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Abstract

Orientation: Mining plays a significant role in the South African economy and is crucial for job creation opportunities. Mining organisations are plagued by various challenges, which include turnover intention.

Research purpose: The current study sought to establish whether employee empowerment (psychological and structural empowerment) predicts turnover intention in a mining organisation.

Research approach/design and method: The study followed a quantitative research approach and used a cross-sectional design. A non-probability sampling technique was used, and a purposive sampling method was selected. The sample comprised 371 mining employees (men = 276; women = 95). Data were collected through pre-established measures, all of which reported acceptable Cronbach’s alphas. Various statistical techniques were employed to address the main research objective.

Main findings: Employee empowerment negatively impacts turnover intention. The employees who perceived having informal power were more likely to consider leaving the organisation. Employees who perceived less formal power were more likely to consider leaving than the employees who perceived having formal power.

Practical/managerial implications: Recommendations are made to HR practitioners regarding employee empowerment of mining employees, which, when implemented, have the potential to reduce employee turnover intention.

Contribution/value-add: The results of this study provide a better understanding to human resource managers about the relationship between employee empowerment and turnover intention of mining personnel. This study contributed to theory, as some key findings are different from previous studies within the South African context.
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Introduction

The mining industry is a key to the economy and the development of South Africa, as it employs a significant percentage of the South African population (Marais et al., 2018; Neingo & Tholona, 2016). It is known that mining activities largely influence the socio-economic conditions of the people in mining communities (Kane-Berman, 2018) and do so by contributing towards the community’s employment, education and increased infrastructure (Mancini & Sala, 2018). According to Chaskalson (2016), South Africa is the largest platinum producer globally and accounts for 87% of the world’s platinum-group metals. Since the 1880s, South Africa has extracted large quantities of gold. However, the interplay of gold prices and increased production costs has resulted in some mining operations’ downsizing and others completely shutting down. This has slowed business outputs and consequently negatively affected the economy and the country’s development (Marais et al., 2018). Mining remained one of the main drivers of the South African economy and accounted for approximately 8% of the country’s gross domestic product (GDP) in 2015 (Republic of South Africa, 2020).

Background to the study

Some mining operations experience difficulties in retaining employees because of various factors, such as treatment by supervisors and lack of career growth prospects (Brown, Susomrith, Sitlington, & Scott, 2014). More so, business environments are characterised by fluctuating markets and organisational restructurings (Dhanpat & Parumasur, 2014), and these events are likely to result in uncertainty within businesses (Buta & Burciu, 2014). Organisational restructuring and downsizing have negative implications for mine employees who survive retrenchments in that it is expected of these remaining workers to increase their outputs to sustain business profits (Chen, Chen, Zhu, Qi, & Long, 2015). The mining work environment is exacerbated by dynamic global trends, technological advancement and changing environmental regulations that seem to expose mine employees to occupational stress (Mościcka-Teske, Sadłowska-Wrzesińska, Najder, & Butlewski, 2019). In addition to this, mining is risky to the health and safety of employees (Amponsah-Tawiah, Leka, Jain, Hollis, & Cox, 2013; Kasap, 2011; Paul & Maiti, 2007). Historically, in South Africa, men came to work in the mines to provide for their families; many were injured or died in the line of duty and never returned to their families (Masia & Pienaar, 2011). Some employees travel long distances to the workplace and are expected to meet steep production targets to qualify for production bonuses (Chimamise et al., 2013; Mclean, 2012). It is suggested that these circumstances take a toll on employees, and support from the managers is necessary. Therefore, based on the work environment at mines and employees’ perceiving that they are not treated well by their managers, turnover intention may arise (Amponsah-Tawiah, Ntow, & Mensah, 2016).

The study’s objective was to establish if employee empowerment (psychological and structural empowerment) predicts turnover intention in a mining company. The sub-objectives of the study are to establish if employee empowerment predicts turnover intention, to establish a relationship between employee empowerment and turnover intention and to elicit whether there are significant differences in the views regarding employee empowerment and turnover intention of employees along the lines of biographical characteristics (age, gender, tenure and work experience). There is a paucity of research regarding the relationship between employee empowerment and turnover intention within the mining industry. This study sought to close the gap regarding this phenomenon.

Employee empowerment

The notion of employee empowerment can be derived from concepts of participative management, industrial democracy and job enrichment (Spreitzer, De Janasz, & Quinn, 1999). To empower implies giving power to someone else (Conger & Kanungo, 1988). It can be suggested that if Person B is empowered, dependency on Person A may cease (Kanter, 1993). Employee empowerment enables employees to make decisions and take risks to try something new (Spreitzer & Doneson, 2005). The current study will mainly look into two types of employee empowerment: structural and psychological empowerment.

