
Job Embeddedness, Voluntary Employee Turnover and Organisational Tacit Knowledge in 

Small and Medium Enterprises 

 

Ayodele Ishola Akerele  

Submitted for the degree of Doctor of Business Administration 

 

Heriot Watt University 

 

Edinburgh Business School 

 

October 2019 

 

The copyright in this thesis is owned by the author. Any quotation from the thesis or use of 

any of the information contained in it must acknowledge this thesis as the source of the 

quotation or information. 

 

 

 

 

 

 

 

 

 

 

 



2 

 

Abstract 

The aim of this study is to examine the relationship between voluntary employee turnover and 

organisational tacit knowledge in small and medium size consulting firms. In order to achieve 

this, this study adopts a positivist paradigm using a quantitative methodology. Data were 

collected through cross-sectional surveys of 150 small and medium size education and 

training consulting firms in the GTA (Greater Toronto Area) of Ontario, Canada. Of this 

sample, 93 usable responses were received, which represented a 62% response rate. Two key 

sets of relationships were tested. First, organisational tacit knowledge, as the dependent 

variable, was regressed against voluntary employee turnover rates in 2015 and 2016 (model 

1); secondly, job embeddedness, as an independent variable, was used as a predictor of 

voluntary employee turnover rates in 2015 and 2016 (Model 2). Furthermore, the level of 

investment in human capital was introduced into both relationships as a moderating variable. 

A preliminary pilot study was carried out, which found each of the four categories of 

variables in this study to be of significant importance to the surveyed organisations. 

Thereafter, data were collected in a main study on a cross-sectional basis and were analysed 

with the aid of descriptive statistics, correlation and linear regression.  

 

When the effects of “type of organisation”, “size of organisation”, “location of organisation” 

and “the number of years since organisation was formed” were controlled for in models 1 and 

2, results showed that voluntary employee turnover rate is negatively related to organisational 

tacit knowledge; and, fit to community, one of the six dimensions of job embeddedness is 

negatively related to voluntary employee turnover rate, supporting hypotheses H1 and H2, 

respectively. A third result also showed that levels of investment in human capital can 

increase the scale of the negative relationship between organisational tacit knowledge and 

voluntary employee turnover rate - a result which supports hypothesis H3a. However, levels 

of investment in human capital were not found to be capable of increasing the scale of the 

negative relationship between any of the six dimensions of job embeddedness and voluntary 

employee turnover rate, which meant that hypothesis H3b is not supported. Given these mixed 

results, this study proposes the need for future studies to be conducted with a focus on 

developing voluntary employee turnover and tacit knowledge theories that are built upon data 



3 

 

obtained from small and medium size organisations. This study also suggests a need to 

examine the role of functional and dysfunctional turnover in the relationship between 

organisational tacit knowledge and voluntary employee turnover. Key limitations in this study 

include the relatively small sample size of respondents to the administered questionnaire; the 

difficulty encountered in accessing literature and theories relating to the dynamics of 

voluntary employee turnover and tacit knowledge within small and medium size 

organisations; and the current gaps in the job embeddedness theory for predicting turnover 

rates within small and medium size enterprises. 

 

Key Words 

Organisational Tacit Knowledge; Voluntary Employee Turnover; Job embeddedness; Level of 

Investment in Human Capital. 
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Chapter One: Introduction 

1.1 Introduction and Background to Research Area 

Voluntary Employee Turnover studies began attracting the interest of researchers since 

approximately 1913, with the measurement and presentation of the costs of employee 

turnover in a General Electric Company`s publication in the United States of America (Bruce, 

2005 cited in Haines et al., 2010). Other studies have, however, suggested that it was in the 

mid-1970s that a theory based empirical study of employee turnover began to gain ground 

(Rubenstein et al., 2018). This “cost adding” attribute of voluntary employee turnover has 

continued to bolster the need for further research into this area by academics and various 

industry practitioners (De Winne et al., 2018; Collins and Smith, 2006; and Mobley, 1982). 

Interestingly, the desire by organisations to measure and significantly reduce these costs over 

the last one hundred years seems to be premised on the fact that many organisations are 

becoming wary of losing their staffs after investing a large amount of their resources to train 

and develop them (Porter et al., 2018; Glebbeek and Bax, 2004; and Regts and Moleman, 

2012). 

Many turnover studies have posited that voluntary employee turnover depends on antecedents 

like job satisfaction (Kacmar et al., 2006; Shaw et al., 2005). It has also been argued that the 

loss of organisational tacit knowledge depends largely on, and is also a major consequence of, 

voluntary employee turnover at an organisational level (Ma et al., 2018; Stoval and Bontis, 

2002; and Yanadori and Kato, 2007). However, it is the human capital literature that has 

provided some of the strongest theoretical evidences of the link between the voluntary loss of 

employees and the depletion of organisational tacit knowledge (Goldin, 2016). Therefore, one 

of the principal consequences of the loss of employees through voluntary employee turnover 

is the loss of organisational tacit knowledge. This tacit knowledge is viewed largely as a 

category of knowledge that is difficult to imitate or even codify (Manfredi et al., 2018) and is 

the alternative to explicit knowledge within the knowledge management domain (Santanu and 

Jay, 2018; Howells, 2002; Gertler, 2003; Alwis and Hartmann, 2008; Karl, 2004). 

Furthermore, there have also been many debates pertaining to the most effective measures for 

voluntary employee turnover that can capture the actual turnover and the turnover intention in 
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organisations. This appears to be linked to the fact that, for many years, turnover researchers 

have employed traditional models of turnover that were mostly limited to understanding and 

measuring the antecedents of turnover, while placing very limited focus on the consequences 

of voluntary employee turnover (Jones et al., 2010). Due to the numerous gaps in such 

traditional approaches, other studies have now emerged which have considered the use of 

contemporary models of turnover, one of which is the job embeddedness model. Notably, the 

most pervasive traditional models of voluntary employee turnover are built around job 

dissatisfaction and job availability as predictors of turnover (Maertz and Kmitta, 2012), while 

the contemporary models of voluntary employee turnover, such as the job embeddedness 

model, are built around the “off-the-job” and “on-the-job” embeddedness variables (Mitchell 

et al., 2001; Lee and Mitchell, 1994; Griffeth et al., 2000; Maertz et al., 2003; and Westaby, 

2005). More specifically, the job embeddedness model has been found to be negatively 

related to voluntary employee turnover rates, and given this background, it may prove to be 

effective in explaining the multiple ways through which employees become embedded in their 

jobs and in their communities over time (Mitchell et al., 2001; Allen and Vardaman, 2010). 

Given the limited focus of many studies on the possible loss of organisational tacit knowledge 

as a major consequence of voluntary employee turnover, this study was designed to 

quantitatively investigate the possibility of a negative relationship between voluntary 

employee turnover and organisational tacit knowledge.  

1.2 Research Gap and Justification for Studies in the Canadian SME Sector 
Despite the serious cost implications of variations in the levels of organisational tacit 

knowledge as a consequence of the variations in the levels of voluntary employee turnover in 

organisations, research has shown that very few attempts have been made in academic 

research to examine the relationship between these two phenomena (Droege et al., 2003; Ton 

and Huckman, 2008; Nagadevara and Vasanthi, 2008; Madsen et al., 2002). More 

importantly, it has been observed, within the Canadian turnover context, that the greatest 

incidences and crises of employee turnover exist within the small and medium enterprises 

segment (Lochhead and Stephens, 2004). According to Brown et al. (2009), 10% to 15% of 

workers in the OECD (Organisation for Economic Co-operation and Development) countries, 

including Canada, quit their jobs annually. Research has also shown that there have been 
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relatively few empirical studies related to employee turnover within Canadian organisations 

(Haines et al., 2010; Kerby and Blidook, 2011). In one of such previous empirical study, Wu 

(2012) argued that wages had no effect on voluntary employee turnover. Wu’s (2012) 

empirical study also examined the effect of factors like gender, marital status, position, and 

selection method on the intention to voluntarily quit a job. However, there appear to be gaps 

in Wu’s (2012) study of voluntary employee turnover in that the author only considered the 

antecedents of turnover, but did not examine the consequences of turnover, which is the main 

issue with the majority of the studies in the employee turnover domain. This also provides 

justification for undertaking a study that considers variations in the level of organisational 

tacit knowledge as a possible consequence of variations in the rates of voluntary employee 

turnover. Furthermore, secondary data from “Statistics Canada” shows that there were 

36,708,083 people in Canada between July and December 2017, and of this population, the 

unemployment rate stood at 6.2% as of July 2017. Similarly, HR Reporter, an independent 

Canadian HR Print Medium that has provided information on trends and practices within the 

Canadian Human Resource Management context since 1987, mentioned in March 2018 (as 

shown in figure 1.1) that Canada ranks 4th globally in terms of employee turnover rates. 

Figure 1.1: Employee Turnover Rates by Country 

 

 

 

 

 

 

Source: HR Reporter (2018) 
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Further, HR Insider, a Canadian Human Resource think tank, reveals (as shown in Figure 1.2) 

that turnover rates are generally higher in the Northern Region, Alberta, and Manitoba than in 

other Canadian regions. Figure 1.3 further shows that voluntary employee turnover rates 

peaked in the year 2007-2008, then dropped, and thereafter began to grow from the year 2010 

up to the year 2013.  

Figure 1.2: Yearly Voluntary Turnover Rate in Canada by Region 

 

Source: HR Insider (2018)  

Figure 1.3: Yearly Voluntary Turnover Rates in Canada (2005-2013) 

 

Source: Conference Board of Canada (2018)   
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Consequently, figures 1.1, 1.2 and 1.3 suggest that there is a growing interest in issues related 

to employee turnover within the Canadian work environment. Aside from this, the “Talent 

Group”, a leading human resource management consulting firm in Canada, mentioned, in an 

empirical study in April 2013, that staff turnover among the Canadian skilled sector has 

remained extremely high, rising to 87% in places like Calgary, Alberta. In particular, the 

Talent Group (2013) indicates that an unbelievable 70% of employees claimed to have been 

with their employers for less than two years in the Alberta region. In fact, due to the high staff 

turnover rates among many Canadian companies in various other provinces, the Canadian 

Chamber of Commerce, in 2018, placed the shortage of skilled staff at the top of the ten 

greatest barriers to competitiveness among Canadian organisations. Furthermore, in 2018, the 

Canadian Chamber of Commerce also argued that SMEs in Canada employ more than 90% of 

Canada’s private workforce; make up 30% of Canada’s GDP; and account for 95% of job 

creation in Canada. It is therefore likely that the growing rates of voluntary employee turnover 

will have some negative implications for many organisations within the Canadian small and 

medium organisational sector. Further, Tencer (2018) reports that close to 400,000 jobs would 

be vacant across Canadian organisations in 2018, leading to a massive increase in labour 

shortage within Canada as a nation. Based on the aforementioned, it seems likely that any 

growth in the rate of voluntary employee turnover within small and medium size enterprises 

would contribute to this proposed labour shortage across Canada as a nation. 

 

Notably, a research study conducted by Canada’s largest bank, the Royal Bank of Canada 

(RBC), in 2014 showed that SMEs in Canada, despite being firms with fewer than 500 

employees, employ 8 million Canadians, which represent 54% of the total payroll. In this 

independent and in-depth research on the state of SMEs in Canada, the RBC (2014) report 

noted that more than half of the surveyed SMEs indicated that recruitment and retention of 

employees were stumbling blocks to their growth, while many of them mentioned that the 

retention part of the work is a major challenge to them. In fact, in a separate study in 2014, the 

BDB (Business Development Bank of Canada) mentioned that SMEs in Canada account for 

16% of all jobs and generate 12% of the national GDP. The BDB (2014) report indicated that 

most businesses in Canada are small with 55% of all firms having fewer than 5 employees, 
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while 98% have fewer than 100 employees. The findings from their study on the dynamics of 

the SME sector in Canada also showed that staff retention is one of the three core problems 

facing this sector in Canada. In fact, the BDC (2014) research study indicated that Ontario 

houses the largest assembly of Canada’s SME head offices, which therefore means that SMEs 

in Ontario are susceptible to the highest rates of employee turnover in Canada. The 

aforementioned studies and their findings provide the justification for choosing the Ontario 

small and medium organisational sector as the main case study for this research.  

 

Within the human capital investment context, existing research indicates that there has been a 

rapid increase in the level of investments in human capital for men and women in general 

(Gemici and Wicwall, 2014). This is due to the widely held notion that firms are institutions 

for integrating tacit knowledge, and since tacit knowledge is usually held with individuals, 

any investment in individuals has far reaching impacts, not just on knowledge, but on 

organisational performance as a whole (Bapna et al., 2013; Chatterjee, 2017). Consequently, 

several previous studies have found negative relationships between voluntary employee 

turnover, a measure of organisational performance, and investment in human capital (Shaw et 

al., 2013). In fact, Kwon and Rupp (2013, p. 130) recently found that “the negative impact of 

high-performer turnover on firm performance will be the strongest for reputable firms and for 

firms who invest less in human capital (e.g., selection, training, and incentive-based pay”). 

Furthermore, research has suggested that dimensions of human capital, such as education and 

training, have immense impacts on the performance of small and medium size establishments 

(Mubarik et al., 2018). Therefore, it seems likely that levels of investments in human capital 

can moderate the perceived negative relationship between voluntary employee turnover rates 

and organisational tacit knowledge, as well as the perceived negative relationship between job 

embeddedness and voluntary employee turnover rates within small and medium size 

enterprises. Considering the aforementioned arguments, this study now seeks to address the 

above identified gaps in academic research by examining the possibility of a negative 

relationship between organisational tacit knowledge and voluntary employee turnover rates, 

as well as the possibility of a negative relationship between job embeddedness and voluntary 

employee turnover rates at an organisational level. Finally, this study will also examine the 
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possibility that the levels of investment in human capital moderate these perceived negative 

relationships.   

1.3 Initial Research Aim 

The initial research aim of this study is to examine whether organisational tacit knowledge is 

negatively related to voluntary employee turnover. 

1.4 Initial Research Objectives 

The research objectives to address the initial research aim are, 

• To examine whether organisational tacit knowledge is negatively related to voluntary 

employee turnover rates. 

• To examine whether job embeddedness is negatively related to voluntary employee 

turnover rates. 

• To investigate and determine whether levels of human capital investment moderate the 

negative relationship between voluntary employee turnover rates and organisational tacit 

knowledge 

• To investigate and determine whether levels of human capital investment moderate the 

negative relationship between job embeddedness and voluntary employee turnover rates 

1.5 Initial Research Question 

In any organisation, is the degree of organisational tacit knowledge a function of the degree of 

voluntary employee turnover? 

1.6 Initial Research Sub-Questions 

• Is organisational tacit knowledge negatively related to voluntary employee turnover 

rates? 

• Is job embeddedness negatively related to voluntary employee turnover rates? 

• Do levels of human capital investment moderate the negative relationship between 

voluntary employee turnover rates and organisational tacit knowledge? 

• Do levels of human capital investment moderate the negative relationship between job 

embeddedness and voluntary employee turnover rates? 
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Given the above research aim, objectives, and questions, the next sections of this thesis will 

discuss the structure and directions that were followed in developing each section of this 

research.  

1.7 Structure of Subsequent Chapters 

Chapter Two: Literature Review on Voluntary Employee Turnover 

This section of the thesis critically explored and reviewed the existing literature on the models 

and theories of voluntary employee turnover, definitions and historical aspects of voluntary 

employee turnover, and human capital investment. The findings from this section were used 

as the basis for the formulation of the hypothetical statements of this study. Furthermore, the 

results of this section were used in the subsequent design and justification of the proposed 

conceptual models; the methodology; and the data analysis sections of this study.   

Chapter Three: Literature Review on Tacit Knowledge 

This section critically explored and reviewed the existing literature on the theories and models 

of tacit knowledge, definitional aspects of tacit knowledge, as well as the applications, gaps, 

drawbacks and advantages of tacit knowledge. The findings from this section were used as 

inputs into the formulation of the underlying hypotheses in this study as well as the 

subsequent design of the proposed conceptual models, as well as the methodology and the 

data analysis and findings sections. 

Chapter Four: Literature Synthesis and the Development of a Basic Theory 

This section of the thesis focused on integrating and synthesising all aspects of voluntary 

employee turnover and tacit knowledge as the basis for developing the basic theory posited in 

this research study. This section also provides the necessary justification for the development 

of the final research aim and final research objectives of the study. 

Chapter Five: Research Methodology 

This section presents in a very comprehensive, detailed and critical manner the 

methodological basis and aspects of the entire study. It presents justifications for the choice of 

research methodology, paradigm, data collection method, generalisation, validation, ethics 

and the psychometric aspects of the data collection instruments. 

 



20 

 

Chapter Six: Synthesis of Pilot Study Findings and Literature Review  

This chapter presents the findings of a pilot study that was carried out in this study. This 

section discusses the attributes of the respondents to the research instruments; the type of 

questions included in the research instruments; the level and type of difficulties experienced 

by respondents, if any, in completing questionnaires, and the summary of the findings from 

the data analysis. This section also presents the final research aim and objectives as well as 

the proposed chain of relationships between the dependent, independent and moderating 

variables of this study. Furthermore, the final theory of the research as an outcome of the 

synthesis of the findings of the pilot study and literature review are also presented. 

Consequently, this chapter informs the final design of the study for achieving the formulated 

research aim and objectives. 

Chapter Seven: Main Study  

This chapter presents the findings from the statistical analysis carried out on the data that were 

collected for this study. It provides the necessary basis for testing the validity of the proposed 

conceptual models and the formulated hypotheses.  

Chapter Eight: Discussions of Results and Literature Appraisal 

This section discusses the results obtained in this study in relation to the existing literature. It 

further reviews and examines the possibility for any new and/or significant literature on job 

embeddedness, voluntary employee turnover, level of investment in human capital and tacit 

knowledge and how these could inform the present or future understanding of these domains 

of academic knowledge. 

Chapter Nine: Conclusions and Final Theory 

This section focuses on the practical contributions and implications of this study within the 

Canadian work environment and examines the theoretical contributions of this study within a 

generic academic stream of research.  

Chapter Ten: Future Research Direction 

This section provides and discusses recommendations for improvements in the study of 

knowledge and voluntary employee turnover. It builds on the identified gaps and limitations 

in the study to suggest potential areas of developments in the relationship between voluntary 

employee turnover and organisational tacit knowledge. 
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Chapter Two: The Literature Review 

2.1 The History of Voluntary Employee Turnover 

Studies related to understanding, predicting, and preventing voluntary employee turnover 

(VET) have generated close to 100 years of academic research (Hom et al., 2017). However, 

other scholars, like Jones et al. (2010), have noted that the study of the dynamics of voluntary 

employee turnover began in the last 70 years. Interestingly, the positions of Hom et al. (2017) 

and Jones et al. (2010) on the actual history of voluntary employee turnover studies seem to 

contradict Bruce’s (2005) position, who had earlier noted that voluntary employee turnover 

research began over 90 years ago with the measurement and presentation of the costs of 

employee turnover in a General Electric Company`s publication in 1913. Despite the debate 

on the actual history of voluntary employee turnover research, it still appears that most 

turnover studies demonstrate a bias towards the voluntary dimension of employee turnover, 

with little or no reference to other forms of employee turnover. A further in-depth literature 

review on the employee turnover concept also reveals that over 1,500 published articles on the 

subject have emanated, mainly from the USA and Europe (Aiello, 2018; O’Connor and 

Vaughn, 2018), which suggests that the voluntary dimension of employee turnover is an area 

of research that continues to dominate the interest of researchers.  

However, it appears that the rationale for the pervasive interest in voluntary turnover related 

studies is the recognition that voluntary turnover can be very costly, as it is strongly related to 

organisational investments in human capital, and that understanding and managing it better 

can provide considerable benefits to organisations (Bhattacharya et al., 2014). Thus, the 

motivation to cut the costs associated with voluntary employee turnover has been an historical 

part of literature, particularly in human capital literature, because it has been found that talent 

retention is a source of competitive advantage for firms (Latukha, 2018). Other studies have 

also noted that it is typically the occasions where people choose to leave (i.e. voluntary, rather 

than involuntary turnover) that concern organisations and organisational theorists (Morrell et 

al., 2004a), which is an assumption that may lead to the conclusion that only voluntary 

employee turnover can be detrimental to organisational success and survival.  
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While prior research has indicated that other types of employee turnover do exist, much of the 

research studies that were built on the seminal works of March and Simon (1958), Mobley 

(1977) and Mobley et al. (1979) have focused on the voluntary dimension of employee 

turnover (Lee and Mitchell, 1994). Secondly, while it is true that most of the dominant works 

in the voluntary employee turnover area can be traced to the early part of the 1900s, it still 

appears that most research efforts aimed at investigating the history of employee turnover in 

the voluntary dimension have continued to yield varying results. For example, in a recent 

effort to examine the historical underpinning of the voluntary employee turnover research, 

Mitchell et al. (2009) argue that the real beginning of the attempt to develop an overall theory 

explaining why people leave their jobs can be traced back to the 1950s when March and 

Simon (1958) published their seminal book, “Organisations”. Therefore, the literature on the 

history of voluntary employee turnover seems replete with inconsistent results.  

Over the last 100 years, predictors of voluntary employee turnover have also been the focus of 

academic research (Griffeth et al., 2000; Maertz et al., 2007). In fact, many authors have 

argued that the research in the voluntary employee turnover area has been largely dominated 

by the focus on predictors, while less attention has been directed towards the multiple causal 

pathways that have been identified in more contemporary studies of voluntary employee 

turnover (Lee and Mitchell, 1994; Maertz and Campion, 2004). It is also strongly argued that 

the voluntary employee turnover research has been historically approached from push-to-

leave or pull-to-leave forces. This was expressed in literature that was built upon the March 

and Simon’s (1958) seminal perspective, which posits that turnover hinges on movement 

desirability and ease (Burton et al., 2010; Lee and Mitchell, 1994; and Waldman et al., 2004). 

Consequently, Burton et al. (2010) and Waldman et al. (2004) argue that the findings from the 

historical works of March and Simon (1958); Mobley (1977); Simon (1945); and Barnard 

(1938) yielded two basic employee turnover constructs; ‘satisfaction and alternatives’ and 

‘ease of movement’, and it is upon these two constructs that the bulk of the subsequent 

turnover studies were built (Liu et al., 2018; Benson et al., 2004; Haines et al., 2010; and Lee, 

2008). However, a major drawback in the history of employee turnover is that the term 

‘employee turnover’ seems to be used interchangeably with the term ‘voluntary employee 
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turnover’, placing greater emphasis on the negative consequences of high turnover for 

organisations. Aside from this, the research base in the ‘turnover’ field has featured the use of 

an alternative term for the term ‘employee turnover’, which is also referred to as ‘labour 

turnover’ (Basterretxea and Storey, 2018; Boxall, 2003). As far back as the 1950s, researchers 

like Bartholomew (1959) and Silcock (1954) suggested that the terms ‘employee turnover’ 

and ‘labour turnover’ can be used interchangeably, and thus the employee turnover domain 

seems to have experienced debates and arguments within the context of “history” and 

“terminology”. Furthermore, Silcock (1954) began to argue that three distinct works in the 

fields of labour turnover from the United Kingdom have made the most significant 

contributions to research on the subject of turnover, namely: the works of the Tavistock 

Institute of Human Relations at the Glacier Metal Company as reported by Rice (1953, 1963); 

a series of turnover surveys that were carried out by the University of Sheffield as reported by 

Greystoke et al. (1951); and the turnover research carried out by Long (1951) in Birmingham, 

United Kingdom. Among other findings, Silcock’s (1954) account of the history of turnover 

research indicates that most of terminations of employment were at the request of employees. 

Although Silcock’s (1954) key finding pertaining to the historical underpinning of turnover 

research is like the contemporary finding, which shows that there is a voluntary dimension of 

turnover, Silcock’s (1954) research may still be flawed because of its lack of generalisability.  

This appears to be true because most of the organisations used in Silcock’s (1954) research 

were based in the United Kingdom. Furthermore, while examining the empirical research that 

was carried out by March and Simon in 1958 on the generic employee turnover subject, 

Direnzo and Greenhaus (2011) also argued that many efforts have been aimed at conducting 

theoretical and empirical based research on the dynamics of employee turnover. There is, 

therefore, a rich history of turnover research that considers the antecedents of turnover 

(Maltarich et al., 2010; Morrell, 2002). In another historical review of the employee turnover 

concept, Premalatha (2011) argues that the study of employee turnover predates the year 

1958, as researchers like Weitz (1952) had begun to examine turnover problems in 

organisations before 1958. Premalatha (2011) argues that the relationship between employee 

satisfaction and dissatisfaction, as a predictor of employee turnover rate, was examined by 
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researchers as early as 1952. Additionally, the works of Pettman (2007) on the history of 

turnover research have also been linked to the seminal work of March and Simon in the 

1950s. In his research, Pettman (2007) used the term ‘labour turnover’ interchangeably with 

the term ‘employee turnover’ and traced the history of turnover back to the work of March 

and Simon in the 1950s. It therefore appears as if the works of Pettman (2007) and that of 

Silcock (1954) on the history of turnover research are flawed because they did not take into 

consideration the findings of other authors which suggested that turnover studies began before 

the 1950s as argued by Jones et al. (2010) and Bruce (2005). Aside from this, the Australian 

context has also been introduced to the history of turnover research. According to studies 

from Iverson (1999), within an Australian context, there have been thousands of studies on 

employee turnover, but studies related to employee turnover through the study of labour 

turnover can be traced back to the 1940s when Kangan (1948a; 1948b) focused on the 

financial effects of turnover on Australian organisations. A critical examination of the study 

of Iverson (1999) on the turnover concept also indicates that the author had used labour 

turnover interchangeably with employee turnover with no specific reference to any 

differences between the two terms. Consequently, the use of the term ‘labour turnover’ as a 

direct replacement for ‘employee turnover’ can be viewed as one of the inconsistencies and 

flaws in the generic turnover research.  

However, despite this gap, some studies about turnover within the USA context have 

suggested that labour turnover is synonymous with employee turnover (Cheng and Brown, 

1998; Morrell, 2002; Booth and Hamer, 2007). Other authors who have discussed the history 

of turnover, using the term “labour turnover” as a synonym for “employee turnover”, include 

McBey and Karakowsky (2001); Price (1977); and Morrell et al. (2001). Overall, while many 

studies from the UK and the USA have identified the early part of the 19th century as the 

period in which the voluntary employee turnover research began, it has, however, been argued 

that the empirical research carried out by March and Simon in 1958, followed by the seminal 

work of W.H Mobley in 1977 and in 1979, can be regarded as the preeminent research 

contributions to the historical development of the subject of voluntary employee turnover 

(Heon et al., 2008; Min, 2007; Lee and Mitchell, 1994; Lee et al. 1999; Lee and Mitchel, 
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1991; and Morrell et al., 2004a). In conclusion, the above historical discussions on the subject 

of voluntary employee turnover suggest that the works of March and Simon in 1958 coupled 

with the efforts of W.H Mobley in 1977 and 1979 are the foundation on which subsequent 

research on voluntary turnover is built (Heon et al., 2008; Tanova and Holtom, 2008; Becker 

and Cropanzanobeach, 2011). Against this background, the next section of this research will 

examine the definitions that underpin voluntary employee turnover.  

2.2 The Definitions and Understanding of Voluntary Employee Turnover 

The loss of employees with vital skills or talents can incur sizeable personnel costs (Peterson 

and Luthans, 2006; De Winne et al., 2018), and imperil organisational effectiveness, which 

includes such consequences as decreased customer service, for instance (Shaw et al., 2005). 

This is against the background that investment in human capital is a critical source of 

competitive advantage and improved performance for organisations (Starr et al., 2018; Shaw 

et al., 2005). Human capital is “the stock of skills the labour possesses” (Goldin, 2016). 

Therefore, the impact of voluntary employee turnover on organisational performance should 

be conditioned by organisational contexts (Kwon et al., 2012; Abelson and Baysinger, 1984). 

It has, however, been argued that the net balance of the impact of voluntary employee 

turnover would probably be negative in any organisational context (Kwon et al., 2012; Batt, 

2002; Shaw et al., 2005; and McElroy et al., 2001). Within a wider domain of academic 

literature, administrative costs, as a result of increased recruitment and training expenditure of 

new employees, represent the most direct impact of voluntary employee turnover (Gialuisi, 

2012; Regts and Molleman, 2012; Van et al., 2012; Mahesh and Holtom, 2011; and Obiero, 

2011). Aside from these costs, other potential cost-associated consequences of voluntary 

employee turnover include, “advertising fees, recruiter fees, management's time for decision 

making, human resource's recruiting time, selection, training, overtime expenses from other 

employees needed to pick up slack, lost sales, and disgruntled customers” (Babatunde and 

Laoye, 2011, p. 269). Interestingly, some of these costs, particularly those related to medical 

expenses, and the training and education of employees fall within the domain of human 

capital investments (Kwon and Rupp, 2013). This suggests that investments in human capital 
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might play a moderating role in the relationship between organisational tacit knowledge and 

voluntary employee turnover and may be a justifiable variable of interest in the current study.  

 

In a recent estimate of the impact of the loss of employees through voluntary employee 

turnover, Park and Shaw (2013) argue that “one standard deviation” increase in turnover rates 

can depress financial performance by as much as 27%. From another perspective, it seems 

like the debates on the acceptable classification and definition of employee turnover have not 

undermined the cost-cutting focus of many employee turnover studies. This is based on the 

argument that organisations with growing spates of employee turnover are prone to the loss of 

productivity and dampened staff morale (Chen et al., 2011; Shaw et al., 2005), as well as 

disruptions to the normal operations of an organisation and lower organisational performance 

(Kacmar et al., 2006 cited in Haines et al., 2010, p. 228). Some of the costs associated with 

voluntary employee turnover have been categorised into tangible and intangible costs, with 

the tangible costs consisting of recruitment, selection, training, adjustment time, product 

and/or service quality and agency workers/temporary staffing costs (Kang et al., 2018; 

Morrell et al., 2004a cited in Tanova and Holtom, 2008, p. 1553). On the other hand, 

intangible costs include the loss of employee morale, loss of social capital and organisational 

memory (Morrell et al., 2004a cited in Tanova and Holtom, 2008, p. 1553). 

 

While cost cutting considerations continue to drive academic research in the employee 

turnover domain due to the high costs associated with human capital development in most 

organisations, there have been numerous debates on the correct classification of employee 

turnover owing to the difficulty in accurately defining the term ‘employee turnover’ (Haines 

et al., 2010; Min, 2007). From a definitional perspective, Mobley (1982, p. 1) defines 

employee turnover as ‘‘the common voluntary cessation of membership in an organisation by 

an individual who receives monetary compensation for participating in that organisation.” 

On the other hand, Shahnawaz and Jafri (2009 cited in Rusdi et al., 2015, p. 1) define 

employee turnover as ‘‘the rate of change in the working staff of an organisation during a 

defined period.” As noted in the previous sections of this study, Mobley’s (1982) definition 

appears to be biased towards the voluntary dimension of employee turnover, whereas, 
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Shahnawaz’s and Jafri’s (2009) definition appears to be too generalised and confusing. As 

suggested in most of the definitions given for employee turnover, there has been no clear 

distinction between the categories of employee turnover and the factors and contexts that 

distinguish one category from another. In another effort aimed at defining employee turnover, 

Stoval and Bontis (2002) define it as “a leak or departure of intellectual capital from the 

employing organisation,”, meanwhile Dess and Shaw (2001, p. 446) define voluntary 

employee turnover as ‘‘an employee's decision to terminate the employment relationship.” On 

the other hand, involuntary employee turnover has been defined as ‘‘employer decisions to 

fire individual employees, rather than the decisions to cut costs through mass layoffs, 

downsizing, early retirement buyouts, or organisational restructuring’’ (Rubenstein et al., 

2018; Batt and Colvin, 2011, p. 695-696). Given the above definitions and the history of 

turnover which was reviewed in the previous section, it still appears as if most studies on 

turnover concentrate on situations where members voluntarily leave an organisation rather 

than when they enter the organisation (Morrell et al., 2001; 2002; Price, 2000).  

 

The consequence of engaging this type of perspective and approach in defining employee 

turnover and understanding its history is the high propensity for creating theoretical 

frameworks that overlook the multiple variables which underpin other categories of employee 

turnover, such as involuntary employee turnover. Perhaps this trend has continued because of 

the commonly held belief that voluntary and involuntary employee turnover are avoidable and 

unavoidable forms of turnover, respectively (Price, 2000; Abelson, 1987). Avoidable turnover 

“occurs for reasons that the organisation may be able to influence, such as low job 

satisfaction, poor supervision, or higher pay elsewhere”, while unavoidable turnover “occurs 

for reasons that the organisation may have little or no control over, such as health or dual 

career issues’’ (Cosgrave et al., 2018; Allen et al., 2010, p. 51). This narrow focus on the 

voluntary dimension of employee turnover might therefore be connected with the notion that 

involuntary employee turnover will always be beneficial to the organisation, while voluntary 

employee turnover will be detrimental to the continued survival of the organisation (Dess and 

Shaw, 2001; Morrell et al., 2001). However, research has shown that voluntary employee 

turnover can also be beneficial to organisational performance. For instance, Dess and Shaw 
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(2001) argue that organisations can realise benefits from a certain level of voluntary turnover, 

including, payroll and related reductions, voluntary separations of poor performers (Dalton 

and Mesch, 1990), improvements in innovation, and reductions in stagnation (e.g., Abelson 

and Baysinger, 1984). The conclusions of Morrell (2002) and Price (2000) may, therefore, be 

flawed in some areas, especially in terms of their narrow focus on the negative impacts of 

voluntary employee turnover, as opposed to the possibility of some other underlying positive 

benefits in situations when employees voluntarily leave their jobs. To further highlight the 

bias of scholars towards the voluntary dimension of employee turnover, Rossanno (1985 cited 

in Rusdi et al., 2015, p. 32) defines employee turnover as “the voluntary termination of 

participation in employment from an organisation, excluding retirement or pressured 

voluntary withdrawal, by an individual who received monetary compensation from the 

organisation.”  

 

In defining employee turnover, Min (2007), in an empirical study on employee turnover, 

argues that a combination of demographic (e.g. gender, age, educational level), occupational 

(e.g. skill level, experience, tenure, status), organisational (e.g. firm size, industry, job 

contents, working environments), and individual variables (e.g. pay scale, reward, 

advancement opportunity, job security, job involvement) can best form the basis of the 

definition and measurement of voluntary employee turnover in any organisation. Regrettably, 

as observed in many other similar studies, Min (2007) did not provide any specific, concise 

definition for employee turnover. This could perhaps be due to the extent of debate on what 

constitutes employee turnover, with some researchers arguing in favour of individual 

variables while others argue in favour of a combination of both individual and organisational 

variables. Furthermore, Morrell (2002, p. 4) defines voluntary employee turnover as “the 

voluntary cessation of membership of an organisation by an employee of that organisation.” 

McBey and Karakowsky (2001) also define employee turnover as voluntary, individually 

chosen exit behaviour or movement across an organisational boundary, while Yanadori and 

Kato (2007) define employee turnover as the loss of firm-specific human capital and the 

firm’s investments in it. In particular, Morrell (2002) hinged this definition on Mobley’s 

(1982) definition of employee turnover, which was also biased towards a ‘voluntary cessation 
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of employment.’ According to Morrell (2002, p. 4) “in instances where the employee controls 

the leaving process that employers and theorists have an interest in turnover, it should still be 

made clear from an institutional perspective that definitions of turnover could also imply 

accession or entry to an organisation”.  

 

To salvage the lack of clarity and separation of terms in the employee turnover definition, 

Dess and Shaw (2001) argue that involuntary employee turnover is very important to 

organisational performance and should not be discounted. According to Dess and Shaw 

(2001), the attraction and retention of talent in the knowledge economy will be more salient 

issues than downsizing and restructuring - the key foundations for incidences of involuntary 

turnover. This perspective appears to be different from the positions taken by authors in the 

USA, like Peterson and Luthans (2006) and Shaw et al. (2005), who argue that downsizing 

and restructuring are key strategic directions that predict most involuntary turnover 

incidences. Perhaps it is important to state here that the deliberate lay off of employees in any 

organisation is not the only option for implementing organisational downsizing and 

restructuring intents. Given this, it therefore appears as if the findings of Peterson and Luthans 

(2006) as well as those of Shaw et al. (2005) are flawed in that they seem to associate 

involuntary turnover with downsizing and restructuring decisions in organisations. Drawing 

from the critique of Morrell (2002) on this issue, it may even be possible for an organisation 

to relieve employees of their jobs for reasons not directly related to the employees, such as the 

decision to cut costs or to restructure through downsizing. However, it is still true that the 

deliberate lay off of employees is often used as a short-term measure to increase profitability, 

create leanness in the system, increase speed of performance, increase the value of the 

company’s shares, as well as to improve operational efficiency across all sections of the 

organisation (Makawatsakul and Kleiner, 2003; Latham and Braun, 2011; Frese, 2000). These 

perceived benefits have, however, been flawed in many other studies.  
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For example, it has been suggested that “cutting staff salaries or even laying them off for 

obvious downsizing purposes may lead to unwanted psychological and sociological problems 

that may wipe out most of the perceived benefits of the initiatives prior to the time they are 

implemented.” (Chadwick et al., 2004; Chen et al., 2001; De Meuse et al., 2004; Filatotchev 

et al., 2000; Zatzick and Iverson, 2006; Ahmadjian and Robinson, 2001; Yu and Park, 2006; 

Farrell and Mavondo, 2005; and Trevor and Nyberg, 2008). Consequently, this discovery has 

led researchers to conclude that findings which view the involuntary termination of 

employees’ jobs as the only means to achieve superior organisational performance are flawed 

since it is possible to downsize and restructure through other means, including a change of 

organisational culture and structure (Appelbaum and Patton, 2002; Appelbaum et al., 1999).  

By and large, there seem to be inconsistencies in the definitions of employee turnover and 

voluntary employee turnover in particular, thus demonstrating a lack of convergence in 

terminologies and a lack of understanding of employee turnover. Furthermore, another 

critique of these definitions is the lack of consideration of the variables that predict turnover 

within a specific time period.  

