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ABS . RACT

The study investigates the effects of staff turnover on performance in the Department
of Public Works, Roads and Transport, in the North West Province. Staff turnover
can hamper the running of the organization. The data collection method used is the
survey method, where a questionnaire was distributed to respondents. The outcome
of the study, based on data analysis and interpretation, shows that turnover impacts
negatively on the performance of both the organisation and employees. It was also
discovered that promotion to the next level on the career ladder, low salaries as
compared to private sector, and a lack of staff development are some of the reasons
why employees leave the department. Recommendations are presented, so that

staff turnover can be minimised and managed in future.
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Chapter 1

Plan of the study

1.1 Introduction

The study is about staff turnover in the department of Public Works, Roads
and Transport (DPWRT) in the Northwest Province. The workforce is one of
the important resources of any organisation. Government needs the
necessary skills and capacity to deliver on its mandate. This is however very
difficult because of high staff turnover, which appears to be a major problem
across different departments within government. Considerat amounts of
money is spent on recruitment and training of staff, only to lose them later to

other government departments or to the private sector.

This study concentrates on the effects of staff turnover in the DPWRT in the
North West Province. An investigation into the subject has suggested that
turnover in the department is high and it impacts negatively on the
performance of both individuals and the organisation as a whole. This
prompted the researcher to conduct an investigation on the topic, with the aim
of finding solutions to the problem. By observation, there has been too many
exits across government departments in the North West province. It has been
a struggle over the years for government departments to retain their valued
employees, those with the necessary skills and qualifications. This problem
has an effect on performance of both the organisation an d the individuals

within the organisation.

The literature reviewed in this study was obtained from academic articles,
books, the internet and other sources. Search engines like Google was also
used, where keywords were used to obtain more information on the research

topic and on different topics that will assist in the research.



The following sections of this chapter, chapter one, provides a background to
tt  problem statement, the problem statement, objectives of tt  study,
research design, plan of the study, and it closes with the summary of what
was discussed in the entire chapter, the value that the research will bring, and

the conclusion.

1.2 Background to the problem

The researcher has over the years, observed the mobility within the
organisation, specifically within the line functions of the organisation. Possible
causes of staff turnover are amongst other, company stability, the job, the
culture, the economy, characteristics of the job, unrealistic expectations, the
person, financial considerations, work environment, career development,
affirmative action and employment equity resistance to change, job-hopping,
leadership and management style, lack of communication, premature
departure.  Staff turnover organisations is an ongoing problem with
implications for staff morale, productivity, organisational effectiveness, and
implementation of innovation. Recent studies in public sector services ha
examined the impact of organisational culture and climate on work attitudes
(i.e., job satisfaction and organisational commitment) and, ultimately, staff
turnover. The present study examined full and partial mediation models of the
effects of culture and climate on work attitudes and the subsequent impact of
work attitudes on staff turnover (Aarons & Sawitzky, 2006).

Staff turnover has been a problem for organisations over the years. There are
many reasons that can lead to staff leaving, reasons like in instances where
there is a feeling of unfair treatment, or due to other dissatisfaction ranging
from remuneration to unbearable working conditions. Sometimes the
problem cant that people cannot perform their duties due to lack of skills.
All these must be addressed in order first before organisations can attempt to
deal with staff retention.



..1e DPWRT in the North West province has over the years experienced this
problem of too many exits, particularly in the infrastructure chief directorate.
This has a negative impact in the entire department as this is the directorate
which is core and fundamental in achieving the goals and objectives of the
department. If this chief directorate does not perform, then the department will
not be able to deliver. The department has also experienced problems with
regard to filling these posts as they became vacant. Adverts would be placed
in the newspapers but there were cases in which there was very little
response. The fact that the North West province is mostly rural and it is
perceived to be adding to the problem of the DPWRT not being able to attract
these core staff members, which is mostly professionals in the built

environment .

In the high turnover organisations in particular, a great deal of empioyee
turnover consists of people resigning or being dismissed in the first few
months of employment. Even when people stay for a year or more, it is often
the case that the decision to leave sooner rather than later is effectively taken
in the first weeks of employment. Poor recruitment and selection decisions,
both on the part of the employee and employer, are usually to blame, along
with poorly designed or non-existent induction programmes. The effects of
staff turnover can have very negative effect on both the performance of
individuals within the organisation and the department at large. Staff morale
can be affected, they can also be demotivated, and this will decrease
productivity.

1.3 Problem statement

It is important to analyse turnover as this will provide information that will give
management an indication of whether to act in order to improve retention
5. It can prompt further investigations to  itablish underlying causes ai
identify remedies (Armstrong, 2006:375). Thomas (2009) defines turnover as
the inevitable change in the employee population of an organisation. He

3



further states that turnover can be broken down into two types: voluntary
turnover and involuntary turnover. Voluntary turnover refers to an mnplo
choice to t¢ 1 e association with an organisation. Involuntary turnover

refers to an employee’s discharge by the organisation.

Tomas (2009) suggests that involuntary turnover happens for a number of
reasons, including a decline in corporate revenue, retirement, or career
changes. In every case, an employee’s departure is not a result of a negative
relationship with the employer. In most cases, involuntary turnover is
unavoidable and part of the cost of business and life. Voluntary turnover
occurs when the employee chooses to leave the organisation. In this case,
the organisation loses a valuable employee who has to be replaced.

Despite some definite measures that have been undertaken by the South
African government to address this problem, such as the introduction of the
scarce skills allowance, the recruitment of professionals from other countries
for the purpose of skills transfer, the introduction of a rural allowance and
other strategies, there still continues to be unacceptable levels of turnover
across the board in departments in the public service.

Some of the reasons for staff turnover are financial considerations, work
environment, career development, affirmative action and employment equity,
resistance to change, job hopping, leadership and management style, lack of
communication, grievance procedures (DPSA, 2006).

Over the years, it has been observed that staff turnover in the Department of
Public Works, Roads and Transport has come to a point that caused a
concern. This has prompted the researcher to look into the effects that
turnover will have on performance, for both the staff members and the

organisation.



The proble ... is that turnover is perceived to be affecting the departmental
performance negatively, and also, has an impact on the budget, particularly
recruitment and training costs. The research is important as it will t p
organisations, particularly government departments, to measure the impact
that staff turnover has on the performance of the individuals within the
organisation, as well as the performance of the organisation as a whole. to
know the effects that staff turnover has on performance of both the
organisation and the individuals within the organisations. This will also help
management to come up with strategies and ways of improving and managing

turnover.

The importance of conducting this study is to identify problems of high
turnover, because if the problems are known to management, they may be
dealt with. Remedial action could be put in place to reduce turnover, and
hence its negative effects on performance. This will also help the department
to reduce costs relating to recruitment, selection and training of staff. The
study will assist the department to see the need to come up with the best
retention strategies, which may in the process, help other departments to

benchmark on this one.

1.4 Research objectives

The objective of the study is to look into the effects of staff turnover on the
performance of both the organisation and the individuals within the
organisation. There is a high level of turnover in the department and it affects
performance negatively. This objective will be achieved by collecting data for
evident about the 1. Impact of lack of staff development programmes on
turnover, to examine whether remuneration has an impact on staff turnover,
2. To establish the effects of staff turnover on the departmental performance,
3. To establish the effects of staff turnover on individual performance, 4. To

establish if slow progression in terms of growth has an effect on turnover, 5.



To establish whether unfair implementation of Performance Management and
[  opment system has an fect on staff turnoy  and 6.To estab

whether staff retention strategies are effective.

1.5 Research design

According to Bless and Higson-Smith (2004:63), research design relates
directly to the testing of hypothesis. It is a specification of the most adequate
operations to be performed in order to test specific hypothesis under given
conditions. Research design addresses the planning of scientific inquiry —
designing as strategy for finding out something (Babbie, Mouton, Voster &
Prozesky, 2004 :72)

Research design seeks to address questions like:
e what is the study about,
e who is to be investigated?
e whatis to be studied?
¢ what data collection methods will be used?

The research design comprises of the organisation to be studied, the target
population, data gathering, and limitation of the study. The quantitative
research approach was used in this study.

The quantitative research approach was chosen and used in this study.
According to Bless and Higson-Smith (2004:156), “A quantitative research is a
type of research where a range of methods are used, which measure the
record and investigate the aspects of social reality”.

The quantitative research approach was chosen and used in this study.
According to Bless and Higson-Smith (2004:156), “A quantitative research is a
type of research where a range of methods are used, which measure the



rect d investigate the i | of cial ity". As Babbie, Mouton,
Voster and Prozeskey (2004:664) puts it, survey research involves
questionnaire construction, sample selection, data collection through either

interviewing or self administered questionnaires.

The organisation to be studied is the Department of Public Works, Roads
and Transport (DPWRT) in the North West Province. The core function of the
department is to provide and maintain all provincial land and building
infrastructure, to ensure that roads are maintained as well as the provision of
an integrated public transport system. The staff complement of the
department is 5,921.

Descriptive statistical techniques, such as frequencies and percentages, were
used analyse the data. Babbie ef al (2004:459) explains descriptive statistics
as a method for presenting quantitative descriptions in a manageable form.
Sometimes single variables are described, sometimes associations that

connect one variable with another are described.

1.6 Plan of the study

The study starts with an introduction section which provides the context of the
research, the background and the objectives of the study. Chapter two is the
review of literature. Different sources of information are used to get a detailed
review which will give context of the study. Chapter three is about the
research methodologies used to accomplishing the research objectives and or
dealing with the research problem. Chapter four is about the presentation,
analysis and interpretation of data collected. Appropriate statistical methods
are used to do the analysis. Chapter five is the discussion, recommendation
and conclusion.



1.7 Conclusion

Chapter one gave an introduction to the research as well as set a tone.
Problem statement was also discussed. Research objectives which is aimed

at giving the intent of the research were also provided.

The value that will be derived from this research is that it will assist
management in identifying staff turnover symptoms and help prevent turnover.
This study will also assist management with the improvement of staff
retention strategies, thus leading to saving costs related to recruitment. It is
vital for organisations, particularly government departments; to know the
effects that staff turnover has on performance.

The study will help managers to identify problems that lead to high turnover,
and they will also come up with ways of dealing with them. Strategies will be
put in place to correct the situation. These corrective measures should
reduce turnover and hence its negative effects on performance. All the other
areas that staff turnover impact on will also be addressed, these include

reduction of costs relating to recruitment, selection and training of staff.

The next chapter, which is chapter two, gives a detailed review of literature
on the study. Topics relevant to the research are looked into and discussed.
Key concepts are also discussed and interrogated. Research conducted on
the topic before is also looked at to ensure that this study has not been
conducted before, and that this research problem has not been dealt with

previously.



Chapter two
Literature survey

2.1 Introduction

Chapter Two comes after the introduction as laid in Chapter One. Chapter
One laid a foundation to the study. Chapter Two where literature is surveyed
to support what the researcher wants to investigate. Key concepts for this
research will also be discussed in this chapter. The research questions which

are based on the context of the literature as reviewed will also be discussed.

