctional staff turnover, three studies have included age in their analyses.  

Only one study found that younger staff members reported higher levels of intentions to 

leave than older ones (Mitchell et al., 2000).  Two studies found no significant 

relationship between age and intentions to leave (Tiption, 2002; Matz, 2012).  

In jobs traditionally held by whites, members of racial minority groups are 

predicted to have higher levels of intentions to leave and turnover.  From the larger 

turnover literature, scholars have theorized that this relationship is due to several factors 

including supervisory bias, poor leader-member exchanges, pay inequity, fewer and more 

menial job duties, performance pressure, blocked career opportunities, unsupportive 

colleagues and tokenism (Hom & Griffeth, 1995).  Only one study on correctional officer 

turnover supports the above assertion.  Jacobs and Grear (1977) found that the reasons for 

leaving a job between blacks and whites were different.  They reported that black guards 

who left were more likely to report higher levels of racial conflict with superiors than 
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white officers.  However, it is important to note that this study was conducted in the late 

seventies.  More recent studies among correctional staff have found that when compared 

to their white counterparts, racial minority group members have higher levels of 

intentions to leave and turnover (e.g., Ford, 1995; Jurik and Winn, 1987; Lambert, 2006; 

Mitchell et al., 2000), but these studies have failed to determine why this is so.  

Furthermore, two studies did not find a significant difference in turnover rates between 

members of racial minority groups and whites (e.g., Byrd et al., 2000; Camp, 1994).   

It is often predicted in employee turnover studies that females will have higher 

rates of intentions to leave and voluntary turnover.  However, no simple pattern has 

emerged.  This is true for both the larger turnover literature and the correctional turnover 

literature.  In the correctional literature, only two studies have found that female staff 

members are more likely to quit and to report higher levels of intentions to leave (Camp, 

1994; Lambert, 2006).  On the other hand, many studies have found no significant 

relationship between gender and turnover or intentions to leave (e.g., Byrd et al., 2000; 

Ford, 1995; Jurik and Winn, 1987; Mitchell et al., 2000; Robinson et al., 1997).  More 

recently Lambert et al. (2009) looked at the effects of gender while controlling for job 

satisfaction and organizational commitment and found an unexpected effect of gender.  

Specifically, it was found that although women reported higher levels of job satisfaction, 

they also reported higher levels of intentions to leave.   

In the larger turnover literature, a consistent relationship has been demonstrated 

between tenure and turnover and intentions to leave.  Specifically, employees with more 

tenure are less likely to leave or have intentions of leaving.  In fact, some studies have 
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argued that this is one of the best predictors of turnover (Griffeth and Hom, 2004).  

However, in the correctional literature, there are conflicting findings regarding tenure.  

Several studies looking at turnover among adult correctional staff have found a negative 

relationship between tenure and turnover (e.g., Byrd et al., 2000; Camp, 1994; Robinson 

et al., 1997) and intentions to leave (Lambert, 2006). Only one study found no 

relationship between tenure and turnover (Jurik and Winn, 1987).  Two studies looking at 

turnover among juvenile correctional staff found no relationship between tenure and 

turnover (Matz, 2012) and intentions to leave Mitchell et al. (2000); however, Wright 

(1993) found that lower levels of tenure was related to higher levels of turnover. 

In both the larger turnover literature and correctional turnover literature, 

educational level is predicted to have an inverse relationship with turnover and intentions 

to leave.  However, most research has failed to find a direct link between educational 

level and correctional officer turnover (Camp, 1994; Ford, 1995; Jurik and Winn, 1987; 

Robinson et al., 1997).  However, Mitchell et al., (2000) found that juvenile staff 

members with higher levels of education were more likely to express intentions to leave 

when compared to those with lower educational levels. This finding could have 

something to do with the notion that working in juvenile justice is often seen as a 

stepping stone to a career in criminal justice (Minor et al., 2011).   

The current study tested for both direct and indirect effects of gender, age, 

education, tenure, and race on intentions to leave.  Indirectly, ñpersonal characteristicsò 

should affect intentions to leave through job satisfaction and organizational commitment.  

For example, a female may feel less satisfied and committed to her job if she feels like 
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she is being excluded from an óall boys network,ô or if the employer fails to provide 

maternity leave time, family benefits or childcare.  This could affect her intentions to 

leave.  Along these lines, newer workers (those with less tenure) may feel less satisfied 

with their job because the work itself is not what they anticipated, which could increase 

their desire to leave. 

Perceptions of the Work Environment 

Work environment variables include specific structural characteristics of a job 

that may affect turnover and intentions to leave.  There is strong evidence in the 

correctional literature that the work environment influences levels of job satisfaction, 

organizational commitment (Lambert, 2004; Lambert, Hogan, and Barton, 2002), and 

stress (Cullen et al., 1985; Triplett, Mullins, and Scarborough, 1999).  Specific work 

environment variables that correctional research has clearly identified to affect job 

attitudes are perceived dangerousness, input into decision making, role ambiguity, role 

conflict, role overload, and organizational fairness (Lambert and Paoline, 2008).  

Perceived Dangerousness refers to the extent to which people see their job as 

being unsafe (Cullen et al., 1985).  Some studies have used a perceptually-based measure 

of dangerousness relying on staff members own experiences and interpretations of those 

experiences (e.g., Lambert, 2006).  Other studies use the security level at a given 

institution to gauge the level of dangerousness (e.g., Mitchell et al., 2000).  Institutions 

with higher security levels arguably have less desirable working conditions as the 

population of inmates are more serious (i.e., they are more likely to be incarcerated for a 

violent offense) compared to minimum security institutions, which should result in higher 
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turnover.  However, the findings in the correctional literature suggest otherwise.  For 

example, Camp (1994) found that correctional officers who worked in minimum security 

level institutions were more likely to leave.  Lambert (2006) and Mitchell et al., (2000) 

found no relationship between perceived dangerousness and intentions to leave. 

Input into decision-making is the extent to which employees feel that they have a 

say in decisions regarding their jobs as well as the institution (Wright, Salyor, Gilman, 

and Camp, 1997).  Employers can show they value employees by asking for their ideas 

and taking those ideas into consideration.  Furthermore, this can create a feeling of 

belonging among employees.  It gives employees the sense that they are seen as more 

than just people who have been hired to carry out the everyday business of the employer. 

This idea has been supported by research in corrections.  Several studies found that 

higher levels of input into decision-making were significantly related to lower levels of 

intentions to leave (Lambert, 2006) and turnover (Benton et al., 1982; Jurik and Winn, 

1987; Slate and Vogel, 1997).  

Research has found that correctional officers in adult facilities often receive 

conflicting roles at work and face ambiguity over their duties (Cullen et al., 1985; Jurik 

and Winn, 1987).  Role conflict refers to when employees receive incompatible directions 

for the job (Rizzo, House, and Lirtzman, 1970).  The main conflict correctional officers 

encounter stems from larger opposing philosophies between rehabilitation and strict 

custody.  Hepburn and Albonetti (1980, p. 447) noted that it is rare to find a prison 

ñwhere custody is the organizational goal and where treatment is non-existent.ò 

Organizations that emphasize both of these goals (treatment and custody) often have two 
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clearly antagonistic staff groupings (Clemmer, 1940; Wheeler, 1961) which can arise 

from having a different job (counselor versus line staff) in the institution (Weber, 1975), 

the importance individuals give to the larger goals of the institution (Piliavin and Vadum, 

1968) and the expectations individuals have about their roles (Williams and Thomas, 

1976).   

Role ambiguity is the lack of clarity in how to complete the job (Rizzo et al., 

1970) including issues such as not having a clear idea about the role, job objectives, and 

the range of responsibilities and authority (Ivancevich and Matteson, 1980).  Research 

has found that ambiguity is common among prison guards (Cullen et al., 1985).  Poole 

and Regoliôs (1980) research on correctional officers found that officers are often 

expected to handle assignments on their own, which minimizes socialization experiences 

and can contribute to misunderstandings or disagreements among staff members.   A 

more fundamental problem in prisons that can lead to role ambiguity is that the job 

allows for a certain amount of discretion in order for officers to secure inmate compliance 

through informal exchanges which often deviate from written rules (Sykes, 1958).  

Officers are often expected to have a certain amount of expertise within a bureaucratic 

setting in which they are not granted the formal authority to make the rules (Jurik and 

Musheno, 1985).  This can result in a lack of knowledge regarding which rules can be 

bent, how much they can be bent, and when they can be bent (Cullen et al., 1985).   

Role overload occurs when a worker is required to do too many tasks or duties 

than are manageable (Ivancevich and Matteson, 1980; Triplett et al., 1996).  Most of the 

studies in criminal justice on role overload come from research on probation and parole 
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officers.  Research on the extent of overload and the causes of overload among 

correctional officers could not be found; however, several studies have found it to be an 

antecedent to work attitudes such as stress, job satisfaction and organizational 

commitment (Triplet et al, 1996; Lambert and Paoline, 2008).     

Stress 

Research has shown that working in corrections is stressful (Benton et al.,1982; 

Cheek 1984; Cheek and Miller, 1983; Stohr, Lovrich, and Wilson, 1994).  Stress can be 

harmful to both the individual staff member, as well as the organization.  Research has 

found stress to be a main contributor to poorer physical health among correctional 

workers (Cheek and Miller, 1983; Cullen et al., 1985; Honnold and Stinchcomb, 1985; 

Mobley, 1982). Cheek (1984) reported that correctional officers had higher rates of 

stress-related illnesses, including hypertension, ulcers, heart disease, diabetes, gout, gall 

bladder disorders, and hypoglycemia when compared to a sample of police officers and a 

sample of blue- and white-collar workers.  Furthermore, Cheek (1984) found that the 

average life expectancy for correctional officers was 59 years
7
.  In comparison, the 

national average during that time was 75 years (Arias, 2010).    

Stress can also negatively affect job performance.  Higher levels of stress have 

been found to be related to lower job satisfaction, lower productivity, lower morale, 

dissatisfaction with supervisors and co-workers, absenteeism, excessive sick leave, 

excessive consumption of alcohol and drugs, family problems, and burnout according to 

research from both the corrections literature and the larger body of labor relations 

                                                           
7
 A more recent statistic for correctional officersô life expectancy could not be found. 
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literature (Cheek and Miller, 1983; Dennis, 1998; Hepburn, 1989; Mobley, 1982; Stohr et 

al.,1994; Whitehead and Lindquist, 1986).  High levels of stress among employees can 

negatively affect the organization by increasing healthcare costs, disability payments, 

sick leave, and absenteeism. Elkin and Rosch (1990) estimated that of the 550 million 

work days lost to absenteeism in U.S. industry every year, over 54 percent were related to 

stress. Furthermore, Karasek and Theorell (1990) reported that the cost of stress to 

American organizations exceeds $150 billion a year.  

From the correctional research, it is unclear where job stress fits into the turnover 

model.  Lambert (2001) originally treated job stress as a work environment factor.  

Arguably, job stress should be separated from work environment factors.  Stress is an 

internal response to a stimulus which could be anything that a person sees as threatening 

or potentially damaging in some way (Lazarus and Folkman, 1986).   As such, it seems 

more likely that work environmental factors affect stress.   

Four turnover studies in the correctional literature have included a measure for 

stress (Camp 1994; Lambert, 2006; Mitchell et al., 2000; Slate and Vogel, 1997).  Camp 

(1994) found no significant relationship between job stress and employee turnover, 

although he did note that correctional officers reported high levels of stress.  Similarly, 

Lambert (2006) found no significant relationship between job stress and intentions to 

leave.  Mitchell et al. (2000), however, did find a significant relationship between job 

stress and intentions to leave.  Although it is uncertain what accounts for the mixed 

findings, there are important differences among the above studies.  First, these studies 

used three different measures of stress.  Camp (1994) used a six-item scale.  Slate and 
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Vogel (1997) used a sixty-item scale.  Mitchell and colleagues (2000) used a fourteen-

item scale, and Lambert (2006) used a four-item scale.  Another important difference is 

that the studies did not use the same predictor variables.  Although both Camp (1994) and 

Lambert (2006) included two work attitudes (job satisfaction and organizational 

commitment), Mitchell et al (2000) did not include a measure for organizational 

commitment.  And, Slate and Vogel (1997) did not include either job satisfaction or 

organizational commitment.  Lambert (2006) noted that job stress was significantly 

correlated to job satisfaction and organizational commitment.  He further postulated that 

job stress could be indirectly related to intentions to leave through job satisfaction and 

organizational commitment.   

Work Attitudes 

There are two main work attitudes that are included in this study of staff turnover: 

job satisfaction and organizational commitment.  Job satisfaction and organizational 

commitment have been found to predict both turnover and intentions to leave.  In both the 

larger organizational literature and correctional literature, researchers have looked at the 

effects of job satisfaction and/or organizational commitment on productivity, 

absenteeism, retirement, participation, union sympathy, cognitive withdrawal from work, 

turnover and intentions to leave (Camp, 1994).  Researchers assessing turnover and 

intentions to leave report that lower levels of job satisfaction and organizational 

commitment among employees have been the strongest predictors of these outcomes.   

Although several definitions exist for organizational commitment, it is usually a 

multidimensional construct, consisting of elements of pride, internalization of goals, and 
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a desire to belong to the specific organization in which the individual works (Lambert, 

2006; Mowday, Porter, and Steers, 1982).  Essentially, when a personôs commitment to 

their place of employment is more important than the specific job within that 

organization and any personal reasons for employment, a sense of loyalty develops 

(Mowday et al, 1982).  For example, Lincoln and Kallerg (1990, p. 22) argued that when 

an employee is committed the ñemployeeôs involvement in the organization takes on 

moral overtones, and his/[her] stake extends beyond the satisfaction of merely personal 

interest in employment, income, and intrinsically rewarding work.ò   Lambert, Barton, 

and Hogan (1999, p. 100) further contend that when a person is committed to the 

organization ñéa bond to the whole organization, and not to the job, work group, or 

belief in the importance of work itselfò exists.  

Correctional studies have found a negative relationship between organizational 

commitment and both intentions to leave (Lambert, 2006; Robinson et al., 1997) and 

turnover (Camp, 1994; Robinson et al., 1997; Stohr et al., 1992).  Lambert (2006) found 

that lower levels of organizational commitment were related to higher levels of intentions 

to leave among adult correctional officers.  Furthermore, it was found that following job 

satisfaction, organizational commitment was the second strongest predictor of intentions 

to leave.   

For the most part, correctional research on turnover and intentions to leave has 

used measures that assess the individualôs overall commitment to a given institution.  

However, Camp (1994) looked at two levels of organizational commitment.  The first 

level was commitment to the specific correctional facility.  This type of organizational 
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commitment is generally used in turnover studies.  However, the second level of 

commitment Camp used was a commitment to the overall Bureau of Prisons (BOP).  

Camp (1994) felt it was important to include both levels because of the way that the BOP 

designed promotions.  The BOP transfers individuals to a new facility every time they are 

promoted in hopes of providing them with a more expansive perspective of the BOP 

operations.  Camp specifically hypothesized that for middle-management and higher, 

commitment to the BOP would have a greater effect on turnover than commitment to the 

specific institution.  However, no such relationship was discovered.   

Job satisfaction refers to the emotional response employees feel towards their 

place of employment (Price, 1977).  It is the degree to which people not only like where 

they are working, but also what they are doing within that organization (Tosi and Mero, 

2003).  People not only want a job that makes them happy financially, but also one that is 

rewarding and meaningful in other ways (Naisbitt and Aburdene, 1985).  Job satisfaction 

assesses the totality of a personôs satisfaction with all of the possible ways a job can be 

gratifying.  Job attributes that people find rewarding will vary across individuals.  Some 

may find making a lot of money to be highly rewarding, but others may desire a feeling 

that they are important to the organization.  In juvenile corrections, the pay may not make 

a person very happy, but seeing a former delinquent child go to college may be extremely 

fulfilling.  

Studies from the larger turnover literature have either measured job satisfaction as 

an overall measure of an employeeôs degree of satisfaction with his or her job or more 

commonly by distinguishing between various dimensions of satisfaction (e.g., work, 
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supervision, pay, role ambiguity, promotion, and co-worker support).  The latter is more 

useful in distinguishing among a variety of work environment characteristics.  In fact, 

several of these specific job satisfaction variables have also been used as measures of the 

work environment.  Rather than asking how satisfied employees are about aspects of the 

job such as promotions, pay, and supervisor support, researchers ask the degree to which 

promotions, pay and supervisor support exists.  For example, instead of asking an 

employee how satisfied they are with their supervisor, researchers might ask how 

strongly they agree to whether or not their supervisors listen to their input.  Using these 

measures as an item within job satisfaction is one way researchers have been able to 

reduce what may become a rather lengthy survey in employee turnover studies.   

In correctional studies, job satisfaction has been found to have a negative 

relationship with both turnover (Jurik and Winn, 1987; Robinson et al., 1997; Wright, 

1993) and intentions to leave (Byrd et al., 2000; Jurik and Winn, 1987; Lambert, 2006; 

Liou, 1995; Mitchell et al., 2000).  Three studies (Mitchell et al., 2000; Wright, 1993) 

that assessed the relationship between job satisfaction and intentions to leave 

employment at a juvenile facility found that job satisfaction predicted intentions to leave.  

However, a recent study that looked at the effects of job satisfaction on intentions to 

leave did not find a significant relationship (Minor et al., 2010).  However, this last study 

was only looking at turnover among new hires that may not have enough time to develop 

job satisfaction. 

In addition, job satisfaction has been found to have an indirect relationship with 

intentions to leave through organizational commitment (Lambert, 2004; Lambert, Barton, 
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& Hogan, 1999; Lambert and Hogan, 2009).  This may be due to the idea that 

commitment to a place of employment arguably takes longer to develop than feelings of 

satisfaction (Lambert, 2009).  In fact, the more or less satisfied people are with their jobs 

has been found to be the strongest predictor of how committed they are to the job 

(Jaramillo, Nixon, and Sams, 2005; Lambert 2004).     

External Market Factors 

External market factors refer to an individualôs opportunity for alternative 

employment.  Early studies on employee turnover were conducted by economists (Price, 

1977).  Economic theories, such as rational choice theory, are nested in the assumption 

that humans are rational in their decision making processes (Sen, 1994).  Thus, if 

employees believe they have a good chance of finding a better job, they will have higher 

levels of intentions to leave their current job.   

In the larger turnover literature, external market factors have been assessed in two 

main ways:  the unemployment rate and perceptions of opportunities for alternative 

employment.  The unemployment rate is one of the most commonly used measures of 

external market factors (Camp, 1994).  When unemployment rates are high, the chance of 

finding new employment is correspondingly low.  When unemployment rates are low, 

workers may interperet this to mean that with more jobs available, there is more 

opportunity to find a  better job elsewhere ( Price, 1977).  However, as discussed below, 

researchers have identified three main weaknesses with the unemployment rate as a 

measure of external market factors.   
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First, when using this measure one must assume that people are aware of the 

current unemployment rate.   Lambert (2001) argued that it is likely that individuals 

(specifically correctional officers) are unaware of actual unemployment rates.  Of course, 

this may not be the case when a country is in a economic recession, where everyone is 

likely to know a few people who have lost their job.  However, even during a national 

recession, occupational job markets may vary.  This issue ties directly into the second 

critique of this measure. 

The second issue with using an unemployment rate is that most studies only use 

one measure of unemployment.  Yet, there are many possibilties to consider including 

county, regional, state, national, and occupational employment rates.  Using a national or 

state level measure may be too broad, not allowing for the possibility that some areas 

may be doing well economically while others are not.  However, using the county level 

unemployment rate may be too narrow.  The county level is usually the rate in which the 

insitution (job location) resides, leaving out the possibility that an employee could be 

from a neighboring or more distant county.  Futhemore, regardless of national, state or 

county, certain occupations could have higher or lower unemployment rates.  Using a 

geographic-based measure would ignore the possibility of people who are willing to 

move (Trevor, 2001).  Whether correctional workers (specifically juvenile) are likely to 

leave one job for a similar one in a new location is unknown because this phenomenon 

has never been the subject of an empirical study.     

The third reason to question using the unemployment rate as an indicator of the 

job market is that there are mixed findings with its relationships between turnover and 
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intentions to leave.  In the larger body of turnover literature, Fields, Dingman, Roman, 

and Blum (2005) found no relationship between the state unemployment rate and 

employeeôs intentions to leave their job.  However, Hulin, Roznowski, and Hachiya 

(1985) reported a strong relationship across a variety of unemployment rates 

(occupational or region) with both turnover and intentions to leave.  Only one study in the 

correctional turnover literature (See Camp, 1994) has used the unemployment rate.  

Camp (1994) used a regional unemployment rate and found no relationship between it 

and turnover.   

The second most frequently used type of measure of external market factors is a 

perception-based measure, asking individuals their opinion of the current job market.  

Many argue this is a better measure of external market factors for several reasons:  (1) 

some people are completely unaware of the current unemployment rate (Lambert, 2001), 

(2) some people may be more accurately aware of the their chances to get an alternative 

job because they have already been searching (Steel, 2001; Trevor, 2001), and (3) some 

individuals may have a broader or more narrow alternative job market (Trevor, 2001).   

Perceived alternatives were first discussed by March and Simon in 1958 when 

they presented their organizational equilibrium theory of motivational participation.  

ñPerceived ease of movementò and ñperceived desirability of movementò were argued to 

be primary motivational components of the decision to participate in job assignments 

(Trevor, 2001).  Perceived ease of movement was used to assess the amount of 

extraorganizational alternatives perceived by employees.  Perceived extraorganizational 
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alternatives served as a proxy for the level of business activity and the number of 

organizations visible to employees. 

A assumption in turnover theory that perceived alternatives affect the decision to 

leave a given institution has been criticized for several reasons.  First, studies using this 

construct have found that it provides little explanatory power for an employeeôs decision 

to leave (Trevor, 2001).  For example, Steel and Griffeth (1989) summarized an extensive 

body of literature on the effects of perceived employment alternatives on turnover and 

found that the corrected average correlation was 0.13.   This was later confirmed in a 

meta-analysis by Hom, Caranikas-Walker, Prussia, and Griffeth (1992), which found an 

average corrected correlation of 0.14.  More recently, Griffeth, Hom, and Gaertner (2000) 

conducted a meta-analysis and found an even lower relationship of 0.11.  The 

relationship between perceived alternatives and intentions to leave is similarly small.  

Hom et al., (1992) found it explained only seven percent of intentions to leave.  Some 

researchers have argued the weak relationships observed in the literature are due to 

measurement issues such as reducing the construct from a multi-item scale to a single-

item measure (Steel, 2001; Trevor, 2001).   

