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Dear IBC Delegate,

As editor and on behalf of the publisher (School of 
Business and Governance, NWU, Potchefstroom), 
it is my absolute pleasure to welcome your research 
into the 2017 conference proceedings of the 11th 
IBC Conference. The review processes have been 
stringent and only quality papers are included in this 
proceedings. The review policy (which also appears 
in these proceedings) was stringently followed and a 
total of 148 competitive papers have been submitted 
from a total of 38 different universities and research 
entities of which eleven are international universities, 
including universities from countries like Germany, 
Namibia, Botswana, Mauritius, Uganda, Tanzania 
and India. A total of 102 papers finally made it into 
these proceedings for publication, signifying a success 
rate of 68.9%. Only 22 Work-In-Progress papers 
have been accepted from developing researchers. 
Specific managerial interventions were initiated over 
the last 11 years to encourage delegates to upgrade 
their research to become competitive whilst research 
workshops were also launched to assist younger 
(and more experienced) researchers. There was 
because of this a remarkable increase in the percent-
age of competitive papers presented at conferences.

Finally, to the authors for all your hard work. Accept my 
congratulations on your accepted papers deservedly 
published here. I have no doubt that the quality of 
the papers adheres to the required standards befitting 
a leading academic conference such as the 11th 
International Business Conference. I am so proud of 
this proceedings – so should you be to be a part of it.

Best regards,
Prof Stephan van der Merwe
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aBstraCt
A significant body of research has been built over 
the past two decades that has found Emotional 
Intelligence abilities to be associated with a range 
of important work-related behaviours. The aim of 
this study was to establish the gender differences 
and significance of Emotional Intelligence and 
leadership styles of senior leaders in the South 
African Government. For this purpose a sample 
of 85 senior managers were selected from various 
Government departments in South Africa. 
The results of the study show that Emotional 
Intelligence and leadership styles do relate to 
one another. However, there were no significant 
differences in leadership styles and Emotional 
Intelligence when male and female managers 
were compared. This is due to the fact that the 
core management criteria and standards used 
to evaluate the performance of senior managers 
in government, help build a common sense of 
good management practice in the public service. 
Despite the non-significance, recommendations 
are made for future applications; for instance 
on whether there could be a difference in the 
performance of female-led teams as opposed to 
male-led teams; or whether a variable such as age 
would have a significant impact on the Emotional 
Intelligence of either female or male leaders.

Keywords: emotional Intelligence; leadership 
style, senior leaders in government, gender dif-
ferences

IntroduCtIon
Unlike few other business concepts, the notion 
of an emotionally intelligent leader has caught 
the interest and stirred the imagination of 

scholars and practitioners alike (Walter et al., 
2012).  According to Hur et al. (2011) the study of 
emotions in the context of leadership has become 
a key topic of interest among organisational 
behavioural researchers over the past decade.  A 
significant body of research has been built over the 
past two decades that has found these Emotional 
Intelligence abilities to be associated with a 
range of important work-related behaviours. 
Particularly significant from a project’s perspective 
have been associations found between Emotional 
Intelligence (EI) and leadership, team effectiveness 
and work group effectiveness (Clarke, 2010).

The presence of women in senior management 
roles, especially in the South African context, 
has changed management cultures in most 
organisations (Naidoo and Xollie, 2011). 
Leaders in every organisation need high 
Emotional Intelligence because they represent 
the organisation to the public, to those they 
lead and those they interact with on behalf of 
the organisation, equally in the public sector. 
Most of all, leaders in the organisation, set the 
tone for employee morale – their influence often 
rubs-off on those they lead in their teams both 
negatively and positively, depending on the 
leader’s leadership style. Naidoo and Xollie (2011) 
explains that the South African public sector is 
reeling from the barrage of new initiatives with 
respect to the government’s transformation 
agenda, and from a plethora of targets that 
need to be achieved in the public sector. 

Goleman (1998) explains that Emotional 
Intelligence means managing feelings so that 
they are expressed appropriately and effectively, 

emotIonal IntellIgenCe and leadersHIP stYles of 
senIor leaders In tHe soutH afrICan goVernment
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enabling people to work together smoothly toward 
their common goal. Goleman (1998) further 
argues that women are not ‘smarter’ than men 
when it comes to Emotional Intelligence, nor are 
men superior to women. An analysis of Emotional 
Intelligence in thousands of men and women 
found that women, on average, are more aware of 
their emotions, show more empathy, and are more 
adept interpersonally. Men on the other hand, are 
more self-confident and optimistic, adapt more 
easily and handle stress better (Goleman, 1998).

In his most recent study, Goleman (2014) 
explains that not all emotional partners are 
equal and that a power dynamic operates in 
emotional contagion determining which person’s 
brain will more forcefully draw the other into 
its emotional orbit. Related to the above notion, 
global research conducted by the Hay Group 
(2012), shows that successful women leaders 
often display versatility in management styles.  
They tend to adapt their style to the demands of 
the situation and are less inclined to adhere to 
one particular style.  As a result they create better 
performance-driving climates than their male 
counterparts which are the essence of Emotional 
Intelligence (EI) in a management context.

According to Thornton (2014), women currently 
fill only 26% of senior management positions 
in South Africa and 21% of local businesses 
have no women at all in senior management 
positions. This is in stark contrast to emerging 
countries like Russia and China, where a much 
higher number of women feature in leadership 
positions in organisations. Women in senior 
positions in businesses throughout South 
Africa has decreased with 2% since 2014, but 
has remained fairly fixed between 26% and 28% 
for the last seven years. Nonetheless, a total 
of 34% of South African businesses employed 
female human resource directors and the same 
percentage had female Chief Financial Officers 
(CFOs) which show an increase of 2% from 32% 
in 2014 and 7% from 27% in 2013 respectively. 
Despite the drop of women in senior positions 
in percentage since 2014, the leadership quotas 
remained a clear directive for business and the 
public sector to allow for equal opportunities 
for women in the workplace. (Thornton, 2014.)

ProBlem statement
The presence of women in senior management 
roles, especially in the South African context, 
has changed management cultures in most 
organisations. Leaders in every organisation 
need high Emotional Intelligence because 
they represent the organisation to the public, 
to those they lead and those they interact 
with on behalf of the organisation, equally in 
the public sector. Most of all, leaders in the 
organisation, set the tone for employee morale –
their influence often rubs-off on those they lead 
in their teams both negatively and positively, 
depending on the leader’s leadership style. 

A lack of understanding on whether males 
or females have a better sense of emotional 
intelligence and or leadership styles to share a 
vision with their employees may result in poor 
or weak service delivery output. It could also 
indirectly affect the equity ratio that South Africa 
strives to in order to promote equality amongst all 
its citizens in the workplace. Despite the directive 
to consider the equity quotas when positions 
are filled in the civil services, i.e. attaining the 
50:50 male and female representation at senior or 
leadership levels, one of the key challenges of the 
South African Public Service is to recruit, develop 
and retain competent leaders and managers.   

Senior managers in Government, Public Service 
managers have an important task of transforming 
the strategic vision, goals and objectives of 
government into effective service delivery. 
Unfortunately, the South African public sector 
is reeling from the barrage of new initiatives 
with respect to the government’s transformation 
agenda, and from a plethora of targets that 
need to be achieved in the public sector. The 
leadership styles and Emotional Intelligence of 
the senior managers of the North West Provincial 
Government Public Service will contribute to a 
sense of shared vision of providing a qualitative 
service to the public and ensuring that the 
citizens have faith in government systems.  

Organisations that want to be a cut above the 
rest would depend on recruiting the right leaders 
with the right attitude and leadership style. These 
leaders would in turn be able to influence, motivate 
and promote the culture of effective service 
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delivery.  The latter leaders will inculcate a culture 
of shared responsibility, a sense of ownership 
and yearning to deliver impeccable services to 
its public.  In the case whereby male and female 
leadership styles are not the same, this would 
also serve as motivation to design development 
opportunities or interventions to assist senior 
managers to obtain the required or most relevant 
managerial qualities that could assist the managers 
to lead their teams and the entire organisation.

researCH aIm and QuestIons
The main purpose of this research is to measure 
and analyse the levels of Emotional Intelligence 
of male and female senior managers in the South 
African Government, in order to identify if 
their Emotional Intelligence has an influence on 
their leadership styles and subsequently make 
specific recommendations for implementing 
interventions to resolve any discrepancies. This 
research aims at understanding the leadership 
styles of males and females in senior positions. 

The second purpose is to identify if Emotional 
Intelligence has an impact on leadership style 
and inter alia, does leadership have an impact on 
Emotional Intelligence. Emotional Intelligence 
is regarded as a leadership competence and thus 
a high level of Emotional Intelligence should 
enable a senior manager to be more efficient and 
effective in organisational relationship building.  

The following research questions were addressed:

1. Does the leadership style of men and women 
senior leaders have a significant impact on 
their Emotional Intelligence?

2. Does Emotional Intelligence support the type 
of leadership style that male and female senior 
leaders display?

3. Does Emotional Intelligence enable 
leadership?

4. Do female senior managers display a higher 
degree of Emotional Intelligence than male 
senior leaders or managers in the South 
African Government?

 
lIterature reVIeW
Authors such as Littrel and Nkomo (2005) 
wrote about the gender and race difference in 

leadership behaviour preferences in South Africa. 
Booysen (2001) cited in Littrel and Nkomo (2005) 
examined subculture differences and similarities 
between South African male and female 
managers in retail banking and found that South 
African male managers focused on performance, 
competition and winning, domination, 
control, and directive leadership, whereas she 
found that South African female managers 
emphasised collaboration, participation, 
intuition, empowerment,  and empathy.  

According to the seminal work of Muchinsky 
(2000), organizational behaviour scientists 
must  acknowledge emotions as a “legitimate 
domain of scientific inquiry”, especially as it 
leads to awareness in the implicit judgment of 
significant events, revealing needs, concerns 
and motives. Chen et al. (1998) as cited in Fatt 
and Howe (2003) states that approximately 90 
per cent of successes in leadership positions 
is attributed to Emotional Intelligence. 

Some literature has shown that the various styles 
of leadership can be attributed to Emotional 
Intelligence and gender differences (Gardner 
& Stough, 2002; Palmer, et al., 2001).  McColl-
Kennedy and Anderson (2002), cited in Bass 
and Riggio (2006) found that transformational 
leadership behaviours, such as inspirational 
motivation and individual consideration, helped 
employees cope with frustrating work events 
and assisted them to feel more optimistic at 
work. This in turn led to increased individual-
level sales performance. Ozcelik et al. (2008) 
found that team leaders who facilitated positive 
working relationships amongst team members 
created more positive team climates, which 
resulted in increased team-level performance.

Goleman (1998) explains that Emotional 
Intelligence means managing feelings so that 
they are expressed appropriately and effectively, 
enabling people to work together smoothly 
toward their common goal. Goleman (1998) 
further argues that women are not ‘smarter’ than 
men when it comes to Emotional Intelligence, 
nor are men superior to women. In a later study, 
Dulewicz and Higgs (2000) argue that Emotional 
Intelligence is about knowing what you are 
feeling and being able to deal with those feelings 
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without having them swamp you. It is being able 
to motivate yourself to get the jobs done, being 
creative and performing at your peak. Also, it 
is to sense what others are feeling, and dealing 
with relationships effectively. In this study, the 
concept Emotional Intelligence is applied on 
the basis of the conceptualisation of Schutte 
et al. (1998) which is that higher Emotional 
Intelligence is associated with a higher positive 
mood state and greater state of self-esteem.

In relation to higher Emotional Intelligence being 
associated with a higher positive mood state and 
self-esteem, Murray (2006) on the other hand, 
found that women score higher than men on 
measures of empathy and social responsibility. 
On the other hand, men outperform women 
on measures of stress tolerance and self-
confidence. Murray (2006) concludes in her 
study that women and men are equally intelligent 
emotionally, but they are strong in different areas. 

The areas where an inadequacy exists in women 
may be cultivated through techniques such 
as stress management whereas men can learn 
the importance of listening to co-workers 
and customers, sensing and interpreting their 
moods and winning their trust. This suggests 
that Emotional Intelligence can be facilitated 
through training in both men and women 
to optimise functioning in the workplace. 
Gardner and Stough (2002) support this and 
indicate that Emotional Intelligence testing may 
improve an organisation’s ability to predict who 
will be an effective leader, who will manage a 
productive group and who will be satisfied in 
their own job, who will not avoid responsibility, 
but also who will be absent when needed.

As more women begin occupying positions of 
leadership, questions as to whether they lead 
in a different manner from men and whether 
women or men are more effective as leaders, 
have garnered greater attention (Quader 2011). 

According to Goleman (2014), leadership boils 
down to a series of social exchanges in which the 
leader can drive the other person’s emotions into 
a better or worse state in that callousness from a 
boss not only heightens the risk of losing  good 
people, it torpedoes cognitive efficiency.  Goleman 

(2014) further argues that a socially intelligent 
leader helps people contain and recover from 
their emotional distress if only from a business 
perspective, a leader would do well to read with 
empathy rather than indifference, and to act on it.

In a comparative study, Petrides and Furnham 
(2006) measured Emotional Intelligence and 
indicates that females scored higher than males 
in social skills. When asked to self-estimate 
Emotional Intelligence, Petrides and Furnham 
(2006) found that the men scored higher on 
certain factors compared to women. Based on 
this research, it was hypothesised that those 
who rated themselves high in Emotional 
Intelligence would have better leadership 
abilities. Furthermore, it was hypothesised that 
females would score higher in EI and leadership 
than males, which suggests that females take a 
more relationship-oriented style of leadership. 

The Turnkett Leadership Group (2002) found that 
51% of respondents agreed or strongly agreed that 
women are more effective in developing people. 
47% agreed or strongly agreed that women’s 
teambuilding skills are more effective than their 
male counterparts. The lowest scores were for 
women being more effective than men in achieving 
results where only 20% agreed or strongly agreed. 
They concluded that the responses could be 
grouped into three categories: 1) Emotional 
Intelligence and empathy, 2) ability to multi-task, 
and 3) ability to communicate and build consensus.

researCH metHodologY
A cross sectional design survey was used to 
answer the research questions. Participants 
(n=85) were purposively selected from a relatively 
small group of senior managers in the South 
African Government.  All attempts were made 
to select an equal number of males and females. 
The participants ranged from Directors, Chief 
Directors, Deputy Directors General and two 
Superintendent Generals. In terms of Education 
the respondents held Doctoral to Bachelors’ 
degrees. The demographic questionnaire used 
a self-report survey instrument to obtain 
demographic information on the gender, position 
held by participants, number of years they have 
occupied a specific position or designation, 
and their levels of education (see Table 1).
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The Self-Report Emotional Intelligence Scale 
[SREIS] (Schutte et al., 1998) was employed. 
This is a 33 item self-report measure of 
Emotional Intelligence. The SREIS has been 
designed to map onto the Salovey and Mayer 
(1990) model of EI. Items of the test relate to 
the three aspects of Emotional Intelligence: 
Appraisal and expression of emotion; regulation 
of emotion and utilisation of emotion.

The Leadership Style Survey [LSS] (Clark, 1998) 
is a 30 item measure which contains statements 
about leadership style beliefs. It was used in this 
study to distinguish the various leadership styles. 
Clark, (1998) identifies three leadership styles: 
authoritarian, participative, and delegation. The 
Generalised Self- Efficacy Scale [GSES] (Schwarzer 
& Jerusalem, 1995) is a 10 item scale created to 
assess a general sense of perceived self-efficacy 
with the aim in mind to predict coping with daily 
hassles as well as adaptation after experiencing all 
kinds of stressful life events.  The Constructive 
Thinking Inventory [CTI] (Epstein and Meier, 
1989) assessed the constructive and destructive 
beliefs and thinking patterns of the respondents. 
This scale measures the efficacy of the experiential 

system whilst the intelligence tests measure the 
efficacy of the rational or intellectual system.   

The Cronbach Alpha resulted in a coefficient of 
0.876 for all the scales. This reflects a high reliability 
of the 119 items used for the questionnaires.

results
This section discusses the key findings 
according to the data interpretation. 
The discussion is based on the results 
obtained on each of the research questions:

Question 1:  Does the leadership style of men 
and women senior leaders have a significant 
impact on their Emotional Intelligence?
All the statements relating to Emotional 
Intelligence did not show any statistically 
significant difference when crossed with 
gender at the 5% level of significance. It clearly 
indicates that leadership style of men and women 
senior leaders have no significant impact on 
their Emotional Intelligence. Quader (2011) 
encourages researchers when seeing that there 
is no significant difference between male and 
female leadership, it would perhaps even be much 
more meaningful to start focusing on the fact 

taBle 1: CHaraCterIstICs of PartICIPants

Variable frequency %
Gender Male 48 56.47

Female 37 43.53

Position Director 52 61.18
Chief Director 23 27.06
DDG 8 9.41
SG 2 2.35

Years Position 0  to 2 20 23.53
2 to 5 24 28.24
5 to 7 16 18.82
8 + 20 23.53

Education PhD 13 15.29
Masters 30 35.29
Honours 21 24.71
Bachelor’s degree 18 21.18
Diploma 3 3.53
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that even if gender differences may exist, both 
genders are both necessary in running a business. 
Quader (2011) further writes that certain 
masculine traits such as the ability to focus and 
take action, are essential to a business success, 
so are the feminine qualities of relationship 
building, emotional mentoring, communication, 
multitasking, intuition and compassion which 
offer business a very different perspective from 
the more commonly recognized masculine traits.

Question 2:  Does Emotional Intelligence 
support the type of leadership style of the male 
and female senior leaders?
The chi-square test in Table 2 shows a statistically 
significant difference at the 5% level of significance. 
Gender plays a vital role in the leadership style 
and only two statements were influenced by 
gender, namely “I do not consider suggestions 
made by my employees as I do not have the time 
for them and each individual is responsible for 
defining their job”. In a related study, Khalili 
(2012) discovered that women scored higher than 
men on empathy and social responsibility, while 
men surpassed women on stress tolerance and 
self-confidence. His findings suggested women 
and men are equally Emotionally Intelligent, 
but they are different in these spheres.  In the 
same breath, Northouse (2013) cautions that 
the incongruity between the female gender role 
and the leadership role leads to prejudice against 
female leaders, who are evaluated and perceived 
more negatively than their male counterparts. 

Question 3:  Does Emotional Intelligence enable 
leadership?
The majority (90%) of the respondents indicated 
that they don’t know when to speak about their 
personal problems to others. The similar vast 
majority (91%) are of the view that when they are 
faced with obstacles, they remember times they 
faced similar obstacles and overcame them, that 
they expect that they will do well on most things 
they try, that other people find it easy to confide in 
them, that they find it hard to understand the non-

verbal messages of other people. A non-conclusive 
majority (53%) did not concur that some of the 
major events of their life have led them to re-
evaluate what is important and not important. 

A good proportion (73%) concur that when their 
mood changes, they see new possibilities, that 
emotions are one of the things that make their life 
worth living, that they are aware of their emotions 
as they experience them, that they expect good 
things to happen, that they like to share their 
emotions with others, and that when they 
experience a positive emotion, they know how to 
make it last. It was also evident from the data that 
a majority (79%)  of the respondents agreed that 
they arrange events that other enjoy, that they seek 
out activities that make them happy, that they are 
aware of the non-verbal messages they sent to 
others and lastly that they present themselves in 
a way that makes a good impression on others. 

The majority (86%) of the respondents agreed 
that when they are in a positive mood, solving 
problems is easy for them, that by looking at 
their facial expressions, they recognise the 
emotions people are experiencing, that they 
know why their emotions change, that when they 
are in a positive mood, they are able to come 
up with new ideas, that they have control over 
their emotions, and that they easily recognize 
their emotions as they experience them. 

The analysis highlighted the fact that the vast 
majority (85%) of the respondents agreed that they 
motivate themselves by imagining a good outcome 
to tasks they take on, that they complement 
others when they have done something well, that 
they are aware of the non-verbal messages other 
people send, that when another person tells them 
about an important event in his or her life, they 
almost feel as though they have experienced this 
event themselves, that when they feel a change 
in emotions, they tend to come up with new 
ideas, that when they are faced with a challenge, 
they give up because they believe they will fail.  

taBle 2: CHI sQuare test

statements Chi square P-value
I do not consider suggestions made by my employees as 
I do not have the time for them. 9.635 0.047

Each individual is responsible for defining their job. 9.767 0.045
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A good proportion (93%) of the respondents 
are opposed to the fact that they know what 
other people are feeling just by looking at them, 
and were unsure that they help other people 
feel better when they are down. The majority 
of the respondents (97%) agreed that they use 
a good mood to help themselves keep trying 
in the face of obstacles, that they can tell how 
people are feeling by listening to the tone of 
their voice and lastly that it is difficult for them 
to understand why people feel the way they do. 

The above information deduced from the data 
demonstrates that there is a link if not a clear 
correlation between leadership and Emotional 
Intelligence. It is apparent that Emotional 
Intelligence factors directly affect leadership 
decisions and a positive environment. In his 
recent article “What’s your Emotional Footprint”, 
Baron (2014) writes that every interaction is an 
opportunity to engage, empower and inspire 
or distance, disempower and disenfranchise 
those around you. Baron (2014) further 
writes that therefore, leaders must have the 
Emotional Intelligence to understand that every 
interaction sits on the fulcrum between two 
possibilities. On one side the leader is nurturing 
any given relationship, thus eliminating the 
obstructions to progress, reinforcing trust 
and loyalty or, creating obstacles and eating 
away at whatever trust has been established. 

Question 4:  Do women senior managers have 
better Emotional Intelligence than male senior 
leaders or managers in the South African 

Government?
The chi-square test in Table 3 shows a 
statistically significant difference at the 5% level 
of significance. Gender plays a vital role in the 
leadership role and some Emotional Intelligence 
items on the Emotional Intelligence Scale (EIS); 
(I like to share my emotions with others; when I 
feel a change in emotions, I tend to come up with 
new ideas; When I am faced with a challenge, 
I give up because I believe I will fail; I can tell 
how people are feeling by listening to the tone 
of their voice; emotions are one of the things 
that make my life worth living and I am aware 
of the non-verbal messages other people send).  

In a similar and relevant study, Coetzee and 
Schaap (2005) conclude in their study that, 
the level of a leader’s Emotional Intelligence 
determines whether or not such a leader is able 
to influence behaviour and take individual 
developments into consideration through the 
intellectual stimulating of followers.  Coetzee 
and Schaap’s (2005) analysis confirm that an 
Emotionally Intelligent leader is able to instil 
trust and commitment and motivate followers to 
exert extra effort, which in turn creates a feeling 
of satisfaction once the set goals are reached.

reCommendatIons and managerIal 
ImPlICatIons
Based on the findings, it is recommend that 
although previous literature showed that women 
leaders have better Emotional Intelligence as 
opposed to their male counterpart, and possible 
differences in leadership style are related to 

table 3: Chi square test
statements Chi square P-value

Female Leadership vs I like to share my emotions with others 12.872 0.012
Female Leadership vs When I feel a change in emotions, I tend to 
come up with new ideas 18.961 0.004

Female Leadership vs When I am faced with a challenge, I give up 
because I believe I will fail 23.108 0.003

Female Leadership vs I can tell how people are feeling by listening 
to the tone of their voice 12.915 0.044

Male Leadership vs Emotions are one of the things that make my 
life worth living 25.410 0.013

Male Leadership vs I am aware of the non-verbal messages other 
people send 10.485 0.015
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each other, the findings of this study did not 
show a significant difference. Leaders with high 
Emotional Intelligence are bound to understand 
that whatever message, communiqué they 
transmit may spark positive or negative output 
in the employees they manage, thus they have to 
be calculative and deliberate in the message and 
communication they transmit, for the overall 
benefit of the organisation and those they lead.

Senior managers in government are expected to 
have some of the following key competencies; 
change management, knowledge management, 
strategic capability and leadership, programme 
and project management, service delivery 
innovation, problem solving and analysis, people 
management and empowerment, client orientation 
and customer focus, communication, honesty and 
integrity. Job selections for these senior managers 
should involve competency assessments. 

sIgnIfICanCe of studY 
This study is important because it:

•	 Assist in gauging if there is significant 
difference in senior male and female leaders’ 
Emotional Intelligence;

•	 Give a guideline for those who wish to conduct 
a study on a similar topic;

•	 Provide brief information to those in 
recruitment and strategic leadership 
of influence in terms of decisions on 
appointments, on qualities of leadership styles 
to identify for their organisational specifics.

•	 Provide the significance of Emotional 
Intelligence for any organization undergoing 
change or interested in keeping up with the 
best practice trends of promoting equity in 
their organisations;

•	 Benefit organisations that are keen on 
promoting Integrated Employee Health and 
Wellness, to understand the management 
styles of the leadership and the impact they 
may have on those they lead;

•	 Assist future studies investigating the 
performance output of the department in 
which these teams operates to determine if 
performance differences exist in male-led and 
female-led teams;

•	 Be worthy of note to explore if teams led by 
either men or women managers had better 
cohesion, understanding and a better grasp of 
their environmental challenges because their 
managers are able to coach and mentor them 
because they have better human insight;

•	 Also be compared to studies done in the private 
sector to see if there would be any significant 
difference in management teams, i.e. mining 
sector which has been predominantly a male 
dominated area. 

 
ConClusIon
The aim of this study was to compare leadership 
styles of women and male senior leaders in 
government in relation to their Emotional 
Intelligence. The results of the study indicated 
firstly, that there were no differences in the 
leadership styles of male and female managers. 
Secondly, the results also showed that there 
were no differences in the levels of Emotional 
Intelligence of male and female managers.  
However, Emotional Intelligence and leadership 
are two important correlates of which leadership 
provides the context in which Emotional 
Intelligence operates. Thus, it is critical to promote 
these two qualities among senior leadership if 
the civil service has to promote a shared vision 
and provide equitable service to the public.  

It is also very clear from the data that Emotional 
Intelligence is an enabler of leadership. 
Emotional Intelligence factors directly affect 
leadership decisions and a positive environment. 
Significant change in organisational culture, 
the employment equity directive of including 
more women in leadership in South African 
organisations and better understanding of 
leadership qualities and Emotional Intelligence of 
both women and men, may assist in appreciating 
the need for both genders in the workplace.

Lastly, gender plays a vital role in the leadership 
role and some Emotional Intelligence scales 
as confirmed above. It would be to the added 
advantage of South African organisations, 
especially the public sector, to strive towards the 
much advocated for 50:50 employment equity 
directive of women and men in the workplace. 
This is specifically the case if South Africa 
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is to live up to best practices of developing 
countries and maintain its competitive edge.
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aBstraCt
This paper examines export as an indicator of 
globalisation used to explore performance of 
rural based small scale agri-businesses (SSABs) 
in South Africa.  Since 1994, SSABs are exposed 
to globalisation forces which has resulted in 
the poor performances and closure across rural 
South Africa. Small scale agricultural businesses 
(SSABs) are vital as they generate employment 
and income for rural regions of the country. Good 
economic performance of these SSABs are crucial 
if these businesses are to continue performing 
their aforementioned role. SSABs that have 
hitherto been isolated from the rest of the world 
in the past as a consequence of sanctions due to 
the country’s apartheid policy are now exposed to 
all the different forces of globalisation. This paper 
addresses a basic question in the small business/ 
globalisation literature: what is the impact of 
export on small firm performance in relation to 
globalisation? Whilst many scholars have argued 
that globalisation has detrimental impacts on 
small businesses more so in the developing 
country context, a sizeable number too lay 
claim to the contrary. Arguing from the new 
growth theory, this paper investigate exportation 
opportunities (exogenous factor for growth) that 
result from trade liberalisation (as a component of 
globalisation) and its impact thereof on the SSABs 
in a rural region of South Africa. Business success 
was measured by owner’s perception of growth 
in employment and gross profit. The results lead 
to the conclusion that higher levels of exporting 

contributes to improved economic performance 
hence by inference exogenous development 
path is relevant to better SSABs performance.

Keywords: exogenous, endogenous, growth, 
globalisation, small scale agri-businesses, ex-
porting, south africa

IntroduCtIon
The small business sector in South Africa is 
an important contributor the country’s Gross 
Domestic Production (GDP). Lately, the 
sector is under increasing pressure to do more 
as big businesses shed jobs. South Africa’s 
unemployment rate is estimated at between 25-
35 % (Ramukumba, 2014; Statistics South Africa, 
2010). Small Scale Agri-Businesses (SSABs) 
are viewed as an important contributor to 
rural employment in South Africa and the only 
source of economic livelihood of the majority of 
unskilled people. The South Africa’s Small Micro 
and Medium Enterprises’ (SMMEs) environment 
definition are contained in Act No.102 of 1996 
as amended in 2003. The sector as defined by 
the act have five categories namely survivalist, 
micro, very small, small and medium (Abor & 
Quartey, 2010). A business is considered in this 
category if it is a separate distinct entity and 
managed by one or more owners, including its 
branches and subsidiaries. Lamprecht (2011) 
intimates that, the South Africa’s export sector 
is dominated by few SMMEs because they are 
export oriented. Like every concept, it would 
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be ideal to defined globalisation although the 
concept is multifaceted (Douglas and Craig, 
2011). Globalisation is conceptualised within 
the context of this study from an economic view 
point. The reason being that, globalisation consist 
of four broad aspects, namely; technological, 
economic, social and political. This allows 
flexibility in the use of the concept depending 
on the on the focus of the study (Martens and 
Raza, 2010; Krishnakumar and Sarti, 2013).

Although numerous variants of economic 
definitions of globalisation exist, they all seem to 
centre on globalisation being the integration of 
markets or economies (Panagariya, 2000; Lee and 
Vivarelli, 2006; Krishnakumar and Sarti, 2013). The 
definitions by these authors point to the centrality 
of integration of world economies and markets. 
This view allows one to evaluate SSABs export 
performance since it is integration of markets 
that determines if a firm is global. In a study by 
Lekunze, 2013; Agbobli, 2014, most SSABs die off 
at the early stages of their formation. This paper 
examines the export performance of the SSABs of 
South Africa and the impact thereof on economic 
performance. The paper further examines SSABs 
and the environment within which they operate.

ProBlem InVestIgated
The small scale agri-business space in rural South 
Africa is characterised by firms that appears to 
be efficient but a closer look reveals high level 
of technical inefficiency as they are unable to 
compete with firms of similar sizes globally. 
Apart from a few mining activities, rural South 
Africa economy is agriculture dominated by 
SSABs. The research problem to date is that, no

one knows for sure how SSABs located in the 
rural South Africa are responding to threats and 
opportunities presented by globalisation. The 
paper focuses on one of the key opportunities 
presented by globalisation – export opportunity 
at a local level. The paper explores two basic 
questions (i) To what extent do SSABs in 
Vryburg-Pokwani export products?; (ii) What 
relevance does exports as a result of trade 
liberalisation (as a component of globalisation) 
have on performance of SSABs in the Vryburg-
Pokwani area? Alternative, are there significant 
differences in a SSAB performance based exports? 
If so, what is the nature of such difference?

researCH metHodologY and de-
sIgn
From an ontological view point, the underlying 
research philosophy adopted in this paper 
stems from the objectivist perspective of 
what constitutes reality. Subsequently the 
epistemological approach is positivism. This 
implies that the design be quantitative in nature. 
The study focused on the Vryburg-Pokwani area 
and covers the Vryburg District of the North 
West Province and the adjoining areas of Frances 
Baard District (Pokwani Municipality). The 
target population of SSABs in the study area is 
approximately 3788 and the total population 
involved in agro-based businesses was 899. 
The estimates was obtain through exploratory 
investigations conducted in municipalities in the 
study area. Accordingly, structured questionnaire 
was used to collect data from 269 randomly 
selected SSAB owner/managers. The data were 
then statistically analysed using SPSS version 23.

Theoretical framework: SSABs performance 

taBle 1: CronBaCH's alPHa CoeffICIents and Item-total for eaCH of tHree IndeXes 
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learning by doing (Anatol, 2013) are those that 
give competences and internet access that expose 
these rural businesses to foreign markets can help 
improve SSAB export performance and ultimately 
business performance. The in-depth exposition 
of the research locale is deliberate. It shows a 
preference for a narrow regional perspective as 

opposed to a broader national level. This approach 
is perfectly in line with Capelo and Fratesi (2013) 
who argue from the new growth that a regional 
perspective is fundamental to understanding the 
real economic effects of globalization. According 
to these authors, “regional patterns of growth can 
be the result of either internal forces(endogenous  
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under the new growth theory
There are many possible theoretical lenses 
through which studies on globalisation can be 
viewed. There are equally several aspects of the 
growth theory. Unfortunately this paper cannot 
delve into all of them due to the obvious scope/
page limitations imposed on articles. However 
suffice it to say that broadly speaking, from the 
new growth theory perspective, growth theory 
can be classified as endogenous and exogenous. 
As stated in the introductory section, in South 
Africa, SSABs in the rural regions are under 
pressure to perform well in the face of imports 
of foreign products (caused by globalisation) so 
that they can increase their labour absorption 
capacity in order to help address the high 
unemployment rate in the country. Exporting 
presents a great opportunity for SSABs giving 
the weakening of the South African Currency 
(Rand) which makes export cheaper and imports 
more expensive. From exogenous growth 
perspective, SSABs can exploit the opportunities 
presented by foreign markets to export hence 
grow their customer base which should hopefully 
translate into higher sales hence profitability.

The endogenous and exogenous growth theory 
lend some insightful ideas into how globalisation 
can be harnessed to their benefit of SSABs 
economic performance. From exogenous growth 
theory perspective, policies in terms of training, 
capacity of a region to grow) or forces from 
outside the region (exogenous forces) that give 
rise, in a cumulative self-reinforcing mechanism, 
to a local process of growth”. The aim of this 
paper is to analyse SSABs performance from 
the point of view of the exogenous factor of 
globalisation (availability of foreign markets) 
that allow small agricultural firms in the rural 
regions to expand their market share through 
exports in order to perform better, provide more 
job opportunities leading to growth of the region.

Research suggests that there is no clear-
cut way of determining the size of a sample 
(Blumberg et al. 2011). However, there is 
an agreement, however, that the following 
factors affect the decision on sample size.

•	 The extent of precision desired (confidence 
interval),

•	 The risk allowable in predicting the level of 
precision (confidence level),

•	 The variability in the population itself,
•	 The cost and time constraints, and
•	 The size of the total population

The study adapted the sample procedure as used 
by Strydom and De Vos (1998a).The study frame 
was 899 and the actual sample comprised of 269 
participants. The sample size was first computed 
out of the population by using the Macorr Sample 
Calculator at 95% confidence level and 269 agro-
based businesses were randomly selected. Simple 
random probability sampling technique was used 
to select 269 individual firms from the sample 
frame, thereby, making it more representative 
of the population. Quantitative data used in 
the study was collected using a semi-structured 
questionnaire on the impact of exports by SSABs 
on globalisation. In the qualitative part of the 
study, analyses involved determining consistent 
patterns and summarising them. The data collected 
was analysed using Statistical Package for Social 
Sciences (SPSS) version 23.0. The computations 
comprised of descriptive and inferential statistics.

In this study, internal consistency was measured 
by Cronbach’s Alpha coefficient as shown in Table 
1. According to the Cronbach’s Alpha coefficients 
analysis, a value of 0.70 is normally considered 
to be the appropriate cut-off for acceptable 
reliability or acceptable internal consistency. 
All three indexes (“importance/relevance”; 
“impact”; “long-term performance expectations”) 
demonstrate excellent reliability as their respective 
coefficients are 0.921, 0.906 and 0.885. A second 
measure of internal consistency used is the 
extent to which each individual item correlates 
with its total score on the index. Correlation 
coefficients were computed as estimates of 
such item-total correlations. A coefficient of 
0.50 indicates a strong correlation. As shown 
in Table 1 below, the item-total correlations 
range between 0.57 and 0.78, and the average-
item correlations (for each of the three indexes, 
0.72, 0.69 and 0.65) are all markedly above 0.50.

Analysis of variance
The three indexes (impact of globalisation, 
importance/ relevance of globalisation, 
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long-term performance expectations under 
globalisation) created for all data as presented 
in Table 1 above were analysed and their mean, 
median, mode, standard deviation, minimum 
score, maximum score and number of cases were 
computed. The results are presented in Table 2 
and 3 under the result and discussion section. 
These measurements were necessary for the 
critical examination of the relationship between 
a categorical and scale variables. The comparison 
was to determine whether respondents at the 
different levels of the categorical variable also 
differ significantly in terms of their mean scores 
on the scale variable. In this study, each of the 
three created indexes represents a scale variable.

Depending on whether the categorical variable is 
dichotomous (e.g. gender with its two categories) 
or non-dichotomous (e.g. age with its five 
categories), the appropriate significance test is 
either an independent t-test or a one-way ANOVA 
(F-test). The variables used for the categorisation 
into indexes were either dichotomous or non-
dichotomous. In the case of a non-dichotomous 

categorical variable (one-way ANOVA or F-test), 
a post-hoc test (Bonferroni) was used as a follow-
up, to determine which levels of the categorical 
variable are significantly different from which 
in terms of the mean scores on the index.

results and dIsCussIon
This section reports on the extent to which SSABs 
are globalised in terms of: (i) establishment 
of foreign alliances; and (ii) exportation of 
products. It is important to mention here that 
trade liberalisation promotes the exportation 
of goods and services (Collins, 2013). However, 
for any business to export, it must also establish 
foreign alliances. Therefore, trade liberalisation 
also promotes the formation of foreign alliances. 
It is therefore imperative that the general 
analysis of trade liberalisation should encompass 
exporting and the formation of foreign alliances.

The study examined the extent of establishment 
of foreign alliances by SSABs in the study area. 
The results in Figure1 reveal that, although a high 
proportion (48.3%) of SSABs have no foreign 

fIgure1: eXtent to WHICH BusInesses HaVe estaBlIsHed foreIgn allIanCes

fIgure 2: eXPort as a PerCentage of gross turnoVers
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alliances, the majority (51.7%) have some form of 
foreign alliance (even if only a few). The results 
also show that as many as 18.5% have only 1-2 
alliances; 11.9% have more than 10 alliances; 
and 6.6% had 6-10 alliances. This finding is 
an indication that majority (51.7%) of SSABs 
have foreign alliances but at a minimal level. 
The study does not assume foreign alliances 
to imply exporting of product. In this study, 
foreign alliance relates to both importation 

and exportation of products by SSABs.

Furthermore, the extent to which SSABs in 
the study area export product was analysed 
using percentages as shown in Figure 2. The 
results reveals a high percentage (60.3%) of 
SSABs in the Vryburg-Pokwani area does not 
export produce/products. The analysis also 
reveals that, for SSABs that export, only a very 
small proportion (13.2% of SSABs) export 
any appreciable percentage of gross turnover 

taBle 2: PerCeIVed ImPaCt of gloBalIsatIon on tHe PerformanCe of ssaBs 
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(21-30%). It seems therefore that exporting of 
products is not a priority for SSABs in the region.

Perceived impact of globalisation on the 
performance of SSABs
The impact of globalisation elements on 
the performance of SSABs in the study area 
was also investigated. The objective was to 
determine the views of respondents on the 
perceived impact of trade liberalisation on their 
business performance (profitability, growth and 
survival). The findings are presented in Table 2.

To partially understand the impact of globalisation 
on the performance of SSABs, the extent to which 
the use of foreign technology has impacted on 
the performances of SSABs was analysed and 
the results are presented in Table2. From the 
results, the overwhelming majority (79%) of 
participants agreed that foreign technologies 
have positively (increased productivity) 
impacted on the performance of business 
as a whole and individually for profitability, 
business growth and business survival.

This result is in line with the findings of Hoekman 
and Javorcik (2004) and Redding (2007) who 
found that the introduction of more modern 
foreign technology reduced operational costs, 
increased efficiency and output resulting in 
increased profitability. Therefore, it can be 
said that participants believe that foreign 
technologies increased enterprise productivity, 
reduces costs and enhance business performance.

Furthermore, trade liberalisation enables the 
exportation of products and the formation of 
overseas alliances and eventual firm performance. 
From the analysis, with regard to the impact 
of lowering trade barriers, the situation is 
best understood using proportional analysis. 
The results in Table 2 reveal that the greatest 
proportion (49.3%) of respondents believe trade 
liberalisation had no effect on the performance of 
their business while a relatively smaller proportion 
(38.3%) indicated that it had a positive impact.

A smaller proportion (12.03%) maintained that it 
had negative impact. This result indicates mixed 
fortunes for SSABs as far as perceived impact 
of trade liberalisation on business performance 

is concerned. It is interesting to note that a 
number of researchers indicate the existence of 
a positive impact of trade liberalisation on firm 
performance (Esterhuizen and Van Rooyen, 2006; 
Jatuliavičienė and Kučinskienė, 2006; Collins, 
2013). However, findings from this study showed 
the reverse. The possibility of this outcome maybe 
that, the proportion (49%) of respondents who 
indicated that trade liberalisation has no impact 
on their businesses are not engaged in exporting, 
use foreign or do not employ foreign labour, 
hence are not in a position to notice their impact.

To measure the extent to which free movement 
of labour impacts on the performance of SSABs 
in the study area, participants were asked to 
state how they think relaxed immigration 
laws impacted on their businesses in terms of 
growth, profitability and survival. The results 
in Table 2 reveals that a good majority (over 
70%) of respondents believe that free movement 
of labour has no impact on business growth, 
profitability and survival chances, hence overall 
performance of the business. It can therefore 
be concluded that respondents feel that the free 
movement of labour across national borders 
does not influence business performance. This 
result could be attributed to the fact that a large 
number (70.9%) of SSABs do not employ foreign 
labour in the study area. Therefore, it is difficult 
to determine the impact of the employment of 
foreign labour on performance. Contrary to this 
finding, Pécoud and Guchteneire (2005) and 
Wolf (2004) argue that the biggest gains due to 
globalisation lie in the international movement 
of workers, leading to the development 
of poorer countries such as South Africa.

Analysis of importance/relevance and long-term 
expectation of business performance of SSABs 
globalisation
Analysis of variance (ANOVA) was used to 
quantitatively ascertain the degree of importance/
relevance of each identified globalisation 
indicators on small-scale agro-based businesses 
in the study area. The analysis revealed that 
some of the indicators were of more importance/
relevance in ability of businesses to go global 
than others. Table 3 summarises the comparison 
of mean scores on the “importance/relevance of 
globalisation” index and business characteristics.
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Analysis revealed gender does not have an 
influence on the perception of owners of SSABs 
regarding the importance of globalisation in 
terms of profitability, growth and survival, as well 
as long-term expectation of business performance 
under increased globalisation. The table (3) 
further reveals that the age of owners/managers 
has a significant influence on their perception of 
the importance of the elements of globalisation. 
The current profitability, growth, survival and 
long-term expectation of business performance 
of SSABs stands at p= 0.05. The Bonferroni test 
results in the last column of Table 3 show that the 
older the manager, the more they perceive the 
elements of globalisation as important for business 
success. This seems to suggest that as managers/
owners grow old, and as the businesses grow 
older, so also do their experience and knowledge 
on the global forces impacting an enterprise.

The results in the table further shows that the 
academic qualifications of owners/managers are 
significant determinants of perceived importance 
of globalisation for business success at p=0.05. 
The Bonferroni test results reveals that the 
higher the qualification of the manager, the more 
they perceive the elements of globalisation as 
important for business success. This suggests that 
owners/ managers with higher qualifications and 
who have probably acquired skills in business, 
are better positioned to appreciate the impact 
of globalisation in business. There are empirical 
evidences in support of this assertion (Pickernell 
et al. 2011; Nene, 2011; Geete and Deasai, 2014).

The number of years the sampled companies have 
been in operation were analysed and grouped (up 
to 1 year, 2 to 5 years, 6 to 10 years, 11 to 20 years, 
Over 20 years). The mean scores of the length of 
operation of different companies were computed 

taBle 3: ImPortanCe/releVanCe and long-term eXPeCtatIon of gloBalIsatIon BY 
BusIness CHaraCterIstICs
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and the results show that companies that are at 
their early stage of operation (< 5 years), have 
lower mean scores while those that have been 
operating for over twenty years, have the highest 
mean scores. The results of the Bonferroni analysis 
(see Table 3) also reveal that the numbers of years 
of operation have a positive and significant impact 
(at F = 6.884 and p=0.05) on the perception of 
importance of globalisation for business. The 
implication may be that older businesses have 
probably acquired more experience in business 
and hence, are better positioned to appreciate 
the impact of globalisation on business. 
Recent evidence provided by Audretsch (2012) 
suggests that high performance firms are not 
necessarily newly founded entrepreneurial start-
ups, but rather tend to be more mature firms.

Analyses were performed on the type of agro-
based activities (agric-processing, livestock 
farming, crop farming, both livestock and crop 
farming) practised by the sampled enterprises 
and their mean scores computed. The results 
show that enterprises specialising in processing 
activities have the highest mean scores while 
SSABs involved in primary activities (livestock 
farming and crop farming) have the lowest 
scores. The results in Table 3 reveal that type 
of agro-based activity has a significant impact 
at F = 14.229 and p=0.05 on the perception 
of importance of globalisation for agro-based 

enterprise performance. The Bonferroni results 
in Table 3 show that firms engaged in primary 
activities view globalisation as less important to 
business success than processing activities. This 
result was anticipated as it is only logical that

processing activity requires more and better 
technology. This may be readily available in 
other countries (internationally) than locally.

Analysis on the different forms of business 
ownership (sole proprietor, partnership, close 
cooperation, private company and cooperative 
societies) shows significant differences in 
perception of importance of elements of 
globalisation for business performance at 
F=6.764; p<0.05. The Bonferroni results shows 
that Ptys and Close corporations regard elements 
of globalisation more important for business 
performance than sole proprietorships and 
partnerships. This can be partially explained 
by the fact that sole proprietorship may not be 
very sophisticated in nature to comprehend 
the importance of globalisation. In the final 
analysis, it is an indication that SSABs that are 
formally registered have a better understanding 
of the implications of globalisation for business 
performance. It may also be that foreign firms 
prefer to do business with more formal businesses 
such as Ptys and CCs because this reduces 
the level of risk and loss of their investments.

# “Horticulture” excluded because only one respondent selected this category



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

35

A DECADE OF EXCELLENCE

The number of employees in an organisation 
has generally been used to classify a business in 
terms of small-scale, micro and medium agro-
based businesses. According to the Department 
of Trade and Industry (DTI) of South Africa, 
any business with between 1 and 50 employees 
is classified as a small-scale business. During the 
study, sampled businesses were grouped into the 
following categories: 1 to 5, 6-20, 21 to 30, 31 
to 40 and 41 to 50. The results in Table 3 show 
that the number of employees has a significant 
influence on a firm’s perception of importance 
of globalisation for business performance at 
F= 15.999; p<0.05. The Bonferroni result in 
the last column of Table 3 indicates that larger 
businesses regard elements of globalisation 
more important for business performance than 
smaller businesses. This result was anticipated as 
it is reasonable to expect larger SSABs (greater 
than 20 employees, See Table 3) to have more 
ambitions of growing even larger and into foreign 
countries than smaller ones. Therefore, as firms 
become larger and the local market becomes 
limited, they might consider going global for 
bigger market shares (Douglas and Craig, 2011).

Results of the analysis in Table 3 also shows 
that the importance attached to the impact 
of globalisation on firm performance is 
significantly related to the number of foreign 
alliances formed by the business at F= 11.856; 
p<0.05. However, the Bonferroni test could 
not confirm the nature of the difference. It is, 
however, reasonable to postulate that the higher 
the importance attached to globalisation, the 
higher the number of foreign alliances formed.

During the survey, firms were asked what type of 
engagements they have with foreign businesses. 
The analysis reveals that the level of importing 
from foreign businesses is significantly related 
to the importance firms attach to the impact of 
globalisation on business performance at F=3.524; 
p<0.05. This may be due to the fact that firms that 
import improved technologies and cheaper labour 
from foreign countries, thus reducing the costs of 
production and improving efficiencies, will have 
a better appreciation for the importance of access 
to the global market arena to business success.

Owners/managers were asked what type of 

engagements they have with foreign businesses. 
The analysis revealed that a firm’s level of export 
to foreign countries was significantly related 
to the importance attached to globalisation at 
F=11.587; p<0.05. Just like importing, this may 
be due to the fact that firms that export will 
better appreciate the importance of access to the 
global market arena to business success. Also, 
firms that export have a larger customer base and 
sometimes fetch better prices for their products. 
The increase in sales volumes may reduce the cost 
of purchasing raw materials due to high discounts 
for bulk purchases. This will subsequently increase 
margins thus resulting in better performance.

Analysis of variance was conducted on pre-
tax profit for SSABs in the study area in the last 
five years in order to indicate whether they are 
declining, growing or have remained stagnant. 
The analysis on percentage growth in pre-tax 
profit was found to be significantly related to 
importance attached to globalisation at F=13.680; 
p<0.05. As firms engaged in international 
trade globalised, they might become more 
efficient and reduce costs of production while 
increasing sales volume. The profit levels 
of firms may increase as they grow larger.

The analysis on percentage growth in size/
employment was found to be significantly 
related to importance attached to globalisation 
at F=4.836; p<0.05. As firms grow in size, and 
logically produce more, they soon realise that the 
local market is not large enough and may need to 
export to the global market. It is also possible that 
as firms engaged in international trade become 
globalised, there is an increase in the demand of 
their products. There is thus the need to increase 
production capacity which means increase in 
the number of people employed by the firm.

ConClusIon
Small businesses in general, have a high failure 
rate in South Africa. Having somehow, been 
protected (even if inadvertently) in the past by 
apartheid policies from global influences, post-
1994 small businesses, including SSABs in South 
Africa are now confronted with dealing with the 
challenging task of global competition. With the 
abolition of control marketing boards and the 
removal of government subsidies and support in 
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the post-apartheid era, the inefficiencies of SSABs 
in South Africa are exposed to the extent that they 
are bound to struggle to compete for market share. 
Meanwhile, it is common knowledge that unless 
a business entity can ride the troubling waters 
of competition in the marketplace, the chances 
of good performance (profitability, growth and 
survival) is next to nothing. Moreover, in every 
business undertaking, local competition exists 
and this is even compounded by global forces 
of technology, free trade and the free movement 
of labour. This intensified competitive business 
environment is bound to affect the performance 
(profitability, growth and survival) of SSABs 
operating in rural areas of South Africa. As 
discussed in the literature review, no business is 
immune to the vagaries of the forces of globalisation.

reCommendatIon
It has been proven in the study that the level 
of foreign involvement of both local and 
international investors in small-scale agro-based 
businesses is low. As such, government and 
other stakeholders in this sector must remove 
policies that act as a barrier and redesign new 
legislation that promote the development and 
growth of small-scale agro-based businesses. The 
introduction of such new policies will result in 
the formation and promotion of alliances among 
local SSABs and between local SSABs and foreign 
businesses. This can be only achieved through the 
participation of local businesses in foreign trade 
fairs and the subsidisation of such attendance 
by government or local chambers of commerce.

One of the vital necessities of a successful 
agricultural industry is the availability of 
reliable, readily available and understandable 
market information. This enhances logical 
decision-making of farmers and also enhances 
opportunities to penetrate the global market. 
With the current deregulation of the various 
control boards, timely market information has 
become even more important as small-scale 
agro-based businesses are now more involved in 
the marketing of produce. The balance between 
marketing of agricultural inputs and production 
is vital to guard against the cost price-squeeze 
syndrome. Supply-side measures such as 
technology to produce cheaper fertilizers and 
other agricultural inputs can help reduce the cost 

price-squeeze syndrome and lead to sustainable 
growth of the manufacturing sector. Some of 
these measures are: (i) support for technological 
development and diffusion; and (ii) promotion of 
both internal and export marketing programmes.
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aBstraCt
Globalization and rapid advances in technology 
have created a paradigm shift that has resulted 
in a transfer of power from organizations to 
the consumer. It is for this reason that service 
quality and the understanding of service quality 
dimensions from the perspective of the consumer 
has become so significantly important. Service 
quality is a key ingredient that differentiates an 
organization’s service quality from that of its 
competitors. Private health care facilities operate 
similarly to other service providers in the sense that 
private hospitals are expected to attract and retain 
their patients through excellent service quality. 
Private hospitals are expected to provide services 
that satisfy consumer needs and surpass service 
quality expectations of their patients. This study 
investigated service quality perceptions amongst 
patients at a private hospital in Durban (South 
Africa). Non-probability, convenience sampling 
was used for the study. The sample comprised of 
357 patients from a private hospital in Durban. 
The questionnaire was adapted to the SERVQUAL 
model and tested service quality dimensions of 
tangibles, reliability, assurance, responsiveness 
and empathy. A closed ended questionnaire 
was issued in the survey and 197 completed 
questionnaires were collected. The reliability of 
the questionnaire was established using Cronbach 
Alpha testing. The Cronbach Alpha score was 
0.946, which established a high level of reliability. 
The results of the study indicated that patients at 
the private hospital were dissatisfied with their 
service offerings. The researchers recommended 
specific strategies to close the service quality gaps.

Keywords: serVQual, service quality, 
private hospital, patients

IntroduCtIon
The healthcare sector is an increasingly important 
sector for members of society. Consumers spend 
a substantial amount of their disposable income 
on medical aid in order to afford the best possible 
healthcare when needed. There are a variety of 
private hospitals in and around the Durban area 
which allows patients the luxury of being able to 
choose between hospitals. Due to competition and 
the general increase in the power of the consumer, 
private hospitals are taking a keen interest on 
service quality. The private sector is utilising 
service quality as a strategic tool in creating a 
sustainable competitive edge. The hospital that 
forms part of this study is a large popular private 
hospital in Durban. Measuring service quality 
perceptions and expectations that exist among 
patients will aid with understanding precisely 
what patients consider important in terms of 
healthcare and how the hospital can support, 
improve and satisfy consumers accordingly. 

Research Objectives
•	 To determine private hospital patients’ 

perceptions on service quality with respect 
to tangibles, reliability, responsiveness, 
assurance and empathy.

•	 To determine private hospital patients’ 
expectations of the quality of the hospital 
service.

•	 To examine the size and direction of the 
quality gaps found between patient perception 

InVestIgatIng PatIents PerCePtIons of serVICe 
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and expectation. 
•	 To make recommendations on how to close 

any service quality gaps identified in the study.
Background of Healthcare in South Africa
There are two sectors that form part of the health 
care system in the Republic of South Africa. 
These are the private sector (private hospitals and 
clinics) and the public sector (public hospitals 
and clinics). The smaller segment of the South 
African population which can be classed as the 
relatively wealthy or those that are affiliated to a 
medical aid scheme have access to private health 
care facilities. The mass majority of the South 
African population are solely dependent on public 
hospitals and clinics or public health care facilities.

Healthcare professionals have always been 
allowed to practice in a personal capacity in South 
Africa.The trend for professionals to consult from 
a private facility has increased in popularity over 
the recent years. The mutual benefit to both the 
facility and the healthcare professionals has 
created a rapid growth in the private sector (Gray, 
2007). Doctors lend credibility to the private 
hospital in which they operate and vice versa.

The increase in economic growth, technology, 
facility space, machinery and equipment of the 
private sector has created an equality gap between 
private and public hospitals. This inequality is a 
known factor among South Africans and poses 
a challenge when government tries to bridge 
the gap to ensure health equality (Gray, 2007).

Inequality among the healthcare sectors is 
largely a result of the regime that governed the 
old South Africa. The apartheid era misused 
and misdirected resources to various facilities 
in the country. Prior 1994 which marked the 
country’s first democratic election majority 
of the wealthy ‘white’ population used private 
healthcare whilst the previously disadvantaged 
majority utilised the under financed and under 
equipped, overburdened public healthcare sector. 

Post 1994 ‘the white paper’, the new constitution 
and the charter of public and private health care 
sectors was created and launched in order to 
transform healthcare and set right the atrocious 
misuse of resources (Forsberg, Momtagu 

and Sundewall, 2011). Twenty one years into 
democracy and bridging the gaps present in the 
healthcare sectors still poses a challenge. The 
diverse differences are ever prevalent. The private 
sector caters for a minority of the population. This 
minority have the ability to choose which private 
facility they wish to utilise. The competition 
within the private sector is intense and this 
increases the importance of providing quality 
care to patients and creating the perception 
in the mind of the consumer as being the best. 

lIterature reVIeW
The literature explored various theorists’ debates 
and discussions on service quality with specific 
reference to service quality in the hospital sector.

Service Quality in Healthcare
Aaron and Roger(2013) states that the change in 
the standard of living over the last few decades 
has increased the demand for better medical 
care, one that is equivalent and complementary 
to the life style followed by the modern society 
that exist today.  It is for this reason that 
service quality has become as significant and 
imperative to the healthcare sector in recent 
years. Service quality can be understood and 
dissected by an evaluation of patients’ experience 
at the hospital. This will ultimately aid in 
identifying service quality issues and result in 
positive service quality changes at the hospital. 

Quality has different connotations to the diverse 
population. The definition of service quality 
therefore cannot be cast in stone. According to 
Manjunath (2008) in the healthcare sector patients 
would incorporate ‘cure’ with service quality. 
Sutcliffe (2004) adds that the healthcare industry 
is governed by technicality and service quality 
is determined by those who have the technical 
knowledge to determine whether hospitals meet 
the medical standards that are stipulated by law. 
This does not necessarily ensure that adherence 
to the standards results in patient satisfaction and 
improves patients’ perceptions of service quality.

Healthcare quality can be divided into two 
categories, professional quality conditions and 
requisites and patients/ societies requirements. 
Thus the Institute of Medicine defines service 
quality as “Quality care is the degree to which 
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health services for individuals and populations 
increase the likelihood of desired health outcomes 
and are consistent with current professional 
knowledge”. According to Manjunath (2008) 
the definition of quality healthcare denotes 
the significance of healthcare outcomes and 
professional requisites. Due to the nature of 
the healthcare sector and the high involvement 
of healthcare professionals in determining the 
service quality that should be utilised by the 
sector, the patient (ie: the customer) is often 
side-lined. This is because patients lack medical 
knowledge and expertise. Gaucher (1993) states 
that to consider healthcare service quality solely 
from the perspective of healthcare physicians has 
dire limitations. Increases in chronic conditions 
have forced healthcare professionals to work 
hand in hand with patients. The rise in the level of 
consumer knowledge has resulted in the paradigm 
shift in the healthcare sector and patients are seen 
as the driving force behind quality improvements. 

Service quality in healthcare can further be 
divided into functional quality and technical 
quality. Technical refers to the distinct medical 
aspects and nature in terms of prognosis, accurate 
diagnosis, procedures and treatment. Functional 
quality refers to the method and mode of delivery, 
convenience, accessibility, duration of stay, waiting 
periods, degree of selections, alternatives offered, 
mannerisms, quality of information, variety of 
services, nature of the medical issues, patients’ 
demographics, cultural background, hospital 
environment, hospital image and reputation and 
a considerate, polite, compassionate medical 
staff (Gronroos, 1990). Patients are more likely 
to develop intense opinions on the functional 
aspects of quality which ultimately mould and 
influence their opinions on service quality. This 
is predominantly because patients often lack 
the technical skills, knowledge and expertise to 
assess technical quality. Sohail (2003) argues that 
the technical aspects of the healthcare sector are 
often left to the discretion of the practitioner 
and are taken at face value by patients.

Aaron and Roger (2013) adds that improvement 
in service quality will consequently improve 
patient experience and purport return visits. 
Customer relationship management is a popular 
management concept that advocates, satisfied 

consumers are loyal consumers. This concept 
exported into a hospital situation, supports 
the notion that satisfied, repeat patients will in 
turn become loyal patients. Failure to recognise 
service quality flaws and dissatisfied patients will 
see a steady but sure decrease in patient numbers.

The SERVQUAL model and its Dimensions of 
Service Quality
The SERVQUAL Model developed by Zeithmal, 
Parasuraman and Berry (1985) identifies 
and tests the five dimensions of quality, 
namely: tangibles, reliability, responsiveness, 
empathy and assurance. The discussion below 
highlights in detail each dimension of service 
quality in detail. There are five service quality 
dimensions that make up the SERVQUAL 
model. They are discussed below in great detail:

•	 Assurance
Assurance refers to the skills and expertise of 
the service employees in addition to their ability 
to illicit confidence and trust in the consumers 
(Boshoff, 2014). This is particularly important 
in the healthcare sector as consumers perceive 
these services to be high risk and are unsure 
of their ability to evaluate outcomes in the 
healthcare sector (Zeithaml and Bitner, 2003). 
Assurance is loosely based on communication, 
trust, consideration and safety. This occurs 
when the firm keeps consumers informed 
and portrays sincerity in action. This awards 
the consumer the respect they want from a 
service provider, (Jauhari and Dutta, 2010). 

•	 Empathy
This is the extent to which service providers give 
care and differentiate individualised attention 
to consumers (Boshoff, 2014).  The idea behind 
creating an empathetic environment is to 
convey to the consumers that they are important 
enough to be given individual attention. The aim 
behind empathy is to make the consumer feel 
important and valued (Jauhari and Dutta, 2010).

•	 Reliability
Reliability refers to the ability to produce 
consistently and effectively (Boshoff, 2014). 
Reliability is the backbone of an organisation and 
the most important service quality dimension. 
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This service quality dimension encompasses all 
aspects of the organisation regarding the actual 
service, delivery, consumer complaint handling, 
price, durability, reputation, materials, reception, 
training, expertise and technology. Consumers 
want to associate themselves with organisations 
that deliver on their pledges and promises especially 
with guarantees of services effects, service 
attributes, service traits and service eminence 
(Zeithaml, Wilson, Gremler, and Bitner, 2012). 

•	 Responsiveness
The ability to give the consumer what the consumer 
wants promptly. Responsiveness is also the readiness 
to provide help to consumers. (Boshoff, 2014). 

•	 Tangibles
Tangibles refer to the facilities, equipment, 
technology and appearance of the employees 
(Boshoff, 2014). The physical representation of 
the organisation is as important as the actual 
service offering. The physical representation of 
an organisation attracts new consumers and is 
the bases that new consumers use to judge the 
quality and standards of a organisation. Customer 
retention and consumer loyalty are important 
aspects of a successful firm but the most significant 
aspect is the organisations ability to attract new 
consumers and convert them into loyal consumers 
(Zeithaml, Wilson, Gremler, and Bitner, 2012).  

•	 International Studies on Service Quality in 
the Healthcare industry

A comparative study was conducted by Johnson 
(2013) on the service quality of private and 
public healthcare in Thailand. The results yielded 
a positive service quality result for the private 
sector healthcare. Patients respondent positively 
to assurance dimensions, knowledge, confidence, 
trust and tangibles towards private healthcare. 
The difference between the private and public 
healthcare suggested that private healthcare has 
become a major meaningful role player in the 
healthcare system. This was in line with a study 
conducted in Turkey by Tanner and Antony 
(2006) where private hospitals were perceived by 
respondents as providing higher service quality 
than public hospitals especially in the assurance 
dimension. A comparative of private and public 
healthcare facilities was done in Pakistan by 

Irfan and Ijaz (2011) that also yielded similar 
results as Tanner and Antony. Patients perceived 
private facilities and care to be superior to public 
healthcare. However the results of Ifran and 
Ijazs’ (2011) study concluded that both private 
and public healthcare sectors can improve their 
service quality. The notions that patients expect 
more from private healthcare and perceived 
private healthcare to be of higher quality is further 
supported by a study of service quality of both 
healthcare sectors conducted in Saudi Arabia by 
Al- Boerie and Damanhouri(2013) . Al- Borie 
and Damanhouris’ (2013) findings conferred 
with the studies conducted by Tanner and Antony 
(2006). Another interesting study conducted 
in the developing economy of Malaysia by Butt 
(2010) stated that the comprehension of user 
encounters from a service point of view is critical 
especially in healthcare. Healthcare providers 
should develop relationships and partnerships 
rather than adopt a paternalistic approach 
which is not always well received by consumers. 

researCH metHodologY
A structured questionnaire was administered 
to a sample of 357 patients at a private hospital 
in Durban, South Africa. The sample size was 
calculated using Krejcie and Morgan (1970) 
tables on sample size for a given population.  
According to Cavana et al (2000), for a patient 
population of 5000 the sample size would be 357 
student respondents for this study undertaken.

Permission from Netcare was acquired as this 
private hospital forms part of the Netcare hospital 
group. Permission was also obtained by the 
private hospital in order to conduct research on 
the hospital premises thereafter the questionnaire 
was administered personally to each of the 
patients on different days. The patients were 
randomly chosen to take part in the survey and 
convenience sampling technique was applied in 
the study. 197 completed questionnaires were 
collected yielding a response rate of 55.2%.

The questionnaire was adapted from the 
SERVQUAL model developed by Parasuraman 
et al. (1985). According to a study conducted by 
Ladhari (2009), it was stated that the SERVQUAL 
model is an apt model and scale to use for 
measuring service quality in a variety of specific 
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service industries. The questionnaire was designed 
using closed ended questions. A 5 point LIKERT 
scale was used in the design of the questionnaire. 

To test the reliability of the study, the Cronbach Alpha 
test was used. It measures the internal consistency 
of the Likert scale items. (Saunders, 2009: 40). The 
Cronbach Alpha score for the study was 0.946, 
which indicates an excellent reliability score.

A limitation of the study was that the research 
was conducted at one private hospital only 
and the results cannot be generalized to other 
private hospitals. However the results of the 
study provided crucial information into the 
private hospital’s management as it brought to 
light the service quality gaps and this can be 
very beneficial to the hospitals management.

dIsCussIon of results
The findings and discussion on the study 
are presented and discussed in detail below. 
 
It can be seen from figure 1 that majority of the 
respondents at the private hospital earned in 
the bracket of under R10 000 to under R30 000. 

Patients who earned under R5000 comprised 
a meagre 3.1% of the sample population and 
those earing above R30 000 comprised of 14% of 
respondents. Figure 1 supports the research and 
literature that states that private facilities treat 
the affluent sector of the South African economy. 

Figure 2 depicts that 82.8% of patients are 
on medical aid with a low 17.2% paying cash 
for procedures and treatment received. From 
figure 2 it can be stated that the regularity and 
frequency of medical aid patients at private 
hospital is far greater than cash patients.

Majority of the respondents were patients 
from the various wards in the hospital as 
indicated in figure 3, 62.5% of the patients 
were admitted to the private hospital.

As shown in figure 4, 36.7% of respondents 
have stayed a day at the hospital and 60.3% 
have stayed more than a day at the hospital. The 
purpose of ensuring that respondents have been 
patients for a day or longer is to make certain 
that respondents were in the best possible 
situation to analyse the service quality levels 

fIgure 2: PatIent tYPe (PaYment metHod) 
(essoP, 2016)

   fIgure 1: InCome leVel of PatIents 
(essoP, 2016)
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at the hospital based on first-hand experience. 

The findings revealed that the service quality gap 
scores were negative for all five service quality 
dimensions. The equation to assess service quality 
= P- E. A negative GAP score indicates patients 

taBle 1: gaP sCores for serVICe QualItY 
dImensIons 
(essoP: 2016)

service quality sections mean
Tangible gap score -2.4000
Reliability Gap score -4.5354
Responsiveness Gap score -4.5591
Assurance Gap score -4.3333
Empathy Gap score -5.0080

were dissatisfied with the hospitals service 
offering. Empathy registered as the largest gap 
score (-5.0080) and  Tangibles (-2.4000) was the 
smallest gap score recorded in the study. A study 
by Aghamolaei and Eftekhaari (2014) depicted 
that the highest service quality gap existed with 
responsiveness (-1.46) and the lowest service 
quality gap was assurance (-1.20). In Zarei and 
Arab (2012) study the results indicated that the 
highest gap score was found in the empathy 
dimension (-0.98), whilst the smallest service 
quality gap was found in tangibles which was 
-0.76. The findings in this study have similar 
findings to Zarei and Arab(2012) findings

Results indicate that there is a significant 
difference of GAP scores for tangibility, reliability, 

taBle 2: ComParIson of gaP sCores WItH regards to tYPes of tHe PatIents 
(essoP, 2016)

sections
types of patients

z-value P-value
outpatient admission referral

Tangibility 1473 5427 726 8.297 0.0158
Reliable 1496 5570.5 808.5 8.107 0.0174
Responsiveness 1636.5 5466 772.5 4.823 0.0888
Assurance 1522 5420 808 6.020 0.0493
Empathy 1603.5 5336 686.5 5.350 0.0689

fIgure 3: admIssIon tYPe of resPondents  
(essoP, 2016)

fIgure 4: duratIon of tHe resPondents’ staY  
(essoP, 2016)
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and assurance with regards to types of patients 
(p<0.05). The results show that respondents 
who are outpatients, referrals and admissions 
all have experienced and evaluated service 
quality differently. This could be a concern for 
the hospital as patients perceptions are varying 
depending on the type of patient that is received 
at the hospital. Zarei and Arab (2012) argues the 
information gained from patients is invaluable 
as it lends direction to policies instead of a trial 
and error methods which could further damage 
the service quality reputation of the hospital.

Results found no significant difference in 
GAP scores according to patients methods of 
payment (p>0.05). The opposite was found in a 
study conducted by Alghamolaei and Eftekhaari 
(2014) that indicated that patients that paid 
cash for private hospitals had a higher level 
of expectation as oppose to patients where 
covered by medical aid. This is because cash 
patients are paying for their own bills and 
bear the cost of all their expenses. The mere 
spending of cash increases the patient’s critique 
of the service quality expected and perceived.

reCommendatIons 
The section below highlights recommendations 
pertaining to the study.

General Recommendations to the Private 
Hospital
•	 Patient Care: In order to maintain positive 

correlations between service quality 
dimensions and the hospital, hospital 
management need to emphasise to employees 
the importance of fulfilling service quality in 
terms of the five components. The goal for 
the hospital management staff is to ensure 
long term satisfaction and to attain patient 

loyalty. This can be achieved by continually 
creating an environment where patients 
feel confident and cared for. Staff should be 
trained and geared towards meeting the needs 
of consumers. 

•	 Nursing Staff: Nurses require extensive training 
beyond their traditional clinical nursing 
training this is because patients have the most 
contact with the nursing staff at the private 
hospital. The training required for patients is 
one that improves the soft skills of nurses and 
creates an awareness to the patient’s needs. 
The cultivation of providing for the personal 
needs of the patient will enhance the patients 
experience and improve the relationship the 
patient has with the nurses. Staff should be 
aware that their actions affect the reputation 
of the hospital and should therefore avoid 
creating unease among the patients and strive 
to increase the patients level of confidence in 
the staff and the hospital.

•	 Motivation and Morale: For increased morale 
among employees and for dedication towards 
providing the best possible service quality 
employees require motivation. Employees 
require the right kind of inspiration and 
motivation to perform at the optimal 
best. Private hospitals are able to motivate 
employees by providing recognition for 
excellent service quality. Appreciation for the 
excellent work motivates employees to do 
better. Although it may not always be possible 
within the salary structure of the hospital but 
a method of improving service quality action 
among employees is to incentivise behaviour 
that promotes service quality. The creation 
of a rewards system acts as a motivating tool 
for staff to adhere to and portray excellence. 
Acknowledgement of excellent service 

taBle 3: ComParIson of gaP sCores WItH regards to PatIents’ metHods of PaYment 
(essoP, 2016)

sections
methods of payments

z-value P-value
Cash patient medical aid

Tangibility 1085 6790 -1.192 0.2331
Reliable 1181.5 6946.5 -1.064 0.2874
Responsiveness 1190.5 6937.5 -1.009 0.3131
Assurance 1077 6924 -1.303 0.1927
Empathy 1019 6856 -1.637 0.1017
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demonstrated by employees within the 
hospital is a form of motivation but in addition 
it creates commitment to the organisation.  

•	 Cultural Tolerance and Understanding: The 
five dimensions of service quality involve direct 
contact with the patients. In the multi-racial 
and multi-cultural dynamic of South Africa 
employees have to be aware of the cultural 
norms that exist. Culture plays a significant 
role in a patient’s perception of service quality. 
The medical personnel as well as other staff 
members are required to utilise the training 
and skills given to them to create a productive 
work environment that influences all patients 
positively. Positive influences will generate 
positive service quality feedback. The hospital 
should administer a questions to its patients on 
service quality. The feedback received should 
be analysed and used to create satisfaction and 
long term service quality improvements. The 
results should also influence service quality 
programmes and training that is provided 
to the staff in an attempt to improve service 
quality perceptions of patients. 

Recommendations in Closing the Service 
Quality Gaps
empathy: This dimension revolves around the 
human element of the service quality provided at 
the hospital. In order for the hospital to close the 
quality gap associated to empathy, the hospital 
is required to develop a more empathetic work 
force. This begins with top management. The way 
to do this is to ensure that staff has the proper 
training and motivation to behave in a manner 
that is appealing to the patients. The doctors and 
nurses merely knowing their area of speciality is 
not enough to increase service quality. Hospital 
personnel need to instil confidence in patients. 
Patients need to believe in the ability of hospital 
staff to cater to their needs and this is only possible 
if the staff are equipped to handle a variety 
of patients. Culture sensitivity in our diverse 
country is important as hospital management and 
staff deal with and face a diverse range of patients 
on a day to day basis. Culture awareness and 
training should be a feature in all private hospital 
to teach and educate staff on how to handle 
patients correctly. This will ensure that service 
quality gaps related to empathy are narrowed.

The assurance gap results in the lack of 
confidence in the skills of the employees at the 
hospital. The way to close this service quality gap 
is to ensure that the standards of the hospital core 
staff are well trained and abreast with the latest 
medical treatment. The doctors at the hospital 
should have reputations that entice patients to 
the hospital. The hospital reputation is related 
to the doctors that are affiliated to the hospital. 
The key to ensuring that patients feel assured 
about their medical prognosis is to make certain 
that the hospital employs the best nurses and 
doctors. Doctors and nurses should consistently 
be developed and trained in the most recent, 
most unique and innovative medical procedures 
and protocol. The hospital management should 
be committed and invest in staff development 
programmes. Keeping in contact with patients 
and informing patients of what to expect can 
increase their confidence as decrease their unease.

tangibles: Private hospitals are associated to 
exclusivity as such patients expect to see exclusivity 
from the moment they enter to the moment they 
leave. In order to close the service quality gap 
related to tangibles hospitals can invest in the 
aesthetics of the hospital. The first impression of a 
patient often shapes their view of the hospital. The 
hospital should ensure that facilities are visually 
alluring. The hospital management should keep 
in touch with advances in technology and ensure 
that these new methods are utilised by the hospital.

reliability: Reliability refers to the manner 
in which the hospital handles its patients. The 
reliability gap narrows when the hospital can 
provide error free services and respond to 
patients problems promptly, effectively and 
efficiently. Establishing policies that ensure 
disgruntled patients are dealt with in the best 
possible manner can aid in changing the way 
the patient perceives services of the hospital 
thereby reducing the service quality gap.

responsiveness: Staff need to be motivated 
to help patients. Hospitals can provide proper 
incentives and procedures to increase the morale 
of the staff and increase their productivity. Higher 
levels of staff productivity result in happier 
patients. Properly appreciated staff are more 
willing to go the extra mile for patients. Hospitals 
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should therefore ensure that staff members feel 
appreciated via a recognition programme and 
given credit and rewarded for high quality service. 

Future Research study
•	 South African health care industry has been 

criticized a study on all major private hospitals 
in South African can add to the body of 
knowledge. 

•	 To add to research in the health care sector, a 
study can be conducted on both private and 
public hospitals in SA. 

•	 Future research can also be explored in staff 
elements in the healthcare sector (eg: nurses, 
doctors, cleaners and lab staff) to test their 
perceptions on service quality independently. 

Concluding Remarks
Consumers spend a substantial amount of their 
disposable income on medical aid in order to 
afford the best possible healthcare when needed. 
The results of the study indicates that patients 
who use the services of the private hospital are 
dissatisfied with the service offerings being 
provided. This should be a cause for great 
concern to the hospital management as private 
hospitals are reliant on their patients to maintain 
profitability and continued sustainability in the 
private healthcare sector. Catering to the needs 
of patients is significant to successful customer 
retention and spreading positive word of mouth 
about the service excellence of the hospital. The 
culture of the private hospital should be geared 
towards high quality service provision in order 
to cater to consumers effectively. This study 
highlights and provides valuable insights for the 
hospital on consumer satisfaction with the services 
rendered at the hospital. Gaps in service quality 
that have been revealed in the study should be 
closed and improved upon. This is fundamental 
to consumer retention and customer loyalty 
which is the ultimate goal of an organisation.
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aBstraCt 
In this paper the environmental rehabilitation 
challenges of mining houses and mining 
contractors in South Africa were investigated. A 
quantitative research approach was adopted and 
a survey methodology used to collect and analyse 
data from a sample. The targeted population of the 
study was mining houses and mining contractors 
in South Africa. A structured questionnaire 
was sent to 42 respondents via e-mail. 

The most prominent method of mining 
operations within the industry was underground 
mining. The Department of Mineral Resources’ 
requirements are outsourced by the mining 
houses and contractors which should apply to 
the Environmental Management Plan (EMP), 
that was introduce in 2004 by the Department 
of Environmental Affairs and Tourism. Results 
indicated that the most challenging objectives 
within the EMP was the elimination of 
environmental damages and the least interest 
shown was to adhere to the socio-economic 
goals. The three most challenging regulations 
that mining companies have to obey, were the 
National Water Act, National Environment 
Management Act 107 of 1998 (NEMA) and the 
National Environmental Waste Act (59 of 2008). 
The results indicate that mining companies made 
financial provision for planned closure, but not 
enough planning is done for unplanned and 
temporary closure. Destroying the water quality 
and chemical mine waste were considered as 
the elements most harmful to the environment. 

This was confirmed by the opinion that water 
pollution is the most challenging element in the 
eco system confronted by the mining industry.

Keywords: sustainability, mine rehabilitation, 
mining House, environmental,, environmen-
tal Plans. 

IntroduCtIon
The Mining industry in South Africa has been 
in existence for hundreds of years and, since its 
inception, mining companies have been extracting 
minerals and precious metals without the 
rehabilitation of mined and polluted areas, leaving 
behind hazardous and improperly closed mines.

South Africa is a country rich in natural 
resources and minerals in which the mining 
sector contributes significantly to the economy as 
well as providing employment opportunities for 
thousands of people. However, almost all mining 
activities have a negative effect on the environment 
and surrounding communities (Liebenberg, 
Claasens & Van Rensburg, 2013). Due to the 
non-binding regulations of the past, companies 
could have conducted their mining operation 
with its destructive impact on the environment 
without accepting any responsibility to restore 
the mined area to its previous state through 
rehabilitation and land restoration (Nzimande 
& Chauke, 2012). Nzimande and Chauke (2012) 
argued that sustainable development should 
be at the heart of the economic activities of a 
country, thus ensuring the social well-being of its 
communities and the environment. The synergies 
between these three pillars must be well aligned 
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for the realisation of sustainable development.

The need for improved environmental 
maintenance and rehabilitation in the mining 
sector have been highlighted by the growing 
concern about the state of mining areas and the 
environmental degradation caused by mines 
(Van Zyl et al., 2012). According to Gilchrist and 
Holtzhausen (2015), the mining industry is the 
backbone of social economic growth, but recently, 
in a short period of time, the environmental 
rehabilitation of the closure of mining shafts 
has become a major issue. Environmental 
rehabilitation is a complex system involving a 
lengthy and costly process. An increasing number 
of mining shafts have been sold before closure due 
to low-grade mines and the liquidation of mining 
houses, which has led to the implementation 
and enforcement of the National Environment 
Management Act 107 of 1998 (NEMA). 

Mine rehabilitation and closure plans must be 
implemented from day one, on all mining projects. 
All stakeholders must be involved and committed 
to promoting successful mining rehabilitation 
and sustainable development to ensure social 
development throughout the process. Proper 

closure procedures can enable mines to decrease 
hostile impacts on the environment and 
maximise after‐use benefits in the long term 
(Stacey, Naude, Hermanus & Frankel, 2010).

Stacey et al. (2010) expressed that, due to different 
external factors required for each unique mining 
project; such closures require different applications 
for each of the closure processes. Effective mine 
closure involves multiple interrelated concepts, 
across the social, environmental and economic 
scopes of development that are necessary for 
the successful implementation of rehabilitation.

Rehabilitation of disturbed areas is carried out 
concurrently with mining processes as part of 
the mine’s environmental commitment, which 
includes the progressive restoration of its mined 
areas. The main objective of mine rehabilitation is to 
recreate land reform after mining closure for future 
use. Table 1 illustrates some of the environmental 
hazards associated with mining operations 
(Environmental Protection Agency, 2015).

One might question the availability of funds 
and provisional budget allowances for the 
rehabilitation of mines considering the growing 

taBle 1: enVIronmental Hazards 
sourCe: (enVIronmental ProteCtIon agenCY, 2015)

risk affected compartments relevant toxic compounds

Overtopping of tailings dam Groundwater, surface water 
and soil Water emissions:

In most cases; radionuclides, 
mainly thorium and 

uranium;

Heavy metals;

Acids; and

Fluorides.

Air emissions:

In most cases radionuclides, 
mainly thorium and 

uranium;
Heavy metals; and

HF, HCI and SO2, for 
example

Collapse of tailings dam by poor 
construction

Groundwater, surface water 
and soil

Collapse of tailings dam by seismic 
event

Groundwater, surface water 
and soil

Pipe leakage Groundwater, surface water 
and soil

Ground of tailing dam not leak 
proof Groundwater

Waste rock stockpiles exposed to 
rainwater

Groundwater, surface water 
and soil

Dust from waste rock and tailings Air, soil
No site-rehabilitation after cessation 
of mining operations

Land-use, long-term 
contaminated land

Processing without flue gas filters Air, soil

Processing without waste water 
treatment Surface water
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concern for the future sustainability of mined 
areas. Previous research suggests that older 
and abandoned mines are the cause of current 
negative environmental impact and degradation; 
therefore, it is imperative to ensure that all 
current and future mining operations learn 
from costly lessons and do not make the same 
mistakes as in the past (Van Zyl et al., 2012).

ProBlem statement
Mining operations in South Africa are subject 
to operational requirements such as the 
Environmental Impact Assessment (EIA). The EIA 
assesses the environmental impact of new projects 
or developments, considering socio-economic, 
cultural and human health impacts. Although 
EIA and many other regulations or impact studies 
must be followed to ensure the sustainability of the 
natural environment, visible signs show that these 
processes are not adhered to. It is only through 
EIA that mining operations can ensure that the 
environment is restored to as close as possible to 
its original state. The end costs for governments 
and communities will be devastating if modern 
mining operations do not adapt and eradicate 
their many environmental problems and hazards. 
 The time when mines start to close their operations 
is the stage when many mines have their largest 
environmental impact. Therefore, the mining 
companies involved in proposed mining projects 
are required to include a detailed discussion 
of mine closure and rehabilitation planning in 
their Environmental Impact Assessment (EIA) 
(Environmental Law Alliance Worldwide, 2015). 
The Guidebook for Evaluating Mining Projects 
EIAs states that mine reclamation and closure 
plans must describe in sufficient detail how the 
mining company will restore the site to a condition 
that most resembles pre-mining environmental 
quality. Basically, this involves describing how 
funds will be set aside to prevent the release of toxic 
contaminants and ensure that the cost of the full 
reclamation and closure of the mine is provided for 
(Environmental Law Alliance Worldwide, 2015). 

researCH desIgn
The research method was quantitative and 
descriptive. Questionnaires were used to 
collect all data. Introductory letters were sent 
to mining houses and mining contractors 
explaining the purpose of the investigation 

and the information required and requesting 
their participation in the research project.

The main objective was to investigate the 
challenges of sustainable rehabilitation by 
mining companies in South Africa. The target 
population was the Safety, Health, Environment 
and Quality (SHEQ) officials and Environmental 
Managers within the Safety and Environmental 
Departments of mining houses and mining 
contractors. A total of 42 mining shafts, mining 
houses and mining contractors in geographical 
areas throughout South-Africa were identified 
and requested to participate in the study. 
Permission was obtained from various mining 
houses and contracting companies currently 
participating in environmental rehabilitation 
projects and an anonymity agreement was signed. 
The questionnaires were e-mailed to the selected 
mining shaft representatives. A total of 34 
respondents successfully completed the survey. 
The questionnaire assessed five aspects through 
a process of requesting respondents to tick the 
relevant option(s) in each of the five sections. 

The completed questionnaires were captured and 
processed by the Statistical Consultation Services 
of the North-West University (Potchefstroom 
Campus) and analysed using SPSS Statistics 
version 23 (SPSS Inc., 2016). Descriptive statistical 
methods were employed and interpreted to make 
conclusions and future recommendations. Some 
of the questions were asked in such a manner 
that the respondents could select more than one 
answer, thus these answers are represented in a 
table format and discussed individually. Due to the 
nature and the formulation of the questionnaire no 
inferential statistics were utilised or interpreted.

Limitations of the study
Convenience sampling was used and as this 
method may cause selection bias, the results 
may not be generalised to mining activities 
globally. Geographically the respondents were 
limited to mining houses and mining contractors 
within South Africa. The scope of the study 
was restricted to the safety and environmental 
departments of South African mines. 

Background
Environmental rehabilitation is a lengthy 
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process which must start in conjunction with the 
commencement of a new mining project and the 
rehabilitation process thereof. Even though this 
concept has been legally enforced, it is still in its 
developmental stages currently. Mining companies 
are financially liable for the rehabilitation of 
mined sites (Miningfacts.org, 2012). Mine land 
reclamation and closure plan to ensure certain 
standards are now required by regulatory and 
government agencies around the worldwide and 
are often a component of the environmental 
impact assessment processes (Miningfacts, 2012). 

All mine closure plans are specific to each mining 
operation and include action plans regarding the 
closure of the mining site, how environmental 
standards will be maintained, and how the site 
will be returned to a satisfactory state for a pre-
arranged land use. In the lead-up to mine closure, 
closure criteria are needed to demonstrate the 
success of rehabilitation. Both regulators and 
the local community can play an important role 
in the establishment of these criteria, together 
with the monitoring methods chosen to assess 
performance. This is particularly important if 
components of the closed mining site are to be 
utilised by the local community. There may also be 
a role for the local community to play in the long-
term monitoring of the success of the rehabilitation 
process. Some ecosystems may take decades 
to re-establish and early warning of potential 
problems may prevent costly maintenance 
programmes (Blommerde, Taplin & Raval, 2015).

The Department of Environmental Affairs 
(2011) encourages mining companies to 
ensure comprehensive environmental practices 
during the total life cycle of a mine. According 
to the Mine Rehabilitation and Closure Act 
(2016), the rehabilitation plans must strive 
to meet the following objectives listed in 
table 2 below with the applicable principles.

Sustainable rehabilitation 
Sustainable rehabilitation is the process used 
to repair and mitigate the impact of mining on 
the environment. The long-term objectives of 
rehabilitation can vary from simply converting 
an area to a safe and stable condition, to restoring 
the pre-mining conditions as close as possible 
to support the future sustainability of the site. 

Rehabilitation normally comprises developing 
designs for appropriate landforms for mining 
sites, creating landforms that will behave and 
evolve in a predictable manner according to 
the design principles established, and creating 
appropriate sustainable ecosystems (PWC, 2012). 
Taking a more integrated approach to mine 
rehabilitation, and implementing it progressively, 
can achieve effective mine rehabilitation. 
A range of sustainable development policy 
frameworks has been developed by the mining 
industry and other organisations that are now 
driving improved practices (PWC, 2011). The 
major rehabilitation challenges that mining 
company’s face in achieving success during 
Environmental Rehabilitation programmes 
could be differentiated into the following 
categories: Laws and Regulations, Financial 
Provision, Day-to-Day Mining Operations 
and Sustainable and Social Development.

taBle 2: general reHaBIlItatIon 
oBJeCtIVes (sourCe: nema (2016))

objective guiding Principles

Safe for 
humans 
and 
wildlife

Mine voids will be backfilled to 
the most practicable and cost 

effective extent during operations.

Areas of the unstable ground 
will be stabilised as appropriate 
to ensure that there is no risk to 

humans or animals.

Hazardous materials will be 
removed or treated

Non-
polluting

Leachate will be managed to 
prevent mobilisation from sources 
of potential contaminants such as 

tailings.

Contaminated land will be 
remediated to prevent runoff and 

seepage.

Stable

All residual slopes will be made 
stable, when possible.  Slopes will 
have vegetative cover preventing 

erosion
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Able to 
sustain 
an agreed 
post-
mining 
land-use

Post mining landform will be 
reseeded with local native tree and 

shrub species.

Laws and regulations underpinning the 
rehabilitation process
Principles are set out in National Environmental 
Management Acts 107 of 1998 (NEMA) and 
Mineral and Petroleum Resources Development 
Act 28 of 2002 (MPRDA) and are applicable to 
all mining operations. In terms of the MPDRA 
an applicant for a mining prospect, mining right 
and/or mining permit, must provide sufficient 
financial provision for the rehabilitation of the 
project and/or for the negligence of environmental 
impacts (Van Zyl et al., 2012). In terms of 
Section 89 of the MPRDA, no mining right or 
operation may be exercised without a financial 
provision that is accurate and acceptable to the 
strategy and day-to-day working of the project. 
When applying for mining rights, all standards 
must be adhered to, including the financials. 

