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Retaining talents: unraveling
employee retention factors in
Moroccan private academic
institutions

Rabab El Mountasser** and Doha Sahraoui?

tUniversite Mohammed VI Polytechnique, Ben Guerir, Morocco, 2Université Cadi Ayyad, Marrakesh,
Morocco

This empirical study investigates the factors influencing employee retention in
private higher education institutions in Morocco. Utilizing a quantitative approach,
we developed and empirically tested an original conceptual framework based on
primary data collected from 196 employees in these institutions. The research
examines seven key factors affecting employee retention: remuneration and rewards,
performance appraisals, organizational climate, supervisor support, training and
development, career opportunities, and job satisfaction. The findings provide
actionable insights for managers in private academic institutions, emphasizing
effective employee retention strategies. Key recommendations include the
establishment of career development programs, personalized growth plans, and
ongoing skill development initiatives. Organizations are encouraged to conduct
comprehensive needs assessments to tailor training programs emphasizing both
technical and soft skills. Fostering a positive work environment, offering regular
feedback, and addressing job satisfaction are essential to enhancing employee
commitment, reducing turnover, and maintaining a competitive edge.

KEYWORDS

employee retention, remuneration, appraisals, organizational climate, training, career
opportunities, job satisfaction

Highlights

o Training and development, career opportunities, and job satisfaction were found to
significantly influence employee retention in private Moroccan academic institutions.

« Implementing robust career development programs, targeted training initiatives, and
aligning employees’ professional goals with institutional objectives positively
impact retention.

Enhancing job satisfaction through recognition, a positive work environment, and growth
opportunities, alongside promoting a culture of continuous learning, ensures sustainable
employee engagement and retention.

1 Introduction

Retention of high-performing academics is not only a strategic HR issue but also a
determinant of educational quality and institutional reputation. The history of employee
retention is closely tied to the evolution of management theory, psychology, and
organizational behavior. Early studies like the Hawthorne experiments in the 1920s and
1930s, led by Elton Mayo, revealed the importance of social relationships, group
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dynamics, and interpersonal factors in the workplace. This
challenged the dominant Taylorist views and laid the foundation
for the human relations movement, emphasizing positive work
environments to boost employee morale and productivity.
Mid-20th century research introduced key theories like Maslow’s
hierarchy of needs and Herzberg’s two-factor theory, further
exploring the psychological aspects of employee motivation
and satisfaction.

While extensive research has been conducted on employee
retention globally, little is known about the unique dynamics
influencing retention in Moroccan private higher education institutions.
Higher education in Morocco consists of both public and private
institutions. While public universities remain the backbone of the
education system, the private sector has grown in response to rising
demand, offering a range of programs tailored to market needs.
Employee retention plays a pivotal role in the success and sustained
excellence of academic institutions. Understanding why talented staff
leave or stay is critical for sustaining academic excellence and
institutional growth in this competitive sector. Beyond the inherent
challenges posed by the competitive labor market, retaining skilled and
dedicated faculty and staff is crucial for maintaining institutional
continuity, fostering a positive learning environment, and upholding
academic standards.

From an HRM perspective, employee retention is deeply tied to
organizational commitment, job satisfaction, and perceived career
development factors that vary significantly by cultural and institutional
context. Existing models often overlook the socio-economic and
managerial specificities of emerging academic markets like Morocco.
This research delves into the intricate landscape of employee retention
within private academic institutions in Morocco, emphasizing critical
factors such as remuneration and rewards, performance appraisals,
organizational climate, supervisory support, training and
development, career opportunities, and job satisfaction. This study
contributes to literature by offering empirical insights into the drivers
of academic talent retention in a non-Western, under-researched
context. Employing a quantitative research methodology, the study
aims to offer a comprehensive understanding of how these factors
interact and collectively impact employee retention.

The research commences with the establishment of a contextual
framework, followed by a meticulous literature review synthesizing
existing knowledge on each factor. This comprehensive review serves
as the groundwork for empirical investigation, ensuring a robust
foundation for analysis. Primary data is collected through surveys,
and the subsequent quantitative analysis employs statistical techniques
to measure the correlation and significance of each factor concerning
employee retention rates.

The research findings provide valuable insights specifically tailored
for private academic institutions in the Moroccan context. It also equips
HR managers in Moroccan institutions with evidence-based strategies
to retain key academic staff. The thesis offers recommendations for
policy adjustments, managerial interventions, and organizational
initiatives grounded in empirical evidence, supplying practical guidelines
to cultivate a more supportive and engaging work environment. As a
result, this research serves as an invaluable resource for businesses,
policymakers, and scholars seeking to unravel and address the intricacies
of employee retention within private academic institutions in Morocco.
By integrating local institutional realities with established HRM theories,
this research bridges the gap between global models and local practices.
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2 Brief literature review

The question of why employees stay with an organization has been
a topic of interest for researchers for decades. Despite considerable
research into employee retention, turnover remains a significant issue,
especially as workers change jobs more frequently. Studies show that
most employees stay in their positions for only 2 years on average,
with this trend intensifying after the COVID-19 pandemic
(Breytenbach, 2022).

Many studies have identified key factors influencing employee
with
organizational culture being prominent themes. Research by Cherif
(2020) and Naim and Lenka (2018) highlights that while financial
incentives are crucial for retention, they represent just one aspect of

retention, compensation, career development, and

the larger picture. Factors like organizational culture and work-life
balance, which were often overlooked in earlier studies, have gained
increased importance, especially among younger generations, who
now expect a more holistic approach to job satisfaction (Imna and
Hassan, 2015).