Steel and Griffeth (1989) noted that over the years, the original measures of 

March and Simon (1958), who used a rich multidimensional measure of this construct, 

have been reduced to simplistic measures, often using a one-item or a short multi-item 

scale.  They have recommened returning to a more complex measure because it is a 

multidimensional contruct.  In a meta-analysis, Steel and Griffeth (1989) identified six 

dimensions related to job market perceptions:  (1) quantity of alternative jobs, (2) quality 
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of alternative jobs, (3) crystallization, (4) accessibility of alternatives, (5) individual 

mobility, and (6) individual access to a network of job availability.  Later, Griffeth et al. 

(2005) applied the above six dimensions to three studies, which resulted in narrowing the 

six dimensions into five:  (1) ease of movement, (2) desirability of movement, (3) 

networking, (4) crystallization of alternatives, and (5) mobility.  From these dimensions, 

Griffeth et al. (2005) created the EOI.  In three separate studies, they found that all of the 

dimensions in the EOI were positively related to intentions to leave with correlations 

ranging from 0.13 (ease of movement) to 0.52 (desirability of movement).   

Ease of movement was created by merging the items used to measure accessibility 

of alternatives and quantity of alternatives.  Ease of movement refers to an individualôs 

ability to achieve alternative employment (Trevor, 2001), which includes the 

consideration of other factors such as the impact of oneôs family, sacrifices a person must 

make, and any psychosocial adjustments that may need to take place upon a job change. 

One consistent measure of this construct has been accessibility of alternatives (Griffeth et 

al., 2005).  Originally, accessibility of alternatives referred simply to the level of 

difficulty in gaining entrance to alternatives.  However, after conducting an exploratory 

factor analysis, Griffeth et al. (2005) discovered that the larger the number of alternatives 

available to a person, the more accessible those alternatives were, and the easier it was 

for them to move.   

Desirability of movement refers to the idea that the higher the quality of 

alternatives, the more lucrative changing jobs will be (March and Simon, 1958).  Looking 

only at the quantity of jobs available may be of little use if these jobs are not better jobs.  
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For example, if there are a hundred jobs available in corrections, but each offers longer 

hours and less pay, oneôs desire to stay in the current job may increase.  On the other 

hand, if at least half of those jobs offer more money, the same hours and better benefits, 

an employeeôs desire to stay may decrease.   

Networking evaluates an individualôs access to the various social and professional 

resources needed to find information about potential jobs (Griffeth et al., 2005).   This 

reflects the idea that people vary in terms of levels of access to friends, family, colleagues 

and technology that will help in procuring job leads.  According to Allen and Griffeth 

(1999, 2001), more contact across a variety of people increases an individualôs visibility 

in the job market and provides that person with greater information about job 

opportunities.  In todayôs society, the role of technology can greatly enhance how social 

and professional networks can lead to job information (e.g., Facebook and career 

websites.).  The more people are aware of these types of sources, the more opportunities 

they have to find information about job openings.   

Crystallization refers to whether or not a person has a concrete job offer in hand 

for a new job (Griffeth and Hom, 1989; Mitchell et al., 2001).  If a new job is a sure 

thing, then ideally it should be a bigger influence on increasing a personôs intentions to 

leave relative to vague notions of possible jobs (Griffeth et al., 2005).   

The final dimension proposed by Griffeth et al. (2005) is mobility, defined as the 

degree to which family or dual careers may affect a personôs chances of changing jobs.  

Trevor (2001), however, considered this more a function of an individualôs mix of skills 

and experiences as suggested by Hulin et al. (1985).  In Griffeth et al.ôs (2005) five 
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dimensions of the EOI, skills of the individual is a function of networking, arguing that 

the more skills an individual has the more that person will be able to increase contacts.  

Job Embeddedness 

Job Embeddedness is meant to assess the degree to which life outside the job 

affects an individualôs job satisfaction.  From the larger body of turnover literature, 

researchers and theorists have considered family and community factors since the early 

1970s.  Although family factors can often be found in turnover studies today, 

community-related factors have, by-in-large, disappeared.     

Two of the earliest constructs that had items that looked at family effects on 

turnover were ñlocal nurseò and ñkinship responsibility.ò  Price (1977) measured the 

construct, local nurse, using several demographic variables: those who were born in the 

community, were members of a local Roman Catholic Church, were trained in the 

nursing school run by the hospital, and were married to local men (Price, 1977).  It was 

first used in an initial pilot study of turnover among nurses and found that there were 

differences between local and non-local nurses in their work commitment (Price in 

Griffeth and Hom, 2004).  In an attempt to better understand the differences between 

local and non-local nurses, Price (1977) developed the construct kinship responsibility, 

borrowing from demographic variables used in the migration literature (e.g., 

Kirschenbaum and Comay, 1972).  When looking at professionals who migrated from 

Canada to the United States for work, Kirschenbaum and Comay (1972) found that 

having dependents who were still of school age decreased the likelihood of individuals 

moving to a new location for a job.  Having family who are active members in the 
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community where one works arguably creates a bigger pull for staying there.  These 

measures were based on the assumption that the number of family attachments a person 

has would be negatively associated with turnover (Blegan, Mueller, and Price, 1988).  

These attachments would serve as informal control mechanisms to decrease the chances 

of a person wanting to relocate for work.   

However, measuring this construct (local nurse) with the above variables does not 

imply the emotional level or quality of attachment those family members may have.  

Essentially, the above measures fail to make a distinction between ñqualityò of 

attachments to the community and ñquantityò of attachments the community.  Although it 

is logical to assume that people who are born in a given area, marry someone from that 

area and find a job in that area will have greater emotional attachment to the community, 

this may not always be the case.     

Recognizing this deficiency, Price (1977) created an index to measure family 

effects called ñkinship responsibility.ò  Kinship responsibility refers to the degree of 

commitment people feel towards relatives in their community (Price and Mueller, 1981; 

Blegen et al., 1988).  Initially, the index was comprised of marital status, number of 

children and the importance of being a good wife or mother (Price and Mueller, 1983).  

In a later study, the number of relatives in the community and the number of spouseôs 

relatives in the community were added, and the importance of being a good wife or 

mother was discarded (Blegan et al., 1988).  Unfortunately, this way of measuring 

kinship responsibility is similar to the original measurement of using demographic 
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variables.  Like local nurse, it did not get at the quality of attachment the individual has to 

family and community. 

Other studies have focused on conflicting roles between family and work.  Inter-

role conflict (also referred to as work-family conflict) is a subcategory of a larger 

construct, role conflict, which refers to the "simultaneous occurrence of two (or more) 

sets of pressures such that compliance with one would make more difficult compliance 

with the other" (Kahn, Wolfe, Quinn, Snoek, and Rosenthal, 1964, p. 19).  Role conflict 

can exist within the family and work environments as well as between those two 

environments.  The latter is inter-role conflict.   

In the turnover literature, researchers use inter-role conflict  to assess the possible 

conflict between the demands from work and non-work roles (Kossek and Ozeki, 1998).   

Kopelman, Greenhaus, and Connolly (1983), for example, discussed two ways in which 

incompatible pressures could cut across different roles. The first was that it may cause 

competition for a person's limited time.  An example used to illustrate this potential 

conflict in the 1960ôs was that the demands for overtime may conflict with pressures 

from spouses to give attention to family affairs during what is supposed to be non-work 

hours (Kahn et al., 1964).     

Recently, the demographic shift in the workforce (Hom and Kinicki, 2000) has 

changed the potential for role conflicts.  In fact, researchers have found that as a greater 

number of mothers, single parents, dual-income families, and families with elder-care 

obligations have been entering the workforce, more employees are faced with conflicts 

between work and family (Frone, Russell, and Cooper, 1994; Netemeyer, Boles, McKee, 
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and McMurrian, 1997).   The strains associated with one role may inadvertently add to 

tension in other roles.  For example, a person who is constantly fighting with his or her 

spouse over non-work issues may have difficulty focusing at work, thus potentially 

increasing his or her stress at work.   

Both the measurement of inter-role conflict and the relationship between inter-

role conflict and turnover has changed over the years.  Initially, researchers only 

considered immediate family tensions for married people (Hom and Kinicki, 2000).  

Recently, researchers have extended the definition to show that inter-role conflict exists 

among single, childless employees (Babin and Boles, 1998).  Not only can a personôs job 

interfere with family, but it can also extend to oneôs community and personal life (Hom 

and Kinicki, 2000).   Hom and Kinicki (2000) used involvement in church, exercise, 

concerts, volunteer work, and education as community measures and dating, hobbies, 

home chores, and other part-time work as personal measures. 

Similar to kinship responsibility, while some studies on inter-role conflict only 

looked at the effects it had on turnover indirectly through job satisfaction (e.g., Kossek 

and Ozeki, 1998),  other researchers have found that greater levels of inter-role conflict 

are directly related to higher levels of intentions to leave (Hom and Kinicki, 2000).   

Additionally, Wallace (1999) found that lawyers' work pressures intensify conflict 

between their work and outside activities, and Cohen (1997) observed how work 

interference with extra-work roles (such as family and community roles) increased 

intentions to leave.   
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There are two main criticisms for this conceptualization of inter-role conflict.  

First, this concept only assesses ñconflict.ò  It is only concerned with how factors outside 

of work interferes with work to the point that a person would want to quit his or her job.  

It does not consider that family and extra-work activities within the same community can 

keep a person at a job, as discussed with kinship responsibility.  Second, inter-role 

conflict, as measured in turnover studies, does not assess any impact the community has 

on the individualôs intentions to leave his or her job.  These studies only look at the 

family aspect of inter-role conflict, using only family-work conflict and/or work-family 

conflict (e.g., Lambert, 2006).   

More recent research has begun to focus on how levels and types of attachments 

to family, community, and the job work together to affect intentions to leave the job 

through the concept of Job Embeddedness.  In addition to the work environment, Job 

Embeddedness concerns the role of family and community in the decision making 

process of turnover and intentions to leave oneôs job.  Mitchell et al. (2001) illustrate Job 

Embeddedness using two psychological ideas: embedded figures (Witkin, 1950) and field 

theory (Lewin, 1951).  Embedded figures are images used in psychological tests in order 

to measure both cognitive processes and analytical ability (Witkin, 1950).  In the 

embedded figure test, smaller images are immersed into large, more detailed images. The 

smaller images and larger images are hard to separate by the human eye.  In essence, the 

embedded figures become part of the larger image.   Using this idea, a personôs job can be 

viewed as one of the smaller figures. In this case, a personôs job would be embedded in a 



50 
 
 

personôs life as a whole.  Field theory helps to further explain this logic (Mitchell et al., 

2001).   

According to Lewin (1951), our lives are a series of psychological categories, 

which he termed ñlife spaces.ò  These include a variety of areas such as family, work, 

school, and church.  The connections between each part of our lives (the series of life 

spaces) determine the totality of our individual situations.  When a change occurs in 

oneôs life, it is important to consider all of these life spaces in order to understand any 

changes that occur (Lewin, 1951).   

There are three main components of Job Embeddedness:  links, fits and sacrifices 

(Mitchell et al., 2001).  Each of these three components is then divided into two parts, 

one for community and one for the work environment, for a total of six components.  

Links reflect the number of formal and informal connections people have between 

organizations or other individuals (Mitchell et al., 2001).   These connections make up 

the social, psychological, and financial network of peoplesô lives that makes them more 

or less bound to their current situation.  Mitchell et al., (2000) found support for his 

argument that the higher the number of links people have, the more limited they are in 

their choices that would involve drastic changes to their network.  For example, Ableson 

(1987) reported that employees who were older, married, and had more children 

experienced greater pressure to remain at their current job.   Links assess only the number 

and type of connections.  The next two components of Job Embeddedness, fit and 

sacrifice, assess the importance and value of these connections.   
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Fit is concerned with how well-matched people are to their job and community in 

terms of personal values, career goals, future plans and abilities.  Research has found that 

people select jobs that resemble their own values (Cable and Judge, 1996; Werbal and 

Gilliland, 1999).  Furthermore, research has found that people are more likely to leave a 

job when they feel their personal attributes such as job knowledge, skills, and abilities do 

not fit with their job (Chan, 1996; Villanova, Bernardin, Johnson, and Dahmus, 1994).  In 

terms of community, arguably people like to live where they can enjoy the general 

culture of the location as well as more specific aspects of communities such as outdoor 

activities, the nightlife, and religious institutes. 

Sacrifices refers to the amount of difficulty involved in breaking ties 

psychologically and financially.  In terms of job-related sacrifices, severing ties with a 

job could mean giving up valued coworkers, great healthcare, and having to break 

commitments.   Community sacrifices could include breaking ties with your favorite 

softball league, the park around the corner, a great school system for the kids, family 

members who live close by, and an easy commute.  Even if a person does not have to 

move for a new job, it could also mean working hours that are not compatible with oneôs 

established lifestyle.  

Summary of the Gaps in Employee Turnover Studies 

 In the above literature review, several weaknesses in studies of juvenile 

correctional staff turnover were discussed that the present study attempted to address.  

The first major issue is the lack of available information on rates of turnover for juvenile 

correctional staff.  Only a handful of studies have presented this information, and none of 
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them have presented overall turnover rates and voluntary turnover rates within the same 

study.   

The other major weakness in studies of employee turnover, both in juvenile 

corrections and the larger body of employee turnover research, is the weak explanatory 

power of the models used to assess employee turnover.  Within this overarching problem, 

there are three issues that might be contributing to the matter:  (1) failure to assess the full 

model of employee turnover as proposed by employee turnover theory, (2) failure to 

adequately measure variables, and (3) the possibility that different workforces have 

predictors of employee turnover that have been overlooked.  The latter two issues may 

stem from an incomplete theory of employee turnover.   

According to turnover theory, characteristics of the individual and the work 

environment can affect a personôs desire to quit directly, but can also indirectly affect the 

decision through stress, job satisfaction, and organizational commitment.  However, 

employee turnover theory fails to adequately explain how external market factors and 

information about a personôs job market may affect the decision to leave oneôs job.  This 

could be one reason researchers have not been able to adequately measure the effects of 

external market factors.  To address this, a recent measure (the EOI) was developed based 

on cybernetic theory which stresses the importance of feedback relevant to oneôs job 

market in the decision to quit.   

Another area employee turnover theory fails to address is how issues outside of 

work, such as family and community, can affect the decision to leave oneôs job.  

Currently, there is no theory that explains this issue.  However, researchers have 
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developed the construct Job Embeddedness which assesses how family, community and 

work as a whole affect a personôs decision to quit oneôs job. 

Hypotheses 

 This study had five main hypotheses for the quantitative portion of this study 

which stemmed from Lambertôs model of correctional officer turnover, employee 

turnover theory, and findings from previous studies on employee turnover.  The first 

three hypotheses are based on the aspect of employee turnover theory that argues that 

people have individual characteristics they bring with them to the work environment 

which also has a set of specific characteristics.  Both characteristics of the individual and 

the work environment can affect the personôs stress level and attitudes about the job, 

specifically satisfaction with the job and commitment to the job.   

H1 Individual factors and characteristics of the work environment are directly related 

to intentions to leave.  Specifically, staff members who are women, younger, 

belong to a minority group, have higher levels of education and have less work 

experience at the facility will have higher levels of intentions to leave.   

H2 Job satisfaction and stress are antecedents to organizational commitment, and   

stress is an antecedent to job satisfaction.  Specifically, lower levels of job 

satisfaction and higher levels of stress will result in lower levels of organization 

commitment, and higher levels of stress will result in lower levels of job 

satisfaction. 
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H3 Individual factors (age, gender, race/ethnicity, educational attainment, and 

tenure), work environment factors (perceived dangerousness), and stress are 

indirectly related to intentions to leave through job satisfaction and organizational 

commitment.   

Additionally, there are factors outside of the work environment that can affect a 

personôs decision to stay or leave the job.  These include family, friends, and community.  

As such, the fourth hypothesis states that: 

H4 Job Embeddedness will improve the prediction of intentions to leave, beyond that 

accounted for by job satisfaction and organizational commitment. Specifically, 

individuals who have higher levels of Job Embeddedness will be less likely to 

leave the job. 

For this study, cybernetic theory was used to explain the relationship between 

external market factors and a personôs decision to stay or leave the job.   According to 

cybernetic theory, people who have recently had a job interview for a new job will have 

more accurate knowledge of the job market than a person who merely skims the 

classifieds.  More accurate knowledge about the job market will have a stronger effect on 

peopleôs decision to stay or leave a job as they should be more aware of the risk they will 

be taking if they quit.      

H5 The Employment Opportunity Index (EOI) will improve the prediction of 

intentions to leave beyond that accounted for by job satisfaction and 



55 
 
 

organizational commitment.  Specifically, staff members who score higher on the 

EOI will have higher levels of intentions to leave. 

 Below is a figure of Lambertôs 2001 model of correctional officer turnover that 

shows the modifications that include Job Embeddedness and the EOI.   
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Figure 2:   

Lambertôs Modified  Theoretical Framework for Correctional Officer Turnover  
 

 

The above hypotheses were created prior to the completion of the qualitative 

portion of this study.  One purpose of the interviews was to identify themes not identified 

during the literature review that might predict intentions to leave oneôs job.  Therefore, 

following the interviews, but before any survey data collection from frontline staff 
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members, one more hypothesis was created.  It will be presented in the qualitative results 

section where the variables that were discovered during the interviews are presented. 
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CHAPTER 3:  METHODS  

Guiding Questions 

 In addition to testing the above hypotheses, two overarching questions guided this 

study.  These are: 

1. What are the voluntary turnover rates for public juvenile correctional facilities 

in Delaware? 

2. What are the best predictors of intentions to leave among staff members 

working in public juvenile facilities in Delaware? 

Setting 

The data for this study were gathered from Delaware Stateôs Division of Youth 

Rehabilitative Services (DYRS) which is part of the Stateôs Department of Services for 

Children, Youth, and Their Families.  Of Delawareôs six facilities, two are physically-

secure detention centers, three are transitional staff-secure facilities, and one is a 

physically-secure facility for boys.  All six are residential facilities.  The staff-secure 

facilities follow an ñopen doorò policy, whereby the perimeter doors are locked, but the 

doors inside the institution are left open.  The physically-secure institution models adult 

prisons with locked rooms and a secure perimeter.  Approximately 5,000 youth are 

served by DYRS annually.  All six facilities provide education, counseling, recreation, 

vocational training, and medical care for youth.   
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Overview of the Research Design, Data Collection, and Measures 

 The data for this study were gathered using a mixed-methods research design 

which incorporated both qualitative and quantitative means.  The original plan for this 

study was to only use quantitative methods to collect and analyze data based on previous 

studies of employee turnover.  However, as mentioned, there is evidence that different 

workforces may have different factors that influence employeesô decisions to quit (Sager 

et al., 1998).  Therefore, it was necessary to interview a smaller sample of frontline staff 

members before finalizing the survey that was used for the quantitative portion of this 

study.   

 A member of DYRSôs personnel department filled out one survey which 

provided staff turnover rates in order to answer the first research question.  To find the 

best predictors of intentions to leave among staff members working in public juvenile 

facilities in Delaware, a two-part approach was used.  First, semi-structured interviews 

were conducted with 14 staff members from five of Delaware Stateôs six juvenile 

residential correctional facilities
8
.  The findings from these interviews were used to 

modify Lambertôs model of employee turnover that was discussed in Chapter 2.   

To assess the modified model, 102 surveys were completed by staff members 

from Delaware Stateôs juvenile facilities.  Initially, the survey consisted of questions 

                                                           
8
 No one from the sixth facility volunteered to be interviewed.  The sixth facility was one of the three 

transitional staff-secure facilities.  Interviews were conducted with two staff members from each of the 

other two transitional staff-secure facilities.   
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designed to test Lambertôs modified model of employee turnover; however, new concepts 

came to light during the qualitative portion of the study.  Therefore, measures were 

created and added to the survey.  Furthermore, it became clear that some of the concepts 

in Lambertôs model did not seem as relevant to this population of workers.  Instead of 

removing them entirely, the measurement for each of these less relevant variables was 

reduced to only two items.  This allowed for the original modified model
9
 to be tested 

against a more recently modified model utilizing results from the interviews.   

Table 1.  Goal of Each Stage of Data Collection 

Data Collection Question(s) Answered 

Personnel Surveys 1) What are the rates of voluntary turnover at 

public juvenile facilities in Pennsylvania? 

Face-to-face 

Interviews with 

direct care staff 

1) Are there predictors of intentions to leave 

that the larger body of turnover research has 

missed? 

2) Have the most relevant predictors of 

intentions to leave for this particular 

workforce been selected?  

Direct Care Staff 

Surveys 

1) What are the best predictors of intentions to 

leave? 

 

In summary, data collection included: (1) one survey fill ed out by a personnel 

administrator, (2) in-depth interviews with direct-care staff members, and (3) surveys 

collected from direct-care staff members across Delaware.  The initial data collection was 

semi-structured interviews with staff members.  Both surveys were sent to facility 

administrators and distributed to their respective audiences.  The specific details about 

data collection are provided below. 

                                                           
9
 Note that Lambertôs original model was modified in the proposal of this study to include the concept Job 

Embeddedness and the Employment Opportunity Index.   
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Administrative Survey 

One survey for all six public juvenile facilities in Delaware was sent via email and 

filled out by a personnel administrator.  Two strategies were used to increase the 

likelihood that the survey would be completed.  First, the person who filled out the 

survey was informed in advance that a survey would be arriving and what the survey 

would require of them.  Second, the survey was short in length.   

Personnel Survey Questions 

The personnel survey contained six questions.  The first question asked what the 

overall employee turnover rates and involuntary turnover rates for frontline staff at all six 

of the facilities were for the years 2009 to 2013.  The department was informed that this 

was the most important question on the survey.  To get at the voluntary turnover rates, 

this part of the survey was broken down into categories of average number of staff 

employed for the year, voluntary quits (people who left of their own volition) and 

involuntary quits (those who were fired).   

The personnel administrator was asked to report the following information for 

each facility:  security level, type of facility, race/ethnicity of staff, average age of youth, 

average number of youth, total capacity, and race/ethnicity of youth.  However, most of 

the information provided was not institution-specific, nor did the personnel administrator 

answer many of the above questions.   

The remaining questions in the personnel survey were specific to issues that have 

been reported in the literature to affect turnover.  Two of the questions asked about 
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background characteristics of employees who turnover:  gender and tenure.  One of the 

questions asked the personnel administrator to rank the following items in terms of the 

reasons staff cite for quitting:  pay, benefits, saw this job as a stepping stone in their 

career, did not really like the job, too stressful, poor coworker relationships, found a 

better job, family reasons, and other.  The last three questions asked ñDoes it seem as 

though newer staff members (less than 2 years) are more likely to leave than senior staff 

members,ò ñDo you see the current economic situation as a factor in why people might 

not quit when they really want to,ò and ñDo the reasons people quit seem similar across 

the institutions (as opposed to there being specific reasons for each facility)?ò 

Staff Interviews 

Interviews with a small number (n = 14) of frontline staff were conducted in 

preparation for the staff survey.  There were three important reasons for doing individual 

interviews prior to conducting surveys:  (1) to uncover predictors of turnover not 

identified in the literature, (2) to help select the relevant predictors of intentions to leave 

for this particular workforce, and (3) to provide a more detailed description of the 

decision-making processes behind employeesô intentions to leave their job.   

