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Preface

Introduction and Overview of the Book

Psychology of Retention: Theory, Research and Practice covers up-to-date theory
and research that inform retention practices in the contemporary volatile, uncertain,
complex, ambiguous (VUCA) landscape. The various chapters, written by pro-
fessional scholars, subject matter experts and practitioners in the field of retention,
contain much rich information about the psychology of retention as manifested in
real-life contexts across the globe. Presented from an integrated conceptual
framework for the psychology of retention, the book is novel in exploring retention
from both classical (e.g. Job Demands-Resources Model, Self-Determination
Theory, Conservation of Resources Theory, Broaden-and-Build Theory and
Expectancy Theory) and new models and conceptual frameworks relevant to the
contemporary work context. Apart from being anchored in sound theoretical
frameworks and research evidence, the various chapters provide practical guidelines
for retention practice and recommendations for future research. The book is timely
when considering the continuing “war for talent” in times of skills scarcity demands
globally. Losing talented employees can be a costly exercise for organisations
because of severe losses in terms of productivity, creativity, efficiency and profit.
Talent retention is also important for business competitive advantage and sustain-
ability and, therefore, as highlighted by the various chapters, remains a topic of high
interest and challenge for most organisations and practitioners.

Generally, the scholars in this book describe retention as a systematic attempt by
an organisation to develop and nurture an encouraging environment that promotes
employees’ decision to remain in the organisation through policies that consider
various needs. The various chapters refer to the concept of retention (“retain”) as
meaning (1) “to hold or keep in possession” and (2) “to engage the services of ”.
The psychological focus of this book emphasises practices relevant to the digital era
brought about by the Fourth Industrial Revolution’s rapid technological advance-
ments. Contemporary retention practices are focused on engaging employees fully
in the organisation as a continuous contemporary theme. To this end, the book
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focuses especially on deepening the reader’s understanding of the role of various
psychological and job/career factors in retention. The chapters also point to dif-
fering needs of a multigenerational and diverse workforce for which retention
practices should cater. The chapters also evaluate the role of organisational prac-
tices such as work ethics, mentoring and rewards in contemporary retention
practice.

The book is divided into six major parts as illustrated below. The six parts
represent the elements of an integrated conceptual framework for understanding the
psychology of retention.

Towards an integrated conceptual framework for the psychology of retention

Conceptual 
lenses in 

viewing the 
psychology 
of retention 
in a VUCA 

world of 
work 
Part I

External organisational context: Emerging world of work
Part II

Internal 
organisational 
context 
Part III

Employee 
characteristics
Part IV

Organisation-individual 
relationship 
Part V

Organisational practices
Part VI

Part I of the book, Conceptual Lenses in Viewing the Psychology of Retention in
a VUCA World of Work, comprises two chapters that illustrate the psychology of
retention from the perspective of two conceptual lenses, namely the Job
Demands-Resources dual process model (Chap. 1) and the Flow@Work Model
(Chap. 2) which is relevant for not only retaining employees, but also to improve
business performance in the contemporary world of work.

Part II of the book (Chaps. 3 and 4), External Organisational Context: Emerging
World of Work, positions the psychology of retention within the pervasive
influencing context of the VUCA and digital landscape which demands innovative
thinking regarding retention practices that promote employee engagement over the
long term. The authors make a compelling case for retention practices that address
the needs of a fast-evolving digital era employee. Articulating an appealing
employee value proposition (EVP) and mapping and surveying employee experi-
ences in terms of meaningfulness and engagement across various areas of the
employee journey within the organisation are emphasised.

Part III of the book, Internal Organisational Context, comprises four chapters
(Chaps. 5–8) that illustrate the dynamics of the psychology of retention within the
internal organisational context. The dynamics of personal and organisational
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resources, factors influencing person–job fit and embeddedness, and the creation of
need supportive environments and practices are highlighted. The basic premise is
that employee behaviour is a function of personal and environmental factors that
manifest within a specific organisational context. The interplay between these
factors should be considered in understanding the reasons why employees decide to
stay in or leave an organisation. The authors highlight key insights that inform
retention practices.

Part IV of the book, Employee Characteristics, comprises five chapters (Chaps.
9–13) that explore the role of employee characteristics in the psychology of
retention. The various chapters extend on the basic premise of Part III and
demonstrate how socio-demographic diversity impacts on retention by examining
how person–organisational factors interact with individuals’ socio-demographic
characteristics.

Part V of the book, Organisational-Individual Relationship: Psychological
Contract, comprises three chapters (Chaps. 14–16) that illustrate the role of the
psychological contract in the psychology of retention. Linking back to the external
organisational context (VUCA and digital landscape see Part II) influencing the
psychology of retention, Part V contributes to a better understanding of especially
Millennials’ expectations at work and their retention.

Part VI of the book, Organisational Practices, comprises four chapters (Chaps.
17–20) that address work ethics, mentoring and reward solutions as important
practices in the psychology of retention. The authors reiterate that retention prac-
tices should address the total rewards elements of compensation, benefits, perfor-
mance management, work-life balance, recognition, and talent development and
career opportunities.

In a nutshell, the various sections of the conceptual framework illustrate that
retention strategies and practices should be aligned to the changing nature of work
and jobs which is influenced by the technological advancements of the digital era
and knowledge economy. Retention practices should take cognisance of the psy-
chological contract expectations and career development needs of a diverse
workforce and especially those of young talent (e.g. Millennials). In this regard, the
employee value proposition (EVP) is a critical element of a retention strategy.
Employee engagement continues to be a pervasive theme for retention. Retention
strategies should include fostering a conducive and supportive environment for
enhancing employees’ engagement, intrinsic motivation and commitment.
Managers and practitioners need a sound understanding of the psychological and
job/career factors, and job demands and job resources that contribute to engaging or
disengaging (withdrawal) behaviours. A holistic approach, including a total rewards
strategy which focuses on retention-related policies and practices relevant to
compensation and benefits, performance management, work-life balance, reward
and recognition, talent development and career advancement opportunities, training
and development, supervisor support and employee wellness/well-being, is seen as
essential for staff retention. The book advocates the notion of design thinking
relevant to the digital era to map actual employee experience throughout the
employee journey in the organisation. Assessing and monitoring employees’
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experiences of the organisation across the various areas of a total rewards strategy,
including sourcing and recruiting, pre-boarding, onboarding (orientation and initial
training), communication, and community involvement, job embeddedness, per-
son–job fit, organisational culture, performance and development mentoring and
feedback, continuous learning and growth feedback, retirement, termination or
resignation, will ultimately help to foster employee engagement.

We acknowledge that retention is a complex theme and that the chapter con-
tributions only provide a snapshot of the themes and practices of relevance and
interest in the contemporary work context. Although the book generally presents
retention, low turnover rates and low turnover intentions as the hallmark of a
healthy organisation, we also acknowledge that not all staying or retaining is
necessarily good and to the benefit of the organisation. As Holtom and colleagues
(Chap. 5) so eloquently point out, with turnover comes an influx of potentially new
and creative energy and talent to fuel an organisation forward. However, we trust
that the readers of this book will find the theory, research findings and practical
retention guidelines helpful to their own understanding of the psychological prin-
ciples underpinning retention. We also hope that the thoughts and suggestions
presented in the various chapters will stimulate further research endeavours that will
contribute to much-needed innovative evidence-based retention practices that
benefit both employees and their organisations.

Enjoy reading the book!

Pretoria, South Africa Melinde Coetzee
Ingrid L. Potgieter

Nadia Ferreira
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Part I
Conceptual Lenses in Viewing the

Psychology of Retention in the VUCA
World of Work

Overview and Insights

Towards an integrated conceptual framework for the psychology of retention

Conceptual 
lenses in 

viewing the 
psychology 
of retention 
in a VUCA 

world of 
work 
Part I

External organisational context: Emerging world of work
Part II

Internal 
organisational 
context 
Part III

Employee 
characteristics 
Part IV

Organisation-individual 
relationship 
Part V

Organisational practices
Part VI

Part I, Conceptual Lenses in Viewing the Psychology of Retention in a VUCA World of Work,
comprises two chapters that provide useful conceptual foundations for understanding the psy-
chology of retention.

Overview

In Chap. 1, A Job Demands—Resources Framework for Explaining Turnover Intentions, Gerhard
Roodt posits that talent loss and talent retention are respectively associated with the intention to
leave or to stay in the organisation. Based on a sound review of the research literature, the author
argues that talent retention is dependent on how engaging or disengaging employees view their
working conditions and job characteristics in their organisations. The author uses the well-known
job demands-resources (JD-R) model as theoretical lens to critically review the dynamic inter-
action between resources (JR: pull factors) and demands (JD: push factors), on the one hand, and
outcomes (engaging and withdrawal behaviours), on the other hand, as mediated by personal
dispositional factors (i.e. sense-making and meaning of work; personal resources; self-regulation/
self-determination; and personal agency). The author discusses a number of distal contextual push



and pull factors that are related to engaging or disengaging work behaviours (i.e. organisational
support; quality of supervisor relationship; workload; task identity; perceived external prestige;
perceived team climate; and contract breach as distal factors and advancement opportunities;
growth opportunities; work–family conflict/balance; and job insecurity as proximate factors). The
author describes how the intermediate outcomes (engagement or disengagement) influence indi-
viduals’ final decision to stay or leave the organisation. Based on the latter finding, some sug-
gestions are made for practitioners and for researchers to foster a healthy workplace for talent
retention.

Chapter 2 by Dieter Veldsman, The Flow@Work Model as a Talent Retention Framework for
the Knowledge Economy, makes a compelling case for new talent retention frameworks that
address the unique challenges posed by the knowledge economy of the volatile, uncertain, com-
plex and ambiguous (VUCA) world of work. The author emphasises that the world of work has
entered the Fourth Industrial Revolution, with technological innovation, a multi-generational
workforce that is distributed across the globe, and the rise of on-demand talent changing the way in
which organisations operate. Talent has become a scarce commodity, with organisations having to
compete for this global and mobile workforce. The chapter makes a novel contribution to the
retention literature by presenting the Flow@Work model as a talent retention framework for
knowledge economy organisations. The model is built upon the theoretical concept of psycho-
logical work immersion, which refers to a pervasive state of profound emotional, cognitive and
physical identification with, and enjoyment of, the work experience within a particular sociocul-
tural context. This chapter contributes on a practical level by indicating that the Flow@Work
model has been utilised as a framework for the implementation of various talent retention
strategies within South African organisations as a method to drive sustainable business perfor-
mance. In the retention space, the Flow@Work model provides organisational practitioners and
leaders with a simple framework that can be applied to their environments to support their
employees to continuously achieve higher states of psychological work immersion, leading to
benefits for both the organisation and the individual employee.

Key Insights

Part I of the book illustrates the psychology of retention from the perspective of two conceptual
lenses, namely the job demands-resources dual process model (Chap. 1) and the Flow@Work
model (Chap. 2), which is relevant for new world of work to not only retain employees, but also to
improve business performance.

Practice Guidelines
The job demands-resources dual process model (Chap. 1) is especially useful to help managers
and practitioners understand, address, and measure the psychological factors that either promote
engaging or disengaging behaviours and attitudes. Practice guidelines include inter alia surveys to
assess how engaging or disengaging employees view their working conditions and job charac-
teristics in their organisations in terms of JRs and JDs. HR practices should focus on interventions
to grow and develop those personal dispositional factors that will result in optimally functioning
individuals who possess competencies and skills to effectively and systematically deal with job
challenges and hindrances (JDs).

The author of Chap. 2 presents the concept of creating an enabling environment for the
retention of employees by means of the Flow@Work model. The model is built upon the theo-
retical concept of psychological work immersion, which refers to a pervasive state of profound
emotional, cognitive, and physical identification with, and enjoyment of, the work experience
within a particular sociocultural context, all of which allude to the psychology of retention. The
model is operationalised in terms of an empirically tested scale (the psychological work immersion
scale: PWIS) which serves as a reliable and valid diagnostic framework to identify critical areas of
focus to drive talent retention over the longer term. The author illustrates by means of two real-life
case studies how the PWIS was applied to identify key areas of focus for targeted long-term OD
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interventions. The usefulness of the PWIS lies in its measurement of impact of the people com-
ponent on the business performance/profit side.

Research Gaps
Some of the research gaps highlighted by the author of Chap. 1 include research on an organi-
sational level (i) to determine which JDs and JRs are active and dominant for different organi-
sations, (ii) on which levels in these organisations these JRs and JDs are active, and (iii) also for
which job families or communities of practice in these organisations it is the case. The author
views the information as a prerequisite for designing and developing effective interventions to
promote engagement levels for specific work roles on the various organisational levels. The author
(Chap. 1) also makes a case for evaluation research to test the effectiveness of different inter-
ventions with the aim to grow and develop particular JRs and also to reduce the negative impact of
JDs that will result in positive gain spirals.

In Chap. 2, the author recommends further testing of the PWIS in terms of its applicability to
other contexts globally, with specific reference to non-Westernised working environments.
Continuous research regarding the longitudinal impact of the model by means of the PWIS on
employee retention and business performance should also be explored.
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Chapter 1
A Job Demands—Resources Framework
for Explaining Turnover Intentions

Gerhard (Gert) Roodt

Abstract This chapter is based on the well-known and widely used premise that
B = f (P X E) (where B = behaviour; f = function of; P = Person and
E = Environment). The chapter will first introduce a number of distal contextual
(environmental) factors that may have an impact on individuals’ levels of engaging
work behaviours and consequently their intention to stay or leave the organisation.
Second, a number of proximate contextual factors will be introduced that may
influence individuals’ decision to leave or stay in the organisation. Third, are unique
individual dispositional factors that may mediate/moderate the relationship between
environmental factors and intermediate outcomes. Fourth, a framework based on
the well-known Job Demands—Resources (JD-R) Model will be introduced. This
model provides a perspective on the dynamic interactions of the contextual factors
(viewed either as resources or demands from a JD-R perspective) and personal
factors as well as how these are related to outcomes such as engagement or with-
drawal behaviours. Fifth, these outcomes will influence the decision to stay or leave
the organisation. Finally, some practical implications for retention are pointed out
and suggestions for research are made.

Keywords Job demands-resources � Turnover intention � Distal factors
Proximate factors � Dispositional factors � Retention � Engagenment

Introduction

The retention of personnel remains one of the most important topics in Human
Resource Management and Industrial Psychology literature today. It therefore
comes as no surprise that some authors (e.g. Michaels et al. 2001) use military
terminology to describe this continuous and severe struggle to retain talent as the

G. (Gert) Roodt (&)
Department of Industrial Psychology and People Management Johannesburg Business
School, University of Johannesburg, Johannesburg, South Africa
e-mail: groodt@uj.ac.za
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‘war for talent’. This chapter is focused on talent retention and its structure is based
on the well-known and widely used premise that B = f (P X E), (where
B = Behaviour; f = function of; P = Person and E = Environment). This equation
is graphically depicted in Fig. 1.1 as:

Flowing from Fig. 1.1, this chapter will first introduce a range of distal con-
textual (environmental) factors that may have an impact on an individual’s level of
work engagement (or disengagement) and consequently their intention to stay or
leave the organisation. Second, the number of proximate contextual factors will be
introduced that may influence individuals’ intermediate outcomes such as work
engagement (or disengagement) and consequently their final decision to leave or
stay in the organisation. Third, are unique individual (personal) dispositions such as
personal resources as well as personal agency that contribute to optimal individual
functioning. Fourth, a dual process framework based on the well-known Job
Demands—Resources (JD-R) Model will be introduced. This model provides a
dynamic perspective on the dual process interaction of contextual (viewed either as
resources or demands from a JD-R Model perspective) and personal dispositional
factors that either facilitate or inhibit individual engagement levels as intermediate
outcomes. The proposed framework suggests that the relationship between the
dynamic interaction between resources (pull factors) and demands (push factors) on
the one hand and outcomes (engagement and withdrawal behaviours) on the other
hand are mediated by individual dispositional factors. Fifth, the intermediate out-
comes (engagement or disengagement) will influence individuals’ final decision to
stay or leave the organisation. Finally, some suggestions are made for practitioners
and for researchers.

Environmental factors

Distal and proximate Job
Resources and Job Demands

Individual disposi onal factors

Sense-making and Meaning of Work;
Personal resources; Personal agency;
Self-regula on / self-determina on

Behavioural outcomes

Intermediate and final outcomes

Fig. 1.1 A graphical depiction of the behaviour equation (own compilation)
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Contextual (Environmental) Factors

Referring back to Fig. 1.1, the contextual (environmental) factors can be divided
into distal and proximate contextual factors (job resources and demands). Based on
their prominence in published empirical research, a selection of the distal contextual
factors will be presented first.

(i) Distal contextual (environmental) factors
A range of different distal contextual factors may contribute to an individual’s
engagement or disengagement in the work place. Several publications have shed
light on factors that promote engagement (or disengagement) in the workplace
(Bakker and Demerouti 2007, 2008; Bakker et al. 2008, 2014; Demerouti et al.
2001; Rothmann and Rothmann 2010; Schaufeli and Bakker 2004). Schaufeli and
Taris (2014) also listed a range of such factors on an individual level whilst Joubert
(2010) listed not less than 57 management practices on different levels in organi-
sations that contribute to work engagement on an individual, team, organisational
and a managerial level. According to Hakanen and Roodt (2015: 86) JDs and JRs
may be located on the following levels in organisations, namely on the organiza-
tional (e.g. salary and career opportunities), interpersonal and social relationships
(e.g. supervisor and co-worker support), organization of work (e.g. role clarity,
participation in decision-making), and task levels (e.g. performance feedback, skill
variety, autonomy).

Perhaps the most significant attempt to date to create a framework or a taxonomy
for organising the different demand (push) and resource (pull) factors is the study of
Demerouti et al. (2001) that resulted in the Job Demands—Resources (JD-R)
Model. The JD-R Model suggests that if JRs weigh proportionally more than the
JDs, then engaging work behaviours (such as work engagement) will follow. Again,
if JDs weigh proportionally more than the JRs, then disengaging work behaviours
(also referred to as withdrawal behaviours) will follow. There is also empirical
support for the premise that JRs buffer the negative effects of JDs in promoting
work engagement (Bakker et al. 2007). The JD-R Model seems to have wider
applicability then only the prediction of work engagement, because it can also be
extended to the prediction of work identity (i.e. the identification with work and all
its related facets) as was established by the De Braine (2012) study (also see De
Braine and Roodt 2011). But not all these pull and push factors mentioned by
Joubert (2010) or by Schaufeli and Taris (2014) are linked to or included in the
JD-R Model (which is too limited or restrictive). There are other engagement
facilitating factors or inhibiting factors also respectively referred to as pull and push
factors. In view of this, JDs may also be referred to as inhibiting or push factors and
JRs can also be named facilitators or pull factors.

More specifically, job resources (JRs) are “…Those physical, psychological,
social or organizational aspects of a job that either/or (1) reduce job demands and
the associated physiological and psychological costs; (2) are functional in achieving
work goals; and (3) stimulate personal growth, learning and development”
(Demerouti et al. 2001: 501). According to De Braine and Roodt (2015) these JRs
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can be grouped into proximate and distal JRs, where the proximate JRs are closer to
the individual and include factors such as the relationship with the supervisor, peers
and role clarity. Distal (contextual) JRs are moved further away from the individual
and may include aspects such as the perceived team climate, perceived external
prestige of the organisation and information/communication flow. It should be
noted at this point in time that the absence of any job resource may turn into a job
demand. For instance, the absence of a good relationship with a supervisor may
become a job demand.

Bakker et al. (2007: 275) are of the opinion that job demands (JDs) “represent
characteristics of the job that potentially evoke strain, in case they exceed the
employee’s adaptive capability”. JDs are more precisely defined as “…those
physical, social, psychological, or organizational aspects of a job that require
sustained physical and/or psychological (i.e. cognitive and emotional) effort on the
part of the employee and are therefore associated with certain physiological and/or
psychological costs” (Demerouti et al. 2001: 501). JDs can also be grouped into
proximate and distal JDs where proximate JDs include emotional demands, role
ambiguity, role conflict and lack of social support from supervisors and peers as
well as work overload to name a few. Distal (contextual) JDs on the other hand may
include unfavorable working conditions as well as an unsupportive work climate.
Van den Broeck et al. (2010) argue that all job demands are not equal and that one
should distinguish between job hindrances (which are more severe) and job
challenges.

An important premise the JD-R Model is working on, is that two sets of working
conditions prevail (see Hakanen and Roodt 2010) that provide the basis for refer-
ring to this model as a dual process model. Two different, but related processes
according to Bakker and Demerouti (2007: 313) and Schaufeli and Bakker (2004:
296) are: “(1) an energy sapping, health impairment process in which high job
demands exhaust employees’ mental and physical resources leading to burnout, and
eventually to ill-health; and (2) a positive motivational process in which job
resources foster engagement and organizational commitment” (Hakanen and Roodt
2010: 87). The health impairment process results in constant overload and even-
tually to exhaustion and employee withdrawal (disengaging) work behaviours. On
the other hand, the motivational process leads to increased extrinsic motivational
levels to cope with job demands and for achieving work goals. This results in
increased engagement levels and other forms of engaging work behaviours.

It should also be noted that sufficiently decreased job demands may turn these
demands into job resources. For instance, the absence of role conflict may become a
job resource. A selection of these distal contextual factors will be discussed next.

Perceived Organisational Support

De Braine and Roodt (2015) view perceived organisational support (POS) as an
umbrella term that contains a number of sub-dimensions. These sub-dimensions are
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employees’ relationships with their supervisors (to be discussed under the next
heading); flow of information and communication; role clarity; and participation in
decision-making. The term perceived organisational support was coined by
Eisenberger et al. (1986: 501) as employees’ “…global beliefs concerning the extent
to which the organization values their contributions and cares about their wellbeing”.
In view of this definition, perceived organisational support is classified as a JR.

Empirical research that links POS and different forms of engaging behaviours
(e.g. attachment; job involvement; work engagement; organisational commitment;
organisational citizenship behaviours (OCBs); organisational identification; work
identity; and others) are amongst those reported by Anthun and Innstrand (2016),
Campbell et al. (2013), Christian et al. (2011), Cheung and Wu (2013), De Braine
(2012), Fuller et al. (2006a), Rothmann and Joubert (2007), and Rothmann and
Rothmann (2010). Research by Sundin et al. (2006) reported on factors that con-
tribute to perceived social and supervisory support. These listed studies suggest that
POS is an antecedent for work engagement or other forms of engaging workplace
behaviours that may eventually lead to the decision to stay with the organisation.

Quality of Supervisor Relationship

The saying “people leave because of their supervisor” has nearly become general
knowledge now. Employees assess the quality of their relationship with their
supervisor. Supervisory support is defined as “…the degree to which employees
perceive that supervisors offer employees support, encouragement, and concern”
(Babin and Boles 1996: 60). In short, it all boils down to the fact that if the
supervisor is supportive, considerate and caring it would make the employees wish
to stay. Supervisory support can therefore be classified as a JR.

Studies that link the quality of the supervisor relationship and different forms of
engaging behaviours are Barkhuizen et al. (2013), Collins et al. (2014), Friede et al.
(2008), Geertshuis et al. (2015), Menguc et al. (2016), O’Connor and Srinivasan
(2010), Paglis and Green (2002), Schermuly and Meyer (2016), Sollitto et al.
(2016), Stringer (2006), Volmer et al. (2012), Yee et al. (2015) and Yuan and
Woodman (2010). On the other hand Liao et al. (2010), and Zhao et al. (2013)
reported improved employee creativity levels where LMX quality is considered to
be high. These listed studies suggest that quality of the supervisor relationship is an
antecedent for work engagement and/or other forms of engaging workplace beha-
viours that may eventually lead to the decision to stay with the organisation.

Work Load (Overload and Underload)

Work load is a neutral term, whilst work overload is regarded as anything that
places high attentional demands on an employee over an extended period of time
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(Berry 1998). Overload can be described in qualitative and quantitative terms.
Quantitative overload suggests that there is too much work to do in the available
time space. Qualitative overload on the other hand is considered to be work that
exceeds the skills level or concentration level of an employee (De Braine and Roodt
2015). Work overload is clearly a JD, and two types of work overload are where
demands exceed the employees’ mental or emotional capacities to deal with these
types of demands. Continuous mental and emotional demands may eventually lead
to different types of withdrawal behaviours and ultimately to stress and burnout.
Work underload can also be classified as a JD where the mental and emotional
capacities of an employee are not sufficiently challenged.

Empirical research where work overload is connected to different forms of
disengaging behaviours (e.g. work alienation; withdrawal; lethargy; burnout;
organisational estrangement; counter-productive behaviours (CPBs); organisational
de-identification; and others) are amongst others those reported by Buys and
Rothmann (2010), Friedemann and Buckwalter (2014), Hakanen et al. (2017),
Jensenet al. (2011), Karatepe (2013), Lackritz (2004), Rothmann and Joubert
(2007), Schaufeli et al. (2009), and Xanthopoulou et al. (2007). These listed studies
suggest that workload (either overload or underload) is an antecedent for burnout
and/or other forms of disengaging workplace behaviours that may eventually lead
to the decision to leave the organisation.

Task Identity

Task variety has been included previously in JD-R research, but research on task
identity in this context is limited. Hackman and Oldham (1975: 161) define task
identity as “…the degree to which the job requires completion of a ‘whole’ and
identifiable piece of work—that is, doing a job from beginning to end with a visible
outcome”. According to De Braine and Roodt (2015) task identity also positively
influences the experience of meaning at work. Task identity can be classified as a
JR, but if a clear task identity is lacking at work it can easily turn into a JD.

Studies that reported on the link between task identity and engaging work
behaviours are limited and only those of De Braine (2012), and Rothmann and
Jordaan (2006) could be found.

Perceived External Prestige (PEP)

Employees’ willingness to identify with an organisation is dependent on an
organisation’s corporate reputation, its organisational identity, and perceived
external prestige (De Braine and Roodt 2015). Perceived external prestige (PEP) is
defined as “…the judgment or evaluation about an organization’s status regarding
some kind of evaluative criteria, and refers to the employee’s personal beliefs about
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how other people outside the organization such as customers, competitors and
suppliers judge its status and prestige” (Carmeli et al. 2006: 93). When employees
assess PEP as being positive, then PEP is considered to be a JR. But when PEP is
evaluated as being negative, then PEP can turn into a JD.

Reported research on the link between PEP and engaging work behaviours are
Carmeli (2004, 2005), Carmeli and Freund (2009), Ciftcioglu (2011), De Braine
(2012), Fuller et al. (2006a, b), Guerrero and Challiol-Jeanblanc (2017), Kang et al.
(2011), and Smidts et al. (2001). These listed studies suggest that PEP is an
antecedent for different forms of engaging workplace behaviours that may even-
tually lead to the decision to stay with the organisation.

Perceived Team Climate

Team climate can be viewed as a team’s shared perception of organisational
policies, practices and procedures. Anderson and West (1998) further propose that
perceived team climate comprise of four broad factors: (a) shared vision and
objectives; (b) participative safety; (c) commitment to excellence, involving a
shared concern for the quality of task performance; and (d) support for innovation
which includes expressed and practical support. Team climate also refers to a
shared commitment to teamwork, high standards and systemic support for coop-
eration (De Braine and Roodt 2015). Based on this description, perceived team
climate can be classified as a JR if rated positively, but if rated negatively, it can
turn into a JD.

Empirical research on the relationship between perceived team climate and
engaging team behaviours are Anderson and West (1998), De Braine (2012),
Joubert and Roodt (in review); and Torrente et al. (2012). Only a few studies were
conducted that considered perceived team climate as an antecedent of team level
engagement. These listed studies suggest that team climate is an antecedent for
different engaging workplace behaviours that may eventually lead to the decision to
stay with the organisation.

Contract Breach

As opposed to the explicit employment contract, the implicit psychological contract
is a set of subjective expectations and obligations that employees and employers
hold of one another in respect of a range of work-related conditions, such as
development opportunities, advancement, compensation, performance management
as well as justice and fairness. If the conditions and principles of the psychological
contract are honoured, it can be classified as a JR, but if the conditions and prin-
ciples are violated (also termed psychological contract breach), it can easily turn
into a JD. In the case where contract breach is a JD, it leads to feelings of
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resentment and consequently to organisational estrangement and also to organisa-
tional de-identification (De Braine and Roodt 2015).

Research studies that report on the relationship between contract breach and
disengaging work behaviours are Bester (2012), and Suazo et al. (2008). Empirical
research on contract breach as a JD is sparse. These listed studies suggest that
contract breach is an antecedent for disengaging workplace behaviours that may
eventually lead to the decision to leave the organisation.

A selection of proximate contextual factors that may have an impact on work
engagement (or disengagement) which ultimately results in the decision to leave or
stay with the organisation will be discussed next.

(ii) Proximate contextual (environmental) factors
Proximate contextual factors are a set of environmental factors that are more

closely related to an employees’ job and to him/her as a person. These factors can
also be classified as either a JR or as a JD. Based on their prominence in published
empirical research, a selection of the most important proximate (contextual) JRs and
JDs of this model or taxonomy will be discussed next in more detail.

Advancement Opportunities

Opportunities for advancement or progress in the workplace is an umbrella term
that includes a number of sub-dimensions. De Braine and Roodt (2015) have
included remuneration, career progression possibilities, and training opportunities
under this category. This means that employees would assess advancement
opportunities in an organisation as the opportunity to progress and increase income,
status, and career progression. Advancement opportunities will be viewed as a JR if
this aspect is rated positively by employees, but if absent this aspect will turn into a
JD.

Several studies reported on the relationship between advancement opportunities
and engaging work behaviours such as those reported by Amiri et al. (2016), Cho
and Huang (2012), De Braine (2012), Ezzedeen and Ritchey (2009), Inandi (2009),
Rothmann and Joubert (2007), Rothmann and Rothmann (2010), and Tharshini
et al. (2016). On the other hand a study by Meddour et al. (2016) did not find any
relationship between career advancement opportunities and turnover intentions in
Malaysia.

These listed studies suggest that advancement opportunities is an antecedent for
different forms of engaging workplace behaviours that may eventually lead to the
decision to stay with the organisation.
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Growth Opportunities

Growth opportunities is also an umbrella term that refers to two sub-dimensions,
(1) the opportunity to grow and develop a variety of work-related skills, and
(2) providing the opportunity to learn and to develop. According to De Braine and
Roodt (2015) the latter refers to providing opportunities that will enable employees
to grow and development knowledge, skills and attitudes in the workplace. If
growth opportunities are rated positively by employees it will be considered to be a
JR, but if rated negatively this aspect will turn into a JD.

A number of studies reported on the relationship between growth opportunities
and engaging work behaviours such as those reported by Altunel et al. (2015), Buys
and Rothmann (2010), De Braine (2012), Kira et al. (2010), Park et al. (2014),
Rothmann and Rothmann (2010), Van Wingerden et al. (2017), and Weer and
Greenhaus (2017). These listed studies suggest that growth opportunities is an
antecedent for different forms of engaging workplace behaviours that may even-
tually lead to the decision to stay with the organisation.

Work—Family Conflict/Balance

Owing to the fact that in recent times there is a better representation of both males
and females in the workplace and the fact that dual career couples (where both
partners are working) is a general phenomenon in modern economies as well as in
the current economic climate, resulted in the emergence of the work—family
conflict phenomenon. This phenomenon can have several dimensions or facets
where for instance a working individual is experiencing difficulty to balance the
workplace demands with family demands or vice versa. Closely related, are
spill-over effects between work and family life for an individual where events in
one sphere have an impact (either positive or negative) in another sphere. It may
also happen that partners of dual career couples are experiencing difficulty to
balance work and/or family events and to juggle priorities between them. Crossover
effects again refer to the conditions where experiences of one partner are carried
over to the other partner in the relationship. Against this backdrop Greenhaus and
Beutell (1985: 77) define work—family conflict as “…a form of inter-role conflict in
which the role pressures from the work and family domains are mutually incom-
patible in some respect”. From this definition’s point of view work—family
conflict/balance can be viewed as a JD, but in the case of the absence of any conflict
it may become a JR.

Empirical research that reported on the effects between work—family conflict
and different types of engaging work behaviours are those reported by Baer et al.
(2016), Bakker et al. (2009), Brotheridge and Lee (2005), Byrne and Canato
(2017), Chen and Huang (2016), Chernyak-Hai and Tziner (2016), De Braine
(2012), Ezzedeen and Ritchey (2009), Fiksenbaum (2014), Friedemann and
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Buckwalter (2014), Halbesleben et al. (2009), Hall et al. (2010), Karatepe (2013),
Karatepe and Karadas (2013), Mache et al. (2016), Mauno et al. (2015),
Medina-Garridoet al. (2017), Nielson et al. (2001), Robinson et al. (2016),
Schaufeli et al. (2009), Straub (2007), Thanacoody et al. (2009), Tement and
Korunka (2015), Watanabe and Falci (2016), and Yamaguchi et al. (2016).

These listed studies suggest that the presence of work-family conflict is an
antecedent for different forms of disengaging workplace behaviours that may
eventually lead to the decision to leave the organisation.

Job Insecurity

Experiencing a sense of security (feeling protected from fear and threat) in the
workplace has emerged as an important research variable in more recent Industrial
Psychological research. Rothmann et al. (2006) describe job insecurity as “feeling
insecure in the current job and level with regard to the future thereof”. Greenhalgh
and Rosenblatt (1984: 438) take a sociological view of job insecurity as “…a sense
of powerlessness to maintain desired continuity in a threatened job situation”. In
view of these definitions it is evident that job insecurity is considered to be a JD, but
in the case of job security (the absence of insecurity), it is a JR.

Several studies reported on the empirical link between job insecurity and dis-
engaging work behaviours. Amongst others are the studies reported by Bosman
et al. (2005), De Braine (2012), Moshoeu and Geldenhuys (2015), Rothmann and
Jordaan (2006), Rothmann and Joubert (2007), Rothmann et al. (2006), Stander and
Rothmann (2010), Sverke and Hellgren (2002), and Van Zyl et al. (2013). Van
Schalkwyk et al. (2010) however reported no significant relationships between job
security and employee engagement in the case of a petrochemical firm. These listed
studies suggest that job insecurity is an antecedent for different forms of disen-
gaging workplace behaviours that may eventually lead to the decision to leave the
organisation.

It is evident form the discussion above that the proximate and distal JRs and JDs
may present themselves on different organisation levels (i.e. individual, team,
organisational or management levels) and Joubert and Roodt (in review) conse-
quently argue that the roles individuals occupy on these different levels in organ-
isations, may result in different degrees of engaging behaviours on the said levels.
Stated differently, an individual may be engaged based on his own contextual JRs
and JDs on an individual level, but be disengaged as a team member because of the
unfavourable ratio between JRs and JDs on a team level. Based on the different
organisation levels and the multiple roles phenomena, it is argued that employee
engagement should rather be viewed as a multi-level construct. Proximate and distal
JRs and JDs should therefore be considered for each role and on each level in the
organisation if one wishes to establish the degree of engagement on a particular
level. It is furthermore argued that different higher level contexts may have an
influence on lower level contexts and vice versa. For instance, poor management/
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leadership engagement may result in poor team and individual engagement levels or
vice versa (also see Schaufeli 2015; Tuckey et al. 2012; Van Schalkwyk et al.
2010).

Individual Dispositions

Referring back to Fig. 1.1, there are a number of individual dispositional factors
that are unique to any individual that may moderate or mediate the relationship
between the contextual factors and the intermediate and final outcomes. The basic
assumption on which these factors are presented, is that individuals’ own unique
dispositions may capitalise on the contextual (environmental) factors in order to
attain goals more effectively. Individuals who possess these dispositional factors or
who display such behaviours are often referred to as optimally functioning indi-
viduals. Personality, locus of control, self-confidence and self-esteem are some
dispositions often reported on in research. The four dispositional variables that are
selected for purposes of this discussion that contribute to optimal human func-
tioning, but that are not so frequently used, will be presented next.

Sense-Making and the Meaning of Work

The personal interpretation and meaning an individual may attach to work and to
the work-role in the creation of their own identity formation is unique to every
individual. Sense-making and meaning are two inseparable terms. Sense-making
precedes the creation of meaning in the sense that it “retrospectively ascribes
meaning” to events. “…it is an aid that serves individuals to deal with the com-
plexity and uncertainty of their environment, by creating a reasonable account of
the world” (Asik-Dizdar and Esen 2016: 2). Meaning of work on the other hand is
defined as “… as sense of coherence, direction, significance, and belonging in the
working life” (Schnell et al. 2013: 543). The Meaning of Working (MoW)—
International Research Team (1987) was conceptually defined in five major
domains with a brief explanation by Harpaz and Fu (2002) of each below:

Work centrality as a life role. Work in modern society is considered to be one
of the most important activities for people that is central to their being. Work role
centrality is based on the assumption that work plays a central and fundamental role
in the lives of individuals (also see Bothma et al. 2015).

Societal norms regarding work: entitlement and obligation. The two societal
norms entitlement and obligation were developed based on the premise that on the
one hand one can expect certain rights and responsibilities from society in return for
work and on the other hand one has a duty to contribute to society by working and
to serve society.
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Valued work outcomes. This domain investigates the general outcomes
achieved by working and their relative importance. Six general meanings of work
as developed by Kaplan and Tausky (1974) are covered in this domain that were
classified by Wiltshire (2016) into expressive and instrumental meanings (shown in
brackets):

(a) status and prestige (status and prestige bestowing activity)
(b) needed income (an economic activity, a means of survival)
(c) time absorption (a scheduled or routinized activity)
(d) interesting contacts (satisfying interpersonal experiences)
(e) service to society (morally correct activity)
(f) interest and satisfaction (intrinsically satisfying activity).

Importance of work goals. This domain focuses on the relative importance of
work goals and values that individuals wish to attain through work. This aspect is
also closely related to the self-regulation aspect to be discussed further down under
this personal resources heading.

Work-role identification. This aspect covers the extent that people evaluate and
identify working in terms of the various life roles and functions that they are
involved in (also see Bothma et al. 2015).

It is argued that the meaning attached to work (psychological meaningfulness)
by an individual is unique and serves as the foundation for becoming engaged and
for developing a work identity (see Anthun and Innstrand 2016; Beukes and Botha
2013; Ghadi et al. 2013; Krok 2016; Leunissen et al. 2016; Olivier and Rothmann
2007; Petro et al. 2017). However, Steger et al. (2012) found that other disposi-
tional factors may contribute to work engagement even when the work is mean-
ingless. Flowing from a well-developed work identity is a growing attachment to
work and work involvement.

Personal Resources (Hope; Efficacy; Resilience; Optimism)

Another variable that contributes to the unique interpretation of a person’s envi-
ronment is what is termed personal resources or PsyCap, (The term PsyCap is
derived from psychological capital). Personal resources or PsyCap consists of four
sub-dimensions, namely Hope, Efficacy, Resilience, and Optimism. In terms of
these four dimensions PsyCap is defined by Luthans et al. (2007: 3) as:

An individual’s positive psychological state of development characterized by: (1) having
confidence (self efficacy) to take on and put in the necessary effort to succeed at challenging
tasks; (2) making a positive attribution (optimism) about succeeding now and in the future;
(3) persevering towards goals, and when necessary, redirecting paths to goals (hope) in
order to succeed; and (4) when beset by problems and adversity, sustaining and bouncing
back and even beyond (resilience) to attain success.
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It is argued that these four personal resources positively contribute towards an
individual’s interpretation of a situation and to the development of personal
capacities to effectively deal with a situation. Research publications by Avey et al.
(2009), (2010), Luthans and Youssef (2004), and Luthans et al. (2007) has shown
that this collection of personal resources (PsyCap) is a powerful variable that is
contributing to optimal human functioning, to personal well-being and to individual
performance. Furthermore Sweetman and Luthans (2010) build a strong argument
that PsyCap is a prerequisite condition for work engagement to occur.

Some of the studies that show the moderating role of personal resources between
job characteristics and engaging behaviours are those of Barbier et al. (2013),
Bermejo-Toro et al. (2016), De Stasio et al. (2017), Lorente et al. (2014), Temblay
and Messervey (2011), Wang et al. (2016), Xanthopoulou et al. (2007, 2009).

It is against this backdrop that personal resources (PsyCap) provide the unique
set of competencies and skills to effectively engage with workplace challenges and
to cope with workplace conflicts and demands.

Self-regulation Theory/Self-determination Theory

Self-regulation and self-determination are two closely related processes and skills.
Where self-regulation is more externally focused on goal setting and processes of
goal attainment, self-determination is more internally focused on the degree of
autonomy a person has in choosing one’s own actions.

Orehek et al. (2017: 365) describe self-regulation as a process where “…a
person monitors the current status of his/her own action in comparison with a
reference value”. When a discrepancy between his or her current and desired state is
observed, he/she engages in actions to reduce the discrepancy. According to Orehek
et al. (2017: 365) self-regulation consists of two basic processes: “A person must
(a) make comparisons (i.e. evaluate) through a process of assessment, and (b) en-
gage in the action necessary to move forward by locomoting” (i.e. action initiation)
(sections in italics and in brackets is the author’s own insertion).

According to Nielsen (2017) the first component of self-regulation relates to goal
setting. Goal setting involves determining which goals to pursue and establishing
the criteria against which progress can be monitored. The second and third com-
ponents relate to goal striving and refer to the planning and implementation of
actions that promote goal attainment and the protection of the goals against dis-
traction and disruption.

It is argued that self-regulation can mediate the relationship between job char-
acteristics and engaging job behaviours (see Diestel and Schmidt 2009; and Koole
et al. 2012).

Self-determination theory is a human motivation approach that focuses the
facilitation of self-motivation and healthy psychological development through
understanding innate psychological needs (Deci and Ryan 2000; Ryan and Deci
2000). Self-determination is described as the degree of freedom a person has in
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choosing to initiate actions. Autonomy is considered to be the central premise of
self-determination as it is a “…sense of choice in initiating and regulating one’s
own actions” (Deci et al. 1989: 580).

As in the case with self-regulation it is also argued that self-determination can
mediate the relationship between job characteristics and engaging job behaviours
(see Roche and Haar 2013; Rockmann and Ballinger 2017; Shih 2015; and
Trépanier et al. 2015).

It is argued that individuals with well-developed self-regulatory and
self-determination skills will function more optimally, and will consequently have a
more crystalized personal and work identity and will therefore be more successful
in attaining work-related goals and objectives (also see Friede et al. 2008).

Personal Agency

According to Crafford et al. (2015) individual agency is a means of expressing
personal identity (as opposed to following established social practice) in such a way
that it negotiates and addresses challenges in the immediate context. “It is through
this active expression of identity that people define themselves as unique beings,
and individual agency as an expression of subjective identity is a means of
self-determination that includes a degree of intentionality and personal influence”
(Crafford et al. 2015: 62).

This process of establishing a unique identity also suggests that a person should
sufficiently differentiate him/herself within a group without alienating him/herself in
the process. In essence, identity formation involves identity negotiations on two
dimensions, namely (1) on a unique personal identity (agency) versus an accepted
social practice dimension, and (2) on a uniqueness (me-ness) versus a social
membership (we-ness) dimension.

Against this background it is argued that personal agency is one of the drivers of
providing unique interpretations to contextual factors and for providing unique
solutions to workplace challenges.

Optimally functioning individuals are the ones that possess the capabilities and
skills to effectively deal with challenges in their (work) lives. It is argued that
individuals who understand the meaning of work in their lives; who possess the
necessary personal resources (PsyCap); who are self-regulated and self-determined
(who purposefully strive towards achieving their goals); and finally who through
personal agency can successfully establish and negotiate their work identities will
be able to deal more effectively with job demands (specifically the hindrances).
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The JD-R Model as Basis for the Dynamic Dual Process
Framework

In view of the discussion thus far, a dynamic dual process framework will be
presented that will connect the different components presented above into the
proposed model. This model is a more detailed model then the one presented in
Fig. 1.1, but contains in essence the same environmental factors, individual dis-
positional factors and behavioural (intermediate and final) outcomes, but in a more
detailed dual-process format. The dual process entails a positive engaging beha-
viour outcome process on the one hand, and a negative disengaging behaviour
process on the other hand. These two processes are not mutually exclusive, but
should be viewed as a kind of double helix process that continuously develops in
reciprocal, intertwined and in a cyclical way. One cannot fully understand or
explain JRs and engaging behaviours without knowing what the JDs and the dis-
engaging behaviours are—they should be considered both at the same time.

The proposed model in Fig. 1.2 consists of four columns, where the first column
introduces environmental factors in the form of different distal and proximate JRs
and JDs. The second column presents personal resources that can potentially act as
moderators or mediators between the environmental factors and the intermediate
outcomes. The third column presents the intermediate outcomes that can either be
engaging or disengaging behaviours. The fourth column presents the final outcomes
in the form of intentions to stay or leave that will ultimately result in employee loss
or employee retention.

Disengaging behaviours

Alienation / de-identification
Withdrawal / disengagement
Resistance / Burnout

Engaging behaviours

Attachment / Identification /
Involvement / Engagement

Intention to:

- Leave - results in talent loss
- Stay - results in talent retention

Personal Resources

Personal resources

Distal and Proximate
Contextual factors

Environmental
factors

Personal
factors

Outcomes:
Intermediate and final

Job Demands
Inhibitors / push
factors

Job Resources
Facilitators / pull
factors

Fig. 1.2 The dynamic dual process framework (own compilation)
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Proximate and Distal Job Resources (Pull Factors/
Facilitators)

A range of different distal and proximate contextual factors were introduced in this
chapter that may have an impact on intermediate outcomes such as engaging
behaviours. These factors were categorized as potential JRs (or also referred to as
pull factors or facilitators).

The distal JRs identified for purposes of this model are Perceived organisational
support (POS); Quality of supervisor relationships; Task identity; Perceived
external prestige (PEP); and Team climate. The proximate JRs are Advancement
opportunities; and Growth opportunities. The underlying thesis is that if JRs pro-
portionally outweigh the JDs, then it would most likely result in engaged
employees.

These listed JRs may also serve as buffers for the potential negative effects of the
JDs. In order to promote the likelihood of engaged employees, the mentioned JRs
should be supported, strengthened and expanded. Research reported by Van
Wingerden et al. (2015) shows that such interventions to strengthen and expand
JRs, lead to increased engagement levels. Leiter and Maslach (2010) made sug-
gestions on how these interventions can be structured and what they can potentially
be focusing on (the dependent variables) in order to track (or evaluate) the impact
and/or effectiveness of these interventions.

Proximate and Distal Job Demands (Push Factors/Inhibitors)

For purposes of this chapter, the distal JDs (also referred to as push factors or
inhibitors) are Work load and Contract breach. The proximate JDs are Work—
Family Conflict/balance (WFC) and Job insecurity. The underlying premise is that
when these JDs proportionally outweigh the JRs, then it would most likely result in
disengaged employees.

In order to reduce the likelihood of disengaged employees, the negative effects
of JDs should be reduced and the positive effects of JRs increased, so that JRs can
proportionally out-weigh the JDs.

Individual Dispositional Factors

For the purposes of this chapter, four personal dispositional factors that are asso-
ciated with optimal functioning of individuals were listed, namely sense-making
and meaning of work; personal resources or PsyCap; self-regulation/
self-determination; and personal agency that could possibly mediate or moderate
the relationship between JRs and JDs on the one hand and the intermediate
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outcomes on the other hand. These unique capabilities (abilities and skills) of
individuals with respect to these four personal dispositional factors are not innate,
but learned or acquired behaviours. Sweetman and Luthans (2010) are of the
opinion that these behaviours could be taught or developed by means of learning
interventions. These dispositional factors can enable individuals to deal effectively
with contextual factors that will result in enhanced engagement levels and perfor-
mance and thereby reduce the probability of leaving the organisation.

Dual Intermediate Outcomes (Work Engagement—
Disengagement)

As explained earlier the basic premise that the JD-R model works on, is that the
weight of the JRs are proportionally weighed against the JDs. If the JRs propor-
tionally out-weigh the JDs, then the intermediate outcomes will be positive and will
result in some form of engaging behaviours such as attachment, work identification
and/or job involvement and ultimately the desire to stay on in the organisation.
Hobfoll’s (1998, 2002) Conservation of Resources (COR) Theory (also see Chen
and Huang 2016) suggests that the access to resources will result into positive gain
spirals (see Hakanen et al. 2008; Salanova et al. 2010) where the current resource
base is broadened and expanded on—in short, access to resources will lead to
gaining more resources.

However, if the JDs proportionally out-weigh the JRs, then the intermediate
outcomes will be negative and will result in some form of disengaging behaviours
such as withdrawal, alienation, or under some conditions even resistance. If these
conditions persist it will ultimately lead to burnout and the desire to leave the
organisation. This state of affairs may result in negative loss spirals if the current
resource base is reduced and it may result in the future loss of resources.

Dual Final Outcomes: Intentions and Decisions to Finally
Leave or Stay

Empirical research thus far has indicated that there is a strong link between
engagement and intentions to stay (or in the case of the inverse, between disen-
gagement and intentions to leave). Bothma and Roodt (2013) in their longitudinal
study, have established that turnover intentions are strong predictors of actual
turnover over a four month and a four year period.

In the case where JRs proportionally out-weigh the JDs, there is a high proba-
bility that committed and engaged employees would develop and emerge from this
type of scenario (also see Schaufeli 2015; Tuckey et al. 2012; Van Schalkwyk et al.
2010 on how leadership empowerment behaviour improves work engagement and
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reduces employee turnover intentions). In the case where JRs outweigh JDs, there
will be a strong link between different engaging behaviours (e.g. work identity and
work engagement) and the intention to stay (compare Bothma and Roodt 2013),
which would ultimately lead to talent retention. This proposition is also supported
by a meta-analysis conducted by Halbesleben (2010).

However, the opposite is also true. In the case where JDs proportionally
out-weigh the JRs, there is a high probability that alienated employees would
develop and emerge from this type of scenario. In this case there will be a strong
link between different disengaging behaviours (e.g. personal alienation and burn-
out) and the intention to leave (compare Bothma and Roodt 2013), which would
ultimately lead to talent loss.

Conclusions and Implications for Retention Practice
and Research

It is evident from this overview of the research literature on the JD-R Model above
suggests the following in respect of promoting engagement and the likelihood to
stay on in the organisation:

1. Talent loss and talent retention is respectively associated with the intention to
leave or to stay in the organisation and is in the final instance dependent on how
engaging or disengaging employees view their working conditions and job
characteristics in their organisations (also referred to as JRs and JDs) to be.
Positive conditions or characteristics are associated with positive emotions and
experiences that trigger the desire to stay. Negative conditions or characteristics
on the other hand are viewed as being stressful that trigger the desire to leave.
A research question that needs to be addressed is how much of these conditions
have to be present to create an ‘identity threat’ and how many and which
conditions then trigger what is termed an ‘identity exit’?

2. Job characteristics (labelled as proximate and distal JRs and JDs in this chapter)
are important antecedents for explaining either engaging or disengaging work
behaviours that are respectively associated with a positive motivational process
or with a negative de-energising process that is ultimately associated with stress
and ill-health. HRM practitioners and immediate line managers should be aware
of what these job characteristics on different organisational levels are.

3. If JRs proportionally out-weigh the JDs, a positive motivational process is
triggered which results in positive gain spirals where the resource base is grown
and expanded. This positive motivational process is also associated with dif-
ferent types of engaging workplace behaviours that are in turn linked with the
desire to stay with the organisation—an important precursor to talent retention.
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4. If JDs on the other hand proportionally out-weigh the JRs, then the negative
energy sapping process is activated which results in turn in negative loss spirals
where the resource base is diminished or reduced. This negative
de-motivational process is also associated with different types of disengaging
workplace behaviours that ultimately leads to the desire to leave or escape from
the stress-inducing context or organisation. In this case, it is an important
pre-condition for talent loss.

5. Both the JRs and the JDs should be considered simultaneously in an attempt to
understand and to explain their impact on (dis)engaging workplace behaviours.
It should also be mentioned that the work-roles and organisational levels
individuals are functioning in, should also be taken into account when trying to
promote engaging behaviours in the workplace. Roles on different organisa-
tional levels may each have a unique set of push and pull factors that result in
either engaging or in disengaging behaviours.

6. In order to retain talent in organisations, the challenge for HRM practitioners
and immediate line managers therefore is to know which JRs and JDs are
predominantly active on which organisational levels and/or for which job
families or communities of practice. This knowledge is a prerequisite for
designing interventions that will strengthen and grow JRs and to simultane-
ously reduce the JDs and/or their negative impact for a given work-role and/or
job family.

7. Industrial Psychologists in collaboration with HRM practitioners can also
design interventions to grow and develop those personal dispositional factors
that will result in optimally functioning individuals who possess competencies
and skills to effectively and systematically deal with job challenges and hin-
drances. It is known that these dispositional factors positively mediate the
relationship between job characteristics and engaging workplace behaviours
that result in the desire to stay on in organisations.

8. Research challenges on an organisational level are (i) to determine which JDs
and JRs are active and dominant for different organisations, (ii) on which levels
in these organisations these JRs and JDs are active, and (iii) also for which job
families or communities of practice in these organisations it is the case. This
information is a prerequisite for designing and developing effective interven-
tions to promote engagement levels for specific work-roles on the said organ-
isational levels.

9. Evaluation research to test the effectiveness of different interventions with the
aim to grow and develop particular JRs and also to reduce the negative impact
of JDs that will result in positive gain spirals is urgently needed. Little
empirical research has been conducted in this space.

10. Another research agenda point, is to develop and to assess the impact of
interventions aimed at developing the personal competencies (personal
resources) of individuals that will finally result in optimally functioning
individuals.
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Summary

Based on a systematic literature review, this chapter is structured on a well-known
premise that behaviour is a function of personal and environmental factors. This
chapter first provided a number of distal contextual push and pull factors that are
related to engaging or disengaging work behaviours. These factors are perceived
organisational support; quality of supervisor relationship; work-load; task identity;
perceived external prestige; perceived team climate; and contract breach. Second, a
number of proximate contextual push and pull factors were identified, namely
advancement opportunities; growth opportunities; work—family conflict/balance;
and job insecurity. Third, personal dispositional factors were identified that may
mediate the relationship between contextual factors and engaging or disengaging
work behaviours, namely sense-making and meaning of work; personal resources;
self-regulation/self determination; and personal agency. Fourth, a dual process
framework based on the well-known Job Demands—Resources (JD-R) Model was
introduced. The proposed framework suggested that the dynamic interaction
between resources (pull factors) and demands (push factors) on the one hand and
outcomes (engaging and withdrawal behaviours) on the other hand are mediated by
personal dispositional factors. Fifth, the intermediate outcomes (engagement or
disengagement) do influence individuals’ final decision to stay or leave the
organisation. Based on the latter finding, some suggestions were made for practi-
tioners and for researchers to promote a more healthy work-place and talent
retention.
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Chapter 2
The Flow@Work Model
as a Talent Retention Framework
for the Knowledge Economy

Dieter Veldsman

Abstract The world of work has entered the fourth Industrial Revolution.
Technological innovation, a multi-generational workforce that is distributed across
the globe, and the rise of on-demand talent have changed the way in which
organisations operate. Talent has become a scarce commodity, with organisations
having to compete for this global and mobile workforce. The ability to attract and
retain top talent has become a critical organisational capability, yet organisations
are battling to retain employees, with talent attrition rates reaching alarming levels.
The changing psycho-social contract, employees wanting to work for multiple
employers at the same time, and a workforce that views loyalty as an outdated
concept have resulted in organisations having to redefine their talent strategies to
remain competitive. Concepts such as purpose, meaningful work, lifelong learning,
and growth have become key priorities as organisations are redefining their internal
brands to become employers of choice. This chapter discusses the Flow@Work
Model as a talent retention framework for knowledge-economy organisations. The
model is built upon the theoretical concept of psychological work immersion,
which refers to a pervasive state of profound emotional, cognitive, and physical
identification with, and enjoyment of, the work experience within a particular
socio-cultural context. The Flow@Work Model has been utilised as a framework
for the implementation of various talent retention strategies within South African
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Introduction

The world of work has entered the fourth Industrial Revolution. Technological
innovation, a multi-generational workforce that is distributed across the globe, and
the rise of on-demand talent have changed the way in which organisations operate.
Talent has become a scarce commodity, with organisations having to compete for
this global and mobile workforce. The ability to attract and retain top talent has
become a critical organisational capability, yet organisations are battling to retain
employees, with talent attrition rates reaching alarming levels. The changing
psycho-social contract, employees wanting to work for multiple employers at the
same time, and a workforce that views loyalty as an outdated concept have resulted
in organisations having to redefine their talent strategies and approaches to remain
competitive. Concepts such as purpose, meaningful work, lifelong learning, and
growth have become key priorities as organisations are redefining their internal
brands to become employers of choice.

For organisations to be successful in this ever-changing environment, a revised
approach is required with regard to how talent is attracted and retained. Traditional
talent retention mechanisms have yielded limited success, and organisations need
new approaches that go beyond monetary and tangible benefits if they are to attract
and, more importantly, retain the required talent to build sustainable organisations.

This chapter discusses the Flow@Work Model as a talent retention framework
for knowledge-economy organisations. The model is built upon the theoretical
concept of psychological work immersion, and has been successfully utilised in
numerous knowledge economy organisations as a framework to develop and
measure talent retention mechanisms and strategies. The chapter discusses psy-
chological work immersion in terms of its underpinning theoretical foundation. The
Flow@Work Model as an empirical method and its application in practice is
examined, and the discussion concludes with a reflection on the relevance of the
Model to current organisational development perspectives.

Defining the Concept of Psychological Work Immersion

Psychological work immersion is defined by Coetzee and Veldsman (2013) as a
deep state of physical, emotional, and cognitive identification with the work
experience, within a particular social-cultural context, that flows from positive
perceptions of people-effectiveness enablers. Enhanced levels of psychological
work immersion have been connected with higher levels of employee productivity,
retention, and positive association with employer brands. While related to concepts
such as work engagement, job involvement, and flow, psychological work
immersion can be distinguished by its focus on psychological presence. Kahn
(1990, 1992) describes psychological presence as a feeling of being connected,
fully attentive, and focused on one’s work role. Veldsman (2013) built on this
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concept by stating that individuals should not only draw upon their inner self in
order to express their thoughts and feelings regarding their job roles, but that the
socio-cultural context should also play a role in fostering psychological attachment
to or engagement in the organisation, and not just the task itself. As such, there is a
need for organisations to create environments where psychological presence can
occur and employees can feel connected to both the task and, by implication, the
broader organisation through the presence of people-effectiveness enablers.

People-effectiveness enablers such as manager effectiveness, appreciative feed-
back, intra-team relations, and individual congruence are important socio-cultural
factors that influence individuals’ level of psychological attachment or engagement.
Psychological work immersion allows for the channelling of energy as influenced
by socio-cultural (people) performance enablers from an individual into physical,
cognitive, and emotional labours within a particular setting at a particular time, and
further refers to the cognitive and emotional attachment that the individual expe-
riences with regard to the identity of the organisation. This perspective positions
psychological work immersion as a state of connection to the organisation, the
individual contribution to the organisational purpose within a particular context,
and a deep involvement in the individual job role and task.

Given the changing nature of the knowledge-economy work environment,
psychological work immersion describes the connection that individual employees
have to the organisation’s identity, which transcends the requirement of a physical
presence in a particular work environment. Through this broader approach, psy-
chological work immersion encapsulates the requirements of a knowledge-economy
workplace that is characterised by a diversified workforce, virtual teams, and
geographical distribution, by positioning the state of work immersion, not just in
terms of the psychological presence of the self, but also in terms of the attachment
to the broader organisational purpose (Coetzee and Veldsman 2013). In this per-
spective, psychological work immersion acts as a critical mechanism and enabler of
talent retention.

Theoretical Foundation of the Flow@Work Model

The construct of psychological work immersion has its origins in the positive
psychology movement of the early 2000s (Seligman 2012). Historically, psychol-
ogy focused predominantly on understanding human behaviour to address a lack of
optimal functioning. Such an understanding was heavily influenced by
behaviouristic and psychoanalytical paradigms of thought (Snyder and Lopez
2014). Although valuable, these perspectives, from an organisational point of view,
drove an approach to organisational development practices that focused predomi-
nantly on understanding the barriers to effective functioning, understanding the sum
of its parts, and then proposing a method for achieving effectiveness (Seligman and
Csikszentmihalyi 2014).
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During the 1950s, the humanistic movement started to influence thinking pat-
terns about how psychology is applied in the workplace (Csikszentmihalyi 1975).
This approach, often referred to as the third force, was conceptualised by theorists,
including Maslow, and focused on understanding the individual experiences of
human beings in order to understand what drives us towards self-actualisation
(Pedersen 2015). This school of thought shifted psychology towards a more exis-
tentialist and phenomenological approach, yet was often criticised for the research
methods associated with the paradigm (Hergenhahn and Henley 2013). From an
organisational development perspective, however, this paradigm started to view the
individual not as an element that needed to be fixed, but rather as an opportunity to
create meaning that would lead to higher levels of functioning and, in the organi-
sational context, performance. This movement provided the basis for the devel-
opment of other branches of psychology that were more focused, not only on
understanding barriers to effective functioning, but also the enablers that could
create effectiveness (Meyers et al. 2013).

Positive psychology focuses on creating environments and experiences
for individuals to thrive and perform at an optimal level (Seligman and
Csikszentmihalyi 2014). Positive psychology can be defined as the scientific study
of positive experiences and positive individual traits in the workplace in order to
leverage them to create effective and optimal functioning (Seligman 2012). This
movement does not aim to ignore developmental areas of thought as conceptualised
by traditional psychological paradigms, but rather to complement the manner in
which we view human development (Seligman 2012). This movement has given
rise to numerous fields of research, including values, strengths, virtues, and talents,
and, within the context of the Flow@Work Model, the ways in which social sys-
tems and institutions can foster environments that are conducive to optimal and
effective functioning (Seligman and Csikszentmihalyi 2014).

The knowledge-economy workplace has called for an environment that opti-
mises organisational effectiveness, with a focus on people effectiveness as a critical
component. Traditional schools of thought in psychology can only provide a lim-
ited view of organisational effectiveness, owing to their key focus on the barriers to
effectiveness, as suggested by their focus on understanding shortcomings in the
environment and providing reactive solutions to existing problems. The positive
psychology movement, however, allows for a broader perspective. While not
ignoring the factors that are inhibiting optimal functioning in organisations, it also
provides a perspective on the use of areas of strength in order to neutralise areas for
development, to enable optimal functioning (Meyers et al. 2013). This approach has
become popular in the modern organisational effectiveness literature, because of its
solid grounding in motivational theory, self-actualisation, self-determination theory,
goal attainment, and the possibilities that it provides in terms of proactive organ-
isational interventions to enable effectiveness (Seligman et al. 2005). This is in
contrast to previous approaches, which focused on understanding existing prob-
lems, providing interventions aimed at addressing the identified barriers, and
re-measuring the effectiveness of the solutions. Positive psychology provides a
perspective in terms of which organisations can enable working environments that
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proactively facilitate effective functioning and, as such, enable effectiveness, as
opposed to fixing the barriers that inhibit optimal functioning (Seligman and
Csikszentmihalyi 2014).

The theoretical framework underpinning the Flow@Work Model is embedded in
the positive psychology movement towards optimising people effectiveness and
functioning in the workplace. The Model was conceptualised on the basis of an
understanding of the barriers that inhibit optimal functioning in the organisation,
and subsequently builds on areas of strength. The approach conceptualised by
Coetzee and Veldsman (2013) acknowledges the organisation as a living system
that needs to develop over time, and focuses on characterising the organisation in
terms of areas of optimal functioning and learning how to neutralise areas of
development (Wheatley 2006). This approach is in line with the shift in thinking
towards open system theories, which view the organisation as a holistic and living
entity that needs to be understood in terms of all of its interrelated parts and
environmental influences (Wheatley 2006). Optimal functioning, on the other hand,
was conceptualised in terms of the prevalent states of psychological work immer-
sion present in the environment (Coetzee and Veldsman 2013). The states of
psychological work immersion are measured through people-effectiveness enablers,
referring to areas of development and strength that lead to experiences of psy-
chological attachment (commitment, absorption, and employee motivation), which,
in turn, lead to enabling of an effective workforce that contributes to the achieve-
ment of business performance (Coetzee and Veldsman 2013).

Veldsman (2013) stated that psychological work immersion is dependent on
three conditions, namely (1) the alignment between employee expectations, the
work environment, and organisational practices, (2) a significant relationship
between the employee’s job activities and his or her contribution to organisational
goals, and (3) the espoused conventions, practices, and values of the organisation
and consistency in terms of how employees are experiencing these.

The Model was conceptualised on the basis of three major influencing theories.
Work engagement was conceptualised according to the original work of Kahn
(1990), the Job Demands–Resources Model of Demerouti (1999), and the research
related to psychological states of flow. Each of these foundational theories provided
insight into the development of the Flow@Work Model and its applicability to
knowledge-economy organisations, as summarised by the Table 2.1.

The Flow@Work Model

Figure 2.1 provides an overview of the Flow@Work Model, which will be dis-
cussed in terms of the people-effectiveness enablers and psychological attachment
variables.
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People-Effectiveness Enablers

People-effectiveness enablers can be described in terms of the psychological
behavioural state of attachment to the organisational identity resulting from the
employee’s emotional-cognitive identification with or psychological attachment to
the work and the organisation (Veldsman 2013). A number of constructs have been
identified that will influence this particular state, and these should be seen as drivers
that create an environment for psychological work immersion to occur. From an
organisational development perspective, these drivers should be used as a key focus

Table 2.1 Influencing theories on psychological work immersion and the Flow@Work Model

Influencing theory Reference Key criteria influencing the Flow@Work Model

Work engagement Kahn (1990) Incorporation of enablers that will lead to
psychological engagement
Theoretical view of psychological attachment as
being characterised by the constructs of commitment,
absorption, and intrinsic motivation as descriptors of
engagement
The relationship between engagement, individual
task performance, and business performance
Psychological attachment as a key component of
people effectiveness
Relevance of psychological attachment in knowledge
economy organisations

Job resources and
demands model

Demerouti (1999)
Bakker et al.
(2003)

People effectiveness enablers act as job resources at
both an organisational and an individual level to
create levels of psychological engagement
The absence of people-effectiveness enablers will
lead to increased levels of stress, burnout, and
disengagement
The relationship between people-effectiveness
enablers and psychological attachment in terms of a
reciprocal relationship
Psychological attachment can be seen as a personal
resource

Flow Csikszentmihalyi
(1975)

Utilisation of a self-awareness scale to measure states
of immersion
Led to the acknowledgement that flow occurs within
a specific socio-cultural context, which makes the
flow concept applicable to modern knowledge
economy organisations
Inclusion of certain people-effectiveness enablers
related to the required conditions for flow to occur
Item development of the scale, also assessing the
skills–challenge balance required for the state of flow
to occur
Inclusion of intrinsic motivation as a key measure of
psychological engagement
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in interventions aimed at improving levels of psychological work immersion, owing
to their influence on psychological attachment variables (Coetzee and Veldsman
2013).

Manager effectiveness relates to the extent to which managerial practices are
perceived as fair, respectful, and consistent, creating a relationship of trust between
employees and their direct managers (Veldsman and Coetzee 2014). The concept
further refers to the ability of managers to connect employees to the organisational
purpose from a psychological point of view, which, in turn, influences the level of
psychological attachment to the organisational identity that the employees experi-
ence. Research has shown that a trusting relationship between managers and
employees has positive implications for job performance, retention, job satisfaction,
and organisational citizenship behaviours (Roussin and Webber 2012). Employees’
perceptions are shaped by the way they are treated by their managers, which then
influence the organisational climate and culture and set the tone for creating a
psychologically safe environment where employees can flourish (Jiang et al. 2010).

Individual congruence relates to the perception of employees that there is a fit
between their strengths, competencies, and skills and the requirements of the job,
articulated in their day-to-day roles (Veldsman et al. 2014). The construct has
shown a strong relationship with factors such as positive work experiences, feelings
of significance, and the ability to master personal goals and objectives (Swann et al.
2015). Individual congruence has also shown a relationship with goal achievement
and levels of commitment and motivation within the organisational context, and is
often seen as a key contributing factor to work engagement (Tims et al. 2013).

Strategic connection refers to the connection between individual contribution
and broader organisational goal achievement, and is underpinned by enabling
employees to feel that they are making a significant contribution to the organisation

Fig. 2.1 The Flow@Work model
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(Veldsman and Coetzee 2014). The strategic connection is crucial for enabling
psychological identification with the work environment, as well as a key
influencing factor in terms of employee motivation and commitment (Barrick et al.
2015). Organisational performance, goal achievement, and task significance have
all been related to the concept of strategic connection (Armstrong and Taylor 2014).
In the modern knowledge economy with its ever-changing organisational land-
scape, the concept of strategic connection has become increasingly important, not
just because of its traditional purpose of creating a line of sight towards organi-
sational goals, but also for the creation of psychological identification with the
purpose of the organisation, which stretches far wider than just vision- and mission
statements (Veldsman 2013). Strategic connection creates a link between the
individual work role and the organisational purpose and, as such, creates an avenue
for employees to create meaning in terms of their contribution. This leads to
feelings of self-efficacy, work engagement, and flow (Albrecht et al. 2015).

Appreciative feedback refers to the perceived meaningfulness of employee
feedback related to individual performance and areas of strength (Veldsman and
Coetzee 2014). Appreciative feedback shows a clear relationship with enhanced
employee self-efficacy, motivation, and the prevalence of problem-solving beha-
viour (Jordan and Audia 2012). Appreciative feedback has been shown to have a
significant influence on employee commitment, feelings of significance, and the
ability of employees to grow and develop (Shahid and Azhar 2013). From a per-
formance perspective, appreciative feedback also relates to the perceived effec-
tiveness of processes, such as performance feedback, and is a clear influencing
factor in whether employees feel that they can grow and develop in the organisation
(Mone and London 2014). The construct of appreciation refers to far more than just
tangible rewards, also encompassing the intangible perceived benefits that
employees obtain in exchange for their contributions to and membership of the
organisation. Recent research conducted by Mone and London (2014) found that
feelings of appreciation lead to higher psychological identification with the
organisation and its purpose, and result in higher levels of productivity.

An enabling environment refers to the extent to which the employee perceives
the policies, procedures, and physical work environment as helpful in achieving
organisational goals (Veldsman and Coetzee 2014). In the modern knowledge
economy, the rise of virtual work teams, distributed geographical models, and fluid
organisational designs and practices have introduced this concept as a key con-
tributing factor to employees’ connection with the organisation and its ability to
remain relevant (Iorio and Taylor 2014). Flexible work practices, often in contrast
to traditional organisational policies, have demanded a shift in the way in which
working environments are governed and managed, so as to allow innovative ways
of enabling employees to work (Lohikoski et al. 2016). With the millennial gen-
eration entering the workforce, many traditional hierarchical and policy-driven
structures and practices have become irrelevant and obsolete (Veldsman 2015). The
modern knowledge economy, therefore, has key implications for workplace design,
and calls for a shift from traditional command-and-control management principles
to a focus on issues such as collaboration, shared working spaces, and innovation
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hubs (Richmond 2015). The enabling environment also refers to the perception of
safety regarding the physical environment, which has major implications for where
organisations are located, where employees are based, and how workplaces are
managed.

Intra-team effectiveness refers to the perception of individuals regarding the
competence of their team members, how team members treat each other in terms of
the principles of dignity and respect, and whether they feel supported by their team
members to be able to achieve organisational goals (Veldsman and Coetzee 2014).
The concept of teams has become a prominent feature of knowledge-economy
organisations (McGurrin 2015). Recent research on teams has shown that percep-
tions of competence will influence the openness of individuals to collaborate, trust
one another, and work together in a productive and effective manner (Du et al.
2015). Dignity and respect have been highlighted as the basis of a trusting team
relationship; however, these behaviours are only built up over time as a result of
perceived competence shared by team members, team benevolence, and integrity in
their dealings with one another (Prooijen and Ellemers 2015). The knowledge
economy has broadened the concept of teams to the virtual workplace, with team
members often not interacting face to face with one another at all, yet being
expected to work together in a way that drives organisational performance (Gilson
et al. 2015). Rothmann (2014) stated that positive team interactions can lead to
stronger psychological identification with the workplace, commitment to other team
members, and loyalty towards the organisation.

The people effectiveness enablers as antecedents of engagement will influence
psychological attachment in terms of levels of commitment, absorption, and
employee motivation present in the organisation (Veldsman and Coetzee 2014).
Psychological attachment as a measure of engagement refers to the variables that
influence the levels of psychological work immersion. Commitment, absorption,
and employee motivation have been identified as three consequences of positive
perceptions of people-effectiveness enablers, and can be seen as a measure of the
levels of psychological work immersion present in the organisation (Veldsman and
Coetzee 2014).

Commitment is the extent that the individual identifies with the organisation’s
purpose and the underlying value system present within the organisation (Veldsman
and Coetzee 2014). Oyewobi et al. (2012) stated that commitment entails a
readiness to exert effort to achieve organisational goals and a drive to remain
associated with and retain membership of the collective organisation. The construct
of commitment has been shown to have a strong relationship with retention and
productivity, making it a relevant construct within the context of organisational
effectiveness measures (Dhar 2012). Commitment also implies an alignment of the
individual to the organisational value system and an identification with the
organisational identity. This has been shown to lead to low turnover intentions and
enhanced loyalty towards the organisation (Aggarwal and D’Souza 2012).

Absorption refers to the levels of attachment that an individual feel towards his/
her work (Veldsman and Coetzee 2014). Schaufeli et al. (2002) conceptualised
absorption as a key component of work engagement, which describes employees’
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sense of energetic involvement in and connection to their work activities.
Absorption is influenced by factors such as perceived organisational support,
opportunities for growth, job resources provided, and environmental factors such as
psychological safety (Jeve et al. 2015). Coetzer and Rothmann (2007) further stated
that higher levels of absorption lead to work engagement and a willingness on the
part of employees to involve themselves and push towards new levels of
achievement. As such, the concept of absorption is relevant within the domain of
organisational effectiveness, owing to its influence on factors such as goal
achievement, productivity, work engagement, and commitment (Eldor et al. 2015).

Motivation is a well-researched concept that underpins a number of modern
organisational effectiveness theories (Milner 2015). Employee motivation refers to
an intrinsic drive that results in individual energy, and influences the levels of
enjoyment experienced by employees in the work environment (Veldsman and
Coetzee 2014). In their seminal work, Hackman and Oldman (1980) demonstrated
that factors such as employees feeling challenged in their work environment,
experiencing autonomy in terms of making decisions in their own work, and seeing
how their individual contribution makes a difference in the broader organisation
will influence their levels of motivation. Employee motivation is also characterised
by feelings of personal mastery in relation to the achievement of both personal and
organisational goals, and, as such, ties in with the modern organisational practices
of reward and recognition prevalent in many knowledge-economy organisations
(Shields 2007). Boredom, disengagement, and feelings of insignificance are often
mentioned as the antithesis of employee motivation, yet, despite motivational
practises, a rise in these factors in modern organisations has become a reality, with
Gallup (2013) stating that 70% of the knowledge-economy workforce is experi-
encing a lack of motivation. Studies on burnout have become increasingly
important as the modern employee struggles to remain engaged, motivated, and
healthy in a turbulent environment that is forever demanding more (Sulea et al.
2015).

The Flow@Work Model can be applied as a framework for measuring people
effectiveness, psychological attachment, and psychological work immersion levels
within the organisation. Higher levels of psychological work immersion lead to
higher levels of employee retention through the availability of people-effectiveness
enablers, which lead to higher levels of psychological attachment.

Applying the Model in Practice

The Psychological Work Immersion Scale (PWIS) (Veldsman 2013) was developed
as a modern measure of people effectiveness, and provides an understanding of
people-effectiveness enablers (manager credibility, appreciative feedback, strategic
connection, intra-team effectiveness, enabling environment, and individual con-
gruence) that lead to psychological attachment (commitment, absorption, and
employee motivation). The scale provides insight into the people practices
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prevalent in the organisation, as well as the alignment between individual employee
expectations pertaining to the work environment and the lived practices in the
organisation. The PWIS has undergone rigorous statistical validation (Veldsman
and Coetzee 2014), and has shown acceptable validity and reliability in measuring
the underlying constructs that can be described as people-effectiveness enablers and
psychological attachment. The PWIS (Veldsman 2013) has been applied in various
industries, such as manufacturing, information technology, the not-for-profit sector,
the services, research, financial sectors, and fast-moving consumer goods, and has
been shown to be a valuable and reliable measure of people effectiveness in
knowledge-economy organisations (Veldsman and Coetzee 2014). From a practical
perspective, the PWIS (Veldsman 2013) has also been used to identify organisa-
tional development interventions aimed at improving the levels of psychological
attachment by addressing people-effectiveness enablers and creating an environ-
ment conducive to high performance.

Table 2.2 provides an overview of the theoretical framework that underpins the
relationship between people-effectiveness enablers and organisational development
interventions aimed at the individual, team, and organisational levels.

Table 2.2 People-effectiveness enablers and relationship to OD interventions

People-effectiveness
enablers

Level of organisational development interventions References

Organisational Team Individual

Manager
effectiveness

Leadership
competency model
design
Culture interventions
Leadership
development
Training

Team coaching
Leadership
development

Individual coaching
Individual development

Jiang et al. (2010)
Roussin and Webber
(2012)

Individual
congruence

Organisational
design

Functional
design

Work design
Job rotation
Personal development

Swann et al. (2015)
Tims et al. (2013)

Strategic connection Vision- and value
interventions
Performance
management
Communication
practices

Cascading of
performance
goals
Communication
forums

Individual feedback to
employees regarding
performance
One-on-one
communication
mechanisms

Barrick et al. (2015)
Armstrong and Taylor
(2014)

Appreciative
feedback

Total rewards
practices
Recognition and
incentive
programmes

Team
recognition
processes

Performance feedback
Individual recognition
practices

Jordan and Audia (2012)
Shahid and Azhar (2013)

Enabling
environment

Talent management
Policy reviews
Process optimisation
Ergonomic design

Ergonomic
design

Personal development
Career pathing

Iorio and Taylor (2014)
Lohikoski et al. (2016)
Richmond (2015)

Intra-team
effectiveness

Culture interventions Team
effectiveness

Team effectiveness
Role clarification

Gilson et al. (2015)
Prooijen and Ellemers
(2015)
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The following section demonstrates how the Flow@Work Model has been
applied empirically by discussing two case studies. Each case study is discussed in
terms of context, key business challenge, application of the Flow@Work Model
through the PWIS, key organisational development (OD) interventions, and the
impact on organisational practices. The case studies indicate the relevance of the
Flow@Work Model, as well as the applicability of the PWIS as a mechanism and
measure to monitor people effectiveness and talent retention levels in
knowledge-economy organisations. The model serves as a diagnostic framework to
understand critical areas of focus to drive talent retention over the longer term.

Case study 1: Applying the model to retain millennial talent in a creative
agency

Organisational
context

Company A is a small boutique creative agency that services a number
of corporate organisations by supporting them in realising their brand
ambition. The organisation positions its offering as “the ability to tell
compelling brand stories that lead to realising potential”
The organisation had grown from a small entrepreneurial business,
started by four founders, to an organisation that employs more than 80
people, in the space of six years. The organisation aimed to grow its own
talent, and employees, with the exception of the founding members, were
in their early twenties

Key business
challenge

The organisation started to experience the need to formalise practices in
order to be able to realise their future growth ambition. The challenge,
however, was that the perception was that they were starting to lose
touch with the organisational identity—what had made employees want
to join the business originally—and, given the average age of the
workforce, they started to lose key talent because they were getting
frustrated with the lack of supporting resources, given the demands set
for them regarding performance and growth

Application of the
PWIS

The PWIS was utilised across all levels of the organisation to explore
employees’ current levels of psychological work immersion, as well as
the factors that were either enabling or inhibiting these levels. The PWIS
reported low levels of strategic connection and individual congruence,
which indicated that employees were losing sight of what the
organisation was, what the goals were for the future, and the part they
had to play in helping the organisation succeed. Employees also reported
low levels of feedback, and that they did not feel as if they were growing
their own skill sets whilst helping the organisation to achieve its
ambitions

OD interventions Based on the identified areas of strength and development, as measured
by the PWIS, the following interventions were implemented:
1. Creating a compelling strategic narrative and value system
The founders crafted and articulated a compelling narrative that told the
story of why the organisation was started, the dream that had led the
organisation to this point, and what their dream for the future was. The
narrative was told as a story, with designated chapters, each with
different characters (individuals who played a key role during that phase
of the organisation), including villains (key challenges that were faced

(continued)
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and had to be overcome) and milestones (key achievements that were
celebrated and which formed the fabric of their identity)
The founders each took ownership of a component of the story, and
translated it into a narrative that was authentic, meaningful, and relevant
to the employees. As a next phase, the narrative was made visual through
a photo-and-story wall that was created in the main offices. This told the
story according to a timeline, with visual artefacts reinforcing key
elements of the story
2. Relooking the organisational design
An open-space workshop was held with all employees, to gather
collaborative contributions towards a new organisational model. The
model was crafted based on a compelling question: If this is who we
want to become, how should we work? The following significant
changes were effected:
• The formal hierarchy was abolished and replaced with feature teams
that were formed around projects, skills, and clients Employees were
pooled and assigned roles and responsibilities depending on the scope
of the work per project

• ‘Rules of engagement’ were created to guide how they worked with,
talked to, and related to one another

• Formal coaching structures were introduced to guide project- and team
leaders to be able to manage employees in line with the newly crafted
rules of engagement

• An end-to-end work process was defined that allowed employees to
always understand how and where they would be able to contribute to
any particular project

3. There would be a focus on employee development and recognition
An informal, continuous 360° feedback process was developed, which
tied into the main work processes and allowed employees to receive
feedback on a regular basis regarding their own progress, areas of
development, and successes. This was utilised to further reinforce a
culture of celebration and transparency, and also to allow them to
continuously have information upon which to draw when focusing on
their own individual development plans. This process was supported by
the creation of a recognition system that used gamification principles;
employees were rewarded according to a leaderboard that was visibly
displayed in the office. Employees earned points by being recognised by
the leadership team or other team members for their contributions on
projects, living the rules of engagement, or for certain achievements.
Points were later converted into designated rewards as part of their
annual recognition process, e.g., the top five employees were allowed to
attend the Design Indaba, which is a very prestigious industry awards
ceremony where the best of the best are celebrated

Impact The focus on these key elements enabled the organisation to not only
significantly reduce employee turnover, but to set the tone for the future
growth culture of the organisation. Three years later, the organisation is
still growing strong—it has grown by almost 30% in terms headcount
whilst retaining 80% of its workforce—and was recently acquired by a
global agency as part of their international expansion strategy
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Case study 2: Applying the model to measure people effectiveness during a
turnaround strategy

Organisational
context

Bank ABC focuses on providing credit solutions to the lower income
market across Southern Africa. The organisation operates from a call
centre environment, with regional and local branches distributed across
all provinces in South Africa. The organisation had run into difficult
times, and a new leadership team had taken the reins after the
organisation had been put under curatorship by the Reserve Bank. The
task of the new leadership team was to implement a focused turnaround
strategy to guide the organisation back to profitability

Key business
challenge

Given the focused turnaround strategy, the organisation was faced with
the challenge of having to keep levels of psychological work immersion
at the desired levels to ensure the sustainability of the organisation, as
well as retain key talent during this transition process, which was marked
by uncertainty

Application of the
PWIS

The organisation utilised the PWIS every six months to monitor areas of
psychological work immersion and to identify which areas they should
focus on every quarter to create an environment for psychological work
immersion to occur. This was important, as they had identified that lower
levels of psychological work immersion led to higher levels of talent
attrition, and they utilised this metric at an executive level to ensure that
they retained the critical talent required to implement the turnaround
strategy

OD interventions A variety of OD interventions were implemented over a three-year
period in the key areas of focus identified through various iterations of
the PWIS measurement. At a high level, the following themes were
evident across all three years:
1. Creating a strategic narrative of the future
Given the turbulent period, the PWIS indicated that a key focus was
required on helping employees understand what the future state of the
organisation should look like, as well as the roadmap to get there. This
roadmap was broadly and regularly communicated to employees across
all levels and used as an artefact for all leaders to tell a compelling story
of hardship, progress, and ambition
2. Focusing on manager intent at all levels
The new leadership team was integrated into the organisation through
various interventions, with a key focus on building trust between the new
leadership team and the rest of the organisation. A leadership philosophy
was defined, leaders were assessed against this framework, and relevant
interventions such as coaching, external development actions, etc. were
implemented for all senior leaders. With each PWIS measurement, data
were further explored to identify pockets of excellence within the
organisation, where leaders were able to build trust with their employees
and create conditions conducive to high levels of psychological work
immersion. These were studied, and the practices were duplicated in
other areas of the organisation
3. Creating a people committee
Given the importance of people as part of the turnaround strategy, a
people committee was created, with a focus on discussing the health of
human capital in the organisation. The committee was chaired by the

(continued)
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CEO, and the PWIS was used on a six-monthly basis to identify,
prioritise, and monitor people interventions for the coming period, based
upon the PWIS measurement dashboard that had been created as a
monitoring mechanism

Impact Four years after the inception of the turnaround strategy, the organisation
declared a profit. During this time, they also managed, year-on-year, to
improve the levels of psychological work immersion in the organisation,
whilst also growing the business in terms of its footprint, financial
achievements, and stakeholder confidence

Implications of the Model for Future Research and Talent
Retention Practices

As can be seen from the discussion above, the concept of psychological work
immersion and the underpinning Flow@Work Model are relevant in the new world
of work to not only retain employees, but also to improve business performance.
The Model, however, does have certain limitations, which need to be addressed by
future research:

• The model should be tested in terms of applicability to other contexts globally,
with specific reference to non-westernised working environments.