The following Acts regulate the impact of mining 
operations conducted in South Africa on the 
environment, statutory duties in respect of the 
environmental standards, the mitigation of 
environmental impacts and rehabilitation of the 
affected environment (Chamber of Mines, 2007):

•	 The Mineral and Petroleum Resources 
Development Act (28 of 2002);

•	 The National Environmental Management 
Act (107 of 1998); and 

•	 The National Water Act (36 of 1998).
Financial provision
Regulations announced in terms of the Mineral 
and Petroleum Resources Development Act 
(MPRDA), Act 28 of 2002 stipulate that financial 
provision is required to achieve success with 
rehabilitation regarding the environmental 
impacts and related harm, including the support 
after closure which could be in the form of the 
following methods: A Trust Fund as provided for 
in terms of Section 10(1) of the Income Tax Act, 
58 of 1962; a financial guarantee; a deposit into 

a specified account and further requirements as 
prescribed by this legislation (SA, 2002; SA 1962).

Buttleworth and Grant (2012) advise that all 
mining companies must be able to undertake 
any necessary financial form of closure by 
providing for planned and unplanned closure 
and to be fully aware of its obligations and costs 
for the closure and rehabilitation of the mining 
site. Different financial scenarios of closure 
will include planned closure, unplanned or 
sudden closure or temporary closure. Financial 
provisions are required to cover environmental 
liabilities whenever they might occur during the 
life time of any mining project and at closure. It is 
essential, therefore, that financial provision must 
be secure, sufficient and available when required 
(Environmental Protection Agency, 2015).

In terms of Section 41 of the Mineral and 
Petroleum Resources Development Act financial 
rehabilitation security can be given in the 
following ways: Cash, Deposits, Insurance/ 
Bank Guarantees and Trust funds. According 
to the Environmental Protection Agency all 
the mediums listed in table 3 are accepted 
and comply with the legislative requirements:

Common areas of concern within the review 
of the financial revision process, according to 
PWC (2011), are: insufficient Environmental 
Management Plan (EMP) and rehabilitation 
plans with no correlation between the 
rehabilitation plans and financial provisions; 
non-inflation of cost factors; inadequate financial 
provisions for the closure; lack of simultaneous 
rehabilitation plans; insufficient Environmental 
Management Planning and Rehabilitation. EMPs 
must be presented in such a way that actions 
required and deadlines to be met are clear and 
mitigate environmental impacts to achieve 
an acceptable closure (Van Zyl et al., 2012). 

The conceptual framework for financial 
reporting (adopted in December 2010) 
illustrates some of the conceptual compatible 
problems experienced in convincing mining 
institutions of environmental risks and liabilities. 
According to the Chamber of Mines (2007), 
these include the following problematic issues: 
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•	 Compliance with environmental laws cannot 
be detected through financial results.

•	 The cost of obligatory rehabilitation cannot be 
measured with sufficient reliability, and

•	 The ambiguous nature of the “forward looking 
statements” in the Integrated Report which 
include the “safe harbour provisions” that 
mining institutions and personnel cannot be 
held accountable for misrepresentation or 
inaccuracies. 

Day-to-Day mining operations
Environmental rehabilitation management 
should be identified as a high priority and should 
form part of the day-to-day mining operations. 
Environmental rehabilitation include the following 
aspects: Plan for preventing and/or dealing 
with possible social economic impacts from 
the start of any project; establish environmental 
accountability in all aspects of the mining industry; 
ensure all staff and management personnel are 
trained in every aspect of the implementation 
of environmental plans; approve and adopt best 
practices to minimise environmental issues; 
provide additional financial funds for continuous 
environmental rehabilitation and to encourage 
and support long-term investment in the South 
African Mining Industry by enforcing the 
implementation of environmental standards with 
stable and expected environmental principles 
and measures (Fourie and Brent, 2006).

The major rehabilitation factors that need to be 
considered within financial provision, planning 
and management of the EMP and which form 
part of the “Life Cycle” activities, in accordance 
with the mine rehabilitation process, according 
to Fourie and Brent (2006) include: The 
reliability of the physical and chemical qualities 
of mine waste; water quality and safety; safety 
of infrastructure; sustainable habitat and social 
and sustainable development. Buttleworth and 
Grant (2012) list other mine rehabilitation 
factors that need to be considered as follows: 
Post closure land use; radiological; surface and 
underground water; seismicity and erosion.

Acid mine drainage originates from waste 
rock piles, tailings, open pits and underground 
tunnels and basically, anywhere sulphides are 
exposed to air and water. Therefore, acid mine 
drainage impacts fish, animals and plants, and 
consequently has an enormous influence on the 
environment and the social life of surrounding 
communities. Acid mine drainage is a worldwide 
challenge for all mines. The overall impact is 
dependent on its area’s conditions and varies 
widely, depending on external factors, namely 
climate and geomorphology. An interesting fact 
is that acid mine drainage has different methods 
of generation within the gold and coal mining 
industries (McCarthy, 2011; Miranda et al., 1998).

taBle 3: medIums aCCePted BY tHe dmr (sourCe: enVIronmental ProteCtIon agenCY 
(2015))
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Sustainable development 
The concept of sustainable development within 
the mining industry aims to conserve and enhance 
communities. Social development involves the 
use of natural resources and ecological processes 
which, in turn, enhance or deplete the quality 
of life (Coaltech, 2010). A major deficit within 
the literature and legislation of the mine closure 
plans is a reference to the lack of success of 
sustainable development closure plans because 
the requirements are not specified with sufficient 
detail or means for enforcement. Although the 
aspects of a closure plan are itemised and clearly 
set out (including sustainable development) 
little information and/or guidelines are provided 
on how to achieve these requirements and why 
specific approaches must be favoured over others 
(Coaltech, 2010; Limpitlaw & Hoadley, 2016).

In comparison to the ample research undertaken 
on environmental rehabilitation within the 
closure programme, the management of social 
development risk and success need some 
more emphasis. Social development and the 
sustainability thereof, after the closure of a mine, 
are also needed and should be enforced through 
legislative requirements. Mine Rehabilitation 
Closure can have major consequences for 
social development within communities, as 
well as on the local and regional environment. 
Rehabilitation closure results are dependent 
on a mine’s investment in time, financial funds 
and how management deals with interrupted 
mining sites in collaboration with the local 
communities (Coaltech, 2010; Limpitlaw & 
Hoadley, 2016). The results of the empirical 
research are presented in the next section.

results 
Participant profile
The purpose of section A of the questionnaire 
was to provide a participant profile of each 
survey participants’ current mining project, 
their rehabilitation history and their experience 
of day-to-day procedures. The respondents 
indicated their mining projects’ life span, type 
of commodity in which it was trading, type of 
the mining operations, the existence of a Health 
and Safety Department and the outsourcing 
of environmental rehabilitation required by 
the DMR. The results are illustrated by means 

of the frequency and percentage distribution 
displayed within the tables presented below.

New or expansion of the mining development 
The objective of question A1 was to 
establish whether the respondents were 
involved in new or expanded operations. 

taBle 4: neW or eXPansIon mInIng 
oPeratIons

Question a1 frequency Percentage
New 12 35.3
Expansion 22 64.7

From the table above, 35.3% of the respondents 
indicated that they worked on new mining projects 
compared to the 64.7% who have worked on 
existing mining projects that had been expanded. 

Commodities trade in
The objective of question A2 was to determine 
the commodity or commodities the respondents 
traded in, and if some of them traded in more than 
one commodity. In this section, respondents could 
select more than one option, and thus the results 
have been split to accommodate either answer.

taBle 5: CommodItIes mIned In

Question a2 frequency Percentage
Platinum 25 73.5
Gold 14 41.2
Other 3 8.8
Coal 2 5.9
Uranium 1 2.9

 
From the list of commodities that was supplied 
in the questionnaire, platinum at 73.5% proved 
to be the most mined commodity, followed by 
41.2% of respondents indicated that they are 

involved in gold mining. As the results indicated, 
some of the participating mining houses 
operated in more than one commodity.

Type of mining operations
The objective of question A3 was to determine 
the type of mining operation the respondents 
were involved in. In this section, respondents 
once again could select more than one option 
and, thus, the total frequency of responses 
is higher than the number of participants.
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taBle 6: tYPe of mInIng oPeratIons

Question a3 frequency Percentage
Underground 
mining 30 88.2

Open cast mine 4 11.8
Open cut mine 2 5.9

Open cast mining was indicated by 11.8% 
and the open cut mine design by 2 mines. 
Underground mining at 88.2% was the 
most prominent method of operation.

Risk and environmental departments and 
environmental policies
The objective of question A4 was to determine 
if the respondents’ companies have a Risk and 
Environmental Department which is regarded 
as an essential component of successful 
environmental rehabilitation. One hundred 
percent of the respondents indicated that their 
companies do have a Risk and Environmental 
Department. The objective of question A5 was to 
determine if respondents’ companies had policies 
for environmental rehabilitation. The results 
reveal that 76.5% of the respondents were aware 
of environmental policies in their companies.

Submit and manage Department of Mineral 
Resources (DMR) requirements
The objective of question A6 was to determine 
if the respondents’ companies managed and 
submitted their DMR requirements for the 
Environmental Rehabilitation plan “in-house”, 
or if the requirements were outsourced. 
The results are presented in Table 7 below.

taBle 7: suBmIt and manage dmr 
reQuIrement

Question a6 frequency Percentage
Yes – outsourced 29 85.3
No – in-house 5 14.7

The above result of 85.3% indicates that the 
majority of respondents outsourced their 
environmental rehabilitation requirements.

Objectives of environmental rehabilitation 
The objective of question A7 was to determine 
which of the listed objectives were the most 

demanding for companies to achieve in order to 
reach their Environmental Rehabilitation Plan’s 
goal. Respondents could select more than one 
option in this section and thus the recorded total 
frequency is higher than the number of participants.

From the list provided, the most challenging 
objective to meet within the Environmental 
Rehabilitation plan was the elimination of 
the environmental damages which received a 
64.7% response. The least demanding objective 
was to adhere to the socio-economic goals.

taBle 8: oBJeCtIVes of enVIronmental 
reHaBIlItatIon

Question a7 frequency Percentage
Eliminate 
environmental 
damages

22 64.7

Productive land 
use 14 58.8

Water quality 18 52.9
Financial 
provision for 
rehabilitation 
processes

16 47.1

Restore aesthetic 
values 10 29.4

Rehabilitation 
legislation 10 29.4

Socio-economic 
outcomes 6 17.6

legIslatIVe oVerVIeW results 
The objective of section B of the questionnaire 
was to determine which of the following 
legislative regulations were the most challenging 
for mining companies and mining contractors 
to be implemented successfully as part of the 
requirements for the EMP. The DMR has set out 
a framework of required legislative regulations 
that mining houses and contractors must respect 
to ensure the survival and sustainability of the 
mining project and the rehabilitation of natural 
land to its previous state for the future existence 
of humankind. The respondents indicated which 
elements in their EMP they took a special interest 
in when making financial provision and should 
mark the three most challenging regulations 
to implement as described by the DMR. 
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Regulations prescribed by DMR 
The objective of question B1 was to determine, 
from the regulations prescribed by the DMR, the 
three most challenging regulations to implement 
as part of their EMP. The results are presented 
in Table 9 below and, because of the fact that 
the respondents could select more than one 
option, the total frequency recorded is more 
than the number of participating respondents.

taBle 9: regulatIons

Question B1 frequency Percentage
National Water Act 
–( Water Licence). 17 50

NEMA - 
Environmental 
Authorisation

16 47.1

–National 
Environmental 
Waste Act - 

14 41.2

MPRDA - 
Prospecting right 
or mining right

11 32.4

MPRDA - 
Approved Social 
and Labour Plan

10 29.4

National Heritage 
Act  10 29.4

NEMA - Air 
Quality Act - Air 
Emissions Licence

8 23.5

MPRDA – Mine 
Works Programme 5 14.7

NEMA - 
Biodiversity 5 14.7

Land use Zoning 4 11.8

The three most challenging regulations are as 
follows: the National Water Act 36 of 1998 with 
50%; NEMA - Environmental Authorisation 
with 47.1% and the Waste Act with 41.2%.

Environmental management plan 
The objective of question B2 was to determine if the 
respondents’ Environmental Management Plans 
were regularly submitted for auditing by the DMR, 
whereby the DMR could direct the companies in 
terms of the way forward with certain aspects as a 
guide to achieving successful implementation. The 

overpowering figure of 91.2% confirms that they 
submit their EMP on a regular basis to the DMR. 

fInanCIal oVerVIeW results 
Nowadays financial provision is almost the greatest 
common reason why mines fail to comply and 
rehabilitate the working mining sites. Financial 
regulations within the rehabilitation process create 
obstacles (which take time and money to resolve) 
thus lessening the possibility of environmental 
rehabilitation being achieved by the closure of a 
project. The objective of section C was to identify 
which elements the respondents considered 
when generating their financial provision, what 
type of provision was required and if they made 
use of planned or unplanned provision plans.

Financial provision elements
The objective of question C1 was to determine 
which of the following elements from the list 
below respondent companies took a special 
interest in when making financial provision.

taBle 10: fInanCIal ProVIsIon elements 

Question C1 frequency Percentage
Cost factors 21 61.8
Type of mine 
activities 13 38.2

Environmental risk 
ranking 11 32.4

Mine type risk 
ranking 10 29.4

Location of mine 5 14.7

According to the respondents, cost factors with 
61.8% was the element that most companies 
focused on when planning for financial provision, 
followed by the provision for the type of mining 
activities and environmental risk ranking.

Financial provision factors 
The objective of question C2 was to confirm 
which of the factors provided in the list 
below influenced the financial provision for 
environmental rehabilitation outcomes the 
most. The results are presented in table 11 
below. The fact that the respondents could 
select more than one option, resultantly the 
total frequency of responses is greater than 
the number of participating respondents.
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taBle 11: fInanCIal ProVIsIon faCtors

Question C2 frequency Percentage
Inflation provision 25 73.5
Simultaneous 
rehabilitation 14 41.2

Poor guidelines 
provided by DMR 11 32.4

Poor rehabilitation 
plan 7 20.6

From the table above it is evident that 
provision for inflation (73.5%) was the 
mutual factor influencing financial provision.

Types of financial provisions
The objective of question C3 was to determine 
which medium of financial provision the 
respondents’ companies gave preference to 
when supplying financial security as part of their 
Environmental Rehabilitation requirements.

taBle 12: medIum of fInanCIal ProVIsIons

Question C3 frequency Percentage
Bank guarantees 19 55.9
Trust 10 29.4
Bonds 7 20.6
Cash 2 5.9

The majority of respondents’ companies chose 
to supply Bank guarantees as a financial security 
medium.

Closure scenarios
The objective of question C4 was to establish 
if the respondent companies procured funds 
for planned, unplanned or temporary closure 
within their financial provision for closure. 
The results are presented in table 13 below.

The results below show that 73.5% of respondents’ 
companies made financial provision for 
planned closure, but not enough planning is 
done for unplanned and temporary closure.

taBle 13: Closure sCenarIos

Question C4 frequency Percentage
Planned closure 25 73.5
Unplanned 
closure 4 11.8

Temporary 
closure 4 11.8

daY-to-daY mInIng aCtIVItIes’ re-
sults
The objective of day-to-day activities that form 
part of mining operations, led to the increase 
in harmful environmental factors. In addition, 
it sought to establish which environmental 
hazard the mining industry regards as its greatest 
challenge in the course of daily operations.

Challenges in day-to-day mining operations
The objective of question D1 was to verify which 
of the factors provided in the list below, were the 
greatest challenges in their day-to-day operation 
to maintain and rehabilitate. As a result of the fact 
that the respondents could select more than one 
option, the total frequency of responses is more 
than the number of participating respondents.

taBle 14 CHallengIng faCtors of daY-to-
daY mInIng oPeratIons (enVIronmental 

elements)

Question d1 frequency Percentage
Collapsed mining 
areas 14 41.2

Post closure 
activities 10 29.4

Surface damage 9 26.5
Acid mine 
drainages 7 20.6

Flooded land 5 14.7

According to the above table, 41.2% of participating 
respondents considered collapsed mining areas to 
be the biggest challenge in their daily operations.

Harmful elements as the result of mining 
activities
The objective of question D2 was to identify which 
of the elements provided in the list below was 
affected by ongoing mining activities. Because 
the respondents could select more than one 
option, the total frequency of responses is higher 
than the number of participating respondents.
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taBle 15: Harmful elements 

Question d2 frequency Percentage
Chemical mine 
waste 16 47.1

Water quality 16 47.1
Sustainable 
habitat 7 20.6

Radiology 7 20.6
Seismicity 7 20.6
Infrastructure 
safety 6 17.6

Erosion 4 11.8
Social 
development 3 8.8

Post closure land 
use 1 2.9

Destroying the water quality and chemical 
mine waste were considered by 47.1% 
of the respondents respectively as the 
elements most harmful to the environment.

enVIronmental and sustaInaBle 
deVeloPment results
The objective of section E was to determine 
which challenges mining companies and 
mining contractors experienced with regard to 
the eco-system health and social development. 
The regulations governing environmental 
rehabilitation and sustainable development 
all necessitate environmental regulations and 
elements to work together in order to succeed in 
not disturbing local eco-systems whilst achieving 
and maintaining sustainable development.

Eco-system challenges due to mining operations 
The objective of question E1 was to verify 
which of the elements in the eco system 
was the most challenging due to the mining 
operations while implementing and managing 
environmental rehabilitation. As a result of 
participants being able to select more than one 
option, the total frequency of responses is more 
than the number of participating respondents.

taBle 16: eCo-sYstem CHallenges due to 
mInIng oPeratIons

Question e1 frequency Percentage
Water pollution 19 55.9

Dust pollution 10 29.4
Habitat 
modifications 10 29.4

Chemical 
release 6 17.6

Erosion 4 11.8

Most of the respondents were of the opinion 
that water pollution with 55.9% was the most 
challenging eco-system element to maintain and 
to resolve once day-to-day mining operations 
commenced. This was also stated and earmarked in 
the literature study under the Law and regulation, 
Day-to-day operations and the eco-system section.

Challenges for sustainable development
The objective of question E2 was to verify 
which of the sustainable development elements 
provided in the list below is the most challenging 
for mining companies. Because the respondents 
could select more than one option, the total 
frequency of responses is more than the 
total number of participating respondents.

taBle 17: CHallenges for sustaInaBle 
deVeloPment 

Question e2 frequency Percentage
To identify risks 
and opportunities 14 41.2

To engage with 
stakeholders 13 38.2

To consider 
human rights 6 17.6

To build 
closure into the 
rehabilitation plan 

5 14.7

To set clear social 
goals 5 14.7

The above table shows that 41.2% of the respondents 
recognised that to identify risk and opportunities 
is the most challenging element when seeking 
sustainable development together with 38.2% 
regarded the engagement with stakeholders to be 
important. The table also depicts that only 14.7% 
of the respondents believed that to make provision 
for closure in terms of sustainable development 
and to set clear social goals were challenging.
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fIndIngs and analYsIs
All 34 completed questionnaires were used for 
the study, which represents a response rate of 
81%. All respondents were involved physically 
in day-to-day mining operations, and thus faced 
the challenges of environmental rehabilitation. 
The participant’s profile revealed that 35.3% of 
the respondents worked on new mining projects 
compared to the 64.7% that have worked on 
mining projects that have been expanded. 
Mining houses are mining in more than one 
commodity per mining project and Platinum 
is the most mined commodity. Underground 
operations with an 88.2% frequency are the 
most prominent method of mining operations.

With regard to the SHEQ departments, 100% of 
the mining houses and contractors do have Risk 
and Environmental Departments, together with 
76.5% of them that have Environmental policies in 
place. The required Environmental Management 
Plan (EMP) that should be submitted to the 
Department of Mineral Resources (DMR) was 
outsourced by 85.3% of the mining houses, 
which confirms that these requirements are 
a challenge to be regulated, managed and 
implemented. It is evident that Environmental 
Management Plans are regularly submitted for 
auditing to the DMR with an overpowering 
91.2% that confirms this action. The DMR 
can, with regular submissions by the mining 
companies assist and direct them in their effort 
to achieve a successful rehabilitation of the mine. 

The most challenging objective to meet within 
the Environmental Rehabilitation plan was the 
elimination of the environmental damages. 
The objective that received the least effort was 
the implementation of the socio-economic 
goals. This result is in line with the literature 
statements that confirm that not enough effort 
and resources are applied to social development 
at the time of and after mine closure.

The three most challenging regulations are as 
follows: the National Water Act (36 of 1998) with 
50%; NEMA - Environmental Authorisation 
with 47.1% and the Waste Act with 41.2%. 
These frequency percentages confirm that the 
same regulations are important, as identified in 
the literature study. According to Van Zyl et al. 

(2012), the most important acts to implement 
and maintain within mining operations are 
the National Water Act (36 of 1998), the 
National Environmental Management Act 
(107 of 1998), Information Act (108 of 1996) 
and the Waste Amendment Act (26 of 2014) 
(SA, 1996; SA1998a; SA, 1998b; SA, 2014). 

The following items were reflected to influence 
decisions about how to provide financially for 
mining rehabilitation: Cost factors with 61.8%, 
the type of mine activities with 38.2% and 
environmental risk with 32.4%. The most crucial 
cost factor to consider was to make provision 
for inflation, identified by 73.5%, simultaneous 
rehabilitation (41.2%) and poor guidelines 
provided by the DMR 32.4%. All of these 
above-mentioned factors influence the financial 
provision that must be sufficient to maintain and 
conclude closure at the end of a mining project. 

According to Buttleworth and Grant (2012), all 
mining companies must be able to undertake any 
necessary financial form of closure by providing 
for planned, unplanned and temporary closure. 
From the results, it is noticeable that mining 
houses provide for planned closure with a 
73.5% frequency. The unplanned and temporary 
closure was reported with an 11.8% for both, 
which indicates that little to no-time and effort 
is spent on unplanned and temporary closure. 

The most harmful elements to the environment 
due to mining operations were identified as 
chemical mine waste (47.1%), destroying the 
water quality (47.1%) and to sustain the habitat 
(20.6%). Water pollution with 55.9% is the most 
challenging eco system element, followed by 
dust pollution (29.4%) and habitat modification 
(29.4%) in order to maintain and resolve 
day-to-day mining operations. The two most 
challenging factors for sustainable development 
in the mining sector were recognized as 
identifying risk and opportunities (41.2%) 
and to engage with all stakeholders (38.2%).

From the findings, it is evident that the driving 
force behind rehabilitation plans has not been 
effectively introduced, implemented and managed 
within the mining organisations studied. For 
successful implementation, greater attention must 
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be given to the pre-planning, implementation and 
management of the EMP. The EMP covers critical 
elements that need to be driven successfully in 
an attempt to achieve a desirable outcome for the 
rehabilitation of mine shafts and project closures. 

In order to address these concerns and 
assure proper legislative adherence; financial 
provision and management of environmental 
rehabilitation processes within mining 
activities must be undertaken in accordance 
with the Mining Industry’s administration 
systems which include the planning and 
processes of environmental rehabilitation. 

The Mine Closure Model (MCM) as developed 
by Fourie and Brent (2008) is still suggested 
for the successful implementation of the EMP 
and all its requirements. The MCM provides 
a collection of processes and knowledge 
areas within any mining project management 
discipline with visible outcomes and goals. The 
goals and outcomes of the EMP and the DMR 
can be integrated with the proposed actions 
by the MCM and could then be recognised 
as the most suitable option for management 
to implement environmental rehabilitation. 
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aBstraCt
This paper sets out to examine the rules of 
business behaviour in the competitive banking 
environment of a developing country, namely 
Uganda. Business rules could shape the 
behaviour of a business and guide the behaviour 
of employees within a competitive environment. 
A quantitative research approach was used by 
means of non-probability sampling techniques 
such as convenience and judgemental sampling. 
A survey was conducted by means of self-
administered structured questionnaires received 
from 529 respondents.  A hypothetical model and 
measuring instrument of the rules of business 
behaviour in the competitive banking environment 
within Uganda was developed and tested. The 
empirical findings revealed that the rules of 
business behaviour have a significant relationship 
with perceptions of the competitive banking 
environment in Uganda. These rules of business 
behaviour also affect organisational performance 
and customer retention and customer loyalty 
among employees in Uganda. This study could 
assist banks to strengthen and acknowledge 
their role in a competitive environment. 

Keywords: Competitive environment, confron-
tational behaviour, co-operational behaviour, 
rules of business behaviour, typology of com-
petitors

IntroduCtIon and BaCKground
The business environment is faced with intense 
competition in the form of resources and markets 
for products. The state of globalisation and fierce 
industrial competition for business survival and 
success requires setting tough and sustainable 
rules (Biswas 2016:16). Moreover, it also requires 
the breaking of some traditional rules as well as 
following the usually neglected rules. In reacting 
to global competition, businesses have resorted 
to the development of strategies that not only 
protect their market interests but also allow 
them to access important networks (Lagarde & 
Macombe 2013:17). The commercial banking 
sector in Uganda has been growing steadily since 
the liberation of the sector. This was based on 
the financial sector reforms in the 1990s with an 
aim of stabilising the operations of commercial 
banks to accelerate the coverage of the banking 
population, increase investment and control 
foreign exchange. In Uganda, banks comprise 
of over 80 percent of the financial system and 
are the primary mechanism for the transmission 
of monetary policy. They play an important 
role in determining the supply of money in the 
economy hence changes in the structure and 
performance of banks can have far-reaching 
implications for the whole economy (Bank of 
Uganda Report 2014:6 and Mugume 2010:22).
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The increased number of players in the commercial 
banking sector implies more competition in the 
market. Theoretically, competition forces firms 
to engage constantly in offensive and defensive 
marketing strategies, which raise the level of 
industrial rivalry (Porter 2012:311). Rivalry 
occurs because one or more competitors either 
feels the pressure or sees opportunity to enter an 
industry to improve its position. Karakaya and 
Yannopoulos (2010:110) assert that organisations 
respond to competitor challenges by counter-
attacking through increased advertising, cutting 
prices, increasing innovation and introducing new 
products or even accommodating the entrants 
by doing nothing or decreasing the level of 
marketing efforts. Uusitalo (2004:141) alludes that 
occasionally, firms grow by taking market share 
from rivals or creating new markets. Moreover, 
incumbents need to be prepared for attacks by 
existing firms seeking to expand their business 
and new entrants. Therefore, the incumbent’s 
objective is to defend their market share and 
strengthen their position by making it harder for 
others to enter or for existing firms to challenge 
them by repositioning themselves, or improving 
their market position. Rocha and Dib (2002:65) 
and Teng and Das (2008:732) suggest that as firms 
attempt to improve their position, they engage in 
competitive battles and adopt offensive strategies. 
Therefore, successful use of offensive strategies 
can help a firm improve its competitive position, 
gain market share and increase profits. This paper 
therefore intends to investigate the impact of 
rules of business behaviour, such as confrontation 
and co-operation within the competitive banking 
environment and its influence on organisational 
performance and customer loyalty and retention.

The first part of this paper covers aspects such 
as the problem statement, research objectives, 
research questions and hypotheses. A theoretical 
overview of rules of business behaviour 
and the competitive environment and the 
research methodology is then provided. The 
last part covers the empirical results and main 
conclusions and recommendations of the study.

ProBlem statement
Despite the high level of regulation in some sectors 
of Uganda’s economy, competition has not been 
deliberately interfered with. Kimera (2011:298) 

contends that a number of stakeholders (both in 
private and public sector) are still ignorant about 
the importance of competition and the negative 
effects of anti-competitive practices. Although 
Hultén and Vanyushyn (2010:23) suggest that 
competitive policies are generally designed 
globally to prevent actions that are unethical, such 
as industrial corruption that affects organisation’s 
global competitiveness, some studies argue that 
such unfairness offers no benefit to the consumers 
and hurt fair trade (Quairel-Lanoizelée 2011:83 
and Rothberg 2017:2). Mugume (2010:12) 
denotes that financial institutions are central to 
economic development and growth. However, 
challenges facing businesses require continuous 
transformation according to industry trends. Due 
to the increasing number of commercial banks, 
this sector in Uganda has been exposed to stiff 
competition. This has forced some firms to close 
their operations. For example, National Bank of 
Commerce was forced to close business in 2013 
(Bank of Uganda 2013:17). Therefore, there is a 
great need to intensify stakeholders’ awareness 
and promotion of a competitive culture in 
Uganda to promote the evolution of an effective 
competitive framework. Uganda’s banking 
industry is undergoing unprecedented changes, 
most of which are because of the deregulation 
of financial services, the strengthening of 
regulatory and supervision frameworks, as well 
as the developments in information technology. 
These changes could have vast implications for 
competition and concentration in the banking 
and financial sector which warrants a fresh look at 
the Ugandan banking sector (World Bank 2012).

While the concept of rules of business behaviour 
has gained increased emphasis in literature, 
Aversa, Haefliger, Rossi and Baden-Fuller 
(2015:32) indicate why possible business-to-
business relationships have not been exhaustively 
addressed. Theoretically, there are forces behind 
the choice of competition (Besley & Malcomson 
2016). Some of these forces are based on business 
interests while others may depend on the 
interests of the owners (Achtenhagen, Melin & 
Naldi 2013:432). Therefore, the relevance and 
applicability of the rules of business behaviour 
framework as presented in literature needs to 
be tested in different competitive environments. 
Different organisations enter into business 
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relationships for different reasons and the way they 
manage those business relationships based on rules 
of business behaviour vary (Solesvik, Encheva & 
Tumin 2010:710). Against this background, the 
following research question will be addressed in 
this paper: What is the impact of rules of business 
behaviour in the competitive banking environment 
of a developing country, such as Uganda?

oBJeCtIVes
The primary objective of this study is to investigate 
the impact of rules of business behaviour 
in the competitive banking environment of 
Uganda as a developing country. This study was 
guided by the following secondary objectives: 

•	 To conduct a critical review of literature 
pertaining to the nature and drivers of 
rules of business behaviour and apply it in a 
competitive environment.

•	 To empirically assess the rules of business 
behaviour in the competitive banking 
environment in Uganda. 

•	 To provide managerial guidelines to assist 
commercial banks in applying the rules 
of business behaviour in a competitive 
environment.  

 
tHeoretICal oVerVIeW of tHe 
rules of BusIness BeHaVIour
Clarification of key concepts
•	 Rules of business behaviour

Rules of business behaviour are defined as actions 
taken by organisations to: achieve better goal 
attainment, remove obstacles to market growth, 
reduce costly mistakes, improve communication, 
comply with legal requirements and increase 
customer loyalty. Some of these rules are 
unwritten but must be followed as ground rules to 
help achieve excellent customer service (Simpson 
& Cacioppe 2001:394). These behaviours are 
critical in the success of any business and have 
got underlying principles that influence the 
choice of decisions made in both operational 
and strategic contexts (Drucker 2002:117).

•	 Confrontational behaviour
Confrontational behaviour is defined as 
marketing actions firms use when dealing with 

challenges of competition (Mühlbacher, Leihs 
& Dahringe 2006:366). These actions include 
frontal attack, flanking, market encirclement, 
bypassing and guerilla warfare. Firms use these 
marketing actions when dealing with challenges 
of competition.  Firms respond to competitor 
challenges by counterattacking with increasing 
advertising expenditures, cutting prices, 
increasing innovation, and introducing new 
products, or even accommodating the entrant by 
doing nothing or decreasing the level of marketing 
effort (Karakaya & Yannopoulos 2011:112). 

•	 Cooperation behaviour
Cooperation behaviour is a friendly strategy 
that organisations adopt when they choose not 
to compete. An organisation can add-on its 
strengths or weakness with those of partners 
through cooperation (Gnyawali & Madhavan 
2001:434). Cooperation can be in various forms, 
namely, business clusters, supply agreements, 
licensing agreements, joint ventures and strategic 
alliances even with competitors. Mühlbacher et 
al. (2006:117) reported that there is a range of 
approaches that can be used, namely, defining 
new product markets, changing the rules of the 
game and entering into strategic partnerships.  

•	 Typology of competitors
This is a competitive strategy that firms use to 
attack a rival’s position in the market. Being 
competitively aggressive is about firms’ vigilant 
and forceful defies of their current market 
position while seeking undercutting their rivals’ 
position. Derfus, Maggitti, Grimm and Smith 
(2008:72) suggest that firms need to carefully and 
continuously monitor and analyse their rivals, 
be motivated to improve their performance by 
attacking those firms and are ingenious in their 
deployment of firm resources to launch attacks. 
The desired result of the competitive attacks is 
sustained performance that is superior to that of 
their rivals. There are three competitive aggressive 
attack strategies that a firm can use namely, defy 
attack, defense attack and debase attack. A defy 
attack entails a firm trying to lock up a potential 
resource  either to prevent a rival’s access or 
increase its rival’s costs to access the resource 
(Novikova & Vuori 2013:17). The defense attack 
is more direct and occurs when the firm seeks 
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to take a resource from a rival and then use the 
pirated resource (Kotler & Keller 2012:325). The 
debase approach differs from a defense attack 
in that it does not attempt to take the resource 
away but rather to undercut the value of the 
resource and can be subtle by undermining the 
attacked rival’s past investment in a resource 
(Stambaugh, Yu & Dubinsky 2011:55).

•	 Competitive environment
McAleese (2004:160) suggests that competition 
is a dynamic and inherently uncertain process, 
one in which some innovative business strategies 
succeed, others fail, and in which the process of 
continuing rivalry between firms gives consumers 
new products and better managed businesses. 
The competitive environment consists of relevant 
competitors and their membership in strategic 
groups, as well as barriers to market exit, which 

force firms to search relentlessly for new and 
better ways of doing things, thereby minimising 
costs (Muhlbacher et al. 2006:236). Porter’s (1985) 
five-forces model of competition implies that in a 
competitive environment, industry players should 
not react by only focusing on their direct business 
rivals per se but should look further and around 
to identify where they need to emphasise aspects, 
such as looking at the supply and value chain 
as well as the potential of industrial instability 
due to the entry of highly efficient players who 
may affect their profitability (Uusitalo, 2004:664 
and Viitaharju & Lähdesmäki 2012:569). 

Types of rules of business behaviour
Mühlbacher et al. (2006:366) identified four 
types of conduct, which organisations use as 
strategies in a competitive environment. These 
forms include frontal attack, flanking, market 

taBle 1: tYPes of rules of BusIness BeHaVIour

Business rule Brief description Contributing authors
Confrontational 
behaviour

Frontal attack

Occurs when an organisation takes all of their 
forces and places them directly opposite the 

opponent focusing on price, value and a cost-
and-quality based frontal attack.

Karakaya & Yannopoulos 
(2011) 

Kotler (1985) 
Muhlbacher et al. 

(2006:367)

Flanking An offensive marketing strategy used to utilise 
competitors’ weaknesses

Karakaya & Yannopoulous 
(2010:234) 

Spulber (2009)

Market 
encirclement

Involves the organisation targeting several 
smaller untapped or undeveloped segments in 
the market simultaneously, by using product or 

market encirclement.

Kotler (1981:231) 
Yoffie & Kwak (2001:58)
Walker, Boyd, Mullins & 

Larreche (2004:234)

Bypassing

Takes place by developing new products, 
diversifying into unrelated products and 

expanding into new geographical markets with 
existing products.

Andreas & Simon 
(2008:494) 

Bengtsson & Kock (1999: 
96) 

Kotler (1985:103)
Muhlbacher et al. (2006: 

369) 
Uusitalo (2004:141)

Guerilla warfare

It is a marketing tactic in which an organisation 
uses surprise and/or unconventional 

interactions in order to promote a product or 
service through a broad range of advertising 

methods that strive to strike when people least 
expect it”.

Abbasi, Rehman & Afsar 
(2009:35)

Ives (2004:13)

Levinson (2011:87)
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encirclement and bypassing. Organisations use 
these marketing actions when they deal with 
challenges of competition in an industry. An 
organisation can also behave in a friendly manner 
by adopting cooperation behaviour strategies.  
Muhlbacher et al. (2006:371) reported that there 
is a range of approaches that can be used, namely, 
defining “new” product markets, changing 
the “rules of the game” and entering strategic 
partnerships. Furthermore, an organisation with 
local, regional, and global competitors in its 
product markets may choose from a variety of 
strategies of confronting them including frontal 
attack, flanking, bypassing and encirclement 
(Peteraf & Barney 2003: 311). Cooperation can 
be in various forms, namely, business clusters, 
supply agreements, licensing agreements, joint 
ventures, and strategic alliances even with 
competitors. Table 1 provides a brief overview of 
the different types of rules of business behaviour.

Role and importance of business rules
Business rules constitute the way that activities in 
the organisation should be conducted. Such rules 
tend to take the custom of policies, procedures, 
responsibility levels, standards and authorisation 
and delegation mechanisms (Nejdet 2010:255).  
Raynor and Ahmed (2013:20) examined three 
proven general rules, namely, better before 

cheaper, revenue before cost and there are no 
other rules. How much price and non-price 
value an organisation provides relative to its 
competitors defines its position in its competitive 
space and creating value for its customers. An 
organisation’s profitability formula could also 
define how it seizures value for itself compared 
to others instead of merely depending on 
costing as a competitive tool (Raynor & Ahmed 
2013:20). Organisations therefore need to learn 
how to design an organisation that can create 
a breakthrough while maintaining excellence 
(Govindarajan & Trimble 2005:67). Business 
rules thus pronounce the operations, meanings 
and restrictions that apply to any organisation and 
apply to people, processes, corporate behaviour as 
well as computing systems (Simpson & Cacioppe, 
2001:391). If consistently applied, such rules can 
be used to help the organisation to achieve its set 
goals, eliminate impediments to market growth, 
reduce costly mistakes, improve communication 
and conform to legal requirements and 
proliferation of customer loyalty levels. Many of 
these rules are unrecorded but must be followed 
as ground rules to help achieve excellent customer 
service (Simpson & Cacioppe 2001:394). 

Quite often, business rules are revealed and 
documented informally throughout the early 

taBle 1: tYPes of rules of BusIness BeHaVIour (ContInued)

Business rule Brief description Contributing authors
Cooperational 
behaviour

Business clusters

Refers to local concentrations of horisontally 
or vertically linked organisations that specialise 

in related lines of business together with 
supporting organisations to exchange or share 

some value-added activities.

Kotler (1985:231) 
Möhring (2006:1) 

Peteraf & Barney (2003: 
311)

Joint ventures
Collaborations of two or more organisations for 
more than a momentary period joining forces 

to create a separate legal entity.

Cateora, Gilly & Graham 
(2010:325) 

Czinkotan & Ronkainen 
(2010:298)

Strategic business 
relationships

Cooperation in the form of strategic alliances 
demonstrated through joint research and 

development, joint marketing, alliance 
management experience and international 

partners.

Karakaya & Yannopoulos 
(2010:80) 

Quairel-Lanoizelée 
(2011:79) 

Teng & Das (2008:736) 
Uusitalo (2004:41)

Source:  Own construction



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

67

A DECADE OF EXCELLENCE

stages of a project and the collection of these 
business rules becomes incidental. Business 
projects, such as the introduction of a new product 
or re-engineering of a complex process can lead 
to the description of new business rules (Simpson 
& Cacioppe 2001:392). Raynor and Ahmed 
(2013:15) posit that organisations that emphasise 
business rules have high return on assets, return 
on sales and total asset turnover. According 
to Karakaya and Yannopoulos (2011:176), 
organisations have to be prepared for attacks by 
existing organisations, which are looking to expand 
their business and new entrants. Organisations 
engage in competitive battles and adopt offensive 
strategies as they endeavour to expand their 
position. Positive use of aggressive strategies 
helps organisations to improve their competitive 
position, increase market share, and increase 
profits (Karakaya & Yannopoulos 2011:177).  

HYPotHetICal model of tHe rules 
of BusIness BeHaVIour In a ComPet-
ItIVe BanKIng enVIronment
The hypothetical model of this study is 
shown in Figure 1 and indicates that rules of 
business behaviour could have an influence 
on a competitive banking environment. 
These attributes include three independent 
variables namely, confrontational behaviour, 

cooperation behaviour and typology of 
competitors while the dependent variables 
(outcomes) are organisational performance, 
customer retention and customer loyalty. 

researCH HYPotHeses
In effort to address the objectives of this study, 
the following hypotheses were formulated:

•	 The first set of hypotheses concerning rules 
of business behaviour in the competitive 
banking environment in Uganda:

H1: There is a relationship between perceptions 
regarding confrontational behaviour and the 
competitive banking environment in Uganda.

H2: There is a relationship between 
perceptions regarding cooperation behaviour and 
the competitive banking environment in Uganda.

H3: There is a relationship between 
perceptions regarding competitor typology and 
the competitive banking environment in Uganda.

•	 The second set of hypotheses concerning 
perceptions regarding the competitive banking 
environment in Uganda on outcomes:

H4: There is a relationship between perceptions 
regarding the competitive banking environment 

fIgure 1: tHe modelled relatIonsHIPs among VarIaBles measurIng tHe rules of 
BusIness BeHaVIour and outComes In a ComPetItIVe BanKIng enVIronment
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and organisational performance in Uganda.

H5: There is a relationship between 
perceptions regarding the competitive banking 
environment and customer retention in Uganda.

H6: There is a relationship between 
perceptions regarding the competitive banking 
environment and customer loyalty in Uganda.

researCH metHodologY
Research paradigm
The positivistic research paradigm was 
adopted for this study to gauge the opinions 
of respondents on the impact of rules of 
business behaviour in a competitive banking 
environment. A quantitative research 
approach allows for real events to be observed 
empirically and explained with logical analysis.

Population
The population of this study was all commercial 
banks that operate in Uganda. There are 25 
commercial banks in Uganda with 658 branches 
(BOU 2013). These banks are characterised 
differently in terms of aspects such as ownership 
and local versus foreign-owned, as compared 
to other licensed banks. The population of 
interest in this study was the employees in 
these commercial banks in the positions 
of management, general administration, 
business development, credit/loans, 
marketing, financial planning and operations.

Sampling
A sample of 233 commercial bank branches 
currently operating in Uganda was considered. 
There are several reasons why commercial banks 
have been considered for this study. Mugume 
(2010:22) argues that while it is necessary for 
the banking system to be competitive, there is 
need to ensure that they are effective in financial 
intermediation through channelling savings 
into investment and fostering higher economic 
growth. This implies that their business rules need 
to be studied and the nature of relationships they 
engage in. Another reason for the consideration 
of these banks is that they are commercial and 
are the predominant financial institutions in 
Uganda – comprising over 80% of the financial 
system. Banks are the primary mechanisms for 

the transmission of monetary policy and they 
play an important role in determining the supply 
of money in the economy. They also form the 
backbone of the payments system (Mugume 
2010:22). Non-probability sampling was used such 
as purposive or judgmental sampling, focusing 
on a known and desired target group based on 
their knowledge in the subject area and their 
willingness to share the information. Convenience 
sampling was also used based on respondents 
who are easily accessible and available (Baden-
Fuller & Morgan 2010:162).  The study targeted 
three respondents from each of the selected 233 
commercial bank branches, resulting into an 
envisaged sample size of about 699 respondents. 

Data collection methods
Secondary data
A thorough literature review on the rules of 
business behaviour in a competitive environment 
was conducted. Published information 
such as textbooks, reports, journal articles 
and the internet was consulted to provide 
the theoretical framework for this study.

Primary data
The primary data collection method used in this 
study was a survey using a self-administered 
structured questionnaire. A total number of 699 
questionnaires were distributed and 529 usable 
questionnaires were received from respondents 
resulting in an effective response rate of 76%.  

Questionnaire design
A self-administered questionnaire is a method of 
data collection that comprises a set of questions 
designed to generate data suitable for achieving 
the objectives of the research (Wilson, 2006). The 
questionnaire consisted of the following six sections:

•	 Section A covers confrontational behaviour 
in a competitive banking environment and 
consisted of 25 self-developed statements. 

•	 Section B was designed to obtain perceptions 
regarding co-operational behaviour in a 
competitive banking environment and 
consisted of 15 self-developed statements.

•	 Section C focuses on the typology of 
competitors in a banking environment and 
consisted of 15 self-developed statements.
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•	 Section D concentrates on perceptions 
regarding the competitive banking 
environment and consisted of 10 self-
developed statements.

•	 Section E covers the outcomes (depending 
variables) and consisted of 20 self-developed 
statements.

•	 Section F consisted of questions to capture 
background information of respondents 
(biographical characteristics) using a nominal 
scale (8 variables).

In Sections A to E a seven-point Likert-type 
ordinal scale was used while a nominal scale was 
used in Section F of the measuring instrument.

Data analysis 
Data was analysed by means of the STATISTICA 
(version 12) computer programme. Data was 
analysed by means of descriptive statistics 
(mean and standard deviation) and frequency 
distributions. Advanced statistics was used 
to assess the validity and reliability of the 
measuring instrument and to test for the 
relationships between the variables in the 
hypothetical model. Exploratory factor analysis, 
regression and correlation analysis were used. 

 Validity and reliability of the measuring 
instrument
Construct validity (convergent and discriminant 
validity) was used to measure whether the 
constructs of the study measured what they 
intended to measure by means of exploratory factor 
analysis (Joffe 2012:46). Both face and content 
validity was ensured by means of conducting a 
pilot study among 20 respondents from the target 
population (not included in the main empirical 
study) and using expert judgement from 
strategic marketing researchers and a statistician. 
Reliability of the measuring instrument refers 
to its consistency – that is the degree to which 
a measuring tool will produce the same results 
when applied more than once to the same group 
under similar conditions. The assessment of 
internal reliability of the instrument was done 
by means of calculating Cronbach’s alpha values.

emPIrICal results
Demographic profile of the respondents
Table 2 below provides the demographic 

composition of the respondents of this study 
according to eight categorical variables.

taBle 2: demograPHIC ProfIle of 
resPondents

demographics   range    %
Gender Male 58

Female 42

Age

20-30 25
31-40 67
41-50 7
51-60 1

Position in 
organisation

  Senior management 6
Middle management 44

Supervisory 
management 37

Other 13

Education level

‘O’ Level 0
Diploma 4

Bachelor degree 41
Post graduate 

diploma 35

Master’s degree 20

Years of bank’s 
existence

1-5 42
6-10 45

11-15 7
16-20 3

Above 21 3

Number of 
employees in the 

bank

<50 21
51-100 8

101-150 6
151-200 11

>200 54

Length of 
current 

employment 
(years) 

1-5 27
6-10 28

11-15 9
16-20 13

Above 21 23



70
WWW.IBC-CONFERENCE.COM

Section 
employed in the 

bank

Management 9
General 

administration 5

Business development 8
Credits/Loans 20

Marketing 10
Financial planning 4

Operations 39
Others 5

Fifty eight percent of the respondents were 
males and 42% females. Sixty seven percent of 
the respondents fell in the age range of 31-40 
years and the highest education qualification 
attained was 41% bachelor’s degrees followed by 
35% with postgraduate diplomas. The majority 
were employed in middle management (44%) 
and supervisory management level (37%) within 
larger banks (54%). Regarding years of existence 
of the banks, 87% have been employed in banks 
being in existence for 1-10 years. In terms of 
tenure 55% have been employed with their 
current employer.  Regarding the section of 
employment in the bank, 39% were employed in 
operations and 30% in credit/loans and marketing. 

Exploratory factor analysis
The exploratory factor loadings are outlined in 
Table 3.

Loadings greater than 0.4 were considered 
significant and many items were deleted and not 
considered for further analysis. As a result of 
the comprehensive exploratory factor analysis 
the respondents viewed ‘confrontational 
behaviour’ as a two-dimensional variable 
namely ‘direct confrontational behaviour’ 
and ‘indirect confrontational behaviour’. This 
indicates that the respondents did not perceive 
‘confrontational behaviour’ as a single construct. 

Descriptive statistics
Descriptive statistical results are presented in Table 
4. Table 4 highlights the descriptive statistics of 
each variable that was measured on a seven-point 
ordinal Likert-scale. Options 5-7 on the scale 
represented degrees of agreement, options 1-3 
represented the levels of disagreement and point 
four indicated neutrality. It thus appears that all 
the mean values cluster around somewhat agree 
except for the typology of competitors which 
is neutral. The standard deviation scores are all 
below point one, indicating not much variability 
around the mean scores, except for the typology 
of competitors.

Reliability of the measuring instruments 
The Cronbach’s alpha coefficient was used to 
assess the internal validity of the measuring 

taBle 3: eXPloratorY faCtor loadIngs

latent variable Items minimum 
loadings

maximum 
loadings

Direct confrontational 
behaviour (CFB1)

LFA2, PFA3, VFA1, VFA2, VFA3, VFA4, 
VFA5, FLA1, FLA2, ME1, ME2, ME3, 
ME4

0.416684 0.663947

Indirect confrontational 
behaviour (CFB2)

PFA1, PFA2, FLA4, BYP1, BYP2, BYP4, 
GW1, GW2, GW3 0.416100 0.755886

Cooperation behaviour 
(COB)

BC2, BC3, BC4, BC5, JV1, JV2, JV3, 
JV4, JV5, SBR2, SBR3, SBR4, SBR5 0.451387 0.757646

Typology of competitors 
(TYP)

DEFA1, DEFA2, DEFA3, DEFA4, DE4, 
DE5, DE6, DEBA1, DEBA2, DEBA3, 
DEBA4, BE1, BE3, BE4

0.402530 0.700201

Competitive banking 
environment (BE)

DE1, DE2, BE2, BE5, BE6, BE7, BE8, 
BE9, BE10 0.424801 0.749117

Organisational performance 
(OP) OP1, OP2, OP3, OP4, OP5 0.599631 0.772380

Customer loyalty (CL) CL1, CL2, CL3,CL5, CL6 0.504397 0.768999
Customer retention (CR) CR1, CR2, CR4, CR5, OP6 0.592320 0.718990
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instruments and is presented in Table 5. 

taBle 4: desCrIPtIVe statIstICs

Variable mean standard 
deviation

Direct confrontational 
behaviour (CFB1) 5.84 0.70

Indirect confrontational 
behaviour (CFB2) 5.02 1.05

Cooperation behaviour 
(COB) 5.36 0.96

Typology of competitors 
(TYP) 3.88 1.00

Competitive banking 
environment (BE) 5.39 0.81

Organisational 
performance (OP) 5.80 0.78

Customer retention (CR) 5.79 0.75
Customer loyalty (CL) 5.86 0.76

taBle 5: CronBaCH’s alPHa Values of 
measurIng Instruments

measuring instrument alpha value
Confrontational behaviour 
(CFB) 0.89

Cooperation behaviour (COB) 0.91
Typology of competitors (TYP) 0.85
Competitive banking 
environment (BE) 0.76

Organisational performance 
(OP) 0.87

Customer retention (CR) 0.85
Customer loyalty (CL) 0.82

Cronbach’s alpha coefficients of less than 0.70 
were considered unacceptable for further analysis 
(Kothari 2004:167). It can thus be concluded that 
all the variables are internally reliable (> 0.70).

Regression analysis
Two sets of regression analyses were conducted 
and presented in Tables 6 and 7 respectively.

According to Table 6, indirect confrontational 
behaviour does not exert a significant influence 
on the competitive banking environment, whilst 
direct confrontational behaviour has a strong 
impact on the competitive banking environment 
with a high t-value (t = 12.733). This is followed by 
the moderate impact of typology of competitors 
on the competitive banking environment with 
a t-value of 6.866. Table 6 further reveals a 
low impact of cooperation behaviour on the 
competitive banking environment (t = 4.072).  
Table 7 indicates the strongest impact of the 
competitive banking environment on customer 
retention with a high t-value (t =17.428), followed 
by organisational performance (t = 15.849).

Correlation analysis of the hypotheses
The correlation coefficient (r) indicates the level 
of linear association between the two variables 
or the strength of the relationship (Somekh & 
Lewin 2005:230). The degree of association is 
measured and expressed by +1.0 as maximum 
positive correlation, 0.0 as no correlation 
and -1.0 as maximum negative correlation 
(Creswell 2013:121; Kothari 2004:121). The 
correlation matrix is depicted in Table 8. 

taBle 6: regressIon analYsIs: InfluenCe of dIreCt ConfrontatIonal BeHaVIour (CfB1), 
IndIreCt ConfrontatIonal BeHaVIour (CfB2), CooPeratIon BeHaVIour (CoB) and 

tYPologY of ComPetItors (tYP) on ComPetItIVe BanKIng enVIronment

regression summary for dependent variable: Competitive banking environment 
(Be)

Parameter Beta b* Std. Error B Std Error T value P-value
CFB(1) 0.485 0.038 0.563 0.044 12.733 0.001***
CFB(2) 0.075 0.041 0.058 0.032 1.833 0.067

COB 0.164 0.040 0.139 0.034 4.072 0.001**
TYP 0.221 0.032 0.179 0.026 6.866 0.001***

R R2 F Std Error of estimate P
71% 0.50538158 133.85 0.57423              p< .00000

*   = p < 0.05      **  = p < 0.01  *** = p < 0.001
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taBle 7: regressIon analYsIs: InfluenCe of ComPetItIVe BanKIng enVIronment on 
outComes 

regression summary for dependent variable: Performance

Parameter Beta b* std. 
error B std error t value P-value

Competitive banking 
environment (BE) 0.568 0.036 0.546 0.034 15.850 0.001***

R 
57%

R2 
0.32280300

F 
251.21

Std Error of estimate P 
0.64357   p<0 .00000

regression summary for dependent variable: Customer loyalty

Parameter Beta b* std. 
error B std error t value P-value

Competitive banking 
environment (BE) 0.453 0.039 0.420 0.036 11.673 0.001***

R 
45%

R2 
0.20542449

F 
136.25

Std Error of estimate  P 
0.67255   p<0 .00000

regression summary for dependent variable: Customer retention

Parameter Beta b* std. 
error B std error t value P-value

R 
60%

R2 
0.36564289

F 
303.76

Std Error of estimate  P 
0.60414   p<0 .00000

taBle 8: CorrelatIon matrIX of VarIaBles of tHe studY

Variable mean std.dev. CoB d-CfB In-CfB tYP Be oP Cl Cr
COB 5.358 0.961 1.000 0.537 0.588 0.188 0.510 0.505 0.362 0.484

D-CFB 5.841 0.700 0.537 1.000 0.514 0.130 0.640 0.673 0.540 0.707
IN-CFB 5.022 1.053 0.588 0.514 1.000 0.298 0.487 0.477 0.378 0.438

TYP 3.880 1.005 0.188 0.130 0.298 1.000 0.337 0.056 0.015 0.157
BE 5.394 0.813 0.510 0.640 0.487 0.337 1.000 0.568 0.453 0.605
OP 5.799 0.781 0.505 0.673 0.477 0.056 0.568 1.000 0.606 0.674
CL 5.794 0.754 0.362 0.540 0.378 0.015 0.453 0.606 1.000 0.610
CR 5.861 0.758 0.484 0.707 0.438 0.157 0.605 0.674 0.610 1.000

Cooperation behaviour (COB) 
Direct confrontational behaviour (D-CFB) 
Indirect confrontational behaviour (IN-CFB) 
Typology of competitors (TYP),  
Competitive banking environment (BE) 
Organisational performance (OP) 
Customer loyalty (CL) 
Customer retention (CR)
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Table 8 indicates that there is a strong 
positive correlation between most of the 
variables in the matrix. Only one variable 
indicated a weak relationship, though 
with a positive correlation (typology of 
competitors and banking environment). 

fIndIngs on HYPotHesIsed rela-
tIonsHIPs
Table 9 shows the findings on the renamed 
hypothesised relationships of the study.

Some of the hypotheses tested had to be 
reformulated as a result of the validity assessment 
with the exploratory factor analysis. Some items 
were deleted and new variables were formed; 
thus the original theoretical model had to be 
adapted. All the hypotheses could be accepted. 

ConClusIons and reCommenda-
tIons 
A business rule can be looked at from different 
perspectives as a directive which is intended to 
influence or guide business behaviour in support 
of business policy that is formulated in response 
to an opportunity or a threat. The empirical 
results showed that the independent variables of 
the study, rules of business behaviour as measured 
by confrontational behaviour, cooperation 
behaviour and typology of competitors revealed a 

positive relationship regarding perceptions of the 
competitive banking environment in Uganda. The 
findings further indicated that these perceptions 
of the competitive banking environment in 
Uganda have a positive relationship with three 
outcomes namely, organisational performance, 
customer loyalty and retention. Therefore, if 
carefully managed, business rules can be used 
to help the organisation to better achieve goals, 
remove obstacles to market growth, reduce costly 
mistakes, improve communication, comply with 
legal requirements and increase customer loyalty 
and retention (Bank of Uganda Report 2014:56). 

The empirical results showed that there 
is a significant correlation between direct 
confrontational behaviour and the competitive 
banking environment as was confirmed by 
Muhlbacher et al. (2006:366). This indicates that 
for banks to compete favourably, they have to 
be aggressive through introducing client-based 
services, which are superior to their competitors 
by offering products of good quality at reasonable 
costs, customising their products and engaging 
in continuous research and development in 
order to create new products and services. 

Confrontational behaviour used by banks 
when dealing with challenges of competition is 

taBle 9: fIndIngs of HYPotHesIsed relatIonsHIPs

renamed 
hypotheses description of hypotheses accepted/ 

rejected
first set of original and renamed/new hypotheses

H1.1
There is a relationship between direct confrontational behaviour and the 
competitive banking environment in Uganda. Accepted

H1.2
There is a relationship between indirect confrontational behaviour and 
the competitive banking environment in Uganda. Accepted

H2
There is a relationship between cooperation behaviour and the competitive 
banking environment in Uganda. Accepted

H3
There is a relationship between competitor typology and the competitive 
banking environment in Uganda. Accepted

second set of original and renamed/new hypotheses

H4
There is a relationship between the competitive banking environment 
and organisational performance in Uganda. Accepted

H5
There is a relationship between the competitive banking environment 
and customer retention in Uganda. Accepted

H6
There is a relationship between the competitive banking environment 
and customer loyalty in Uganda. Accepted
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revealed by the empirical results as also being 
indirect. The empirical results showed that there 
is no significant relationship between indirect 
confrontational behaviour and the competitive 
banking environment. This suggests that the 
correlation needs to be strengthened which 

implies that for banks to survive in the competitive 
environment, they must be more aggressive as 
depicted by direct confrontation. The implication 
is that banks, which are less aggressive in the 
market can, still thrive in the competitive 
environment (Demil & Lecocq 2015:18). 

taBle 10: managerIal guIdelInes regardIng rules of BusIness BeHaVIour In tHe 
ComPetItIVe BanKIng enVIronment 

number recommendations regarding …
direct confrontational behaviour

1 Banks should have an efficient department of enquiries, which handles client 
complaints with care so that they have a satisfactory experience. 

2 Empower frontline employees so that they become more competent than the 
competitors’ staff. 

3 Make an effort to customise products for different customer groups. 
4 Provide online banking facilities to reduce long waiting queues in the bank.

5 Engage in social responsibility initiatives (for example, sponsorships to the 
community).

Indirect confrontational behaviour

6 Focus on offering products with features that are similar to those offered by 
competitors at lower prices.

7 Attack competitors in areas which they are least capable of defending (for example, 
mobile ATM’s in remote areas).

8 Focus on customer needs in product markets that are not served by competitors (for 
example, share ownership schemes).

9 Enter country markets with local products which are not served by competitors (for 
example, rendering services in other developing countries).

10 Offers client loyalty reward programmes which rivals do not offer. 
Co-operational behaviour

11 Collaborate with strong domestic business partners to attract foreign investment.

12 Focus on offering one-stop shop convenience (e.g. insurance and mobile banking) by 
involving other business partners.

13 Secure access to various sources of capital by joining forces with other organisations.

14 Have access to user-friendly banking techniques by collaborating with other 
organisations.

15 Form alliances to become more innovative in introducing new banking products. 
Competitive banking environment

16 Attempt to be a cost-leader by charging customers fair prices as compared to major 
rivals.

17 Provide products through advanced technology that is useful to clients (for example, 
SMS alerts, ATMs and internet banking).

18 Personalise (customize) banking products according to the individual needs of clients.

19 Have employees that possess valuable core competencies/skills required in the banking 
industry.

20 Focus on welfare initiatives that improve banking efficiency (for example, creating 
poverty alleviation and environmentally awareness programmes).
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The study also perceived that banks can allocate 
limited resources to build their distinctive 
competencies for implementing their strategies 
and they could develop closer relationships to 
share resources with collaborators in leveraging 
and bundling resources to formulate appropriate 
strategies (Demil & Lecocq 2015:19). This implies 
that the capability sharing decision of banks can 
assist to develop necessary capabilities which 
are not owned by them in order to successfully 
formulate and implement appropriate competitive 
strategies (Barratt 2004:109). The empirical results 
reveal that there is a positive correlation between 
co-operational behaviour and the competitive 
banking environment. This implies that for 
banks to compete favourably, they have to share 
effective promotional tools, share technology and 
perceive each other as partners in business. This 
will enable them reduce the costs of competition 
because of economies of scale and thus produce 
more output since they are competing for the same 
clientele (Gambardella & McGahan 2010:265).

A competitive strategy for organisations is to 
attack the rival’s position. Being competitively 
aggressive is about the organisations’ vigilant and 
forceful defiance of their current market position 
while seeking to undercut their rivals’ position. 
Derfus et al. (2008:72) suggest that organisations 
need to carefully and continuously monitor and 
analyse their rivals, are motivated to improve their 
performance by attacking those organisations 
and are ingenious in their deployment of the 
resources of the organisation to launch attacks. 
The desired result of the competitive attacks is 
sustained performance that is superior to that of 
their rivals (Lumpkin & Dess 1996:148). There 
are three competitive aggressive attack strategies 
that an organisation uses and these include; 
defy attack, defense attack and debase attack. In 
this study, it was hypothesised that typology of 
competitors exerts significant influence on the 
competitive banking environment. The empirical 
result shows that typology of competitors has a 
positive correlation with the competitive banking 
environment in Uganda. Table 10 outlines some 
general guidelines for using rules of business 
behaviour, as derived from the statements 
used in the measuring instrument of the study.

The following extract seems appropriate 

to conclude this paper with:

“… although steps have been taken towards 
promotion of competition through the 
adoption of market reforms and enactment 
of competition laws, there is need for a 
more holistic approach … based on a long-
term approach, policy cohesion, evolution 
of effective institutions, engagement of 
multiple stakeholders to ensure that a proper 
competition framework is evolved to attract 
investment for development. Adoption 
of a whole package of reforms towards 
ensuring a competitive economy underlines a 
government’s commitment to the promotion 
of competition as a means to economic 
development. A major challenge in developing 
countries towards effective implementation of 
competition laws and policies are institutional, 
administrative and policy arrangements 
that makes the elimination of uncertainties 
difficult” (Sengupta & Dube 2008:14). 
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aBstraCt
Organisations are facing many influences of 
change due to the changing global environment. 
Public institutions such as higher education 
institutions (HEIs) are not excluded from these 
influences. The most prominent influences are 
referred to as driving forces, change drivers or 
drivers of industry development and evolutionary 
processes. To enhance understanding of the topic 
of drivers, an initial study was conducted to 
clarify the concept of drivers and to differentiate 
it from similar concepts.  In a follow-up study, 
the concept of strategic drivers was adopted and 
nine strategic drivers in order of prominence 
emerged. In another study, seven of these drivers 
were affirmed and one was added.  In this 
qualitative study with a case study design, further 
confirmation was to be found as the interviewees 
from the Faculty of Management at the University 
of Johannesburg were given the opportunity to 
provide an in-depth view of their understanding 
of strategic drivers. In applying content analysis, 
all nine strategic drivers were affirmed, with 
the addition of two.  In view of these studies, 
twelve strategic drivers for higher education 
have emerged. However, care should be taken 
not to label all change agents as strategic drivers.

Keywords: strategy, strategic drivers, Higher 
education

IntroduCtIon
Organisations today are operating in fast-
changing worlds which tend to be very complex 
(Schermerhorn, 2011:4). According to Jones and 
George (2014:18), two major contributing factors 
to this continuous change are the prominence 
of competition in the global arena and the 
advancements made in the field of information 

technology. Bateman and Snell (2015:4) add to 
this list of factors by indicating that knowledge and 
ideas as well as cross-organisational collaborations 
are also challenges which characterise the 
current business landscape. Universities and 
colleges are viewed as organisations which 
are in essence similar to any other business 
and therefore these institutions cannot escape 
the impact of these factors and challenges 
(Robbins, De Cenzo and Coulter, 2013:26). 

The most powerful changes within a specific 
industry are referred to by Thompson, Peteraf, 
Gamble and Strickland (2014:64) as driving 
forces. These driving forces tend to have the 
biggest impact in changing the landscape of 
any industry, including the higher education 
sector. Driving forces are also referred to by 
Porter (1980:157, 162) as evolutionary processes, 
by De Wit and Meyer (2004:426) as drivers of 
industry development and by Johnson, Scholes 
and Whittington (2008:56) as change drivers.

From the start of 2010, the researchers have 
conducted a few studies on this topic, with the 
purpose of gaining clarity on the concept of drivers 
and to have a clear understanding of strategic 
drivers present in higher education. From these 
studies, four papers, including this paper, were 
presented in which an attempt was made to 
contribute to the body of knowledge in the field 
of strategy, strategic drivers and higher education.

lIterature reVIeW
The literature review will be introduced with a 
brief overview of both the international and South 
African environment. Thereafter, to gain a clearer 
understanding of the process followed and the 
progress made regarding the above studies, a brief 
discussion on the respective studies will follow.

strategIC drIVers: a Case of a faCultY

Mr. D. Rossouw
University of Johannesburg
Johannesburg, South Africa
E-mail: drossouw@uj.ac.za 
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International environment
Since the turn of the millennium, a high growth 
in higher education has been experienced 
and the role of higher education institutions 
(HEIs), both socially and economically, within 
the ever-changing environment has been 
acknowledged. Against this background, the 
United Nations Educational, Scientific and 
Cultural Organisation (UNESCO) adopted the 
World Declaration on Higher Education for 
the Twenty-First Century: Vision and Action, 
and the Framework for Priority Action for 
Change and Development in Higher Education 
to initiate global reform (World Conference on 
Higher Education, 1998). Further to this, Europe 
launched the Bologna Process in 1999 in which 
cooperation in Europe was to be improved and 
to drive change in higher education (European 
Commission/EACEA/Eurydice, 2015:25).

According to Paul and Leese (2009:4), 
Australia’s HEIs were also confronted with many 
positioning pressures. Change was observed in 
the former Soviet Union, Central and Eastern 
Europe, South Africa, India, China and Latin 
America (Palfreyman, Tapper and Thomas, 
2011:xiii). Britain is also confronted with Brexit, 
which is causing major turbulence in British 
universities (Sharma, 2016). Therefore change 
in higher education internationally is inevitable.

According to literature, the following were 
documented under drivers of change:

•	 Research as a driver for funding and status 
(Bosch and Taylor, 2011:443)

•	 Cultural capital specifically at professional 
levels (Beltman, 2009:77) 

•	 Lecturer and course characteristics (Mikulić, 
Dužević and Baković, 2015:1213) 

•	 Higher education debt (Poltenson, 2011:12) 
•	 Cooperative education (Kessels and 

Kwakman, 2007:689)   
•	 Mobility of staff and students, service delivery 

abroad and English as medium of tuition 
(Hughes, 2008:111) 

•	 Internationalisation of higher education 
(Healy, 2008:333) 

•	 Engagement with external stakeholders 

(Marchi, Nuttall and Parekh, 2016:1-2)
 
South African perspective
South Africa and the higher education sector 
have also experienced a wave of change since 
1994. Changes within higher education were 
instilled by various policy documents, of 
which the National Plan for Higher Education 
(Department of Education, 2001:7) is seen as the 
most important. Some of other documents which 
followed are the Higher Education Qualifications 
Sub-framework (HEQSF), the National 
Qualifications Framework (NQF) (Council on 
Higher Education, 2013), the White Paper for 
Post-school Education and Training (Department 
of Higher Education and Training, 2013:xi) and 
also the National Development Plan (NDP). 

According to the NDP, demographic changes, 
collaborations, globalisation and technology 
are documented as higher education drivers 
for change (National Planning Commission, 
2012:324-325). Another driver would be the recent 
student protest actions (Cloete, 2015). The aims 
of these protest actions were mainly to emphasise 
free higher education training, force HEIs to 
insource contract staff, decolonise curriculums 
and promote transformation (Rensburg, 2015).

In view of previous literature reviews and this brief 
summary, both the national and international 
higher education environment are bombarded 
by change. Despite these discussions on change, 
challenges and possible drivers, literature is not 
always clear and is fragmented on the topic of 
strategic drivers. There is as yet no framework 
of drivers for higher education. This led the 
researchers to embark on the following studies: 

Drivers, forces and factors in the business 
environment
Rossouw and De Bruyn (2010) propose in a 
paper entitled ‘Drivers, forces and factors in 
the business environment’ that the concept of 
drivers as a collective noun should rather be 
used.  The literature review reveals that concepts 
such as drivers, forces and factors are not 
used consistently and authors argue that these 
concepts are related but different (Bateman and 
Snell, 2009:53-58; Pearce and Robinson, 2007:84-
92; Porter, 1980:157, 162; Porter, 1998:22; 
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Thompson, Strickland and Gamble, 2010:57, 79). 
The researchers accept the description of drivers 
to be change agents which are most prominent 
within an industry. Forces in this paper refer 
mainly to Porter’s five competitive forces and 
factors are viewed as influences present within the 
internal and macroenvironment of organisations. 

The reason for differentiating drivers from 
these concepts is their important role in directly 
influencing the industry and its competitive 
situation (Thompson et al., 2010:79). To identify 
drivers at an early stage is also important as it may 
provide an organisation with a competitive edge 
(Littler and Wilson, 1990:159). Further to the 
identification, it has to be determined whether these 
drivers as a collective impact a specific industry 
negatively or positively. To do so, drivers have to 
be evaluated as separate entities as they might 
differ in terms of strength or steering direction, 
which will determine the net collective impact on 
an industry. Examples of this impact may include 
a drop in the general demand, a tense competitive 
situation or even a decrease in profitability of an 
industry. Following this assessment, strategies 
will have to be formulated to manage the impact 
of these drivers and to create a competitive 
advantage. Care should also be taken to not label 
all change agents as drivers, as there might only 
be a few actual drivers instilling real change 

within an industry (Thompson et al., 2010:85-86).

Strategic drivers for higher education 
In a follow-up paper entitled, ‘Strategic drivers 
for higher education’, the concept of strategic 
drivers was adopted as it plays a pivotal role 
within the context of strategic management and 
also in the sphere of higher education (Rossouw 
and Goldman, 2014). From that study, themes of 
strategic drivers emerged which are closely related 
to what is purported by authors such as De Wit 
and Meyer (2004:426-427), Porter (1980:163-184) 
and Thompson et al. (2010:80-85; 2014:65-67). 

Nine strategic drivers emerged and government 
and regulatory bodies were found most prominent 
with the highest frequency score. Within this 
theme, the category of government funding seems 
most important as was highlighted by Huisman 
and Jenniskens (1994:249) as early as 1994. 
Following government and regulatory bodies as the 
second and third most important strategic drivers 
are globalisation and internationalisation, and 
students. Other drivers in order of prominence 
are technology, quality, resources, the market, 
collaborations and social issues. Refer to figure 1.

A key issue is the interrelatedness of these strategic 
drivers. This supports the previous study in which 
it was found that drivers may have a collective 
impact on an industry or in this case, the higher 

fIgure 1:  strategIC drIVers for HIgHer eduCatIon (sourCe: rossouW and goldman 
(2014))
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education sector (Rossouw and Goldman, 2014). 

For HEIs to only know which strategic drivers 
are present may be a good starting point, but they 
will have to strategise around these drivers to 
establish and to possibly maintain a competitive 
advantage. Several strategies such as income 
generation prioritisation, technology and student-
centredness, restructuring, strategic relationships 
are suggested by Rossouw and Goldman (2014). 

As this was a qualitative study in which 
content analysis on higher education literature 
was applied, confirmation of these strategic 
drivers was found in a follow-up study.

Academic staff ’s perspectives on strategic 
drivers in higher education 
To find confirmation of the previous study, semi-
structured interviews were conducted with senior 
academic staff in the Faculty of Management 
(FoM) at the University of Johannesburg on 
their perspectives on strategic drivers in higher 
education (Rossouw and Goldman, 2016). This 
research was divided into two main sections.  
In the first section a paper entitled ‘Academic 
staff ’s perceptions on strategic drivers in higher 
education’ was presented. The focus of this 
research and paper was to determine senior 
academic staff ’s initial and unique understanding 
of strategic drivers in the higher education sector. 

A great deal of similarity was found when 
comparing the outcome of the 2014 study, 
‘Strategic drivers for higher education’ with the 
initial interviews (or first section) of this current 
study. Government and regulatory bodies, 
globalisation and internationalisation, and 
students were closely ranked. Social issues were 
ranked higher possibly due to the occurrence of 
the “#fees-must-fall” student protest actions and 
also the interdependency of drivers. Technology, 
market forces and resources were mostly 
similarly ranked compared to the previous study. 
The outcome therefore closely affirms seven of 
the nine strategic drivers. Leadership was listed 
as an additional driver while collaborations 
and quality were omitted during the interviews 
(Rossouw and Goldman, 2016). Refer to figure 2.

In addition, interviewees did not all share similar 
perspectives and their level of understanding 
was different. To be aware of and to know 
these drivers, a collective would also be of 
importance to faculty leadership as it will assist 
in strategising to ensure long-term sustainability. 

Although some valuable observations were 
made during the initial part (first section) of this 
research, further confirmation or triangulation 
was needed by allowing the interviewees to 
provide an in-depth perspective on the nine 

fIgure 2:  ComParIson BetWeen studIes of 2014 and 2016 (adaPted from rossouW and 
goldman (2016))



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

83

A DECADE OF EXCELLENCE

strategic drivers as listed in the previous 
study of Rossouw and Goldman (2014). 

ProBlem InVestIgated
Therefore, the purpose of this paper is to focus 
on the second section of the research, which is to 
further elaborate upon and to affirm the previous 
research on the topic of strategic drivers in higher 
education. To do so, an in-depth understanding 
of senior academic staff within the FoM regarding 
the impact and importance of the nine strategic 
drivers, as listed by Rossouw and Goldman 
(2014), was to be gained. During the interviews, 
an opportunity was also given to the interviewees 
to list and discuss any additional strategic drivers. 

Although seven of the nine strategic drivers were 
similar in the first section of this research, which 
also affirms these drivers, the research problem 
for this section of the study centred mainly on an 
in-depth confirmation with specific reference to 
the impact and importance of the nine strategic 
drivers which emerged from previous studies. 

Following the research problem, the 
question for this paper was formulated as: 

Can further affirmation of the nine strategic 
drivers according to the studies of Rossouw 
and Goldman (2014 and 2016) be found?

researCH oBJeCtIVes 
From the above research problem and question, 
the primary research objective was as follows:

To establish whether an in-depth affirmation 
can be found for the nine strategic drivers 
of Rossouw and Goldman (2014 and 2016).

In addition to the primary objective, the following 
secondary objectives for this paper were formulated: 

•	 To determine whether additional strategic 
drivers can be listed; 

•	 To establish the general perceived importance 
of strategic drivers;

•	 To find out whether senior academic staff in 
management positions are knowledgeable on 
strategic drivers;

•	 To determine further research needs; and

•	 To do a comparison between the studies.
 
researCH metHodologY 
Due to the rich and extensive data obtained 
during the interviews, this study was divided 
into two sections, of which this paper is the latter 
part. Therefore, the methodology for both papers 
is similar although the focus areas are different.

This is an empirical study with a qualitative 
approach and a case study design. The population 
comprised senior academics from the FoM at 
the University of Johannesburg. This faculty 
represents about 20% of the university’s student 
population. Further to this, the researchers 
were members of this faculty and were of the 
opinion that staff from FoM would have a 
better understanding of strategic drivers as this 
concept is derived from the field of strategic 
management, which falls within the domain 
of this faculty (Rossouw and Goldman, 2016). 

Both purposive and convenience sampling, as 
non-probability techniques (Welman, Kruger and 
Mitchell, 2005:69-70), were used to select senior 
academic staff from the Faculty Leadership Team 
(FLT). These academics were responsible for 
managing the faculty, the departments and the 
school strategically. At the time of selecting the 
sample and conducting the interviews, the HOD 
for the Department of Industrial Psychology 
and People Management was on sabbatical 
leave and the acting HOD was therefore 
included in the sample (Rossouw and Goldman, 
2016). Refer to table 1 for the sample selected.

The data collection instrument was semi-
structured interviews and 11 interviews (one per 
interviewee) were conducted. As this paper is the 
latter of two papers, the questions in the interview 
guide pertained to the impact and importance 
of the nine strategic drivers, the possibility of 
additional drivers that may be present in higher 
education, the importance of drivers, senior 
academics’ understanding of strategic drivers 
and whether further research on this topic would 
be necessary (Rossouw and Goldman, 2016).

taBle 1:  samPle sIze

Position Portfolio
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Executive Dean FoM
Vice-Dean Teaching and Learning
Vice-Dean Research
Head of 
Department 
(HOD)

Applied Information Systems

HOD Business Management

Acting HOD Industrial Psychology and 
People Management

HOD Information and Knowledge 
Management

HOD Marketing Management

HOD Public Management and 
Governance

HOD Transport and Supply Chain 
Management

Director School of Tourism and 
Hospitality 

The responses of the interviewees were analysed 
by means of directed content analysis. This type of 
analysis is generally used when theory or research 
is incomplete or when additional description is 
needed (Hsieh and Shannon, 2005:1281). Data 
from the interviews were coded and categories 
were developed and merged into themes. 
Frequency tabling was used to illustrate some 
of the results (Rossouw and Goldman, 2016). 

Trustworthiness of this study was confirmed by the 
criteria of credibility, transferability, dependability 
and confirmability (Lincoln and Guba, 1985):

•	 Credibility: In selecting the Executive Dean, 
the Vice-Deans, the respective HODs and 
the Director to be part of the sample, the 
representivity of FoM at senior academic 
level was ensured. Semi-structured interviews 
allowed the researchers to obtain rich data 
and to fully comprehend the interviewees’ 
understanding of strategic drivers. In analysing 
the data, content analysis was manually 
applied. Audio transcripts, written transcripts 
and notes which informed the findings are in 
safekeeping for future reference.

•	 Transferability: The findings of this study are 
confined mainly to the leadership team of 
FoM, but the findings may also be extrapolated 
to the rest of the faculty and the University of 

Johannesburg.
•	 Dependability: The researchers’ role in 

ensuring consistency of analysis was very 
important. When conducting the analysis and 
writing up the findings, the second researcher 
acted as a sounding board. Both researchers 
were in constant interaction during the 
process of analysis, the actual analysis and also 
the write-up phase. The second researcher 
thus fulfilled a quality assurance role during 
the analytical process.

•	 Confirmability: This is achieved when 
the analytical process is bias free, the 
interpretations are correctly presented and the 
reality which is studied is accurately reflected. 
Confirmability is usually established when 
adhering to the criteria of transferability and 
credibility.

 
results and fIndIngs 
In coding the responses of questions in the second 
and third sections of this study, the following 
categories and themes emerged. Frequency 
tables were also used to illustrate some of the 
results and findings (Welman et al., 2005:217).

Importance of strategic drivers for HEIs
All the interviewees agreed that strategic 
drivers were important for higher education. 
From the responses, importance was indicated 
by phrases such “strategic drivers’ impacts”, 
“it cannot be ignored”, “it is non-negotiable”, 
“there must be an awareness or a connection”. 
Therefore the majority of responses could be 
categorised as either very important or important.

Other responses or comments from the interviewees 
when posing the question about the importance are:

•	 Government, student activists and the 
establishment and competition of private 
institutions need to be considered.

•	 Universities respond differently to strategic 
drivers.

•	 The ministry needs to be more flexible with 
regard to higher education.

•	 University education, both locally and 
internationally, needs to be more affordable.

•	 There must be a better level of collaboration 
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between the public and private sector.
•	 Autonomy of universities is very important.
•	 Universities should not be more dependent on 

government funding as it may influence the 
universities’ autonomy and competitiveness.

•	 UJ has a strong top management pushing the 
strategic agenda very hard at a strategic level.

•	 UJ has very good staff who are actualising the 
strategic intent.

•	 Higher education competes for scarce 
resources globally and funding is based on 
global competiveness.

•	 Institutions have to be visible through global 
competitive rankings.

•	 Strategic drivers create strategic direction.
•	 Master’s and doctoral students are needed as 

tutors to be competitive and to ensure quality.
 
Knowledge of senior academic staff in 
management positions of strategic drivers
Six of the 11 interviewees indicated that the 
level of senior academic’s knowledge regarding 
strategic drivers varied, while four said that 
senior academics were not knowledgeable.  A 
possible reason is that professors and senior 
lecturers, who were also viewed by some of the 
interviewees as being part of the senior academic 
group, focused their attention on their own 
academic responsibilities. Five interviewees 
said that management was knowledgeable and 
further to this, it seemed that FoM would be 
more knowledgeable on strategic drivers as 
opposed to other faculties in the university.  

An empirical study on strategic drivers in higher 
education
Seven of the 11 interviewees affirmed the need 
for an empirical study on strategic drivers, 
although four indicated that strategic drivers 
were known. Five interviewees mentioned that 
the focus should rather be on response and 
repositioning due to the impact of these drivers 
and two indicated that the research purpose, 
objective and problem of the study would be 
of importance. In addition, the non-alignment 
of policies and strategies was also raised as a 
concern and according to one of the interviewees, 
transformation was viewed as a high-level 

driver which may only accelerate in the future.

The impact and importance of strategic drivers 
on HEIs
The impact and importance of government 
and regulatory bodies, globalisation and 
internationalisation, technology, social issues, 
collaborations, market forces, students, resources 
and quality as the nine strategic drivers were 
reflected upon by the interviewees as follows:

Government and regulatory bodies
The impact and importance of government and 
regulatory bodies scored very high.  Nine of 
the 11 interviewees indicated that government 
and regulatory bodies were important and 
that this driver did have an impact. When 
combining the views of impact and importance, 
all 11 interviewees (with a frequency score of 37, 
meaning the importance was mentioned 37 times 
during the interviews) were in agreement that 
government and regulatory bodies were a major 
role player and, without any doubt, the most 
prominent strategic driver for higher education. 
With reference to the impact of government, 
the biggest influence was finance and subsidies, 
followed by the transformation agenda. The 
interviewees also mentioned that the autonomy 
of HEIs was an important factor and that it must 
be protected. The influence of government and 
regulatory bodies was viewed as more prominent 
in public rather than private institutions. However, 
it was also mentioned that the higher education 
environment was open to explore whatever and that 
strategic drivers must be seen as interdependent.  

Globalisation and internationalisation
Globalisation and internationalisation 
were also reflected as very important.  
Nine of the 11 interviewees indicated this 
to be important, with a frequency of 23.  

Other issues mentioned during this section 
of the interview include the following:

•	 Local needs of students and the Africanisation 
of content needs to be considered.

•	 Playgrounds of local and international 
universities differ when comparing universities 
in the local environment or southern 
hemisphere with northern hemisphere 
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institutions in developed countries. 
•	 Funding constraints will negatively impact 

globalisation and internationalisation, while 
ranking also has a definite influence.  

•	 Rankings are determined mainly by visibility, 
research and collaborations, and businesses 
draw talent from best ranked universities. 

•	 The level of competitiveness, resources, 
efficiency and technology also impacts on 
globalisation and internationalisation.

•	 Universities should be more market driven 
and sabbatical leave also has an impact on 
globalisation and internationalisation.

 
Technology
The importance and impact of technology were 
mentioned by all the interviewees, which implies 
a high level of importance as a strategic driver. 
It was also said that universities need to be at 
the forefront of developing new technology, it 
creates change and there is an interdependency 
between technology, internationalisation and 
globalisation. Budget constraints might have a 
definite impact on the use of technology and a few 
concerns were raised which include the following:

•	 Some university policies are not always 
aligned with the technology being used, such 
as doing online assessments.

•	 The support of technology used, for example, 
by students is important.

•	 The gap between the previously disadvantaged 
students and the use of and access to 
technology has to be bridged.

•	 Qualifications (piece of paper) buffers the use 
of technology.  When sufficient technology 
is available to assist employers in assessing a 
person’s level of knowledge without producing 
a diploma or a degree certificate, technology 
will most probably take over.

 
Social issues 
Seven of the 11 interviewees, with a frequency of 12, 
indicated that social issues as a strategic driver was 
important for higher education. Two prominent 
social issues were access to higher education 
and poverty, funding and resources. Academic 
performance of potential students and the poor 

schooling system were raised as having an impact 
on access to higher education. The aspiration 
of potential students to obtain a university 
qualification was also not enough to ensure 
success. In addition, poverty of disadvantaged 
students, which is directly linked to affordability 
of higher education, was also a concern. The 
following were also raised by the interviewees:

•	 Universities must keep to their core business 
and only then focus on social issues.

•	 Social issues directly impact the finances 
of HEIs and student throughput influences 
subsidies. 

•	 English as a medium of tuition was 
emphasised.

•	 The perception exists among students that 
a degree qualification is more marketable, 
although FETs and artisan training are also 
important.

•	 Students must be sent abroad to study, talent 
management is important and students’ mind 
sets have to be changed from being political 
activists to academic activists.

•	 Massification of higher education impacts 
and rankings attract students. 

 
Other comments raised by the 
interviewees include the following:

•	 Social involvement is seen to be part of 
community engagement.

•	 The influence of internationalisation is viewed 
important.

•	 UJ is making good progress regarding the 
access of disadvantaged students.

•	 Other languages such Mandarin could also be 
considered.

•	 Social issues and transformation are 
interrelated. 

•	 There are not enough HEIs in the country 
and there is a perception of status difference 
between FETs and HEIs.

•	 A holistic view (instead of a one-sided one) is 
needed to understand the social impact.

•	 Perspectives could differ, but a one-solution-
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fits-all approach should not be followed.
•	 Employment after completing a UJ 

qualification is approximately 96% within 6 
years of graduation.

•	 People do not necessarily want to move to 
other countries (international universities) 
unless there is ‘war or famine’.  People may 
explore thou.

 
Collaborations
Eight of the 11 interviewees said that collaborations 
were important, with a frequency of 12.  
Collaboration in general was seen to be beneficial 
as it enhances the generation of knowledge 
and accessibility. However, local and African 
collaborations must be first on the priority list (or 
domestic and international collaborations should 
be at least equally important). Collaborations were 
viewed as dependent on people, the availability of 
resources and projects driven in HEIs. In addition, 
collaborations were linked to global excellence 
and stature, globalisation and internationalisation 
and they were also good for university rankings.  
Knowledge in the respective disciplines in which 
collaborations will take place was, however, 
important. Currently the relationships between 
FoM and other universities were good and 
collaboration with government was also important.

Other comments made by the interviewees are:

•	 UJ is not as aligned with industry as one may 
think because it is lacking collaborations with 
commerce and industry.

•	 Must be sensitive not to always push for equal 
partnership status.

•	 Financing scholarships from the workplace is 
key.

•	 At a micro level, human relations and 
interactions have to take place.

 
Market forces
Six of the 11 interviewees, with a frequency of 7, 
said that market forces as a strategic driver was 
important.  Competition, followed by market 
positioning, financial needs and marketing, were 
listed as the most prominent forces in the market by 
the interviewees. Other forces to reckon with were 

the recognition and reputation of programmes 
as well as collaborations and partnering.

With regard to the competition in the higher 
education sector, rivalry between different 
institutions of higher learning (universities) was 
raised as the main competitive factor. It was also 
mentioned that competition may exist within the 
university itself. However, it was said that students 
would only benefit from competition. The entry of 
international universities into the South African 
higher education sector was also mentioned, 
but was not considered to be a major threat. It 
was also mentioned by one of the interviewees 
that universities are ‘grabbing onto anything’ 
without understanding the strategic value.

Students
Six of the 11 interviewees, with a frequency of 
15, mentioned that students as a strategic driver 
of higher education were important. Student 
activism, which coincides with student demands 
and needs, had to be taken into consideration 
by universities. The socioeconomic profile of 
students also needed to be considered and the 
drive for a global student profile was seen as 
important. Students were the core business of 
universities. It was also mentioned that training 
should be aligned with industry needs and 
that quality education and programmes were 
important. The availability of resources, such as 
accommodation and the appreciation thereof 
by students were also raised as a concern.

Other comments raised by the interviewees include:

•	 Visas and work permits from government 
impact on students. 

•	 Students should not accept poor teaching.
•	 The purpose of research should not be to 

chase DOE credits.
 
Resources
Seven of the 11 interviewees, with a frequency 
of 12, said that resources were an important 
strategic driver.  From the interviews, it seems 
that the impact of human and other resources, 
which include staff, technology, facilities, space, 
water, electricity, time and emotional energy, 
was paramount, followed by financial resources. 
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Strategies would also play an important role 
in managing difficulties with resources. In 
addition, it was also mentioned by one of the 
interviewees that it seems that all strategic drivers 
were important as it was difficult to see any of 
the strategic drivers as not being important.