Structural empowerment

Kanter (1977, 1993) defined structural empowerment in relation to the actions an organisation takes to equip the employee. Structural empowerment refers to the availability of opportunities, information, resources and support for the employees in the workplace (Kanter, 1993). These avenues are accessed through formal job characteristics (formal power) and informal job characteristics, such as alliances with superiors, peers and subordinates (informal power; Kanter, 1993). Opportunity refers to future prospects for promotion or acquiring new skills crucial for successful performance of the job and an increase in rewards (Kanter, 1993). Information refers to the sharing of important information by the organisation with employees. This information may pertain to productivity, costs, financial performance (Seibert, Silver, & Randolph, 2004), expertise, data and technical knowledge (Kanter, 1977, 1993). Access to resources refers to the timeous provision of equipment, material and human resources in an endeavour to achieve business goals (Kanter, 1977, 1993; Laschinger, 2012). Support means having the necessary help or advice to solve work-related problems (Kanter, 1977, 1993; Laschinger, 2012).

Psychological empowerment

Psychological empowerment refers to increased intrinsic task motivation emanating from four perceptions: meaningfulness, competence, choice and sense of impact (Thomas & Veldhouse, 1990). Borrowing from Thomas and Veldhouse’s definition, Spreitzer (1995) defined psychological empowerment as ‘a motivational construct manifested from four cognitions: meaning, competence, self-determination, and impact’ (p. 1444). Meaning refers to the employee’s view that his or her work is important (Quinn & Spreitzer, 1997). Competence refers to the employees’ perceptions regarding their capability to perform such tasks (Menon & Vos, 2007; Quinn & Spreitzer, 1997). Self-determination (choice) is the liberty and the autonomy that employees may have to perform their daily tasks (Quinn & Spreitzer, 1997; Seibert et al., 2004). Impact is the degree to which the behaviour of employees determines whether they become successful in their areas of responsibility (Thomas & Veldhouse, 1990).

Antecedents of employee empowerment

A conducive environment for employee empowerment is characterised by clear articulation of organisational vision, openness, teamwork and a sense of support by managers (Quinn & Spreitzer, 1997). Supervisory style (e.g. authoritarian and lack of reason for actions), reward systems (e.g. low incentive value of rewards and lack of competence-based rewards), job design (e.g. lack of role clarity, training and technical support) and organisational factors (e.g. competitive pressures and poor communications) serve as determinants of employee empowerment (Conger & Kanungo, 1988). Organisational support and clear understanding of roles by employees seem to predict psychological empowerment, which may eventually lead to productive, creative behaviour (Kang et al., 2020). Employees with a high power distance culture may perceive higher psychological and structural empowerment in their work. In contrast, employees with individualistic cultures may perceive lower structural and psychological empowerment, although they are exposed to the same empowering practices (Jiang, Wang, Chu, & Zheng, 2019).

Employee empowerment and organisational outcomes

Empowerment initiatives such as career development may improve the relationship between managers and subordinates (Ertürk & Vurgun, 2015). Highly empowered employees are likely to perform better because of better insight into their work environment (Mahmood & Sahar, 2017). Employee empowerment leads to job engagement (Jiang et al., 2019) and job satisfaction (Choi, Goh, Adam, & Tan, 2016). Paynton (2008) found that nurses make use of informal power to achieve their objectives. Amongst other things, they utilise their expertise to influence the physicians to make decisions that they deem fit for patients’ specific medical conditions. Informal power helped immigrant nurses to learn a new language (Eriksson & Engstrom, 2018). At the same time, perceptions of formal and informal power may influence perceived access to organisational empowerment structures. In combination, formal power, informal power and access to empowerment structures predict the extent of involvement in work-related decisions (Laschinger, Sabiston, & Kutszcher, 1997). Access to organisational empowerment structures is associated with higher formal and informal power (Laschinger et al., 1997).

Empowerment also brings about job enrichment and consequently improves retention (Mahmood & Sahar, 2017). Empowered employees tend to remain with their current employer during difficult and challenging times (Bester, Stander, & Van Zyl, 2015). It is suggested that empowering managerial practices may lead to an energetic and resilient workforce (Van Schalkwyk, Du Toit, Bothma, & Rothmann, 2010). Empowered employees become innovative, which eventually assists in bringing about customised solutions for an organisation’s clients (Kostopoulos, 2019).

Empowered employees have the responsibility to make decisions about their work and how it is performed (Motebele & Mbohwa, 2013). They tend to be transformational in their leadership approach and tend to make significant changes in their work environment (Quinn & Spreitzer, 1997; Spreitzer et al., 1999). Both psychological and structural empowerments are the vital antecedents of employees’ commitment (Aggarwal, Dhaliwal, & Nobi, 2018). When employees perceive that they are psychologically empowered, they may engage in citizenship behaviours, which may eventually decrease their turnover intention (Bester et al., 2015; Fasanmi & Ago-Iwoye, 2018; Rogers, 2016).

Turnover intention

Turnover intention is a sign that the employee intends to leave the organisation or indicate the intention to secure another job (Brien, Thomas, & Hussein, 2015; Ferede et al., 2018; Jung, 2014; Meyer & Tett, 1993; Vandenberg & Scarpello, 1990). The concept of turnover intention refers to an employee’s deliberate decision to leave the current employer (Meyer & Tett, 1993) and look for better opportunities (Brewer & Kovner, 2014).

