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Presentation Notes
Welcome!  Our presentation will begin promptly at 9 a.m.

Good morning and thank you for joining me on this Friday here in Carmel, Indiana where it’s clear and appropriately cool for early December.  Our topic today is,  “Who Leaves Jobs and Why”.  I hope you find the discussion valuable and informative and I’ll do my best to deliver the goods on both.  For those of you who get excited about PI application solutions, I’m betting you’ll find today’s discussion especially interesting.



Frequently Asked Questions

Q: Can | get a copy of the slides?

Yes. Please download the slides at this link on our website:
www.advisausa.com/resources/webinar-archive/

Q: Will a recording of this webinar be made available?
Not at this time.

ADVISAis a Pl Worldwide member firm. Predictive Index, Pl Worldwide, and Pl are trademarks of Praendex Incorporated d/b/a as PI
Worldwide in the United States and other countries. Any use without the express written consent of Pl Worldwide is strictly prohibited.
For a complete listing of P Worldwide trademarks, please refer to the “Legal Notices” section of www.piworldwide.com.
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Presentation Notes
The slide deck from today’s presentation will be available after the session at www.advisausa.com/resources/webinar-archive/.  They’re made available as a mechanism to review the highlights of today’s presentation for those of you who are interested.  
 
As we do in all of our sessions, we’ll start out with a poll, which you should find up on your screen shortly.  This one is intended to assess your perspective on today’s topic – why people leave their jobs.
 
Poll.
From my perspective, the primary reason people leave their job voluntarily is:
Money
Personal reasons
Their boss
Lack of advancement
Something else
 
For those of you who are attending for the first time, we’ll have 3 more of these polls over the course of the half hour or so of today’s session.  That’s pretty typical.  In every case but that of the last poll, we’ll ask you to answer fairly quickly so we can use the data from the poll as fodder for our discussion.  Also, please note that there is a question box on your screen where you can pose questions or comments.  You’re welcome to ask questions now or during my talk which I’ll respond to at the end of the session.  You’re also welcome to use this same space to offer suggestions on how we can make PI Friday’s more valuable for you.  Plan on my talking for 15 – 20 minutes, then I’ll answer whatever questions you post now and during the talk.  Normally we’re done in about 30 – 40 minutes.  Then the fun’s over and we all have to go back to work.  So, let’s get started.
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I’ll give you a few more seconds to answer the poll question… Let’s try to get 85% of you to answer.  Let’s pick one…  OK Thanks.  Here’s what we’ve got…
 
Let me share the perspective I’ve gained from my own experiences.  Let’s start with money.  There are definitely cases where people, especially highest As, leave one job for another because of money.  It happens.  And, in some cases, a run can occur within a specific company that goes beyond highest As.  I’ve seen cases where, especially in manufacturing, a competitive organization nearby is offering significantly higher wages than another.  A couple of people leave, generally highest As, and then the more conservative high Cs and Ds follow – after the first few report back that, “the money’s better and the job is at least as good”.  That definitely happens.
 
I’d also offer that in the majority of cases where people say they’re leaving for more money, they often are, in reality, using money as an easy out – an excuse for leaving.  They’ve left for other reasons and know that offering money as the “reason for leaving” shuts down the conversation without a whole lot of argument.  They don’t have to go into sticky discussions that just don’t matter – now that they’re leaving the organization.
 
Let’s talk about personal reasons.  People leave jobs for personal reasons too.  A spouse has a better job in another city.  An aging parent requires care.  The kids need a parent to be at home.  There might be a desire to go back to school.  These are all things that happen and drive people to leave organizations.
 
What about lack of advancement?  That can also be a driver of job change.  People sometimes leave organizations because they feel they should be a manager or have a higher position in an organization and don’t see a way to achieve it where they’re working.  A lack of advancement can cause turnover.
 
There are myriad other reasons people leave organizations – and with many of you listening being career HR professionals, I’m sure you’ve heard them all.
 
