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Job search typically has been thought of as an antecedent to volun-
tary turnover or job choice. This study extends existing literature by
proposing a model of the job search process and examining the search
behavior of 1,388 employed managers. Managers were surveyed about
their job search and voluntary turnover activities. Survey data were
matched with job, organizational, and personal information contained
in the data base of a large executive search firm. Results suggest that
job satisfaction, compensation, and perceptions of organizational suc-
cess were negatively related to job search, while desire for more work—
family balance and ambition exhibited positive relations with search.
Perceptions of greener pastures did not have much effect on job search
among this group. Results also indicated that although some job search
activity does facilitate turnover, a considerable amount of search does
not lead to turnover. Thus, it appears that search serves many pur-

poses.

Job search has played an important role in the theoretical develop-
ment and empirical examination of job choice and voluntary turnover.
Considerable research attention has been dedicated to developing the-
oretical models of the job choice process and to accumulating empiri-
cal data about how people generate alternatives and make job choices
(Schwab, Rynes, & Aldag, 1987; Soelberg, 1967; Vroom, 1964). Job
choice models, however, typically presume that the decision to search
already has been made and attempt to delineate an “optimal stopping
point,” or the point at which search is discontinued and a job choice
made (Lee & Mitchell, 1994; Schwab et al., 1987). This focus has pro-
duced valuable insights regarding the determinants of job choices but
has not directly contributed to our understanding of the search behav-
iors that precede the choices.
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Likewise, research on voluntary turnover traditionally has embedded
job search intentions within the construct of withdrawal cognitions, sug-
gesting that job search behavior results from the same factors that lead
to turnover (Hom, Caranikas-Walker, Prussia, & Griffeth, 1992). How-
ever, some research reveals that job search is not simply a precursor to
turnover and that at times the two processes may be inversely related
(Hom & Griffith, 1991). Hom et al. (1992) demonstrated that the tem-
poral relation between intention to search and intention to quit was am-
biguous and that turnover intentions explained only about half the vari-
ance in search intentions. Moreover, the best-fitting structural equation
model they examined contained a nonsignificant link between search in-
tention and actual turnover (Hom et al., 1992; Hom, Griffeth, & Sellaro,
1984).

Thus, job search, job choice, and voluntary turnover appear to be
related but distinct concepts, and although choice and turnover have
received considerable research attention, job search has not been as
thoroughly studied. The current study extends the existing literature by
proposing a model of the job search process and examining job search
behavior of employed managers. We began this study with the presump-
tion that employed managers engage in job search for a variety of rea-
sons, and that this search behavior affects individuals and organizations
even when it does not result in job choice or turnover.

For example, people engage in job search to establish networks of
influential contacts in their industry or niche (Lucht, 1991). Job search
also is used as a means of leveraging improved employment conditions
in one’s current organization (Lazear, 1986). In fact, internal promo-
tion policies make this strategy more likely because salaries typically are
determined by job evaluation structures which capture internal relations
between jobs, rather than by prevailing market rates for the abilities in-
cumbents possess (Segal, 1986). Therefore, signaling that one is sought
after at “market rate” might be used to increase one’s salary. Thus,
those without intentions to leave the organization, or to actively choose
among other alternatives, may engage in job search to convince others
that the market values their contributions at a level that justifies better
employment arrangements. Alternatively, consistent with equity theory,
job search may convince oneself that the current position (and associated
rewards) are attractive relative to existing alternatives (e.g., Blau, 1964).
This would explain the positive relation between search and retention
uncovered by Hom and Griffeth (1991).

Thus, job search is an important research topic for several reasons.
First, it remains an empirical question whether the correlates of job
search and turnover are similar or distinct. Moreover, although the job
choice literature has been informative regarding the search activity of
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the unemployed (Devine & Kiefer, 1991; Schwab et al., 1987), we know
much less about how employed individuals search for alternatives, or the
personal and organizational implications that follow. This study extends
the current job choice and voluntary turnover literatures and examines
these questions by proposing and testing a model which directly positions
job search behavior of employed managers as a dependent variable of
interest.

Second, search behavior, whether it results in turnover or not, is
costly because it absorbs time and energy that might be put to other uses
(March & Simon, 1958) and may engender psychological processes that
induce withdrawal behavior and reduce commitment to the current job
and organization (Locke, 1976). These costs might be especially relevant
at higher organizational levels because the consequences of nonperfor-
mance in the upper echelons of organizations are likely to be greater
than at lower organizational levels (Hunter, Schmidt, & Judiesch, 1990).
Moreover, little currently is known about the search behaviors of man-
agers and executives, and what is known is based on small samples from
single organizations (e.g., Gaertner & Nollen, 1992). Thus, better un-
derstanding search and turnover behavior among managers and execu-
tives across organizations would seem to have practical implications for
virtually any organization.

Model Development

Early attempts to understand the job search process drew heavily
from neoclassical economics. These models imposed constraints of per-
fectly competitive environments where the searcher had full knowledge
of alternatives and potential outcomes and presumed that job search re-
flected attempts to maximize utility (Devine & Kiefer, 1991; Lippman &
McCall, 1979). This was problematic on both conceptual and empirical
grounds. Conceptually, if the environment permitted full knowledge of
all alternatives, it would not be necessary to expend effort and time to
acquire information about labor market alternatives. Empirically, re-
search has demonstrated that labor markets typically do not approach
ideals of perfect competition and that people are largely unaware of em-
ployment alternatives (Schwab et al., 1987; Segal, 1986).

More recent theories of job search have relaxed the rationality as-
sumption by recognizing that job search is costly and that people must
exert effort to exchange market information with potential employers
(Kormendi, 1979; March & Simon, 1958). However, the focus of this
literature has been on what outcomes satisfy implicit utility constraints
(what people search for), not on the search behavior itself (Lee &
Mitchell, 1994). That is, recent models of “job search” are really models
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of “choice” because they have focused on the evaluation of alternatives,
not the generation of alternatives (Schwab et al., 1987).

