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ABSTRACT 

 

In today’s corporate world, employee retention has become a critical challenge for business 

leaders. Through investigation, it is identified that there are a few business offerings including 

culture that impact employee retention within organisations with culture being the central 

cause. This study operationalised Herman’s Iceberg model of culture and Rosethorn’s Brand 

Balance Model to develop a mixed methodology questionnaire. Consequently, through the 

questionnaire and above mentioned academic frameworks, the research was aimed at 

assessing the individual components of culture that generate the highest impact on a current 

and future employee’s decision to leave or continue working with an organisation. To further 

develop a greater understanding, culture as a whole concept was compared against three 

other business offerings, namely, opportunities, rewards & recognition and corporate 

reputation & brand when employees consider the exiting decision. With 159 responses 

collected and 113 fitting the inclusion criteria, the study was able to ascertain that the visible 

and expressed side of culture created a more significant impact on an employee’s exiting 

decision. Simultaneously, the study established that organisational culture was exceedingly 

significant over other business offerings when employees considered leaving or continuing 

working with an organisation. Most corporate institutions can refer to the insights developed 

from this study to offer a balanced culture along with increasing employee retention thereby 

developing a sustainable competitive advantage. 
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CHAPTER 1: INTRODUCTION 

 

Maitland and Thomson (2011 p.2) indicate that organisations are often imprisoned with 

management practices and empowerment models of the nineteenth century. However, the 

same practices might not be applicable with the twenty first century workplace. Shah and 

Sarkar (2017) indicate that individuals join various organisations throughout their 

professional career, experiencing diverse organisational cultures. Along with the competitive 

business environment experiencing change, the mindset of individuals working in the 

corporate world have also transformed (Madueke and Emerole, 2017). Tectonic shifts have 

been experienced in the workforce composition, bringing a change of attitude within the 

wider society as well. Therefore, organisations need to respond effectively in securing and 

retaining talent in the future (Maitland and Thomson, 2011 p.2). The key purpose of this study 

is to help organisations respond effectively to the challenge of retaining and securing talent 

in this everchanging corporate environment through the medium of organisational culture. 

 

1.1 BACKGROUND 

 

Madueke and Emerole (2017) point out that human beings grow-up within culture which is a 

critical part of their daily living. This culture is firmly established within the individuals and 

they can identify with it. Similarly, organisational culture determines the environment in 

which employees function to the best of their abilities. Organisational culture is a critical 

factor for a company to succeed in the business environment (Kulczak, 2016). Schein (2017 

p.1) explains that culture has different perspectives. It is critical to identify the content and 

context of culture. Even though culture is considered a complex word and difficult to define, 

it influences a diverse range of management practices along with the behaviour of employees 

within an organisation (Kaur and Sharma, 2018 p.26). Dan (2020 p.227) mentions that though 

over 164 definitions exist of culture, all authors agree that it is ‘a complex multi-level 

construct’. However, a well recognised author of culture, Hofstede (2001 as cited in Dan, 2020 

p.228) defines the concept as ‘the collective programming of the mind that distinguishes the 

members of one group or category of people from another.’ 

A weak organisational culture can result in low employee motivation, employee fraud and 

unacceptable behaviour in the workplace (Kulczak, 2016). Madueke and Emerole (2017) 
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outline that every organisation fosters a unique culture influencing the employees’ thinking, 

feeling and behaviour within the workplace. Employees nowadays, when dissatisfied with the 

job due to any reason, are ready to switch over swiftly (Madueke and Emerole, 2017). 

However, Shah and Sarkar (2017) point out that the most imperative factor in attracting and 

retaining employees is culture. Employees should feel like a part of the team, connect to the 

vision and direction of the organisation, eventually leading to greater collaboration. 

Kerr and Slocum (1987 as cited in Sheridan, 1992 p.1038) suggest that different organisational 

culture values might influence the retention rate of strong and weak performers. Certain 

organisations fostering a culture of teamwork, security and respect for employees or 

individual members generate loyalty and long-term commitment from all employees, 

regardless of the performance. Alternatively, a culture that values personal initiative and 

individual rewards for achieving specific objectives does not guarantee loyalty and long-term 

commitment. Therefore, weaker performers might soon exit a company with the latter 

mentioned cultural values. Consequently, retention rates of weak and strong performers 

might be uniform in certain organisations whilst varying in other organisations depending on 

the workplace culture developed. 

Goran et. al. (2017) through a central finding from a McKinsey survey of global executives  

identified the shortcomings in organisational culture to be a barrier for companies to succeed 

in the digital age. Dewar and Doucette (2018) further point out that culture is inherently 

difficult to copy. With the pace at which innovation is progressing, business models and 

practices face a threat of being outdated or replicated. The unparalleled competitive 

advantage in this dynamic environment can be generated through a healthy culture that 

adapts to the new conditions in order to survive and succeed. The only constant in the 

business environment is change  which makes culture exceedingly important. 

 

1.2 RESEARCH RATIONALE 

 

An organisation’s success or failure is predominantly ascertained by human intervention or 

human factors (Idiegbeyan-Ose et. al. 2018 p.2). This leads to the requirement of 

organisations taking utmost care and attention to human capital. Idiegbeyan-Ose et. al. (2018 

p.2) further identified that organisational culture generates a significant influence on 

employee retention and cultures that foster unfavourable or unfriendly conditions could lead 
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to the intention of employees quitting the organisation. Negative impacts can be created 

through staff turnover or employees exiting their employment such as high costs of replacing 

talent, accommodating new training needs, loss in investment on departing staff members 

and possibly a slowdown in the current work efficiency of the organisation (Idiegbeyan-Ose 

et. al. 2018 p.2). 

82% of the 2016 Global Human Capital Trends survey respondents, that consisted of CEOs 

and HR leaders, identified culture as a potential competitive advantage (Deloitte Insights, 

2016). Similarly, the survey indicated that though culture is widely recognised and viewed as 

greatly significant, many organisations find it difficult to measure and manage the same. The 

survey depicted that only 28% of the respondents understood their culture well and 19% 

thought that they had the ‘right culture’. This can be due to culture being a large and 

ambiguous concept. Kulczak (2016) refers to workplace culture as a difficult aspect to improve 

and alter. This could be due to most studies focusing on culture as a whole concept and the 

interdependence between its individual components. Consequently, the research conducted 

through this project breaks down culture into its individual components in order to 

understand the components that generate the most impact on a future or current employee’s 

decision to leave or continue working with a business. 

Even though culture is a difficult concept to alter and improve, the insights and inputs from 

the participants will help organisations incorporate or alter specific cultural elements that 

might have been inconsistent or neglected in the past. Culture is a subject of great interest 

with ample research conducted and theoretical frameworks surrounding the topic. However, 

it is difficult to identify the key drivers of culture that impact a current or future employee’s 

decision to stay with or exit an organisation. With the ever changing work environment and 

dynamic workforce composition coupled with shortage of labour, organisations will have to 

create novel solutions addressing the future rather than looking at what worked in the past. 

The results of this study will pinpoint the individual aspect of culture that employers can focus 

on to possibly attract competent talent in the organisation and increase employee retention. 

In addition, the research conducted will offer organisations insights of the business offerings 

(including culture) that employees consider to be of greater significance when thinking of 

exiting or switching firms. This provides an opportunity for firms to reshape its culture or 

incorporate elements that were previously neglected to ensure higher employee retention. 
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1.3 RESEARCH QUESTION 

 

Based on the background presented, the following research questions have been formulated: 

 

Which aspect of organisational culture (visible and expressed against invisible and underlying) 

do current and future employees consider to be most impactful when exiting or thinking of 

switching companies? 

Is organisational culture of greater significance in comparison to other business offerings 

(Rewards & Recognition, Opportunities and Corporate Reputation & Brand) when retaining 

employees? 

 

1.4 RESEARCH AIMS AND OBJECTIVES 

 

The researcher aims to solve the problem of employee retention in this complex corporate 

world. The belief is that workplace culture plays an important role and the input of current 

and future employees can help generate a comprehensive understanding of a possible 

solution. Therefore, the following aims are identified: 

• Determine the precise significance of individual elements of culture (visible and observable 

against invisible and unobservable) and ascertain the aspect that generates the highest 

impact on an employee’s decision to exit or continue working with an organisation. 

• Assess the importance of workplace culture in comparison to other business offerings 

(Rewards & Recognition, Opportunities and Corporate Reputation & Brand) of the 

organisation that impact an employee’s exiting decision and that influence employee 

retention. 

• Offer organisations possible insights to attract dynamic talent and reduce staff turnover 

through the medium of work culture or other relevant business offerings. 

 

The following objectives are indicated to achieve the set aims : 

• Individuals looking to get employed or current employees considering a switch in 

employment are asked open and close ended questions about the aspect of culture 

(observable or unobservable, extracted from Herman’s Iceberg Model of Culture), that 

determine their decision to leave or continue working with an organisation. There are 8 
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individual components of organisational culture which are developed as a scale and individual 

variables. Each component either represents the visible and expressed side of culture or the 

invisible and underlying side. The most significant individual aspect impacting their decision 

will be selected by the participants. 

• The questionnaire makes enquires regarding the preferred variables of Rosethorn’s Brand 

Balance Model that current and future employees consider to be most impactful, when 

exiting or thinking of switching an organisation. The four business offerings that are 

developed as variables and provided as options on a scale for participants to select from are 

Culture, Rewards & Recognition, Opportunities and Corporate Reputation & Brand. 

 

1.5 LIMITATIONS AND SCOPE 

 

Culture and employee retention are widely researched topics with ample academic 

frameworks surrounding the concepts. Based on the understanding and investigation of the 

researcher, the following limitations have been identified. 

• The study focuses on two academic frameworks (Herman’s Iceberg Model of Culture and 

Rosethorn’s Brand Balance Model) along with its individual components impacting 

employee retention which are discussed in detail through the literature review. Due to 

the vastness of the concepts, the study is unable to incorporate other underlying and 

interdependent components and concepts impacting culture and employee retention. 

• The number of individuals participating in the questionnaire along with the use of 

qualitative analysis is scarce. A wider use of qualitative data could have possibly generated 

unique insights different to the current perception of the study. 

• The limitation of time and academic resources due to the current pandemic situation has 

resulted in a restriction to cover a larger population and provide an entirely inclusive 

research. 

All limitations will be elaborated in detail through the literature review, methodology, results 

and discussion of the dissertation. 
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1.6 DISSERTATION ROADMAP 

 

To offer a systematic structure and enable ease in navigation, the dissertation is bifurcated 

into the following chapters:  

Chapter 1: This chapter presents a general overview surrounding workplace culture, the 

research background and problems associated with the research. In addition, this chapter 

includes the research question, rationale behind the study, aims and objectives through which 

the study is conducted. Simultaneously, chapter 1 also indicates a brief summary of the scope 

and limitations whilst outlining the structure pursued for the dissertation.  

Chapter 2: This chapter includes the literature review encompassing the study and concepts 

impacting the research. The chapter will review and critically discuss the existing theory, 

academic frameworks along with limitations and knowledge gaps if any around organisational 

culture and employee retention. 

Chapter 3: This chapter offers an in-depth analysis of the methodology selected for the 

research project by highlighting the design structure, material required, population 

characteristics, procedure, ethical considerations and data analysis techniques. Furthermore, 

the chapter justifies the reasons associated with the selection and pinpoints its limitations. 

Chapter 4: This chapter will showcase the qualitative and quantitative data accumulated from 

the study in a systematic and tabular format. The data will be coded according to the selected 

approach along with using the online applications required to coherently present the said 

information.  

Chapter 5: Along with deciphering the results, this chapter will help ascertain the strengths 

and weaknesses of the study with possible insights and patterns emerging through the aims 

identified. This chapter will address the research question along with any new problem areas 

and future research avenues that might have arisen from the input of the participants. 
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CHAPTER 2: LITERATURE REVIEW 

 

The main focus and key themes identified for the literature review of the research is 

organisational culture and employee retention. Both concepts have diverse and 

interdependent areas of research that are critical to the purpose of the study. Easterby-Smith 

et. al. (2018 p.20) outline that a coherent literature review not only throws light on the 

learnings from previously conducted studies, but it also indicates key flaws and gaps in the 

knowledge area whilst showcasing new findings the research project will unravel. Sekaran 

and Bougie (2016 p.57) talk about a literature review outlining relevant themes and detailing 

significant findings from previous research that serve as a foundation for the current research 

proposal. The themes explained below through this literature review will provide a better 

understanding of the core concepts and specific academic frameworks that will build a base 

for this study. Simultaneously, the literature review will illuminate knowledge gaps and 

limitations of the models utilised whilst offering justifications for the selection of the same. 

