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Abstract

This study was conducted to determine the factors leading to employees’ turnover
in Tanzania Public Sector Organisations (PSOs). Specifically, the study assessed
factors leading to employee turnover in Public Sector Organisations. The study
was conducted at the Tanzania Fisheries Research Institute (TAFIRI-Dar es
Salaam) which is a research institute constituting the public sector organisations
under the Ministry of Livestock and Fisheries. A case study design was employed
for a comprehensive understanding of the phenomena. Data collection was
through a questionnaire and interview guide which involved 35 respondents who
were randomly and purposively selected. The analysis of data from the
questionnaire was done descriptively through Statistical Package for Social
Science (SPSS) where frequencies and percentages were created and presented
through tables while the analysis of data from the interview was done through
content analysis. The study was guided by 3 theories: Maslow’s Hierarchy of
Needs, Existence, Relatedness, and Growth (ERG) Theory, and Herzberg'’s Two-
factor Theory. The study revealed low salaries and benefits, poor leadership and
supervision, limited opportunities for training and development, late promotion
and re-categorization, shortage of working tools and infrastructure, job
dissatisfaction and seeking for better jobs, lack of incentives scheme, and late or
absence of payments and other monetary rewards, constitute the factors leading
to employees’ turnover in PSOs. In light of the findings, the study recommended
the management of PSOs in Tanzania particularly TAFIRI to formulate and
implement strategies aimed at improving the work environment. This study has
confirmed what other studies have depicted regarding the factors leading to staff
turnover and at the same time this study will help policymakers particularly in
public organizations to make sure that they create policies that promote
employee welfare and hence reduce turnover.
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1.0 INTRODUCTION

Human resources are considered a vital resource for the existence and
performance of any organization. Evidence suggests that organizations that have
successfully recruited and retained key personnel have realized stable
organizational competence and performance (Fatima, 2011). Once an
organisation succeeds in longer retention of its skilled and experienced
employees, there will be an apparent improvement in service delivery. This is
because employees who have stayed in an organisation for a longer time are
familiar with policies and procedures and can adjust better. As a result, their
performance becomes more outstanding compared to those who change jobs or
organizations regularly (Enamala, 2022; Govindaraju, 2018; Thusi & Chauke,
2023).

Despite the importance of retaining recruited employees, there have been several
cases where organizations have been experiencing high turnover rates. The
problem has been affecting organizations in both public and private sectors, in
both developed and developing countries. In the United States of America for
example, a remarkable percentage of teachers undergo re-allocation or leave
organizations each year. Statistics show that after every 5 years, the percentage
of teachers who quit their organisations ranges from 40 to 50. Likewise, a study
conducted in China revealed that 40.4 percent of teachers showed their readiness
to quit the education sector in case an alternative opportunity occurs (Khushk et
al., 2021). The cost of losing an employee or a pool of employees for whatever
reason is higher. Losing an employee may require recruiting, selecting, and
training a new employee to fill the gap. The cost to be incurred on recruitment,
selection, and training of new employees could be spent on training, and creation
of a conducive working environment for existing staff and improvement of
service delivery (Andrews & Mohammed, 2020). Furthermore, labor turnover
has been a thorn in an organization’s strong culture and teamwork. This has
resulted in a weak organization position; hence, a reduction in its competitive
advantage which may result in the collapse of an organization (Alharbi et al.,
2022; Thusi & Chauke, 2023).

Studies have been conducted to explain the causes of employee turnover all over
the world. Evidence has shown that, employees leave an organization due to
many reasons whereby some are organizational and others are personal. Most of
common factors include but not limited to: low salaries, poor working conditions,
poor leadership, existence of poor human resources policies associated with low
or absence of good incentive schemes and the need of a new challenge by an
employee (Khushk et al., 2021; Muhoho, 2018; Mwita & Author, 2018). Also,
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issues related to prolonged conflicts and poor career development plans by an
organization are some of the factors contributing to employee turnover.