• Continuous research regarding the longitudinal impact of the Model on
employee retention and business performance should be explored.

• Even though research has been done in terms of the applicability of the model in
terms of demographic factors, further research is required in a global context.

Employee retention is a critical success factor for organisations that want to
compete in the knowledge economy. The Flow@Work Model has been proven to
be a useful framework and measure to identify areas of strength and development
that need to be addressed for organisations to achieve their potential. The Model
provides organisational practitioners and leaders with a simple framework that can
be applied to their environments to support their employees to continuously achieve
higher states of psychological work immersion, leading to benefits for both the
organisation and individual employees.

Summary

This chapter positioned the Flow@Work Model as useful framework for talent
retention in knowledge economy organisations. The chapter explored the theoretical
basis and influencing theories applicable to the conceptualisation of the
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Flow@Work Model whilst also positioning its usefulness as a diagnostic frame-
work for modern organisational development practices. The chapter concluded by
positioning potential future avenues for research and how the Flow@Work Model
could be applied within the domain of employee retention.
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Part II
External Organisational Context:

Emerging World of Work

Overview and Insights

Towards an integrated conceptual framework for the psychology of retention
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Part II, External Organisational Context: Emerging World of Work, comprises two chapters that
illustrate the impact of the characteristics of the volatile, uncertain, complex and ambiguous
(VUCA) and digital landscape of the Fourth Industrial Revolution on the psychology of retention.

Overview

Chapter 3 by John Ludike, Digital Employee Experience Engagement Paradox: Futureproofing
Retention Practice, explores how digital disruption is impacting the future of work and what work
in the future is likely to look like with obvious implications for retention practices. The author
poses the question whether future digital technology work processes or digital workforce contexts
will enable sustainability despite massive automation and deskilling of knowledge work. The
chapter contributes to retention practice by providing recommendations for futureproofing reten-
tion and engagement via the (re)-design of next-generation employee experience. The author
argues that it is ever increasingly pervasive that the current era of disengaged, transient talent
affects every aspect of the business, and makes a case for the need to reignite purpose at work for
talent. The author proposes practices such as organisational network analysis and establishing



next-generation engagement platforms involving measuring digital engagement and identifying
areas of communication to futureproof employee retention and sculpting a more meaningful
employee experience.

Chapter 4 by Dieter Veldsman and Desiré Pauw, The Relevance of the Employee Value
Proposition for Retention in the VUCA World of Work, contributes to the retention literature by
exploring the employee value proposition (EVP) as a mechanism for retaining talent within the
contemporary volatile, uncertain, complex, ambiguous (VUCA) landscape. The authors argue that
the VUCA and digital landscape poses unique challenges which make traditional retention
mechanisms obsolete. With critical talent being able to determine how, when, and where they want
to work, organisations increasingly battle to attract, engage, and retain talent. The authors argue for
a shift towards crafting a holistic employee experience through an attractive, realistic, and coherent
employee value proposition (EVP). The chapter focuses on defining the concept, different
approaches associated with crafting a compelling EVP, and the challenges faced during EVP
implementation. The chapter concludes with the discussion of a real-life EVP implementation case
study in the South African environment. The chapter contributes to the retention literature by
showing that the EVP is important in terms of attracting and retaining top talent as well as being
able to differentiate the organisation from its competitors. Talent retention is a critical challenge for
organisational success, and it seems as if a well-articulated EVP can support organisations to not
only attract top talent but also more importantly keep them engaged over the longer term. EVP
seems to be an important and relevant organisational concept in the retention space when utilised
as part of an integrated and structured process within the organisation that is aligned to the culture
and values.

Key Insights

Part II of the book positions the psychology of retention within the pervasive influencing context
of the VUCA and digital landscape which demands innovative thinking regarding retention
practices that promote employee engagement over the long-term.

Practice Guidelines
The author of Chap. 3 makes a compelling case for retention practices that address the needs of a
fast-evolving digital era employee. Mapping and surveying employee experiences in terms of
meaningfulness and engagement across various areas of the employee journey within the organ-
isation are emphasised. This involves surveying the engagement experiences of employees in the
processes of sourcing and recruiting, pre-boarding, onboarding (orientation and initial training),
compensation and benefits, ongoing learning and development, ongoing engagement, communi-
cation, and community involvement, rewards and recognition, performance planning, feedback,
and review, career advancement, and retirement, termination, or resignation.

The authors of Chap. 4 illustrate by means of a real-life case study how utilising a
well-articulated and appealing EVP as part of an integrated and structured process which is aligned
to the culture and values of the organisation promotes the attraction of top talent and keep them
engaged over the longer term. Employees’ perceptions of the EVP are important as current
employees will continuously weigh the perceived value of their relationship with the employer
against the perceived value of other employers in the market.

Research Gaps
The pervasive influence of the VUCA rapid-evolving digital landscape on the psychology of
retention needs further research. Chapters 3 and 4 illustrate the influence of the external context
(digital disruption and evolution; volatile, uncertain, complex, and ambiguous business markets)
on the psychology of retention. However, more empirical evidence is required and it is recom-
mended that retention research should further explore how the external environmental factors
influence the experiences, perceptions, and engagement of employees.
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Chapter 3
Digital Employee Experience
Engagement Paradox: Futureproofing
Retention Practice

John Ludike

The human spirit must prevail over technology.
—Albert Einstein

Abstract The digital disruption of everything technology, society, business
models is impacting the future of work inclusive of the evolution of the role of both
the generalist and specialist human capital practitioner. Futureproofing the
employee experience through design thinking, robust workplace people analytics
and agile transformation ways of working is the new normal for evidence based
human resource practitioners. This chapter explores how specifically digital dis-
ruption is impacting future of work and what work in the future is likely to look
like. Possible answers to which digital capabilities, competencies and business
culture might enable not a race and battle against the smart machines but rather a
constructive collaborative augmentation. Which of these future digital technology
work processes or digital workforce contexts will enable sustainability despite
massive automation and deskilling of knowledge work? The chapter makes rec-
ommendations for futureproofing retention and engagement via the (re) design of
next generation employee experience.

Keywords Digital disruption � Employee experience � Design thinking
Workforce analytics � Agile transformation � Engagement � Retention

Introduction

The digital transformation of work and or the future of work and with it the
workplace and its workforce have been enormously contemporary if not popular
themes amongst futurists, technologists, human capital practitioners of all makes
and descriptions as well as corporate executives. Amongst several others this digital
transformation has been described as a renaissance by Miller and Marsh (2014),
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a digital tsunami by Bhaduri (2016) and Brynjolfsson and McAfee (2012) describe
it as a race against the machine. Kaplan (2016) even argues rather apocalyptically
that humans need not apply only to be cheekily contradicted by Davenport and
Kirby (2016) concretely stating that there are winners and losers in the age of smart
machines and that actually only humans need apply.

It is well known that business models and contexts are rapidly being ravished by
wide array of not just exponentially evolving technologies but highly disruptive
technologies that will according to a recent McKinsey Global Institute report lit-
erally “transform life, business and the global economy”. These include but are not
limited to artificial machine intelligence, cognitive and quantum computing, as well
as stellar advances in automation, robotics and, block chain and the so called
internet of things. Social, mobile, analytics and cloud computing are already con-
sidered passé. These all ambiguously impact the future of work, the workplace
context and future digital workforce.

This chapter explores how specifically digital disruption is impacting future of
work and what work in the future is likely to look like. Possible answers to which
digital capabilities, competencies and business culture might enable not a race and
battle against the smart machines but rather a constructive collaborative augmen-
tation. Which of these future digital technology work processes or digital workforce
contexts will enable sustainability despite massive automation and deskilling of
knowledge work? Where possible examples to illustrate these will be provided.

Human resource (HR) practitioners of every ilk be it scientifically inspired
occupational psychologists or generalist HR practitioners are all scrambling around
for an elixir or alchemy of agile methodologies and/or human centered design
thinking which will revitalize what is now popularly and poignantly emerging as
the employee experience. The practical implications of these given future digital
work and workforce will further be elaborated on in this chapter and accordingly
contextualized.

As the overall focus of this publication centres on the 21st century industrial
psychologist and HR practitioner need to continually psychologically struggle with
enigma of how best to define, frame, focus, mobilise and sustain employee
engagement and retention in measureable and tangible terms, importantly however
for this chapter albeit digitally so.

The Digital Disruption of Everything

Two recent stories of major even iconic businesses and their leaders having not
mastered the disruptive transformational realities of new digital economy namely
Nokia and General Electric aptly demonstrates Brynjolfson and McAfee’s (2014)
and Surdak’s (2014) notions that digital technological advances have engendered
the greatest changes in human history and has not just generated change on a par
with the Industrial Revolution but that exponentially speaking most of the changes
being wrought by digital technologies have yet to appear.
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Following on Brynjolfson and McAfee’s (2014) further argue that given the
ever-increasing pervasive connectedness, and data enablement of digital context for
example of Smartphones and their apps—25 billion apps have been downloaded
from Apple alone machines will produce the majority of mobile data traffic, not
humans. Workforces create and consume vast amounts of data. In the future they
believe social media’s revolution in communications will define society’s
evolution.

We all recall some of us even fondly how Nokia was dominant leading player
and game changer in the cellular market given how it innovated and introduced
countless revolutionary models. Ironically its leadership didn’t have foresight like
Apple of a platform based hand held device like the iPhone and like the Sony
Walkman before it was less responsive to its customers and more importantly
ignorant of exponentially evolving digital communications ecosystem (mobile,
music, photo’s camera, messaging, and video). The final result being that Nokia
was sold to Microsoft by the then CEO, Stephen Elop, who at the press conference
announcing the acquisition commented, “We didn’t do anything wrong, but
somehow, we lost.”

Similarly, General Electric (GE) recently announced that Jeffrey Immelt has
resigned from this iconic conglomerate following 16 years as director and CEO
having famously succeeded the legendary Jack Welch after not being able to
engender and sustain investors’ confidence specifically related to speed and impact
of its digital transformation efforts. Accordingly, digital business researchers
Raskino and Waller (2015) report that the latest seminal wave of innovation in
social, mobile, data analytics and cloud as well as machine learning technology
further erodes the boundaries between the physical and digital worlds and more
importantly that it is advisable keeping in mind that all enterprise’s now are digital
companies as technology keeps opening opportunities.

The realities of these so termed platform (Parker et al. 2017) and gig economy
(McGovern 2017) type enterprises are often further described by mentioning that
Uber, the world’s largest taxi company, owns no vehicles. Facebook, the world’s
most contemporary media owner, creates little if any content and Amazon the most
valuable retailer, noticeably has no inventory and further that the world’s largest
accommodation provider, Airbnb owns no property.

New sources of value innovation and progressive business models and players
are radically transforming entire industries true to the notion that software and
artificial intelligence is eating the world given its central role in creating so much
lower cost based service value innovation and distinctive customer experiences we
thrive on. It is there for unashamedly vital for HR and other more scientifically
driven practitioners to acknowledge that both the speed and nature of business and
technology evolution is accelerating and maintaining the status quo is not an option.

Notoriously Kurzweil (2005) in explaining his law of accelerating returns he
predicts an exponential increase in technologies like computers, genetics, nan-
otechnology, robotics and artificial intelligence further famously pronouncing that
machine intelligence will be infinitely more powerful than all human intelligence
combined. Maybe not such a profound proposition given that already, artificial
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intelligence is all around us, from self-driving cars and drones delivering Amazon
package’s and fertilising crops to virtual assistants and software enabled chatbots
that translate, invest and even control lighting of premises remotely, all voice
activated off course. Regrettably business as usual as Kodak discovered is no longer
a feasible option and many a well-known organization will not see the light of day
over next decade. Digital innovation is driving new generation of agile innovative
organizations e.g. As mentioned the likes of Netflix, Instagram, Amazon, Airbnb,
and Uber have used exponential technologies to completely disrupt the entertain-
ment, photography, publishing, retail, hotel, and transportation industries.
Organizations intuitively sense and know that to remain relevant in the new
economy they need to be more innovative, more often.

Needless to say Raskino and Waller (2015) further maintain that in addition this
unsurmounted technological innovation will in addition lead to a supply-side
economic gains with further long-term improvements in both efficiency and pro-
ductivity. Consequently, transportation and communication costs will drop, with
logistics and global supply chains becoming more effective, impacting the cost of
trade progressively liberating new markets which propel economic growth.

Although while all this might well be true and exponentially evolving so to
speak the current contradiction is that there remains a significant chasm between
radical new technology(ies) and the slower pace of both human skill and organi-
zation development. The increasing effect of digitization on society and the econ-
omy however is not to be underestimated. Quintessentially in addition to being the
custodians of human cooperation, compassion and creativity the optimum rather
grand challenge of our time for all human capital practitioners is inventing effective
organizations worthy of the human spirit and equally if not more so the boundary
less potential of the human species.

The transformative effects of digitalization have upended entire industries—
publishing, music, movies, retail, gaming, and others. Sensors, artificial intelli-
gence, micropayments, driverless vehicles, and tools such as virtual reality and 4D
printing are changing every dimension of business. Evolving as an exponential
organization as termed by Ismail et al. (2014) is as much a necessity as it is a
choice. They believe that countless industries will digitize and that the so called
digital revolution so far is just the tip of the iceberg given that every company is or
will evolve into an information-based entity and thrive on abundance, not scarcity
as they have propensity to rather than owning assets, exponential driven organi-
zations borrow or lease them at little or no cost—like Uber, Airbnb and Google,
remaining agile, through renting employees and leveraging cloud computing.

In order to rise to this challenge and the pivotal leadership role of HR practi-
tioners we need to focus on how digital disruption is impacting the future of work
and work of the future with its workforce capabilities inclusive of culture and
context. Thereafter we can well proceed to reflect on implications of all and how
HR practitioner’s might go about futureproofing their organizations meaning move
faster or face oblivion.
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Future of Work and Work of the Future

Given this exponentially networked, digital platform based and gig experience
driven economy it is necessary for us to proceed to further briefly explore some of
the realities of the future of work and the future workforce. Many HR practitioners
can well find this unnerving especially if they have not transitioned to what Prensky
(2012) terms either a digital native or digital immigrant needing to familiarise
themselves with how everyday devices becoming smarter and smarter and con-
stantly connected to and via internet of things e.g. Wearable Fitbit, Garmin and or
Netflix, Showmax, U Tube mobile and screen-based downloads in data, knowledge
rich world. Meister and Willyerd (2010) in describing the Workplace of 2020
elaborate on various changes relating to the future of work and work of the future as
follows:

1. Employees, will be hired and promoted based upon their individual reputation
or personal brand capital hence for employees to advance, workers will need
extensive, high-quality social networks, strong personal brands and demon-
strated expertise and accomplishments. These components comprise reputation
capital.

2. Contract and assignment or project based jobs will be the path to permanent
full-time employment to let firms test potential employee’s capabilities before
hiring them full time but also given emphasis and preference of new generation
workforce relating to agile, flexible as well as remote and virtual working.

3. Employee’s mobile device of choice will become their office, their classroom
and their concierge as smart phones and tablets are replacing personal computers
as the internet connection devices of choice. Easy to use, superb connectivity
and great versatility, these as well as wide range of platform Apps enable
employees to work anywhere, any time.

4. CEO’s job requirement’s will include need for a digital 2020 mind-set in order
for them to thrive in a networked always on world where there is pressing need
to communicate, connect and collaborate 24/7 be it via Blogging, Twitter,
Instagram or Facebook all preferred channels of the 21st century workforce and
consumer. Digital fluency and social media literacy and in many cases advanced
analytics if not coding will be as basic a requirement as reading.

5. Lifelong learning will be a business requirement and the corporate curriculum
will use “video games.” Alternate reality games and simulations to engage
young people.

6. Corporate social responsibility programs will increasingly be designed to attract
and retain employees as employment branding becomes more prominent. New
generation high potential employees focus on the “triple bottom line: people,
planet and profits” where diversity and gender equality will be a critical business
issue rather than an HR issue.
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It seems therefore that digital technology enables real time employee engage-
ment at scale. Video Blogs (vlogs), Twitter and digital video are assisting
pioneering leaders to connect, communicate and more importantly collaborate with
their organizations.

Enterprise social platforms further elevates progressive, open and inclusive
two-way communication where employees share, collaborate and co-design their
respective futures in real time. Digital technology ushers in new era in which
leaders engage with employees in unprecedented authentic manner which makes
transformative change happen. As such it empowers employees by giving them a
voice to make organization vision a reality. The digital tools encourage conversa-
tion and provide all opportunity to participate in sculpting of organizations destiny.

In digital economy’s parlance employees are crowdsourced to co-create and
co-design and as such accelerate creation of and adoption of agile fit for strategic
purpose solutions. Culturally it embeds transparency and reduces potential for
digital divide.

The Workforce of the Future Index which is published by the Economist
Intelligence Unit quantifies the technological aptitude of national workforces in 56
countries, across the following six dimensions which can easily be integrated into
future digital workforce planning and most importantly deployment efforts:

1. Technology and connectivity infrastructure which focuses measures relating to
access toreliable electricity and high-speed Internet inclusive of the number of
secure Internet servers as well as quality of information and communication
technology (ICT). Interestingly the top-ranking nations include South Korea, the
Netherlands and Switzerland.

2. Technology and society similarly this element measures the prevalence of
technology in the everyday lives of a nation’s citizens, including affordability,
number of active Internetusers, e-commerce sales and local hosting of web
content. The top-ranking nations are the United States of America, the United
Kingdom and Norway.

3. Labour markets education and technology skills as can be expected this
dimension focus and evaluates the prevalence of skilled workers and the quality
of their skills. Factors affecting this category include the general state of edu-
cation (including tertiary education), students’ mathematics and programming
skills, and prevalence of the Internet in schools. The top-ranking nations are the
United States of America, the United Kingdom and Germany.

4. Government environment regulations and legislation laws contribute to the
accessibility of technology. Indicators here include a nation’s cyber laws, pro-
tection of intellectual property, online services and general commitment to both
privacy and security of ICT related information. Not surprisingly top-ranking
nations in this category are France, the United States of America and the
Netherlands.
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5. Business environment—equally important is measurement of a market’s ability
to adopt new technologies, and the quality of the political and economic envi-
ronment in a country which enables and scrutinises countries local start-up
culture. The top-ranking nations are the United States of America, Germany and
United Kingdom.

It must therefore follow that a so called digital workforce constitutes more than
the merging of technology and business it’s about the cultivation and optimisation
even leveraging of entire new generation of digital mind-set employee all who can
to explore, connect, socialize, and in turn sculpt differentiating consumer experi-
ences. Ingham (2017) argues that by organizations optimising on delivering
capabilities of innovation, talent, change, and collaboration they shift their focus
from developing individuals to enabling networks and relationships between
employees. Accordingly, at work it would seem that, good relationships correlate to
higher engagement and productivity. It further enables employees to cope with the
rapid pace of change. People are the core differentiator today, and to enable people,
organizations must empower them digitally with the necessary resources and
support a mind-set shift given that an inherent curiosity combined with social
driven learning and collaboration capabilities are definitive digital competencies of
the future workforce. In an increasingly digital world, said digital transformation is
not just about more and better, faster as well as different technologies. It entails
what is known as digital congruence—aligning your company’s culture, people,
structure, and tasks. That’s why it’s crucial to embrace the diversity of generations
and technological advances, and to realize that improving leadership skills and
fostering an environment of continuous learning is paramount. Both agility and
collaboration are going to be ever prevalent and inherent job requirement’s whilst
organization’s will continuously need to create type of environments to optimize
and leverage workforce and people’s capacity for growth, learning and innovation.

Essential that HR practitioners understand, appreciate and value the complex
relationship between meaning people attach to their work experiences as its integral
component of their personal and social identity. In many ways the drastic impact of
ecosystem of cognitive, social, cloud and analytic chatbots, virtual assistants etc. is
not fully apparent yet however more than plausible to argue that it could represent
gigantic socio-cultural workplace transformation.

Fortuitously McKinsey (2017) during time of writing has published a report on
the impact of automation on jobs and estimate 400–800 million workers will be
displaced due to the emergence of robots and automation by the year 2030. The 400
million figure is a midpoint; dependent on the pace of adoption of the technology,
there could be 800 million people who could be displaced. Fortunately, technology
will also lead to the creation of jobs that would offset the job loss. The caveat here
being that organizations and countries will have to be adept at ensuring the smooth
transition of the displaced workers towards the sectors and areas of strong job
creation.

3 Digital Employee Experience Engagement Paradox … 61



The report also states that around 75–375 million people would have to switch
occupation by 2030. Here too, 75 million is the midpoint, while 375 million is when
the adoption of technology will be fastest.

It mentions that the impact of automation will also vary:

• By the country’s income level.
• Demographics.
• Industry structure.

Mancini (2015) in his interpretation of collaborative work spaces states that the
gap is widening between individual workers making use of new collaborative
technologies and organizations’ ability to control these tools. He argues com-
pellingly that work culture and traditional hierarchies are evolving in response to
collaborative technology, however emphasises that organizational structures must
facilitate this evolution if businesses wish to take full advantage of technical
innovations and people’s ability to use its advantages to augment productivity.
Ingram’s (2017) views that the organization of the future will need to be social and
connected, and postulates further that the technologies and structures to facilitate
this will be increasingly important.

According to previous mentioned McKinsey report, the following factors will
serve as a catalyst in the creation of work for both the developed and the developing
economies:

• Rising incomes and consumption, especially in emerging economies: The
report estimates that global consumption would grow $23 trillion between 2015
and 2030. And as income will rise, the consumption pattern will also change
with consumers spending more on all categories. The sectors which will be
affected by the same leading to greater job creation are as follows: consumer
durables, leisure activities, financial and telecommunication, housing, health-
care, and education.

• Healthcare of aging population: The report estimates that there will be an
addition of 300 million to the population above 65 years of age as compared to
2014. This will lead to increased spending on healthcare and personal services.
Potentially, this could result in the creation of 80 million jobs globally in the
healthcare and related sector.

• Investment in infrastructure and building: The report estimates on an average
$3.3 trillion per year will need to be invested per year to fill the infrastructure
gap. This could lead to the creation of 80–200 million jobs by 2030.

• Investment in renewable energy, energy efficiency, and climate adaption: In
case of a step scenario, which is organizations and nations proactively working
towards meeting the commitment of the Paris climate accord, there could be a
potential creation of 10 million jobs in manufacturing, construction, and
installation.

• Technology development: The report estimates that investment in technology
will increase by more than 50% between 2015 and 2030. The investment would
be largely focused on technology services and technology consultation.
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The resultant would be the rise in jobs related to the developing and deploying
technology. The jobs which will be impacted would include the following
profile: computer scientists, IT administrators, and engineers. Approx., 25–50
million jobs will be created globally.

• Marketization for previously unpaid work: As per the report, 75% of the
unpaid work falls in women’s domain there could well be a shift with individual
households either investing in paid work, or the government providing universal
childcare and other services. The shift could lead to the marketization of 50–90
million unpaid jobs by 2030 which would be constructive.

So in summary 60% of occupations could have up to 30% of their activities
automated including radiologists, design engineers, market researchers and well
wide array of HR professionals including occupational psychologist given mam-
moth rate of automation and cognitive (AI) technologies impacting entire HR value
chain of attraction, assessment, development engagement and deployment. They are
being replaced by big data analysts, social media experts, cloud builders, app
developers, and other types of information specialists. Software engineering jobs
will grow at a rate of 18.8% by 2024 which is triple the rate of overall job growth
rate.

As challenging and profound as to comprehend Davenport and Kirby (2016)
further convincingly elaborate on the use of smart machines and how it encroaches
on knowledge work and threatens professionals, including lawyers, doctors,
accountants, professors, pilots, and more. They do however argue that it is possible
and necessary to prepare employees to augment machines given that machines
streamline tasks and people supplement that work with variable, complex thought.
Machines and humans produce better results than either could alone. Augmentation
finds ways for humans and machines to form partnerships. They argue in order for
humans to remain relevant and make meaningful impact people in organizations
need to adopt following approaches or steps:

• Step up—Humans have “big-picture” perspectives. They can focus on more
generalized and large-scale strategic thinking to remain relevant. Automation
does not excel in that area.

• Step aside—Personal interaction is important but beyond the scope of
computers.

• For example, salespeople, motivational coaches and therapists perform work
that may benefit from machine analyses but requires human engagement.

• Step in—Companies must have a few people who can “understand, monitor,
and improve” the functionality of computers and information systems.

• Step narrowly—Jobs with a limited purview may not be worth automating.
Finding these niche fields is a path for career growth.

• “Step forward”—Those who understand computer systems will have jobs in
modifying and designing technology to meet the changing needs of businesses
and industries.
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Amidst this general malaise relating to the digital workplace and it’s even more
digitally enhanced, augmented and/or deskilled workforce it increasingly will be
about HR practitioners and the wider HR community’s employees’ ability to
re-envision, reimagine if not reposition and reinvigorate their roles. Given the
apparent lower levels of trust and engagement in and with leadership practitioner’s
emphasis is increasingly going to center on futureproofing via collaborating,
communicating, and connecting with the wider human network of things.

Burning questions, which remain after reflecting on how digital disruption is
impacting future of work, the workforce and organizational culture are:

• How to define, frame, focus, mobilise and sustain, meaning futureproof em-
ployee engagement and retention in measureable terms?

• How relevant are either of these (engagement and retention) given increasing
temporary and transient nature of digital work context e.g. Half-life of knowl-
edge and skills and average tenure of C Suite Executive down to less than
4 years with organizations now around 15 years before obsolescence?

• Which processes, methodologies and practices, e.g. design thinking, agile
organizational design, talent analytics etc., will optimise employee experience to
ensure human potential fully leveraged throughout individual and organization
lifecycle?

• How is organizations and work to be redesigned to leverage the digital work-
force and sculpt breakthrough employee experience?

• How must practitioners reinvent themselves and HR evolve to ensure relevance
and meaningful impact on optimum productivity and retention of employees on
one hand and competitive innovative driven organization culture on the other?

Futureproofing Retention and Engagement via the (Re)
Design of Next Generation Employee Experience

Amidst this sea change in digital workplace context, with its rapid continuing
technological advancement with unprecedented volatility and tormenting ubiquity.
Both Adams (2017) and Morgan (2017) argue for radical change meaning to either
disrupt or be disrupted. They implicitly imply in their work that only true certainty
is needed for humanising the workplace employee experience. Their respective yet
mutually reinforcing positions are that by treating employees as adults not chil-
dren as well as handling employees as consumers or customers (not a
one-size-fits-all approach) and more importantly by valuing employees as humans,
HR practitioners can contribute to the creation of a workplace context in which
employees are able to invest more of their whole selves into the workplace.

They remain perplexed by the fact that given fact that we can buy online with
one click from Amazon, Takealot make video calls with Skype and What’s App
connect to our social networks via Facebook, Instagram etc. and share knowledge
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and ideas through Twitter and Pinterest it is hard to comprehend why our corporate
procurement systems, teleconferencing, directory and collaborative workgroup
services, and corporate communications platforms are at times lagging and so
incredibly cumbersome by comparison, leading to sense of disillusionment and
disenfranchisement and this all amidst what Pine and Gillmore (2011) termed an
experience economy.

Morgan (2017) through his research into 17 attributes of the Employee
Experience Index (EEI) focusing on technology, physical spaces and organizational
culture argues that organizations which progressively invest and devote resources to
sculpting workplace experiences are:

• included 11.5 times as often in Glassdoor’s Best Places to Work.
• listed 4.4 times as often in LinkedIn’s list of North America’s Most In-Demand

Employers.
• 28 times more often listed among Fast Company’s Most Innovative Companies.
• listed 2.1 times as often on the Forbes list of the World’s Most Innovative

Companies.
• twice as often found in the American Customer Satisfaction Index.

In addition, what these cutting-edge companies like General Electric, Cisco,
International Business Machines (IBM) and Marriott International were found
doing to create environments that are helpful and stimulating, instead of taxing and
draining lead them to having more than 4 times the average profit and more than 2
times the average revenue. They were also almost 25% smaller, which suggests
higher levels of productivity and innovation. As such these findings would suggest
the need for clear conceptualization of the employee experience as the new frontier
of competitive value innovation.

For retention purposes, the employee experience needs to be clearly differenti-
ated and Patterson et al. (2017) are adamant that it encapsulates the entire rela-
tionship and journey that an employee experiences while interacting with an
organization and as such human capital practitioners would be well advised to:

• Make the employee experience a core part strategy.
• Understand employee expectations and bridge the “Expectation Gap”.
• Establish rock-solid Brand, Transactional, and Psychological Contracts that

breed trust and confidence.
• Build an employee-employer partnership in creating something extraordinary.
• Leverage employee engagement into to propel customer satisfaction, loyalty,

profit, and growth.

It is therefore clear that employee experience is total sum of everything an
employee experiences throughout his or her connection to the organization—every
employee interaction, from the first contact as a potential recruit to the last inter-
action after the end of employment. It is as such further distinguishable from:
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• New and automated or “transformed HR”—While human resource and occu-
pational psychologist practitioners shape and transform some of the most critical
processes within (recruiting, assessment and selection, on-boarding, perfor-
mance reviews and talent management planning), employee experience involves
so much more. It needs to be considered as the intersection of employee
expectations, needs, and wants and the organizational design of those expec-
tations, needs, and wants.

• Employee engagement—Often used interchangeably with employee experience
represents an employees’ commitment to a company and its jobs and is the end
goal while actual realized employee experience is considered the means to that
end. The now momentous battle for hearts and minds of employees however is
played out daily and constitutes far more than the results from annual employee
engagement survey. In many ways these once off isolated engagement initiatives
serve more to impact leader’s credibility and further erode trust as organizations
and their leadership are perceived by new generation workforce as inept and even
clumsy as they not proactively designing and leading meaningful employee
experiences to produce measureable employee retention and engagement.

• Employer or employment branding—Again far to regularly in order to improve
rankings in various Best or most admired and innovative Places to Work type
surveys and under the guise of competing in the war for talent, many companies
try to develop an external reputation to help improve their digital, high potential
talent attraction and retention efforts. Many of these however are “paid to
participate” type surveys and employees increasingly growing weary of them as
doesn’t truthfully reflect and or ultimately represent human—experience of for
example either belonging as feeling part of a team, group or organization or
purpose meaning understanding why one’s work matters. Practitioners are often
asked to work with Marketing, Communications and Corporate Affairs func-
tions to develop a brand. Many organizations e.g. Kentucky Fried Chicken
(KFC), Mc Donald’s, Pizza Hut as example notorious for positioning iconic
external brands yet internally employee experiences lack any happiness or
vigour which IBM describes respectively as the pleasant feeling arising in and
around work as well as the presence of energy, enthusiasm and excitement at
work. All which are valuable attributes to consider for employee retention and
sculpting experience which drives it.

• Benefits, compensation or events—Normally shortly following one of many
surveys already mentioned be it culture, engagement, retention, trust on annual
basis people practitioners of every description called upon to assist with wish list
of what benefits, compensation, parties and events can be arranged to better
ensure retention and engagement. The more scientific and evidence orientated
practitioners have even termed these the EVP or employee value proposition.
Although practitioners might include such tactics which as with previously
mentioned employee branding is then normally cascaded throughout organiza-
tion as means to pacify response and or rectify results from various surveys and
although the EVP could in part impact an employee’s decision to join, stay,
remain etc. it’s not synonymous therewith. Employee experience design goes
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well beyond making employment more fun and enjoyable it involves designing
and delivering distinctive experiences for employees that are strategically
aligned with and fosters increasing digital capable organizational culture.

True to Patterson et al. (2017) definition practitioners in their quest to address the
psychology of employee retention and engagement need to deeply scrutinize and
appreciate that the Employee Experience is the sum of the various perceptions
employees have about their interactions with the organization in which they work
throughout their employment journey. Morgan (2017) suggest practitioners con-
tinue to focus their abilities on technology, physical spaces and organizational
culture as accordingly the experiences organizations design are ultimately what
shape the actions that employees take and the relationships or associations that they
want to have with a specific organization. It is easy for HR practitioners to be lulled
into sense of comfort that themes related to digital future of work is decades away
however Meister and Willyerd (2010) already proposed that by 2020 employees
will expect the following five principles to resonate strongly in their workplaces:

• “Collaboration”—This calls for interwoven work, internally and externally.
• “Authenticity”—Core values and transparency demonstrate genuineness.
• “Personalization”—Employees want tailor-made personalised career paths.
• “Innovation”—In a changing world, new thinking enables sustainability.
• “Social connection”—Workplaces will be based on sharing and forming a

community.

Continuing Meister and Willyerd (2010), further argued that by 2020, HR teams
would grow and/or evolve to include new specialists such as the following:

• “Capability planners” who ensure that the company develops much-needed
skills.

• “Chief technologists” who serve as HR’s IT experts.
• “Community gardeners” who help to create and nurture online communities.
• “Futurists” who work with companies to anticipate their future needs.
• “People capability planners” who map out employees’ career path and/or route

for development.
• “Place planners” who ensure that site-specific features work well at presenta-

tions and at ‘virtual and collaboration sites’, professional career paths and/or
routes of development.

• “Social connectors” who provide expertise in using social networks and social
media.

• “Talent scouts” who spot emerging talent and approach experienced profes-
sionals for hiring.

• “Talent development agents” who help to plan and create accelerated as well as
enriched learning experiences, if not widened opportunities for employees.
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So both these principles as well as new HR practitioner specialisms can easily
collaborate in order to sculpt and renew and align employee experience to purpose
of hyper connected exponential organization of the 21st century where agility and
value innovation are drivers of accelerated double digit growth and sustainability
(Ismail et al. 2014).

Design Thinking, Robust Workplace Analytics and an Agile
Mind-Set are Enabling Centrepieces of Digital
Transformation Roadmap

Having reflected on digital disruption which is dramatically impacting the future of
work and work of the future as well as ubiquitous morphing of employee experi-
ence inclusive of retention and engagement, the following reality emerges: Human
capital practitioners will often be faced with having to reinvent, reimagine and
future proof impact of these digital changes to business and operating models by
answering questions from the CEO and Board like:

• What is our digital transformation roadmap for our people?
• How do we align our people culture to simultaneously enhance agility and lower

cost?
• What does optimal differentiated employee experience look like across the

different stages of an employee journey for a digital ready increasingly con-
tingent, virtual and mobile segmented workforce?

• How do we align our people attraction, engagement and retention strategies with
our organizations ideals of being value innovators in social, mobile, analytics
and cloud space?

• How do we accelerate organizational and cultural change via data driven and
predictive analytic based decision-making?

• How do we both simplify and scale structure of HR people management
function to ensure that it delivers global solutions to managers and workforce?

New generation employees value creative jobs that enable them to make positive
social impact on their communities and society as a whole as well as having huge
expectations relating to how they experience their working lives all which were
alluded to previously as it relates to optimising and designing meaningful employee
experiences on one hand and organizations having to out innovate their competitors
in order to avoid going the same way as the Dodo hence need to articulate a digital
transformation roadmap to address various challenges as presented.

Kolko (2015) eloquently stated that people need their interactions with tech-
nologies and other complex systems to be simple, intuitive, and pleasurable. He
further proposed that empathic human cantered design enhances the user experience
at every touch point, and as such fuels the creation of products and services that
deeply resonate with people be they employees and/or customers.
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Adopting a human centred design thinking approach to employee experience
would therefore make huge sense in order to shift focus away from merely
developing programs, processes etc. but co-creating and co-designing meaningful
employee experience that are compelling, enjoyable, and simple. It as such enables
HR practitioners to transform from process developers to experience architects.
This approach to thinking could further create empowering environment that fosters
fresh, innovative ways to continuously search for new ways to communicate,
collaborate and explore new purposeful social nuances and connections related to
employee and organizational digital transformation journey. As thinking is highly
collaborative co-design across disciplines and functions it is deeply engaging and as
such contributes and enables to creating a narrative which humanizes and simplifies
all and as such could accelerate change.

Brown (2009) describes the need to establish choices as it relates to innovation
as a set of principles relating to design thinking that balance the needs of individuals
and of society as a whole; new ideas that tackle the global challenges which design
thinking can be applied to by diverse people to a wide range of problems. Implying
and meaning new strategies that result in differences that matter and a sense of
purpose that engages everyone affected by them which resonates with burning need
to future proof employee experience, engagement and retention via digital roadmap
which as per design thinking provides:

• Insight: learning from the lives of others go out into the world and observe the
actual experiences [of people] as they improvise their way through their working
lives.

• Observation: watching what people don’t do, listening to what they don’t say.
• Empathy: standing in the shoes of others.

The new generations of employees have huge opportunity to all become digital
nomads leveraging wide range of remote working technologies already mentioned
and hence Yohn (2016) in emphasising need for organizations to design their
employee experiences as thoughtfully as they do their customers advances notion of
using design thinking to map actual employee experience throughout employee
journey fostering engagement and retention as follows:

• sourcing and recruiting.
• pre-boarding.
• onboarding (orientation and initial training).
• compensation and benefits.
• ongoing learning and development.
• ongoing engagement, communication, and community involvement.
• rewards and recognition.
• performance planning, feedback, and review.
• career advancement.
• retirement, termination, or resignation.
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So each experience becomes a memorable moment of truth gaining insight and
empathy as it relates to what employee thinks, feels, believes, expects and values as
well as deeply intrinsically appreciates during each experience.

Arguably the second centrepiece of digital transformation roadmap which could
have preceded the previous element of design thinking relates to what contempo-
rary scholars Ulrich et al. (2017) as well as Boudreau and Ramstad (2007) and
lastly Becker (1993) earlier referred to as need for HR practitioners to generate
measurements, data and workplace analytics in order to provide robust evidence as
to outcomes of their endeavours be it assessment, selection and or as in this case all
that relates to the psychology of retention, engagement and the employee experi-
ence within a volatile digital landscape.

Barends et al. (2014) is of opinion that evidence-based practice relates specifi-
cally to making decisions through the conscientious, explicit and judicious use of
the best available evidence from preferably secured via multiple credible sources
by:

• Asking—translating a practical issue or problem into an answerable question.
• Acquiring—systematically searching for and retrieving evidence.
• Appraising—critically judging the trustworthiness and relevance of the

evidence.
• Aggregating—weighing and pulling together the evidence.
• Applying—incorporating the evidence into a decision-making process.
• Assessing—evaluating the outcome of the decision taken so as to increase the

likelihood of a favourable outcome.

As increasingly the case when everything nowadays is digital, and accordingly
tracked, prioritized, systemised and managed with real time, just in time data
practitioners have the opportunity, to demonstrate where and how much they
directly impact strategic business goals via robust workplace analytics. Determining
and calculating tangible benefits from improving time to market, continuous
learning, responsiveness, and collaboration resulting from initiatives could be
considered.

Data and insights arising from these analytics may be considered a source of
evidence that is used in making more effective decisions especially those impacting
financial business metrics relating to cost and value of savings generated from
engagement and or retention initiatives. Here total revenue lost due to vacancy
position days or improvement in revenue per employee following improved
engagement or retention of key talent instantly comes to mind versus psychobabble
relating to value of mindfulness exercise or possible improvements in effectiveness
and productivity from neuroscience.

Often various surveys, events, initiatives or interventions lack business case and/
or tangible evidence in monetary sense of benefits gained and the so-called return
on investment lags intervention by months if not years e.g. between annual surveys
void of any cost and or revenue returned per employee. Here various contemporary
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new generation platform based and wearable digital solutions will embarrass many
a HR practitioner for example TrustSphere which provides online network
employee relationship analytics in real time.

The final recommended centrepiece to enable digital transformation centres on
need for HR practitioners to adopt a digital mindset as well as set of practices which
doesn’t require them to be technology experts but rather about curiosity, creativity,
problem solving, empathy, flexibility, data informed decision making and
team-based collaboration, cooperation and judgment to overall improve organiza-
tion’s nimbleness and overall responsiveness. It requires embracing and leveraging
technology based solutions to effectively execute on business imperatives however
equally critical is need to extend collaboration with other departments, incorpo-
rating mobile, analytics, social media and the cloud to ease their transition to be
strategically more digitally transformative.

Gothelf (2017) shares story of large financial services concern who made every
employee at its headquarters (nearly 3,500 people) re-interview for their job to
bring about customer centricity and digital responsiveness. Staggeringly, 40% of
people ended up in new positions or parted ways with the company. It wasn’t about
their skill sets. In fact, in many cases the employees’ skill sets were still highly
relevant. Rather, it was a specific mind-set that was lacking—one that could
embrace the uncertainty, volatility, ambiguity and new the learning agility required
for exponential organization.

It is increasingly becoming apparent that many organization’s which are serious
about its future sustainability and who are adopting agile mindset are amending
their HR practitioner hiring approach as popularized by Bock (2015) former senior
vice-president of people operations at Google to what is known as three thirds’
hiring model. That means an HR department that breaks down as one third from HR
backgrounds, one third from consultancy and business backgrounds and, crucially,
one third from academic fields such as science and mathematics (people who are
inculcated with the need for analytical proof). Keep in mind that organizations
which fail to be more digitally agile and innovative as further mentioned by Bock
(2015) half or 50% of the names of companies on the Fortune 500 have disappeared
since the year 2000. Strangely Drucker (1978) shared this wisdom by stating that
greatest danger in times of turbulence isn’t the turbulence but to act with what he
termed yesterday’s logic.

Summary

This chapter explored how specifically digital disruption is impacting future of
work and what work in the future is likely to look like. Given as HR practitioners
we daily help organizations decode culture and grapple to understand the beha-
viours that drive innovation and performance, it remains pertinent to consider how
everything is continually being disrupted digitally and is dramatically impacting
future the of work and work of the future. It is more than obvious and ever
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increasingly pervasive that the current era of disengaged, transient talent impacts
every aspect of the business, and the need to reignite purpose at work has never
been more urgent. This might be via organizational network analysis or next
generation engagement platform which aims to improve team effectiveness through
measuring digital engagement and identifying areas of communication bias all
aimed at futureproofing employee retention and sculpting a more meaningful
employee experience. It remains ironic though that despite the more technologies,
devices, sites, apps, and other digital touchpoints we have, the less connected we
are as human beings. HR practitioners remain profoundly challenged to; via design
thinking, workplace analytics and new digital mind-sets enable a work context
which provides for both individual wellbeing as well as all-inclusive societal
prosperity. This will, as decades pass, only be achieved through ensuring trans-
parency and clarity of the organization’s mission and core values, communicating
why employees matter and the specific behaviours that exemplify those values
throughout the organization irrespective of scale and/or maturity of the so called
digital transformation.

References

Adams, L. (2017). HR disrupted: It’s time for something different. London: Practical Inspiration
Publishing.

Barends, E., Rosseau, D., & Briner, R. (2014). Evidence-based management: The basic principles.
Amsterdam: Centre for Evidence Based Management.

Becker, G. S. (1993). Human capital: A theoretical and empirical analysis with special reference
to education. Chicago: University of Chicago Press.

Bhaduri, A. (2016) The digital tsunami: Succeeding in a world turned upside-down. New.
Bock, L. (2015). Work rules! Insights from inside Google that will transform how you live and

lead. New York: Hachette Book Group.
Boudreau, J., & Ramstad, P. M. (2007). Beyond HR: The new science of human capital. Boston:

Harvard Business School Press.
Brown, T. (2009). Change by design: How design thinking transforms organizations and inspires

innovation. New York: Harper Collins.
Brynjolfsson, E., & MacAfee, A. (2014). The second machine age work, progress, and prosperity

in a time of brilliant technologies. New York: W.W. Norton & Company.
Davenport, T. H., & Kirby, J. (2016). Only humans need apply winners and losers in the age of

smart machines. New York: Harper Collins.
Drucker, P. (1978). The age of discontinuity. New York: Harper & Row.
Gothelf, J. (2017). How HR can become agile (and why it needs to). Harvard Business Review.

https://hbr.org/2017/06/how-hr-can-become-agile-and-why-it-needs-to.
Ingham, J. (2017). The social organization: Developing employee connections and relationships

for improved business performance. London: Kogan Page.
Ismail, S., Malone, M. S., & Van Geest, Y. (2014). Exponential organizations why new

organizations are ten times better, faster, and cheaper than yours (and what to do about it).
New York: Diversion Books.

Kolko, J. (2015). Design thinking comes of age. Harvard Business Review, September. https://hbr.
org/2015/09/design-thinking-comes-of-age.

72 J. Ludike

https://hbr.org/2017/06/how-hr-can-become-agile-and-why-it-needs-to
https://hbr.org/2015/09/design-thinking-comes-of-age
https://hbr.org/2015/09/design-thinking-comes-of-age


Kurzweil, R. (2005). The singularity is near: When humans transcend biology. New York:
Penguin Group.

Mancini, J. (2015). Collaborative workspaces: Making information work simpler, smarter, safer
and faster. New York: AIIM.

Mcgovern, M. (2017). Thriving in the gig economy: How to capitalize and compete in the new
world of work paperback. New Jersey: The Career Press Inc.

McKinsey (2017). Future of organizations and work. https://www.mckinsey.com/global-themes/
future-of-organizations-and-work/what-the-future-of-work-will-mean-for-jobs-skills-and-wage.

Meister, J. C., & Willyerd, K. (2010). The 2020 workplace: How innovative companies attract,
develop, and keep tomorrow’s employees today. New York: Harper Collins.

Miller, P., & Marsh, E. (2014). The digital renaissance of work: Delivering digital workplaces fit
for the future. London: Routledge.

Morgan, J. (2017). The employee experience advantage: How to win the war for talent by giving
employees the workspaces they want, the tools they need, and a culture they can celebrate.
New Jersey: Wiley.

Parker, G. G., van Alstyne, M. W., & Choudary, S. P. (2017). Platform revolution: How
networked markets are transforming the economy—and How to make them work for you.
New York: W. W Norton.

Patterson, K., Wride, M., & Maylett, T. (2017). The employee experience: How to attract talent,
retain top performers, and drive results. New Jersey: Wiley.

Pine, B. J., & Gilmore, J. H. (2011). The experience economy: Work is theatre & every business a
stage. Cambridge, MA: Harvard Business Press.

Prensky, M. (2012). From digital natives to digital wisdom. London: Corwin.
Raskino, M., & Waller, M. (2015). Digital to the core. Remastering leadership for your industry,

you’re enterprise, and yourself. New York: Bibliomotion.
Surdak, C. (2014). Data crush: How the information tidal wave is driving new business

opportunities. New York: American Management Association.
Ulrich, D. L., Kryscynski, D., Brockbank, W., & Ulrich, M. (2017). Victory through organization:

Why the war for talent is failing your company and what you can do about it. New York:
McGraw-Hill Education.

Yohn, D. L. (2016). Design your employee experience as thoughtfully as you design your
customer experience. Harvard Business Review, December. https://hbr.org/2016/12/design-
your-employee-experience-as-thoughtfully-as-you-design-your-customer-experience.

John Ludike is an executive human resource practitioner and has gained majority of his
experience within the Financial Services, (FNB, RBS, Mashreq Bank, Barclays) Retail,
(Sainsbury’s) Telecoms (MTN, Etisalat) and more recently Hospitality (Yum Brands!) industries.
His pioneering HR talent management achievements within MTN has been recognized by the
Human Capital Management Institute and recently been published in book titled Human Capital
Trends edited by Italia Boninelli & Terry Meyer (2011) as well as Managing Human Resource
Development: an outcomes based approach edited by Marius Meyer. He has in addition also
contributed chapters to publications titled The role of the Chief Human Resources Officer and
Shaping Africa’s Talent both published by Knowledge Resources. He specializes in automated
digital design, development and facilitation of implementation of human capital systems and
accordingly recalibration of leadership talent and organizational development change programs
and solutions. John principally undertakes international consulting assignments in London, Middle
East & Asia and aims to seldom experience a winter as he migrates from one assignment to the
next.

3 Digital Employee Experience Engagement Paradox … 73

https://www.mckinsey.com/global-themes/future-of-organizations-and-work/what-the-future-of-work-will-mean-for-jobs-skills-and-wage
https://www.mckinsey.com/global-themes/future-of-organizations-and-work/what-the-future-of-work-will-mean-for-jobs-skills-and-wage
https://hbr.org/2016/12/design-your-employee-experience-as-thoughtfully-as-you-design-your-customer-experience
https://hbr.org/2016/12/design-your-employee-experience-as-thoughtfully-as-you-design-your-customer-experience


Chapter 4
The Relevance of the Employee Value
Proposition for Retention in the VUCA
World of Work

Dieter Veldsman and Desiré Pauw

The war for talent is over … and everybody lost.
(Chamorro-Premuzic & Yearsley 2017)

Abstract The organisational landscape is characterised by volatility, uncertainty,
complexity, and ambiguity (VUCA). Organisations are ever-changing, and they are
adapting and reinventing the world of work to become leaner, more agile, and
sustainable. Talent has become a key ingredient of success, yet organisations are
battling to attract, engage, and retain talent in an organisational landscape where
those with critical talent are able to determine how, when, and where they want to
work. Traditional retention mechanisms have become obsolete, and the focus has
shifted towards crafting a holistic employee experience through an attractive,
realistic, and coherent employee value proposition (EVP). This chapter explores the
EVP as a method of retaining talent in the VUCA environment. The chapter focuses
on defining the concept, different approaches associated with crafting a compelling
EVP, and the challenges faced during EVP implementation. The chapter concludes
with the discussion of an EVP implementation case study in the South African
environment.
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Introduction

Chaos has become the new order. The world based on predictability, control, and
structure has become an ever-changing environment where adaptability, evolution,
and constant reinvention are the norm. This has resulted in speed at the cost of
quality, scale at the cost of personal relationships, and a virtual presence at the cost
of a physical location (Korunka and Kubicek 2017). This business landscape, often
referred to as ‘the VUCA (volatility, uncertainty, complexity, and ambiguity) world
of work,’ has challenged organisations to reinvent and adapt if they are to survive.
The acronym VUCA originated in the US military, where it was used to describe
combat conditions during the cold war in the early 90s. It entered the business
context after the global financial crisis, describing the multi-lateral world of work
(Kinsinger and Walch 2012). Figure 4.1 provides a depiction of this VUCA
landscape, including the trends that are informing the modern landscape and dic-
tating the order of new world of work.

The VUCA environment has resulted in a change in the way in which work is
organised. Organisations are becoming more distributed, not only in terms of
physical location, but also by working across time zones and utilising different
employee agreements. Social collaboration technologies have become the corner-
stone of productive teams, with organisations such as Dropbox, Asana, and Cisco
gaining traction for their products globally. A critical shortage of knowledge
workers has created a global and mobile workforce that can adapt to various
environments, is not tied to working in one location, and is open to new oppor-
tunities. However, this global pool is now being accessed by organisations across
the globe, which has intensified competition between organisations to attract and

Fig. 4.1 The new world of work
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retain talent. Talent is also demanding more flexibility, with these workers wanting
to work where, how, and when they want to.

How and where work takes place and what constitutes work have also meta-
morphosed. A multi-generational workforce, co-located workspaces, and nomadic
employees who work for more than one employer have become the norm. Human
capital has become a critical asset of competitive advantage, and most organisations
admit that they are struggling to attract and retain the required talent to build a
sustainable organisation. Veldsman (2017) stated that human capital has become the
wealth creators for organisations in the knowledge economy and, as such, should not
be treated as an asset on the balance sheet, but rather as a partner in a relationship that
should be harnessed over time to achieve the organisational mandate.

The real challenge for organisations is that talented workers can choose where
and how they want to work. Organisational loyalty has become something of the
past. Table 4.1 provides an overview of the average tenure of employees, high-
lighting the difficulty of retaining talent over the longer term.

Traditional approaches to attracting, developing, and retaining human capital
have become largely irrelevant in the modern world of work. Concepts such as
employee engagement, high-performance cultures, and organisational effectiveness
have entered both practice and literature, and questions are being raised regarding
the applicability of the rigid and process-driven traditional human resource prac-
tices. This shift has manifested in leading organisations such as Deloitte, Accenture,
and Google abandoning formal performance management processes, a South
African fast-food chain abandoning traditional leave practices, and organisations
such as Zappos adopting a holacracy with no formal hierarchy and constantly
shifting work teams. In the South African context, with the rise of an en-
trepreneurial culture, similar trends are observed as companies battle to create an
environment where employees want to work:

• RetroRabbit, a fast-growing software development business, appointed a culture
officer as its first non-core employee function, with a key focus on employee
retention and establishing a defined culture aligned with their identity.

• Etiket, a creative agency, completely moved away from formal job titles, and
adopted a flat hierarchy based on project teams, to retain their younger
employees and provide new development opportunities.

• A small boutique consulting organisation employs only 22 full-time employees,
yet has a global workforce of almost 150 employees who work according to
flexible work arrangements, so that the organisation has uninterrupted access to
topic experts across the globe.

Table 4.1 Average tenure at
leading knowledge economy
organisations. Source
Business Insider UK (2018)

Organisation Average employee tenure (years)

Google 1.9

Facebook 2.02

Apple 1.85

Amazon 1.84

Microsoft 1.81
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Given this background, if organisations want to remain relevant in this new
world of work, they need to answer the following questions:

• Why would top talent want to work here?
• What can our organisation offer to make us attractive to talent?
• How do we keep top talent engaged and retain them over the longer term?
• How do we create a value proposition that is coherent with the organisational

identity and external brand perception?

This chapter will explore the concept of the employee value proposition (EVP)
as a mechanism to answer the above questions and provide a framework for
organisations to implement an authentic and relevant EVP that supports their cur-
rent talent strategies in the VUCA world of work.

Defining the EVP

The EVP has been given new importance as organisations find it difficult to
effectively compete in the talent war. The changing world of work places more
pressure on organisations to ensure that their EVP is appealing to employees, to
provide the organisation with a competitive advantage. The literature hails the EVP
as a differentiator of sorts, yet, in practice, the EVP has largely been diluted to either
an unarticulated concept that occurs ‘by accident,’ or as yet another people practice
for which the box is ticked because it is ‘the right thing to do.’ Various definitions
exist to conceptualise an EVP. The literature positions an EVP in terms of the
following dimensions:

• the characteristics and appeal of working for an organisation, based upon a set of
offerings and experiences that employers provide in exchange for the skills,
capabilities, and experience that employees bring to the organisation;

• the employee’s perception of whether what he or she receives equals or exceeds
what he or she gives, based on the principles of equity theory (Munsamy and
Venter 2009);

• the unique set of attributes and benefits that will motivate targeted candidates to
join a company and current employees to stay (Meijerink et al. 2016); and

• the benefit or value that an employee perceives to gain from working for a
certain employer (Heger 2007).

Across all these definitions, the following conclusions can be made in terms of
defining an EVP. An EVP is based upon a reciprocal give-and-receive relationship
between the organisation and current/potential employees, and will motivate them to
stay/join. An EVP is based upon a psychological contract, equity theory, and social
exchange, and creates an individual’s perception of what he or she is entitled to in
exchange for the services, time, and skills provided to the organisation. From these
definitions, it also seems as if the EVP consists of both an internal and an external
component, i.e. what employees experience internally, as well as how potential
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employees who are in the external market perceive the organisation. As such, the
EVP seems to be closely aligned with the concept of an employer brand (Barrow and
Mosley 2005). Mandhanya and Shah (2010) supported this view when they
described an employer brand as a snapshot of the organisation that promotes and
positions the perceived value of membership with potential employees. A unique
EVP provides a clear picture of what sets a company apart as an employer, and refers
to the distinctive set of attributes and benefits that will motivate targeted candidates
to join a company and current employees to remain with the organisation (Brand
Learning 2009). This implies that the EVP is crucial to retaining current talent, as it
acts as the guiding framework for how the employee experiences the organisation.

According to the Corporate Leadership Council (2002), the perceived value of
membership of an organisation is determined by five components:

• work environment (physical environment, safety, tools, and equipment);
• affiliation (this includes values, culture, and quality of colleagues, managers, and

leaders);
• work content (this includes challenging work and a work–life balance);
• benefits, including development and career growth (indirect financial reward);

and
• remuneration (direct financial reward).

These five pillars need to be utilised as a guiding framework for the development
of an EVP that is authentic, attractive, and practically relevant to the organisation’s
needs.

The EVP should be viewed as a holistic concept that encapsulates all the factors
mentioned above, to ensure a robust approach to defining, articulating, and imple-
menting an EVP that drives retention and value for the organisation. Figure 4.2
provides an overview of the EVP landscape as painted by the literature. Central to
the EVP is the psychological contract that determines the perceived fairness of the
value exchange between what the organisation gives/receives and what the indi-
vidual gives/receives. This social exchange between the individual and the organi-
sation is a continuous process that is weighed during each interaction between
employee and employer. The perceived fairness and experience of this exchange will
determine whether employees are engaged, whether they stay, and whether they are
motivated within the context of their internal perception of fairness. This experience
will be rooted in the five pillars related to physical environment, affiliation, work
content, benefits, and remuneration, which inform the experience of fairness from
both the employee’s and the employer’s perspective.

From an external perspective, the EVP shapes perceived value that potential
employees could derive from a relationship or association with the organisation.
This could inform their decision whether to pursue a relationship with the organ-
isation in question, as well as what the key differentiators are from an EVP per-
spective that makes the organisation attractive to potential talent. This perception is
important, as current employees will continuously weigh the perceived value of
their relationship with the employer against the perceived value of other employers
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in the market. The perception that ‘the grass is greener on the other side’ could then
inform their decision to stay or leave.

From a business performance point of view, studies have shown that organisa-
tions with a well-articulated EVP that is authentic and attractive report higher
performance. Towers-Watson (2010) reported that organisations with a well-
articulated EVP perform better than their peers, and that 42% of high-performing
organisations consciously craft and articulate their EVP. This is in contrast with
organisations performing lower than their peers, of which only 28% spend time
crafting a compelling EVP. Further benefits from an organisational perspective
include the ability to improve the organisation’s attractiveness and become an
employer of choice, as well as greater employee commitment, engagement, and
compensation savings (CEB 2006).

Challenges in the EVP Landscape

From the literature, it seems as if the business rationale and benefits of having a
well-articulated EVP can be justified, but that several challenges exist in practice
(Pandita 2011):

Fig. 4.2 The EVP landscape
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• Credibility: Lack of insight into what should constitute the EVP often leads to
an EVP that does not seem credible or relevant to the organisation. Firstly, the
EVP should align with the identity and culture of the business, while also being
aspirational. Secondly, organisations often promise benefits they cannot deliver,
often highlighted through other organisational practices. An example of this is
the organisation stating, “We train our people to be at the top of their fields!”
while no budget is visibly spent on training.

• Mismatched experience: A mismatch between the stated EVP and the actual
employee experience can create the perception of inauthenticity, with employees
losing trust and faith in the organisation, which is detrimental to the organisa-
tion’s culture. This will influence the perception of fairness and the social
exchange, leading to employee disengagement.

• Positioning: The positioning of the EVP seems to also fall largely within the HR
domain, as opposed to being a mechanism that can be utilised by line managers
to create an integrated employee experience. This approach leads to an inau-
thentic EVP experience and a perception by employees that the organisation is
not keeping its promises in terms of the psycho-social contract. This could result
in feelings of unfairness, culminating in talent seeking other opportunities
outside of the organisation that they perceive to be better.

• Internally focused: Organisations also seem to craft EVP statements that are too
internal and not comparable to those of other organisations in a similar field.
Often, this leads to employees not understanding ‘how good they have it here,’
and leads them to view the benefits they have as the norm in the industry, as
opposed to these being a key differentiator.

• Prioritisation: Organisations promise more than what they can currently deliver
due to commercial restraints. This lack of prioritisation leads to the EVP being
seen as disconnected and inauthentic, and as a concept that is never really
implemented fully in practice.

The stated challenges can all be overcome through a structured and planned EVP
implementation approach. The following section will discuss a framework for EVP
implementation to ensure that organisations can leverage the envisaged benefits
from the process while being cognisant of the potential pitfalls stated above.

Implementing the EVP in Practice

Various variations of and approaches to implementing a holistic EVP exist. The
approach discussed below provides a generic framework that can be adapted to
accommodate big and small organisations (Fig. 4.3).
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Phase 1: Research and Gathering Insights

This phase focuses on researching current organisational practices to understand the
current attributes of the EVP. A critical factor for the successful implementation of
any EVP is authenticity of the EVP. As such, this phase aims to understand which
artifacts should be included in the EVP. This phase also balances current reality
with future aspirations, and organisations should, as far as possible, realistically
balance factors that are already true and potential aspirational artifacts that need to
be realised over time. This phase employs both quantitative and qualitative methods
to build a coherent narrative around the strategic ambition of the organisation, its
processes, and, above all, to align the EVP with the organisational identity and
culture.

From an external perspective, this phase also includes evaluating current
industry trends to understand what will differentiate the organisation’s EVP from
those of its competitors. This step gives the EVP comparability and plays a critical
part in the attraction and retention of talent.

Key deliverables of this phase:

• opinion data from employees, gathered via surveys, focus groups, or
semi-structured interviews;

• desktop research on the strategic ambition of the organisation, as well as the
culture and value systems present within the organisation; and

• industry competitor analyses to understand competing EVP frameworks.

Phase 2: EVP Articulation and Sense-Checking

This phase focuses on articulating the EVP through a coherent narrative that can be
sense-checked in collaboration with a representative group of stakeholders at all
levels of the organisation, to ensure that the narrative is authentic, coherent, and
believable. As a second step, the impact of the articulated EVP on organisational
processes, with specific reference to human capital processes across the value chain,

Fig. 4.3 Implementing the EVP in practice
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is evaluated, to understand the cost, time, and effort that will be required to
implement the EVP. This step is crucial to allow for the prioritisation of key
initiatives, as a holistic EVP can require multi-year implementation, and needs to be
approached per manageable focus area. The output of this step will be a detailed
implementation approach and plan to guide the next phase.

Key deliverables of this phase are:

• an articulated EVP;
• a sense-checking recommendations report; and
• an EVP impact report and implementation plan.

Phase 3: Implementation

This phase focuses on the execution of the crafted implementation plan, and
involves the following activities:

• creation of visible EVP artifacts that are made part of an internal communication
campaign to drive awareness of and attachment to the crafted EVP;

• integration of desired EVP outputs into key people processes, for example,
on-boarding, performance, remuneration, and other practices;

• assigning senior leaders to drive EVP implementation;
• creation of an EVP task team to focus on implementing the EVP as a designated

project—this task team should consist of members from both HR and business
fields;

• creation of an EVP monitoring committee and change champion structure to
drive EVP implementation as part of the EVP governance structure; and

• a transition and cut-over plan to conclude the EVP project and make it ‘business
as usual,’ which concludes this phase.

Phase 4: Monitoring and Adjustment

The final phase is the continuous monitoring and evaluation of the relevance of the
EVP artefacts to the changing business environment and industry focus. This
function is usually performed by an organisational development or effectiveness
function as part of an integrated report regarding human capital effectiveness in the
organisation. From a leading practice perspective, if possible, the EVP committee
should become a formal structure that forms part of the formal organisational
governance structure, to ensure the relevance and sustainability of the EVP over the
longer term.

The case study below is explored to illustrate the applicability of the framework
in practice.
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The Implementation of an EVP at MMI Holdings Limited

Context and Background

MMI Holdings Limited (MMI) is a financial services group that is based in South
Africa and listed on the South African Stock Exchange. The group operates in the
market through multiple client-facing brands, including insurance and investment
brands Metropolitan and Momentum, South Africa’s number one cell captive
insurer Guardrisk, and wellness and rewards programme Multiply. MMI operates in
several countries on the African continent, in the United Kingdom, and in India,
through a direct presence, strategic partnerships, and joint ventures.

MMI’s purpose is to enhance the lifetime financial wellness of people, their
communities, and their businesses. Financial wellness is a continuous process of
planning and management for individuals, households, and businesses, with the
aim of affording expenses and achieving goals over one’s lifetime. Our promise to
our clients is to be their financial wellness partner over this life-long journey, using
our expertise and solutions to help them develop and reach their goals.

The Brief from the MMI Leadership Team

The brief from the MMI leadership team was clear: Design, develop and implement
an MMI EVP offering that would attract, retain, and engage employees. Also, this
solution must proactively focus on enabling MMI employees to be well, specifically
financially well, and to create an emotional connection between employees and
MMI, in alignment with the identity and culture of the organisation.

Based upon this brief, MMI Holdings Limited, in 2015, embarked on a journey
to develop a holistic MMI EVP. There were some complexities that needed to be
taken into account, such as the following:

• MMI Holdings consists of four client-facing brands—Momentum, Metropolitan,
Multiply, and Guardrisk.

• Like the segments these brands serve (upper, middle, and lower income), MMI
employees are from various segments.

• MMI Holdings has approximately 17,500 employees across the globe, who have
different contexts and needs.

To tackle these challenges, a core EVP team was mobilised to craft an approach
and process that would be suited to MMI’s environment. Originally, the core team
consisted of human capital professionals, but, during the journey, the team evolved
into one that consisted of various different role players across the organisation who
could contribute to the development of an EVP solution that was credible, relevant,
and authentic.
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Phase I—Research and Gaining Insights

The journey started with an extensive research phase where data were gathered
locally and internationally through a multi-method approach. The following
information was included in the analysis:

• academic and theoretical research—best practice across industries, not just
within financial services, to create a compelling benchmark to guide the MMI
approach;

• internal MMI data (exit interviews, follow-up or stay interviews, and platforms
that could give insight into an EVP, such as the Innovations Platform);

• competitor analysis;
• the various offerings across the Group within each of the brands and across

various business units; and
• different EVP frameworks used in leading practice.

It was particularly important to understand the insights from the research to build
an EVP solution for MMI that would address their specific needs and requirements.
The research and analysis took the team approximately six months.

Phase II—Designing the MMI EVP Framework

The research provided clarity on what was happening within the EVP domain and
the landscapes across various businesses and industries. The next step was to build
a framework in line with the brief received from the leadership team.

The following were taken into account when building the framework:

• alignment with the MMI Strategy Map, Vision, and Purpose;
• enabling the organisation’s culture—The MMI Way;
• attracting the right calibre employees from across the world;
• retaining talent in the MMI Group globally;
• enabling employees to contribute to MMI’s success; and
• enabling employees to be well, specifically financially.

The team considered the following:

• different employee needs;
• reviewing the EVP framework and its relevance to MMI’s requirements;
• understanding how this framework could show the importance of MMI’s culture

and enable it by creating an authentic EVP experience; and
• how employees could be held accountable in the give-and-get relationship

within the EVP, based on social exchange theory and the psychological contract.

The decision was made to build the EVP around the MMI values of Diversity,
Excellence, Teamwork, Innovation, Accountability, and Integrity, as well as the
culture that was present within the organisation (The MMI Way). A further principle
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was to prioritise and focus the EVP on the needs of employees who fit into the
organisational identity and culture of MMI, i.e. needs related to Family and
Community, Physical, Financial, Career, Growth, Emotional, Purpose, and
Meaning. Financial wellness was also included as a dimension, as this is core to the
MMI offerings of Financial Wellness, Opportunity, People, Organisation, Work,
and Rewards.

The team also aimed to articulate the reciprocal relationship between the
employer and the employee as part of the EVP—emphasising that the employee
also has a role to play in operationalising the EVP, and that the EVP represents a
give-and-receive relationship. This was done to frame the context of the psycho-
logical contract as part of the core EVP offering. The following promise statements
were created to articulate this relationship:

• Financial wellness: Our employees are continuously encouraged and assisted
to plan and manage their money, so that they may have control of their current
and future financial wellness. They are also enthusiastic about improving the
financial wellbeing of our clients. This is also the definition used by MMI for
financial wellness across the segments of the client base (upper, middle, and
lower income).

• Organisation: MMI employees are proud ambassadors who are passionate
about our brands.

• Work: The MMI culture enables each individual to live his or her purpose and
to enjoy meaningful work while contributing to the goals of MMI.

• People: Our people are the greatest contributors to our success. We embrace
diversity and value different perspectives.

• Rewards: Our employees are innovative, collaborative, and solutions-driven.
We recognise excellence and reward out-performance.

• Opportunity: MMI is a global organisation with vast career advancement
opportunities.

Therefore, both the employer and the employee have responsibilities. An
employee gives something, and, in return, the employer gives something back.
Figure 4.4 shows the EVP framework adopted by MMI.

• Central to the EVP is the individual in MMI, the “Me,” highlighting the personal
relationship and meaning given to the EVP within the context of the employee.

• On the left-hand side, the needs of the employee are articulated as part of the
EVP focus.

• The right-hand side depicts the MMI values upon which the EVP is based and
that govern what and how we do things.

• The circle in the middle shows the key focus areas of the EVP and the promises
made as part of the exchange between employee and employer.

This framework was utilised to guide all decisions regarding focus and priority,
while also creating a narrative in the organisation—this is about us, together, going
forward.
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Phase III—Implementation

Given the extensive nature of fully implementing the end-to-end EVP, the decision
was made to prioritise steps in implementation according to areas of importance and
impact. As financial wellness is what MMI stands for, the decision was taken to
focus the first rollout of the MMI EVP on financial wellness. This was only one
element in both the Employee needs and Organisational offering components, but it
was agreed that it was an element that would have a significant impact. Being well
in general will also allow an employee to make better financial decisions, and the
key element for implementation in Phase I was an employee assistance programme
that was branded Wise and Well, aimed at helping employees to be financially well
by supporting them in gaining an understanding of their own financial options.
Practically, this implied giving employees access to some of MMI’s financial
advisors to support them, not only by them experiencing the organisation’s prod-
ucts, but also in making sound financial decisions.

MMI is currently entering the next phase of implementation, which will focus on
integrating the other offerings into the EVP, as well as the creation of an EVP
handbook for managers as part of the MMI leadership philosophy.

Conclusions and Implications for Retention

The focus of this chapter was on conceptualising the EVP as a construct applicable
to the modern knowledge-economy organisation and the VUCA world of work.
The findings from the literature indicate that the EVP is important to attract and
retain top talent, as well as to be able to differentiate the organisation from its
competitors. Talent retention is a critical challenge for organisational success, and it
seems that a well-articulated EVP can support organisations to, not only attract top

Fig. 4.4 The MMI EVP framework
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talent, but more importantly, keep them engaged over the longer term. The literature
also indicates that organisations with a well-articulated EVP seem to perform better.
A number of challenges regarding the EVP process were identified, and a proposed
approach and framework were suggested to support organisations in realising
benefits from their EVP processes in practice, while also overcoming the
challenges.

In summary, the EVP seems to be an important and relevant organisational
concept, but should be utilised as part of an integrated and structured process that is
aligned to the culture and values of the organisation. Through this approach, the
EVP can be a key differentiator for organisations within the VUCA landscape as a
mechanism to attract and retain talent, as well as to achieve their desired ambitions.

Summary

This chapter explored the relevance of the EVP within the VUCA landscape as a
mechanism for talent retention. The chapter conceptualised the theoretical rationale
for the EVP and its relevance to practice. The chapter positioned an EVP imple-
mentation framework and process to address current challenges experienced in
terms of the realisation of benefits associated with the EVP in practice. The chapter
concluded by discussing MMI as a case study to reflect on the benefits of imple-
menting an EVP in a South African services organisation.
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Part III
Internal Organisational Context

Overview and Insights

Towards an integrated conceptual framework for the psychology of retention
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Part III, Internal Organisational Context, comprises four chapters that illustrate the dynamics of
the psychology of retention within the internal organisational context. The dynamics of personal
and organisational resources, factors influencing person–job fit and embeddedness, and the cre-
ation of need-supportive environments and practices are highlighted.

Part III: Overview

Chapter 5 by Brooks C. Holtom and Tiffany Darabi, Job Embeddedness Theory as a Tool for
Improving Employee Retention, enriches the retention literature by unravelling the role of job
embeddedness in the employee retention space. The authors elaborate on the antecedents, moderators
and consequences of embeddedness and discuss practical implications for retention. The authors
make a novel contribution to the embeddedness literature by arguing for the role of social networks as
an aspect of embeddedness as seen through the lens of the well-known conservation of resources
(COR) theory. This theory builds on the conceptual premises of the JD-R theory outlined in Chap. 1
(Part I of this book). The authors make a compelling argument for the principle of COR theory that



employees strive to maximise their stock of resources at each level of embeddedness, while also
viewing decisions to stay or leave from the calculus of potential resource sacrifices. They further
argue that retention strategies should take cognisance of the underlying principles of COR theory to
embed employees. Principles of job embeddedness as seen through the lens of COR may help
organisations increase positive work behaviours such as organisational citizenship behaviours
(OCBs) and task performance, while helping to curb counterproductive work behaviours (CWBs).

In Chap. 6, Job Demands-Resources, Person-Job Fit and the Impact on Turnover Intention:
Similar across Professional and Administrative Job-Types?, Leon T. de Beer, Salomé Elizabeth
Scholtz and Johanna Christina (Ina) Rothmann investigate the differences between professional and
administrative occupation groups regarding the role workplace psychological factors play in
retention (i.e. job demands, job resources and person–job fit perception). The authors draw from a
data analysis based on a cross-sectional study of N = 745 participants (358 from professional
occupations and 387 from administrative professions) in the SouthAfricanwork context. Building on
the premises of the well-known job demands-resources (JD-R) model (see Chap. 1 in Part I), the
authors show that job resources and person–job fit negatively relate with turnover intention in both
professional and administrative occupations. Job overload and emotional load as well as person–job
fit and career opportunities were stronger in relation to retention for the administrative group than in
the professional group. The chapter makes a valuable contribution to the retention literature by
highlighting that retention practices should consider the differences in importance of job demands,
job resources and person–job fit for different occupational groups.

Sebastiaan Rothmann and Elmari Fouché critically review in Chap. 7, School Principal Support,
and Teachers’ Work Engagement and Intention to Leave: The Role of Psychological Need
Satisfaction, the effects of manager behaviour (as perceived by employees) and flourishing of
employees (as indicated by their psychological need satisfaction and engagement), on employee
retention. The authors elucidate the associations between the factors by means of the well-known
self-determination theory (SDT) of psychological needs satisfaction. Drawing from empirical
findings of a cross-sectional study conducted among N = 513 secondary school teachers in public
schools in South Africa, the authors made the premise that manager support for the satisfaction of
employees’ psychological needs for autonomy, competence and relatedness affects employees’
autonomous motivation (and work engagement), which affect their intentions to leave. In the
retention space, the authors conclude that autonomy satisfaction plays a significant role in the
motivation and retention of employees because of its positive effect on work engagement and
negative effect on intentions to leave.

Chapter 8 byMelinde Coetzee and Jeannette vanDyk,Capitalising onEmployee’s Psychological
Wellbeing Attributes in Managing Their Retention: The Adverse Influence of Workplace Bullying
and Turnover Intention, draws from the empirical findings of a cross-sectional study among a sample
of N = 373 employees in the South African work context to evaluate the effect of the relationship
dynamics among a number of psychological factors for employee retention. Building on the basic
premises of broaden-and-build theory, the authors argue that employees’ turnover intention and
perceptions of workplace bullying are important to consider in retention strategies because of their
link with employees’ psychological wellbeing, engagement and commitment levels in the work-
place. The new insights derived from the study findings indicate that for organisations to capitalise on
employees’ wellbeing attributes for retention purposes, leadership and human resource practices
should counteract perceptions of workplace bullying and turnover intention in retention practices.

Part III: Key Insights

Part III of the book illustrates how the organisational context influences the psychology of retention.
The basic premise is that employee behaviour is a function of personal and environmental factors that
manifest within a specific organisational context. The interplay between these factors should be
considered in understanding the reasons why employees decide to stay in or leave an organisation.
The authors highlight key insights that inform retention practices.
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Practice Guidelines
Chapter 5 focuses on the construct of job embeddedness operating across three key dimensions offit,
links and sacrifice (the totality of forces which cause employees to stay within an organisation) at the
job, organisational and occupational levels. The authors of Chap. 5 illustrate the importance of
measuring employees’ job embeddedness as a retention practice. The chapter provides concrete
research findings and examples from companies that have crafted retention strategies based on the
measures of job embeddedness. The authors provide guidelines for practice including inter alia ways
to enhance perceptions of fit, links and sacrifice. Such practice include, for example, newcomer
socialisation tactics to proactively embed new employees in the social fabric of the firm by providing
access to social capital resources; high-performance work practices (HPWPs) such as training,
rotational programs, or performance incentives and awards, which can serve to increase the resources
which employees accumulate at a particular organisation; creating occupational links through
offering bonuses for referring employees who get hired; off-the-job retention resources and perks
such as on-site daycare and preschools or extending access to fitness centres to family members, and
work–family HRM bundles.

Chapter 6 demonstrates that retention strategies should address the differing needs and percep-
tions of person–job fit of various occupational groups in the organisation. The authors suggest
organisational diagnostic surveys to proactively identify the job demands and job resources that
influence perceptions of person–job fit for different occupational groups in departments. Chapter 7
focuses on retention practices in the school environment. The authors demonstrate the importance of
principal support in improving engagement and lowering intentions to leave of teachers by focusing
on psychological need satisfaction as an aspect of teachers’ intrinsic motivation. Creating
need-supportive environments initiated by principals contributes to teachers’ engagement via the
satisfaction of their autonomy needs, the relatedness satisfaction of teachers, characterised by
experiences of a sense of communion and developing close and intimate relationships with others.
Chapter 8 demonstrates the importance for organisations that act consistently against workplace
bullying to create a climate where employees feel safe. Positive workplace conditions, policies and
interventions for victims of bullying help increase employees’ psychological wellbeing and decrease
turnover intentions.

Research Gaps
The research represented in the various chapters was cross-sectional in nature and conducted within a
specific organisational context. The authors in general recommend longitudinal research to be able to
establish cause-effect links between the various factors that influence the psychology of retention in
the internal organisational context. In addition, the authors recommend replication studies in various
organisational contexts to be able to generalise the findings across various occupational and
socio-demographic groups.

The authors of Chap. 5 emphasise the need for longitudinal studies that examine job embed-
dedness over the long term. The authors of Chap. 6 recommend further investigation into the
differences in other occupational groups to assess the different dynamics that may emerge in these
groups in different organisational contexts. In Chap. 7, the authors recommend future research that
examines the antecedents and outcomes of psychological need satisfaction using a longitudinal
design. The authors further suggest research regarding how social contextual factors influence the
effects of principal support on psychological need satisfaction. They emphasise that future studies
should also focus on the consequences of need thwarting and need satisfaction for outcomes such as
teachers’ engagement and intentions to leave. The authors of Chap. 8 recommend future longitudinal
research that replicates the study with additional measures of wellbeing and retention-related atti-
tudes in various occupational and socio-demographic contexts.
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Chapter 5
Job Embeddedness Theory as a Tool
for Improving Employee Retention

Brooks C. Holtom and Tiffany Darabi

Abstract In 2001, job embeddedness theory was introduced as a theory explaining
why employees stay in organizations. The accumulated empirical results summa-
rized in a compelling meta-analysis point to the predictive value of the theory.
Across many contexts (e.g., for profit as well as not for profit, US and interna-
tional), researchers have found that job embeddedness predicts staying as well as
other positive work outcomes such as in-role and extra-role performance. Further,
they have found that those who are more embedded are less likely to be absent or
engage in counterproductive work behaviors. Recent theoretical elaborations
identifying additional antecedents, moderators and consequences of embeddedness,
have enriched both researcher and practitioner perspectives on staying. Based on
theory and investigation, many practical implications for organizations seeking to
enhance job embeddedness and its associated outcomes are advanced.

Keywords Job embeddedness � Turnover � Retention � Performance
Organizational citizenship behaviors � Counterproductive work behaviors

Introduction

Given the extensive costs and disruptions that occur in organizations when valuable
employees leave (Holtom et al. 2006), researchers have dedicated extensive efforts
to better understanding why these employees leave. Decades of accumulated
research have produced useful ideas and a clear understanding of many antecedents
or predictors of leaving (e.g., Griffeth et al. 2000). However, relatively few attempts
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had been made at understanding a related, but different, question: Why do people
stay?

In 2001, Mitchell et al. articulated a theory of staying that they called job
embeddedness (JE). Over time, researchers have found that job embeddedness not
only predicts staying, but also other significant work outcomes such as absenteeism
and counterproductive work behaviors as well as in-role and extra-role performance
(Lee et al. 2004, 2014; Ng and Feldman 2009).

As a construct, job embeddedness has also been extended to explain other forms
of staying such as embeddedness at the occupational (Ng and Feldman 2009) and
organizational levels (Ng and Feldman 2007). Scholars have amassed enough detail
over the past decade of focused study to yield a comprehensive meta-analysis of job
embeddedness and its associated behavioral outcomes (Jiang et al. 2012). The
strength and predictive value of JE makes it ripe for further theoretical expansion
and study.

The purpose of this chapter is as follows: (1) to expand upon the fundamental
components of the JE construct to articulate existing knowledge; (2) to propose new
insights and suggestions for the future of job embeddedness research; and (3) to
highlight practical implications of JE research for practitioners eager to apply such
learnings to increase the probability of valued employees staying with their
organizations.

Discussion

Research findings to date have established that individuals who are more embedded
in their organizations and communities are more likely to stay in their jobs (Mitchell
et al. 2001). Research has also shown that individuals are also influenced—through
a process called ‘social contagion’—by the attitudes and actions of co-workers and
friends in the workplace, especially with regard to turnover decisions (Felps et al.
2009).

In this chapter, we also focus on recent research integrating social network
theories with embeddedness. Work environments are inherently social and, there-
fore, how workers broker relationships with others and their perceived value and
reputation within their social networks all have important impacts on turnover
decisions (Feeley and Barnett 1997; Feeley et al. 2008; Mossholder et al. 2005;
Ballinger et al. 2016). We also recast decisions to stay or leave as tradeoffs between
resource gains and resource losses in discussing new aspects of the embeddedness
construct (e.g. occupational embeddedness, family embeddedness in the commu-
nity) that provide a richer understanding of job embeddedness through examining
its deeper layers (Kaizad et al. 2015).

It is our hope that for practitioners looking to deepen their knowledge of how to
structure effective HR practices or how to retain high performers this chapter
provides the following: (1) job embeddedness as a theory to guide the development
of an effective retention strategy; and (2) the importance of social networks in
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cultivating employee connections to reduce turnover and increase organizational
commitment. In this chapter, we provide both empirical findings and established
theories from decades of academic research on turnover and job embeddedness, as
well as tangible examples from employers which can serve as examples of the types
of practices that can be applied in the workplace in the service of a vibrant orga-
nizational community.

Theoretical Background

Job embeddedness was first conceived of by Mitchell et al. (2001) as a
“higher-order aggregate of forces for retention.” In other words, it represents the
forces that influence an individual to become “stuck” within an organization
(Mitchell et al. 2001). The notion of embeddedness is drawn conceptually from the
sociological literature on the role of social relationships—specifically network
ties—in constraining economic actions and social movement (Granovetter 1985;
Uzzi 1996, 1997). In contrast to its sociological roots, the job embeddedness
construct focuses on the individual as the unit of analysis (Mitchell et al. 2001).

Job embeddedness operates across three key dimensions—links, fit and sacrifice
—at both the organizational and community levels (Mitchell et al. 2001). Links
speak to the social ties individuals build and maintain with individuals, groups, and
teams both on and off-the-job (Mitchell et al. 2001). Fit speaks to the association,
affinity, or compatibility individuals feel for the job or community in which they are
located (Mitchell et al. 2001). And lastly, sacrifice, refers to what an individual
might lose or have to give up—materially or emotionally at both the organizational
and community levels—by choosing to leave their job (Mitchell et al. 2001).

Although these three dimensions are intertwined and work in concert with one
another through the job embeddedness construct, they each have distinct theoretical
mechanisms which account for their effects. For example, links with friends, family
or community organizations such as churches, influence staying (Hom et al. 2012;
Maertz and Griffeth 2004) just as building social capital within the workplace may
as well (Holtom et al. 2006). Both examples are evidence of the power of links to
promote staying (Allen 2006; Mitchell and Lee 2001) by inducing normative
pressures (Maertz et al. 2003) both on and off the job. Research regarding the
relationship between social networks and turnover extends the impact of the links
dimension even further. One of the assets which strong social capital in the
workplace can provide is an enhanced reputation (Adler and Kwon 2002) through
access to well-connected people within one’s network (Ballinger et al. 2016).
Employees with more prestigious network reputations are more likely to remain
embedded within their organizations (Ballinger et al. 2016) with social capital—
specifically the ability to broker relationships—becoming a more crucial component
to success as employees advance up the hierarchy (Burt and Merluzzi 2014; Moran
2005; Rodan 2010). It follows then that strong social capital has a negative rela-
tionship with turnover for high-level employees (Ballinger et al. 2016). There is
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another social element that needs to be considered. Specifically, the notion of
‘turnover contagion’ characterizes turnover as having a contagious element much
like a sickness spreading between co-workers (Felps et al. 2009). It appropriately
describes the powerful influence that co-worker turnover can have on the turnover
decisions of others within their network, potentially creating a ripple-effect within
the organization (Felps et al. 2009).