Human resources management (HRM) practices play a
significant role in shaping retention outcomes. Studies on
compensation, performance appraisals, and employee development
show that these factors can greatly impact employees’ commitment
to their employers. However, recent research suggests that retention
strategies need to be tailored to meet the diverse needs and
expectations of employees, which can vary across industries and
cultural contexts (Malik et al., 2020; Qamar F. and Afzal, 2018; Qamar
H. and Afzal, 2018).

Non-monetary benefits like medical insurance or pension plans
also feature prominently in the literature. While O’Brien (2003) and
Kalimanzila et al. (2019) argue that these benefits are essential for
employee well-being, Kaunda and Phiri (2024) suggest that their
impact is secondary to the overall compensation package, which must
blend both financial and non-financial elements to effectively
influence retention.

In the academic sector, retention challenges take on a unique
form. Teachers and academic staff are increasingly leaving their
positions due to a lack of leadership support, insufficient recognition,
and poor work-life balance (Mohammad and Borkoski, 2024). These
challenges are made worse by heavy workloads, which often limit
staff’s ability to see long-term career benefits. Leadership and career
development, therefore, emerge as critical factors that influence
retention, signaling that private institutions need to focus on fostering
a supportive environment for faculty to thrive.

While existing literature offers valuable insights into general
retention factors, much of it is either too broad or does not address the
specific challenges faced by private educational institutions in
Morocco. This study aims to fill that gap by exploring how factors such
as leadership quality, career growth, and organizational climate impact
retention among staff at Moroccan private universities.

3 Research hypothesis

The present paper has developed a conceptual framework that is
expected to offer reliable information as to which factors affect
employee retention.

frontiersin.org
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3.1 Remuneration and rewards and
employee retention

Research indicates that competitive and fair remuneration is
strongly linked to improved employee retention. Trevor et al. (1997)
found that pay increases reduce turnover, while Davies et al. (2001)
emphasized that strategic salary and benefits enhance morale and
retention. Gardner et al. (2004) and Milkovich and Newman (2008)
highlighted the importance of monetary rewards in retaining
employees. Performance-based pay also boosts retention (Nazir et al.,
2013). Research also shows reward systems, including performance-
based incentives, improving job satisfaction and retention (Gneezy
etal., 2019).

Hypothesis I: Remuneration and rewards have a positive impact
on employee retention.

3.2 Performance appraisals and employee
retention

Performance appraisal systems are vital for enhancing employee
retention and commitment by identifying strengths and weaknesses
while outlining growth opportunities. Effective performance
appraisals help meet organizational objectives and improve employee
performance, leading to increased commitment and loyalty (Gruman
and Saks, 2011). A transparent and fair appraisal system boosts
motivation, providing equal opportunities for career advancement
(Azeez, 2017). Studies show that effective performance appraisals have
a substantial positive impact on retention in various contexts,
including hospitals and IT organizations (Rao et al., 2018).

Hypothesis 2: Performance appraisals have a positive impact on
employee retention.

3.3 Organizational climate and employee
retention

Organizational climate encompasses the shared beliefs, values,
and assumptions among members within an organization, shaping
behaviors and interactions (Marcoulides and Heck, 1993). Research
highlights the importance of aligning individual values with
organizational values to enhance belonging and reduce turnover
intentions (Schneider, 2000). A positive organizational culture
correlates with higher employee morale and efficiency, emphasizing
the need for organizations to cultivate an inclusive and supportive
climate to improve retention (Arunchand and Ramanathan, 2013).

Hypothesis 3: Organizational climate has a positive impact on

employee retention.

3.4 Supervisor support and employee
retention

Supervisors play a vital role in shaping the work environment by
overseeing subordinates and effectively communicating organizational
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goals and values (Suifan et al., 2018). Strong supervisory relationships
often foster commitment to the organization, as employees may view
their supervisors as mentors, reinforcing the principles of Social
Exchange Theory (Newman et al., 2012). Numerous studies have
demonstrated a positive relationship between supervisory support and
(Tuzun and

employee retention across various industries

Kalemci, 2012).

Hypothesis 4: Supervisor support has a positive impact on
employee retention.

3.5 Career opportunities and employee
retention

Research consistently demonstrates a positive correlation between
career growth opportunities and employee retention. Pergamit and
Veum (1999) found that promotions are closely linked to retention,
while Meyer and Herscovitch (2001) identified internal career growth
as a key predictor of employee commitment. Prince (2005) noted that
talented employees seek career advancement to maintain a competitive
edge, highlighting the need for structured advancement plans and
accurate career previews during hiring. Allen et al. (2010) reinforced
this by showing that tangible prospects for progression significantly
influence retention.

Hypothesis 5: Career opportunities have a positive impact on
employee retention.

3.6 Training and development

Implementing effective employee retention strategies demands
ongoing efforts rather than isolated initiatives. Sinha and Sinha (2012)
emphasize that training is a crucial retention factor for employees of
all ages. Lusewa (2015) underscores the importance of training
programs in enhancing retention rates. In a study by Duah and Danso
(2017) focused on Ghana’s Capital Bank, employees identified training
as a significant influence on their decision to stay, directly linking it to
their job performance. Research by Jaseel (2019) highlights the
connections between training, job satisfaction, and wages, indicating
that effective training contributes to employee retention and overall
organizational performance. Nguyen (2020) further identifies training
as a key factor influencing retention among young employees.

Hypothesis 6: Training and development have a positive impact on
employee retention.

3.7 Job satisfaction

Job satisfaction pertains to the degree to which employees value
their jobs based on factors they find favorable (Spector, 1997). Cronley
and Kim (2017) describe it as a pleasurable emotional state that
employees assess and perceive based on what they derive from their
job in aiding them to attain job goals and values. Previous research
indicates a positive correlation between job satisfaction and employee
retention, revealing that higher job satisfaction levels are linked to
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higher rates of employee retention. Satisfied employees are more likely
to exhibit positive attitudes and favorable work outcomes (Suifan
etal., 2017).

