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Abstract

Employee Retention is a process in which employees are encouraged to re-
main within an organization for the maximum period or until the completion
of a project. Successful organizations need to do more than just hire the right
people but retain the right people for the job. Failure to retain employees re-
sults in the loss of knowledge, experience, customer relations and technical
skills which are taken to another organization. The aim of this study was to
identify some of the major factors that affect employee retention in the trans-
port and logistics industry servicing one of the largest mines in Africa, based
in one of Zambia’s rural areas, Solwezi. The objectives of this study were to
identify the major factors influencing employee retention in the transport and
logistics industry, to develop a framework based on a Causal Model and rec-
ommend possible solutions that could lead to improvements in employee re-
tention. The study used a mixed methods approach comprised of the quantit-
ative and qualitative methods. The computed sample from the population was
171 but only 144 respondents successfully participated in the study. Quantita-
tive data was analysed using the statistical Package for Social Sciences (SPSS).
Content analysis was also used to analyze data from the interviews with the
key respondents. The findings established that retention was affected by job
satisfaction, organizational commitment and workplace structures. However,
individual characteristics did not have a significant influence on employee re-
tention. From the findings, it was recommended that strategies aimed at im-
proving the workplace structures, job satisfaction and organizational com-
mitment be implemented to promote job security and career development,
which were cited as some of the major factors influencing employee reten-
tion.
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1. Introduction

This chapter is an introduction of a study focused on addressing some of the
major factors influencing employee retention based on the Causal Model. Em-
ployees are the backbone of any organization; they are the most important re-
source in the attainment of organizational goals. There can be no success with-
out human resource to utilize other resources to produce goods and services
(Matindo et al., 2015). With the advent of globalization and competition in the
global economy, organizations in Zambia need to anticipate technological inno-
vations and compete at an international level.

It has been observed that employee retention is not determined by one factor
but a cluster of issues (Fitz-enz, 1990). Focusing on a cluster of issues would
have proved difficult given the time frame of this study, hence the adaptation of
a Causal Model to provide a frame work of factors to be studied. The Causal
Model proposes four models of job satisfaction and organizational commitment
which are seen to influence the intent to stay. Its applicability to the transport
and logistics industry will be studied to gain understanding of the factors that
have an influence on employee retention.

The study was conducted in a rural area in Zambia which is home to one of
the biggest mines named Kansanshi. The Mine produces an estimated 260,000
tonnes of copper a year, nearly 40% of Zambia’s total output. This mine has a
significant impact on the local businesses that pick up Mine related business
worth over $100 million dollars every year from Kansanshi. 65 km from this ru-
ral area called Solwezi, is Lumwana open-pit copper mine and a further 100 km
away is Sentinel, a sister Mine of Kansanshi which is a $2.1 billion project which
also started production (The Solwezi Effect, 2016).

This has attracted several transport and logistics companies whose core busi-
ness is providing transportation and logistical services to the mining industry
within Solwezi and the surrounding areas.

Because of how lucrative the industry is, it is important to note that the in-
dustry is becoming very competitive. In addition, due to the similar nature of
skills and experience required across all the companies in this industry, em-
ployee’s can easily switch jobs from one company to another, carrying with them
the business knowledge and strategies that give one business competitive advan-
tage over the next. Therefore, it has become critical to the success of transport
and logistics companies operating in Solwezi, to ensure that once successful at-
traction and recruitment of talent is done, active retention forms a key aspect of
the company’s overall talent management strategy. The motive behind this
should be the understanding of how human resource is a critical source of com-
petitive advantage especially in service oriented sectors such as transport and lo-
gistics. Despite huge investments in physical assets and technology, it is not
possible to achieve effective and efficient execution of the supply chain ecosys-
tem without the employees’ contribution. The employees’ actions empower the

effective and efficient execution of the company’s or the clients supply chain
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ecosystem (Millar, 2015).

The Solwezi transport and logistics industry offers services to Zambia’s
economic engine, statistics from the work done by the International Council
on Metals and Mining (ICMM), verified data from 2012 statistics that, in that
year 86% of the foreign direct investment that came into Zambia was due to
the mining industry, 80% of the country’s export earnings came from the
mining industry as well as over 25% of all revenues collected (Sikamo et al.,
2016). The paragraph above highlights the importance of the transport and lo-
gistics industry in Solwezi because of the role it plays in the mining industry
supply chain. Mining products rely heavily on the transportation sector in
Solwezi for the movement of its products and raw materials, from and to the
mining sites.

