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energy providing industry is fac-
ing staff retention challenges. In
spite of their retention strategy
that was implemented over the
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core, critical and scarce skills
are still leaving. The study ex-
plored employee motivation theo-
ries underlying employee reten-
tion in organizations. A qualita-
tive study was conducted in or-
der to determine factors that in-
fluence employees to remain or
leave the employer. The findings
revealed that factors such as
leadership style of superiors,
ability to exercise control with
respect to decision-making and
problem-solving, and a desire
for career advancement and
skills development play a role in
retaining specialist staff.
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Introduction

Employeeretention is one of the ma-
jor challenges that organizations face to-
day. Attracting the best talent is a diffi-
cult task, and retaining these employees
is even more difficult. Globalization has
worsened the situation, asemployees are
both ready and willing to change jobs and
relocate to any part of the world. Man-
agers around the world are concerned
about the retention of skilled employees,
and are very conscious of the high rate
of employeeturnover. Skilled employees
in today’s business are the major differ-
entiating factor when determining the suc-
cess of a business, making the employee
retention environment very competitive.
Thisis as aresult of dependence on the
expertise of these employeesto compete
effectively and to gain competitive advan-
tage in the market (Samuel & Chipunza,
2009).

Accordingto Carr & Jones (2001), the
demand for core, critical and scarce skills
outnumbersthe pool of availabletalent. As
a result, people in these skill categories
experience high levels of stress and they
tend to easily resign from their jobs. A war
on talent, as reported by Stairs, Galpin &
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Linley (2006), was predicted to start in
2007. Organizations were managing staff
retention on a ‘knife edge’. Elaborate
strategies for attracting and retaining tal-
ent need to be devised in order for orga-
nizations to maintain a competitive edge
and to ensure their long term survival
(Stairset al., 2006).

‘ Employers were slow to compre-
hend that the power balance of the

work relationship had shifted from
employer to employee.

In the past, employees leaving their
jobs voluntarily was seldom an occur-
rence. However, thisis now the normin
the workplace; a shift which has been
intensified by anincreasein job mobility.
Changesin the work environment are so
complex that employers were slow to
comprehend that the power balance of
the work relationship had shifted from
employer to employee. A new concept,
‘employeeturnover’ wasthereforeintro-
duced. As a result, a management tool
known as ‘employee retention’” was de-
veloped to respond to employee turnover
(McKeown, 2002). In response to the
employee turnover challenge, many or-
ganizations changed their remuneration
packages to be in line with what similar
companies in the market were paying.
According to McKeown (2002), remu-
neration packages alone were not totally
effective in helping employers to keep
their employees. In addition to the remu-
neration packages, other factors such as,
safety and workplace health should be
included to make the employee happy
(McKeown, 2002).

Problem Investigated

The study isfocused on adepartment
within the organization which provides
consulting, advisory, supporting and other
specialist servicesin the energy industry
in adeveloping country context. The de-
partment comprises predominantly core,
scarce, skilled and experienced subject
matter experts in the engineering envi-
ronment, who have acquired agood repu-
tation in providing outstanding technol ogy
services to their customers over time.

According to management, the de-
partment is losing its core, critical and
scarce skills to the external market ev-
ery year. The trends on staff movement
were discussed in various management
meetings to determine the severity of the
problem. As aresult, management iden-
tified the loss of skills as one of the
department’shigh risks. Although astrat-
egy has been implemented, the organi-
zation still experiencesloss of these skills
and it isevident that the strategy has not
been effective. Recruitment policies and
processes, as well as the national short-
age of specific skills have contributed to
the delay or inability to replace the em-
ployees that have left. Lack of skillsin-
creased the workload for remaining em-
ployees, hampering their ability to execute
the overall operations plan and brought
about an undesirable effect on service
delivery.

Aim of the Research
The main aim of the research is to:

a) determine critical factors in respect
of employees wanting to remain with the
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organization, and b) identify which fac-
tors may result in employees wanting to
leave the organization. Such a study can
lead to recommendations which can be
incorporated into the strategy of the or-
ganization to retain core, critical and
scarce skills.

