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Abstract 
The study explored the link between the career anchors, organisational 
commitment and turnover intention of a sample of individuals employed in the 
South African retail sector. A non-probability purposive sample (N = 343) of 
employees from an organisation in the South African retail sector was utilised. 
The participants were represented by predominantly women (72%) and black 
people (94%) between the ages of 25 and 45 years (80%). Following a cross-
sectional quantitative research approach, correlational and stepwise regression 
analysis was performed to achieve the objective of the study. The results showed 
that the entrepreneurial creativity-anchored individuals were likely to have low 
organisational commitment and high turnover intention, while the lifestyle-
anchored individuals had high levels of organisational commitment and high 
turnover intention. The dominant affective/normative commitment profile of the 
sample of participants significantly predicted low turnover intention. The findings 
of the study and practical implications provide useful information to managers 
interested in retaining staff in the retail sector. 

Key words: career anchors, organisational commitment, turnover intention, 
lifestyle career anchor, entrepreneurial creativity career anchor, affective/ 
normative commitment profile 

1 Introduction  
Effectively attracting, developing, managing, motivating and retaining committed 
employees have become critical success factors for sustained organisational 
performance (Beechler & Woodward 2009; Chang 2010; Spagnoli & Caetano 2012). 
Staff shortages and an insufficient labour pool are the most common labour-related 
barriers to company productivity and performance (Mulaudzi 2015). Globally, the 
wholesale and retail sector faces high labour turnover rates which appear to be 
exacerbated by trends of low employee morale and motivation (Hart, Stachow, Farrell & 
Reed 2007; Mulaudzi 2015). The physical and environmental conditions associated 
with the industry such as long hours and poor work-life balance appear to further 
exacerbate employee turnover in the retail sector (Hart et al 2007; Jain 2010; Mulaudzi 
2015).  
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Employee turnover intention and turnover have long been topics of interest to 
researchers and practitioners, mainly because of the negative consequences of and 
high costs associated with actual turnover (Clinton-Baker 2013; Hom, Mitchell, Lee  
& Griffeth 2012; Jiang, Liu, McKay, Lee & Mitchell 2012; Siong, Mellor, Moore &  
Firth 2006; Tian-Foreman 2009). Apart from negatively impacting organisational 
effectiveness (Pienaar, Sieberhagen & Mostert 2007), the personal and organisational 
costs of voluntary employee turnover are high (Jones, Massey Kantak, Futrell & 
Johnston 1996; Mallol, Holtom & Lee 2007; Mitchell, Holtom, Lee, Sablynski & Erez 
2001). High costs for an organisation due to turnover start prior to separation as a 
result of lower productivity of an employee intending to leave, and continuing difficulties 
after actual separation (Hsu, Jiang, Klein & Tang 2003). The costs of turnover may 
include both direct costs such as the costs associated with reselection and retraining 
and indirect costs, including the loss of valuable knowledge, skills and experience, as 
well as reduced morale among the remaining employees, all of which have negative 
consequences for labour relations (Chalkiti & Sigala 2010; Davidson, Timo & Wang 
2010; Holtom, Mitchell, Lee & Eberly 2008; Mitchell et al 2001). The organisation may 
even experience the loss of competitive position as its competitors gain insight by hiring 
its former employees (Hsu et al 2003). The costs resulting from turnover become even 
more serious when the organisation loses talented and highly committed employees 
(Chang 1999; Clinton-Baker 2013). These consequences of employee turnover 
behaviour have increased the importance of understanding the psychological factors 
influencing employees’ turnover intention (Clinton-Baker 2013). 

2 Research objective 
In the present study, we were interested in examining voluntary turnover behaviour and 
more specifically psychological factors (career anchors and organisational commitment) 
that potentially influence the turnover intention of employees in the retail sector. The 
aim was therefore to assess the link between employees’ career anchors, 
organisational commitment and turnover intention as manifested in the South African 
retail industry. The following two research questions were formulated: 
• Do employees’ career anchors significantly and positively predict their 

organisational commitment? 
• Do employees’ career anchors and organisational commitment significantly and 

positively predict their turnover intention? 
Voluntary turnover is a function of perceived ease of movement and perceived 
desirability of movement (Carbery, Garavan, O’Brien & McDonnell 2003) while turnover 
intention relates to the behavioural intention of individuals to leave the organisation 
(Bigliardi, Petroni & Dormio 2005; Mobley, Griffeth, Hand & Meglino 1979). 
Researchers have found intention to be an accurate predictor of actual turnover 
(McKay, Avery, Tonidandel, Morris, Hernandez & Hebl 2007; Zimmerman & Darnold 
2009). By understanding the predictors of turnover intention, organisations can 
proactively introduce talent management strategies to influence employees’ decision to 
leave and as such prevent actual turnover behaviour (Clinton-Baker 2013; Lazar 2005; 
Martin & Roodt 2008). Research by Deloitte (2012) indicated talent management 
globally and in emerging markets as a key business strategy in retaining staff and 
reducing turnover intention at all levels of the organisation. 
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3 The relationship between career anchors, organisational 
commitment and turnover intention 