The literature examining the antecedents and consequences of search
intensity appears to be the most focused examination of actual job search
behaviors. Search intensity has been measured using indices such as
number of employers contacted, number of information sources used, or
hours per week spent searching (Schwab et al., 1987). This literature has
provided considerable insight about job search behavior under specific
conditions. For example, it appears that financial need leads to higher
levels of search intensity (see Schwab et al., 1987, for a review). Other
evidence suggests that self-esteem also is positively related to search in-
tensity (Ellis & Taylor, 1983) and that people are more likely to search
if their expectancy of finding an acceptable job is high (Harrell & Stahl,
1986; Rynes & Lawler, 1983). Research also has shown that search inten-
sity is positively related to shorter unemployment durations (Barron &
Gilly, 1979; Barron & Mellow, 1981; Dyer, 1973; Kanfer & Hulin, 1985;
Sheppard & Belitsky, 1966). Two potential limitations of this literature,
however, are that it has presumed that the purpose of search is simply
to inform choice, and it has relied on unemployed samples where finan-
cial need may be more salient than in employed samples. Thus, non-
choice motives for engaging in search may have been obscured (Devine
& Kiefer, 1991; Lee & Mitchell, 1994). The question of how and why
employed managers search has remained unexamined.

Therefore, job search is defined here as the specific behaviors through
which effort and time are expended to acquire information about labor
market alternatives, irrespective of the motives for, or consequences of,
the information gathering activity (Blau, 1993; Schwab et al., 1987). The
research model (Figure 1) proposes that among employed managers,
work-related, individual, and environmental factors influence the mo-
tivation to engage in job search by affecting the perceived costs and ben-
efits of doing so and that opportunity (as expressed by human capital ac-
quisitions) moderates the relation between search and separation. The
search construct reflects actual search activity. Although previous re-
search has examined search and separation intentions (Hom et al., 1992),
search activity has been studied much less frequently. Yet, search activ-
ity is important because it is conceptually closer to many of the with-
drawal behaviors that search presumably relates to, and because, among
managers it can be a highly visible activity that may prompt an organiza-
tional response.

Motivation to search reflects two general processes endogenous to
both the economic and the psychological perspectives of job choice and
turnover. First, there is evidence of a “push” process, which reflects
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Figure 1: A Model of Job Search Among Employed Managers.

the degree to which current work or life situations cause sufficient dis-
comfort or dissatisfaction to warrant generation and evaluation of al-
ternatives (Lee & Mitchell, 1994). Prior theory and research suggest
relations between withdrawal behavior and work-related variables such
as perceptions of the organization, compensation level, job satisfaction,
job stress, and perceived internal promotional opportunities (Lee &
Mitchell, 1994; Mobley, Griffeth, Hand, & Meglino, 1979). Unaccept-
able levels of these variables likely “push” individuals to consider alter-
natives because the benefits of doing so presumably offset the costs of
searching.

Therefore, the model hypothesizes that (a) perceived organizational
success, (b) compensation level, and (c) job satisfaction will be negatively
related to search behavior, whereas (d) job stress will be positively re-
lated to search. The effect of perceived internal opportunities likely de-
pends on a number of factors, including one’s desire for promotions and
perceptions of their availability. Therefore the model hypothesizes that
(€) ambition and (f) perceived job alternatives will be positively related
to search but that (g) perceived job ceiling will be negatively related to
search. Moreover, because the level of the job currently occupied affects
the degree of upward mobility possible, the model hypothesizes that (h)
current job level will be negatively related to search.

In addition, individual preferences for allocating time between work
and non-work activities also may affect the degree to which the current
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work relationship is desirable, and thus the perceived costs and benefits
of searching. Classical labor economic theory suggests an optimal allo-
cation of time between work and leisure such that the marginal utility
of leisure divided by the marginal utility of income equals the wage rate
(Burdett, 1979). For the unemployed, excess leisure is converted into job
search activity to increase the probability of finding a job that offers suffi-
cient income to maximize expected utility of lifetime consumption (Dan-
forth, 1979; Devine & Kiefer, 1991). For the employed, however, insuf-
ficient leisure may prompt search. That is, people are assumed to work
only to the point where the value of leisure becomes greater than the
income earned. Therefore, if the desire for leisure exceeds the amount
of leisure available, one might be motivated to search for alternatives
that permit more desirable allocation of time. Extending this concept
to include desire for work-family balance suggests that people also will
be more likely to search for alternatives if they desire more work—family
balance than is possible under the current arrangement (Greenhaus &
Beutell, 1985). Therefore, the model hypothesizes that (i) actual hours
of leisure and (j) organizational work—family policies will be negatively re-
lated to search but that (1) amount of leisure desired and (m) desire for
work—family balance will be positively related to search.

However, search also can be motivated by a “pull” process which
reflects the costs or difficulties of searching in relation to the probabil-
ity of finding a new position. From this perspective, the level of search
activity will be positively related to the income an individual believes
his/her knowledge, skills, and abilities (KSAs) can command in the mar-
ket (Lippman & McCall, 1979) and inversely related to the perceived
costs of the search (Kormendi, 1979). For employed individuals search
costs may be low because the loss in utility from not securing an accept-
able alternative is offset by the benefits of the current position (Hall,
Lippman, & McCall, 1979). The labor economic literature suggests that
the costs of searching may vary with personal factors, such as an individ-
ual’s network of contacts or the degree to which the individual’s visibil-
ity is likely to position one as a target of external recruitment activities
(Devine & Kiefer, 1991). Thus, variables such as the industry in which
an individual works, public trading of the employing organization’s stock,
and the manager’s historical record of success may be relevant.

The rate of upward mobility may suppress “push” effects on search
by enhancing perceptions of internal opportunities. Conversely, rapid
upward mobility may indicate a record of accomplishments that makes
one a target of external recruiting activities and thus generate strong
“pull” effects from the market. Similarly, internal opportunitics may be
greater in larger and more visible organizations, thus decreasing push ef-
fects, but at the same time increasing pull effects if other employers find
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managers from large and visible organizations more attractive. There-
fore, the model hypothesizes that (k) ascension rate, (n) Fortune 500 em-
ployer, (0) publicly traded employer, and (p) industry will affect search but
does not specify the direction of their influence.