 

2.1 CULTURE 

 

Groysberg et. al. (2018) point out that culture and strategy are amongst the key  levers utilised 

by leaders in order to maintain organisational viability and effectiveness. They add that 

strategy provides formal logic in association with the organisation’s goals and guides people 

around them. On the other hand, culture expresses goals via the medium of values and beliefs 

that guides organisational activity through shared assumptions and group norms. However, 

work culture has been identified as a more elusive lever in comparison to strategy as the 

concept is anchored by unspoken behaviours, mindsets and social patterns (Groysberg et. al., 

2018). Organisational culture impacts an employee’s thinking, decision deliberating ability 

along with affecting the way they perceive, feel and act either consciously or unconsciously 

(Lok and Grawfold 2004, Hansen and Wernerfelt 1989, Schein 1992 as cited in Madueke and 

Emerole, 2017 p.246). 

Culture in general is a shared phenomenon, which in the case of organisations takes place at 

the organisational level (Brooks, 2006 p.246). He adds that cultural knowledge of individuals 

is not considered to be identical creating differences which might arise from their home 

countries, educational background or even microsocial contexts. However, most cultures are 
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tolerant of such differences. Culture in the social context is created to be sustained. However, 

Brooks (2006, p.248) points out that culture in an organisation is ‘dynamic and constantly 

evolving’. New hires or employees learn the culture through processes such as socialising, 

training and managerial intervention. Ritchie and Michael (2000 as cited in Madueke and 

Emerole, 2017 p.246) state that work culture affects key outcomes such as productivity, 

performance, employee commitment, confidence and ethical behaviour. It is one of those 

components of the workplace environment that can influence every component of 

organisational life. 

Dewar and Doucette (2018) depict that culture begins with ‘what people do and how they do 

it’ along with encompassing ‘why the people do what they do’. Based on the Titanic’s story, 

culture is similar to the iceberg with 90 percent of its mass lying below the surface. The 

observable behaviours address the ‘what’ and ‘how’, whilst the portion underneath the 

waterline showcases the ‘why’ (Dewar and Doucette, 2018). Madueke and Emerole (2017 

p.246) point out that any individual aiming to understand organisational culture must 

recognise that the elements that matter the most are not readily visible. Workplace culture 

determines the way employees interact with each other, with clients and with all other 

stakeholders (Madueke and Emerole, 2017 p.246). They further add that organisational 

culture has the capability to generate commitment beyond personal interests and benefits. 

Walker and Soule (2017) explain that though culture is invisible, its effects can be seen and 

felt. Similar to the wind, if culture blows in the direction of the organisation, the sailing is 

smooth. Alternatively, blowing against the organisation can lead to adversity. 

 

2.2 COMPLEXITY OF CULTURE 

 

Watkins (2013) indicates that organisational culture will always provoke a vigorous debate. 

An universally agreeable fact is that culture exists and it plays a crucial role in shaping 

behaviours in organisations. Nonetheless, Watkins (2013) in his research outlined that there 

is little or no consensus on the composition of organisational culture, how it influences 

employees or individual behaviour or if it can be changed by the initiative of leaders. This is 

further identified as a key problem of the concept as the absence of a reasonable or specific 

definition prevents the understanding of culture’s connections to other critical components 

of the organisation such as the structure or incentive systems (Watkins, 2013). 
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Over 164 definitions of culture exist according to Schneider and Barsoux (1997 as cited in Das, 

2017 p.128). To showcase the extent of this diverse concept, a few well known definitions 

have been illustrated below: 

 

Mead (Schneider & Basoux, 1997, p. 21, as 

cited in Das 2017) 

‘a shared pattern of behaviour’ 

Lévi-Strauss (Schneider & Basoux, 1997, p. 

22, as cited in Das 2017) 

‘system of shared meaning or understanding’ 

Schein (1985 as cited in Das 2017) ‘shared set of assumptions.’ 

Hofstede, and Minkov (2010 as cited in Das, 

2017) – Commonly used in management 

‘the collective programming of the mind that 

distinguishes the members of one group or 

category of people from others’ 

 

Though no formal consensus has been reached regarding the definition of organisational 

culture, literature review is generally congruent to Schein’s conceptual framework of culture 

which is based on assumptions, values, behavioural norms and patterns of behaviour (Schein 

1984, 1985 as cited in  Shim, 2014 p.543). However, considering the impact on global 

management practices, culture can be defined as ‘a set of knowledge structures consisting of 

systems of values, norms, attitudes, beliefs and behavioural meanings that are shared by 

members of a social group (society) and embedded in its institutions and that are learned 

from previous generations’ (Thomas and Peterson, 2018 p.24). 

Similarly, several frameworks are formulated to measure culture (Thomas, 2008 as cited in 

Das, 2017 p.131). One of the first models was developed by Hall in 1960, arguing that culture 

can be learnt and communicated, mostly non-verbally, identifying six ‘silent languages of 

cultural communication’. In contrast, Kluckhohn and Strodtbeck (1961 as cited in Das 2017 

p.131) outlined culture to be associated around shared values, leading to the creation of six 

different value orientations. Another framework commonly used in business is Hofstede’s 

Cultural framework, introducing four cultural dimensions. Shim (2014 p.544) also highlights a 

few other measurements of organisational culture commonly utilised such as Organisational 

Culture Inventory (OCI by Cooke and Lafferty 1987), Organisational Culture Profile (OCP by 

O’Reilly, Chatman and Caldwell 1991) and Organisational Social Context (OSC by Glisson 
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2007). Schein (1990 as cited in O’Donnell and Boyle, 2008) outlines that the corporate culture 

has visible and invisible levels, referred to as the ‘culture iceberg’ analogy. He further 

explained that the visible levels, also known as elements above the surface include observable 

symbols, ceremonies, stories, slogans, behaviours, dress and physical settings. Alternatively, 

the invisible levels of culture incorporate the underlying values, assumptions, beliefs, 

attitudes and feelings. To incorporate change, strategies usually focus more on the visible 

aspects (O’Donnell and Boyle, 2008). 

Similarly, culture can also be reflected through specific groups (Leidner and Kayworth, 2006 

as cited in Schmiedel et. al. 2015). The group can vary depending on context. For example, a 

nation, an organisation, work group, a profession, a family or even a loosely coupled cluster 

of individuals can be referred to as a group. Group culture can also be inhomogeneous as 

subgroups within the parent group can exist, having overlapping or unique cultural identities 

(Hofstede 2005 and Huntington 1997 as cited in Schmiedel et. al. 2015). Consequently, culture 

is identified as complex, multi-dimensional, both inherited and learned whilst being 

influenced by geography, religion, education and the work environment (Das, 2017 p.146). In 

a business context, culture can affect the decision making process and hence affects the 

outcome. Nonetheless, Das (2017, p.146) summarises that management literature on the 

topic of workplace culture is inadequate, oversimplified, based on misapprehensions and 

incorrect assumptions. Hence the conclusions arising from the literature can be uncertain. 

 

2.3 EMPLOYEE RETENTION 

 

The concept of employee retention is defined as  a systematic attempt by employers to build 

a conducive working atmosphere that promotes a culture of retention (Iles et. al. 2010 as 

cited in Bahrain and Hanafi, 2018 p.699). Employee retention denotes the policies and 

practices an organisation adopts to prevent valuable employees from leaving their 

employment. It is associated with taking measures to encourage employees to stay or 

continue working with the organisation for a maximum period of time (Bahrain and Hanafi, 

2018 p.699). Du et. al. (2015 as cited in Lee and Chen, 2018 p.2) explain that fulfilling the 

needs of employees can enhance job satisfaction and employee retention. On the other hand, 

disregarding or neglecting an employee’s expectation could lead to unwanted results such as 

job dissatisfaction or exiting the employment. Salgado et. al. (2020 p.138) point out the 
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importance of attracting highly skilled employees by keeping in mind the current business 

environment and current change in structure of the workplace. A change in workforce 

composition has generated a need for new human resource policies that suit every employee 

according to established preferences (Salgado et. al., 2020 p.138). 

 

2.4 THE EFFECT OF CULTURE ON EMPLOYEE RETENTION 

 

Numerous studies have identified and attested to the significance of compatibility between 

organisations and people which can facilitate greater employee attraction and retention 

(Kontoghiorghes, 2016). However, on closely analysing the effects of workplace culture on 

employee attitudes, the management of talent is yet to be addressed which could prevent a 

holistic understanding. Hanlin (1997 as cited in Keller and Meaney, 2017) coined the term 

‘war for talent’ to describe the growing fierce competition to attract and retain talent when 

competent workers are scarce and are exiting organisations in such challenging economies.  

The cost associated with staff turnover is often underestimated. Keller and Meaney (2017) 

further identify that resources like time and money can be exhausted trying to find the right 

talent to replace the departing ones. Another major threat outlined would be when 

competitors poach another organisation’s talent, gaining access to insider information such 

as strategies, operations and culture (Keller and Meaney, 2017). Pfeffer (2018) indicates that 

a culture of social support can emphasise that employees are valued, aiding the organisation’s 

efforts to attract and retain talent. Furthermore, it is identified that management practices 

that facilitate higher job control and social support through the organisational culture benefit 

employees and employers alike (Pfeffer, 2018). 

Simultaneously, a high performing organisational culture not only positively impacts 

employee attitudes and performance, but also creates an attractive home for high performing 

individuals (Kontoghiorghes, 2016). Though there is a coherent relationship between 

employee retention and organisational culture, it is important to determine the 

characteristics that can bring about such  improved outcomes and results. Similarly, Haggalla 

and Jayatilake (2017 p.50) summarise that workplace culture has a robust and significant 

impact on employee performance, satisfaction and productivity thereby directly influencing 

staff retention. Therefore it is recognised that a broader system of practices are required to 

be embedded through an organisation’s work process and culture in order to effectively 
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manage and retain employees in today’s competitive business environment (Boudreau & 

Ramstad, 2006 as cited Kontoghiorghes, 2016). 

 

2.5 THE VISIBLE AND INVISIBLE ELEMENTS OF CULTURE 

 

Schein’s model of organisational culture (1985 as cited in Dauber et. al, 2012) is one of the 

most cited culture models with a high level of abstraction and complexity. The model clearly 

distinguishes between the visible and invisible aspects of culture. Schein through the model 

explains that culture refers to the invisible shared values of a group that are developed into 

visible actions and organisational structures (Schmiedel et. al. 2015). To provide further 

understanding, the underlying assumptions and beliefs of an organisation, also known as the 

values contain the invisible aspect of culture. Schein (2004 as cited in Schmiedel et. al. 2015) 

also clarifies that these invisible cultural values are different from the publicly expressed 

values in the mission statement of organisations. These cultural invisible values are then 

manifested through the actions and structures above the surface, which encompass the 

visible side of culture (Giddens, 1984 as cited in Schmiedel et. al. 2015). 

However, Schein showcases the interdependencies between the elements by explaining that 

observable behaviour influences and can be influenced by unobservable assumptions through 

rules, standards and prohibitions. Arguments are made that organisational culture can be 

changed by focusing more on the visible aspects, while others believe that a change in 

‘deeper’ or invisible aspects are more effective (O’Donnell and Boyle, 2008). Schein (2004 as 

cited in O’Donnell and Boyle, 2008) explains culture to be an intriguing concept due to the 

phenomenon having underlying elements that generate a powerful impact, even though 

invisible. Denison (1996) points out that the cultural layer approach identified by theorists 

such as Schein and Lundberg is criticised due to the lack of integration amongst them. 