The voluntary turnover model of Steers and Mowday (1981) identified variables such as 
individual expectations, job experiences, affective responses to jobs, non-work-related 
influences, intention to stay, search for alternatives and availability of alternatives as 
significant antecedents of turnover behaviour. Ding and Lin (2006) indicated that work-
related attitudes such as career and job satisfaction and organisational commitment 
have significant effects on turnover intention. Research by Chang (2010) provided 
evidence of a significant association between employees’ career anchors and their 
turnover behaviour. He proposed that by understanding employees’ career anchors and 
satisfying the underlying needs and intrinsic motivations that underpin individuals’ 
career anchors, strategies can be developed to reduce turnover. Hsu et al (2003) 
indicated that employees whose internal career anchors are compatible with their jobs 
record lower intentions to leave their organisations. Based on their findings, they also 
suggest that organisations should introduce appropriate talent management strategies 
in order to reduce turnover based on their employees’ different career motivations. 
Creating satisfactory career paths and challenging job opportunities is indicated as a 
top priority in contemporary talent management approaches (Deloitte 2012). Sudha 
(2012) also found employee career development to be a key factor in retaining staff in 
the retail sector. 

Research indicates that individuals’ career motives and values (career anchors) have 
an impact on career decision making and psychological attachment or commitment to 
an occupation or organisation (Feldman & Bolino 2000; Kniveton 2004; Schein 1996). 
According to Schein (1996), a career anchor is an individual’s occupational self-
concept, comprising self-perceived talents and abilities, basic values and motives and 
needs. These talents, values and motives, in turn, influence an individual’s career 
decisions. If organisations understand the relationship between career anchors (what 
drives employees’ career decisions), organisational commitment, that is, the 
psychological mindsets that bind the individual to the organisation (Allen & Meyer 
1990), and whether employees intend leaving an organisation (turnover intention), they 
will be able to proactively introduce talent management strategies to increase 
organisational commitment levels and reduce turnover intention (Clinton-Baker 2013). 
Research by Deloitte (2012) indicated that sustaining employee morale, engagement 
and commitment is a key priority in contemporary talent management. 

3.1  Career anchors 
A career anchor reflects individuals’ career-related self-concepts, which constitute a 
combination of self-perceived values, abilities, interests, motives and needs relating to 
professional work choices (Barclay, Chapman & Brown 2013; Schein 1996). Career 
anchors, once moulded by work and life experiences, are relatively stable and as such 
give stability and direction to a person’s career (Schein 1996; 2013). The concept of 
career anchors helps individuals and organisations understand the value of person-
environment fit or congruence in career success and satisfaction (Barclay et al 2013). 
Career anchor theory (Schein 1971; 1978) assumes that individuals would be most 
satisfied and productive when the individual perceives optimal congruence between the 
career anchor and the job and work environment (Leong, Rosenberg & Chong 2014).  

Schein (1971; 1978; 1996; 2013) differentiates between eight career anchors, each 
with a unique set of underpinning motivations and needs: (1) technical/functional 



108 South African Journal of Labour Relations: Vol 39 No 2 2015 
 

 

competence (motivated by advancement and opportunities for self-development only in 
one’s technical or functional area of competence); (2) general managerial competence 
(motivated by opportunities to analyse and solve problems and harness people 
together to achieve common goals); (3) autonomy/independence (motivated to seek 
work situations that are free of organisational constraints; setting own schedule and 
pace of work; excited by sense of freedom); (4) security/stability (motivated by stable, 
predictable work, job security and long-term attachment to one organisation); (5) 
entrepreneurial creativity (motivated by the need to build or create something that is 
entirely one’s own project, likes to move from project to project, interested in initiating 
new enterprises, motivated by constant new challenges to conquer and create new 
products or services); (6) service/dedication to a cause (motivated to improve the world 
in some fashion; wants to align work activities with personal values related to improving 
society); (7) pure challenge (motivated to overcome major obstacles, solve unsolvable 
problems, or win out over extremely tough opponents; single-minded pursuit of self-
tests); and (8) lifestyle (motivated to balance career with lifestyle needs; highly 
concerned with issues such as paternity/maternity leave, daycare options and work-
home flexibility). 