Turnover intention and previous research

Investigation on turnover intention is imperative as it serves as a dipstick of the organisation’s well-being (Jung, 2014). Intention to quit the organisation can be attributed to work-related factors such as managerial practices (e.g. remuneration strategy, supervision style) and different organisational characteristics (Kim & Fernandez, 2017). Turnover intention may cause employees to be less committed to their work and negatively impact their outputs (De Simone, Planta, & Cicotto, 2018). Employee retention is key for survival in a competitive labour market (Rogers, 2016). Lu, Sun and Du (2016) found that highly employable workers seem to have less turnover intention, even when there are fewer career development opportunities within their organisation. A possible cause of this behaviour is the recent uncertainty in the labour market. The organisation in which the study was conducted had a good reputation; this may have contributed to why the highly employable employees did not intend to leave the organisation. Employees who intend to leave the organisation to become a liability to the organisation (Jung, 2014; Xiong & Wen, 2020) because their organisational commitment tends to decrease (Xiong & Wen, 2020). In light of this, organisations may prefer employees to leave rather than stay whilst they are less committed. Organisational initiatives that seek to address turnover intention may lower the costs associated with the demand and supply of personnel (Jung, 2014). Managers with long job tenure but lacking upward mobility opportunities are more likely to resign than those who have experienced great career success. At the same time, managers with long job tenure and high responsibility are more likely to leave than those with lower responsibility (Taylor, Audia, & Gupta, 1996). Within a mining setting, it is to our knowledge that such research has not yet been established.

Research design

This cross-sectional study followed a quantitative research approach. Quantitative research establishes relationships between variables appropriate for large samples and makes inferences to test existing theory (Saunders, Lewis, & Thornhill, 2016).

Research procedure

The current study was conducted in a single mining organisation based in Gauteng province in South Africa. Data were collected through the use of a survey after ethical clearance was obtained from the University of Johannesburg. Data collection took approximately 3 months. The questionnaires were paper-based, and envelopes were provided in which the questionnaires were sealed. The questionnaires comprised four sections, namely, biographical information and the three scales listed below (see Measuring Instruments). Permission was requested from the employer to contact the selected sample. Questionnaires were distributed to the respondents for completion and then returned into a secured box at the training centre reception area. After the responses were received, they were captured on a Microsoft Excel spreadsheet and then imported directly into IBM SPSS (Version 25.0) for statistical analysis.

Research participants

Participants were selected from employees who could read and understand English across all occupations in the mine. Purposive sampling (a non-probability technique) requires researchers to use their judgement to select cases that will assist in answering the research questions, which is why it is often referred to as judgemental sampling. The current study used purposive sampling to enable the researcher to target respondents who could read and understand English. The problem with purposive sampling is its inability to provide a statistically representative sample (Saunders et al., 2016). The research was conducted on a final sample of 371 employees. A biographical questionnaire was used to collect information about the respondents, such as gender, age, education, race, home language, work experience and tenure.

The sample comprised of 74.40% men (n = 276) and 25.60% women (n = 95). In terms of age, 49.86% of employees (n = 182) fell into the category 30–39 years old, followed by 23.83% (n = 87) who were 40–49 years old; 20–29 year-olds represented 15.89% (n = 58), 9.59% were in the category 50–59 years old (n = 0.55) and the least represented were the 60–65 years old (n = 2). Most respondents belonged to the Black race group (n = 353; 95.1%). Most respondents were employed as operators, general workers and trainees (n = 186; 51.81%). Most respondents were employed between 3 and 6 years (n = 149; 40.93%), whilst only 9.06% of employees (n = 33) had been employed at the company for more than 16 years at the mine.

Measuring instruments

The following measures were used: the Psychological Empowerment Scale (PES; Spreitzer, 1995), Structural Empowerment Scale (SES; Laschinger, Finegan, Shamian, & Wilk, 2001) and the Turnover Intention Scale (TIS; Sjoberg & Sverke, 2000).

Structural empowerment scale

The SES is a 19-item measure of six dimensions: opportunity, support, resources, information, informal power and formal power (Laschinger et al., 2001). In the current study, the scale was adapted for the mining industry. The items are scored on a 5-point Likert-type scale ranging from 1 (none) to 5 (a lot) and include statements such as ‘The chance to gain new skills and knowledge on the job’. Smith, Capitulo, Quinn Griffin and Fitzpatrick (2012) reported acceptable Cronbach’s alpha coefficients for the six dimensions: information (0.80), opportunity (0.76), support (0.92), formal power (0.93), resources (0.81) and informal power (0.87).

Psychological empowerment scale

The PES (Spreitzer, 1995) is a 12-item measure of four dimensions: meaning, competence, self-determination and impact. The items are scored on a 7-point Likert-type scale ranging from 1 (strongly disagree) to 7 (strongly agree) and include statements such as ‘I can decide on my own how to go about doing my work’. Stander and Rothman (2010) reported acceptable Cronbach’s alpha coefficients for the four dimensions: meaning (0.83), competence (0.74), self-determination (0.76) and impact (0.77).