 

These biased perspectives on the understanding of employee turnover were classified as flaws 

in the turnover research of Morrell (2002). Further, Haines et al. (2010) argue that the reason 

behind the lack of a common definition for employee turnover is the failure of scholars to 

accurately determine the differences between voluntary and involuntary turnover. Notably, 

this observation by Haines et al. (2010) was further strengthened and corroborated by Hom et 

al. (2012) who argued that an accurate understanding of the turnover criterion should include 

various dimensions, the most obvious of which being whether it is voluntary or involuntary. 

Apart from the two commonly held classifications of employee turnover, voluntary and 

involuntary turnovers, other categories of employee turnover have been identified by authors 

like Hurley and Estelami (2007) and they include “full-time employee turnover” and “part-

time employee turnover”. According to Hurley and Estelami (2007, p. 189), full time 

employee turnover “is the total number of full-time employees who left an organisation during 

a 12-month period, divided by the average number of full-time employees in an organisation 

during that period”. On the other hand, Hurley and Estelami (2007, p. 189) define part-time 
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employee turnover as “the total number of part-time employees who left during a 12-month 

period, divided by the average number of part-time employees in an organisation during that 

period”. To examine these definitions in a situation where an organisation seeks to know the 

value of turnover over a period, Hurley and Estelami (2007, p. 189) argue that what is referred 

to as total turnover and turnover product are the sum of part-time and full-time turnover and 

the product of part-time and full-time turnover, respectively. From another perspective, 

Hurley and Estelami (2007) and Becker and Cropanzanobeach (2011), referring to the works 

of Keaveney (1992), have also identified two other forms of employee turnovers, which they 

call “functional” and “dysfunctional employee turnover”. Functional employee turnover 

refers to the replacement of a poor service provider by a good one (Wallace and Gaylor, 

2012), while dysfunctional employee turnover refers to the voluntary separation of a good 

service provider from an organisation (Hurley and Estelami, 2007). Thus, a functional 

turnover could be considered highly beneficial to an organisation when non-value adding 

employees decide to quit. This taxonomic dichotomisation of turnover into functional and 

dysfunctional categories is highly valuable in clarifying the theory and research concerning 

employee job turnover (Abelson and Baysinger, 1984).  

 

Despite the numerous debates on the classifications and definitions of employee turnover, 

many studies from the UK, USA, and Australian contexts still support the argument that 

employee turnover is generic and could be split into voluntary and involuntary dimensions 

(Booth and Hamer, 2007; Batt and Colvin, 2011; Iverson, 1999). It has even been contended 

that findings from any employee turnover research that do not make the distinction between 

voluntary and involuntary employee turnover may be flawed (Haines et al., 2010). In fact, in 

an extensive study on the voluntary employee turnover phenomenon, Dess and Shaw (2001) 

argued that there are individual-level and organisational-level perspectives of voluntary 

employee turnover research. Drawing from these classifications, Dess and Shaw (2001 p. 446-

447) argue that “individual-level perspectives, known as the cost-benefit perspective tend to 

focus on the "problem" of voluntary turnover, with a focus on designing ways to prevent it; 

while the organisational-level perspectives, also known as the human capital perspective 

often recognize the potentially positive aspects of it” (voluntary employee turnover). 
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According to Dess and Shaw (2001, p. 447), the cost-benefit approach to voluntary employee 

turnover emphasises a positive and curvilinear relationship between organisational 

performance and voluntary employee turnover. However, Morrell (2002) argues that turnover 

is often not measured in a sophisticated enough manner to enable the discrimination between 

cases where employees have chosen to leave, and cases where they have had to leave for 

reasons out of their control. Based on this logic, Morrell (2002, p. 8) argues that “a crude 

measure of turnover which does not distinguish the cases where people left because they were 

dissatisfied from cases where people left because of ill health or where they retired can be 

adopted for measuring this concept”. According to Morrell (2002), the voluntary employee 

turnover rate can be basically measured using the following formula: 

 

Voluntary employee turnover rate = Leavers in a year * 100 

                                               Average number of staffs in post during year  

 

It has, however, been suggested in some studies that “the measurement of voluntary employee 

turnover should be sophisticated enough to enable those responsible for resource planning to 

identify various categories of leavers” (Forbes and McGill, 1985). For example, “voluntary 

turnover rates may also refer to the proportion of employee departure initiated by employees” 

(e.g., resignations) (Park and Shaw, 2013, p. 270). Although the measurement of voluntary 

employee turnover rates is not the main focus of this study, it is still necessary to indicate that 

the development of a single formula for measuring turnover has become an uphill task. This is 

because such formulae will be inadequate in so far as they treat all those who leave as a 

homogenous group (Morrell, 2002). This problem has, however, been solved to some extent 

through the development of a simple table. According to Morrell et al. (2001), table 2.2 gives 

a shorthand heuristic for diagnosing existing turnover measures within any organisation. 
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Table 2.2: The Three Measures of Voluntary Employee Turnover 

Focus Measure Characteristics 

Monitor Base Rate; some context 

sensitivity (national labour 

market; industry norm) 

Basic awareness 

Plan, Predict and Control Above+ departmental/unit rates 

and target+ use of voluntariness; 

exit interviews identifying typical 

reasons; greater context 

sensitivity (local labour market, 

competitor-aware, annual plan 

Efficiency 

Manage Above+ leaver profiling of 

functionality, avoidability; high 

context sensitivity 

(recruit/retention measures 

developed in on-going dialogue 

with data on leavers and current 

employees 

Effectiveness 

 

Source: Morrell et al. (2002, p. 9) 

Despite the classifications and measures provided for employee turnover in table 2.2, a major 

critique here is that none of the authors have shown an empirical example of the dynamics of 

these classifications and the way in which they relate to different contexts. In summary, the 

preceding literature suggests that there appears to be no generally acceptable definitions for 

employee turnover or voluntary employee turnover. Furthermore, it also seems that there are 

no generally acceptable categories of employee turnover in academic research. It is therefore 

important to critically examine the underlying models of voluntary employee turnover and 

assess the way in which these have helped scholars in accurately understanding the 

antecedents and consequences of voluntary employee turnover for organisations. This is 

presented in the next section of this study. 
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2.3 The Models and Theories of Voluntary Employee Turnover 

2.3.1 The Traditional Models of Voluntary Employee Turnover 

The models which form the basis of past and existing voluntary employee turnover studies are 

broadly classified as “traditional or contemporary” (Hussain and Deery, 2018 and Breukelen 

et al., 2004), or as “content-based or process-based” (Maertz and Kmitta, 2012). It is also 

widely believed, in the employee turnover discipline, that there are two types of researchers; 

content researchers who address why people quit, and process researchers who address how 

people quit (Maertz and Kmitta, 2012). Interestingly, most of the traditional models of 

voluntary employee turnover that have identified variables, such as job dissatisfaction and job 

availability, as predictors of turnover were developed by content researchers like Mobley 

(1977) (Maertz and Kmitta, 2012; Jones et al., 2010). However, other contemporary models, 

such as the unfolding model and job embeddedness model, which will be discussed in the 

latter section of this review, were developed by process researchers like Lee and Mitchell 

(1994) (Holtom and Darabi, 2018; Grifetth et al., 2000; Maertz et al., 2003; and Westaby, 

2005).  

 

March and Simon’s (1958) model of voluntary employee turnover has been cited in several 

pieces of literature as one of the most fundamental and traditional bases for understanding the 

antecedents of voluntary employee turnover. According to conceptual evidence from Mayer 

and Schoorman (1998), March and Simon (1958) developed a theory of organisation 

commitment and argued that the two most critical factors that influence employees’ 

commitment to their organisation are “perceived desirability of movement” and “perceived 

ease of movement”. However, Lee and Mitchell (1994) have argued that, over time, the 

perceived desirability of movement has been equated essentially with job satisfaction alone 

and the perceived ease of movement has been equated essentially with the number of 

perceived job alternatives. Research has therefore shown that job satisfaction and alternatives 

are the major conceptual underpinnings for much of the literature on employee turnover 

(Aiello, 2018; Hulin et al., 1985), although, recent findings have shown that job satisfaction 

and alternatives only predict 40% of all job quits (Lee, 2008).  
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In their empirical research, Mayer and Schoorman (1998) adopted March and Simon’s (1958) 

approach by operationalising the perceived desirability of movement and perceived ease of 

movement with four variables: organisational tenure, retirement benefits, education, and age. 

In the same model, March and Simon (1958) argue that employees’ tenure in an organisation 

and the associated retirement benefits can go a long way in predicting the desirability of 

movement, while education and age are useful in predicting the ease of movement out of the 

same organisation. Although there is strong evidence linking tenure with continuance 

commitment (Lee et al., 2018; Hackett et al., 1994; Mayer and Schoorman, 1998), it is still 

unclear which commitment dimension tenure primarily affects, and, where possible, it may 

still be appropriate to argue that tenure could be influenced by continuance commitment 

(Lambert et al., 2018; Mayer and Schoorman, 1998). Furthermore, within the context of 

retirement benefits, March and Simon’s (1958) studies have shown that accrued benefits, 

which would be lost as a result of changing organisations, would reduce the perceived 

desirability of movement.  

 

In supporting March and Simon’s (1958) position on the role of retirement benefits as a strong 

predictor of the desirability of movement, Mayer and Schoorman (1998) argue that there is a 

very high probability for an employee who stands to lose a large amount of retirement 

benefits to give up the decision to quit. Thus, March and Simon’s (1958) perceived 

desirability of movement theory was built upon these two variables. Although models and 

measures have varied, results have tended to converge around the importance of 

dissatisfaction, perceived alternatives, intentions to search, and quit intentions as the four 

main antecedents of voluntary turnover (Steel, 2002 cited in Crossley et al., 2007; Gialuisi, 

2012; Regts and Molleman, 2012; Van et al., 2012; Mahesh and Holtom, 2011; Hom and 

Kinicki, 2000; and Obiero, 2011). This discovery represents a major flaw in the traditional 

model of voluntary employee turnover and appears to be the major rationale for the 

development of many other contemporary models of voluntary employee turnover. A critical 

review of the variables that underpin the perceived ease of movement of employees, 

according to March and Simon (1958), reveals that education and age are two key predictors 

of ease of movement. The choice of education by March and Simon (1958) might not be 
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unconnected with the signaling models in the human capital theory, which suggests that 

employers use education as a screening device to select workers who are likely to be more 

productive (Strober, 1990), so that more educated workers would be able to find alternative 

employment more easily (Mayer and Schoorman, 1998). The idea here is that education 

would potentially influence employees’ ease of movement, and it could be taken as a strong 

predictor of turnover. Thus, some authors have argued that the greater the extent to which a 

member of an organisation perceives that fewer or poorer alternative positions are available, 

the more that member should have a greater continuance commitment (Mobley et al., 1979; 

Rusbult and Farrell, 1983; Schechter, 1985).  

 

Within the category of age, March and Simon (1958) went further to argue that age could be 

an accurate predictor of employees’ continuance commitment. In a number of studies in the 

past, age has been found to positively correlate with continuance commitment (Hackett et al., 

1994; Meyer et al., 1993). Based on this perspective by March and Simon (1958), Mayer and 

Schoorman (1998) argue that increasing age should reduce the perception of acceptable 

alternatives and perceived ease of movement, and should therefore increase continuance 

commitment.  Consequently, March and Simon’s (1958) model has focused on two key 

constructs as the most accurate predictors of voluntary employee turnover; perceived 

desirability of movement and perceived ease of movement. These two constructs have been 

operationalised into four variables, namely tenure, retirement benefits, education, and age in 

an effort aimed at empirically testing the relationship between these variables and employees’ 

continuance commitment. In particular, other authors whose works have historically 

dominated the development of models for voluntary employee turnover include Mobley 

(1977), Steers and Mowday (1981), Price (1977), Hom et al. (1984), and Steel and Ovalle 

(1984). Most especially, Mobley’s (1977) model was built on a seven-stage framework which 

describes the psychological processes that lead to turnover. However, Breukelen et al. (2004), 

whose research emerged from a Netherlands context, argue that turnover intentions are the 

most immediate and most accurate predictor of actual voluntary employee turnover, a position 

that has been flawed by the development of the job embeddedness model (Crossely et al., 

2007). Although Lee and Mitchell (1994) argue that a flaw in this approach is the fact that not 
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all employees follow the same sequence in these seven steps, Mobley’s (1977) model is still 

regarded as highly valuable to the understanding of employees’ psychological processes 

which can potentially lead to a quit decision. Research has, however, shown that there is 

insufficient empirical evidence to link job satisfaction with turnover as expressed in Mobley’s 

(1977) model (Hom and Griffeth, 1991; Hom et al., 1984). However, these flaws appear to 

have been compensated for by Mobley et al. (1979) when they proposed expansions to the 

earlier intermediate model by identifying a very large number of labour, organisation, job, and 

person variables as potentially relevant to the turnover process (Lee and Mitchell, 1994).  

 

Other authors who have developed models similar to the traditional model of March and 

Simon (1958) include Hulin et al. (1985) who recognised that job alternatives and job 

satisfaction could have substantially different effects on employee turnover across various 

populations. In general, all of these authors either focused on the perceived desirability of 

movement and the perceived ease of movement, or they focused on job satisfaction, job 

performance, and job alternatives as the basis for employees’ decision to quit (Lambert et al., 

2001). This is despite the fact that it has been noted that job alternatives and job satisfaction 

only predict 40% of all quit decisions (Lee, 2008). Consequently, it seems that these 

traditional models are flawed because of the modest success recorded in predicting turnover 

as researchers generally believe that the variables of dissatisfaction, low commitment, and 

prevalent job alternatives have been unable to explain the over 10% of variance in turnover 

intentions (Griffeth et al., 2000 cited in Lee et al., 2004). Another aspect which has 

contributed towards the growing loss of validity for these traditional models is the perception 

that researchers had often focused on narrow predictors of turnover at the expense of multiple 

and intermediate causal pathways between established predictors and turnover (Griffeth et al., 

2000; Maertz and Campion, 2004; Lee and Mitchel, 1991; Lee and Mitchel, 1994; Jackofsky, 

1984). These traditional models have also been flawed by their inability to simultaneously 

focus on inter-organisational and intra-organisational movements (Jackofsky, 1984).  
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The argument here is that March and Simon’s (1958) model was built to predict the causes of 

voluntary employee turnover through organisational withdrawal, whereas a study of actual 

turnover study should include movement within and between organisations. Thus, the 

traditional models of March and Simon (1958) and Mobley (1977) are flawed based on their 

lack of depth and comprehensiveness. Similarly, many other contemporary authors in the 

human resource management field have continued to criticise March and Simon’s (1958) 

model of voluntary employee turnover for its lack of generalisability and robustness.  It is, 

however, appropriate to state here that these traditional models are not altogether useless, as 

they have contributed to the development of most of the newer models of voluntary employee 

turnover. 

Figure 2.3.1: A Voluntary Employee Turnover Model 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Jackofsky (1984) “Turnover and Job Performance: An Integrated Process Model” 
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In another effort aimed at improving upon the traditional model of voluntary employee 

turnover that was developed by March and Simon (1958), Jackofsky (1984) argues, as shown 

in figure 2.3.1, that a third leg can be added to March and Simon’s (1958) existing model of 

voluntary employee turnover. Using the perceived desirability of movement and ease of 

movement construct as a basis, Jackofsky (1984) argues, in figure 2.3.1, that intention to quit 

should be added to the model since an employees’ source of motivation to withdraw from a 

job can emanate from the “desirability” or the “ease side” of the model. The argument of 

Jackofsky (1984) was built on the need to extend March and Simon’s (1958) model to include 

a thorough understanding of employees’ intention and the source of this intention since 

intention would always precede actual withdrawal behaviour. In conclusion, the traditional 

models of voluntary employee turnover that are largely built on the works of March and 

Simon’s (1958) and Mobley (1977) have helped to shape the understanding of scholars on the 

antecedents of voluntary employee turnover, but they have been flawed due to their lack of 

robustness and comprehensiveness in explaining the antecedents and consequences of 

voluntary employee turnover from an inter-organisational and intra-organisational 

perspective. Against this background, the next section of this study will critically examine the 

contemporary models of voluntary employee turnover which were developed to address some 

of the existing gaps in the traditional models.  

2.4 Contemporary Models of Voluntary Employee Turnover 

While early turnover models have considered different variables such as “perceived 

desirability of movement” and “perceived ease of movement”, job dissatisfaction, job 

availability, company and work-unit size and employee demographics like age and education, 

a shift towards more complex organisational and group level concepts for understanding 

turnover intentions such as organisational culture, group cohesion, organisational reward 

systems, gender composition, and demography has been noted (Lee, 2008). Specifically, 

Morrell (2002) argues, in a doctoral research, that there are many categories of voluntary 

leavers in any organisation, and this group should not be treated as homogenous. Morrell 

(2002) argues that traditional or basic models would not produce the needed 

comprehensiveness to manage voluntary employee turnover effectively, and that more robust 
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models should be developed. Thus, in order to break away from these traditional models and 

their attendant weaknesses, researchers like Barrick and Mount (1996 cited in Mitchel et al., 

2001) have identified newer models of voluntary employee turnover, such as the job 

embeddedness model. According to Mitchel et al. (2001), voluntary employee turnover could 

be predicted by variables such as the extent to which people have links with others at places 

of work; the extent of fit between their jobs and other aspects of their lives; the ease with 

which links with other people can be broken; and the sacrifice which is the perceived cost of 

material or psychological benefits that may be forfeited by leaving a job. It is therefore clear 

from the findings of Mitchel et al. (2001) and those of Morrell (2002) that, as opposed to the 

narrower perspectives of March and Simon (1958) and other traditionally focused researchers 

on the predictors of turnover intentions, there are both on-the-job and off-the-job causes of 

turnover.  

 

In a related study, Allen (2008) presents a contemporary model consisting of five key drivers 

of voluntary employee turnover as shown in Figure 2.4a. These five key turnover drivers 

include on-boarding, job characteristics, leadership and relationships, work environment, as 

well as individual characteristics. According to Allen (2008), the combination of these five 

drivers represents the attitudes of a single employee, which in turn could be influenced by 

shocks and alternatives before a turnover incidence can occur. In reviewing the details of this 

model, Allen (2008), in another meta-analytical research, examined the relationship between 

each of these five variables and turnover.  As shown in Figure 2.4a, each of these five 

variables can be split into subdivisions that carry different weights of relationships with actual 

turnover. Although this model considers the influence of shocks, embeddedness and 

employees’ attitude, it still does not offer alternative decision paths for predicting turnover 

decisions as argued by Lee and Mitchell (1994). 
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Figure 2.4a: A Model for Employee Turnover 

 

Source: Allen (2008 cited in Allen et al., 2010, p. 53) 

 

From a different angle, Zimmerman and Darnold (2009) in figure 2.4b present a simplified 

turnover model which comprises of three variables that are considered to be the key 

antecedents of turnover; job performance, job satisfaction, and intention to quit. This 

perspective of understanding the turnover intentions of employees is very similar to the 

perspective of Jackofsky (1984) who argues that intention to quit should be added to March 

and Simon’s (1958) model in figure 2.3.1. However, Jackofsky (1984) argues that information 

regarding an intention to quit should be added to information regarding desirability and ease 

of movement and not taken from it. Furthermore, a close examination of the simplified 

approach to understanding the dynamics of voluntary employee turnover by Zimmerman and 

Darnold (2009) reveals a flaw in the authors’ argument, as this model is largely focused on 

individual predictors of employee turnover intentions, as opposed to a more balanced focus on 

organisational and individual predictors.  
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Figure 2.4b: A Model for Voluntary Employee Turnover 

 

 

Source: Zimmerman and Darnold (2009)  

 

In another effort aimed at developing newer models of turnover, Winterton (2004) presents a 

contemporary framework for studying voluntary employee turnover that includes a 

psychological dimension to the intention of employees to quit an organisation, which was 

absent in the traditional frameworks of Mobley (1977) and March and Simon (1958). For 

instance, it is argued that Mobley’s (1977) model of voluntary employee turnover consists of 

eight stages: evaluating the existing job; experiencing job dissatisfaction; thinking of quitting; 

evaluating the expected utility of search and cost of quitting; intention to search for 

alternatives; searching for alternatives; evaluating alternatives; and comparing alternatives 

with the present job (Winterton, 2004). However, Winterton (2004) argues that Mobley’s 

(1977) model, which is unarguably one of the strongest inputs into the development of 

conceptual frameworks for voluntary employee turnover, is rather too complicated because it 

consists of nine different activities that should have been reduced to four. According to 

Winterton (2004), a more relevant conceptual framework for evaluating an intention to quit 

should consist of drivers such as low job satisfaction, low commitment, labour market 

opportunities, and ease of movement. It is important to note that most of the models shown 

above were designed to focus on the causes of turnover through single decision paths and 

have neither focused on multiple decision paths as the basis for turnover decisions nor 

focused on the consequences of voluntary employee turnover, which is the main focus of this 

research (Mohr et al., 2012). To solve the problems related to the consequences of voluntary 

employee turnover, Glebbeek and Bax (2004) identified and presented another model termed 

“The Optimal Turnover Model.” Regarded as one of the least used but yet rather valuable 
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models for the analysis of the consequences of turnover, the optimal turnover model is 

capable of assisting organisations to clearly differentiate between dysfunctional and 

functional turnover by regularly striking a balance between the cost of turnover and the costs 

of avoiding it (Abelson and Baysinger, 1984). This is because dysfunctional turnover could be 

harmful to organisations, in instances such as the exit of high performers or the exit of 

employees who have difficult-to-replace skill sets, Functional turnover, on the other hand, 

although disruptive, may not always be harmful, in instances such as the exit of employees 

who are easy to replace, or the exit of poor performers (Allen et al., 2010; Dalton et al., 1982). 

Despite these new developments, research still indicates that many of the variables that are 

developed to measure actual voluntary turnover, such as intention to leave, organisational 

commitment, job tenure, etc., are predictive in nature and may not accurately determine 

employees’ reasons for quitting their jobs (Morrell, 2002). However, in an effort aimed at 

providing a more comprehensive examination of antecedents to quitting behaviours, the 

unfolding model for measuring voluntary employee turnover was developed and tested 

empirically by Lee and Mitchel (1994). The original model that was developed in 1994 has 

been further reinforced and expanded by Lee et al. (1999 & 2004) and Lee (2012) and is 

based on the identification that multiple decision paths are followed by voluntary leavers in 

any organisation. These paths are designated as stages of shocks, matching scripts, image 

violation, disaffection, job search, evaluation of alternatives, and offers in hand. Thus, the 

unfolding model of voluntary employee turnover will be examined in the next section of this 

study. 

2.4.1 The Unfolding Model of Voluntary Employee Turnover 

Lee and Mitchell (1994) developed a new voluntary employee turnover model that sought to 

consider several pull and push factors which influence employees’ decisions to quit their jobs. 

In this model, Lee and Mitchell (1994) adopted the principles of the image theory to examine 

the multiple causes of employees’ decisions to quit their jobs within any organisation. 

According to Lee and Mitchel (1994), the image theory emerged from Beach (1990; 1993a) as 

a generic decision-making model which provides evidence that "screening", rather than 

choosing among options, is the most important mechanism for understanding decisions. 
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Screening is a mechanism that determines “whether incoming information or potential 

changes in people's behaviour become options in a decision process” (Lee and Mitchell, 

1994, p. 57). The image theory is built around five central assumptions as follows: (a) 

"evaluation seldom is extensive," (b) "choice occurs relatively rarely," (c) "behaviour largely 

is pre-programmed," (d) "decision makers possess a variety of different strategies for making 

choices, many of which have quite different aims than the maximization of expected utility," 

and (e) the field has "abandoned its single-minded allegiance to the economic view of 

decision making" (Beach, 1990: 1993a; Keren and Wagenaar, 1987; Klein et al., 1993; and 

Oden, 1987). Furthermore, Lee and Mitchell’s (1994) adoption of the image theory was 

premised on the theory that people are constantly bombarded with information that could 

potentially lead to changes in behaviour. These changes in behavior, according to image 

theory principles, have led to the conclusion that there are four general ways by which an 

employee can decide to leave a job, which are called the decision paths (Lee and Mitchell, 

1994).  

 

The explanation provided by Lee and Mitchell (1994) to support the development of this 

model was based on the identification of what is called a “shock” to the system, which is “an 

event that causes a person to pause and think about the meaning or implication of the event in 

relation to his or her job” (Lee and Mitchell, 1994, p. 60). Lee and Mitchell (1994, p. 60) 

describe a shock to the system as “a very distinguishable event that jars employees toward 

deliberate judgments about their jobs and, perhaps, to voluntarily quit their job”. According 

to Lee and Mitchell (1994), this process may or may not lead to the idea that leaving the job is 

an alternative to consider, and if leaving does indeed become an alternative, there may or may 

not be other job alternatives to consider. To further explain the concept of shocks, Lee and 

Mitchell (1994, p. 60) argue that a shock “is an event that generates information or has 

meanings about a person's job and must be interpreted and integrated into the person's 

system of beliefs and images”. The idea behind this is that such a shock must be sufficiently 

jarring that it cannot be ignored by the employee. Although Lee and Mitchell (1994) argue 

that not all events are shocks, any event that produces job-related deliberations which involve 

the prospect of leaving the job can be regarded as a shock.  In describing shocks, Allen et al. 
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(2010, p. 55) argue that they can be expected (e.g., completing a professional certification) or 

unexpected (e.g., being mistreated by a co-worker); job-related (e.g., being passed over for a 

promotion) or non-job-related (e.g., spouse offered an opportunity in another location); and 

positive (e.g., receiving a job offer), neutral (e.g., a merger or acquisition announcement), or 

negative (e.g., receiving a negative performance evaluation) (Mitchell et al., 2001). Table 

2.4.1 describes the possible decision paths for employees prior to making quit decisions.  

Table 2.4.1: Characteristics of Decision Paths 

Decision 

Stages 

Decision 

Path 1 

Decision 

Path 2 

Decision 

Path 3 

Decision  

Path 4 

Shock Yes Yes Yes No 

Sign of Shock +0- - +0- N/A 

Matching 

Frame 

Yes No No N/A 

Evaluation of 

Images 

No Yes (Fit 

Judgement) 

Yes (Fit 

Judgement) 

Yes (Fit Judgement) 

Relative Job 

Dissatisfaction 

No Yes Yes     Yes 

Search for Job 

Alternatives 

No No Yes No      Yes 

Evaluate Job 

Alternatives 

No No Yes  

 

Fit 

Judgement 

and Rational 

Analysis 

No      Yes  

 

Fit 

Judgement   

and  

Rational  

Analysis 

Quit Decision Automatic Controlled Controlled Controlled     Controlled 

 

Source: Lee and Mitchell (1994, p. 60), “Unfolding Model of Voluntary Employee Turnover” 
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In discussing this process, Lee and Mitchell (1994) argue that shocks to a system might 

impact the employees in that particular system differently depending on the social and 

cognitive peculiarities of each employee. Furthermore, Lee and Mitchell (1994) argue that it 

is also possible for a shock to a system to not lead to other decision paths if it is possible for 

the employee who receives the shock to find solutions to the shock without necessarily 

quitting a job. Notably, Lee and Mitchell’s (1994) unfolding model has been adjudged to be 

one of the best theories for understanding and describing turnover decisions (Holtom and 

Inderrieden, 2006; Crossley et al., 2007; Allen et al., 2010; and Regts and Moleman, 2012). 

However, evidence from subsequent empirical studies in the USA which tested the 

generalisability of the unfolding model were marked with inconsistencies, as researchers 

obtained different results within different contexts, suggesting that other variables, like 

motivation, gender, and relationships with people, may still influence employees’ decisions to 

quit (Lee et al., 1999; Wocke and Heymann, 2012; Holtom and Inderrieden, 2006). 

Consequently, further amendments were brought into the unfolding model to reflect the 

influence of other variables which could impact employees’ decisions to quit their jobs 

voluntarily. These amendments were carried out through the introduction of the job 

embeddedness theory to the unfolding model concept (Lee et al., 1999; Holtom and 

Inderrieden, 2006). The next section of this study will examine the job embeddedness 

concept. 

2.4.2 The Job Embeddedness Model of Voluntary Employee Turnover 

It is generally agreed among scholars that Mitchel et al. (2001) developed the job 

embeddedness theory (Afsar and Rehman, 2017). In their empirical study, Mitchell et al. 

(2001, p. 1112) established that, “job embeddedness did not just predict turnover intention 

but also predicted actual voluntary employee turnover rate”. Job embeddedness “provides a 

solid theoretical framework for explaining why employees stay with an organisation by 

incorporating a wide array of on-the-job and off-the-job forces that influence employee 

retention” (Martdianty et al., 2016, p. 87-88; Jiang et al., 2012). Job embeddedness has been 

defined as “the combined forces that keep a person from leaving his or her job” (Yao et al., 

2004, p. 155) and includes factors such as marital status, community involvement, and job 
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tenure (Kaifeng et al., 2012; Crossley et al., 2007). Job embeddedness involves the multiple 

ways in which employees become embedded in their jobs and their communities over time 

(Mitchell et al., 2001; Allen et al., 2010). The theoretical underpinning of this model is the 

fact that, over a period, employees in any organisation would have developed relationships 

with people both on-the-job and off-the-job, and the strength of these relationships can 

potentially influence their quit decisions. According to Allen et al. (2010), the job 

embeddedness model is defined by three types of connections; links, fit, and, sacrifice, with 

each of these being focused on the organisation or on the surrounding community. 

Furthermore, Allen et al. (2010, p. 55) argue that links are connections with other people, 

groups, or organisations, such as co-workers, work groups, mentors, friends, and relatives; fit 

represents the extent to which an employee sees himself as compatible with his job, 

organisation, and community; and “sacrifice represents what would be given up by leaving a 

job, and could include financial rewards based on tenure, a positive work environment, 

promotional opportunities, and community status”. Thus, the outcome of this model is the 

fact that employees with numerous links to others in their organisation and community, who 

fit better with their organisation and community, “and who would have to sacrifice more by 

leaving are more embedded and are more likely to stay” (Allen et al., 2010, p. 55). A review 

of the theoretical basis of this model suggests that it has some similarities with decision paths 

3 and 4 in the unfolding model of Lee and Mitchell (1994).  

However, the difference in these models is that while Lee and Mitchell’s (1994) unfolding 

model focuses more on individual and internal organisational variables, the job embeddedness 

model considers relationships that are both inside and outside of the organization, such as the 

relationship between an employee and their community. Furthermore, the acceptance of Allen 

et al. (2010) of multiple paths for turnover decisions is similar to the theoretical basis of Lee 

and Mitchell’s (1994) unfolding model, and with the discovery of shocks and on-the-job and 

off-the-job relationships as strong predictors of turnover decisions, the job embeddedness 

model appears to be a better model for predicting turnover decisions (Crossley et al., 2007). 

Thus, the job embeddedness model of voluntary employee turnover is typically “associated 

with an individual’s organization and with his or her community” (Mitchell et al., 2001, 



48 

 

p.1104) and “each of its three dimensions of fits, links and sacrifices are purely 

organizational and community focused” (Michelle et al., 2001, p.1108). In another related 

study, Mitchell and Lee (2001, p. 220 & 224) strongly argue that while it is true that job 

embeddedness can help to “predict intention to leave and actual turnover, it’s still an 

aggregate multi-dimensional organizational and community-based construct”. Furthermore, 

the job embeddedness model also examines “the concept of composite and global 

embeddedness as predictors of turnover.”  

The composite measure of job embeddedness is formed when one adds together equally 

weighted facets, assuming that the whole is equal to the sum of its parts (Mitchell et al., 2001; 

Crossley et al., 2007). In contrast, “a global measure of embeddedness would assume that the 

whole is greater than the sum of its parts and assess overall impressions of attachment by 

asking general questions” (Crossley et al., 2007, p. 1032). In particular, the composite scale 

that was developed by Mitchell et al. (2001) for measuring job embeddedness does not 

include attitudinal components which is what makes it suitable for capturing organisational 

embeddedness (Zhang et al., 2012; Lee et al., 2014). Further, Ng and Feldman (2007, p. 336), 

in their study, argue that job embeddedness is the same as organizational embeddedness and 

can be defined as the totality of forces (fit, links, and sacrifices) that keep people in their 

current organizations. In fact, in their studies, Mitchell et al. (2001) collected data on 

voluntary employee turnover rate at the organisational level and modelled these with data on 

job embeddedness from the same organisation. Other similar studies which have modelled 

turnover rates with job embeddedness at the organisational level include those of Jiang et al. 

(2012).This suggests that concepts of fits, links and sacrifices posited by Mitchell et al (2001) 

are not individual, but, rather, organisational constructs that can therefore be modelled with 

turnover rates in the current study.  

Thus, findings from this research suggest that job embeddedness may prohibit decision 

processes that often precede volitional separation, such as the removal of the effects of 

shocks, and can be meaningfully integrated into traditional models of turnover (Crossley et 

al., 2007). Furthermore, Crossley et al. (2007) argue that the job embeddedness model is more 

comprehensive than the unfolding model of Lee and Mitchell (1994) because of the inclusion 
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of on-the-job and off-the-job variables in the assessment of causes of turnover decisions. 

However, a closer look at the model, as shown in Figure 2.4.2, suggests that the full-fledged 

embeddedness model is still strongly biased towards job satisfaction and alternatives, the 

equivalents of desirability of movement, and ease of movement (Jackofsky and Peters, 1983), 

which have recently been found to predict only 40% of all quit decisions (Lee, 2008). From 

another perspective, Crossley et al. (2007) argue that the job embeddedness model is a 

modification of the traditional model of voluntary employee turnover.  

Figure 2.4.2: Traditional and Final Model of Voluntary Employee Turnover 

 

 

Source: Crossley et al. (2007, p. 1039), “Development of a global measure of job 

embeddedness and integration into a traditional model of voluntary turnover” 

This is based on the findings that the perceived desirability of movement and ease of 

movement constructs of March and Simon (1958) were replaced in subsequent research in the 

1970s and 1980s with job satisfaction and alternatives (Jackofsky and Peters, 1983), which 

have recently been found to predict just 40% of all quits (Lee, 2008). Thus, the model 

presented by Crossley et al. (2007) can be seen to reflect much of March and Simon’s (1958) 

original turnover model except for the inclusion of on-the-job and off-the-job embeddedness 

variables. Given this background, the current gaps in the job embeddedness theory will be 

examined in the next section of this study. 
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2.4.3 Current Gaps in the Job Embeddedness Theory  

It has been widely noted in many studies that the job embeddedness theory is still a relatively 

new theory that is still undergoing numerous developments and transformations (Zhang et al., 

2012). A study by Lee et al. (2004, p. 717) indicated that, with the aid of regression analyses 

in a quantitative examination of the theories underpinning the job embeddedness model, “off-

the-job embeddedness was significantly predictive of subsequent voluntary turnover and 

volitional absences, whereas, on-the-job embeddedness was not”. Further, many other gaps in 

the job embeddedness theory have been noted by many researchers. For example, Martdianty 

et al. (2016, p. 88) argued that the job embeddedness theory was developed in the US, but the 

construct is still undergoing many developments for improving its measurement and 

conceptualisation. More importantly, researchers have also noted that the job embeddedness 

theory should be modified when dealing with small and medium size organisations, 

considering the paucity of resources in these types of organisations and the tendency for the 

prevalence of many informal human resource management practices (Barrett and Mayson, 

2007).  

Another recent gap in job embeddedness and employee turnover studies is related to the role 

of organisational size in the prediction of turnover intentions in organisations. Coetzer et al. 

(2017), in an empirical study, noted that job embeddedness predicted turnover intentions in 

larger organisations, but not in smaller organisations, and that any future research within this 

area should consider how the job embeddedness theory fits into different organisational sizes. 

To stretch this further, Ampofo et al. (2017, p.2) also mentioned, in their empirical study, that 

“there is paucity of research on the role of job embeddedness in smaller organisations and 

only a handful of studies have examined the fit, links and sacrifice sub-dimensions of job 

embeddedness within small and medium size enterprises”. Finally, in another study by 

Halvorsen et al. (2015), it was observed that using the concepts of fits, links and sacrifices as 

a “block” in any study of job embeddedness might fail to yield the excepted findings on the 

antecedents of turnover intentions and actual turnover, given that good fits and many links are 

not always accompanied by a sense of sacrifice. Despite these gaps, this study still found the 

job embeddedness theory to be the most pervasive and beneficial theory for understanding the 

inter and intra organisational factors influencing turnover intentions and actual turnover rates 
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from an organisational perspective, and one that can possibly be applied within the context of 

small and medium size enterprises. Therefore, the next section of this study will examine 

voluntary employee turnover practice from a Canadian research context. 

2.5 Voluntary Employee Turnover in Canada: Research and Practice 

The research within the voluntary employee turnover segment is highly dominated by US 

researchers and has received very little focus from their Canadian counterparts. Perhaps this is 

the reason why many Canadian working people continue to complain that things are no longer 

going well in their workplaces (Nightingale, 2015). However, some voluntary employee 

turnover studies have still been carried out within the Canadian organisational context, 

although at a very small scale. This is against the background that just like in the US, 

Canadian organisations have had to deal with the numerous problems arising from turnover 

issues. In their study, Haines et al (2010) examined 4,160 workplaces in Canada and found 

that employee turnover rates had risen and fallen with respect to the type of human resource 

management practices of organisations. Within the Canadian medical sector, research has 

shown that voluntary employee turnover decisions are associated with employee satisfaction 

and presently stand at 19.9%, while other studies within the same industry context also link 

employee intentions to leave to their work environment - a highly related subject in the job 

embeddedness model of turnover (O’Brien-Pallas, 2010; Paquet et al., 2013).  

 

Within the Canadian customer service environment, the situation remains the same as specific 

Canadian focused studies show that there is a firm link between job satisfaction as measured 

by pay and intention to leave (Van and Yanadori, 2011). In another stud within the Canadian 

context, scholars in Canada examined the predictors of job satisfaction among people in 

Alberta, Canada and found that “self-esteem and valued job characteristics are direct and 

strong predictors of job satisfaction among the emerging adults” (Nurullah, 2010). However, 

these findings still fall within the traditional models of voluntary employee turnover that have 

identified job satisfaction as an antecedent of turnover intention in a manner consistent with 

March and Simon’s (1958) original model. Within the education context, Canadian 

researchers have also examined the antecedents of voluntary employee turnover among 
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teachers. Using a sample size of 201 respondents, a recent study noted that workplace 

conditions, as moderated by internal and external workplace factors, were related to voluntary 

employee turnover rates (Karsenti and Collins, 2013). However, this study also fails to 

consider the consequences of voluntary employee turnover, justifying the need to consider 

much wider research within the US context which is more robust and expansive in 

considering both the antecedents and consequences of voluntary employee turnover. The fact 

is that Canadian research on voluntary employee turnover is still very thin and focus on this 

alone would not deepen the literature base of this study. The diagrams shown in figures 1.1, 

1.2 and 1.3 present the current patterns of turnover within the Canadian workplace. In 

particular, the industries which seem to have been mostly affected by voluntary employee 

turnover were mentioned in chapter 1 and they include those in the construction and trucking 

work segments. For example, a total of 219,000 people will leave the construction industry by 

2020, while the figure will be 199,800 for those in the trucking sector in the same year.  In 

practice, the Canadian workplace has suffered severely from problems associated with 

voluntary employee turnover.  

