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Abstract 

 

The Millennial generation, also known as Generation Y, are beginning to dominate the 

workforce as older generations start to reach the age of retirement. Millennials are presently 

the largest generational group to exist in known history and display unique characteristics and 

values in comparison to their predecessors, making them a popular topic of research. 

Millennials are known to be more accustomed to technology and innovation, and less 

committed to organisations that do not meet their needs and values. With the rise of the 

Millennial generation, organisations are having to revise their current strategies to find ways 

to retain this generation. This is particularly important for organisations that rely on a skilled 

workforce to increase performance, such as organisations operating in the Logistics industry, 

which play a vital role in contributing to the economy of the country. 

 

This study aimed to address the challenge of employee retention, specifically of graduate 

Millennial employees, as experienced by an organisation operating in the Logistics industry in 

South Africa. A phenomenological approach was applied to this study to gain insight into the 

key factors affecting retention of the Millennial generation of employees in the Logistics 

industry within a specific organisation. Semi-structured interviews were adopted as the most 

appropriate data-collection method and, through a thematic analysis of the data, the key 

findings of the study were identified. Through interpretation of the data, the themes were 

categorised into four major groups relating to: people, emotions, career, and benefits. 

 

This study contributes to the literature on the retention of Millennial employees and closes 

gaps in knowledge related to Millennial employees from a South African perspective. This 

generational group has unique experiences and perspectives, and provides a foundation for 

future studies to be built upon. Lastly, recommendations were suggested to address the 

challenge of Millennial retention at the organisation, which may be useful to other 

organisations operating in the Logistics industry.  
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1. Chapter 1: Introduction 

 

1.1. Background Information 

 

The success of an organisation can be attributed to one of its most important resources: its 

people (Khalid & Nawab, 2018). This is supported by Das and Baruah (2013), who state that 

the ability of an organisation to retain skilled employees plays a vital role in any organisation, 

since employees possess valuable knowledge and skills required to increase an 

organisation’s competitiveness. Likewise, Fitz-Enz (2000) states that successful organisations 

focus on satisfying employees and use retention strategies as a differentiator in the market to 

remain competitive. In order to retain employees, an organisation must make a conscious and 

intentional effort to keep talented employees (Kavitha, Geetha & Arunachalam, 2011). In the 

TIPSTM Managerial Leadership Framework, people are one of the four essential aspects that 

need to be well managed (as will be discussed in Section 6.8 of Chapter 6).  

 

Employee retention may be defined as strategies implemented by an organisation in order to 

reduce turnover and keep employees over the long term (Ahmad & Azumah, 2012; Amushila 

& Bussin, 2021). During the early 1990s, the concept of employee retention was introduced 

by Rodger Herman in his book titled Keeping Good People (Herman Group, 2019). Since its 

introduction, the concept has been widely studied. However, the entry of a new, younger 

generation of employees poses unique retention challenges for organisations operating in the 

21st Century.  

 

According to the Pew Research Centre, the newer generation of individuals joining the 

workforce—born between 1 January 1981 and 31 December 1996—form what is known as 

‘Generation Y’, and have been classified as ‘Millennials’ in both academic and non-academic 

literature (Dimock, 2019). By mid-2018, the Millennial generation represented approximately 

38 percent of the global workforce, and it is expected to grow to 75 percent by the year 2025 

(Hoffman, 2018). Khalid and Nawab (2018) state that the use of traditional and previously 

explored retention strategies is becoming less effective to meet the requirements of 

Generation Y. Such requirements include increased work-life balance and empathetic 

leadership (Kersop, 2019). In 2018, Deloitte consultants interviewed 10 455 Millennials across 

36 countries and the findings revealed that 43 percent of Millennials plan to leave within two 

years, while only 28 percent of Millennials plan to stay with their current employer for more 

than five years (Deloitte, 2018). In addition, Gallup conducted a poll and found that 21 percent 

of Millennials have changed jobs within a year, while 60 percent have stated that they are 
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open to new job opportunities (Adkins, 2018). Consequently, Millennials have been 

stereotyped as “expectant job-hoppers” (Lufkin, 2017), with low company loyalty and low 

return on development and training. This poses a severe challenge for organisations, 

particularly those operating in industries that depend heavily on a skilled workforce. While the 

consistency of the workforce is not specifically mentioned in the research surveyed, this may 

be a further challenge for such organisations. In order to retain talented Millennial employees 

and remain competitive, organisations are required to revise their current retention strategies 

(Khalid & Nawab, 2018). Therefore, this study seeks to explore the factors related to retention 

of Millennial employee in the South African context, and the next section clarifies the problem 

statement. 

 

1.2. Problem statement 

 

Research conducted by the World Bank, found Logistics to be a very labour-intensive industry 

and stated that the success rate of retaining employees significantly influences the 

performance of Logistics organisations (McKinnon, Flöthmann, Hoberg & Busch, 2017). The 

evolution of ‘logistics’ dates as far back as 1977, when it was used to describe the support of 

military movements, however, since the inception of the Logistics Council in 1985, Logistics 

has evolved and now includes the inbound, outbound, and reverse flow or movement of goods, 

services, and related information (Cerasis, 2018). In South Africa, the Logistics industry plays 

a vital role in the economy and is worth approximately 480 billion rands, making it one of the 

largest contributors to the country’s Gross Domestic Product (GDP) (Business Tech, 2019). 

The Logistics industry is instrumental in supporting other industries or sectors in the country 

such as retail, education, agriculture, manufacturing, mining, automotive and fast-moving 

consumer goods (Business for South Africa, 2020). Supply and demand are dependent on the 

Logistics industry. This was most notable during the COVID-19 lockdown when Logistics was 

listed as an essential service and continued to operate at maximum capacity to get goods to 

retailers, hospitals, pharmacies and consumers.   

 

A key challenge facing South Africa and the Logistics industry in particular is the lack of skilled 

employees. For example, Transport Intelligence (2019) reported that the Logistics industry is 

a people business and that the shortage of skilled employees will have a severe impact on the 

profitability of the industry (Transport Intelligence, 2019). Despite high unemployment levels 

in South Africa, the Logistics industry is experiencing a shortage of skilled Logistics 

professionals which is hindering the ability of organisations to increase profitability and deliver 

value to customers (Freight News, 2022).  
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According to a recent article published by Freight News (2022), the shortage of talent is a 

critical issue and has created a “war for talent” between competing organisations operating in 

the Logistics industry (Freight News, 2022).  

 

In addition, much of the South African population lives in poverty and are unable to access 

proper education, water, housing and medical care (Campbell, 2020). According to statistics 

provided by Stats SA, 49.2 percent of South Africans over the age of 18 live below the upper-

bound poverty line (Bittar, 2020). This is exacerbated by a high unemployment rate which may 

have worsened in 2022. According to Stats SA, the rate of unemployment in the country has 

grown year on year over the last decade and was recorded at 30.1 percent in the first quarter 

of 2020, primarily consisting of younger individuals (Business Tech, 2020). Bhorat, Naidoo, 

Oosthuizen and Pillay (2015) state that the low level of employment within the South African 

labour market and issues related to the public provision of quality education to the broader 

population are significant challenges in the country.  

 

Furthermore, growing political uncertainty and on-going investigation into corrupt key political 

office bearers and financial irregularities in state-owned enterprises have led to investors 

losing confidence, credit rating downgrades, frequent protest action, and many highly skilled 

individuals emigrating (Business Tech, 2020). This is exacerbated by the fact that older 

generations presently occupy the majority of senior Logistics positions, including, among 

others, Baby Boomers and Generation X. As these individuals reach the age of retirement, 

Millennials will be required to fill these positions. Canedo, Graen, Grace and Johnson (2017), 

states that in order to retain Millennials, organisations needed to focus on better understanding 

their requirements. Within a South African context, this is supported by Boucher (2016), who 

states that it is essential for organisations operating in the Logistics industry in South Africa to 

better understand Millennials in order to successfully retain them and to ensure that they are 

ready and able to fill senior positions when the need arises. Based on the literature, it is 

necessary for organisations to find ways to increase organisational commitment in order to 

reduce employee turnover. In addition, the Logistics industry is presently characterised by 

high operating costs. To remain competitive, organisations are required to reduce employee 

turnover, thereby reducing the costs associated with replacing and training new employees 

(Cerasis, 2019). In light of this organisational need, it is necessary to better understand how 

to retain Millennials in the Logistics industry.  

 

The organisation under investigation is a large international organisation operating in the 

Logistics industry of South Africa, with an annual turnover of more than 50 million rands and 

its South African Headquarters located in Johannesburg, Gauteng (Logistics Organisation 



   
 

 
4 

 

Annual report, 2021). Over the last 8 years, a total of 65 Millennials who recently graduated 

from a university or higher education Institution were selected and employed by the 

organisation to join the graduate programme. The graduate programme developed by the 

organisation is called ‘TARGET’, and the aim is to develop a pool of talented graduates within 

the organisation to fill leadership roles such as management positions at the organisation. The 

qualifying criteria for the TARGET Programme include a tertiary qualification, high 

performance demonstrated through academic results, and leadership behaviour and 

competencies demonstrated through psychometric testing and interviews (Logistics 

Organisation, 2020). The duration of the programme is 24 months for engineering graduates 

and 12 months for all other graduates (Logistics Organisation, 2020.) The organisation invests 

a total of 72 thousand rands per graduate for training and development throughout the 

programme (Logistics Organisation, 2020). However, the return on this programme is 

undermined by a lack of retention of these participants. 

 

A total of 65 graduates joined the organisation through the graduate programme between 

2012 and 2020. To date, 38 individuals out of 65 resigned from the organisation, equating to 

58 percent staff turnover (Talent Management Statistics 2021, from the participating 

organisation). Based on the information provided, the organisation only retained 42 percent of 

Millennial Graduates between 2012 and 2020 (Logistics organisation statistics, 2022). This 

indicates that the organisation did not receive a full return on its investment in these graduates, 

lost talent, and increased expenditure through needing to hire and train new employees to 

fulfil the roles the graduates were placed in. The problem under investigation can simply be 

stated as: 

 

A large organisation operating in the Logistics industry in South Africa is 

experiencing a low retention rate (42 percent) of talented Millennial graduates at its 

Headquarters in Johannesburg, Gauteng. 

 

Despite the available literature on the retention of Millennials, the factors contributing to a low 

retention rate of Millennial graduates in the Logistics industry, from a South African 

perspective, remains insufficiently researched. Given the importance of Logistics (Business 

for South Africa, 2020), and the low retention rate of Millennials in the organisation under 

investigation, this study will explore the above phenomenon to understand the views and 

perceptions of Millennials who have resigned and those who are presently employed at the 

organisation’s Headquarters. This research provides the valuable insight required to 

understand the factors that contribute to the low retention at the organisation in order to 

develop effective retention strategies for Millennial graduate employees in Logistics. 
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1.3. Purpose/Aim and Objectives of Study 

 

The research aims to explore the reasons for low retention rates, drawing on graduates’ 

experiences, of an organisation operating in the Logistics industry in Gauteng. It will draw on 

the views of the organisation's past and present Millennial employees to achieve this. By 

obtaining the views of past and present Millennial employees, this study will provide insight, 

fill the knowledge gap, assist in the development of an effective retention strategy for the 

organisation, and aid future research in the area of Millennial retention in Logistics. The 

objectives are: 

 

I. To explore the views of current and past Millennial graduate employees regarding their 

experiences at the organisation;  

II. To gain insights regarding the key factors or considerations leading to a low retention 

rate of Millennial graduate employees; 

III. To provide recommendations for the development of an effective strategy to retain 

more Millennial graduate employees in Logistics.  

 

Should the aim of the study be achieved, Management and Human Resources personnel at 

the organisation will be able to use this study to understand the key considerations for retaining 

Millennial graduate employees. Such considerations are necessary to introduce changes in 

the work environment that will benefit both the employee and organisation. This study also 

provides an academic contribution in providing future researchers with a framework of 

Millennial values that may be useful in determining how to retain this generational workforce 

in other organisational contexts within the Logistics industry.  

 

1.4. Research Questions 

 

The main research question that this study intends to address is:               

 

What are the factors leading to a low retention rate of Millennial graduate employees 

at a large organisation operating in the Logistics industry in Gauteng? 

 

The table below is a summary of the research problem, research question, aim and 

objectives as stated above.  
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Table 1: Research summary 

Research Problem 

A large organisation operating in the Logistics industry in South Africa is experiencing a 

low retention rate (42 percent) of talented Millennial graduates at its Headquarters in 

Johannesburg, Gauteng. 

Aim: This research aims to explore the 

views of Millennial employees with regards 

to the low retention rate of graduates 

experienced by an organisation operating in 

the Logistics industry in Gauteng. This will 

provide insight, fill the knowledge gap, 

assist in the development of an effective 

retention strategy for the organisation and 

aid future research in the area of Millennial 

retention in Logistics. 

Primary research question: What are the 

factors leading to a low retention rate of 

Millennial graduate employees at a large 

organisation operating in the Logistics 

industry in Gauteng? 

Objectives: Secondary research questions: 

i. To explore the views of current and past 

Millennial graduate employees regarding 

their experience at the organisation. 

i. Why do these employees stay or leave? 

 

ii. To gain insights regarding the key 

factors leading to a low retention rate of 

Millennial graduate employees. 

ii. Was the graduate programme beneficial 

to employees and does it improve 

retention? 

ii. To provide recommendations for the 

development of an effective strategy to 

retain more Millennial graduate 

employees in Logistics.  

iii. What do Millennial graduates value at 

an organisation?  

iv. What can the organisation implement or 

change to retain more Millennial 

graduates? 
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1.5. Research Philosophy: Ontology, Epistemology, Axiology 

 

1.5.1. Ontology 

 

In business research, the term ‘ontology’ may be defined as “the study or science of being” 

(Blaikie and Priest, 2019). It is a philosophical view of the nature of reality and comprises two 

positions: objectivism and subjectivism. Bryman and Bell (2011) observe that the central 

question regarding ontology is whether social entities are external to social actors or if they 

are created through the perceptions of social actors. For the purpose of explaining which 

ontological position this study adopts, consideration has been given to the characteristics and 

value of both objectivism and subjectivism, as outlined below.  

 

According to Saunders, Lewis and Thornhill (2012), objectivism is a position that views social 

entities as external to social actors in the reality in which they exist. This means that the social 

phenomenon and its associated meaning exist independently of the social actors (Dudovskiy, 

2018).  

 

In contrast, subjectivism views social entities and actors as dependent on each other, which 

means that social phenomena are created as a result of the actions and perceptions of social 

actors through their lived experience (Saunders et al., 2012). Subjectivism argues that social 

entities are continually developing and that organisational and cultural characteristics are in a 

constant state of construction and reconstruction.  

 

As stated previously, this study is concerned with the turnover of Millennial employees within 

Logistics organisations: in particular, the views of employees who completed a graduate 

programme at an organisation operating in the Logistics industry in South Africa. Hence, this 

research will focus on the employees mentioned above being social actors and their views on 

a particular social phenomenon. This research is aimed at investigating the subjective 

meanings which motivate actors to stay within an organisation in order to understand the 

actors and actions in order to develop possible retention strategies (Saunders et al., 2012). In 

this particular phenomenon, the social actors or entities are viewed as constantly evolving as 

they develop over time and are influenced by their social world. The emphasis of this research 

is to explore and understand the low retention of Millennial graduate employees in the 

Logistics industry based on the perceptions of employees. It is because of this research 

purpose that subjectivism or constructionism is a more appropriate ontological position. 
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1.5.2. Epistemology 

 

Epistemology focuses on what is considered as acceptable knowledge within a discipline, and 

whether social studies are able to apply the same principles as natural sciences (Bryman & 

Bell, 2011). This understanding of epistemology is supported by Madill, Jordan, and Shirley 

(2000) who state that epistemology is the study of truth. Three views determine the 

acceptability of scientific knowledge: positivism, realism, and interpretivism.  

 

In management literature, positivism is an approach that views scientific findings or facts as 

acceptable knowledge and assumes the research to be independent of the findings (IGI 

Global, 2018). According to Bryman and Bell (2011), a theory must pass the test of observation 

in order for it to be considered as truly scientific. They continue to say that the aim of applying 

a positivist approach is to develop hypotheses that can be tested in order to explain a theory 

and assist in the creation of new laws.   

 

Realism is similar to positivism in that they both share two common features. The first is that 

the study of natural sciences and social sciences may utilise the same data collection methods 

and explanations. Secondly, both approaches view the researcher as external to reality 

(Bryman & Bell, 2011). In addition, Saunders et al. (2012) state that realism views human 

perceptions as independent from reality.  

 

Interpretivism, on the other hand, implies that natural sciences and social sciences are 

completely different, and that human perceptions influence reality. Bryman and Bell (2011) 

state that the subjective meaning of social phenomena needs to be investigated in order to 

uncover and understand how it is being experienced. This means that a researcher must study 

humans and the different roles they play (Saunders et al., 2012). Likewise, Bryman and Bell 

(2011) suggest that human behaviour or actions need to be studied and interpreted to explain 

a social phenomenon. When using interpretivism, Saunders et al. (2012) state that it is 

imperative for a researcher to assume an empathetic stance in order to understand reality or 

a phenomenon from the point of view of the respondent.  

 

This study will adopt an interpretivist view, as social actors and their actions will be explored 

and interpreted in order to obtain knowledge and provide insights. An interpretivist view is 

considered the most appropriate in business management research (Saunders et al., 2012), 

and, combined with the multi-disciplinary nature of this study, is the most fitting view to adopt 

here. Studying the perceptions of Millennial employees, as social actors, will enable the 

researcher to understand their social world from their point of view in an effort to explain their 
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actions and decision-making. The personal interpretations and experiences of Millennial 

employees regarding the retention of Millennials will be the underlying purpose of this study, 

further inclining an interpretivist view as the most beneficial to effectively answering the 

research question. 

 

1.6. Research Methodology  

 

According to Saunders et al. (2012), the design of a research study can be divided into three 

types according to its purpose. These types are: explanatory or causal research; descriptive 

research; and exploratory research.  

 

Explanatory or causal research is aimed at explaining a particular phenomenon as opposed 

to describing it (Maxwell & Mittapalli, 2013). In explanatory research, the researcher develops 

ideas and connections in order to determine the cause-and-effect relationship between 

variables (Kowalczyk, 2003). Simply put, this type of research will identify how different 

variables relate to one another in order to provide information regarding the phenomenon 

(Kowalczyk, 2003). 

 

Descriptive research describes the current situation and the variables that are involved (Key, 

1997). The role of the researcher in this type of research design requires that they study a 

particular kind of behaviour as it transpires through the use of interviews and observational 

studies (Clause, 2003).  

 

Exploratory research aims to study a particular phenomenon in greater depth in order to 

provide clarity and insight regarding the nature and extent of the problem (Saunders et al., 

2012). This type of research is often utilised for new areas of inquiry or for investigating issues 

on which little research has been conducted (Research Methodology, 2018). The role of the 

research is to obtain as much information as possible regarding a new phenomenon and 

determine the best methods for data collection and interpretation for future studies. This study 

employs an exploratory research design for the reasons mentioned below.  

 

As previously stated in the background to the study, the concept of employee retention has 

been widely studied by academics (Ahmad & Azumah, 2012; Herman Group, 2019; Amushila 

& Bussin, 2021). However, insight into the retention of Millennials in the area of Logistics, from 

a South African perspective, has gained little research attention, which justifies the need for 

an exploratory study. The researcher believes that this design is the most appropriate as this 
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Observation Pattern Develop theory

study aims to explore the retention of Millennials employees in the Logistics industry of South 

Africa. Conducting such an exploratory study provides clarity and understanding regarding the 

factors leading to a low retention of Millennial graduate employees at an organisation 

operating in the Logistics industry in South Africa. In addition, the chosen research design 

provides flexibility and adaptability throughout the study and lays a foundation for future 

studies (Research Methodology, 2018). Greater detail regarding the research design is 

provided in Chapter 3.  

 

1.7.  Theory Development 

 

Within research, two approaches to reasoning exist, namely: deductive and inductive. The 

deductive approach focuses on existing theory and developing hypotheses to be tested and 

validated as grounded in such a theory. According to Dudovskiy (2018), the deductive 

approach begins with an existing pattern tested through observations. The inductive, 

approach, in contrast, begins with observations to identify a pattern.  

 

This study adopts an inductive approach, also referred to as inductive reasoning. This 

approach involves identifying patterns through the study and observation of a phenomenon in 

order to develop an explanation or theory (Dudovskiy, 2018). In business research, the 

inductive approach is used to observe details and generate broad ideas regarding the social 

phenomenon and actors being studied. The inductive approach is also used when conducting 

qualitative research. Qualitative research is subjective in nature to understand and explore the 

emergence of a phenomenon (Dudovskiy, 2018). Figure 1 below illustrates the steps that are 

followed when utilising an inductive approach. 

 

 

 

 

 

Figure 1: Inductive Research Steps 

Source: Dudovskiy (2018) 

 

The researcher has adopted a qualitative methodology and will use an inductive approach to 

focus on the subjective meaning of the views and experiences of Millennial employees to gain 

more insight to effectively explain it, as opposed to testing an existing theory or hypothesis. 

As previously stated, the inductive approach is aimed at discovery, exploration, and theory 

development, and is considered to be a flexible “emergent” approach to research design.  
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This is consistent with the exploratory design selected for this study as it allows for developing 

a deeper understanding of Millennials in the Logistics industry and their views regarding 

retention. The flexibility of an inductive approach also allows the researcher to clarify the views 

and experiences shared and to probe for more detail regarding areas of interest, such as 

Millennial behaviour and factors related to retention, to ensure that the research aim and 

objectives are met.   

 

1.8. Theoretical Frameworks 

 

According to Ngotngamwong (2020) retention is largely impacted by job satisfaction and there 

are positive correlations between job satisfaction, motivated employees, and high performing 

organisations. In light of this, the framework informing this study includes theories of employee 

retention, motivation, job satisfaction, generational cohorts, and leadership. These theories 

were viewed as relevant to the study in order to gain a deeper understanding of Millennials, in 

particular factors related to the retention of Millennials in the workplace, and will be discussed 

in Chapter 2. 

 

1.9. Significance of the study 

 

This study will explore the views of South African Millennials who completed a graduate 

programme at an organisation operating in the Logistics industry to gain insight and better 

understand what factors contribute to retaining or losing a Millennial employee. This study 

hopes to more clearly articulate the voice of these participants in South Africa.  