However, this approach is helpful in understanding the isolated effects of each of these layers 

which has been utilised by the researcher to further this study. In addition, it helps identify 

the element that is exceedingly important to current and future employees while considering 

the decision to exit or switch from an organisation. 
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2.6 HERMAN’S ICEBERG MODEL 

 

Based on the above analysis, the model that has been operationalised to help generate 

possible solutions to the problem area of culture and answer the research question of 

assessing the impact of individual elements of visible and invisible culture on employee 

retention is the Herman’s Iceberg Model of Culture (1970 as cited in Ghinea and Bratianu, 

2007). The European Union Agency for Railways (2020) explains that this model became 

popular due to the ability to visualise successive layers of organisational culture from the most 

visible traits to the deepest foundations. An accurate and well defined classification of the 

observable and unobservable elements is also identified as a motive to operationalise this 

model for question 1. A glimpse of these layers has been showcased in the Figure 1 below. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1: Herman’s Iceberg Model of culture (1970 as cited in Ghinea and Bratianu, 2007) 

 

The visible or formal elements of culture (systems, structures, policies, technologies) are 

represented in the upper half of the iceberg whilst the hidden or informal aspects  (attitudes, 

beliefs, values, and perceptions) are depicted at the bottom below the water line. The shared 

assumptions, beliefs, values and norms will help individuals behave similarly within a group 



Page 20 of 73 
 

which then constitutes the observable or visible side of culture. Herman has emphasised the 

importance of creating a balance between the two halves. However, organisational culture as 

an entire concept is difficult to change and alter. Therefore, for the purpose of this research, 

isolating each component of Herman’s Iceberg Model and developing a scale to select from 

has helped pinpoint a particular element of culture impacting an employee’s decision of 

exiting an organisation. The scale and variables operationalised from this model has been 

utilised to answer research question 1. 

 

2.7 ROSETHORN’S BRAND BALANCE MODEL 

 

Moran (2019) illustrates the significance of awareness and prioritisation of work culture 

through the perspectives of both employers and employees alike. Culture reflects a 

company’s ‘personality’ and ignoring it could lead to considerable risks. Hodes’ philosophy is 

based on employer brand being a two-way deal between the employer and employee 

(Rosethorn, 2009 p.42). The right balance of the deal needs to be discovered and attained to 

manage the expectations for both sides. Figure 2 outlined below illustrates this balance, also 

known as Rosethorn’s Brand Balance Model. 

Figure 2: Rosethorn’s Brand Balance Model (as cited in Rosethorn, 2009) 
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The model showcases both sides of the balance. The left side represents what employers can 

offer to potential and current employees. The model indicates that culture is not the only 

aspect of the organisation the employees associate with. Opportunity, reward & recognition 

and corporate reputation & brands are other business offerings employees come in contact 

with during their time at an organisation. The term, business offerings relates to elements or 

aspects that an employer provides to employees for the duration of their employment. Botha 

et. al. (2011) explain that workers view career growth, innovation, challenging work, pay for 

performance and a values driven organisation as significant attributes when looking for the 

ideal employer. The four mentioned business offerings highlighted through Figure 2 

encompass elements of the above listed attributes. 

A growing number of researches have suggested and supported the evidence that a relation 

exists between the employer brand and employee retention (Botha et. al. 2011) which is 

evident through the brand balance model as well in Figure 2. Rosethorn (2009 p.43) also 

acknowledges that the deal or model needs to be revisited and renegotiated through 

different stages of an employee joining, developing and leaving an organisation. Therefore, it 

can be summarised that both sides of the balance directly impact the organisation’s ability to 

attract, engage and retain employees, which is evident through the Brand Balance Model in 

Figure 2. If an equitable balance is achieved, it will be influenced by the employees’ 

perception of the value they bring to the employer referring to the right side of the model. 

Due to the extensiveness of this model, this research predominantly focuses on determining 

the business offering provided by employers that has the greatest significance on employees’ 

decision to exit or continue working with an organisation. Therefore this model has been used 

to develop a scale and variables as the results directly offer insights on employee retention, 

giving rise to a possible explanation for research question 2. 
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2.8 LIMITATIONS OF THE LITERATURE 

 

The key limitations identified through the literature review and elaborated upon are: 

• It is difficult to get a holistic view of culture and employee retention due to the vastness 

and complexities discovered on the subject. Due to the interdependencies of numerous 

concepts, the study covers and focuses on elements that directly impact the problem 

areas identified in the research background and question. A critical literature review has 

been provided to the best of the researcher’s capabilities and keeping the timeframe in 

mind. 

• Although the shortlisted frameworks have their own knowledge gaps and limitations, 

these selected frameworks can provide a better understanding to the research problem 

identified through investigation. The insights generated through the study may be unique 

and undiscovered through the previous researches conducted. 

• The models shortlisted are two way deals between employers and employees. This study 

takes into consideration the expectation of current and future employees from 

prospective employers to avoid and prevent staff turnover. Therefore, the assumption 

made is that employees or individuals participating in the questionnaire fulfil the 

expectations from their employers based on the requirements highlighted in the selected 

academic frame. 
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CHAPTER 3: METHODOLOGY 

 

The primary goal of the selected study is to collect data to ascertain patterns and insights. 

This can be done by deciphering the raw data and interpreting the results through findings 

and comprehensive discussions of the outcomes. However, the layer concerned with 

collection of data is part of the core process of the research ‘onion’ as identified in Figure 3 

below (Saunders et. al. 2019 p.130). To reach the core, it is essential to understand the 

philosophy and approaches available to theory development through the framework of the 

research ‘onion’ layers. This chapter will identify the methodology selections made for each 

research layer along with offering reasoning and justifications for the choices made. In 

addition, the chapter will provide additional information regarding the selected research 

design elements, participants and  variables utilised in the study. 

 

Figure 3: Research Onion (as cited in Saunders et. al. 2019) 
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3.1 RESEARCH DESIGN 

 

3.1.1 Research Philosophy 

Research philosophy is a system of beliefs and assumptions that are associated with the 

development of knowledge (Saunders et. al. 2009 p.124). Burrell and Morgan (as cited in 

Saunders et. al. p.124) explain that all stages of research make a number of assumptions 

either consciously or unconsciously during the process. The assumptions can be either 

regarding human knowledge (also known as epistemological assumptions), realities dealt with 

during the research (known as ontological assumptions) or the values of the researcher 

influencing the research process (known as the axiological assumptions). These assumptions 

shape the understanding of the research question, the methods to be used and the 

interpretation of the findings (Crott, 1998 as cited in Saunders et. al. 2009 p.124). 

There are five major philosophies in business and management. However, the one this study 

follows is pragmatism. It is said that pragmatism as a research philosophy could be an escape 

route for individuals who find the comprehension of the philosophies challenging. However, 

when the researcher studied more about the five philosophies, he leant that Saunders et. al. 

(2009 p.143) highlights a pragmatic research beginning with a problem and aiming to provide 

practical solutions that create better future practices. This research type considers facts, 

values, theories, concepts and research finding not in an abstract view, but as instruments of 

thought and actions to assess their practical consequences in specific contexts (Saunders et. 

al. 2009 p.143). The researcher began the process with identifying problems associated with 

employee retention in an organisation. On investigating further, the researcher discovered a 

direct correlation between employee retention rates and organisational culture. Therefore, 

the study aimed to provide practical insights and solutions to the problem of employee 

retention with the help of current academic frameworks of workplace culture. Therefore, this 

makes the researcher believe that his process reflects the traits of a pragmatic philosophy. 

 

3.1.2 Research Approach 

Zikmund (2003 p.46) identifies that theory can be generated and developed through 

deductive or inductive reasoning, occasionally with a combination of both over a period of 

time. He further adds that deductive reasoning identifies the conclusion regarding a specific 

instance in a premise known or considered to be generally true. In addition, deductive 
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reasoning assists in arriving at a conclusion with reference to a definite instance in an area 

that is recognised or considered largely true which is developed through previous academic 

literature. On the other hand, inductive reasoning establishes a proposition based on the 

reflection of specific facts. Inductive reasoning can help reach a conclusion by reflecting on 

particular factual information (Zikmund, 2003 p.46). 

The approach that is reflected in the dissertation is primarily a deductive process. The 

foundation of the research project is organisational culture and identifying its significance on 

the process of employee retention in the ever changing and highly competitive business 

environment. The research questions were formulated through a deductive approach by 

utilising existing conceptual frameworks to address and discover answers to the research 

questions. However, the study also offers the flexibility for participants to identify unique 

insights that might be excluded through the academic frameworks. These novel 

developments and insights are generated through inductive reasoning. 

 

3.1.3 Design Purpose and Research Strategy 

The researcher has selected a combination of a descriptive and exploratory study in order to 

develop heightened credibility. An exploratory design is associated with discovering 

information about a topic that might not be coherently understood (Saunders and Lewis, 2018 

p.115). Since culture is a vast and ambiguous concept, the researcher through the study has 

developed possible and credible solutions to positively impact the employee retention rates 

in an organisation. On the other hand, descriptive study designs though only describing a 

phenomenon, have an important role to play.  It is an appropriate design to ask questions 

such as ‘what’, ‘why’, ‘where’ and ‘how’ (Saunders and Lewis, 2018 p.116). The researcher 

through investigation discovered four business offerings that significantly impact employee 

retention in an organisation. This combination of design according to the researcher 

generated a more comprehensive response to the research questions posed through this 

study. The research aimed to explore the frequency of responses from the individuals on their 

decision to continue working or exiting an organisation whilst describing the outcomes 

ascertained through the process. Simultaneously, the hybrid design not only helped describe 

the significance of culture, but also determined if the results were consistent with existing 

literature. 
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Eight research strategies are identified through the research onion model (as highlighted in 

Figure 3). However, the one adopted for this study is the survey strategy. Scott (2014 p.9) 

highlights that the survey strategy includes qualitative and quantitative techniques of data 

collection such as questionnaires and interviews. The data collection instrument through this 

strategy tends to incorporate questions such as ‘what, who, where, how much or how many’. 

Saunders et. al. (2019 p.193) point out that this strategy is predominantly associated with a 

deductive approach which is visible through the researcher’s study. They further add that this 

strategy is usually used for descriptive and exploratory research which is synonymous with 

this study as well. It is further pointed out that the survey strategy is considered comparatively 

easy to understand and explain. Therefore, the survey strategy was considered most suitable 

by the researcher. 

 

3.1.4 Method Choices 

Baxter et. al. (2015 p.104) explain that qualitative data includes a rich verbal description 

whereas quantitative data is measured in numbers through standard units. Shelly (2000 p.25) 

points out that the benefits of qualitative research is facilitating an in-depth discussion and 

analysis through the data collection medium selected. However, the results vary, depending 

on the person conducting and tabulating the research. Therefore it is crucial to control this 

uncertainty. However, it is pointed out that to thoroughly answer research questions, both 

approaches need to be combined which is called a mixed method (Baxter et. al. 2015 p.104). 

Saunders et. al. (2019 p. 174) depict that a mixed method research design can be selected 

because of simple and complex aspects within the research topic or if the data collected will 

be insufficient if either one of the methods are selected. Schoonenboom and Johnson (2017) 

also add that a mixed method design aims to expand and strengthen the conclusion of a given 

research. Organisational culture deals with some literature that is simplified and can be 

analysed through quantitative data. However, the complexities surrounding workplace 

culture and the vastness of the concept make it difficult to be analysed only through 

quantitative data. Therefore the researcher justifies a mixed method approach through this 

study. 

The mixed method approach has been deployed through the medium of questionnaires. Close 

ended questions, which represent the quantitative element have helped attain definitive 

answers from existing academic frameworks. On the other hand, open ended questions, 
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representing qualitative data have generated meaningful and new insights, that can help 

organisations develop a novel outlook of approaching and resolving problems associated with 

employee retention. Furthermore, extraction of maximum information from respondents has 

resulted in the researcher being able to offer a holistic approach and thus incorporate any 

neglected aspect as a part of the results and findings. 