Figure 2.5: Comparative Turnover Rates by Industry in Canada 

 

 

Source: Statistics Canada (2018b) 
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The above chart in figure 2.5 describes the rates of voluntary employee turnover in different 

Canadian sectors. It appears from the above chart that voluntary employee turnover might be 

an issue of concern to the Canadian government as expressed in the above statistics. However, 

very limited research focus has been given to it by Canadian-based researchers. While it is 

true that Canadians differ from Americans as pertains to their organisational practices, their 

demographics of income level, work standards, working age, and national culture appear to be 

similar as expressed and defined by the Hofstede national culture framework. In conclusion, 

the bulk of the relevant and high-quality studies on voluntary employee turnover are 

attributable to US-based authors and were therefore used extensively as the literature basis for 

this research. 

2.6 Summary of Emerging Issues from Literature on Voluntary Employee Turnover 

The extant literature in the area of voluntary employee turnover has attributed the 

development and growth of turnover studies to the traditional turnover frameworks of March 

and Simon (1958) and Mobley (1977) which were based on the ease and desirability of 

movement theories (Breukelen et al., 2004; Lee et al., 2004; Lee and Mitchell, 1994 and 

Mitchell et al., 2001). Many of these studies were rooted in the human capital theory 

literature, with the theory proposing that “the accumulation of firm-specific human capital 

embodied in a workforce determines workforce performance” (Strober 1990, cited in Shaw et 

al., 2005). It has also been reiterated in many contemporary versions of voluntary employee 

turnover research that studies related to the causes of voluntary employee turnover have 

dominated the focus of researchers more than studies related to the consequences of voluntary 

employee turnover (Mohr et al., 2012; Kwon et al., 2012; Shaw et al., 2005, Glebbeek and 

Bax, 2004). Although a few studies have suggested that there could be some positive 

consequences of voluntary employee turnover (Meier and Hicklin, 2008; Dalton et al., 1982), 

the bulk of the findings in the literature on voluntary employee turnover suggests that the 

impact of voluntary employee turnover would be largely negative on the overall performance 

of organisations (Kwon et al., 2012; Morell et al., 2001; Mohr et al., 2012; Yanadori and Kato 

2007).  
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Secondly, the bulk of the literature discussions on the impact of voluntary employee turnover 

has identified the loss of organisational tacit knowledge as a major consequence (Lesser and 

Prusak, 2001; McElroy et al., 2001; and Maltarich et al., 2010). Similarly, investment in 

human capital has been found to be a potentially strong moderator of the relationship between 

organisational tacit knowledge and voluntary employee turnover when voluntary employee 

turnover is measured by actual rates of turnover and by employees’ level of embeddedness to 

their organisations and communities. The literature on human capital has shown that 

organisational tacit knowledge is closely related to human capital, meaning that any 

investment in human capital might potentially influence tacit knowledge, and hence, 

voluntary employee turnover. Thus, the most significant discussions on voluntary employee 

turnover from the above literature review are the antecedents and consequences of voluntary 

employee turnover using contemporary frameworks like the job embeddedness and unfolding 

models of voluntary employee turnover. These two models appear to be the most significant 

contemporary models of voluntary employee turnover upon which several other works have 

been built since the last 22 years. Due to the proposed connection between voluntary 

employee turnover and organisational tacit knowledge, as well as the possible moderating 

influence of investment in human capital on the relationship between the two concepts, the 

next section of this study will provide, in critical terms, the past and current literature base for 

tacit knowledge, focusing on similar dimensions such as history, definitions, models and 

theories. In the subsequent chapters, the findings from the literature on voluntary employee 

turnover and those from tacit knowledge will be synthesised and used as the basis for 

developing a conceptual model.   
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Chapter Three: The Literature on Tacit knowledge 

3.1 The History of Tacit Knowledge  

Knowledge management remains an emerging concept despite a history that dates almost 

4,000 years ago (Barley et al., 2018; Ives et al., 1997; Davenport and Prusak, 1998; Edvinsson 

and Malone, 1997). Further, Burke (2017) traced the history of knowledge back to more than 

2000 years ago. From another perspective, Wiig (1997 cited in Ives et al., 1997) argues that 

the history of knowledge goes back to the earliest civilisations that attempted to organise the 

records of civilisation, government, and commerce. It has also been mentioned that the 

epistemological discussions on knowledge can be traced back to the days of Plato and 

Aristotle (Desouza, 2003). However, it has been argued and noted in numerous academic 

studies that Michael Polanyi, a Professor of Physical Chemistry and Social Studies at the 

University of Manchester, is responsible for the development of the theory of tacit knowledge 

(Farrar, 2006; Mwamba, 1998). Interestingly, Michael Polanyi’s study of tacit knowledge is 

widely discussed in his numerous articles, which were released over the last fifty years – 

some of which include Polanyi as one of the authors (1958, 1961, 1962, 1967, and 1969).  

Aside from Michael Polanyi, another key contributor to the historical development of tacit 

knowledge is Ryle (1949). Ryle (1949) began the conceptual study of tacit knowledge and 

argued that there should be a distinction between knowledge types. Ryle’s (1949) study of 

tacit knowledge was premised on the notion that some knowledge categories are codifiable 

and explicit, while others defy any form of representation and are thus tacit in nature. Other 

leading contributors to the history of tacit knowledge include Kelly (1955). Kelly (1955) 

developed a PCP theory that suggests that tacit knowledge can be represented in different 

forms within specific organisational contexts. Although the works of Ryle (1949) were among 

the first sets of academic contributions to the identification and study of tacit knowledge, 

many writers and authors within the knowledge management discipline still attribute most of 

the developments in the study of tacit knowledge to Michael Polanyi (Schoenherr et al., 2014; 

Herschbach, 2017; Moleski, 2017 and Howells, 2002). Polanyi’s (1962 and 1967) arguments 

encapsulate the essence of tacit knowledge in the phrase, “We know more than we can tell,” 

and provide further clarification of the tacit knowledge concept using common examples such 
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as the ability to “recognise faces”, “ride a bicycle or swim without even the slightest idea of 

how these things are done” (Koskinen et al., 2003). However, it is still crucial to mention in 

this study that the history of tacit knowledge within the knowledge management literature was 

discussed in a much earlier study in Canada, although Polanyi’s works are still held in very 

high esteem (Gertler, 2003). Furthermore, the development of the resource-based view of the 

firm as an alternative source of competitive advantage began to drive studies in the domain of 

knowledge management as researchers and managers in industry began to link a firm’s know-

how with the effective and efficient management of resources (Alavi and Leidner, 2001). 

Despite the fact that there have been arguments that suggest that knowledge management and 

its taxonomies do not have a long history like other areas of management, there still exists 

evidence that suggests that they have been part of the resource-based view concept of the firm 

which was promoted by Penrose in 1959 and later expanded by Barney (1991). Despite these 

numerous debates on the accurate history of knowledge management, some studies still 

suggest that knowledge, as a subject, has occupied the minds of philosophers since the 

classical Greek era and has led to many epistemological debates (Maimone, 2018; Alavi and 

Leidner, 2001).  

Drawing from the tacit and explicit classifications of knowledge within the knowledge 

management literature (Garrick, 2018; Kreiner, 2002), research suggests that the tacit 

classification of knowledge remains one of the long-held forms of knowledge that exists in 

organisations as a viable source of competitive advantage (Dayan et al., 2017; Kakabadse et 

al., 2001 and Alwis and Hartmann, 2008). Further, Polanyi (1969), a founding father of the 

concept, also suggested in his writings that tacit knowledge is of immense significance to 

organisations (Straughan, 2019; Alwis and Hartmann, 2008; Gertler, 2003). Notably, tacit 

knowledge has also been described by some philosophers as personal knowledge and as a 

type of knowledge that embodies an individual’s education, natural talent, experience, and 

judgment (Chen et al., 2018 and Kikoski and Kikoski, 2004 cited in Alwis and Hartmann, 

2008). Being a new domain, the history of tacit knowledge, coupled with the increasing 

difficulty of capturing this knowledge in people, also makes it difficult for many managers 

who frequently rely on their intuitive ability in making decisions to understand fully how the 



57 

 

entire process works (Alwis and Hartmann, 2008). This further strengthens the findings of 

many proponents of tacit knowledge management, that tacit knowledge is often unobservable, 

difficult to measure, and often difficult to understand (Kianto et al., 2018; Haldin-Herrgard, 

2000; Gertler, 2003). However, these difficulties have been criticised by many other earlier 

thinkers, such as Kelly (1955), whose work suggests that tacit knowledge within any 

organisational context, can be observed, categorised, studied and measured. In a strong 

emphasis on the role of the history of tacit knowledge management in a contemporary 

application, Gertler (2003, p. 78) argues that there are three central problems currently facing 

managers in effectively using tacit knowledge as a competitive tool; “how to produce it; how 

to find and appropriate it; and how to reproduce or share it”.  

However, in one of the earliest contributions to the study of knowledge, Kelly (1955) 

developed what is widely known as the PCP (Psychology of Personal Constructs) and argued 

that people differ from one another in their construction of events and, as such, knowledge 

must be understood and studied based on how it is construed in any organisation. In fact, 

Kelly’s (1955) work has contributed immensely to the understanding of the concept that 

knowledge is never static but must be seen from the perspective of “constructive 

alternativism”, that is, “understanding that knowledge differs from people to people”. By 

implication, the measurement of tacit knowledge might be context specific. It is, however, a 

step in the right direction to examine the definitions that underpin tacit knowledge as 

presented in the next section. This could further aid the discovery of opportunities for 

operationalising tacit knowledge. Given the above background, the next section of this study 

will critically examine the definitions that underpin the tacit knowledge concept. 
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3.2 The Definitions and Understanding of the Tacit Knowledge Concept 

The basis for the increased focus of researchers on tacit knowledge studies is the realisation 

that knowledge within a company is an asset that needs to be recognised and managed 

because of its vital importance in helping firms maintain a competitive edge in an ever-

changing global environment (Jones et al., 2018; Clarke, 2010 and Ambrosini, 2001). This is 

against the background that tacit knowledge is held in the minds of certain key employees in 

an organisation, who, by virtue of experience and expertise, can provide solutions to critical 

organisational problems as and when needed. According to Clarke et al. (2004), “Companies 

that have the foresight to embrace and share the concepts of tacit knowledge within the 

organization will be well placed to gain competitive advantage within their sectors in an ever-

changing business environment”. In another review of the critical nature of tacit knowledge to 

organisational survival, Clarke et al. (2005, p. 1) state that “Most companies have a wealth of 

knowledge locked up in their workforce. Much of this knowledge can be personal to 

individuals, such that if the said individual leaves the company, that knowledge is lost along 

with the individual.” It is therefore against this background that studies related to tacit 

knowledge have continued to grow and expand among researchers and practitioners of 

knowledge management principles.  

Regarded as one of the most prominent contributions to the identification and classification of 

knowledge, Michael Polanyi’s (1958, 1961, 1962, 1967, and 1969) seminal distinctions 

among knowledge types are still considered relevant to the provision of definitions to 

knowledge types (Schoenherr et al., 2014; Howells, 2002). Polanyi`s contributions to the 

development of the tacit knowledge concept were also re-affirmed by Elliott et al. (2011) 

who, in a recent study, examined the development of tacit knowledge from an educational 

context. Elliott et al. (2011) argue that Polanyi discussed tacit knowledge in relation to 

perception and scientific thinking, arguing that “we can know more than we can tell.” Thus, it 

was Polanyi`s (1958, 1961, 1962, 1967, and 1969) research that formed the theoretical basis 

for subsequent studies on the definitions and practical applications of tacit knowledge 

concepts.  
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Furthermore, Howells (2002) argues that Polanyi attempted to identify knowledge types as a 

result of these theoretical findings and went further to contend that the two existing 

knowledge types are tacit knowledge and explicit knowledge. To explain the difference 

between these knowledge types, Howells (2002) argues that the differences between the two 

are linked to the degree of formalisation and the requirement of presence in knowledge 

formation. However, other studies within the wider body of knowledge management have 

focused on classifying knowledge in organisations in terms of their epistemological and 

ontological characteristics (Centobelli et al., 2018; Lam, 2000). In this context, Lam (2000) 

argues that the epistemological dimension of knowledge concerns the modes of expression of 

knowledge which is the usual distinction between tacit and explicit knowledge. Further, Lam 

(2000) argues that the ontological dimension of knowledge concerns the locus of knowledge, 

which can reside at the individual or collective level. According to Barley et al. (2018), these 

two dimensions of knowledge have given birth to four types of knowledge, as shown in Table 

3.2. 

Table 3.2: Epistemological and Ontological Categories of Knowledge 

Ontological dimension 

 

 

Epistemological 

dimension 

 Individual Collective 

Explicit Embrained 

knowledge 

Encoded 

knowledge  

Tacit Embodied 

knowledge 

Embedded 

knowledge 

 

Source: Barley et al. (2018) 

 

According to Table 3.2, Barley et al. (2018) describe embrained knowledge as a knowledge 

dependent on the individuals’ conceptual skills and cognitive ability, and it is usually formal, 

abstract and theoretical. However, Barley et al. (2018) describe embodied knowledge as an 

action oriented, practical and individual type of knowledge on which the studies of Polanyi 

(1962; 1967) and Lam (2000) were based. Furthermore, encoded knowledge is described by 
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Barley et al. (2018) as knowledge that has been codified and stored in blueprints, recipes, 

written rules, and procedures, while embedded knowledge is the collective form of tacit 

knowledge residing in organisational routines and shared norms (Barley et al., 2018 and Lam, 

2000). 

Thus, while it is possible to codify and transmit explicit knowledge, tacit knowledge concerns 

direct experience that is not codifiable (Schoenherr et al., 2014; Howells, 2002; Ambrosini 

and Cliff, 2002; Subramaniam and Venkatraman, 2001; Goffin and Koners, 2011; Duanmu, 

2006). However, it was initially argued by Nonaka and Takeuchi (1995) that, to some extent, 

tacit knowledge can be measured and converted, although very limited research has 

demonstrated these claims (Venkitachalam and Busch, 2012; Doak, 2008; Duanmu, 2006). 

From another theoretical perspective, Nonaka and Takeuchi (1995), whose theory of 

knowledge creation is considered to be one of the most significant theories in the history of 

knowledge management (Maasdorp, 2007), argue that explicit knowledge can be expressed in 

numbers, words, or images, which are easily shared formally and systematically in certain 

codified forms, such as through hard data, codified procedures, specifications, scientific 

formulae, and manuals. In fact, it is generally agreed among researchers that Nonaka and 

Takeuchi (1995) actually expanded on the research findings of Michael Polanyi to include 

cognitive and technical elements, as shown in table 3.3 (Clarke, 2010).  

Table 3.3: Subjective and Objective Categories of Knowledge 

Tacit knowledge (subjective) Explicit knowledge (objective) 

Knowledge of experience (body) Knowledge of rationality (mind) 

Simultaneous knowledge (here and now) Sequential knowledge (there and then) 

Analogue knowledge (practice) Digital knowledge (theory) 

 

Source: Nonaka and Takeuchi (1995) 
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Based on the classifications in Table 3.3, Nonaka and Takeuchi (1995) became convinced that 

tacit and explicit knowledge are not separate entities, but rather mutually complementary 

entities that interact and exchange with each other through the creative activities of human 

beings. On the other hand, Cornell et al. (2013) believe that tacit knowledge includes insights, 

personal belief, perspective and values, intuition, and hunches, which are often built by 

experience and are, thus, difficult to formalise, articulate, or share. However, this position has 

been contested by Kim and Gong (2009) who, in an empirical study, found that tacit 

knowledge can actually be shared in an environment where employees’ behaviours are 

influenced by group-based pay. Furthermore, researchers like Howells (2002) and Ambrosini 

and Cliff (2002) argue that tacit knowledge can only be shared if it is first converted to 

explicit knowledge during a knowledge creation process. The knowledge creation process is 

composed of four processes; creation, storage, transfer, and application (Chen, 2012). 

However, in reviewing the nature of tacit knowledge, Mascitelli (2003) argues that this type 

of knowledge can take on different forms, each of which offers its own unique advantages. 

These unique tacit knowledge types are shown in Figure 3.2, with the diagram clearly 

expressing the nature and sources of tacit knowledge in terms of technical, innovative, and 

cognitive dimensions. 
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Figure 3.2: Simplified Conceptual Model for the Contribution of Tacit 

Knowledge to Innovation 

 

 

Source: Adapted from Mascitelli (2003) 

 

Furthermore, aside from the contributions of Mascitelli (2003), which highlight the multi-

dimensional nature of tacit knowledge within the knowledge management literature, findings 

from other researchers have also indicated that there are many dimensions and types of 

knowledge (Alwis and Hartmann, 2008; Alavi and Leidner, 2001). In particular, Alkhuraiji, 

(2018) and Alavi and Leidner (2001) have identified other knowledge types as individual 

knowledge, social knowledge, declarative knowledge, procedural knowledge, causal 

knowledge, conditional knowledge, relational knowledge, and pragmatic knowledge. Alavi 

and Leidner (2001) call these knowledge types the taxonomies of knowledge. However, the 

abundance of literature on knowledge management still classifies knowledge into the broad 

spectra of explicit and tacit knowledge (Hislop et al., 2018; Selamat and Choudrie, 2004; and 

Faulconbridge, 2005). These authors describe explicit knowledge as structured knowledge 

which can be obtained from databases and instruction books, while tacit knowledge is 
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described as unstructured knowledge, which is hard to express and often resides in the 

experiences of employees.  

 

Furthermore, Haldin-Herrgard (2000) describes explicit knowledge as structured knowledge 

whose diffusion is easier to accomplish through various systems of storage and sharing in 

organisations. Haldin-Herrgard (2000) went further to argue that the technology required for 

developing the systems to support these two processes has attracted a lot of scientific focus 

(Bennett and Gabriel, 1999 cited in Haldin-Herrgard, 2000). Apart from structured 

knowledge, which is also known as explicit knowledge, tacit knowledge is also described as 

unstructured knowledge which is usually diffused through different forms of codifications 

(Djurickovic and Kovacevic, 2011; Bennett and Gabriel, 1999, cited in Haldin-Herrgard, 

2000). Augier and Vendelo (1999) argue that unstructured knowledge and structured 

knowledge represent the invisible and visible parts of an iceberg. In another review of the 

concept of tacit knowledge, Berman et al. (2002) carried out an empirical study in order to 

identify the relationship between competitive advantage in organisations and the tacit 

knowledge held inside employees. In this review, Berman et al. (2002) argue that tacit 

knowledge represents a category of knowledge that is difficult to imitate or even codify.  

 

In a manner totally different from the views held by most knowledge theorists, Berman et al. 

(2002) argue that there are two types of tacit knowledge; individual tacit knowledge and 

group or team-based tacit knowledge. Viewed largely as the concept of skills, the individual 

tacit knowledge classification is regarded as a form of knowledge that involves the 

recognition of patterns, which is typically acquired through cumulative experience, while 

group tacit knowledge is expressed as the individual tacit knowledge of individuals within 

groups, which is developed and exchanged through social interactions (Wang et al., 2018; 

Berman et al., 2002; Gourlay, 2006). According to Seidman and McCauley (2005), tacit 

knowledge in individuals can even be categorised as the best tacit knowledge or as the worst 

tacit knowledge. Here, Seidman and McCauley (2005) argue that not all loss of employees 

leads to the loss of tacit knowledge because, in reality, it is the knowledge of an employee 

who is a top performer that should be valuable to the organisation and not just any type of 
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tacit knowledge. However, in spite of this separation of tacit knowledge into further 

categories, the findings of Berman et al. (2002) still fail to establish the differences in the 

level of difficulty of codifying or observing tacit knowledge within individual and group 

contexts. Notably, while these difficulties still exist, researchers like Linde (2001) have also 

invested efforts into the description of other categories of knowledge as they relate to the tacit 

knowledge concept. Linde (2001) decided to use a simple typology of an organogram to 

categorise knowledge into explicit and tacit forms and built on this to the level of individual 

and group knowledge, as shown in Figure 3.3. This approach facilitates a better understanding 

of tacit knowledge dimensions and the social factors that contribute to the development of this 

type of knowledge. 

Figure 3.3: Other Categories of Knowledge 

 

 

 

Source: Linde (2001) 

 

Another theoretical basis that underlies the study and definition of tacit knowledge within the 

knowledge management literature is the observation made by Nonaka and Takeuchi (1995 

cited in Berman et al., 2002). Nonaka and Takeuchi (1995) contend that it may actually be 

possible to measure and convert some tacit knowledge into explicit knowledge. This is, 

however, in apparent opposition to the opinion of Berman et al. (2002) who argue that it is not 

possible to even observe tacit knowledge, let alone measure and convert it. From another 
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perspective, Lam (2000) shares the opinion of Berman et al. (2002) by arguing against the 

codification and measurement of tacit knowledge. Although Lam et al. (2000) did not classify 

tacit knowledge into the two categories mentioned by Berman et al. (2002), the authors make 

it clear that tacit knowledge can only be acquired through experience and cannot be logically 

deduced and acquired in a formal study like explicit knowledge. In a manner curiously 

different from the positions of Berman et al. (2002) and Lam et al. (2000), Ribeiro (2007) 

argues that explicit knowledge depends on tacit knowledge, and that it is wrong to separate 

the two as distinct forms of knowledge. This perspective appears to be different from the 

general perception of researchers pertaining to the differences between tacit knowledge and 

explicit knowledge. In supporting this perspective, Ribeiro (2007) examines an example of 

“books, papers, and machinery.” Ribeiro (2007) argues that “books, papers, and machinery” 

have no knowledge incorporated into them, but they depend on the tacit knowledge of those 

who design, produce, maintain, improve upon, and make use of them.  

 

While it is clear from the above literature that tacit knowledge differs from explicit 

knowledge in the areas of knowledge transfer, codification, observation, and even acquisition, 

many of these findings did not consider the possibility of aggregating and appropriating tacit 

knowledge. For instance, Lam (2000) argues that the aggregation and appropriation of 

knowledge focus on the way in which knowledge is stored and whether this storage involves 

single or multiple locations. The argument here, according to Lam (2000), is that since 

explicit knowledge is characterised by ease of codification and observation, it can generally 

be aggregated in single locations, “stored in objective forms, and appropriated without the 

participation of the knowing subject”. On the other hand, Lam (2000) argues that tacit 

knowledge is personal and contextual and cannot be aggregated without the involvement and 

participation of the knowing subject. It is, therefore, logical in this research to argue in 

support of the findings of Virtanen (2011), who posits that the externalisation of tacit 

knowledge has remained a subject of debate among knowledge management scholars.  
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Thus, according to Virtanen (2011, p. 2), “the whole conception of tacit knowledge in the 

knowledge management literature has been criticised as being based on incorrect 

interpretation of Polanyi’s original theory of knowledge; while at the same time, it has been 

reported that many knowledge management projects related to the externalization of tacit 

knowledge do not meet their objectives”. In reality, Nonaka and Takeuchi (1995) have been 

found responsible for the wide-spread debate on the possibility of externalising tacit 

knowledge.  Externalisation refers to “the articulation of one’s own tacit knowledge (ideas, 

beliefs, intuitions etc.) in words and on the other hand, eliciting, deducing and translating 

tacit knowledge of others into an understandable form” (Nonaka and Takeuchi, 1995; Nonaka 

and Konno, 1998; Song et al., 2011). Therefore, because the key to knowledge creation lies in 

the mobilisation and conversion of tacit knowledge to explicit knowledge through this 

concept of externalisation (Virtanen, 2011), one of the objectives of this research was to 

operationalise tacit knowledge from an organizational standpoint by collecting data from 

small scale consulting organisations.  

 

The idea is that by externalising tacit knowledge using established measurement systems, its 

relationship with voluntary employee turnover variables can be properly modelled. 

Interestingly, in a recent study of 240 organisations in the United States, by Talent Keepers, it 

was found that the greatest impact of employee turnover on organisations was lost knowledge 

(78%) as opposed to profitability (54%) (Martins and Martins, 2011; Frank et al. 2004). This 

is against the background that organisations are plagued with an inability to learn from 

“experience, which leads to reinvented wheels, unlearned lessons, a pattern of repeated 

mistakes, productivity shortfalls, and a lack of continuous performance improvement when 

tacit knowledge is lost” (Martins and Martins, 2011, p. 50). Further, Martins and Martins 

(2011), in examining the nature of tacit knowledge, argue that the loss incurred by 

organisations through tacit knowledge can create significant problems for such organisations.  
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The argument here is that the 1990s was a period when many organisations around the world 

began to manage knowledge as a strategic capability with major investments in “identifying 

and sharing relevant practices, locating and highlighting expertise, encouraging communities 

of practice, and installing collaborative technology systems” (Lesser and Prusak, 2001; 

Martins and Martins, 2011). After this period, an era of uncertainty began to ensue, “with 

changes such as shrinking budgets, staff reductions, job-hopping, an aging workforce, and 

skills losses in many sectors, retail, advertising/marketing, information technology, and 

university administration, which have put knowledge at risk” (DeLong, 2004; Kransdorff, 

2003; Lesser and Prusak, 2001). Thus, the loss of tacit knowledge could pose significant 

strategic risks to organisations in this present period. Some of the potential avenues for tacit 

knowledge losses in organisations are the inability to retain people with specialised skills or 

the loss of senior management personnel who have a wide range of experiences that are 

crucial for maintaining an organisation’s competitive advantage (Seidman and McCauley, 

2005; DeLong, 2004; and Wraige, 2004). To investigate this further, it is important in this 

research to examine the underlying models and theories of the tacit knowledge concept as the 

basis for identifying the most appropriate measurement tool for organisational tacit 

knowledge.  

3.3 The Models and Theories of Tacit Knowledge 

Two of the most important models for examining the way in which tacit knowledge in 

employees can be converted to explicit forms are the ‘Ba’ and ‘SECI’ models (Clarke, 2010). 

The ‘Ba’ model was discussed by Nonaka and Takeuchi (1995) in their book, “The 

Knowledge Creating Company”, in an effort aimed at investigating how knowledge is created 

in organisations by comparing Western and Japanese business practices (Clarke, 2010, p. 80). 

The original author of the ‘Ba’ model was Kitaro Nishida, a Japanese philosopher (Kitaro, 

1989). To understand how tacit knowledge can be converted, Nonaka and Takeuchi (1995) 

adopted this model whose primary application is “promoting interactions that aid the sharing 

of ideas and feedback” (Jones et al. 2003). In applying the ‘Ba’ model, Clarke (2010, p. 45) 

argues that the following four areas of focus are often examined by researchers;  
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 “Originating Ba’, the first step in knowledge creation, through face to face 

experiences, individuals share their own ideas and experiences of others, thus the 

sharing of tacit knowledge; ‘Interacting Ba’, which is the place where tacit knowledge 

is transformed into explicit knowledge, through dialog and formalisation of 

information (externalisation); ‘Cyber Ba’, which is the place where new explicit 

knowledge is combined with existing knowledge to create a higher level of knowledge 

throughout the organisation (combination); and ‘Exercising Ba’, which is the place 

where explicit knowledge is transformed into tacit knowledge through the 

implementation of new ideas, training and experience” (Clarke, 2010, p. 45).  

Figure 3.4: The BA Model of Tacit Knowledge Conversion 

ORIGINATING BA 

(Tacit to Tacit) 

INTERACTING BA 

(Tacit to Explicit) 

EXERCISING BA 

(Explicit to Tacit) 

CYBER BA 

(Explicit to Explicit) 

 

Source: Clarke (2010, p. 44) 

 

Apart from this basic model of tacit knowledge conversion, research into the tacit knowledge 

area grew further from the 1958 works of Kitaro and Nishida and resulted in the creation of 

the SECI model. According to Nonaka et al. (2000), the SECI model is an acronym for the 

four types of knowledge conversion: Socialisation (tacit to tacit); Externalisation (tacit to 

explicit); Combination (explicit to explicit); and Internalisation (explicit to tacit). Clarke 

(2010, p. 46) argues that “socialisation refers to the process of sharing tacit knowledge 

through shared experiences; externalisation refers to the process of transforming tacit 

knowledge into explicit knowledge; combination refers to the conversion of explicit 

knowledge into a more complex form of explicit knowledge; and internalisation refers to the 

process whereby the explicit knowledge is transformed back into tacit knowledge within the 

organisation.” 
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Figure 3.5: The SECI Model: The BA Model of Tacit Knowledge 

Conversion 

SOCIALISATION 

(Tacit to Tacit) 

EXTERNALISATION 

(Tacit to Explicit) 

INTERNALISING 

(Explicit to Tacit) 

COMBINATION 

(Explicit to Explicit) 

 

Source: Clarke (2010, p. 47) 

 

It can be observed from the above that the SECI process and the Ba theory combine to create 

a model for knowledge conversion (Clarke, 2010). In particular, Nonaka and Konno (1998) 

explored the process of combining the SECI and Ba concepts and, based on this, argued that 

each of the four knowledge conversion modes has a corresponding Ba (Clarke, 2010). 

Furthermore, the “knowledge capital” concept of tacit knowledge has also been discussed in 

literature. While examining this concept, Saint-Onge and Wallace (2003) argued that tacit 

knowledge can be viewed as intangible assets held in employees through attributes, 

competences, and mind-sets. Saint-Onge and Wallace (2003) call these intangible assets 

“human capital” and view them as the most critical capital base, as shown in Figure 3.6 

below.  

 

Lastly, to identify the variables that make up tacit knowledge within any organisational 

context, Clarke (2010, p. 159) in an empirical research identified four categories of tacit 

knowledge in what was called the "tacit to explicit element." First, Clarke (2010) argues that 

the first category refers to the element of an individual’s tacit knowledge on a defined subject 

that can be turned into explicit knowledge. Secondly, Clarke (2010, p. 159) describes this 

concept as tacit to tacit element (which refers to that part of tacit knowledge which is not 

suitable to be transferred to explicit knowledge due to its complexity). Thirdly, Clarke (2010, 

p. 159) refers to it as a triggered response element (which is an element of tacit knowledge 

that could only be recalled by the individual through a triggered response); and lastly, Clarke 

(2010, p. 159) refers to this concept as the unknown tacit element, which is part of an 
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individual. However, despite these classifications, Clarke (2010) still believes that further 

research in this area could reveal more elements of tacit knowledge that can be easily 

measured by proxy variables. The author also suggests that it may be difficult to use the same 

classificatory system to measure tacit knowledge across all organisational contexts. Although 

this concession has been argued by a number of researchers, including Sternberg et al. (1993, 

1995, 2000); and Wagner and Sternberg (1985), who have discovered standardised tacit 

knowledge measurement frameworks, it is still reasonable for any research work in this area 

to thoroughly examine the role of context in applying tacit knowledge measurement models. 

Figure 3.6: The Knowledge Capital Model 

 

Source: Saint-Onge and Wallace (2003) 

3.4 The Attempts at Measuring Tacit Knowledge 

While acknowledging the fact that the studies that have measured tacit knowledge are limited 

and scarce (Chynoweth, 2012), Insch et al. (2008) maintain that some attempts have still been 

made at measuring and understanding tacit knowledge, some of which include the models and 

frameworks defined and developed by Sternberg and his colleagues (Sternberg et al., 1993, 

1995, 2000; Wagner and Sternberg, 1985). However, these models have focused only on an 
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individual perspective of tacit knowledge measurements. In particular, Mahmud (2006) 

employed a quantitative approach in a doctoral research, where he asked respondents to 

complete a questionnaire that was designed to measure tacit knowledge based on Sternberg et 

al.’s (2000) Tacit Knowledge Inventory for Managers. This approach is also flawed as it 

basically considered individual level measurements as opposed to both individual and 

organisational level measurements of tacit knowledge. This was one among many empirical 

attempts that were aimed at measuring tacit knowledge within different organisational 

contexts.  

 

According to Insch et al. (2008), the existing models for measuring tacit knowledge were 

defined and developed to focus on the classification of tacit knowledge into three appropriate 

segments: a cognitive segment (self-motivation and self-organisation); a technical segment 

(individual task and institutional task); and a social segment (task-related interaction and 

social interaction). However, it is unclear whether the approach of Insch et al. (2008) can 

successfully measure organisational level tacit knowledge. In their study, Insch et al. (2008) 

used the six classifications of tacit knowledge as a scale to survey the responses of a group of 

respondents to generic tacit knowledge-based questions. Here, proxy variables were used as 

indicators to measure tacit knowledge. The research was largely quantitative in nature and 

involved the use of regression analysis to model the relationships between the responses 

received from the scaled questionnaire. Although Insch et al. (2008) argued that the findings 

from this piece of research should be generalised with caution, they still believed that the 

most important contribution of the present study is the preliminary validation of a nascent 

model of tacit knowledge and an emerging academic tacit knowledge measurement scale. 

Insch et al. (2008) concluded that both of these results address gaps in the current literature on 

the multidimensionality of tacit knowledge and the potential of testing tacit knowledge, but 

did not provide any clarification as to whether this scale can be adopted for measuring 

organisational level tacit knowledge. 
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3.5 Measuring Organisational-level Tacit Knowledge 

In the preceding critical literature review, the existing evidence shows that there are three 

categories of tacit knowledge in every organisation, which include cognitive tacit knowledge 

(self-motivation and self-organisation skills of employees); technical tacit knowledge 

(individual technical skills and institutional technical skills); and social tacit knowledge (task-

related social interactions and general social interactions of employees (Insch and Leornard, 

2005; Insch et al., 2008; Mascitelli, 2003; Nonaka and Takeuchi, 1995; Lam, 2000; and 

Clarke, 2010). Thus, in order to correctly capture tacit knowledge in any organisation, these 

three dimensions of knowledge must be captured. The difficulty in transferring tacit 

knowledge into explicit forms has been discussed extensively in the preceding sections of this 

study. Simonin (1999) also argues that the complexity and specificity of a particular 

knowledge, and not just its extent of tacitness, would influence the transfer of knowledge 

from one form into another.  

 

Sternberg and his colleagues (Sternberg et al., 1993, 1995, 2000; Wagner and Sternberg, 

1985), in a Yale research study, are widely noted for some recorded levels of success in the 

measurement of tacit knowledge. Their success, however, is still limited because of the debate 

pertaining to whether or not these methods can measure tacit knowledge at both the individual 

and organisational levels. Notably, past research has shown that the measurement of tacit 

knowledge at different levels is a relatively new concept, which has not received a lot of 

attention (Insch et al., 2008). Some of the widely used methods for measuring organisational-

level tacit knowledge include proxy variables (Berman et al., 2002; Edmondson et al., 2003), 

repertory grid (Ryan and O’Connor, 2009), formal concept analysis, pathfinder network 

scaling, which is used for assessing knowledge structure (Rose et al., 2007), as well as the 

Yale’s SJT’s method that is attributed to Sternberg and his colleagues, and which many other 

studies have adopted. In particular, the proxy methods include qualitative or quantitative and 

indirect methods (Jafari et al., 2013).  These include the ability to employ the combination of 

positivistic and interpretivist approaches, typically called the triangulation method of 

measuring tacit knowledge (Richards and Busch, 2000). Jafari et al. (2013) also describe this 

approach as the process of measuring the domain-specific knowledge of novices and experts 
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within any organisational context. In fact, Jafari et al. (2013) argue that the Yale method has 

been successfully used in an education setting before by Grigorenko and Sternberg (2006). 

The triangulation method of measuring tacit knowledge requires the use of interviews (asking 

experts and non-experts questions on specific domains to capture their technical ability), 

psychological based testing (identifying specific work scenarios and outlining plans of action 

and asking employees to select an option from such plans and connecting their responses to 

specific Likert-based scores) and participant observation (identifying employees’ behaviours 

in specific work situations) to extract the level of tacit knowledge in any organisation 

(Richards and Busch, 2000).  

 

Thus, for the positivistic approach, the choice of basic descriptive statistics and correlation 

statistics might help in determining the extent of tacit knowledge in an organisation. It is, 

however, not clear whether or not this approach will work within an organisational setting, 

including, for example, the education sector of the present study. Aside from the numerous 

successes recorded in measuring tacit knowledge at the individual employee level, other 

attempts aimed at measuring tacit knowledge from an organisational perspective are traceable 

to the work of Perez-Luno et al. (2016). Their study is of particular value and interest to the 

present study because they actually modelled organisational tacit knowledge as a dependent 

variable with a firm’s entrepreneurial and market orientation - the two independent variables 

in the research. Perez-Luno et al. (2016) adopted Subramaniam and Venkatramann’s (2001) 

measurement scale, which was built on the principles of “codifiability” and “teachability”. 

This was a measure of organisational tacit knowledge, originally developed by Zander and 

Kogut (1995), but which was later modified by Subramaniam and Venkatramann (2001). In 

other words, organisational tacit knowledge can be measured using a positivistic approach, 

such as a Likert-based questionnaire, which asks six questions that are tailored to measuring 

the “codifiability” and “teachability” of key tacit knowledge in the organisation. Using factor 

analysis and correlation techniques, Perez-Luno et al. (2016) were able to examine the 

relationship between organisational tacit knowledge and a firm’s entrepreneurial and market 

orientation. Given this evidence, the Subramaniam and Venkatramann’s (2001) 6-item 

framework was, therefore, selected and adopted for quantitatively measuring organisational-
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level tacit knowledge in 150 small and medium size education & training consulting firms in 

the GTA (Greater Toronto Area) part of Ontario, Canada, using online survey questionnaires. 

