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ABSTRACT
Employee turnover is a vital element in the survival and success of an organization and should
be considered when developing strategies and business plans to ensure a competent and skilled
workforce that delivers the organizational objectives and goals. The departure of key staff can
have a drastic impact on the performance of the organization. The determinants of employee
turnover and their effect on organisational performance at VVodafone Ghana Limited is a complex
area of study. Numerous studies have been published about employee turnover and job
satisfaction however there is a paucity of information in literature about the determinants of
employee turnover and its effect on organisational performance at Vodafone Ghana Limited.
With rising globalisation, accelerated use of technology and pressure to innovate and remain
competitive in the Ghanaian telecom industry, it is becoming increasingly important for
Vodafone Ghana Limited to attract and retain rich human capital. The study was guided by the
following objectives; to determine the extent to which management styles contributes to
employee turnover; to establish the role of work environment as a contributing factor to
employee turnover and to evaluate the extent to which reward management contributes to
employee turnover. The research employed case study approach and the methodology was
quantitative. The target population for the study comprised a total of 135 employees working at
Vodafone Ghana Limited, Ashanti Regional Headquarters in Kumasi with a sample size of 54
employees. The data collection instrument was a questionnaire. Stratified sampling technique
was used to divide the sample into lower, middle and senior level employees and random
sampling was used thereafter to give employees an equal chance at selection. The findings
indicate that management styles, the work environment and reward management play a key role
in employee turnover at Vodafone Ghana Limited. Employee turnover affects organisational

performance by touching on all the four perspectives of the Balance Scorecard; customer,
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financial, internal business process and learning and growth. The highlighted recommendation
was that Airtel must regularly conduct employee-manager reviews and provide feedback, must
align the working environment with the changing, dynamic and culturally diverse workplace,
there is need to have employee friendly policies and procedures that provide an enabling
environment that allows creativity and innovation. Finally, reward packages should be more
favourable and in line with employee needs and the organisation should establish modern

retention strategies to enhance retention.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

Employees are increasingly viewed as invaluable resources in the execution and management of
business plans and strategies across global organisations. Any decline in productivity or
departure from the organizations has been seen to result in significant impact on the
organisation’s performance (Kwenin, Muathe & Nzulwa, 2013). As such, employee retention is
crucial to the long-term future growth and success of an organisation. Employees® satisfaction
and retention also ensures parallel customer satisfaction and effective succession planning for

management (Meyer & Smith, 2000).

Employee turnover is the rate at which employees leave organisations and how long the staff
tend to join and leave the organization (Armstrong, 2006).Organisations are increasingly
becoming conscious in reducing this rate, turning it into a major organisational concern. Many
factors such as leadership and management styles, work environment, training and
developmental needs, reward and performance management amongst others contribute to
employee turnover; some stemming from the company while others from the employees

themselves and the external work environment (lzzack, 2010).

Measuring organisational performance is vital in any organisation and serves as a tool to
understand where the organisation stands vis-a-vis measures to take it to the next level. It is
crucial to keep this focus in mind to enable the organisation to better service employees, owners
and customers (Johnson, 2010). The balanced scorecard performance management approach

gives a complete picture of the employee as well as the organizational performance. It guides
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users in determining the critical success factors and performance indicators; strategic review or
analysis of the organizational capabilities and performance; focusing the whole organization on
the few key things needed to create breakthrough performance and integrating as well as
directing the performance and efforts from the lowest levels in the organization to achieve
excellent overall performance. When an organization loses its talented employees it leaves a
negative impact on innovation, customer satisfaction and knowledge gain during the past years
and on the profitability of the organization. More over replacing cost of another employee is

considerably substantial to the organization (Gadot, 2007).

Magd (2003) explains that high turnover can be a serious bottleneck to organisational
performance, quality and efficiency for firms of all sizes. Richard (2008) emphasises that high
turnover can pose challenges to small companies to the extent of not having adequate staff to
fulfil daily functional duties more than the issue of quality of work done when the staff are
available. This however, poses no smaller problem to larger enterprises that spend millions on
turnover-related costs. High staff turnover in service related professions such as management
consulting and the telecom sector can lead to customer dissatisfaction and customer turnover
because clients prefer a working relationship with a consistent contact that is known to their

history (Blume, Ford, Baldwin & Huang, 2010).

Page (2001:77) states that the escalation in the rate of labour turnover is a major concern for
businesses and is clearly impacting on organisational performance. Clients begin to doubt the
management of such an organisation and unsure whether they should continue to do business
with an organisation with higher staff turnover. Mullins (2005:674) maintains that the costs of

recruiting and engaging new members of staff are considerable. He adds that this affects the
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direct costs like advertising, agency fees, paper work and interview time. Robbins and Decenzo
(2001:36) state that there are many hidden or indirect costs, like the expenses incurred in training
and supervising new entrants, as well as those they are replacing and overtime that may have to
be paid during staff shortages. Other costs may include increased wastage and losses while new
staff settles in. Moreover, customer irritation and low staffing morale leads to high staff turnover

(Cohen, 2000:69).

The impact of staff turnover results in an extra work load for the remaining staff member’s
performance and on organisational effectiveness. Mathis and Jackson (2007:119) state that
employees have to work extra hours to compensate for the work of those that have resigned.
Russell and Bvuma (2001:47) state that cost is not only financial but must also be measured in
terms of the damage to staff morale and deficits in meeting customer demand. The increased
workload leads to low morale and high levels of stress which in turn leads to absenteeism

amongst employees.

According to Robbins (2003:78), staff turnover is costing South African organisations millions
of rands in decreased efficiency. He further states that in the United States, staff turnover is
estimated at $40 billion a year, in Canada $12 billion and in Germany DM 60 billion (Robbins,
2003:78). The cost of staff turnover and the impact thereof on productivity alone is enough to
depress any human resource manager and the organisation. There might be a delay of service
delivery while waiting for the replacement staff to arrive. In addition, there might be production
losses while assigning and employing replacement staff (Ziel and Antointette, 2003:367). Often
the organisation experiences a waste of time due to inexperienced replacement of staff.

Management and other staff spend valuable time not doing their job but trying to orientate the
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replacement staff. According to Nel, et al. (2004:245), the following are some of the factors that
impact on staff turnover and organisational effectiveness:

i. Increased customer complaints about the service.

ii. The quality of service is decreasing because of staff shortage.

iii. The replacement staff may be unfamiliar with the unit and task or duties to be performed;
therefore inefficiency and errors may result.

iv. Sometimes a personnel member in the unit is in the lower categories of staff. Therefore they
are restricted by their scope of duty. They can perform certain duties under the direct supervision
of a trained member or sometimes they are completely forbidden to do certain duties.

Gardner (2009:11) asserts that staff turnover may have devastating effects on service rendered
by the organisation and these may bring deficits in meeting customer demand. This leads to
customer irritation and increase in complaints. Mullins (2005:76) states that organisations that
create work environments that attracts, motivate and retain hard working individuals will be
better positioned to succeed in a competitive environment that demands quality and cost
efficiency. Ekinci and Riley (2000:211) also agree that it is critical to understand that
interdependent relationship exists between employee satisfaction and customer satisfaction and

that the organisation needs to focus on both these components.

1.2 Statement of the problem

Employee turnover has become a global phenomenon. Leaders are witnessing serious talent
management challenges with majority of them recognising the need for evaluating organisation
strategies for attracting and recruiting talent. Despite this realisation, many leaders have failed
to implement proper steps and this can be attributed to not knowing what and how exactly to go

about these radical changes (Rawat, 2013).
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In light of changes in current trends of socio-economic growth, macro-environmental factors and
the dynamic labour markets, every organisation is facing the challenge of employee turnover.
Depending on employees as basic operational units, telecom industry players are investing
heavily in attracting, recruitment, training and development of these individuals. This involves
incurring large costs in terms of time and money to ensure a flawless transition and adaptation
to the organisation“s working environment and demonstration of the required skills and
experience (Maxwell, 2010).

Further to the above Philip (2008) states that employee turnover involves allocation of tasks to
less skilled and inexperienced employees who may not have the technical know-how on how to
execute the required services, leading to the realisation of lower customer satisfaction. This has
ripple effects on decline in sales revenue and hence further loss in organisational efficiency by
affecting internal business processes. Vodafone Ghana Limited in the telecommunications
industry in Ghana has been facing stiff competitive pressures in their products markets forcing
them to achieve competitive advantage through cost leadership strategies and yet be able to offer
unmatchable quality. Tighter labour market conditions are mounting more pressure for these
employers in the recruitment and selection process in addition to motivation without necessarily

improving the pay levels (Paul, 2009).

However, organisational ability to retain employees is dependent on many functional factors.
Studies conducted on employee turnover particularly on countries in the West have revealed
conflicting results on the factors leading and contributing to employee turnover
(Mungumi,2000). Previous findings concluded that labour is related to a wide array of factors
ranging from industrial, economic and demographic factors to factors such as education, sex,

age and duration of service amongst others (Roller et al., 2001).
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On this premise, this study sought to fill the gap in knowledge on the prime determinants of
employee turnover and its effect on organisational performance at VVodafone Ghana Limited,

Ashanti Regional Office, Adum.

1.3 Research Objectives
1.3.1 General Objective
The overall objective is to establish the determinants of employee turnover and its effect on
organisational performance: Case Study of Vodafone Ghana Limited, Ashanti Regional Office,

Adum.

1.3.2 Specific Objectives

The study was guided by the following objectives;

i. To determine the extent to which management style contributes to employee turnover.

ii. To establish the role of work environment as a contributing factor to employee turnover.

iii. To evaluate the extent to which reward management contributes to employee turnover.

1.4 Research Questions
i. To what extent does management style contribute to employee turnover?
ii. What is the role of work environment as a contributing factor to employee turnover?

iii. To what extent does reward management contribute to employee turnover?

1.5 Significance of the Study
With rising globalisation, accelerated use of technology and pressure to innovate and remain
competitive in the Ghanaian telecom industry, it is becoming increasingly important for

Vodafone Ghana Limited to attract and retain rich human capital. Vodafone Ghana Limited has
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recognised that their competitive advantage in organisational performance lies in sustainable
factors such as employees and hence all efforts should be dispensed to strategize how to retain
these resources. Many reasons have been cited for the heavy turnover but career development,
management leadership, the work environment and reward packages trump the reasons for this
phenomenon at Vodafone Ghana. These determinants will therefore form the basis of employee

turnover and its effect on organisational performance.

To the management of VVodafone, the findings will fundamentally assist in answering questions
on why employees leave and help the organisation to formulate strategies and policies to enhance
employee retention and organisational performance. The outcome will further serve as secondary
data for future research on the topic. The findings and results of the research will also provide
an in-depth understanding of the various factors influencing employee turnover and its effect on
organisational performance at Vodafone Ghana Ashanti Regional Office,Adum . This can in
turn help shape the future policy formulation of the industry, thus facilitating the objectives of
the Ghanaian Government in enhancing the reliability and efficiency of telecommunication

services.