Literature Review

Organizations hire people from dif-
ferent backgrounds and employees de-
mand morefulfilling jobs (Mitchell, 1973).
Traditional models of motivators relied
solely on financial rewards, which in
terms of Maslow’s position, helped em-
ployees to achieve their basic needs of
food and shelter. In the 1960s and 1970s
career progression emerged as an addi-
tional motivator to satisfy the employees
need for achievement, status and recog-
nition. For this generation, motivators go
beyond tangible rewards, shifting to in-
tangibles like meaning, valuefit and the
ability to make aworthwhile contribution.

Since the current generation of em-
ployees has grown up in a world of
choice and rapid change, they may not
stay with one employer for along timeif
their self-actualization needs are not sat-
isfied (Stairs et al, 2006). Managers and
organizational leaders should seek to
comprehend and address employee mo-
tivation successfully to be able to lead
the organization (Amabile, 1996). It has
been noted that five features which trig-
ger recent theories of human motivation
are needs, reinforcement, cognition, job
characters and emotions (Ramlall, 2004).
Three common motivational theoriesare
Maslow’s Needs Hierarchy, Herzberg's

Two Factors and Vroom's Expectancy
Theories. Maslow’s theory focuses on
individual needs while Herzberg scruti-
nized motivation from the perspectives
of the interaction between the individual
and his/her work (Cesare & Sadri,
2003). Vroom’s theory proposes that
people are driven to behave the way
they do, and produce combinations of
outcomes that should be desired and
expected.

Maslow developed his Hierarchy of
Needs theory because he believed that
human beings desire to become self-ac-
tualizing. He held that human potential
being underestimated is an unexplained
area. Human needs can be grouped into
at least five areas, namely: physiological,
safety, love, esteem and self-actualiza-
tion.

Equity theory stresses the point that
individuals are not only concerned with
their own rewards, but also comparetheir
compensation to what others receive.
The Expectancy Model of Motivation, as
cited by Ramlall (2004) highlights the
causes of people’s expectations and con-
nects effort with performance and job
satisfaction.

‘ Attitudes of employees towards
their jobs and work environments
influence their retention. \

It has also been acknowledged that
the attitudes of employees towards their
jobs and work environments influence
their retention. Job satisfaction isacata-
lyst to employee turnover. Employee
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motivation isacomplex issueand involves
a combination of factorsinfluencing in-
dividuals.

According to Mak and Sockel (2001)
and Stum (1998) job satisfaction is be-
lieved to be an important driver of em-
ployee performance. It affects produc-
tivity, quality and morale, and hence in-
fluences commitment and reduces turn-
over and absenteeism. According to
Benest (2008), competitive salaries are
important to employees but are not suf-
ficient to retain them. When employees
do not see the relevance of their job to
an organization, they may feel that they
do not belong to the unit. According to
Stum (1998), in most cases employees
would like to learn and grow. They also
expect employersto give them an oppor-
tunity to grow.

Employees may leave an organiza-
tion if the reward strategy does not ap-
preciate their performance, or lacks con-
sideration for skills and experience, or
cannot match the compensation system
of the competitors. A meaningful job is
the most powerful motivator of behav-
ior. Employees appreciate working in a
safe and comfortable environment. Fac-
tors such as family responsibilities are
also related to employee retention, be-
cause one’'sfamily, community and other
life activities outside work influence one’s
decision to stay or leave (Hausknecht et
al, 2008). Employees can be frustrated
and dissatisfied with a workload that is
less or more than their capacity (Jan,
2010). Certain management styles may
cause employees to leave an organiza-
tion. Employeesalso liketo bein control

of some aspects of their work and have
the ability to influence the way thingsare
done.

Research Methodology

This study used qualitative data col -
lection methods, namely, open-ended
guestionnaires, in-depth unstructured in-
terviews and secondary data such as exit
interview materials. This approach en-
sured triangul ation. Ethical clearancefor
the study was obtained. Data collection
occurred during August-September 2010.
Purposive sampling was employed in se-
lecting participants for this study. This
means purposefully choosing certain el-
ements of the population. The key par-
ticipants were employees whose skills
have been categorized into core, critical
and scarce. The study invited participa-
tion from engineers, technol ogists tech-
nicians, artisans and electricians in the
organization.