Baxter et. al. (2015 p. 104) also outline the key difference between both approaches being 

deeper and associated with disciplinary traditions that might possibly make quantifying 

qualitative data unappealing. Therefore the quantitative data measured in the questionnaire 

has been greater in comparison to minimal qualitative data questions. Nonetheless, the 

researcher believes that the inclusion of open ended questions has prevented any 

discouragement from participants responding as they have an option to share their in-depth 

experience and input. Saunders et. al. (2019 p.181) also highlight that studies taking a 

pragmatic philosophy stance usually use a mixed method research in order to enable 

credibility and reliability when collecting data to address the research problem. The 

researcher aimed to reflect the same through the selection of a sequential mixed method. 

 

3.1.5 Time Horizon 

This layer indicates the time frame in which the research takes place. The cross-sectional time 

horizon refers to a short term study that is associated with data collection at a specific point 

of time while the longitudinal time horizon is a long term study that collects data repeatedly 

over a period of time to help enable comparisons (Melnikovas 2018 p.34). Based on the 

explanation, the study has utilised a cross-sectional time horizon. The researcher identifies 

the two key reasons for this. The first reason would be that the study would not generate a 

different result if the data was collected frequently through different phases or time periods. 

The second reason was shortage of time that prevented the researcher from further 

considering this option. 

 

3.1.6 Data Collection Technique 

The data collection method utilised for this study was an online questionnaire as outlined in 

Appendix C. The researcher found it easy to incorporate quantitative and qualitative 

questions through this format without much complication. As all the questions were to be 

completed on a voluntary basis, it was entirely up to the participant whether they wished to 
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identify any element that was neglected through the variables in the quantitative questions 

or if they considered the variables to be holistic enough to avoid inputting data for the 

qualitative questions. This ensured voluntary participation in accordance with the 

preferences of the respondents. 

The questionnaire was also tested on non-participants to ensure limited or no technical glitch, 

an ease in comprehension and simple instructions to follow. 10 non-participants tested the 

questionnaire to ensure a seamless process. The researcher has no vested interest in the 

outcome of the research and to develop further credibility, questions were simply phrased 

whilst ensuring neutrality in the tone. This guaranteed exclusion of leading or loaded 

questions. 

 

3.1.7 Data analysis 

Since the study was a mixed method, the data analysis techniques identified for qualitative 

and quantitative analysis are different. For qualitative data, two options were considered for 

the analysis which were thematic and content. Saunders et. al. (2019 p.651) explain that 

thematic analysis is often considered as a general approach for analysing qualitative data. 

Braun and Clarke (2006 as cited in Saunder et. al. 2019 p.651) consider this analysis as a 

foundation method for qualitative data and glimpses of this process is found in other methods 

as well. The key purpose of thematic analysis is to find themes or patterns occurring across 

data sets related to the research question. Similarly, Wilkinson (2000 as cited in Braun and 

Clarke 2006) indicated that content analysis has overlapping traits to thematic analysis. The 

only difference argued is that content analysis offers the opportunity to analyse qualitative 

data quantitively by transforming words into phrases and subjecting them to a statistical 

representation. However, Boyatzis (1998 as cited in Braun and Clarke 2006) suggested 

differently highlighting the occasional possibility of quantifying qualitative data through 

thematic analysis and therefore summarising no difference. Since thematic analysis is 

recognised as the foundation of qualitative analysis, the researcher decided to pursue the 

same. 

The coding of the qualitative data was theory driven and excluded elements or themes that 

fell out of the scope of the research. The qualitative inputs provided by respondents were 

examined against the quantitative data to determine if the information was overlapping with 

the developed scales of measurement. If the information was not covered through the 
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quantitative results, the data was considered as a new theme. However due to the vastness 

and ambiguity of workplace culture, certain new themes incorporated academic concepts out 

of the scope of this study. Although these themes were acknowledged in the results section, 

they were not discussed at length in order to focus on the shortlisted themes. Simultaneously, 

the coding process incorporated any neglected sections that were not covered through the 

framework to ensure novel discoveries. 

On the other hand, Microsoft Excel was used to analyse quantitative data. Information 

collected through the questionnaire was re-coded using categorical levels of measurement. 

There are two variations within categorical data. Nominal data is a variant where the recoded 

numbers have no specific meaning. A good example would be gender. Alternatively, ordinal 

data has a natural order and is ranked according to this order. Age is an example of this data. 

The researcher incorporated a combination of both variants to code the data and has 

identified the same through the coding spreadsheets. As the participation for each question 

was on a voluntary basis, missing data was identified when analysing the information. The 

researcher replaced the missing data by following two processes. The first option or 

preference was to replace the missing information with correlated data where possible. The 

assumption made was that similar participants would have a similar approach or outlook to a 

specific decision. If pattern of behavioural synergy was not identified, the researcher replaced 

the data with neutral responses to prevent any misinterpretation or manipulation of data. 

The coded spreadsheets reflect the process adopted as well. The mode responses were 

analysed using descriptive statistics through the data collected which represent the most 

frequent value that was observed in the dataset. 

 

3.2 VARIABLES 

 

Variables are critical to understand and measure impacts within the research. This study has 

independent and dependent variables. The independent variables identified are age groups 

and level of responsibility. However, the researcher has clarified that these independent 

variables are not considered as critical and are not determining factors in the study. These 

independent variables are utilised more as segmentations to ascertain if any patterns or 

behavioural differences exist among individuals based on the age brackets and responsibility 

level. In addition, the study has focused on the mode response of all the participants. 
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Therefore, any fluctuations in the independent variables has not affected the overall purpose 

of the study. 

On the other hand, the dependent variables are critical to the research. Since the literature 

review established that workplace culture influences an organisation’s employee retention 

rates, the study is aimed to measure the precise significance of organisational culture on an 

employee’s decision to leave or stay with an organisation.  All  dependent variables have been 

operationalised through theoretical frameworks that incorporate organisational culture and 

create an impact on employee retention. Due to the complexities and multi-dimensional 

nature of culture, the dependent variables within this study deal with the behavioural 

dimensions. This facilitated an understanding of the impact on the behaviour or decision of a 

current or future employee when exiting or continuing to work with an organisation, through 

the dependent variables as highlighted below. 

 

Herman’s Iceberg model of culture 

Culture is identified as complex and multi-dimensional (Das, 2017 p.146). With several 

frameworks developed, the most accurate framework to operationalise the variables was 

Herman’s Iceberg model of culture. The model is divided into observable and unobservable 

elements with further sub-divisions. Since, it has been established that culture creates an 

impact on employee retention in an organisation, the sub-divisions of the visible and invisible 

aspects of culture have been categorised into individual variables to ascertain the component 

with maximum impact from an employee’s point of view. Table 1 highlights the variables that 

were formulated to answer the research question 1 based on the model. 

 

Table 1: Components and aspects of culture (cited in Ghinea and Bratianu, 2007) 

Dependent Variables Extent and Explanation 

Visible and Expressed 

Goals The vision and goals directing the company and culture. 

For example, working in a company with goals which are focused 

on community development and collective action rather than 

goals that focus entirely on targets, profits and sales. 
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Systems The technology powering the systems, culture and business 

functions. 

For example, using the Windows 10 operating system over 

Windows 7 due to enhanced speed, connectivity and 

communication within the team. 

Structure The formal structure and hierarchy determining the rigidity or 

flexibility with culture. 

For example, having a reporting structure and taking approval 

for all decisions in comparison to freedom of taking one’s own 

initiative. 

Policies Policies and procedures supporting the culture. 

For example, having a rigid policy in place for work timings and 

the dress code in comparison to flexibility with working from 

home and adaptable work timings. 

Invisible and Underlying 

Values The values that determine informal interactions and group 

norms. 

For example being open, honest and friendly in conversations 

over being hostile and having a backbiting approach. 

Perceptions and beliefs People’s perceptions and beliefs about the work in hand. 

For example, if it is acceptable to miss a work deadline or provide 

subpar work rather than delivering work to an approved 

benchmark and within the required timeline. 

Attitudes The attitude towards the work in hand. 

For example, when one attempts to complete the work within 

the given deadline rather than postponing the work till the end 

to avoid taking on more tasks. 

Feelings Emotive feelings prompted within the working community by 

colleagues. 

For example, being helpful to colleagues when they are facing 

difficulty with a task or vice-a-versa rather than focusing on your 
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individual performance and hence avoid helping out when he or 

she is tensed or troubled. 

 

Rosethorn’s Brand Balance Model 

Rosethorn’s Brand Balance model has been operationalised in order to completely assess the 

diverse business offerings that impact employee retention. According to this model, there are 

four business offerings provided by employers that impact employee retention. These four 

offerings have been adapted as variables to assess and determine its significance from an 

employee’s perspective. Table 2 showcases the variables that were utilised to answer 

research question 2. 

 

Table 2: Business offerings impacting employee retention (Rosethorn, 2009) 

Dependent Variables Extent and Explanation 

Culture Visible and Invisible aspects. Culture 

encompasses all elements mentioned in 

table 1 of the variables.  

Opportunity The scope of personal and professional 

development within an organisation with an 

aim to learn and grow in the organisation. 

Rewards and Recognition Pay motivators associated with salary, 

bonuses, health care and incentives. 

Corporate reputation and brand Satisfaction of working in well recognised 

organisations over an organisation that is 

unknown. 
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3.3 PARTICIPANTS 

 

The population selected was any current employee having experienced culture and who had 

considered exiting or switching an organisation or were in the process of such a consideration. 

In addition, any individual or student who might have worked in the past and is looking to 

secure employment in the near future were eligible to participate. There were no other 

restrictions to participate. To avoid limiting the population, the participants were approached 

across the globe and were of all age groups beginning from 19 without any upper age limit. A 

wider age bracket helped analyse diverse responses in order to understand and ascertain if 

behavioural differences existed amongst these age groups. The researcher’s existing network 

extended in countries such as the United Kingdom, U.A.E., Ireland and India helping generate 

a response from a wider audience. A minor number of participants also responded from 

Nigeria, Australia, America, Switzerland and Germany. These guidelines made the population 

considerably large and diverse so as to create viability and trust towards the outcome of the 

research. The researcher approached the participants through college databases, social 

media groups, networking channels, emails and career pages. The researcher also connected 

with his existing colleagues and friends to ensure maximum participation and reach. 

The researcher decided to conduct purposive sampling within the non-probability method in 

order to shortlist the respondents that fit the criteria set above. Burns and Burns (2008 p.205) 

identified that purposive sampling is a technique that sets a pre-requisite for each candidate 

to participate based on the decision of the researcher. Though the advantages associated with 

purposive sampling are time and cost effectiveness, the limitation could be a biased 

judgement from the researcher. Having said this, the researcher reiterates that no biased 

judgements have been facilitated through this process as the criteria set for encountering 

workplace culture and employment status was comprehensible and uncomplicated. The 

researcher recommended such restrictions to ensure all input through the questionnaire can 

reflect the participants’ thought process which can only be valued and understood through 

employment and experiencing organisational culture. To simplify the criteria, the participants 

were required to select from the following options within the questionnaire which would 

determine if they were eligible to participate further: 
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Inclusion Criteria 

Worked previously, currently employed, is considering exiting 

or have switched jobs in past [  ] 

Worked previously, currently unemployed and now actively 

looking for employment opportunities [  ] 

Exclusion Criteria 
First employment and never considered exiting [  ] 

Never been employed previously [  ] 

 

When deploying the questionnaire, the researcher set up the google form in a way that if 

participants did not fit the inclusion criteria in the general section, they were unable to move 

forward in answering the questionnaire. Based on the inclusion and exclusion guidelines, the 

individuals that participated in the questionnaire were 159. After taking into account the 

exclusion criteria, the participants eligible to complete the entire questionnaire were 113. 

 

3.4 MATERIALS 

 

The questionnaire was developed using a laptop through Google Forms and deployed using 

an online link. Microsoft Excel was utilised to code the qualitative and quantitative data in 

order to make the information coherent and reader friendly. Microsoft Word was employed 

to create work logs, timeframes and a to-do list in order to follow a systematic approach. 

Apart from the above mentioned material,  no other specialised apparatus was used during 

this study. 