1.6 Scope of the Study

This study sought to establish the determinants of employee turnover and its effect on
organisational performance with specific reference to Vodafone Ghana Limited, Ashanti
Regional Office, Adum. The variables covered include management styles, work environment,
reward management and organisational performance. The target group in this study were 135
employees comprised of low, middle and top management at VVodafone Ghana Limited, Ashanti

Regional Office, Adum.
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1.7 Organization of the Study

The study is organised into five chapters. Chapter one introduces the study. It comprises the
background of the study, the statement of the problem, objectives of the study, research
questions, significance of the study and organisation of the study. Chapter two covers the
literature review and conceptual framework. In chapter two, literature was reviewed on the
pertinent issues on teacher job satisfaction. Chapter three contains the methodology that was
employed in the data collection and analysis. Chapter four presents detailed analysis of the
various responses from the survey. Chapter five presents the summary, conclusion and

recommendations of the study.
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CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This section aims at serving as the foundation for the development of the study. It critically
evaluates literature on the prime determinants that lead to employee turnover and its related
effect on organisational performance with specific reference to VVodafone Ghana Limited in the
Ghanaian telecom industry. Extant literature on management styles, work environment, reward
management and their effect on employee turnover and its ultimate effect on Vodafone’s
organisational performance will be discussed and analysed. It will focus on a mix between
theoretical and empirical views in an effort to highlight a clear relationship between the
variables. The chapter also provides a conceptual framework that indicates the relationship

between the variables.

2.2 Theoretical Framework

A theoretical framework is defined as a reasoned set of prepositions, which are derived and
supported by data or evidence and explains a phenomenon (Michael, 2009). This research
viewed Maslow’s Hierarchy of Needs Theory and Hertzberg Theory in establishing the
determinants of employee turnover and its effect on organizational performance at VVodafone

Ghana Limited. The theories are discussed and linked to the study as explained below.

2.2.1 Maslow’s Hierarchy of Needs Theory

Maslow’s hierarchy of needs theory is a five-tier model of human needs, often presented as
hierarchical levels within a pyramid. In his 1943 report, Maslow stated that people are motivated
by certain needs and once a certain category of needs are satisfied, the individual is motivated to

fulfil needs in the next level of the pyramid and so on (Maslow,1970). This knowledge can be
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used by management to understand an employee’s career growth needs and what kind of
retention strategies should be appropriately employed at the different levels to keep employees
motivated and satisfied enough to perform optimally (Harper & Stills, 2003).

According to Maslow (1970), human beings have a set of five needs, that is, basic physiological,
safety, love and belongingness, self-esteem and finally self-actualisation needs. The first set of
basic needs, placed at the bottom of the pyramid indicating its broad category include needs for
food, water, air, sleep, clothing, physical comfort etc. The second level concerns safety and
security needs which comprise avoidance of danger, freedom from fear, threat and deprivation.
This stage also includes job and physical security. The third level of needs is social needs which
involve the need for affection, belonging and social contact. This also explains why employees
desire social interactions and networks which build cohesion for teamwork and friendship
outside of work. The fourth stage is self-esteem which involves respect and recognition from
others and appreciation. The fifth and final stage is self-actualisation. At this stage employees
realise their personal potential and self-fulfilment and seek further personal growth and peak
experiences.

Human resource practices and management find it difficult to provide an environment
appropriate for employees at this final stage, presenting the biggest leadership challenge. Maslow
believes that needs higher in the hierarchy such as social and self-esteem needs determine
behaviour only after lower level needs have been satisfied. However, convincing empirical
evidence for this satisfaction progression is lacking. This means workers can be at different
levels and move up and down during their employment experience (Walsh, 2011).

The study will focus on linking the five essential needs in the pyramid to employee turnover and
organisational performance. This theory implies that organisations need to understand the stages

at which different employees are at and what motivates them in terms of management styles,
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work environment and reward management, in order to devise programs or policies that satisfy
unfulfilled and emerging needs since many lower level needs are felt time and again. Maslow’s
hierarchy of needs can help leaders hone their styles to suit the needs of their followers. High
levels of performance occur when leaders establish motivational styles that inspire followers to
achieve objectives. Using the hierarchy concept, managers are also responsible for creating an
environmental climate where employees can develop their full potential. Inability to provide
such an environment would leave many employees dissatisfied and frustrated, leading to poor
performance and withdrawal from the organisation. Poor reward systems fail to recognize each
employee’s unique motivators. As a result, managers give employees raises or promotions, when
in fact that is not always what would best motivate a given employee or cause them to want to
perform at their highest levels or to stay. Maslow’s Hierachy allows management to establish
what kind of reward packages appeal to employees at different levels to ensure they are paid
competitively and in line with their motivation to avoid exit. The management of these three
aspects could determine the employee turnover rates and its eventual effect on organisational

performance (Cunha, Clegg & Kamoche, 2006).

Self-actualization

Self-esteem needs

Social needs

Safety needs

Physiological needs

Figure 2. 2: lllustration of Maslow hierarchy of needs
Source: Author’s Construct, 2020
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2.2.2 Herzberg Two Factor Theory of Motivation

According to Herzberg’s two factor theory of job satisfaction, work situations can either lead to
employee satisfaction or dissatisfaction. Aspects related to achievement and advancement,
growth and responsibilities, recognition and the work itself lead to job satisfaction and were
commonly referred to as motivators. Characteristics related to dissatisfaction involved company
policy and administration, working conditions, supervision and interpersonal relationships were

referred to as hygiene factors (Kuyaas, 2006).

This theory provides an important frame of reference to managers who are interested in gaining
an understanding of job satisfaction and job performance issues. Weatherly (2003) asserts that
Herzberg’s theory highlights two important aspects of all jobs, i.e. the job content which
comprises the job tasks and the job context, which is the setting in which people perform their
work. Weatherly, further advises that management should always seek to minimise hygiene
sources of dissatisfaction in the work environment and build satisfier factors into job content to

maximise opportunities for job satisfaction.

Herzberg’s theory is significant to this study as it states that while negative hygiene factors (such
as unsupportive management, low pay, poor working conditions or lack of job security) cause
job dissatisfaction, positive hygiene factors (such as status, good ergonomics and worker-
friendly policies) simply satisfy basic employee needs, causing movement, in the sense of work
flow, but exerting no effect whatsoever on motivation. Motivation factors are the positive, either
extrinsic or intrinsic, influences that cause an employee to want to do a better job. Extrinsic
motivating factors (such as recognition, advancement, flexible hours, good culture, supportive

management and increasing levels of responsibility) and intrinsic motivating factors (such as
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achievement, growth and interest) are equally motivating (Kuyaas, 2006). Vodafone should
introduce employee friendly policies that encourage motivating factors related to management
style, work environment and reward management to empower employee performance and in turn
organisational performance. These motivating factors will also play a role in keeping employees

engaged to organisations, thus reducing turnover.

2.3 Empirical Review

2.3.1 Management style

Employees are the drivers of service delivery and production processes in any given industry.
Their knowledge, skills, job roles, engagement and overall satisfaction at the work place shape
the competitive edge a firm possesses within the industry. For reduced employee turnover and
optimal organisation performance, it is essential for employees to be satisfied, motivated and
managed in ways that enhances their engagement with the management. Organisations need to
create and foster a conducive working environment and implement policies which encourage
employee engagement through learning and growing. The extent to which organisational
members contribute to effective harnessing of organisational resources correlates with how well
managers understand and adopt appropriate management styles as part of their performance as
managers and leaders. Management style significantly influences resource mobilisation,
allocation, utilisation and enhancement of business processes (Chemers, 2000).

This objective will discuss the different management styles and the influence that leaders and
managers have over the work environment, organisation structure and reporting roles, an
allinclusive work climate and the culture of organisations. It concludes by identifying leadership

qualities that are crucial to reduce turnover and improve organisational performance.
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Management or leadership style is the manner in which a manager or leader leads. This is
reflected in the day to day activities they carry out; such as communication, exercising power
and authority and the effects of these on employees. Management style maybe described as the
way a leader influences employees to achieve goals and objectives through motivation (Jyoti &
Venketesh, 2006). Rawat (2013) opines that there are different leadership styles that managers
use to keep employees engaged and achieve organisational targets. Dubrin (1998) explains the
autocratic leadership as a style where the manager retains power and authority and makes
decisions autonomously. They are more focussed on completion of tasks rather than the
employees. Since autocratic leaders typically do not allow input from team members, employees
start to feel dissatisfied, stifled, demotivated, loose commitment and may even push them to exit
organisations where their thoughts and suggestions are not considered important. This in turn is
reflected in delayed business functions or gaps in business processes that affect overall
organisational functioning where commitment is lost or an employee leaves. This is further

witnessed in improper or no service delivery to customers, affecting the customer perspective.

In sharp comparison to autocratic leadership is democratic leadership. Blanchard, Hersey &
Johnson (2001), view this kind of leadership as an important aspect of collaboration, teamwork
and empowerment. Employees are highly involved in the decision making processes and
managers encourage employees to participate and every individual strives to improve the
organisational climate and performance. This management style reports the lowest employee
turnover and allows for a good working relationship between employees and management and
employees exhibit high degrees of responsibility and commitment which drives organisational

performance. Overall employee productivity is high, leading to a higher financial return per
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employee and creates an innovative forum where employees and their managers exchange ideas,

all improving the learning and growth perspective of the Balance Scorecard.

According to Amos, Hayward & Baxter (2008), the laissez-faire style is used by leaders who
prefer to avoid interaction and conflict. They prefer to remain at an arm®s length from the work
affairs of subordinates and they do not invest in efforts to build relationships. Their research
indicates that this style is associated with dissatisfaction, ineffectiveness and employee departure
especially where employees value a good working relationship with managers. This decreases
the working efficiency of employees where managers are not easily available for direction. The
average product labour output can potentially be on an all-time low and justification for this can

be easily overseen.

On the other hand, Victor & Hoole (2017) assert that transactional managers are focussed on
the physical and security needs of employees. The relationship between the manager and
employee is based on bargaining exchanges and reward systems. In sharp contrast,
transformational leaders invest in efforts to go beyond what the employees feel in order to retain
them for the long term (Mwangi, 2011). In her studies on utilisation of transformational
leadership style, she found out that this style has a huge effect on employee and organisation
performance through elements of inspirational motivation, idealised influence, intellectual
stimulation and individual consideration. Employees who witness this sort of leadership exhibit
loyalty, admiration, trust and respect towards their leaders and are motivated to perform extra-
role behaviours through a prolonged stay with the organisation. This reduces hiring and
recruitment costs, training and development costs, improves brand image of the organisation and

leads to satisfied customers served by satisfied employees. All this increases the sales volume
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for the services and organisations are able to generate more marginal revenue per motivated

employee.

The success of Vodafone depends on human capital because competing companies offer
identical products and services. Vodafone has been rolling out strategies to increase its
competitiveness in the industry and this has forced them to highlight the importance of the level
of management engagement of its employees (Weatherly, 2003). Local studies carried out by
Mutunga (2009) on the relationship between management style and employee turnover in the
telecommunications industry concluded that work benefits and career development are not solely
effective as drivers of employee retention. Leadership emerged as a significant factor that

contributed to employee turnover and its related impact on organisational performance.