Turnover intention scale

The TIS is a three-item measure (Sjoberg & Sverke, 1996), scored on a 5-point Likert-type scale ranging from 1 (strongly disagree) to 5 (strongly agree) and includes statements such as ‘If I was completely free to choose, I would leave this job’. Bester et al. (2015) reported an acceptable Cronbach’s alpha coefficient of 0.83.

Statistical analysis

The data were analysed through Statistical Package for the Social Sciences. In the first step of statistical analysis, data were checked for a range of responses, typing mistakes, incomplete questionnaires and statistic outliers. Statistical analysis techniques included descriptive statistics, inferential statistics, regression analysis, reliability and validity. Descriptive statistics enabled the researcher to present the data in a meaningful way. Measures of central tendency, measures of spread (Saunders et al., 2016), skewness and kurtosis values were used to check the normality of data (Pallant, 2016). Previous studies have validated the measures used in the current study. Stander and Rothman (2009) conducted a confirmatory factor analysis (CFA), which revealed a strong factor-analytic fit of the PES to other samples in South Africa.

Spearman’s rank correlation was utilised to explore the strength and the direction of the relationship between employee empowerment and turnover intention. The logistic regression was used, because the data were skewed and the dependent variable was categorical: intention to leave (coded 0) and intention to stay (coded 1). Logistic regression was used to forecast whether employees belonged to the category ‘intention to leave’ or ‘intention to stay’ (Pallant, 2016). An independent-samples ttest was conducted to compare the scores for structural empowerment, psychological empowerment and turnover intention for males and females (Pallant, 2016).

Ethical considerations

Ethical clearance was obtained from the Department of Industrial Psychology and People Management research ethics committee. The ethics committee of the University of Johannesburg [ethical clearance code, IPPM-2019-401(M)] and the mining organisation in question approved the study procedures before the study commenced. The researcher signed confidentiality declarations to ensure the anonymity of the participating mine. The respondents were protected from emotional and psychological harm and embarrassment. Hard copies of the questionnaire will be securely stored for a period of 5 years.

Results

Descriptive statistics

The descriptive analysis for structural empowerment, psychological empowerment and turnover intention is presented (Table 1). The mean scores for the items within the structural empowerment sub-dimensions ranged from 3.4 to 3.74. This may indicate that the employees in this study perceived that they did receive some structural empowerment in the workplace. Acceptable Cronbach’s alpha coefficient values were achieved and ranged from 0.64 to 0.83, suggesting internal consistency. Acceptable Cronbach’s alpha coefficient values of 0.64 were derived. Opportunity obtained a value is under 0.70, it was essential to assess the mean inter-item correlations to confirm internal consistency. According to Pallant (2010), measures that have a small number of items (under 10) are likely to yield lower reliability scores. Upon inspection of the mean inter-item correlation, the value achieved was 0.37, below the cut-off point of 0.40. The mean scores for the items within the psychological empowerment sub-dimensions ranged from 5.04 to 6.27. This may indicate that the employees in this study perceived that they are psychologically empowered in the workplace. Acceptable Cronbach’s alpha coefficient values were achieved and ranged from 0.79 to 0.88, suggesting internal consistency. The mean scores for the items within the TIS ranged from 3.50 to 3.78, with an average mean value of 3.62. This suggests that employees disagreed slightly that they intended to leave the company. An acceptable Cronbach’s alpha coefficient value of 0.86 was reported, suggesting internal consistency.
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Logistic regression

A direct logistic regression analysis was employed to assess the impact of employees’ psychological empowerment and structural empowerment on turnover intention. The model contained four independent variables for psychological empowerment (viz. meaning, competence, self-determination and impact) and six independent variables for structural empowerment (viz. opportunity, information, support, resources, informal power and formal power). The final model contained three independent variables relating to psychological and structural empowerment (formal power, informal power and meaning), which were statistically significant, X² (3, n = 359) = 95.7%, p < 0.001. This indicates the model distinguished between participants who intended to leave the organisation and those who intended to stay.

The Hosmer–Lemeshow test was employed to confirm the goodness of fit. A significance value greater than 0.05 indicates the model distinguished between participants who intended to leave the organisation and those who intended to stay. The chi-square value for the Hosmer–Lemeshow test was 8.873, with a significance level of 0.353. According to Pallant (2016), a value greater than 0.05 suggests support for the model.

The Cox and Snell and Nagelkerke R-square values were calculated. The model explained between 8.88% (Cox and Snell R-square) and 11.80% (Nagelkerke R-square) of the variance in employee empowerment and turnover intention. The results are represented (Table 2).
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The model correctly classified 63% of the cases, which was an improvement over the 51.5% in the model without the predictors (see Table 2). In this instance, it is evident that the model correctly classified 59.2% of people thinking of leaving (also to be found in Table 2).