Career anchors influence every major decision about career issues, including 
individuals’ subjective experiences of career success, decisions to move, employee 
reactions to work experiences and their choice of career and workplace (Clinton-Baker 
2013; Herrbach & Mignonac 2012; Mignonac & Herrbach 2003). A number of research 
findings support the premise that employees who experience a match between their 
career anchors and their job setting report higher job satisfaction, more commitment to 
their organisation and lower intentions to leave than those employees who experience 
a mismatch (Lumley, Coetzee, Tladinyane & Ferreira, 2011; Steele & Francis-Smythe 
2010; Coetzee, Schreuder & Tladinyane 2007, 2014; Quesenberry & Trauth 2012).  

3.2  Organisational commitment 
Employees’ commitment to an organisation comprises multiple mindsets of 
commitment (Meyer, Morin & Vandenberghe 2015). In the present study, organisational 
commitment is understood in the context of Allen and Meyer’s (1990) three-component 
model of organisational commitment, which distinguishes between three distinct 
mindsets: (1) emotional attachment (affective commitment), (2) sense of obligation 
(normative commitment), and (3) perceived cost of leaving (continuance commitment). 
Kuo (2013) views employees’ organisational commitment as an effective and highly 
influential mechanism for connecting employees and the organisation. Research 
provides evidence of positive associations between employees’ organisational 
commitment and a variety of desirable work outcomes such as employee job 
satisfaction, motivation and performance, and negative associations between commitment 
and absenteeism and turnover (Ezirim, Nwibere & Emecheta 2012; Lumley et al 2011; 
Saif, Nawaz, Jan & Khan 2012). 

Numerous meta-analyses have substantiated the premise that the higher the 
commitment levels of the employee, the lower the predicted turnover intention will be 
(Bentein, Vandenberg, Vandenberghe & Stinglhamber 2005; Joo & Park 2010; Lazar 
2005; Lee & Liu 2007; Martin & Roodt 2008; Meyer, Hecht, Gill & Toplonytsky 2010; 
Yin-Fah, Foon, Chee-Long & Osman 2010). Research has also established that a 
dominant affective commitment/normative commitment profile is a significantly stronger 
predictor of turnover intention and actual turnover than continuance commitment (Lazar 
2005; Somers 1995). 
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Employees’ organisational commitment has also been associated with their internal 

motivation (feeling of accomplishment and self-fulfilment) which, in turn, shows a strong 
direct negative relationship with turnover intention (Dysvik & Kuvaas 2010; Mathieu & 
Zajac 1990). Researchers also indicate that organisations wishing to increase the 
commitment of their employees should strive for congruence between organisational 
rewards and the motivations and values underlying their employees’ career anchors 
(Coetzee et al 2007; Hsu et al 2003; Kniveton 2004). From an organisation’s 
perspective, research on career anchors can be used to guide current selection, 
placement, development and reward practices. In addition, an organisation might be 
able to improve employees’ retention (or reduce turnover) by matching career 
opportunities to employees’ career anchors (Ramakrishna & Potosky 2003). 
Commitment strategies may further be used to forge psychological bonds between the 
organisation’s and employee’s goals and thereby reduce turnover intention (Clinton-
Baker 2013; Döckel 2003).  

4 Research method 
A cross-sectional survey design using primary data was used to fulfil the research 
objectives. 

4.1 Participants 
A non-probability purposive sample (N = 343) of employees from an organisation in the 
South African retail sector was used. The sample was predominantly made up of 
women (72%) and black people (94%) who were employed at general staff level (73%). 
The participants were predominantly in the establishment stage of their life-career 
(ages 25–45 years: 80%). 

4.2 Measuring instruments 
Career anchors: The career orientations inventory (COI) developed by Schein (2006) 
was used to measure the participants’ career anchors. The COI (Schein 2006) is a self-
report measure comprising 40 items. Responses are captured on a six-point Likert-type 
scale. The COI measures eight career preferences: technical/functional competence (5 
items), general managerial competence (5 items), entrepreneurial creativity (5 items), 
security/stability (5 items), autonomy/independence (5 items), lifestyle (5 items), 
service/dedication to a cause (5 items) and pure challenge (5 items). The COI has 
evidenced satisfactory psychometric validity and reliability in other South African 
multicultural samples (Coetzee & Schreuder 2008, 2009; Coetzee et al 2007). In the 
present study, the following internal consistency reliability coefficients were obtained: 
technical/functional competence (.47), general managerial competence (.55), entre-
preneurial creativity (.65), security/stability (.61), autonomy/independence (.73), lifestyle 
(.64), service/dedication to a cause (.45) and pure challenge (.61). Although the desired 
cut-off for internal consistency reliability is .70, Hair, Black, Babin and Anderson (2010) 
deem the lower limit of acceptability to be .60 for broad research purposes. For the 
purpose of this research, therefore, only the career anchor variables with Cronbach’s 
alpha coefficients above .60 were considered in the statistical analysis (entrepreneurial 
creativity, security/stability, autonomy/independence, lifestyle and pure challenge). 

