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ABSTRACT

Staff Turnover in Juvenile Corrections: Predicting Intergion_eave
Wendy A. Thompson
Doctor of Philosophy

Temple University2014
Doctoral Advisory Committee Chair: Philip W. Harris, Ph.D.

Hiring and maintaining qualitytaff memberss crucial in juvenile correctional
facilities. Unfortunatelystaff turnovelis much more common icorrectional agencies
thanother areas ajoverrmentwork. 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 suhbls study was guided by two main
questions: 1) whatra the current turnover rates among frontline Smfmbers at
Del awareds publ i c | uuane ) whaearetche maindactorstioah al f a
lead to frontline staff leaving?

To answer the above questions, stisdyused a mixegnethods apmach
consisting of three stages. In the first stage, total rates of voluntary turnover were
provided by aradministratofrom DelawareSt at e 6s Di vi si on of Yout
Serviceg DYRS) PasonnelDepartment The voluntary turnover rates farvenie
correctional of fi cer sfork0il aDe2D12 werer 7gpércentand b | i ¢
13 percentrespectively. This is slightly less than voluntary turnover rates from previous

studies on juvenile correctional staff.

'InDe | a wjaverdlédcerrectional facilitiesstaff membersvho have the most contact with youtiie
referred to as frontlinetaff. In adult facilities, they would be comparable to correctional officers
depending upon the type of fhity and the security level.



Thenext twostages of reseeh were designed to assess the best predictors of
intentionstoleavé or Del awar e6s f rSpecifichlly, neesecentd staigd me mk
consisted of interviews with4 staff members from five residential facilities across
Delaware The interviewsncreased our understanding of how aspecjfsio$atisfaction
andorganizational commitmeripply to this prticular sample of employee#lore
importantly, three aspects of employee turnover for this sample were discovered:
commitment to youtltareer sepping ston@andjob expectatioa Thediscovery of new
variables supportthe idea that it is important for researchers assessing employee
turnover to conduct faewm-face interviews with employees prior to analyzing survey

data.

The fnal stage of reseeh compared thremodek of employee turnoveiT he first
was based on Lambertdés 2001 model of <corre
from employee turnover theoryrhe secondnodel was designed to assess improvement
in predictingintentions to leavéy incorporatinglob Embeddedness and the
Employment Opportunity Index (EOWhich are constructhat have not been tested in
many studies on employee turnover. The last model that was tested incorffarated

threenew variables that were created bagetheinterviewsin stage two

Intentions to leavevas 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 whoduatean take years to obtasnd

2) Assessing employe@&sitentions to leave could be more useful to administrators.



The sample fothelast stage othis study consisted of 102 frontline staff
memberdfromf i ve of Del awar e 0 fortlelast poftian ofithis stady e s .
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 atketpueun 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 predictadtentions to leavéor this sample. Similailo most studiethat
look at intentions to leay@ob satisfactiorandorganizational commitmenteretwo of
the strongest predictors imitentions to leavdn terms of individual characteristics,
race/ethnicity was the only statistically significant pceat. 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;ace/ethnicitywas significantly associated with one of the
factors fromJob Embeddednessrganizational fif which assessésemployees believe
they are an appropriate match for their.jdbterestingly, whites had lower levels of

organizational fit which resulted ihigher levels of intentions to leave.

Findings from this study & implications for the correctional literature and
employee turnover theory. This study supported a long history of employee turnover
studies that havimund job satisfaction and orgaational 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.



This stands to have a major impact on fattesearch on employee turnover, not just for
juvenile correctiongsbut 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 emplegs 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 atrisk youths. Therefore, this study should be viewed as an important step
towards understanding the relatstip between commitment to youth asetisions

made byjuvenile correctional officers.

This study also had important implications for administrators of juvenile
correctional facilities. A major finding stemming from the interviews, which was
subsequenyl 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 thguvenilesthat 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 memleseciallyin front of youths
To do this, administrators should encourage supervisors to demonstrate this type of
behavior every day and stress the importandgedfring trainings, especially the impact
it can have on the residenseveral staff members discadshow the youthful offenders

caneasily detect bad feelings among staff
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CHAPTER 1: INTRODUCTION

Because less information is available about turnover among juvenile staff
members than those working in adult correctional facilities, this sitailydes the field
of juvenile corretionswith an indepth understanding of the factéeadingto turnover
among staffmnembers. 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 order toadvancehe understanding of the
turnoverprocesas mong juvenile correctional staff,
(2001)model of correctional staff turnover wiestedand detailednterviewswith

juvenile correctional staff were conducted

In adult correctional facilities,dministratordace highlevels of staff turnover
averagingaround 20 percent annuallixmericanCorrectionalAssociation, 208; Benton,
Rosen, and Peters, 1982; BlakahydBumphus, 2004; Contact Inc., 1987; Delprino,
2002; Dennis1998; Hepburn1989 McShane, Williams, SchichoandMcClain, 1991;
National Institute of Law Enforcement and Criminastice,1978Wright, 1993).
Turnover rates for stafforking in juvenile correctional facilitilsave not been reported
on a regular basidn the onlynational surveyo report turnover rates for juvenile
correctional staffthe National Institute of L& Enforcement (1978ported that the
average annual voluntary turnover rate for juvenile correctgtaéfiwas 37.2 percent,

considerably higher than the rdte adult facilities.



Juvenile Corrections and Turnover Rates

The type of facility and typesf youthful offenders at juvenile facilities can affect
turnover among juvenile correctional staff by adding stress to an already difficult job.
Juvenile facilities can bgecureor nonsecure. Secure facilities are much like adult
prisons, with perimetegences or walls and surveillance. However, the security is often
similar to that found in minimum securiggult prisons. Nonsecure facilities generally
rely on staff to provide security, rather than fences, walls and surveillance equipment.
Thesefadii ti es are ref err ed Athaughadhe spcHit sedurity secur
measures vary across facilities, they generally include perimeter checks, taking periodic

counts of the youth in custody and maintaining an adequate staff to juvemile rati

The responsibilities that juvenile staff members facechadlengingand stressful
As in adult residential institutions, juvenile residential faciliaesalmost completely
dependentiponstaff, not on machines or computers, to meet theats and objectives
(Archambeault and Archambeaul®82; Archambeault and FenwjdO88; Bentoret
al.,1982;Mitchell, MacKenzie, StyveandGover, 2000. As suchjuvenile staff
members & vital to the daily operations of juvenile facilities (InderlitZ2006; Marsh
and Evans, 200), especially in terms of rehabilitation (Abrams, 2006; Abrams, lsimd,
AndersonNathe, 2005|nderbitzin, 2006 Langdon, CosgravendTranah, 2004).
Because the staff memberenspend sustained periods of time with saeneyouth
(Crawley, 2004), the lives of thevenilesand the staff become intertwined (Inderbitzen,
2006). The staff members naturally assume several roles, often serving as parents,
counselors, coaches, friends, and guardians (Bell, 2000; InderBiigi@). Essentially,

2



staff members are the main adult influesogany of theyouthshave in their livesluring

periods of residential placemgd(iell, 2000; Marsh and Evans, 2009

Staff also strugglevith a lack of resources, lack of trainirapdstrucural
constraint§Crawley, 2004Gordon, MoriartyandGrant, 2003; Mitchelet al., 200).
Thejuvenile justicesystemhaschanged its philosophy in recent yefisn one that is
predominantly rehabilitative tone based on deterrence and retributdsgchulerand
Brash, 2004; Bernard, 1992; InderbitzZ2906. Yet, many institutions still attempt
rehabilitative efforts. Not only do staff members have to balance the conflicting
philosophies of punishment and rehabilitation, tamalso expected toope withtheir
emotions and the emotional turmoil of youthful offend€sawley, 2004).This can
prove to be especially stressful when dealing with a large number of impulsive, poorly

sociali zed, fhor s{nderitzéeny2006,p.ad83 ed o0 yout h

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 officerdBentonet al.,1982; Camp 1994; Camp, Saylor, andh@in
1994; Jacobs and Gred®77; Jurik and Winn 198T;ambert 2006Slate and Vogel
1997; Stohet al.,1992 or on adult and juvenilefficers combined (ACA, 2004)Of the
six studieéthat have looked at turnover in juvenile facilities, only threeshaported
turnover rates for juvenile staff. Wright (1993) repdid 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. Howemth of thesstudies arelated and

%The other studies looked iatentions to leavand did not gather data on rates of actual quitting
3



Wright (1993) only reported staff turnover rates for one steonh 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 (Mikd¢e|ls, Ange| and Matz, 2011).
However thatstudy assessed turnover at only two juvenile detention facilities in the
same countyand the sample consistsdlelyof new hiresi(e., onlytwo monthsafter
completingtraining), which allowg little timefor job satisfaction or organizatiah

commitment to develop (Minaat al., 2011).

Impact of Turnover

High turnover among juvenile correctional officers negdyiedfects these
organizations by disrupting staff teams and increasing the costs of staffgraitore
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 relationsbgpgiaisto effective
treatment will likely be broken, implementation of evidehesed programs may be

undercut, and the overall safety of the facility can de¢@ascio, 199}

One of the main roles of juvenile staff is that of counselor. Reseasahban
that positive relationships, marked by trust and respect, between staff and youth
significantly affecthow juvenile offenders experience rehabilitative efforts (Abrams,
2006; Abramset al, 2005; Inderbitzin, 208 Langdonet al, 2004). The bondhat

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

% Earlier studies have estimated that the cost to hire and train a new staff member can range from $10,000
to $20,000 cShane, Williams, Shichor, and McClain, 1991). This amount is likely to be much higher in
the current economy.

4



has been showo bevital to the recovery of subjects (Bell, Montoya, and Atkinson,

1997).

Research on therapeutic relationships in correstiasfocusedon adult inmates
andin therapeutic communities in particula@ne such study found that when there are
high rates of staff leaving, remaining counselors coulgpprmtide the necessary
treatment to albf theresidentdecause of the added stress of trymgover the
workload of the counselors who lé@arland, 2002)Furthermore, they felt as though the
sense of trust and communéynongcounselors andlientsthat is integral to
rehabilitation programs had been brokém.anotherfacility where nearlyhe entire staff
of counselors wasreplaceic ouns el or st at ed,erfoWmaeyer e wor
and getting poorerresuit§ Saum, O6Connel |, Martin, Hill el

p. 1176).

High turnover offrontline staff affects the residentlirectly. Saum et al. (2007)
reported that clients foundetsier to fade into the backgrouidb uc k t Jo&@ syst em
Aget onewcroounnosnel or s. I n addition, many repoc
easily because thaid notfeel staff really knewvho they were.And finally, one client
statedi They dondét care about us. They come o1
their office and do paperwork. And all these guys go right back to being dopediends
(Saum et al., 2007, p. 11759f.adults eact this way, one camagine theffects high
staff turnoverhasonjuvenilesTh ey mi ght fAact outo@eti n any nt

attention or harm themselves or someone around. tidam way tohink abouthis



situation is to view itn termsof how children tend to behave differenty 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
betweenjuvenile staff memberand youthful offendersFor example, Inderbitzen (2006)
followed a number gjuvenile staff membersho worked at a large maximum security
facility, where they housed violent male offendefhe author stated that staff members
set the overall tone of the institutiand ha a direct impact on any strides made by
youth. Furthermordnderbizten (2006) argued thiie youthwereperfectly aware ofhe
importarce of having quality staff One of theesidentsvrote a letter t@ gaff member
after he had been released, argulmajbecausehe system does little to help the
children juvenile facilities Bould make it a top priority to haweore staffthatcare and

can empathize with tine

Evidencebased programs arky definition effective at reducing recidivism
among youthful offenders. Howeveych programsusthire and maintain quality staff
for these types ahterventiondo work effectively. In fact, research on evidetesed
programs found that when they are implerednwith qualified staff, theesidents
improve However, when unquéikd staff deliver the servicetheresidents are much

more likely to recidivate (Barnoski, 2004)

A decrease inhe overall safety of the facility is another possible consequence of
having high levels of staff turnové€amp 1994; Mitchell et al., 2000) This can happen

in a number of waysFirst, new staffmembergnaynot havethe capacity to balance
6



learning their many roles with the need to be readily aware of security issuigss T

crucial ina correctional setting, d@sey have the potential to b@ngerous places
Secondresearchnas shown that higher turnover can havegative impacbn the lines

of communication and social networdinong 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 maifdaifity safety. @rrent staff will need to
adjust tonew staff, regardless of whethiae newperson issdjuging quicklyto security
precautions This has the potential to significantly influeribe overall safetyof the

facility.

Finally, high rates of turnover among staéinput remaining staff at an increased
risk for stress, which can lead to burhoCorrectional 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 apersors o0 v e r &heék arid Maldr1083;Cillen, Link,
Wolfe, andFrank 1985; Honnold and Stinchcomb985; Mobley 1982) and if it persists
overtime, it can lead tstaff burnout (Garland, 2004)Burnout is when a persoras
becone exhaustedworn out, oris unable to resporttd an overload of demands
(Freudenberger, 1974 ptaff members who experience this on a regular basis could

dramatically reduce theffectiveness of the program.

Methods

The methods and model specification for this studyc(dised in detail in the next

section of thichapter) were guided by both the employee turnover literature on
7



correctional workers as well as the larger body of employee turnover literature. Research
on employee turnover has been conducted for decaesarietyof occupations
ranging from car salesmen to nurs@sis body of research has guided research on

correctional officer turnover since the 1980s.

Thecurrentstudy used mixedmethods research design integrating both
gualitative and quantitattvmeango collect data There are many ways to combine
gualitative and quaitative methods (see Osborne, 2008 and Palinkas, Horwitz and
Hulrburt 2011for exampés). for thisstudy,it was necessary twonductinterviews first
and then procs=l to the guantitativesurveys This research design was appropriate
becausehere is gidencefrom the larger body of employee turnover studieg different
workforcesmajphave di fferent factors thatSagenf | uenc
Griffeth and Hom1998. Therefore, the logical choice wasdonduct interviews with
juvenile correctional officerprior to administeringhesurvey that was created based on
previous studies of employee turnovdhe assumption was that juvenile correctional
officersare different than other types of workers, even adult correctional officers, when it

comes to reasons for employee turnover.

Data collectionincluded: ) an administrative survey frobelawareSt at e 0 s
Division of Youth Rehabilitative ServicdDYRS) pesonnel departmen®) qualitative
interviews with staff me mb-rnfacilites,andB)f i ve of
surveys of staff members across five of the institutions. This study began by a sending

survey to personnel administrators. The nudijective of the administrative survey was



to obtain the voluntary turnover rates (percentage of employees who quit on their own

volition each yegrfor the frontline staff

The second stage of data collection was interviews with 14 staff members from
five residential facilities run by Delaware Stateterviews were conducted in the second
stage for three reasangl) to uncover predictors aftentions to leaveot identified in
the literature, (2)o assistn model specificatiomand (3) toprovide a icher understanding

of intentions to leave employment

The last stagef data collection wasusvey datgrom juvenile staff members in
facilities across Delaware. Frontline staff members were able to choose between a paper

andpencil survey or an ome surveyadministeredhroughwww.surveymonkey.com

The surveysncluded questions used jmior studiesof intentions to leave in ordéo test
Lambert 6s vatldaditiomal@uestibns added to measiress,Job
Embeddednesand theEOI which stems from cybernetic theory. Other questions in the
survey asked staff members to provide information on personal charactegpetoesyed
dangerousnesgheir attitude towards their job (job satisfaction angianizational
commitment) and their intentions to leave. These data were used to predict intentions to

leaveemploymentamongjuvenile correctional staff.

Model Specification

Variables found to be related émployeeurnoverand intention to leaviEom the
largerbody ofturnoverstudieshave beerlassified into foudomainsin the empirical

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


http://www.surveymonkey.com/

external market facts (Cotton and Turtlel986; Hom and Griffethl995. From these
general categoriea number oflifferentmodelsfor explaining employee turnovaave
been createdLambert (2001) reviewed the larger body of turnover literajpaging
particular attention toorrectionsbased studiesnd proposed causal model for

turnover amongorrectional sff to guide future research.

Lambert (2001proposed that both individual factors (such as age, gender, race
educational attainment, and tenure) and work environment factors (such as input into
decision naking and perceivedangeousness) would indirdgtinfluenceintentiors to
leavethrough job attitudegp(e opl es &6 overall satisfaction w
commitment to the organizatipandjob attitudesin turn,would have direct #ects on
intentions to leavemployment External market factoraerealsoproposed tdhavea
direct effect on intentions to leavadependentrom job attitudes.Furthermore,

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

commitment.

This studyused the model proposed by Lamberassesitentions to leave
among juvenile correctional staff, with a few modifications (See FigumeChapter Zor
L a mb eorigind model and Figureid Chapter Zor the modifiednode). The
relationship between external market factors and turnover is an area that is underexplored
inthe correctional ur nover | iterature. In Lambertoés
perceptiorbased measure of external market factors. In a latey,siwgingle item was
used to measur e i nthHeiextarndlumarkébes Lamigert ane ogan,o ns o
2009) Griffeth et al., (2005) argues this is not the best way to measure external market
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factors because peopl e 0 smoreartesslaccdagedasedf t he
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 individual 6s erjalongintharrjok searchwil Th o s e
have a better idea of the reality of the market. The final staide b search would

include having a job offer in handn this study, he EOI wasusedto differentiate

betweerstaffwho have a viable job offerandh o s e who At hinkod it wou

them to find a better job.

Anot her modi fi cat wastoindorporatedamiyandt 6 s mo d e |
communityr el evant vari abl e s-upstudyimiuded measuref@ 006 )
family that assessed the cooflcreated between work and family demands and how they
affected work attitudes (specifically, job satisfaction and organizational commitment).
However, Lambert found neignificantrelationship between the familyork related
conflict and work attitude easures. As suggested by other researchers, this could be an
instance of poor measurement choice or mods$pecification To address this, the
currentstudyincludedJob Embeddednessreated by Mitchekt al. 001). Job
Embeddedness e f e theexteénbto which people have links to other people or
activities, the extent to laich 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-Wwitakethey
would give up if theyeft, especially if they had to physically move to other cities or

homeso (Mitchell. et al., 2001, p. 1104
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The final modi fication to Lastdsertoéds or

Lambertinitially proposed that stress waslaracteristiof the work environment.

However,in his research on intentions to leave among correctional officers, hejédund
stress predicted job satisfaction and organizational commitment (Lambert, 2006). Based
on the results from that study, he proposed that job stoesd 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 implicationf both thguvenilecorrectional literature and the
larger body of literaturen employeaurnover as well as practical implications for
juvenile administratorsForthe correctional literature, this studypanded the
understanding of intentions to leaand turnover in two main ways. Filsecauseery
little is known regardingates ofemployee turnover fdrontline staff working in
juvenile facilities the current study provides importal@ta on the turnover rates
collected through aadministraive survey. 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 personhetefore, the current study
represents the most compessive study of intentions to leave employment among

frontline staff in juvenile correctional facilities to date.

4 The actual turnover rateasnot used as the outcome variable. This will be further discussed in the
methods section.
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This study adds tthe largeremployedurnover literaturen three main ways.
First, methodologically, this study enhanced current prastia the larger turnover
literature by including qualitative interviews. Qualitative interviewsonlyprovided a
richer picture of how an individual 6s deci
intentions to leave a given faciljtiput also uncoered a new predictor of intentions to
leave for this workforce Second, this study was one of thetewseGr i f f et h et al
(2005) Employment Opportunity I ndex. Few
perception othe job markeevolvesasthey search for a new job and hawis may affect
their intentions to leaveBy using this particular measuihis studywas able to finaut
more about the job market for juvenile correctional officéad finally, this study
examinedlob Embeddednesgich assessed how aspects of the work environment,
family, and community affect intentions to leave for staff memb&ithough other
studies have considered the familyds i mpac
few have taken into account the imp#wat both family and community may have on this

decision.

The current study aldwas practical implications for administrators at juvenile
correctional facilities.Results from theuantitative portion of this study suggest that if
administrators wanbtkeep valued employees, it is important for those employees to feel
as though they fiwvith organizational culture of the institutio®ne mportant aspect of
the organizational culture stemming from the qualitative intervibaiswas brought to
light was the importance dfaving athick skin Having athick skinwas important not

only in terms of being able t@spond positivelyo negative things the youth may gay
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staff membersbut more so to what other staff members maysalyeir coworkers

Couple this withstatements from staff members who were interviethaticoworker

support was important iin that,anditisaearul d mak
that administrators should pay close attention to fostering and maintaining posése li

of support between staff members.