3.6 Tacit Knowledge Repositories and the Consequences of the Loss of Tacit Knowledge  

The resource-based view of the firm, as discussed by Barney (1991), emphasises the role of 

organisational resources as sources of competitive advantage for firms (Hoskisson et al., 

2018). In this theory, which was originally developed by Penrose (1959), tacit knowledge was 

emphasised as one of the key organisational resources of firms, which contribute to the 

attainment of a sustainable competitive advantage. In particular, tacit knowledge has been 

linked to the attainment of a competitive advantage in firms due to the difficulty competitors 

face in copying or imitating it (Hislop et al., 2018; Lubit, 2001; Hamza and Adam, 2008; 

Lam, 2000; Berman et al., 2002). This is due to the perception that tacit knowledge is made of 

the collective mind-set of everybody in an organisation and represents the greater level of 

knowledge in any organisation (Joubert and Paraponaris, 2018). It can be argued that when 

tacit knowledge is lost through voluntary turnover, a greater part of organisational knowledge, 

competitive advantage, and human capital assets are depleted (Clarke et al., 2004; Saint-Onge 

and Wallace, 2003).  

 

This further suggests that investment in human capital might be a moderator of the 

relationship between organisational tacit knowledge and voluntary employee turnover. 

Furthermore, research has also indicated that when tacit knowledge is lost in organisations 

due to voluntary employee turnover, there will most probably be a loss of highly skilled 

employees in whom lies such tacit knowledge (Clarke, 2010). This is against the background 

that one of the informal mechanisms in which tacit knowledge is embedded is people’s heads 

(Selamat and Choudrie, 2004; Faulconbridge, 2005). This notion has been supported in many 

empirical studies on the antecedents and predictors of tacit knowledge, suggesting that skilled 

employees’ experience, among many other internal mechanisms, is the primary custodian of 

tacit knowledge (Ambrosini and Cliff, 2002; Subramaniam and Venkatraman, 2001; Goffin 

and Koners, 2011; DeLong, 2004; and Wraige, 2004). From a collective standpoint, tacit 

knowledge exists in informal mechanisms such as organisational routines and shared norms 
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(Manfredi et al., 2018). It may, therefore, be argued that tacit knowledge could exist in 

multiple informal mechanisms such as employee heads, organisational routines, shared norms, 

and culture. On the other hand, explicit knowledge can be codified and stored in blueprints, 

recipes, written rules, and procedures (North and Kumta, 2018). The informal mechanisms in 

which tacit knowledge is embedded also include insights, personal belief, perspective and 

values, intuition, and hunches, which are often built by experience and are, thus, difficult to 

formalise, articulate or share (Cornell et al., 2013). From another perspective, when tacit 

knowledge disappears from organisations through voluntary turnover, a range of 

organisational innovation capabilities are lost.  

Figure 3.7: The Impact of Innovation on Strategy 

 

 

 

Source: Dobni (2008), ‘The Innovation DNA’ 

 

Theoretically, innovation is defined as a novel creation that produces value (Nagji and Tuff, 

2012). Innovation is therefore regarded as one of the strongest competitive weapons of smart 

contemporary organisations for creating long-lasting advantages and produces dramatic shifts 

in competitive positioning (Dobni, 2008). An evaluation of the impact of innovation on 

strategy was carried out by Dobni (2008). In this analysis, a successful synthesis of a firm’s 

mission, products, and competitive positioning is predicted to lead to operational and strategic 

innovation for the firm. Dobni’s (2008) conceptual framework in figure 3.7 also suggests that 

successful innovation is firmly linked to the achievement of competitive advantage, strategic 
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alignment and value creation, as argued by Nagji and Tuff (2012). Thus, if the loss of tacit 

knowledge can lead to the loss of the innovative capabilities of an organisation, it can also be 

argued that the ability of an organisation to achieve strategic alignment and value creation 

would be greatly impaired. There are several other losses that can occur in organisations as a 

result of the loss of tacit knowledge. As argued by Terhorst et al. (2018) and Mascitelli 

(2003), tacit knowledge engenders an environment of innovation, which is a bridge between 

tacit technical skills and cognitive, technical skills. Notably, Mascitelli (2003) is of the 

opinion that there are technical and cognitive dimensions of tacit knowledge, and, by 

implication, when tacit knowledge leaves an organisation through voluntary turnover, several 

technical and cognitive abilities are lost in the organisation, including the ones mentioned in 

figure 3.1. Furthermore, when tacit knowledge disappears in organisations, such organisations 

are plagued with an inability to learn from experience, which leads to reinvented wheels, 

unlearned lessons, a pattern of repeated mistakes, productivity shortfalls and a lack of 

continuous performance improvement when tacit knowledge is lost (Martins and Martins, 

2011). Consequently, the loss of tacit knowledge in organisations may likely depress their 

level of innovativeness. Given this background, the next section of this study will examine the 

tacit knowledge concept from a Canadian context and its implications for the present study. 
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3.7 Tacit Knowledge in Canada: Research and Practice 

While this study has found the contribution of US scholars to be the most pervasive and 

comprehensive, some Canadian scholars have also contributed to the research base within the 

tacit knowledge context. For example, Boiral (2002), a senior academic in a Canadian 

University, examined the benefits associated with employees’ tacit knowledge within the 

context of environmental management. The results of this study show some attempts at 

measuring employees’ tacit knowledge by codification. However, Boiral (2002) argues that 

these results are not generalisable and may not be applied to other organisational contexts. 

Further, Harlow (2008) carried out another study that sought to examine the effect of tacit 

knowledge on firms’ performance within a Canadian work environment. Harlow (2008) 

discovered significant links between Canadian firms’ total tacit knowledge and the innovative 

performance of such organisations, suggesting a link between organisational tacit knowledge 

and an improved competitive advantage.  

These results appear similar to the findings of Mascitelli (2003) who observed a potential 

relationship between the loss of tacit knowledge and the innovative capability of firms. Other 

Canadian based studies within the domain of organisational tacit knowledge include those 

carried out by Jean et al. (2018); Velayutham and Rahman (2018); Grant (2007); Ajiferuke 

(2003); Kothari et al. (2011); Popadiuk and Choo (2006); and Metcalfe and Fenwick (2009). 

All of these authors had one thing in common; they were all Canadian based scholars who 

carried out studies on tacit knowledge focusing on how it is stored, created and transferred. 

However, none of these studies have attempted to examine the potential for an inverse 

relationship between organisational tacit knowledge and voluntary employee turnover or the 

possibility of human capital investments being a moderator of this inverse relationship. This 

presents further justification for the present study. It is, however, important to examine the 

literature base for the moderating role of human capital investment on the proposed inverse 

relationship between voluntary employee turnover and organisational tacit knowledge. This is 

presented in the next section of this chapter.           
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3.8 Human Capital Investment  

For many years, studies related to the human capital theory have helped researchers to firm up 

the understanding of the relationship between voluntary employee turnover and organisational 

performance (Shaw et al., 2005). The human capital theory proposes that “the accumulation 

of firm-specific human capital embodied in a workforce determines workforce performance” 

(Teixeira, 2018; and Strober 1990, cited in Shaw et al., 2005, p. 51). Goldin (2016, p.  55) 

defines human capital as, “the stock of skills the labour possesses”. At the root of this 

definition is the notion that every organisation makes investments in people in key areas like 

training, health and education, all of which ultimately lead to improvement in employee 

productivity (Smith, 2003). Human capital research has had a long history, dating back to the 

era of Adam Smith in the 17th century, where Adam Smith was making attempts at defining 

“capital” as a crucial factor of production. However, numerous other scholars within the 

economics domain, such as Solow (1957) and Mincer (1958), are considered to be the main 

pioneers of studies related to “human capital” and “human capital investments” with 

investments in health, education and training at the center of many of their studies (Bailey et 

al., 2013; Goldin, 2016).  

Other studies have also found that investment in the actual recruitment and selection of staff 

are an important part of the total investment in human capital (Kwon and Rupp, 2013). 

Furthermore, McGuirk et al. (2015) identified expenditures on training, education and 

medical care as the three most pervasive types of investments in human capital. Therefore, the 

most dominant types of investments in human capital seem to be within the areas of medical, 

training, education, recruitment and selection and incentive-based pay (Kwon and Rupp, 

2013). Of all these measures, investment in education and training (formal or informal) has 

been found to be the most dominant types of investment in human capital, particularly within 

small firms (Kor and Leblebici; 2005; Hofheinz, 2009; Ganotakis, 2012). Human capital 

investment is defined as “expenses that a firm incurs to attract, develop, and motivate 

employees with expectations of future returns” (Bhattacharya and Wright, 2005 cited in 

Bhattacharya et al., 2014, p. 88). It comprises of measures like wages and benefits paid to 

retain employees; selection and recruitment costs; firm level training and development costs 

(including all startup and operational costs); as well as medical costs (Garavan, 2012). At a 
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more granular level, human capital investment measures could include “incentive 

compensation, benefit plans, payroll taxes, pension costs, profit sharing, salaries and wages” 

(Bhattacharya et al., 2014, p. 99). However, the literature still suggests that the most pervasive 

measures of levels of investment in human capital include, expenditure on training and 

development, medical and education (McGuirk et al., 2015). 

3.8.1 Human Capital Investment, Voluntary Employee Turnover & Tacit Knowledge 

Theoretically, human capital studies have included varied perspectives. Scholars within the 

economics and psychology domains usually focus on human capital at an individual level, 

while those within the strategic management contexts have deployed the resource-based view 

perspective to embrace a firm-level view of human capital (Fulmer and Ployhart, 2014). 

Others have even begun to view human capital as a multi-level concept (Coff and Kryscynski, 

2011 cited in Fulmer and Ployhart, 2014, p. 165). These varied perspectives obviously have a 

significant impact on the present study as the choices made in the assessment of the level of 

human capital investment in the chosen organisations indicate the selected units of 

measurement. More specifically, this study is designed to assess such investments from an 

organisational standpoint that is closely aligned to the resource-based view concept of 

strategic management. Consequently, it is also important to point out that there have been 

variations in the notions held by scholars on the relationship between employee turnover and 

human capital (Coff and Raffiee, 2015). Two schools of thoughts have emerged, with one 

considering the micro and the other considering the macro aspects of human capital. For 

instance, Ployhart (2012 cited in Coff and Raffiee, 2015, p. 326) argues that the micro aspect 

of human capital studies focuses on understanding “variation in individual or group 

performance and/or attitudinal outcomes”, while the macro aspect of human capital studies 

focuses on “the understanding of retention at the firm level” (Campbell, 2012a cited in Coff 

and Raffiee, 2015, p. 326). In fact, organisational tacit knowledge has been identified as 

closely related to firm level human capital (Mahoney and Kor, 2015).  
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It is therefore possible for firm level tacit knowledge, being closely related to human capital, 

to be influenced by levels of investment in firm level human capital. Furthermore, research 

has shown that human capital is composed of specific and general types, the difference 

between them being the ease of transferability (McGuirk et al., 2015). McGuirk et al. (2015) 

argue that general human capital can be easily transferred, while specific human capital is 

more difficult to transfer. However, this classification seems flawed as the authors did not 

clearly distinguish between what is specific and what is generic. It also appears that some 

generic human capital may be specific and vice versa. Despite this obvious flaw, research still 

suggests that general human capital may positively predict voluntary employee turnover, a 

result that is significant to the present study (Wei, 2015). It is also possible to measure high or 

low levels of investments in human capital at the firm level (Mahoney and Kor, 2015). Thus, 

by examining levels of investment in human capital, the relationship between voluntary 

employee turnover and organisational tacit knowledge may be better understood.  

 

Another rationale behind the focus on the human capital perspective of turnover is that the 

accumulation of firm-specific, valuable human capital is crucial to organisational functioning 

(Dess and Shaw, 2001, p. 447). In other words, investment in human capital positively 

influence organisational performance (Crook et al., 2011). However, this argument has been 

challenged on the grounds of its lack of consideration of variations in levels of investment and 

the way in which these variations influence organisational performance, of which employee 

turnover is a major component (Bhattachanya et al., 2014). Given this, researchers generally 

agree that human capital is one of the key determinants of productivity and because voluntary 

turnover diminishes human capital, productivity is weakened as turnover increases (Dess and 

Shaw, 2001). As opposed to the individual level perspective of the relationship between 

voluntary employee turnover and organisational performance, the organisational level 

perspective indicates that an explanation of a negative relationship between voluntary 

turnover and productivity levels can be derived from the human capital theory (Dess and 

Shaw, 2001, p 448). But the issue on the minds of many authors within this field is the 

possibility of having a universally acceptable account of why people should leave an 

organisation in the first instance.  
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Despite the identification of numerous reasons for employees voluntarily quitting their jobs, 

and the fact that well over 1,500 studies and 800 meta-analysis studies on voluntary employee 

turnover have been carried out, research still indicates that there are no widely acceptable 

accounts of why people leave their jobs (Morrell et al., 2004a). However, there is still more 

theoretical and empirical research on the antecedents of voluntary employee turnover than the 

consequences of voluntary employee turnover (Kwon et al., 2012; Mohr et al., 2012). This 

justifies the need to undertake this research by seeking to understand the relationship between 

voluntary employee turnover and organisational tacit knowledge, a key consequence of 

voluntary employee turnover. With respect to this, Allen et al. (2010) present an argument on 

employee turnover studies that provides a picture of the negative impacts of losing human 

capital.  

 

According to Allen et al. (2010), at the root of the decision to study voluntary employee 

turnover and its adjacent concepts is the perception, by managers, that the direct costs, work 

disruptions, and losses of organisational memory and seasoned mentors, associated with 

turnover, are significant issues. Considered largely as costs, Cascio (2006 cited in Allen et al., 

2010, p.  51) argues that many of these costs are associated with recruiting, selecting, and 

training new employees, and they often exceed 100% of the annual salary for the position 

being filled. It is, however, regrettable that the loss of organisation tacit knowledge, which 

Saint-Onge (1996) argues to be critical to the overall human capital asset of organisations, is 

generally treated as “one of the costs” of voluntary employee turnover. In fact, neither Dess 

and Shaw (2001) nor Allen et al. (2010) have zeroed in on the loss of tacit knowledge as a 

principal consequence of voluntary employee turnover. This suggests that research in the 

direction of examining the consequence of voluntary employee turnover on organisational 

tacit knowledge may be justified, especially when considering levels of human capital 

investment as moderators.  
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3.9 Limitations and impact of Canadian National Culture on Present Research 

A vast majority of the literature sources in this research emanate from the USA and Europe. A 

review of the etic and emic dimensions of this research suggests that there are possibilities for 

certain limitations and problems that arise in the implementation of the aim and objectives of 

this research. For example, it is a known fact that Canada is a country comprising of both 

English and French speakers. It has been mentioned in the Hofstede Centre Report (2018) that 

Canadian national culture may differ between these two groups, and, by implication, could 

impact on each of the five stated dimensions of national culture. Since this research is 

particularly aimed at the small and medium size English speaking consulting organisations in 

Canada, the findings from this study may therefore lack generalisation across the whole of 

Canada, particularly within the Canadian small and medium size industry. This matter 

becomes particularly important since it has been found that knowledge-sharing activities are 

connected to core organisational values (McDermott and O’Dell, 2001), and cultural 

infrastructures must be appropriate for establishing successful knowledge management 

programmes (Chamish, 2001).  

Furthermore, research has also shown that culture plays a crucial role in determining which 

bits of knowledge are worth managing (De Long and Fahey, 2000), while also playing a key 

role in the general human resource management practices of organisations in different 

countries (Shen and Edwards, 2004). It is, therefore, possible for the relationship between 

voluntary employee turnover and organisational tacit knowledge to be highly influenced by 

the national culture in Canada. It is also possible for some of the key theoretical 

underpinnings of voluntary employee turnover in this research, such as the job embeddedness 

theory, to lack replication across all dimensions within a Canadian cultural context. For 

example, the job embeddedness model of voluntary employee turnover emanates from a US 

context (Mitchell et al., 2001; Allen et al., 2010), and although research has shown that 

Canada’s economy and culture is influenced greatly by the USA (Nazari et al., 2009), it is still 

possible for each of the multiple causal paths in Lee and Mitchell’s (1994) unfolding turnover 

model to be different within a Canadian context. In particular, most of the empirical studies 

carried out in the USA and in Europe on voluntary employee turnover and tacit knowledge 

models were focused on samples taken from those regions. Comparing the USA and Canada, 
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the Hofstede Centre Report (2018) indicates that Americans are generally more individualistic 

than Canadians and also show a higher trait of masculinity than Canadians. This implies that 

“on-the-job” or “off-the-job” influences may have a lesser effect on Canadians than they 

would on Europeans. and may have a stronger effect on Americans than they would on 

Canadians. In more specific terms, the following represents some of the potential limitations, 

as well as the amendments and adjustments that would have to be made to the empirical 

aspects of this research, in order to achieve valid and generalisable results. 

3.9.1 Potential Amendments and Adjustments 

The theoretical part of this research is built on a combination of the traditional and 

contemporary models of voluntary employee turnover. The traditional models are built on the 

works of March and Simon (1958) and Mobley (1977; 1979), all of whom are American 

based authors and who have used US samples in most of their empirical studies. On the other 

hand, the contemporary models are the unfolding model of voluntary employee turnover (Lee 

and Mitchel, 1994), the job embeddedness model (Allen et al., 2010), the optimal turnover 

model (Morrell, 2002; Glebbeek and Bax, 2004), and the simplified turnover model 

(Zimmerman and Darnold, 2009), all of which have also emanated from US based scholars. 

Research has shown that the cultural differences between the USA and Canada are not 

significant, considering the strong economic and cultural impact of the USA on Canada 

(Nazari et al., 2009). It is therefore unlikely for these little differences in culture to have very 

significant negative impacts on the findings of this research. However, as an intervention 

strategy; the population to be studied in this research shall be limited to the English speaking 

small and medium size consulting firms in the Greater Toronto Area (GTA) of Ontario, 

Canada. This is to avoid the potential for lack of validity and generalisability, which could 

occur if the French speaking small and medium size consulting firms are included in the 

sample. 
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3.9.2 Selected Models for the Current Research 

Given the evidence gathered from the preceding critical review of the literature, the job 

embeddedness theory was found to be the most suitable and comprehensive model for 

understanding and predicting employees’ intentions to leave and actual voluntary turnover 

rates at an organisational level (Mitchell et al., 2001; Holtom and Inderrieden, 2006; Crossley 

et al., 2007; Allen et al., 2010; and Regts and Moleman, 2012; Mitchell et al., 2001; Mitchel 

and Lee, 2001). The findings from the literature also show that the job embeddedness model 

compensates for some of the flaws in the unfolding model and helps to include on-the-job and 

off-the-job variables in the assessment of multiple causes and consequences of turnover 

decisions (Regts and Moleman, 2012; Mitchell et al., 2001; Mitchel and Lee, 2000). For tacit 

knowledge, the “BA” and “SECI” theories were found and selected in this study as the most 

pervasive theories for understanding and operationalising organisational tacit knowledge 

(Nonaka and Konno, 1998; Clarke, 2010; Nonaka and Takeuchi, 1995). Finally, the human 

capital theory was selected as the overarching theoretical basis for understanding the levels of 

investment in human capital.  

 

Against this background, two conceptual models are proposed as the underlying models for 

the current research. To arrive at the choice of two separate models, the nature of the variables 

involved in this study was critically examined in light of the formulated research objectives. 

First, this study looked at two sets of theoretical relationships, thus the two models. While 

related, they are different. In one case, this study aims to examine the possibility of levels of 

investment in human capital moderating a possible negative relationship between voluntary 

employee turnover rates and organisational tacit knowledge, organisational tacit knowledge 

and voluntary employee turnover rates being the dependent and independent variables, 

respectively. In another case, this study aims to investigate the possibility of levels of 

investment in human capital moderating a possible negative relationship between job 

embeddedness and voluntary employee turnover rates, job embeddedness and voluntary 

employee turnover rates being the independent and dependent variables, respectively. 

Therefore, it can be seen from the above that voluntary employee turnover rate in one case 

acts as an independent variable and in another case acts as a dependent variable. Therefore, 
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for the sake of clarity in the formulation and analysis of hypotheses as well as in the 

formulation of the initial and final research theories, two different models were deemed 

appropriate and proposed for this study and are presented in this chapter. In particular, model 

2 presents job embeddedness as a possible predictor of voluntary employee turnover rates at 

an organisational level. Although job embeddedness can be used to predict intention to quit, 

research has also shown that job embeddedness is predictive of actual organisational level 

turnover rates, which is the main focus of Model 2. Thus, for this study, the job 

embeddedness measurement scale was administered to executives to provide organisational 

level data on employee embeddedness and not to individuals in the sampled organisations. 

Figure 3.9.2: A Proposed Two-Stage Conceptual Model of the Relationship between 

Voluntary Employee Turnover and Organisational Tacit Knowledge 

 

                                           Model 1 

    H1 

 

 

         H3a 

 

 

 

 

 

Model 1 proposes that levels of investment in human capital are capable of moderating the 

proposed negative relationship between voluntary employee turnover rates and organisational 

tacit knowledge.  

 

 

 

 

 

Organisational 

Tacit 

Knowledge  

Voluntary 

Employee 

Turnover 

Rates 

 

Levels of 

Investment in 

Human Capital  



86 

 

                                            Model 2 

 

 

    H2 

 

                H3b                                  

 

 

 

 

 

Model 2 proposes that levels of investment in human capital are capable of moderating the 

proposed negative relationship between voluntary employee turnover rates and job 

embeddedness.  

3.10 Links between Literature and Operational Aspects of the Study 

The purpose of this section is to present and discuss the development of the proposed 

hypotheses and to discuss the basis for the selected operational variables in this study.   

3.10.1 Hypotheses Development  

Many theoretical propositions have been put forward by researchers, positing that 

organisational tacit knowledge is related to voluntary employee turnover (Stoval and Bontis, 

2002; Yanadori and Kato, 2007; Mohr et al., 2012; Lesser and Prusak, 2001; and Maltarich et 

al., 2010). However, this critical literature review has shown that very few, or no, attempts 

have been made in academic research to empirically test the possibility of a negative 

relationship between organisational tacit knowledge and voluntary employee turnover rates, 

particularly within small and medium size organisations (Ton and Huckman, 2008; Droege et 

al., 2003; Nagadevara and Vasanthi, 2008; Madsen et al., 2002). For this study, voluntary 

employee turnover was operationalised by actual rates of turnover and turnover intentions. 

“Voluntary turnover rates refer to the proportion of employee departure initiated by 

employees” (e.g., resignations) (Park and Shaw, 2013, p. 270). Notably, research has shown 

that a standard deviation increase of one in turnover rates can depress critical sources of 
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organisational competitive advantage, of which organisational tacit knowledge is a component 

(Park and Shaw; 2013; Perez-Luno et al., 2016). Furthermore, research has also shown that 

turnover rates depress the balance and location of experience within an organisation and may 

likely reduce the level of organisational tacit knowledge in such organisations (Guidice et al., 

2009 p. 146). In summary, there seems to be a negative relationship between employee 

turnover and organisational tacit knowledge (Massingham, 2018). However, research is not 

clear as to whether functional turnover (where a non-performing employee leaves), or 

dysfunctional turnover (where a performing employee leaves) will influence the relationship 

between organisational tacit knowledge and voluntary employee turnover rates. Against this 

theoretical background, it seems possible to propose the following hypothesis and map it to 

Model 1 in the conceptual framework of figure 3.9.2. 

 

H1: Organisational tacit knowledge is negatively related to voluntary employee turnover rates 

 

Secondly, this study discovered, from the critical literature review, that the models of 

voluntary employee turnover can be classified into traditional and contemporary types 

(Breukelen et al., 2004), or as content and process based (Maertz and Kmitta, 2012). The 

traditional models are based on the concept of perceived ease and desirability of quitting jobs 

(Mitchell et al., 2001). However, recent findings have shown that these traditional predictors 

only predict 40% of all employment that has been ‘quit’ (Lee, 2008; Griffeth et al., 2000 cited 

in Lee et al., 2004). Given these flaws, the contemporary model of voluntary employee 

turnover was found to be capable of predicting higher rates of voluntary turnover among 

employees, because it assists in understanding the internal and external factors that ultimately 

lead to actual quit decisions among employees (Holtom and Inderrieden, 2006). Given the 

evidence from Crossley et al. (2007); Allen et al. (2010); Regts and Moleman (2012); 

Mitchell et al. (2001); and Mitchel and Lee (2001), the job embeddedness model seems to be 

the most comprehensive theoretical basis for understanding turnover intentions and actual 

turnover rates. Conceptually, the job embeddedness model is underpinned by on-the-job and 

off-the-job dimensions which are further classified into six operational variables, namely: fit 

with community; fit with organisation; links with community; links with organisation; 
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sacrifice for community; and sacrifice for organisation (Lee et al., 1996). In some studies, 

these six variables were found to be of significant importance in predicting actual voluntary 

turnover rates among employees (Lee et al., 1999; Holtom and Inderrieden, 2006). However, 

in another quantitative study that employed regression analyses, “off-the-job embeddedness 

was significantly predictive of subsequent voluntary turnover and volitional absences; 

whereas, on-the-job embeddedness was not” (Lee et al., 2004, p. 717). In general, however, 

research has shown that employees with numerous links to others in their organisation and 

community, who fit better with their organisation and community, “and who would have to 

sacrifice more by leaving their organisations and communities are more embedded and are 

more likely to stay in their organisations” (Allen et al., 2010, p. 55). This therefore suggests 

that there is a potential relationship between job embeddedness and voluntary employee 

turnover rates in organisations. Against this background, it seems possible to propose the 

following hypothesis and map it to Model 2 in figure 3.9.2. 

  

H2: Job embeddedness (off-the-job and on-the-job) is negatively related to voluntary 

employee turnover rates.  

 

Thirdly, this study has examined the human capital literature, focusing on the investment in 

human capital aspects of turnover. This is against the background that voluntary turnover 

diminishes human capital (Dess and Shaw, 2001). Human capital is defined by Goldin (2016, 

p. 55) as, “the stock of skills the labour possesses”, and has been linked to turnover in 

numerous studies (Smith, 2003; Allen et al., 2010). In particular, many studies have shown 

that human capital exists at both the individual and firm levels (Fulmer and Ployhart, 2014). 

Individual level concepts of human capital have focused on understanding individual 

performances and attitudinal issues, while the firm level concept has focused on 

understanding employees’ retention (Coff and Raffiee, 2015). An interesting research finding 

is that organisational tacit knowledge is closely linked to human capital (Mahoney and Kor, 

2015) and, human capital may positively predict voluntary employee turnover (Wei, 2015).  
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Therefore, any investment in human capital at the firm level in any organisation might 

possibly influence employees’ turnover decisions, and hence, organisational tacit knowledge. 

In other words, investment in human capital at the firm level seems to play a moderating role 

in the perceived negative relationship between organisational tacit knowledge and voluntary 

employee turnover, voluntary employee turnover being measured by actual turnover rates and 

job embeddedness. This is against the background that human capital investment in training 

and development was found, in a previous research, to moderate the relationship between firm 

performance and high-performance turnover (Kwon and Rupp, 2013). Although, there is no 

generally acceptable measure of human capital investment, firm-level expenses in training 

and development, as well as medical and education are typical measures of levels of 

investment in human capital (McGuirk et al., 2015). Therefore, investments in health, 

education and training (formal or informal) have been found to be the most dominant types of 

investment in human capital (Kor and Leblebici; 2005; Hofheinz, 2009). Against the above 

background, it seems possible for human capital investments to moderate the negative 

relationship between organisational tacit knowledge and voluntary employee turnover. Hence, 

these third and fourth hypotheses are proposed and respectively mapped to Model 1 and 

Model 2 of figure 3.9.2. 

 

H3a: Levels of human capital investment will increase the scale of the negative 

relationship between organisational tacit knowledge and voluntary employee turnover 

rates. 

 

H3b: Levels of investment in human capital will increase the scale of the negative 

relationship between job embeddedness and voluntary employee turnover rates. 
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Table 3.10: Summary of Operational Variables and Supporting Literature 
Theoretical Concepts Supporting literatures 

Job Embeddedness Dimension 

Operational Variables 

Extent of fit with community; extent of fit with 

organisation; extent of links with community; 

extent of links with organisation; extent of sacrifice 

for community; and extent of sacrifice for 

organisation 

Regts and Moleman (2012); Holtom and 

Inderrieden (2006); Mitchell et al., (2001); 

Crossley et al. (2007); Mitchel and Lee 

(2000); and Lee et al. (1996). 

Voluntary Employee Turnover Rates 

Operational Variables 

Voluntary employee turnover rate  

= Leavers in a year X 100 

Average number of staffs in post during year  

 “voluntary turnover rates refer to the proportion 

of employee departure initiated by employees”  

Morrell et al. (2001); Morrell (2002); Park 

and Shaw (2013) 

 
 

Organisational Tacit Knowledge  

Operational Variables 

Simplicity of information; ease of documentation 

of information; ease of understanding of 

information; ease of communication of 

information; ease of transparency of information to 

competitor; and ease of identification of 

information 

Subramaniam and Venkatramann’s (2001) 

Human Capital Investment 

Operational Variables 

Total yearly ($) expenditures on training of 

employees, level of funds invested in training 

(high/low); level of varieties of training; and types 

of training 

Kwon and Rupp (2013); McGuirk et al. 

(2015); Kor and Leblebici (2005); Hofheinz 

(2009); Ganotakis (2012); Bhattacharya and 

Wright (2005); Bhattacharya et al. (2014); 

Bae and Lawler (2000) and Snell & Dean 

(1992) 
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3.10.2 Summary of Literature Review and the Justification of Operational Variables 

The last two chapters have critically discussed the literature base for voluntary employee 

turnover and tacit knowledge. Using a wide range of studies as a basis, the current gaps in 

research have been identified and these have been used as the basis for the identification of 

relevant operational variables for tacit knowledge and voluntary employee turnover. 

Furthermore, the possibility for levels of investment in human capital to moderate the 

relationship between organisational tacit knowledge and voluntary employee turnover rates, 

as well as the relationship between job embeddedness and voluntary employee turnover rates 

has also been established. This literature review has highlighted that it may be possible to 

categorise, measure and operationalise tacit knowledge within a specific organisational 

context. Similarly, the literature review sections have identified the operational variables for 

the voluntary employee turnover domain of the research. Both categories of operational 

variables have informed the formulation and proposition of four sets of hypotheses, denoted 

by H1, H2 and H3a & H3b.  In conclusion, the next chapter of this thesis will synthesise the 

main findings of the literature review for the development of the basic theoretical proposition 

of this study.  
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Chapter Four: Synthesis and Theory Development 

4.1 Introduction 

This section presents the synthesis of the reviewed literature with the aim of developing the 

main outcomes of each section of the literature review. Consequently, the outcomes from each 

section will form the basis for developing the theory underpinning this research. The formal 

research theory will inform the development of the research methodology and the subsequent 

analytical sections of the research. 

4.2 The Literature Synthesis 

The literature synthesis suggests the following underlying assumptions with respect to 

voluntary employee turnover and organisational tacit knowledge; 

 

Organisational tacit knowledge is negatively related to voluntary employee turnover 

rates  

One of the key firm-specific capabilities is tacit knowledge, whether it is individual or 

organisational (Barney, 1991). The resource-based view concept of the firm was initially 

developed by Penrose (1959). However, Barney (1991) expanded the previous study of 

Penrose (1959) to identify the way in which such a capability can be a source of competitive 

advantage for firms. Thus, the argument now is that tacit knowledge is a key firm-specific 

capability which can be a source of competitive advantage for firms (Lubit, 2001; Hamza and 

Adam, 2008; Lam, 2000; Berman et al., 2002). Among several negative consequences of 

voluntary turnover is the loss of valuable tacit knowledge (Stoval and Bontis, 2002; Yanadori 

and Kato, 2007). The argument among tacit knowledge researchers is that tacit knowledge 

exists in several informal mechanisms such as people’s minds (Selamat and Choudrie, 2004; 

Faulconbridge, 2005); organisational routines and shared norms (Lam, 2000); and skilled 

employees’ experience (Ambrosini and Cliff, 2002; Subramaniam and Venkatraman, 2001; 

Goffin and Koners, 2011). Since voluntary turnover (dysfunctional turnover) refers to the 

voluntary resignation of skilled and high-quality employees from their jobs, it is therefore 

logical to argue that there could be a relationship between voluntary turnover rates, a measure 

of actual turnover and organisational tacit knowledge (Park and Shaw, 2013). However, 
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research has also shown that there are different types of tacit knowledge, and that the loss of 

any tacit knowledge may still be linked to the loss of people (Berman, 2002). Thus, there is an 

abundance of evidence from the literature to support the argument that a rising rate of 

voluntary turnover would probably lead to the loss of tacit knowledge, while the converse is 

that a reduced rate of the loss of tacit knowledge may be as a result of low voluntary turnover 

in organisations (Park and Shaw; 2013; Perez-Luno et al., 2016). In conclusion, it can be 

argued that, organizational tacit knowledge is negatively related to voluntary employee 

turnover rates. 

Job embeddedness is negatively related to voluntary employee turnover rates 

In response to the need for eliminating some of the weaknesses and lack of robustness in the 

traditional models of voluntary turnover, researchers began to develop some newer voluntary 

employee turnover models, including, for example, the optimal turnover model (Morrell, 

2002; Glebbeek and Bax, 2004); the unfolding model of voluntary employee turnover (Lee 

and Mitchel, 1994); the job embeddedness model (Mitchel et al., 2001); and the simplified 

turnover model (Zimmerman and Darnold, 2009). Within the context of contemporary 

turnover research, findings from authors like Lee and Mitchel (1991, 1994); Lee et al. (1996); 

Lee et al. (1999) and Lee et al. (2004) have been successful in highlighting the multiple paths 

that underpin turnover intentions in an environment of several moderating variables, like 

gender and social interactions (Lee, 2012). In particular, the job embeddedness model was 

developed to examine how on-the-job or off-the-job embeddedness of employees can be used 

to predict turnover intention and actual turnover rates at an organisational level. Thus, while 

other traditional models and many other contemporary versions base their assessment of 

turnover decisions on internal organisational, or personal, variables,  the job embeddedness 

model differs appreciably because it argues that the combination of several internal and 

external organisational factors, such as marriage, community involvement, extent of 

relationship with co-workers, work groups, mentors, friends, and relatives can impact 

significantly on employees’ turnover intentions and actual turnover rates (Mitchell et al., 2001 

and Crossley et al., 2007). Given this, it follows that employees’ degree of on-the-job or off-

the-job embeddedness might be related to turnover rates in organisations (Coetzer et al., 2017; 
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Charlier et al., 2016). In conclusion, it can be argued that, job embeddedness is negatively 

related to voluntary employee turnover rates. 

 

There is a likelihood for levels of investment in human capital to moderate the negative 

relationship between organisational tacit knowledge and voluntary employee turnover 

rates  

Investment in human capital has been defined in this study as “expenses that a firm incurs to 

attract, develop, and motivate employees with expectations of future returns” (Bhattacharya 

and Wright, 2005 cited in Bhattacharya et al., 2014, p88). Furthermore, this study has 

identified investments in training, education and medical expenses of employees as the most 

pervasive types of human capital investments (Garavan, 2012; McGuirk et al., 2015; Goldin, 

2016). Incidentally, the micro and macro dimensions of the human capital theory have 

dominated the interests of researchers when considering investments in human capital (Coff 

and Raffiee, 2015). However, it is the macro perspective, also known as firm-level human 

capital, that has been found to be related to turnover intention (Campbell, 2012). Interestingly, 

organisational tacit knowledge has been identified as being closely related to firm level 

human capital, meaning that any investment in human capital is a direct investment in the 

degree of organisational tacit knowledge (Bapna et al., 2013; Chatterjee, 2017).  

 

However, a number of flaws have been identified in the human capital investment literature, 

including, for instance, the lack of clarity in the influence of the levels of human capital 

investments on tacit knowledge (Gemici and Wicwall, 2014). Despite these gaps, many 

studies have also found a negative relationship between organisational tacit knowledge, a 

concept related to human capital and voluntary employee turnover rates (Mahoney and Kor, 

2015; Shaw et al., 2013). In other words, it has been found that organisational tacit knowledge 

may be depleted if voluntary employee turnover rates increase (Mohr et al., 2012; Goldin, 

2016), and since organisational tacit knowledge is found to be related to firm-level human 

capital (Chatterjee, 2017), it might be possible for the levels of investment in human capital to 

be capable of moderating this relationship. In other words, the existing research seems to be 
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strong on the influence of human capital investment on the relationship between voluntary 

employee turnover and organisational tacit knowledge.  

 

There is a likelihood for levels of investment in human capital to moderate the negative 

relationship between job embeddedness and voluntary employee turnover rates 

Furthermore, benefits, such as wage increases, promotions, and training, are all part of “on-

the-job sacrifice”, an aspect of job embeddedness (Allen et al., 2010). Given that investment 

in training and development is one of the dominant focuses of an organisation’s human capital 

investment plans (Ganotakis, 2012), it therefore seems likely for levels of investments in 

human capital to be capable of moderating the negative relationships between voluntary 

employee turnover rates and job embeddedness, and between voluntary employee turnover 

rates and organisational tacit knowledge. In conclusion, this literature synthesises that there is 

a likelihood for levels of investment in human capital to also be capable of moderating the 

negative relationship between job embeddedness and voluntary employee turnover rates. 

4.3 The Development of the Basic Theory  

4.3.1 Synthesis Summary 

Given the preceding discussions, it can be summarised that in any organisation, organisational 

tacit knowledge is negatively related to voluntary employee turnover rates, while job 

embeddedness is negatively related to voluntary employee turnover rates. Further, it can also 

be summarised that levels of investment in human capital in any organisation could moderate 

the negative relationship between organisational tacit knowledge and voluntary employee 

turnover rates and the negative relationship between job embeddedness and voluntary 

employee turnover rates. 
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4.4 The Research Hypotheses 

Based on the proposed model illustrated in figure 3.9.2, the final research hypotheses for this 

study are presented as follows: 

4.4.1 Final Research Hypotheses 

Hypothesis 1 

• H0: Organisational tacit knowledge is not negatively related to voluntary employee 

turnover rates 

• H1: Organisational tacit knowledge is negatively related to voluntary employee 

turnover rates 

Hypothesis 2 

• H0: Job embeddedness is not negatively related to voluntary employee turnover rates. 

• H1:  Job embeddedness is negatively related to voluntary employee turnover rates. 

Hypothesis 3a 

• H0: Levels of investment in human capital will not increase the scale of the negative 

relationship between organisational tacit knowledge and voluntary employee turnover 

rates in any organisation. 