The rising problem of labor turnover has forced organizations to come up with
specific strategies to ensure employee retention. Currently, organizations have
been working to improve working conditions and incentive schemes to attract
employee stay. Evidence shows that some organizations have embarked on a
number of programs including clear succession plans, well informed and
communicated career development programs, life-work balance programs and
increased salaries and bonuses (Kanchana & Jayathilaka, 2023). However,
despite all these efforts in place, to date, the problem of employee turnover has
been affecting many organizations globally. For example, in January 2022, the
U.S.A had a total of 4.25 million people who left their jobs as compared to 3.3
million people who left their jobs in March 2021 (Mwere, 2022 cited in Moshy,
2022).

The tragedy of labor turnover in developing countries is also high and is affecting
both public and private organizations. Though there are no clear and well-
presented statistics on the problem of labor turnover in sub-Saharan Africa as a
region, the problem is increasing daily. A recent study which was conducted to
assess nurses’ intention to leave their jobs in sub-Saharan Africa revealed
substantial evidence that turnover rate is high. From the study it was found that
50.74% of nurses intend to quit their jobs. The same problem is also witnessed
in East Africa and South Africa as the rate of turnover is 58.03% and 33.04%
respectively (Ayalew et. al. 2021). Moreover, ten (10) Ethiopian public
agricultural colleges in 2007 indicated that 82 percent of employees had an
intention to quit the job mainly due to insufficient salaries. Such a situation
affects the overall performance of public universities. Likewise, in South Africa,
the private sector recorded the turnover rate between 12 and 14 percent by 2015
(Katembo & Masanja, 2021; Taye & Getnet, 2020).

Tanzania as one among developing countries has never been free from the
problem of labor turnover. Several efforts have been put in place by the
Government of Tanzania to ensure the retention of public employees to enhance
service delivery. This can be witnessed through continuous reforms in public
service which aim at improving working conditions and better incentives. For
example, through the Public Service Management and Employment Policy, 2008
(PSMEP), the Government of Tanzania is committed to ensure that it creates an
enabling working environment which will attract and retain competent
employees in public service. Despite all these efforts in place, the problem of
labor turnover has been there for years. TAFIRI-Dar es Salaam is one among the
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public sector organisations that have been reported to suffer high employee
turnover rate as revealed by its annual internal reports for five consecutive years
from 2018 to 2022 whereby almost 20 employees quit the organization.

Though there are no recent statistics on the rates of labor turnover in Tanzania,
particularly in public institutions, studies have shown that Tanzania is also facing
the problem of labor turnover. There are a number of studies which have
established the problem of labor turnover in Tanzania but majority of these
studies focused on the private sector. The problem of labor turnover in Tanzania
has also affected the tourism industry whereby in 2015, almost 5% of employees
in five star hotels and tour destination companies quit their jobs each year
(Katembo & Masanja, 2021). Also, the rate of turnover in private higher learning
institutions in Tanzania was reported to be 62.5% in 2018 (Mkulu, 2018). Also,
a study by Mwita & Author (2018) which targeted commercial banks found the
existence of high turnover rate in in Tanzania private sector. Among the factors
identified as a cause of labor turnover in Tanzania private sector include the
issues of insecurity of tenure, low salaries, absence of clear career development
programs, poor working conditions and the influence of poor leadership.

Despite the fact that different studies in Tanzania have examined the factors
leading to employee turnover, most of them did not target public sector
organisations especially those found in Tanzania mainland. The existing studies
in the public sector include a study by Muhoho (2018) which revealed the factors
leading to employees turnover in Zanzibar Government Institutions. The
environment of Zanzibar can be slightly different from Tanzania mainland in
social, political and economic dimension. Therefore, given the existing lacuna
in literature, this study seeks to determine the factors leading to staff turnover in
Tanzania public sector whereby TAFIRI-Dar es Salaam has been taken as a case
study. The findings from this study will be helpful to TAFIRI and Tanzania
public service in general as it will shed light on the factors contributing to
employee turnover; hence establishing strategies which will help to reduce the
problem.