In the following page<Chapter Zegins by explaining two theories that have
been used to guide research on employee turndext, it expands upon the literature
review, emphasi zi ngcoredomal dffcartbrmovet willbe model of
modi fied to assess staff turnover for fron
correctional facilities.This is followed by a summary of the mdindings from research
onemployee turnover theory, focusing existing gaps. It ends with a presentation of

five hypothesefor 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, thehree stages of the study and the variathlaswere used to assess
intentions to leavamong this population of workers. It ends by presentingulag¢ysis

that was usetbr the quantitative portion of this study.

In Chapter 4results from the qudhtive portion of this study are presentet. |
begins by brieflypresening the overalfindings from the qualitative interviewsThen it
goes into detail about the sample and the facilities in which the sample of frontline staff
members work. Next, gives an indepth presentation of three new concepts that were

discovered. It ends by summarizing the important findiragsd presents one additional
14



hypothesis stemming from the interviews. Chapteresentshe significantfindings

from the quantitatre 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 hypothes It concludes by discussing which of the SEM

analysegroduced the best modeliotentions to leavéor this population of employees.

Chapter 6 integrates and elaborates on the findings from all three stages of data
collection. Chapter 7 presents tlmntributionsthatthis studymakesto employee
turnovertheory, cybernetic theory aminployee turnoveresearch as well as
implications for administrators of juvenile cortienal facilities. It also presentise
limitations of this researchAnd 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 begs 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 turnoveil he next section discusses the most significant variables
across employee tmover over models. The final section introduces the overarching

hypotheses of this study.

Employee Turnover Theory and Cybernetic Theory

The theoretical framework used to deemployedurnover studiesypically
focus onfour primary domain®f predidors of intentions to leave and employee
turnover: individual characteristics, theosk environment, work attitudeandexternal
market factorgLambert, 2001; Hom and Griffeth, 1995)s shownnL a mber t 6 s ( 2 0 (
theoretical frameworkor correctionabfficer turnover (Figure below), intentions to
leaveis the onlyconstruct proposed to affeabluntary turnover directly A common
assumption in social psychological models that examine attitedavior consistendg
that individuals act in accordemwith theirintentions(c.f., The Theory of Reasoned
Action; Ajzen andFishbein 1980). The remainingonstructs are believed itafluence

quitting through intentions to leave.
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Figure 1:
L a mb e 2001dhsoretical Framework for Correctional Officer Turnover

Personal Employment
Characteristics Availability

Job

Satisfaction .
Intentions to

\ Leave
Organizationa/ /

Commitment

Voluntary
Turnover

InL a mb emodeléclsaracteristic®f the person include age, gender, race,
educational level and tenure (how long the person has worked at therjdivjdual
characteristichavea direct relationship with work attitudes which, in turn, affect
intentions to leaveThework environmen{characteristics of the job such psrceived
levels of dangerousness and sfyésbelieved taffect intentions to leave through work
attitudes. In generalemployee turnover theory (and in the above model), the main work
attitudes are job satisfactionanod gani zati onal commi t ment . P
work are argued thave a direct relainship with intentions to leaveAnd finally,
external mar ket factors dir ectHobweventhef | uence

above theoretical framewoHas 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 Thed(gteel, 2001).

Cybernetidheory is based on the assumptibathumans as decisiemakers
have a limited capacity hande data Gteinbruner, 1974 When people are thinking
about leaving their current job for a new one, there are many pieces of information to
considey such as what kind of job, will the chandéeat 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¢hagssential to this theory is ttienction
of seltregulatingsystems which have seng and adjustment capabilitié€®ozemarand
Kacmar, 1997).FeedbacKor information) receiveétfom the environmenis usedo
regulateactions(BozemamandKacmar, 199; Steinbruner, 1974)More importantly, the
feedback is compared to a reference standarthe example above, theferentis the
p e r soorreilt ©b. Balance within the system continues as long as feedback and the
referentare consistentmbalance n oned6s career could happen
there is a better paying, less stressful job available in their M#lienpeoplecome
across a divergence (positive or negative) betweefeedback and theefereng then
some fornof adaptive reetion 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.

® In the present stly, 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 theoryunits of informatiorfrom the emironmentare organized
into hierarchical systems (Stbminer, 1974). Inhis study, information about the
external labor markes viewed as anultilayered objecandorganizedn ahierachy.
The extent to which each layer is fixed within the hierargsys on two factors: (1) the
potentialusefulness of the information for the person and (2) its ease of &Stesls
2001) More usefuinformationrequiresgreater effort to obtainFor example, an
individual paying closer attention to the currenemployment 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
specifially withi n o n e &wthefmiorewheh.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.

Althoughsome individuals magdvancequickly through the job search process,
others may proceed more slowind some @y continue as passive scanners. The pace
of progress among decision makers is affectetkblective attentiad Selective
attention referso the idea that ecisicns will vary depending ofnformation they select
to focus on (Carver and Scheier, 1988)f f ect i ng an i ndi vidual 6s
the various sources of feedback including those newly learned sources of information
regarding the job market, wodktitudes, individual attributeand perceptions of the
personbés current work environment . For ex
negative workrelated feelings and decide to start paying attention to the unemployment

rate. If the feedback regandj 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, withitybernetictheory, one can see hotetdecision to voluntarily

leave a job can be desceitbas a hierarchy aftages.

Applying cybernetic theory to voluntary turnover, Steel (2001) developed three
stages of the voluntary turnover decisioaking process. These stages stem from the
work of Blau (1993) who s uwdge shtaad ttwipa tmati me
preparatory search and active seardhh e f i r st st agefipassiveSt eel 6s
scanning Information gathered by employees at this stage is easily accessilbssnd
reliable For example, an employee at this stangeysimply start to paycloserattention
to information describing global market conditiamsen watching the newsdf 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 bettfrh e s econd st ageThisis Af ocuse
when enployees focus their attentiam souces of information that amaore specifido
immediate job opportunitiesAt this stage, data collection is more systematic, focusing
on promising leads found irrgfessional publications. Individuals in the focused search
stage have data that are more specific but still abstréet final stage of job search is
Acontacting pr o &mppoygeesiavttes stagm pavechgdearnsal inberviews
with prospectre employers. Information at this stage will test their established beliefs

abouttheir employability and allow them to develop realistic expectations.

As mentioned abovéheinformation an individual receivemay prompt adaptive
action if thefeedbaclkand ther e f er ent (i . earedifferantlf@sople ur r en't
think that anewjob will pay more and have better hgusstthenthey 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 voluntar employee turnover, Steel (200drgued that feedback
about the job market could elicit several adaptive responses incindingluals
loweringtheiremployment expectatiorms reassessing their attitudalsouttheir current

job situdion.

Literature Review

Currently the mainssue affecting the usefulness of correctigtaff turnover
studiess that they have been found to yield low explanatory power (Hom and Griffeth,
1995; Griffeth, Hom, and Gaertner, 2000; Mitchell et al.,12(eel and Griffeth, 1989)
This could be due to several reasoAs.discussed, a model of employee turnavas
created that focusenfour main domains that influence ¢
leave a given job. These include: individual elcteristics, work environment, work
attitudes, and external market factors. Many of the studies conducted in both
correctional settings and in other setting
either omitted one of the above categories (indigldharacteristics, perceptions of the
work environment, work attitudes, or external market factors) or a specific variable
within those categories, thus limitimgformation abouemployedgurnover(Leeand
Mowday, 1987).Incomplete knowledge abostaf turnovermayresult in inadequate

recommendationseing made&o administrators trying to reduce employee turnover.

A second issuthat could be contributing to the low explanatory power is
inadequate measures of certain variables, in particular ekbteanket 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
constructlob Embeddedness consider factors botmiand out of the work environment
As discusseth more detaibelow, the authors found thdnvb Embeddednesgplained
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 Simge6i Price,
1977; Mobley, 1982; Price and Mueller, 1986) ameéntions tdeave(Mitchell et al.,
2000). Employeeurnoverhas been defined in a number of ways. For examptae
early days of studying employee turnov@rissenden and Frankel (1922) defined
turnover as the shift and replacement necessary for maintaining the workfatee.
Bartholowmew (1971) argued that the replacement of losses was implicit in the term
fiturnovero As a resultmuch of the current turnover literature refers to employee
turnover as the severing of ties between employer and employee (Price ana,Muelle
1986). To account for the replacement aspect missing from this definition, researchers
distinguish between turnover that is voluntary and involur(@grner et al., 20QPrice,
1977; Mobley, 1982; Price and Mueller, 1986). Involuntary turnoversédewhen the
employer initiates the severing of ties between them and their employee (Griffeth and
Hom, 2001). luntary turnover is when the employee initiatssninationof the
employeeemployerrelationship(Bluedorn, 197% The underlying assumgin is that

when valued employees choose to sever piexsjuctivity is decreased and additional
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training expenseare incurred by the employer seeking a replacement. This assumption
seems reasonable given that the main practical reason for studying eenplover is

to help employers to learn how to retain valued emplof@affeth and Hom, 2001).

Intentions to leaves thelevel ofdesire a workehasto resignfrom employment
within a given period of the (Price and Mueller, 1986). InitiaJlyptenions toleavewas
usedsolelyas a predictor ofoluntaryt ur nov er . However, taking
work onturnover amongriess, a number ofjraduatesociologystudents studying
turnover under James Priaethe University of lowa began using dmp y éneergi@éns
to leavé 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 studentsese trying to finish their dissertationélthough that decision may
have seemed rash, beca@eeley provided no evidence that there was a significant
relationship between intentisto leaveand actually leavingylobley (1982) gave it
legitimacywhen heusedit as an intervening variabie his modé Mobley (1982)
argued thaintentions to leavevas 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, onlyimes to leave was
significantly related to turnoverf-rom this hereasonedhat intentions to leave must be
an intervening variable between work and individual characteristics, work attitudes and
external market factorsSince thenresearcherstudyng employee turnover haveund

thatintentions to leaves the single best predictor of voluntary employee turnover

® The outcome variable in these studies was fAintenti
meant to assess employeeslik@od of cutting employment ties.
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(Griffeth et al., 2000Hom and Griffeth1995; Cotton and Tuttle, 1986; Steel and Ovalle,

1984; Tett and Meyer, 1993).

Several researchg have useadhtentions to leavas their dependent variable
calling it either turnover intentions or intentions to leéwg.,Mitchell et al, 2000
Lambert, 2008 In fact, some argue that intentions to leave is a better dependent variable
than turneer 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
researchrs would not be able to match initial surveys to follgpvsurveys attempting to

find out who actually quit.

In terms of implications for administrators, Mobley (1982) proposed a model
where there were twpossibleconsequences of employeeth high intentions to leave:
quitting and alternative forms of withdrawal from wdlke absenteeism)This suggests
t hat when employees have a strong desire
different ways to cope with their unhappiness. In fact, reé¢gtudies have found that
when workers who want to leave cannot, thegabsent more often, apathetic,
disruptive and reduce the quality of their work (Porter and Steers, 1973; Staw, 1980;

Steers and Mowday, 1981).

Along these lined)alessio, 8verman, 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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emor e attention shoul d be gi ven t o
influences of variables on intentiondait as opposed to the actual

act of turnover. From the employerds
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 ititute 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 measuregyeriods 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 marketTo illustrate, n 2007, the U.S. experienced ajor economicecession
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
D e | a wwasjestoser 3percent. However, in the year engli2010, the National
unemploymenhad riserto 9.6 percent anD e | a wwaas @pGos8 perceniWith much
less potential for moving to new jobs, the study of intentions to leave has significant
potential for helping employers to develop strategies f@ngaging employees who

wishto leave

Predictors of Intention to Leave and Voluntary Turnover

As mentioned aboveheé predictorselated tantentions to leavean beclassified
into four primary domains:individual characteristics, work environment caeristics,
work attitudes, and external market fart (Cotton and Turt|et986; Hom and Griffeth

1995. As discusseth the following pagesthe specific variables and measurement of
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the variables within each of these categories varies across tustoges. The
following sections discuss some of the most commonly used variables within each of

these domains.

Individual Characteristics

In the employee turnover literaturadividual characteristicsefer tothe
background andemographicharacterigcs of the employee. Hese areisuallystatic
variablesandnot easilychanged Characteristics found to have a significant relationship
with turnover and intentions to leave in studi¢sorrectional stafincludeage, race,
gender, tenuréyears workng at a given joh)and educationaével. However, there are
also several studies that have found no significant relationship between correctional
employee turnover and many of thesenedemographic variablgbambert, 2006
Mitchell et al, 2000) Consequentlymany studiesfccorrectional employee turnover
havefound that individual characteristiceedess powerful predictod intentions to
leave and voluntary turnovédranwork environment characteristiesd work attitudes

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

In employee turnover studies, age usushipwsa negative relationship with
intentions to leave and turnover. Younger employees may have fewer [eambnas
providing for a family or having a greater numlog entrylevel positions available to
them, to be dependent on a given. jdbkewise, higher levels of intentions to leave and
turnover among younger employees are expected because younger workers often have
inaccurate expectations about jobs due to thexperience in the workforce (Porter and

Steers, 1973). As younger adults, fresh from college, go from abstract information about
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their potential joldo the actuaWworkforce, some discover the reality is far from what they
envisioned while sitting ithe classroom. Another reason youngmployees 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 leavetheir job.

In theadultcorrectioral literature, although seversiudies have founthat
younger correctional staff members are more likely to leave their job (e.g., Byrd,
CochranandSilverman 2009 Camp, 1994Robinson, Porporin@and Simourd, 1997
others have not (e,g~ord, 1995; Jurik and Winn, 1987; Lambert, 2006 studies of
juvenile correctional staff turnover, three studies have included age in their analyses.
Only onestudy found that youngestaff membes reported higher levels afitentions to
leavethan older one@Mitchell et al., 200D Two studies found no significant

relationship between age and intentions to leave (Tiption,; 2082, 2012).

In jobs traditionally held by whites, members of racial minority groups are
predided 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 leadaember exchanges, pay inequity, fewer amte
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) foundrieddhs 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 stwdg conducted in the late
seventies.More recent studies among correctional staff have found that when compared
to their white couterparts, racial minority group membéyave higher levels of

intentions to leavand turnover (e.g., Ford, 199%rik andwinn, 1987; Lambert, 2006;
Mitchell et al., 2009 but these studidsave failed taletermine why this is so
Furthermore,wo studies did not find a significant differenoeturnover ratebetween

members of raal minority groups and whitgg.g., Byrdet al.,2000; Camp, 1994).

It is often predicted iemployeegurnover studies that females will have higher
rates of intentions to leave amdluntaryturnover. However, no simple pattern has
emerged. This is true for both the larger turnover liteesdimd the correctional turnover
literature. In the correctional literaturenty 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 hamdny studies have found no significant
relationship between gender and turnameintentions to leavée.g., Byrdet al, 2000;

Ford, 1995; JurilandWinn, 1987; Mitchellet al, 2000; Robinsoet al, 1997. More
recently Lambert et al. (2009) lookedtla¢ effectsof gendemwhile controlling forjob
satisfaction and organizational commitment and foamdnexpecteaffectof gender
Specifically, it was found that although women reported higher levels of job satisfaction,

they also reported higher ldgef 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 intentionsafifey. 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, n the correctional literaturéhere are conflicting findings regarding tenure.
Several studietooking at turnover among atl correctional stafhave foundanegative
relationshipbetween tenure and turnoverg., Byrdet al, 2000; Camp, 1994; Robinson
et al, 1997)and intentions to leave (Lambert, 200B6nly one studyound no
relationship between tenure and turnofderik and Winn, 1987).Two studies looking at
turnover among juvenileorrectional staffound no relationship betweearure and
turnover (Matz, 2012) and intentions to ledwichell et al. (2000); however, Wright

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

In both the larger turnover literature and correctional turnover literature,
educationl levelis predicted to have an inverse relationship with turnover and intentions
to leave. However, ost research has failéd find a direct link between educational
level and correctionadfficer turnover (Camp, 1994; Ford, 1995; JuaikdWinn, 1987;
Robinson et al., 1997)However Mitchell et al., (2000jound thatjuvenile staff
memberswith higherlevels of educatiowere more likely to expresatentions tdeave
whencompared to those with lower educational levélgs 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 justicen@® et al., 2011).

The current studtesedfor both direct and indirect effects of gender, age,
education, tenure, and race on intentions to leave. IndirGp#ysonal characteristics
shouldaffect intentions to leave through job satisfaction amg@uaizational 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 excl ud ebdrif the employer fails fogrovide b oy s
maternity leave time, family benefits or childcaf&his could affect her intentions to

leave. Along these lines, @awer workergthose with less tenur@)ay feel less satisfied

with their job because the work itself is not what they anticipatbcth could increase

their desire to leave.

Perceptions of th&Vork Environment

Work environment variables include specific structatedracteristis 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 afgbsfaction,
organizational commitment (Lambert, 2004mbert, HoganandBarton, 2002, and
stress (Cullen et al., 198Triplett, Mulling and Scarborough, 1989Specific work
environment variables that correctional research has clearly identifadfdtd job
attitudes are perceived dangerousness, input into decision making, role ambiguity, role

conflict, role overload, and organizational fairness (Laméedt Paoline20(8).

PerceivedDangerousneskefers tathe extent to whiclpeople see thejob as
being unsafe (Culleat al, 1985). Some studies have used a perceptdaiged measure
of dangerousness relying on staff members own experiences and interpretations of those
experiencege.g.,Lambert, 2006) Otherstudies us¢hesecuritylevel ata given
institution to gauge the level of dangerousnesg. Mitchell et al., 2000). Institutions
with higher security levels arguably have less desirable working conditsotine
population of inmates are more serious (i.e., they are more likeyitechrcerated for a

violent offense) compared to minimum security institutiavisich should result in higher
30
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turnover. However, the findings in the correctional literature suggest otherwise. For
example, Camp (1994) found that correctional officers whtked 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 decisiormakingis the extent to which employete| thattheyhave a
say in deaions regarding their jolas 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. Furthermasecdn create a feeling of
belongingamongemployees. 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 correct®mseral studies found that
higher levels of inpuinto decisionmaking were significantly related to lower levels of
intentions to leave (Lambert, 2006) and turnover (Bepta, 1982; Jurik and Winn,

1987, Slate and Vogel, 1997).

Research has fourtdat orrectionalofficersin adult facilities often receive
conflicting rolesat work and faceambiguity ovettheir dutiegCullen et al.,1985;Jurik
and Winn, 1987).Role conflictrefers to when employees receiieompatible directions
for the job (Rzzo,HouseandLirtzman, 1970). The main conflict correctional officers
encountestemsfrom larger opposing philosophies between rehabilitation and strict
custody. Hepburn and Albonetti (19804d7) noted that it is rare to find a prison
A wh er ayictheoriganizational goal and where treatmentisen@gni st ent . 0
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 dferent 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 ambiguitys the lack of clarity in howo complee the job (Rizzo et al.,
1970) including issues such as not having a clearateattherole, job objectivesand
therangeof responsibilitiesand authority Ivancevich and Mattesp980). Reearch
has found that ambiguity j>d>mmon amongrison guard (Cullenet al, 1985). Poole
and Regoli 6s (1980) research on correction
expected to handle assignments on their own, which minimizes socializatioreezpsr
and can contribute to misunderstandings or disagreemerusg 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 inmajgiaace
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(Julés and
Musheno, 1985). This can result in a lack of knowledge regarding which rules can be

bent, how much they can be bemtd when they can be bent (Cullen et al., 1985).