Organisational commitment: The organisational commitment questionnaire (OCQ) 
developed by Meyer and Allen (1997) was used to measure the participants’ three 
commitment mindsets on a seven-point Likert-type scale: affective commitment  
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(6 items), continuance commitment (6 items) and normative commitment (6 items). The 
OCQ reported acceptable internal consistency reliability coefficients ranging between 
.74 and .87 (Briscoe & Finkelstein 2009; Meyer, Allen & Smith 1993). Allen and Meyer 
(1996) also attest to the questionnaire’s having convergent and discriminative validity. 
Studies by Coetzee et al (2007) and Lumley et al (2011) have confirmed the reliability 
and validity of the OCQ in the South African context. In terms of the present study, the 
following internal consistency reliability coefficients were obtained: affective commitment 
(.65); continuance commitment (.61) and normative commitment (.68). The overall 
scale registered a Cronbach alpha value of .73. The alpha coefficients were regarded 
as acceptable for the purposes of the research, as indicated by the guideline provided 
by Hair et al (2010).  

Turnover intention: The turnover intention scale (TIS) developed by Mobley et al 
(1979) was used to measure the participants’ turnover intention by means of three 
items: desire to quit (“I think a lot about leaving this organisation”), seriously thinking 
about quitting (“I am actively searching for an acceptable alternative to this 
organisation”), and intention to quit (“When I can, I will leave the organisation”). 
Responses were captured on a seven-point Likert-type scale. Joo and Park (2010) and 
Yin-Fah et al (2010) found that the alpha coefficient for the three items was .82 and .90 
respectively. In terms of the present study, the scale showed acceptable internal 
consistency reliability with a Cronbach alpha value of .77. 

4.3 Research procedure 
Ethical clearance to conduct the study was obtained from the research institution and 
permission for employees to participate in the research study was obtained from the 
CEO of the retail company. Participation was voluntary and employees were afforded 
the opportunity to attend allocated sessions. At the beginning of each session, the 
researcher explained the purpose of the research and the participants were assured of 
confidentiality and anonymity and the voluntary nature of participation. A covering letter 
was provided explaining the purpose of the research, procedure, potential benefits, 
confidentiality, anonymity, participation and withdrawal. All the participants were also 
asked to complete a written consent form. They completed the questionnaires in a 
session allocated for this purpose and returned the completed questionnaires to the 
researcher who coordinated the session. 

4.4  Statistical analysis 
The Statistical Package for the Social Sciences (SPSS 2010) was used to analyse the 
data for the quantitative analysis. Descriptive statistics and correlational and stepwise 
multiple regression analyses were conducted. Pearson Product-Moment correlations 
were calculated to assess the direction and strength of the relationships between the 
variables. In order to counter the probability of a type I error, the significance value was 
set at the 95% confidence interval level (p ≤ 0.05). The practical significance of the 
correlations was interpreted by using Cohen’s (1992) guidelines: r ≤ .10 (small practical 
effect); r ≤ .30 (moderate practical effect); and r ≥ .50 (large practical effect). Multi-
collinearity concerns were set at r ≥ .90 (Hair et al 2010). 

Three stepwise regression models were performed. In the first model, the career 
anchor variables were entered as independent variables and the overall organisational 
commitment variable was regarded as the dependent variable. The second model 
treated the career anchor variables as independent variables and the overall turnover 
intention variable as the dependent variable. The three organisational commitment 
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variables were treated as independent variables in the third regression model, and 
turnover intention as the dependent variable. The stepwise regression procedure 
defines an a posteriori order based on the relative uniqueness of the variables in the 
sample at hand. The procedure is designed to select from the group of independent 
variables in each model the one variable at each stage which has the largest sr², and 
hence makes the largest contribution to R². The program stops admitting independent 
variables into the equation when no independent variable makes a contribution at p ≤ 
0.05 (Tabachnick & Fidell 2007). Using Cohen’s (1992) guidelines, R² values (p ≤ 0.05) 
of ≤ 0.12 (small practical effect) and ≥ 0.13 ≤ 025 (medium practical effect) were also 
considered in the interpretation of the results. 