But, in the end, I believe the conclusions driven by the research done by Gallup’s Buckingham and Coffman are the primary drivers of job change.




“People join companies

Fi RST’ but leave managers.”

BREAK ALL
THE RULES

WHAT THE WORLD'S GREATEST
MANAGERS DO DIFFERENTLY

BASED ON IN-DEPTH INTERVIEWS BY THE GALLUP
ORGANIZATION OF OVER 80,000 MANAGERS IN
OVER 400 COMPANIES—THE LARGEST STUDY
OF ITS KIND EVER UNDERTAKEN

MARCUS BUCKINGHAM
& CURT COFFMAN

- Marcus Buckingham and Curt Coffman, of

the Gallup Organization
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People join companies but leave managers.  I believe that people voluntarily leave organizations more often than not when there’s a disconnect between them and their direct supervisor.  Even in these situations, when faced with the exit interview question or survey describing why they left, they answer, “I left for more money”.  It’s the easiest answer.  They’ll give this answer either when the reason they left was money; or, because they felt their manager wasn’t satisfying their needs.  If their manager wasn’t doing what was necessary to specifically motivate that person then the employee started looking for other opportunities.  They figure there’s just less hassle to respond, “money was why I left” when asked the question.
 
This is, for me, the most salient reason to apply PI as a management tool:  it’s our job as a manager and a leader to do our best to understand what a person wants – both in the type of work they do and how they want to be treated while doing that work - and we need to deliver on both.  PI gives us the answers in each case.  The cost of not utilizing PI in that manner is turnover.  PI gives us the knowledge that allows us to match a person’s talents to their job on the front end of their employee life cycle; and then, to provide them with the communication, training, leadership and motivation throughout their career that provide them with fulfilling work along the way.  
 
Sometimes, we don’t do as well at that as we could.  And that’s where we have the greatest chance of losing good people.  People join organizations, but they leave managers.


Most managers
have good
— intentions and try
their best.
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Managers all go into their roles (I think) with the best intentions.  They want to build a strong team of engaged employees.  They want to be liked and respected.  They want to accomplish their company’s goals.  They want to be successful.  It’s only natural.  People all want to do their best – regardless of their profile.  But, sometimes their efforts both look and feel like those of Sisyphus.  They try and try but don’t make the progress that they wished.
 
Let’s take a minute do another quick poll about who is the most likely to change jobs from a PI perspective.
 
Poll.
The people most likely to change jobs are:
Highest As
Highest Bs
Lowest Cs
Lowest Ds
None of the above
 
In a few minutes, I’m going to share some specific statistics from a client that will shed some light on the question you’re answering with this poll.  I’m guessing your answers will be influenced both by your experiences and the teachings of PI.  It will be interesting to see your responses here and if they’re different from the statistics we’ll be discussing shortly.  Personally, I was a little surprised at the direction of some of the statistical data, but I think we’ll all see it makes sense nonetheless.  I’ll give you a few more seconds to answer the poll.  We’re trying for an 85% response.  Who are the most likely people to change jobs?  Ok.  Here’s what we’ve got.  (Discuss)
 
Before encountering the statistics I’ll be sharing shortly, here are the two distinct conclusions I had drawn when comparing people leaving organizations with their profiles.  
 
First, I’ve generally seen that higher A lower Ds – risk oriented people – are the first and most likely people to leave organizations.  If they see what they perceive as a better opportunity – for money, need, whatever makes the most sense to them, they’re more willing to pull the plug and go; when compared to people who aren’t risk oriented. 
 
The second thing I’ve regularly witnessed regarding turnover is that high Cs tend to stay put in organizations while low Cs are significantly more likely to change jobs.  I think there are two reasons for this – both profile based.  High Cs, because of their need for affiliation, are the most likely people to put roots down in the organizations for which they work.  Those of you who had gone through my training course likely heard me point out at one point or another, “The good news about hiring high Cs is that when you hire them, they stay there forever.  Conversely, the bad news about hiring high Cs is that when you hire them, they stay there forever too.”  On the other side of the C drive, low Cs, especially lowest Cs, have a very hard time doing methodical work.  They just can’t tolerate it.  So, low Cs sometimes have to leave a job because the work just doesn’t suit their personality.  Both ends of the drive point to a divergence in terms of likely employment longevity.  High Cs are more likely to stay.  Low Cs are more likely to go.
 