Further to the above, Mbwiria (2010) also established through her study that the influence of
principles of management style on teacher™s performance in secondary schools has a strong
correlation with teachers™ turnover. The study concluded that leadership of high school
principals influenced teachers and overall school performance through viewing number of
students passing their exams, the ratio of student to teacher ratio in classes and the execution of
productive teaching sessions that are required to complete the syllabus within the stipulated

school year.

Numerous surveys point to exceptional leadership by management as the driving force for
employee retention and organisational performance. Work environment factors such career
development, training and development, family- work life balance amongst others are all

affected by the quality of leadership in an organisation. Management have the power and
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influence to serve as catalysts for higher level employee performance, not only in one area of the
organisation but all in all aspects. These include hiring, promotions, performance management,
internal controls and systems, training and development and compensation amongst others.
Where these elements are aligned to employees™ needs, the organisation can be assured of
lowered employee turnover and in turn experience a consistent cash flow supported by high sales
volume and lowered marketing expenses experienced through a strong brand image and
customer loyalty. In aggregate these individual aspects provide a firm with grounding which can
accelerate performance (Ingham, 2007).

Mutunga (2009), emphasizes that management should aim to build a sense of purpose in all
employees in order to reinforce alignment with organisational goals. The organisational structure
and reporting roles should be designed to create an environment of openness, dialogue and easy
access to forums and tools where employees can express themselves without fear of reprisal.
Employees who voice their opinions should in turn be rewarded with action by management for
their inputs. It must be noted that a lot of learning and growth is seen through such interactions
and employees are able to better see the bigger organisational picture through guidance from
managers. This alignment of employee and organisational goals creates a mutual win situation
where both stand to benefit through improved process structures, higher revenues, reduced

employee turnover, better knowledge flow and possibly better remuneration.

Nowack (2006) claims that effective leadership is required for employees to realise their full
potential and value. Managers who can build an all-inclusive work climate have an invaluable
effect on employee commitment to an organisation and the productivity generated. This decade
has seen a rise in popularity of intangible rewards and managers are a vital component in

delivering rewards such as flexible work hours, recognition and career growth, job enablement
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(Boswel,2006). He further argues that most employees thrive in organisations because of their
relationship with their immediate managers and yet it is the single biggest reason most employees
leave the organisation. He further adds that good managers are a catalyst for improved employee
performance, a brand image for the organisation, the reason for customer loyalty and consistent

financial results year on year.

Management through its leadership is known to shape and change culture in organisations. This
is done through day to day actions and decisions demonstrating the values the organisation stands
for. This is also done through mentoring and continuous measures that are put into place to
maintain the organisational culture. All these dimensions cumulatively create a culture of
performance because employees identify themselves with the mission, vision, ethical
organisational decorum, organisational values and human resource policies. Where the
organisational culture is not in line with employees™ values and work ethics, employees may
hesitate to remain with the organisation for a lengthy period. When good employees continuously
depart from these organisations they take away knowledge and customers, intangibles which

may be very difficult to replace (Kee, 2003).

Hung et al., (2006) suggest that leadership styles used by managers have a strong influence on
the level of employee performance and turnover. His research further explains that leaders need
to possess five essential skills to achieve this enhanced performance; these include building trust,
mentoring, inclusion, team development and alignment. An organisation’s leadership sets the
tone for the atmosphere in the organisation. An organisation’s ability to develop strong
relationships between employees and the management will result in a supportive people culture

which reduces employee turnover. Strebler et al.,(2001) state that an integrated corporate culture
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and high employee engagement is key to organisational success. This level of engagement

encourages more innovativeness, productivity and profitability for the organisation.

In light of stiff competition and high shareholder pressure for better returns, VVodafone has in the
past resorted to easy and short-sighted reaction based responses of retrenching hundreds of
employees, with the hopes that employee costs will be minimised and that should turn out a
decent sizeable profit. These retrenchments cause psychological damage and job insecurity,
reduced productivity, reduced survivor morale and decreased loyalty and commitment to the
telecommunications giant (West, 2000). Kinyanjui (2015) advises that downsizing organisations
do not usually achieve the expected outcomes in the long run but instead experience an escalation
in negative consequences such as increased customer complaints, lower rate of new product and
service introductions, reduced innovativeness and delays in service delivery. Management of
such organisations acknowledge that such events reduce employee performance and increase

turnover amongst the survivors because of heightened job insecurity.

2.3.2 Work environment

The work environment is the immediate environment in which people operate. This includes the
physical setting such as the office layout, design and broader organisational features such as the
culture, history and policies concerned with employment conditions. It also encompasses
psychological factors such as job profiles, role congruity, social support, working conditions and
goes as far as including aspects of the external organisational setting such as work-life balance,
firm and industry factors and market conditions (Tripathi, 2014). Briner (2000) claims that all
these aspects are interlinked and have an impact on employee productivity and overall
organisational performance. He states that employees will be more productive and content where

their obligations are in tandem with their work environment.
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The work environment therefore plays a large role in organisational performance through its
ability to keep employees motivated.

It has long been argued that a poor work environment forces employees to disengage and leave
organisations more than any other factor. Gagné & Deci (2005), argue that this disengagement
has been on a steady increase and it has proven more important than ever to create a positive

work environment where employees are motivated and productive.

Employees® comfort on the job, determined by workplace conditions and environment, has been
recognized as an important factor for measuring their productivity and ultimate organisational
performance (Tripathi, 2014). In today“s dynamic and competitive business world, a healthy
workplace environment makes good business sense. Managers should not just focus on the
employees™ pay packet with the assumption that it is proportionate to performance.
Organizations deemed as a positive place to work will have a competitive edge over the others

(Heath,Centeno, George, Jaluria & Bianchini, 2006).

Many employees in the competitive telecom industry struggle to achieve a work-life balance.
This refers to the ability to work under flexible work options, ease of applying and acceptance
of family and personal leaves and basic organisational support for dependent care (Earle, 2003).
Armstrong (2006) further asserts that organisations should focus on work life balance
employment practices which aim at providing scope for employees to balance what they do at
work with the responsibilities and interests they have outside work. This allows reconciliation

between competing claims of employer work needs and home needs.
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The Ghanaian telecommunications industry poses a myriad of problems for employees seeking
to achieve a work-life balance. This is primarily as a result of cut throat competition that poses
challenges in working hours, workplace mobility and compensation. This kind of pressure makes
it difficult for employers to attract, retain and motivate employees which in turn affects
organisational performance. Telecom companies like Safaricom have already identified this and
are working on their human resource practices to ensure a better working environment for
employees which has reflected in peak organisational performance as a result of a motivated

workforce (Tripathi,2014).

Properly articulated work life balance policies should take keen interest in reducing absenteeism
and increasing employee morale that reduces the high degree of stress that these employees face
in high pressure environments. Organisational performance is directly affected by employee
performance and employees who are constantly juggling work and life responsibilities are known
to underperform. Many researchers have emphasized the role of work life balance on the
psychological well-being and overall sense of harmony in an employees™ life (Chandrasekar,
2011). A balanced work- life is linked to increased job satisfaction and organisational
commitment. Employees® work life experiences deepen their role-related engagement which is

related to organizational performance improvement.

Contemporary literature on work environment stress typically focuses on psychosocial factors
that affect employee performance, however theoretical models of stress at work include the
physical environment as a prime factor (Chughtai & Buckley,2008). From research findings,

Earle (2003) notes that organisational performance is affected by employees* productivity which
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is in turn is affected by aspects regarding storage space, quiet space, climate control, technology,

personalising the workspace and its visual appeal.

Studies show a correlation between workplace satisfaction and job satisfaction. They also lean
towards indicating a link between employee performance and aspects of the physical work
environment such as lighting, ergonomic furniture and air quality (Chandrasekar, 2011).
According to Buckley et al., (2008), the office layout influences productivity. Individuals
carrying out detailed and non-routine tasks perform better in private offices as opposed to an
open-office plan layout. Inversely, simpler and less detailed work can be performed under any
set-up. Operating in an open plan set up can however expose one to distractions and disruptions,
affecting organisational performance through negative employee performance (Meyer et

al.,2000).

High levels of employee productivity are achievable when organisations ensure the physical
environment is conducive to organisational needs. This would facilitate interaction and privacy,
functionality and cross-discipline and formality and informality. Subsequently, the physical
environment can be leveraged upon to improve employee and organisational performance
(Huang et al., 2010). Safaricom Contact Centre has attempted to achieve an ideal working
environment by ensuring employees are well equipped with all the tools to perform optimally.
The organisation has also considered ergonomic factors, for example, the work stations are well
spaced, comfortable and of high standards and the various offices are spacious. Management
supports staff through well designed human resource policies that caters for more than individual
needs. Welfare amenities such as day-care, training rooms, gyms, canteen and in-house clinics

are also available at no cost to employees. This allows employees to be comfortable and
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motivated to work under tight schedules, focussing all their attention to organisational
performance. Employees are paid on an overtime basis and transport is provided for employees
to make life convenient and facilitate on-time reporting. Even with a much enhanced work
environment, it is argued that employees of the organisation continue to complain of the demands
placed before them, particularly regarding management style, motivation, remuneration and high
stress levels. This in turn has led to high turnover and stagnant or flattening company

performance (Walsh,2011).

Hytter (2008) explains that work environment stress maybe as a result of role ambiguity, role
conflict or judging and occupational demands. He further claims that where employees do not
have clear direction on what is expected of them, confusion can arise between expected and
actual outcomes leading to conflict. Employees may perform as expected and later receive
negative feedback, leading to a confusing environment where instructions are not clear or being

changed frequently.

Organisation support is recognised as an important work environment tool to strengthen
employee and organisational performance. Westerman & Yamamura (2007), indicate that
organisational performance may be affected where employees are not adequately supervised and
supported, however the relationship between work environment and employee outcomes in this
respect is interrelated and in need for further examination. Social support also involves the
assistance that an employee receives from his/her co-workers, supervisor and colleagues to
perform their work effectively (Castilla,2005). Co-workers provide a sense of identity, support

and friendship which makes the work environment a safer and more secure place to work. This
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makes employees more productive and drives organisational performance through teamwork
(Nayeri, Nazari, Salsali & Ahmadi, 2005).

2.3.3 Reward management

Fernandes (1998) describes reward as all the components that make up a reward package. This
includes direct and indirect financial rewards, the work environment and learning and
development. Organisations are said to have a concrete reward package when they adopt a
package that not only focusses on the monetary benefits but non-monetary benefits aswel, such
as learning and development, training and the general work environment (Armstrong & Brown,
2001). A total reward strategy, among other things plays an essential role in enhancing an
employee“s motivation, job satisfaction and performance. It also improves the image of the
psychological contract and commitment to the organisation (Jiang & Kleine,2009). They
contends that a total reward strategy is a holistic approach that takes care of all the different

aspects valued by employees in the employment relationship.

Mahaney & Lederer (2006) state that rewards can be intrinsic or extrinsic in nature. Intrinsic
rewards are rewards attached to the inherent job itself along with the satisfaction an employee
experiences as a result of completion of their tasks. In contrast extrinsic rewards are concerned
with external factors such as the work environment, remuneration, career prospects, fringe
benefits and job security amongst others. These rewards are considered to be tangible in nature
and are usually determined at the organisation level, much out of the immediate managers

discretion.