A key component of this sector is the human resource tasked with the coor-
dination of the entire process to ensure it is done efficiently and effectively.
Therefore, it should interest not only the transport and logistics industry of Sol-
wezi but the macro economy because understanding the best strategies to retain
talented employees has a ripple effect on the productivity of the mining industry
when there are inefficiencies in the transport and logistics industry.

Research Objectives

1) To identify the major factors influencing employee retention in the trans-
port and logistics industry;

2) To develop a framework based on the Causal Model for assessing employee
retention in the transport and logistics industry;

3) Based on the model in (2), recommend possible solutions that will improve
employee retention in the transport and logistics industry.

Research Questions

1) What are some of the major factors influencing employee retention in the
transport and logistics industry?

2) How can we develop a model based on the Casual Model in order to ad-
dress the factors identified in (1) for the transport and logistics industry?

3) How can the major factors factor that affect the transport and logistics in-
dustry in (1) be addressed based on the model in (2)?

2. Literature Review

1) Employee retention

Employee retention is a process in which employees are encouraged to remain
in an organization for the maximum period (James & Mathew, 2012). According
to Kaila (2012) retention is important as it prevents the following:

Turnover, interruption of customer service and loss of a company’s goodwill.
Turnover leads to turnover and impacts on efficiency and company knowledge
maybe lost to competitors once an employee leaves to join a competitor (Figure 1).

In assessing the causes of employee turnover which is the opposite of reten-

tion, the Causal Model assumed the dominant view that job satisfaction was the
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cause of greater organizational commitment. Workplace structures and individ-
ual characteristics were presumed to influence job satisfaction and organization-
al commitment, which in turn affected employees’ intent to stay in the organiza-
tion, the presence of which, translates into employee retention. Currivan (as
cited by James and Mathew, 2012), proposed in his research, four Models a) sa-
tisfaction precedes commitment b) Commitment precedes satisfaction c) satis-
faction and commitment have a reciprocal relationship and d) satisfaction and
commitment have no significant relationship. However, the results could not
determine this causality significantly hence the continuing view that both job sa-
tisfaction and commitment work together since the more positive emotions an
employee feels such as job satisfaction, the more likely they are to be committed
to an organization and ultimately stay in an organization or rather, be retained
by it. Having no conclusive findings, the Causal Model was used to develop a
conceptual framework using job satisfaction, organizational commitment, indi-
vidual characteristics and workplace structures.

2) Job Satisfaction

Job satisfaction is an affectionate response by people towards their jobs and is
basically the degree that people like their jobs. People that like their jobs are less
likely to quit. Job satisfaction has an inverse effect on turnover among workers
and it is one of the variables in the Causal Model that will be used as a basis for
this study, in an attempt to understand what leads to employee retention.

3) Organizational Commitment

Organizational commitment will measure the employees’ attachment to their
organizations, it has been suggested that employees who exhibit high organiza-
tional commitment are less likely to leave the organization voluntarily (Chelliah
et al., 2015). Employees bonded with their work are less likely to leave. As work-
ing environment, relationships with superiors, workload, social support, com-
pensation and company rules and regulations among others (James & Mathew,
2012).

Workplace Structures
Autonomy (+)
Routinization (-)
Socia%)Supgort (+r)t Job
eer Suppo . .
Supervisor Support N | Satisfaction
Job Stress (-) ) Intent
Role Ambiguity to
Role Conflict stay (-)
Workload
Pay (+) \
Organizational
Commitment
Individual Characteristic / ) Turnover
Job Involvement (+)

Figure 1. The Causal Order of Job Satisfaction and Organizational Commitment. Source:
Currivan (1999).
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4) Workplace Structures

Workplace structures refers to the way the different parts of an organization
collaborate with one another to achieve organizational objectives.

5) Individual Characteristics

The demographic profile of the employees will be measured also and its im-
pact on retention, for example, literature reviews have revealed that both length
of service and age of employees plays are associated with voluntary leaving, it is
difficult to retain employees who are younger and those who have been on the
job for a short period of time compared to those who are older and have served
for longer periods (ibid).