We propose (see Figure 1) that motivation to search reflects the accu-
mulated work experiences of the manager in his/her current job and or-
ganization, as well as the perceived relative attractiveness of alternatives
and the costs and benefits of searching. Much previous research has con-
firmed that variables such as job satisfaction, job stress, perceived orga-
nizational attractiveness, and perceived alternative opportunities are re-
lated to separation decisions and suggests that such variables operate at
least in part by motivating intentions to search for alternative opportuni-
ties (Hom et al., 1992; Lee & Mitchell, 1994; Mobley et al., 1979). There
is less research on the relation between search intentions and search ac-
tivity (Kopelman, Rovenpor, & Millsap, 1992), but it seems plausible to
propose a positive relation between variables that motivate search inten-
tions and the search behavior itself. On these bases we hypothesized:

Hypothesis 1: The overall relation between the vector of motivation vari-
ables and search will be significant, with the influence of each variable in
the direction specified in Figure 1.

Kopelman et al. (1992) provide evidence that search activity and sep-
arations are closely related, such that those who search more intensively
are more likely to separate. Our model distinguishes between motiva-
tional influences and search behavior as they relate to separation. Little
previous research has directly compared the effects of these two vari-
ables. Instead, previous research has relied on self-reported “search in-
tentions” to reflect the search process that may mediate the relation be-
tween motivation and separation. We do not, however, expect search
behavior to completely mediate the relation between motivation and
separation because some separation does occur without search (Lee &
Mitchell, 1994), and search is not always used to inform choice (Lazear,
1986). Rather, following Kopelman et al. (1992), we expect that the re-
lation between search and separation will be stronger than the direct
relation between motivation and separation.

Similarly, we expect that the relation between motivation and search
will be stronger than the relation between search and separation. Search
activity, while certainly not without cost, requires fewer resources and
causes less disruption than does separation. Indeed, it seems quite
likely that many managers in this sample may have developed “habits”
of search behavior, such that they search quite frequently, even when
they have little intention of actually leaving their organization (Lee &
Mitchell, 1994). Such search activity is likely to be driven by both the
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“push” factors of dissatisfaction with the present situation, but perhaps
even more by the “pull” factors that reflect the ease with which search
activity can be undertaken, or the degree to which alternative opportuni-
ties are likely to become apparent through search. Thus, search activity
is seen as more than a precursor of separation. We propose that search
may be an ongoing process that is determined as much by the ease with
which information can be obtained as it is by the motivation to actually
leave. Managers may find information about their alternative opportu-
nities useful even when they have no intention of leaving. One obvious
use for such information is to demonstrate their marketability, as a way
to enhance their position in their present organization.
On these bases we hypothesized:

Hypothesis 2: The relation between search and separation will be positive
and significant, even controlling for possible direct effects of the motiva-
tion variables.

Hypothesis 3: The relation between search and motivation will be stronger
than the relation between search and separation.

In our model, opportunity reflects the individual’s marketability and
capacity to actually leave the current organization. Human capital and
labor market theories (e.g., Becker, 1965; March & Simon, 1958) sug-
gest that some individuals will be more marketable than others, based
on differences in acquired human capital. That is, those with more hu-
man capital will have more alternative employment opportunities than
others. While separation can occur even in the absence of alternative
employment opportunities (e.g., Lee & Mitchell, 1994), separations are
undoubtedly influenced by the presence of alternatives.

The role of opportunity remains ambiguous in existing job choice and
turnover models. An inverse relation between opportunity and search
can be justified on the premise that those with greater marketability will
require less search behavior, either to locate suitable alternatives, or to
satisfy their information needs. Simply put, more qualified individuals
may have to search less to reveal their positioning in the market. Search
costs are lower for such individuals because their qualifications allow
information acquisition with less exertion (Lippman & McCall, 1979).

A positive relation between opportunity and separation also is pos-
sible. Recently, Lee and Mitchell (1994) proposed that separations may
occur without the need for an individual to engage in extensive delib-
erations or search activity. A “shock to the system” may be enough to
trigger sufficient motivation to leave, especially when the individual has
a readily available script that positions separation as a feasible and ap-
propriate reaction (e.g., a small organization merges with a very large
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organization, the individual has established strong values against work-
ing for large organizations, and the individual has successfully left other
organizations under the same circumstances). Under these conditions,
individuals with more human capital are likely to have more attractive
alternatives and may separate with little or no search involved.

Labor market search theories (e.g., Becker, 1965; Doeringer & Pi-
ore, 1970; Lippman & McCall, 1979) suggest that the more relevant
human capital one possesses, the more attractive one is to employers.
Therefore, organizations with employment opportunities have a greater
incentive to seek out prospective employees who are well qualified than
those who are not as well qualified. In the same sense that individual
search activity may be modeled by a cost—benefit comparison (Lippman
& McCall, 1979), so may employers’ communication activity. Therefore,
individuals with greater human capital are more likely to receive infor-
mation about alternatives and thus are more likely to separate even with
limited search activity.

Finally, it also is possible that opportunity moderates the relation
between search and separation. This effect is consistent with most tradi-
tional turnover models (Hom et al., 1992), as well as with theories of hu-
man capital acquisition (Lee & Mitchell, 1994). Individuals with greater
opportunities are more likely to discover attractive alternatives through
their search and thus are more likely to separate at a given level of search
activity. Therefore, we examined three hypotheses regarding the effects
of opportunity:

Hypothesis 4: Opportunity (as expressed by higher levels of human capital)
will be significantly negatively related to job search.

Hypothesis 5: Opportunity (as expressed by higher levels of human capital)
will be significantly positively related to separation.

Hypothesis 6: Opportunity (as expressed by higher levels of human capital)
will moderate the relation between job search and separation, such that
among managers with higher levels of human capital, additional search
will be associated with greater increases in the probability of separating,

Method
Subjects

Subjects were 3,581 (a 50% random sample) of the managers con-
tained in the data base of Paul Ray Berndtson, the fifth largest executive
search firm in the United States. Ninety-seven percent of the sample
were white, 93% were male, and 91% were married. Forty-nine percent
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had one or more children. Average age of the managers was 45.5 years.
Virtually all members of the sample were U.S. citizens (95%) employed
in the U.S. at the time of the study (98%). The average manager worked
56 hours per week, spent 5 hours per week caring for dependents, and
devoted 13 hours per week to leisure activities. Total compensation av-
eraged $134,746 per year. The average manager had spent 3 years in
his/her current position and occupied a job two levels below that of the
CEO. On average, managers had earned 6.4 promotions in their career,
and their last promotion occurred 3.2 years ago. Forty-five percent pos-
sessed undergraduate degrees, 46% had earned master’s degrees, and
9% had doctorates.