From the original 10 independent variables, only three contributed significantly to the model (Table 3). These variables included informal power (B = 0.414), meaning (B = −0.296) and formal power (B = −0.639). The strongest predictor of turnover intention was assessed using the odds ratio. Pallant (2016) suggested that those values should be inverted for odds ratios that scored less than 1 (1 divided by the value) to assist with interpretation. In this case, formal power and meaning achieved values less than 1, and the odd ratios are hence inverted. In doing so, formal power obtained an odds ratio of 1.893, suggesting that employees who perceive less formal power are almost 1.9 times more likely to consider leaving than the employees who perceived having formal power, controlling other factors in the model. This was followed by informal power, as this recorded an odds ratio of 1.512. Informal power achieved a positive beta value. In this case, employees who perceived having an increase in informal power were 1.5 times more likely to consider leaving than those who did not perceive that they had informal power, controlling all other factors in the model. According to Pallant (2016), a negative beta value suggests that an increase in the independent variable score will decrease the dependent variable’s probability (turnover intention). Meaning obtained an odds ratio of 1.34, which suggests that employees who perceived less meaning in their work were 1.34 times likely to think about leaving the organisation when compared to the employees who perceived meaning in their job, controlling other factors in the model.
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Correlation analysis – Structural empowerment, psychological empowerment and turnover intention

A weak, negative correlation between structural empowerment and turnover intention (rho = −0.23, n = 366, p < 0.01) with lower levels of structural empowerment associated with increased turnover intention is revealed (Table 4). Hence, a negative correlation exists. There was a weak, negative correlation between psychological empowerment and turnover intention (rho = −0.15, n = 368, p < 0.01), with lower levels of psychological empowerment associated with increased turnover intention. Hence, a negative correlation exists. A positive correlation was established between structural empowerment and psychological empowerment (rho = 0.48, n = 369, p < 0.01), with higher levels of structural empowerment leading to psychological empowerment.
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Spearman’s rank correlation coefficient work experience, structural empowerment, psychological empowerment and turnover intention

Only the correlation between work experience and psychological experience was significant (Table 5). There was a weak, positive correlation between work experience and psychological empowerment (rho = 0.14, n = 365, p < 0.01). Employees with longer work experience were associated with higher levels of psychological empowerment.
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Independent samples t-test: Gender on structural empowerment, psychological empowerment and turnover intention

An independent samples t-test was conducted to compare the scores for structural empowerment, psychological empowerment and turnover intention for males and females. This also addresses the sub-research question that sought to elicit significant differences in the views regarding employee empowerment and turnover intention of employees varying in biographical details. It is evident that there was no significant difference in the scores for males (M = 3.58; standard deviation [SD] = 0.72) and females (M = 3.43; SD = 0.68) regarding structural empowerment, t(365) = 1.78, p = 0.075 (Table 6 and Table 7). There was a significant difference in the scores for males (M = 5.73; SD = 0.85) and females (M = 5.44; SD = 0.96) regarding psychological empowerment, t(368) = 2.65, p = 0.075. A medium effect size of 0.30 was computed. There was no significant difference in the scores for males (M = 3.60; SD = 1.88) and females (M = 3.70; SD = 1.97) regarding turnover intention, t(364) = −0.42, p = 0.675.
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Discussion

The current study sought to establish if employee empowerment (psychological and structural empowerment) predicts turnover intention in a mining organisation. The study further sets out to establish a relationship between employee empowerment and turnover intention and elicits whether there are significant differences in employee empowerment and turnover intention along the lines of biographical characteristics (age, gender, tenure and work experience).

Structural empowerment and turnover intention

The mean values for all the structural empowerment dimensions ranged between 3.40 and 3.74, suggesting that the respondents perceived some access to all the structural empowerment avenues. However, none of the structural empowerment dimensions (i.e. opportunity, information, support and resources) were statistically significant, which means that none predicted turnover intention. This is intriguing, as no previous studies have come to the same conclusion. For example, Nie, Lamsa and Pucetaite (2018) found that equal career opportunities across all genders may prevent turnover intention of female employees. The organisation that embraces information stands a better chance of being responsive to dynamic business needs (Choo, 1996). When resources are accessible to the employees, this may lead to employee well-being, improved performance (Nielsen, Nielsen, Ogbonnaya, & Känsälä, 2017) and lower stress levels (Yaldiz, Truxillo, Bodner, & Hammer, 2020). Caring and supportive supervisors and team members become the true ambassadors of the organisation, and because of them, employees tend to see the organisation in a good light (Valcour et al., 2011). This suggests that although the employees in this organisation had some access to the empowerment avenues, they may not have been accessible enough to cause the intention to stay.

The results of the study revealed that formal power (odds ratio = 1.89) was the strongest predictor of turnover intention. This suggests that employees who perceived an increase in formal power were 1.89 times likely not to leave the organisation. Formal power enables the employees to make decisions and be innovative and flexible about their jobs (Laschinger, 2012), which can help them be in charge of their outcomes. Access to formal power is thought to be instrumental in improving organisational performance in that it enables the employees to be responsive to changing business needs (Young-Hyman, 2017). Mine employees who perceived formal power were likely to feel good about the opportunity to contribute to the business, hence the intention to stay.