Hypothesis 7. Job satisfaction has a positive impact on
employee retention.

4 Research methodology
4.1 Population and sample

The current study is empirical, explanatory, deductive, and
quantitative in nature. This research study targeted teaching and
non-teaching employees at private higher education institutions and
universities of Morocco.

4.2 Data collection instrument

The survey method of data collection was used in this research.
Scheuren (2004) defines a survey as a research method for collecting
information from a selected group of people using standardized
questionnaires or interviews. In the study, a structured questionnaire
was used to collect data from the respondents. Before administering
the survey to the entire sample, a pilot test was conducted with a small
group of university staff members to evaluate the clarity and
effectiveness of the questions. Feedback from the pilot study was
utilized to refine the questionnaire, including adding or removing
questions as needed. Respondents participated voluntarily in the
survey, and the finalized questionnaire, modified based on pilot study
insights, was distributed from December 2022 to March 2023, lasting
approximately 4 months. Paper-based questionnaires were distributed,
and electronic versions were shared through online channels based on
respondent accessibility.

4.3 Measurement and analysis of data

For this study, a modified Likert-type scale was used with the
General Self-Efficacy Exam to measure the impact of seven factors:
remuneration and rewards, performance appraisals, organizational
climate, supervisory support, training and development, career
opportunities, and job satisfaction on employee retention in academia.

Likert-Type Scales Likert scales provide a range of responses to a
statement or series of statements. Usually, there are 5 categories of
response ranging from 5 = strongly agree to 1 = strongly disagree with
a 3 = neutral type of response (Jamieson, 2004).

4.4 Measurement scale

A measurement scale for employee retention is a structured tool
designed to assess and quantify various factors that influence an
employee’s decision to stay with or leave an organization. In our study
we have used a questionnaire which is adapted from different studies
(Table 1). The scale has been validated in the study of Chatzoudes and
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Chatzoglou (2022) in their paper “Factors Affecting Employee

Retention: Proposing an Original Conceptual Framework.
International Journal of Economics and Business Administration

Volume X, Issue 1, 49-76”

4.5 Measurement items

Several studies have been conducted in the field of employee
retention, but there is no precise measurement scale that has been
developed. In the context of our research work, we have selected, for
these variables, the measurement scale that was created as part of a
study conducted by (Chatzoudes and Chatzoglou, 2022) in their paper
“Factors Affecting Employee Retention: Proposing an Original
Conceptual Framework. International Journal of Economics and
Business Administration Volume X, Issue 1, 49-76.,” we will consider
seven factors and 44 items.

4.6 Research model

The conceptual framework was developed by thoroughly
examining the existing literature on employee retention. The
research model, illustrated in Figure 1, integrates eight variables and
their corresponding hypotheses extracted from the preceding
section. The primary aim of this research model is to investigate the
identified factors and the

correlation  between the

employee retention.

5 Results analysis
5.1 Descriptive analysis

Descriptive analysis involves process of transforming data of
general characteristics. In this study, descriptive analysis described
and summarized the respondent demographic consists of gender, age,
education level and working experience. The analysis was generated
from collected questionnaire data or information.

Our study of 196 subjects unveils a diverse composition of staff,
with 38% dedicated to administrative roles and 62% engaged in
academic pursuits. The gender distribution is even, with 43% female
and 57% male participants. Age diversity is evident, ranging from 20
to 62 years, capturing perspectives across various life stages.
Professional experience is well-represented, with 69% having 1 to
20 years of experience and 31% possessing over 20 years of
experience, providing a comprehensive view of career stages.
Education levels showcase a majority (65%) with qualifications
beyond BAC + 5, highlighting an emphasis on advanced degrees.
These insights collectively contribute to a nuanced understanding of
the sample’s demographics, professional backgrounds, and
educational diversity, enhancing the richness of our study.

5.1.1 Distribution by staff category

The data implies that 38% of the staff falls under the
administrative staff, which typically includes roles responsible for the
organization’s day-to-day operations, management, and support

frontiersin.org
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TABLE 1 Factors affecting employee retention.

Factor

10.3389/feduc.2025.1662644

Author and

year

Pakistan.

Compensation Relationship between rewards and employee retention in non-governmental conservation organizations in Nairobi, Onyango (2013)
Kenya.

Development Corporate Philosophies of Employee Development, Career Growth and Human Resource Strategies: The Role of the Graddick (1988)

opportunities Human Resource Professional in Employee Development.

Development The Career Is Dead, Long Live the Career: A Relational Approach to Careers, Jossey-Bass Publishers, San Francisco, CA. | Hall (1996)

opportunities

Rewards Reward Systems: Emerging Trends and Issues. Agarwal (1998)

Rewards The effect of Tangible Rewards on Perceived Organizational Support. Silbert (2005)

Training One more reason not to cut your training budget: The relationship between training and organizational outcomes. Owens (2006)

Training Orientations programs can be key to employee retention. Messmer (2000)

Organizational Relationship between retention factors and affective organizational commitment among knowledge workers in Malaysia. | Ahsan et al. (2013)

support

Organizational Give people belief in the future: In these cynical times, HR must assure employees that faith and work can coexist. Moses (2000)

support

Work-life balance Work-life balance and intention to leave among academics in Malaysian Public Higher Education Institutions. Noor (2011)

Work-life balance Examining the relationship between work-life conflict, stress and turnover intentions among marketing executives in Noor and Maad (2008)

Job satisfaction

“The Employee as Customer.”

Berry (1981)

Job satisfaction

The Satisfaction and Retention of Frontline Employees: A Customer Satisfaction Measurement Approach.