• H1: Levels of investment in human capital will increase the scale of the negative 

relationship between organisational tacit knowledge and voluntary employee turnover 

rates in any organisation. 

Hypothesis 3b 

• H0: Levels of investment in human capital will not increase the scale of the negative 

relationship between job embeddedness and voluntary employee turnover rates in any 

organisation. 

• H1: Levels of investment in human capital will increase the scale of the negative 

relationship between job embeddedness and voluntary employee turnover rates in any 

organisation. 

Against the above background, the main methodological choices and the basis on which these 

choices were made will be presented and discussed in the next section of this research.  
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Chapter Five: Research Methodology 

5.1 Introduction to Research Methodology 

A research methodology is defined as a body of methods (Scandura and Williams, 2000). 

Researchers have also indicated that research methodologies fall within the categories of 

qualitative and quantitative methodologies (Gormon and Clayton, 2005), or a combination of 

both approaches, which is typically referred to as mixed methodology (Gorard and Taylor, 

2004; Jogulu and Pansiri, 2011). Theoretically, the methodology of a quantitative research 

maintains the assumption of an empiricist paradigm (Creswell, 2003; Dilanthi et al., 2002), 

while that of a qualitative research focuses on the understanding of the meaning people have 

constructed; that is, the way in which people make sense of their world and the experiences 

they have in the world (Merriam, 2009). In fact, Creswell (2003) argues that quantitative 

research employs strategies of inquiry, such as experimental approaches and surveys and 

collects data on predetermined instruments that yield statistical data. On the other hand, 

qualitative research is a situated activity that locates the observer in the world (Denzin and 

Lincoln, 2005).  

From the standpoint of mixed methodology, it is a strategy employed for exploiting the 

strengths of the qualitative and quantitative approaches, particularly when triangulation is of 

great interest (Jack and Raturi, 2006). Apart from these three broad categories, other specific 

methodologies for undertaking academic research include longitudinal and cross-sectional 

methodologies, action research methodology, grounded theory, feminine methodology, case 

study methodology, ethnography and much more (Creswell, 2003 & 2009). More specifically, 

Shannon-Baker (2016, p.3) argues that “mixed methods research is a type of inquiry 

that is philosophically grounded where an intentional mixture of both qualitative and 

quantitative approaches is used in a single research study”. Broadly, there are three types of 

mixed methods for executing academic research; the convergent parallel mixed methods; the 

explanatory sequential mixed methods; and the exploratory sequential mixed methods 

(Creswell, 2003). However, each of these mixed methods approaches differs in a number of 

areas.  
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For example, Creswell (2003) argues that the convergent parallel mixed method is a mixed 

method approach where the researcher converges or matches quantitative and qualitative data 

to provide a comprehensive analysis of the research problem, while the explanatory sequential 

mixed method is an approach used by researchers when seeking to first conduct a quantitative 

research, followed by a qualitative research after a thorough analysis of the quantitative data. 

According to Creswell (2003), the exploratory sequential mixed method is an exact opposite 

of the explanatory approach because the researcher would usually begin with a qualitative 

approach, exploring the views of the participants and using that as the basis for introducing a 

quantitative approach to the study. Usually, the choice of methodology is never made 

arbitrarily, but is made based upon the nature of a specific research study in terms of the 

formulated aim, objectives and questions (Aigen, 2008a). In making the choice of 

methodology for this study, the research onion framework of Saunders et al. (2009) was 

considered. As shown in figure 5.1, the time horizon for this study was cross-sectional in 

nature. The main research choice was mono method and the strategy was cross-sectional 

surveys of small and medium size education and training consulting firms within the 

Canadian education and training consulting sector. Finally, the theoretical approach for this 

thesis was deduction and the mono method selected for this study was the quantitative 

methodology.  

Figure 5.1: The research onion framework 

 

Source: Saunders et al. (2009) 
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5.2 Justification for Quantitative Methods 

This choice made was based on a thorough assessment of the nature of this study, which is 

directed towards the modelling of three categories of variables and the development of a 

testable theory and hypotheses. In fact, Dilanthi et al. (2002, p22) argue that a quantitative 

methodology is a more suitable choice of methodology when the researcher is concerned 

about the development of testable hypotheses and theories which can be generalised across 

settings. Mansourian and Madden (2007, p. 94) argue that, to carry out a valid quantitative 

study, “it is necessary to have a sample which is sufficiently large to be statistically 

representative of the whole research population”. This is exactly what this study is all about. 

The aim is to use a sufficiently large sample of organisations within the Canadian small and 

medium size education and training sector to test two propositional models and to use the 

findings from this test to accept or refute a range of hypotheses, an approach that seems more 

achievable with a quantitative methodology than with any other methodology. Within this 

context, Atieno (2009, p.13) argues that a quantitative methodology will seem more 

appropriate in studies that “seek to ensure validity by the process of rigorous clarification, 

definition or use of pilot experiments”. There are five broad types of quantitative 

methodologies for undertaking academic research; descriptive, causal-comparative, 

correlational, experimental and quasi-experimental designs (Williams, 2007; Avolio et al., 

2009). Of these five categories, the descriptive approach seems to fit into the context of the 

present study, while the experimental, causal-comparative, correlational and quasi-

experimental approaches do not fit into the scope of the current study.  

These do not fit into the current scope of this research because both the experimental and the 

quasi-experimental approaches require interventions and repeated data collection, while the 

correlational and causal-comparative approaches do not completely employ the use of surveys 

and data analysis of a single population (Campbell et al., 2008; Hopkins, 2008). Furthermore, 

research has shown that data can be collected in a descriptive research using methods such as 

observational, correlational and survey studies with the survey study being further broken into 

cross-sectional and longitudinal survey studies (Cook and Cook, 2008). Incidentally, the 

cross-sectional time horizon to data collection was selected for this study and seems to align 
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with the choice of a descriptive quantitative methodology. Although certain aspects of the 

causal-comparative approaches seem to be beneficial for the present study, including, for 

example, the need to examine the relationships between dependent and independent variables, 

this approach still does not seem appropriate as it is mainly used for at least two different 

groups of study. In particular, the key gaps in the literature, which include limited studies 

modelling the relationship between voluntary employee turnover and organisational tacit 

knowledge,  particularly within the small and medium size educational and training 

enterprises, and few studies on the moderating role of investment in human capital on the 

relationship between organisational tacit knowledge and voluntary employee turnover within 

the same organisational context, this justifies the need to adopt a quantitative methodology for 

this research. Previous studies within the context of voluntary employee turnover and tacit 

knowledge employing quantitative methodologies include those from Trevor (2000); Trevor 

and Nyberg (2008), Lee et al. (2004); Mahmud (2006); Insch et al. (2008); Subramaniam and 

Venkatramann’s (2001). Therefore, it seems appropriate to apply a quantitative methodology 

that is descriptive in nature and employs a cross-sectional survey method for data collection 

as the dominant research methodology for this study. 

5.3 Research Paradigm and Justification 

Paradigms are sets of beliefs and practices, shared by communities of researchers, which 

regulate inquiry within disciplines (Bunniss, 2010). The various paradigms are characterised 

by ontological, epistemological and methodological differences in their approaches to 

conceptualising and conducting research, and in their contribution towards disciplinary 

knowledge construction (Weaver and Olson, 2006). Against this background, previous 

research has indicated that positivism and phenomenology are the two broad paradigms which 

are adopted by researchers for executing research activities (Jogulu and Pansiri, 2011; Bunnis, 

2010). However, research has also indicated the existence of other known paradigms that are 

variants of positivism and phenomenology, including realism, technical-pragmatic approach, 

constructivism, and interpretivism (Bryman and Bell, 2015; Kirkwood and Campbell-Hunt, 

2007). This research has considered positivism as the philosophical underpinning for 

executing the formulated aim and objectives.  
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By definition and application, the positivist paradigm facilitates the identification and 

measurement of a phenomenon while phenomenology focuses on the identification of facts 

through the human consciousness and reasoning (Budd, 2005; Moss, 2008). The aim of 

positivism is to model the world so as to predict and control it, in pursuit of a knowable 'truth', 

or to generate causal laws using the theory of deduction (Johnson and Duberley, 2000). On 

the other hand, phenomenology, which is largely regarded as an interpretive paradigm, seeks 

to use the theory of induction to understand the subjective experience of individuals, rather 

than some external realities (Kirkwood and Campbell-Hunt, 2007).  In practice, the two 

paradigms differ in terms of the methods employed to collect data as positivist researchers 

generally collect and analyse data quantitatively, while phenomenological researchers collect 

and analyse data qualitatively. Past research has indicated that the positivist paradigms are 

compatible with survey-based data collection methods (Kirwood and Campbell-Hunt, 2007, 

Perry, 1998), while phenomenological paradigms are more compatible with methods like 

observation, focus groups, historical analysis, and interviews (Fiegen, 2010). However, the 

words “quantitative” and “qualitative” should not be seen as being synonymous with 

paradigms (Greene and Hall, 2010). Thus, for the sake of this cross-sectional research, 

positivism was found to be suitable and was selected for undertaking the aim and objectives 

of the present study. Secondly, positivism was chosen because of its suitability in facilitating 

the modelling of the relationship between the dependent variables of tacit knowledge and the 

independent variables of voluntary employee turnover, given the possibility of moderating 

this relationship by an organisation’s level of investment in human capital.   

5.4 Research Methods for Variables 

5.4.1 Research Procedures 

Saunders et al.’s (2009) research framework presents three broad choices for collecting data 

in academic research; mono methods, mixed methods and multi-methods. Each of these 

methods is further broken down into interviews, questionnaires (structured or unstructured), 

focus groups, observation among others (Saunders, 2007). Furthermore, Kumar (2014) 

presents a model for understanding the differences between different methods of data 

collection. As shown below, Kumar’s (2014) model outlines the underlying differences 
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between primary and secondary sources of data collection, which are instrumental to this 

study. For this study, and based on Kumar’s (2014) classification, primary sources of data 

collection were selected, upon which questionnaires were based. Usually, quantitative 

researchers employ questionnaires and survey techniques for collecting primary data, while 

qualitative researchers typically use interviews, focus groups and observation for the same 

purpose (Jogulu and Pansiri, 2011). 

Figure 5.4: Data Collection Methods 

 

Source: Kumar (2014) 

It is also possible in certain types of studies for a qualitative study to employ questionnaires, 

while a quantitative study can also make use of interviews for validation and triangulation 

purposes (Perry, 1998).  Past research has shown that questionnaires are one of the most used 

instruments for collecting hard data from a range of respondents (Jogulu and Pansiri, 2011). 

However, a major weakness of a questionnaire is its inability to capture the soft-core views 

and experiences of people in social settings (Parkhe, 1993). On the other hand, the interview, 

which is an instrument mostly used in qualitative research, is capable of matching the 

consistency between the experiences of participants in relation to their social settings and life 

course, which are statistically described in questionnaires with their subjective interpretations 

and explanations of those experiences (Jogulu and Pansiri, 2011). In other words, interviews 
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help researchers to gain access to deeper, and often more difficult to observe, information 

from people. However, interviews are also often more subjective in nature, and findings based 

strictly on interviews may lack the required level of validity and reliability (Liamputtong and 

Ezzy, 2005).  

Ultimately, a combination of questionnaires and interview is always sought in the majority of  

academic research studies for the purpose of establishing triangulation and reliability of 

findings (Jack and Raturi, 2006). However, some of the weaknesses involved in the use of 

postal survey include the high cost of reaching a large sample of respondents, as well as the 

possibility for a reduced response rate and the possibility for delayed responses (McDonald 

and Adam, 2003). However, the use of postal surveys also offers some benefits to research, 

such as the opportunity to reach a large sample of respondents at the same time where such 

respondents are in different geographical places. Thus, for this research, survey questionnaires 

were designed and administered to respondents through the Survey Monkey platform.  A total 

of ten individuals at executive levels who also have detailed knowledge about their 

organisations were included in the pilot study. These ten executives were aged between 40 

and 50 years and had a minimum of a Bachelors’ degree and more than five years of 

executive level consulting experience within the Ontario small-scale education and training 

sector. Likert-based questionnaires were designed and forwarded to these respondents in order 

to capture empirical data on organisational tacit knowledge, voluntary employee turnover, and 

the level of investment in human capital. 

5.4.2 Justification for Likert Scales 

Scale construction began in the early 19th century with the works of Freyd (1923). However, 

it was not until the 1930s that Likert (1932) developed the Likert subjective rating scale. 

According to Dawes (2008), “scales that use verbal statements include semantic differential 

scales and Likert scales”. In particular, Likert scales have been used in academic research for 

many years. In the 1950s, Jones and Thurstone (1955) pointed out the need for researchers to 

“investigate the semantic properties of commonly used scale point descriptors”. More 

recently, Braunsberger and Gates (2009) argued that the semantic properties of any commonly 

used scale, such as Likert scales, have far-reaching impacts on the overall results of a research 
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study. The authors argue that the end points of preference response scales should denote bi-

polar extremes. Academic research points out that the most common Likert rating scales are 

5-point and 7-point (Malhotra and Peterson, 2006).  

 

However, there are other studies that point out the use of 10-point and 11-point scales (Loken 

et al., 1987). As noted by Cummins and Gullone (2000), the three basic properties of Likert 

scales are reliability, validity, and sensitivity. It has been found that using 7-point scales as 

opposed to 5-point scales in most empirical data collection activities generally improves the 

reliability and validity of the findings (Dawes, 2008). From another perspective, 5-point 

scales have been criticised for their inability to aid the detection of small, clinically significant 

differences among responses (Jaeschke and Guyatt, 1990), while 7-point scales are preferred 

for their extent of sensitivity in detecting differences among responses. However, other 

authors have found no significant differences between 5-point and 7-point scales (Chang, 

1994), and 7-point Likert ratings are generally found to provide more valid and reliable 

outcomes in attitude-based studies than 5-point scales (Dawes, 2008; Russell and Bobko, 

1992). To adopt a 7-point Likert scale, research has further shown that the bi-polar 

arrangement of scales should start and end with responses at extreme opposites, such as 

starting with strongly agree and ending with strongly disagree, or starting with completely 

satisfied and ending with completely dissatisfied (Braunsberger and Gates, 2009). Thus, for 

the pilot and main study in this research, a 7-point Likert scale was also employed.  

5.4.3 Measures and Psychometric Properties of Variables 

For this study, model 1 illustrated in figure 3.9.2, presents organisational tacit knowledge as 

the dependent variable and voluntary employee turnover rate as the independent variable, 

while job embeddedness and voluntary employee turnover rate were presented as the 

independent and dependent variables in model 2. In both cases, the level of investment in 

human capital was the moderating variable.  Among all measures for tacit knowledge at the 

organisational level, the 6-item scale, developed by Subramaniam and Venkatraman (2001), 

seems to be suitable for this study. The alpha for this 6-item scale is 0.81. Two of the items in 

this scale include: “Our consulting knowledge in this organisation is simple” and “Our 
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consulting knowledge in this organisation is easy to identify without personal experience”. 

This 6-item measure captures tacit knowledge at the organisational level and remains one of 

the strongest and most widely used measures. This measure is presented in a 6-item Likert 

scale questionnaire and has been adopted in many previous studies, such as those from Perez-

Luno et al. (2016) which focused on small and medium enterprises as case study 

organisations.  

Investment in training (formal or informal) was selected because research has shown that 

training is the most dominant focus of human capital investment in organisations, particularly 

within small firms (Kor and Leblebici, 2005; Hofheinz, 2009; Ganotakis, 2012). Investment 

in human capital was measured using actual firm level annual expenditure for training 

employees and was also measured using the classification categories of high or low level of 

investment in human capital. Notably, high or low levels of investments have been identified 

as appropriate types of measurement for human capital in any organisation (Kwon and Rupp, 

2013; Shaw et al., 2013). The scale developed by Bae and Lawler (2000) and Snell and Dean 

(1992) for measuring a firm’s level of investment in training with three items, which had 

Cronbach’s Alpha values of 0.8,1 was selected for this study and levels of investment in 

human capital were categorised as high and low for each organisation involved in the study 

(Gemici and Wicwall, 2014; Kwon and Rupp, 2013). An example of an item in this scale is 

this: “This organisation spends a lot of money on employee training”. The total annual 

expenditure on training for each organisation was also collected and used as a second measure 

of firm-level investment in human capital.  

Job embeddedness was measured in this study using three conceptual dimensions of 

embeddedness; fits, links and sacrifices (Lee et al., 1999; Crossley et al., 2007). For each of 

these three dimensions, Mitchel et al. (2001) argue that two contexts of embeddedness should 

be considered; the organisation and the community. Consequently, there will be fit with 

organisation and fit with community (2 dimensions); links with organisation and links with 

community (2 dimensions); and organisation-based sacrifices and community-based sacrifices 

(2 dimensions). In total, 6 dimensions of job embeddedness were part of the survey. It is 

important to mention that, due to the numerous developments that the job embeddedness 
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theory has been undergoing, there has been no widely acceptable list of items for the 

measurement of job embeddedness (Wang and Ye, 2013). It was Michell et al. (2001) who 

developed the original scale that was composed of 42 items. However, subsequent studies by 

Lee et al. (2004) revised this scale by reducing the items from 42 to 34 prior to deployment 

for data collection purposes. Later on, Holtom et al. (2006), in another related study, reduced 

the items in Michell’s et al. (2001) original scale from 42 to 21, while another related study by 

Cunningham et al. (2005) also deleted several items from the original list to arrive at an item 

list that was fitting to the setting of their sample. 

In another study, the six-dimensional measurement scale of Mitchell et al. (2001) was adopted 

by Nafei (2014). However, Nafei (2014) reduced the items in this scale from 42 to 18 using 

only 6 questions for fits; 6 questions for links and 6 questions for sacrifices. Nafei (2014) 

tested the internal consistency of all of the 18 items in his questionnaire and none had 

Cronbach values below the 0.70 standard. In another study, Li et al. (2016) adopted a 20-item 

job embeddedness questionnaire which was an adjustment of the previous measures that had 

42 items. Similarly, all of these 20 items had alphas above the 0.70 standard. The argument 

behind these reductions in the item list is that the original scale of Michell et al. (2001) 

contains too many items and any study seeking to adopt this scale may possibly adapt the item 

list to the setting of the sample being surveyed as well as to the research purpose (Wang and 

Ye, 2013). Against this background, this study removed 16 items from the original 42-item 

scale of Mitchell et al. (2001) because 9 of these 16 items had very low alpha values, with 

some being as low as 0.13, 0.07 and 0.37, while some of the items were not relevant to the 

education and consulting setting being surveyed. In summary, the items for “Fit to 

Organisation” were reduced from nine to five; the items for “Fit to Community” were reduced 

from five to four; the items for “Link to Community” were reduced from seven to four; the 

items for “Link to Organisation” were reduced from six to three; and the items for “Sacrifice 

to Organisation” were reduced from twelve to ten. However, none of the items that represent 

“Sacrifice to Community” were removed because they all had high alpha values and the items 

were all relevant to the sample of organisations being studied.  One of the items in this scale 

includes the following; “Consulting work in this organisation utilizes consultants’ skills 
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well”.  Finally, voluntary employee turnover rates were measured by the standardised formula 

developed by Morrell (2002) where a high or low rate of voluntary employee turnover was 

measured basically using the following formula: 

Voluntary employee turnover rate = Leavers in a year * 100 

                                                              Average number of staffs in post during year  

For this study, data on annual voluntary employee turnover rates and total training expenses 

were collected for the years 2015 and 2016 in the year 2017. The rationale behind this is that 

data on annual turnover rates and annual training expenses were only available at the end of 

the year for the surveyed organisations, while data on the degree of job embeddedness and the 

degree of tacit knowledge at the organisational level were available at any point in time. 

Secondly, the tacit knowledge and job embeddedness questionnaires were designed to collect 

data that focus on the aggregate degree of organisational tacit knowledge and aggregate 

degree of job embeddedness in these organisations for the years 2015 and 2016. Given the 

variability of voluntary employee turnover rates (VET rates) and training expenses over time 

(versus the other variables), and related literature on “lagged effects”, data on VET rates and 

training expenses were collected for the year 2015 and 2016 to test the possibility that 

turnover and training expenses at different times would have differential impacts (or would be 

impacted differently). The results suggest that this was indeed the case. Theoretically, lagged 

effects typically examine the relationship between data obtained pertaining to a dependent 

variable in the past and data obtained for an independent variable in the present and vice versa 

(Guo et al., 2004). Notably, all of the executives who completed these questionnaires had 

been with these organisations long before 2015 and their responses represent their 

overarching opinions about the degree of tacit knowledge and job embeddedness for the years 

surveyed.  

5.5 Sampling Strategy and Sample Size for the Main Study  

A sampling strategy is defined as “the plan set forth to be sure that the sample used in a 

research study represents the population from which the samples were drawn (Landreneau, 

2005, p. 1). Some of the available strategies for sampling in academic research include 

convenience, accidental, snowball, quota sample, purposive sampling, simple random 
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sampling and cluster sampling (Denzin and Lincoln, 2000). Each of these strategies falls 

under the categories of probability and non-probability sampling strategies (Polit and Beck, 

2004). Probability sampling strategies involve a random selection of samples, while non-

probability sampling strategies do not involve a random selection of samples (Landreneau, 

2005).  This study employed a non-probability sampling strategy, called purposive sampling. 

According to previous research, “purposive sampling techniques involve selecting certain 

units or cases, based on a specific purpose rather than randomly” (Tashakkori and Teddlie, 

2003, p 713 cited in Teddie and Yu, 2007).  

 

Industry Canada is a government body established to coordinate and supervise, among other 

things, the operations of Small and Medium Enterprises in Canada. In its latest report on the 

demographic properties of SMEs in Canada, Industry Canada Report (2018) indicates that 

there are 381,001 small and medium enterprises in the Ontario province of Canada alone. 

According to Industry Canada Report (2018), these are organisations with 1-99 employees. 

According to secondary data made available by Industry Canada (2018), among these 381,001 

organisations, there are 12,269 small and medium enterprises in the education sector, 

representing 3.2% of the SME population in Ontario, Canada. Secondary data made available 

by Manta.Com, the online database for small and medium enterprise database in Canada, 

indicates that there are a total of 150 small and medium size education and training services 

consulting firms within the GTA (Greater Toronto Area) of Ontario, Canada, representing 

3.8% of the entire education sector in Ontario. Considering the high voluntary employee 

turnover rates of organisations in this industry, as exemplified in section 1.1 by the findings of 

the BDB (2013) (Business Development Bank of Canada), all of the 150 small and medium 

size education and training consulting firms in the GTA part of Ontario were included in this 

study, making the need for any probability-based sampling methods irrelevant.  

 

The email and contact addresses of these 150 SMEs were collected from the Canadian Manta 

database and the web link of the Likert scale survey was emailed to the public relations 

officer of each of these 150 organisations for onward distribution to the most senior and 

qualified executives who had the greatest knowledge and understanding of the organisations’ 
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level of investment in human capital; the organisations’ annual rate of turnover; the degree of 

embeddedness of consultants in the organisation; and the degree of organisational tacit 

knowledge in the organisation. Notably, previous studies within the small and medium size 

sector by Industry Canada embraced demographics such as region, industry, size (as measured 

by the number of employees), and age of business. Using surveys and questionnaires in a 

cross-sectional study, a total of 25,007 small and medium size enterprises were surveyed by 

Industry Canada in the whole of Canada from February 13 to June 10, 2012, but only 9,977 

responses were received, representing a 39.8% response rate (Industry Canada, 2018). In 

another previous study of Canadian SMEs, conducted by Statistics Canada and Industry 

Canada, the survey response rates varied between 23.4% and 52.2% per region (Industry 

Canada, 2018). In a similar study focused on SMEs within Canada and carried out by 

NETPME, a research centre in Canada dedicated to supporting research and innovation in 

organisations, the response rate to research within the SME sector of Canada varied between 

19.5% and 42.8% (NETPME, 2011). In particular, it was around 27.7% for all of Canada; 

42.8% for Quebec; 19.6% for Ontario; 19.2% for Manitoba and Saskatchewan; 24.4% for 

Alberta and 19.5% for British Columbia. For this study, the total sample size was 150 small 

and medium sized education and training firms in GTA (Greater Toronto Area), Ontario, 

Canada. It is therefore expected that, for the cross-sectional aspect of this study, the response 

rate might not be more than 45% of the entire sample size of 150 organisations.  

5.6 Validity of Research Instruments 

Research suggests that, in order to establish and demonstrate rigour in positivist research, the 

validity of the research instruments should be examined (Straub et al., 2004; Dunn et al., 

2014). The validation process suggested, is one where the research either utilises previously 

validated instruments or creates new instruments (Straub et al., 2004). Several methods are 

used for validating instruments including whether such instruments already exist or whether 

they are newly created. Some of these methods include content validity, construct validity, 

reliability, manipulation validity and the common method bias (Manaf et al., 2012; Straub et 

al., 2004). Within the scope of this study, the Cronbach’s Alpha method was found to be more 

suitable for determining internal consistencies among the items of the instruments. According 
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to Dwivedi et al. (2006), the higher the Cronbach’s value of a construct, the higher the 

reliability of measuring the same construct. Notably, this study adopted the instruments and 

questions that were originally used in three previous, but related, studies. Although, the 

validity and reliability of all the measurement instruments employed here had already been 

established in past studies, nevertheless, this study retested the validity and reliability of the 

instruments. Consequently, the results of the Cronbach alphas that were developed in previous 

studies for levels of investment in human capital, job embeddedness and organisational tacit 

knowledge, as well as those that were determined in this study are included in table 5.6. The 

results of these alpha tests, presented in table 5.6, suggest there is very strong internal 

consistency between measures of levels of investment in human capital, organisational tacit 

knowledge and all measures of voluntary employee turnover (voluntary turnover rates and job 

embeddedness). 
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Table 5.6 Summary of measurement scales, instrument and variables 

Variables Construct No. of 

items 

Operational 

Variables 

Research 

Instrument 

References 

Voluntary 

Employee 

Turnover 

(intention) 

On and off the 

Job 

Embeddedness 

26 Extent of 

employees’ links, 

fits and sacrifices 

have been 

identified as the 

most 

comprehensive 

basis for 

determining 

antecedents and 

consequences of 

VET 

26-item Likert 

scale 

questionnaire 

with Cronbach 

alpha =0.865 

Mitchel et al. (2001); 

Holtom and 

Inderrieden, (2006); 

Crossley et al. (2007) 

and Regts and 

Moleman (2012) 

Voluntary 

Employee 

Turnover 

(actual 

turnover) 

Voluntary 

Employee 

Turnover Rates 

2 Leavers in a year; 

& average number 

of staffs in post 

during year 

2-item survey 

questionnaire.  
Cronbach’s 

Alpha =0.858 

Morrell et al. (2001); 

Morrell (2002); Park 

and Shaw (2013) 

Organisational 

Tacit 

Knowledge 

Levels of 

organisational 

tacit knowledge 

6 Simplicity of 

information; ease 

of documentation 

of information; 

ease of 

understanding of 

information; ease 

of communication 

of information; 

ease of 

transparency of 

information to 

competitor; ease of 

identification of 

information 

without personal 

experience 

6-item Likert 

scale 

questionnaire 

with 

Cronbach’s 

Alpha =0.853 

Subramaniam and 

Venkatramann’s 

(2001)  

Investment in 

Human 

Capital 

Level of 

investment in 

training 

(high/low)  

3 Level of funds 

invested in training; 

level of varieties of 

training; and types 

of training 

 

3-item Likert 

scale 

questionnaire 

with 
Cronbach’s 

Alpha =0.799 

Kwon and Rupp 

(2013); McGuirk et 

al. (2015); Bae and 

Lawler (2000), and 

Snell and Dean 

(1992) 

Training 

Expenses 

Total annual 

expenditure on 

employee 

training 

2 Total yearly ($) 

expenditures on 

training of 

employees  

2-item survey 

question with 
Cronbach’s 

Alpha =0.928 

Kor and Leblebici 

(2005) and Hofheinz 

(2009) 
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5.7 Control variables 

In this study, control variables were identified and factored into the analysis of the 

relationship between organisational tacit knowledge and voluntary employee turnover. These 

control variables include the type of organisation, business location, size of organisation, and 

the number of years since the organisation was formed (organization tenure). The type of 

organization, business location, size of organisation, and organisation tenure were controlled 

for because they have been identified in previous studies as demographic variables capable of 

influencing employees’ turnover intentions (Coetzer et al., 2017; Min, 2007). In particular, the 

size of organisation was controlled for because there is stronger empirical evidence linking 

job embeddedness with turnover intention in bigger organisations than in smaller 

organisations (Coetzer et al., 2017). Other previous studies that employed traditional turnover 

models also linked tenure with continuance commitment (Kraemer and Gouthier, 2014; 

Morrell, 2002; Hackett et al., 1994; Mayer and Schoorman, 1998). Furthermore, early 

turnover models have also identified different variables, such as company and work-unit size, 

as strong demographic factors that are capable of influencing turnover intentions in 

organisations (Lee, 2008; March and Simon, 1958; Price and Mueller, 1986). Finally, 

business location, also called the community within the job embeddedness theory, has also 

been found to be a crucial external variable capable of influencing turnover intentions 

(Mitchell et al., 2001; Crossley et al., 2007; and Allen et al., 2010). Therefore, the type of 

organization, business location, size of organization, and organisation tenure were selected as 

control variables for this study. 

5.8 Data Analysis Approach 

The quantitative data collected in this study were analysed using descriptive statistics, 

correlation and linear regression methods. The descriptive statistics included the use of 

graphs, charts, means, and modes to evaluate the distribution and trends in the data collected 

from respondents. Although some past studies have shown that ordinal regression modelling 

is a suitable modelling approach when using Likert-based questionnaire responses (Bailey et 

al. 1998; Bender and Benner, 2000; Scott et al. 1997; and Walters et al., 2001), the multiple 

linear regression routine was found to be a more suitable approach for the present study 

because of its suitability in helping to predict the values of a dependent variable,  Y, given a 
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set of p explanatory variables (X1,X2,....,Xp) (Tranmer and Elliot, 2008, p.3). The linear 

regression approach was also selected above the ordinal regression approach because of its 

suitability in estimating a line that helps to predict how a change in the selected independent 

variables will influence the dependent variables. In other words, the multiple linear regression 

approach is potentially capable of “deriving the regression constant and the regression 

coefficient to define the best fitting line linking predictor variable X and outcome variable Y” 

(Hayes, 2013). The data obtained for investment in human capital and voluntary employee 

turnover was treated as moderating and independent variables, respectively, and those 

obtained for the tacit knowledge study were treated as dependent variables. 

  

For the main study, a total of 150 small and medium size education and training consulting 

organisations in the GTA (Greater Toronto Area) of Ontario, Canada were identified as 

samples. These organisations were part of the main study on a cross-sectional basis. Notably, 

academic research has shown that, for a project with 100 people as the sample, a pilot study 

participation of 10 subjects, representing 10%, should be a reasonable number (Treece and 

Treece, 1982). Other studies within the education sector that recommend sample sizes of at 

least 10% include the works of Isaac and Michael (1995); Hill (1998); and Hertzog (2008). 

However, for the pilot stage of this research, data were collected from only ten organisations 

in Ontario, Canada using Likert-based online questionnaires. It was determined that ten 

organisations were suitable as the population of the pilot study considering the small size of 

Ontario’s education and training industry and the need to avoid multiple contacts with these 

few organisations. Against this background, the next section of this study will be dedicated to 

providing details about the ethical aspects of this study and the ethical choices that were 

made.   

5.9 Ethical Aspects of Study  

Ethics and ethical norms serve or support the aims or goals of research, and they apply to 

individuals that are involved in conducting research that is scientific or scholarly in nature 

(Resnik, 2015). Ethics can also be defined as a branch of philosophy that entails making 

decisions concerning what is right as well as what is wrong (Kamat, 2010). Therefore, the aim 
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of ethics is to guide the course of action in a particular situation, and to avail the actor with 

good reasons to do so (Fouka and Mantzorou, 2011). For the sake of this study, the 

University’s ethics guidelines for conducting a doctoral research of this standard were 

identified and strictly adhered to. This included the need for ensuring truthfulness in data 

presentation, integrity, as well as appropriate usage and citing of references. In particular, the 

ethical practices of the case study organisations for the administration and completion of data 

collection instruments were identified and thoroughly reviewed. The link for the survey was 

sent ahead of time to the public relations divisions of these organisations for onward 

dissemination to senior executives with the greatest knowledge of tacit knowledge, employee 

turnover rates, level of investment in human capital, and job embeddedness at the 

organisational level. Furthermore, strict adherence to the confidentiality of the names and 

identities of the organisations and their employees was ensured to the organisations and 

enforced in this study. Given this, the next section of this study will present the results of the 

pilot study that was conducted in this research, as well as the way in which they relate to the 

main study.  

5.10 Summary of Methodology Chapter  

In this section, the choice of quantitative methodology as the selected research methodology 

was mentioned and justified. Furthermore, positivism was selected as the philosophical stance 

for this study, and was backed by the theory of deduction, while the survey strategy to data 

collection was also mentioned and justified. For this study, a 7-point Likert scale 

questionnaire was designed to be administered on a cross-sectional basis to 150 small and 

medium size education and training consulting firms in the GTA part of Ontario, Canada. All 

survey items and scales were chosen from existing studies with slight modifications, using 

Cronbach’s Alpha as the main test of internal consistency among all items in the 

questionnaire instrument. Finally, all quantitative data were analysed using descriptive 

statistics and the linear regression method.  
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Chapter Six: Pilot Study 

6.1 Introduction to Pilot Study 

According to Van and Hundley (2001, p.2), ‘‘the term 'pilot studies' refers to mini versions of 

a full-scale study (also called 'feasibility' studies), as well as the specific pre-testing of a 

research instrument such as a questionnaire or interview schedule’’. Thus, the purpose of this 

pilot study was to carry out a small-scale process of data collection and analysis in a cross-

sectional manner to examine any similarities or differences between empirical findings and 

findings from the literature and inform the design of the main study. However, despite the 

numerous benefits of a pilot study, a number of problems have also been associated with it, 

which include the possibility of making inaccurate predictions or assumptions on the basis of 

the pilot data (Van and Hundley, 2001). In this case, a cross-sectional methodological 

approach was used between August 2017 and October 2017. Data were collected for 

voluntary employee turnover rates, job embeddedness, organisational tacit knowledge and 

levels of investment in human capital.  

6.2 Pilot Study: Data Collection Details and Data Analysis Methods 

A total of 10 organisations were used for this pilot study. Each of these organisations had 

between 5 and 20 employees and all of these employees were consultants within the education 

and training sectors, as mentioned in the methodology section of this study. All of these 

companies were located in Toronto, Ontario and have had histories of employee turnovers as 

well as a general problem of loss of valuable tacit knowledge. These findings were collected 

from the preliminary discussions held with senior executives of the consulting firms. A total 

of 44 questions were developed and administered to the identified owners of 10 organisations 

in Toronto, Ontario. The questionnaires were sent via Survey Monkey to these organisations. 

For tacit knowledge, a total of six 7-point Likert-based questions were designed as part of the 

survey questionnaire for each of the participants. For levels of investment in human capital, a 

3-item questionnaire was administered to each of the 10 respondents, while actual annual 

expenses on training for a period of two years and annual turnover rates, for a period of two 

years, were also collected from these organisations. For Job Embeddedness, a 26 item Likert-

based questionnaire was designed and administered to the respondents, while 4 questions that 



116 

 

represent control variables were administered to the respondents. The data obtained from the 

questionnaires was coded into SPSS and analysed by calculating the total proportion of 

responses per category of response in every question. The results of this analysis are presented 

below.  

6.3 Results 

For this study, six questions focused on tacit knowledge at the organisational level; three 

questions focused on the level of investment in tacit knowledge; twenty-six questions focused 

on employees’ extent of off-the-job and on-the-job embeddedness; one question focused on 

actual voluntary employee turnover rate; one question examined actual training expenses; and 

four questions examined the demographic attributes of each of the ten organisations involved 

in the study. By examining and comparing the proportion of respondents to each option in the 

Likert scale questionnaire for organisational tacit knowledge, the following results were found 

in this pilot study. A total of 90% of the responses seem to be in agreement with the statement 

that, “training or education consulting knowledge in this organisation is simple”. For the 

second question, 81% of all respondents seem to agree that it is easy in their organisations to 

identify training or education consulting knowledge without personal experience. On the other 

hand, 63% of all respondents seem to agree that these categories of knowledge are obvious to 

all of their company’s competitors. For the questions related to the “extent of ease of precisely 

communicating knowledge through written documents”, 80% of the respondents seem to 

agree that the tacit knowledge in their organisations can be communicated easily through 

written documents. For the question related to “the extent of ease in comprehensively 

understanding knowledge from written documents”, only 54% of the respondents seem to 

agree that tacit knowledge is easy to understand within this context. Finally, for questions 

related to “the extent of ease of comprehensively documenting this knowledge in manuals or 

reports”, only 60% of the participants agreed, that they find this an easy task to do.  

 

This means that, for all responses related to organisational tacit knowledge by the 10 SMEs, 

tacit knowledge seems to be simple; easy to identify without prior experience; obvious to all 

competitors; easy to precisely communicate through written documents; easy to 
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comprehensively understand from written documents; and easy to comprehensively document 

in manuals or reports. Previous studies by Goldin (2016); Stoval and Bontis (2002) and 

Yanadori and Kato (2007) suggested that an increase in voluntary employee turnover rate 

caused a reduction in the degree of organisational tacit knowledge. It therefore appears that 

the findings in the main study might be informed by the findings from this pilot study, given 

the high degree of organisational tacit knowledge in these ten organisations. For levels of 

investment in human capital, 90% of all respondents seem to agree that their organisations 

“spend a lot of money on employee training”, while 81% of the same group of respondents 

agreed that their organisation “provides employees with a variety of training and development 

programs”.  

 

Finally, 63% of the participants agreed that their “organisations provide employees with 

structured training and development programs”. Given the result of this pilot study, it 

appears that the level of investment in human capital in these small and medium enterprises is 

high, considering the proportion of responses to the questions administered in this survey. It is 

therefore possible for the rate of voluntary employee turnover to be low in these organisations 

as argued by Shaw et al. (2013) and Kwon and Rupp (2013, p. 130) who argued that when 

levels of investment in human capital are high, voluntary employee turnover may be reduced. 