Allen & Helms,(2001) opine the importance of aligning the reward systems, based on employee

motivation and performance to the firm“s strategy. It should be able to attract and retain people
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with the necessary skills, abilities and knowledge to realise the organisation™s strategic
objectives and create a supportive culture and structure. Such alignment between the reward
system and firm strategy enhances organisational effectiveness. Rewards and compensation
systems should be designed to motivate employees to dispense their best efforts towards their
job role. These systems achieve simultaneous objectives of labor cost control, legal compliances,
perceived equity towards employees and improved performance to achieve exceptional
productivity and customer satisfaction. Compensation is tangible financial returns in exchange
for the services provided by employees. It is an important aspect in recruitment, motivation,

performance and employee turnover (Beh & Loo, 2013).

According to Robbins (2008) employers should understand the desires and needs of the different
employees to drive maximum performance out of them. Employees can be driven by financial
or non-financial motivations and this information can be used to design proper incentive systems
that support organisational performance. Financial incentives include salaries and bonuses,
allowances and payment for overtime. Non-financial rewards on the other hand involve
provision of fringe benefits such as increase in holidays, car and house allowances and increased
flexibility amongst other factors. These rewards contribute towards the employee perception that

their workplace is a ,,supportive and caring™ organisation (Chiang, Birtch & Kwan, 2010).

Babakus, Yavas, Karatepe & Avci (2003) point out that employee attitudes are shaped by the
perceptions they have in regards to the rewards climate in the organisation. Employees
reciprocate by increased commitment and improved ,,socioemotional bonds®“ with other

colleagues which plays out through increased productivity, lower turnover and increased
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organisational performance. Managers exhibit their commitment by recognising and facilitating

the provision of these rewards where rightfully earned.

Studies conducted by Premeaux (2000) on the effects of motivation on employee performance
concluded that management can use multiple strategies to motivate employees in the banking
industry. Many employees were interested in the prospects of fringe benefits, career
development, and increase in base salaries to give their best performance.

Kotler & Keller (2009), posit that increase in base pay is very influential in reducing employee
turnover because of the employee value attached to the salary and the things the money can
purchase. While pay and benefits alone are not adequate for high employee motivation, they are
an indispensable measurement in job satisfaction evaluations. Many organisations use a mix of
different types of rewards to keep a diverse workforce of employees satisfied. The most
prominent types include basic pay, job design, incentives and benefits, development

opportunities and performance based pay.

Crossman & Abou-Zaki (2003), state that most employees report basic pay as the most important
reward for their time and efforts. They measure their worth to the organisation in relation to the
money the firm is willing to accord to them. Basic pay is an important competitive tool where
used effectively to improve employee motivation and organisational performance. According to
Noe (2007) employee compensation costs form a major part of conducting business (as far as
50-60%) and hence a poorly designed system can be a very expensive proposition in the long
run, causing problems related to low employee morale and increased turnover, damaging

organisational prospects.
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Performance based pay depends on factors ranging from individual performance, team
performance to organisational performance. The expectancy theory suggests that employees are
more motivated to perform where the reward and compensation systems create a perception of
strong links between performance and rewards (Gardner, Dyne & Pierce, 2004). This happens
by creating a compensation system that can align employee interests to organisational goals,
thereby reducing turnover and engaging a productive work force to attain high performance.
Employers normally use the merit based or goal based system to effectively promote the
performance pay based concept. The merit based system assesses the employee™s current
performance against historical objectives. The goal based system on the other hand allows for
an open discussion between the employer and employee to set collective goals. Performance
based systems operate where targets are clear, well-understood and measurable by all parties
(Togia & Tsigilis, 2004). The reinforcement theory has been a strong supporter of performance
based pay and suggests that all performance should be linked to rewards through setting targets
and rewarding achievement (Paul, 2009). Other theories such as the cognitive evaluation theory
opposes these views and states that incentive pay negatively affects the intrinsic motivation of
employees through the ,,crowding-out™ effect (Deci et al.,2005). This once again draws attention

to designing incentive systems which take care of employee motivation and performance.

Reward systems should consider pay equity, an important measure for employee judgements on
their value against other co-workers and other similarities such as organisational status (Ellis,
Reus & Lamont, 2009). Where unjust incentive plans are implemented, favouring one or more
employees over others, it can cause encourage disruptive competition for rewards and unruly
behaviour such as fighting over customers, reduced focus on quality and more on quantity and

sabotaging a co-workers performance. Alternatively, incentive plans for groups normally
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enhance overall performance of the group, prompting more teamwork and trust amongst each
other (Richard, 2008).

A very prominent non-financial reward that many employers are rewarding employees with is
recognition. This involves the demonstration of achievement of set targets or contribution
towards a shared objective. This can be used in confidentiality or in public and formally or
informally. Employees appreciate recognition in addition to base pay as a way to celebrate and
recognise their efforts in the organisational presence (Pitts, 1995). He further argues that where
only base pay is used by employees to reward employee*s contribution and achievement, most
employees® objective will be to perform up to base pay value and nothing more, leading to an
exclusive degraded culture. Recognition, when used correctly is a costeffective tool of enhancing
accomplishment and enables people to feel more involved in the organisational culture.
Loguericio, Hammersley & Emmens (2006), furthers this argument by stating that as much as
base pay can be sufficient as a standalone reward, recognition and celebration does not work as
an alternative to base pay. Together, they form a stronger package deal that can effectively
communicate to employees their contribution to overall organisational performance.

When management consciously extend efforts to fulfil physiological and psychological needs,
the workforce voluntarily co-operate and contribute their best efforts towards organisational
success. Increased employee satisfaction can increase organisational efficiency where
employees improve their skills and knowledge and can use these tools to progress organisational
goals. In an overall, such activities can increase employee productivity, reduce turnover rates

and absenteeism (Carraher, 2006).
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2.4 Empirical Review of Past Studies

Studies relating to human resource practices focussed on the determinants of employee turnover
and organisational performance are far and wide. Many have focussed on country, economy and
industry specific subsets, providing a wide range of retention strategies. Emmens et al., (2006)
carried out research on the role of employee turnover on the performance of Accra Breweries
Limited. His findings indicated that the lack of work-life balance, lack of reward and recognition,
poor salary and unclear career growth opportunities led to employee departures from the
organisation. The company was highly concerned with retaining top talent and strategizing on
how to enhance employee retention in such a competitive industry. Employee loss was realised
through strained business processes, delays in service delivery and higher costs attached to

recruitment and selection processes.

In a study conducted by Robert Half International on why employees leave their organisations,
the findings stated that a large number of people leave for better career opportunities and
development as opposed to concerns with compensation, as has been the traditional school of
thought (Johnson, 2010). The research further indicated that career development was beneficial
to both the employees and organisations as an employee retention strategy. The employee could
learn new skills and competencies that would be more intrinsically rewarding. This could be
used to the advantage of organisations that would have highly skilled and knowledgeable staff
who can execute tasks with minimal or no errors. These staff can also contribute towards a
competitive advantage for the organisation where they constantly brainstorm innovative ideas

and take initiatives in projects (Wright, Gardner, Moynihan & Allen, 2005).
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Through studying the relationship between human resource practices and employee turnover at
the United Arab Emirates, Alnagbi (2011) suggests that the aspects most likely to affect job
satisfaction and employee retention were job descriptions, profiles and job security. Employees
were also disturbed by the lengthy hierarchy, centralisation of all tasks and duties, decision
making and issues concerning empowerment and accountability for work. Employee learning
and growth through training and development emerged as a promising employee retention
strategy from Meyer et al.,(2000) studies. He advises that training and development contribute
to employee retention through providing employees with the tools and techniques on how to deal
with job related stress and change. It creates a culture of caring and is viewed as a way of building
employee commitment through provision of support where necessary to face job challenges.
From his study on employee turnover for skilled customs employees in South Africa, Carraher
(2008) notes that the organisation was in a good position with employees in regards to pay and
benefits, however training, development, management styles and career advancement
opportunities were concerning. Most of the studies applied different reasons for employee
turnover, organisational performance and various retention strategies as their variables and
stratified employees within specific subsets and studied the reaction of these sub-sets to the
research.

However, there is little information available on knowledge related to employee turnover and
organisational performance at Vodafone Ghana Limited in the Ghanaian telecommunications

industry. This phenomenon will further be studied through this research.

2.5 Gap of the study
Many studies conducted in the employee turnover space highlight evidence on its existence but

with no practical focus on the prime determinants and how this turnover affects organisational
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performance. This has created a knowledge gap on the link between these variables with a
specific reference to Vodafone Ghana Limited. The findings obtained would influence how
Vodafone determines and manages the causes of turnover and in turn will be able to realise the

benefits in terms of improved organisational performance.

While there is a lot of research done in this particular human resource challenge area within
various sectors, there is far less literature that analyses these issues within the
telecommunications sector and specifically at Vodafone Ghana Limited. It would be interesting

to see how these variables play out and to compare the findings with reasons in other countries.

2.6 Conceptual framework

A conceptual framework is a figure that shows the relationship between the dependent variable
and the independent variable. Mugenda and Mugenda (2003) define a variable as a measurable
characteristic that assumes different values among the subjects. The conceptual framework for
this study was based on the following independent variables; management styles, work
environment and reward management and the dependent variable; organization performance.

The diagrammatic representation is illustrated below:
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Figure 2.6.1: Conceptual Framework

Independent Variables Dependent Variables

Source: Author’s Own Construct, 2020
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CHAPTER THREE

METHODOLOGY

3.1 Introduction

Research methodology refers to the approaches used in the collection, measurement and analysis
of data. It comprises the development of strategy for conducting research and is done after
problem identification and a review of literature (O’donoghue,2006). It involves a discussion of
research design, target population, sampling procedures and sample size, data collection
methods, instruments of data collection, reliability and validity of the data, analysis of the data

and ethical considerations.

3.2 Study Design

A case study design approach was employed where Vodafone Ghana Limited was picked as the
case. Objectives were operationalized to establish association between the variables;
management styles, work environment, reward management and organisational performance.
This research design allows the researcher to gather, present, summarise and interpret data for
the purpose of clarification and conclusion (Oso & Onen, 2009). The proposed strategy enables
the researcher to collect a large amount of data from a sizeable population in an economical
manner. Saunders (2012), suggests this strategy because it allows researchers to collect
quantitative data which can be analysed using SPSS version 21.0. The data was cleaned, coded,
categorized and then analysed using descriptive statistics and presented in tables, charts and
graphs. This method is comparatively easy to explain, understand and is generally considered as

authoritative in nature.
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3.3 Data collection

The study collected primary data using structured questionnaires which were developed and
distributed to the respondents to gather data from the sample population. The questionnaire was
preferred as the data collection tool for the VVodafone employees because it collects information
reasonably quickly from respondents in a non-threatening way (Trochim, 2006). They are easy
to distribute, are relatively inexpensive to administer, the same instrument can be distributed
simultaneously to a large number of people and they allow the respondent to revert at their own
convenience. Additionally, large amounts of data can be collected, they (questionnaires) are
impersonal and reduce bias which develops as a result of interaction between the researcher and
the respondent, they can be completed anonymously and lastly the results are easy to compare

and analyse (Bryman & Bell, 2007).