2.0 THEORETICAL LITERATURE REVIEW

There are a variety of theories underlying employee turnover. However, for the
matter of our study the theories that have been employed include Maslow’s
Hierarchy of Needs, Existence, Relatedness and Growth (ERG) Theory and
Herzberg’s Two-factor Theory. The decision to use three theories was based on
the need to have a wide coverage and understanding of the factors influencing
the employee turnover which could have not been captured by one or two
theories. Further, in this study, Herzberg’s Two-factor Theory is the main guiding
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theory supported with Maslow’s Hierarchy of Needs and ERG theory of
motivations.

2.1 Maslow’s Hierarchy of Needs

Maslow’s Hierarchy of Needs is one of the most known theories proposed by
Abraham Maslow (1954). Maslow stated that human needs are classified into
five. These are arranged and satisfied hierarchically from the lowest to highest
order needs. These needs include physiological needs like food, shelter, clothes
and sex; safety needs like security and protection; social needs like affection,
acceptance and belongingness; esteem needs; and self-actualisation. Although
there is no need that is fully satisfied, a satisfied need does not motivate anymore.
Therefore, once the need becomes satisfied, the next one in hierarchy becomes
motivating. According to Maslow, if you have to motivate someone, it is
compulsory to be aware of the current level of that person in the hierarchy and
focus on satisfying the next one (Beardwell & Thompson, 2016; Govindaraju,
2018; Judge & Robbins, 2013). The implication of Maslow’s Hierarchy of Needs
Theory to our study is that once a certain need in the level of hierarchy is satisfied
to an employee, managers must devise programmes to satisfy their next level
need. Short of that employees will become dissatisfied and demotivated, and
consequently start looking for other jobs elsewhere with the focus to fulfill such
unmet need in their mind.

2.2 Existence, Relatedness and Growth (ERG)Theory

ERG Theory was proposed by a psychologist known as Clayton Paul Alderfer
(1972). In ERG Theory, E —represents Existence, R - represents Relatedness and
G — represents Growth. This theory is an extension of Maslow’s Need Theory.
The theory was an attempt to improve Maslow’s Need Theory through proposing
flexibility of movement in satisfying human needs. Alderfer classified human
needs into three groups which are Existence needs; physiological and safety
needs like food and shelter, Relatedness needs; social relationships and external
esteem, and Growth needs; internal esteem and self actualisation. Alderfer
proposed that all human needs should be fulfilled at once and not hierarchically
as proposed by Maslow (Armstrong, 2010; Govindaraju, 2018). The implication
of the theory to our study is that it suggests that managers should formulate
programmes to fulfil all employees’ unmet needs simultaneously. Failure to fulfil
one of them will lead to dissatisfaction and low motivation to employees. As a
result, some employees may start looking for alternative jobs elsewhere so as to
fulfil their unmet needs.

2.3 Herzberg’s Two-factor Theory
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Herzberg’s Two-factor Theory was proposed by Frederick Herzberg and his
colleagues in 1957 as a result of examination on the sources of job satisfaction
and dissatisfaction among engineers and accountants. Herzberg stated that there
are factors leading to job satisfaction which were identified as ‘motivators’ and
factors leading to job dissatisfaction which were identified as ‘hygiene factors.
Motivators are intrinsic to the job itself while hygiene factors are extrinsic. The
items found under the group of” motivators include degree of career achievement,
recognition of success by others, intellectual challenge of work, actual value of
work, opportunity for promotion and actual level of job responsibility. On the
other hand, the items found in the group of hygiene factors include restriction of
management policies and procedures, salary structures, technical or
administrative aspects of supervision, relationship with management, job
conditions, and work environment. The theory was well-received as it led to
simplicity in distinguishing between the factors leading to motivation and those
leading to dissatisfaction (Beardwell & Thompson, 2016; Govindaraju, 2018).
The implication of the theory to our study is that it suggests that managers should
formulate two kinds of programmes so as to ensure employee motivation and also
prevent employee dissatisfaction with their jobs. For instance, managers may
ensure motivation to employees through inclusion of motivators into their
programme but still such employees are likely to be dissatisfied with jobs and
attempt to quit their organisation as a result of failure to include hygiene factors
into the programme.