For questions 1-5 on the job embeddedness scale that measured “Fits to Organisation”, more 

than 80% of all respondents selected the “strongly agree”, “agree” and “somewhat agree” 

responses. This suggests that most of the respondents seem to agree that; “consulting work 

utilizes consultants’ skills well”; “consultants feel like they are good matches for their 

organisations”; “if consultants stay in these organisations, they can achieve most of their 

goals”; “consultants fit into the culture of most of these organisations”; and “Consultants 

like the authority they have in most of these organisations”. For questions 6 to 9 on the job 

embeddedness scale that measured “Fits to Community”, 60%-81% of all respondents 

provided responses that ranged between “strongly agree, “agree” and “somewhat agree” 

suggesting a high likelihood that; “the communities in which these organisations are located 

are good matches for consultants”; “consultants think of the communities they live in as 

home”; “the areas consultants live in offer them leisure activities they like” (e.g sports, 
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outdoors, cultural activities and arts); “consultants really love the place they live”. For 

questions 10-12 that were categorical, and which measured “Links to Community”, 64% of 

respondents mentioned that consultants in their organisations were not married, while 82% of 

respondents mentioned that partners of the married consultants don’t work outside of their 

homes. Finally, 64% of respondents also mentioned that all consultants don’t own the homes 

they live in. These responses suggest that consultants in these organisations have a weak link 

to their communities. Questions 13 to 16 were also categorical and measured “Links with 

Organisation”. Question 13 focused on the length of time that each consultant had spent in 

their organisations, while question 14 examined the length of time during which each 

consultant had been in their present position. For question 13, 64% of respondents had been in 

the organisation between 3-4 years; while 18% of respondents had been in their organisation 

for 5 years and above.  

 

On the other hand, responses to question 14 show that 27% of respondents had been in their 

positions for the past 1-2 years; 45% had been in their positions for the past 3-4 years, while 

28% of respondents had only been in their positions for the past 5-6 years. However, 

questions 15 and 16 examined the number of co-workers that consultants interact with 

regularly and the number of co-workers that each consultant depends upon on a regular basis. 

The findings from the pilot study show that 27% of respondents interact with 1-2 people at 

work on a regular basis; 18% interact with 3-4 people regularly; 36% interact with 5-6 people 

regularly, and 19% interact with more than 6 people at work on a regular basis. However, 

45% of these respondents mentioned that 1-2 co-workers are highly dependent on each 

consultant in their organisation, while the figure is 3-4 for 55% of the respondents. For 

questions 17 to 19 that measured “Sacrifice to Community”, results show that at least 90% of 

all respondents in all cases mentioned that; “people respect their consultants a lot in their 

communities”; “their neighborhoods seem safe”; “it will be hard for consultants to leave 

their present communities”. 
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For questions 20 to 26, which measured “sacrifice to organisation”, 63%-90% of all 

respondents selected responses that range between “strongly agree”, “agree” and ‘somewhat 

agree” to the administered questions. These suggest that; “consultants in their organisations 

have a lot of freedom on their jobs to pursue their goals’’; “consultants in their organisations 

are well compensated for their levels of performance in this organisation”; “promotional 

opportunities in their organisations are outstanding”; “the prospects for continuing 

employment in their organisations are excellent”; “the retirement benefits provided by their 

organisations are excellent”; “the training and development benefits provided by their 

organisations are excellent”; and “consultants would sacrifice a lot if they leave most of these 

organisations”.  

 

Further, the average rate of voluntary employee turnover and the range of these rates for these 

organisations were higher in 2015 than they were in 2016. However, the mode of the rates of 

voluntary employee turnover for all of the ten organisations is 10 for the years 2015 and 2016. 

Finally, the average turnover rates for these organisations seem to be similar and closer to the 

average turnover rate reported for small and medium size organisations in Ontario, Canada by 

the Conference Board of Canada in 2015. For the data collected for annual training expenses 

in years 2015 and 2016, it seemed that training expenses in the year 2016 were higher than 

they were in 2015. For example, average expenses in 2015 and 2016 for all organisations 

were $7,770 and $12,420, respectively. Most importantly, the modes were $3,000 in 2015 and 

$12,000 in 2016, while the range was $22,100 and $18,000 in the years 2015 and 2016, 

respectively. Theoretically, it has been proven that training expenditure of new employees is 

the most direct impact of voluntary employee turnover (Gialuisi, 2012; Regts and Molleman, 

2012; Van et al., 2012; Mahesh and Holtom, 2011; and Obiero, 2011). It therefore seems that 

these organisations have been spending money on training their employees on an increasing 

basis. This may consequently have an impact on voluntary employee turnover for these 

organisations and ultimately lead to a reduction in the loss of organisational tacit knowledge.  
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    6.4 Summary of Pilot Study Results 

• It appears that organisational tacit knowledge is of significance in these organisations, 

given that for all responses related to organisational tacit knowledge by SMEs, tacit 

knowledge was considered to be simple; easy to identify without prior experience; 

obvious to all competitors; easy to precisely communicate through written documents; 

easy to comprehensively understand from written documents; and easy to 

comprehensively document in manuals or reports. Given these findings, it is possible 

for a similar level of tacit knowledge to be observed in the main study and this might 

consequently be negatively related to voluntary employee turnover rates.  

• The level of investment in human capital in these SMEs seems to be high, considering 

the proportion of responses to the survey questions related to the level of such 

investment. This might ultimately lead to a reduction in the rate of voluntary employee 

turnover in these organisations as argued by Shaw et al. (2013) and Kwon and Rupp 

(2013, p. 130), a result that may be achieved in the main study.  

• Job embeddedness, when measured by off-the job or on-the-job embeddedness, seems 

to be high for each of these organisations and may be negatively related to voluntary 

employee turnover rates in the main study.  

• Voluntary employee turnover rates seem to be high in the two years measured for each 

of these organisations, but seemed to be higher in year 2015 than in 2016. It is 

therefore possible that these rates might correlate negatively with tacit knowledge in 

the main study. 

• Training expenses in year 2016 were higher than in 2015, suggesting that these 

organisations have been spending money on training their employees on an increasing 

basis. This might be found in the main study and could lead to the discovery of a high 

level of investment in human capital by the respective organisations.  

• There were no complaints from respondents concerning difficulties in understanding 

and responding to any of the questions in the administered questionnaire.  

 

Based on these results, the next section of this study will now present the result of the 

synthesis of the pilot study results and the literature. 
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6.5 Synthesis of Literature and Pilot Study Report 

The purpose of this section is to develop the formal theory for this research.  

6.5.2 The Literature Synthesis 

The following key themes have emerged from the literature synthesis that was carried out in 

this study.   

• Organisational tacit knowledge is negatively related to voluntary employee turnover 

rates. 

• Job embeddedness is negatively related to employee turnover rates. 

• Levels of human capital investment will increase the scale of the negative relationship 

between voluntary employee turnover rates and organisational tacit knowledge.  

• Levels of human capital investment will increase the scale of the negative relationship 

between job embeddedness and voluntary employee turnover rates 

6.5.3 The Pilot Study 

The main themes that emerged from the pilot study include: 

• Organisational tacit knowledge, when measured by the six identified constructs, seems 

to be high in the surveyed organisations and could be negatively related to voluntary 

employee turnover rates.  

• The level of investment in human capital, when measured by training expenses in 

these small and medium enterprises, seems to be high and seems to be capable of 

moderating the relationship between voluntary employee turnover rates and 

organisational tacit knowledge 

• Job embeddedness, when measured by off-the job or on-the-job embeddedness, seems 

to be high for each of these organisations surveyed and could be negatively related to 

voluntary employee turnover rates  

• Levels of human capital investment when measured by training expenses seem to be 

high in these organisations and appear to be capable of moderating the relationship 

between voluntary employee turnover rates and organisational tacit knowledge.  
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• Levels of human capital investment when measured by training expenses seem to be 

high in these organisations and appear to be capable of moderating the relationship 

between job embeddedness and voluntary employee turnover rates 

 

Based on the synthesis of the pilot study result and the literature synthesis, the final theory 

and its underlying hypotheses for the main study will now be presented in the next section of 

this study.  

6.6 Development of the Final Theory and Hypotheses 

The purpose of this section is to state the main research theory, the research aim, the research 

objectives and the research hypotheses on which the analysis of the data collected in the main 

study will be based 

6.6.1 The Formal Theory 

“In any organisation, organisational tacit knowledge is negatively related to voluntary 

employee turnover.” 

6.6.2 Final Research Aim 

To examine whether organisational tacit knowledge is negatively related to voluntary 

employee turnover. 

6.6.3 Final Research objectives 

• To examine whether organisational tacit knowledge is negatively related to voluntary 

employee turnover rates. 

• To examine whether job embeddedness is negatively related to voluntary employee 

turnover rates. 

• To investigate and determine whether levels of human capital investment moderate the 

negative relationship between voluntary employee turnover rates and organisational 

tacit knowledge.  

• To determine whether levels of human capital investment moderate the negative 

relationship between job embeddedness and voluntary employee turnover rates 
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6.6.4 The Final Research Hypotheses 

Hypothesis 1 

 

• H0: Organisational tacit knowledge is not negatively related to voluntary employee 

turnover rates 

• H1: Organisational tacit knowledge is negatively related to voluntary employee 

turnover rates 

Hypothesis 2 

• H0: Job embeddedness (off-the-job and on-the-job) is not negatively related to 

voluntary employee turnover rates.  

• H1: Job embeddedness (off-the-job and on-the-job) is negatively related to voluntary 

employee turnover rates.  

Hypothesis 3 

• H0: Levels of human capital investment do not increase the scale of the negative 

relationship between organisational tacit knowledge and voluntary employee turnover 

rates. 

• H1: Levels of human capital investment increase the scale of the negative relationship 

between organisational tacit knowledge and voluntary employee turnover rates 

 

Hypothesis 4 

• H0: Levels of investment in human capital do not increase the scale of the negative 

relationship between job embeddedness and voluntary employee turnover rates. 

• H1: Levels of investment in human capital increase the scale of the negative 

relationship between job embeddedness and voluntary employee turnover rates. 
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6.7 Chain of Relationship 

The purpose of this section is to present the equation that expresses the proposed relationship 

between the level of investment in human capital, voluntary employee turnover rates, and 

organisational tacit knowledge variables as derived from the theoretical aspects of this study. 

Given the findings from the preceding synthesis of literature and pilot study results, the 

following is put forward as the chain of relationship between the level of investment in human 

capital, voluntary employee turnover and organisational tacit knowledge variables.   

6.7.1 Basic Equation 

OTK: Organisational Tacit Knowledge 

JE: Job Embeddedness 

LHC: Level of investment in human capital 

 

Therefore, as expressed in the propositional model 1 of figure 3.9.2; 

OTK= f (VET rates) ------------------------H1 

OTK = f (LHC*VET rates) -----------------H3a 

 

And as expressed in the propositional model 2 of figure 3.9.2; 

VET rates =f (JE) ---------------------------H2 

VET rates= f(JE*LHC) --------------------H3b 

 

Given the above, the next section of this study will present the results and interpretation of the 

analysis of the cross-sectional data that was collected for the main study.   
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Chapter Seven: The Main Cross-sectional Study  

7.1 An Introduction  

A cross-sectional study was carried out to collect primary data from 150 small and medium 

consulting firms in the Greater Toronto Area (GTA) of Ontario between October 2017 and 

April 2018. A 7-point Likert scale online questionnaire was emailed via Survey Monkey to 

each of the organisations and the results were collected through the same medium.   

7.2 Overview of Survey Participants 

The participants in this study were selected based on their knowledge of their organisations 

and were categorised into two segments. The first segment included those in the category of 

executives or non-executives who had no detailed knowledge of their organisations. The 

second segment of respondents were those in the category of executives or non-executives 

who had detailed knowledge of their organisations and were selected by creating a logic on 

Survey Monkey that stopped respondents with no detailed knowledge of their organisations 

from completing the survey. In summary, 64.48% of the respondents were qualified to 

complete the survey because they claimed they had detailed knowledge of their organisations. 

A total of 44 questions were administered to the respondents, all of which took an average of 

nine minutes to complete. Of the 150 organisations targeted in the small and medium sized 

education and training sector of the GTA (Greater Toronto Area) of Canada, there were 93 

usable and fully completed responses, which represent a response rate of 62% in an industry 

typically characterised by a 43-45% response rate. In particular, 11 responses for voluntary 

employee turnover rates in 2015 and 2016 were removed from the data as the information 

provided was considered as outliers which did not represent turnover rates. Therefore, a total 

of 82 responses for voluntary employee turnover rates were used for data analysis in this main 

study. 

7.2.1 Preparation of Raw Data for Analysis 

In this study, three categories of data, namely ordinal, categorical and nominal data, were 

captured using a 44-item questionnaire. The ordinal data included one question as a control 

variable; six items on the tacit knowledge scale; three items on the levels of investment in 

human capital scale and twenty-three items on the job embeddedness scale. The categorical 
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data included three items on the job embeddedness scale and two items as control variables, 

while the nominal data included two items as control variables. In total, 93 responses were 

received in this study through the SurveyMonkey platform. These responses were transferred 

and converted directly from SurveyMonkey into SPSS files for subsequent analysis. Of the 

data collected for voluntary employee turnover rates, 11 samples were found to be unusable 

because they did not represent turnover rates. From the SPSS database, each of the 44 survey 

questions were allocated “labels”, “values” and “measures” within the “variable view” tab. 

Thereafter, the categorical nominal data were dummy coded with the values of “0” and “1”, 

while the categorical ordinal data were coded with values ranging from “1” to “7”. Prior to 

analysing the data, tests for reliability were conducted on all the categories of data in SPSS. 

For all categories of data, Cronbach’s Alpha results, as shown in table 7.2.1, ranged from 

0.799 to 0.928.   

Table 7.2.1 Result of Cronbach Alpha Test for Research Variables 

Variables Cronbach 

Alpha’s result 

No of Items 

Job Embeddedness 0.865 26 

Organisational Tacit Knowledge 0.853 6 

Voluntary Employee Turnover Rates 0.858 2 

Levels of Investment in Human Capital 0.799 3 

Training Expenses 0.928 2 

 

7.2.2 Statistical Procedure 

In this study, the correlation and linear regression functions on SPSS were used to analyse all 

data. A p-value of 0.05 was set to test the level of significance of the correlation between 

organisational tacit knowledge and voluntary employee turnover rates and the correlation 

between job embeddedness and voluntary employee turnover rates. The null hypothesis (H0) 

would be rejected if the p-value is less than or equal to 0.05. For the linear regression test, 

model assumptions were identified and tested prior to fitting the linear regression models. 

Following this, the model summary, coefficient and the collinearity diagnostic tables were 

selected in SPSS for testing and understanding the relationship between the dependent, 
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independent, control and moderating variables. To determine the data for moderators, the 

“compute variable” sub-function under the “Transform” function in SPSS was used. For 

model 1, the data for the levels of investment in human capital was multiplied with the data 

for voluntary employee turnover rates, and for model 2, the data for the level of investment in 

human capital was multiplied by the data for job embeddedness. The dependent variables 

were placed in the “dependent variable” field in SPSS, while the independent variables and 

the control variables were placed in the “independent variable” field ion SPSS. Finally, the 

moderating variable was placed in the field on the next page of the linear regression screen 

and the model was run. 

7.3 Data Analysis: Descriptive Statistics 

 

7.3.1 Research and Moderating Variables 

Here, descriptive statistics were used to analyse the quantitative data that was collected with 

the 7-point Likert questionnaire.  

Table 7.3: Descriptive Statistics for Research and Moderating Variables 

 

Note: LHC is the Level of Investment in Human Capital; JE is Job embeddedness; TK is 

Tacit Knowledge.  
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For levels of investment in human capital, three Likert-based questions were administered to 

each of the 93 organisations. The statistics in table 7.3 show that the mean, median and mode 

values of the responses to all three questions are 3.4, 3.66 and 3.67, respectively. The Likert 

scale questions were coded as follows: strongly agree was coded as 1; agree was coded as 2; 

somewhat agree was coded as 3; neither agree nor disagree was coded as 4; somewhat 

disagree was coded as 5; disagree was coded as 6 and strongly disagree was coded as 7. Given 

the above statistics, most of the responses obtained for these three questions fell within the 

range of “Agree” and “Somewhat Agree”, where most of the 93 respondents seem to agree 

that “their organisations spend a lot of money on employee training”. Incidentally, some 

previous studies have shown that training expenditure has the greatest direct impact on 

voluntary employee turnover in organisations (Gialuisi, 2012; Regts and Molleman, 2012). 

Secondly, these responses also show that most of the respondents agree that “their 

organisations provide employees with a variety of training and development programs”.  

 

Notably, Kwon and Rupp (2013); McGuirk et al. (2015); Kor and Leblebici (2005) identified 

the variety of training and development programs as critical components of a firm’s overall 

human capital investment focus and one capable of influencing turnover intention. Finally, the 

responses described by the statistics in table 7.3 show that most of the respondents agree that 

“their organisations provide employees with structured training and development programs”. 

This response seems to support the findings of Hofheinz (2009); Bae and Lawler (2000) and 

Snell and Dean (1992), that the provision of structured training and development programs 

are critical aspects of investment in human capital. For voluntary employee turnover rates in 

2015 and 2016, the statistics in table 7.3 show that the mean, median and mode values of all 

responses fall within the 0 and 14.02%. As noted previously, 11 bad responses for the 

voluntary employee turnover data were removed from the responses, leaving a total of 82 

usable responses for voluntary employee turnover rates in 2015 and 2016. Voluntary 

employee turnover rates in this study refer to, “the proportion of employee departure initiated 

by employees” (Morrell et al., 2001; Morrell, 2002; Park and Shaw, 2013). In this study, the 

voluntary employee turnover rate was calculated using the formula: 
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Voluntary Employee turnover Rate= Leavers in a year * 100 

                                                               Average number of staffs in post during year  

 

Turnover rates in the year 2016 were higher than rates in 2015 when the two years are 

compared in terms of mean values (12.71% in 2015, and 14.02% in 2016). Furthermore, in 

many of the responses received on turnover rates, some were as high as 25%, 50% and 80%, 

suggesting that the rate of turnover in the education and training segment of the Canadian 

SME is quite high. Previously, Lochhead and Stephens (2004) had shown that small and 

medium scale enterprises in Canada have the highest voluntary employee turnover rates when 

compared to other industries. These turnover rates may therefore be significantly related to 

tacit knowledge at the organisational level when later tested using a regression model. 

Consequently, in the next section, this relationship will be tested using a linear regression 

model. For total training expenses in 2015 and 2016, the statistics in table 7.3 show that the 

mean value for training expenses across these 93 organisations was $52,622.12, while in 

2016, the mean value was $62,844.61. Furthermore, the median values for training expenses 

in the years 2015 and 2016 were $6,000 and $7,000, respectively, suggesting that these 

organisations seem to have spent more money on training in the year 2016 than in 2015.  

 

For an SME, these statistics seem to support the theoretical position that training expenditure 

is one of the main components of human capital investments in organisations (Bailey et al., 

2013; Goldin, 2016). Consequently, this may play an important role in the subsequent 

modelling of the relationship between organisational tacit knowledge and voluntary employee 

turnover rates as well as the relationship between job embeddedness and voluntary employee 

turnover rates. For the job embeddedness variable, a total of 26 questions were administered 

to each of the 93 organisations. On-the-job embeddedness was measured using 15 items that 

were mapped to “Fit to organisation”, “Link to organisation” and “Sacrifice to 

organisation” while off-the-job embeddedness was measured using 11 items that were 

mapped to “Fit to community”, “Link to community” and “Sacrifice to community”. The 

statistics shown in table 7.3 suggest that most of the responses to the 26 questions that were 

mapped to on-the-job embeddedness and off-the-job embeddedness fall within the “strongly 
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agree”, “agree” and “somewhat agree” range of responses. As shown in table 7.3, the mean 

(2.6), median (2.7) and mode (2.3) values that were received for the 26 job embeddedness 

questions fall within the “strongly agree”, “agree” and “somewhat agree” range of responses. 

In other words, the majority of the responding organisations seem to agree that the scale of 

off-the-job and on-the-job embeddedness in their organisations is high. Against this 

background, it seems that some dimensions of job embeddedness may correlate with 

voluntary employee turnover rates, given the findings from Mitchell et al. (2001) and 

Crossley et al. (2007), which suggest that the job embeddedness construct is capable of 

predicting turnover intentions and actual turnover rates.   

 

For organisational tacit knowledge, six key questions were administered to each of the 93 

organisations using a 7 item Likert scale questionnaire. With mean, median and mode values 

of 3.3, 3.6 and 3.8, respectively, the responses selected by each of the 93 responding 

organisations fall within the “strongly agree”, “agree” and “somewhat agree” range of 

options. These statistics suggest that the majority of the organisations surveyed think that (a) 

“training or education consulting knowledge in their organisations is simple”; (b) “training 

or education consulting knowledge in their organisations is easy to identify without personal 

experience”; (c) “training or education consulting knowledge in their organisations is 

obvious to all competitors”; (d) “training or education consulting knowledge in their 

organisations is easy to precisely communicate through written documents”; (e) “training or 

education consulting knowledge is easy to comprehensively understand from written 

documents”; and (f) “training or education consulting knowledge is easy to comprehensively 

document in manuals or reports”. These six items were derived from the scale developed by 

Subramaniam and Venkatramann (2001) for measuring the degree of organisational tacit 

knowledge. The six items of measurement in this scale include; simplicity of information; 

ease of documentation of information; ease of understanding of information; ease of 

communication of information; ease of transparency of information to the competitor; and 

ease of identification of information without personal experience. Consequently, the 

responses gathered from this study suggest that there exists a codifiable and teachable tacit 

knowledge in these organisations and these are likely to correlate with voluntary employee 
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turnover rates given the findings from previous studies, which suggest that organisational tacit 

knowledge may be depleted as voluntary employee turnover increases (Goldin, 2016) 

 

7.3.2 Control Variables 

Table 7.4: Descriptive Statistics for Control Variables 

                            

 
 

As shown above, four control variables were identified and included in the survey for this 

research. These variables include the “number of years since organisation was formed”; “type 

of organisation”; “location of Company”; and “size of organisation”. 

 

Number of years since organisation was formed 

Many previous studies which employed traditional turnover models have linked the number 

of years that an organisation has been formed with turnover intention (Kraemer and Gouthier, 

2014; Morrell, 2002; Hackett et al., 1994; Mayer and Schoorman, 1998). Data obtained from 

the survey showed that the largest number of organisations that responded to the survey (32% 

of the entire sample) were formed in the last 6-10 years. However, the remaining respondents 

were distributed in this manner: 18% of them were formed in the last five years; 26% of them 

were formed in the last 11-15 years, while 24% of them have existed for more than 15 years. 

Given this distribution, it seems possible for this control variable to influence the relationship 

between dependent and independent variables that have been defined in this study. This will, 
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however, be tested with the proposed linear regression model in subsequent sections of this 

research. 

Type of organisation 

Min (2007) argues that the “type of organisation” may play an important role as a control 

variable in helping to predict turnover intentions in organisations. Of the organisations 

surveyed, 61% of them claimed that they were engaged with training-related consulting 

activities, while 39% of them represent organisations engaged with education-related 

consulting activities. Consequently, when the “type of organisation” is controlled for in a 

regression analysis, it seems likely to be capable of influencing the relationship between 

organisational tacit knowledge and voluntary employee turnover rates for SMEs within the 

training segment of the Greater Toronto Area of Ontario.  

Location of Company 

Business location, also called the community within the job embeddedness theory, has been 

identified in previous studies as an important variable that can influence turnover intentions 

and actual turnover rates (Mitchell et al., 2001; Crossley et al., 2007; and Allen et al., 2010). 

All of the 93 organisations surveyed in the GTA (Greater Toronto Area) of Ontario are 

scattered across 39 cities within the GTA. 47% of these organisations are located within the 

GTA’s largest cities which are Toronto, London and Mississauga, while the rest are scattered 

across 36 other cities within the GTA. If controlled for in a regression model, it is possible for 

business location to play an important role in the relationship between organisational tacit 

knowledge and voluntary employee turnover rates and the relationship between job 

embeddedness and voluntary employee turnover rates.  

Size of Organisation 

Some previous studies have linked the “size of organisations” with turnover intentions. For 

example, Coetzer et al. (2017) argued that the link between the size of organisations and 

turnover intensions seems stronger for bigger organisations than for smaller organisations.  In 

this study, there was an average of 54 employees and a median value of 25 employees across 

93 organisations that provided responses to the survey. Although other previous studies have 

also linked demographic factors, such as the size of organisations, with turnover intentions 

(Lee, 2008; March and Simon, 1958; Price and Mueller, 1986), an actual regression analysis 
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in subsequent sections of this study may be helpful in examining the role of this variable in 

the propositional model. Therefore, it is likely for the size of an organization, when controlled 

for, to influence the relationship between organisational tacit knowledge and voluntary 

employee turnover.    

7.4 Summary of Preliminary Data Analysis 

A preliminary analysis of the data found that 

 

• there is a codifiable and measurable level of organisational tacit knowledge in most of 

the participating organisations in this survey. Given the preliminary theoretical 

evidence, this is likely to correlate negatively with voluntary employee turnover rates 

in the surveyed organisations.  

• job embeddedness is a tangible variable of interest to the surveyed organisations and 

therefore, it may likely be negatively related to voluntary employee turnover rates in a 

subsequent correlation analysis.  

• levels of human capital investment, when measured by annual training expenses, are 

high in these organisations and seem capable of moderating the relationship between 

voluntary employee turnover rates and organisational tacit knowledge and the 

relationship between job embeddedness and voluntary employee turnover rates.  

• levels of human capital investment, when measured by level of funds invested in 

training (high/low); level of varieties of training; and types of training, seem to be high 

in these organisations and may be capable of moderating the relationship between 

voluntary employee turnover rates and organisational tacit knowledge and the 

relationship between job embeddedness and voluntary employee turnover rates. 

 

Given these preliminary findings, the next section will present and discuss the results obtained 

from the correlation and multiple regression analyses of the main survey data. These results 

were used to determine the validity of the proposed conceptual models and all associated 

hypotheses. 
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7.5 Results of Correlation Analysis 

7.5.1 Voluntary Employee Turnover Rates, Organisational Tacit Knowledge (TK), 

Levels of Investment in Human Capital & Annual Training Expenses 

Figure 7.5.1 Correlation Outputs 1 

 

 

 

          Variable                                         1                 2                   3                4              5              

 
1. LHC 

 

2. Total Training Expenses                0.216           

in 2015 ($) 

 

3. Total Training Expenses                0.209*          0.872* 

in 2016 ($) 

 

4. TK                                                   0.638**        0.133              0.107 

                                          

5. Voluntary Employee                      -0.181           -0.071            -0.112         -0.236* 

Turnover  

Rates in 2015 (%) 

 

6. Voluntary Employee                       -0.089          -0.030             -0.069         -0.100     0.761* 

Turnover  

Rates in 2016 (%) 

 

   Note: TK is Tacit Knowledge; LHC is the Level of Investment in Human capital 

   Correlation is significant (*) at P<0.05 
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Test of Hypothesis H1 

In this study, hypothesis H1 proposed that “organisational tacit knowledge is negatively 

related to voluntary employee turnover rates at an organisational level”. As shown in figure 

7.5.1, the correlation between voluntary employee turnover rates in 2015 and organisational 

tacit knowledge (TK) is -0.236 with a p value of 0.033 (P<0.05). This means that there is a 

negative and significant relationship between organisational tacit knowledge and voluntary 

employee turnover rates in 2015. However, while the correlation between organisational tacit 

knowledge and voluntary employee turnover rates in 2016 is negative, this relationship is not 

significant at a p value of 0.370 (P>0.05). This suggests that that turnover rate at different 

times could have differential impacts. Despite the fact that there is a negative correlation 

between the level of investment in human capital (LHC) and voluntary employee turnover 

rates in 2015 and in 2016, these relationships are not significant.  Further, when the level of 

investment in human capital is measured by total training expenses, the total training expenses 

in 2015 and 2016 correlate negatively with voluntary employee turnover rates in both years, 

but with non-significant results. In conclusion, the results obtained above seem to be mixed in 

nature and, given that the voluntary employee turnover rate in 2015 and organisational tacit 

knowledge are significantly related, the research hypothesis, H1, seems valid and acceptable, 

while its associated null hypothesis, H0, will be rejected.  
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7.5.2 Voluntary Employee Turnover Rates, Job Embeddedness, Levels of Investment in 

Human Capital & Annual Training Expenses 

In this study, job embeddedness is described conceptually by on-the-job embeddedness, 

which includes fit to organisation, links to organisation and sacrifice to organisation, and off-

the-job embeddedness, which includes fit to community, links to community and sacrifice to 

community. Past research has shown that using job embeddedness as a “block” in any study 

may fail to yield the expected findings in its relationship with turnover rates, however, 

employing all six components may help to predict turnover intentions and actual turnover 

rates (Halvorsen et al., 2015). Therefore, the six components of job embeddedness, as 

mentioned above, were included in the analysis of the correlation between turnover rates, job 

embeddedness, the level of investment in human capital, and annual training expenses.  

 

 



Figure 7.5.2 Correlation Outputs 2 

  Note: LHC is Level of Investment in Human Capital; Correlation is significant (*) at P<0.05 

 

   Variable                               1                  2              3              4             5                6            7              8              9             10           

 
1. LHC 

2. Total Training                    0.216*           

Expenses                          

in 2015 ($) 

3. Total Training                   0.209*            0.872*         

Expenses      

in 2016 ($)                                                              

4. Voluntary Employee         -0.052            -0.057        -0.064        

Turnover  

Rates in 2015 (%) 

5. Voluntary Employee          0.018             0.014          0.021       0.778*        

Turnover  

Rates in 2016 (%) 

6. FittoCom                            0.165             0.018          0.071      -0.262*       -0.204 

7. FitOrg                                 0.340*           0.072          0.122      -0.166        -0.064        0.664* 

8. LinkOrg                             -0.113            0.086          0.062       -0.164        -0.164      -0.067      -0.064 

9. SacrOrg                              0.622*           0.170          0.167      -0.289        -0.068        0.353*     0.685*     -0.100 

10. LintoCom                          -0.039            0.027          0.115       -0.173        -0.207        0.129      -0.017      -0.013    -0.063 

11. SacrtoCom                          0.392*          0.095          0.173      -0.196        -0.106         0.572*     0.630*    -0.087     0.561*       0.172 



Test of Hypothesis H2 

In this study, hypothesis H2 proposed that “Job embeddedness is negatively related to 

voluntary employee turnover rates at an organisational level”. As shown in Figure 7.5.2, 

FittoCom (Fit to Community), which is one of the dimensions of off-the-job embeddedness, 

was found to be negatively correlated with voluntary employee turnover rates in 2015, at a 

value of -0.262 with a P-value of 0.043 (p<0.05). However, there seems to be no significant 

relationship between any of the six dimensions of job embeddedness and voluntary employee 

turnover in the year 2016, a result that also suggests that turnover rate at different times could 

be impacted differently. Despite the fact that all the other five job embeddedness dimensions 

are negatively correlated with voluntary employee turnover rates, none of these relationships 

was found to be significant. However, this result appears consistent with the findings of Lee et 

al. (2004, p.717) who in a similar research showed that off-the-job embeddedness was 

significantly predictive of turnover while on-the-job embeddedness was not. Despite these 

mixed results, it appears that Hypothesis H2 is partially supported and its associated null 

hypotheses, H0, should be rejected given the fact that one of the dimensions of job 

embeddedness is significantly related to voluntary turnover rates.  

 

Furthermore, the outputs in Figure 7.5.2 show that the level of investment in human capital, 

when measured using a 3-item survey, has a positive and significant P-value of 0.000 with 

Sacrorg (Sacrifice to organisation) and a positive and significant P-value of 0.001 with Fitorg 

(Fit to organisation)  (Which are two dimensions of on-the-job embeddedness). The level of 

investment in human capital also correlates positively and significantly with SactoComm 

(Sacrifice to community), a dimension of off-the-job embeddedness. These results suggest 

that as small and medium sized organisations increase their investments in human capital, the 

level of on-the job embeddedness, in terms of employees’ fit to their organisations and in 

terms of the sacrifices which the employees would make to quit their jobs, would likely 

increase, thereby reducing the possibility of actual turnover. Similarly, these results suggest 

that as the level of investment in human capital increases, there is a likelihood for employees’ 

degree of off-the-job embeddedness, in terms of the sacrifices they would make to quit their 

communities, to increase, thereby reducing the chances of actual turnover.  
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7.5.3. Summary of Results 

In summary, the results obtained from the analysis of the correlation show that there is a 

negative relationship between voluntary employee turnover rates and organisational tacit 

knowledge, and between voluntary employee turnover rates and job embeddedness. These 

results also suggest that that turnover at different times would have differential impacts (or 

would be impacted differently). Given these results, the next section of this study will present 

and discuss the results of the quantitative analyses that were carried out using linear 

regression in SPSS. The aim is to examine the relationships between the dependent, 

independent, control and moderating variables.  

7.6 Linear Regression 

7.6.1 Model Assumptions  

Li et al. (2012) argue that four of the most important tests to be conducted on variables prior 

to fitting a regression model for them include tests for linearity; tests for multi-collinearity; 

tests for normality and tests for homoscedasticity. For this study, all of these four main 

assumptions were tested. The test for multicollinearity was checked in SPSS by selecting the 

VIF (Variance Inflation Factor) option in the linear regression (statistics) box and by ensuring 

that all independent variables had VIF values that ranged between 1 and 10. As shown in each 

of the coefficient tables for the regression outputs, the VIF values were between 1 and 10. The 

test for normality was conducted in SPSS by using the “explore” option under “descriptive 

statistics” in SPSS to determine the P-values for “Shapiro-Wilk”. For the dependent variable 

in model 1, which is “organisational tacit knowledge”, the P-value under the Shapiro-Wilk 

option was found to be greater than 0.05, thereby fulfilling the assumptions of normality. The 

assumption of normality was also tested and confirmed using the histogram plots, as shown in 

the appendices. For the dependent variable in model 2, which is the voluntary employee 

turnover rate, the P-value was less than 0.05. Given this, the data for voluntary employee 

turnover rates were normalised using the Log10 transformation option in SPSS. The 

assumption of linearity between the dependent and independent variables in both models was 

checked by plotting these variables in a box plot on SPSS as shown in appendix II, III, IV and 

V. Finally, the assumptions of homoscedasticity were tested and confirmed with the scatter 
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plot diagrams in the appendices. In summary, all the dependent and independent variables 

were found to meet the assumptions of linearity, no-multicollinearity, normality and 

homoscedasticity prior to fitting the regression model. Given that there is no significant 

relationship between any of the variables and the voluntary employee turnover data for 2016, 

this regression model was only fitted to the voluntary employee turnover data of 2015. 

7.6.2 Modelling Tacit Knowledge with Voluntary Employee Turnover Rates in 2015 

 

                                                               Model Summary 

  

     R                   R-Square          Adjusted R-Square            Std Error of the Estimate 

       

                                                                 

   .236                 .056                   .044                                     1.02594  

 

 

 

                                                                  Coefficients 

 

Independent  

Variable       Β       Standard Error    Beta          t            P       VIF     R-Square 

         

                                                                 

Constant   3.719       .143          25.99     .000  

 

Voluntary Employee    -0.15        .007               -.236*     -2.169    0.033      1         .056 

Turnover Rates 

 

Note: Dependent variable is Organisational Tacit Knowledge  

Note: *P<0.05 

 

 

As noted above in the model summary table, only 5.6% of the variation in the degree of 

organisational tacit knowledge seems to be explained by the voluntary employee turnover rate 

in 2015. Further, the value of the beta coefficient in the coefficient table for voluntary 

employee turnover rate is -0.236 with a significant P-value of 0.033. This means that a one 

unit increase in the rate of voluntary employee turnover would lead to a 23.6% reduction in 

the degree of organisational tacit knowledge in the surveyed organisations. In other words, the 

null hypothesis, H0, should be rejected and the alternative hypothesis, H1, is to be accepted. It 
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can therefore be concluded that there is a negative relationship between organisational tacit 

knowledge and voluntary employee turnover rate.  According to Preacher et al. (2006), the 

linear regression equation is given by Y=a+bx, where “y” is the dependent variable, which in 

this study is organisational tacit knowledge, and “x” is the independent variable, which in this 

study is voluntary employee turnover rate. Lastly, “a” is the intercept, also known as the 

constant in the coefficients table. Given this, the linear regression equation for the relationship 

between organisational tacit knowledge and voluntary employee turnover rates is Y=3.719-

0.015x.  From the residual statistics, the mean value of the residual is 0. This shows that the 

linear regression model that was fitted is suitable for the above results. Further, the residual 

diagrams in appendix II represent the histogram, P-P plot and scatter diagram plots for the 

above fitted models. The histogram plot suggests that the dependent variable is normally 

distributed, while the P-P and scatter diagram plots suggest that there is a linear relationship 

between the dependent and independent variable.  

7.6.3 Modelling Tacit Knowledge with Voluntary Employee Turnover Rates in 2015, 

Control Variables, Training Expenses and Moderating Variable 

 

                                                               Model Summary 

 

  

 Model                   R               R-Square          Adjusted R-Square   Std Error of the Estimate

        

                                                                 

     1                       .408     .166            .100                              .99546 

 

     2                   .618               .381                       .323                              .86330 
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                   Coefficients (Model 1) 

Independent  

Variables       Β       Standard Error    Beta           t            P        VIF        

        

                                                                 

Constant     3.575       .614                               5.826     .000  

 

Voluntary Employee     -.12          .007               -.196     -1.673    .099      1.2          

Turnover Rates (2015) 

 

Size of Organisation     -.001        .000                -.224*    -2.021     .047      1.1 

 

Location of your            .365        .254                  .165       1.439    .154       1.1 

Company 

  

Type of Organisation     .134        .227                  .063        .589     .557        1 

 

Number of years           -.202        .121                -.190      -1.669    .099       1.1 

Since organisation 

Was formed 

 

Total Training           3.036E-7     .000                  .030        .359     .720        1 

Expenses 

In 2015 

 

Dependent variable is Organisational Tacit Knowledge  

Note: *P<0.05 

 

 

As noted above, when the effects of training expenses, type of organisation, location of 

company, size of organisation and the year in which the organisation was formed were 

controlled for, only 16.6% (R-Square value) of the variation in the degree of organisational 

tacit knowledge seems to be attributed to voluntary employee turnover rate in 2015. 