The fit dimension of the job embeddedness construct at the community level can
be described simply as an individual’s affinity towards where they live as expressed
through one or a number of items such as culture, locale or climate (Mitchell et al.
2001). As long as this affinity exists it is reasonable to assume that an individual
might be less likely to engage in turnover intentions in many cases. The fit expe-
rienced on the job is best illustrated by the attraction-selection-attraction paradigm
(ASA) (Schneider 1987). As the ASA wording implies, individuals and organiza-
tions select one another through a process of mutual attraction (Wheeler et al. 2007)
with turnover occurring when one or both parties no longer experience such an
attraction or fit (Wheeler et al. 2007). The importance of fit to employee retention
should not be underestimated, especially amongst the Millennial population.
Studies have found that Millennials do not feel swayed by paychecks and perks
alone, but that they also need to feel connected to the mission, vision, and values of
an organization to feel that their work is contributing to something larger
(Slavin 2015). The mutual person-organization fit attraction also pays dividends
overtime—as employee tenure increases so does the likelihood that they will stay
(Holtom et al. 2013). As such, embeddedness can be characterized as having
cumulative effects on employee turnover intentions (Holtom et al. 2013).

Decisions to leave require individuals to weigh the sacrifices they might have to
make. Depending on the nature of the benefits and resources they have accumulated
over time such a process can be quite complex (Kiazad et al. 2015). A number of
turnover theories have naturally found that higher perceived costs of leaving serve
to discourage individuals from leaving (Mobley 1977; Rusbult and Farrell 1983;
Shaw et al. 1998). In an effort to conserve the resources they have accumulated
(Kiazad et al. 2015), individuals will weigh the opportunities that leaving might
provide against the sacrifices they will have to make in non-transferrable benefits
such as training (Mitchell and Lee 2001) and the ability to navigate a familiar
organizational culture and its associated politics. Fast food chain Pal’s Sudden
Service provides great evidence for the efficacy of the sacrifices domain with the
120 h of training they provide new hires even before they begin their jobs, which is
supplemented by retraining, certifications, and pop-quizzes when employees switch
jobs (Taylor 2016). The embedding effects of such investments are clear—Pal’s
boasts a 1.4% turnover rate amongst their assistant managers with only 7 general
managers leaving voluntarily in the 33 years they have been in business (Taylor
2016). The sacrifices dimension also operates at the community embeddedness
level, as individuals often choose to stay in certain locations due to the fact that they
simply enjoy living there or that their children might be in good schools (Mitchell
et al. 2001).
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It is worth mentioning that job embeddedness itself is not an affective state—in
contrast to organizational commitment (Allen and Meyer 1990), for example—but
rather a construct caused by the accumulation of a number of different factors
(Mitchell et al. 2001). As such, the links dimension is primarily about sheer
numbers of connections via teams and colleagues, while fit is conceived of as a
‘cognitive belief rather than an emotional response’ (Cable and Parsons 1999: 24).
Therefore, job embeddedness does not reflect one’s affective affinity for particular
organization or job, but simply the totality of elements both on-the-job and
off-the-job—across the dimensions of links, fit, and sacrifice—that serve to bind an
individual to a particular organization or job. The “binding” force of job embed-
dedness can serve useful for organizations at times when employees experience
negative events in the workplace (Burton et al. 2010). Such events, known as
“shocks” can often result in uprooting employees and have been proven to be the
cause of turnover (Lee and Mitchell 1994). However, in cases where individuals are
embedded on the job, embeddedness serves to soften the blow of negative events
such that embedded individuals invest further in organizational citizenship
behaviors and even improve their performance in efforts to help the organization
weather its difficulties (Burton et al. 2010).

While much of the early literature on job embeddedness was primarily con-
cerned with its on-the-job component, in recent years more studies have begun to
delve into the multiple foci of the off-the-job component to better understand its
impact on turnover and other workplace behaviors as well as to develop a richer
understanding of how it relates to its on-the-job embeddedness counterpart. Perhaps
not surprisingly, research has shown that off-the-job embeddedness (as opposed to
on-the-job embeddedness) predicts voluntary turnover and absences, whereas
on-the-job embeddedness (as opposed to off-the-job embeddedness) predicts both
organizational citizenship and job performance (Lee et al. 2004). Ng and Feldman
(2014) delve further into related questions, specifically examining the relationship
between on-the-job and off-the-job embeddedness. They found that community and
organizational embeddedness are directionally alike with organizational embed-
dedness serving as a proxy or mediator between community embeddedness and
social networking behaviors, job motivation, and organizational identification
(Ng and Feldman 2014).

The broad range of theories and cumulative findings overtime provide a solid
foundation for the job embeddedness construct, thus making it especially note-
worthy for firms seeking to enhance employee commitments and reduce turnover.
Furthermore, the complex array of factors integrated within the job embeddedness
construct is partly what makes it so effective in predicting turnover. Mitchell et al.
(2001) found job embeddedness to be a stronger predictor of turnover than both job
satisfaction and organizational commitment—factors encompassing one’s desire to
leave—as well as perceived job alternatives and job search engagement—factors
related to how easily one might be able to leave. A longitudinal study confirmed
these findings by developing and testing a global measure of job embeddedness
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which also found that job embeddedness predicted voluntary turnover beyond the
traditionally used variables present in previous turnover studies (Crossley et al.
2007).

Key Predictive Relationships

Based on more than a decade of job embeddedness research, Jiang et al. (2012)
published the first meta-analysis on the topic, evaluating its relationship to related
constructs (e.g. job alternatives), demographics such as gender and national culture,
and organizational types (e.g. public, private). The study draws from 52 published
studies on job embeddedness with 65 independent samples (N 42,907), providing a
comprehensive analysis (Jiang et al. 2012).

The findings provide clear evidence of the negative relationship that both
on-the-job and off-the-job embeddedness have with turnover intentions and actual
turnover, even after controlling for job attitudes and job alternatives.

Jiang et al. (2012) also examine the national cultural context to which organi-
zations belong and how this might impact the embeddedness construct. Specifically,
differences between individualistic and collectivist countries are explored, with the
former defined as having a greater focus on self-concern as opposed to relationships
with others and the latter characterized as valuing tight-knit relationships with
important groups (Oyserman et al. 2002). In this context, it was hypothesized that
those in collectivist countries who were embedded on and off-the job would be less
likely to both intend to leave their organizations as well as less likely to actually
leave (Jiang et al. 2012). Interestingly, the only finding of significance was that the
negative relationship between off-the-job embeddedness and turnover intentions
was significantly stronger in collectivist countries in comparison with individual-
istic countries.

The authors further postulated that women might be more susceptible to the
influences of embeddedness both on and off-the-job due to the value they place on
social and community-oriented ties and concerns for others as opposed to men who
are more individualistic in their approach to work (Eagly and Wood 1991; Marsden
et al. 1993). Findings indicate that gender does moderate or strengthen the link
between on-the-job embeddedness and both turnover intentions and also actual
turnover.

An analysis of organizational types, specifically public organizations as com-
pared to private organizations, also provides an interesting lens by which to view
embeddedness. Public organizations have been viewed synonymously with job
security for quite some time—an attractive employment option for those who are
risk averse (Bellante and Link 1981; Buelens and Van den Broeck 2007; Schneider
1987). The authors found that members of public organizations, as opposed to
private organizations, were more embedded on-the-job (Jiang et al. 2012). While
this was true for off-the-job embeddedness, such findings nevertheless provide
another valuable variable to further contextualize the job embeddedness literature.
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Future Research

Recent research examining job embeddedness from a conservation of resources
(COR) perspective has created fresh new avenues for research (Kaizad et al. 2015).
Below we discuss the following major developments: extensions of the original
embeddedness construct into new embeddedness foci; variables that serve as
antecedents to embeddedness; relationships between embeddedness foci and par-
ticular work outcomes such as performance; and interactions between embedded-
ness and social network theory. Lastly, we explore time dynamics in job
embeddedness research to encourage researchers to collaborate with practitioners to
test embeddedness in a dynamic fashion over the course of time.

The academic literature has recently expanded the foci within which individuals
embed themselves (Feldman and Ng 2007; Feldman et al. 2012; Ramesh and
Gelfand 2010). The various embeddedness foci go beyond just retention to also
predict factors such as job performance and work-family conflict (Lee et al. 2004;
Ng and Feldman 2009, 2012; Ramesh and Gelfand 2010). We provide an overview
of the emerging research on multi-foci job embeddedness as a way to highlight key
up-and-coming themes.

On-the-Job and Organizational Embeddedness

On-the-job and organizational embeddedness were long treated as one in the same.
Only recently (Ng and Feldman 2007) have researchers begun to tease out their
subtle, but significant differences and push past the original assumption that
embeddedness in a job also signaled embeddedness in an organization (Mitchell
et al. 2001). In many cases employees might very well enjoy their jobs and feel a fit
between its tasks and their skills, but not necessarily feel in alignment with the
values of an overall organization (Ng and Feldman 2007). Such individuals might
even have strong network connections with co-workers in their work-unit, but at the
same time might lack connections with colleagues across an organization. Further,
firms such as Campbell Soup Company attempt to create organizational-level
sacrifices with perks such as an on-site Kindergarten and after-school programs
(Business Insider 2013). While it stands to reason that on-the-job embeddedness
might very well yield higher workplace retention given that jobs are situated within
firms, studies have shown that individuals embedded at the job level do chose to
leave if they are forced to move to another job within the firm that they derive less
enjoyment from or do not feel they excel at (Ng and Feldman 2007).

5 Job Embeddedness Theory as a Tool for Improving … 101



Occupational Embeddedness

Occupational embeddedness—also conceived of by Ng and Feldman (2007)—
explains why individuals might chose to leave particular organizations but remain
within a certain industry. Staying in this context is perceived in a broader sense with
individuals gaining skills and making network connections not just within the firm
but across firms within a particular occupation. At the same time, a healthy network
of occupational links can be leveraged by organizations for their benefit as well.
Hubspot offers employees $30,000 bonuses for recommending full-time employees
who get hired (Van der Hoop 2016). Recruitment by referral can lead to greater
retention rates given that employees already understand the firm’s culture and will
be better positioned to recommend individuals who might also be good fits (Van der
Hoop 2016).

Initial empirical studies have found that after controlling for organizational
embeddedness, occupational embeddedness explains unique variance across a
number of valued outcomes such as task performance and creativity (Ng and
Feldman 2009). Given the trend amongst millennials to change jobs and move from
organization to organization quickly, understanding occupational embeddedness is
crucial for firms to craft effective organization-level retention strategies.

Family Embeddedness in the Community

Mitchell et al. (2001) originally conceived of embeddedness through the lens of two
primary foci—on and off-the-job embeddedness. Examples of external forces
include recreational hobbies or activities that might embed an individual at the
community level as well as embedding factors at the family level such as a spouse’s
employment in the area or children attending particular schools in the city, which
might bind an individual to a location by proxy (Feldman et al. 2012). Also referred
to as “family embeddedness in the community”, this focal point examines external
factors derived from the family that constrain an individual’s mobility (Hom et al.
2012). Another potential dimension of off-the-job embeddedness—termed “family
embeddedness” is when family members themselves become attached to an indi-
vidual’s workplace through means such as being beneficiaries of spousal health
insurance benefits or befriending employees (Ramesh and Gelfand 2010). Hershey
not only boasts its own fitness centers, but also opens them for use to employee
spouses and dependents over the age of 18 (Business Insider 2013). Other potential
examples of family embeddedness are a program at Mattel which defrays the costs
of adoption or Microsoft’s offering of Applied Behavioral Analysis therapy as an
autism treatment (Business Insider 2013).

An individual may in many cases be giving way to the needs of family above
their own to remain within a certain location (as with “family embeddedness in the
community”) or even to remain within a particular organization or position (as with
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“family embeddedness”). These embeddedness foci might lead to an individual
reluctantly staying within a particular setting or other states of withdrawal (Hom
et al. 2012) and perhaps even CWBs. The strength of these extrinsic forces has led
scholars to propose that family embeddedness itself might explain additional
turnover variance apart from on-the-job and community embeddedness (Ramesh
and Gelfand 2010).

Antecedents to Embeddedness Foci

Now that we have explored the range of embeddedness foci in both workplace and
community settings, we turn our attention to the antecedents of the embeddedness
process itself. In other words, what valued resources are individuals receiving in
each of the various contexts that induce them to become embedded in the first
place? We draw on the conservation of resources perspective of embeddedness
advanced by Kaizad and colleagues (Kiazad et al. 2015) to highlight contextual
variables that create embedding resources—both within the workplace context and
one outside of the workplace context. Our discussion of antecedents is not com-
prehensive nor is it inclusive of all elements or individual-level differences such as
personality (Giosan et al. 2005).

Organizational Practices

High-performance work practices (HPWPs) have long been used by human
resource management (HRM) scholars to describe groups of strategic practices
undertaken by organizations to enhance firm performance outcomes (Becker and
Huselid 1998). HPWPs such as training, rotational programs, or performance
incentives and awards, can serve as embedding mechanisms. Pal’s Sudden Service
is certainly a model for utilizing HPWP to great ends—Pal’s makes a mistake only
once in 3,600 orders, which is ten times better than the average fast food chain
(Taylor 2016). HPWPs are often deployed as bundles with the ability-motivation-
opportunity (A-M-O) framework (Lepak and 2006; Combs et al. 2006) used as both
a development aid as well as a descriptor for various HPWP configurations (skill-
enhancing, opportunity-enhancing, and motivation-enhancing). These three
descriptors offered by the A-M-O framework have been successful in capturing the
range of HRM practices yielding embeddedness results (Allen 2006; Hom et al.
2009; Trevor and Nyberg 2008). The success at Pal’s can be summarized in a
similar manner—hiring for attitude and training for skill, providing constant
opportunities for improvement, and molding leaders who are serious about teaching
and training their staff (Taylor 2016). The skill-enhancing, opportunity-enhancing,
and motivation-enhancing HPWP combinations provide different sets of resources
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to employees. As a result, individuals embed more strongly at either the job,
organizational or occupational levels in correspondence to the various resources
gained from the HPWP configuration.

Off-the-Job Characteristics

In our analysis of off-the-job embeddedness resources encouraging employees and
their families to remain in the communities in which they reside, three key
groupings emerge as being the most salient for providing resources to employees
and their families: nearby extended family, community characteristics, and pro-
fessional communities (Kaizad et al. 2015). Nearby extended family—especially in
cases where familial ties are strong (Granovetter 1973; Lin 2001)—can provide
support for family members to better manager conflict surrounding work and family
demands through help with babysitting and a built-in network for birthdays, holiday
celebrations, and the like (Kaizad et al. 2015). Communities that offer a wide range
of resources to individuals that are in-line with their values and interests such as
good schools or connections with like-minded individuals are embedding in the
way that sacrificing such resources means sacrificing overall quality of life—a price
some might find too high to pay (Kaizad et al. 2015). Professional communities—
even those cultivated online—allow for development of occupational networks
behind one’s workplace and correlate highly with occupational embeddedness
(Kaizad et al. 2015).

Embeddedness Foci and Work-Related Outcomes

As viewed from a COR perspective, the influence of job embeddedness goes well
beyond reducing turnover intentions to impact organizational contributions in other
areas as well (Jiang et al. 2012). Counter-productive work behaviors (CWBs),
organizational citizenship behaviors (OCBs), and core task performance are three
key categories of behavioral outcomes commonly associated with job embedded-
ness (Feldman et al. 2012; Lee et al. 2004; Ng and Feldman 2009). CWBs include
negative behaviors ranging from wasting time at work to serious actions such as
fraud or theft. Broadly, CWBs may contribute to a “dark side” of embeddedness—
when employees stay but do so with reluctance or malicious intent (Spector et al.
2006). OCBs are directionally opposite of CWBs in that they capture an employees’
positive actions towards or on behalf of an organization (Lee and Allen 2002).
OCBs are not required by employee contract, and therefore demonstrate a level of
commitment and affinity on the part of an employee towards their employer which
can assist with various aspects of organizational functioning (e.g., attend voluntary
functions, defending the company against criticism; Lee and Allen 2002). Lastly,
core task performance—the tasks that are required by one’s job to contribute
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directly to organizational outputs (Motowidlo et al. 1997)—has been demonstrated
to be positively correlated with JE (Lee et al. 2004).

Below we discuss each of these three key organizational contributions in greater
depth by employing a COR perspective of job embeddedness. Overall, we argue
that based on COR theory embedded employees will likely have higher work
performance due to the resources they hold (fit and links) and the advantages this
provides for them to acquire yet more resources (i.e. pay increases, stock options)
through excellent performance.

Direct Effects of Embeddedness Foci

On-the-job embeddedness has a stronger impact on workplace behaviors (i.e.
performance) and attitudes (affective commitment, turnover intentions) as compared
with off-the-job embeddedness (Allen 2006; Jiang et al. 2012; Ng and Feldman
2014; Wheeler et al. 2012). Additional research has shown, however, that both
embeddedness foci increase OCBs and performance, while also decreasing turnover
and absenteeism (Lee et al. 2004). The sections below will distinguish in greater
detail between the various embeddedness foci across on and off-the-job embed-
dedness as they shape and impact the three aspects of organizational contributions
highlighted above—CWBs, OCBs, and task performance.

CWBs. While the causes of CWBs can vary from person to person, the con-
sequences of such behaviors (e.g. excessive internet surfing, abusing colleagues,
etc.) do not. CWBs can damage employee reputations, promotional opportunities
and—in their worst instances—even lead to termination (Feldman et al. 2012; Lee
et al. 2004; Rotundo and Sackett 2002). From a COR perspective, CWBs result in a
loss of resources at the job, organizational, and occupational levels.

The greatest implication for resource losses related to CWBs is at the occupa-
tional level (Ng and Feldman 2009). For example, those engaged in professional
occupations such as doctors are more occupationally embedded than they are in any
one organization or job. Furthermore, the implications of a malpractice suit or even
absenteeism would impact a doctor at the occupational level—negative reputations
spread amongst occupational communities and changing occupations can be diffi-
cult and sometimes impossible (Ng and Feldman 2009). As such, the threat of such
resource losses amongst those highly embedded in occupations should curb CWBs
(Blau 2000), making it more likely for such individuals to tweak the boundaries and
alter the tasks of their jobs as a positive, “job-crafting” (Wrzesniewski and Dutton
2001) response to potential dissatisfaction which might otherwise lead to CWBs.
Some employers have unknowingly adopted the philosophy behind “job-crafting”
in their novel approaches to get the best out of their employees. Arrow Group of
Companies, for example, gives their employees the flexibility and time—a few
hours a week—to work from any location, on any project related to the organization
(Van der Hoop 2016). According to CEO Sam Ibrahim, this practice has led to
some of the firm’s best innovations (Van der Hoop 2016).
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OCBs. As previously stated, individuals embedded on-the-job at the job,
organizational or occupational levels are more likely to exhibit OCBs. OCBs
establish goodwill relationships between employees and their organizations,
allowing employees to reap their associated rewards (Rioux and Penner 2001).
Embeddedness—from a COR theory perspective—presupposes that individuals are
prone to become embedded due to possibilities for resource gains or to avoid
resource losses (Kaizad et al. 2015). Embedded individuals are driven to continu-
ally invest the instrumental resources (e.g. fit and links) they already have by virtue
of their embedded status, in order to build additional resources in the future
(Hobfoll 2001).

In the context of OCBs, employees with strong fit at the company-level and links
across an organization, are most likely to gain from—and therefore invest in—
OCBs. Such employees are likely to be viewed as congenial, more trustworthy, and
as willing to work extra to help the firm (Bolino et al. 2006). The links such
employees maintain within and outside the firm also allow them to offer important
information such as the latest industry developments for the aid of the organization
(Lee and Allen 2002). Other examples of OCBs include investing time and effort
(Halbesleben et al. 2014) into socializing with co-workers or helping colleagues in
order to gain resources such as recognition, peer support, or rewards (Halbesleben
and Wheeler 2015; Ng and Feldman 2012; Podsakoff et al. 2009). An excellent
example of this helping-to-gain principle is Google’s practice of allowing
employees to “own” their unused vacation time, providing flexibility for employees
to donate vacation time to co-workers at their discretion and, in turn, offering
another avenue for employees to exercise OCBs (Van der Hoop 2016).

Given that resources are best deployed with a clear sense for their utility and
purpose (Hobfoll 2001), OCBs are most likely to be performed by employees who
are organizationally embedded (Ng and Feldman 2009). For employees who are
more embedded in the job than the organization, they may need to reduce task
performance to allocate effort to OCBs. Thus, for those more highly embedded at
the job and occupational levels, the return on investment from OCBs might not
prove relevant enough to warrant equivalent efforts to those embedded at the
organizational level.

Task performance. There exists a mutually reinforcing relationship between
high performance and embeddedness as performance generally leads to extrinsic
rewards (e.g., promotions, salary increases) and intrinsic benefits (e.g., praise)
(Lanaj et al. 2012; Rotondo and Sackett 2002; Salamin and Hom 2005). For
example, participation in professional associations or internal organizational com-
mittees allow employees to gain resources at the occupational and organizational
levels and reveal a selectiveness about time allocation in order to build resources for
the future (Halbesleben & Bowler, 2007). Such employees may be less likely to
focus in the day-to-day task domain (Feldman and Ng 2007), consistently watching
for future opportunities that might develop at the organizational or occupational
levels. On the other hand, embeddedness at the job level tends toward greater
performance motivation (Hom et al. 2012; Halbesleben et al. 2014), stronger
demands-abilities fit (Kristof 1996), highly concentrated social capital networks
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(Sparrowe et al. 2001) and lasting task-affinity (Hom et al. 2012). Such resources
can then be used and reinvested by job embedded employees to reach even higher
levels of task performance and increase team-level efficiency and effectiveness for
enhanced individual and team-level rewards (Erdogan and Bauer 2005).

Network centrality. Another resource that can enhance embeddedness is the
position one occupies in a social network. An employee receives valuable social
capital assets through occupying a central position of prominence within their social
network (Feeley and Barnett 1997; Feeley et al. 2008; Mossholder et al. 2005)
through the links they foster between others (betweenness centrality; Mehra et al.
2001), the links they have to others (out-degree centrality), and how others are
linked to them (in-degree centrality). By fostering links or creating bridges between
others who are not connected with each other, employees control the flow of
information across an organization (Feeley 2000; Mehra et al. 2001), increasing
their social capital, influence and embeddedness. Out-degree centrality focuses on
the number of links an employee thinks they have with others, while in-degree
centrality focuses on the number of times network members claim to have a par-
ticular individual as a contact. While out-degree centrality has been the more
long-standing measure associated with JE research, in-degree centrality has been
the measure shown to be effective in decreasing turnover (Mossholder et al. 2005).

Network closure. Beyond simply network position, the structure of an indi-
vidual’s network also has implications for job embeddedness. Closed networks and
open networks each have their advantages for enhancing social capital—closed
networks operate on trust with mutually affiliated individuals sharing information
(Burt 2001) and open networks rely on access to a greater variety of network
connections and information sources. Being enmeshed in a closed network has the
advantage of offering trusted relationships with network members being able to
freely and amply exchange resources (e.g., Halbesleben and Wheeler 2015) and
readily offer comfort (Balkundi and Harrison 2006) and other types of emotional
support in greater quantity and in a timelier manner to assist with work stress
(Lazarova et al. 2010). As such, network closure (Hom and Xiao 2011) bolsters
embeddedness with individuals likely being reluctant to give up such coveted
personal support resources by switching jobs, organizations or relocating in the case
of off-the-job network closure.

Social capital losses. Decisions individuals make to stay or leave often cause
them to experience losses in social capital. Deciding to stay in an organization when
friends, co-workers, or bosses leave depletes valuable resources from a COR theory
perspective, just as much as deciding to leave may cause a loss in accumulated
social capital in the forms of organizational links one has already cultivated. While
turnover can be contagious, “infecting” those already engaging in job search or
others with low organizational embeddedness (Felps et al. 2009), it be an even
greater risk in the event that a key network contact chooses to depart (Krackhardt
and Porter 1986). Other research shows that subordinates of leaders with whom
they have a positive LMX relationship, are more likely to follow their bosses when
they depart the organization as opposed to having to rebuild ensuing LMX social
capital losses (Ballinger et al. 2010). On an emotional level, just as there can be
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great benefits obtained from membership in a closed social network, employees
often chose to depart organizations if such friends and emotional supporters are
themselves leaving (Shah 2000). COR theory provides a rich lens through which
the staying-leaving equation can be examined with network theory and social
capital gains and losses being promising avenues for additional research.

Time Dynamics

The majority of studies examine job embeddedness at a static point in time as
opposed to how it might evolve over the course of time. Recently there has been a
call for more research utilizing longitudinal methods to capture such time sensitive
nuances and changes (Ng and Feldman 2013). The relationship between resources
and embeddedness as articulated by Kaizad et al. (2015) is a key component when
examining embeddedness over the arc of an individual’s career. Findings have
indicated that different resources are more powerful embedding forces at different
stages in an employee’s career (Ng and Feldman 2007). As such, for younger
employees an urban location might be more embedding, while for more established
employees with families, suburban locations with good schools might be more
powerful factors. The same can be said with on-the-job embedding factors—certain
factors might be more salient at the start of an employees’ career versus those that
might matter more as one advances and becomes more established. As such,
resource utility is very much dependent on context. If resources continue to satisfy
needs and goals, individuals will embed further (Halbesleben et al. 2014) with more
tenured employees being more likely to stay in the future (Holtom et al. 2013).
Such findings are particularly useful for crafting retention strategies in a more
targeted fashion. They also illustrate the need for expanding beyond the current
body of research (Ng and Feldman 2007, 2013) addressing the time dynamics of
embeddedness.

Implications for Retention Theory and Practice

The model presented in this chapter provides a holistic examination of the many
dimensions involved in the retention equation. Employee decisions to stay or leave
are in themselves complex and influenced by a confluence of factors. Job embed-
dedness theory offers a number of insights that go beyond traditional paradigms
(e.g., organizational commitment or job satisfaction) to support organizations in
crafting mindful retention strategies. The following topics serve to highlight key
concepts from job embeddedness theory.

108 B. C. Holtom and T. Darabi



Beyond an Organization-Focused Approach

Often organizations focus on internal factors such as the rewards and incentives it
provides. Job embeddedness theory pushes organizations to think more broadly
about engaging employees in the full range of their experience—at work and
outside of work. Many organizations such as Fifth Third Bancorp, Johnson &
Johnson, Gusto, and KKR & Co. are putting in place practices (such as bringing
nannies on work trips) that seek to increase embeddedness amongst working
mothers (Feintzeig 2017). Fifth Third Bancorp in particular has employed a con-
cierge service to tend to the needs of expectant mothers and parents with infants,
providing services ranging from scheduling gender reveal parties to shopping for
strollers (Feintzeig 2017). Examples of other tactics addressing full-spectrum work
and community embeddedness include locating offices near to where employees
live to ease commutes and maximize time spent at work and at home. In this way
organizations engage employees in the communities where they already feel they
fit. Offering paid time off for volunteer work like CRM Salesforce does by offering
up to seven days for volunteering (Van der Hoop 2016), allows employees to build
links in their community and strengthen existing network connections (Holtom
et al. 2006). As another example, organizations can offer relocation or home-buying
assistance to entice talent and ease the “sacrifices” and burdens associated with
moving. Utilizing job embeddedness theory to think of retention in practical terms
across its three dimensions as well as its two contexts—on and off-the-job—is
essential for organizations seeking to attract and retain talent.

Supplementing Skill-Development
with Opportunity-Enhancement

One of the most common approaches to retention is to provide training opportu-
nities for employees. However, such skill-development HPWPs have a down side.
In some cases, such training may serve to embed employees more at the occupa-
tional level as opposed to the organizational level. Occupational embeddedness
does reduce CWBs, but it is less likely to foster long-term employment and
motivate OCBs (Feldman and Ng 2007; Ng and Feldman 2009). Organizations
must be careful to supplement skill-development offerings with opportunity-
enhancing practices (e.g., cross-departmental collaboration, participative decision
making) that can serve to bind employees at the job or organizational levels.

5 Job Embeddedness Theory as a Tool for Improving … 109



Supplementing Motivation-Enhancement
with Opportunity-Enhancement

Providing incentives for employees switch to jobs within the firm entails some risk.
In the event the new job is not as good of a fit as the old job, task performance
levels may be diminished (Hom et al. 2012). Also, the use of incentives should be
wisely applied, as OCBs that add value for the firm may typically reflect the
commitment of intrinsically motivated employees to the organization. Similar to
skill-development, motivation-enhancment practices should be supplemented with
opportunity-enhancing practices in order to maximize worker performance and
reduce turnover rates (Gardner et al. 2011).

The Possible Downside of Off-the-Job Embeddedness

As previously stated, off-the-job retention factors have traditionally been over-
looked. Yet, the theoretical arguments and empirical evidence suggest that
increasing off-the-job embeddedness benefits organizations. This is important for
human resource professionals to be aware of when crafting employee wellness and
support programs. Off-the-job embeddedness can serve to strengthen the
person-organization bond in individuals who are already embedded on the job,
reducing the likelihood of turnover and CWBs. However, it is often the case that
off-the-job demands for parents can impact performance (Bakker et al. 2008).
Implementing work-family HRM bundles such as flextime or on-site day care
(Perry-Smith and Blum 2000) can provide much needed assistance and support to
employees off-the-job, which also has the effect of freeing time and energy to
contribute more effectively towards job demands (Trevor and Nyberg 2008).

Conclusion and Implications for Retention

In this chapter, we have conveyed foundational research and findings on job em-
beddedness summarized by the following points: (1) individuals who are more
embedded in organizations and communities are more likely to stay in their jobs;
(2) embeddedness as a construct provides valuable information on retention, OCBs,
and performance beyond what job satisfaction and organizational commitment can
predict; and (3) individual turnover decisions are greatly influenced by the attitudes
and actions of co-workers, family members and others around them through the
effects of social contagion.

The insights we have shared provide a summary of past research as well as the
potential future agenda of job embeddedness research. Some of the recent work on
job embeddedness has identified new embeddedness foci impacting the
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staying-leaving equation such as occupational embeddedness and family embed-
dedness in the community. COR theory adds theoretical depth to the complexity of
the embeddedness construct. Recasting decisions to stay or leave as potential
resource gains or losses has advanced understanding of the theoretical underpin-
nings of embeddedness. Lastly, recent research on the role social networks play in
turnover decisions has deepened understanding of how network centrality, repu-
tation amongst co-workers, and network brokerage play a role in turnover
decisions.

Our goal with this chapter was also to assist practitioners seeking to craft
meaningful retention strategies by not only unpacking the job embeddedness
construct, but also through providing concrete examples from firms that have
crafted retention strategies which exemplify the research findings around job em-
beddedness. Combining insights from social network analysis and job embedded-
ness can be a unique way to craft a retention strategy that goes beyond simply
incentives to also look at the webs of interconnectedness employees form. The
following are key strategies for organizations to take into account when crafting
effective retention strategies.

• Crafting retention strategies with the three dimensions of job embeddedness
(links, fit, and sacrifices) in mind is essential. For example, the links domain of
job embeddedness theory (Mitchell et al. 2001) can be addressed by employing
newcomer socialization tactics to proactively embed new employees in the
social fabric of the firm by providing access to social capital resources. With the
influx of Millennials in the work place fit becomes an even more essential
component for any retention strategy aimed at this particular employee demo-
graphic given their need for identification with organizational mission.

• Employing high-performance work practices (HPWPs) such as training, rota-
tional programs, or performance incentives and awards, can serve to assist to
increase the resources which employees accumulate at a particular organization,
thereby having an embedding effect.

• Acknowledging that embeddedness can take root in a multitude of foci—
on-the-job, organizational, or occupational (Ng and Feldman 2007)—is an asset
to organizations for crafting broad, creative retention strategies. For example,
occupational embeddedness can be wielded effectively to an organization’s
advantage by taking advantage of employee’s occupational links through
offering bonuses for referring employees who get hired.

• Organizations should also ensure that retention strategies are holistic and not
only reflective of on-the-job components. Providing perks such as on-site
daycare and preschools or extending access to fitness centers to family mem-
bers, are examples of attempts to embed employees beyond the work dimension.
Such perks also become examples of sacrifices—benefits employees would
have to give up if they were to leave.

Being mindful of these essential components of job embeddedness and their
associated retention strategies, can assist organizations in increasing positive work
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behaviors such as OCBs and task performance, while helping to curb CWBs. It is
also important to recognize that while strong retention strategies and low turnover
rates are the marks of healthy organizations, not all staying is good and with
turnover comes an influx of potentially new and creative perspectives to fuel an
organization forward.

It is our hope that this chapter provides organizations with meaningful infor-
mation to embed employees making meaningful contributions to their jobs, orga-
nizations, and occupations. As Pal’s CEO Thomas Crosby has said, “People ask
me, ‘What if you spend all this time and money on training and someone leaves?’
I ask them, ‘What if we don’t spend the time and money, and they stay?’” (Taylor
2016).

Summary

This chapter focuses on the construct of job embeddedness—operating across three
key dimensions of fit, links and sacrifice—as the totality of forces which cause
employees to stay within an organization (Mitchell et al. 2001). The original job
embeddedness construct has been expanded to examine embeddedness at the job,
organizational, and occupational levels (Ng and Feldman 2007, 2009) as well as to
embrace off-the-job embeddedness factors such as family embeddedness in the
community (Hom et al. 2012). More recent research has uncovered the pivotal role
of social networks in the embeddedness equation through using COR theory as an
essential lens from which to view embeddedness. COR theory states that employees
strive to maximize their stock of resources at each level of embeddedness, while
also viewing decisions to stay or leave from the calculus of potential resource
sacrifices (Kaizad et al. 2015). Effectively designed retention strategies sensitive to
the underlying forces of COR theory and drawing from organizational practices
such as HPWPs can serve to embed employees, potentially increasing task per-
formance and OCBs, while helping to curb CWBs.
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Chapter 6
Job Demands-Resources, Person-Job Fit
and the Impact on Turnover Intention:
Similar Across Professional
and Administrative Job-Types?

Leon T. de Beer, Salomé Elizabeth Scholtz
and Johanna Christina Rothmann

Abstract The chapter investigated the differences between professional and
administrative occupation groups regarding the role workplace psychological fac-
tors play in retention. The sample comprised 745 participants (358 from profes-
sional occupations and 387 administrative professions). Multi-group structural
equation modelling methods were applied. The results showed that all of the cor-
relational relationships were in the expected directions. With regards to the
administrative group, overload and emotional load as well as person-job fit and
career opportunities were stronger in relation to retention than in the professional
group. Whereas communication was also significantly related to retention in the
professional group but not in the administrative group. Lastly, similarities between
the two groups were found with regards to remuneration as indicator of lower
turnover intention, although of less importance compared to other motivational
variables. This study indicates the importance of considering the qualitative dif-
ferences in occupational groups when planning aspects such as retention strategies.

Keywords Retention � Turnover intention � Turnover � Administrative job
Professional job � Job demands-resources

Introduction

This chapter investigates differences between professional and administrative oc-
cupational groups regarding the role of psychological factors in employee retention
(i.e. job demands, job resources and person-job fit perception). A brief overview of
retention, the defining characteristics of professional and administrative jobs as well
as data analysis and discussion are presented. This topic is important as the ability
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to sustain and promote the health of employees is invaluable to organizations
especially in times of organizational instability (Dupré and Day 2007). Kossivi
et al. (2016) describe employees as the “life-blood of an organization” (p. 261),
who continue to provide valuable resources within organizations despite techno-
logical advances. Thus, organizations not only recruit new employees but also
attempt to retain effective employees (i.e. their talent pool), to uphold their com-
petitive advantage (Kossivi et al. 2016). Retaining high performing employees has
been a consistent topic in organization board meetings globally (Scott et al. 2012)
and is seen as high priority (Grobler and Grobler 2016). Masoga (2013) concurs by
stating that the need to promote employee retention and measure employee turnover
is a current challenge for organizations. According to Branch (1998), Dupré and
Day (2007) as well as Holtom et al. (2005) improving organizations’ ability to
retain talented employees can save organizations from the financial implications,
loss of intellectual capital and the loss of organization or institution specific
knowledge (Cho and Song 2017). Employee retention also plays a role in: acqui-
sition and development of skilled employees (competitive advantage of an orga-
nization Pfeffer 2005); productivity and organizational performance (Batt and
Valcour 2003; Herrbach et al. 2004); maintaining critical knowledge and organi-
zational performance (Cho and Lewis 2012; Newman et al. 2014) the lack of labour
in critical organizations as well as promoting organizational success globally
(Holtom et al. 2008). Furthermore, Dupré and Day (2007) state that it is beneficial
for those who make decisions regarding employees to have knowledge on how to
increase employee health to hinder turnover intention and retain employees.
However, as the factors that influence retention are complex a need exists to
investigate the matter of retention further (Kossivi et al. 2016).

Theoretical Background

Retention, Turnover Intention and Person-Job Fit

Retaining employees is a challenge that organizations face globally (Hom et al.
2012), it refers to an organization’s attempt to encourage talented employees to stay
with their organization (Das and Baruah 2013; Mita et al. 2014). Workforce
Planning for Wisconsin State Government (2005) adds that retention is a systematic
attempt by an organization to develop and nurture an encouraging environment that
promote employees’ decision to remain in the organization through policies that
consider various needs. Thus, retention is concerned with an organization’s ability
to increase an employee’s obligation to continue working in the organization for the
maximum possible employment period (Bidisha and Mukulesh 2013; Zineldin
2000). Fitz-enz (1990) states that there are a host of factors that influence employee
retention. These factors can range from aspects such as; colleague socialization
(Allen and Shanock 2013), management (Kaliprasad 2006), work-life balance,
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autonomy, developmental opportunities (Christeen 2015), training opportunities,
remuneration (Ghapanchi and Aurum 2011), job satisfaction (Gurpreet 2007;
Pourshaban et al. 2015), unsatisfying salary, emotional exhaustion, opportunities
for promotion (Harrington et al. 2001), correlation between own beliefs and values
with that of the organization (Loan-Clarke et al. 2010), performance prestige (Muir
and Li 2014) and various other organizational climate factors (Erasmus et al. 2015)
to name a few.

Additionally, person-job fit has also been found to influence job satisfaction and
in turn employees’ commitment and intention to leave their employment
(Kristof-Brown 1996). Person-job fit can be explained as the perception of an
employee of how well they fit or match their occupational position in terms of:
knowledge, skills and abilities to successfully perform duties expected of them in
the position (cf. Cable and DeRue 2002; Edwards 1991; Kristof-Brown 1996). An
analysis conducted by Rothmann (2017) on 10 007 randomly selected South
African employees from various sectors, confirmed that person-job fit has the lar-
gest impact on employee turnover intention. This analysis was specifically more
acute for younger age groups (ages younger than 39). See Table 6.1 for the
person-job fit and turnover intention of these groups.

A lack of retention efforts by organizations, i.e. not addressing the factors that
may influence retention, can lead to or increase employee turnover or turnover
intention (Shimp 2017). Turnover intention refers to employees who have decided,
or are strongly considering, to quit their job—mentally distancing themselves and
lowering their focus and efficiency in their job (Keaveney and Nelson 1993).
Thereby making turnover-intention a mediating factor between attitudes affecting
employees’ intent to quit and quitting (Glissmeyer et al. 2008). Voluntary turnover
is the most harmful to organizations due to the prevalence of the voluntary turnover
employee to be highly intelligent and skilled (Holtom et al. 2008). Mitiku (2010)
categorizes voluntary turnover in terms of dysfunctional (losing employees that are
high performers) and functional (losing employees that are below standard or poor
performers) voluntary turnover. The cost to organizations of voluntary employee
turnover can be viewed by considering replacement costs: recruitment, training new
personnel, separation costs as well as loss of productivity (Dysvik and Kuvaas
2013; Moynihan and Landuyt 2008). In addition to the financial implications,
voluntary employee turnover also leads to operational disruption, poor job attitudes
and diminished social capital (Dess and Shaw 2001). For the employee who decides
to leave their job, a large amount of energy is spent on the process of finding new
employment (Holtom et al. 2008). Additionally, this previous employee also
experiences high levels of stress as they cope with the loss of personal relations at
their previous job and adjusting to a new routine (Boswell et al. 2005).

Table 6.1 Person-job fit and turnover intention of these groups

Age group Sub-optimum person-job fit (%) Turnover intention (%)

20–29 (career enterers) 59 36

30–39 (career builders) 53 33
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Professional and Administrative Occupations

Muir and Li (2014) highlight the importance of considering job level when dis-
cussing retention, as psychological contracts differ across job levels and each level
values different company features. Psychological contracts are seen as fair play,
obligations, and rights employees believe should be provided to them by the
employer in return for work (Grobler 2014). Tung (2016) as well as Zheng and
Lamond (2010) supports the importance of job level consideration by also linking
psychological contracts with employee turnover intention. Possible differences
between professional and administrative job levels were therefore investigated as
personnel in upper levels of an organization experience work that is “qualitatively
different from work on other organizational levels” (Hambrick et al. 2005, p. 474).
A comparison between professional occupations and administrative occupations, as
defined by the Office of National Statistics (2010), highlights this difference.
A professional occupation is a person, with a degree or equivalent qualification
(frequently postgraduate degrees) who has experience and extensive knowledge in
engineering, natural sciences, humanities as well as social and human sciences
(Office of National Statistics 2010). The Office of National Statistics (2010) refers
to persons in professional occupations as those that are concerned with applying
their theoretical knowledge, developing or advancing this knowledge through
research as well as teaching their knowledge to others. This professional occupation
group is classified as a major group under the Standard Occupational Classification
and includes the following sub-major groups each with its own minor group and
unit groups (i.e. specific job indication) namely; Health Profession (e.g. therapy,
nursing and health professionals with jobs such as psychologist, dietician etc.),
science, research, engineering and technology profession (e.g. natural, chemical and
humanities/social sciences with jobs such as chemist, geologist, historian, scientist,
structural and power engineer etc.), teaching and educational profession (e.g.
higher, secondary or special needs teaching professionals, includes jobs such as
lecturer, teacher etc.), business media and public service professionals (e.g. legal,
business, welfare, librarians, quality regulators, media and architect professionals
with jobs such as advocate, coroner, accountants etc.) (Office of National Statistics
2010). The administrative and secretarial occupations are referred to as occupations
wherein the person with standard, general or vocational training conducts
client-oriented administrative duties, clerical secretarial work and general admin-
istrative work (Office of National Statistics 2010). Administrative occupations
consist of two sub-major groups; administrative occupations and secretarial and
related occupations (Office of National Statistics 2010). According to Office of
National Statistics (2010) administrative occupations include the following minor
groups with related unit groups: Other administrative occupations (e.g. sales
administrators, other administrative occupations n.e.c.), administrative occupations:
Records (e.g. library clerks and assistants, stock control clerks and assistants,
transport and distribution clerks and assistants etc.), office managers and supervi-
sors (e.g. office managers and supervisors), administrative occupations:
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Finance (Credit controllers, Finance officers, Bank and post office clerks etc.),
administrative occupations: Government and related organizations (e.g. national or
local government and Officers of non-governmental organizations) (Office of
National Statistics 2010). Secretarial and related occupations consist of the fol-
lowing minor groups with related unit groups; Secretarial and related occupations
(e.g. personal assistants and other secretaries, school secretaries, receptionists,
typists and related keyboard occupations etc.). Typical work-related tasks for per-
sons in this occupation include;

retrieving, updating, classifying and distributing documents, correspondence and other
records held electronically and in storage files; typing, word-processing and otherwise
preparing documents; operating other office and business machinery; receiving and
directing telephone calls to an organisation; and routing information through organisations
(Office of National Statistics 2010, p. 137).

The Job Demands-Resources Model

Due to the burden of employee turnover on organizations (Holtom et al. 2008; Ton
and Huckman 2008), scholars have attempted to determine work characteristics in
organizations that may influence an employee’s intention to stay in their job (Cho
and Song 2017). Concurrently a study by Knudsen et al. (2009) found evidence of
turnover intention being influenced by job demands and job resources in
upper-level employees in organizations. According to Schaufeli and Bakker (2004),
turnover intention results from a job that is characterized by high job demands and
low job resources, two aspects that form the base of the Job demands resource
model. The JD-R model (Job demands-resources model) or JD-R theory as referred
to in more recent studies (Bakker and Demerouti 2008, 2013), is one of the most
influential occupational stress models (Schaufeli and Taris 2014), and posits that
employee motivation and well-being is affected as the result of the interaction
between two categories of workplace characteristics; overt job demands (negative)
and job resources (positive) (Bakker and Demerouti 2007; Bickerton et al. 2015;
Schaufeli and Taris 2014). Job demands refer to physical and psychological
demands that are placed on the individual by their job, for example workplace
experiences such as ambiguity and time pressure which can cause health impair-
ment and further lead to negative job and health outcomes (Bakker and Demerouti
2007; Bickerton et al. 2015). Contrastingly, job resources are can be used to
minimize job demands, examples being: peer support, autonomy and career
opportunities which are aspects that promote positive job and personal outcomes
via a motivational process (Bakker and Demerouti 2007; Bickerton et al. 2015;
Urien et al. 2017). Dysvik and Kuvaas (2013) found that turnover is influenced by
perceived autonomy whereas Jung (2014), found that turnover is negatively

6 Job Demands-Resources, Person-Job Fit … 123



associated with goal setting. Additionally, Ertas (2015) found that turnover inten-
tion decreased in jobs that consisted of professional development, job satisfaction,
creativity, promotion, pay satisfaction and having a good work group.

The JD-R model postulates that high levels of job resources can increase good
outcomes through a motivational process whilst low levels of job resources in
combination with high job demands can result in draining the employee’s energy
through stress (Hu et al. 2011; Urien et al. 2017). However, it is important to note
that the JD-R model does not link specific job demands with specific job resources
instead the model assumes an overall synthesis of job demands with a similar
indicator of job resources (Bakker et al. 2003; Hu et al. 2011). Thus, employee
wellbeing and health may be influenced by any job demand and any job resource
(Schaufeli and Taris 2014). The JD-R model also assumes two moderating effects;
firstly, the model assumes that challenging job demands in combination with
optimal job resources leads to increased employee work engagement (Bakker et al.
2014). Work engagement refers to employee behaviour that includes absorption,
vigour and dedication due to a fulfilling and positive work-related state of mind
(Schaufeli et al. 2002) and is strongly related to work commitment and retention
(Bakker and Demerouti 2007; De Beer et al. 2012). The second assumption places
emphasis on the role that job resources play in minimizing the debilitating effects of
high job demands on employee well-being (Bakker and Demerouti 2007).
According to Jang et al. (2015) employee well-being has been explained by the
JD-R model in various organizational contexts such as health, education, manu-
facturing and human services (Bakker et al. 2003; Delp et al. 2010; Hakanen et al.
2005; Knudsen et al. 2009; Korunka et al. 2009).

The inclusiveness and flexibility of the JD-R model makes it the model of choice
when conducting research across various work settings (Schaufeli and Taris 2014).
Additionally, the overall synthesis of job demands and job resources also supports
the use of this model for investigating employee retention for the aim of this
chapter.

Research Method

Approach

A quantitative research method, i.e. a survey within a cross-sectional research
design, was used. Data were collected with a non-probability convenience sampling
method. Convenience sampling is used when the sample is easily accessible to the
researcher for data collection (Muijs 2011). This approach allows for the investi-
gation of correlational data at one-point in time, by means of the most popular form
of data collection in quantitative studies; a standardized questionnaire (Muijs 2011).
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Participants

A database of 745 participants was extracted for the purposes of this study. The
professional group consisted of 358 employees [Male = 190; Female = 168; Black
African = 48; White = 168; Coloured = 10; Indian = 12; Other = 1] and the
administrative group consisted of 387 employees [Male = 91; Female = 296; Black
African = 64; White = 139; Coloured = 30; Indian = 30; Other = 1]. Table 6.2
presents a breakdown of the number of participants from the occupational groups’
sub-categories.

Table 6.2 Participant groups

Occupational group and sub-categories Number

Professional occupations 358

Architects, town planners and surveyors 12

Business, research and administrative professionals 72

Conservation and environment professionals 3

Engineering professionals 24

Health professionals 12

Information technology and telecommunications professionals 79

Legal professionals 11

Librarians and related professionals 2

Media professionals 11

Natural and social science professionals 21

Nursing and midwifery professionals 63

Quality and regulatory professionals 24

Research and development managers 3

Teaching and educational professionals 16

Therapy professionals 1

Welfare professionals 4

Administrative and secretarial occupations 387

Administrative occupations: Finance 117

Administrative occupations: Government and related organizations 10

Administrative occupations: Office managers and supervisors 29

Administrative occupations: Records 86

Other administrative occupations 102

Secretarial and related occupations 43
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Measures

Scales from the South African Employee Health and Wellness Survey (SAEHWS;
Rothmann and Rothmann 2007) were used. Emotional load (a = 0.71) by four
items, e.g. ‘Do you have to deal with difficult people at work?’;Overload: (a = 0.79)
by four items, e.g. ‘Do you have too much work to do?’; Supervisor support:
(a = 0.84) by three items e.g. ‘Can you count on your direct supervisor when you
come across difficulties in your work?’; Colleague support: (a = 0.74) by three
items, e.g. ‘Can you count on your colleagues when you come across difficulties in
your work?’; Role clarity: (a = 0.70) by three items, e.g. ‘Do you know exactly what
your responsibilities are?’; Communication: (a = 0.81) by three items, e.g. ‘Is it
clear to you whom you should address within the department/organization for
specific problems?’; Remuneration: (a = 0.75) by three items, e.g. ‘Do you think
you are paid enough for the work that you do?‘; All of the above job demands and
job resources were measured on four-point Likert scales ranging from Never (1) to
Always (4). Person-job fit: (a = 0.89) by four items was measured with a six-point
Likert scale ranging from Strongly disagree (1) to Strongly agree (6), e.g. ‘The
requirements of my job match my specific talents and skills.’; Similarly, Turnover
intention: (a = 0.91) by three items, e.g. ‘I am actively seeking a job elsewhere.’
Employees were asked to indicate their profession as part of the biographical section.

Analysis

In terms of reliability the Cronbach’s alpha coefficient was considered for each of
the scales. Then, multi-group latent variable modelling methods were used to create
a research model. Estimation was conducted with the Robust Maximum Likelihood
estimator to guard against parameter bias due to potential non-normality of the data.
To consider the fit of the model, the traditional Comparative Fit Index (CFI),
Tucker-Lewis index (TLI) and Root mean squared error of approximation
(RMSEA) were used. Given sufficient model fit the correlations between the
variables and also the regressions were considered to answer the research questions.
Specifically, the significance, direction and size of the standardised beta coefficients
in the groups would be used to investigate similarity.

Results

Model Fit

The multi-group structural equation model executed successfully and presented the
following fit statistics for the measurement model: v2 = 1116.59 [Contribution
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from each group: Professional = 536.481 and Administrative = 580.113], df =
513, CFI = 0.92, TLI = 0.90 and RMSEA = 0.05. The CFI, TLI and RMSEA
were all acceptable (Van de Schoot et al. 2012).

Correlations

Table 6.3 presents the correlation tables for the variables in each other groups from
the structural equation modelling. The correlation table of both groups show that all
of the relationships are in the expected directions as the job resources and
person-job fit were negatively correlated with turnover intention. Therefore, there
were no counter-intuitive signs in any of the significant relationships. Noteworthy,
is that the correlation between overload and emotional load is higher in the
Administrative occupation group (r = 0.73; large effect) compared to the
Professional group (r = 0.58; large effect). Furthermore, the relationship between
turnover intention with person-job fit and career opportunities was also higher in the
administrative group (large effects) compared to the professional group (medium
effects).

Path Analysis

The structural path model showed the following adequate fit indices: v2 = 1422.13
[Contribution from each group: Professional = 681.22 and Administrative = 740.91],
df = 705, CFI = 0.92, TLI = 0.90 and RMSEA = 0.05. The structural model revealed
interesting results (see Table 6.4). Specifically, emotional load was shown to not sig-
nificantly contribute to explained variance of turnover intention in the professional
occupations, but had a significant positive relationship in the administrative group
(b = 0.66, SE = 0.26; p = 0.012). Interestingly, overload did not have a significant
regression to turnover intention in either of the groups (ps > 0.05), even though
approaching significance in the administrative group (p = 0.065). In terms of the job
resources, communication had a significant negative relationship to turnover intention
in the professional group, even though being a borderline case (b = −0.52, SE = 0.26;
p = 0.048)—but was not significant in the administrative group (p = 0.637).
Remuneration was significantly negative related to turnover in both groups.
Furthermore, person-job fit was also significantly negatively related to turnover
intention in both groups, with a higher value in the professional group (b = −0.39,
SE = 0.09; p < 0.001) compared to the administrative group (b = −0.25, SE = 0.09;
p = 0.005).
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Discussion

This chapter explored the differences between professional and administrative
occupations based on certain workplace psychological factors in employee retention
in the context of the JD-R model. Job resources and person-job fit were found to
negatively relate with turnover intention in both professional and administrative
occupations, in line with expectations (see Schaufeli and Taris 2014). Additionally,
four noteworthy differences between the two occupations were noted.

Firstly, the correlational relationships of overload and emotional load with
turnover intention were higher in the administrative group than in the professional
group. Role overload is often due to the scarcity of certain resources and can lead to
burnout (Yip et al. 2008), whereas emotional load occurs when a person feels
overwhelmed by work demands (Khan 2011) and is also implicit in the formation
of burnout (Grandey 2003). Furthermore, in line with the general trend of our
results, Khan (2011) found that secretarial jobs (administrative occupation) expe-
rience their work as more demanding than that of superiors and can only be con-
ducted effectively by possessing the necessary abilities, skills and knowledge
regarding their job. Thereby also emphasising the importance of person-job fit. In
terms of the regression model, emotional load explained a significant amount of
variance in turnover intention. The interaction between emotional exhaustion and

Table 6.3 Correlations

Variables 1 2 3 4 5 6 7 8. 9 10

Group 1: Professional occupations (n = 358)

1. Emotional load 1.00

2. Overload 0.58 1.00

3. Colleague support −0.26 −0.07 1.00

4. Supervisor support −0.38 −0.10 0.47 1.00

5. Role clarity −0.40 −0.09 0.59 0.69 1.00

6. Communication −0.29 0.00 0.51 0.59 0.84 1.00

7. Remuneration −0.38 −0.23 0.18 0.26 0.21 0.22 1.00

8. Career opportunities −0.29 −0.04 0.36 0.39 0.42 0.54 0.31 1.00

9. Person-job fit −0.31 −0.03 0.24 0.29 0.45 0.33 0.16 0.36 1.00

10. Turnover intention 0.41 0.14 −0.29 −0.39 −0.33 −0.41 −0.41 −0.38 −0.47 1.00

Group 2: Administrative occupations (n = 387)

1. Emotional load 1.00

2. Overload 0.73 1.00

3. Colleague support −0.43 −0.24 1.00

4. Supervisor support −0.52 −0.27 0.36 1.00

5. Role clarity −0.50 −0.07 0.35 0.73 1.00

6. Communication −0.48 −0.16 0.40 0.68 0.72 1.00

7. Remuneration −0.29 −0.11 0.17 0.30 0.25 0.36 1.00

8. Career opportunities −0.40 −0.12 0.22 0.38 0.36 0.48 0.53 1.00

9. Person − job fit −0.24 −0.02 0.23 0.31 0.43 0.39 0.32 0.50 1.00

10. Turnover intention 0.46 0.10 −0.23 −0.37 −0.42 −0.38 −0.41 −0.51 −0.47 1.00
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work environment characteristics are key role players in the JD-R model (Alarcon
2011; Bakker and Demerouti 2007) and may account for differences between these
occupational groups. It is not hard to imagine that administrative occupations may
face difficult clients, colleagues and superiors in the everyday workings of the
organization—as they form an integral support function often being the first point
of contact with clients and internal managers/supervisors—increasing their emo-
tional load.

Secondly, even though not significant in the structural model, the correlations
between career opportunities and person-job fit in relation to turnover intention
were found to be higher in the administrative occupation group. Career opportu-
nities provided by organizations are seen as a highly valued career resource (Lu
et al. 2016) and can greatly impact an employee’s career decisions (Kraimer et al.
2011; Weng and McElroy 2012; Weng et al. 2010). Similarly, Salamin and Hom
(2005) found promotions and increased salary to be negatively associated with
turnover. Lu et al. (2016) state that employees who are highly employable may
experience lower turnover intention as they believe that the career opportunities
made available to them is in line with their future career goals, whereas their
turnover will result in loss of these career goals. In terms of person-job fit, persons
in administrative occupations have shown lower job fit. For example, Truss et al.
(2013) found that secretaries’ role content was experienced by the majority as
negative and that less than 30% experienced their job as utilizing their full set of
skills. This is in line with person-job fit; the extent to which a job’s requirements
match the individual’s abilities. Additionally, Truss et al. (2013) also state that
those working in the secretarial occupation have a strong desire for a change of
status and their contribution to the organization goals, an aspect that has not
changed sufficiently in the last decade, which can be seen as the second component
of person job fit namely; needs-supply (for example psychological desires and the

Table 6.4 Regression results for the multi-group research model

Structural path Professional Administrative

b SE p b SE p

Emotional load ! Turnover intention 0.19 0.12 0.123 0.66* 0.26 0.012

Overload ! Turnover intention 0.02 0.11 0.817 0.42 0.23 0.065

Colleague support ! Turnover intention −0.11 0.08 0.151 0.03 0.07 0.654

Supervisor support ! Turnover intention −0.22 0.14 0.124 −0.08 0.15 0.588

Role clarity ! Turnover intention 0.61 0.35 0.083 0.07 0.26 0.782

Communication ! Turnover intention −0.52* 0.26 0.048 0.07 0.14 0.637

Remuneration ! Turnover intention −0.22* 0.08 0.004 −0.14* 0.07 0.044

Career opportunities ! Turnover intention 0.04 0.09 0.687 −0.13 0.10 0.213

Person-job fit ! Turnover intention −0.39* 0.09 0.001 −0.25* 0.09 0.005

Notes b = Standardised beta coefficient; SE = Standard error; p = Two-tailed statistical
significance; * = significant
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need for recognition or decision-making latitude [Cable and DeRue 2002;
Muchinsky and Monahan 1987]).

Thirdly, the regression model showed that communication explained a signifi-
cant amount of variance in turnover intention in the professional group, but was not
in the administrative group. Bakker et al. (2005) explained that job resources such
as social interaction, supervisor relationship and feedback combats burnout as well
as increases employee retention (Kim and Stoner 2008). Positive communication
can also reduce job and role stress in professional occupations (Kim and Lee 2009).
Similar findings have also been shown for administrative occupations (Nichols et al.
2016).

Lastly, the finding in the regression model that remuneration is important in
retaining employees for both occupational groups is well established in literature
(Akeyo and Wezel 2017; Brien et al. 2017; Larkin et al. 2016; Nawaz and Pangil
2016; Yang 2014). However, it is important to note that despite the role remu-
neration plays in retention, literature is also clear that it is not the sole motivator for
turnover intention, e.g. Singh and Loncar (2010) found that job satisfaction for
example was more crucial in retaining nurses. This is in line with the motivational
theory of Herzberg (1966), indicating remuneration as a hygiene factor which
becomes more important as a consideration for employees when it becomes
problematic or absent as opposed to motivational factors when remuneration is
present. In the current findings, it also had the lowest importance in the structural
model of all the significant results.

Conclusion and Implications for Retention

This study has highlighted differences between work environment characteristics in
different occupational groups with regards to turnover intention. Therefore, it is
important to consider that different occupations have different needs with regard to
support with job demands and job resources that impact their perceptions regarding
turnover intention and thus their ultimate retention. Organizations should proac-
tively investigate the job demands and job resources that are problematic and
optimal in departments in order to address them and thereby increasing the likeli-
hood of retaining talent. This can be done by implementing organizational diag-
nostic surveys which are valid and reliable—preferably with norm groups for the
context. Person-job fit was also shown to be important in both occupational groups,
not only should recruitment and selection be considered important but recent
research has indicated that work engagement precedes person-job fit—and work
engagement is most strongly predicted by job resources (De Beer et al. 2016),
emphasising their importance. In terms of future studies, it is recommended that
further investigation into the differences in other occupational groups be undertaken
as it is highly likely that different dynamics could be evident given more complexity
and the addition of additional occupational groups.
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Summary

In this chapter, the authors provided insight into the dynamics of job
demands-resources, person-job fit and turnover intention in administrative and
professional occupations. Findings from this study highlight the importance of
differences in occupational groups when considering aspects of turnover intention
—by addressing the differences in importance of job demands, job resources and
person-job fit.
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Chapter 7
School Principal Support, and Teachers’
Work Engagement and Intention
to Leave: The Role of Psychological
Need Satisfaction

Sebastiaan Rothmann and Elmari Fouché

Abstract The study reported in this chapter contributes to understanding the
retention of teachers by analysing the relationships between perceived school
principal support, and teachers’ psychological need satisfaction, engagement and
intention to leave. A total of 513 secondary school teachers in public schools in
South Africa participated in a cross-sectional survey. The School Principal
Behaviour Scale, Work-related Basic Need Satisfaction Scale, Work Engagement
Scale and Intention to Leave Scale were administered. Principal support was pos-
itively related to teachers’ psychological need satisfaction and work engagement,
and negatively related to intention to leave. Principal support affected work
engagement positively and intention to leave negatively via teachers’ autonomy
satisfaction.

Keywords Engagement � Retention � Intention to leave � Principal
Psychological need satisfaction � Self-determination � Manager support

Introduction

The relationships between individuals and their managers are vital drivers for
individuals’ work engagement (Harter and Adkins 2015) and retention (Gu and Day
2013). This is also true for school principals (in their role as managers) and teachers
(Lee and Nie 2014). Studies use intention to leave as an indicator of actual turnover
or retention. The reason is that evidence suggests that before actually leaving the
job, workers typically make a conscious decision to do so (Coward et al. 1995).
Intention to quit is a strong predictor of turnover (Mor Barak et al. 2001), and it is,
therefore, legitimate to use it as an outcome variable in retention studies.
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Organisational scholars have emphasised the importance of self-determination
for engagement of individuals as well as organisational outcomes (Graves and
Luciano 2013; Van den Broeck et al. 2008). Self-determination theory (SDT; Deci
and Ryan 2008a) can explain how principals’ behaviours affect work engagement
and retention via autonomous regulation of behaviour. Such effects might occur
through identification (attaining a valued personal goal) and integration (expressing
one’s sense of self). All individuals inherently strive towards developing and
actualising their potential. According to the SDT, this is subservient to individuals’
ability to satisfy their three basic psychological needs for autonomy, competence,
and relatedness (Deci and Ryan 2008a). The self-determination literature
acknowledges the role of the manager in affecting psychological need satisfaction
and autonomous motivation of individuals (Gagné and Deci 2005). A study by
Graves and Luciano (2013) showed how leader-member exchange evokes psy-
chological need satisfaction. Research (Hetland et al. 2011; Kovjanic et al. 2013)
showed that transformational leadership has positive effects on psychological need
satisfaction and work engagement. Teachers’ work engagement are negatively
related to their organisational commitment and retention (Jackson et al. 2006).
Rothmann et al. (2013) found associations among manager behaviour, psycho-
logical need satisfaction and intention to leave.

The psychological functioning of teachers in terms of school leaders’ empow-
ering behaviour is largely unexplored, particularly in emerging economies (Lee and
Nie 2014). A study by Liebenberg and Hattingh (2017) showed that 29740 edu-
cators in South Africa left the profession from 2011 to 2015. For the period 2008 to
2013, a total of 43.9% of educators was lost because they resigned from their work.
Therefore, the turnover behaviour of educators should be regarded as a concern.
Moreover, resignations of educators have been linked to low morale, and rela-
tionships between principals and teachers (Liebenberg and Hattingh 2017).

Scientific information is lacking regarding specific principal behaviours that
affect work engagement and turnover intention of teachers via psychological need
satisfaction. The current study aims to fill this void in the literature by making two
important contributions. Firstly, it identifies the specific behaviours of school
principals that might elicit autonomy, competence and relatedness support. Previous
studies (e.g. Janik and Rothmann 2015; May et al. 2004; Rothmann et al. 2013)
focused on leader relations without linking these relations to a motivation theory
(e.g. SDT). Secondly, it investigates the effects of both leader behaviour and
psychological need satisfaction on work engagement and retention of teachers. The
focus is on teachers’ perceptions and interpretations of principals’ behaviours.
Individuals’ interpretations of their relationships with managers are conceptually
distinct from managers’ interpretations and may be differentially related to indi-
vidual and organisational outcomes (Graves and Luciano 2013). Individuals’
interpretations are most likely to influence their internal motivational mechanisms
(e.g. psychological need satisfaction) and outcomes such as work engagement and
intentions to leave. In developing the theoretical model of the processes by which
the teachers’ perception of the supervisor-employee relationship influences out-
comes such as work engagement and intention to leave, this study drew on SDT.
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Principal Support and Psychological Need Satisfaction

The satisfaction of psychological needs (i.e. autonomy, competence, and related-
ness) results in people aligning their behaviour, values, beliefs and interests (Deci
and Ryan 2011; Greguras and Diefendorff 2010). Psychological needs provide the
energy and direction for people to engage in activities that influence need satis-
faction (Deci and Ryan 2011). The need for autonomy is the desire to experience
freedom and choice to engage in behaviour that is compatible with individuals’
values. The need for competence refers to individuals’ inherent desire to feel
effective in interacting with the environment. The need for relatedness concerns the
innate need of individuals to feel connected to others, to love and be loved, and to
care for others and be cared for (Deci and Ryan 2011).

If a work environment provides adequate support for the satisfaction of the three
needs, it should generate more participation from individuals, as it would be
associated with more autonomous motivation (Milyavskaya and Koestner 2011).
Employees setting themselves autonomous goals attain more goals, which then
motivate them to set and attain more autonomous goals in the future and in so doing
enhance their well-being (Sheldon and Houser-Marko 2001). The extent to which
goals are autonomous will determine individuals’ energy in achieving their goals.
Goals that are achieved relate to psychological need satisfaction for autonomy,
competence, and relatedness.

In the workplace, leadership is one of the most critical factors affecting the
motivation of others (Gagné and Deci 2005). The control that leaders wield over
policies, job characteristics, goals, and rewards give them considerable influence
over individuals’ perceptions of the work environment as controlling versus
autonomous. Such control affects individuals’ sense of self-determination (Gilbert
and Kelloway 2014).

Various leadership theories, including transformational leadership (Hetland et al.
2011; Kovjanic et al. 2012; Kovjanic et al. 2013), leader-member exchange (Graves
and Luciano 2013), and authentic leadership, have linked follower needs to lead-
ership. In fact, Burns’ (1978) and Bass’ (1985) definitions of transformational
leadership state that the leader attempts to find and satisfy followers’ higher-order
needs. Therefore, manager behaviours that promote the satisfaction of three basic
psychological needs of individuals (Hetland et al. 2011) produce positive outcomes
(e.g. engagement). Behaviours that prevent need satisfaction will likely lead to
negative outcomes (e.g. intention to leave) (Gilbert and Kelloway 2014).

Principal behaviour can be autonomy supportive or controlling (Ryan and Deci
2000; Fernet et al. 2012). Autonomy-supportive principals allow individuals to
make choices about their work, give them influence over their workplace, provide
feedback in a non-controlling way, eliminate excessive rules, and acknowledge
individuals’ talents (Fernet et al. 2012; Gilbert and Kelloway 2014). Autonomy
support relies on managers’ understanding and acknowledgement of individuals’
perceptions, supplying information, providing opportunities and encouraging
self-initiation. People feel autonomous when they understand the value and
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relevance of the task in which they are engaged, and can identify with it. According
to Katz and Assor (2007), autonomy satisfaction is especially strong when the task
is viewed as being closely connected to the individual’s values, interests and goals.
Individuals’ sense of autonomy increases when managers minimise coercion and
interference, show understanding for individuals’ perspectives and feelings, provide
a meaningful rationale for doing a task, and offer choice by allowing individuals to
participate in the choice of tasks and goals in their jobs (Deci and Ryan 2011).

Competence-support of the principal is evident from behaviours such as pro-
viding challenges, supporting individuals to acquire skills, showing confidence in
them, giving helpful feedback and coaching on performance, making sure that they
get the credit for accomplishments, praising good work, and allowing them to learn
from their mistakes (Darling-Hammond 2003; May et al. 2004; Reeve 2009).
Clarifying expectations is vital to competence building; principals should frequently
talk with teachers about their responsibilities, performance and progress (Harter and
Adkins 2015).

Principal behaviours that are conducive to the satisfaction of relatedness needs of
individuals include regular communication and building genuine, supportive rela-
tionships with them (Harter and Adkins 2015). The manager should show support,
be dependable, and strengthen team spirit and co-worker relations (Deci and Ryan
1985; Kovjanic et al. 2013; May et al. 2004). Trusting relationships with managers,
characterised by a focus on individuals’ individuality and what they need to fulfil
their roles, result in individuals feeling connected to them and the missions they
embody (Kahn and Heaphy 2014). Relatedness satisfaction is supported when
managers are accessible, treat employees fairly, show commitment to protect their
interests, keep promises, and demonstrate that they can be trusted (May et al. 2004).

Principal Support, Basic Needs Satisfaction,
and Work Engagement

Two outcomes strongly related to self-determination, given and Intention to Leave
their relationships with motivation and leadership, are work engagement and in-
tention to leave (Kahn and Heaphy 2014). Studies (Janik and Rothmann 2015; May
et al. 2004; Rothmann et al. 2013; Schaufeli and Bakker 2004) confirm the
importance of manager support for the engagement and retention of employees.

If a manager provides adequate support for satisfying the three needs, it should
generate higher work engagement and lead to lower turnover intention because
of greater autonomous motivation (Deci and Ryan 2008a). Studies by Baard
et al. (2004), Thomas (2000) and Rothmann et al. (2013) showed that
autonomy-supportive behaviour by managers affects work engagement positively,
and intention to leave negatively. However, these studies had three limitations.
First, psychological need satisfaction was not linked to specific manager behaviours
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(derived from SDT) that support the satisfaction of the three psychological needs
(i.e. autonomy, competence and relatedness) of people. Second, at least two of the
three studies were not done in the South African context. Third, none of the studies
were conducted in educational contexts.

Work engagement is defined as the mobilisation of individuals’ selves in their
work roles so that they express themselves physically, cognitively, and emotionally
during role performance (Kahn 1990). Work engagement is regarded as an expe-
rience, i.e. a psychological state in which individuals are intrinsically motivated
(Schaufeli 2014). Supervisors play a pivotal role in creating an environment con-
ducive to work engagement (Soane 2014). Manager-follower relationships can offer
a sense of connectedness and opportunities to attach to a purpose (Kahn and
Heaphy 2014), as well as individualised consideration (Soane 2014).

Intention to leave entails a subjective evaluation of the probability that an
individual will quit an organisation shortly (Vandenberg and Nelson 1999). It
represents a behavioural intention that precedes actual turnover of staff. A low
turnover of staff is desirable because it reduces expensive replacement costs and
keeps competent staff in organisations. The satisfaction of the psychological needs
for autonomy, competence and relatedness should be negatively associated with
intentions to leave a job (Otis and Pelletier 2005).

Aim and Hypotheses

This study aimed to determine the relationships between perceived school principal
support, and teachers’ psychological need satisfaction, engagement and intention to
leave. The following hypotheses were set for this study:

Hypothesis 1 Principal support relates positively to need satisfaction.
Hypothesis 2 Psychological need satisfaction relates positively to teachers’

engagement.
Hypothesis 3 Psychological need satisfaction relates negatively to teachers’

intentions to leave.
Hypothesis 4 Principal support relates positively to teachers’ engagement.
Hypothesis 5 Principal support relates negatively to teachers’ intentions to leave.
Hypothesis 6 Principal support indirectly affects teachers’ engagement via

psychological need satisfaction.
Hypothesis 7 Lack of principal support indirectly affects teachers’ intentions to

leave via psychological need satisfaction.
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Method

Setting and Participants

The setting for this study was 40 public secondary schools within the Kenneth
Kaunda District in the North West Province. The number of participants in this
study varied from 8 to 20 educators per school. There are 334 secondary schools
located in 109 cities and towns in the province (http://www.schools4sa.co.za).
A total of 800 respondents representing 40 secondary schools were approached to
take part in this study. A final sample of 513 completed the survey, and a usable
survey was obtained for a response rate of 64.13%. (See Table 7.1 for a description
of the participants.) Males comprised 38.99% of the sample and females 61.01%.
The ages of the participants varied from 19 to 65 (Mean = 42). The length of
service in the various schools varied between one year and 38 years. The distri-
bution of participants’ job position was: student teacher (3.91%), junior teacher
(13.79%), senior teacher (67.90%) and head of the department (14.40%).

Table 7.1 Characteristics of participants (N = 513)

Item Category Frequency Percentage

Gender Male 200 38.99

Female 313 61.01

Age Below 23 9 1.96

23–30 97 21.23

31–39 70 15.32

40–45 113 24.73

46–55 118 25.82

Over 55 50 10.94

Job level Student teacher 19 3.91

Junior teacher 67 13.79

Senior teacher 330 67.90

Head of department 70 14.40

Years in teaching 1–2 36 9.16

3–5 44 11.20

6–10 77 19.59

11–20 121 30.79

21–30 84 21.37

More than 30 years 31 7.89

Home language Afrikaans 222 57.66

English 31 8.05

Setswana 132 34.29
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Measuring Instruments

The School Principal Behaviour Scale (SPBS) was developed to measure partici-
pants’ perceptions of the behaviours of their school principals. A total of 29 items
which refer to autonomy, competence, and relatedness support by manager were
identified from the literature on work engagement (Truss et al. 2014), manager
behaviour (Kahn and Heaphy 2014; May et al. 2004; Rothmann et al. 2013), and
self-determination (Deci and Ryan 2000, 2002, 2008a, b, 2011). We asked five
experts to classify the 29 items regarding three dimensions, namely autonomy,
competence, and relatedness support. Twelve items were not consistently correctly
classified and were thus removed from the initial questionnaire. The SBS consists of
17 items that measure three factors applicable to principals, namely autonomy,
competence, and relatedness support (see Table 7.2). Autonomy support was
measured by using five items (e.g. “My principal encourages people to speak up
when they disagree with a decision”). Competence support was measured by using
six items (e.g. “My principal gives me helpful feedback about my performance”).
Relatedness support was measured by six items (e.g. “My principal is accessible”).
All items were rated on an agreement-disagreement Likert format varying from 1
(strongly disagree) to 5 (strongly agree).

The Work-related Basic Need Satisfaction Scale (WBNSS; Van den Broeck
et al. 2010) was used to measure psychological need satisfaction. The WBNSS

Table 7.2 Items of the SPBS

Autonomy support

• encourages me to participate in important decisions
• encourages me to speak up when I disagree with a decision
• encourages everyone to speak about what they feel
• listens carefully to different points of view before making conclusions
• seeks feedback to improve interactions with others

Competence support

• takes the time to learn about my career goals and aspirations
• cares about whether or not I achieve my goals
• makes sure I get the credit when I accomplish something substantial on the job
• gives me helpful feedback about my performance
• gives me helpful advice about improving my performance when I need it
• supports my attempts to acquire additional training or education to further my career

Relatedness support

• treats people fairly
• is committed to protecting my interests
• does what he/she says he/she will do
• can be trusted
• is accessible
• has confidence in my abilities

Note Each statement starts with “My principal”
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measures the satisfaction of three psychological needs: autonomy (five items, e.g. “I
feel like I can pretty much be myself at work”); competence (four items, e.g. “I feel
competent at work”), and relatedness (six items, e.g. “People at work care about
me”). The items were evaluated on a five-point scale ranging from 1 (totally dis-
agree) to 5 (totally agree). Research by Diedericks (2012) supported the
three-factor structure of the WBNSS. Alpha coefficients of 0.81, 0.79 and 0.79
confirm the reliability for autonomy, competence, and relatedness satisfaction
respectively.

The Work Engagement Scale (WES; Rothmann et al. 2013) was applied to
measure work engagement. The WES has 13 items. A seven-point frequency scale
ranging from 1 (almost never or never) to 7 (always or almost always) was used for
all items. The three components of Khan’s (1990) conceptualisation of engagement
are reflected in the items, namely cognitive, emotional and physical engagement.
Rothmann et al. (2013) found evidence for the construct validity of the WES. They
reported an alpha coefficient of 0.72 for the WES.

The Turnover Intention Scale (TIS) (Diedericks 2012) was used to measure
intentions to leave. The TIS consists of two items (e.g. “If I were completely free to
choose, I would leave this job”). The items are rated on a scale varying from 1
(strongly disagree) to 5 (strongly agree). An alpha coefficient of 0.83 was reported
for the TIS. Diedericks (2012) found an alpha coefficient of 0.79 for the TIS in a
study in South Africa.

Data Analysis

We performed latent variable modelling using Mplus version 7.31 (Muthén and
Muthén 1998–2014). A weighted least squares with mean and variance adjustment
(WLSMV) estimator was used to test the measurement and structural models.
Given that we wanted to test a theoretical model, we decided to employ a confir-
matory factor analysis strategy.

The following Mplus fit indices were used in this study: absolute fit indices,
which included the Chi-square statistic, the weighted root mean square residual
(WRMR), and the root mean square error of approximation (RMSEA); incremental
fit indices, which included the Tucker–Lewis Index (TLI); and the Comparative Fit
Index (CFI) (West et al. 2012). According to Wang and Wang (2012), CFI and TLI
values higher than 0.90 are acceptable. Hu and Bentler (1999) suggested a cut-off
value of 0.95. The RMSEA should be 0.05 or less and should not exceed 0.08. West
et al. (2012) pointed out that cut-off values recommended by Hu and Bentler (1999)
were based on simulation studies. Therefore, these cut-off values should be used as
rough indicators only, especially when models and data further away from con-
firmatory factor analysis models with complete data are studied. Raykov’s (2009)
confirmatory factor analysis-based estimate of scale reliability (q) was computed for
each scale.
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Research Procedure

The ethics committee at the university where the study was undertaken provided
ethical approval for the study. The director of the district where participants were
employed permitted the study. The researchers contacted the secondary schools’
principals in the North West Province and obtained permission to conduct the
research. A cover letter explained the purpose of the study, and emphasising the
confidentiality of the research project, accompanied the questionnaire. Participants
completed a consent form. Participation in the project was voluntary, and respon-
dents had the option to withdraw at any time. Participants completed the ques-
tionnaires in hard-copy format and responses to items were captured in an Excel
spreadsheet and subsequently analysed using the Mplus 7.31 software program.

Results

Testing the Measurement Model

Using confirmatory factor analysis (CFA), a five-factor measurement model and
four alternative models were tested. Survey items were used as indicators of
first-level latent variables. Model 1 consisted of five latent variables: (a) principal
support, a second-order latent variable which consisted of three first-order latent
variables: autonomy support (measured using five items), competence support
(measured using six items), and relatedness support (measured using six items);
(b) psychological need satisfaction, which consisted of three related first-order
latent variables: autonomy satisfaction (measured using five items), competence
satisfaction (measured using four items), relatedness satisfaction (measured using
six items); (c) work engagement, a second-order latent variable which consisted of
three first-order latent variables: cognitive, emotional and physical engagement
(each measured using three items), and (d) intention to leave (which consisted of
two items). Correlations were allowed among all latent variables in model 1.

Model 2 was specified with 17 observed variables measuring principal support
(without the three first-order latent variables, namely autonomy support, compe-
tence support, and relatedness support); model 3 was specified with 17 observed
variables measuring principal support (without the three first-order latent variables,
namely autonomy support, competence support, and relatedness support) and 15
observed variables measuring psychological need satisfaction (without the three
first-order latent variables, namely autonomy, competence and relatedness satis-
faction); model 4 was specified with 15 observed variables measuring psycholog-
ical need satisfaction (without the three first-order latent variables, namely
autonomy, competence, and relatedness satisfaction); model 5 was specified with
43 observed variables measuring one latent factor.

Table 7.3 presents the fit statistics for the different models.
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The results in Table 7.3 show a v2 value of 1934.54 (df = 798) for the
hypothesised measurement model. The fit statistics on four fit indices were
acceptable: TLI = 0.97, CFI = 0.97, RMSEA = 0.05 and WRMR = 1.39. The
hypothesised model showed acceptable fit with the data on four of the five fit
indices. The standardised regression coefficients were all statistically significant and
varied from 0.22 to 0.78.

Testing the Structural Model

Table 7.4 shows the reliabilities and correlations of the latent variables.
Table 7.4 shows scale reliabilities ranging from 0.72 to 0.93, which indicate

acceptable internal consistency of all the scales. The measurement model was used
as the basis for the test of three competing structural models. Model 1 included
paths from principal support to psychological need satisfaction, from principal
support to engagement and intention to leave, and from psychological need satis-
faction to engagement and intention to leave. Table 7.5 shows the fit statistics and
standardised regression coefficients for the three competing structural models.

This model yielded the following fit statistics: v2 = 1934.54, df = 798;
p < 0.001; CFI = 0.97; TLI = 0.97; RMSEA = 0.05 [90% CI 0.049, 0.055];
WRMR = 1.39. These statistics show a good fit for the hypothesised model.
Because a cross-sectional survey was used in this study, two additional competing
structural models were tested (see Table 7.5). Model 2 (the direct effects model)
included paths from principal support and psychological need satisfaction to
engagement and intention to leave. However, the paths from principal support to
psychological need satisfaction were constrained to zero. Model 3 (the indirect
effects model) included paths from principal support to psychological need satis-
faction, and from psychological need satisfaction to engagement and intention to
leave. However, the paths from principal support to engagement and intention to
leave were constrained to zero. The following changes in chi-square (Dv2) were
recorded: Models 1 and 2 (Dv2 = 287.34, Ddf = 3, p < 0.001), and models 1 and 3
(Dv2 = 1.02, Ddf = 2, p = 0.60).

Table 7.3 Fit statistics of competing measurement models

Model v2 df TLI CFI RMSEA WRMR

1 1934.54* 798 0.97 0.97 0.05* [0.049, 0.055] 1.39

2 2513.27* 807 0.96 0.95 0.06* [0.061, 0.067] 1.71

3 2322.81* 801 0.93 0.93 0.06* [0.058, 0.063] 1.59

4 2743.58* 801 0.95 0.95 0.07* [0.066, 0.071] 1.75

5 9774.02 819 0.77 0.76 0.15* [0.143, 0.148] 4.11
*p < 0.01 v2: chi-square statistic; df: degrees of freedom; TLI: Tucker–Lewis Index; CFI:
Comparative Fit Index; RMSEA: root mean square error of approximation; WRMR: weighted root
mean square residual
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These results show that model 3 was the best-fitting model. Figure 7.1 and
Table 7.5 show the standardised path coefficients estimated by Mplus for the
hypothesised model. Correlations were allowed between engagement and intention
to leave. Next, the obtained relations of the best fitting and most parsimonious
structural model (model 3) are discussed regarding the hypotheses of this study.

Regarding psychological need satisfaction, Table 7.5 shows that the path
coefficients of principal support were statistically significant for autonomy
(b = 0.84, p < 0.01), competence (b = 0.27, p < 0.01), and relatedness satisfaction
(b = 0.51, p < 0.01), and had the expected signs. Hypotheses 1 and 2 are accepted.

Relating to the portion of the model predicting engagement, the path coefficients
of autonomy (b = 0.80, p < 0.01) and competence (b = 0.14, p < 0.05) were sta-
tistically significant and had the expected signs. However, the path coefficient of
autonomy satisfaction was almost four times stronger than that of competence.
Hypothesis 3 is accepted.

Relating to the portion of the model predicting intention to leave, the path
coefficient of autonomy (b = −0.50, p < 0.01) was statistically significant and had
the expected sign. Autonomy had a negative relation with intention to leave.
Hypothesis 4 is accepted.

Table 7.4 Reliability coefficients and correlations of the scales (N = 513)

Variable q 1 2 3 4 5 6 7 8

1. Autonomy
support

0.72 – – – – – – – –

2. Competence
support

0.72 0.78 – – – – – – –

3. Relatedness
support

0.73 0.86 0.81 – – – – – –

4. Principal
behaviour

0.81 0.91 0.86 0.95 – – – – –

5. Autonomy
satisfaction

0.93 0.58 0.55 0.61 0.64 – – – –

6. Competence
satisfaction

0.89 0.24 0.23 0.25 0.26 0.66 – – –

7. Relatedness
satisfaction

0.93 0.41 0.39 0.43 0.45 0.79 0.65 – –

8. Engagement 0.90 0.44 0.41 0.45 0.48 0.77 0.57 0.57 –

9. Turnover
intention

0.84 −0.33 −0.32 −0.35 −0.37 −0.56 −0.32 −0.49 −0.53

Note The correlations among all variables are statistically significant (p < 0.001)
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Indirect Effects

To evaluate indirect effects of principal support on the outcome variables, boot-
strapping (with 10 000 samples; Hayes 2013) was used. Table 7.6 shows the
indirect effects, as well as the lower and upper CIs.