 

The information and recommendations provided will assist the organisation under 

investigation to develop an effective retention strategy for the organisation, with the aim of 

achieving Return on Investment (ROI) and retaining talent for increased competitiveness in 

the industry. In addition, this study will contribute to the field of Logistics management by 

adding insights into the knowledge gap within the literature to aid future research in the area 

of Millennials, and more specifically, the retention of Millennials in Logistics in South Africa.  

 

As a result, this study may contribute to improving retention strategies in South Africa and 

provide insights for other organisations in the Logistics industry. This study may also identify 

further areas of study needed to engage with the retention of Millennials in South Africa 
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1.10. Delimitation and scope of the study 

 

This study focuses on one organisation operating in the Logistics industry of South Africa due 

to the barriers faced by the researcher to obtain approval for the collection of data at other 

competing Logistics organisations. As a result, the findings may not be generalisable to other 

organisations operating in the Logistics industry. 

 

In addition, the study only focused on Millennials who completed the graduate programme at 

the organisation between 2009 and 2021, and who are presently employed or voluntarily 

resigned. The views of other Millennial employees or employees belonging to other 

generational groups have not been explored and were not considered relevant to the aim and 

objectives of the study.  

 

The study was conducted in Johannesburg, South Africa, in 2021, during the COVID-19 

pandemic. Owing to the restricted geographical location, and the unique challenges presented 

by the COVID-19 pandemic during this time, the study may, therefore, not be generalisable.  

 

1.11. Brief Chapter Overviews 

 

In order to represent the research process followed, this dissertation is broken down into the 

following chapters.  

 

In Chapter 1 the background to the study is introduced and the research problem is stated to 

provide context to the study’s aims and objectives. The context of the research problem is 

presented and the focus on the requirement to retain employees, specifically Millennials in 

Logistics is explored.  

 

Chapter 2 surveys the literature regarding the study and the phenomenon under investigation 

by highlighting relevant theories, definitions, and arguments. Key themes of employee 

retention, motivational theories, and the characteristics of generational groups are discussed. 

 

In Chapter 3, the selected methodology in support of achieving the study’s aim and objectives 

is discussed. Details regarding the design of the research and data collection approach are 

provided. Justification for a qualitative approach and a phenomenological case study are 

presented.  
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Chapter 4 presents the findings uncovered during data collection. Details of the participants 

are discussed, and the data obtained is presented in relation to the study’s research questions. 

 

Chapter 5 discusses of the findings mentioned in Chapter 4. A detailed discussion regarding 

each of the findings and its meaning in relation to the study is provided. 

 

Lastly, Chapter 6 provides conclusions and recommendations based on the findings and 

interpretation of the data in order to meet the study’s aim and objective. The answers to the 

research questions are presented. Key recommendations for the organisation and further 

study are presented with a focus on retention of Millennial employees.  

 

1.12. Chapter Summary 

 

Logistics management plays an important role in organisations and the economy, as indicated 

by Business for South Africa (2020), and, therefore, requires highly skilled professionals and 

experts in order to run efficiently and be competitive in the market. As stated above, the high 

turnover of Millennial graduate employees has serious consequences for the Logistics industry 

and, in particular, for the organisation under investigation. The high turnover results in 

limitations to organisational growth, and, on a macro-level, impacts the economic growth of 

South Africa. This research study will utilise qualitative methods to explore the phenomenon 

and a subjective, interpretivist approach will be adopted to understand the views and 

perceptions of Millennial employees regarding retention in the Logistics industry. The selected 

method and approach will provide valuable insight needed to understand the requirements of 

Millennial graduate employees in order to effectively retain them in Logistics and contribute to 

the ROI on developing these employees. 
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2. Chapter 2: Literature Review 

 

2.1. Introduction 

 

Over a decade ago, Price Waterhouse Coopers (PWC) conducted a study on Millennials at 

work and predicted that Millennials will make up approximately 50 percent of the workforce 

globally (PWC, 2011). The organisation stated that it was critical to study Millennials as they 

would reshape the world of work and would quickly outnumber their Generation X 

predecessors (PWC, 2011). Despite this early work, many challenges and misunderstandings 

are expressed by organisations employing and seeking to retain Millennials, making it an 

important area of study at present (Khalid & Nawab, 2018).  

 

Currently, Millennials make up the largest segment of the workforce and it is believed that, by 

the year 2025, this number will grow exponentially, with Millennials constituting more than 75 

percent of organisational employees (Firstup, 2022). Research has also indicated that 

Millennials are the largest cohort or generation to exist in known history (Firstup, 2022). Due 

to this, many researchers have focused their efforts on gaining an in-depth understanding of 

the Millennial generation. It has been stated that Millennials are significantly different in terms 

of their needs, values and expectations, as discussed in 2.2.3. Research reveals that 

Millennials are the least engaged and committed generation, challenging many organisations 

in attracting, engaging and retaining Millennial talent (Kersop, 2019).  

 

For industries facing a skills shortage and an ageing workforce, such as the Logistics industry 

in South Africa, it is becoming increasingly important to retain Millennial talent to prevent a 

knowledge gap and ensure information and skill transfer for business continuity. Retention is 

largely impacted by job satisfaction and there are positive correlations between job 

satisfaction, motivated employees, and high performing organisations (Ngotngamwong, 

2020).  

 

In light of the above, this chapter will begin by exploring the existing literature and theories on 

employee motivation and job satisfaction. Subsequently, literature regarding the 

characteristics of the generational cohorts and specifically the values and behaviour of 

Millennials will be examined in relation to organisational commitment and employee turnover 

in support of the study objectives. Lastly, organisational leadership and its impact on Millennial 

retention will be discussed.   
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2.2.  Broad context theory base: Theoretical Frameworks 

 

As stated in the previous chapter, the theoretical framework informing this study includes 

theories of employee retention, motivation, generations, and leadership. These will be 

unpacked further here. 

 

While employee retention is the overarching theory that frames the study, the motivational 

theory allows the study to focus on the employee’s orientation towards the various incentives 

that would make them stay. The motivational theory informs how retention may be viewed 

from an employee perspective, rather than an organisational view thereof; and the 

generational theory further refines this study to particularly focus on Millennials and what 

motivates them to stay at an organisation. Lastly, the leadership theory was examined as it 

provided greater insight regarding the influence of leadership on Millennials decision to 

continue to work for an organisation. 

 

2.2.1. Employee retention and motivational theories 

 

Since the early 1990s, the concept of employee retention has been an area of interest for 

academics, philosophers, and business leaders across the globe. It was first introduced by 

Rodger Herman in his book titled Keeping Good People (Herman Group, 2019). Employee 

retention can be defined as “the strategies put in place by an organisation to retain its 

employees and reduce turnover” (Ahmad & Azumah, 2012). Some researchers suggest that 

focusing on compensation and opportunities for advancement positively influences the 

retention of employees (Ramlall, 2003; Nawab & Bhatti, 2011; Bibi, et al., 2017). Zareen, 

Razzaq and Ramzan (2013) argue that the best way to retain employees is to focus on their 

performance as loyalty, satisfaction, and motivation will be derived from it. The aforementioned 

researchers suggest that an organisation must develop strategies to retain employees, and 

motivation will follow (Zareen et al., 2013).  

 

In contrast, Boyens (2007) argues that organisations should first focus on motivating 

employees and will consequently retain them. Boyens (2007) reports that the two biggest 

challenges an organisation face are motivating and retaining employees, and suggested that 

organisations who want to be successful should initially focus on the reasons why employees 

leave and the ways in which to retain them. Ramlall (2004) advocates for this view and states 

that motivation is necessary to develop and implement successful employee retention 

strategies. 
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According to Young (2015), leaders need to understand their employee’s values in order to 

effectively motivate and retain them. It has been noted that the challenge to retain employees 

is great; however, the challenge to retain young employees is even greater. Many 

organisations seek to employ young individuals who display potential. However, each new 

generation is characterised by different values, goals, and motivators. Arthur (2001) suggests 

that, in order to retain young employees, an organisation should motivate the employees by 

offering them different and exciting new opportunities to enhance their skills, knowledge and 

experience. This is supported by more recent research conducted in South Africa by 

Ngotngamwong (2020). Her study revealed that providing Millennials with challenging and 

stimulating work and new opportunities to work on projects increases enthusiasm and 

commitment, which results in increased employee retention (Ngotngamwong, 2020).  

 

Based on the literature reviewed, another way organisations can reduce employee turnover is 

by focusing on succession planning activities. Succession planning can be defined as the 

process of identifying employees and developing them to one day fulfil their predecessorsrole 

as he or she departs or retires from the organisation (Atwood, 2020). Hassan and Siddiqui 

(2020) found that a positive relationship between effective succession planning practices and 

employee retention exists. Based on the findings of their research, increased succession 

planning activities results in an increased employee rate of retention as employees believe 

that they have a future at the organisation (Hassan & Siddiqui, 2020). The findings by Hassan 

and Siddiqui (2020) are supported by Pita and Dhurup (2019) who conducted a study in South 

Africa and found that succession planning influences an employee’s intention to leave or stay 

at an organisation. Further research indicates that succession planning provides employees 

with job security and leads to a positive attitude which mitigates the intent to leave the 

organisation (Zulqurnain & Mehreen, 2019). 

 

Many theories have been developed which provide knowledge on employee motivation and 

job satisfaction and which play a significant role in developing retention strategies. Ramlall 

(2004) reports that employee motivational theories directly impact employee retention. The 

researcher, therefore, identified motivational theories as a key consideration to successfully 

retaining employees. Some of the major theories developed that relate specifically to human 

motivation include: Maslow’s Hierarchy of Needs (Maslow, 1943); Herzberg’s Two-Factor 

theory (Herzberg, 1959); Job Characteristics Model (Tutor2u, 2018); and Dispositional theory 

(Communication Theory, 2018).  

 

One of the most widely cited theories in management and motivation literature is Maslow’s 

Hierarchy of Needs.  
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Developed by psychologist and theorist Abraham Maslow (1943), the theory focuses on the 

assumption that individuals constantly desire more and that their needs accumulate 

hierarchically in order to achieve satisfaction or motivation (Maslow, 1943); (Smit, Cronje, 

Brevis, and Vrba, 2011). The model, as illustrated in Figure 2, depicts the five core needs 

identified by Maslow, with the primary needs at the base of the pyramid.  

 

Figure 2: Illustration of Maslow’s hierarchy of needs 

Adapted from Lumen Learning (2018)  

 

Within an organisational context, physiological needs can be satisfied through compensation 

or remuneration, in order for the individual to meet their basic needs, such as food and 

clothing, while security needs can be met through the provision of medical aid and a retirement 

fund. Needs further up the pyramid, such as social (love and belonging) and self-esteem 

needs can be met by creating a suitable work environment, for example, providing employees 

with the opportunity to work within teams and recognising their efforts through appraisal (Smit 

et al., 2011; Tanner, 2020; Strick, 2022). Once these needs are satisfied, an organisation must 

focus on meeting the employee’s self-actualisation needs. Meeting such needs can be 

achieved by providing training and development to enhance the individual’s talent and skills, 

thereby allowing them to reach their fullest potential (iEduNote, 2017).  

 

Since 1943, when the original Hierarchy of Needs was proposed, Maslow continued his 

research and enhanced the theory and model over many years (Maslow, 1943, 1962, 1987). 

Maslow later pointed out that the order of needs may be based on individual preferences: for 

example, for some individuals the desire for needs found higher up on the Hierarchy, such as 

Self-actualisation

Self-esteem

Love and belonging

Safety

Physiological
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fulfilment, may be greater than some of the most basic needs (McLeod, 2022). Maslow also 

noted that behaviour is often motivated by several factors simultaneously (McLeod, 2022). 

Despite significant shifts in the business landscape, this theory is still relevant in the modern 

workplace (Strick, 2022). By satisfying the needs of employees at different levels, an 

organisation may be able to increase motivation and retention. For example, during the recent 

Covid-19 pandemic, many organisations struggled financially which, within such an uncertain 

context, resulted in a sense of job insecurity. Such challenges led to the basic physiological 

needs being a more significant motivator for employees, rather than needs higher up on the 

pyramid, such as self-actualisation (Strick, 2022).  

 

In contrast to Maslow's postulations about what motivates human behaviour, Fredrick 

Herzberg (1959), an American psychologist, studied employee satisfaction in the 1950s to 

understand the factors which motivate employees and developed a Two-Factor theory. In his 

book titled The Motivation to Work, Herzberg (1959) stated that job satisfaction and 

dissatisfaction are two separate concepts rather than opposite ends of the same spectrum, 

and that there are several factors determine both. While most theorists at the time believed 

that the opposite of satisfaction is dissatisfaction, Herzberg (1959) stated that the opposite of 

satisfaction is no satisfaction, and the opposite of dissatisfaction is no dissatisfaction. The 

figure below illustrates Herzberg’s findings and shows the factors that Herzberg believed 

influences job satisfaction.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3: Illustration of Herzberg’s two-factor theory 

Adapted from Lumen Learning (2018)  
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The factors, as shown in Figure 3, are consistent with Maslow’s theory and can be grouped 

against each level of Maslow’s (1943) Hierarchy of Needs. For instance, what Herzberg 

identified as hygiene factors, such as remuneration, can be categorised in the lower half of 

Maslow’s Hierarchy of Needs pyramid, while Herzberg’s motivational factors, such as growth, 

can be found higher on Maslow’s pyramid. However, Herzberg (1959) argued that simply 

meeting an employee’s needs is not enough to motivate the employee. In order for an 

organisation to be successful at achieving employee satisfaction, it must first eliminate the 

causes for dissatisfaction, which he termed “hygiene factors”, and thereafter focus on adopting 

strategies aimed at creating a work environment that results in job enrichment (Mind Tools, 

2018). Herzberg (1959) stated that hygiene factors do not result in satisfaction or motivation; 

however, the absence of these factors will result in dissatisfaction. The results from Herzberg’s 

findings were very influential and formed the framework for many research studies (Chiat & 

Panatik, 2019; Dartey-Baah & Amoako, 2011; Khanna, 2017).  

 

Similarly, the Job Characteristics Model, developed by Richard Hackman and Greg Oldham 

in 1974, proposed that an organisation should focus on the job itself and include specific 

characteristics in the job design that will motivate employees (Tutor2u, 2018). According to 

the model, an employee’s motivation, while engaged with their work, produces three 

psychological states (YourCoach, 2018).  

 

Firstly, the employee feels a sense of responsibility for the outcome his or her job produces 

(YourCoach, 2018). This is consistent with one of the motivating factors proposed by Herzberg 

(1959).  

 

The second state relates to the meaningfulness of the work. In order for an employee to find 

his or her work meaningful, Hackman and Oldham state that specific factors need to be 

present. These include: skill variety; task identity; and task significance (YourCoach, 2018). 

This means that an employee experiences meaningfulness and motivation when he or she is 

tasked with different activities which will involve the use of various skills (YourCoach, 2018). 

Hackman and Oldham’s view differs from that of Herzberg’s, who focused on job enrichment. 

Job enrichment is generated by giving an employee more complex and challenging work which 

results in a heightened sense of accomplishment and satisfaction, increasing retention 

(Tutor2u, 2018). In support of this, Bacha (2020) states “Job enrichment is a proven method 

in improving workforce performance, reputation, companies’ ability to retain employees”. 

While job enrichment was successful in the past, the newer generation of employees have 

different and changing needs, aligned to their values, which requires further examination.  
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The third state, as described by Hackman and Oldham, concerns knowledge of the outcomes, 

meaning that an employee needs to receive feedback in order to understand how their effort 

impacts performance (YourCoach, 2018). By obtaining feedback, the employee will be able to 

identify how well he or she performed and will provide him or her with an opportunity to develop 

and learn from past mistakes (Ramlall, 2004). In addition, the employee will realise the overall 

effect their performance has on the organisation and community, resulting in increased 

meaningfulness of his or her work (YourCoach, 2018). This psychological state is noted as 

critical in reducing employee turnover (Ramlall, 2004).  

 

Connected to psychological states is human behaviour (Thornton, et al., 2019). Dispositional 

theory, also referred to as the trait theory, is another major theory which examines human 

personality and behaviour (Communication Theory, 2018). The theory focuses on measuring 

and identifying the patterns within an individual’s habits to better understand the individual’s 

emotions and behaviour or personality. In a management context, understanding the 

individual’s personality will enable the organisation to make informed decisions and motivate 

employees in an effort to retain them.  

 

According to the theory, traits can be divided into three main categories which are present in 

every individual’s personality (Communication Theory, 2018). Central traits are considered the 

first and most important as they influence behaviour (Communication Theory, 2018). Next are 

common traits, which are based on culture and are restricted to a particular group of people 

(Communication Theory, 2018). The third type are cardinal traits, which a person identifies 

and asserts through their behaviour, to the point that they are known for those traits 

(Communication Theory, 2018). While understanding Millennial traits are important, critics 

argue that the Dispositional or Trait theory is only effective in measuring the personality and 

behaviour of an individual in the short term and, therefore, does not project measure in the 

long term. This means that it is not effective in predicting future behaviour and does not 

address changing traits throughout an individual’s development, such as undergoing training 

as part of a graduate programme (Communication Theory, 2018). 

 

While each theory has its merits, the literature does not consider the specific attributes and 

values related to each new generation, which will impact motivation, satisfaction, and 

retention. To better understand the factors related to motivation and the retention of more 

recent generations in the workplace, organisations need begin by understanding the 

classification of the different generations and the basic tenets of the Generational theory. 

Codrington (2008) states that generational groups are likely to have similar value systems and 
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that such systems will drive and motivate employee behaviour, making it an important area of 

study in work motivation and preference.  

 

2.2.2. Generational theory 

 

Since its introduction in the 20th Century, the notion of a ‘Generation’ has gained vast interest 

as theorists believe it may provide a scientific basis for predicting and measuring social 

behaviour and change (Hazlett, 1992). A generation can be defined as “a large, socially 

differentiated group of people who are associated with similar ways of thinking and acting and 

are experiencing substantial periods of their socialisation under the same historical and 

cultural conditions” (Fero & Dokoupilová, 2019). Jonck, Van der Walt and Sobayeni (2017) 

state that a generation may be described as a distinct cohort or group that share a similar birth 

year range and, therefore, age and experience significant life events during important 

developmental stages. These shared experiences and events greatly influence the formation 

of their attitudes and beliefs (Jonck, et al., 2017). Similarly, Codrington (2008) states that a 

generation is bonded by the significant life events experienced and which span approximately 

twenty years: from the birth of a cohort to the time they begin having children. 

 

Over the last few decades, researchers have conducted many studies to gain an in-depth 

understanding of the different generations and the implications for society and organisations.  

German Sociologist, Karl Mannhein, began studying generations in the mid-1990s. Mannhein 

focused on the development of values of different generations and proposed that a generation 

is not simply a cohort clustered by a bounded year of birth. Rather it is a group of individuals 

who share a history and a set of experiences that have marked their formative lives (Knight, 

2009). 

 

This later gave rise to the development of the frequently cited ‘Generational Theory’, as 

proposed by American authors William Strauss and Neil Howe in their series of books 

published in the late 1990s and early 2000s. The authors observed that distinct cohorts share 

similar characteristics and values developed through their life experiences (Drago, 2006). 

Strauss and Howe argued that society alternates between different time periods, referred to 

as cycles. They identify these cycles as follows: growth; conformity; decay; and divisiveness. 

Each of these cycles is driven by the changes in the values and attitudes of each new 

generation (Drago, 2006). According to the Generational theory, each cohort goes through 

“turnings” as stated by Strauss and Howe (Drago, 2006). Strauss and Howe identified four 

generational archetypes: Artist generation; Prophet generation; Nomad generation; and Hero 
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generation, with turnings taking place over an 80-year period when a cycle is complete and a 

new cycle begins (Drago, 2006).  

 

Artists are described as a generation born during a crisis when external dangers recreate a 

demand for strong social institutions (Van Eck Duymaer van Twist and Newcombe, 2021). 

However, during this time they are not old enough to be an active part of the solution. 

Traditionalists, who were born during the 1930s and early 1940s, are considered to be part of 

the Artist generation. They are also referred to as the ‘Silent Generation’, as children born 

during this time were expected to be seen and not heard (Kane, 2019). Artists are believed to 

be overprotected by parents who are preoccupied with the dangers of the crisis; this leads to 

Artists becoming loyal, risk-averse young adults in the post-crisis years (Mauldin, 2016). 

Based on the generational archetypes, children born prior and during the current COVID-19 

pandemic would be the new Artist generation.  

 

Prophet generations are born near the end of a crisis, during a time of community cohesion 

and strong social order (Van Eck Duymaer van Twist and Newcombe, 2021). Prophets do not 

experience a crisis first-hand and often create cultural upheaval during their young adult years 

(Drago, 2006). However, as they grow older, they become very focused on morals and values. 

According to Mauldin (2016), the ‘Baby Boomer’ generation, born during the 1940s and early 

1960s, are the most recent Prophet generation, so named because of the sudden boom in 

births that occurred after the return of soldiers from World War II (1943-1960) (Barnier, 2021). 

 

Nomads are described as being born during an ‘awakening’, when Prophets are disrupting 

society, challenging its basic values, and causing cultural chaos (Drago, 2006). Unlike their 

predecessor, Nomads go through childhood with minimal supervision and guidance, and grow 

up to be resilient, individualistic pragmatists (Drago, 2006; Van Eck Duymaer van Twist and 

Newcombe, 2021). The most recent Nomads are ‘Generation X’, born in the 1960s and 1970s 

(Mauldin, 2016). According to Investopedia contributor, Kagan (2022), ‘Generation X’, also 

referred to as ‘Gen Xers’, obtained their name from a novel published in 1991 by Douglas 

Coupland titled Generation X: Tales for an Accelerated Culture. After its publication, the name 

‘Generation X; quickly gained popularity, as it seemed the most fitting way to describe this 

generation due to their nature: they had experienced many adventures and challenged the 

norms of society.  

 

After the Nomad generational archetype, is the Hero generation. These individuals are born 

after the awakening and during the unravelling, when social institutions are unstable (Van Eck 

Duymaer van Twist and Newcombe, 2021). The authors refer to this generation as heroes as 
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they tend to resolve the challenges experienced after a crisis (Mauldin, 2016). Heroes are 

raised by protective parents and grow into young optimists and become confident and powerful 

adults (Mauldin, 2016; Van Eck Duymaer van Twist and Newcombe, 2021). Born after 

‘Generation X’, ‘Generation Y’ is the most recent Hero generation to exist (Dimock, 2019). 