Evidence suggests that different workforces may require different sets of 

predictors (Sager, Griffeth and Hom, 1998).  For example, job opportunities differ 

significantly between salespeople and nurses (Sager et al., 1998).  Researchers studying 

turnover among nurses have found their job market to be quite stable; therefore, nurses 

will often quit without searching for a new job (Curran and Miller, 1990; Parker, 1993).  

One study (see Lee, Mitchell, Wise and Fireman, 1996) found that 45 percent of the 
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nurses who left did not have another job waiting for them.  On the other hand, the job 

market for salespeople is not as strong; and thus, research finds that salespeople typically 

seek alternative jobs before exiting current employment (Sager, 1991; Sager, 

Varadarajan, and Futrell, 1988).  There are no objective measures of the job market for 

juvenile staff members, so qualitative interviews helped to examine subjective measures 

of it such as perceptions of the job market and the importance of this factor in their 

decision-making.   

Another reason staff members were interviewed prior to collecting survey data 

was that earlier models used to analyze turnover have yielded low explanatory power.  In 

fact, this is one of the most frequent criticisms of turnover research, yet the same 

variables (or a variation of those variables) are often used.   It is possible researchers are 

missing important factors or interactions among variables.  Somers and Birnbaum (1999, 

p. 283) pointed out, ñéturnover behavior is not always as rational or as logical as results 

from turnover research would have us believe. Turnover might not always be the result of 

a rational decision-making process characteristic of economic models of human 

behavior.ò  In-depth interviews created a more detailed picture of the individualôs 

decision-making process, rather than just simply classifying peopleôs decisions. 

Participants and Recruitment 

 Staff members (Total number of frontline staff = 236) who qualified for 

participation were those who held the position of either a Youth Rehabilitative Counselor 

(referred to as a ñYRCò by staff members) or a Treatment Specialist.  In both jobs, staff 

are responsible for supervising youth in all of their activities.  A Treatment Specialist is 
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similar to a YRC with the added responsibility of coordinating services and providing 

counseling.  These staff members have the most contact with youth on a daily basis and 

are generally known as ñfrontline staffò in juvenile correctional facilities. 

The recruitment process began in late August 2013 with administrators meeting 

with facility supervisors to discuss the study, providing specific information regarding the 

questions that would be asked during interviews.  Supervisors agreed to help with the 

recruitment process by letting staff members know they would soon receive an email 

asking them to take part in a study assessing turnover issues for their program.  In early 

September, a mass email was sent out by the assistant director to every staff member 

informing them about the study and asking them to participate.  Twenty-two staff 

members volunteered; however, due to a short timeframe and scheduling issues, only 

fourteen
10

 volunteers were interviewed.  Interviews took place from mid-September 2013 

until the end of month.   

Two interviews were conducted over the phone, and the remaining twelve were 

collected face-to-face in a private room at the facility where each subject worked.  One of 

the phone interviews was conducted while the staff member was working a nightshift, 

and the other was while the subject was at home.  Each subject was presented with the 

informed consent form that explained the study and asked if they agreed to participate 

and if the interview could be audiotaped.  All of the interviewees signed the informed 

consent form.  After signing the form, the recorder was turned on, and the interview 

                                                           
10

 When conducting interviews in a mixed-methods study, researchers have recommended having at least 

12 interviewees (Guest, Bunce, and Johnson, 2006; Onwuegbuzie and Collins, 2004).   
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began.  The subjects who were interviewed over the phone had a consent form sent via 

email which they returned through email.   

The original sampling goal was one that would maximize the range of types of 

individuals that work in the facilities (Weiss, 1994), specifically the number of years 

worked for the program.  However, it became necessary to use a convenience sample
11

 

consisting of staff members who volunteered.  Fortunately, subjects varied on the number 

of years worked with almost half (six) of the subjects working there for five years or less.  

This was important because research on correctional employees has found that newer 

employees are more likely to leave than those with longer tenure (Byrd et al., 2000; 

Camp, 1994; Robinson et al., 1997). 

To increase the likelihood that subjects would participate, they had the choice of 

receiving ten dollars (for any portion of the interview completed) or donating it to the 

Philadelphia Childrenôs Alliance, a local branch of a national organization that helps 

sexually abused children.  All but two staff members agreed to donate the money, with a 

total of one hundred twenty dollars donated on behalf of the frontline staff members of 

Delaware Stateôs Division of Youth Rehabilitative Services (DYRS).  Interestingly, staff 

members were completely unaware of the fact that they would have the option of either 

receiving ten dollars or donating it.  This suggests that the recruitment email sent by 

administrators failed to mention the incentive, and yet, several staff members volunteered 

to participate.    

                                                           
11

 A convenience sampling strategy was agreed upon in order to make the process more efficient for the 

State.   
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There were three issues that that should be noted that could have affected the 

participantôs willingness to fully disclose information during the interview.  These 

included:  (1) the recruitment emails having been sent directly from the administrator, (2) 

the location at which the interviews were completed, and (3) the fact that supervisors 

recommended participation.  Initially, a recruitment email being sent directly from the 

assistant director was a major concern.  However, after reviewing the consent form that 

emphasized that their participation was completely voluntary, and that they could stop at 

any time, most staff members stated that they had either volunteered on their own after 

getting the initial email about the study, or a coworker had suggested they participate.   

The second big concern was the fact that the interviews were conducted at the 

facilities.  However, it became clear that staff members were not concerned about where 

the interview was taking place.  All of the subjects had at least one negative thing to say 

about where they worked, and most of them had several issues with their job and/or 

supervisors and were not afraid to express it.  There were a few who lowered their voice 

some when voicing complaints, but most of the subjects seemed unaffected.    

There were two subjects who specifically stated that their supervisor told them 

they should participate.  This raised two concerns.  One, of course, was coercion.  For 

these subjects, several statements were made to assure them that they were in no way 

expected to complete the interview if they did not want to.  Both of them laughed at the 

concern.  One stated, ñNo, no, itôs alright.  Iôm interested in what this is all about.ò  The 

other issue with a supervisor recommending participation was the potential introduction 

of biased answers in favor of administrative policies.  However, it became clear that this 
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was not an issue as one staff member explained that he was surprised he got the email 

asking him to participate because he had so many issues with his job.   

Interview Questions 

 In order to tap into undiscovered areas of intentions to leave and shed light on 

existing constructs, interviews were semi-structured.  This gave respondents the 

opportunity to naturally direct the conversation, while at the same time, allowing the 

interviewer to direct the discussion toward possible discovery or explanation of existing 

constructs.  Originally, twenty questions were created; however, administrators asked to 

have the number of questions reduced.  Additionally, there were some questions that 

administrators did not like.  These questions were either eliminated or reworded.  The 

final set of questions was designed to examine the participantôs personality, career goals, 

career expectations, and any issues that may make them more or less excited about their 

job.  There was also one question (number four) that was included in order to assess Job 

Embeddedness for this population of workers.      

(1) How or why did you decide to get into this line of work? 

(2) How does the reality of working in this type of job differ from what you expected 

when you first took this job? 

(3) How do you describe this job to people?  

(4) Describe how or if the things outside of work affect your work here and whether 

you would quit or stay even if you wanted to quit (hobbies, family, job market). 

(5) Have you changed since working at this facility either personally or 

professionally? 
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(6) What is a good day like working here for you? 

(7) What is a bad day like working here for you? 

(8) How do you cope on bad days? 

(9) What is your relationship like with your coworkers and supervisors? 

(10) Describe your ideal job. 

Stage 3: Staff Surveys 

Participants and Recruitment 

The final data collection was a survey of all staff members.  Of the 192 staff 

members who were eligible to participate when the survey was available, 124 logged 

onto surveymonkey.com and checked that they agreed to take the survey.  However, 102 

(53% participation rate) completed the survey.  Twenty-four staff members logged on, 

agreed to take the survey, but did not answer a single question and spent less than 5 

minutes on the survey.  It is possible that some of these staff members logged on, but 

were called away from the survey and came back later to start the survey again and 

completed it.     

Because recruitment through the administrators and supervisors went well during 

the qualitative portion of this study, the same process was used for the surveys.  

Administrators met with supervisors to discuss the study and the process.   Following 

this, administrators sent a mass email to all staff members who have the most contact 

with youth on a daily basis informing them of the study.  Staff members were able to 

choose between taking an online survey at www.surveymonkey.com or a paper-and-

http://www.surveymonkey.com/
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pencil version.  According to administrators, many of their staff members did not have 

internet access at home, and they believed that more staff members would participate if 

they were given time at work to complete it.  Therefore, the survey was made available 

for more than one staff member to take the survey on the same computer.  Unfortunately, 

this made it impossible to prevent staff members from taking the survey more than once 

through Survey Monkey.     

Confidentiality 

Because staff members took the survey at work, confidentiality was an issue.  To 

deal with this, staff members were given time at work to take the survey in a private room 

(i.e., only the staff member filling out the survey was in the room).  However, staff 

members at one of the detention centers expressed concern over confidentiality.  These 

staff members agreed to take the paper-and-pencil version which was supposed to be sent 

to one of them via email to print out and distribute to the rest.  However, staff members 

never followed through with this (they were supposed to contact the researcher with their 

email information).  Along these lines, it was brought to the researcherôs attention that 

staff members at the same detention center decided not to participate because they felt the 

title of the website, Survey Monkey, had racial undertones.  Because this was not brought 

to light until after survey completion, the researcher did not have the opportunity to 

address the issue.   
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Response Rate 

 One hundred ninety-two staff members were eligible to participate.  After three 

weeks, only 31 people had logged onto the website and agreed to take the survey.  Of 

these, only 24 subjects completed the survey; seven were left completely blank.  To 

increase staff participation, several methods were used
12

.  First, because ongoing contact 

was kept with several subjects who were interviewed, one subject from each facility was 

contacted by the researcher in an email that asked if they could encourage participation 

among their coworkers.  Four of the five contacts agreed; one never responded.  Second, 

the assistant superintendent reached out to supervisors again asking them to gently 

encourage staff members to participate.  Following these two strategies, the number of 

respondents increased to 65 within a week.   

The initial method of increasing the likelihood of participation was a cash 

incentive of fifty dollars that could be won through a drawing.  To be entered into the 

drawing, staff members who completed the survey had to show a consent form to their 

supervisors.  The supervisors sent the assistant director the final list of participants.  The 

assistant supervisor created one list of participants for all six facilities and sent it to the 

researcher.   After the surveys were completed, three names were drawn.  Recipients 

were notified via email by the assistant director, and three checks were sent to be 

distributed to the winners by the personnel department.  Because the researcher kept in 

touch with some of the subjects who were interviewed, she was able to follow-up with 

staff to assure the winners received their checks.      

                                                           
12

 Research has found that more contact made regarding the study with potential subjects increases 

response rates (Dillman, 2006).   
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Survey Measures 

 The original questionnaire
13

 was reduced in length twice.  First, it was reviewed 

by an administrator and union leaders of a juvenile correctional program in another State 

prior to Delawareôs administrators and supervisors reviewing it.  From this, it was 

strongly recommended that the survey be reduced drastically in size in order to increase 

the likelihood of participation and survey completion.  To do this, items within some of 

the scales were removed by reviewing their loading values from previous studies.  Items 

with the lowest values were eliminated.  Furthermore, some items were removed if they 

seemed to be tapping the same construct.    

The length of the survey was reduced again after the qualitative interviews were 

completed.  Based upon feedback from the interviewees, it became clear that some 

variables did not seem important to employee turnover among this population of workers.  

Rather than removing all of those variables, measurement of them was reduced to two 

items each.  This was done in order to make the survey smaller and allow for the original 

model to be tested.  In structural equation modeling (SEM), although some statisticians 

recommend using at least four observed variables per each latent variable (Hoyle, 1995), 

more recently it has been suggested that as few as two are acceptable within a complex 

model (Kline, 2011; Schumaker and Lomax, 2010).   

Three of the variables that did not seem important were removed completely.  All 

of these variables fell under the work environment category of the original model, and 

each were also measured in job satisfaction, but with only one question.  This left only 

                                                           
13

 The original questionnaire had over eighty questions. 
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one measure remaining under work environment:  dangerousness.  Table 2 presents the 

final variables from Lambertôs modified model of employee turnover that were used, 

minus the new variables that were created based on the face-to-face interviews (these are 

presented in the results section). 

 

Table 2. Final Variables  

Dependent Variable 

Intentions to Leave 

 

Predictor Variables 

Individual Level Predictors (Age, Race/ethnicity, Education, Tenure 

Characteristic of the Work Environment (Dangerousness)  

Work Attitudes (Job Satisfaction and Organizational Commitment) 

Stress 

The Employment Opportunity Index (Ease of Movement, Networking, 

Crystallization and Mobility) 

Job Embeddedness (Fit to Community, Fit to Organization, Links to 

Community, Links to Organization, Community-related Sacrifice, and 

Organization-related Sacrifice) 

 

Dependent Variable: 

Intentions to leave was the dependent variable in this study.  Intentions to leave 

refers to the level of desire a worker has to resign employment ties within a given period 

of time (Price and Mueller, 1986).  The index that was used in this study to assess 

intentions to leave was adapted from Sager et al. (1998) and Lambertôs (2006) measures, 

which were based on the idea of cognitions to turnover by Mobley, Griffeth, Hand, and 

Meglino (1979).  Mobley et al. (1979) proposed that there are three cognitive stages of 

intentions to leave.  These include (1) Thinking of quitting: An employee considers 
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leaving the organization. For example, an employee may comment: ñI thought about 

quitting this company the other day,ò (2) Intention to search: An employee decides to 

look for a job outside of the organization. An employee comments: ñI intend to look for 

another jobò and (3) Intention to quit: The employee decides to leave the organization at 

some unspecified point in the future. A co-worker says: ñI intend to leave this company.ò  

Recently, Lambert (2006) added a fourth dimension.  In his study on intentions to leave 

among correctional officers he included the category Desire to leave oneôs current job:  

an employee has a very strong want to leave his or her job in the near future.  In this case, 

the employee might comment, ñI really want to leave this job.ò 

For the present study, the second stage (intention to search) was not measured as 

it is too similar to items in the EOI.  Therefore, the third item used was Lambertôs desire 

to leave oneôs current job.  Exploratory factor analysis was conducted for this scale and 

two of the items had good loadings (see Table 4) and one (current job one year from 

now) had a poor loading (0.04).  When all three items were assessed for internal 

reliability, the Cronbachôs alpha score was poor (Ŭ = 0.40).  After reviewing each item, 

the scale was reduced to two items (thoughts of quitting and desire to leave oneôs current 

job).  The internal reliability for the two item scale was much improved (Ŭ = 0.73).   

Individual Level Predictors: 

 For this study, the variables gender, race/ethnicity, education, age and tenure were 

used to assess individual characteristics.  These measures were chosen because several 

studies looking at turnover among correctional officers (both juvenile and adult) have 

found them to be predictors of turnover and intentions to leave.  Three different measures 
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were used to assess tenure and were originally part of the Job Embeddedness measures.  

These are:  length of time in corrections, length of time at current facility and length of 

time in current job.  For the analysis, length of time at current facility was used.   

Work Environment Predictor: 

The Bureau of Prisons (BOP) created several work environment scales in the 

1980s for the Prison Social Climate Survey (PSCS) (Saylor, 1984).  Since then, these 

scales have been reassessed for internal consistency (Garcia, 2008; Saylor, Gilman and 

Camp 1996). Only one PSCS measure was used in the current study:  perceived 

dangerousness.  Several of the work environment variables were already measured by 

items from job satisfaction (e.g., satisfaction with pay, coworker support and supervisor 

support) or items from Job Embeddednesses (e.g., promotional opportunities).  To reduce 

the length of the survey further, perceived dangerousness was reduced from five items to 

two.   Items that were removed prior to the data collection for this study were chosen 

based upon feedback from administrators and the loadings from the factor analysis from 

two prior studies (see Garcia, 2008; Saylor, Gilman, and Camp 1996). 

The first item (likelihood of assault) asked ñHow safe or dangerous do you think 

it has been in this facility for staff members who have a lot of contact with youth 

(dangerous in the sense of being killed or injured in an assault)?ò Using a Likert-type 

scale, responses ranged from 1 (very safe) to 7 (not safe at all).  The second item (safety) 

asked ñHow likely do you think it is that you will be assaulted the next 6 months?ò  

Responses ranged from 1 (very likely) to 7 (not likely at all).  The first item (likelihood of 

assault) was reverse coded.  Exploratory factor analysis was conducted for this scale and 
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both of the items had satisfactory loadings (both were 0.81).  However, the Cronbachôs 

alpha score was low (Ŭ = 0.40).  Despite the poor internal reliability score this scale, it 

was retained in the model because previous studies have found it to be one of the best 

predictors of employee turnover.    

Stress: 

The BOP created a six-item scale to measure stress for the PSCS (Saylor, 1984a).  

This six-item scale captures increased emotional hardness and feelings of fatigue and 

worry.  The index used in this study included two of the original items and were 

reassessed for internal consistency for this sample.  Respondents were asked to rate the 

degree to which they disagree or agree with the following statements using a Likert-type 

scale ranging from 1 (strongly disagree) to 7 (strongly agree):  ñI often worry that that 

this job is hardening me emotionally,ò and ñI often feel emotionally drained at the end of 

the workday.ò  The internal reliability was reassessed for this sample, and it was 

acceptable (Ŭ = 0.69).  

Work Attitudes: 

Work attitude measures are designed to assess how an individual feels about the 

place where they work.  Job satisfaction and organizational commitment indices were 

adapted from researchers in the larger body of turnover literature (e.g., Price and Mueller, 

1986; Mowday et al., 1982).  Indices were reassessed for internal consistency on the 

current sample.  
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Job Satisfaction: 

The items for job satisfaction focused on the employeeôs level of satisfaction 

toward specific characteristics of the job and consisted of a modified version of Price and 

Muellerôs (1986) scale.  This scale was reduced from eight to five items based on 

feedback during the interviews (i.e., some of the measures did not seem important to staff 

members) and because some of the measures were asking the same question in a slightly 

different way. Respondents were asked to rate the degree to which they disagreed or 

agreed with the following statements using a Likert-type scale ranging from 1 (strongly 

disagree) to 7 (strongly agree):  ñI am satisfied with the work itself of my job,ò  ñI am 

satisfied with my co-workers,ò ñI am satisfied with my supervision,ò ñI am satisfied with 

my promotional opportunities,ò and ñI am satisfied with my pay.ò The internal 

consistency of this measure for the current study was good (ʰ Ґ 0.79).   

Organizational Commitment: 

 Organizational commitment was created to measure possible feelings individuals 

may experience about the specific facility in which they work.  Most of the employees 

that were interviewed did not discuss their commitment to the organization, but rather 

their commitment to the youths.  In fact, even those who liked where they worked stated 

that they would be happier if they could still work with the same population, but in a 

different setting.  As such, this index was reduced from eleven items to two and was 

reassessed for internal consistency όʰ Ґ лΦппύ.  Despite the low Cronbachôs alpha, this 

scale was retained in the model because previous studies have found it to be one of the 

best predictors of employee turnover.   Respondents were asked to rate the extent to 
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which they disagree or agree with the following statements using a Likert-type scale 

ranging from 1 (strongly disagree) to 7 (strongly agree):  ñI am willing to put in a great 

deal of effort beyond that normally expected in order to help with this organization,ò and 

ñI would accept almost any type of job assignment in order to keep working for this 

organization.ò 

Job Embeddedness: 

 Job Embeddedness is meant to assess how deeply interwoven the various parts of 

an individualôs life is.  The questions that were used in this study were adapted from 

Mitchell et al., (2001).  The items were created to assess the six main dimensions of this 

construct (links to community, links to work, job fit, community fit, job sacrifice and 

community sacrifices).  To reduce the length of the survey, most of the scales were 

reduced to three items except job sacrifice and community sacrifices.  The three items 

with the highest loading values were kept for each category based from the original study 

from which Job Embeddedness came (Mitchell et al., 2001).  All of the items for the Job 

Embeddedness scales, with the exceptions of organization links and community links, 

asked respondents to rate their responses on a Likert-type scale ranging from 1 (strongly 

disagree) to 7 (strongly agree). 

 The three items in the organizational fit scale asked respondents to rate the degree 

to which they agreed with the following statements:  ñMy job utilizes my talents and 

skills well,ò ñI feel like I am a good match for this organization,ò and ñI fit with the 

organizationôs culture.ò  Community fit items focused on how well employees liked the 

communities in which they lived.  The three items in this scale asked respondents to rate 
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the following statements:  ñI really love the place where I live,ò ñMy community (where I 

live) is a good match for me,ò and ñI think of the community where I live as home.ò The 

scale for organizational links consisted of the following items:  ñHow long have you 

worked in the juvenile justice system or in corrections,ò ñHow long have you worked for 

this facility,ò ñHow long have you been in your present position?ò  Responses for this 

scale were made on a Likert scale ranging from 1 (0-2 years) to 4 (8 or more years). For 

community links, respondents were asked to answer ñYesò or ñNoò to the following 

questions or statements:  ñMy family roots are in this community,ò ñAre you currently 

married or in a domestic partnership,ò and ñIf you are married/in a domestic partnership, 

does your spouse/domestic partner work outside the home?ò   

Following the interviews, it was decided to maintain four items in the job 

sacrifice scale.  Most respondents discussed issues around pay and benefits.  Items in the 

job sacrifice scale focused on what employees stand to lose if they left their job 

including, ñI would sacrifice a lot if I left this job,ò ñMy promotional opportunities are 

excellent here,ò ñI am well compensated for my level of performance,ò and ñThe benefits 

are good on this job.ò  Also following interviews, community sacrifice did not seem that 

important to subjects.  Therefore, this scale was reduced to only two items.  For 

community sacrifice, respondents were asked to rate the degree to which they agreed with 

the following statements:  ñLeaving this community would be very hard,ò and ñPeople 

respect me a lot in my community.ò  For all of the items under community and job 

sacrifice, responses ranged from 1 (strongly disagree) to 7 (strongly agree).   
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Exploratory factor analysis was conducted for all 18 items that were used to 

measure Job Embeddedness.  Not all of the loadings were as expected (see column 4 of 

Table 4).  One of the items designed to measure organizational fit (My job uses my 

talents and skills well) cross-loaded in three of the items designed to measure 

organizational sacrifice (see Table 4 for the final scale that was created).  Logically, one 

could argue that this makes sense in that a person who has a job that uses their abilities 

well could interpret that as a ñbenefitò to the job.  For two of the scales (community links 

and job links), exploratory factor analysis could not be performed because of the structure 

of the responses.   Items from both of these scales were subsequently used as measures of 

individual characteristics in the final analysis.  As shown in Table 4, only three of the six 

categories loaded in the exploratory factor analysis representing organizational fit (Ŭ = 

0.69), community fit (Ŭ = 0.88), and organizational sacrifice (Ŭ = 0.80).   