Role overloadccurs when a worker is requireddo too many tasks or dusie
than are manageable (lvancevartdMatteson, 1980; Triplegt 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 overloag amon
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 hleshown that workin@ corrections is stressful (Bentehal.1982;
Chesk 1984; Cheek and Millet983 Stohr, Lovrich, and WilsgriL994). Stress can be
harmful to both the individual staff member, as well as the organization. Research has
foundstresgo be a main contributor fwoorer physical healttamong correctional
workers(Cheek and Miller1983; Culleret al.,1985; Honnold and StinchcombO85;
Mobley, 198). Cheek(1984) reportedhat correctional officeread higher ratesf
stressrelated ilnesses, includingypertension, ulcers, heart disease, diabgtas, gall
bladder disorders, and hypoglycemiben compared ta sample opolice officersanda
sample of blueand whitecollar workers. Furthermore, Cheek (1984) foutttht the
averagdife expectancyor correctional officers was 59 ye&rdn 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 relatedlmwverjob satisfactionlower productivity, lower morale,
dissatisfaction witlsupervisos and ceworkers, absenteeism, excessive sick leave,
excessiveonsumption of alcohol ararugs, family problems, anturnoutaccording to

research from both the correctsliterature and the larger body of labor relations

"W more recent statistic for correctional of ficerso
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literature(Cheek and Miller1983; Dennis1998; Hepburn1989; Mobley 198; Stohret
al.,1994 Whitehead and Lindquist986). High levels of stress among employees can
negatively affect the organizan by increasindnealtltare costs, disability payments,
sick leaveand absenteeisrizlkin and Rosch (199@stimated that of the 558illion
work days lost to absenteeism in U.S. industrgry yearover 54 percenvererelated to
stressFurthermore, lrasek and Theorell (1990) reported that cost of stres®

American organizationsxceeds150 billion a ar.

From the correctional research, it is unclear wiaestress fits into the turnover
model. Lambert (2001priginally treated jolstress & a work environment factor
Arguably,job stress should eeparated from work environment facto&ress is an
internalresponse to a stimulus which could be anything that a person sees as threatening
or potentially damaging in some way (Lazarus aaolikiran, 1986). As such, it seems

more likely that verk environmerdl factorsaffect stress.

Fourturnoverstudies in the correctional literature have included a measure for
stress (Camp 1994; Lambert, 2006; Mitchell et al., 2@0&e 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 s8asgarly,
Lambert (2006) found no significant relationship between job stressmi@mions to
leave. Mitchell et al. (2000however, did find a significant relationship between job
stress and intentions to leave. Although iinsertain what accounts for the mixed
findings, here areamportantdifferencesamong the above studieBirst, thesestudies
used thredifferent measures of stres€amp (1994) used a sitem scale. Slate and
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Vogel (1997) used a sixiyem scale. Mitchell and colleagues (2000) used a fourteen
item scaleand Lambert (2006) used a faitem scale Another important difference is
that the studies did not use the same predictor variaBldsoughboth Camp (1994) and
Lambert (2006) included two work attitudes (job satisfaction and organizational
commitment) Mitchell et al (20004did not include a measeifor 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. teefypostulated 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 satisfactbn andorganizational commitmentlbob satisfaction and organizational
commitmenthave been found to predict both turnover and intentions to leave. In both the
larger organizational literature and correctional literatwesearchers have looked at the
effects of job satisfaction and/or organizational commitment on productivity,
absenteeism, retirement, participation, union sympathy, cognitive withdrawal from work,
turnover andntentions to éave (Camp, 1994). Researchessessing turnover and
intentiors to leave report thédwer levels of job satisfaction and organizational

commitment among employees have been the strongest predictioese outcomes.

Although ®veral definitions exist foorganizational commitmenit is usually a

multidimensionaktonstructconsistingof elements of pride, internalization of goals, and
35



a desire to belong to the specific organization in which the individual works (Lambert,

2006; Mowday, PortegndSteers, 1982)Essentially, whenper sonds commi t me
their place of employment is more important than the specific job within that
organizatiommndanypersonal reasons for employmemsense of loyalty develops

(Mowdayet al 1982). For example, Lincoln and Kallerg (1990, p. 22) argued that when
anemployeeiscomi tt ed t he fAemployeeds invol vement
moral overtones, and his/[her] stake extends beyond the satisfaction of merely personal
interest in employment, income, and intrin
andHogan(1999,p. 100) further contentthat when a person is committed to the
organizabniéa bond to the whole organization, a

belief in the i mportance of work itselfo e

Correctional studies have found a negative relationsétpeen organizational
commitment and botimtentions to leavéLambert, 2006; Robinsoet al, 1997 and
turnover (Camp, 1994; Robinsehal, 1997; Stohet al, 1993. Lambert (2006) found
thatlower levels of organizational commitmemérerelated tahigher levels of intetons
to leaveamong adult correctional officer$urthermore, it was found thatli@wving job
satisfaction, organizational commitment was the second strongest predictor admstent

to leave.

For the most part, correctional resdmon turnover and intentions to leave has
used measures that assess the individual 6s
However,Camp(1994) looked at two levels of organizational commitment. The first
level was commitment to the specific correntl facility. This type of organizational
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commitment is generally used in turnover studies. Howelversécond levedf

commitment Camp useglas acommitment to the overaBureau of Prison€BOP).

Camp (1994) felt it was important to include botvelsbecause of the way that the BOP
designed promotionsThe BOP transfers individuak® a new facility everyime they are
promoted in hopes of providing them with a more expansive perspective of the BOP
operations.Camp specifically hypothesized thHat middlemanagement 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 satisfactiomefers to the emotional response employeestéeerds 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 §hd#ero,
2003). People not only want a job that makes them happy fitignbiat also one that is
rewarding and meaningful in other ways (Naisbitt and Aburdene, 1985). Job satisfaction
assesses the totality of a personds satisf
gratifying. Job attributes that people find rediag will vary across individualsSome
may find making a lot of money to be highly rewardibgt 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 arfer delinquent child go to collegeay be extremely

fulfilling.

Studies from the largeurnoverliterature have eitheneasuregob satisfaction as
an overal/l me a s degree obafisfaction withrhig dr bey jebeodnsore
commonly by distiguishing between various dimenssoof satisfactiorfe.g, work,
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supervision, pay, role ambiguity, promotion, anenaarker support).The latter is more

useful in distinguishing among a variety of work environnaratracteristicsIn fact,

several of thee 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 suchaspromotions, payand supervisor support, researchers ask the degree to which
promotions, pay and supervisor suppexiss. For example, instead of asking an

employee how satisfied they are with their supervisor, researchers migiavask

strongly they agree to whether or tiogir supervisors listen to their input. Using these
measures as an item within job satisfaction is one way researchers have been able to

reduce whammay become rather lengthy survey in employee turnover studies.

In correctional studies, joatisfaction has been found to have a negative
relationship with bth turnover (JurikktndWinn, 1987; Robinsoet al, 1997; Wright,
1993) and intembnsto leave (Byrcet al, 2000; JurikandWinn, 1987; Lambert, 2006;
Liou, 19%; Mitchell et al, 2000). Threestudies (Mitchell et al., 2000; Wright, 1993)
thatassessethe relationship between job satisfaction and intentions to leave
employment at juvenile facilityfound that job satisfaction predicted intentions to leave.
However, a recent study that looked at the effects of job satisfaction on intentions to
leave dd 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 indegkxttonship with
intentions to leave through organizational commitmeatr(bert, 2004Lambert, Barton,
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& Hogan, 1999Lambert and Hogan, 20Q9T his may be due to the idea that
commitment to a place of employment arguably takes longer to develofed¢fiags of
satisfaction (Lambert, 2009)n 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 MarketFactors

External market factors refero  a n i rogportunitydfar alterdatve
employment.Early studies on employee turnover were conducted by economists (Price,
1977). Economic theories, such as rational choice theory, are nested in the assumptio
that humans are rational in their decision making processes (Sen, To94).f
employees believe they have a good charidmding a better job, they will have higher

levels of intentions téeavetheir current job.

In the larger turnover literate, external market factorsve beenassesseih 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, 199%¥hen uremploynert rates ardigh, the chanceof
finding newemploymentis correspondingly low. When amployment rates aftew,
workers may interperet this to mean that with more jobs available, there is more
opportunity to find a better job elsewhérerice, 1977).However,as discussed below,
researchers have identifitttee mairwveaknesses 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 unemplayent 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 isea@omiaecession, where everyorse
likely to know a fewpeople who have lost their jolHowever, even during a national
recession, ocqational job markets may varyhis issue ties directly into the second

critigue of this measure.

The second issue with using an unemployment rate is that mditsstunly use
one measure of unemployment. Yet, there are many possitwltessider including
county, regional, state, nationahdoccupationaemployment ratesUsing a national or
state level measure may be too broad, not allowing for the dagditt 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 possibihat 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
geographiebased measure would ignore the possibilitpedple who are willing to
move (Trevor, 2001). Whether correctional workers (specifically juvesit)ikely to
leave one job for a similar one in a new location is unknbggause this phenomenon

hasnever been the subject of an empirical study.

The third reason to question using the unemploymentgéa indicator of the
job markets that there are mixed findings with its relationships between turnover and
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intentions to leave. In the larger body of turnover literatiedds, Dingman, Roman,
and Blum(2005) found no relationship between the state unemployment rate and
empl oyeebdbs intentions to | eave their job.
(1985) reported a strong relationship across a variety of unemployment rates
(occupational or gion) with both turnover and intentions to leave.lyGme study in the
correctionakurnover 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 ugggde ofmeasure of external market factors is a
perceptiorbased measure, asking individuals their opinion of the current job market.
Many argue this is a better measure of externaketdactors for several reasond)
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, 2003)) same:

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.
fiPeceived ease of movemeédndfiperceived desirability of movemeénwere 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

extraorganiational 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 theotlyat perceived alternativedfect the decision to
leave a given institutiohas been criticized for several reasons. Fstatlies using this
construct have found thatitprovides t t | e expl anatory power f ol
to leave (Trevor, 2001)For example, Steel ar@riffeth (1989)summarized an extensive
body of literature othe effects operceived employment alternativesturnover and
foundthatthe correted average correlation wasl8. This was later confirmed in a
metaanalysis by Hom, Caranika&alker, Pussia, and Griffeth (1992), which found an
average corrected correlation of 0.14. More recently, Griffeth, lFdoahGaertner (2000)
conducted a metanalysis and found an even lower relationship of 0.11. The
relationship between perceived alternatives iatentions to leave is similgrsmall
Hom et al., (1992) found it explained only seven percent of intentions to |Sawee
researchers have argued the weak relationsiigsrved in the literatuage due to
measurement issues such as reducingdhstauct from a mukitem scale to a single

item measure (Steel, 2001; Trevor, 2001).

SteelandGriffeth (1989) noted that over the years, the original measures of
March and Simon (1958), who used a rich multidimensional measure of this construct,
have beenreducedo simplistic measuresften using a ongem orashort multiitem
scale. They have recommened returning to a more complex measure because it is a
multidimensional contruct. In a mesmalysis Steel and Griffeth (1989) identified six
dimensions related to job market perceptiofi¥) quantity of alternative job$2) quality
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of alternative jobs(3) crystallization, 4) accessibility of alternative&) individual

mobility, and(6) individual access to a network of job availability. Lka@riffeth et al.

(2005) applied the above six dimensions to three studies, which resulted in narrowing the
six dimensions into five(1) ease of movemen(®) desirability of movemen(3)

networking,(4) crystallization of alternatives, atfd) mobility. From these dimensions,
Griffeth et al. (2005) created tl#Il. In three separate studies, they found thatfathe
dimensions in the EOI were positively related to intentions to leave with correlations

ranging from0.13 (ease of movement) 52 (cesirability of movement).

Ease of movementas created by merging the items used to measure accessibility
of alternatives and quantity of alternativdé|a s e of movement refers t
ability to achievealternative employmeni¢evor, 200}, which includes the
consideration of other factors such as the
make, and any psychosocial adjustments that may need to take place upon a jab change
One consistent measure of this construct has desgssibity of alternativeq 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) diseoed 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 movemenefers to the idea that the higher the quality of
alternatives, the molecrative changing jobs will be (March and Simon, 1958). Looking
only at the quantity of jobs available may be of little use if these jobs abettetjobs.
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For example, if there are a hundred jobs available in corrections, but each offers longer
hous and less pay n edésse 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 employeeds desire to stay may decrease.

Networkinge v al uat es saccess to tthd various soaidl @nd professional
resourcesieededo find information about potential jol§&riffeth et al., 2005). This
reflects the idea that people vary in terms of levels of access to friends, family, colleagues
and technology that wihelp in procuring job leads. According to Allen and Griffeth
(1999, 2001), more contact across a variet
in the job market and providésat persomwith greater information about job
opportunities. Intodaés society, the role of technol o
and professional networks can lead to job information (e.g., Faceboalaast
websites.). The more people are aware of these types of sources, the more opportunities

they have to findnformation about job openings.

Crystallizationrefersto whether or not person has a concrgt offer in hand
for a newjob (Griffeth and Hom, 1989; Mitche#t al, 2001). If a new job is a sure
thing, then ideally it should be a bigger influenceoi ncreasing a personbo

leaverelative tovague notions of possible jobs (Griffeghal, 2005).

The final dimension proposed by Griffeth et al. (2005hability, defined as the
degree to which family osgchaheesadf changimg@lesr s may
Trevor (2001)howeverc onsi dered this more a function

and experiences as suggestediyin et al.(1985 . Il n Griffeth et al
44



dimensions othe EOI, skills of the individual is function of networking, arguing that

the more skills an individual has the more that person will be able to increase contacts.

Job Embeddedness

Job Embeddednessiigeant to assess the degree to which life outside the job
affects an | sfaction iFbom the |[&rger bpdy of tumaver 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,

communityrelated factors have, bg-large disappeared.

Two of the earliest constructs that had items that looked at family effects on
turnover werdiocal nursé andfkinship responsibilityp Price (1977) measured the
constructJocal nurseusing several demographic variables: thago 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 nursesfandd that there were
differences between local and nlmtal nurses in their work commitment (Price in
Griffeth and Hom, 2004). In an attempt to better understand the differences between
local and norocal nurses, Price (1977) developed the constrashikp 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 tha
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 fhieeee
measuresverebased on the assumption that the numbéarofly attachments a pson

has would be negatively associated with turng2ézgan, 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 varcddeesot
imply theemotionallevel or qualityof attachmenthose family membenway have.
Essentially, the above measures fail to maketindttoon betweeriiqualityd of
attachments to the community afigliantitydo 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 greateoteonal attachment to the community,

this may not always be the case.

Recognizing this deficiency, Price (1977) created an index to measure family
effects calledkinship responsibility Kinship responsibilityefers tothe degreef
commitmentpeope feeltowardsrelatives intheir community(Price and Mueller, 1981,
Blegenet 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 laterstudy, the number of relatives in the communityoeh u mber of spouse
relatives in the community were addedd the importance of being a good wife or
mother was discarded (Blegan et al., 1988). Unfortunately, this way of measuring

kinship responsibty is similar to the original measurement ofngdemographic
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variables.Like local nurseit did not get at theuality ofattachmenthe individual haso

family and community.

Other studie®iavefocused on conflicting roles between family and walrkter-
role conflict(also referred to as woiflamily conflict) is a subcategory of a larger
construct, role conflict, whicrefers to thésimultaneous occurrence of two (or more)
sets of pressures such that compliance with one would make more dd@isytiance
with the othet (Kahn, Wolke, Quinn, Snoek, and RosentHEd64, p. 19) Role conflict
can exist within the family and work environments as well as between those two

environments. The latter is interle conflict.

In the turnover literaturgesearchers use intagle corflict to assess the possible
conflict betweerthe demands frowork and norwork roles (Kossek and Ozeki, 1998).
Kopelman Greenhausand Connolly(1983) for examplediscussed two ways in which
incompatible pressures ddwut across different roles. The first was that it may cause
competition for a person's limited timé&n exampleused to illustrate this potential
conflict i n t hemadbdodetimevmay conflictavith ptedswges d
from spouseso give attention tafamily affairs duringwhat is supposed to be narork

hours(Kahnet al, 1964).

Recentlythe cemographic shift in the workforce (Hom and Kinicki, 200@s
changé the potentiafor role conflicts. In fact, researchers have foutithtas a greater
number of mothers, single parents, dinalome families, and families with eldeare
obligations have been entering the workforce, more employees are faced with conflicts

between work and family (FronBussell and Cooper, 1994Netemeyer, Bles, 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 nework issues may have difficulty focusing at workyshpotentially

increasinghis or herstress at work.

Both the measurement of irtmle conflict and the relationshigetweennter-
role conflictandturnoverhaschanged over the years. Initially, researchers only
considered immediate family tensioms married people (Hom and Kinicki, 200
Recently, researchers have extended the definition to gtatwmter-role conflict exists
among single, childless employees (BadmuBoles, 1998).Not only can a per
interfere with family, butitcaal so extend to oned6s Homo mmuni t )
and Kinicki, 20@). Hom and Kinicki (200) used involvement in church, exercise,
concerts, volunteer work, and education as community meaamudegating, habes,

home chores, and other péirhe wak as personal measures.

Similar to kinship responsibilityyvhile somestudies on interole confict only
looked at the féects it hadon turnover indirectly througfob satisfaction€.g., Kossek
and Ozeki, 1998)ptherresearchers have found tlggeaer levels of interrole conflict
are directly related to higher levelsinfentions to leave (Hom and Kinicki, 2000).
Additionally, Wallace (1999) found that lawyers' work pressures intensify conflict
between their work and outside activities, and Cqi®87) observed how work
interference with extravork roles(such as family and community rolesgreased

intentions to leave
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There are two maiariticismsfor this conceptualization of inteole conflict.
First, this concepdt olnl yi sa sosne sys ecso niicceor nnfeldi cw
of work interferes with work to the point that a person would want tohigibr her job
It does not consider that family and exivark activities within the same community can
keep a person at a jols discussed with kinship responsibility. Second, iné
conflict, as measured in turnover studies, does not assess any impact the community has
on t he i ndi wiotavaHhissherioh. tTeesetsiuden only look at the
family aspect of iter-role conflict, using only familywork conflict and/or worléamily

conflict (e.g., Lambert, 2006).

More recent research has begun to focusawm levels and types of attachments
to family, communityand the job work together to affect intentionseawve the job
through the concept dob Embeddednes#n additionto the work environmengob
Embeddednessoncerns the role of family and community in the decision making
process of turnover and intentions to leave e 6.sMit¢hell bt al. (2001) ilustrateJob
Embeddednesssing two psychological ideasmbedded figures (Witkin, 19% and field
theory (Lewin, 1951 Embedded figures are images used in psychological tests in order
to measuréoth cognitive processes and analytical ab{Mgitkin, 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 imag@ng thisida, a per sonbds | C

viewed as one of the smaller figurésthiscasea per sondés job would b
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personb6s | ife as a whol e. Fi Mitchelletdl.,e or y he

2001)

According to Lewin (19%), our lives @&e a series of psychological categories,
which he termed Alife spaces. 0 These incl
schoo] and church. The connections betweach parbf our lives (the series of life
spaces) determine thetality of our irdividual situations.When a change occurs in
oneds | ife, it is 1 mportiaorderttunderstamchany der al

changsthat occur(Lewin, 1951)

There are three main componentdolb Embeddednessinks, fits and sacrifices
(Mitchell et al, 2001). Each of these three components is then divided intoawis
one for community and one for the work environment, for a total af@ixponents
Linksreflect the number of formal and informal connections people have between
organizations or other individuals (Mitchell et al., 2001). These connections make up
the social, psychologicesh nd f i nanci al net work of peopl es
or less bound to their current situation. Mitchell et al., (2000) found suppdritsfor
argument that the higher the number of links people have, the more limited they are in
their choiceghat would involvedrastic changes to their network. For example, Ableson
(1987) reported that employees who were older, mauedl had more chilén
experienced greater pressure to remain at their currentljotksassess only the number
and type of connections. The next two componeni®bfEmbeddedneds and

sacrifice assess the importance and value of these connections.
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Fit is concernd with how weltmatched people are to thg@b and ommunity 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, 199). Furthermore, research has found that people are more likely to leave a
job when they feel their personal attributes such as job knowledge, adisbilities do
not fit with their job (Chan, 1996; Villanova, Bernardin, Johnsod Dahmus, 1994)n
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.

Sacrificesrefers to the amont of difficulty involved in breaking ties
psychologically and financially. In terms of joblated sacrifices, severing ties with a
job could mean giving up valued coworkers, great healthaacehaving to break
commitments. Community sacrifices couldlude breaking ties with your favorite
softball league, the park around the corner, a great school system for the kids, family
members who live close bgnd an easy commute. Even if a person does not have to
move for a new job, itould alsomeanwork ng hour s that are not

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 preseyt atiempted 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 informatidmone of
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them have presented overall turnover ratesvaruntary turnover ragawithin 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 empltyeover. Within this overarching problem
there are thressues thatight be contributingto the matter (1) failure to assess the full
model of employee turnoves proposed by employee turnover the¢2y failure to
adequately measure variablaad (3) the possibility that different workforces have
predictors of employee turnover that have been overlookbd.latter two issues may

stem from an incomplete theory of employee turnover.