Furthermore, only the “size of organization” seems to be of any significance among the 

control variables in explaining that variation in the degree of organisational tacit knowledge. 

This means that at a beta coefficient value of -0.224, a one unit increase in the size of these 

organisations would reduce the degree of organisational tacit knowledge by 22.4% at a 

significant P-value of 0.047. 
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             Coefficients (Model 2) 

Independent  

Variables       Β       Standard Error    Beta           t            P         VIF       

         

                                                                 

Constant     3.749       .533                                 7.029     .000  

  

Voluntary Employee     -.055        .011               -.863*      -5.193     .000      3.3          

Turnover Rates (2015) 

 

Size of Organisation     -.001        .000                -.182       -1.888     .063      1.1 

 

Location of your            .145        .224                 .065          .647      .520      1.2 

Company 

  

Type of Organisation    -.029       .199                -.014       - .145      .885        1 

 

Number of years           -.135       .106                -.127       -1.275     .206       1.1 

Since organisation 

Was formed 

 

Total Training          -2.762E-8    .000                 .003        -.038      .970         1 

Expenses 

In 2015 

 

LHCVETRATES        .018          .004                 .822*     5.072      .000       3.1 

2015 

 

Note: *P<0.05 

Note: Dependent variable is “Organisational Tacit Knowledge” 

Moderating Variable is LHCVETRATES (Level of Investment in Human Capital x Voluntary 

Employee Turnover Rates) 

 

However, when the moderating variable was introduced in model 2, 38.1% of the variation in 

the degree of organisational tacit knowledge seems to be attributed to voluntary employee 

turnover rates. This means that levels of investment in human capital seem capable of further 

increasing the variation in the degree of organisational tacit knowledge that can be attributed 

to voluntary employee turnover rates when the effects of training expenses, type of 

organisation, location of company, size of organisation and the year in which the organisation 

was formed are controlled for. On the other hand, when the moderating variable is introduced 
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in model 2, none of the control variables seem to be of any significance in explaining the 

variation in the degree of organisational tacit knowledge. Furthermore, there seems to be no 

significant contribution from “training expenses” to the degree of variation in organisational 

tacit knowledge in either of the two models. However, in model 2, the level of investment in 

human capital seems capable of moderating the negative relationship between organisational 

tacit knowledge and voluntary employee turnover rate given its high beta coefficient of 0.822 

at a P-value of 0.00. This means that a one unit increase in the level of investment in human 

capital could increase the degree of the negative relationship between voluntary employee 

turnover rates and organisational tacit knowledge by 82.2%. Therefore, this result seems to 

support hypothesis H3a. Thus, the linear regression equation for model 1 and model 2 is given 

by Y=a+b1X1+b2X2+b3X3+b4X4+b5X5+b6X6, where “y” is organisational tacit knowledge and 

“b1” is the voluntary employee turnover rate, b2 is the size of organisation, b3 is the location of 

company, b4 is the type of organisation, b5 is the number of years since the organisation was 

formed, and b6 is the annual training expense in 2015. Lastly, “a” is the intercept, also known 

as the constant in the coefficients table. Given the above equation, the linear regression 

equation for model 1 is:  

1. Y= 3.575-0.12X1-0.001X2-0.365X3-0.134X4-0.202X5+3.036E-7X6   

while the linear regression equation for model 2 is:  

2. Y=3.749-0.055X1-0.001X2+0.145X3-0.029X4-0.135X5-2.762E-7X6 

From the residual statistics, the mean value of residual is 0, meaning that the model conditions 

for the above regression analysis have been satisfied prior to fitting the model and, 

consequently, the regression model can be considered to be suitable. Furthermore, the 

histogram, P-P plot and scatter diagrams for this residual analysis are presented in appendix 

III and they all suggest that there is a form of linear relationship between the dependent and 

independent variables.  
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7.6.4 Modelling Job Embeddedness with Voluntary Employee Turnover Rates in 2015 

 

                                                               Model Summary 

 

     R                   R-Square         Adjusted R-Square            Std Error of the Estimate 

       

                                                                 

   .332                 .110                   .010                                     .36576  

 

 

                                                                 Coefficients 

 

Independent  

Variables                        Β       Standard Error    Beta           t          P        VIF      

          

                                                                 

Constant                    1.802       .384                                4.693    .000  

 

FitOrg                                            .001        .085                 .003         .013     .990       2.9          

 

LinkOrg                                       -.086        .086                -.132        -1.001   .321       1 

 

SacrOrg                                         .028        .078                 .060         .357     .723      1.6 

 

FittoComm                                  -.128        .122         -.207      - 1.052    .298      2.3 

 

LinktoComm                               -.131        .152                -.120       -.859      .394      1.1 

 

SactoComm                                 -.039        .086                -.080       -.452      .653      1.8 

  

Note: *P<0.05 

Dependent variable is “Voluntary Employee Turnover Rates in 2015” 

Note: Fitorg is “Fit to Organisation”; Linkorg is “Link to Organisation”; Sacrorg is “Sacrifice 

to Organisation”; FittoComm is “Fit to Community”; LinktoComm is “Link to Community”; 

and SactoComm is “Sacrifice to Community” 

 

As shown above, none of the six dimensions of job embeddedness is of any significance in 

explaining the variation in the rate of voluntary employee turnover.  For the above model, the 

linear regression equation is Y=a+b1X1+b2X2+b3X3+b4X4+b5X5+b6X6.  
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Therefore, Y=1.802+0.001X1-0.086X2+0.028X3-0.128X4-0.131X5-0.039X6, where Y is the 

voluntary employee turnover rate, and X1 is the fit to organisation, X2 is the link to 

organisation, X3 is the sacrifice to organisation, X4 is the fit to community, X5 is the link to 

community, and X6 is the sacrifice to community. The residuals show that the regression 

model is suitable for the data being analysed given that the mean value of the residual is 0. 

The P-P plot, histogram plot and scatter plot are presented in appendix IV and they all suggest 

that there is a linear relationship between the dependent and independent variables. 

7.6.5 Modelling Job Embeddedness, Control Variables, Training Expenses, Moderating 

Variable and Voluntary Employee Turnover Rates in 2015 

 

                                                                  Model Summary 

 

  

 Model                   R               R-Square          Adjusted R-Square   Std Error of the Estimate

        

                                                                 

     1                       .474     .225            .047                              .35878 

 

     2                   .474               .225                       .027                              .36258 
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                                                Coefficients (Model 1) 

Independent  

Variables       Β       Standard Error    Beta           t            P         VIF       

         

                                                                 

Constant      1.061      .550                                1.929     .060  

 

FitOrg                             -.058       .093               -.151        -.623      .536      3.6         

 

LinkOrg                          -.035       .091              -.054        -.390       .698      1.2 

 

SacrOrg                            .041       .087               .088         .472       .639      2.1 

 

FittoComm                     -.066       .122               -.108       -.543       .590      2.4 

 

LinktoComm                  -.133       .151               -.123       -.883       .382      1.1 

 

SactoComm                     .010       .088                .020         .112       .911       2 

 

Size of Organisation   -6.434E-5   .000               -.049       -.345       .732      1.2 

 

Location of your            .141         .113                .188        1.249      .218      1.4 

Company 

  

Type of Organisation    -.037        .105               -.048      - .350       .728      1.1 

 

Number of years             .128        .061                .305*      2.106     .040      1.3 

Since organisation 

Was formed 

 

Total Training           -6.506E-8     .000               -.025      -.186        .853      1 

Expenses 

In 2015 

 

 

Dependent variable is Voluntary Employee Turnover Rates (2015)  

Note: *P<0.05 

 

 

As shown above, when the effects of training expenses, type of organisation, location of 

company, size of organisation and the year the organisation was formed were controlled for in 

model 1, only 22.5% of the variation in the degree of voluntary employee turnover rates is 
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attributed to the six job embeddedness variables. Furthermore, only the “number of years 

since the organisation was formed”, with a significant P-value of 0.040, seems to be capable 

of explaining the 30.5% of the degree of variation in voluntary turnover rates. In other words, 

a one unit increase in the number of years since an organisation was formed is capable of 

increasing the rate of turnover in such organisations by 30.5%. 
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                                                 Coefficients (Model 2) 

Independent  

Variables       Β       Standard Error    Beta           t             P          VIF       

         

                                                                 

Constant      1.062       .558                              1.903      .063  

 

FitOrg                             -.058       .094              -.151        -.617       .540        3.6          

 

LinkOrg                          -.035       .092              -.054       -.384       .703         1.2 

 

SacrOrg                            .039       .109               .085        .360       .721          3.3 

 

FittoComm                     -.066       .124              -.108       -.537       .594          2.4 

 

LinktoComm                  -.132       .154              -.122       -.861       .393          1.2 

 

SactoComm                     .009       .094                .019        .097       .923          2.2 

 

Size of Organisation   -6.248E-5   .000              -.047       -.309       .759          1.4 

 

Location of your             .140        .116               .187        1.207      .234          1.4 

Company 

 

Type of Organisation     -.037       .106              -.049      - .347        .730          1.1 

 

Number of years             .128        .063              .306*      2.018       .049          1.3 

Since organisation 

Was formed 

 

Total Training           -6.485E-8    .000             -.025       -.183         .855          1.1 

Expenses 

In 2015 

 

LHCJE                          .001          .021              .006        .026          .980         3.5 

 

Dependent variable is Voluntary Employee Turnover Rates (2015) 

Moderating Variable is LHCJE (Level of Investment in Human Capital x Job Embeddedness)  

Note: *P<0.05 
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As shown above in model 2, when the level of investment in human capital is introduced to 

the model as a moderator, the results suggest that a similar 22.5% variation in the degree of 

voluntary employee turnover rates is attributed to the six job embeddedness variables. 

Further, the results in model 2 also suggest that a one unit increase in the “number of years 

since an organisation was formed” seems capable of increasing the rate of turnover by 

30.6%. However, the level of investment in human capital seems to have no significant 

influence on the degree of the negative relationship between job embeddedness and voluntary 

employee turnover rate given its P-value of 0.980, which is greater than 0.05. Against this 

background, hypothesis H3b seems unsupported. However, the linear regression equations for 

models 1 and 2 are given by the equation; 

Y=a+b1X1+b2X2+b3X3+b4X4+b5X5+b6X6+b7X7+b8X8+b9X9+b10X10+b11X11.  

Thus, the linear regression equation for model 1 is; 

1. Y=1.061-0.058X1-0.035X2+0.041X3-0.066X4-0.133X5+0.010X6-6.506E-

8X7+0.128X8-0.037X9+0.141X10-6.434E-5X11  

and for model 2 is;  

2. Y=1.062-0.058X1-0.035X2-0.039X3-0.066X4-0.132X5+0.009X6-6.485E-

8X7+0.128X8-0.037X9+0.140X10-6.248E-5X11 

Where Y is voluntary employee turnover rate, X1 is the fit to organisation, X2 is the link to 

organisation, X3 is the sacrifice to organisation, X4 is the fit to community, X5 is the link to 

community, X6 is the sacrifice to community, X7 is training expenses, X8 is the number of 

years since the organisation was formed, X9 is the type of organisation, X10 is the location of 

the company, and X11 is the size of organisation. Given that the mean value of the residual 

statisics is 0, this suggests that the model conditions are satisfied and the regression model is 

suitable for the data being analysed. Further, the P-P plot, the scatter diagram and the 

histogram plot for this regression model are presented in appendix V, and they all suggest that 

there is linearity in the variables and that the assumption of normality was met prior to fitting 

this model.  
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7.7 Summary of Results and Final Research Models 

In this study, Hypothesis H1, which is mapped to the propositional model of figure 3.9.2, 

proposed that organisational tacit knowledge is negatively related to voluntary employee 

turnover rates. Empirical findings from this cross-sectional study show that there is a negative 

relationship between voluntary employee turnover rate and organisational tacit knowledge 

and, therefore, Hypothesis H1 seems valid and the null hypothesis H0 can be rejected. 

However, the strength of this negative relationship was found to be only significant in the 

year 2015, but not significant in the year 2016. Secondly, Hypothesis H2, which is mapped to 

the propositional model of figure 3.9.2 in this research, proposed that job embeddedness is 

negatively related to voluntary employee turnover rates. By modelling all of the six job 

embeddedness dimensions with voluntary employee turnover rate, empirical findings show 

that only fit to community, a dimension of off-the-job embeddedness, is negatively and 

significantly related to voluntary employee turnover rate and, thus, Hypothesis H2 seems 

partially supported and the null hypothesis H0 can be rejected. However, the strength of this 

negative relationship was found to be significant in the year 2015, but not significant in the 

year 2016.  

Thirdly, Hypothesis H3a proposed that the level of investment in human capital is capable of 

moderating the negative relationship between voluntary employee turnover rate and 

organisational tacit knowledge. Empirical results from this study show that the level of 

investment in human capital seems to be highly significant in increasing the scale of the 

negative relationship between voluntary employee turnover rate and organisational tacit 

knowledge for the year 2015, but not for the year 2016. This means that Hypothesis H3a 

seems supported and will be accepted and the associated null hypothesis will be rejected. 

Lastly, Hypothesis H3b proposed that the level of investment in human capital will moderate 

the negative relationship between job embeddedness and voluntary employee turnover rates. 

Empirical findings from this study show that the level of investment in human capital is not a 

significant moderator of this relationship. Therefore, H3b does not seem to be supported by 

these results. However, the level of investment in human capital, “LHC”, was found to be 

significantly and positively correlated with “fit to organisation” and “sacrifice to 
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organisation”, two of the three components of on-the-job embeddedness, while it also has a 

significant and positive correlation with “sacrifice to community”, one of the three 

components of off-the-job embeddedness. Finally, only a maximum of 38.1% variation in the 

level of organisational tacit knowledge in these small and medium sized organisations was 

explained by voluntary employee turnover rate when the effects of the number of years since 

the organisation was formed, the type of organisation, the location of the company, and the 

size of the organisation were controlled for, and when the level of investment in human 

capital and training expenses were introduced into the model. Similarly, only a maximum of 

11% variation in the level of organisational tacit knowledge in these small and medium sized 

organisations was explained by the six job embeddedness dimensions when the effects of the 

number of years since the organisation was formed, the type of organisation, the location of 

the company, and the size of organisation were controlled for, and when the level of 

investment in human capital and training expenses were introduced into the model. In 

conclusion, it seems true that the propositional model of figure 3.9.2, which is denoted as 

model 1, can be accepted as valid and presented as a final research model as shown below. 
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Secondly, it also seems possible to accept model 2 as valid despite the partial results obtained 

in this study. However, since H3b was not supported by findings from this study, it is 

recommended that model 2 should be subjected to future studies that will critically examine 

the gaps and weaknesses in the job embeddedness model.    
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                                           Model 2 

 

 

    H2 

 

                H3b                                  

 

       

 

                                                                                                      

7.7.1 Research Limitations 

• The research in the area of the relationship between voluntary employee turnover and 

organisational tacit knowledge is still very sparse in Canada and has received very 

little, or no, focus within Canada’s small and medium sized business segment. 

Consequently, it was challenging to find a body of academic papers of Canadian 

origin that address the problems of voluntary employee turnover and tacit knowledge 

losses in Canada.  

• In this study, many challenges were encountered in the process of collecting primary 

data from the small businesses that were identified in the study. Considering the fact 

that only those with detailed knowledge about their organisations were requested to 

complete the administered questionnaires, the time constraints on the part of the 

directors of these small businesses presented a major obstacle, which was later 

overcome in this study. 

• Many of the theories which were used to develop the model that formed the basis of 

this study were built on data obtained from larger organisations. The lack of voluntary 

employee turnover theories and tacit knowledge models that were developed with data 

from smaller businesses appears to influence the strength of the results obtained in this 

study.  
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• A total of 150 small and medium sized organisations are currently within the 

education and training segment of the Greater Toronto Area (GTA) of Ontario. Of this 

population, only 93 organisations completed the survey, representing 62% of the 

sample size. The results obtained in this study seem to be influenced by the size of the 

population being studied, and this is considered to be a limitation which future studies 

can seek to overcome. A much larger sample of small and medium sized organisations 

may further strengthen the results obtained in this study.  
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Chapter Eight: Discussions and Literature Reappraisal 

8.1 Discussion 

This study was located within the HRM field and its aim was to examine the relationship 

between voluntary employee turnover and organisational tacit knowledge. The role of the 

levels of investment in human capital as a moderator of this relationship was also discussed 

and included as part of the two models that were proposed in figure 3.9.2. More specifically, 

it was found in this study that organisational tacit knowledge and job embeddedness are 

negatively related to voluntary employee turnover rates, two results which supported 

hypotheses H1 and H2. Furthermore, the level of investment in human capital was found to be 

capable of increasing the scale of the negative relationship between voluntary employee 

turnover rates and organisational tacit knowledge, a result that supported hypothesis H3a. 

However, the level of investment in human capital was found to have no significant effect on 

the negative relationship between job embeddedness and voluntary employee turnover rates, a 

result that failed to support hypothesis H3b. These results are therefore discussed as follows: 

8.2 Organisational Tacit Knowledge and Voluntary Employee Turnover rates 

In this study, hypothesis H1 proposed that organisational tacit knowledge is negatively related 

to voluntary employee turnover rates. By gathering and analysing empirical data from small 

and medium sized enterprises on a cross-sectional basis, this study established that there is a 

negative relationship between organisational tacit knowledge and voluntary employee 

turnover rates. This result seems to support findings from previous studies, which suggest that 

a possible consequence of voluntary employee turnover is the loss of organisational tacit 

knowledge (Shaw et al., 2005; Dess and Shaw, 2001; Cheng and Brown, 1998; and Gialuisi, 

2012; Regts and Molleman, 2012; and Van et al., 2012). Further, the relationship between 

voluntary turnover and organisational tacit knowledge has been established in other studies. 

For example, Park and Shaw (2013) argue that one of the critical sources of competitive 

advantages for organisations is their tacit knowledge. However, because turnover can reduce 

an organisation’s competitive position, the likelihood of turnover reducing organisational tacit 

knowledge is also very high (Guidice et al., 2009 p. 146; Massingham, 2018).  
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Given that many previous studies have identified voluntary employee turnover as a major 

challenge for small and medium sized organisations (Lochhead and Stephens, 2004; Brown et 

al., 2009), it follows that sustained cases of voluntary employee turnover within the small and 

medium sized organisational sector can potentially lead to the loss of competitive advantages 

for organisations through the loss of valuable organisational tacit knowledge. For example, an 

empirical study on the impact of voluntary employee turnover on 240 organisations in the 

United States showed that lost knowledge, rather than profitability, was the most severe 

consequence to those organisations (Martins and Martins, 2011; Frank et al. 2004). In fact, 

Martins and Martins (2011, p.50), in the same study, argue that the loss of organisational tacit 

knowledge through voluntary turnover can potentially lead to “reinvented wheels, unlearned 

lessons, a pattern of repeated mistakes, productivity shortfalls, and a lack of continuous 

performance improvement”, all of which might eventually diminish competitive advantage.  

Further, a research conducted by the CCC (the Canadian Chamber of Commerce) in 2018 

affirmed that small and medium enterprises across Canada are the highest employers of labour 

in Canada and up to 400,000 jobs could be lost in Canada by the end of 2018 with a vast 

majority of them being related to voluntary employee turnover (Tencer, 2018).  

 

Furthermore, the findings from this study seem to bridge some gaps in the “tacit knowledge 

measurement” literature. In many instances, it has been noted that tacit knowledge, whether at 

the organisational or at the individual level, is quite difficult to measure and operationalise 

(Kianto et al., 2018; Haldin-Herrgard, 2000). In fact, the majority of the few studies that have 

attempted to measure this category of knowledge have employed proxy variables to do so 

(Clarke, 2010). Further, the understanding of the distinction between the individual and 

organisational perspectives of tacit knowledge has been identified in academic research as 

another area of concern for researchers given that the same instruments and measures might 

not be applicable for operationalising tacit knowledge in both instances (Insch et al., 2008). 

For example, in order to measure individual tacit knowledge in organisations, methods like 

proxy variables, tacit knowledge inventory for managers, repertory grid, formal concept 

analysis, pathfinder network scaling and the Yale’s SLT have been used in the past (Sternberg 

et al., 2000; Berman et al., 2002; Edmondson et al., 2003; Ryan and O’Connor, 2008; and 
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Rose et al., 2007). But in order to measure tacit knowledge at an organisational level, the 

Subramaniam and Venkatramann’s (2001) measurement scale has been used by some scholars 

in the past (Perez-Luno et al., 2016). Notably, it is the Subramaniam and Venkatramann’s 

(2001) approach that was employed in this study for operationalising organisational tacit 

knowledge given that none of the previously discussed individual measures were found 

suitable for capturing organisational tacit knowledge from the case study organisations. From 

a methodological stance, it seems that the operationalisation of tacit knowledge and its 

subsequent measurement in this study can provide more support for the suitability and validity 

of the Subramaniam and Venkatramann’s (2001) approach for operationalising tacit 

knowledge at the organisational level.  

 

Finally, the proposed negative relationship between voluntary employee turnover and 

organisational tacit knowledge seems capable of voiding some gaps in the traditional models 

of turnover, some of which include March and Simon’s (1958) model; Mobley’s (1977) 

model; Jackofsky’s (1984) “Turnover and Job Performance Process Model”; Zimmerman and 

Darnold’s (2009) model; and the model proposed by Allen et al. (2010). Interestingly, these 

models have been criticised in the voluntary employee turnover literature because of their 

limitation in simultaneously considering the antecedents and consequences of turnover, as 

well as inter-organisational and intra-organisational movements (Griffeth et al., 2000 cited in 

Lee et al., 2004). However, the main focus of this study was to propose a model that is 

contemporary in focus because it would not only consider the causes of turnover, such as the 

job embeddedness factor, but would also consider the consequences of turnover, such as the 

loss of organisational tacit knowledge. Given that the negative relationship between voluntary 

employee turnover rates and organisational tacit knowledge has been supported in model 1, as 

shown in figure 3.9.2, the case for the use of contemporary models of turnover seems to be 

further strengthened. In summary, the negative relationship between voluntary employee 

turnover and organisational tacit knowledge appears to void some of the existing gaps in the 

traditional models of voluntary employee turnover and could serve as a strong leverage for 

future studies in making informed decisions between the choice of a traditional or 

contemporary approach to understanding voluntary employee turnover.  
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8.3 Job Embeddedness and Voluntary Employee Turnover Rates 

In this study, hypothesis H2 proposed that a negative relationship exists between job 

embeddedness and voluntary employee turnover rates. However, the results obtained from the 

quantitative analysis of data show that “fit to community”, one of the six dimensions of job 

embeddedness, was negatively related to voluntary employee turnover rates. Thus, H2, as 

mapped to model 2 in figure 3.9.2, was found to be partially supported by the findings of this 

study. The job embeddedness concept belongs to the category of contemporary models of 

turnover (Lee, 2008; Lee and Mitchell, 1994; Holtom and Darabi, 2018; Grifetth et al., 2000; 

Maertz et al., 2003; and Westaby, 2005). Furthermore, previous research has identified two 

broad aspects of job embeddedness, which include off-the-job and on-the-job embeddedness 

(Mitchell et al., 2001). Each of these two broad dimensions are then split into six key 

dimensions that are called, fit to organisation, link to organisation, fit to community, link to 

community, sacrifice to organisation, and sacrifice to community (Allen et al., 2010; Jiang et 

al., 2012). Given these divisions, research has shown that very limited studies have examined 

the fit, links and sacrifice sub-dimensions of job embeddedness within small and medium 

sized organisations (Ampofo et al., 2017, p.2). This is against the background that the job 

embeddedness theory is still undergoing numerous developments and transformations 

(Martdianty et al., 2016), and the fact that its application for predicting turnover intentions has 

not been significantly successful in small and medium sized organisations (Coetzer et al., 

2017).  

 

However, some other studies have found that the six dimensions of job embeddedness are of 

significant importance to predicting actual voluntary turnover rates in organisations (Lee et 

al., 1999; Holtom and Inderrieden, 2006). Similarly, Lee et al. (2004), in an empirical study, 

also noted a negative relationship between job embeddedness and voluntary turnover. 

However, Lee et al. (2004, p717) mentioned that “off-the-job embeddedness was significantly 

predictive of subsequent voluntary turnover and volitional absences, whereas, on-the-job 

embeddedness was not”. In other words, the findings of Lee et al. (2004) were mixed in 

nature, a situation that seems to be similar to the current study. From another perspective, past 

research has also shown that there may be differences in results obtained when job 
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embeddedness is analysed as a “block” variable and when it is examined in terms of fits, links 

and sacrifices (Halvorsen et al., 2015). In other words, it is possible to combine fits, links and 

sacrifices as a single job embeddedness variable for regression analysis and obtain a different 

result than the results obtained when fits, links and sacrifices are used as individual job 

embeddedness variables. Interestingly, by combining fits, links and sacrifices as a block job 

embeddedness variable in this study, job embeddedness, as a whole, was not found to be 

negatively related to voluntary employee turnover rates. However, by using fits, links and 

sacrifices as individual job embeddedness variables, “fit to community” was found to 

negatively correlate with voluntary employee turnover. Despite these gaps, the results from 

this study provide some support for the need to fill the existing gaps in understanding and 

application of the job embeddedness construct for understanding and measuring intention to 

quit and actual turnover rates in large or small organisations.   

8.4 Levels of Investment in Human Capital, Organisational Tacit Knowledge and 

Voluntary Employee Turnover Rates 

In this study, hypothesis H3a proposed that the levels of investment in human capital would 

moderate the negative relationship between organisational tacit knowledge and voluntary 

employee turnover rates. The results obtained from the quantitative analysis of the data show 

that the levels of investment in human capital seem capable of moderating the negative 

relationship between organisational tacit knowledge and voluntary employee turnover rate. In 

other words, if organisations increase their level of investment in human capital, there is the 

possibility for the degree of the negative relationship between organisational tacit knowledge 

and voluntary employee turnover rates to increase. The concept of levels of investment in 

human capital is deeply rooted in the human capital literature and has been defined as the 

“stock of skills the labour in an organization possesses” (Goldin, 2016, p.55). Investments in 

human capital have been identified as a key organisational strategy for improving 

organisational performance, given that any investment in people is a direct investment in their 

human capital (Smith, 2003). Of the different types of investments which organisations make 

in their human capital, this study observed that investments in employees’ training and 

development, health and education are among the most common forms of investments (Bailey 
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et al., 2013; Kwon and Rupp, 2013), and among these areas, investment in employees’ 

education and training seems to be the most pervasive across organisations (Hofheinz, 2009; 

Ganotakis, 2012). 

  

The rationale behind the choice of levels of investment in human capital as a possible 

moderator of the negative relationship between organisational tacit knowledge and voluntary 

employee turnover rates was premised on the perceived relationship between the levels of 

investment in human capital and organisational tacit knowledge (Goldin, 2016). In other 

words, organisational tacit knowledge is identified as a major aspect of the overall human 

capital assets of organisations and any investment in human capital would likely impact 

organisational tacit knowledge (Clarke et al., 2004; Saint-Onge and Wallace, 2003). In fact, 

some other studies have identified organisational tacit knowledge as being strongly related to 

“firm level human capital” (Mahoney and Kor, 2015), given that human capital can be viewed 

from micro (individual aspect) and macro (firm-level) dimensions (Campbell, 2012a cited in 

Coff and Raffiee, 2015, p. 326). Typical firm-level investment decisions that help to 

determine an organisations’ level of commitment to human capital investments include 

decisions on how much to spend on employee training; decisions on the types of varieties of 

training and development programmes employees should be provided with; and decisions on 

the types of structured training and development programmes that are made available to 

employees (Bhattacharya et al., 2014; Bae and Lawler, 2000; and Snell and Dean, 1992). Given the 

findings of this study, an organisation that engages in sustained investment in human capital 

through investments in education and/or training would not only impact organisational tacit 

knowledge, but would also influence organisational performance, of which staff retention is a 

major component (Bapna et al., 2013; Chatterjee, 2017).  
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8.5 Levels of Investment in Human Capital, Job Embeddedness and Voluntary 

Employee Turnover rates 

In this study, hypothesis H3b proposed that levels of investment in human capital would 

moderate the negative relationship between job embeddedness and voluntary employee 

turnover rates within small and medium sized enterprises. However, the findings from this 

study failed to support this hypothesis. This might not be unconnected with the lack of studies 

that have demonstrated a relationship between levels of investment in human capital and job 

embeddedness, as well as the current limitations in the application of job embeddedness to 

small and medium sized enterprises. However, it is still widely accepted that the job 

embeddedness construct is founded on the concepts of fits, links and sacrifices within and 

outside of an organisation (Mitchell et al., 2001). In this context, “sacrifice” represents ‘what 

would be given up by leaving a job such as financial rewards based on tenure, a positive work 

environment, promotional opportunities, and community status” (Allen et al., 2010, p. 55). 

Interestingly, Bhattacharya and Wright (2005 cited in Bhattacharya et al., 2014, p. 88) define 

human capital investment as “expenses that a firm incurs to attract, develop, and motivate 

employees with expectations of future returns”.  

 

Typically, some of these expenses would cover wages and benefits paid to retain employees; 

selection and recruitment costs; firm-level training and development costs (including all 

startup and operational costs); and medical costs (Garavan, 2012), or “incentive 

compensation, benefit plans, payroll taxes, pension costs, profit sharing, salaries and wages” 

(Bhattacharya et al., 2014, p. 99). While studies that have examined the theoretical linkages 

between job embeddedness and the levels of investment in human capital seem to be scarce, it 

seems like there could be a potential connection between the “sacrifice” dimension of the job 

embeddedness construct and the levels of investment in human capital, given that sacrifice 

represents the benefits and rewards which an employee stands to lose by leaving a job, and 

typical types of investment in human capital are benefits and incentive payments, as listed 

above. In other words, despite the fact that the findings from this study failed to establish that 

levels of investment in human capital can moderate the negative relationship between job 

embeddedness and voluntary employee turnover rates, there is still a possibility for such a 
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relationship to exist given a larger sample of organisations and/or the use of larger 

organisations as opposed to SMEs. In conclusion, a future study in this context might 

disaggregate job embeddedness into fits, links and sacrifices and may consider the moderating 

effect of the levels of investment in human capital on the negative relationship between the 

“Sacrifice” dimension of job embeddedness and voluntary employee turnover rates. Against 

this background, the next section of this study will be dedicated to reappraising the literature 

within the scope of this study. The aim is to determine whether or not there have been any 

significant changes to the models, theories and frameworks that underpin voluntary employee 

turnover, job embeddedness and organisational tacit knowledge and to explain the reasons for 

these changes.  

8.6 Literature Reappraisal 

In the previous literature review section of this study, a great deal of focus was placed on 

critically identifying and understanding the definitions, theories, models, and histories of the 

voluntary employee turnover and tacit knowledge concepts. In the discussion and conclusion 

section, the key findings from each of these areas were presented in the form of summaries. In 

this section, new theories, new models, and new concepts within the voluntary employee 

turnover and tacit knowledge domains will be re-examined. Thus, the main purpose of this 

section is to examine the most recent publications within the domains of interest in this study, 

and where possible, to highlight any areas of differences, similarities and improvements 

between these new streams of research and the existing literature that was discussed in the 

literature review chapter. 

8.7 New Models and Theories of Voluntary Employee Turnover 

In this research, the models of voluntary employee turnover have been categorised into 

traditional and contemporary models (Breukelen et al., 2004), or as content-based or process-

based (Maertz and Kmitta, 2012). The traditional models of voluntary employee turnover 

were found to employ variables like job dissatisfaction and job availability as predictors of 

turnover and they include the “Integrated Process Model” of Jackofsky (1984), the employee 

turnover model of Allen (2008 cited in Allen et al., 2010, pp 6), the employee turnover model 

of Zimmerman and Darnold (2009), and “The Optimal Turnover Model” of Glebbeek and 
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Bax (2004). On the other hand, the contemporary models of voluntary employee turnover 

include the unfolding model and job embeddedness model (Lee and Mitchell, 1994; Grifetth 

et al., 2000; Maertz et al., 2003; and Westaby, 2005). Finally, in this study, it was discovered 

that traditional models and frameworks used to study employee turnover dynamics are 

founded on the works of March and Simon (1958) (Lee et al., 2004; Maertz et al., 2007; 

Morrell, 2002; Trevor, 2000), and are based on the concept of perceived ease and desirability 

of quitting jobs (Mitchell et al., 2001).  

 

Within the contemporary domain of voluntary employee turnover, there have been attempts to 

extend the scope of the job embeddedness model. The job embeddedness model examines the 

forces that keep employees from leaving their jobs, and is based on the concepts of fits, links 

and sacrifices (Allen et al., 2016). Without any doubt, turnover researchers generally agree 

that the more embedded employees are within their jobs or organisations, the lower the 

incidences of voluntary turnover (Holtom et al., 2008; Zhang et al., 2011; and Lee et al., 

2014). However, a new stream of research has emerged which further extends the scope of the 

job embeddedness theory that was discussed in this study. According to Allen et al., (2016), 

the job embeddedness model of voluntary employee turnover has been extended to include 

four key demographic moderators which help to broaden knowledge on turnover intentions. 

According to findings from their empirical study, Allen et al. (2016) contend that “employee 

demographic characteristics (age and gender), and value orientations (individualism and risk 

aversion) moderate the relationship between turnover intentions and job embeddedness. The 

actual findings from their research, which surveyed 643 employees of an organisation, show 

that gender and risk aversion moderate the relationship between organisational embeddedness 

and turnover intentions, which in turn predict voluntary turnover. However, this new 

discovery was based on data obtained from an individual perspective and not from an 

organisational perspective, which was the focus of this study. Furthermore, prior research into 

the possibility of improving the job embeddedness theory already suggested that job 

embeddedness is dependent on moderators that explain the conditions under which 

embeddedness is more or less strongly related to withdrawal (Lee et al., 2014; Lee and 

Mitchell, 2012). Therefore, the findings of Allen et al. (2016) represent the first attempt 
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towards extending the scope of job embeddedness to consider moderating variables. This 

obviously has some impacts on any future study related to the relationship between tacit 

knowledge and voluntary employee turnover. In other words, the presence of moderating 

demographic variables of gender, age, extent of individualism and the extent of risk aversion 

can potentially help to determine the rate of loss of tacit knowledge for individuals in any 

organisation.  

 

However, these new theoretical findings still fail to address the consequences of voluntary 

employee turnover and fall within the highly congested domain of the antecedents of 

voluntary employee turnover, which is one of the main reasons for undertaking this research 

study. Other attempts have also been made to expand on the scope of the job embeddedness 

model. For example, Kohyar et al. (2015) advanced a multi-foci model of job embeddedness, 

known as the COR (Conservation of Resources) theory, which helps to explain that 

“employees' motivation to acquire and protect resources explains why they become embedded 

and how they behave, once embedded”. In other words, “employee motivation to acquire and 

protect resources” is another moderating variable in the relationship between turnover 

intentions and job embeddedness. Similarly, this also fails to discuss the consequences of 

actual voluntary turnover, but mainly focuses on the antecedents of turnover in organisations. 

In a manner similar to the findings of Kohyar et al. (2015), the extent of employee 

embeddedness with their jobs or organisations has also been researched with a focus on the 

moderating role of technology. According to Charlier et al. (2016), employees’ level of 

technology skills will certainly influence job embeddedness perceptions, which will 

eventually influence actual turnover intentions. The model presented by Charlier et al. (2016) 

is illustrated in the diagram below as shown in figure 8.7. This diagram presents a model that 

seems to reinforce the vital position of research work within the job embeddedness domain of 

voluntary employee turnover.  
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Figure 8.7 Mediating Variables of Job Embeddedness 

 

 

 

 

 

 

 

Source: Charlier et al. (2016) 

Of particular interest is a recent study that found a gap in the use of intention to quit as a 

predictor of actual turnover behaviour. Rubenstein et al. (2018) argue, in this latest study, that 

it is fallacious for researchers to assume that the presence of thoughts of quitting a job is 

sufficient assurance that the job will be eventually quit. Rubenstein et al. (2018) posit that 

researchers should adopt actual turnover measurement as a better predictor of quit behaviour. 

This largely speaks to the job embeddedness model which has been used extensively in many 

studies to predict quit decisions and potentially represents an interesting area of future 

research. However, other previous studies also seem to have focused on the relationship 

between turnover intentions and actual turnover, including, for example, the work of Purba et 

al. (2016) who found out that turnover intention positively correlates with actual turnover. 

This increased debate and attention now suggests that more studies are underway which will 

seek to understand the role of turnover intentions as a successful predictor of actual turnover. 

Earlier studies on tacit knowledge have shown that there is a technical aspect of tacit 

knowledge. For example, Mascitelli (2003) identified the technical, innovative, and cognitive 

dimensions of tacit knowledge, while Nonaka and Takeuchi (1995) also argued that tacit 

knowledge comprises of cognitive and technical elements. Insch et al. (2008), were able to 

operationalise tacit knowledge into a cognitive segment (self-motivation and self-

organisation); a technical segment (individual task and institutional task); and a social 

segment (task-related interaction and social interaction). Consequently, if both tacit 

knowledge and voluntary employee turnover (when measured by job embeddedness), have 

technical aspects, it can therefore be suggested that there might truly be a link between 
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voluntary employee turnover and tacit knowledge. However, most of these studies focused 

solely on the causes of turnover and not on the consequences, with the exception of the study 

of Wong et al. (2015). Other new models of voluntary employee turnover that have been 

developed to explain the antecedents of voluntary employee turnover are the “mediated 

moderation model”, which seeks to explain the moderating role of leadership in the 

relationship between frequent changes and voluntary employee turnover (Babalola et al., 

2016). However, Bilau et al. (2015) carried out a study on voluntary employee turnover 

within the small and medium sized sector of a developing nation in Africa. 