Employment Opportunity Index (EOI): 

For the current study, the EOI included 10 items designed to measure the five 

factors ease of movement, desirability of movement, networking, crystallization, and 

mobility.  Respondents were asked to rate the degree to which they agreed with the 

following statements:  Ease of movement: ñGiven my qualifications and experience, 

getting a new job would not be very hard at all,ò and ñI can think of a number of 

organizations that would probably offer me a job if I was looking;ò desirability of 

movement: ñIf I looked for a job, I would probably wind up with a better job than the one 

I have now,ò and ñMost of the jobs I could get would be an improvement over my present 

circumstances;ò networking: ñI have a far-reaching network of contacts which could help 
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me find out about other job opportunities,ò and ñI have contacts in other places who 

might help me line up a new job;ò crystallization: ñRight now, I have a job offer ñon the 

tableò from another employer, if I choose to take it,ò and ñI have found a better 

alternative than my present job;ò mobility: ñI am unable to move to another place of 

residence now even if a better job came along,ò and ñThere are factors in my personal life 

(e.g., school age children, relatives, etcé) which make it very difficult for me to leave in 

the near future.ò   

Exploratory factor analysis was conducted on all 10 items.  For this sample, a 4 

factor solution emerged.  Interestingly, the items that comprised desirability of movement 

in previous studies loaded with items from crystallization.  This seems plausible because 

both factors included descriptions of other jobs as being ñbetterò than the current job.  For 

this study, the scale used was labeled crystallization with the rationale that if people are 

confident they can get a better job, it is equal (in their minds) to them having a job offer 

in hand.  The 4 factors that emerged were tested for internal consistency:  ease of 

movement (Ŭ = 0.85), networking (Ŭ = 0.88), crystallization (Ŭ = 0.74), and mobility (Ŭ = 

0.52).   

Analysis 

 Each stage of data collection required a separate analysis in order to answer the 

questions guiding this study.  The main question for the administrative survey was:  (1) 

What is the voluntary turnover rate for frontline staff members in Delaware?  The main 

questions for the face-to-face interviews with front line staff members were:  (1) To what 

extent do interview responses reinforce previous selections of predictors of intentions to 
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leave, and (2) Are there undiscovered variables that might be important to direct care 

staff in juvenile facilities that affect intentions to leave?  Finally, the third stage sought to 

answer the question:  (1) What are the best predictors of intentions to leave among front 

line staff members in juvenile correctional facilities? 

Stage 1:  Identifying Turnover Rates for Direct Care Staff Members 

 In order to answer the main question of this stage of data analysis, the voluntary 

turnover rate from the previous two years was evaluated.  The average number of 

frontline staff employed in Delawareôs facilities and the number of frontline staff who 

left voluntarily
14

 and who quit for 2012 and 2013 were reported.  The numbers provided 

were for all six of the facilities as a whole, not per facility.  These numbers were used to 

calculate the voluntary turnover rate for each of the past two years: 

ὠέὰόὲὸὥὶώ ὝόὶὲέὺὩὶ ὙὥὸὩ
ὔόάὦὩὶ ύὬέ ὰὩὪὸ ὠέὰόὲὸὥὶὭὰώ

Ὕέὸὥὰ ὔόάὦὩὶ έὪ ὈὭὶὩὧὸ ὅὥὶὩ ὛὸὥὪὪ
 

Stage 2:  Exploring Intentions to Leave (Qualitative Analysis) 

 Each of the 14 interviews was audio-taped and then transcribed into Microsoft 

Word using a format similar to a movie script, differentiating between what the 

interviewer asked and what the subject said immediately following the question.  Each 

typed interview and audio-recording was then linked to Atlas.ti for analysis.  Interviews 

were analyzed by looking for patterns across the subjectôs thought processes regarding 

their intentions to leave.  The interviews were read, reread, and listened to several times 

over the course of a month.   

                                                           
14

 Personnel were asked to exclude any frontline staff members who left voluntarily due to retirement. 
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Creating codes consisted of four stages:  (1) reading the interviews and making 

memos in the margins when something relevant to intentions to leave was discussed, (2) 

rereading the interviews in light of the memos, (3) creating descriptive codes for each 

memo, and (4) creating an interpretive code for each descriptive code (Watts, 2014).  

Descriptive codes consisted of a one word label for the general topics the participant 

discussed in a given passage.  For example, when participants discussed any issue 

relevant to the residents, the memo was coded ñyouth.ò  Next, all memos with the 

descriptive code ñyouthò were reread and a more informative code was given:  the 

interpretive code (Watts, 2014).  For instance, if participants talked about how they only 

wanted to keep their job so they could help at-risk youths, the interpretive code was 

ñcommitment to youth.ò   

Following analysis of the interviews, the next step was to compare the responses 

from the interviews to the model.  Three new themes related to intentions were 

categorized, and scales were developed to measure them.  For example, most of the staff 

members reported that they would not quit because they had an emotional attachment to 

the youths.  This was labeled Commitment to Youth.  Commitment to Youth was entered 

into the model as a separate variable, postulating that Individual Characteristics and the 

Work Environment affect Commitment to Youth.  The measures that were created for 

each of these constructs are presented at the end of Chapter 4.   

Stage 3:  Predicting Intentions to Leave 

A combination of structural equation modeling (SEM) using Amos and linear 

regression analysis using SPSS was used to test the main hypotheses.  Before testing the 
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hypotheses for this stage of data collection, the data were screened for normality (see 

Tables 3-5 in Chapter 5).  The data were also checked for multicollinearity.  To find the 

best predictors of employee turnover for this population of employees, a three-stage 

analytic approach was used.  First, bivariate correlations were conducted in SPSS in order 

to identify independent variables that were significantly related to intentions to leave.  

The results are reported in Table 5, Chapter 4.  Because SEM requires a much larger 

sample to analyze the proposed models, screening the variables was necessary to reduce 

the number of parameters in the estimated model.  Variables related to intentions to leave 

in the bivariate correlations and the OLS regression analyses were used in the subsequent 

SEM analyses.  Specifically, only variables that were significantly associated with 

intentions to leave were included. 

The second and third stages of analysis were ordinary least squares linear 

regression and SEM.  OLS was conducted to assess the relationships of the variables for 

each of the five main hypotheses.  This was done to compare the OLS results to the SEM 

results.  During the OLS analysis, multicollinearity was assessed.   

There are two important features of SEM that made it ideal for this study.  First, 

SEM allows researchers to test the direct and indirect effects among the constructs by 

estimating a succession of split, but independent, multiple regressions at the same time 

(Kline, 2011).  For example, in the present study, individual characteristics (age, gender, 

education, race and tenure) were hypothesized to affect intentions to leave both directly 

and indirectly through stress, job satisfaction and organizational commitment.  The 

second valuable feature of SEM is that it accounts for measurement error in observed 
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variables (Cha and Cohen-Vogel, 2011), which gives a more precise estimate of the 

causal relationships within the model (Hair, Anderson, Tatham, and Black, 1998). 

There are two main parts to the structural equation modeling process:  confirming 

the measurement model and fitting the structural model. The purpose of the measurement 

model is to estimate the relationships among observed and latent variables through 

confirmatory factor analysis (CFA) (Kline, 2011; Schumacker and Lomax, 2010).  In this 

study both exploratory factor analysis using SPSS and confirmatory factor analysis using 

Amos were conducted.  First, EFA was conducted and scales were created for each latent 

variable in the model.  These scales were then used as observed variables in the SEM 

models in order to correct for issues that the small sample size would have caused in 

using a larger model.  However, before running the models that would test the 

hypotheses, CFA was conducted using Amos to ensure that there were no significant 

points of departure between the EFA and CFA findings, particularly in respect to the size 

and valence of the factor loadings.  Standardized factor loadings within each construct 

were statistically significant at the 0.05 level (Kline, 2011).   

After assessing the confirmatory factor analyses, the structural models were 

assessed.  Specifically, relationships among the latent variables (treated as observed 

variables due to sample size) and the strength of the associations among the constructs 

were estimated (Kline, 2011).  To evaluate model fit, it is recommended that several 

statistical fit indices are examined (Hoyle, 1995; Kline, 2011; Schumacker and Lomax, 

2010).   The most widely used and recommended tests include chi-square, the root mean 

square error of approximation (RMSEA), the comparative fit index (CFI), and the 
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goodness-of-fit index (GFI) (Schumacker and Lomax, 2010).  Chi-square tests the 

significance of the theoretical model or overall model fit (Smith and McMillan, 2001).  

When reviewing the chi-square test, a non-significant value is desired (Schumaker and 

Lomax, 2010).  With chi-square, a non-significant value is an indicator that the observed 

variance-covariance matrix and the implied matrix are similar and would produce a value 

close to one.  The RMSEA is another measure of overall model fit.  It assesses the error 

between the hypothesized model and the true covariance matrix underlying the data (Gau, 

2010).  Lower values represent a better fit for the RMSEA (Kline, 2011).  Specifically, 

values between 0.10 and 0.06 are an indication of an acceptable fit; values of 0.05 or 

lower indicate a very good fit (Gau, 2010).   

The CFI (also referred to as an incremental index) is an indicator of the relative 

improvement in fit of the hypothesized model and a statistical baseline model (or the null 

model, which assumes zero covariances among the observed variables) (Kline, 2011).  

Essentially, it assesses how well the hypothesized model fits the data compared to the 

worst possible model (Miles and Shelvin, 2007).   The CFI is bounded between 0.0 and 

1.0 (Kline, 2010).  An indication of a very good fit is 0.95 or greater (Gau, 2010).  Before 

testing for indirect effects, each predictor variable was tested to ensure a significant direct 

relationship with the dependent variable (MacKinnon, Krull , and Lockwood, 2000).   

Once this was completed, a series of structural equation models using maximum 

likelihood (ML) estimation were run.   
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In this study, there were five main hypotheses which resulted in two structural 

models.   The first model tested Hypotheses 1, 2, and 3.    Note that the following 

hypotheses are in their original form from the proposal for the current study.   

H1 Individual factors and characteristics of the work environment are directly related 

to intentions to leave.  Specifically, staff members who are women, younger, 

belong to a minority group, have higher levels of education, and have less work 

experience at the facility will have higher levels of intentions to leave.   

H2 Job satisfaction and stress are antecedents to organizational commitment, and   

stress is an antecedent to job satisfaction.  Specifically, lower levels of job 

satisfaction and higher levels of stress will result in lower levels of organization 

commitment, and higher levels of stress will result in lower levels of job 

satisfaction. 

H3 Individual factors (age, gender, race educational attainment, and tenure), work 

environment factors (such as satisfaction with supervision and coworkers, pay, 

input into decision making and perceived dangerousness), and stress are indirectly 

related to intentions to leave through job satisfaction and organizational 

commitment.   

In the final model, based on the results from the bivariate correlation analysis and 

OLS regression analysis, the work environment variable, dangerousness, was not 

included due to its weak association with intentions to leave.  The same was true for age, 

gender and education.  The model below shows the final measures that were used.
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The second model assessed Hypothesis 4 and 5.  Similar to the above model, 

some measures were not used in the second model because of a lack of significance in the 

bivariate correlations and the OLS regression analysis.  The same individual 

characteristics were used in this model and dangerousness was also eliminated.  This next 

model was designed to assess model improvement by adding Job Embeddedness and EOI 

factors.  Only organizational fit and organizational sacrifice were significant in the 

bivariate correlations and OLS regression analyses.  Furthermore, using both job sacrifice 

and job satisfaction in the same model created multicollinearity problems.  Therefore, 

only organizational fit was used.  For the EOI, only crystallization was used.  The other 

three factors were not significantly associated with intentions to leave in either the 

bivariate correlations or the OLS regression analysis.   
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H4 Job Embeddedness will improve the prediction of intentions to leave, beyond that 

accounted for by job satisfaction and organizational commitment. Specifically, 

individuals who have higher levels of Job Embeddedness will be less likely to 

leave the job. 

H5 The Employment Opportunity Index (EOI) will improve the prediction of 

intentions to leave beyond that accounted for by job satisfaction and 

organizational commitment.  Specifically, staff members who score higher on the 

EOI will have higher levels of intentions to leave. 

 Below is the second model that tested Hypotheses 4 and 5 using SEM analysis. 
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Figure 4:  Structural Equation Model 2 
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CHAPTER 4: QUALITATIVE RESULTS 

 The main purpose of the staff interviews was to tap into undiscovered areas of 

intentions to leave and to shed light on existing constructs.  Although several studies have 

included interviews with other populations of employees prior to finalizing the 

measurement of constructs (Price, 1977; Mobley, 1982; Price and Mueller, 1986), none 

have done so with staff members at juvenile correctional facilities.  The first part of this 

chapter provides detailed descriptions of both the staff members who were interviewed as 

well as the facilities in which they work.  The second part of this chapter presents 

findings from the interviews.   

Ten themes, important to a staff memberôs decision to leave, came to light during 

the interviews:  

1. Coworker support,  

2. Supervisor support,  

3. Having a thick skin,  

4. Sharing a similar background with youth,  

5. Being understanding,  

6. Lack of upward mobility, 

7. Pay,  

8. Job expectations,  

9. Commitment to youth, and 

10. Career stepping stone.   
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Although there were several themes discussed in the interviews that supported 

findings from prior studies on employee turnover, only themes that were not discussed in 

previous studies of employee turnover (either in correctional studies or the larger body of 

employee turnover studies) are presented in this chapter.  Chapter 6 combines the 

findings from all three stages of data collection where data from the qualitative portion 

will be used to provide a richer understanding of the results from the quantitative portion 

of this study.   

Facility and Subject Descriptions 

Interviews were conducted with 14 staff members from five of Delaware Stateôs 

six residential juvenile correctional facilities.   Like many correctional facilities ï adult 

and juvenile ï all but one were located in the same beautiful rural setting, looking more 

like a college campus or a city park than a place that housed adjudicated delinquents.  In 

stark contrast, the sixth facility, a secure detention center, was located along a multi-lane 

highway adjacent to a strip mall, diagonally across from another strip mall and directly 

across the street from a bowling alley and some fast food restaurants.  As with many 

detention centers, this one housed a mix of youths who had committed serious offenses 

and were awaiting court hearings or placement decisions.  When I conducted the 

interviews at this facility, a staff member let me into the locked building and led me 

down a long hallway after unlocking the door that took us to the administrative section.  

Both of the interviews at this facility were conducted in a spacious, modern conference 

room.   
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Of the five facilities that were located together on one campus, one was a secure 

detention center.  According to staff members at this facility, in addition to getting the 

usual mix of adolescence that were awaiting placement, they also received youths no one 

else could handle.  Outside activity for youths at this facility was limited to an area that 

was fenced in and topped with barbed wire.  The entrance to this building was the most 

daunting of all of the facilities.  The lobby where the security guard sat was small, 

allowing room for only a few visitors at any given time.  After I gave them my driverôs 

license and car key, a wand was passed over me, checking for anything not allowed 

within the rest of the facility walls.   I was permitted to take my recorder, a pen and 

paper, and the informed consent forms.  All of the interviews conducted at this facility 

were done so in the personnel directorôs office while she was out to lunch.  Even though 

this section of the building was separate from where any of the kids were, staff and 

visitors had to get ñbuzzed inò
15

 and out of the hallway leading to and from it. 

Three of the facilities at this location were called ñThe Cottages.ò  These were 

staff-secure rehabilitation facilities where adjudicated youths came right before they were 

about to be released.  The maximum amount of time spent before release was six weeks.  

There was no barbed wire fencing and residents could go outside to walk from building 

to building with the supervision of staff.  Getting into the facility still required that 

someone buzz me in.  However, no one looked at my photo I.D. or asked to hold my car 

key once I told them who I was and why I was there.  Because these were low-security 

buildings, I was led through a room where all of the male youths were sitting.  On one 

                                                           
15

 Getting ñbuzzed inò is when a button located next to the door is pushed (like a doorbell) that alerts 

someone in the control room that a person is there and would like to go through the door.  Once the person 

in the control room assesses who is at the door, it is unlocked.   
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occasion, while I was waiting for a second interviewee, a supervisor happened to be 

nearby eating his lunch while one of the male youths was on a time out, which meant he 

had to sit with the supervisor and do his homework.  The boy and I had a brief 

conversation about living in Philadelphia before my next subject arrived.  This was the 

most contact I had with residents throughout the interview-gathering stage of this study.  

Two interviews were held in a small office shared by staff members.  It looked more like 

a storage closet than an office.  The other interview took place in a small cafeteria.   

The last facility on this campus was the Ferris School for Boys.  This was a secure 

rehabilitation facility which, similar to the detention facility on this campus, meant that 

outside time for the young men was spent in a fenced-in courtyard topped with barbed 

wire.  This is what would be considered a maximum security facility in adult prison 

language.  When entering the facility, I had to be buzzed-in and a staff member working 

at the security desk took my driverôs license and entered my personal information into 

their computer.  Once my subject came out for the interview, the staff member working 

security waved an electronic wand over me and the subject, checking for anything that 

was not allowed within the facility walls.  Next, the subject and I had to be let into the 

next area of the building which was basically a small room separating the hallway that 

led to where the residents were and the main entrance.  No residents were allowed in this 

area which had an adjacent conference room.  The interviews took place in this private 

little room.   

Of the 14 subjects, four were female and ten were male.  The number of years 

worked at the facility ranged from 8 months to 16 years.  Six of the subjects worked there 
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for five years or less.  Only one of the staff members interviewed was Caucasian and the 

other thirteen were African American.  As discussed previously, staff members were 

either Youth Rehabilitative Counselors or Treatment Specialists.  YRCs are responsible 

for supervising youth in all of their activities which may include academic, recreational 

and social activities.  This position requires a high school diploma.  A Treatment 

Specialist coordinates services, provides counseling and carries out duties similar to a 

YRC.  A Bachelorôs degree is required to become a Treatment Specialist.      

Themes that Led to New Variables 

Commitment to Youth 

 Staff members expressed their commitment to youth in a number of ways.  The 

most obvious way was when they explicitly talked about how much they cared about the 

youths.  However, there were other ways that expressed their commitment such as getting 

family members to visit youth who had no visitors, almost getting fired to fight for what 

was best for youth, and working with youth as a career.  Many of them conveyed that 

they were committed to helping only at-risk youths.  However, others seemed dedicated 

to working with youth in general.   

Several staff members stated that working with at-risk youths was their calling.  

For these staff members, that statement specifically meant that working with either at-risk 

youths or just youths in general was what they were meant to do in life.   

As noted above, several staff members stated that they would not stop working 

with this type of population of youths.  One went so far as to say that he would not leave 
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his current job even for more money.  He observed, ñThe job I left, 16 years ago, I was 

making good money.  I can honestly say, there is nothing that would make me leave this 

jobéI care about these kids.ò  However other staff members would leave for more pay, 

but only if they could still work with at-risk youths.   One staff member who was a new 

mom stated:  

I wouldnôt want to leave this population, but I would want a title 

that paid more, but so I could still do the work.  So, I wouldnôt be 

so removed that I would be able to make decisions about the kids 

that Iôve come to know and know aboutéitôs job stability, itôs 

family stability.  So at this point being a mom, I probably would 

choose something that had more money.   But I wouldnôt want to 

leave this population.    

 

For some staff members, their entire family or other family members were also 

committed to youth.  One staff member followed his dad into the field.  He explained that 

his father was kind of a legend around campus, and that ñI grew up on this campus.ò  For 

another staff member, it was not only his calling, but his sonôs and his wifeôs calling.  His 

son was actually working in the building while I was there interviewing him.  His wife 

worked at a different type of facility for youths with ñbehavior problems.ò  Sometimes 

they would see the same kids coming through their facilities.  When this subject would 

get a kid known for never getting any visitors, his wife would come to visit the kid during 

her off hours.   

Another way commitment to youth was seen was through staff membersô careers.  

At least three of the staff members had always worked with youths.  One staff member 

began a job right out of high school where he assessed children for being at-risk because 
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of the neighborhood where they were living.  He worked at that job for three years before 

moving to Pennsylvania and starting a job at a private juvenile correctional facility.  He 

worked there for ten years before coming to his current job at the Ferris School for Boys.  

Outside of work, this same subject helped coach a local high school football team.   

One staff member said that he almost lost his job fighting for what he thought was 

right for youth.  

To me, Iôm not afraid of losing my job, if itôs for the right reason.  

You know if I have to get fired because Iôm speaking my mind and 

itôs going to help a kid or at least help another staff to get some 

courage to say something, then fine, fire me, and then that seed has 

been planted in somebody else to carry that on.  But Iôm not going 

to sit here and watch kids suffer, get killed every month because 

weôre not doing all we can to help this kid.  It just doesnôt make 

sense to me.  Suspend me, write me up. 

 

Job Expectations 

 For most of the subjects in this study, they had an idea of what the youth would be 

like and what working with them would be like before they even interviewed for the job.  

However, all of them expressed that they believed that this was one of the main issues 

causing new hires to quit early on.  One thing that did seem to surprise many of the 

subjects was they learned quickly once they were hired that not every staff member was 

there for the kids.  Many expected everyone that worked there to have a deep concern for 

the well-being and future of each youth. Another issue regarding job expectations was 

that the advertisement posted online for the job was inaccurate.   Not only were new hires 

surprised by the residents, but by the job itself.  And finally, another area of concern was 

work hours.   
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As mentioned above, most of the staff members knew what they were getting into 

in terms of working with this population of youth.  For them, they thought this issue 

affected new hires that were fresh out of college, were young and had little to no 

experience in this field.  And while they may have thought they knew what it would be 

like to work with juvenile delinquents, they did not really get it until they worked with 

them in this type of environment on a regular basis.  Subject 10 expressed this sentiment 

perfectly.  She had been out of college for about year.  Before taking this job, she worked 

with ñtroubledò youth on a voluntary basis through her sorority.  She stated:    

I thought I was just coming into this building [and] I was going to 

relate to kids that I was normally relating to in the community 

through my sorority.  But I had never realized that so many young 

kids were experiencing abuse, drug abuse, and trauma.  It kind of 

was a wakeup call.  Because if you didnôt have it in your 

childhood, and all of your friends didnôt really go through those 

types of things, you just donôt think that kids at that age, you know.  

And here, when I started our youngest kid was 8.  And that was 

major for me.  But I guess, that was the reality check right there.  

You know, this little cotton world that Iôm living in is not really a 

true reality of what young kids are going through even around the 

city that I came to after college.  It really was an eye opener for 

me.  It really was. 