The questionnaire (Appendix 3) was divided into two sections. Part A consists of demographic
details of the respondents to obtain personal information. Part B consists of questions that help
to answer the objectives of the questionnaire. This sections deals with close ended questions and
other questions that require respondents to indicate their level of agreement to the items in the
research questions. Items in the questionnaire will be measured using a five-point Likert Scale,
with 1 representing ,,strongly disagree™ and 5 representing ,,strongly agree™.

The questionnaires were administered through ,,drop and pick later method* and the process was
carefully facilitated by a trained research assistant.

3.3.2 Study population and sample size

The target population comprised 135 employees at Vodafone Ghana Limited. This population

provided reliable information regarding the determinants of employee turnover and
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organisational performance at Vodafone. The study constituted lower level, middle level and
senior level management employees.

Out of the sample frame of 135 employees at Vodafone Ghana Limited, a sample of 54 was
chosen based on the percentage method, representing 40% of the population. According to

Trochim (2006) a sample size between 5-20% is ideal to represent the entire population.

3.3.3 Sampling procedure

Stratified sampling was used to get a proportional representation of the targeted respondents.
The population was classified into three main strata’s namely: lower level management, middle
level management and senior level management. Considering time and budget constraints this
method was considered as an appropriate sampling strategy with representative results.
Thereafter, simple random sampling was employed to ensure that all the employees stood an
equal chance at selection. This avoided sample bias and ensured some degree of accuracy

through enhanced reliability when generalising.

3.4 Methods of data analysis

Descriptive Statistics was used for presenting and summarizing the bio-data. The data was
cleaned, coded, categorized per each of the research variables and then analysed using
descriptive statistics such as percentage tables. This method allowed the researcher to dissect,
digest and comprehend large volumes of data and effectively communicate the important aspects
comparatively (Bryman et al., 2007).

Due to Likert scale design of the questionnaire items, the data collected was ordinal in nature,
and thus a data reduction method called Principal Component Analysis was used to carryout
inferential statistics. Principal component analysis attempts to identify the components of the

variables that are responsible for the co-variation among the explanatory variables. This is
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because many variables are dumped together to represent a single concept based on high

component loading and eigen values (Saunders, Lewis, Thornhill & Wilson, 2009).

Data was analysed using R, which is a powerful open-source statistical software, in combination
with Statistical Package for Social Sciences (SPSS). Data was entered and processed in SPSS,
extracted and imported into R statistical software where the final data analysis took place. The
findings were presented using tables and graphs to facilitate comparison. This generated

quantitative reports through contingency tables and frequency tables/percentages.
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CHAPTER FOUR
DATA ANALYSIS, PRESENTATIONAND DISCUSSION OF RESULTS

4.1 Introduction

The purpose of the study was to investigate the determinants of employee turnover and its effect
on organization performance with a case study approach of VVodafone Ghana Limited. This
chapter presents the research findings and analyses the data to answer the research objectives
and questions. The data collected was quantitative in nature and it was analysed using Statistical
Package for Social Science (SPSS version 22.0) and the results were presented in the form of

percentage tables, charts and graphs.

4.2 Demographic Data of Respondents
The demographic data of respondents in this study are described in terms of age, gender,
educational background of respondents, length of service, and current position within the

organisation and type of contract.

Table 1: Demographic Data of Respondents

Variables Category Frequency Percentage (%)
Gender Male 28 58.0
Female 20 42.0
Age Below 30 years 17 354
30-39 years 19 39.6
40-50 years 11 22.9
51-60 years 1 2.1
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Current Position Senior staff 16 33.3
Junior staff 22 45.8
Manager 10 20.8
Length of years Less than 1 year 12 25.0
2-5 years 25 52.0
6-10 years 10 21
11 & above years 1 2.0
Education Diploma 2 4.2
HND 1 2.1
Bachelors 28 58.3
Master’s degree 17 35.4
Type of Casual 0 0
Employment Permanent 75 75
Contract Contract 25 25

Source: Field data, 2020

Discussion:

Gender of the employees:

The responses from employees with regards to their gender are presented in the table above:
Table 1 indicates that 58% of the respondents were male while 42% were female.

Age of the employees

The responses from employees in regards to their ages are summarised in the table above:
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The table shows that 35.4% of the employees fell below the age of 30, 39.6% were in the age
category of 30-39, 22.9% of the employees were aged within the bracket of 40-50 years and the
lowest number of employees (2.1%) fell within the age category of 51-60.

Management Level of Employees

The study sought to know the management level of the respondents. The results are summarised
in the table above:

The table shows that 20.8% of the respondents were part of senior level management, 35.4%
comprised middle level management while the majority (43.8%) of the respondents consisted of
lower level management.

Length of Service at Vodafone Ghana Limited

With regard to the length of service, the study revealed that 25% of the respondents have held
their current position for less than 1 year, 52% between 2-5 years, 21% between 6-10 years while
only 2% have 11 years and above.

Level of Education of Employees

The study sought to know the highest level of education of the respondents. The results are
presented in the table above:

The table indicates that the majority (58.3%) of the employees were Bachelor’s degrees holders.
This was followed by 35.4% of the respondents holding a Master’s degree. Certificate/Diploma
holders constituted only 4.2% of the population size and only 2.1% held other qualifications that
were not presented in the listed above.

Type of Employment

The study also sought to know the type of employment contract that employees in the

organisation held. These are summarised in the table above:
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The findings showed that the majority of the respondents were permanently employed whilst

25% were employed on a contract basis. There were no casual labourers.

4.3 Management Leadership Style Parameters

The first objective of the study was to determine the extent to which management style
contributes to employee turnover. The employees of Vodafone Ghana Limited were therefore
asked a variety questions in regards to the management leadership styles and their responses
were recorded for further analysis as shown in the percentage table below. The employees were
requested to rate the statements using the Likert scale as follows: 1-Very low extent, 2- Low

extent, 3- Moderate extent, 4- Great extent and 5-Very great extent.

Table 2: Management Leadership Styles

Management Leadership |1 2 3 4 5 Total
Style

Managers encourage staff | 10.0 27.0 42.0 15.0 6.0 100
involvement during

decision making

Managers play a key role in | 15.0 42.0 26.0 13.0 4.0 100
fostering a good work
environment through
encouraging work-life

balance, career
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development, training and

development

The organisational
structure and reporting
roles create an environment
of openness, dialogue and
easy access to forums and

tools

10.0

17.0

48.0

21.0

4.0

100

Managers trust staff and do
not rely on threats and
punishment to influence

employee efforts

4.0

21.0

38.0

25.0

12.0

100

Management treats
employees  fairly  and
accords them the due

respect and recognition

10.0

25.0

36.0

17.0

12.0

100

Managers create an all-
inclusive work climate that
encourages team work and

higher productivity.

12.0

44.0

21.0

8.0

15.0

100

Managers facilitate a good

organisational culture and

15.0

18.0

44.0

15.0

8.0

100
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organisational values are

well understood.

Managers motivate and | 15.0 25.0 38.0 12.0 10.0 100
encourage innovation and
out-of-box thinking for

problem solving.

Managers actively mentor, | 8.0 57.0 21.0 10.0 4.0 100
coach and train employees
to maximise an individual’s
potential and organisational

capability.

Source: Field data, 2020

Discussion:

The respondents were first asked whether managers encourage staff involvement during decision
making. In their response, a majority (42%) of the employees moderately agreed, 15% agreed to
a great extent whilst 6% agreed to a very great extent. On the other end of the spectrum, 37% of
the employees in aggregate, agreed to low and very low extents. These findings indicate that to
a larger extent managers at the organisation do engage staff during decision making and thus this
aspect of management styles may not be a contributor to employee turnover.

The second question asked employees to rate the extent to which managers play a key role in

fostering a good work environment through encouraging work-life balance, career development,
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training and development. Majority of the respondents (42%) agreed to a low extent, 15% agreed
to a very low extent, with a minor 26% taking the middle ground and a further 17% in aggregate
who agreed to a great and very great extent that managers did play a key role in fostering a good
work environment at VVodafone. This aspect of management style is concerning with majority
inclining towards a low agreement and hence can be a contributing factor to employee turnover.
Thirdly, employees were asked for their rating on whether the organisational structure and
reporting roles create an environment of openness, dialogue and easy access to forums and tools.
Majority of the respondents were neutral with the statement at 48%. 17% of the respondents
agreed to a low extent and a further 10% agreed to a very low extent. On the same, 21% of the
employees agreed to a great extent whilst 4% agreed to a very great extent. These results show
that to a large extent, the organisation’s structure and reporting roles are not directly linked to

management related employee turnover at VVodafone.

When questioned whether managers trust staff and do not rely on threats and punishment to
influence employee efforts, 12% of the respondents agreed to a very great extent, 25% agreed to
a great extent whilst 38% moderately agreed to this view. Finally, 21% of the respondents agreed
to a low extent and a small minority of 4% were in strong disagreement. With this analysis, it is
safe to say that management at VVodafone do not rely on threats and punishment and this may not

directly contribute to employee turnover.

On the question where management treats employees fairly and accords them the due respect
and recognition, 12% of the respondents agreed to a very great extent and 17% agreed to a great

extent. However, about 35% of the respondents in aggregate agreed to low and very low extents,
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leaving a majority of 36% to moderately agree with the statement. These results indicate that this
aspect of management does not largely contribute to employee turnover.

With regards to whether managers create an all-inclusive work climate that encourages team
work and higher productivity, 44% of the respondents agreed to a low extent and a further 12%
agreed to a very low extent. 15% of the respondents strongly supported this statement, whilst
8% agreed to a great extent. A small minority (21%) shared a neutral view. This aspect of
management style reveals that managers do not play a significant role in creating an all-inclusive

work climate and this could be a factor contributing to employee turnover.

On the statement that managers facilitate a good organisational culture and organisational values
are well understood, majority of the employees agreed to a moderate extent (44%) while 18%
agreed to a low extent and a further 15% agreed to a very low extent. 8% of the population size
agreed to a very great extent, leaving a final 15% who agreed to great extent of the same. With
majority of the responses ranging from moderate to very low extent, this area of management

styles could potentially be a parameter of employee turnover.

The respondents were further asked whether managers motivate and encourage innovation and
out-of-box thinking for problem solving. In their response, 38% of the respondents moderately
agreed. However, 25% agreed to a low extent, 15% agreed to a very low extent, 10% agreed to
a very great extent and 12% agreed to a great extent. Results related to this management area
indicate that managers do not motivate and encourage innovation and out of-box thinking and

this could be highly contributing to employee turnover.
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In regards to whether managers actively mentor, coach and train employees to maximise an
individual’s potential and organisational capability, a majority (65%) of employees in aggregate
agreed to a very low extent and low extent, indicating that this management aspect could be a
contributing factor to employee turnover. 21% of the respondents were neutral, 4% agreed to a

great extent and 10% agreed to a great extent.