However, the name ‘Generation Y’ did not last long. According to Twenge (2018), the book 

titled Millennials Rising, by Neil Howe and William Strauss in the year 2000, named the 

generation born in the years following 1980 as Millennials and this new name quickly gained 

popularity. However, many authors use these names interchangeably. Understanding how 

generations are grouped and the unique characteristics associated with each generational 

archetype provides valueable insight and informs the study of Millennials in an organisational 

context, which is made up of multiple generations that interact and work together. 

 

2.2.3. The rise of the Millennials - The new ‘Hero Generation’  

 

According to Dimock (2019), from the Pew Research Centre, the new generation of individuals 

presently joining the workforce, born between 1 January 1981 and 31 December 1996, form 

Generation Y, as mentioned above. They have also been defined as ‘Millennials’ (Dimock, 

2019). In the literature, there is a great deal of variation in how Millennials are defined. Authors 

like Smith and Nicolas (2015) and Jonck, et al. (2017) define Millennials as individuals born 

between the years 1980 and 2000. In contrast, Deloitte defines Millennials as being born 

between January 1983 and December 1994 (Deloitte, 2021). However, in this study the 

researcher is opting to identify Millenials as those individuals born between 1981 and 1996. 

This is consistent with research done by the Pew Research Center over the last decade, and 

authors such as Louw and Steyn (2021) and Molefi (2018) who studied Millennials from a 

South African perspective, allowing for this study to best compare and integrate with existing 

research.  

 

In South Africa, Millennials make up approximately 30 percent of the population (Stats SA, 

2018). Globally, the Millennial generation represented approximately 38 percent of the 

workforce in 2018 and is expected to grow to 75 percent over the next six years (Hoffman, 

2018). Global research has indicated that Millennials are fundamentally different from their 

predecessors: they are more highly educated; more technology savvy; more accustomed to 

social media; and, more often than not, choose to work in industries that affirm their values 

and needs (Pyöriä, Ojala, Saari & Järvine, 2017). In South Africa, research conducted by 

Statistics SA (Stats SA) states that Millennials have a higher rate of attendance at a tertiary 

institution in their 20’s compared to their predecessors, Generation X, at the same age (Stats 

SA, 2018).  
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The emergence of the Millennial generation and their entrance into the workplace has resulted 

in organisations having to revise their current strategies in order to retain valuable employees 

and remain competitive. Globally, Millennials are the first generation to be raised in a digital 

era, surrounded by changing technology. Since childhood, many Millennials were exposed to 

technology in its various forms, such as computers, mobile devices, the internet, and social 

networking applications (Blackburn, 2011). As a result, this generation thinks and processes 

information differently from previous generations (Blackburn, 2011).  

 

While the above characteristics of the Millennial generation may be true in developed 

countries, such as the United States, research conducted in developing nations, such as those 

found within the African continent, indicate that many Millennials grew up having a different 

experience in contrast to their global counterparts (Wangari, 2018). In The Mobile Economy 

2022, GSMA reported that smartphone adoption and subscriber penetration in Sub-Saharan 

Africa remains significantly low, at 64 percent and 46 percent respectively, when compared to 

the rest of the world (GSMA, 2022). This has been attributed to a lack of basic infrastructure, 

such as electricity and connectivity, combined with difficult living standards and a high rate of 

unemployment in the region, which impact affordability of smartphones (Wangari, 2018). 

Despite the low rates of adoption and penetration, data over the last decade indicate that the 

percentage of the population who are connected is predominately made of up younger 

individuals. In The Mobile Economy Sub-Saharan Africa 2021, GSMA reports that “young 

consumers owning a mobile phone for the first time will remain the primary source of growth 

for the foreseeable future” (GSMA, 2021). This is supported by a GeoPoll rapid survey, which 

was carried out among individuals between the ages of 18-35 in five Sub-Saharan African 

countries. The survey revealed an increased dependency on technology and a mobile first 

approach (Wangari, 2018). This suggests that Millennials, along with the next generation, have 

greater access to technology and are, therefore, more accustomed to it than previous 

generations in the region.  

 

In terms of personal values, research indicates that Millennials place value on social impact, 

opportunities for personal growth, and achieving a work-life balance through leisure activities 

and spending time with family, which is in contrast to previous generations that focused on 

greater remuneration (Pyöriä et al., 2017). Millennials are constantly seeking ways to improve 

and influence the culture, practices, and management of their current workplace (Pyöriä et al., 

2017). This is consistent with the Hero generational archetype, as proposed by Strauss and 

Howe (Drago, 2006).  
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Several studies have been conducted to determine the average period that Millennials remain 

employed at an organisation for. A study conducted in 2018 by the Bureau of Labour Statistics 

(BLS) in the United States discovered that the average period during which individuals remain 

employed at an organisation is significantly low for Millennial employees (Doyle, 2018). The 

study revealed that approximately 87 percent of employees between the ages of 25 to 29, 

work an average of fewer than five years in a single organisation (Doyle, 2018). A poll 

conducted by Gallup in the United States, found that 21 percent of Millennials have changed 

jobs within a year, while 60 percent stated that they were open to new job opportunities 

(Adkins, 2018). This is 3 times more than non-Millennial employees who reported the same 

(Adkins, 2018). In 2018, Deloitte interviewed 10 455 Millennials across 36 countries, and the 

findings revealed that only 28 percent of Millennials planned to stay with their current employer 

for more than five years, whilst 43 percent of Millennials planned to leave within two years 

(Deloitte, 2018). More recently, a survey conducted in 2021 in the United States found that 

Millennials spent an average of two years at an organisation, while Generation X spent an 

average of 5 years and Baby Boomers an average of 8 years at an organisation (Career 

Builder, 2021). In light of this, Millennials have been stereotyped by their predecessors, 

Generation X, as “job-hoppers” (Lufkin, 2017). Canedo, Graen, Grace, and Johnson (2017) 

state that, in order to retain these individuals, organisations need to focus on better 

understanding Millennials values and requirements as this generation are less loyal to the 

organisation than previous generations and are, therefore, likely to leave if the organisation is 

not aligned to their values and is unable to meet their requirements.   

 

Despite past research focusing on the characteristics and values of different generations, the 

challenge of accurately defining generational cohorts remains. Several variations related to 

definitions and dates exist resulting in inconsistency. Knight (2009) states that “generational 

theory is contested knowledge, suffering from an over-use of generational labels and its 

current ‘in-vogue adoption”, and encourages further studies in this area. Furthermore, the 

authors base the theories on events and experiences in a particular location, therefore it may 

lose relevance when used widely across other parts of the world (Bussin & Rooy, 2014).  

 

For instance, South African Millennials, born during the 1980s and 1990s, were born during a 

significant time in the history of South Africa. During this time, South Africa moved from an 

Aparthied régime, characterised by racial segregation, toward democracy, which aims to 

promote equality between all racial groups within society (SAHO, 2022). It was a time that can 

be described as an ‘awakening’, when an unravelling occurred, and social institutions were 

unstable. Such a life experience is consistent with the Hero generation, as described by Van 

Eck Duymaer van Twist and Newcombe (2021). As a result, the characteristics, behaviour, 
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values and opinions of South African Millennials may differ from their peers in other parts of 

the world due to their experiences. The next paragraphs provides and explanation of the 

Apartheid régime, highlighting its impact on the outlook and values of Millennials in South 

Africa. 

 

The term ‘Apartheid’ was an Afrikaans name, given by South Africa's Nationalist Party in the 

year 1948 (SAHO, 2022). When translated from Afrikaans to English, the name means 

'apartness', and describes the ideology of segregating racial groups through the 

implementation of harsh laws (SAHO, 2022). Apartheid was a social system which severely 

disadvantaged the majority of the South African population who were racially classified as 

‘non-white’ (SAHO, 2022).  

 

The impact of Apartheid played a major role in shaping the values, ideas and opinions of the 

parents of Millennials, and subsequently Millennials born and raised in South Africa. While 

Millennials may have been too young to truly experience Apartheid first-hand, the impact it 

may have had on their parents and grandparents contribute to how they perceive race. 

Research indicates that many people are still struggling from the legacy of Apartheid and that 

perception varies across the racial groups based on their experiences (Jackson, Williams, 

Stein, Herman, Williams, and Redmond, 2019; University of Illinois, 2015). Due to this, 

Millennials may interpret events through the legacy of Apartheid.  

 

In support of the above, Gxwayibeni (2000) describes South Africa as a ‘post-conflict society’. 

A post-conflict society is one that has experienced conflict and war in the past but has not fully 

recovered or achieved real peace (Gxwayibeni, 2000). During the Apartheid era, South Africa 

experienced many cases of conflict, such as the Sharpeville massacre in the year 1960 

(Gxwayibeni, 2000). While this is commemorated annually by celebrating ‘Human Rights Day’, 

South Africa, as a country, still faces challenges to overcome the impact of Apartheid 

(Gxwayibeni, 2000). In the context of the business environment, the existing South African 

Government implemented Broad-Based Black Economic Empowerment (B-BBEE) in 2013 to 

promote transformation of the South African economy and redress the inequalities of the past 

(DTIC, 2022). B-BBEE aims to afford black individuals and business owners, who were 

previously disadvantaged, opportunities for employment and advancement (DTIC, 2022). 

However, the effect of Apartheid can still be observed today and the awareness of diversity 

challenges within organisations is gaining momentum.  

 

As can be noted, the South African landscape provides a unique case for the study of the 

retention of Millennial graduates in the workplace as its political transition from Apartheid to 
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Democracy coincides with the rise of the Millennial generation and has influenced the way 

Millennials view the world (Louw & Steyn, 2021). This significant milestone in the history of 

the country has also played a role in shaping the characteristics, behaviour and values of past 

generations, such as Baby Boomers and Generation X, who are presently occupying the 

majority of leadership positions at organisations. In light of this, it is important to understand 

how leaders impact the experience of Millennials in the workplace and will be discussed next. 

 

2.2.4. The Leadership Challenge 

 

Effective leadership plays a vital role in achieving organisational success (Benmira & Agboola, 

2021). Given its significance, leadership styles have been extensively researched, and a great 

deal of literature regarding this subject exists. With the Millennial generation joining the 

workforce, leadership styles have taken on greater importance as a way to motivate this group 

of employees and to reduce employee turnover. The historical development of leadership 

theory is worth noting as it shows how specific values were aligned to what it means to be a 

leader, and this historical understanding is described below. 

 

A leadership theory can be defined as “any school of thought that attempts to explain what 

makes someone a leader” (Weedmark, 2019). In 1847, Thomas Carlyle introduced the ‘Great-

Man theory’, which stated that leaders were born and only those men who had been gifted 

with heroic potential are able to become leaders (Khan, Nawaz and Khan, 2016). This gave 

rise to the ‘Trait theory’ which focused on two main traits required for effective leadership 

namely emergent traits and effectiveness traits (Khan et al., 2016).  

 

These early leadership theories laid the groundwork for modern research and the formulation 

of many other contemporary leadership theories. Today, most leadership theories examine 

the behaviour and characteristics that constitute effective leadership (Weedmark, 2019). Well-

known leadership theories include: the Process Leadership theory; Style and Behavioural 

theory; Transformational theory; Transactional theory; and the Laissez Faire Leadership 

theory (Khan et al., 2019). However, the most notable leadership theories are the 

Transactional and Transformation leadership theories, and these will be discussed in more 

detail next.  

 

During the mid-1900s, Max Webber, a German Sociologist, conducted an extensive study in 

the area of leadership, and divided leadership styles into three broad categories, namely: 

traditional, charismatic, and rational-legal. According to Saint Thomas University (STU), Max 
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Webber described rational-legal as “the exercise of control on the basis of knowledge.” which 

is presently known as the Transactional leadership theory (STU, 2020).  

 

The Transactional theory is based on the notion that a reciprocal relationship exists between 

leaders and employees, whereby leaders offer rewards in the form of merit increases and 

bonuses in return for good work and achievement of goals (Khan et al., 2016). In addition, the 

theory suggests that employees are not able to motivate themselves; instead, they require 

high levels of structure and instruction in order to complete duties accurately and on time 

(Strengths Scape, 2020). In the 1980s and 1990s, researchers and theorists defined and 

categorised the dimensions of transactional leadership as follows:  

 

The first is a contingent reward, which is the process of setting expectations and rewarding 

employees for meeting those expectations (Strengths Scape, 2020). The second is passive 

management by exception, where a leader only gets involved in the employees work when an 

issue arises (Strengths Scape, 2020). The last is active management by exception, which 

occurs when leaders anticipate challenges, proactively intervene, monitor performance and 

issue corrective actions (Strengths Scape, 2020).  

 

Transactional leadership is considered to be successful in organisations that require specific, 

linear processes, such as the military, policing agencies and first responder organisations such 

as the police service. Transactional leadership has also been a widely utilised leadership style 

by leaders in many large corporations. Bill Gates is a well-known example of such a leadership 

style. According to STU (2000), much of Microsoft’s early success may be attributed to Gates’ 

transactional leadership style. This is supported by an article published by Daily Mirror which 

states that “throughout the growth stages of Microsoft, Bill’s dominance on transactional 

leadership style contributed towards phenomenal growth of the organisation” (Daily Mirror, 

2015). The author goes on to state that Gates often presented himself as a powerful and strict 

leader to rivals and his subordinates and was able to successfully transform Microsoft into a 

stable monopoly through rigid controls and a highly structured work environment (Daily Mirror, 

2015). 

 

In contrast to such a rigid leadership style, Transformational leadership focusses on inspiring 

positive changes, promoting idea generation and encouraging collaborative working. The 

concept of Transformational leadership was first introduced in 1978 by political scientist and 

leadership expert, James MacGregor Burns, in his book titled Leadership, in which he states 

that the best leaders are those who inspire others to come together toward the achievement 
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of higher aims (MindTools, 2020). This was later expanded on by Bernard M. Bass who 

suggested that there are four components to Transformational leadership: 

 

The first is “Intellectual Stimulation”, whereby a leader encourages followers to explore new 

and creative ways of thinking and doing things (Cherry, 2020). The next is “Individualized 

Consideration”, during which a leader gets involved and offers support and encouragement to 

individual followers, shows empathy and practices effective communication to foster a 

supportive and collaborative relationship (Cherry, 2020). The third component is “Inspirational 

Motivation”, where leaders are able to clearly articulate their vision to followers and motivate 

them to fulfil the vision through the achievement of goals (Cherry, 2020). The last component 

is “Idealized Influence”, where the leader is considered to be a role model or influencer to 

followers, as they trust and respect them (Cherry, 2020). Transformational leaders have the 

ability to inspire loyalty and commitment and, as a result, organisations led by a 

transformational leader often have low levels of employee turnover.  

 

An example of a successful Transformational leader is Reed Hastings, CEO of Netflix, a 

subscription-based video streaming service (Miller, 2020). Hastings encourages employees 

to be creative and generate innovative ideas for the development of new products and services 

(Goncalves, 2018). Through his transformational leadership style, Hastings has been able to 

motivate and inspire employees to perform well (Goncalves, 2018). According to Forbes, other 

leaders that have displayed a transformational leadership style and gained tremendous 

success in the market include Jeff Bezos, CEO of Amazon, and Richard Branson, CEO of 

Virgin (Miller, 2020). In South Africa, Nelson Mandela, the former president of the Republic of 

South Africa, is considered to be one of the most famous transformational leaders in the world 

who was able to gain many followers and transform a nation (Miller, 2020).   

 

Currently, the world is being transformed by radical advancements in technology, increased 

innovation and a new, younger generation of employees joining the workforce. Consequently, 

leaders are encouraged to move towards a transformational leadership style in order to 

successfully lead organisations and the new generation of employees into the future.  

 

This is supported by White (2018), who states that organisational leaders are required to 

practice transformational leadership to successfully adapt to rapidly changing technology, 

foster a positive work culture and remain competitive. In order to employ a transformational 

leadership approach in meeting the needs of Millennials, and in retaining highly skilled and 

talented employees, leaders need to display empathy, provide autonomy, encourage creative 
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thinking, support collaboration, and inspire high performance. These identified leadership 

qualities will inform the coding of the primary data collected. 

 

2.3. Chapter Summary 

 

In summary, this chapter discussed the concept of employee retention and motivational 

theories which play an important role in employee motivation, satisfaction and retention. Given 

the nature of the study, generational theory was highlighted next and thereafter Millennials 

from a South African perspective were discussed. Lastly, leadership theories were explored 

to understand the role leaders play in motivating and retaining employees. Based on the 

literature, this study identified Herzberg’s theory of motivation through the lens of the 

generational theory as being valuable for the study. This enabled the researcher to carefully 

examine the values of and motivational factors influencing the current ‘hero generation’ in an 

effort to close the gaps in knowledge related to the retention of Millennial employees in 

Logistics from a South African perspective. This theoretical framework informed the primary 

research undertaken in this study, and which is discussed in the next chapter.  
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Chapter 3: Research Methodology 

 

3.1. Introduction 

 

The previous chapter surveyed literature regarding employee motivation and satisfaction in 

relation to the retention of employees. The literature also provided information regarding the 

characteristics of the different generational archetypes, with a focus on Generation Y, also 

known as Millennials. The majority of the literature available focused on Millennials from a 

global perspective. The literature review indicated a knowledge gap related to Millennials in 

South Africa, whose experiences are vastly different to their global counterparts due to major 

historical events in South Africa, economic and social factors. This chapter presents a 

discussion of the methodology that was adopted for this study with the view of exploring the 

low retention rate of graduate Millennial employees as experienced by an organisation 

operating in the South African Logistics industry. Through the research methodology adopted 

by this study, and outlined in this chapter, this study was able to acquire rich data from which 

deep insight was gained in order to achieve the stated aims and objectives and effectively 

address the research question. The chapter begins by discussing the selected research 

approach and research design. The methods used for data collection, including the sampling 

approach and instrument design, are then described. Lastly, the process for data analysis, 

data integrity and ethical considerations is explained.  

 

3.2. Research Approach or Methodology 

 

According to Kothari (2004), it is important for a researcher to understand both the research 

method and methodology. By doing so, the researcher will be able to select the most 

appropriate methodology to meet the research aims and objectives and to use the relevant 

method to support this goal. The research method refers to the tools or techniques that will be 

utilised to obtain data, while the methodology is the steps or approach adopted by the 

researcher to systematically solve the research problem (Kothari, 2004). It has been noted 

that the appropriate research methodology can be identified by the nature of the research 

question and the phenomenon being investigated (Diako, 2012). This dissertation is focused 

on exploring the views of Graduate Millennial employees, specifically in the Logistics industry, 

in order to gain insight into the factors related to the retention of these employees. This study 

is guided by the following research question: 
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What are the factors leading to a low retention rate of graduate Millennial employees 

at a large organisation operating in the Logistics industry in Gauteng? 

 

As a result of the exploratory and multi-disciplinary nature of the research question, a 

qualitative research approach was deemed to be the most appropriate. The phenomenon 

under investigation falls within the scope of Human Resources Management and Logistics 

Management. Whilst research in the area of Human Resources Management has 

predominately applied qualitative methods, academics and practitioners in the field of 

Logistics have traditionally applied quantitative approaches to research with the objective of 

testing theoretical systems and statements (Karatas & Sekar, 2013). However, with the 

passing of time, the area of Logistics has expanded and advanced along with its research 

requirements and opportunities. At present, research in the area of Logistics needs to focus 

on methods which will provide in-depth understanding and insight regarding social variables 

to develop organisational strategies, which qualitative research offers (Karatas & Sekar, 

2013).  

 

This research is aimed at exploring the above-mentioned phenomenon through the personal 

interpretations and experiences of the selected respondents to gain insight regarding their 

actions and intentions which is consistent with the interpretivist epistemology and subjective 

ontology selected for the study. Therefore, adopting a qualitative approach will ensure that the 

study provides an in-depth understanding of the phenomenon and is contextually rich to aid 

future research studies. In addition, this research has applied inductive approaches, meaning 

that the researcher has been able to obtain data to develop concepts or theories regarding 

the phenomenon as opposed to deductively testing hypotheses. This is important in order to 

understand the views of the social actors and their actions, as well as the impact on the 

organisation. 

 

3.3. Research Design 

 

A well-thought-out research design plays an important role in integrating the different aspects 

of the research study in a logical and coherent way. The selected research design enabled 

the researcher to effectively address the research problem for this study (Labaree, 2009). In 

this study, an exploratory research design was used since it was evident that: 

• Little prior research is available to predict an outcome. 

• The aim is to gather more information in order to make recommendations for a specific 

context as opposed to a conclusive answer. 
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• Research study requires flexibility to better understand the phenomenon (Labaree, 

2009). 

 

This study aimed to discover the perception of current and former Millennial employees who 

completed a graduate programme at an organisation operating in the Logistics industry in 

order to better understand the factors related to the retention of these employees. This study 

sought to provide insight regarding the phenomenon rather than providing a definite answer. 

While research in the area of retention of Millennial employees is available, little research 

regarding factors related to retention, specifically in the field of Logistics, has been conducted, 

further justifying an exploratory study. Adopting an exploratory design had the following 

benefits for this study: 

• The exploratory design allowed the researcher to gain additional background 

information regarding the phenomenon under investigation. 

• It provided flexibility through a semi-structured approach to effectively answer the 

research question. 

• It provided the researcher with an opportunity to clarify concepts and understand the 

participants' social world from their point of view. 

• The information gathered through the study will aid future research in the disciplines 

of management of Millennials, retention and Logistics.  

 

3.4. Data Collection Approach 

 

According to the Northern Illinois University, a data collection method or approach can be 

described as the “process of gathering and measuring information on variables of interest, in 

an established systematic fashion that enables one to answer queries, stated research 

questions, test hypotheses, and evaluate outcomes” (Anastasia, 2017). The accurate 

selection of data collection methods in a qualitative study provides insight regarding an 

individual’s personal experience, attitude, perceptions, beliefs, behaviour, and interpretation 

of phenomena which allows the researcher to gain clarity to effectively explain the lived 

experiences and motivators which integrate an individual’s attitude with their behaviour 

(Sekaran & Bougie, 2010). Qualitative data collection methods include observation, case 

studies, interviews, and focus groups. Each of these will be briefly discussed and thereafter 

more detail will be provided on the selected data collection methods. 