Quality
Of the 11 interviewees, 9 (with a frequency of 
12) indicated that quality as a strategic driver 
for higher education was important. Various 
diverse factors impacting directly on quality 
were listed.  These factors, in sequence of 
impact, include quality reviews, management 
and governance, staff, comparative studies and 
consent between institutions, tools’ driving 
quality, qualification profile, quality content and 
curriculum, finance and the scarcity of resources.

Quality was viewed as interdependent and four 
of the interviewees agreed that it should be an 
overall process, implying the principles of total 
quality management (TQM). Quality was seen 
to influence internationalisation and the global 
and excellence stature (GES) of the university, 
the attraction of students, employment, 
market position and internal communication. 
It was also mentioned that quality should 
not be compromised and that it could be a 
differentiator; in other words, it could be used 

to differentiate one HEI from another. One of 
the interviewees said that universities were in 
the business of shaping young people’s minds.

Impact/importance of strategic drivers
When referring to the impact/importance of each 
strategic driver, it is noted that government and 
regulatory bodies were seen as the most prominent 
strategic driver, followed in order of  frequency by 
globalisation and internationalisation, technology, 
students, collaborations, quality, social issues, 
resources and market forces. Interesting to 
note is that collaborations, quality, social issues 
and resources had the same frequency score.

An impact score for each strategic driver was also 
determined to indicate the real effect (impact) 
by factoring the number of interviewees with 
the frequency score. For example, when all the 
interviewees contribute to a specific frequency 
score, the impact score will be the same as the 
frequency score, but when only a few interviewees 
contribute to a frequency score, the impact score 
will drop. This was calculated by dividing the 
total number of interviewees by the number of 
interviewees with similar responses multiplied by 
the total number of similar responses or frequency 
(Rossouw and Goldman, 2016). Refer to figure 3.

Additional strategic drivers present in higher 

fIgure 3: ImPaCt/ImPortanCe of strategIC drIVers
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education
The interviewees also mentioned quality 
academic staff, transformation, sustainability 
and international universities as possible new 
drivers. However, quality academic staff are 
considered to be part of resources and quality and 
international universities as part of market forces. 
Therefore transformation and sustainability 
could be suggested as additional strategic drivers.  

A comparison between the studies
When comparing the final outcome with the first 
section of this study and with the previous study, 
some similarities in the ranking of the strategic 
drivers are observed when frequency as a common 
denominator is used. Government and regulatory 
bodies, and globalisation and internationalisation 
are consistently seen to be the first and second 
most prominent drivers. This is followed by 
technology, which is a little more prominent 
compared to the first section of this study and 
the previous study of Rossouw and Goldman 
(2014). Students are ranked fourth, which is 
slightly lower than previously, possibly due to 
the whole issue of student protests being put into 
perspective by the other strategic drivers listed in 
the interview guide. Although collaborations and 
quality were not mentioned by the interviewees 
during the first section of this study, these drivers 
follow students together with social issues and 

resources. Interesting to note is that social issues 
in both the first and last sections of the study had 
the same frequency, and collaborations, quality, 
social issues and resources all obtained the same 
frequency score in the last section of this study. 
Although the frequency may differ between the 
studies, the general ranking may give an indication 
of the relative prominence of each strategic driver. 
Important to note is that leadership was added as 
an additional driver during the first section and 
sustainability and transformation were added 
during the last part of this study. Refer to figure 4.

managerIal ImPlICatIons and reC-
ommendatIons
There seemed to be no doubt among the 
interviewees about the importance of strategic 
drivers, meaning that FoM and more specifically 
senior academics which were members of the 
FLT considered drivers as non-negotiables which 
cannot be ignored. This importance is also shared 
by the previous studies of the researchers and 
literature (De Wit and Meyer, 2004:426; Johnson 
et al., 2008:56; Littler and Wilson, 1990:159; 
Porter, 1980:157, 162; Rossouw and De Bruyn, 
2010; Rossouw and Goldman, 2014; Rossouw 
and Goldman, 2016; Thompson et al., 2014:64).

   Although there was agreement on the importance 
of strategic drivers, some inconsistencies 

fIgure 4: a ComParIson BetWeen tHe studIes
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regarding the level of understanding among senior 
academics were observed but also suggested by the 
interviewees to exist among the broader spectrum 
of the university. However, the interviewees 
were of the opinion that FoM was more 
knowledgeable on this topic than other faculties.

Further research on this topic was encouraged, 
but it is suggested that the purpose and objective 
would determine the viability of the study. This 
viewpoint is also supported by the comments that 
the study should go beyond the identification of 
the strategic drivers to include the response and 
repositioning of HEIs toward strategic drivers, 
in other words, to strategically manage HEIs 
around the impact of strategic drivers. Again, this 
outcome affirms previous studies and literature.

All nine strategic drivers were affirmed while 
two additional drivers, namely sustainability 
and transformation, were added. Although 
transformation is listed separately, this driver 
may also have clear links to government and 
regulatory bodies and students with specific 
reference to the protest actions. Taking into 
consideration leadership, which was mentioned 
during the initial interviews (first section), a total 
of 12 strategic drivers are listed. Refer to figure 5.

This study and the previous studies view 
government and regulatory bodies as the most 
important strategic driver for higher education. 
This would make total sense as FoM is part 
of a university which is a public institution, 
as is also the case for most of the prominent 
universities in South Africa. Therefore without 
a thorough understanding of governmental 

policies and regulations, the faculty and 
university will not be able to position itself and 
to manage the impact of this driver effectively. 

Further to this, globalisation and 
internationalisation, technology and students are 
also most prominent, and serious consideration 
of these strategic drivers is needed when planning 
strategically. To a lesser extent, the same would 
also apply to collaborations, quality, social issues, 
resources, market forces and the additional drivers 
of leadership, sustainability and transformation. 
Although 12 strategic drivers are listed, care should 
be taken as only a few change agents could actually 
be classified as strategic drivers (Thompson et 
al., 2014:67). Due to the consistency throughout 
the studies in which government and regulatory 
bodies, globalisation and internationalisation, 
students and technology featured as most 
paramount, it could most probably be said that 
these change agents are to be classified as the 
actual strategic drivers for the higher education 
sector. This is not to say that the other ‘drivers’ 
are not important, but they need to be prioritised.

Although these strategic drivers are listed and 
discussed separately, they are in most cases 
interdependent of one another. Therefore, as 
suggested by Thompson et al. (2014:68) and also 
supported by previous studies (Rossouw and 
De Bruyn, 2010; Rossouw and Goldman, 2014; 
Rossouw and Goldman, 2016) the collective 
impact of these strategic drivers on the higher 
education sector should be considered by the 
faculty to manage the impact strategically. 

ConClusIon

fIgure 5: strategIC drIVers In HIgHer eduCatIon
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 In a publication entitled ‘South African higher 
education reviewed: Two decades of democracy’, 
the Council on Higher Education (2016:21-35) 
also sheds some light on this topic, but a clear 
framework is not suggested. Being involved in 
this topic over time actually draws attention to 
its complexity and sometimes ambiguity. For this 
reason, an attempt was made to develop some 
frame of reference which will be more “tangible” 
and which could be used when thinking and 
planning strategically within higher education. 

From this study, government and regulatory 
bodies, globalisation and internationalisation, 
technology and students are suggested as the 
most important strategic drivers. Therefore FoM 
will have to be alert to the collective impact 
of these strategic drivers within the higher 
education sector to allow them to develop 
sustainable strategies to manage their impact.

After conducting this research, FoM merged with 
the Faculty of Economic and Financial Sciences 
(FEFS) to become the College of Business and 
Economics (COBE) on 1 July 2017. This was 
as a result of an international review which 
again emphasise the impact and importance 
of globalisation and internationalisation. 
The outcome of this study could most likely 
also be extrapolated to the new college.

Further research on this topic within the 
suggested guidelines of the current and previous 
studies is foreseen in which public and private 
HEIs in South Africa will be the unit of study. The 
outcome of this research will contribute to the 
body of knowledge within the field of strategy, 
strategic drivers and higher education. This 
may assist in creating a framework of strategic 
drivers in order of prominence which could be 
referred to by HEIs when formulating strategies. 
In addition, strategies could also be suggested 
to manage the impact of these strategic drivers. 
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aBstraCt
In an effort to improve operational capabilities, 
public hospitals across the globe have adopted 
quality improvement practices and concepts 
more commonly linked to the manufacturing 
and the private sector. This has placed nursing 
practitioners under pressure to improve 
the quality of health care efficiency. Quality 
management practice is a key factor impacting the 
healthcare system, but previous research simply 
investigated the single-level relationship between 
hospital leadership and hospital performance 
and ignored the role of quality management as 
applied by different nursing practitioners. To fill 
this gap, this paper reports on challenges of poor 
quality care in relation to patient satisfaction and 
aims at evaluating quality management practices 
in public hospitals in South Africa. A quantitative 
survey was used in which a questionnaire was 
administered to 185 randomly selected nursing 
practitioners/ward managers in South African 
public hospitals. Those nursing practitioners 
and unit managers who were directly involved 
with patients admitted to the hospitals were 
the participants in this research. Our results 
indicate that the specific quality management 
activities such as quality policy, training skills 
and support and extensive specific assets and 
reward systems tend to improve quality of care in 
public hospitals. The data collected were analysed 

with SPSS 21.0 version software using factor 
analysis, and coefficients of reliability (Cronbach’s 
Alpha) were calculated to determine the internal 
consistency of each schedule. The use of Pearson’s 
chi-square test showed that a number of nursing 
practitioners do not practice quality healthcare 
management in the hospitals. The results provide 
nursing practitioners with deeper awareness for 
managing quality of healthcare in the public 
hospitals. Results will enable development of an 
evaluation framework relating to quality care 
and patient satisfaction and nurses practice 
environment in public hospitals in South Africa 
(SA). In conclusion, this paper is significant in 
that hospital managers/nursing practitioners in 
public hospitals can use the findings as an analytic 
instrument to resolve health care problems, with a 
view to improve quality of care in public hospitals.

Keywords: Quality management practices; hos-
pitals; health care operations; nursing practi-
tioners

IntroduCtIon 
Over many decades, health-care systems 
are challenged to provide quality care to the 
population of the world. Similar to many other 
developing countries, South Africa is no different, 
but it has the added challenge of a dual public 
hospital service delivery (Phaswana-Mafuya, 
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Peltzer, Hoosain & Maseko, 2017). In South 
Africa, numerous studies have been conducted, 
both in the private and public sector, and nurses 
were found to be generally dissatisfied, linked 
primarily to poor working conditions, workload, 
resources available, poor working conditions and 
lack of patient care (Klopper, Coetzee, Pretorius 
& Bester, 2012). Factors that could possibly 
be attributed to the difficulties experienced by 
the nursing practitioners comprise insufficient 
use of resources and inadequate diagnosis and 
treatment (Searle, 2008; National Department of 
Health, 2011). According to Lupo (2016) there 
are patients experiencing inappropriate access to 
certain aspects of the public healthcare services 
provided, such as ineffective human relationships, 
hospitality and regard for their patient care and 
dignity. Nyakala (2013) mentions that public 
hospitals in South Africa could face a bleak future 
should their nursing staff not perform at adequate 
levels.  Yao, Maruta, Luman and Nkengasong 
(2016) noted that there was a need to implement 
practical quality management systems to ensure 
better patient care in developing countries. 
Revised policies of quality care and the problems 
of implementing sustainable development are 
critical success factors which still need ongoing 
identification and exploration (Jooste, 2010; 
Lupo, 2016; Phaswana-Mafuya et al., 2017). 
Within this health-care system, the nursing 
profession is the core of health-care provision 
in South Africa, representing more than 50% 
of the total professional human resources 
(Van Rensburg, 2011). The White Paper can be 
regarded as the Transformation of the Health 
System in South Africa and elucidates the aim 
to present the people of South Africa with a set 
of policy objectives and principles upon which 
the Unified National Health System of South 
Africa will be based (Department of Health, 
2011; Dennil, King & Swanepoel, 2011). Within 
the health-care system, the nursing profession is 
the core of health-care provision in developing 
countries (Jooste, 2010; Adjei & Mensah, 2015). 
Donabedian (1988) has defined healthcare quality 
as “the ability to achieve desirable objectives 
using “legitimate means”, in which the desirable 
objective implied is “an achievable state of health”. 
Similarly, healthcare quality may be considered 
as a method to attain improved health outcomes 

for patients (Lupo, 2016). Essential requirements 
of quality healthcare are also comprised of 
appropriate quality improvement activities, 
advanced technology, well-timed treatment, 
adequacy of the offer of services in relation to the 
demand and guaranteed acceptable standards of 
medical practice (Houser, 2012; Yao et al., 2014). 

Proponents of this method point to the 
improvement of operational capabilities and 
implementation of quality concepts such as total 
quality management (TQM), as evidence shows 
that quality improvement practices can benefit 
hospital performance, especially when nursing 
practitioners are empowered through education 
and training (Ovretveit,2000). Jacobsen and 
Hasumi (2014) postulate that a positive practice 
environment is critical to job satisfaction, 
retention of nurses and favourable nurse outcomes. 
The public hospitals need to decide whether to 
adopt effective strategic plans from the current 
advances about having a quality management 
health care environment that will ensure nurses 
are committed to deliver the expected delivery of 
health service (Houser, 2012; Mosadeghrad, 2013).

In the light of the preceding concerns, the purpose 
of this study is to evaluate quality management 
practices in public hospitals. In doing so, the study 
not only measures the relative significance of 
various critical aspects, but also uses exploratory 
factor analysis to establish the latent constructs (or 
underlying structure) of these individual aspects. 
The rest of this paper is organised as follows. 
The next section presents a literature review of 
quality care evaluation and patients ‘satisfaction, 
the innovative quality process framework, total 
quality management in the healthcare system and 
performance measurement. This is followed by a 
statement of the research questions addressed in 
this study and a description of the methodology 
of the empirical study. A summary and discussion 
of the major findings, practical implications, 
limitations of the study, and suggestions for future 
research are then presented (Klopper et al., 2012). 

lIterature reVIeW
Quality care evaluation and patients’ 
satisfaction in the healthcare context
According to Pitt, Chotipanich, Issarasak, 
Mulholland and Panupattanapong (2014), 
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the quality care concept offers a variety of 
comprehensive approaches committed to 
organisation development, and encourages 
strong relationship-building skills in keeping 
patient satisfaction as a primary focus. Jooste 
(2010) states that there has been an increase in 
the knowledge of health issues on the part of 
patients. Patient satisfaction surveys are critical in 
demonstrating the degree of success in any form 
of service delivery (Van Rensburg, 2011). For such 
reasons, essentials of total quality management 
approaches and procedures to evaluate patient 
satisfaction represents a fundamental aspect in 
today’s healthcare context (Mosadeghrad, 2014a). 

Patients’ views on levels of satisfaction with 
PHC services are being given more priority in 
programme implementation and policy-making, 
as they measure quality of care, service standards, 
and performance standards (Luxford & Sutton, 
2014; Phaswana-Mafuya, Peltzer, Hoosain 
& Maseko, 2017). A synthesis of the criteria 
focuses on the quality of nursing leadership, 
provision of quality care, active participation in 
decision making, resources, adequate staff and 
nurse autonomy (Klopper et al., 2012). Greater 
emphasis on quality care management should 
therefore be aimed at meeting the needs of the 
patient, present and future (Ovretveit, 2000; 
Houser, 2012; Mosadeghrad, 2014a). Pitt et al  
(2014) identified five factors that patients consider 
important when they evaluate quality of products 
or service are (1) performance, (2) durability, (3) 
responsiveness, (4) empathy, and (5) tangibles. 
Some of these studies indicated that patients 
evaluating service quality in the healthcare 
industry led to an increase in job satisfaction 
and nurse retention (Jooste, 2010; Luxford & 
Sutton, 2014; Lupo, 2016). The purpose of the 
quality management for health care consequently 

is to provide a framework to help hospitals 
organise for, communicate about and monitor 
continuously all aspects of health care delivery 
(The World Bank, 2011; Van Rensburg, 2011).

Figure 1 indicates the five main dimensions 
of healthcare service quality (Searle, 2008).  It 
is important that the professional nurse at 
all levels of public hospitals practice quality 
management with the aim of identifying 
planning, assessment, evaluation, implementing 
and diagnosis aspects and the reasons for such 
recordings. This has particular reference to 
the aspect of generic admitted patient service. 

There are many theories of nursing. For the purpose 
of this study, Searle’s nursing process can be seen 
as the basis of practice, namely that ‘Nursing 
is the core of nursing practice (Searle, 2008). 
Quality of care is conceptualised in this research 
as a process in which the healthcare institution 
meets its customers’ needs and expectations, 
which can be evaluated and measured against 
predetermined standards (Yao et al., 2016). Dennil 
et al. (2011) indicate that theory in quality health 
promotion can be applied to assist in guiding and 
understanding what to study. Searle’s model has 
been chosen for discussion in this study because 
it is compatible with multi-units such as patients, 
families, nurses, and is a comprehensive strategy 
to quality health care delivery (Searle, 2008). A 
number of professional practice models depicted 
in Table 1 were grounded in theory explaining 
the nature of nursing care; a key concept across 
the models of professional practice was that of 
nurses as leaders, both within the organization 
and of hospital patient care. Nursing leadership at 
the organisational level related to nurses having 
effective communication system, professional 
practice, collaborative practice, excellence/

fIgure 1. tHe InnoVatIVe QualItY Care ProCess frameWorK (sourCe: adoPted from 
searle (2008))
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safety, accountability, patient care, research, 
development and recognition (Jost & Rich, 
2010; Ondrejka & Barnard, 2011; McGlynn, 
Griffin, Donahue & Fitzpatrick, 2012; Harwood, 
Lawrence-Murphy, Ridley, Malek, Boyle & 
White, 2013; George & Lovering, 2013; Johnson 
& Ezekielian, 2014). This professional practice 
models incorporated the concept that all nurses 
lead at some level with the authoritative that 
patients and families participate in their own 
care (Slatyer, Coventry, Twigg & Davis, 2016). 

Implementation of total quality management 
(TQM) in the healthcare system
The concept of quality management practices has 
been widely studied in the field of manufacturing 
and process design but is relatively new in public 
hospitals (Alharbi & Yusoff, 2012). A healthy 
quality practice environment can be defined 
as a work setting in which policies, procedures 
and systems are designed, thus employees are 
able to meet the organisational goals and attain 
personal satisfaction in their work (Klopper et 
al., 2012; Mensah, 2016). Several researchers have 
discussed the connection of quality management 
practices such as continuous improvement, total 
quality management, Malcolm Baldrige National 

Quality Award, and Six Sigma (Ziethaml, 
Parassuraman & Berry, 1990; Ovretveit, 2000; 
Mosadeghrad, 2013; Chen, Anchecta, Lee. & 
Dahlgaard, 2016). These have been developed 
from manufacturing and implemented 
successfully in healthcare (Gharakhani, Rahmati, 
Farrokhi & Barahmandian, 2013). Many 
analysts are critical of the implementation of 
TQM principles within hospitals, believing 
that TQM is a healthcare strategy which needs 
top management commitment and support 
(Parand, Benn, Burnutt, Pinto & Vincent, 2012). 

According to Chen et al. (2016), effective 
TQM requires employees to be empowered in 
order to make decisions and solve problems. 
Top management commitment and employee 
empowerment provide successful developments 
(Mensah, 2016). The public hospital improvement 
debate has accepted the TQM philosophy as 
a new understanding of the hospital process, 
with the potential to achieve substantial 
improvements in the primary healthcare system 
and patient satisfaction (Mosadeghard, 2013). 
The measuring instruments should be used to 
improve effectiveness and efficiency relating 
to service quality, empathy, responsiveness, 

taBle 1 BrIef summarY of attrIButes ProfessIonal PraCtICe models 

location author/s 
named setting Brief summary of key components

Ohio, USA
Johnson & 
Ezekielian 

(2014)
Hospital-wide

Leadership/governance; Professional 
relationships; innovation/research; Patient care; 

Recognition/development

Saudi Arabia 
George &  
Lovering 

(2013)
Hospital-wide

Shared leadership; Partnership; Accountability; 
Family/Patient as focus of care; Professional 

nursing; Professional development

Ontario, 
Canada

Harwood et 
al.(2013) Service-wide

Professional practice component; Leadership; 
Collaborative practice; Care delivery system; 

Outcome component; Professional development

New York, 
USA

McGlynn et al. 
(2012) Hospital-wide

Leadership; Professionalism; Excellence/
safety; Caring/honouring the human spirit; 

Collaboration

Colorado, 
USA

Ondrejka & 
Barnard (2011) Hospital-wide

Nurse; Environment and caring; Family/Patient; 
Advocacy through caring; Quality nursing 

practice

Pennsylvania, 
USA

Jost & Rich 
(2010) Hospital-wide

Professional practice component: Leadership; 
Collaborative practice; Communication; 

Professional development; Outcome component; 
Process component



98
WWW.IBC-CONFERENCE.COM

assurance, and tangibles (Dale, Cooper & 
Wilkinson, 2003; Lupo, 2015). Findings of the 
public hospital improvement debate would thus 
have been much more substantial had it included 
the successful practice of quality management in 
the public hospitals in Saudi Arabia (Alharbi & 
Yusoff, 2012). Mosadeghard (2013); Adjei and 
Mensah (2015) agree that TQM in healthcare 
refers to quality leadership, resistance and 
opposition, a variety of experience, involvement 
of doctors, special training for doctors, and 
selecting strategically significant quality care. 
Therefore, notwithstanding the theoretical 
viewpoint, it can be seen that TQM aims to bring 
all aspects of quality together (Nyakala, 2013). 

TQM has been implemented in public hospitals 
with good results, increasing efficiency and quality 
of healthcare system and procedures (Adjei & 
Mensah, 2015). In other words, it has been widely 
argued that the practice of quality management 
effectively is not only based on technical factors, 
but it is mainly associated with organisational-
oriented factors like policy developments, 
working environment  and utilities support, 
extensive specific assets, organisational culture as 
well as reward and recognition organisms (World 
Health Organisation (WHO) 2009; Houser, 
2012). From the reviewed literature, healthcare 
experts and senior managers have suggested 
that TQM is a proven, organised philosophy 
for patient satisfaction and managing and 
improving health-care performance (Dahlgaard-
Park, Chen, Jang & Dahlgaard, 2013; Price et 
al., 2014). Even fewer studies evaluated quality 
management practices in public hospitals. A 
notable exception is the Adjei and Mensah 
(2015) investigation of adopting TQM ideas in 
some Ghanaian hospitals in which it produced 
incredible success, given certain conditions. 
It is an approach that is focused on continuous 
improvement of service, and techniques for any 
effective and efficient programmes based on the 
participation of all employees (Talib, Rahman 
& Qureshi, 2011a; Mosadeghrad, 2014a).

Performance measurement in relation to 
quality care in public hospitals
It has been debated that public hospitals cannot 
practice quality management effectively with 
current business complications (Ishijima, 

Eliakimu & Miyamoto, 2014; Mensah, 2016). 
A lot of public hospitals continuously attempt 
to develop and implement new management 
ideas, but the challenge is how this should be 
achieved (Luxford & Sutton, 2014). The success 
of public hospitals is measured largely relating to 
quality nursing management practices, and the 
National Health Act in the South African health 
sector has been implemented to play an active 
role in the patients’ expectations in the hospitals 
(Department of Health, 2011). However, there 
are indications of growing patient distress 
about inefficiencies in processes and nursing 
practitioners’ performance (Dennil, King  & 
Swanepoel, 2011; Jacobsen & Hasumi, 2014).  
One criticism of much of the literature appears 
to be on the South African public hospitals’ 
operational strategies (Jacobsen & Hasumi, 2014; 
Phaswana et al., 2017). Most of the evidence was 
based on the single-level relationship between 
hospital leadership and hospital performance and 
ignored the role of practicing quality management 
between various nursing practitioners.

However, the importance on the evaluation of 
the factors above seems to overlook the current 
literature. In other words, there is a need to 
evaluate the factors that are critical for the success 
or failure of practicing quality management in 
the public hospitals. These critical success factors 
(CSFs) are imperative to deliver excellent service 
in hospitals (Van Rensburg, 2011; Pitt et al., 
2014); hospital performance (Price et al., 2014) 
and quality improvement approaches to public 
hospitals (Ishijima et al., 2014). The strategic plan 
is an integrated system for managing satisfaction 
that encompasses health managers and nursing 
practitioners (WHO, 2009; Parand et al., 2012). 

researCH QuestIons
Evaluating the social phenomenon of quality 
care from various perceptions and angles 
permitted triangulation of the widespread 
literature through use of a multiplied dual set of 
empirical data. For these reasons, various authors 
discussing quality improvement activities in 
public hospitals have reported that leadership and 
commitment are significantly higher in district 
and government hospitals than in the national 
referral centre (Phaswana et al., 2017). In this 
study, an attempt has been made to investigate 
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these critical success aspects in the context of 
nursing practice and quality care in the public 
healthcare sector. The following study questions 
are addressed in the empirical study as follows:

1. What are the key critical aspects for the quality 
management practice of patient care in public 
hospitals?

2. What are the latent constructs (that is, the 
underlying structure of observed variables) of 
these critical aspects for the quality management 
practice of the patient care in public hospitals? 

metHodologY 
Design and setting
The study was quantitative in nature and 
made comprehensive use of secondary sources 
by means of articles and case studies on the 
effects of practicing quality management in the 
healthcare sector in developing economies. A 
total of 185 nursing practitioners’ mainly from 
the Gauteng Region of South Africa completed 
the questionnaire. A cross-sectional survey was 
completed among nursing practitioners working 
in three (3) public hospitals of Gauteng Province, 
South Africa. All registered nurses working with 
admitted patients of the selected public hospitals 
were included in the study. Zikmund and Babin 
(2010) emphasised that this methodology 
is the way to gain the results of a study. 

Measures
The Quality Care Improvement survey tool 
was adapted from the Health Systems Trust 
(2014/2015) in consultation with the Gauteng 
Department of Health. Questions on biographical 
profile, hospital state, reason for visiting the public 
hospital and practicing of nursing profession were 
added. A pilot study was also conducted for quality 
assurance purposes. The questionnaire measured 
the biographical profile, quality healthcare, 
capability and organisational performance, quality 
improvement, measurement, interaction between 
nursing worker and patients, and educational 
material and availability of information as well 
as customer feedback system. The response 
options (excluding biographical information) 
were measured on a Likert-type scale (strongly 
agree=5; strongly disagree=1). All participants 
were given a questionnaire including a cover 

page explaining all the important points and 
the purpose of the study (Refer to Annexure A). 

Sample 
Non-probability sampling was used in this 
research (Babbie et al., 2010).  Altogether three 
(3) public hospitals and one-hundred eighty-
five (185) registered nurses throughout Gauteng 
Ekurhuleni region participated in this study.  A 
purposive sampling techniques represent the 
procedure of this study (Lincoln & Guba, 1985; 
Houser, 2012). Lincoln and Guba (1985) add 
by saying that this ensures trustworthiness.

Data analysis
In this study, data was analysed using SPSS 
version 21.0 and descriptive statistics were 
used to determine the significance of the 
critical aspects for the evaluation of quality 
management practices in the public hospitals. 

Ethical considerations
Gauteng Department of Health and institutional 
ethics approval was obtained from the relevant 
bodies. In this study, informed consent was 
obtained from the participants who were 
given an information sheet. Only participants 
who provided informed consent were given 
the questionnaire by a trained fieldworker 
to complete in their preferred language.

results
Profile of respondents
The sample was comprised of public hospitals’ 
registered nurses from a variety of staff positions 
(assistant nurse, paediatric nurse, gynaecology, 
obstetrics, and general surgical ward nurses). 
Table 2 indicates that 135 were females (73.0 
percent) and 50 were males (27.0 percent). 
Based on this evidence, it was assumed that 
in the Gauteng Province, nursing profession 
is female dominated which seems to be a 
general challenge filtering through the South 
African nursing profession (Houser, 2012). 

The age groups of the nursing 
staff were categorised as follows:

•	 46.4 percent were ≤ 19-30 years  
•	 37.5 percent were 31-40 years 
•	 12.4 percent were 41-50 years
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•	 3.2 percent were  ≥51 years    
 
Most of the respondents highest educational 
level (n=148; 80 percent) was a post-matric 
diploma or certificate, followed by respondents 
with degree (n=34; 18.4 percent), whilst 3 (n=1.6 
percent) represented those with grade 12 (Matric, 
std.10). Regarding years of current service of 
the respondents, 19.6 percent had been working 
in the public hospitals for less than 3 years, 
30.2 percent for 3-5 years, 11.4 percent for 6-10 
years, and 37.3 percent for more than 10 years. 

taBle 2: BIograPHICal InformatIon of tHe 
studY samPle (n=185)

sample 
characteristics frequency Percentage

sex:
Male 50 27.0
Female 135 73
age:
≤ 19-30 85 46.4
31-40 69 37.5
41-50 23 12.4
≥51 6 3.2
total 185 100

staff position
Assistant Nurse 53 26.8
Paediatric Nurse 40 20.5
Gynaecology                                    38 20.4
Obstetrics 34 18.4
General surgical 
ward (nurses) 5 0.5

Highest education 
level
Grade 12 
(Matric,Std 10) 3 1.6

Post-Matric 
Diploma or 
certificate

148 80.0

Degrees 34 18.4

Years of current 
service
Less than 3 years 35 19.6
3-5 years 54 30.2
6-10 years 21 11.4
10 years and more 69 37.3

Table 3 presents the instrument to have 
Cronbach’s coefficient alpha of 0.70, which is 
considered acceptable (Hair, Anderson, Tatham 
& Black, 1998). All except two of the items were 
found to have item- total correlations greater 
than the acceptable limit of 0.7 (Hair et al., 1998; 
Houser, 2012). Since the increase in alpha was 
marginal if these items were to be deleted, they 
were retained for further analysis. Additionally, 
these items were also regarded as significant to 
this study since policy development is one of 
the significant scales of quality management. 

Table 3 presents a listing of the Cronbach’s 
Alpha coefficient values on all 25 items of the 
questionnaire which measured the constructs 
of the quality management practices in the 
public hospital service delivery dimensions. The 
reliability of the questionnaire is summarised 
in Table 3. Cronbach’s Alpha coefficients were 
calculated for the reported need for quality 
management practices and patient care. 

Exploratory Factor Analysis (EFA) of critical 
aspects  
A principal components factor analysis was 
carried out together with oblique rotation. Table 
4 indicates the Kaiser-Meyer Olkin (KMO) and 
Bartlett’s test indicating that the factor analysis 
is appropriate. The values were above 0.6, which 

taBle 3: relIaBIlItY analYsIs of nurses for QualItY management PraCtICes

scale                               no. of items                 mean              standard deviation         Cronbach’s alpha
Policy development               8                               24.88                       9.719                                0.805
Training and skills                 5                               11.62                       5.223                                0.849
Extensive specific assets        5                               13.99                       7.171                                0.708
Reward and recognition        7                               15.58                       7.094                                0.864
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indicates that KMO, Bartlett’s test, degrees of 
freedom (df) and significance (sig) were also 
considered satisfactory for factor analysis. 

It is evident from Table 4 that policy development; 
training and skills support; extensive specific 
assets, as well as reward and recognition systems 
are related to quality management practices. 
According to Field (2013), for factor analysis 
to be appropriate, variables must be correlated. 
Pearson’s chi-square test proves that a number of 
staff nurses did not practice quality of healthcare 
management in the public hospitals. This result 
shows that there was no statistical difference 
between the percentages of staff nurses practicing 
quality of healthcare in the public hospitals which 
can be termed as a positive moderate correlation at 
the given levels, (statistical significance p<.0001) 
for all four scales measured. As a significant 
positive relationship exists, thus, there is support 
for the current research questions. Overall these 
tests reflect that that the dimensions used to 
measure the constructs of interest in this study 
possess adequate internal stability and validity 
to provide confidence that they measure what 
they purport (Hair et al., 1998). In this study, 
analysis of variance was carried out to determine 
if there is any significance or non-significance 
in the results of quality management practice. 

According to data generated from Table 
5 below, the following aspects were 
considered of great importance (policy 
development). These aspects were:

•	 “understand healthcare policy”
•	 “management support healthcare system”

•	 “quality management related problems”
•	 “aspects of quality management”
•	 “quality management processes”
•	 The second-tier aspects were concerned with 

skills and knowledge:
•	 “adequate training for quality of healthcare”
•	 “committed in quality management training”
•	 nurses are motivated to advanced training 

and education”
Critical aspects 
The third-tier aspects were least important in the 
evaluation of the quality management practices and 
were concerned with the extensive specific assets:

•	 “hospital is well resourced”
•	 “sufficient nurses in this hospital”

 
The fourth-tier aspects were 
concerned with reward systems:

•	 “performance reward”
•	 “reward systems used”
•	 “motivated and committed nurses are 

promoted”
 
dIsCussIon 
Major conclusions
In the study, the health quality care system of 
public hospitals of the Gauteng Region (South 
Africa) were analysed via a questionnaire created 
from a suitable framework based on the Service 
Quality paradigm. The main conclusion to be 
drawn from this study is that there are four 

taBle 4. Kmo and tHe Bartlett’s tests

Kmo 
measures 

of sampling 
adequacy

Bartlett’s (Chi-square) test df sig.

Policy development

Training and skills support

Extensive specific assets

Reward and recognition 
systems

.852

.779

.621

.790

915.284

440.268

460.975

777.409

28

10

10

21

.000

.000

.000

.000
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critical areas be considered by public hospitals 
that seek to assess to a health quality care system 
effectively. These four critical areas are indicated 
as latent constructs of the various individual 
aspects assessed in this study. Thus, this research 
concludes that the critical areas that should be 
considered by the public hospitals are (1) policy 

development; (2) training and skills support; 
(3) extensive specific assets, and (4) reward and 
recognition systems. Research literature reviewed 
highlights that practicing quality management 
principles is the new paradigm in running public 
hospitals, and attention should be given to the 
way in which its responsibilities are assigned, 

taBle 5: measured VarIaBles 

measured variables mean 
Value 

standard 
deviation

Policy development 
B1.1 I understand healthcare policy from an emphasis in primary care 
clearly 
B1.2 Management supports the healthcare system 
B1.3 The practice to implement quality of care is clear to me 
B1.4 I achieve an appropriate level of quality management in my work 
B1.5 I implement quality management for most tasks 
B1.6 My manager supports me when I have quality management related 
problems 
B1.7 I like some aspects of quality management but not others 
B1.8 I think the quality management processes used in this hospital are a 
waste of time 
 
Training and skills support 
B2.1 I have received adequate training for quality of health care practices 
B2.2 Management is committed in quality management training 
B2.3 Every nurse is happy with the content of training 
B2.4 Nurses are motivated to obtain advanced training and education 
B2.5 Health managers encourage nurses to learn new skills 
 
Extensive specific assets  
B3.1 The hospital is well resourced 
B3.2 I feel safe in this hospital 
B3.3 There are sufficient nurses in this hospital 
B3.4 In this hospital, there is a shortage of experienced and skilled nurses 
B3.5 I have enough time to get all my work done efficiently in a normal 
work day 
 
Coordination and cooperation  
B4.1 Performance reward for being the best worker is fair and square 
B4.2 Reward systems used in this hospital allow nurses to reflect on their 
performance 
B4.3 In this hospital, every nurse goes through a reward system 
B4.4 I am satisfied with the salary I receive 
B4.5 Employees are motivated in this hospital 
B4.6 Senior managers support system leads to satisfied employees 
B4.7 Highly motivated and committed nurses are promoted      

Note:  1 represents “strongly disagree” and 5 represents “strongly agree”

 
3.04 

 
3.28 
2.94 
2.99 
3.05 
3.11 

 
3.36 
3.11 

 
 
 

2.02 
2.35 
2.23 
2.41 
2.61 

 
 

2.71 
2.89 
2.51 
3.05 
2.83 

 
 
 

2.41 
2.56 

 
2.49 
1.24 
2.04 
2.42 
2.42

 
1.300 

 
1.173 
1.092 
1.150 
1.213 
1.151 

 
1.316 
1.324 

 
 
 

1.005 
1.029 
.925 

1.093 
1.171 

 
 

1.434 
1.359 
1.326 
1.543 
1.509 

 
 
 

1.233 
1.104 

 
1.051 
.499 
.959 

1.077 
1.171
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developed, implemented and maintained.

The result of the analysis in this study is sorted 
and classified by the quality management 
practices, methods and techniques. They are 
linked to various processes of the quality care, 
patient’s satisfaction and nursing practice 
to facilitate various implemented strategies 
presented and other aspects related in the health 
care sector. Various respondents believed that 
hospitals’ identifying and motivating nurses to 
improve quality efforts helps and enables nursing 
practitioners to participate in and move patient 
care quality initiatives forward. Respondents 
noted that knowledge, skills, facilities and 
capabilities are equally significant for effective 
quality improvement determinations. If all nursing 
practitioners could be educated to address a wide 
range of quality care improvement activities and 
use nursing resources effectively, this would likely 
provide insights in relation to hospitals optimising 
resources in order to improve patient care quality. 
Thus, leadership support is critical for the quality 
care improvement activities to be successful. 

Managerial implications 
The study recommends that management should 
ensure that health quality care programs are 
implemented, as well as total quality management 
in order to enhance patient satisfaction in the 
public hospitals. The National Department of 
Health (NDoH) is the main provider of health 
care services in South Africa, thus public and 
private Chief Executive Officers (CEOs) and 
managers need to understand the importance of 
quality through the practice of evidence-health 
care. The quality manager of a public hospital 
who wishes to assess and implement robust 
quality care according to the practices of quality 
care management should concentrate carefully 
on the four critical areas identified above. 

Quality managers should first ensure that the 
public hospital’s motivation for assessing the 
quality management practice is internally 
oriented, rather than being externally 
oriented. It is important for hospital CEOs 
and managers to know and understand how 
patients and the community that surround 
those hospitals perceive the quality of the health 
care systems as well as the service elements. 

Limitations of the study
The study has been evaluated and sets a way 
forward for further exploration of this subject. 
Whilst it is practical to generalise the present 
findings for other public hospitals, attention should 
be given to extrapolating the findings to private 
hospitals and community clinics. The study was 
also limited by the nursing practitioner sample, 
with regard to the sub-samples within the overall 
category of public hospitals (that is, registered 
nurse). It is then suggested that future studies 
could commence further analysis of the latent 
constructs of the critical aspects examined in the 
present study using a wider sample of the public 
hospitals. It would also be interesting to validate 
the latent constructs in various public hospital sub-
sectors and /or in various sub-divisions of public 
hospitals. The purpose of these investigations 
would help identify whether the public health 
sector and the size of the organisation has any 
statistically substantial effects on the findings. 
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aPPendIX a: taBle a1

Questionnaire form to collect perceptions of public hospital service
Strongly 
Disagree

Disagree Neutral Agree Strongly 
agree

Policy Developments (B1)  
I understand healthcare policy from an emphasis 
in primary care clearly? 
Management support healthcare system The 
practice of implementing quality care is clear to 
me 
I achieve an appropriate quality management level 
in my work 
I implement quality management for most tasks 
My manager supports me when I have quality 
management problems 
I like some aspects of quality management but not 
others 
I think the quality management processes used in 
this hospital are waste of time 

Training and skills support (B2) 
I have received adequate training for quality of 
health care practices 
Management is committed to Quality 
Management training  
Every nurse is happy with the content of training 
Nurses are motivated to get advanced training 
and education 
Health managers encourage nurses to learn new 
skills

Extensive specific assets (B3) 
The hospital is well resourced 
I feel safe working in this hospital 
There are sufficient nurses in this hospital 
In this hospital, there is a shortage of experienced 
and skilled nurses 
I have enough time to get all my work done 
efficiently in a normal work day

Reward and recognition systems (B4)
Performance rewards for being the best worker is 
fair and square 
Reward systems used in this hospital allows 
nurses to reflect on their performance 
In this hospital, every nurse goes through a 
reward system 
I am satisfied with the salary I receive 
Employees are motivated in this hospital 
Senior managers support system leads to satisfied 
employees 
Highly motivated and committed nurses are 
promoted

1 2 3 4 5
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aBstraCt 
South Africa is faced with numerous economic 
concerns and the South African government has 
established that export is indispensable to ensure 
the growth of small, medium and micro-sized 
enterprises (SMMEs) as well as the growth of the 
global economy. In order to enhance the support 
to SMMEs, policymakers require an in-depth 
understanding of the factors that affect SMMEs’ 
ability or inability to export their products and 
services (export propensity). The primary aim of 
this research was to investigate the factors that 
influence the export propensity of SMMEs in 
South Africa. This was quantitatively investigated 
by ways of a self-administered questionnaire which 
was found valid and reliable.  Results indicated 
that factors such as SMMEs’ willingness to engage 
in export activities, management experience, 
management commitment, marketing capabilities, 
information capabilities and government support 
are valid factors that may affect export propensity.  

Keywords: export propensity, government, In-
ternationalisation, small, medium and micro-
sized enterprises (smmes), south africa, man-
agement interventions, turnover

IntroduCtIon
The South African government has recognised 
that small, medium and micro-sized enterprises 
(SMMEs) have the potential to play an active 
role in improving job creation opportunities, 
reducing poverty and creating a more equitable 
distribution of wealth (Small Enterprise 
Finance Agency (SEFA), 2016:2). This can be 
attained by creating a facilitating environment 
that will encourage SMMEs to grow and 

expand their businesses so that they will be 
able to export their products and services to 
foreign markets (Herrington et al., 2014:43).

According to the World Bank indicators, exported 
goods and services in South Africa measured 
at 31.90% of the gross domestic product (GDP) 
in 2015 (World Bank, 2016:1), emphasising the 
need to focus on this sector of the economy. 
Trade deficits and other economic problems 
in recent years (e.g. low economic growth, 
high rate of unemployment, rising inflation, 
etc.) have forced many developing countries to 
refocus their attention to search for strategies, 
designs of policies and assistance programmes 
aimed at the promotion, development and 
enhancement of the export capabilities 
of SMMEs (Parish & Freeman, 2011:2).

Zhang et al. (2014:668) argue that while the 
internationalisation of SMMEs may provide 
them with better cost effectiveness and more 
learning opportunities, it may also bring about 
risks and liabilities, such as market uncertainty 
and political hazards, all of which may affect 
business performance negatively. In some cases, 
especially at SMME level, companies cannot 
predict the risks that will be faced during the 
process of internationalisation, and they do not 
have suitable tools to manage the knowledge 
acquired from previous internationalisation 
experiences (Rodriguez et al., 2010:202).

It is also important to note that governments in 
most countries have tried to help their SMMEs 
to internationalise wherever possible through 
assistance in the form of finance, training or other 

faCtors InfluenCIng eXPort ProPensItY of small, 
medIum and mICro-sIzed enterPrIses In soutH afrICa

Dr. L.J. van Staden
North-West University, Potchefstroom Campus

Potchefstroom, South Africa
E-mail: 11057491@nwu.ac.za

Mr. L.S. Mathunyane
North-West University, Potchefstroom Campus

Potchefstroom, South Africa
E-mail: lebsmath@gmail.com



108
WWW.IBC-CONFERENCE.COM

support by state and parastatal agencies, but the 
results have generally been very poor (Falkena 
et al., 2015:23). According to Sraha (2015:56), 
the South African government has attempted 
to incentivise SMMEs’ export capabilities 
through export promotion programmes 
and the performance of these programmes 
must be monitored on an ongoing basis.

ProBlem InVestIgated
While global trends show that SMMEs constitute 
the largest employer in either developed 
or developing economies, smaller firms in 
South Africa are showing stagnation in both 
turnover and employment growth (Business 
Environment Specialist (SBP), 2015:1).

In a country where, according to the latest findings 
from Statistics SA (StatsSA), less than half of all 
adult South Africans actually work and the rest 
(an astonishing 8.7 million) are unemployed, the 
sustainability and growth of SMMEs should be an 
obsession if South Africa is ever to attain the socio-
economic goals of the National Development 
Plan (NDP) (SBP, 2015:2). The South African 
National Planning Commission (2013:103) sets 
an ambitious aim for the NDP, which is to treble 
the size of South Africa’s economy by 2030. To 
achieve this objective, will require sustenance of 
a robust rate of economic growth – at a minimum 
of 5.4% a year over the next 15 years (SBP, 2014:3). 
Exports are essential to ensure the growth of 
SMMEs and the growth of the overall economy 
of the country (Herrington et al., 2014:23). 

According to Mthimkhulu and Aziakpono 
(2015:27), some of the barriers that impede the 
growth of SMMEs include the high rate of crime 
in communities where they operate, the rising 
costs of electricity and fuel, corruption, high 
transportation costs, lack of access to finance, high 
labour costs, etc. Other obstacles SMMEs have to 
face include regulations and government policies, 
a lack of research and development, as well as 
a lack of physical infrastructure, all of which 
may affect export propensity (Small Enterprise 
Development Agency (SEDA), 2012:43).  

In order to better support SMMEs, policymakers 
should have an in-depth understanding of 
the factors that may influence SMMEs’ export 

propensity. Therefore, this study aims to 
investigate the factors that may influence the 
export propensity of SMMEs in South Africa. 
This research focussed on the following research 
question:  What are the factors that influence the 
export propensity of SMMEs in South Africa?

ConCePtual frameWorK
In order to investigate the problem the 
conceptual framework in Figure 1 was compiled.

researCH oBJeCtIVes 
The primary objective of this study was to 
investigate factors that may influence the 
export propensity of small, medium and micro-
sized enterprises (SMMEs) in South Africa.

In order to reach the primary 
aim, secondary objectives were to:

•	 investigate the demographic information of 
the sample consisting of selected SMMEs in 
the Johannesburg Metropolitan.

•	 To determine if SMMEs are willing to export 
its products and services to foreign markets

•	 To investigate if management’s experience has 
an effect on SMMEs’ export propensity.

•	 To explore management’s commitment to 
export-related activities.

•	 To examine if SMMEs’ marketing capabilities 
influence the ability of the firm to export 
goods and services.

•	 To investigate the influence of information 
capabilities of SMMEs with regard to export 
opportunities. 

•	 To determine if government’s support has an 
influence on SMMEs export propensity.

 
lIterature reVIeW
Export propensity can be defined as factors that 
influence whether an organisation will succeed 
or not to export its goods and services to foreign 
markets (Parish & Freeman, 2011:3). A significant 
amount of research to date has been devoted to 
the export performance of organisastions (Al-
Aali et al., 2013:59; Shahram et al., 2013:935), 
as well as to identify barriers that impede the 
growth of SMMEs in South Africa (Mthimkhulu 
& Aziakpono, 2015:23); however, less attention 
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has been paid to the pre-export stage or the 
export propensity stage, particularly of SMMEs 
in developing countries such as South Africa.

There are numerous factors that affect export 
propensity of SMMEs. Internal factors, such 
as management commitment, management 
experience, firm age and size (Love et al., 
2015:808), as well as information capabilities play 
an important role toward the internationalisation 
of SMMEs (April & Reddy, 2015:570). Factors 
within the external environment of SMMEs, 
include networks and supply chain links, social 
ties, immigrant links, improved global trade 
infrastructure and access to funding from 
private organisations and government-initiated 
programmes that may stimulate SMMEs’ 
internationalisation (Lloyd-Reason et al., 2009:5). 

SMME willingness to export its products and 
services to foreign markets.

Generally, export commitment portrays 
management’s overall willingness to allocate the 
required resources to exports (April & Reddy, 
2015:570). Management’s effort is imperative 
for expanding one’s business to the international 
market (Todd et al., 2014:297). Access to markets 
is one of the fundamental pre-conditions to 
accessing of funding and mentorship at early stages 
and most SMMEs battle to access these (Kiveu 
& Ofafa, 2013:30). According to Kamunge et al. 
(2014:7), SMMEs in developing countries such as 
South Africa face concerns of misinterpretation 
of messages and differences in cultural norms 
that may interfere with communication and lead 
to failure of forming strong buyer relationships. 

Management experience affecting SMMEs 
export propensity.
Ganotakis and Love (2012:695) provide evidence 
that different types of managerial skills are 
needed for entering and succeeding in the 

fIgure 1: ConCePtual frameWorK



110
WWW.IBC-CONFERENCE.COM

international markets, and therefore management 
experience is fundamental to the firm’s export 
propensity. Organisational learning provides one 
route through which SMMEs may acquire the 
knowledge on which to base internationalisation 
decisions and strategies (Bruneel et al., 2010:175). 
Suitable knowledge may also be acquired through 
the prior experience of management (Fletcher 
& Harris, 2012:639).  The NDP notes that small 
businesses in the services sector are negatively 
affected by a shortage of managerial skills 
(Bureau of Economic Research (BER), 2016:8). 
Commercial and managerial education/skills 
are required to help SMME managers and firm 
decision-makers to engage in and actively pursue 
and/or commit to export activities (Hutchinson 
et al., 2009:545). There is still a skills gap in 
the SMMEs sector as a whole in South Africa, 
because some entrepreneurs cannot afford the 
high cost of training and advisory services, while 
others do not see the need to upgrade their skills 
due to complacency (Abor & Quartey, 2010:224). 

Management’s commitment to export-related 
duties.
Management commitment is made up of two 
components, i.e. attitudinal and behavioural 
components, whereby the attitudinal component 
refers to the manager’s perceptions of the benefits 
and risks associated with exporting, and the 
behavioural component refers to the extent of 
resource allocation associated with export-related 
activities (Parish & Freeman, 2011:4). According 
to April & Reddy(2015:574) management’s effort 
(management time is used to indicate effort) to 
exports and the allocation of financial resources 
are used to measure export commitment. 
Management effort is an important aspect for 
expanding SMMEs to the international market 
(Todd et al., 2014:298). Another resource involves 
human resource (HR) initiatives to train employees 
in export skills, because firms with a higher level of 
human capital are more likely to internationalise 
(Olmos, 2011:386), and therefore management 
commitment can be a factor that may affect 
the propensity for SMMEs to internationalise. 

SMMEs’ marketing capabilities influence the 
ability of the firm to export goods and services.
Marketing capability involves the integrative 
process in which a firm uses its tangible and 

intangible resources to understand complex 
consumer specific needs, achieve product 
differentiation relative to competition, and 
achieves superior brand equity (Al-Aali et al., 
2013:60). According to Parish and Freeman 
(2011:5), marketing capabilities in functional 
areas can lead to positive export performance. 
Marketing capabilities have also been influenced 
by building international relationships or 
networks, both at personal and organisational level 
(Ripollés, 2012:9), and are therefore a key factor 
that can affect the export propensity of SMMEs. 
Market risks include risk of loss of key foreign 
customers, risk of loss of key foreign suppliers, risk 
of substitutes for the company’s products, risk of 
changes in preferences of foreign customers, and 
risk of default of the supplier (Henisz & Zelner, 
2010:1). Due to immense competition and the 
volatile global economic conditions, the risk of the 
market shifting toward an unfavourable position 
exists, and most SMMEs (including the ones in 
South Africa) do not have the tools to forecast 
and/or predict the direction of the market(s), 
and this is a risk since they may not be able to 
adapt rapidly to changing market conditions.  

The information capabilities of the SMMEs with 
regard to export opportunities. 
Information capability is defined as a firm’s 
capacity to acquire and disseminate information 
about customers, competitors and opportunities 
in the export market environment (Parish & 
Freeman, 2011:5). The accumulation of specific 
market information for exporting was found 
by Theodosiou and Katsikea (2013:79) to be 
rare, valuable and difficult to substitute and to 
have the ability to increase a firm’s international 
competitive advantage. The firm’s ability to acquire 
information relevant to the export market was 
found to have a positive influence on the firm’s 
export propensity (Parish & Freeman, 2011:12).  
The majority of the SMMEs battle to cope with 
the rapid changes in technology (BER, 2016:17), 
which are desired to improve the capacity to meet 
market demands. According to Herrington and 
Kew (2013:63), internet access in South Africa is 
extremely low, with 71% of households without 
access to technology, and this is a limiting 
factor to business productivity and efficiency. 
Limited knowledge of overseas markets remains 
a critical challenge to SMMEs, even in the 
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current era of extensive information availability 
(Organization for Economic Co-operation and 
Development (OECD), 2015:10). According to 
Ourabah (2016:44), markets can be very volatile 
and require SMMEs to equip themselves with 
the skills and knowledge to analyse the market 
conditions and make an informed decision. 

Government’s support influencing SMMEs 
export propensity. 
The South African government understood the 
importance of providing fertile ground for all 
types of SMMEs to spawn and grow by providing 
various funding and non-funding assistance, 
such as preferential procurement and BEE codes, 
tax incentives for entrepreneurs and networking 
programmes where emerging entrepreneurs can 
interact with big businesses (Herrington et al., 
2014:38).  Peters and Naicker (2013:22) found 
that government initiatives have assisted SMMEs 
to grow and ultimately led to sustainable job 
creation and increased turnover for the SMMEs, 
and therefore government support can improve 
the propensity of SMMEs to participate in 
export-related activities.  It is widely accepted 
that the purpose on the part of the South African 
government was to provide an environment 
that is conducive to starting and sustaining new 
business, through reforms and regulations that 
increase the ease of doing business and lessen 
unnecessary bureaucratic burdens (Herrington 
et al., 2014:43). The government must, however, 
also foster a culture of entrepreneurship, 
particularly among the youth, that would 
encourage the establishing of SMMEs, the 
success of which could be measured by improved 
competitiveness in terms of turnover growth and 
employment creation (Peters & Naicker, 2014:1). 
The Department of Trade and Industry (DTI) 
programmes and other programmes administered 
by its apex institutions such as Khula (credit) and 
Ntsika, now called Small Enterprise Development 
Agency (SEDA) are expected to provide training 
to build the technical and financial capacity 
of SMMEs. Furthermore, a number of specific 
programmes have been introduced by the 
Industrial Development Corporation (IDC) and 
the DTI (Peters & Naicker, 2013:14). According 
to James (2016:31), the delays in the time 
required to obtain export permits and licenses 
are some of the aspects that hinder investment 

and efficiency. Schwab and Sala-i-Martín 
(2014:46) indicate that government bureaucracy 
is one of the major obstacles to entrepreneurial 
and business activity in South Africa. 

researCH metHodologY
The aim of this quantitative, exploratory and 
descriptive study was to investigate the export 
propensity of SMMES in South Africa. By using 
a quantitative research method, a rich descriptive 
type of research (conclusive research) was 
conducted by ways of an objective and systematic 
method that was used to sample a target market 
and the responses were measured through a 
structured data collection method (Feinberg 
et al., 2013:234). The quantitative research 
method further allowed the numerical data to be 
statistically interpreted in order for the researcher 
to get a better understanding of the current 
position of the export propensity of SMMEs in 
South Africa. A self-administered, structured 
questionnaire was used as a tool to gather numerical 
data for the phenomenon under investigation.   

Measuring instrument
A self-administered, structured, validated 
questionnaire was used as a research instrument 
because the questionnaire method was 
an inexpensive way to gather data from a 
potentially large number of respondents. The 
questionnaire used a 5-point Likert scale, where 
‘strongly disagree’ = 1 and ‘strongly agree’ = 5. 

Section A dealt with the demographic 
information. Section B determined whether 
the SMME is willing to export its products and 
services to foreign markets, while section C 
investigated whether management’s experience 
affected SMMEs’ export propensity and section 
D explored management’s commitment to 
export-related activities, furthermore section E 
examined how the SMMEs’ marketing capabilities 
influence the ability of the firm to export goods 
and services. Section F investigated the influence 
of information capabilities of the SMMEs with 
regard to export opportunities and lastly section 
G determined whether government’s support 
may influence SMMEs export propensity. 

Pilot study
Burns and Bush (2014:229) suggest that it is 
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essential to conduct a pilot study to identify 
possible problems such as wording or difficulty 
among respondents to complete the questionnaire. 
During the development of the questionnaire, 
the researcher consulted with the study leader, 
a statistical analyst and a pilot group of SMME 
owners to clarify any ambiguities that may exist. 
A pilot study of the questionnaire was then 
conducted using ten SMME owners from the study 
population. These owners did not form part of 
the target population.  Several minor formulation 
adjustments were made to the questionnaire.

The target population and sample selection
A convenience sampling method was 
chosen on the basis of availability, easy 
access and willingness of the respondents 
to participate (Joubert et al., 2016:267). 

The population was made up of SMMEs 
functioning in Gauteng province. According to 
StatSA there are approximately 270 000 SMMEs 
in the formal market in Gauteng province. The 
sample was selected out of the SMMEs in the 
Johannesburg Metropolitan across all economic 
sectors (e.g. agricultural, mining, manufacturing, 
etc.). A total of 300 SMMEs were conveniently 
selected to complete the questionnaires 
and a total number of 240 responses were 
received, yielding a response rate of 80%.

Data collection 
The questionnaire was sent to the identified 
SMMEs via email using the contact details 
obtained from the Companies and Intellectual 
Property Commission (CIPC) and the 
Johannesburg Chamber of Commerce and 
Industry (JCCI). JCCI sent the link to complete 
the questionnaire online to various SMMEs that 
were listed on their database. Each questionnaire 
was accompanied by a cover letter that guaranteed 
the confidentiality of participants’ responses. 
The questionnaires were collected by submitting 
the responses online using Google Forms. 

Data analysis 
The researchers used the Statistical Package 
for the Social Sciences (SPSS) Version 22 to 
capture, clean, edit and analyse the data obtained 
from the questionnaires.  An exploratory factor 
analysis was used as data reduction technique 

to determine the dimensions or factors 
underlying the construct. Reliability analysis 
was subsequently undertaken to determine the 
reliability of the six factors extracted through 
the exploratory factor analysis. The descriptive 
results for the individual statements measuring 
the different factors were reported thereafter. 

Psychometric properties of the measuring 
instrument
To investigate the psychometric properties 
of the instrument, validity was examined 
by addressing content and construct 
validity, while reliability was investigated 
by computing Cronbach alpha coefficients 
(Delport & Roestenburg, 2011:173-177). 

Content Validity
Content validity should focus on the extent 
to which the items within a measurement are 
relevant and representative of the construct 
(Punch, 2013:239). During the development 
of the questionnaire, the researchers consulted 
with experts in the field and a statistical analyst 
about the content of the questions and it was 
found that the content of the scales represented 
the measurement task at hand (Malhotra et al., 
2013:320). All the test items seemed to measure 
the constructs which appeared as the heading of 
each factor and fell within the content domain 
of the field investigated. Also, the total set of 
behaviours in this section was appropriate for 
measuring the characteristic behaviour of the 
specific respondents in this study, which is another 
requirement for content validity. Consequently 
the instrument was deemed content valid.  

Construct Validity
An exploratory factor analysis (EFA) was used as 
data reduction method, from which six factors 
were retained. The Kaiser-Meyer-Olkin (KMO) 
measure of sampling adequacy and the Bartlett 
test of sphericity were determined to ensure the 
appropriateness of the factor analysis. The KMO 
was used to assess the communalities on the 
individual items  and varied between 0.59 and 
0.72.  In this study the communality on each 
statement comprised more than half of the total 
variance for most of the statements, which is 
above the acceptable limit (Field 2013:682). The 
Bartlett’s test yielded values below 0.05 for all the 
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factors and it indicates that the correlation was 
sufficiently large (Field, 2013:696) and that the 
factor analysis can be computed.  With regards to 
the six constructs, only one factor was extracted 
in each instance, with SMMEs’ willingness to 
participate in export explaining 55.38% of the 
variance, Management experience explaining 
53.10% of the variance, Marketing commitment 
explaining 71.94% of the variance, Marketing 
capability explaining 48.40% of the variance, 
Information capability explaining 47.40% of the 
variance and Government support explaining 
75.71% of the variance.  The construct validity 
of this instrument was consequently found 
satisfactory since only one factor was extracted 
for each construct, each factor explained 
near or more than half of the variance and 
communalities above 0.5 were obtained for each 
item in the questionnaire (Pallant, 2013:190). 

Reliability 
According to Field (2013:679) a reliability value 
≥ 0.7 indicates a reliable instrument and values 
between 0.7 and 0.9 are generally accepted by 
researchers. Only two factors, management 
experience (0.70) and the willingness of the 
SMME business leader (0.73), had a Cronbach 
alpha coefficient above than 0.7, indicating high 
reliability of these constructs. The other factors 
yielded a reliability coefficient between 0.7 and 0.6, 
and were included in this study because the range 
was not far from 0.7, and they were above 0.58 and 
therefore the questionnaire was found reliable for 
analytical scrutiny (Moolla & Bisschoff, 2012:106). 

results and dIsCussIon
In this section the empirical results of the research 
are presented according to the objectives. 

Demographic profile of the respondents

•	 The first objective was to investigate the 
demographic information of the sample 
consisting of selected SMMEs in the 
Johannesburg Metropolitan.

•	 A summary of the main findings is the 
following:

•	 The biggest group of respondents (29.5%) 
was in the age group 35 to 44 years with the 
smallest percentage in the age group older 
than 65 years, which represented only 2.5% of 
the total respondents. 

•	 The majority of respondents were male 
(60%) and the females constituted 40% of the 
respondents in the survey.

•	 The biggest racial group of respondents 
(39.17%) was Africans and the smallest group 
(5.83%) was Asians. 

•	 Just more than a third of the respondents 
(35.83%) had a bachelor’s degree while few of 
them (4.58%) had a master’s/doctorate degree. 

•	 Less than a fifth of the respondents (18.75%) 
operated in agriculture, with the construction 
and engineering sectors being represented by 
only 2.92% and 1.67% respectively. 

•	 The majority of the respondents (50.42%) 
employed two to twenty five people.

•	 Nearly half of the SMMEs (47.50%) had a 
total annual turnover below R1 000 000 while 
few respondents (9.58%) reported a turnover 
above R5 000 000. 

 
SMMEs’ willingness to Engage in Export 
Activities
The second objective was to determine the 
SMMEs’ willingness to engage in export 
activities. The results are portrayed in Table 1.

taBle 1: smmes WIllIngness to engage In eXPort aCtIVItIes

n x SD
The company is willing to take part in export markets 240 4.28 0.90
The company is aware of export related opportunities 240 3.80 1.01
The company is aware of the challenges associated with internationalising 
its business 240 3.43 0.85

The company is aware of the risks associated with doing business in the 
international market 240 3.37 0.85

Overall Mean Score 3.72 0.67
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As depicted in Table 1, the overall mean score was 
relatively positive (x = 3.72; SD = 0.67), indicating 
that SMME owners were willing to participate 
in export activities.  The individual items also 
obtained a relatively positive mean score. SMME 
owners felt the most positive regarding their 
willingness to take part in export markets (x = 4.28; 
SD = 0.90), closely followed by their awareness 
of export related opportunities (x = 3.80; SD = 
1.01).  They were the least positive about the risks 
associated with doing business in the international 
market (x = 3.37; SD = 0.85). Rodriguez et 
al,(2010:202) agree that in some cases, especially 
at SMME level, companies cannot predict the 
risks that will be faced during the process of 
internationalisation, and they do not have 
suitable tools to manage the knowledge acquired 
from previous internationalisation experiences 

The effect of management’s experience on 
SMMEs’ export propensity
The third objective was to investigate 
whether management’s experience has 
an effect on SMMEs’ export propensity 
and the results are depicted in Table 2.

Table 2 portrays that SMME owners positively 
agreed that management experience may 
influence their success of export propensity ( 
x = 3.18; SD = 0.64).  They were most positive 
about attracting and retaining new senior 
managers with export knowledge (x = 3.85; SD 
= 0.91), while they agreed least on the statement 
“Commercial and managerial training is critical 
to help SMME managers and decision-makers 
to engage in and actively pursue and/or commit 
to export activities“ (x = 3.39; SD = 0.82).  This 
is in contrast with Hutchinson et al. (2009:5) 

who are of the opinion that commercial and 
managerial skills are the most important assets to 
help SMME managers to engage in and actively 
pursue and/or commit to export activities.

Management’s commitment towards export-
related activities
The fourth objective was to explore 
management’s commitment to export-related 
activities. The results are depicted in Table 3.

It is evident from Table 3 that respondents felt 
slightly positive about management’s commitment 
to engage in export activities (x = 3.14; SD = 0.78). 
The item that obtained the highest score (x = 3.74; 
SD = 0.99) states that management is willing to 
change the company’s culture to be more export 
orientated. The lowest scored item refers to 
management that budgets for human resource 
development in exports related skills and training 
(x =2.85; SD = 1.11).  Olmos (2011:386) indicated 
that human resource initiatives to develop 
employees in export skills is an imperative 
aspect, because firms with a higher level of 
human capital are more likely to internationalise.

The influence of SMMEs’ marketing capabilities 
on the ability of the firm to export goods and 
services.
The fifth objective was to investigate the 
influence of SMMEs’ marketing capabilities 
on the ability of the firm to export goods and 
services. The results are portrayed in Table 4.

Table 4 exposes that the overall mean score for 
this factor is slightly positive (x = 3.15; SD = 
0.67) indicating that the respondents were overall 
slightly positive about the influence of marketing 

taBle 2: effeCt of management’s eXPerIenCe on eXPort ProPensItY

n x sd
It is challenging to attract and retain new senior managers with export 
knowledge 240 3.85 0.91

Several years of industry experience of managerial staff is important to engage 
in export related activities 240 3.68 0.85

Commercial and managerial training is critical to help SMME managers and 
decision-makers to engage in and actively pursue and/or commit to export 
activities.

240 3.39 0.82

Suitable knowledge may be acquired through prior export experience 240 3.61 0.95
Overall Mean Score 3.63 0.64
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capabilities on their export propensity.   According 
to Parish and Freeman (2011:5), marketing 
capabilities in functional areas can lead to positive 
export performance. The item that obtained 
the highest score (x = 3.48; SD = 0.98) states 
that the company has established international 
relationships with suppliers and/or customers. 
The aspect that they experienced slightly 
negatively concerns management’s allocation 
of capital resources to market the products and 
services internationally (x = 2.85; SD = 0.99). 

The influence of information capabilities 
of SMMEs on advancement of export 
opportunities
The sixth objective was to investigate the 
influence of SMMEs’ information capabilities 
on the advancement of export opportunities. 

The results are depicted in Table 5.

Table 5 reveals that the respondents slightly 
positively felt that information on export activities 
is important (x =3.28; SD = 0.64).  They felt strongly 
about the importance of information capability for 
the firm’s export propensity (x = 3.85; SD = 0.91).  
This is in line with Parish & Freeman (2011:12)
who found that the firm’s ability to acquire 
information relevant to the export market has a 
positive influence on the firm’s export propensity. 
They felt less positive about their business’ 
acquisition and dissemination of information 
concerning customers and competitors as well 
as about the effectiveness of the use of export 
related information by the managerial staff.

taBle 3: management’s CommItment to eXPort-related aCtIVItIes

  n x sd
Management budgets for human resource development in exports related skills 
and training. 240 2.85 1.11

Management is committed to export related undertakings. 240 3.08 0.89
Management makes time to participate in export expos and other export related 
activities. 240 2.90 1.03

Management is willing to change the company culture to be export orientated. 240 3.74 0.99
Overall Mean Score 3.14 0.78

taBle 4: marKetIng CaPaBIlItIes

  n x sd
The company has established international relationships with suppliers and/or 
customers 240 3.48 0.98

The company has achieved product differentiation relative to their competitors 240 3.15 0.88
Management has allocated sufficient capital resources to market the products 
and services in the international environment 240 2.85 0.99

The business collects sufficient information about the needs of the foreign 
customers to take advantage and internationalise their products and services 240 3.14 1.04

Overall Mean Score 3.15 0.67

taBle 5: InformatIon CaPaBIlItIes

  n x sd
Information capability is important to the firm’s export propensity 240 3.85 0.91
The business is proactive to search for information on Opportunities in the 
export market environment 240 3.31 1.02

The business acquire and disseminate information about customers and 
competitors 240 2.98 0.81

Export related information is used effectively by the managerial staff 240 2.98 1.00
Overall Mean Score 3.28 0.64
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The influence of government’s support on 
SMMEs’ export propensity
The seventh objective was to investigate the 
influence of government’s support on SMMEs’ 
export propensity.  The results are depicted in 
Table 6.

Table 6 discloses that according to the overall 
mean score concerning government support the 
respondents were relatively positive about their 
awareness of government assistance, initiatives 
and funding regarding export support to SMMEs 
(x =3.38; SD = 0.64). They indicated that their 
company is quite aware of government initiatives 
to train and develop SMMEs on aspects such 
as preferential procurement, BEE codes, tax 
incentives and networking programs for SMMEs 
(x = 3.47; SD = 0.93).  They felt less positive 
about the fact that they receive government 
funding to support the expansion as well as 
export initiatives (x = 3.18; SD = 1.31).  Schwab 
and Sala-i-Martín (2014:46) provide a reason for 
this by indicating that government bureaucracy 
is one of the major obstacles to entrepreneurial 
and business activity in South Africa. 

ConClusIons
The first objective was to investigate the 
demographic profile of SMMEs participating in 
this study.  In this exploratory study, six factors 
were identified which might play a role in the 
export propensity of SMMEs in South Africa. 
The second objective of this research was to 
determine if SMMEs are willing to export its 
products and services to foreign markets.  The 
respondents were positive (x = 3.72; SD = 0.67) 
on this factor meaning that they are willing to 

export their products and services to the foreign 
markets.  The third objective was to investigate 
if management’s experience has an effect on 
SMMEs’ export propensity.  The respondents 
were positive that management experience may 
influence their success of export propensity (x = 
3.63; SD = 0.64).  This is an indication that they 
might feel that management experience may have 
an influence on the export propensity of SMMEs.  
The fourth objective was to explore management’s 
commitment to export-related activities.  They 
felt slightly positive about management’s 
commitment to engage in export activities (x = 
3.14; SD = 0.78) meaning that management could 
do even more to advance export propensity.  
The fifth objective was to examine if SMMEs’ 
marketing capabilities influence the ability of 
the firm to export goods and services.  The 
respondents felt slightly positive (x = 3.15; SD 
= 0.67) about the possibility that marketing 
capabilities may have an influence on the ability 
of the firm to export their goods and services.  The 
sixth objective was to investigate the influence of 
information capabilities of SMMEs with regard 
to the advancement of export opportunities.  
The respondents slightly positively felt that 
information on export activities is important (x 
= 3.28; SD = 0.64).  This may indicate that the 
respondents felt that information is important 
to export products or services to foreign 
countries.  The last objective was to determine if 
government’s support has an influence on SMMEs 
export propensity.  They were relatively positive 
concerning their awareness of government 
support, initiatives, and funding regarding export 
support for SMMEs (x = 3.38; SD = 0.64) meaning 
that they are aware of the government initiatives 

taBle 6: InfluenCe of goVernment suPPort on smmes eXPort ProPensItY

  n x sd
The company is aware of government initiatives to train and develop SMMEs 
on aspects such as preferential procurement, BEE codes, tax incentives and 
networking programs for SMMEs

240 3.47 0.93

The company received government funding to support expansion and export 
initiatives 240 3.18 1.31

The company is aware of government initiatives to promote SMMEs access to 
international markets. 240 3.44 0.83

The business is aware of government’s role to assist emerging SMMEs to take part 
in export related opportunities 240 3.44 0.82

Overall Mean Score 3.38 0.64
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to support SMMEs exporting their products.  

managerIal aPPlICatIons
The results indicated that SMME owners are 
willing to participate in export activities.  It 
is recommended that SMMEs owners invest 
in risk management tools that will permit 
the company to identify potential risks in 
internationalisation projects, to assess the 
probability of the risks emerging and its impact 
on the project, to prioritise the risks based 
on its impact on the project and to establish 
preventive actions and/or contingency plans. 

The respondents were positive that management 
experience may affect SMMEs’ export propensity.  
It is recommended that SMMEs’ owners must 
consider hiring and/or working with people 
who have been exposed to doing business in the 
international market, because different types 
of managerial skills are needed for entering 
and succeeding when doing business in the 
international markets. SMMEs can also equip 
themselves by registering and/or attending 
courses on imports and exports available at 
various chambers of commerce and industry.

The results showed that the respondents 
were slightly positive about their managers’ 
commitment to export conduct.  It is suggested 
that SMME managers should be more committed 
to participate in export activities. They must make 
time to participate in export expos and other 
export-related activities. SMME owners must also 
provide the necessary finances to develop human 
resources in export-related skills and training.  

The respondents indicated that they were slightly 
positive about their business’ capabilities to 
market their products internationally.  SMME 
owners must however make a greater effort to 
build international relationships with suppliers 
and/or customers in order to succeed in exporting 
their products and services to the international 
environment. SMMEs should be innovative 
and achieve product differentiation relative to 
their competitors in international market(s).

The results indicated that the respondents felt 
slightly convinced that information capabilities 
may influence SMMEs’ export propensity.  SMME 

owners must be more proactive in searching for 
information on opportunities in the export market 
environment, and use, acquire and disseminate 
information about customers and competitors 
in order to achieve a competitive advantage.

The respondents were relatively positive that 
they were aware of government support, 
initiatives, and funding regarding export support 
for SMMEs.  SMME owners must explore 
and take advantage of all the government 
initiatives aimed at promoting SMMEs’ access 
to international markets. The government 
should revise its strategies to ensure that most 
SMMEs are aware of government initiatives/
programmes so that they can be better assisted.
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aBstraCt
Perceptions toward China’s engagement in Africa 
are contentious and varied. There is a shortage 
of research with regard to media perspectives on 
China’s involvement in Africa and “there is yet 
little understanding of the complexities of African 
media portrayals of China” (Wekesa, 2017: 20).

To provide further insight of media perceptions 
on China’s impact in Africa, this research 
analysed 151 media reports from media 
sources in Algeria, Egypt, Nigeria, Cameroon, 
South Africa, Zambia, Malawi and Kenya. 

Emotion coding established that there was mostly 
a positive orientation towards China in Africa; 
versus coding illustrated that there were few 
conflicts of interest between China and Africa 
in their media coverage; and evaluation coding 
identified a range of weak to strong positive 
perceptions toward China in Africa. Furthermore, 
the following themes were identified which 
underpinned the positive perceptions that media 
reports espoused regarding China in Africa: mutual 
benefit; partner for development; trust; similar 
development goals; and a commitment to Africa.

Keywords: african media; China in africa; 
coded-content analysis

IntroduCtIon
Views on China’s engagement in Africa are 
contentious. Some depict China as an authoritarian 
power – the new colonists attempting a land-grab 
for Africa’s vast natural resources. Alternative 
positions describe China’s significant positive 
impact on socio economic growth. Another 

view may be the mutually beneficial nature 
of the relationship, with China being Africa’s 
development partner. Quoting Moeletsi Mbeki, 
“China is both a tantalizing opportunity 
and a terrifying threat” (Wekesa, 2017: 18).

What is however clear, is that “despite numerous 
questions being raised in recent years, there is still 
a decided lack of empirical evidence that supports 
many of the key views. Speculation has become 
intense in academia, with China’s move toward 
Africa – an emerging and sensitive topic” (Ado 
and Su, 2016: 41). From a media perspective, there 
is a similar shortage of research and “there is yet 
little understanding of the complexities of African 
media portrayals of China” (Wekesa, 2017: 20).

To provide further insight on perceptions of 
China’s impact in Africa, specifically from 
an African media perspective, this research 
analyses 151 media reports from media sources 
in Algeria, Egypt, Nigeria, Cameroon, South 
Africa, Zambia, Malawi and Kenya. Utilising 
a range of manual coding techniques for the 
content analysis, the research explores and 
presents the perceptions, conflicts within 
perceptions, and strengths of these perceptions, 
presented in the news releases. Furthermore, 
certain themes were revealed in the analysis that 
are proposed as the elementary reasons for the 
perceptions presented in most news’ releases.

ProBlem InVestIgated
While China’s engagement in Africa is significant, 
there has been little research on the perceptions 
held towards China’s engagement in Africa. 

afrICan medIa rePortIng on CHIna In afrICa: a Coded 
Content analYsIs
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It is a concern that while China is the biggest 
trading partner with some African nations, the 
financier for many large scale infrastructural 
projects within Africa, and a country which 
has many companies investing heavily in 
Africa, there is a lack of knowledge regarding 
the perception that Africans have towards 
China in Africa. In addition, little is known of 
the perceptions promulgated through media 
coverage of China in Africa. This research will 
investigate the perceptions portrayed in African 
media on China in Africa to better understand 
how this relationship is portrayed to the public.

oBJeCtIVes
The primary research objective was 
to determine how media coverage 
perceived China’s engagement in Africa.

Secondary research objectives sought to 
determine whether media coverage was more 
positive or negative; whether there were conflicts 
of interest between China and Africa that were 
portrayed by the media; what the intensity of 
the perceptions were; and to expose underlying 
reasons for the perceptions portrayed by the media.

lIterature reVIeW
As China increases its presence in Africa, it becomes 
important to consider how Africans’ view China’s 
increasingly influential role on the continent.

The Pew Research Centre had commissioned 
several surveys in this regard. On a global scale, 
the Pew Research Centre (2013) considered how 
China was regarded in the primary regions of the 
world. Favourable perceptions by Africans were 
the highest at 72%, followed by the Asia / Pacific 
at 58%, Latin America at 58%; Middle East 45%; 
Canada 43%; Europe 43%; and the USA at only 37%.

Simmons (2014), in research conducted on 
behalf of the Pew Research Centre, found that 
there had been a decline in the belief that China’s 
economy helped Africa. For the period 2007 to 
2014, the belief had dropped from 91% to 80% 
in Kenya; 75% to 66% in Tanzania; and 77% to 
52% in Ghana. Only in Uganda had the belief 
improved from 68% to 76% during this period.

In the same research, a comparative survey was 

conducted on perceptions towards the USA 
and China (Simmons, 2014). The favourable 
views were found to be mostly similar towards 
the two countries in Kenya, Ghana, Tanzania, 
Senegal, Nigeria and Uganda, However, in 
South Africa, the view towards the USA 
was significantly more favourable (68% of 
respondents) than China (45% of respondents).

Research conducted prior to 2009 by Sautman 
and Hairong (2009), amongst African students 
and faculty in nine African countries, attempted 
to determine perspectives on the relationship of 
China in Africa. From a demographic perspective, 
results indicated that undergraduate students 
were 17% more likely to view China’s influence in 
Africa as beneficial compared with postgraduate 
students and faculty. Females were 14% more 
likely to regard China’s policy towards Africa in 
a negative light. Participants over 55 years of age 
were 9.6% more likely to regard China’s influence as 
being harmful (Sautman and Hairong, 2009: 735).

From a country perspective, variation in 
perspectives was observed. Participants 
from Kenya, Sudan and Ethiopia were most 
consistently positive about China-Africa links. 
Those from Botswana and Zambia, on the 
other hand, were mostly negative.  Nigerians, 
Ghanaians and Egyptians and South Africans 
were somewhere in-between. When probed as 
to whether the Chinese development model 
was worth emulating, the South Africans 
were less convinced than respondents from 
other countries who regarded the Chinese 
development model positively with the following 
significantly high perceptions: Ethiopians 86%; 
Sudanese 85%; Kenyans 84%; and Ghanaians 
83% (Sautman and Hairong, 2009: 735 – 736).

As detailed earlier, China’s public discourse on 
Africa often describes the similarities between 
African countries and China’s development 
aspirations. When participants were asked 
whether China had common interests with 
Africa, South Africans, Batswana and Egyptians, 
mostly felt that this was not the case, while 
Ethiopians, Sudanese and Kenyan respondents 
strongly agreed that they had common interests. 
From a ‘resource-grab’ assertion, Zambia (58%); 
Sudan (51%) Ethiopia (46%); Botswana (41%); 
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and South Africa (7.6%) felt that China was only 
interested in Africa’s natural resources, although 
the authors suggest that these findings could be 
influenced by the fact that China has substantial 
mining investments in Zambia and Sudan, and 
less so in other countries in which the survey was 
conducted (Sautman and Hairong, 2009:736).

A comparison was sought on whether Chinese 
policies were considered more beneficial than 
Western policies towards Africa. Results indicate 
that most participants from all the countries 
in the research regarded Chinese policies as 
more beneficial than Western policies towards 
Africa (Sautman and Hairong, 2009: 738).

Sautman and Hairong (2009) consider the 
country differences and the influence of 
China in the different countries, and suggest 
that these do have an impact on perceptions 
towards Chinese engagement in Africa. For 
instance, China is Sudan’s largest investor, 
which could engender a favourable perception 
by the Sudanese. Another example cited was 
the political manoeuvring by the opposition 
party in Zambia which negatively portrayed 
China, thus negatively influencing perceptions 
by Zambians towards China. In conclusion, the 
findings by these two authors mostly depict a 
positive perception towards China in Africa.

A literature review conducted by Ado and 
Su (2016) on academic research of China 
in Africa, provides a useful overview of 
past academic research on the topic. Ado 
and Su (2016: 55) presented the following 
positions concluded in the historical research:

•	 Is China-Africa a win-win cooperation? 
Controversial; 

•	 Does China only go to Africa for natural 
resources? Yes; 

•	 Does China have colonialist ambitions? 
Controversial; 

•	 Does China care about human rights? No;  
•	 Does China use a soft power strategy? Yes; 
•	 Does China encourage African 

industrialisation? Controversial; 
•	 Does China’s presence in Africa harm the 

local economy? Yes.
These findings reflect quite a negative view 
from an academic research perspective towards 
China in Africa, especially with regard to 
upholding human rights, and the suggested 
harm China’s presence causes to the local 
economies of African countries. This contrasts 
with Sautman and Hairong (2009) findings of a 
mostly positive nature of perceptions of China 
in Africa from African students and academics

Limited research has been conducted on media 
perceptions towards China in Africa. Wekesa 
(2017: 16 – 19) considers some of the conceptual 
analyses and past research conducted on 
media and communication of China in Africa, 
and described the competing perspectives 
often found in the media. One aspect Wekesa 
considers is whether the view is from an 
African continental perspective, or from an 
individual country perspective, recommending 
the importance of distinguishing the differences 
and similarities of the two approaches.

Wekesa (2017: 16) posits that journalism in 
Africa is regarded by some authors as being 
‘positive journalism’ – journalism that showcases 
China as peace-loving, accentuates mutual 
benefit or ‘win-win’ relationship between China 
and Africa. It is critiqued for being Chinese 
state-led and being less independent, and a 
propaganda tool – sometimes against the West. 
In contrast, journalism could also be negative, 
regarding China as exploitative and a predatory 
force, instead of being a development partner.

A note on country specificity and event 
anomalies
Africa is a complex continent of 54 countries, 
diverse in culture, ethnicities, stages of 
development, with countries all experiencing 
unique challenges and difficulties. As was 
highlighted in the literature review by Sautman 
and Hairong (2009) and Wekesa (2017), any 
consideration of perceptions towards China must 
be contextualised  to the African country in question. 

In addition, anomalies may occur due to specific 
events or circumstances that frame perceptions 
at a particular period in time. These perceptions 
may or may not always be reflected in the media 
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coverage itself, but responses to the media 
coverage may present a distinctly different public 
perception to the events than news articles 
present. Two examples of media coverage and 
the public’s responses serve as useful examples: 
The shooting of 13 miners by Chinese officials 
at the Collum Mine of Zambia, and the protest 
action against Jiuxing Mine in Madagascar.

A media report by the Times of Zambia on the 
agreement by 13 workers and a resident shot by 
Chinese officials during protest action, not to 
prosecute the Chinese officials who shot them, 
detailed substantial monetary compensation pay-
outs to the victims and the mining companies 
agreement to improve working conditions 
and salaries of their employees (Times of 
Zambia, 2010). The report was neutral and 
unemotional, but the response from the public 
was vehemently negative. ‘Mable’ responds to 
the report “This is ridiculous! I’m so upset. So 
the government of Zambia admits Chinese are 
above Zambian law? Bribe a few villagers and 
you are off the hook. We have been colonised 
without knowing it. Has Zambia sold its soul”.

Protest action against the Chinese Jiuxing Mine in 
Madagascar, and news coverage surrounding the 
protest, arrest of protest organisers, and closure of 
the mine, resulted in rampant negative social media 
coverage towards the Chinese in Madagascar 
(Facebook, 2016). A press release by the VONA 
civic organisation called for the release of arrested 
protest leaders, and described a litany of negative 
externalities of the mines operations including 
social upheaval, environmental degradation, 
and repression (Mines and Communities, 2010).

This research has attempted to provide data and 
analysis from several diverse countries from the 
four geographic regions of Northern, Western, 
Southern and Eastern Africa, but these results 
are not necessarily reflective of other countries 
in Africa, nor would the results necessarily 
resonate anomalies that may have occurred.

researCH metHodologY
Content analysis is a useful technique of 
analysing vast amounts of information, which 
was necessary for analysing 151 news articles 

that were included in the research. Content 
analysis is inherently a mixed methodological 
approach of both qualitative and quantitative 
aspects, as characteristics identified are often 
tabulated to determine the frequency of such 
characteristics (Leedy and Ormrod, 2005: 143). 
A manual content coding approach was adopted 
in preference to computer-assisted qualitative 
data analysis (CAQDAS). While acknowledging 
the analytic benefits and rigour of CAQDAS, 
manual coding was selected by the authors in 
order to gain a deeper insight into the perceptions 
reflected in the media, due to the tactile and 
cognitive nature of physically examining 
the data during the manual coding process.

There are several cycles and methods of coding 
data, per Louise Vincent (Coding qualitative data 
workshop, 4 May, 2017): Pre-coding, recognising 
that something is important; first cycle coding, 
data is fractured into coded segments; and 
second cycle coding, a latter stage of analysis 
that focusses on developing categories. The 
methods available for coding include attribute 
coding such as demographic features; emotion 
coding based on feelings and sentiments; value 
coding depicting values, attitudes and beliefs; 
versus coding that identifies conflicting words 
or ideas; evaluation coding that codes according 
to the intensity or frequency of data; and process 
coding that explores sequences of events.

The process that was followed in coding the 
newspaper articles was as follows: The first pre-
coding cycle incorporated scanning and reading 
a wide range of articles, selecting those which 
seemed relevant to the research, and then reading 
them in full to ensure they would contribute 
valuable data to the research. This method of 
obtaining an overall impression of large volumes 
of data is defined as holistic-coding by Vincent 
(Coding qualitative data workshop, 4 May, 
2017). The first cycle entailed the final selection 
of articles that were read again and words and 
phrases selected that encapsulated the essence of 
the article. These were then tabulated in an excel 
spreadsheet, an example of which is provided 
in Table 1 below. During this cycle, the authors 
made an initial preliminary determination 
whether the article was positive, neutral or 
negative towards China’s engagement in Africa.
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Three types of coding were initially selected 
in the second cycle coding for their ability to 
identify ideas and perceptions regarding China’s 
engagement in Africa: emotion coding, values 
coding and evaluation coding. Values coding 
was replaced with versus coding during the 
coding process when the authors reconsidered 
the coding options, and identified versus 
coding as more appropriate to determine the 
conflicting views on China’s engagement in 
Africa. Coding was going to be conducted on 
keywords or themes only, but was later widened 
to incorporate the heading of the news article as 

well, although this was limited to the emotion 
coding analysis only. The following tables are 
excerpts from the manually coded documents:

The emotion coding entailed using the initial 
pre-coding document, and highlighting words 
and phrases that reflected an emotional content, 
as indicated in Table 2. These were then analysed 
and tabulated in the findings section of this paper.

The versus coding also entailed manually 
highlighting the original pre-coding document 
where conflicts, alternatives, and opposing 

taBle 1: eXamPle of fIrst CYCle CodIng of data (Cameroon)

taBle 2: emotIon CodIng eXCerPt
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coverage was evidenced. Notes were made 
alongside the document describing the theme of 
the versus – see Table 3 above. These were tabulated 
and presented in the findings section of this paper.

To conduct the evaluation coding, the original 
pre-coding spreadsheet was re-designed with 
three columns, reflecting the strength of the 
positive perception in news coverage on China 
in each particular African country. Manual 
coding then entailed underlying words that 
reflected a positive view towards the relationship, 
and these views were categorised by ticking the 
appropriate weak, moderate, or strong box. 
These were tallied per country. Table 4 provides 
an example of the Algerian evaluation coding. 
The results were tabulated in the findings 
in the next section of this research paper.

Throughout the coding process a memo 
was used to record ideas and linkages 
which guided the authors in the process of 
coding, and this assisted in the identification 
of themes later in the paper – Figure 1.

The coding and memo methodology allowed 
the data from the media reports to be analysed, 
as can be seen in the findings presented below.

fIndIngs
The initial evaluation of the news articles revealed 
a mostly positive perception towards China’s 
engagement in Africa. Algerian, Egyptian, South 
African, Zambian, and Malawian publications 
reflecting a strong positive view towards China 
with a range of between 82% and 100% of articles 
being positive. Most news articles (64% in The 

taBle 3: Versus CodIng eXCerPt
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taBle 4: eValuatIon CodIng eXCerPt

fIgure 1: eXCerPt of memo-WrItIng durIng CodIng and tHeme generatIon



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

127

A DECADE OF EXCELLENCE

Nation and 74% in The Guardian) of Nigerian 
news articles were positive. The Daily Nation 
of Kenya was slightly less supportive of China 
in Africa, but only marginally so, with 39% of 
articles being regarded as positive, 39% as being 
neutral, and 22% being negative. Combining 
the results for all the publications in the eight 
countries reveals that 80% of all news articles 
were positive towards China, 12% were neutral, 
and only 9% were negative 9 (skewed significantly 
by the negative coverage received in Kenya). 
These results are tabulated in Table 5 below.