  

 A number of staff members explained how they expected all of the staff members 

to ñbe there for the kids.ò   This meant that they thought everyone working at the 

facilities actually cared about the youths.  Subject 4 told me that he believed that about 

fifty percent of staff members were concerned about youth.  He explained ñésome 

people are here because itôs a state job.  They get steady pay, benefits and thatôs why 

theyôre here.ò   
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 The biggest concern in terms of job expectations for new hires that had never 

worked in this field was the advertisement for the job.  They told me that between the job 

description online and the interview process, the job came across as a desk job where 

staff members are assigned a caseload of kids and they come in with their families for 

you to counsel them.  The actual job though is working directly with youth for the entire 

shift.  Subject 5 gave an example of how the online advertisement and interview process 

were clearly misleading for one new hire: 

We had one lady.  She got hired, and when she was interviewing 

she asked if she would have her own office.  And they said, yeah, 

youôll have your own office and she come to work and she had a 

blazer on and girly shoes.  [Air quotes] óThey said I would have 

my own office.ô You can have an office, but itôs the control room 

and itôs everyoneôs office.  She thought she would just sit in an 

office and the kids would come to her.  No.  You got 20 kids on a 

unit, itôs your job to get their clothes to them, walk to class, [and] 

make sure they get food.  No.  Youôre the mom.  Youôre the guard, 

youôre the babysitter.  Youôre the caregiver.  You walk from the 

time you get in until the time you leave.  She ended up switching 

to the night shift, which is a lot easier because theyôre all sleeping 

and all she had to do was sit in the office and then walk up the 

stairs.  Yah, she finally got her own office.   

 

A main issue that staff members found harder than expected were work hours.   

Specifically, there were two problems regarding hours:  (1) shift work and (2) freezes.  

Freezes happen when staff members are required to stay past the end of their shift 

because someone from the next shift has called off.  Shift work is when an employer has 

employees working 24 hours per day, usually divided into eight-hour timeslots.  

Unfortunately, both of these issues are completely unavoidable in this line of work.  

Legally, a specific number of staff must be present for each shift.  A major problem 
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stemming from this is that it forces management to hire employees that may not be the 

best candidates, including those who are there just for a paycheck or those who have poor 

relationships with youth.  They also discussed that those types of employees stand out in 

the eyes of youth who recognize they are not concerned about them.  The main problem 

staff members expressed with this issue is that when youth feel like staff members do not 

care, it often translates into youth not caring and being more likely to misbehave while in 

custody.  This can add to an already potentially dangerous environment  

Career Stepping Stone 

 Several staff members discussed how a lot of people had come and gone because 

this job was seen as the first step in someoneôs career.  Most noted that this mainly 

applied to younger hires that were fresh out of college looking to build their resumes.  

Others noted that this job was just a way for some to get into a state job.  Furthermore, 

staff members observed that one reason people saw this job as a stepping stone was 

because their pay was low relative to the work and importance of the work.   

 Only one staff member who was interviewed explicitly stated that she saw this job 

as a stepping stone.  Her career path was rather interesting as her previous job was 

working with kids ages 4 to 14 who had behavioral problems.  She told me of an instance 

where one four year old smashed another four year oldôs face into a table, nearly breaking 

the childôs nose, ñblood just gushing out.ò  Instances like that prompted her to work in 

juvenile corrections because she was interested in what happened to those small children 

once they got a little older.  Presently, she is working towards her masters with the goal 

of moving into something related to mentoring at-risk youth. 
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Variables and Hypothesis Stemming from Interviews 

 Three new variables were created based on the above themes including 

commitment to youth, career stepping stone and job expectations.  At a basic level, 

commitment to youth refers to the level of attachment staff members feel toward the 

residents in their care.  Based on the interviews with frontline staff members, those who 

had higher levels of commitment to youth expressed little desire to leave their current 

job.  To measure commitment to youth, a scale consisting of three items was created.  

Respondents were asked to rate the degree to which they disagreed or agreed with the 

following statements using a Likert-type scale ranging from 1 (strongly disagree) to 7 

(strongly agree):  ñI could just as easily be working for another organization as long as I 

could work with at-risk youth,ò ñThe main reason I stay at this facility is because I care 

about the youth,ò and ñThe only way I would take another job for more money is if I 

would still be working with / helping at-risk youth.ò  The Cronbachôs alpha for this scale 

was 0.65.   

 Career stepping stone, in this study, refers to the degree to which staff members 

see their current job as a means of progress or advancement in their career.  Participants 

in the qualitative part of this study stated that younger employees who were college-

educated were the most likely to see this job as a means to further their career in the 

criminal justice system.  For career stepping stone, respondents were asked to rate the 

degree to which they disagreed or agreed with the following statements using a Likert-

type scale ranging from 1 (strongly disagree) to 7 (strongly agree):  ñI took this job 

because I thought it would advance my career,ò ñI see this job as a stepping stone for my 
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career,ò and ñI took this job in order to gain a better skill set for my dream job.ò  The 

Cronbachôs alpha for this scale was 0.83.   

In this study, job expectations refers to the degree to which staff members thought 

their job was different from what they thought it would be when they first took the job.  

Every staff member that was interviewed explained that most of the new hires had the 

impression that they were going to have their own office and have little contact with the 

residents.  For job expectations, respondents were asked to rate the degree to which they 

disagreed or agreed with the following statements using a Likert-type scale ranging from 

1 (strongly disagree) to 7 (strongly agree):  ñThe reality of working at this facility is 

different than what I expected,ò ñWorking with at-risk youth is a lot harder than I thought 

it would be,ò and ñThe work I do at this facility is more challenging than I thought it 

would be.ò  The Cronbachôs alpha for this scale was low, but after removing the first item 

(The reality of working at this facility is different than what I expected), the score was 

0.80.  The final scale for this measure used only the last two items. 

At the beginning of this chapter, ten themes important to intentions to leave that 

came to light during the interviews were presented.   The themes that every staff member 

discussed as affecting intentions to leave included age, educational status, satisfaction 

with pay, satisfaction with coworkers, commitment to youth, and job expectations.  As 

such, the following hypothesis was generated: 
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H6  Individual factors (age and educational attainment) are indirectly related to 

intentions to leave through satisfaction with pay, satisfaction with coworkers, 

career stepping stone and job expectations.  Commitment to youth is directly 

related to intentions to leave.   

 

Figure 5. Structural Equation Model 3 
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CHAPTER 5:  QUANTITATIVE RESULTS  

 This chapter begins by presenting the descriptive statistics for the variables used 

in analyzing the staff survey data.  Next, it presents results with a corresponding table of 

Pearsonôs correlations.  This is followed by OLS regression analyses of the hypotheses.  

Bivariate and OLS regression analyses were conducted in order to reduce the number of 

variables in the analysis, because SEM requires a much larger sample to analyze the 

proposed models.  This step reduced the number of parameters in the estimated models.  

Variables that had statistically significant relationships to intentions to leave in the 

bivariate correlations and the OLS regression analysis were used in the subsequent SEM 

analyses.  OLS regression analysis is followed by presenting the results from the SEM 

analyses.  The chapter concludes with a discussion of which model from the SEM 

analyses best fit the data for predicting intentions to leave.  

Descriptive Statistics 

 Demographically, the sample for the quantitative part of this study was largely 

similar to the sample from the qualitative part.   The average age of subjects who 

completed a survey was 41 years (n = 100, SD = 11.82) with a range of 23 to 63 years.  

The racial composition of the sample was 83 percent African American, 14 percent white 

and 1 percent Native American Indian (n = 101).   Most of the subjects were male (n = 

102, 67%).  Educationally (n = 101), a little over half of sample (52%) had an associateôs 

degree or less and the remainder had a bachelorôs (37%) or masterôs degree (12%).  Note 

that both race/ethnicity and education were transformed into dichotomous variables 

before conducting any further analysis.  In terms of tenure, 38 percent reported that they 
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had been working there 0-2 years, 21 percent reported that they had been working there 

3-4 years, 7 percent reported that they had been working there 5-7 years, and 33 percent 

reported that they had been working there 8 or more years.  The remaining descriptive 

statistics (scales for the latent variables) and the dependent variable, intentions to leave, 

are presented in Table 4.  Table 3 contains descriptive statistics for the individual 

characteristics that were discussed above.  Figures 6 and 7 provide information on how 

the sample from the staff surveys compare to the total population in terms of race and 

gender.  Other demographic information was not provided.   

Figure 6. Racial Comparison of Sample and Total Population of Delaware's         

Frontline StaffS 
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Figure 7.  Gender Comparison of Sample and Total Population of Delawareôs  

Frontline Staff 
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Table 3. Descriptive Statistics for Individual Characteristics 

Variable N 
Mean or 

Percent 
SD Skew Min  Max 

Age 100 41 11.82 0.16 23 63 

Gender 102 1.67 0.47 -0.72 1 2 

1 = Female - 33% - - - - 

2 = Male - 67% - - - - 

Race 101 0.83 0.38 -1.80 0 1 

0 = Other - 17% - - - - 

1 = Black/African 

American 
- 82% - - - - 

Education 101 0.49 0.50 0.06 0 1 

0 = Other - 52% - - - - 

1 = Bachelors or Higher - 49% - - - - 

Tenure 100 2.37 1.30 0.24 1 4 

1 = 0-2 years, - 38% - - - - 

2 = 3-4 years, - 21% - - - - 

3 = 5-7 Years, - 7% - - - - 

4 = 8 or more years - 33% - - - - 
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Table 4. Descriptive Statistics for Scales 

Scale/Items N Mean Min  Max Std. Dev. Skew 

Factor 

Loading 

Corr. 

w/Total 

Intentions to Leave (Ŭ = 0.73)  3.62   0.73 0.45   

In the last 6 months, how often have you thought about 

quitting your current job? 

102 3.05 1 7 1.87 0.54 0.90 0.63 

To what extent do you desire to leave this job? 102 2.28 1 7 1.18 0.46 0.90 0.63 

Satisfaction (Ŭ = 0.79)  4.39   1.33 -0.40   

I am satisfied with work itself. 100 5.36 1 7 1.45 -1.26 0.77 0.60 

I am satisfied with my coworkers. 100 5.03 1 7 1.71 -1.03 0.64 0.45 

I am satisfied with my supervision. 101 5.06 1 7 1.76 -1.01 0.78 0.62 

I am satisfied with my promotional opportunities. 101 3.60 1 7 2.10 -0.02 0.74 0.57 

I am satisfied with the pay. 101 2.86 1 7 1.81 0.58 0.76 0.60 

Organizational Commitment (Ŭ = 0.44)  4.80   1.22 -0.37   

I am willing to put in a great deal of effort beyond what is 

expected in order to help with this facility. 

102 5.73 1 7 1.20 -1.29 0.81 0.31 

I would accept almost any type of job assignment in order to 

keep working at this facility. 

102 3.88 1 7 1.78 0.01 0.81 0.31 

Stress (Ŭ = 0.69)  3.30   1.72 0.42   

I often worry this job is hardening me emotionally. 102 3.10 1 7 1.85 0.73 0.88 0.53 

I often feel emotionally drained at the end of the day 102 3.5 1 7 2.08 0.34 0.88 0.53 

Organizational Fit (Ŭ = 0.69)  5.54   1.16 -1.12   

I feel like I am a good match for this facility. 102 5.81 1 7 1.14 -1.54 0.85 0.54 

I fit with this facilities culture. 102 5.27 1 7 1.50 -1.17 0.80 0.54 

Community Fit (Ŭ = 0.88)  5.13   1.40 -0.83   

My community (where I live) is a good match for me. 101 5.56 1 7 1.46 -1.37 0.94 0.91 

I think of the community where I live as home. 102 5.56 1 7 1.43 -1.45 0.90 0.81 

I really love the place where I live. 102 5.39 1 7 1.52 -1.27 0.86 0.81 

Leaving my neighborhood would be very hard. 102 4.01 1 7 2.05 0.05 0.70 0.61 

Organizational Sacrifice (Ŭ = 0.80)  3.59   1.55 -0.03   

I am well compensated for my level of performance. 102 3.08 1 7 1.72 0.22 0.88 0.69 

My promotional Opportunities are excellent here. 101 3.28 1 7 1.82 0.13 0.81 0.70 

My job utilizes my talents and skills well. 101 4.38 1 7 1.94 -0.42 0.65 0.54 
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Table 4, continued         

Commitment to Youth (Ŭ = 0.65)  5.09   1.23 -0.70   

I could just as easily be working for another organization as 

long as I could work with at-risk youth. 

100 4.82 1 7 1.56 -0.49 0.70 0.41 

The main reason I stay at this facility is because I care about 

the youth. 

102 5.74 1 7 1.28 -1.61 0.77 0.47 

The only way I would take another job for more money is if I 

would still be working with/helping at-risk youth. 

99 4.65 1 7 1.84 -0.45 0.84 0.55 

Job Expectations (Ŭ = 0.80)  3.00   1.14 0.71   

Working with at-risk youth is a lot harder than I thought it 

would be. 

102 2.40 1 7 1.46 1.46 0.91 0.66 

Working with at-risk youth is a lot more challenging than I 

thought it would be. 

102 2.57 1 7 1.62 1.25 0.91 0.66 

Career Stepping Stone (Ŭ =0.83)  4.44   1.62 -0.34   

I took this job because I thought it would advance my career. 102 4.47 1 7 1.90 -0.40 0.83 0.64 

I see this job as a stepping stone for my career. 100 4.54 1 7 1.92 -0.37 0.88 0.71 

I took this job in order to gain a better skill set for my dream 

job. 

102 4.29 1 7 1.81 -0.33 0.89 0.72 

Ease of Movement (Ŭ = 0.85)  5.20   1.38 -0.58   

Given my qualifications and experience, getting a new job 

would not be very hard at all. 

100 5.22 1 7 1.55 0.24 0.92 0.74 

I can think of a number of places that would probably offer 

me a job if I was looking. 

101 5.18 1 7 1.42 0.24 0.87 0.74 

Network (Ŭ = 0.88)  4.94   1.35 -0.47   

I have a far-reaching network of contacts which could help 

me find out about other job opportunities. 

102 4.99 1 7 1.42 -0.53 0.90 0.81 

I have many contacts in other places who might help me line 

up a new job. 

102 4.89 1 7 1.41 -0.50 0.92 0.81 

Crystallization (Ŭ = 0.74)  3.62   1.12 0.65   

If I looked for a job, I would probably end up with a better 

one than I have now. 

101 4.59 1 7 1.32 0.11 0.56 0.53 

Most of the jobs I could get would be an improvement over 

my present circumstances. 

102 4.51 1 7 1.42 0.18 0.63 0.51 
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Table 4, continued         

Right now, I have a job offer ñon the tableò from another 

employer. 

101 2.76 1 7 1.61 1.01 0.77 0.56 

I have found a better alternative than my present job. 101 2.54 1 7 1.36 1.19 0.86 0.56 

Mobility (Ŭ = 0.52)  3.67   1.61 0.02   

I am unable to move to a new place now even if a better job 

came along.  

101 3.39 1 7 1.81 0.27 0.78 0.35 

There are factors in my personal life which make it very 

difficult for me to leave in the near future.   

101 3.94 1 7 2.12 0.02 0.78 0.35 
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Bivariate Correlations 

 A correlation matrix was created that included the individual characteristics, the 

work environment measure (dangerousness), the scales created for the latent constructs, 

and the outcome measure (intentions to leave) (see Table 5).  This analysis was done for 

two reasons:  (1) to check for potential issues with multicollinearity and (2) to assist in 

deciding which variables to use in the SEM analyses.  Hosmer and Lemeshow (2001) 

suggest that simple relationships between each potential predictor and the outcome 

variable be examined prior to their inclusion in a multivariate model.  Furthermore, they 

suggest that the acceptable level of significance is p < 0.25 for variables to be included in 

subsequent multivariate models (Hosmer and Lemeshow, 2001).   

 Of the five individual characteristics, age (r = -0.17, p < 0.25), race/ethnicity (r = 

-0.29, p < 0.01), educational level (r = 0.13, p < 0.25), and tenure (r = -0.14, p < 0.25) 

had statistically significant relationships with intentions to leave.  However, three of the 

statistically significant variables were significant at the p < 0.25 level.  Results showed 

that whites and younger staff had higher levels of intentions to leave.  Furthermore, it 

found that staff members with higher levels of educational attainment and lower levels of 

tenure had higher levels of intentions to leave.  Dangerousness, the only work 

environment variable, was statistically significant at the p < 0.25 level.  Specifically, 

those who reported higher levels of dangerousness had higher levels of intentions to 

leave. 

Job satisfaction (r = -0.64, p < 0.01), organizational commitment (r = -0.49, p < 

0.01), and stress (r = 0.48, p < 0.01) were all significantly associated with intentions to 
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leave.  Specifically, staff members who had lower levels of job satisfaction and 

organizational commitment had higher levels of intentions to leave.  Staff members who 

had higher levels of stress had higher levels of intentions to leave.   

From Job Embeddedness, organizational fit (r = -0.50, p < 0.01), community fit (r 

= -0.13, p < 0.25), and organizational sacrifice (r = -0.54, p < 0.01) had statistically 

significant bivariate relationships with intentions to leave.  Staff members who reported 

lower levels of organizational fit, community fit, and organizational sacrifice had higher 

levels of intentions to leave.  From the EOI, ease of movement (r = -0.13, p < 0.25) and 

crystallization (r = -0.50, p < 0.01) had statistically significant relationships with 

intentions to leave.  Specifically, staff members who had lower levels of ease of 

movement and higher levels of crystallization had lower levels of intentions to leave.   

Of the three new scales that were created based on interviews from the qualitative 

portion of this study, commitment to youth (r = -0.47, p < 0.01) and job expectations (r = 

0.13, p < 0.25) had statistically significant bivariate relationships with intentions to leave.  

Specifically, staff members who had lower levels of commitment to youth and higher 

levels of job expectations had higher levels of intentions to leave.   

In terms of multicollinearity, two variables were highly correlated:  organizational 

sacrifice from Job Embeddedness and job satisfaction (r = 0.83, p < 0.01).  This was not 

surprising because both of these variables include questions that asked about pay and 

benefits.  This relationship was reassessed for multicollinearity during the OLS 

regression below.      
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Table 5: Bivariate Correlation Matrix  

Var iable 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 

1. Intentions to 
Leave 

-                   

2. Age -0.17 -                  

3. Gender -0.01 0.02 -                 

4. Race/Ethincity -0.29** -0.02 -0.04 -                

5. Education 0.13 -0.39** -0.08 0.06 -               

6. Tenure  -0.14 0.64* 0.17 -0.16 -0.13 -              

7. Dangerousness 0.17 -0.02 0.02 -0.36** 0.16 0.26** -             

8. Job Satisfaction -0.64** 0.09 -0.01 0.19 -0.13 0.07 -0.34** -            

9. Organizational 
Commitment 

-0.49** 0.08 -0.15 0.08 -0.06 -0.05 -0.13 0.43** -           

10. Stress 0.48** -0.04 -0.06 -0.32* 0.04 0.16 0.21* -0.33** -0.22* -          

11. JE Fit-
Organization 

-0.50** 0.08 0.05 0.20* 0.01 0.26* -0.11 0.51** 0.34** -0.31** -         

12. JE Fit-
Community 

-0.13 0.13 -0.15 -0.19 -0.00 0.18 -0.05 0.35** 0.16 0.04 0.18 -        

13. JE 
Sacrifice 
Organization 

-0.54** 0.09 -0.21* 0.21* -0.25* 0.02 -0.35** 0.83** 0.50** -0.19 0.38** 0.31** -       

14. EOI Ease of 
Movement 

-0.13 0.12 -0.11 0.09 -0.09 0.03 0.01 0.13 0.12 -0.03 0.06 0.12 0.13 -      

15.  EOI 
Networking 

0.01 -0.10 0.11 0.04 -0.03 0.02 -0.07 0.11 -0.03 -0.10 0.33** 0.16 -0.02 0.32** -     
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16. EOI 
Crystallization 

0.48** -0.12 -0.09 -0.25* 0.20* -0.11 0.24* -0.38** -0.27** .016 -0.19 0.01 -0.42** 0.32** 0.48** -    

17. EOI 
Mobility  

0.04 0.15 0.11 -0.20* -0.01 0.23* -0.01 0.06 -0.04 0.02 0.05 0.30** -0.07 -0.13 0.04 -0.00 -   

18. 
Commitment 
to Youth 

-0.47** 0.07 -0.23* 0.19 -0.08 0.03 -0.18 0.39** 0.40** -0.16 0.48** 0.15 0.39** 0.30** 0.30** -0.03 -0.03 -  

19. Career 
Stepping Stone 

0.10 -0.58** -0.03 0.10 0.14 -0.49** -0.08 -0.02 0.07 -0.03 0.00 -0.06 -0.10 0.09 0.17 0.09 -0.15 0.09 - 

20. Job 
Expectations 

0.13 -0.05 0.04 -0.13 -0.04 0.07 0.23* -0.24** 0.03 0.32** -0.19 -0.02 -0.10 -0.21** -0.19 -0.12 0.01 -0.07 0.13 

Note:  EOI = Employment Opportunity Index, JE = Job Embeddednes. 

*p <  0.05, **p < 0.01 

 

Table 5, Continued 
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Hypotheses Testing 

 This section begins by presenting the results of the OLS regression analyses for 

the first three hypotheses.  It is followed by one SEM model that tests the first three 

hypotheses, accounting for both the direct and indirect effects on intentions to leave.  

Hypothesis 1 

Individual factors and characteristics of the work environment are directly related to 

intentions to leave.  Specifically, staff members who are women, younger, belong to a 

minority group, have higher levels of education, and have less work experience at the 

facility will have higher levels of intentions to leave.  

 

Before testing Hypothesis 1 in a SEM, an OLS regression was conducted as a 

preliminary step for comparison to the SEM analysis.  In the OLS regression, as shown in 

Table 6, only race/ethnicity was statistically significant (ɓ = -0.32, p < 0.001).  

Specifically, whites reported higher levels of intentions to leave while controlling for age, 

gender, education, tenure, and dangerousness.  Tenure was marginally significant (ɓ = -

0.23, p < 0.10).   Although this OLS regression model was statistically significant (p < 

0.01), it explained only 17 percent of the variance in intentions to leave.  This is not 

surprising given the poor predictive power of employee turnover models in the past that 

only looked at characteristics of the workplace and the individual.  Hypothesis 1 was not 

supported.  It was hypothesized that staff members who belonged to a minority group 

would have higher levels of intentions to leave, but for this sample, whites had higher 
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levels of intentions to leave.  The only significant relationship that was correctly 

hypothesized was that employees with less tenure had higher levels of intentions to leave.   

Table 6:  OLS Regression Analysis Hypothesis 1 

Variable ɓ SE p  

1. Age -0.01 0.02 0.95  

2. Gender 0.00 0.29 0.98  

3. Race                            -0.32 0.38 0.001  

4. Education 0.09 0.30 0.38  

5. Tenure -0.23 0.15 0.10  

6. Dangerousness 0.76 0.12 0.49  

 

Hypothesis 2 

Job satisfaction and stress are antecedents to organizational commitment.  Stress is an 

antecedent to job satisfaction.  Specifically, lower levels of job satisfaction and higher 

levels of stress will result in lower levels of organization commitment; and higher levels 

of stress will result in lower levels of job satisfaction. 