6) Intent to stay

The intention to stay is a tendency by employees to retain their membership
with the current organizations (Currivan, 1999). Intent to stay is an indicator of
near and distant turnover action and it negatively affects turnover (Ghiselli et al.,
2001). As earlier stated, employee retention is an act by the employer to retain
an employee while intent to stay is a behavior by the employee, the two can be
viewed as two sides of the same coin.

8) Related Works

In a study by Samuel and Chipunza (2009) on employee retention and turno-
ver using motivational variables as a panacea in 4 South African Companies
from the private and public sectors, identified intrinsic and extrinsic motiva-
tional variables were studied to determine the extent to which they influenced
employee retention and led to a reduction in turnover.

Skilled employees in South Africa are migrating to other countries for better
job conditions. A survey revealed that South African employees were among the
top performing employees in the United States of America, Italy, German, Brazil
and Britain. This explains why South African employees are constantly poached
by Multinational companies (Gillingham, 2008). It is against such a background
that employers need to develop and apply the right retention strategies or con-
tinue losing valuable employees. The researchers formulated the fundamental
question as follows; “To what extent are intrinsic and extrinsic motivational va-
riables being used in influencing retention and reduction of turnover of em-
ployees in both public and private sector organizations”. The variables identified
as the most influential were training and development, job security, challenging
or interesting work and freedom for innovative thinking.

According to Hay (as cited by Samuel and Chipunza, 2009), training and de-
velopment was determined as one of the most critical elements of any retention
strategy used by managers to retain the best employees. Other researchers such
as Bussin (2002) argued against the benefits of training and employee develop-
ment because providing employees with the latest training and development
opportunities raises their market value thus increasing their ability to join other
employers. The strong evidence of association between job security and reten-
tion was attributed to the socio-economic stability and psychological wellbeing

of individuals in stable employment. Challenging and interesting work moti-
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vated employees based on the different aspects of their work which resulted in
opportunities to have the freedom for innovative thinking.

It was thus concluded that employers had a growing need to retain employees
in the face of competition both locally and globally. To do so, the variables stated
above are crucial in influencing employees’ decision to either leave or remain in
an organization (Samuel & Chipunza, 2009).

In 2015 a study was done at Kitwe Central Hospital to investigate the factors
affecting the retention of employees. The retention of employees has been a
challenge in the Zambian health sector in the dynamic era of Globalization and
competition. In the study, the country was found to be facing a significant
shortage in skilled health workers which also affects the few available health
workers in the country because they are overworked and have consequently, be-
come demotivated (Matindo et al., 2015).

The Zambian government in partnership with the Netherlands in 2003 (Ma-
kasa, 2008) devised the Zambia Health Workers Retention Scheme (ZHWRS)
which is an incentive strategy aimed at the attraction, retention and increasing
availability of workers in the rural areas. Other efforts in the health sector have
been made to retain employees leaving the country, such as agreements between
SADC countries not to hire health professionals from other member states and
the WHO intervention in Africa to help governments to boost salaries and im-
prove recruitment and training. In the findings, out of the 97% of respondents,
at least 53% of the employees were happy with their jobs describing their roles as
challenging. It was discovered that 79% of the employees would have loved to
work elsewhere. The findings revealed that poor working conditions, poor sala-
ries and incentives, lack of career growth, poor management styles, in-conducive
work environments, job insecurity, global and national economy, lack of moti-
vation, lack of equipment and drugs and work overload recorded higher percen-
tage rate (Matindo et al., 2015).

Though this study was done in the Zambian context, it was limited to Kitwe
Central Hospital and, the findings and recommendations cannot be generalized
to all the other organizations in the country unless a study is done to establish
the applicability of the factors identified in the KCH retention study in relation
to the Causal Model which accounts for an employee’s intention to stay in an

organization.

3. Methodology

1) Conceptual Framework

A conceptual framework is a structure which the researcher believes can ex-
plain the natural phenomenon to be studied (Camp, 2001). It describes from the
researcher’s perspective, how the research problem will be explored. The rela-
tionship of the main concepts of this study was thus described with the aid of a
conceptual framework (Adom et al., 2018).