Coding of the data was conducted by means of 
emotion coding, versus coding, and evaluation 
coding. With regards the emotion coding, there 

was little in the data that reflected emotional 
words, such as happy or sad, yet the context of 
phrases was often emotional, such as aspirational 
terms, terms of endearment, and terms that 
reflected a contented and pleasant situation or 
event. The analysis is summarised in Table 6.

It is clear that emotive coding reflects a 
significantly positive orientation towards China 
in Africa, although to a slightly lesser extent, 
in Kenyan and Nigerian media reports. Versus 
coding was the second coding method utilised 
that attempted to identify contrasting perceptions 
towards China in Africa. During coding, it was 
found that there were no examples of alternative 
perceptions in news headlines, therefore the 

taBle 5: PerCePtIons toWards CHIna: an afrICan medIa VIeWPoInt (2016 neWs artICles)

taBle 6: emotIon CodIng

Country Headings Keywords or themes
Algeria Headings reflected positive 

emotions and were often 
aspirational, describing the 
‘strengthening’ or reinforcement 
of ‘cooperation’ between the 
two countries. They sometimes 
described the ‘special relations’, 
‘mutual trust’ and friendliness 
between the countries.

Emotional keywords and themes were found to be 
positive, such as ‘great contribution’, ‘friendship’, 
‘strong’, ‘intense’, ‘fight’ together, ‘old friendship’, 
‘friends and brothers’, ‘gratitude’, and ‘appreciate’.

Egypt All headings that depicted 
emotions were positive: ‘good 
relations’, ‘opportunity’, ‘boost 
ties’, ‘building bridges’.

Keywords and themes were also positive in nature, 
and include ‘deepen ties’, ‘relations have grown’, 
‘strengthening relationships’, ‘friendly’, ‘side-by-
side’, ‘mutual-understanding’, ‘helping’, and ‘work-
together’.
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Cameroon No headings contained 
emotional terms.

One article spoke of the relationship going ‘beyond 
trade exchanges’.

Nigeria ‘Boost’, ‘friend’, ‘glad’, ‘can gain’, 
‘committed’, ‘sincerity’, ‘lauds’, 
and ‘bright prospects’, all indicate 
a positive emotive orientation 
towards China in Nigeria.

While there were few negative news articles (4 out 
of 30 articles), several articles were neutral, and 
provided some negative emotional keywords and 
phrases, such as ‘fear’ of the relationship being one-
sided, and ‘dumping’ of substandard goods, and 
power ‘skewed’ in favour of China. Positive emotive 
articles still dominated reports: ‘friendship’, ‘long-
lasting relationship’, ‘solidify relationship’, ‘renew 
our friendship’, ‘positive energy’, ‘common concerns’, 
‘positive view’, ‘benefits to both sides’, ‘stronger ties’, 
‘good faith’, ‘strengthening’, ‘partnership blooming’, 
‘true friends’, ‘strong and vigorous friendship’, 
‘excellent’, ‘growing mutual trust’, and ‘roaring 
fruitful economic cooperation’.  

South Africa Positive emotions were reflected 
in a few headings with the use 
of terms such as ‘good friends’, 
‘deepen’, and ‘relations growing 
strong’. 

Only one of the articles reflected negative emotions 
with the theme of ‘inappropriate’. Positive emotional 
keywords and themes included ‘strengthening’, 
‘warm greetings’, ‘bond remain strong’, ‘good 
friends’, and ‘common development goals’.

Zambia Only one article reflected some 
form of emotion, with the 
word ‘pledge’ used to denote 
China’s intended contribution in 
Zambia.

Most articles abstained from emotive words, those 
that did included the following terms: ‘cordial 
bilateral ties’, ‘support’, and ‘strengthen’.

Malawi One negative emotion was the 
use of ‘alert’ with regards to a 
concern about the safety of food 
imports from China. ‘Vulnerable’ 
a negative emotion was used in 
the favour of China assisting 
alleviate vulnerability. Other 
positive emotional headings 
include ‘hails China for support’, 
‘economic emancipation’, and 
‘reliable’.

The negative heading referred to is reflected in the 
article with the use of ‘smuggle’ and ‘unscrupulous’ 
to describe anger towards certain Chinese business 
people. The other emotive keywords and themes 
were positive: ‘true friend’, ‘sincere partner’, 
‘tremendous support’, ‘good working relationship’, 
‘reliable and ideal partner’, ‘cordial relationship’, 
‘intense visits’, and ‘takes the ties to new heights’.

Kenya Only in the case of Kenya do 
the negative emotive words 
exceed the positive. ‘Threatens’, 
paralyse’, ‘harsh reality’ are used 
in negative news headlines, while 
only the ‘future is bright’ reflects 
positive emotions towards China 
in Africa.

Negative themes, such as ‘damaging’ the local 
industry, ‘skewed’ trade, ‘poor working conditions’ 
are reflected in two articles. Positive articles describe 
‘mirror the aspirations’, ‘bright future’,’ mutual trust’, 
‘mutual benefit’, and ‘boost cooperation’.

taBle 6: emotIon CodIng (ContInued)
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results illustrated in Table 7 below depict 
versus coding in keywords and themes only. 

The limited number of examples of versus 
coding supports the view that the vast majority 
of news articles are positive in nature and do 
not depict potential conflicts of interest between 
China and African interests. The conflicts were 
limited mostly to specific negative events; to 
trade imbalances and high levels of trade and 
investment; and to infrastructural investment and 
the resulting debt burden to the respective country.

Most of the data analysis and coding has thus 
far indicated positive media coverage of China 
in Africa. Evaluation coding, the next step in the 
coding of the data, considered the relative strength 
of that positive perception. This was evaluated 
as either weak, moderate or strong perceptions 
regarding China’s contribution to the African 
nations being evaluated. Keywords and phrases, 
and their intensity, used in the news articles were 
used as the basis for the evaluations. Results of the 
evaluation coding are indicated in Table 8 below:

taBle 7: Versus CodIng

Algeria Two codes were identified. Firstly, trade deficit versus high trade levels. Secondly, 
trade imbalances versus promoting multifaceted cooperation relationships.

Egypt Only one code was identified, namely the high levels of investment opportunities 
in Egypt versus the perceived low levels of investment by Chinese companies in 
the country.

Cameroon The only code identified was the cost of construction of large-scale infrastructural 
projects versus the debt burden that these investments incur.

Nigeria Nigeria depicted the most number of alternative considerations in the relationship 
between China and the country:

1. China: A new form of imperialism versus a force for good
2. One-sided versus multifaceted
3. Cooperation versus opaqueness of contracts, inflated contracts, corruption, 

dumping of goods
4. Economic cooperation versus trade imbalance
5. Communication barriers versus teaching Chinese language
6. Win-win versus skewed in favour of China with poor quality goods, cutting 

corners, and investment backed by oil
South Africa Only one versus code was identified, namely inappropriate policies versus 

strengthening ties.
Zambia No versus codes were determined.
Malawi Two versus codes were found: infrastructure investment versus debt levels, and 

win-win outcomes versus trade imbalances.
Kenya A number of versus codes were established:

‘Sweetheart deal’ (incorrect procedures in awarding tenders) versus job creation 
by a Chinese company

Infrastructure investment versus ballooning debt levels

Bilateral trade versus local industry damage

Job creation versus skills shortages (and subsequent employment of Chinese 
citizens)  
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The evaluation coding provided mixed results. 
Algeria’s positive news coverage was mostly 
strongly supportive of the relationship between 
China and Algeria (70%); Nigeria had a high 
percentage of strongly positive news coverage 
(50%). Egypt, South Africa, Malawi and Kenya 
had a mix of positive news articles on the 
continuum from weak to strong. Zambia reflected 
a weak supportive perception towards China 
in Africa (71%). Cameroon’s one article was 

strongly in favour of the countries’ relationship, 
but this result is limited due to the small number 
of news articles that were positive in nature.

Keywords and phrases were also tabulated 
during the evaluation coding to support 
the findings. The keywords and phrases in 
this format illuminated key themes, which 
will be detailed in the following section.

tHemes IdentIfIed

taBle 8: eValuatIon CodIng

Country

Positive 
perception 
evaluation 

(number and 
percentage of 

media coverage)

Keywords and Phrases

Algeria Weak: 3 (11%)

Moderate: 5 (19%)

Strong: 19 (70%)

Strengthening; cooperation; major partner; strategic partnership; 
deep historical relations; great contribution; strengthen 
consultation; parliamentary cooperation; friendship relations; 
consolidate the coordination; counter together; strengthen their 
capacity; strong mutual political trust; concrete cooperation; 
common interest; bilateral cooperation; convergent positions; 
cooperation in all fields; comprehensive strategic partnership; 
China’s top partner; intense economic and political relations; joint 
projects; joint economic relations; global strategic partnership; 
renewed commitment to Africa; mutually beneficial; almost 
all cooperation areas; privileged historical relations; gesture 
of solidarity and brotherhood; friendship and support; old 
friendship; excellence of Algerian-Chinese relations; gratitude 
to China; Strengthening political stability; dialogue and peace; 
continuous coordination; mutual political trust; relations very 
fruitful; friendly traditions; combined efforts; unprecedented 
coordination; high-level coordination; we are friends and brother; 
complete convergence of views and positions; highly appreciates.

Egypt Weak: 5 (33%)

Moderate: 6 (40%)

Strong: 4 (27%)

Cooperate; support; ties strengthen; deepen its relationship; 
protocol; political support; priority investment destination; 
asserting Chinese leadership; agreements; relations have 
grown significantly; development strategies; comprehensive 
strategic partnership; memorandum of understanding; bilateral 
cooperation; partnership opportunities; strengthening relations; 
historical relations; strong investment partner; collective effort; 
lot to gain from such a partnership; mutual benefits; dialogue 
among civilisations; coexistence; developing side-by-side; mutual 
understanding; win-win scenario; hand-in-hand helping; financial 
support; trading partners; comprehensively strategic; friendly; 
work together; global responsibility; powerful presence; bilateral 
trade; strengthen investment relations.

Cameroon Strong: 1 (100%) Partnerships of proximity; beyond trade exchanges.
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Nigeria Weak: 4 (22%)

Moderate: 5 (28%)

Strong: 9 (50%)

Partnership; mutually beneficial cooperation; memorandum 
of understanding; strategic partnership; friendship; win-
win; share their experience; pragmatic cooperation; highly 
complementary economies and development strategies; long-
lasting relationship; prosperous future; improved cooperation; 
solidify relationship; integrating Chinese; mutual respect; bilateral 
positive relations; renew our friendship; advance cooperation; 
positive energy; leaders’ visits; common concerns; wide ranging 
consensus; people to people exchanges; stronger ties; far-reaching 
agreements; cooperative development; cordial relationship; 
diplomatic relationship; current friendly relationship; economic 
collaboration; joint commission; critical areas of cooperation; 
best interest; production collaborations; alliances; eventful 
history; true friends; strong and vigorous friendship that stood 
the test of time; wide ranging collaboration; high-level exchanges; 
global mutual trust; fruitful economic cooperation; common 
development; complementary economies; roaring fruitful 
economic cooperation; deepening mutual understanding.

South 
Africa

Weak: 2 (20%)

Moderate: 4 (40%)

Strong: 4 (40%)

Strategic; bilateral relations; reinforces collaboration; close 
communication; strengthening ties; memorandum of 
understanding; expand areas of cooperation; high level exchanges; 
warm greetings; bond remains strong; good friends; support during 
struggle; political relations; strengthening relations; expansion 
of trade; deepen bilateral trade; economic interaction; open for 
partnerships with China in a big way; significant trading partner; 
building relationships; equal partners; common development 
goals; win-win.

Zambia Weak: 12 (71%)

Moderate: 5 (29%)

Combined; cordial bilateral ties; praised Chinese government 
for its continued support; support the development of Zambia; 
enhancing bilateral ties; economic cooperation; strengthen 
bilateral relationship; mutual trust; respect; equality and benefit;

Malawi Weak: 5 (36%)

Moderate: 8 (57%)

Strong: 1 (7%)

True friend; sincere partner; favourable loan concession; 
assistance; collaboration; partnership; development partners; 
cooperation; tremendous support; win-win outcome; business 
relations; cordial business and working relationship; level of 
relations; mutual interests; common goals; common path of social 
and development aspirations; good working relationship; reliable 
and ideal partner; independent development; future cooperation; 
cordial relationship; intense visits; takes the ties to new heights; 
major cooperation; true friend; support.

Kenya Weak: 2 (29%)

Moderate: 2 (29%)

Strong: 3 (43%)

Lot of support to Kenya; mirror the aspirations; comprehensive 
China-Kenya partnership; political trust; mutual and pragmatic 
cooperation; exchanged frequent visits; increase trade; bilateral 
trade; financial cooperation; worked together; bright future; 
economic partnership; memorandum of understanding; win-
win; equality; mutual trust; promoting exchanges; treaties; 
boost cooperation; major cooperation; complement each other’s 
development strategies; mutual-beneficial plans

(Percentage error due to rounding of figures)
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Reflecting on the three coding methods, 
the following findings were identified:

•	 Emotion coding established that there was a 
mostly positive orientation towards China 
in Africa, although country differences were 
affirmed.

•	 Versus coding illustrated that there were few 
conflicts of interest between China and Africa 
in media coverage, and these were mostly 
limited to specific events, trade imbalances, 
and debt burdens due to infrastructural 
projects.

•	 Evaluation coding identified the intensity of 
the perception towards China in Africa: weak, 
moderate or strong. The countries that were 
included in the research illustrated a range of 
outcomes, from weak positive perceptions to 
strong positive perceptions.

The evaluation coding also listed words and 
phrases to substantiate the positive media 
perception towards Africa, detailed in Table 8 
above. These words and phrases were evaluated 
to determine the reasons for the positive media 
coverage of China in Africa, and five themes 
emerged, which are detailed in Table 9 below. 

These themes provide a valuable insight 
into the reasons as to why China’s 
engagement is so overwhelmingly positive.

ConClusIon
The systematic coding process of pre-coding, first 
cycle, second cycle, memo-writing, and theme 
identification, as well as the use of the specific 
coding methods of emotion coding, versus 
coding, and evaluation coding, have provided key 
insights into perceptions portrayed by African 
media towards China’s involvement in Africa.

These include a mostly positive depiction of 
China in Africa, and few conflicts of interests 
in the relationship between China and Africa’s 
engagement. The strength of these perceptions 
varied dependent on the source country from 
which the media report came, and ranged from 
a weak positive perception to a strong positive 
perception. This highlighted the importance 
of considering the context of the country when 
evaluating perceptions towards China in Africa.

Finally, key themes were identified that underpin 
the positive orientation of the media reports that 
were incorporated in the analysis, namely mutual 

taBle 9: tHemes endorsIng tHe PosItIVe PerCePtIon BY tHe medIa of CHIna’s 
engagement In afrICa

Theme selected evidence in words and phrases used in media reports

Mutual benefit Win-win scenario; mutual cooperation; relations very fruitful; roaring 
fruitful economic cooperation; deepen bilateral trade

Partner for 
development

Comprehensive strategic partner; common interest; great partnership; 
friendship; unprecedented coordination; strong investment partnership; 
bilateral cooperation; critical areas of cooperation; wide ranging 
collaboration; integrating Chinese; open for partnerships with China in a 
big way; equal partners; takes the ties to new heights; mutual and pragmatic 
cooperation

Trust

Strong mutual political trust; gesture of solidarity and brotherhood; long-
lasting relationship; strong and vigorous friendship that stood the test of 
time; renew our friendship; deepening mutual understanding; bond remains 
strong; support during struggle

Similar 
development goals

Convergent positions; developing side-by-side; share their experience; 
highly complementary economies and development strategies; common 
concerns; cooperative development; development partners; common path of 
social and development aspirations; complement each other’s development 
strategies.

Commitment to 
Africa

Renewed commitment to Africa; global responsibility; global mutual trust; 
powerful presence; alliances; treaties; independent development.
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benefit; partner for development; trust; similar 
development goals; and a commitment to Africa. 

Limitations and delimitations
The research did not evaluate the difference or 
impact of state-owned versus independent media 
on media bias, or whether the media was unduly 
influenced by government or other stakeholders. 
It also did not evaluate Chinese investments in 
African media companies and the influence this 
may have on media bias. The Chinese influence 
on individual journalists themselves has not 
been evaluated, for instance, the sponsoring of 
journalists to visit China for training. The source 
of media reports has also not been evaluated. This 
may have an influence if the media obtained their 
source of news items from Western, Chinese or 
other sources which may or may not be biased 
for or against the Chinese influence in Africa.

Publications were selected based on ease of 
internet availability of news articles and the 
ability to search for news articles through a 
keyword search function. Publications and 
articles without a strong internet presence were 
therefore excluded from this analysis. Only 
English news articles were evaluated, therefore 
in countries where English is not a first language, 
the research may neglect to incorporate views 
from leading home language publications. 
Only one article was selected when topics were 
duplicated, nuances between different articles 
were thus not evaluated in the coding process.

Future research opportunities
Content analysis through coding of news 
articles seems to be uncommon, yet this 
methodology has the potential to reveal complex 
relationships within media perceptions. Future 
research opportunities exist for coding media 
reporting from the perspectives of social media; 
state-ownership or influence; ownership or 
influence by Chinese interests in African media 
companies; the influence of individuals’ bias 
towards China; and the influence of African 
country differences in media perceptions. 
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aBstraCt
The globalised world of business is driven by 
employers with a demand for employees who are 
skilled to function productively in the working 
environment. Although graduates enter the 
working environment with a certain skill set 
after the completion of their undergraduate 
studies, employers are especially concerned 
about their inability to communicate as well as 
their teamwork skills. The purpose of the study 
was therefore to investigate the teamwork and 
communication employability skills of business 
management graduates after they completed their 
undergraduate studies in business management.

Data was collected by means of descriptive research 
in the form of tests, which were assessed and the 
scores were transferred onto the Likert-scale. A 
total 45 test-scores were statistically analysed. 
Main findings suggest that business management 
graduates’ communication and teamwork 
employability skills are not sufficiently developed 
during their higher education degree studies, 
which negatively impacts on their employability.

This research contributes to information on 
the communication and teamwork skills of 
graduated students after the completion of 
their undergraduate studies and is of value 
to higher education institutions as well as 
individuals and organisations in South Africa.

Keywords: employability skills, oral communi-
cation, written communication, teamwork

IntroduCtIon
In the current working environment the skills of 
graduates are a contentious issue for employers in 
various business industries. This issue stem from 
their inability to find graduates, that completed 
their undergraduate studies, with the required 
skills to effectively contribute and adapt to the 
work environment (Geel, 2015:2). In this article, 
graduates refer to students, that completed 
their undergraduate studies and are eligible to 
enter the working environment as graduates. 
Although the responsibility for the development 
of employability skills is threefold, hence the 
students themselves during their undergraduate 
studies, higher education institutions and the 
employers, most employers blame universities 
for ill-equipped graduates (Harvey, 2005:13). 
The pressure universities experience from the 
private sector to enhance the employability of 
graduates led to universities focusing more the 
development of employability skills over the last 
decade (Barnard & Nel, 2009:3), thus encouraging 
universities to focus more on graduate 
employability and the preparation of graduates for 
the work environment (Cox and King, 2006:262).

In recent years more international and national 
universities are focusing on enhancing the 
employability of graduates by collating job-
market and economic information (Tran, 
2016:58-59; Bothwell, 2015:1). Lecturers at 
universities assist students in preparing for job 
interviews; encourage students to take holiday 
work opportunities, run job clubs and support 
students’ search for part-time and casual work, and 
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run workshops on a range of areas. Although this 
input by universities suggests a signal of change, 
these initiatives are still not enough to ensure 
the employability of graduates (Tran, 2016:60). 
Apart from graduates’ qualifications obtained, 
employers expect the graduates they employ 
to hold specific skills such as logical thinking, 
quick learning, communication skills, flexibility, 
ambition, high levels of motivation, creativity, 
critical thinking, initiative, teamwork and time 
management (Lester, 2013:1). In recent years, 
the lack of these skills in graduates has to a large 
extent impacted on the employability of graduates. 
More unemployed graduates are emerging and 
therefore necessitate a skills revolution in the 
curricula of universities (Griesel & Parker, 2009:2).

ProBlem InVestIgated
In sub-Saharan Africa where the higher education 
sector grow from 2.3 million students receiving 
tertiary education in 1999 to 6.6 million in 2013, 
there are rising concerns about the calibre of 
graduates entering the labour market (Ligami, 
2016). Despite the thousands of applications for 
work each year in South Africa, employers are 
concerned about the shortage of graduates with 
the right employability skills (Van Zyl, 2016).

Even internationally, the employability skills of 
graduates are a concern for employers (Pindar, 
2013:1). Already in 2010, a study in Malaysia 
involving 312 companies found that 77.6% of the 
participants were of the opinion that business 
management graduates lack the required skills to 
function effectively in the workplace (Yen, et al. 
2010:1). In the same year in Britain, employers 
reported that despite the yearly increase in 
applicants, they found disappointingly thin 
pickings (Black, 2010:1). A more recent study 
in the United States of America showed that 
graduates are not skilled for the world of work, 
especially with regard to their oral and written 
communication skills and teamwork abilities 
(Jaschik, 2015). From the research, only 37% of 
employers feel that graduates are able to work 
in teams, 28% are satisfied with graduates’ 
written communication skills and 27% are 
satisfied with their oral communication skills. 

Since employability is the propensity of graduates 
to secure a job and progress in their careers, 

employability is not just about getting a job, 
but mastering the skills needed to perform 
and excel in the work environment (Harvey, 
2005:18). Attention should therefore be given 
to the specific skills graduates should master 
in order for them to obtain employment and 
function effectively in the work environment. 
Although a myriad of employability skills exist 
in literature, De Janasz et al. (2009:133) state that 
communication skills are the most important 
competency employers want form prospective 
employees. Additionally, most employers value 
teamwork skills in graduate employees more 
highly than their ability to work independently 
(Crebert et al., 2009:7; Horn, 2009:94).

This article, therefore, explores the significance 
and development of communication and 
teamwork skills in the employability of graduates. 
The purpose of this article is to report on 
the ability of graduate business management 
students to perform communication and 
teamwork skills, which are deemed essential 
to function effectively in the world of work.

lIterature reVIeW
Employability skills
Employability skills are those skills employers 
deem necessary for the successful functioning 
of newly appointed graduates in the work 
environment. Definitions of employability skills 
range from vague notions of preparing for a 
first job to very precise lists of specific skills 
students need to master for a specific job type 
(Martin, et al. 2008:1-3). According to Yorke 
and Knight (2006:8) employability skills are “a 
set of achievements – skills, understandings and 
personal attributes – that make graduates more 
likely to gain employment and be successful 
in their chosen occupations, which benefits 
themselves, the workforce, the community and 
the economy.” Despite the concerns regarding 
graduates employability skills levels, Wilson 
(2001) is of the opinion that graduates are quick 
to learn, open to new ideas, enthusiastic, energetic 
and knowledgeable about new technology and 
will therefore demonstrate employability skills if 
they are educated towards mastering these skills.

Although universities claim to focus their 
teaching and learning effort on the development 
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of employability skills, various studies show 
that employers are not satisfied with the level of 
skills graduates bring to the work environment. 
With more than 100 000 students that graduate 
from tertiary institutions every year in South 
Africa, only 16% of graduates receive a job after 
graduating and 34% of graduates are willing 
to take the first job they are offered (Altbeker 
& Strome, 2013:8; Adams, 2013:1-2). In recent 
years South Africa’s capacity to absorb new work 
ready individuals into the formal labour market 
has decreased significantly. This decrease results 
in graduates being compelled to ensure their 
employability by distinguishing them from other 
job seekers in terms of academic knowledge 
and employability skills (De Jager, 2005:59).

According to Selvadurai et al. (2012:295-303) 
there are mainly two reasons why universities fail 
to produce business skilled graduates. They argue 
that universities focus too much on the knowledge 
of academic subjects which is seen as inadequate 
in the current economic environment and the 
skills which are learned will not necessarily 
ensure greater opportunities for employability. 
Although many universities’ mission statements 
clearly stipulate a focus on the development of 
employability skills, clearly defined strategies 
for the development of skills are not included in 
curriculums (Selvadurai et al., 2012:295-303).

Communication as an employability skill
Communication in business entails the writing 
and presenting of information in the form 
of memos, letters, and reports; engaging in 

meetings and team assignments with colleagues; 
guiding, motivating, directing, and evaluating 
individuals (Arndt, 2011:2-3). According to 
Andrews (2015:1), communication is the most 
important skill needed by graduates in the 
workplace and unfortunately the one skill in 
which graduates are most deficient. Employers 
need graduates to be able to read accurately, 
reflectively and actively. They must also be able 
to construct sound and convincing arguments in 
written format and orally and be competent in 
giving and receiving feedback (Horn, 2009:91). 
Andrews (2015:1) also states that the listening 
and feedback attributes of communication have 
often been overlooked during communication 
training, despite these attributes’ contribution 
to a better understanding, less conflict, and 
clearer path to goal achievement. Sufficient 
communication skills are therefore critical to 
all graduates entering the workplace regardless 
of position or industry (Andrews, 2015:1).

According to the level descriptors of the South 
African National Qualifications Framework 
depicted by SAQA (2010:4-7), graduate students 
should be able to demonstrate communication 
skills on different complexity levels after they 
have completed their studies. Table 1 summarises 
all the communication skills Higher Education 
Institutions are obligated to focus on and 
develop, and which graduates should be able to 
demonstrate after the completion of their studies. 
South African universities therefor need to ensure 
that specific strategies and policies are developed 
to ensure that communication are focused on 

taBle 1: CommunICatIon leVel desCrIPtors

Communication skills mastered 
at first year level (SAQA Level 5)

Graduates should be able to gather information from a range 
of sources, including oral, written or symbolic text. They 
should also be able to communicate information reliably, 
accurately and coherently, using conventions appropriate to the 
context, either in writing, orally of in practical demonstration.

Communication skills mastered at 
second year level (SAQA Level 6)

Graduates should be able to present and communicate 
complex information reliably and coherently using 
appropriate academic, professional or occupational 
conventions, formats and technologies for a given context.

Communication skills mastered 
at third year level (SAQA Level 7)

Graduates should be able to develop and communicate 
their ideas and opinions in well-formed arguments, using 
appropriate academic, professional or occupational discourse.

Adapted from SAQA (2010: 4-7)
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in curricula and in learning environments.

From the information in table 1 it is evident 
specific descriptors exist for higher education 
institutions to enable students develop their 
communication skills and be equipped to 
function effectively in the working environment.

Teamwork as an employability skill
It has long been contended that the collective 
benefits and accomplishments of the team 
are greater than the results of individuals’ 
independent actions (Lehman & DuFrene, 2011). 
Therefore teams and teamwork are becoming 
increasingly prevalent in the work environment, 
especially in businesses that aim to accomplish 
tasks through teams, workgroups, and committees 
that are fundamental to the success of initiatives, 
projects, and routine assignments (Hellriegel 
et al. 2008:27). For teams to be effective in their 
functioning they need to consist of employees 
with enough and relevant experience who are 
motivated to achieve, committed, determined, 
persistent, tolerant of risks, ambiguous, creative, 
and flexible (Spinelli & Adams, 2012:98). In effect 
this means graduates should be able to work with 
people of different ages, gender, race, religion 
or political views; know how to define a role 
as part of a team; apply teamwork to a range of 
situations; identify the strengths and weaknesses 
of team members; and be able to listen actively, 
coach, mentor and give feedback (Dest, 2009).

Teamwork is a skill that is learned and developed 
over time. Traditionally, universities have 
encouraged and rewarded individual efforts 
which often lead to students being able to 
mostly work individually. However, when they 
graduate and enter the work environment they 
feel frustrated since they have to function in 
work teams of which they had little exposure 
(Crebert et al. 2009:7). During the last decade, 
universities are more prone to the incorporation 
of teamwork or co-operative learning into 
curriculums, since the work environment 
demands actions and outcomes which are 
achieved by groups or teams (Horn, 2009:105). 

Students can, however, learn to be effective team 
members in virtually any learning context at 
university, such as laboratory sessions, in project 

work, in tutorials and seminars, in case studies and 
in problem-solving exercises (Crebert et al. 2009:7).

According to the level descriptors of the South 
African National Qualifications Framework 
depicted by SAQA (2010:4-7), graduates need 
to function effectively within a team and 
demonstrate their competency by being able to:

•	 contribute new ideas to the team,
•	 support other members of the team,
•	 take a share of the responsibility in the team,
•	 mediate between team members, and
•	 understand their role in the team.

 
tHe PurPose of tHIs studY
The purpose of the study is to determine whether 
graduated business management students’ 
teamwork and communication skills are sufficiently 
developed during their higher education degree 
studies so that they are able to function effective 
in and contribute to the working environment.

Research objectives
From the purpose of this study, the 
following objectives will be focused on:

•	 Research objective 1: Determine the 
respondents’ perception of their own 
communication and teamwork skills.

•	 Research objective 2: Measure the respondents 
actual communication and teamwork skills.

•	 Research objective 3: Determine whether 
differences exist between the respondents’ 
perceptions of their communication and 
teamwork skills and their actual skills 
performance.

 
researCH metHodologY
Research population
The population of this study included graduated 
business management students at a South African 
based higher education institution. The participants 
from this population that were selected to take 
part in this study were all graduated business 
management students who applied and qualified 
for the business management honours program 
(N=45). Since this sample of respondents is seen 
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as being eligible for employment as graduates 
they were purposively selected to partake in the 
study. Although their involvement was voluntary, 
none of the respondents declined participation.

The researcher applied for, and received an 
ethics approval from the higher education 
institution where this research were conducted, 
since the anonymity of participants was not 
possible in terms of data collection. The 
participants were assured that the data from the 
investigation will be treated confidentially, and 
the reporting of the data would retain anonymity.

Pilot study 
A pilot study was performed with twenty graduated 
students who registered for a post-graduate 
diploma in Business Management. The aim of 
the pilot study was to determine if there was any 
refinement needed to the data collection methods 
and to identify and correct any misunderstandings 
the respondents might experience.

The respondents of the pilot study gave 
no indication of any ambiguity of words 
or the questions pertaining to the various 
data collection methods. They had a clear 
understanding of what was expected of them. 
For this reason no changes were made to the tests 
or methods used to collect data in this study.

Data collection
Since no standardised questionnaires were 
available which could be used within the context of 
this study, all research instruments were designed 
from literature. The research instruments were 
constructed to meet the objectives of the study 

and experts in the field of business management 
were involved to ensure the objectivity of the data 
collection and interpretation. All the instruments 
used were analysed to ensure adherence with 
the code of ethics applicable to this study.

Two skills tests were used to collect data. The 
respondents completed the tests, which were 
assessed by the researcher and controlled by an 
expert in the applicable field of study. The validity 
of the marking was assured by another external 
expert and the researcher The questions in each 
test were not marked as being right or wrong. The 
questions were assessed by grading the respondent’s 
level of competence in demonstrating the specific 
skills. The grades received by each respondent 
were then transferred to a four-point Likert scale 
for statistical analysis as indicated in table 2 below:

The data collection of the respondents’ 
teamwork skills entailed not only an external 
observation analysis by an expert in teamwork, 
but also a self-assessment by the respondents 
themselves. The same assessment rubric used 
by the researcher to assess the respondents’ 
teamwork skills was also used by the respondents’ 
to collect data regarding their perceptions of 
their own teamwork skills. The purpose for the 
external observation assessment as well as the 
respondents’ self-assessment was to determine 
whether there was a difference in the respondents’ 
skills and their perception of their skills.

Methods and statistical techniques
Statistical techniques, namely descriptive statistics, 
exploratory factor analysis, Cronbach alpha 
and Cohen’s effect sizes were used in this study.

taBle 2: alloCatIon of sKIll leVels PerformanCe

likert scale 
level skill level description of skill performance mean scores

1  Not skilled The respondent shows no competency in the 
demonstration of this skill

Mean score of 
1 – 1.49

2  Substandard 
The respondent shows a maximum 

competency equal to or lower than first-year 
University Level (SAQA Level 5)

Mean score of 
1.5 – 2.49

3  Fairly skilled 
The respondent shows a maximum 

competency equal to second-year university 
level (SAQA Level 6)

Mean score of 
2.5 – 3.49

4  Skilled The respondent shows competency in 
demonstrating the skill (SAQA Level 7)

Mean score of 
3.5 – 4
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The data collected for this study was analysed 
through descriptive statistics using the SAS 9.3 
statistical analysis program. As a result of the fact 
that the study population was a purposive sample, 
no inferential statistics were used, but p-values are 
reported in this study for completeness. Cohen’s 
effect sizes were used to make comparisons 
between groups’ means. Cohen’s effect sizes and the 
d-values gave an indication for the extent to which 
a finding is of practical significance (Cohen, 1988).

The exploratory factor analysis (EFA) was done 
to assure construct validity on the different items 
of the tests. To assess the validity of each of the 
21 items (measuring respondents’ perceptions 
regarding their communication and teamwork 
skills) the Oblimin factor rotation method was 
used. In this study, Kaiser’s measure of sampling 
adequacy (MSA) was used to examine the 
appropriateness of factor analysis and only MSA 
values > 0.5 are reported (Malhotra, 2010:638).

Cronbach alpha coefficients were used to access 
the internal consistency of the measurement 
of the instruments. Cronbach’s alpha reliability 
coefficients ≥ 0.60 were used as the cut-off point to 
indicate reliability (Field 2005:668). The reliability 
of quantitative data for this study reflected a 
Cronbach Alpha value of above 0.5 for all constructs. 

results and dIsCussIon
Assessing validity and reliability
In this section the validity and reliability 
of the measurement scales used in this 
study were assessed by means of calculating 
Cronbach’s alpha coefficients and conducting 
exploratory factor analysis (EFA).

Validity
The results of the EFA conducted on the six 
statements measuring written communication 
realised an MSA of 0.80 which is acceptable, since 
it is above the cut-off point of 0.50. Furthermore, 
the communalities for the statements contained 
in the factor range between 0.81 and 0.36 and 
only one factor was subsequently confirmed, 
explaining 59.31% of the variance in the data.

The results of the EFA directed by the six 
statements measuring oral communication, 
realised an MSA of 0.92 which is satisfactory, 

since it is above the cut-off point of 0.50. 
Additionally, the communalities for the statements 
contained in the factor range between 0.86 
and 0.65 and only one factor was subsequently 
confirmed, explaining 75.16% of the variance.

The results of the EFA directed by the fifteen 
statements measuring teamwork, realised an 
MSA of 0.62 which is adequate, since it is above 
the cut-off point of 0.50. Additionally, the 
communalities for the statements contained in 
the factor range between 0.44 and 0.79 and five 
factors were subsequently confirmed, explaining 
65.39% of the variance. Hereafter, the five 
teamwork factors were analysed by using the 
rotated factor pattern to create standardised 
regression coefficients which combined the 
related questions into the five constructs.

Reliability
Cronbach’s alpha coefficients were calculated 
in order to determine internal consistency 
and reliability of all scales measuring 
communication and teamwork. Furthermore, 
the reliability of all the measurement 
scales used, are reported in Tables 3 and 4.

taBle 3: CronBaCH’s alPHa Values: 
CommunICatIon

Construct
Cronbach’s 

alpha 
coefficient

Written communication

(6 items: analysis, conceptual 
clarity, structure development, 
tone and style, technical, 
grammar)

0.855

Oral communication

(6 items: vocabulary, listening 
skills, oral delivery, nonverbal 
and verbal correlation, delivers 
message convincing, managing 
conflict)

0.929

It is evident from table 3 and table 
4 that all constructs are above 0.5, 
concluding reliability for all constructs.

Descriptive statistical techniques such as means 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

141

A DECADE OF EXCELLENCE

and standard deviations were determined for each 
of the statements constituting the scales measuring 
the different skills. The reliability of a test refers 
to the consistency of scores obtained by the same 
persons when they were re-examined with the 
same test on different occasions, or with different 
sets of equivalent items, or under other variable 
examining conditions. A four-point Likert scale 
(table 2) was used to indicate the extent to which 
respondents were competent in the selected skill. 
In the following paragraphs the results from the 
data analysis relevant to the communication 
and teamwork skills will be discussed. 

Communication: written communication
Written communication contained 
six individual items to measure the 
respondents’ written communication skills.

Table 5 depicts the overall descriptive statistics 
(means and standard deviations) obtained for 
the written and oral communication constructs. 

From the results obtained, the respondents have 
the highest skill in the tone and style of written 
communication (mean=2.67). This indicates that 
they are fairly skilled in the tone of the message, 
when hearing or reading the written message. The 
lowest skill in written communication is technical 
(mean=1.67). The technical item consists of the 
written assignment that looks and sounds like a 

message, which is formal and applicable in business 
terms. The respondents show a substandard 
competency in the demonstration of this skill. 

Based on the overall mean score for written 
communication (mean=2.27), the respondents 
show a competency equal to or lower than first-
year University level for this skill. Drawing 
from the summary in table 1, graduates are 
therefore not able to present and communicate 
complex information reliably and coherently 
using appropriate academic, professional or 
occupational conventions in written format.  
Herewith they also lack in their ability to 
develop and communicate their ideas and 
opinions in well-formed written arguments.

Communication: oral communication
Oral communication also contained six 
individual constructs to measure the 
respondents’ oral communication skill.

Based on the results, the respondents have the 
highest skill in vocabulary (mean=3.16). This 
item entails the appropriateness of the words 
and concepts they use during communication, 
language choices and the effectiveness of what 
is said. Vocabulary also entails the respondents’ 
ability to speak in a business-like manner. This 
value shows that respondents are fairly skilled 
and they demonstrate this competency equal 

taBle 4: CronBaCH’s alPHa Values: teamWorK

Construct
Cronbach’s alpha

self-assessment expert assessment
Team support self-measure 

(3 items: respecting, helping, participating) 0.672 0.834

Team interaction self-measure 
(3 items: persuading, evaluating, team 

communication)
0.591 0.680

Team guidance self-measure 
(3 items: individual, leadership, responsibility) 0.662 0.571

Team collaboration self-measure 
(3 items: creativity, listening, conflict) 0.530 0.773

taBle 5: CommunICatIon sKIlls of resPondents

Construct
n = 45

mean standard deviation
Written communication 2.27 0.631

Oral communication 2.53 0.659
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to second-year university level. The lowest skill 
in oral communication is managing conflict 
(mean=1.84). Since this value indicates that 
the respondents’ ability to manage conflict is 
substandard, they are not able to sufficiently deal 
with conflict in a positive manner, they do not listen 
to what others say, they do interrupt others during 
communication and they do not avoid conflict.

Based on the overall mean score for oral 
communication (mean=2.53), the respondents 
show a competency equal to or lower than first-
year University level for this skill. Drawing 
from the summary in table 1, graduates are not 
able to reliably and coherently communicate 
complex information orally and they are also 
unable develop and communicate their ideas 
and opinions orally in well-formed arguments.

Teamwork
The respondents’ skills to function in teams were 
measured by means of self-evaluation as well 
as expert evaluation. With the self-evaluation 
the respondents evaluated their own abilities to 
function in teams and with the expert evaluation 
an expert in the field of teamwork evaluated the 
respondents’ teamwork functioning. In both 
evaluations the same criteria were used to enable 
the researcher to draw comparisons between these 
data sets. The discussion of this employability 
skill will be conducted according to the following 
constructs which include team support, team 
interaction, team guidance, and team collaboration.

Table 6 depicts the overall descriptive 
statistics (means and standard deviations) 
obtained for the teamwork constructs. 

Teamwork: team support
Teamwork support focuses on the respondents’ 
ability to respect the other team member, 
helping them with team activities and 
their participation in the team as a whole.

Respondents’ self-evaluation
In this instance, team support is measured by 
the respondents themselves to determine their 
perception of their own skill levels. Based on the 
results, it is evident that the respondents measured 
high in all items of this construct with the highest 
measure being respecting (mean=3.78) and the 
lowest being helping (mean=3.58). Based on these 
values the respondents perceive that they respect 
all the opinions in their team and praise other 
members’ ideas and their thinking. According 
to their own perception they are skilled and are 
sufficiently competent with regard to team support.

Based on the overall mean score for 
the self-evaluation (mean=3.67), the 
respondents show a competency equal to 
second-year University level for this skill.

Expert evaluation
In this regard team support was measured 
by an expert in the field of teamwork. Based 
on the results, the respondents measured the 
highest in helping (mean=3.11) and the lowest 
in respecting (mean=2.67). According to the 
expert’s measure the respondents are fairly skilled 
in helping their team members with struggles 
and problems as well as with respecting all the 
opinions in their team which entails praise given 
for good ideas. In this regard they show a skill 
level of equal to second-year university level.

Based on the overall mean score for the expert 

taBle 6: teamWorK sKIlls of resPondents

Construct

n = 45
self-evaluation expert evaluation

mean standard 
deviation mean standard 

deviation
Team support 3.67 0.399 2.93 0.651

Team interaction 3.52 0.453 3.19 0.424
Team guidance 3.56 0.408 2.89 0.420

Team collaboration 3.44 0.388 3.03 0.498
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evaluation (mean=2.93), the respondents 
show a competency equal to or lower than 
first-year University level for this skill.

Teamwork: team interaction
Teamwork interaction focuses on the 
respondents’ ability to persuade team 
members of their ideas, evaluate the value 
of alternatives and solutions and affectivity 
of communication between the members.

Respondents’ self-evaluation
Team interaction is measured by the respondents 
themselves to determine their perception of their 
own skill levels. Based on the results, the respondents 
measured high in communication (mean=3.71). 
Respondents perceive themselves as being skilled 
communicators who communicate effectively 
with their team members when sharing their ideas 
and thinking with the team. The lowest construct 
is persuading (mean=3.40), where respondents 
exchange their ideas, defend their own ideas and 
explain their ideas to the team. In this regard 
they perceived themselves as being fairly skilled.

Expert evaluation
Based on the results from an expert in the field of 
teamwork, the respondents measured the highest 
in team communication (mean=3.33) and they 
measure the same in persuading and evaluating 
(mean=3.11). Where the respondents perceived 
themselves as being skilled communicators, the 
expert measured them as being fairly skilled.

With regard to the other items of this construct, 
they are also fairly skilled in exchanging 
their ideas, defending their own ideas and 
explaining their ideas to the team (persuading) 
as well as evaluating the team performance 
and quality expectance (evaluating).

Based on the overall mean score for the self-
evaluation (mean=3.52) and the expert evaluation 
(mean=3.19), the respondents show a competency 
equal to second-year University level for this skill.

Teamwork: team guidance
Teamwork guidance focuses on the respondents’ 
ability to contribute individually, to take leadership 
and to take responsibility for their actions. 

Respondents’ self-evaluation

Based on the results the respondents’ perception 
of their own skill levels measured high in 
responsibility (mean=3.78). This indicates that 
they feel they accept responsibility within their 
team and work hard to do their best with the task. 
The lowest construct is leadership (mean=3.33), 
where respondents keep the team on track and 
foster a constructive team climate. In this regard 
they perceived themselves as fairly skilled.

Based on the overall mean score for 
the self-evaluation (mean=3.56), the 
respondents show a competency equal to 
second-year University level for this skill.

Expert evaluation
According to the results from the expert in the 
field of teamwork the respondents received equal 
means for all three constructs (mean=2.89). 
Respondents accept responsibility within 
their team and work hard to do their best with 
the task. The leadership construct is where 
respondents keep the team on track and foster 
a constructive team climate. Individual entails 
that respondents contribute in the team. They 
have relevant knowledge, skills and abilities 
to offer in the team. Where the respondents 
perceived themselves as being fairly skilled, the 
expert measured them as being substandard.

Based on the overall mean score for the expert 
evaluation (mean=2.89), the respondents 
show a competency equal to or lower than 
first-year University level for this skill.

Teamwork: team collaboration
Team collaboration focuses on the respondents’ 
ability to be creative, to listen to what is said 
in the team, to avoid conflict when it arises 
and to ask questions to understand the goal 
of the project and to explore further thinking.

Respondents’ self-evaluation
In this instance, the results show that the 
respondents measured high in listening 
(mean=3.56). Respondents listen to everything 
said in their team and use ideas to help develop 
new ones (they do not piggy-back). The lowest 
item is questioning (mean=3.24), where 
respondents show the ability to ask questions in 
their team to understand the goal of the project 
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and to explore further thinking. In this regard 
they perceived themselves as being fairly skilled.

Expert evaluation
Based on the results, the respondents have 
the highest mean for conflict and questioning 
(mean=3.11). In terms of conflict, respondents 
attempt to avoid conflict in the team and when 
conflict arises, they respond positively to conflict. 
With questioning, respondents show the ability to 
ask questions in their team, to understand the goal of 
the project and to explore further thinking. Where 
the respondents perceived themselves as skilled, 
the expert measured them as being fairly skilled.

Based on the overall mean score for the self-
evaluation (mean=3.44) and the expert evaluation 
(mean=3.03), the respondents show a competency 
equal to second-year University level for this skill.

Teamwork: Effect size and practical significance
In order to assess whether practically significant 
differences exist between the respondents’ self-
evaluation means compared with the means of the 
expert’s evaluation, effect sizes were calculated. 
With respect to the results being reported, only 
instances where a medium (at 0.5) or large (at 0.8 
or larger) effect size was uncovered are reported.

Table 7 shows that the p-value of all values is < 0.05 
and indicating a statistically significant difference 

between the self-evaluation teamwork skill and 
the expert’s evaluation of the teamwork skill. The 
mean values for the self-evaluation values are all 
less than the expert evaluation for the teamwork 
skill, which means that the participants do 
classify themselves better and have a perception 
of a higher skill level than what they actually have.

Furthermore the d-values show that team 
support, team guidance and team collaboration 
have a large and practical significance.

Overall, it is clear that a significant difference 
exists between the perception of the participants 
regarding their teamwork skills and their skills 
as evaluated by an expert. The participants 
measured themselves higher in all aspects 
pertaining to communication as well as 
teamwork, which indicates that their own skills 
are of a higher level than it is perceived by 
others. This might have a negative impact on 
them in the working environment when their 
ideas of effective communication and teamwork 
differ from the demands of the place of work.

managerIal ImPlICatIons and reC-
ommendatIons
The findings of this study are not only useful to 
academics, but also for management practitioners. 
From the results of the study, it was derived that 
it is expected of graduates to obtain a certain skill 

taBle 7: effeCt sIzes for dIfferenCe BetWeen self-measured teamWorK sKIll and 
eXPert measure of teamWorK sKIll
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Team support 3.67 0.40 2.93 0.65 0.75 0.70 <0.0001* 1.15***
Team 

interaction 3.52 0.45 3.19 0.42 0.33 0.55 0.002* 0.73**

Team 
guidance 3.56 0.41 2.89 0.42 0.67 0.51 <0.0001* 1.21***

Team 
collaboration 3.44 0.39 3.03 0.50 0.42 0.49 <0.0001* 0.84***

* Statistically significant at 0.05 level according to t-test results for dependant groups 
**Medium effect in practice 
***Large and also practical significant effect in practice
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level throughout their academic studies. However 
this study not only shows that two of the most 
important skills; communication and teamwork; 
are not sufficiently developed by higher education 
institutions, but also that graduate have a 
misperception of their level of communication 
and teamwork performance. Newly appointed 
graduates lacking these skills could have 
detrimental effects on business operations, 
since a lack in communication skills could 
negatively affect relationships with colleagues, 
management, clients and other stakeholders. 
Insufficient teamwork skills could harm internal 
working relationship which would ultimately 
lead to non-achievement of the business’ goals. 
Since communication and teamwork skills can 
only be assessed to a certain extent during the 
interview and appointment stage at businesses, 
managers need to develop screening tests to 
determine possible appointees’ skills levels.

It is also imperative that the higher education 
environment focus more on the development of 
students’ communication and teamwork skills. In 
this regard business managers and academia should 
work together to structure skills development 
opportunities for students which could also be 
formally structured into current curricula. These 
skills development opportunities should then 
focus on preparing students so that they can 
effectively contribute to the working environment.

ConClusIons
It is imperative that all role-players realise the 
importance of employability skills of students and 
that higher education institutions will continue 
to investigate the skills gap. Furthermore, it is 
recommended that higher education institutions 
develop programs to enhance the employability of 
all students. Employability is a continuous effort, 
which includes an ambition for lifelong learning, 
therefore students need to be encouraged to 
continuously develop their communication 
and teamwork skills and practise these skills 
in order to enhance their employability.
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aBstraCt
Non - deceptive counterfeiting is considered to 
be one of the key areas researchers ought to have 
considered in the Sub Sahara African countries 
for both academic and policy initiatives but they 
are mostly inadequate in academic circles.The 
current study examined the influence of non-
price factors on consumer attitude and purchase 
intention towards counterfeits consumer products 
in Ghana.The study began with an interview - 
out of which themes were conceptualised and 
tested quantitatively through 413 consumers 
from the Kumasi metropolis using purposive and 
snowballing sampling techniques.The analysis 
was done using SPSS for the demographic 
variables while Structural Equation Modelling 
statistical technique (SEM) through Smart PLS 
software version 3.0 was also used to determine 
the hypothesised relationship. The findings 
revealed that, country of origin effect had a 
significant positive influence on both attitude 
and intention to purchase counterfeit products 
than social influence and personal gratification 
on consumers’ part. The study findings do not 
only provide explanations for the inadequate 
conclusions documented in the marketing 
literature on non - deceptive counterfeiting in 
developing countries but also call on policy makers 
and managers of manufacturing companies to take 
relevant actions to alleviate the negative influence 
of counterfeiting on business activities in Africa.

Keywords: Counterfeit, non-deceptive, coun-
try of origin, social influence 

IntroduCtIon
Counterfeiting of consumer commodities has 
been a staid problem in Ghana in the past few 
years. The various governments through the 
Ghana’s Food and Drugs Authority and other law 
enforcement agencies have all intensified policies 

in curbing the problem for more than a decade 
now. Sahin and Atilgan (2011) observed that, the 
occurrence of counterfeiting and consumption 
of counterfeit has become complicated to control 
in the consumer market. They further said that, 
counterfeiting has become a crime of the century 
in both developed and developing countries. 
Numerous reports have also demonstrated that in 
general, the degree of counterfeiting is apparently 
on the rise. According to European Commission 
(2008) the quantity of counterfeit goods which 
were confiscated in the European member states 
alone had increased from 25 million in 1999 to 
178 million in 2008. In spite of the hard work 
on the part of international trade organizations 
to discourage counterfeiting activities, product 
counterfeiting has grown severely with respect to 
quantity, cleverness, variety of goods coupled with 
the affected countries (ICC, 2005; Staake et al., 
2012). Chinese experts revealed that, about half of 
the Chateau Lafite, a Bordeaux red wine that is sold 
in China is fake (La Tribune, 2014). Counterfeit 
products activities are estimated to be 5 to 7% 
of the entire world business, disposing authentic 
producers of $600 billion a year (Economist, 2010; 
Yoo and Lee, 2012). The purchase and usage of 
counterfeit goods is prevalent across - age, gender 
and socio-economic condition (Rutter and Bryce, 
2008: 1158). According to Klau-Peter, Nadine, 
and Christiane (2012) whose research revealed 
that, counterfeit commodities offer the same 
functions and importance as the original products

Le Roux, Bobrie and Thebault (2016) observed 
that, counterfeiting activities are normally 
associated with luxury brands and restricted 
products as a result of their emblematic and 
experiential dimensions. Understanding the basis 
of consumers’ involvement in purchasing fake 
goods is strictly - social, economic and political 
quandary (Stumpf and Chaudhry, 2011). A lot of 

non - PrICe faCtors on Consumer CounterfeIt 
ProduCts PurCHase

Martin Owusu Ansah
Department of Management

Rhodes University
Grahamstown, South Africa

E-mail: m.owusuansah@ru.ac.za



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

149

A DECADE OF EXCELLENCE

counterfeit consumer products are bought and 
sold in Ghana as well as other countries, delivering 
and trading of counterfeit goods has turned out to 
be a major and wide-ranging problem. Majority 
of studies on counterfeiting are conducted in 
developed economies (Eisend and Schuchert-
Guler, 2006; Staake, Thiesse and Fleisch, 2009).
Again, majority of the studies on counterfeiting 
are mostly centred on the price as the main factor 
affecting the purchase of counterfeit products 
in many developing countries - as a result of 
the rate of poverty. The declaration was not the 
same with Eisend and Schuchert-Güler (2006:14) 
who observed that, financial motivation was not 
the merely probable justification answerable for 
the conscious buy of counterfeit goods. Phau et 
al.(2009); Bian and Moutinho, (2009) all opined 
that, price determinants were not the solely 
influencing features that affect consumer attitude 
and purchase intent towards counterfeits of goods.  
The current study is necessitated by the scant nature 
of studies on counterfeit from the perspective 
of consumers which were still embryonic as 
revealed by Mastos et al. (2007), coupled with the 
limited studies on non- deceptive counterfeiting. 

The current study focuses on the demand 
side of non-deceptive counterfeiting where 
consumers deliberately purchase counterfeits 
in the business city of Kumasi in Ghana. The 
result from the counterfeit activities especially 
in the non-deceptive counterfeiting is likely 
to enrich academic literature, policy makers’ 
decisions as well as marketing and brand 
managers of the various consumer products.

oBJeCtIVes of tHe studY
The objectives of the study are to:

1. examine the relationship between social 
influence and attitude towards counterfeit  
purchase in the Kumasi metropolis

2. analyse the effects of personal gratification on 
attitude towards counterfeit purchase in the  
Kumasi metropolis

3. determine the impact of country of origin 
effects on attitude towards counterfeit 
purchase  in the Kumasi metropolis.

4. establish the relationship between country of 
origin effect and purchase intention of  
consumers in the Kumasi metropolis

5. examine the relationship between 
attitude towards counterfeit purchase and 
purchase  intention of consumers in the 
Kumasi metropolis.

HYPotHesIs statement
•	 H1: There is a significant positive relationship 

between social influence and attitude towards 
counterfeit purchase in Ghana

•	 H2: There is a significant positive relationship 
between personal gratification and attitude 
towards counterfeit purchase in Ghana

•	 H3: There is a significant positive relationship 
between country of origin effect and attitude 
towards counterfeit purchase in Ghana.

•	 H4: There is a significant positive relationship 
between country of origin effect and purchase 
intention.

•	 H5: There is a significant positive relationship 

fIg1:ConCePtual model of tHe studY
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between attitude towards counterfeit purchase 
in Ghana and purchase intention.

HYPotHesIs deVeloPment
Social influence and Attitude
The immediate environment within which people 
find themselves could also influence them to 
purchase counterfeit products. According to Ang 
et al. (2001) people who are closer to others in a 
community or society are more likely to persuade 
others to purchase or not to purchase counterfeit 
products. Susceptibility was an indispensable 
factor that influenced consumer attitude towards 
purchase through social pressure or influence. 
Bearden et al. (1998) observed that there were two 
types of susceptibility - namely: informational 
and normative susceptibility. Informational 
susceptibility refers to consumers unintentionally 
purchase a product while normative susceptibility 
relies on the purchase assessment when 
consumers deliberately buy counterfeit as a result 
of the views of others. It is therefore said that the 
incidence of friends, relatives and role models in 
societies who buy counterfeit products is more 
likely to increase the keenness in purchasing 
counterfeit products. Drawing from the forgoing 
debate and empirical evidence, it can be expected 
that, social influence has a greater likelihood of 
influencing people’s attitude towards the purchase 
of counterfeit. It therefore be hypothesised that:

H1: Social influence has a significant positive 
influence on attitude towards counterfeit purchase

Personal gratification and Attitude
Personal Gratification simply refers to the idea 
of fulfilling a desire, societal appreciation as 
well as an enjoyment of the greater things in 
life (Ang et al, 2001). The need to fulfill some 
desire among individual consumers has a greater 
influence in changing their attitude towards 
the purchase of counterfeit products. Matos 
et al.(2007) assessed the influence of personal 
gratification on consumer attitudes on 400 
Brazilian consumers and the results revealed that, 
personal gratification was seen as a variable that 
has effect on the attitudes toward the purchase of 
counterfeit products. Ang et al (2001) observed 
a momentous influence of personal gratification 
on consumer attitudes toward purchase of 

counterfeit products. Rahpeima et al (2014) also 
observed a positive relationship between personal 
gratification and attitude towards counterfeit 
purchase.  Based on the findings of the above 
description, it can therefore be posited that: 

H2:    Personal gratification has a significant positive 
influence on attitude towards counterfeit purchase.

Country of origin effects and Attitude
Country of origin effect has a greater influence 
on consumers’ attitude toward a product or a 
brand. Numerous researchers have identified 
how consumers include information about a 
product’s country of origin in controlling their 
attitudes towards purchase intentions (Knight 
and Calantone 2000; Laroche et al. 2005). The 
attitude of a consumer is an inner evaluation 
toward a product (Mitchell and Olson, 1981).
Blackwell, Miniard, and Engel (2006) observed 
that attitudes are overall evaluative decisions 
in the purchase process. According to Solomon 
(2007),Shiffman and Kanuk (2009:241) who 
all revealed that attitude has three components: 
affects, behavior and cognition. It shows that, 
attitude has a motivational quality that propels 
a consumer towards a product. It then explains 
that when a consumer has higher supposed 
quality of a product from a particular country, 
he or she is likely to form a more affirmative 
attitude toward the purchase of that product. 
Consequently, the study then posits that:

H3: Country of origin effects has a significant 
positive relationship with attitude towards 
counterfeit purchase.

Country of origin effects and Purchase Intention
The impact of country of origin effects on purchase 
intention has been extensively studied since the 
1960s. Lee, Yun, and Lee (2005) revealed that 
many studies have been conducted on country of 
origin effects on consumer behaviour. Country 
of origin’ of a product has a greater influence on 
consumer purchase intention (Zeugner-Roth & 
Diamantopoulos, 2010). Lin and Chen (2006) also 
revealed a direct relationship between country 
of origin and purchase intention. It simply 
explains how people based their assessment on a 
product using the country of origin effect before 
a product purchase is made. Country of origin 
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has a greater influence on purchase intentions 
(Ghazali et al., 2008; Rezvani, Dehkordi, 
Rahman, Fouladivanda, Habibi and Eghtebasi, 
2012).It is clear from the extant literature above 
that, there is a relationship between country 
of origin effects and purchase intention of 
consumers. Therefore, it can be posited that:

H4: Country of origin effects has a 
significant positive relationship with 
consumers’ intention to make a purchase

Attitudes and Purchase Intention
The relationship between attitude and purchase 
intention has comprehensively been assessed 
in both marketing and management literature. 
The Theory of Reasoned Action which was 
propounded by Fishbein & Ajzen (1975) 
explains that attitude is positively correlated 
with behavioral intentions. Singhapakdi (2004) 
observed that consumer’s attitude was likely 
to impinge on the probability of counterfeit 
products purchase among consumers. Matos et al. 
(2007) also found a positive relationship between 
the two. Persons with a complimentary attitude 
toward counterfeiting are more likely to make 
purchase than individuals with negative attitudes 
(Kim, 2009). Rahpeima,Vazifedost,Hanzaee, 
and Saeednia (2014) also observed a positive 
relationship between attitude towards counterfeit 
purchase and intention to make a purchase. The 
extant literature and the theory of Reasoned 
Action have both supported the existence 
of a positive relationship between attitudes 
towards the purchase of counterfeit as well as 
the purchase intention towards the purchase 
of counterfeit. Therefore, we hypothesise that:

H5:  Consumer attitude towards the purchase 
of counterfeit has a significant positive relationship 
with the intention to purchase counterfeit products.

lIterature reVIeW
The literature review presents the two theories that 
were used in grounding the study as well as the themes 
and key words that emerged from the study’s title.

Theoretical grounding
The theory of reasoned action was used to 
ground the current study.

Theory of Reasoned Action (TRA)
The study is grounded on the Theory of Reasoned 
Action (TRA).The theory was propounded by 
Fishbein and Ajzen (1975).It basically explains 
how attitudes towards performing a particular 
behaviour tend to be a predictor of the intention of 
that exact behaviour. In the current study, attitudes 
towards the purchase of counterfeits products 
were seen to be controlled by some subjective 
issues such as happiness, self-expression as well as 
amusement (Chiu, Hsieh, Chang, & Lee, 2009; Yoo 
& Lee, 2009). It then becomes clear that attitude 
towards the purchase of counterfeit products tend 
to be the forward planner of the intention to make 
a purchase. People who purchase counterfeit 
products already have a thought - which 
motivates them to have some intent towards 
the purchase before the actual purchase is done.

Deceptive and non - deceptive counterfeiting
The activities of Counterfeiting are put into 
two forms - the deceptive and non - deceptive 
counterfeiting (Chakraborty et al. 1996; 
Vida, 2007). Jungkeun, Jae-eun and Jongwon 
(2012) defined deceptive counterfeiting as 
circumstances in which consumers believe they 
have bought a real product when in actual sense 
it turned out to be counterfeit. On the other 
hand, a non-deceptive counterfeiting refers to a 
situation where consumers are absolutely aware 
that they are purchasing counterfeit products 
or goods (Gentry et al. 2006; Wilcox et al., 
2009; Heidarzadeh and Taghipourian, 2012). 
The current study relied on non - deceptive 
counterfeiting, where consumers go to the 
market purposely for purchasing goods or brands 
which they know are not the original products.

metHodologY
The study’s methodology is given in the 
subsequent pages.

Sample and data collection
A total of 413 respondents were sampled from the 
Kumasi Central Market as well as Asafo Market 
through purposive sampling and snowballing 
sampling techniques. The collection was done 
between December 2014 to January 2016. A total 
of 413 responses were obtained for the actual 
data analysis. In all, sixteen (16) wholesalers, 
twelve (12) retailers were interviewed whereas 
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three hundred and eighty – five purchasers were 
served with questionnaires. The emerging themes 
from the interview were: price, social influence, 
personal gratification as well as country of origin 
effects as the major reasons why consumers 
purchase counterfeit goods. The current study 
eliminated price which was common in the 
extant literature on counterfeit but resorted to 
other studies by Eisend and Schuchert-Güler 
(2006:14) Phau et al. (2009); Bian and Moutinho 

(2009) who observed that, price determinants 
were not the solely influencing factors that affect 
consumer attitude and purchase intent towards 
counterfeits of goods.  The themes were then 
adapted from other researchers, converted into 
questionnaires and tested statistically in assessing 
the non -price factors that encourage the purchase 
of counterfeit products in the Kumasi Metropolis. 

Measurement and questionnaire design

taBle 1: aCCuraCY statIstICs

research 
constructs

r - squared

    Value

Cronbach     
alpha       Cr aVe factor 

loadings

sI
SI1

0.000 0.645 0.806 0.583
0.717

SI2 0.861
SI3 0.703

Pg

PG1

0.000 O.772 0.833 0.505

0.505

PG2 0.723
PG3 0.690
PG4 0.770
PG5 0.824

Coo

COO1

0.000 0.872 0.907 0.662

0.822

COO2 0.810
COO3 0.804
COO4 0.772
COO5 0.859

at

AT1
0.464 0.757 0.842 0.572

0.748

AT2 0.772
AT3 0.765
AT4 0.739

PI
PI1

O.554 O.638 0.801 0.581
0.556

PI2 0.857
PI3 0.836
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Research scales were structured to suit the 
previous adapted works. Proper changes were 
made in aligning the current research context 
and purpose. Social influence measure used 
three constructs which were adapted from Ajzen, 
(1991). Country of origin effect employed five 
construct which were adapted from Han (1990).
Personal gratification measure used a five item 
scale which was adapted from Kambiz and Saeed 
(2012).Purchase intention used three items which 
were also adapted from Lee, Xiong and Hu (2012) 
while Attitude towards counterfeit purchase used 
a five item which were adapted from De Matos et 
al, (2007). The measurement items were measured 
on a seven point Likert scale that was anchored 
by 1 = strongly disagree to 7 = strongly agree.

Assessment of measurement model
Reliability and validity 

In this study, reliability was assessed using 
Cronbach alpha and Composite reliability 
(CR) as indicated in Table 2, the Chronbach’s 
alpha values ranged from 0.701 to 0.789 which 
exceeded the recommended threshold opined 
by Henseler et al. (2009:299). The CR values also 
ranged from 0.751 to 0.863 as shown in the same 
table. The study’s validity comprised: convergent 
validity and discriminant validity. Convergent 
Validity was assessed through the item factor 
loadings. Loadings that were less than 0.5 were 
deleted while those above were used for the 
study. The study’s discriminant validity was 
assessed using the Inter - construct correlation 
matrix by Fornell and Larcker (1981) as well 
as an average variance extracted value (AVE) 
exceeding 0.5.

The study’s analysis specified that, the 

taBle 2:  Inter-ConstruCt CorrelatIon matrIX

Variables at Coo Pg PI sI
Attitude (AT) 0.756
Country of origin (COO) 0.674 0.814
Personal gratification (PG) 0.374 0.425 0.711
Personal Intention (PI) 0.571 0.738 0.557 0.762
Social influence (SI) 0.292 0.326 0.657 0.504 0.763

Note: SI = Social influence; AT = Attitude towards counterfeit purchase; COO = Country of origin 
effect; PI = Purchase intention while PG = Personal gratification.

fIg 2: struCtural model results 
Note: SI = Social influence; AT = Attitude towards counterfeit purchase; COO = Country of origin 

effect; PI = Purchase intention while PG = Personal gratification.
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discriminant validity for the variables: Attitude 
(AT), Country of origin (COO), Personal 
gratification (PG), Personal Intention (PI) as 
well as the Social influence (SI) had satisfied 
Fornell - Lacker criterion where - the square root 
of the AVE for each of the individual construct 
was higher than the cross correlation between 
that particular construct and other constructs.

The study’s goodness of fit statistics (GOF) 
was calculated using a formula by Tenenhaus, 
Vinzi, Chatelin and Lauro, (2005), where the 
averages of the average variance extracted 
(AVE) was first multiplied by the averages 
of the R² value, after which the multiplied 
value was squared to determine the model fit.

GoF=√AVE*R²

 = √ 0.5805 * 0.509

 = √ 0.2955

 = 0.5436

The calculated global goodness of fit (GoF) 
was 0.5436, which exceeded the threshold 
of GoF > 0.36 recommended by Wetzels, 
Odekerken-Schröder and van Oppen (2009). 
Thus, the study therefore concluded that, 
the research model had a superior overall fit.

fIndIngs of tHe studY
The study’s Hypothesis (H1) posited a significant 
positive relationship between “Social influence” 
and “attitude”. The results shown in Figure 2 and 
Table 3 rejected the hypothesis with a positive and 
insignificant relationship of (0.201). This result 
posits the view that, an increased level of social 
influence among purchasers does not influence 

their attitude towards purchasing of counterfeit 
products. Hypothesis 2 (H2) forecasted that, 
an increased levels of personal gratification 
augments the purchase attitude towards 
counterfeit purchase. The results shown in Figure 
2. and Table 3. again rejected the hypothesised 
relationship with (0.479) . The finding therefore 
showed that personal gratification on the 
consumers’ part does not influence their attitude 
towards making a purchase. Hypothesis 3 
(H3) posited a significant positive relationship 
between country of origin effect and attitude. 
The results showed a positive and significant 
relationship (6.236) and therefore supported the 
theorized relationship. These results underscored 
the role of country of origin effect on the 
attitude towards counterfeit purchase in Ghana. 
Hypothesis 4 projected that, an increased levels 
of country of origin effect influences the purchase 
intention towards counterfeit purchase. The 
results supported the hypothesised relationship 
with (6.323). The finding therefore showed that 
country of origin effect has a greater influence 
on consumers purchase intention. Hypothesis 
5 posited a significant positive relationship 
between attitude and purchase intention. The 
finding rejected the stated hypothesis with a 
t-statistic value of (1.036) which showed that 
there was no relationship between attitude 
towards counterfeit purchase and consumers’ 
intention to purchase counterfeit product.

dIsCussIon of tHe studY’s fIndIngs
This current study sought to assess the influence 
of non - price factors on counterfeit purchase 
among consumers in the Kumasi metropolis of 
Ghana. The findings of the study showed that, 
country of origin effect was a key element towards 
the influence of consumer in the metropolis 

taBle 3:  results of struCtural eQuatIon model analYsIs

study’s hypothesis Hypothesis 
outcome

Path 
coefficients t - statistics supported / 

rejected
SI ▶ AT H1 0.029  0.201         Rejected
PG ▶ AT H2 0.088 0.479 Rejected 
COO ▶ AT H3 0.627 6.236 Supported
COO ▶ PI H4 0.646 6.323 Supported
AT▶ PI H5 0.136 1.036        Rejected
Note: SI = Social influence; AT = Attitude towards counterfeit purchase; COO = Country of origin 

effect; PI = Purchase intention while PG = Personal gratification.
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in purchasing counterfeit products other than 
consumers being influenced socially as well as the 
satisfaction of their personal gratification. The 
result is in consistent with Phau et al. (2009); Bian 
and Moutinho (2009) who posited that, price 
determinants were not the solely influencing 
cause that influence consumer attitudes and 
Purchase intention towards counterfeits of 
goods. It simply explains that people purchase 
counterfeits products not because of price but 
specifically based on the country the product 
was manufactured from. It was again revealed 
from the interview that, consumer products from 
the United States, United Kingdom, Australia 
and other western countries were all seen to be 
original while products from the Asian countries 
- specifically China were seen to be counterfeit 
or of low in quality. According to Fishbein and 
Ajzen (1975), the theory of Reasoned Action 
explained that attitudes towards performing 
a particular behaviour tend to be a forecaster 
of the intention of that behaviour. It provides 
credence to the fact that, attitude towards 
the western activities by many Africans and 
Ghanaian seeing products from America and 
the West being superior and of high quality had 
led to a predisposition to purchase products that 
are purported to have been manufactured from 
the western countries other than countries in 
Africa. The main concern of the respondents 
was the “made in” ideology before purchases are 
made. It was also evident from the findings that 
there was no relationship towards the attitude of 
consumers to purchase counterfeit products and 
their intent to purchase counterfeit products. 

ImPlICatIons of tHe studY
The current study makes essential academic and 
practical contributions to the non - deceptive 
counterfeiting activities in literature and practice. 
First, the current study becomes one of the 
pioneering researches on non - price factors 
on consumer goods which is relatively scant in 
the academic literature - especially in Africa. 
Moreover, excessive concentration on country of 
origin effects in buying and selling of consumer 
goods have led to the proliferation of counterfeit 
products on the major markets in the various 
cities in Africa. Consumers’ attitude towards 
counterfeit purchase are currently not influenced 
by their social environment and their personal 

satisfaction or gratification but heavily relied on 
other countries products. Finally, the findings of 
the current study are expected to augment the 
fight against activities of counterfeit in Africa and 
Ghana for that matter. Counterfeiting activities 
are expected to be fought from the “inside - 
out” rather than from the “out -side in”. It was 
observed from the interview that, unregistered 
manufacturers were making many of the 
consumer products in Ghana - with a brand tag 
that many of the products were manufactured 
from the western countries. The various law 
enforcement agencies ought to intensify the fight 
within and then also from the various borders.

ConClusIon
The study contributes to literature on non-
deceptive counterfeiting of consumer product 
purchases in both management and marketing. 
It also addresses an essential issue pertaining to 
counterfeiting, imitation and their description. 
Relying on the conventional perception that, 
price was the main rationale behind the purchase 
of counterfeit, this paper has made it evident 
that, purchasing counterfeit consumer products 
strongly relied on “ made in country concept” 
other than the influence from societies and the 
personal gratification on consumers ego. The 
results had showed a foremost labelling schema 
based on country of origin effect towards the 
purchase of consumer counterfeit products. 

lImItatIon and future studY
The study provides substantial contributions 
to the literature on non – price factors on 
consumer counterfeit purchase. However, it 
is not free from limitations. First, the study 
used a sample of purchasers from a limited 
geographical area, namely Kumasi – a region 
out of ten. In addition, the study used non-
probability sampling techniques – whose 
generalisation to the wider population in Ghana 
cannot be made. Future studies are expected to 
increase the sample to cater for all the regions for 
generalisation to be made while a study on only 
price and country of origin effect on consumer 
counterfeit purchase ought to be investigated.
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  𝑦𝑦 ∊ {0, 1}
∊

 𝑎𝑎 = 1
𝑎𝑎 = 0

𝑎𝑎 = 1

𝜽𝜽 𝜃𝜃𝑖𝑖𝑖𝑖 = 𝑃𝑃(𝑆𝑆 =
𝑖𝑖, 𝑌𝑌 = 𝑗𝑗|𝜽𝜽 𝜽𝜽
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𝜽𝜽

(𝑆𝑆, 𝑌𝑌)
𝑌𝑌

(𝑆𝑆, 𝑌𝑌)
𝑌𝑌

𝜑𝜑

𝜑𝜑,

(𝑆𝑆, 𝑌𝑌)

𝜃𝜃𝑖𝑖𝑖𝑖 = 𝑃𝑃(𝑆𝑆 = 𝑖𝑖, 𝑌𝑌 = 𝑗𝑗|𝜽𝜽)
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𝑆𝑆 − 𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐 𝑐𝑐𝑐𝑐𝑠𝑠𝑠𝑠 𝑚𝑚𝑐𝑐𝑚𝑚𝑠𝑠𝑚𝑚𝑐𝑐𝑐𝑐𝑚𝑚𝑐𝑐𝑚𝑚𝑐𝑐 𝑠𝑠𝑐𝑐𝑠𝑠𝑐𝑐𝑐𝑐,  
𝑌𝑌 − 𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐 𝑐𝑐𝑐𝑐𝑠𝑠𝑠𝑠
𝜽𝜽 = (𝜃𝜃10, 𝜃𝜃11, 𝜃𝜃20, 𝜃𝜃21, … … … 𝜃𝜃𝑟𝑟0, 𝜃𝜃𝑟𝑟1) =
(𝜃𝜃𝑖𝑖𝑖𝑖) 𝜃𝜃𝑖𝑖𝑖𝑖 ≥ 0, ∀𝑐𝑐, 𝑗𝑗 𝑚𝑚𝑚𝑚𝑐𝑐 ∑ 𝜃𝜃𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖 = 1

(𝑆𝑆, 𝑌𝑌)
𝜽𝜽

𝐷𝐷(𝜶𝜶)
𝜶𝜶 =
(𝛼𝛼10, 𝛼𝛼11, 𝛼𝛼20, 𝛼𝛼21, … … … … … . . 𝛼𝛼𝑟𝑟0, 𝛼𝛼𝑟𝑟1)

𝑝𝑝(𝜃𝜃) = ∏ ∏ Γ(𝛼𝛼)
Γ(𝛼𝛼𝑖𝑖𝑖𝑖)

𝑖𝑖=0,1

𝑟𝑟

𝑖𝑖=1
𝜃𝜃𝑖𝑖𝑖𝑖

𝛼𝛼𝑖𝑖𝑖𝑖−1

𝛼𝛼𝑖𝑖𝑖𝑖 ≥ 0 𝛼𝛼 = ∑ 𝛼𝛼𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖
𝐸𝐸(𝜃𝜃𝑖𝑖𝑖𝑖) = 𝑝𝑝(𝑆𝑆 = 𝑐𝑐, 𝑌𝑌 =

𝑗𝑗) =  𝛼𝛼𝑖𝑖𝑖𝑖
𝛼𝛼

𝑉𝑉𝑚𝑚𝑐𝑐(𝜃𝜃𝑖𝑖𝑖𝑖) = 𝐸𝐸(𝜃𝜃𝑖𝑖𝑖𝑖){1−𝐸𝐸(𝜃𝜃𝑖𝑖𝑖𝑖)}
𝛼𝛼+1

𝑝𝑝(𝑆𝑆 = 𝑐𝑐, 𝑌𝑌 =
𝑗𝑗). 𝑉𝑉𝑚𝑚𝑐𝑐(𝜃𝜃𝑖𝑖𝑖𝑖)

𝛼𝛼, 𝐸𝐸(𝜃𝜃𝑖𝑖𝑖𝑖)
𝛼𝛼

(𝑆𝑆, 𝑌𝑌)

𝑆𝑆 𝑌𝑌 𝑐𝑐 𝑐𝑐

(𝑌𝑌|𝑠𝑠 = 𝑐𝑐) (𝑆𝑆|𝑦𝑦 = 𝑗𝑗)

𝛼𝛼𝑖𝑖𝑖𝑖 = 0 𝛼𝛼𝑖𝑖𝑖𝑖 = 1

  𝜽𝜽 =
(𝜃𝜃10, 𝜃𝜃11, 𝜃𝜃20, 𝜃𝜃21, … … … , 𝜃𝜃𝑟𝑟0, 𝜃𝜃𝑟𝑟1)~𝐷𝐷(𝜶𝜶) 
𝜶𝜶 = (𝛼𝛼10, 𝛼𝛼11, 𝛼𝛼20, 𝛼𝛼21, … … … , 𝛼𝛼𝑟𝑟0, 𝛼𝛼𝑟𝑟1)

𝑐𝑐 = 1, 2, 3 … … … … , 𝑐𝑐 𝑗𝑗 = 0, 1
𝑝𝑝(𝑆𝑆) = 𝜃𝜃𝑖𝑖+ = ∑ 𝜃𝜃𝑖𝑖𝑖𝑖

𝑖𝑖
 𝑝𝑝(𝑌𝑌) = 𝜃𝜃+𝑖𝑖 = ∑ 𝜃𝜃𝑖𝑖𝑖𝑖

𝑖𝑖

𝑝𝑝(𝑌𝑌 = 𝑗𝑗|𝑆𝑆 = 𝑐𝑐) = 𝜃𝜃𝑖𝑖|𝑖𝑖 = 𝜃𝜃𝑖𝑖𝑖𝑖
𝜃𝜃𝑖𝑖+

𝑝𝑝(𝑆𝑆 = 𝑐𝑐|𝑌𝑌 = 𝑗𝑗) = 𝜃𝜃𝑖𝑖|𝑖𝑖 = 𝜃𝜃𝑖𝑖𝑖𝑖
𝜃𝜃+𝑖𝑖

𝛼𝛼𝑖𝑖+ = ∑ 𝛼𝛼𝑖𝑖𝑖𝑖𝑖𝑖 ,      𝑚𝑚𝑚𝑚𝑐𝑐      𝛼𝛼+𝑖𝑖 = ∑ 𝛼𝛼𝑖𝑖𝑖𝑖𝑖𝑖

 𝜽𝜽𝑰𝑰 = (𝜃𝜃1+, 𝜃𝜃2+, … … … , 𝜃𝜃𝑟𝑟+)~𝐷𝐷(𝜶𝜶𝑰𝑰), 
𝜶𝜶𝑰𝑰 = (𝛼𝛼1+, 𝛼𝛼2+, … … , 𝛼𝛼𝑟𝑟+)
𝜽𝜽𝑱𝑱 = (𝜃𝜃+0, 𝜃𝜃+1)~𝐷𝐷(𝜶𝜶𝑱𝑱)
𝜶𝜶𝑱𝑱 = (𝛼𝛼+0, 𝛼𝛼+1)
𝜽𝜽𝑰𝑰|𝒋𝒋 = (𝜃𝜃1|𝑖𝑖, 𝜃𝜃2|𝑖𝑖, 𝜃𝜃3|𝑖𝑖, … . , 𝜃𝜃𝑟𝑟|𝑖𝑖)~𝐷𝐷(𝜶𝜶𝑰𝑰|𝒋𝒋)
𝜶𝜶𝑰𝑰|𝒋𝒋 = (𝛼𝛼1|𝑖𝑖, 𝛼𝛼2|𝑖𝑖, … … . , 𝛼𝛼𝑟𝑟|𝑖𝑖)
𝜽𝜽𝑱𝑱|𝒊𝒊 = (𝜃𝜃0|𝑖𝑖, 𝜃𝜃1|𝑖𝑖)~𝐷𝐷(𝜶𝜶𝑱𝑱|𝒊𝒊), 𝜶𝜶𝑱𝑱|𝒊𝒊 = (𝛼𝛼0|𝑖𝑖, 𝛼𝛼1|𝑖𝑖)

𝐶𝐶

𝐶𝐶𝑜𝑜𝑜𝑜𝑜𝑜 𝐶𝐶𝑚𝑚𝑖𝑖𝑜𝑜 𝐶𝐶𝑜𝑜𝑜𝑜𝑜𝑜
𝐶𝐶𝑚𝑚𝑖𝑖𝑜𝑜

𝐶𝐶 = 𝐶𝐶𝑜𝑜𝑜𝑜𝑜𝑜 ∪ 𝐶𝐶𝑚𝑚𝑖𝑖𝑜𝑜
𝐶𝐶 𝐶𝐶𝑝𝑝

𝐶𝐶𝑝𝑝 = 𝐶𝐶𝑜𝑜𝑜𝑜𝑜𝑜 ∪ 𝐶𝐶𝑚𝑚𝑖𝑖𝑜𝑜𝑝𝑝 𝐶𝐶𝑚𝑚𝑖𝑖𝑜𝑜𝑝𝑝

𝐶𝐶𝑚𝑚𝑖𝑖𝑜𝑜.
𝐶𝐶

𝐶𝐶𝑜𝑜𝑜𝑜𝑜𝑜 𝑚𝑚𝑖𝑖𝑖𝑖
𝑚𝑚𝑖𝑖

𝑚𝑚 = ∑ 𝑚𝑚𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖
𝐶𝐶𝑜𝑜𝑜𝑜𝑜𝑜

𝑚𝑚 = ∑ 𝑚𝑚𝑖𝑖𝑖𝑖
𝐶𝐶𝑚𝑚𝑖𝑖𝑜𝑜 𝐶𝐶

 𝑚𝑚 + 𝑚𝑚
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𝑟𝑟 × (𝑐𝑐 + 1)

(𝑐𝑐 + 1)𝑡𝑡ℎ
𝑆𝑆

𝑌𝑌𝑜𝑜𝑜𝑜𝑜𝑜 𝑌𝑌𝑚𝑚𝑚𝑚𝑜𝑜𝑜𝑜

𝑛𝑛10
𝑛𝑛11
𝑛𝑛20
𝑛𝑛21
𝑛𝑛30
𝑛𝑛31

𝑛𝑛𝛿𝛿0
𝑛𝑛𝛿𝛿1

𝑛𝑛𝑟𝑟0
𝑛𝑛𝑟𝑟1

𝑚𝑚1

𝑚𝑚2

𝑚𝑚3

𝑚𝑚𝛿𝛿

𝑚𝑚𝑟𝑟

Ɵ

𝐶𝐶

𝑃𝑃(𝑌𝑌 = 𝑗𝑗|𝑆𝑆 = 𝑖𝑖|𝐶𝐶) 

𝑝𝑝°(𝑗𝑗|𝑖𝑖) = 𝛼𝛼𝑖𝑖𝑖𝑖+𝑛𝑛𝑖𝑖𝑖𝑖
𝛼𝛼𝑖𝑖++𝑛𝑛𝑖𝑖++𝑚𝑚𝑖𝑖

≤  𝑃𝑃(𝑌𝑌 = 𝑗𝑗|𝑆𝑆 = 𝑖𝑖|𝐶𝐶) ≤
𝛼𝛼𝑖𝑖𝑖𝑖+𝑛𝑛𝑖𝑖𝑖𝑖+𝑚𝑚𝑖𝑖
𝛼𝛼𝑖𝑖++𝑛𝑛𝑖𝑖++𝑚𝑚𝑖𝑖

= 𝑝𝑝°(𝑗𝑗|𝑖𝑖)

𝛼𝛼𝑚𝑚+ = ∑ 𝛼𝛼𝑚𝑚𝑖𝑖𝑖𝑖 𝑛𝑛𝑚𝑚+ = ∑ 𝑛𝑛𝑚𝑚𝑖𝑖𝑖𝑖

𝑐𝑐 = 2

𝜃𝜃𝐽𝐽|𝑚𝑚|𝑆𝑆

𝑃𝑃(𝑌𝑌 = 𝑗𝑗|𝑌𝑌 =? , 𝑋𝑋 = 𝑖𝑖, 𝜑𝜑, 𝜽𝜽) = 𝜑𝜑𝑖𝑖|𝑚𝑚,        
∑ 𝜑𝜑𝑖𝑖|𝑚𝑚 = 1𝑖𝑖 𝑖𝑖

𝑃𝑃(𝑌𝑌 = 𝑗𝑗|𝑆𝑆 = 𝑖𝑖|𝐶𝐶) = 𝑝𝑝°(𝑗𝑗|𝑖𝑖) 𝜑𝜑𝑖𝑖|𝑚𝑚

𝑃𝑃(𝑌𝑌 = 𝑗𝑗|𝑆𝑆 = 𝑖𝑖|𝐶𝐶) = 𝑝𝑝°(𝑗𝑗|𝑖𝑖) 1 − 𝜑𝜑𝑖𝑖|𝑚𝑚
𝑝𝑝𝑗𝑗|�̂�𝑖

[𝑝𝑝°(𝑗𝑗|𝑖𝑖), 𝑝𝑝°(𝑗𝑗|𝑖𝑖)]

𝑝𝑝𝑗𝑗|𝑖𝑖 ̂ = 𝜑𝜑(𝑗𝑗|𝑖𝑖)𝑝𝑝°(𝑗𝑗|𝑖𝑖) + (1 − 𝜑𝜑(𝑗𝑗|𝑖𝑖))
𝑝𝑝°(𝑗𝑗|𝑖𝑖) = 𝛼𝛼𝑖𝑖𝑖𝑖+𝑛𝑛𝑖𝑖𝑖𝑖+𝜑𝜑𝑖𝑖|𝑖𝑖𝑚𝑚𝑖𝑖

𝛼𝛼𝑖𝑖++𝑛𝑛𝑖𝑖++𝑚𝑚𝑖𝑖
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𝑃𝑃(𝑌𝑌𝑚𝑚𝑚𝑚𝑚𝑚𝑚𝑚, 𝑌𝑌𝑜𝑜𝑜𝑜𝑚𝑚)
= 𝑃𝑃(𝑌𝑌𝑜𝑜𝑜𝑜𝑚𝑚|𝑌𝑌𝑚𝑚𝑚𝑚𝑚𝑚𝑚𝑚)𝑃𝑃(𝑌𝑌𝑚𝑚𝑚𝑚𝑚𝑚𝑚𝑚)                               (6)

𝑊𝑊𝑊𝑊𝑊𝑊 = 𝑙𝑙𝑙𝑙 (𝐷𝐷𝑚𝑚𝑚𝑚𝐷𝐷𝐷𝐷𝑚𝑚𝑜𝑜𝐷𝐷𝐷𝐷𝑚𝑚𝑜𝑜𝐷𝐷  𝑜𝑜𝑜𝑜 𝑔𝑔𝑜𝑜𝑜𝑜𝑔𝑔𝑚𝑚
𝐷𝐷𝑚𝑚𝑚𝑚𝐷𝐷𝐷𝐷𝑚𝑚𝑜𝑜𝐷𝐷𝐷𝐷𝑚𝑚𝑜𝑜𝐷𝐷 𝑜𝑜𝑜𝑜 𝑜𝑜𝑏𝑏𝑔𝑔𝑚𝑚 ) =

ln (𝑃𝑃(𝑣𝑣𝑏𝑏𝑣𝑣𝐷𝐷𝑣𝑣=𝑔𝑔𝑜𝑜𝑜𝑜𝑔𝑔)
𝑃𝑃(𝑣𝑣𝑏𝑏𝑣𝑣𝐷𝐷𝑣𝑣=𝑜𝑜𝑏𝑏𝑔𝑔) )
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𝑊𝑊𝑊𝑊𝑊𝑊 ≈ 0
𝑊𝑊𝑊𝑊𝑊𝑊 > 0 𝑊𝑊𝑊𝑊𝑊𝑊 < 0.