This search firm operates on a retainer basis, its clients being the
companies that are searching for employees, not the managers them-
selves. Thus, the firm does not accept applications or resumes from
individuals searching for positions. Rather, it develops lists of poten-
tial candidates only in direct response to a client’s search assignment for
a specific position. The identification process includes identifying top
corporate officers through publicly filed information such as 10-K re-
ports, proxy materials, and so forth. This is supplemented by examining
industry publications, directories, and professional association mailing
lists (e.g., the Young Presidents’ Association). In some cases, this is fur-
ther supplemented through direct calls to companies, requesting infor-
mation on the names of their top managers. Calls to managers already in
the data base are sometimes used to identify other promising prospects.
This search firm serves clients of all sizes, in all industries and regions in
the U.S. In recent years, the most frequent industry categories for search
requests have been financial services (20%) and health care (20%). The
data base, however, contains a more general sample than these two ar-
eas suggest because it has been developed over many years in response
to searches across industries. To ensure that the data base remains cur-
rent, the firm sends requests for address changes twice per year. When
requests are returned as undeliverable, the individual is deleted from the
file. When requests are returned with a new address, the data base is up-
dated. Virtually all of the managers in the data base are either currently
employed or were employed within the last year.

The sample appears to lie somewhere between the “average” U.S.
manager and the “corporate elite.” Respondents are somewhat differ-
ent from U.S. Department of Labor data reported for all executive, ad-
ministrative, and managerial positions and from Business Week’s charac-
terization of the corporate elite in the 1,000 most valuable companies.
Department of Labor data suggest that the population of managers is
90% white, 59% male, and earns an average annual salary of $46,400
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(U.S. Department of Labor, 1993). In contrast, Business Week’s corpo-
rate elite is, on average, 56.3 years old and 98% male with an average
annual salary over $878,000 (Business Week, 1992). It appears, therefore,
that our sample consists of more males and earns considerably more than
the representative population of managers would suggest. It also ap-
pears that the sample is younger and earns considerably less than the
corporate elite.

Procedure

In July 1992 subjects received a questionnaire assessing the degree to
which they had engaged in job search behaviors over the last year, histor-
ical career information, and work perceptions and attitudes. A cover let-
ter from the chief executive officer of the search firm and a stamped re-
turn envelope addressed to the authors accompanied each survey. Each
survey contained a control number so that returned surveys could be
matched with information contained in the search firm’s data base. Par-
ticipants were informed that their responses would be matched with the
data in the company’s data base but that all responses were strictly con-
fidential. Of the surveys that were mailed, 39% (1,388) were completed
and returned. This response rate compares favorably with other mail
survey research (Dillman, 1978). We specified a MANOVA model which
simultaneously considered the interrelated effects of all variables in or-
der to determine if respondents were representative of the larger sam-
ple. In no case did any variable in the search firm’s data base (marital
status, number of children, evaluation of quality, citizenship, age, em-
ployer size defined in terms of sales volume or number of employees,
total compensation, international work experience, job tenure, or edu-
cation) differ significantly at the .05 level between respondents and non-
respondents. Thus, it appears that our sample was representative of the
larger population.

In October of 1993, a follow-up survey was sent to all individuals who
had responded to the original questionnaire. Each survey contained a
control number so that it could be matched to previous responses and
data base information. Of the 1,388 follow-up surveys sent, 660 (48%)
were completed and returned. The second survey assessed whether the
respondent had changed jobs since the last survey, the circumstances
surrounding the job change, relative status of current and past positions,
and level of job satisfaction.
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Measures

Job search activity. Job search was measured using the Job Search
Behavioral Index (JSBI; Kopelman et al., 1992). The JSBI asks respon-
dents to indicate (yes or no) whether they had engaged in 10 different
job search activities over the past year, specifically whether the individ-
ual had read a book about getting a new job; revised his/her resume;
read position listings in professional journals or newspapers; talked to
colleagues, friends, or relatives about getting a new job; sent copies of
resumes to prospective employers; initiated contact with an executive
search firm; gone to a job interview; or made telephone inquires to
prospective employers. We modified some of the language to be con-
sistent with the higher level jobs sought by our sample. For example, we
changed, “read the classified/help wanted advertisements in the newspa-
per,” to, “read the position listings in professional journals or newspa-
pers.” One item from the original JSBI (actively sought a transfer to an-
other job within the organization) was eliminated from our scale because
seeking an internal transfer seemed conceptually different from exter-
nal search. Additionally, in the reliability analysis this variable demon-
strated a negative item-total correlation. Thus, for conceptual and em-
pirical reasons, it was deleted from the scale. The internal consistency
estimate (K-R 20) for the remaining 9 dichotomous items was .86.

Motivation variables. Perceived organizational success was assessed by
a question that asked, “How successful would you say your organization
has been in reaching its strategic goals during the last two years?” Re-
spondents were asked to give a percentage, with 0% indicating that the
organization had had no success and 100% indicating complete success
in meeting its goals. Because perceptions motivate behavior, regardless
of their accuracy, perceptions of organizational success are conceptually
better indicators of motivation to search than are actual measures of or-
ganizational success. Moreover, the desire to preserve confidentiality
prevented the search firm from releasing company names, which might
have facilitated the use of more objective measures.

Compensation level was obtained from the search firm’s data base.
Other variables were derived from questions on the first survey. Job
salisfaction was measured with a composite of 3 single-item measures
that were placed in different parts of the first survey. These included
the Gallup Poll measure of job satisfaction (where respondents indicate
whether they are satisfied with their job by responding “Yes” or “No”),
the nongraphic version of the G. M. Faces Scale, and an adapted version
of the Fordyce Percent Time Happy Item, where the individual reported
the percentage of time they are satisfied with their job on average. These
items all have demonstrated favorable psychometric properties relative
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to faceted measures of job satisfaction (Diener, 1984; Judge & Hulin,
1993; Scarpello & Campbell, 1983). Because the 3 items were measured
on different scales, they were standardized (using Z-scores) prior to
computation of the composite measure. The coefficient alpha internal
consistency estimate for this 3-item composite measure was .85.