The total direct effect of principal support on engagement was 0.48 [0.40, 0.56],
while the total indirect effect was 0.43 [0.30, 0.56]. Table 7.6 shows that principal
support had a significant effect on engagement via autonomy satisfaction: b = 0.43,
p < 0.01, 95% BC CI [0.24, 0.62]. Principal support also had a significant effect on
engagement via competence satisfaction: b = 0.05, p < 0.01, 95% BC CI [0.01,
0.09]. Hypothesis 5 is partially supported. The total direct effect of principal support
on intention to leave was −0.37 [−0.46, −0.27], while the total indirect effect was

Table 7.5 Fit indices and standardised path coefficients of the structural models

Measures Indirect
effects
(Model 3)

Direct
effects
(Model 2)

Direct and indirect
effects (Model 1)

Fit Indices v2 1929.27* 4712.96* 1934.54*

Df 800 801 798

TLI 0.97 0.89 0.97

CFI 0.97 0.90 0.97

RMSEA 0.05 0.10 0.05

RMSEA
90% CI

[0.049,
0.055]

[0.09, 0.10] [0.049, 0.055]

WRMR 1.39 3.03 1.39

Direct effects on
autonomy

Principal
behaviour

0.84** – 0.81**

Direct effects on
competence

0.27** – 0.27**

Direct effects on
relatedness

0.51** – 0.51**

Direct effects on
engagement

Principal
behaviour

– 0.48** 0.08

Autonomy 0.80** 0.72** 0.83**

Competence 0.14** 0.17** 0.28**

Relatedness −0.16 −0.10 −0.15

Direct effects on
intention to leave

Principal
behaviour

– −0.37* −0.04

Autonomy −0.50** −0.45** −0.40**

Competence 0.12 0.10 0.11

Relatedness −0.17 −0.21** −0.22**

*p < 0.05; **p < 0.01
df = degrees of freedom; CFI: Comparative Fit Index; TLI: Tucker–Lewis Index; RMSEA: root
mean square error of approximation; WRMR: weighted root mean square residual
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−0.34 [−0.46, −0.21]. Principal support had a significant indirect effect on intention
to leave via autonomy satisfaction: b = −0.27, p < 0.01, 95% BC CI [−0.47,
−0.07]. Hypothesis 6 is partially supported.

The indirect effects model accounts for the following percentages of the variance
(Cohen 1988): autonomy satisfaction = 41% (large effect), competence satisfac-
tion = 7% (small effect), relatedness satisfaction = 21% (moderate effect),
engagement = 61% (large effect), and intention to leave = 32% (large effect).
These results lend empirical support for the model’s fit.

Discussion

This study investigated the role of school principal support in facilitating psycho-
logical need satisfaction, work engagement, and intention to leave of teachers.
School principal support for psychological need satisfaction had a substantial effect
on autonomy satisfaction, a moderate effect on relatedness satisfaction, and a small
effect on competence satisfaction. Psychological need satisfaction, and specifically

β=0.91
(0.01)

β=0.86
(0.02)

β=-0.50
(0.10)

β=0.80
(0.09)

β=0.14
(0.05)

β=0.51
(0.06)

β=0.27
(0.02)

β=0.84
(0.01)

r=0.66

r=0.62 r= 0.72

Autonomy
support

Competence 
support

Relatedness 
support

Principal 
support

Autonomy
satisfaction
(R2=0.41)

Competence 
satisfaction
(R2=0.07)

Relatedness 
satisfaction
(R2=0.21)

Engagement
(R2=0.61)

Intention to 
leave 

(R2=0.32)
β=0.95
(0.10)

Fig. 7.1 The structural model (standardised solution with standard errors in parentheses)

Table 7.6 Indirect effects of principal behaviour on engagement and intention to leave

Engagement Intention to leave

Variable Estimate SE 95% BC CI Estimate SE 95% BC CI

Autonomy 0.43 0.10 [0.24, 0.62] −0.27 0.10 [−0.47, −0.06]

Competency 0.05 0.02 [0.01, 0.09] 0.02 0.03 [−0.03, 0.08]

Relatedness −0.05 0.05 [−0.14, 0.05] −0.09 0.06 [−0.21, 0.02]

SE: standard error, BC CI: bias-corrected confidence interval

7 School Principal Support, and Teachers’ Work … 149



autonomy satisfaction, had a significant positive effect on work engagement and a
moderately adverse effect on teachers’ intentions to leave. Competence satisfaction
had a small effect on work engagement, while relatedness satisfaction had a small
negative effect on intention to leave. Autonomy satisfaction played a pivotal role,
not only because of its direct effects on teachers’ work engagement and intentions
to leave but also because it mediated the relation between support for psychological
need satisfaction and these outcomes. Work engagement was strongly and nega-
tively associated with intention to leave, indicating that teachers who could not
express themselves in their roles also thought of leaving the profession.

School principals that create a climate for psychological need satisfaction of
teachers support their autonomy (by encouraging them to participate in meaningful
decisions, strengthening them to speak about what they feel, listening to different
points of view before making conclusions, and by encouraging them to speak up
when they disagree with a decision). Furthermore, they support individuals’ com-
petence by supporting teachers’ attempts to acquire additional training or education
to further their careers. Lastly, principals support teachers’ relatedness satisfaction
by treating them fairly, showing commitment to protect teachers’ interests, doing
what they say they will do, demonstrating that they can be trusted, being accessible,
and by having confidence in teachers’ abilities.

Our findings suggest that teachers’ perceptions of supportive principal support
fulfil their needs for autonomy, competence, and relatedness satisfaction. Increases
in psychological need satisfaction may result in increases in work engagement of
teachers and decreases in their intentions to leave. Our findings suggest that sat-
isfaction of autonomy needs is crucial. Autonomy satisfaction was paramount for
being engaged at work and not intending to leave the school. Competence satis-
faction did play a role in work engagement, but its effect was small. The results of
this study supported a model in which poor autonomy support from principals
indirectly and negatively affected teachers’ work engagement, primarily via a lack
of autonomy satisfaction. Autonomy support strengthens teachers’ social identity
and generates greater meaningfulness within the workplace, which results in work
engagement (May et al. 2004).

Relatedness satisfaction implies that individuals experience a sense of commu-
nion and develop close and intimate relationships with others (Deci and Ryan
2011). Therefore, support by the principal plays a significant role in psychological
need satisfaction in the work context (Deci and Ryan 2000). Supportive behaviours
of principals contributed statistically significantly to competence satisfaction of
teachers in this study. Competence satisfaction occurs when teachers feel that they
are mastering their tasks (Deci and Ryan 2011). Principals might not be sufficiently
skilled and motivated to demonstrate behaviour that elicits competence satisfaction
of teachers (Bandura 2000).

Satisfaction of the psychological need for autonomy and competence explained a
large percentage of the variance in engagement. In line with SDT, adequate
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experiences of freedom and choice at work result in engagement because these
experiences lead to self-regulation of behaviour. Engagement is strengthened when
teachers master tasks and feel efficious at work (Deci and Ryan 2011). However,
principal behaviours affected work engagement via fulfilment of the psychological
need for autonomy (Gagné and Deci 2005). If teachers experience that principals
are supportive and that they can be trusted, they will experience more autonomy
satisfaction, which leads to engagement. Autonomy satisfaction is thus a crucial
psychological condition that mediates between principal support and teachers’
engagement (Deci and Ryan 2008a, b). Although need-supportive principal beha-
viours did not affect work engagement indirectly via relatedness, this does not mean
that such effects do not exist in practice. Competence and relatedness satisfaction
might affect motivational outcomes (such as work engagement) via autonomy
satisfaction (Deci and Ryan 2000).

It is crucial to study and promote the psychological functioning of teachers,
especially in emerging economies where teachers work is becoming increasingly
complex and demanding (Lee and Nie 2014). Our findings confirm the value of
psychological need satisfaction in understanding the association between principal
support on the one hand and work engagement and intention to leave on the other
hand. Need-supportive environments initiated by principals contributed to teachers’
engagement via the satisfaction of their autonomy needs. Furthermore,
need-supportive principal behaviours contribute to relatedness satisfaction of
teachers, characterised by experiences of a sense of communion and developing
close and intimate relationships with others.

Principals contributed to the well-being of teachers because they encouraged
them to participate in meaningful decisions and to develop new skills, gave them
helpful feedback on their performance, and helped them to solve work-related
problems. Supportive principals showed the following types of behaviour towards
teachers: confidence in their abilities, support for the development of their potential,
provide direction when needed, understand what motivates them, and communicate
in a way that workers understand. Principal behaviour affected psychological need
satisfaction and engagement of employees, positively, and intention to leave,
negatively.

This study had various limitations. Firstly, self-reports were used to gather data.
Common method variance could have resulted in correlations between constructs.
Secondly, the cross-sectional design used in this study makes it impossible to
establish causality. The findings of this study suggest that managerial support and
psychological need satisfaction are valuable concepts in understanding the
engagement and intentions to leave of teachers. The sampling in this study might
limit the generalisability of the findings. Participants were secondary school
teachers in one province in South Africa.
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Conclusions and Implications for Retention Practice
and Research

Addressing the needs of teachers and supporting them can assist in their engage-
ment and retention. Educational organisations should invest in training in
self-determination theory for school principals so that they can understand the
importance of psychological need satisfaction in the intrinsic motivation of teach-
ers. Principals need to articulate their visions and expectations to teachers and
should be available to assist, support and encourage them. Principals should be
prepared to improve engagement and intentions to leave of teachers by focusing on
psychological need satisfaction.

Future research should examine the antecedents and outcomes of psychological
need satisfaction using a longitudinal design. More research is needed regarding
how social-contextual factors influence the effects of principal support on psy-
chological need satisfaction. Future studies should also focus on the consequences
of need thwarting and need satisfaction for outcomes such as teachers’ engagement
and intentions to leave.

Summary

This chapter focused on the effects of manager behaviour (as perceived by
employees) and flourishing of employees (as indicated by their psychological need
satisfaction and engagement), on employee retention. An individual’s intention to
leave is a good indicator of his or her actual turnover (which results in poor
retention).

Using SDT as a theoretical framework, it was argued that manager support for
the satisfaction of employees’ psychological needs for autonomy, competence and
relatedness affect employees’ autonomous motivation (and work engagement),
which affect their intentions to leave. We stressed that individuals’ interpretations
are likely to influence internal motivational mechanisms (e.g. their psychological
need satisfaction) which affect employees’ engagement and intentions to leave.
Through psychological need satisfaction, individuals align their behaviour, values,
beliefs and interests. Therefore, psychological need satisfaction provides the energy
and direction for people to engage or disengage in specific roles and to remain in an
organisation.

A work environment (and leader behaviour) that provide support for psycho-
logical need satisfaction of employees lead to autonomous goal-setting and moti-
vation. The extent to which leaders affect perceptions of the work environment as
autonomous versus controlling will affect the satisfaction of employees’ psycho-
logical needs for autonomy, competence and relatedness. Autonomy-supportive
leaders allow individuals to make choices at work, give them influence over the
workplace, eliminate excessive rules and acknowledge individual talents.
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Competence-supportive leaders provide challenges to individuals, support them to
acquire skills, provide helpful feedback and coaching. Relatedness-supportive
leaders communicate genuinely and facilitate relationship building.

Applied to a secondary school setting in South Africa, our empirical study
showed that managerial support affected teachers’ psychological need satisfaction.
Psychological need satisfaction, and particularly autonomy satisfaction, had a
strong effect on work engagement and a moderately negative effect on intentions to
leave. Satisfaction of the need for competence contributed to work engagement.
Satisfaction of relatedness needs impacted teachers’ intention to leave.

Most importantly, the findings in this chapter suggest that autonomy satisfaction
plays a significant role in the motivation and retention of employees. Autonomy
satisfaction impacts work engagement positively and intentions to leave negatively.
It also transfers the effects of leader behaviour to work engagement and turnover
intentions. Finally, individuals who cannot express themselves in their roles also
thought of leaving the organisation.
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Chapter 8
Capitalising on Employee’s
Psychological Wellbeing Attributes
in Managing Their Retention: The
Adverse Influence of Workplace
Bullying and Turnover Intention

Melinde Coetzee and Jeannette van Dyk

Abstract This chapter explores the role of a broad array of wellbeing dispositional
attributes (i.e. self-esteem, emotional intelligence, hardiness, work engagement and
flourishing) in the retention context and evaluates the relationship dynamics
between these attributes and employees’ perceptions of workplace bullying and
turnover intention. Although workplace bullying and turnover intention are
well-researched in the retention context, the role of employees’ psychological
wellbeing attributes in explaining turnover intention and workplace bullying and
vice versa is not clear. Building on the theoretical premises of broaden-and build
theory, we propose that employees’ perceptions of workplace bullying and turnover
intention reflect negative retention-related attitudes that adversely influence their
psychological wellbeing resources. Canonical results of a study conducted on a
convenience sample of (N = 373) employees in the South African work context
suggested that negative feelings (i.e. low levels of work engagement and hardiness
commitment) generally create the urge to escape (i.e. high turnover intentions).
Perceptions of workplace bullying and turnover intention further seem to lower the
propensity to create personal resources to cope with difficult work circumstances
(i.e. resulting in stronger perceptions of falling victim to workplace bullying and
person-related bullying). The results substantiate that employees’ turnover intention
and perceptions of workplace bullying are important to consider in retention
strategies because of their link with employees’ psychological wellbeing, engage-
ment and commitment levels in the workplace. The new insights derived from the
study findings indicate that for organisations to capitalise on employees’ wellbeing
attributes for retention purposes, leadership and human resource practices should
counteract perceptions of workplace bullying and turnover intention.
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Introduction

Turnover intention continues to be an important area of inquiry in retention research
and practice. Globalised business competitiveness, technological advances, and the
competition for critical and scarce skilled knowledge workers all contribute to the
need to better understand employees’ turnover intention as part of the organisa-
tion’s retention strategy (Holtom et al. 2008; Kalliath and Kalliath 2012; Kim
2017). Employees turnover intention reflects their attitudinal (i.e. thoughts of
leaving), decisions (i.e. plans to exit) and behaviours (i.e. searching for alternative
employment opportunities) that occur before actual turnover (Van Dyk 2016). In
the retention context, the high turnover intention of high performing valuable hu-
man capital may become dysfunctional voluntary turnover behaviour that is costly
for the organisation (Ozolina-Ozola 2014). Turnover intention is generally the final
stage before employees display actions to exit the organisation. Proactive actions to
address employees’ turnover intention may help to shift their minds toward staying
at the organisation (Dysvik and Kuvaas 2010). For this reason, managers, practi-
tioners and scholars remain interested in the psychosocial factors that contribute to
employees’ turnover intention (Kim 2017; Van Dyk 2016).

Workplace bullying, a form of recurrent negative interpersonal behaviour (for
example, victimization, personal attacks, unrealistic work overload, isolation,
excessive humiliation and criticism, and unspoken threats) is a psychological factor
related to high turnover intention (Nami and Nami 2011; Renn et al. 2013; Van Dyk
2016). While turnover intention signals an affective-cognitive state of psychological
distress, acts of workplace bullying cause physical, mental and affective distress and
are therefore seen as antecedents of turnover intention (Greenbaum et al. 2015;
Rodwell et al. 2014). In the context of this chapter, employees’ turnover intention
and their perceptions of workplace bullying are therefore associated with lower
levels of wellbeing at work (Zhang and Lee 2010; Van Dyk 2016). Negative health
and psychological consequences such as anxiety and depression have been reported
for targets of bullying (Hauge et al. 2010; Hogh et al. 2011). Victims generally
report negative feelings of isolation, lowered self-esteem, anger, fear, mood swings,
and lower motivation and engagement levels (Oade 2009). Research shows that
negative affective states impact how employees perceive their jobs and work and
life experiences and are reported to be associated with stressors and strains (Allen
et al. 2012; Spector and Bruk-Lee 2008).

In this chapter, we propose that employees’ perceptions of workplace bullying
and turnover intention reflect negative retention-related attitudes that adversely
influence their psychological wellbeing. The purpose of the current chapter is to
extend what is known about the link between wellbeing-related dispositional

158 M. Coetzee and J. van Dyk



attributes and the retention-related attitudes of workplace bullying and turnover
intention. Employees’ wellbeing is associated with dispositional attributes that
predispose them to positive behaviours and responses that serve as important
personal resources in performing better on the job and achieving career success
(Allen et al. 2012; Van Dyk 2016). The intent was to study the role of a broad array
of wellbeing dispositional attributes (i.e. self-esteem, emotional intelligence, har-
diness, work engagement and flourishing) in the retention context and explore the
relationship dynamics between these attributes and employees’ perceptions of
workplace bullying and turnover intention. To date, retention research has
neglected studying these wellbeing attributes jointly and in relation to the two
constructs of workplace bullying and turnover intention in a single study. Research
tends to overemphasise work engagement as an important predictor of turnover
intention and neglects evaluating the role of other positive dispositional attributes
along with work engagement in the retention context (Kim 2017; Schaufeli and
Bakker 2004). This chapter addresses this gap in research and extends retention
theory. An investigation of wellbeing dispositional attributes in relation to
retention-related attitudes may offer new insights that can be used to empower
employees with the necessary personal and organisational support they need to
experience wellbeing in demanding environments. Wellbeing is seen as an
important precursor of employees’ intention to remain at an organisation (DeTienne
et al. 2012; Paillé 2011).

Theoretical Support for Linking Workplace Bullying,
Turnover Intention and Wellbeing Dispositional Attributes

The broaden-and build theory of Fredrickson (1998, 2001, 2004) seems to offer an
explanation for the link between employees’ perceptions of workplace bullying,
turnover intention, and wellbeing dispositional attributes. The theory explains that
prolonged negative feelings result in narrow-mindedness (i.e. psychological distress
and lack of creative responsiveness) with individuals feeling trapped and isolated in
an adverse situation which may create the urge to attack or escape (i.e. withdraw
from the situation). Workplace bullying refers to a situation in which employees are
subjected to prolonged deliberate negative acts at work. Negative acts may be
work-related (for example, withholding information, job characteristics such as
unrealistic workloads, allocation of insignificant tasks), person-related (for exam-
ple, humiliation and excessive criticism, incessant disapproval, and psychological
threats) and physical intimidation and abuse (Einarsen et al. 2003, 2009).
Workplace bullying is seen as a major predictor of psychological distress, negative
health (i.e. depression and anxiety), and negative affective-cognitive states (Hogh
et al. 2011; Oade 2009). Research indicates links between bullying and reports of
cognitive and emotional demands, job insecurity, role problems and negative links
with job autonomy, skill utilisation and social support, all of which are also
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associated with antecedents of turnover intention (Greenbaum et al. 2015; Kim
2017; Van den Broeck et al. 2011).

Broaden-and build theory (Fredrickson 1998, 2001, 2004) further posits that
positive feelings such as happiness and satisfaction have the predisposition to
broaden individuals’ mindsets and thought-behavioural repertoire in a manner that
supports their wellbeing. Constructive actions may further enhance existing positive
feelings, cause creativity and build interpersonal connections through which peo-
ple’s personal resources are enhanced. Personal resources help individuals enhance
their chances to effectively manage and creatively cope with difficult circumstances
in the long run (Fredrickson 2004). In the context of this chapter, the wellbeing
attributes of self-esteem, emotional intelligence, hardiness, work engagement and
flourishing are seen as important personal resources that enrich individuals’
affective-cognitive mindsets and thought-behavioural repertoire, including their
intention to remain at the organisation. Research shows that positive dispositional
attributes (for example, positive affect, self-efficacy, optimism, resilience, engage-
ment, hardiness, self-esteem, flourishing) promote wellbeing and may protect
individuals from adverse demands and lower their perceptions of stressors and
strains (Allen et al. 2012; Ciarrochi et al. 2002; Hansen et al. 2014; Kardum et al.
2012; Vazi et al. 2013; Wu et al. 2011). It therefore stands to reason that higher
levels of wellbeing dispositional attributes may be associated with lower percep-
tions of workplace bullying and turnover intention. However, on the side of the
retention spectrum, due to the adverse effects of workplace bullying, strong per-
ceptions of workplace bullying and high turnover intention may be linked to low
levels of wellbeing attributes. The following research hypothesis was formulated:

Research hypothesis: Low levels of wellbeing dispositional attributes will
explain high levels of turnover intention and strong perceptions of workplace
bullying and vice versa.

Figure 8.1 gives an overview of the elements of the various wellbeing dispo-
sitional attributes as relevant to the retention context:

• Self-esteem (i.e. feelings, perceptions and aspirations regarding one’s worth as a
person) functions as a significant personal resource during strenuous events.
High self-esteem seems to lower the effects of stressors and improves mental
health (Battle 1992; Sowislo and Orth 2013; Wu et al. 2011).

• Emotional intelligence (i.e. the ability to observe and manage one’s own and
others’ feelings and emotions and utilising them to direct one’s actions). The
capability to regulate emotions enables people to maintain positive interpersonal
relations and cope more effectively with stressors (O’Boyle et al. 2011; Schutte
et al. 2009).

• Hardiness (i.e. mental toughness or the ability to view stressful life situations as
challenges and treating them as opportunities for personal development). The
hardiness aspects of commitment (i.e. personal engagement with environment,
viewing tasks as meaningful), challenge (i.e. ability to put stressful situation into
perspective and looking at alternatives to solving a problem) and control (i.e.
predisposition to trust in one’s capability to deal successfully with situations;
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feeling in control) function as resources of resilience and health-protectors
during stressful life occurrences in the workplace (Kardum et al. 2012; Kobasa
et al. 1982).

• Work engagement is the positive affective-cognitive motivational state of ded-
ication (commitment), vigour (drive) and absorption (focused attention) through
which individuals exhibit physical exertion, mental vitality and an emotional
bond with their work (Rich et al. 2010; Schaufeli et al. 2002). Work engagement
lowers the effect of stressors and protect individuals’ physical and mental health.
Highly engaged people are able to apply effective coping strategies when
exposed to stressors (Hansen et al. 2014). Work engagement is associated with
higher work performance and intention to stay (Gruman and Saks 2011; Kim
2017).

• Flourishing is a condition of optimal mental health, positive functioning, psy-
chological wellbeing and positive feelings toward self and life, including
self-acceptance, purpose in life, positive relations, environmental mastery and
personal growth (Ryff and Keyes 1995). Flourishing is associated with greater
levels of happiness and satisfaction (Harrington 2013).

Although workplace bullying and turnover intention are well-researched in the
retention context, the role of employees’ psychological wellbeing attributes (i.e.
self-esteem, emotional intelligence, hardiness, work engagement and flourishing) in
explaining turnover intention and workplace bullying and vice versa is not clear.
Understanding also the influence of workplace bullying and turnover intention on
employees’ repertoire of personal resources as embedded in their wellbeing attri-
butes, may help inform retention practices concerned with the wellbeing support of
employees.

Method

Participants and Procedure

A convenience sample of staff level employees (N = 373) employed in various
South African organisations was involved in the study. Data were collected through
a combination of an online (a copy of the questionnaire emailed to participants) and
paper-based survey (participants completing the questionnaires in group sessions).
The sample was represented by white (68%) and African (32%) employees and
females (63%) and males (37%). The mean age of the participants was 44 years
(SD: 8.47). The participants were represented by employees who had more than five
years of tenure in the company (53%) and those with less than five years (47%).
Permission to conduct the survey was obtained from the participating organisations
and ethical clearance was provided by the research institution. Participation was
voluntary and anonymous.
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Measures

Self-esteem. The culture free self-esteem inventory for adults (CFSEI-AD) devel-
oped by Battle (1992) was utilised to measure participants’ self-esteem in terms of
their general self-esteem (16 items; e.g. “I am as important as most people”), social
self-esteem (8 items; e.g. “Most people I know like me”), and personal self-esteem
(8 items; e.g. “I am as nice looking as most people”). A seven-point likert-type
scale was used to capture responses (1 = strongly disagree; 7 = strongly agree).
Battle (1992) reports evidence of construct validity and test-retest reliability of the
scale. Acceptable internal consistency reliabilities were obtained for the present
study with composite reliabilities ranging between 0.66 and 0.86.

Emotional intelligence. The assessing emotions scale (AES) developed by
Schutte et al. 2009) was utilised to measure participants’ emotional intelligence in
terms of their perceptions of emotions (10 items; e.g. “By looking at their facial
expressions, I recognise the emotions people are experiencing”), managing own
emotions (9 items, e.g. “When I experience a positive emotion, I know how to make
it last”), managing others’ emotions (8 items, e.g. “I help other people feel better
when they are down”), and utilisation of emotions (6 items; e.g. “When I feel a
change in emotions, I tend to come up with new ideas”). A five-point likert type
scale was used to capture responses (1 = strongly disagree; 5 = strongly agree).
Schutte et al. (2009) report evidence of construct validity and test-retest reliability.
Acceptable internal consistency reliabilities were obtained for the present study
with composite reliabilities ranging between 0.76 and 0.84.

Hardiness. The personal views survey II (PVS-II) developed by Kobasa (1982)
was utilised to measure participants’ hardiness in terms of their hardiness com-
mitment (15 items; e.g. “I find it difficult to imagine getting excited about work-
ing”), hardiness control (17 items; e.g.” I usually feel that I can change what might
happen tomorrow, by what I do today”), and hardiness challenge (18 items, e.g. “A
person whose mind seldom changes can usually be depended on to have reliable
judgements”). Responses were captured on a four-point likert type scale (0 = not at
all true; 3 = completely true). Maddi (1987; 2008) reports evidence of the construct
validity and test-retest reliability of the scale. Acceptable internal consistency
reliabilities were obtained for the present study with composite reliabilities ranging
between 0.73 and 0.89.

Work engagement. The Utrecht work engagement scale developed by Schaufeli
et al. (2002) was utilised to measure participants work engagement in terms of their
sense of vigour (8 items; e.g. “I feel strong and vigorous in my job”), dedication (5
items; e.g. “To me, my work is challenging”) and absorption (8 items; e.g. “I am
immersed in my work”). Responses were captured on seven-point likert type scale
(0 = never; 6 = every day). Schaufeli et al. (2002) reports evidence of the construct
validity of the scale and internal consistency reliability. Acceptable internal con-
sistency reliabilities were obtained for the present study with composite reliabilities
ranging between 0.89 and 0.92.
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Flourishing. The eight-item flourishing scale (FS) developed by Diener et al.
(2010) was utilised to measure participants overall sense of flourishing (e.g. “I lead
a purposeful and meaningful life”). Responses were captured on a seven point likert
type scale (1 = strongly disagree; 7 = strongly agree). Diener et al. (2010) report
evidence of construct validity and internal consistency reliability of the scale.
A high internal consistency (composite) reliability coefficient of 0.92 was obtained
for the present study.

Workplace bullying. The negative acts questionnaire- revised (NAQ-R)
developed by Einarsen et al. (2009) was utilised to measure participants’ percep-
tions of workplace bullying in terms of work-related bullying (7 items, e.g.
“Pressure not to claim something to which by right you are entitled e.g. sick leave,
holiday entitlement, travel expenses”), person-related bullying, (12 items; e.g.
“Being the subject of excessive teasing and sarcasm”) and physical intimidation (3
items; e.g. “Threats of violence or physical abuse or actual abuse”). A five-point
likert type scale was used to capture responses (0 = never; 4 = daily). Einarsen
et al. (2009) report evidence of the construct validity and reliability of the scale.
Acceptable internal consistency reliabilities were obtained for the present study
with composite reliabilities ranging between 0.75 and 0.93.

Turnover intention. The five-item turnover intention scale (TIS) developed by
Dysvik and Kuvaas (2010) was utilised to measure participants’ overall turnover
intention (e.g. “I often think about quitting my present job”). A five-point likert type
scale wad used to capture responses (1 = strongly disagree; 5 = strongly agree).
Dysvik and Kuvaas (2010) report evidence of the construct validity and internal
consistency reliability of the scale. A high internal consistency (composite) relia-
bility coefficient of 0.90 was obtained for the present study.

Statistical Analysis

Canonical correlation analysis (CCA) was used to assess the link between the
wellbeing-related dispositions (self-esteem, emotional intelligence, hardiness, work
engagement and flourishing) as a composite variable set and the retention-related
constructs of workplace bullying and turnover intention as a composite variable set.
CCA allows for the calculation of a multivariate statistical model for assessing links
between multiple variable sets and identifying the variables that contribute the most
in explaining the links between the two sets of variables (De Guzman and Choi
2013; Sherry and Henson 2005). The SAS (2013) MANOVA procedure was uti-
lised for the CCA. The Wilk’s multivariate criterion lambda (k) was used to assess
the significance of the overall canonical correlation between the two composite sets
of latent variables because it allows researchers to assess the practical significance
(1 – k = r2-type metric of effect size) of the full canonical model (Sherry and
Henson 2005). CCA also limits the chances of committing type I errors. The cut-off
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criterion for interpreting canonical loadings was set at Rc � 0.40 (moderate to
large practical effect). The redundancy index was also considered in determining
the magnitude of the overall relationships (correlational) between the two variates
of a canonical function. The interpretation of the squared canonical correlation
(Rc2) values were based on the following effect sizes in line with guidelines set by
Cohen (1992): a large practical effect: Rc2 � 0.26; medium practical effect: Rc2 �
0.13 � 0.25; small practical effect: Rc2 � 0.12. Only the singular canonical
structure correlations (loadings) and the squared canonical structure correlations
(loadings) were deliberated upon in the interpretation of the practical significance
and importance of the derivation of the two canonical variate constructs. This
approach was based on the variability of the canonical weights and
multi-collinearity apprehensions (Hair et al. 2010).

Results

Descriptive Statistics and Zero-Order Correlations

Table 8.1 reports the means, standard deviations, composite reliability coefficients
and zero-order correlations for the subscales. The correlations between the sub-
scales were in the expected direction (i.e. the psychological wellbeing attributes
variables correlated negatively with the retention-related constructs of workplace
bullying and turnover intention; workplace bullying correlated positively with
turnover intention). The correlations were below the threshold value of r � 0.80
for multicollinearity concerns (Hair et al. 2010).

Correlation Analysis

Table 8.2 reports the overall model fit statistics while Table 8.3 summarises the
results of the first canonical function. As shown in Table 8.2, the full model r2

type’s effect size (yielded by 1 − 0.k: 1 − 0.425) was r2 = 0.58 (large practical
effect; Fp = 0.001), indicating that the full model explained a substantial proportion
(approximately 58%) of the variance shared between the two canonical variate sets.
The variables of the two canonical variates of the first function accounted for 42%
(overall Rc2 = 0.42; large practical effect) of the data variability. Only the results of
the first canonical were therefore considered for testing the research hypothesis. The
second function explained only an additional 18% of the variance shared between
the two canonical variate sets, and the data variability and the third function only
8%.
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Variables Explaining the Wellbeing Dispositional Attributes
Canonical Variate

Based on the cut-off criterion of Rc � 0.40, Table 8.3 shows that the variables that
contributed the most in explaining the overall canonical psychological wellbeing
attributes construct variate were the three engagement variables (dedication:
Rc = −0.84; vigour: Rc = −0.70; absorption: Rc = −0.64) and two of the hardiness
variables (commitment: Rc = −0.68; control: Rc = −0.44). Although canonical
correlation does not imply causality, the negative direction of the values suggests that
the lower the participants’ sense of wellbeing as explained by their work engagement,
hardiness, managing own emotions, self-esteem and flourishing, the greater the
likelihood that their overall sense of psychological wellbeing will be lower.

Variables Explaining the Retention-Related Attitudes
Canonical Variate

Table 8.3 shows that all the variables contributed in explaining the overall
canonical retention-related attributes construct variate. Turnover intention
(Rc = 0.92) accounted the most in explaining the retention-related canonical con-
struct variate, followed by work-related bullying (Rc = 0.71), person-related bul-
lying (Rc = 0.63) and physical intimidation (Rc = 0.54).

Table 8.2 Canonical correlation results: Overall model fit statistics

Measures of overall model fit for canonical correlation analysis

Canonical
function

Overall
canonical
correlation
(Rc)

Overall squared
canonical
correlation
(Rc2)

Eigenvalue F statistics Probability
(p)

1 0.65 0.42 0.7184 5.29 <0.0001***

2 0.42 0.18 0.2145 2.61 <0.0001***

3 0.28 0.08 0.0861 1.57 0.03*

Multivariate tests of significance

Statistics Value Approximate F statistic Probability
(p)

Wilks’s lambda 0.425 5.29 <0.0001***

Pillai’s trace 0.711 4.81 <0.0001***

Hotelling-Lawley trace 1.057 5.81 <0.0001***

Roy’s greatest root 0.718 15.98 <0.0001***

Notes N = 373
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Table 8.3 Results of the standardised canonical correlation analysis for the first canonical
function

Variate/variables Canonical
coefficient
(Weight)

Structure
coefficient
(Canonical
Loading) (Rc)

Canonical
cross-loadings
(Rc)

Squared
multiple
correlation
(Rc2)

Psychological wellbeing attributes canonical variate (composite set of latent independent
variables)

General self-esteem −93.84 −0.35 −0.23 0.05

Social self-esteem −32.78 −0.09 −0.06 0.004

Personal self-esteem −64.30 −0.37 −0.24 0.06

Perception of emotion 0.06 −0.16 −0.10 0.01

Managing own
emotions

−0.01 −0.31 −0.20 0.04

Managing others’
emotions

−0.10 −0.15 −0.10 0.01

Utilisation of emotion −0.13 −0.08 −0.05 0.003

Hardiness
commitment

−0.66 −0.68 −0.44 0.19

Hardiness control −0.03 −0.44 −0.29 0.08

Hardiness challenge 0.43 −0.05 −0.03 0.001

Vigour 0.19 −0.70 −0.45 0.20

Dedication −0.87 −0.84 −0.54 0.29

Absorption 0.10 −0.64 −0.41 0.17

Psychosocial
flourishing

0.09 −0.39 −0.25 0.06

Percentage of overall variance of variables explained by their own canonical variables: 0.19

Retention-related attitudes canonical variate (composite set of latent dependent variables)

Work-related bullying 0.59 0.71 0.46 0.21

Person-related
bullying

−0.24 0.63 0.41 0.17

Physical-intimidation
bullying

0.07 0.54 0.35 0.12

Turnover intention 0.75 0.92 0.60 0.36

Percentage of overall variance of variables explained by their own canonical variables: 0.51

Overall model fit measure (function1)
Redundancy index: Rc2 = 0.21 (percentage of overall variance in workplace bullying and
turnover intention (dependent) canonical construct variables accounted for by the psychological
wellbeing-related (independent) canonical construct variables): moderate effect

Note N = 373
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Wellbeing Dispositional Attributes Accounting
for the Variance in the Retention-Related Canonical
Construct Variate Variables

As shown in Table 8.3, the wellbeing attributes contributed significantly
(Rc2 = 0.21; moderate practical effect) in explaining the variance in the
retention-related variables of workplace bullying and turnover intention. Using the
cut-off guideline of Rc � 0.40, dedication (Rc2 = −0.54; 29%; large practical
effect), followed by vigour (Rc2 = −0.45; 20%; large practical effect), hardiness
commitment (Rc2 = −0.44; 19%; large practical effect), and absorption
Rc2 = −0.41; 17%; large practical effect), accounted the most for the variance in the
workplace bullying and turnover intention canonical variate variables. The negative
direction of the loadings suggests that the lower participants’ sense of engagement
(vigour, dedication and absorption) and hardiness commitment (i.e. higher sense of
alienation), the greater the likelihood that their perceptions of work-related and
person-related bullying and turnover intention will be higher.

Retention-Related Attitudes Accounting for the Variance
in the Wellbeing Dispositional Attributes Canonical Construct
Variate Variables

High turnover intention (Rc2 = 0.60; 36%; large practical effect), contributed the
most in explaining the variance in the wellbeing dispositional attributes followed by
the other three workplace bullying variables (small to moderate practical effect).
High retention-related attitudes are associated with lower wellbeing, with turnover
intention having the largest explanatory power.

The results provided evidence in support of the research hypothesis: Low levels
of wellbeing dispositional attributes will explain high levels of turnover intention
and strong perceptions of workplace bullying and vice versa.

Discussion

The research presented in this chapter explored the relationship dynamics between a
composite set of wellbeing attributes (self-esteem, emotional intelligence, hardi-
ness, work engagement and flourishing) and the retention-related attitudes of
workplace bullying and turnover intention as a composite set of variables. The
results highlighted work engagement (i.e. the positive fulfilling state of mind
characterised by dedication, vigour and absorption) and hardiness commitment as
key wellbeing attributes in explaining participants’ perceptions of work-related and
person-related bullying and their turnover intention. The findings corroborate
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previous research showing that work engagement related negatively to employees’
turnover intention (Kim 2017; Shuck et al. 2011). Previous research also indicates
work engagement as a buffering mechanism in the workplace bullying-turnover
intention link (Coetzee and Van Dyk 2018). Research further shows negative links
between high levels of hardiness commitment and low turnover intention and less
strong perceptions of workplace bullying (Van Dyk 2016). Generally, hardiness
broadens individuals’ mindsets which allow them to appraise stressors in a way that
minimises the level of threat perceived and limits the amount of negative arousal
experienced (Kobasa 1982). However, the results showed that strong perceptions of
workplace bullying and turnover intention were likely to adversely influence the
hardiness commitment attributes of feeling excited and a strong sense of community
and motivation to remain engaged during difficult times, which could also explain
the lower levels of work engagement.

The four wellbeing attributes allude to intrinsic affective-cognitive states of
motivation, persistence, excitement, meaningfulness and challenge (Ferreira 2012;
Rich et al. 2010; Reijseger et al. 2017; Schaufeli and Bakker 2004; Van Dyk 2016).
Extending on the reasoning of Frederickson’s (2004) broaden-and-build theory, low
levels of engagement and hardiness commitment reflect a negative
emotional-cognitive state alluding to low levels of wellbeing at work which may
result in narrow-mindedness and the inability to build the personal resources needed
to cope with stressful work experiences. The findings suggest that negative feelings
(i.e. low levels of work engagement and hardiness commitment) generally create
the urge to escape (i.e. high turnover intentions) and lower the propensity to create
personal resources to cope with difficult work circumstances (i.e. resulting in
stronger perceptions of falling victim to workplace bullying and person-related
bullying). On the other hand, building on the premises of broaden-and-build theory
(Frederickson 2004), the presence of positive levels of engagement and hardiness
commitment may help to broaden employees’ mindsets about their experiences in
the workplace which may help them to build the interpersonal connections that
enhance their personal resources, which in turn, may help them to cope construc-
tively with difficult circumstances (i.e. resulting in lower turnover intention and less
strong perceptions of bullying).

Dedication (i.e. feeling inspired by and taking pride in one’s work, seeing work
as meaningful and challenging) was highlighted as the strongest attribute in
explaining participants’ turnover intention and perceptions of bullying. The results
suggest that work that fails to engender these feelings may result in higher turnover
intention. Research by Karlowicz and Ternus (2007) supports the link between
dedication and turnover intention. The significant link between low levels of
dedication and strong perceptions of workplace bullying could be attributed to
research showing that acts of workplace bullying engender feelings of helplessness,
anxiety and emotional exhaustion caused by perceiving impending threatening
working conditions which lower employees’ levels of wellbeing (Nielsen and
Einarsen 2012; Razzaghian and Shah 2011). Meaningful work and positive
workplace experiences have been found to increase employees’ sense of dedication
and overall work engagement (Hirschi 2012; Mendes and Stander 2011).
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On the retention-related attitudes spectrum, high turnover intention followed by
work-related bullying (i.e. lack of information, performing tasks below one’s level
of competence, unmanageable workloads: Einarsen et al. 2009) had a large practical
effect in explaining low work engagement and hardiness alienation (i.e. low
commitment). Moderate practical effects were observed in terms of the explanatory
power of perceptions of person-related bullying (i.e. hostile behaviour, excessive
humiliation and criticism, being ignored: Einarsen et al. 2009). The correlation
results further showed positive associations between workplace bullying and
turnover intention. The findings highlight the negative effect of turnover intentions
and perceived acts of bullying on employees’ sense of wellbeing as reflected in their
low levels of work engagement and hardiness commitment. Turnover intention is
regarded as a signal of psychological distress resulting from negative workplace
and job experiences such as for example workplace bullying, leadership practices
and job characteristics (Alhamwan and Matt 2015; Renn et al. 2013). Research
provides evidence that exposure to bullying behaviour in the workplace results in
experiences of psychological distress and health problems (Hogh et al. 2011; Nami
and Nami 2011). Vague job descriptions, lack of clear work expectations and
resources for work task performance have been found to be meaningful indicators
of workplace bullying, which could result in lower levels of job performance,
engagement, and commitment, and higher turnover intention (Balducci et al. 2012;
Van Dyk 2016).

Implications for Retention Practice

The findings suggest that organisations need to be more aware of the negative
consequences of work-related and person-related bullying behaviour in the work-
place for the retention of valuable employees. Employees’ turnover intentions are
often signals of psychological distress as a consequence of perceptions of work-
place bullying behaviour. Turnover intention (i.e. thoughts of leaving, plans and
actions taken to leave the organisation) may lead to actual turnover behaviour and
be costly for organisations and should not be ignored by organisations challenged
by staff retention (Ozolina-Ozola 2014).

Organisations that tolerate bullying behaviour can enforce misbehaviour and be
seen to endorse a culture that permits bullying behaviour. Interpersonal conflict,
aggressive personality types, work stress, restrictive job characteristics, person-job/
workplace misfit and poor leadership practices often act as antecedents of bullying
behaviour and should be formally addressed by management policies and proce-
dures (Einarsen et al. 2009; Glasø et al. 2011; Van Dyk 2016). On the other hand,
organisations that act consistently against workplace bullying will create a climate
where employees feel safe, and consequently increase their psychological wellbeing
and decrease turnover intentions (Van Dyk 2016). Offering efficient support
and rehabilitation systems for victims of bullying behaviour and establishing
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organisational policies and structures that aim to prevent and manage acts of
workplace bullying may help to mitigate the occurrence of bullying and reduce
turnover intentions (Einarsen et al. 2003).

The findings of the present research showed that turnover intention and per-
ceptions of work-related and person-related bullying had potentially adverse effects
on employees’ sense of wellbeing at work, and especially their work engagement
and hardiness commitment. Fostering employees’ work engagement has been
acknowledged by scholars, managers and practitioners as the key to an organisa-
tion’s success and competitiveness because of its link with organisational perfor-
mance, productivity, retention, financial performance and shareholder return
(Gruman and Saks 2011; Schaufeli and Salanova 2007). May et al (2004) further
regard engagement as key to address employees’ lack disengagement or alienation
(i.e. low hardiness commitment) and motivation. Organisations can foster psy-
chological conditions that broaden and build employees’ beliefs regarding how
meaningful it is to bring themselves to a role performance (i.e. providing incentives
to engage; feedback on their value to the company). Conditions that foster psy-
chological safety (i.e. perceptions of feeling safe to bring oneself to a role perfor-
mance without fear or damage to self-image, status or career) is also essential for
enhancing employees’ engagement. Fostering psychological availability (i.e. the
perception of how available one is to bring oneself into a role, including having the
physical, emotional and psychological resources one can bring into the role) is
another condition in enhancing employees’ engagement (Gruman and Saks 2011).
Acts of bullying may be distractions of engagement that adversely affect the psy-
chological conditions of work engagement because they result in the depletion of
physical, mental and emotional energy, and enhance feelings of insecurity, all of
which allude to psychological distress and narrowmindedness in coping (Gruman
and Saks 2011).

Apart from designing jobs and performance management systems that facilitate
employees’ sense of dedication, vigour, absorption and hardiness commitment,
organisations must also foster a work climate, policies and practices that support
and reward worker commitment and dedication toward their jobs. Such an approach
generally culminates in high job performance and low turnover intention which
benefit both the individual and the organisation. Meaningful work that fits the
occupational identity of the employee and work that fulfils employees’ psycho-
logical needs for autonomy, competence and relatedness may enhance their work
engagement and commitment, and by implication reduce their turnover intention
(Hirschi 2012; McAllister et al. 2017). Employees’ work engagement and hardiness
commitment could be managed and enhanced through human resource and lead-
ership practices that mitigate and prevent workplace bullying behaviour and pro-
vide organisational support in the form of job resources (i.e. benefits, autonomy,
performance feedback, social support, manageable and flexible work schedules,
learning and career development opportunities) and personal support in the form of
mentoring, counselling and wellness practices (Kim 2017; Takawira 2017;
Skogstad et al. 2011).
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Limitations and Directions for Future Research

The findings of the study should be interpreted with caution due to the exploratory
correlational design. No cause-effect relations could be established but merely the
magnitude and direction of associations between the variables. Longitudinal
research designs are recommended for future studies. The cross-sectional research
design limits the generalisability of the findings to the study population. Future
research should consider replicating the study with additional measures of well-
being and retention-related attitudes in various occupational and socio-demographic
contexts. Although common method bias as a result of the self-report measures was
limited by treating the respondents’ responses as anonymous and confidential,
future research designs should consider the possibility of common method variance.

Summary

The study extended retention theory by providing new insights on the relationship
dynamics between wellbeing attributes and retention-related attitudes as seen
through the theoretical lens of the broaden-and-build theory. The results substan-
tiated that employees’ turnover intention and perceptions of workplace bullying are
important to consider in retention strategies because of their negative link with
employees’ psychological wellbeing, engagement and commitment levels in the
workplace. The new insights derived from the study findings indicate that for
organisations to capitalize on employees’ wellbeing attributes for retention pur-
poses, leadership and human resource practices should counteract perceptions of
workplace bullying and turnover intention.
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Overview and Insights
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Part IV, Employee Characteristics, comprises five chapters that explore the role of employee
characteristics in the psychology of retention. The various chapters extend on the basic premise of
Part III that behaviour is a function of personal and environmental factors within a specific
organisational context which should be considered in understanding the reasons why employees
decide to stay in or leave an organisation. Part IV emphasises the unique characteristics of the
individual and highlights issues of multi-generational theory and diversity that should be con-
sidered in the psychology of retention. The chapters in Part IV demonstrate how
socio-demographic diversity impacts on retention by examining how person–organisational factors
interact with individuals’ socio-demographic characteristics.

Part IV: Overview

In Chap. 9, Personal Attributes Framework for Talent Retention, Ingrid Potgieter makes a com-
pelling case for the role of personal attributes such as self-esteem, employability attributes,
organisational commitment and career adaptability in the retention of valuable employees.



Anchored in a review of the retention research literature, the author describes these personal
attributes as important psychological career resources essential for the retention of employees. The
author recommends that human resource practitioners and industrial psychologists should utilise
interventions that assist individuals in developing these personal attributes in order to enhance their
intention to stay. The chapter makes a valuable contribution to the retention literature by pre-
senting a personal attributes framework for retention which includes practical intervention sug-
gestions relating to the personal attributes discussed in the chapter.

In Chap. 10, Multi-generational Workforce and its Implication for Talent Retention Strategies,
Edyta Kostanek and Violetta Khoreva provide a discussion on the current multi-generational
workforce’s (i.e. Silent Generation, Baby Boomers, Generation X and the Millennials) values and
expectations. The authors argue that for organisations to keep up with the different generation’s
values, attitudes, behaviours and expectations, managers must be able to diversify, customise and
adjust their approaches to talent management and retention practices. The chapter makes a valuable
contribution by translating the unique needs and expectations of the various generational cohorts
into specific retention practices proposed for each generational cohort. The authors also argue that
talent management practices will look differently in organisations that are undergoing rapid
organisational transformations than in more stable multi-national companies (MNCs) and that the
former should approach their talent retention from a strategic perspective.

Chapter 11 by Nadia Ferreira, Talent Retention Strategies: The Role of Self-regulatory Career
Behaviour among Working Adults, makes a convincing case for the role of self-regulatory career
behaviours (i.e. career adaptability, employability attributes and organisational commitment) in
designing career development interventions for employee retention. Based on a review of the
research literature, the author explains the relationship dynamics among self-regulatory behaviour
and outlines how various retention factors can be considered in designing career development
interventions that support employee retention. A novel contribution is the self-regulatory career
behaviour profile that is positioned in the context of retention practices.

In Chap. 12, Career Development of Professional Women: The Role of Person−Centered
Characteristics on Career Satisfaction, Ndayiziveyi Takawira focuses on the unique career
development needs of professional women that need to be considered in talent retention strategies.
Drawing from a sample of professionally qualified women from various South African organi-
sations (N = 606), the author shows that core person-centered characteristics (race, job level and
total monthly income, age, marital status, number of children and education level) were significant
predictors of their career satisfaction. The author also discusses differences among the biographical
groups regarding career satisfaction, indicating differing needs. The chapter extends retention
research and practice by providing new insights that could inform the design of career develop-
ment interventions to address the unique career needs of women.

Chapter 13 by Rodrigo Serrat, Feliciano Villar and Montserrat Celdrán, Encouraging Older
People to Continue Participating in Civil Society Organizations: A Systematic Review and
Conceptual Framework, makes an important case for older people’s participation in civil society
organisations. The chapter identifies and classifies factors associated with the retention of older
participants in civil society organisations and explores empirically based measures for promoting
retention of older participants in civil society organisations. A novel contribution to the retention
literature is the proposed conceptual framework that deepens insight into these factors (classified as
means-related, motives-related, or organisational and opportunity context-related). The authors
discuss the implications of the factors for retention theory and practice. The authors convincingly
argue that strategies to promote continued participation among older people are important for the
sustainability of organisations in the future.

Part IV: Key Insights

Part IV of the book illustrates the dynamics of employee characteristics in the psychology of
retention and how these characteristics inform retention practices.
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Practice Guidelines
The author of Chap. 9 suggests a range of interventions to address the psychological needs,
intrinsic motivational functioning and personal attributes of employees. The author also recom-
mends career supportive interventions that enhance the self-esteem, employability, career adapt-
ability and organisational commitment of the employee. In Chap. 10, the authors emphasise formal
assessments of workplace values and attitudes of the generations represented in the company’s
workforce. The needs of the young talent groups (e.g. Millennials) in contemporary organisational
transformation contexts are highlighted. The authors suggest flexible talent management and
retention practices that offer a more personalised approach that would be more suitable to the
workforce that is increasingly made of independent and flexibility-seeking Millennials. They also
suggest developmental opportunities, meaningful job tasks across all generational cohorts, pro-
viding Silent Generation with benefits and retirement plans and Millennials with increased job
flexibility and self-reliance at workplace.

The author of Chap. 11 highlights the importance of understanding and measuring how
employees’ self-regulatory career behaviour influences their perception of retention practices. The
author recommends a partnership between managers, career counsellors and HR practitioners in
developing employees’ career adaptability, employability attributes and organisational commit-
ment by implementing training and development programmes, career development opportunities
and continuous learning programmes, as well as interventions to assist them in gaining career
self-management skills. In Chap. 12, the author illustrates the importance of understanding the
unique career development needs of professional women and the influence of person-centered
characteristics on the career satisfaction of professional women across different career stages.
Career development support is seen as an important retention practice including flexible career
paths for individual development to increase satisfaction with careers, training interventions to
increase a sense of control over career decisions and mentoring networks and coaching practices.
In Chap. 13, the authors illustrate the importance of interventions to keep older people as a
valuable resource for the sustainability of the organisation optimally engaged. Some retention
practices include inter alia adapting tasks and allowing less time-intensive forms of participation
for older participants with disabilities or in poor health, or those with care commitments or those
engaged in other productive activities; ride-share opportunities for those experiencing transport
problems or who live in rural areas and virtual- or home-based participation opportunities.

Research Gaps
The research presented in the various chapters mostly represented a Western view of the mani-
festation of employee characteristics in specific organisational and cultural settings. In general, the
authors recommend additional measures of diversity to assess the influence of diverse
socio-demographic and cultural factors on the psychology of retention. More theoretical and
empirical research is encouraged to investigate the role of various employee characteristics and
diversity measures in relation to talent retention strategies.

The author of Chap. 9 based her theoretical personal attributes framework on research con-
ducted in various organisational settings among various occupational groups. Future research
should explore the application of the framework in global contexts and its relevance to the digital
and VUCA world of work context. The authors of Chap. 10 recommend inter alia research that
helps uncover whether generational values and attitudes towards workplace depend on a societal,
cultural and contextual issues. Research should further investigate generational, national and
cultural differences in relation to talent retention and should focus on other than Western per-
spectives and organisations. In Chap. 11, the author recommends continued research on the
manifestation of employee self-regulatory behaviour in relation to their career adaptability,
employability attributes and organisational commitment for diverse groups in diverse settings. The
author of Chap. 12 recommends longitudinal studies among diverse occupational, gender, race and

Part IV: Employee Characteristics 181



age groups in various occupational contexts to assess differences regarding the factors influencing
their career satisfaction. In Chap. 13, the authors recommend the development of a standardised
instrument measuring the retention of older participants that takes into account the results from
previous research and the conceptual framework they propose in this chapter.
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Chapter 9
Personal Attributes Framework
for Talent Retention

Ingrid L. Potgieter

Abstract The 21st century world of work is characterised by exceptional levels of
talent mobility as employees try to satisfy their own requirements, with a resultant
growing concern among organisations about the retention of talented employees.
Organisations in the 21st-century workplace are increasingly realising that
employees are their most valuable asset, and as a result they are constantly trying to
create an employment brand that is attractive to both existing employees and
potential talent, while competing in a “war for talent”. Recent research emphasised
that it is not only monetary awards or stability that influences an individuals’
decision to remain with an organisation, but that several personal attributes also
play a role in the retention of valuable employees. These personal attributes include
self-esteem, employability attributes, organisational commitment and career
adaptability. Based on the relationship found between these personal attributes and
retention, human resource practitioners and industrial psychologists should utilise
interventions to assist individuals to enhance their personal attributes in order to
enhance their intention to stay.

Keywords Talent retention � Personal attributes � Self-esteem � Employability
attributes � Organisational commitment � Career adaptability

Introduction

Numerous changes took place in the 21st century workplace. Individuals are now
faced with lower job security, limited employment opportunities, rapid changing
technology, international pressures and competition, as well as increasing pressures
to perform, to be adaptable and to become and remain employable (Ineson et al.
2013; Marock 2008). These fast-paced changes have created the question of
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whether individuals will be able to cope with these changes, be more adaptable and
whether they will stay loyal to one organisation (Mclaggan et al. 2013). It is evident
that in recent days, it is expected from employees to take control of their own career
development and career management and constantly improve their knowledge,
skills and competencies to remain employable (De Guzman and Choi 2013;
Froehlich et al. 2014; Lent 2013; Savickas 2012). Strategies in order to increase
employees’ employability and personal attributes may contribute towards higher
retention within organisations.

This chapter therefore focuses on the personal attributes important for the suc-
cessful retention of valuable employees. The concept of personal attributes refers to
a set of psychological career resources essential for the retention of employees.
Although several definitions for this term can be found, for the purpose of this
study, psychological career resources refer to personal attributes and abilities, such
as career orientation awareness, sense of purpose, self-esteem, emotional intelli-
gence, behavioural adaptability and self-knowledge. These attributes and abilities
enables individuals to manage their own careers and to be self-sufficient learners
(Briscoe and Hall 1999; Coetzee 2008; Coetzee and Roythorne-Jacobs 2012; Hall
and Chandler 2005; Herr et al. 2004). Several research found that individuals with a
high number of psychological career resources are able to adapt to changing career
circumstances relatively easy and also demonstrates high levels of employability
(Fugate et al. 2004; Griffen and Hesketh 2005). Given the evidence that personal
attributes can be taught and learned (Baumeister and Leary 1995; Pool and Sewell
2007; Salovey and Meyer 1990) and that more emphasis are recently placed on
developing an enhancing an individual’s employability skills (Coetzee and Beukes
2010; Pool and Sewell 2007), a framework linking personal attributes variables
together may be a useful tool in retention practices. This chapter discusses a psy-
chological profile constituting the personal attributes required for effective retention
of valuable employees.

Theoretical Support for Linking Self-esteem,
Organisational Commitment, Career Adaptability
and Employability to Retention

Self-esteem refers to an individual’s general feeling of self-worth (Battle 1992;
Coetzee 2005; Hewitt 2002; Maslow 1970; Potgieter 2012; Quick and Nelson
2013). It is defined by several components, namely, general, social or peer and
personal self-esteem. Kim (2015) found that individuals with a high self-esteem are
more likely to remain loyal to a company. Potgieter (2012) also pointed out that
self-esteem is an important psychological factor to consider in retention strategies.
It is thus evident that by enhancing self-esteem, employees will more likely remain
with a company, thereby increasing retention of employees (De Cuyper et al. 2012).
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Organisational commitment is a psychological situation that binds an employee
to an organisation which will positively influence an employee to remain with an
organisation (Allen and Meyer 1996; Meyer and Allen 1997). Tsai and Cheng
(2011) included general interests, principles, values, objectives and goals (all
related to emotional components) in their definition of organisational commitment.
In this study, organisational commitment specifically includes the psychological
state that exposes the level of an individual’s commitment and emotional attach-
ment towards the organisation (affective commitment), the pre-existing behaviours
that are expected to result from this commitment (normative commitment) and the
necessity to remain with an organisation as the cost of leaving will be too high
(continuance commitment).

According to Ahmad and Oranye (2010), employees with a high level of or-
ganisational commitment identify with the organisational morals, goals and
objectives, devote their energies to achieving organisational objectives and choose
to remain with the organisation (Fisk and Friesen 2012). Nawab and Bhatti’s (2011)
research findings suggest that organisational commitment increases employee
commitment, which in turn influences employees’ intention to stay in a positive
way. Several research found a positive and significant link between organisation
commitment and retention (Chang et al. 2013; Dhar 2015; Döckel 2003, 2006;
Guchait and Choi 2012; Khasawneh et al. 2012; Krüger and Rootman 2010;
Srivastava 2013). It is therefore evident that if contemporary organisations keep
their employees loyal and committed, they will be more likely to retain valuable
skills and competencies (Ferreira et al. 2010; Lumley et al. 2011; Neininger et al.
2010; Stoltz 2014).

Career adaptability as defined as the psychological ability to adapt to and cope
with changing career circumstances (Savickas 1997; Savickas and Porfelli 2012).
Tolentino et al. (2013) states that career adaptability include a range of attitudes,
behaviours and competencies that employees need to have in order to successfully
adapt to career transitions and change within the work context. Relevant to this
study, career adaptability includes the elements of career concern, career control,
career cusiosity and career confidence. Several authors noted that career adapt-
ability has become essential for employees in todays’ fast changing workplace
(Coetzee and Harry 2014; Savickas and Porfeli 2012). This has led to career
adaptability becoming a core construct in the field of vocational psychology and in
career management (Brown and Lent 2016).

Employees with high levels of career adaptability has been found to cope better
(both cognitively and emotionally) with unpredictable changes in tasks (Savickas
and Porfelli 2012).

Lent (2013) also found that, in general, employees with high levels of career
adaptability, proactively manage their personal lives and development and put an
effort in promoting their own careers. Savickas (2013) further found that employees
with high levels of career adaptability has more psychosocial career resources that
assist them to adapt and manage career and work-related changes and demands.
Several studies have now shown that career adaptability is positively related to
subjective career success, career satisfaction and minimal work stress (Johnston
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et al. 2013; Spurk and Volmer 2013; Zacher 2014; Zacher and Griffin 2015). Career
success and satisfaction again has been positively linked to retention (Chan and Mai
2015). Ferreira et al. (2013) as well as Savickas et al. (2009) further supports these
finding by providing empirical evidence of the link between career adaptability and
retention. It is therefore seems evident that organisations should assist employees to
continuously develop lifelong career strategies for individual career development,
as well as to set and pursue their career goals (Chan and Mai 2015; Klehe et al.
2011).

Employability attributes refers to the set of skills, knowledge and attributes that
all employees (and potential employees) should have in order to be effective in the
workplace as well as to obtain, maintain and retain employment (Beukes 2010;
McGrath 2009; Yorke and Knight 2007). Bezuidenhout and Coetzee (2011) view
employability as a pscyhosocial construct consisting of various attributes. These
attributes are values, dispositions and skills which promote proactive adaptability in
changing environments. They enhance an individual’s suitability for employment
and the likelihood of career success. In this research, employability is viewed as a
career meta-competency construct or a balance between the individual’s compe-
tencies and skills and the labour market requirements (Nielsen 1999; Potgieter
2012).

According to Moore (2010), an employable worker demonstrates the following
characteristics; flexible personality, willingness to learn, sufficient communicator,
entrepreneur, employable, continuous learner, self-managed, innovator and inde-
pendent thinker. Potgieter and Coetzee (2013) also found that employability is a
personal attribute essential for employability. In the present study, employability is
a psychosocial construct consisting of career related attributes which include career
self-management; cultural competence; self-efficacy; career resilience; sociability;
entrepreneurial orientation; proactivity and emotional literacy.

According to Sinha and Sinha (2012) employees need to enhance their
employability on a continuous basis by focusing on their own professional devel-
opment. According to Blackford (2013), career development, providing training
opportunities for staff and continuous professional development can help an
organisation to attract and retain highly talented employees. Training new
employees and providing them with developmental opportunities diminishes their
intention to leave the organisation (Khan et al. 2011; Singh 2013). Erasmus et al.
(2015) also found a significant and positive relationship between employability and
retention.

It is evident from the literature that several personal factors are essential for the
effective and successful retention of valuable employees. Figure 9.1 gives an
overview of the variables (and sub-variables) of the various personal attributes
relevant to the retention context.

Previous research provided support on the link between the variables. However,
no integrated study could be found linking these variables as a set of personal
attributes to retention. Pool and Sewell (2007) found that self-esteem relates pos-
itively and significantly to employability. Individuals who feel and think that they
can achieve anything (therefore displaying a high self-esteem) are more likely to
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succeed in any occupation they choose as oppose to individuals with a lower
self-esteem (Yorke and Knight 2004). The development of a healthy, high
self-esteem therefore relates positively to employability (Coetzee 2008). These
findings are in line with the findings of van Dyk (2011), Lane et al. (2004) and
Potgieter (2012), who also found that individuals with higher self-esteem are more
able to demonstrate employability attributes as opposed to individuals with low
self-esteem.

Heimpel, Elliot and Wood (2006) found that people with high self-esteem are
more likely than those with a low self-esteem to engage in adaptive coping efforts.
Literature provides a theoretical connection between career adaptability and util-
ising one’s strength (Heimpel et al. 2006). Similarly, a study done by Ismail (2015)
found a positive relationship between self-esteem and career adaptability. Having
high levels of self-esteem results in individuals who is able to effectively adapt to
changing contexts and situations. Individuals with a low level of self-esteem were
found to be less likely to engage in adaptive behaviours. Employers require their
employees to be able to adapt to changing situations, as well as to have a good
self-concept, greater self-confidence and thus high self-esteem.

A positive and healthy self-esteem is an important work participation resource in
that it enhances the individual’s motivation to remain loyal to the company (Kim
2015). Focusing on individuals’ positive self-esteem makes them content and
remain loyal to the organisation (Kim 2015), resultantly influencing their organi-
sational commitment (Stoltz 2014). This is in line with the findings of Shahid and
Azhar (2013) who found that positive self-esteem is critical for long term com-
mitment to the organisation by employees.

Several studies found a positive link between career adaptability and organisa-
tional commitment (Coetzee and Schreuder 2014; Ellison and Schreuder 2000;
Ndzube 2013). According to these authors, employees who are not adaptable tend
to seek for alternative careers outside of their current organisations (Kim 2015). It
seems evident from the literature that when employees are provided with many
opportunities for career development within their organisations, they are less likely
to leave (Abdulkareem et al. 2015; A’yuninnisa and Saptoto 2015; Chew and Chan
2008; Dardar et al. 2012; Juhdi et al. 2013; Samuel and Chipunza 2009; Yean and
Yahya 2013).

Benson (2006) as well as De Cuyper et al. (2011) found a positive relationship
between organisational commitment and employability. According to De Cuyper
et al. (2011), employability may provide opportunities to enhance commitment
among workers, and concern only rises when workers perceive better alternative
employment opportunities outside of their current organisation. Potgieter et al.
(2016) confirms this significant relationship as their study revealed that employa-
bility attributes provide security to employees. Employees with high employability
attributes is likely to find a new job easily if required, and this allows them to
develop a sense of commitment to their careers and occupations rather than to the
organisation.

Career adaptability improves employability both within and separate from an
organisation (Ito and Brotheridge 2005). De Guzman and Choi (2013) found that
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adolescents who show high career adaptability levels showed high confidence in
their employability attributes. This in turn emphasises that people with higher levels
of adaptability have a greater possibility of finding a suitable job. Porfeli and
Savickas (2012) found that career adaptability was strongly associated with career
identity (specifically with identification with career commitments as well as
vocational exploration and) which emphasises that identity and career adaptability
are fundamental in career construction (Savickas 2011). McArdle et al. (2007)
supported these findings when they discovered that career adaptability predicted
employability.

A Personal Attributes Framework for Talent Retention

Personal attributes (that is, self-esteem, organisational commitment, career adapt-
ability and employability attributes) should theoretically be considered for a psy-
chological framework to be used talent retention interventions and strategies.

It is important to explore the relationship between the sub elements of each of
the four relevant constructs as this might guide organisations and human resource
practitioners to develop and implement effective retention strategies. Such guidance
can assist organisations to help individuals to increase and enhance their less
developed personal attributes, which will positively influence retention. As a further
aid to organisations and human resource practitioners, this research has attempted to
develop a psychological framework consisting of personal attributes (self-esteem,
organisational commitment, career adaptability and employability) in order to
increase retention in the 21st century world of work.

Table 9.1 illustrates the psychological profile made up of an individual’s per-
sonal attributes (self-esteem, organisational commitment, career adaptability and
employability attributes). Because the psychological profile constitutes psycho-
logical career-related attributes, they are described in terms of personal and inter-
personal behavioural attributes. This classification will also assist organisations and
human resource practitioners to develop the personal attributes on the correct level.

Potgieter (2012), Jabaar (2017), Gani (2017) and Potgieter and Mawande (2017)
recently conducted empirical investigations into the statistical interrelationship
between the personal attributes construct variables (self-esteem, organisational
commitment, career adaptability and employability attributes) and their implication
on retention.

According to Potgieter and Mawande (2017), employees displaying high levels
of self-esteem has sufficient confidence in their employabiltiy attributes. It is thus
likely that individuals with high general, social and personal self-esteem are also
likely to display high confidence in their career self-management, cultural com-
petence, self-efficacy, career resilience, sociability, entrepreneurial orientation,
proactivity, emotional literacy and overall employability attributes. This study also
revealed that all sub elements of self-esteem and employability attributes are
essential in the retention of valuable employees.
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Jabaar (2017) found that employees who displayed high normative, affective as
well as continuance commitment were highly adaptable and that all of these
sub-variables were important for the retention of employees. Organisational com-
mitment has shown significant positive correlations with all the career adaptability
sub-variables as well (Jabaar 2017). Savickas (2013) notes that if employees are to
feel concerned about their future career, they need to have a level of self-awareness,
involvement and preparation. It is imperative for employees to be concerned, to
demonstrate future orientated attitudes, to feel optimistic and to be future orientated
about their careers (Hartung 2013). It is therefore important for retention inter-
ventions to focus on supporting employees with career-related decisions because
most employees require guidance and support in planning and managing future
careers (Maree 2015). In addition, employees need to be equipped with coping
skills and assisted to find means to deal with career anxiety and career uncertainty
as well as changes within the careers (Maree 2015). This may increase employees’
ability to cope with and adapt to changing circumstances (such as changes in work
tasks and work roles).In addition, it may assist employees to accept and embrace
multi-tasking and job rotation (Spurk et al. 2016).

Employees who possess of high levels of organisational commitment react to the
organisation with positive feelings (Ng 2015). According to Nayak and Sahoo
(2015), highly committed employees have higher levels of career adaptability, have
a high sense of responsibility and are likely less of a financial risk to the organi-
sation. It is thus evident that employees with high career adaptability are more
committed to the organisation (and thus have stronger feelings for, connection to
and association with the organisation. Such employees are more likely to stay at the
organisation for a longer period of time (Ferreira 2012). The results of this research
therefore seem to be in line with several other studies that also found positive
correlations between organisational commitment and career adaptability.

In the study done by Potgieter and Mawande (2017), all self-esteem variables
positvley correlated with all sub elements of employability. It seems evident that

Table 9.1 Psychological profile reflecting personal attributes

Personal attributes Personal level Interpersonal level

Self-esteem General self-esteem
Social/peer self-esteem

Personal self-esteem

Organisational commitment Normative commitment
Continuance commitment

Affective commitment

Career adaptability Concern
Control
Curiosity

Confidence

Employability Career self-management
Self-efficacy
Career resilience
Entrepreneurial orientation
Proactivity

Emotional literacy
Cultural competence
Sociability
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employees with a high self-efficacy and emotional awareness may be more confi-
dent in displaying employabiltiy attributes. These employees may be more effective
and succesful in managing their own careers, have a high sense of self-efficacy, be
culturally competent, display career resilience, be sociable and proactive, display an
orientation towards enterpreneurship and have a high emotional literacy. Several
authors also reported a significant relationship between self-esteem and employa-
bility (Briscoe and Hall 1999; Coetzee and Roythorne-Jacobs 2012; Hall and
Chandler 2005; Herr et al. 2004; Van der Velde and Van den Berg 2003; Weng and
McElroy 2010).

It is interesting to note that personal and interpersonal psychological dimensions
are found to be significant and important in a psychological profile for retention
strategies. It thus seems that organisations should assist individuals to develop their
personal attributes on a personal and interpersonal level in order to positively
influence retention.

On a personal level, individuals’ general self-esteem (Bandura 1999; Coetzee
2008; Pool and Sewell 2007; Potgieter and Mawande 2017; Yorke and Knight
2004), normative commitment (Jabaar 2017; Kuo 2013; Ojakaa et al. 2014), con-
tinuance commitment (Jabaar 2017; Mehta et al. 2014), career concern (Jabaar
2017; Šverko and Babarović 2016), career control (Jabaar 2017), career curiosity
(Bezuidenhout and Coetzee 2011), career self-management (Bezuidenhout and
Coetzee 2011; Coetzee and Beukes 2010), self-efficacy (Bezuidenhout and Coetzee
2011), career resilience, entrepreneurial orientation and proactivity (Bezuidenhout
and Coetzee 2011; Coetzee 2012) may positively influence individuals intention to
stay with an organisation (and therefore influence retention). Retention strategies
should thus focus on creating self-awareness to make it possible to recognize (and
improve) on underdeveloped personal attributes. By focusing on employability on a
personal level may assist individuals to obtain employment and thereby enhance
their employability as well as increase retention within an organisation. By
increasing career concern, retention may also increase (Jabaar 2017). Furthermore,
individuals should be assisted to enhance their general self-esteem and engage in
managing their own careers. Such interventions could possibly increase the reten-
tion of valuable employees within an organisation. Retention strategies consisting
of interventions to improve employees’ confidence to become more willing to take
risks and try creative solutions to problems when confronted with changing situ-
ations within the new world of work as well as to encourage employees to be
inquisitive, may also increase retention within an organisation.

On an interpersonal, individuals’ personal self-esteem (Coetzee 2008; Pool and
Sewell 2007; Yorke and Knight 2004), social/peer-related self-esteem (Bandura
1999; Coetzee 2008; Pool and Sewell 2007; Yorke and Knight 2004), affective
commitment (Gani 2017; Jabaar 2017), career confidence (Jabaar 2017), cultural
competence and sociability (Bezuidenhout and Coetzee 2011; Coetzee 2012) and
emotional literacy (Ashkanasy and Daus 2002; Brown et al. 2003; Bezuidenhout
and Coetzee 2011; Coetzee and Beukes 2010; Jeager 2003; Yorke and Knight
2007) may influence the retention of valuable employees. Interventions on an
interpersonal level may influence their ability to interact and network with others.
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Effective interaction and networking may create employment opportunities for
individuals and thereby enhance their employability and influencing an individual’s
willingness to stay within an organisation.

Retention strategies should help individuals to gain personal insight. This could
enable individuals to improve on their personal self-esteem, display higher affective
commitment and thus create a desire with employees to remain with an organisa-
tion. It could further enhance employees’ career confidence and assist them to be
able to manage and utilise emotions effectively. Furthermore, retention strategies on
an interpersonal level could assist individuals to communicate and connect with
people from other cultures or backgrounds. Positive and healthy relationships
within the workplace positively influences retention. Such interventions could
possibly influence the career success and satisfaction of employees and therefore
increase the retention of valuable employees within an organisation.

Based on the literature review it seems as if all sub elements of the personal
attributes (general self-esteem, social self-esteem, personal self-esteem, affective
commitment, normative commitment, continuance commitment, career control,
career concern, career curiosity, career self-management, self-efficacy, cultural
competence, career resilience, sociability, entrepreneurial orientation, proactivity
and emotional literacy) should be developed in order to increase the retention of
valuable employees.

The following psychological profile for retention strategies (as shown in
Table 9.2) are therefore included in the proposed personal attributes framework for
retention.

Implications for Retention Theory and Practice

Jabaar (2017), Gani (2017), Harmsey (2017) and Potgieter and Mawande (2017)
suggest that research on personal attributes (self-esteem, organisational commit-
ment, career adaptability and employability) within the South African organisa-
tional context will provide valuable new insights to the body of knowledge relating
to employee retention. Several research supports this notion by stating that
employees are now more committed to their organisation if their psychological
needs have been addressed (Ferreira and Coetzee 2013; Kim 2015).

Mercurio (2015) suggests that as human resource managers and practitioners
seek to build organisational commitment and career adaptability, is it important to
focus on what current practices are in place to address the psychological needs and
personal attributes of employees.

Many organisations and research only focus on retention factors (for example
salaries, benefits, positions, and career advancement structures) as a manner of
increasing organisational commitment and career adaptability, thus they may be
overlooking more personal factors which may influence an employees’ intention to
remain with a company (Mercurio 2015). Mercurio (2015) further found that the
positive emotional connection employees have with their organisation improves
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Table 9.2 Personal attributes framework for retention

Psychological
dimension

Personal Attributes

Self-esteem Organisational
Commitment

Career adaptability Employability
attributes

Personal level • Increase an
individuals
overall
perceptions
and feelings
about
themselves

• Increase an
employees sense
of obligation to
remain with the
organisation.

• Provide good
benefits which
will increase the
perceived cost of
leaving the
organisation

• Assist employees
to be future
orientated and
help them to
prepare for
upcoming events
and challenges

• Assist employees
to take personal
responsibility for
their own
development.

• Assist employees
to be future
orientated and
help them to
prepare for
upcoming events
and challenges

• Assist employees
to engage in
constant learning.

Boost employees’
confidence and thus
increasing their
perception of their
ability to perform
and cope
• Create a safe
working
environment so
that employees
feel safe to take
risks; assist
employees to adapt
to changing work
situations.

• Create a space for
employees to be
creative

• Create
opportunities for
employees to
engage in active
role orientations

Interpersonal
level

• Increase an
employees
feelings and
perception
about him/
herself

• Assist in
increasing
interpersonal
relationship
amongst
colleagues

• Create a healthy
and fun
environment
which will
increase the
employee’s desire
to stay with the
organisation

• Create a safe
working
environment to
enable employees
to turn their goals
into reality,
thereby boosting
their confidence

• Assist employees
read, understand
and control their
own emotions

• Create cultural
awareness and
make an effort to
engage employees
from different
cultures to one
another

• Create
opportunities for
social interaction
between
colleagues
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organisational commitment and career adaptability. A higher self-esteem and
confidence in displaying employability attributes contributes towards affective
commitment within an organisation. It is therefore recommended that HR practices
should consider more personal attributes when developing possible retention
strategies and practices, as it is critical component of the retention of skilled,
talented and valuable employees.

Spurk et al. (2016) recommend that organisations should implement training and
coaching interventions that directly focus on developing employees’ career adapt-
ability. These practical recommendations will also be beneficial for employees who
want to improve their loyalty and commitment to the organisation and their future
careers (Spurk et al. 2016). In addition, it will support employees to adjust or
increase job responsibilities for the future (Chong and Leong 2015) and in turn
enhance their skills and commitment. Maggiori et al. (2013) also suggest that career
adaptability leads to positive effects in the organisation. Employees who are thus
more satisfied with their job environments, has a higher feeling of empowerment,
are able to cope better with their working environmental challenges and therefore
positively influences employees’ self-esteem (Fiori et al. 2015).

According to Beeftink et al. (2012), emphasis should be placed on the devel-
opment of self-esteem amongst individuals as a high self-esteem may foster faster
and more effective task completion in order to meet organisational goals. Davis
(2015) confirmed that it is essential to develop a supportive working environment
that increases employee morale in order to retain talented employees.

Furthermore, Clarke (2008) emphasises that employability is partly dependent
on the agency of the individual and the organisation. Therefore, organisations have
a responsibility for supporting employees to manage their careers and employa-
bility. This benefits the organisation by creating a more employable workforce and
succeeding in retaining them (Clarke 2008).

In conclusion, managers and human resource practitioners have the responsi-
bility to provide employees with career development support, especially for talent
retention and organisational success (Ferreira and Coetzee 2013). Other researchers
agree that self-esteem, organisational commitment, employability and career
adaptability have become essential ingredients for career success (Savickas and
Porfeli 2012; Tolentino et al. 2014). It is therefore imperative that individuals
develop a healthy self-esteem that will enhance their employability, career adapt-
ability and organisational commitment (Coetzee and Potgieter 2014), which
potentially could optimise individuals’ intention to stay within an organisation
(Coetzee et al. 2014).

In conclusion, it is evident that several personal attributes (which is self-esteem,
organisational commitment, career adaptability and employability) should be con-
sidered during the design and implementation of retention strategies.
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Summary

This chapter discussed self-esteem, organisational commitment, career adaptability
and employability (as a set of composite personal attributes) and proposed a per-
sonal attributes framework that can be used for retention strategies focused on
addressing the psychological needs of employees. It is concluded that these com-
petencies and attributes need to be developed to help the individuals to stay
committed to an organisation and therefore increase retention of valuable and
knowledgeable employees in the contemporary world of work.
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Chapter 10
Multi-generational Workforce
and Its Implication for Talent
Retention Strategies

Edyta Kostanek and Violetta Khoreva

Abstract Talent recruitment and retention research has traditionally looked at such
characteristics as age, gender, ethnicity, tenure, and more. There is however an
increasing demand to add multigenerational diversity to this list. The current
multi-generational workforce of Silent Generation, Baby Boomers, Generation X,
and the Millennials generates a need for organizations to manage a highly diverse
set of employees whose work habits and expectations vary widely. A generic
approach to attracting and managing this multi-generational type of workforce is
unlikely to work, mostly due to markedly distinct needs and wants by each gen-
eration. To keep up with multi-generational workforce, organizations need to
respond to these varying needs and develop innovative ways to attract, manage, and
retain talents. This chapter will give insight into the most effective talent man-
agement and retention practices per each generation and contextualize them in
relation to stability of work environments.

Keywords Talent retention � Generational cohorts � Silent generation
Baby boomers � Generation X � Millennials

Introduction

In today’s global economy, multinational corporations (MNCs) are increasingly
reliant on the ability to manage their international operations effectively, realizing the
need to recruit, develop and retain high-potential employees (Björkman et al. 2017;
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Farndale et al. 2014). Scholars have also identified the link between MNCs’ com-
petitive advantage and talent management (TM) (Ashton and Morton 2005; Collings
2014; Collings and Mellahi 2009; Latukha 2018; Sidani and Ariss 2014), which
focuses on a pool of employees who rank at the top in terms of performance and
competencies, and are thus considered leaders or key professionals either at the
moment or at some point in future (Björkman et al. 2013). Talent management
likewise keeps on being one of the main concerns for organizations that understand
that they need to attract, manage, and retain talent so as to prevail in the current
competitive and progressively multifaceted global economy (Cascio and Boudreau
2010; Latukha 2018; Meyers and van Woerkom 2014).

The research field of talent management has received a significant interest from
both academic and practitioner perspectives in the past two decades (Cascio and
Boudreau 2015; Collings et al. 2015; Malik et al. 2017; Scullion et al. 2016;
Thunnissen 2016; Meyers and van Woerkom, 2014; Khoreva et al. 2017). Drawing
upon ideas from various areas such as human resource management, organizational
behaviour, resource-based view, talent management is now slowly maturing
(Cascio and Boudreau 2015; Gallardo-Gallardo and Thunnissen 2016; Sparrow and
Makram 2015). Talent recruitment and retention research has traditionally looked at
such characteristics as age, gender, ethnicity, tenure, and more. There is however an
increasing demand to add multigenerational diversity to this list. The current
multi-generational workforce of Silent Generation, Baby Boomers, Generation X,
and the Millennials generates a need for organizations to manage a highly diverse
set of employees whose work habits and expectations vary widely (DelCampo et al.
2011). Each generation has its own qualities, values, work attitudes, and expecta-
tions (Hu et al. 2004; Altimier 2006; de Waal et al. 2017; Glass 2007; Gursoy et al.
2008; Johnson 2017; Lyons and Kuron 2014; Marcus and Leiter 2017). Baby
Boomers expect stability, job security, and organizational polices, while
Generation Y members expect learning opportunities and career development.
Generation Y requires from their employer to provide work-life balance, while
Baby Boomers do not perceive it as equally important.

Research so far has treated talented individuals as subjects that need to be
managed, while forgetting to study their preferences, needs, and expectations
(Gallardo-Gallardo et al. 2017; Tansley 2011; Thunnissen et al. 2013).
Consequently, managing these diverse cohorts of employees requires employers
that can adjust themselves or the organizational context, or who can tackle the
qualities of each generation to address the priorities of their particular organiza-
tional context. A generic approach to attracting and managing the
multi-generational type of workforce is unlikely to work, mostly due to markedly
distinct needs and wants by each generation. To keep up with multi-generational
workforce, organizations need to respond to these varying needs and develop
innovative ways to attract, manage, and retain talents. Understanding the genera-
tional differences and their impact on talent management practices has been
acknowledged as one the major challenges of the TM field (Benson and Brown
2011; Jenkins 2008; Schuler et al. 2011; Tarique and Schuler 2010). However, the
research that would thoroughly discuss such generational aspect in this particular
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context is sparse (Al Ariss et al. 2014; Tarique and Schuler 2010). This means, that
organizations have little theoretical and empirical guidance on how to implement
effective talent retention strategies for the multi-generational workforce, which we
see as a significant omission in TM research. This chapter will therefore give insight
into the most effective talent management and retention practices per each gener-
ation and contextualize them in relation to stability of work environments.

Talents

In a growing number of MNCs, strategic human resource (HR) decisions and
processes are primarily focused on attracting high-potential employees, their con-
tinuous motivation and professional development through the creation of conditions
enabling and supporting organizational learning, knowledge transfer between
employees and teams within the MNC and implementation of innovative solutions.
It is generally known that the most profitable business personal strategy is hiring the
right people, creating the conditions for the development and maintenance of
high-potential employees (Pfeffer and Veiga 1999).

As mentioned by Mellahi and Collings (2010, p. 148), “effective TM has been
hailed as a valuable competitive advantage weapon”. TM has been thus studied
under various labels, namely as human resource development (Bartlett et al. 2002),
organizational learning (Adler and Bartholomew 1992), and succession (Daily et al.
2000). There still is lack of consensus on the definition of talent, despite significant
theoretical development in this context over the past two decades (Collings et al.
2015; Dries 2013; Nijs et al. 2013; Sonnenberg et al. 2014; Sparrow et al. 2014;
Thunnissen 2016). Although the term ‘talent’ has been frequently used in the
management literature, its understanding is still limited, and the topic of TM seems
to be rather underdeveloped (Collings and Mellahi 2009). According to Collings
and Mellahi (2009, p. 304), talent management refers to “activities and processes
that involve the systematic identification of key positions which differentially
contribute to the organization’s sustainable competitive advantage, the development
of a talent pool of high potential and high performing incumbents to fill these roles,
and the development of a differentiated human resource architecture to facilitate
filling these positions with competent incumbents and to ensure their continued
commitment to the organization”. Stahl et al. (2007) broadly describes TM as an
organization’s ability to attract, select, develop, manage, and retain key employees.

In the literature talent has generally been understood in two ways. First, talent
has been defined as a set of features in terms of innate predispositions, acquired
competencies, level of intelligence, “characteristics of a person that allow them to
perform well or at their personal best” (Wood et al. 2011, p. 15). Second, it has
been described as a group of specific employees with high competence and
potential (CIPD 2006; Silzer and Church 2009). These two approaches take at least
two mutually exclusive assumptions: either only a few have talent clearly being
better than others in terms of selected features, or all employees have hidden talents
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and the role of managers is to discover the often latent and invisible strengths of
each of the employees. On the one hand, the aim of TM programs is to recognize
that all employees have talent. On the other hand, assuming that the talent is a
highly skilled worker means that TM is directed only towards a specified pool of
employees who rank at the top in terms of capability and performance (Stahl et al.
2007).