4.4 Working Environment Parameters

The second objective two of the study was to establish the role of the work environment as a
contributing factor to employee turnover. The respondents were asked to rate various questions
on the work environment at Vodafone Ghana Limited using the Likert scale. The scale used the

rating: -1-Strongly disagree, 2- Disagree, 3- Moderately Agree, 4- Agree and 5Strongly Agree.

Table 3: Work Environment Parameters

Work Environment | 1 2 3 4 5 Total
Parameters
Physical working | 2.0 8.0 13.0 42.0 35.0 100

conditions (e.g. cleanliness,

lighting, heating) are good.

The office layout is|8.0 29.0 33.0 17.0 13.0 100
comfortable and  well

structured.
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Workplace policies and

procedures are clear to me.

8.0

40.0

38.0

8.0

6.0

100

Individual differences (e.g.
gender, age, race,
educational  background)

are well respected.

13.0

15.0

48.0

21.0

4.0

100

It is easy to apply and

receive personal leave days.

4.0

33.0

33.0

25.0

5.0

100

Flexible work options are

available.

29.0

42.0

10.0

13.0

6.0

100

The work pressure and

work hours are reasonable.

31.0

44.0

19.0

4.0

2.0

100

Welfare amenities such as
day-care, gym, canteen and
in-house clinics are

available.

38.0

46.0

8.0

12.0

10.0

100

There is a clear direction
that serves as a guide on
what is expected from you

in the organisation.

15.0

21.0

54.0

4.0

6.0

100

There are staff parties, get-

togethers or any other

4.0

25.0

46.0

13.0

13.0

100
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regular staff gatherings for

celebrations.

There is a sense of|6.0 44.0 35.0 6.0 8.0 100
workmanship and
friendship between
employees at the

organisation.

Source: Field data, 2020
Discussion:
Firstly, the researcher was required to rate whether the physical working conditions (e.g.
cleanliness, lighting, heating) were good at the VVodafone premises. In their response, 35% of the
respondents strongly agreed, 42% agreed and 13% moderately agreed. In contrast, 8% of the
respondents disagreed and a further 2% strongly disagreed. From the findings this work
environment area does not appear to be a concerning issue for employee turnover at VVodafone.
Secondly, the respondents were questioned about whether the office layout is comfortable and
well-structured. Nearly a third of the respondents (33%) moderately agreed, 29% disagreed and
8% strongly disagreed. 17% of the respondents agreed and a final 13% strongly agreed. The
findings in this work environment aspect show a substantial number moderately to strongly
disagreeing indicating that most employees are not too content and this could potentially lead to
employee turnover.
When asked whether workplace policies and procedures are clear to the employees, most
employees displayed a neutral agreement (38%), an equal majority (40%) disagreed and a further

8% strongly disagreed. 8% and 6% of the population agreed and strongly agreed respectively.
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The results show a strong disagreement, making this work environment aspect a significant

contributor to employee turnover.

With regards to whether individual differences (e.g. gender, age, race, and educational
background) are well respected, about half the employees moderately agreed (48%). On the other
hand 4% strongly agreed and a further 21% agreed. At the other end of the spectrum, 15% of the
employees disagreed and a further 13% displayed strong disagreement. The analysis shows that
individual differences are mostly respected and this does not pose as a major work environmental

factor contributing to employee turnover.

The respondents were also asked whether it is easy to apply and receive personal leave days. In
their responses, 33% of the respondents moderately agreed and another 33% disagreed. 25% of
the employees agreed, leaving a 4% on each end to strongly disagree and strongly agree. This
shows that applying for leave days was not easy for employees and could lead to employee

turnover.

On being asked whether flexible work options are available for the employees, 42% of the
respondents were in disagreement and a further 29% strongly disagreed. A small minority of 6%
strongly agreed, 13% agreed and a final 10% moderately agreed. With a majority disagreeing to
this work environment area, availability of work options can be a major cause of work

environment related employee turnover.

With regards to whether the work pressure and work hours are reasonable, 44% of the employees

disagreed and a further 31% strongly disagreed. 19% of the employees moderately agreed,
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leaving 4% to agree and a very minor 2% to strongly agree. The findings indicate that the work
pressure and hours is unreasonable and this could drive many employees out of the organisation.
The research also sought to know whether there are welfare amenities such as day-care, gym,
canteen and in-house clinics in the organization. This was supported with negative views where
38% strongly disagreed, 46% disagreed, 8% moderately disagreed, 4% strongly agreed, and
another 4% strongly agreed that the organization had welfare amenities. A large negative
response in this area could indicate the potential of this work environment aspect leading to

employee turnover.

In response to whether there is a clear direction that serves as a guide on what is expected from
the employee in the organisation, 54% moderately agreed, leaving 21% to disagree and 15% to
strongly disagree. A small minority of 10% agreed and strongly agreed in aggregate. This implies
that most employees appear to be well directed, leading to this area being a low contributor to
employee turnover.

When questioned whether there are staff parties, get-togethers or any other regular staff
gatherings for celebrations, 46% were in neutral agreement. However, 25% were in disagreement
and a further 4% were in strong disagreement. 26% of the population in aggregate displayed
agreement and strong agreement towards this statement. With a higher moderate to strong
disagreement, this work environment aspect can lead to employee turnover.

In response to whether there is a sense of workmanship and friendship between employees at the
organization, a majority of 44% of the respondents disagreed, 35% neutrally agreed, 6% strongly
disagreed and 8% strongly agreed, leaving a final 6% to simply agree. This area also appears to
have a majority of employees disagreeing contributing it to be an aspect leading to employee

turnover.
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4.5 Reward Management Parameters

The third objective of the study was to evaluate the extent to which reward management
contributes to employee turnover. The respondents indicated their level of agreement with the
statements on the questionnaire using a Likert scale that used the basis: 1- Strongly disagree, 2-

Disagree, 3-Neither agree nor Disagree, 4- Agree, 5- Strongly .

Table 4: Reward Parameters

Reward Parameters 1 2 3 4 5 Total

Your reward package | 38.0 46.0 8.0 4.0 4.0 100
motivates you to dispense

your best efforts.

The organization provides a | 25.0 54.0 10.0 6.0 4.0 100
mixture of financial and

non-financial incentives.

Extra bonus is provided for | 25.0 58.0 10.0 4.0 2.0 100
overtime which includes
weekends, overtime, shifts
and holidays, year-end

bonus

There is a medical and | 15.0 21.0 46.0 13.0 6.0 100
retirement benefit scheme
for the employees and it is

satisfactory
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There is payments for time
not worked which include
pay sick leave, paid death-

in family, and severance

pay.

2.0

15.0

58.0

13.0

13.0

100

The rewards system in the
organization is systematic,
predictable and based on

employee performance.

33.0

46.0

15.0

4.0

2.0

100

Performance systems are
based on clear targets and
that are agreed upon by all

concerned parties.

38.0

42.0

6.0

8.0

6.0

100

Base pay motivates you

more than any other factor.

4.0

8.0

21.0

29.0

38.0

100

Comparable and
competitive wages and
salaries are paid to

employees relative to other

19.0

50.0

21.0

6.0

4.0

100
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organisation members and

the market.

There are group incentive | 50.0 40.0 4.0 6.0 0.0 100
plans for team performance
and overall organisational

performance.

Source: Field data, 2020
Discussion:
Firstly, when questioned about whether their reward package motivates the employees to
dispense their best efforts, most employees appeared to be lower down in the spectrum with most
disagreeing (46%) and a further 38% in strong disagreement. Only 8% of the employees
moderately agreed, leaving 4% each agreeing and strongly agreeing. These results indicate that
the reward package could be a significant contributor to employee turnover.
Secondly, when respondents were asked whether the organisation provides a mixture of financial
and non-financial incentives, a large number of employees diagreed (54%) and strongly
disagreed (25%). 10% of the employees moderately agreed, 6% agreed and a final minority of
4% strongly agreed. This shows that employees are discontented with the incentive structures
and this could drive employee turnover.
Thirdly, respondents were asked whether an extra bonus is provided for overtime which includes
weekends, overtime shifts, holidays and a year-end bonus. 10% employees were neutral
implying a moderate agreement, leaving a vast majority (58%) disagreeing and a further 25%
strongly disagreeing. However, 4% of the employees agreed and the remaining 2% strongly
agreed on receiving these rewards. The significant moderate agreement to disagreement points

toward employee turnover.
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With regards to whether there is a medical and retirement benefit scheme for employees and it
is satisfactory, most employees (46%) displayed a moderate agreement, 21% disagreed and 15%
strongly disagreed. In sharp contrast, 13% of the employees agreed and 6% strongly agreed. This
reveals that the current medical and retirement benefit scheme may lead to employee turnover.

When asked whether there is payments for time not worked which includes pay sick leave, paid
death-in-family and severance pay, the majority (58%) of the employees were neutral to this
statement, 15% disagreed whilst 2% strongly disagreed. However, 13% of the employees agreed
and another 13% strongly agreed. A majority of moderate to strongly agree responses indicate

that this aspect did not contribute largely to employee turnover.

The respondents were also asked whether the rewards system in the organisation is systematic,
predictable and based on employee performance. There was a strong response to this question
with most employees disagreeing (46%) and strongly disagreeing (33%). A minor 15%
moderately agreed, leaving 4% to agree and 2% to strongly agree. These findings reveal that
most employees disagreed and this could be a significant factor motivating employee turnover.
In regards to whether the performance systems are based on clear targets and that are agreed
upon by all concerned parties, 6% moderately agreed with a majority of 42% disagreeing and
further 38% strongly disagreeing. In contrast, 8% agreed and 6% strongly agreed to this question.
With a large response in disagreement, the performance systems could be a reward management
area affecting employee turnover.

On being questioned whether base pay motivates you more than any other factor, many
employees (38%) strongly agreed whilst 29% agreed. 21% of the employees moderately agreed

leaving 8% to disagree and a further 4% to strongly disagree. These responses signify the
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importance that employees give to base pay and this could contribute to employee turnover

where employees are dissatisfied with it.

The respondents were also asked whether comparable and competitive wages and salaries are
paid to employees relative to other organisation members and the market. Most respondents
disagreed (50%) with a further 19% strongly disagreed. 21% of the employees responded to a
moderate extent, with 6% displaying agreement and a final 4% strongly agreeing. With a
significant portion of the respondents disagreeing, this aspect of employee turnover could be an

important contributor to employee turnover.

Finally, when questioned whether there are group incentive plans for team performance and
overall organisational performance, a large majority of 50% strongly disagreed and a further
40% disagreed. 4% moderately agreed, 6% agreed and no individual strongly agreed to this
question. The analysis on this aspect indicates high employee dissatisfaction in regards to group

incentive plans and in turn highly affects employee turnover.

4.6 Organizational Performance Measures

A standard objective of this research was to study the effects of the different determinants of
employee turnover on organisational performance. Employees were questioned on how
organisational performance was affected when a work colleague left. A number of different
criteria were assessed and employees were asked to rate their answers using a Likert scale. The
scale used was: 1-Very low extent, 2- Low extent, 3- Moderate extent, 4- Great extent and 5-

Very great extent.
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Table 5: Organisational Performance Parameters

Organisational 1 2 3 4 5 Total
Performance Parameters

Disruptions  to  service | 4.0 4.0 13.0 38.0 42.0 100
delivery.