‘ The key participants were employ-
ees whose skills have been catego-
rized into core, critical and scarce. \

A total of 28 people completed the
guestionnaires, and in-depth interviews
were conducted with two managers and
one consultant. Respondents were as-
sured about confidentiality and were re-
guested to complete informed consent
forms before commencing theinterviews
or completing the questionnaires. Ques-
tions focused on factors which were im-
portant for employees and caused them
to remain with the organization, what
benefitsthey derived from working at the
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company, and what factors would cause
themto leave. Theinterpretive inductive
approach was applied to analyze data.

L eadership Style

Participants reported that they val-
ued democratic leadership that allowed
them to operate independently with little
guidance. One participant was quoted as
saying, “ To betrusted and given the free-
dom to work as a professional, to make
decisions, to be self-managed and not to
be micro-managed”. This is consistent
with the study of Stairset al. (2006) that
employeeswould like to bein control of
some aspects of their work and be able
to influence the way things are done.
This is also confirmed by Maslow’s
Needs Theory that people seek fulfill-
ment of needsin self-expression, recog-
nition, having some voicein job affairs,
doing something worthwhile, and de-
manding a chance to grow. Bititci,
Mendibil, Nudurupati, Garengo and
Turner (2006) reported that management
styleisdictated by the organisation cul-
ture.

‘ Participants declared their man-
agement to be good and fair. \

Participants declared their manage-
ment to be good and fair. Moreover, they
proclaimed that management had a ma-
ture attitude towards work and allowed
employeesthe freedom to explore possi-
bilities with respect to problems and so-
lutions. Mak and Sockel (2001) stated
that if employees perceivethat they have
supervisor support, they could be more

satisfied and motivated, with less stress
and better performance. Stairs et al.
(2006) mentioned that management
should striveto build positive emotions,
harness strengths and drive engagement.

Job Satisfaction

Some participants would like to be
givenwork that is stimulating, meaning-
ful and challenging to enable them to
make avaluable contribution. Other par-
ticipants mentioned that the attractive
thing about working in the environment
was the opportunity to do different things.
Thissituation was highlighted by Nohria,
Groysberg and L ee (2008) who said that,
in order to achievejob satisfaction, man-
agers and supervisors should design sig-
nificant, exciting and stimulating tasks.
Employees’ minds should be stimulated
to think widely about the ways in which
they could contribute to bringing about
change in the system. Ramlall (2004)
mentioned that employees should be
given additional tasks and difficult ones,
perhaps even those normally performed
by their seniors or supervisors. There-
fore, jobs should be restructured to in-
clude thought provoking tasks with more
responsibility. These authors' ideas are
in line with the Hygiene Motivation
Theory that proposed that employees
define satisfying encountersin relation to
features core to the job content, such as
achievement and growth.

Teamwor k
Participants indicated favoring an

environment where teamwork is encour-
aged, and also working within a compe-
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tent team. This was exemplified by one
participant who said: “Good team rela-
tions, that is, colleagues that are compe-
tent and willing to assist in the bigger team
efforts”. Stairset al. (2006) reported that
employees need an inclusive organiza-
tional culture where the emphasisis on
teamwork and co-operation between the
groups. Nohria et al. (2008) suggested
that the most effective way to unite a
team is to provide a conducive environ-
ment that stimul ates teamwork, collabo-
ration, openness and friendship. It was
the view of some participants that the
organi zation has the best or at |east very
good specialistsin almost all (technical)
disciplines of the business. The majority
of the participants said that the advan-
tage of being in the environment was
having easy access to human resources,
which then helps in making quick deci-
sions and drawing conclusions. It has
been reported that generally, working ‘in-
side’ the organization allows one to ad-
dressissues directly and willingly, com-
pared to an external consultant, who can
only work on issues that they are asked
toinvestigate.

‘ The most effective way to unite a
team is to provide a conducive en-
vironment that stimulates team-

work, collaboration, openness and
friendship.

Reward, Recognition &
Remuneration

Some participantsindicated that they
would like to work in an environment
where outputs are appreciated and out-

standing performance is recognized.
Ramlall (2004) reported that an employee
will work hard if they are certain of re-
ceiving a reward for completing a task.
Moreover, Stairset al. (2006) agreed with
Ramlall that an employee’s satisfaction
level rises when they perceive they are
being fairly rewarded, beit financially or
non-financially. Employees’ decisionsto
work hard for areward will therefore be
driven by what they have experienced in
the past in terms of performance and
rewards.