Similarly, informal power recorded an odds ratio of 1.512. This shows that employees who perceived informal power were approximately one and a half times more likely to think of leaving the organisation. One would have expected that employees who perceived informal power would not intend leaving the organisation. In contrast to formal power, informal (personal) power does not depend on one’s formal position but can be attributed to the individual’s unique characteristics such as expertise, respect and so forth (Van Zyl, 2016). According to Kanter (1993), access to resources, information, support and knowledge can be accessed through both formal (formal power) and informal mechanisms (informal power). Considering this, it is expected that the employees who perceived having informal power would have greater access to empowerment avenues. The possible explanation is that in this particular organisation, one does not necessarily require informal power to have access to these avenues, as they are available to all. Employees with informal power are often asked by colleagues and managers for assistance (Laschinger, 2012). This may have happened in this organisation, but these employees may have perceived the extra tasks as a burden rather than informal power, mainly because the mining environment is characterised by hard labour (Chimamise et al., 2013; Mclean, 2012). In an industry in which hard labour is inherent, these extra tasks may have exacerbated these employees’ already demanding work conditions. In an endeavour to save themselves from trouble that can be associated with the act of denying such requests, they may have complied, even if they were not happy about it. Thus, employees who possess informal power are more likely to think of leaving the organisation.

Psychological empowerment and turnover intention

Out of the four psychological empowerment dimensions (viz. meaning, competence, self-determination and impact), only meaning was statistically significant. Previous studies have not reported on whether competence, self-determination or impact can predict turnover intention. For example, Mikuljevi (2013) found that competent employees become a valuable asset and competitive advantage of an organisation. They provide an impulse to the business and play a vital role in the achievement of organisational goals. At the same time, supervisors with supervisory competency skills become effective in managing the workforce (Vijayabanu & Therasa, 2016). Employees who are self-determined tend to be engaged in their jobs (Parker, Jimmieson, & Amiot, 2010). Looking at the average mean values of these three dimensions (competence, self-determination and impact), it is evident that, to some extent, the employees in this organisation perceive themselves to be competent, having self-determination and making a significant contribution towards the achievement of business objectives (impact). However, these dimensions did not predict turnover intention.

Meaning obtained an odds ratio of 1.34, which suggests that employees who perceive less meaning in their work are 1.34 times likely to think of leaving the organisation compared to the employees who do not find meaning in their job. According to Schnell, Höge and Pollet (2013), the interaction between the supervisor and team members is a key in influencing work meaningfulness. These employees may have perceived less meaning in their jobs because of a lack of healthy interaction with their supervisors, hence the intention to quit. In light of this, they may not have seen the importance of pursuing their current jobs (Quinn & Spreitzer, 1997). Meaningfulness is likely to be perceived in an organisational environment where the employees’ well-being is embraced and their views are valued (Schnell et al., 2013). Employees who find meaning in their work have a sense of purpose, experience their job as important to them and are far less likely to leave their employer. Mining employees can find meaning in their job if they perceive that they are well taken care of.

Correlation analysis – Employee empowerment on turnover intention

Spearman’s rank correlation coefficient was employed to answer this sub-research question. There was a weak, negative correlation between structural empowerment and turnover intention (rho = −0.22, n = 366, p < 0.01). This suggests that lower levels of structural empowerment are associated with increased turnover intention. Hence, a negative significant correlation exists. At the same time, there was a weak, negative correlation between psychological empowerment and turnover intention (rho = −0.15, n = 368, p < 0.01), with lower levels of psychological empowerment associated with increased turnover intention. Hence, a negative significant correlation exists. This suggests that when the employees experience disempowerment, they may consider leaving the organisation (Smith et al., 2012). Employee empowerment leads to job engagement (Jiang et al., 2019) and job satisfaction (Choi et al., 2016).

The employees in this organisation may have felt disempowered, subsequently disengaged in their jobs and decreased job satisfaction, hence the intention to leave. The problem with turnover intention is that it may cause employees to be less committed (Xiong & Wen, 2020) to their work and, consequently, negatively impact their outputs (De Simone et al., 2018). In this way, these employees become a liability to the organisation (Jung, 2014; Xiong & Wen, 2020). It can be suggested that if mine employees become less committed because they intend to leave the organisation, they are likely to display unsafe and counterproductive behaviours.

A positive correlation was established between structural empowerment and psychological empowerment (rho = 0.48, n = 369, p < 0.01), with higher levels of structural empowerment leading to psychological empowerment. This finding is confirmed by the study of Laschinger et al. (2001). Similarly, Wagner (2010) found that there is a relationship between structural empowerment and psychological empowerment. This suggests that if employees perceive that they have structural empowerment, they consequently perceive that they are psychologically empowered. If structural empowerment avenues (support, resources, information and opportunities) are provided to the employees, this may lead to their perceiving psychological empowerment.

Correlational analysis of work experience, structural empowerment, psychological empowerment and turnover intention

There was a weak, positive correlation between work experience and psychological empowerment (rho = 0.14, n = 365, p < 0.01). Employees with longer work experience presented with higher levels of psychological empowerment. Previous studies did not report on the correlation between work experience and psychological empowerment. A possible explanation for why the experienced employees perceived more psychological empowerment in this organisation is that, once again, they may have developed a healthy relationship with their supervisors and colleagues over the years. Experienced employees may have pursued their jobs long enough for them to have become part of their lives. There was no significant correlation amongst work experience, structural empowerment and turnover intention.

