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Executive Summary

This article addresses voluntary employee turnover in the United States, drawing on Gallup's proprietary
research to argue that a significant proportion of departures are preventable through managerial
intervention. The central claim is that 42% of employees who voluntarily left their organization in the past
year believe their manager or organization could have taken action to retain them. Gallup conducted a
nationally representative study of 717 individuals who voluntarily left an employer within the past 12
months. Key findings indicate that 77% of voluntary leavers either departed within three months of
beginning a job search or did not search at all, and that 45% reported no proactive engagement from a
manager or leader in the three months preceding their exit. The data identifies four primary retention
levers: compensation and career advancement (accounting for approximately 40% of preventable
departures), relationship quality with managers (approximately 30%), removal of organizational barriers
(approximately 22%), and job satisfaction conversations. The article concludes that proactive, recurring
manager-employee dialogue is a central mechanism for reducing preventable attrition, and positions
manager development as an organizational priority.

Key Insights

1. 51% of U.S. employees report actively watching or seeking new employment as of May 2024, the
highest self-reported turnover risk since 2015.

2. 42% of voluntary leavers believed their departure could have been prevented by their manager or
organization, yet 45% reported no proactive engagement from a manager or leader in the three months
before leaving.

3. 77% of voluntary leavers either left within three months of beginning a job search or did not actively
search at all, indicating that managers have a narrow and often unrecognized window to intervene.

Practical Takeaways

• Managers who initiate weekly meaningful conversations with direct reports — covering goals,
recognition, collaboration, and strengths — are associated with employees being four times more likely
to be highly engaged, according to Gallup's own research.

• The three primary areas employees identified as potentially preventable drivers of departure were
compensation and career advancement, manager relationship quality, and unresolved organizational
or workload barriers — suggesting these are the domains where managerial attention is most
consequential.
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Critical Analysis

Strengths: The study is based on a nationally representative sample of 717 voluntary leavers in the U.S.,
which provides a reasonable empirical foundation. The use of open-ended questions adds qualitative
texture to the quantitative findings. The longitudinal framing — comparing turnover risk to data going back
to 2015 — provides useful context. Limitations: The research is entirely self-commissioned by Gallup, an
organization that sells employee engagement consulting, manager training, and survey products directly
tied to the conclusions drawn. This creates a material conflict of interest. The sample is retrospective and
self-reported, introducing recall bias and social desirability effects. The causal language used throughout
— implying that managerial conversations would have prevented departures — is not supported by
experimental or quasi-experimental design; the data is correlational. Replacement cost estimates (200%,
80%, 40% of salary by role tier) are presented without citation of their methodological basis. The article
also transitions freely between descriptive findings and prescriptive guidance, blurring the line between
evidence and advocacy. The call-to-action links at the end directing readers to Gallup products further
underscore the commercial framing.

Organizational Practice

The article describes organizations where manager-employee communication in the months preceding
voluntary departure is largely absent. In the studied sample, nearly half of departing employees reported
no proactive conversation with a manager or leader about job satisfaction, performance, or future plans in
the three months before leaving. Where conversations did occur, they rarely covered career trajectory, job
satisfaction, or retention-oriented topics. The article also documents that employees more commonly
discussed their intention to leave with coworkers than with their direct supervisors.

Strategic Implications

The data points to a structural gap in how organizations deploy managerial attention — specifically, the
absence of proactive retention-oriented dialogue before employees reach the exit decision. If 77% of
departures occur within three months of a job search beginning (or without any search), this implies that
conventional exit interview and offboarding processes capture intent too late to influence outcomes. The
findings also suggest that compensation, while the most commonly cited preventable factor, accounts for
only 30% of reported prevention pathways, with the remainder distributed across relational and structural
management behaviors — a pattern that may inform how organizations prioritize manager
capability-building relative to total compensation benchmarking. The reported gap between employee
long-term commitment levels (lowest in nine years) and stabilized quit rates signals a potential lag dynamic
in voluntary attrition trends.
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