According to turnover theory, characteristics of the indigicand the work
environment can affect a persondés desire t
decision through stress, job satisfactiand organizational commitment. However,
employee turnover theory fails to adequately explain howmaitenarket factors and
information about a persondés job market ma
could be one reason researchers have not been able to adequately measure the effects of
external market factors. To address this, a receasunegthe EOl)was developed based
oncybernetic theory which stresses the i mpor

marke in the decision to quit

Another area employee turnover theory fails to address is how issues outside of
work, such as familgnd community, an affect the decision to leavee pb.

Currently, there is no theory thatplainsthis issue. However, researchers have
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developed the construgddb Embeddednesgich assesses how family, community and

work as a whole affectapersbs deci si on to quit oneds job.

Hypotheses

This study had five main hypotheses for the quantitative portion of this study
which stemmed from Lambert s empldyed of corr
turnover theory and findings from previous studies am@oyee turnover.The first
three hypotheses are based on the aspechployeeturnover theory that argues that
people have individual characteristics they bring with them to the work environment
which also has a set of specific characteristics. Blaginacteristics of the individual and
the work environment can affect the person

specifically satisfaction with the job and commitment to the job.

Hy Individual factors and characteristics of the work enviroriraea 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.

H> Jobsatisfactiorand stress ar@ntecederstto organizational commitment, and
stress is an antecedent to job satisfaction. Specifically, lower levels of job
satisfaction and higher levels of stress will result in loweslkeof organization
commitmaent, and higher levels of stress will result in lower levels of job

satisfaction.
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Hs Individual factors (age, gender, résthnicity, educatonal attainment, and
tenure) work environment factors (perceived dangerousness) stresare
indirectly relatedo intentions to leave through job satisfaati@nd organizational

commitment.

Additionally, there are factors outside of the work environment that can affect a
personbds decision to stay or J|aedxomeunityhe | ob

As such, the fourth hypothesis states that:

H, Job Embeddednessll improve the prediction of intentions to leave, beyond that
accounted for by job satisfaction and organizational commitn&pecifically,
individuals who have higher levels dbb Embeddetesswill be less likely to

leave the job.

For this study, cybernetic theory was used to explain the relationship between
external mar ket factors and a personb6s dec
cybernetic theory, people who have recendlg l 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
peopl eds deci si on eyshoudtbeanyoreawareloféhe tisktheywif o b a

be taking if they quit.

Hs The Employment Opportunity Index (EOI) will improve the prediction of

intentions to leaveeyond that accounted for by job satisfaction and
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organizational commitmentSpecificaly, staff members who score higher on the

EOI will have higher levels of intentions to leave.

Below isa figure ofLamber t 6s 2001 model of correc

shows the modificationthat includeJob Embeddednessid the EOI.

Figure 2:
L a mb e Madified Theoretical Framework for Correctional Officer Turnover

Personal Job
Characteristics Stress Embeddedness

Job
Satlsfactlon

Intentions to

\ Leave
Organzatona/

Commitment

Employment
Opportunity
Index (EOI)

The above hypotheses were created prior to the completion of the qualitative
portion of this study.One purposef the interviews was to identify themes not identified
during the literature review that might predict intentionsto leavee 6 s | o b . Ther

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 dthiamterviews are presented.

56



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 puplieenile correctionalacilities
in Delaware?
2. What are the best predictors of intentions to leave among staff members

working in public juvenile facilitiesn Delaware?

Setting

The data for this study were gathered f
Rehabilitative Services (DYRS) wiic i s p ar t DepdrtméntoéSerSiteafore 0 s
Children, Youth, and Their Familie©f Del awareds six facilitie
secure detention centers, three are transitionalstatire facilities, and oneas
physicallysecure facility foboys. All six are residential facilities. The staéicure
facilities follow an fiopen dooro policy, w
doors inside the institution are left open. The physiesdigure institution models adult
prisons withlocked rooms and a secure perimeter. Approximately 5,000 youth are
served by DYRS annually. All six facilities providducation, counseling, recreation,

vocational training, and medical care for youth.
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Overview of the Research Design, Data Collectigand Measures

The data for this study were gathered using a mirethods research design
which incorporated both qualitative and quantitative medine original plan for this
study was t@nly use quantitative methotts collect and analyze data bdsm previous
studies of employee turnoverowever, as mentionethere is gidencethat different
workforcesmajhave di fferent factors that infl uenc
et al, 1999. Therefoe, it was necessary interviewa smallersample of frontline staff
memberdefore finalizing the survey that was used for the quantitative portion of this

study.

A member oD Y R Sp&rsonnel department filled oomesurvey which
provided staff turnover rates in order to answer the firsarebequestion. To find the
best predictors of intentions to leave among staff members working in public juvenile
facilities in Delaware, a twpart approach was used. Fisgmistructurednterviews
wereconducted withL4 staff members from five of Delwar e St at eds si x ju
residential correctional facilitiés The findings from these interviews were used to

modi fy Lambertdés model of employee turnove

To assess the modified model, 102 surveys were completedfopstabers

from Del awar e St a tnigaflysthegsunveyemnsisted of uastiond i t i e s

® No one from the sixth facility volunteered to be interviewed. The sixth facility was one thif ¢fee
transitional stafisecure &cilities. Interviews were conducted with two staff members from each of the
other two transitional staecure facilities.
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designed to test Lambertds modified model
came to light during the qualitative portion of the studizerefore measures were

created and added to the survey. Furthermore, it became clear that soneotépes

in Lambertds model did not seem as relevan
removing them entirelythe measurement for each of these lelevamt variables was

reduced to only two itemsThis allovedfor the original modified mod&to be tested

againstamore recently modified modeitilizing resultsfrom theinterviews.

Table 1L Goal of Each Stage of Data Collection

Data Collection Quedion(s) Answered
Personnel Surveys 1) What are the rates of voluntary turnover a
public juvenile facilities in Pennsylvania?

Faceto-face 1) Are there predictors of intentions to leave
Interviews with that the larger body of tnover reseatthas
direct care staff missed?

2) Have the most relevant predictors of
intentions to leave for this particular
workforce been selected?

Direct Care Staff 1) What are the best predictors of intentions
Surveys leave?

In summary, data collection includgd) one surveyill ed out by a personnel
administratoy (2) in-depth interviews with direatare staff memberand(3) surveys
collected from directare staff members across Delaware. The initial data collection was
semistructured interviews with staff members. Bothveys were sent to facility
administrators and distributed to their respective audiences. The specific details about

data collection are provided below.

Note that Lambertos original ismstudyedinclude the conceptbf i ed i n
Embeddednesand theEmployment Opportunity Index.
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AdministrativeSurvey

One surveyor all six public juvenile facilities in Delawargassent via emaiand
filled out bya personnel administratofTwo strategiesvere used to icrease the
likelihood that the survey would be completddrst, the person who filled out the
survey wasnformed in advance that surveywould be arriving and what the survey

would require of themSecond,lie surveywasshort in length.

PersonneSurvey Questions

The personnel survey contained six questions. The first questionvais&ethe
overallemployee turnoverates and involuntary turnover rafes frontline staffat all six
of the facilitieswerefor the years 2009 to 2013 he department was informed tllais
wasthe most important questiam the survey To get at the voluntary turnover rates,
this part of the survey wdsoken down into categories aferagenumber of staff
employed for the yeavoluntary quitgpeople who left btheir own volition) and

involuntary quitgthose who were fired).

The personnel administrataasasked to report the following information for
each facility: scurity leve) 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 provideevas not institutiorspecific, nor didhe personnehdministrator

answer many afhe above questions.

The remaining questions in the personnel survey were specific to issues that have

been reported in the literature to affect turnovBwno of the questions asked about
60



backgrounctharacteristics of employees who turnover: gendetemde. One of the

guestions asketthe personnel administrattw rank the following items 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, pmworker relationships, found a

better job, family reasonand other.The last three questiomskedi Does it seem a
though newer staff members (less than 2 years) are more likely to leave than senior staff
member s, 0 ADo you s ¢uationak @&faconinmwhyepedple mighbo n o mi ¢
not quit when they really want to, 0 and AD

the institutions (as opposed to there being ifipaeasons for each facilityy?

Staff Interviews

Interviews with a small numbén = 14)of frontline staff were conducted in
preparation for thetaff survey. Therewere three importameasons fodoingindividual
interviews prior to conducting survey§l) to uncover predictors of turnoveot
identified in the literaturg2) to help select the relevant predictors of intentions to leave
for this particular workforceand(3) to provide a more detailed description of the

decisiomma ki ng processes behind employeesd i nte

Evidencesuggests that differemtorkforces may require diffent sets of
predictors (Sager, Griffeth and HodR98). For example, job opportunities differ
significantly between salespeople and nurses (Sager et al., 1998). Researchers studying
turnover among nurses have found theirnudrket to be quite stable; therefore, nurses
will often quit without searching for a new jéGurranandMiller, 1990; Parker, 1993

One study (see Lee, Mitchell, Wise and Fireni®96)found that5 percentof the
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nurses who leftlid not have anothgob waiting for them. On the other haride job
market for salespeople is not as strong; and tiesearch finds that salespeople typically
seek alternative jobs before exiting current employment (Sag@t; Sager,
VaradarajapandFutrell, 1988. There are n@bjective measuresf the job marketor
juvenile staff memberso galitative interviews helped &xamine subjective measures
of it such agerceptions of the job market and the importance of this factor in their

decisionmaking.

Another rason 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 (om variation of those variables) are often used. It is possible researchers are
missing important factors or interactions among variabfEsnersand Birnbaun(1999
p.283 p o i n € auchover behavioris not always as rational or as logical atgesu
from turnover research would have us believe. Turnover might not always be the result of
a rational decisiomaking process characteristic of economic models of human
behavin-dep®oh interviews created a more det ali

decisionma ki ng process, rather than just simpl

Participants and Recruitment

Staff membergTotal number of frontline staf 236) who qualified for
participaion werethose who held the positiarf eithera Youth Rehabiliative Counselor
(referredtoasan YRCO by st adTreatmentrSpeeialisin) botb 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 cooading services and providing
counseling. These staff members have the most contact with youth on a daily basis and

are generally knowa sfroril i ne staffo in juvenile correc:

The recruitment process began in late August 2013 with adnaitoiss meeting
with facility supervisors to discuss the study, providing specific information regarding the
guestions that would be asked during intervie®spervisorsagreed to help with the
recruitmentprocess by letting staff members know they waddn 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 paatieipTwentytwo staff
members volunteered; however, due to a short timeframe and scheduling issues, only
fourteert’ volunteers were interviewed. Interviews took place from-8egtember 2013

until the end of month.

Two interviews were conducted over thigone, and the remaining twelve were
collectedfaceto-face in a private room at the facility where each subject worked. One of
the phone interviews was conducted while the staff member was warkigbtshift,
and the other was while the subject wasahe. 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 audiotapeAll of the interviewees signed the informed

consent form. After signing the fortme recorder was turned ,aand the interview

9When conducting interviews in a mix@dethods study, researchers have recommended having at least
12 interviewees (Guest, Buna@mdJohnson, 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 conveniencé'sample
consisting of staff members who volunteer&artunately 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 teByrd €t al, 2000;

Camp, 1994; Robinsoet 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
Phil adel phi a Chi |bdanck of & satioAal organizationdghat helps | o ¢ a |
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
DelawareSt at e 6 s Di vRelwbilitative $efviceDYRS). Hnterestingly, 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 ménon the incentive, and yet, several staff members volunteered

to participate.

™ A convenience sampling strategy wasesgl upon in order to make the process more efficient for the
State.
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There were three issues thiaat should be noted that could have affected the
participantdés willingness to fu.uThésyg di scl os
included: (1) therecruitment emailfaving beersent directly from the administratdg)
the location at whiclthe interviews wereompletegdand(3) the fact thasupervisors
recommendd 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 awiheaiiter

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 conaraetwhere
the interview was taking place. All of the subjects had at least one negative thing to say
about where they workedndmost of them had several issues with their job and/or
supervsorsand were not afraid to express it. There were a fewloskered their voice

somewhen 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, wasoéror
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, fANo, nbs atbsabbutgh
other issue with a supervisor recommending participatiorteagotential 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 thaahewprised he got the email

asking him to participateecausde 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 sestructured 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 wereatedl; however, administrators asked to
have the number of questions reduced. Additionally, there were some quttsttons
administrators diahot like. These questions were either eliminated or reworded. The
final set of questions was desigrtecexaminethep a r t i @ergoralityt cdrser goals,
career expectationand any issues that may make them more or less excited about their
job. There was also one question (number four) that was included in oesdsessob

Embeddednedsr this populatiorof workers.

(2) 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) Describehow or ifthe thingsoutside of work affect your work here and whether
you would quit or &y even if you wanted to guitobbies, family, job market)

(5) Have you changesince working at this facility either personally or

professionally?
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(6) What is a good day like working here fgou?

(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 wassurvey of all staff members. Of the 192 staff
members who were eligible to participatben the survey was availaplE24 logged
onto surveymonkey.com and checked that they agreed to take the survey. However, 102
(53% participation rate) completed thagrvey. 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 ataime back later to start the survey again and

completed it.

Becauseecruitment 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 supesors 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 @ survey atvww.surveymonkey.coror a papeiand
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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 woaidape if

they were given time at work to complete it. Therefore, the swesymadeavailable

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 tiveysuanore than once

throughSurveyMonkey.

Confidentiality

Because staff members took the survey at work, confidentiality was an issue. To
deal with this, staff members were given time at worlakethe survey in a private room
(i.e., only the staffnember 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 pagrepencil version which was supposed to be sent
to one of them @ 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 broughteer e s ear cher 6 s atten
stdf 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 completiotheresearcher did not have the oppaity to

address the issue.
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Response Rate

One hundred ninettwo staff members were eligible to participate. After three
weeks, only31 people had logged onto the website and agreed to take the s@fvey.
these only 24 subjects completed the suyyaseven were left completely blanko
increasestaff participationseveramethodswere usetf. First,becaus@ngoing contact
was kept with several subjects who were interviewed, one subject from each facility was
contacted by the researcher in an gthat 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 peigate. Following these two strategies, the number of

respondents increased@b 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 entetethie
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 slitiéscand 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. uBedae researcher kept in
touch with some of the subjects who were interviewed, she was able to-tgdlauth

staff to assuréhewinners receivedheir checls.

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 questionnaitéwas reduced in length twice. First, it wasiewed
by an administrator and union leaders of a juvenile correctional program in another State
prior to Del awareds administrators and sup
strongly recommended that the survey be reduced drastically in simeinto increase
the likelihood of participation and survey completion. To do this, items within some of
thescalesvere removedby reviewing theitoading valuegrom previous studies. Items
with thelowestvalues wereliminated. Furthermore, somerite were removed they

seemed to b&apping the same construct

The length othe survey was reducedjainafterthe qualitative interviewsiere
completed Based upon feedback from the interviewees, it became clear that some
variables did not seem imapgant to employee turnover among this population of workers.
Rather than removing all of thosariables 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 testedn structural equation modeling (SEM), although some statisticians
recommend using at least four observed variables per eachvatiafiie(Hoyle, 1995),
more recentlyt 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 tinrk environment category of the original model, and

each were also measuredab satisfaction, butvith only one question. This left only

2 The original questionnaire had over eighty question
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one measure remaining undeork environment: dangerousness. Tallgresents the
final variables from Lambertds modi fied mo
minus the new variables that were created basdbefaceo-face interviews (thesare

presented in the results section).

Table 2 Final Variables

Dependent Variable
Intentions to Leave

Predictor Variables

Individual Level Predictor§Age, Racgethnicity, Education, Tenure
Characteristic of th Work EnvironmenfDangerousne$s

Work Attitudes(Job Satisfaction and Organizational Commitment
Stress

The Employment Opportunity IndefEase of Movement, Networking,
Crystallization and Mobility)

Job Embeddedne¢Bit to Community, Fit to Organiti@an, Links to
Community, Links to Organization, Communitglated Sacrifice, and
Organizatiorrelated Sacrifice

Dependent Variable

Intentions to leavevas the dependent variable in this stuthtentions to leave
refers tothelevel ofdesire a workehasto resign employment ties within a given period
of time (Price and Mueller, 1986). The index that was used in this stadgess
intentionsto leavewasd apt ed from Sager et al. (1998)
which were based on the idefaocognitions to turnoveby Mobley, Griffeth, Hand and
Meglino (1979). Mobley et al. (1979) proposttt there aréhree cognitive staged

intentions tdeave. These includd)Thinking of quitting An employee considers
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leaving the organizatiofzor example, an employee may commentiil t hought abc
quitting this company the other day) Intention to searchAn employee decides to

look for a job outside dhe organization. An employ@eo mme nintend to lbok for

another jolb and @) Intention to quit The employee decides to leave the organization at

some unspecified point in the future. Ao r ker says: @Al i ntend to
Recently, Lambert (2006) added a fourth dimension. In his study on intentions to leave

among correctioal officers he included thecategddye si re t o | eave oneos
an employee has a very strong want to ldaser hefjob in the near future. In this case,

the employeenightc o mment , Al really want to | eave t

For the present study, tlsecond stage (intention to search) was not measured as
it is too similar to items in thedeE®I . Th
to | eave o0n &plerataryfactoramlysis waslzonducted for this scale and
two of the items &d good loadings (s@eable4) and onedurrent job one year from
now) had a poor loading (0.04). When all three items were assessed for internal
reliability, theCr o n b a ¢ s wapbop(d a =40).0After reviewing each item,
the scale was reduced to two itertteo(ights of quittingndd e si re t o | eave on

job). The internal reliability for the two item scale was mirproved( U = 0. 7 3) .
Individual Level Predictors

For thisstudy, 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

foundthem to be predictors of turnover and intentions to ledveee different measures
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were used to assess tenure and were originally part dbthEmbeddednesseasures.
These arelength of time in correctiongength of time at current facilitgndlength 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 environsoalgsn the
1980s for the Prison Social Climate Survey (PSCS)I¢8al984). Since then, these
scaleshave been reassessed for internal consistency (G20€&; SaylorGilman and
Camp 1996). Only one PS@%easuravasused in the current studylerceived
dangerousnessSeveral of the work environment variables wereaaly measured by
items from job satisfaction (e.gatisfaction with pay, coworker support and supervisor
supporj or items fromJob Embeddedness (e.g.promotional opportunitigs Toreduce
the length of the survey furthererceived dangerousnesasreduced from five items to
two. Items that were removed prior to the data collection for this study were chosen
based uporfeedback from administrators and the loadings from the factor analysis from

two prior studies (see Gar¢i2008; Saylor, Gilmarand Camp 1996).

The first item [jkelihood of assaujt a sHow shfe @r dangerous do you think
it has been in thifacility for staff members who have a lot of contact witluth
(dangerous in the sense of being killedanj ur ed i n anlLikarstgpaul t ) 20 |
scale, responses ranged fronvéry saf@¢ to 7 (iotsafeat all). The second itenséfety
a s k Elal likely do you think it is thayou willbeas saul t ed t he next 6
Responses ranged from\e(y likely) to 7 (ot likely at al). The first item [jkelihood of

assaul} was reverse coded. Exploratory factor analysis was conducted for this scale and
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both of the items hashtisfactoryjoadings (both were 0.81). However,be onbac h 6 s
alphascore wasow (U  =40).0Despite the poanternal 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 sixitem scale¢o measuratressfor the PSCS (Saylor, 1984a).
This sixitem 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 thegtisagree oagree with the following statements using a Likgpte

scale ranging from Is{rongly disagregto 7 strongly agreg : Al often worry
this job is hardening me emotiongly and @Al often f etbdendeoimot i on.
the workday. o The internal ,amitwaabi |l ity wa
acceptabld U = 0. 69) .