 

A commonly used data collection method in qualitative research is interviews (Anastasia, 

2017). Interviews are normally conducted face-to-face and may be unstructured or semi-
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structured, allowing the researcher to gain insight regarding a phenomenon and understand 

the underlying intentions and motivations of the participants (Anastasia, 2017). More 

specifically, semi-structured interviews are encouraged as it allows for an informal discussion 

with a particular question or theme to obtain rich data (Sekaran & Bougie, 2010). This type of 

interview is utilised when conducting either exploratory or explanatory research as it enables 

the researcher to obtain detailed information to better understand the relationship between 

variables under investigation and aid future research in a specific field (Sekaran & Bougie, 

2010). Semi-structured interviews allow the researcher to explore the phenomenon in greater 

depth with the view of gaining new insights.  

 

For this study, semi-structured face-to-face interviews were identified as the most suitable 

method of data collection since the study was exploratory in nature and discussions were 

anticipated to vary between participants. The use of semi-structured interviews allowed the 

researcher to obtain rich, valuable data regarding the views and beliefs of Graduate Millennials 

in the Logistics industry regarding work satisfaction and ultimately employee retention. In 

addition, semi-structured interviews provided the necessary flexibility in order for the 

researcher to probe for more information and clarification, refer to Annexure 1: Interview 

Schedule.  

 

3.4.1 Position of the Researcher  

 

At the time of conducting the study, the researcher was a Millennial who completed the 

graduate programme and is presently employed at the Logistics organisation under 

investigation. Therefore, the researcher was viewed as relatable, having completed the same 

graduate programme as the participants, and was able to build trust and gain rapport with the 

participants, allowing them to comfortably and freely share their personal experiences and 

beliefs (Diako, 2012). This supports the interpretivist epistemology adopted by the researcher 

which argues that an individual’s perception influences reality, and it is necessary to 

investigate the subjective meaning of social phenomena to explain it (Bryman & Bell, 2011). 

Due to the qualitative nature of this study, which was aimed at meaning and interpretation, the 

researcher was used as an “instrument” to record the data obtained during the interviews 

(Pezalla; Pettigrew & Day, 2012), further detail regarding the use of tools and technologies to 

record the interviews are discussed under section 4.2.1. 
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3.5. Sampling Strategy 

 

Developing a sampling strategy in research is an important step to ensure that the results are 

free from bias. This is achieved by selecting the appropriate number of participants to 

represent the population (Center for Innovation in Research and Teaching (CIRT), 2018). 

Qualitative research aims to obtain an in-depth understanding of the phenomenon; therefore, 

the researcher should select a group of individuals that are best suited to the study (CIRT, 

2018). There are three distinct types of sampling strategies associated with qualitative 

research: purposeful sampling, quota sampling, and snowballing sampling. The researcher 

selected purposive sampling which will be discussed in greater detail below.  

 

Purposive sampling, also known as judgement or selective sampling, is a type of non-

probability sample that is selected based on specific characteristics of the population, and is 

influenced by the research question being addressed to meet the objectives of the study 

(Crossman, 2018). This type of sample was most appropriate for this study as the researcher 

aimed to explore the phenomenon and gain insight regarding the retention of Millennial 

employees in Logistics. This study, therefore, requires a sample from which the most useful 

data can be extracted. There are different types of purposive sampling. This study has 

selected a homogeneous purposive sample, with homogeneity in generational categorisation 

of Millennial. 

 

A homogenous sample is a group of individuals who share the same or similar characteristics 

and traits—such as age, gender, and occupation—being studied (Crossman, 2018). 

According to CIRT (2018), this type of sample is most suitable when the research question 

aims to understand the characteristics of a particular group of interest in greater detail. This 

study investigated the views and perceptions of current and former graduate Millennial 

employees who have completed a tertiary qualification as part of the mandatory requirements 

for acceptance into the programme at the organisation. The selected sample shared similar 

characteristics, these being: the industry in which they currently or previously worked; the 

completion of the TARGET graduate programme; and the generation in which they were born. 

The sample consisted of both male and female employees from the major racial categories in 

South Africa (White; Black; Indian; Asian; and Coloured). This was done in order to reduce 

bias in the study.  

 

According to Diako (2012), the exact number of the participants or sample size in a qualitative 

research study cannot be specified prior to commencing the study as “the number of 

participants is informed by the extent to which the research question has been addressed” 
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(Diako, 2012). In addition, Mason (2010) states that researchers should use “saturation” as a 

guiding principle when conducting qualitative research. Saturation refers to the point of 

discontinuing data collection when the researcher has obtained sufficient data required to 

adequately explain the phenomenon and answer the research question (Saunders. Sim; 

Kingstone; Baker; Waterfield; Bartlam; Burroughs & Jinks, 2018).  

 

In this study, the population of Millennial graduates currently and previously employed at the 

investigated organisation over the past 8 years is 65 individuals. In light of the above, the 

researcher identified twenty possible participants as the proposed sample size to begin this 

study. Details of the participants are provided in Chapter 4, under section 4.2.2 (Participant 

Demographics). The exact number of participants was not predetermined as the researcher 

planned to continue with interviews until the data collected reached an acceptable point of 

saturation, and which allowed the researcher to adequately answer the research question. Of 

the possible participants identified, nineteen (19) participants were contactable and provided 

consent to participate. One of the possible participants was not contactable and another was 

not immediately available due to ill health. Therefore, the sample is not perfectly distributed in 

terms of gender and race as hoped. However, the sample is a close representation of the 

demographics of the population. For this study, an acceptable point of saturation was 

determined to be the point at which replication of data occurred or when additional interviews 

did not provide any new insight or information regarding the topic under investigation 

(Saunders et al., 2018). This began to emerge as the researcher approached the seventeenth 

interview. The researcher continued to interview the two remaining participants that provided 

consent, as previously committed to, which provided no new themes. Since the data became 

repetitive, no further interviews were attempted. 

 

3.6. Research Instrument Design 

 

In this study, the researcher used semi-structured interviews to collect data. According to 

Bryman and Bell (2011), when conducting semi-structured interviews, the researcher should 

develop a list of themes or issues before the interview which are used as a guide to direct the 

discussion and obtain relevant data regarding the topic under investigation. The benefit of 

conducting a semi-structured interview is that it allows for flexibility throughout the interview 

process, as questions may be rephrased or new questions developed to gain clarity and 

insight from the participant. In this study, proposed questions were submitted in an interview 

schedule for ethical clearance before interviews proceeded (refer to Annexure 1: Interview 

Schedule). 
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In order to prepare an effective interview guide, Bryman and Bell (2011) suggest three 

important factors which must be considered. First, the central theme and subsequent 

questions must follow a logical order and be developed in a way that encourages the 

participant to provide meaningful data that addresses the research question and achieves the 

aim and objectives of the study (Bryman & Bell, 2011). Next, the researcher must ensure that 

the language used is clear and easily understood by all the participants, and that overly 

complicated language is avoided (Bryman & Bell, 2011). Lastly, the questions must not be 

leading and allow the participants the opportunity to speak freely and elaborate (Bryman & 

Bell, 2011).  

 

The interview guide developed by the researcher focused on the employee’s experience as a 

graduate in the graduate programme, as well as their work experience upon completion of the 

programme. Feedback on work experience related to job satisfaction and retention, and these 

formed the central themes that emerged during the interview. The interviews were conducted 

using open-ended questions, which allowed the participants the opportunity to elaborate and 

express their views, and to also share their experiences openly. According to Neuman (2000), 

open-ended questions are the most effective when conducting research of an exploratory 

nature as they allow the researcher to probe for clarity and for the participant to elaborate, 

thereby providing rich, meaningful data for the study. Interviews were scheduled based on the 

availability of participants within a limited three-week period. Participant A was the pilot 

interviewee for the study as the researcher was not an experienced professional interviewer. 

Engaging with this interviewee provided an opportunity to test the interview schedule. After 

this interview, the interview schedule was reviewed, but no significant changes were made. 

All interviews were conducted in English and recorded on Microsoft Teams as well as on the 

researcher’s mobile phone for the purpose of reviewing the dialogue and making notes of the 

important aspects of the conversation. The recording was then transcribed by a professional 

and verified by the researcher through reviewing each transcription and obtaining clarification 

from the participants, where required. More detail regarding the transcription process is 

discussed in the section below.  

 

3.7. Data Analysis 

 

Analysis of qualitative data is the process of examining data to explain a particular 

phenomenon; this provides the researcher with the ability to understand the research objective 

by identifying themes and patterns contained in the data (EvaSys, 2019). The purpose of the 

analysis is: to organise the data; to interpret the data; to identify patterns; to link the data to 

the research objective; and to allow for valid conclusions to be drawn (EvaSys, 2019).  
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The first step in the process for this study was to transcribe all of the data obtained. Upon 

completion of the interview sessions, all of the data recorded was converted into text. All 

interviews conducted were recorded. The video and audio recordings were saved on Microsoft 

Teams and on the researcher’s mobile phone. The researcher primarily utilised the 

transcription functionality available on Microsoft Teams. Each transcript was verified and 

edited to ensure correctness. The researcher obtained assistance during the transcription 

process and made use of a professional external service provider. This added an additional 

layer of accuracy and data integrity. As part of this process, a non-disclosure agreement was 

sent to and signed by the service provider before the recordings were made available for 

transcription.  

 

Once the data was transcribed, it was reviewed by the researcher, and verified through 

clarification from participants where required. Thereafter, it was organised and coded. This 

was done by adapting research questions, aim and objectives to allow for the more accurate 

coding of information and to establish stronger alignment between these. The data was 

reviewed and organised into groups according to the common or recurring themes and 

similarities that emerged. This is supported by Neuman (2000), who stated that, in order to 

effectively organise qualitative data, the researcher should read the information and notes 

numerous times to identify themes and patterns. The themes and codes are described in more 

detail in the next chapter. 

 

3.8. Data Integrity 

 

According to Responsible Conduct of Research (RCR) (2005), the accuracy maintained in the 

data collection process is necessary to ensure the integrity of research and to reduce the risk 

of errors occurring. In qualitative research conducted in the area of social sciences, data 

collection primarily involves human interaction for the purpose of understanding the 

phenomenon, and so the researcher is positioned as the “instrument” to record and interpret 

data, which leads to increased subjectivity.  

 

As mentioned above, at the time of the study, the researcher was a Millennial employee at the 

Logistics organisation under investigation. The researcher recognised that their own beliefs 

and experiences may lead to bias and influence the way in which the data was collected and, 

ultimately, interpreted. It was, therefore, necessary to take measures that would limit the 

amount of subjectivity or bias contained in the study and ensure data integrity as a means of 

quality control, as discussed below.  
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Quality control has been identified as a useful measure to maintain the integrity of research 

(RCR, 2005). Quality control involves activities during and after the data collection process to 

detect errors and monitor the validity of the findings.  

 

To ensure the quality and integrity of the data, the researcher ensured that the participants 

selected had lived experience relevant to the topic being explored. This allowed the researcher 

to obtain data that was both integral and detailed to the study in order to generate a deep 

understanding of the phenomenon, reduce bias and mitigate the influence of the researcher’s 

subjective experience. Doing so ensured greater validity of the findings.  

 

3.9. Ethical Considerations 

 

According to Bryman and Bell (2011), there are four main ethical issues that may arise when 

conducting research involving human interaction. These include harm to the participant, 

absence of informed consent, invasion of privacy, and deception (Bryman and Bell, 2011). In 

this study, consideration was given to all four issues in order to ensure that ethical principles 

were adhered to. Additionally, this study abided by The DaVinci Institute’s research ethics 

policy (available at: www.davinci.ac.za) and followed all ethical review processes (refer to 

Annexure 2: Ethical Clearance Acceptance). A letter to proceed with the research by the 

organisation was received and submitted to the Research Ethics Committee. The interviews 

were conducted in a respectful manner, and measures were taken to ensure that participants 

experienced no physical or mental harm.  

 

With regards to informed consent, Bryman and Bell (2011) suggest that participants need to 

be provided with all relevant information to make an informed decision regarding whether they 

wish to participate or not. In light of this, an information sheet regarding the study—including 

its purpose, aims, and objectives—was shared with the Logistics organisation that constituted 

the particular context of the study, as well as the selected participants. Once the purpose and 

aim were explained, each participant was allowed an opportunity to accept or decline 

participation in the study. A consent form was also provided (Annexure 3: Consent to 

Participate), and participants were required to sign and return the form in order for the 

interview to commence.  

 

The researcher made reasonable efforts to ensure the privacy of the participants. The names 

of individuals were not revealed, all participants were anonymised, the site of research was 
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anonymised, and each participant was allowed to refuse to answer any question that made 

them uncomfortable.  

 

In addition, Bryman and Bell (2011) state that confidentiality is an important consideration to 

maintain privacy. As indicated earlier, the interviews were recorded for the purpose of 

reviewing the dialogue, making notes and identifying patterns or themes. This was discussed 

with the participants prior to commencing the interviews in order ensure transparency and 

respect the rights of the participants in relation to privacy. All information pertaining to the 

participants and interviews were safely stored by utilising the researchers cloud storage. The 

data will be stored for the duration prescribed by the Ethics Committee at The DaVinci Institute 

before being deleted.  

 

3.10. Trustworthiness of the study  

 

Due to the nature of qualitative studies, which focuses on the interpretation of experiences 

rather than statistics, it is necessary to establish the trustworthiness of the study. 

Trustworthiness of a qualitative research study relates to quality, authenticity, and truthfulness 

of the findings (Cypress, 2017). Four components to trustworthiness exists, these are: 

credibility; transferability; dependability; and confirmability (Devault, 2019; Cypress, 2017). 

Each component of trustworthiness will be discussed next in relation to this study.  

 

This phenomenological study aimed to explore and articulate the sense-making of the lived 

experiences of graduate Millennials currently and previously employed at a Logistics 

organisation in South Africa with regards to employee retention. Credibility and the truthful 

description of the participants lived experiences was achieved in this study through 

engagement with Millennials who completed the graduate programme as an insider of the 

organisation (refer to section 3.4.1), which allowed additional observation of the participants 

over a prolonged period of time and informed insights and findings1. The sample selected to 

participate in the study met the criteria and consented to participate in this research. Member 

checks were also completed by enabling participants to verify interpretations of the data 

through engagement with participants from whom the data was collected.  

 

True transferability cannot be achieved in a phenomenological study. This means that the 

findings may not be generalisable for all contexts, and some findings may be participant or 

context specific. However, mentioned in section 3.5., in order to explore the phenomenon and 

 
1 This is similar to what has done in studies like Cypress (2017) 
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gain insight regarding the retention of Millennial employees in Logistics, the researcher 

selected a sample from which the most useful data can be extracted. A diverse purposive 

sample, with homogeneity in the generational categorisation of Millennial, was selected. The 

recorded data was meticulously transcribed by a professional to increase correctness and 

rechecked by the researcher during analysis. During analysis, the researcher reviewed the 

transcribed data multiple times to categorise and make sense of the information and highlight 

the themes and descriptors or codes as they emerged (Cypress, 2017). In addition, thick 

descriptions were used to provide details regarding the participants, organisation and method 

by which the data was collected in order to allow other researchers to evaluate to what extent 

the findings are applicable within other contexts, thereby increasing transferability (The 

Farnsworth Group, 2021). Further transferability may be achieved when additional studies 

have been completed.   

  

According to Shenton (2004), in order to address dependability, “the processes within the 

study should be reported in detail, thereby enabling a future researcher to repeat the work, if 

not necessarily to gain the same results”. To achieve dependability, this study provided details 

regarding the process of collecting data, from sending invitations to the selected sample to 

recording, transcribing, and analysing the data. In addition, the limitations were discussed to 

provide other researchers with adequate information for the purpose of examining and 

replicating the study and to allow for comparability to other contexts.  

 

Confirmability was achieved through reflection throughout the research process. The 

researcher remained aware of her role as the research instrument or tool to collect the 

interview data and chose to conduct a maximum of two interviews a day. This allowed the 

researcher sufficient time after each interview to reflect on the data collected and make 

additional notes regarding the participants. An audit trail took place through examining the 

data collection process and comparing the researcher’s notes against the transcribed and 

recorded data (Cypress, 2017).  

 

In addition, to increase the trustworthiness of the study the researcher used reflectivity during 

the research journey. According to Cypress (2017) reflectivity can be described as a strategy 

used by researchers to “actively engage in critical self-reflection about their potential biases 

and predispositions that they bring to the qualitative study”. By using this strategy, the 

researcher was able to become aware of and account for her own bias throughout this study. 

Lastly, Cypress (2017) highlights that when the researcher is used as a research instrument 

or tool to collect data, the reliability and credibility of the research depends on the ability and 

effort of the researcher. To achieve this, the researcher completed modules and seminars at 
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The DaVinci Institute to improve her knowledge and skills in the area of research methodolgy. 

In addition, the researcher was supervised and guided by an academic faculty member who 

has completed her doctorate studies and is highly experienced in qualitative research. 

 

3.11. Chapter Summary 

 

This chapter presented the discussion on the methodology approach which was used for this 

study. The research approach was informed by the research question, which aims to explore 

the factors relating to the low retention rate of graduate Millennial employees at a Logistics 

organisation in Johannesburg, South Africa. The study is qualitative and exploratory in nature. 

Due to the nature of the study, the researcher selected semi-structured interviews as the most 

suitable method to collect data. This method allowed the participants to share their 

experiences freely and provided the researcher with the necessary flexibility to gain deeper 

insight into the phenomenon. A purposive sampling strategy was adopted to achieve the aim 

and objectives of the study. The sample consisted of 19 participants—both male and female 

current and former Millennial employees—who completed the graduate programme with the 

organisation. Lastly, the steps taken to analyse the data and the measures taken to ensure 

the ethical and academic the integrity and trustworthiness of the study were discussed.  
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Chapter 4: Findings 

 

4.1. Introduction 

 

In Chapter 3, the researcher identified and discussed the most suitable methodology, which 

was used to obtain rich data and gain deep insight into the phenomenon under investigation. 

This chapter will present the results and findings obtained during data collection. These 

specifically sought to answer the primary research question: What are the factors leading to a 

low retention rate of Millennial graduate employees at a large organisation operating in the 

Logistics industry in Gauteng? 

  

As described in the Research Design (Section 3.3) of Chapter 3, the researcher conducted 

semi-structured interviews with 19 participants. The themes and findings of these interviews 

are discussed against the research objectives, which were as follows:  

• to explore the views of current and past Millennial graduate employees regarding their 

experiences at the Organisation;  

• to gain insights that would determine the key factors leading to a low retention rate; 

and  

• to provide recommendations for the development of an effective strategy to retain more 

Millennial graduate employees in Logistics.  

 

This chapter will begin by providing information regarding the research setting and participants 

interviewed. Thereafter, the codes identified will be listed and described. The chapter will 

conclude with a discussion of each theme that emerged, drawing on specific comments made 

by participants during the interviews. The findings presented in this chapter will provide the 

context for the analysis and discussion in Chapter 5.  

 

4.2. Primary Research Findings 

 

4.2.1. Research Setting 

 

Once ethical clearance was received from The DaVinci Research Ethics Committee, the 

researcher sent a formal invite via email to each participant employed by the organisation and 

included an information sheet to provide detailed information regarding the study, its purpose 

and the role of the Participant (Annexure 4: Invite and Information sheet) as attached to the e-

mail. Participants who are no longer employed at the organisation were contacted through 
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LinkedIn: the researcher sending a message briefly describing the study and requesting an 

email address to be forwarded to her so that she could e-mail the formal invite and information 

sheet.  

 

The researcher identified 20 participants that met the criteria for the study based on the 

information provided by Logistics Organisation A (refer to Annexure 5: sample of graduate 

information). Nineteen participants were contacted due to the accessibility of contact details. 

All participants contacted showed interest and agreed to participate. Once confirmation of 

participation was received, the researcher sent each participant a meeting request, which 

included a consent form (Annexure 3). The consent form was signed by each participant and 

returned via email prior to the interview being conducted.  

 

The researcher originally proposed in-person face-to-face interviews; however, due to the 

COVID-19 pandemic regulations and the need to respect the safety of the participants, 

interviews were conducted over Microsoft Teams. Despite limited literature regarding the 

effectiveness of digital communication platforms when conducting qualitative research during 

the COVID-19 pandemic, De Villiers, Farooq and Molinari (2021) support the use of these, 

and state that the COVID-19 pandemic has accelerated the use of video technology. They 

added that video interviews are a suitable alternative, when face-to-face interviews are not 

possible, and that it is likely that more video-based research will be conducted in the future 

(De Villiers, et al., 2021). One of the participants was unable to meet over Microsoft Teams 

and opted for a phone call at a convenient time. This had no impact on the quality of the 

interview.  

 

The interviews were conducted within one month of the invites being sent. The researcher 

was able to build a rapport and establish trust prior to commencing with the interview. She 

thanked each participant, reminding them that their identity would not be revealed. She asked 

the participant to simply share their thoughts and/or perspective in the form of an informal 

discussion. 

 

Most participants chose to have their camera on during their interview; however, some 

participants preferred speaking with their camera off. The researcher did not have a challenge 

with either, as the choice enabled the participants to feel more comfortable in sharing 

information more freely.  
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4.2.2. Participant Demographics 

 

Each participant met the criteria for participation, as mentioned in section 3.5 of Chapter 3. All 

participants are, therefore, generationally categorised as Millennials. The participants’ year of 

birth ranged between 1987 and 1995, with the oldest participant being 35 and the youngest 

being 27 years of age at the time of the interviews.  

 

53 percent of participants were employed at the organisation at the time that the study was 

being conducted, and 47 percent of participants resigned between 2013 and 2021 subsequent 

to completing the graduate programme. Of the participants who resigned, the majority of 

participants (67 percent) remained at the organisation for a minimum duration of 6 months to 

2 years after completing the graduate programme and only 33 percent are still employed in 

the transport and Logistics industry of South Africa. 

 

Tables 2 and 3 below summarise the biographical information of the participants interviewed, 

in relation to the population. The associated figures (Figures 4 and 5) illustrate the percentage 

split of the participants based on their gender and racial classification.  

 

Table 2: Gender split between population and sample  

 

 

 

 

 

 

Table 2 above indicates the split between the number of male and female participants. While 

the researcher is aware that a diverse spectrum of genders exists, this study has adopted the 

standard binary classification of gender as male and female as stated by the participants. 