𝐼𝐼𝐼𝐼 = ∑(𝐷𝐷𝐷𝐷𝐷𝐷𝐷𝐷(𝐺𝐺𝐺𝐺𝐺𝐺𝐺𝐺) − 𝐷𝐷𝐷𝐷𝐷𝐷𝐷𝐷(𝐵𝐵𝐵𝐵𝐺𝐺)) ∗ 𝑊𝑊𝐺𝐺𝑊𝑊

𝐼𝐼𝐼𝐼 > 0.5

𝐼𝐼𝐼𝐼 < 0.1
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𝑦𝑦 = 1

𝑃𝑃(𝑌𝑌 = 𝑗𝑗|𝑆𝑆 = 𝑖𝑖)

𝛼𝛼𝑖𝑖𝑖𝑖 = 0
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𝐼𝐼𝐼𝐼 ≥ 0.5
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𝜑𝜑𝑗𝑗|𝑖𝑖
𝐵𝐵𝐵𝐵𝐵𝐵 𝑟𝑟𝑟𝑟𝑟𝑟𝑟𝑟 = 0.010836𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆 − 0.0167039

𝑅𝑅2 = 0.7471

𝜑𝜑𝑗𝑗|𝑖𝑖

-1.5

-1

-0.5

0

0.5

1

1.5

2

2.5

1 2 3 4 5 6 7

WOE

WOE
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𝐵𝐵𝐵𝐵𝐵𝐵 𝑟𝑟𝑟𝑟𝑟𝑟𝑟𝑟 = 0.001398𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆 − 0.0827607
𝑅𝑅2 = 0.5346

𝛼𝛼𝑖𝑖𝑖𝑖 = 0 𝑖𝑖 𝑗𝑗

𝜶𝜶𝒊𝒊𝒊𝒊 𝜶𝜶𝒊𝒊+ 𝒏𝒏𝒊𝒊𝒊𝒊 𝒏𝒏𝒊𝒊+ im 𝝋𝝋𝒊𝒊𝒊𝒊 𝒑𝒑𝒊𝒊�̂�𝟏

𝜶𝜶𝒊𝒊𝒊𝒊 𝜶𝜶𝒊𝒊+ 𝒏𝒏𝒊𝒊𝒊𝒊 𝒏𝒏𝒊𝒊+ im 𝝋𝝋𝒊𝒊𝒊𝒊 𝒑𝒑𝒊𝒊�̂�𝟏
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𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴
𝐸𝐸𝐴𝐴𝐴𝐴𝐸𝐸𝐴𝐴 𝐴𝐴𝐴𝐴𝑟𝑟𝑟𝑟
𝑆𝑆𝑟𝑟𝑆𝑆𝑆𝑆𝑆𝑆𝑟𝑟𝑆𝑆𝑆𝑆𝑆𝑆𝑟𝑟𝐴𝐴

𝑆𝑆𝑆𝑆𝑟𝑟𝐴𝐴𝑆𝑆𝑆𝑆𝑆𝑆𝐴𝐴𝑆𝑆𝑟𝑟𝐴𝐴

𝑃𝑃𝐴𝐴𝑟𝑟𝐴𝐴𝑆𝑆𝑆𝑆𝑆𝑆𝐸𝐸𝑆𝑆
𝑅𝑅𝑟𝑟𝐴𝐴𝐴𝐴𝑅𝑅𝑅𝑅

𝐹𝐹1 − 𝑆𝑆𝐴𝐴𝐸𝐸𝐴𝐴𝑟𝑟
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𝐹𝐹1 − 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠
𝐹𝐹1 − 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠

𝐹𝐹1 − 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠

𝐹𝐹1 − 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠  
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𝜶𝜶𝒊𝒊𝒊𝒊 = 𝟎𝟎 𝜶𝜶𝒊𝒊𝒊𝒊 = 𝟏𝟏

𝜶𝜶𝒊𝒊𝒊𝒊 = 𝟎𝟎 𝜶𝜶𝒊𝒊𝒊𝒊 =
𝟏𝟏
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aBstraCt
This study set out to investigate whether 
demographics have an impact on SME owners’ 
attitude toward the outcomes of an Environmental 
Management System (EMS) and their level of 
implementation of such a system. A quantitative 
research approach was adopted and a survey 
methodology used to collect and analyse data from 
a sample of 150 SME. A structured questionnaire 
was employed. Four hypotheses were formulated 
and tested in this study. The results revealed 
that SME owners’ age influence their attitude 
toward the direct outcomes of an EMS as 
well as formal and informal implementation 
of an EMS. Size of the business significantly 
influenced SME owners’ attitude toward the 
indirect outcomes of an EMS and formal 
implementation of an EMS. It is recommended 
that environmental education initiatives and 
EMS marketing should be directed at older 
individuals to cultivate more positive attitudes 
toward an EMS and encourage implementation. 
Incentives and assistance to smaller SMEs is 
needed to enable them to implement formal 
EMSs and EMS developers should consider 
designing simple, less resource intensive EMSs.

Keywords: small and medium-size enterprises 
(sme), environmental management systems 
(ems), demographic variables, empirical

IntroduCtIon
Environmental issues such as resource depletion, 
loss of biodiversity, reduced ecosystem integrity, 
and climate change are likely to present some 
of the most complex and significant managerial 
challenges of the twenty‐first century (Brammer, 

Hoejmose & Marchant 2012). All businesses, 
regardless of their size, activity or scope, generate 
environmental problems to a greater or lesser 
degree, and as such must meet the challenge 
of complying with the requirements of the 
natural environment in which they operate 
(Sanchez-Medina, Romero-Quintero and 
Sosa-Cabrera, 2014). Thus the responsibility 
of responding to environmental issues is not 
limited to government and large businesses. In 
fact, in most economies, Small and Medium-
sized Enterprises (SMEs) represent the largest 
proportion of economic activity (Brammer et 
al., 2012; Klewitz & Hansen, 2013; Kuada, 2014). 

Although a single SME might not represent a 
substantial threat to the natural environment, 
overall, all SMEs could have a larger impact 
on the environment than large businesses 
(Brammer et al., 2012). Understanding why 
and how businesses, especially SMEs, engage 
in environmental management is of increasing 
interest and importance to both academics 
and practitioners (Elkington, 1997; Holliday, 
Schmidheiny & Watts, 2002; Laszlo, 2003; 
Dunphy, Griffiths & Benn, 2007). Researchers 
have thus investigated environmental attitudes 
and practices of SMEs and their precursors, 
such owner and organisational characteristics. 
These studies (such as Schaper, 2002; McKeiver 
& Gadenne, 2005; Brammer et al., 2012; and 
Sanchez-Medina et al., 2014) highlight the 
importance of owner and organisational 
characteristics and has provided evidence that 
these characteristics are vital in understanding 
environmental management in SMEs. Much of 
the research, however, has been concentrated in 
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developed Western regions such as Europe and 
the United States of America (Georg & Hoffman, 
2013) and is lacking in the South African 
context. Research has also tended to focus on the 
prediction of environmental performance in large 
businesses, resulting in a lack of attention to SMEs 
(Dyer & Whetten, 2006). Given this, the purpose 
of this study is to investigate whether selected 
demographic variables (gender, age, education, 
size of business and business sector) influence 
SME owners’ attitude toward the outcomes of an 
environmental management system (EMS) and 
their level of implementation of such a system.

The next section of this paper provides an 
overview of EMSs, attitudes towards an EMS 
and demographic variables. This enables the 
development of a hypothesised framework. 
Thereafter the research design and results will be 
provided.

Environmental management systems (EMSs)
Garrod and Chadwick (1996) identified a number 
of environmental management tools used by 
organisations. These tools include environmental 
reviews, environmental policies, environmental 
audits, clean technology, and product or 
process life-cycle assessments.  However, the 
most popular tool used to manage a business’s 
environmental impact is an EMS. Spellerberg, 
Buchan and Englefield (2004) defined an EMS as a 
formalised, co-ordinated process or structure that 
assists businesses to address their environmental 
effects by way of policy development and 
implementation, allocation of responsibilities 
and resources, and the continual improvement of 
practices and performance based on monitoring 
and evaluation. Darnall, Jolley, and Handfield 
(2008) support this definition by asserting 
that an EMS consists of a collection of internal 
policies, assessments, plans, and implementation 
actions that affect the business as a whole and 
its relationships with the natural environment. 
Rowland-Jones, Pryde and Cresser (2005) state 
that an EMS requires a business to identify and 
register its environmental effects, while promoting 
continual environmental improvement. 

An EMS has become an essential part of the daily 
activities of a business and is an important tool 
to guide the implementation of environmental 

planning, tasks, and operational, management, 
and conformance standards in businesses. It is 
also increasingly becoming a legal requirement 
(The Aldo Leopold Institute, 2009). A different 
view is held by Spellerberg et al. (2004), who 
believe that a formal EMS is not vital to attain 
enhanced environmental performance. They 
argue that only an environmental policy that 
is supported, implemented, and continuously 
improved by a committee or task force is 
essential, suggesting a far less formal approach 
to an EMS. For the purposes of this study, an 
EMS will be defined as an integrated, formalised, 
co-ordinated process or structure that includes 
a collection of internal policies, assessments, 
plans, and implementation actions, to reduce 
the impact of a business on the environment.

Implementation actions can occur in a formal 
or an informal manner. According to McKeiver 
and Gadenne (2005:514) formal implementation 
of an EMS involves participating in a formal 
certification process (such as ISO 14001) and 
informal implementation of an EMS is reflected 
through waste management, reductions in 
raw material usage, environmental marketing 
and support for environmental causes.

Attitudes toward an environmental 
management system
According to Ajzen (1991), Martín-Peña, Diaz-
Garrido, Sanchez-Lopez and Sánchez-López 
(2010) and Cordano, Marshall and Silverman 
(2010) an individual’s attitude is the degree to 
which a person has a favourable or unfavourable 
evaluation or appraisal of certain behaviour 
and its associated consequences. Roxas and 
Coetzer (2012:463) defined an SME owner’s 
attitudes toward the natural environment as his/
her “overall stance to ignore or respond with 
pro-environmental intent to important issues 
and problems concerning one’s immediate 
natural environment”. In this study, the attitude 
of a SME owner toward the outcomes of an 
EMS is understood as the degree to which 
the owner has a favourable or unfavourable 
evaluation or appraisal of implementing 
such a system. In essence, this attitude will 
be determined by the owner’s evaluation 
of the outcomes of implementing an EMS.
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The outcomes of an EMS can be directly 
related to the implementation of such a 
system (direct outcomes) or it can be indirect 
outcomes. For the purpose of this study, direct 
outcomes include reductions in the business’ 
environmental impact and environmental 
costs as well as compliance with environmental 
legislation. Indirect outcomes are those that are 
not directly related to the implementation of 
an EMS, such as enhancements in reputation, 
customer satisfaction and quality management.

Demographic variables – individual and 
organisational characteristics
According to Fransson and Garling (1999), 
numerous studies have investigated the impact of 
demographic variables on environmental concern 
and practices. These authors discuss a number 
of hypotheses that have been tested in the past. 
Table 1 provides a summary of demographics’ 
impact on environmental attitudes and behaviour

Table 1 and the literature overview assisted 
in the development of a hypothesised 
framework as shown in Figure 1.

Figure 1 depicts the following hypotheses:

•	 H1: Demographic variables influence SME 
owners’ attitudes toward the direct outcomes  
of an EMS

•	 H2: Demographic variables influence SME 
owners’ attitudes towards the indirect 
outcomes of an EMS implementation

•	 H3: Demographic variables influence SME 
owners’ formal implementation of an EMS 

•	 H4: Demographic variables influence SME 

owners’ informal implementation of an EMS 
Research design
In this study, a quantitative research approach was 
adopted. More specifically, a survey methodology 
was used to collect and analyse quantitative data 
from a sample of SME owners in the Eastern Cape. 
As a sample frame is a common problem in SME 
research, Collis and Hussey (2014:131) suggest 
that researchers confine their investigations to a 
particular location. Thus the present research was 
confined to a Metropolitan Area in the Eastern 
Cape. In addition, to minimise response bias, 
businesses had to meet certain criteria to be able 
to participate in the study. Thus criterion sampling 
was used to select respondents. In this study:

•	 The SME had to be in operation for at least 
one year.

•	 The SME had to employ fewer than 200 full-
time employees.

•	 The respondent had to be the current owner 
of the business.

•	 The owner had to be actively involved in the 
management of the business.

•	 The SME had to have an EMS (formal or 
informal) in place.

 
Data collection
A structured questionnaire was distributed to 
150 SMEs in the Eastern Cape who complied 
with the set criteria. The sample size was deemed 
adequate as it meets the minimum observation to 
variables criteria (5:1) prescribed by Hair, Black, 
Babin and Anderson (2014) for multivariate 
analysis. The questionnaire consisted of a 
covering letter and two sections. The covering 

fIgure 1: HYPotHesIsed frameWorK of tHe studY
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taBle 1: summarY of tHe ImPaCt of demograPHIC VarIaBles on enVIronmental 
ConCerns and PraCtICe

Variable main findings authors

Gender

Gender produced ambiguous results for 
environmental attitudes and actions

Acrucy and Christianson (1990); 
Stern, Dietz and Kalof (1993); Stern, 
Dietz, Kalof and Guagnano (1995); 
Fransson and Garling (1999)

Ecologically conscious consumers typically 
female in Portugal

Akehurst, Afonso and Gonçalves, 
(2012)

Female Chinese consumers exhibited more 
private sphere environmental behaviours (e.g. 
recycling at home) than males, but no difference 
in public sphere behaviours (e.g. participating in 
protests)

Xiao and Hong (2016)

Australian SME owners’ gender had no influence 
on level of EMS implementation McKeiver and Gadenne (2005)

Female SME owners had more favourable 
attitude toward EMS in Grand Canaria Island Sanchez-Medina et al. (2014)

Age

Younger individuals more concerned about 
environmental degradation

Van Liere and Dunlap (1981); Acrucy 
and Christianson (1990); Howell and 
Laska (1992); Nord, Luloff and Bridger 
(1998); Fransson and Garling (1999)

Age did not influence ecologically conscious 
consumer behaviour Akehurst et al. (2012)

Younger SME owners displayed more positive 
environmental attitudes, but not greater 
environmental performance

Schaper (2002); Gadenne, Kennedy 
and McKiever (2009)

Younger SME owners displayed higher level of 
informal EMS implementation McKeiver and Gadenne (2005)

Education

Environmental concern positively related to 
education

Van Liere and Dunlap (1980, 1981); 
Black, Stern and Elworth (1985); 
Acrucy and Christianson (1990); 
Howell and Laska (1992); Nord et al. 
(1998)

Education did not influence environmental 
attitudes of SME owners

Schaper (2002); Gadenne et al. (2009); 
Sanchez-Medina et al. (2014)

Highly educated SME owners implemented more 
formal EMSs McKeiver and Gadenne (2005)

Size of 
business

Larger businesses more likely to implement EMS

Martín-Peña et al. (2010); Brammer 
et al. (2012); Uhlaner, Berent-Braun, 
Jeurissen and De Wit (2012); Sanchez-
Medina et al. (2014)

No relationship between size of SME and level of 
EMS implementation McKeiver and Gadenne (2005)

Business 
Sector

Tangibility of sector influenced Dutch SMEs’ 
level of engagement in EMSs Uhlaner et al. (2012)

Business sector did not influence environmental 
attitudes of SME owners Sanchez-Medina et al. (2014)

Business sector does not influence the level of 
EMS implementation in SMEs McKeiver and Gadenne (2005)
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letter explained the purpose of the study and the 
type of information requested. The covering letter 
also included an assurance of confidentiality 
and anonymity, as well as instructions on how 
to complete and return the questionnaire. 
A definition of an EMS was also provided. 

The questionnaire
Section A requested demographic information 
relating to both the individual respondents 
and their SME. Section B dealt with the 
implementation of an EMS and attitude toward 
implementing an EMS. These constructs were 
operationalised by consulting previous studies 
as well as several self-formulated items. Where 
necessary, the items were contextualised to make 
them more suitable for the present study. All 
statements dealing with the constructs in this 
study were measured using a 5-point Likert scale 
ranging from “Strongly disagree” to “Strongly 
agree”. Table 2 provides an overview of the 
items and constructs used in the questionnaire.

taBle 2: Items and ConstruCts used In tHe 
QuestIonnaIre

Construct scale 
items literature

The 
implementation 
of an EMS scale:

•	 Formal EMS 
practices

•	 Informal 
EMS 
practices

16 
items 

8 items

 
8 items

McKeiver and 
Gadenne (2005)

Attitude toward 
the outcomes of 
an EMS scale

9 items Hillary (2004); 
Kehbila, Jurgen, 

and Brent (2009); 
Hofmann, Theyel 
and Wood (2012); 
Sanchez-Medina 

et al. (2014)

For the purpose of this study, attitude towards 
the outcomes of an EMS is the degree to which 
a SME owner perceives the implementation of 
an EMS as enhancing customer satisfaction, 
quality management, the reputation of the 
business, employee morale, the financial 
position of the business and competitive 

advantage; ensuring compliance with 
environmental legislation; and reducing cost 
and the environmental impact of the business.

Questionnaire administration
Completed questionnaires were returned by the 
SME owners and examined for missing data. 
Questionnaires which had missing information 
for more than three of the items measuring 
the constructs in this study were discarded. Of 
the 150 questionnaires distributed, 91 usable 
questionnaires were returned, representing 
a response rate of 61 per cent. This figure 
conforms to Babbie and Mouton’s (2001:261) 
guideline for a good response rate and non-
response bias was not regarded as a problem in 
this study. The data was captured in an Excel 
spread sheet in preparation for data analysis. 
For questionnaires with three or fewer missing 
values, and where the respondents concerned 
could not be contacted to obtain the outstanding 
information, the researcher made use of the mean-
substitution approach to remedy the situation. 

Data analysis
In this study Exploratory Factor Analysis (EFA) was 
used to test the construct validity of the measuring 
instrument. Given the sample size, a minimum 
factor loading of 0.5 was used (Hair et al., 2014:21). 
Cronbach’s alpha coefficients were used to assess 
the internal reliability of a measuring instrument. 
For the purpose of this study a Cronbach’s alpha 
coefficient of greater than 0.70 was considered 
acceptable (Nunnally and Bernstein, 1994).

Once the psychometric properties of the 
measuring instrument were confirmed, it was 
analysed using appropriate methods. Descriptive 
statistics were calculated to summarise the 
data. These statistics included the mean and 
standard deviations. To test the hypotheses, 
Analysis of Variance (ANOVA) was applied. 
To identify pair wise differences in the means 
of different groups the post-hoc Scheffe test 
was undertaken. Practical significant was also 
measured by calculating Eta-squared values.

Research Results
The majority of respondents were male (78%) 
while only 22 per cent were female. In addition, 
37 per cent were between the ages of 40 and 49 
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years, followed by 21 per cent between the ages of 
50 and 59 years, and finally, 20 per cent between 
30 and 39 years of age. Most of the respondents 
had at least obtained a matric qualification. 
Sixteen per cent were in possession of a matric 
qualification, 37 per cent had obtained a National 
Diploma, and 24 per cent had completed a 
Bachelor’s Degree. The distribution for the 
tenure of the respondents reveals that 28 per 
cent, 35 per cent and 19 per cent had run their 
businesses for between five and nine years, 10 and 
19 years, and more than 20 years, respectively.

Demographic information pertaining to the 
SMEs showed that most of the SMEs were closed 
corporations (38 per cent), followed by sole 
traders (29 per cent), and private companies (22 
per cent). Most of the SMEs employed between 
5 and 9 employees (42 per cent), followed by 
those employing between 20 and 49 employees 
(24 per cent), and those employing between 10 
and 19 employees (21 per cent). In terms of the 
business sector of the SMEs, 43 per cent were 
service providers, 15 per cent were retailers or 
wholesalers, and 42 per cent were manufacturers. 

Validity and reliability of the measuring 
instrument
The results of the EFA performed on the 
attitude toward the outcomes of an EMS scale 
showed that two factors with Eigenvalues 
greater than 1 were extracted from the data, 
using principle components and Varimax Raw 
rotation. These two factors explained 56.2 per 
cent of the variance in the data. The first factor 
extracted, consisted of five items that dealt with 
SME owners’ perception that implementing 
an EMS enhanced the financial position and 
competitive advantage of their businesses; 
reduced costs and the business’ environmental 
impact; and ensured legal compliance. These can 
be considered as SME owners’ attitude towards 
the direct outcomes of an EMS. This factor 
returned a Cronbach’s alpha coefficient of 0.76.

The second factor extracted from the data, 
contained three items that dealt with SME 
owners’ perception that implementing an 
EMS will enhance the reputation, customer 
satisfaction and quality management of their 
SME. This factor can be considered as the SME 

attitude towards indirect outcomes of an EMS. 
The attitudes towards the indirect outcomes of 
an EMS returned a Cronbach’s alpha coefficient 
of 0.74. One item loaded onto both factors and 
was subsequently excluded from further analyses.

Two factors with Eigenvalues greater than 1 
were extracted during the EFA performed on the 
implementation of an EMS scale, using principle 
components and Varimax Raw rotation. These 
two factors explained 50.7 per cent of the variance 
in the data. Formal implementation of an EMS 
was the first factor extracted and consisted of 
nine items (including three items originally 
intended to measure informal implementation 
of an EMS). Two items dealing with formal EMS 
implementation were excluded from further 
analyses due to a cross loading or an insignificant 
factor loading. The items measuring formal 
implementation of an EMS returned factor 
loading ranging from 0.76 to 0.51. This factor 
reported a Cronbach’s alpha coefficient of 0.85. 

The second factor extracted from the data 
consisted of five items all dealing with informal 
implementation of an EMS. This factor 
explained 23.5 per cent of the variance in the 
data. The five items measuring this factor 
had factor loadings between 0.82 and 0.58. In 
addition, informal implementation of an EMS 
returned a Cronbach’s alpha coefficient of 0.79. 

Results of the testing the hypotheses of the study
The results of the descriptive analysis and 
hypotheses testing are presented in this section. 

Relationship between demographics and SME 
attitude towards direct outcomes of EMS

Table 3 presents the results of testing hypothesis 
one, namely the relationship between 
demographics and SME attitude towards direct 
outcomes of an EMS.

The ANOVA results in table 3 revealed that age 
has a significant impact (p < 0.05) on Attitude 
toward the direct outcomes of an EMS. However, 
the post-hoc Scheffe test was not powerful 
enough to indicate pair wise differences at the 
five per cent level. However, a closer inspection 
of the mean scores in table 3 indicates that 
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SME owners who are less than 40 years of 
age returned the highest mean score. To test 
the practical significance of the results, Eta-
squared was calculated. This process revealed 
that the magnitude of the significant differences 
identified was small (Eta-squared < 0.09).

Relationship between demographics and SME 
attitude towards indirect outcomes of an EMS
Table 4 presents the results of testing 
hypothesis two, namely the relationship 
between demographics and SME attitude 
towards indirect outcomes of an EMS.

The ANOVA results in table 4 revealed that the 
size of business has a significant impact (p < 
0.05) on attitude toward the direct outcomes of 
an EMS. A post-hoc Scheffe tests revealed that a 
pair wise difference exist between SMEs with less 
than ten employees and those with between ten 
and 50 employees for attitude towards indirect 
outcomes of an EMS (p < 0.05). The means in 
table 4 reveal that SMEs with between ten and 
50 employees had a significantly higher means 
score for attitude towards indirect outcomes of 
an EMS than their smaller counterparts. Eta-
squared calculated for this relationship revealed 

that the magnitude of the significant differences 
identified was small (Eta-squared < 0.09).

Relationship between demographics and SME 
owners’ formal implementation of an EMS
Table 5 presents the results of testing hypothesis 
one, namely the relationship between 
demographics and SME owners’ formal 
implementation of an EMS.

The ANOVA results in table 5 revealed that age 
and size of the business has a significant impact 
(p < 0.05) on formal implementation of an EMS. 
In terms of the impact of age, the post-hoc 
Scheffe test was not powerful enough to indicate 
pair wise differences at the five per cent level. 
However the means indicate that respondents 
who are younger than 40 years of age had the 
highest mean score for formal implementation 
of an EMS. A pair wise difference in terms of 
size was established between SMEs with less 
than ten employees and those with more than 50 
employees (p < 0.01), which reveals that the latter 
implemented formal EMSs significantly more 
than the former. For the differences identified 
in terms age, the Eta-squared indicate a small 
practical significance (Eta-squared < 0.09). The 

taBle 3: results of tHe relatIonsHIP BetWeen demograPHICs and sme attItude 
toWards dIreCt outComes of an ems

attItude toWard tHe dIreCt outComes of an ems
demographic 

variable
mean stdeV

f P
male female male female

Gender 3.626 3.740 0.701 0.746 0.402 0.528

demographic 
variable

means stdeV
f P<40 

yrs.
40-49 
yrs.

>=50 
yrs.

<40 
yrs.

40-49 
yrs.

>=50 
yrs.

Age 3.919 3.524 3.507 0.509 0.792 0.748 3.109 0.049**

demographic 
variable

means stdeV
f P

gr.12 n.dip B. 
degree gr.12 n.dip B. 

degree
Education 3.438 3.624 3.761 0.804 0.751 0.629 1.349 0.265

demographic 
variable

means stdeV
f P

e<10 10<e<50 e>50 e<10 10<e<50 e>50
Size of business 3.578 3.735 3.583 0.796 0.643 0.770 0.504 0.606

demographic 
variable

mean stdeV
f P

tertiary secondary tertiary secondary
Business sector 3.698 3.547 0.720 0.723 0.967 0.328
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taBle 4: results of tHe relatIonsHIP BetWeen demograPHICs and sme attItude toWards 
IndIreCt outComes of an ems

attItude toWard tHe IndIreCt outComes of an ems
demographic 

variable
mean stdeV

f P
male female male female

Gender 4.133 4.017 0.680 0.513 0.505 0.479

demographic 
variable

means stdeV
f P<40 

yrs.
40-49 
yrs.

>=50 
yrs.

<40 
yrs.

40-49 
yrs.

>=50 
yrs.

Age 4.321 3.990 4.022 0.375 0.772 0.655 2.350 0.101

demographic 
variable

means stdeV
f P

gr.12 n.dip B. 
degree gr.12 n.dip B. 

degree
Education 4.063 4.118 4.102 0.672 0.760 0.521 0.045 0.956

demographic 
variable

means stdeV
f P

e<10 10<e<50 e>50 e<10 10<e<50 e>50
Size of business 3.919 4.308 4.056 0.718 0.525 0.617 3.802 0.026**

demographic 
variable

mean stdeV
f P

tertiary secondary tertiary secondary
Business sector 4.176 3.991 0.553 0.753 1.824 0.180

taBle 5: results of tHe relatIonsHIP BetWeen demograPHICs and formal 
ImPlementatIon of an ems 

formal ImPlementatIon of an ems
demographic 

variable
mean stdeV

f P
male female male female

Gender 3.684 3.728 0.755 0.713 0.053 0.818

demographic 
variable

means stdeV
f P<40 

yrs.
40-49 
yrs.

>=50 
yrs.

<40 
yrs.

40-49 
yrs.

>=50 
yrs.

Age 3.979 3.618 3.522 0.678 0.689 0.790 3.158 0.047**

demographic 
variable

means stdeV
f P

gr.12 n.dip B. 
degree gr.12 n.dip B. 

degree
Education 3.667 3.582 3.815 0.715 0.799 0.692 0.888 0.415

demographic 
variable

means stdeV
f P

e<10 10<e<50 e>50 e<10 10<e<50 e>50
Size of business 3.505 3.747 4.231 0.834 0.629 0.460 4.905 0.009**

demographic 
variable

mean stdeV
f P

tertiary secondary tertiary secondary
Business sector 3.795 3.553 0.645 0.840 2.415 0.124
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magnitude of the differences identified in terms 
size was moderate (0.09 < Eta-squared < 0.25)

Relationship between demographics and SME 
informal implementation of and EMS
Table 6 presents the results of testing 
hypothesis one, namely the relationship 
between demographics and SME owners’ 
informal implementation of an EMS.

The ANOVA results in table 6 revealed that age 
has a significant impact (p < 0.05) on informal 
implementation of an EMS. The post-hoc Scheffe 
test used to identify pair wise differences among 
the different age groups was not powerful enough 
at the five per cent level. However, the means 
for the different age groups reveal respondents 
who were less than 40 years of age returned the 
highest mean. Eta-squared calculated revealed 
that the magnitude of the significant differences 
identified was small (Eta-squared < 0.09).

dIsCussIon of results
A summary of the hypothesis testing is presented 
in table 7.

The results in Table 7 show that only age had a 

significant impact on SME owners’ attitudes 
toward the direct outcomes of an EMS. Compared 
to the rest of the sample, younger SME owners 
associated the implementation of an EMS more 
with direct outcomes such as an enhanced 
financial position and competitive advantage; 
reduced costs and environmental impact; and 
legal compliance. This result confirms the findings 
of previous research on the environmental 
concern of individuals (see Fransson and 
Garling, 1999), however no literature dealing 
with SMEs could be found. Hypothesis one 
is thus rejected for gender, education, size of 
business and sector, but cannot be rejected for 
age. However, care should be taken when using 
these results for decision making purposes 
as the result is of small practical significance.

The results in Table 7 also show that the size of the 
business had a significant impact on SME owners’ 
attitudes toward the indirect outcomes of an EMS. 
Owners of relatively larger SMEs exhibited more 
positive attitudes toward the indirect outcomes 
of an EMS. These SME owners perceived that the 
implementation of an EMS results in enhanced 
reputation, customer satisfaction and quality 

taBle 6: results of tHe relatIonsHIP BetWeen demograPHICs and Informal 
ImPlementatIon of an ems

Informal ImPlementatIon of an ems
demographic 

variable
mean stdeV

f P
male female male female

Gender 3.471 3.730 0.875 0.785 1.419 0.237

demographic 
variable

means stdeV
f P<40 

yrs.
40-49 
yrs.

>=50 
yrs.

<40 
yrs.

40-49 
yrs.

>=50 
yrs.

Age 3.844 3.424 3.307 0.885 0.803 0.878 3.104 0.049**

demographic 
variable

means stdeV
f P

gr.12 n.dip B. 
degree gr.12 n.dip B. 

degree
Education 3.495 3.365 3.656 0.896 1.016 0.695 0.975 0.381

demographic 
variable

means stdeV
f P

e<10 10<e<50 e>50 e<10 10<e<50 e>50
Size of business 3.486 3.565 3.483 0.845 0.929 0.876 0.088 0.916

demographic 
variable

mean stdeV
f P

tertiary secondary tertiary secondary
Business sector 3.608 3.374 0.857 0.887 1.601 0.209
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management more than their counterparts. 
This results is in line with those of Martín-Peña 
et al. (2010); Brammer et al. (2012); Uhlaner et 
al. (2012); and Sanchez-Medina et al. (2014). 
Hypothesis two can thus not be rejected for 
size of business, but can be rejected for gender, 
age, education and sector.  However, care 
should be taken when using size of business to 
understand differences in SME owners’ attitudes 
toward the indirect outcomes of an EMS as the 
magnitude of the differences identified was small.

As shown in Table 7 both age and size of 
business had a significant impact on SME 
owners’ formal implementation of an EMS. 
In other words, younger owners of relatively 
larger SMEs implemented more formal EMSs. 
These results are in contradiction to those of 
Schaper (2002) and Gadenne et al. (2009) who 
found that younger SME owners did not display 
greater environmental performance. With 
regard to the size of the business, the studies of 
Martín-Peña et al. (2010); Brammer et al. (2012); 
Uhlaner et al. (2012); and Sanchez-Medina et 
al. (2014) that revealed that larger SMEs are 
more likely to implement an EMS and serves as 
a validation of the results of the current study. 

Hypothesis three cannot be rejected for age and 
size of business, but can be rejected for gender, 
education and sector. The result pertaining 
to age would not prove useful for decision 
making purposes, however the result for size of 
business could be used for policy adjustments 
due to its moderate practical significance.

Only age had a significant impact on SME owners’ 
informal implementation of an EMS. More 
specifically, younger SME owners implemented 
more informal EMSs than their counterparts. Once 
again, this finding is incongruent with the studies 
of Schaper (2002) and Gadenne et al. (2009). 
Hypothesis four cannot be rejected for age, but can 
be rejected for gender, education, size of business 
and sector. However, care should be taken when 
using the results for decision making purposes as 
the impact of age has small practical significance.

ConClusIon and ImPlICatIons
The purpose of this study was to investigate 
whether selected demographic variables influence 
SME owners’ attitude toward the outcomes of an 
EMS and their level of implementation of such a 
system. The findings of this study revealed that 
SME owners’ age impact their attitude toward the 

taBle 7: summarY of HYPotHesIs testIng

HYPotHesIs aCCePted 
for fIndIng PraCtICal 

sIgnIfICanCe

H1: Demographic variables 
influence SME owners’ attitudes 
toward the direct outcomes of an 

EMS 

Age

Younger SME owners 
had more positive 

attitudes toward the 
direct outcomes of an 

EMS

Small

H2: Demographic variables 
influence SME owners’ attitudes 
toward the indirect outcomes of 

an EMS 

Size of business

Owners of larger SMEs 
had more positive 

attitudes toward the 
indirect outcomes of 

an EMS

Small

H3: Demographic variables 
influences SME owners’ formal 

implementation of an EMS

Age
Younger SME owners 

implemented more 
formal EMSs

Small

Size of business
Owners of larger SMEs 

implemented more 
formal EMSs

Medium

H4: Demographic variables 
influences SME owners’ informal 

implementation of an EMS 
Age

Younger SME owners 
implemented more 

informal EMSs
Small
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direct outcomes of an EMS and both formal and 
informal implementation of an EMS. Younger 
SME owners had a more positive attitude toward 
the direct outcomes of an EMS and implemented 
more formal and informal EMS practices. Younger 
SME owners might have greater environmental 
awareness than their older counterparts due 
to the increased popularity and visibility of 
environmental issues as well as more concerted 
efforts towards environmental education in 
recent years. Age is thus a good predictor of how 
SME owners in the Eastern Cape think and act 
in terms of environmental management. These 
findings are in line with the general hypothesis that 
younger individuals are more concerned about 
environmental degradation. It is suggested that 
more environmental education initiatives and EMS 
marketing should be directed at older individuals 
to cultivate more positive attitudes toward an EMS 
and encourage the implementation of an EMS. 

The size of a business was also found to 
significantly impact SME owners’ attitude toward 
the indirect outcome of an EMS and formal 
implementation of an EMS. Owners of larger 
SMEs have a more positive attitude toward the 
indirect outcomes of an EMS than SMEs with less 
employees. Smaller SMEs could be struggling to 
see the benefits of EMS implementation especially 
those not directly linked to it, such as enhanced 
reputation, customer satisfaction and quality 
management. In terms of formal implementation 
of an EMS larger SMEs (with more than 50 
employees) implemented significantly more 
formal EMS practices. These findings confirm 
the hypothesis that in larger businesses SME 
owners implement more formal EMS practices. 

Drawing on the resource-based view of the 
business one could argue that larger businesses 
have more resources which enables them to 
participate in formal EMS practices.  Access to 
these resources places larger businesses in a better 
position to implement an EMS. Formal EMSs 
also provide larger businesses with more benefits 
in terms of reputation, customer satisfaction 
and quality management. Policy makers could 
provide more incentives and assistance to 
smaller SMEs to enable them to implement 
formal EMSs which could result in indirect 
outcomes. EMS developers should also consider 

designing EMSs which require less resources 
to implement and market the implicit benefits 
associated with these systems. Previous research 
on the impact of demographic variables on 
SME owners’ attitudes toward an EMS and their 
implementation of such a system have tended 
to produce inconsistent results and researchers 
have not investigated these issues in South Africa. 

This study represents a novel investigation into 
individual and organisational demographic 
variables that influence SME owners’ attitudes 
toward the outcomes of an EMS and their level of 
EMS implementation. Given these insights into 
the precursors of SME owners’ attitude toward the 
outcomes of an EMS and level of EMS practices, 
this study has contributed to the existing literature 
on SMEs and environmental management. 
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aBstraCt 
This study explores the experiences and 
challenges that women face within the financial 
services sector in Gauteng. Although research has 
shown that having a higher percentage of women 
in top management positions has led to an 
increase in organisations’ financial performance, 
senior and leadership positions in the sector are 
predominantly held by males. The study employs 
a case study design and focuses on themes that 
were identified from the data collected, such as 
the lack of opportunities for women to advance 
in the workplace; a lack of flexibility in the work 
environment; the gender pay gap; corporate 
culture; and inadequate role models and mentors. 
The study also examines the extent to which 
organisations embrace female talent; the success 
of legislation in South Africa to promote the 
development of women to senior management and 
leadership positions; and the benefits associated 
with more diverse leadership. The findings of 
the study support the theoretical framework.

Keywords: women, senior management and 
leadership, financial services, diversity  

IntroduCtIon
The financial services sector, primarily the 
stockbroking and asset management areas, 
formed the background for this research. The 
financial services sector is dynamic, competitive 
and offers diverse career opportunities for those 
willing to pursue them. However, it can also be 
an extremely stressful, challenging and highly 
pressurised environment to work in, depending 
on one’s role within the organisation. There are 
certain roles that require employees to be at work 
from 07:00 to 19:00, or later, until all the trading 

for the day has been properly recorded and 
reported to clients. This presents a problem for 
some women, who have additional responsibilities 
to fulfil when they get home. Women who 
have younger children are particularly 
affected (Grant Thornton International, 2015). 
Balancing these responsibilities is burdensome, 
particularly when organisations do not 
offer flexible working hours to accomodate 
women who have children and families. 

Because of the myriad roles that women need 
to fulfill, couples often need to decide who 
should sacrifice their career. Most often, it is 
the woman (Wyman, 2016; Grant Thornton 
International, 2015). Related to career decisions 
is the concomitant issue of the strong patriarchial 
culture that prevails in many financial services 
organisations. There is also a stigma attached to 
women making use of flexible working hours. 
They are often perceived as either not being as 
commited as other employees, or as making 
the “mom’s choice” (Wyman, 2016). These 
overwhelming work and family responsibilities 
result in some women finding it difficult to cope 
and then opting out of the work environment 
to either start their own business or become a 
housewife (Wyman, 2016). If women are not 
able to work within the rigid financial services 
environment, they may be viewed as not valuing 
their work or being less committed than their male 
colleagues, and are therefore often overlooked 
in terms of promotion to key positions, 
despite their qualifications and experience. 

The non-banking financial services sector in 
South Africa manages assets in excess of R14.7 
trillion and employs a total of 2 039 000 people 
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(Statistics South Africa, 2014). Despite the 
success of the financial services sector, it has not 
transformed in terms of gender, and senior and 
leadership roles are still dominated by males.

ProBlem InVestIgated – researCH 
ProBlem
Financial services organisations all over the 
world are faced with the challenge of being 
under-represented by women in leadership and 
senior management roles. Although under-
representation is not a new phenomenon, 
it has still not been adequately addressed 
(PricewaterhouseCoopers LLP [PWC], 2014). 
Organisations are becoming concerned about the 
implications that a lack of female representation 
may have on their financial and competitive 
advantage (PWC, 2014). Organisations also run 
the risk of the future pipeline of female leaders 
in financial institutions diminishing, owing to the 
lack of progression along the leadership sequence 
(PWC, 2013:8). This may have a negative impact 
on succession planning and business continuity. 

Research conducted on an international scale 
by Grant Thornton International, in the area of 
women in senior leadership and management 
roles, has shown that over the past year (2016–
2017) there has been little growth. The report 
reveals that the number of women in senior 
management teams has increased by only 1%, 
from 24% in 2016 to 25% in 2017. The number 
of women in leadership and senior management 
positions has increased by merely 4% over the last 
five years (Grant Thornton International, 2017: 
5). Overall, the research completed in this area 
over the last thirteen years has shown only a 6% 
increase in women who hold senior leadership 
positions (Grant Thornton International, 2017). 

More alarming is that the number of 
organisations with no female leadership at 
senior levels increased from 33% in 2016 to 34% 
in 2017 (Grant Thornton International, 2017). 
Research shows that although more women are 
graduating from tertiary institutions than their 
male counterparts, only 11% of the graduate 
intake (globally) into organisations is made up of 
women, and in South Africa this number is only 
10% (Grant Thornton International, 2014). Only 
one in five women are advancing to senior roles, 

and numbers are even lower for top leadership 
positions (Thomson Reuters, 2014:4). Forty 
percent (40%) of businesses globally have no 
women in their leadership teams and only one in 
ten businesses have run mentoring schemes for 
women (Grant Thornton International, 2014:5). 
In South Africa, 39% of local businesses do not 
have women in leadership positions at all, while 
a staggering 79% did not have any programmes 
designed to mentor and develop women, and were 
not considering launching such a programme 
in the next twelve months (Grant Thornton 
International, 2014). This state of affairs continues, 
despite legislation that has been implemented 
to empower and increase the number of 
women in senior leadership and management 
positions, as well as the correlation between 
the percentage of women in top management 
and an increase in organisations’ financial 
performance (McKinsey & Company, 2007). 

These studies were supported by the findings of 
Catalyst Inc. (2007) and Wyman (2016), who found 
that organisations with the most female board 
directors outperform those with the least female 
representation. Despite this, and many other 
studies conducted on the topic, coupled with laws 
and policies that the South African government 
has adopted to promote empowerment and 
development for women, the financial services 
industry is still dominated by males, particularly 
at the top and senior management levels. 

researCH oBJeCtIVes 
The principal research objectives of this study 
were to examine the challenges faced by women 
within the financial services industry and 
whether organisations are doing enough to 
embrace women’s talent. An additional research 
objective was to examine the extent to which 
the laws promoting women empowerment have 
succeeded within the financial services sector, and 
to suggest measures that can be taken to increase 
the number of women in senior management 
and leadership positions. To reach the objectives 
the following research questions were posed:

1. What are the challenges that women face 
within the financial services sector? 

2. To what extent do companies embrace 
women’s talent?
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3. To what extent have laws promoting women 
empowerment and development succeeded? 

4. What measures can be put in place to bring 
about increasing women in leadership 
positions? 

tHeoretICal frameWorK
Although female representation on financial 
services boards is growing globally, this growth 
is extremely slow − 20% in 2016, and 16% on 
Executive Committees in 2016 (Wyman, 2016: 6). 
In South Africa, males are over-represented in the 
financial services industry, at both top and senior 
management levels, with figures at 74.2% and 
62% respectively (Department of Labour, 2014). 
This is illustrated in Figure 1.1, in which the 
overall workforce profile at top management level 
by gender is indicated, with males representing 
79.1% and females 20.9% (Department of 
Labour, 2016–2017). This demonstrates that 
women are still under-represented at both 
the leadership and senior management level.  

Women’s rePresentatIon In soutH 
afrICa
Globally, only 4% of Chief Executive Officer (CEO) 
positions and 13% of executive positions are held 
by females. Over a third of executive positions 
are occupied by males (Wyman, 2014:5). This 
study, conducted by Wyman, also revealed that 
female representation at board level has increased 
by two thirds over the last ten years; however, 
representation of females at an executive level 
has remained low, only increasing at a very slow 

pace (Wyman, 2014:3). These findings are in line 
with the study carried out by Hinds (2015) on the 
Commonwealth countries, which indicates that 
achieving gender-balanced leadership within the 
private sector remains a challenge for all countries. 
The report asserted that there are fewer female 
CEOs, fewer female board members, and only a 
small proportion of organisations with three or 
more women on boards globally. It indicated that 
while progress has been made in recent years, the 
pace of this progress remains slow (Hinds, 2015:2).

It is reported that nearly one million women have 
joined the labour force in the past few years (Lewis, 
2015) and still have a long way to go to reach 
senior management and leadership positions. 
South Africa compares favourably on the global 
scale, as depicted in Figure 1.2. South Africa is 
ranked within the top ten countries globally and 
was the only Commonwealth country featured 
in the top ten, with 27% of senior management 
positions held by women (Hinds, 2015:6).

Although South Africa is seen to be progressing 
better than other countries in terms of women 
occupying senior leadership and management 
positions, the Commission for Employment 
Equity’s Annual Report illustrates that the 
representation of females has been increasing 
at a slow pace. This reflects the challenges that 
women encounter when trying to reach the 
upper echelons of the organisational structure 
(Department of Labour, 2012–2013:17).

fIgure 1.1 WorKforCe ProfIle at toP management leVel BY gender (sourCe: dePartment 
of laBour, CommIssIon of emPloYment eQuItY annual rePort (2016–2017:55))
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ConduCIVe legIslatIon and 
fleXIBle WorK enVIronments
While governments have an important role to 
play in creating the right policy framework for 
improving women’s access and opportunities, 
it is also the prerogative of organisations to 
create a work environment that enables and 
supports the best talent to prosper and flourish 
(Schwab, 2013:v). This view is echoed by Chief 
Executive Women (CEW, 2009:1) and McKinsey 
& Company (2013, who are of the view that 
gender diversity requires personal commitment 
from both the company CEO and the board of 
directors, and that without their commitment no 
meaningful progress will be achieved. The South 
African government has created a framework 
and policies that are aimed at promoting women 
development and empowerment, but, despite 
this, the representation of women at both senior 
and top management levels has increased by, on 

average, less than 1% over a ten-year period, from 
2003 to 2013 (Department of Labour, 2013–2014). 

Another study has revealed that of the 293 
organisations surveyed, which comprise 273 
organisations listed on the Johannesburg Stock 
Exchange (JSE), and the twenty largest State-
Owned Enterprises (SOEs), only 2.4% of CEOs 
and 9.2% of chairpersons are female, as depicted in 
Figure 1.3 below (Business Women’s Association 
of South Africa [BWASA] census, 2015).

The study conducted by Business Women’s 
Association of South Africa (BWASA) revealed 
that 21.9% of women hold directorship positions, 
and that only 6.9% of those positions are held in 
executive directorship, while the residual (15%) 
are held in the non-executive capacity. This 
indicates that the majority of women directors 
are not directly involved in the day-to-day 

fIgure 1.2 ProPortIon of senIor management roles Held BY Women (toP and Bottom 
ten) (sourCe: grant tHornton InternatIonal BusIness rePort (2015:5))

fIgure 1.3 Women WorKforCe rePresentatIon (sourCe: BWasa Census (2015:17))
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running of businesses, and have less power to 
influence the culture within the organisations 
they are involved in (BWASA, 2015:42). 

gender PaY gaP
South African women earn far less than men, 
for doing the same work; a phenomenon that is 
evident globally (Global Wage Report, 2016: 82). 
The 2013 World Economic Forum’s (WEF) Global 
Wage Report reveals a difference of 33% in South 
Africa, compared to the worldwide difference of 
13% in payment (Global Gender Gap Report, 
2013). This view is echoed in the Statistics South 
Africa Gender Series, Volume II (2014:3), which 
confirms that females in South Africa continue 
to be disadvantaged; not only in terms of their 
remuneration, but also as far as promotions, 
job stability, status and employment benefits 
are concerned, regardless of their qualifications. 

This discrepancy in payment scales may be 
attributed to the fact that gender equity is still 
not fully understood (PWC, 2014). “It was 
traditionally understood as equal pay for equal 
work, but today is defined as equal pay for 
different, but equivalent, work” (PWC, 2014). 
There are numerous definitions of ‘equal pay for 
equal work’. The over-riding principle is non-
discrimination in terms of remuneration for work, 
including that pay should be based on the quality 
of work done and not on any other characteristics 
unrelated to the ability, performance and 
qualification of the person (Bussin & Nienaber, 
2015:15). As many as 65% of women surveyed 
in the Catalyst Inc. (2008:2) study reported 
that they had to work harder than their male 
counterparts in order to earn equal rewards. 
Fifty-one percent (51%) of women reported that 
they are paid less than men for doing the same 
work, and 32% of women compared to 43% of 
men believed that their firms act fairly in the way 
they promote employees (Catalyst Inc., 2008:2). 

Bosch (2015:4–5) highlighted some differentiators 
in women’s pay, such as women taking career 
breaks, as well as a lower investment in women’s 
training and development. If there is a ‘gap’ in a 
woman’s curriculum vitae, for example, which 
shows she did not work for a certain period, 
her prospects of earning a higher salary on her 
return to work are less likely, irrespective of her 

skills. When a woman changes jobs, she is often 
offered a slightly higher salary than the one she 
received from her previous employer, although 
the skills required and the level of responsibility 
for the new position may be higher than that 
of her previous position. Other factors that 
may result in disparities in gender pay are: a) if 
women plan to focus primarily on household 
and family responsibilities, they may opt to 
invest less time in both formal education and on-
the-job training than their male counterparts, 
which will result in lower earning potential; 
b) the wage structure – men tend to have 
more employment experience than women, 
and because there is a positive link between 
experience and wages, it implies that men earn a 
higher wage (Department of Women, 2015:68).  

Bussin and Nienaber (2015:17) asserted that 
the implementation of legislation with regard 
to gender pay inequality was a bold move from 
government; however, in their view, what is 
required to close the pay gap is responsible 
directors and executives who will comply with 
the spirit of the law rather than ‘ticking boxes’ in 
so far as compliance is concerned. Gender pay 
disparities exist in South Africa, despite the fact 
that government adopted the Equal Remuneration 
Conversion (1951) on 30 March 2000.

CorPorate Culture and leader-
sHIP stYles 
Most of the financial services organisations 
that exist today were created and are primarily 
controlled by men and, as a result, their 
corporate culture is based on men’s experiences 
(Financial and Accounting Services Sector 
Education and Training [FASSET], 2009:41), 
which are characterised by overly-narrow 
models for leadership, inflexible working 
practices and inappropriate culture (Wyman, 
2014:10). The culture within the financial 
services industry was found to be aggressive 
and political by the majority of the participants 
in the Wyman research and this was cited as 
one of the challenges faced by the industry in 
attracting and retaining highly qualified and 
competent female candidates (Wyman, 2014:8). 

This view is supported by a study conducted 
by McKinsey & Company in 2013, where 
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female executives indicated that, like their male 
counterparts, they were also ambitious and 
willing to compromise their personal lives, if that 
was a criterion for occupying a top management 
position. The women in the study cited corporate 
culture as a key element that could either lead 
to their success or failure. In other words, a 
hospitable culture could ‘make’ their careers 
and an inhospitable culture could ‘break’ 
their careers. In particular, the study strongly 
suggested that the prevailing leadership styles 
among top managers and current performance 
models stress that executives must make 
themselves available twenty-four hours a day 
and this could be a significant barrier to women’s 
advancement (McKinsey & Company, 2013). 

There are often distinct differences in how men 
and women define leadership responsibilities 
and how they act on them through their style 
of leadership. Men see their style of leadership 
as being transactional (a ‘give-and-take’ type 
of relationship), hierarchical and unilateral 
(Thomson Reuters, 2014:8). Women leaders 
tend to place emphasis on connection, empathy, 
emotional cue-taking, consensus building, risk-
taking, mutuality and questioning (Caprino, 
2013), which are often viewed as being too 
feminine and are therefore undermined. Both 
styles of leadership are natural and valuable 
(Thomson Reuters, 2014:8); however, since 
males are dominant in number and influence, 
particularly in executive roles, women’s voices are 
often drowned out (Thomson Reuters, 2014:8). 
Women’s style of leadership was cited as one of 
the factors that prevents them from occupying 
top management positions (Sanders, Hrdlicka, 
Hellicar, Cottrell and Knox, 2011:3). Sanders et 
al. (2011) found that the leadership style adopted 
by women is different to the leadership style used 
by men and is usually not as valued. The men 
and women involved in the study acknowledged 
that they had different styles, but most men did 
not knowingly recognise the obstacles that these 
differences present for women’s advancement 
or the underlying views about the leadership 
style of women that affects many perceptions 
of their ability to lead (Sanders et al., 2011:3). 

This view on the perception of the different 
leadership styles is reiterated by the findings of a 

survey conducted by Thomson Reuters (2014:14), 
where women cited the different styles of 
leadership as being problematic. They found that, 
at times, they struggled to exercise their genuine 
feminine style of leadership and management, 
and this they attributed to working in a male-
dominated environment, often characterised by 
dominance, arrogance, politics and risk-taking 
(Thomson Reuters, 2014:14). In the past, the few 
women who have reached the top management 
level have succeeded by adopting masculine 
characteristics to fit the prevailing dominant 
culture. They demonstrated the leadership traits 
that were considered essential and acceptable 
by their male counterparts (Wyman, 2014:8). 

Interestingly, Caprino (2013) pointed out that the 
majority of women, if they cannot be genuine by 
portraying their feminine traits at work, and if their 
organisations do not recognise or value what they 
have to contribute, are unlikely to adhere to the 
leadership requirements or do what is necessary 
to succeed in their roles. Piterman (2008:48) 
asserted that by adopting the male persona, and 
camouflaging and relinquishing their natural 
femininity, women lose credibility and respect 
from both their male and female colleagues. 

Slaughter (2012:102) argued that if women are 
to ever achieve real equality as leaders, they have 
to stop accepting male behaviours and choices 
as the default and ideal standard, and must 
insist on changing social policies and bending 
career paths to accommodate their own choices. 
The stereotypical ideas about what an effective 
leader should look like are starting to change, 
which indicates that leaders of the future will 
need a more diverse combination of masculine, 
feminine and neutral traits (Wyman, 2014:12). 

InadeQuate role models, mentors 
and netWorKs for Women 
The lack of accessible role models, mentors and 
sponsors makes it extremely difficult for women 
to cope on a challenging career path (Wyman, 
2014:19). These relationships are important 
for women to gain access to, as they could be 
supported and guided in achieving opportunities 
that could expedite their advancement to top 
management positions (FASSET, 2009:vii). Good 
and healthy relationships are instrumental to a 
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woman’s career sustainability and advancement 
(Piterman, 2008:63). However, there are 
differences in how men and women network. 
Men network for transactional reasons, while 
women network for relational reasons, which 
means that women are more concerned about 
building relationships and connections, while 
men focus on getting something in exchange 
(Thomson Reuters, 2014:19). Much internal 
and external networking is done informally 
at traditionally male-dominated places, such 
as pubs and sports events, which makes 
them inaccessible to women. This adds to the 
challenges that women face (Wyman, 2014:19), 
and they become more alienated as a result.

Women need female role models, mentors and 
sponsors to inspire and assist them on their career 
paths (FASSET, 2009:46). One problem that is 
evident in most organisations in South Africa is 
the lack of female mentors and role models (Bosch, 
2011:55), which has resulted in a small pool of 
potential female mentors (Piterman, 2008:68). 
This scarcity can pressurise the few women 
who have already succeeded in reaching senior 
leadership positions to assume extra mentoring 
roles and other responsibilities (Wyman, 
2014:20). These women often take on more than 
they can handle, to their detriment (Wyman, 
2014:20). Winchert (2014:10) asserted that high-
potential women should be offered their own 
mentors who can provide access to promotions 
and high-visibility roles, as well as introduce 
them to networks of senior decision-makers, and 
encourage the mentee to seek new opportunities, 
all of which can be powerful career accelerators. 

In addition to mentorship, the current thinking 
is that women need sponsors who are in senior 
management or leadership roles in their 
organisations (Wyman, 2016). Sponsorship 
differs from mentorship in that the senior 
person has a vested interest in ensuring that 
the person they are sponsoring succeeds and 
this is what enables their career to ‘lift off ’, so to 
speak (Sanders, Zeng, Hellicar & Fagg; 2017).

stereotYPes, assumPtIons and 
PreJudICes
Stereotypes, assumptions and prejudices are still 
a major hurdle in organisations today: men are 

viewed as default leaders and women as atypical 
leaders (FASSET, 2009:44). The perception is that 
women disturb accepted norms of leadership, 
no matter what the leadership behaviour (Evans, 
2011:62). Until recently, the stereotypical image of 
a successful senior financial services executive has 
been that of someone willing to work long hours, 
who is dominating towards employees, ruthless, 
thrives in an aggressive and ‘macho’ working 
culture, and takes more risks (Wyman, 2014:8).

Statistics show that when women are stereotyped, 
organisations fail to maximise on their leadership 
skills and they end up losing the top female talent 
because these women often find themselves 
doing unfulfilling and less challenging tasks 
(Evans, 2011:62). The career progress of many 
high-performing women is delayed by prejudice 
from the past, which does not clearly define and 
state what is required from women in terms of 
competencies, skills and attributes that would 
lead to them being promoted to more senior 
leadership roles (PWC, 2013:9). The senior 
management of financial organisations has 
always been dominated by males and this status 
quo is still prevalent today (Wyman, 2014:12). 

Discrimination against women still occurs within 
organisations, whereby senior management 
fills leadership positions by employing more 
males than females (PWC, 2013:8). The most 
important step in addressing prejudice is 
making certain that assumptions about what it 
takes to be a good leader do not influence the 
recruitment process, performance evaluations 
or appraisals, or career progression.  This can 
be achieved by ensuring clearly-stated policies, 
based on facts and merit (Wyman, 2014:13).

laCK of fleXIBIlItY 
Galinsky, Sakai and Wigton (2011) postulated that 
“increased flexibility correlates positively with job 
engagement, job satisfaction, employee retention 
and employees’ health”, which can contribute 
positively towards employee performance and 
productivity. Women still perform the majority 
of household and childcare responsibilities, even 
though they may be working full time, the same 
as their partners or spouses (Caprino, 2013). In 
a recent study by Ely, Stone and Ammerman 
(2014:107), it was suggested that perhaps women 
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spend more time caring for their children because 
their careers have ‘hit a wall’ or taken a knock, with 
the result that they have defaulted to a support 
role, in which their jobs take on a secondary role. 

Nelson and Burke’s study revealed that family 
issues are not the only reason women are not 
progressing to senior positions within their 
organisations. When women find that the culture 
of senior management is not sufficiently attractive 
to keep them moving along the career track, they 
move to the competition if they feel there is greater 
flexibility; and often their employers may not be 
aware of this (Nelson & Burke, 2002:337–338). 

Expectations around working long hours and 
spending a fair amount of time at the office or 
at work put working parents and those with 
family responsibilities at a serious disadvantage 
(Wyman, 2014:16). Long hours on the job, a 
highly pressured environment and the need to 
travel, are some of the factors that result in few 
women occupying senior roles (McKenzie, 2014). 
More time in the office does not equate to more 
value-add, and does not always equate to a more 
successful organisation (Slaughter, 2012:94).

While having a career is important to most 
women, it is not always their number one 
concern (McKenzie, 2014). Women may have 
other commitments or interests outside of their 
day-to-day jobs, including raising a family and 
getting involved in community and other social 
responsibility projects. This is often inconsistent 
with their work priorities and it is not always easy 
to combine with a career if one has leadership 
aspirations (McKenzie, 2014). Having children 
and pursuing personal interests (such as hobbies 
and external responsibilities) while rising to the 
top of the financial services industry career ladder 
is not practical, due to working practices that are 
out of date (McKenzie, 2014). Allowing employees 
to incorporate their work life with non-work 
responsibilities will open doors to a much wider 
range of influences and ideas (Slaughter, 2012:101).

In research conducted by Metz (2007), women 
cited reluctance by organisations to offer flexible 
hours and unsupportive management practices 
as two of the factors hindering their continued 
employment. This is reiterated in a study 

conducted by Stone (2007), which shows that 
women in elite occupations often have trouble 
negotiating reduced working schedules with their 
employers and obtaining support to manage their 
work-family balance from both their employer 
and their spouses, and are therefore either 
pushed out or opt out of the labour force. A study 
conducted by Hewlett and Luce (2005) showed 
that unless their spouse earns a considerable 
income, only a privileged group of women have 
the option to leave their jobs and no longer work. 
For some families, a single salary may not suffice, 
given the ever-increasing cost of living. When 
organisations lose smart and talented women, it 
not only reduces their talent pool, but also the 
time and money already spent on training and 
mentoring these women (Slaughter, 2012:101). 

The study by Ely, Stone and Ammerman 
(2014:105), however, indicated that when highly 
skilled and educated professional women leave 
their jobs after becoming mothers, only a small 
number prefer to devote themselves completely 
to motherhood, and the majority leave reluctantly 
and as a last resort, often because they find 
themselves in non-challenging and unfulfilling 
jobs with unclear prospects for advancement. 
When it comes to combining a career with 
work commitments and interests, financial 
organisations very seldom compromise, which is 
a major challenge for women (McKenzie, 2014).

In contrast, the survey conducted by Wyman 
(2014:9) indicates that organisations have realised 
that they are missing out on the contribution of 
the entire talent pool of potential employees. By 
extending paid paternity leave to men, women 
with working husbands are able to return to 
work sooner than they normally would, which is 
good for their career continuity. While extending 
parental leave to men is commendable and 
women stressed how important the support of 
their husbands or partners has been in allowing 
them to forge a career path, some of these men 
have faced social and workplace stigma that 
made it difficult for them to take time off, despite 
this being the official business policy (Grant 
Thornton International, 2015:15). Modern 
family structures are also emerging, where men 
are becoming stay-at-home fathers (Bosch, 
2015:4). This is a developing phenomenon, in 
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which women work and their husbands fulfil 
the childcare responsibilities at home. In South 
Africa, this appears to be the exception rather 
than the norm (Bosch, 2015:4). Depending 
on the organisation, men are usually allowed 
paternal leave, but it varies. It could be one to two 
weeks, which is insufficient to allow any woman 
to return to work earlier than she normally 
would, as is the case in developed countries.

Few women surveyed by Thomson Reuters 
(2014:14) cited work-life balance as a challenge. 
They said they were proactive in finding ways to 
balance their career aspirations with their desire 
to build and maintain a personal life, by seeking 
support from their spouses and other members 
of their families, and, where possible, selecting 
organisations that are able to accommodate 
their needs (Thomson Reuters, 2014:14). 

Organisations that want to attract and retain 
women should look seriously at the availability of 
maternity leave, flexible hours and part-time work, 
as well as at how senior women can re-engage 
their careers (CEW, 2009:10). A study by Ely et 
al. (2014:109) suggested that organisations need 
to move beyond regarding flexitime and other 
family-friendly policies as sufficient for retaining 
and developing high-potential women. The study 
suggested that organisations should rather grant 
women more meaningful work, more challenging 
assignments and create more opportunities for 
career growth (Ely et al, 2014:109). The study 
further asserted that most women who have risen 
to top management positions have done so while 
managing their family responsibilities and, like 
their male counterparts, while working long hours.

laCK of suPPort from otHer Wom-
en 
Johnson and Mathur-Helm (2011:53) argue that 
female executives and senior managers may 
be unlikely to assist other women, and were 
instead found to be competitive, irrespective 
of which gender they were competing against, 
although the contest intensified when females 
were competitors. This behaviour is referred 
to as “Queen Bee” behaviour. While not every 
women behaves in this way, some woman 
executives are fearful of being ‘shown up’ by a 
younger female colleague and they therefore 

become unapproachable to ensure that they have 
no time to assist in mentoring or sponsoring 
these women (Johnson & Mathur-Helm, 2013).

faCtors tHat InHIBIt Women from 
ProgressIng to leadersHIP roles    
According to research conducted by Thomson 
Reuters (2014) in partnership with women 
of influence, women highlighted several 
factors which they felt held them back 
from progressing into leadership positions.

The ability to make bold requests
Men are good at communicating their position and 
capabilities, while women spend time scrutinising, 
examining and assessing their own abilities 
and readiness (Thomson Reuters, 2014:18–19).  

Self-promotion
Rather than promoting themselves, women 
assume that their achievements will speak for 
themselves, whereas men create opportunities for 
themselves by engaging in self-promotion and 
taking credit for their success. Women seldom 
make use of opportunities to promote their 
potential leadership abilities (Thomson Reuters, 
2014:18–19). This reluctance to self-promote is 
often viewed by the organisation’s leaders and 
recruiters not as a display of honesty and integrity, 
but as a lack of confidence, which can put women 
at a disadvantage (Thomson Reuters, 2014:18–19).

Being hard on themselves
Women tend to internalise and personalise 
situations; they feel overly responsible and 
that they can do better, and often opt out of 
situations because of their internal line of 
reasoning. Males externalise and depersonalise 
situations (Thomson Reuters, 2014:18–19).

Hard work gets people noticed
When women are recognised for their hard work, 
they are presented with a problem because they 
then become indispensable in their current roles 
and are often overlooked for bigger opportunities. 
They become so good at what they do that prospects 
for promotion become limited (Thomson 
Reuters, 2014:18–19). This corresponds with 
the views and experiences that the participants 
of this study expressed during their interviews.
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legIslatIon and PolICIes tHat Pro-
mote Women In soutH afrICa
Legislation and policies have been put in place 
to assist in empowering women to progress into 
senior leadership and management positions and 
to end unfair discrimination. It appears that the 
legislation has not been fully adopted by many 
organisations and therefore gender inequality is 
still a major issue in South Africa. The legislation 
includes the Employment Equity Act, No. 55 of 
1998; Promotion of Equality and Prevention of 
Unfair Discrimination Act, No. 4 of 2000; Broad-
Based Black Economic Empowerment Act, No. 53 
of 2003; along with related codes of good practice 
and the National Skills Development Strategy 
(NSDS). The NSDS aims to increase access to 
high-quality and relevant education, and training 
and skills development opportunities, including 
workforce learning and experience to enable 
effective participation in the economy and society 
for all South Africans and to reduce inequality. It 
requires that skills development initiatives support 
54% of women in an organisation. Draft legislation 
includes The Women Empowerment and Gender 
Equity Bill, which was withdrawn some time 
ago by Minister Susan Shabangu for further 
consultation. If the legislation is promulgated, 
women will need to make up half of the members 
of the boards of all South African organisations.

However, crude targets and quotas can be 
counterproductive, as they pose the risk of 
tokenism and could provoke resentment from 
some quarters (Wyman, 2014:21). Some believe 
that there are already a number of laws promoting 
women empowerment and development in 
South Africa, and that the challenge is not the 
lack of relevant laws, but rather ineffective 
implementation of the existing laws and the 
lack of effective monitoring and application 
of appropriate sanctions (Hayward, 2014).

researCH metHodologY
A qualitative research design was adopted by 
utilising the case study method. As the research 
focused on understanding the experiences 
and challenges that women face within the 
financial services sector, and gaining an in-
depth knowledge of the factors that inhibit 
women in middle management from progressing 
into senior and leadership roles, a qualitative 

approach was deemed the best approach. 
Bloomberg and Volpe (2012:30) state that “[q]
ualitative research is pragmatic, interpretive, 
and grounded in people’s lived experiences”, 
which indicates why this approach was applied 
to address the research problem. A case study 
approach allows one to learn more about 
a phenomenon or situation that is not well 
understood or known (Leedy and Ormrod, 2013). 

Yin (2003) argues that the function of any 
research design is to ensure that the evidence 
obtained enables the researcher to answer the 
initial research questions as unambiguously 
as possible. A case study methodology was 
believed to be an appropriate design to gather 
evidence that answers the questions regarding 
the challenges that women face within the 
financial services industry, whether organisations 
are doing enough to embrace women’s talent in 
South Africa, and to what extent government 
legislation and other interventions have assisted 
in curbing the problem with regard to the 
under-representation of women in senior and 
leadership positions, specifically in the financial 
services sector. According to Bryman (2007), 
the decision to choose a specific methodology 
should be based on its suitability to answer the 
research questions – which is the reason that the 
case study method was chosen for this study.

researCH metHod
Semi-structured interviews were conducted, 
both face-to-face and telephonically where 
necessary. The semi-structured interviews gave 
the researchers the opportunity to ask questions 
relating to participants’ personal experiences and 
observations within the financial services sector. 
This provided access to valuable information 
that the researchers would have been unlikely to 
access using other research design methodologies.

samPlIng
According to Robert, Priest and Traynor (2006), it 
is not always possible to study the entire population 
in a research study; the sample selected must 
best represent the interests of that population. 
A purposive non-probability sampling approach 
was used (Saunders, Lewis and Thornhill, 
2009:233). Participants were selected based on 
the population’s experience within the industry, 
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as well as their ability to answer the questions 
required (Patton, 2002). The sample population 
for this study comprised women who are in 
senior key positions (such as Chief Investment 
Officers, Head of Investments, Investment 
Specialists and Portfolio Managers); males within 
the financial services sector (Chief Investment 
Officers, Chief Executive Officers and Portfolio 
Managers); and women in middle management 
(Compliance Officers, Operations Managers and 
Internal Auditor and Portfolio Administrators). 
All participants were from the stockbroking 
and asset management environments. The 
sample population provided the most relevant 
information, since they are currently working in 
and have a wealth of experience in the sector being 
investigated, and they have personal experience 
of some of the challenges. They are therefore 
able to offer suggestions, insight and solutions 
on how they navigate the challenges. Including 
the male participants in the study ensured that 
a different perspective was gained to provide 
deeper insight into the situation as a whole. 

samPle sIze
According to all non-probability sampling 
techniques, other than the quota samples, the 
issue of sample size has no relevance, since there 
are no rules that need to be followed – unlike with 
probability sampling, where each element in the 
population is chosen randomly and has a certain 
probability of selection (Ritchie and Lewis, 
2003:78). Fourteen in-depth interviews were 
conducted, which is consistent with the guidance 
offered by Guest, Bunce and Johnson (2006).

data-ColleCtIon tools
Data was collected using semi-structured 
interviews. The use of telephonic interviews and 
email was appropriate to accommodate those 
women with very busy schedules who could 
not be interviewed face-to-face. Although the 
use of telephonic interviews and email to gather 
information has shortcomings – the researcher is 
unable to see the participant’s body language (non-
verbal indicators), for example – the insightful 
information supplied was valuable. The semi-
structured interviews allowed flexibility in terms 
of how questions were asked; and also offered 
the opportunity for the researcher to probe, in 
an endeavour to gain a clearer understanding 

of what the thoughts and experiences of 
women in executive positions are, and of 
those in middle management who are aspiring 
to progress into leadership and senior roles.

data-analYsIs metHods
Thematic analysis was used to analyse the data 
obtained from the interviews. This method 
involves analysing data according to themes 
that emerge from the data and which are not 
imposed by the researcher (Merriam, 2009).

relIaBIlItY, ValIdItY and trust-
WortHIness
According to Patton (2001), validity and 
reliability are the two factors that any qualitative 
researcher should be concerned about when 
designing a study, analysing results, and judging 
the quality of the study. A multi-method strategy 
was used, including observation, interviews 
and digital recordings, to collect and analyse 
data, in an attempt to eliminate the researchers’ 
bias. The participants had the opportunity to 
review their input and ensure the final transcript 
was correct. This view is supported by Winter 
(2000), who argues that trustworthiness can be 
achieved by eliminating bias and increasing the 
researcher’s truthfulness of a proposition about 
some social phenomenon using triangulation. 

etHICal ConsIderatIons 
Research must be conducted within ethical 
parameters. Before embarking on any research, 
the researcher must be aware of how to conduct 
ethical research in order to combat any potential 
pitfalls that may arise during the research process 
(Bryman and Bell, 2016:120). To avoid any issues 
or pitfalls, ethical issues need to be considered at 
the beginning stage of the research – at the time 
that the research strategy is designed (Bryman 
and Bell, 2016:120). The research was carried out 
according to the ethical guidelines of the institution 
at which one of the researchers works. Ethical 
clearance was obtained and all participants signed 
consent forms. Each participant understood the 
basis and aims of the research. Their identities 
and the identities of the organisations they work 
for were kept anonymous, and randomly selected 
pseudonyms were given to each participant.
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data-analYsIs metHods – Con-
struCtIng tHemes
The following steps were used to construct the 
themes and analyse the data. The recordings were 
transcribed to ensure that all the conversations 
and discussions were captured correctly. The 
data was cleaned to correct the transcription 
errors, where necessary. The transcripts were 
read through four to five times to ensure that 
the recordings were captured correctly and the 
contents understood. Thereafter, the transcripts 
were coded and a keyword-in-context approach 
was used to identify similar words used (Ryan 
and Bernard, 2003:97). The keywords such as 
networks, networking, mentor, sponsor, inflexible, 
discrimination, prejudice etc were highlighted in 
different colours to identify themes. Thereafter, 
these were grouped together to be analysed. The 
data highlighted the participant responses such 
as, ‘it is not easy for women to pick up a phone 
and phone whoever to connect them with this 
person or that person, and acknowledge that 
a lot of deals or transactions happened almost 
as casual encounters such as playing golf ’. This 
information showed the need for networks, 
that women felt they are in the minority and 
in male dominated environments, as well as 
the presence of unintentional discrimination, 
perceptions, prejudice, inflexible working 
hours that are to the detriment of family life.

results/fIndIngs
Overall, the findings from the data corresponded 
with the literature and other studies that have 
been conducted on women in business. The 
main themes that were highlighted in this study 
included the lack of strategic networks, mentors/
role models and sponsors for women. The 
inherent and persistent gender pay gap was also 
identified, as well as the lack of organisational 
flexibility for women in the financial services 
work sector. Rigid cultural stereotypes and 
prejudices – in terms of negative perceptions of 
women as leaders and senior managers – persist 
in the financial organisations that were part of 
study. What is interesting is how many women 
highlighted the lack of support from other female 
colleagues. However, from the literature we can 
deduce that similar phenomena occur in many 
organisations within South Africa and globally.

From a more proactive point of view, the 
participants, who are in senior leadership 
positions, were asked how they had navigated the 
challenges in the workplace. They all indicated 
that they had made sure that they studied 
formal qualifications, for example professional 
qualifications such as Chartered Accountants, 
and Masters Degrees. In addition, the responses 
were that they worked extremely hard and 
pushed themselves to deliver, to achieve and 
go beyond expectations” (Ramaphekela, 2016). 
Other responses included that they were always 
determined to do their work well; they learned to 
succeed in a variety of different roles that were open 
to them. The ability to identify the difference in 
roles where you can do well and where you would 
not do well is important and from there to choose 
the opportunities where the chances of success 
were higher was important (Ramaphekela, 2016).  
They also pointed out that if you are able to add 
value, then men tend to respect you. One of the 
participants said that she had learned to be more 
vocal and assertive in her work environment. 
In addition, she had been mentored informally 
by two of her male colleagues, and this had 
assisted her immensely (Ramaphekela, 2016).

From the results and findings it is apparent 
that although there are still obstacles and 
challenges for women in the workplace, there are 
proactive stances and activities that women can 
embrace in order to grow and move into more 
senior management and leadership positions.

managerIal aPPlICatIons 
The majority of the participants agreed that more 
could be done to facilitate the progression of women 
into senior leadership and management positions. 
They suggested measures that organisations in 
the financial services sector could implement. 

Organisations can offer flexible working 
arrangements to align with global trends. Formal 
and more effective mentoring and development 
programmes should be part of organisations’ 
skills development strategies, which would align 
with the legislation already in place in South 
Africa. Handover strategies should be developed, 
where younger female employees could work 
closely with more experienced employees in order 
to enable a transfer of skills. This would create a 
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pipeline of upcoming talent and aid in succession 
planning. Staff performance measures should 
incorporate development programmes and 
gender equality and transformation initiatives as 
a core part of their cultural strategy. To address 
the gender payment gap, organisations need to 
develop transparent payment structures. Senior 
management needs to embrace diversity as a 
value and embed it in their organisational culture. 
Organisations need to have policies that cater fairly 
to women with children, address the development 
of women and create viable options for them.

ConClusIon
The findings of the study supported the theoretical 
framework, which highlighted many of the 
challenges that women face in the workplace in 
the financial services sector. These challenges 
are not unique to South Africa or the financial 
services sector; they are a global phenomenon. 
Many government regulations have been in place 
for longer than twenty years, but women are 
still under-represented in senior and leadership 
roles. This indicates that regulations are not 
always the solution, although they have helped 
to a certain extent. To improve the situation, 
these challenges require commitment and buy-in 
from the leaders in organisations. Organisations 
need to invest in the development of all their 
employees. By including males and females from 
different backgrounds in the research sample, 
organisations can benefit from sound decision-
making. The financial services sector can benefit 
both financially and non-financially by closing the 
gender gap that continues to persist at both the 
management and senior leadership level. This can 
be achieved by creating inclusive and supportive 
work environments that allow both males and 
females to participate equally in the workforce.
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aBstraCt 
Coffee is supposed to have originated in Africa, 
in Ethiopia to be specific. Yet current concerns 
driving certification standards such as Fair 
trade and the Rainforest Alliance are based on 
the premise that retailers derive more monetary 
benefit than the coffee producers farming the 
coffee beans.   The research purpose is twofold: 
At first, it highlights the challenges that may 
hinder the sustainable production of coffee for 
African coffee producers. Secondly this papers 
considers whether African coffee farmers or 
associated business partners should explore new 
opportunities such as investing more money 
into the processes of roasting, packaging and 
distribution of finished products as opposed to 
maintaining the status quo of farming, harvesting 
and exporting only the coffee beans.  Literature 
is synthesized about climate change, the coffee 
country of origin and certification, together with 
questions answered by two South African roasters 
to verify the coffee industry context and discard the 
two research propositions. The study concludes 
with a contextual model to base future research 
on and recommendations for further study. 

Keywords: sustainability, Coffee production, 
Certification, africa. 

IntroduCtIon
Coffee beans have been planted and harvested in 
Africa for centuries.  It is said that coffee originated 
in Ethiopia, where the Arabica trees were found, 
around the tenth century A.D. The geographic 
area known globally as the coffee producing 
nations’ “Bean Belt” falls between the tropics of 
Cancer and Capricorn and includes countries 
famous for coffee such as Brazil, Colombia, 
Ecuador, Ethiopia, Gautemala, Honduras, India, 
Indonesia, Peru, Uganda and Vietnam amongst 
others.  From Ethiopia in East Africa, coffee seeds 
made its way to Yemen in the 15th century and 

the Arabica trees spread to Persia, Turkey and 
northern Africa thereafter.  About ten years ago, 
these coffee farms were estimated to account for 
the employment of 25 million people worldwide 
(Author unknown. USA National Coffee 
Association).  More recently, the world’s coffee 
production was forecasted to be 152,7 million 
bags of 60kg each during the 2015/2016 harvests 
(USDA Foreign Agricultural Service, 2016), 
which brings the current estimated employment 
figure closer to 100 million people involved with 
coffee production and distribution.  Over time, 
the farming and harvesting of coffee has also 
created other associated economic spin-offs in the 
form of automated harvesting equipment, bean 
processing equipment, food service equipment 
being manufactured, espresso machines, 
coffee grinders, water filtration systems, coffee 
machine and other cleaning products (Author 
unknown. USA National Coffee Association).    

Sustainable coffee production would imply 
that an enterprise has a good financial model, 
environmentally friendly business operations and 
a responsible impact on society.  African coffee 
producers are being portrayed as benefitting less 
than other role players such as coffee roasters and 
retailers, who are further down the supply chain.  
Farmers are perceived to be solely focusing on the 
supply of “green” coffee, with less value-adding 
activities, with the consequence of profits accruing 
more to those downstream business entities.  This 
paper highlights the challenging dynamics of the 
coffee supply chain and the roles of intermediaries, 
the certification authorities and brokers.  In light 
of these human business interactions, climate 
change also adds to the physical environmental 
challenges faced by suppliers.  In order for coffee 
producers to support their livelihoods into the 
future, new opportunities are also interrogated 
as a means of sustainability.  Approving or 
disproving the research propositions would mean 
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finding evidence that reveals the shortcomings 
in the coffee farmers’ supply chains or unveil 
guidelines to more sustainable business practice 
within coffee production and distribution.

ProBlem InVestIgated
The usual suspects who receive the blame 
are logistics and marketing related issues for 
preventing African countries from getting better 
value for the 9% of global production (equating 
to 10 million 60kg bags) that they grow.  At the 
applicable rate of exchange, the 9% could have 
been worth US $2 Billion.  This is according to 
Grynberg (2013) who on top of it, estimated 
that collectively African coffee farmers derive 
only 7% of the value of roasted coffee sold in 
retail supermarkets.  This is regardless of the fact 
that Africa exports unprocessed coffee beans to 
Germany, its European Union neighbours, Poland, 
Austria and to the United States of America (USA).  

The research purpose is twofold: At first, it 
highlights the challenges that may hinder the 
sustainable production of coffee for African 
coffee producers.  This is based on the current 
concerns mentioned by Grynberg (2013) above 
that retailers derive more benefit than the coffee 
producers farming the coffee beans.   Secondly this 
papers considers whether African coffee farmers 
or associated business partners should investigate 
new opportunities to invest more money into the 
processes of roasting, packaging and distribution 
of finished products as opposed to maintaining the 
status quo of farming, harvesting and exporting 
only the coffee beans.  The two discussion areas are 
subdivided into two research propositions below:

researCH ProPosItIons
The main research question and propositions 
were derived from the literature review that 
follows after the methodology section below.

The main research question is as follows: 

What challenges and opportunities exist 
for sustainable coffee production in Africa?

This research case aimed to prove or disprove 
the two propositions as stated below:

1. There are no real challenges that prevent 
sustainable coffee production in Africa.

2. There are no tangible sustainable opportunities 
that exist within the supply chain networks 
to advise African coffee producers to invest 
more into their supply chain processes after 
harvesting. 

researCH metHodologY
This is an exploratory case study that investigates 
the ‘what and why’ of challenges and opportunities 
within sustainable coffee production.   While 
supply chain intellectuals may opine that the 
supply chain of coffee is well known, the reality 
is that certified coffee research focused more on 
Latin American countries between 2005 and 2015, 
although coffee exports from East Africa had 
steadily increased over time (Ruben & Hoebink, 
2015).  This case study  views the African producers 
as the focal point for whom advisory learnings are 
to be documented for better understanding (Rule 
& John, 2011).  Since the object of the case study 
is coffee, the case study becomes instrumental 
in leading to the broader discourse about 
challenges and opportunities presenting itself 
in the context of the sustainable coffee supply 
chain networks.  Case study material sourced 
from secondary sources were supplemented by 
some empirical semi-structured interviews of 
convenience sample coffee roasters and other 
coffee manufacturing players in the South African 
marketplace. Main themes were synthesized into 
one main research question and two qualitative 
propositions.  This case study methodology allows 
for a synchronic word picture of how sustainable 
coffee production is at this particular point in 
time (albeit in diagram depiction in the findings 
section) , without necessarily explaining how all 
the challenges nor opportunities’ findings came 
to be in its current state (Rule & John, 2011).  

lIterature reVIeW
The literature review is divided into three main 
sections:

1. The Value Chain of Coffee
2. Climate change and sustainability
3. Country of origin and certification

The challenges and opportunities are discussed 
intermittently within these sub-sections. 

The background foundation of coffee itself is the 
beginning of these writings. Within commercial 
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coffee production there are two main coffee 
species namely Arabica and Robusta.  The former 
is directly descendent from the original Ethiopian 
coffee trees that produce a mild, fine tasting, 
aromatic coffee and dominates the market at 
around 70% of the world’s coffee production.  
Beans are characteristically flat and more elliptical 
than the more rounded Robusta beans. Of the 
two species, Arabica is believed to boast the claim 
of containing less caffeine than Robusta.  Robusta 
lives up to its name by being more robust to 
cultivate since it is less prone to disease.  Although 
yielding 30% of the world’s market, the Robusta 
species is more likely to be used as the “dominant 
ingredient for coffee blends and instant coffees” 
(Anonymous by request, Nestlé, 2017).  In order to 
facilitate the discussion that would allow the two 
research propositions to be addressed, the product 
life cycle of coffee is briefly explained below from 
the processes within a value chain perspective.  

Value chain of coffee
Many consumers enjoy drinking their coffee 
without over -thinking the processes involved in 
getting their coffee from “farm to cup”.  Farmers 
who grow coffee trees for their beans at agricultural 
level starts off a ten step process (Writer unknown 
from USA National Coffee Association, 2017), 
that will be briefly explained here.  The ten steps 
are an approximation since farmers will decide 
how to run their operations and increase or 

decrease the number of steps in the process at 
their own discretion.  This is done to explain the 
context of where literature says that challenges 
may appear and threaten the sustainability of good 
quality coffee for consumption by the one third 
of the world’s population.  Refer to the diagram 
below for a simplified summary of the process 
that starts from planting the seed to brewing 
coffee for enjoyment by individual consumers. 

In step number 1 above, we find that at farm 
level the coffee tree cherries mature one year 
after the tree flowers and it takes five years to 
reach full fruit production.  Between the ages of 
7-20 years, a coffee tree is at its most productive, 
however the tree itself can live up to 100 years.   
During the harvest, one coffee tree potentially 
yields 2 pounds’ green beans or 10 pounds of 
coffee cherries per year.  Harvesting can be 
done manually using a labour force that picks 
and re-picks the same tree, depending on how 
ripe the cherries are during the first pickings.  
If harvesting is done with mechanization, the 
farm equipment will be used only when all 
the cherries are ripe for picking, potentially 
saving time during the harvesting.  During the 
washing and/or drying stages, the different coffee 
farmers can be identified who are economically 
able to afford machinery used during the “wet 
processing” as opposed to those engaged in the 
more traditional ways of drying the beans in the 

fIgure 1. aPProXImated ten stePs In tHe lIfeCYCle of Coffee. (sourCe: adaPted from tHe 
usa natIonal Coffee assoCIatIon (nCausa) WeBsIte, 2017.)



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

211

A DECADE OF EXCELLENCE

sun directly. (Author unknown, NCAUSA, 2017).  

By fragmenting the life cycle process into the 
separate tasks or events taking place in the 
diagram above, there are many associated 
industries that came into existence along the 
value chain and over a number of years.  This 
non-exhaustive list of associated industries 
includes harvesting machines, drying ovens, food 
service equipment, espresso machines, coffee 
grinders, water filters and cleaning products, 
amongst others.  Although there are only two 
main cultivars involved here, the coffee beans 
have been spun off into many different varieties 
of coffee, flavors of coffee and coffee blends.  

Climate Change and sustainability 
The farming of coffee takes place at ideal 
conditions in the tropics at between 3000 and 
6500 feet above sea level for Arabica and possibly 
at slightly lower altitude for Robusta.  The effects 
of industrialization over time has been a steady 
rise of planetary temperatures that threaten the 
temperate conditions required for farming good 
quality coffee.  Coffee is known as Kaffea (from 
the region it hails from in Ethiopia) and can be 
harvested currently at more than 100 varieties of 
the two main plant species.  Seventy percent of 
these are threatened by extinction (Craves, 2007). 
Since the 1970s coffee trees have been threatened 
by coffee berry disease, coffee leaf rust and coffee 
borer beetles, especially amongst East African 
crops.  Increasing the use of pesticides would 
have the effect of decreasing the biodiversity of 
plantations.  One of the solutions that farmers 
have tried to counteract the threats involves 
planting disease resistant types of coffee trees.  

In terms of climate change’s effect on seasonality, 
although some varieties of tree species are 
actually self-pollinating, it is necessary to 
monitor the extent of biodiversity that exists 
around coffee farms.  Depending on whether 
farms are using indigenous shade canopies of 
trees to shield the coffee trees from the sun and 
wind, the amount of birdlife biodiversity will 
reflect best practices by having a variety of bird 
species visiting the area.  Birds do not feed on 
coffee seeds or berries directly but find insects 
or other flora within the trees adjoining the farm 
sites.  A bird habitat researcher, Julie Craves, has 

concluded that coffee shade canopies protect 
biodiversity and suggests that wildlife and other 
conservation (like the Tanzanians who keep 
coffee plantations and chimpanzees separated), 
together with ecological assessments will go 
a long way towards protecting biodiversity.  

Coffee producers also have the challenge 
of managing soil erosion, soil health, using 
organic mulch and planting nitrogen fixing 
trees (nitrogen consists of potassium and 
ammonium, both required for fertile soil 
according to Valkila, 2014).  Coffee farm 
producers’ efforts in this regard all add up in 
the efforts to counteract global warming and the 
worsening conditions in which to produce coffee.  

Climate change has made it necessary for coffee 
farmers to also create buffer zones to protect 
water, which has been identified as a top risk 
impacting society and economic development by 
the World Economic Forum (WEF, 2012).  The 
protection of water zones challenge is so serious 
that the Specialty Coffee Association of America 
(SCAA) issued a Blueprint for Water Security 
in Coffeelands (Hicks, SCAA, 2012).  The main 
points of the blueprint are documented as follows:

•	 Water sources should be transparently 
managed and publicly known. Unless the 
entire chain is involved with mapping the 
resources, coffee faces a supply chain risk 
since all the processing steps involve using 
water.

•	 Coffee farmers should become water smart. 
This means slowing down the flow along 
contours or using micro-terraces to maximize 
water soil infiltration to the roots. Soil 
restoration , vegetative cover to absorb rainfall 
and smart irrigation systems all promote 
sustainable farming practices.

•	 If required, milling practices and technologies 
should be adapted.  By actively decreasing 
water use and treating wastewater before it 
returns to rivers and streams, farmers can also 
monitor quality and profitability. Treating 
wastewater involves the removal of organic 
solids and neutralising acidity in the milling 
process.

•	 Industry (buyers and roasters) should be 
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incentivized to co-invest in water saving 
equipment with farmers. Scorecards on water 
usage and adhering to water standards within 
certification, would entice other supply chain 
actors to co-invest.

•	 Coffee should be used to build awareness 
about water scarcity in general.  Water 
stewardship and strategic partnerships with 
non-government-organisations (NGOs)

•	 can support the awareness and educational 
cause for consumers of coffee to get involved.

•	 Coffee farmers should seek out more strategic 
collaboration. Mapping resources and 
identifying common challenges and interests 
can promote sustainable water management 
practices.

In summarizing the main points of the blueprint, 
the main message for coffee producers is not to 
threaten local water security by dominating rural 
landscapes. By measuring the footprint of the water 
intensive coffee crops it is estimated that it takes 
it takes 140 liters (37 gallons) of water to produce 
a single cup of coffee. Most countries (about 140 
at least) belonging to the United Nations will 
list water security as a national priority.  

In summary of this section, climate change 

can influence the earth’s temperature, soil 
quality, biodiversity and water scarcity, 
which are all collectively and individually 
challenging sustainable coffee production.

Country of origin and certification
Although there are many African countries 
producing coffee (Angola, Kenya, Madagascar, 
Malawi, Tanzania, Uganda, South Africa, Sao 
Tomé & Principe, Sudan, Zambia and Zimbabwe), 
not all of them appear in the top ten list of 
global coffee producers (see the table below).