Rust et al. (1996)

Performance

appraisals

Understanding performance appraisal: Social, organizational, and goal-based perspectives.

Murphy and Cleveland
(1995)

Performance

appraisals

Performance appraisal: What's the matter with you

Hui and Qin-xuan

(2009)

FIGURE 1

REMUNERATION AND
REWARDS

PERFORMANCE
APPRAISALS

ORGANIZATIONAL
CLIMATE

SUPERVISOR SUPPORT Employee retention

TRAINING AND
DEVELOPMENT

CAREER OPPORTUNITIES

JOB SATISFACTION

Conceptual model of the research study.

functions. On the other hand, the majority, 62%, consists of academic
staff, suggesting a significant focus on educational and research-
related roles (Figure 2).

Frontiers in Education

5.1.2 Distribution by gender

female and 57% male (Figure 3).

05

Our sample is characterized by a gender distribution of 43%
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5.1.3 Distribution by age

Our sample exhibits a diverse age distribution, capturing a range
of perspectives across different life stages. Individuals in the 20-29 age
group constitute 10% of our participants, followed by a significant
presence in the 30-39 at 35%. The cohort aged 40-49 comprises 31%

Administrative
staff; 38%

Academic staff;
62%

FIGURE 2
Distribution by staff category.

Female, 43%

Male, 57%

FIGURE 3
Distribution by gender.

10.3389/feduc.2025.1662644

of our sample, while those between 50 and 62 years old make up the
remaining 24% (Figure 4).

5.1.4 Distribution by years of experience

Our sample encompasses a broad spectrum of professional
experience, highlighting a wealth of insights from individuals at
various career stages. Participants with 1-5 years of experience
constitute 12% of our cohort, while those with 6-10 years represent
10%. The majority of our sample falls within the 11-15 years,
comprising 28%, followed by a notable presence of individuals with
16-20 years of experience at 19%. Additionally, a group with over
20 years of experience makes up the remaining 31% (Figure 5).

5.2 Average scores of items

Before proceeding with the analysis and for the sake of clarity in
presenting the various results, we conducted a coding process for all
items and constructs, the coding of which is presented in Table 2.

Overall, all items have an average around 3 on a 5-point Likert
scale, indicating that our sample is, on average, neutral toward all
measured items.

« Remuneration and rewards (RR)

RR1 to RR6 have averages ranging from 2.592 to 3.214. Except for
item RR1, the other items have average scores below 3, indicating that
overall, employees had a slightly unfavorable perception of
compensation and rewards.

o Performance appraisal (PA)

PA1 to PA4 have averages between 2.663 and 2.867, indicating

that, on average, employees had a slightly unfavorable perception of

performance evaluation.

o Organizational climate (OC)

40%
35%
35%
30%
25%
20%
15%
10%

10%

5%

0%
20-29 30-39

FIGURE 4
Distribution by age.

31%

24%

40-49 50-62
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OC1 to OC6 have averages between 2.168 and 3.163, indicating
variability in the perception of organizational climate. OC2 (Co-workers
are trusting, friendly, and co-operative) appears to be particularly low.
This dimension also records the least dispersed responses with standard
deviations below 1 for items OC2, OC3, and OCA4.

o Supervisor support (SS)

SS1 to SS6 have averages between 3.031 and 3.286, showing a
generally positive perception of supervisor support.

o Training and development (TD)

TD1 to TD6 have averages between 2.796 and 3.255, indicating a
rather neutral to positive perception of training and development.

o Career opportunities (CO)

COL1 to CO4 have averages between 3.01 and 3.255, indicating a
rather positive perception of career opportunities.

« Job Satisfaction (JS)

JS1 to JS5 have averages between 3.041 and 3.204, indicating a
rather positive perception of job satisfaction.

« Employee retention (ER)
ER1 to ER6 have averages between 2.878 and 3.061, indicating an
overall slightly unfavorable perception of employee retention.
5.3 Confirmatory factor analysis
In this study, we will adopt the PLS approach. It is based on the
partial least squares method and is less sensitive to sample size and data

non-normality. It is implemented using SmartPLS 4.0.9.7 software
(Figure 6). All items from different constructs are in the format of a

10.3389/feduc.2025.1662644

five-point Likert scale. The first three items of the employee retention
construct were reversed. Therefore, a recording was performed to ensure
that all items in this construct had the same directional relationship with
the construct of interest before undertaking statistical analyses.

5.4 Measurement model evaluation

The measurement model aims to establish the validity and
reliability of the elements of the constructs. The analysis includes the
reliability of individual indicators, where the factor loading of items
should be greater than 0.40. The internal consistency reliability is
calculated using Cronbach’s Alpha and the composite reliability (CR),
both of which should exceed 0.70. Convergent validity is assessed
through the average variance extracted (AVE), which should
be greater than 0.50. Discriminant validity is evaluated using the
heterotrait-monotrait ratio (HTMT), which should be less than 0.90.

5.4.1 Indicator reliability

It is interesting to note that the results of the PLS algorithm in this
study showed that the values of Cronbach’s Alpha and CR for all latent
variables ranged between 0.820 and 0.959 (results presented in
Tables 3, 4). Thus, all studied latent variables have reached and
exceeded the acceptable reliability threshold of 0.70. The internal
consistency of all latent variables is therefore confirmed.

5.4.2 Convergent validity

In the context of this study, the AVE values for all constructs
ranged between 0.521 and 0.839 as presented in Table 5. Therefore, the
study’s AVE results exceeded the recommended threshold value of
0.50, indicating satisfactory convergent validity.

5.4.3 Discriminant validity

The threshold value for the HTMT approach should be less than
0.90 to achieve discriminant validity. In this study, the HTMT results
presented in Table 6 show that all values are below the recommended
threshold of 0.90. Therefore, discriminant validity for all constructs
has been established.