Work Attitudes

Work attitude measures are designed to assess how an individual feels about the
place where they workJob satisfactiorandorganizational commitmemdices were
adapted from researchers in the larger body of turnover literée.g., Price and Mueller,
1986; Mowday et al., 1982). Indices were reassessed for internal cons@tehey

current sample
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Job Satisfaction

The itemdor job satisfaction foclelont h e e mgdeveb of satesfaction
towardspecificcharactestics of the job and consestof a modified version of Price and
Muel l er6s (1986) scal e. Thi sbaseddan e was r e
feedback during the interviews (i.e., some of the measures did not seem important to staff
members) and beaae some of the measures were asking the same question in a slightly
different way. Respondents were asked to rate the degree to whichshgreed or
agrea with the following statements using a Likéype scale ranging from Sttongly
disagre@ to 7(strongly agreg : Al am satisfied with the w
satisfied with mycewo r k e r ssatsfiddi Iwiatnh  my s u psatisfiediwghi on, 0
my promotional opportuniti eeidternraind Al am s

consistencyf this measure for the current study was g@od 0[79).

Organizational Commitment

Organizational commitmentas createtb measure possible feelings individuals
may experience about the specific facility in which they work. Most of the employees
tha were interviewed did not discuss their commitment to the organization, but rather
their commitment to the yoush In fact, even those who liked where they worked stated
that they would be happier if they could still work with the same population, laut in
different setting. As such, this index was reduced from eleven items to two and was
reassessed for internal consisteady I' . Dedpiteathdow Cr onb ac htlliss al pha
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 eattetii¢o
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which they disagree or agregth the following statements using a Likéype scale

ranging from 1 gtrongly disagreketo 7 Gtrongly agreg : | am Willing to put in a great
deal of effort beyond that normally expected in order to help with this organizatioa n d
Al woul d saanctye df jobeaksigrament in order to keep working for this

organi zation. o

Job Embeddedness

Job Embeddedness meant to assess how deeply interwoven the various parts of
an individual és I ife is. The queddsrom ons
Mitchell et al., (2001). The items were created to assess the sidmensionsof this
construct links to community, links to work, job fit, community fit, job sacrifice and
community sacrificgs To reduce the length of the survey, most lvé scales were
reduced to three items excgpb sacrificeand community sacrificesThe three items
with the highest loading values were kept for each catdupsgd from the original study
from whichJob Embeddednesame (Mitchell et al., 2001)All of the items for theJob
Embeddednesscales, with the exceptions ofganizationlinks and community links
asked respondents to rate their responses on a-byertscale ranging from 1 (strongly

disagree) to 7 (strongly agree).

The three items in tharganizational fitscale asked respondents to rate the degree
to which they agreedith the following statementsfiMy job utilizes my talents and
s ki | | slfeeliké llam @ godd match for this organizatiod  &fi with the
or gani z a tei. @magnitydiitems facused 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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t he f ol | owi hrgallydoveahe place whers l:liyedo A Golimunity(where |

live) is agood match forme 60  &thirk of the community where | live as home. T h e

scale fororganizational linkc onsi st ed of t KMewvlohgphbvMewowi ng 1t e
workedi n t he juvenil e | ust Howé&®nghyesyvuavartkedfor i n co
thisfa c i | Hawyongchavé@youbeeni your pr e sResponsep forghist i on? 0
scalewere made on hkikert scale ranging from 102 year3 to 4 @ or more years For
communitylinks respondents were asked to answer f
quest ons or sMyé&amielme nrtasat s fiar e Arenyouchrierdly c o mmun i
marriedor i n a dome st ilfyoupramatriadér addmegiic partnershig, A

does your spouse/domestic partwerk outside the home?

Following the interviewsit was decided to maintain four items in jbb
sacrificescale Mostrespondents discussed issues around pay and benefits. Items in the
job sacrificescale focused on what employees stand to lose if they left their job
i ncluding, All owoulfd | siyggfornbticnadl@ppartyniteb ared
excellent here, o fil am well compensated fo
are good on this job. o Al so foll owing int
important to subjest Therefore, this scale was reduced to only two itdfos.
community sacrificerespondents were asked to rate the degree to which they agreed with
t he f ol |l owi hegving thissdoranmirity wosld be veily hard  &®eople
respect me a lot in yocommunityo 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 analysiwas conducted for all 18 items that were used to
measurelob Embeddednesiot all of he 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 welljrossloadedin three of the items designed to measure
organizational sacrifice (see Talléor the inal 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 Abenefito
and job links), exploratgrfactor analysis could not be performed because of the structure
of the responses. Iterfrem both of these scales were subsequently used as measures of
individual characteristics in the final analysis. gk®own inTable4, only three of the six

categoiesloadedin theexploratory factor analysis representmg gani zat i onal

0.69), communbahd brgaaUzatDoBd&8) sacrifice

Employment Opportunity Index (EOI)

For the current studyhé EOI includd 10 items designed to measure the five
factorsease of movemermesirability ofmovementetworking crystallization,and
mobility. Respondents were asked to rate the degree to which they agreed with the
following statementsEase of movemeniGiven my qualifications and experience,
getting a new job would not be very hard afoall a Incan think of a number of
organizations that would probably offer me a job if | was lookidgsirability of
movementflf | looked for a job, | would probably wind up withbeetterjob than the one
| have now 0 &aostlof the jobs | could getauld be animprovemenbver my present
ci r c umsnetworking s I; 0h a weachiagnetwark of contacts which could help
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me find out about other job opportunitie®  &hawk cotacts in other places who

might hel p me | icnystallizatipniRi g@w polw, 01 have a | c
tabl eo f rnopm oayneort,h eirf el ¢ hhave ®wnd abettet ake it , 0
alternati ve t hebltymfam pnabée soenove to jarmther glace of

residence now even if a better job camengld a Thdre die factors in my personal life

(e.g., school age children, relatives geycwhich make it very difficult for me to leave in

the near future.

Exploratory factor analysis was conductethll 10 items. For this sample, a 4
factor solutimm emerged. Interestihg the items that comprisetesirability of movement
in previous studies loaded with iterinem crystallization This seems plausible because
both factorsincludéd e s cr i pti ons of other jobsFoas beir
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 intawrsistency ease of
movement (U = 0.85), networking (U = 0.88),

0.52).
Analysis

Each stage of data collection required a separate analysis in order to answer the
guestions guiding this study. The main questarthe administative surveywas (1)
What is the voluntary turnover rate for frontline staff members in Delaware? The main
guestions for the fae®-face interviews with front line staff members were: (1) To what

extent do interview responses reinforce previous setexbf 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 #éine 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, theawplu
turnover rate from the previotwo years was evaluated.he average number of
frontline staff employed n De | a wa raadtlse ndmber dfdntline staéf eho
left voluntarily** and who quit for 2012 and 20%&re reported Thenumbers prowded
were forall six of the facilitiesas a wholgnot per facility. These numbers were used to
calculate the voluntary turnover rate for each of the pasyears:
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Stage 2: Exploring Intentions to Leave (Qualitative Analysis)

Eachof the 14interviews was audietaped and then transcribed into Microsoft
Word usinga format similar to a movie spti, differentiating between what the
interviewer askdand what the subjestid immediately following the question. Each
typed interview and audicecording was then linked to Atlas.ti for analysisterviews
wereanalyzedoy looking for patternsacress t he subj ectds thought
their intentions to leaveThe interviewswvere readrereadand listened to several times

over the course of a month.

! personneWvere asked to exclude afrgntline staff membersvho left voluntarily due to retirement.
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Creating codes consisted of four stages: (1) reading the interviews and making
memos in e margins whe something relevant to inteoms to leave was discussed, (2)
rereading the interviews in light of the memos, (3) creating descriptive codes for each
memaq and (4) creating an interpretiv®de for each descriptive code (Watts, 2014).
Desciptive codes consisted of a one word label for the general topieparticipant
discusedin a given passagd-or example, when participants discussed any issue
relevant to the residents, the memo was co
descriptvec ode fiyout ho were reread and a more ir
interpretive code (Watts, 2014). For instance, if participants talked about how they only
wanted to keep their job so they could hehpisit youths, the interpretive code was

Acommtt meo youth. o

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
categorizedand scales were developed to measure them. For example, messiaifth
members reported that they would not quit because they had an emotional attachment to
the youtls. This was labele@ommitment to YouthCommitment to Youth was entered
into the model as a separagriable postulating that Individual Charactdits and the
Work Environment affect Commitment to Youth. The meastivaswerecreated for

each of these construasepresented at the end Ghapter 4

Stage 3: Predicting Intentions to Leave

A combination of structural equation modeling (SEMngsAmos and linear

regressioranalysisusing SPSS was ed to test the main hypothesd3efore testing the
81



hypotheses for this stage of data collection, the data were screened for normality (see
Tables 3-5in Chapter5). The data were also checked forltieollinearity. To find the

best predictors of employee turnover for this population of employees, ssthgee

analytic approach was used. First, bivariate correlations were conducted in SPSS in order
to identify independent variables that were sigaiftly related to intentions to leave.

The results are reported in TableChapter 4. Because SEM requires a much larger

sample to analyze throposednodels screening the variables was necessary to reduce

the number of parameters in the estimatedehoVariables related to intentions leave

in the bivariate correlatiorend the OLS regression anaysvere used in the sasbquent

SEM analysesSpecifically, only variables that were significantly associated with

intentions to leave were included.

The second and third stages of analysis were ordinatysgaares linear
regression an8EM. OLS was conducted to assess the relationships of the variables for
each of the five main hypotheses. This was done to compatd-Seesults to th&SEM

resuls. During the OLS analysis, multicollinearity was assessed.

There are two important featuresSEM thatmadeit idealfor this study. First,
SEM allows researchers to test theect and indireceffects among the constructs by
estmating a successiaf split, but independenmultiple regressionat 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 indrectly through stress, job satisfaction and organizational commitment. The

second valuable feature of SEM is thaccaints for measurement errorabserved
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variables(Cha andCohenVogel, 2011), which gives a more precise estinudtthe

causal relabinshipswithin the mode[Hair, Anderson, Tatham, and Blad®98).

There are two main parts tioe structural equation modelimgrocess confirming
the measurement model and fitting the structural model. The purpose of the measurement
model is toestimae the relationships among observed and latantblesthrough
confirmatory factor analysis (CFA) (Kline, 201Schumackerand Lomax2010). In this
study both exploratory factor analysis using SPSS and confirmatory factor analysis using
Amos were condued. First EFA wasconductedandscales were created for each latent
variable in the model. These scales wbsnused as observed variables in the SEM
models in order to correct for issues that the small sample size would haveinaused
using a largemodel. However, before running the models that would test the
hypotheses, CFA was conducted using Amassurethat there were nsignificant
points of departure between the EFA and CFA findings, particularly in respect to the size
and valence of theattor loadings Sandardized factor loadings withe@achconstruct

werestatistically significanat the0.05 level(Kline, 2011)

After assessinthe confirmatory factor analysdbe structural modelwere
assessed. Specificallglationships amonthe latent variable@ireated as observed
variables due to sample siz)d the strength @ahe associatioaamong the constructs
wereestimatedKline, 201]). To evaluate radel fit, it is recommended that several
statistical fit indices are examined (Hey1995; Kline, 2011; Schumacker and Lomax,
2010). The most widely used and recommended tests includgudnie, lte root mean
square error oipproximation (RMSEA)the comparative fit index (CKland the
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goodnesf-fit index (GFI) (Schumacker andbimax, 2010) Chi-square tests the
significance of the theoretical model or overall model fit (Smith and McMillan, 2001).
When reviewing the clhgquare test, a nesignificant value is desired (Schumaker and
Lomax, 2010). With chsquare, a nesignificant value is an indicator that the observed
variancecovariance 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 amel 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 goodtfiGau, 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 wribies, 2011).
Essentially, it assesses how well the hypothesized model fits the data compared to the
worst possible model (Miles and Shelvin, 2007). The CFl is bounded between 0.0 and
1.0 (Kline, 2010). An indication of a very good fit is 0.95 meajer (Gau, 2010)Before
tesing for indirect effectseachpredictorvariable was tested ensurea significant direct
relationship withthe dependent variabli@acKinnon,Krull, and Lockwood2000).

Once this was completed series oftsuctural €uation models using maximum

likelihood (ML) estimationwere run
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In this study, there were five maypothegs which resulted in two structural
modek. The first model tested Hypotheses,Brizl 3. Note that the following

hypotheses are in thariginal form from the proposal for the current study.

Hiy 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, haveghier levels of educatioand have less work

experience at the facility will have higher levels of intentions to leave.

H> Jobsatisfactiorand stress ar@ntecederstto organizational commitment, and
stress is an antecedent to job satisfaction. 8galty, lower levels of job
satisfaction and higher levels of stress will result in lower levels of organization
commitmentand higher levels of stress will result in lower levels of job

satisfaction.

Hs Individual factors (age, gender, race eductiattainment, and tenureyork
environment factors (such as satisfaction with supervision and coworkers, pay,
input into decision making and perceived dangerousnasd)stresare indirectly
related tantentions to leave through job satisfaot@nd orgaizational

commitment.

In the final model, based on the results from the bivariate correlation analysis and
OLS regression analysis, the work environment varialalegerousness, was not
included due to its weak association with intentions to leave.sdime was true for age,

gender and education. The model below shows the final measures that were used.
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Figure 3: Structural Equation Model 1
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The second model assessed Hypothesis 4 afihalarto the above model,
some measures were not usethim seconanodd because of a lack of significance in the
bivariate correlatiomand the OLSegression analysisThe same individual
characteristics were used in this model and dangerousness was also eliminated. This next
model was designed to assess model improvelmeatildingJob Embeddedneasd EOI
factors. Only organizational fit and organizational sacrifice were significant in the
bivariate correlatiomand OLSregression analyses. Furthermore, using both job sacrifice
and job satisfaction in the same modehted multicollinearity problems. Therefore,
only organizational fit was used. For the EOI, only crystallization was uBeelother
three factors were not significantly associated with intentions to leave in either the

bivariate correlations or the OuBgressioranalysis.
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Job Embeddednessll improve the prediction of intentions to leave, beyond that
accounted for by job satisfaction and organizational commitrgetcifically,
individuals who have higher levels &b Embeddednessll be less lkely to

leave the job.

The Employment Opportunity Index (EOI) will improve the prediction of
intentions to leaveeyond that accounted for by job satisfaction and
organizational commitmentSpecifically, staff members who score higher on the

EOI will have higher levels of intentions to leave.

Below is the second model that teské¢potheses 4 andising SEM analysis.

Figure 4. Structural Equation Model 2
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CHAPTER 4: QUALITATIVE RESULTS

The main purpose dhe staffinterviewswas to tap into undiscoveredeas 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 construc®rice, 1977; Mobley, 1982; Price and Muell€98®), none
have done so with staff members at juvenile correctional facilities. The first part of this
chapter provides detailed descriptions of both the staff memlbers/ere interviewed as
well as the facilities in which they work. The second pathisfchaptepresents

findings from the interviews.

Ten themes, important to a staff member

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 youthand

10. Careerstepping stone
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Although tere were several themes discussed in the interviews that supported
findings from prior studies on employee turnover, dhmes 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 collestwhere 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 memidessn five of Delaware &ted s
six residentiajuvenile correctional facilities.Like many correctional facilities adult
and juvenile” all but onewere located in the same beautiful rural settiogking more
like a college campus or a city park than a place that housediGatgd delinquents. In
stark contrast, the sixth facility, a secure detention center, was located alonglamaulti
highway adjacent to a strip mall, diagonally across from another strip mall and directly
across the street from a bowling alley and séasefood restaurantsAs with many
detention centers, this one housed a mix of yowtho had committed serious offenses
andwere awaiting court hearings placementlecisions. When | conducted the
interviews at this facility, a staff member let méoithe 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 weo®nductedn a spacious, modern conference

room.
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Of the five facilities that were lated together on one campus, one was a secure
detention center. According to staff members at this facility, in addition togétte
usual mix of adolescendkat were awaiting placement, they also received youths no one
else could handle. Outside iadl for youths at this facility was limited to an area that
was fenced in and topped with barbed wifée entrance tthis building was the most
daunting of all of the facilities. The lobby where the security guard sat was small,
allowingroomforony a few visitors at any given ti m
license and car key, a wand weessedver me, checking for anythingpt allowed
within the rest of the facility walls. | was permitted to take my recorder, a pen and
paper, and the infmed consent forms. All of the interviews conducted at this facility
were done so in the personnel directordos o
this section of the building was separate from where any of the kids were, staff and

visitorshad 0 get flandput & the hallway leading to and from it.

Three of the facilitilkee G@ottagessl @dcalThe:
staff-secure rehabilitation facilities where adjudicated ysa#me right before they were
about to be reglased. The maximum amount of time spent before release was six weeks.
There was no barbed wire fencing aedidentsould go outside to walk from building
to building with the supervision of staff. Getting into the facility still required that
someonduzz me in. However, no one looked at my photo I.D. or asked to hold my car
key once | told them who | was and why | was there. Because these weseckority

buildings, | was led through a room where all of the male youths were sitting. On one

“Getting fAbuzzed ind is when a button | ocated next
someone in the control rootinat 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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occasim, while | 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 | had a brief
conversatiorabout living in Philadelphia before my next subject arrived. This was the
most contact | had with residents throughout the intergathering stage of this study.

Two interviews were held in a small office shared by staff members. It looked more like

astorage 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 ninidsat
outside time for the young men was spent in a femcedurtyard topped with barbed
wire. This is what would be considered a maximum security facility in adult prison
language. When entering the facility, | had to be buzzeohd a staff membevorking
at the security desk took my driverods | ice
their computer. Once my subject came out for the interview, the staff member working
security waved an electronic wand over me and the subject, checkingtioingrihat
was not allowed within the facility walls. Next, the subject and | 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 tesigezr allowed in this
area which had an adjacent conference rodhe interviews took place this private

little room.

Of the 14 subjects, four were female and ten were male. The number of years

worked at the facility ranged froBimonthgo 16 yeas. Six of the subjects worked there
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for five years or lessOnly one of the staff members interviewed was Caucasian and the
other thirteen were African America\s discussed previouslytedf members were

either Youth Rehabilitative CounselasTredament SpecialistsYRCs areresponsible

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, provideanseling and carries out duties similar to a

YRC. A Bachel orbés degree is required to

Themes that Led to New Variables

Commitment to Youth

Staff members expressed their commitment to youth in a number of ways. The
mast 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 fighttiat
was best for youth, and working with youth as a career. Many of them conveyed that
they were committed to helping only@k youths. However, others seemed dedicated

to working with youth in general.

Several staff members stated that workindwaitrisk youtts was their calling.
For these staff members, that statement specifically meant that working with efiskr at

youths or just youtls in general was what they were meant to do in life.

As noted above, several staff members stated tegtvbuld notstopworking
with this type of population of yoush One went so far as to say that he would not leave
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his current jJjob even for more money. He o
making good money. | can honestly say, there iking that would make me leave this
jobél care about these kids. o However oth
but only if they could still work with atisk youtls. One staff member who was a new

mom stated:

| woul dndét wa nlationt but | Wwoald waetatittlki s popu

that paid more, but so | could still do
so removed that | would be able to make decisions about the kids
t hat | 6ve come to know and know about éi

family stability. So athis point being a mom, | probably would
choose something that had more money.
leave this population.

For some staff members, their entire family or other family members were also
committed to youth. One staff member followasl ¢ad into the field. He explained that
his father was kind of a | egend around cam
another staff member, it was not only his
son was actually working in thriilding while | was there interviewing him. His wife
worked at a different type of facility foryodwi t h Aibehavi or probl ems
they would see the same kids coming through their facilities. When this subject would
get a kid known for nevegetting any visitors, his wife would come to visit the kid during

her off hours.

Anot her way commitment to youth was see
At least three of the staff members had always worked with go@he staff member

began a jb right out of high school where he assessed children for bengkdtecause
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of the neighborhoodherethey were living. He worked at that job for three years before
moving to Pennsylvania and starting a jola arivate juvenile correctional facilityHe
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 membesaid that h@lmost lost his job fighting for what he tinght was

right for youth.
To me, | 6m not afraid of | osing my |job,
You know if | have to get fired because
itéds going to help a kid or at | east he
courage to say somethingen fine, fire meand then that seed has
been planted in somebody else to carry
to sit here and watch kids suffer, get killed every month because
wedre not doing all we can to help this

sense to meSuspend me, write me up

Job Expectations

For most ofthe subjects in this studihey had an idea efhat 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 thia¢y believed that this was one of the main issues
causingnew hirego 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 expectederyone that worked there to have a deep concern for
the wellbeing 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 residex 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 wittthis population of youth. For them, they thought this issue
affectednew 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
themin 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 fAtroubledo youth on a voluntary basis

| thought | was just coming into this building [and] | was going to
relate to kids that | was normally relating to in the community
through my sorority. But | had never realized that so many young
kids were experiencing abuse, drug abase trauma. tlkind of

was a wakeup call. Because if you didn
chil dhood, and all of your friends didn
types of things, you just donét think t

And here, when | started our youngest kid wa#\Bd that was

major for me. But | guess, that was the reality check right there.