Since Ethiopia is credited with the origin of 
coffee, it is fitting to be the highest ranking 
African country in Table one above.  While 
the Ivory Coast (Côte d’Ivoire) and Uganda 
completed the list of the top ten coffee producing 
African countries, it is strange that all the other 
countries which started coffee production after 
Ethiopia have overtaken it by 1999 in terms of 
harvested yield.  The country of Kenya, does not 
feature in the tables above nor below. A study 
on a coffee region in Nairobi, Kenya, studied an 
80 year old time period in their history of coffee 
production. Combined with climate change 
patterns between 1929 and 2011 and the effects of 
urbanization on the livelihoods of Kenyans were 

taBle 1. Coffee ProduCIng CountrY 1997-1998 lIstIng In desCendIng order of QuantItY 
ProduCed

number 
on list

top 10 coffee 
producers globally 

(1997-1998 crop year) 

number of 60kg bags 
produced (in millions)

(1997-1998 years’ 
crops) 

renowned for these coffee beans:

1 Brazil 22.5 million bags Bahia, Bourbon Santos
2 Colombia 10.5 million bags Medellin, Supremo, Bogotá
3 Indonesia 6.7 million bags Java,Sumatra, Sulawesi (Celebes)
4 Vietnam 5.8 million bags Robusta specialisation

5 Mexico 5 million bags Altura, Liquidambar MS, Pluma 
Coixtepec

6 Ethiopia 3.8 million bags Harrar, Sidamo,Yirgacheffe
7 India 3.8 million bags Mysore, Monsooned Malabar
8 Gautemala 3.5 million bags Atitlan, Huehuetenango 
9 Côte d’Ivoire 3.3 million bags Robusta specialisation

10 Uganda 3 million bags Bugisu (Robusta)

Source: Adapted from US National Coffee Association data where the 1999 table is found on www.
coffeeresearch.org.
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threats of borer beetles that should be mitigated 
by shading coffee plantations.  By virtue of being 
in the tropical Bean Belt in Africa, countries are 
susceptible to climate variations and need to 
implement measures to become more resilient 
in their agro-ecosystems (Jaramillo, Setamou, 
Muchugu, Chabi-Olaye, Jaramillo, Mukabana, 
Maina, Gathara and Borgemeister , 2013).  In 
my opinion, “Country of origin” can become 
a concern in measuring coffee quality when 
compared to other non-Africa country sources.

In contrast to Table one , Table  two below  list the top 
ten countries exporting coffee with its equivalent 
value in US Dollars for the year 2016, where the 
more developed countries feature more than the 
lesser developed countries listed above.  The easily 
observable contrast is that the countries who farm 
the beans are not included in the list for earning 
top foreign exchange for their coffee.  “Country of 
origin” is thus a non-specific term that does not 
clarify whether data relates to milled green coffee 
beans or processed and packaged coffee brands.

   taBle 2: toP ten CountrIes eXPortIng In 2016

exporting Country amount in us 
dollars

1 Brazil   4 855 884
2 Colombia   2 462 526
3 Switzerland   2 045 946

4 United States of 
America   931 193

5 Peru   757 820
6 France   743 252
7 Canada   554 153
8 India   550 169
9 Poland   368 161

10 United Kingdom   334 253

Source: Adapted from USDA Foreign 
Agriculture Service data

As each of these countries have a different 
climate and perceived labour conditions that 
may be incorrectly linked to the worth or value 
of exchange for coffee beans, in order to avoid 
exploitation of farm workers, the concept of 
certification was born.  This is in agreement with 
the definition of sustainable as set out in Ingenbleek 

and Reinders (2013) who relate compliance with 
environmental and social standards as being 
worthy of certification for coffee supply chain 
players.  They also link compliance to being ethical.  

It was estimated that only between 5-10% of 
the retail price of coffee accrued to the farmers 
in these developing countries.   This percentage 
is based on four large retailers (such as Nestlé, 
Procter & Gamble, Kraft and Sara Lee) who 
together supplied 80% of the 160 million 
Americans’ coffee.  It was estimated that this 
coffee was procured from 50 developing countries 
where farmers were farming less than 5 hectares 
of land.  In good climatic conditions it would 
cost these countries between 30 US cents (for 
Vietnam) and 80 US cents (in central America) 
to produce a pound (454 grams) of coffee while 
the farmers themselves receive between 20-50 
cents per pound.  To add to the irony of this 
situation, the developing countries are dependent 
on the global price of crude oil, which is used 
to manufacture the fertilizers that increase the 
cost of coffee farming.  Being depending less 
on chemical fertilisers would render farming 
practices as “Organic”. It was because of these 
debilitating conditions for coffee farmers that 
the Certification movements came about.  The 
4C (Common Codes for Coffee Community), 
the European Fair-Trade Labeling organization 
(FLO) movement, the Organic certification, the 
UTZ certification and the Rainforest Alliance 
(RFA) are depicted in a timeline below (based 
on how it was introduced into the Netherlands’ 
coffee history (Ingenbleek & Reindeers, 2013). 

Measuring the Fair Trade observations over 
the time period 2004-2014, they conclude that 
both extremely high demand with high coffee 
prices (Colombian extreme weather in 2007-
2010, created a shortage of 12.5 million bags 
of 60kg on the market) and extremely low 
coffee prices have resulted in a decline in real 
prices for coffee (Valkila, 2014).  The Fair Trade 
movement provides certification for a group of 
farmers on whose behalf they negotiate higher 
market prices, provide development finance and 
attempt risk mitigation for farmers.  Beyond price 
management, Fair Trade wants to improve the 
governance in value chains, improve developing 
country farmers’ working conditions for their 
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labourers, empowerment and capacity building.  
Value chain governance means trying to reverse 
the unequal distribution of rewards within the 
value chain of coffee.  See Table three below 
on the principle of Fair Trade price premiums:

The Fair Labelling Organisation (FLO), launched 
Fair Trade labeling already in 1988, but also 
engages in quality control mechanisms in order 
to direct higher quality yields towards gourmet 
coffee markets to obtain potentially higher prices, 
as a means of price insurance/hedging.  The 
Valkila (2014) study concludes a limitation to 
its efforts from the reality that price volatility is 
the same for Fair Trade farmers as non-certified 
FLO farmers. This is because market prices 
are subject to many uncontrollable variables 
including other producers, fixed contracting and 
rising transaction costs involved with too many 
small scale producers and with low volumes.  

Fairtrade certification is limited to groups of 
farmers or co-operatives while the Organic 
and UTZ allow for individual farmers to 
become certified.  The trend for retailers to use 
sustainability standards and labels on luxury 
foods mean  that the sale of coffee, tea, cocoa  or 
tropical fruits have increased the sale of certified 
goods from 4% (in 2006) to 8% (in 2009) and is 
predicted to grow to 20% of global market share 
in future (Chiputwa, Spielman and Qaim, 2014).  

The Kapeh attached to the UTZ certification 
actually means “good coffee” in the Mayan 
language.  The UTZ labeling system (which makes 
up 30% of all coffee consumed in the Netherlands, 
where it originated in 1999) focuses on traceability 
and sustainable production processes based on 
Good Agricultural Practices (GAP).  The UTZ 
program does not guarantee a minimum price 
for producers and instead offers training (from 
the GAP standard) to help farmers get higher 
yields for their crops (Chiputwa, et al, 2014).

The Organic standards impose the principles 
of health, ecology, fairness and care for their 
certified farmers to use both traditional and 
scientific knowledge to maximize soil fertility and 
biodiversity.  The German based International 
Federation of Organic Agriculture Movements 
(IFOAM) forbids the use of synthetic fertilisers 
and chemical pesticides and will take a three year 
strict approach towards full organic certification. 
These strict guidelines also do not guarantee 
minimum prices although prices paid to farmers 
are always higher than that of non-certified 
farmers (Chiputwa, et al, 2014).   These strict 
guidelines have also resulted in countries and 
producers following their own standards instead.

The Rainforest Alliance (RFA) combined with 
the Sustainable Agriculture Network in Brazil has 
been found effective in improving market access 

taBle 3: Coffee CertIfICatIon aBBreVIated tImelIne

1988 1997-1999 2006 2007

Fair Trade UTZ Kapeh Rainforest Alliance 
(RFA) 

Common Code for the Coffee 
Community

Source: Compiled by the author from various referenced literature review articles

taBle 4: faIr trade Coffee PremIums under dIfferent marKet PrICes (us dollars Per 
Pound) 

market Price (us dollar per pound) fair trade price premium offered to farmers
4.00 0.2. or 5%
3.00 0.2 or 6.6%
2.00 0.2. or  10%
1.50 0.2 or 13.3%
1.00 0.6 or 60.0%
0.50 1.1. or 220.0%

Source: Valkila (2014) summary from the Fair-trade Labeling Organisation’s 2011 report



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

215

A DECADE OF EXCELLENCE

to the groups in a study of 55 individual coffee 
farmers and 11 grouped individual producers 
(Pinto, Gardner, McDermott and Ayub, 2014).  
The RFA is advised that marginalized individual 
producers will require more policy interventions 
from government to access the certification system 
and promote sustainable farming practices.

Besides the perception or misperceptions 
following the “country of origin” for coffee, single 
certification standards are already an outdated 
business practice.  An excerpt edited by Ruben 
and Hoebink (2015) diverts the certification away 
from Latin America to East Africa (specifically 
Ethiopia) and conclude that double-certified 
coffee farmers can charge higher prices than 
those with only one certification standard.  
Subsequently therefore triple certified sellers 
also have higher incomes than double-accredited 
farmers.  The book noted that no increases in 
productivity, access to finance, gender equity for 
decision making within co-operatives were visible 
although multiple certifications existed amongst 
East African value chains.  The lack of poverty 
alleviation in Ethiopia associated with certification 
concurs with the 2014 study by Chiputwa, et al 
, whose impact study of sustainability standards 
focused on Uganda.  Similar to their findings on 
Peru, higher prices do not result in significant 
gains in income (Chiputwa, et al, 2014), although 
FLO makes efforts to measure the realistic costs 
of production impact (Valkila, 2014).  A study 
involving Peru and Mexico, published in 2011, 
analysed the impact of both the Fair trade/
organic and Rainforest Alliance certified growers’ 
net returns and concluded that certification that 
permits improving crop yields (i.e. the pounds 
per coffee per hectare of land) are the only way 
to positively impact the net cash returns for 
coffee growing households (Barham and Weber, 
2012).  Their advice for improving yields include 
systematic  pruning of trees and using less expensive 
inorganic means to fertilise the soil without losing 
out on the health benefits of coffee consumption.

Another  criticism aimed at all the certification 
initiatives is that the volumes of coffee sold under 
these certification labels only represent a small 
portion (i.e. less than 25%) of sustainable coffee 
sold (Gana Shruthy, Kumar & Yadav, 2016).  They 
imply that the global coffee market is now in a 

state of over-supply and that the existing demand 
of consumers is not necessarily for sustainable, 
certified coffee.  The arrival of corporate social 
responsibility initiatives by roasters and retailers 
alike, give the impression that certification is only 
about the image that is created in the minds of 
consumers, not necessarily about sustainable 
coffee production.  Retailers such as Walmart, 
MacDonalds and Starbucks are embracing 
“sustainable coffee” only to build their own brand 
reputation and consumer trust, which will enhance 
their own profitability down the line (Elder, Lister 
and Dauvegne, 2014).  The interviews of two 
South African roasters, whose corporate brands 
are recognisable in the marketplace, confirmed 
that the certification labels do not influence their 
choice in procuring coffee beans.  By virtue of using 
internationally based coffee brokers, the country 
of origin and certification labels are not the main 
selection criteria for sourcing quality beans.  Their 
arguments could also explain the current call 
for coffee farmers/ producers to be co-creators 
of standard setting and certification instead of 
accepting downstream value chain stakeholders’ 
standards (Vellema & Van Wijk, 2015).

 fIndIngs
Since the research is mainly about synthesizing 
existing literature in an exploratory case study, 
the main challenges and opportunities relating 
to Climate Change and Sustainability, Country of 
Origin and Certification; the subsequent model 
(Figure 2 below) summarises the elements relating 
to the coffee production and consumption context.  
This is preceded by the research summary below. 

Self-reflective questions (Rule & John, 
2011) that were used to organize the 
findings about the case study include:

1. What is the unit of the case study analysis? 
Sustainable coffee production.

2. What context was being reviewed?  The set of 
circumstances (challenges and opportunities) 
can be seen in dimensions of:

•	 space: The global coffee production and 
African coffee production.

•	 time: Reviewed literature reveals that climate 
change and country specificity yields from 
long before, certification is current and future 
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practices are dependent on relatedness of all 
the elements interacting.  The timelines for the 
certification phenomenon may be limited to a 
25year long timespan (1992-2017) although 
coffee production and consumption exists for 
much longer.

•	 depth: What lies underneath the surface? 
Sustainable coffee production is a microcosm 
(Rule & John, 2011) of global coffee production 
as demonstrated in Figure 2 below.

The last question that remains in self –reflection 
would be: 

3. How can my case study shape its context? This 
is contained in the managerial implications 
discussed below.

managerIal ImPlICatIons
Although many definitions exist about 
what sustainability is, the discussion will be 
limited to the simplified view that means 
that organisations, from farmers to retailers 
should address social, environmental and 
financial aspects in conducting business.  

farmers: Verify the coffee botanical variety since 
Arabica has more market value than Robusta.

Mitigate for climate change and invest in 
shade nets, plant canopy trees, that attract 
biodiversity such as birds within forest areas.  

Be aware of speciality consumer taste and 
preferences for blends and flavours in order 
to improve the marketability of your harvests.

marketers and Brokers: Consider what the country 
of origin and other sustainability concerns about 
certification, since coffee roasters pay better coffee 
prices for multiple certifications. Be specific about 
claims of sustainable practices from coffee origins.

roasters: Do not depend only on brokers and 
auctions but track the conditions of where coffee 
beans originate from. This can mitigate “the risk 
of reputational damage to the ethical profile” 
of your business concern (Masterton, 2017).

retailers:  Be aware of large retailers shortening 
the supply chain by going direct to farmers if you 
want to secure reliable sources for procurement. 

All the business partners need to adhere 
to sustainable use of land and scarce 
water resources from farming through to 
processing, marketing and distribution.

This case study was limited to being exploratory 
and therefore findings cannot be generalized to 
any region or continent from what was synthesized 
from the literature.  A more comprehensive 
and even comparative study needs to be done 
on all African coffee producers to synthesize 

fIgure 2: tHe Coffee ConteXt model for future researCH folloW-uP studIes. (sourCe: 
ComPIled BY tHe autHor as tHe maIn fIndIng and outCome of tHe researCH studY.)
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country specific practices in-depth, but there are 
indicators pointing to a real need to investigate 
all aspects of the entire coffee supply chain. 

Proposition one can be disproved since 
uncontrollable challenges of climate change exist 
that threaten coffee production’s sustainability. 

If consumer trends show coffee growing in 
market value and specialty coffee consumption 
trending worldwide, the evidence suggest that 
proposition two can also not be supported.  

Moving beyond multiple certifications could 
help African coffee producers to brand to 
their strengths and involve other features of 
their country of origin salient points beyond 
being grouped into the current practice 
to ‘regionalize Africa’s coffee producers’.

ConClusIon
The complexity of coffee production and the 
scope for variety and brand specialization, suggest 
that coffee is still a sustainable and valuable 
crop for African coffee farmers.  By managing 
environmental challenges to yield sizable harvests 
and collaborating with supply chain partners in 
order to certify and market good quality, and 
by investigating the potential of longer shelf life 
varieties of coffee, the industry would do well to 
sustain the livelihoods of the 100 million people 
involved in coffee production and distribution. 
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aBstraCt
This paper presents empirical research that is 
focusing on children rights and their participation 
in entrepreneurial activities in the Bazezuru 
sub-cultural of Botswana. A qualitative research 
approach was followed. Data was collected through 
face-to-face semi-structured interviews, from 
12 purposively selected child entrepreneurs in 
Gaborone and other outlining areas in Botswana. 
Through grounded theory analysis this study 
found that the family unit is the major driving 
force for child entrepreneurial participation. 
We further established that there are violations 
of child rights, namely: the right to freedom of 
association, the right to be registered immediately 
after birth, the right to freedom of expression, 
the right to education and the right of access to 
health care services. Managerial implications and 
suggestions for further research are provided. 

Keywords: Bazezuru tribe, Botswana, Child 
rights, Child entrepreneurs, legislation  

IntroduCtIon
The United Nations Convention on the Rights of 
the Child (UNCRC) provides the international 
norms and standards for realizing the full 
potential of children.   The African Union (AU) 
further developed the African Charter on the 

Rights and Welfare of the Child (ACRWC).   
Botswana acceded to these in 1995 (UNCRC) and 
2001 (ACRWC) (UNICEF, 2015).  The Children’s 
Act of 2009 essentially incorporates the CRC 
and ACRWC into national legislation.   The Act 
provides for the promotion and protection of 
children’s rights, promotion of their physical, 
emotional, intellectual and social development 
and general wellbeing, protection and care.  The 
Government of Botswana is currently setting up 
the institutions required to implement the Act, as 
well as reviewing other legislation which will need 
to be revised in light of the Act (UNICEF, 2015).

In traditional Botswana society, children are 
not viewed as rights holders.  They are expected 
to obey their parents and other adults without 
question.  Under customary law, children are not 
allowed to speak in Kgotla meetings (community 
gatherings and consultations). The majority 
of Batswana misunderstand ‘children’s rights’ 
for freedoms which are perceived as a threat to 
cultural and customary law principles, such as 
respect for elders and parents.   In combination, 
these traditions and attitudes result in a lack of 
participation by children in decisions affecting 
them, a failure to understand and appreciate 
children’s rights, and increased opportunities 
to abuse children’s rights (Ditshwanelo, 2007). 
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Many children support their families with labour 
on the land or the house; however, some are 
forced into child labour which denies them their 
education and childhood.   For example, a Kuru 
survey in 2000 found that 37% of farm workers aged 
7-20 years in the Ghanzi District (south western 
part of Botswana) had never attended school. One 
of the key difficulties is that these farms are private 
property, therefore it is very difficult for anyone, 
including the government, to gain access to these 
farms in order to identify what is happening.  In 
addition, HIV/AIDS increased child-headed 
households, with the result that children are often 
economically forced to work (Ditshwanelo, 2007).

VaZezuru known as “Bazezuru” in Botswana is a 
name that has been widely accepted in this country 
given to one of the African initiated apostolic 
church followers (originated from Rhodesia, now 
Zimbabwe) (Gumbo, 2015). Zezuru is one of the 
Zimbabwean Shona dialects. “Muzezuru” denotes 
a Zezuru speaking individual, “VaZezuru” 
plural, meaning many Zezuru speaking people. 
Bazezuru are followers of a church known as 
Johane Masowe, registered as Johane Gospel of 
God church in Botswana (Gumbo, 2015). The 
founder  of this church was popularly known by 
his religious titles of Johane Masowe (meaning 
John of the wilderness) and believed to have 
resembled John the Baptist (Mukonyora, 1998), 
and was believed to have received his direct calling 
to ministry from God in 1932 through dreams 
(Dilon-Malone, 1976). All BaZezuru families and 
almost every member of the family from primary 
school going age (± 7 years of age) are involved 
in some form of business activity. Their mode of 
family businesses has been in existence since the 
1930’s as a result of some sustainable strategies 
adopted by this sub cultural group (Gumbo, 2015). 

BaZezuru children are also involved in business 
activities, mainly informal retailing of an 
assortment of wares. We took cognisance of 
the Universal Declaration of Human rights, the 
United Nations proclamation that childhood 
is entitled to special care and assistance. 
Furthermore, it is disturbing that children, 
mostly the minority Bazezuru, who are as 
young as 10 years are seen selling mats and 
broom sticks in various shopping malls and 
centres all over Botswana when their peers are 

attending school. The majority of Bazezuru girls 
are ‘married’ in their early teens without going 
through the expected human phase of adulthood.

ProBlem InVestIgated
Bazezuru children have been observed for an 
extended period of time as they participate in 
business activities. These business activities 
includes the production and marketing of several 
items and is produced during school days. This 
research therefore sought to establish the reasons 
as to why Bazezuru children were engaged in 
such activities during times when other children 
attend school. These children’s’ involvement in 
business prompted the researchers’ desire to 
determine whether child rights were infringed or 
not, in terms of the provisions of The UNCRC.

Objectives of Study
•	 To profile Bazezuru children engaged in 

entrepreneurial activities across Botswana.
•	 To establish factors leading to Bazezuru 

children participating in business activities.
•	 To examine the ‘Declaration of the Rights of 

the Child’ in relation to Bazezuru children.
Significance of research
Entrepreneurial characteristics that predict 
entrepreneurial careers appear early in life 
(Viinikainen et al., 2017). This research will be of 
great significance to policy makers, especially the 
Ministry of Education and Skills Development, 
and the Ministry of Home affairs in assisting 
with policies that cater for every child within the 
education sector especially minority groups. The 
Ministry of Health can also establish programmes 
targeted at vulnerable groups of society who are 
exposed to deadly diseases such as HIV/Aids. 
This might include the Bazezuru as the majority 
of them do not want to access government health 
facilities. Furthermore, findings from this research 
will contribute to the body of knowledge in the 
fields of child rights and child entrepreneurship.

Delimitations
This research was carried out in Gaborone, 
the capital city of Botswana and other 
outlying areas in order to get a fair 
representation of views which included 
Palapye, Mahalapye, Serowe and Francistown. 
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lIterature reVIeW
Definition of a child
The UNCRC which was adopted by the General 
Assembly (resolution 44/25) of the United 
Nations on 20 November 1989 define a child in 
Article 1 as every human being below the age of 
eighteen years, unless under the law applicable 
to the child, majority is attained later. Hodgkin 
and Newell (2008) posit that the convention has 
provisions for the child in the following clusters:

General principles such as non-discrimination, 
the best interests of the child being the major 
consideration, and respect for the views of the child.

1. Civil rights and freedoms, such as a right 
to an identity, freedom of expression, and 
protection of privacy.

2. Family environment and alternative care such 
as the right to be cared for by parents, and 
to an alternative secure form of care such as 
adoption if deprived of a family environment.

3. Basic health and welfare such as the right to 
health care and to an adequate standard of 
living.

4. Education, leisure, and cultural activities, 
such as the right to leisure and play.

5. Special protection measures, such as for 
refugee children, those in the juvenile justice 
system, and those belonging to a minority 
group.

Furthermore, the above mentioned rights which 
are guaranteed in the UNCRC can be categorized 
into three major areas and classified into ‘3 
Ps’ namely  (1) protection rights which is the 
right to be protected from certain activities, for 
example, the right to be protected against neglect 
and all forms of exploitation and maltreatment; 
(2) provision rights which is the right providing 
access to certain services and goods, for example, 
the right to education and health care as well as 
the right to food; and (3) participation rights 
which is the right to be involved in decision-
making. These include the right for children 
to express and have due weight given to views 
about decisions affecting them (Hammerberg, 
1990 as cited in Roos and Bouverne-De Bie, 
2007). Pirotte, Zimányi,  Massart and Yakusheva1 
(1994) concur with this assertion wherein they 

state that one of the far-reaching consequences 
of the UNCRC is that it makes the child an 
individual with rights and not just a passive 
recipient. Hence the child has the right to actively 
participate at all levels of decision making.

The inseparability of protection, provision and 
participation rights, which has been endorsed 
by the committee on the rights of the child is 
crucially important to the discipline of child 
maltreatment for practical rather than idealistic 
reasons (Pais & Bissell, 2006). Children’s rights 
as laid out in UNCRC provide a framework for 
understanding child maltreatment as part of 
a range of violence, harm and exploitation of 
children at an individual, institutional and societal 
level (Pirotte et al., 1994). The UN convention 
places the interests of the child first. However, 
in prioritisation of the rights of children, the 
UN does not truncate the rights of parents. The 
convention obliges states to provide parents with 
the capacity to fulfill their children’s rights, and 
three of its articles (5, 9, and 18) deal explicitly 
with the rights of parents (Pirotte et al., 1994).

Citizens, including children, are expected to 
possess or acquire certain competencies, including 
the competence to stand up for their rights, and if 
necessary, claim them (Roos & Bouverne- De Bie, 
2007). As regards the right to participate, education 
should be the primary vehicle through which 
children learn to participate in societal issues. 

Children have also been exposed to physical 
punishment as a form of discipline. However, 
of late there have been positive changes in that 
regard where punishment has been regarded as 
a developmental risk factor and as postulated 
by Durrant (2008), this transformation reflects 
the convergence of three areas of social change 
over the past decade namely (1) the emergence 
and growth of pediatric psychology, (2) greater 
understanding of the nature of parental violence 
against children, and (3) increasing recognition of 
children as bearers of rights. The use of physical 
force by an adult toward a child carries an inherent 
risk. If the child does not or cannot comply, the 
parent’s frustration and sense of powerlessness 
can quickly increase and the punishment can 
easily intensify to unintended levels (Vasta, 1982). 
In the United States of America, in more than 
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half of the schools corporal punishment is not 
allowed (Bitensky, 2006). In contrast, corporal 
punishment is permitted in the home, largely 
because of strongly held beliefs about parents’ 
rights to discipline as well as a societal view of 
parents as ‘‘owners’’ of children. This perspective 
of children as ‘‘property’’ may serve to maintain 
individual and societal beliefs that condone and 
perpetuate violence toward children (Knox, 2010).

Knox(2010) further postulates that, research 
now shows that  hitting children and other forms 
of corporal punishment of children are likely 
more harmful than helpful. Specifically, recent 
research shows that hitting is associated with 
increased aggressive behavior and delinquency 
in children. That is, children who have been 
spanked have a higher likelihood of engaging in 
aggressive and delinquent behaviors, not just in 
the short run, but even later in life. The UNCRC 
Article 19 spells out that “… parties shall take the 
appropriate legislative, administrative, social and 
educational measures to protect the child from 
all forms of physical and mental violence, injury 
or abuse” (United Nations, 2006). Consensus 
is increasingly evident around the world that 
violence against children must be prevented, 
physical punishment must be a target of 
prevention efforts, and prevention initiatives must 
reach children of all cultures (Durrant, 2008).

Furthermore, Article 19 compels nations to 
protect the child from all forms of maltreatment 
or exploitation, including sexual abuse, while 
in the care of parent(s), legal guardian(s) or any 
other person who has the care of the child. Sexual 
abuse manifested in the form of child marriages. 
Gumbonzvanda (2010), the World YWCA 
General Secretary and AU Goodwill Ambassador 
for Campaign to End Child Marriages presented 
the reasons for child marriages, inter-alia:

1. The extreme and degrading levels of household 
poverty which often leaves families and often 
girls themselves seeing marriage as an option 
for survival, and social protection mechanism 
and a source of livelihood. 

2. The embedded patriarchal and social attitudes 
that continue to place girls and women of 
lesser value in society. An attitude that often 
results in someone making a decision for girls 

on who to raise a family with, and live side by 
side with for the rest of your life. It therefore 
becomes an issue of gender discrimination 
and disempowerment of girls.

3. Lacking access to affordable, quality 
services and opportunities for girls such 
as education, health care, age appropriate 
sexuality education, shelters, legal and social 
services and economic opportunity. This is an 
indicator of failure of development and lack of 
opportunities within the basic unit of society, 
the family.

4. This is further driven by the fact that many 
of the interventions have rightly focused on 
the girls themselves. The question has not 
been sufficiently asked about the 39,000 men 
who are each day marrying under-aged girls. 
They are a faceless and nameless critical mass 
of people committing crimes and who are 
protected by patriarchy, and the reach of the 
justice system is still very low.

Entrepreneurs and Entrepreneurship
Entrepreneurs can be divided into micro and mega 
categories (Bygrave, 1989); micro-entrepreneurs 
start business that remain small while mega 
entrepreneurs start business with the intention 
of growth. Entrepreneurs are people with high 
need for achievement (McClelland, 1965), they 
show features of Schumpeterian entrepreneurial 
personality with respect to being creative and 
independent rule breakers (Obschonka, Fisch & 
Boyd, 2017) and they scored high in extraversion 
(Zhao, Seibert & Lumpkin, 2010), meaning that 
they demonstrate a feeling of being energized and 
uplifted when interacting with others or engaging 
in a business activity (Obschonka et al., 2017).

Successful entrepreneurs have been characterised 
as individuals who detect and exploit 
opportunities, make rapid decisions under 
uncertainty, are hardworking, goal striving, 
willing to take risks and individuals who perform 
a broad range of job tasks (Viinikainenet al., 
2017; Brandstatter, 2011). Other personality 
characteristics for entrepreneurs to be successful 
include need for achievement and autonomy, 
innovativeness, stress tolerance and internal 
locus of control (Brandstatter, 2011).Several 
characteristics mentioned by Viinikainen et 
al. (2017) as associated with entrepreneurs are 
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similar to the behaviours displayed by Bazezuru 
children, for example aggression, leadership, 
responsibility and eagerness to do business. 

In this study entrepreneurship is defined from two 
perspectives: firstly as the pursuit of an opportunity 
without regard to resources currently controlled 
(Stevenson, 1975), and secondly as “the mindset 
and process to create and develop economic 
activity by blending risk taking, creativity and 
innovation with sound management within a new 
or existing organisation” (Ştefănescu, 2012:194).

Child Entrepreneurs
The youth and children are defined in a variety of 
ways. The United Nations considers individuals 
under the age group of 15 – 24 as youths. In 
Uganda, for instance, youth ranges from 12 to 30 
years, while in Nigeria, the age range is between 
18 and 35 years (ILO, 2005).  For the purpose 
of this study, a child entrepreneur within the 
context of Botswana is a non-fixed income earner 
who pay known costs of production and related 
business activities but earn uncertain incomes. 
Children are motivated to become entrepreneurs 
due to four key drivers namely: the desire for 
independence, monetary motivation, motivation 
related to work such as unemployment, 
redundancy, a lack of job or career prospect and 
family related motivations (Kirkwood, 2009).

Engagement of children in entrepreneurship 
is mainly family driven as parents or guardians 
facilitate their grooming.  They learn from their 
families through various modes. Christina,  
Purwoko and Kusumowidagdo (2015) found 
that behaviour learning engagement  is known 
to motivate children to learn and active learning 
activates children self-regulatory process, 
learning and adaptive performance. Effective 
entrepreneurship facilitators should be effective 
in mentoring, coaching, counseling and be able 
to network (Christina et al., 2015). Children of 
entrepreneurs utilise the economic framework of 
their parents in order to integrate their orientation 
into the lager entrepreneurship society (Butler, 
2012). Many children have been involved in a 
number of entrepreneurial activities across the 
globe for a considerable period of time, necessitated 
by a multiplicity of factors. Participation of 
children in entrepreneurship activities positively 

affects their entrepreneurial competence 
as they grow older (Christina et al., 2015).

In most SADC countries, some of the vendors 
who are found on the streets are children. Sidiqqi 
and Patros (2005) postulate that although some of 
the children work for the businesses as employees, 
the majority are prompted by their parents to 
work for their families. Research on 152 children 
by Mnenwa and Maliti (2010) in Tanzania whose 
ages ranged from 5 to 17 years confirmed that 
most people (children included) enter into small 
businesses as a last resort due to lack of adequate 
education and difficulty in finding formal 
employment. These children exhibit leadership 
qualities as they do planning, purchasing, 
production, marketing and cash reconciliations 
for their business activities. The participation of 
Bazezuru children in entrepreneurial leadership 
with minimum supervision instills a higher 
likelihood of becoming successful entrepreneurs 
(Viinikainen et al., 2017). Adolescent leadership 
has been observed as a contributing factor 
to entrepreneurial propensity and success 
(Viinikainen et al., 2017). Furthermore, 
Deimantaitė-Gedmintienė and Visockaitė (2017) 
argue that in Lithuania, for most young people, 
factors which motivate them to start business 
include family and their influence, own education 
and availability of finance to start a business.

In addition, the role of children in society has 
been established in situations where they act as 
entrepreneurs. Van Vliet and Karsten (2015) 
consolidated eight research papers which focused 
on India, Sweden, Norway, Ireland, Canada, 
New Zealand, Mexico and the United States. 
They concluded with process–oriented examples 
in which children act as entrepreneurs in the 
private sector. However, supporting children’s 
development as entrepreneurs is a growing business.  

researCH metHodologY
The population distribution for this study was as 
follows: Gaborone (208 411), Francistown (89 979), 
Serowe (47 419), Palapye (30 650) and Mahalapye 
(44  471) (World population review, 2017). This 
was a qualitative study in which data was collected 
through semi-structured interviews after reaching 
data saturation at twelve (12) participants. It 
is estimated that 79% of Gaborone population 
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belongs to the indigenous people category which 
includes the VaZezuru. There is an estimated 
4 500 households in VaZezuru. Participants were 
children of one of Botswana’s sub-cultural group 
commonly referred to as Bazezuru who were 
purposively selected.  We found it ideal to collect 
data through interviews through an interview 
guide as all (except one), participant’s educational 
level was up to primary school. Interviews 
provided rich data that brought a broader picture 
of how Bazezuru girls are engaged in family 
business (Saunders, Lewis & Thornhill, 2009). 

The most common type of interviews used 
in qualitative research is a semi-structured 
interview (Myers & Newman, 2007). Semi 
structured interviews have the basis of pre-set 
themes and questions (Doody & Noonan, 2013). 
The process required participants to provide: 
biographical data, protection rights, provision 
rights, their participation in family decision 
making and their right to inheritance. In selecting 
the sample the researchers adopted a purposeful 
sampling strategy (Glaser & Strauss, 1967; Miles 
& Huberman, 1994). The interviews were held 
from June 2016 to December 2016. In-depth 
interviews were guided by an interview guide 
that was developed based on literature themes. 
All interviews were done at the business premises 
of the selected participants. Hence, during the 
process, the researchers could also observe 
non-verbal communications and business 
outlooks. Concepts that were not understood 
during the process could also be clarified.

Data analysis
Data collected through face-to-face interviews 
with twelve participants were transcribed 
verbatim. We made effort to balance the volume 
of note taking during the interview with other 
interviewing activities such as listening, probing 
and further questioning. We adopted grounded 
theory as method, guided by a systematic yet 
flexible process from the data collection stage. 
Data analysis for this study was premised on 
an iterative process in which we moved back 
and forth between our emerging thematic 
orientations of the data and existing literature 
(Miles & Huberman, 1994). Following the 
interviews, the researchers went through the 
data transcripts, coding (open, axial and coding), 

constant comparison, analytic memoing and the 
development of themes. In realising the research 
findings the following three phases we applied:

Phase 1: Open coding: All authors were involved in 
this process to look for similarities or relationships 
between codes related to child participation in 
business activities related to child rights. Open 
coding was done through analysing the data 
sentence by sentence, despite the time required. 
Each stage of data collection was followed by a 
phase of analysis during which the first and second 
authors jointly conducted line-by-line analysis of 
interview transcripts. The purpose of this in-depth 
phase of open coding (Strauss & Corbin, 1990) 
was to find and group related statements into first 
order codes and tentative categories of related 
codes (Petriglieri, Wood & Petriglieri, 2011). 

Phase 2: Axial coding: During the second 
phase authors met to conduct axial coding 
(Vassilakaki & Johnson, 2015; Charmaz, 2014) 
in order to consolidate child participation in 
business into higher levels of constructs and 
explored for relationships in activities among 
the different participants. Through comparing 
data across Botswana cities divided into six 
rounds of interviews, the researchers were 
able to assess how child business activities 
related to each other over time (Petriglieri et 
al., 2011). This phase involved refining the 
distinction between general child participation 
in a family and their involvement in business 
activities (entrepreneurship). In this phase, we 
consolidated a set of themes and theoretical 
categories (Petriglieri et al., 2011) (see Table 1).

Phase 3: Selective coding: Data broken down 
and compared during open and axial coding 
were refined and again compared (Vassilakaki & 
Johnson, 2015). During this phase the researchers 
discovered a pattern of related themes in relation 
to child participation in business and child rights.

fIndIngs and dIsCussIon 
Findings are presented in biographic and coding 
scheme outcomes.

Biographic Findings
Bazezuru children who constituted our sample 
were distributed as: Gaborone (3); Mahalapye 
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(2); Serowe (3); Palapye (2) and Francistown (2). 
Participant ages ranged from 9 to 16 years, while 
their educational level ranged from primary 
school level to secondary education drop outs. 
Five were males while seven were females. Out 
of the twelve participants, only four were still 
going to school, while eight had dropped out of 
school, mainly instigated by their parents. One 
participant ran away from his parents to seek his 
grandmother’s protection to continue with school. 

Their educational terminal point varied from 
Standard 3 to Standard 6. Eleven participants 
were under the guardianship of parents while one 
was staying with his grandmother. All children 
were involved in some production and selling of 
various items that ranged from vegetables, fruits, 
and houseware homemade items (for example 
feathers dusters) and other food items at bus 
termini. All participants are accountable to family 
leaders and responsible for doing marketing 

taBle 1: outCome of tHe CodIng sCHeme

Core Codes/families axial Coding Themes

Child Protection 
rights

Shelter and clothing are provided by guardians

Necessities providedWe are provided with all the necessities 
including food

No restrictions on food provisions
It is mandatory to participate in business

Child labour
Participating in business is our religious belief

Our participation is dictated by parents (no 
option)

We have to raise income for the family
Girls get married at 14-18 age range, boys marry a bit 

older

Forced girl child marriages 
and sexual abuse

All marriages are initiated and sanctioned by the parents 
and church elders

Children do not have a choice as to who to marry  and 
when

Without fail all assigned spouses should be from the 
church

All married girls are expected to get pregnant at the 
earliest possible time

Provision rights

Education is not a priority in our church

Child education denied

Rather than wasting time going to school, children should 
be involved in business.

Almost all Bazezuru children attend the church school in 
Block 6

School is run at the church premises, with three teachers 
only and it operates from 7 am to 12 noon

Children are expected to play, interact with other church 
children Restricted knowledge/

information sources Children share information with church members or/and 
at a church school only

There are no extra curricula activities at the school
No extra curricula activities 

and training.There is no time provided for the children to participate 
in extra curricula activities

Birth registration and 
healthcare

No birth registration for six(6) participants
Limited birth registrations

Church school do not need birth certificates
Members rely on prayer only

No medical treatment 
Children not allowed to seek medical treatment
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surveys of products on demand, participate 
in production, do marketing, cash handling 
and reconciliations. They mentioned that daily 
sales targets were guided by profit targets.

Coding scheme outcomes
Findings through open, axial and selective 
coding process are summarised in Table 1 
below. Core codes are discussed thereafter.

Child protection rights
Children rights were analysed based on the 
‘Declaration of the Rights of the Child’- Article 
2.2 states that “parties shall take appropriate 
measures to ensure that a child is protected against 
all forms of discrimination or punishment on the 
basis of the status, activities, expressed options, 
or beliefs of the child’s parents, legal guardians, 
or family members”; Article 3.2 states that 
“……parties undertake to ensure the child such 
protection and care as is necessary for his or her 
well-being, taking into account the rights and 
duties of his or her parents, legal guardians, or 
other individuals legally responsible for him or 
her, and, to this end, shall take all appropriate 
legislative and administrative measures”.

Bazezuru children mentioned that the protection 
they got from their homes was satisfactory 
since their parents were providing the necessary 
shelter and clothing. They didn’t feel neglected 
by their parents and/or guardians as they were 
provided with all required necessities including 
food. However, the rights of children not to be 
exploited, indicated a grey area as more than 
half of the participants felt that they were being 
dictated upon in engaging in business activities. 
Engagement of Bazezuru children in business is 
enshrined in the Bazezuru religious belief that 
all followers are not supposed to be employed 
by any person and that they need some means 
of generating income through some self-help 
projects (Dilon-Malone, 1976). Most of the 
children through both manifest and latent 
content showed that they did not have an option 
as their parents dictate their engagement in 
business activities. Participants mentioned that 
the family setting dictated their participation: 

“.. We are too many in our family hence I have 
to assist our parents to do business and generate 

income for our sustenance” (Participant 1).

Children participation is governed by parents 
in terms of time to operate, re-imbursement 
of proceeds from sales (this could be viewed as 
discipline). The fact that they don’t have an option 
but only to behave according to parents’ dictates 
could imply that they are being exploited as 
“child labor”. Accordingly children participation 
without their consent violates Article 32.1 which 
states that “………right of the child to be protected 
from economic exploitation and from performing 
any work that is likely to interfere with the child’s 
education, or harmful to the child’s health or physical, 
mental, spiritual, moral or social development”. 

Child protection also entails children rights 
against forced marriages. All participants 
confirmed that many girl marriages are parents 
initiated at ages between 14 to 18 years of age. This 
is not the case with boys as they normally marry 
at ages above 18 years of age. Early marriages for 
girls were confirmed by participants who said:

“Most girls are married between the ages 
14-18 years of age, while boys they delay 
a bit as some get married at around 21-
25 years of age”(Participants 2,3,5, 7,10)

Marriages are instigated by parents or church 
and one is considered a deviant if she/he does 
not comply with the choice of a partner and all 
the marriage initiatives. Participants were of the 
view that only parents determine their children’s 
future in terms of marriage and there was no 
other option available as a participant mentioned:

“Parents are the ones who first decide as to 
who should be married by their children 
and the person should be a church member. 
In most cases girls are married by older men 
than them by far” (Participant 3, 4 and 10).

This religion acknowledges child marriages and 
child pregnancies as they initiate and support girl 
children to be married under the age of eighteen. 
These children’s knowledge emanates only from 
parents, church members, church friends and 
church school with teachers of the same church. 
Church ideologies are compounded by serious 
indoctrination from parents. This limits these 
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children’s opportunity of getting informed of 
their rights. None of the twelve participants 
acknowledged that they knew any of their rights, 
“they are kept in a parents initiated darkness” in 
Gaborone and the surrounding area at a church 
school in Block 6. To make sure that there 
is no dilution of the indoctrination, they are 
taught by church members, who are not trained 
teachers. Further, child marriages lead to sexual 
abuse being supported by the guardians and 
parents, although it is an infringement of Article 
19.1 of the Declaration of Rights of the Child. 

Provision rights and Right of a child to 
education
Access to education and to be registered after birth 
and health care are some of the main rights of the 
child as provided by Articles 7.1; Article 24.1; Article 
28; Article 29 and Article 32 of the Declaration of 
Rights of the Child. Participants mentioned that 
their parents do not see education as a priority. 

Education is not a priority among Bazezuru 
parents as they discourage their children from 
progressing from as early as primary education. 
This contradicts what is expected in most societies 
for example in Lithuania most young people are 
motivated to start businesses due to influence of 
their own education and availability of finance 
(Deimantaitė-Gedmintienė & Visockaitė, 
2017). In this regard, one can conclude that the 
family, the school and educational institutions 
are the main promoters of entrepreneurship. 
All eight participants who stopped going 
to school did so at their parents’ initiation:

“I stopped going to school at Standard three 
after my parents felt it was not necessary, 
instead they suggested that I should engage 
in business activities” (Participant 11).

 Unfortunately, parents do not seem to bother 
about education as some were “coerced” to drop 
out of school as early as Standard three. A child 
in Standard three is generally aged between 9 – 
10 years. Denying children an opportunity to go 
to school is against Article 27 of the Declaration 
of Child Rights which states that “States parties 
recognize the right of every child to a standard 
of living adequate for the child’s physical, mental, 
spiritual, moral and social development. The 

parents or others responsible for the child have 
the primary responsibility to secure, within 
their abilities and financial capacities, the 
conditions of living necessary for the child’s 
development”. Also article 28.1(a) outlines that 
“States parties recognize the right of the child 
to education, and with a view to achieving this 
right progressively and on the basis of equal 
opportunity, they shall make primary education 
compulsory and available free to all”. One 
participant was saved by his grandmother after 
he ran away from his parents who contemplated 
dropping him from proceeding with school. 

Their main reasons for participating in business 
were to: help parents raise income since they 
were many in the family, be in business as 
parents dictated, and assist a grandmother for her 
sustenance. This is compounded by the fact that 
these children are made only to associate with 
fellow Bazezuru children; they go to a Bazezuru 
school located in Block 6, Gaborone (behind 
Gaborone Institute of Professional studies (GIPS) 
campus). By the time of our study, we established 
that there were only three untrained teachers 
at this school who taught Standard 1 to 7. We 
gathered from a Ministry of Education and Skills 
Development official that this Bazezuru School 
was not registered with the Ministry. Teachers at 
this school were not registered with the Botswana 
Government Ministry of Education hence they are 
not recognized by the government. To worsen the 
situation, this school operates from around 07:00 
am up to around 12:00 noon. Thereafter all children 
are supposed to break and are then be engaged 
in the business activities. All these arrangements 
are agreed by the church elders and they have 
all members’ (parents) blessings. The school 
does not provide any extra curricula activities. 

Extra curricula activities form an important 
part of any child’s development. Most schools 
encourage all learners to participate in activities 
that are offered, for example sporting and 
cultural activities. Child care should include the 
provision of physical comfort together with the 
experience of dependability and predictability 
among all children (Maier, 1979). Denying 
children an opportunity to be involved in proper 
education complemented with extra curricula 
activities is another infringement of children 
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rights as enshrined in Article 29a which states 
that  education of a child should be directed to 
the full development of the child’s personality, 
talents and mental and physical abilities. Since 
Bazezuru are a closed society, their children 
are also limited to recognize Article 31 of the 
Declaration of child rights. This article outlines 
that rights of a child includes rest and leisure, 
children should engage in play and recreational 
activities appropriate to the age of the child and 
to participate freely in cultural life and arts. 

Birth registration and health care
Six out of the twelve participants mentioned that 
they did not have birth certificates. Not registering 
children during birth is a violation of Article 7.1 
which highlights that “the child be registered 
immediately after birth and shall have the right 
from birth ….”. Government schools require all 
children who register to start schooling to have 
a birth certificate. This appears not to be the case 
with Bazezuru School as children could register, 
go to school until they drop out without a birth 
certificate. As if registrations of births are the only 
omissions, all are involved in business activities 
that are not licensed as well (they operate in the 
informal sector). Operating unlicensed businesses 
is a common feature in Bazezuru businesses 
and this is a strategy to avoid rates and license 
payments. All these children mentioned that 
they were not allowed to seek medical treatment 
for any ailment. They were not allowed to go to 
any clinic or hospital for medical treatment:

“We don’t go to clinics, we are strong, we don’t 
need English medicine. When sick we rely 
on prayer only.” (Participants 1, 5, 6 and12).

The fact that they do not go to hospitals is the 
main reason why most of them do not have birth 
certificates as all Government clinics or hospitals 
require a child to be registered soon after birth. To 
this end Bazezuru are violating Article 24.1 which 
states that “States parties recognize the right of the 
child to the enjoyment of the highest attainable 
standard of health and to facilities for the treatment 
of illness and rehabilitation of health. Parties shall 
strive to ensure that no child is deprived of his or 
her right of access to such health care services”.

ConClusIons and ImPlICatIons
This study established that, although Bazezuru 
sub culture parents provide shelter, clothing 
and food for their children, they lacked in 
the provision of birth registration, education, 
health and freedom of association to their 
children. In the name of Christianity, Bazezuru 
children are forced into child marriages at ages 
below the majority age. Bazezuru parents are 
therefore violating Declaration of the Rights 
of the Child as their children have no choice as 
to who should marry them and when should 
they be married. This complicates the health 
of both married children and their children. 

Furthermore, these children were constricted by 
a lack of exposure and knowledge as they were 
confined to a particular social setting. This is 
made worse by the fact that they are not exposed 
to a formal education system where they have 
potential to be taught child rights and where they 
have potential to learn more from other children 
regarding violation of their rights. This limits 
these children from realizing their potential in 
terms of academic growth and extra curricula 
potential in life. The custodian of the children 
are the parents who in turn are exploiting them. 
The main questions therefore are: Who is there 
for these children? Who should shed light and 
how to these children?, and for how long  would 
these children continue being deprived of their 
rights?. Implied in all the violations observed, 
there was enough evidence indicating that these 
children were denied their rights to freedom of 
association and the right to freedom of expression.

To this end various stakeholders have a mandate 
to safeguard the rights of children of this sub-
cultural group. Considering that the Botswana 
Government is a signatory of the United Nations 
declaration on Human rights, her various arms 
have a duty to play towards safeguarding such 
rights. In furtherance of the above obligations, it 
becomes imperative on Government ministries 
such as Ministry of Basic Education, Ministry 
of Health and Wellness, Tertiary Education, 
Research, Science and Technology, Nationality, 
and Immigration and Gender Affairs to take a 
lead in safeguarding these children’s rights. In 
addition, special interest groups for example 
child advocacy groups and relevant Non-
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Governmental Organisations should also 
champion the needs of children in society.

lImItatIons and furtHer researCH
This study experienced some limitations which 
to some extent compromised our findings’ 
trustworthiness potential. The study was 
done in selected areas of Botswana of which 
broadening the sample frame to more areas 
or countries may enhance the trustworthiness 
of findings. The inclusion of law experts, 
sociologists or other societal related academics 
may enhance the findings of such a study. A 
study of this nature is paramount to rescue the 
silent suffering children of various sub cultures. 

Further studies aimed at establishing various 
arms of law and their responsibilities towards 
child development especially in specific sub 
cultures could assist society. Also similar studies 
aimed at establishing children rights on other 
sub cultures could assist the disadvantaged 
children. All children have an inherent right to 
a dignified life with development enablers within 
the environment they grow. A study could also be 
initiated on whether Governments in which such 
sub culture resides are aware of such anomalies. 
Over and above the social ills of such sub cultures 
there are also some economic challenges brought 
by their beliefs and attitudes. Studies to establish 
how much is the Government of Botswana losing 
in terms human capital potential, licensing fees in 
their businesses and un-called for health challenges 
brought by this society could also be undertaken.
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aBstraCt
The study measures the job satisfaction level 
among medical staff at Ifisi designated hospital, 
Mbeya district council. Specifically the study 
aimed at estimating the level of job satisfaction 
and determining job satisfaction factors. A cross 
sectional study was conducted involving 22 
doctors and 47 nurses. 86.3% of the respondents 
filled the distributed questionnaires and returned. 
Data was analyzed descriptively. The findings 
show that, the overall level of job satisfaction for 
staff is dissatisfied. Job dissatisfaction among staff 
category and employment sources is also shown. 
Co-workers relationship, supervision and type 
of work are connected to job satisfaction while 
job dissatisfaction is an outcome of achievement, 
advancement, pay, recognition, job security, and 
support from management. The assurance in 
the availability of essential medical tools, and 
management support were recommended to 
improve the situation. Studies on the impact of 
the employee verification process towards job 
security for public servants are highly suggested.

Keywords: Job satisfaction, level, factors, 
medical staff. 

IntroduCtIon
Medical staff in Tanzania provides fundamental 
roles in serving citizens’ lives by ensuring sufficient 
health care to all citizens. Gupta (2012) recognizes 
that, human resources of any organization are the 
crucial asset of the organization. Additionally, 
Parvin and Kabir (2011) argued that, it is 
imperative to manage the human resources of the 
organization because of its importance. Further 
Parvin and Kabir assert that, in order for the 
organization to manage its employees, it should 
create the feeling of job satisfaction. It should be 
noted that, while the organization needs people 
in order to realize its objectives, people also need 
the organization so as to realize their potentiality 

as the concept of “quid pro quo” justifies. 
Therefore, for people to devote their efforts to 
the organization, job satisfaction is necessary.

Studies in Tanzania show that, there is low job 
satisfaction level of teachers, both primary 
and secondary schools, TANESCO employees, 
police workers, health care workers and 
other employee’s from the public institutions 
(Leshabari, Muhondwa, Mwangu, and Mbembati 
(2008); Ngimbudzi, 2009; Kyara, 2013; Kafyeta, 
2015; Lukosi, 2015). Prasad (2012) explains 
that, low job satisfaction to employees had 
the impact on employees’ performance. The 
logic behind is that, satisfied workers will be 
engaged in work and put more efforts in their 
job performance contrary to dissatisfied workers.

Lerberghe, Conceicaõ, Damme, and Ferrinho, 
(2002) argue that, if doctors and nurses have low 
job satisfaction level they become unfriendly 
to the patients and even corrupt. Additionally, 
Addison (2014) declares that, employees with 
low job satisfaction can pose negative attitude 
and adopt certain measures to rectify their 
feelings. Jones, Jones, Latreille, and Sloane 
(2009) in Akerlof and Yellin (1986) comment 
on the measures that can be taken by dissatisfied 
workers to include neglecting responsibility by 
being absent, lateness and sometimes striking. 
This reveals that, low job satisfaction level can 
affect management in terms of cost increase 
and increases of management responsibility in 
rectifying the accompanied adverse situation.

Addison (2014) asserts that, low job satisfaction 
is due to discouraging management practices to 
employee issues which are not properly resolved 
by management in an organization. Leshabari 
et al (2008) concurs with the above statement 
and further argued that, low salary level and 
lack of management concern for workers’ 
welfare among others are connected to low job 

JoB satIsfaCtIon leVel among medICal staff at IfIsI 
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satisfaction level. Ahmad, Khattak and Ahmad 
(2016) declared that, abusive supervision is 
also connected to the source of low level of 
job satisfaction within the organization. Sirili, 
Kiwara,  Nyongole, Frumence,  Semakafu and 
Hurtig (2014); Kyara, (2015); Kafyeta, (2015); 
Lukosi, (2015), Nyagaya, (2015); Yang,  Shen, 
Zhu, Liu, Deng, Chen, and See (2015) said that, 
low job satisfaction level is due to, relations 
with co-workers that cause stress and hence low 
job satisfaction level. Further, they comment 
on factors such as job security, supervision, 
promotion, recognition, achievement and career 
advancement are also connected to low job 
satisfaction level of employees in an organization.

The management of various government 
institutions in Tanzania tries to increase the 
level of job satisfaction by giving training to 
employees (Tungaraza, 2015). Employees attend 
seminars and short courses for the purpose of 
improving performance and career development 
(Kafyeta, 2015; Tungaraza, 2015).  On the other 
hand, Kafyeta (2015) argue that, employees 
attend seminars and short courses just for the 
purpose of getting additional income to offset life 
challenges. Furthermore, food and refreshments 
such as tea and drinking water were also provided 
as the mechanisms of improving job satisfaction 
level in some of public institutions in Tanzania. 
Transportation or transport allowance, medical 
allowance or health insurance and houses or house 
allowance, on call allowance for health workers 
as well as pay increases were also considered for 
the same purpose (Meena, 2009; Jacobson, 2010).

Inspite of the efforts in place, still the level of job 
satisfaction of employees in public institutions is 
too low (Lukosi, 2015). Bad enough now days a 
number of the mechanisms are not in place. This 
study therefore, sets to measure job satisfaction 
level among medical staff using Ifisi designated 
hospital, Mbeya district council as a case study.

oBJeCtIVes of tHe studY
•	 To assess the level of job satisfaction among 

medical staff
•	 To determine job satisfaction factors among 

medical staff

usefulness of tHe studY
The study will add to the pool of literature on 
job satisfaction. The study is helpful for the 
management of the organization in question and 
researchers for conducting further study. The 
recommendations are useful in improving job 
satisfaction and the performance of nurses and 
doctors at Ifisi and other related organization 
in Tanzania.  While others might be tempted to 
think the study is anticipated just as the topic 
has been too much researched, the researcher’s 
argument is that, the studies done in different 
working station other than Ifisi hospital. 

lIterature reVIeW
Job satisfaction is an individual’s emotional 
reaction to the job itself (Bhatia, 2006). He also 
said that, job satisfaction is an individual attitude 
towards his or her job. It is an aspect of human 
resources management for managing people 
from various perspectives, so that they can devote 
to the organization in question. It is necessary 
to manage employees through job satisfaction 
in order to realize organization performance 
(Prasad, 2012). Lack of job satisfaction to 
employees’ goes together with numerous negative 
outcomes such as lack of loyalty, being absent, 
lateness, striking and the alike (Jones et al, 2009; 
Aziri, 2011). The level of job satisfaction is 
affected by a variety of factors as clarified below:

Leshabari et al (2008) argue that, lack of 
achievement to health workers is connected to job 
dissatisfaction. They also, argue that, unavailability 
of indispensable medical tools to guarantee 
suitable patient care weaken health workers 
achievement and job satisfaction at Muhimbili 
National Hospital. Lambrou (2010) argues in 
contrary, as he found that, nursing staff in a Cyprus 
public general hospital are more motivated and 
satisfied with achievement they get from work.

Today employees are more in demand of career 
advancement in terms of personal growth and 
development (Merchant, 2010). He further 
explains that, career advancement can be 
enhanced through training that permit the 
worker to expand and attain new knowledge, 
skills and necessary capability to boost individual 
performance. Lack of career advancement is the 
main source of poor job satisfaction of health 
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workers to rural areas in Nigeria (Ebuehi and 
Campbell, 2011). Moreover, Siew (2001) asserts 
that, career development is affected by the 
failure of management in identifying employee’s 
talents, ability, values, needs, attitude, and roles.

Parvin and Kabir (2011) argue that, the overall 
job satisfaction is at the positive level due to 
good salary, appropriate supervision, and co-
worker relations. According to Leshabari et al 
(2008) at Muhimbili National Hospital (MNH) 
health workers are not satisfied with salary 
as they lament the salary given is too low. 
According to Martins, Tukur, Danburam and 
Salwau (2017) at Federal Medical Centre Yola, 
Nigeria, majority of health workers are satisfied 
with the work. However, comparatively, doctors 
are more satisfied than nurses in terms of health 
facilities while on the other hand, in terms of 
pay nurses are more satisfied than doctors.

On the other hand Noor, Khanl and Naseem 
(2015) in supporting Parvin and Kabir on the 
aspect of job satisfaction and the relationship with 
co- workers they say that, once the level of job 
satisfaction is high it denotes good relationship 
among workers. Rollinson (2008) affirm that, 
there is a significant relationship between co-
workers relation and job satisfaction. Moreover, 
he adds that, the relationship can be revealed 
in the presence of cooperation and justice in a 
work environment irrespective of some bodies’ 
status. Ford (2016) asserts that, health workers; 
especially doctors and nurses are satisfied with 
work due to the availability of cooperation in place.

According to Danish and Usman (2010) 
recognition portrays how much appreciation 
the employee receives from the organization in 
return for work. Moloantoa (2015) argues that, 
appreciation and acknowledgement an employee 
receive from the organization increases the level 
of job satisfaction. On the other hand, Bahalkani, 
Kumar, Lakho, Mahar, Mazhar and Majeed (2011) 
said that, job dissatisfaction to nurses in health 
setting Pakistan is related to recognition. El-Salibi 
(2012) also argued that, recognition is a form of 
positive feedback of employees’ achievement and 
performance. He also asserts that, recognition 
contributed to the high quality of patient care 
in UAE Ministry of Health Hospitals, in Dubai.

Muhammad and Akhter (2010) argue that, there 
is a positive correlation between supervision 
and job satisfaction. Beside, abusive supervision 
is linked to job dissatisfaction (Ahmad et al, 
2016). Schroffel (1999) confirms that, there 
is a relationship between supervision and job 
satisfaction in the sense that, the style, quality, 
and effectiveness of supervision have an effect on 
supervisee job happiness. In addition, Robbins 
(2003) argues that, the ability, emotional and 
technical support of a supervisor related to office 
tasks are an important aspect of job satisfaction.

According to Jacobson (2010) in Arusha Lutheran 
Medical Centre health workers are not satisfied 
with the job security, hence struggling to shift 
to the government hospital where they perceive 
high job security. Cristini and Origo (2011) argue 
that, job satisfaction decline due to the failure of 
providing sufficient insurance.  Supporting the 
same, Songstad et al (2012) found that, Health 
workers in rural Tanzania prefer public sector 
employment due to easily access of benefits offered 
by government including pension schemes that 
offer profitable protection particularly in old 
age. Gupta (2012) contends that, once there is 
a low level of job security, employees perceived 
increasing odds of losing jobs. Therefore, job 
insecurity acts as a basis of job dissatisfaction 
(Reisel, Probst, Chia, Maloles and König2010).

According to Raziq and Maulabakhsh (2015) 
support from management is correlated with 
job satisfaction. Robbins (2003) argued that, 
the ability, emotional and technical support of a 
supervisor related to office tasks are an important 
aspect of job satisfaction. Fard, Seyedyousefi and 
Tohidi (2016) contend that, support for health, 
welfare issues and appreciation from management 
increase workers’ job satisfaction. Further, he 
argues that, when the organization concentrates 
to staff welfare, it means the organization repay 
employees’ awareness in enhanced meaning.

metHodologY
The study on job satisfaction among medical 
staff was done in Mbeya District Council at Ifisi 
Designated Hospital. The researcher selected 
the organization as he expects to come out 
with predictable and useful findings in terms 
of the study variable due to the varying nature 
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of employment sources as in the organization 
found employees employed by government 
and employees employed by the church. The 
study used a cross sectional research design. 
The population of the study includes nurses 
and doctors (Clinical officers (COs), Assistant 
Medical officers (AMO) and Medical Doctors 
(MDs)) who were purposefully selected. From 
the population (126), the sample size of eighty 
(80) respondents was selected. The decision of 
using 80 respondents was adopted from Payne 
and Payne (2004) who argued that, sample size 
of 80 respondents is enough for the population of 
100. The respondents however, were drawn using 
simple random sampling. The researcher visited 
all offices in the hospital and any nurse and 
doctor found inside the office asked to participate 
in the study by filling the questionnaire. For those 
who agreed were supplied with the questionnaire 
but for those who did not agree were not. The 
procedure continued until all questionnaires were 
distributed. Out of 80 distributed questionnaire, 69 
(86.3%) of the issued questionnaire were returned. 
High rate of questionnaires returned due to self 
administered and drop and pick techniques. The 
questionnaire has two parts. The first part covers 
the personal profile of the study respondents and 
the second part of the questionnaire measures 
the level and factors influencing job satisfaction. 
Job satisfaction level were measured using a three 
point Likert scale from satisfied, moderately 
satisfied to dissatisfied while factors influencing 
job satisfaction were also measured using a 
three Likert scale from satisfied, neither satisfied 
nor dissatisfied to dissatisfied. The scales were 
adapted from previous studies (Chaulagain and 

Khadka (2012); Mhando, (2013); Naseem and 
Salman, (2015). Data was analyzed descriptively. 
Finally, findings are presented in table and chart.

studY fIndIngs
The main objective of this study was to measure 
job satisfaction level among medical staff using 
Ifisi designated hospital, Mbeya district council 
as a case study. Specifically the study aimed at 
estimating the level of job satisfaction among 
medical staff and determining job satisfaction 
factors among medical staff where, descriptive 
statistical analysis used for every objective.

resPondents’ ProfIle
This part provides the profiles of the respondents. 
Table 4.1 shows the results. From the table the 
findings expose that, 27 (39.1%) of the respondents 
were male, and 42 (60.9%) of the respondents 
were female. Moreover the findings show that, 
35 (50.7%) of the respondents have the age below 
30 years old, 17 (24.6%) of the respondents have 
between the age 30-39, 40 and above years old 
respectively. With regards to the respondents’ 
level of education results exposes that, 29 (42.0%) 
of the respondent have certificates, 30 (43.5%) of 
the respondents have ordinary diploma, and 10 
(14.5%) of the respondents have a first degree 
and above. Furthermore, the findings show that, 
22 (31.9%) of the respondents were doctors 
(CO, AMO & MDs), whereas 47 (68.1%) of the 
respondents were nurses, and 28 (40.6%) of the 
respondents were employed by government, 
while 41 (59.4%) of the respondents were 
employed by the church. Generally, the findings 
reveal that, the majority of the respondents who 

taBle 4.1: resPondent’s ProfIle

demographic Variables freq % demographic 
Variables freq % 

gender  age group 
Male 27 39.1 Below 30 years 35 50.7 

Female
42 60.9 30-39 years 17 24.6

40 and above 17 24.6
level of education
Certificate 29 42.0
Ordinary Diploma 30 43.5
First Degree and above 10 14.5

Source: Field Data, (2017).
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participated in this study were female nurses, 
aged below 35 years old, who hold certificates and 
ordinary diploma and employed by the church.

resPondents JoB satIsfaCtIon 
leVel, staff CategorY and emPloY-
ment sourCe
The study sought to assess the respondent’s job 
satisfaction level. The findings are shown on Table 
4.2 and figure 4.1. From the table it is revealed 
that, 21 (30.4%) of the respondents are satisfied, 
9 (13%) of the respondents were moderately 
satisfied, and 39(56.5%) of the respondents 

were dissatisfied. Therefore the findings opine 
that, the overall level of job satisfaction to staff 
of Ifisi designated hospital, Mbeya district 
council are dissatisfied with their work.

The study further determines the respondent’s 
job dissatisfaction with regards to staff categories 
and employment sources. In this study, the staff 
category included were doctors to mean clinical 
officers, assistant medical officers, and medical 
doctors. On the other hand, the organization has 
two natures of employees. Employees employed 
by government and employees employed by 

taBle 4.2: resPondent JoB satIsfaCtIon leVel, staff CategorY and emPloYment sourCe

Job satisfaction level frequency Percent mean std
   Satisfied 21 30.4
   Moderately Satisfied 9 13.0
   Dissatisfied 39 56.5
   Total 69 100.0

JoB dIssatIsfaCtIon BetWeen staff CategorY and emPloYment sourCe

Job satisfaction level frequency Percent mean std
  Doctors (CO, AMO & MDs) 22 31.9 1.81 .648
  Nurses 47 68.1 1.87 .726
  Total 69 100.0
  Government employees 28 40.6 1.61 .548
  Church employees 41 59.4 1.54 .608
  Total 69 100.0

Source: Field Data, (2017).

fIgure 4.1 resPondents JoB satIsfaCtIon leVel
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the church. Table 4.2 below shows the results 
of the analysis. The findings demonstrate that, 
doctors (CO, AMO & MDs), have reported 
1.81 mean scores, and .648 standard deviation, 
while nurses have reported 1.87 mean scores 
and .726 standard deviation. The findings justify 
that, nurses are more dissatisfied than doctors.

In addition, the results on employment sources 
and job dissatisfaction show that, employees 
from government source have reported 1.61 
mean scores, and .548 standard deviation, while 
employees from church source have reported 
1.54 mean scores and .608 standard deviation. 
The findings substantiate that, employees 
from government source are more dissatisfied 
than employees employed by the church.

faCtors InfluenCe JoB satIsfaC-
tIons
The study also determines the factors influencing 
the job satisfaction. Table 4.3 shows the result of 
the analysis. From the table, the findings, display 
that, among the study variables, only three 
factors were associated with job satisfaction. In 
which 56 (81.2%), 34 (49.2%) and 50 (72.5%) 
of the respondents they said were satisfied with 
relationship with co-workers, supervision and 
the type of work they are doing respectively. 
However, respondents who said they were 
dissatisfied commented to the variable such as 
achievement, advancement, pay, recognition, 
job security, and support from management: 

40 (58.0%), 35 (50.7%), 47 (68.1%), 33 (47.8%), 
34 (49.3%), and 40 (58.0%) respectively.

dIsCussIon of tHe fIndIngs
The study measures the job satisfaction level 
among medical staff using Ifisi designated 
hospital, Mbeya district council as a case study. 
Specifically the study aimed at estimating the 
level of job satisfaction among medical staff 
and determining job satisfaction factors among 
medical staff. The findings show that, the 
overall level of job satisfaction for staff of the 
Ifisi designated hospital, Mbeya district council 
is dissatisfied. Yami, Hamza, Hassen, Jira and 
Sudhakar (2011), Mengistu and Bali (2015) 
found the same. Prasad (2012) acknowledges 
that, low level of job satisfaction had an impact 
on performance, due to the negative attitude 
associated. Pillay (2009) suggests that, improving 
levels of job satisfaction is necessary for the 
purpose of increasing employee performance 
and retaining the current workforce. On the 
other hand Bahalkani et al (2011) assert that, job 
satisfaction to public health care is fundamental 
as it ensures high service quality to public.

Moreover the findings confirm that, nurses are 
more dissatisfied than doctors. Similarly, Yami 
et al (2011) while studying Job Satisfaction and 
its determinants among health workers found 
that, diploma nurses are more dissatisfied than 
other health workers in Jimma University 
Specialized Hospital, Southwest Ethiopia. Hailu 

taBle 4.3: faCtors InfluenCe JoB satIsfaCtIons 

Job satisfaction Variables
ratings 

dissatisfied neither disagree nor 
agree satisfied 

Achievement  40 (58.0%) 4 (5.8%) 25 (36.2%) 
Advancement  35 (50.7%) 6 (8.7%) 28 (40.6%) 
Pay   47 (68.1%) 8 (11.9%) 8 (11.9%) 
Co-workers Relationship 8 (11.5%) 5 (7.2%) 56 (81.2%) 
Recognition  33 (47.8%) 14 (20.3%) 22 (31.9%) 
Supervision 26 (37.7%) 9 (13.0%) 34 (49.2%) 
Job Security  34 (49.3%) 7 (10.1%) 28 (40.6%) 
Types of Work  13 (18.8%) 6 (8.7%) 50 (72.5%) 
Support from Management  40 (58.0%) 8 (11.5%) 21 (30.4%) 

Source: Field Data, (2017).
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(2014) also found that, the majority of nurses 
working in an emergency department in three 
hospitals in Addis Ababa were highly dissatisfied. 
In contrary to the findings of the present study, 
Leshabari et al (2008) found that, in Muhimbili 
National Hospital in Tanzania, doctors were more 
dissatisfied than nurses. Nikolaou et al (2014) 
argue that, low job satisfaction to nurses had an 
adverse outcome on the ability to meet patient 
desires and in the supply of eminence care. 
Further Hailu (2014) recommend the increase 
of job satisfaction for nurses for the purpose of 
increasing the quality of nursing care or services.

The findings also validate that, employees from 
government source are more dissatisfied than 
employees employed by the church. The concept is 
revealing the concept of public and private sector 
nature of employment where researchers argued 
that, employees employed by the private sector, 
including churches are more satisfied than those 
employed in government institutions (Almintisir, 
Akeel and Subramaniam 2012; Kumari and 
Pandey, 2011; Reshma, Seethal and Preetha, 
2015). Perhaps this is because of management 
of employees from government sources is 
accompanied by severe attitude as found by 
Reshma et al (2011). Besides, Songstad, Moland, 
Massay and Blystad (2012) argued that, hospitals 
run by churches were normally better equipped 
and provide enhanced quality patient care. It is high 
time now government had to rethink on and copy 
some of the strategies applied by the private sector 
in dealing with healthcare employees in order to 
realize their job satisfaction as found necessary.

On the other hand, the findings opine that, 
relationship with co-workers, supervision and type 
of work are factors connected to job satisfaction.

The findings of the present study on the 
relationship with co-workers in line with the 
findings of Parvin and Kabir (2011) while studying 
factors affecting employee job satisfaction of the 
pharmaceutical sector in Dhaka, Bangladesh. 
The researchers found that, relationship with 
co-workers is among the job satisfaction factors. 
Rollinson (2008) argued that, the presence of 
cooperation and justice in the work environment 
justifies the good relationship among workers. 
Further, Rollinson explains that, the presence 

of good cooperation and justice is associated 
with job satisfaction. Noor et al. (2015) declare 
that, the level of job satisfaction is elevated if 
there is a standard relation among workers.

With regards to supervision Ahmad et al 
(2016) argue that, abusive supervision is 
associated with job dissatisfaction. Robbins 
(2003) correspond with the present study that, 
supervision is connected to job satisfaction as 
the ability, emotional and technical support of a 
supervisor related to office tasks are important 
aspects of job satisfaction. On the other hand 
Faique (2014) commented that, undesirable 
leadership behaviors had a serious outcome 
for employees including job dissatisfaction.

Respondents also, comment on their satisfaction 
towards the types of work they are doing. Thus, 
they enjoy working as nurses and doctors at 
Ifisi. Perhaps, this is due to the presence of good 
relationship with co-workers as the findings 
reveal and is due to the blockage of employment of 
health workers the organization is experiencing. 
For a year now, employment in public institutions 
in Tanzania is blocked. This made employees 
nowhere to go due to lose labour market to public 
institutions that spread up to private institutions.

The findings also revealed that, job dissatisfaction 
is an outcome of achievement, advancement, 
pay, recognition, job security, and support 
from management as discussed below.

Job dissatisfaction is influenced by a variety 
of factors, including achievement as found in 
this study. Kumari, Joshi and Pandey (2014) 
argued that, achievement is an outcome of the 
individual performance comparison between 
them. Moreover, they said that, job satisfaction 
is the sensation of personal achievement. 
Maybe, employees found that, there are some 
obstacles that limit performance in terms of 
hospital equipments in Ifisi compared to other 
hospital. For instance Leshabari et al (2008) 
found that, the regular unavailability of essential 
medical tools to guarantee suitable patient 
care limit health workers’ achievement and job 
satisfaction at Muhimbili National Hospital.

A career advancement opportunity is another 
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factor that is connected to the nurses and doctor 
dissatisfaction at Ifisi. The findings concurs with 
the findings of Ebuehi and Campbell (2011) who 
found that, dissatisfaction of health workers in 
rural areas in Nigeria is due to the lack of career 
advancement opportunities. Merchant (2010) 
argued that, career advancement boost employees 
to devote for the organization. Further, Merchant 
asserts that, career advancement provides a 
chance for employees to advance in career and 
realize own objectives and rewards that results 
in job satisfaction. Besides the psychological 
part of career advancement entails, employees 
like to see they are growing in their career. 
Possibly, the result of the present study reveals 
that, dissatisfaction of employees is due to 
limited training that afterward limits chances for 
employee advancement, and therefore employees 
do not realize their intended objectives.

Moreover, lack of competitive pay is also noted 
as the factor that limits job satisfaction of health 
workers. Khamlub, Harun-Or-Rashid, Sarker, 
Hirosawa, Outavong, & Sakamoto (2013) 
supported the same. Mwakatobe (2015) explain 
that, if the amount of pay gained by employees 
appear fair to them, it acts as a measurement of 
job satisfaction. Further Mwakatobe explain that, 
if employees observe fairness between work and 
pay, the job satisfaction level increases, but if 
otherwise, it decreases. Maybe, the findings of this 
study clarify that, amount gained by health care 
workers (doctors and nurses) are not fair in relation 
to work. That is to say the pay is not competitive to 
nurses and doctors to become satisfied with the job.

The findings also reveal that, doctors and nurse 
are dissatisfied with the recognition they receive 
from the management. The findings of this 
study in line with the findings of Bahalkani et 
al (2011) who found that, job dissatisfaction to 
nurses in health setting Pakistan are connected 
to recognition. El-Salibi (2012) argued that, 
recognition is a form of positive feedback of 
employees’ achievement and performance. El-
Salibi also asserts that, recognition contributed to 
the high quality of patient care in UAE Ministry 
of Health Hospitals, in Dubai. Perhaps, there is 
a lack of appreciation and acknowledgement 
as part of recognition of health workers that 
make them dissatisfied. Management has 

to know that, the trend has impacted on 
employee feedback in terms of performance 
and on the quality of health care services.

In terms of job security, Jacobson, (2010); 
Bahalkani et al, (2011) opine that, job security 
in private sectors is alleged to be very low that 
make employees intention to shift their service 
to government sectors where security is high. 
However, Gupta (2012) narrates that, employees 
perceived whenever there is a low level of the job 
security; there is increasing probability of losing 
jobs. Similarly, Cristini and Origo (2011) found 
that, once the overall job security decline the cost 
of loosing job rises. The literature therefore justify 
that, prior the job insecurity scenario was connected 
to private institutions, but currently the scenario 
is spreading up to public institutions in Tanzania. 
Perhaps this is due to verification processes 
that threaten employees as the process increase 
the probability of loosing job to the majority of 
health workers. Job insecurity therefore acts as 
a basis of job dissatisfaction, negative emotion 
and withdraws behaviour (Reisel et al, 2010). 

Support from management is another factor 
that limits job satisfaction at Ifisi as far as the 
findings of the study justifies. In contrary, Raziq 
and Maulabakhsh (2015) assert that, support 
from management relates to job satisfaction. The 
extent to which management provide support to 
employees in their work groups, it encourage job 
satisfaction as it increase employees’ attachment 
(Fard et al, 2016). Fard and others also argued 
that, employees believe the support for health, 
welfare issues and appreciation from management 
adds job satisfactions. Perhaps, the present 
findings propagate that, the level of management 
support is intolerable contrary to the employee’s 
expectations. For instance, it is exposed 
that, appreciation is the part of recognition 
employees receive from management. With 
views from the study findings, respondents are 
dissatisfied with the appreciation they get from 
the management. This justifies that, employees 
at Ifisi are insupportable from management 
especially in terms of health and welfare issues.

ConClusIon, reCommendatIons 
and areas for furtHer researCH
The overall level of job satisfaction among 
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staff at Ifisi designated hospital, Mbeya district 
council is dissatisfied. In comparing the level 
of job dissatisfaction between nurses and 
doctors the findings confirm that, nurses are 
more dissatisfied than doctors. In terms of 
sources of employment the findings validate 
that, employees from government source are 
more dissatisfied than employees employed by 
the church. Furthermore, the findings opine 
that, relationship with co-workers, supervision 
and type of work are factors connected to job 
satisfaction while job dissatisfaction is an outcome 
of achievement, advancement, pay, recognition, 
job security, and support from management.

From the study it is recommended that, in order to 
improve the situation the government had to assure 
the availability of essential medical tools in the 
area. In addition, the management had to support 
employees in terms of health and welfare issues. 
Moreover, management had to support employees 
by improving employee’s achievement as well as 
increases employee’s chances for advancement.

Similar studies should be done using another 
methodology to determine the variation of 
finding. On the other hand qualitative study should 
be done to determine context specific factors 
influence on job satisfaction. Studies on the impact 
of the employee verification process towards job 
security for public servants are highly suggested.
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aBstraCt
Organisational culture literature has long argued 
that productivity improvement is a key strategic 
requirement of successful manufacturing 
organisational performance. It is argued 
that managers can provide key information 
to employees to assist them to make better 
decisions, and ensure improvement in operations 
and customer satisfaction. This paper sought to 
identify and establish the impact of organisational 
culture support towards improving productivity 
in the South African cable manufacturing 
industry. The study focused on the impact of 
organisational culture success factors such 
as productivity, competitiveness, values and 
beliefs, organisational performance, traditional 
manufacturing practices and knowledge 
management. The research adopted a quantitative 
survey research method. A survey was conducted 
with 81 respondents from South African cable 
manufacturing organisations, employing a 
survey instrument validated in previous research. 
Shop-floor employees and managers of cable 
manufacturing organisations who were directly 
involved in cable manufacturing processes were 
the respondents in this study. The results offer a 
deeper understanding of the organisational culture 
strategies for improving productivity. Descriptive 
statistics were analysed using percentages, 
frequencies, standard deviations and arithmetic 

means. Multiple regression analysis were was 
also used to identify the impact of organisational 
culture as applied to cable manufacturing 
processes for improvement of productivity and 
indicated a significant effect of p=0.000<0.05. 
These findings also indicate that there is a 
strong link between organisational culture of 
efficiency and productivity improvement in cable 
manufacturing processes. Based on these results, 
it was concluded that productivity improvement 
is a key strategic ingredient in increasing the 
competitive edge in cable manufacturing 
processes. Organisational performance can 
be enhanced if cable manufacturers focus on 
operational factors comprising investing in and 
training employees by equipping them with 
knowledge to solve operational difficulties. 

Keywords: manufacturing processes, produc-
tivity, knowledge management, organisational 
culture

IntroduCtIon 
The manufacturing industry is important for 
expediting the economic growth of a country 
(Coka, 2014). The organisational culture includes 
the knowledge, skills and employees’ abilities 
to effectively contribute to manufacturing 
practices (Lee, Venter & Bates, 2004; Bhasin & 
Burcher, 2006; Hartnell, Ou & Kiniki, 2011). 
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Urban and Naidoo (2012) and the International 
Labour Organization (ILO) (2015) postulate 
that manufacturing is an important sector in the 
South African economy which needs to position 
itself for global competitiveness. During the 
recession period, the cost reduction measures in 
the industry were retrenchments and trimming 
of training and development budgets (Faulkner, 
Loewald & Makrelov, 2013). Krajewski, Ritzman 
and Maholtra (2016) argue that a skills shortage 
affects productivity, quality and service to 
customers. High levels of production downtimes 
are related to employees with limited knowledge 
as to how to run production machinery and 
delays waiting for foremen, quality inspectors, 
forklift drivers, technicians, engineers (Grant, 
2008; Kruger, Ramphal  & Maritz, 2014).

Over the past decades, the manufacturing industry 
has experienced drastic changes in management 
methods, product and process technologies, 
customer satisfaction, supplier attitudes as well as 
competitive behaviour (Ahuja, 2006). Hence, the 
resources including knowledge transfer are not 
taken into consideration to optimise performance. 
Büschagens, Bausch and Balkin (2013) define 
organisational culture as complex elements of 
values and beliefs which promote processes in the 
manufacturing industry, while Taylor and Wilson 
(2012) suggest that culture promotes technology 
and innovation through shared values and 
beliefs for the benefit of customers. According 
to Hartnell et al. (2011), improved productivity 
is the result of effective communication, 
teamwork participation, risk taking and 
employee commitment. The continuous dynamic 
change in the external environment has thus led 
organisations to concentrate on the development 
of human resources and to support organisational 
performance strategies (Pycraft, Singh, 
Phihlela, Slack, Chambers & Johnston, 2010). 

In the manufacturing industry, human capital and 
organisational culture can be applied to improve 
the efficiency of productivity (Urban & Naidoo, 
2012). Research by Patterson, Patterson, West, 
Shackleton, Dawson, Lawthom, Maitlis, Robinson 
and Wallace (2005) reveals that organisational 
culture needs to be facilitated through knowledge 
transfer in order to improve organisational 
performance. This finding is in line with the 

studies of Bhasin and Burcher (2006) and Parris 
(2013) which indicate that in manufacturing, 
a business fails due to the lack of conducive 
embracing of corporate culture beliefs for 
improving productivity and generating of profit, 
ensuring efficiency and waste elimination. It is 
clear that an organisational culture of efficiency 
assists in identifying challenges of productivity 
and promotes consumer contentment in the 
manufacturing industry (Taylor & Wilkinson, 
2012). This also includes waste elimination, 
deficiency eradication, and problem solving. 

Robbin, Odendaal and Roodt (2001) argue that 
competitive pressures and technological advances 
create an environment within the organisation 
which improves organisational performance. In 
the context of the cable manufacturing industry, 
according to Grant (2008), the systems managers of 
most organisations devote meticulous attention to 
physical and financial assets that are valued based 
on their balance sheets. Thus, much less attention 
is paid to the critical intangible and human 
resources of the organisation, and even less to 
the identification and appraisal of organisational 
capability (Robbin et al., 2001; Mafini, 2015). 
The present study therefore seeks to identify the 
critical success factors related to organisational 
culture which improve productivity, and to 
establish its impact on productivity improvement 
in the cable manufacturing industry. 

lIterature reVIeW
Manufacturing process in the cable industry
Urban and Naidoo (2012) define manufacturing 
as the systems management and processes 
that are involved in the business of products. 
Manufacturing processes can be viewed as the 
management of an organisation’s structure 
which converts input into the organisation’s 
products/services (Kruger et al., 2014). Panizzolo  
Garengo, Sharma and  Gore (2012) state that 
the manufacturing function is responsible 
for the process of conversion through which 
manufactured products satisfy customer’s needs 
regarding quality, competitiveness, delivery 
and price. Effective communication enhances 
the transferring of an idea from the awareness 
of one individual into the awareness of another 
(Stevenson, 2014). It is thus imperative that the 
whole manufacturing system creates a culture of 
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continuous productivity improvement (Jagoda, 
Lonseth, & Lonseth, 2013; Jasti & Kodali, 2015). 

Grant (2008) states that the organisation 
provides challenges, but also changes behaviour 
and attitudes toward learning and integration 
of new knowledge. This is contrary to the 
culture currently within the manufacturing 
industry, where employees are treated unfairly 
on risk taking (Daft and Marcic, 2004). The 
organisation performance also remains low due 
to inadequate knowledge skills development and 
employee’s efforts for productivity improvement 
(Evans & Lindsay, 2014; Mafini, 2015). Despite 
introducing new technological machinery in the 
manufacturing process, therefore the production 
output is inefficient (Stevenson, 2014). Goetsch 
and Davis (2010) and Pycraft et al. (2010) state 
that the organisation’s planning is represented by 
culture, structure, technology, knowledge, skills 
and the ability to follow a process that ultimately 
leads to competences to meet stakeholder 
requirements (Caskey, 2015). Within the cable 
industry, rigid structures and systems negatively 

influence the ability to build knowledge and 
skills, henceforth lowering capabilities to meet 
customer needs (Oakland, 2003; Edvardsson 
& Durst, 2013; Evans & Lindsay, 2014). Alves, 
Dinis-Carvalho and Sousa (2012) argued 
that employees’ behaviour can influence the 
success of the manufacturing sector positively. 
Knowledge, culture and process are thus factors 
conducive to promoting effective organisational 
performance in order to satisfy internal and 
external stakeholders (Robbin et al., 2001). 

Organisational culture issues
Oakland (2003) argues that organisations work 
better and perform better when employees are 
treated in ways which generate a greater level 
of commitment. Goetsch and Davis (2010) 
emphasise that effective organisational culture 
helps the company to become better equipped 
to address problems, develop future strategy and 
prosper in a progressively secure environment. 
Arif-Uz-Zaman (2013) asserts that organisational 
culture assists in identifying manufacturing 
operational challenges, engages in problem 

fIgure 1. elements of organIsatIonal Culture In tHe CaBle manufaCturIng ProCess 
(sourCe: autHors, 2016).
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solving through waste and defect elimination 
and promotes continuous improvement for 
customer satisfaction. Bhasin (2012) infers 
that manufacturing businesses fail however 
to embrace conducive organisational culture 
(Values and beliefs) for enhancing operational 
efficiency for productivity and profitability.

Employee empowerment is often considered as 
a means for providing people with all necessary 
information as well as clear objectives so that 
they can achieve success (Davis & Heineke, 
2005). Employees who experience a high level 
of empowerment are likely to be satisfied and 
committed; hence they contribute more to 
productivity (Stevenson, 2014). According to Coka 
(2014), employees may not understand each other, 
and may thus be unwilling to tolerate mistakes 
during the manufacturing processes. The work 
being done is not so much production in which 
raw materials are converted into physical output, 
but transfer of knowledge which relates to the 
creation and distribution of information (Robbin 
et al., 2001; Evans & Lindsay, 2014). Figure 1 
illustrates that the core elements of organisational 
culture include shared values and beliefs, effective 
communication, commitment in achieving set 
goals, continuous improvement, team work and 
cooperation, knowledge transfer, transparency, 
openness and trust, encouragement of  risk 
taking and innovation, and promoting employee 
relationships (Edvardsson and Durst, 2013).

Various key elements as shown in Figure 1 were 
found to be key success factors to the organisational 
culture in relation to productivity in the cable 
manufacturing (Jagoda et al., 2013, Edvardsson, 
& Durst, 2013; Krajewski et al., 2016).  ). Oakland 
(2003) states that the business with effective 
learning will be able to create, acquire or manage 
organisational culture internally, including 
modifying behaviour to improve productivity 
in the manufacturing industry. Knowledge 
possession and organisational ability to use it 
provides an inimitable competitive advantage 
to an organisation (Edvardsson & Durst, 2013). 

Productivity improvement 
Productivity is regarded as output divided by 
input generated (Stevenson, 2014; Krajewski, 
Ritzman & Malhotra et al., 2014; Munyai, Nyakala 

& Mbohwa, 2017). Productivity improvement 
centres around the efficient utilisation of input 
resource factors such as human capital which 
involve skills, experience, knowledge and 
training in the manufacturing environment, 
commitment, effective communication, 
continuous improvement and feedback to set 
objectives focusing on meeting customer needs 
(Davies & Heineke, 2005; Malik, Nasim & 
Iqbal, 2013; Krajewski et al., 2016). Robbin et 
al. (2001) suggest that knowledge contributes 
to improve functioning and that its transfer can 
be measured by changes in performance. Malik 
et al. (2013) and Stevenson (2014) argue that 
implied knowledge is an intangible resource, 
and remains the source of competitive advantage 
due to its limited transferability and difficulty 
to imitate – more so than tangibles such as 
building and machinery. Implied knowledge is an 
important element in improving productivity and 
performance (Andreeva & Kianto, 2012). This 
improvement of a team includes features such 
as the capability to communicate flexibly and to 
confront differences, and the capacity to sublimate 
personal goals by emphasising co-operation 
(Bhasin & Burcher, 2006; Panizzolo et al., 2012; 
Urban & Naidoo, 2012; Malik et al., 2013).