5 Results 

5.1 Descriptive statistics 
The means, standard deviations and Cronbach alpha coefficients of the variables 
relevant to the statistical analysis are reported in Table 1. The participants obtained the 
highest mean scores on the lifestyle career anchor (Mean = 4.97; SD = 1.35) and the 
lowest mean score on the autonomy/independence career anchor (Mean = 3.81; SD = 
1.32). In terms of organisational commitment, the participants obtained the highest 
mean score on affective commitment (Mean = 4.86; SD = 1.08) and the lowest score on 
continuance commitment (Mean = 4.59; SD = 1.52). 

Table 1 
Descriptive statistics for the total sample (N = 343) 

 Variables Mean SD α 1 2 3 4 5 6 7 8 9 
1 Autonomy/ 

independence 3.81 1.32 .73          
2 Security/stability 4.23 1.26 .61          
3 Entrepreneurial 

creativity 4.07 1.50 .65          
4 Pure challenge 4.78 1.17 .61          
5 Lifestyle 4.97 1.35 .64          
6 Affective 

commitment 4.86 1.08 .65 -.19*** -.03 -.28*** .01 -.11*     
7 Continuance 

commitment 4.59 1.52 .61 .04 .12* .07 .05 -.03     
8 Normative 

commitment 4.70 1.11 .68 -.07 -.04 -.20*** .09 -.10     
9 Overall 

organisational 
commitment 4.72 .89 .73 -.08 .04 -.16** .07 -.11     

10 Turnover 
intention 4.10 1.66 .77 .21*** .07 .31*** -.03 .21*** -.54*** -.01 -.43*** -.40*** 

***p ≤ .001 – statistically significant. **p ≤ .01 – statistically significant. *p ≤ .05 – statistically significant. 
The turnover intention average score for the sample was 4.10 out of 7. A higher score 
represents higher intentions to leave the organisation. A frequency distribution, which is 
indicated in Table 2, further examines the intention of respondents to leave their 
organisation. Out of the sample, 30% scored a 3 or lower out of 7 on the turnover 
intention scale, indicating that the organisation could lose 70% of these employees.  
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Table 2 
Descriptive statistics: frequency distribution for turnover intention (n = 343) 

Turnover intention 
values Frequency Percentage Cumulative 

percentage 
1.00 18 5.2 5.2 
1.33 8 2.3 7.6 
1.67 14 4.1 11.7 
2.00 23 6.7 18.4 
2.33 7 2.0 20.4 
2.67 14 4.1 24.5 
3.00 19 5.5 30.0 
3.33 20 5.8 35.9 
3.67 17 5.0 40.8 
4.00 23 6.7 47.5 
4.33 21 6.1 53.6 
4.67 34 9.9 63.6 
5.00 25 7.3 70.8 
5.33 25 7.3 78.1 
5.67 14 4.1 82.2 
6.00 26 7.6 89.8 
6.33 12 3.5 93.3 
6.67 9 2.6 95.9 
7.00 14 4.1 100.0 

Total 343 100.0  

5.2 Correlational statistics 
Overall, the correlations were well below the cut-off for concerns about multicollinearity: 
r ≥ .90 (Hair et al 2010). Table 1 shows that affective commitment had significant 
negative associations with the career anchors of autonomy/independence (r = -.19; p ≤ 
.001; small practical effect), entrepreneurial creativity (r = -.28; p ≤ .001; small practical 
effect) and lifestyle (r = -.11; p ≤ .05; small practical effect). Only the entrepreneurial 
creativity career anchor showed a significant negative association with normative 
commitment (r = -.20; p ≤ .001; small practical effect) and overall organisational 
commitment (r = -.16; p ≤ .01; small practical effect).  

The autonomy/independence (r = .21; p ≤ .001; small practical effect), entre-
preneurial creativity (r = .31; p ≤ .001; moderate practical effect) and lifestyle (r = .21; p 
≤ .001; small practical effect) career anchors showed significant positive associations 
with turnover intention. Affective commitment (r = -.54; p ≤ .001; large practical effect), 
normative commitment (r = -.43; p ≤ .001; moderate practical effect) and overall 
organisational commitment (r = -.40; p ≤ .001; moderate practical effect) showed 
significant negative associations with turnover intention. The collinearity statistics 
(variance inflation factor [VIF] and the tolerance score) were also computed to 
determine the extent of multicollinearity. The scores found for the current study were all 
well below 10, and multicollinearity was therefore not considered to be a concern in the 
interpretation of the beta values. 
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5.3  Stepwise regression analysis  
Three stepwise regression models were performed. In the first model, the career 
anchor variables were entered as independent variables and the overall organisational 
commitment variable was regarded as the dependent variable. Model 1 (Table 3) 
shows that the model (step 2) explained 5% (R² = .05; Fp ≤ .001; small practical effect) 
of the variance in organisational commitment. Only entrepreneurial creativity (ß = -.20; 
p ≤ .001) and lifestyle (ß = .19; p ≤ .001) significantly contributed to explaining the 
variance in organisational commitment, with entrepreneurial creativity accounting for 
most of the variance and negatively.  