The area of research is staff turnover, specifically looking at the department of
Public Works, Roads and Transport. The problem statement is around the
effects of staff turnover on the performance of the department, for both the
organisation and the employees in the department.

The literature reviewed in this chapter was obtained from academic articles,
books, the internet, annual reports of the department, strategic plan
documents, the annual performance plan of the department as well as
different acts and policies of government. Google search engine was also
used, where keywords were used to obtain more information on the research
topic and on different topics that will assist in the research. The keywords that
were used are involuntary turnover, voluntary turnover, retention,
performance, performance management, job satisfaction, motivation,

productivity, costing of turnover, monitoring.

The sections that follows in this chapter present the topics arising from the
literature reviewed. The topics are employee turnover, staff retention,
performance management, good turnover, causes of turnover, managing staff

turnover, monitoring and performance evaluation, motivation. Research



questions are then constructed and presented. ..e last part is the

conclusions drawn from the literature review.

2.2 Definition of key terms

2.2.1 Employee turnover

Employee turnover can be split into two categories: voluntary and involuntary.
Voluntary turnover arises from individuals leaving organisations for their own
reasons; involuntary turnover involves redundancy or dismissal. Voluntary
turnover ("quitting") is normally unplanned as far as the organisation is
concerned. Strategically important individuals can leave at awkward times,
creating further expensive consequences for a business. There is also a
tendency for high proportions of new recruits to leave during the first few

months of employment - the so-called 'induction crisis' (Thomas, 2009).

2.2.2 Staff retention

Employee retention refers to all the strategies, action plans and methods used
to retain talent, or valuable employees in the organisation in order to achieve

and sustain competitive advantage (Ehlers, 2006).

2.2.3 Performance management

Performance management is also one of the factors to consider. |If
performance is not well managed, employees may become unhappy. This
may lead them to thinking that the process is unfair and this may lead to them
opting for an exit. Organisations must have a performance management
system in place. This will assist in measuring employee performance,
performance goals will be mutually agreed upon, feedback will be two-way,
training ne Is will be identii 1 and ti will t ) (L :nzo &
Robbins, 2005:245).

10



2.3 Staff turnover in context

Staff turnover is the movement of people into and out of the organisation.
According to Jaros, 1997 (cited in Bellou, 2007) intention to leave refers to an
employee’s tendency to stop being an organisational member. The impact of
staff turnover has over the years been researched, but there has not been
much of a realisation of It is important to analyse turnover as this will provide
information that will give management an indication of whether to act in order
to improve retention rates. It can prompt further investigations to establish

underlying causes and identify remedies (Armstrong, 2006:375).

High staff turnover affects morale and productivity of those who remain
(Hayes, O’Brein-Pallas, Duffield, Shamian, Buchan, Hughes, Laschinger,
North & Stone, 2005). High turnover can also be expensive because the
organisation must spend a lot of money on recruitment and training of new
employees. Staff turnover increase costs and limits optimal organisational
functioning (Aarons and Sawitzky, 2006). It is therefore important to control
this by keeping good employees. This can be achieved by making the
organisation a place they want to stay. Low voluntary turnover can be seen
as a sign of culturally and financially healthy organisation (Thomas, 2009).

Bondigas (2010) also maintains that a high voluntary rate can be a symptom
of the company’s overall health. He also maintains that high turnover in an
organisation can be an indication of employee dissatisfaction with the
organisation providing what employees need and desire in a place of work.
Dissatisfaction can be caused by lack of resources, less rewarding work
conditions, lack of support from supervisors and co-workers, heavy workloads
all produce dissatisfied employees (Mueller & Wallace, 1996, Tyler &
Cushway, 1998) cited in Mor Barak, Levin, Nissly and Lane, 2005. Good
companies try to keep the number of voluntary turnovers to a minimum. Even
during tough economic times, companies prefer to keep their most talented
help (Bondigas, 2010).

11



It has been proved by Pinkovitz, Moskal and Green, 1997 (cited in Senter &
Martin, 2007) that turnover costs organisations as much as 12% of payroll.
Organisations that employ part-time workers also have a problem with
turnover, because even though it is less costly to employ part-time workers,
the high rate of turnover offsets the low costs of recruiting them (Senter &
Martin, 2007). Across organisational types, staff turnover increases costs and
limits optimal organisational functioning (Aarons G.A, Sommerfeld D.H, Hecht
D.B, Silovsky J. F, Chaffin M.J, 2009).

Osterman, 1987 (cited in Ton & Huckman, 2007), upholds that what is
important is not whether turnover has positive or negative effects on
performance, but rather under what conditions it is more harmful or beneficial
to the firm. One of the most commonly noted moderators of performance are
the nature of the task being performed (Ton & Huckman, 2007).

2.4 Types of turnover

Voluntary turnover occurs when people choose to leave the job, while
involuntary turnover occurs when the employer removes a worker from the job
(Lambert & Paoline, 2010). In addition to this, not all turnovers are bad. Lee,
Gerhart, Weller and Trevor (2008) maintain that voluntary turnover occurs
when employees leave the organisation deliberately, while involuntary
turnover occurs when employees leave the organisation without choosing to
do so. Involuntary turnover includes retrenchments, retirements and deaths

amongst others.

It is worth noting that not all staff turnover is bad. There is good turnover and
there is bad turnover. Good turnover may be when those employees who are
not performing decide to leave the organisation. Sometimes you find
employees who are not trainable and are not willing to go an extra mile, those

who are not committed to the organisation. Bad turnover can be when the

12



organisation looses those employees that are hardworking and are
instrumental in the progress and productivity of the organisation, those who

are performance driven and committed (Sullivan, 2009).

2.41 Good turnover

Unproductive staff, for example, can also leave the department and this
cannot be a negative thing for that organisation. Staff turnover must therefore
be viewed not only as negative, but with the view that it can be positive as
well. Turnover is good when poor performers leave the department, and they
are replaced with good-and innovative ones. The other advantage to this is
that the remaining employees have an opportunity to get promoted.
Replacements can also be done at lower wages and benefits (Sullivan,2009).

Moderate levels of staff turnover can however also help to reduce staff costs
in organisations. There are situations where posts are no longer needed, so
after a person retires, the post is usually abolished. This can be in the lowest
post levels or in the strategic posts where projects have been completed and
where posts were based on contracts of a certain limited period. This situation
is mostly in those departments that make use of consultants or professional

service providers (Phillips, 1990).

2.4.2 Bad turnover

Turnover is bad when the organisation loses it valued employees and also in
turn have to spend money on recruiting replacements. A lot of time is spent
on the recruitment and selection processes, and on training of those
replacements. Remaining employees may also feel demoralised. The other
bad aspect of bad turnover is when the leaving employees take business from

the organisation (Sullivan, 2009).

13



2.5 Causes of turnover

There are many reasons why people may choose to leave the organisation.
These may include better career opportunities, increased compensation and
to broaden the current tasks. Involuntary turnover can also happen, where a
person may be asked to leave for reasons including poor performance or an
inappropriate behaviour, retirement, company benefits, employee attendance
and job performance. Other reasons may include lack of respect, late
performance review and poor communication, amongst others (Bondigas,
2010).

2.5.1 Company Stability

Where there is no stability, companies would find it difficult to keep its skilled
labour or its talented employees. Employees want assurance that their jobs
will exist in the coming months and years, and will look elsewhere if their
company is struggling. Should there be any suspicion of instability, employees
will go and look elsewhere (Bondigas, 2010).

2.5.2 The Job and job satisfaction

An employee may be willing to sacrifice a high-wage job for one with more
potential for growth. Besides the chances for promotion, a talented worker
may want to work in a job where he can best use his skills and improve on
them. The employee may want a job where there is less repetition, more
status and more of a feeling that he or she is doing something important
(Bondigas, 2010).

Job satisfaction also has a relationship to turnover because if people are
satisfied and happy in their jobs, then they are less likely to leave the
organisation. If people are not happy they may search for more attractive and

varding alternative jobs (Lee, 2000). Cranny, Smith and Stone (1992)
(cited in Lambert & Paoline, 2010), ¢ ine job: stion 5 referring to 1

employee’s effective or emotional response to his or her particular job.

14



«.ganisational commitment is also important. Allen and Mayor, 1. _)J (citedin
Bellou, 2007) state that commitment is a physiological state that binds the
individual to the organisation. This comprises of affective, continuance and
normative commitment. Employees who for any reason have a sense of
commitment and belonging to the organisation tend to want to stay rather

than leave.

2.5.3 The Culture

Organisational culture is a system of shared values and beliefs that influence
worker behaviour Ehlers (2006). Even if the job and the pay are adequate, a
talented employee may not like a company's culture. She may choose an
environment where she is allowed to make her own decisions on the job,
instead of just blindly following orders. She may want a job where

performance is rewarded and satisfying.

2.5.4 The Money or the economy

With everything else equal, such as a good work environment, benefits and
job satisfaction, the employee will go where the money is. Card and Kruger’'s
1994 case study (cited in Morrison, Papps & Poot, 2005) indicates that the
impact of minimum wage increase increased the employment in fast food
outlets in New Jersey, United States. He will likely accept a better offer,
though if he likes his current employer he could use this as a bargaining chip
to get a raise, or other benefits. There can be counter offer and the employee
may choose to accept it and stay.

2.5.5 The characteristics of the job

Some jobs intrinsically mo  att :ti than othe A job's attracth w 3
will be affected by many characteristics, including its repetitiveness,
challenge, danger, perceived importance, and capacity to elicit a sense of
accomplishment. A job's status is also important, as are many other factors.

Hayes et al. (2005), maintains that there are eight job satisfaction factors,

15



which are extrinsic rewards, scheduling, family/work balance, co-workers,
interaction, professional opportunities, praise/recognition, and control

responsibility.

2.5.6 Unrealistic expectations

Another factor is the unrealistic expectations and general lack of knowledge
that many job applicants has about the job at the time that they receive an
offer. Where an employee realises that the job is not a challenging as
expected, or where rewards are not as expected. When these unrealistic
expectations are not realized, the worker becomes disillusioned and decides
to quit. Expectations are often raised too high during the recruitment process,
leading people to compete for and subsequently to accept jobs for which they
are in truth unsuited. Organisations do this in order to ensure that they fill their
vacancies with sufficient numbers of well-qualified people as quickly as
possible. (Griffeth, Hom, & Gaertner, 2000).