Internal  processes take | 2.0 4.0 6.0 38.0 50.0 100
longer when managed by

new staff.

Increase in workload for | 1.0 4.0 8.0 33.0 54.0 100
current staff where the

exiting staff are not

immediately replaced or

replaced at all.

Increase in customer | 2.0 8.0 15.0 31.0 44.0 100
dissatisfaction and

complains.

Loss of customers. 6.0 6.0 13.0 29.0 46.0 100
Productivity per employee is | 4.0 4.0 4.0 40.0 48.0 100
low.

Revenue for current and new | 4.0 6.0 15.0 21.0 54.0 100
products is affected.
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A lot of time and effort is | 2.0 2.0 2.0 42.0 52.0 100

spent in teaching new staff.

Learning skills and know- | 0.0 6.0 21.0 31.0 42.0 100
how of the organisational
work for new staff takes

time.

New employees need to be | 4.0 6.0 19.0 38.0 33.0 100
trained to learn the technical

aspects of the job.

Source: Field data, 2020

Discussion:

Firstly, respondents were asked whether there were disruptions to service delivery. A majority
agreed (42%) to a very great extent and a further 38% agreed to a great extent. 13% of the
employees moderately agreed, leaving a 4% each agreeing to a low and very low extent. These
results show that employee turnover negatively affects organisational performance through
disruptions in service delivery.

When asked whether internal processes take longer when managed by new staff, 50% of the
employees agreed to a very great extent. 38% agreed to a great extent, leaving a minor population
agreeing to a moderate extent (6%), low extent (4%) and a very low extent (2%). This analysis
indicates that every time an employee leaves and is replaced, organisational performance is

affected through delayed internal processes.
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With regards to increase in workload for current staff where the exiting staff are not immediately
replaced or replaced at all, once again a vast majority agreed to a very great extent (54%)
followed by 33% agreeing to a great extent. 8% agreed to a moderate extent, leaving the final
4% to agree to a low extent. No members of the sample size agreed to a very low extent. This
suggests that employees may not be able to focus on their current load as they have to take up
more work, thereby compromising quality on current workload and therefore affecting

organisational performance related to employee turnover.

In regards to increase in customer dissatisfaction and complains, 44% agreed to a very great
extent followed by 31% agreeing to a great extent. 15% of the employees agreed to a moderate
extent, 8% agreed to a low extent and a final 2% agreed to a very low extent. In this case,

customer dissatisfaction is caused by employee turnover.

Where employees where asked about the loss of customers, 46% agreed to a very great extent,
29% agreed to a great extent and 13% took on the middle ground by moderately agreeing. 6%
of the employees agreed to a low extent and a further 6% agreed to a very low extent. This aspect
also follows on customer dissatisfaction where most respondents agreed that customers are lost

through employee turnover.

Employees were also questioned on whether productivity per employee is low. 48% of the
employees agreed to a very great extent followed by 40% agreeing to a great extent. Only 4%
each agreed to a moderate, low and very low extent respectively. These findings indicate that
organisational performance is affected through most respondents agreeing that productivity per

employee is low when employees leave the organisation.
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In response to whether revenue for current and new products is affected, 54% of the population
size agreed to a very great extent. 21% of the employees closely followed by agreeing to a great
extent, leaving 15% to agree to a moderate extent, 6% agreeing to a low extent and a final 4%
agreeing to a very low extent. This shows that the financial performance of the organisation is

affected by employee turnover.

The respondents were also asked if a lot of time and effort is spent in teaching new staff. 52%
agreed to a very great extent, 42% agreed to a great extent, leaving 2% of the population each
agreeing to a moderate, low and very low extent. With a 94% agreement, it is evident that
organisational time and effort is spent as an opportunity cost in teaching new staff when existing

staff leave.

With regards to learning new skills and know-how of the organisational work for new staff takes
time, a large majority agreed (42%) to this statement to a very great extent. 31% agreed to a great
extent, followed by 21% moderately agreeing and a final 6% agreeing to a low extent. No
employees were reported agreeing to this statement to a very low extent. Finally, when
employees were asked whether new employees need to be trained to learn the technical aspects
of the job, 33% agreed to a very great extent and a majority agreed (38%) to a great extent. 19%
displayed moderate agreement and finally 6% agreed to a low extent and 4% agreed to a very
low extent. This indicates that learning and growth takes time and new employees need to learn

the technical aspects in order to reduce error rates every time there is turnover.
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CHAPTER FIVE

DISCUSSIONS, CONCLUSIONS AND RECOMMENDATIONS

5.1 Introduction

This chapter focuses on the summary of findings of the study which formed the foundation for
discussions. The discussions provided a firm basis upon which conclusions and
recommendations were advanced to address the determinants of employee turnover and its effect
on organisational performance at Vodafone Ghana Limited. It also includes insights for

suggested areas for further research.

5.2 Summary of Findings

The main objective of this study was to determine the extent to which management styles
contributes to employee turnover; to establish the role of work environment as a contributing
factor to employee turnover and to evaluate the extent to which reward management contributes
to employee turnover and the overall objective was to establish the effect of employee turnover
on organisational performance at Vodafone Ghana. To achieve these objectives, data was
collected using a structured questionnaire and the target population was lower, middle and senior

level employees at Vodafone Ghana Limited. The summary of the findings are presented below.

5.2.1 Management Styles

The first objective of the study was to determine the extent to which management styles
contributes to employee turnover.

Weatherly (2003) indicates that employees need to feel part of the decision making process in
order to relate to the importance of the individual tasks and their aggregate contribution to the
overall goal. About 42% of the respondents moderately agreed to these statements, implying that

Vodafone managers did encourage staff involvement during decision making. Work
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environment aspects such as work-life balance, career development and training are affected by
the quality of leadership in an organisation (Ingham,2007). At Vodafone, more than half the
respondents disagreed that managers played a key role in fostering such an environment and thus

this could lead to employee turnover.

Mutunga (2009), explains that the organisational structure and reporting roles should be designed
to create an environment of openness, dialogue and easy access to forums and tools where
employees can express themselves without fear of reprisal. Three quarters of the employees
agreed that these structures were in place at VVodafone. A large number of employees also agreed
that managers did not threaten or punish them to achieve results and also respected the employees
thus ruling these aspects out as a parameter of employee turnover under management leadership

styles.

Scholars believe that an all-inclusive work environment drives employee motivation which
provides the platform for commitment to stay with an organisation and dispense the best efforts
to achieve high organisational performance (Nowack,2006). On this front, it appears that
Vodafone managers to do not promote such an environment (with a 57% disagreement) thus
disabling team work and higher productivity, prompting employees to leave the organisation.
The managers at VVodafone facilitated a good organisational culture and organisational values
were well understood.

Hung et al., (2006),explains that leaders need to possess five essential skills to maintain
employee motivation and enhanced organisational performance; these include building trust,
mentoring, inclusion, team development and alignment. The results revealed that the managers

did not encourage innovation and out-of-box thinking. There was very low mentoring, coaching
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and training of employees. These aspects of management leadership styles could be contributors

to employee turnover and affect all the key perspectives of organisational performance.

5.2.2. Work Environment
The second objective of the study was to establish the role of work environment as a contributing

factor to employee turnover.

Briner (2000) claims that the work environment plays a large role in organisational performance
through its ability to keep employees motivated. The physical environment facilitates interaction
and privacy, functionality, formality and informality. High levels of employee productivity are
achievable when organisations ensure the physical environment is conducive to organisational
needs (Huang et al.,2010).Majority of the employees agreed that the physical conditions at the
Vodafone premises are good, however most disagreed when asked whether the office layout is
comfortable and well structured. This could affect their ability to perform and long periods of
association with the organisation could lead to discomfort and dissatisfaction, motivating

employees to leave.

Majority of the employees disagreed when asked whether the workplace policies and procedures
were clear to them but moderately agreed when asked whether individual differences were well
respected. It has long been argued that the Ghanaian telecommunications industry poses a myriad
of problems for employees seeking to achieve a work-life balance.

This refers to the ability to work under flexible work options, ease of applying and acceptance
of family and personal leaves and basic organisational support for dependent care (Estes &
Maddox, 2005). This is in line with a significant number of employees disagreeing when asked

whether it was easy to apply and receive leave days, whether flexible work options are available
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and whether the work pressure and work hours is reasonable. These aspects of the work
environment could pose challenges to work-life balance and push employees to seek these by

leaving Vodafone and moving to other organisations that offer this work environment aspect.

Ghanaian telecom managements are known to support staff through well designed human
resource policies that caters for more than individual needs. This is aimed to serve as motivation
for the long hours of work (Huang et al., 2010). This appears to be in tandem with a significant
portion of respondents agreeing when questioned on the availability of welfare amenities. Such
features challenge employees to think twice when making movements. A moderate agreeable
response was received about whether there was a clear direction on what was expected from

employees in the organisation.

Nazari et al.,(2005) states that social support provides a sense of identity, support and friendship
which makes the work environment a more enjoyable and productive place to work through
increased teamwork. Half the respondents disagreed that there is workmanship and friendship
between employees and there was moderate agreement when asked whether there are regular
staff gatherings for celebrations. Lack of social support may lead to employees working in
isolation and this may prove difficult in the telecom space where teams are heavily dependent
on each other for performance. Employees may leave where they cannot work effectively within
the team arrangements.

5.2.3 Reward Management

The third objective of the study was to evaluate the extent to which reward management
contributes to employee turnover. Victor etal., (2017) asserts that reward management consists

of designing packages that consist of monetary and non-monetary benefits such as learning and
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development trainings, additional allowances amongst other features. A total reward strategy,
amongst other things plays an essential role in enhancing an employee’s motivation, job
satisfaction and performance and yet it is the single most popular determinant of employee

turnover.

This parameter appears to be of prime concern as results from the questionnaire on reward
management reveal significant disagreement on the largest amount of fronts. This includes
questions on whether the reward package motivates you to dispense your best efforts, the
organisation provides a mixture of financial and non-financial incentives, extra bonus is provided
for overtime which includes weekends, overtime, shifts and holidays, year-end bonus, the
rewards system in the organization is systematic, predictable and based on employee
performance, performance systems are based on clear targets and that are agreed upon by all
concerned parties, comparable and competitive wages and salaries are paid to employees relative
to other organisation members and the market and there are group incentive plans for team
performance and overall organisational performance. This clearly implies that Vodafone has
been unable to satisfy most of the remuneration needs of its employees and this phenomenon can

easily lead to employee turnover where competitors can offer slightly better pay.

A neutral response was received on questions regarding medical and retirement benefit scheme
and whether there is payments for time not worked. Basic pay is reported to be perceived as the
single most important reward that immediately attracts employees. It is used as a measure of
their worth to the organisation (Crossman et al., 2003). 67% of the respondents agree with this

statement to further highlight its importance.
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5.2.4 Organisational Performance

A standard objective of this research was to study the effect of employee turnover on
organisational performance. This looked at effects on organisational performance from the
financial, customer, internal process and learning and growth perspective. Employee
performance is driven by employee commitment to the organisation and where this waivers,
organisational performance is affected due to its interdependency. Research suggests that

whenever employees leave, the loss drills down to organisational performance (Chew, 2004).