You know, this I|Iittle cotton world that
true reality of what young kids are going through eveniad the

city that | came tafter college. Iteally was an eye opener for

me. It really was.

A number of staff members explained how they expected all of the staff members
to Abe there for the kids. O This meant t
facilities actually cared abotheyouths. Subject 4 told me that he believed that about
fifty percent of staff members were concer

people are here because iIitds a state job.

theydre here. o
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The biggest concelin 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 agaed 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 clearlymisleading 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,

youol | have your own office and she <c
blazer on and girly shoes. [Aiugpt es] O6They said | woul
my own office.® You can have an offic
and itdés everyonebds office. She thou
office and the kids would come to her. No. You got 20 kids on a

uni t, 1 t 0 sthey dathes tg tleeim, walloto opsst [and]

make sure they get food. No. Youdr e
youdre the babysitter. Youdre the care

time you get in until the time you leave. She ended up switching

tothenightshf t , which is a | ot easier becausce

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 expectedwedgtdours
Specifially, there were two problenmegarding 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
empbyees working 24 hours peayl usually divided into eightourtimeslots.
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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stemmingirom 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 misbelmae in

custody. This can add to an already potentially dangerous environment

CareerStepping Stone

Several staff members discussed how a lot of people had come and gone because
this job was seen as the firathsmangp i n som
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 statéyahermore
staff members observed tlatereason people saw this jobastepping stone was

because their pay was low relative to the work and importance of the work.

Only one staff membexho was intervieweeéxplicitly stated that she saw this job
as a stepping stone. Her career path was rather interesting as hersgmvioas
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 ye&s tdde into a table, nearly breaking
the childbdés nose, fAbl ood jamptédhgtossdorikimg out .
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 mentoringiak youth.
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Variables and Hypothesis Stemming from Interviews

Three newvariableswere created based on thigove thememcluding
commitment to youtltareer stepping storendjob expectationsAt a basic level,
commitment to youttrefersto the level of aachment 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 measureommitment to youtha scale consisting of three items was created.
Respondents were asked to rate the degree to whicldigeyreed oagree with the
following statements using a Likentpe scale ranging from Stfongly disagregto 7
(strongly agreg : i1 c asily bedworkingdgot an@her oganization as long as |

couldworkwithatr i sk youth, 0 AThe main reason |

St

about the youth,o and AThe only way | woul

would still be working wih / helpingar i sk y o Ct b n b a c fiddthis saalep h a

was 0.65.

Career stepping stonén this studyrefersto the degree to which staff members
see their current job as@eans of progress advancemenh ther career Participants
in the qualitative part of this studtated that younger employees who were college
educatedvere the most likely to see this job as a means to further their career in the
criminal justice systemFor career stepping stonespondents were asked to rate the
degree to which thegisagreed oagreel with the following statements using a Likert

type scale ranging from Stfongly disagregto 7 strongly agreg il took t

hi

S

because | thought it would advancermpy car e
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career, 0 and Al took this job in order to

Cr onb a c Hodthis saale pvas®.83.

In this studyjob expectationsefersto the degree to which staff members thought
their jobwas differenfrom what they thought it would be when they first took the job.
Every staff member that was interviewed explainedniadt of the nevhireshad the
impression that they were going to have their own otiiog havdittle contactwith the
residents Forjob expectationsrespondents were asked to rate the degree to which they

disagreel or agreedvith the following statements using a Likéype scale ranging from

1 (strongly disagregto 7 (trongly agreg : AThe reality of workin
differentt han what | e x p e criskeyduthds a fotWardektham Ighoughtt h a't
it would be, 0 and AThe work | do at this f

woul d bE@r. a@dn b ardHhodthis saale pvaaisdow, but after removing the fitsm
(The reality of working at this facility is different than what | expectét) 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 totlestve
came o light during thanterviewswere presented The themes thatvery staff member
discussed aaffecing intentions to leave included age, educational status, satisfaction
with pay, satisfaction with coworkers, commitment to youth, and job expecta#asns.

such, he following hypothesis was generated:
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Hs 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 expectati€d@smmitment to youth is directly

related to intentions to leave.

Figure 5. Structural Equation Model 3

Satisfaction with Pay

Age ) . . .
3 Satisfaction with Coworkers 0
\ \
Job Expectations () » Intentions to Leave

QY45
+

Education ™ )

(+) Career Stepping Stone

Commitment to Youth
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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 dathlext, it presents results with a corresponding table of
Pearsondés correlations. This is followed
Bivariate and OLS regression analyses were conducted in order to reduce the number of
variables in the analysibecause SEM requires a much larger sample to analyze the
proposednodels This stepeduced the number of parametershe estimated models.
Variables that had statistically significant relationships to intentions to leave in the
bivariate correlatios 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 dafor predicting intentions to leave.

Descriptive Statistics

Demographically, the sample for the quantitative part of this studyangedy
similar to the sample from the qualitative paithe average age of subjects who
completed a survey was 41 yeén = 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 = 10Most of the subjects were male (n =
102, 67%). Educationally n = 101) , a |little over half of
degree or |l ess and the remainder had a bac
that both race/ethnicity and education were transformed into dichotomous variables

before conducting anfurther analysis. In terms of tenure, 38 percent reported that they
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had been working thereDyears, 21 percent reported that they had been working there
3-4 years, 7 percent reported that they had been working theyedrs and 3 percent
reportedthat 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 Tabfe Table3 contains descriptive statistics for the individual
characteristics that were discussed abdvigures6 and7 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 Compason of Sample and Total PopulatiohDelaware's
Frontline StaffS
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Figure 7. Gender Comparison of Sample and Total Population of Delésvare
Frontline Staff

70%

60%

50%

40%

30%

20%

10%

0%

Total Sample

m Male ®mFemale

103



Table 3. Descriptive Statistics for Individual Characteristics

Variable '\ngge?]rt 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% - - - -
oS e
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 =02 years, - 38% - - - -
2 = 34 years, - 21% - - - -
3 =5-7 Years, - 7% - - - -
4 = 8 or more years - 33% - - - -
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Table 4. Descriptive Statistics for Scales

Factor Corr.

Scaldltems N Mean Min Max Std. Dev. Skew Loading wi/Total
I ntentions to Leave (U = 3.62 0.73 0.45
In the last 6 months, how often have you thought about 102 3.05 1 7 1.87 0.54 0.90 0.63
quitting your current job?
To what extentlo you desire to leave this job? 102 2.28 1 7 1.18 0.46 0.90 0.63
Satisfaction (U = 0.79) 4.39 1.33 -0.40
| am satisfied with work itself. 100 5.36 1 7 1.45 -1.26 0.77 0.60
| am satisfied with my coworkers. 100 5.03 1 7 1.71 -1.03 0.64 0.45
| am satisfied with my supervision. 101 5.06 1 7 1.76 -1.01 0.78 0.62
| am satisfied with my promotional opportunities. 101 3.60 1 7 2.10 -0.02 0.74 0.57
| am satisfied with the pay. 101 2.86 1 7 1.81 0.58 0.76 0.60
Organi zational Commi t ment 4.80 1.22 -0.37
I am willing to put in a great deal of effort beyond what is 102 5.73 1 7 1.20 -1.29 0.81 0.31
expected in order to help with this facility.
| would accept almost any type of job assignment in ordel 102 3.88 1 7 1.78 0.01 0.81 0.31
keep working at this facility.
Stress (U = 0.69) 3.30 1.72 0.42
| often worry this job is hardening me emotionally. 102 3.10 1 7 1.85 0.73 0.88 0.53
| often feel emotionally drained at the end of the day 102 35 1 7 2.08 0.34 0.88 0.53
Organizational Fit (U = 0. 5.54 1.16 -1.12
| feel like | am a good match for this facility. 102 5.81 1 7 1.14 -1.54 0.85 0.54
| fit with this facilities culture. 102 5.27 1 7 1.50 -1.17 0.80 0.54
Community Fit (U = 0.88) 5.13 1.40 -0.83
My community (where | live) is a good matabr fime. 101 5.56 1 7 1.46 -1.37 0.94 0.91
| think of the community where | live as home. 102 5.56 1 7 1.43 -1.45 0.90 0.81
| really love the place where | 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 7 205 0.05 0.70 0.61
Organizational Sacrifice ( 3.59 1.55 -0.03
| 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 anskills well. 101 4.38 1 7 1.94 -0.42 0.65 0.54
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Table 4, continued

Commi t ment to Youth (U = (
| could just as easily be working for another organization i
long as | could work with atisk youth.

The main reason | stay at this facility is because | care ab
the youth.

The only way | would take another job for more money is
would still be working with/helping atisk youth.

Job Expectations (U = 0.8C¢C
Working with atrisk youth is a lot harder than | thought it
would be.

Working with atrisk youth is a lot more challenging than |
thought it would be.

Career Stepping Stone (U =
| took this job because | thought it would advance my car¢
| see this job as a stepping stone for my career.

| took this job in order to gain a better skill set for my drea
job.

Ease of Movement (U = 0.8¢
Given my qualifications and experience, getting a new jok
would not be very hard at all.

I can think of a number of places that would probably offe
me a job if | was looking.

Network (U = 0.88)

| have a farreaching network of contacts which could help
me find out about der job opportunities.

| have many contacts in other places who might help me |
up a new job.

Crystallization (U = 0.74)
If I looked for a job, | would probablyrel up with a better
one than | have now.

Most of the jobs | could get would be an improvet@rer
my present circumstances.

100

102

99

102

102

102

100

102

100

101

102

102

101

102

5.09
4.82

5.74

4.65

3.00
2.40

2.57
4.44
4.47
4.54
4.29

5.20
5.22

5.18

4.94
4.99

4.89

3.62
4.59

451

1.23
1.56

1.28

1.84

1.14
1.46

1.62
1.62
1.90
1.92
1.81

1.38
1.55

1.42

1.35
1.42

1.41

1.12
1.32

1.42

-0.70
-0.49

-1.61

-0.45

0.71
1.46

1.5
-0.34
-0.40
-0.37
-0.33

-0.58
0.24

0.24

-0.47
-0.53

-0.50

0.65
0.11

0.18

0.70

0.77

0.84

0.91

0.91

0.83

0.88

0.89

0.92

0.87

0.90

0.92

0.56

0.63

0.41

0.47

0.55

0.66

0.66

0.64

0.71

0.72

0.74

0.74

0.81

0.81

0.53

0.51
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Table 4, continued

Right now, | have ajobfof er fAon the t al
employer.

| have found a better alternative than my present job.
Mobility (U = 0.52)

| am unable to move to a new place now even if a better j
came along.

There are factors in my personal life which make it very
difficult for me to leave in the near future.

101

101

101

101

2.76
2.54
3.67
3.39

3.94

1.61
1.36
1.61
1.81

2.12

1.01
1.19
0.02
0.27

0.02

0.77

0.86

0.78

0.78

0.56

0.56

0.35

0.35
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Bivariate Correlations

A correlation matrix was creatékat included thendividual characteristics, the
work environment measure (dangerousness), the scales created for the latent gonstructs
and the outcome measureténtions to leave(seeTable5). Thisanalysis was done for
two reasonsi(1) to check for potential issues with multicollinearity gayito assist in
deciding which variables to use in the SEM analysé@ssmer and Lemeshow (2001)
suggesthat simple elationships between eapbtential predictoand the outcome
variablebe examined prior taheirinclusion inamultivariate model.Furthermore, they
suggest that the acceptable level of significange<i®.25for variables tde included in

subsequennultivariate modelgHosmer and Lemeshow, 2001)

Of the five individual characteristicage ( =-0.17, p < 0.25), race/ethnicity =
-0.29, p < 0.01), educational level< 0.13, p < 0.25)and tenurdr = -0.14, p < 0.25)
had statistically signiiant relationships with intentions to leaudowever,three of the
statistically significant variables were significant at the p < 0.25 ldRekults showed
thatwhitesand younger staffiad higher levels of intentions to leavieurthermore, it
found hat staff members with higher levels of educational attainment and lower levels of
tenure had higher levels of intentions to leal@angerousness, 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 satisfactionr(=-0.64, p < 0.01), organizational commitment(-0.49, p <

0.01), and stress € 0.48, p < 0.01) were all significantly associated with intestio
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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 Enbeddednes®rganizational fiti( =-0.50, p < 0.01), community fit (
=-0.13, p < 0.25)and organizational sacrifice € -0.54, p < 0.01hadstatistically
significant bivariate relatiwships with intentions to leavé&taff members who reported
lower levels of organizational ficommunity fif and organizational sacrifice had higher
levels of intentions to leavezrom the EOJease of movement € -0.13, p < 0.25) and
crystallization ( =-0.50, p < 0.01had statistically significant relationshipsth
intentions to leaveSpecifically, staff members who h&mver levels of ease of

movement and highéevels of crystallization had lower levels of intentions to leave.

Of the three new scales that were created based on interviews from theigealitat
portion of this study, commitment to youth<-0.47, p < 0.01and job expectations =
0.13, p < 0.25hadstatisticallysignificant bivariate relationshgwith intentions to leave.
Specifically, staff members who had lower levels of commitmegouth and higher

levels of job expectations had higher levels of intentions to leave.

In terms of multicollinearity, twoariableswere highly correlated: organizational
sacifice from Job Embeddednesasid job satisfactiofr = 0.83, p < 0.01) Thiswas not
surprising because both of these variables include questions that asked about pay and
benefits. This relationship waseassessed for multicollinearity during the OLS

regression below.
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Table 5: Bivariate Correlation Matrix

Variable

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 g og+« 902 -0.04 -

5. Education 0.13 -0.39** -0.08 0.06 -

6. Tenure -0.14 0.64* 017 -0.16 -0.13 -

7.Dangerousness .17 -0.02 0.02 -0.36* 0.16 0.26%* -

8. bb Safisfaction g g4+ 0.09 -0.01 0.19 -0.13 0.07 -0.34** -

9. Qganizational _ . N R R -

Comanze 0.49** 0.08 -015 0.08 -0.06 -0.05 -0.13 0.43*

10. Sress 0.48* -0.04 -0.06 -0.32* 0.04 0.16 0.21* -0.33* -0.22* -

11. JEFit -0.50* 0.08 0.05 0.20* 0.01 0.26* -0.11 0.51* 0.34* -0.31** -

Organization

12. JEFit- -0.13 013 -015 -019 -0.00 0.8 -0.05 0.35* 016 0.04 0.18 -

Community

13. JE 0.54% 0.09 -021* 0.21* -0.25¢* 0.02 -0.35* 0.83 0.50* -0.19 0.38* 0.31%

Sacrifice

Organization

14. EOlEaseof 013 0.12 -011 009 -009 003 0.01 013 0.12 -003 006 012 0.13 -
Movement

15. EOI 0.01 -0.10 0.11 004 -003 0.02 -0.07 0.11 -003 -0.10 0.33* 0.16 -0.02 0.32** -
Networking
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Table 5, Continued

l6.EOI 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** -
Crystallization

’%ATbEI_(t)' 0.04 015 011 -0.20* -0.01 0.23* -0.01 006 -0.04 0.02 0.05 0.30* -0.07 -0.13 0.04 -0.00 -
obility

18. . -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 -
Commitment

to Youth

19. Career 0.10 -0.58* -0.03 0.10 0.14 -049* -0.08 -0.02 0.07 -003 000 -0.06 -0.10 0.09 0.17 0.09 -0.15 0.09 -
Stepping Stone

20-J°b. 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
Expectations

Note: EOI = Employment Opportunjitindex, JE = Job Embeddednes.
*p< 0.05 **p <0.01
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Hypotheses Testing

This section begins by presenting the resulth@OLS regressioanalysedor
the first three hypotheses. Itf@dlowed by one SEM model that tests the first three

hypotheses, accounting for both thieectandindirecteffects on intentions to leave.

Hypothesis 1

Individual factors and characteristics of the work environment are directly related to
intentions tdeave. Specifically, staff members who are women, younger, belong to a
minority group, have higher levels of educatiand have less work experience at the
facility will have higher levels of intentions to leave

Before testindHypothess 1 ina SEM an OLS regression was conductasl a
preliminary step for comparison to the SEM analysis. In the OLS regreasishpwn in
Table 6,0only race/ethnicity wastatisticallysignificant @ -6.32,p < 0.00).

Specifically, whites reported higher levelsimtentions to leave while controllirfgr age,
gender, educatigmenure and dangerousnes3enure was marginally significatf = -
0.23,p < 0.10). Although this OLS regression model stasisticallysignificant (p <
0.01), it explaineanly 17 percat of the variance in intentions to leave. This is not
surprising given the poaredictivepower of employee turnover models in the phat
only looked at charaetistics of the worglace and the individualHypothesis 1 wasot
supported. It was hyphesized 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 gigeant relationship that was correctly

hypothesized was thamployees with less tenure had higher levels of intentions to leave.

Table 6: OLS Regression Analysis Hypothesis 1

Variable b SE p
1. Age -0.01 0.02 0.95
2. Gender 0.00 0.29 0.98
3. Race -0.32 0.38 0.00L
4. Edwcation 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 satmfieand 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 Ztems fronresearche®vho havesuggestedhatstress (Lambert,
2006) andgb satisfaction (Lambert, 2004; Lambert and Hogan, 2009) are indirectly
related to intentions to leav@hreeregression analyses were performed to assess
Hypothesis because OL$egression cannot test indirect effecthe first regression
(see Table) looked at the effects of job satisfaction and stress on organizational
commitment R* = 0.19,p < 0.00). Only job satisfaction wastatisticallysignificant
Specifically, for every one unit increase in job satisfactiobere was 0.40increasen

organizational commitmenthen controlling for stress
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Table 7. OLS Regression Analyses Hypothesis Drganizational Commitment as

Outcome

Variable b SE
1. Stress -0.09 0.07 0.35
2. Job Satisfaction 0.40 0.09 0.00L

The second regression lookddlze effects of stress, job satisfactiand

organizational commitment on intentions to lea®&= 0.53,p < 0.00).  All three

variables were statistically significamt € 0.00) and in the expected direct®n

Specifically, for every on@nit increase in stress, a 0.22 increase in intentions to leave

resulted. For every ongnit increasen job satisfaction, a 0.46 decrease in intentions to

leave resulted. Andor every oneunit increase organizational commitment, a 0.28

decrease in intentiore leave resultedResults from OLS regression analysis support

Hypothesis 2.

Table 8: OLS Regression Analyses Hypothesis Ihtentions to Leave as Outcome

Variable b SE p
1. Stress 0.29 0.07 0.35
2. Job Satisfaction -0.40 0.09 0.0aL
3.0rg.Commtment  -0.24 0.09 0.02

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 dangerousnesg),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.
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The OLS regression for this hypothesis tested the effects of the individual
charateristics (age, gender, race/ethnicity, education, and tenure), the work environment
characteristic (dangerousness), stress, job satisfaahdrorganization on intentions to
leave This regression explaad65% of the variance in intentions to legpe< 0.00).

An R-square of over 0.50 is rare in studies assessing turnover or intentions to leave.

Similar to the bivaate correlations, the only individual characteristic that was
statistically significant wasace/ethnicity Specifically, whiteseported higher levels of
intentions to leave when controlling fdangerousness, stress, job satisfacaod
organizational commitmentStress was also statistically significant. For every one unit
increase in stress, a 0.27 increase in intentioresateelresulted. Both job satisfaction and
organizational commitment were statistically significant. For every one unit decrease in
job satisfactiora 0.43 increase in intentions to leave resulted; and for every one unit
decrease in organizational commitmea 0.29 increase in intentions to leave resulted.