In this chapter, we use the term ‘talents’ and define them as “high performers who
are pivotal for the organization” (Festing and Schäfer 2014, p. 263). Talents can be
described through a set of attributes, for instance, their intelligence and knowledge,
experience, capabilities, aptitudes, skills, passion, performance, the capacity to learn
and develop, etc. (Ulrich 2008). These employees are valuable, rare and difficult to
imitate (Vance and Vaiman 2008). They are key strategic resources (Collings and
Mellahi 2009) because they have a considerable impact on company’s overall
organizational performance (Collings and Mellahi 2009; Tansley et al. 2007) and on
creating sustainable competitive advantage for a corporation (Sparrow and Makram
2015; Tatoglu et al. 2016).

Generational Cohorts

Understanding generational differences is key to understanding employee engage-
ment, motivational issues, career direction and the expectations employees hold
towards the organization (Cheese et al. 2008). Generation is typically defined as the
group of people of the similar age, born in the similar time of history (Palese et al.
2006) who share common life events during a formative period (e.g. during
childhood and adolescence), which subsequently leads to similar values, views, and
attitudes (Arsenault 2004; Ng et al. 2012; Smola and Sutton 2002; Twenge et al.
2010). Despite the fact that there is no absolute agreement about beginning or end
to the generational distinctions, with boundaries of each generations somewhat
arbitrary, they typically span across around 20 years (Weingarten 2009) and liter-
ature has identified several such generations that are present in current workforce.
According to Lancaster and Stillman (2002) and Twenge et al (2010) there are
currently four generations in the workplace: Silent Generation1 (born 1925–1945),
Baby Boomers (born 1946–1964), Generation X2 (born 1965–1981) and
Millennials3 (born 1982–1999). While these generational cohorts are not rigid, they
provide useful insights into talent motivations, expectations and work styles.

Each generation has its distinctive values, attitudes, behaviours and expectations
(Crampton and Hodge 2007; Jenkins 2008). Because employment relationships and

1Also known as “Veterans” or “Traditionalists”.
2Also known as “Gen Xers”, “13th generation”, “Latchkey generation”.
3Also known as “Generation Y”.
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workplace contexts have changed over time, each of these generations also have
developed differing values and expectations related to work life. These are key
specifically when investigating the psychological contract of talents from each
generational cohort. (Benson and Brown 2011; D’Amato and Herzfeldt 2008).

Academic research that investigates generational differences in relation to such
work values and attitudes as job satisfaction, organizational commitment, company
loyalty, lifetime employment, and work-life balance is still reasonability scarce
(Arsenault 2004; Benson and Brown 2011; Bennett et al. 2017; Giancola 2006;
Gibson et al. 2009; Marcus and Leiter 2017; Singh and Gupta 2015; Twenge et al.
2010). Yet, the existing studies show that differences in such work-related values
and attitudes, are more likely to be influenced by the generational experiences than
by the differences in career stages or maturity (Benson and Brown 2011; Crampton
and Hodge 2007; Dries et al. 2008; Jenkins 2008; Twenge et al. 2010). Therefore,
considering the context in which a member of a generation was born—can also
provide helpful information to effectively attract, manage and retain talents
(DelCampo et al. 2011; Dries et al. 2008).

In what follows, we discuss briefly each of the generations along with their
specific characteristics and approaches to workplace, which we summarise also in
Table 10.1.

Silent Generation

Silent Generation are individual born between 1925–1945 and compose approxi-
mately 5% of today’s workforce (Schullery 2013, Wiedmer 2015). Even though
most of this generation has already retired from the workforce, their impact is still
felt within organizations which they created. Silent Generation was heavily
impacted by the events of Ward Wars and the military leadership style of that time;
hence they are very procedural, feel most comfortable within the top-down man-
agement structures. They are very cautious about their savings and protecting their
wealth. Their typical aspiration was to join an organization and stay with it until
retirement. Job loyalty, security and stability are very important aspects of their
work life.

Baby Boomers

Baby Boomers were born between 1946–1964 and compose approximately 30% of
today’s workforce (Schullery 2013; Wiedmer 2015). Baby Boomers are the
post-World War II generation and until recently they were the most dominant
generation in the corporate context. They were raised in the era of optimism,
opportunity and progress; therefore, their key values are optimism, personal growth
and health (Duchscher and Cowan 2004; Weingarten 2009). However, due to sheer
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size of this generation, they had to fight for everything and hence became very
competitive, loyal, with strong work ethic. Studies have found that they are gen-
erally more satisfied with and less likely to change their jobs, compared to
Generation X (Benson and Brown 2011; Crampton and Hodge 2007). Baby
Boomers prefer to seek consensus and treat other employees equally. They prefer
when organizations are democratic and caring. They also seek challenging and
meaningful work and developmental opportunities (Dowd-Higgins 2013).

While Silent Generation and Baby Boomers are significantly different from each
other when it comes to management and communication style, they do share similar
approach to loyalty to their employers. This is quite different when it comes to two
next generations: Generation X and Millennials.

Generation X

Generation X are individuals born between 1965–1981 and compose approximately
34% of today’s workforce (Schullery 2013; Eastman and Liu 2012).
Representatives of Generation X witnessed the development of personal computer
and birth of the Internet, cable TV and mobile phones and hence are more
technology-wise than previous generations (Benson and Brown 2011; Burke 2004;
Smola and Sutton 2002; Twenge et al. 2010). They were exposed to and impacted
greatly by the rise of two-career families, as well as massive layoffs, and a sharp
increase in the divorce rates. All these experiences created a generation that is
extremely independent, resilient, adaptable to changing circumstances, and thrives
on change (Murphy 2007; Dowd-Higgins 2013).

Generation X has a completely different work ethic than their parent meaning
that they would like to keep a good work-life balance and job that would offer them
schedule flexibility, fun (Irvine 2010) and autonomy, rather than spend as much
time away from family as the organization requires. They are sceptical towards
authority and their expectation that workplace will be able to accommodate their
flexibility toward how, when and where the work gets done. Their core values are
having fun, travel, meet people, be independent, appreciate diversity (Weingarten
2009). They recognize that job security is a thing of the past, hence they place less
value on loyalty toward their employers and would take on a job opportunity if it
provides them with possibility to develop their skills further.

Millennials

Millennials were born between 1982–2000 and compose approximately 12% of
today’s workforce (Schullery 2013; Allison 2013). Millennials are substantially
different from other generations (Festing and Schäfer 2014; Vaiman et al. 2012).
They do share some of qualities with Generation X, but they often represent them in
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a more extreme way. As children, Millennials have been brought up in the notion of
being special, they have been included in family decision making and their opinions
mattered. Because of these experiences, they are comfortable in providing feed-
back, expressing themselves, and giving opinions to other employees and
supervisors.

The key values that Millennials share are corporate social responsibility,
work-life balance, development and learning, mobility (Cennamo and Gardner
2008; DelCampo et al. 2011; DelCampo 2007; Vaiman et al. 2012; Vaiman et al.
2015). Millennials expect convenient work environment with personalised com-
munity and thought-provoking work communication (Festing and Schäfer 2014).
As they have grown up in a world with massive amount of information at one’s
fingertips, they are extremely technology savvy, value multitasking and collabo-
rative work as much as possible. They are not interested in having the same job
until retirement, in fact, they believe that changing jobs is expected. Finally, they
are not solely looking for financial gratification and rapid promotion, instead they
value career development and advancement opportunities, which means they are
likely to select their new workplace in a very thoughtful and strategic manner.

All these generational cohorts appreciate meaningful work, learning opportu-
nities, development, and want to be treated fairly. Organizations therefore should
therefore focus on appreciating key differences and focus on similarities when
developing their talent management practices. Those who will be proactive in
addressing these generational differences will be likely to gain benefits, while others
organizations that ignore the multigenerational aspect of current workforce will be
likely to lose the war for talent.

Generational Cohorts and Talent Retention Strategies

Talent retention is one of the most important aspects of a successful human resource
management and is key for maintaining institutional knowledge, high employee
morale, competitive advantage and organizational performance. Losing key talents
can impact productivity, damage morale and increase costs as organizations need to
attract and train replacements. Understanding why people leave organizations is
important but understanding what makes people stay within organizations is even
more crucial (George 2015). While most of managers would assume that the
financial aspect may be the most important issues in talent retention, the reality is
that it is a set of other factors can contribute to talent retention (i.e. job satisfaction,
development opportunities, effectiveness of management, favourable work envi-
ronment, social support, compensation, work-life balance, etc. (George 2015).

The ascent of a multi-generational workforce has a major influence on talent
management practices and creates unique challenges and opportunities for orga-
nizations who want to benefit from each generation’s talents and strengths. With the
increase in world population numbers, Millennials enter the workforce in high
numbers and it is predicted that they will make up 50% of the worldwide workforce
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by 2020 (PricewaterhouseCoopers 2011). In the meantime, Baby Boomers either do
not want to retire or are unfit to leave their work due to financial or personal
reasons. While the landscape of workforce is changing with Millennials as a main
source of talent pool, baby boomers still continue to be valuable organizational
assets. The existence of all the different generations in the workplace, has the
potential to create a very real challenge for any organization that want to retain their
talent. A generic approach to managing and retaining this new type of workforce is
unlikely to work, mostly due to markedly distinct needs and wants by each gen-
eration. As such, it is crucial to implement effective strategies that recognize and
address issues of retention for all generational cohorts within an organization.
Failure to account for these differences has the potential to undermine talent
retention within organization which in consequence may put the organization at a
competitive disadvantage.

The key understanding of generational cohorts in workplace is related to iden-
tification of how important is work for them (see also Table 10.1). For instance,
Silent Generation and Baby Boomers “live to work”, while Generation X and
Millennials organized their job around their lives and as such “work to live”.
Research suggests that it is essential for organizations to comprehend the basic
values and attitudes of each generation if they want develop and maintain a work
environment that would promote leadership, motivation, and communication
between generations and help retain the employees (Gursory et al. 2013).

Silent Generation is now the least represented among the current workforce and
its representatives are approaching or thinking about retirement, they would prefer
to work for an organization that offers them a good benefits and retirement plan.
Many of the Baby Boomers are interested in continuing to work past retirement
eligibility, but only in the roles that interest them or would allow them to move
up. If organizations would like to retain Baby Boomer talent within their
employees, then they would need to focus on developing practices that would allow
these talents to develop competences and allow for career advancements, while at
the same time offer good set of benefits and compensation for their experience and
skills. Organizations should also offer them flexible work arrangements and phased
retirement plans that would allow Baby Boomers to work longer and allow for
knowledge transfers to younger generations.

The Generation X is independent, self-reliant, team-work oriented, and values
workplace flexibility. Working on multiple assignments keeps them motivated and
engaged. Their key expectation is to be offered consistent learning opportunities
and experiences that would allow them to develop their skills and competencies and
ultimately (Hernaus and Vokic 2014). Because they are independent and
self-reliant, the best retention practice that an organization can offer for them is a
flexible work environment that offers a lot of freedom and mobility.

Finally,Millennials are very focused on learning and development opportunities,
career development, and work-life balance (D’Amato and Herzfeldt 2008;
DelCampo et al. 2011; Twenge et al. 2010) and so this this may be a crucial element
of talent retention strategy for that specific generational cohort. Moreover,
Millennials have been described as less loyal and more individualistic, compared to
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other generations, and in their choice of employers, they value those organizations
that care about their employees as individuals and about employee’s personal
development (Terjesen and Frey 2008). Therefore, we can assume that a good talent
retention practice would retain elements that address the above-mentioned values
and attitudes and create practices that will allow talents representing Millennials to
feel that their developmental needs are being met. As delivering a meaningful work
and leading a meaningful life seems to be a crucial value for Millennials, organi-
zations could also provide them with developmental opportunities through volun-
teering or philanthropic types of assignments (Murphy 2007)

This multi-generational workforce with the Millennials slowly taking over the
majority, urges organizations to customize and adjust their talent management
approaches. In order to keep up with this changing landscape, it is crucial for
organizations to develop and deliver continuous training, developmental opportu-
nities, and meaningful job tasks to its talent, which involve a high degree of cre-
ativity, independence and meaningfulness (Cooke et al. 2014; Farndale et al. 2014).
Organizations should also focus on providing Millennials with increased job flexi-
bility, self-reliance and accelerated career advancements opportunities.

The key to efficient talent management lies in the ability to predict the need for
key talent positions, and then setting up and implementing the plan to meet this need.
Practice shows that organizations typically choose between two approaches: being
reactive and being proactive. The first approach is typical for organizations that
operate in fairly stable contexts, that have a stable organizational structure, or when
organizations have a large pool of talents available. Research in talent management
has so far been widely focused on studying relatively stable organization (Björkman
et al. 2013; Cooke et al. 2014; Tatoglu et al. 2016; Valverde et al. 2013). These
organizations typically will have a well-defined set of structured talent practices
focused on talents as a one unified group of employees, and they would address the
retention problems only when there is a suspicion that a specific talent may want to
leave. The typical answer in this scenario is to offer the employee a better salary or
benefits package. While this approach may cater for the needs of the Silent
Generation or Baby-Boomers, this will not address the needs and wants of the two
younger generations present in the workforce, neither can it be a long-term solution.

On the other hand, many organizations are currently facing the need to rearrange
and strategically renew themselves due to global environment becoming increas-
ingly volatile. Strategic renewal refers to “the process, content, and outcome of
refreshment or replacement of attributes of a company that has the potential to
substantially affect its long-term prospects” (Agarwal and Helfat 2009, p. 282). This
renewal may cover goals and organizational identity (Tripsas 2009) or resources
and capabilities (Capron and Mitchell 2009). Given the changing nature of orga-
nizational designs and work itself and given the increasing number of independent
and self-reliant Millennials coming into workforce, organizations must take the
second more proactive approach to their talent retention. This becomes a great
challenge for organizations that are going through rapid organizational transfor-
mation or through strategic renewal, because they are facing the risk of losing a
significant talent who may be looking for options for career advancement and
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development and may ultimately want to take up jobs elsewhere. Therefore, in
order to retain the high-potential employees, it is imperative for those organizations
to tackle the issues of retention from a strategic perspective and offer a flexible set
of talent management and retention practices, with particular focus on those prac-
tices those that would offer flexible work patterns, career development and
advancement options, as well as challenging and meaningful projects to engage in,
and by that cater also specifically to the needs of Generation X and Millennials.

Conclusions and Implications for Retention Practice

With the current demographic situation and shortage of skilled labour in many
countries (Ward 2011), it has become crucial to retain talent within the organiza-
tions. Considering that workforces are not homogenous, one way to embrace and
address this diversity is to adopt a generational lens and try to understand what
impact the different generations’ values and work attitudes would have on talent
management. By suggesting the diversified approach to talent retention practices for
each of the generational cohorts, we contribute to a theoretical research on talent
management. We argue that a generic approach attracting and managing this
multi-generational type of workforce is unlikely to work organizations need to
respond to their varying needs and develop innovative ways to attract, manage, and
retain talents.

Organizations are making substantial investments in talent management devel-
opment (Dries 2013), and the outcomes of talent retention practices are crucial for
their future competitiveness Consequently, a better understanding of the
multi-generational workforce may enable organizational decision makers to come
up with more accurate choices when it comes to talent retention strategies.
Managers, administrators, and other individuals who hold top decision-making
positions could use the suggestions of this chapter to increase the retention rates of
generational workers, and thereby improving both organizational and people rela-
tions. We however suppose that the suggested talent retention approaches would
apply mainly to developed countries and larger organizations. This is because they
would either have multiple generations represented in their current workforces or
have required resources to invest in specific tailored talent retention practices.

To keep up with multi-generational workforce, organizations should diversify
their approaches to talent management and retention practices. Following, Costanza
et al. (2012), who noted that such practices could have counterproductive outcomes
if implemented too early, we suggest that a more thoughtful and carefully planned
approach to diversified set of talent retention practices should be used. This could
include an initiation phase where organizations would conduct an assessments of
workplace values and attitudes of generations represented in their workforce. Such
an assessment would also be beneficial to those organizations that already have a
talent retention program in place and would allow them to make adjustments and
corrections to existing practices.
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Efficient talent management can be built upon the ability to predict the need for
key talent positions, and then setting up and implementing the plan to meet this need,
and the ability to adjust to the more and more often changing business environment.
HR managers should therefore understand that their talent management practices
should look differently in organizations undergoing rapid organizational transfor-
mations (i.e. strategic renewals, restructuring) than in more stable ones.
Organizations undergoing rapid organizational transformation should therefore
focus on implementing flexible talent management and retention practices, and in
fact offer a more personalised approach that would be more suitable to the workforce
that is increasingly made of independent and flexibility-seeking Millennials.

Limitations and Suggestions for Further Research

Based on the purely theoretical nature of this chapter, there are several limitations.
First of all, this chapter is focused on four generational cohorts and discusses their
distinct values and attitudes. However, there is always a risk of over-generalizing
the different generational cohorts. We understand that here is a fine line between
unique characteristics of each generational cohort and stereotypes about these
groups, and as such we aimed to present a discussion that would be based on the
first.

Second, generational cohorts, though a very popular concept in consumer
marketing studies, are approached by management researchers with a big dose of
caution due to classification concerns and lack of mutual exclusiveness between
various generations. As mentioned earlier, it is typically understood that a gener-
ational cohort spans a period of around 20 years. This means that some represen-
tatives of the same cohort are born at the beginning of the specific period while
some are born only at the end of it. This means that the latter will most likely share
experiences of the two generations: their own and the next one (Arsenault 2004).
Arsenault (2004) labelled these individuals born at the generations’ classification
boundaries as ‘tweeners’. Tweeners would most likely share the work values and
attitudes of the two generations and hence would respond to even more varied set of
talent retention practices. We therefore suggest that further theoretical studies
should address the concept of tweeners in the context of talent management.
Quantitative research should also be cautious when conceptualizing their research
in order to address these kinds of generational subgroups when investigating
employee work values and attitudes in organizational context.

Finally, while the focus of this paper is generational differences and their effect
on the choice of talent retention strategies, we acknowledge that other diversity
measures, such as gender or cultural background, could provide additional insights
into talent retention. Research referred to in this chapter presents primarily a
Western view of generational cohorts. It would be therefore particularly valuable to
uncover whether generational values and attitudes towards workplace depend on a
societal, cultural and contextual issues, and whether these aspects would lead to
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different approaches to talent retention. Future research should investigate the
impact of contextual factors on talent retention explicitly and deliberately, as it may
help clarify how to retain talent in an effective manner (Gallardo-Gallardo and
Thunnissen, 2016). With increasingly diverse workforces and existing cultural
differences, research should further investigate national and cultural differences in
relation to talent retention and should focus on other than Western perspectives and
organizations (Collings et al. 2011; Scullion and Collings 2011).

We also acknowledge that no two individuals are exactly the same, and even
though members of the same generations are born around the same time they may
have completely different life experiences that would shape their values, beliefs,
expectations and work attitudes. More theoretical and empirical research is
encouraged to investigate the role of various diversity measures in relation to talent
retention strategies. To that end, we believe our review of generational cohort and
their application to the context of talent retention will add to current research and
we hope that an abundance of new research on generational-focused talent man-
agement research will follow.

Summary

Multigenerational workforce creates unique challenges and opportunities for
organizations in regard to their talent management practices. To keep up with
different generation’s values, attitudes, behaviours, and expectations, organizations
must be able to diversify, customize, and adjust their approaches to talent man-
agement and retention practices. This chapter provided a discussion on generational
cohorts’ values and expectations, which we translated into specific retention
practices proposed for each generational cohort. We suggest that organizations
should offer innovative ways to attract, manage, and retain talent, for instance by
offering developmental opportunities, meaningful job tasks to its talent pool across
all generational cohorts, providing Silent Generation with benefits and retirement
plans and Millennials with increased job flexibility and self-reliance at workplace.

We also suggest that talent management practices look differently in organiza-
tions that are undergoing rapid organizational transformations than in more stable
MNCs, and that the former should approach their talent retention from a strategic
perspective. This could be done by providing a flexible, even set of diversified and
even personalised practices that would cater talents representing various genera-
tional cohorts, such as flexible work patterns, career development and advancement
options, offering meaningful projects for talent to engage in.
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Chapter 11
Talent Retention Strategies: The Role
of Self-regulatory Career Behaviour
Among Working Adults

Nadia Ferreira

Abstract The increasing demand for proactive career self-management in working
adults in a business environment that competes for scarce and critical skills
necessitates self-regulatory career behaviour which relates to the retention of
employees in uncertain employment markets. The unpredictable and rapidly
changing world of work, requires employees to be more accountable and respon-
sible for their own careers and to thus remain employable, adaptable, committed
and retainable. Security lies in employability, rather than in employment. Hence the
investigation of the relationship between self-regulatory career behaviours and
retention factors has become vital in light of the dynamic nature of the current
world of work, and the scarcity of talent. These self-regulatory career behaviours
include career adaptability, employability attributes and organisational commit-
ment. Based on the relationship found between these self-regulatory career beha-
viours and retention, human resource practitioners and industrial psychologists
should utilise interventions and strategies to promote individual self-regulatory
career behaviours in order to increase the retention of talented staff.

Keywords Self-regulatory career behaviour � Employability � Career adaptability
Organizational commitment

Introduction

The workplace today utilizes flatter organisational structures, deal with rapid
changes in terms of consumer strains and empowerment practices as predominant.
It is expected from employees to be more focused on self-regulatory career beha-
viour in order to be more proactive in the workplace as well as their own careers.
Self-regulatory career behaviours, include those that are self-initiated,

N. Ferreira (&)
Department of Human Resource Management, University of South Africa,
Pretoria, South Africa
e-mail: ferren@unisa.ac.za

© Springer Nature Switzerland AG 2018
M. Coetzee et al. (eds.), Psychology of Retention,
https://doi.org/10.1007/978-3-319-98920-4_11

223

http://crossmark.crossref.org/dialog/?doi=10.1007/978-3-319-98920-4_11&amp;domain=pdf
http://crossmark.crossref.org/dialog/?doi=10.1007/978-3-319-98920-4_11&amp;domain=pdf
http://crossmark.crossref.org/dialog/?doi=10.1007/978-3-319-98920-4_11&amp;domain=pdf


future-orientated and change-inducing. The modern workplace perceived a reduc-
tion in stability and security in careers (Ferreira 2012; Harry and Coetzee 2013).
Employees are required to take greater ownership of their own careers as well as
their own career development (Lent 2013). In the current unpredictable and fast
changing environment, it is particularly important for individuals to take full
accountability and responsibility for their own careers in order to ensure that they
remain employable (Thrift 2012). Within this fast-moving and volatile employment,
setting the ability to remain employable is seen as an important and needed skill
(Blackford 2013).

Working in a fast-paced world of work, creates more diversity and a less pre-
dictable environment for most employees (Lent 2013). The rise of protean and
boundaryless careers suggests an erosion of a career with a single employer and has
to effect more changes within an individual’s career path (Lent 2013). In turn,
proactive careers necessitate greater levels of self-regulatory career behaviour
among individuals (Beukes 2009) as well as organisational commitment (Meyer
and Allen 1997). The concept of protean career (Hall 2002, 2013) refers to the
career attitude where employees or individuals are in charge of their own careers,
instead of the organisation. Employees with high proactive career attitudes are more
likely and capable of managing their own careers (Gulyani and Bhatnagar 2016;
Jawahar and Liu 2016) by means of self-regulatory skills that support continued
employability, adaptability and commitment toward the organisation. Proactive
career behaviour can help contribute to the career success of individuals (Parker and
Liao 2017).

The increasing demand for employable, adaptable and committed adult workers
in a business environment that competes for scarce and critical skills necessitates a
study on how self-regulatory career behaviour relates to working adults’ commit-
ment in uncertain employment markets. However, in the career self-management
context, it is not clear from the research literature how individuals’ self-regulatory
employability, career adaptability skills and organisational commitment (these
constructs relate to self-regulatory capacities considered important for contempo-
rary career management (Ruvimbo and Hlanganipai 2016; Savickas 2013; Van der
Heijde and Van Der Heijden 2006) relate to employee retention. To address this
research gap, the objective of this chapter was to explore the associations between
employees’ self-regulatory career behaviour, which include: employability skills,
career adaptability, organisational commitment and employee retention factors in
the South African workplace context. This chapter further addresses this gap in the
research and add value to retention theory. An exploration of self-regulatory career
behaviour in relation to employee retention factors may offer new insights that can
be used to empower employees as well as organisations with the needed personal
and organisational support they need to ensure higher levels of organisational
commitment and successful retention of valuable staff.
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Theoretical Support for Linking Self-regulatory Career
Behaviour (Employability Attributes, Career Adaptability
and Organisational Commitment) and Retention Factors

The self-regulatory career behaviour included in this chapter have been identified as
employability attributes, career adaptability and organisational commitment.

Self-regulatory Employability Skills

Self-regulatory employability represents the capacity to apply and continuously
develop a range of helpful competencies and attributes by including a range of
reiterative developmental stages that improves the employee’s opportunities for
accessing and sustaining employment opportunities (Beukes 2009; Coetzee and
Beukes 2010). The application and development of competencies are self-directed
and denote proactive career self-management (Van der Heijde and Van Der Heijden
2006). Beukes (2009) notion of employability parallels Pool and Sewell’s (2007)
understanding of employability. They described employability as possessing a set
of skills, knowledge, understanding and personal attributes that make a person more
likely to choose will assist the individual to choose a secure occupation in which
they can be satisfied and successful, to benefit themselves, the workforce, the
community and the economy. Through supportive career services, these skills,
knowledge, understanding and personal attributes may be developed in such a
manner that it can assist the employee to maintain suitable employment (Beukes
2009; Coetzee and Beukes 2010). Being employable has become an essential key
factor of global working life. Employability has further become the first pillar in
global employment and simplifying employee entree to the labour market, as well
as ensuring attractiveness and marketability within today’s changing and unpre-
dictable work setting (Coetzee et al. 2016; Jackson and Wilton 2017; Potgieter et al.
2016). Employability is a set of competencies, skills and expertise that enables an
individual to secure sustained employment, maintain employment and obtain new
employment if the need arises even in the face of joblessness (Botha et al 2015; De
Fruyt et al. 2015). Bezuidenhout (2011) differentiates between eight core em-
ployability attributes that are presented in Table 11.1 .

Self-regulatory employability has been associated with positive career behaviours
(Coetzee and Beukes 2010) and learning and goal-directed behaviours that support
individuals’ employability and career success (Van der Heijde and Van Der Heijden
2006). According to Coetzee and Schreuder (2013) and Reid (2016) employable
individuals are more self-directed, have an inner sense of stability and personal plan
in keeping a job, based on the set of attributes and competencies in an uncertain and
unpredictable employment context. Employees that are more employable tend to
have more courage and strength to take control and realise the potential presented in
the current and future career path (Babos et al. 2015; Taylor 2016).

11 Talent Retention Strategies: The Role of Self-regulatory … 225



Career Adaptability

Career-adaptability can assist employees to be prepare for, and having the necessary
resources, to cope with work distresses, career development tasks, and changes in
their careers throughout their whole life span (Brown and Lent 2013; Coetzee and
Harry 2015). Career adaptability integrates aspects such as, plan-fullness, explo-
ration, decision making, information and realism (Super 1974), career planning and
career exploration (Zikic and Klehe 2006), a boundaryless mind-set (McArdle
et al. 2007) of career planning, career decidedness and career confidence (Skorikov
2007). Savickas (1997), Savickas and Porfeli (2012) theorize that career adaptability
includes the concern as planning, expectancy and mindfulness for one’s future.
Control is taking full responsibility for constructing one’s career through taking
decisive, assertive and conscientious actions. Curiosity is taking initiative learning
about the world of work that leads to information seeking behaviours. Curiosity is
openness to new experiences, inquisitive exploration, and reflection about the fit
between self and the world of work. Confidence is defined as serious engagement in
designing one’s occupational futures and executing plans in order to actualise their
choices (Coetzee and Stoltz 2015; Oncel 2014; Rottinghaus et al. 2012; Savickas and
Porfeli 2011; 2012; Savickas 1997).

Research has shown that the four psychosocial resources, which are also referred
to as four major dimensions of career adaptability, namely concern, control
curiosity and confidence are important in life in order to remain employable
(Ferreira and Mujajati 2017). It can be argued that the four dimensions of career
adaptability (career planning, decision making, exploration and confidence) refer to

Table 11.1 Employability attributes

Career
self-management

The ability to remain employable through continuous learning and
career planning and self-management

Cultural
competence

The ability to interact, understand and function in a diverse cultural
environment

Self-efficacy The evaluation individuals create of their own capability to manage,
achieve and succeed

Career resilience The level of adaptability, flexibility, self-confidence and competence
regardless of opposing career circumstances

Sociability The ability of openness, establishment, and maintaining social contacts
(formal and informal linkages) to the benefit of one’s career

Entrepreneurial
orientation

The ability to be innovative and creative, taking risks, desire for
success, an open-mindedness for uncertainty and self-sufficiency in
taking advantage of opportunities within one’s career

Proactivity The ability to actively engage in a direction that steers one to be more
future-oriented and self-initiated in the actions taken in order to adapt to
changing situations

Emotional literacy The ability to adapt one’s emotions, to read, apprehend and control
one’s and others’ emotions

226 N. Ferreira



an individual’s preparation and psychological willingness to use diverse job search
strategies, which in turn can influence the individual’s re-employment results (Koen
et al. 2010). Understanding an individual’s career adaptability profile may directly
influence staff retention in an organisation.

Bearing in mind adaptability, the career construction theory (Savickas 2005)
highlights a set of specific attitudes, beliefs and competencies, which shape the
actual problem-solving strategies and self-regulatory career behaviour that indi-
viduals use to integrate their vocational self-concepts with their work roles.
Table 11.2 represents the four dimensions of career adaptability.

These four dimensions (4 Cs) signifies over-all adaptability resources and
approaches that individuals use to construct their careers as well as coping with
developmental tasks, changes in work settings and work disturbances (Luke et al.
2016; Tak 2012).

Organisational Commitment

Generally, the research literature describes organisational commitment as a set of
distinct mindsets such as emotional attachment to the organisation, having a sense
of obligation to the organisation or concerns about the perceived cost of leaving the
organisation (Meyer et al. 2012). Research on mindsets towards specific targets or
commitment within the organisation is rare (Meyer et al. 2015; Roodt 1997),
especially within the South African work context. According to O’Reilly 1989,
organisational commitment is the psychological connection an individual has with
the organisation, which includes a sense of job involvement, faithfulness and
confidence in the organisation’s values. Organisational commitment is further
regarded as an employee’s acknowledgement of organissational goals and his or her
enthusiasm into making these goals their own (O’Reilly 1989).

Research suggests that individuals may experience conflict regarding their target
of commitment whereas similarity of commitment to the various foci of commit-
ment may be possible (Meyer et al. 2015). Regulatory focus theory (Higgins 1998)

Table 11.2 Dimensions of career adaptability

Concern A propensity to reflect on life within a certain period of life secured in hope and
confidence (becoming apprehensive about one’s career and occupation)

Control The belief that it is a benefit for individuals to be able not only to use
self-regulatory career behaviour to adjust in diverse situations, but also to apply
some sort of power and control over the context (to be more in control of one’s
vocational future)

Curiosity Implicates that selves and social opportunities enhance individuals’s dynamic
exploration activities (demonstrating curiosity by exploring possible selves and
prospect advances)

Confidence The ability to stand by one’s own goals and objectives, even when facing
difficulties and obstacles (enhancing self-assurance to follow one’s aspirations)
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posits that employees’ regulatory focus can influence the nature of the commit-
ments they develop, they can commit to one or more or neither targets and can
experience different mindsets towards each target. Similarly, research has revealed
that individuals’ inner work lives, career goals, motivations and desires act as
self-regulated motivating forces that influence their attitudes toward their jobs,
careers as well as their organisation (Coetzee 2015; Bothma and Roodt 2012;
Ferreira and Coetzee 2010; Hirschi 2012). It therefore stands to reason that indi-
viduals’ perceptions about their self-regulatory employability skills may potentially
influence their organisational commitment. An individual’s commitment to and
involvement in their work, job and career revolve around an attitude of active
engagement in their work, job and career areas because of the desire to achieve set
goals within these areas (Coetzee 2015; Coetzee et al. 2014; Puah and Ananthram
2006; Tladinyane et al. 2013). Meyer and Allen (1997), describe organisational
commitment as a psychological connection between the employee and his or her
organisation that makes it less likely for the employee to voluntary leave the
organisation

Organisational commitment leads to positive organisational outcomes, com-
prising improved performance on individual and organisational level, organisa-
tional efficiency and reduces employee turnover (Saif et al. 2012). Mujajati (2017)
proclaims highly committed individuals opt to remain with their current organisa-
tion even if the circumstances are less than ideal. Committed employees are more
satisfied with their jobs, due to be more likely to focus on the positive, rather than
the negative elements of their working environment (Knapp et al. 2014).

In this chapter, the notion of organisational commitment is based on Meyer and
Allen (1997) three-component model of organisational commitment as described in
Table 11.3.

Retention Factors

The success, effectiveness and survival of organisations are determined by the
retention of highly talented, dedicated and exceptional individuals (Olckers and Du
Plessis 2015; Zhang et al. 2015). The competency, efficacy, profitability and sus-
tainability of any organisation in the 21st century world of work depend on
attracting and retaining key and valuable employees (Malcolm et al. 2015). Highly
professional, talented and educated employees are the most vital and dynamic
irreplaceable resources that deliver great products and services, provide their cus-
tomers and colleagues with immense satisfaction, increase product sales, and make
organisations great and effective (Graen and Grace 2015). It is important that
organisations create good and healthy working environments and work/life policies
that will attract and retain bright and productive individuals, this will assist
organisations to be able to retain rare talents who are resilient, adaptive, intellectual,
agile and versatile, (Deery and Jago 2015; Du Plessis and Sukumaran 2015).
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Retention factors are aspects that facilitate the retention or departure of
employees. These decisions to leave or stay with an organisation be contingent on
the employee’s priorities (Coetzee et al. 2016; Okech 2015; Ratna and Chawla
2012; Van Dyk and Coetzee 2012). Dockel (2003) identified the six retention
factors identified by Dockel (2003) are presented in Table 11.4.

Table 11.3 Dimensions of organisational commitment

Affective
commitment

Refers to the affecting connection of an individual, recognition as part of
and participation in the organisation. Employees with high levels of
affective commitment towards the organisation will probably remain with
the organisation because they want to (Meyer and Allen 1991).
Recognition of the organisation and internalisation of organisational
principles and standards, form part of the development of affective
commitment (Beck and Wilson 2000)

Continuance
commitment

Comprises the consciousness of the costs involved with leaving the
organisation (Meyer and Allen 1997, p. 11). Kanter (1968) agrees with
this definition affirming that it is the advantage associated with sustained
involvement and the costs associated with leaving the organisation.
Individuals, whose connection to the organisation is based on continuance
commitment, stay because they need to (Allen and Meyer 1990)

Normative
commitment

A sense of responsibility to remain with the currently employed
organisation (Meyer and Allen 1997). Allen and Meyer (1990) indicate
that the adopted normative idea of responsibility and commitment permits
employees to appreciate sustained involvement of a specific organisation.
The commitment individuals think about morally concerning their right to
continue with their current organisation, in spite of how much status
improvement or fulfilment the organisation provides them over the years
is seen as the normative element of commitment (March and Mannari
1977)

Table 11.4 Retention factors explained

Compensation The attractiveness of salary package, value of benefits and
organisational remuneration policies

Job characteristics The facets of the job, which include varied work, problem-solving
opportunities and to work with the best people, freedom,
flexibility, and the ability to pursue interesting assignments

Training and development
opportunities

Job-specific training, opportunity for personal growth and
development, application of learning in the workplace

Supervisor support The feedback from supervisors on personal performance, praise
and appreciation, reward and acknowledgement outstanding
performance

Career opportunities Progression and individual career development opportunities
within the organisation

Work-life balance The ability to balance one’s work and life (personal) domain
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Retaining highly talented, adaptable and employable employees within the South
African context have become important due to the uncertainty in the ever changing
and unstable labour market. By assisting employees, they are to develop the nec-
essary self-regulatory career behaviour. Employees will be able to take
self-responsibility for developing the necessary skills and managing their own
careers as successfully as possible. Individuals can engage in career counselling and
career development activities. By engaging in career development activities indi-
viduals will be able to identify their own strengths and weaknesses and develop
these self-regulatory career behaviour as a tool for enhancing their skills. Retention
strategies within an organisation would therefore be a powerful tool for industrial
psychologists, human resource practitioners, managers, career counsellors, indi-
viduals as career agents and all those involved in career counselling. These
retention strategies could be used to deepen the understanding of how employees
can influence and enhance their self-regulatory career behaviour. This knowledge
could be useful in the design of retention practices on an individual and organi-
sational level in order to retain talented staff.

Rothausen et al. (2015) indicated that retention challenges are now even more
related to employee well-being. Working environment, training and development,
career development opportunities as well as work-life balance are some other
factors which have a direct influence on employee retention (Hassan et al. 2013).
Employees must be able to vision a clear career path within the organisation in
order to be more loyal and more committed and only then, will they remain with the
organisation (Bagga 2013). Employees’ must have clear career ambitions and must
therefore be able to recognise the skills and competencies that are required to
achieve those career goals (Bezuidenhout 2011). These findings by Bezuidenhout
(2011) further indicate that employees must continuously be engaged, committed
and focused on these skills development activities. The study results by Coetzee
(2015), provide evidence that employees who take personal responsibility for their
career development and goals, who manage their own action plans, experience
greater satisfaction with training and development opportunities and career devel-
opment opportunities. Well-managed organisations should develop their specific
talent retention strategies and implement policies and practices from the date of hire
of new employees. Such strategies and policies can include career development
opportunities used as a tool for talent retention, new employees are briefed on this
during their on-boarding, in order for them to prepare their mind-set for career
development and aspirations (Bhattacharyya 2015). Dhar (2015) states that training
also helps to develop employee networks, abilities and improve their performance.
Training further assist employees to clarify their career objectives and provide them
with the opportunity to pursue new career goals and paths.

The global skills shortages require managers, industrial psychologists and
human resource practitioners to not only understand the reasons why people leave
their organisations, but also the factors that influence turnover and the retention of
employees (Coetzee et al. 2015). By looking at the current literature, it is clear that
the work context has changed radically during the 21st century. Careers have also
changed and moved away from what was known as the traditional career to the
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boundaryless career, as a result of the changes in the work context. The develop-
ments in the career context have highlighted the need for more self-regulatory
career behaviour. The highest qualification or the best skills does not necessarily
secure the best job anymore. Employability, career adaptability and organisational
commitment as self-regulatory career behaviour influence the retention of valuable
employees in an organisation (Coetzee et al. 2017; Ferreira and Mujajati 2017).

Proposed Strategies for Talent Retention

The findings of this chapter is based on recent studies conducted by Jabaar (2017)
and Ferreira and Mujajati (2017). As shown in Table 11.5, the theoretical
self-regulatory career behaviour framework is described in terms of the psycho-
logical behavioural dimensions: cognitive, affective, conative and interpersonal
levels.

On a cognitive level, the retention of individuals may be influenced by their
career self-management and self-efficacy (employability attributes), concern and
control (career adaptability) and normative commitment (organisational commit-
ment) (Ferreira 2012; Ferreira and Mujajati 2017; Jabaar 2017; Savickas 2002;
Schreuder and Coetzee 2011). Career development support practices and career
counselling should focus on creating a work environment that provide employees
with the opportunity to be able to manage their own careers and develop the skills
to cope, perform and thrive within the organisation. Furthermore, it is important for
organisations to assist individuals with the preparation for upcoming career chal-
lenges as well as providing them with opportunity to be self-responsible and
determined in terms of taking control of career and work situations. Organisations
should also be assisted within these interventions to enhance the idea of respon-
sibility and commitment of individuals in order to engage them in managing their

Table 11.5 Theoretical self-regulatory career behaviour profile

Self-regulatory career behaviour

Employability Career
adaptability

Organisational
Commitment

Cognitive ∙ Career self-management
∙ Self-efficacy

∙ Concern
∙ Control

∙ Normative commitment

Affective ∙ Emotional literacy ∙ Curiosity ∙ Affective commitment

Conative ∙ Career resilience
∙ Entrepreneurial
orientation
∙ Proactivity

∙ Cooperation
∙ Confidence

∙ Normative commitment
∙ Continuance commitment

Interpersonal ∙ Cultural competence
∙ Sociability

∙ Cooperation
∙ Concern

∙ Affective commitment
∙ Normative commitment
∙ Continuance commitment
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own careers by developing these self-regulatory career behaviours on a cognitive
level. Such interventions could possibly assist organisation with the development of
effective retention strategies within the company.

On an affective level, individuals’ retention may be influenced by their emo-
tional literacy (employability attributes), curiosity (career adaptability) and affective
commitment (organisational commitment) (Allen and Meyer 1990; Brown et al.
2003; Coetzee and Bergh 2009; Ferreira et al. 2010; Ferreira and Mujajati 2017;
Jabaar 2017). Career development support practices and career counselling should
assist individuals by developing their ability to use their emotions effectively and
manage and control their emotions in all situations. This may help individuals to
improve their emotional intelligence, social connectivity, curiosity and commitment
but also to utilise their emotions appropriately within the work context. Career
development support practices will create a feeling of belonging among employees
in their current organisation and demonstration and develop an emotional con-
nection with the organisation. By creating employees with the ability to manage and
utilise their emotions within their career context and having a sense of belonging,
could possibly assist organisations with the retention of talented staff.

On a conative level, individuals’ retention may be influenced by their career
resilience, entrepreneurial orientation and proactivity (employability attributes),
cooperation and confidence (career adaptability) and continuance- and normative
commitment (organisational commitment) (Ferreira and Mujajati 2017; Jabaar
2017; Koen et al. 2010; Maddi 2002; Meyer and Allen 1991; Mitchell and Lee
2001; Savickas 1997). Career development support practices and career counselling
could possibly assist individuals by encouraging their level of adaptability, flexi-
bility and self-confidence as well as their ability to act proactively in order to adapt
in changing situations. Furthermore, employees need encouragement to be more
innovative, creative and taking and managing risks within their careers and
organisations. Cooperation, confidence and commitment among employees towards
the organisation might increase by supporting employees with the correct career
support practices and career counselling. This in turn might assist organisations
with the retention of talented staff.

On an interpersonal level, individuals’ retention may be influenced by their
cultural competence and sociability (employability attributes), cooperation and
concern (career adaptability and affective-, continuance- and normative commit-
ment (organisational commitment) (Ferreira et al. 2010; Ferreira and Mujajati 2017;
Jabaar 2017; Koen et al. 2010; Maddi 2002; Meyer and Allen 1991; Mitchell and
Lee 2001; Savickas 1997; 2001; 2002). Effective interaction and social connectivity
with others in a diverse cultural environment may create a feeling of security within
the individual, which might have a positive effect on the retention of talented staff.
Career development support practices and career counselling could assist individ-
uals to enhance their ability to interact, understand and function within a diverse
cultural environment as well as to establish and maintain social connections, which
might have a positive effect on their commitment towards the organisation. By
developing these self-regulatory career behavioural skills on an interpersonal level
might have a positive influence on the retention of staff within the organisation.
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Keeping employees employable, adaptable and committed to the organisation is
a top priority for many contemporary organisations in order to retain their assets
(Coetzee et al. 2017; Fereira and Mujajati 2017; Neininger et al. 2010). Especially
in times of uncertainty and retrenchments, committing top performers to the
organisation becomes a concern. It is critical for organisation to determine retention
strategies within the organisation on both an individual and organisational level in
order to ensure successful retention of employees. Table 11.6 present possible
retention stretegies on these two levels: individual level and organisational level.

Table 11.6 Possible retention strategies

Individual level

∙ Individuals should think, plan and prepare for the future and realise that the choices made today
have an influence on their future

∙ Plan on how to achieve personal goals and make better and independent decisions
∙ Individuals should strive to be more persistent, patient and explore their surroundings
∙ Individuals should observe different ways of doing things and consider all possible alternatives
to a situation

∙ Individuals should try to perform all tasks efficiently and learn from their mistakes
∙ Individuals should strive to improve your self-confidence by learning new skills and
challenging themselves

∙ Individuals must have clear career aspirations and take into account others’ opinions regarding
their strengths and weaknesses in the workplace

∙ Individuals should try to get along with other colleagues and people and form part or a team
(specifically in a diverse cultural environment)

∙ Individuals should develop their ability to be more emotionally literate, compromising as well
as being a good listener

∙ Individuals should be more adaptable to changing situations in their career
∙ Individuals should contribute to the community as part of their career
∙ Employees should be supported in terms of career development and career counselling. Such
support can help individuals to enhance deeper understanding, improve their own personal
self-esteem and to manage their own emotions as well as use their emotions appropriately
within the new world of work

Organisational level

∙ Organisations should ensure that their remuneration policies and procedures are faire and
consistent with both internal and external roles of similarity

∙ Organisations should ensure that their pay structures are competitive
∙ Organisations should create a work context that is challenging and provides employees with the
level of skills and experience aligned with their personal and professional growth needs

∙ Organisations should develop a career development-counselling framework that can be used to
assist employees to develop their employability and adaptability skills. This would assist
individuals in developing their self-regulatory career behaviour by identifying the relationship
between their own employability, career adaptability, organisational commitment and their
retention factors

∙ Organisations should use the Employability Attributes Scale (EAS), Career Adaptability
Inventory (CAI) and the Organisational Commitment Survey (OCS) in career counselling to
help individuals identify their self-regulatory career behaviour that affect their retention factors
within an organisation
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Implications for Retention Practices

The fresh perceptions resulting from the findings may provide a deeper under-
standing on how individuals’ self-regulatory career behaviour (employability, ca-
reer adaptability and organisational commitment) explain their retention factors
(Ferreira and Mujajati 2017; Jabaar 2017). Furthermore, the findings could be used
to assist individuals developing stronger self-regulatory career behaviour. These
findings may in turn improve the career decision making and retention of talented
staff within an organisation. Based on the findings (Ferreira and Mujajati 2017;
Jabaar 2017), organisations should gain a better understanding of the employability
skills, career adaptability and organisational commitment levels that individuals
have towards remaining in an organisation. Organisations should be able to adjust
their retention strategies accordingly.

Managers and industrial psychologists should take into account the different
theoretical models and concepts that impact on the variables included in
self-regulatory career behaviour (employability, career adaptability and organisa-
tional commitment) when working in the field of career development, and should
take cognisance of the strengths and weaknesses of the four measuring instruments
used in the studies done by Ferreira and Mujajati (2017) and Jabaar (2017).

Prior to utilising the psychometric properties in organisational initiatives, man-
agers, career counsellors and industrial psychologists should be mindful of the
psychometric properties of the different measuring instruments (EAS, CAI, OCS
and RMFS). The instruments should be supported by sufficient reliability and
validity data for use in the South African context in particular. In order to ensure
successful career decision making and retention strategies that are fair and unbiased,
it is necessary to take into account the needed integrity in selecting, administering
and interpreting instruments and providing individual feedback.

Individuals can apply a career decision-making strategy. Such career
decision-making strategies will meet their different career and stage developmental
needs and prevent as much career indecisiveness as possible, only when managers
assist them with career advice, and remove as much uncertainty in them as possible
about their career choice and environment. Furthermore, if organisations invest in
positive psychological contracts with their employees, it could result in employees
who are even more committed, motivated and trustworthy towards the organisation.

According to Ferreira and Mujajati (2017) and Jabaar (2017), based on the
research findings and relationships that emerged, the following organisational
interventions in terms of career decision making and retention strategies are
recommended:

• Organisations should consider offering attractive salary packages, value of the
benefit offered and clear organisational remuneration policies.

• Organisations should take into account the different aspects of a specific job
such as varied work, provide employees with opportunities to solve problems
and the opportunity to pursue interesting assignments.
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• Organisations should assist employees with specific training needed to provide
opportunity to grow and develop, as well as to be able to apply learning in the
workplace.

• Supervisors should ensure that feedback is provided on personal performance
praise and appreciation, reward as well as the necessary acknowledgement.

• Organisations should provide employees with the necessary progression and
individual career development opportunities within the organisation.

• Organisations should support individuals with the ability to balance their work
and personal life.

The following practical recommendations apply to industrial psychologists
working in the field of career development and retention:

• Both the manager and industrial psychologist’s role is that of a career coun-
sellor. To successfully fulfil this role, it is needed to understand all the facets of
an individual’s self-regulatory career behavioural skills and understand what
motivates him or her in the workplace. This will ensure that the manager and
career counsellor guide employees successfully in their career choices in order
to strengthen the commit towards the employer or organisation.

• Self-reflection can be engaged on by individuals when receiving feedback on
their self-regulatory career behaviour (employability, career adaptability and
organisational commitment) at a cognitive, affective, conative and interpersonal
level.

• Individuals can participate in career development in order to improve their
self-regulatory career behaviour (employability, career adaptability and organ-
isational commitment) at a cognitive, affective, conative and interpersonal level.

• Interventions to facilitate the enhancement of employability skills, career
adaptability and organisational commitment for the retention of highly talented
employees, should be engaged in by Human resource practitioners, managers
and career counsellors.

• HR practitioners and Career counsellors should partner with employers to
appreciate the importance of and reach consensus on how to support employees
in bettering their career adaptability, employability attributes and organisational
commitment to strengthen their retention strategies.

• Managers, Career counsellors and HR practitioners can develop employees’
career adaptability, employability attributes and organisational commitment in
the world of work by implementing training and development programmes,
career development opportunities and continuous learning programmes, as well
as interventions to assist them in gaining these necessary skills.

On a practical level, if managers, human resource practitioners and industrial
psychologists could better understand the self-regulatory career behaviours and the
facets thereof in considering organisational retention strategies. A better under-
standing could have a positive impact on the retention of valuable talented
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employees. The positive outcomes of possible future research could include raising
awareness of the fact that individuals in the workplace have different employability
attributes, career adaptability and organisational commitment levels. Every indi-
vidual needs to be treated in a manner that is appropriate to him or her in order to
promote a successful career, filled with job and career satisfaction. This will cul-
minate in the successful retention of employees. The realisation of the way in which
employees’ self-regulatory career behaviours influence their retention factors
towards the employing organisation was another positive outcome. These studies
also emphasises the significance of mentoring and succession planning in career
development and retention practices (Ferreira and Mujajati 2017; Jabaar 2017).
Furthermore, the research results contributed to the body of knowledge relating to
the self-regulatory career behaviour that influence employee retention in the retail
sector organisational context.

There is a need for future research on employability attributes, career adapt-
ability, organisational commitment and retention factors, specifically in South
Africa. Further studies would be valuable for career development and guidance
purposes because it would assist managers to provide guidance to individuals when
making career choices, based on their ability to translate their self-regulatory career
behaviour into jobs what would fulfil their personal needs.

Conclusions

Based on the literature review and the study done by Ferreira and Mujajati (2017)
and Jabaar (2017), it seems as if employees’ employability attributes, career
adaptability and organisational commitment levels should be developed in order to
increase their retention factors within an organisation. Furthermore, employability
attributes, career adaptability and organisational commitment seem to be the most
important attributes to consider in career counselling and career development when
focusing on individuals’ self-regulatory career behaviour. These constructs there-
fore need to be developed to assist individuals to proactively manage their own
career development and assist organisations in the retention of valuable staff.
Insights into how the inter- and overall relationships between the constructs of
relevance to the studies have contributed to explore the relationship between these
constructs. Hopefully industrial and organisational psychologists and managers will
be able to successfully utilise the new understandings in enhancing retention
strategies within an organisation. Talent retention has become a prominent focus of
many organisations because of the competitive nature of today’s work environment.
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Summary

This chapter identified the implications of the theoretical relationship between
employability attributes, career adaptability and organisational commitment
(Self-regulatory career behaviour) and retention factors proposed a self-regulatory
career behaviour profile for staff retention that can be used during career coun-
selling and career development interventions.
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Chapter 12
Career Development of Professional
Women: The Role of Person—Centered
Characteristics on Career Satisfaction

Ndayiziveyi Takawira

Abstract The female workforce represents talent with a different career mind-set
and adaptive strategies reflecting their unique career needs are necessary for
retention and organisational competitiveness. This chapter provides insight into the
role of person−centered characteristics on the career development and satisfaction
of professional women across different career stages. A sample of professional
women from various South African organisations (N = 606; Age 25–44 years:
85%) participated in the study. The empirical study showed that core person
−centered characteristics (race, job level and total monthly income) were significant
predictors of career satisfaction, along with age, marital status, number of children
and education level indicating significant difference on the career satisfaction of
professional women. The chapter and results of the study provide valuable new
knowledge and insights relevant to the career development theory that could
potentially inform human resource practitioners with the aim of enhancing the
career satisfaction and subsequent retention of professional women.

Keywords Career development � Career satisfaction � Employee retention
Person–centered characteristic � Professional women

Introduction

Today’s modern careers, with a high degree of uncertainty due to the changing
nature of work, have had far—reaching implications in experiencing work and
careers (Srikanth and Israel 2012). While effect of these shifts on careers
undoubtedly varies between contexts and occupational groups, changes to the
nature of work has led to a weakening relationship between employer and employee
and a shift in responsibility for career development from the organisation to the
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individual (Hall 2013; Jackson and Wilton 2016). Previously, organisations oper-
ated in a rigid hierarchical structure within a stable environment, and career success
was evaluated by upward mobility, clear career paths, salary increases and social
status (Baruch 2006; Gerli et al. 2015). In contrast, careers have become transi-
tional, flexible and dynamic, forcing new perspectives of career success in terms of
a sideway move in the organisation, physical career mobility, change of aspiration,
life satisfaction or work−family balance (Baruch 2004; Chu et al. 2015).

Career development is viewed as a continuous stream of career-relevant events
with a total collection of psychological, social, physical, economic and individual
characteristics that combine to shape the career of the individual over a life span
(Patton and McMahon 2014). Career, as traditionally portrayed, is commonly
considered a notion that relates to a lifelong sequence of events of the individual’s
work-related experiences (Greenhaus et al. 2010). Generally, work-related experi-
ences encompass objective occurrences such as job positions or work-related
decisions whereas subjective perceptions of work-related events could reflect work
aspirations and needs, values or feelings about a particular work experience
(Greenhaus et al. 2010). Career success is portrayed as the positive perceptions of
accomplishments or achievements individuals will have accumulated as a result of
their work experiences (Judge et al. 1995; Koekemoer 2014). These work experi-
ences or outcomes are viewed as having both objective and subjective successes
(Callanan 2003; Dai and Song 2016). A key element that differentiate subjective
career success from objective career success is the perception of career satisfaction
as a measure of subjective career success rather than the actual visible external
career achievements (Dai and Song 2016; Du Toit and Coetzee 2012).

This chapter explores whether professional women’s person−centered charac-
teristics influence their experiences of career satisfaction. The career satisfaction of
women has significant consequences for their future work experiences, which
include economic and social status, satisfaction with overall career goals for
advancement and development of new skills−all of which are seen as important
employee retention and career development outcomes (Coetzee 2017; Yap et al.
2010). Although career satisfaction has been widely researched, little is known
about the influence of the person−centered characteristics on the career satisfaction
of professional women. In this regard, the chapter potentially extends women’s
career development by exploring the role of person−centered characteristics on
career satisfaction in the workplace.

Theoretical Background

Despite significant improvements over the past years, South African women remain
underrepresented in professional career fields of sciences, technology, engineering
and math (Shepherd 2017). A review of literature indicates that unique challenges
of the career development of professional women include personal, interpersonal,
organisational and societal factors (Linge 2015; Napasri and Yukongdi 2015;
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Rowe and Crafford 2003; Shrestha 2016). These have implications not only for the
career development and retention of female talent, but also for social inequality as
women continue to have lower access to employment opportunities that offer higher
salary income (Shepherd 2017). A number of socially constructed internal and
external challenges relating to early gender role stereotypes, family responsibilities,
and employment inequities were perceived to be key obstacles to the career choices,
advancement and career development for women (Coogan and Chen 2007; Linge
2015; Napasri and Yukongdi 2015; Shrestha 2016). These challenges pose threats
to women’s vocational lives and hinder their career development processes when
motivated to opt-out of the workforce for complex career reasons (Deemer et al.
2014; Sullivan and Mainiero 2008).

Research evidence suggests that gender-based impediments have a negative
impact on women who aspire to experience the full realisation of career develop-
ment in the workplace (Kelly and Breslin 2010; Napasri and Yukongdi 2015).
Likewise, the presence of children, employment status of one’s partner and
household responsibilities influence the perception of work importance and expe-
rienced work—related outcomes for women (Mayrhofer et al. 2008). In that view,
gender stereotypes concerning both life and occupational roles may cause women to
place less emphasis on pursuing successful careers as compared to their male
counterparts (Coogan and Chen 2007; Moore 2011).

Career scholars have identified that social values lower the career aspirations of
women’s career advancement, given the cultural beliefs which expect women to put
their families first (Chou et al. 2005; Napasri and Yukongdi 2015). Although
women have a clear ability to perform with the same skill and success in every
endeavour engaged by men in the workplace, stereotypical attitudes remain a
hindrance towards women’s career advancement and success (Napasri and
Yukongdi 2015; Shrestha 2016). This is not surprising as women tend to avoid
stereotypically male occupations, which demand increased responsibility and
pressurised obligations due to family responsibilities (Moore 2011). To overcome
these challenges, women often choose to pursue female—type occupations that
tend to be family—friendly and flexible (Coogan and Chen 2007). Ultimately, the
potential breaks of employment for childbearing constrain women to choose
occupations with lower interruption costs and career development opportunities
(Moore 2011).

The incompatibility of role pressures as a result of a shortage of time to par-
ticipate in the work and home domains results in situations where participation in
one role makes it difficult to function successfully in another role (Greenhaus and
Kossek 2014). Moreover, careers are frequently experienced differently by women
and men, partly because women are more likely than men to view work and home
as entangled strands (Greenhaus and Kossek 2014; Lee et al. 2011). Women’s value
for relationships may force choices that require evaluation of the needs of children,
spouses or aging parents as part of the whole in making career decisions (Sullivan
and Mainiero 2008). Hence, family responsibilities (home and childcare) can be a
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major factor in women experiencing career interruptions, decreased career ad-
vancement opportunities or opting-out of the workforce (Coogan and Chen 2007;
Sullivan and Mainiero 2008).

Research findings indicate that couples still divide their family responsibilities
according to traditional gender roles that expect women to interrupt their careers for
family reasons (Evers and Sieverding 2013). For instance, the number of children
was found to significantly and positively relate to career interruptions whereas for
men the number of children was significantly but negatively related to career
interruptions (Evers and Sieverding 2013). Likewise, a study by Miles (2013)
indicated that women leave the workforce because they cannot balance home and
work responsibilities. Consequently, women may adjust their career ambitions to
obtain a more flexible schedule or put aside personal needs for authentic work or
meaningful experience in favour of significant others (Sullivan and Mainiero 2008).

Although the South African Employment Equity Amendment Act (EEAA),
No. 47 of 2013 represents a milestone to create an equitable, fair and balanced
employment environment to ensure that women are equally represented across all
occupational levels in the workforce (Republic of South Africa 2014). Yet, the
representation of South African women in top management has declined from 3.9%
in 2008 to 3.6% in 2012 (Business Women’s Association [BWA] 2012; Doubell
and Struwig 2014). Grala (2013) further indicates that by 2013, only 28% of South
African senior management positions were occupied by women and this status has
remained flat lining for at least five years (i.e. 2009–2013). Interestingly, Brown’s
(2016) latest survey shows that the number of female accountants in South Africa
has increased from 16.3% to 34.5% over the period (2002–2016). However, the
latest report by Business Report (2017) confirms that senior management roles in
South Africa held by women has remained flat lined at 28%. Likewise, the Public
Works Committee (2013) lamented that transformation was taking place too slowly
and failing the women of South Africa as the male versus female ratio in the built
and engineering profession was 86.3 to 13.7%.

There is a real disparity between the traditional career model, characterised by
uninterrupted, full-time, long-term employment and extrinsic measures of success,
such as salary income and promotions in relation to the needs of women employees
(Cabrera 2009). New career theories like boundaryless and protean career
approaches, the kaleidoscope career model (KCM) and the ecological model are
emerging, which better reflect the needs of women to adapt to career transitions or
dynamic work environments (Cabrera 2009; Cook et al. 2005; Briscoe and Hall
2006). On the one hand, the boundaryless career emphasises the seemingly positive
experiences which allow individuals to broaden their mind-set and to recognise
possibilities the career presents as well as taking advantage of opportunities that
could lead to career satisfaction (Briscoe and Hall 2006; Fleisher et al. 2014).
Individuals might perceive a boundaryless future as one of independence, driven by
inner-directed choices and crossing organisational boundaries in employment
mobility (Briscoe and Hall 2006; Chin and Rasdi 2014). On the other hand, a
protean career is one that emphasises a self-directed approach (taking control of
one’s career) driven by one’s own values (awareness of one’s personal priorities)

246 N. Takawira



for professional success (Briscoe and Hall 2006; Waters et al. 2014). Hence, the
protean individuals value individual freedom, self-growth and define career success
in terms of subjective factors such as the degree of career satisfaction, a sense of
self-fulfilment and personal accomplishment (Chin and Rasdi 2014; Hall and
Chandler 2005).

Women’s career and life responsibilities flow according to life/career stage
concerns and career decisions are usually part of a larger and intricate web of
interconnected issues and people, and these aspects come together to form a delicate
balance (Mainiero and Sullivan 2005). The KCM evaluates women’s career choices
holistically in the context of relationships, constraints and opportunities to achieve a
balance and find the pattern that best resembles women’s life circumstances and
needs (Mainiero and Sullivan 2006; O’Neil et al. 2008). The KCM provides three
parameters or needs (authenticity, balance and challenge) which are always present
and ever interacting but take on different levels of importance or intensity based on
the woman’s life occurrences at a specific point to influence her career decisions
(Sullivan and Mainiero 2008). Issues of authenticity and being true to oneself are
paramount in late career, balance between career and life responsibilities mostly
manifest in mid-career and engaging challenging work are the primary focus of
women in early career stages (O’Neil et al., 2008).

Developed in response to limits of the traditional career development theory, the
ecological model (Bronfenbrenner’s 1977) attempts to comprehend the dynamics of
women’s career behaviour (Patton 2013). Essentially, the ecological perspective
suggests that human behaviour is a result of the continuing dynamic interaction
between the person and the environment (Cook et al. 2002). For instance, from
early childhood, women’s perceptions about themselves and their possibilities are
shaped by enduring interactions with others within their immediate environment
(Cook et al. 2005). Hence, any perspective that is used to postulate the career
development of women must accommodate multiple influences that shape women’s
experiences simultaneously and over time (Cook et al. 2005). In this regard, it
appears that boundaryless and protean career approaches, the KCM and the eco-
logical model are important career orientations that could assist women to develop
their careers, achieve work-life balance and experience satisfaction with careers.

Person−centered characteristics entail biographical factors (i.e., age, race, mar-
ital status, job level or education level) which may influence objective and sub-
jective career success outcomes (Judge et al. 1995; Pachulicz et al. 2008). These
outcomes vary from objective success (i.e., high—income, promotion or
high-skilled occupational status) to more subjective terms such as progression with
career goals (Doubell and Struwig 2014; Yap et al. 2010). In a study of professional
and business women in South Africa, Doubell and Struwig (2014) found significant
relationships between groups of women on their biographical factors (different birth
orders, marital status and respondents with children aged seven to twelve and older
than eighteen) and their experiences of career success. Bakan and Buyukbese
(2013) indicate that employees with high income levels reported significantly
higher levels of satisfaction than did employees with low income levels. Research
findings also indicate that current salary and length of marriage positively affect
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career satisfaction (Amdurer et al. 2014). Likewise, length of marriage suggests
stability at home, which in turn, allows for energy and attention to be devoted at
work and to one’s career, whereas, having many children might put a strain on an
individual’s ability to engage in work (Amdurer et al. 2014).

Career scholars have addressed subjective career success as experienced directly
by the individual who is engaged in her career, where success is measured
according to her own standard (Gu and Su 2016; Hall and Chandler 2005; Heslin
2003). Du Toit and Coetzee (2012) describe subjective career success as the
individual’s perception or self-evaluation of her own success (e.g. personal satis-
faction, a sense of accomplishment or self—worth) in the current organisation as
well as in the career in general. Unlike the objective career success, subjective
success as perceived by the self instead of the organisation is defined as psycho-
logical success emanating from a sense of pride and personal accomplishment
regarding various goals in one’s career (Hall and Chandler 2005; Gu and Su 2016).
Career satisfaction is a subjective measure of career success that stems from indi-
viduals’ perceptions of their satisfaction with their overall career goals, for instance,
income, advancement or development of new skills (Karavardar 2014; Yap et al.
2010). Personal goal accomplishment is a major source of subjective wellbeing and
satisfaction, and is enhanced by accessibility of resources such as person−centered
characteristics, abilities or material resources in the form of status or income, and
social factors (Sirgy 2012). Hence, career satisfaction is a measure of the extent to
which individuals believe their career progress is consistent with their own goals,
values, preference and reflects how individuals feel about their career-related roles,
accomplishments and success (Karavardar 2014).

Research findings by Snyder (2011) showed that women were satisfied with four
of the career satisfaction areas: career success, meeting overall career goals, pro-
fessional development goals, and the development of new professional skills, but
not with progress toward meeting goals for income. Career satisfaction may be
attributed to the development of competencies associated with one’s job and pro-
vide opportunities for career advancement (Srikanth and Israel 2012). Leigh et al.
(2009) observed that more mature physicians experienced high levels of career
satisfaction. Burke (2005) found that individuals at lower organisational levels were
less satisfied with their careers than those at higher levels. Yap et al. (2010) found
that black, South Asian and Chinese employees working in information and
communications technology and financial services sectors were less satisfied with
their careers than white employees, with black employees being the least satisfied.
Research by Bakan and Buyukbese (2013) also indicated that participating
employees with high income levels reported significantly higher levels of career
satisfaction than did employees with low income levels. In this regard, research on
the relationship between person−centered characteristics and career satisfaction
could contribute to the career development and satisfaction among professional
women in the diverse South African workforce.
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Problem Statement and Objectives

Shepherd (2017) emphasise the continual under-representation of women in pro-
fessional careers and the role of individual differences in accessing higher paying
employment opportunities. Despite the extensive research that has identified factors
that hinder the career development and satisfaction of women in organisations
(Linge 2015; O’Neil et al. 2008; Patton and McMahon 2014), empirical studies
considering the influence of person−centered characteristics on the career satis-
faction of professional women seem to be scarce, especially in the diverse South
African context. The present study aimed at addressing this gap in the research
literature by exploring the influence of person−centered characteristics on the career
satisfaction of professional women in the career development context.

Research Design

Participants and Procedure

The study formed part of a larger research project on the career success (satisfac-
tion) of professionally qualified South African women who were employed
full-time in the human resource, engineering and financial fields. The study fol-
lowed a cross-sectional quantitative research approach. A purposive sample of
N = 606 employed qualified professional women registered as members of the
South African Board for People Practices (SABPP), Engineering Council of South
Africa (ECSA) and the South African Institute for Chartered Accountants (SAICA)
participated in the study by means of an online web survey. The participants were
predominantly white (62%) and the majority was married (67%). In terms of age,
the participants were predominantly in the early to middle adulthood life stages (25
to 44 years: 85%) and skewed towards women with children (58%). The majority
of participants had a post-graduate degree (74%) with 66 percent employed at
management level positions. The majority (76%) had more than 6 years of expe-
rience years in the respective career.

Ethical clearance for the research project was obtained from the university and
permission to conduct the research among the respective members were obtained
from the Professional Bodies. Participation in the project was voluntary and
anonymous, and informed consent to use the data for research purposes was
obtained from the participants.
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Measures

Biographical questionnaire. Age, race, marital status, number of children, job level,
total monthly income and education level were included in the biographical
questionnaire and were only used as biographical variables to get a relative estimate
in terms of sample profile. However, the perceptions regarding job level and total
monthly income as career success outcomes are not measured. Such measurement
can be done by means of qualitative studies and was not the focus of the present
study.

Career satisfaction. The construct was measured by means of the career satis-
faction scale (CSS) developed by Greenhaus et al. (1990). The CSS measures career
satisfaction as a global factor through five-items and five-point Likert-type scale
ranging from (1) strongly disagree to (5) strongly agree (e.g. “I am satisfied with the
progress l have made towards meeting my overall career goals”). The Cronbach’s
coefficient obtained for the CSS was a = 0.92.

Data Analysis

Descriptive, correlation, multiple regression analysis and test for significant mean
differences were conducted to analyse the association between the variables. Age,
race, marital status, number of children, job level, total monthly income and edu-
cation level were used as variables in the multiple regression analysis based on
previous research showing an association between age, race, marital status and
education level (Amdurer et al. 2014; Kirkbesoglu and Ozder 2015; Payne et al.
2010; Leigh et al. 2009; Yap et al. 2010). Coding of the biographical variables was
as follows: age = � 44 years: 0, � 45 years: 1; race = black: 0, white: 1; marital
status = single/divorced or separated/widowed: 0, married: 1; number of chil-
dren = 0:0, 1 + :1, job level = employee: 0, management: 1; total monthly
income = � 29 999 = 0, � 30 000 + : 1, education level = certificate/diploma/
degree: 0, postgraduate: 1.

Results

Correlations

Table 12.1 shows the descriptive statistics and correlations for all variables. The
practical effect of the significant correlations between the biographical character-
istics and the career satisfaction variable ranged between r � 0.16 � 0.36 (small
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to medium practical effect size; p � 0.001). However, the associations between
(age, race, marital status, number of children, total monthly income and education
level) and career satisfaction were small in practical effect (r � 0.16 � 0.28; p �
0.001) and overall, regarded as negligible.

Predictor Effects

The regression model in Table 12.2 showed that the predictor biographical variables
(age, race, marital status, number of children, job level, total monthly income and
education level) explained 13% (R2 = 0.13; medium practical effect) of the variance
in overall career satisfaction. Only the biographical variables race (ß = 0.21; t = 2.49;
p 0.05), job level (ß = 0.39; t = 4.08; p � 0.001), and total monthly income
(ß = 0.32; t = 3.05; p � 0.01) contributed statistically significantly and positively in
explaining the variance in overall career satisfaction, with job level accounting for
most of the variance in career satisfaction. However, age, marital status, number of
children and education level did not predict career satisfaction.

Significant Differences in Biographical Characteristics

As can be seen in Table 12.3, the ANOVA for biographical characteristics (age, race,
marital status, number of children, job level, total monthly income and education
level) showed significant differences in terms of career satisfaction. As shown in
Table 1.3, the ANOVA for age shows significant differences in terms of career
satisfaction (F = 4.65; p � 0.01). The Tukey’s HSD pairwise comparison test
showed that 64 (12%) participants aged between 45−60 years (management career
stage) mostly reported satisfaction with their careers as compared to participants aged
between 25−44 years (establishment careers stage) (M = 4.08 versus 3.70). The
differences between the groups are small in magnitude (d = 0.38; p � 0.05).

Race showed significant differences in terms of career satisfaction for the race
groups (F = 11.40; p � 0.001). White participants obtained significantly higher
mean scores than Black participants in terms of career satisfaction (M = 3.93 versus
3.38 to 3.90; d = � 0.34 � 0.50; small to medium practical effect; p � 0.05).

The career satisfaction of the marital status groups (divorced/separated and
single; married and single) differed significantly (F = 8.70; p � 0.001). Divorced/
separated participants obtained significantly higher mean scores than the single and
married participants in terms of career satisfaction (M = 4.05 versus 3.45 to 3.88;
d = � 0.39 � 0.55; small to medium practical effect; p � 0.05).
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Number of children groups showed significant differences in terms of career
satisfaction for the number of children groups (2 and 1; 2 and 0) (F = 4.35; p
0.01). The participants with two children obtained significantly higher mean scores
than the participants with one or no children on career satisfaction (M = 4.04 versus
3.61 to 3.64; d = � 0.39 � 0.43; small practical effect p � 0.05).

Job level groups showed significant differences in terms of career satisfaction
(F = 18.11; p � 0.001). Executive participants obtained significantly higher mean
scores than the employee and senior management participants in terms of career
satisfaction (M = 4.35 versus 3.36 to 4.27; d = � 0.32 � 0.95; small to large
practical effect; p � 0.05).

Total monthly income showed significant differences in terms of career satis-
faction (F = 11.02; p � 0.001). Participants earning R50 000 and over obtained
significantly higher mean scores than the participants earning less than R15 000 and
between R15 000 and R49 999 in terms of career satisfaction (M = 4.04 versus 3.08
to 3.86; d = � 0.41 � 0.92; small to large practical effect; p � 0.05).

Education level showed significant differences in terms of career satisfaction
(F = 5.57; p � 0.01). Master’s participants obtained significantly higher mean
scores than the degree/honours participants in terms of career satisfaction (M = 3.97
versus 3.40 to 3.82; d = � 0.39 � 0.52; small to medium practical effect;
p � 0.05).

Discussion

This chapter approached person−centered (biographical) characteristics as signifi-
cant predictors of career satisfaction for professional women. The results of the
multiple regression analysis has provided new insight into how professional
women’s person−centered characteristics and their career satisfaction experiences
are related. The findings advance the literature on career satisfaction in the con-
temporary career development context. Overall, the findings suggest that race, job
level and total monthly income were instrumental in explaining the career satis-
faction of professional women. The white race group experienced higher levels of
career satisfaction than their black counterparts. On the basis of Bronfenbrenner’s
(1977) ecological model, individuals operate within a unique ecosystem (i.e., the
continuing dynamic interaction between the person and the environment); thus, race
groups play a significant role in the career development of women (Cook et al.
2002). Fouad and Byars-Winston (2005) indicated that race differences do not play
a major role in career aspirations and career development, but they are differences
among racial groups in perceptions of related career opportunities and barriers that
influence career development. Fouad and Byars-Winston (2005) also suggest that,
although the career aspirations of individuals are similar, perceptions of the
opportunities for career development differ by race. In the present study, it might be
that black women were more concerned about opportunities for career development
as compared to their white counterparts.
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Peterson et al. (2004) suggest that employees who experience racial prejudice
are less likely to feel satisfied with their careers and often feel less welcomed by the
organisation. Faupel-Badger et al. (2017) indicates that race groups other than the
white group are associated with low satisfaction in terms of their career trajectory
and career development opportunities for career growth. Organisations could
inevitably encourage fair opportunities for career development, supportive envi-
ronments and favourable work experiences for all race groups, which encourage
employees to actively make use of opportunities for career development to enhance
their career satisfaction (De Vos et al. 2011).

Women in senior management were found to have higher career satisfaction
levels than their employee counterparts. Similarly, Burke (2005) found that indi-
viduals at lower organisational levels were less satisfied with their careers than their
counterparts at managerial levels. The findings are useful, suggesting that organi-
sations could improve the career satisfaction of all employees by implementing
career development programmes and also create opportunities for career develop-
ment, which address the unique needs of women in different life/career stages
(Cabrera 2009). Women who earned R50 000 were found to have higher career
satisfaction levels than the less than R15 000 income group. Likewise, Bakan and
Buyukbese (2013) found that participating employees with high income levels
reported significantly higher levels of career satisfaction than did employees with
low income levels. The findings are in line with the career stage model (Super
1990), which acknowledges career progression, suggesting that as individuals
progress through the career stages, income increases in relation to increase in work
experience (Young et al. 2014). This finding could suggest that organisations
should implement objective and clear career progression maps, which employees
can use to track their achievement of career goals in relation to a positive income
progression (Gu and Su 2016).

Implications for Career Development and Retention
Practice

Despite the limitations of the research design, the study adds valuable insight to the
research literature on career satisfaction by introducing the concept of person
−centered characteristics in relation to the career satisfaction and retention of
professional women in the workforce. Insight into the career satisfaction of pro-
fessional women has become important in light of the unique career needs and
changing patterns of women’s careers. The findings of the study are valuable inputs
that can inform the design of key career development and retention strategies,
which support the career advancement of professional women to enhance their
career satisfaction. Such interventions should promote protean career orientations
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and a boundaryless mind-set regarding career pathways, which require individu-
alised career management approaches to enhance the career satisfaction and
retention of professional women. Organisations might clearly communicate support
for use of work-life balance benefits (i.e., telecommuting or flexible work sched-
ules) to retain the valuable talent of professional women. Organisations willing to
retain female talent provide flexibility across careers and support flexible career
paths for individual development to increase satisfaction with careers.

Career development support in the form of training interventions to increase a
sense of control over career decisions and career paths are important to encourage
continuous learning, skills development and achievement of career goals. Retention
programmes through mentoring networks and coaching practices empower pro-
fessional women for promotion to leadership positions and higher income. Advice
and information sharing on professional development opportunities and acquisition
of tacit knowledge could contribute to career advancement aimed at enhancing
career satisfaction. Understanding the dynamic interaction between person−cen-
tered characteristics and career satisfaction, could play an important role to the
career development and retention of professional women.

Limitations and Recommendations

Several limitations need to be considered in interpreting the results of the present
study. Firstly, the present results are based on a sample of predominantly women in
the emerging to mid-career adulthood stage employed in the South African finan-
cial, engineering and human resource fields. The findings may not necessarily be
generalised to professional women in other organisational fields, and future studies
should maybe also consider men, given shifting roles of dual career couples.
A second limitation is the use of self-report measures as data collection tools.
A certain amount of social desirability and acquiescent responding in self-report
measures might affect the internal consistency of measures. However, acceptable
internal consistency reliabilities were reported for the career satisfaction measuring
instrument. Lastly, the participants were predominantly represented by white
women and future research should consider a more diverse group to assess whether
the career satisfaction of women manifest in the same way or differently in varying
individual biographical characteristics (i.e., age, race, marital status, number of
children, job level, total monthly income and education level).

Despite the limitations, the findings of this study has contributed to the current
understanding of the unique career development needs and the career satisfaction of
professional women in career construction theory approaches to career counselling
and career development in the South African organisational context.
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Conclusion

In this chapter, the empirical study made an important contribution by providing
insight of how person−centered characteristics are likely to influence career satis-
faction in career construction theory approaches to career counselling and career
development in the South African organisational context. The chapter, through
analysing survey data from professional women in employee and senior managerial
levels showed that career satisfaction levels are associated with person−centered
characteristics within the career development theory. The findings provided
organisations and career counsellors with knowledge for designing new and
effective career development interventions to address the unique career needs of
women. These organisational supportive measures could increase women’s career
satisfaction as they progress through different life/career stages. In this regard, the
chapter provided empirical evidence of the role of career satisfaction in the
women’s career development in the contemporary work environment.

Summary

In summary, this chapter explored the influence of person−centered characteristics
on the career satisfaction and retention of professional women in the career
development context. The results from the study indicate that the core person
−centered characteristics (race, job level and total monthly income) were significant
predictors of career satisfaction, along with age, marital status, number of children
and education level, indicating significant difference on the career satisfaction of
professional women. Career counsellors and human resource practitioners must
engage in career development practices that better match the unique career needs of
professional women to ensure talent retention and satisfaction with careers.

Appendices

See Tables 12.1, 12.2, 12.3.
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Table 12.2 Results of the multiple regression of biographical variables and career satisfaction

Biographical variables Career satisfaction

ß t

Age 0.21 1.77

Race 0.21 2.49*

Marital status −0.10 −1.03

Number of children 0.07 0.76

Job level 0.39 4.08***

Total monthly income 0.32 3.05**

Education level 0.03 0.25

Model info

Fp 12.57***

Adjusted R2 0.13 ++

Notes: N = 606. ***p � 0.001 **p � 0.01 *p � 0.05

Table 12.3 Biographical differences on career satisfaction

Biographical
variable

N Mean (SD) Mean
differences

95% confidence
limits

F df p Cohen’s
d

Lower Upper

Age 4.65 3 0.01

45−60 yrs
25−44 yrs

64
476

4.08
3.70

0.76
0.99

0.38 0.048 0.711 0.05 0.38
+

Race 11.40 3 0.000

White
Indian

361
66

3.93
3.55

0.84
1.13

0.38 0.055 0.706 0.05 0.34
+

White
African

361
119

3.93
3.38

0.84
1.09

0.54 0.284 0.798 0.05 0.50
++

Coloured
African

40
119

3.90
3.38

1.01
1.09

0.52 0.071 0.959 0.05 0.48
+

Marital status 8.70 3 0.000

Divorced/
Separated Single

23
172

4.05
3.45

0.92
1.10

0.60 0.0529 1.153 0.05 0.55
++

Married
Single

392
172

3.88
3.45

0.90
1.10

0.43 0.201 0.654 0.05 0.39
+

Number of
children

4.35 5 0.01

2
1

159
132

4.04
3.64

0.83
1.02

0.40 0.076 0.724 0.05 0.39
+

2
0

159
252

4.04
3.61

0.83
1.00

0.43 0.147 0.705 0.43
+

Job level 18.11 5 0.000

Executive
Manager

38
162

4.35
3.69

0.70
1.00

0.66 0.184 1.128 0.05 0.66
++

Executive
Employee

38
207

4.35
3.36

0.70
1.03

0.98 0.522 1.45 0.05 0.95
+++

Director
Manager

55
162

4.27
3.69

0.72
1.00

0.57 0.166 0.983 0.05 0.57
++

Director
Employee

55
207

4.27
3.36

0.72
1.03

0.90 0.505 1.299 0.05 0.87
+++

Senior-manager
Manager

117
162

4.09
3.69

0.73
1.00

0.40 0.082 0.717 0.05 0.40
+

(continued)
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Chapter 13
Encouraging Older People to Continue
Participating in Civil Society
Organizations: A Systematic Review
and Conceptual Framework

Rodrigo Serrat, Feliciano Villar and Montserrat Celdrán

Abstract The participation of older people in civil society organizations has
received considerable attention in recent years due to its potential for contributing to
the health and well-being of the individuals concerned and also for creating social
and economic benefits for the community. However, much of the previous literature
has focused on human and social capital predictors of participation and on indi-
viduals’ motivations for joining organizations or the barriers to their entry; far less
attention has been paid to the reasons why people stop participating once they have
begun. The study of this issue is fundamental for the sustainability of organizations
in the future, as it will allow the design of strategies to promote continued par-
ticipation among older people. In this chapter, we revise the literature on factors
associated with the retention of older people in civil society organizations. We
propose a conceptual framework to understand these factors, which classifies them
as means-related, motives-related, or organizational and opportunity
context-related. The implications for retention theory and practice are discussed in
the light of the results.

Keywords Civil society organizations � Retention of older people
Organizational sustainability � Ageing workforce

Introduction

With the progressive aging of the population, there is an increasing global
awareness of the need to keep older people active and engaged within their com-
munities. This concern is reflected in numerous policy recommendations at local,
national, and international levels (United Nations 2002; WHO 2002). The partici-
pation of older people in civil society organizations promotes their health and
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well-being and also contributes to strengthening communities and developing social
capital (Anderson et al. 2014; Gonzales et al. 2015). Similarly, participatory
democracy approaches to public participation support the active inclusion of
ordinary citizens in decision-making processes within civil society organizations
(Fung and Wright 2001).

In recent years, an increasing number of studies have addressed the issue of older
people’s participation in civil society organizations. These studies could be broadly
classified using a process model in which either (a) antecedents; (b) outcomes; or
(c) experiences of participation are taken into account (Musick and Wilson 2008;
Wilson 2012). Studies on antecedents focus on the factors that boost or facilitate
seniors’ participation. At present, this is by far the most developed line of research
in this area, and focuses on the effects of factors such as socio-economic and social
capital resources (Serrat et al. 2015; Warburton and Stirling 2007), or personality
variables (Serrat et al. 2017; Warburton et al. 2001). Among antecedents, a con-
siderable amount of research has also been carried out on older people’s motiva-
tions for joining civil society organizations (Petriwskyj et al. 2014; Serrat and Villar
2016) and to a lesser extent on barriers to their participation (Petriwskyj et al.
2017), including some systematic reviews (Principi et al. 2012; Petriwskyj and
Warburton 2007).

The second line of inquiry focuses on the outcomes of elders’ participation in
these organizations. This line of research addresses the potential benefits to indi-
viduals of this type of participation in terms of health, well-being, and mortality
risk. Participation in civil society organizations has been associated with better
physical and mental health (Kishimoto et al. 2013; Lum and Lightfoot 2005),
higher scores on different measures of well-being (Kahana et al. 2013; Serrat et al.
2017; Son and Wilson 2012), and lower risk of mortality (Harris and Thoresen
2005; Okun et al. 2013). Several systematic reviews have also been conducted
(Anderson et al. 2014; Cattan et al. 2011; Jenkinson et al. 2013).