 

Hypothesis 2 stems from researchersô who have suggested that stress (Lambert, 

2006) and job satisfaction (Lambert, 2004; Lambert and Hogan, 2009) are indirectly 

related to intentions to leave.  Three regression analyses were performed to assess 

Hypothesis 2 because OLS regression cannot test indirect effects.  The first regression 

(see Table 7) looked at the effects of job satisfaction and stress on organizational 

commitment (R
2
 = 0.19, p < 0.001).  Only job satisfaction was statistically significant.  

Specifically, for every one unit increase in job satisfaction, there was a 0.40 increase in 

organizational commitment when controlling for stress.   
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Table 7. OLS Regression Analyses Hypothesis 2, Organizational Commitment as 

Outcome 

 

 

The second regression looked at the effects of stress, job satisfaction, and 

organizational commitment on intentions to leave (R
2 
= 0.53, p < 0.001).    All three 

variables were statistically significant (p < 0.001) and in the expected directions.  

Specifically, for every one-unit increase in stress, a 0.22 increase in intentions to leave 

resulted.  For every one-unit increase in job satisfaction, a 0.46 decrease in intentions to 

leave resulted.   And, for every one-unit increase organizational commitment, a 0.28 

decrease in intentions to leave resulted.  Results from OLS regression analysis support 

Hypothesis 2.   

Table 8:  OLS Regression Analyses Hypothesis 2, Intentions to Leave as Outcome 

 

 

Hypothesis 3 

Individual factors (age, gender, race educational attainment, and tenure), work 

environment factors (such as satisfaction with supervision and coworkers, pay, input into 

decision making and perceived dangerousness), and stress are indirectly related to 

intentions to leave through job satisfaction and organizational commitment which, in 

turn, have a direct effect on intentions to leave.   

Variable b  SE p  

1. Stress -0.09 0.07 0.35  

2. Job Satisfaction 0.40 0.09 0.001  

Variable b  SE p  

1. Stress 0.29 0.07 0.35  

2. Job Satisfaction -0.40 0.09 0.001  

3. Org. Commitment -0.24 0.09 0.02  
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The OLS regression for this hypothesis tested the effects of the individual 

characteristics (age, gender, race/ethnicity, education, and tenure), the work environment 

characteristic (dangerousness), stress, job satisfaction, and organization on intentions to 

leave.  This regression explained 65% of the variance in intentions to leave (p < 0.001).  

An R-square of over 0.50 is rare in studies assessing turnover or intentions to leave.     

Similar to the bivariate correlations, the only individual characteristic that was 

statistically significant was race/ethnicity.  Specifically, whites reported higher levels of 

intentions to leave when controlling for dangerousness, stress, job satisfaction, and 

organizational commitment.  Stress was also statistically significant.  For every one unit 

increase in stress, a 0.27 increase in intentions to leave resulted.  Both job satisfaction and 

organizational commitment were statistically significant.  For every one unit decrease in 

job satisfaction a 0.43 increase in intentions to leave resulted; and for every one unit 

decrease in organizational commitment, a 0.29 increase in intentions to leave resulted.  

All of the relationships, except race/ethnicity, were in the expected directions.   

Table 9. OLS Regression Analysis Hypothesis 3 

 
Variable b  S.E. p  

1. Age -0.01 0.01 0.92  

2. Gender -0.04 0.20 0.57  

3. Race                            -0.18 0.27 0.02  

4. Education 0.05 0.20 0.53  

5. Tenure -0.16 0.11 0.12  

6. Dangerousness -0.09 0.09 0.23  

7. Stress 0.27 0.06 0.00  

8. Job Satisfaction -0.43 0.09 0.00  

9. Organizational 

Commitment 
-0.29 0.08 0.00  
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 Next SEM was performed in Amos using a single model to simultaneously test 

Hypotheses 1-3 (Hypothesis 3 essentially merged Hypotheses 1 and 2 and added 

predictions about indirect effects).  In SEM, rectangular shapes represent observed 

constructs and ellipses represent latent constructs.  Note that in the model below, because 

of a low sample size, constructs that are actually latent variables are being treated as 

observed variables.  It should also be noted that for the SEM analysis, variables that were 

not significant in the bivariate correlation and/or the regression analyses were left out in 

order to help with issues relating to sample size.  However, because tenure was close to 

significance at the p < 0.10 level, it was included.     

 

Figure 8. SEM Analysis Hypotheses 1, 2, and 3 

Race/Ethnicity 

Tenure 

Organizational 

Commitment 

Job Satisfaction 

Stress 

Intentions to Leave 
-0.41 

-0.30 

-0.31 

 0.44 

-0.82 

-0.18 

-0.23 

  

 When controlling for the indirect effects of race, tenure, stress, and job 

satisfaction, the amount of variance explained in intentions to leave decreased.  This 
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model explained 52% of the variance in intentions to leave, compared to 62% from the 

OLS regression.   Looking at the direct effects on intentions to leave, as hypothesized, job 

satisfaction and organizational commitment were statistically significant (See Table 10 

below).  Staff members who reported lower levels of both job satisfaction and 

organizational commitment had higher levels of intentions to leave.  Specifically, for 

every one unit decrease in job satisfaction, there was a 0.41 increase in intentions to 

leave.  For every one unit decrease in organizational commitment, there was a 0.30 

increase in intentions to leave.   

This model also tested the direct effects of race and tenure on intentions to leave.   

The relationship between race/ethnicity and intentions to leave showed the strongest 

relationship (ɓ = 0.82, p < 0.001).  Interestingly, although tenure only approached 

significance in the OLS regression analysis, in the SEM analysis, it was statistically 

significant.  For every one unit increase in tenure, there was a 0.17 (p < 0.02) decrease in 

intentions to leave.    

Table 10. SEM Analysis Direct Effects Hypotheses 1, 2, and 3  

Direct Effects b  SE p  

1. Race                            -0.82 0.26 0.00  

2. Tenure -0.18 0.07 0.02  

3. Job Satisfaction -0.41 0.08 0.01  

4. Organizational 

Commitment 
-0.30 0.08 0.01  

 

This model analyzed several indirect effects (See Table 11 below).  It was 

hypothesized that individual characteristics (race and tenure) would affect intentions to 
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leave through job satisfaction and organizational commitment.  This was not supported in 

this analysis.  However, race/ethnicity was statistically related to job satisfaction through 

stress.  Whites reported higher levels of stress (ɓ = -0.30, p < 0.001) which resulted in 

lower levels of job satisfaction (ɓ = -0.09, p < 0.001). 

It was also hypothesized that stress was related to intentions to leave through job 

satisfaction and that job satisfaction would be related to intentions to leave through 

organizational commitment.  This hypothesis was supported.  Those who reported lower 

levels of stress had higher levels of job satisfaction (ɓ = -0.31, p < 0.001) which resulted 

in lower levels of intentions to leave.  Those who had lower levels of job satisfaction had 

lower levels of organizational commitment which resulted in higher level of intentions to 

leave.   

Table 11. SEM Analysis Indirect Effects Hypotheses 1, 2, and 3 

Ind irect Effects ɓ SE p 

Effect on 

Intentions to 

leave 

1. Tenure - Stress 0.12 0.13 0.22 --- 

2. Race - Stress -0.30 0.43 0.00 --- 

3. Stress ï Job Sat. -0.31 0.08 0.00 0.16 

4. Tenure ï Job Sat. 0.10 0.10 0.14 --- 

5. Race - Job Sat. 0.20 0.35 0.28 --- 

6. Job Sat - Org. 

Commit 
0.44 0.08 0.00 -0.11 

7. Tenure - Org. 

Commit 
-0.04 0.09 0.37 --- 

8. Race - Org. 

Commit 
-0.32 0.30 0.90 --- 
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In terms of model fit, four indices were assessed.  Three of the four tests indicated 

that the data fit the model.  The goodness of fit index (GFI) tells us what proportion of 

the variance in the sample variance-covariance matrix is accounted for by the model.  

The GFI for the above model was very good at 0.99.  The CFI compared the model to the 

saturated model and a good fit is 0.90 or higher (the closer to 1, the better).  In the above 

model, the CFI was 0.99.  The RSMEA index estimates lack of fit compared to the 

saturated model, and a good fit is 0.05 or less.  In the above model the RMSEA was 0.08 

which is slightly above what is considered a good fit.   The chi-square score was good (ɢ
2
 

= 9.38, df = 11, p < 0.59).   

Hypothesis 4 

Job Embeddedness improves the prediction of intentions to leave, beyond that accounted 

for by job satisfaction and organizational commitment. Specifically, individuals who have 

higher levels of Job Embeddedness will be less likely to leave the job. 

 

The OLS regression for this hypothesis tested the effects of the individual 

characteristics (age, gender, race/ethnicity, education, and tenure), the work environment 

characteristic (dangerousness), and the three factors for Job Embeddedness 

(organizational fit, community fit and organizational sacrifice) on intentions to leave.  

Organizational fit and organizational sacrifice were statistically significant and in the 

expected directions.  Specifically, for each one-unit increase in organizational 

commitment, intentions to leave decreased by 0.35, and for each one-unit increase in 

organizational sacrifice, intentions to leave decreased 0.38.  Interestingly, by removing 

job satisfaction and organizational commitment and adding factors for Job 
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Embeddedness, race/ethnicity was no longer significant at the p < 0.05 value (though it 

was significant at the p < 0.10 value). 

The amount of variance explained in intentions to leave for this model was 

slightly less (R
2 
= 0.48, p < 0.001) than the amount of variance explained in the previous 

model which included measures for job satisfaction and organizational commitment (R
2 
= 

0.62, p < 0.001).  Based on this analysis, we can conclude that Hypothesis 4 was not 

supported.  Including Job Embeddedness did not improve the prediction of intentions to 

leave beyond that accounted for by job satisfaction and organizational commitment.  This 

was further assessed in the SEM analysis below. 

Table 12. OLS Regression Analysis Hypothesis 4 

Variabl e ɓ SE p  

1. Age -0.07 0.01 0.51  

2. Gender -0.03 0.23 0.68  

3. Race                            -0.12 0.32 0.19  

4. Education -0.02 0.24 0.86  

5. Tenure -0.09 0.13 0.44  

6. Dangerousness -0.09 0.10 0.33  

7. Stress 0.34 0.07 0.00  

8. Organizational. Fit -0.29 0.08 0.00  

9. Community Fit 0.08 0.01 0.94  

10.  Organizational 

Sacrifice  
-0.42 0.09 0.00  
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Hypothesis 5 

Using the EOI to assess external market factors will improve the prediction of intentions 

to leave above, beyond that accounted for by job satisfaction and organizational 

commitment.  Specifically, staff members who score higher on the EOI will have higher 

levels of intentions to leave. 

   

The OLS regression for this hypothesis tested the effects of the individual 

characteristics (age, gender, race/ethnicity, education, and tenure), the work environment 

characteristic (dangerousness), stress, job satisfaction, organizational commitment and 

the four factors for the EOI (ease of movement, networking, crystallization and mobility) 

on intentions to leave.  Job satisfaction, organizational commitment, stress, ease of 

movement and crystallization were all significant.  All of the relationships were in the 

expected directions with the exception of ease of movement.  For each one-unit decrease 

in job satisfaction, organizational commitment and ease of movement, intentions to leave 

increased by 0.37, 0.27 and 0.15 respectively, and for each one-unit increase in 

crystallization, intentions to leave increased by 0.35.   

Looking at the R-Square, we see that using the EOI to assess external market 

factors improved the prediction of intentions to leave beyond that accounted for by job 

satisfaction and organizational commitment.  This model explained 68% of the variance 

in intentions to leave, compared to the model tested for Hypothesis 3 which explained 

62% of the variance.  Therefore, based on the OLS regression analysis, we can conclude 

that Hypothesis 5 was supported.   
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Table 13. OLS Regression Analysis Hypothesis 5 

Variable ɓ SE p  

1. Age -0.01 0.01 0.92  

2. Gender -0.01 0.20 0.88  

3. Race                            -0.11 0.28 0.15  

4. Education 0.01 0.20 0.94  

5. Tenure -0.11 0.11 0.27  

6. Dangerousness -0.10 0.09 0.18  

7. Stress 0.29 0.06 0.00  

9. Job Satisfaction -0.34 0.09 0.00  

10. Organizational 

Commitment 
-0.24 0.08 0.00  

11. Ease of Move -0.15 0.08 0.05  

12. Networking  -0.02 0.09 0.81  

13. Crystallization 0.28 0.13 0.01  

14. Mobility -0.06 0.06 0.34  

 

Next, SEM was performed in Amos using one model to test Hypotheses 4 and 5.  

Combined, these two hypotheses argue that the overall fit of the model can be improved 

by using Job Embeddedness and EOI measures.   As discussed in the analytical plan, only 

one factor from each was used.  Below is visual depiction of the model constructed in 

Amos.  Based on the results from the bivariate correlations and OLS regressions, 

variables entered into the SEM analysis included stress, job satisfaction, organizational 

commitment, organizational fit and crystallization.  Although race/ethnicity was not 

significant in the OLS regression, because it was significant in the bivariate analysis, it 

was used to look at the indirect effects it has on intentions to leave.  Furthermore, it was 

also decided to keep tenure in the model because it was included in the first SEM 

analysis. 
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Figure 9. SEM Analysis Hypotheses 4 and 5 
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Generally, this model was not an improvement over the first model.  The GFI and 

the CFI were minimally acceptable at 0.96 and 0.95, respectively.  The RMSEA score 

was not acceptable at 0.10.  The chi-square score was also not acceptable (p < 0.04).  In 

order to achieve the minimally acceptable level of fit, several error variances were 

allowed to covary.  For the first model, only two error terms covaried (stress and 

intentions to leave).  Furthermore, the first model explained slightly more of the variance 

in intentions to leave (0.52 versus 0.50).  However, the difference is slight.   

There were several statistically significant direct effects for this model.  Job 

satisfaction (ɓ = -0.26), organizational commitment (ɓ = -0.23), organizational fit (ɓ = -

0.30), and crystallization (ɓ = 0.32) were all significant predictors of intentions to leave 

and in the expected directions.  Specifically, lower levels of job satisfaction and 
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organizational commitment resulted in higher levels of intentions to leave.   From Job 

Embeddedness, lower levels of organizational fit resulted in higher levels of intentions to 

leave.  From the EOI, higher levels of crystallization resulted in higher levels of 

intentions to leave.  

Table 14: SEM Analysis Direct Effects Hypotheses 4 and 5 

Variable ɓ SE p 

1. Job Satisfaction -0.26 0.09 0.01 

2. Org. Commitment -0.23 0.08 0.001 

3. Organizational Fit -0.30 0.10 0.001 

4. Crystallization 0.32 0.10 0.01 

 

Significant indirect effects included stress through job satisfaction (ɓ = -0.23) on 

organizational commitment (ɓ = -0.13), race through organizational fit (ɓ = 0.77) on 

intentions to leave (ɓ = -0.12), job satisfaction through organizational commitment (ɓ = 

0.40) on intentions to leave (Ã= -0.09), and tenure though organizational fit (ɓ = 0.27) on 

intentions to leave (Ã= -0.08).  Interestingly, the strongest relationship for both of the 

models is the direct effect of race on organizational fit.       
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Table 15:  SEM Indirect Effects Hypothesis 4 and 5 

Variables ɓ SE p 

Effect on 

Intentions 

to leave 

1. Race - Job Sat. 0.37 0.34 0.27 --- 

2. Stress - Job Sat. -0.23 0.07 0.00 0.08 

3. Tenure - Job Sat. 0.10 0.09 0.30 --- 

4. Race - Org. Fit 0.77 0.29 0.01 -0.02 

5. Race - Org. Commit -0.04 0.30 0.90 --- 

6. JS - Org. Commit 0.40 0.09 0.01 -0.09 

7. Tenure - Org. Fit 0.27 0.08 0.00 -0.02 

8. Tenure - Org. Commit -0.08 0.09 0.37 --- 

   

Hypothesis 6 (New Variables Stemming from Interviews) 

Individual factors (age and educational attainment) are indirectly related to intentions to 

leave through satisfaction with pay, satisfaction with coworkers, career stepping stone 

and job expectations.  Commitment to youth is directly related to intentions to leave.   

 

 The OLS for this hypothesis regressed intentions to leave on the variables that 

were discussed the most during the interviews:  age, education, satisfaction with pay, 

satisfaction with coworkers, career stepping stone, and job expectations.  The amount of 

variance explained in intentions to leave using OLS regression for this model was the 

smallest of the three models (R
2
= 0.42, p < 0.001).  In fact, the original model which 

assessed Lambertôs modified model of correctional officer turnover explained the greatest 

amount of variance in intentions to leave (62%).     

There were several variables that were statistically significant in this analysis.  

Both satisfaction with pay and satisfaction with coworkers were used as items in the job 
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satisfaction scale in the previous models.  In this model, the effects of each were assessed 

because everyone who was interviewed specifically discussed issues with pay and the 

importance of coworker support.  Satisfaction with coworkers, satisfaction with pay, and 

commitment to youth were all significantly associated with intentions to leave.  Those 

who reported lower levels of satisfaction with coworkers, satisfaction with pay, and 

commitment to youth had higher levels of intentions to leave.  Specifically, for every 

one-unit increase in satisfaction with coworkers, satisfaction with pay and commitment to 

youth, intentions to leave decreased by 0.23, 0.20 and 0.42, respectively.   

Table 16:  OLS Regression Analysis Hypothesis 6 

Variables ɓ SE p 

1. Age -0.08 0.01 0.46 

2. Education 0.20 0.24 0.82 

3. Coworker Satisfaction -0.23 0.07 0.00 

4. Pay Satisfaction -0.20 0.07 0.01 

7. Commitment to Youth -0.37 0.10 0.00 

5. Career Stepping Stone 0.12 0.09 0.25 

6. Job Expectations -0.03 0.10 0.76 
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Figure 10. SEM Analysis Hypotheses 6 
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 Next, SEM analysis was conducted to assess the indirect and direct relationships 

of Hypothesis 6.  Direct effects that were statistically significant mirrored the results of 

the OLS regression results.  Satisfaction with coworkers, satisfaction with pay, and 

commitment to youth were all statistically significant in the expected directions (see 

Table 17).  One relationship that was not hypothesized but was statistically significant 

was the relationship between satisfaction with coworkers and job expectations.  Those 

who reported lower levels of satisfaction with coworkers had higher levels of job 

expectations.  Staff members who felt less support from their coworkers also felt that the 

job was more difficult than they expected.    
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Table 17:  SEM Analysis Direct Effects Hypothesis 6 

Direct Effects ɓ SE p 

1. Coworker Satisfaction -0.25 0.07 0.01 

2. Pay Satisfaction -0.18 0.07 0.01 

3. Career Stepping Stone 0.11 0.06 0.10 

4. Job Expectations -0.03 0.09 0.72 

5. Commitment to Youth -0.47 0.09 0.01 

    

In terms of indirect effects on intentions to leave, Hypothesis 6 was not supported.  

The effect of age through stepping stone (b = -0.09, p < 0.001) on intentions to leave (b = 

-0.18, p < 0.10) came close to statistical significance.  Although age was significantly 

associated with career stepping stone, career stepping stone was not significantly related 

to intentions to leave.  Specifically, younger staff members were more likely to view this 

job as a stepping stone in their career, but this did not result in higher levels of intentions 

to leave.   

  Table 18:  SEM Analysis Indirect Effects Hypothesis 6 

Indirect Effects ȸ SE p 

1. Age ï Coworker Sat. 0.00 0.02 0.78 

2. Age -  Job Expectations -0.01 0.01 0.50 

3. Age ï Career Stepping Stone -0.09 0.01 0.01 

4. Age ï Sat. with Pay -0.00 0.02 0.78 

5. Education - Coworker Sat. 0.04 0.37 0.91 

6. Education ï Sat. with Pay -0.23 0.37 0.53 

7. Education ï Stepping Stone -0.32 0.28 0.26 

8. Education ï Job Expectations -0.15 0.24 0.52 

9. Coworker Sat. ï Job Expectations -0.16 0.07 0.02 

 

 



129 
 
 

Model Comparison 

 Model fit indices indicated that this model was a good fit to the data.  Similar to 

the second SEM analysis, several error variances were allowed to covary and satisfaction 

with coworkers was made to predict job expectations in order to obtain a model that fit 

the data.  Similar to the second model, this model did not represent an improvement over 

the first model.  The amount of variance that this model explained in intentions to leave 

was only 44%.  Recall that the amount of variance explained in the first SEM analysis 

(Lambertôs modified model of correctional officer turnover) was 52% and the amount of 

variance explained in the second SEM analysis (added measures for Job Embeddedness 

and the EOI) was 50%.   However, this third model did obtain slightly better fit scores.  

Chi-square was good (ɢ
2
 = 9.38, df = 11, p < 0.59).  The GFI and the CFI were good at 

0.99 and 1.00, respectively.  The RMSEA score was also good at 0.00.  Based on the 

amount of variance explained, however, it seems that the first model that was assessed 

was a better model in predicting intentions to leave among this sample of employees.   
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CHAPTER 6:  INTEGRATION AND ELABORATION  

This chapter integrates the findings from all three stages of data collection in 

order to provide a richer understanding of the results for this study.  It begins with a 

discussion of the main findings from the administrative survey.  Next, results from the 

interviews are discussed with the results of the statistical analysis in order to provide a 

clearer picture of why frontline staff members in this study had higher levels of intentions 

to leave.  It ends by bringing back the discussion of the voluntary turnover rates in light 

of findings from the interviews and SEM analyses in order to help explain why the 

facilities in this study had lower voluntary turnover rates than reported in previous 

studies.   

Turnover Rates 

Information on current rates of turnover among juvenile correctional officers is 

unavailable.  This study was one of the few that can provide the field with this 

knowledge.  Interestingly, after an initial attempt to study employee turnover among staff 

members in Pennsylvania, it was clear that many programs are tracking this issue, but are 

not willing to make their rates of turnover available.  This is frustrating as it could be 

extremely useful for program leaders across the country to share this information as well 

as tactics being used successfully.  Only four studies could be found that reported 

turnover rates for juvenile correctional facilities (Minor et al., 2011, Mitchell et al., 2000, 

National Institute of Law Enforcement and Criminal Justice, 1978; and Wright, 1993).  