It was mentioned that the organiza-
tion paid respectable remunerations, but
that these salaries could be better. Other
participants pointed out that they were
remunerated well. Some participants re-
ported that they prefer a work environ-
ment which pays an adequate or high sal-
ary to correctly reflect the value of one's
experience, knowledge and skill, and sala-
ries that are above market rates. This re-
quires organizations to establish reward
systems that are perceived to be fair and
just. This is consistent with Herzberg's
Motivator Hygiene Theory that if hygiene
factors such as remuneration, job secu-
rity and general work environment are not
acceptable, employees may become de-
motivated. Stairs et al. (2006) noted that
traditional models of motivatorsrelied on
financial rewards which, in Maslow’s
terms, helped employees achieve their
basic needs.

Stakeholder Involvement
It was clear that some participants

valued interaction and collaboration with
stakeholders of different levels, back-
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ground and interest. It pleased them when
they acted as the middle man between
senior management and middle technical
staff, where they ensured that manage-
ment priorities and technical require-
ments were integrated and aligned. In
addition to these, they preferred to be
mediators between production and re-
search, which allowed them to facilitate
production as well as obtain support for
innovative projects.

Lockwood (2007) found that em-
ployee engagement has emerged as a
critical driver for organizational achieve-
ment, because it affects employee reten-
tion, efficiency and loyalty. Therefore it
is closely correlated to customer satis-
faction, company reputation and overall
shareholder value. It has been concluded
that if the employees realize the connec-
tion between their job and organizational
strategy and also understand the impor-
tance of their job to the success of the
organization, they would be more en-
gaged. Engaged employees are passion-
ate about their work, innovative and drive
organizational advancement. Goodman
(1971) suggested that employees be in-
volved and allowed to participate in the
accomplishment of objectives. This
means involvement in decision-making
where the outcome involves them.

‘ Engaged employees are passion-
ate about their work, innovative

and drive organizational advance-
ment.

Participants mentioned that working
in the organization gave them an oppor-

tunity to participatein national activities.
They also mentioned that through in-
volvement in committees where the de-
velopment of technology and technologi-
cal changes affecting the organisation
were discussed, they were operating in
their field of expertise and were exposed
to arange of new technologies.

It was observed that they made a
real contribution to the improvement of
the company. Thiswas supported by one
participant who said that “ working at a
national level, where | am able to sup-
port the network plannersin all the re-
gions. Thiskeeps me both challenged and
motivated” . They also acknowledged that
they were able to influence the medium
to long term development of thelocal in-
dustry. In addition to this, they had
greater opportunities to travel and net-
work with specialists around the coun-
try. Besides national involvement, they
indicated that they were solving the
region’s technical problems, and in turn
acquiring knowledge. It was also high-
lighted that they gained experience in
developing electricity distribution line
hardware technol ogy, thereby keepingin
touch with new technology. They also
admitted that they made decisions and
managed technology with far reaching
consequences, both in the organisation
and in the industry as awhole.

Work Environment

The participants pointed out that in
this environment they were able to work
independently and make decisions to a
certain extent. This was supported by
one participant who said: “having a cer-
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tain amount of freedom to manage my
activities to suit my needs’. Many em-
ployees would like to have a dedicated
office as opposed to a cubicle. One par-
ticipant explained why adedicated office
was needed: “ An enabling working envi-
ronment that will alow meto do my work
effectively and efficiently”. Stairs et al.
(2006) noted that employees appreciate
working in a safe environment and that
they need a comfortable workstation and
secure parking facilities.

It wasindicated by some participants
that flexibleworking time or flexible hours
were important characteristics for their
ideal work environment. One was quoted
as saying: ‘having core hoursis fine but
being unabl e to shift hours from one day
to the next is restrictive’. In addition to
this, some needed the freedom to work
at various office locations and to have
access to technol ogy such as 3G connec-
tions. Stairs et al. (2006) reported that
employees need to be supported to
achieve a balance between their roles
within and outside of the work environ-
ment to enable them to meet the de-
mands placed on them. This means dif-
ferent thingsto different individuals and
flexible work practices are proposed to
address this issue. Hausknecht et al.
(2008) agreed with Stairs et al. (2006)
and suggested alternative work hours to
reduce pressure between competing work
and non-work demands.