Finally, the third line of research, which has received much less attention from
scholars (Celdrán et al. 2017; Wilson 2012), addresses the experience of partici-
pating itself. A key aspect of this experience is its dynamics, defined as the process
whereby people move in and out of participation. A number of studies have
addressed the problem of retention: that is, the factors that explain why older people
continue or stop participating in civil society organizations once they have begun
(Morrow-Howell 2010). This line of research is fundamental for the sustainability
of organizations in the future, as it may allow the design of strategies to ensure
older people’s continued commitment to their organizations. However, the evidence
regarding the retention of older people in civil society organizations remains dis-
perse, and no attempt has been made to develop a conceptual framework for
understanding the factors that drive retention in this specific type of participation.
A framework of this kind may also identify potential practices and policy measures
to increase the retention of older participants. This chapter has the following
objectives:
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Objectives of the Chapter

• O1: To identify and classify factors associated with the retention of older par-
ticipants in civil society organizations.

• O2: To identify empirically-based measures for promoting retention of older
participants in civil society organizations.

Research Design

We conducted a systematic review of the literature on older people’s retention in
civil society organizations. The papers reviewed were obtained by searching
Psycinfo, Sociological Abstracts, Web of Science, and Scopus prior to June 2017
using the search terms (Ageing OR Aging OR Aged OR Old age OR older people
OR older persons OR older adults OR seniors OR senior citizens OR elder* OR
later life OR third age) AND (all the combinations between civic OR civil OR
citizen* OR political AND participation OR engagement OR involvement, AND
volunteering). The searches were limited to peer-reviewed papers published in
English.

Data were extracted in two phases. In the first phase, titles and abstracts were
scanned applying the following set of inclusion criteria: (1) the paper’s main focus
was on civic participation; (2) the paper’s main focus was on older adults (+50) or
their comparison with younger cohorts. Papers with a broader focus or not focused
on older adults were therefore excluded from the review. In the second phase, the
full text of the remaining papers was scanned and a second set of inclusion criteria
was applied: (3) the paper explicitly addressed issues of retention; (4) the paper was
based on empirical data.

We content-analyzed the papers included in the review with the objective of
identifying and classifying factors associated with retention. This process was
conducted independently by authors 1 and 2, who read the papers, identified the
retention factors mentioned, and grouped these factors into categories and subcat-
egories based on the similarity of their content. Interrater agreement after discussion
of discrepancies was 93%. To increase the validity of the results, the third author of
the chapter—who was not involved in the content analysis—carried out a
peer-debriefing process. This process, as described by Creswell and Miller (2000),
consists of reviewing the category system and challenging researchers’ explicit and
implicit assumptions through regular group discussion meetings.
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Findings

After the exclusion of duplicate references, the initial search revealed 1,083 papers
(see Fig. 13.1). Screening of titles and abstracts (1st phase) resulted in the exclusion
of 643 papers which were not focused on civic participation or had a broader focus
(n = 378), or which were not focused on older adults (+50) or their comparison
with younger cohorts (n = 265). The full text scanning of the remaining 440 papers
(2nd phase) resulted in the final selection of 34 papers meeting the second set of
inclusion criteria, after the exclusion of 402 papers which did not explicitly address
issues of retention and four papers which were not based on empirical data.

The papers included were published between 1989 and 2017, although most of
them (n = 31) were published after 2000, and half (n = 17) were published after
2010. There was a clear hegemony of studies using US samples (n = 20), followed
at some distance by studies using Australian (n = 4), Chinese (n = 2), Spanish
(n = 2), and UK (n = 2) samples. Other countries and regions of the globe were
clearly underrepresented. Only one paper was based on a transnational comparison,
in this case between European countries (see Table 13.1).

With regard to the methodological approach, most studies used a quantitative
design (n = 26). There were very few qualitative (n = 6) or mixed-methods (n = 2)

Fig. 13.1 Flow chart systematic review
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designs. As for ample size more than half of the studies reviewed (n = 18) used
medium-sized samples (n = 106–615), eleven used small samples (n � 88), and
only a few (n = 5) larges samples (n � 1,347). Finally, most papers were
cross-sectional (n = 24), and thus provided a snapshot of the factors associated with
retention among older adults. Of the 10 longitudinal studies identified, half were
based on secondary data (Health and Retirement Study; Survey of Health, Ageing,
and Retirement; American Changing Lives Survey) and half on primary data.

Regarding the type of organizations analyzed, most studies focused on older
adults’ participation in volunteer groups (n = 30), including educational, health,
social and community, and religious organizations. Among them, six studies
focused on programs whose target population was older people themselves, and five
on intergenerational programs such as Experience Corps (the subject of three
studies). Studies addressing other types of civil society organizations were far less
frequent; they included research on older people’s participation in advocacy
organizations (n = 2), local government (n = 1), and political organizations
(n = 1).

The results of the content analysis identified three main factors associated with
older people’s retention in civil society organizations: means-related,
motives-related, and organizational and opportunity context-related factors (see
Table 13.2).

Means-Related Factors

Means-related factors reflect the availability of individual resources that are deemed
necessary for participation, such as civic skills, time or health. Participants’ level of
education was positively associated with longer involvement in civil society
organizations (Butrica et al. 2009; Hank and Erlinghagen 2010), although one study
found the opposite relationship (Martinez et al. 2006). Possessing specific skills that
are considered essential for a volunteering role, such as computer skills in the case
of virtual volunteering (Mukherjee 2010, 2011), have also been associated with
continued participation. Also, age itself was negatively associated with retention
(Serrat et al. 2017; Warburton et al. 2001).

Another reason for withdrawing was the loss of personal resources such as the
experience of physical or mental health problems (Adler et al. 2007; Tang et al.
2010), or decreased availability, due to having to care for a close relative whose
health deteriorates (McNamara and Gonzales 2011; Morrow-Howell and Mui
1989). In the opposite direction, the improvement in participants’ health as a
consequence of volunteering was identified as a reason to stay engaged (Mehta and
Yunong 2004).

The loss of free time for participating due to work (Warburton et al. 2001) or
other productive activities commitments (Arinze-Onyia et al. 2015;
Morrow-Howell and Mui 1989) was also a reason for withdrawing. McNamara and
Gonzales (2011) found that full-time employees who managed to reduce their
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Table 13.2 Categories and frequencies of the factors associated with older people’s retention in
civil society organizations (N = 34)

Categories n

Means-related factors 20

Educational level

Specific skills needed for participating

Age

Physical or mental health problems

Taking care of relatives

Work or other productive activities commitments

Transportation problems

Financial constraints

Length of participation

Time committed to participation

Motives-related factors 17

Perception of usefulness

Satisfaction with the work carried out in the organization

Fulfillment of participants’ motives

Loss of motivation

Prioritize more important or enjoyable activities

Organizational and opportunity context-related factors 16

Wide range of choices for participating

Personal control over one’s work

Flexibility regarding roles and time committed to the organization

Training opportunities

Stipends

Ongoing support and communication

Recognition of participants’ skills and service

Specification of participants’ roles, duties and rights

Opportunities for social interaction

Opportunities for inter and multigenerational contacts

Organizational management problems

Participants’ problems with clients of the organization

Social support and reinforcement

Residential relocation

Community attachment

Church’s attendance

Government policies

Familial systems/Welfare state regimes

Note The sum of categories’ frequency may be greater than 34 because some papers included more
than one category
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working hours were more likely to continue participating. Transportation problems
(Warburton et al. 2001) and financial constraints (Tang et al. 2010), including the
loss of stipends for participation (Harlow-Rosentraub et al. 2011; Ulsperger et al.
2015), were associated with lower rates of retention. Interestingly, length of par-
ticipation (Butrica et al. 2009; Okun et al. 2016) and time dedicated to participation
(McNamara and Gonzales 2011) were positively associated with retention, proba-
bly due to an increase in personal resources and competences (Kuehne and Sears
1993).

Motives-Related Factors

Motives-related factors were mentioned by a number of studies which associated
older people’s perceptions, attitudes and motivations towards participation with
their continuation (Petriwskyj et al. 2017). A body of research, for instance, shows
that participants’ perception of usefulness (Grano et al. 2008; Wilson et al. 2017)
and their satisfaction with the work carried out in the organization (Cheung et al.
2006; Lie and Baines 2007) were positively associated with retention. Perceiving
participation as part of one’s identity (Cheek et al. 2015) or a sense of belonging to
a larger organization (Lie and Baines 2007) were also reasons for staying engaged.

Both altruistic and self-oriented motives have been associated with retention.
“Making a difference in the lives of others” (Cheek et al. 2015, p. 192), was found
as a reason to stay (Claxton-Oldfield et al. 2012; Mukherjee 2010), whereas ful-
fillment of self-oriented motives included keeping or maintaining friends made at
service or learning new things (Cheek et al. 2015; Lie and Baines 2007). Indeed,
fulfillment of participants’ motives by matching them with the experiences they
have while engaged, rather than the motives per se, may influence certain partici-
pants’ decisions to continue or to leave (Cheung et al. 2006; Okun and Eisenberg
1992).

Finally, participants’ loss of motivation has been highlighted as a reason for
leaving (Serrat et al. 2017; Tang et al. 2010). Some participants mention boredom
(Celdrán and Villar 2007), while others stop participating in order to prioritize other
activities which have become more important or enjoyable in their lives (Tang et al.
2010; Warburton et al. 2001).

Organizational and Opportunity Context-Related Factors

Several studies associated certain organizational and contextual factors with the
retention of older people in civil society organizations. Regarding organizational
factors, or what Hong et al. (2009) called “institutional capacity”, research has
shown that measures oriented to improve participants’ decision-making capacity,
such as offering a wide range of choices for participating (Mukherjee 2010;
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Warburton et al. 2007), providing personal control over one’s work (Grano et al.
2008), involving participants in organizational decisions (Devaney et al. 2015), or
flexibility with regard to participants’ roles and the time they commit to the
organization (Tang et al. 2009a; Warburton et al. 2007) were all factors associated
with retention.

A second set of factors within this category relates to what organizations offer
participants. For instance, training opportunities (Hong et al. 2009; Ulsperger et al.
2015), stipends (Hong et al. 2009; Tang et al. 2009a, 2010), ongoing support and
communication (Morrow-Howell and Mui 1989; Mukherjee 2011), recognition of
participants’ skills and their service to the organization (Devaney et al. 2015;
McBride et al. 2012), a clear specification of participants’ roles, duties and rights
(Morrow-Howell et al. 2009; Wilson et al. 2017), opportunities for social interac-
tion within and outside the organization (Hong et al. 2009; Wilson et al. 2017), or
opportunities for inter and multigenerational contacts (Harlow-Rosentraub et al.
2011; Warburton et al. 2007) were also positively associated with retention. In
contrast, organizational management problems (Morrow-Howell and Mui 1989;
Warburton et al. 2007) as well as participants’ problems with clients
(Morrow-Howell and Mui 1989; Ulsperger et al. 2015) were all identified as rea-
sons for leaving.

Contextual factors affecting retention operated at the micro, meso and macro
level. At the micro level, social support and reinforcement were positively asso-
ciated with retention (Cheung et al. 2006; Okun and Eisenberg 1992). In contrast,
residential relocation was identified as a reason for leaving (Butrica et al. 2009). At
the meso level, factors such as community attachment (Harlow-Rosentraub et al.
2011) or church attendance (McNamara and Gonzales 2011) were positively
associated with retention. Finally, macro level factors such as government policies
(Warburton et al. 2007), family systems, or welfare state regimes (Hank and
Erlinghagen 2010) were also associated with older people’s retention in civil
society organizations.

Discussion

The first objective of this chapter was to propose a conceptual framework for
attempting to understand the factors associated with the retention of older partici-
pants in civil society organizations. To do so, we carried out a systematic review of
the literature. This review identified 34 peer-reviewed papers focusing on this issue,
most of them published in the last 15 years. The figures indicate the growing
(though still relatively new) interest in the topic.

On the basis of a content analysis of the papers included, we built an initial
conceptual framework of the factors associated with older people’s retention in civil
society organizations. This framework classified factors as means-related,
motives-related, and organizational and opportunity context-related. Means-related
factors reflect the availability (or loss) of resources that are considered necessary for
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participation, such as time, education, health, or income. Motives-related factors
include participants’ perceptions, attitudes, and motivations towards participation,
such as their perceptions of its usefulness or their own satisfaction. Finally, orga-
nizational and opportunity context-related factors reflect a wide range of organi-
zational and socio-cultural factors that affect older people’s decisions to continue
their participation.

In this chapter we bring together the rather dispersed literature on older people’s
retention in civil society organizations and provide a useful conceptual framework
for understanding what drives retention in this specific type of participation. Our
systematic review also suggests the need for more studies on this topic. Specifically,
at least four key areas are in need of further development.

First, we need to understand how socio-demographic diversity impacts on
retention. In other words, we need to move on from identifying factors associated
with retention to examining how these factors interact with individuals’
socio-demographic characteristics. For instance, Serrat et al. (2017) showed that
organizational and opportunity context-related factors may be more salient for
younger elders than for their older peers, probably because they are less certain of
how aging may affect their opportunities for participation; similarly, with regard to
retention, Tang et al. (2010) stressed that means-related factors, and particularly
incentives, may exert a greater influence on lower-income Americans than on their
higher income peers. However, although the efforts to understand these interactions
have increased in recent years (Petriwskyj et al. 2017), much of the research is still
in its early stages.

Second, most research on retention has focused on older people’s participation in
volunteer groups, and has thus neglected other types of civil society organizations.
Factors driving retention are strongly shaped by the specific characteristics of the
type of organization considered. Serrat et al. (2017), for instance, showed that
certain reasons for leaving that older volunteers did not report, such as feeling that
the organization has changed its mission or philosophy, were important for those
participating in political organizations. So, we need to look beyond the limits of
volunteering organizations to consider how retention operates in a wider range of
civil society organizations. Even inside the field of volunteering, Celdrán and Villar
(2007) identified striking differences in the factors affecting retention among dif-
ferent types of organizations. This variable, therefore, needs to be taken into
account in any analysis of older people’s retention rates.

Third, most of the studies of older people’s retention in civil society organiza-
tions are from English-speaking countries, notably the US and Australia. Other
regions of the globe are clearly underrepresented. Civic participation is highly
influenced by the socio-historical context; considering where and when participa-
tion occurs is key to understanding why some older participants may decide to
leave their organizations or continue to participate. Thus, there is a clear need for
more research in non-English-speaking regions, and also for cross-cultural studies
comparing factors associated with older people’s retention in civil society organi-
zations across countries. To our knowledge, the only study of this issue carried out
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from a cross-cultural perspective is the one by Hank and Erlinghagen (2010), but
they considered volunteering only at the European level.

Finally, there is a clear problem of measurement. Most studies used ad hoc
questionnaires to assess retention, thus impeding therefore the comparability of
results. Thus, the development of a standardized questionnaire that takes into
account the results from previous research and the conceptual framework we pro-
pose in this chapter may be a desirable goal for future research. To date, the only
attempt in this direction is the study by Hong et al. (2009), who developed a
questionnaire to measure what they called ‘institutional capacity’. However, this
instrument addresses only one dimension (organizational and opportunity
context-related) of the three we have identified in our conceptual framework. Thus,
the development of an instrument measuring retention across the three categories
identified in this chapter is now necessary.

Implications for Retention Theory and Practice

The second objective of this chapter was to identify empirically-based measures for
increasing the rates of retention of older participants in civil society organizations.
These measures can be defined using the initial conceptual framework proposed in
this chapter, which classifies factors associated with retention as a) means-related,
b) motives-related, and c) organizational and opportunity context-related.

Measures addressing means-related factors that can encourage continued par-
ticipation among older people include the following. First, organizations must pay
attention to older people’s diversity and provide opportunities for participants with
diverse backgrounds and skills (Warburton et al. 2007). Second, adapting the tasks
and allowing less-time intensive forms of participation may be a way to retain older
participants with disabilities or in poor health, or those with care commitments or
those engaged in other productive activities (McNamara and Gonzales 2011;
Warburton et al. 2001). Third, ride-share opportunities may be appropriate for those
experiencing transport problems or who live in rural areas (Adler et al. 2007), and
ways to allow virtual or home-based participation should be explored (Mukherjee
2010; Tang et al. 2010). Finally, measures such as free or inexpensive meals (Adler
et al. 2007), transport stipends (Kuehne and Sears 1993), or economic stipends
(Tang et al. 2010) may help to keep those with financial constraints engaged with
the organization.

The second set of measures impact on motives-related factors. In general,
research shows that in order to keep older people participating for longer periods,
organizations need to match the experiences, activities and tasks assigned to them
with their motives, interests and expectations (Butrica et al. 2009; Okun and
Eisenberg 1992). This implies paying attention to the wide range of motives that
could keep participants engaged—not just altruistic motives but also self-oriented
ones such as learning new things and meeting new friends (Cheek et al. 2015;
Cheung et al. 2006; Lie and Baines 2007).
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Finally, measures to address organizational and opportunity context-related
factors should seek to improve participants’ capacity for decision-making and
increase the range of the activities on offer. For instance, widening the range of
choices for participating (Mukherjee 2010; Warburton et al. 2007), providing
personal control over one’s work (Grano et al. 2008), and involving participants in
decisions (Devaney et al. 2015) may help to increase their engagement in organi-
zational aspects, while providing training (Hong et al. 2009; Morrow-Howell and
Mui 1989) and ongoing support and communication (Mukherjee 2011; Tang et al.
2010), and recognizing participants’ skills and service (Devaney et al. 2015;
Tang et al. 2009b) are useful ways to expand the range of opportunities offered and,
as a result, increase retention rates.

Summary

In today’s ageing societies, older people have an increasingly important role to play
in civic organizations. Many studies have sought to determine factors that promote
their involvement, and the barriers that hamper or impede it. However, factors
influencing retention have not received comparable attention. The present chapter
highlights the variety of these retention factors, which range from means-related to
motives-related and organizational and opportunity context-related. We have tried
to show how taking these factors into account and implementing appropriate
organizational managing policies is key to maintaining older participants’ satis-
faction and commitment and to making the most of the scarce resources available to
these civic organizations.
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Part V, Organisational–Individual Relationship: Psychological Contract, comprises three chapters
that illustrate the role of the psychological contract in the psychology of retention. Linking back to
the external organisational context (VUCA and digital landscape; see Part II) influencing the
psychology of retention, Part V highlights the psychological contract needs of the millennials who
are digital natives.

Overview

In Chap. 14, Millennial and Psychological Contract: Social Constructivist Approach, Ade Irma
Anggraeni makes a compelling case for adopting a social constructivist approach in designing
career development support interventions for the retention of millennial workers. Based on a sound
literature review, the author argues that millennial workers tend to like collaborative work envi-
ronments and social interaction. Facilitating social, collaborative learning practices may help to
manage psychological contracts in the context of millennial workers, especially in encouraging



their participation and contribution as a form of self-esteem fulfilment and self-actualization. The
chapter presents practical implications of millennial worker collective activity in developing
millennial worker knowledge, especially related to the organizational efforts in building a learning
culture. The author provides mentoring guidelines for career development based on millennial
worker characteristics.

Chapter 15, Knowing Me is the Key: Implications of Anticipatory Psychological Contract for
Millennials’ Retention by Nada Zupan, Katarina Katja Mihelič and Darija Aleksić, describes
millennial talents as an important source of competitive advantage in an increasingly digitalized
and globalized business environment. The chapter makes a valuable contribution to the retention
research literature by exploring through a quantitative survey millennials’ employment expecta-
tions with the anticipatory psychological contract in two under-investigated contexts—Central and
Eastern Europe and East Asia. In a second study, the authors also identified potential psychological
contract breach situations for a Slovenian sample when comparing students’ and employers’
expectations. The authors propose relevant retention strategies and practices for young talent
retention.

In Chap. 16, Managing Diversity in Talent Retention: Implications of Psychological Contract,
Career Preoccupations and Retention Factors, Alda Deas reflects on the implications of diversity
on the retention of talented employees. The chapter focuses on race, gender, generational cohorts,
marital status, job level and employment level as important precursors for the psychological
contract, psychosocial career preoccupations and retention factors. Drawing from an empirical
study involving a sample of academic and support staff employees from a higher education
institution in South Africa (N = 579), the chapter highlights that employees’ diverse biographical
characteristics may influence their psychological contract and psychosocial career preoccupations.
Organisational retention strategies may benefit from the study findings by considering the unique
needs of diverse groups of employees.

Key Insights

Relatively little is known regarding the psychology of retaining the younger generation of mil-
lennials. Part V contributes to a better understanding of millennials’ expectations at work and their
retention especially.

Practice Guidelines
The author of Chap. 14 suggests a constructivist approach in developing interventions for mil-
lennials to develop their career resilience through learning as part of their career development and
growth. Career development programmes need to be based on the specific skills that employees
need to build for maintaining work quality and performance improvements. The use of information
technology and social approaches in mentoring, coaching, performance assessment, training and
career development support is emphasized for millennials. The authors of Chap. 15 demonstrate
the importance of analysing psychological contracts, and more specifically the anticipatory psy-
chological contracts to better understand millennials’ expectations at work and their retention. The
authors highlight inter alia practices such as assessing perceptions of career development obli-
gations to identify perceptions of psychological contract violations. The research highlights that in
developing talent management practices, national and socio-economic contexts should be con-
sidered as they both affect the formation of expectations. In Chap. 16, the author demonstrates the
importance of conducting surveys that assess the differing career development needs and psy-
chological contract expectations of diverse groups of employees, including generational cohorts as
these influence their satisfaction with retention practices.
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Research Gaps
Chapter 14 highlights the need for research on the psychological contract needs of millennials who
are digital natives and which influences the psychology of retaining them. The authors of Chap. 15
emphasize additional research on the antecedents and mechanisms that lead to the turnover
intentions and actual turnover of millennial talent because little is known about the psychology of
retaining this younger generation of employees. In Chap. 16, the author recommends further
research on the links between employees’ psychological contract, psychosocial career preoccu-
pations and retention factors in diverse occupational settings.
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Chapter 14
Millennial and Psychological Contract:
Social Constructivist Approach

Ade Irma Anggraeni

Abstract The psychological contract as a manifestation of employment relation-
ship needs to touch the motivational aspect of employees in line with the
increasingly intense competition in recruiting and maintaining the talented worker,
especially the millenial generation that currently occupies the largest portion of the
workforce. Work characteristics and values of the millennial generation affect the
dynamics of psychological contract management that has become more focused on
flexibility and employability skill development. Millenial workers—motivated to
develop professional competence—tend to like collaborative work environments.
Based on the social constructivist paradigm, organizations can facilitate learning
process of millennial workers through social interaction. The process of sharing
knowledge becomes the focus of millenial workers in order to improve
decision-making ability, problem solving and communication building. The social
constructivist approach becomes relevant in managing psychological contracts in
the context of millennial workers, especially in encouraging their participation and
contribution as a form of self-esteem fulfillment and self-actualization. This chapter
presents practical implications of millenial worker collective activity in developing
millennial worker knowledge, especially related to the organizational efforts in
building learning culture. In addition, human resource practitioners are expected to
be able to gain a valuable guidance in devising strategies to maintain millenial
workers by focusing on building professional and social competence. There are also
mentoring guidelines for career development based on millenial worker
characteristics.
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Introduction

Research in the field of employment relationship emphasizes that human resource
management does not just stop at the practical adoption of HR management
practices without considering the dynamics of aspirations and employee expecta-
tions. Therefore, some written agreements and HR management practices require
supporting components to be well internalized and achieve their primary goal of
directing employee attitudes and behaviors in a harmonious atmosphere. The latest
developments in the field of employment relationship concludes that successful
organization building competitive advantage through human resources have a
tendency to follow up the agreements and the written policies in the form of
psychological contract (Hughes 2008).

Psychological contract is also an important concern for the organization as the
competition gets deeper in recruiting and retaining talented employees. In the
competition for high-skilled employees, psychological contracts are used as an
employer branding that can provide a foundation for talented employees in inter-
preting employee value proposition (O’Donohue 2009). To build employer
branding, the management of psychological contract needs to consider improving
and developing talented employees who can add value to the organization
(Rosethorn 2009).

There is a substantial change in the management of employment relationships. In
the past, companies emphasized more on providing assurance to employees to work
until retirement in the company. Past employee relationships were also identical
with the rewards that tend to be based on equity, and incremental benefit adjustment
(Chambel and Fotinha 2009). But this strategy creates problems especially when
the company plans to expand and move massively to achieve more optimal per-
formance and competitiveness. These rewards and benefits cause serious problems
because employees are not motivated to build competence within the organization
(Bittner and Schipper 2014). This condition causes the organization and employees
tend to move in different directions so that at a certain point, the company does not
have competent human resources to run its business. This strategy is also poten-
tially incompatible with the demographic characteristics of the labor force that
comes with different expectations. Certainly, it is really different to the previous
generation. If the previous generations were more motivated on working guarantees
to retirement, the characteristics of the current millennials generation tend to be
more mobile and they are very unique in terms of the combination of orientation
toward high career achievement as a form of self actualization and the necessities of
work in the environment conducive work (Moore et al. 2015).

Psychological contract as a strategy for retaining employees needs to consider
the generation change component. (Strauss and Howe 1991). Today, the millennials
occupy the largest proportion of the global workforce. This generation needs special
attention because their expectations and needs are very different to the previous one
(Deloitte 2014). The characteristics of the millennial generation that consider
themselves as a privileged resource within the organization raises expectations.
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They expect that the organization need to treat them differently (Lancaster and
Stillman 2010). The millennial generations have a high self-esteem because the
social environment and family believe that these generations will achieve success. It
needs to understand that the characteristics of millennial generation in the work-
place also aim to build an effective communication. This generation is
team-oriented because they grow up with peers, through collaborative learning in
group learning systems. The dominant characteristic of these generations is high
achievers because they process with high educational standards (Ferri-Reed 2013).

The millennials are also the generation of technology users and they are fast
response in following the development of technology and social media (Taylor
2014; Winograd and Hais 2011). As this generation is very close to technology,
they believe that working with social media can boost the work productivity,
especially for speeding up the work processes, becoming more organized as well as
building more active working relationships.

Developing Millenials Careers Through Psychological
Contract

In the context of talented employee management, psychological contract plays a
role in encouraging employees to develop sustainable knowledge-sharing capabil-
ities (O’Neill and Adya 2007). Employees who are committed to their personal
career development, tend to be proactive in sharing knowledge to improve the work
professionalism. Chen (2014) affirmed that the importance of building a psycho-
logical contract can provide space for career development and employee retention.
In line with that, Dhanpat and Parumasur’s research (2014) concluded that the
effectiveness of psychological contract is determined by its strategic components.
This becomes relevant that the organization needs to design the factors that can grab
the millennials’ interest. This generation has an expectation that their workplace
provides an opportunity to contribute to the success of the organization, to have a
quality training and education program, harmonious superior-subordinate rela-
tionships, challenging work experience and open communication (Lynch 2008). So,
the strategic components developed by organization in managing the millennials
need to focus on the massive use of technology, the development of work-to-live
mentality, regular feedback, the development of collaborative activities in daily
routines and the opportunities to engage in community at the work place (Vincent
2012).

Psychological contract has wide scope covering throughout the process of
recruitment to career development for the employees within the organization. The
career development programs are run and socialized by the organization fairly and
transparently in the perception by employees to build positive employees rela-
tionships. Furthermore, the flexible work programs organized by organization in the
perception by employees as an organization’s effort provide a conducive working
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environment for employees so that they can balance the time between work and
personal life (Vos and Freese 2011). It becomes so important because the millen-
nials seek a workplace that is challenging, solid leadership, non-traditional work
schedules and friendly organizational culture (Raines 2002). It deals with the study
results of Pyoria et al. (2017) on the work orientation of millennials, it can be
concluded that this generation puts family life and pleasure as a priority. It means
that in the effort to manage millennials in the workplace, it is necessary to consider
the work-life balance components. This study also discusses the work commitments
of millennials. The results conclude that this generation is committed to the work
that they are interested in. The characteristics of this generation have a tendency to
switch jobs, but still in same work fields for the purpose of gaining the work
experience in the field of interest.

Psychological contract is an approach used by the organization to maintain the
spirit, commitment and performance of employees in the face of increasingly
dynamic business demands. Intensive socialization is an organizational effort to
prepare and assist employees to face the process of organizational transformation
(Vos and Freese 2011). Socialization is also considered by new employees as a
proactive effort of the organization in creating a conducive working environment
(Tomprou and Nikolau 2011). In the context of change, the millennials would like to
work in the environments that encourage collaboration rather than competition
(Gutfreund 2014). This generation also has a goal of working on innovative activ-
ities and the achievement of social missions (Walsh 2015). Therefore, the process of
organizational change is interpreted by the millennials as an opportunity to build a
collaboration which aims to harmonize the dynamics of organizational motion that
demands creativity and personal goals that want to contribute to a better social life.

Psychological contract is an employees’ belief about the organization’s proactive
efforts in understanding and facilitating the needs and expectations of employees.
Expectations become the basis for employees in contributing and otherwise the
organization need to manage employee expectations through a fair exchange mech-
anism. Employees will work effectively when there is fairness between what the
organization will give and what employees should give to the organization. For that
reason, a psychological relationship should be capable of creating emotions that lead
to the attitudes and positive behavior of employees. This relationship can harmonize
the relationship between the employees and the organization (Armstrong 2009). This
relationship helps the organization in predicting the output that employees can pro-
vide. In the context of millennial generation management, it should be a major
concern as this generation has the belief that their opinions are worth listening to. This
generation also has high confidence that they are able to achieve success (Vanmeter
et al. 2013). The millennials seek flexibility in the workplace. They are an indepen-
dent generation and prioritize moral responsibility to make a difference in the
workplace. They are also a generation that puts forward smart and fast working
patterns, tends to be multitaksing and wants clear direction and standards (Caraher
2015).

The results of Freese et al. (2011) concluded that the effectiveness of the psy-
chological contract is determined by the competence development and the
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employees’ development within the organization. This condition makes employees
feel that the organization they work with, can fulfill their expectations for talent
development. The employees are motivated to develop themselves when the
demands of work require them to maximize all their capabilities. Herriot et al.
(1997) argued that the components of work can motivate employees to master and
develop their skills. The research conducted by Corder and Ronnie (2017) con-
cluded that psychological contract affects employee motivation, especially on the
aspects that involve support, flexibility and direction. The study has found that
employees have expectations about openness in communication and involvement in
decision making. The psychological contract components that are considered
important by employees also relate to the opportunities to improve professionalism
through training. A various and challenging work design can encourage employees
to master new skills to meet job demands. It deals with the expectations of the
millennial generation that wants flexible working time and professionalism devel-
opment (Sujansky and Ferri-Reed 2010; Lancaster and Stillman 2010; Riccardi
et al. 2014).

Career Development Approach as the Strategy
of the Millenials Retention

One of the career theories is the Self Concept Theory of Career Development by
(Super 1980) based on the dynamic interaction between mental development,
experience, environmental characteristics and stimulation in shaping career devel-
opment. This theory was developed further by Savickas (2002) and he argued that
career development is strongly influenced by the social environment and relation-
ships affect each other between the individuals and their environment. In order to
develop a career, the individuals need to work to meet the existing standards in the
environment and be accepted by their social environment (Leung and Chen 2007).

Career is interpreted as the series of behaviors and habits related to the work of a
person throughout his life (Hall 1996). To develop a career, one needs the ability
and knowledge to respond to work challenges and constantly learn to improve the
personal qualities, be able to adapt to the environmental changes and remain
focused in achieving superior performance to achieve the organizational goals
(Collard et al. 1996). The ability to adapt and grow in a dynamic work environment
embodies career development. It is built by a career management process and it
involves an interaction between the individual and the work environment by
engaging the risk-taking with the wisest consideration and can be built by every
employee (London 1983).

Career development studies began to develop in the late 1990s as concluded by
Bernard (1996) that everyone can develop a career by increasing optimism and
opening up to sharing possibilities. The concept of career resilience is a new
paradigm in the study of employment relationships. In the old paradigm,
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organization provides a clear work. It is a status as a member of the organization
and long-term employment guarantees. In return, employees are required to work
hard, be loyal and perform well. Nevertheless, the view has quite radically changed
along with the phenomenon of free trade, the process of industrial engineering,
downsizing and the development of information technology. The employees are no
longer to focus on long-term job security, but the ability of the organization to
provide career development for the employees. So, the employees’ competency and
skills can always keep up with the demands of the labor market (Kristof-Brown
1996).

There is a supporting literature revealed by Latack (1984) who divided the
dimensions of career resilience into six dimensions: adaptability, individual
assessment toward the outcomes, individual beliefs toward his ability, indepen-
dence, risk-taking and tolerance to uncertainty and workplace pressures. The ideas
of Luthar et al. (2000) interpreted the career resilience as a dynamic development
process of individual, not just personal characteristics so that anyone can master the
ability.

Concerning the concept of career resilience, the existence of millennials in the
workplace poses some challenges but also positively impacts the organization. The
millennials are the generation that has a high tolerance for changes. The career
development programs of millennials need to be designed to optimize their capa-
bilities and engagement in changing situations and ensure that their best contri-
bution impacts on improving their careers. This is because these generations want a
work environment that values their self-development and gives them the opportu-
nities to learn new things (Gilbert 2011). The millennials look for workplaces that
are able to provide challenges in employment and professional development skills.
These necessities should be addressed by the organization with a focus on pro-
viding feedback toward the achievement of performance as the millennials retaining
strategy (Park and Gursoy 2012). Specifically, it is necessary to include the man-
agement initiatives of knowledge and the teamwork in the millennials’ planning
careers to increase their involvement. The implementation of this strategy requires a
leadership role as a partner in the millennium planning process. The process of
meeting the employees’ expectations and the organization occurs in this process.
The organization needs to provide a clear guidance in helping the millennials to
design their career paths. Thompson and Gregory (2012) asserted that millennials
will be loyal to the organization if they are given the opportunities to develop their
abilities and relationships with other members of the organization.

London and Mone (1987) concluded that individual who has career resilience, is
able to control the situations, to take risks under the uncetainty conditions, to
tolerate in confusing situations, to have confidence that they are capable of
achieving goals, to be independent, to be adaptable in environmental changes, and
able to work together with other organization members. Furthermore, Collard et al.
(1996) developed the concept of career resilience to six characteristics including the
ability to understand the personal potentials, to orientate adding values to the work,
to focus on the future, to dedicate themselves engaging in learning process, to be
flexible and able to build cooperation network in organization.
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One’s career resilience is determined by two aspects: the personal aspect and the
aspect of the work environment. In the context of work environment, career resi-
lience is obtained through the organizational support in the form of constructive
feedback and the opportunities to work autonomously. Career resilience also
becomes a practical study in counseling programs in various organizations. This
concept is used in the career development process so that the organization builds the
work environments and the relationships that are able to encourage the employees’
career resilience. Generally, the organization has adopted a career resilience model
in four stages. First, the organization actively explains this concept in the form of
employee professionalism development policy. Second, the organization determi-
nes a career counseling process to build employees’ understanding of the personal
value and expectations of employees in the workplace. Third, the organization helps
employees to identify and face challenges in achieving the desired career through
an understanding of employee intrinsic motivation. Fourth, the organization builds
communities for employees so they can develop themselves together (Rickwood
2002).

The application of career development theory in organization does not only rely
on the individual independence in building career. Byster (1988) concluded that
although the individual is the primary architect in building his career, the individual
also needs a help to find the personal value and the expectations in the work. The
organization also needs to provide supports so that the employees can meet changes
in the organization. It deals with Kerka (1993) who believes that a clear and real
information about the concerned work is a major component that can encourage
employees to be more capable to do the job.

London (1983) built the dimensions of career resilience into three domains:
self-manageability, risk-taking and connectivity. Self-managing ability is divided
into sub domains. They are self-esteem ability, ability to work autonomously,
adaptability, self-control, desire to get achievement, initiative, creative, have per-
sonal work standard and progress orientation. Furthermore, courage to risk-taking is
divided into sub domains. They include the ability to tolerate the uncertainty.
Connectivity components include the ability to establish relationships for career
development and the necessity of acceptance by colleagues and leaders.

King (2003) explained that there are seven aspects about career resilience. They
are not easily giving up in the face of difficult situations, persistent in pursuing
career goals, able to control the situation, remain responsible for completing work
in uncertain conditions, taking risks, responsible for career planning personally,
avoid to get more boss’ attention for self-advantage.

The concept of career resilience evolves as the business environment changes.
The processes, patterns and technologies adopted by the organization give a new
perspective on career concepts (Bridges 1995; Cascio 1995; Kotter 1995). In
addition, the increasingly flat organizational structure and design and organizational
tendencies to delegate non-core business creates new challenges and opportunities
for the employees to develop their careers (Hammer and Champy 1994; Meyer
1996; Handy 1988). These changes have an impact on human resource manage-
ment so that the organization needs to focus more on identifying the intellectual and
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learning needs within the organization (Kiechel 1993; Birchall and Lyons 1995).
Starting from the understanding of the changes above, Fourie and Vuuren (1998)
elaborates the concept of career resilience into three dimensions: self-belief, inde-
pendence and willingness to accept a change.

Based on the changes in the business environment, Bryant (1995) thought about
the needs for organization to focus on building the employee resilience. The
organization needs to direct the positive behavior of the employees so that they can
be optimistic and able to interact with the work environment quickly and efficiently.
This opinion confirms an expert opinion, Conner (1992). He concluded that the
individual who has career resilience, can assimilate to the new working conditions.

Millennials are the generation that seeks to find the organization that is able to meet
their expectations. This generation is known to be very career-oriented and has high
career ambitions. (Kong et al. 2015). This generation also has a strong work ethic and
high learning skills so it requires a work environment that can provide a consistent
feedback and support. To retain the millennials, the organization needs to encourage
them to determine career paths clearly and find some ways to develop the millennial
employee skills toward the top performers. The main concern of the millennials is the
rapid development of performance even in an environment of rapidly organizational
change. The millennials require challenges of work. It deals with the expectations of
millennials who tend to love the career progress that comes from acquiring new pro-
fessional skills. It deals with Bannon’s et al. (2011) explanation that the millenials
presence at work—with its uniqueness, talents and abilities—are capable of signifi-
cantly changing thework environment.Maxwell (2013) asserted that if the organization
commits to retaining millennial employees, the organization needs to build the mil-
lennials to be ready for jobs that can drive and guide them to maximize their skill sets.

Building Career Resilience Through Learning: A Social
Constructivist Approach

The constructivist existence in the learning process begins with criticism of the rigid
behavior and focuses only on the intrapersonal aspect (Mayer 1996). Individual
acquires knowledge and learning not exclusively but through the role of active
learner and interaction with the social environment (Vygotsky 1978). Thus,
learning in a constructivist view emphasizes the social interaction aspect as a
stimulus for individual cognitive development. Social constructivist is a realistic
approach that emphasizes learning activities in a highly contextual and specific
community (Woolfolk 2004). Learning in a social constructivist view involves a
process of personal and social development that performs a function as a whole
community. Thus, knowledge is a new understanding formed by the situation in the
community. There is a collective subjectivity derived from the participation and
contribution of each member of the community that is real and original (Davydov
and Kerr 1995).
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In constructivist paradigms, individual builds knowledge through interaction and
interpretation of the social environment. It is seen from the socio-cultural context,
the practice and value that exist in a community directly or indirectly guides the
individual to establish a cognitive system (Vygotsky 1978). The learning process in
the organization involves individual and groups to do planning, discussing and
solving problems (Sawchuk 2003). Planning, negotiating and building status in a
working relationship reflect the real experiences and they just happen. The learning
process also occurs when the employees internalize the values of the organization
and identify themselves both individually and socially. This situation is called
flying and grounding (Fenwick 2008) which deal with the concept of situational
learning. In this process, the employees do not learn about the technical aspects of
the work but they give more focus actively influencing each other’s existing
knowledge and values through a participatory process (Billet 2004).

The millennials are also accustomed to the situational learning to find the real
experiences and problems in their work. Roehling et al. (2011) suggested that the
participatory learning of the millennials aims to make the learning process more
active, resulting in a deeper understanding of the learned material and encourages
the sharing of perspectives. The concept of situational learning was firstly intro-
duced by Resnick (1987) who tried to bridge the theoretical learning knowledge
into the real world. The situational learning firstly was developed in the literature on
adult education and subsequently adopted by Marsick and Watkins (1999) in the
organizational context by formulating two types of learning: informal and inci-
dental. A research conducted by Enos et al. (2003), the learning process in orga-
nization mostly occurs in informal situations and it is a part of daily work activities.
This type of informal learning occurs through the interaction among the members of
the organization in the most obvious conditions. This is what distinguishes from
formal organizational learning. Roehling et al. (2011) suggested that the partici-
patory learning tends to be warmer and more informal, thus encouraging the mil-
lennials to improve self-efficacy. This method of learning also encourages the
millennials to explore ideas, risks and creativity to understand the decision choices
(Blashki et al. 2007). This generation is interested in displaying learning outcomes
in practical aspects especially when they face new roles (Broadbridge et al. 2007).

In the perspective of learning as an effort to develop ideas and knowledge,
Sawchuk (2003) concluded that learning is a series of analysis of an object to
understand the actual conditions and possibilities that can be developed to produce
new knowledge or solutions and then it can be applied in a system. This process
does not occur linearly, but simultaneously it involves the individual goals, abilities
and perspectives (Engestrom 2001). Wright’s research (2003) on software devel-
opment companies concluded that the process of interaction and employee
engagement enable the development of new skills. Employees involvement
involves two things: procedural involvement related to work and conceptual
engagement related to value and organization expectations (Gott 1989).

In a socio-cultural perspective, the real experience allows an individual to gain
new skills through social interaction with the other members of the organization and
participate in collective activities (Lave and Wenger 1991). The research conducted
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by Cahoon (1995) concluded that most of the learning processes in organization
occurs in daily work practices and social interaction contributes more to the
development of new employee skills than formal job training. Furthermore (Billet
1995) concluded that the participation of an individual with other members of the
organization through the authentic experiences provides an opportunity for the
employees to understand the organizational goals, develop skills and have a con-
structive connectivities to the job they have.

Billet’s research (2001) on companies with various industry backgrounds such
as mining, transportation, distribution, services, manufacturing and the public sector
concluded that situational learning can be applied in all areas of industry. Job
activities involve a set of practices and learning processes that can strengthen,
improve and develop new knowledge when employees participate in the work
(Billet 2004). This confirms the opinion of Eraut (2004) which explained that the
development of cognitive and reflective skills of employees is obtained through the
problem solving in the work. In the context of applying new knowledge, the sit-
uational learning processes help millennials to interpret a big-picture into an
applicative knowledge. This process allows the millennials to gain hands-on
experience in solving a problem. It deals with the opinion of Weiler (2005) that the
millennials want the process of obtaining efficient information for subsequent
application in the work.

In the context of human capital management, intellectuality, information and
knowledge are important aspects in driving business success in an era of
knowledge-based economic progress. For that, the learning process becomes an
important aspect in achieving the organizational goals (Mezirow 1991). Designing
long-term vision and strategy requires an understanding of the learning objectives
in the organization and how learners (employees) can improve career resilience to
add value to the work relationships. Neesham (2007) argued that there are five
competencies that can be mastered by employees in the learning process. First is the
personal ability that has been attached to the individual before joining and playing
its role in the organization. This competency is obtained through single competence
learning experience. The second competence is the ability to run the various roles in
the organization obtained through the multiple competences learning experience.
The third competence is flexibility and adaptability. The next competence is the
ability to transform personal knowledge into the organizational knowledge capital
and it is built through the interactive and collective experiences. The last compe-
tence is the ability to combine individual and group learning objectives with the
organizational learning goals to achieve the business success and it is gained
through the innovative-progressive experiences.

Single competence learning experience is special and the competence of the
employees is technically appropriate in the field of expertise and job qualification.
Furthermore, the competencies gained through multipe competence learning
experience do not only focus on the job description but they are relevant to the
organization’s long-term needs. The situational-adaptive learning experience aims
to build employee competencies to adapt and keep performing optimally in a
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business competition environment by focusing on a strong vision and risk-taking
courage.

The social constructivist approach emphasizes new ways of thinking in dealing
with old problems through coordination processes (Hosking and Bass 2001). In
relation to the presence of generations in the workplace, social consturctivist-based
learning becomes relevant. This is why the millennials love learning through a group
work, team projects and collaborations that aim at sharing knowledge and ideas
(Murphy 2012). This generation loves a learning experience that can contribute to
career enhancement. The learning experience makes the learning process more active
which is proved by a deeper understanding of the learning materials being worked on
and encouraging the development process of sharing perspectives (Roehling et al.
2011). The interactive-partisipative learning process encourages the millennials to
generate the conclusions independently. This process encourages the exploration of
ideas, consideration of risk and creativity in an informal and warm atmosphere
(Blashki et al. 2007). The characteristics of millennial generation in the workplace are
demonstrated by the use of communication methods and information-based social
media search (Young and Hinesly 2014). However, the typical millennial charac-
teristics that work multitasking and want to display their best performance requires a
casual work environment and minimal bureaucracy. The millennials are determined
to be able to contribute more to the organization and prefer doing the challenging
work to working the rigid work environment. This generation tends to desire a career
in a work environment that implies flexibility and makes rooms for them to perform
the philanthropic and voluntary activities (Taylor 2014).

Implications: Mentoring the Millennials for Retention

Rousseau and Schalk (2000) concluded that psychological contract affects the
improvement of employees’ ability. In this study it is explained that the organi-
zation needs to focus on efforts to understand and meet the needs of employees in
terms of career development within the organization. The career development
programs designed by the organization need to be based on the specific skills that
employees need to build in order to maintain the work quality and the performance
improvements. This opinion deals with the conclusion of Stevens and Campion’s
(1994) research that organization needs to adopt new paradigms in human resource
management from the attributes related to employee personalities to the attributes
related to employee knowledge, skill and abilities. The current working environ-
ment demands employees’ ability to work together and collaborate so that
employee career development program must include the development of interper-
sonal competencies such as team-ability and negotiation skills (Mannering 2002;
Tractenberg et al. 2002).

A research conducted by Aichinger and Barnes (2010) on employee expectations
concluded that the reason of employees choose to work in an institution is due to
fulfill their expectations to improve the ability to work together and collaborate in a
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team. This finding deals with Diplari and Dimou’s (2010) study which concluded
that psychological contract of the employees’ development in the form of experi-
mental learning enhance the employees’ managerial skills including time man-
agement, team-building skills and leadership. The results of this study deal with the
findings of Callaghan et al. (2010) which concluded that psychological contract
focuse on a fair employee development program and it enhances the ability of
employees to work together. In the context of millennial generation management in
the workplace, this becomes relevant. The millennials are individuals who need
guidance, direction, certainty and feedback in performing the task. They also expect
appreciation, passion and access in return for their success (Hershatter and Epstein
2010). This generation tends to be multitasking, has a high curiosity, a desire to be
unique and authentic, independent thinking and freedom in making choices. The
millennials love the work atmosphere that can provide an intellectual stimulation
and work together in a team (Smith 2000). For that, the organization needs to
provide the challenging assignments and opportunities to collaborate.

The findings of Busby and Gibson (2010) also showed evidence that career
development program has an effect toward the development of teamwork skills.
Confirming the previous findings on the relationship between career development
and employee positive behavior, the results of Osibanjo et al. (2014) concluded that
career development contributes to the improvement of employees’ critical skills that
can add a value to the organization. The psychological contract relates to the
organizational efforts to prepare employees for any changes that occur within the
organization. If it is not properly managed, the changes will cause a resistance.
However, if it is managed and anticipated well, the changes in the organization will
have an opportunity to improve the employees’ critical skills (Harigopal 2006). The
psychological contract plays a role in giving assurance to employees that the
process of the organizational transformation in order to meet the needs and the
expectations of both parties. They are the organization and the employees that grow
together, along with the business growth. Therefore, in the process of the organi-
zational transformation, the role of psychological contract becomes important in
describing and socializing the organizational change programs, so that the imple-
mentation of change is same with the achieved objectives.

In an increasingly dynamic business environment, change is an aspect that
continually needs to be adapted by employees. Cope (2009) stated that organiza-
tional transformation shapes the knowledge and strategic capabilities of employees.
The organizational transformation also encourages employees to get out of the
comfort zone and work to develop the creativity of employees so that they can
adapt in the dynamics of the work environment (Chocqueel-Mangan 2011). The
employees who understand that change positively impact both themselves and
organization tends to see and follow up on opportunities to collaborate and work
together in team to stay in the flow of change (Miller 2011).

Related to the organizational change, the millennials are the generation that has
optimism and high expectations about the future of the organization (Hershatter and
Epstein 2010). These generations tend to be willing to follow rules, respect the
values of organizational social responsibility, have high social awareness, and
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expect that the organization has high ethical and moral standards (Sonier 2012). It
causes that the millenials have a concern and interest to be involved in achieving the
mission and the goals of the organization (Hershatter and Epstein 2010). The
organization can retain the millennials by considering these characteristics.
Establishing the value conformity between the organization and the employees can
encourage the millennials to move in changing situations. The organization that is
able to create the value conformity will be able to move the employees to contribute
more in achieving the success of the organization.

As part of the efforts to build the harmonious employment relationships, psy-
chological contracts needs to give the employees confidence that the organization
where they work with are able to create a conducive working environment to
enhance their knowledge and skills. The opinion supports Schwepker and Good
(2007) research which concluded that a conducive work environment encourages
employees to be more proactive and add value to the organization. For that reason,
the millennial retention strategies need to focus on encouraging them to design the
career goals, to plan the career success and to provide the feedback for achieving
the subsequent career goals (Seibert et al. 2013). In the early stages, the organi-
zation needs to design challenging positions and jobs to be achieved by the mil-
lennials. Such achievements require a mastery of technical, social and managerial
knowledge to improve job satisfaction (O’Shea et al. 2014). Organization can also
increase the millennials involvement by rewarding achievements when they are able
to build teams and through training as a process of organizing the organization
(Mayfield and Mayfield 2014). The millennials will feel more appreciated if they
are given the opportunity to improve their skills and be given more challenging
responsibilities (Ruys 2013). They will also be satisfied with their work if their
completion of duties can facilitate their need for the achievement of personal work
goals with the organizational support (Hakanen and Schaufeli 2012).

In addition to building a conducive working environment and productive
working relationships, the organization also need to build a climate that can
encourage an effective communication. The current phenomenon shows that the
position of managers is largely dominated by baby boomers generation. For the
current middle managers positions are dominated by the employees of X genera-
tion, while the demographic characteristics of employees who occupy the position
of new entry are dominated by the millennial generation. The differences of these
characteristics affect the pattern of communication. The organization can do some
programs that can bridge the pattern of inter-generational communication for
example routinely sharing experience in informal and fun discussion. The organi-
zation needs to foster a stronger relationship and information sharing within the
organization. Practically, the organization can build a climate that can encourage
cooperation by optimizing the process of transfer of knowledge through the
workshop activities and the optimization of social media system.

The millennials love the work environments that provide mentorship, rewarding
for innovative activities and teamwork (Gilbert 2011). This generation also enjoys
the work environment that gives them the authority to complete work, provides
opportunities in job rotation and assignments that allow them to collaborate with
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others outside the organization (Lyons and Kuron 2013). In terms of building
employment relationships, the organization can increase the level of engagement of
the millennials through a reverse mentoring program that allows the young
employees to train the senior managers in technology and social media. Instead, the
senior managers can train the millennials about organizational experience and
knowledge (Mayfield and Mayfield 2014). This program is not only a bridge in
building intergenerational communication and building social capital, but also
helping the millennials to grow as leaders.

The organization needs to focus on encouraging the employees especially their
involvement in providing innovative advices for the organizational progress. In the
era of talent war, the organization needs to find lots of breakthrough in order to
maintain the knowledge worker through clear talent development programs as a
strong employee value proposition base. The implemented talent development
programs need to emphasize to ideal positions that directly relate to business
development. The development programs are no longer done similarly and yet they
increasingly lead to the needs of each employee. The organization needs to seri-
ously focus on developing talents that support the employees to achieve the
capabilities they need including the technical capabilities, professional managerial
and leadership. The organization can adopt the blended learning methods that
combine the classical learning-based and online learning (Budiharseno 2017). To
achieve an optimal learning outcome, it is necessary to set up a learning team that
serves to design and organize some training for the employees.

In order to encourage the employees’ involvement to provide innovative sug-
gestions, the organization needs to provide the decision-making opportunities. The
organization (HR department) needs to design policies that facilitate the employees
to be more flexible in making decisions regarding the implementation of operational
roles and managerial roles, starting from designing step to execution. The organi-
zation also needs to encourage the employees’ productivity through the perfor-
mance assessment based on information technology. It is used as a basis for office
automation and employee self-service development. The employees’ productivity
can also be enhanced by achievement awards, considering the employee expecta-
tions especially to the aspects of recognition and self-actualization. The millenials
are the generation that wants treatments that can make them feel appreciated and
supported. Related to the mentoring programs, the organization needs to focus on
non-traditional approaches and based on the use of technology. The mentoring can
start by involving the millennials in solving problems and implementing the worthy
opinions to do. This method is able to evoke feelings as part of the organization and
create a sense of informality (Zemke et al. 2013).
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Summary

This chapter presents the development of research in the field of psychological
contract as a strategy in managing millennial generation, reviewed from the per-
spective of social constructivist. This section describes the typical characteristics of
millennial generations that need to be considered in designing the effective psy-
chological contracts. One of the strategic aspects of the psychological contracts
implementation is related to an understanding of millennial expectations on career
development within organizations. Career development is the basis for building the
capabilities and resilience of millennial employees in order to give their best
contribution to the organization. It can be built by adopting a social constructivist
perspective that focuses on aspects of social interaction in the learning process that
are capable of encouraging the increasing knowledge, abilities and employee par-
ticipation of millennials. At the end of this chapter discusses about the mentoring
programs that need to be included in the psychological contracts implementation as
an effort to retain millennial employees.
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Chapter 15
Knowing Me is the Key: Implications
of Anticipatory Psychological Contract
for Millennials’ Retention

Nada Zupan, Katarina Katja Mihelič and Darija Aleksić

Abstract Millennial talents are an important source of competitive advantage in an
increasingly digitalized and globalized business environment. However, many
employers report challenges related to attracting, managing and especially retaining
young talents. Often, individual preferences and needs are not known and(or)
sufficiently considered, which creates tensions and increases the risk of losing
young talents. We explore Millennials’ employment expectations with the antici-
patory psychological contract in two under investigated contexts—Central and
Eastern Europe and East Asia. A quantitative research design is used to analyse the
features of anticipatory psychological contract, employing samples of undergrad-
uate business students. Findings reveal that Millennials prefer balanced types of
anticipatory psychological contract for both employee and employer obligations,
followed by relational and transactional types. The analysis uncovered certain
regional differences as well. In addition, potential psychological contract breach
situations are identified for a Slovenian sample when comparing students’ and
employers’ expectations. Based on these insights we propose relevant retention
strategies and practices for young talent retention.

Keywords Anticipatory psychological contracts � Employment expectations
Millennials � Psychological contract breach � Talent retention
Central and Eastern Europe � East Asia

Introduction

How to keep employees engaged and interested in staying in the company has
become a pervasive issue for HR professionals, managers, and leaders. Specifically,
in recent years, interest has grown in terms of how to retain the youngest
employees, often referred to as Millennials. These young talents with unique values,
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beliefs and expectations, are changing existing HR practices. Many suggest that due
to their distinct characteristics Millennials need a special consideration with regard
to talent management models used by their employers (e.g. McCracken et al. 2016;
Festing and Schäfer 2014). Stereotypically, Millennials are characterized as dis-
loyal, difficult to work with, entitled, and individualistic. Unlike previous genera-
tions, they put much less emphasis on work and more on hobbies and leisure time.
Born in times of increased globalization and digital transformation, they are not
afraid of changes. They have witnessed that job stability and working for a single
employer in the entire working life are becoming outdated. They appreciate varied
and challenging tasks and they build their career based on their personal devel-
opment and not loyalty to an employer. We see these characterizations in popular
press and everyday discussions. Nevertheless, academic research about Millennials
at work both confirms and disputes some of these claims (e.g. Twenge 2010; Cogin
2012; Becton et al. 2014; Kuron et al. 2015; Stewart et al. 2017). This confusion
about who the Millennials are and what they want is calling for further and more
theory-based research.

Millennials’ expectations regarding employment can be approached with a
psychological contract (PC) perspective, which has proven to be a useful concept
for researching talent management (Gallardo-Gallardo et al. 2015), and particularly
talent retention (Festing and Schäfer 2014; D’Amato and Herzfeld 2008). A PC is
usually referred to as employee and employer perceptions regarding their mutual
employment obligations (Rousseau 1995), they are subjective and implicit. Many
studies show that a breach of the PCs leads to lower employee satisfaction and
commitment as well as higher turnover intentions (Zhao et al. 2007). Therefore, it is
important to study PCs to understand and manage employee expectations regarding
the employment relationship. In addition, anticipatory psychological contracts
(APC), which refer to individuals’ pre-employment beliefs about expected
employee and future employer obligations, provide useful insights into young
talents’ expectations (e.g. De Vos et al. 2009). Although they are often based on
incomplete information (Sherman and Morely 2015) and naïve (Dulac et al. 2008),
entrants into labour market use APCs to evaluate relationship with prospective
employers (Sherman and Morley 2015). As such, APCs have important implica-
tions for talent management, especially for recruitment and retention.

Thus far, most of what is known about Millennials comes from studies con-
ducted in developed and mostly Western countries, while researchers rarely address
other geographical contexts. In addition, extant studies on APC focus mostly on
what prospective employees expect and the employers’ perspective has been largely
neglected. The main objective of this chapter is to deepen our understanding about
expectations that Millennials have about their future work and employment rela-
tionship and how those might affect their retention. Thus, we intend to complement
the existing literature by addressing the following research questions: (1) What are
the features of Millennials’ APC in transitional countries in Central and Eastern
Europe (CEE) and East Asia (EA)?, (2) What are the differences among
Millennials, in regards to APC, employment preferences, demographics and geo-
graphical location?, and (3) What are the potential risks for psychological contract
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breach and increased turnover intentions once Millennials get their first employ-
ment? In order to answer these questions, a quantitative research design was used.
The data for the first study were collected from Millennials in two CEE (Slovenia
and Poland) and EA countries (China and South Korea), addressing the first two
research questions. Additionally, employers’ data were collected in Slovenia on
their perception of PCs for Millennials for the second study to answer the third
research question.

In what follows, we describe the theoretical background regarding Millennials at
work and retention challenges faced by employers. The last theoretical part focuses
on establishing the link between PC, PC breach and turnover intensions. Next, we
present results of both studies, followed by a discussion and practical implications
for retention management.

Theoretical Background

Millennials and Work

Because Millennials are changing the nature of relationships and ways of working in
organizations, academic interest in their characteristics has grown over the years.
Unlike previous generations, Millennials have embraced the “work to live” phi-
losophy of life (Johnson and Johnson 2010), as evident from a lower work centrality
(Smola and Sutton 2002; Twenge et al. 2010) and a desire for more leisure time and
work-life balance (Kuron et al. 2015). Overall, research finds that Millennials are
more extrinsically motivated (Twenge et al. 2010). A recent empirical study con-
firms that they perceive as the most important extrinsic work values, such as
work-life balance, salary, job security, but intrinsic values such as achievement,
interesting work and advancement are also important to them (Kuron et al. 2015).
Especially learning, development and advancement have been identified among top
work values for Millennials (Lyons and Kuron 2014; Zupan et al. 2015), but it seems
their wish to enhance professional skills through training and mentoring is often
linked to a desire to be flexible and remain marketable (Holden and Harte 2004;
Cennamo and Gardner 2008). While they are willing to invest effort in their work
and demonstrate excellent performance, at the same time they want much in return,
and quickly (Winter and Jackson 2016). Another important thing they look for in a
potential employer is a meaningful and fulfilling job (Ng et al. 2010).

According to recent research, young Millennials prefer organizations that stress a
socially responsible culture and a work environment characterized by collegiality
(Kuron et al. 2015). They want to get involved in decision-making (Luscombe et al.
2013). Millennials have different communication patterns and feel most comfort-
able using text-based or computer-mediated communication (Pearson et al. 2010).
They are self-centred and stubborn and want to climb the hierarchical ladder
quickly. In fact, seeking opportunities for fast career advancement is Millennials’
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high priority thus confirming that they are ambitious (Ng et al. 2010). They also
expect investments of their employers into career management (Kong et al. 2015).

In terms of relationships at work, they want a greater level of support from
managers (Ng et al. 2010), the development and maintenance of high-quality work
relationships (Kong et al. 2015), they appreciate feedback (Graen and Schiemann
2013) and praise (Shaw and Fairhurst 2008). They do not want to be micromanaged
(Broadbridge et al. 2007), although they may seek detailed instructions on how to
complete their tasks (Hershatter and Epstein 2010). They tend to challenge
authority (Gursoy et al. 2013) and prefer their managers to be open and positive
(Broadbridge et al. 2007).

Challenges for Retaining Millennials

Millennials are the fastest-growing segment of the workforce, with a prediction that
they will comprise 35% of workforce by 2020 (Manpower Group 2016). They
possess the talent and the intellect to achieve their goals; thereby Millennials will
most likely be one of the greatest assets of organizations in the future (McCracken
et al. 2016). The challenge regarding retention mostly stems in the fact that
Millennials are known to be rather disloyal to the organization and appear to be
prone to switching jobs and/or careers (Gursoy et al. 2008; Thompson and Gregory
2012). Job mobility is a new normal for them (Lyons et al. 2015), indicating that
changing jobs every few years does not represent a burden but rather a challenge
and an opportunity to learn something new. According to the Pew Research Centre
(2010), nearly 60% of employed Millennials have already changed jobs at least
once in their careers, indicating that they do not plan to stay at the same organi-
zation throughout their career. Many organizations are unable to retain these young
professional, thereby losing resources due to unwanted turnover of Millennials and
lost productivity (Smith and Galbraith 2012; Sujansky and Ferri-Reed 2009).

It seems that because Millennials are the newest employees in the workforce,
employers do not have enough experience with managing these young talents
(Campione 2015). Namely, organizations are mostly failing to create work envi-
ronment that leverages the potential of Millennials but does not alienate the rest of
the workforce (Spiro 2006; Winter and Jackson 2016).

These young talents have high expectations with regard to the organizations they
want to work for, particularly involving the importance of working conditions (e.g.,
autonomy, social involvement), opportunities (e.g., career advancement), and
flexibility (e.g., providing the freedom to maintain a better balance between work
and personal goals) organizations can offer (Ng et al. 2010; Twenge et al. 2010).
Millennials also value fairness, equitable treatment and honoring any promises
made to employees and are prone to leave the job if they do not get it (Luscombe
et al. 2013). According to Park and Gursoy (2012), young generations who are
highly engaged in work activities will be more satisfied with their job and will
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thereby show less turnover intention than older generations. Similarly, Thompson
and Gregory (2012) argue that “Millennials expect organizations to continually
re-engage them and remind them why they should stay” (p. 240).

Scholars argue that Millennials value job security less then members of previous
generations (Hart 2006) and some studies report lack of loyalty and work ethic (Del
Campo et al. 2011; Cogin 2012). Yet, there is recent evidence that shows that
uncertainty in economy and fewer job opportunities have caused Millenials to
desire greater stability (Deloitte 2017). Compared to previous years, the percentage
of Millennials who expect to leave the employing company in the coming two years
was in 2016 substantially lower, potentially indicating an increase in loyalty.

Psychological Contract Breach as a Framework to Study
Retention of Millennials

Scholars use psychological contract perspective to study talent management
(Höglund 2012; Rodwell et al. 2015) and retention (Festing and Schäfer 2014;
Blomme et al. 2010; de Vos and Meganck 2008; Kraak et al. 2017). It is a par-
ticularly useful concept to study retention due to the established link between the
breach of psychological contract and employee attitudes, including job satisfaction,
commitment and turnover intentions (Robinson and Morrison 2000; Zhao et al.
2007; Dulac et al. 2008; Tekleab et al. 2013). For retention management, existing
PC studies focus on how employees perceive employer’s obligations regarding pay,
job security, personal development etc. PCs are usually classified along two
dimensions, transactional and relational, but Rousseau (2000) added the balanced
type to reflect changes in the employment relationships and labour market, such as
the need for flexibility, new forms of work, knowledge economy, and globalization.
Transactional PCs are short-term, narrow with regard to tasks and responsibilities,
and mostly materialistically-oriented. Relational PCs are based on loyalty and
stability and build relationships beyond economic exchange. Balanced PCs are
dynamic and open-ended employment arrangements that include both the economic
success of the firm and employee opportunities to develop career advantages inside
organization and externally. Research suggests that relational PCs are positively
and transactional PCs negatively related to work outcomes and attitudes (Zhao et al.
2007). Thus, transactional PCs increase turnover intentions.

For retention, the next important concept is a breach of the PC. It occurs with the
employee’s recognition that the employer has not fulfilled one or more obligations
(Morrison and Robinson 1997). Following the logic of the social exchange and the
norm of reciprocity, when employees perceive that a breach occurs they respond
with negative feelings and behaviours (Taylor and Tekleab 2004). Employees may
perceive a breach of PC as a negative event at work (Zhao et al. 2007) and develop
feelings of anger and betrayal that turn breach into perceived violation of the PC
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(Robinson and Morrison 2000). PC breach and/or violation are important concepts
explaining negative employee attitudes and outcomes, including turnover (Zhao
et al. 2007; Conway and Briner 2005).

Research has confirmed that young people without much working experience
enter the employment relationship with high and less realistic expectations (De Vos
et al. 2003; Thomas and Anderson 1998). According to the life span theory, they
are also less capable to manage disappointments at work due to lower ability to
regulate emotions (Heckhausen et al. 2010). Therefore, a PC breach/violation seems
to be more harmful to younger employees than to older ones (Bal and Smit 2012).
D’Amato and Herzfeldt (2008) summary of research findings on generational dif-
ferences confirm that the young are keener on moving to a good opportunity
elsewhere if their expectations are not met with current employer. Bal et al. (2008)
performed a meta-analysis of the research on PC breach and job attitudes with age
as a moderator. They confirmed that PC breach leads to higher intentions to leave
and especially younger workers may respond to contract breaches by becoming less
attached to the organization. Bloome et al. (2010) also found that the younger the
respondents, the less committed they were to their organization and the more likely
they were to leave if they perceived the breach of PC. In their study, job content
appeared to be the most significant predictor of the intention to leave, followed to a
much lesser extent by promotion opportunities and salary.

Study 1: Insights into Millennials’ APC: An Empirical
Analysis

Methodology

To answer our first two research questions regarding the characteristics of APC, we
used a quantitative research design. Data were collected from April to September
2015 by using a convenience sample of undergraduate business students. The
relevance of a student sample for predicting expectations at work has been con-
firmed by Taris et al. (2006) and Luscombe et al. (2013) who have not discovered
any significant differences between students and those employed belonging to the
same age cohort (Generation Y in their studies). Our sample includes countries for
which there is little data on APC: Slovenia, Poland, China, and South Korea. To
ensure comparability of the data, the survey was conducted in leading business
schools that have international quality accreditations or strong international ties:
University of Ljubljana in Slovenia, University of Warsaw in Poland, Shanghai
University of International Business and Economics, Beijing Foreign Studies
University, and Southwestern University of Finance and Economics (Chengdu) in
China, and Chonnam National University (Gwangju) and Kyungpook National
University (Daegu) in South Korea.
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The questionnaires were administered in the local language after a typical
translation—back translation procedure for Slovenian, Polish, Mandarin, and
Korean. In each country, we had the country representative researchers who were
responsible for distribution of the survey to target participants. In Slovenia, an
Internet-based survey was used and in South Korea, Internet-based survey was
supplemented by a paper version, while Polish and Chinese students were offered
only a paper version of survey. The decision to use different types of survey for
collecting data was based on the experiences of the country representative in terms
of administering surveys and getting adequate response rates among students. The
student participation was voluntary and anonymous.

The aim of the study was to get an insight into students’ attitudes and their views
of employers. Thus, Rousseau’s (2008) PCI—Psychological Contract Inventory—
was used to measure the expectations regarding employee and employer obliga-
tions. Besides the typical transactional and relational types of PC, this inventory
includes a balanced type of PC, which reflects changes in the labour market and fits
well with the characteristics of Millennials. The expectations are grouped in seven
dimensions and three types of PCs: transactional (short-term and narrow dimen-
sions), relational (loyalty and stability dimensions) and balanced (development,
performance and external marketability dimensions). Each dimension features four
items and each item is scored on a 5-point scale from 1-not at all to 5-to a great
extent. Since we explored APC of students, they were asked to what extent they
expect to make the listed obligations to their future employer and to what extent
they expect their future employer to make the listed obligations to them. We cal-
culated aggregate means for PC types and dimensions as proposed by the author of
the instrument. In addition, students were also asked about the following
employment preferences regarding: company size (small, medium, large), sector
(public, private), entrepreneurial orientation (i.e. owning a company as opposed to
working for someone else), and type of job (expert, managerial).

Results

Altogether, 953 Millennials responded to the survey; 166 questionnaires were
excluded from further analysis due to missing values. The final sample consisted of
180 respondents in Slovenia, 209 in Poland, 177 in China and 221 in South Korea.
Thus, in the present study, we employ a sample that consists of 787 Millennials,
who are pursuing business education. In terms of demographic characteristics of the
respondents, 41% of are male and 59% female, most of respondents were born from
1992 and 1994. As indicated above, the data were gathered from business students
in four selected countries, two from Central and Eastern Europe (i.e. Slovenia and
Poland) and two from East Asia (i.e. China and South Korea). 52% of respondents
in the sample belong to the CE European sample, while 48% comprise the East
Asian sample.
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In terms of future employment preferences, 22% of respondents would prefer to
work in a small company, 50% in a medium-sized and 28% in a large company. We
also inquired about the preferred type of job. Specifically, 51% of Millennials prefer
an expert job, and 49% executive/leadership position. Further, 55% would prefer to
have their own company (self-employed), while 45% prefer working in an existing
company. In terms of sector, 29% would prefer being employed in a public and
71% in private sector.

In answering the first research question, we look into the dimensions of APC
based on two perspectives. The first one includes Millennials’ perceptions of what
is a future employer obliged to offer them (i.e. employer obligations), while the
second one contains Millennials’ views of what commitments they are willing to
make to a potential employer (i.e. employee obligations). In both instances, we
asked respondents to consider potential employers, as they were pursuing education
at the time and will only enter the labour market in the future.

In Table 15.1, we report the average values of seven dimensions of obligations,
employers’ and employees’ respectively. Findings reveal that Millennials prefer
balanced types of APC for both employee and employer obligations, followed by
relational and transactional. For employee obligations, all three dimensions of the
balanced APC got a higher average score than other relational and transactional
dimensions. The highest score of 4.21 is for the dimension development, which
included four items: seeking out developmental opportunities that enhance my
value to this employer, building skills to increase my value to this organization,
making myself increasingly valuable to my employer and actively seeking internal
opportunities for training and development. Interestingly, the second highest score
(3.89) is for the dimension external marketability, which includes building skills
and seeking assignments to increase employability, developing contacts outside the
organization and increasing visibility on the market. Performance support dimen-
sion is the third highest score and it pertains to willingness to accept more
demanding performance standards and challenges. Within the relational type APC,
loyalty scored higher (3.48) than stability (3.05). Loyalty is described by protecting
company image, commitment, care and sacrifice for the organization, and stability
by remaining with this organization for a long time or indefinitely, continuing to
work here and making no plans to work anywhere else. The least difference
between the scores for dimensions is within the transactional type of APC, both
short-term (2.85) and narrow (2.76) scored below 3, indicating that students mostly
do not expect to quit/leave whenever they want and have no future obligations to
this employer, or have narrowly defined tasks and responsibilities.

For employer obligations, which with the exception of stability mirrors the
obligations for employees, development again got the highest score (4.19) of all
dimensions, but the second highest is stability (4.05). Stability includes four items:
secure employment, wages and benefits I can count on, steady employment, and
stable benefits for employees’ families. The third highest score is for performance
support (3.91), followed by external marketability (3.69). Again, score for both
transactional dimensions are close or below 3, with short-term scoring the lowest
(2.48) and narrow (3.03).
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The second research question entailed the differences among Millennials in
regards to APC, employment preferences, gender and geographical location. First,
we investigated the differences between male and female Millennials and found that
their assessments of obligations of potential employers differ only in one APC
dimension. Specifically, for the short-term dimension, there are significant differ-
ences between males and females, with the score being lower for females
(M = 2.44), meaning that the employers’ obligations related to short-term dimen-
sion with a mostly materialistic focus are more important for males (M = 2.51) then
they are for females (t = − 1.204; p = 0.038). In addition, male and female
Millennials expectations differ only regarding the employers’ obligations for the
transactional type of APC (t = − 1.736; p = 0.055). Women expect this type more
as an element of their employment relationship (M = 2.792 for female; M = 2.71
for male). We further checked the gender differences in regards to employment
preferences (Table 15.2). The only marginally significant difference was in the
sector (t = − 2.714; p = 0.109).

To further explore the potential differences among Millennials regarding their
APC and employment preferences, we conducted a two-step cluster analysis. In
terms of geographical location, we grouped responses in two categories, merging
data from Poland and Slovenia in one group (termed Europe) and joining data for
Chinese and Korean respondents, which represents another group (termed Asia).
The analysis of the sample data identified two relatively equally-sized clusters of
young talents, one comprising 50.1% (394) and the other one 49.9% (392) re-
spondents. The ration of largest to smallest cluster was acceptable at 1.01. We used
the following 8 variables: psychological contract types, geographical location,
employment preferences (i.e. public/private sector, company size, entrepreneurial
tendencies, type of job).

Table 15.1 Comparing students’ expectations regarding employee and employer obligations

Types of PCs Dimensions of PC Employee
obligations

Employer
obligations

Mean St. dev. Mean St. dev.

Transactional 2.81 (0.64) 2.76 (0.59)

Short-term 2.85 (0.87) 2.48 (0.74)

Narrow 2.76 (0.76) 3.03 (0.77)

Relational 3.27 (0.53) 3.79 (0.74)

Loyalty 3.48 (0.71) 3.55 (0.85)

Stability 3.05 (0.71) 4.05 (0.82)

Balanced 3.95 (0.51) 3.93 (0.71)

Performance support 3.75 (0.63) 3.91 (0.78)

Development 4.21 (0.61) 4.19 (0.76)

External marketability 3.89 (0.75) 3.69 (0.91)
aN = 787
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Based upon the analysis two distinct clusters of Millennials were revealed
(Table 15.3). We termed the first cluster the EA cluster and the second one the CEE
cluster. Interesting differences were uncovered with regard to the types of psy-
chological contract regarding employer obligations and employment characteristics.
Specifically, we find that Millennials in EA have a strong tendency for balanced
psychological contracts, followed by a relational contract. The average values for
these two types are high and lie at 4.06 and 4.03 respectively. The elements of
transactional contract received the least recognition in the EA as well as the CEE
cluster and the average scores were practically identical, demonstrating that
short-term and narrow obligations in terms of limited involvement and little training
are not desired and expected. The CEE cluster differs from the EA one in terms of
relatively lower average scores attributed to balanced (3.80) and relational types
(3.56).

Finally, while the two clusters are similar in the fact that respondents in CEE as
well as EA tend to prefer working in a medium sized company, differences were
observed in other preferences, one of them being the lower preference of CEE
Millennials for working in public sector as opposed to EA Millennials. While CE
Europeans are practically unanimous in their preference to work in private sector, in
EA only about a half of respondents prefer this option to public sector work. Two
thirds of respondents in CEE would prefer an executive position, while two thirds
of EA respondents are more keen on expert positions. A preference for an entre-
preneurial career was indicated by 69% of CEE and 58% of EA Millennials.

Study 2: Insights into a Potential Breach of PC
for Millennials—The Example of Slovenia

Methodology

To explore the third research question, which considered the potential risks for
psychological contract breach for Millennials, we report results from a supple-
mental study, conducted in one of the countries, Slovenia. In order to identify
possible elements of APC where a breach could occur due to differences in
expected mutual obligations, data were gathered from employers in Slovenia.1

Again, the PC Inventory questionnaire by Rousseau (2008) was used for employers
as one part of a broader study on talent management. A convenience sample was
used in order to target companies that are active on the labor market. Through
partnership with one of the leading private employment agencies, which distributed
the questionnaire among their customers, responses from HR managers in 101
companies were collected. The final sample therefore consists of mostly private

1Quantitative data were collected by two master students at University of Ljubljana, Slovenia as a
part of their graduation thesis.
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sector companies (81%), about half of them are considered large employers by
Slovenian standards (over 250 employees), 28% medium (from 50 to 249
employees) and 10% each small (10–49 employees) and micro companies (up to 9
employees). Data was gathered from January to February 2017.

Results

When we compare HR managers’ and students’ opinions regarding employer and
employee obligations, we observe some differences when looking at PC dimensions
(Table 15.4). For both, HR managers and students, development got a score slightly
above 4 for both employee and employer obligations and it is thus the highest
scored dimension overall. For these expectations regarding development, it also
seems that there is good agreement both between and within groups. However, if
we look at individual items, HR managers expect more with regard to learning as
employee obligation and students with promotion and development opportunities as
employer’s obligation. The biggest differences between HRM managers and stu-
dents expectations are for the dimension external marketability. While students
expect that building on external marketability is a strong element of employer
obligations (mean score of 4.02), HR managers do not (mean score of 2.98).
Students also expect the employer to build employee external marketability much
more than HR managers see it as an employer obligation. Quite the opposite are the
results for performance support, where HR managers expect high performance and
constant striving to increase it to be an obligation for both employees and
employers much more than students do (the highest score for dimensions from HR
managers 4.16 for employer and 4.00 for employee obligations, while scores for
students are 3.59 for both obligations).

For relational dimensions, scores are rather similar for stability, but for loyalty
HR managers score much higher than students. Among four items in this dimen-
sion, it is the care for company’s reputation, which contributes the most to this
difference for employee obligations. Protecting company’s image is the most

Table 15.3 Results of cluster analysis

Preference and type of APC Cluster 1 (CEE) Cluster 2 (EA)

Prefer to work in private sector (in %) 97.4 55.3

Ideal career type (as % of all career types) Managerial (64.8) Expert (64.2)

Prefer to have entrepreneurial career (in %) 69.1 58.6

Preferred company size (as % of all firms) Medium (58.4) Medium (40.9)

Relational (employer) (scale: 1–5)a Below average (3.56) Above average (4.03)

Balanced (employer) (scale: 1–5)b Below average (3.80) Average (4.06)

Transactional (employer) (scale: 1–5)c Average (2.75) Above average (2.76)

Note amean equals to 3.80, bmean equals to 3.93, cmean equals to 2.76
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important obligation for HR managers (score 4.43). For employer obligations, the
difference stems from students’ lower evaluation of obligations for personal con-
cerns and well-being of employees. Within the four items for the stability dimen-
sion, it seems that while HR managers see secure employment and wages as
stronger obligation, students perceive benefits for the family to be important.

For both transactional dimensions (short-term and narrow), students’ expecta-
tions are higher than HR managers’ for employer and employee obligations are.
A more detailed look at items in each dimension shows that students expect
employers more to have a job for them only for a short period of time and only as
long as they need them. In addition, they expect employees to be more free to leave
the job when they desire and without any future obligations. For the narrow
dimension, students expect employee and employer obligations to be more char-
acterized by only limited involvement in the organization and a limited set of duties.

If only employer obligations for all items are considered, we can identify
potential PC breach situations (Fig. 15.1) which could lead to higher turnover
intentions. Out of seven items with a possibility for unmet employee expectations,
there are all four items from the dimension external marketability; students expect
employers to offer to them opportunities and contacts for potential work outside the
organization and to develop externally marketable skills. Students also expect
opportunities for promotion, development within the firm, and family benefits to a
larger extent than employers are expected to provide them. A risk of the potential
breach of PC leading to violation and possible turnover is higher because most of
these seven items rank among the top expectations of the students from their
employer.

Table 15.4 Comparing HR managers’ and students’ expectations regarding employee and
employer obligations

Employee obligations Employer obligations

HR managers Students HR managers Students

Short-term Mean 2.34 2.91 2.29 2.46

St. dev. (1.15) (0.97) (1.15) (0.29)

Narrow Mean 2.35 2.92 2.29 2.77

St. dev. (0.94) (0.63) (0.93) (0.62)

Loyalty Mean 3.64 3.04 3.72 3.09

St. dev. (0.89) (0.58) (0.93) (0.61)

Stability Mean 3.41 3.30 4.06 3.95

St. dev. (0.98) (0.67) (0.95) (0.84)

Performance Mean 4.00 3.59 4.16 3.59

St. dev. (0.78) (0.60) (0.83) (0.66)

Development Mean 4.14 4.15 4.08 4.13

St. dev. (0.77) (0.64) (0.88) (0.81)

External
marketability

Mean 2.98 4.02 3.39 3.77

St. dev. (1.05) (0.78) (1.07) (0.93)
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Discussion, Limitations and Suggestions for Future
Research

In order to solve challenges pertaining to retention of young talents, it is important
to understand their employment expectations and our study offers several insights in
this regard with important implications for talent retention. In the first study, we
analysed the APC and employment preferences of undergraduate students from
leading business schools in two CEE countries (Slovenia and Poland) and two EA
countries (China and South Korea). Results show that the preferred type of APC for
Millennials in these four countries is the balanced one, followed by the relational
and the transactional as the last one. These holds true for both employee and
employer obligations, although the difference between the scores for balanced and
relational type is larger for employee (0.48) than employer (0.14) obligations. The
difference can be attributed to relatively lower score for external marketability and
higher for stability for employer compared to employee obligations. Results are
somewhat surprising as some previous research suggested that Millennials would
prefer more transactional than relational PCs (e.g. Bal and Kooij 2011). Since
transactional PCs are linked to higher turnover intentions, our results could be
somewhat encouraging regarding Millennials’ retention.

Overall, results demonstrate relatively high expectations regarding balanced and
relational dimensions of APC. Detected high expectations are confirming some
previous studies (Ng et al. 2010). Yet, high expectations could pose a challenge
from the retention management perspective. Winter and Jackson (2016) report that
employers see these high expectations as unrealistic and the main reason for higher

2.5 

3.5 

4.5 

Potential job opportunities 
outside the firm

Help me develop externally 
marketable skills

Stable benefits for 
employees’ families
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Contacts that create 
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enhance my external 

marketability

Developmental 
opportunities with this 

firm

Mean Students Mean HR Managers

Fig. 15.1 Items with the largest difference between what students expect from employers and
what employers offer
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turnover as they cannot be met by employers. Some managers even talked about
excessive and unhealthy expectations implying a mismatch with realities of
employment relationships. The challenge of meeting high expectations can be also
depicted from the results of our second study on comparing Millennials and HR
managers’ expectations regarding employer obligations.

Additional insights can be drawn from analysing PC dimensions. Based on our
results, performance support scores are relatively low compared to other dimen-
sions, possibly indicating lower work centrality mentioned by other studies (e.g.
Twenge 2010). However, lower work centrality is supposedly linked to more
transactional contracts (Bal and Kooij 2011) which scored significantly lower than
relational and balanced in our sample. This may suggest that in developing em-
ployment expectations, lower work centrality is offset with Millennials’ strong
ambition and needs for advancement and development. In addition, stability has a
relatively high score among APC dimensions for employer obligations. This could
be a sign that Millennials are not necessarily having inherently strong turnover
intentions. However, willingness to stay in the company may decrease if their
expectations are not met (Campione 2015). Even more worrisome are highly
expressed expectations regarding external marketability (especially for employee
obligations). Combined with the fact that stability is much more expected from
employers than is seen as an employee obligation by Millennials, these indicate the
risk of undesired turnover. High scores of both development and external mar-
ketability suggest that their own development is important to Millennials, but also
with the goal to increase their employability as was suggested by previous research
(Holden and Harte 2004; Cennamo and Gardner 2008). It confirms that Millennials
are not so attached to the organization but rather pursue their career aspirations
wherever they find good opportunities (Luscombe et al. 2013; Blomme et al. 2010).

Cluster analysis shows that EA students have higher expectations than CEE
students, which could reflect both differences in cultures and socio-economic
context. Namely, EA culture is known to be more collectivistic (House et al. 2004)
and is based on Confucianism, hence it is characterized by loyalty, relationship
building, the importance of learning and work ethics (Ralston et al. 1997; Cooke
et al. 2014). Another source of variation could lie in the economic and labour
market conditions in observed countries. Compared to China and South Korea, both
Poland and Slovenia have witnessed stronger effects of the financial and economic
crises, with slower economic growth and higher youth unemployment (World Bank
n.d.), which may have contributed to lower expectations (Zupan et al. 2017). Due to
limited space we have presented only a cluster analysis for geographical regions
and gender differences. Nevertheless, descriptive statistics for our sample show that
there is some variability in responses with regard to expectations and employment
preferences, which implies caution regarding overgeneralization or even worse,
stereotyping when dealing with individuals.