2.5.7 The person

In addition to the factors listed above, there are also factors specific to the
individual that can influence turnover rates. These include both personal and
trait-based factors. Personal factors include things such as changes in family
situation, a desire to learn a new skill or trade, or an unsolicited job offer. In
addition to these personal factors, there are also trait-based or personality
features that are associated with turnover. These traits are some of the same
characteristics that predict job performance and counterproductive behaviours
such as loafing, absenteeism, theft, substance abuse on the job, and
sabotage of employer's equipment or production. These traits can be
measured and used in employee screening to identify individuals showing

lower probability of turnover (Phillips, 1990).
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2.5.8 Other yns for staff turnover

In addition to the reasons stated above, other reasons include reasons of
financial considerations, work environment, career development, affirmative
action and employment equity, resistance to change, job hopping, leadership
and management style, lack of communication, grievance procedures (DPSA,
2006).

2.5.8.1 Financial considerations

Many people leave organisations for better salaries elsewhere and/or better
incentives. In the Public Service, this can be prevented or curbed by offering
staff who excel some rewards and to counter offer when they want to leave
organisations (DPSA, 2006) . Tying pay to performance can help the
company elicit specific activities and level of performance from employee Noe
et al 2006 (cited in Mudor & Tooksoon, 2011 ).

Financial performance rewards is also an important consideration to make.
Performance appraisal can have a positive effect on performance and quality
when the system is designed with Total Quality Management in mind,
(Brewster, Dowling, Grobler, Holland and Warnich, 2000).

2.5.8.2 Work environment

Poor working environment can lead to employees being unhappy and this can
lead to them looking for better jobs elsewhere. Other reasons that relate to
poor work environment that can lead to people leaving tI r organisations is
low morale, little motivation, lack of strategic direction, lack of leadership and
communication, poor work challenges and lack of empowerment of
employees. In order for staff to be motivated, good performance must be
rewarded. ..is will lead to increasing staff morale and also for staff to even
perform better. Management must also ensure that they lead by example,

thereby giving employees a sense of belonging and ownership in their
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respective jobs. This will give employees a sense of involvement of their

n a¢ s.

In instances where employees are struggling in performing their tasks, there
should be proper and relevant training provided. This might otherwise lead to
this particular employee thinking that he or she cannot perform thus will lead
to him or her leaving the organisation (DPSA, 2006).

2.5.8.3 Empowerment or career development

—npowering employees is one other way of making them happy.
Empowerment is the process of enabling workers to set their own work goals,
make decisions and solve problems within their sphere of influence Analoui
(2007:232). Career development and lifelong learning activities in nursing
promote job satisfaction, increased retention of nurses and enable continued
provision of high-quality care. Organisations that do not provide career
development to their staff risk losing them in the sense that they will begin to
look at those organisations that provide that for their staff. Staff may feel that if
they are not given career development opportunities, they might be deficient
and won'’t be able to be on par with their counterparts elsewhere.

Departments must have a workplace skills plan, where all employees will be
given an opportunity to go on training in order for them to sharpen their skills
and for them to perform better. This can be viewed by employees as a form
of reward in a sense, as this will benefit not only the organisation, but the
individual as well, even long after they leave the department or organisation
(DPSA, 2006).

2.5.8.4 Affirmative action and employment equity

There is a high competition for jobs as a result of affirmative action because
of the changes in the South African labour market. This leads to employees
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leaving from one organi: ion the her by those who have acquired the

necessary skills needed for those jobs (DPSA, 2006).

2.5.8.5 Resistance to change

All organisations go through change at some point. Some employees in
organisations are resistant to this change when it happens, and some may
decide to leave. The most common reasons for this are fear of the unknown,
self interest, economic insecurity, mistrust, failure to recognize the reasons

why change is necessary (DPSA, 2006).

2.5.8.6 Job-hopping

Job-hopping refers to moving from one job to the other. This is easier for
those employees who have the necessary skills as it enables them to do so
with ease, either through promotions or by moving from one department to
the other (DPSA, 20086).

2.5.8.7 Leadership and management style

Skilled employees may decide to leave organisations if they feel that the
management style is not empowering. Some managers can make it difficult
for employees to grow by not properly assessing their performance. This can
lead to those managers failing to identify development opportunities for their
managed (DPSA, 2006). Managers who value staff contribution promotes
retention, (Hayes et al, 2005). It is important for management to have good
working relations with their managed, with a management style that facilitates

rather than directs.

2.5.8.8 | :k of communication

Departments should have proper communication channels so that in cas:
where employees are dissatisfied, they can be able to lodge their complaints,
which must be addressed and dealt with properly. If there is lack of
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communication, staff members may become confused and suspicious, and
this may lead to them not knowing what is expected of them. Poor
communication, just like lack of respect, poor performance review system,

poor rewards, can also contribute to reasons for leaving (Messmer, 2001:13).

2.5.8.9 Premature departure

In the high turnover organisations in particular, a great deal of employee
turnover consists of people resigning or being dismissed in the first few
months of employment. Even when people stay for a year or more, it is often
the case that the decision to leave sooner rather than later is effectively taken
in the first weeks of employment. Poor recruitment and selection decisions,
both on the part of the employee and employer, are usually to blame, along
with poorly designed or non-existent induction programmes (DPSA, 2006).

2.5.8.10 Recognition and rewards

Recognition and rewards can be an effective means of rewarding behaviour
and emphasizing the importance of contribution and performance (Dubois,
Rothwell, Stern, & Kemp, 2004:169). There should be rewards for good
performance, as well as recognition for example, for long service. this can be

encouraging and motivating to employees.

2.6 Minimising employee turnover

In order for organisations to retain their staff, they may have to make some
policy changes. This can be done by improving existing policies or by
changing them (Ongori, 2007). Hiring the right people and keeping them in the
organisation is a challenge but must be done to reduce employee turnover.
Management should ensure that there are enough resources that will enable
them to meet the requirements of the job. It is also very important that staff is
trained in order for them to perform their jobs effectively and meet their job

standards.
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Good performance should in turn be rewarded, either financially or otherwise.
It is also important that there | proper communication between workers and
manac  3nt within the organisations. This will help management in knowing
the concerns of their managed, and also the managed will be able to
understand the expectations of their managers.

On this breath, line managers and the human resource components must
work hand in glove to ensure that key staff is retained in their organisations.
Managers must also take cognisance of the fact that, in improving turnover,
factors such as training, empowerment, performance appraisal as well as
compensation, must all be brought in together and implemented correctly.
This will contribute to retention of staff (DuBrin, 2003:272).

2.7 Managing staff turnover

Organisations invest a lot of money on their employees in terms of induction
and training, developing, maintaining and retaining them in the organisation.
Managers must therefore minimize employee turnover (Ongori, 2007).
Turnover can be managed and reduced through proper performance
monitoring and evaluation (Reilley & Williams, 2003), improved and pleasant
work environment, consultation, involvement of staff, increase in productivity,
improvements, desirable changes (Sutherland and Canwell, 1997), as well as
training and development.

It is important to analyse turnover as it provides information that will indicate
whether there is a need to take action to make improvements. It will also
assist to establish underlying causes and identify remedies (Armstrong,
2006:375). In order for organisation to manage turnover effectively and
efi itly, and to improve it, the following factors needs to be closely looked
at and addressed:
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2.7.1 Monitoring and performance evaluation

iction 27(4) of the Treasury ..2gulations and 36(5) of the . ublic Finance
Management Act talks about the responsibility of the accounting officer of an
institution regarding performanc monitoring and evaluation. Section 5.3.1 of
the Treasury Regulations says that the accounting officer of an institution
must establish procedures for quarterly reporting to the executive authority to
facilitate effective performance monitoring, evaluation and corrective action.

Performance should be monitored regularly, for both the organisation and the
individual employees within the organisation. This will assist the organisation
to establish whether it is on track towards achieving its set goals or not, and
where it is not, reasons for deviations must be established and corrective
measures must be taken to correct. ~The same goes for individual
performance. ~ ich and every employee’s performance should be assessed
on a regular basis so that good performance can be rewarded and poor
performance can be corrected by training and developing the poor performer.

2.7.2 Improved and pleasant work environment

A pleasant working environment can have a positive impact on productivity.
When the environment is conducive to work in, employees will be encouraged
to go an extra mile in conducting their business. Satisfaction can also be
improved. There are programmes within the department, which are aimed at
improving the working environment, thus creating a good and pleasant
working environment. One such programme is the employee health and
wellness programme, which is attached to the human resource directorate of
the department. Another way of motivating employees is to offer them
financial incentives for performance. Linking performance to pay improves
performance and value for money (DuBrin, 2003:331).

Factors that can bring job dissatisfaction may be pay, relationships at work,
supervision, company policies, physical working conditions, the availability or
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non availability of fringe benefits as well as lack of training opportunities. It is
therefore important that employees are satisfied, 3 the greater the job
satisfaction, the less the likelihood that the individual will leave the
organisation (Lee, 2000). Salary survey information must be reviewed on a
regular basis as it can help ensure that salary benefits and packages are on
par with those of the competition (Rose, 2001).

People placed in work environments that “fit” are more likely to intrinsically
enjoy their work. The reverse is true for those placed in work environments
that do not “fit". For these employees, normal daily work occurrences may be
unpleasant and interpreted more negatively, thus resulting in negative
outcomes such as boredom, poor work performance, and lack of satisfaction
(Westerman & Yamamura, 2006).

2.7.3 Consultation and communication

It is important to consult and communicate developments, changes, and any
other relevant information to employees in order to bring them on board with
what is happening in the organisation. Feedback is also important because
employees may use this as a measure of whether the organisation is

improving or whether performance is going down.

2.7.4 Staff involvement

When staff is involved in the running of the department, they may develop a
sense of belonging. Employees must be involved even in the planning
processes of the department, so that when they have to report on the
achievement or progress on the achievement of planned activities, then it's
not a new thing for them. The importance of organisational commitment lies
in the relationship between the organisation and the individual, and the extent
to which commitn 1t to an orgar tion promote tt  pc thv  work
behaviours (Lambert & Paoline, 2010).

Employees must be given a voice in making decisions about their work.

These include decisions about administrative matters, work schedules and
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other matters ing to their jobs (4 1iloui, 2007:232). Provision of
recognition is also .. _portant. Employees e likely to stay if their contributions

are considered.

2.7.5 Increased productivity

Motivated and happy employees may mean that there will be increased
productivity. It is important for organisations to ensure that its employees
work in an environment that is acceptable in order for them to be productive.
Turnover has a negative impact on staff morale, short and long-term
productivity, as well as organisational performance (Gray, Phillips, &
Normand, 1996, Jayaratne & Chess, 1984; Mowday, Porter, & Steers, 1982)
Cited in Aarons and Sawitzky, 2006.

2.7.6 Training and development

According to Noe et al. (20086), training and development focuses on the
orientation of the learning intervention. Analoui (2007:353) explains training
as consisting of learning capable for improving employee performance, giving
knowledge changes, skills changes and attitude changes. He further states
that it includes experiences intended to meet the job needs, it prepares one
for career movement, rectifies knowledge or skills defic 1cies and invoke

new insights or even create new knowledge.