Each of those studies reported either the overall turnover rate or the voluntary turnover 

rate.  This study reported both rates. 
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Overall turnover rates and voluntary turnover rates for 2011 and 2012 were 

provided by a personnel administrator.  The overall turnover rate for frontline staff 

members in 2011 was 13 percent and the voluntary turnover rate was 7 percent.  In 2012, 

the overall turnover rate was higher than the previous year at 21 percent with a voluntary 

turnover rate of 13 percent.  It was important to differentiate between rates of voluntary 

quits and non-voluntary quits as staff members who leave voluntarily are more likely to 

be staff members who employers wanted to retain as opposed to staff members who are 

fired (Griffeth and Hom, 2001).   Although both types of employee loss will generate the 

same expenses and time in terms of hiring and training new staff and paying overtime to 

staff members who have to cover shifts (Camp, 1994; Mitchell et al., 2000), losing staff 

members who were fired is usually better for the overall morale of an organization 

(Lambert, 2001).  Losing staff members who were working well in an organization 

means that organizations run the risk of filling that personôs spot with someone who will 

eventually be fired.   

The personnel administrator reported several reasons frontline staff quit.  Similar 

to reports from the interviews, they cited that staff members who quit view this job as a 

stepping stone.  Also similar to findings from the interviews, personnel cited pay as one 

of the top reasons staff leave.  This is not surprising given that over half of the staff had 

either a bachelorôs or masterôs degree.   Another reason staff quit was that they wanted a 

job that provided more opportunity in the justice system and had better hours.  The 

personnel administrator also reported that male staff members who were new (less than 

two years) were more likely to quit than female staff members who were new.   
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In the discussion that follows, results from the interviews and surveys of frontline 

staff members are presented.  When relevant, results from the administrative survey were 

used to highlight differences and similarities between what an administrator believed 

contributes to voluntary turnover and what staff members reported.    

Predictors of Intentions to Leave 

 Many variables presented in Lambertôs model of correctional officer turnover 

were reinforced, and some new variables were brought to light.  In this section, the best 

predictors of intentions to leave for frontline staff members in Delawareôs public juvenile 

correctional facilities are discussed.  As mentioned, by combining the findings from the 

statistical analyses with the results from the qualitative analysis, a more detailed account 

of the reasons frontline staff members develop intentions to leave is presented.   

Stress, Job Satisfaction, and Organizational Commitment 

 Stress, job satisfaction, and organizational commitment were three of the 

strongest predictors of intentions to leave for frontline staff members at Delawareôs 

juvenile correctional facilities.  Job satisfaction was indirectly related to intentions to 

leave through organizational commitment.  Staff members who were less satisfied with 

their job had lower levels of organizational commitment which resulted in higher levels 

of intentions to leave.  Stress was also indirectly related to intentions to leave, but 

through job satisfaction.  Staff members who reported higher levels of stress reported 

lower levels of job satisfaction which resulted in higher levels of intentions to leave.  
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During the interviews, staff members discussed four specific aspects of job satisfaction:  

coworker support, supervisor support, pay, and lack of upward mobility.    

Coworker Support 

 All of the subjects discussed coworker relationships.  Although staff members 

varied in whether or not they had positive or negative things to say about their coworkers, 

it was clear that the relationships among staff members were important to job satisfaction 

as well as the daily tone of the workgroup.  In fact, when asked to describe the difference 

between a good day and a bad day, several staff members stated that the main difference 

stemmed from coworker attitudes.  Subject 4 told me that, a ñgood day here is everyone 

respecting one another, everyone respecting each otherôs job, everyone just getting 

along.ò  Another staff stated that when a staff member comes to work and does not like 

the assigned unit for the day, ñthey get upset.  And theyôre rude to everyone else except 

for the people that put them on that unit.ò  She went on to explain that this can cause a 

bad day for everyone, staff and youth.     

 One staff member explained that coworker support is an issue he sees every day.  

He explained that some staff members feel more comfortable when they know who they 

are working with.  When staff members are put with people they do not know very well, 

this sometimes causes a problem because they do not know what to expect from each 

other.  But an issue that he saw daily had more to do with certain staff members not 

getting along with each other or with their supervisors.  He stated, ñThereôs always a 

situation.  And thatôs one of the biggest problems.ò 
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 A number of staff members discussed the importance of staff working together as 

a team in order to help things run more smoothly with youths.  According to Subject 14, 

there ñalways has to be a good cop and a bad cop.  Thatôs just the way it is.  You have to 

have an enforcer; you have to have a lieutenant.ò Apparently, the lieutenant would act as 

a moderator between the enforcer and youth.  He went on to explain, ñwhen a kidôs out of 

line and heôs disrespecting me, and heôs disrespecting my other coworker, maybe you 

[the lieutenant] would come in and talk to the kid and maybe he can relate to you a little 

different than he would me and him [his coworker].ò 

 Other staff members discussed how the relationships among staff can affect the 

residents.  One stated that ñwe do need to respect each other because weôre doing it for 

the kids and the kids will see how we treat each other and will put that and incorporate 

that into their everyday life on how they treat people.ò  Along these lines, other staff 

members discussed how the youth were aware of which staff members did not get along 

with each other.  He discussed how he was always open with youth about what was going 

on without using any names.  However, the kids always knew who he was talking about.   

Some subjects talked about how other staff members were emotionally 

supportive.  The newest staff member I interviewed said that he felt accepted into the 

workgroup and that his fellow staff members respected his opinions.  He went on to say 

that, ñwe [coworkers] talk more so, itôs more than just a job.  I can talk about some 

personal stuff that I may be going through.ò   One of the most senior subjects told me that 

he worked with good people explaining, ñwhat I mean by good people is that I know I 

have their supportétheyôre good counselors, they love what they do.ò  He went on to say 
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that as a way of bonding and providing an outlet for their stressful job, several of the staff 

members get together after work for bowling or golf.  He explained that it lifted the 

overall morale of the facility.   

Supervisor Support 

 Every staff members discussed the role of supervisors. Similar to coworker 

support, regardless of whether or not staff members had positive or negative things to say 

about supervisors, they all stated that supervisor support was important.  All of the 

subjects from the Ferris School for Boys agreed that the current supervisors, and even 

superintendent, were extremely supportive.  They noted that the supervisors were open 

literally and figuratively.  Appointments were not needed to talk to supervisors, and they 

were almost always available to talk with staff members who came to them.   

Staff members from the cottages and the detention center on the main campus had 

mixed feelings about supervisor support.  They noted that some supervisors were better 

than others, and that each supervisor had his or her own way of running things.   

A number of subjects observed that supervisors who were the most supportive 

took time to work ñon the floorò alongside frontline staff members.  They felt that those 

who just stayed in their office all day were concerned about judging staff members and 

giving them orders, seeing them as warm bodies that took orders.  On the other hand, 

supervisors who helped staff on the floor or checked in throughout the day were better 

leaders who deserved respect.  One subject noted that there was only one supervisor out 
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of ten who fit that description and that ñépeople respect him to the fullest.  Whether they 

like his decisions or not, they respect his decisions.ò   

Some subjects noted that the amount of time someone worked as a supervisor 

affected supervisor support.  Subject 2 observed that supervisors with more experience 

tend to be more empathetic towards staff members who are having issues or concerns.  

He noted that ñThe ones that have the most experience are normally the ones that are easy 

to go to.  They give you good advice.  They donôt harp over you.  They are the ones that 

make things good.ò  On the other hand, newer supervisors, especially those who received 

no training as a supervisor, ñéthey seem to be kind of anal, or micromanaging things 

that donôt really need to be micromanaged.ò  Subject 14 echoed a similar sentiment 

explaining that he used to work in a different building that had just gotten a new 

supervisor.  He discussed how ñThere, it was more of a struggle because I just got a new 

supervisor.  I think I had more experience than him. He comes and tries to change things.  

Iôm a strong believer of if  itôs not broke, donôt fix it.ò  Inexperienced supervisors who 

micromanaged and tried to change things seemed to affect the overall environment.  Staff 

members said that it made it an uneasy place to work, and for one staff member, it was 

the number one aspect about the job that increased his desire to quit. 

 One staff member noted there were some supervisors who were only there for a 

paycheck.  He explained that they were more likely to have the mentality, ñdo as I say, 

not as I doò which he believed stemmed from a lack of training and inexperience.  

However, he also thought that the bigger issue was attitude.  He gave an example of a 

supervisor on a different shift that goes around saying ñI hate these fucking kidsò and that 
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nothing is ever done about it.  Even if staff members had complained he believed upper 

management was not aware of it, and if they were, they had the attitude, ñéout of sight, 

out of mind.ò  He explained that staff members were perfectly aware of each otherôs 

actions, shortcomings and strengths, but wondered how aware supervisors were.   It 

seemed to him that the behavior displayed by supervisors toward staff members was 

based on the ñI like youò system.   

Staff member discussed how some supervisors would undermine staff membersô 

authority in front of residents.  One way this was done was berating residents for wrong 

behavior in front of the staff member(s) that should have disciplined the youth.  He 

explained, ñéif I got a group of kids and Iôm walking down the hallway and the kids do 

something wrong, and you like berate the kid in front of me and the other kids, and now 

you make the rest of the staff look like he didnôt know what he was doing.ò  He said this 

type of behavior made it look like his authority over the youths was obsolete and 

wondered what effects it could have the next time he tried disciplining youths.   

Although almost all of the subjects had examples of supervisors that were not 

supportive, most of them stated that they had good relationships with their supervisors.  

One staff member said that he had always had good supervisors in his ten years of 

working there:   

éevery supervisor Iôve had, Iôve loved. And the supervisor I have 

now is the greatest.  Because when he hired me for this position, he 

made a statement; heôs like, ódonôt think youôre going to retire in 

this position.ô  A lot of people donôt have the confidence to say, 

óIôm going to groom you to take my spot.ô  Out of the seven 

supervisors Iôve had, three have always encouraged me to take 

their spot.   
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Another staff member explained that she knows that her supervisors support her, 

and they only ask her to do things she is capable of doing.  She also stated that her 

supervisor is ñreally good about putting me out there as far as trainings and different 

committees.  So they can kind of have an idea of what we truly do here in detention.ò  

Pay 

 All fourteen subjects mentioned that the pay was not commensurate with the job.  

While some argued that the amount and type of work they do merited higher pay, others 

discussed how a job that carries such importance deserved higher pay.  Some concluded 

that the pay contributed to issues such as low morale and staff members viewing their 

jobs as a stepping stone.    

 Several staff members stated that they had not had a raise in a long time.  Staff 

members varied though in their reports of when the last raise was, ranging from five 

years to ten years.  One subject explained that the only way they can make more money is 

if they work overtime.  In fact, this subject noted that staff who worked overtime could 

make more than supervisors. However, it required a lot more hours.   

 A number of staff members discussed how the pay was especially frustrating 

because they had student loans to pay, in addition to their bills.  Subject 6 explained how 

that type of situation made this job a stepping stone for many.  He stated that, ñThese 

people have degrees that they have to pay the college for.  They come in hoping for a 

stepping stone, to get experience to go to a probation officersô job or some type of social 

worker job when it becomes available.ò 
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 Every subject expressed disappointment in the amount of pay in relative to the job 

that they do.  Subject 7 thought that working in this type of field would certainly entail 

raises.  He noted that, ñéthese are juveniles, we are teachers too; weôre mentors.  We 

have more than just the job of restraints, because restraining kids is the last thing we want 

to do.  We are counselors.  Thereôs a lot that comes with this job.ò     

 Subject 13 explained that it is not just the frontline staff members at Delawareôs 

juvenile correctional facilities that have not gotten raises.   They are part of a larger 

system of state-run jobs.  Apparently, ñDelaware has not given raises in forever.ò   

Lack of Upward Mobility 

 Two issues were noted by staff members that contribute to the lack of upward 

mobility.  In order to become a Treatment Specialist, staff members must have a college 

degree.  However, most of the staff members had college degrees; some even had 

masterôs degrees.  So, not surprisingly, none of the staff members mentioned this as an 

issue.  A bigger concern was that promotions were often given to outsiders and, 

according to one staff member, women.   

In terms of hiring outsiders as supervisors, only two subjects thought that it was 

wise to hire an outsider as a supervisor.  Subject 2 explained that one of their supervisors 

came from another program, located in Western, Pennsylvania which he stated was ña 

good thingò because promoting from within can cause strife between staff and the new 

supervisors.  He went on to explain, ñénow they work with people that they worked 

alongside withéitôs like ónow Iôm your supervisor and when you didnôt want to do what 
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I told you to do when I was a line staff, now youôre going to.ò  However, most staff 

members thought that supervisory positions should be given to those from within.  One 

staff member stated, 

A problem here is that thereôs no advancement, thereôs none.  Out 

of our ten supervisors, I think, five have been workers here and the 

rest were from the outside.  If you canôt hire from the inside, then 

you should be working on that.  I know if I ran a facility, thatôs 

how I would want to grow.  Not saying you canôt get from the 

outside, but the majority of hires shouldnôt be from the outside. 

Thatôs part of the reason morale is down.   

 

 The above quote also indicates how hiring supervisors from outside affects 

morale.  Several other staff members noted this as a concern as well.  After one subject 

explained the issue of outside hires getting supervisor positions, he asked me, ñSo, how 

you think moraleôs going to be?ò  He went on to say, ñMaybe they were great guys, Iôm 

not saying that the hiring was maybe wrong.  You got to look at that and say why didnôt I 

hire those guys [his coworkers who applied for the supervisor position] and what can I do 

to help them advance?  But nobody cares.ò     

Only one staff member complained that women were more likely to get 

promotions.  Because he was the next to last interview, I did not have a chance to confirm 

this with other subjects.  He explained that this was a relatively recent phenomenon.  

According to him, women who had only been working there for six months had been 

promoted to what he called ñbig-timeò positions including program manager and 

superintendent.  He gave one example of a woman who was promoted in less than one 
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year stating, ñShe made program manager in a year, from working alongside of me to 

program manager in a year.ò 

Summary 

 One can see from the above stories how staff members who feel less satisfied with 

pay, promotional opportunities, support from coworkers, and support from supervisors, 

would start to feel less committed to working for their employer and more likely to want 

to quit.  By measuring specific aspects of job satisfaction, such as support from 

coworkers and supervisors, coupled with the above narratives, it is also possible to see 

how aspects of the work environment could contribute to higher levels of stress for 

frontline staff.  For example, coworkers not being supportive in this type of work 

environment can add even more stress to an already stressful job.  It can also make staff 

feel as though the job is not worth all of the stress given the amount of pay and lack of 

upward mobility resulting in higher levels of intentions to leave. 

Race/ethnicity and Organizational Culture 

One of the most interesting findings that came out of the quantitative portion of 

this study was the relationship between race with several of the predictor variables and 

intentions to leave.  The following discussion begins by focusing on the direct and 

indirect effects of race on intentions to leave and presents narratives from the qualitative 

portion of this study to help provide greater meaning to these relationships.   

From the literature review, it was proposed that minorities would have higher 

levels of intentions to leave (see Ford, 1995; Jurik and Winn, 1987; Lambert, 2006; 
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Mitchell et al., 2000).  However, whites had higher levels of intentions to leave for this 

sample of employees.  Interestingly, when looking at the indirect effects, race was related 

to intentions to leave through organizational fit.  Specifically, African Americans 

reported higher levels of organizational fit which resulted in lower levels of intentions to 

leave.  This relationship, between race/ethnicity and organizational fit, was one of the 

strongest relationships found in the quantitative analysis.   

One conclusion that can be drawn from these findings is that African Americans 

have a major impact on the organizational culture at the facilities in this study.  One 

theme that came to light during the interviews that provides insight into the possible 

effects of race on the organizational culture for this sample of employees is sharing a 

similar background with youth.  Most of the African American males who were 

interviewed expressed that they shared a similar background with youth.  Interestingly, 

the only white male that was interviewed, who had worked there for 14 years, also 

reported sharing a similar background with youth.   

Staff members who shared a similar background with youth stated that they 

thought it made them more understanding toward youth and made youth more likely to 

relate to them (listen to them because they had a bond of some type).  For example, one 

subject told me that he had been on his own since he was fifteen.  Explaining why he 

took a job as a YRC, he stated, ñé Iôve experienced a lot of things.  Iôve had run-ins with 

the law, you know, different things like that.  So I could relate to the kids.  I thought it 

[this job] was a good fit for me.ò 
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 One subject was in his sixteenth year of employment when he was interviewed.  

For him, sharing a similar background with youth meant his job as a YRC was ñhis 

calling.ò   

I came for the interview [the job interview], and I looked at the 

sign on the door, and now Iôm thinking, okay, now I know what 

Godôs got planned for me.  And I walked in and went through 3 

interviews and by the third interview, the old superintendent, asked 

me why I wanted this job.  And at the time I was kind of stumped, 

and finally, I just realized that this is where Iôm supposed to be.  

And thatôs when I told him my story.  I was one of these kids.  And 

Iôm supposed to be here, because how do I go from what I was 

doing to sitting in front of you to go to work at a juvenile detention 

center. Iôve been here ever since that day. 

 

 Staff members who reported sharing a similar background with youth stated that it 

helped give them the thick skin necessary for doing the job.  For example, Subject 11, 

who told me that if he had not gotten this job, he would probably be in prison, stated that 

ñIôve seen bad people.  For the most part, these kids arenôt badéI know bad 

people...Most of this is bad parentingéHow am I going to be intimidated by anyone in 

here?ò   

 Other staff members reported that sharing a similar background with youth made 

them more understanding toward youth.  One subject stated that she grew up in a similar 

neighborhood as the youth, and this alone, made her feel that it helped her to be able to 

relate to them in terms.  She knew what it was like to grow up around criminal activity 

and try to avoid it.  This subject gave another example of how sharing a similar 

background with youth can make staff members more understanding: 
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I see me in them. And by me seeing me in them, itôs easier to help 

because I know what I was crying out for as a youth growing up in 

a broken family.  Father died when I was 19, mother died when I 

was 2.  My grandmother raised me.  I never got to experience my 

mother.  I donôt remember anything about her.  That was just a 

void that was missing.  I knew my grandmother, she did the best 

she could, but she wasnôt my mother.   

 

 In the above stories, it was argued by those who shared a similar background with 

residents that it made them both more understanding towards the youthful offenders 

under their care and gave them the thick skin necessary for their job.  Below are 

narratives that explain why these characteristics are important to being a frontline staff 

member in a juvenile correctional facility.   

Having a Thick Skin 

The vast majority of occasions when youth try to intimidate staff members happen 

at the facilities.  However, one female staff member shared an experience that happened 

outside of the facility with a former resident: 

Years ago, I was confronted by one of the kids that were here.  

And it wasnôt that we really had a riff.  He was just one of those 

kids that were very dangerous.  And he confronted me on the 

outside.  And it didnôt get to a point where I was harmed, and I was 

able to kind of talk my way out of the situation, and get home and 

get safe and get away from him.   

 

What is interesting about her experience is that it was mainly male staff members 

who gave examples of youth trying to test and intimidate them.  Although she was the 

only subject who had this experience outside of the facility, several staff members 

warned that with this type of job, they had to be prepared outside of the job too, 
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especially those who lived in or frequented the neighborhoods that a lot of the kids came 

from.  One staff member explained ñIôve had kids tell me theyôre going to kill my wife, 

rape my wife, kill my kids when they see them at home.ò 

Getting tested by youth seemed to be more likely for men who were tall and/or 

muscular.  One staff member who worked out to relieve stress from the job gave 

examples of how youth tried to test him: 

You get kids when you work in this type of environment and 

theyôre going to try you in all types of different ways.  They might 

say something about you, see how you break. Some may even 

come up to you. I work out, Iôm a big guy, but if we get a new kid 

in here and heôll claim he has status somewhere in another 

building, he might come up to me and see how big I am.  Itôs 

probably just air, trying to get me going.  And then if that donôt 

work, heôll probably try to come up to me and put his hand on me 

and be like, óhey how you doing?ô,  Putting his hand on my 

shoulder, but heôs not really asking me how Iôm doing, heôs just 

trying to feel you up. 

 

Several staff members discussed how being sensitive to negative comments from 

residents or fellow staff members had an immediate effect of new staff members.  One 

staff member reported that he would see new staff crying in the parking lot.  Another 

staff member explained that ñif youôre not thick skinned, Iôve seen people whoôll come in 

and leave by payday.ò  He also reported that he had seen new hires quit and not even 

come back for their paychecks when they used to give hard checks.  

Being Understanding 

 Being understanding meant several things to staff members including having 

patience, listening to youths and showing youth respect.  Some even noted that the job 
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made them more understanding.  Several staff pointed out that understanding was 

especially important now because they had recently gone from a ñhands onò policy to a 

ñhands offò policy at all of the facilities.  Only one of the staff members noted this policy 

change might not be the best since they had less power to stand up for themselves. 

Staff members discussed how being consistently understanding lets the residents 

know who cares, and that they often will not care about themselves unless they see an 

adult who cares about them first.  This sentiment was echoed by other staff members as 

well.  One noted that many of the youth have been ñlost in a system, not really knowing 

where theyôre going or how to get there because at that point in time, you donôt know 

who you can trust.  You donôt know if the person who says they care about you really 

cares.ò  He went on to say that ñThey know when you care. And when they finally realize 

that you care, then they start to care.  And thatôs what itôs about, getting them to care 

about themselves and their future.ò 

Several staff members noted that while it is important to be understanding, it is 

necessary to be stern and consistent at the same time.  Subject 6 provided an example of 

this balancing act:  

Some people leave because itôs stressful for people being cussed at 

every day and you have to learn to humble yourself when these 

kids do it.  And when they come and apologize, you have to be 

forgiving and a lot of people have issues with being that person.  I 

do too.  Usually, if I get cussed out twice by a kid,   I give him that 

space.  When they come back and apologize, I accept your 

apology, but we are still going to stay this far away though because 

you got some issues with you.  It doesnôt mean Iôm not going to do 

my job.  Yeah, you still got to go on the wall and do your time out; 

you still need to do your school work.  However, as far as us 

having a connection where I walk in on a unit and you say, óoh 
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whatôs up, how you doing?ô  No, we going to back off of that a 

little bit because there are some things that you need to work out in 

yourself.   And most times, most kids respond to that very well.  

Itôs a way of saying:  óIôm staff, your kid.  Iôm still human.ô   

 

A number of staff noted how working in this type of job made them become more 

understanding.  For example, one subject came from working with youths who wanted 

his help (working as a chef teaching youth how to cook), and so, he assumed that he 

needed to take a hard line with youths who were in detention.  However, he quickly 

learned that by being empathetic he was more effective with youth:  ñI realized that I 

could make more of a difference by helping instead of being so hard.ò   

For one subject, learning to understand the youth increased her commitment to the 

job and youth.  The most influential factor according to her that kept her from quitting 

was a coworker who gave her some helpful advice just when she was on the verge of 

quitting.  Her coworker told her ñYou cannot judge these kids on how you were raised.  