Based on the Causal Model a framework of 3 independent variables; job satis-
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faction, organizational commitment and workplace structures was developed.
Also, the dependent variable determined was employee retention, measured by
the intent to stay. To analyze the influence of the independent variables in Fig-
ure 2, the following hypotheses will be used to test the relationship:

a) Ho = job satisfaction has influence on employee retention

HI = job satisfaction has no influence on employee retention

b) Ho = organizational commitment has influence on employee retention

H1 = organizational commitment has no influence on employee retention

¢) Ho = workplace structures has influence on employee retention

H1= workplace structures has no influence on employee retention

2) Sample Size

The sample size of the study was determined using the Yamane formula
(Israel, 2003) where; n = sample size, NV = the size of the population 15 e = the
error of 5 percentage points. The respondents were randomly selected from a
sample size with an error of 5% and with confidence coefficient of 95%. From an
estimated population of 300, the sample size was determined using the Yamane
Formula as follows;

n= N/(1 + Né&); where N= 300, e= 5%

when the formula was applied, the following sample was derived:

300/1 + 300 (0.0025) = 171.

The sample size of 171 was broken down into 168 questionnaires for ordinary
employees while the remaining 3 questionnaires were for key respondents
representing the employers in the transport and logistics industry.

3) Data Collection Procedures
168 semi structured questionnaires were distributed but only 144 could be re-
trieved given the available time and willingness of the participants. 3 key res-
pondents in management were purposefully sampled and interviewed. A total of
144 respondents in total participated successfully in the study and this upon es-
tablishing contact with the respondents who agreed to participate in the study,

the nature of the study was explained.

Independent Variable Dependent Variable

Job Satisfaction

Employee Retention
(Intent to Stay)

Organizational Commitment

Workplace Structures

Figure 2. Conceptual framework based on the causal model source: author, 2019.
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4) Sources of Data

Both primary and secondary sources of information were used in this study of
retention based on the Causal Model of employee retention. A semi-structured
questionnaire was developed consisting of 5 main variables, namely individual
characteristics, workplace structures, job satisfaction, organizational commit-
ment and intent to stay. Individual characteristics questions sought to establish
the demographic profile of the respondents while the other variables employed
questions on a Likert scale with responses such as strongly agree, neutral, disag-
ree and strongly disagree. The other set of questions were on the satisfaction to
dissatisfaction scale providing for responses in one of the following categories;
highly dissatisfied, dissatisfied, neutral, satisfied and highly satisfied. The ques-
tion of what recommendations the respondents had, was open ended.

Semi-structured interviews were also another source of data, a set of
pre-determined questions was used but additional probing and open questions
were asked throughout the interviews. This approach prevented the interview
from becoming too rigid and enabled the researcher to thoroughly explore the
participants’ responses. For example, the key respondents were asked if they had
any policies aimed at employee retention and were they stated yes, a follow up
question was asked to gain further understanding of what these policies were
and what sort of retention factors they were aimed at addressing.

The rationale for using semi-structured interviews and semi-structured ques-
tionnaires in the study was firstly, to have an opportunity to gather data on what
was being done by the employer to retain employees and the challenges they
were facing and secondly, to gather data from the employees’ perspective, so the
gaps between the two, if any could be bridged resulting in appropriate recom-
mendations. The secondary data was sourced mainly from online sources such
as databases or internet findings. Journal articles of relevant studies were used
and sourced from goggle scholar.

5) Sampling Methods

Purposive sampling was used in this study, companies in the town of Solwezi
operating in the transport and logistics industry were selected. 4 companies fit
this criterion in Solwezi, 4 of which were approached and only 3 were willing to
participate in the study hence the use of Convenience Sampling. All the existing
departments in all 3 organizations were included in the sample selection but the
respondents who received the questionnaire were those available during the re-
searchers visit to the companies because majority of employees in these organi-
zations are shift workers. Random Sampling of employees from all the depart-
ments in each company was done to ensure the participants represented all sec-
tions in each of the 3 companies.

One key informant from each of the 3 companies was interviewed using an
interview guide and they were be purposively selected.

6) Data Analysis

Quantitative data from the semi-structured questionnaires was analyzed using

Statistical package for Social Sciences (SPSS) to create frequency tables, simple
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descriptions, cross tabulations and Mann Whitney tests for hypothesis testing.
Excel was used to create tables and graphs from the information generated in
SPSS. Correlation analysis was done to determine which factors influenced re-
tention.