Table 2 compares the population and the sample. The percentage of male and female 

participants closely resembles the population percentages, with males being the dominant 

gender, given the issues of consent and access as described in Section 3.5. Figure 4 below 

visually illustrates the gender distribution of the sample.  

 

Gender Population Population % Sample Sample % 

Male 33 51 11 58 

Female 32 49 8 42 

 65 100 19 100 
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Figure 4: Gender distribution of sample 

 

Table 3 below indicates the distribution of participants by race in relation to the population, as 

reported by the participants. The population consists of a higher number of individuals 

belonging to the black race group which is similar in distribution to the sample chosen. Given 

the issues of consent and access as described in section 3.5, the sample of each race group 

sufficiently represents the population within the organisation under investigation, from majority 

to minority, given the small sample size. It is noted that the population demographics within 

the sample are not perfectly proportional to the population percentages, however the 

researcher aspired to include representation of every racial group.  

 

Table 3: Racial split between population and sample  

Racial Group Population Population % Sample Sample % 

Black 31 48 7 37 

White 23 35 6 32 

Indian 9 14 5 26 

Coloured 2 3 1 5 

 65 100 19 100 

 
 

Figure 5 visually illustrates the racial distribution of the sample. This is significant because 

matters related to diversity and inclusion are of great importance in South Africa and to the 

participants. This point is discussed further in the findings under Section 4.2.4.1.  

8

11

Gender

Female Male
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Figure 5: Racial distribution between sample 

 

4.2.3. Data Analysis  

 

As stated in Section 3.3 of Chapter 3, the data for this study was obtained through in-depth, 

semi-structured interviews conducted with 19 participants. The interview consisted of 

approximately 10 open-ended questions, refer to Annexure 1: Interview Schedule.18 

interviews were recorded on Microsoft Teams, with 1 interview being recorded on the 

researcher’s mobile device.  

 

The interviews conducted after the pilot interview (Participant A) are not named in sequential 

order. Instead, they are named in the order of the completion of the transcription. 

Table 4: Detailed descriptions of participants with technologies used  

Participant 

Age at time 

of 

interview 

(2021) 

Gender Race 
Internal/ 

external 

Length 

of 

interview 

(minutes) 

Number 

of 

pages 

Platform 

for 

interview 

A (Pilot) 26 Male Indian Internal 17 9 MS Teams 

B 33 Male Indian External 60 34 MS Teams 

C 34 Male White External 32 21 MS Teams 

D 32 Male Indian External 28 15 MS Teams 

6

7

5

1

Racial groups

White Black Indian Coloured
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E 33 Male Black External 27 21 MS Teams 

F 32 Female Black External 37 19 MS Teams 

G 30 Male White Internal 24 16 MS Teams 

H 30 Male White Internal 21 12 MS Teams 

I 28 Male Black External 40 19 MS Teams 

J 27 Female Indian Internal 37 17 MS Teams 

K 26 Male Coloured Internal 34 20 MS Teams 

L 25 Female Indian Internal 41 25 MS Teams 

M 29 Female White Internal 37 15 MS Teams 

N 33 Female Black Internal 26 15 Phone call 

O 31 Female Black Internal 25 15 MS Teams 

P 33 Male White External 38 19 MS Teams 

Q 30 Male Black External 28 18 MS Teams 

R 30 Female Black External 38 13 MS Teams 

S 34 Female White Internal 29 21 MS Teams 

 

Once the transcriptions were complete, the researcher reviewed each transcript, contacted 

participants for clarification where required and made preliminary notes to identify codes and 

emerging themes. Each theme is discussed next, with evidence offered in the form of quotes 

from the participants. Some themes were merged, for example, money/remuneration/salary, 

as the participants were referring to similar concepts interchangeably, as indicated below.  

 

“The reality is if there's an opportunity for something else, in something that offers you 

more money”- Participant A 

 

“…I think there should be flexibility with regards to the remuneration.” - Participant P 

 

“…they give out this very nice-looking base salary when you start, but that never 

increases.” - Participant J 

 

In contrast, for some codes, distinctions were retained due to the nature of the research 

questions. For example, generation gap was reviewed as separate to other diversity issues. 

This seemed in line with participants’ perspectives, as discussed in the relevant sections 

below. 
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In Table 4, internal refers to participants that were employed at the organisation at the time of 

the study, while external refers to participants that had resigned and were no longer employed 

at the organisation. 

 

The names of the themes were aligned to the terminology used by participants where possible, 

and where this did not obstruct meaning: for example, the use of ‘growth plan’ was adopted 

rather than ‘personal development plan’ or ‘planning’. 

 

4.2.4. Study Results 

 

The overall coded results are summarised in the table below: 

Table 5: Results from interviews conducted  

Code/ theme Description of theme 
Number of 

times stated 

Number of 

interviews 

Money/ 

remuneration/ 

salary 

Receiving or being paid more 

money 

74 15 

Favouritism Treating another person in a team 

better or offering more favourable 

opportunities to him/ her 

9 2 

Racism / lack of 

racial diversity 

Comments regarding race or lack 

of racial diversity 

17 9 

Travel Global mobility or ability to travel 

to various destinations where the 

organisation operates 

10 6 

Impatient / instant 

gratification 

Lack of ability to wait long periods 

of time. Quick fulfilment of goals 

9 5 

Relationship Relationship between participant 

and leadership and colleagues/ 

team/ peers 

21 8 

Growth plan Plan for participants career path 

with the organisation 

29 16 

Succession 

planning 

Planning to develop people and 

fill roles as they become available 

in the future 

23 7 
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Leadership Importance of having supportive 

leaders and access to them 

36 13 

Growth 

opportunity 

Promotion, higher position/ title, 

opportunity to lead 

47 14 

Exposure Being exposed to leaders, clients, 

different parts of the business, 

and different places where 

business is conducted 

43 12 

Voice/ being heard/ 

listen 

Millennial grads wanting to have a 

voice in the organisation and be 

heard by leaders 

21 9 

Mismatch/ 

misalignment 

Lack of alignment between grad’s 

goals/ desires and role placement 

and skill set 

22 11 

Expectation What Millennial grads believe 

they deserve or are entitled to  

40 13 

Flexibility/ 

convenience  

Desire for choice and simplicity or 

easier alternative 

15 6 

Generational gap/ 

traditional 

leadership 

Number of years between 

Millennials and previous 

generations. Leadership style 

autocratic, also referred to as 

“traditional’ or “old school” 

13 4 

Diversity  Related to the importance of 

inclusion – different races, 

genders, cultural groups – which 

is presently lacking   

105 

 

 

16 

Value Made to feel important or valued/ 

appreciated 

50 10 

Communication Lack of clear communication/ 

messaging and transfer of 

information 

44 13 

 

Each of the above codes or themes are described next, and are prioritised based on the 

frequency, indicated in table 5, from highest to lowest. As stated previously, evidence in the 

form of quotes from participants will be provided for each. The emerging themes, as outlined 
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below, highlight the significant issues expressed by these participants who were still employed 

at the organisation at the time the research was conducted, as well as those participants who 

had resigned. These themes will form the basis of the discussion in the next chapter.  

 

4.2.4.1. Diversity 

 

Diversity was found to be a strong theme among the participants. The term was mentioned 

more than 100 times by 84 percent of the participants interviewed. The participants highlighted 

the importance of diversity at the organisation, and a lack thereof as a concern. The literature 

defines diversity as being a broad and complex concept which includes employing people of 

a different race, gender, marital status, sexual orientation, background, education level, 

religion, and physical and mental disability at the same time at an organisation (Huot, 2020; 

Davis, 2018). While diversity and inclusion are separate concepts, they are closely related and 

enable an individual to be integrated into all parts of the organisation (Davis, 2018). Similarly, 

the participants described diversity as the inclusion of different races, genders, languages and 

religious beliefs at the organisation.  

 

The participants seemed very aware of diversity across multiple aspects of being. Race was 

highlighted most frequently as a visible diversity challenge at the organisation:  

 

“…when you look at the company it's majority white males in managerial positions… 

that also contributes to this feeling of, 'ok, if I stay here I'm never going to move up'”  

- Participant J 

 

“there wasn't enough diversity growth, you know. In terms of people of colour, it still 

very much did feel like the old boys club.”- Participant E 

 

While Participant E is a male, black person, their point of view was supported by Participant 

B, being a male and Indian, when they said: 

 

“It felt that there was one race group that was going to be ahead of the other one so, 

yeah so, there was no space for me. So, now I'm at another company and I can see 

how diverse they are, and how they try to empower different people.”- Participant B 

 



   
 

 
52 

 

Racial differences were also highlighted in relation to leadership and employee profiles, and 

participants described the impact it had in terms of what potential leadership opportunities 

presented themselves within the organisation: 

 

“It's a sensitive one but if I look at the top and I see just one colour I'm bound to think that 

I'm not going to get there, so I'm going to look somewhere else where I think I can get 

there. So, if the top tier's diverse then I'm encouraged to think that 'ok, I can get there as 

well'.” - Participant N 

 

“…as much as we're a democratic country, race still plays a major role in each and 

everything that we do. So, we identify better if you someone of your same race, or gender, 

in a much more senior position, you see yourself there as well, you look and you think 

that 'oh ok, maybe I stand a chance”- Participant Q 

 

There was also attention given to other visible diversity challenges, such as gender:  

 

“there needs to be a level of transformation, there’s too little women on EXCO, too little 

people of colour on EXCO… when you are able to have different colours, different 

people, sexes in management, it enables us to think about things from different 

perspectives.”- Participant M 

 

Inclusion and acceptance of diversity against multiple aspects was also valued by the 

participants: 

 

“…diversity really does appeal to Millennials growing up in an organisation because I 

feel that there's a lot more ways, and a lot more things that you can learn, from, from 

people with different backgrounds.”- Participant D 

 

“Millennials are very open. Very open about their sexuality, about their individuality, 

who they want to be… diversity comes in all shapes and sizes and you need to be able 

to accept it.” … “it's also understanding other peoples' religious rights… I know we 

don't do religion at work… but you can't just assume I'm Muslim... or a Muslim guy's 

Indian, you know. You've got to understand it.”- Participant L 
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4.2.4.2. Money 

 

Money was the second theme that emerged most frequently. The terms ‘money’, ‘salary’, and 

‘remuneration’ were used interchangeably among 79 percent of participants. The participants 

revealed that money was prioritised by Millennials.  

 

Participants associated money with being valued and recognised at the organisation: 

 

“You need to pay your people. Really, you know, we see the books, we see how much 

the company’s making” … “you keep giving pats on the back, congratulations, you're 

doing good job… show me that”- Participant A 

 

“…all of my friends earn more than I do” … “I don't care if you give me an award for 

something, like, if it actually means that much to you then pay me for it.”- Participant J 

 

Participants expressed a strong belief that the organisation should increase the amount of 

money it pays its employees that is relative to the market. Some of the participants have 

conducted market research. They also conducted a comparative analysis of their earnings 

against their peers across other organisations, the findings of which has caused feelings of 

frustration and dissatisfaction:  

 

“When we started our salaries were significantly lower compared to our, our, sort of, 

peers from varsity, right. So, that was a big pain point for us… the majority of my group 

left, because of the money … people weren't going to wait around and they were offered 

massive salaries out there.”- Participant H 

 

“…if you're not earning as much as your peers are earning at other companies, it kind 

of, makes you a bit sour. I think, to some point that's something that actually got me a 

little bit upset.” … “when I compare how much work I do, or how much work I complete, 

versus my other peers in the other industries or other companies. Well, not even other 

industries, just other companies, even in the same industries the pay is more and the 

work is less.”- Participant K 

 

4.2.4.3. Value 

 

Another significant theme that emerged was the desire to be valued or be shown value. The 

participants shared that being valued plays a significant role in employee satisfaction and 
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retention. The term itself was mentioned 50 times across 53 percent of participants. Within an 

organisational context, Stephens (2019) describes being valued as the organisations ability to 

demonstrate that it recognises the worth and contribution of its employees and makes 

employees aware of this. Similarly, when asked to clarify the meaning of ‘value’, the 

participants mentioned recognition, as well as money, promotion, growth plan, and greater 

involvement or inclusion as ways in which the organisation could affirm value:  

 

“…if they don't feel like they are of value, or that the company's valuing them, they're 

going to leave”- Participant F  

 

Of the participants who had resigned from the organisation, only 33 percent described feelings 

of not being valued. Interestingly, 50 percent of the participants currently employed at the 

organisation described experiencing the same feeling:  

 

“…and not being valued, like they couldn't see value in you.” … “If you don’t see any 

value in me then why am I here? So obviously you won't have a plan for me.”- 

Participant R 

 

“Being valued for me is caring about what I think and acknowledging my ideas or 

involving me in certain projects that you think that my opinion would be valued… 

appreciating the current work that I am doing… constructive criticism. Instead of, you 

know, stripping me down…”- Participant R 

 

Participants who are still employed at the organisation further associated value with being 

recognised, promoted and receiving higher remuneration. 

 

“…the feeling of being valued is, is obviously quite important… recognition is always 

good”- Participant G 

 

“…other companies, even if they start you low, they'll give you twenty percent, thirty 

percent, just, like, increases on increases, promotions. They actually, like, that's how 

they value their employees”- Participant J 

 

4.2.4.4. Growth opportunity  

 

The participants highlighted opportunities for growth as being important to retaining Millennial 

employees. While the literature suggests that growth includes opportunities for advancement, 
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training and development, the participants referred to growth in terms of receiving promotions, 

filling managerial vacancies, and receiving increased responsibility (Cemazar, 2020). The 

participants also highlighted the impact of a lack of growth opportunities that would impact on 

retention:  

 

“…everybody wanted a higher position or to be groomed to get a higher position and 

if you couldn't get that position you were going to leave.”- Participant B 

 

“I left uhm because, uh, I wanted uhm, the growth that I wasn't receiving… I do recall 

asking for an opportunity, for my name to be considered… to be promoted.”- 

Participant I 

 

“…we want to feel like we're achieving otherwise we feel like we're not doing 

anything…if you've given me this role and these objectives or deliverables for the next 

three months and I've done well in my performance review, you know, give that person 

that bonus, give that person that added portfolio or area of responsibility…”- Participant 

F 

 

4.2.4.5. Communication 

 

More than half of the participants interviewed mentioned the importance of communication, 

and highlighted a lack of clear communication and message transfer as a challenge at the 

organisation: 

 

“So, communication is very key, you need to be able to listen to them and not speak all 

the time. A lot of managers, they speak instead of listening”- Participant B 

 

“…there was no funnelling of the communication from what we've been told”- Participant 

E 

 

“the biggest problem I had with the programme was that there was a lack of 

communication, towards the end. We didn't know that we ended, we didn't know what 

had happened, we were just, it was like we were just dropped”- Participant L 
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4.2.4.6. Exposure 

 

Participants mentioned the value of exposure. Exposure, in the context of this study, refers to 

being exposed to other areas of the business, senior leadership, large projects and clients, 

and the opportunity to visit or work in different locations. Exposure and the desire to travel are, 

therefore, closely linked.  

 

There was also a distinct difference between the experience that the Sales graduates had in 

terms of exposure versus the other graduates, such as those in Engineering and Planning. 

The Sales graduates highlighted a high degree of exposure throughout their graduate 

programme, which was valuable to them, whereas the other graduates did not have a similar 

experience and desired greater exposure within the organisation and access to its leaders:  

 

“Having that exposure and yes, I understand that you know, just you know, having a 

seat at the table, doesn't even get to talk at the table, but it's having just the exposure 

to the table at all.”- Participant I 

 

“…those are the three things, I think, international opportunities, the opportunities 

locally and exposure”- Participant H 

 

“…there was really a distinct difference in how the sales graduates were treated and 

how the planning graduates… or the engineering graduates were treated, you know. 

We got way more exposure to the organisation, to leadership, being sales grads, 

than they did.” Participant F 

 

“I think the part that I missed was to, kind of, check the other business units. I was 

really interested to know how they business works but I couldn't do that.”- Participant 

K 

 

4.2.4.7. Expectation 

 

Based on the interviews, a common theme that emerged as participants shared their 

experiences was expectation. Expectation related to employees can be described as a strong 

belief that the organisation will fulfil a desire and is the basis for employee satisfaction or 

dissatisfaction (Spacey, 2018). Expectation emerged in various ways and is closely linked to 

a lack of clear communication or incorrect messaging.  
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Participants expressed an expectation of being placed into a managerial position or receiving 

a promotion after completing the graduate programme: 

 

“…the whole graduate program they basically were trying to say they were grooming 

you for a management position. So that's why they were doing those programmes, 

but then, after that there's no management position”- Participant B 

 

“…with the graduate programme, it's positioned that these are the future leaders of 

the organisation, right? … there was no plan for me as a graduate albeit it was sold 

to me that, you know, when joining that it would be a plan”- Participant I  

 

“Number two was the unfulfilled expectation, or communicated expectation, because 

I'm someone that's, I'm very goal-orientated and driven so, if you tell me this is the 

goal and I reach it, I expect, you know, for something to be done.”- Participant F 

 

Participants also indicated an expectation of having a choice regarding their role at the 

organisation upon completion of the graduate programme:  

 

“Having a better discussion around expectations and being able to manage those 

expectations.” … “they tell you the world is your oyster and whatever you want to do 

you can do, and then you get stuck in this position and it's not what you signed up for”- 

Participant M 

 

“…because my degree…is in supply chain management, I expected to end up in a 

function that exercises that, whatever that looks like.”- Participant N 

 

In addition, some participants expected greater exposure to other parts of the business:  

 

“When it first started it, it sounds all good, pretty good, and then, as you go through it, 

you realise 'wait a second, it's not actually that'. Because, what they told us was, 

you're going to rotate through the different business units, we actually didn't”- 

Participant B 

 

4.2.4.8. Leadership and Relationships 

 

Participants mentioned the importance of a positive organisational culture, and a good 

relationship with colleagues in order to achieve job satisfaction. A supportive leader was noted 
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as important for retention. Participants presently employed at the organisation indicated 

support from their leaders, while participants that had resigned indicated feeling a lack of 

support: 

 

“I have a really understanding manager and her manager is even more understanding 

and his manager is... it's, like, the whole line is a line of leaders, on my side. So, it's 

really pleasing to, kind of, have that support and that leadership” … “I’m very grateful for 

my leadership, like, my line of management but I'm not so sure about others, like, I've 

heard some stuff.” - Participant K (presently employed) 

 

“And, for me, my manager because, honestly, I've stayed here because of him.”- 

Participant L (presently employed) 

 

“…sometimes the managers would go with you to certain meetings, and they would say 

no, take a colleague, you'll be fine, but those are areas where you'd be like I need my 

manager to be there so they can see what I'm trying… the support there”- Participant R 

(resigned) 

 

4.2.4.9. Growth planning 

 

The importance of a growth plan for each employee during and after the graduate programme 

was a common theme among the participants. 84 percent of participants believed that a 

growth plan, sometimes referred to as a development plan, which is a roadmap that describes 

the path and necessary actions for an employee to progress in their career, is vitally important 

for satisfaction and retention. The participants highlighted a lack of a growth or development 

plan as a common occurrence at the organisation. As a result, some participants stated that 

they were put into available positions after the graduate programme which were not aligned 

to their field of study or interest. On the other hand, other participants felt that the lack of 

planning at the organisation made them unsure of their future at the organisation:  

 

“…we did have the development plans but that kind of ended in the, the graduate 

programme…I think there's just no continuation of focus around those individuals and, 

and trying to grow them, after such a large investment.”- Participant E 

 

“I think ensuring that people have a, have a documented growth plan I think is extremely 

important, it's probably the most important, with clearly defined milestones and 

expectations from both sides…I am starting to be a little bit uncomfortable with where 
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the next growth step is. So, you know, that's, that's obviously where retention risk comes 

into play.”- Participant G 

 

Some participants indicated that the lack of a growth plan played a role in their choice to 

resign from the organisation. Comments from participants who had left the organisation 

provide evidence of their attitudes in this regard: 

 

“If that was done for me I would definitely have stayed, if they had like, a clear path for 

me.”- Participant B 

 

“Ideally, you don't take on grads not to keep them, in my mind. So like, I would also, I'd 

be very intentional what you think the path is that they're going to follow, once joining and 

thereafter… you've almost got a predefined roadmap for that, that specific graduate and 

what you want to get out of them”- Participant C 

 

“…there wasn't necessarily a plan, as such, that we documented. It was still very much 

verbal and that's why I said that me and the company were not really aligned.”- 

Participant D  

 

“…that would also flow into my reason for leaving, is there was no clear development path 

for me. So, maybe if I did have that I would've stayed”- Participant S (left the organisation 

after the graduate programme and returned years later due to job instability at the 

previous organisation) 

 

4.2.4.10. Succession planning 

 

The participants mentioned succession planning as being important and the lack thereof at 

the organisation as an area of frustration or concern. One participant noted:  

 

“there's a lack of planning ahead in all positions. Whether it's like for supervisors, house 

managers, all the way up to site engineers, inventory planners, you name it. Because if 

those people leave there's no replacement.”- Participant S 

 

Another participant stated that he had recently resigned in order to pursue an opportunity 

abroad at the organisation’s headquarters, and cited his frustration with regards to a lack of 

succession planning as a reason for his upcoming departure. According to this participant, 
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having not had a manager for more than a year, due to a lack of succession planning, the 

work environment became unpleasant and intolerable:  

 

“They didn't plan anything and I'm seeing it happen over and over again and that's one of 

my biggest frustrations.” … “there's no, sort of, proper succession planning and, like, 

having people lined up so that, if you lose a key person, that it doesn't affect the 

organisation massively. And I'm seeing that with myself, with, with two of my other 

colleagues that have resigned, they have not been replaced.”- Participant H 

 

4.2.4.11. Mismatch/ misalignment  

 

Based on the interviews conducted, there were several instances of role misalignment, where 

the individual’s interest and goals were not aligned to the role they were placed in upon 

completion of the graduate programme. This theme is connected to a lack of growth planning, 

as discussed in 4.2.2.9 above. This mismatch/misalignment was articulated through 

participants feeling that the training provided during the graduate programme was not aligned 

to the role that they were going to be placed in:  

 

“…my goals and my aim for myself, and the company's goals for myself was not aligned, 

and that's where there was a little bit of conflict in that realisation and that's what pushed 

me to, essentially, accept something that was a lot more in line with what I wanted at the 

time.”- Participant D 

 

“I think there was a disconnect between the people who were recruiting, and this is just 

my personal opinion, and the managers to which we were going to.”- Participant N 

 

A contradictory pattern emerged between graduates placed in Sales versus the graduates 

placed in Engineering. The graduates that were placed in an Engineering team were qualified 

as Engineers and had a clear idea of where they were going to be placed after the programme, 

whereas many of the graduates placed in a Sales team had a tertiary qualification in Supply 

Chain or Logistics Management and had not been offered other opportunities in line with their 

interests: 

 

“I think it's like, play to someone's strengths, you know. Like, I got put into a sales role 

where I wasn't like, naturally good at selling and, you know, I just got thrown into a sales 

role. I didn't get like, spoken about what I want to do or, you know, it was just like, 'here's 

a sales role, take it'.”- Participant C 
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“I would have wanted a different career path than sales, if that makes sense, because I 

feel like I studied supply chain and I think I could have been better use if I went into that 

direction”- Participant M 

 

Many of the graduates interviewed that were placed into a Sales role later resigned or changed 

positions within the organisation, resulting in a gap in the Sales department which needed to 

be filled. 