They donôt know it is disrespect because thatôs a norm and you have to teach them those 

things.ò  She explained how that statement made a huge impact on her.  She used to try to 

tell residents what was right and wrong from a middle-class, mainstream society 

perspective.  But they did not understand her point of view.  She continued, ñI had to 

teach that to them.  And teaching that to them and understanding that that wasnôt their 

history.  I think it took a turn on how I counseled them.ò  This story showed that 

becoming more understanding about the youthsô background increased her level of 

commitment to the youth.  Now, although she would welcome a raise, she would not stop 

working with this population of youth.    
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Summary 

From the above interviews, it became clear how sharing a similar background 

with youth could equip frontline staff members with having a thick skin and being 

understanding.  While it seems from the quantitative analysis that race/ethnicity is 

affecting the organizational culture, perhaps it is sharing a similar background with youth 

that is driving the effects of race/ethnicity in this study.  Recall from the discussion above 

where one staff member discussed how a coworker had to point out the fact that she came 

from a different background than the youths.  When it was brought to her attention, it 

completely changed her perspective on how and why the kids behave the way they do.  It 

made her more understanding and more committed to them and her job.   

 Researchers that have attempted to explain differences in turnover rates and 

intentions to leave between whites and African Americans have presented other possible 

moderators:  (1) job level, (2) work group composition, (3) tenure and career stage, (4) 

ethnicity and racial identity attitudes, and (5) organizational climate for diversity.  These 

issues could be at work among this sample of employees.  For example, a follow-up 

email was sent to a few staff members who were interviewed explaining the effects of 

race on intentions to leave in this study.  Below is one of the response emails from an 

African American female:   

What is the educational background between both groups? What 

are the differences in age and years theyôve been on the job? I can 

only speak from what I see here. Those of us that have a college 

degree and or are getting another degree think itôs unorganized and 

want to leave. This is mainly the 30-40 age groups. There are a few 

here in our age bracket that donôt have the educational background. 
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They have also been here since 21 years of age. The older ones 

donôt have the education but they also know they are retiring soon, 

theyôve been here 10 plus years, and they know the competition 

with the younger generation is tough. To some people, this is their 

only option. To black people, this job is possibly as good as it can 

get, especially black males. Females on the other hand are taking 

that risk. With the years put in, sometimes itôs smart to finish it 

out. Itôs a state job with benefits. 

  

 In the above passage, the respondent highlights several of the moderators 

discussed by researchers.  First, she suggests that it is not just race that is important to 

consider, but also age, education, and tenure.  However, all of these individual 

characteristics were included in the quantitative portion of this study, and only tenure was 

significantly associated with intentions to leave.   Based on the above narrative, one 

scenario that can be surmised is that whites who have more tenure stay mainly because 

they have already been there for so long and will get good retirement benefits.  However, 

she also seems to be suggesting that whites who start young are more likely to stay 

perhaps because they started working there as a first job, making them less likely to 

believe there are better options in the world for them, similar to the belief of African 

American males.  This supports findings from one study that found that minorities are 

more likely to see society as overly discriminatory towards them, and thus, they will not 

seek career improvement because they believe it to be a fruitless effort (Ogbu, 1986).  

For whites, rather than seeing their racial status as holding them back (what society 

discriminates against), they may see not having a college degree as the issue.     
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Explaining Low Voluntary Turnover Rates 

 As discussed at the beginning of this chapter, the voluntary turnover rates for this 

population of frontline staff is lower than what previous studies have reported.  While 

results from the administrative survey suggest that the main reason for this is the current 

economic situation, findings from the interviews and statistical analysis point toward two 

other possible explanations for this:  (1) crystallization and (2) commitment to youth.   

Crystallization 

Recall that crystallization is one of the measures from the EOI.  It measures the 

degree to which a person has a concrete offer in hand from a new job (Griffeth and Hom, 

1989; Mitchell et al., 2001).  Interestingly, for this population of employees, 

crystallization was the only significant predictor from the EOI which suggests that staff 

members will only quit their current job if they know they have a job lined up to take its 

place.  This idea was supported by findings from the interviews.  For example, one 

subject wanted to leave, but was having trouble securing another job.  He even went back 

to school for a specific trade in order to increase his marketability.  However, he had no 

intention of leaving until another job could replace his current one.     

Looking at the results from the surveys, a frequency distribution of the question 

that specifically asked subjects to rate the degree to which they agreed or disagreed with 

the statement, ñI have another job offer in hand,ò 6 subjects said they agreed and 3 

strongly agreed.  So, out of 102 subjects who completed this question, around 9% had job 

offers lined up.      
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Commitment to Youth 

Most of the staff members who were interviewed expressed a great deal of 

commitment to the youthful offenders under their care.  Furthermore, they stated that the 

only way they would quit was if they had to because of a family issue such as one of their 

children getting threatened by a resident.  One staff member even reported that he did not 

mind getting fired over something he was doing for the kids.    

Again, a frequency distribution of the question that specifically asked subjects to 

rate the degree to which they agreed or disagreed with the statement using 7 point Likert-

type scale, ñThe main reason I stay at this facility is because I care about the youthò was 

performed.  It was found that 70% agreed or strongly agreed with this statement. 
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CHAPTER 7:  IMPLICATIONS AND LIMITATIONS  

Theoretical and Research Implications 

This study added to both the larger body of turnover studies as well as juvenile 

correctional studies on employee turnover in four main ways:  (1) it provided both overall 

turnover rates and involuntary turnover rates for frontline staff working in Delawareôs 

public juvenile facilities, (2) it assessed the full model of employee turnover as proposed 

by employee turnover theory, (3) it assessed two new measures in the employee turnover 

literature, and (4) by conducting interviews prior to survey completion, it found clear 

evidence for the argument that different workforces have different predictors of 

intentions to leave.   

Turnover Rates 

Information on current rates of turnover among juvenile correctional officers is 

unavailable.  This study was one of the few that can provide the field with this 

knowledge.  Interestingly, after an initial attempt to study employee turnover among staff 

members in Pennsylvania, it was clear that many programs are tracking this issue; but 

they are not willing to make their rates of turnover available.  Only four studies were 

found that reported turnover rates for juvenile correctional facilities (Minor et al., 2011; 

Mitchell et al., 2000; National Institute of Law Enforcement and Criminal Justice, 1978; 

and Wright, 1993).  Each of those studies reported either the overall turnover rate or the 

voluntary turnover rate.  This study is the first to report both rates.  Since both voluntary 

and involuntary turnover contribute to the overall costs of losing and replacing staff, 
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knowledge of both can facilitate a discussion of how to best manage staff retention 

(Griffeth and Hom, 1995).   

Testing the Full Model of Employee Turnover 

Studies assessing intentions to leave and employee turnover have often limited the 

analysis to a few select variables, omitting concepts or variables that could be important 

in understanding employee turnover.  This is true in both the larger body of turnover 

literature as well as studies on juvenile correctional officers (e.g., Minor et al., 2011; 

Mitchell et al., 2000; National Institute of Law Enforcement and Criminal Justice, 1978; 

and Wright, 1993).  For example, Liou (1998) and Mitchell et al. (2000) did not include 

organizational commitment which was one of the strongest predictors of intentions to 

leave in both SEM analyses.  In a more recent study of intentions to leave among juvenile 

correctional officers, Matz et al. (2013) did not include stress.  Furthermore, no study on 

juvenile correctional staff turnover was found that assessed external market factors.  Until 

more is known about which predictors are consistently the best at predicting turnover for 

juvenile correctional officers, researchers should use the full model of employee 

turnover. 

Job Embeddedness and the Employment Opportunity Index 

  In terms of advancing employee turnover and cybernetic theories, this study 

assessed two underused concepts that are somewhat new in employee turnover research.  

This study was one of the few to include the EOI and Job Embeddedness.  Few studies 

have looked at how individualsô perceptions of alternative jobs evolve in their search for 
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a new job and how that may affect their intentions to leave (Griffeth et al., 2005).  Recall 

that cybernetic theory argues that people who have recently interviewed for a new job 

will have better knowledge about their job market than those who occasionally check the 

classifieds.  The more knowledge people have about their job market will have a stronger 

effect on peopleôs decision to stay or leave a job as they should be more aware of the risk 

they will be taking if they quit.  In this study, only crystallization was significantly 

related to intentions to leave in the SEM analysis.   

Crystallization is the stage in the job search where a person has a job offer in hand 

(Griffeth et al., 2005).  For this sample of employees, the best measure of the external 

market for intentions to leave is whether or not a person has actually been offered a new 

job.  As discussed in the literature review, little is known about the job market for 

juvenile correctional officers.  It has been known for decades that nurses will often leave 

their current job before obtaining another because they know it is easy for them to find a 

new nursing position (Price in Griffeth and Hom, 2004).  Clearly, this sample did not feel 

this level of assurance with their job market. 

Although other studies have considered the familyôs (see Abelson, 1987; Blegan 

et al., 1988; Price,1977)  impact on employeesô decisions to leave their job, few have 

taken into account the impact that family and community combined may have on this 

decision.  And, there have been no studies in the correctional literature, adult or juvenile 

to consider family and community impacts.  Unfortunately, this study found no effect 

with regard to either family or community.  All of the facilities that staff members 

worked at in this study were in rural areas.  However, most of them were within a fifteen 
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minute drive to a large urban area and only another forty-five minute drive to an even 

larger urban area.   

One of the ideas behind using this measure that included community aspects was 

that some people may not find the types of resources and activities they enjoy nearby.  

However, most of the facilities in the study seemed close to a wide range of available 

activities.  Future studies assessing turnover among juvenile correctional staff may want 

to assess the effects of community among facilities that are not located in an area that 

provides such a wide range of leisurely activities.  In terms of family effects on intentions 

to leave, subjects who were interviewed said that family would only affect their decision 

to quit if they felt their family was in danger.  Otherwise, staff members could not think 

of a reason why their family would affect their decision to leave.   

Importance of Using a Mixed-Method Design 

Although studies conducted early on in the history of studying employee turnover 

(e.g., Price, 1977) were based on interviews, no recent studies could be found that did so.  

An important variable that was significantly associated with intentions to leave in the 

quantitative analysis was commitment to youth.  If the interviews had never been 

conducted, this aspect in the decision to quit among juvenile correctional officers would 

have been missed.  Furthermore, the interviews in this study provided a richer picture of 

how a frontline staff memberôs decision making process develops regarding intentions to 

leave a given facility.  For example, it was found that job satisfaction is an important 

predictor of intentions to leave.  From the interviews, it was clear that an important 

driving force in levels of job satisfaction was coworker support.  The different ways 
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relationships between coworkers affect intentions to leave would not have been explained 

without the interviews.   

Policy Implications 

 There were several predictors of intentions to leave that influenced this population 

of employees including job satisfaction, organizational fit , and commitment to youth.   

Specifically within job satisfaction, the findings suggest that administrators should focus 

on creating and maintaining positive relationships among staff members.  One way 

administrators could do this is through supervisors that encourage and model coworker 

support.       

Job Satisfaction and Organizational Fit 

Although this study did not assess differences among the facilities quantitatively, 

it came to light during the interviews that supervisors could have an impact on intentions 

to leave among staff.  Views of supervisors and relationships between staff members 

varied across institutions.  However, in one facility every interviewee stated he or she 

liked all of their supervisors and that they got along with their coworkers.  The staff 

members at this facility explained that their supervisors had open door policies.  Staff 

members felt free to go to supervisors to discuss issues and that their concerns would be 

taken seriously. It is likely that the supervisorsô actions create a more positive atmosphere 

that encouraged greater respect and cooperation between staff members.  Creating better 

coworker relationships could also enhance organizational fit, which will be discussed 

more below.    
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 Several of the themes that fall under job satisfaction are issues that are not easily 

remedied:  pay and promotions.  Pay for frontline staff members in Delaware is 

determined by the state, as are raises.  According to staff members, Delaware has not 

given a raise in at least five years.  In terms of promotions, administrators may have 

legitimate reasons for not promoting from within.  In fact, one interviewee stated that he 

preferred that they hired new staff for supervisory positions because he knew that some 

of the people applying for it would not perform well as a supervisor.  And, another staff 

member, said that it is awkward to go from having someone as your coworker who was 

then your boss the next week.     

Because these issues are problems that cannot be easily changed, administrators 

should focus on strategies that improve the overall morale for staff members.  As 

mentioned in the beginning of the study, treating employees as more than just employees 

(that they are humans with a range of emotions) may be an important way to increase job 

satisfaction in spite of the issues listed above and encourage employees to stay.  Some 

companies, for example, convene intramural softball leagues or have company picnics in 

order to help co-workers develop a sense of community with their coworkers.  In one of 

the detention centers, a staff member described how he and a few other staff formed a 

bowling league, and that this seemed to boost morale not just with those who joined the 

league, but also among other staff members talking and joking with them about it.  A 

bowling league could be an inexpensive way for administrators to help boost morale and 

increase camaraderie among staff.  This is also a way increasing levels of organizational 

fit and coworker support.   
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A few studies have found benefits in terms of job performance with encouraging 

social ties between coworkers (Hongseok, Myung-Ho, and Labianca, 2004).  In fact, in 

some Asian cultures employers strongly encourage workplace relationships in order to 

make their employees more effective workers (Bian, 2001; Bian and Ang, 1997).  

Researcher in this area in the U.S. supports this.  Specifically, they have found that 

employees who have higher numbers of coworkers that they spend time with outside of 

work have higher performance ratings compared to employees who do not socialize as 

much outside of work with coworkers (Mehra, Kilduff, and Brass, 2001).   

Commitment to Youth 

Commitment to youth had one of the strongest relationships with intentions to 

leave in that staff members who were less committed to youth had higher levels of 

intentions to leave.  Supervisors can be used to increase levels of commitment to youth 

while creating a more supportive work environment.  For example, when supervisors 

think frontline staff members are not doing a good job, rather than pointing that out in 

front of the kids, they should do so in private because pointing out problems in front of 

youth could make staff members who are committed to youth less committed by making 

them look bad in front of youth.  Furthermore, supervisors should remind staff members 

that they appreciate the work they do because they have the capacity to change the course 

of a kidôs life for the better.   

Another strategy to having staff members who are committed to youth is to recruit 

employees who already feel a strong desire to help youth who are at risk for a life a 

crime.   During the interviews, staff members expressed the idea that younger, college-
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educated hires came in wanting to save every kid there.  It may behoove administrators to 

contact local university professors who teach juvenile justice courses to help recruit from 

this potential pool of employees.   

Job Expectations 

One issue that was brought up by almost every subject in the interviews that was 

not significantly associated with intentions to leave, but merits a discussion was job 

expectations.  Most of the subjects in this study had an idea of what the youth would be 

like and what working with them would be like before they interviewed for the job.  

However, all of them expressed that this was one of the main issues that causes new hires 

to quit.  One thing that did seem to surprise many of the subjects was they learned 

quickly once they were hired that not every staff member was there for the kids.  Many 

expected everyone that worked there to have a deep concern for the well-being and future 

of each youth. Another issue regarding job expectations was that the advertisement 

posted online for the job was inaccurate.   Not only were new hires surprised by the 

residents, but by the job itself.  An immediate and simple remedy for this issue is to make 

the job description in the announcement more accurate.   

Two issues that fall under job expectations are work hours (e.g., shift work) and 

freezes.  Similar to pay and promotions, these issues are unavoidable in the field of 

corrections.  It is not surprising that staff members dislike shift work and having to stay at 

work for a second shift or longer.  Not only do these two issues cut into their personal 

time, which can keep them from family events, they can also cause serious health and 

safety issues due to stress.  For example, the National Institute for Occupational Safety 
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and Health (NIOSH), reported that having to work extended hours can make employees 

more vulnerable to things like the common cold and the flu, and it can increase oneôs 

mortality rate (Caruso, Hitchcock, Dick, Russo, and Schmit, 2004).  In addition to the 

above issues, when people consistently have to work hours they do not want to work, it 

can reduce the employeeôs morale.  Similar to dealing with pay and promotions, 

administrators should focus on ways to increase the overall morale of staff.   

Delawareôs Turnover Rates 

It should be noted again that the voluntary turnover rates for this sample were 

lower than those reported for juvenile correctional facilities in other states.  This is 

important to note because Delaware should consider what they might already be doing 

that is limiting turnover rates such as hiring staff who are committed to working with 

youth.   Recall that in a frequency distribution, it was found that almost 60 percent of 

their present staff members reported some level of staying simply because they were 

committed to working with youth.  If administrators cannot find new hires that already 

want to work with and help at-risk youth, they should work on ways of developing and 

maintaining this characteristic among staff. 

Limitations and Future Recommendations 

 This study has several limitations.  The most obvious limitation is the sample size.  

In order to run the full SEM analysis, a much larger sample was needed.  In fact, several 

instructional websites recommended that the actual sample size for this study, given the 

number of parameters in the model (this is with all of the items, rather than using latent 
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variables as observed measures), should be over 1,000 subjects.  Thus, in future research, 

in order to assess the current theory of employee turnover using structural equation 

modeling, a much larger sample is necessary to run the current model of employee 

turnover.  SEM analysis would be useful if a nation-wide study of juvenile correctional 

officers could be conducted.   

 Another major limitation with this study had to do with the measures.  Because 

the survey was reduced drastically in size in order to increase the likelihood of 

participation, several items had to be removed from important constructs.  This could 

have contributed to the low internal consistency for several of the scales such as 

organizational commitment (Ŭ = 0.44) and stress (Ŭ = 0.69).  When the items for these 

scales were removed, it was done so based on studies from both adult correctional studies 

and studies in the larger body of employee turnover literature.  Different items could be 

important to different work groups.   

 Two other possible limitations are that in the quantitative analysis differences 

between facilities as well as differences between fulltime and part-time employees were 

not accounted for.  This researcher was unaware that this program had both fulltime and 

part-time frontline staff members until after the surveys had been administered.  This is 

something that future researchers should take into consideration.  In terms of assessing 

differences across facilities, during the interviews it became obvious that there were 

differences in terms of coworker and supervisor support.  This could have a major impact 

on job satisfaction and intentions to leave that should be assessed.  This sentiment was 
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supported by personnel administrators who reported that they believed there were 

different factors affecting an employeeôs decision to leave from different facilities.   

Future Recommendations 

 This study should be viewed as a first step in assessing the relationships between 

commitment to youth, career stepping stone and sharing a similar background with 

residents in future studies of juvenile correctional staff turnover.  In this study, because it 

was believed that sharing a similar background with youth was measured indirectly by 

items in the organizational fit scale, a separate measure was not created.  Future studies 

should include a measure for this concept because it could be important in explaining 

race effects.  Although scales were created for commitment to youth and career stepping 

stone, the scales for these variables were shortened because  of administrator demands.  It 

could be the case that aspects of commitment to youth and career stepping stone were not 

measured.   

 Future studies may benefit from several different research designs and analysis.  

The personnel administrator reported that there seemed to be differences across the 

facilities regarding why staff members quit.  This claim was supported by comments 

made by staff members during the interviews.  As mentioned, in one facility all of the 

supervisors, including the superintendent, were given positive reviews.  However, other 

facilities did not fare as well when it came to staff praises.  Future researchers may want 

to consider a hierarchical analysis that will test for differences between programs. 
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 Another way future researchers might want to design a study on turnover in 

corrections would be to compare a juvenile facility with an adult facility.  There are few 

studies in the juvenile literature which publish rates of turnover as discussed above, but 

from the available data, it seems that rates of turnover are higher in juvenile facilities.  If 

this is true, it might be useful to know what is different between adult correctional 

officers and juvenile correctional officers.  For example, one subject that I interviewed 

stated that she had purposefully left adult corrections to come to a juvenile correctional 

facility in the hopes of making a greater difference in rehabilitating offenders.  On the 

other hand, at least two male employees discussed potential for overtime pay as the main 

attraction for working in an adult facility.   

 In the future, more attention should be given to the role ñminorityò status plays in 

agencies.  In this study, race had a particularly interesting effect on stress, organizational 

fit and intentions to leave.  However, it is uncertain if it is really ñraceò that was driving 

these findings or a moderating variable such as sharing a similar background with youth 

or commitment to youth.   

Perhaps, a more useful study for administrators would be to examine why 

valuable employees stay in their jobs.  The ideal candidate for employees that seemed the 

most likely to be committed to working the job of a juvenile correctional staff member at 

the facilities in this study was someone who cared about working with ñtroubledò youths, 

people who are not just looking for a paycheck.  Perhaps it would be best to put those 

types of employees on the nightshift.  But ultimately, given the pay, the fact that it is 

shiftwork and the potential for staff having to work two or more shifts in a row, 
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administrators may need to create ways of supporting commitment to both youth and the 

organization.   

And finally, future research may benefit from assessing if high levels of intentions 

to leave among employees affects job satisfaction and organizational commitment.  This 

could, in turn, further increase levels of intentions to leave.  When a facility has high 

levels of intentions to leave among staff members, this could result in people openly 

complaining to each other about how much they dislike working there.  This feeling 

could spread among coworkers, and decrease the overall morale of the facility.   
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CHAPTER 8:  CONCLUSION  

This study used the most comprehensive theoretical framework of intentions to 

leave to assess the best predictors of employee turnover among juvenile correctional 

officers.  It was guided by two main questions:  (1) what are the current turnover rates 

among frontline staff members at Delawareôs public juvenile correctional facilities, and 

(2) what are the main factors that lead to frontline staff leaving?  In order to answer these 

questions, this study used a mixed-methods approach.  Specifically, an administrative 

survey, interviews with staff members and surveys of staff members were carried out.   

According to a personnel administrator and staff members, voluntary turnover is 

an ongoing issue for them.  As reported above, the voluntary turnover rates were 7 

percent in 2011 and 13 percent for 2012.  Although the rates of voluntary turnover at the 

facilities in this study were lower than rates reported in previous studies it still 

problematic for a number of reasons.   First, there always needs to be a certain number of 

staff working.  When facilities are short-staffed remaining staff must pick up extra shifts 

which can lead to higher levels of burnout among remaining staff.  Second, staff turnover 

can disrupt any level of coworker support that has been established which is vital to the 

overall function of the facilities.  As was shown in both the qualitative and quantitative 

analyses, a lack of coworker support not only negatively affects the staff, but also the 

youth.  Third, staff turnover adds additional costs to the agency because replacements 

need to be hired and trained.  Recall from Chapter 1 that one study estimated that the cost 

to hire and train just one new staff member can range from $10,000 to $20,000 (McShane 

et al., 1991).  In 2013, just to hire and train 13 percent of their juvenile correctional 
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workforce would have cost Delaware between $250,000 and half a million dollars.   This 

is a lot of money taken away from program implementation.  Clearly, finding ways to 

maintain quality staff is important.   

This study combined interviews with staff member with surveys of staff members 

to assess the best predictors of employee turnover for frontline staff at Delawareôs public 

juvenile correctional facilities.  If either of these data collection strategies had not been 

included, important aspects of employee turnover for this population of workers would 

have been missed.  For example, if the interviews had not taken place, commitment to 

youth would not have been discovered.  If the surveys had not been conducted, the 

surprising effects of race would not have been discovered.   These two aspects are 

important for both administrators as well as employee turnover researchers to consider.   
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