 

3.5 PROCEDURE  

 

The study took place through a digital platform which ensured no contact with the 

participants or their environment. However, the researcher incorporated numerous 

documents and facilitated several sections through the questionnaire to help respondents 

during their participation. The procedure started with an information sheet and consent form 

at the beginning of the questionnaire as showcased in Appendix A and B to indicate the 

purpose of the study, provide better comprehension of any aspects affecting the participants 

and acquiring their consent before beginning their participation. This was done with a view 
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to generate voluntary participation. After individuals consented to participating voluntarily, 

the questionnaire was divided into three sections which had to be completed in a 

chronological order. A brief overview of each section is highlighted below. 

• Section 1 – General Information: This sections covered general and demographic 

information to be completed by the participants. The questions included were regarding 

age, nationality, current employment status, working location, industry of employment 

and position level. However, the answer to the ‘current employment status’ question 

determined if participants could move forward and continue participating in the 

questionnaire. 

• Section 2 – Culture: This section began with a brief overview of culture to get the 

participants acquainted with the subject. This section then focused on organisational 

culture individually asking participants about their encounter with organisational culture 

and if they have ever associated culture with exiting an organisation or switching 

employment with three choices (yes/no/not sure). To get the respondents to think in line 

with Herman’s culture model, individual components were isolated and presented as 

options and participants were asked to select only one aspect that generated maximum 

impact on their decision to leave or continue working with an organisation. As the 

foundation of this cultural model has been criticised along with identifying certain 

limitations, the final question within this section offered participants the liberty to share 

their opinions which differed in any way from Herman’s model of culture. This was done 

to value any additional feedback from the candidates and generate any neglected 

concepts. 

• Section 3 – Culture V/S Other business offerings: To accurately analyse all business 

offerings that impact employee retention from an employee’s perspective, this section 

addressed three other business offerings besides culture. Recognised through the brand 

balance model, these offerings were Culture, Rewards & Recognition, Opportunities and 

Corporate Reputation & Brand. Participants were asked to rank these offerings in order 

of their importance when considering continuing, leaving or switching their employment. 

Similarly due to the limitations surrounding culture and this model, the final question of 

this section asked respondents to help identify any other business offerings  that might 

have not been considered through the Brand Balance model. 
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The questionnaire has been included in Appendix C to offer an accurate understanding of the 

procedure that participants had to follow whilst participating. 

 

3.6 ETHICS 

 

All ethical considerations were taken into account whilst pursuing the study. Below is a brief 

overview encompassing all ethical aspects associated with the study. 

• Voluntary and anonymous participation: The questionnaire was deployed online, which 

required limited or no physical intervention. Social media groups, discussion forums and 

relevant digital platforms were utilised which consisted of the population matching the 

inclusion criteria. The information sheet and consent form (as highlighted in Appendix A 

and B)  communicated the facilitation of voluntary participation coherently to prevent any 

ethical dilemma or issues. All questions within the questionnaire were to be completed 

on a voluntary basis which enabled participants to avoid answering specific questions or 

to decline participation entirely. In addition, the questionnaire link was accessible by 

every individual and the final participation decision belonged to the respondents. No 

rewards or monetary benefits were provided to participants in exchange for their 

participation which resulted in no ethical oversight. 

The research conducted required no personal information from the participants. 

Simultaneously, the data accumulated through the questionnaire was only accessed by 

the researcher. Only key information regarding the research topic was disclosed in the 

dissertation without releasing any personal data. In addition, the data collected through 

the study was presented through group responses and no individual response was 

showcased, making the entire process anonymous. Finally, Google Forms which is the 

online platform that was utilised for the questionnaires, ensured that no IP addresses 

were tracked and recorded during the process, further leading to anonymity. 

• Privacy and confidentiality: Access to the questionnaire data had been only extended to 

the researcher. In addition, all files were password protected and stored electronically to 

prevent access to any individual not allocated admission. The password created is in the 

knowledge of only the researcher. The data collected will be retained for 1 year after 

graduation for safety measures in case asked to be presented for validity of the research. 

All data was collected online through Google Forms, requiring limited physical safety to 
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be provided by the researcher at the data collection location. The respondents were 

participating from the comfort of their selected location. Additionally, participants were 

informed that leaving the questionnaire due to any reason will have no penalty enforced. 

The researcher had also included the helpline number for Aware, in case the participants 

wished to enquire about certain concerns and issues that emerged during the process of 

participation in the questionnaire. 

• Conflict of interest: The researcher is solely responsible for the project and there is no 

financial or non-financial stake invested in the research, ensuring no conflict of interest. 

The research is not associated with any specific organisation or entity. A general research 

is being conducted that does not require any non-disclosure agreements to be 

incorporated. 

 

3.7 VALIDITY OF DESIGN AND METHODOLOGY 

 

The variables, measurement tools, research techniques and questionnaire are all based on 

academic theory and frameworks. After conducting and analysing the concept and 

frameworks within organisational culture that impact employee retention, several limitations 

were identified. However, the most relevant frameworks have been operationalised and the 

limitations do not directly impact the overall outcome of the study. Simultaneously, to 

overcome these limitations, participants were offered with opportunities to help identify 

elements, knowledge gaps or aspects not addressed or introduced through these models in 

the qualitative questions. The researcher had no vested interest in the final outcome which 

ensured no manipulation or misinterpretation of data. This helped enhance the validity of the 

approach and identifed any knowledge gaps through the viewpoint of the population. 
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CHAPTER 4: RESULTS 

 

Section 1 

Section 1 of the questionnaire contained questions regarding general information of the 

respondents or any aspect that could be used as an independent variable. The inclusion and 

exclusion criteria was set out in this section as well, so as to prevent respondents who are not 

eligible from furnishing more details. 159 individuals participated in the questionnaire with 

113 respondents meeting the inclusion criteria which made them eligible to complete the 

entire questionnaire. The pie chart below in Figure 4 showcases a glimpse of the same where 

1 and 2 represent the included participants. On the other hand 3 and 4 were not eligible to 

participate in the study. 

 

Figure 4: Pie chart indicating the included and excluded respondents 

 

The results are analysed in two sections based on the data collected. The quantitative results 

are analysed first after which the qualitative results are discussed. 
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4.1 QUANTITATIVE RESULTS 

 

Section 2: Question 1. Have you experienced or been influenced by organisational culture 

whilst working with your current or past employer? 

 

The first question within section 2 of the questionnaire asked participants to deliberate if they 

have experienced or been influenced by workplace culture currently or in the past. This was 

done to understand and perceive the clarity within the respondents’ minds regarding the 

concept of organisational culture and connecting it with their own individual experiences. 

Having analysed the mode responses for this question as shown in Table 3, 90 participants 

out of 113 agreed to the statement with a minor 14 and 9 selecting ‘no’ and ‘not sure’ 

responses respectively. This showcased that most participants have some clarity or 

perception of organisational culture. Having measured the responses against the 

independent variables of the age groups and level of responsibility, a similar trend emerged 

with overwhelming ‘yes’ responses in all segments. 

 

TABLE 3: Results analysing number of participants who have experienced workplace culture 

Age group and level of 

responsibility: 

Mode Responses (Frequency) 

No Not sure Yes Grand Total 

19-25 2 2 16 20 

Associate / Mid 1 
 

3 4 

Entry 1 2 10 13 

Executive 
  

1 1 

Senior 
  

2 2 

26-31 7 3 38 48 

Associate / Mid 3 1 24 28 

Entry 
  

6 6 

Senior 4 2 8 14 

32-37 2 2 16 20 

Associate / Mid 
 

1 10 11 

Entry 
 

1 
 

1 

Executive 1 
 

1 2 

Senior 1 
 

5 6 
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Section 2: Question 2. Have you considered or will you in the future consider exiting or 

switching your place of employment due to weak and inconsistent work culture? 

 

The second question within section 2 was aimed at discovering if bad or inconsistent 

organisational culture was identified as a reason for current or future employees to consider 

exiting or switching their employment. This was done to establish if a relationship existed 

between culture and the decision of leaving an organisation from the participant’s point of 

view. Based on the frequency and consistency of responses in Table 4, it was indicated that 

81 participants believe that weak work culture is a reason to leave an organisation. 

Alternatively, 17 and 15 respondents selected ‘no’ and ‘not sure’ as their responses 

respectively. A similar trend was experienced through the results of this question where all 

age groups and responsibility levels selected ‘yes’ as the most frequent answer followed by 

minimal ‘no’ and ‘not sure’ responses (As showcased in Table 4). 

 

TABLE 4: Results analysing number of respondents that have considered exiting an 

organisation due to bad or inconsistent workplace culture 

Age group and level of 

responsibility: 

Mode Responses (Frequency) 

No Not sure Yes Grand Total 

19-25 1 4 15 20 

Associate / Mid 
 

1 3 4 

Entry 1 2 10 13 

Executive 
 

1 
 

1 

Senior 
  

2 2 

38-45 2 1 10 13 

Associate / Mid 1 
 

2 3 

Senior 1 1 8 10 

45 and above 1 1 10 12 

Associate / Mid 1 
 

2 3 

Executive 
  

7 7 

Senior 
 

1 1 2 

Grand Total 14 9 90 113 
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26-31 8 4 36 48 

Associate / Mid 2 3 23 28 

Entry 1 
 

5 6 

Senior 5 1 8 14 

32-37 2 2 16 20 

Associate / Mid 
 

2 9 11 

Entry 
  

1 1 

Executive 1 
 

1 2 

Senior 1 
 

5 6 

38-45 3 3 7 13 

Associate / Mid 1 2 
 

3 

Senior 2 1 7 10 

45 and above 3 2 7 12 

Associate / Mid 2 1 
 

3 

Executive 
 

1 6 7 

Senior 1 
 

1 2 

Grand Total 17 15 81 113 

 

Section 2: Question 3. Which aspect of culture would impact your decision the most to leave 

or continue working with an employer? Please select the most significant option out of the 

8 options provided. 

 

To further assess organisational culture from the standpoint of the participants, they were 

asked to select the most significant individual component of culture that influenced or might 

in the future impact their decision to leave or continue working with an organisation or 

employer in question 3 of section 2. A scale was built based on the Herman’s Iceberg model 

of culture and eight individual components were offered as options for the participants to 

select only one from. As depicted in Figure 5 below, 31% of the participants conclusively 

selected ‘the policies and procedures in place that support culture’ with 19% of the 

respondents selecting ‘cultural values that determine informal interactions and group norms’ 

as the second most picked option. All other options selected ranged between 4% and 12% as 

pointed out in Figure 5 below. 
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Figure 5: Frequency of respondents selecting different components of Culture 

 

 

 

E M O T I V E  F E E L I N G S  P R O M P T E D  W I T H I N  T H E  
W O R K I N G  C O M M U N I T Y  B Y  C O L L E A G U E S .  F O R  

E X A M P L E ,  B E I N G  H E L P F U L  T O  C O L L E A G U E S  W H E N  
T H E Y  A R E  F A C I N G  D I F F I C U L T Y  W I T H  A  T A S K  O R  

V I C E - A - V E R S A  R A T H E R  T H A N  F O C U S I N G  O N  Y O U R  …

G O A L S  U N D E R P I N N I N G  T H E  C O M P A N Y  A N D  
C U L T U R E .  F O R  E X A M P L E ,  G O A L S  F O C U S E D  O N  

C O M M U N I T Y  D E V E L O P M E N T  R A T H E R  T H A N  P R O F I T S  
A N D  S A L E S

P E O P L E ’ S  P E R C E P T I O N  A N D  B E L I E F S  A B O U T  T H E  
W O R K  I N  H A N D .  F O R  E X A M P L E ,  I F  I T  I S  

A C C E P T A B L E  T O  M I S S  A  W O R K  D E A D L I N E  R A T H E R  
T H A N  D E L I V E R I N G  W I T H I N  T H E  D E A D L I N E

T H E  A T T I T U D E  T O W A R D S  T H E  W O R K  I N  H A N D .  F O R  
E X A M P L E ,  A T T E M P T  T O  C O M P L E T E  T H E  W O R K  
W I T H I N  T H E  G I V E N  D E A D L I N E  R A T H E R  T H A N  

P O S T P O N I N G  T O  A V O I D  T A K I N G  O N  M O R E  T A S K S

T H E  C U L T U R A L  V A L U E S  T H A T  D E T E R M I N E  
I N F O R M A L  I N T E R A C T I O N S  A N D  G R O U P  N O R M S .  F O R  

E X A M P L E ,  B E I N G  O P E N  A N D  F R I E N D L Y  I N  
C O N V E R S A T I O N S  O V E R  B E I N G  H O S T I L E

T H E  F O R M A L  S T R U C T U R E  A N D  H I E R A R C H Y  W I T H I N  
T H E  F I R M .  F O R  E X A M P L E ,  H A V I N G  A  R I G I D  

R E P O R T I N G  S T R U C T U R E  O R  F L E X I B I L I T Y  O F  T A K I N G  
O W N  I N I T I A T I V E

T H E  P O L I C I E S  A N D  P R O C E D U R E S  I N  P L A C E  T H A T  
S U P P O R T  T H E  C U L T U R E .  F O R  E X A M P L E ,  H A V I N G  A  

R I G I D  P O L I C Y  F O R  W O R K  T I M I N G S  O V E R  
F L E X I B I L I T Y  O F  A D A P T I V E  W O R K  T I M I N G S

T H E  T E C H N O L O G Y  P O W E R I N G  T H E  S Y S T E M S ,  
C U L T U R E  A N D  B U S I N E S S  F U N C T I O N S .  F O R  
E X A M P L E ,  U S I N G  T H E  W I N D O W S  1 0  O V E R  

O U T D A T E D  O P E R A T I N G  S Y S T E M S
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On conducting further analysis of the age groups, it was identified that only the 26-31 age 

group followed a similar pattern of the cumulative responses as mentioned above while other 

age groups considered different aspects of culture to be more important. Table 5 showcases 

scattered responses for each age group explaining no specific trends that emerged through 

the change in age. 