 

4.2.4.12. Voice/ being heard 

 

The importance of feeling heard and having a voice within the organisation emerged as an 

important factor. Participants revealed a desire to simply be included and to be given a 

platform to share ideas and opinions: 

 

“…being able to hear from a Millennial or chat to a Millennial or to, or to kind of, get a 

different idea is, is important.”- Participant C 

 

“They actually need to listen to Millennials. And not listen to them to make them feel 

special but listen to make them feel heard.”- Participant F 

 

“It's whether they can sit in a meeting room and actually be heard… A Millennial does 

not enjoy, you know, consistently having an alternative view that never gets, never ever 

gets considered, you know.”- Participant G         

 

“Employment is an opportunity but being heard is also another opportunity, you know... 

it's just a matter of just being heard and, for me, I thought that most Millennials within 

Logistics Organisation A were not heard. They were just there because they're there 

and whatever idea they had, or whatever things they wanted to introduce were just not 

being heard or taken into consideration”- Participant 

Q                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                

 

4.2.4.13. Racism or Discrimination 

 

Some participants shared feelings of experiencing racism or discrimination, based on race or 

gender, at the organisation. Based on literature, employees that experience discrimination in 
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the workplace are more likely to leave the organisation, increasing employee turnover 

(Benjamin, 2018) 

 

The below quote from a female participant indicates discrimination based on gender: 

 

“I’ve got actual evidence of this, that they pay men more than they pay women in the exact 

same positions and that to me is, like, the biggest level of discrimination you can possibly 

get”- Participant M 

 

Of the participants that resigned, 80 percent of the black participants perceived White 

graduates as being given more or greater opportunities than any other race group in the 

organisation, as evidenced below. 

 

“…it almost felt as though the White graduates were given more, uhm, like more bigger 

roles” … “if you look the graduates now, the majority that have left were Black and 

Indian. And the ones that have stayed and have been in managerial positions or higher 

positions…were White”- Participant R 

 

Out of the total number of graduate employees that joined the organisation between 2012 and 

2020 and thereafter resigned, 53 percent identify as Black while 32 percent identify as White. 

13 percent identify as Indian and 2 percent identify as Coloured.  

 

The racial distribution of the employees that have joined the organisation through the graduate 

programme during the same time, and who are presently employed at the organisation are as 

follows: 29 percent Black, 48 percent White, 19 percent Indian and 4 percent Coloured.  

 

In considering the racial distribution within the organisation, the statistics indicated that the 

majority of graduate employees who had left the organisation were Black and the majority who 

had stayed were White. However, only 50 percent of the White employees that had stayed 

had been promoted.  

 

4.2.4.14. Flexibility and convenience 

 

The participants cited flexibility and convenience as important to Millennial employees. For the 

purposes of this study, flexibility was used in the context of being afforded the opportunity to 

work from home and achieve greater work-life balance. Convenience was contextualised by 

participants in a similar way, and focused on the ability to work from home and not spend 
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additional time and money on travelling to the office. Flexibility was suggested by participants 

as a way to increase satisfaction and retention, as evidenced in their responses below: 

 

“…offer that person the ability to work from home, you know, your chances of retaining 

that individual is a lot better then.”- Participant P 

 

Of particular interest to the researcher, and based on the data provided by participants, a 

gendered pattern emerged, as the majority of participants who mentioned flexibility and remote 

working in relation to work-life balance were female: 

 

“working from home, or a flexible work schedule, is something I, personally, value a 

lot... it's just, like, better work life balance, you're not so drained coming back from 

work, the fuel prices are insane”…“I would rather stay at home or even be in a uglier, 

closer office because I value convenience... when I have kids I'd want the option to be 

able to stay at home and still work and have a flexible schedule” - Participant J (female) 

 

“I prefer the flexibility to... to work from home or the office. But the flexibility to do so... 

I see no reason why I should go to the office, spend time in traffic, get annoyed, get to 

the office, I'm tired already, drive back home... no!”- Participant N (female) 

 

However, participants of both genders questioned the cost benefit of working from the office. 

 

“…a lot of jobs, right now, don't require you to come in and that looks very appealing 

to the, to Millennials because they look at savings, they look at, why do I need to spend 

5K for petrol, and insurance on the car, if I can just work from home, and do the same, 

literally the same job?”- Participant K (male) 

 

4.2.4.15. Generational gap 

 

While the generation gap is closely linked to establishing diversity within an organisation, the 

participants also highlighted that senior management at the organisation primarily consisted 

of older generations who thought differently and had a different approach to leadership. It was 

noted that the organisations leaders have adopted a traditional leadership style. This is 

consistent with the characteristics of older generations, such as Baby Boomers, who prefer a 

traditional leadership style (Currans, 2018). Some participants also indicated that older 

individuals within the organisation did not treat younger individuals equally or afford them the 

same level of respect as older generations.  
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“…the structure is still top heavy. There's still a lot of old school mentality and 

thinking. Unfortunately, there's still levels of approval and a lot of red tape and 

bureaucracy, we need to follow which is not ideal, especially when it comes to young 

people.”- Participant A 

 

“…it seems like a generational thing, like, I don't know if it's just my manager, or what 

it is, I don't know why you'd be so resistant to give someone a promotion or a raise or 

something like that”- Participant J 

 

Some participants also indicated that older individuals do not treat younger individuals equally 

or afford them the same level of respect as others.  

 

“…they look down upon you because, I was called 'the kid'. They still say, they still 

refer to me as 'the kid in my team'… we're unable to bridge that gap between the two 

generations”- Participant L 

 

“…you're still seen as, you know, the not even a newbie per say – but like the baby… 

these are people who've done this for years, and so you know, trying to get in a word 

or be taken seriously, you know can only, it doesn't happen very easily.”- Participant I 

 

4.2.4.16. Travel 

 

Participants revealed a desire for global mobility: in other words, to travel and work in different 

locations across the globe. The participants linked a global organisation with opportunities to 

travel and that travel, for them, was closely linked to the desire for more exposure within the 

organisation.  

 

“We have other operations and things like that. Maybe in Netherlands where we always 

have a very strong relationship with our team members there. Why you know? Why 

can't we do a six-month stint for a project there for an idea.”- Participant A 

 

“It's a multinational, you can work anywhere in the world, you know, if you want to travel, 

or whatever”- Participant Q 
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“…being such a big company, uhm a big organisation worldwide. Uhm, surely there are 

other opportunities abroad, so I think we want to travel as Millennials. We want to travel, 

want to experience…”- Participant R 

 

4.2.4.17. Favouritism  

 

A small number of participants interviewed experienced favouritism and chose to pursue 

opportunities outside of the organisation because of this. The issue of favouritism is closely 

linked to diversity challenges, particularly with regards to race. Participant R, who resigned 

two years after completing the graduate programme explained it as follows:  

 

“…the favouritism for me was just was just too much so you couldn't pursue stuff that, 

uh that you wanted to to pursue, uhm and when when you do that the recognition that 

you that basically little to no recognition after you've received that that big deal or 

whatever”- Participant R 

 

4.2.4.18. Impatience / instant gratification 

 

Some of the participants interviewed indicated that, as Millennials, they are impatient. They 

desire instant gratification and want to achieve their goals in the least possible time. 

Participants across different race groups and genders shared this same belief:  

 

“…short term path. That's what I'm chasing. I want the quickest way to success… that 

instant gratification is always nice.”- Participant A  

 

“I think Millennials jump a lot and are quite, like, addicted to, to things happening 

immediately”- Participant C 

 

“I'm a Millennial, I'm a fastmoving person and I don't have time to wait for a system to 

update.” … “we're not open to just sitting back and waiting”- Participant L 

 

“Five years, actually, if anything, is the ceiling for us now… if you're not going to 

promote in those five years I'm leaving.”- Participant F 

 

In addition to the above codes or themes, the researcher questioned the participants regarding 

their view on the graduate programme, and whether they believed it was beneficial. The 
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majority of participants interviewed stated that the programme was beneficial and provided an 

opportunity for self-reflection and personal development.   
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4.3. Themes against the secondary research questions 

 

Table 6: Secondary questions and related codes 

Secondary Research Questions Codes 

i. Why do these employees stay or 

leave? 

 

Issues related to support from leadership, 

generational gap, lack of diversity, feeling 

unvalued, lack of growth plan, being impatient, 

desire for growth opportunity, and money. 

ii. Was the graduate programme 

beneficial to employees and does it 

improve retention? 

Graduate programme feedback – positive and 

beneficial.  

iii. What do Millennial graduates value at 

an organisation? 

Diversity, supportive leadership, money, 

feeling valued, clear communication, a growth 

plan, greater exposure and flexibility.  

iv. What can the organisation implement 

or change to retain more Millennial 

graduates? 

Offer flexibility, growth plan, succession 

planning, money, exposure, travel, show 

value, increase communication and diversity. 

 

4.4. Chapter Summary 

 

This chapter presented the findings or results from the interviews conducted with 19 

participants. The chapter began by describing the research setting and participant 

demographics. Next, the results were analysed, and codes were given to the emergent 

themes. 18 codes or themes were identified and discussed based on frequency, from highest 

to lowest. Participant quotes were provided for each theme as supporting evidence. Diversity 

was cited most frequently by the participants interviewed. The participants are highly aware of 

issues related to diversity at the organisation and described the impact it may have on 

employee satisfaction and retention. Money or remuneration, value, growth opportunities, 

leadership, and communication were also highlighted as important factors by the participants. 

Lastly, the emergent themes were matched against the secondary research questions and lay 

the foundation for the interpretation and discussion of the findings in the next chapter to 

effectively answer the research questions and achieve the aim and objectives of this study.  
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Chapter 5: Discussion 

 

5.1. Introduction 

 

The first two chapters highlighted the ability of an organisation to retain employees as vitally 

important due to the valuable skills and knowledge employees possess (Das and Baruah, 

2013). In response to this organisational imperative, the primary aim of this study was to 

explore the views of Millennial employees regarding the low retention rate of graduates 

experienced by an organisation operating in the Logistics industry in Gauteng. This aim was 

achieved through a subjective, interpretivist approach and qualitative research design, as 

discussed in Chapter 3, which prioritised collecting rich experiential data from current and past 

employees through semi-structured interviews. The findings, as presented in Chapter 4 

provided details regarding the participants views on organisational issues and factors related 

to satisfaction, dissatisfaction and retention.  

 

This chapter will analyse and interpret the findings presented in the previous chapter, exploring 

the meaning of themes that emerged and identifying the significance of the data collected in 

measuring whether the research aim was achieved. The discussion presented in this chapter 

will also lay the foundation for the conclusions and recommendations, as presented in the next 

chapter. These conclusions and recommendation will, in turn, be shared with the organisation 

in order to provide them with valuable insight regarding the factors which contribute to the 

retention of Millennial graduates. This insight will enable the organisation to develop an 

effective retention strategy, as well as aid future research in the area of Millennial retention in 

Logistics.  

 

5.2. Summary of findings 

 

In Chapter 4, the key findings were stated. Below is a summary of these findings which are 

grouped into four major categories. Based on the findings, close links or associations have 

been identified between codes or themes and have therefore been grouped together into a 

single category. Each of the categories will be discussed in more detail after the table below. 
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Table 7: Categories of codes and themes 

Code/ theme 
Number of times 

stated/ implied 

Number of 

interviews 
Category 

Diversity  105 16 

People 

Leadership 36 13 

Racism / lack of racial diversity 17 9 

Generational gap/ traditional leadership 13 4 

Favouritism 9 2 

Value 50 10 

Emotion 

Communication 44 13 

Relationship 21 8 

Voice/ being heard/ listen 21 9 

Impatient / instant gratification 9 5 

Growth opportunity 47 14 

Career 
Growth plan 29 16 

Succession planning 23 7 

Mismatch/ misalignment 22 11 

Flexibility/ convenience  15 6 

Benefit 

Money/ remuneration/ salary 74 15 

Exposure 43 12 

Expectation 40 13 

Travel 10 6 

 

5.3. Interpretation and discussion of categories 

 

Each of the categories mentioned in Table 7. will be discussed next and its meaning will be 

interpreted and compared to the existing literature available. 

 

5.3.1. People 

 

The codes or themes which are people-centred include: diversity; leadership; racism; 

generational gap; and favouritism. While diversity emerged as the most frequently used term, 

it is closely associated to racism and favouritism when mentioned in interviews with 

participants, as will be explained below.  
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While the participants were very aware of diversity as constituting an awareness of the multiple 

aspects that constitute a person’s identity, diversity in the context of race was highlighted by 

them. Despite South Africa being a democratic country for more than 27 years, the data from 

this study suggests that issues related to race and inequality are still prevalent amongst the 

Millennial employees at the organisation. The prevalence of issues regarding race and 

inequality is supported in the South African literature, as mentioned in Chapter 2. Gxwayibeni 

(2000) described South Africa as being a ‘post-conflict society’ which experienced oppression 

and conflict, but that the country has not fully recovered and achieved peace. Most of the 

Millennials interviewed were either too young to have experienced Apartheid first-hand, or 

were born after 1994 when South Africa became a democratic country (SA Government, 

2022). However, the data indicates that the negative experiences of the previous generations, 

which have been shared through storytelling, have greatly influenced and shaped the thinking 

and values of many South African Millennials and as a result they tend to interpret events with 

racial sensitivity. While sharing experiences and discussing the country’s rich history is 

important, this may play a role in preventing younger generations from moving forward. The 

following extract from an interview with a participant born in 1996, post-Apartheid, reflects the 

above:  

 

“…as Indians or as Blacks, our parents didn't necessarily teach us that it was okay to 

be Afrikaans, or, like, for us, they always told us, you know, this was the man that 

hurt us. So, I grew up with that so, for me, when I hear someone speaking Afrikaans 

it's, I hear the stories my dad told me and I'm like, 'no, you cannot now come back 

here and speak Afrikaans'” – Participant L 

 

Through analysing the data, a second observation was made regarding the participants’ views 

on diversity challenges at the organisation. More than half of the participants interviewed 

perceive White employees as having greater opportunities for growth and advancement at the 

organisation. While this view may be cultivated through the lens of their parents and 

grandparent’s perceptions, as discussed in Chapter 2, some participants shared their personal 

experiences at the organisation. The participants described situations which caused them or 

others to feel discriminated against because of their race or gender. The below situation is an 

example of a narrative of experiential insight of perceived discrimination. The participant 

interviewed believed that another participant [anonymised to Participant X] was favoured 

based on race. Both participants shared the same skillset, but one was offered a promotion 

while the other was not and, more than this, tasked with additional goals to achieve: 
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“…my personal opinion, is that it could have something to do with race because, I 

mean, if you think about it, [Participant X2] became a [manager] after a year, I think it 

was. You know, [Participant X] was a sales executive and then he became a 

[manager] so, and when I saw that I was like, 'ok, what did [Participant X] do 

differently that we didn't do' because, you know, when we did what [Participant X] did 

a year before we were told we can't become [managers], we need to go to Circle of 

Champions three years consecutively. You know, [Participant X] didn't do that so 

what played in his favour, or what did [Participant X] have that we didn't have and 

obviously, for me, my first thing was, 'ok, maybe it's because of race' because we 

had the same skillset” - Participant F (Black female) 

 

The participant below referenced a similar situation in the context of diversity and race, where 

one colleague observed was a black female (Participant Y1) and the other a white female 

(Participant Z1): 

 

“…if you look at [Participant Y] as an example. She was ahead of [Participant Z] and 

walked the exact same path. She also made circle the first year but she wasn't given 

the opportunity to move around like [Participant Z] was. And I'm not saying 

[Participant Z] is not, you know, worthy of the opportunity, that's not at all what I'm 

saying. What I'm saying is, other people were worthy, as well, but were just never 

given that opportunity.” – Participant E (Black male) 

 

While the legacy of apartheid and its impact could have led participants to look for similar 

advantages given to White employees as evidence of racism or systemic preference, this may 

not have motivated the promotions or advancements in actuality. The decisions and reasons 

for promoting individuals within the organisation were not part of the data collected and, 

therefore, the validity of this perception by the research participants could not be validated. In 

addition, the organisation may not have clearly communicated its expectation and the 

requirements for promotion with these employees. While a diversity challenge exists, it may 

be possible that a lack of clarity has resulted in some participants perceiving that the selection 

is based on race.  

 

The participants also shared that White males dominate senior leadership positions at the 

organisation. Employees belonging to different race groups and different gender groups 

 
2 In order to preserve anonymity of participants and between participants, the name of this participant was 

anonymised. 
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similarly shared that a lack of diversity in senior management exists and is a notable issue at 

the organisation. The participants described the impact that a lack of diversity has on them 

and their perception of the organisation, which will likely influence their decision to stay or 

leave the organisation. According to LabCE (2022), when a lack of diversity and inclusion is 

visible at an organisation, employees may feel resentment toward the organisation and lose 

interest in their job, leading to a decrease in organisational loyalty and employee retention. 

The below quote aligns to this in describing the impact that a lack of racial diversity has, from 

the view of a participant: 

 

“It's a sensitive one but if I look at the top and I see just one colour I'm bound to think 

that I'm not going to get there, so I'm going to look somewhere else where I think I 

can get there. So, if the top tier's diverse then I'm encouraged to think that 'ok, I can 

get there as well'.” - Participant N 

 

Despite [Logistics Organisation A] communicating the importance of diversity through its 

diversity and inclusion policy, the participants see that White males dominate leadership roles, 

and as a result believe that employees belonging to a different race group or gender have a 

lesser chance of reaching that position. Based on the data and the evidence provided in the 

quote above, it can be stated that employees are more likely to believe what they see as 

opposed to what they are told. This is supported by Wolfe (2017) who states that “research 

shows that 90 percent of what we perceive about our world is absorbed visually”, adding that 

“visual perceptions greatly influence our overall impression of our surroundings.”  The 

inconsistency between what an employee sees versus what is heard may cause 

dissatisfaction and distrust leading to increased employee turnover.  

 

The participants also described the culture and leadership as being ‘old school’ or traditional. 

This is evidenced in below quote from an employee who resigned from the organisation:  

 

“…it was just the environment. Most of the Millennials, like us, couldn't deal with it. It 

was very old school. Yeah, it was very, very old school” – Participant Q  

 

All participants stated that culture plays an important role in the organisation and that 

leadership drives the culture. This is consistent with SHRM (2022), who state that 

organisational culture defines appropriate behaviour in the organisation. They also state that 

such culture constitutes shared beliefs and values established by leaders, which are then 

communicated and reinforced to shape employee perceptions, behaviours and understanding. 

There is a strong correlation between a positive organisational culture and leaders who 
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possess a transformational leadership style. Having a very traditional organisational culture, 

suggests that senior leadership at the organisation has not adopted or been successful at 

adopting a transformational leadership style. As indicated in the literature, to meet the needs 

of the current generation and retain talent, it is important for leaders to adopt a transformational 

leadership style aimed at inspiring and motivating employees for high performance (Cherry, 

2020). The literature goes on to state that transformational leaders have the ability to gain the 

trust of employees and inspire loyalty and commitment (Cherry, 2020). Through inspiring 

loyalty and commitment in employees, the organisation has a greater chance of retaining 

these employees. People-related matters are closely linked to the emotions of the participants, 

and these are described in more detail next. 

 

5.3.2. Emotion 

 

The next major category identified in the thematic discussion is emotion. This category relates 

to the feelings of the participants which is related to being valued, experiencing transparent 

communication, developing relationships with leaders and colleagues, being heard and 

receiving instant gratification. Each of these are linked to intangible factors related to 

satisfaction and ultimately retention.  

 

The participants indicated the desire to feel valued most frequently, and placed emphasis on 

the importance of being shown value on retention. The below extract provides evidence of 

this:  

 

“I promise you, Millennials, five years and if they don't feel like they are of value, or 

that the company's valuing them, they're going to leave.” – Participant F 

 

The findings, as provided in sections 4.2.4.5 and 4.2.4.12 in the previous chapter, suggest 

that the participants feel valued when two-way communication is present: they feel included 

and their voice, in other words their opinion or idea, is heard by their team members and 

leaders, and their efforts are recognised. The data supports the theories proposed by Maslow 

(1943) and Herzberg (1959), who stated that, in order to increase motivation and satisfaction, 

employees need to be recognised and organisations should meet their need for belonging and 

self-esteem. The perspective shared by the participants is also supported in more recent 

literature, specific to Millennials. According to Hastwell (2021), Millennials want to share new 

ideas, be involved, be heard and make an impact in the workplace. Barbosa (2021) also states 

that Millennials reward preference includes communication of appreciation and recognition 
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from organisational leaders. Millennials value acknowledgement of their contribution and 

efforts as indicated by a participants quote in Section 4.2.2.3. 