35%

30%

25%

20%

15% 12%

10%
10%

5%

0%
6-10

FIGURE 5
Distribution by years of experience.
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31%
28%

19%

1-15 16-20 over 20
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TABLE 2 Mean scores of items. TABLE 3 Factor loadings.
Construct Mean Standard Item CO ER JS OC PA RR SS TD
deviation
col 0,911
RR1 3,214 1,197
co2 0,900
RR2 2,755 1,143
Cco3 0,936
; RR3 2,684 1,226
Remuneration and cos 0916
rewards (RR) RR4 2,959 1,151
ERI 0,727
RR5 2,592 1,292
ER2 0,777
RR6 2,684 1,329
ER3 0,593
PAl 2,867 1,192
ER4 0,915
Performance PA2 2,724 1,123
. ER5 0,937
appraisal (PA) PA3 2,663 1,087
ER6 0,915
PA4 2,755 1,152
Js1 0,869
0Cl1 2,98 1,208
JS2 0,906
oc2 2,168 0,885
JS3 0,902
Organizational 0C3 2,398 0,923
]S4 0,924
climate (OC) 0oc4 2,474 0,917
JS5 0,899
0C5 2,99 1,064
oCl1 0,830
0C6 3,163 1,158
oc2 0,675
SS1 3,031 1,249
0C3 0,674
$S2 3,245 1,179
0oc4 0,586
Supervisor support SS3 3,082 1,275
0C5 0,673
(SS) S84 3,112 1,22
0C6 0,856
S5 3,204 1,186
PAL 0,892
$S6 3,286 1,212
PA2 0,918
TD1 3,255 1,272
PA3 0,907
D2 3,01 L12
PA4 0,864
Training and TD3 3,051 1,265
development (TD) TD4 2,816 1,198 RR1 0,857
RR2 0,846
TD5 2,796 1,134
RR3 0,942
TD6 2,898 1,083
RR4 87
cot 3,01 1,174 0,876
RR5 0,860
Career opportunities CO2 3,204 1,142
(CO) co3 3,184 1,256 RR6 0,783
CO4 3,255 1,264 Ss1 0,940
Js1 3,041 1,133 s82 0,932
1S2 3,143 1,254 883 0,933
Job Satisfaction (JS) JS3 3,204 1,169 S54 0,911
1S4 3,153 1,232 885 0,875
S5 3,184 1,119 $S6 0,835
ER1 3,122 1,288 TD1 0,859
ER2 3,173 1,31 TD2 0,863
Employee retention ER3 2,939 1,292 TD3 0,852
(ER) ER4 2,929 1,247 TD4 0,834
ER5 2,888 1,377 TD5 0,853
ER6 2,878 1,409 TD6 0,822
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Supervisor support

Training and development
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FIGURE 6
Diagram of the conceptual model in SmartPLS.

o o Employee retention

TABLE 4 Reliability of constructs.

TABLE 5 Average variance extracted.

Construct Cronbach’s alpha Composite Variable Average variance
reliability (CR) extracted (AVE)
Career opportunities 0,936 0,951 Career opportunities 0,839
Employee retention 0,900 0,946 Employee retention 0,673
Job Satisfaction 0,941 0,945 Job Satisfaction 0,810
Organizational climate 0,820 0,852 Organizational climate 0,521
Performance appraisal 0,918 0,937 Performance appraisal 0,802
Remuneration and Remuneration and rewards 0,743
rewards 0,930 0,936 Supervisor support 0,819
Supervisor support 0,955 0,959 Training and development 0,718
Training and
development 0,922 0,935

The results of the measurement model evaluation indicate that the
measurement elements are reliable and valid, meaning that they
accurately measure the constructs they are supposed to measure
(Figure 7). This allows us to move on to the next step of the analysis,
which involves assessing the structural model and testing the
research hypotheses.

5.5 Evaluation of the structural model
The following subsections address the index used to assess the

validity of the structural model in this research, which requires an
examination of the GoF (Goodness Of-Fit) index proposed by

Frontiers in Education

Tenenhaus et al. (2005) to evaluate the quality of the structural model.
Next, the Bootstrapping resampling method was used to generate 5,000
samples from the 196 cases, useful for generating t-statistics and p-values
necessary to determine the significance of the significant impact of an
independent variable on the dependent variable (employee retention) as
well as the moderating effects of staff category.

To assess the validity of the GoF index, Wetzels et al. (2009)
considered the criteria presented in the Table 7 to determine the
degree of significance of the GoF.

The coefficient of determination (R?), a statistical measure
indicating the proportion of the variance in the dependent variable
explained or predicted by the independent variables in a model, is
approximately 0.49 in our study. The independent variables under
study explain 49% of the variance in employee retention.
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Using the GoF index formula, we obtain a value of GoF = 0.604,
which is greater than 0.36. We can conclude that the PLS model is
broadly valid, and the overall quality of our research model is
satisfactory. Next, we will examine the causal links in the structural
model to corroborate or refute our research hypotheses.

5.6 Study of links of causality

To test our research hypotheses, we will carefully examine the student’s
t-statistic values and/or p-values (Table 8), determining the significance of
the links between the independent variable and the dependent variable.

The absolute value of the path coefficient () informs us about the
intensity of the effect, and its sign indicates the direction of the effect.
In the case of a positive sign, we refer to a positive effect, whereas the
effect is negative if the sign is negative.

We set the significance threshold at 5%. In other words,
we consider an effect to be significant if the student’s t-statistic is
greater than 1.96 or the p-value (p) is less than 0.05.

TABLE 6 Discriminant validity with HTMT.