In the second study, we combined student and employer components of PC for
Slovenia in order to identify potential PC breach situations. Our second study,
which compares Millennials’ and employers’ expectations, confirms that employers
may not be willing or able to meet some of the Millennials’ expectations, especially
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with regard to external marketability, development and promotion and stable
benefits for the family. On the other hand, a relatively big gap between both sides
regarding performance support, marketability and loyalty expectations could pose a
provocative question. Namely, should employers in Slovenia even wish to employ
Millennials who are more focused on their own development and employability
than on what they will contribute to their employers in terms of performance and
loyalty. However, employers may have a little choice since Millennials entering the
labour market constitute the largest pool of candidates. It is also worth mentioning,
that Slovenian sample seems to be standing out compared to other three countries in
our study with regard to relatively low scores of performance support and loyalty,
suggesting that national culture and context matters in order to explain PC com-
ponents (Thomas et al. 2003).

We have presented some notable contributions to understanding APC of
Millennials in general and with regard to retention. However, the present research is
not without limitations. The first one concerns the selected samples. While we
obtained samples from two countries in CEE and two in EA, we cannot assume that
these are representative countries for each of the respective regions. Therefore, in
order to make generalizations, future research could systematically explore the APC
in different countries of the two regions. This could further increase understanding
of the characteristics of Millennials from non-Western countries which are under-
represented in current academic literature. In addition, when doing cross-national
research on APC, more attention should be devoted to the socio-economic context
of countries (e.g. economic growth, labour market indicators) as it may play a
significant role in APC formation and the level of importance ascribed to different
PC dimensions (De Hauw and De Vos 2010; Eilam-Shamir and Yaakobi 2014). In
this regard it would be interesting to investigate how PC expectations change
depending on favourable and less favourable economic circumstances.

Second, while our analysis tested for potential differences in APC based on
employment preferences, other variables need to be considered. For example, future
research could uncover how personality factors affect the prominence of certain
APC dimension. Further, contextual variables deserve more attention as well. Here,
we recommend that cultural characteristics (e.g. national values) and perceived
economic situation and certain economic indicators, could provide more informa-
tion regarding the more and less important dimensions and types.

The third limitation concerns the sample of Study 2, which is based on an
example from a single country, Slovenia. While the results concerning potential
breach are informative, we need further analyses on other samples that are larger in
size to verify the relationships. It may also be expected that the reasons for potential
breach and reactions to the breach would differ across national and geographical
contexts, so these variables should be included in future studies as well. Another
important venue for future research is to include measures for a PC breach and
reactions to it for both future and newly employed Millennials from different
countries and organizations, thereby controlling for organizational and country
specific factors that may have influenced our results.
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Finally, in this study we used an established measure of Psychological contracts,
yet, it may be useful to consider updating the dimensions and including novel
expectations that fit more to the desires and ambitions of the current young gen-
eration. Due to their unique characteristics, we recommend that researchers develop
a PC questionnaire specifically for the Milennial employees. A new PC inventory
for Millennials would therefore measure expectations that are typical for this cohort.
For example, the PC inventory by Rousseau (2008) which was used for this
research, does not examine issues related to work-life balance, social meaningful-
ness, and work environment which are very important to this group of talents.
Similarly, in the existing questionnaires used in other APC studies there are no
items related to marketability or employability, which are relevant for Millennials.

Future research should also examine how Millennials’ characteristic shape their
expectations regarding the employer obligations. In order to manage these high
expectations, it is crucial that we understand the factors that influence APC.
Furthermore, comparative studies of APC and PC of Millennial newly employed
would shed more light on how PC are formed and changed over time. In addition, a
mixed methods research could provide more in-depth insights into understanding
PC formation and differences stemming from demographics and national culture
and socio-economic context.

Implications for Retention Theory and Practice

Managers and HR professionals need to be well aware of what Millennials expect,
desire and find challenging at work, if they want to retain them in respective
organizations. However, Zhao (2006) found that organizations underestimate the
expectations of graduates and their impact on outcomes and behaviour. Based on
our study, we suggest that APC could be a useful tool to improve existing
understanding of Millennials’ expectations. By adjusting their talent and retention
management strategies and practices accordingly, they will be more successful in
retaining the young talents. It seems that employers are not realizing this oppor-
tunity and they have not yet adjusted their approach and talent management to
Millennials. For example, of 101 companies in our Slovenian sample (study 2),
only 26% responded that they use tailored HR practices for Millennials. In addition,
better understanding could lead to better fulfilment and organizations could benefit
from their young talents’ increased engagement and performance as well as lower
turnover intentions. including paying attention to individual needs and expectations
as suggested by Thunissen (2016) and offering I-deals (Rousseau et al. 2006),
However, Millennials’ expectations may prove to be in many instances too high,
therefore an important action from employers is required already with early
recruitment HR practices when cooperating with universities and students (e.g.
company presentations, projects and internships). Thereby, employers can influence
APC to be more realistic and thus reduce the risk of psychological contract breach
upon employing young talents.
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Next, as an expectations lowering procedure (Buckley et al. 2002), discussion
about expectations and PC should be part of the recruitment process in order to
clarify these expectations on both sides. Realistic job preview is a useful tool for
lowering expectations and has a positive effect on reduced turnover (Baur et al.
2014). A realistic job preview needs to be followed by realistic promises regarding
PC elements, especially with regard to development and promotion. Our study
shows that a lot of Millennials, especially in CEE, prefers a managerial over
professional/expert career. If it unclear from the beginning how long could it
possibly take and what needs to be done to get to a managerial position, the risk of a
perceived breach of the PC is higher. High promises and overly favourable
descriptions of what to expect are often made just to attract Millennials (Tekleab
et al. 2013), but this can easily backfire since they are sensitive to not being treated
fairly or to their employers not keeping promises (Luscombe et al. 2013). By
knowing APC of business students, i.e. the way young talents perceive their future
obligations towards employers on the one hand and employers’ obligations on the
other, employers can develop such talent management practices, which speak to
Millennials’ values. In addition to recruiters, managers have an important role in
shaping more realistic expectations (Rousseau 1995) through implementing HR
practices, including on-boarding, managing performance, rewarding, mentoring and
developing newcomers. If properly implemented, these reduce the risk of turnover
and can turn challenges into opportunities (Stewart et al. 2017).

Despite the above, some HR practitioners may oversimplify their approach to
managing Millennials and focus their retention efforts exclusively on pay raises and
promotional opportunities. However, these may not necessarily serve as remedies
for retaining Millennials. Our study indicates that pay and promotion are expected
from employers to a lesser degree than personal development and performance
support. Pay may attract Millennials initially, but Campione (2015) found its
weaker significance relative to other factors for retention purposes. However, while
it may not be the most important, pay is also not trivial. Lub et al. (2016) found that
if Millennials perceive that their pay is not fair it would increase their intentions to
leave.

As evident from our research, there is some variability among Millennials and if
employers devote effort to find a good match, they could reduce the risk of losing
young talents too quickly. By knowing similarities and differences in APC,
employers can decide on the level of individualization of the employment rela-
tionship needed to retain young talent. By doing so they can avoid the negative
consequences of I-deals, which may create tensions among co-workers due to
preferential treatment and could add too much complexity to HRM systems
(Rousseau et al. 2006).

Finally, variability in APC dimension and item scores suggests that a PC breach
has to be understood as a multidimensional construct (Kraak et al. 2017). Therefore,
elements of the PC should be identified where Millenials would actually feel PC
violation, which would lead to increased turnover intentions. For example, Lub
et al. (2016) found that for Millennials the fulfilment of career development obli-
gations have a stronger impact on work outcomes compared to other generations.
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If such incentives are provided, it may be expected that they enhance affective
commitment. However, in their study the predictive value of development for
turnover intentions was weak, so it seems that Millennials would still change
employer if they considered the employment there to be a better opportunity.

In conclusion, the topic of managing Millennial talents is relatively new and
although the challenges of retention are often cited, not enough is known about
antecedents and mechanism that lead to turnover intentions and actual turnover. An
analysis of psychological contracts, and more specifically the anticipatory psy-
chological contracts that were the focus of this study, contributes to a better
understanding of Millennials’ expectations at work and their retention. By taking
into consideration the expectations that are formed at the pre-employment stage,
employers could take an active role early on (during university years) to (1), make
those expectations realistic and (2) to adjust their talent management, HR practices
and management/leadership styles to the preferences of Millennials to reduce the
risk of a psychological contract breach. As results suggest, Millennials are thinking
about their development mostly in terms of employability and might use early years
of employment more as a catalyst for their future careers rather than contributing to
current employers. Employers could thus capture the potential of young talents only
through properly implemented and potentially individualized talent management
practices. In addition, while there are similarities among Millennials around the
world, our research affirms that there are also some notable differences, national and
contextual specifics should be considered.

Summary

In order to address challenges related to Millennials’ retention, it is important to
recognize their preferences regarding employment expectations and
employer-employee relationships. The concept of anticipatory psychological con-
tracts (APC) provides a rich understanding of young talents’ expectations, com-
prising both the obligations the young have of themselves as potential employees
and of employers. The present research found that the preferred type of APC for
Millennials in Central and Eastern Europe (CEE) and East Asia (EA) is the bal-
anced one, with results indicating high scores for development and external mar-
ketability dimensions. Regarding the second, relational type, the score is
considerably higher for employer than employee obligations, showing that
Millennials expect more stability and loyalty than they are willing to give. The
transactional type is least preferred, indicating that Millennials may not be inher-
ently prone to turnover. Rather, Millennials are most focused on their personal
development to increase employability and could be loyal only if they get what they
expect from employers. If not, they would capitalize on their external marketability
and search for opportunities elsewhere. That the above mentioned second scenario
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is likely to occur can be inferred from the identified potential breach of psycho-
logical contract, specifically when comparing APC dimensions perceived by
Millennials and their potential employers. To retain young talents, it is important for
employers to make Millennials’ expectations more realistic via pre-recruitment
activities. Then they should discuss PC elements during recruitment and provide
realistic job previews. Once Millennials are employed, employers should develop
and implement tailored talent management practices to effectively respond to their
needs and expectations. Moreover, in developing talent management practices,
national and socio-economic contexts should be considered as they both affect the
formation of expectations.
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Chapter 16
Managing Diversity in Talent Retention:
Implications of Psychological Contract,
Career Preoccupations and Retention
Factors

Alda Deas

Abstract The contemporary employment relationship is faced with various chal-
lenges because of aspects such as globalization, international competition, the brain
drain and technological advances, making the retention of diverse and multicultural
employees more challenging. This chapter provides valuable knowledge into the
role of different biographical characteristics on the psychological contract, psy-
chosocial career preoccupations and retention factors of employees. A sample of
academic and support staff employees form a higher education institution in South
Africa (N = 579) participated in this study. The empirical results indicated that
there were significant differences for the biographical characteristics gender, race,
generational cohorts, marital status, job level and employment status and the psy-
chological contract, psychosocial career preoccupations and retention factors. This
chapter adds new insights into the psychological contract and career development
theories that could potentially enlighten industrial and organisational psychologists
in the retention of diverse and multicultural employees.

Keywords Psychological contract � Psychosocial career preoccupations
Retention � Diversity � Careers � Expectations

Introduction

Talent retention is atpresent amajor concernandcomplexmatter formanyorganisations
across the globe (Shore 2013; Tladinyane et al. 2013). Organisations are in a constant
battle to attract and retain a sufficient supply of talented employees from the labour
market in this continuously changing, globalised environment (Allui and Sahni 2016).
Organisations are realising that, in order to accomplish a competitive advantage, their
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key strategic focus should be on the retention of knowledgeable and talented employees
(Akhtar et al. 2015; Heinen and O’Neill 2004; Bersin 2008; Holbeche 2009).

The Society for Human Resource Management (SHRM) reported that, in 2016,
46% of human resource managers considered employee turnover as their key
concern, a significant increase from 25% in 2013 (Lee et al. 2017; SHRM 2016).
The retention strategies of organisations are therefore important as turnover of key
employees could have adverse effects on the organisation (Allui and Sahni 2016).
According to previous research, the success of retention management does not only
depend on the development of effective human resources practices, but similarly on
managing the expectations of employees regarding these practices (Al-Emadi et al.
2015; De Vos and Meganck 2009).

These expectations can be managed through the psychological contract and
psychosocial career preoccupations of employees. Research over the past decade
has supported the function of the psychological contract and employee expectations
in regulating employees’ work lives and relationships (O’Meara et al. 2016) and
provided an additional comprehensive framework towards understanding employee
retention (De Vos and Meganck 2009). Research has also shown that unfulfilled
career expectations may have an impact on the retention of valued employees (Lam
and de Campos 2015).

Furthermore, due to the persistent turnover of talent, organisations should focus
their retention strategies on retaining any kind of talent, including younger and older
employees, women and ethnic minorities (Ariss et al. 2013; Festing and Schäfer
2014), resulting in a more diverse workforce. Research has shown that organisations
with no appreciation of diversity, will experience a decline in productivity together
with the adverse effects of high turnover and the subsequent costs for replacing
employees (Greer and Virick 2008; Hsiao et al. 2015; Van der Walt and Du Plessis
2010). Diversity management refers to the efforts of organisations to actively recruit,
retain and support work relationships between diverse employees (Donnelley 2015;
Miller and Rowney 1999; Uys 2003). According to Singh and Selvarajan (2013),
prioritising diversity management will have a significant effect on the actions and
attitudes of employees as well as employee turnover and retention.

The focus of this chapter is therefore to determine how the psychological con-
tract, psychosocial career preoccupations and satisfaction with retention factors
differ among employees with different biographical characteristics such as gender,
race, generational cohorts, marital status, job level and employment status.

Theoretical Background

Psychological Contract

The psychological contract can be referred to as an employee’s perceptions, which
is shaped by the organisation, regarding the conditions of an exchange agreement
relating to that employee and the organisation (Rousseau 1995). Given the
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subjective nature of the psychological contract, employees can develop the per-
ception that their employer has some obligations towards them, and they, in turn
have some obligations towards their employer (Persson and Wasieleski 2015). The
content of the psychological contract therefore includes specific items that the
employee experiences as the employer’s obligations towards him/her (Bordia et al.
2015; Rousseau 1995). It is therefore important for organisations to understand and
manage employee expectations to consequently fulfil its obligations in terms of the
psychological contract (Festing and Schäfer 2014).

Employees evaluate the performance of the psychological contract with the onset
of the exchange relationship (Bordia et al. 2015; Morrison and Robinson 1997).
A fulfilled psychological contract results in increased trust and reciprocal benefits
for both parties to the exchange relationship (Li et al. 2016). However, breach of the
psychological contract occurs when an employee perceives that the organisation has
failed to deliver on certain promises or expectations (Morrison and Robinson 1997;
Rayton et al. 2015).

Mediating the relationship between psychological contract fulfilment or breach
and behavioural factors such as intention to leave and commitment are the notions
of fairness and trust (Clinton and Guest 2004; Guest 2004). The notions of fairness
and trust refers to the state of the psychological contract (Guest 2004; Van der Vaart
et al. 2013). Thus, where the psychological contract concentrates on the mutual
expectations and obligations between the parties in the employment relationship,
the state of the psychological contract explores whether these expectations and
obligations were fulfilled, whether they were perceived as fair and its consequences
on trust (Guest 2004; Guest and Conway 2002; Van der Vaart et al. 2013). The state
of the psychological contract are found to be a significant precursor of employee
attitudes and behaviour, elaborating on the differences explained through the con-
tent of the psychological contract (Guest 1998; Van der Vaart et al. 2013).

Psychosocial Career Preoccupations

Coetzee (2014, 2015a, b) defined psychosocial career preoccupations as an indi-
vidual’s psychological state which is based on career concerns and that are at the
forefront of his/her thoughts at a specific point in time. These concerns normally
includes matters relating to vocational developmental tasks of adaptability that an
individual encounter during a career life cycle which are significant in the career life
story (Coetzee 2015a; Savickas 2005; Sharf 2010). Savickas’s career construction
theory (Savickas 1997, 2002, 2005) are responsible for a deeper understanding of
vocational development relating to a contextual viewpoint of vocational develop-
ment through the life-span (Duffy et al. 2015). At the core of this theory is the
concept of adaptability—the psychosocial process in terms of the predisposition of
an individual to manage change and transitions (Maree 2016; Savickas 2013).

The contemporary career is however emerging into a career that is less organised
(Arthur and Rousseau 1996; Zhou et al. 2016), characterised by a series of lifelong
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decisions, changes and amendments (Coetzee 2015b; Savickas 2013).
Consequently, individuals now have the propensity to predict and adapt to the
constant career moves and role changes (Cook and Maree 2016; Hartung 2007).
Coetzee (2015a) identified additional career preoccupations that are not associated
to careers or age, which may be important in the career-life stories of adults and the
outcome of career experiences in a troubled economy and an unpredictable
employment market. These career preoccupations can be divided into three prin-
ciple dimensions of psychosocial career preoccupations (Coetzee 2014, 2015a, b).
An overview of these preoccupations is provided in Table 16.1.

Retention Factors

Döckel (2003) identified seven critical retention factors, namely compensation, job
characteristics, training and development opportunities, supervisor support, career
opportunities, work/life balance and commitment. Organisations should take cog-
nisance of these retention factors in their efforts to retain talented employees
(Coetzee et al. 2015; Döckel et al. 2006; Van Dyk and Coetzee 2012) as it can be
considered as significant human resource practices effecting both turnover intention
and employee retention (Coetzee and Stoltz 2015).

Compensation can be viewed as one of the most important factors for retaining
employees (Ibidunni et al. 2016; Kakar et al. 2015) and refers to the competi-
tiveness of an organisation’s salary packages, its policy on remuneration and salary
increases (Dӧckel 2003; Van Dyk et al. 2013).

Job characteristics relate to the positive features of a job such as challenging and
wide-ranging tasks, opportunities to participate in tasks with expert employees,
freedom, flexibility and the capacity to pursue interesting tasks (Döckel 2003;
Coetzee et al. 2015; Van Dyk et al. 2013). The specific characteristics of a job may
also increase employee retention and organisational commitment as a result of

Table 16.1 Psychosocial career preoccupations

Dimension Psychosocial career preoccupations

Career establishment
preoccupations

Fitting into a group, career and economic steadiness and security,
creating prospects for self-expression and personal growth and
development, and progressing in one’s career in the current
organisation

Career adaptation
preoccupations

Employability-related fears about adjusting to fluctuating
circumstances that might include career changes and adjusting
one’s interests, talents and competencies to fit opportunities in the
employment market

Work/life adjustment
preoccupations

Settling down, reducing one’s workload and reaching greater
synchronisation between one’s work and personal life, possibly
extracting oneself from remunerated employment
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employees’ experience that their contributions are significant and that their capa-
bilities are increasing (Döckel 2003).

Another retention factor proven to have a positive effect on employee retention is
supervisor support (Allen et al. 2003; Bergiel et al. 2009; George 2015; Van Dyk
et al. 2013; Van Dyk and Coetzee 2012) and refers to the feedback and recognition
that a supervisor provides to an employee (Van Dyk and Coetzee 2012).

Career opportunities refer to the degree to which employees are provided
opportunities to develop their careers within an organisation (Aruna and Anitha
2015; Presbitero et al. 2016). According to previous research, career opportunities
is more significant than other rewards and the most significant predictor of retention
(Döckel et al. 2006; Kochanski and Ledford 2001) and a lack of career opportu-
nities contributes significantly to employee turnover (Presbitero et al. 2016).

Work/life balance can be described as employees’ perception that a satisfactory
balance between their personal life and work schedule exist, including the minimum
conflict between the various roles they have to fulfil in terms of personal and work
life (Döckel 2003; Presbitero et al. 2016). Research has indicated that organisations
with work/life policies such as parental leave, flexible working hours, support with
childcare and information concerning childcare, will have increased organisational
commitment and significantly lower turnover intentions (Döckel et al. 2006; Grover
and Crooker 1995; Presbitero et al. 2016).

Organisational commitment refers to employees’ psychological state in terms of
their connection with the objectives and values of the organisation, which influ-
ences their decision to remain with the organisation (Allen and Meyer 1991;
Santosh and Muthiah 2016). Singh and Gupta (2015) argues that knowledge-driven
organisations should take cognisance of employees’ organisational commitment as
it is an important factor in retaining knowledge employees.

The psychological contract and retention factors are both constructs that have
been researched widely in the retention context. Le Roux and Rothmann (2013)
however postulate that there exist a gap in the research investigating the impact of
different biographical variables, such as gender, age and tenure on the direct and
indirect relationship between the psychological contract and turnover intentions.
Research relating to the dimensions of psychosocial career preoccupations is,
however, particularly limited in the South African workplace context, specifically in
terms of retention outcomes (Coetzee 2015a). The role of employees’ biographical
characteristics (i.e. gender, race, generational cohorts, marital status, job level and
employment level) in explaining the psychological contract, psychosocial career
preoccupations and retention factors is not clear. Understanding how the psycho-
logical contract, psychosocial career preoccupations and satisfaction with retention
factors may differ between employees with different biographical characteristics
may contribute to inform retention practices concerned with the diverse and mul-
ticultural workforce.
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Method

Employees and Procedure

A purposive sample of academic and support staff employees (N = 579) of a higher
education institution in South Africa was involved in the study. Data were collected
through an online survey and participation was voluntary and anonymous. The
sample was represented by black African (52%) and white (38.2%) employees and
males (63%) and females (37%) either married (59%) or single (29%). The sample
comprised predominantly of generation X (44%) employees aged between 36 and
55 years (58%), mostly in the establishment/maintenance stage of their careers. The
employees were represented by permanent (83%), academic (38.3%) employees.
Permission to conduct the survey and ethical clearance was provided by the higher
education institution.

Measures

Biographical questionnaire. Gender, race, generational cohorts, marital status,
employment status and job level were included in the biographical questionnaire.

Psychological contract. The 44-item psychological contract questionnaire (PQ),
developed by de Cuyper, van der Heijden and de Witte (2011), was used to assess
employer obligations (15 items; e.g. Has your organisation promised or committed
itself to providing you with a job that is challenging?), employee obligations (16
items; e.g. Have you promised or committed yourself to showing loyalty to your
organisation?), satisfaction with the psychological contract (6 items; e.g. I feel
happy) and the state of the psychological contract (7 items; e.g. Do you feel that
organisational changes are implemented fairly in your organisation?). For both
employer and employee obligations, a 6-point Likert-type scale was used to capture
responses (0 = no, the promise has not been made; 1 = yes, but promise has not
been kept at all; 6 = yes, promise fully kept). Satisfaction with the psychological
contract and state of the psychological contract were measured using a 5-point
Likert-type scale (1 = strongly agree; 5 = strongly agree). Van der Vaart, Linde,
and Cockeran (2013) reported high reliability for employer obligations (a = 0.94),
employee obligations (a = 0.93), and state of the psychological contract (a = 0.90).
Snyman (2014) reported a high Cronbach’s alpha coefficient for the satisfaction
with the psychological contract (a = 0.70).

Psychosocial career preoccupations. The 24-item psychosocial career preoc-
cupations scale (PCPS), developed by Coetzee (2014), was used to measure
employees’ career preoccupations in terms of career establishment preoccupations
(13 items; e.g. To what extent are you concerned about having a full-time job?),
career adaption preoccupations (5 items; e.g. To what extent are you concerned
about how your concept of your interests, talents and capabilities fits with the
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changes in the employment market?) and work/life adjustment preoccupations
(6-items; e.g. To what extent are you concerned about withdrawing from paid
employment altogether?). A 5-point Likert-type scale was used to capture responses
(1 = not concerned; 5 = extremely concerned). Coetzee (2014) reported high
internal consistency reliability in the PCPS with Cronbach’s alpha coefficients
ranging between 0.72 and 0.95. Construct validity was confirmed through bi-variate
correlations ranging between r � 0.53 � 0.66 (p = 0.00).

Retention factors. The 35-item retention factor questionnaire (RFMS) was
developed by Dӧckel (2003) to measure the participant’s satisfaction with certain
retention factors within an organisation and includes compensation (13 items; e.g.
My benefits package), job satisfaction (4 items; e.g. The job requires me to use a
number of complex or high level skills), training and development opportunities (6
items; e.g. This organisation provides me with job-specific training), supervisor
support (6 items; e.g. I feel undervalued by my supervisor), career opportunities (6
items; e.g. My chances for being promoted are good), work/life balance (4 items;
e.g. I often feel that there is too much work to do), and commitment (3 items; e.g.
How would you rate your chances of still working at this organisation a year from
now?). A 6-point Likert-type scale was used to capture responses for all the sub-
scales (1 = strongly dissatisfied; 6 = strongly satisfied) except commitment
(1 = chances are very low; 6 = chances are very good). Dӧckel (2003) confirmed
construct validity of the RFMS and Dӧckel et al. (2006) reported internal consis-
tency reliability for compensation (a = 0.90), job satisfaction (a = 0.41), training
(a = 0.83), supervisor support (a = 0.90), career opportunities (a = 0.76), work/
life balance (a = 0.87) and commitment (a = 0.89).

Statistical Analysis

The Kolmogorov-Smirnov (KS) test was utilised to determine whether the data
were normally distributed. The KS test indicated that non-parametric tests should be
utilised in order to determine the significant mean differences. The Kruskal-Wallis
H test was used to determine the significant mean differences between the
sub-scales of the psychological contract, psychosocial career preoccupations and
retention factors. The Kruskal-Wallis H test is a non-parametric method that is
performed when the dependant variable is either interval/ratio scale or ordinal and is
performed by comparing the rank totals of multiple independent groups (Rovia
et al. 2013). A significance level of p � 0.05 indicates that the test are significant
and valid. In order to examine the effect size of the mean differences Cohen’s d is
used. The effect sizes of Cohen’s d are suggested as follow: d = 0.02; small effect;
d = 0.05; medium effect; d = 0.08; large effect (Gravetter et al. 2016).
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Results

Correlations

Table 16.2 indicates the descriptive statistics and correlations of all the subscales
and the biographical characteristics. Overall, the results indicated significant cor-
relations between the biographical variables and the subscales of the RFMS scale,
the PCPS scale and the PQ scale, with practical effect sizes ranging between small
and medium.

Significant Differences in Biographical Characteristics

As indicated in Table 16.3, the Kruskal-Wallis tests for the biographical charac-
teristics presented significant differences in terms of the subscales.

Retention Factors

For compensation, males (M = 4.18; SD = 1.25; d = 0.21, small practical effect)
scored significantly higher than their female counterparts (M = 3.90; SD = 1.29)
and permanent employees scored significantly higher than contract employees
(M = 3.47; SD = 1.33; d = 0.44, small practical effect).

For job characteristics, administrative employees (M = 4.10; SD = 0.99) scored
significantly lower than academic employees (M = 4.61; SD = 0.93; d = 0.53,
moderate practical effect) and permanent employees (M = 4.28; SD = 0.99) scored
significantly lower than contract employees (M = 4.67; SD = 1.33; d = 0.30, small
practical effect).

For career opportunities, white employees (M = 2.09; SD = 0.89) scored signifi-
cantly lower than Black employees (M = 3.55; SD = 1.18; d = 0.61, moderate prac-
tical effect) and generation Y (M = 3.56; SD = 1.05; d = 0.40, small practical effect)
scored significantly higher than Generation X (M = 3.40; SD = 1.16) and Baby
Boomers (M = 3.02; SD = 1.06). Married employees (M = 3.16; SD = 1.09;
d = 0.30, small practical effect) scored significantly lower than single/divorced
employees (M = 3.52; SD = 1.16). Administrative employees (M = 3.45; SD = 1.18)
scored significantly higher than academic employees (M = 3.25; SD = 1.04; d = 0.19,
small practical effect), and permanent employees (M = 3.24; SD = 1.11) scored sig-
nificantly lower than contract employees (M = 3.59; SD = 1.23; d = 0.24, small
practical effect).

In terms of work/life balance, white employees (M = 2.96; SD = 1.52) scored
significantly lower than Black employees (M = 4.07; SD = 1.45; d = 0.73, mod-
erate practical effect). Generation Y (M = 3.98; SD = 1.42; d = 0.34, small
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practical effect) scored significantly higher than Generation X (M = 3.72;
SD = 1.58) and Baby Boomers (M = 3.28; SD = 1.62). Academic employees
scored significantly lower than administrative employees (M = 4.15; SD = 1.44;
d = 0.75, moderate practical effect) and permanent employees (M = 3.51;
SD = 1.57) scored significantly lower than contract employees (M = 4.26;
SD = 1.45; d = 0.37, small practical effect).

For organisational commitment females (M = 4.52; SD = 1.40) scored signifi-
cantly lower than males (M = 4.80; SD = 1.37; d = 0.24, small practical effect) and
white employees (M = 4.87; SD = 1.33) scored significantly higher than Black
employees (M = 4.58; SD = 1.42; d = 0.24, small practical effect). Baby Boomers
(M = 4.90; SD = 1.36; d = 0.35, small practical effect) scored significantly higher
than Generation X (M = 4.71; SD = 1.37) and Generation Y (M = 4.36;
SD = 1.44).

Psychosocial Career Preoccupations

In the case of the career preoccupations variables white employees scored signifi-
cantly lower than Black employees on all three variables: career establishment
preoccupations (Whites: M = 3.20; SD = 1.01; Blacks: M = 3.78; SD = 1.04;
d = 0.62, moderate practical effect); career adaptation preoccupations (Whites:
M = 2.36; SD = 1.02; Blacks: M = 3.15; SD = 1.19; d = 0.68, moderate practical
effect); and work/life adjustment preoccupations (Whites: M = 2.86; SD = 0.94;
Blacks: M = 3.19; SD = 0.97; d = 0.35, small practical effect size).

Generation Y (M = 3.77; SD = 1.06; 0.62, moderate practical effect) scored
significantly higher than Generation X (M = 3.76; SD = 0.98) and the Baby
Boomers (M = 3.11; SD = 1.06) in terms of the career establishment preoccupa-
tion. Generation Y (M = 3.07; SD = 1.20) and Generation X (M = 3.07;
SD = 1.20) scored significantly higher than the Baby Boomers (M = 2.37;
SD = 1.10; d = 0.60, moderate practical effect) on the career adaptation preoccu-
pation. Likewise, Generation Y (M = 3.20; SD = 0.96) and Generation X
(M = 3.20; SD = 0.93) scored significantly higher than the Baby Boomers
(M = 2.76; SD = 0.98; d = 0.43, small practical effect) on the work/life adjustment
preoccupation.

Married employees (M = 3.43; SD = 1.06; d = 0.27, small practical effect)
scored significantly lower than single/divorced employees (M = 3.69; SD = 1.08).
Married employees (M = 2.67; SD = 1.17; d = 0.34, small practical effect) scored
significantly lower for career adaptation preoccupations than single/divorced
employees (M = 3.07; SD = 1.19). As to work/life adjustment preoccupations,
married employees (M = 2.97; SD = 0.98; d = 0.18, small practical effect) scored
significantly lower than single/divorced employees.

Administrative employees (M = 3.74; SD = 1.04) scored significantly higher on
career establishment preoccupations than academic employees (M = 3.43;
SD = 1.02; d = 0.35, small practical effect) while the latter (M = 3.13; SD = 1.22)
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Table 16.3 Biographical differences on the psychological contract, psychosocial career preoc-
cupations and retention factors

Biographical variable N Mean SD Chi-Square Cohen’s
d

Gender

Compensation Females
Males

216
363

3.90
4.18

1.29
1.25

6.45 0.21**

Organisational commitment Females
Males

216
363

4.52
4.80

1.40
1.37

7.91 0.24**

Race

Career opportunities White
Black (African,
coloured, Indian)

221
348

2.90
3.55

0.89
1.18

48.61 0.61***

Work/life balance White
Black (African,
coloured, Indian)

221
348

2.96
4.07

1.52
1.45

66.59 0.73***

Organisational commitment White
Black (African,
coloured, Indian)

221
348

4.87
4.58

1.33
1.42

7.68 0.24**

Career establishment
preoccupations

White
Black (African,
coloured, Indian)

221
348

3.20
3.78

1.01
1.04

49.89 0.62***

Career adaptation
preoccupations

White
Black (African,
coloured, Indian)

221
348

2.36
3.15

1.02
1.19

58.88 0.68***

Work/life adjustment
preoccupations

White
Black (African,
coloured, Indian)

221
348

2.86
3.19

0.94
3.19

16.55 0.35***

Satisfaction with the
psychological contract

White
Black (African,
coloured, Indian)

221
348

3.12
3.01

0.43
0.48

9.98 0.27**

State of the psychological
contract

White
Black (African,
coloured, Indian)

221
348

2.79
3.07

0.89
1.05

12.36 0.30***

Generational cohorts

Career opportunities Baby Boomers
Generation X
Generation Y

199
253
125

3.02
3.40
3.56

1.06
1.16
1.05

22.20 0.40***

Work/life balance Baby Boomers
Generation X
Generation Y

199
253
125

3.28
3.72
3.98

1.62
1.58
1.42

15.85 0.34***

Organisational commitment Baby Boomers
Generation X
Generation Y

199
253
125

4.90
4.71
4.36

1.36
1.37
1.44

17.31 0.35***

Career establishment
preoccupations

Baby Boomers
Generation X
Generation Y

199
253
125

3.11
3.76
3.77

1.06
0.98
1.06

51.20 0.62***

Career adaptation
preoccupations

Baby Boomers
Generation X
Generation Y

199
253
125

2.37
3.07
3.07

1.10
1.20
1.20

47.45 0.60***

(continued)
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Table 16.3 (continued)

Biographical variable N Mean SD Chi-Square Cohen’s
d

Work/life adjustment
preoccupations

Baby Boomers
Generation X
Generation Y

199
253
125

2.76
3.20
3.20

0.98
0.93
0.96

25.16 0.43***

Employee obligations Baby Boomers
Generation X
Generation Y

199
253
125

5.05
5.15
4.92

0.85
0.81
0.80

10.83 0.28**

Marital status

Career opportunities Married
Single/Divorced

340
219

3.16
3.52

1.09
1.16

12.68 0.30***

Career establishment
preoccupations

Married
Single/Divorced

340
219

3.43
3.69

1.06
1.08

9.89 0.27**

Career adaptation
preoccupations

Married
Single/Divorced

340
219

2.67
3.07

1.17
1.19

15.79 0.34***

Work/life adjustment
preoccupations

Married
Single/Divorced

340
219

2.97
3.16

0.98
0.96

4.38 0.18*

Job level

Job characteristics Academic
Administrative

221
214

4.61
4.10

0.93
0.99

28.05 0.53***

Career opportunities Academic
Administrative

221
214

3.25
3.45

1.04
1.18

3.99 0.19*

Work/life balance Academic
Administrative

221
214

3.04
4.15

1.55
1.44

53.16 0.75***

Career establishment
preoccupations

Academic
Administrative

221
214

3.43
3.74

1.02
1.04

13.15 0.35***

Career adaptation
preoccupations

Academic
Administrative

221
214

2.56
3.13

1.08
1.22

20.79 0.45***

Employer obligations Academic
Administrative

221
214

3.05
2.87

0.98
1.04

4.02 0.19*

Employment status

Compensation Contract
Permanent

97
478

3.47
4.21

1.33
1.22

26.81 0.44***

Job characteristics Contract
Permanent

97
478

4.67
4.28

1.33
0.99

12.35 0.30***

Supervisor support Contract
Permanent

97
478

4.34
3.79

1.19
1.23

15.31 0.33***

Career opportunities Contract
Permanent

97
478

3.59
3.24

1.23
1.11

7.48 0.24**

Work/life balance Contract
Permanent

97
478

4.26
3.51

1.45
1.57

18.62 0.37***

Career establishment
preoccupations

Contract
Permanent

97
478

3.86
3.47

1.10
1.05

15.54 0.33***

Work/life adjustment
preoccupations

Contract
Permanent

97
478

3.22
3.01

1.02
0.96

4.35 0.17*

Satisfaction with the
psychological contract

Contract
Permanent

97
478

2.96
3.07

0.49
0.46

6.18 0.21*

State of the psychological
contract

Contract
Permanent

97
478

3.27
2.90

1.02
0.98

11.31 0.28***

Notes N = 579. ***p � 0.001 **p � 0.01 *p � 0.05
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also scored significantly higher than academic employees (M = 2.56; SD = 1.08;
d = 0.45, small practical effect) on career adaptation preoccupations.

Permanent employees (M = 3.47; SD = 1.05) scored significantly lower than con-
tract employees (M = 3.86; SD = 1.10; d = 0.33, small practical effect) on career
establishment preoccupations. In addition, permanent employees (M = 3.01:
SD = 0.96) scored significantly lower than contract employees (M = 3.22; SD = 1.02;
d = 0.17, small practical effect) on work/life adjustment preoccupations.

Psychological Contract

Academic employees (M = 3.05; SD = 0.98) scored significantly higher than
administrative employees (M = 2.87; SD = 1.04; d = 0.19, small practical effect)
for employer obligations.

Generation X (M = 5.15; SD = 0.81; d = 0.28, small practical effect) scored
significantly higher than the Baby Boomers (M = 5.05; SD = 0.85) and
Generation Y (M = 4.92; SD = 0.80) for employee obligations.

For satisfaction with the psychological contract, white employees (M = 3.12;
SD = 0.43) scored significantly higher than Black employees (M = 3.01; SD = 0.97;
d = 0.35, small practical effect). Permanent employees (M = 3.07; SD = 0.46)
scored significantly higher than contract employees (M = 2.96; SD = 0.49; d = 0.21,
small practical effect).

For the state of the psychological contract, Black employees (M = 3.07;
SD = 1.05) scored significantly higher than white employees (M = 2.79; SD = 0.89;
d = 0.30, small practical effect. Contract employees (M = 3.27; SD = 1.02) scored
significantly higher than permanent employees (M = 2.90; SD = 0.98; d = 0.28,
small practical effect).

Discussion

The research presented in this chapter explored the differences in biographical
characteristics in terms of the psychological contract, psychosocial career preoc-
cupations and satisfaction with retention factors. The results highlighted gender,
race, generational cohorts, marital status, job level and employment level as bio-
graphical characteristics that significantly differ in terms of the psychological
contract, psychosocial career preoccupations and satisfaction with retention factors
(Deas 2017).

Gender. Males were found to be more concerned about compensation than
females; whereas females were found to be less committed to an organisation than
males. Previous research found that male employees were more concerned about
extrinsic job factors including fringe benefits and higher salaries (Bellou 2009;
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Metcalfe 1993). Jena (2015) revealed that females indicated less organisational
commitment than males.

Race. In terms of race, white employees were found to be less concerned about
career opportunities and work/life balance than black employees. Similarly,
Hofhuis et al. (2014) proposed that employees from the minority group will present
greater dissatisfaction in terms of career opportunities as a predictor of turnover
intentions than the majority group. For the underrepresented minority employees,
work/life balance policies are progressively becoming more essential in the
recruitment and retention of this group of employees (Castaneda et al. 2015). Black
employees were found to be less committed to the organisation than white
employees. Gonzalez and Denisi (2009) found that male employees from the
minority racial group in an organisation indicated lower organisational commitment
than the majority racial group.

In terms of the psychosocial career preoccupations, the results revealed that
black employees were more concerned about their career development in the
organisation than their white counterparts. Previous research has consistently
shown that employees from minority groups believe that racial discrimination will
prevent them from accomplishing their desired career outcomes (Haynes et al.
2015; McWhirter 1997). For the psychological contract, it was found that black
employees were less satisfied with their psychological contract than white
employees. Wöcke and Sutherland (2008) also pointed out that African employees
where satisfied the least regarding the fulfilment of employers’ obligations. Black
employees were also found to perceive their psychological contract as more fair and
just than white employees. It is possible that white employees have found that
employment equity practices create disruptions in the relational components of their
psychological contract with their employer (Wöcke and Sutherland 2008).

Generational cohorts. The results revealed that Generation Y employees were
more likely to be satisfied with career opportunities and work/life balance than
employees from the Generation X and Baby Boomer cohorts. Previous research
have found that Generation Y employees favour stimulating jobs that offer them
opportunities to improve their long-term career development (de Cooman and Dries
2012; Guillot-Soulez and Soulez 2014; Hite and McDonald 2012). Generation Y
employees are also more prone to demand work/life balance through all their
careers stages (McDonald and Hite 2008; Ng et al. 2010). Baby Boomers were also
found to be more committed to the organisation. A study among nurses similarly
revealed that Baby Boomer employees were significantly more committed to their
organisation than employees from Generation X and Y (Brunetto et al. 2012;
Nelson 2012).

For the psychosocial career preoccupations, it was found that Generation Y
employees were more concerned with establishing their careers than employees
from the Generation X and Baby Boomers cohorts. This result was expected as
employees from Generation Y includes the age group of individuals who recently
joined the employment market and are currently establishing themselves in their
careers. Baby Boomers showed less concern in terms of advancing in their careers
and work/life adjustment than Generation X and Y employees. The significant
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differences observed among the three generational cohorts may suggest that the
career preoccupations in the current study might be generation-related. This is in
contrast to the findings of Coetzee’s (2015a) study, which revealed that career
preoccupations were not age-related. The results of the present study do, however,
support the opinion that career preoccupations were not narrowed down to a
specific generational cohort only (Coetzee 2015a; Mahoney 1987).

In terms of the psychological contract, Generation X employees perceived that
they have fulfilled their promises to their employers more than employees from
Generation Y and Baby Boomers. This finding is in contrast with Bal and Kooij’s
(2011), who found that Generation X employees showed less transactional and
relational obligations than Baby Boomer employees.

Marital status. The results indicated that married employees were less likely to
be satisfied with career opportunities than single/divorced employees. Mubarak
et al. (2012) argues that marital status, as a biographical variable, has an effect on
retention factors. Additionally, research have shown that job satisfaction appears to
increase with progressive life stages and amid married academics (Ryan et al.
2012). Single/divorced employees were found to be more concerned about their
career development than married employees. Marital and family obligations inter-
rupts the career development of women and work/life balance conflicts often
emerge for women employees (Blomme et al. 2010).

Job level. Administrative employees were found to be less satisfied with job
characteristics than academic employees. Barkhuizen and Rothmann (2008) found
that job characteristics were a stressor that had a significant effect on affective
commitment of academic employees in higher educational institutions. The results
also found that administrative employees were likely to be more satisfied with
work/life balance than academic employees. Barkhuizen and Rothmann’s (2008),
however, found that academic employees experienced high levels of anxiety as a
result of trying to attain a work/life balance. Academic employees were found to be
less concerned with preoccupations related to establishing and adapting to their
careers than administrative employees. This could be attributed to the fact that, in
general, administrative employees do not have clear, well-defined paths in terms of
their career development (Renkema et al. 2009). For the psychological contract,
administrative employees experienced that the organisation has made and fulfilled
less promises than the academic employees. In contrast, Shen (2010) revealed that
academic employees’ sense of fulfilment of the psychological contract was low, as
17 of 21 employer obligations scored low.

Employment level. The results indicated that permanent employees were less
likely to be concerned with job characteristics, supervisor support, career opportu-
nities and work/life balance as retention factors than contracted employees.
Similarly, Jafri (2014) suggested that contracted employees expected more from the
organisation in terms of job content and supervisor support. Permanent employees
were found to be more satisfied with compensation than contracted employee. In
contrast, Unsal-Akbiyik (2014) found no statistically significant differences between
permanent and contract employees’ perceptions regarding remuneration practices in
their organisations. It was also found that contracted employees were less likely to be
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satisfied with their psychological contract than permanent employees. De Jong et al.
(2009) however found that permanent employees experienced less fulfilled obliga-
tions, and were therefore less satisfied with their psychological contract. Permanent
employees were furthermore found to be less likely to experience their psychological
contract as fair and just than contract employees. Correspondingly, De Jong et al.
(2009) found contracted employees experience relatively fair and good exchanges in
terms of fulfilment of the psychological contract.

Implications for Retention Practices

Rousseau’s (1995) theory on the psychological contract and Coetzee’s (2014)
psychosocial career preoccupations framework has proven to be useful tools in the
retention of employees. This chapter provided a deeper understanding on how
employees’ diverse biographical characteristics may influence their psychological
contract and psychosocial career preoccupations. Human resource practitioners
could use this information in order to develop retention strategies specifically for
diverse employees. Organisations should acknowledge that diverse employees will
have different expectations in terms of the psychological contract and therefore they
should manage these different expectations of diverse employees accordingly.
Organisations should also realise that the career concerns and preoccupations of a
diverse group of employees will also vary from employee to employee due to their
biographical characteristics. Employees with different biographical characteristics
are also satisfied with different retention factors. Organisations should take cogni-
sance of this when they develop human resource practices and policies. Future
research might have possible outcomes such as creating awareness of the fact that
employees have different psychological contracts and preoccupations in terms of
their careers. In order to fulfil the expectations of employees in terms of their
psychological contracts and their careers, they should be treated appropriately in
terms of their biographical characteristics. There is a need for further research on
the psychological contract, psychosocial career preoccupations and retention fac-
tors, specifically in the diverse South African context.

Summary

This chapter reflected on the implications of diversity on the retention of talented
employees. More specifically, this chapter focused on race, gender, generational
cohorts, marital status, job level and employment level as important precursors for
the psychological contract, psychosocial career preoccupations and retention fac-
tors. It is concluded that human resource practitioners should consider these bio-
graphical differences when developing retention management strategies for talented
employees.
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Part VI
Organisational Practices

Overview and Insights

Part VI, Organisational Practices, comprises four chapters that address work ethics, mentoring
and reward solutions as important practices in the psychology of retention.

Part VI: Overview

In Chap. 17, Ethical Context in Relation to Employee Commitment in a Developing Country
Setting, Jeremy Mitonga-Monga addresses an under-researched theme in the retention space,
namely work ethics. Drawing from a cross-sectional quantitative study among a sample of N = 839
in a railway organisation in the Democratic Republic of Congo (DRC), the author shows that
perceived work ethics culture and work ethics climate variables predict employees’ levels of
affective, continuance and normative commitment. The author makes a convincing case for
establishing comprehensive ethical standards, good ethical role models, adequate resources and
working conditions that enable ethical actions, as well as cultivating a work ethic that supports
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common organisational values to enhance employees’ loyalty or commitment to the organisation
and extend their job tenure. The chapter makes a valuable contribution to the retention research
literature by positioning work ethics in the retention space.

In Chap. 18, Tap the Experienced to Care for the Inexperienced: Millennial Employees’
Retention Challenge? Mentoring is the Solution, Mohammad Faraz Naim continues with the
discussion on the unique career development support needs of millennial workers (see Part V).
Based on a sound review of the research literature, the author explores the role of mentoring as an
organisational practice in influencing employee positive work-related behaviours that benefit the
retention of millennial workers. The chapter contributes a conceptual framework for workplace
mentoring that facilitates personal learning and affective commitment, which in turn reduces the
turnover intentions of millennial employees.

In Chap. 19, Reward Solutions to Retention Questions, Mark Bussin argues that in the volatile,
uncertain, complex, ambiguous (VUCA) landscape, conventional reward procedures, plans and
strategies are no longer sufficient for talent retention. The chapter makes a valuable contribution to
the retention literature by outlining the reward strategies and remuneration factors that are linked to
greater retention of talent as well as the latest developments and trends associated with these
strategies. The author cautions that although remuneration is important as a retention strategy, it
should not be considered in isolation. The author proposes the application of a holistic approach
involving a total rewards strategy that includes both monetary and non-monetary rewards to ensure
an attractive workplace and to drive the attraction and retention of the employees. The chapter
provides a practical guide on how to design a world-class reward strategy and apply it in the
retention context.

Chapter 20 by Calvin Mzwenhlanhla Mabaso, Total Rewards as a Psychosocial Factor
Influencing Talent Retention, builds on Chap. 19 by showing how total rewards as psychosocial
factors influence talent’s choice to join, remain and leave an organisation from the theoretical lens
of expectancy theory. Drawing from a cross-sectional quantitative study among a sample of N =
262 academics in a South African university context, the chapter shows that compensation,
benefits, performance management, work-life balance, recognition, and talent development and
career opportunities all have a positive effect on talent retention.

Part VI: Key Insights

Part VI highlights key insights regarding organisational practices such as work ethics, mentoring
and a total rewards strategy, all of which broaden insight regarding the psychology of retention.

Practice Guidelines
The author of Chap. 17 demonstrates the importance of conducting surveys to establish percep-
tions of work ethics as part of a retention strategy. Practices that support employees’ commitment
to the organisation may include creating conditions (a work ethics culture) that foster perceptions
that the organisation embraces comprehensive ethical standards, positive ethical conditions and
values, transparency, opportunities to discuss ethical issues, reinforcement of ethical behaviour and
sanctionability. In Chap. 18, the author emphasises the importance of formal mentoring pro-
grammes for millennials to address their need for continuous learning and growth and to enhance
their affective commitment towards the organisation.

The author of Chap. 19 makes a convincing case for adopting a total rewards strategy in
retaining talent. It is argued that in terms of understanding the psychology of retention, a total
rewards strategy should include both monetary and non-monetary rewards to ensure an attractive
workplace and to drive the attraction and retention of the employees. Organisational practices
relating to the following components of the total rewards strategy should be considered:
compensation/remuneration, benefits; work-life effectiveness/balance; recognition; performance
management; and talent development programmes and interventions to develop skills and abilities
and promote career growth. Chapter 20 continues to provide important insight into the role of a
total rewards strategy in retention practices. The author reiterates that retention practices should
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address the total rewards elements of compensation, benefits, performance management, work-life
balance, recognition, and talent development and career opportunities. The author recommends
that rewards specialists develop fair and equitable rewards packages to attract and retain talent.

Research Gaps
Work ethics in the retention space is under-researched. The author of Chap. 17 recommends
studies on how the work ethics culture components of clarity, congruency of supervisor, con-
gruency of management, feasibility, supportability, discussability, transparency and sanction-
ability, as well as the elements of a work ethics climate, namely caring, law and code, rules,
independence and instrumental, affect employees’ job satisfaction, motivation and organisational
citizenship behaviour. More needs to be known about the moderating effect of ethical leadership
and other influencing variables, such as gender, age, education and tenure. Longitudinal studies
should establish the causal relationships between these variables. Qualitative studies which explore
the meaning of ethical behaviour are recommended with the view to enhance understanding of
work ethics in the psychology of retention.

The author of Chap. 18 reiterates continued research on the psychology of retaining millennials
as young talent. Research on mentoring as an organisational practice is emphasised, especially
research to examine different forms of mentoring, including group mentoring, peer mentoring and
e-mentoring in the context of millennial employees. The author argues that there is also a need to
develop a scale for personal learning and turnover intentions from the perspective of millennial
employees. In Chaps. 19 and 20, the authors argue for continued research on the link between the
components of the total rewards strategy and retention factors in diverse occupational contexts.
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Chapter 17
Ethical Context in Relation to Employee
Commitment in a Developing Country
Setting

Jeremy Mitonga-Monga

Abstract This chapter examines the relationship between perceived ethical context
and employee commitment. The convenience sample of employees (n = 839;
males = 68%; females = 32%) consisted of permanent employees in a railway
organisation in the Democratic Republic of Congo (DRC). The research constructs
were measured using the corporate ethical virtues questionnaire (CEVQ), the ethical
climate questionnaire (ECQ) and the organisational commitment scale (OCS).
Standardised multiple regressions were calculated to predict employee commitment
through work ethics culture and work ethics climate. The results indicate that the
perceived work ethics culture and work ethics climate variables predict employees’
level of commitment. Using the data from a very large organisation in a developing
country, the results are generalised to human resource management. Interpretations
are formulated about how organisational leaders who facilitate ethical values in
building a work ethics culture and a work ethics climate can significantly decrease
turnover intention and increase the level of commitment towards collaboration
among organisation members.

Keywords Ethics organisational context � Work ethics culture
Work ethics climate � Employee commitment � Democratic Republic of Congo

Introduction

Organisations are increasingly seeking ways to curb malpractice, mismanagement,
unethical behaviour and corruption (Ruiz-Polomino and Martinez-Cañas 2014), and
given the effects of the 2008 global financial downturn (Balakrisnan et al. 2016),
Volkswagen’s scandal involving unethical practices, corruption and fraud
(Zhakypova 2016) and the bribery and corruption uncovered at FIFA (Mansouri
2016) scholars and practitioners are likely to keep monitoring this development
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closely (Trevino and Nelson 2010). While the positive effects of upholding ethics
and values are well known (Mitonga-Monga and Cilliers 2015), there is still a
paucity of research on how ethics in an organisational context can help businesses
to achieve excellence in moral and technical terms, as well as in shaping
employees’ job responses, attitudes and behaviours. This study focuses on ethics
organisational context (Victor and Cullen 1988), which is one of the variables that
are increasingly associated with ethical decision-making in the workplace. Ethical
context refers to the prevailing perceptions of norms, procedures and ethical poli-
cies within an organisation (Bedi et al. 2015). Researchers have used two related
frameworks to represent an ethical context in organisations: work ethics climate
(Victor and Cullen 1988) and work ethics culture (Treviño and Nelson 2010).
A previous study by Hollingsworth and Valentine (2015) found that the variables of
work ethics culture and work ethics climate relate positively to employees’ inten-
tion to engage in ethical practices and increase their willingness to report unethical
behaviour.

In line with the call from Kaptein (2008), Mitonga-Monga and Cilliers (2015)
and Victor and Cullen (1988) and others, the purpose of this study is to examine the
extent to which variables of work ethics culture and work ethics climate are
strongly associated with employees’ level of commitment. Although the variables
of work ethics culture and work ethics climate (Treviño and Nelson 2010) have
frequently been studied for their relationship to work-related outcomes such as
satisfaction, organisational citizenship behaviour and work engagement
(Mitonga-Monga and Cilliers 2015), few studies have explored their relationship to
employees’ commitment (Huhtala and Feldt 2016). Employee commitment is an
important construct to study in relation to ethics organisational context because,
given its psychological and attitudinal nature, it is likely to reduce turnover and
absenteeism in the organisation (Gould-Williams and Davies 2005). Losing talented
employees causes severe losses in terms of productivity, creativity, efficiency and
profit (Lin and Liu 2017). Mitonga-Monga and Cilliers (2016) note that positive
work attitudes depend on employees’ perceptions of how organisational culture,
climate and values of the employing organisation. For instance, Huhtala and Feldt
(2016) contend that an organisation that treats its employees well, maintains a good
reputation and upholds ethical values can produce positive work responses in its
employees, indicating a good person-organisation fit. Yet even though researchers
suggest that employees wish to work for an ethical organisation (Novelskaite and
Pucetaite 2014), there is a dearth of concrete empirical scrutiny to support this
claim. Therefore, this chapter will contribute to the field of work ethics culture,
work ethics climate and employee commitment and retention by examining the
association between the variables of work ethics culture, work ethics climate and
employee commitment in a railway organisation in the DRC.

In the following sections we will discuss the DRC work context, theoretical
framework and hypotheses, methodological aspects and results of the study.
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The DRC Work Context

The DRC is seen as an emerging and developing country with vast mineral and
natural wealth (gold, copper, diamonds, forests and agricultural) and a huge
political and economic potential (Mitonga-Monga and Cilliers 2016). Despite its
natural resources, the DRC remains one of the poorest countries globally, mainly
because of political and economic crises, ineffective leadership, unemployment,
lack of a culture of accountability, corruption and a high level of unethical beha-
viour (Gilpin and Boor 2012). All these factors have resulted in the country’s being
ranked below 7% in all six indicators, with the lowest scores on government
effectiveness, rule of law, political crisis and control of accountability
(Mitonga-Monga and Cilliers 2015). It seems that persistent political instability has
and still is affecting all sectors of the society. This includes the transport industry, in
terms of a lack of good infrastructure and reliable railroads, locomotives, rail beds
and commuter services. According to Mitonga-Monga and Cilliers (2015), efforts
by the World Bank and African Development Bank to address engineering and
human resources issues (e.g. transformation of most of the reportedly corrupt
entities into ethical organisations) have been largely unsuccessful because of the
high level of unethical behaviour and lack of good governance and culture of
accountability.

Next we will discuss the theoretical framework and hypotheses of this study.

Theoretical Framework and Hypotheses

Work Ethics Culture

“Work ethics culture” is perceived as the ethical quality of a work environment and
is defined as the shared values, norms and beliefs that can encourage ethical
behaviour (Kaptein 2008; Treviño and Weaver 2003; Mitonga-Monga and Cilliers
2015). One of the classic theories of business ethics is virtue ethics (Huhtala and
Feltd 2016; Kaptein 2008), according to which virtues nurture an intrinsic moti-
vation that has a positive impact on individuals’ behaviour and attitudes (Solomon
2004; Huhtala and Feldt 2016). A fundamental aspect of ethical virtues is that moral
values and beliefs are desirable goods in themselves and the realisation of these
virtues results in individual satisfaction and loyalty. Thus organisations that
embrace corporate ethical virtues can encourage employees to flourish and produce
quality work (Ciula 2004; Huhtala and Feldt 2016). From the virtues theory,
Kaptein (2008) developed the corporate ethical virtues questionnaire, which com-
prises the following key components:

• Clarity. This refers to the extent to which an organisation sets clear and com-
prehensive ethical standards and normative expectations for employees.
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• Congruency of supervisor and congruency of management. These refer to the
extent to which managers are good ethical role models and act with integrity and
respect.

• Feasibility. This refers to the extent to which top management provides workers
with appropriate resources and practical conditions that facilitate ethical action.

• Supportability. This refers to the extent to which individuals share, support, trust
and are committed to the common organisational ethical values and beliefs.

• Transparency. This refers to the extent to which the organisation makes visible
both good behaviour and wrongdoing and its consequences.

• Discussability. This refers to the extent to which an organisation provides
opportunities/a forum to raise and discuss ethical issues.

• Sanctionability. This refers to the extent to which an organisation reinforces
ethical behaviour by rewarding ethical employees and punishing wrongdoers.

Together, these virtues constitute the ethical features of an organisational culture,
which promotes ethical behaviour (Kaptein 2008). Previous research by
Mitonga-Monga and Cilliers (2015) indicates that work ethics culture relates pos-
itively to employees’ well-being and commitment to the organisation, resulting in a
lower level of intention to quit. According to Huhtala and Feldt (2016), the mul-
tidimensional CEV model is crucial in that it permits us to examine whether various
virtues are associated with certain work-related outcomes. It is our purpose to
examine whether some of these virtues are less significant than others in ensuring a
good employee–employer fit, since this can have positive consequences when
assigning resources in the organisation. These ethical virtues should also be taken
into consideration and prioritised when developing employee-retention strategies
for an organisation. Based on the above-mentioned discussion, we can hypothesise
that a work ethic culture will be positively associated with employee commitment.

Next we will discuss the theory related to a work ethics climate.

Work Ethics Climate

The “work ethics climate” is perceived as a cluster of prescribed climate elements
reflecting the organisational procedures, policies and practices that have moral
consequences (Al-Omari 2013; Martin and Cullen 2006; Victor and Cullen 1988).
Practically, the work ethics climate of an organisation is a shared perception among
organisational members of how ethical concerns are addressed and what defines
“ethical behaviour”. The literature review identifies the following five key elements
of a work ethics climate:

• Caring. This refers to individual employees’ perception that their organisation
fosters a positive and ethically caring atmosphere that enhances their well-being.
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• Law and code. This reflects the principal ethical criteria in an organisation.
These criteria require that workers adhere to the codes of practice and regula-
tions of their respective professions or other affiliated bodies.

• Rules. This refers to the extent to which employees accept the rules and code of
conduct determined by the organisation.

• Independence. This refers to the extent to which individual employees act
according to their own personal moral beliefs, based on a set of well-considered
principles.

• Instrumental. This refers to the extent to which individual employees believe
that decisions are made that serve the organisation’s interests or provide per-
sonal benefits.

Together, these elements of the work ethics climate comprise the ethical ele-
ments of organisational procedures and policies that influence employees’ attitudes
and behaviour (Mitonga-Monga and Cilliers 2015). Previous studies by Lin and Liu
(2016) and Treviño et al. (1998) indicate that these different elements of a work
ethics climate have proven to have positive effects on organisational outcomes such
as job satisfaction, commitment and reduced employee turnover intention.
Although the empirical evidence pertaining to the association between the work
ethics climate and employee commitment is clear (Treviño et al. 1998), there is still
a need to research this in developing country settings (Al-Omari 2013; Valentine
et al. 2011). Based on the aforementioned reasoning and previous studies, we
hypothesise that a work ethics climate will indeed be associated with employee
commitment in developing countries.

Next we will discuss the theory related to employee commitment.

Employee Commitment

Nationwide, organisations are increasingly seeking to develop loyal workers in an
effort to increase performance and productivity and reduce employee turnover and
absenteeism, while improving individual employees’ psychological attachment to
the organisation (Gould-Williams and Davis 2005; Mitonga-Monga and Cilliers
2016) The concept of employee commitment has captured the attention of both
practitioners and scholars (Meyer and Allen 1997). According to Mullins (2013),
research on employees’ commitment to the organisation, as well as antecedents and
outcomes of this commitment, has been studied extensively. Employees who are
committed are loyal to the organisation and extend their membership in the
organisation (Mitonga-Monga and Cilliers 2016). “Employee commitment” refers
to an employee’s belief in and enthusiasm for working according to the goals and
values of the organisation (Allen and Meyer 1996; Mitonga-Monga and Cilliers
2016; Mowday et al. 2013). From the literature, we can see that employee com-
mitment comprises the following three components:
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• Affective commitment. This reflects the extent of workers’ emotional attachment
to, identification with and involvement in the organisation. Individual
employees with a high level of affective commitment stay in the organisation or
extend their membership within it because they want to.

• Continuance commitment. This reflects the extent to which employees examine
whether the costs of leaving the organisation are greater than the costs of
staying. Employees who regard the costs of leaving the organisation as greater
than the costs of staying remain in the organisation because they need to.

• Normative commitment. This represents the employees’ sense of obligation to an
organisation. Individual employees with a high level of normative commitment
extend their membership within the organisation because they feel they ought to.

According to Morrow (2011) most studies show that the development of or-
ganisational commitment is based on the belief in social exchange theory.
Specifically, the organisation is encouraged to create a good working environment
for its members, who, in turn, demonstrate their loyalty and psychological attach-
ment to their employer. Furthermore, according to the social exchange view, if
employees notice that their organisation has positive policies, regulations and
procedures (Mitonga-Monga and Cilliers 2016), employees will develop an implicit
obligation to reciprocate by forming an affective, emotional bond with the organ-
isation (Lee et al. 2016). In other words, if employees perceive that there are clear
procedures, policies and regulations in an organisation, they may feel a sense of
obligation to stay with the organisation (Mitonga-Monga and Cilliers 2015).
A previous study by Vakola and Nikolaou (2005) found that employee commitment
was positively related to organisational citizenship behaviour and lower employee
absenteeism and turnover. In the next section we will discuss the relationship
between ethics organisational context variables and employee commitment.

The Relationship Between Ethics Organisational Context
Variables and Employee Commitment

Based on previous research (Huhtala and Feldt 2016; Vakola and Nikolaou 2005;
Treviño et al. 1998), there is reason to believe that an ethical context of organi-
sations will effect some positive work-related outcomes, mostly in terms of
employees’ attitudinal responses to the organisation. For instance, work ethics
culture and work ethics climate arguably strengthen employees’ level of commit-
ment and reduce their turnover intention (Hashish 2017; Huhtala and Feldt 2016;
Mayer 2014). Research indicates that employees and organisations are negatively
affected when commitment is low (Mitonga-Monga and Cilliers 2016) and that both
benefit when commitment is high (Mitonga-Monga and Flotman 2017). Employee
commitment is connected with increased performance (Huhtala and Feldt 2016),
job satisfaction (Mitonga-Monga et al. 2016) and organisational citizenship beha-
viour (Vakola and Nikolaou 2005), as well as less absenteeism (Mowday et al. 2013)
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and employee turnover (Valentine et al. 2011). Both work ethics culture and climate
may boost employees’ level of psychological attachment to the organisation
(Arnaud and Schminke 2012). Individual employees might show loyalty to their
employer if the organisation has positive ethical practices and a good reputation
(Huhtala and Feldt 2016). Mayer (2014) found that work ethics culture was posi-
tively related to employees’ commitment. Kish-Gephart, Harrison and Treviño
(2010) found that the work ethics climate was significantly related to employees’
job satisfaction, commitment and organisational citizenship behaviours. Although
previous studies have shown a link between the above-mentioned constructs
(Huhtala and Feldt 2016; Ruiz-Palomino and Martinez-Canas 2014), there seems to
be a dearth of research examining the extent to which work ethics culture and work
ethical climate relate to employees’ commitment in developing country settings,
such as the DRC.

Purpose, Research Question and Contribution

The purpose of this chapter is to investigate the relationship between employees’
perception of their ethical context variables (work ethics culture and work ethics
climate and their level of commitment in a railway organisation in the DRC. The
research question that supports this study is formulated as follows: How do the
variables of work ethics culture and work ethics climate relate to employees’
commitment to an organisation in the DRC? This chapter makes a valuable con-
tribution to both the theory and practice. Firstly, it contributes to theoretical debate
in the disciplines of organisational behaviour, business ethics, industrial and
organisational psychology and human resource management concerning the asso-
ciation between ethical context variables (work ethics culture and work ethics
climate) and employee commitment. Secondly, on a practical level, this chapter
makes recommendations for leadership and human resource management practi-
tioners for the retention of staff in a developing country setting.

Method

Participants and Setting

This study employed a quantitative research approach, following a cross-sectional
survey design (Tabachnick and Fidell 2013), with respondents drawn from per-
manently employed employees in the selected railway organisation in the DRC.
A convenience sample (n = 839; males = 68%; females = 32%) was used,
reflecting the following characteristics: A total of 63.1% of the participants were
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aged between 26 and 40 years; 42.1% were unmarried; 66% had honours degrees;
and 38% had been employed in the organisation for between 6 and 10 years. The
demographical characteristics of the sample are included in Table 17.1

Measuring Instruments

The participants completed a biographical and demographical survey. They also
completed the measurement instruments for work ethics culture, work ethics cli-
mate and organisational commitment, which are described next.

*Corporate ethical virtue questionnaire (CEVQ: Kaptein 2008). This is a
58-item self-reported measure scored on a five-point Likert scale (where
1 = strongly disagree and 5 = strongly agree). It measures the organisation’s ethical
virtues across eight dimensions: Clarity. “My organisation makes it sufficiently
clear to me how I should conduct myself appropriately towards others within the
organisation.” Congruency of supervisor. “My supervisor sets a good example in
terms of ethical behaviour.” Congruency of management. “The board and senior
management would never authorise unethical or illegal conduct to meet business
goals.” Feasibility. “In my job, I am sometimes put under pressure to break the

Table 17.1 Descriptive
statistics: Mean, standard
deviations and Cronbach
alpha coefficients

Variables Mean Stand.
Dev

A

Overall work ethics culture 4.04 0.51 0.97

Clarity 3.63 0.57 0.88

Congruency of supervisor 4.01 0.68 0.84

Congruency of management 4.05 0.64 0.79

Feasibility 4.42 0.82 0.68

Supportability 4.05 0.66 0.83

Transparency 4.02 0.68 0.87

Discussability 4.07 0.60 0.88

Sanctionability 4.10 0.63 0.89

Overall work ethics climate 4.04 0.55 0.95

Caring 4.02 0.60 0.91

Law and code 4.08 0.64 0.88

Rules 4.03 0.66 0.81

Independence 3.98 0.85 0.86

Instrumental 4.12 0.60 0.81

Overall employee
commitment

4.09 0.54 0.94

Affective commitment 4.07 0.55 0.86

Continuance commitment 4.08 0.65 0.88

Normative commitment 4.13 0.59 0.88

364 J. Mitonga-Monga



rules.” Supportability. “In my immediate working environment, everyone takes the
existing norms and standards seriously.” Transparency. “If a colleague does
something that is not permitted, my manager will find out about it.” Discussability.
“In my immediate working environment, reports of unethical conduct are handled
with caution.” Sanctionability. “In my immediate working environment, employees
will be disciplined if they behave unethically.”

The internal consistency (Cronbach alpha) scores from the CEVQ reported in a
previous study ranged from 0.93 to 0.96 (Kaptein 2008). In the current study, scores
from the CEVQ obtained reliability coefficients ranging from 0.83 to 0.90.

The ethical climate questionnaire (ECQ: Victor and Cullen 1988) consisted of
26 items scored on a five-point Likert scale (where 1 = strongly disagree and
5 = strongly agree). It measures the work ethics climate according to the following
five dimensions: Caring. “The most important concern is the good of all the people
in the organisation as a whole.” Law and code. “In my organisation, the law or
ethical code of a person’s profession is the major consideration.” Rules. “Successful
people in this organisation go by the book.” Independence. “In this organisation,
people are expected to follow their own personal moral beliefs.” Instrumental
“Employees are working for their own interests.”

Previous research reported an internal consistency (Cronbach alpha) ranging
between 0.60 and 0.80 (Victor and Cullen 1998). In the current study, scores from
the ECQ obtained Cronbach alpha coefficients (internal consistency) ranging from
0.81 to 0.90.

Organisational commitment scale (OCS: Meyer and Allen 1991). This is a
24-item self-report measure scored on a five-point Likert scale (where 1 = strongly
disagree and 5 = strongly agree). It measures the employees’ organisational com-
mitment across three dimensions: Affective commitment. “I think I could easily
become as attached to another organisation as I am to this one.” Continuance
commitment. “I feel that I have too few options to consider leaving this organisa-
tion.” Normative commitment. “This organisation deserves my loyalty.” The
internal consistency (Cronbach alpha) of scores from the OCS reported in a pre-
vious study ranged from 0.75 to 0.79 (Meyer and Allen 1997). In the current study,
scores from the OCS obtained reliability coefficients ranging from 0.81 to 0.94.

Research Procedure

Ethical clearance to conduct the research was obtained from the University of South
Africa’s Ethics Research Review Committee and the management of the railway
organisation in the DRC. A cover letter was used to explain the purpose of the
study, the measurement procedure and the researchers’ adherence to ethical aspects
pertaining to voluntary participation, anonymity and confidentiality. The mea-
surement instruments were translated from English to French and then
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back-translated into English by a linguistic expert from the University of Pretoria.
All three measurements were compiled into a booklet and distributed to the entire
population. Eventually, 839 usable completed questionnaires were returned.

Statistical Analysis

The data were analysed using the Statistical Package for Social Sciences (SPSS),
version 24 for Windows software (SPSS 2017). The descriptive statistics, corre-
lational analysis and hierarchical regression analysis were used to analyse the data.
At the first level, the descriptive statistics were used to calculate the mean standard
deviations and Cronbach alpha coefficients. At the second level, correlational
analysis was used to examine the relationship between work ethics culture, work
ethics climate and employee commitment. The researchers decided to set the sta-
tistical significance cut-off value at the 95% confidence interval level (p � 0.05)
(Hair et al. 2010). Hierarchical regression was performed to determine whether or
not work ethics culture (CEVQ) and work ethics climate (ECQ) act as predictors of
employees’ organisational commitment (OCS). In order to counter the probability
of Type I errors, the researcher decided to set the significance value at a 95%
confidence interval level (p � 0.05). R2 was used to test the predictive power of
work ethics culture and work ethics climate (independent variables) on employees’
organisational commitment (dependent variable). R2 changes were calculated with
the F-test. A significant F-value for change in the R2 meant that the variables added
significantly to improving the prediction (Tabachnick and Fidell 2013).

Results

Descriptive Analysis

In terms of the CEVQ (work ethics culture) variables, sanctionability obtained the
highest mean score (M = 4.10; SD = 0.63), followed by discussability (M = 4.07;
SD = 0.60), congruency of management (M = 4.05; SD = 0.64), supportability
(M = 4.05; SD = 0.66), overall work ethics culture (M = 4.04; SD = 0.51),
transparency (M = 4.02; SD = 0.68) and congruency of supervisor (M = 4.01;
SD = 0.68). The lowest mean scores were obtained in clarity (M = 3.63;
SD = 0.57) and feasibility (M = 3.42; SD = 0.83). In terms of the ECQ (work
ethics climate) variables, instrumental obtained the highest mean score (M = 4.12;
SD = 0.60), followed by law and code (M = 4.08; SD = 0.64), overall work ethics
climate (M = 4.04; SD = 55), rules (M = 4.03; SD = 0.66) and caring (M = 4.02;
SD = 0.60). The lowest mean score was obtained for independence (M = 3.98;
SD = 0.85). In terms of the OCS (employee commitment) variables, normative
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commitment obtained the highest mean score (M = 4.13; SD = 59), followed by
overall employee commitment (M = 4.09; SD = 0.54), continuance commitment
(M = 4.08; SD = 0.65) and affective commitment (M = 4.04; SD = 0.55). All three
components indicated a relatively high level of OCS in the sample.

Correlational Analysis

Table 17.2 shows that CEVQ and ECQ were significantly related to OCS. The
results in this table show the significant correlation coefficients identified between
the CEVQ, ECQ and OCS variables. The correlations range from r � 0.18 (small
practical effect size) to r � 0.88 (large practical effect size). These results show
that the zero-order correlations are below the threshold level of concern (r � 0.90)
of multicollinearity (Hair et al. 2010).

Overall, work ethics culture, clarity, congruency of supervisor, congruency of
management, feasibility, supportability, transparency, discussability, sanctionabil-
ity, work ethics climate, caring, law and code, rules, independence and instrumental
were positively and significantly related to overall employee commitment, affective
commitment, continuance commitment and normative commitment (the p-values
ranged between p � 0.001 and p � 0.005).

Standardised Multiple Regressions

Table 17.3 shows the results for the standardised multiple regressions.
In the first equation, the congruency of management, sanctionability, law and

code, instrumental, caring and rules variables produced a significant regression
model (F(13;826) = 86.59), accounting for 58.1% (R2= 0.58; P � 0.001; large
practical effect) of variance in affective commitment, more specifically congruency
of management (b = 0.21; p � 0.001), law and code (b = 0.14; p � 0.001),
instrumental (b = 0.14; p � 0.001), sanctionability (b = 0.13; p � 0.001), caring
(b = 0.12; p � 0.001), rules (b = 0.09; p � 0.001) and feasibility (b = 0.07; p
0.001), contributing significantly towards explaining the proportion of variance in
the OCS affective commitment variable.

In the second equation, the congruency of supervisor, caring, supportability,
instrumental, sanctionability, transparency, discussability and independence vari-
ables produced a significant regression model (F(13;826) = 120.28), accounting for
65.5% (R2= 0.66; P � 0.001; large practical effect) of variance in continuance
commitment, more specifically congruency of supervisor (b = 0.25; p � 0.001),
caring (b = 0.25; p � 0.001), supportability (b = 0.12; p � 0.001), instrumental
(b = 0.14; p � 0.001), sanctionability (b = 0.13; p � 0.001), transparency
(b = 0.12; p � 0.001) discussability (b = 0.11; p � 0.001) and independence
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(b = 0.10; p � 0.001), contributing significantly towards explaining the propor-
tion of variance in the OCS continuance commitment variable.

In the third equation, the discussability, caring, congruency of supervisor,
congruency of management, transparency and instrumental variables produced a
significant regression model (F(13;826) = 91.26), accounting for 58.7% (R2= 0.59;
P � 0.001; large practical effect) of variance in normative commitment, more
specifically discussability (b = 0.27; p � 0.001), caring (b = 0.21; p � 0.001),
congruency of supervisor (b = 0.17; p � 0.001), congruency of management
(b = 0.13; p � 0.001), transparency (b = 0.12; p � 0.001) and instrumental
(b = 0.12; p � 0.001), contributing significantly towards explaining the propor-
tion of variance in the OCS normative commitment variable.

Discussion

The objective of this study was to examine whether ethical context variables (work
ethics culture and work ethics climate) influence employees’ organisational com-
mitment in a railway organisation in the DRC. Overall, the results of our study
support that work ethics culture and work ethics climate influences affective,
continuance and normative commitment variables. This makes a valuable contri-
bution to the scarce empirical findings on this relationship (Huhtala and Feldt 2016;
Ruiz-Palomino and Martinez-Canas 2014). These findings mirror those of Huhtala
and Feldt (2016) and Lin and Liu (2016), who also found that work ethics culture
and work ethics climate related to certain organisational outcomes (i.e. job satis-
faction, commitment and a reduction in turnover intention among workers).

The results suggest that work ethics culture relates to affective, continuance and
normative commitment variables. This can be explained by the fact that when
employees perceive the existence of comprehensive ethical standards, good ethical
role models, adequate resources and working conditions that enable ethical actions,
as well as support of and commitment to common organisational values, they are
likely to be loyal to the organisation and extend their job tenure. Moreover, if
employees feel that there are opportunities/forums to raise and discuss ethical issues
and that ethical behaviour is reinforced by rewarding ethical behaviour and pun-
ishing wrongdoing, these employees are likely to be committed to the organisation.
These findings corroborate those by Huhtala and Feldt (2016) and Meyer and Allen
(1987), who found that an ethics culture has the potential to help fulfil employees’
psychological needs and increase their satisfaction with the organisation and their
competence in their work-role, which are key in promoting affective commitment.

The results suggest that a work ethics climate relates to affective, continuance
and normative commitment variables. This can be explained by the fact that when
employees perceive positive policies, practices and procedures in an organisation,
the reward of ethical conduct and support for ethical standards, they are likely to
feel psychologically attached to the organisation and identify with the organisa-
tion’s goals. These findings concur with that of Kish-Gephart, Harrison and Treviño
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(2010) and Lin and Liu (2017), who found that employees are more committed to
their organisations when their ethical values match those of the organisation.

The findings of this study indicate that work ethics culture and work ethics
climate can positively predict employees’ organisational commitment in terms of
affective, continuance and normative commitment variables. This implies that
employees who prefer their organisation to encourage moral values and actions and
who desire their organisation to enforce positive ethical policies, procedures and
regulations, are likely to be loyal and feel emotionally attached to the organisation
(indicative of a high level of commitment).

These findings can be explained by the fact that work ethics culture and work
ethics climate are characterised by shared values, norms, beliefs, policies and
practices that can stimulate employees’ attitudes and behaviour, which, in turn,
contribute to a decrease in turnover intention (Huhtala and Feldt 2016;
Mitonga-Monga and Flotman 2017; Valentine et al. 2011).

Implications for Employee Retention Strategies

These results have important implications for managers and human resource
practitioners in terms of retention strategies in the railway organisation concerned.
Organisations with a high level of employee commitment and a reputation for
upholding ethical conduct seem to attract skilled workers who are willing to stay
with the organisation for a long time and contribute to its productivity. This gives
such organisations a competitive advantage and a greater chance of survival in the
turbulent business environment.

Consequently, managers should consider enhancing employees’ perceptions that
the organisation embraces comprehensive ethical standards, positive ethical con-
ditions and values, transparency, opportunities to discuss ethical issues, reinforce-
ment of ethical behaviour and sanctionability, since all these aspects would increase
employees’ organisational commitment. In other words, if managers wish to pro-
mote affective, continuance and normative commitment among their employees,
they should create and develop a positive ethical work environment that is char-
acterised by a sound code of conduct and positive policies, rules and procedures,
particularly those related to compensation. Ethics in the work context is an
important issue for managers to address, since previous studies have confirmed that
work ethics culture and work ethics climate are important predictors of work
engagement (Mitonga-Monga and Cilliers 2015) and employees’ intention to stay
with the organisation (Zehir et al. 2012). Managers should also set a good example
for their employees to follow and should treat employees with respect. These efforts
will likely increase the perceptions among employees of sound work ethics, thus
resulting in an increase in positive work outcomes, such as a decrease in turnover
intention (Lau et al. 2017).

Human resource practitioners, as the custodians of training and development in
organisations, should not underestimate the influence of formal and informal ethics
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training. Training managers should organise ethics-related courses and follow-up
sessions to ensure both learning and application of ethics in the work context.
Warren et al. (2014) provide a two-year ethics training programme after a single
session of ethics training. This has had sustained, positive effects on identified
indicators of work ethics culture and climate in the form of observed ethical
behaviour, intentions to behave ethically, perceptions of organisational efficacy in
managing ethical behaviour and normative structures. Top management, managers
and human resource practitioners must also be seen to behave ethically and con-
sistently, while dealing firmly with unethical behaviour in the workplace. They will
thus create a positive work environment that will stimulate ethical behaviour and
discourage unethical behaviour, which, in turn can stimulate positive work
responses, such as decreased turnover intention and absenteeism (Kaptein 2016;
Tapscott and Ticoll 2003).

Limitations of the Study

This study had a few limitations. Firstly, as the study adopted a cross-sectional
research design, information was provided only about goals at a specific point in
time. Common methods bias may have existed, as self-reported measures were used
for the predictors and outcome variables. Social desirability bias may also have
occurred. Secondly, the sample consisted of employees working in a single
organisation, so the results could not be generalised to other organisations. In
future, researchers could study how the work ethics culture components of clarity,
congruency of supervisor, congruency of management, feasibility, supportability,
discussability, transparency and sanctionability, as well as the elements of a work
ethics climate, namely caring, law and code, rules, independence and instrumental,
affect employees’ job satisfaction, motivation and organisational citizenship beha-
viour. As work ethics culture and work ethics climate describe the code of conduct
and the atmosphere in an organisation (Mitonga-Monga and Cilliers 2016;
Schneider et al. 2013), future researchers could consider investigating the moder-
ating effect of ethical leadership and other influencing variables, such as gender,
age, education and tenure, and then establish the causal relationships between these
variables. Future researchers could also endeavour to conduct qualitative studies,
which could explore the meaning of ethical behaviour with a view to enhancing our
understanding of this phenomenon.

Conclusion and Implications for Retention Practice

This chapter examined how ethical context variables (work ethics culture and work
ethics climate) influence employees’ affective, continuance and normative com-
mitment in a railway organisation in the DRC. With a view to identifying positive
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mechanisms and factors that may affect employees’ commitment and decrease
turnover intention, work ethics culture and work ethics climate are regarded as
organisational resources in the hands of managers and human resources practi-
tioners. It is likely that congruency between employees’ values and morals and
those of the organisation will result in greater employee commitment and will
increase employees’ psychological attachment to the organisation, which is
essential to decrease their turnover intention and extend their job tenure.

From a practitioner’s perspective, ethical values, policies, procedures and
practices should be understood as an organisational resource that can stimulate or
activate a positive, motivational process among workers. When organisations and
managers invest in ethical aspects, it can contribute to increased job satisfaction,
organisational citizenship behaviour, increased commitment and decreased turnover
intention among employees. Based on the results of this study, organisations should
pay more attention to their reward and punitive systems, which should help to retain
highly committed workers. When employees believe that their organisation acts
ethically, they are more likely to identify with, invest time and energy in and be
psychologically and emotionally attached to the organisation. This has beneficial
outcomes, such as low absenteeism and low turnover intention.

Summary

This chapter reviewed ethical context and employee commitment as important
aspects of staff retention. Work ethics culture and work ethics climate are all factors
of ethics organizational context that symbolize positive norms, procedures and
ethical policies within the organization. Work ethics culture and work ethics climate
are organisation’s resources that drive employee’s job response and psychological
attachment. The Democratic Republic of Congo work context, ethical context
trends, political and economic crises, ineffective leadership, unethical behavior and
lack of a culture of accountability present unique challenges that must be consider
when the planning the retention strategies.

Enforcing work ethics culture and work ethics climate would strengthen work-
ers’ psychological attachment, loyalty and their intention to stay. The method,
results, discussions, and implications for employee retention strategies were dis-
cussed. The limitations were discussed with reference to the empirical study and the
conclusion of the chapter was then provided. Finally, ethical context (work ethics
culture and work ethics climate) are important factors in business ethics and human
resources management, with new trends developing continuously. We can expect
favourable ethical work environment, strong rewards, punitive systems and positive
culture of accountability could help to retain highly committed employees and lead
to beneficial outcomes such as low absenteeism and low turnover intention perti-
nent normative key elements.
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Chapter 18
Tap the Experienced to Care
for the Inexperienced: Millennial
Employees’ Retention Challenge?
Mentoring is the Solution

Mohammad Faraz Naim

Abstract The primary objective of this chapter is to explore the role of mentoring
in the talent retention of Millennial employees. Grounded on social exchange and
social learning perspectives, this chapter develops a conceptual framework to
reduce turnover intentions of Millennial employees. The conceptual framework
suggests that workplace mentoring facilitates personal learning, contributing to
affective commitment, which in turn, reduces turnover intentions of Millennila
employees. The framework is significant for academics and practitioners. It pro-
vides useful insights to assist management in bolstering the retention of Millennial
employees. This chapter contributes to the literature on mentoring, affective com-
mitment, and turnover intentions. This is also one of the first study that addresses
mentoring and talent retention from a generational perspective. Organizations
therefore, should integrate mentoring into the talent management strategy to
develop and retain Millennial employees. Limitations and future direction of
research are outlined thereafter.