3.0 EMPIRICAL LITERATURE REVIEW

3.1 Lowsalaries and benefits

Employees working in an organization expect to receive salaries and benefits
which meet their daily basic needs. Evidence has shown that organizations with
a high salary which is also reviewed periodically to match with the changes in
the labor market and prevailing economic conditions always attract and retain
potential employees as compared to organizations with low salaries (Moshy,
2022). In most cases, low benefits and salaries are among the possible factors
leading to employee turnover in an organization (Muhoho, 2018; Thusi &
Chauke, 2023). Payment of low salaries and benefits makes the employees fail to
cater for their needs. As a result, they leave the organization for others where
there are opportunities for higher salaries and benefits.

3.2 Limited opportunities for training and development

One of the most important aspects in human resources management is the issue
of employee skills and career development. As stated by Aykan (2017),
employees can normally stay in an organization where there is an assurance of
their skills and career advancement. Absence of frequent training and education
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programmes to help an employee grow is mentioned as one of the factors leading
to labour turnover in many organisations (Abebe, 2019). Once the employees
realize that they are not offered a chance to improve their performance through
training and the chance to develop their career, they become dissatisfied with
their jobs. Consequently, they may leave an organization and join other
organisations which are believed to provide enough opportunities for staff
training and development.

3.3 Late promotion and re-categorisation

Every employee who joins an organization expects to grow into various positions
through promotions or appointments. Normally, the employees would like either
to be promoted or re-categorised soon after acquiring the required qualifications.
Failure of that makes the employees stressed and sometimes look for the exit
door. Evidence has shown that organisations with no clear employee promotion
and re-categorisation strategies face a serious problem of employee turnover
(Surumbu & Kushoka, 2021). A study by Chukwu (2019) on the Influence of
Staff Promotion on Employee Turnover Intention in Food and Beverage Industry
in Nigeria revealed that regular promotion, transparent promotion and when
employees are satisfied with promotion has significant influence on reducing
employee turnover intention at 5 percent level of significance. Hammond &
Nyarko (2019) conducted a study to assess turnover in Higher Education
Institutions (HEIS), a case study of the University of Mines and Technology
(UmaT), Ghana. The findings of the study revealed that looking for better job
opportunities, lack of motivation and lack of progression are the factors affecting
intention for turnover.

3.4 Job dissatisfaction and seeking for better jobs

Employee job satisfaction is considered as an important aspect in enhancing
employee retention. Literature suggests that, when employees are satisfied about
the job, they are not likely to quit the organisation as compared to employees who
are not satisfied (Hammond & Nyarko, 2019). Once employees become
dissatisfied by their jobs as the result of different surrounding unconducive states
like high risk environment and low pay, they start looking for better jobs outside
their current organisations. A study conducted by Gebregziabher (2020) on the
relationship between job satisfaction and turnover intention among nurses in
Axum Comprehensive and Specialized Hospital Tigray, Ethiopia, revealed that
nurses who were dissatisfied with their job autonomy were 2.55 (95%) and they
were more likely to intend to leave their workplace than nurses who reported to
be satisfied.

3.5 Poor leadership and supervision
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Leadership and supervision are identified as important elements in facilitating
employee attraction and retention in public and private organisations. Studies
have shown that, having good leadership in an organisation influences employee
retention in an organisation (Muhoho, 2018; Mwita & Author, 2018). Poor
leadership and supervision are likely to mistreat employees in different ways like
depriving their rights. As a result, the employees become stressed and therefore
start looking for alternative organisations where they believe there will be better
leadership and supervision. A study by Mwita (2018) which examined the link
between leadership and staff retention in Tanzania commercial banks revealed
that leadership had an important influence on employee retention and that when
leadership and supervision are not of the required standards, employees are likely
to quit the organisation. Alharbi et al. (2022) conducted a study to eliminate staff
turnover and retain nursing staff effectively in Kuwait with reference to human
resource management theory. The findings of the study indicated that leaders are
important in developing a considerable retention strategy through increasing staff
loyalty and satisfaction through a variety of techniques like policy and guidelines,
motivation through leave and allowances, and further change of the system.