Organisational performance and 
competitiveness 
Daft and Marcic (2004) define performance as the 
ability of an organisation to achieve its objectives 
by utilising resources in an efficient and effective 
manner. The labour force in the cable industry is 
comprised of unskilled employees, thus limiting 
its internal resource capability and impacting on 
organisational performance. Pycraft et al. (2010) 
demonstrate that manufacturing managers need 
to align employee capabilities to organisational 
performance that satisfies the internal and 
external stakeholder needs. The leadership should 
encourage a culture that celebrates diversity, and 
inspires continuous research and knowledge 
gains (Robbin, et al., 2001; Pattersen et al., 2005). 
The study by Grant (2008) shows that the cable 
industry needs to be focussed on understanding 
which capabilities truly impact organisational 
performance. In order to understand the role of 
leaders and managers of a cable manufacturing 
organisation, we clarify the links between 
organisational culture, competitiveness and 



248
WWW.IBC-CONFERENCE.COM

performance (Goetsch & Davis, 2010; Krajewski 
et al., 2016). This leads to improved organisational 
performance and increased competitive 
advantage. Competitiveness is achieved by 
providing high quality, reduced cost, swift 
delivery, flexibility and dependability as required 
by the customers (Abiodun & Harry, 2014).

researCH QuestIons 
It is essential that manufacturing industries, 
especially cable manufacturing organisations 
focus on their organisational culture in relation 
to the improvement of the productivity as part of 
their primary responsibilities. Cable industries are 
the major suppliers of electric grid through local 
distributors and constructors. The present study 
has reviewed research relating to the core elements 
of organisational culture comprising shared values 
and beliefs as well as effective communication. 

Thus, the research questions of this study are:

•	 What are the factors for organisational culture 
towards improving productivity in the cable 
manufacturing industry?

•	 What is the impact of productivity 
improvement on organisational culture in the 
cable manufacturing industry?

The following hypothesis was developed as follows:

•	 Ho: No relationship between productivity 
improvement and organisation culture.

•	 H1: Relationship exist between productivity 
improvement and organisational culture

metHodologY 
Questionnaire
The present study was conducted in accordance 
with the methodology adopted by previous 
research studies into organisational productivity 
improvement, the majority of which have used 
descriptive statistics and quantitative research 
paradigms on data gathered by questionnaires 
(Babbie, 2012; Urban & Naidoo, 2012; Krajewski 
et al., 2016). Based on an extensive review of the 
critical success factors relating organisational 
culture and productivity improvement, a 
questionnaire was designed for this study. 
Participants were asked to respond to various 
questions relating the key factors of organisational 
culture and their influence on productivity 

improvement in the manufacturing industry. 

A 5 point Likert scale was used to elicit 
information from the respondents, and according 
to Creswell (2003), it affords a measure of the 
respondent’s attitude on whether he/she view 
factors influencing productivity improvement 
as least influential to most influential  with 
the statement. A structured questionnaire 
was used in order to determine key success 
factors in relation to organisational culture and 
performance, and their impact on productivity 
(Leedy, & Ormrod, 2014). According to sampling 
guidelines given by Creswell (2003); Welman, 
Kruger and Mitchell (2012), a representative 
sample was collected targeting all employees and 
managers in the cable manufacturing industry. 
The pilot study was conducted on the Association 
of Electric Manufacturers of South Africa and 
the smallest overhead cable manufacturers 
before sending out the final questionnaire to 
the three major electrical cable manufacturers 
and market size percentage (Aberdare (50%), 
CBI (African cable) 30% and M-Tech (20%). 
The questionnaires were distributed by e-mail 
or hand delivered to the shop-floor employees 
and managers working on manufacturing 
processes in each of the organisations. 

Sample 
Bryman (2012) claims that a purposive sampling 
technique can be selected because of some 
defining characteristics within a population 
pertinent to the requirements of the data 
required for the study. A purposive sample was 
selected to determine characteristics of the entire 
population (Welman et al., 2012). Quantitative 
data was collected from 81 respondents which 
represents a 54% response rate from shop-
floor employees and managers (160 employees 
for Aluminium Overhead Conductors) in the 
cable manufacturing industry of South Africa. 

Data analysis 
The data was analysed using the Statistical Package 
for the Social Sciences (SPSS) version 21.0 software 
to establish the impact of organisational culture 
factors on productivity in cable manufacturing. 
Descriptive statistics were used to determine the 
key success factors for effective organisational 
culture and its impact on productivity 
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improvement in the manufacturing industry. 
In accordance with previous studies (Urban & 
Naidoo, 2012; Krajewski et al., 2016), analysis 
of variance (ANOVA) was utilised to define the 
unobserved variables (or the latent constructs) of 
the key success factors investigated (Kasier, 1970). 

results
The present study attempted to establish whether 
the existing organisational culture supports 
knowledge transfer within the cable industry 
with the objective of improving productivity. If 
knowledge is not valued, it cannot move from one 
level of the organisation to another.  It was found 
that there is no climate for co-operation and mutual 
help. The organisations do not allow risk taking 
or toleration of mistakes and the organisational 
culture of two-way communication does not 
exist. Communication improves performance 
and is critical in knowledge transfer, especially 
the tacit knowledge embedded in human beings, 
and therefore a culture of communication 
improves performance. Results also indicate 
that 79% of respondents believe that there is no 
transparency, openness, and trust within their 
organisations. Knowledge transfer cannot be 
practiced in the absence of trust and openness, 
and the fundamental co-operation between 
employees working together produces a level of 
trust for mutual benefit. The result implies that 
the majority of the respondents (71%) agree that 
there is a climate for commitment to performance. 
Employees respect each other and believe a 
culture of mentoring plays an important role in 
organisational performance (Soda, Sachdeva 
& Garg, 2015). This empowering of employees 
through mentoring allows autonomy in decision 
making and knowledge transfer to improve 

performance. Several authors support this view, 
for example, Bhamu and Sangwan (2014) and Coka 
(2014) agree that organisational culture supports 
knowledge transmission. This study attempts to 
establish whether the existing culture supports 
knowledge transfer within the cable industry 
with the objective of improving productivity. 
Table 1 indicates the biographical information of 
the respondents. The analysis indicates a normal 
distribution of the workforce with the majority 
comprising the age group (20-29), with most 
working respondents falling between 1-5 years 
of working experience, and 47.2% went to high 
school regarding their educational level. The final 
sample comprises 20 (25%) female and 61 (75%) 
male participants in this research study. The data 
confirms that the male-dominated industry is on 
its way to equity transformation, and the current 
difference is attributed to the physical nature of 
manufacturing requiring the lifting and pushing 
of heavy raw and semi-completed products of 
aluminium and steel wire on reels. The data points 
to workforce stability and that employees have 
already established their careers in the electrical 
cable industry. Table 1 displays the biographical 
information of the respondents for this study.

Reliability analysis
The Cronbach’s alpha ranging from 0 to 1 was 
used to measure reliability or consistency of the 
Likert Scale questions. A reliability coefficient 
(Cronbach’s alpha) of 0.7 and more indicates 
internal consistency or high reliability. Leedy 
and Ormrod (2014) refer to reliability as the 
consistency with which a measuring instrument 
yields a certain result when the entity measured 
has not changed. Pallant (2009) describes a 
Cronbach’s alpha coefficient of more than 0.7 as 

taBle 1:  demograPHICal InformatIon

gender age educational level Working years

Male 75% ≤ 19 5% High 
School             47.2% ≤ 1 12.1%

Female 25% 20-29 45.8% TVET 
College         16.2% 1-5 45.7%

30-39 27.2% University 29.9% 5-10 17.6%

40-49 17.0% Graduate 
schools     6.7% 10-15 11.6%

50-59 4.5% 15-20 8.1%
≥60 0.5% ≥ 20 4.9%
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signifying reliability and internal consistency.  

Table 2 shows the output for the forty-six 
(46) Organisational Culture Factor-Items 
and Productivity improvement factor/themes 
items using SPSS, and illustrates that that the 
Cronbach’s Alpha value ranged from α = 0.758 
to α = 0.906. The reliability for all forty-six 
(46) Organisational Culture Factor-Items and 
Productivity Improvement Factor-Item’s is  ≥ 0.80 
illustrating a good internal consistency between 
factor-items in the scale (rule of thumb alpha 
is that alpha should not exceed > 0.80) (Hair, 
Black, Babin & Anderson, 2010). Organisational 
culture and performance Factor-Items show a 
high inter-correlation, and Cronbach’s Alpha 
measurement of reliability, relevancy and validity. 

Multiple regression analysis and analysis of 
variances
Application of the F-test was conducted using 
Analysis of Variance with productivity as the 
dependent variable and organisational culture 
as the independent variable (Values and 
belief, Communication, Commitment to set 
goals, Continuous improvement, Team work, 
Knowledge transfer, Transparency, openness 
and trust, Risk taking, Innovation, Employee 
relationship) from the rotated component matrix. 
The significance level of the F test of p<0.05 
indicates that the model is statistically significant. 
Field (2013) defines ANOVA as the statistical 
procedure which employs the F-ratio to test the 

overall fit of a linear model. The F-ratio measures 
the ratio of the variance explained by the model 
and the variance explained by the factors 
(Hair et al., 2010; Field, 2013). Pallant (2010) 
emphasise the importance of multiple regression 
statistical techniques in establishing the relation 
between dependent and independent factors.

The multiple regression analysis indicate the 
productivity improvement is influenced by 
the culture variables such as Values and belief; 
communication; commitment to set goal; 
continuous improvement; team work, knowledge 
transfer; transparency openness and trust; risk 
taking, innovation, employee relationship with 
coefficient of determination, R-Square value of 
69.1% as shown in in Table 5, regression model 
summary below. The results under Table 3, 
Summary of Analysis of Variance (ANOVA), 
the resulted in Ho is rejected in favour of H1, 
statistically significant, with p-value of less than 
0.05 support the relation between productivity and 
organizational culture. The coefficients effective 
communication, continuous improvement, 
team work, knowledge transfer, are found to be 
significant in the model based on p-value of less 
than 0.05 depicted in Table 4.  Even though other 
factor relating to cable manufacturing culture are 
not significant statistically, they form part of the 
factors influencing productivity improvement.

Based of regression coefficient presented in 
table 4, the regression equation is in the form of:

taBle 2: eXPloratorY faCtor analYsIs 

Construct Number of 
items

Cronbach’s 
Alpha Mean Standard 

deviation
Shared values and belief 5 0.864 4.242 0.652
Effective communication 5 0.864 3.159 0.674

Commitment in achieving set 
goal 5 0.906 3.971 0.844

Continuous improvement 5 0.756 4.761 0.766
Team work and cooperation 4 0.844 4.013 0.598

Knowledge transfer 5 0.812 4.816 0.681
Transparency, openness and 

trust 2 0.824 4.479 0.788

Encourage risk taking 4 0.892 3.799 0.889
Encourage Innovation 5 0.758 3.115 0.763
Employee relationship 5 0.849 3.022 0.785
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Y = 0.915 + 0.147 x1 + 0.311 x2 + 0.156 x3 + 0.128 x4,

Where x1=effective communication; x2= 
Continuous improvement; x3= Team work 
and X4=Transparency, Openness and trust.

ConClusIon and reCommendatIons
This study aimed at identifying the key critical 

success factors for organisational culture, 
and establishing the impact of productivity 
improvement in the cable manufacturing industry. 
The focus on the manufacturing industry in 
developing economies, both in the South African 
context and globally, permitted the authors to 
examine the lessons other developing countries 

taBle 3: summarY of analYsIs of VarIanCe (anoVa)

model sum of 
squares df mean square f sig.

Regression 32.322 10 3.232 5.431 .0001b
Residual 42.271 71 .595
Total 74.593 81

a. Predictors: (Constant), Values and belief, Communication, Commitment to set goal, Continuous 
improvement, Team work, Knowledge transfer, Transparency openness and trust, Risk taking, 
Innovation, Employee relationship.

b. Dependent Variable: Productivity

taBle 4:regressIon CoeffICIent

model

unstandardized 
Coefficients

standardized 
Coefficients

t sig.

95.0% Confidence 
Interval for B

B std. 
error Beta lower 

Bound
upper 
Bound

(Constant) .915 .326 2.641 .008 .211 1.579
Values and belief .052 .078 .048 .843 .444 -.111 .226
Effective 
Communication  .147 .081 -.056 -.747 .032 -.217 .123

Commitment to goal -.056 .033 -.044 -.479 .626 -.210 .129
Continuous 
improvement .311 .061 .357 4.227 .000 .182 .422

Team work .229 .112 .181 2.130 .034 .057 .321
Knowledge transfer .156 .085 .140 1.637 .003 -.042 .343
Transparency, 
Openness .128 .043 .142 1.654 .035 -.018 .233

Risk taking -.041 .077 -.037 -.412 .445 -.232 .212
Innovation -.545 .069 .004 1.321 .302 .031 .634
Employee 
relationship .435 .386 .132 .892 .255 .241 .313

taBle 5: regressIon model summarY

model r r 
square

adjusted 
r square

std. 
error 
of the 

estimate

Change statistics
durbin-
Watson

r 
square 
Change

f 
Change df1 df2 sig. f 

Change

1 .831a .691 .680 .574 .0.691 5.4318 10 71 .000 1.424
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have learnt. The study emphasises the importance 
of culture as the core element that plays a role in 
the manufacturing environment. The analysis 
of variance predicted that when positive culture 
is practised in cable manufacturing setting, 
productivity improvement is enhanced. Based 
on the results, the implication is that when 
productivity improves this provides a competitive 
edge that is pivotal for economic growth. The 
literature supports the research objectives ranging 
from culture, leadership effectiveness, knowledge 
transfer and organisational performance. The 
emphasis is placed on the importance of culture 
to support organisational goals. The leadership 
style, openness to trust and encouragement 
of knowledge sharing is likely to benefit an 
organisation through effective communication, 
sharing and motivation. Mentoring and the 
empowerment process play a crucial role in 
knowledge transfer. The transfer of tacit and 
explicit knowledge is equally important for 
the success of the organisation. Knowledge 
is the cornerstone of organisational success.

It is essential that the cable manufacturing industry 
remains competitive, and improvement is not 
handicapped by a negative organisational culture. 
The relevant bodies responsible for productivity 
management, improvement, culture, and 
organisational performance should concentrate 
on providing extensive training and educational 
skills to cable manufacturing organisations. This 
will further lead to an increased market share and 
stimulating economic growth. Future research 
development will study the organisational 
culture of the identified key success factors by 
considering the necessary elements to improve 
productivity in the cable manufacturing industry. 

Limitations of the study
This study is done in the manufacturing industry 
at South African cable organisations, and 
examines the effect of organisational culture on 
productivity and performance. The study was 
done involving jointly management and work 
station operators and further study is required 
to establish the views of different managerial 
levels within the cable manufacturing industry. 

Managerial implications
The research brings emphasis to the importance of 

understanding the significance of the organisational 
culture impact in the cable manufacturing 
industry to realise productivity improvement. 
It is for this reason than management need to 
position themselves to identify different culture 
spectrums emanating from different employee 
backgrounds and channel them in such a way that 
values and beliefs, communication, commitment 
to set goals, continuous improvement, team 
work, knowledge transfer, transparency, 
openness and trust, risk taking, innovation and 
employee relationships are enforced to achieve 
set objectives for productivity enhancement 
for cable manufacturing competitiveness.
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aBstraCt 
This paper sets to explore management 
perceptions regarding the impact of operational 
process factors on strategy implementation in 
microfinance organizations in Kenya. Small 
and medium enterprises play a critical role in 
developing countries as a source of employment 
creation and a basis for industrialization. However, 
the sector receives inadequate financial support 
from commercial banks as it is considered to bear 
high risks and operational costs associate with 
lending small loan amounts. Content, context 
and operational process factors appears to have 
a significance positive relationship to the level of 
strategy implementation. This paper is focusing 
on operational process factors impacting on 
strategy implementation and is part of a full study 
on the topic of strategy implementation in MFOs. 
Comprehensive literature review provided the 
theoretical framework for the study. Primary data 
was collected by means of a survey obtaining 300 
self-administered questionnaires from managers 
in 135 MFOs in Kenya. The study revealed that 
the level of strategy implementation in MFOs 
in Kenya is moderate to high. This study has 
revealed that the operational process category of 
factors is more significant to the level of strategy 
implementation than content and context 
factors. Five operational process factors critical 
to strategy implementation include: operational 
planning and monitoring, management control 
systems, people-strategy fit, teamwork and 
effective communication. Practical guidelines are 
provided to assist MFOs in developing countries 
to improve the level of strategy implementation 
by focusing on operational process factors. 

Keywords: strategy implementation, micro-
finance organizations, implementation 
framework  

IntroduCtIon and BaCKground
MFOs are an acceptable and powerful tool for 
improving socio-economic status of the poor, 
who are hitherto not served by mainstream 
commercial banks.  Access to financial services 
enables the poor to invest and increase incomes, 
leading to improved quality of life (United Nations 
Development Programme – Human Development 
Report 2010:54). Studies carried out on clients of 
MFOs show dramatic improvements of clients’ 
household income levels and increased capacity 
of women to make social and economic decisions 
(United Nations Capital Development Fund 
[UNCDF] 2006:1). Microfinance organisations 
are critical in expanding economic opportunities 
for poor people by helping them build up their 
asset base which contributes to their social 
and economic empowerment (Kaplan 2007:1).

The role of microfinance is critical in Kenya due 
to socio-economic inequalities. Inequality in the 
country manifests itself in various dimensions 
including access to basic social amenities, 
income levels and gender bias. In Kenya, SMEs 
create employment at low levels of investment 
per job, leading to increased participation of 
indigenous people in the economy; they use 
local resources, promote creation and use of 
local technologies and provide skills training 
at low cost to the society (International 
Labour Organisation [ILO] 2008:19).
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Despite the critical role played by the SMEs in 
growing economies they remain outside the 
formal banking sector and one of the commonly 
cited challenges experienced by SMEs is limited 
access to financial services. In Kenya, the SME 
sector was excluded by the formal banking 
sector since it was perceived as risky and costly 
to process and follow-up small loans. Despite 
the critical need of MFOs to provide financial 
services to the SMEs and the poor the sector 
has only been able to meet 4% demand of its 
potential market, although the annual growth 
is on average 25-35% (United Nations [UN] 
2006:1). The demand for microfinance services 
is largely unmet. This situation implies that 
MFOs should formulate and implement growth 
strategies to improve their outreach, operational 
sustainability and profitability. Porter (2004:3) 
maintains that organisations must formulate 
competitive strategies relating to the industry for 
their growth and survival. Most of the MFOs in 
the advent of intense competition have adopted 
the practice of strategy formulation. Nevertheless, 
like most organisations, the level of strategy 
implementation is often low (Navajas (2000:335). 
Hence, this study is aimed at identifying factors 
that influence strategy implementation in MFO’s. 
Successful implementation of strategies will 
ensure a more vibrant sector capable of expanding 
the outreach to SMEs and poor households, 
and will effectively compete with commercial 
banks and new entrants into the sector. 

The first part of the article covers the introduction 
and background to the study, problem 
statement and research objectives.  This is 
followed by a literature overview on strategy 
implementation, hypotheses and the research 
methodology adopted for this study.  The last 
part covers the empirical results and highlights 
the main conclusions and recommendations.

ProBlem statement 
Poverty is a major problem in most developing 
economies. It is argued that inadequate access to 
credit by the poor and small businesses for the 
purpose of working capital and investment is a 
major cause of poverty in developing countries 
(Jean-Luc 2006). With an estimated population of 
44.6 million people and per capita income of US 
$ 592.92, Kenya is categorized by the World Bank 

as low income and among the poorest countries 
in the world (World Bank Development Report 
2013). The economy has been experiencing slow 
growth while the disparity between the rich and 
the poor continues to increase. The result of slow 
economic growth is characterized by widespread 
inflation, unemployment and high levels of 
poverty where over 56% of the population 
survives on one US dollar per day (GoK 2005). 
Dobbs and Hamilton (2007:296) note that 
productive, innovative small businesses generate 
employment, promote economic growth and are 
responsible for 95% of all radical innovations. 
Hence, MFOs are recognized and acknowledged 
as vital and significant contributors to economic 
development, employment creation and 
technological development (Mortis 2000). Thus, 
MFOs require formulating and implementing 
competitive strategies to improve financial 
sustainability and outreach to SMEs and the poor.  

Against this background, the main research 
question to be addressed in this study 
is: What are management perceptions 
regarding the impact of operational process 
factors on strategy implementation in 
microfinance organizations in Kenya?

researCH oBJeCtIVes 
The primary objective of this paper is to 
investigate the impact of operational process 
factors that impact on strategy implementation 
in microfinance organizations in Kenya.

Secondary goals
The following secondary research goals will assist 
to achieve the primary objective of the study:

•	 To critically review the literature pertaining to 
strategy implementation, operational process 
and outcome factors. 

•	 To empirically assess management perceptions 
on the impact of operational process factors 
on the level of strategy implementation

•	 To assess the impact of level of strategy 
implementation on performance of MFOs.

•	 To provide managerial guidelines and 
recommendations on how to improve the 
level of strategy implementation to achieve 
financial sustainability and increase outreach. 
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HYPotHeses
The following hypothesis were 
formulated and tested in this study:

•	 H1: There is a positive relationship between 
operational planning and the level of strategy 
implementation.  

•	 H2: There is a positive relationship between 
the monitoring of progress in strategy 
implementation and the level of strategy 
implementation. 

•	 H3: There is a positive relationship 
between teamwork and the level of strategy 
implementation.

•	 H4: There is a positive relationship between 
resources allocation to strategy and the level 
of strategy implementation.  

•	 H5: There is a positive relationship between 
people-strategy fit and the level of strategy 
implementation.  

•	 H6: There is a positive relationship between 
effective communication and the level of 
strategy implementation.  

•	 H7: There is a positive relationship between 
the use of strategic and management 
control systems and the level of strategy 
implementation. 

•	 H8: There is a positive relationship between 
the use of information resources and the level 
of strategy implementation.  

•	 H9:  There is a positive relationship between 
the level of strategy implementation and 
financial sustainability of MFOs. 

•	 H10: There is a positive relationship between 
the level of strategy implementation and 
outreach of MFOs.

ProPosed HYPotHetICal model
From the secondary sources analyzed in this 
study, a hypothetical model of the influence of 
operational process factors on the level of strategy 
implementation and the impact of level of strategy 
implementation on the performance of MFOs as 
measured by financial sustainability and outreach 
was constructed. According to secondary sources, 
strategy implementation could be influenced by 
context, content and operational process factors. 

Some of the operational process factors include: 
operational planning, monitoring of progress, 
teamwork, resources allocation to the strategy, 
people-strategy fit, effective communication, use 
of strategic and management control systems and 
use of information resources.  It is hypothesized 
that if all these critical strategy implementation 
factors are addressed, MFOs could improve 
their level of strategy implementation leading 
to improved performance.  The intermediating 
factor, according to the hypothetical model, is the 
level or extent of strategy implementation which 
could be regarded as high, moderate or low. The 
outcome factors would be improved financial 
sustainability and outreach of MFOs. It should 
therefore be noted that the model below forms 
part of a bigger model and study that would 
comprise context and operational process factors. 

lIterature oVerVIeW of oPera-
tIonal ProCess faCtors and strat-
egY ImPlementatIon 
Clarification of key concepts
Microfinance organisations
“Microfinance” refers to an array of financial 
services, including loans, savings and insurance, 
available to poor entrepreneurs and small 
business owners who have no collateral and 
would not otherwise qualify for a standard bank 
loan (Business News Daily 2013).  Schreiner and 
Colombet (2001:339) refer to microfinance as 
“the attempt to improve access to small deposits 
and small loans for poor households neglected 
by banks.  It thus involves the provision of 
financial services such as savings, loans and 
insurance to poor people living in both urban 
and rural settings, who are unable to obtain 
such services from the formal financial sector.

Strategy
“Strategy” refers to the art and science of planning 
and marshaling resources in the most efficient 
and effective manner. It is derived from the Greek 
word for generalship or leading an army (Business 
Dictionary.com 2013). De Wit and Meyer 
(2010:25) suggest that strategy refers to knowing 
the business one proposes to carry on, resulting in 
choices on where to play and how to win in order 
to maximize long-term value. Strategy is thus an 
action that managers take to attain one or more 
of an organization’s goals, indicating the general 
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direction set for the organization and its various 
components to achieve a desired state in the future.

Strategy implementation
According to Henry (2011:8), strategy 
implementation in its narrowest sense refers 
to the translation of a chosen strategy into 
organizational actions to achieve strategic goals 
and objectives. Ireland, Hoskisson and Hitt 
(2011:25) contend that strategy implementation 
is the manner in which an organization should 
develop, utilize and integrate structures, control 
systems and culture to follow strategies that 
lead to competitive advantage and a better 
performance. It is thus the translation of strategy 
into organizational actions, and together with 

strategy formulation forms strategic management.

Perspectives of strategy implementation
Although strategy implementation is cited as 
a key challenge in strategic management that 
limits the success of strategies, there is little 
literature on strategy implementation. Since 
management literature has over the years focused 
primarily on new ideas on strategy formulation, 
strategy implementation has been neglected 
(Aaltonen & lkavaiko 2002:415; and Noble 
1999a:121). Hence, there has not been commonly 
agreed on an acceptable process of strategy 
implementation, and most authors and top 
managers have acknowledged the overwhelming 
challenge of implementing a strategy successfully. 

fIgure 1: HYPotHetICal model on InfluenCe of Content faCtors on tHe leVel of 
strategY ImPlementatIon 
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This section will discuss what some authors 
consider the appropriate process or methods 
of strategy implementation. The strategy 
implementation process is concerned with how 
decisions are put into action (De Wit & Meyer, 
2004:997).  This includes activities leading to 
and supporting a strategy implementation effort. 

According to MacIlwaine (2000:1), 
implementation of strategy commonly remains 
significantly behind the quality of the actual 
strategic plan. Often the plan gets launched 
in a stunning presentation to employees 
and stakeholders, but two months later the 
strategy components are hardly remembered 
by employees at lower levels, and six months 
later the delivery of results is behind schedule. 
According to Hrebiniak (2006:38), the strategy 
implementation process should focus on nine 
factors to ensure its success. These factors are:

•	 a logical model to guide managers during the 
implementation process; 

•	 a sound well-conceived strategy;
•	 effective management of change;
•	 organisation capabilities to implement 

strategy;
•	 effective coordination and information 

sharing;
•	 clear responsibility of every individual; 
•	 system of accountability for results;
•	 right culture supportive of the strategy; 
•	 leadership that is execution-based.

Wayne (2009:1) indicates that strategy 
implementation is a discipline that involves a 
process of operational planning, follow-up and 
accountability. It is the main task of the leader, and 
organisational culture must be embedded into it 
such as norms, rewards, behaviors and systems. 
According to Kaplan (2005:72), the persistent gap 
between strategy formulation and implementation 
is where organizations fail to attain the planned 
results arising from a lack of coherent processes 
to manage strategy implementation. Vivendi 
(2005) states that strategy implementation should 
focus on putting the right people in the right 
places. The right people could be hired or current 
staff trained at all levels to achieve and sustain 

superior performance. Another important factor 
is aligning all the business processes to the 
strategy. These views are supported by Bossidy 
and Charan (2002:35) that the successful strategy 
execution process must link organizational 
people processes, business processes and strategy. 
However, these authors fail to provide details 
on how organizations can implement these 
three core processes to achieve strategy success. 

Overview of operational process factors  
The art of strategy implementation involve 
management of integrated factors grouped 
as operational process factors.  The success 
of implementation depends on how 
management manipulates all the factors at 
play. The following section provides literature 
on the eight variables outlined below.

Operational planning
Key tasks not well defined in a detailed 
manner leading to vagueness have been cited 
as a leading cause of strategy implementation 
failure (Alghambi 1998:323; Corboy & Corrbui 
1999 and Raps 2005:42). Action planning and 
budgeting are among the oldest management 
tools but they are still effective for ensuring 
that implementation occurs and that tactics 
align with strategy. Action planning involves 
clear allocation of tasks and expected results 
within a given timeframe for individuals and 
departments. If tasks are not well allocated to 
individuals and departments, this may lead to 
power struggles and conflicts (Raps 2005:142). 

Monitoring and review of progress
Effective implementation requires continuous 
monitoring of the progress towards action 
plan implementation, also of competitive 
environment, customers’ satisfaction, 
and the financial returns generated by the 
strategy. Monitoring is meaningless if it is not 
accompanied by accountability and change when 
required. Departments and individuals must be 
given clear performance targets (Sterling 2003). 
Organizations with clear monitoring systems of 
assessing performance of individual employees 
and departments according to plans are more 
successful in strategy implementation than those 
without effective systems of monitoring progress 
(Chimhanzi & Morgan 2005:787). Formal 
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review of progress will increase the probability 
of reaching the goals, since the organization is 
able to look at the gaps between measurement 
of current conditions and targets (Terry, 2011). 
Key performance indicators must be included 
in the design of a scorecard.  In addition, 
quantitative reports based on data and narrative 
reports on matters such as threats, opportunities, 
events, and audits assist in reviewing 
organizational performance (Janssen 2001). 

Teamwork
Teamwork is the ability to work together 
towards a common vision that directs individual 
accomplishments towards organizational 
objectives, and is the fuel that allows common 
people to attain uncommon results (Carnegie 
2009). According to Noble (1999b:27), teamwork 
plays an important role in the process of strategy 
implementation. Organizations are required 
to deploy various methods to build cohesive 
and high-performing teams (Dyson 2005:370).  
Chimhanzi (2004:73-76) suggests that cross-
departmental working relationships have a 
key role to play in successful implementation 
of strategies, and that effectiveness is affected 
negatively by conflicts in the workplace. 

Resource allocation
For effective strategy implementation, all the 
necessary resources must be available, such as time, 
financial, skills and knowledge. Sterling (2003) is 
of the opinion that some strategies fail because 
not enough resources are allocated, especially 
for capital-intensive strategies. There is a need 
for financial evaluation of a strategy to ensure 
that it does not inadvertently destroy shareholder 
value, and to ensure that sufficient resources are 
available to achieve its implementation. Financial 
evaluation of the strategy enables management to 
assess the impact of the strategy on the financial 
performance of the organization, and to identify 
alternative sources of funds. According to 
Wernham (1995:632) and Okumus (2003:327), 
organizations need to allocate sufficient material 
resources for effective implementation of 
strategies. Organizations must evaluate resources 
required to implement strategies before their 
implementation. The cost of implementing 
strategies should be compared with the returns 
or benefits after the strategies are implemented. 

People–strategy fit
Effectiveness of strategy implementation is 
affected by the quality of people involved in the 
process. “Quality” here refers to skills, attitudes, 
capabilities, experiences and other characteristics 
of people required by a specific task or position (Peng 
& Litteljohn 2001:365). The view is supported by 
Viseras, Baines, and Sweeney (2005) that strategy 
implementation success depends crucially on the 
people side of project management, and less on 
organizational and systems-related factors. For 
effective implementation of strategy, there is a 
need for the right number of staff with relevant 
knowledge and capacities. One of the causes of 
poor strategy implementation is the shortfall 
on employees’ capabilities (Beer & Eisenstat 
2000; and O’Regan & Ghobadian 2002:416). 

Effective communication
Most of the contributors to strategy implementation 
have identified ineffective communication as a 
major cause of poor strategy implementation. 
Raps (2005:141) states that communication is 
what implementation is all about, because change 
must be effectively communicated. Peng and 
Litteljohn (2001:365) add that communication 
barriers are reported more frequently than any 
other type of barrier to strategy implementation. 
The view is supported by Heide et al. (2002:260) 
and Rapert, Garretson and Velliquette (2002:303) 
that communication is a common barrier to 
strategy implementation, and plays an important 
role in the implementation process. In spite of 
the critical role of communication in strategy 
implementation, Forman and Argenti (2005:245) 
note that scholars in strategic management 
have given little attention to the links between 
communication and strategy. Clearly, alignment 
between the corporate communication 
function and the strategic implementation 
process is fundamental to successful strategy 
implementation. The study investigated the 
availability of communication plans/processes 
in organizations and their effect on strategy 
implementation and organizational performance.

  Strategic and management control systems
Strategic control systems ensure that the immense 
effort put into preparing detailed strategic 
plans is translated into action, by focusing on 
short-term targets that deliver long-term goals 
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(Bungay&Goold 1999:31). Strategic control 
systems are essentially required to provide a 
balance between long-term organizational goals 
and short-term operational demands.  Control 
systems need to incorporate feedback and 
opportunities to devise and revise the strategies 
as well as to specify measures of these objectives 
(Travakoli & Perks 2001:297). Successful strategy 
implementation is therefore dependent on 
effective strategic as well as management control 
systems. According to Atkinson (2006:23-24), 
several management frameworks have been 
developed to assist in managing a wide range of 
organizational activities, such as ISO9000, Six 
Sigma, and quality models which have emerged 
from the TQM movement. Other frameworks 
have been developed owing to dissatisfaction 
with the traditional measures such as accounting 
performance-using metrics. Such a framework 
is the balanced scorecard that emerged from 
the dissatisfaction with traditional performance 
systems dominated by short-term financial 
metrics that are internally orientated and not 
linked to the organizational strategy (Atkinson& 
Brander 2001). It has four perspectives: financial, 
customer, internal business, and learning/growth. 

Information systems 
Alignment of information systems with a strategy 
is a critical process. This means that application of 
information technology could enhance the success 
of deployed strategies and customer satisfaction. 
Organizations can seldom execute strategies 
without technology, and should not implement 
new technology without a strategy behind it 
(Sterling 2003). Strategies fail when organizations 
do not recognize that existing systems and 
methodologies will not enable success, and too 
often employees’ roles are redefined with little 
regard to the systems, processes that guide, and 
enable their work. Organizational processes 
and systems must meet the demands of the new 
strategic vision; pursuing new strategies with 
old capabilities is a recipe for disaster (Scott 
2002:36). This study investigated the extent to 
which strategies are aligned with information 
technology, and the resultant impact on strategy 
implementation and organizational performance.   

Level of strategy implementation and 
performance of MFOs

This study suggests that microfinance 
organizations that achieve a high rate of 
strategy implementation tend to experience 
substantial incremental performance benefits 
over those that are stuck in the process of only 
formulating strategies(Acquaah & Masoud 
2008:346).  Meyer and Zeller (2002) developed 
the “critical micro-finance triangle” to assess 
performance. It includes outreach to the poor, 
financial sustainability and welfare impact. 

Financial sustainability 
The key performance indicator of an MFO 
is its financial sustainability. It is noted that 
financial sustainability is one of the areas 
that need to be looked at when assessing the 
performance of MFOs. According to Navajas 
(2000:335), financial sustainability takes place 
when MFOs are able to cover the costs of funds 
and other forms of subsidies received valued 
at market prices. This is a high value measure 
of performance as it indicates the capability 
of the organisation to grow its own funds or 
sustain borrowing from the commercial market.

Outreach to the poor and SMEs
Outreach at a glance means the number of clients 
served. However, Meyer and Zeller (2002) note 
that outreach is a multidimensional concept.  
In order to measure outreach it is necessary 
to look at different dimensions.  According to 
Navajas (2000:335-337), there are six aspects 
to measuring outreach –depth, worth of 
users, cost to users, breadth, length and scope. 

researCH metHodologY
Research paradigm
The research objective of this study was to 
investigate context factors that affect the 
level of strategy implementation of MFOs in 
Kenya. Hence, the aim was to quantify the 
significance of these factors on the level of 
strategy implementation, which required that 
a positivistic or quantitative approach be used. 

Population and sampling
There is no comprehensive database of MFOs in 
Kenya. The population for this study was drawn 
from the only database provided by the Central 
Bank of Kenya in 2005 and there were then an 
estimated 3150 MFOs in the country. Only about 
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20% of these MFOs had been in operations for 10 
years or longer.  This study assumed that strategy 
development for MFOs that had been less than 
10 years in operation was at a nascent stage or 
was just emerging, and therefore the managers 
might not provide substantial contributions to 
the factors that influence the level of strategy 
implementation in their MFOs. The total 
study population was thus 630 MFOs that 
had been in operation for more than 10 years.  

A non-probability sampling procedure, namely 
purposive sampling, was used to select MFOs that 
were members of Association of Microfinance 
Institutions (AMFI). Thereafter, convenience 
sampling was used to select the other MFOs. 
In total, 135 MFOs were involved in this study. 
Where managers in an MFO were not responsive 
to the study, they were replaced by others. From 
each MFO, the CEO and one or more middle-
level manager were selected as respondents. 
To ensure that the managers had a firm grip on 
strategy implementation issues of the MFOs, one 
was to have been with the MFO for at least two 
years. 350 questionnaires were distributed and 
300 usable questionnaires were returned and 
used for analysis purposes (response rate of 87%).

Measuring instrument 
The instrument in this study was self-
administered questionnaires using the survey 
method. The questionnaire was constructed 
using a five-point Likert-type scale. The following 
are the sections of the measuring instrument. 
Sections A to E measured responses based on 
an ordinal scale (1 = strongly disagree, 2 = 
Disagree, 3 = Neutral, 4 = Agree and 5 = strongly 
agree) and Section F used a nominal scale: 

•	 Section A: Perceptions regarding influence of 
operational process factors on level of strategy 
implementation; 

•	 Section B: Perceptions regarding the extent 
or level of strategy implementation in 
microfinance organisations in Kenya; 

•	 Section  C: Perceptions regarding outcomes/
results of effective strategy implementation;

•	 Section D: Biographical information 
(gender, position in organisation, number 
of employees, years of MFO existence, type 

MFO registration, financial services provided, 
number of clients and level of strategy 
implementation).

 
Pilot study
The questionnaires were pre-tested in 22 
MFOs where 40 respondents (CEOs and 
managers) completed the questionnaires. 
The purpose was to test the measuring 
instrument for validity and reliability.

Data collection 
•	 Secondary data

Secondary data consisted of an in-depth literature 
review on strategy implementation, analysis of the 
business environment in Kenya, and operations 
of MFOs. Sources for secondary data comprised 
textbooks, journal articles and the Internet.

•	 Primary data
Primary data was collected from the CEOs 
and senior managers of the sampled MFOs 
by means of a survey using self-administered 
questionnaires. Questionnaires were given to the 
respondents through email communication and 
hand delivery by research assistants. Completed 
questionnaires were either sent through email 
by the respondents or collected by the research 
assistants. The section below highlights the 
methods used to undertake data analysis. 

Data analysis
The SPSS computer programme (SPSS 20.0 
Brief Guide 2006) was used to analyse the 
data.  The following are types of analysis used: 
descriptive statistics to (mean and standard 
deviation); frequency distributions of the 
biographical data of the respondents; reliability 
analysis to assess the internal consistency of the 
research instrument (Cronbach’s alpha values); 
exploratory factor analysis to test construct 
validity and regression analysis to investigate the 
relationship between dependent and independent 
variables of the study and to test the hypotheses.

emPIrICal results
Demographic profile of the respondents 
Table 1 below shows the demographic 
profile of the respondents and the 
characteristics of the MFOs sampled.
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The results indicate that 12% who responded 
to the questionnaire were chief executives and 
88% were senior managers. Of the number of 
employees, 49% of the MFOs had fewer than 50, 
28% between 51 and 199, and 24% had over 200 
employees. Regarding the type of registration, 
41% of the MFOs were registered as deposit-
taking MFOs, 28% as companies, 8% NGOs, and 
26% as SACCOs. Two common services offered to 
clients by MFOs were credit services mentioned 
by 84% of the respondents, and deposit taking 
(51%). Further, 41% of the respondents indicated 
that the MFOs were serving less than 20,000 
clients and only 26% of respondents indicated 

their customer number was above 100,000. 
Ninety-six percent of the respondents reported 
that their respective MFO did possess a strategic 
plan and 48% reported that there was a moderate 
level of strategy implementation in their MFO’s 
(strategies implemented 41-70% of the time).

Exploratory factor analysis
The purpose of factor analysis is to reduce large sets 
of variables to design a more manageable number 
of factors based on the nature of the relationships. 
In this study, a loading of 0.5 and above was 
considered significant to confirm convergent 
validity. A cut-off point of three items loading in 

taBle 1: demograPHIC ProfIle of tHe resPondents and mfos

demographic data Category frequency %

Gender
Male 112 37

Female 118 63

Position in the organization
Chief Executive Officer 35 12

Manager 265 88

Number of employees
Small (<50) 146 49

Medium (51-199) 83 28
Large (200+) 71 23

Number of clients

Below 20,000 124 41
 20,000-60,000 68 23
61,000-100,000 30 10
 Above 100,000 78 26

Years in existence 

1-5 years 78 26
6-10 years 86 29

11-15 years 63 21
16 years+ 73 24

Financial services provided*

Credit services 252 84
Deposit taking 153 51

Insurance services 21 7
Medical services 27 9

Type of registration*

Deposit taking MFO 123 41
Company 84 28

NGO 24 8
SACCO 78 26

Possession of strategic plan
Yes 286 96
No 11 4

Level of current strategy 
implementation

Low 58 19
Moderate 141 48

High 96 33

* Results are not adding up to 300 or 100% because respondents could answer more than one option.
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a factor was considered significant in this study.

In Table 2 below respondents perceived 
operational factors influencing level of strategy 
implementation to comprise five factors 
as opposed to eight factors in the original 
theoretical framework (each factor comprised 
five statements). Seventeen items (A6, A8, CA2, 
A13, A14, A15, A17, A25, A26, A28, A29, A30, 
A31, A32, A35, A37 and A38) loaded into factor 
one and were referred to as operational planning 
and monitoring.  Thirteen items loaded onto 
factor two (A1, A2, A3, A4, A5, A9, A10, A11, 
A16, A22, A34, A39 and A40). These items 
were grouped as management control systems. 
Further, three items loaded onto factor three, 
namely A23, A24 and A33 and were grouped as 
people-strategy fit factor. Four items (A18, A20, 
A21 and A36) all loaded onto factor four and 
were grouped as teamwork while three items (A7, 
A19 and A27) were grouped together as effective 
communication. Thus, according to the empirical 
grouping, operational factors significant to 
the level of strategy implementation were 
reduced from eight theoretical factors to five, 
namely, operational planning and monitoring, 
management control systems, people-strategy 
fit, teamwork and effective communication. The 
fact that items that were expected to measure 
operational factors loaded onto five different 
factors, with values greater than 0.2, demonstrates 
sufficient discriminant validity for further analysis. 

These factors with corresponding items will be 
subjected to regression and correlation analysis in 
subsequent sections. Table above indicates that, 
seven items (B3, B4, B5, B6, B7, B8 and B9) loaded 
onto factor one and were referred to as outreach. 
Further, three items (B1, B2 and B10) loaded into 
factor two referred to as financial sustainability. 
The factor loadings provide sufficient evidence of 
convergent validity as all the items loaded onto 
two distinct factors with relatively high loadings. 

Reliability testing of the measuring instrument
Table 3 shows the reliability results of the 
measuring instrument.

taBle 3: relIaBIlItY results of tHe 
measurIng Instrument

Independent variables Cronbach’s 
alpha

Operational planning and 
monitoring (OPM) 0.943

Management control 
systems (MCS) 0.925

People strategy fit (P) 0.655
Teamwork (TW) 0.747
Effective communication 
(EC) 0.600

Dependent
Level of strategy 
implementation (LS) 0.949

Outcome 

taBle 2: faCtor loadIngs: management PerCePtIons regardIng oPeratIonal ProCess 
faCtors InfluenCIng tHe leVel of strategY ImPlementatIon

latent variable Items minimum 
loadings

maximum 
loadings

Operational planning and 
monitoring

A6, A8, CA2, A13, A14, A15, A17, 
A25, A26, A28, A29, A30, A31, A32, 
A35, A37, A38

0.521 0.783

Management control systems A1, A2, A3, A4, A5, A9, A10, A11, 
A16, A22, A34, A39, A40 0.506 0.745

People-strategy-fit A23, A24, A33 0.554 0.691
Teamwork A18, A20, A21, A36 0.511 0.856
Effective communication A7, A19, A27 0.514 0.596
Level of strategy implementation D1-D15 0.658 0.825
Outreach E3, E4, E5, E6, E7, E8, E9 0.531 0.844
Financial E1, E2, E10 0.551 0.876

Loadings of 0.5 and above were considered significant.
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Outreach (O) 0.243
Financial sustainability (FS) 0.043

The result shows that the Cronbach’s 
alpha values is above 0.60 for all the 
factors, expect the two outcome factors. 

Descriptive statistics 
Descriptive statistics from Table 4 show that 
respondents were not neutral on the factors 
that influence strategy implementation, 
outcomes and measurers to the level of strategy 
implementation. From the descriptive statistics, 
respondents were in agreement with all the 
factors, as responses returned a mean range 
of 3.4 to 4.0. Table 5 below shows the mean 
and standard deviation values of variables 
which were obtained from the empirical study. 

taBle 5: desCrIPtIVe statIstICs for 
IndIVIdual VarIaBles used

Variable mean standard 
deviation

Operational planning 
and monitoring (OPM) 3.9400 .84386

Management control 
systems   (MCS) 3.9967 1.18095

People-strategy fit (P) 3.6600 .85645
Teamwork (TW) 3.4600 .84307
Effective 
communication (EC) 3.6867 .82710

Outreach (O) 4.0167 .83589
Financial sustainability 
(FS) 3.8433 .96361

Level of strategy 
implementation 3.7600 .76443

Table 6 shows the perceived level of 
strategy implementation of MFOs in Kenya 

taBle 6: leVel of strategY ImPlementatIon 

level of strategy 
implementation frequency Valid %

Low: Less than 40% of 
strategies implemented 
on time

58 19

Moderate:  41-70% of 
strategies implemented 
on time

141 49

High:  71% and more of 
strategies implemented 
on time

96 32

From the above finding management 
perceived the level of strategy implementation 
in MFOs in Kenya as moderate to high. 

Regression analysis results
This section indicates the regression 
analysis results of the study.

•	 Management perceptions on the influence of 
operational process factors on level of strategy 
implementation

Table 7 indicates that there is a positive significant 
relationship between operational planning and 
monitoring and level of strategy implementation 
(R =0.843). Further, the relationship is significant 
(p-value of 0.00). In addition, R2= 0.690 which 
means that about 69% of the variability in the 
model can be explained by this factor. This 
implies that manager’s perceived operational 
planning and monitoring which ensure that 
the strategy is broken down to manageable 
units and implementation is monitored, as 
an important factor to achieve a high level of 
strategy implementation. Table 7 indicates 
that there is a positive significant relationship 
between management control systems and level 
of strategy implementation (R =0.710). Further, 
the relationship is significant (p-value of 0.00). In 
addition, R2= 0.479 which means that about 48% 
of the variability in the model can be explained by 
this factor. This implies that managers perceived 
management control systems as critical to the 
strategy implementation.  Table 7 indicates that 
there is a positive relationship between the people 
factor and level of strategy implementation (R 
=0.535). Further, the relationship is significant 
(p- value of 0.00). In addition, R2= 0.278 which 
means that about 27.8% of the variability in 
the model can be explained by this factor. This 
implies that respondents perceived having staff 
with right set of skills as critical to strategy 
implementation. Table 7 indicates that there is 
a positive relationship between teamwork and 
level of strategy implementation (R =0.280). 
Further, the relationship is significant (p-value 
of 0.00). In addition, R2 = 0.066 which means 
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that about 0.6% of the variability in the model 
can be explained by this factor. Although the 
relationship is positive, it is noted to be weak. 
Table 7 indicates that there is a significant positive 
relationship between communication and level of 
strategy implementation (R =0.695). Further, the 
relationship is significant (P– value of 0.00). In 
addition, R2 =0.478 which means that about 47.8% 
of the variability in the model can be explained 
by this factor. Thus, respondents perceived 
communication in the organization as a key 
factor to achieve a high level of implementation. 

Table 7 thus shows there is a strong linear 
positive relationship between operational 
factors and the level of strategy implementation 
(b = 0.702, p < 0.000). The results show that 
operational factors have a more significant 
positive linear relationship with level of strategy 
implementation that the other two factors.

•	 Influence of level of strategy implementation 
on outcome factors

Table 8 shows the regression analysis 
results of the Influence of level of strategy 
implementation on outcome factors

Table 8 indicates that there is a significant positive 
relationship between outreach in MFOs and level 
of strategy implementation (R =0.689 and R2= 
0.461). Further, the relationship is significant 
(p-value of 0.00). This implies that the respondents 
could relate the level of strategy implementation 
to the outreach achieved by the MFOs. It also 
means that for effective outreach, the MFOs need 
to improve the level of strategy implementation. 
Table 8 indicates that there is a significant positive 
relationship between financial sustainability of 
MFOs and level of strategy implementation (R 
=0.464 and R2= 0.207). Further, the relationship 
is significant (P–value of 0.00). This implies 
that the respondents could relate the level 
of strategy implementation to the financial 
sustainability of the MFOs. Thus, for MFOs to 
be financially sustainable they would need to 
formulate and implement quality strategies. 

taBle 7: regressIon analYsIs: InfluenCe of oPeratIonal faCtors on tHe leVel of 
strategY ImPlementatIon 

model r r 
square

adjusted 
r square

std. 
error 

Change statistics

r 
square 
Change

f 
Change df1 df2 sig. f 

Change

Planning/
Monitor .843a .710 .690 .42189 .710 35.126 17 244 .000

Control systems .710a .504 .479 .56025 .504 20.527 13 263 .000
People-fit .535a .286 .278 .65153 .286 38.684 3 290 .000
Teamwork .280a .078 .066 .73482 .078 6.130 4 288 .000
Communication .695a .484 .478 .55648 .484 89.594 3 287 .000

dePendent VarIaBle: leVel of strategY ImPlememtatIon
Coefficients 

model

unstandardised 
Coefficients

standardised 
Coefficients

t  P – 
Value 

B std. 
error Beta

1 (Constant) -.141 .197 -.714 .476
Operational 
factors .702 .050 .599 13.967 .000

a. Dependent Variable: LEVEL OF STRATEGY IMPLEMENTATION



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

267

A DECADE OF EXCELLENCE

Table 8 thus shows that respondents agreed that 
improved levels of strategy implementation 
affects the financial sustainability and outreach 
of MFOs. It indicates that there is a significant 
relationship between the level of strategy 
implementation and financial sustainability 
of MFOs (b = 0.746). This means that 
respondents could attribute the level of strategy 
implementation to financial sustainability of the 
MFOs. Further, there is a significant relationship 
between the level of strategy implementation 
and the outreach of MFOs (b= 0.490).

ConClusIons and reCommenda-
tIons
From the literature review, there is a consensus 
that the best-made strategies are worthless if they 
are not implemented. Failed strategies create a 
negative precedence in the organization, such 
as lower employee morale and loss of trust in 
management. Organizations derive numerous 
benefits from effective implementation of 
strategies. Some of the benefits are competitive 
positioning of an organization in the market place, a 
long-term perspective of an organization, goals set 
to bear results, increased employee morale, and a 
unifying purpose across the organization. Despite 
the numerous benefits accrued from effective 
implementation of strategies, there is agreement 
that implementing a strategy is more difficult than 
formulating one, and there is limited literature or 
models focusing on strategy implementation to 
support managers in overcoming the challenges 
in implementation. Researchers have cited 
numerous factors that need to be addressed to 
improve the level of strategy implementation. 
The factors cited are broad and strategy 
implementation is affected by numerous factors.  

From literature review, the level of strategy 
implementation affects the performance 

of an organization and its competitiveness. 
In this study, financial sustainability and 
outreach of MFOs were considered as key 
performance indicators that would be affected 
by the level of strategy implementation. 

The following conclusions are drawn from the 
empirical results: 

•	 The operational process factors have a more 
significant positive linear relationship with 
level of strategy implementation than the 
content and context factors. This means 
organizations need to give attention to 
these factors more than others.  This finding 
confirms that an organisation with a poorly 
crafted strategy well executed produces better 
results than a well-crafted strategy that is 
poorly implemented if the operational process 
factors are well managed.

•	 The operational process factors that 
are significant to the level of strategy 
implementation include: operational 
planning and monitoring, management 
control systems, people-strategy fit, teamwork 
and effective communication. The initial eight 
theoretical factors were reduced to five after 
factor analysis meaning that the five are the 
most significant and management should 
focus on them. 

•	 There is strong significant relationship 
between levels of strategy implementation and 
planning and monitoring factor that ensure 
strategy is broken down to manageable units 
and implementation is monitored, to achieve 
high level of strategy implementation.  

•	 Management perceived management control 
system factor to have a significant relationship 
with the level of strategy implementation as 
the relationship was significant.

taBle 8: regressIon analYsIs: InfluenCe of leVel of strategY ImPlementatIon on 
outreaCH of mfos  

model r r 
square

adjusted 
r square

std. 
error 
of the 

estimate

Change statistics

r square 
Change

f 
Change df1 df2 sig. f 

Change

Outreach .689a .475 .461 .56812 .475 33.114 7 256 .000
Fin 

stability .464a .215 .207 .68494 .215 26.410 3 289 .000
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•	 The alignment of the right people (skills, 
experience and attitudes) needed to 
implement a new  strategy is significant to its 
success  and level of strategy implementation 

•	 Building strong performing teams at work 
is significant to the implementation of the 
strategy and determines the extent to which 
strategy can be implemented.

•	 Effective internal communication in an 
organization is significant to the success 
of strategy implementation. This  means  
organizations  need  to establish internal 
communication systems  to ensure strategy is 
communicated in simple language at all levels 
and occasionally reviewed 

•	 The level of strategy implementation has an 
influence on the performance of MFOs as 
measured by financial sustainability and the 
level of outreach. This means organisations 
must achieve high level of strategy 
implementation to improve their performance 
and competitiveness.

•	 The level of strategy implementation has 
a positive influence on the level of MFOs 
outreach. This means MFOs require improving 
the level of strategy implementation to 
increase their outreach to the SMEs and the 
poor. 

•	 The level of strategy implementation has a 
positive influence to the financial sustainability 
of MFOs. Since financial sustainability of 
MFOs is critical to their growth and survival, 
management require focusing on addressing 
broad factors that affects implementation.

•	 There are  various other factors that influence 
the level of strategy implementation and  the 
management need  addressing these multiple 
factors to improve on the level of strategy 
implementation 

The following are some recommendations 
and suggestions for enhancing the level 
of strategy implementation in MFOs.

Managerial implications for improving the level 
of strategy implementation in MFO’s
•	 The management of MFOs should keenly 

focus on the various operational process 
factors since they are most significant to 

strategy implementation. A part from the five 
factors identified in this study management 
should seek to address other factors as well. 

•	 Although operational process categories of 
factors are considered most critical according 
to this study, there is need for management to 
address content and context factors as well. 

•	  For effective implementation of the strategy, 
there is need for the management to break 
down the strategy into small parts by use 
of operational plans for departments that 
should be regularly monitored. Additionally, 
cascading the strategy to all levels is critical 
to its implementation and a Balance scorecard 
tool could be used to hold individuals and 
departments accountable to deliver short-
term targets. 

•	 Management of MFO should establish a 
system to review departmental and individual 
targets and assess financial returns and such a 
system should be linked to the performance 
management system.  

•	 Internal and external environment of the 
business environment should be regularly 
monitored to identify factors that might 
trigger the need to review strategy to enhance 
its relevance and competitiveness. MFOs 
should ensure such review processes are in 
place. 

•	 The management of MFOs should focus 
on building high performance teams for 
successful implementation of strategy. 
Teambuilding activities should be planned for 
and executed. 

•	 After developing a new strategy, MFOs 
should assess the required people in terms of: 
number, skills, experiences and attitudes and 
align the current staff to these requirements. 
Where there are shortages of the right staff, 
management is expected to make decisions 
that might include: recruitment of new staff, 
separation of some staff and redeployment of 
staff in different sections among others. 

•	 Communication is the lifeline of effective 
strategy implementation and management 
should ensure an efficient communication 
system is in place. 

•	 There is need  to estimate resources required  
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by a new strategy , make the resources 
available and constantly measure returns 
from the investment 

•	 Management of MFOs should ensure 
performance targets are set in the strategy such 
as financial and outreach among others so as 
to assess the extent to which level of strategy 
implementation influence the performance 
indicators set. 

•	 Management of MFOs need to use 
management control models / tools such 
as balance scorecard and dashboards to 
improve the level of strategy implementation 
by translating long term plans into shorter 
plans and closely monitoring the results of 
implementation. 

 
lImItatIons of tHe studY
This study considered only two performance 
indicators of effective strategy implementation, 
namely outreach and financial sustainability. It 
is recommended that future research consider 
using other performance indicators such as 
competitiveness and innovation. Only 12% of 
the study respondents were CEOs and 88% were 
managers. Future research may consider increasing 
the participation of CEOs since they have the 
overall responsibility of strategy implementation 
and this might yield different results.
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aBstraCt 
Knowledge is seen as a driver for the explanation 
and development of an organisational 
competitiveness and a key determinant of 
sustainable organisational strategy to improve 
performance. The shift to knowledge as the primary 
source of value means that knowledge plays a key 
role in the organisational effectiveness. This paper 
highlights the mediating role of competitive 
advantage in the relationship between importance 
of knowledge management and high performance. 
Developing and managing intangible assets such 
as the knowledge within organisations create 
distinctive and sustainable value. It sets forth the 
concept of knowledge management to enhance 
activities along the knowledge value chain. 

The study examines the relative contribution of the 
knowledge management strategy, on performance 
of financial institutions, adopting analysis of partial 
list squares (PLS), and a form of structural equation 
modelling (SEM). To improve performance 
of financial institutions in Uganda, managers 
should use a suitable knowledge management 
strategy that increases competitive advantage.

Keywords: Knowledge management, competi-
tive advantage High-performance, uganda 

IntroduCtIon
The changes in the performance and structure of 
banks so far have had far-reaching implications 
for the whole economy of a country as observed 
by many scholars (cf. Hafizim and Hayati, 2006; 
Yang Liu, 2008; Beck and Hesse, 2009). In addition, 
we stress that in a competitive environment, 
financial institutions (FIs) will need to pay 
increasingly close attention to the way clients 
should be informed on their services, making 
it necessary for FIs to have good KM systems. 

A knowledge management (KM) system is 
a method for business process performance 

improvement. Increased competitive and dynamic 
business environment, coupled with massive 
indiscriminate customers, are forcing financial 
service providers to reinvent the wheel and put 
more value in the services they offer. The FIs are 
ideally continually seeking feedback to improve 
customer satisfaction (Gitman et al., 2005; Farris 
et al., 2010; Martelo-Landroguez, 2014). This 
search could be answered by the human resource 
processes of KM which ideally include; the process 
of knowledge acquisition, dissemination, and 
responsiveness to knowledge (see Darroch, 2005). 

Studies that have been carried out so far show a 
positive relationship between KM, competitive 
advantage, and firm performance (Davenport 
and Prusak, 2000; Kalling, 2003; Chong et al., 
2006). Resource Based View (RBV) focusses on 
the firm, as opposed to the industry, and explains 
differences in a firm’s competitive position 
with heterogeneity among institutions, thereby 
explaining sustained competitive advantage 
through resources controlled by a firm (cf. Wagner 
and Weitzel, 2007). Drawing from the Dynamic 
capabilities theory(DCT), competitive advantage 
results from matching core competencies 
to opportunities (Berdine et al., 2008).

The new orientation is to adopt innovative means 
for performance improvement as established by 
(Darroch 2005; Liao, Fei, and (consistency choose 
if you are using “and or &) Liu, 2008). Competitive 
advantage (CA) therefore, can be seen as an 
output of innovative strategies fostering firms to 
increasingly distance themselves from competition 
(Collins and Smith, 2006; Waddell and Steward, 
2008). The best means to create that value is to 
focus on sustainable competitive advantage 
as its input. Hence, knowledge is primarily 
employed to increase the competitiveness of an 
organisation (see also Huang et al., 2010). Firms 
with deeply entrenched knowledge management 
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relatIonsHIP BetWeen KnoWledge management and 
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KM orientation often develop both intrinsic 
culture and an extrinsic reputation, which tend 
to be very enduring and difficult to copy (Sigala 
and Chalkiti, 2007). Resources and skills of this 
nature may be more sustainable than those that 
are easily imitated or subject to substitution 
(Barney, 1991). This signifies that providing a 
unique service is synonymous with high value-
creating strategy and exceptional resources that 
are not simultaneously being used by competitors. 
It is clear that the drivers of firm value in modern 
competitive environments lie in a firm’s invisible 
resources rather than its physical and financial 
capital. This is spot on because sustainable high 
performance is no longer rooted in physical 
assets and financial capital but rather in effective 
channelling of unique invisible resources.

According to Waddell and Steward (2008) 
sustained competitive advantage and superior 
high performance are attributable to strategic 
assets (KM), which Barney (1991), the brain 
behind the resource based view, regards it as the 
assets that are internally controlled and strategic 
to the firm. These are, therefore, resources and 
capabilities that are valuable, uncommon, poorly 
imitable, and non substitutable, which give firms 
an upper hand to provide services that are over 
and above customers’ expectations (Prahalad & 
Hamel, 1990; Barney, 1991). Craig (2005) observes 
that exchange and sharing of invisible resources, 
such as knowledge and experiences, can result in 
cost savings, increased capacity, new services, and 
products that can improve performance. In this 
case, customer capital (i.e., customer contracts, 
relationships, distribution networks, and the 
like), an imperative ingredient of KM, was found 
to be a driver of high performance (Waal (2012).

The finance industry is complex and highly 
innovative (Kalyango, 2004), with great potential 
to expand the financial boundary to the poor in a 
sustainable manner Kamukama et al. (2011) and 
to a great extent, dependent on knowledge as a 
rare resource for a source of renewal (Darroch, 
2005; Bogner and Bansal, 2007; Bontis, 2009 ). 
Nonetheless, there is limited empirical evidence 
in the finance industry literature to support 
knowledge management, as a key driver of 
performance improvement in the finance industry 
The few known studies that have examined the 

relationship between KM and high performance 
(Bogner and Bansal, 2007; Flamini, et al., 2010; 
Bagorogoza and Waal, 2010; Blackman et al., 
2012) were carried out in different industries. 

The structure of this paper consists of several 
sections. The first section introduces the 
relationship between knowledge management, 
competitive advantage and high performance. The 
second and third sections focus on the theoretical 
and empirical literature review. The fourth 
section discusses the design and methodology 
of the study. The fifth section will concentrate on 
the presentation of the results. In the sixth and 
seventh sections the discussion and conclusions 
are provided. The last section of this paper 
provides the recommendations and limitations.

lIterature reVIeW
Theoretical Literature
Most research on the relationship between 
knowledge management and performance is 
rooted in resource-based view (Barney, 1991; 
Becker & Gerhart, 1996), knowledge- based 
theory (Grant, 1996; Decarolis & Deeds, 2006), 
and the dynamic capabilities theory (Teece, 
Pisan, & Shuen, 1997). All these theories provide 
a detailed account of firm performance using 
available resources despite the limitations in their 
application. Waal (2012) posit that sustained 
high performance is attributable to strategic 
assets, which Barney (1991), the proponent of 
the resource-based view, regards as the assets that 
are internally controlled and strategic to the firm. 
According to the resource-based view, sustained 
high performance is influenced by resources 
that are valuable, rare, non-substitutable, 
and hard to imitate and that reside within an 
organisation (Barney, 1991; Werner, 2008). 

Accordingly, the discrepancies in size distribution 
and competitiveness of firms occur from their 
distinctive capabilities (Amit & Schoemaker, 
1993; Helfat and Peteraf, 2009). It becomes 
imperative that management monitors such 
internal resources to ensure the firms’ sustainable 
competitive advantage to provide superior 
service. Related to a resource-based view is the 
knowledge based theory (KBT), which puts 
forth the belief that heterogeneous knowledge 
bases among firms and the ability to create and 
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apply knowledge are the main determinants 
of high performance and, thus, competitive 
advantage (Decarolis & Deeds, 2006; Grant, 1996; 
Spender, 1996). Blending different knowledge 
bases, according to the theory, gives the firm a 
better competitive position in an environment.

Knowledge –based Theory (KBT). The 
assumption is that firm performance comes 
from firm-specific knowledge (explicit and tacit) 
of its people and the ability to apply knowledge 
resources (Grant, 1996; Sveiby, 2001). The focus 
of the theory is that it emphasises the importance 
of knowledge management to achieve business 
performance (Gloolami et al., 2013). KBT has 
the weakness of not elaborating the managerial 
competencies needed to enhance innovation and 
business performance (Slater and Narver, 2007). 
Thus calling for this study to go further and use the 
dynamic capabilities theory (DCT)  to fill the gap. 

From a different perspective, the fact that firms 
are faced with an uncertain, competitive, and 
dynamic business environment means there 
is a need to provide a coherent framework to 
integrate existing conceptual and empirical 
knowledge to match environmental volatility. In 
this case, the dynamic capabilities theory (DCT), 
which puts emphasis on resources development 
and renewal, can be seen as a tentative alternative 
theory to explain superior performance in 
service delivery (Helfat and Peteraf, 2009). 
The DCT enables firms to integrate, build, and 
reconfigure internal and external competencies 
to address rapidly changing environments 
(Teece, Pisano, and Shuen, 1997; Teece, 2009).

By deconstructing some of the key elements of the 
RBV we see that it is in line with the knowledge-
based view of the firm. We suggest that there are 
three components to knowledge management 

systems that influence firm performance: (1) 
the firm’s ability to produce new knowledge, (2) 
its ability to build on that knowledge, and (3) its 
effectiveness in capturing a high proportion of the 
subsequent spin-offs (see Bogner and Bansal, 2007).

A review of literature reveals that studies 
examining the association between KM and 
high performance organisation are divergent 
in how they conceptualise key constructs and 
their interrelationships. Our study is guided by 
the conceptualisation that high performance 
in FIs is predicted by the human related KM 
processes which cover knowledge acquisition, 
knowledge dissemination, and responsiveness 
to knowledge. Grant (2005) argues that much 
of the current thinking about resources and 
capabilities has been shaped by the interest in KM. 

One of the goals of the emerging markets 
organisational knowledge is to achieve the 
objective of being multipurpose. As a result, 
we know a great deal about the ways in which 
knowledge is managed, and what is or might 
be perceived as such. However, despite the 
growing body of theory, there are relatively 
few performance studies that make an explicit 
connection between KM, competitive advantage, 
and performance (Kalling, 2003; Lee et al., 2012). 
This study proposes that a firm with access to a 
larger collection of knowledge will have a better 
developed strategy for performance improvement. 
Correspondingly, a firm with effective KM 
behaviours and practices will have a competitive 
advantage in the finance industry. We argue that 
FIs in Uganda need to acquire knowledge from 
high performing FIs, disseminate the knowledge 
amongst themselves, and respond positively 
to the knowledge so that they are able to attain 
a “superior” performance (in the longer run). 

fIgure 1 tHe ConCePtual model for HIgH PerformanCe. sourCe: (darroCH, 2005; 
PIllanIa, 2008; morgan and antHonY, 2008)
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fIgure 1 tHe ConCePtual model for HIgH PerformanCe. sourCe: (darroCH, 2005; 
PIllanIa, 2008; morgan and antHonY, 2008)

C2
C3C1

emPIrICal lIterature
According to Wriston (2010, pp. 214–215), 
‘‘the new source of wealth is not material; it is 
information, knowledge applied to work to create 
value.’’ These are invisible assets that Zack et al. 
(2009) described as the firm’s most valuable asset 
because it embodies best practices, routines, 
lessons learned, problem solving methods, and 
creative processes that are often difficult to replicate 
(cf. Grant, 1996; Renzel, 2008). Knowledge is also 
referred to as information within a context (cf. van 
den Herik, 1988). To the best of our knowledge, 
these concepts are combined in the following 
definition; Knowledge is a mix of framed 
experience, values, contextual information, and 
expert insight that provides a framework for 
evaluating and incorporating new experiences 
and information (Davenport and Prusak, 2000). 

The concept knowledge as defined above 
has become a financial asset not only for the 
service provider, but for the customer as well 
(cf. Chaminda et al., 2007). Knowledge is the 
number one, if not the fundamental aspect 
behind all enterprise activities. It determines the 
effectiveness and competitiveness of a company’s 
operations and behaviour (see Wiig, 2004, pp. 9; 
cited by Reychav and Welsberg, 2009). Knowledge, 
as opposed to plain data and information, has 
been increasingly recognised as a primary source 
of competitive advantage over traditional factors 
of production, such as labour, raw materials, and 
financial capital (cf. Maddock et al., 2004; as cited 
by Sharma et al., 2007). Knowledge is created in 
the human brain, and only the right organisational 
climate can persuade people to share it. 

From a managerial perspective, knowledge 
management refers to the processes and 
practices through which organisations generate 
value from knowledge. KM is further refered 
to as the collection of processes that govern 
the creation, dissemination, and leveraging of 
knowledge to fulfill organisational objectives 
(Pillania, 2008). The investigation by Pillania 
(2008) into the relationship between KM 
processes and performance of the Industry 
Perspective commercial banks in Indian in 2008 
recommended that KM should be recognised as 
one of the major investments that can drive the 
company’s sustainable growth. The foregoing 

discussion presupposes that sustainable 
performance is no longer vested in the resources 
that are widespread but those that are specific to 
the firm, rare, imitable, and non-substitutable. 
In support of this Lee, et al. (2012) observed that 
the existence of some elements differential in the 
companies condition the effect of KM processes 
on firm performance. Villalonga (2004) extended 
the debate and observed that, in some industries 
and countries, knowledge resources can even lock 
firms in persistent disadvantages. Although there 
is a plethora of published work in the marketing 
and retail sectors on performance improvement, 
little empirical work has been carried out in FIs. 
Unfortunately, most of the studies on KM and 
firm performance are common in the developed 
world (Bontis, 2004; Darroch, 2005; Cabrita and 
Landeiro de Vaz, 2006; Bogner and Bansal, 2007). 
Because most KM studies were carried out in 
the developed world, the findings of the studies 
cannot be generalized to developing nations. 
In support of this, Bandura (1986), through 
social cognitive theory, observes that responses 
and therefore, study results are normally 
influenced by the research environment. Owing 
to these arguments, the study on the effect 
of KM processes and competitive advantage 
on high performance in the developing 
countries’ financial institutions is inevitable. 

The Mediating Role of CA in the relationship 
between KM and high performance
Studies that have been carried out so far show a 
positive relationship between KM, competitive 
advantage, and firm performance (cf. Davenport 
and Prusak, 2000; Kalling, 2003; Chong et al., 
2006). RBV focuses on the firm, as opposed 
to the industry, and explains differences in a 
firm’s competitive position with heterogeneity 
among institutions, thereby explaining sustained 
competitive advantage through resources 
controlled by a firm (cf. Wagner and Weitzel, 
2007). Drawing from the DC theory, competitive 
advantage results from matching core competencies 
to opportunities (Berdine et al., 2008). In line with 
the DC theory, the most appropriate strategy for 
superior companies is to exploit their employee’s 
competencies and protect themselves against 
new competitors entering the industry. However, 
in Uganda due to the commercialisation of the 
industry, there is stiff competition that never 
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existed before in the FIs (cf. Kamukama, 2010). 

The FIs need a competitive edge to survive in 
this environment. The pressure to survive has 
made organisations realise that they must seek 
some form of competitive advantage from every 
part of the organisation, which must include 
the costs of running the working environment. 
Accordingly, organisations seek to improve 
their competitiveness by introducing KM (cf. 
Pathirage et al., 2008; Huang et al., 2010). The 
literature on KM has confirmed that, both 
academic and practitioner communities agree 
that any properly designed and implemented KM 
strategy has the potential to impact performance 
positively and afford a competitive advantage to 
a business (Robles-Flores and Kulkarni, 2006). 

All organisations face the risk of losing knowledge 
in a world of layoffs, retirements, staff turnover, 
mergers, and acquisitions which could affect 
their sustained competitive advantage (Martins 
and Meyer, 2011). The FIs in Uganda have 
been in a similar situation for the last decade. 
Therefore, effective KM is becoming a critical 
factor for organisations seeking to ensure 
sustainable competitive advantage. Effective 
KM increased an organisation’s competitive 
advantage (see Bagorogoza et al., 2010; Pinho 
et al., 2011; ), and together they can lead an 
organisation to high performance. Therefore, 
we claim that competitive advantage being a key 
determinant of superior performance and the 
ultimate goal of organisations is considered as the 
mediating variable of KM and high performance. 
The relevant claims are presented below.

Claim1: KM is positively related to 
high performance in FIs in Uganda.

Claim2: KM is positively related to 
competitive advantage in FIs in Uganda.

Claim3:Competitive advantage is positively 
related to high performance in FIs in Uganda. 

Claim4: Competitive advantage 
mediates the relationship between 
KM and high performance.

studY desIgn and metHodologY
This study used cross-sectional and quantitative 

research designs to address the hypotheses 
covered in this research. The study population 
included 30 finance institutions regulated and 
supervised by BoU which categorises FIs in four 
Tears. For our study two Tears (commercial 
banks and micro finance institutions (MDIs) 
registered with the Bank of Uganda (BoU) by 
2016 were selected. A sample size of 28 FIs was 
targeted and arrived at by using a table of random 
samples by Krejcie and Morgan (1970). The unit 
of analysis was a financial institution whose 
employees were the units of inquiry. Though 
a maximum of ten employees per firm were 
targeted, the number of respondents from the 
firms ranged between six and nine employees. To 
address variations in firm responses, a minimum 
of ten employees were considered for analysis. 
The decision to accept a minimum of nine 
employees per institution is based on Ntoumanis’ 
(2001) and Field’s (2009) guidelines on sample 
selection. Ntoumanis and Field observed that 
the ratio of participants to independent variables 
for multiple regressions should be at least 5:1 or 
10:1, respectively (that is, for every independent 
variable, five or 10 participants should be able 
to provide answers). Other scholars like Baer 
and Frese (2003) and Ngoma (2009) adopted 
and used a minimum of three respondents per 
firm. Thus, a minimum of ten employees per 
FI was sufficient for the study. However, of 28 
firms, 26 responded, for a response rate of 71%.

Measurement of Variables
Study variables were measured on the basis of 
previous studies together with the review of 
the existing literature as indicated in the next 
paragraph. In line with measurement items 
used in previous studies, a 10-point Likert 
scale (developed by Rensis Likert in the 1930s) 
was adopted for all item scales, anchored on 
a range from 1 (‘‘strongly disagree’’) to 10 
(‘‘strongly agree’’). Knowledge management 
was subdivided into three elements: knowledge 
acquisition, dissemination, and responsiveness 
to knowledge. Each dimension was measured 
based on the works of other scholars and 
modified to match the Ugandan study context. 

The measure for KM was adapted from the 
literature review (Darroch, 2005; Nemani and 
Creason, 2009). In order to capture the multi-
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facetted nature of KM, we measured the behaviours 
and practices for each component of KM: (1) ten 
items referred to knowledge acquisition, (2) nine 
items referred to knowledge dissemination, and 
(3) nine referred to responsiveness to knowledge. 
Competitive advantage which is ordinarily 
measured by factors such as cost, quality, novelty, 
handiness, circulation network, as well as the 
level of customer support; was measured using 
measurements suggested by Porter (1985). We 
selected 8 items that are related to our study: 4 items 
referred to resources and four items referred to 
capabilities. The construct high performance was 
measured using insights from many researchers, 
for instance, Huselid (1996), and Darroch (2005). 
We measured high performance using five items 
to refer to financial high performance, and six 
items to refer to non-financial high performance. 
The questionnaire was developed to tap 
demographic aspects of employee experience, 
education, professional qualifications, work-
related knowledge, work-related competence, 
innovations, proactive and reactive abilities.

Validation of Research Instruments
Questionnaire was validated through expert 
interviews and a panel of practitioners. Knowledge 
management dimensions of knowledge 
acquisition, dissemination, and responsiveness 
to knowledge yielded a content validity index 
(CVI) of 0.793, 0.816, and 0.841, respectively. 
Correspondingly competitive advantage and 
high performance registered a CVI of 0.81 and 
0.816. These results signify that the contents 
of the instrument = questionnaire represented 
the domain of the constructs studied. Further 
tests covered the reliability of the instrument 
and Cronbach’s a values for KM dimensions, 
competitive advantage, and high performance 
were all above 0.78, suggesting adequate internal 
validity. This was in line with Nunnally (1978) 
who states that reliability coefficients of 0.70 
or greater signify high validity of instruments.

Common method bias was addressed in this 
study by collecting data from different categories 
of respondents; managers answering questions 
that are related to the independent variable 
(knowledge management) and employees 
answering questions on the dependent variable 
the performance of FIs. This approach is supported 

by Podsakoff et al. (2003) who contend that one 
way of controlling the common method variance 
is to collect the measures of both predictor 
and criterion variables from different sources. 
Potential effects of response pattern biases were 
reduced by incorporating negatively worded 
items on the questionnaire (Idaszak & Drasgow, 
1997). The logic is that negatively worded items 
are like cognitive ‘‘speed bumps’’ that require 
respondents to engage in a more controlled, 
as opposed to automatic, cognitive processing. 
Further we examine the validity of the constructs, 
the discriminant and convergent validity was 
obtained using the confirmatory factor analysis.

Data Management and Analysis
Data was checked, cleaned, and aggregated 
to a firm level using the name of the firm as 
a breaking variable (Field, 2009). Completed 
questionnaires were further checked for 
missing values and inconsistencies in responses 
given by the respondents. Simple frequency 
runs were made to screen the data to identify 
missing values. The identified values were a 
result of omissions made by respondents, which 
constituted less than 1% of the data. According 
to Little and Rubin (2002), the registered 
missing values are trivial and inconsequential 
to suppress the standard deviation (Field, 2009). 

Data screening exercise aimed at establishing 
the distribution of data to assess whether the 
assumptions of parametric data were tenable. 
Specific assumptions tested included normality 
of the distribution of the data, homogeneity of 
variance, linearity of the data independence 
of errors, and multicollinearity. We tested 
multicollinearity by running the variance 
inflation factor (VIF) and the tolerance 
levels. Multicollinearity results for this study 
were VIF and tolerance values of 1.23 and 
0.81, respectively. This result indicated that a 
multicollinearity problem among the predictor 
variables did not exist because all the values 
were below the cut-off value as per the rule of 
10, which advocates for a threshold VIF of less 
than 10 or tolerance ratio of greater than 0.1 
(Saunders, Lewis, & Thornhill, 2007). Data was 
analyzed using multiple regressions together 
with the use of analysis of SEM structures (PLS). 
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results
Sample Characteristics
Data from 26 of 28 targeted firms were received, 
representing a 71% response rate. We depicted 
FIs’ characteristics, frequency distributions 
of the following sample characteristics of the 
institutions: (1) the institution life-cycle phase, 
(2) the number of employees, (3) the country of 
origin, and (4) the performance levels of the FIs’. 

 The results in Table 1 indicate that the majority 
of the sampled FIs are in the maturity phase 
(42%). This is followed by the growth phase 
(31%); we consider the 31% an indication of 
the FIs that are in growth phase. The FIs which 
are in the revival phase contribute 15%; in the 
declining phase it is 8%, and in the start-up 
phase 4%.The results reveal a fair distribution 
of the number of employees in the various FIs. 

(2) The FIs with fewer than 100 employees are 
19%, with 101-500 employees are 31%, and with 
501-1000 employees are 23%; 12% has above 
1000 employees. Generally, the FIs employ a 
reasonable number of people, thus assisting 
Uganda in solving the unemployment problem. 

(3) The results revealed that most of the FIs (73 
%) belong to the larger foreign-owned companies 
and only 27% are indigenous (locally-owned). 

(4) The results revealed that the larger number 
of FIs are performing averagely or medium 
(46%). The high-level performance scores 23%, 
followed by 19% for low performance, and 12% 
for performing poorly. The majority percentage 

(59%) of the firms has been operating for more 
than 10 years. The mean scores of variables 
ranged between 6.49 and 7.85, and standard 
deviations were in the range of 0.67 to 1.20. Since 
the standard deviations are small compared 
with mean values, it is true the computed means 
highly represent the observed data. In effect, 
the calculated averages are a good replica of the 
real world (Field, 2006; Saunders et al., 2007).

Principal component analysis was performed 
to identify patterns in data and to reduce data 
to a manageable level (Field, 2006). Principal 
component analysis was conducted with 
varimax rotation. All variable items were 
confirmed valid since their factor loading 
values were more than 0.5. These results reflect 
previous studies conducted by Bontis (1998). 
The analysis produced three factors of KM and 
two factors for competitive advantage, and two 
factors for high performance, which account 
for 63%; 61%; and 69% of variance, respectively. 

Testing for Mediation Effect
We test the mediation effect of competitive 
advantage in the relationship between the KM 
and high performance with the help of three 
models. They are described after Table 2. In 
essence they differ by the precise definition of 
regression. More models are possible, but we 
believe that our selection set adequately covers 
the possibilities and provide relevant insights. 
Based on the  Regression results for the mediating 
effect of CA in the relationship between KM 
and high performance we present  Table 2.

taBle 1 samPle CHaraCterIstIC

Institution life-
cycle phase f %

size of the 
fI(no of 

employees
f % level of 

performance f % Country of 
origin f %

Start-up phase 1 4 Less than 50 4 15 Poor 3 12 Indigenous 7 27

Growth phase 8 31 51 – 100 5 19 Low 5 19 Foreign 
owned 19 73

Maturity phase 11 42 101 – 500 8 31 Medium 12 46
Revival phase 4 15 501 -1000 6 23 High 6 23

Declining phase 2 8 Above 1000 3 12

Source: Primary data 
Note: The results are based on the aggregated data (26 FIs)
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The models are explained as follows:

Model 1: regression of HP (criterion 
variable) on KM (predictor variable). Model 
2: regression of CA (mediator) on KM 
(predictor variable). Model 3: regression of 
HP on both KM and CA (mediating variable).

In model 1, the predictor variable accounts 
for a significant proportion of variance in the 
dependent variable (high performance) (B = 
1.25, p < .01). In model 2, the predictor variable 
accounts for a significant proportion of variance 
in the mediating variable (B = .579, p < .05). 

In Model 3, the mediating variable (competitive 
advantage) accounts for a significant proportion of 
variance in the dependent variable (B = .420, p < .01). 

Finally, the absolute effect of KM on high 
performance is less in regression model three 
(standardised beta =.565) than in regression 
Model 2 (standardised beta = .255). Table 2 
indicates that the four conditions for mediation 
have been met. Since all mediation conditions 
have been satisfied, competitive advantage 
mediates in the relationship between KM and high 
performance. The results indicate that competitive 
advantage partially mediate the relationship 
between KM and high performance in the FIs. 
Thus, Claim 3 which states that competitive 
advantage mediates the relationship between 
KM and high performance is supported in FIs.

According to the conditions and requirements 
set by Baron and Kenny (1986) and Kenny et 
al. (1998) competitive advantage mediate the 
relationship between KM and high performance. 

However, the significance of the mediation 
effect is not yet tested because we cannot rely on 
Baron and Keeny’s (1986) regression equations 
to prove the mediation claim which may 
require other tests such as SEM test. The SEM 
(PLS) results and conditions of mediation are 
seen above, the results are provided in Table 3. 

The results in Table 3 indicate that all three global 
variables are reliable; with the Cronbach’s alpha 
above 0.7 (see the bootstrap Table 3). We can 
point out that Social science recommends 0.6 
(cf. Hair et al., 2011). According to the results, 
all the factor loadings are very high as indicated 
in the results, confirming that the factors used, 
measured what was intended to measure. Table 
3 shows that the average variance extracted 
(AVE) for each construct is 0.642 or more, 
well above the recommended minimum of 0.5, 
suggesting good measure of the construct (cf. 
Esposito and Russolillo, 2011). We observe 
that knowledge responsiveness contributes 
the biggest percentage as compared to the rest 
of KM processes; a discovery that reflects the 
earlier findings by El-Bannany (2008). The 
results indicate good internal consistence of 
the constructs. Further we examine the validity 
of the constructs. We present the results of the 
discriminant and convergent validity in Table 4.

taBle 4 dIsCrImInant and ConVergent 
ValIdItY of tHe ConstruCts

Variable Km Ca HP r2

Knowledge 
management 1

Competitive 
advantage 0.341 1 0.488

taBle 2 regressIon results for tHe medIatIng effeCt of Ca In tHe relatIonsHIP BetWeen 
Km and HIgH PerformanCe.

 

 

Predictors dependent Variables
Competitive advantage High Performance

model 1 model 2 model 3

  B se Beta B se Beta B se Beta
IV -3.334 2.048 2.992 1.470 -4.592 2.160

KM 1.25 .260 .701** .579 .187 .535** 1.008 .300 .565**
CA .420 .277 .255

Source: Primary data. N = 26, **p < .01, *p, <.05
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High 
performance 0.479 0.305 1 0.341

Mean Com-
munalities 

(AVE) 
0.642 0.851 0.925 Mean 

0.527

Source: Primary data

The evidence for discriminant validity is 
based on the square roots of average variance 
extracted of each construct that the study found 
to be higher than the bi-variant correlation 
coefficients (see column 5 of Table 4) of other 
constructs (cf. Gefen and Straub, 2005). The 
evidence for convergent validity is based on the 
fact that the square root of the AVE for each 
construct is equal or above the cut-off point of 
0.7 (cf. Hair et al., 2011). Our results imply that 
each construct is different from each other and 
each construct has items that converge on it. 

The communality for a given variable can be 
interpreted as the proportion of variation in that 
variable explained by the factors. Table 4 shows 
that the assessment of how well this model is doing 
can be obtained from the communalities. What we 
wish to see is that the values are close to one. This 
would indicate that the model explains most of the 
variation for those variables. In our case, the model 
does better for some variables such as competitive 
advantage (.851) and (.925) which are closer to 
one than it does for others, and such as KM (.642).

The fit of the model is calculated by the global 
goodness-of–fit formula (see Tenenhaus et al., 
2005), which is based on R2 values. The global 
goodness–of-fit is found by taking the square 
root of the product of the average communality 
of all constructs and the average R2 value of the 
endogenous construct. A fit measure is between 
0 and 1. The specified model for HPO has a 
good fit overall with R2 = 53%, indicating a good 
fit of the model to the data. This fit is above 
the largest effect cut-off value of 0.36 which 
is suggested by Cohen (1988). However, Hair 
et al. (2010) suggests that the acceptable level 
depends on the research context. In the context 
of FIs in Uganda the final fitting of the structural 
model is based on the data of the Tables 3 and 4.

Knowledge management and High performance
The findings have revealed that there is direct 
significant relationship between KM and high 
performance (y= .356, p > .05). Based on this 
finding, we may state that H1 is further supported. 
Based on the SEM results, we accept Claim1 
consequently, we may state that there is significant 
relationship between KM and high performance. 
This is in support of Pillania (2008)’s findings 
in India that KM leads to high performance. 

Knowledge Management and Competitive 
Advantage
The results indicate that the path coefficient 
between KM and competitive advantage supports 

taBle 3 summarY desCrIPtIVe of measurement sCales.

Variable/ Construct mean std. 
deviation

Item 
loading

Composite 
reliability aVe

Knowledge management 0.728 0.642
Knowledge acquisition 8.371 0.635 0.360
Knowledge dissemination 8.055 0.770 0.617
Responsiveness to knowledge 7.416 0.739 0.652
Competitive advantage 0.814 0.851
Capabilities 8.149 0.690 1.431
Resources 6.928 0.863 0.938
High performance 0.888 0.925
Financial 5.690 1.460 0.629
Nonfinancial 7.291 0.995 0.805

Source: Primary data
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a positive significant relationship between the 
constructs (y = 0.584). The findings suggest that 
when an institution improves its knowledge 
processes, this may lead to an improvement in 
its competitiveness in the form of capabilities 
and resources. The findings reveals confirmatory 
support for Claim 2 which states that: KM is 
positively related to competitive advantage. 
The hypothesis is thus accepted, alluding to the 
fact that an improvement in the KM processes 
seems to be associated with the competitive 
advantage of an institution. This is in line with 
Yang Cheng Hu (2010) who states that KM is 
extremely valuable for competitive advantage. 

Competitive advantage and High performance
The findings further revealed that there is a 
positive although not significant relation between 
competitive advantage and high performance (y 
= .211, p > .05). Based on this order correlation 
and regression results that provided earlier 
support. Based on the SEM results, we reject 
Claim3. Consequently, we may state that 
there is no significant relationship between 
competitive advantage and high performance. 

Knowledge Management, Competitive 
advantage, and High performance.
The model in Figure 1 shows a partial 
mediation in the relationship between KM, 
competitive advantage, and high performance. 
It is realised in the structural model, as shown 
by the linear relationship between KM, 
competitive advantage, and high performance 
(cf. Henseler et al., 2009). Thus finding reveals 
partial support for Claim 4  which states that: 
competitive advantage partially mediates the 
relationship between KM and high performance.

dIsCussIon
Arising from the study results indicate that the 
KM processes are significantly associated with 
high performance in the FIs. These results indicate 
that increases in knowledge dissemination and 
responsiveness to knowledge are associated 
with better performance in the FIs. In addition, 
knowledge dissemination and responsiveness 
to knowledge have been confirmed as strong 
predictors of high performance in the FIs. This is 
in agreement with other scholars who established 
that  many organisations manage knowledge 
resources which they employ to add value to 
their business activities (see Sigala and Chalkiti, 
2007; Kruger and Johnson, 2011; Quast, 2012). 
Owing to these findings, H1was supported.