All of the relationshipsexcept race/ethnicityyere 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. Organizaional

Commitment -0.29 0.08 0.00
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Next SEMwas performed in Amos using a single model to simultaneously test
Hypotheses -B (Hypothesis3 essentially mergeHypotheses 1 and 2 aadced
predictionsabout indirect effects). In SEM, rectangular shapes represent observed
constructs andllipses 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¢hat wer
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, besause was close to

significanceat the p <0.10 level, it was included.

Figure 8. SEM Analysis Hypothesesl, 2 and 3

Stress

Race/Ethnicity

-0.31

v
’ Job Satisfaction

Organizational
Commitment

Intentions to Leav

y

When controlling for the indirect effects of race, tenure, steag$job
satisfaction, the amount of variance explaimethtentions to leaveecreased. This
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model explained 52% dhevariance in intentions to leave, compared to 6&%» the

OLS regression.Looking at the direct effects on intentions to leave, as hypothesized, job
satisfaction and organizational commitment were statistically signifiGa® Tabld.0

below) Staff members who reported lower leveldoth job sasfaction and

organizational commitment had higher levels of intentions to leave. Speciffoally,

every one unit decrease in job satisfactibiere was .41 increase in intentions to

leave. For every one unit decrease in organizatmramitment, tere 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
rel ati ons ipk@00) hterestinglyaihdyghtenure only approached
significance in the OLS regression analysisthe SEM analysist wasstatistically
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, an®8

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

Thismodel analyzed several indirect effects (See Tableelow). 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 aralysis. Howeverrace/ethnicity was statistically relatedjod satisfactiorthrough
stress.Whites reported higher levels of strés$ -0.30,p < 0.00) which resulted in

lower levels ofjob satisfactior{ b -0.89, p < 0.00).

It was also hypothesized that stress was related to intentions to leave through job
satisfaction and that job satisfaction would be related to intentioeaye through
organizational commitment. This hypothesis was supported. Those who reported lower
levels of stress had higher levels of job satisfadtidn-0.31,p < 0.00) which resulted
in lowerlevels of intentions to leave. Those who had lowerl¢eotjob satisfactiorhad
lower levels of organizational commitment which resulted in higher level of intentions to

leave.

Table 11. SEM AnalysisIndirect Effects Hypotheses 1, 2, and3

Effect on
Intentions to
Indirect Effects b SE p leave
1. Tenure Stress 0.12 0.13 0.22
2. Race Stress -0.30 0.43 0.00
3. Stres$ Job Sat. -0.31 0.08 0.00 0.16
4. Tenurd Job Sat. 0.10 0.10 0.14
5. Race Job Sat. 0.20 0.35 0.28
6. Job Sat Org. 0.44 0.08 0.00 -0.11
Commit
7. Tenure Org. -0.04 0.09 0.37
Commit
8. Race Org. -0.32 0.30 0.90
Commit
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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 (GFl) tells us what proportion of
the variancen the sample varianeeovariance matrix is accounted for by the model.
The GFI for the above model was very good at 0.99. The CFl 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 CFl 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. Thesghare score was goasf (

=9.38,df= 11, p < 0.59).
Hypothesis 4

Job Embeddednesg®proves the prediction of intentions to leave, beyond that accounted
for by job satisfaction and organizational commitment. Specifically, individuals who have
higher levels ofob Embeddednessll 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 threerfaforJob 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-ané increase in organizational
commitment, intentions to leave decreased by 0.35, and for eacnibmacrease in
organizational sacrifice, intentions to leave decreased 0.38. Interestingly, by removing

job satisfaction and organizational commitment adding factors fodob
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Embeddednessace/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 |éavéhis model was
slightly less(R*= 0.48,p <0.001) than the amount of variance explained in the previous
model which included measurks job satisfactiorandorganizationatommitment(R?*=
0.62,p < 0.00). Based on this analysis, we caoncludethatHypothesis 4 was not
supported.IncludingJob Embeddednessd not improve the prediction of intentions to
leave beyond that accounted for by job satisfaciweth organizational commitmenthis

wasfurther assesslin the SEM analysis below.

Table 12. OLS Regression Analysis Hypothesis 4

Variable b SE p
1. Age -0.07 0.01 051
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 0.13 044
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
20, Organzational g4 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 fojobysatisfaction 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 (ageegder, race/ethnicity, education, and tenure), the work environment
characteristic (dangerousnesjessjob satisfactionorganizational commitment and
the four factors for the EOkése of movemennetworking, crystallization and mobility)
on intentons to leave Jobsatisfaction, 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 eadhibdecrease
in job satisfaction, organizational commitment and ease of movement, intentions to leave
increasedy 0.37, 0.27 and 0.15 respectively, and for eachumitencrease in

crystallization, intentions to leave increased by 0.35.

Looking at the RSquare, we sethat tsing the EOI to assess external market
factorsimprovedthe prediction of intentions to leave beyond that accounted for by job
satisfaction and organizational commitmeihis model explained 68% of the variance
in intentions to leavesompared tahe 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 b 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 0.9 0.06 0.00
9. Job Satisfaction -0.34 0.09 0.00
10. Orgarzati

20. Orgariational 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.
Conbined, these two hypotheses argue that the overall fit of the model can be improved
by usingJob Embeddednessid EOl measures. As discussed in the analytical plan, only
one factor fromeachwas used. Below is visual depiction of the mameistructedn
Amos. Based on the results from the bivariate correlations and OLS regressions,
variables entered into the SEM analysis included sf@ssatisfactionorganizational
commitmentorganizational fit andrystallization Althoughrace/ethnicitywas na
significart in the OLS regression, because it wagificantin the bivariate analysis, it
was used to look at the indirect effeittsason intentions to leave. Furthermore, it was
also decided to kedpnurein the model because it wascludedin the firstSEM

analysis
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Figure 9. SEM Analysis Hypotheses 4 and 5

| Stress I
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Crystallization
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Generally, this model was not an improvement over the first model. The GFIl and
the CFIl were minimally acceptable at 0.96 and 0.95, respectively. The RMSEA score
was notacceptablet 0.10. The chsquare 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). Furthermothg 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 modél. J
satisfactionf§ =-0.26), organizational commitmerfi € -0.23), organizational fitf = -
0.30) and crystallizationf{ = 0.32)were all significant predictors of intentions to leave

and in the expected directionSpecifically, lower levels of job satisfaction and
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organizational commitment resulted in higher levels of intentions to leave. J&iom
Embeddednesfower levels of organizational fit resulted in higher levels of intentions to
leave. From the EOI, higher levels of crystallization resulted in higher ledfels

intentions to leave.

Table 14: SEM Analysis Direct Effects Hypotheses4 and 5

Variable b SE P
1. Job Satisfaction -0.26 0.09 0.01
2. Org.Commitment -0.23 0.08 0.00L
3. Organizational Fit -0.30 0.10 0.0a1
4. Crystallization 0.32 0.10 0.01

Significant indirect effects included stress through job satisfadiien-Q.23) on
organizationecommitment f = -0.13), race through organizational fit£€ 0.77) on
intentions to leavef(=-0.12), job satisfaction through organizational commitmient (

0.40) on intentions to leavé € -0.09),andtenure though organizational ffi € 0.27) on

intentions to leaveX= -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

Effect on
Intentions
Variables b SE p 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. Tenue - Org. Fit 0.27 0.08 0.00 -0.02
8. Tenure- Org. Commi -0.08 0.09 0.37

Hypothesis 6 (New Variables Stemming from Interviews)

Individual factors (agend educational attainmerdye indirectly related to intentions to
leave througlsatisfactionwith pay, satisfaction with coworkers, career stepping stone
andjob expectations. Commitment to youth is directly related to intentions to leave.

The OLS for this hypothesis regressetntions to leave othe variables that

were discussethe mosduring theinterviews: age, education, satisfaction with pay,

satisfaction with coworkers, career stepping stand job expectationsThe amount of

variance explained in intentions to leave using OLS regression for this model was the

smallesbf the hree model§R?= 0.42,p < 0.00). In fact, the original model which

assessed Lambert o6s

amount of variance in intentions to leave (62%).

modi fi ed

mo d e |

of

There were several variables that werdastiaally significant in this analysis.

corre

Both satisfaction with pay and satisfaction with coworkers were used as items in the job
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satisfaction scale in the previous moddlsthis model, the effects of each were assessed
because everyone who was intevwel specifically discussed issues with pay and the
importance of coworker supporgatisfactiorwith coworkers, satisfaction with pagnd
commitment to youth were all significantly associated with intentions to |€gvase

who reported lower levels aghtisfaction with coworkers, satisfaction with pagd
commitment to youth had higher levels of intentions to le&mecifically, for every

oneunit increase in satisfaction with coworkers, satisfaction with pay and commitment to

youth, intentions to kve decreased by 0.23, 0.20 and (xd&pectively.

Table 16: OLS Regression Analysis Hypothesié

Variables b SE p
1. Age -0.08 0.01 0.4€
2. Education 0.20 0.24 0.82
3. Coworker Satisfaction -0.23 0.07 0.0C
4. Pay Satisfaction -0.20 0.07 0.01
7. Commitment toYouth -0.37 0.1C 0.0C
5. CareelSteppingStone 0.12 0.0¢ 0.2&
6. JobExpectations -0.03 0.1C 0.7€
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Figure 10. SEM Analysis Hypothesesb
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Next, SEM analysis was conducted to assess the indirect and direct relationships
of Hypothesis 6. Dirdceffects that were statistically significant mirrored the results of
the OLS regression results. Satisfaction with coworkers, satisfaction witamhy
commitment to youth were all statistically significamthe expected directior{see
Tablel17). 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 whdelt less support from their coworkers afett that the

job wasmore difficult than they expected.
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Table 17. SEM Analysis Direct EffectsHypothesis 6

Direct Effects b SE p
1. Coworker Satisfactic -0.25 0.07 0.01
2. Pay Satisfaction -0.18 0.07 0.01
3. CareelSteppingStone 0.11 0.06 0.10
4. JobExpectations -0.03 0.09 0.72
5. Commiiment toYouth -0.47 0.09 0.01

In terms of indirect effects on intentionsléave, Hypothesis 6 was not supported.

The effect of age tlough stepping stond® € -0.09, p < 0.00) on intentions to leavé (=

-0.18, p < 0.1pcame close to statistical significance. Although age was significantly
associated with career stepping staregeer stepping stone was not significantly related

to intentions to leaveSpecifically, 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 d SE p
1. Agei Coworker Sat. 0.00 0.02 0.78
2. Age- Job Expectations -0.01 0.01 0.50
3. Ageil Career Stepping Stone -0.09 0.01 0.01
4. Agei Sat with Pay -0.00 0.02 0.78
5. Edua@ation- Coworker Sat. 0.04 0.37 0.91
6. Educatiori Sat with Pay -0.23 0.37 0.53
7. Educatiori Stepping Stone -0.32 0.28 0.26
8. Educatiori Job Expectations -0.15 0.24 0.52
9. Coworker Sati Job Expectations -0.16 0.07 0.02
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ModelComparison

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 modet that fi
the data. Similar to the second model, this model did not represent an improvement over
the first model The amounof variancethat this model explained intentiors to leave
was only 44%. Recall that the amount of variance explained ifirtheSEM analysis
(Lambertdos modi fied model of correctional
variance explained in the second SEM analysis (added measudeshf&mbeddedness
and the EOI) was 50%.However, thisthird model did obtain slightly bettdit scores.
Chi-squareva s g 0=09dB8,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 B&¥&d on the
amount of variance explained, however, it seems tlafitst model thatvas 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 chagerintegrates the findings from all three stages of data collection in
order to provide a richer undéading of the results for this study.bkgins with a
discussion of the main findings frotime administrative survey. Next, resutism the
interviews are discussed withe results of the statistical analysis in order to provide a
clearer picture ovhy 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 explairthe
facilities in this studyad 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 ttaatprovide the fieldwith 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. Thigustfating as it could be
extremely useful for program leaders across the country to share this information as well
as tactics being used successfully. Goly studies could be found that reported
turnover rates for juvenile correctional facilitigdinor et al., 2011, Mitchell et al., 2000,
National Institute of Law Enforcement and Criminal Justi@¥,8 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 bya 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 oveall 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 nosvoluntary quits as staff members who leave voluntarily are mory like
be staff members who emplogevanted taretain aopposed to staff membendio 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 pegitigne to
staff members who have to cover sh{ftamp 1994; Mitchell et al., 2000)osing staff
members who were fired is usually better for the overall reo@fén organization
(Lambert, 2001) Losing staff members who were working well in an orgainbn
means that organizations run the risk of

eventually be fired.

The personnel dministrator reported sevenaasongrontline staff quit. Similar
to reports from the interviews, they cited thatfstaémbers 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
eithera b achel or 6gree oAnothaerareasor staff guit wlas that they wanted a
job that provided more opportunity in the justice system and had better Adws.
personnel administrator also reported that male staff members who were new (less than

two years) were more likelptquit 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 presentaiVhen relevant,asults from the administrative survengre
used to highlight differences asanilarities between whatnadministradr believel

contributes to voluntarjurnover anadvhatstaff memberseported

Predictors of Intentions to Leave

Many variabl es p maalefnorrectibnal officeltanovere r t 6 s
were reinforced, ansome new variables were brought to light.this section, the best
predictors of intentionstoleafeor front |l i ne staff members i
correctional facilities are discussefls mentioned, by conibing the findings from the
statigical analyses with the results from the qualitative anglgsisore detailed account

of the reasons frontline staff members develop intentions to is@avesented

Stress, Job Satisfactionand Organizational Commitment

Stressjob satisfactionandorganizational commitment wetiereeof the
strongest predictors of intentions to | eav
juvenile correctional facilities. Job satisfaction was indirectly related to intentions to
leave through organizational cortiment. Staff members who were less satisfied with
their job had lower levels of organizational commitment which resulted in Higyeds
of intentions to leave. Stress was also indirectly related to intentions to leave, but
through job satisfaction. t&f 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 supportsupervisor support, pagnd 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 ckar that the relationshigsnongstaff 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 menceliffe

stemmed from coworker attitudes. Subject
respecting one another, everyone respectin
along. o Anot her staff stated t haotlkeswhen a

the assigned unit for the day, fAthey get u
for the people that put them on that unit.

bad day for everyone, staff and youth.

One staff member explad 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 prablbecause 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 thei

situati on. Andighatsds pomnd | @fmst
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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 you#ccording to Subject 14,
there fAal ways has to be a ogwitds. Xoalpavedond a b
have an enforcer; you haythelieuenahtavoulelachas!| i eu't
a moderator between the enforcer and youth
l ine and heds di sr es pngmyoither gowonker, maghe gyou he 6 s d
[the lieutenant] would come in and talk to the kid and maybe he can relate to you a little

di fferent than he would me and him [his co

Other staff members discusdealw therelationships among staff caffectthe
residents One stated that fAwe do need to respe
the kids and the kids will see how we treat each other and will put that and incorporate
that into their everyday | ife oharsttffow t hey
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 wag tiiint.

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

tha , Awe [coworkers] talk more so, itbés mor
personal stuff that | may be going through
he worked with good people explainilng, dAwh

have their supportétheyodére good counselors
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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 explainddttli@éed 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 supervisorshey 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 superviantsthey

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 supasor 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 t o wo gske fiordline stafhneembets.oThey felt that tbose
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 tre 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

like his decisionso not , they respect his decisions.

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 whuaareg issues or concerns.
He noted that AThe ones that have the most
to go to. They give you good advice. The
make things good. O ernmisors, lkespecially thase whdvraceived n e w
no training as a supervisor, fHAéthey seem t
t hat donét really need to be micromanaged.
explaining that he used to work in a differentlting that had just gotten a new
supervisor. He di scussed how AThere, i1t w
supervisor. | think | had more experience than him. He comes and tries to change things.
| 6m a st r oihigt ébse |ei petvdetwm @okf f i x it . O Il nexper.
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 jitie 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 mor
not as | doo whi ch he ofr@ning ad ieegpereeice mme d f r o
However, he also thought that the bigger issue was attitude. He gave an example of a

supervisor on a different shift that goes
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nothing is ever done about it. Even if staiémbers had complained he believed upper
management was not aware of it, and if they were,hbdy he at ti tude, M@nnéou
out of mind. 0 He explained that staff mem
actions, shortcomings and strengths,wohdered how aware supervisors were. It

seemed to him that the behavior displayed by supervisors toward staff members was

based on the Al | ike youo system.

Staff membed i scussed how some supervisors wo.l
authority in front ofresidents. 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, fAéif | got a group of kids and
something wrongand you like berate the kid in front of me and the other kids, and now
you make the rest of the staff | ook I ike h
type of behavior made it look like his authority otee youths was obsolete and

wondered whigeffects it could have the next time he tried disciplining yauth

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 memberagd that he had always had good supervisors in his ten years of

working there:

eevery supervisor | 6ve had, |l 6ve | oved.
now is the greatest. Because when he hired me for this posgion, h

made a stat ednemdk hoewdgrtodelirgkioe , O

this péAsl btoonfdpeople dondt have the co
d6m going to gro®@Autygfthesetewm t ake my spot.
supervisors | 6ve had, three have al ways
their spot.
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Another staff member ejgined 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 fAreally good about putting m
committees. Sotheycankhnd of have an idea of what we
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 thearries 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 longttfie. S
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 workediowecould

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
thattype of situation made this job a stepping
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 ofijobrer some type of saali

wor ker job when it becomes avail abl e. o
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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
rai ses. He not eednitlheast,, wheeé talrees & eaarceh ejrusv t 00
have more than just the job of restraints, because restraining kids is the last thing we want

to do. We are counsel ors. Thereds a | ot

Subject 13 explained thatitisnotjash e fr ontl i ne st aff memb
juvenile correctional facilities that have not gotten raises. They are part of a larger

systemofstate un | obs. Apparently, fADelaware has

Lack of Upward Mobility

Two issues wee noted by staff members that contribute to the ¢dakpward
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
mast er 60 s d esgrprisimly, none dbthe staffinbembers 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 thowght tas
wise to hire an outsider as a supervisor. Subject 2 explained that one of their supervisors
came from another program, | ocatedain West
good thingo because promot i ngffdndtbemewwi t hi n
supervisors. He went on to explain, Aénow

alongside withéités |Ii ke édnow | 6m your sup
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|l told you to do when | was a noststadf st af f ,

members thought that supervisory positions should be given to those from within. One

staff member stated,

A problem here is that thereds no advan
of our ten supervisors, | think, five have been workers here and the

rest were from the outside. I f you canot
you should be working on that. |l know
how | would want to gr ow. Not saying vy
outside, but the majoritigeof hires shou

That s part cefsdowh.e reason mor al

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 hiresigattg super vi sor positions, |
you think moraleds going to be?0 He went
not saying that the hiring was maybe wrong
hire those guys [his coworkerswa applied for the supervisor position] and what can | do

to help them advance? But nobody cares. o

Only one staff member complained that women were more likely to get
promotions. Because he was the next to last interview, | did not have a chaoicirto c
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 whatmele poasliltedndbigcl udi ng pro

supeintendent. He gave one example of a woman who was promoted in less than one
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year stating, ANAShe made program manager

program manager in a year .o

Summary

Onecan see from the above stories how staff members efdelss satisfied with
pay, promotional opportunities, support from coworkarnsl support from supervisors,
would start to feel less committed to working for their empl@yet more likely to want
to quit By measuring specific aspects of job satistattsuch as support from
coworkers and supervisors, coupled with the above narrative®l$o possible to see
how aspects of the worgnvironmentould contribute to highdevels ofstress for
frontline staff. For example, coworkers not being supp®inh 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 amopay @ind lack of

upward mobility resulting in higher levels of inteams to leave.