Now, let me tell you about the opportunity I had to do some analysis on this very topic.




Are there salient
Pl-based reasons
people leave
organizations?
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On a recent visit to a client company’s offices, their HR leader told me that they’d had a recent rash of departures in their organization.  I asked her if she’d mind if I took a look at the data to see if any overall conclusions could be drawn.  No problem, she said.  I asked if I could have three sets of information:  the names of the people who left (there were 15 in the period involved); the names of people who stayed (66 more folks); and finally, the profiles of the managers of the people involved (there were 14 of those).  She supplied me the names of all 3 groups, I got on AccessPI and printed out all the profiles and studied what I had in front of me.  Let me share what I found and the conclusions I came to as a result – starting with the conclusions you might expect and going towards those that you might find somewhat surprising.


Results

e 60% of the people who separated from the
company were highest As —in comparison to
47% who stayed. Compared to the average,
highest As were almost 28% more likely to
leave than people with other profiles.
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60% of the people who separated from the company were highest As – in comparison to 47% who stayed.  This means that compared to the average, highest As were almost 28% more likely to leave than people with other profiles.  The company in question has a large population of engineers so tends to be a higher A company than most - with a higher A culture to go along with it.  But, as we all predicted, Highest As are more likely to leave their jobs than people with other profiles.  No real surprise here.  The data just backs up what we felt we knew all along.



Results

e 60% of the people who separated from the
company were highest As —in comparison to
47% who stayed. Compared to the average,
highest As were almost 28% more likely to
leave than people with other profiles.

 None of the people who voluntarily separated
were highest Cs.
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Only 9% of the total population of employees in the organization was highest C, but none of them voluntarily left their job.  Again, that’s not a surprise and I would anticipate that even in the worst environments for highest Cs to thrive, they would be overrepresented when comparing those who stayed vs. those who left the organization.  Highest Cs simply are not prone to instigate change – and that’s true with their jobs too.



Corporate culture can create turnover.
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It was somewhat surprising to find that there were twice as many lowest As who voluntarily separated from the organization as compared to their representation in the population.  That is, 27% of the people who separated were lowest As.  The population of lowest As compared to the total of the company was only 14%.  Thus, lowest As were almost twice as likely to leave as the rest of the population.  While the sample size is small, it is noteworthy as it certainly doesn’t make sense from a profile perspective.  We said earlier highest As made up the greatest percentage of the people who left.  Now, we find twice as many lowest As left as what stayed.  What’s up with that?
 
As I mentioned earlier, the company studied is an engineering driven company with a distinctly high A culture.  In that type of culture, assertiveness is encouraged.  Arguments happen.  The assumption is that competitiveness drives results.  It’s my assumption that the culture of the company played a role in creating turnover among lowest As – because they were the people who felt least connected to it.  They may simply have come to the conclusion, “I don’t fit in here.  My style isn’t valued the way it should be.”
 
If my assumption proves to be true, this is an area where the data could give the organization the opportunity to take stock and ask themselves, “Do we want to look more closely at this in order to do something about it?”  
 
There are reasons for organizations to have high A cultures.  GE under Jack Welch was one that prided itself on it’s a driven mentality and that approach clearly had an impact on the success of the organization at that time.  That approach, however, can have the unintended consequence of driving lowest A people away.  If you decide that’s a side effect you don’t want to tolerate, you may want to do something about it.  GE might have responded to the data above, “If they can’t take the heat, they should get out of the kitchen.”  
 
If that’s not the approach an organization wants to follow, what would I suggest they could do?
 