Job stress was measured using selected items from existing stress
scales. Although several existing scales display acceptable psychomet-
ric properties (see Matteson & Ivancevich, 1987), they were not suitable
for the present application for two reasons. First, most existing measures
are extremely long (60 to 117 items), and representatives of the search
firm who had had substantial survey experience with this sample indi-
cated that such length would severely restrict the response rate. Second,
existing scales tend to include many items that are not appropriate for
a high-level managerial sample (e.g., questions about quality of super-
vision). In response, from existing stress scales (Job Stress Index, Sand-
man, 1992; Michigan Diagnostic Survey, French & Kahn, 1962; Stress
Diagnostic Survey, Matteson & Ivancevich, 1987) we chose 16 items that
seemed most relevant to our sample and included them on the first sur-
vey. To be consistent with the existing form of the questions, respondents
were asked to indicate the degree to which the items produced stress at
work for them (1 = “produces no stress”; 5 = “produces a great deal
of stress”). Although space limitations prohibit listing each item, the
complete scale is available upon request. Coefficient alpha for this new
16-item job stress scale was .84.

Ambition was conceptualized as the degree to which the manager
desired additional upward mobility. It was assessed with a question on
the first survey that asked, “How many levels do you want to move up
from your present position in your current organization?” (5-point scale
where 1 = “I am happy where I am”; 5 = “I would like to move up
four or more levels”). A second item assessed the perceived job ceiling
by asking, “How many levels do you think you could move up in your
current organization?” (5-point scale where 1 = “I could not move up
at all”’; 5 = “I could move up four or more levels”). Finally, because
the current job level likely affects both desire and opportunity to move
up, this variable was assessed by asking, “How many levels below CEO
is your current position?”

Perceived job alternatives was measured by a survey question that
asked, “Give your best estimate of your present alternative employment
opportunities” (5-point scale where 1 = “no alternatives”; 5 = “many
alternatives™). Perceptions of employment opportunities seemed appro-
priate because perceptions drive the decision processes that are observ-
able as specific job search behaviors (Blau, 1993; Soelberg, 1967).
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Attitudes toward leisure and work-family balance were considered
to be individual factors that might influence motivation to search. Actual
hours of leisure and amount of leisure desired were assessed by 2 questions
on the first survey. Respondents were asked to indicate the number of
hours per week actually spent on leisure and the number of hours desired
to spend on leisure.

To assess perceptions of organizational work—family balance policies,
5 questions on the first survey asked the manager to rate (using a 5-point
scale where 1 = “none”; 5 = “a very large amount”) the degree to which
(2) my organization provides programs to assist in balancing demands of
dual-career couples; (b) my organization provides programs to assist in
balancing demands of families with children and/or elderly family mem-
bers; (¢) my organization stresses the importance of family, leisure, and
health; (d) my organization provides opportunities for managers to take
part-time or temporary assignments; and (e) my organization supports
employee involvement in community service. Coefficient alpha for this
scale was .75. To measure desire for work—family balance, managers again
responded to the 5 work—family items (using a 5-point scale where 1 =
“Idon’twantany”; 5 = “Iwant a very large amount™). Coefficient alpha
for this scale was .73.

Ascension rate measured the average number of promotions per year.
This was determined by dividing career length (in years) into the total
number of promotions received. Data about career length and number
of promotions were obtained from the search firm’s data base.

Finally, data about the industry in which the manager was currently
employed, whether the employing organization’s stock was publicly
traded, and whether the employing organization was a Fortune 500 firm
were obtained from the search firm’s data base.

Opportunity variables. Candidate ratings were taken from the search
firm’s data base. When candidates are added to the data base, they
are interviewed by a minimum of three Paul Ray Berndtson associates
who rate them (3-point scale where 3 = “low,” 4 = “average,” and 5
= “high”) on the following dimensions: (a) flexibility and adaptability;
(b) proficiency in current job; and (c) appearance, stature, and personal
impact. The rating recorded in the data base represents the average
rating provided by the company associates. Interrater reliabilities were
not available. For this study, we combined the three ratings into an
overall index of candidate quality. Coefficient alpha for the 3-item scale
was .62. Note, however, that because this rating represents a multi-rater
consensus, coefficient alpha may be less informative.

Data about education level were taken from the search firm’s data
base, and were coded 1 = “bachelor’s degree,” 2 = “master’s degree,”
and 3 = “doctoral degree.” Education quality was assessed using the
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Gourman (1993) rankings of educational institution quality applied to
the institution granting the respondent’s highest degree. The Gourman
Report rates all U.S. degree-granting institutions on 18 quality dimen-
sions and is frequently used as a measure of quality because it is the only
guide to higher education that assigns numerical indicators of overall
quality (Solmon, 1973).

Data about race (coded 1 = “white”; 0 = “otherwise”), gender
(coded 1 = “male”; 0 =“female”), and age were acquired from the
search firm’s data base. Finally, job tenure was assessed by a question
on the first survey.

Separation. Separation was assessed by a question on the second
survey that asked whether respondents had left the position they had
occupied at the time of the first survey. We also asked respondents to
indicate the circumstances surrounding their job changes. Of the 660
second surveys returned, 85 (13%) indicated that they had voluntarily
resigned to accept a position in a different organization.

Results

Correlations between the variables used in the analyses and descrip-
tive statistics are presented in Table 1. The pattern of correlations in-
dicated generally low levels of association between the variables, thus
facilitating multivariate analysis. The notable exceptions were the sig-
nificant positive relation between search and separation (consistent with
Hypothesis 2) and the significant negative relations between search and
perceived organizational success, total compensation, and job satisfac-
tion (consistent with Hypothesis 1). Separation, on the other hand, also
was negatively related to these variables, but at a much lower level. The
correlations also suggested a strong positive relation between hours of
leisure desired and actual hours of leisure (r = .80), and a strong positive
relation between ambition and perceived job ceiling (r = .58).