Keywords Mentoring � Millennials � Generation Y � Personal learning
Competency � Affective commitment � Turnover intentions � Retention
Talent retention

Introduction

In contemporary dynamic, turbulent. and ever-competitive environment, firms
worldwide are facing a major challenge to develop and retain high potential
employees (Schuler et al. 2011; Tarique and Schuler 2010). The unprecedented
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influx of Millennial employees into the workforce has catalysed the growing
workforce mobility and diversity, which further contribute to the talent manage-
ment challenge. As a result, three different Generations are working simultaneously,
namely, Baby boomers (1946–1960), Generation X (1961–1980) and Millennials
(1981–2000) (Naim and Lenka 2018, in press). Notably, members of these gen-
erations are reported to exhibit idiosyncratic work values and preferences (Ng et al.
2010). Of these, Millennial employees needs most attention as they are the future
face of the workforce. To an estimate, they will constitute roughly fifty percent of
workfoce population by 2020 (Saxena and Jain 2012). However, they are shown to
be less loyal towards their employer and frequently hop jobs to explore advance-
ment and developmental opportunities (Cennamo and Gardner 2008; Ng et al.
2010). A recent study by Deloitte found that nearly one-third Millennial workers are
planning to leave their employer (Talent Edge 2020 2011).

This is largely attributed to their strong preference for continuous learning and
development avenues (Terjesen et al. 2007). In addition, learning and development
help improve employees’ retention and motivation (Cook and Macaulay 2009).
Thus, it is imperative that HR policies should emphasize on learning and devel-
opment and therefore, organizations must invest in learning and developemnt.
Besides, one of the main attributes that Millennials seeks is a supportive environ-
ment wherein managers facilitate mentoring and follow an inclusive style of
management and offer creative freedom and decision-making powers (Lowe et al.
2008).

This distinctive needs render HRM practices as ineffective to appeal Millennial
employees. Therefore, there is a need to formulate generation-specific approach to
manage Millennial employees. In so doing, we propose mentoring to be an ideal
initiative to induce personal learning of Millennial employees through dissemination
of work-related knowledge, insights, and experiences. Mentoring facilitates
employee development by offering valuable support and opportunities of compe-
tency development to inexperienced Millennial employees. Further, studies reveal
that mentoring is an ideal intervention to develop Millennial members and also
suggested to be studied for retaining them (Holt et al. 2012; Stahno and Yang 2014;
Weyland 2011). We analyze psychological profile of Millennial members by cap-
turing their idiosyncratic work-related values and preferences in the context of talent
management. Grounded on social exchange perspective, when Millennial employees
realize their career growth and employability skill enhancement, they develop a
sense of affective commitment to the organization, which in turn, translates to
lowering the turnover intentions. On this backdrop, this article aims to map a
social-exchange based conceptual framework that examines the relationship between
mentoring and Millennial employees’ turnover intentions. This article responds to
call for unraveling the underlying mechanism of the effect of mentoring relationships
on individual employees’ attitudinal outcomes (Hezlett and Gibson 2007).

The major contribution of this paper is that we contribute to the literature on
mentoring and employee attitudinal outcomes from a Generational perspective. In
so doing, grounded on psychological-contract theory, we incorporated mentoring,
personal learning, leading to affective commitment and finally, reduced turnover
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intention. The paper is structured as follows; first section highlights the review of
literature on Millennial employees’ profile and mentoring, second section presents
the conceptual framework along with propositions. It is followed by discussion and
implications for practice, and future scope of research.

Literature Review

Millennials’ Description

Millennials are otherwise termed as Generation Y. The name ‘Generation Y’ is first
appeared in the literature in a US magazine Advertising Age in 1993 to denote the
last generation of the twentieth century. Although there is no consistency in the
literature with regard to birth years of Millennial cohort, most authors have used
1981–2000 as the time-frame for this Generation. They represent the most recent
entrants to the workforce globally.

Literature reveals that Millennials are inherently different in workplace values
and behavior from its predecessors (Naim and Lenka 2017b; Ng et al. 2010). This is
largely due to changing socio-demographic factors and unique life events that
Millennial employees have witnessed during their developmental times. Their
formative years are characterized by a fast-paced, instant world catalyzed by the
technological revolution, economic liberalization and knowledge-based economy.
They are raised in a technologically advanced era; hence they are techno-savvy and
most adept users of technology (Lowe et al. 2008). However, despite their
techno-savvy nature, Millennial employees crave meaning and fulfillment in their
work. They seek challenge and variety in the work to overcome monotony. In
general, Millennial members have strong social tendencies i.e. they value
relationship building with supervisors and peers (Twenge 2010). They enjoy
working in collaborative environments as they have grown up working in teams on
projects at school and college. Moreover, they are entrepreneurial by nature and
display high expectations from organizations regarding support for innovation,
risk-taking, autonomy, intrinsic rewards and the challenging nature of work This
has given them the name ‘High maintenance generation’ (Martin 2005).

Besides, they desire a flat hierarchy where they can get access to senior lead-
ership in organizations. They are repotted to display a preference for an inclusive
style of management; and supportive and approachable supervisors, who act as
mentors and treat them as individual partners (Lowe et al. 2008). They prefer
orderly work environments and dislike ambiguity of any kind i.e. desire
well-defined roles and clear expectations. They prefer open and honest communi-
cation with open sharing of ideas. In addition, they crave quick promotions and
immediate performance feedback. This ‘impatience to succeed’ attitude reflects the
sense of immediacy, which is the product of their hyper-connected lifestyle
achieved through use of instant technologies. Millennial employees value timely

18 Tap the Experienced to Care for the Inexperienced … 381



recognition for their accomplishments and consistent feedback makes it possible.
Regular feedback opens avenues for taking corrective measures to rectify the
mistake and develop skills and knowledge (Lowe et al. 2008; Martin 2005; Naim
2014).

They are reported to have the dispositional characteristics particularly, a high
growth need, learning-orientation, a need for achievement, self-actualisation and
self-esteem. As a result, they place high value on nurturing and supportive work
environment, where they foresee avenues of development (Terjesen et al. 2007).
Further, extant research reveals that Millennial employees crave mentoring
(Cunningham 2007). This explains their quest for continuous learning in order to
make a positive impact on the organizational leadership and to stay self-marketable
in the talent market (Cennamo and Gardner 2008). Therefore, organisations com-
mitted to invest in their development appeal highly to Millennial employees.

Mentoring

Over the years, mentoring has been the subject of widespread academic interest; as
such different scholars have defined mentoring through their own conceptualization.
However, most definitions are derived from Kram’s (1985) seminal work on
mentoring. Mentoring is a developmental relationship between a more experienced
or skilled mentor and a less experienced or less skilled protégée whereby both
benefit from the relationship (Johnson and Ridley 2015; Kram 1985). It is a process
where a more experienced member of the organisation called mentor guides and
assists the development of skills and abilities of a less experienced member called
mentee. In other words, it is a developmental relationship wherein people help
people; by means of counseling, teaching, advising, instructing and guiding.
Bozeman and Feeney (2007) define mentoring as “a process for the informal
transmission of knowledge, social capital and psychosocial support perceived by
the recipient as relevant to work, career, or professional development” (p. 731). It
involves informal communication, usually face-to-face occurring over time “be-
tween someone perceived to have greater relevant knowledge, wisdom, or expe-
rience (the mentor) and a person who is perceived to have less (the protégé)”
(p. 731).

Kram (1985) identified a two-dimensional concept of mentoring, Vocational
(career support) and psycho-social (social support). Career support function
includes making challenging assignments, promoting job related behaviors, fos-
tering career development, enhancing their sense of competence through mentor
functions of exposure, sponsorship, visibility, protection and challenging assign-
ments. Exposure, sponsorship and visibility provide public support to mentee. To
do so, mentor offers guidance and direction towards developmental avenues such as
lateral moves within organizations, role-hopping, new learning opportunities
through stretch roles. While by introducing mentees to significant senior employees
of the organizations, mentor enhances their network and recognition thereby
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increasing exposure and visibility. Besides, protection involves the mentor shields
the mentee in situations of high risks of failure which might limit their career
progress. Challenging assignments support career development by providing
opportunities to learn from new roles and responsibilities. Psychosocial support
function serves to develop a sense of belongingness, professional identity and
effectiveness. Mentor serves a source of social support and offers friendship,
acceptance, confirmation, counseling and role modeling. Friendship leads to posi-
tive experiences and allows them to be at ease with a senior employee. Acceptance
and confirmation build a sense of positive self-regard among mentees. Counseling
support promotes positive self-views through self-exploration. Kram (1985). Role
modeling helps mentees to identify with the mentor and providing the opportunity
for the mentee to observe others and learn from their actions, particularly in rela-
tionship to the application of personal values in work settings and strategic tactics
used to address problems. Thus, career support improves mentees’ professional
lives whereas psychosocial support improves personal lives. However, further
studies conceptualized role modeling as a distinct mentoring function (Johnson and
Ridley 2015; Scandura and Ragins 1993).

The extant literature on mentoring mainly focuses on its beneficial outcomes
such as greater career satisfaction and commitment, lower turnover intentions,
increased, compensation and promotions, self-confidence and career development
of mentees; personal satisfaction of mentorand higher organizational performance
(Craig et al. 2013; DeCastro et al. 2014; Kammeyer-Mueller and Judge 2008;
Kirchmeyer 2005; Kram 1985). Also mentoring has been shown to improve job
involvement, engagement and affective commitment of employees through
satisfaction of need for belonging and acceptance (Allen and Meyer 1990; Lynn
Stallworth 2003; Payne and Huffman 2005). However, this study opens new vistas
on exploring mentoring effect on mentee affective commitment and turnover
intentions via personal learning. On this backdrop, mentoring is an ideal
intervention to support Millennial expectations by providing informational and
emotional support and satisfying their higher order needs of self-esteem and
self-actualisation. The subsequent section discusses the theoretical underpinnings of
the role of mentoring to retain Millennial employees.

Conceptual Framework and Propositions

This study presents a conceptual framework for Millennial retention through the
lens of Social Exchange theory (SET). This theory purports that all social rela-
tionships are formed, sustained or severed based on the perceived cost benefit
analysis. It suggests that when an individual receives something beneficial in a
relationship with the other one, it develops a sense of reciprocity. As a result, the
individual on the receiving end reciprocates in order to repay the received benefit
(Emerson 1976). Therefore, in response to received benefits from others, employees
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tend to oblige by exhibiting positive psychological responses, including commit-
ment and turnover intentions (Eisenberger et al. 1990) (Fig. 18.1).

Mentoring and Personal Learning

Personal learning is defined as “knowledge acquisition, skills or competencies
contributing to individual development, including interpersonal competencies of
self-reflection, self-disclosure, active listening, empathy, and feedback. Such
development invokes a greater understanding of oneself as increasingly connected
to others” (Kram 1996, p. 140). In broad terms, it encompasses two facets:
job-related learning defined as “understanding about the interdependence or con-
nectedness of one’s job to others”; and personal skill development defined as
“acquisition of new skills and abilities that enable better working relationships”
(Lankau and Scandura 2002, p. 6). Job-related learning involves acquiring technical
knowledge, understanding of work context, business kills, and procedural infor-
mation about the organization. While, personal skill development involves inter-
personal skills, self-efficacy, self-perception, self-confidence, and self-direction.
Stated differently, job-related learning has important implications for professional
development and career success, while, personal skill development promotes per-
sonal growth and competency enrichment. Consequently, personable learning is
indispensable for Millennial employees to succeed in their career.

Mentoring is a learning intervention involving pairing of an experienced mentor
to a novice mentee. It also helps them navigate the learning curve for professional
growth and enable development of new professional relationships within the
organization (Dow 2014). More importantly, “mentoring influences advancement
of protégés by developing their social skills, serving as contacts with the social
system and sending signals of ability, reputation and organizational” (Kirchmeyer
2005: p. 641). In context of Millennial employees, mentoring is more significant as
they lack experience, however are ambitious and eager to learn and
develop. Millennial employees enter the workforce with enthusiasm, energy and
expectations; yet require consistent support, guidance, and feedback to ascend the
career ladder. Therefore, mentoring is a vital HR intervention harnessing mentor’s
knowledge and extensive experience, for overall development of Millennial
employees by facilitating their competency building (Naim and Lenka 2017a). To
achieve this purpose, mentor would often assign challenging tasks to mentees to
create learning opportunities, assist in goal setting, provide career guidance by

Affective 
commitment

Turnover 
intentions

Personal 
learningMentoring

P1 P2 P3

(+) (-)(+)

Fig. 18.1 The Conceptual framework
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depicting clear picture about their career, support the advancement of job position,
expand their networks, help in resolving task-related problems and provide
developmental feedback (Eby et al. 2015; Johnson and Ridley 2015). It involves
consistent interaction with mentees and sharing of insights, experiences,
tried-and-tested best work practices and mishaps or failures. In particular, such
interactions between mentor and mentee involve dialogue and enquiry as mentees
ask questions and knowledge interflow from mentor results in informal learning
opportunities (Gong, Chen and Yang 2014; Hamburg 2013). This leads to devel-
opment of social and personal competencies such as networking, internal locus of
control, self-efficacy, self-confidence, achievement motivation, risk-taking, inter-
personal skills, negotiation, persuasion, interpretation, initiative taking, collabora-
tive potential and leadership competencies such as self-management (Eddy et al.
2003; Stead 2005). Further, knowledge transfer achieved through mentoring in
itself facilitates competency development as Millennial mentees learn and acquire
organizational knowledge, in turn fostering professional competencies such as
technical skills (product or process related, customer relationship skills, client
management, project management), managerial skills, organization-specific norms,
strategic thinking, decision making, opportunity identification (Browne-Ferrigno
and Muth 2004; Ehrich et al. 2004; Naim and Lenka 2016b). Furthermore, men-
toring builds a culture of organizational learning and knowledge creation and
sharing and in turn, creates a learning organization (Hamburg 2013; Karkoulian
et al. 2008). It hastens the process of tacit knowledge sharing by allowing mentees
to have an easier access to internal experts. Thus, it enables discovery of tacit
knowledge of mentors which otherwise, is difficult to explore. It is also positively
linked to talent development and leadership development by influencing compe-
tency enhancement in mentees (Eddy et al. 2003; Gannon and Maher 2012). In
addition, mentoring creates an environment of trust, support and belongingness. It
gives employees an outlet to voice their concerns by encouraging self-expression,
dialogue and inquiry, in turn, reinforcing social competencies.

Further, considering Millennial employees’ quest for continuous learning and
development, mentoring will have a profound positive influence on their perception
of personal learning. In similar vein, it can be proposed that Millennial employees
are more likely to perceive personal learning within the organisation that practice
mentoring. Thus, there is a positive relationship between mentoring and personal
learning. Thus, we propose

Proposition 1 Participation in mentoring program is positively related to
Millennial employees’ perception of personal learning.

Personal Learning and Affective Commitment

Affective commitment is one of the widely studied constructs in positive organi-
zational psycholog. It is significant for this study due to the emotional reactions
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employees may experience in response to perceived learning. Affective commit-
ment is denned as “an affective or emotional attachment to the organization such
that the strongly committed individual identifies with, is involved in, and enjoys
membership in, the organization” (Allen and Meyer 1990, p. 2). It acts as a binding
force and affectively committed employees want to remain employed with the same
organization. In this study, we focus on how affective commitment arises from
personal learning and development achieved through mentoring.

Organisations offering developmental opportunities to enhance employees’
competencies, earn a sense of emotional bonding, resulting in feeling of affective
commitment. In particular, personal learning and development of employees is one
of the most significant factors influencing their turnover intentions (Chikumbi
2012). This factor is most relevant to Millennial employees who harbor an ambition
to succeed and have learning goal orientation; hence they are more likely to par-
ticipate in developmental initiatives (Aryee et al. 1999). Likewise, there is com-
pelling evidence in the literature that mentoring is positively related to affective
organizational commitment, and in turn, negatively predicts turnover intentions
(Joo 2010; Payne and Huffman 2005; Lapointe and Vandenberghe 2016; Reid et al.
2008; Stahl et al. 2009). This is consistent with Affective events theory, which
states that affective work events result in affective reactions, which in turn, shape
employees’ work attitudes and behaviors (Weiss and Cropanzano 1996). In this
vein, personal learning achieved through mentoring is also an affective experience,
which Generation rate affective reactions in the form of affective commitment. This
is supported by Lynn Stallworth (2003) who noted, “mentoring relationships fit the
definition of affective commitment antecedents as work experiences ‘that satisfy
employees’ needs to feel comfortable in their relationship with the organization and
to feel competent in the work-role’ (Allen and Meyer 1990, p. 4)” (p. 407).
Moreover, when an organisation exhibits care and concern for employees and offer
avenues for development in a compelling Employee value proposition, it satisfies
their higher order needs of self-esteem and self-actualisation and generates recip-
rocal positive outcome such as affective commitment. Therefore, we assume that
mentoring facilitates perceived learning of Millennial employees, which results in
generating an emotional connect with the organization. Thus, we propose:

Proposition 2 Millennial employees’ perception of personal learning is positively
related to their affective commitment with the organization.

Affective Commitment and Turnover Intentions

In accordance with the theory of reasoned action (TRA), intentions are the best
predictors of actual human behavior (Ajzen and Fishbein 1980). However, there is
lack of consistency in the literature on what determines such intentions. Although,
predictors of turnover intentions have been the subject of considerable attention in
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academic domain, stull there is little research done in the context of Millennial
employees’ turnover intentions. The extant literature reports several factors for
these intentions including perceived stress, management support, commitment, job
satisfaction, job characteristics, justice, and organization culture (Griffeth et al.
2000; Maertz et al. 2007). However, in accordance with their distinct psychological
contract, Millennial strongly values learning and career development and has no
room for job security and life-time employment, therefore drivers of above-noted
turnover are irrelevant (Sonnenberg et al. 2011; Twenge 2010). The effective ful-
fillment of psychological contract through learning and development is indispens-
able to evoke reduced turnover intentions among Millennial employees.

In broad terms, turnover intentions is an employees’ perceived desirability to
terminate his/her relationship with the employer. It can also be viewed as the
individual s intention to voluntary quit the organization (Fox and Fallon 2003). It is
a complex psychological process constituted by a sequence of thinking of quitting,
intentions to search, intention to leave, and finally quitting (Mobley et al. 1979).
Hence, turnover intention is the last cognitive step employees make in the voluntary
turnover process and considered to be the stongest factor influencing the turnover
decision (Fox and Fallon 2003; Mathieu and Zajac 1990).

For Millennials, access to learning and development opportunities is the most
critical factor to reduce their turnover intention (Ng et al. 2010). In other words,
when the organisation offers developmental opportunities to enhance employees’
personal learning by developing their personal, social and professional competen-
cies, it exhibits organziation’s care and concern for employees’ wellbeing. This
nurtures a sense of realisation of emotional belonging; leading to building affective
commitment, which in turn results in reducing turnover intentions.

Furthermore, provision of learning can be a strategy to retain talent (Cole 1999),
as Millennial employees have a strong learning orientation; there will be a profound
impact on their affective commitment. This affective commitment mediates the
influence of such events on employee attitudes and behaviors, including turnover
intentions (Stahl et al. 2009). Hence, we expect a significant positive influence of
perceived personal learning on affective commitment leading to reduced turnover
intentions of Millennial employees. In addition, organisational commitment is
shown to be a strong determinant of turnover intentions, particularly affective
commitment (Joo 2010). Likewise, another study reports a mediating role of
affective commitment on relationship of between mentoring with turnover intention
(Payne and Huffman 2005). Thus, we propose:

Proposition 3 Development of affective commitment is negatively related to
Millennial employees’ turnover intentions.
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Discussion and Implications for Retention Practice

In the present turbulent environment, talent retention has become a significant
challenge for organisations. In particular, Millennial employees, by their inherent
nature are more prone to job-switching. The extant research reports that employees
with high need for growth and achievement, have ambition to succeed and are more
inclined towards mentoring (Aryee et al. 1999). In similar vein, Millennial
employees want to upgrade their skills to remain employable and sought-after in the
talent market and they do not want to be deemed ignorant and failures. Therefore,
Millennial employees crave mentoring and continuous learning (Cunningham
2007). In this vein, organization’s human resource practices including mentoring
are likely to result in stimulating affective commitment of these employees, which
then influence their turnover intentions (Bawa and Jantan 2005).

This chapter sought to explore mentoring to retain Millennial employees. To
achieve this, the study presents a conceptual framework to link constructs namely
mentoring, perceived learning, affective commitment, and turnover intentions. This
study is based on the underlying principle of social exchange theory to explore this
phenomenon. The extant literature provides support to the notion that mentoring
has a negative relationship with turnover intentions (Kammeyer-Mueller and Judge
2008; Kram 1985; Lankau and Scandura 2002; Payne and Huffman 2005). The
research however is scarce on how mentoring influences employees’ turnover
intentions and hence further exploration is required (Hezlett and Gibson 2007). This
paper fills this gap by examining the role of mentoring in facilitating personal
learning of Millennial employees thereby satisfying their their higher order needs
(self-worth, self-development, recognition, feedback, and socialization) resulting in
affective commitment and ultimately lowering their turnover intentions (Naim and
Lenka 2016a).

As such, it is consistent with social learning theory, which states that individuals
learn in a social context via interactions with others (Bandura 1977). People also
learn by observing other people through role modeling called vicarious learning. In
mentoring relationships, mentees learn from their mentors through interacting with
and observing them, whereby mentors act as role models. This theory explains how
mentoring facilitates personal learning. Mentors provide challenging assignments to
mentees to improve their personal or professional competencies. Through friend-
ship, counseling and acceptance the mentor also helps the mentee´ develop the
sense of professional competence (Kram 1985). In line with this theory, mentoring
provides an opportunity for mastery experience, vicarious experience (i.e. observ-
ing mentors being role models)and verbal persuasion (e.g., encouragement and
feedback) to mentees. Therefore, mentees are offered learning opportunities and
support, which in turn improve their absorptive capacity i.e. their ability and mo-
tivation to learn. This results in learning behavior and acquisition of competencies.
In this view, perceived learning is an outcome of mentoring received. Thus, the
more mentoring functions mentees receive, the more competencies they develop,
resulting in perception of personal learning. Moreover, social interactions between
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mentor and mentees further enhance learning behaviors, ultimately leading to
expansion of competencies namely personal, social, and professional.

The present day organisations are relying on their employees more than ever.
The conceptual framework of this study showed that organisations need to nurture
mentoring to foster learning in the organisation. The perception of learning and
competency development in Millennial employees will give them increased
assurance of a more profitable future with the organisation. This in turn will result
into positive psychological responses leading to reducing their turnover intentions.
The present study has significant implications that extend to both industry and
academia. From an industry standpoint, the study offers insights on Millennial
needs and motivators. Managers gain the understanding on how members of
Millennial cohort are inherently different from more experienced employees, which
facilitate developing suitable policies. In addition, HR managers can fine-tune their
retention strategy for Millennial employees. The insights will encourage them in
adopting mentoring to expand Millennials’ competencies, not only to reap divi-
dends of improved organizational performance and competitive edge but also to
boost retention rates. To achieve contextual operationalization of this framework,
organization must be cognizant of national and regional culture. However, it is
applicable and valid across the national boundaries including US, Europe, and
Asian countries, as Millennial members, form across the globe are shown to be
oriented towards learning and development, and career advancement opportunities
(Ng et al. 2010; Holt et al. 2012; Cooke et al. 2014). More importantly, in today’s
mutigenerational workforce, mentoring has become even more beneficial as it
fosters healthy relationships resulting in workplace harmony.

From an academic standpoint, this study contributes to the literature on linkage
between mentoring and turnover intentions. To the best of our knowledge, so far no
academic work examines mentoring in context of Millennial employees’ turnover
intentions. In other words, this paper is first of its kind to examine mentoring effect
on affective commitment and turnover intentions through satisfaction of cognitive
or developmental needs of Millennial mentees via personal learning. This study will
help close the gap between mentoring relationships and how it relates to Millenials’
attitudinal outcomes such as turnover intentions.

Limitations and Future Scope

Despite its academic and managerial implications, the study being theoretical in
nature has some limitations. The article is grounded on a literature review and
secondary data. Future work should conduct the empirical validation of the pro-
posed conceptual framework. Mentoring acts as an enabler of personal learning in
the framework; however future study may add to this stream by incorporating other
enablers such as learning climate, job satisfaction, knowledge sharing culture,
supportive leadership to reduce Millennial turnover intentions The framework is
designed for Millennial cohort irrespective of national culture’s effects on
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Millennials’ chracteristics. It will be prudent, therefore to explore the competencies
required to be developed in country-specific Millennial employees. In this vein,
investigating workplace needs and values of Millennials from emerging economies
will be a notable contribution (Fang 2010). Personal learning is the central element
of the framework; however various competency types such as generic, technical,
functional or social competencies are not differentiated. Therefore future studies
should acknowledge the specific competencies held valuable by Millennial
employees.

The framework may or may not be effective in context of other Generational
groups such as Generation X or Baby boomers. This can be evaluated in future
work through a comparative analysis using heterogeneous sample form different
generations. Meanwhile, we have to acknowledge that other measures, such as
gender, trust, and organizational structure may have moderating effect on outcome
variables. Moreover, research should continue to examine different forms of
mentoring, including group mentoring, peer mentoring and e-mentoring in the
context of Millennial employees. In this vein, examine the most effective mentoring
forms from both Millennial employees’ and management’s perspective Finally,
there is a need to develop a scale for personal learning, and turnover intentions from
the perspective of Millennial employees as most available scales are developed in
different context.

Summary

This study was embarked upon investigating the impact of mentoring on Millennial
employees’ turnover intentions. In this line, this chapter proposed a framework
explaining the relationship between mentoring and Millennial employees’ turnover
intentions through personal learning and affective commitment. This study has
highlighted the impact of how mentoring can influence an employees’ turnover
intentions, especially of young employees. Importantly, this research provides
organizations with guidelines on how practicing mentoring can influence employee
positive work-related behaviors.
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Chapter 19
Reward Solutions to Retention
Questions

Mark Bussin

Abstract Over the last few years, organisations have had difficulty facing a
changing financial setting that has challenged conventional reward procedures and
plans. A complete understanding of reward packages is needed including both the
intrinsic and extrinsic factors that impact total reward. These factors have a key
impact on performance, job satisfaction and the retention of high calibre talent; all
of which contribute to organisation effectiveness. More specifically, research has
shown that the different types of rewards employers offer to employees affect the
recruitment and retention of top talent. Few businesses realise just how much
employee turnover impacts their bottom line. Reward strategy is one of the least
understood elements of retention strategies, yet one of the most frequently used.
This chapter will cover the trends in remuneration options linked to staff retention.

Keywords Reward � Remuneration � Compensation � Total rewards
Job performance � Recruitment � Retention � Intrinsic rewards � Extrinsic rewards
Reward strategy

Introduction

Organisations are facing an increase in pressure to remain competitive. Apart from
revenue and market pressure, the competition for top talent is significant. It is
essential that organisations determine the most efficient and effective means for
attracting, recruiting and retaining this talent. What is clear is that conventional
reward procedures, plans and strategies are no longer sufficient. To adapt to a
volatile, dynamic business environment organisations must consistently evaluate
and adapt attraction and retention strategies.

Remuneration is one of the most concrete, significant and commonly used
mechanisms in talent management. What should be noted, however, is that
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remuneration does not follow a ‘one-size-fits-all’ approach, nor is it a retention
strategy that is successful in isolation. To be successful and sustainable, remuner-
ation must be located within a broader reward and talent management strategy. This
chapter outlines the reward strategies and remuneration factors that are linked to
greater retention of talent as well as the latest developments and trends associated
with these strategies.

Key Talent is Essential for Business Productivity
and Sustainability

Key talent is fundamental to the success of any organisation. These people fill
critical roles, are high performers, or have high potential. They are also the staff
who become the organisations’ leaders, increasing an organisation’s sustainability
and longevity. During times of economic recovery or low growth organisations
depend on this key talent as it is necessary to compete aggressively for profitability,
viability and sustainability.

Globalisation and increasing economic development have created a workplace
where the demand for talent far exceeds the supply (Ready and Conger 2007).
Employee turnover rates are increasing (Smit et al. 2015), and consequently,
employee retention has become a topic of great importance (Ibidunni et al. 2016).
This is not surprising as talented employees are the basis of organisational per-
formance and growth (Ibidunni et al. 2016) and replacing them is costly.

Losing key talent costs the organisation more than the average employee as their
contribution is exponentially greater than others (Masango and Mpofu 2013).
Estimates of how much the loss of talent costs companies ranges from 90 to 200%
of annual salary, and the cost of replacement ranges from 50 to 60% of annual
salary. These direct costs don’t include the opportunity costs of bringing a new
employee up to speed (Neese 2016). The intellectual capacity, expertise, business
processes and relationships that accompany employees are of the highest value to
organisations (Byerly 2012). Employee turnover, therefore, has a large impact on an
organisation’s expenses (Ratna and Chawla 2012). Leaving an organisation, an
employee takes with them organisational knowledge, experience gained from the
organisation and even customers (Ratna and Chawla 2012). Employee retention is a
topic of concern for most organisations today (Tladinyane et al. 2013).

Not only is staff turnover expensive, finding replacement skills can be a difficult
task. Knowledge workers are specifically in great demand and with an individual
skills base, these workers are highly mobile. They have the intellectual clout, ability
and opportunity to follow attractive opportunities and offers as they arise
(Schlechter et al. 2014a, b). This leaves employers in a challenging situation.
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Remuneration as a Factor in Retaining Talent

Future Workplace (Schwabel 2016) found that improving retention is a critical
priority for 87% of employers. Remuneration is one—albeit significant—factor in
retaining key talent. Organisations are finding that traditional remuneration proce-
dures and plans are no longer effective as drivers of retention for talent. Key talent
is able to negotiate higher remuneration, understands comparative salary bands, and
is able to interview outside the workplace with ease.

Although remuneration impacts retention for all employees including talent, it
should not be considered in isolation. The impact of leadership and management on
retention is critical, and sometimes even when remuneration is highly favourable, it
is not sufficient to drive retention where leadership is poor. Botha et al. (2011) note
that many organisations are now developing specially designed retention mecha-
nisms, including new reward practices.

The Problem—The Place of Reward in an Effective Retention
Strategy

There is no comprehensive understanding of the efficacy, motivation and retention
value behind reward packages. Reward packages need to be understood both as a
whole, and as part of the intrinsic and extrinsic factors that accompany them. This
has implications for their successful implementation and the ability of organisations
to recruit and retain talented employees. This chapter outlines research on reward
strategies that have been found to be successful in attracting and retaining key
talent. The role of remuneration within retention strategy is thus clarified and can be
applied to the design of future reward strategies and packages.

Conceptualising Retention and Engagement

Employee retention refers to how an organisation dissuades employees from
leaving using policies and practices (Hong et al. 2012). It includes efforts to
encourage and entice employees to remain at the organisation such as rewarding for
desirable performance, offering a healthy and stable working environment, and the
provision of other benefits. Schwabel (2016) argues that as much as 25% of the
“stay decision”—to remain with a company—relates to remuneration.

The definition of “retain” has two meanings: “to hold or keep in possession” and
“to engage the services of”. The traditional focus in many HR practices has been to
hold or keep rather than to engage a service. High-value employees and those with
“hot” skills want to be “engaged” and not “kept”. Organisations need to shift their
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thinking and focus on what they need to do to help these employees become fully
engaged in the organisation. Perhaps the focus then is to engage people for as long
as possible, rather than trying to retain them for as long as possible. An innovative
retention strategy and an organisation reward strategy would certainly aid this
process.

Engagement is linked to better organisational outcomes, increased performance,
customer satisfaction, employee satisfaction, and reduced turnover. When almost a
third of an employee’s life is spent at work, it is essential that they are effective and
engaged. The consequences of not being engaged are far reaching for the organi-
sation’s performance and the wellbeing of the individual (Hoole and Hotz 2016).

Employee engagement is currently at an all-time low globally. Hoole and Hotz
(2016) cite statistics that up to 80% of employees are disengaged, that South
African employees are amongst the most disengaged, and that 43% of employees
consider leaving their jobs. Hoole and Hotz (2016) also found a significant, positive
relationship between total rewards and work engagement, proving that effective
total reward packages are instrumental in increasing engagement and therefore
retention.

Factors Impacting Retention

Döckel’s Retention Factor Framework outlines six retention factors that impact
employee retention: compensation (this is synonymous with remuneration), char-
acteristics of the job, supervisory support, training and development opportunities,
work-life balance as well as career opportunities (Döckel et al. 2006) (Fig. 19.1).

Compensation: Compensation is often considered the most important factor
(Ibidunni et al. 2016) and affects the willingness of employees to remain in a job
(Armstrong 2003). Abiodun et al. (2012) argue that the degree of job satisfaction
experienced by employees as well as their willingness to remain at an organisation
largely depends on the reward system and compensation packages offered by the
organisation. And in fact, Döckel et al. (2006), Ibidunni et al. (2016); Schaubroeck
et al. (1994) and other researchers have found a relationship between salary, fair
compensation and commitment.

Organisations need to choose the most appropriate way to reward the employee
to achieve the optimal results (Falola et al. 2014). This can include monetary and
non-monetary rewards (Roy 2015). Monetary rewards include:

• salary
• incentive payments and salary add-ons
• profit sharing, and
• bonuses.

Non-monetary rewards are indirect financial rewards received (Schlechter et al.
2015).
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Characteristics of the job: Positive characteristics lead to better retention, and
include having a wide range of work tasks, interesting tasks, assignments that are
challenging, more desirable team members or co-workers, flexibility and freedom
(Coetzee et al. 2015). These job characteristics influence the perceived competence
of employees, and increase the perceived meaning of the work, which then leads to
enhanced organisational commitment and retention (Döckel 2003).

Training and development: Training and development are linked to advance-
ment opportunities and continuous employee growth, effectiveness and efficiency
(Mubarak et al. 2012; Presbitero et al. 2016). These opportunities foster a sense of
value for employees through the perception that the organisation is prepared to
invest in them, leading to an increase in attachment to the organisation, with rising
organisational commitment (Van Dyk et al. 2013). Organisations that offer training
and development programmes are found to secure retention, have higher prof-
itability and increased employee commitment, satisfaction and productivity
(Presbitero et al. 2016).

Supervisory support: This includes the recognition and feedback that supervi-
sors afford their employees (Döckel et al. 2006), which increases employees’
loyalty to the organisation (Van Dyk and Coetzee 2012).

Career Opportunities: These are the opportunities linked to career development
where the opportunities in career goals match employees’ job requirements

Re
te
nt
io
n

Compensation 

Characteristics of the job

Supervisory support

Training and development

Work-life balance

Fig. 19.1 Summary of Döckel’s retention factor framework
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(Roy 2015). They consist of internal and external career options. Internal career
opportunities are those offered within the organisation such as promotion or lateral
movement to an alternative position within the same organisation (Van Dyk and
Coetzee 2012). External career opportunities are opportunities in an alternative
organisation. Career opportunities are found to have the highest retention pre-
dictability (Döckel et al. 2006). Furthermore, they influence retention more
strongly than any other form of reward (Döckel et al. 2006). The lack of career
opportunities has negative implications for employees’ organisational commitment
(Van Dyk and Coetzee 2012). Organisations that place a larger emphasis on
practicing career development are those with higher retention ratios (Presbitero
et al. 2016).

Work-Life balance: This is the individual’s perception of a pleasing balance of
work life and personal life, with the least conflict between the diverse roles that the
individual must fulfil (Presbitero et al. 2016). Work-life balance also includes
policies such as family leave policies that allow employees to depart from work for
certain periods to attend to family matters; or flexible working schedules. These
practices all lead to higher employee organisational commitment and retention
(Döckel et al. 2006). Work-life balance is becoming more sought after (Presbitero
et al. 2016).

Commitment: This includes employee loyalty, attachment or identification with
an organisation and it is the factor that aligns the employees’ feelings and actions
with the goals and purpose of the organisation (Singh and Gupta 2015). It ulti-
mately influences retention.

Nienaber (2010) describes a Total Rewards Strategy that includes a mix of
financial and non-financial rewards encapsulating similar retention factors to
Döckel’s Retention Factor Framework, but expanding on the nature of compen-
sation. Figure 19.2 from Nienaber elaborates on these rewards and how together
they present a holistic view of total reward.

It is clear that remuneration plays a key role in retention, but that it is not the
most important driver of retention, and that it is best included in a broader total
rewards strategy to promote retention.

Reward and Retention Strategies are not One-Size-Fits-All

There is no ideal or universal reward strategy that drives retention for all
employees. Instead there are a multitude of factors that impact the perceived value
of both reward and retention strategies. This perceived value varies between
employees and even within employees at different stages of their lives and careers.
Some of these factors are discussed below.
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Characteristics of Employees—Generational Diversity

Each generation has different values and reward preferences that predispose the
effect they will have on motivation and retention (Stone and Deadrick 2015). These
preferences should be recognised and applied according to each of the groups, and
should be used to attract employees from each generation (Singh and Gupta 2015).
Generational Cohort Theory advocates using a different approach for each gener-
ation in the workforce as individuals carry their uniqueness to the workplace with
differences in workplace performance, motivation and communication (Pant and
Vijaya 2015).

Farr-Wharton et al. (2012) specify four generational cohorts, but this chapter
focuses on the three most common in the workplace today: Baby Boomers,
Generation X and Generation Y. Table 19.1 describes the factors that impact
commitment across these three generations.

Fig. 19.2 Nienaber’s (2010) total reward preference model (author’s own compilation)
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Summarised from Gamage et al. (2014); Michael (2014); Aruna and Anitha
(2015); Earl and Taylor (2015).

The highest guarantee of organisational commitment is work environment,
training and development and supervisory support. Bussin and Van Rooy (2014)
found that rewards that are non-monetary in nature establish higher value among
every generation.

Context Impacts the Effectiveness of Reward Packages

The downside of the various reward and retention strategies organisations use is
that a dedicated focus on remuneration as a tool may have the perverse incentive of
driving up pay costs. It is important to implement employee engagement strategies
that focus on the various elements of reward, as well as both the intrinsic and
extrinsic reward offerings.

Table 19.1 Factors impacting commitment across generations

Baby boomers 52–70 years
old

Generation X
37–51 years
old

Generation Y 17–36 years
old

Reward Internal benefits over
external rewards

Compensation
in monetary
form

Internal benefits have more
value, but high regard for
materialistic belongings

Characteristics
of the job

Job design, lower stress Freedom and
challenges to
remain
stimulated

Job rotation and enrichment

Training and
development

Perceived as part of
continuous development
and purpose

Continual
training

Multi-media and
development programmes

Supervisory
support

Bureaucratic leadership Bureaucratic
leadership

Valued very highly; seek
honest, consistent feedback
with support and
compliments

Career
opportunities

Note they are unpredictable;
will move easily. Offer
activities important for
career advancement

Work-life
balance

Flexi-time, job-sharing,
condensed work-week,
part-time work, long-term
leave, career breaks and
telecommuting

Family time Opt for work-life balance
when given the option of
deciding between jobs
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Towers Perrin carried out research in the United States and across six countries
in Europe. They asked both groups questions on a variety of workplace factors in
their organisation—practices, processes, culture, leadership style, and development
opportunities. In effect, they probed all the key elements typically seen to be the
drivers of workforce behaviour. They found a “top 10” list of drivers of attraction,
retention and engagement (Tables 19.2 and 19.3). There are clear geographical
differences, which again emphasises the necessity for customising reward strategies
to the location and composition of the workplace. For instance, ‘competitive pay’
fell at the number 5 driver in attracting staff in Europe, but at number 2 in the US.
As a retention factor, pay fell at number 4 in Europe, but number 6 in the US.

Research by Willyerd (2014) at SAP found that most employees value monetary
rewards in the workplace with competitive compensation (65%), bonuses and
merit-based rewards (55%) and retirement plans (45%) rated highest.

Context thus plays a key role in determining the reward mix and perceived value
of remuneration in relation to retention strategies. It is important to research and
investigate the nature of the workplace and workforce before designing a reward
strategy.

Table 19.2 Top 10 drivers of attraction, engagement and retention in Europe

Attraction drivers Engagement drivers Retention drivers

1 Work/life balance Senior management
interest in employees

Manager inspires enthusiasm
for work

2 Recognition for work Ability to improve skills Career advancement
opportunities

3 Career advancement
opportunities

Senior management to
demonstrate values

Company reputation as a good
employer

4 Challenging work Challenging work Fair and consistent pay
determination

5 Competitive pay Decision-making
authority

Intention of working after
retirement in another field

6 Learning/development
opportunities

Company reputation as
a good employer

Decision-making authority

7 Job autonomy Ability to influence
company decisions

Overall work environment

8 Variety of work Company focus on
customer satisfaction

Intention of working after
retirement to stay active

9 Pay rises linked to
individual performance

Fair and consistent pay
determination

Manager provides access to
learning opportunities

10 Company reputation as a
good employer

Overall work
environment

Senior management
demonstrates values
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Developing a World-Class Reward Strategy

Reward strategies are not one-size-fits-all—the characteristics of the organisation
and what its employees value must be considered. While a diverse group of
employees may all value different reward components, the organisation must bal-
ance these demands to create a strategy that is suitable to balance the capability and
resources of the organisation against the retention and attraction drivers of
employees. This balancing act needs to consider that reward is only one component
of a reward strategy and should be considered alongside other offerings from the
organisation (such as flexi-time, secondments, rotations, training and so forth).
Financial rewards themselves also take many forms. The sections below list the
primary considerations of which to be aware when designing a reward strategy.

Developing a Reward Strategy—Remuneration

Reward strategies are developed to support the achievement of business goals. The
reward strategy leads to the policies and processes which drive the strategy and
the actual components of the strategy are determined by what is important to the
business and its employees. It is essential to find a solution that supports the needs
and values of both the business and the employees. And, as mentioned above,

Table 19.3 Top 10 drivers attraction, engagement and retention in the United States of America

Attraction drivers Engagement drivers Retention drivers

1 Competitive healthcare
benefits

Senior management interest
in employees

Career advancement
opportunities

2 Competitive pay Challenging work Retention of high-calibre
people

3 Work/life balance Decision-making authority Overall work environment

4 Competitive retirement
Benefits

Company focus on customer
satisfaction

Ability to improve skills

5 Career advancement
opportunities

Career advancement
opportunities

Resources to get job done

6 Challenging work Company reputation as a
good employer

Competitive pay

7 Calibre of co-workers Collaboration with co-
workers

Clear goals from manager

8 Pay rises linked to individual
performance

Resources to get job done Challenging work

9 Recognition for work Ability to influence
company decisions

Manager inspires
enthusiasm for work

10 Company reputation as a
good employer

Senior management vision Overall satisfaction with
Benefits
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remuneration is only one part of a comprehensive reward package, although it
remains a significant one (Armstrong 2014; Gross and Edelsten 2006). A total
reward strategy should include both monetary and non-monetary rewards to ensure
an attractive workplace, and to drive the attraction and retention of employees.

Monetary components of a retention strategy can include one or more of the
following elements, and depend on the composition of the workplace and what is
valued:

• Sign-on payment/Retention payment: occurs when an employee joins an
organisation. Practices differ somewhat, but the two most common approaches
are: Pay the bonus on day one, and the employee repays if he or she leaves
within a period of time, often one to three years. Promise the payment in, say,
two to three years, on condition that the employee stays and accomplishes
certain performance targets.

• Rolling or banking of incentives earned: This is a popular approach for
non-listed organisations that do not offer long term incentives in the form of
shares or share equivalents because of its ease and efficacy. Typically, organi-
sations will target a salary to variable pay (VP) ratio based on salary surveys and
niche benchmarking.

• Short-term incentives (STIs): The global trend for the past ten years has been
to ratchet up the variable pay portion in the reward package. This links the very
large salary bill to how the business performs. These incentives are usually able
to motivate and retain over the period of the incentive plan typically up to
12 months.

• Long-term incentives (LTIs): This vehicle is still an important one to retain
employees for a longer period. It is essential to balance short-term and long-term
incentives so employees remain motivated over the long-term and do not only
chase short term goals.

• Deferred remuneration: A more recent trend has been for companies to defer a
portion of the STI to a future date linked to continued employment of the
employee. These incentives are meant to incentivise the employee for longer
than the short-term, without the onerous requirements of longer term strategies.
Holding periods post vesting of long term incentives create the same result but
over a period of up to 3 years post vesting of the LTIs.

• Post-retirement benefits: This approach is better for employees close to
retirement. The organisation typically continues to pay into the retirement and
medical funds for a period after the person has retired.

Developing a Reward Strategy—Intrinsic Rewards

In the past reward strategies focused almost entirely on financial remuneration.
Research has shown that this view is simplistic, and that engagement and moti-
vation are driven by more than financial reward. Hoole and Hotz (2016) assert that
both intrinsic and extrinsic rewards are important. These are defined as follows:
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• Intrinsic rewards are focused more on actual performance of the job and the
inherent nature of the work itself. These types of rewards can include growth
opportunities, status, a sense of accomplishment, recognition and acknowl-
edgement, challenge, autonomy and responsibility

• Extrinsic rewards, the more traditional form of rewards, include elements such
as pay, job security, benefits, promotions, salary increases and bonuses.

Total reward strategies must include both intrinsic and extrinsic rewards.
Focusing just on intrinsic rewards makes it hard for the organisation to attract
employees and demonstrate its competitiveness in the industry. For instance,
Schlechter et al. (2014a, b) found that high remuneration is the most significant
driver of attraction, followed by benefits and then variable pay. But focusing just on
extrinsic rewards leads to people focusing only on monetary gain rather than the
actual work itself. When talent is in high demand, an over-reliance on extrinsic
rewards leads to job-hopping as there is little else to motivate an employee to stay in
their current organisation. A balance between extrinsic and intrinsic reward is
required.

Developing a Reward Strategy—The Link to Strategy, Values
and Culture (The WorldatWork Total Rewards Model)

WorldatWork (2015) developed a total rewards model to show the link that must be
made to the organisation’s strategy, values and culture while also considering the
context in which the strategy is located (including market practices, trends in re-
muneration, diversity of employee base and best practices) (Fig. 19.3).

WorldatWork (2015) lists the six parts of an organisations reward strategy as the
following:

Compensation/Remuneration: This includes the ‘business as usual’ pay that an
employee receives from the organisation for the time and effort they put in. It can
include fixed pay or variable pay (see Sect. Implications for Retention Theory and
Practice for types of remuneration).

Benefits: Benefits are over and above pay that organisations provide. These can
include programmes such as health and medical benefits, income protection, sav-
ings and retirement. All these have a financial benefit for employees without a direct
payment. They also provide the addition of increasing engagement and motivation
and loyalty to the organisation as they provide security.

Work-Life Effectiveness: These are the organisations’ practices, policies and
programs that support and motivate employees to be successful at work and home.

Recognition: Recognition systems can be formal, but can also be more informal
and run through teams or managers. More formally, these are programmes that
show recognition for specific positive performances, increased effort, or behaviours
and can range from a written acknowledgment, time off or a small ‘bonus’ or cash
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reward. It’s important that the behaviour, effort and performance are linked to the
organisation’s goals.

Performance Management: It is essential to link the expectations of the
organisation in terms of what it will take to achieve its goals, to the actions and
goals of the individual employee. In this way, performance can be managed, and
employees are clear on what behaviour and performance will be rewarded. This not

Fig. 19.3 Total Rewards Model (WorldatWork, 2015) Contents © 2018. Reprinted with per-
mission from WorldatWork. Content is licensed for use by purchaser only. No part of this article
may be reproduced, excerpted or redistributed in any form without express written permission
from WorldatWork. www.worldatwork.org
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only leads to increased motivation but also continuous adaption of performance to
goals.

Talent Development: Being able to develop skills and abilities is not only
linked to motivation and engagement, but also has a positive benefit to the
organisation.

While the components of the WorldatWork Total Rewards Strategy are not
highly differentiated to other models, what does distinguish this model is the strong
link to business strategy and organisational culture. Using this framework instigates
an investigation and understanding of both the external and internal environments.

Developing a Reward Strategy—Flexibility

There is an increasing trend for employees to want to customise their reward
packages. Some younger employees would prefer a lower pension benefit and
greater take-home pay. Other employees want a greater STI based on performance,
or more time-off, or an opportunity to contribute to socially relevant programmes of
work. The alternatives are endless. It is unrealistic and unaffordable to allow each
employee to customise their reward strategy. Many large organisations rely on the
size of their employee base to negotiate and secure preferential rates for medical,
pension and other benefits. These preferential rates would not be possible if
employees were allowed to opt-in or out on an ad hoc basis.

This has resulted in a low level of flexibility in reward strategy and components.
For example, many employees are forced to join a specific medical aid or pension
fund if they want to work at an organisation. While this has been accepted without
much question in the past, younger generations and key talent are starting to
challenge these norms. Organisations can no longer turn a blind eye to these
challenges if they want to drive attraction and retention of talent.

It is difficult to find a good balance between customised benefits/rewards and
free choice while still realising the benefits of an organisational reward strategy.
When designing a total rewards strategy, the notion of flexibility must be consid-
ered. One alternative is to segment employees and customise offerings to each
segment which are more aligned to their needs and value drivers. This allows for a
degree of defined customisation which is more palatable than a ‘take-it-or-leave-it’,
uni-dimensional approach.

Developing a Reward Strategy—Design

To develop an appropriate reward strategy for an organisation, the following design
principles are useful to consider (adapted from the components of reward strategies
in high performance organisations by de Waal and Jansen 2011):
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Align to values and performance: It is important to use any
performance-related pay to also communicate the organisation values, critical
success factors and how people are expected to contribute. It is essential that
employees understand the link between reward and performance of the individual,
their teams and the business strategy. Research has shown that there is a rela-
tionship between the pay and incentives received by employees and the long-term
success of the organisation. Aligning rewards to team performance increases team
performance.

Ensure buy-in: Involve employees in the design of reward processes. This
could be in the form of surveys or interviews. Employees must be able to relate the
intention and fairness of reward strategies to themselves.

Communication: Communicate reward innovations to employees to ensure
efficacy as well maintain buy-in and therefore retention.

Training: linked to the above, provide training to everyone on the application
and implications of the reward policies and practices.

Reward package design and composition:

• Include both input (competence) and output (results) in performance reviews,
which then link to reward allocations. Make these as clear and objective as
possible.

• Introduce robust broad-band pay structures where employees can also develop
laterally, take up secondments and participate in job rotations.

• Develop team reward systems which support flexible work practices,
multi-skilling and team work.

• Consider pay-for-contribution rather than job duty adherence or service.
Remuneration or a pay reward can be linked to a specific contribution that is
made, rather than a reward such as a “13th cheque”.

• Introduce gain-sharing, profit sharing or any bonus scheme that shares the added
value of employee efforts.

Conclusion and Implications for Retention Practice

Money is not the only or even the most important way to motivate and retain
employees. Total Reward Strategies include both monetary and non-monetary
rewards and research shows that the mix of these rewards is where the magic lies.
There is no formula that can be applied to ensure the best reward strategy where
retention is a proven outcome. Instead, an understanding of external and internal
context is a critical lever of success. Remuneration is the most commonly used
factor when organisations strive to attract and retain talent; but it is also the least
understood.
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This chapter has looked at the link between reward and the retention of talent. It
has outlined a framework to develop a Total Rewards Strategy, the considerations
to make when developing this strategy, and the types of rewards which can be used.

The primary implication for retention is the insight that although remuneration
impacts retention for all employees, it should not be considered in isolation. To
successfully retain employees, organisations need to balance intrinsic and extrinsic
rewards and focus on engaging people for as long as possible, rather than trying to
retain them for as long as possible. In the modern workplace where the demand for
talent is far greater than the supply, it is essential to make every effort to retain top
talent. Remuneration is key, but a Total Rewards Strategy is required to ensure a
balanced and customised solution.

The main components of a total reward strategy include:
Compensation/Remuneration: including fixed and/or variable pay.
Benefits: including programmes such as health and medical benefits, income

protection, savings and retirement.
Work-Life Effectiveness/Balance: including organisations’ practices, policies

and programs that support and motivate employees to be successful at work and
home.

Recognition: including formal and informal programmes designed to
acknowledge and reward positive performance and behaviour.

Performance Management: including systems to define, measure and assess
performance and behaviour against clearly defined goals and objectives.

Talent Development: including programmes and interventions to develop skills
and abilities and promote career growth.

There are a number of factors that impact the reward mix that best promotes
retention. Two fundamental factors explored include generational mix and context.
There is no one size-fits-all formula for determining the best reward mix and it has
been suggested that organisations make every effort to engage with their employees
and better understand their circumstances and needs before determining the reward
mix.

A practical guide on how to design a world class reward strategy is included in
the chapter. It is argued that a total rewards strategy should include both monetary
and non-monetary rewards to ensure an attractive workplace, and to drive the
attraction and retention of employees. Factors to consider include:

Remuneration: monetary reward strategies are developed to support the
achievement of business goals.

Intrinsic rewards: strategies focused more on the actual performance of the job
and the inherent nature of the work itself.

Link to the organisation’s strategy, values and culture: also considering the
context in which the strategy is located (including market practices, trends in re-
muneration, diversity of employee base and best practices).

Flexibility: the need to address the trend/desire for employees to want to cus-
tomise their reward packages.
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Formulation of Reward Design Principles: including the alignment to values
and performance, ensuring employee buy-in, communicating reward innovations
and training.

In conclusion, the relationship between reward and retention is strong, but
reward alone is not sufficient to ensure retention.

Summary

The retention of employees is widely acknowledged as a critical strategy to ensure
the avoidance of recruitment and replacement costs. In addition, as talent becomes a
currency that is increasingly scarce, mobile and expensive, organisations that are
able to promote retention will command a competitive advantage. Remuneration is
a commonly used strategy to drive retention and while it is undoubtedly an
important part of any retention strategy, this chapter has shown the need for a
holistic application of a total rewards strategy.
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Chapter 20
Total Rewards as a Psychosocial Factor
Influencing Talent Retention

Calvin Mzwenhlanhla Mabaso

Abstract The retention of people who possess talent and are highly qualified is a
major concern for contemporary organisations who are operating in a competitive
environment (Neininger et al. J Vocat Behav 76:567–579, 2010). Remaining in a
competitive environment entails special endeavours to retain talent for the
long-standing strength of an organisation. The retention of skilled workers can be a
vital edge or advantage for any organisation (Mullins Management and organisa-
tional behaviour, Prentice Hall, London, 2005; Ngozwana and Rugimbana Afr J
Bus Manag 5:1524–1527, 2010; Armstrong 2015). Ultimately, retention of talent
has an important part in maintaining the overall organisational performance. Most
organisations realise the importance of embracing total rewards as the best strategy
to retain key talent. Therefore, this chapter will focus on total rewards as a means
for retention-related dispositions that will ensure valuable employees remain in the
organisation. Exploring total rewards as psychosocial factors that influence talent’s
choice to join, remain and leave an organisation has become crucial in the light of
changes in organisations. The study employed semi-structured questionnaire using
262 participants to unearth the influence of total rewards on talent retention.

Introduction

Higher education institutions is seen as the center for knowledge and contribue to
the economy of the country. Talent retention in higher education institution is
therefore critical. Erasmus et al. (2015) affirm that, within higher education insti-
tutions, talent retention of highly qualified workforce is considered a major chal-
lenge due to the pull factors of private sector institutions or other higher education
institutions that can afford to offer further benefits. Robyn and du Preez (2013)
attest that employee retention is a presently an global problem facing businesses
and particularly among academic staff in higher education institutions. Boshoff
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et al. (2002) as well as Grobler and De Bruyn (2011) observe the recent war for
talent and labour turnover, which is challenging to organisations when their
employees quit to join other organisations. Pienaar and Bester (2006) warn
organisations to pay attention to retention of talent where economic feasibility and
existence rest on scarce skills. Bidisha and Mukulesh (2013) state that employee
retention refers to keeping employees in their present jobs and inspiring them to
continue working for the organisation for lengthier periods. Ultimately, Mita et al.
(2014) attests that talent retention is a method implemented by an organisation to
sustain an operative labor force and, at the same time, meet operational
requirements.

Workforce Planning state that talent retention is an organized determination to
generate an atmosphere that motivates staff to continue working by implementing
practices and policies that address employees’ various needs. The South African
Board for People Practices’s (2012) study revealed that 32% of South African
organisations do not concern themselves with the talent retention phenomenon,
while 46% of these organisations indicated that talent retention as major concern. It
is evident that, for organisations to remain competitive, talent retention strategies
need to be in place. To accomplish a competitive advantage organisations rely on
expertise from employees while maintaining quality to safeguard continued per-
formance (Harvey 2009; Reiche 2007). Cardy and Lengnick-Hall (2011) support
that, if highly qualified employees are not kept in their positions, this will affect
both operations and strategies. In this regard, employees should be the most vital
asset for an organisation. Therefore, special care should be given to retain such
assets. Additionally, retaining talented and excellence centered employees turns out
to be the top strategic policy for organisations (Heinan and O’Neill 2004; Holbeche
2009). However, studies confirms that organisations adopt numerous policies and
procedures to retain talent (Samuel and Chipunza 2009; Holland et al. 2007; Hom
et al. 2008).

Khan et al. (2014) state that organisations are using different human resource
practices in order to increase retention levels. Haider et al. (2015) noted the sig-
nificance for organisations to develop atmosphere that encourages employees to
remain longer in their organisations. Organisations should also pay attention to the
costs associated with employee turnover, which is typically two and a half times
greater than the salary of an individual (Haider et al. 2015). Talent retention entails
measures through which employees are encouraged to remain longer in the
organisation. As a means of achieving this, it is critical for an organisation to
recognize what attracts employees and what keeps good employees. Employees are
the sole reason for organisation existence (Wisnefski 2008; Rasli et al. 2014).
Therefore, it is essential to retain talented employees for the survival of the
organisation and a competitive advantage.
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Objectives of the Study

If employees are not retained within the organisation, it tends to show higher
turnover which makes organisations face more financial costs in regard to
recruiting, training, and the development of new employees. It is believed that the
cost of hiring new talent and training is two and a half times higher than their
individual salary. Thus, the main objective of this study is to evaluate the influences
of psychosocial factors on talent retention.

Theoretical Background

The current study adopted Vroom’s (1964) expectancy theory as a framework.
Vroom’s study (1964) is of the view that individuals’ perception of effort is cor-
related with levels of performance. This theory confirms that there is a correlation
between these variables, performance–outcome expectancy, or instrumentality.
Employees expect that their individual efforts in the workplace will result in
rewards based on their performance. Khan and Mufti (2012) demonstrate that
employees expect rewards in exchange for effort they put in on the job. Khan and
Mufti (2012) explain that the self-belief in skills is called expectancy, the belief that
performance will bring rewards is referred to as instrumentality, while the value
placed on the reward is described as the valence. Valence means that employees
will be inspired when they are compensated with rewards they value. In addition,
instrumentality shows that employees’ performance will result in rewards and
motivation. People differ regarding what they value. For example, to some
employees, pay has more value than other rewards whereas to others, more intrinsic
rewards such as recognition and achievement are significant.

Talent Retention

Retention is significant for employees since it impacts costs on two dimensions.
The Corporate Leadership Council (2004) differentiates direct and indirect expen-
diture that result from costs associated with retention. Direct expenditure over
labour turnover (recruitment expenses, low productivity, training and development,
and lost opportunity costs) and indirect expenditure, which includes employee
engagement. Scott et al. (2012) affirm that retention of vital talent is critical for
organisations that ought to achieve a competitive advantage. Talent retention entails
the attraction and maintenance of highly qualified talent in organisations
(Swanepoel et al. 2014). Additionally, it remains the task of an organisation to
enhance the skills of newly appointed employees in order to attain organisational
goals.
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Scholars in the remuneration field show that the key aspect that keeps employees
longer in their present job can be achieved through competitive remuneration
systems (Kwenin et al. 2013). Terera and Ngirande (2014) confirm a positive
relationship between rewards and talent retention. Findings of Terera and Ngirande
(2014) are in agreement with other studies which posit the importance of rewards
on talent retention. Taylor et al. (2006) concur that remuneration influences job
satisfaction and is regarded as a major contributor to retention. Remuneration is a
predictor for organisational commitment and intention to stay in organisation.
Financial rewards play a vital role in talent retention (Chew and Chan 2008).

Hausknect et al. (2009) explains that policies and procedures implemented by
the organisation are crucial to prevent the loss of talented workers throughout the
organisation. Browell (2003) states that employee retention focuses on preventing
the organisations talented workforce from being exposed to its major competitors in
order to preserve them. Talented employees are essentially employees that con-
tribute significantly to the organisations success and are thus crucial assets. Their
position within the organisation create a large competitive advantage. It is highly
important that organisations create strategies that focus on retaining their talented
workforce by motivating employees to stay in their positions for long time periods.
The retention of talented employees can been seen as a costly process, however, it is
important in making sure the organisations is as competitive as possible. Human
capital maintenance is costly but extremely important. Talent retention is also
referred to as employee retention (Okioga 2012). Netswera et al. (2005) state that
the retention process is centred around employee satisfaction by providing them
with reasons to stay in their position and thus creating deeper organisational
commitment. Hong et al. (2012) explain that no matter the size of the organisation,
there should be a deep focus on employee satisfaction. A competitive advantage is
one of the many benefits of retaining talented employees.

Significance of Talent Retention

Attaining talent retention depends on employing organisational culture which is
employee driven and recognises talent as the most important asset (Chikumbi
2011). Top management should drive this culture to retain talent. Recruitment,
training, and development can also act as the talent retention strategy which will
enable the organisation to attain a competitive advantage. Customer satisfaction
increases sales, promotes working relationships, improves employee-manager
relationships, and enables valuable success planning which is fostered by employee
retention. Inability to retain key talent is costly in any kind of business format.
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Total Rewards

Armstrong and Murlis (2007) state that total rewards encompasses things that fall
outside of the traditional means of reward such as salary increases and benefits. In
addition, rewards include aspects that are not cash based such as furthering their
position of responsibility within the organisation, learning opportunities and an
increase in the value of the work environment itself. Gross and Friedman (2004)
affirm that total rewards refers to the total sum of remunerations that the employer
passes on to the employee. A total package would provide compensation in the
form of benefits and career focused opportunities. Career opportunities refer to any
means that would allow the employee to further themselves within their line of
work. Similarly, Kantor and Kao (2004) claim that total rewards refer to com-
pensation and benefits that are sometimes tangible elements such as employee
development which focuses on how employees are given opportunities to develop
and learn more skills. In higher education institutions, objectives of reward include,
but are not limited to, attracting and retaining staff of high quality and potential
(HESA 2014).

World at Work (2015) proposes a total rewards model with six essential ele-
ments, they are discussed in detail below (Boswell et al. 2011). These elements are
strong predictors of both job satisfaction and the commitment to an organisation.
Makhuzeni and Barkhuizen (2015) reported the importance of implementing total
rewards in schools and recommended this to Department education for consider-
ation. However, World at Work (2007) attests that by adopting a total rewards
strategy, organisations can improve their recruitment and talent retention.
Additionally, there is an increase of organisations lacking key productivity and
talent factors. Recruitment and retention issues rely heavily on a good total rewards
strategy. A total rewards strategy can assist in meeting the needs of employees and
thus encouraging them to contribute more to the organisation (World at Work
2007).

Elements of Total Rewards

Snelgar et al. (2013) argue that a key factor to employee commitment within higher
education is remuneration. Nujjoo and Meyer (2012) suggest that all South African
organisations should recognize the value of intrinsic rewards within their reward
management strategies. Financial rewards focus largely on reward management.
Employees should be receiving a balanced reward system which is a mixture of
financial and non-financial rewards (Shields 2007). The following are components
of total rewards:
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Compensation as Element of Total Rewards

World at Work (2015) explains that compensation is essentially monetary reward
given to an employee based on the amount of time, effort, and skill they put into
their work. This refers to both fixed income in the form of salary as well as
variables such as bonuses. Swanepoel et al. (2014) refer to compensation as being
financial and non-financial extrinsic rewards that employer provides in return for
the time, skill, and job fulfilment of the employee in terms of organisational goals.
Absar et al. (2010) contend that compensating employees is one of the main
functions of the human resource department. In regard to attracting, retaining, and
motivating employees, compensation is a central function. Ray and Ray (2011)
state that compensation is vital due to the fact that it is the main motivating factor
for most employees. Compensation, or total compensation, is “the total of all
rewards provided to employees in return for their services” (Phonsanam 2010: 6).
De Bruyn (2014) observes that, within higher education institutions, it is clear that
fair remuneration results in benefits for both the organization and its employees.
The employee is afforded a better state of living while the institution is allowed the
benefit of retaining talented and qualified staff.

Benefits as Element of Total Rewards

World at Work (2007) states that benefits are an added supplement to the cash
compensation employees receive for their work. This refers to things such as
retirement plans, job security, and income protection which all basically serve to
provide a safety net for employees and their families. Employee benefits are
essentially schemes that serve to benefit the employee, put in place by the employer.
All of these benfits are provided as well as regular pay and make up the total
rewards package (Armstrong 2012). Nazir et al. (2013) conducted a study within
higher education institutions, their study reveals a high positive correlation between
fringe benefits, job satisfaction, and organisational commitment in higher education
institutions. Similarly, Yamoah’s (2013) study shows that academic staff were not
satisfied with fringe benefits offered to them. However, this study (Yamoah 2013)
adds that satisfaction with fringe benefits will allow academic staff to remain longer
within higher education institutions.

Work-Life Balance as Element of Total Rewards

World at Work (2007) states that work-life programmes are intended and intro-
duced as policies enabling employees to reach a better work-life balance.
Furthermore, World at Work (2007) mentions that work life practices are means to
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enable individuals to balance their work life and home. Rumpel and Medcof (2006)
argue that a balance for the time spent at work and at home is included in the work
environment. For instance, flexible working is one of the most important aspects of
a balanced life. According to Maphanga (2014), organisations need to come to the
realisation that people are their most valuable assets, upon realising this they will
put a greater emphasis on allowing for employees to balance their work and home
lives. An equilibrium is achieved when an employee can find a balance between
work life and personal life (Lockwood 2003).

Recognition as an Element of Total Rewards

World at Work (2007) states that any attention or acknowledgment given to an
employee’s actions, efforts, behaviour, or performance is referred to as recognition.
There is an intrinsic psychological need within every employee to have their
achievements recognized, in doing so employers reinforce behaviours that con-
tribute to organisational success. Additionally, Kwenin et al. (2013) states that
recognition is directly correlated to employee retention. There is a need from
employees to receive recognition on top of financial reward.

Performance Management as Element of Total Rewards

Brudan (2010) states that the task of establishing, monitoring and achieving per-
sonal and organisational goals is directly corelated to performance management.
Verbeeten (2008) claims that performance management also includes the task or
defining goals and selecting strategies to chieve them, as well as assigning decision
making rights, and measuring and rewarding performance. Soni (2003) articulates
that there is only a temporary increase in performance from employees that have
been praised or rewarded. Shikongo (2011) suggests that a proper performance
system should be implemented in order to assess overall performance and reward
employees accordingly. This will serve both to reward those that are already
working hard as well as to encourage poor performers to essentially work harder for
the promise of further reward.

Talent Development and Career Opportunities as Element
of Total Rewards

World at Work (2007) state that talent development allows for the honing of skills
as well as an opportunity to correct any pitfalls in an employee’s performance. It

20 Total Rewards as a Psychosocial Factor … 421



also benefits the organisation by instilling its employees with skills that will ulti-
mately help achieve organisational goals. Development is a tool that furthers
employees’ abilities to perform as well as instilling in leaders the ability to further
the organisations people skills. Further, World at Work (2007) defines development
as an opportunity for employees to learn and grow within the organisation.
Bernadin and Russell (2013) claims career advancement opportunities are essen-
tially crucial motivators in regard to Herzberg’s theory. Akhtar et al. (2015) state
that a lack of development and promotion opportunities can lead to academics
leaving higher education institutions and that pay doesn’t necessarily have to be the
key factor in their departure.

Research Hypothesis

Thus, an established hypothesis based on the above literature is:
H1: Total rewards elements would have a positive and significant relationship

with talent retention.

Research Design and Methodology

This study took into account a quantitative research method using the survey
research design. The quantitative method was appropriate as it enables the
researcher to examine influence of total rewards on talent retention.

Research Approach

The study implemented a quantitative research design. Babbie (2007) defines
research design as a set of decisions regarding what topic is to be studied among
what population with what research methods for what purpose, research design is
the process of focusing your perspective for the purposes of a particular study.

Research Participants

The study implemented a survey to collect data. The study used a sample of 262
academics from the institution of higher learning in South Africa. The study
employed a probability sampling using systematic sampling method. This was the
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most applicable method in terms of participant recruitment. Each university gave
consent and confirmed their participation. Permission to conduct research was
granted by both institutions. The characteristics of each respondent are depicted in
Table 20.1. A breakdown of the demographic profile of respondents (Table 20.1)
shows that 38% (n = 100) of the respondents were male, whereas 62% (n = 162)
were female. Through the collection of all the respondents ages it was revealed that
the lost number (39%; n = 102) were aged between 30 and 45 years. Additionally,
31% (n = 80) of the respondents had a B-Tech degree. Racially, Africans (77%;
n = 201) accounted for most of the respondents. In regard to position held, the
biggest group of respondents (86%; n = 226) were lecturers, followed by senior
lecturers (8%; n = 20), with professors (2%; n = 4) accounting for the least number
of respondents.

Table 20.1 Demographic
profile of respondents
(N = 262)

Variable Categories N %

Gender Male 100 38

Female 162 62

Age 18–29 79 30

30–45 102 39

46–64 76 29

65+ 5 2

Race African 201 77

Indian 14 5

White 39 15

Coloured 8 3

Tenure 0–1 year 42 16

1–4 years 67 26

5–7 years 78 30

7–15 years 75 29

Qualification Honours degree 53 20

Master’s degree 77 29

Ph.D. 8 3

B.Tech 80 31

M.Tech 37 14

D.Tech 7 3

Rank Lecturer 226 86

Senior lecturer 20 8

Head of department 12 5

Professor 4 2

Source Authors’ compilation from survey data

20 Total Rewards as a Psychosocial Factor … 423



Data Collection Method

According to Maree (2017), face to face, postal, personal, telephone, group, and
computer assisted survey methods can be used to collect data. In this study, a
structure questionnaire was used as a method of collecting data using a personal
method. The method chosen is relatively cheap, offers greater anonymity since there
is no face-to-face interaction between respondents, easy to administer, and
respondents can complete the questionnaire at a convenient time. The sample
respondents were also easily accessible to the researcher.

Measuring Instrument

The study used a questionnaire as a measuring instrument. The Total Rewards
Model taken from the World at Work publication (2015) was utilized in the con-
struction and of the questionnaire that was distributed to respondents. The total
rewards questionnaire was designed to measure specific performance dimension,
recognition, talent development, and career opportunities for academic staff. The
retention scale was adapted from the study of Theron et al. (2014). Both these
instruments are based on the five Likert rating scale. The respondents were asked to
indicate the extent of their agreement or disagreement with the statements on a scale
of one to five. On this scale, one would mean that they strongly disagreed and five
that they strongly agreed with the statement provided.

Reliability and Validity of the Study

The validation of the usefulness of a research instrument is vital. The validity and
reliability of this study’s research tool was assessed, as proposed by Alumran et al.
(2012). Cronbach’s alpha values for the scale were as follows: total rewards
(a = 0.822) and retention (a = 0.932). It was concluded that each of these instru-
ments measured high on internal consistency; therefore, data analysis was possible.

Data Analysis

The assistance of the Statistical Package for the Social Sciences (SPSS version
23.0) was used to analyse data. Initially, demographic data of the subjects, fre-
quencies, and the scores of the overall work-related factors as well as measures of
central tendency were established. Internal consistency estimates were formulated
using Cronbach’s alpha coefficients. Following this, a series of multivariate
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statistical procedures that included exploratory factor analysis, Pearson correlation
analysis, and linear regression were computed on all the variables in order to
ascertain the relationship between variables. The required level of significance
(p) was set at 0.01.

Results

Correlation Matrix for the Study Variables

Table 20.2 presents correlation matrix for the three-factor model with performance
management, talent development, career opportunities, and job satisfaction.

It is demonstrated how variables are connected to one another through the
process of correlation. Creative Research Systems (2009) states the correlation
between variables but fails to show which correlation is strongest or most reliable.
In order to answer the first research objective, to determine the relationship between
total rewards and talent retention, the correlation between total rewards and talent
retention is illustrated in Table 20.2. Pearson correlation computed to determine the
relationship among variables (total rewards and talent retention). Pearson correla-
tion indicates a positive strong relationship between total rewards elements:

• Compensation (r = 0.652, p < 0.01); Benefits (r = 108, p < 0.01); work-life
balance (r = 0.211, p < 0.01); performance management (r = 741, p < 0.01);
recognition (r = 591, p < 0.01); talent development and career opportunities
(r = 652, p < 0.01)

Table 20.2 Pearson correlations

Talent
retention

Coefficient of
determination (R2)

Talent retention Pearson correlation 1

Compensation Pearson correlation 0.652** 0.4251

Sig. (2-tailed) 0.000**

Benefits Pearson correlation 0.108 0.0117

Sig. (2-tailed) 0.184

Work-life balance Pearson correlation 0.211 0.0445

Sig. (2-tailed) 0.009**

Performance management Pearson correlation 0.741 0.5491

Sig. (2-tailed) 0.000**

Recognition Pearson correlation 0.591** 0.345

Sig. (2-tailed) 0.000

Talent development and
career opportunities

Pearson correlation 0.652** 0.4251

Sig. (2-tailed) 0.000**

** = Statistically significant at the 1% level (p < 0.01)
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Therefore, the hypothesis is accepted. Pallant (2010) explains that how associ-
ated the variables are depends heavily on the size of the negative or positive
correlation value. Small relationships are indicated by values ranging from 0.10 to
0.29, medium relationships are values from 0.30 to 0.49, and a value of 0.5 to 1.0
shows that there is a strong relationship between variables. This means that total
rewards elements have a positive effect on talent retention. Therefore, these results
confirm the research objective. The results obtained, which indicate a positive
relationship between study variables, dimensions of the instruments were assessed
using multiple regression analysis. Table 20.3 presents the results. These factors
were all interval variables and this research wishes to determine their influence on
talent retention. Thus, retention of talent will serve as the outcome variable and
dependent variables (total rewards) as predictors. In this way one will be able to
determine which one of the factors is the best predictor of employee retention. The
equation for determining the various values is:

Yi ¼ ðb0 þ b1X1 þ b2X2 þ . . .bnXnÞþ ei

where Yi is the outcome variable (Employee retention), b0 is the constant, b1 is the
coefficient of the first predictor (X1), b2 is the coefficient of the second predictor
(X2), bn is the coefficient of the nth predictor (Xn) and ei is the error (Field 2009).
Thus, using the dependent factors developed one could write:

FGHð2:0Þ ¼ b0 þ b1FBþ b2FC2:0þ b3FD2:0þ b4FEþ b5FF2:0þ e:

Stepwise, regression was used where the programme searches for the predictor
(from the five available ones) that best predicts the outcome variable. If this pre-
dictor significantly improves the ability of the model to predict the outcome, then
the predictor is retained in the model and the programme searches for a second
predictor (Field 2009). In this way, SPSS identified five models, of which the fifth
model was retained for this research. The model statistics are provided in
Table 20.3. The R2 value of model 5 indicates that when total rewards elements are
used as these predictors explain predictors then 68.2% of the variance in the out-
come variable (talent retention). The change in F is also significant and the
ANOVA table also indicated that model 5 was a significant fit, F specifically:
[F (5,147) = 63.18; p = 0.000]. The Durbin-Watson statistic was close to 2.0 and
hence the assumption of errors in the regression being independent was also met.

Table 20.3 The model statistics using stepwise regression

Model R R Square Change statistics Durbin-Watson

F Change Sig. F Change

5 0.826e 0.682 6.595 0.011 1.730

e. Predictors: (Constant), performance management, recognition, benefits, compensation talent
development and career opportunities, work-life balance
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Cohen et al. (2011) suggested that r square greater than 0.5 indicates a strong
model fit. Therefore, these results confirm that total rewards have a greater influence
on talent retention. The next step is the contribution each independent variables
makes on the prediction of talent retention, this was evaluated and is delineated in
Table 20.4. The model coefficients as generated for Model 5 by SPSS using
stepwise regression are displayed in Table 20.4.

Of greatest importance in Table 20.4 are the Beta (b) values or standardised
coefficients as they denote the deviations that the outcome (talent retention) shall be
altered as a result of a single standard deviation and this will change the prediction
(Field 2009). These Beta values indicate the importance of the predictors in the
model. These results outlined in Table 20.4 suggest that compensation (b = 0.348),
benefits (b = 0.178), performance management (b = 0.317), work-life balance
(b = 0.099), recognition (b = 0.286), and talent development and career opportu-
nities (b = 0.276) all have a statistically positive effect on talent retention. In terms
of the largest beta coefficients recorded, compensation and performance manage-
ment seem to make the strongest contribution to explaining talent retention. The t
values of the independent variables are greater than 0.107. Ndungu (2017) states
that values greater than 0.107 indicates a strong impact of the predicting quality of
the coefficient.

Discussion

Previous studies have indicated that talent retention can be attained by using total
rewards as a strategy (Armstrong and Stephens 2006; Cao et al. 2013, Akhtar et al.
2015). Theron et al. (2014) conducted a study that revealed that the majority of
academics were most likely to leave because of the following reasons: dissatis-
faction with financial compensation, discontent with career development opportu-
nities, and a lack of promotional opportunities. These results echo previous results
that show a lack of proper reward systems could lead to an intention to leave among
employees (HESA 2011; Ngobeni and Bezuidenhout 2011). Additionally, Haider
et al. (2015) attest that compensation and training as well as development and career

Table 20.4 Coefficients of the regression model

Independent variables Standardized
beta coefficients

t Sig.

Recognition 0.286 5.474 0.000*

Performance management 0.317 3.897 0.000*

Compensation 0.348 5.973 0.000*

Benefits 0.178 2.926 0.004*

Talent development and career opportunities 0.276 3.894 0.000*

Work-life balance 0.099 2.075 0.040

*Statistically significant at P < 0.05
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opportunities are strong predictors of employee retention. Employees that are
trained and qualified will be likely to switch to other organisations if they are not
properly compensated. Suresh and Krishnaraj (2015) suggest that there is a growing
need to retain talented and high performing staff members by implementing per-
formance management and career planning strategies. Approaches to increase the
level of retention include compensation packages and total rewards. These
approaches can also be used as retention strategies. Each organisation must analyse
which employees need to be retained and why they should be retained. They must
employ methods that encourage these employees to be loyal, stay with the
organisation, as well as remain committed and productive (Suresh and Krishnaraj
2015).

Umamaheswari and Krishnan (2016) also find that employee retention has a
definitive relationship with training and development. Mehta and Kurbetti (2014)
affirm that in order to improve talent retention, development and training oppor-
tunities, compensation and benefits, and a work-life balance should be in place.
Additionally, performance management can also be used effectively in order to
enhance talent retention in organisations. Makhuzeni and Barkhuizen (2015) shows
that elements of total rewards (compensation, performance management, career
development) were not correctly implemented in schools and as a result, teachers
were considering leaving the organisation were they worked due to few rewards.
However, teachers were satisfied with benefits and work-life balance. Mubarak
et al. (2012) state that academics will remain within their institutions longer if they
are well rewarded. Academics inspired by academic policies, funding for research,
and a scheduled compensation package. Gakure et al. (2013) study revealed a lack
of competitive reward system which propelled academics to leave their higher
education institutions. Additionally, academics indicated they were not satisfied
with the recognition they received. Bayissa and Zewedie (2010) confirm that reward
systems had a common theme of excluding recognition for exceptional perfor-
mance. Makondo (2014) attests to the significance of higher education institutions
to have properly qualified talent in order to improve research capabilities. It is
suggested that higher education institutions be proactive enough to manage their
attraction and retention strategies in ways to enhance their strategic positioning.

Implications for Retention Practice

Total rewards elements are strategic to the organisation’s goals and thus should be
able to ensure employee satisfaction and retention. The current study found that
total rewards had a positive impact on employee retention. Since efforts are directed
towards the achievement of organisational goals, and this relies heavily on total
rewards, the management should enhance proper implementation of total rewards in
order to increase talent retention.

In conclusion, an organisation’s, success, productivity, branding, and competi-
tiveness, are all reliant on the employees within the institution and thus, said
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employees should receive recognition and be valued based on their work. A culture
of high performance within and organisation is heavily influenced by the amount of
recognition given to employees. Rewards packages that fulfil monetary needs of
employees as well as their material wants are correlated closely to retention.
Employees are expectant of their employers to properly compensate them for their
work. The job of management within higher education institutions is to make sure
they have developed a fair, equitable, and free of bias remuneration package that
serves to attract the best candidates for the job as well as retain them. Said remu-
neration package is considered to be one of the most important factors in keeping
employees. To remain competitive and attract the best employees, an organisation
must be prepared to pay salaries that are equal to or more than what their com-
petitors are paying. The opportunity for promotion and other relating factors are
considered to be equally important in order to stop employees seeking work else-
where. Success within the institution should be something clearly outlined to
employees. Recognition plays the largest role when referring to strategies that
encourage a high performance work environment and thus, employees who com-
plete effective work should receive acknowledgement. Management can use results
of this study and develop reward strategies to ensure talent retention, this will
ensure a talent pool that can contribute to the overall performance of the
organisation.

Summary

In this chapter, credible relationship between psychosocial factors and talent
retention has been indicated. The presence of total rewards in organisations has
assure the retention of talent. Furthermore, employees expect that their employers
provide them with rewards that they value not what management value. A clear
description of retention drivers has been discussed. The rewards specialists have to
develop a fair and equitable rewards packages to attract and retain talent. The
suggested rewards discussed in this chapter can also be used for development of
talent retention strategies in contemporary world of work. The possible rewards
preference and talent retention can be further researched since various rewards
capable of keeping talent in organisations.
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Conclusion: Theory, Practices
and Research in Support of an Integrated
Conceptual Framework for the Psychology
of Retention

The chapter contributions in the various parts of the book present elements of an
integrated conceptual framework for understanding the psychology of retention. In
summary, the various elements of the conceptual framework seem to highlight the
following guidelines for retention practice:

• Develop a working knowledge of how theory such as Job Demands-Resources,
Conservation of Resources theory, Self-determination theory, Broaden-and
Build theory and Expectancy theory deepen understanding of the dynamics of
the psychology of retention, including the dynamic interplay between individ-
uals, their retention behaviour, and the organisational/environmental context.

• Utilising empirically validated scales as diagnostic and intervention frameworks
(e.g. Flow@Work model) for measuring the impact of employees’ engagement
and psychological work immersion on business performance. Ultimately,
retention practices should benefit both the individual and organisation.

• Develop a working knowledge of the influence of the external organisational
context on the psychology of retention, including the emerging world of work in
a VUCA and digital landscape with the changing psychological contract needs
and expectations of especially young talent (e.g. Millennials).

• Practices that consider the impact of the fourth industrial revolution and em-
ployee value proposition (EVP) on the psychology of retention.

• Surveys to assess how engaging or disengaging employees view their working
conditions and job characteristics in their organisations in terms of JRs and JDs.

• Surveying the engagement experiences of employees in the processes of sour-
cing and recruiting, pre-boarding, onboarding (orientation and initial training),
compensation and benefits, ongoing learning and development, ongoing
engagement, communication, and community involvement, rewards and
recognition, performance planning, feedback, and review, career advancement,
and retirement, termination, or resignation.
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• Interventions to grow and develop those personal dispositional factors that will
result in optimally functioning individuals who possess competencies and skills
to effectively and systematically deal with job challenges and hindrances (JDs).

• Measures and interventions to enhance the job embeddedness and
self-regulatory capacities of employees.

• Measures and interventions to assess perceptions of the psychological contract
(expectations, obligations and violations) for diverse groups of employees.

• Interventions that address the unique and diverse needs (i.e. person-job fit,
career development support, social interaction, mentoring, psychological needs
satisfaction, wellbeing, rewards and remuneration) of various
socio-demographic groups.

• Practices that help create ethical, supportive and intrinsic motivational
environments.

• Implement a total rewards strategy that align to important organisational prac-
tices (i.e. compensation, benefits, performance management, work-life balance,
recognition, and talent development and career opportunities) that support the
psychology of retention.

In general, the chapter contributions provided evidence-based practice guidelines
supported by empirical research. However, the psychology of retention remains an
important area of inquiry and more research is needed to understand the psychology
of retention in the VUCA and digital landscape. Millennials as young talent remain
under-researched in this landscape and more research in various organisational,
occupational and cultural contexts are needed. The measures and frameworks
presented in the various chapters stem mostly from cross-sectional research in
specific cultural settings, and longitudinal studies in various organisational and
cultural contexts are needed to establish cause-effect links between constructs and
the manifestation of retention factors among employees from diverse
socio-demographic and cultural backgrounds. Some of the chapters illustrated the
application of frameworks, measures and interventions in real-life case settings.
Evaluation research is required to test the effectiveness and long term impact of
different interventions on talent retention and business performance. More empirical
evidence is required on how the external environmental factors, internal organi-
sational context factors, employee characteristics, organisation-individual relation-
ship and organisational practices influence the experiences, perceptions and
engagement and retention of employees.
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