Training needs analysis is the first stage in the training process and it involves
procedure to determine whether training is needed and whether it will add ;s
the problems which have been identified. The next steps, which is step two
and three involves the design and the development of training (MANCOSA
MBA, 2006:96).
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2.7.7 Motivation

Motivation is a hypothetical construct, we cannot see it or feel it, we can
observe the effects or by products that are indicative of differing levels of
motivation (Sutherland & Canwell, 1997:210) Employees must be made to
feel that their work is meaningful and beneficial to the organisation, that their
contribution towards achieving organisational goals is meaningful and
important (Schaefer, 2005).

There are two types of motivators, intrinsic and extrinsic Ehlers (2006:2.12).
the most important of the two is intrinsic motivation, which is derived internally
by an employee from happiness with his or her working circumstances.
Intrinsic motivators may have to do with the employee’s individual situation or
with the environment as a whole. Creating the right organisational climate for
an employee to be able to sustain a very high level of intrinsic motivation is
the best reward an employer can provide (Ehlers, 2006).

Each and every employee needs motivation, regardless of the size of the
company. They do this in order to be more effective and efficient (Analoui,
2007:221). Motivation also is an important consideration when coming to
managing staff turnover. According to Analoui (2007), each and every
employee needs motivation, regardless of the size of the company that they
are working for, in order to be more effective and efficient. Motivation is
perceived to be having a direct link to staff commitment and their ability to
attain better productivity. Employees can be more committed if they are
motivated.

Motivated employees can become committed and have a strong desire to stay

intl  organisation. This is so because they feel thattt ' should stay in on

for them to continue to tt r contribution to achiee nent of organisational

goals, which they relate with. When employees work in an organisation that

provides an environment of promote the ideals and goals of a specific

occupation, their organisational and occupational commitment will be
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heightened (Ayree and Tan, 1992; Cohen, 2000) cited in Chang, Chi and
Miao, 2006). Another factor is that if employees are involved in the running of
the organisation, they will identify with the overall goals of the organisation
and they will make a bigger effort in trying to contribute towards achievement.

Simply put, motivated and satisfied employees perform better.

2.7.8 Theories of motivation
2.7.8.1 Hertzberg’s motivation / hygiene theory

Hertzberg suggest that only motivators cause employees to exert more effort
and thereby enhance employee performance (Mathis & Jackson, 2004:88).
This theory divides factors related to the working environment into two
separate categories, namely motivators or satisfiers, and the other one is
hygiene or maintenance factors. Motivators are those elements that can
produce satisfaction, and they are achievement, responsibility, recognition,
promotion prospects and the work itself.

2.7.8.2 Vroom’s expectancy theory

Satisfaction of needs is based on the individual's belief or feeling of how their
efforts may be translated into an outcome that will bring them the desired
reward. Most will base their behaviour on what happened in the past.
Managers need to tell their managed exactly what to expect, particularly in the
case of the introduction of new working practices. Employees must be able to
see why and how their efforts are translated into rewards. Rewards should
also in turn satisfy workers’ needs (Sutherland & Canwell, 1997).

There are factors characteristics that may encourage motivation, one of them
being giving employees a variety of tasks, introducing job rotation, wherein
different surroundings can have a positive impact on performance,
independence on how tasks should be handled (Sutherland & _anwell,
1997:278).
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2.7.8.3 Maslow’s hierarchy of needs

According to Maslow, human needs can be classified into a few categories
and arranged into a hierarchy. Needs that are on at the bottom part of the
hierarchy are considered to be more essential to survival, while those higher
in the hierarchy are about personal development and realisation of one's
abilities (Lee, 2000). Motivation for growth, which is the concept of growth
needs strength, derives from Maslow's theory of human motivation (Lee,
2000). Hackman and Oldman, (cited in Lee, 2000) has used the concept of
growth need in the job characteristics model, which suggests that employees

respond to job characteristics based on their growth need strength.

2.8 Measuring employee turnover

It is important for organisations to measure their employee turnover. This can
be done on a month to month basis or on a quarterly basis. Organisations
can decide on the frequency of the monitoring and evaluation of this . The

formula that can be used is:

Total number of leavers x 100 / Average total nhumber employed over a

period

The total figure includes all leavers, even people who left involuntarily due to
dismissal, redundancy or retirement. It also makes no distinction between
functional (i.e. beneficial) turnover and that which is dysfunctional. Crude
turnover figures are used by all the major surveys of employee turnover,
including the major Chartered Institute of Personnel and Development (CIPD )
and CBI surveys that are « ried out h ar, sott r are nec isary for

effective benchmarking purposes.
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However, it is also useful to calculate a separate figure for voluntary turnover
and to consider son of the more complex employee turnoy  indices which
take account of characteristics such as seniority and experience (Philips,
1990:56). According to Beardwell (2001:135), a 25% turnover is usually
acceptable. It should begin to worry organisations if the rate starts to grow
beyond 30%.

2.9 Costing employee turnover

Most of the time, the costs attributed to employee turnover are not recorded
within the organisation and are not presented to top management
(Philips,1990). Employee turnover does have financial implications for
departments. There are additional costs relating to laying off and recruiting

new employees.
Costs can be attributed to:

» Redundancy and administrative costs associated with the leaver's
separation from the company

« Administrative costs associated with creating a vacancy
« Costs of covering the vacancy until it is filled
» Advertising, agency or online costs for the vacancy
« Costs involved in the selection process
» Induction and training costs
o Exit costs
All the costs affected by turnover are :-
e Administration of the resignation
¢ Recruitment costs
e Selection costs
o Costof coverii _duringtlt } iodin which thereis vacancy

e Administration of the recruitment and selection process
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¢ Induction training for new employees

Many of these costs consist of management or administrative staff time
(opportunity costs) but direct costs can also be substantial where
advertisements, agencies or assessment centres are used in the recruitment
process. More complex approaches to turnover costing give a more accurate
and invariably higher estimate of total costs. A widely quoted method involves
estimating the relative productivity of new employees during their first weeks
or months in a role and that of those who resigned during the period that they

are working their notice.

2.10 Organisational performance and staff turnover

The performance of the organisation can be negatively affected by turnover.
This can happen where employees who leave the department are those that
possess the necessary skills that can enable the department to achieve its
goals and fulfil its mandate. This may lead to projects being suspended or
where quality of outcomes is compromised. This is problematic because
much as it is difficult to retain these people, it is also very difficult to attract or
recruit those kinds of skills. It is also very costly to employ people with those
skills, for instance it takes a long time to fill those posts as and when they
become vacant. There have been instances where job adverts are repeated

in the media because there were no responses from possible applicants.

2.11 Factors affecting individual performance

There are three major factors that affect how a given employee performs.
Tl arforn _abilityand effc (N his&. b Hnilidt.,
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Figure 1: Factors affecting individual performance (Mathis & Jackson
2004:85)

- o

2.11.1 Expanded effort

In order for employees to increase effort and be committed, they need to be
motivated. This will have a positive impact on productivity, efficiency and
effectiveness (Mathis & Jackson, 2004:85).

2.11.2 Individual ability

It is important for organisations to employ good and competent people, and to
retain them. If there are any skills gaps, there should be empowerment
programmes in place which must cater for these gaps (Mathis & Jackson,
2004:85).

2.11.3 Organisational support and commitment

Management and supervisors must ensure the is continued support for tt r
managed, and this can be done first buy suringtl resourc 1 :ded e
available, so that it becomes easy for them to perform their duties and

contribute towards achieving organisational goals (Mathis & Jackson,

30



2004:85). Lambert, Hogan and Griffin (2007) maintain that the importance of
organisational commitment | ; in the complex relationship between the
organisation and the individual and the extent to which commitment to an

organisation promotes other positive work behaviors.

Quarles, 1994 (Cited in Muliawan, Green and Robb, 2009), applied a model
used to investigate turnover intentions of general auditors and accountants,
surveying members of the EDP Auditors Association employed in public
accounting, industry, and government. In his study, he reported that both
organisational commitment and job satisfaction have inverse effects on

turnover intentions.

2.12 Staff retention as intervention

Due to the fact that turnover can have an impact on performance of the
organisation, especially on stability, profitability, productivity and the overall
achievement of goals of the organisation, retention becomes important
(Denvir & McMahon,1992). Retaining trained and qualified employees can be
very challenging. Staff retention refers to the ability of an organisation to
maintain best possible staffing levels necessary to ensure efficient and
effective service delivery at all times. Organisations can achieve this by
ensuring that staff members remain satisfied within their jobs, and also that
working conditions are conducive for working. Keeping staff motivated is also

vital so as to encourage staff to remain at that particular organisation.

Staff retention strategies should be brought in as an intervention, and then be
put in place to alleviate the problem. Other factors that may contribute to the

improvement of staff retention are:-
o Realistic job p riew presentation
. 1 d trainir

e Ca rdevelopment 1d planning
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e Good employee relatiol

Employing the above mentioned factors in a positive way will lead to
motivated staff and improved working environment, thus making a contribution

towards good retention.

Organisations experiencing high staff turnover must come up with ways of
retaining their staff, especially in areas where staff turnover can lead to the
underperformance of the department or the organisation. Retaining staff can
be very beneficial to organisation, in the sense that there will be continuity and
stability. There will be cost savings also because recruiting and training new
employees time and time again is a very costly exercise. There also must be
a business culture where staff or employees feel they belong or are worthy in
the organisation and this can lead to them taking pride in the business.

2.13 The focus of staff retention

Staff retention focuses on both attracting employees to join the organisation
through different focused recruitment strategies, as well as keeping those who
are already employed. ..is especially focuses on employees with skills that
are crucial to the organisation. The aim is to ensure that these key people
stay with the organisation and that wasteful and expensive levels of turnover
are reduced (Armstrong, 2001:208).

Staff retention also has a strong focus on the psychology of workers and how
motivated they are. The more compatible an organisation’s goals are to the
employee’s expectations and personal preferences, and the more the
organisation does to motivate the employee and meet these expectations and
preferences, the more likely the employee will choose to stay. Emplo s
then see their work as worthwhile and important and they also see
themselves as personally accountable for performance outcomes and task

execution. Performance monitoring also helps them in the sense that they get
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feedback about the guality of their work and their individual performan:  thi
allowing them the latitude to improve and even excel in their performan

2.14 Improving employee retention

Organisations must then come up with strategies that will help in retaining
their staff. In doing this, they will be saving their organisations money and
time. Organisations must have retention policies and may use contracts that
will bind these employees to a number of years before they can think of going
elsewhere. As Philips (1990) puts it, the first two steps to take when
developing an employee retention strategy are to find out:

o Why employees in hard to recruit groups are leaving

o What employee turnover among these groups is costing your

organisation.