Independent-samples t-test: Gender on structural empowerment, psychological empowerment and turnover intention

An independent samples t-test was conducted to compare the scores for structural empowerment, psychological empowerment and turnover intention for males and females, and addresses the sub-research question to investigate biographical differences. There was no significant difference in the scores for males and females regarding structural empowerment. To a large extent, the gender of the employees in this mine did not influence how these employees perceived access to formal and informal power. This sheds some light on the progress of women empowerment at this particular mine and may suggest that both men and women in this mine have equal chances to acquire formal and informal power.

There was, however, a significant difference in the scores for males and females regarding psychological empowerment. A medium effect size of 0.30 was computed. This difference sheds some light on how males and females perceive psychological empowerment in this organisation. Females perceived less psychological empowerment than males. On the contrary, Boudrias, Gaudreau and Laschinger (2004) found that psychological empowerment could be assumed to be the same across the male and female employees, although the study was conducted in a different sector. This finding can be attributed to the difficult (Chimamise et al., 2013; Mclean, 2012) and dangerous conditions in which the mining employees work (Amponsah-Tawiah et al., 2013; Kasap, 2011; Paul & Maiti, 2007). These conditions may have resulted in female employees’ perceiving relatively lower psychological empowerment in their jobs than did the men. This can be attributed to the fact that mining organisations are traditionally a male-dominated working environment (Botha & Cronje, 2015).

There was no significant difference in the scores for males and females regarding turnover intention. The chances that the female employees intended to resign were almost equal to those of the male employees. On the contrary, Nie et al. (2018) found that the availability of equal career opportunities across all genders may prevent turnover intention of female employees. However, career opportunities acted as a moderating variable. One would have expected the female employees in this organisation to experience higher turnover intention levels because they experienced less psychological empowerment in their jobs. However, this mine is not the case, which can be attributed to today’s business environment characterised by fluctuating markets and organisational restructurings (Dhanpat & Parumasur, 2014). The employees (both male and female) in this organisation may have been bothered by the prevalent retrenchments in the mining industry (Marais et al., 2018), hence no correlation existed between gender and turnover intention.

Limitations of the study

The shortcoming that can be associated with a cross-sectional approach is its inability to measure change in a phenomenon over a period of time (Saunders et al., 2016). Because of the sensitivity of some variables, some respondents may have provided socially desirable responses. Quantitative data were collected because the researcher was looking for causal relationships; this type of study is unable to provide a narrative as to why the respondents behaved in a certain way. The study was conducted in one mining organisation, hence, it cannot be generalised to other industries, and the results should, therefore, be interpreted with caution.

Recommendations and managerial implications

In light of the excessive costs associated with turnover, turnover intention should be avoided by all means. When employees are empowered, their turnover intention tends to decrease. Human resource (HR) managers need to be innovative in ensuring that employees are empowered in terms of structural and psychological empowerment. Although structural empowerment does not predict turnover intention, employees must be structurally empowered. Such avenues should be provided by the organisation through HRs and employees direct line managers. Although the employees in this organisation acknowledged that they had some access to empowerment avenues such as resources, support, information and opportunity, these did not predict turnover intention. This has serious implications to the HR managers of this mining organisation to focus on formal power and informal power and not lose sight on the aforementioned empowerment dimensions. Human resource managers would need to investigate how they could help employees to find meaning in their jobs. Cultivating meaning through various HR interventions will assist in reducing turnover intention. Employees at the mine do possess informal power, and HR can enhance this by providing opportunities for collaboration between subordinates, peers and line managers. Employees perceived that they were not afforded opportunities to make decisions on their own. This is understandable, especially for the lower-level employees, as they may not have absolute autonomy. However, because of the risky nature of the underground workplace, it would be recommended that Section 23 of the Mine Health and Safety Act (that empowers the employees to withdraw from unsafe places; Republic of South Africa, 1996) be emphasised on these employees so that they know that they can at least make their own decisions regarding their safety. Human resource managers in the organisation where the study was conducted would need to cautiously monitor employees who have informal power, as this study has revealed that they may be more inclined to leave the organisation.

Employees may feel empowered (psychological or structural) in their work. Based on their empowerment levels, it may lead to employees leaving as such organisations need to find solutions and HR to provide opportunities and resources for employees to feel empowered.

Recommendations for future research

The insights provided by the current study can assist future researchers in considering alternate measures for structural empowerment and psychological empowerment. This recommendation is motivated by the fact that only three contributed significantly to the model out of the original 10 empowerment variables investigated. These variables were formal power, informal power and meaning. This may have something to do with the nature and the culture of the mining industry, and hence, it may be beneficial to test alternate measures. Alternatively, the same measure can be used in a larger sample and different work settings. A mixed-method approach may also be considered to obtain qualitative insights that could be used for narrative purposes. It may be beneficial to conduct the study in more than one mining organisation to enable the generalisation of the results. A longitudinal study would assist in measuring change in the phenomenon over a period of time and provide insights into the fluctuations of employee empowerment.