3.6 Late or absence of payment of benefits and other monetary rewards
Late or absence of benefits and other monetary rewards constitutes the possible
factors leading to employee turnover (Muhoho, 2018; Thusi & Chauke, 2023). A
large percentage of employees’ income comes from their employment.
Therefore, late or absence of payments of their due benefits and other monetary
rewards reduces their ability to cater for their needs at satisfactory level. As a
result, the employees start looking for alternative organisations with better
system of payments of benefits and other monetary rewards. As it was found by
Akgunduz and Eryilmaz (2018), a high rate of employee turnover is mostly
caused by delays or absence of payments of employees’ benefits. Therefore,
when an organization has no any other monetary benefit paid to employees or
when they are paid with some unexplained delays, it may amount to increased
labour turnover.

3.7 Lack of incentive scheme

In any organisation, incentive scheme plays an important role in boosting
employee morale and acts as a source of motivation. Absence of clear and well
shared incentive scheme demoralizes employees and hence results into employee
turnover (Muhoho, 2018). The presence and implementation of a good incentive
scheme makes employees satisfied and motivated to perform their jobs.
Therefore, failure to have the incentive scheme makes the organisation to have
employees who are demoralized and dissatisfied with their jobs. Such employees
are likely to start looking for other organisations with good staff incentive scheme
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(Mehta and Dubinsky, 2015). A study by Al-Qathmi & Zedan (2021) on the
Effect of Incentive Management System on Turnover Rate, Job Satisfaction and
Motivation of Medical Laboratory Technologists revealed that an organisation
with well-established and shared incentive schemes are likely to attract and retain
their employees and that those without a good incentive scheme are likely to face
high turnover rate.

3.8 Lack of employee work-life balance

Lack of employee work-life balance is also a possible factor leading to employee
turnover in an organisation. Evidence shows that when employees are not in a
comfortable state of stability between an employee's key priorities of their
employment position and their private life, labour turnover is inevitable (Abebe,
2019). Despite the importance of their jobs, employees need time for other life
issues like staying with their families and performing their hobbies. Employees
become dissatisfied with their jobs when deprived of such time. As a result, they
may start looking for alternative jobs elsewhere. A study conducted by Al Kabir
& Tirno (2018) on the Impact of Work-Life Balance on Employees’ Turnover
and Turnover Intentions: An Empirical Study of Multinational Corporations in
Bangladesh revealed that poor work-life balance leads to higher employee
turnover. This also justifies that turnover intentions and proper work-life balance
of employees have a positive contribution to the performance of the organisation.

3.9 Conceptual Framework

Figure 1 is an illustration of the conceptual framework which acts as a guide in
data collection, data analysis, interpretation and recommendation. This
framework shows factors which influence employee turnover. In this case, the
factors are independent variables and staff turnover is the dependent variable.

Independent Variable Dependent Variables

AJASSS Volume 5, Issue No. 2, 2023 | Page 195



Jackson Emmanuel Payowela and Dr. James Elirehema Mrema

Figure 1: Conceptual Framework

Source: Researcher (2023)

4.0 METHODOLOGY

A case study design was employed so as to enable the researcher to acquire a
comprehensive understanding of the phenomena. As it was stated by (Yin, 2003;
Crasewell, 2008), a case study design is employed mostly for clarity and
comprehensive understanding of the phenomena in its real setting. The study was
conducted at TAFIRI-Dar es Salaam which is one among the public sector
organisations facing the predicament of employee turnover. Data were collected
from 35 respondents whereby 30 respondents were selected through simple
random sampling and the other 5 were selected through purposive sampling.
Simple random sampling technique was used to select respondents who are still
employees of TAFIRI and purposive sampling was used to select employees who
have left the organization. The use of simple random sampling was contributed
by the fact that, all elements of population (TAFIRI employees) had similar
characteristics and therefore simple random sampling gave equal chances of all
employees to be selected for the study. On the other hand, purposive sampling
was used to select respondents who had left TAFIRI. These respondents were
directly involved in turnover and therefore they were likely to have detailed and
clear information on the factors which led them to quit the organisation. In using
simple random sampling, the researcher firstly obtained a list of respondents from
the Human Resource Office and established a sampling frame. For purposive
sampling technique, the researcher decided purposively to select and contact
respondents who left the organization from 2018-2022 only. The decision to use
respondents from 2018-2022 was based on the fact that such respondents’
memory of what happened during their presence at the office was still fresh and
hence have relevant explanations than those who had left more than five years
back. Moreover, the decision was also taken so as to ensure recentness of data
provided.