 

While their research was mainly focused on the review of existing literature, it did make some 

attempts at examining the consequences of voluntary employee turnover within a small and 

medium sized enterprise, which included, but were not limited to, the loss of valuable and 

scarce employees to larger organisations and the rising costs of recruitment. In their research, 

Wong et al. (2015) discovered, from their empirical study of 347 employees in three joint 

venture organisations, that turnover intentions have significant and negative impacts on 

employee performance in terms of common measures of performance, such as productivity 

and commitment. However, a major flaw in this study is the fact that the POS (Perceived 

Organisational Support) model that was used in this study did not capture the actual turnover, 

but only captured turnover intention. In other words, the findings of this study are based on 

the impact of turnover intentions on employee performance. This is not the same as the use of 

actual turnovers as case studies in this research. Finally, Hale et al. (2015) examined, with a 

two-phase longitudinal model, the consequences of voluntary employee turnover and posited 

that individual level turnover has adverse effects on collective performance, unit performance 

and even branch level performance of a large financial institution. Secondly, the study of Hale 

et al. (2015) further extends the scope of the literature on the consequences of voluntary 

employee turnover by separating managers from employees. In other words, the consequences 

to organisations when managers voluntarily leave their jobs are worse than what they are 

when ordinary employees leave their jobs. The job embeddedness model, which emphasises 

the role of links, fits and sacrifices, has also received research attention within the Australian 

cultural context. It has now been found that it is possible for employees to display different 



167 

 

levels of embeddedness given different levels of fits, links and sacrifices (Halvorsen et al., 

2015). In their research, Halvorsen et al. (2015) discovered that applying the concepts of fits, 

links and sacrifices as a “block” might not yield the necessary findings on the antecedents of 

turnover intentions and actual turnover.  

 

As opposed to many previous positions of job embeddedness scholars, good fits and many 

links are not always accompanied by a sense of sacrifice (Halvorsen et al., 2015). The 

summary of this literature re-appraisal in the area of the models and theories of voluntary 

employee turnover is that all newly developed models are still based on previous theoretical 

standings of employee turnover, which were discussed in this research. Many of them still 

focus on the causes and antecedents of turnover, leaving the consequences of actual turnover, 

as if they were considered not important to organisational survival. The biggest achievements 

thus far are the expansions made to the job embeddedness models which have been discussed 

above. However, Lee et al. (2017 p. 201), in their latest research, suggest that, in spite of the 

fact that over two thousand articles had been published between the year 1917 and 2017, any 

future study on employee turnover must consider “(a) probing the turnover process with a 

better consideration of time, (b) studying the role of volitional control on employees’ 

leaving/staying, (c) further investigating how the context in which employees reside influences 

leaving, and (d) opening up the “black box” of the collective turnover process”. These 

therefore suggest that, in spite of the long history of employee turnover studies, numerous 

opportunities for improvement in the job embeddedness model still exist. 

8.8 The Relationship between Voluntary Employee Turnover and Organisational Tacit 

Knowledge 

In the previous literature review, several attempts were made at examining the links between 

voluntary employee turnover and organisational tacit knowledge. In particular, the loss of 

tacit knowledge was found to be a major consequence of voluntary employee turnover (Dess 

and Shaw, 2001; Cheng and Brown, 1998; Gialuisi (2012); Regts and Molleman (2012); Van 

et al., 2012). However, in this section, it seems that fresh attempts have been made to examine 

newer discoveries, if any, on the links between voluntary employee turnover and 
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organisational tacit knowledge.  In a recent doctoral study, Corwin (2015) found a 

relationship between voluntary employee turnover and loss of tacit knowledge amongst the 

group which was termed “baby boomer employees”. Using interview data that were analysed 

with basic text analysis software, Corwin's (2015) findings compare accurately with previous 

literature findings, which suggest that tacit knowledge is a major negative consequence of 

voluntary employee turnover. Another attempt was made at examining whether or not any 

link exists between tacit knowledge and voluntary employee turnover. By surveying 100 

employees of a real estate company, Balu (2015) confirmed, empirically, that at the point of 

actual turnover, tacit knowledge can be lost in any organisation. However, there is still no 

major difference between findings from previous studies, positing that tacit knowledge is lost 

as a result of voluntary turnover, and the findings from Balu (2015).  

 

Furthermore, another new study on the relationship between tacit knowledge and voluntary 

employee turnover was carried out by Jin and Li (2015). This study used a 5-point Likert 

scale questionnaire to collect data from 300 respondents. The findings from this empirical 

study appear to be similar to the findings of this study because a relationship was established 

between tacit knowledge and voluntary employee turnover. More importantly, Jin and Li 

(2015) confirmed that tacit knowledge loss is a major negative consequence of voluntary 

employee turnover. All the same, the present literature still appears to confirm the relationship 

between tacit knowledge and voluntary employee turnover. Similarly, there are other recent 

empirical studies, which confirm the negative relationship between tacit knowledge and 

voluntary employee turnover, such as the studies of Vafeas (2015); Ahn (2015); Murmann 

(2015); Coff and Raffiee (2015); and Murphy and Volpe (2015). In summary, all the latest 

findings pertaining to the relationship between tacit knowledge and voluntary employee 

turnover point to a negative relationship between both variables, describing tacit knowledge 

as the dependent variable, and voluntary employee turnover as the independent variable. 
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8.9 The Literature in the Domain of Human Capital Investment 

In this study, the level of investment in human capital was critically examined as a 

moderating variable of the relationship between tacit knowledge and voluntary employee 

turnover rate and the relationship between job embeddedness and voluntary employee 

turnover rate. The vast majority of the existing literature that was examined in this study 

identified human capital investment as a major component of the human capital literature, and 

a concept that is defined as “the expenses that a firm incurs to attract, develop, and motivate 

employees with expectations of future returns” (Bhattacharya and Wright, 2005 cited in 

Bhattacharya et al., 2014, p. 88). In this context, human capital investment is viewed as 

specific activities and decisions by organisations to intentionally invest in their employees in 

the areas of education, training and medicals. The rationale behind such investments, as 

mentioned in this study, is that these kinds of investments can potentially influence 

organisational performance (Crook et al., 2011). However, some other scholars have argued 

against the use of human capital investments as a blanket driver of organisational performance 

if such investments will not justify constant and continuous improvements in organisational 

performance, of which reduction in voluntary employee turnover is a major component 

(Bhattachanya et al., 2014).  

 

Thus, investment in human capital was found to be a recurring theme in the turnover domain 

due to its widespread perception that talent retention is a source of competitive advantage for 

firms (Ahmad and Schroeder, 2002). Further, there is also a major recurring theme in the 

human capital literature that connects the voluntary loss of employees with the depletion of 

organisational tacit knowledge (Mahoney and Kor, 2015; Goldin, 2016). Given these different 

streams of propositions about the values which investment in human capital can bring to any 

organisation, a number of studies have agreed that there will be a negative relationship 

between voluntary employee turnover, which is a crucial measure of organisational 

performance, and investments in human capital (Shaw et al., 2013). In other words, as firms 

increase their investments in human capital, voluntary employee turnover may likely decrease 

(Campbell, 2012 cited in Coff and Raffiee, 2015, p. 326).  
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Furthermore, job embeddedness, which is a major variable of focus in this study, was also 

found to be related to the level of investment in human capital. In particular, sacrifice to 

organisation, a major descriptor of job embeddedness, was defined as “what would be given 

up by leaving a job such as financial rewards based on tenure, a positive work environment, 

promotional opportunities, and community status”, some of which are critical aspects of 

human capital investment (Allen et al., 2010, p. 55). However, despite the impressive 

contributions of the level of investment in human capital to the turnover, tacit knowledge and 

job embeddedness literature, newer studies have begun to critique some of the previously held 

positions of mainstream human capital scholars. For example, Morris et al. (2017) argue that 

investment in human capital should not be limited to what organisations do for their 

employees, but can also include what employees do for themselves and by themselves to 

improve themselves. In fact, Morris et al. (2017, p.912) argue that “while such skills may 

seem relevant only to the particular firm in which they were invested, these investments may 

also send valuable signals to competing firms that such employees are willing and able to 

make similar investments elsewhere”. In other words, investment in human capital that is 

initiated by employees can trigger voluntary employee turnover. This could potentially be a 

future research direction in the turnover literature. Other recent studies on the dynamics of 

human capital investment include that of Riley et al. (2017), who argue that the impact of 

human capital investment on organisations may be further strengthened in an environment of 

increased focus on research and development and increased physical capital. Thus, there 

seems to be an increased growth in the study of human capital investments in organisations 

with the larger body of literature focusing on its positive influence on organisations as a 

whole.  

8.10 The Literature on the Operationalisation of Tacit Knowledge 

In this study, some of the attempts made at measuring tacit knowledge were identified and 

discussed. Some of these attempts include those of authors such as Nonaka and Takeuchi 

(1995) and those of Insch et al. (2008), among many others. Both authors developed scales, 

collected data using interviews and questionnaires, and analysed such data quantitatively and 

qualitatively. However, other attempts have also been made at measuring/operationalising 
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tacit knowledge within a research context. An example of this was the work of Freeze and 

Schmidt (2015) who employed a 7-point Likert-based questionnaire to collect tacit knowledge 

data from respondents within an educational setting. Using the Beta function of multiple 

regression and correlation models on SPSS, the level of tacit knowledge in students and 

graduates of universities was determined. This study is highly useful in prescribing alternative 

means of analysing tacit knowledge levels in any future study within the present domain. 

Aside from this study, other studies have also been carried out within different contexts, 

aimed at operationalising tacit knowledge. For example, the works of Idris et al. (2015); 

Naicker and Omer (2015); Nakamura et al. (2015); Knievl et al. (2015); Rosario et al. (2015); 

Park et al. (2015); AL-Oqaily et al. (2015) and Lee and Wong (2015) represent the latest 

empirical studies on the measurements of tacit knowledge. None of these studies offer any 

additional superior and innovative methods for operationalising tacit knowledge, other than 

what has been done in this study. While the focus of the research carried out by Lee and 

Wong (2015) is not exactly related to the focus of the present study, in that their measurement 

scale was designed to measure general knowledge, they did, indeed, focus on small and 

medium sized organisations and used Likert-scale questionnaires and multiple regression 

models to collect and analyse their data. 
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Figure 8.10: A new model for qualitatively measuring tacit knowledge 

 

Source: Rosario et al. (2015) 

Of particular importance is the work of Rosario et al. (2015) who developed an entirely new 

model for converting tacit knowledge to explicit knowledge. This is a major development in 

the tacit knowledge literature, which has been characterised by very limited research findings 

on the measurement of tacit knowledge. According to Rosario et al. (2015), a systematic and 

qualitative means of measuring tacit knowledge can be employed using the above diagram. 

By following a 5-step process, Rosario et al. (2015) contend that tacit knowledge can be 

collected and converted qualitatively into explicit knowledge, which can then be measured 

quantitatively as and when required. Although this method is unique in nature, it is, however, 

context-specific and might not be suitable within an education-based context in which this 

research is located. The model suggested by Rosario et al. (2015) is also flawed in that it does 

not close the current gap in the direct operationalisation of tacit knowledge using quantitative 

measures. This model seems to provide support for existing findings, which suggest that tacit 

knowledge is difficult to measure quantitatively. Lastly, the model put forward by Rosario et 

al. (2015) still appears to be linked to the proposed operational model shown in figure 3.9.2, 

which seeks to determine the relationship between voluntary employee turnover and tacit 

knowledge. More recently, Johnson et al. (2019, p. 5) conducted a study to measure the tacit 
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knowledge of workers in a manufacturing firm through the use of observations and 

unstructured interviews and what they called “Hierarchical Task Analysis (HTA), and Task 

Decomposition (TD) that distinguish between procedural and tacit knowledge”. Their study 

helped to capture tacit knowledge at an individual level and further helped to distinguish 

between skills, rules, or knowledge-based performance. In summary, the 6-item scale 

developed by Subramaniam and Venkatramann (2001) still remains the most effective for 

capturing tacit knowledge from an organisational perspective.   

 

Key Themes from Reappraising the Literature   

• There has been no vast difference between the approaches discussed in this study for 

operationalising tacit knowledge and those that are now being developed. The use of 

scales that employ Likert-based questionnaires and interviews still dominates the 

entire spectrum of tacit knowledge operationalisation.  

• There is still ample research evidence to support the argument that the loss of tacit 

knowledge remains one of the most significant negative consequences of voluntary 

employee turnover. Current studies still confirm this, supporting the findings of 

previous studies. 

• Most of the new studies on voluntary employee turnover still focus on the 

antecedents/causes of voluntary employee turnover, while very limited focus is being 

placed on the consequences of voluntary employee turnover, further justifying the 

need to undertake this study.  

• The level of investment in human capital is still being viewed from the perspective of 

its positive influence on organisations, while additional focus on the expansion of its 

influence, through the introduction of other key organisational variables, currently 

dominates the global research focus. 

• There have not been any significantly newer models of voluntary employee turnover. 

However, current studies seem to focus more on the job embeddedness model, which 

is widely regarded among turnover researchers to be one of the most comprehensive 

theoretical bases for understanding turnover.  
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• The understanding and application of the job embeddedness model has been further 

extended through the introduction of a wider range of moderating variables, such as 

age, gender, and level of risk aversion.  
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Chapter Nine: Conclusions 

The purpose of this section is to present and discuss the contributions of this study both to 

research and to practice. First, this section will critically examine and discuss the implications 

of this study for Canadian employers, employees and the government of Ontario, with a view 

to strengthen human resource management practices within the domains of organisational 

tacit knowledge; voluntary employee turnover rates; and investment in human capital. Finally, 

this section will examine the identified research gaps in this study and will leverage the 

findings from this study as a potential opportunity for addressing those gaps.   

9.1 Contribution to Practice 

This study offers some practical contributions to small and medium sized organisations in 

Ontario, Canada as well as to those in other parts of Canada. First, the secondary data from 

Statistics Canada indicate that the Canadian population presently stands at a total of 

36,708,083 people, as of December 2017. For this population, the unemployment rate stood at 

6% as of July 2018. Furthermore, other secondary data from Statistics Canada showed that the 

employment rate increased within the domain of educational services in Canada during the 12 

months that preceded January 2017, and this was concentrated among men who were 25 years 

and older (Statistics Canada, 2018a). In Ontario alone, Statistics Canada further reported that 

there were 11,206,000 people in the province with a labour force of 7,419,000 (66% of 

population), of which 6,847,000 were employed as full and part time staff. These statistics 

suggest that a greater portion of residents of Ontario are in active employment and, by 

implication, would normally be contributing to the economy of the region through income tax 

payments. Therefore, any reduction in the number of employed people through voluntary 

employee turnover may likely have a significant impact on the economy of the region.  

 

Furthermore, research has linked tacit knowledge to sustained innovation, research and 

development (Mascitelli, 2003; McMillan, 2010; and Dobni, 2008). Given that this study has 

identified a negative relationship between organisational tacit knowledge and voluntary 

employee turnover rates, any variation in the rate of voluntary employee turnover in these 
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regions would likely lead to reductions in the degree of organisational tacit knowledge, which 

may ultimately lead to the loss of innovative capabilities for small businesses in these regions. 

Consequently, the findings from this study seem capable of deepening the knowledge of 

human resource managers, human resource consultants and employers within Canadian 

workplaces as pertains to the impact of voluntary employee turnover on productivity and on 

the innovative capabilities of small businesses within the Ontario region of Canada.  

 

The HRPA (Human Resources Professional Association) is Canada’s highest regulating body 

for professionals within the human resource domain. In their latest journal on the dynamics of 

human capital investment in Ontario, the HRPA (2018) noted that improvement in human 

capital investment should be one of the core areas of focus for organisations across Ontario, if 

the economy of Ontario, as a leading province in Canada, is to remain sustainable. More 

specifically, the HRPA (2018) suggested that direct investment in universal basic income as 

well as a widespread improvement in education and medical support for employees across 

Ontario would help to strengthen Ontario’s workforce and would position the region as a 

formidable economic hub for Canada as a whole. Notably, human capital investment was a 

variable of interest in this study. It was introduced into two different models in this study as a 

moderating variable of the relationship between voluntary employee turnover rates and 

organisational tacit knowledge, and the relationship between job embeddedness and voluntary 

employee turnover rates. Notably, the preliminary literature review that was carried out in this 

study identified human capital investment in the areas of education and medical investments 

as being among the most pervasive approaches for implementing human capital investment 

initiatives (Kwon and Rupp, 2013; McGuirk et al., 2015). Interestingly, the results obtained 

from this study show that the level of investment in human capital has a significant influence 

on the negative relationship between voluntary employee turnover rates and organisational 

tacit knowledge within small and medium enterprises. Furthermore, research has shown that 

human capital is one of the key determinants of productivity and, because voluntary turnover 

diminishes human capital, productivity can be weakened as turnover increases (Dess and 

Shaw, 2001). It is therefore possible for issues related to the loss of productivity to be 

managed more efficiently and effectively if managers and key decision makers within 
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Canadian organisations focus more on reducing turnover rates through increased investments 

in human capital. Furthermore, it has been found that Ontario is home to Canada’s highest 

number of SMEs (BDC, 2014; RBC, 2014). Thus, it seems likely for a stronger focus on 

investments in human capital to help small businesses in the Ontario region to reduce the loss 

of organisational tacit knowledge. In other words, the findings within the context of human 

capital investment seem capable of helping small businesses to understand the strategic role of 

human capital investment in the management of their valuable tacit knowledge. In the 

November 15th edition of the Canadian Business Journal, widely reputed as Canada’s leading 

business journal, Gillespie (2018) mentions some of the critical challenges facing the SME 

sector of Canada as a nation. First, Gillespie (2018) argues that the lifeblood of Canada begins 

and ends with SMEs. According to Gillespie (2018), 55% of all problems facing SMEs in 

Canada are traceable to issues related to hiring and retaining staff, resulting in difficulties in 

sustaining employee productivity, innovation, business revenue and profitability. In other 

words, voluntary employee turnover is not just a provincial problem in Canada, but a national 

concern to the entire Canadian small business community. Consequently, the findings of this 

study seem capable of helping managers of small businesses, government policy makers and 

academics to develop proven employee retention strategies that are tailored around investment 

in human capital.  

 

 “Benefits Canada” is an organisation devoted to measuring the impact of benefits on 

employee productivity and commitment across Canada. The findings from their 2018 survey 

of Canadian workplace benefits show that the majority of Canadian CEOs have now 

discovered that there is a link between improved benefits and employee productivity and 

commitment to stay at work both in the short-term and in the long-run (Benefits Canada, 

2018). Therefore, the administration of benefits in Canadian workplaces could be positively 

impacted as a result of the findings from this study. For example, Hypotheses H1 and H2 

were formulated in this study to examine the possibility of a negative relationship between 

voluntary employee turnover rates and organisational tacit knowledge and between job 

embeddedness and voluntary employee turnover rates. The findings from this study seem to 

support these two hypotheses. In particular, “fit to community” was identified in this study as 
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a dimension of off-the-job embeddedness that was significantly predictive of turnover. Given 

that fit to community “represents the extent to which an employee sees himself as compatible 

with his community (Allen et al., 2010, p.55), the findings of this study are capable of 

deepening the knowledge of human resource managers and business owners within the 

Canadian small and medium business community as pertains to the influence of “fit to 

community” on employees’ quit decisions. In other words, the findings from the job 

embeddedness dimension of this study are capable of stimulating increased focus on the 

employment of employees with stronger fits to their communities as a strategy for reducing 

turnover rates and retaining vital tacit knowledge (Allen et al., 2010, p. 55; Coetzer et al., 

2017).  

 

On the 10th of April 2019, Stoller (2019) published the result of an employee turnover study 

that was carried out by the Express Employment Professionals in Toronto, Canada. Being the 

Chief Executive Officer of this organisation, which employed close to 566,000 people in 2018 

while making a revenue of $ 3.56 billion, Stoller (2019) argues that employee turnover rates 

have continued to increase across Canada. In this empirical study, Stoller (2019) discovered 

that, on average, a third of job seekers had been with their previous employers for less than 

three years. Stoller’s (2019) study concluded with recommendations about how to control and 

reduce employee turnover rates, these include the need to regularly review employee 

compensation plans and the need to constantly invest in employees through sustained training 

and development opportunities. Interestingly, investment in human capital was found, in this 

study, to be capable of influencing turnover rates. More so, this study also mentioned that 

Bailey et al. (2013), Goldin (2016) and some other scholars listed investment in training and 

development as among the most pervasive forms of human capital investments in 

organisations. Consequently, the findings from this study could further bolster the need for 

more investment in varieties of training and development programs for employees across 

Canada.  
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Finally, “Psychometrics Canada” is an organisation established in 1976 with the aim of 

providing tailored HR solutions to organisations across Canada. In their recent publication on 

the true cost of employee turnover, they mentioned that, aside from other indirect costs, 

“replacing a mid-level employee in Canada can cost 20% of their annual salary, meaning a 

$60,000 per year manager can cost about $12,000 to replace, while, replacing a high-level 

employee, with large salaries and specialized training, can cost up to 213% of their salary” 

(Psychometrics Canada, 2018). Depending on how many employees voluntarily leave an 

organisation each year, this cost can rise to millions of dollars in terms of lost tacit 

knowledge, lost productivity and the cost of replacing those lost assets. Thus, the findings 

from this study can help Canadian organisations to understand the cost implications of 

voluntary employee turnover and the way in which an increased rate of voluntary employee 

turnover can depress the degree of organisational tacit knowledge, if not addressed. Further, it 

is likely that individual sectors in Canada will face distinctive challenges in terms of turnover 

and loss of tacit knowledge given differences in size, revenue, staff strength and other key 

organisational variables. These demographic differences might lead to differences in the 

impact of the findings from this study across different organisational settings. For example, in 

high margin industries, such as food and grocery retailing (e.g. Loblaw and Walmart), the 

losses in tacit knowledge, as a result of an increase in voluntary employee turnover, may be 

greater than in low margin industries, such as small and medium education consulting. Thus, 

the potential for differences in the impact across a wide variety of industries suggests that this 

study can stimulate some privately funded research interests in the area of voluntary employee 

turnover within Canadian workplaces. 

9.2 Contributions to Research 

In this study, a major gap that was mentioned and discussed was that the bulk of the focus of 

many turnover researchers has been on the antecedents of turnover rather than on the 

consequences of turnover (Jones et al., 2010; Wu, 2012). Within this context, the loss of 

organisational tacit knowledge was identified as a possible negative consequence of voluntary 

employee turnover (Ma et al., 2018; Stoval and Bontis, 2002). In this study, a negative 

relationship was noted between voluntary employee turnover and organisational tacit 
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knowledge, which implies that the loss of tacit knowledge is a possible negative consequence 

of voluntary employee turnover. Therefore, this finding will be a major contribution to 

academic research, given its possibility to strengthen and improve the current body of 

knowledge on the consequences of voluntary employee turnover. Secondly, some empirical 

studies have shown that a reduction in organisational effectiveness and decreased customer 

service are among the various negative consequences of voluntary employee turnover (Shaw 

et al., 2005). However, a very limited number of empirical studies, perhaps even none, have 

modelled the relationship between voluntary employee turnover and tacit knowledge at an 

organisational level, despite the crucial role of tacit knowledge to organisational survival and 

competitive advantage (Dayan et al., 2017). In fact, this study has noted that the contribution 

of Canadian-based studies to tacit knowledge research is very thin when compared to the 

contributions from the United States and other parts of the world. Against this background, 

the findings of this study can increase the contributions of Canadian-based studies on tacit 

knowledge research. Secondly, the findings from this study are capable of strengthening, 

promoting and stimulating further empirical research interests on the influence of voluntary 

employee turnover on other aspects of organisational tacit knowledge within a small and 

medium sized organisational setting.  

 

Additionally, a major component of workforce performance is voluntary employee turnover, 

which has been found in many studies to be positively related to human capital investment 

(Wei, 2015). For many years, investment in human capital has been an important focus for 

human capital researchers, given the strategic nature of human capital for determining 

workforce performance (Teixeira, 2018; and Strober 1990, cited in Shaw et al., 2005, p. 51). 

In this study, the level of investment in human capital was identified as a possible moderator 

of the relationship between voluntary employee turnover rates and organisational tacit 

knowledge. In particular, it was the possibility that the level of investment in human capital 

could influence voluntary employee turnover rates, which, in turn, can influence 

organisational tacit knowledge, that was considered. Thus, the findings from this study are 

capable of strengthening the current academic body of knowledge on the significant and 

positive relationship between levels of investment in human capital and turnover rates.   
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Despite the success recorded in the development and application of the job embeddedness 

theory for predicting turnover intentions and actual turnover rates, many studies have noted 

that the job embeddedness construct is still replete with inconsistent results and gaps 

(Martdianty et al., 2016). For example, despite the fact that job embeddedness is composed of 

on-the-job and off-the-job dimensions, some studies have shown that only off-the-job 

embeddedness can predict turnover (Lee et al., 2004). Furthermore, many other studies have 

noted that there is a paucity of research on the application of the job embeddedness model 

within small and medium sized enterprises (Ampofo et al., 2017). Finally, Coetzer et al. 

(2017) mention that limited success has been recorded with the use of the job embeddedness 

theory for predicting turnover in smaller organisations.  

 

Given the numerous challenges and limitations in the application of the job embeddedness 

theory from a generic context and within a small and medium sized organisational setting, the 

findings from this study, though replete with mixed results, seem to offer some important 

contributions to the existing research. First, among the six dimensions of job embeddedness, 

this study was only able to identify a negative and significant relationship between “fit to 

community”, an off-the-job component of job embeddedness, and turnover rate. This seems 

consistent with previous research findings by Lee et al. (2004), which suggest that only the 

off-the-job embeddedness aspect of job embeddedness is predictive of voluntary turnover. 

Against this background, the findings from this study seem capable of strengthening the 

current body of knowledge, which has identified the need for further improvements and 

development of the job embeddedness construct given the lack of consistency in results 

obtained from its application. Secondly, the findings from this study are capable of voiding 

some of the current gaps in the application of the job embeddedness theory within small and 

medium sized enterprises given the mixed results achieved in this study. Against this 

background, it seems possible in this study to accept the initial research theory as a final 

research theory and map it to two final conceptual models as shown in the next section.   
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9.3 The Final Theory  

Based on the findings from the main study, the following represents the final chain of the 

relationship between voluntary employee turnover, organisational tacit knowledge and job 

embeddedness, which leads to a final theory. Therefore, as expressed in the propositional 

model 1 of figure 3.9.2; 

 

OTK= f (VET rates) ------------------------H1 

OTK =f (VET Rates* LHC) ---------------H3a 

 

And as expressed in the propositional model 2 of figure 3.9.2; 

 

VET Rates =f(JE) ---------------------------H2 

VET Rates =f(JE*LHC) --------------------H3b 

 

Given the above equations, it seems possible to accept models 1 and 2 of figure 3.9.2 and re-

represent them in figure 9.3 as follows. 

Figure 9.3: The Final Model of the Relationship between Voluntary 

Employee Turnover and Organisational Tacit knowledge 
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Based on the above theory, the next section will present and discuss key recommendations for 

future studies within the domains of job embeddedness, voluntary employee turnover in 

general and organisational tacit knowledge.  
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Chapter Ten: Future Research Direction 

The results obtained in this study show that there is a negative relationship between 

organisational tacit knowledge and voluntary employee turnover rate, as proposed in 

Hypothesis H1. The results also evidence a negative relationship between job embeddedness 

and voluntary employee turnover rate, as proposed in Hypothesis H2. Both of these 

hypotheses are mapped to model 1 and model 2 respectively in figure 3.9.2. Although, many 

studies suggest that there is a negative relationship between organisational tacit knowledge 

and voluntary employee turnover (Guidice et al., 2009 p. 146; Massingham, 2018), research 

has shown that very few attempts have been made to empirically test the possibility and 

strength of this relationship, especially within  small and medium sized organisations (Droege 

et al., 2003; Ton and Huckman, 2008; Nagadevara and Vasanthi, 2008; Madsen et al., 2002). 

Therefore, the results obtained in this study, in terms of the level of significance of the 

relationships between organisational tacit knowledge and voluntary employee turnover rate, 

might necessitate the need for future studies on the role of functional and dysfunctional 

turnover for understanding turnover in organisations.  

 

Functional turnover is where non-performing employees voluntarily separate, a case where 

tacit knowledge may not necessarily be depleted, while dysfunctional turnover occurs in cases 

where highly skilled and high performing employees voluntarily separate from organisations 

(Wallace and Gaylor, 2012; Hurley and Estelami, 2007). It may therefore be a viable future 

research direction for the role of functional or dysfunctional turnover in the overall quit 

decisions of employees to be studied and be given a greater degree of research attention. 

Thus, the findings of this study will likely contribute towards stimulating future research 

studies on the relationship between functional turnover and organisational tacit knowledge, or 

between dysfunctional turnover and organisational tacit knowledge, a situation that might 

help researchers to empirically examine the type of turnover with the greatest impact on 

organisational tacit knowledge. It is also important to mention that most of the current 

theoretical underpinnings and models for studying the antecedents and consequences of 

voluntary employee turnover were built based upon data from larger organisations and not 

from small and medium sized enterprise (SMEs). Consequently, future research in this 
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context might consider the development of turnover theories that are built on data obtained 

from small and medium sized organisations.  

 

Further, the results obtained in this study seem to partially support Hypothesis H2, which 

suggests that job embeddedness is negatively related to voluntary employee turnover rates. 

Although this result was mixed in nature, because only one component of off-the-job 

embeddedness was found to be predictive of voluntary employee turnover rates, this situation 

might be avoided in the future if future studies that are capable of disaggregating job 

embeddedness emerge. For example, the job embeddedness theory is founded on two broad 

dimensions that are called, “on-the-job embeddedness” and “off-the-job embeddedness”, both 

of which are further broken into six components, which are: “fit to organisation, link to 

organisation, sacrifice to organisation, fit to community, link to community and sacrifice to 

community” (Mitchell et al., 2001). Due to the current gaps in the job embeddedness theory, it 

has been previously noted that the application of the concepts of fits, links and sacrifices, as a 

“block”, might not yield the necessary findings on the antecedents of turnover intentions and 

actual turnover (Halvorsen et al., 2015). In other words, there is the possibility of using each 

of the individual dimensions of job embeddedness to predict turnover rates, given that an 

individual dimension of job embeddedness, “fit to community”, was found to be predictive of 

turnover rates in this study. Against this background, the relationship between each of the six 

dimensions of job embeddedness and voluntary employee turnover might be the focus of 

future studies within large organisations and within small and medium sized enterprises. This 

could possibly solve some of the current problems facing the application of the job 

embeddedness construct within different organisational contexts.  

 

Tacit knowledge studies are quite thin within the Canadian context and the field seems to be 

largely dominated by American researchers. Most of the current studies on tacit knowledge 

were carried out by authors like Grant (2007); Ajiferuke (2003); Kothari et al. (2011); 

Popadiuk and Choo (2006); Metcalfe and Fenwick (2009) Boiral (2002) and O’Hagen and 

Green (2002), all of whom were either physically based in Canada or based in other parts of 

the world and have used Canadian organisations as case studies. Consequently, an 
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understanding of the negative relationship between organisational tacit knowledge and 

voluntary employee turnover, as noted in this study, would be a good motivation for 

Canadian-based scholars to carry out more studies on organisational tacit knowledge with 

specific focus on developing scientific measures to operationalise tacit knowledge within 

large and small organisational contexts. Similarly, the majority of the findings in this study 

have identified the antecedents of voluntary employee turnover among the numerous research 

contributions of US and Canadian scholars, although the Canadian portion is still thin. 

However, the consequences of voluntary employee turnover were not really dominating the 

focus of scholars in both cultural contexts. For the Canadian cultural context, the findings 

from this study can deepen the commitment of scholars in Universities across Canada to 

pursue research studies within the domain of the consequences of voluntary employee 

turnover. This will likely enhance the management of human resources and talents across 

Canadian organisations and strengthen the relationship between employers and employees.  

 

In this study, the level of investment in human capital was found to be positively and 

significantly related to organisational tacit knowledge, a finding that supported hypothesis 

H3a. Given that this study focused on organisational tacit knowledge, a future study that 

considers the possibility of a positive and significant relationship between individual tacit 

knowledge and the level of investment in human capital could be explored. Finally, this study 

did not find the level of investment in human capital to have any significant positive 

relationship with job embeddedness so as to moderate the negative relationship between job 

embeddedness and voluntary employee turnover rate, it still seems likely that within a larger 

organisational context, the level of investment in human capital may be positively related to 

job embeddedness. Interestingly, “sacrifice to organisation”, a component of the on-the-job 

embeddedness construct, is defined as the things an employee would give up prior to making 

a quit decision, which include benefits like wage increases, promotions and training, among 

others (Allen et al., 2010). Of all the types of investments that organisations make in their 

staff, investments in education, training, medicals, recruitment and selection and incentive-

based pay were found to be the most pervasive (Kwon and Rupp, 2013). This therefore means 

that there is the possibility for a positive relationship to exist between human capital 
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investment and job embeddedness, which could be a main area of future research. If this 

relationship can be successfully supported with empirical results, this could lead to the 

development of new human capital theories for improving employees’ levels of 

embeddedness with their organisations.  
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Appendix I: Questionnaire 

Respondents Demographic Characteristics 
 

Level in 

Organisation 

Executive or Non-Executive  (with no detailed knowledge about the 

organisation)  

                   

Executive or Non-Executive  

(with detailed knowledge about the organisation)   

 

(Please provide the following demographic details on behalf of your organisation) 

Number of 

years since 

your 

organization 

was formed 

          0-5 years                                                

          6-10 years 

         11-15 years 

         >15 years 

Type of 

Organisation 

          Education Consulting                  Training Consulting  

 

Location 

(your city) 

 

Size of 

Organisation 

 

Part A Tacit Knowledge Questionnaire (7-point Likert scale responses).  

(Tacit knowledge is the knowledge common to all employees in your 

organization for carrying out specific organizational tasks) 

 (Please indicate your level of agreement or 

disagreement on each of the following items) 

 

S
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g
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g
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e 
  

A
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e 
 

S
o
m
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m
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 D
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e 

D
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g
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 D
is
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re

e 
 

 

1 Our consulting knowledge in this organisation is 

simple 

  1   2   3   4   5   6    7 

2 Our consulting knowledge in this organisation is 

easy to identify without personal experience 

  1   2   3   4   5   6    7 

3 Our consulting knowledge in this organization is 

obvious to all our competitors 

  1   2   3   4   5   6    7 

4 Our consulting knowledge in this organisation is 

easy to precisely communicate through written 

documents 

  1   2   3   4   5   6    7 

5 Our consulting knowledge is easy to   1   2   3   4   5   6    7 
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comprehensively understand from written 

documents 

6 Our consulting knowledge is easy to 

comprehensively document in manuals or reports 

  1   2   3   4   5   6    7 

Part B Level of investment in human capital (7-point Likert 

scale responses) (Human capital are your employees) 
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 D
is

ag
re

e 

D
is

ag
re

e 
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 D
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1 This organisation spends a lot of money on 

employee training 

  1   2   3   4   5   6    7 

2 This organisation provides employees with a variety 

of training and development programs 

  1   2   3   4   5   6    7 

3 This organisation provides employees with 

structured training and development programs 

  1   2   3   4   5   6    7 

Part C On and off the job embeddedness (7-point Likert 

scale responses) (Job embeddedness refers to the 

level of attachment employees have within and 

outside of your organization) 
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 D
is

ag
re

e 

D
is

ag
re

e 
 

S
tr

o
n
g
ly

 D
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1 Consulting work in this organisation utilizes 

consultants’ skills well 

1   2   3   4   5   6    7 

2 Consultants feel like they are good matches for this 

organisation 

1   2   3   4   5   6    7 

3 If consultants stay in this organization, they can 

achieve most of their goals. 

1   2   3   4   5   6    7 

4 Consultants fit into our company’s culture 1   2   3   4   5   6    7 

5 Consultants like the authority they have in this 

organisation 

1   2   3   4   5   6    7 

 Note: Community refers to the city in which your 

business is located 

 

6 This community is a good match for our consultants 1   2   3   4   5   6    7 

7 Our consultants think of the community they live as 

home 

1   2   3   4   5   6    7 

8 The areas our consultants live offer the leisure 

activities they like (sports, outdoors, cultural 

1   2   3   4   5   6    7 
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activities and arts) 

9 Consultants really love the place they live 1   2   3   4   5   6    7 

10 Are all consultants married?   Yes     No 

11 For those who are married, do their partners work 

outside their homes 

   Yes   No 

12 Do all consultants own the homes they live in?   Yes    No 

13 How long on the average has each consultant 

worked for this organization? 

 

    1-2 years       3-4 years        5-6 years     

 

        >6 years  >6 year= 

 

 

 

14 How long on the average has each consultant been 

in their present positions? 

 

    1-2 years       3-4 years        5-6 years     

 

     >6 year 

 

 

15 How many co-workers do consultants interact with 

regularly? 

 

      1-2                 3-4                    5-6     

 

 >6   >6 year= 

 

 

16 How many co-workers are highly dependent on each 

consultant? 

      1-2                 3-4                   5-6     

 

 >5   >6 year= 

 

 

17 Leaving this community will be very hard for your 

consultants 

1   2   3   4   5   6    7 

18 People respect your consultants a lot in this 

community 

1   2   3   4   5   6    7 

19 This neighborhood is safe 1   2   3   4   5   6    7 

20 Consultants have a lot of freedom on their jobs to 

decide to pursue their goals 

1   2   3   4   5   6    7 

21 Consultants are well compensated for their levels of 

performance in this organisation 

1   2   3   4   5   6    7 

22 Promotional opportunities in this organization are 1   2   3   4   5   6    7 
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outstanding 

23 The prospects for continuing employment in this 

organization are excellent. 

1   2   3   4   5   6    7 

24 The retirement benefits provided by this 

organization are excellent 

1   2   3   4   5   6    7 

25 The training and development benefits provided by 

this organization are excellent 

1   2   3   4   5   6    7 

26 Consultants would sacrifice a lot if they leave this 

organisation 

1   2   3   4   5   6    7 

 

Part D 

 

What are the annual rates of employee turnover (%) in this organization over the last 2 years? 

Please list them in this section. Note that, “Voluntary employee turnover rate is the proportion 

of employees that have voluntarily resigned from their jobs”. It is calculated by using the 

following formula. 

 

Voluntary employee turnover rate = Leavers in a year * 100 

                                               Average number of staffs in post during year  

For example, if in a year, 2 staffs resigned their jobs out of a total of 10 staffs you had that 

year, voluntary employee turnover rate for that year=2/10*100=20%. Kindly use the 

following table as guide for these data. 

 

Year  Number of employees 

that resigned from 

their job in that year 

Total number of 

employees in the 

company for the whole 

year 

Voluntary 

employee turnover 

rate (%) 

2015    

2016    

 

Part E 

 

What are the total annual expenses on training ($) in this organization over the last 2 years? 

Please list them in table given below.  

 

Year Total Training Expense ($) 

2015  

2016  
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Appendix IV 
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