Obtaining accurate information on reasons for leaving is harder. Where exit
interviews are used it is best to conduct them a short time after the employees
hand in their notice. The interviewer should not be a manager who has had
responsibility for the individual and who will not be involved in future reference
writing. Confidentiality should be assured and the purpose of the interview
explained. Alternative approaches involve the use of confidential attitude
surveys which include questions about intention to leave and questionnaires
sent to former employees on a confidential basis around six months after their

departure.

A retention strategy can then be developed focusing on particular causes of
turnover in your organisation. It is also worth considering the following
elements, all of which hax been shown to play a pt tive role in improving

retention:
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2.15 Elements of improving retention

Philips (1990) states that in order for employers or organisations to come up

with a retention strategy, the following should be done:

Vi.

During the recruitment stages, prospective employees should be told
what they should expect in the new job. Expectations should not be
raised where employees will be given an impression about their jobs
only to find something different from what they expected.

Management within the department should take responsibility for the
movement of the staff within their respective components. This should
be a monitoring tool that encourage managers to motivate their staff
and to encourage them to stay within the organisation. Managers who

can achieve that must be rewarded.

Employees should be encouraged to develop themselves so that they
can better perform their jobs. This will also give an employee a better
chance to get a promotion should such an opportunity avail itself.

There should be systems in place that will give employees a platform to
communicate their problems, like the unions. Management should also
ensure that performance appraisals take place regularly as expected
by employees, as well as employee satisfaction surveys.

Management flexibility is also advices, where employees can be
allowed to work flexi hours if possible. Employees will appreciate it if
they can be allowed to structure their work hours in order for them to
be able to accommodate their other responsibilities outside work

parameters.

Results or performance outcomes should be used to measure the
individual's ability and this should be used as a measure of
commitment 1 ti 1 long hours of work whic ¢ t isarily
bear good results.
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vii. It is important for management to ensure that their managed feel
secure in tl rjobs. This will assist in curbing or reducing turnover i
employees will be feeling that their jobs are secure.

viii.  Management must ensure that they treat their managed fairly and
without discrimination. Fair treatment should be practiced in all areas

in the workplace, including in the distribution of rewards.

2.16 Strategy development

Organisations need to come up with strategies that will help them to retain
their staff. This means that there should be retention strategies in place. The
development of an employee retention strategy usually follows five steps,
namely awareness, analysis, strategy formulation, strategy implementation

and strategy management (Ehlers,2006).

The awareness phase is where there is a realisation that the organisation is
losing too many staff members in those areas that are core to them, where
they cannot afford to. The first two steps to take when developing an
employee retention strategy are to find out why employees in hard to recruit
groups are leaving and what employee turnover among these groups is
costing the organisation. Obtaining accurate information on reasons for
leaving is harder. Where exit interviews are used it is best to conduct them in

a short time after the employees hand in their notice.

The interviewer should not be a manager who has had responsibility for the
individual and who will not be involved in future reference writing.
Confidentiality should be assured and the purpose of the interview explained.
Al" nath approaches in® ~ the use of confi’ W  attitu Irve  whi

include questions about intention to leave and questionnaires sent to former
employees on a confidential basis around six months after their departure.
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Based on the inforn ion gatl ed, a retention strategy can then be
developed focusing on particular causes of turnover in the organisation
(Ehlers, 2006).

2.17 Key steps in staff retention management

According to Johnson (2007), there are ways that can be used to improve

staff retention, as discussed below:

2.17.1 Analysing staff mobility and turnover trends

The first step in looking at why employees leave organisations is to do the
following:-

i) Assess staff morale

Management must make it a point that they know how employees within their
organisations feel about the organisation, them as managers, and the nature
of their work. A survey can be done in order to find these out. This will assist
management in acting in time, in being proactive and not to wait for a situation
to be endemic before. in cases where they as managers find out that the staff

morale is low, they will have to come up with ways to remedy the situation.

ii) Conduct exit interviews

It is important to conduct exit interviews with the view of finding out why staff
leave the organisation. The results of the interviews must then be analyzed
and feedback be given to the relevant line managers as soon as possible.
This will assist in preventing further future exists as well because managers
will now be in the know of what the problem is, using history as their basis.
n K il tiny 1 why )
leave through exit interviews may provide some information but they are

unreliable.
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iii) Interv v lidates whoturn(« vnjob fers

It might be useful for managers to interview candidates who turn down job
offers and counter offers. These people are likely to give honest answers as
they have nothing to lose. Managers will then also as in above cases, be able
to take appropriate steps in ensuring that these problems do not show up

again in future.

2.17.2 Benchmark with other employers — one of the reasons why staff
leave is because they are attracted by competitive salaries, better career
growth opportunities, and better incentives that other employers offer.
Benchmarking will help in finding out the gaps that exist between the
department and what other employers offer. This allows for improvement of

staff turnover.

2.17.3 Analyse the information and look for trends - looking at the
information gathered, a proper analysis needs to be made. Managers need
to look at what causes employee turnover, at whether the causes are
avoidable, what are the turnover rates for specific employee groups for
occupational groups, what are the root causes of staff losses and where do

leaving employees go to, as well as who the competition is.

2.17.4 lIdentifying the skills to be retained

It is important for managers to know which employees should be prioritized
when identifying skills. This is important for the reason that staff turnover can
allow for new ideas to come into the department and for the development and
promotion of those staff that remain. When prioritising skills, it is important
that departments classify skills that they need to hold on to. Classifying skills

key in ensuring a focused and cost-effective retention stra jy.

Which skills need to be retait 1? - The skills that are to be targeted are
those needed to realize and meet the service delivery needs of the
department and the department’s primary mandate.
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How are these identified? — this can ! done through proper consultation

between line managers and personnel practitioners.

Classifying skills — Skills must be classified as scarce, valued or high risk.
This makes it easier to identify which skills need to be prioritised. Scarce skills
are those skills that are needed to realize the department’s goals and
objectives, but which are difficult to recruit and expensive to replace. Valued
skills — the focus is not on the scarcity of the skill as such, but rather on the
valued staff member who contributes positively and whose loss would have a

negative impact on the department’s ability to meet its goals.

High-risk skills — are the skills that employees have who may soon leave.
These include employees who have indicated a need to leave the department,
those who are de-motivated and those who may have reached a career

ceiling.

2.18 Measuring staff retention

Measuring staff retention is important in order for the organisation to assess
where there is a need to be worried or not (Philips, 1990). There are
measures that can be used in this regard, like stability indexes and turnover
rates. A stability index indicates the retention rate of experienced employees.
Like turnover rates, this can be used across an organisation as a whole or for

a particular part of it. The usual calculation for the stability index is:

Number of leavers with more than one yvear service x 100

Total number of staff in post one year ago
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219 Performance monitor...J and evaluation .. 1 staff

_ention

2.19.1 The planning process

The practice is to first set objectives during the strategic planning processes
of departments. It is important for departments to measure performance
against plans. The planning process starts where departments, as a
requirement of the PFMA, draft their strategic plans for a three year period,
outlining their plans for that period and how those plans are going to be
achieved.

These strategic plans are prepared and tabled in Parliament for the allocation
of budget. Included in the plans are specific Constitutional and other
legislative, functional and policy mandates that indicate the output
deliverables for which the institution is responsible, including policy
developments and legislative changes that influence programme spending
plans over that three-year period. Also to be included in the plans are the
measurable objectives, expected outcomes, programme outputs, indicators
(measures) and targets of the organisation’s programmes including details of
proposed acquisitions of fixed or movable capital assets, planned capital

investments and rehabilitation and maintenance of physical assets.

Strategic plans must also include details of proposed acquisitions of financial
assets or capital transfers and plans for the management of financial assets
and liabilities, multi-year projections of income and projected receipts from the
sale of assets, include details of the Service Delivery Improvement
Programme include details of proposed information technology acquisition or
expansion in reference to an information technology plan.
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2.19.2 Evaluation and performance monitoring

Section 27(4) of the Treasury Regulations, read with 36(5) of the . ~MA states
that the accounting officer of an institution must establish procedures for
quarterly reporting to the executive authority to facilitate effective performance
monitoring, evaluation and corrective action to be taken where objectives are
not met. It is the responsibility of departments to ensure that there are tools in
place used to . :asure this performance, of both the departments and
individuals. We have to, on an ongoing basis, monitor performance using
these tools. This monitoring gives both departments and employees early
warning so that in areas of underperformance, remedial action is put in place.

The other key area in the performance management system is performance
review. This involves analysing the outcomes of the reports with the aim of
giving an understanding of whether they have performed well or bad. This
review involves a SWOT analysis, which is looking at strengths, weaknesses,
opportunities and threats.

It is imperative that departments ensure that they achieve their planned
objectives. In order for this to be achieved, there is a need for the
streamlining of all the resources that are necessary for the achievement of
these objectives. Vital resources needed amongst others are financial and
human resources. Human resource is therefore one of the most vital resource
that can enable organisations to deliver their mandates. In the absence of
these, it is basically impossible for department to achieve their plans.
Additional to this, the necessary skills must also be in place to ensure that the
employees have the capacity to perform.

2.19.3 Performance monitoring

Monitoring is an ongoing process of gathering information with the aim of
assessing whether there is progress or not. This involves the routine
collection and analysis and use of information to ascertain to what extent the
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organisation is making progress in meeting its performance targets.
Organisations must have a performance management system in place. This
will assist in measuring employee performance, performance goals will be
mutually agreed upon, feedback will be two-way, training needs will be
identified and there will be development Decenzo and Robbins ( 2005:245).

2.20 Research questions
Research question one: Does staff turnover impact on performance?

Research question two: Will you resign if you could find a better paid job?

Research question three: Does the department offer staff development
programmes?

Research question four: What retention strategies does the department have
in place?

2.21 Conclusion

Chapter Two is an review of literature around the study. It highlights the
impact of staff turnover, the causes and reasons thereof and retention of staff
as an intervention. The study also shows from the literature reviewed,
problems that have been encountered on the matter and the attempts made
to address them. This chapter provides the perspective for the rest of the
research.

To conclude this chapter, it came out in the literature review that staff turnover
is a well known problem which has been studied by many researchers in the
past. It came out that there are many issues that can lead to staff turnover
being high, but also there are ways of dealing with this problem and
eventually keeping it at acceptable levels. There is also an indication that
there is a relationship between motivation, performance and turnover.
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This research will add value in the ¢« 1se that it will assist management in
improving the mana¢ nent of staff turnor  and improving the  ention
strategies. High turnover will be prevented in future, as management will
become aware of the problem before it becomes alarming and will take the
necessary steps to correct the situation.

Chapter Two provides the background, key concepts and research problems.
Chapter Three is about the research design. Data collection instruments will
be looked at, as well as techniques of data analysis.

42






3 1 Quantitative data

Quantitative research method involves choosing subjects, and data collection
techniques such like questionnaires and observations measures for gathering
information and procedures for implementing treatment (McMillian &
Schumacher, 2001: 165). In quantitative studies, the researcher must search
for unrelated variables that might influence the results of the study. Through

this method researchers attempt to attain genuine and valid information.