Conclusion

The employees who perceived having informal power were more likely to think of leaving the organisation. In terms of psychological empowerment, the logistic regression results revealed that employees who perceived less meaning in their work were more likely to leave the organisation than those who did not find meaning. Employees at the mine who perceived having structural empowerment had a decreased intention to leave. Employees who possessed higher levels of psychological empowerment exhibited a decreased intention to leave. Older employees showed higher levels of psychological empowerment. There was a weak, positive correlation between work experience and psychological empowerment. Higher levels of psychological empowerment were associated with employees with longer work experience. There was no significant difference in the scores for males and females regarding structural empowerment and turnover intention. There was, however, a significant difference in the scores for males and females regarding psychological empowerment.
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TABLE 3: Logistic regression predicting turnover intention by employee

empowerment.

B SE Wald df Sig.  Exp(B) 95% confidence

interval for EXP(B)
Lower Upper

SE_IP 0.414 0.161 6.606 il 0.010 1512 1103 2073
SE_FP -0.639 0.143 19.973 1 0.000 0528 0399 0.698
PE Meaning -0.296 0.119 6.240 1 0.012 0744 0.589 0.698
Constant 2.486 0.805 9.551 1 0.002  12.019 - -

8, beta; SE, standard error; df, degrees of freedom; Sig., significant; SE_IP, structural
empowerment informal power; SE_FP, structural empowerment formal power; PE,

psychological empowerment.
»<0.05.
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TABLE 2: Classification table for turnover intention.

Observed Predicted
TOI2 Percentage
Notthinkingof _ Thinkingof 0"t
leaving leaving
Step 1
TOI2
Not thinking of leaving 123 62 66.5
Thinking of leaving 71 103 59.2
Overall percentage - - 63.0

TOI, Turnover intention.
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TABLE 1: Descriptive analysis for structural empowerment, psychological
empowerment and turnover intention.

Dimension Mean A Std. Dev. Var. Skew. Kurt.
Structural

empowerment

Opportunity 3.74 0.64 0.91 0.82 -0.81 0.552
Information 357 0.79 0.98 0.96 -0.47 -0.08
Support 3.47 0.83 1.01 1.02 -0.55 -0.14
Resources 3.52 0.77 0.95 0.908 -0.37 -0.53
Informal power 3.54 0.64 0.86 0.74 -0.49 -0.08
Formal power 3.40 0.73 1.01 1.01 -0.38 -0.51
Psychological

empowerment

Meaning 6.19 0.88 1.02 1.04 -2.25 6.7

Competence 6.27 0.79 0.86 0.74 -2.6 10.21
Self-determination 5.04 0.85 149 223 -0.86 0.13
Impact 5.06 0.85 1.44 2.08 -0.91 0.308
Turnover intention 3.62 0.86 0.50 0.25 -1.13 3.42

Std. Dev., standard deviation: Var., variance; Skew., skewness; Kurt., kurtosis.
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TABLE 7: Independent-samples t-test: Gender on structural empowerment, psychological empowerment and turnover intention.

Variable Levene’s test for Sig.  t-test forequality  df Sig. (2-tailed) Mean Std. error  95% confidence interval of the

equality of variances of means difference difference difference

F T Lower Upper

Psychological empowerment
Equal variances assumed 3.497 0.06 2.65 368.00 0.008 0.28 0.10 0.07 0.48
Structural empowerment
Equal variances assumed 0.007 0.93 178 365.00 0.075 0.15 0.09 -0.02 0.32
Turnover intention
Equal variances assumed 0.069 0.79 364.00 0.675 0.35
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TABLE 6: Spearman’s rank correlation coefficient of work experience on
structural empowerment, psychological empowerment and turnover intention.

Variables Category n Mean  Std. deviation Std. error mean
Psychological Male 275 5.72 0.85 0.05
empowerment

Female 95 5.44 0.96 0.10
Structural Male 273 3.58 0.72 0.04
empowerment

Female 94 3.43 0.68 0.07
Turnover Male 272 3.60 1.88 0.11
intention

Female 94 3.70 1.97 0.20
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TABLE 5: Spearman’s rank correlation coefficient of tenure on structural
empowerment, psychological empowerment and turnover intention.

Variable Psychological Structural Turnover
empowerment empowerment intention

Spearman’s rho

How many years’ work
experience do you have?

Correlation Coefficient 0.140%* 0.058 -0.076
Sig. (2-tailed) 0.007 0.266 0.151
n 365 364 362

** n<0.01.
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TABLE 4: Spearman’s rank correlation coefficient of structural empowerment,
psychological empowerment and turnover intention.

Variable Turnover Psychological Structural
intention  empowerment  empowerment

Spearman’s rho
Turnover intention

Correlation Coefficient 1.00 ROMERS RORZEa

Sig. (2-tailed) = 0.00 0.00

N 368 368 366
Psychological empowerment

Correlation Coefficient 0.15%* 1.00 0.48%*

Sig. (2-tailed) 0.00 = 0.00

n 368 372 369
Structural Empowerment

Correlation Coefficient RO 0.48%* 1.00

Sig. (2-tailed) 0.00 0.00 -

n 366 369 369

** 1< 0.01 level
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