10.3389/feduc.2025.1662644

The evaluation of the significance of the relationships and
developed hypotheses has shown that compensation and rewards do
not significantly affect employee retention (f=0.157, t=0.858,
p =0.391). Consequently, hypothesis H1 is rejected. Additionally, the
results have demonstrated that performance evaluation has no
influence on employee retention (f =0.172, t = 1.051, p = 0.293).
Therefore, hypothesis H2 is statistically refuted. Similarly, the
obtained results do not confirm hypotheses H3 and H4;
organizational climate does not significantly influence employee
retention (f = 0.129, t = 1.474, p = 0.140), and supervisor support
does not significantly impact employee retention (f=—0.058,
t=0.571, p = 0.569).

On the other hand, career opportunities positively and
significantly impact employee retention (f=0.549, t=3.175,
p =0.002). Therefore, the proposed hypothesis (H5) is accepted.
Furthermore, the results have shown that training and development
have a statistically significant positive influence on employee retention
(f=0.411, t=2.032, p =0.042). Consequently, hypothesis (H6) is
statistically confirmed. Similarly, the obtained results also confirm
hypothesis (H7); job satisfaction significantly and positively influences
employee retention (= 0.719, t = 5.071, p < 0.001).
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: : : employee retention in Moroccan private
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SC | 0355 0385 @ 0401 0265 0232 0331 Our study indicates that within private higher education
institutions and universities in Morocco, there is no positive
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FIGURE 7
Measurement model estimation.
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explain this lack of association. Academic staff in private
institutions often place higher value on non-monetary aspects of
their professional lives, such as intellectual autonomy, access to
research opportunities, and institutional reputation. The
motivational effect of remuneration may also be diminished due
to relatively homogeneous salary structures and limited financial
incentives across institutions. Furthermore, aspects such as
organizational culture, job stability, leadership quality, and
reciprocal relationships tend to exert a stronger influence on
retention decisions. These elements contribute more significantly

TABLE 7 Criteria for the validity of the GoF index.

Index value Decision

GoF less than 0.1 Not significant
GoF between 0,1 and 0,25 Low

GoF between 0,25 and 0,36 Medium

GoF higher than 0,36 High

Source: Wetzels et al. (2009).

TABLE 8 Results of the structural model estimation with Bootstrapping.

10.3389/feduc.2025.1662644

to an individual’s sense of fulfillment and professional belonging
than financial compensation alone, particularly within the
academic sector. Other researchers have similarly found only a
weak positive relationship between compensation and employee
retention. Chiekezie et al. (2017), for instance, identified a modest
correlation between salary and employee satisfaction in selected
banks in Anambra, specifically within the Awka metropolis. This
observation is consistent with the findings of Msengeti and
Obwogi (2015), who concluded that pay has only a limited effect
on employee retention, whereas the work environment plays a
more influential role.

6.2 Effect of performance appraisal on
employee retention in Moroccan private
academic institutions

The research revealed a disconnect between employee retention and
performance appraisal in Moroccan private higher education institutions
and universities. Several contextual factors may account for this
divergence. In many private academic institutions, performance

Hypothesis Path coefficient Path coefficient Standard T statistic

(original) (sample mean) (8) deviation
Remuneration and rewards
- > Employee retention (H1) 0,163 0,157 0,190 0,858 0,391
Performance appraisal
- > Employee retention (H2) 0,164 0,172 0,156 1,052 0,293
Organizational climate
- > Employee retention (H3) 0,135 0,129 0,092 1,474 0,140
Supervisor support - > Employee
retention (H4) —0,053 —0,058 0,093 0,571 0,568
Career opportunities
- > Employee retention (H5) 0,548 0,549 0,173 3,175 0,002
Training and development
- > Employee retention (H6) 0,410 0,411 0,202 2,032 0,042
Job Satisfaction - > Employee
retention (H7) 0,718 0,719 0,142 5,071 0,000
Staff x Remuneration and
rewards - > Employee retention —0,183 —-0,175 0,282 0,650 0,515
Staff x Performance appraisal
-> Employee retention —0,046 -0,081 0,218 0,211 0,833
Staff x Organizational climate
- > Employee retention -0,235 -0,241 0,184 1,275 0,202
Staff x Supervisor support
- > Employee retention 0,083 0,090 0,180 0,459 0,646
Staff x Career opportunities
-> Employee retention -0,504 -0,495 0,236 2,135 0,033
Staff x Training and development
-> Employee retention -0,132 -0,117 0,278 0,475 0,635
Staff x Job Satisfaction
- > Employee retention -0,548 -0,545 0,229 2,388 0,017

The bold values means that the effect is significant as the student’s ¢-statistic is greater than 1.96 or the p-value (p) is less than 0.05.
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appraisals may be viewed as routine administrative exercises rather than
meaningful developmental tools. When appraisal processes lack
transparency, consistency, or clear link to career advancement, employees
are less likely to perceive them as valuable or motivating. Additionally,
when appraisals are not accompanied by constructive feedback,
professional support, or tangible rewards, their impact on employee
engagement and long-term commitment is significantly diminished. In
academic settings, where staff value recognition for their research and
ideas, formal evaluations often fail to reflect what truly motivates them.
Consequently, the limited strategic use of appraisals in these institutions
contributes to their ineffectiveness in enhancing employee retention. Our
results align with the findings of Imna and Hassan (2015), who similarly
reported no significant influence of performance appraisal on employee
retention. This stands in contrast to the view of Mondy and Noe (2005),
who emphasize the essential function of performance appraisal in
monitoring employee progress and fostering retention. While other
researchers highlight the positive impact of effective performance
evaluation systems on employee motivation and organizational
commitment, the findings of this study suggest otherwise within the
Moroccan context.