With quantitative research, the concept of internal validity describes the
efficacy with which extraneous variables have been controlled. The concern is
with the procedure, sampling of subjects, and instruments affecting the extent
to which extraneous variables are presented to complicate the interpretation
of the findings (McMillian & Schumacher, 2001:165).

3.2.2 Qualitative data

The term “qualitative research” can mean different things to different people,
therefore it is difficult to describe qualitative research in way that will satisfy
everybody. It can be defined as a multi-perspective approach using different
qualitative techniques and methods of collecting data to social interaction,
aimed at describing, making sense of, and interpreting this interaction in terms
of meanings attached to the subjects (de Vos et al., 2002:240). Qualitative
research produces findings not only arrived at by statistical procedure, but
findings about a person’s life, experiences, behaviour, emotions as well as
about institutional functioning, socio-cultural phenomena and interaction
between individuals within the same institution (Strauss and Corbin, 1998:5).

The qt ti ive re: 1 )p ich was used. ..is involves choosing
subjects, and data collection techniques such as questionnai ; and
hservations for gathering information 1 p :edu for implementing
treatment (McMillian & Schumacher, 2001, p. 165). In quantitative studies,
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tt ree arct must¢ arch forun a3 1 dak ottt influence tl
re lts of the study. Through this method researchers attempt to attain
genuine and valid information. With quantitative research, the concept of
internal validity describes the efficacy with which extraneous variables have
been controlled. ..1e concern is with the procedure, sampling of subjects, and
instruments affecting the extent to which extraneous variables are presented
to complicate the interpretation of the findings (McMillian & Schumacher,
2001:165).

3.3.3 The research method used in the study

Quantitative research method was used in the study. This method is best
suited for the study as it allows for choosing subjects and data collection
techniques such like questionnaires and observations measures for gathering
information and procedures for, and it became easiest method to test the
effects of staff turnover in the Department of Public Works, Roads and
Transport. The other reason for choosing this method is that analysis of can
be done relatively quickly and results can be interrogated quickly. Also,
presentation in tables and charts form provides the best way of
communicating data and findings to others (Denscombe, 2003:264)

3.4 Data collection methods

The choice of mode to be used to collect data can vary from mail, telephone,
the internet, interviews. Most of the surveys utilise a single data method,
though combinations can be used (Fowler, 2009:69). Personal interviews and
questionnaire can be done together. . or this study, structured questionnaire
was used to gather data. It was distributed amongst staff members across all
directorates and components within the department. This covered all income

levels. The researcher persoi Iy handed 1t the research questioni ‘re.

45



3.4.1 Questionnaire

<~Juctured questionnaire was used to gather data. It was distributed amongst
staff members across all directorates and components within the department.
This covered all income levels. The researcher personally handed out the
research questionnaire. Annual reports, strategic plan documents as well as
quarterly reports were used to get additional information and secondary data

for the study.

A questionnaire, which is a collection of questions administered to
respondents, (Bryman, 2001:506) was prepared and distributed amongst staff
in the department. All levels within the department have been covered, form
Senior managers to the lowest level, and the reason for the questionnaires
was to test if there is an understanding of what performance management is
and how staff turnover affects that performance in the organisation, including

that of other individuals within the organisation.

The questionnaire used consisted of three parts: Part 1 asks permission to
use your responses for academic research. Part 2 asks general personal
particulars like your age, gender, salary level and the component you are
attached to and Part 3 ask about staff turnover. The questionnaire contains
questions that would encourage respondents to clearly identify possible

solutions to the situation at hand.

Advantages of questionnaires

Questionnaires are easy to interpret and easy to understand. They also are
time saving and not expensive. They require very little or no training, they
are cost effective, they are easy to administer and analyse, they
convenient because respondents can fill them in at their own pace, time and
place. ..t H on o ni | )04:112)
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..ansportation and Roads. Sub-programmes within the department are
amongst others, Administration, Maintenance (Regional Operations),
Construction (Buildings) and Property Management and these reside within
the main or core functional area of the department, which is responsible for

carrying out the mandate of the DPWRT.

Administration is responsible for the provision of political leadership,
management support, human resource management, integrated planning
support services as well as implementation of financial systems geared
towards improved management of financial resources of as well as the
provision of excellent financial management service in the department.
Programme two, which is Public Works, also includes construction is
responsible for designing, planning and construction of the building
infrastructure, while the sub-directorate: Property Management is responsible
for the maintenance and management of Provincial properties. There is
another component namely the Expanded Public Works Programmes
(EPWP), which is aimed at poverty alleviation through community-based
programmes.

The Roads Infrastructure programme provides for the roads infrastructure
planning, design, development and maintenance, while the programme Public
and Freight Transportation is responsible for ensuring the provision of
effective, efficient, accessible, affordable, safe and integrated passenger
transport system that is economically viable, environment friendly and with a

rural bias.

3.6 The target population

The p¢ ion tr udy I 1,1C.emg e _sinthe _ap: :nt
of Public Works, Roads and T 1sport. The img 285 from | race

gender, ¢t yonents and salary levels.

48



3.7 Sampling technique

Sample selection may include some individuals and exclude others. Those
who are included constitute the sample. Sampling is done from a more or
less complete list of individuals in the population to be studied (Fowler,
2009:20). The sample must be representative of the whole population.

3.7.1 Simple random sampling

According to Fowler (2009:24), simple random sampling approximates
drawing a sample out of a hat. This is selecting members of a population one
at a time. Once a member has been selected, there is no chance of being
selected again. When drawing a simple random sample, one needs to have a
numbered list of the population. Walliman (2005:276) states that simple
random sampling is used when the population is uniform or has similar

characteristics in all cases.

3.7.2 Systematic samples

A systematic sample may be used when the population is very large and is of
no known characteristics (Walliman, 2005:277). The procedure involves the
selection of listed units according to a predetermined system.

3.7.3 Stratified samples

Simple stratified samples must be used in cases where the population falls
into different categories. With the presence of different strata in the
population, an equally sized randomised sample is obtained from each
stratum to ensure that each is equally represented (Walliman, ~105:277).
il 1+ nplingis! it iited tr study, ¢ | he seit has be

chosen sampling technique.
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3.8 The sample

..1e sample in this study consisted of 285 employees in the Department of
Public Works, Roads and Transport, consisting of all income levels from five
up to level 14, out of a target population of 1,109. This will cover both male

and female, and will also cover all racial groups.

3.9 Data analysis techniques

Data analysis is done so that the researcher can detect consistent patterns
within the data. Quantitative data is often analysed using a range of
descriptive and inferential statistical procedures (Bless & Higson-Smith,
2004:137). The technique chosen is descriptive techniques. The use of

tables, percentages and means was used to analyse data.

3.10 Ethical considerations

Denscombe (2003:134) states that researchers must be ethical in their
conduct, they should respect the rights and dignity of respondents, avoid
harm that may arise from the study, operate with honesty and integrity. As
Punch (2006:56) puts it, ethical responsibility includes the principle of
academic integrity and honesty and respect for other people. Everybody who
took part in the research was informed and their consent was sought. They
were also assured of the confidentiality and anonymity, ensuring that the
information they provide is safeguarded. Potential harms and benefits were
indica 1. Respondents were also assured that their responses v e
confident tt  their v _ildi  be i
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3.11 Limitations

Respondents did not feel free to divulge some information required. The
questionnaire requested information on the salary levels of employees and
some felt that that information is confidential and they did not want to respond
to that. A lot of respondents did not want to disclose their names in fear of

victimisation, as they explained it.

3.12 Conclusion

In this chapter, an overview of the research approach was presented.
Qualitative approaches were used. The specific research methods employed
in this study were described. The respondents, research instruments, data
collection and analysis methods were also provided. This justified the
credibility of the study.

Chapter Three shows the research design of the study. The population, the
sample, research methods and data collection methods were dealt with in the
chapter. Questionnaires were defined, the advantages and disadvantages
were also described. Data analysis techniques, limitations and ethical
considerations were covered. The next chapter, which is chapter four, will give
a presentation, analysis and interpretation of data collected.
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Chapter Four

Data Discussion

4.1 Introduction

Chapter Four is about the presentation and analysis of data that was gathered
by the researcher. The questionnaires were distributed and a survey was
conducted. ..1e analysis of this data aims to provide evidence to provide
answers to the research questions raised. @ The study was about staff
turnover in the department of Public Works, Roads and Transport in the
Northwest Province. This study concentrated on the effects of staff turnover
in the DPWRT in the North West Province. An investigation into the subject
has suggested that turnover in the department is high and it impacts
negatively on the performance of both individuals and the organisation as a
whole, as indicated in figures 4.5, 4.6 and 4.7. This prompted the researcher
to conduct an investigation on the topic, with the aim of finding solutions to the
problem.

Research questions were crafted to assist the researcher with the testing and
further understanding of the problem. Research question one: Does staff
turnover impact on performance? The importance of this question is to assist
the researcher to establish whether there is any impact that staff turnover has
on the performance, and this is for performance of both the staff and the
organisation at large. Research question two: Will you resign if you could find
a better paid job? The issues of salaries also can play a role in determining
the movements of employees within the organisation. This question tried to
establish whether employees within the organisation will stay irrespective of
how much they earn. Research question three: Does the department offer
staff development programmes? The impact of availability of staff
development progr: » on staff turnover is also assessed. The question
tried to look the imj st 1d fec of availability or non sailability of
dev opn it programmes in tt  departn 1t. Ret rch que  ion four: WI

retention strategies does the department have in place?
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The literature that was used was obtained from dif it books tI : deal with
the subject, academic articles and articles obtained from the different
websites and search er  'nes.

Chapter Four provides a detailed report of the data collected, which is the
return rate, the demographics of respondents, Information about the staff
development and the type of work being done, the correlation and the
conclusion. The questions and the responses from the questionnaire are
used to answer the research questions stated above.

4.2 Return rate

The total number of questionnaires distributed was 285. This was based on
the total number of permanent employees of the DPWRT, those who are on
salary levels from five up to level 14. The total number returned was 239
(84%), which means that 46 (16%) was not returned. Some of the reasons
given for non return was that most of the respondents did not want to disclose
their names, and most gave reasons that they feared victimisation. All efforts
to assure them that that would not happen did not bear fruits. Some of the
respondents said they do not have time as they were committed with work
issues and other personal matters.

4.3 Demographics of the respondents

The demographic profile of respondents includes factors such as race,
gender, salary level and the work area. Race includes African, Coloured,
Indian, White and Other. Salary starts fromth :to 14.
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Fi¢ 4.10 is about the provision of s f development programmes in the
past 18 months. This seeks to prove that employees were trained in the past
18 months. 96 of the respondents have attended training in the past 18
months, and 143 did not. This again shows that there is a lack of training and
empowerment in the department. There may however be genuine reasons
why the department could not send their employees for training. One such
reason may be budget constraints or lack of capacity in terms of numbers of
staff. This means that if one employee is sent for training for a period of a
week for example, there will be no one to do his or her job. The department

must however come up with ways of improvement in this area.