Participants appreciated the work-
life balance opportunities such as flex-
ible working times and working from
home on some days. According to the
participants, these practices contribute to

the retention of outstanding employees.
Others mentioned that the flexibility helps
them to work independently and take
ownership of their work and their own
time management. Thiswas exemplified
by one participant who said: “1 could ne-
gotiate flexible hoursto suit my personal
needs with a child at school”

Ethical Values & Professionalism

‘Participants stated that they
needed to be respected and

trusted, to be given the freedom

to work as professionals and to
make decisions.

Participants stated that they needed
to be respected and trusted, to be given
the freedom to work as professional s and
to make decisions. They indicated that
they would like to work in an environ-
ment where honesty, integrity, truthful-
ness and high morals and ethics were
highly valued. Rucci et al. (1998) stated
that this calls for management to give
staff greater decision-making authority to
empower them. Leadership should also
takeresponsibility for the culture that will
keep business modelsworking. Thiswas
believed to encourage employees to be
quick to respond, to become more cre-
ative and continually improve their ser-
vice to customers.

Image & Caeer Growth

According to some participants, the
organization has a good reputation and
image. They alsoindicated that they liked
to be associated with the organization
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because it was seen as a centre of ex-
cellence. Other participantswould liketo
have a clear career path for career
growth and potential promotion opportu-
nities while others would like the career
path to be coupled with definite career
advancement. Jan (2010) reported that
if an organization does not consider pro-
viding opportunitiesto employeesto ad-
vanceintheir careers, thiscreates afeel-
ing of frustration among them. Stairs et
al. (2006) advised that organizations
should facilitate opportunitiesfor devel-
opment and career progression for their
employees. Benest (2008) also advised
that this can be achieved by providing
appropriate and flexible work challenges,
continuous learning, challenging work,
assignments which stretch but do not
overwhelm the employee, continual train-
ing and development, and competitive

pay.
Skills Development

Participants would like to be in an
environment where there are opportuni-
ties for continual professional develop-
ment. To some this meant being among
specialistswho have technical knowledge
coupled with years of experience. To oth-
ers it meant access to resources, mean-
ing money and peopl eto execute work and
to keep up with the latest developments.
One participant was quoted as saying
“what | have realized is that most of the
decision making processesrequireimme-
diate and interactive communications to
enabl e oneto solve most engineering prob-
lems. Decision making requires extensive
knowledge, whichinturn requires experi-
ence to solve these problems’.

Stum (1998) reported that, in most
cases, employeeswould liketo learn and
grow. Besidesformal |earning programs,
there should be other |earning opportuni-
ties like job sharing, task services, con-
ferences and expanded responsibilities.
It was also recommended that managers
should provide affordable experiential
learning. Most participants confirmed the
existence of opportunitiesfor empower-
ment and self-devel opment, depending on
whether they would benefit the depart-
ment and the organization. One partici-
pant was quoted saying: “ what makesthe
job worthwhileisthe opportunity tolearn
and take ownership, take on other non-
core work for professional growth, thus
advancing my electrical engineering man-
agement knowledge and experience”.

Communication

Participants preferred an environ-
ment where business matters are com-
municated to all to enable them to con-
tribute to decisions that are important to
the organization. Rucci et al. (2000) men-
tioned that one of the barriersto trust is
misunderstanding and suggested that or-
ganizations ensure clear communication
at all times. Stairset al. (2006) supported
this by suggesting timely and relevant
communication that istailored for func-
tions and groups.

Support Services

Participants expressed their dissat-
isfaction with poor support business ser-
vices and ineffective support policies and
infrastructure, such as HR, buying etc.
Sheridan (1992) reported that organiza-
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tional culture values have an influence
on human resource strategies including
selection, placement policies, promotion
and devel opment procedures, and reward
systems. Nohria et al. (2008) mentioned
that employees acknowledged that man-
agers have certain powers to influence
the way in which organizational pro-
cesses and policies areimplemented, and
that they do have some discretion within
their area of influence.