 

TABLE 5: Responses of participants identifying the most significant individual aspect of culture 

Individual component of Culture 

Mode Responses (Frequency) 

19-25 26-31 32-37 38-45 45 and above 
Grand 

Total 

Emotive feelings prompted within 

the working community by 

colleagues 3 4 3 2 1 13 

Goals underpinning the company 

and culture 4 5 3 
 

2 14 

People’s perception and beliefs 

about the work in hand 
 

4 
   

4 

The attitude towards the work in 

hand 3 2 1 
  

6 

The cultural values that 

determine informal interactions 

and group norms 5 8 3 3 3 22 

The formal structure and 

hierarchy within the firm 2 5 
 

4 2 13 

The policies and procedures in 

place that support the culture 2 17 9 4 3 35 

The technology powering the 

systems, culture and business 

functions 1 3 1 
 

1 6 

Grand Total 20 48 20 13 12 113 
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Section 3: Question 1. Employers offer a range of benefactions or business offerings to 

employees during their working life-cycle. Do you think culture is the most significant aspect 

out of all business offerings that will impact your decision to leave or stay with an 

organisation? 

 

Section 3 asked participants to dive deeper into their experience and determine if according 

to their individual experiences, workplace culture was the most significant element impacting 

their decision to consider leaving or exiting an employer or organisation. Question 1 within 

this section provided the researcher with understanding the participants’ outlook without 

offering any external information guiding their answer. 76 out of 113 participants considered 

organisational culture to be the most significant element impacting their decision followed by 

20 ‘no’ and 17 ‘not sure’ responses. Parallel patterns developed through all age groups and 

job responsibility levels as highlighted in Table 6. 

 

TABLE 6: Response results of participants when asked to deliberate if culture is the most 

significant business offering impacting their exiting decision 

Age and Level of Responsibility 

within 

Mode Responses (Frequency) 

No Not sure Yes Grand Total 

19-25 4 3 13 20 

Associate / Mid 1 1 2 4 

Entry 2 2 9 13 

Executive 
  

1 1 

Senior 1 
 

1 2 

26-31 10 10 28 48 

Associate / Mid 4 7 17 28 

Entry 2 1 3 6 

Senior 4 2 8 14 

32-37 2 1 17 20 

Associate / Mid 1 1 9 11 

Entry 
  

1 1 

Executive 
  

2 2 

Senior 1 
 

5 6 

38-45 2 2 9 13 
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Associate / Mid 
  

3 3 

Senior 2 2 6 10 

45 and above 2 1 9 12 

Associate / Mid 1 
 

2 3 

Executive 1 
 

6 7 

Senior 
 

1 1 2 

Grand Total 20 17 76 113 

 

Section 3: Question 2. There are four business offerings from employers that impact the 

decision of employees exiting or continuing to associate with an organisation as highlighted 

in the options below. Please rank them in order of importance from 1 to 4. 

 

Question 2 of section 3 aimed at assessing the importance of culture in the respondents’ view 

by introducing 3 other business offerings that could possibly impact an individual’s decision 

to exit or continue working with an organisation. These three business offerings were 

‘rewards and recognition’, ‘opportunities’ and ‘corporate reputation and brand’. The 

participants were asked to rank all the four business offerings (including culture) in the order 

of impact where Rank 1 indicated most impactful and Rank 4 was considered least impactful. 

Based on the responses in the previous question, the researcher believed that culture would 

gather close to 76 Rank 1 spots. However, the results did not showcase the analysed 

trajectory. As outlined in Table 7, Culture received 50 Rank 1 selections following 

opportunities receiving 28 Rank 1 selections and rewards and recognitions not far away with 

27 Rank 1 selections. Rewards and recognitions was selected 47 times for rank 2 with 

opportunities and culture being selected 33 and 27 times. 
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TABLE 7: Response results of participants when asked to rank the 4 business offerings in order 

of significance on their exiting decision 

Rank 

Mode Responses (Frequency) 

Culture 
Rewards and 

Recognition 
Opportunities 

Corporate Reputation 

and Brand 

1 50 27 28 8 

2 27 47 33 6 

3 27 30 44 12 

4 9 9 8 87 

Grand Total 113 113 113 113 

 

Corporate brand and reputation was considered the least important aspect with it being 

selected only 8 times for Rank 1 and 87 times at Rank 4. It is difficult to determine a clear Rank 

2 or 3 based on the information in Table 7. However, culture can be considered the most 

important aspect whilst corporate reputation and brand is the least important aspect that 

would impact a current or future employee’s exiting or staying decision (as shown in Figure 

6). On analysing the data provided in Table 7 through the independent variables of age group 

and level of responsibility, no clear patterns or behavioural differences emerged. This also 

denotes that the ranking of business offerings by participants was in accordance to the 

preference of each individual making it difficult to conclusively ascertain trends. 

 

 

Figure 6: Ranking of all business offerings in order of impact on exiting decision 

Culture Rewards and
Recognition

Opportunities Corporate Reputation
and Brand

44%

24% 25%

7%

24%

42%

29%

5%
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77%
RANK 1 RANK 2 RANK 3 RANK 4



Page 47 of 73 
 

4.2 QUALITATIVE RESULTS 

 

Out of 113 respondents, only 58 answered the qualitative questions. The researcher followed 

Braun and Clarke’s (2006) six phases of thematic analysis to analyse the qualitative data. The 

first phase required the researcher to familiarise himself with the data. The researcher  

examined the qualitative responses of the participants to be well versed and develop an 

understanding of the information. The next step was to develop initial coding. The researcher 

achieved this through reducing large amount of complex data to manageable and meaningful 

chunks with an aim to summarise data. Initial label or codes were assigned to the same, as 

highlighted in the qualitative spreadsheets. The next three steps were incorporated parallelly 

which required the researcher to search, review and define themes. The researcher studied 

the initially coded data to identify the overarching themes that were already enclosed in the 

analysis of the quantitative data. Though these initial codes were not considered as new 

themes, the researcher has acknowledged the presence of the same. After identifying the 

overlapping codes, the researcher moved on to identifying the new themes ascertained 

through qualitative data collection. Within the new themes, themes were either considered 

within the scope of the research or out of scope. Due to the vastness and interdependency of 

culture with several other concepts, it was essential to outline the same. Nonetheless, all new 

themes have been identified through the dataset. The final stage is the write-up of the 

qualitative data. The researcher identified and categorised similar themes cumulatively to 

avoid any repetition. The same has been depicted below based on the first five steps of 

conducting thematic analysis: 

 

Section 2: Question 4. Apart from the cultural aspects addressed in the question above, can 

you think of any other element of culture that might generate a greater impact on your 

decision to continue working or leaving an organisation? 

 

After answering the question addressing how individual elements of culture impact an 

individual’s exiting decision, the researcher wanted to provide an opportunity to the 

participants to share their opinions. The opportunity was offered to identify any other aspect 

of organisational culture that they believe to be more important than the earlier addressed 
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individual components. These responses were coded which in turn formulated the themes 

for this question as identified below. 

 

OVERARCHING THEMES 

Theme Summary Respondent Numbers Justification / Comments 

Work-life balance 3, 10, 23, 43 and 51 Work-life balance is a concept that can be 

achieved through individual aspects of 

workplace culture. Therefore, it is identified 

as an overlapping theme due to it already 

being covered through the results of the 

quantitative questions. 

Training and 

development 

1, 10, 4, 28, 38, 40, 44, 

45, 47 and 49 

This theme was identified in response to any 

other element within culture impacting his / 

her decision to leave an organisation. This 

theme is not a component or part of culture. 

It is entirely a different business offering that 

has been assessed in question 2 of section 3 

within the opportunities variable. 

Respondent number 5 also talks about the 

quality of employees which can be improved 

through training and development leading to 

it being considered as a part of this theme. 

Inclusive and 

diverse culture 

5 Respondent number 5 identifies this as a key 

element of culture impacting his or her 

decision to leave an organisation. This refers 

predominantly to an attribute of the 

composition of the workforce. 

Simultaneously, it can also be associated with 

the values that support work culture. 

Consequently, this theme is analysed in 

section 2 of the questionnaire. 
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Values depicted 

through policies 

6, 25 and 26 As mentioned above, values supporting and 

depicted through policies was an option 

provided in section 2 of the questionnaire. 

However, 3  respondents identified it again 

through this open ended question making the 

theme overarching. 

Flexibility, 

empowerment 

and ownership 

7, 22, 24, 36, 46, 53, 54 

and 58 

8 respondents mentioned the need for 

flexibility, empowerment and ownership as a 

critical reason to continue working with an 

organisation. Similarly, this was option 3 that 

was provided in assessing the individual 

element of culture which makes this theme 

overlapping as well. 

Pay motivators 

and recognition 

8, 23, 12, 15, 37, 48, 

49, 55 and 56 

9 respondents talk about deserving pay, 

reward and recognitions as an element of 

culture that can influence their exiting 

decision with an employer. Rewards and 

recognitions is a separate business offering 

from culture that participants are asked to 

consider in section 3 of the questionnaire. 

Therefore, this can be considered as a theme 

already addressed through the quantitative 

results. 

Favouritism and 

workplace politics 

9 and 16 2 respondents recognised these themes as 

elements of culture that impacted their 

leaving decision. However, these are 

attributes and concepts of culture that can be 

facilitated through informal interaction, 

group norms, people’s perceptions and 

attitude towards work. These elements have 

already been identified through the 
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quantitative results making this theme 

redundant. 

Transparency, 

sustainable 

growth, ethical 

practice, clear 

goals and 

objectives 

13, 29, 31 32, 33, 41 

and 57 

Similar to the point above, these codes or 

labels can be facilitated through most of the 

previously operationalised individual 

elements of culture making these themes 

acknowledged  by 7 respondents overlapping 

as well. 

Attitude towards 

team work, 

attitude toward 

employees 

3, 17, 19, 27, 30, 36, 46 

and 52 

8 respondents have written about this theme 

which is repetitive to the themes previously 

mentioned and  recognised through the 

quantitative results. 

Outdated 

technology and 

low productivity 

18 Respondent number 18 mentions this theme 

in his answer which is one of the options 

covered in the components of culture 

rendering this theme redundant. 

Employee 

engagement 

50 Employee engagement is an element that can 

be facilitated through elements of workplace 

culture and other business offerings. The four 

business offerings identified by the study 

have a direct impact on employee attraction, 

engagement and retention. Respondent 

number 50 identified this theme which is an 

overarching theme analysed through the 

operationalised data from the quantitative 

results. 
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NEW THEMES 

Theme Summary Respondent Numbers Justification / Comments 

Job security and 

longevity 

11 Job security and longevity is identified by  

respondent number 11 as a reason for leaving 

or continuing to work with an organisation. 