Table 3 
Stepwise regression analysis: career anchors as independent variables and 

organisational commitment as the dependent variable 

Model 1 
Unstandardised 

coefficients 
Standardised 
coefficients  

t 
 

Sig. F Adjusted 
R² R 

B Std. error Beta (β) 

1 
(Constant) 5.10 0.14  37.11 0.00*** 8.52** 0.02 0.16 
Entrepreneurial 
creativity -0.09 0.03 -0.16 -2.92 0.00***    

2 

(Constant) 4.44 0.23  19.58 0.00*** 10.77*** 0.05 0.15 
Entrepreneurial 
creativity -0.12 0.03 -0.20 -3.66 0.00***    
Lifestyle 0.16 0.05 0.19 3.57 0.00***    

***p ≤ .001 – statistically significant. **p ≤ .01 – statistically significant. *p ≤ .05 – statistically significant. 
The second model (Table 4) treated the career anchor variables as independent 
variables and the overall turnover intention variable as the dependent variable. Similar 
to the pattern observed in terms of organisational commitment (model 1), Table 2 
shows that the model (step 2) explained 13% (R² = .13; Fp ≤ .001; moderate practical 
effect) of the variance in turnover intention. Only entrepreneurial creativity (ß = .31; p ≤ 
.001) and lifestyle (ß = .20; p ≤ .001) significantly contributed to explaining the variance 
in organisational commitment, with entrepreneurial creativity accounting for most of the 
variance. 

Table 4 
Stepwise regression analysis: career anchors as independent variables and turnover 

intention as dependent variable 

Model 2 
Unstandardised 

coefficients 
Standardised 
coefficients  

t 
 

Sig. F Adjusted 
R² R 

B Std error Beta (β) 

1 
(Constant) 2.69 0.25  10.86 0.00*** 37.06*** 0.10 0.31 
Entrepreneurial 
creativity 0.35 0.06 0.31 6.09 0.00*** 

   

2 

(Constant) 1.48 0.39  3.83 0.00*** 27.40*** 0.13 0.37 
Entrepreneurial 
creativity 0.34 0.06 0.31 6.08 0.00*** 

   

Lifestyle 0.25 0.06 0.20 4.01 0.00***    
***p ≤ .001 – statistically significant. **p ≤ .01 – statistically significant. *p ≤ .05 – statistically significant. 
In model 3 (Table 5), the three organisational commitment variables were treated as 
independent variables and turnover intention as the dependent variable. Table 5 shows 



114 South African Journal of Labour Relations: Vol 39 No 2 2015 
 

 

that the model (step 2) explained 32% (R² = .32; Fp ≤ .001; large practical effect) of the 
variance in turnover intention. Only affective commitment (ß = -.43; p ≤ .001) and 
normative commitment (ß = -.21; p ≤ .001) significantly and negatively contributed to 
explaining the variance in turnover intention, with affective commitment accounting the 
most for the variance. 

Table 5 
Stepwise regression analysis: organisational commitment as the independent 

variable and turnover intention as the dependent variable 

Model 3 
Unstandardised 

coefficients 
Standardised 
coefficients  

t 
 

Sig. F Adjusted 
R² R 

B Std error Beta (β) 

1 
(Constant) 8.10 0.35  23.11 0.00*** 136.63 0.29 0.54 
affective -0.82 0.07 -0.53 -11.69 0.00***    

2 
(Constant) 8.79 0.38  23.02 0.00*** 79.81 0.32 0.57 
affective -0.66 0.08 -0.43 -8.23 0.00***    
normative -0.32 0.08 -0.21 -4.09 0.00***    