 

The participants also expressed the need to achieve their goals and experience change 

quickly. They indicated that Millennial employees do not want to wait years to be promoted or 

for change to be implemented at an organisation, and feel frustrated when they are required 

to do so. The statement below provides evidence of this:  

 

“…the message is always you know, be patient, it'll come, that's fine, but we live in a 

generation where patience is not a thing. People don't sit still anymore.” – Participant 

A  

 

As indicated by the participants, the frustration of waiting directly impacts how the participants 

feel and influences their decision to stay at or leave the organisation. As mentioned in the 

previous chapter, the participants noted impatience and the desire for instant gratification as 

characteristics of Millennials. According to the American Psychology Association (APA) 

dictionary, ‘instant gratification’ may be defined as experiencing satisfaction or receiving a 

reward as soon as a response or request is made (APA Dictionary of Psychology, 2022). The 

topic of instant gratification is a notable difference between Millennials and previous 

generations such as Baby Boomers and Generation X, who may perceive instant gratification 

or impatience as a lack of maturity. For many Millennials this is a normal behaviour. Literature 

suggests that impatience and the desire for instant gratification is as a result of the way many 

Millennials were raised (Harper, 2020). Barbosa (2021) states that, as children or teenagers, 

Millennials had the ability to obtain information at their fingertips due to the internet, mobile 

devices and social media. Consequently, many Millennials expect immediate answers and 

have grown up to become adults that lack patience.   

 

In addition, the data identifies that communication and supportive leadership are key factors 

for the retention of Millennials. As described by the participants, when information is not 

communicated clearly and leaders do not offer support, the emotions of employees are 

impacted as they experience negative feelings, such as fear or frustration. When asked about 

the reasons for a high turnover of Millennial graduates at the organisation, Participant D 

described a situation when the organisation went through a big change and job security 

became a concern for employees due to a lack of communication and guidance from the 

organisation’s leaders:  
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“So I would say, possibly a lack of guidance in terms of the acquisition itself, what's 

going to happen to the employees that's currently based in the [previous Logistics 

Organisation A name], and how safe are their positions and how is everything, sort 

of, going to transition.” - Participant D 

 

Based on the data collected, participants expressed frustration with a pattern of inconsistent 

messaging from leaders that is required for them to achieve their career goals, including the 

prospect for promotion, as evidenced below. Here, the participant described a situation in 

which they were told which areas to develop in, in order to be promoted, and once these were 

achieved, the information and requirements changed.  

 

“I've had these discussions with my manager, but it seems like it's always going in a 

loop. I mean, he does provide constructive criticism and all of that, and things I can 

work on. But I feel like even when I work on them and I ask in a year's time, 'ok, and 

now?' It's still, like, 'ok, no, but you still need to do all of this stuff- Participant J 

 

Participant F’s views, as expressed in 5.3.1. are also an example of inconsistent messaging 

employees receive different information regarding the same topic. Due to inconsistent 

messaging and unclear communication, participants were left to make their own assumptions 

which impacted their feelings about the organisation and resulted in the decision to resign. 

 

5.3.3. Career 

 

The findings revealed that matters concerning the participants’ careers at the organisation 

were regarded as a key factor for satisfaction and retention. Matters related to career include 

opportunities for growth, having a growth plan, the organisation creating a succession plan 

and the organisation’s capacity in correctly placing an individual in the organisation in order to 

ensure that their interests and strengths are aligned to their role.  

 

As mentioned in the findings, some of the participants stated that they would have preferred 

to be placed in a different role to the one they were placed in upon completion of the graduate 

programme. The participants also indicated that they would have appreciated the opportunity 

to provide input to decision makers regarding their interests and career path. The findings also 

revealed that the majority of successful graduates who were placed into the Sales department 

indicated a mismatch or misalignment between themselves and the organisation. In contrast, 

the graduates placed in the Engineering department upon completion of the graduate 

programme indicated greater satisfaction with their role which was closely aligned to their area 
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of knowledge and tertiary qualification. The below quote, which was highlighted in the findings, 

substantiates the deduction above: 

 

“I think it's like, play to someone's strengths, you know. Like, I got put into a sales role 

where I wasn't like, naturally good at selling and, you know, I just got thrown into a sales 

role. I didn't get like, spoken about what I want to do or, you know, it was just like, 'here's 

a sales role, take it'.”- Participant C 

 

The data suggests that, when organisational leaders align an employee’s role to make the 

best use of their strengths, the participants as employees experience greater role satisfaction 

in their respective organisational roles. This is supported through the literature reviewed. 

According to Miglianico et al. (2020) utilising the strengths of an employee has a positive 

impact on the employee and the organisation as it increases satifisfaction and performance. 

The authors go on to state that employees that regularly use their strengths in the workplace 

are more engaged in their tasks and experience a greater sense of competency and motivation 

(Miglianico, et al., 2020).  

 

Role misalignment is closely linked to the lack of a clear growth plan. The majority of 

participants interviewed, both presently employed and previously employed at the 

organisation, indicated the lack of an individual growth plan, also referred to as a development 

plan. For many of the graduates placed into sales-based positions, disatisfaction regarding 

their role can be attributed to the misalignment of a clear growth plan to their interests. A 

growth plan affords an employee the opportunity to discuss their role, expectations, 

aspirations, interests and the necessary actions to achieve their career goals with their 

employer. Similarly, Investors In People (2022) state that a growth or development plan is a 

working document that forms an action plan and is used actively by the employee and line 

manager to ensure the employee is growing, developing his or her abilities, is retained in the 

organisation, and meets the organisations goals.  Having a clear growth or development plan 

is also linked to an employee feeling valued, as indicated in literature and the findings 

(Employment Hero, 2019). The below quote, mentioned in Section 4.2.2.3, indicates the 

participants association between a growth plan and feeling valued. 

 

“…and not being valued, like they couldn't see value in you.” … “If you don’t see any 

value in me then why am I here? So obviously you won't have a plan for me.”- 

Participant R 
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The link between a growth plan and feeling valued is supported by Biro (2018), who states 

that the present generation of talent feel valued when an organisation invests in its people and 

places focus on an individuals career and success. Consequently, the lack of a growth plan 

impacts the retention of employees. In a report published by LinkedIn, 93 percent of 

employees stated that they would choose to leave an organisation if it did not invest in their 

career (Biro, 2018). 

 

Investors In People (2022) also state that employee growth plans help address future 

organisational needs and aids sucession planning as it may reduce the cost of recruiting and 

training new employees to fulfil a position. As indicated in the findings, a lack of succession 

planning has been observed at the organisation. 

 

“there's no, sort of, proper succession planning and, like, having people lined up so 

that, if you lose a key person, that it doesn't affect the organisation massively”- 

Participant H 

 

Although it did not explicity emerge in the interviews, the findings obtained in this study imply 

that ineffective succession planning at the organisation has led to higher employee turnover. 

Based on the literature, as discussed in Chapter 2, it can be deduced that if succession 

planning is effective, the employee will believe that they have a future with the organisation, 

there is an opportunity for growth, they feel valued, and are, therefore, likely remain at the 

organisation.  

 

Related to a growth plan are opportunities for growth. The participants indicated a desire for 

promotion and the ability to assume leadership roles at the organisation. The data suggests 

that leadership ambition originates from expectations created by the organisation during 

recruitment and commencement of the graduate programme. The participants indicated that 

the organisation made them believe that they were being developed to be future leaders at 

the organisation, as indicated by Participant I below  

 

“…with the graduate programme, it's positioned that these are the future leaders of the 

organisation… there was no plan for me as a graduate albeit it was sold to me”- 

Participant I 

 

In the interview data, participants noticed that there was a lack of alignment between the 

Talent Management, Learning & Development (TML&D) department who drive the graduate 

recruitment and hiring managers, as one participant suggests below. 
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“I think there was a disconnect between the people who were recruiting, and this is just 

my personal opinion, and the managers to which we were going to.”- Participant N 

 

Based on the findings, the TML&D team position the graduate programme as preparation for 

leadership, and that much of the training provided is geared toward this such as ‘Coaching 

101’ and ‘Finance for non-financial manager’s’. However, hiring managers at the organisation 

do not have the intention or ability to facilitate promotion to managerial or leadership positions 

within their teams upon completion of the graduate programme. It may also be possible that 

the employee’s expectation is unrealistic given the role requirements or other factors such as 

organisational change and financial constraints. Smith and Nicolas (2015) studied the 

characteristics of Millennial employees and state that Millennials have a higher expectation for 

advancement opportunities due to their need to overachieve. This combined with the 

expectations set by the organisation has resulted in graduate Millennial employees expecting 

growth in the form of a promotion and the opportunity to lead, as indicated in Section 4.2.2.7 

of Chapter 4.  

 

When an employee’s expectation is not met or his or her ambition to lead is not realised, the 

employee may become frustrated, lose motivation and start believing that they not valued and 

will not have a positive future at the organisation. This, in turn, may lead to the employee 

leaving the organisation. Conversely, if expectations are met by the organisation, the 

organisation has an increased chance of retaining the employee. In his article, Ababneh 

(2020) states “met expectations have direct positive effects on employees’ trust, 

organizational commitment, and job satisfaction.”. Interestingly, Patil, Choudhary and 

Vernekar (2021) state that a “reduction in the level of motivation of employees is not because 

of lack of extrinsic motivation such as work culture, career development, compensation or 

organization policies”, stating that” [I]t is because of the expectations set with respect to these 

factors and lack of clarity and transparency, which happen to be pillars of Expectation 

Alignment.” While factors such as work culture, career development and compensation are 

important for employee motivation and satisfaction, as revealed in the findings, the negative 

perceptions shared by the participants with regards to these factors are likely due to a 

misalignment of expectations. Based on the findings and literature, it is evident that clear 

communication and expectation alignment between employees and the organisation is vitally 

important.  
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5.3.4. Benefits 

 

The last thematic category to be discussed is benefits. Benefits, in the context of this study, 

refers to tangible and intangible advantages derived through employment at the organisation 

such as remuneration or money, travel, exposure and flexibility.  

 

The findings in Section 4.2.4.2. suggest that remuneration is an important factor to Millennial 

employees. This is consistent with literature that identifies money as a basic need (Maslow, 

1943). While remuneration is a basic need and, therefore, important to employees of all 

generations, the Millennial graduates interviewed highlighted fairness in remuneration as 

being most important. Some of the participants compared their earnings to that of their peers 

with the same level of education and experience within the industry and discovered that they 

earn less in comparison. Some participants also believe that they should be remunerated in 

accordance with the amount of effort and time dedicated to their work. Other participants 

indicated that remuneration should be fair, regardless of gender. Being shown value and 

recognition were also associated with remuneration. Remuneration in this case is being 

interpreted as a symbolic message of value and worth, as evidenced in Section 4.2.4.3. Of 

the participants who were no longer employed at the organisation, none cited money or 

remuneration as their reason for leaving. This indicates that the desire for an increase is 

primarily related to the participants desire to feel valued and treated fairly as employees of the 

organisation as opposed to simply wanting more money. This is consistent with literature about 

the characteristics of Millennials. According to Abbot (2022), Millennials are “overtly 

passionate about equality”. This is supported by Cheng (2019) who stated that the 

characteristics of Millennials cause them to strongly advocate for equality for all people. 

 

Another characteristic of Millennials is their need for adventure and to gain new experiences 

through traveling. Leonhardt (2019) states that Millennials prioritise travelling more than 

previous generations, and the average Millennial plans five trips a year, at least three of which 

are international. While Millennials in South Africa have less spending power in comparision 

to their global counterparts, their desire to travel is consistent with the universal norm. The 

desire to travel is consistent with the findings which revealed that the participants would be 

more likely to stay at the organisation if they had the ability to travel to other destinations where 

the organisation is located, both locally and internationally, in order to broaden their 

knowledge, meet different colleagues and gain new experiences. The findings also suggest 

that employees associate opportunities to travel with the size of the organisation. The 

participants perceive greater opportunities to travel at the organisation because it operates in 

more than ninety countries globally (Logistics Organisation A company website, 2022).  
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The participants also highlighted flexibility as important in satisfying and retaining graduate 

Millennial employees. Work-life balance was identified as important to the Millennial 

participants. This is supported in literature. Purwatiningsih and Sawitr (2021) state that the 

Millennial generation has unique and different characteristics compared to other generations: 

one of them being their need for a work-life balance. However, Van der Walt and Du Plessis 

(2010) argue that achieving a work-life balance is not unique to the Millennial generation as 

their findings revealed that work-life balance was a common desire among Traditionalists, 

Baby Boomers, Generation X and Generation Y (Millennials). The authors go on to state that 

while all generations desire work-life balance, what constitutes a work-life balance may differ 

between generations (Van der Walt & Du Plessis, 2010). The data suggests that Millennials 

prefer a work environment that supports achieving a work-life balance by offering them 

flexibility in their work schedule and the ability to work remotely.  

 

The current COVID-19 pandemic has revealed that many office-based employees are able to 

effectively complete their work irrespective of their location. The hard lockdown in South Africa 

during early 2020 has been noted as “one of the biggest flexible work experiments in history” 

(Michael Page, 2022). In a recent study by Michael Page revealed that 63 percent of 

professionals stated that their productivity increased while working from home and 50 percent 

of professionals stated that they felt more motivation while working remotely (Michael Page, 

2022). While the study was not focused on Millennials, the results indicated that remote 

working does not reduce productivity or employee motivation across generational groups and 

is consistent with the findings of this study.  

 

Due to relaxed restrictions, the organisation has requested that all employees return to the 

office on a full-time basis. This has resulted in a decrease in employee satisfaction and 

motivation, as indicated by the interview findings. After having experienced remote working, 

the participants no longer believe it is prudent to be office-based. The participants also 

highlighted the costs of traveling to the office with regards to time and money spent. The 

participants stated that the option to work remotely, at least a few days a week, would result 

in greater levels of satisfaction and work-life balance, ultimately increasing employee 

retention.  
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5.4. Chapter Summary  

 

This chapter provided the interpretation and discussion of the findings presented in the 

previous chapter. Based on the findings, 18 themes emerged frequently during the interviews 

with the participants. In this chapter, the themes were grouped into four main categories, 

namely: People; Emotion; Career, Benefits. Each category comprised of connected themes. 

This allowed the researcher to provide an in-depth analysis and discussion of the findings from 

a holistic perspective. Several key observations were made through the data collected. It was 

noted that issues related to diversity—particularly as they concern race—were prevalent 

among the participants and may be as a result of social preconditioning. The findings revealed 

that the lack of an individual growth plan and succession planning had resulted in the 

participants believing that there are no opportunities for growth and promotion for them at the 

organisation. In addition, transparent communication and the alignment of expectations 

between the organisation and employees were identified as key challenges. Furthermore, the 

participants indicated a strong desire to feel valued at the organisation and measure their 

worth through the remuneration they received. It was also noted that the impact of COVID-19 

had increased the desire for greater flexibility, such as working from home, in order to achieve 

work-life balance and reduce expenditure. Based on the interpretation of the findings in this 

chapter, recommendations will be made in the next chapter that are aimed at increasing 

employee satisfaction, thereby improving the retention of graduate Millennial employees.  
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Chapter 6- Conclusions and Recommendations 

 

6.1. Introduction 

 

In Chapter 5 the findings of the data collected were analysed, interpreted and discussed, which 

has laid the foundation for Chapter 6. This chapter will conclude the study by summarising the 

key research findings in relation to the study’s aims and research questions. It will further 

consider the value and return on investment thereof. This chapter will conclude by providing 

recommendations for the organisation being studied, review limitations of the study and 

propose opportunities for future research in the areas of Logistics, retention and Millennials in 

organisational culture.  

 

6.2. Summary of main findings 

 

This study aimed to investigate the factors contributing to the retention of Millennial graduate 

employees at a Logistics organisation in Gauteng. This aim was achieved by exploring the 

views of Millennials regarding the possible reasons for the low retention rate of graduates at 

a Logistics organisation. The participants interviewed completed the graduate programme and 

were employed, or had been previously employed at the organisation, at the time of the study. 

 

The results indicated that the majority of that participants interviewed found the graduate 

programme to be beneficial to their personal growth and development, as mentioned in section 

4.2.4. The data suggested that there was a shift in expectation that occurred while the 

participants transitioned from being in the graduate programme to entering into a permanent 

role within the organisation. This shift resulted in a relative increase in dissatisfaction. From 

the interviews with both current and former employees, participants highlighted that the 

organisation was lacking in the following areas: diversity at top management level; equal 

opportunities; fair and equal remuneration; clear communication; work flexibility; growth 

opportunities; and growth and succession planning. 

 

Further findings revealed that the participants’ desire to feel valued, and want to be shown 

value through recognition, opportunities to lead, increased remuneration, and greater access 

to leaders at the organisation. This aligns with the literature reviewed such as the theories 

proposed by Maslow (1943) and Herzberg (1959) which highlighted similar factors with 

regards to motivation and satisfaction.  
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The participants also indicated that they desired a working environment in which their opinions 

and ideas could be shared freely with colleagues and organisational leaders, which they felt 

would increase job satisfaction and employee retention. Other factors mentioned to that would 

increase job satisfaction and employee retention included: supportive leadership; clear and 

consistent communication; alignment of expectations; opportunities to travel; greater business 

exposure; and the option to work remotely in order to lower costs and improve work-life 

balance.  

 

6.3. Researcher’s key observations  

 

In reflecting on the key observations made during the study, what emerged as a point of 

interest was the importance of diversity as expressed by all the participants interviewed. While 

this was not a key focus of the study and not visible in international literature surveyed by the 

researcher, the issue of diversity emerged as most frequently mentioned in this study. This 

discovery was interesting to note as the international literature surveyed did not account for 

the influence of sociocultural and socio-political contexts on Millennial job satisfaction. While 

Logistics Organisation A is positioned as having global reach, strategies to assist international 

logistics-based organisations in adapting to the nuances of South African multiculturalism, and 

the inherited legacy of Apartheid, is recommended for future research.   

 

Following on from this, the researcher noted that the participants measured their value at the 

organisation by way of the remuneration received. The participants did not simply want more 

money, instead they associated the amount of money that they earned with being treated fairly 

and feeling appreciated. Based on the data collected, the graduate Millennial employees in 

this study are interpreting remuneration as symbolically associated with their value to the 

company. Different interpretations around the structure of remuneration exists: for example, 

an organisation may base an individual’s earnings on a percentage of revenue the individual 

brings into the company (Robbins, 2022). While remuneration’s association with value may 

not be the intended messaging in this case, the organisation being studied may need to 

explore how it qualifies the value of remuneration to manage the expectation of employees 

and improve employee satisfaction.   

 

Another interesting observation made is that many of the participants still employed at the 

organisation are open to employment outside of the organisation. Of the participants still 

employed at the organisation, 70 percent shared that they were open to new opportunities or 

actively seeking employment elsewhere at the time of the study. This further indicated a 

retention challenge at the organisation. It is interesting to note that the reason these 
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participants chose to remain employed at the organisation was not the opposite of the reasons 

other participants have left. For instance, participants that had left cited a lack of growth 

opportunities as a reason for their departure; however, participants still employed at the 

organisation had not stayed due to receiving opportunities for growth. Instead, many of the 

participants indicated the same issues of concern as the participants that had left.  

 

The reason for many of the participants staying at the organisation was due to a perceived 

lack of job opportunities and job security in South Africa, which was further exacerbated by 

the COVID-19 pandemic. Over the last three years, actual work opportunities have varied, but 

this is not unique to South Africa or the Logistics industry. One of the participants no longer 

employed at the organisation chose to emigrate to another country, while two other 

participants were in the process of emigration during the course of the study. One of these 

participants intended to join Logistics Organisation A’s international subsidiary, while the other 

participant was joining an organisation in a different industry.  

 

In relation to job security, some participants highlighted the organisation’s growth strategy 

through organic Mergers and Acquisitions (M&A), to be a source of job insecurity at the 

organisation, leading to their decision to leave. Therefore, it can be noted that job security and 

stability is an important, and multifaceted, factor to the graduate Millennial employees 

interviewed.  

 

6.4. Conclusions against research questions 

 

Key conclusions drawn from this study are discussed below, aligning these to the main and 

sub-questions posed, as stated in Chapter 1, Section 1.4: 

 

The main research question was: 

 

What are the factors leading to a low retention rate of Millennial graduate employees 

at a large organisation operating in the Logistics industry in Gauteng? 

 

Based on the findings, the factors which have led to the organisation losing talented Millennial 

graduate employees—and, as a result, have a low retention rate for these employees—were 

summarised under four main themes. The themes were identified as factors related to people, 

career, emotions and benefits and have been discussed in more detail in Section 5.3 of the 

previous chapter.  
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The factors related to people included a lack of diversity, discrimination, a generational gap 

between employees, and the perpetuation of a traditional leadership style. Career-related 

factors included: the lack of a growth plan and succession planning at different levels within 

the organisation; limited opportunities for growth in the form of promotions and opportunities 

to lead; and a misalignment between the interests and career goals of employees at the 

organisation. Factors related to emotions included the desire to feel valued and included, to 

be heard, to receive clear and consistent messaging, and to experience support from leaders 

at the organisation. Lastly, factors related to benefits included increased remuneration in line 

with the market, opportunities to travel, increased exposure to other parts of the organisation, 

and flexibility to work remotely.  

 

Each of these factors were highlighted as reasons for graduate Millennial employees resigning 

from the organisation. When asked about how the organisation can retain more graduate 

Millennial employees, the participants suggested that the above-mentioned factors be 

considered and implemented as part of the organisation’s retention strategy.  This suggest 

that the organisation's capacity to address the needs of its employees should not just be 

multifaceted, but should endeavour to be holistic with the view of fostering an open dialogue 

between employees and management. 

 

The secondary research questions were: 

 

i. Why do these employees stay or leave? 

 

A small number of participants, for example Participant C and Participant P, indicated personal 

reasons for leaving, such as the desire to start a business or to emigrate. The majority of 

participants that had left cited the reasons mentioned above and related strongly to the factors 

of people, emotions, career and benefits. Interestingly, the reason most employees had stayed 

with the organisation was not due to experiencing the opposite of what employees that had 

left experienced, as discussed above. Most participants indicated that they were currently 

open to opportunities outside the organisation. In the interviews, a reason many of these 

participants had not yet left was due to concerns regarding a lack of employment opportunities 

and job security in the country, which has recently been exacerbated by the impact of the 

COVID-19 pandemic. This indicated that participants stay because they have no alternative 

employment opportunities. Therefore, it can also be concluded that the majority of participants 

prioritise a stable income over job satisfaction and, when given the right opportunity by another 

organisation, they would leave. In contrast, a few participants highlighted supportive 

leadership as an important factor for retention. Participants with supportive leaders cited their 
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leader as their only reason for staying. This indicates that leaders at the organisation have a 

great influence on their employees and the work culture they create or promote determines 

how satisfied employees feel. Increased satisfaction results in an increase in retention. This 

aligns with other research conducted by Cherry (2020) and SHRM (2022).  