Hypothesis 1

Table 2 shows the regression results when job search activity is re-
gressed on the vector of motivation variables. As hypothesized, the over-
all relation was significant (R = .52, F = 16.64, p < .001). Among
the motivation variables, the direction of influence was generally as pre-
dicted, although several variables failed to achieve significance. Consis-
tent with the “push” theory, the significant negative relations observed
for job satisfaction, compensation level, perceived organizational suc-
cess, and organizational work-family balance policies were most no-
table, as were the significant positive relations observed for ambition,
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TABLE 1
Correlations Between Variables and Descriptive Statistics

NMSD1234567891011121314151617181920212223

1. Search 1,354 492 296 —21 —28 —20 01 17 03 05—04—42 17 02 02 12-14—-01 04 01 —02-17 —09 —04 —07
2. Separation 660 013 034 — —07—02 02 06 -—03 10 07 —14 08 —04 —01 01 —07 —02 —05 —01 02 —10 —09 —10 —01
3. Perceived org. success 1,387 65.67 26.10 09 —00 —07 —02 —05 05 32-16-03 00—06 11 00 02—02—-07 12 03 03 03
4. Log of total compensation 1,383 11.66 0.52  _11-18-12 02 15 08—07 01 03-16—-00-01 12 16 06 06 19 05 18
5. Perceived job ceiling 1,325 1.00 052 _ 58 18 07 14 08 —03 —04 —05 06 08 —00 01 —00 —06 —12 —24 —00 03
6. Ambition 1,316 130 098 — 28 10 03—13 06—03 —03 12 —03 00 02 —02 —04 —10 —25 —04 05
7. Current job level 1,388 2.14 305 — _04 —02 —09 05 —01 —02 07 —00 01 —00 —04 —07 00 —09 —01 —05
8. Ascension rate 1,233 046 0.65 — 08-01—05 04 04 02 08—02 07 11-08—11-07—05 01
9. Perceived job alternatives 1,381 3.76 085 — 16—09—02 01 01 14 —07 —03 10 01 —09 —19 —01 —01
10. Job satisfaction 1,279 000 263 — 2007 —05-04 27 04—03 05 02 0401 —04 01
11. Job stress 1,373 40.69 9.07 — 02-09 22 -16-04 00 —02 01 —06 —14 —03 —14
12. Hours of leisure desired 1,388 19.10 11.11 — 8 05 01 06—01 —00—-00 03 06 —05—-03
13. Actual hours of leisure 1,388 12.76 9.59 — 00 06 08 01 —01 00 O5 11 -—-03 04
14. Desire for W-F balance 1,274 1392 382 — 36 —00 —01 —01 02 —02 —13 —10 —18
15. Organization’s W-F policies 1,269 9.48 3.79 — 00-04 00-—01 03 01 —02-01
16. Fortune 500 employer 1,383 0.00 0.06 — 14 02 05 08 07 01 O1
17. Publicly traded employer 1,383 0.12 033 — 01 04 02 04-01 05
18. Candidate rating 1,388 13.30 1.07 — —04 01 —-04 01 -04
19. Education level 1,388 1.72 061 — 02 11 -02 -03
20. Years of job tenure 1,383 3.09 253 — 23 06 02
21. Age 1,383 4547 732 — 13 19
22. Race (white) 1,366 097 0.16 — 06
23. Gender (male) 1,362 093 026 —

Note: Decimals omitted. Correlations greater than .07 are significant at p< .01; those greater than .09 are significant at p< .001. Listwise deletion
yielded N = 1,025 for correlational analysis except for those with Separation (N = 513; correlation with search significant p< .001, correlation with
job satisfaction significant p< .01). Correlations with education quality were omitted because listwise deletion yielded N = 104. Industry variable
correlations are omitted due to space constraints and are available upon request.
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TABLE 2

Ordinary Least Squares Results of Job Search Regressed
on Motivation Variables

B SE Beta F
Perceived organizational success -.015 .003 -133 21.38%*+
Total compensation (In) -.718 .165 -.126 18.91***
Perceived job ceiling -.147 107 -.047 1.90
Ambition 373 .108 121 11.98***
Current job level -.039 .027 -.041 211
Ascension rate 114 139 .023 0.67
Perceived job alternatives .181 .099 052 331
Job satisfaction —.364 035 -.323 108.01***
Job stress .008 .010 025 0.70
Hours of leisure desired —-.022 .011 -.082 3.30
Actual hours of leisure .027 .014 085 3.43
Desire for work-family balance .078 .024 .100 10.35%**
Org. work-family balance policies -.059 .025 -.074 5.51*
Fortune 500 employer .094 1.51 .002 0.00
Publicly traded employer 572 243 .065 5.52*
Consumer products industry -.572 371 —.058 2.38
Food service industry -.327 199 —-.050 27
High technology industry 074 170 .013 0.19
Manufacturing industry -.780 335 —.083 5.42*
Entertainment industry -.237 285 —.028 0.69
Not-for-profit industry =175 214 -.025 0.67
Oil and gas industry —-.102 .283 -.012 0.13
Medical services industry .617 .208 .093 8.79**
Constant 12.41 2.02 37.88***
Multiple R .52
R? 28
Adjusted R? 26

Note: N = 1,021.
*p<.05; **p<.01; ***p<.001

and the desire for greater work—family balance. The significant posi-
tive coefficient on publicly traded employer appears consistent with the
“pull” theory. For the industry variables, effect coding (Darlington,
1990) was used, so the regression coefficients on the industry variables
indicate the job search propensity of members in each industry, relative
to the average across industries. That is, managers in the medical and
health-related products industry engaged in more search than the aver-
age manager in this sample, whereas those in the manufacturing industry
engaged in significantly less search.

Hypotheses 2 and 3
The relation between search and separation was positive and signifi-

cant (r = .21, p < .001; see Table 1). The distributional properties of the
dichotomous separation variable, however, violate the assumptions of
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the Pearson product moment correlation and thus suppress the magni-
tude of the true relationship. The polyserial correlation corrects the dis-
tributional properties of the dichotomous variable in much the same way
as log-linear transformations of dichotomous dependent variables do in
logistic regressions (Judge, 1993; Olsson, Drasgow, & Dorans, 1982).
Therefore, we computed the polyserial correlation between job search
and separation (r = .312, p < .001).

To examine the relation between motivation and separation, we spec-
ified a logistic regression model with separation as the dichotomous de-
pendent variable. Motivation significantly predicted separation (x 2 with
23 df = 39.99, p < .05). Consistent with “pull” theories, perceived em-
ployment opportunities (3 = .38, p < .05) and ascension rate (8 = .51,
p < .05) were positively related to separation and consistent with the
“push” perspective, job satisfaction (8 = —.13, p < .05) was inversely
related to separation. No other variables achieved significance. When
the model was re-specified to include the job search index on the second
step, there was a significant improvement in model fit (x? with 10 df =
10.56, p < .001), and search (8 = .20, p < .01) became the most signifi-
cant predictor in the equation. Thus, Hypothesis 2 received support.