Figure 4.11 Resign due to lack of staff development programmes
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Figure 4.11 shows that most lack of staff development has an impact on staff
turnover. This shows that lack of development progress is a threat and
affects turnover in a negative way. Most of the respondents agree that they
will resign due to lack of staff development programmes in the department.
This figure has a relationship with figure 4.10, which shows that most of the
respondents never had an opportunity to attend training or any development
training in the past 18 month, showing that the department is risking losing
some of its employees, some of which might be valuable and hard to replace.
According to Shields and Ward, 2001 (Cited in Hayes et al), dissatisfaction
with promotion and training opportunities has been shown to have a stronger

impact on turnover than workload and pay.
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1 ion between race and whether the respondent has attended staff
development programmes in the past 18 months is 57.90%. This is a positive
cor ation between the two variables. The correlation is however not
significant at 0.000, and suggests that race does not have an  »act «
whether an employee has attended staff develo} 2nt programmes in the past
18 months.

The correlation between race and whether the respondent will resign due to
lack of staff development programmes is 53.80%. ..lis is a positive correlation
between the two variables. The correlation is however not significant at 0.000
and suggests that race does not have an impact on whether an employee will

resign due to lack of staff development programmes or not.

The correlation between race and whether high performers are in the high
salary bracket -53.10%. This is a negative correlation between the two
variables. The significance value is 0.000. The correlation is therefore not
significant and suggests that race does not have an impact on whether high
performers are in the high salary brackets or not. Race is not a determinant
of whether respondents are positive or negative about the effects of staff

turnover on the department.

The correlation between race and the extent of turnover on the departmental
performance is -52.60%. This is a negative correlation between the two
variables. The correlation is not significant and suggests that race does not
have an impact on the extent of turnover on departmental performance. Race
is not a determinant of whether respondents are positive or negative about the

effects of staff turnover on the department.

The ion! ween andwl hert _i1per n s _ethose that are
in the high salary bracket is -53.10%. This is a negative correlation between
the two variables. The significance value is however 0.000 , meaning that the
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determinant of whether respondents a positive or nt  ive about the effects

of staff turnov  on the department.

The correlation between Gender and the salary level is -80.70%. This is a
negative correlation between the two variables. The significant value is 0.000,
which suggests that the correlation is not significant and suggests that Gender
does not have an impact on the salary level of respondents. Gender is not a
determinant of whether respondents are positive or negative about the effects

of staff turnover on the department.

The correlation between Gender and whether excellent performance is
rewarded is 91.20%. This is a positive correlation between the two variables.
The significant value is 0.000, and this suggests that Gender does not have
an impact on whether excellent performance is rewarded or not. Gender is
not a determinant of whether respondents are positive or negative about the

effects of staff turnover on the department.

The correlation between Gender and the department’s provision for staff
development programmes is -83.60%. This is a negative correlation between
the two variables. The significance value is however 0.000 , meaning that the
correlation is not significant. This suggests that Gender does not have an
impact on whether the department provides opportunities for staff
development programmes or not. Gender is therefore not a determinant of
whether respondents are positive or negative about the effects of staff

turnover on the department.

The correlation between Gender and whether low salary affects performance
negatively is -85.10%. This is a negative correlation between the two
variables. The rficance vall however 0.000 , n it that the
cor ion is not signific 1t. This igges that « dc notl re

impact on whether low salary affects performance negatively or not. Gender
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months. Salary is therefore not a determinant of whether respondents are

positive or negative about the effects of staff turnover on the department.

The correlation between Salary and whether the respondent will resign due to
lack of staff development programmes is -83.50%. This is a negative
correlation between the two variables. The correlation is however not
significant and suggests that Salary does not have an impact on whether an
employee will resign due to lack of staff development programmes or not.
Salary is therefore not a determinant of whether respondents are positive or

negative about the effects of staff turnover on the department.

The correlation between Salary and whether high performers are in the high
salary bracket 80%. This is a positive correlation between the two variables.
The significance value is 0.000. The correlation is therefore not significant
and suggests that Salary does not have an impact on whether high
performers are in the high salary brackets or not. Salary is not a determinant
of whether respondents are positive or negative about the effects of staff
turnover on the department.

The correlation between Salary and whether excellent performance is
rewarded is -76.40%. This is a negative correlation between the two variab .
The significant value is 0.000, and this suggests that Salary does not have an
impact on whether excellent performance is rewarded or not. Salary is not a
determinant of whether respondents are positive or negative about the effects

of staff turnover on the department.

The correlation between Salary and the ¢ Hartment's provision for aff
development programmes is 80.40%. ..is is a positive correlation between
the two variables. The significance value is however 0.000 , meaning that the
correlation is not significant. This suggests that Salary does not have an

impact on whether the department provides opportunities for staff
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developn 1t programmes or not. Salary is therefore not a determinant of
whether respondents are posith or negative about the effects of staff
turnover on the department.

The correlation between Salary and whether low salary affects performance
negatively is 85.50%. This is a positive correlation between the two variables.
The significance value is however 0.000 , meaning that the correlation is not
significant. This suggests that Salary does not have an impact on whether
low salary affects performance negatively or not. Salary is therefore not a
determinant of whether respondents are positive or negative about the effects
of staff turnover on the department.

The correlation between Salary and the extent of turnover on the
departmental performance is -64.90%. This is a negative correlation between
the two variables. The significance value is 0.000. The correlation is not
significant and suggests that Salary does not have an impact on the extent of
turnover on departmental performance. Salary is not a determinant of
whether respondents are positive or negative about the effects of staff

turnover on the department.

The correlation between Component and the extent of turnover on
performance of is 56.70%, a positive correlation between the two variables.
The correlation is however not significant. The significance value is 0.000,
suggesting that Component does not have an impact on the extent of staff
turnover on the performance of individuals in the department. Component is
not the determinant of whether respondents are positive or negative about the

effects of staff turnover on the performance of individual employee.

The correlation between Component and whether the respondent will resign
due to lack of staff development programmes is -50.70%. This is a negative

correlation between the two variables. The correlation is however not
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significant as the significance value is 0.000. This suggests that Component
does not have an impact on whether an nploy«  will resign due to lack of
stu.. development programmes or not. Component is therefore not a
determinant of whether respondents are positive or negative about the effects
of staff turnover on the department.

The correlation between Component and the extent of turnover on the
departmental performance is -54.30%. This is a negative correlation between
the two variables. The significance value is 0.000. The correlation is not
significant and suggests that Component does not have an impact on the
extent of turnover on departmental performance. Component is not a
determinant of whether respondents are positive or negative about the effects
of staff turnover on the department.

The correlation between Component and the extent of turnover on the
departmental performance is 56.70%. This is a positive correlation between
the two variables. The correlation is not significant and suggests that Salary
does not have an impact on the extent of turnover on departmental
performance. Salary is not a determinant of whether respondents are positive

or negative about the effects of staff turnover on the department.

The correlation between component and salary is 68.50%. This is a positive
correlation between the two variables. The correlation is not significant and
suggests that Salary does not have an impact on the extent of turnover on
departmental performance. Salary is not a determinant of whether
respondents are positive or negative about the effects of staff turnover on the
department.
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Qu14 Correlation 1.000

Coefficient

Sig. (2-tailed) .000 .000 .000 .000 .000 .000 .000

N 239 239 239 239 239 239 239 239

** Correlation is significant at the 0.01 level (2-tailed).
*.Cor ition is significan  the 0.05le  (2-tailed).
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4.6 Conclusion

This chapter started by looking at the demographic profile of the respondents
that took part in the study. Most of the respondents are African and most are
female. They are in the salary levels up to level 14. Statistical approaches
such as Descriptive Frequency Statistics were applied to the data collected
from the questionnaire. This data was interpreted and discussed with the help

of various graphical presentations.

Chapter four addressed all four research questions by using the data from the
questionnaire. The answers from the questionnaire measure the effects of
staff turnover, and the responses will assist at coming up with
recommendations to management, which will help improve the situation in the
department.

The next chapter, which is Chapter Five, discusses the recommendations,
limitations and conclusions on the study. The research questions which were

used in the study will be discuss, and recommendations will be based on that.
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Ct_._ __-Five

Discussions, recommendations, and conclusions

5.1 Introduction

The previous chapter presented the detailed finding of the research, based on
the data collected using the questionnaire as the data collection instrument.
Data analysis was done and results were presented. Chapter Five presents
recommendation and conclusions of the study. This is the last chapter which
concludes the research. The aim of the study was to assess the effects of
turnover can have on both the organisational and staff performance in the
public service, with particular reference to the Department of Public Works,
Roads and Transport. Furthermore, ways of alleviating the problem will be
looked at and discussed, as well as strategies that can be used to address

the problem

For the benefit of the reader, the section on the definition of key concepts was
also included in chapter one. A literature review was conducted on the study
as included in chapter two. The research instruments were drawn on the
basis of the theoretical background as outlined in chapter two. Chapter three
presented the research methodology. The study followed quantitative
approach. ..e data collection methods were also quantitative in nature. The
research respondents were identified and instruments were compiled. The
questionnaire was used as the instrument to collect data. Data was analysed

and interpreted in chapter four.
5.2 Summary of presentation and discussion of data

The research was aimed at determining the effects of staff turnover on the
tn . TH v th )t ) wk

cove | the effects of turnover on ftraining and development, effects of
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turnover on performance as well as how nul  ation « salary )acts

staff turnover.

A questionnaire was prepared to get responses on issues affecting staff
turnover. The responses from the questionnaire showed and indication that

staff turnover does impact negatively on performance.

Questions on the effects of staff turnover on individual and departmental
performance showed that performance can be affected negatively by

turnover.

A question on whether excellent performance is rewarded drew responses

that showed that good performance is not fairly rewarded.

A question on whether an employee will leave the department should they get
a better paid job was also included in the questionnaires. Most of the
respondents indicated that they will resign at that opportunity. This indicates a
relationship between and that salaries has an influence on turnover. If well

paid, an employee may opt to stay as opposed to leaving the department.

Another salary related question drew responses that indicated that a low
salary impacts negatively on performance. Salary has been tested to be a
motivator, and the responses show that a low salary does affect performance

negatively, and may lead to employees leaving the department.

There was also a question on whether people who are already in the high
salary brackets are high performers, which drew many negative responses.
Most of the respondents felt that high earning employees are not necessarily

high performers.
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A question on whether financial performance rewards improves performance
was posed to respondents as well. Most of them responded that financial
performance rewards improve performance. This suggest that performing

employees, if rewarded, can even improve their performance.