Performance Management
Processes

‘ Participants raised the concern
that the annual performance ap-

praisal methods are highly flawed

and do not contribute to quality
outputs. \

Participants raised the concern that
the annual performance appraisal meth-
ods are highly flawed and do not con-
tribute to quality outputs. Another cause
of concern was perceived inequitable
treatment, lack of transparency, and hon-
est and timely feedback by supervisors.
To add to this, one participant held the
view that the unique and totally over ana-
lytical performance review seemed to be
designed by engineers for engineers. It
was further alleged that the system made
management feel in control to manage
the details. Goodman (1971) indicated
that ratings and evaluations of employ-
ees have not been very successful,
mainly because they have been used criti-
cally, destructively, and with little sound
datato support the evaluation. Within this
negative attitude towards appraisal,

Goodman (1971) proposed that good per-
formance by workers depended on their
self-motivation and the supervisor’s mo-
tivation.

Equity theory stresses the point that
individuals are not only concerned with
their rewards but also compare their
amount to what others receive. When
people perceive an imbalance, there will
be tension. Fairness or tension provides
the basis for motivation. Nohria et al.
(2008) advised theimplementation of fair,
trustworthy and transparent processes.
Thiswould hel p employeesto understand
the rationale behind the decision even if
they did not agree with some aspects of
the processes.

Resources & Workload

It was stated by many participants
that the resources to make a difference
were not always available and the ability
to improve systems and processes to the
benefit of the businesswas difficult with
the available resources. Moreover, the
workload was too much. One participant
shared the same sentiment and said: “I
also don't believe we have enough or
even theright staff to handle the demands
and workload in the organization. This
places additional burden and pressure on
me”. Jan (2010) reported that employ-
ees can become frustrated and dissatis-
fied by a workload that is less or more
than their capacity. Mak and Sockel
(2001) indicated that in an organization
that istoo demanding and unreliable with
itsemployees’ needs, employee burnout
could be frequently experienced. This
burnout isrelated to work stressors such
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as role vagueness, conflict and inad-
equate resources.

Too Much Administration

Participants complained that they
were often overwhelmed with adminis-
trative work. Despite the wonderful e-
systems and processes in place, there
isstill alot of administration work to be
done. One participant elaborated on the
issue and said “this is time consuming
and prevents us from doing what we
actually enjoy doing”. It was evident
that employees did not understand the
importance of the admin work. Goodman
(1971) alluded that only organizational
goals are often considered and hence
suggested that workers should be hel ped
to achieve their goals within the organi-
zational goals.

Customer Demands

Respondentsindicated that some cus-
tomers sometimes had no ideawhat they
wanted. It is their feeling that they deal
with customers who sometimes refuse to
co-operate and ignore Head Office re-
quests or cause problems. Rucci et al.
(1998) highlighted that the attitudes of
employees towards their jobs and the
work environment influence employee
retention, and employee customer satis-
faction affects financials and more.
Therefore, organizations should measure
and manage the drivers of employee re-
tention and customer satisfaction.
Management’s decisions should be cus-
tomer-oriented, and their communication
on organi zation goals and vision should
be done effectively.

Repetitive Work

Participants proclaimed that their
exposure to work assignments was only
intheir areas of responsibility. However,
after fiveyears, they found that the work
was repetitive, and also that they only
used a small part of the knowledge they
had gained at tertiary education level.
One participant from management indi-
cated that although he was comfortable
with hisjob, he was getting bored because
he knew his job inside out. Goodman
(1971) advised that supervisors and man-
agers should give employees more free-
dom and responsibility to direct their own
activities and accomplish organisational
objectives. Thisapproach would provide
anindividual with the opportunity to meet
egoistic needs, to increase job responsi-
bilitiesand fully utilize their abilities.

Office Environment

Participantsindicated that they were
deprived of exposure to the real plant
activities, because they were not being
hands-on every day. The office environ-
ment was perceived as not being condu-
civeto their development as profession-
als, and it would not improve their confi-
dence nor speed up their career devel-
opment and engineering expertise. One
participant elaborated on this and said
“personally, | am still young and ener-
getic and prefer an environment that will
allow and enable me to perform hands
on work and apply the basic principles
of engineering”. Deci (1972) suggested
that in order to motivate employees in-
trinsically, supervisors should design in-
teresting and challenging tasks and allow
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employeesto participatein decision-mak-
ing.