The findings from the questionnaire indicate that Vodafone’s performance is affected on the
financial, customer, internal business process and learning and growth fronts simultaneously
when employees leave. This is indicated through agreeability to great and very great extents
when questioned on disruptions to service delivery, internal processes take longer where
managed by new staff, increase in workload for current staff where the exiting staff are not
immediately replaced or replaced at all, increase in customer dissatisfaction and complains, loss
of customers, productivity per employee is low, revenue for current and new products is affected,
a lot of time and effort is spent in teaching new staff, learning skills and know-how of the
organisational work for new staff takes time and new employees need to be trained to learn the
technical aspects of the job.

The mutual agreement on all the organisational performance parameters proves the studies done
by most scholars on the inverse relationship between organisational performance and employee

turnover.
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5.3 Conclusions

5.3.1 Management Styles

The findings show that majority of the employees disagreed that their managers play a key role
in fostering a good work environment through encouraging work-life balance, career
development, training and development etc., create an all-inclusive work climate that encourages
team work and higher productivity, motivate and encourage innovation and out of-box thinking
for problem solving and whether managers actively mentor, coach and train employees to
maximise an individual’s potential and organisational capability. We can conclude that all these
areas could potentially lead to employee turnover as they are critical to employee motivation,
commitment and productivity. Where these aspects are affected, ripple effects are seen in
different perspectives of organisational performance such as lowered average revenue per
employee, lowered innovation rates, slower product and service introductions amongst other
reasons. These areas also prove that management styles at Vodafone need to focus and improve

these specific aspects to reduce turnover.

Fair responses were received when respondents were asked whether managers encourage staff
involvement during decision making, the organisational structure and reporting roles create an
environment of openness, dialogue and easy access to forums and tools and managers facilitate
a good organisational culture and organisational values are well understood. Positive responses
were received when questioned whether managers trust staff and do not rely on threats and
punishment to influence employee efforts and if management treats employees fairly and accords
them the due respect and recognition. We can therefore conclude that \Vodafone is doing well in

these management aspects and these could potentially be limiting employee turnover.
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5.3.2 Work Environment

The analysis shows that a majority of the respondents disagreed when asked whether the office
layout is comfortable and well structured, workplace policies and procedures are clear, it is easy
to apply and receive personal leave days, flexible work options are available, the work pressure
and work hours is reasonable and there is a sense of workmanship and friendship between
employees at the organisation. We can conclude that these aspects of the work environment play
a key role in employee productivity and need to be aligned with employee needs to reduce
employee turnover.

We can also conclude that VVodafone is doing well in the work environment front that covers the
physical working conditions, respecting individual differences (e.g. gender, age, race, and
educational background), availability of welfare amenities such as day-care, gym, canteen and
in-house clinics are available, clear direction on what is expected from employees and other
regular staff gatherings for celebrations. These aspects would have a reduced effect on employee
turnover.

5.3.3 Reward Management

From the findings we can conclude that VVodafone employees disagreed and strongly disagreed
on a number of reward management parameters. This shows maximum dissatisfaction amongst
the determinants of employee turnover and a critical area that requires focus.

Reward management, more than any other factor can easily be aped and replicated by
competitors and requires Vodafone to be more creative in designing competitive reward
packages that will keep employees motivated and committed. It must also be taken into account,
that a very high number of employees considered base pay as a factor that motivates them. We
can conclude that reward management has the most effect on employee turnover and

organisational performance.
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5.3.4 Organisational Performance

From the findings we can conclude that all four parameters of organisational performance affect
Vodafone when employees leave the organisation. It was difficult to confirm which parameter
was more affected but there appeared to be a general trend of agreement amongst the objectives
when asked about the effects of employee turnover on organisational performance.

Good organisation performance today, dictates organisational success tomorrow (Allen et
al.,2001). Vodafone exists in a very competitive telecom space and it is of utmost importance to
the organisation to manage internal factors that affect its market position. As indicated by the
analysis and findings, it appears that employee turnover has an adverse effect on organisational
performance through all the various parameters mentioned and it is crucial for the organisation
to acknowledge the negative consequences experienced through a loss of a single resource. The

ripple effects are much wider and need careful analysis.

5.4 Recommendations

The findings and conclusions regarding determinants of employee turnover and its effect on
organisational performance elicited the following recommendations for Vodafone Ghana
Limited. Firstly, a majority of employees leave an organisation out of frustration and constant
friction with their managers or other team members. A regular review of employees’ office
communications, relations and concern regarding colleagues and managers could help diffuse
underlying frustrations and reduce frictions.

Secondly, Vodafone must align the working environment with the changing, dynamic and
culturally diverse workplace. Thus, understanding the relationship between work environment
and employees is key to improving the company’s ability to perform effectively and move

forward.
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Many executives cling to the outdated notion that people “go for the gold” that salary dictates
all their employment decisions but for the most part, people want opportunities to learn and grow,
to advance in their careers and to work on challenging and interesting projects. Vodafone should

change the traditional retention approach to more modern strategies.

Organizational policies and procedures provide overall guidelines on how things are done in a
company. There appears to be a need to have employee friendly policies and procedures that
provide an enabling environment to spur creativity and innovation and promote a work life
balance. It is recommended that these policies need to be continuously reviewed and updated.
Policies that are transparent and clear help to remove bias in decision making and allow
employees to consider themselves as part of a fair work environment where decision making is
structured and the leadership style is supportive. This kind of environment fosters commitment
and retention as employee insecurity is reduced. Clear procedures on career growth and
development, training, performance based systems would address employee reward needs. All

these activities will reduce employee turnover.

5.5 Recommendations for further studies

Vodafone should explore employee retention strategies that can be deployed to reduce and
manage employee turnover. Comparative studies could also be conducted on other industry
players to evaluate the similarities or differences of the determinants of employee turnover and

their effect on organisational performance.
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Other determinants of employee turnover such as career development, training and development
can also be studied to understand their impact on turnover and consequential effect on

organisational performance.
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APPENDIX
CHRISTIAN SERVICE UNIVERSITY COLLEGE
DEPARTMENT OF HUMAN RESOURCE
TOPIC: DETERMINANTS OF STAFF TURNOVER AND ITS EFFECTS ON
ORGANISATIONAL PERORMANCE IN VODAFONE GHANA LIMITED
Dear Respondent This study is being conducted on the above topic for academic purposes and
the researcher would be grateful if you could provide answers to the questions below. Your
identity will not be disclosed and your responses will be confidentially handled. Please kindly

respond as honestly and carefully as you can. Tick [V] as appropriate.

SECTION A: PERSONAL DATA
1.Male[ ]Female[ ]
2. What is your age group?

Below 20 years [ ]

20-29 years [ ]

30-39 years [ ]

40-49 years [ ]
3. What is your current position?
Junior Staff [ ]
Manager [ ]
4. Length of years with the bank.
Lessthan 1 year [ ]
2-5years|[ ]
6-10 years [ ]
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11 & above years [ ]

5. What is your highest qualification?
Diploma [ ]

HND[ ]

Bachelor’s [ ]

Master’s degree [ ]

6. What type of work are you involved in?
Casual [ ]

Permanent [ ]

Contract [ ]

Part B: Employee Turnover
The management style of managers and leaders affects employee performance and turnover.
How far are the statements true for your organisation? Kindly use the scale to rate: 1-Very low

extent, 2- Low extent, 3- Moderate extent, 4- Great extent and 5-Very great extent.

Management  Leadership | 1 2 3 4 5 Total

Style

Managers encourage staff
involvement during decision

making

Managers play a key role in
fostering a good work

environment through
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encouraging work-life
balance, career development,

training and development

The organisational structure
and reporting roles create an
environment of openness,
dialogue and easy access to

forums and tools

Managers trust staff and do
not rely on threats and
punishment to influence

employee efforts

Management treats
employees fairly and accords
them the due respect and

recognition

Managers create an all-
inclusive work climate that
encourages team work and

higher productivity.

Managers facilitate a good

organisational culture and
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organisational values are

well understood.

Managers motivate and
encourage innovation and
out-of-box  thinking  for

problem solving.

Managers actively mentor,
coach and train employees to
maximise an individual’s
potential and organisational

capability.

The work environment is a key determinant of employee turnover. How supportive is your
work environment?
Please answer the questions below using the rating: -1-Strongly disagree, 2- Disagree, 3-

Moderately Agree, 4- Agree and 5-Strongly Agree.

Work Environment | 1 2 3 4 5 Total

Parameters

Physical working conditions
(e.g. cleanliness, lighting,

heating) are good.
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The office layout is
comfortable and well

structured.

Workplace  policies and

procedures are clear to me.

Individual differences (e.g.
gender, age, race, educational
background) are well

respected.

It is easy to apply and receive

personal leave days.

Flexible work options are

available.

The work pressure and work

hours are reasonable.

Welfare amenities such as
day-care, gym, canteen and

in-house clinics are available.
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There is a clear direction that
serves as a guide on what is
expected from you in the

organisation.

There are staff parties, get-
togethers or any other regular
staff gatherings for

celebrations.

There is a sense of
workmanship and friendship
between employees at the

organisation.
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How far do you agree with the following statements regarding rewards in the organization?
Indicate your level of agreement using the scale: 1- Strongly disagree, 2-Disagree, 3-Neither

agree nor Disagree, 4- Agree, 5- Strongly agree

Reward Parameters 1 2 3 4 5 Total

Your reward package
motivates you to dispense

your best efforts.

The organization provides a
mixture of financial and non-

financial incentives.

Extra bonus is provided for
overtime which includes
weekends, overtime, shifts

and holidays, year-end bonus

There is a medical and
retirement benefit scheme for
the employees and it is

satisfactory

There is payments for time
not worked which include
pay sick leave, paid death-in

family, and severance pay.
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The rewards system in the
organization is systematic,
predictable and based on

employee performance.

Performance systems are
based on clear targets and that
are agreed upon by all

concerned parties.

Base pay motivates you more

than any other factor.

Comparable and competitive
wages and salaries are paid to
employees relative to other
organisation members and the

market.

There are group incentive
plans for team performance
and overall organisational

performance.
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How far the following factors affected when your fellow colleagues leave the organisation?
Use 1-Very low extent, 2- Low extent, 3- Moderate extent, 4- Great extent and 5-Very great

extent.

Organisational 1 2 3 4 5 Total

Performance Parameters

Disruptions to service

delivery.

Internal processes take longer

when managed by new staff.

Increase in  workload for
current staff where the exiting
staff are not immediately

replaced or replaced at all.

Increase in customer

dissatisfaction and complains.

Loss of customers.

Productivity per employee is

low.

Revenue for current and new

products is affected.
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A lot of time and effort is

spent in teaching new staff.

Learning skills and know-how
of the organisational work for

new staff takes time.

New employees need to be
trained to learn the technical

aspects of the job.

Thank you for your time
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