As outlined in the literature review, the 

retention rates in each organisation 

occasionally depend on the performance of 

employees. High performing individuals are 

offered security whilst low performing 

individuals could be asked to exit impacting 

job security and longevity. It entirely depends 

on the requirement of the organisation and 

the culture it facilitates. The study focuses on 

the employee’s viewpoint. Since this theme 

forms a part of the employer’s expectations 

based on performance and skill, this theme 

discovered has been considered out of scope 

for the study. 

Leadership style 

and behaviour 

14, 20, 21 and 35 4 respondents point out leadership style and 

behaviour as a critical reason impacting their 

decision to leave or continue working with an 

employer. This is a new theme that has not 

been covered through the previous 

quantitative results or literature review. 

Though not entirely a part of culture, 

Groysberg et. al. (2018) explain that culture 

and leadership are inextricably linked which 

makes it a theme that should not be avoided 

or not to be considered out of the scope of 

this study. However, leaders facilitate and 



Page 52 of 73 
 

change culture which make them an external 

stimulus and not a part of organisational 

culture. Therefore, the study considered this 

as a theme that is out of scope as well. 

 

Section 3: Question 3. Other than the aspects addressed in question 2, can you think of any 

other business offerings provided by employers that might generate a greater impact on 

your decision to continue working or leave an organisation in search for better 

employment? 

 

The respondents were further asked to deliberate if in their opinion, any other business 

offerings existed that took precedence over the ones showcased as options in the 

quantitative results when considering the exiting decision. Similar to the previous qualitative 

question, the themes were categorised and summarised to avoid duplication. The same has 

been outlined below. 

OVERARCHING THEMES 

Theme Summary Respondent Numbers Justification / Comments 

Personal value 

added benefits 

2 and 14 2 respondents identified this theme for the 

question which is a part or extension of the 

rewards and recognition option within 

section 3. Rewards and recognition cover any 

added benefits and associated pay 

motivators making this theme redundant. 

Work life balance  

 

6 and 10 Respondent number 6 and 10 pointed out 

this theme. Work-life balance is a major part 

of organisational culture which can be 

facilitated through diverse individual 

elements of culture. Therefore, this theme is 

overarching. 

Flexible working 12, 35 and 51 Similarly, this theme outlined by respondent 

number 12, 35 and 51 is an integral part of 
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culture and not a separate business offering 

making this theme redundant as well. 

Balancing 

corporate greed 

and employee 

satisfaction 

26 Respondent number 26 talks about 

maintaining a balance of community 

development and an organisation’s entire 

focus on profit which is an element of culture 

operationalised through section 2 of the 

questionnaire making this an overlapping 

theme. 

Empowerment 

and positivity, 

support, team 

synergy, 

hierarchy, team 

composition, 

ethical practice, 

equal 

opportunities, 

training and 

development, pay 

motivators 

34, 36, 39, 40, 42, 46, 

53, 54 and 58 

9 respondents identified these themes. The 

researcher has categorised all these themes 

together as they have either already been 

acknowledged through the qualitative data of 

the previous question or are overarching 

themes existing within the results of this 

question. 

 

NEW THEMES 

Theme Summary Respondent Numbers Justification / Comments 

Social Security 57 Respondent 57 identified this theme which 

refers to monetary assistance offered by the 

government or other government aid offered 

to the unemployed. Since this theme has no 

particular correlation with the offerings of an 

organisation or workplace culture, this theme 

is considered out of scope for this study. 
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Job security 

 

27 As explained in the qualitative results of the 

previous question, job security and longevity 

is associated with the performance of 

employees and expectations that employers 

might have. Therefore, this theme identified 

by respondent number 27 is considered to be 

out of scope of this study. 

Company 

performance 

 

28 Respondent 28 talks about company 

performance being a reason to exit or 

continue working with an organisation. 

Though it impacts the respondent’s decision 

and might be directly associated with 

employee retention, company performance 

can be enhanced by external or internal 

factors. The concept of performance is 

immensely vast and can be connected to any 

aspect of business. Therefore, this theme 

though new, can be measured as out of scope 

for this study. 

 

Respondents after answering all qualitative questions were asked if their input was of greater 

importance than all other dependent variables identified through the quantitative results 

when considering the exiting decision. 18 respondents agreed that their theme identified 

was of greater significance. Nonetheless, since all the coded and discovered themes through 

the qualitative results were either overlapping or out of the scope of this study, the input 

generated through these questions did not generate any value to the final outcome of the 

study. 
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CHAPTER 5: DISCUSSION 

 

The researcher set three aims at the beginning of this study which he proposed to address 

and resolve through the data collected. The first aim was to understand and identify the 

individual element of culture (visible and observable or invisible and unobservable) 

operationalised through Herman’s Iceberg Model that created the most impact on a current 

or future employee’s decision to exit, switch jobs or continue working with an employer. The 

second aim was to ascertain if culture is the most significant aspect influencing an individual’s 

exiting decision or whether any other business offering identified through Rosethorn’s Brand 

Balance model would be of greater significance. On assimilating and analysing the data 

collected through the medium of the first two aims, the third and final aim of this study was 

to offer organisations that are challenged with low employee retention rates or high staff 

turnover effective and achievable solutions to counter the said problem. This combined 

research results can not only help retain talent, but also attract and engage the right 

workforce. 

On collecting and analysing the results, this study identified that current and future 

employees selected ‘the policies and procedures in place that support the culture’ as the most 

significant option when considering exiting or continuing to work with an organisation. This 

formulates the visible or observable aspect of workplace culture. The second most significant 

impact on an employee or individual’s decision was the cultural values that determine 

informal interactions and group norms. This option was operationalised through the invisible 

or unobservable side of organisational culture. On investigating further, the researcher 

discovered that culture is not the only business offering that influences an employee’s exiting 

decision which thereby impacts the employee retention rates of an organisation. The four 

business offerings that the literature review revealed were culture (visible and invisible 

elements), rewards and recognition (associated with pay motivators, additional monetary 

benefits and valued work acknowledgement), opportunities (includes personal and 

professional development opportunities) and finally corporate reputation and brand 

(associated with the satisfaction of working in a well-recognised organisation). To understand 

the extent of the impact of workplace culture, the participants were asked to rank all these 

four business offerings in the order of importance when considering the leaving or staying 

decision. On analysing the results, 44% of the respondents identified culture as the most 
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significant business offering. 25% of the participants selected opportunities as the most 

important business offering followed by 24% nominating rewards and recognition as the most 

influential offering in their decision. Corporate reputation and brand was picked least number 

of times as the most important business offering with a mere 7% representing this selection. 

Based on the research conducted and formulation of the first question, it can be summarised 

that the participants found a visible or observable element of culture to be the most 

important aspect affecting their exiting decision. It was expressed through the study that 

organisational culture is a difficult aspect to improve, alter or replicate. Having said that, the 

literature review pointed out the arguments made by academia stating that organisational 

culture can be changed by focusing more on the visible aspects, while others in the 

community believe that the ‘deeper’ or invisible aspects are more effective (O’Donnell and 

Boyle, 2008). Simultaneously, in order to incorporate cultural change in the workplace, 

O’Donnell and Boyle (2008) further added that most organisations’ strategies usually focused 

more on the visible aspects. The results of this study supports the approach of placing more 

importance on visible over invisible aspects from the viewpoint of the participants considering 

their exiting decision. All visible aspects of culture within the questionnaire received a 

cumulative response of 68 against the cumulative response of the invisible aspects which was 

45. No trends or behavioural differences were identified through different age groups and 

employees with jobs at different level of responsibilities. This has resulted in the researcher 

developing a thought process that every individual thinks differently and has certain 

preferences regarding the culture they wish to be a part of. It might be difficult to cater to all 

individuals alike, but it could mean that organisations need to take into consideration the 

preferences of their current and future employees when shaping organisational culture. 

Alternatively, if the organisations are less inclined to alter and improve their culture, 

expectations should be clarified at the hiring process itself. This could ensure attracting the 

right match and talent from the start of the hiring process, thereby reducing the possibility of 

staff turnover. This will further lead to minimal wastage of resources and training for an 

individual that might not be suited for the company culture. 

On investigating if workplace culture was the most significant element when retaining 

employees through the second research question, the results of the study confirmed the 

same through a major portion of the participants’ selections. The research showcased that 

more number of participants would continue working with a company if they facilitated a 
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good, balanced and consistent culture. These results have been consistent with the literature 

review and input from diverse academic sources indicating that workplace culture is 

considered the most imperative factor when attracting and retaining an organisation’s talent 

(Shah and Sarkar, 2017). Nonetheless, opportunities along with rewards and recognition 

garnered selections from participants as well. Culture is a vast and complex concept making 

it quite difficult to find the right mix and balance. However, if such a balance or mix is 

achieved, the retention rates would experience a significant increase based on the results of 

this study. If an organisation believes that culture is a concept they do not aim to change or 

do not identify as a problem area, then the firms should be leveraging other business offerings 

from the study that created significant impact on an employee’s exiting decision. According 

to the results, opportunities along with rewards and recognition are the other two offerings 

that should be considered if workplace culture is not an option. Opportunities relate to the 

personal and professional development opportunities offered to employees during their 

tenure at an organisation. A few example of such opportunities are pursuit of work related 

education credentials, development of personal skillset through learning of a new language 

or even a promotion providing an employee the chance to professionally grow within the 

organisation with additional responsibility. On the other hand, rewards and recognition has 

been categorised as a business offering that is associated with pay motivators impacting an 

employee’s exiting decision. A few examples of this business offering would be salaries, 

bonuses, incentive, health care benefits and other personal value schemes. 

 

5.1 STRENGTHS OF THE STUDY 

 

• The study focused on solving a current problem that corporate leaders were facing in the 

everchanging and competitive business environment. Employee retention was identified 

as a critical challenge and since competent talent generates a competitive advantage, the 

study aimed to solve this through understanding the behavioural changes behind an 

individual’s leaving or staying decision. 

• In addition, since culture is vast, complex and difficult to change, the study individually 

isolated elements of workplace culture which helped determine each element’s impact 

on the current and future employee’s. The preferences outlined through the study can 

be used by an organisation to reshape and improve workplace culture which in turn 
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would positively influence employee retention rates. This will consequently help them 

sustain a competitive advantage. As the composition and characteristics of the workforce 

change constantly, the data collected is relevant with the current times and business 

environment, leading to solutions that are viable in today’s corporate world.  

• The study not only looks at culture, but also into different business offerings that might 

influence an employee’s exiting decision thereby providing organisations with possible 

solutions to reduce staff turnover and increase employee retention. The study is not 

superficial and in fact dives deep into assessing the significance of organisational culture, 

by not only breaking down culture into its individual components, but also comparing it 

as a whole concept against other factors impacting an employee’s exiting decision. 

• The practical implications for this study though restricted to employee retention, are 

immense. Newly formed organisations can use this study as a guideline to build culture 

from scratch or currently operational organisations can use the study to reshape their 

cultural aspects to meet the expectations of today’s workforce. 

 

5.2 WEAKNESSES AND LIMITATIONS OF THE STUDY 

 

• As stated consistently through the literature review, although organisational culture is an 

area of immense interest and research, academia have not been able to reach a 

consensus regarding the definition and extent of the concept. The study is based on 

analysing the significance of organisational culture on employee retention and the 

complexities associated with culture may have generated results that are not an entirely 

accurate outcome. 

• The study does not fill any knowledge gap within the concept of organisational culture or 

within its academic frameworks. It utilises previously inconclusive theoretical 

frameworks to answer a practical problem for corporate leaders and organisations. 

Though the researcher believes that this has not caused any inconsistency in the result, 

he would like to highlight the same. 

• The study was initially aimed at collecting data from over 200 participants of diverse 

nationalities, industries and age groups which was not accomplished to the set standards. 