Initially, all 20 employees who left the organization were included in the list for
interviews and when the interviews were conducted, a level of saturation was
reached at the fifth respondent. As it was stated by Grady (1998: p. 26) cited in
(Saunders et al., 2017), saturation is reached when new data tend to be redundant
of data already collected. It occurs when the researcher begins to hear the same
comments again and again. It is then time to stop collecting information and to
start analyzing what has been collected. Therefore, it was the decision of the
researcher to stop interviewing after the continuation of repeated information
from the third to the fifth respondent. The methods employed for data collection
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were questionnaire and interview. The use of mixed methods during data
collection was influenced by the desire to gain a better understanding of the
phenomena. In this study, interviews helped the researcher to provide
opportunities for participants to express their voice and share experiences in
relation to their decision to quit the organization. This is justified by (Shorten and
Smith, 2017). Questionnaire was used to capture descriptive information
regarding respondents’ demographic information and respondents’ opinions on
what was perceived to be a cause of the turnover in the organisation. In
questionnaire, researcher used a five-points Likert scale (1=Strongly Agree, 2=
Strongly Disagree, 3= Neutral, 4=Strongly Disagree, and 5= Disagree) whereby
respondents were asked to rate. On the other hand, semi-structured interviews
were used to interview respondents who had left TAFIRI. The use of mixed
methods of data collection was influenced by the need to triangulate and gather
enough information. Data from questionnaire were descriptively analysed
through Statistical Package for Social Science (SPSS) whereby frequencies and
percentages were created and presented through Tables while data from the
interview were analysed through content analysis where themes were created
from transcribed data. As provided by Fulk (2023), descriptive analysis in a
research is important as it provides a clear and full understanding of the
characteristics of the sample and the variables under study which can be used as
important findings depending on the nature of the study. In this study, descriptive
analysis was used to generate respondents’ characteristics and frequencies were
used to explain the degree to which variables (identified factors) influence
turnover among employees. On the other hand content analysis presents a
systematic and objective means of describing and quantifying phenomena
(Downe-Wamboldt, 1992; Schreier, 2012 cited in Elo et al., 2014). In this study,
content analysis was used as it helped the researcher to identify and create
different themes or codes from the transcripts which were taped from recorded
audio.

As it was proposed by Stahl and King (2020), in order to ensure rigor of the study,
the researcher used four different criteria namely credibility, dependability,
transferability and conformability. Credibility refers to the extent to which the
collected information is true, credible and believable. To achieve credibility of
the results, the researcher applied a number of strategies including pre-testing of
the data collection tools to check their relevance. Also, another strategy deployed
by the researcher was to make sure that the selection of respondents was done
carefully so as to include those who are relevant to the study. On the other hand,
dependability refers to the stability of data over time and under different
conditions (Elo et al., 2014). To ensure dependability, we established and
followed a clear line of protocols throughout the study. Also, we developed a
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detailed track record of the data collection process as a means of keeping a trail
of audit for all procedures. Confirmability which refers to the confidence that the
results would be confirmed or corroborated by other researchers (Forero et al.,
2018) was checked and ensured by applying triangulation of methods of data
sources and collection methods whereby we used interviews and questionnaires.
The last criterion we used to ensure the rigor of our research is transferability
which refers to the extent to which the findings can be generalized to different
other cases by other researchers (Nowell et al., 2017). In achieving
transferability, we used a combination of sampling strategies, simple random
sampling and purposive sampling. Though we deployed simple random sampling
to the existing employees at TAFIRI, the researcher was firstly sure that all were
employees of TAFIRI and that they met a first criterion of sharing similar
characteristics of being TAFIRI employees. On the other hand, purposive
sampling was used to recruit those who have already left the organization as
nominated sample. Furthermore, data saturation was another technique used to
check transferability. In this method we used operational method whereby we
quantified a number of new codes per each interview over time as proposed by
Forero et al., (2018). In this technique, most new codes were 