 

ii. Was the graduate programme beneficial to employees and does it improve retention? 

 

When asked whether the graduate programme was beneficial, majority of the participants 

indicated that it was. The findings revealed that the primary reason participants found the 

programme to be beneficial was due to the training provided, which focused on soft skills and 

personal development. Despite enjoying the training, the majority of participants indicated that 

the training provided did not align with the role they were going to be placed in and that they 

would have preferred training that would improve their skills and abilities related to their day-

to-day job requirements or tasks. The findings suggested that the graduate programme itself 

did not play a role in improving employee retention. In contrast, the expectations created prior 

to the start of the graduate programme and during the programme led to the participants 

feeling more dissatisfied once they had completed the programme as their expectations were 

not met.  

 

iii. What do Millennial graduates value at an organisation? 

 

The findings indicated that Millennial graduates in South Africa value acknowledging diversity 

at all levels, receiving recognition in the form of promotions and opportunities to lead, 

experiencing increased flexibility that would promote a healthier work-life balance, 

participating in open communication, being treated fairly, and receiving support from leaders 

at the organisation. This aligns with literature surveyed regarding the characteristics and 

values of Millennials (Van der Walt & Du Plessis, 2010; Pyöriä et al., 2017; Cheng, 2019; 

Barbosa, 2021; Abbot, 2022). When the above-mentioned factors are not visible or 

experienced by the organisation’s employees, it may lead to dissatisfaction and demotivation, 

which, in turn, leads to a higher employee turnover as they seek employment at organisations 

that affirm their values.  

 

iv. What can the organisation implement or change to retain more Millennial graduates? 

 

Though these have been discussed under the recommendations section of this Chapter 

(6.6.1), in summary, it is important that: the organisation involve hiring managers in the 

recruitment process for graduates; the organisation documents a growth or development plan 
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with each graduate; the organisation increases diversity and communicates initiatives; the 

organisation invests in diversity and inclusion training for all employees; the organisation 

conducts research on market-related salaries and adjusts salary scales; the organisation 

promotes work flexibility; and creates opportunities for travel and exposure. 

 

6.5. Return on Investment 

 

The aim of this study was to explore the views of Millennial employees with regards to the low 

retention rate of graduates experienced by an organisation operating in the Logistics industry 

in Gauteng, South Africa. The researcher interviewed 19 participants who completed the 

graduate programme at the organisation and were, at the time of the study, employed at the 

organisation or had since resigned. The choice of participants, data collection method and 

research instrument enabled the researcher to gain an understanding of the perspectives or 

views of employees and ex-employees, providing greater insight into the reasons why 

Millennial graduates opt to stay or leave the organisation. Based on the findings, the aim of 

this study was met. The researcher was also able to achieve the objectives of the study, which 

were to:  

 

I. Explore the views of current and past Millennial graduate employees regarding their 

experience at the organisation.  

II. Gain insights regarding the key factors or considerations leading to a low retention rate 

of Millennial graduate employees. 

III. Provide recommendations for the development of an effective strategy to retain more 

Millennial graduate employees in Logistics.  

 

By achieving the above-mentioned objectives, the researcher was able to contribute toward 

closing the gap in knowledge related to the retention of Millennials in Logistics from a South 

African perspective. In addition, the organisation being studied may be able to use the results 

of this study, and the recommendations provided, to improve its retention strategy for 

Millennial graduates.  

 

As indicated in Chapter 1, the organisation invests a substantial amount of money for the 

training and development of each graduate over the course of the programme. Should the 

organisation implement the recommendations provided in this study, it may increase the 

retention of its graduate Millennial employees. This in-turn would enable the organisation to 
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receive a return on its investment through the addition of new skills, knowledge and ideas 

generated by these employees to increase organisational performance.  

 

The results of this study will also create awareness around the key issues experienced by 

Millennial employees in Logistics, including factors related to job satisfaction and motivation, 

and may potentially be considered by other organisations in Logistics when developing their 

strategies to retain younger talent in the organisation.  

 

Lastly, this study provided a foundation for future studies to be built upon. Researchers may 

use the recommendations stated in this study to conduct further research in the field and 

contribute to closing the gaps in South African literature. Potential areas for future study are 

recommended in Section 6.8 below. 

 

6.6. Limitations of the study 

 

The following limitations should be taken into consideration when reviewing the findings of this 

study:  

 

Firstly, this study adopted a qualitative research methodology to obtain rich data regarding the 

factors related to the retention of Millennial graduates at a Logistics organisation. Research of 

a qualitative nature has often-times been criticised for lacking rigor due to researcher bias 

(Mackieson, Shlonsky & Connolly, 2019). While the researcher made an effort to reduce bias, 

she was aware that the potential for bias may exist, given her position within the organisation 

(refer to Section 3.4.1 in Chapter 3 which provides more detail on the position of the 

researcher). The researcher of this study identifies as a Millennial, joined the organisation 

being studied through the graduate programme, and is a current employee. Another limitation 

related to the researcher may be a lack of experience as a researcher. While a thematic 

analysis of the findings aided the researcher, she has no prior experience in collecting and 

interpreting data. 

 

Time constraints was another limiting factor, as the researcher had to complete the study 

within a relatively a short timeframe. The time available to complete the study was disrupted 

by COVID-19 pandemic. Due to the lockdown restrictions, as well as to ensure the safety of 

the participants, the researcher adapted from the originally proposed face-to-face interview, 

to conducting them via an online meeting platform instead. The inability to meet with the 
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participants in person may have possibly impacted the data collection process, as was 

discussed in Section 4.2.1.  

 

In addition, the researcher faced multiple barriers to obtaining approval for the collection of 

data at a competing organisation. Given the researcher’s time constraints, the researcher 

limited the study to only one organisation. It is noted that other factors such as personality 

profiles may have influenced participants decisions and interpretation of their experiences, 

however permission was not obtained to collect personality profiles, and this is beyond the 

scope of the study. As a consequence, the findings may not be generalisable to other 

organisations operating in the Logistics industry owing to the understanding that 

organisational culture is variable. Therefore, it is recommended that further research is done 

at similar organisations and in other industries in order to explore the factors related to the 

retention of Millennials (refer to Section 6.8 of this chapter for further discussion in this regard). 

 

The study was conducted in one geographical location, being the province of Gauteng in South 

Africa, and all of the participants interviewed are South African. As discussed in Chapter 5, 

familial and other social relationships have impacted the lens through which the participants 

view their employment situations.  While trends were identified, the findings may not be 

generalisable to a larger population in other part of the world.  

 

Despite the limitations mentioned above, the study provides valuable insights. The 

recommendations below may be useful in helping the organisation concerned increase 

employee retention and improve the management of the next iterations of the graduate 

programme. 

 

6.7. Recommendations 

 

In the discussion with the participants, the lack of factors for retention were often connected 

in causing challenges or frustrations. The following recommendations draw on more than one 

factor and align with the literature reviewed as well as the emergent themes that constituted 

the findings of this study 

 

6.6.1. Recommendations for the Organisation 

 

6.7.1.1. Involve hiring managers in the recruitment process for graduates 
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The findings indicated that the TML&D team, responsible for recruiting and managing the 

graduate programme, are not aligned with managers at the organisation who employ the 

graduates upon successful completion of the graduate programme. This lack of alignment 

results in the graduate programme being advertised by the TML&D team as a programme for 

the development of future leaders at the organisation. Consequently, graduates joining the 

organisation have expectations which are not met after the graduate programme, such as 

access to leadership opportunities and exposure across multiple facets of the organisation. 

As indicated in the literature, when these expectations are not met, the employees feel 

dissatisfied, unmotivated and begin to seek opportunities at other organisations (Ababneh, 

2020). To avoid such a scenario, it is recommended that the TML&D team meet with hiring 

managers prior to the recruitment process. The requirements and expectations of both parties 

should be clearly defined, discussed, and documented. Once this process has been 

completed, the TML&D team should create a recruitment campaign that supports the outcome 

of the meeting and decisions made. Expectations should also be discussed with prospective 

graduates during the recruitment process to ensure that the prospective graduates do not 

have expectations that the organisation cannot fulfil. Lastly, the TML&D team should include 

training related to the role the graduate will be placed in upon completion of the graduate 

programme.  

 

6.7.1.2. Document a growth or development plan with each graduate 

 

Once an individual is selected to join the graduate programme at the organisation, a growth 

or development plan should be created and discussed with the employee. This will provide 

the employee with an opportunity to share their interests and career goals. The plan should 

also outline the necessary steps or actions required to achieve the desired goals. In addition, 

a documented plan will enable the organisation and employee to identify gaps and generate 

ideas through ongoing dialogue to close these gaps. Based on the findings, the plan will make 

the employee feel valued and that they have a future at the organisation, which is necessary 

to improve employee retention (Investors In People, 2022). The plan will also assist the 

organisation with succession planning, as employees can be identified and developed early 

on. Furthermore, the organisation will not have to spend additional time and money on 

recruitment and training of other individuals. In order for the plan to be successful at achieving 

the desired outcome, it must be documented and accessible to leaders in the organisation. If 

a change is made to the employee’s reporting structure, the employees’ growth plans should 

not be impacted.  
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6.7.1.3. Increase diversity and communicate initiatives  

 

Challenges related to diversity were highlighted as the greatest challenge at the organisation. 

This had a negative impact on the way the participants view the organisation and their future 

at the organisation. The findings indicated that an increase in diversity, particularly at senior 

management level, would potentially lead to Millennial employees believing that there are 

opportunities for growth at the organisation, which would ultimately improve retention of these 

employees. It is, therefore, recommended that the organisation create a Diversity and 

Inclusion Council.  

 

A Diversity and Inclusion Council is a group of people at the organisation who meet on a 

regular basis to focus on diversity initiatives, develop a strategy and plans to increase diversity, 

and monitor the execution and effectiveness of these plans (Atcheson, 2020). The aim of the 

council is to place focus on diversity and inclusion at the organisation, engage senior 

leadership to foster a culture of diversity and inclusion and bring about change. Ideally, the 

council should be made up of employees at all levels of the organisation—from junior through 

to senior level—and should include employees belonging to different racial groups, religious 

groups, sexual orientations, genders, ages, economic backgrounds etc. By doing so, the 

organisation will benefit from multiple views and perspectives, and gain deep insight regarding 

diversity and inclusion issues that will enable the organisation’s senior management to make 

informed decisions. In addition, it is recommended that the creation of the council, and any 

diversity-related initiatives, are communicated to all employees of the organisation and at all 

levels. The information can be shared with employees by way of text or videos through 

communication technologies such as email and the organisation’s intranet. By doing so, 

awareness will be created, and employees will recognise that the organisation takes diversity 

and inclusion issues seriously, and makes organisational decisions with these in mind.  

 

6.7.1.4. Invest in diversity and inclusion training for all employees 

 

In addition to the above recommendation, it is important for employees at all levels to 

understand the basic tenets of diversity and inclusion. Based on the findings, the views of 

some of the participants have been shaped by the experiences of their parents and what they 

have been told. To create a culture that promotes diversity and inclusion, employees need to 

be equipped with unbiased information which will increase awareness and mindfulness when 

interacting with colleagues and to mitigate conflict. At present, the organisation does have an 

online training course on diversity and inclusion. However, the course is only compulsory for 

level five employees and up. A level five employee is a manager at the organisation. The 
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course is not easily accessible or promoted to other employees. It is recommended that this 

course is made available and is compulsory for all employees, and in-person or face-to face 

training should be conducted for blue-collar employees without access to a laptop or desktop.  

 

6.7.1.5. Conduct research on market-related salaries and adjust salary scales 

 

Another significant issue raised by the participants is fair remuneration. At present, employees 

are conducting their own enquiries and comparing their earnings to their peers. The results of 

the employees' enquiries reveal that employees at Logistics Organisation A earn less in 

comparison to their peers which is causing dissatisfaction. In addition, participants highlighted 

that men earn more than women at the organisation despite being in the same position. It is 

recommended that the organisation conducts a yearly review of salary scales in line with the 

market, taking gender, experience, and role responsibilities into consideration. For this 

purpose, it is suggested that the organisation make use of current technologies or software, 

such as Pay Scale. Pay Scale is an AI-powered compensation software which collects, 

validates, and analyses salary data to provide insight regarding market related salaries (Pay 

Scale, 2022).  The review should be shared with each employee through their Human 

Resources representative. If a gap does exist, an adjustment to the employee’s salary should 

be made accordingly. If a gap does not exist, then the findings of the salary review should be 

communicated with the employee in an effort to manage the employees’ expectations. An 

article by Pacific Crest Group (2022) states that conducting a regular salary review ensures 

that the organisation is providing a competitive salary to employees, and that employees 

remain motivated as they know that they are being compensated fairly. Having a standardised 

process for all employees will reduce issues related to favouritism and will ensure that 

employees are being treated equally and fairly (Pacific Crest Group, 2022). The findings 

revealed that fairness in relation to remuneration is very important to Millennial employees 

thereby suggesting that this recommendation will likely increase this group of employees’ trust 

in the organisation and level of satisfaction: both beneficial for employee retention.  

 

6.7.1.6. Explore the messaging around remuneration 

 

As indicated in sections 5.3.4 and 6.3 the participants in this study are interpreting 

remuneration as a symbolic message to determine their value at the organisation. While this 

might not be the intention of the organisation, it is what the participants perceive.  Therefore, 

the organisation should consider its messaging regarding remuneration. Diekmann (2015) 

conducted a study with Millennial employees to determine their pay perceptions and 

communication. She states that organisations that practice open communication regarding 
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remuneration are more likely to have employees that believe that they are being compensated 

fairly as communication about remuneration influences employees’ perceptions of fairness 

(Diekman, 2015). In addition, understanding the communication needs and preferences of the 

different generations which make up the organisation is important to increase satisfaction and 

retention (Diekmann, 2015). It has been noted that Millennial employees prefer open 

communication about remuneration compared to previous generations, such as Baby 

Boomers and Generation X, who are more private and prefer to not disclose information 

regarding remuneration (Diekmann, 2015). It is, therefore, recommended that the organisation 

implements a tailored strategy focusing on transparent and clear communication regarding 

remuneration with its employees. The organisation can share information digitally, through 

communication technologies, or during a meeting on how remuneration at the organisation is 

structured and what it is based on in an effort to educate its employees. By educating and 

effectively communicating, the organisation may be able to increase pay satisfaction without 

increasing pay levels (Diekmann, 2015).  

 

6.7.1.7. Promote work flexibility 

 

As mentioned in the previous chapter, the participants highlighted the desire for flexibility with 

regards to their work schedule. They indicated a preference for working remotely or a working 

culture that promotes hybrid working and a healthy work-life balance. Hybrid working may be 

described as a flexible work model that promotes a combination of working at the office and 

remotely (Webex, 2022). In a hybrid working model, employees have autonomy to make a 

decision regarding where they work based on where they will be most productive (Webex, 

2022). As stated in Chapter 5, the current COVID-19 pandemic allowed employees the 

opportunity to work from home and the collaboration and meeting tools available, such as 

Microsoft Teams, enabled continued productivity. In light of this, the findings suggest that 

employees do not believe it is necessary to incur additional costs such as the time and fuel 

costs incurred in commuting to work, in order to be at the office on a daily basis. Many 

organisations are adopting a hybrid working model to provide greater flexibility, maintain 

connections between colleagues, and increase job satisfaction for employees (Webex, 2022). 

It is, therefore, recommended that the organisation adopt a hybrid working model to increase 

employee satisfaction and retention. Team building days can be planned to allow employees 

the opportunity to connect with colleagues face-to-face, which is important to maintain a 

positive work culture.   
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6.7.1.8. Create opportunities for travel and exposure 

 

Based on the findings and suggestions from participants, it is recommended that the 

organisation implement a programme through which employees have the opportunity to work 

on projects in a different location, over a period of 6-12 months. This type of programme will 

likely attract and retain younger talent who are passionate about travelling and gaining new 

experiences as supported in the literature reviewed (Leonhardt, 2019). In addition, the 

opportunity to work in a different location where the organisation is based will enhance 

employee skills development, build cross-cultural capabilities, and foster relationships with 

colleagues in other parts of the world (Kastner, 2022). Organisations that have successfully 

implemented a similar programme include Nestle, Deloitte, General Electric and Cisco 

(Kastner, 2022). The organisation should conduct research regarding best practices to 

develop a formal programme to allow employees the opportunity to work on an assignment or 

project in a different country. A contract can be created between the organisation and 

employee to clearly define the terms of the project, duration for completion, conditions of travel 

expenses and the implication of failing to complete the assignment or project. A contract will 

safeguard the employee and the organisation to ensure ROI is achieved.  

 

6.6.2. Recommendations for participants 

 

It is recommended that participants proactively engage with the organisation regarding their 

remuneration, development plan, and career path. This could be achieved by setting up a 

meeting, taking down minutes of the meeting to ensure that the discussion is documented, 

and ensuring that all follow-up actions are completed. It is also recommended that participants 

spend time understanding and interacting with the different generations that make up the work 

force at the organisation in order to build relationships and improve the team dynamic.   

  

6.8. TIPSTM Managerial Leadership Framework  

 

The premise of the TIPSTM Managerial Leadership Framework focuses on the integration of 

four key elements – technology, innovation, people, and systems – to co-create an agile, 

aligned, and engaged organisation (Anderson, 2018). This study is aligned to the key elements 

of the TIPSTM Managerial Leadership Framework in the following ways. 

 

Firstly, in order to understand the organisational landscape, it is important to have a systemic 

awareness of the multiple sub-systems at play (The DaVinci Institute Annual Report, 2022). 

The phenomenon studied comprised of various sub-systems which required exploration.  
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The sub-systems included Millennial employees, organisational leaders, work culture, and 

macro environmental factors such as demographic and social forces. Furthermore, the trans-

disciplinary nature of this study required the researcher to apply a systemic lens to make sense 

of the phenomenon being explored and articulate the experiences of graduate Millennials 

currently and previously employed at [Logistics Organisation A]. By evoking a systemic 

awareness, the researcher was able to re-think and dissect assumptions about employee 

satisfaction, motivation, and retention to inform the recommendations for the future, as 

discussed in section 6.9. The transdisciplinary nature of this study enabled the researcher to 

embrace and recommend transdisciplinary learning (as described by The DaVinci Institute 

Annual Report, 2022). 

 

Secondly, the phenomenological approach taken in probing this challenge allows for 

collaborative and cooperative engagements with both current and former employees to 

support the co-creation of an improved process and workplace. This aligns with the 

competencies of facilitating conversations and the co-creation of meaning as described by 

The DaVinci Institute Annual Report (2022). 

 

Next, this study focused on the management of people, specifically Millennials, in order to 

understand the factors that motivate this group of individuals to stay or leave an organisation 

operating in the Logistics industry. To achieve this, it was also necessary to explore the 

characteristics and values of each generational cohort that make up the workforce to 

understand how they interact in the workplace, and the role of the organisation’s leaders with 

regards to employee satisfaction and motivation. 

 

Lastly, as mentioned in section 6.7., the integration of innovation and newer technologies will 

enable the organisation to overcome the current people-related challenges that it faces. As 

recommended, the organisation should use communication technologies to effectively share 

information and increase transparency throughout the organisation. It was also recommended 

that the organisation make use of innovative technologies such as AI-powered compensation 

software, to gain insight regarding market-related salaries in order to manage the expectations 

of employees, increase alignment between the organisation and its employees, and display a 

fair process to increase trust in the organisation. By doing so the organisation will be able to 

increase employee satisfaction and ultimately retention. In this way, it is hoped that aligning 

the management of people and technology will support workplace integration and 

performance output of the organisation (The DaVinci Institute Annual Report, 2022). 
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6.9. Recommendations for future/further research 

 

To expand the existing body of knowledge related to Millennials employed in the Logistics, 

industry, the researcher recommends that future research studies explore the following:  

 

Firstly, it is recommended that more than one organisation in the Logistics industry is studied 

further within the South African context in order to gain deeper insights and increase the 

generalisability of the findings for South African organisations. Thereafter, comparisons can 

be made to existing international research, or additional research can be done in other 

countries where organisations operate within the Logistics industry. 

 

It is also recommended that Millennial participants from different countries are included in the 

study to reduce cultural bias, obtain multiple viewpoints, and increase generalisability of 

findings to an international level.  

 

This study utilised one method of data collection only, it is, therefore, recommended that future 

research adopt more than one method, such as interviews, surveys and a document analysis. 

By utilising more than one method, future researchers will be better positioned to interpret and 

understand the data that is derived from studying human behaviour and motivation within an 

organisational context.  

 

This study exclusively focused on the viewpoints of Millennial participants. Future research 

could include participants from other generational cohorts in order to obtain more diverse and 

experience-related perspectives which would determine how different generations perceive 

work satisfaction and factors that would influence employee retention. 

 

Due to the qualitative nature and contextual focus of the study, the data set obtained in this 

does not allow for generalisation regarding gender and race. Furthermore, the study raises 

additional areas for investigation in this regard, and it is recommended that future studies 

employ quantitative methods to gather data pertaining to participant’s race and gender in order 

to provide more generalisable or replicable results. 

 

Lastly, the findings indicated that the current COVID-19 pandemic impacted the attitude and 

values of the participants. This was not significantly explored due to its lack of relevance in 

relation to answering the research questions, and to achieving the aim and objectives of this 

study. It is, therefore, recommended that the impact of COVID-19 on the attitudes and values 

of Millennials be further explored in future research.  
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To achieve this, it is recommended that all the participants be tracked, and interviews repeated 

with new graduates upon completion of the programme.  

 

6.10. Chapter Summary 

 

Chapter 6 provided a summary of the main findings discussed in chapters 4 and 5. The 

researchers key observations based on the interpretation of the data were highlighted and 

included the participants’ awareness of diversity, strong desire for equality and fairness, 

interpretation of remuneration as a symbolic message of their worth, and the influence of 

perceived job insecurity on the participants decision to leave or stay. Next, conclusions were 

made against the study research questions. Thereafter, aspects of ROI, potential limitations 

of the study, and its alignment to the TIPSTM framework were discussed. Lastly, 

recommendations to increase the retention of graduate Millennial employees were provided, 

along with recommendations for further research.  
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Annexure 2: Ethical Clearance Acceptance  
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Annexure 3: Consent to participate form 
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Annexure 4: Invite and Information Sheet 
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Annexure 5: Sample of graduate information 

 

 

 

 

 

 

 

 