First, I’d go back and try to connect with both the lowest A folks who left and those still in the organization; asking them if they felt if there are cultural inhibitors to the success of low As.  I’d try to find out if conflict got in the way of their doing their jobs.  I’d also ask if they felt the environment was too competitive.  I’d try to assess if these are real organizational issues that get in the way of getting work done collaboratively.  If they perceive that they are, I’d try to help managers in departments with Low As working in them to understand how to create environments that aren’t so off-putting to their low As.  In those departments I’d try to minimize individual competition and encourage and reward team play.  Simply recognizing the benefits and value that Low As bring could go a long way to minimizing the turnover that culture can cause in an organization.


Q: Does your company’s culture favor
certain drives?


Presenter
Presentation Notes
This data raises a question for all of us:  Does our organizational culture favor or suit people with certain drives when compared with others?  And, more importantly, are there turnover consequences that result from that?  
 
One of the exercises in the newer 3-day PI training course has attendees draw out the corporate culture of their company in PI format.  I always find this to be an interesting exercise for everyone involved.  Surprisingly, the people at middle level management positions in a business often draw different profiles than their leadership.  That presents some interesting dialog.  And the discussion about the consequences of the culture profile almost always has strategic implications about how the business does business.  
 
The conclusion I’m offering here is that your corporate culture almost certainly does have a profile and the operational execution of that profile in work can have a significant impact on things that would seem to be completely unrelated to those behaviors – including among them turnover.  I’d suggest you think about your own organization in this regard.  What is the profile of your company?  And, does that have an impact on your internal turnover?  And, what, if anything, should you be doing about it?
 
Let’s use this as another point to launch a poll regarding your company’s culture.
 
Poll.
Our company’s culture is highest:
A
B
C
D
Not clear
 
At ADVISA, we’re clearly a Highest A, Lowest C, Low D organization.  It will be interesting to see how Heather’s taking over (for those of you who don’t know – she’s becoming President next week while I move into a non-managerial chairman’s role) will impact how we operate.  She is certainly a higher B than I am, so it’s quite possible she’ll bring a higher B approach to doing things.  That’s been my perception so far.  Interestingly, though, we’ve had a couple of consultants comment that the organization has in fact gotten lower B and higher A over the last couple of years.  Time will tell.
 
Let’s see what your organizations look like.  I’d like to see a few more responses.  Let’s get this up to 85%.  Let’s pick one.  Excellent.  Here’s what we’ve got.
 
Two questions I’d like you all to ponder after we’re done today with PI Friday’s is, “Does our corporate culture profile impact how we operate and does it in fact drive voluntary turnover that has negative implications?  And if it does, what can we do to lessen the negative impact our culture can have on people we need to keep in our business?


Differences Can Drive Turnover

® 67% of those who left had opposite A/B
relationships to their boss
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Two thirds of the people who voluntarily left had the opposite A/B relationship as their direct supervisor. Additionally, there was no difference between Thing Oriented people managing people oriented people vs. People oriented people managing thing oriented people.  When one managed their opposite, turnover was exacerbated.  In the population of people who stayed, 59% of subordinates had similar A/B relationships to their bosses.  This isn’t surprising when you think about it, but it wasn’t something I was specifically looking for.  It just jumped out in the data.
 
But, it does make sense.  Higher As than Bs (Thing oriented people) tend not to be as tuned in to the emotional aspects of work as their higher B lower A counterparts.  They don’t have the empathy their higher B lower A friends bring to the workplace.  As managers, they’re more factual and don’t want to talk about the social aspects of the job.  Generally, they’re going to have a harder time making their higher B subordinates feel “special”.
 
The opposite is true for the B over A or socially oriented folks managing higher A than Bs.  They don’t seem to be as linear or logical as their higher A lower B subordinates.  They want to bring feelings into topics that their subordinates think should be factually based.  They’re going to make their higher A lower B subordinates feel special when that’s not something they’re wanting or needing to feel.  Without a clear understanding of PI, it’s easy to see how management against profile could miss the mark.
 
What are the implications of this and what can we do about it?
 