***p ≤ .001 – statistically significant. **p ≤ .01 – statistically significant. *p ≤ .05 – statistically significant. 

6 Discussion 
The study explored the link between the career anchors, organisational commitment 
and turnover intention of a sample of individuals employed in the South African retail 
sector. Turnover intention is of high concern to managers in the retail sector (Clinton-
Baker 2013; Mulaudzi 2015). The results of the present study also showed that the 
present sample of participants had high levels of turnover intention (i.e. reduced level of 
commitment and high desire to leave the organisation). We expected that 
understanding how the participants’ career anchors relate to their organisational 
commitment, and how these two sets of variables in turn relate to their turnover 
intention, might provide deeper insight into their turnover intention. Research on career 
anchors indicated that generally people stay engaged in a certain job or are committed 
to an organisation because of a sense of congruence between career anchor and work 
environment (Coetzee et al 2007; Wils, Wils & Tremblay 2010). Career anchors 
influence every major decision about career issues, including decisions to move, 
employee reactions to work experiences and employees’ choice of career and 
workplace (Herrbach & Mignonac 2012; Mignonac & Herrbach 2003), while 
organisational commitment has been shown to further explain the reasons why 
individuals prefer to stay within the organisation (Lumley et al 2011; Mowday, Porter & 
Steers 1982). Although the career anchor profile of the present sample reflected a 
strong need for security/stability, followed by lifestyle, pure challenge and 
entrepreneurial creativity needs, only the entrepreneurial creativity and lifestyle career 
anchors offered an explanation for the participants’ organisational commitment and 
turnover intention.  

The significant associations between the career anchors and organisational 
commitment corroborate research suggesting that individuals’ self-identity influences 
the nature of employees’ commitment in the workplace (Meyer et al 2015). In terms of 
the present study, the entrepreneurial creativity-anchored individuals were likely to 
have low organisational commitment and high turnover intention. This is hardly 
surprising since individuals with a need to create and experience new challenges would 
prefer to own their own business instead of working for someone else. Wealth, 
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ownership freedom and power are vital to these individuals (Coetzee & Schreuder 
2008, 2009). Coetzee et al (2007) also found the entrepreneurially anchored individual 
to have significantly low organisational commitment. Their overriding motivation is a 
need for change, personal freedom, challenge, developing own projects and taking 
risks to obtain personal prominence (Barclay et al 2013; Leong et al 2014; Schein 
1990). 

The results in terms of the organisational commitment and turnover intention of the 
lifestyle-anchored participants appear to be in conflict with previous research. Overall, 
the sample of participants’ organisational commitment profile reflected high overall 
commitment and an affective/normative commitment (AC/NC) dominant profile, which 
significantly explained the participants’ overall low levels of turnover intention. The 
AC/NC-dominant profile reflects a sense of moral commitment, that is, a desire to do 
what is right (Meyer et al 2015; Meyer, Stanley & Parfyonova 2012). The results of the 
overall commitment profile are in agreement with research that showed that a dominant 
AC/NC profile was generally associated with low levels of turnover intention (Gellatly, 
Meyer & Luchak 2006; Meyer et al 2015) and was consistently shown to be a strong 
indicator in examining employees’ intent to leave an organisation (Allen & Meyer 1996; 
Lazar 2005), and in retaining employees (Manetje & Martins 2009). However, contrary 
to previous research, the results of the present study suggested that although the 
lifestyle-anchored participants were likely to have high levels of organisational 
commitment, they were also likely to have high turnover intention. Coetzee et al (2007) 
also found in this regard that low lifestyle needs were associated with low 
organisational commitment.  

The high turnover intention of the lifestyle-anchored participants could possibly be 
attributed to the need for flexibility and the desire to balance and integrate work-life-
career needs. Research has also indicated that poor work-life balance contributed to 
employee turnover in the retail sector (Hart et al 2007; Jain 2010; Mulaudzi 2015). The 
findings of our study suggest that the career anchored-need for flexibility and work-life 
balance may override the sense of moral obligation towards the organisation. If the 
career-related needs of lifestyle-anchored individuals cannot be achieved within the 
organisation, they are less likely to remain with the organisation, indicating that their 
commitment to their family and personal life might be higher than their commitment to 
the organisation (Clinton-Baker 2013). Schein (2013) noted from his previous research 
that individuals with a lifestyle orientation were often impatient with the restrictions of 
their organisational careers and were looking for ways to break out in order to achieve 
greater work-life integration. Working in the retail environment involves long hours, 
including weekends (Clinton-Baker 2013). Individuals who prioritise the need to 
integrate individual, family and career commitments and who look for company benefits 
that allow flexible working arrangements may find that their values and needs do not 
align with the values and needs of the organisation (Coetzee & Schreuder 2008, 2009) 
and they are therefore more likely to have higher turnover intentions. 