Hypothesis 3 stated an expected stronger relation between motiva-
tion and search than between search and separation. Results suggest
significant positive relations on both accounts [Multiple R (motivation,
search) = .52, p < .001; polyserial r (search, separation) = .31, p < .001].
The significance of the difference between these relationships was exam-
ined using Fisher’s r to Z transformation. Consistent with Hypothesis 3,
the relation between motivation and search was significantly stronger
than the relation between search and separation (p < .001).

Hypothesis 4

To test the relation between opportunity and search activity, job
search was regressed on the vector of opportunity variables. A signif-
icant relation was noted, and the direction of influence for all the vari-
ables except age was negative. Thus, Hypothesis 4 received support. Job
tenure was significantly inversely related to search, and women engaged
in more search than did men. Full regression results are shown in Ta-
ble 3.

Hypothesis 5
To test the relation between opportunity and separation, we speci-

fied a logistic regression model that regressed separation on the vector
of opportunity variables. The model significantly predicted separation
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TABLE 3
Ordinary Least Squares Results lgf Job Search
Regressed on Opportunity Variables

B SE Beta F
Candidate rating -.016 074 —.006 0.05
Education level -.063 130 -.013 023
Years of job tenure -.297 .067 -.253 19.72%**
Job tenure squared .006 .005 .074 1.71
Age .156 .101 384 2.38
Ages squared -.002 .001 —.407 2.69
Race (white) -.019 496 ~.001 0.00
Gender (male) -.702 317 -.061 4.89*
Constant 341 2.55 1.79
Multiple R 22
R? .05
Adjusted R? .04

Note: N = 1,336. Education quality was omitted because with it included listwise
deletion yielded N = 270, and when it was added, no variables reached significance.
*p<.05; ***p<.001

TABLE 4
Logistic Regression Results of Separation Regressed on Opportunity Variables
Maximum likelihood estimate SE

Candidate rating 0844 .1101
Education level .0880 1940
Education quality -.1213 3854
Years of job tenure 0216 1977
Job tenure squared —-.0226 0266
Age .3400 2062
Age squared —.0040 0023
Race (white) -1.1620* 5736
Gender (male) 1663 5074
Constant —8.9863 4.8446
Chi-square (9 df, n = 649) 17.783*
-2 log likelihood 478.531
Goodness of fit 633.421

Note: N = 649.

*p<.05

(X2 with 9df = 17.78, p < .05) and, with the exception of education qual-
ity and gender, the direction of influence was positive. Thus Hypothe-
sis 5 received support. Complete model results are shown in Table 4.

Hypothesis 6
To examine the degree to which opportunity moderated the relation

between search and separation, we conceptualized a logistic regression
model with separation regressed on search, the opportunity variables,
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and the interactions between search and each of the opportunity vari-
ables. While conceptually possible, this model is problematic due to the
collinearity caused by the interaction of search with seven other vari-
ables (candidate rating, education level, education quality, job tenure,
age, gender, and race). Therefore, consistent with the approach used by
Barrick and Mount (1993), in order to observe the effects of each search
by opportunity interaction, we specified separate models with search and
one of the opportunity variables entered on the first step, and the interac-
tion term entered on the second step. Specifically, the following models
were specified with separation as the dependent variable: (a) search, ed-
ucation level, and search by education level; (b) search, candidate rating,
and search by candidate rating; (c) search, education quality, and search
by education quality; (d) search, job tenure, job tenure squared, and
search by job tenure; (e) search, age, age squared, and search by age; (f)
search, race, and search by race; and (g) search, gender, and search by
gender.

In all of the models, search was significantly positively related to sep-
aration, but the opportunity variable was not. Therefore, it appeared
that controlling for search activity, the opportunity variables were hav-
ing little effect. When the interaction terms were entered on the sec-
ond step, in only two equations did the interactions achieve significance.
Therefore, Hypothesis 6 received only partial support. The interaction
with education level and the interaction with candidate rating were sig-
nificantly related to separation but the others were not. The equations
for education level and candidate rating are presented in Table 5.

Plotting the interactions revealed that increased search is related to
an increased probability of leaving for all education levels, but that the
effect of search on separation was inversely related to education level.
The lower the education level, the greater the effect a unit change in
search had on separation. The same pattern held for candidate rat-
ing—the lower the rating the greater the effect a unit change in search
had on separation.

Discussion

This study tried to fill the void between models of job choice that be-
gin with the assumption that a decision to search already has been made
(e.g., Schwab et al., 1987) and models of voluntary turnover that assume
that job search activity is an intermediate step between job dissatisfac-
tion and organizational exit, primarily engaged in to facilitate choice.
We examined job search activity as a dependent variable and attempted
to explain how different motivational forces and opportunities affect job

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



ROBERT D. BRETZ JR. ET AL.

TABLE 5

Logistic Regression Results of Separation
Regressed on Search, Opportunity, and Interactions

295

Maximum likelihood estimate SE
Education level
Education level .8625 4798
Job search 4607%** 1398
Job search X Education —.1395* .0725
Constant —4.6223%** .9506
Chi-square (1 df, n = 649) 3.684*
—2 log likelihood 473.956
Goodness of fit 649.281
Candidate rating
Candidate rating .6256* .2823
Job search 1.3970** .5660
Job search X Rating —-.0881* 0416
Constant ~11.5047*** 3.8832
Chi-square (1 df, n = 649) 4.532*
-2 log likelihood 472.593
Goodness of fit 634.722

Note: N = 649.
*p<.05; **p<.01; ***p<.001

search and separation. This approach is useful because not all job search
leads to turnover, but virtually all job search is costly (March & Simon,
1958) and exerts its toll in the form of withdrawal behavior and lost pro-
ductivity (Locke, 1976). At managerial job levels, the dysfunctional ef-
fects of these behaviors may be relatively large given the nature of the
work involved and the time span of discretion allowed (Jaques, 1961).
Therefore, understanding managerial job search activity has very practi-
cal implications for organizations operating in increasingly competitive
environments.