6.3 Effect of organizational climate on
employee retention in Moroccan private
academic institutions

The results of the study indicate that there is no positive impact of
organizational climate on employee retention within Moroccan private
higher education institutions and universities. This lack of correlation
may be attributed to several underlying factors specific to the academic
context. In many private institutions, frequent leadership changes,
limited involvement in decision-making, and poor communication can
make the work environment feel unstable. When staff see the
institution as lacking transparency, support, or inclusion, small
improvements on the surface may not be enough to rebuild trust or
meet their deeper professional needs. Moreover, academic employees
often prioritize factors such as research autonomy, job security, and
career development opportunities over the general workplace
atmosphere. In such settings, even a positive organizational climate
may be insufficient to counteract wider structural limitations, such as
unclear promotion pathways or contractual precarity, which can weigh
more heavily in decisions to remain with or leave an institution. This
suggests that efforts to enhance organizational climate may not
necessarily translate into improved retention outcomes. These findings
are consistent with those of Frimayasa (2021), who also reported no
significant effect of the work environment on employee retention.

6.4 Effect of supervisory support on
employee retention in Moroccan private
academic institutions

The findings of this study indicate that there is no statistically
significant positive impact of supervisory support on employee
retention within Moroccan private higher education institutions and
universities. The divergence in findings may be explained by
contextual and cultural differences within organizational structures.
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In Moroccan private universities, the relationship between supervisors
and academic staff is often formal and focused on administration,
rather than building mentorship or strong professional connections.
As a result, staff may see their supervisors more as managers than as
sources of support or career guidance. When support from supervisors
does not translate into tangible benefits such as improved working
conditions, access to resources, or career progression it is unlikely to
serve as a decisive factor in employee retention. This result is
consistent with prior research that identified either a weak or negative
association between supervisory support and retention outcomes. For
example, Cho et al. (2009) found that even in contexts where
supervisor support was perceived as high, it did not correspond to an
increased intention among employees to remain within the
organization. However, these findings stand in contrast to studies such
as Zafar (2015), both of which reported a significant positive
relationship between supervisor support and employee retention,
suggesting that in some organizational contexts, supervisory support
can play a critical role in influencing employees’ decisions to stay.

6.5 Effect of training and development on
employee retention in Moroccan private
academic institutions

The research has established a significant positive correlation
between training and development initiatives and employee retention
within private Moroccan higher education institutions and
universities. In the Moroccan context, where career advancement
prospects may be limited, professional development initiatives are
often perceived as a vital pathway for growth and self-improvement.
Access to continuous learning and skill-building not only increases
employees’ capabilities but also strengthens their sense of belonging
and engagement with the institution. When individuals perceive that
their organization is invested in their professional future, they are
more likely to exhibit organizational loyalty and a reduced intent to
leave. Moreover, such initiatives can compensate for limitations in
other retention factors, such as remuneration or job security, by
fostering a culture of growth, recognition, and long-term potential.
This finding is consistent with previous studies emphasizing the
critical role of professional development in fostering long-term
employee commitment. Bibi et al. (2018) findings showed that
employee retention was significantly influenced by training and
development as well as supervisor support. Mondy and Noe (2005)
argue that structured organizational initiatives such as job training,
coaching, mentoring, and counseling play an essential role in
enhancing employees’ skills and knowledge, thereby contributing to
their sense of support and value within the institution. Similarly, Akala
(2012) highlights that retention of non-teaching staff at the University
of Nairobi can be effectively improved through equitable and
transparent access to training and development opportunities.

6.6 Effect of potential for career
opportunities on employee retention in
Moroccan private academic institutions

The study demonstrated a clear and positive correlation between
the potential for career advancement and employee retention within

frontiersin.org


https://doi.org/10.3389/feduc.2025.1662644
https://www.frontiersin.org/journals/education
https://www.frontiersin.org

El Mountasser and Sahraoui

Moroccan private higher education institutions and universities. In
the context of Moroccan private academic institutions, the
opportunity for career progression is a critical determinant of
retention, particularly in an environment where academic roles can
often be characterized by limited upward mobility. When employees
perceive that there are clear, attainable pathways for growth whether
through promotions, expanded responsibilities, or opportunities for
leadership they are more likely to remain engaged and committed to
the institution. The presence of structured career development
initiatives signals institutional investment in long-term talent
retention. This sense of progression and recognition contributes to a
more stable and motivated workforce. This finding aligns with Prince
(2005), who emphasizes that career development programs central to
strategic human resource management play a crucial role in shaping
employees’ professional trajectories by identifying the competencies
necessary to pursue long-term career goals and sustain their
engagement within the organization.

6.7 Effect of job satisfaction on employee
retention in Moroccan private academic
institutions

The study’s findings indicate that enhanced job satisfaction
significantly contributes to increased employee retention within
Moroccan private higher education institutions and universities.
Research shows a clear link between job satisfaction and employee
retention when people are happy at work, they are more likely to stay.
Suifan et al. (2017) found that satisfied employees are usually more
positive, engaged, and productive, which helps create a stable work
environment. In Moroccan private universities, job satisfaction often
depends on feeling aligned with the institution’s values, being
recognized for one’s work, and having the chance to do meaningful
tasks. When these needs are met, staff are more loyal and less likely
to leave. This matches Biason’s (2020) findings, which also highlight
job satisfaction as key to retaining staff. Jones and George (2002)
further point out that low satisfaction can lead to absenteeism, a
common early sign that someone might be thinking about quitting.
Lo and Punzalan (2025) highlight the role of non-monetary and
positive psychology strategies in enhancing employee retention by
fostering well-being, resilience, and professional relationships,
thereby promoting positive workplace climates and job satisfaction.