7 Conclusions, implications, limitations and recommendations 

7.1 Conclusions and implications for practice 
Managers concerned about positive employee relations and retaining employees 
should take note of the findings of the present study in their approach to talent 
management. Jain (2010) corroborates the importance of managers in retail 
organisations ensuring that programmes are in place to identify, attract and prevent the 
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loss of high potential talent in the industry as a result of the high turnover rates. Overall, 
the findings indicated that 70% of the participants have high turnover intentions. With 
70% of the sample scoring over 3.00, commitment strategies need to be implemented 
to reduce the potential number of employees voluntarily leaving the organisation. In this 
regard, the participants’ career anchors and organisational commitment offered a 
meaningful explanation of their turnover intention. Employees’ organisational commitment 
is seen as an effective and highly influential mechanism for connecting employees and 
the organisation (Kuo 2013) and for achieving lower levels of absenteeism and turnover 
(Saif et al 2012). The current study highlighted the entrepreneurial creativity and 
lifestyle career anchors and the dominant AC/NC profile as important predictors of the 
participants’ turnover intention. In line with previous research, the findings further 
showed that the unique motivations underlying the career-related needs of these two 
career anchors significantly helped to explain their commitment and turnover intention. 
Research by Deloitte (2012) indicated organisational support, including customised or 
individualised career planning and job advancement guidelines and expectations, as an 
important talent management strategy. Sudha (2012) indicated personal discussions 
with employees in the retail sector regarding career development opportunities within 
the organisation as important in retaining employees. 

Managers should note that as the world becomes more dynamic and complex, and 
career mobility opportunities increase for employees, the opportunities for individuals 
with the entrepreneurial creativity anchor to create their own businesses across the 
globe will increase dramatically. This group of individuals could become a major source 
of new jobs for the other career anchor groups (Schein 2013), which could potentially 
influence their commitment and turnover intention. Managers in the retail sector should 
therefore consider creating a work environment that encourages and rewards 
entrepreneurship in order to maintain positive relations with entrepreneurially anchored 
employees with a view to building their commitment to the organisation and retaining 
them. This group of employees can be a major source of creativity and innovation for 
the organisation (Schein 2013). 

Managers in the retail sector should also take cognisance of the increased 
importance of the shifting lifestyle needs of their employees. The physical and 
environmental conditions associated with the industry, such as long hours and poor 
work-life balance, have been indicated as factors contributing to employee turnover in 
the retail sector (Hart et al 2007; Jain 2010; Mulaudzi 2015). Meister and Willyerd 
(2010) predict that as the workplace evolves in terms of increased globalisation, virtual 
employment and mobile technology, individual’s concerns about work-life flexibility and 
integration will increase as they attempt to manage both their working lives and their 
personal lives better. The findings of the present study showed that although lifestyle-
anchored employees may be highly committed to the organisation, they may also have 
high turnover intentions. Managers should consider the lifestyle-anchored employee’s 
needs for work-home flexibility and an organisational climate that respects personal 
and family concerns and that makes renegotiation of the psychological contract 
possible in order to maintain positive relations with the employee. Typical rewards that 
the lifestyle-anchored employee values include options for travelling or moving when 
family issues permit, part-time work if life concerns require this, sabbaticals, paternity 
and maternity leave, day-care options, and flexible work arrangements (Coetzee et al 
2007).  
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7.2 Methodological limitations and recommendations 
Although our study contributed meaningful insights on the psychological factors (career 
anchor motivations/needs and organisational commitment mindsets) that influence 
employees’ turnover intention, there are a number of limitations that need to be 
addressed in future research. The study used a cross-sectional design with a single 
sample in a retail organisation which limited the generalisability of the results. The 
cross-sectional nature of the research design further does not allow for cause-effect 
interpretation of the associations between the variables. Future research should 
endeavour to include a larger sample with broader representation of various 
occupational and socio-demographic groups in order to have a broader representation 
of the career anchors. More research is required to assess the joint role of career 
anchors and organisational commitment in predicting employees’ turnover intention. 
The cross-sectional (single-source) nature of the research design and data has the 
potential for common method variance which should be investigated in future 
replication studies. Data should be obtained from multiple sources or at multiple time 
periods. 

Despite its limitations, this study makes a valuable contribution to the literature and 
practice. Although researchers investigated the association between individuals’ career 
anchors and organisational commitment (Coetzee et al 2007), and their commitment 
and turnover intention (Manetje & Martins 2009) in the South African organisational 
context, this study is the first to assess the relationship between these three variables 
in a single study in the retail sector. In this regard, the findings add new insights to the 
career and talent management literature. The study also provided potentially useful 
information to managers interested in retaining staff in the retail sector. 
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