Race/ethnicity and Organizational Culture

One of the most interestirfimdingsthat came out of the quantitative portion of
this study was the relationship between race with several of the predictor variables and
intentions to leave. Thelowing 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 reviewt was proposed that minorities would have higher

levels of intentions to leave (sBerd, 1995;urik 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. Intetegly, 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. Thisrelationship between race/ethnicity and organizationahfias 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 organizatiotidture at the facilities in this study. One
theme that came to light during the interviews that provides insight into the possible
effects of race otheorganizational culture for this sample of employeeshering a
similar background with youthMost 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 withutfo

Staff members who shared a similar background with youth stated that they
thought it made themmore understanding toward yowthd made youth more likely to
relate to them (listen to them because they had a bond of some type). For example, one
subgct told me that he had been on his own since he was fifteen. Explaining why he
took a job as a YRC, he stated, figswithbve ex
the law, you know, different things like that. So | could relate to the kidsought it

[this job] was a good fit for me. 0O
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One subject was in his sixteenth year of employment when he was interviewed.
For him, sharing a similar background with

calling. o

| came for the interview [the job inteew], and | looked at the

sign on the door, and now I 6m thinking,
Godds got planned for me. And | wal ked
interviews and by the third interview, the old superintendent, asked
me why | wanted this job. And atdltime | was kind of stumped,
and finally, |l just realized that this
And thatos when | told him my story. I
| 6m supposed to be here, because how do
doing to sitting in front offou to go to work at a juvenile detention
center. | 6ve been here ever since that
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
Al 6ve seen bad peopl e. For the most part,
people... Most of this is bad parentingéHow
her e?0

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 é&abte to
relate tathemin terms. She knew what it was like t@grup around criminal activity
and try to avoidt. This subject gave another example of how sharing a similar

background with youth can make staff members more understanding:
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Iseemeint hem. And by me seeing me in them,
because | know what | was crying out for as a youth growing up in

a broken family. Father died when | was 19, mother died when |

was 2. My grandmother raised me. | never got to experience my

mother.l dondét remember anything about her.
void that was missing. | knew my grandmother, she did the best
she could, but she wasndédt my mot her.

In the above stories, it was argued by those who shared a similar background with
residentgha it made them both more understanding towards the youthful offenders
under their care anglve 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 ayvenile correctional facility.
Having a Tick Skin

The vast majority of occasions when youth try to intimidate staff members happen
at the facilities. However, one female staff memiaredan experience that happened

outside of the facility with a foner resident:

Years ago, | was confronted by one of the kids that were here.

And it wasnét that we really had a riff
kids that were very dangerous. And he confronted me on the
out si de. And it di dhartned, apcklivast o a poi nt

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 intin@daem. 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 neighlmartiohat a lot of the kids came
from. One staff member explained Al 6ve ha

rape my wife, kil my kids when they see t

Getting tested by youth seemed tonbare likely for men whavere tall anébr
muscular Ore 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

theydre going to try you in all types o
say sometimg about you, see how you break. Some may even

come up to you. | work out, 1 6m a big g
in here and heol | claim he has status s
buil ding, he might come up to me and se
probably justair, ¥y i ng t o get me goi ng. And t hen
wor k, heodll probably try to come up to
and be |Iike, O6hey how you doing?d, Put
shoul der, but heds not really asking me

trying to feel you up

Several staff members discus$emnv 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
staf member expl ai nteickskimhead, Ali&v ey osuedare meodp |l e
and | eave by payday. o He al so reported th

come back for their paychecks when they used to give hard checks.

Being Understandig

Being understanding meant several things to staff members including having

patiencelistening to youteand 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 mportant now because they had recent.
Ahands offo policy at all of the facilitie

change might not be the best since they had less power to stand up for themselves.

Staf members discussed hdweing consistently understanding lets tbgidents
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
wel. One noted that many of the youth have be

where theybére going or how to get there be

who you can trust. You dondét know if the
cars . 0 He went on to say that AThey know wt
t hat you care, then they start to care. A

about t hemsel ves and their future. o

Several staff membgnoted that while it ismportant 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 | eave because itods stressfu
every day and you have to learn to humjaarself 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. |

do too. Usually, if | get cussed out twice by a kid, | give him that

space. When they come back apdlagize, | accept your

apology, but we are still going to stay this far away though because

you got some issues with you. It doesn
my job. Yeah, you still got to go on the wall and do your time out;

you still need to do yourckool work. However, as far as us

having a connection where | walk in on a unit and you &ay,h
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what 6s up, &Noywegang to bdaokioffiaf that a

little bit because there are some things that you need to work out in

yourself. And most time most kids respond tinat very well.

l'tdéds a waddobmfssapyfngyourd ki d. Il 6m stil

A number of staff noted how working in this type of job made them become more
understanding. For example, one subject came from working withsabthwanted
his help (working as a chef teaching youth how to cook), and so, he assumed that he
needed to take a hard line with yogitho were in detention. However, he quickly
|l earned that by being empathetieathité was mo

could make more of a difference by helping

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
wasa coworker who gave her some helpful advice just when she was on the verge of
guitting. Her coworker told her AYou cann
They donét know it is disrespect because t
thi n g Sheexplainechowthat statement made a huge impact on her. She used to try to

tell residentavhat was right and wrong from a middlass, mainstream society

perspective. But they did not understand
ttach that to them. And teachingtehat to t
history. 1 think it took a turn on how | counseledrthe o This story showe:

becoming more understanding about the yailthskground 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 interviewt,became cleanow sharing a similar background
with youth could equip frontline staff membersitaving a thick skin and being
understanding. While it seems from the quantitative analysis thatttageityis
affecting the organizational culture, perhaps it is sharing a similar background with youth
that is driving the effects ahce/ethnicitym this study.Recall from the discussion above
where one staff membediscussed howa coworker had tpoint outthe fact that she came
from a different background than the youths. When it was brought to her attention, it
completely changed her perspeeton how and whyhe kids behave the way they dib.

made her more understanding and more committed to them and her job.

Researcharsthathaveattempted to explain differences in turnover rates and
intentions to leave between whites and African Ansaischave presentaextherpossible
moderators: (1job level, (2) work group compositior8)tenure and career stagé)
ethnicity and racial identity attitudesnd (5) organizational climate for diversityhese
issues could be at work among this sasrgflemployees. For examplefodow-up
email was sent to a few staff members who were interviewed explaining the effects of
race on intentions to leave in this studdelow is one of the response emails from an
African American female:

What is the edcational background between both groups? What

are the differences in age and years

only speak from what | see here. Those of us that have a college

degreeandareget t i ng anot her degree think I

want toleave. This is mainly the 3®0 age groups. Thereeaa few
here in our age brackdtatd on 6t have the educati onal
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They have also been here since 21 years of age. The older ones

dondét have the education bot they al so
t hey dve bplusyeard)and teey InGw 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 othedlae taking

that risk. Wi th the years put in, somet
out . ltdos a state job with benefits.

In the above passage, trespondent highlights several of the moderators
discussed by researcherdrsk shesuggests that is notjust race that is important to
consider, but also age, educatiand tenure. However, all of these individual
characteristics were included in the quantitative portion of this stuyonly tenure was
significantly associated with intentions to leavBased on the above narratiogse
scenario thatanbesurmiseal isthat whites who have more tenure stay mainly because
they have already been there for so long and will get good retirement beHefiisver,
she also seems to beggesting that whitewho startyoung are more likely to stay
perhaps because they started working there as a first job, making them less likely to
believe therarebetter options in the world for them, similar to the belief of African
American malesThis supports findingBom one study that found that minorities are
more likely to see society as overly discriminatory towards flaech thustheywill not
seek career improvement because they believe it to be a fruitless effort (Ogbu, 1986).
For whites, rather than seeirfgetr 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 natess fo
population of frontline staff is lower than what previous studies have repitthie
results from the administrative survey suggest that the main reason for this is the current
economic situatiorfjindings fromthe interviews and statistical agsils point toward two

otherpossible explanations for this: (1) crystallization and (2) commitment to youth.

Crystallization

Recall that crystallization is one of the measures from the EOI. It medseres
degree to which a person has a concrete offeand from a new job (Griffeth and Hom,
1989; Mitchellet 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 jobtiiey know they have a job lined up to take its
place. This idea was supported by findings from the interviews. For examele, 0
subject wanted to leave, but was having trouble securing anothefgpbven went back
to school for a specific trade in @ndto 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 tegrée to which they agreed or disagreed with
the statement, Al have another job offer
strongly agreed. So, out of 102 subjects who completed this question, around 9% had job

offers lined up.
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Commitment to duth

Most of the g&aff membersvho were intervieweéxpressed a great deal of
commitment to the youthful offenders under their cdfarthermore, thegtatedthat the
only way they would quit was if they had to because of a family issue such as orie of the
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 degeeto which they agreed or disagreed with the statement using 7 point Likert
t ype Fhewmdingeasorfil stay at this facilitise cause | care about

performed. It wasdund that 70% agreed or strongly agresth this statement.
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CHAPTER 7: IMPLICATIONS AND LIMITATIONS

Theoretical and Research Implications

This study added tboth thelargerbody ofturnoverstudies as well as juvenile
correctional studies on employee turnowefour main ways (1) it provided both overall
turnove r ates and involuntary turnover rates
public juvenile facilities, (2)t assessed the full model of employee turnover as proposed
by employee turnover theqr§B) it assessed two new measurethe employee turner
literature, and4) by conducting interviews prior to survey completitriound clear
evidence for the argument that different workforces have different predictors of

intentions to leave.

Turnover Rates

Information on current rates of turnover arggavenile correctional officers is
unavailable. This study was onktle few that caprovide the field with this
knowledge. Interestingly, after an initial attempt to study employee turnover among staff
members in Pennsylvania, it was clear that magrams are tracking this issuoeit
theyare not willing to make their rates of turnover availaldsly four studiesere
found that reported turnover rates for juvenile correctional facilities (Minor et al.; 2011
Mitchell et al., 200National Instiute of Law Enforcement and Criminal Justit878;
and Wright, 1998 Eachof those studies reported either the overall turnover rate or the
voluntary turnover rate. This studythe first to reporboth rates.Since both voluntary

and involuntary turover contribute to the overall costs of losing and replacing staff,

152



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 intentiondg¢ave and employee turnover have often limited the
analysis ta fewselect variablesomitting concepts or variables that could be important
in understanding employee turnoverhis is true in both the larger body of turnover
literature as well as stugB on juvenile correctional office¢s.g., Minor et al., 2011;
Mitchell et al., 200QNational Institute of Law Enforcement and Criminal Justi&,8;
and Wright, 1998 For exampleliou (1998) andVitchell et al. (2000did not include
organizationatommitment 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 falritrs
more is known about which predictors are consistently the best at predicting turnover for
juvenile correctional officers, researchers should use thenéulel of empbyee

turnover.

Job Embeddedness and the Employment Opportunity Index

In terms of advancing employee turnoaed cybernetitheoies this study
assessed two underused concepts that are somewhat new in employee turnover research.

This study was one ohé few to include the EOI aribb Embeddednes$ew studies

have | ooked at how individual sd perception
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a new job and how that may affect their intentions to |¢&vefeth et al., 2005) Recall

that cyberetic theory argues that people who have recently interviewed for a new job

will have better knowledge about their job market than thoseogbasionallycheck the
classifieds. The more knowledge people have about their job market will have a stronger
effect on peopleds decision to stay or | eave
they will be taking if they quit. nl this study, only crystallization was significantly

related to intentions to leave in the SEM analysis.

Crystallization is the sge 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
marketfor intentions to leaves whether or not a person has actually been offered a new
job. As discussd 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
newnursing positionRrice in Griffeth and Hom, 2004 Clearly, this sample did not feel

this level of assurance with their job market.

Al t hough ot her studi e ¢seehAbelsen, 1908RBegan der e d
et al., 1988Price,1977)impactonemplpe es 6 deci si ons to | eave
taken into account the impact that family and commuoiybinedmay have on this
decision. And, there have been no studies in the correctional literature, adult or juvenile
to consider family and community irapts. Unfortunately, this study found reffect
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 urbanear and only another forfjve minute driveto 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 typesesiourcesind activities they enjoy nearby.
However, mosof 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 activitiés 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 membeutd notthink

of a reason why their family would affect their decision to leave.

Importance of Using a MixeeMethod Design

Although studies conducted early on in the history of studying employee turnover
(e.g., Price, 197 Avere based omterviews, naecent studies could be found that did so.
An important variable that was significantly associated with intentions to leave in the
guantitative analysis wasmmitment to youth If the interviews had never been
conductedthis aspect in the decision tuit among juvenile correctional officevsould
have been missed. Furthermore, the interviews in this study provided a richer picture of
how a frontline staff memberdés decisi on ma
leave a given facility. For@mple, 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 suppdhte different ways
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relatonships between egorkersaffect intentions to leaweould not have beeaxplained

without the interviews.

Policy Implications

There wereseveralpredictors of intentions to leavieatinfluenced this population
of employeesncludingjob satisfaction, organizationil, and commitment to youth
Specifically within job satisfactiorihe findings suggest thatiministrators should focus
on creating and maintaining positive relationstapsngstaff membersOne way
administrators could do this is through supervisas encourage and model coworker

support

Job Satisfaction and Organizational Fit

Although this study did not assess differenagmngthe facilities quantitatively,
it came to light during the interviews thatpervisorcouldhave an impact oimtertions
to leave among staffViews of supervisors and relationships between staff members
varied across institutions. Howevar,one facilityevery interviewestatedhe or she
liked all of their supervisors and that they got along with their coworkiérs. staff
members at this facility explained that their supervisaopen door policies. Staff
members felfreeto go to supervisors tdiscuss issues and that their concerns would be
taken seriously. lis likelyt hat t he s uper amweopostie atmasphere ns ¢ |
that encouragegreater respect and cooperation between staff memGeesting better
coworker relationships could also enhance organizationaltfich will be discussed

more below.
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Several of the themes tHatl underjob satisfaction @ issueshat are not easily
remedied pay and promotionsPay 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. émis of promotionsadministratorsnayhave
legitimate reasons for not promoting from within. In fact, oriervieweestated that he
preferred that theljired new stafffor supervisory positions because hekrihatsome
of the peoplepplying for itwould notperform well as aupervisor.And, another staff
membey said that it is awkward to go frohmving someonas your coworker who was

then your boss the next week.

Because¢heseissues are problems that cannoebsilychanged, administrators
should focus orstrategieshat 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
satisfactionin spite of the issues listed above amtourage employees to steBome
companiesfor exampleconvene intramural softball leagues or have company picnics in
order to help cavorkers develop a sense of community with their coworkigrene 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 justhwgé who joinedhe
league, but alsamong othestaff members talking and joking with them abiu A
bowling league could be an inexpensive way for administrators to help boost morale and
increase camaraderie among staff. This is also a way inwéasgels of organizational

fit and coworker support.
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A few studies havéound benefitsn termsof job performancevith encouraging
social ties between coworkegidongseok, MyungHo, and Labianca, 2004)n fact, in
someAsian cultures employestronglyencourage workplace relationshipsorder to
maketheir employees more effective workers (Biaf01; BiarandAng, 1997).
Researchean this area in the U.S. supports this. Specifically, tieye found that
employees who have higher numbers of coworiteatthey spend time with outside of
work havehigher performance ratinggmpared to empl@es who do natocializeas

much outside of workvith coworkers(Mehra, Kilduff, and Brass, 2001).

Commitment to Youth

Commitment to youtlmad one of the strongest relationships with intentions to
leave in that staff members who were less committeduthylwad 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 memberare not doing a good jobathe than pointing that out in
front of the kids they shold do so inprivate 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 youthFurthermore, supenass shouldemindstaff members
thatthey appreciate the work they do because they have the capacity to change the course

of a kidos |ife for the better.

Anotherstrategyto havingstaff members who are committed to yoigtho recruit
employees who alegly feel a strong desire to help youth whoaresk fora 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 thensay behoove administrators to
contact loal 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 inteotis to leave, but merits a discussion was job
expectationsMog of the subjects in this studiyad 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 thaistwas one of the main issues tbatisesiew 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 workeetl to have a deep concern for the vbeling 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 it§elAn immediate and simple remedy for this issue is to make

the job description in the announcement more accurate.

Two issues thatfl under job expectations are work hours (e.g., shift work) and
freezes. Similar to pay and promotions, these issasnavoidable 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 e¥®rthey can also cause serious health and

safety issues due to stress. For example\#imnal 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 thecommo col d and the fl u, and
mortality rate (Caruso, Hitchcock, Dick, Russo, and Schmit, 20@043addition to the

above issues, when people consistently have to work hours they do not want to work, it
can reduce t he eniaptdadegliegevibhgaymra pranhoBons, S

administrators should focus on ways to increase the overall morale of staff.

Del awarebd6s Turnover Rat es

It should be noted again that the voluntary turnover rates for this sample were
lower thanthose reporteébr juvenile correctional facilities) other states This is
important to note because Delaware should consider what they might already be doing
that islimiting turnover rates such as hiring staff who are committed to working with
youth. Recall that ia 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 ad help atrisk 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 théull 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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variales as observed measures), should be over 1,000 subjects. nTtisda research,
in order toassess the current theory of employee turnover ssingtural equation
modeling, a much larger sample is necessary to run the current model of employee
turnover. SEM analysis would besefulif a nationwide study of juvenile correctional

officers could be conducted.

Another major limitation with this study had to do with the measures. Because
the surveywasreduced drastically in size in order to inceeéise 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
organizationaco mmi t me nt ardsJt =e ©s 4 @Penhe itBmsGodthese
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 possiblémitations are that in the quantitative analysis differences
between facilities as well as differences between fulltime andipstemployeesvere
not accounted forThisresearcher was unaware that this program had botimieland
parttime frontline staff membersntil after the surveys had been administerétis 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 affectingne mp|l oyee s deci sion to | eave fr

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 doradiground with
residentsn future studies of juvenile correctional staff turnover 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 measmsaot created. Future studies
should includeameasure for this concept because it cdaddmportant in explaining
race effects.Although scales were created for commitment to youth and career stepping
stonethe scales for these variablesreshorenedbecauseof administrator demandst
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 personneldministrator eported 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. mentionedin one facility all of the
supervisorsincluding the sup@ntendent, were given positive reviewslowever, other
facilities did not fare as well when it came to staff praidegure researchers may want

to consider a hierarchical analysis that will test for differences between programs.
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Another way future rgearchers 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 aka, 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 | interviewed
staked that she had purposefully left adult corrections to come to a juvenile correctional
facility in the hopes of making greatedifference in rehabilitating offenders. On the
other hand, at least two male employees discyssthtial for overtime pay dee main

attraction forworking in an adult facility

I n the future, more attention should be
agencies. In this study, race had a particularly interesting effect on stress, organizational
fitand intentions o | eave. However, it is uncertain
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 wbeltb examrme why
valuable employeestay 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 workingiwlithr ou bl £ d o0 Yy ou
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 factithat it
shiftwork and the potential for staff having to work twawore shifts in a row,
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administrators may need toeateways 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 satigfacnd organizational commitment. This
could, in turn, further increase levels of intentions to leAWaen a facility has high
levels of intentions to leave among staff members, this could result in people openly
complaining to each other about how rhukey 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 usedhe most comprehensive theoretical framework of intentions to
leaveto assesthe bespradictors of employee turnover among juvenile correctional
officers It was guided by two main questiond:) what are the current turnover rates
among frontline staff members at Demd awar eo
(2) what are the maifactors that lead to frontline staff leaving? In order to answer these
guestions, this study used a mixeethods approach. Specificalgn administrative

survey,interviews with staff members and surveystaff membersvere carried out.

Accordingto a personnehdministrator and staff members, voluntary turnover is
an ongoing issue for thenAs reported abovehe voluntary turnover rates were 7
percent in 2011 and 13 percent for 20B2%houghthe rates of voluntary turnover at the
facilities inthis studywerelower than rates reported in previous studiesill
problematidor a number of reasons. Firtere always needs to be a certain number of
staff working When facilities are shodtaffed remaining staff must pick up extra shifts
which can lead to higer levels of burnout among remaining staff. Secetadf turnover
can disrupt any level of coworker support thas been established whishvital to the
overall function of the facilities. As was shown in both the qualitatharuantitative
analyses, a lack of coworker support not only negat@igctsthe staff, but also the
youth. Third, staff turnover adds additional costs to the agency because replacements
need to be hired and traineRecall from Chapter 1 thanhe stug estimated that the cost
to hire and traifjust onenew staff member can range from $10,000 to $20,000 (McShane
et al, 1991). In 2013,just tohire and train 13 percent of th@ivenile correctional
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workforcewould have cosbDelawarebetweer$250,000 ad 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
toassessthebestgdi ct ors of employee turnover for
juvenile correctional facilities. If either of these data collection strategies had not been
included, important aspeat$ employee turnover for this population of workers would
havebeen missg& For example,fithe 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 discovefidesetwo aspects are

importantfor both administrators as well as employee turnover reseatchesasider
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