The participants of the study did not generate enough representation across nationalities 
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and industries. Simultaneously, the researcher also encountered that making all 

questions voluntary restricted the number of participants and due to lack of physical 

interaction with relevant students and individuals in the current COVID-19 scenario, the 

vast participation aim set was not reached. Nonetheless, limited participation did not 

significantly impact the insights and learnings of the study. 

• The study predominantly focused on data collection through quantitative methods with 

very limited qualitative analysis. Qualitative analysis is associated with a very in-depth 

approach of collecting data. However, due to the limitation of time and resources, the 

research focussed more on the quantitative side of the research. 

• The final weakness of the study is that it provides only the viewpoint of employees and 

their expectation from employers. As depicted through theory and academic research, 

achieving an equal balance is a two way deal. This means that employers should also 

express their preference and offer inputs. Due to limitation of time and network reach, 

the perspective of employees was only considered for this study neglecting the 

expectations employers have from employees. 

 

5.3 FUTURE RESEARCH 

 

Organisational culture is overly researched with diverse definitions and academic 

frameworks. There is ample scope to conduct future research, fill the knowledge gaps and 

streamline theories surrounding the concept. However from this study and the researcher’s 

point of view, he would like to holistically discover the relationship between organisational 

culture and employee retention. As highlighted through the limitations, the study focuses on 

the viewpoint of the employee and elements that impact their exiting decision. However, the 

researcher believes in understanding the viewpoint of the employers and their expectations 

from employees when considering the employee retention process. By using Rosethorn’s 

Brand Balance model to understand the employer’s expectation through future research, it is 

believed that a balance can be achieved that will be equally beneficial for employers and 

employees alike. 

Another direction on which the researcher would like to conduct future research is the impact 

of leadership styles and behaviour on workplace culture and employee retention. This new 

theme was developed through analysing the qualitative results from respondents in this study 
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which resulted in the researcher investigating further. On studying more in relation to this 

subject, he discovered that Groysberg et. al. (2018) outlined an inextricable connection 

between organisational culture and leadership. They further added that competent leaders 

are entirely aware of multiple cultural attributes within which the leaders are embedded and 

can sense when a change is required with a purpose of deftly influencing the process. This 

thought process has led the researcher to believe that a direct or indirect connection exists 

between leadership and employee retention through organisational culture which can be 

coherently discovered by further research. 

 

5.4 CONCLUSION 

 

Through the research conducted, it is clearly identified that organisational culture plays an 

important role in the employee retention rate for an organisation. Either considering its 

influence through the individual components or through the concept as a whole, culture is 

the predominant aspect that impacts a current or future employee’s exiting decision. The 

study indicates that workplace culture though complex and vast is recognised and 

experienced by all participants throughout their professional life. Academic sources showcase 

that it is a concept that influences management practices along with the behaviour of 

employees within an organisation which is evident through this study as well. Any 

organisation aiming to succeed and survive in these tough economic times needs to facilitate 

a ‘right and balanced’ working culture. This process can further attract and retain valuable 

talent leading to a sustainable competitive advantage for organisations. 
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APPENDICIES LIST 

 

APPENDIX A - INFORMATION SHEET 

 

Research Title: Significance of culture and the impact of its elements on employee retention 

today 

 

I would like to invite you to participate in this research study. However, before you decide to 

participate, you would need to understand the purpose of conducting the research and the 

impact you can help create. Please take time to read the following information carefully and 

deliberate if you would like to take part in the study or not. Please feel free to reach out to 

me if any information provided is not clear. 

 

About the researcher and research topic: My name is Lavin Chawla and as a part of my 

postgraduate MBA programme at Dublin Business School, I am currently pursuing my 

dissertation. My dissertation supervisor is Dr. Barbara Caska. My focus for the dissertation is 

understanding the importance of culture in employee retention. Culture and retaining 

employees through culture has been a concept debated about frequently in the last decade. 

Shortage of skilled labour has added to this challenge. Organisations can identify culture to 

be a critical aspect that helps retain employees. However, most leaders find it difficult to 

facilitate the right culture or change the pre-existing culture to generate positive effects. As 

participants, you can help me ascertain and pinpoint elements of culture or other business 

offerings that might generate an impact on your decision to exit, switch or continue working 

with an organisation. 

 

Participation: The participation is completely voluntary and you have the right to refuse 

participation entirely by not clicking the ‘Submit’ button at the end of the questionnaire or 

refuse to answer a specific question by skipping the same without any consequence 

whatsoever. 

  

Risks and Benefits: Since the study requires you to self-reflect on your current work culture 

and environment, there might be revelations leading to decisions warranting an element of 
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risk. Although the risks identified are minimal, please feel free to contact Aware on 01 524 

0361 for any concerns. The survey will take approximately 10-15 minutes to complete. The 

benefits are two-fold. For participants such as yourself, you get a chance to voice your opinion 

regarding the impact of culture or any other business offering from employers on employee 

retention. This can offer insights to the organisations to make necessary changes within the 

work culture or focus on the business offering that will help them attract and retain 

competent employees such as yourself. 

 

Privacy and confidentiality: All steps are taken to ensure and maintain confidentiality. No 

information will be collected that can identify participants and by using software that 

prevents the tracking of IP addresses, anonymity has been facilitated. The data generated 

through the results will be accessed only by me and all files will be password protected and 

stored electronically to prevent access to any individual not allocated admission. The data 

collected will be retained for 1 year after graduation for safety measures in case asked to be 

presented for validity of the research at any time. 

 

Contact details: In case of any queries or concerns, please reach out to me on 

10526407@mydbs.ie and I will respond within 24 hours of receipt. 

 

Results of the Study: The results will be utilised to validate and build credibility for my 

dissertation topic. Access to the results can be extended to organisations, conferences, 

publications and for teaching purposes if deemed necessary for knowledge sharing. In 

addition, the data collected from the entire research group will be presented to ascertain 

patterns and no individual responses will be presented. 
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APPENDIX B - CONSENT FORM 

 

I voluntarily agree to participate in this research study. 

 

• I understand that if I agree to participate now, I will not be able to withdraw my participation 

in the future due to the anonymity of the participants. 

• I have understood the purpose along with the nature of the study explained to me in writing 

and I have had the opportunity to ask questions about the study. 

• I understand that I will not benefit directly from participating in this research.  However, if 

the inputs from this study are considered by employers and organisations, it can help develop 

a better working environment for me in the future. 

• I understand that all information I provide for this study will be treated confidentially. 

• I understand that in any report on the results of this research my identity will remain 

anonymous. 

• I understand that the signed consent forms along with the questionnaire will be retained 

for 1 year post the graduation of the researcher as highlighted in the information sheet. 

• I understand that I am free to contact Lavin Chawla to seek further clarification and 

information if required. 

 

 

By selecting yes below, I agree to the above points and to participate in the questionnaire 

voluntarily 

 

Yes [  ] 

No [  ] 
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APPENDIX C - QUESTIONNAIRE: IMPACT OF CULTURE ON EMPLOYEE RETENTION 

 

Section 1: General Questions 

 

Age • 19 – 25 [  ] 

• 26 – 31 [  ] 

• 32 – 37 [  ] 

• 38 – 45 [  ] 

• 45 and above [  } 

Country of Residence / Nationality  

Location of employment (Current 

or most recent) 

 

Current Employment Status 1. Worked previously, currently employed, is 

considering exiting or have switched jobs in past [  ] 

2. Worked previously, currently unemployed and now 

actively looking for employment opportunities [  ] 

3. First employment and never considered exiting [  ] 

4. Never been employed previously [  ] 

Industry of employment (Please 

select an option from the drop 

down) 

• Finance 

• Retail 

• Real Estate and Construction  

• Information Technology 

• Health Care 

• Retail 

• Manufacturing 

• Media 

• Hospitality and Food Service 

• Accounting and Legal 

• Business Services and Consulting 

• Others 
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Responsibility of Position • Entry [  ] 

• Associate/Mid  [  ] 

• Senior [  ] 

• Executive [  ] 

 

 

Section 2:  Elements of culture impacting employee retention 

 

Before proceeding to the questions and responding to the same, a brief overview of 

organisational culture is highlighted below. This can help develop a better understanding of 

the concept and provide clarity when participating in the questionnaire. 

Culture, in general, is a shared phenomenon, which in the case of organisations takes place 

at the organisational level. New hires or employees learn the culture through processes such 

as socialising, training and managerial intervention. Considering the impact on global 

management practices, culture can be defined as ‘a set of knowledge structures consisting of 

systems of values, norms, attitudes, beliefs and behavioural meanings that are shared by 

members of a social group (society) and embedded in its institutions and that are learned 

from previous generations.’ 

 

1. Have you experienced or been influenced by organisational culture whilst working with 

your current or past employer? 

Yes [  ] 

No [  ] 

Not sure [  ] 

 

2. Have you considered or will you in the future consider exiting or switching your place of 

employment due to weak and inconsistent work culture? 

Yes [  ] 

No [  ] 

Not sure [  ] 
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3. Which aspect of culture would impact your decision the most to leave or continue working 

with an employer? Please select the most significant option out of the 8 options provided 

below. 

Goals underpinning the company and culture. For example, goals focused on community 

development rather than profits and sales [  ] 

The technology powering the systems, culture and business functions. For example, using the 

Windows 10 over outdated operating systems [  ] 

The formal structure and hierarchy within the firm. For example, having a rigid reporting 

structure or flexibility of taking own initiative [  ] 

The policies and procedures in place that support the culture. For example, having a rigid policy 

for work timings over flexibility of adaptive work timings [  ] 

The cultural values that determine informal interactions and group norms. For example, being 

open and friendly in conversations over being hostile [  ] 

People’s perception and beliefs about the work in hand. For example, if it is acceptable to miss 

a work deadline rather than delivering within the deadline [  ] 

The attitude towards the work in hand. For example, attempt to complete the work within the 

given deadline rather than postponing to avoid taking on more tasks [  ] 

Emotive feelings prompted within the working community by colleagues. For example, being 

helpful to colleagues when they are facing difficulty with a task or vice-a-versa rather than 

focusing on your individual performance [  ] 

 

4. Apart from the cultural aspects addressed in the question above, can you think of any other 

element of culture that might generate a greater impact on your decision to continue working 

or leave an organisation? 

Please identify the same below. If the question is not applicable, please complete this question with ‘N/A’ 
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5. Please select the effect of the aspect identified by you in question 4 of this section? 

Positive [  ] 

Negative [  ] 

Neutral [  ] 

N/A [  ] 

 

6. Would you consider the aspect of culture identified by you in question 4 to create the 

highest impact on your decision to exit or continue working in an organisation? 

Yes [  ] 

No [  ] 

Maybe [  ] 

N/A [  ] 

 

Section 3 – Culture V/S other business offering 

 

1. Employers offer a range of benefactions or business offerings to employees during their 

working life-cycle. Do you think culture is the most significant aspect out of all business 

offerings that will impact your decision to leave or stay with an organisation? 

Yes [  ] 

No [  ] 

Not sure [  ] 

 

2. There are four business offerings from employers that impact the decision of employees 

exiting or continuing to associate with an organisation as highlighted in the options below. 

Please rank them in order of importance from 1 to 4. 

1 = aspect with the most impact on leaving or staying decision 

4 = aspect with the least impact on leaving or stating decision 

Please note: The term, business offerings relate to elements or aspects that an employer provides to employees 

for the duration of their employment. 

• Culture (visible and invisible elements) [   ] 

• Reward and Recognition (associated with pay motivators) [   ] 

• Opportunities (offered for personal and professional development) [   ] 
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• Corporate Reputation and Brand (associated with the satisfaction of working in well 

recognised organisation) [   ] 

 

3. Other than the aspects addressed in question 2, can you think of any other business 

offerings provided by employers that might generate a greater impact on your decision to 

continue working or leave an organisation in search for better employment? 

Please identify the same below. If the question is not applicable, please complete this question with ‘N/A’ 

 

4. Please select the effect of the aspect identified by you in question 3 of this section? 

Positive [  ] 

Negative [  ] 

Neutral [  ] 

N/A [  ] 

 

5. Would you consider the business offering identified by you in question 3 to create the most 

impact on your decision to exit, switch or continue working with an organisation? 

Yes [  ] 

No [  ] 

Maybe [  ] 

N/A [  ] 

 

 

 

 