To analyze the interview and open-ended question responses, the question-
naires and handwritten notes were read repeatedly, and key ideas or statements
highlighted. Once the themes were determined, content analysis was used to
classify the information into categories responding to the research questions on
what the major factors of employee retention were, and recommendations made

for improving these factors.

4. Results and Discussions

The data collected was analyzed using the data analysis tools described in the
methodology and the results presented using figures and tables.

1) Individual Characteristics

Figure 3 shows the gender distribution of the respondents, 84% are males and
16% are females, it can be concluded that the transport and logistics industry in
the study is a male dominated industry. Figure 4 shows the age group distribu-
tion; 27.7% of the age group were between 30 - 34 years, 22% were in the age
group between 25 - 29 years, 18.4% were between 35 - 39 years, 10.6% were be-
tween 40 - 44 years, 8.5% were between 20% - 24%, 6.4% were between 45 - 49
years, 4.3% were between 50 - 54 years and 1.4% were between 60 - 64 years of
age.

Figure 4 and Figure 5 illustrate the findings of the level of education and
length of service of the respondents. Majority of the respondents attended ter-
tiary education (college/university) represented by 73% of the sample, 23.4% had
been to secondary school, 3.5 had some other form of education while 7.1% did
not respond to the question. In terms of length of service, the majority of respon-

dents had served between 1 and 5 years in the transport and logistics industry.

Gender

M Female
B Male

Figure 3. Sample distribution by gender. Source: Author, 2019.
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Age Group

L 20-24 25-29 30-34 35-39 40-44 45-49 50-54 60-64

Figure 4. Percentage distribution by Age group. Source: Author, 2019.

Education Level

3.5%

| SECONDARY COLLEGE UNIVERSITY OTHER NO RESPONSEI
(a)

Length of Service

Figure 5. (a) Percentage distribution by Education Level; (b) Percentage distribution by
length of service. Source: Author, 2019.

2) Intent to Stay
Figure 6 illustrates the findings in response to respondents’ intent to stay in

the organization, 80% intended to stay in the organization while 16% indicated
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no when asked if they intended to stay in the organization and 4% did not re-
spond to the question.

Figure 7 illustrates the response from the respondents when asked if they
were actively searching for another job, 55.32% indicated No, 34.75% indicated
Yes and a final 9.93% did not respond.

3) Job Satisfaction and Organizational Commitment

Table 1 shows the results obtained from the cross tabulation of organizational
commitment and retention (intent to stay). The majority of those who agreed
and strongly agreed to feeling committed to their organization also scored highly
on intent to stay with the organization.

4) Non-Parametric Tests

To determine whether or not there is a relationship among the independent
and dependent variables, non-parametric tests were conducted in testing the
hypotheses. The Mann-Whitney U test was conducted on ordinal data which in-
cluded workplace structures, job satisfaction and organizational commitment
Table 2 is a cross tabulation of job satisfaction and employee retention(intent to
stay), the majority of the respondents who agreed and strongly agreed to job sa-
tisfaction also stated yes to their intent to stay with their employers.

Table 3: Conclusion; according to the Mann Whitney U test, the P-value
(0.032) is less than the significant level 0.05, hence the test is significant and we
fail to reject the null hypothesis. Therefore, it can be concluded that there is evi-
dence to suggest that workplace structures have influence on employee reten-
tion.

Table 4: Conclusion; according to the Mann Whitney test, the P-value
(0.00772) is less than the significant level 0.05, hence the test is significant and
we fail to reject the null hypothesis. Therefore, it can be concluded that there is
evidence to suggest that job satisfaction has influence on employee retention.

Table 5: Conclusion; according to the Mann Whitney test, the P-value (0.0098)

Intent to Stay

Figure 6. Intent to stay in organization. Source: Author, 2019.
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55.32%

34.75%

YES NO No Response

Figure 7. Respondents actively searching for another job. Source: Author, 2019.

Table 1. Cross tabulation of organizational commitment and employee retention (Intent
to stay).

Organizational Commitment and Employee Retention (Intent to Stay)

Yes No
Strongly Disagree 2
Disagree 3 4
Neutral 21 7
Agree 41 9
Strongly Disagree 45 1
Total 111 23

Source: Author, 2019.

Table 2. Cross tabulation of job satisfaction and employee retention (Intent to stay).