Questions on whether the department provides for opportunities for staff
development showed that there is a gap in the provision of training in the
department. Priority is not given to training and development, which also has
a negative impact on performance. The fact that most of the respondents did
not receive training in the past 18 months is also an indication of training not
being adequately provided in the department. Training is important as it
contains learning activities capable of improving individual performance
through changes in knowledge, skills and attitudes (Rothwell & Kazanas,
2003:353).

A question on whether employees will leave the department should they not
be provided with training also gave evidence that training has an impact on
staff turnover. This is so because most of the respondents said in their

responses that they will leave if they are not trained.

Quite a significant number of respondents indicated that the department does
not have a retention strategy in place. The reason might be that most of
respondents are in the lower ranks within the department and might not be
taking interest in the different strategies that the department has, which

includes the retention strategy.

The other question was about the succession planning in the department in
an event an employee has to leave the department. Most of the respondents
feel that not much is being done by the department in preparing for

on. S it 5 part of tl it

ween adership development and other systems within the organisation.
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does not impact on the organisation only, it also may have an negative impact
on the new employees, who may also have ideas and turnover may thus have
a cleansing effect on the organisation (Swanepoel, Erasmus, Van Wyk and
Schenk, 2003:794).The impact of staff turnover on departmental performance
was also tested, the results of which was that many respondents were
positively to this question, indicating that staff turnover does affect the

departmental performance negatively.

Research question two asks, Will you resign if you could find a better paid
job? Lack of competitive salaries can also contribute to the decision to either
stay or leave the department. A question on whether an employee will resign
should they find a better paid job was asked to respondents. Most of the
respondents indicated that they will resign at the opportunity of a better paid
job. This indicates a relationship between and that salaries has an influence

on turnover. If well paid, an employee will stay.

A low salary also impacts negatively on performance. Salary has been tested
to be a motivator, and the responses show that a low salary does affect
performance, and may lead to turnover. On the contrary, a question on
whether people who are already in the high salary brackets are high
performers had many negative responses. Most of the respondents felt that

high earning employees are not necessarily high performers.

A question on whether financial performance rewards improves performance.
Brewster ef al. (2000) maintains that performance appraisal can have a
positive effect on performance and quality when the system is designed with
Total Quality Management in mind. Most of the respondents feel that financial
performance rewards improve performance. This suggest that performing
employees, if varc 1, « 17 ren impro tt r perforn The
tn it | f n A 1t | n in
place which ensures that employees performance is moderated and for thos

who are performing, financial rewards are given.
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Question three asks, Does the de| tment offer staff development
programmes? Questions on whether i department provides for
opportunities for staff development showed that there is a gap in the provision
of training in the department. Priority is not given to training, which also has a
negative impact on performance. The fact that most of the respondents did
not receive training in the past 18 months is also an indication of training not

being adequately provided in the department.

A question on whether employees will leave the department should they not
be provided with training also gave evidence that training has an impact on
staff turnover. This is so because most of the respondents said in their

responses that they will ieave if they are not trained.

Question four asks, What retention strategies does the department have in
place? Quite a significant number of respondents indicated that the
department does not have a retention strategy in place. The reason might be
that most of respondents are in the lower ranks within the department and
might not be taking interest in the different strategies that the department has,

which includes the retention strategy.

The other question was about the succession planning in the department in
an event an employee has to leave the department. Most of the respondents
feel that not much is being done by the department in preparing for
succession. All employees should be well capacitated so that, should a
person in the higher rank get a promotion, quit or retire, the next person

should be able to fit in into that position without a struggle.

In responding to the question on whether management tries to retain its staff,
respondents indicated that not much is beit done. This imp 1 that the
a nom 1 sing’ for n 1t to convil le who a
about to leave the department, to decide otherwise. ..1ings like counteroffers

can be ut 1 as one of the measures of trying to retain staff.
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5.4 Recommendations

The research provides evidence that staff turnover can have negative impact

on the performance of both the employees in the department and that of the

department as a whole.

a)

In order for departments to know why their staff is leaving the
department, it is important that exit interviews are conducted. This will
aid the department to determine what the main reasons for departure
are, whether is due to job dissatisfaction or is it just for growth and
career advancement of the individual, or is it any other reason. During
that interview, management will be able to know what measures they
can put in place to retain their staff. Lambert (2003), states that job
satisfaction and organisational commitment are powerful attitudes that
shape the behavior of employees across all organisational settings.
The department must therefore do all what is in their power to ensure

that employees are satisfied and committed.

Training and staff development opportunities should be prioritised and
provided to all employees within the organisation. Much as there are
budget constraints, the little that the department has must be shared
equally, so that each staff member can have an opportunity for training.
Alternatively, training can be done in-house to cut the costs of
acquiring an external trainer, travelling costs as well as accommodation
costs. There should be a training policy in place, which covers
analyzing of staff-training needs and the extent to which the

organisation focuses on promotion.

Remuneration packages for employees in the sca  skills categories
or in the s¢ 1 skills x  m L ructu
such a way that they are different from those with ordinary skill,

those who are easily replaceable.
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d)

h)

Internal  employees should |  fully capacitated so that wt
opportunity for promotion arises, they can comfortably ¢  the chance
at that. When a post becomes vacant within the department, a lower
level employee, who is capable and who has the necessary skills and
competencies, must be promoted into that post and a lower level one

be advertised.

Performance management should be done fairly and be implemented
without favour. Deserving employees should be rewarded, and where
there are performance gaps, the necessary corrective measures
should be implemented. This means that where performance is poor,
training should be provided. This should be done at the right time, for
example on a quarterly basis and should not wait for the end of the
year for implementation. This will enable managers and supervisors to

come up with corrective measures at the correct time.

The retention strategy should be fully implemented. Employees should
also be made aware of all the strategies in the department.
Performance contracts of employees can also have an obligatory
clause which will state that an employee should stay for a certain

period of time before he/she can decide to leave the department.

Counter offers should also be used especially with the scares skills
because it is difficult to attract employees within those fields. There
should however be strict controls in place so as to curb the possibility

of employees cheating the system.

Also, there should be incentives put in place for those scarce skills,
where employees in the core directorates and for those who possess
the knowledge and expertise that is needed by the department are
remunera 1 ac ordir-'y,  that the depar 3:nt »es not lose tt e

ills to the private sector or to other « tments. Dubois et al.

(2004) sta ; that recognition and rewards can be an effecti  means
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of rewarding behavior and emphasizii _ the importance of contribution

and performance.

5.5 Conclusion

Chapter Five is a discussion of data as analysed, recommendations and
conclusions reached. The responses show that staff turnover can have
negative impact on the organisation. It is important that the DPWRT recruit
and retain employees that are suitable and that possess the necessary and
required qualifications and skills, in order for department to be able to deliver
on its mandate. Noting the scarcity of the skills required, it is also important
that attractive remuneration packages are put in place so that these
employees are retained into the department. It must also be noted that this
will not only attract these people into the department, but will also ensure that

they stay with the department.
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FOR OFFICE USE ONLY: Respt lent Code:

VOLUNTARY QUESTIONNAIRE

“The effects of staff turnover.”
Graduate School NWU
University of North West
Researcher K. Phatudi (Student)

Supervisor: Prof S Lubbe

Note to the respondent

e We need your help to understand the effects of staff turnover in the
Department of Public Works, Roads and Transport

¢ Although we would like you to help us, you do not have to take part in this
survey.

¢ |if you do not want to take part, just hand in the blank questionnaire at the end
of the survey session.

e What you say in this questionnaire will remain private and confidential. No
one will be able to tGender your opinions back to you as a person.

The questionnaire has three parts:

Part 1 asks permission to use your responses for academic research.

Part 2 asks general personal particulars like your age, gender, salary level and

the component you are attached to

Part 3 ask about staff turnover

How to complete the questionnaire

1. Please answer the questions as truthfully as you can. Also, please be sure
to read and follow the directions for ¢ :h part. If you do not follow the

it wil tl
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2. We are only asking you about things that you and your fellow researchers
should feel comfortable telling us about. If you don’t feel comfortable
answering a question, you can indicate that you do not want to answer it.
For those questions that you do answer, your responses will be kept

confidential.

3. You can mark each response by making a tick or a cross, or encircling
each appropriate response with a PEN (not a pencil), or by filling in the

required words or numbers.

Thank you very much for filling in this questionnaire.

Part 1: Permission to use my responses for academic research

| hereby give permission that my responses may be used for research purposes provided that
my identity is not revealed in the published records of the research.

Initials and surname ___ Postal address:

Postal code:

Contact numbers: Home: Cell:

93




PART 2: PERSONAL DETAILS
Please tell us a little about yourself
Please mark only ONE option per
question

(the most appropriate or

regular) below.

10.

| have attended staff development

programmes in the past 18 months:

O Strongly agree
O Agree
[J Disagree

O Strongly disagree

Lo | fam; 11.
| will resign due to a lack of staff
[ African
development programmes
O Coloured
O Indi
ndian O Strongly agree
O Whi
ite (0 Agree
O Other
[J Disagree
O Strongly disagree
Z. | lam: 12
O Male A low salary affects performance
O Female negatively

o

| am on salary level:
013-16

O Strongly agree
O Agree
[J Disagree

(O Strongly disagree

High performers are the ones who are
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w11 - 12
09-10
_8-7
03-6

O I do not want to answer this question

in the high salary bracket

O Strongly agree
O Agree
O Disagree

O Strongly disagree

| am attached to the component:
O Public Works

O Expended Public Works Programme
O Transportation
O Roads

O Administration

Financial performance incentives

improves performance

0O Strongly agree
O Agree
O Disagree

O Strongly disagree

PART 3: QUESTIONS ON THE EFFECTS

OF STAFF TURNOVER

Please mark only ONE option per

question (the most appropriate or

regular) below.

To what extent does staff turnover

im onyour| forr ce?

O Large extent

I will resign if | could find a better paid

job

O Strongly agree
0O Agree
O Disagree

O Strongly disagree
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Limited extent
(] Average

[0 No extent

Please mark only ONE option per

question (the most appropriate or

regular) below.

Staff turnover impacts negatively on my

performance

0O Strongly agree
O Agree
(] Disagree

O Strongly disagree

Does the department have any of the

following retention strategies in place

Staff development " Yes
No

Competitive salaries [ Yes

O No

Opportunities for growth O Yes

O No

Performance rewards ~ Yes

O No
Recognition for high performer [J Yes

O No

Staff turnover impacts negatively on

departmental performance

(] Strongly agree

O Agree

‘ongly ¢ jree

17

To what extent does the department
make provision for succession in the

event of a promotional vacancy?

~ Large extent
L '€

~ A a
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O No exemnt

“Excellent performance is rewarded”

O Strongly agree
O Agree
O Disagree

O Strongly disagree

|

3

Management tries hard to retain staff

O Strongly agree
O Agree
[ Disagree

(O strongly disagree

9

The department adequately provides for

opportunities of staff development

O Strongly agree
O Agree
O Disagree

O Strongly disagree
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