The results provide general support for the hypothesized relations
between motivation, job search, opportunity, and separation. We found
that a vector of variables suggested by the voluntary turnover and la-
bor market literatures was significantly related to job search activity, and
that “push” factors were much more strongly linked to search than were
“pull” factors. That is, dissatisfaction with different aspects of the orga-
nization and job was related to search, although perceptions of greener
pastures were not. These results are consistent with many models of
employee turnover that postulate dissatisfaction as a primary cause of
turnover intentions that ultimately lead to organizational exit (Bannister
& Griffeth, 1986; Cotton & Tuttle, 1986; Dalessio, Silverman, & Schuck,
1986; Mobley, Horner, & Hollingsworth, 1978).

We also observed a significant relation between search and separa-
tion after controlling for the effects of motivation. That is, consistent
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with the voluntary turnover models, some search clearly does relate to
separation. However, the relation between search and motivation was
stronger than the relation between search and separation, supporting
our contention that search serves many purposes in addition to facilitat-
ing choice and separation. Thus, it would appear that through attention
to the “push” factors, organizational policy setters may have consider-
able influence over the search behavior of their managers.

Our model did not formally specify that search would mediate the
relation between motivation and separation, however previous research
suggested the possibility so we examined this relationship. A few of
the motivation variables (ascension rate, job satisfaction, perceived job
alternatives, and amount of leisure desired) were significantly related to
separation (p < .05), although most were not. Among the variables that
were related, search did tend to mediate their relations with separation,
such that job satisfaction and amount of leisure desired were no longer
significant, and the effect of ascension rate decreased by 54%. The
effect of perceived job alternatives remained virtually unchanged. Thus,
although most motivation variables were unrelated to separation, search
did mediate the effect of most of those that were significant.

Finally, we found that the opportunity variables were mostly in-
versely related to search, but many were positively related to separa-
tion. Thus, it appears that less search activity is engaged in by the more
marketable managers, but higher levels of separation can be expected
among this elite group. This also was apparent in the significant inter-
actions between education, candidate rating, and search in predicting
separation. Specifically, the results indicate that higher levels of search
increase the probability of turnover for all managers, but the effect is
more pronounced for those with less human capital. That is, for those
with lower qualifications, search makes a bigger difference in their prob-
ability of separation. This might be due to the fact that those with more
human capital find alternative opportunities rather easily, or because
those with less human capital must search harder to identify opportuni-
ties that are otherwise open only to more qualified managers.

The results suggest that future research is needed to further de-
lineate why currently employed, “successful,” people engage in costly
(from both personal and organizational perspectives) job search activ-
ity. Because a large portion of variance in job search activity remains
unexplained, it would be useful to examine the effects of variables notin-
cluded in the current study. One avenue to explore is the role of person—
organization fit. Previous research has shown that perceptions of fit of-
ten strongly affect applicant decision processes (Bretz, Ash, & Dreher,
1989; Bretz & Judge, in press; Judge & Bretz, 1992; Rynes, Bretz, & Ger-
hart, 1991; Turban & Keon, 1993). However, this research has focused
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on lower level managerial jobs (generally recent college graduates) and
as such is not very informative about either the dimensionality of fit at
managerial levels or how managers might go about assessing fit. Because
fit does seem to be important in many job search strategies, future exam-
inations of managerial job search should consider how it affects decision
making at this level.

Future research may reveal significant value from programmatic in-
vestments in retaining management talent. Our results suggest that the
most marketable and highest performing managers find alternative po-
sitions most easily when they search, but that their decision to search
may be largely a function of job and organization variables, rather than
market opportunities. Thus, it appears that organizations willing to in-
vest in retention strategies providing greater rewards and recognition to
their most valuable managers can retain those managers, even in the face
of open market competition. Boudreau and Berger (1985) have shown
that the value of human resource interventions often may depend more
on the interventions’ effects on retention patterns, than on simply re-
ducing turnover rates. The key is systematically to retain those whose
value is greater than the average value of those in the applicant pool.
The present results suggest that programs aimed at increasing manage-
rial satisfaction, compensation, and desired work—family balance may
have significant positive long-run effects on the quality of managers re-
tained. Future research should measure not only the investment costs
of such programs, but also their effects on managerial retention pat-
terns, within a comprehensive cost-benefit framework. Such research
may prove more informative than simply measuring program costs or
retention patterns separately and thus may have greater relevance for
managerial decisions (Boudreau, 1991).

There are limitations with this study that should be noted. The most
prominent of these concerns common method bias. Although data were
collected from an existing data base and two mail surveys, the majority
of the data was generated from self-reports of work attitudes and work-
ing conditions. The longitudinal nature of the data collection process,
the verifiable nature of some of the variables, and the fact that not ev-
ery variable was self-reported should help mitigate the problem. This
is, however, clearly an area where future research could improve our
understanding of managerial job search by using other data collection
strategies that limit this potential threat to statistical conclusion validity.

Another area in which future research could make a substantial im-
pact would be through less reliance on perceptual measures. For ex-
ample, although we found that perceived organizational success was in-
versely related to search behavior, we cannot comment on the degree to
which actual organizational performance affects managerial job search.
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It also would be interesting to collect information about actual upward-
mobility opportunities the managers face, and specific organizational
work—family policies. Collecting such data would allow examination of
how organizational contingencies affect search behavior, and whether
accurate perception of these contingencies is related to job search.

We also experienced some limitations due to measurement issues.
Specifically, we did not measure some variables that might be related to
search. For example, we cannot comment on whether line or staff status,
prior job search propensities, or the degree to which functional exper-
tise (finance, marketing, human resources, etc.) affect search. Future
research, therefore, should consider a broader set of organizational vari-
ables. Additionally, because existing measures of job satisfaction and job
stress were not appropriate for our sample, we constructed abbreviated
measures of these constructs. This makes comparisons with other sam-
ples difficult and limits our ability to comment on the generalizability of
these results. Finally, future research designs that collect motivation in-
formation prior to job search information will build on this study through
the ability to make causal inferences that we are unable to make.

On the positive side, the current study provides a broader perspec-
tive than typically has been offered. Little research exists about search
behavior in general, and prior research about managerial turnover has
been limited to small samples and single organizations (e.g., Gaertner
& Nollen, 1992). In this regard, the current study adds significantly to
our understanding of managerial job search because it assessed the job
search activity of a large sample of high-level managers employed across
a broad spectrum of organizations and industries. The results, therefore,
are likely to be very generalizable within the managerial population.
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