7 Conclusion

This study explores the key determinants influencing employee
retention in private academic institutions in Morocco. A conceptual
model was developed to identify seven factors believed to impact
employee retention: remuneration and rewards, performance
appraisals, organizational climate, supervisory support, training and
development, career opportunities, and job satisfaction. A quantitative
empirical study, involving 196 respondents, was then conducted to
validate this model and assess the relative influence of these factors.
The results of the study suggest that three factors training and
development, career opportunities, and job satisfaction positively
impact employee retention within the context of private Moroccan
academic institutions.
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This research makes two key theoretical contributions. First, it
adds to the existing literature by exploring employee retention within
the specific context of Moroccan private universities. While global
studies often focus on salary, job satisfaction, and career growth, this
study shows how these factors are understood and valued by staff in
Morocco's higher education sector. Second, it takes a multifactor
approach, showing how different elements like career development
and job satisfaction work together to influence retention. Rather than
treating these factors separately, the study highlights the importance
of looking at them as a whole, suggesting that a mix of support,
recognition, and growth opportunities is more effective for keeping
employees in the long run.

This study goes beyond confirming what we already know from
past research. It offers new insights into Morocco’s private higher
education sector, which is rarely explored in retention studies. The
findings show that while salary and rewards matter, their effect on
retention is influenced by other key factors, especially career growth
and job satisfaction. This supports Herzbergs (1959) two-factor
theory, which argues that true job satisfaction comes more from
things like personal development and meaningful work than from
pay alone.

On a practical level, this study offers a useful guide for creating
effective retention strategies. One key recommendation is for
institutions to invest in ongoing training and development covering
both technical and soft skills not just as isolated events, but as a
regular part of the workplace culture. Managers should carry out
needs assessments, track skill development, and create career plans
that align with both the institutions goals and each employee’s
ambitions. In addition, mentoring and coaching programs, combined
with formal training, can play a major role in boosting employee
engagement and satisfaction. In addition to these structural and
managerial strategies, qualitative insights from staff highlight the
lived impact of well-being initiatives on retention. Staff report that
practices such as mindfulness sessions, gratitude exercises, and
opportunities for reflection not only strengthen their sense of
purpose but also cultivate a more positive and supportive work
environment. These reflections underscore the importance of
embedding evidence-based well-being programs alongside
traditional training and development, ensuring that staff support
policies address both professional growth and psychological well-
being within the local institutional context.

Career development is another key factor in retaining staff.
The research highlights the need for clear opportunities for
growth and advancement. To support this, academic institutions
should create tailored programs that help employees build both
professional skills and leadership abilities. Setting clear promotion
criteria, offering chances to move into different roles, and
identifying future leaders can all help employees feel more fulfilled
and motivated to stay.

Job satisfaction plays a direct role in keeping employees, and this
study shows that creating a positive work environment is essential.
To do this, institutions need to listen to their staff by setting up
regular feedback channels like surveys, town halls, and one-on-one
meetings so employees feel heard and valued. Offering fair and
competitive pay that reflects both industry standards and the
demand of academic work is also important. Recognizing employees
through praise, rewards, and performance-based bonuses helps
boost satisfaction and loyalty. This aligns with Deci and Ryan’s
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(2000) which highlights how

recognition and intrinsic motivation are key to retaining staff.

Self-Determination Theory,

Ensuring they are embedded within organizational policy rather
than offered as optional initiatives. Moreover, the evidence
highlights the necessity of designing Positive Psychology
interventions that are culturally relevant and tailored to the specific
realities of Moroccan institutions. Generic or imported models risk
limited effectiveness if they fail to align with local cultural values,
workplace dynamics, and employee expectations. Consequently, the
adoption of localized, evidence-based well-being programs emerges
as a strategic imperative, capable of fostering sustainable
engagement, strengthening organizational commitment, and
ultimately reducing turnover in higher education settings. These
retention strategies should be embedded within organizational
policy rather than offered as optional initiatives.

More broadly, the study shows that institutional leadership plays
a crucial role in employee retention. Supportive, transparent, and
communicative leadership helps build trust and loyalty, making
employees more likely to stay. This finding supports the work of Bass
(1990) and Avolio (1999), who highlights transformational leadership
as essential for motivating and retaining staff.

In conclusion, this research deepens our understanding of
employee retention in Moroccan private higher education and offers
practical, context-specific guidance for leaders and HR professionals.
By investing in ongoing development, clear career pathways, and a
satisfying work environment, institutions can build a culture of
commitment, reduce turnover, and strengthen their ability to attract
and retain top academic talent in a competitive global landscape.

8 Limitations of the research study
and further research suggestions

This study provides insights into employee retention factors in the
Moroccan private higher education sector, but several areas warrant
further research. Firstly, the study focused on private institutions and
did not include public academic institutions. Future research could
conduct comparative studies between public and private institutions
or explore retention across other sectors. Secondly, this study
examined only seven retention factors: remuneration and rewards,
performance appraisals, organizational climate, supervisory support,
training and development, career opportunities, and job satisfaction.
Future studies could incorporate additional factors like job security,
organizational policies, internal politics, communication systems, and
job design. Thirdly, further research could investigate how employee
behaviors and retention factors change over time to assess shifts in
demographic characteristics, retention factor correlations, and the
predictability of retention outcomes. Lastly, this study used a
quantitative approach. Future research could apply qualitative or
mixed method approaches for a deeper understanding of
employee retention.

The research faced limitations, including the use of convenience
sampling, which may not fully represent the broader employee
population. Future studies could use larger, random samples to
improve result generalizability. Additionally, the study’s geographic
focus on Morocco suggests potential for comparative studies across
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multiple countries to explore diverse cultural contexts. The study also
only covered seven key factors, though there are many more factors
influencing retention that future research could explore for a more
comprehensive understanding of employee retention dynamics.
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