Job Satisfaction and Employee Retention

Yes No
Highly Dissatisfied 2 2
Dissatisfied 9 3
Neutral 35 13
Agree 42 5
Strongly Disagree 23 5
Total 111 28

Source: Author, 2019.

Table 3. Work place structures vs employee retention.

Mann-Whitney Test Statistics

Working Place Structures vs Employee Retention

Mann-Whitney U 1004.0000
Wilcoxon W 1304.0000

Z -2.139

Asymp. Sig. (2 tailed) 0.032

Source: Author, 2019.
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Table 4. Job satisfaction vs employee retention.

Mann-Whitney Test Statistics

Working Place Structures vs Employee Retention

Mann-Whitney U 1315.00
Wilcoxon W 1615.00

Z -0.313

Asymp. Sig. (2 tailed) 0.00772

Source: Author, 2019.

Table 5. Organizational commitment vs employee retention.

Mann-Whitney Test Statistics

Working Place Structures vs Employee Retention

Mann-Whitney U 1353.500
Wilcoxon W 7794.5
z -0.015
Asymp. Sig. (2 tailed) 0.0098

Source: Author, 2019.

is less than the significant level 0.05, hence the test is significant and we fail to
reject the null hypothesis. Therefore, it can be concluded that there is evidence

to suggest that organizational commitment has influence on employee retention.

5. Recommendations

While majority of the employee respondents intend to stay with the organiza-
tions that have currently employed them, at least 34.7% in Figure 7 were actively
searching for a job. This is quite significant, and employers must make im-
provements focused on the areas identified as having influence on employee re-
tention such as workplace structures, organizational commitment and job satis-
faction, if they intend to significantly reduce the percentage of respondents who
are searching for another job. It must be noted that while the majority intend to
stay, due to the changing needs of a human being, intent to stay at one stage is
not a guarantee of intent to stay at a later stage hence the need for employers to
take a proactive approach when tackling matters of employee retention.

The respondents made recommendations that called for the implementation
of strategies which fell under at least one or more of the following themes, job
security, improved rules and regulations, career development opportunities,
competitive compensation and benefits and improved conditions of service. The
themes that occurred most often are job security implemented through longer
contract terms. The results suggest that organizations in the transport and logis-
tics industry that want to improve employee retention and gain competitive ad-

vantage, need to employ strategies with a focus on work place structures in the
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many dimensions that it takes. This recommendation is similar to Walker (2001)
who identified 7 factors that enhance employee retention, and these are; com-
pensation and appreciation for work performed, provision of challenging work,
chances to be promoted or to learn, invitational atmosphere within the organi-
zation, positive relations with colleagues, a healthy balance between professional
and personal life and good communications.

In addition to improved workplace structures, organizational commitment
also needs to be improved in order to enjoy high levels of employee retention.
According to Curtis and Wright (2001) an important indicator of employee re-
tention is organizational commitment, employees who strongly identify with
their organization, value the sense of membership within it and agree with its
objectives and value systems are not only likely to remain with an organization
but also work considerably hard on its behalf.

Regarding job satisfaction, it was observed in Table 2, that a significant num-
ber of respondents were neutral about job satisfaction which leads the researcher
to draw the conclusion that strategies aimed at increasing job satisfaction levels
which influences employee retention need to be improved. The level of job sa-
tisfaction is influenced by both intrinsic and extrinsic motivation factors. The
extrinsic factors include job security, physical working conditions, pay and ben-
efits; while intrinsic factors include recognition, promotion, freedom, learning
opportunities, nature of the job and status (Armstrong, 2010). Strategies could
take the form of annual salary reviews based on merit and organizational per-
formance, regular labor market salary surveys to review if the organizations’
compensation is competitive in the industry, regular staff surveys assessing work
place structures, job satisfaction and organizational commitment would help
organizations gain an understanding of areas requiring improvements from the

employees’ perspective.

6. Conclusion

Based on the findings of this study, it can be concluded that the frame work ap-
plicable to the transport and logistics industry when addressing is one consider-
ing workplace structures, job satisfaction and organizational commitment as
factors having an influence on employee retention in the transport and logistics

industry.

Limitations

The study focused on the transport and logistics industry in Zambia given both
time and financial constraints, however this study could be carried out in a wid-
er transport and logistics industry while paying attention to enable the generali-

zation of the research findings to the rest of the transport and logistics industry.
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