Limited Career Growth

‘ Participants were of the view that
there was no opportunity for \

growth.

Many participants were concerned
that in many cases there appeared to be
a ‘glass ceiling’ in terms of the promo-
tion within the organization. Therefore,
participants were of the view that there
was no opportunity for growth. In some
cases employees’ man-grades (grade of
the job the person does) were not the
same as their post-grades (grade of the
job profile). Participants al so reported that
training for Engineers-in-training was not
enough for them to understand what their
customersin the businessregions do. Jan
(2010) stated that if an organi zation does
not consider providing opportunities to
employees to advance their career, then
this will create a feeling of frustration
among them. Stairs et al. (2006) advised
organizations to facilitate opportunities
for development and career progression
for employees.

Travelling

One participant mentioned that too
much travel away from home can be a
problem. This particular participant trav-
elled frequently from Durban to
Johannesburg. Job descriptions often
specify the requirements of ajob. In ad-
dition to this, management reminds can-
didates of the requirements during the

interview and inquires whether a candi-
date will be comfortable with the require-
ments.

Recruitment

Participants observed that the entry
level qualificationsfor thevariousjob lev-
els were too high and that suitable per-
sonswith technical experience could not
be obtained to do the work. A participant
expressed hisfrustration and said: “ It has
a direct effect on me, because we don't
get the right people for doing the work
effectively”. Nohria et al. (2008) high-
lighted that employees acknowledged
that managers have certain powers to
influence the way in which organizational
processes and policies areimplemented,
and they do have some discretion within
their area of influence.

Conclusion

It was highlighted that there were
many factors in the organization that
employeeswere satisfied with, but which
did not necessarily mean that they would
not leave the department. The study
found the following factorsto becritical
to employees' decisionsto stay or leave
the organization: organizational culture,
|eadership style and support, autonomy,
team work, recognition, remuneration,
flexible working hours, challenging work,
career and skills development. However,
the availability of these factors does not
imply satisfaction and no singlefactor can
influence employeesin favor of the em-
ployer. A number of issues were also
highlighted, such as: the flawed perfor-
mance management process, a skills
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shortage that led to work overload, un-
reasonable customer demands and man-
agement not being supportive, limited
career growth, the lack of career paths,
and unfair reward and recognition prac-
tices.

Recommendations

The leadership style of those man-
aging the specialists needs to be care-
fully considered. Specialist staff re-
quires some control in decision-making
and problem-solving, and should be en-
couraged to engage in stimulating and
challenging work. Tasksthat are repeti-
tive need to be reassessed as such
work can be de-motivating. Specialists
should not be overloaded with admin-
istrative work but should rather be uti-
lized for their scarce skills. A balance
should be sought between company
work which also includes real plant
activity, and participation in work out-
side the organization.

Emphasis should be placed on ca-
reer advancement and skills develop-
ment. As much as the specialists derive
satisfaction from being in charge of their
own work, management should also
stimulate a teamwork approach as this
can allow for specialiststo engageinidea
generation and perhaps start joint
projects. The performance management
system needs to be evaluated to ascer-
tain the implementation thereof and the
remuneration and reward systems
should be considered on an individual
and group level. Organizational pro-
cesses and policies should facilitate the
work of the specialists and specialists

can perhaps be included when decisions
are made regarding the strategy of the
organization and how best to meet cus-
tomer demands.

The organization should not try to
address each factor that may cause em-
ployees to resign, but should seek a so-
lution that is systematic, which would
solve the problem holistically. Employ-
ees’ opinions should be explored fre-
guently because their environment
changes rapidly and this impacts either
negatively or positively on their decision
to leave or stay.

The study noted the challenges of the
engineering skills shortage and the diffi-
culty in acquiring new employeesin this
field. Thefactorsthat influence staff turn-
over impact directly on shortage of skills,
because the factors that cause people to
|eave organi zations cause it to be unable
to attract the people. Thisimpacts nega-
tively on businesses because turnover
and shortage of skills causes a decrease
in productivity, lack of sustainability, a
declining company image, low morale,
and the inability to attract competent
people.

Thisstudy focused on employee per-
ceptions. Future research needsto inves-
tigate the perceptions of the employer
and determine how they would like to
retain their employees.
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