Simply, this information is why PI training is so important and where it can and should have its biggest impact.  The organization from which the data came is one where PI is widely used but not widely trained.  While it is always hard to motivate and sometimes even harder just to understand someone who is wired very differently than yourself, PI training gives a manager the tools to overcome those differences.  Managers will, by the nature of the jobs they’re given to do, have to work with people who are wired differently than they are.  When and if bosses have the opposite A/B drive relationships to subordinates incurs a doubling of turnover, one ought to consider addressing the issue.  If turning a $70,000 a year person costs you half their salary, or $35,000, and turnover doubles when there are personality differences, this issue can get awfully expensive. 
 
I’d look through your own records and see if you have the same results as those we found in this case – that is where you had more turnover when managers had the opposite A/B relationship as their subordinates.  And if you find those results, consider training your managers in PI.  And after your managers are trained, make sure you assure that they use the training – to assure that your people are using what they learned to overcome their natural tendencies to manage as they want to be managed themselves.  That approach just doesn’t work very well.


Differences Can Drive Turnover

e 67% of those who left had opposite A/B
relationships to their boss

e 93% of those who left had opposite A/D
relationships than their direct supervisor
compared to 67% of those who stayed having
a different A/D relationship.
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93% of those who left had opposite A/D relationships than their direct supervisor compared to 67% of those who stayed having a different A/D relationship.  Where there generally isn’t a huge gap between the number of A/B supervisors to B/A supervisors, it’s not uncommon for superiors, in general, to have higher As than Ds and subordinates to have higher Ds than As.  Interestingly, again turnover increased when looking at either opposite factor relationship combination managed by the other regarding the A and D factors.
 
Again, the data supports the value of PI training for your managers.  It’s natural for higher A lower D managers to provide broad outlines of the goals they want accomplished without providing the specificity that higher Ds need in order to successfully do their work.  Conversely, it’s natural for higher D lower A managers to hover over their higher A subordinates holding them accountable for “how” things are done rather than the results that need to be accomplished.  Obviously there are times, even when going against profile, when both can be appropriate.  But, if managers don’t understand the people they’re leading, they’re likely to make it harder for the people who are working under them to be fulfilled by their work – driving turnover.  That’s where PI training comes in.


Using Pl as a management/leadership
tool doesn’t stop with training.

@

Leaders who:
 drive home the value of Pl in everyday decision-making
e assure that the teachings of Pl are carried out in day-to-
day activities
 regularly ask their subordinates about how they’re
communicating with their people
 regularly assess the comprehensive reward structure of

their organization
- will satisfy the needs of their people.
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Training PI is only the beginning of the process.  Cultures where senior leadership drives home the value of PI in everyday decision making assures that the teachings of PI are carried out in day-to-day activities of management and leadership.  Leaders who regularly ask their subordinates about how they’re communicating with their people and assessing the comprehensive reward structure of their organization in relationship to satisfying the needs of their people drive the use of PI where it needs to be driven most – where managers and subordinates interact.  That’s the point at which people stay or leave their organization.  People join companies.  They leave bosses.  The lessons of PI can allow people to stay with bosses too.  And those lessons can save you a lot of money.
 


Questions for Bob
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 Thanks for listening to today’s PI Friday’s with Bob.  I hope there are lots of questions already on the screen and if there aren’t, you’re welcome to start writing them in now.
 
Beth will now be getting our final poll up about your feelings about today’s session.

Poll.
How would you best describe today’s PI Friday’s with Bob?     
Loved it!  Looking forward to the next one and will recommend it to others.
It was pretty good.  I’ll probably be back.
Not very helpful.  I might listen again.  
Didn’t like it.  Won’t be back.
Feel free to post additional comments in your comment box so we can gain from your experience.

Due to the holidays, our next session for PI Friday’s with Bob and the first of 2012 will be at 9 am on Friday January 27th and will cover Please mark your calendars and I’ll look forward to speaking with you again then.
 
Now, let’s get to your questions



ADVISA is a Pl Worldwide member firm. Predictive Index, Pl Worldwide,
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