In view of responsiveness to knowledge process, 
results depict that a strong responsiveness to 
knowledge procedure is a source of performance 
improvement in the FIs. This is true because 
individuals with higher quality of skills, knowledge, 
and experience are capable of influencing superior 
performance in any organisation. This finding 
provides support for the knowledge based theory 
(Grant, 1996; Becker & Gerhart, 1996), which 
posits that increased knowledge and abilities 
of employees can be translated into increased 
productivity and better firm results. Likewise, 
Ronald and Parhizgari (2000) observe that high-
calibre and competent employees can be a source 
of ideas that can foster or improve firm efficacy and 
efficiency, enhance value to customers. This point 
of view is also consistent with Zott (2003) and 
Teece (2009), who argued that organisations with 
superior manpower and learning capability are 
able to coordinate and combine their traditional 
resources and capabilities in new and distinctive 

fIgure 2. tHe relatIonsHIPs Presented struCtural model
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ways to provide more value to their customers.

More so, results indicate that the process of 
responsiveness to knowledge is an important 
factor in influencing high performance in the 
FIs. This implies that a positive change in the 
responsiveness to knowledge process leads to 
improved performance in the FIs. In this case, 
the routines and processes, networks, and 
organisational culture that act as the glue for 
organisations can either enhance or disable 
cooperative working and the development of 
knowledge, which are sources of value. This finding 
is in agreement with observations made by Zack, 
Mackeen, and Singh, (2009), who established that 
organisational cultures, structures, and processes 
that support the purpose of the organisation can 
promote efficiency and, thus, the firm’s superior 
performance. Moreover, a study by Stiles (2005) 
concluded that capabilities and the resources of 
the organisation are processes that create value for 
performance improvement for the firm. Therefore, 
the findings of this study affirm that a supportive 
organisational culture, internal processes, strong 
corporate purpose, and compelling values 
are necessary for the best services in the FIs. 

Overall, knowledge management processes 34% 
of variance in the performance of the FIs. This 
denotes that the three processes of KM studied 
explain or account for only 34% of performance 
improvement offered by the industry, signifying 
that the remaining 66% is explained by antecedents 
not addressed in this study. In a related case, 
the KM processes pose different weights to 
performance improvement. This finding is 
consistent with observations of Pillania (2008), 
Pinho, et al. (2012), and Martins and Meyer 
(2011), who also established that the relative 
importance of KM processes to firm performance 
is always diverse. However, PekChen (2005) 
and Nemani (2010) argued that the disparity in 
the contributions of individual KM processes to 
firm performance is influenced by the industry. 
KM enhances dynamic capabilities and is a 
considerable determinant for improving business 
activities and edge competitive advantage (cf. 
Saghali, 2011). In order for an organisation to be 
successful in the exploitation of knowledge assets 
and to drive competitive advantages, a holistic 
approach that spans KM, business strategy, and 

organisational and human factors should be used 
(see Cedar, 2003; AlAmmary and Fung, 2008). 

However, results have indicated that competitive 
advantage does not significantly influence high 
performance in the FIs, thus rejecting H3. This 
finding denotes that the competitive advantage of 
FIs does not influence its’ performance in the FIs. 
This finding indicates that having competitive 
advantage does not guarantee superior 
performance per say. This is an industry where 
customers can endure all the conditions in order 
to access finances, especially if they are desperate 
for money. The divergent results in this study 
could be attributable to the nature of clients and 
the level of technology employed in the industry. 
For example, in this era of e-banking, electronic 
funds transfer, and use of automated teller 
machines, the majority of customers in Uganda are 
served electronically therefore, they do not need 
to relate with employees. In this case, customers 
need not relate well with employees to be better 
served, instead performance improvement can be 
influenced by the quality of technology in place. 

Our results indicate that competitive advantage 
played a partial mediating role between KM and 
high performance. This means that competitive 
advantage acts as a channel between KM and 
high performance in FIs. Thus competitive 
advantage strengthens the association between 
KM and high performance in Uganda FIs. The 
findings revealed that an effective management 
of the knowledge acquired, disseminated and 
used could lead to improved performance and 
this performance could be sustained if the 
FIs improved on their competitive advantage. 
Thus, competitive advantage mediates the 
relationship between KM and high performance.

Managerial Implications 
To improve the performance of FIs in Uganda, 
managers should use a suitable KM strategy that 
increases firm value. Since the results of this study 
clearly show that responsiveness to knowledge is 
the most important knowledge process, FIs should 
take the initiative to source for competent people 
or build the capacity of the employees who play 
key roles in the industry. In effect, the FIs’ staff 
selection system should place greater emphasis on 
knowledge competences, employee motivation, 
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employee agility, and leadership abilities of staff, 
instead of their professional competences. It is 
not the quality of the people whom a firm hires 
that will promote business success but rather 
the ability of the hired people to network well 
among themselves and their agility in addressing 
sensitive matters in a firm (Welbourne, 2008).

In addition, to provide an enduring performance 
excellence, FIs need to have strong internal 
structures and processes in place to facilitate 
employees to succeed in carrying out the 
tasks. In this case, FIs should endeavour 
to have the best quality of anthology of 
knowledge (information systems, procedures, 
distribution networks, and policies). This can 
be accomplished by building strong information 
systems, sustainable internal processes, social 
capital, and all-inclusive organisational culture. 
Thus, integration of internal processes, strong 
corporate purpose, and compelling values in 
the FIs’ infrastructure are vital for exceptional 
services and performance improvement. Since a 
number of FIs are under environmental pressure 
to provide competitive services, it is imperative 
that managers design and develop new structures 
and processes based on useful knowledge for 
the purpose of sustaining high performance.

ConClusIons
Resulting from the foregoing discussion, the study 
confirms that the KM dimensions are strong 
and significant predictors of high performance. 
The predictive power of variables in the order 
of importance is as follows: responsiveness 
to knowledge, knowledge dissemination and 
knowledge acquisition; when combined they 
explain a big variance of high performance in 
the FIs in Uganda. Of the three KM processes, 
responsiveness to knowledge has the highest 
predicting power and, therefore, is more 
important in influencing high performance in the 
FIs. Altogether, KM processes account for 63% 
of the quality of the performance improvement 
in the financial and non-financial operations of 
FIs. Then competitive advantage mediates the 
relationship between KM and high performance 
therefore, we conclude that competitive 
advantage strengthens the association between 
KM and high performance in Uganda FIs.

Limitations of the Study
This research is not without its limitations. First, 
data had not been collected from the employees 
especially on performance. Nonetheless, the 
study has used secondary sources to measure 
performance. Second, although the constructs 
have been defined as precisely as possible 
by drawing on relevant literature and being 
validated by practitioners, they can realistically 
only be proxies for an underlying latent 
phenomenon that is itself not fully measurable. 
Finally, only a single research methodological 
approach was used, and future research through 
interviews could be undertaken to triangulate.
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aBstraCt
Throughout the developing world SMEs are 
regarded as the seed bed and engine for economic 
development, poverty alleviation, employment 
creation and socio-political development. SMEs 
are home to over 70% of employees in developing 
countries with the manufacturing SMEs 
contributing the greatest percentage compared to 
other forms of SMEs. The enormous population 
of employees in MSMEs makes it compelling for 
workers in MSMEs’ level of job satisfaction to be 
examined. This study therefore aims to establish 
job satisfaction impediments among employees 
in MSMEs. The study utilized qualitative research 
methodology with an interview being used as 
the principal data collection instrument. 50 
participants from MSMEs in Masvingo urban 
were interviewed. Thematic data analysis 
method was employed to analyze data. The 
study established that job satisfaction among 
SMEs employees in the manufacturing sector in

Masvingo urban is extremely low and need to 
be addressed as promptly as possible so as to 
reduce its negative ramifications to the growth 
and survival of MSMEs. Job satisfaction among 
MSMEs is ‘bumpy and thorny’ due to MSMEs’ 
poor financial performance, operating in 
distressed economic environment, failure by 
management to develop strategies of propelling

employee satisfaction, unitary approach to 
labour relations, ineffective collective bargaining 
system, failure to develop a safe and secure work 
environment. Social problems such as death 
in the family, illness in the family and failure 
to access basic needs such as food and shelter 
are thorny to job satisfaction among MSMEs 
employees. The study recommended that line 
and human resource managers for MSMEs are 
equipped with job satisfaction knowledge, skills, 
tactics and strategies through training. Managers 
need to be equipped with contemporary human 
resource management skills so as to capacitate 
them to propel job satisfaction in MSMEs 
workers even during recession. Transparency, 
employee involvement and participation in 
decision making are also key antecedents to 
employee satisfaction and engagement hence 
should be exercised at all levels of management.

Keywords; Job satisfaction, manufacturing 
small to medium enterprises, employee

IntroduCtIon
Chinomona (2014) observed that the Zimbabwean 
economy was in a downward spiral for over a 
decade. Due to operational challenges propelled 
by economic distress most well established 
manufacturing firms in Masvingo urban either 
closed or downsized operations, resulting in the 
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creation of an opportunity for the incubation 
of Manufacturing Small to Medium enterprises 
(MSMEs). The closure or reduction of operations 
by large manufacturing firms has ignited the 
government and other development agencies to 
increase their efforts on the incubation, promotion, 
support and development of MSMEs with the 
view of resuscitating and growing the economy 
(Maseko and Manyanis 2011). The government 
and other development agencies assisted most 
university and technical college graduates to 
establish light engineering and food processing 
manufacturing companies. Most MSMEs 
manufactured building material, textile products, 
wood products and detergents. As a result there 
is a proliferation of MSMEs in Masvingo urban 
which constitutes the most viable and veritable 
vehicles for the revival of the manufacturing sector 
and the economy in general. MSMEs contribute 
significantly to the country’s Gross Domestic 
Product (GDP), employment creation, poverty 
reduction, socio-economic and infrastructural 
development in the country (Chinomona 2014). 

Development agencies in Zimbabwe and 
beyond render financial and material support 
to MSMEs (Chinomona 2014), but they leave 
out critical performance success factors such as 
job satisfaction and motivation of workers. The 
Zimbabwe SMEs Association (2013) annual 
report indicated that MSMEs have become a major 
source employment in Zimbabwe and employ 
more than 50% of the workforce in the country. 
Despite it being the main source of employment 
and receiving unprecedented support, MSMEs 
have however registered the lowest level of 
satisfaction and as a result they have failed to 
grow and survive in a competitive business 
environment (IPMZ 2014). A survey conducted 
by Gombarume & Mavhundutse (2014) showed 
that 67% of employees in the manufacturing 
sector were either somewhat or totally unsatisfied 
with their jobs. In a Masvingo urban between 
48% and 76% of workers in MSMEs wanted 
to quit their jobs (Nyanga et al 2013). With all 
these discontented employees, one would assume 
there have to be challenges that drive these high 
percentages. It is these challenges which this 
study aims to unravel, an area which has not been 
explored by many researchers.  Additionally, t the 
study also investigates the reactions or responses 

from employees with low job satisfaction and 
how they act on the job. It is critically essential 
to understand how workers react when they are 
not satisfied with their work. Understanding job 
satisfaction challenges, problems and tribulations 
help organisations to address discontent among 
workers it before it affects the performance of the 
organization. For instance studies have revealed 
that most MSMEs lose productive time due to 
high rate of absenteeism and labour turnover 
associated with low job satisfaction (Bates 2004, 
Gombarume & Mavhundutse, 2014). The growing 
importance of MSMEs has resulted in the increase 
of debates and discussions on job satisfaction in 
newly established manufacturing firms (Zindiye, 
2012). The debates however focused on other 
antecedents to organisational development and 
paid very little if any attention to job satisfaction 
challenges yet job satisfaction challenges faced 
by MSMEs have caused a serious damage to 
upcoming manufacturing firms. Nyanga et al 
(2012) observed that depending on other factors 
while ignoring human resource management 
issues such as job satisfaction may not help firms 
realize their goals. Job satisfaction has been under 
scrutiny over a very long time and continues 
to be scrutinized because of its importance 
to productivity and growth of organizations 
(Nyanga et al 2012, Shamuni, et al 2015). The 
discontent of employees in MSMEs shows that 
there are some job satisfaction challenges and 
tribulations that impede satisfaction among 
workers. The researcher did not come across 
a study that investigated the job satisfaction 
challenges among employees in MSMEs.  This 
shows that there is a glaring gap of knowledge 
on job satisfaction challenges faced by MSMEs. 
It is this gap which this study intends to fill.

Job satisfaction is the extent to which workers 
like (satisfaction) or dislike (dissatisfaction) 
their jobs (Spector 1997). It is the degree to 
which an employee views his/her job as valuable 
or invaluable or good or bad. It is a perception 
an employee develops about his/her job which 
result in him/her liking or disliking the job. On 
the other hand Lee-Kelley et al (2007) viewed job 
satisfaction as an employee’s attitudes of overall 
acceptance, contentment, and enjoyment in his/
her work. Employee satisfaction is influenced by 
job characteristics, relationships and the work 
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environment. For purpose of this study job 
satisfaction is defined as a feeling of contentment, 
fulfillment or enjoyment an employee derives from 
the facets of his/her job such as work environment, 
nature of supervision, culture of the organization, 
structure of the organization and intrinsic factors. 

Several studies (Beaver & Boss 2002, Gombarume 
and Mavhndutse 2014) observed that it is 
not easy to define SMEs. The complexity and 
difficulty in reaching a consensusby authors 
regarding the definition of MMEs has resulted 
in authors defining it differently using divergent 
perspectives. Other authors based their definition 
on the number of employees while others based 
their definition on turnover. The definition 
basically differs from country to country, or 
sector to sector. Small Enterprises Development 
Corporation (SEDCO) (2010:26) defined  SME as 
a firm that employ’s less than hundred employees 
and has a maximum annual sales turnover of 
US$830 000. Government of Zimbabwe through 
the Ministry of Small to Medium Enterprise (2000) 
views a small enterprise as one that employs not 
more than 50 people and acting as a registered 
entity, medium enterprises as firms employing 
between 75 and 100 people. Some scholars define 
SMEs in terms of employment, turnover and asset 
base.  Manufacturing SMEs are SMEs which are 
involved in the manufacturing of products such 
as food, clothes, furniture, detergents, building 
materials such as window frames, door frames 
and others but employ less than 100 people and 
has a turnover of less than US$830 000 per annum.

Employees are the principal and primary assets 
of MSMEs because without competent, skilled 
and satisfied workers, most MSMEs would find 
it extremely difficult, if not impossible to realize 
set goals (Bates 2004, Zindiye 2012, Tinarwo 
2016). Job satisfaction in MSMEs has turned into 
an issue of accelerating concern because of its big 
influence on productivity, growth and survival 
of firms. Studies (Fu & Deshpande 2014, May-
Chiun & Ramayah 2011, Tinarwo 2016) have 
shown that organisation with satisfied employees 
increase their market share and stand better 
chances to achieve their set goals. Organizations 
with content labour produce quality products 
and treat customers as ‘kings’, which are key 
components to the building of a strong market 

base and customer loyalty. Satisfied employees 
also help the firm to wither the storm of operating 
in a volatile, complex, ambiguous and uncertain 
business environment such as the one prevailing 
in Zimbabwe. Job satisfaction is therefore 
an important human resource management 
agenda and objective since it has the potential 
of either “making or breaking” an organisation.

Low job satisfaction results in psychological 
withdrawal, growing production costs, low 
customer satisfaction and reduction in profit and 
productivity. MSMEs in Zimbabwe experience 
a host of challenges which have resulted in the 
majority of them failing to survive the economic 
upheavals and fast growing technological 
changes (Chinomona et al 2014). Concentrating 
on job satisfaction therefore makes a lot 
of business sense since it helps shape the 
behavior, attitude, satisfaction and motivation 
of workers. Job satisfaction is vital especially in 
MSMEs because in today’s business firms are 
expected to possess knowledge, technological 
proficiency, competitiveness, profitability and 
productivity (Tinarwo 2016, Gombarume & 
Mavhundutse 2014). Due to low job satisfaction 
most MSMEs’ performance slowed down and 
the relations between employers and employees 
have been strained. Low job satisfaction results 
in workers exhibiting behaviour that is against 
the norms, expectations and values of the 
organisations. Low job satisfaction impedes 
organisational performance, increases the rate 
of accidents, absenteeism and labour turnover. 

Low job satisfaction among MSMEs has resulted 
in the many SMEs that were established in 
Zimbabwe failing to survive the harsh economic 
challenges prevailing in the country and the stiff 
competition by established manufacturing firms. 
Most SMEs experienced high rate of labour 
turnover with manufacturing SMEs registering 
the highest number due to low job satisfaction. 
This has resulted in most MSMEs in Zimbabwe 
failing to take off, survive, grow and attract and 
retain highly skilled manpower (Tinarwo 2016, 
Chinomona 2014). Only a few manufacturing 
companies that were established since 
independence have managed to grow and become 
large corporations. Most MSMEs failed to survive 
the heat of operating with inexperienced and in 
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some cases semi-skilled employees and lowly 
satisfied workers (Moyo 2012). SMEs including 
those in the manufacturing sector access low 
interest loans from SEDCO to capitalize and re-
capitalize their businesses (Chinomona 2014, 
SEDCO 2010) but they still fail to grow and 
become competitive because of low morale and 
satisfaction among workers. In December 2016 
the rate of labour turnover and absenteeism in 
MSMEs in Zimbabwe was pegged at 0.58 and 0.47 
per annum respectively. Job satisfaction influences 
employee commitment, motivation and loyalty 
to the organisation. Shamuni Ruhizan (2015) 
argues that the dynamic business environment 
requires highly skilled employees to increase the 
enterprise competitive edge, growth, survival and 
profitability. Literature search shows that several 
studies have been done on job satisfaction, but 
no study that investigated the job satisfaction 
challenges faced by MSMEs in a developing country 
was found. The continued low satisfaction among 
employees in MSMEs and the extent to which it 
affects performance makes the need to carry out 
this study is self-evident. There is a level of job 
satisfaction for each and every employee and each 
job to be executed. Literature search has shown 
that employees in MSMEs have continuously 
not been pleased with their work hence it has 
become prudent to investigate the challenges 
and impediments to their job satisfaction. 

metHodologY
This study employed a qualitative research 
approach. Two essential types of data were 
gathered for the study; primary and secondary. 
Primary data was collected using face-to face 
semi-structured interviews from fifty (50) 
fulltime and part-time workers of MSMEs who 
include among others directors, chief executive 
officers and senior managers and employees from 
all levels of organisations. The list of MSMEs 
and actual population of the study was difficult 
to establish because there is no MSME urgency 
which has a data base for MSME in Masvingo 
city. To get participating organizations three 
MSMEs were initially identified and the rest 
were recommended by the initially identified 
organizations.  Participants were thus sampled 
using snowball sampling method. An initial group 
of participants was found and then they helped 
in the recruitment of the other participants. 

Permission to do the study was sought from 
CEOs or persons in charge of MSMEs. The non-
random sampling technique, where participants 
are specifically targeted, allows for maximum 
understanding of the underlying phenomenon 
of interest (Kardejejezska, Tadros and Baxter, 
2012). Secondary data was accessed from 
journals, internet and library, annual, monthly 
or weekly reports. Secondary data is based 
on previous findings of other researchers and 
academics and organizations’ archival reports. 
Thematic data analysis was used to analyse the 
gathered data. Data was grouped into distinct 
categories and then themes were developed. 
The researcher coded the data and categorised 
it according to variation, similarities and mold. 

fIndIngs and dIsCussIon 

CHart sHoWIng PartICIPants BY gender

The chart shows that there are more male than 
female employees in MSMEs in Masvingo 
Urban. This however shows that a significant 
number of female employees have entered 
into the formerly male dominated industries 
such as manufacturing of building materials, 
detergents and other goods. In MSMEs tasks 
and duties are assigned to employees without 
taking into consideration one’s gender. 

Bar graPH sHoWIng PartICIPants’ age 
grouPs
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The bar graph shows that MSMEs are dominated 
by employees whose age ranges from 20 – 40 
years. This is the age group which has a host of 
social, economic and technological needs hence 
it is difficult to satisfy. The findings are in sync 
with Chen & Silverthorne  2008 who observed 
that the most difficult age  group to satisfy is 
between 18-45. Probably this explains why 
there is extremely low job satisfaction among 
employees in MSMEs in Masvingo urban.

PartICIPants’ eduCatIonal QualIfICatIons

All the participants attained tertiary education 
qualifications. Of importance to note is that the 
majority of them attained a degree which is an 
advantage to  organization in terms of the quality 
of the products, marketing and maintaining a 
good market share. Most of the participants with 
masters and doctoral degrees were managers and 
managing directors of MSMEs, which is good 
because firms are led by competent and highly 
educated people who have adequate knowledge 
on leadership and management of finances.

 The study revealed that whilst MSMEs receive 
financial and capacity building support from 
various stakeholders, they received very little if 
any support in the area of employee satisfaction 
and labour management in general. MSMEs 
workers experience extremely low job satisfaction 
mainly due to failure by management to 
prioritize it and develop strategies of propelling 
it. An increase in the rate of labour turnover, 
collective job actions, absenteeism and other 
misdemeanors among MSMEs workers are some 
of the indicators of low job satisfaction. The study 
further established that most MSMEs do not 
have workplace policies, rules and regulations to 
help management to consistently and fairly treat 
workers. The absence of the code of conduct and 

other rules and regulations has resulted in unfair 
treatment of employees, which bred disputes that 
costs the firm its corporate image and also its 
hard earned profit. The findings are in sync with 
Chinomona (2014) who argued that MSMEs, the 
world over are lagging behind in the development 
of workplace policies that promote employee 
satisfaction. The absence of clear and effective 
MSMEs policies, rules and regulations has 
crippled the job satisfaction agenda of MSMEs 
employees and has yielded dramatic negative 
impact on employees’ job satisfaction levels.

The study also established that leadership styles 
which are usually employed in MSMEs do not 
arouse employee satisfaction. Autocratic type 
of leadership is the most preferred form of 
leadership but it is regarded by most workers 
as stifling creativity, innovation and application 
of the knowledge they acquired during their 
tertiary education studies. The outcome of the 
study buttressed earlier researches carried out by 
(Mosadegh & Yamahammadian 2006, Chen 2005) 
who established that there is a strong positive 
correlation between leadership style and job 
satisfaction. One of the respondents remarked, 
“MSMEs employ autocratic leadership style, 
which is not favourable to employee satisfaction 
because it does not accord workers room to 
share their experiences and views. Creativity is 
therefore stifled hence entrepreneurship and job 
satisfaction is reduced. Other forms of leadership 
styles such as transactional, transformational and 
democratic should be used in MSMEs so as to give 
firms the impetus to be competitive and in turn 
amass wealth that can be used to propel employee 
satisfaction. Transformational leadership affects 
the values, motivates subordinates, impart skills 
and competencies in workers, which are all 
key antecedents to employee satisfaction. Most 
leadership styles exhibited in MSMEs lack four 
key job satisfaction leadership devotions which 
are; communication, individual consideration, 
intellectual stimulation and charisma (Zindiye 
2012, Moha et al 2007). Without the four 
leadership dimensions it is difficult to propel 
employee satisfaction. Most MSMEs do not 
provide their subordinates with full information 
which empower them to effectively and efficiently 
execute their duties. Individual needs are also 
not seriously considered yet they directly and 
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indirectly influence job satisfaction. Social issues 
such as death or illness in the family have serious 
ramifications to the employee’s level of satisfaction.

Job satisfaction among MSMEs is impeded by 
inadequate financial resources. Regardless of 
government and other development agencies 
financial and favourable policies support for 
MSMEs, most MSMEs continue to experience 
financial challenges. Financial instability has 
deterred manufacturing organizations from 
meeting their financial obligations to their 
workers. All the respondents indicated that most 
if not all MSMEs pegged their workers’ wages and 
salaries way below the poverty datum line level. To 
make matters worse most MSMEs fail to pay their 
workers on time due to liquidity problems the 
country is currently facing. MSMEs workers fail to 
access cash from banks and as a result fail to meet 
their daily needs, which have in turn lowered their 
job satisfaction levels. The findings consolidated 
the findings of earlier studies (Spector 1997, Moyo 
2012, Chinomona, 2014; Zindiye, 2012) which 
revealed that employee satisfaction is determined 
by pay, benefits and general working conditions. 
The ability of the firm to meet its employee’s 
needs depends on its financial position. A 
company without a good financial standing is 
not able to meet its employees’ obligations. The 
study further revealed that most MSMEs have 
cash flow problems, yet cash flow is the life blood 
of job satisfaction among MSMEs workers. Cash 
flow is vital to the survival, growth of business 
because it enables firms to pay their employees 
competitive salaries and keep them satisfied and 
motivated. Respondents indicated that one of 
the problems emanates from delayed processing 
of salaries and wages due to incompetence of 
human resource officers. Delay in processing of 
salaries results in employees getting paid 30 or 
more days later than the agreed pay date. One 
of the respondents remarked, ‘ I have gone three 
months without receiving my salary, hence l no 
longer have motivation to continue working for 
this company. Such delays seriously affectthe hope 
of propelling employee satisfaction in MSMEs. 
Participants further indicated that MSMEs use 
two methods to determine an employee’s wage. 
Some workers’ wages, salaries and other benefits 
are based on the time worked while others are 
based on periodical assessment by the Managing 

Directors, Chief Executive Officers or their 
representatives. The method of payment was 
viewed as inconsistent and inequitable hence it 
has become a major impediment to employee 
satisfaction. Furthermore MSMEs do not give 
employees both mandatory and voluntarily social 
security benefits such as medical aid, pension 
funds and others as provided in the National Social 
Security Authority policies. A smaller group of 
respondents however indicated that some MSME 
make huge profits and have good liquidity and 
have a growing market share but they do not invest 
their resources in employee satisfaction because 
they do not value it. Employers make unilateral 
decisions on issues that affect employees such as 
salaries and other conditions of service. There 
is very little if any form of collective bargaining 
that takes place in MSMEs. Unitary approach to 
labour relations is the most popular approach 
and labour unions are usually not welcome. The 
use of the unitary approach makes the process 
of propelling job satisfaction among employees 
‘bumpy and thorny’ in MSMEs in Masvingo urban. 

One of the challenges faced by MSMEs which has 
a direct impact on job satisfaction is that MSMEs 
face stiff completion and market acceptance 
problems. MSMEs, for example those in food 
and clothing production face stiff competition 
from established foreign and local manufacturing 
firms such as Lever brothers Zimbabwe, Delta 
beverages and others. Firms’ failure to penetrate 
the market and grow their market share, make 
MSMEs fail to satisfy their workers because of 
financial incapacitation. Furthermore workers 
whose products have failed to penetrate the market 
also experiences low self esteem because they will 
view themselves as incapable and their products 
as inferior to those produced by well established 
firms. Emerging manufacturing SMEs are referred 
to as ‘Museyamwa’ a denigrating name given to 
newly established indigenous manufacturing 
companies. The name ‘museyamwa’ lowers 
employees’ self esteem and efficacy which in 
turn affect employees’ satisfaction levels and 
the quality of the product. Customers have 
low regard and low appetite for the products 
manufactured by indigenous companies because 
they regard the products as of poor quality. This 
has become a deterrent for the products to have a 
competitive edge over imported goods and those 
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produced by established firms. The business 
environment is ultra competitive to the extent 
that only those firms with highly satisfied and 
competent staff will have a competitive advantage. 

One of the factors that make job satisfaction 
objectives for MSMEs difficult if not impossible 
is the failure by MSMEs to develop requisite 
physical infrastructure such as good work stations, 
spacious offices with adequate power supply. 
One of the respondent remarked “We work in 
deplorable work stations with inadequate power 
supply, exposed power cables and inadequate 
workspace. Such environment exposes us to 
risks and in turn reduces our level of satisfaction. 
Given an opportunity l will look for a less risk 
job”. The findings concur with earlier researchers 
(Maseko & Manyanis 2011, Fu & Deshpande 
2014) investigations which established that 
employee satisfaction is influenced by employee’s 
working environment and the degree of safety 
which employees have. It is difficult for most 
MSMEs to improve their physical infrastructure 
because business operation costs have risen and 
continue to rise due to a number of factors of 
production. The hardest hit areas are MSMEs 
because they need to import inputs which they 
use to manufacture their products. Foreign 
currency is in short supply in Zimbabwe hence 
most firms resort to getting it from the informal 
market which is popularly known as the ‘black 
market’. Exchange rate is higher at the informal 
market which increases production costs and 
consequently directly and indirectly affects job 
satisfaction among MSMEs in Masvingo urban. 

Failure to delegate tasks and properly manage 
time in MSMEs has made job satisfaction among 
employees difficult if not impossible. The study 
revealed that most managers of MSMEs do not 
delegate tasks to subordinates. Key responsibilities 
are centralised to a few individuals who are usually 
members of the family of the major shareholder 
or the owner of the company. The rest of the 
employees are left to do routine and monotonous 
tasks which result in them not liking their 
work. If delegated, the task will be ambiguous; 
managers are not ultra-specific when they 
delegate duties, roles and responsibilities which 
results in work getting messed up, role conflict, 
strained relations between the delegator and 

delegatewhich result in lowering the employee’s 
job satisfactionlevel. According to Nyanga et al 
(2012) role ambiguity is one of the key factors 
that propel low job satisfaction among employees 
and has the potential of affecting performance 
and relations between and among workers. There 
is need for managers to ensure that delegated 
roles, tasks and responsibilities are clearly 
defined. Well defined roles create enthusiasm 
and zeal for job holders to achieve set targets. 
Low job satisfaction has resulted in high labour 
turnover and brain drain. Respondents also 
expressed concern over the lack of opportunities 
for promotion and growth which they viewed as 
one of the factors that make employee satisfaction 
in emerging manufacturing companies difficult. 
Sexual harassment was also cited as one of 
the misdemenours in MSMEs in Masvingo 
urban. Sexual harassment done by managers 
and those who hold positions of influence on 
female subordinates impedes efforts to promote 
job satisfaction among MSMEs employees. 
Managers requests for sexual favours from their 
subordinates in return for promotion and salary 
increaments.Shortage of labour in MSMEs in 
Masvingo has created the problem of child labour 
(Gukurume& Nyanga 2012). Most MSMEs 
resorted to child labour so as to fill manpower 
gaps caused by brain drain and labour turnover.

ConClusIon and reCommendatIons
Generally the determination of this study was 
to establish the difficulties, challenges and 
impediments of worker satisfaction in MSMEs 
in Masvingo, the oldest city in Zimbabwe. Four 
major conclusions were made: a)‘the road’ to 
job satisfaction among MSMEs is not smooth, 
it is marred by a number of challenges which 
mainly emanate from operating in economically 
distressed business environment characterized by 
uncertainty, complexity, volatility and ambiguity. 
b) Efforts to increase job satisfaction among 
MSMEs are impeded by poor organisational 
performance, cash flow challenges, poor financial 
performance, lack of opportunities for growth 
and promotion, centralized organizational 
structures, distressed economic environment, 
leadership styles, role ambiguity, poor physical 
infrastructure and interference of owners of 
MSMEs. c) Low job satisfaction has resulted in 
a significant number of MSMEs failing to take 
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off, grow or withstand the pressure exerted by 
the unstable economic, social and fast growing 
technological advancements that characterize the 
business environment in Zimbabwe. d) Despite 
job satisfaction challenges MSMEs experience, 
they constitute the most viable vehicle for self 
sustaining industrial economic development in 
Zimbabwe and beyond. MSMEs have successfully 
filled the gap left by established manufacturing 
companies when they retrenched some of 
their operations due to viability challenges. 
They play an integral role to the growth of the 
economy, poverty eradication and employment 
creation. There is need for MSMEs managers 
to prioritize job satisfaction because without 
employee satisfaction the qualityof products 
suffer, customer satisfaction also suffers and the 
whole organization is bound to fail. Appropriate 
strategies and approaches to deal with the 
problem of employees’ negative attitude towards 
their jobs need to be addressed. For purposes 
of easing cash flow challenges MSMEs need to 
properly budget and planthe management of the 
firm’s financial and material resources. Easing 
liquidity and cash flow problems helps MSMEs to 
meet their remuneration obligations on time. The 
study recommends that line and human resource 
managers for MSMEs be equipped and imparted 
with job satisfaction knowledge and strategies 
through training. Managers need to be equipped 
with contemporary human resource management 
approaches so as to capacitate them to propel 
job satisfaction in MSMEs workers even during 
recession. Transparency and consistency in dealing 
with employee matters, employee involvement 
and participation in decision making are also 
crucial to job satisfaction and engagement hence 
should be exercised at all levels of management.   
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aBstraCt 
The issue of career decision-making is important 
within the field of career psychology. The focus is on 
how individuals can be empowered to make better 
career choices albeit in a context characterised by 
uncertainty and high unemployment. This places 
focus not only on individual ability but behaviours 
in making career choices. The goal of the study 
was to investigate the relationship between career 
self-efficacy and career exploration amongst a 
sample of final year Management and Commerce, 
job-seeking students at an institution of higher 
learning in the Eastern Cape Province of South 
Africa. Data was collected from 182 respondents 
using a self-administered questionnaire, namely, 
the Career Self-Efficacy Source Scale (CSESS), 
Career Decision Self-Efficacy Scale - Short 
Form (CDMSE-SF), and the Career Exploration 
Survey Revised (CESR). The statistical analysis 
used included Multiple Regression Analysis and 
Pearson correlation. Upon analysis of the data, the 
results showed that there is a positive relationship 
between career self-efficacy sources and career 
exploration. Further, career exploration was 
also found to influence positively individual 
self-efficacy. Based on the findings of this 
study, interventions targeted at students facing 
occupational choice constraints are suggested. 
Further, university authorities and career guidance 
counsellors can come up with interventions that 
can help students improve not only their career 
exploration behaviours but also their self-efficacy 
as a useful precursor in making effective career 

decisions before entering the world of work. 

Keywords: self-efficacy, career self-efficacy, ca-
reer exploration, career decision-making

IntroduCtIon
South Africa has a high rate of unemployment 
affecting those outside and within the university 
context. Some estimates indicate that the level of 
unemployment in South Africa stands at over 25% 
(Statistics South Africa, 2016). A possible solution 
to solving this challenge could be to encourage a 
culture of entrepreneurship, especially amongst 
graduates (Chinyamurindi, 2016a). Calls exist 
for university curricula to be inclined towards 
developing entrepreneurs rather than employees 
(Chimucheka, 2014). However, not all graduates 
have adopted this mindset. This presents a 
situation of increased unemployment, where 
individuals not only compete for scarce jobs but 
also behaviours of searching for opportunities to 
improve their chances of employment (Altbeker 
& Storme, 2013; Yu, Kasongo & Moses, 2016). 
The empirical focus should be directed at 
understanding further such behaviours as a 
useful precursor to not only helping individuals 
in making career decisions but also as a basis 
for proposing interventions to support this 
(Chinyamurindi, 2016b). This has led to calls for 
empirical studies on the relationship between 
individual attributes such as self-efficacy and 
behaviours such as career exploration, especially 
within an academic context (Patel, 2012).  
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In South Africa, it has been identified that career 
self-efficacy is a major interpreter of career 
exploration behaviours and may assist in solving 
the challenge of career indecision (Oosthuizen, 
Coetzee, & Kruger, 2014). Moreover, career 
self-efficacy is regarded as vital in promoting 
career activities and behaviours (Coetzee & 
Roythorne-Jacobs, 2012). The reason for this 
could be that an individual’s self-efficacy is seen 
to be task-specific and important in developing 
confidence (Bozgeyikli, Eroğlu & Hamurcu, 
2009; Lunenburg, 2011) that can potentially 
impact decision-making (Chinyamurindi & 
Louw, 2010). According to Betz and Taylor 
(2012), the higher an individual’s degree of career 
self-efficacy, the more effort that can be expended 
on career search behaviours. Thus, through 
theorising, career exploration can be thought to 
influence career self-efficacy. Such behaviours 
of career exploration can include (but are not 
limited to) talking with people about obtaining 
an education, learning necessary abilities and 
talking to people about opportunities and skills 
(Patel, 2012). Others (e.g. Bartholonew, 2013) 
argue for the influence of role models (or the 
search for these) to be important in motivating an 
individual, especially students. This brings in an 
interlinkage that can exist between the individual 
and the other to improve the self-efficacy 
(Chinyamurindi, 2016b; Sheward & Branch, 2012).

The study hinges on a theoretical framework 
mostly from career choice theories, notably, the 
theory of self-efficacy (Betz & Taylor, 2012) which 
places emphasis on the joining processes of interest 
growth, choice and performance. According 
to Flint-Taylor, Davda and Cooper, (2014), 
this theory attempts a cognitive constructivist 
approach to career growth, where consideration 
is given to the expectation of outcomes and 
an active construction of career choice are 
emphasised. In this, the individual is viewed to be 
an active shaper of his/her environment, not just 
a responder (Vasan & Przybylo, 2013). Linked to 
the theory of self-efficacy, the study also considers 
the social learning theory (Bandura, 1995) which 
has developed into the social cognitive theory 
(Betz & Taylor, 2012) as useful in explaining the 
link between the individual, his/her behaviour 
and the environment (Flint-Taylor et al., 2014; 
Jordan, 1963; Nasta, 2007). It can be theorised 

that amongst individuals whose career is deemed 
to be forming, career exploration behaviours 
will be common (Coetzee, Ferreira, & Potgieter, 
2015) as during the exploratory stage some sense-
making (Chinyamurindi, 2016c) is occurring 
through activities at home, school or in the 
community (Hettic, 2014). Within this, there is 
need to understand further the role of human 
motivation and behaviour (Chitsamatanga, 2014) 
and how modelling practices from being in an 
institution of learning can influence self-efficacy 
beliefs (Coetzee et al., 2015). There is a limited 
amount of research available regarding such 
investigations deemed by some to be complex 
(Chinyamurindi, 2016b), especially in a context 
of high unemployment where the enactment 
of career choice is expected (Tladinyane & van 
der Merwe, 2016). Such studies are needed in 
helping propose interventions to direct the field 
career counselling, and help individuals make 
better decisions (Asiwe, Hill & Jorgensen, 2015; 
Oosthuizen et al., 2014). The goal of this study 
was to investigate the relationship between 
career self-efficacy and career exploration 
amongst a sample of final year Management and 
Commerce, job-seeking students at a university 
in the Eastern Cape Province of South Africa. 
The next section details the theorising around 
the two proposed hypotheses of the study. 

The relationship between sources of career self-
efficacy and career exploration 
The university-to-employment move can be 
simplified by making sure a student’s anticipations 
of the world of work are genuine, and that they 
are ready for the work environment (Hettic, 
2014). However, in a South African situation, it 
may be likely that some students from previously 
underprivileged families also find it hard to take 
advantage of accessible opportunities, which were 
not as eagerly obtainable for their parents (Cilliers 
& Flotman, 2016). This might disturb their level of 
reliance on and self-belief in the accomplishment 
of tasks affecting decision-making (Asiwe et al., 
2015; Chitsamatanga, 2014). Many researchers 
have noted that self-efficacy is an essential 
variable to take into consideration when 
investigating why students involve themselves in 
career exploration (Broekhizen & Van der Berg, 
2012; Pajares, 1996). Four sources of efficacy used 
by individuals to judge are: verbal persuasion, 
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performance result, vicarious experience and 
psychological or emotional arousal (Nasta, 2007). 
These sources give confidence and help people 
to decide if they think they have the capacity 
to achieve a task. Mastery experience is also 
called “enactive attainment” or “performance 
accomplishment” and is an influential source of 
efficacy (Chesebro, 2014). Moreover, there is a 
belief that the self-efficacy develops as a result 
of vicarious experiences (Goodman & Tredway, 
2016). Vicarious experiences are also known as 
“modelling”, and they affect an individual’s self-
efficacy through a social evaluation process by 
the judgement of own potentials about capability 
in other people (Dawes, Horan & Hackett, 2000; 
Sheward & Branch, 2012). Self-efficacy beliefs 
are affected by social persuasions and verbal 
messages that individuals get from other people, 
whether they are intentional or not (Nel & 
Werner, 2014). The messages of verbal persuasion 
can assist one to be more persistent and put 
the effort required to accomplish something, 
resulting in the continuous development of 
personal efficacy (Chesebro, 2014). Individuals 
inform judgements based on their psychological 
states, and this is the fourth source of self-
efficacy (Bartholonew, 2013). Emotional and 
physiological conditions or situations like stress 
and anxiety, together with an individual’s moods, 
inform efficacy beliefs (Pajares, 2010; Patel, 2012).

Based on the review of the research 
literature, hypothesis 1 was formulated as:  

H1; Sources of career self-efficacy would 
significantly show a positive relationship with 
career exploration within an academic context.

Career exploration and self-efficacy amongst 
final year job-seeking students 
Typically, a positive or optimistic mood improves 
self-efficacy, while despair or depression or a 
sense of hopelessness diminishes it (Cilliers 
& Flotman, 2016; Theron et al., 2014). Most 
researchers have found out that many forms 
of career self-efficacy play a significant role in 
the growth of vocational interests, choice, and 
behaviour (Chesebro, 2014; Reddan, 2015; Werk, 
2013). Evidence suggests that university students 
with higher levels of career decision-making self-
efficacy are more likely to participate in career 

exploration behaviours than students with lower 
levels of career decision-making self-efficacy 
(Broekhuizen & Van der Berg, 2013; Coetzee et al., 
2015). Lecturers and career counsellors could ease 
the transition to the working world for students by 
increasing the level of their self-efficacy (Sheward 
& Branch, 2012). Self-efficacy is an important 
variable to consider when examining reasons for 
students to engage in career exploration (Adams 
& De Kock, 2015; Asiwe et al., 2015). Studies 
of career exploration have shown that actions 
that control students’ possible career pathways 
solidify their desires and interests; these include 
researching different career types and explicit 
jobs, taking part in holding an employment, 
contacting individuals in numerous social 
networks, and job investigation (Bounds, 2013; 
Pajares, 1996; Scott, 2010). Moreover, evidence 
suggests that university students with higher 
levels of career decision-making self-efficacy 
were more likely to connect in career exploration 
behaviour than students with lower levels of 
career decision-making self-efficacy (Isaac, 
Walters & McLachlan, 2015; Lunenburg, 2011). 

Based on the review of the research literature, 
hypothesis 2 was formulated as follows:  

H2: There is a positive relationship between 
career explorations within an academic 
context amongst final year students. 

Method 
A quantitative approach was used through 
a self-administered questionnaire to gather 
data for this research to seek to understand 
the sources of self-efficacy, career decision-
making and career exploration. This involved 
an analysis of the manner in which (amongst 
students) the relationship between sources of 
self-efficacy and their relationship with career 
exploration. In seeking to answer the two 
research hypotheses, a quantitative research 
approach relying on the inferential research 
technique using descriptive and exploratory 
research designs was deemed most suitable.

Respondents
Non-probability sampling (as a sampling method) 
and convenience sampling (as a technique) 
were used. A total of 205 questionnaires were 
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distributed to the total number of final year 
Management and Commerce students who 
attended a campus job fair indicating an intention 
to apply for a job. A total of 182 were returned and 
deemed usable for analysis, yielding a response 
rate of 89%. Respondents from the sample 
consisted of males (n=59), and this was 62.77% 
compared to females (n=51). Regarding age, 
57.95% of respondents were 20-24 years old. This 
is the age group with the highest total respondents 
(n=110) of whom 60.44% were males. The second 
largest age group was the 25-30 years cohort, and 
in this age group there were 1.11% more female 
respondents than males. The age group with the 
least number of participants in the study was the 
35-45 range, with only one female who took part 
in the study. Table 1 summarises the findings.

Instruments  
The measuring instruments used were the 
Career Self-Efficacy Source Scale (CSESS), 

Career Decision Self-Efficacy Scale - Short 
Form (CDMSE-SF), and the Career Exploration 
Survey Revised (CESR). The CSESS was based 
on the sources of self-efficacy information. It 
consisted of 20 questions and measures one’s self-
efficacy in relation to finding a job. The original 
Cronbach Alpha Coefficient of CSESS is 0.70. 
CSESS was used to measure the sources of career 
self-efficacy beliefs. CDSES had 50 items with 
five sub-scale scores. These evaluated the level 
of self-confidence that the individual has about 
his or her capability to recognise constraints, 
resources and individual characteristics that 
may impact occupation choices. The original 
Cronbach Alpha Coefficient of CDMSE-SF is 
0.94. The CES consisted of 12 questions selected 
from the original study utilised in the modified 
version. The original Cronbach Alpha Coefficient 
of CES-R is 0.82. The questionnaire also had 
a 5-point Likert scale section which asked the 
respondents to choose the statements that best 

taBle 1: resPondents BY gender and age grouPs 

  gender

age groups male  female  total  
 frequency Percentage frequency Percentage frequency Percentage 

20-24 59 62.77 51 57.95 110 60.44 
25-30 31 32.98 30 34.09 61 33.52 
31-35 4 4.26 6 6.82 10 5.49 
36-45 0 0 1 1.14 1 0.55 
Total 94 100.00 88 100.00 182 100.00 

taBle 2: summarY InformatIon of tHe Instrument

scale sources number 
of items

Cronbach 
alpha 

Coefficient
example items

 CSESS Hackett & 
Bets (1981)  20 0.70 I feel really great when I am doing things 

to find a career.

CDMSE-SF Taylor & Betz 
(1983) 20 0.94

How much confidence do you have that 
you could accomplish each of these 
tasks? Make a plan of your goals for the 
next five years. 

CES-R Stumpf (1983) 13 0.82

To what extent have you behaved in the 
following ways over the last 3 months?

Been retrospective in thinking about my 
career.
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applied to them. The duration of completing the 
questionnaire was approximately 3-5 minutes, 
and data was collected from the 18th of April 
to 27th of April, 2016. Information about 
the questionnaire is summarised in table 2.

Research procedure 
Ethical clearance was applied for and granted 
by the participating institution. Once the 
researcher received written permission in the 
form of an ethical clearance certificate, the 
research commenced. A series of career fairs 
were happening on the rural campus wherein 
students indicated through attendance their 
intention of being job-seekers. Students were 
approached during the research and asked to 
participate and complete the questionnaire. 
Moreover, participation in the research was 
voluntary, and respondents were free to decide 
not to participate. Participants were guaranteed 
that their names and personal information 
were not going to be disclosed to anyone. 

Data analysis 
This study used the Statistical Package for Social 
Sciences (SPSS) version 22 as the numerical 
software for data analysis. Data analysis 
consisted of using descriptive and inferential 
statistics. Descriptive statistics used included 
the mean, mode and median. Inferential 
statistics used provided summaries about the 
sample and the measures. To make judgments 

and determine observed differences between 
demographic groups, Multivariate Analysis of 
Variance (MANOVA) was used. Moreover, the 
Analysis of Variance (ANOVA) was used to 
analyse statistics. According to Warne (2014), 
it uses the inconsistency covariance between 
variables in testing the statistical significance 
of the mean differences. Multiple regression 
analysis and Pearson correlation were used in 
data analysis (Burns & Bush, 2013).  Also used 
was bivariate correlation analysis between scales.

results 
A bivariate correlation analysis was run between 
the CSESS and the CDMSE scales for validity to 
examine further the validity of the five career self-
efficacy scales. A bivariate correlation was run to 
see and compare the responses of the participants 
and see if there is a relationship. Career self-
efficacy correlated significantly with career 
exploration and sources of career self-efficacy. 
The greatest significant positive and linear 
relationship between career self-efficacy and career 
exploration was r=0.67, p<0.05. A significant 
positive and linear relationship between career 
self-efficacy and sources of career self-efficacy 
was determined. Career self-efficacy correlated 
significantly with vicarious learning (r=0.18, 
p<0.05), verbal persuasion (r=0.36, p<0.05), 
emotional arousal positive (r=0.27, p<0.05), 
emotional arousal positive (r=0.16, p<0.05) 
and performance accomplishment (r=0.38, 

taBle 3: Pearson CorrelatIons BetWeen Career self-effICaCY, Career eXPloratIon, and 
sourCes of Career self-effICaCY

 1 2 3 4 5 6 7
1 Career self-efficacy
2 Career exploration  0.67** 

3 Vicarious learning 0.18* 0.21**      
 

4 Verbal Persuasion 0.36** 0.30** 0.32**     
 

5 emotional arousal Positive 0.27** 0.31** 0.27** 0.54**    
 

6 emotional arousal negative 0.16* 0.10 0.15 0.27** 0.15*   
 

7 Performance accomplishment 0.38** 0.35** 0.38** 0.55** 0.57** 0.67

The lower the significant per cent, the more significant a variable is. *= represents significance at 5% 
level. **= represents significance at 1% level 
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p<0.05). A summary of this is found in table 3.

Furthermore, table 4 shows that the sources 
of career self-efficacy significantly predicted 
career self-efficacy. The standardised coefficient 
indicates the strongest and the weakest 
contribution in predicting the variables. 
Performance accomplishment is the strongest in 
predicting career self-efficacy with 0.28, followed 
by verbal persuasion with a standard deviation of 
0.18. Emotional arousal negative is the weakest 
in predicting career self-efficacy with a standard 
deviation of -0.05 and followed by vicarious 
learning with 0.01. All five sources of career self-
efficacy predicted career self-efficacy as indicated 
by the zero-order correlations; when all sources 
were included, only one (which is emotional 
arousal positive) did not add unique variance. 
Further, table 4 presents the significant results. 
Regarding multicollinearity, the current study 
yielded tolerance values close to 1.0 (between 
.72 and .78) and VIF values of ≤ 1.65. They are 
lower than the cut-off of ≥ 2.5 to ≥ 4.0 suggested 
for small samples (Pallant, 2010). Therefore, the 
conclusion here is that multicollinearity was not 
a particular concern in the context of the current 
study, suggesting that they could interpret the 
Beta (β) values with more confidence (Field, 
2005). A summary of all this is found in table 4. 

Sources of career self-efficacy significantly 

predicted career exploration. The standardised 
coefficient indicates the strongest and the 
weakest contribution in predicting the variables. 
Performance accomplishment positive is the 
strongest in predicting career exploration with a 
standard deviation of 0.20, followed by emotional 
arousal positive with 0.12 and verbal persuasion 
with 0.93. The table shows that the sources of 
career self-efficacy beliefs would significantly 
predict career exploration behaviours. Career 
exploration correlated significantly with 
vicarious experience (r = 0.10, p < .05), verbal 
persuasion (r=0.36, p<0.05), emotional arousal 
positive (r=0.27, p<0.05), emotional arousal 
negative (r=0.16, p<0.05) and performance 
accomplishment (r=0.38, p<0.05). Although 
zero-order correlations indicated, all five sources 
predicted career exploration and when all of the 
sources were included, added unique sample 
variance existed. Further, table 5 presents the 
significant results. Regarding multicollinearity, 
the current study yielded tolerance values 
close to 1.0 (between .68 and .77) and VIF 
values of ≤ 1.56. They are lower than the cut-
off of ≥ 2.5 to ≥ 4.0 suggested for small samples 
(Pallant, 2010). Therefore, the conclusion here 
is that multicollinearity was not a particular 
concern in the context of the current study, 
suggesting that they could interpret the Beta (β) 
values with more confidence (Field, 2005). A 
summary of this information is found in table 5. 

taBle 4: multIPle regressIon analYsIs for sourCes of Career self-effICaCY VarIaBles 
PredICtIng Career self-effICaCY

Variable       b     β Partial 
Correlation 

semi-partial 
Correlation  sig Collinearity 

statistics
tolerance 

VIf

(Constant) 4.292  .027     - -
Vicarious Learning .004 .001 .001 .177 .991
Verbal Persuasion   .976  .181  .151   .358 .045 .72                             1.45
Emotional Arousal 
Positive -.030 -.005 -.004   .265 .956 .75 1.46

Emotional Arousal 
Negative   .584  .096  .101    .163 .181 .78 1.65

Performance 
Accomplishments 1.655  .277  .222     .382 .003 .73                                               1.45

A p-value of 0.05 or less would be statistically significant: Constant is significant p-value is .027 
which is significant at 5%. Verbal Persuasion p-value is .045 which is significant at 5%. Performance 
Accomplishment p-value is .003 which is significant at 1%.
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Sources of career self-efficacy variables and 
career self-efficacy significantly predicted career 
exploration. Career self-efficacy is the strongest 
in predicting career exploration with a standard 
deviation of 0.60, followed by emotional arousal 
positive with a standard deviation of 0.12. 
Although zero-order correlations indicated, 
all five sources predicted career exploration. 
Of all the variables, only career self-efficacy, 
vicarious learning, emotional arousal positive 
and performance accomplishment added unique 
variance. Further, table 6 presents the significant 
results. Regarding multicollinearity, the current 
study yielded tolerance values close to 1.0 (between 
.65 and .68) and VIF values of ≤ 1.71. They are 
lower than the cut-off of ≥ 2.5 to ≥ 4.0 suggested 
for small samples (Pallant, 2010). Therefore, the 
conclusion here is that multicollinearity was not 
a particular concern in the context of the current 
study, suggesting that they could interpret the 
Beta (β) values with more confidence (Field, 
2005). Table 6 summarizes these findings. 

dIsCussIon 
Upon the analysis of the data, hypotheses 1 and 2 
were accepted. The findings of the study showed 
that there was statistical evidence to support 
the hypothesis that the sources of career self-
efficacy show a positive relationship with career 
exploration within an academic context. These 

findings are consistent with previous findings 
which show that a significant association occurs 
between career exploration activities and career 
self-efficacy (Scott, 2010). Career self-efficacy 
correlated significantly with emotional arousal 
negative, emotional arousal positive, vicarious 
learning, verbal persuasion and performance 
accomplishment. Moreover, findings of the 
present study supported the hypothesis that 
sources of career self-efficacy show a relationship 
with university students’ career exploration 
(Bounds, 2013;  Isaac et al., 2015). Self-efficacy 
gives insight into the formation and pursuit of 
educational and career goals (Hellmann, 2014). 
Career exploration correlated significantly with 
vicarious experience, emotional arousal positive, 
verbal persuasion, performance accomplishment 
and emotional arousal negative. The study is 
consistent with previous findings that actions that 
control students’ possible career pathways solidify 
their desires and interest; these include researching 
different career types and specific jobs, taking part 
in holding an employment position, contacting 
individuals in numerous social networks and 
job investigation (Bounds, 2013; Scott, 2010). 
Moreover, findings of the present study supported 
the second hypothesis that career self-efficacy 
shows a relationship with university students’ 
career exploration (Broekhuizen, & Van der 
Berg, 2013; Hettic, 2014; Pajares, 1996). Sources 

taBle 5: multIPle regressIon analYsIs for sourCes of Career self-effICaCY VarIaBles 
PredICtIng Career eXPloratIon 

Variable b           β Partial 
Correlation 

semi- 
partial 

correlation   
sig Collinearity  

statistics
tolerance  

VIf

(Constant)           19.136 .000 - -
Vicarious Learning .529 .067 .066 .212     .381 - -
Verbal Persuasion .917 .093 .076        .301           .311 .68 1.43

Emotional Arousal 
Positive 1.337       .118 .100        .308           .186 .77 1.65

Emotional Arousal 
Negative .408        .037 .038       .103            .617 .73 1.48

Performance 
accomplishments 2.250         .206      .163        .352           .030 .76 1.56

Dependent Variable: Career Exploration score 
A p-value of 0.05 or less would be statistically significant: The Constant p-value is .000 which is 
significant at 1% and Performance accomplishment p-value is .030 which is significant at 5%.  
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of efficacy are not only significant within career 
development but can also be used to guide the 
intention of involvements capable of constructing 
perceived career decision-making and career 
exploration (Asiwe et al., 2015; Hellmann, 2014). 

Implications for career counselling practice 
Career counsellors can use the findings of this 
work to find ways to assist individuals to improve 
not only career self-efficacy but also develop 
an exploratory attitude relative to their general 
life experiences (Asiwe et al., 2015). Thus, this 
work extends knowledge and understanding of 
the issues concerning the relationship between 
career self-efficacy and career exploration in an 
academic setting (Broekhuizen, & Van der Berg, 
2013; Patel, 2012; Lunenburg, 2011). The main 
practitioner implication in this work is that 
there is benefit to be accrued when universities 
pay attention to developing career self-efficacy 
competencies as this then relates to improved 
exploratory behaviour and better decision-
making. Moreover, the study also responds and 
affirms to assertions that career self-efficacy 
beliefs can control career exploration behaviours 
(Adams, & De Kock, 2015; Dawes et al., 2000).  

 Limitations 
The study has some limitations. First, the 

findings of the work are not generalizable to the 
entire population of university students either 
in their final year and when seeking for jobs. 
Further, the results of this work are also not 
generalizable to other universities be they in 
the rural or urban areas. As such, the issues of 
generalizability are key limitations of this work.

ConClusIon 
Given the finding that a positive relationship 
was found to exist between career self-efficacy 
and career exploration, this can be a basis for 
future qualitative research to explore some issues. 
These can include: What career exploratory 
behaviours are students engaged in as they seek 
for employment? and how, exactly, in a context 
of high unemployment, does the self-efficacy 
emerge? Further, future studies can also explore 
the link all these can have with issues of career 
development. As suggested by Chinyamurindi 
(2016c), this can be useful in understanding 
sense-making within the career development 
literature. In light of the scarcity of research on the 
relationship between career self-efficacy and career 
exploration amongst university students in the 
South African career context, the research added 
to the extant career literature on the influence 
of career exploration in the career context. The 
results of the study emphasise the importance of 

taBle 6: multIPle regressIon analYsIs for sourCes of Career self-effICaCY VarIaBles 
and Career self-effICaCY In PredICtIng Career eXPloratIon 

Variable  b          β Partial 
Correlation

semi-partial 
Correlation   sig Collinearity 

statistics
tolerance 

VIf

(Constant) 14.2161   .619                  .000
Career Self-efficacy 1.136 .608 .665   .000 
Vicarious Learning  .525              .066 .082 .212           .275 .67 1.64
Verbal Persuasion -.192          -.019 -.020 .301            .792 .65 1.70
Emotional Arousal 
Positive 1.371    .121 .128   .308             .089 .65 1.67

Emotional Arousal  
Negative -.256           -.023  -.030 .103      .695 .63 1.66

Performance 
Accomplishments .370         .034 .033 .352 .650 .68 1.71

A p-value of 0.05 or less would be statistically significant. The constant is significant 
with a p-value of 0.00 which is at 1%. Career self-efficacy is significant with a p-value of 
0.00 which is at 1%. Emotional arousal positive is not significant with a p-value of .089. 
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developing high career self-efficacy to strengthen 
career exploration and career decision-making.
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aBstraCt
The purpose of this paper was to explore the 
gender differences of employees, either shopping 
or working at the Marabastad Mall, on how 
they rate human resource management (HRM) 
outcomes. The literature revealed that even though 
gender difference studies have been conducted 
before, prior research focused on workplaces 
instead of the mall. Prior studies on comparing 
job satisfaction, rewards, and organisation scores 
showed that there were gender differences. The 
research design of this study was a survey, and 
874 respondents were purposively selected. The 
major finding was that the respondents agreed 
that the relationship between them and their 
co-workers was not cordial, and there was no 
statistically significant difference in terms of 
males’ and females’ scores. The male respondents 
rated organisational commitment items higher 
than the female respondents and their differences 
were significant. The respondents disagreed that 
they were committed to their organisations. The 
other key finding was that the respondents agreed 
that they sometimes had vigour. Males rated the 
vigour items higher than the female respondents, 
and the difference was observed in significant 
scores. The paper ends with different implications 
for unions, management, and government. It 
concludes by arguing that employers hiring 
employees visiting the Marabastad Mall would 
find it challenging to keep employees energized; 
they would have disaffected employees who have 
a poor relationship with their supervisors and 
co-workers. Employees will not be affectively 
and normatively committed if employers do not 
attend to the recommendations of this research. 

Keywords: gender differences, job satisfaction 
factors, marabastad mall, organisational com-
mitment, vigour. 

IntroduCtIon 
Prior to this study, the focus of HRM academics 
on gender differences has been in different 
workplaces; however, there is a dearth of studies 
conducted in malls. For example, Nienaber and 
Martins (2016) found that males had more vigour 
than their female counterparts in the electricity, 
manufacturing, mining, and transport sectors. In 
another study, Iwu, Gwija, Bennedict and Tengeh 
(2013) found that there were no differences in 
how female and male teachers in the Western 
Cape rated the following job satisfaction 
dimensions: lack of resources related to teaching, 
lack of recognition, and work overload. Other 
studies, conducted on medium- to larger-sized 
organisations in Port Elizabeth and South African 
businesses, found that there were differences in 
how female and male employees rated rewards as a 
dimension of job satisfaction (Pregnolato, Bussin 
& Schlechter, 2017; Snegler, Renard & Venter, 
2013). Ronnie’s (2016) study, conducted in the 
public sector in the Limpopo province, revealed 
gender differences in employees’ commitment. 

The commonality of the studies discussed 
above is that they used sample sizes smaller 
than 400, and they were all conducted in 
companies. The other commonality of the studies 
is that they used only one HRM construct – 
either job satisfaction dimensions, employee 
engagement, or organisational commitment – 
instead of measuring how females and males 
rated multiple HRM outcomes. Hence, in this 
study, the author addressed the gap in the 
literature by exploring the gender differences of 
employees visiting or working in Marabastad 
Mall on how they rated HRM outcomes.

In the next sections, gender is defined and 
literature on gender differences is discussed. 
The research methods that assisted the author 

gender dIfferenCes of emPloYees VIsItIng 
maraBastad mall on HoW tHeY rate Human resourCe 

management outComes
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to address the primary objective are explained 
in detail. In the results section, the descriptive 
and inferential statistics are elucidated. The latter 
assisted the author to either support or reject the 
null hypotheses. Lastly, in the discussion section, 
the data are compared and contrasted with the 
literature review, and recommendations for future 
research and workplaces are given. Implications 
for management are also briefly discussed. 

tHeoretICal frameWorK
Maleka (2012) argued that gender is a construct 
that is concerned with the psychological, 
sociological, and cultural differences between 
males and females. Giddens (2006) argued that 
gender is a person’s sexual orientation or the 
anatomical difference between males and females. 
The HRM outcomes used in this study are from 
different theories. Affective commitment is 
a dimension of organisational commitment, 
which was developed by Allen and Meyer 
(1990). Vigour is a dimension of the employee/
work engagement theory developed by Schaufeli 
and Bakker (2003). Co-workers, rewards, 
supervisors, and work fairness are extrinsic 
factors according to the job satisfaction theory 
known as motivation-hygiene (Herzberg, 1968). 

There are different definitions of job satisfaction 
(see Masemola, 2011; Brunetto, Teo, Shacklock 
& Wharton, 2012; Spector, 2012), and in this 
present study job satisfaction is defined as 
feelings employees have about their supervisors, 
rewards, co-workers, and work fairness (Locke, 
1976; Tong, Tak & Wong, 2015). From the 
definition, it can be observed that job satisfaction 
has four factors, namely co-workers, rewards, 
supervisors, and work fairness; as follows:  

•	 Co-worker: An employee working with other 
employees, and may be satisfied, dissatisfied, 
or burnt out because of other employees’ 
adversarial or cordial relationship and how 
he/she perceives their competence levels 
(Ericson-Lidman, 2008).

•	 rewards: The mixture of non-monetary (i.e. 
recognition for a job well done) and cash 
(i.e. wage) employees receive for rendering 
work or selling their labour to the employer 
(Bussin, 2016).

•	 supervisor: An employee whose responsibility 
is to give directions, “and oversee the daily 
work activities of individuals and teams”, and 
who has interpersonal skills like caring for 
employees’ well-being (Khubeka & Govender, 
2015). 

•	 Work fairness: Can be defined as giving 
employees recognition and training 
opportunities (Coetzee, Mitonga-Monga & 
Swart, 2014a).

Research revealed that females’ job satisfaction 
levels were lower than their male counterparts 
because they were rewarded lesser (Spector, 2012). 
Similarly, Filiz’s (2014) study on job satisfaction 
found that there was no significant difference 
in scores for males (M=4.84) and females 
(M=4.71; t(0.62), p=0.53). The commonality 
between Spector and Filiz’s studies is that they 
did not split job satisfaction into dimensions like 
supervisors, rewards, and co-workers. Research 
in South Africa on rewards as a dimension of 
job satisfaction (see Meyer & Kirsten, 2012) 
revealed that women who are more satisfied 
are rewarded well and work in an environment 
where they are treated fairly (Nienaber, Bussin 
& Henn, 2011). Snegler et al. (2013) showed 
that males rated the rewards (i.e. pay) higher 
than females. International research showed that 
females were more satisfied with the relationship 
they had with their supervisors than their male 
counterparts (Zou, 2015). Another international 
study, conducted in the early 1990s, showed that 
females were more satisfied with the relationship 
they had with their co-workers (Bedeian, Ferris 
& Kacmar, 1992). In the United Kingdom (UK), 
it was found that women were more satisfied 
than males because respondents from the survey 
were not from the same company and males and 
females were not doing the same jobs (Gaziogly 
& Tansel, 2006). Based on the discussion, 
the following hypotheses (Hs) are suggested: 

•	 H1: There is a statistically significant difference 
in supervisor levels of male and female 
employees.

•	 H2: There is a statistically significant difference 
in rewards levels of male and female 
employees.

•	 H3: There is a statistically significant difference 
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in co-worker levels of male and female 
employees.

•	 H4: There is a statistically significant difference 
in work fairness levels of male and female 
employees.

According to the literature, affective commitment 
is when an employee is attached and identifies with 
the organisation, and normative commitment is 
when an employee perceives that he/she will be 
obligated to stay in the organisation (Allen & 
Meyer, 1990; Ferreira, 2012; Islam, Khan, Ahmad 
& Ahmed, 2012; Mclaggan, Bezuidenhout & 
Botha, 2013). In this study, the focus is only on 
affective and normative commitment because the 
items converged into one factor after conducting 
a confirmatory factor analysis (CFA). A search 
of the international literature revealed that other 
scholars found that there were no gender differences 
in terms of organisational commitment levels 
(Ng, Butts, Vandenberg, Dejoy & Wilson, 2006; 
Spector, 2012). On the contrary, it is argued that in 
South Africa it is inconclusive; in some instances, 
women were found to be more committed 
than males and vice versa (Masemola, 2011).

•	 H5: There is a statistically significant difference 
in organisational commitment levels of male 
and female employees.

Vigour is how employees persist and are energetic 
even when they experience difficulties in their 
workplaces (Schaufeli & Bakker, 2003). Employees 
who have vigour are “sensitive to opportunities 
at work and foster a more proactive work style” 
(Coetzee, Schreuder & Tladinyane, 2014b, p.2) 
and more likely to assist organisations to achieve 
objectives or set targets (Schaufeli & Bakker, 2003). 
Vigour is a dimension of employee engagement 
(Tladinyane & Van der Merwe, 2016). South 
African research in the electricity, manufacturing, 
mining, and transport sectors revealed that males 
have more vigour than females (Nienaber & 
Martins, 2016). A study conducted by Albdour 
and Alterwanheh (2014) showed that there were 
no gender differences in employee engagement. 
The following hypotheses are advanced: 

•	 H6: There is a statistically significant difference 
in vigour levels of male and female employees.

In the next section, the research methods 

that assisted the author to address 
the research objective are discussed. 

researCH metHods
Discussed in this section are the research 
design, sampling, data collection and 
analysis, and validity and reliability. 

researCH desIgn
In order to address the research objective, the 
research design chosen was a survey because 
the author wanted to quantify the respondents’ 
responses (Leedy & Ormrod, 2015). It can also be 
argued that the research design was exploratory 
since similar research has not been conducted 
before at the research site (i.e. Marabastad 
Mall). Marabastad Mall was chosen because it is 
frequented by many visitors and employs workers 
of various incomes (e.g. a call centre agent, cleaners, 
an engineer, a financial advisor, gardeners, a 
lawyer, a marketing manager, petrol attendants, a 
pharmacist’s assistant, a procurement supervisor, 
security guards, taxi drivers, and waste collectors 
were among those sampled) (Maleka, 2016). It 
was also chosen because it is not far from the 
author’s place of employment. The research design 
was cross-sectional because data were collected 
only once (Bless, Higson-Smith & Sithole, 2013; 
Creswell, 2014; Struwig & Stead, 2013). Since 
this study used a survey design, it was influenced 
by positivism and the researcher’s ontological 
stance was objectivism (Bryman, 2012).  

samPlIng 
The non-probability sampling technique was used 
for respondents visiting the Marabastad Mall. 
Since 1 000 questionnaires were printed and 874 
were completed, the response rate was 87.40%. 
There was a small difference in the gender of 
respondents; 52.00% females and 48.00% males 
respectively. Seventy-one percent (71.00%) of 
the respondents were employed on a full-time 
basis. The majority (53.40%) of the respondents 
had less than Grade 12 and certificates and only 
8.50% had a postgraduate qualification. Seventy-
five percent (75.00%) of the respondents’ ages 
ranged from 25 to 44 years. Sixty-seven percent 
(67.00%) of the respondents were not unionised. 
Twenty-one percent (21.00%) of the respondents 
lived with four people in their household and 
20.00% lived with five people in their household. 
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As can be observed from Figure 1, the wage 
distribution is positively skewed, which suggests 
that most of the respondents’ salaries were less 
than R10 000.00 per month. The average wages of 
the respondents were R7 678.25. The range of the 
wages was R40 000.00 – R300.00 = R39  700.00. 
The average monthly household income was 
R10  580.00 and the range of household income 
was R60  000.00 – R500.00 = R59  500.00 

data ColleCtIon and analYsIs
Prior to data collection, the author was given 
ethical approval by the Management Sciences 
Ethical Research Committee at Tshwane 
University of Technology (TUT). Before 
respondents completed the questionnaire, the 
research assistants informed them about the 
purpose of the study. In some instances, research 
assistants helped respondents who did not 
understand English. Data were collected by means 
of questionnaires, which comprised two sections, 
namely biographical information (discussed 
in the sampling section) and HRM measures 
(i.e. work fairness, organisational commitment, 
vigour, and job satisfaction dimensions such 
as i.e. supervisors, rewards, and co-workers). 

The job satisfaction dimension items were taken 
from Spector’s (1985) scale. The supervisor items 
were: 

•	 My supervisor is not quite competent in doing 
his/her job. 

•	 My supervisor is unfair to me. 
•	 My supervisor shows little interest in the 

feelings of subordinates. 
The rewards items were: 

•	 When I do a good job, I don’t receive the 
recognition for it that I should receive. 

•	 I don’t feel like the work I do is appreciated. 
•	 There are few rewards for those who work 

here. 
The co-worker items were: 

•	 I don’t like the people I work with. 
•	 There is too much fighting at work. 
•	 I find I have to work harder at my work than 

I should because of the incompetence of the 
people I work with. 

The three items of work fairness were taken from 
Van Hoek’s (2014) study, namely: 

•	 Areas of skills development are effectively 
identified and communicated to me. 

•	 My relationship with my direct supervisor 
is one of the reasons why I stay in the 
organisation. 

fIgure 1: resPondents’ Wages after deduCtIons
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•	 Acknowledgement for my work done 
is a motivating factor to remain in the 
organisation. 

The three items of organisational commitment 
were taken from Allen and Meyer’s (1990) scale. 
The items were: 

•	 I would be very happy to spend the rest of my 
career with this organisation.  

•	 This organisation has a great deal of personal 
meaning for me. 

•	 One of the major reasons I continue to work 
for this organisation is that I believe that 
loyalty is important and therefore feel a sense 
of moral obligation to remain. 

According to Allen and Meyer (1990), items 1 and 2 
are affective commitment and the third is normative 
commitment. The three vigour items were taken 
from Schaufeli and Bakker’s (2003) scale, namely: 

•	 At my work, I feel bursting with energy. 
•	 When I get up in the morning and I feel like 

going to work. 
•	 I can continue working for very long periods 

at a time. 
The work fairness, organisational commitment, 
and job satisfaction dimensions were measured 
on a five-point Likert scale, where 1 was 
Strongly Disagree and 5 was Strongly Agree. 
The negatively phrased job satisfaction factor 
items (i.e. supervisors, rewards, and co-workers) 
were reverse-coded before analysis. Three was 
regarded as the midpoint. The vigour items 
were measured on a seven-point Likert scale 
where 0 was Never, 1 was Almost Never, 2 was 
Rarely, 3 was Sometimes, 5 was Very Often, 
and 6 was Always. The questionnaire was 
piloted on 20 respondents in April 2016. The 
data were collected from May to July 2016. 

Collected data were coded in Microsoft Excel and 
exported into SPSS version 24 and Amos version 
22 for analysis. In SPSS version 24, the author 
calculated the descriptive statistics discussed in 
the sampling section. The author also calculated 
the t-test to address the research hypotheses.  

Before the statistics were calculated, a normality 
test was conducted. Despite the Kolmogorov-

Smirnov showing p-values below 0.05 for 
males and females, the Q-Q plot “show[ed] 
that the quantiles fall very close to the diagonal 
line … which … represents a perfect normal 
distribution” (Field, 2013, p.191). Since the data 
were normally distributed, a t-test was chosen 
as an appropriate statistical test because work 
fairness, organisational commitment, vigour, job 
satisfaction (i.e. supervisors, rewards, and co-
workers) are scale variables and gender (i.e. female 
and male) is a categorical variable (Pallant, 2016).

ValIdItY and relIaBIlItY
In order to achieve constructive validity, a CFA was 
conducted in Amos. The factors that emerged were 
as follows: work fairness (α = 0.66), organisational 
commitment (α = 0.63), engagement vigour (α = 
0.80), job satisfaction work 3-items (α = 0.78), job 
satisfaction rewards 3-items (α = 0.78), and job 
satisfaction co-workers 3-items (α = 0.60). As can 
be observed, Cronbach’s alphas were within the 
range 0.60 to 0.90, as suggested by Maree (2016).  

results
This section is divided into two sections: descriptive 
and inferential statistics. The latter is presented in 
Table 1. As can be observed, the male respondents 
(M=2.31, SD=1.06) rated the supervisory items 
lower than the female respondents (M=2.48, 
SD=1.08). Since the mean scores were lower than 
three, it means that both genders of respondents 
moderately agreed that they did not relate well 
with their supervisors. The male respondents 
(M=2.79, SD=1.12) rated the rewards items lower 
than the female respondents (M=3.05, SD=1.03). 
Since the males’ mean was lower than three, 
it means that they moderately disagreed with 
reward items and females moderately agreed with 
the job satisfaction rewards items since the mean 
was above three. Male respondents (M=2.05; 
SD=0.90) rated the relationship with co-workers’ 
items lower than the female respondents (M=2.15, 
SD=0.94). Since the mean scores were lower than 
three, it means both genders of respondents 
moderately agreed that they were not satisfied 
with the relationship with their co-workers. The 
male respondents (M=3.29, SD=1.13) rated the 
work fairness items higher than females (M=3.13, 
SD=1.14). Since the items were rated above 
three, it means both genders of respondents 
moderately agreed with the items. Also, the 
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male respondents (M=2.81, SD=1.07) rated 
organisational commitment items higher than 
female respondents (M=2.54, SD=1.01). Since the 
items were rated below three, it means that both 
genders of respondents moderately disagreed that 
they were committed. Lastly, the male respondents 
(M=3.65, SD=1.49) rated the vigour items higher 
than female respondents (M=3.21, SD=1.36). 
Since the items were rated below four, it means 
that they sometimes had vigour. Since effects 
size cannot be conducted in SPSS, the author 
calculated them in Cognitive Flexibility Lab1, as 
advised by Pallant (2016). According to Cohen 
(1998, cited by Pallant, 2016), the guidelines 
for interpreting the effect size are as follows:  

•	 0.20 = small effect;
•	 0.50 = medium effect; and 
•	 0.80= large effect. 

 
HYPotHeses testIng
A Levene’s test for equality for the variance 
was conducted. It is based on the assumption 
that when the p-value > 0.05, equal variance 
is assumed, and when the p-value < 0.05, 
equal variances is not assumed (Pallant, 2016). 

As can be observed from Table 2, H1 was supported, 
which means that there is a statistically significant 
difference in supervisor levels of male and female 
employees since p < 0.05. H2 was supported, which 
means there is a statistically significant difference 

in rewards levels of male and female employees 
since p < 0.05. H3 was not supported, which 
means that there is no statistically significant 
difference in co-worker levels of male and female 
employees since p > 0.05. H4 is supported 
and it can be argued that there is a statistically 
significant difference in work fairness levels of 
male and female employees. H5 is supported, 
which means that there is a statistically significant 
difference in organisational commitment levels 
of male and female employees since p < 0.05. 
H6 is also supported, which means that there is 
a statistically significant difference in the vigour 
levels of male and female employees since p < 0.05. 

dIsCussIon
The primary objective of the study was to explore 
the gender differences of employees visiting 
Marabastad Mall. An independent-samples 
t-test was conducted to compare co-worker 
scores for males and females. This study’s results 
showed that there was no statistically significant 
difference between males (M=2.05; SD=0.90) 
and females (M=2.15, SD=0.94; t (866.00) =  
-2.41, p=0.10, two-tailed). The magnitude of 
the differences in the means (mean difference =  
-0.10, 95%, CI: -0.22 to 0.02) was very small (Cohen 
d = -0.01). Interestingly, the mean scores were 
lower than three, meaning that the respondents 
agreed that they had an adversarial working 
relationship with their co-workers. On the 
contrary, Maleka’s (2012) study revealed that the 
relationship between co-workers was cordial and 

taBle 1: means and standard deVIatIons

Item gender n mean std. 
deviation

std. error 
mean Cohen ds

Supervisors 
Male 415 2.31 1.06 .05 -0.16

Female 453 2.48 1.08 .05

Rewards 
Male 415 2.79 1.12 .05 -0.24

Female 453 3.05 1.03 .04

Co-workers 
Male 415 2.05 0.90 .04 -0.01

Female 453 2.15 0.94 .04

Work fairness 
Male 415 3.29 1.13 .06 0.14

Female 453 3.13 1.14 .05
Organisational 
commitment

Male 415 2.81 1.07 .05 0.26
Female 453 2.54 1.01 .05

Vigour 
Male 415 3.65 1.49 .07 0.30

Female 453 3.21 1.36 .06

1. www.cognitiveflexibility.org/effectivesize
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the relationship with supervisors was adversarial. 
Similarly, in this study, the results showed that 
the respondents agreed that their relationship 
with their supervisors was not cordial because 
the mean scores were below three. Earlier, it was 
argued that work fairness means giving employees 
recognition and training opportunities (Coetzee 
et al., 2014a). An independent-samples t-test was 
conducted to compare work fairness scores for 
males and females. The data revealed that there 
was a statistically significance difference in the 
scores of males (M=3.29, SD=1.13) and females 
(M=3.13, SD=1.14; t (866) = 2.00, p=0.05). The 
magnitude of the difference in the means (mean 
difference = 0.15, 95% CI: 0.00 to 0.21) was 
very small (Cohen d = -0.14). The data can be 
interpreted that the respondents, irrespective of 

their gender, moderately agreed that they were 
given recognition and training opportunities. 

This study’s results were similar to other South 
African studies, which showed that there was a 
gender difference in how employees perceived or 
rated their rewards (Pregnolato et al., 2017; Snegler 
et al., 2013) and organisational commitment 
(Ronnie, 2016). In terms of the former, the results 
showed that males (M=2.79, SD=1.12) rated the 
rewards items lower than the female respondents 
(M=3.05, SD=1.03) and their differences were 
significant (t (866.00) = -2.41, p=0.00, two-tailed). 
The magnitude of the difference in the means 
(mean difference = -0.27, 95%, CI: -0.41 to - 0.12) 
was very small (Cohen d = -0.24). It emerged 
from the data that the male respondents (M=2.81, 

taBle 2: dIfferenCe statIstICal test relatIVe to Hrm 

Item

Levene’s 
test for 

equality of 
variances

F Sig. t df
Sig. 

(two- 
tailed)

Mean 
differ-
ence

95% Confidence 
interval of the 

difference

Hypotheses: 
supported/

not 
supported

Lower Upper

Supervi-
sors

Equal 
variances 
assumed

0.25 0.62 -2.41 866 0.02 -0.18 -0.32 -0.03 Supported

Rewards
Equal 

variances 
assumed

1.23 0.27 -3.64 866 0.00 -0.27 -.041 -0.12 Supported

Co-
workers 

Equal 
variances 
assumed

1.41 0.24 -1.63 866 0.10 -0.10 -0.22 0.02 Not 
supported

Work 
fairness

Equal 
variances  
assumed

.31 0.58 2.00 866 0.05 0.15 0.00 0.31  Supported

Organ-
isational 
commit-

ment 

Equal 
variances 
assumed

1.42 0.23 3.90 866 0.00 0.28 0.14 0.42 Supported

Vigour

Equal 
variances  

not 
assumed

4.26 0.04 4.53 839. 
251 0.00 0.44 0.25 0.63 Supported
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SD=1.07) rated organisational commitment 
items higher that female respondents (M=2.54, 
SD= 1.01) and their differences were significant 
(t  (866.00) = 3.90, p=0.00, two-tailed). The 
magnitude of the differences in the means (mean 
difference = 0.28, 95%, CI: 0.14 to 0.42) was very 
small (Cohen d = 0.26). Overall, the data can 
be interpreted that males were satisfied with the 
rewards, as opposed to females, and, irrespective 
of gender, respondents were not affectively and 
normatively committed to their organisations. 

The other key finding was that males (M=3.65, 
SD=1.49) rated the vigour items higher than 
female respondents (M=3.21, SD=1.36) and 
their difference was significant (t (839.25) = 
4.55, p=0.00, two-tailed). The magnitude of 
the differences in the means (mean difference 
= 0.44, 95, CI: 0.25 to 0.63) was very small 
(Cohen d = 0.30). The finding can be interpreted 
that males were more energized than women 
and they were looking forward to going to 
work, as opposed to their female counterparts. 

The study had limitations. For example, it was 
based on a cross-sectional research design and it 
used a non-probability sampling technique. Based 
on the latter, the results cannot be generalised 
(Bless et al., 2013). Also, the research instrument 
did not specify the industry or occupations of the 
respondents. Using a heterogeneous samples (see 
Figures 1 and 2) affected the ranges of respondents’ 
wages after deductions and household incomes. 

However, it can be argued that this study 
makes a contribution to the gender literature. 
Firstly, it focused on multi-HRM outcomes, 
unlike Masemola’s (2011) study, which only 
focused on males and female employees’ 
ratings of job satisfaction and organisational 
commitment levels. Other South African 
research on gender differences only focused on 
job satisfaction levels (Iwu et al., 2013). Other 
gender difference studies only focused on 
rewards (Snegler et al., 2013; Pregnolato et al., 
2017). Secondly, this study contributed in terms 
of methodology; i.e. the research site was not 
a workplace and it used a bigger sample than 
other South African studies (refer to Table 1).

It is recommended that future research 

should focus on the relationship between 
HRM outcomes investigated in the present 
study advanced statistical tests like CFA and 
structural equation modelling. A similar 
longitudinal study can be conducted. In terms 
of workplaces, the following are recommended:

Investigate why employees are not happy to stay 
in the organisations for the rest of their lives.

•	 Implement HRM interventions that will 
motivate employees to look forward to coming 
to work and being energised.

•	 Determine which rewards will enhance 
employees’ job satisfaction.

•	 Develop interpersonal relations training to 
improve the relationship between co-workers 
and employees’ supervisors. 

This study’s results have implications for managers 
hiring employees who visited Marabastad Mall. As 
can be observed from Figures 1 and 2, the majority 
of the respondents did not earn a living wage. 
Late in 2016, vice president Mr. Cyril Ramaphosa 
recommended a minimum wage of R3  500.00 
per month. In the beginning of 2016, there was a 
strike in education institutions where low-income 
workers demanded a living wage of R10 000.00, 
and the management of the University of Pretoria 
(UP) offered them R5  000.00 and hired low-
income contract workers on a permanent basis 
(Makhubu, 2016). The strike at UP was a clear 
sign that employees were dissatisfied with their 
rewards and perceived their work as being unfair 
(i.e. R2 000.00 per month and without benefits like 
medical aid, as well as no training opportunities).  

The study also has implications for other 
employment stakeholders. The majority (67.00%) 
were not unionised, which means that the unions 
lose monthly subscriptions or agency fees from 
these non-unionised employees. The strikes in 
Tshwane in 2016 were not mobilised by unions, 
but they took place as part of the #FeesMustFall 
campaign that was spearheaded by student 
movements and civic society movements. Paying 
employees’ low wages not only affects their 
job satisfaction, commitment, and vigour, but 
also has a negative impact on the government 
in terms of reaching its tax collection targets/
projections since most of the respondents 
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earned below the tax threshold (Maleka, 2016).

In conclusion, employers who hire employees 
visiting the Marabastad Mall will struggle to keep 
employees energised irrespective of their gender, 
the relationship between their supervisors and 
co-workers will be adversarial, and employees 
will not be affectively and normatively 
committed if employers do not address 
recommendations made in the present study.  
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aBstraCt
Public hospitals increasingly experience the effect 
of poor public healthcare as they struggle to cope 
with increased demands on their services, such 
as fewer resources, staff shortages and healthcare 
budgetary cuts. The purpose of the research was 
to investigate the prevalence of interpersonal 
conflict by examining the preferred conflict 
handling styles of nurses. A sample of 205 nurses 
from Gauteng public hospitals participated in the 
research. The measuring instruments included 
a self-developed biographical questionnaire and 
Rahim’s Organisational Conflict Inventory-II 
(ROCI-II). A statistically significant difference 
regarding conflict handling styles was found 
between qualification, job level, years worked in 
career and years worked in hospital.  Hospital 
management needs to develop strategies in 
dealing with their conflict situations to promote 
positive employment relationships.  This study 

adds value to nursing staff and their managers 
regarding the role of conflict in hospitals, 
while emphasising positive relationships that 
may benefit themselves and their patients. 

Keywords: Conflict psychology, public hospi-
tal, conflict, nurses

IntroduCtIon
Organisations all over the world, including 
South African public hospitals, are faced with 
many challenges as a result of staff shortages, 
unmanageable workloads and management 
failures (Von Holdt & Murphy, 2007). The 
worldwide healthcare industry is currently 
undergoing a process of change and the public 
healthcare sector in South Africa is finding it 
challenging to cope in a global economy that 
expects more for less (Brinkert, 2010). Iglesias 
and Vallejo (2012) suggest that managers are 

tHe PreValenCe of ConflICt HandlIng stYles among 
nurses WItHIn a HosPItal enVIronment

Ms. Debbie Mtshelwane
School for Human Resources Sciences

North-West University, Potchefstroom Campus
Potchefstroom, South Africa

E-mail: Debbie.Mtshelwane@nwu.ac.za

Prof. Jan C. Visagie
School for Human Resources Sciences

North-West University, Potchefstroom Campus
Potchefstroom, South Africa

Dr. Werner Havenga
School for Human Resources Sciences

North-West University, Potchefstroom Campus
Potchefstroom, South Africa

D.R. Milton
School for Human Resources Sciences

North-West University, Potchefstroom Campus
Potchefstroom, South Africa

T. Rabie
School for Human Resources Sciences

North-West University, Potchefstroom Campus
Potchefstroom, South Africa



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

321

A DECADE OF EXCELLENCE

often confronted with conflict situations and if 
they are not handled properly, it may result in low 
employee morale, increased staff turnover and 
possibly even legal disputes. Literature further 
suggests that a deeper understanding of factors 
that underlie conflict resolution styles may result 
in better management strategies. Managing 
conflict in the nursing environment is no easy 
task and is often viewed as an important skill 
(Hillhouse & Adler, 1997). As Almost (2006) states, 
conflict in the nursing profession is on the rise.

Conflict is inevitable in any organisation and 
it can be assumed that the nursing profession 
is no different (Gerardi, 2004). A typical day in 
a hospital involves providing care, gathering 
data, responding to emergencies, dealing with 
difficult/very ill patients, performing different 
medical procedures, as well as addressing 
the ward matron, physicians or technicians’ 
orders. In such a diverse group of people, one 
can understand that conflict is likely to occur 
(Gerardi, 2004). Nursing is a profession that 
deals with different interpersonal relationships 
(relationships between nursing colleagues, 
the multidisciplinary team, support staff and 
patients) on a daily basis in a constantly changing 
environment; therefore, understanding how 
conflict is handled in this dynamic environment is 
of utmost importance (Hillhouse & Adler, 1997). 

Conflict
Conflict has been an integral part of human 
nature throughout history (Iglesias & Vallejo, 
2012). Almost, Doran, McGillis-Hall and 
Laschinger (2010) suggest that conflict results 
when a person’s behaviour and actions negatively 
affect another. Conflict is defined by Owolabi, 
Binuyo, and Oduyoye (2012) as “a disagreement 
of organisational members or groups over means 
or ends and attempts to establish their views in 
preference to others from the fact that they have 
different status, goals, values or perceptions”.

A similar definition of conflict has been found in a 
study by Tabak and Koprak (2007) as “a situation 
arising where one party in a workplace relationship 
perceives that the behaviour and objectives of the 
other party are not compatible with their own”. 

According to Pelled, Eisenhardt and Xin (1999), 

relationship conflict is defined as “a condition in 
which group members have interpersonal clashes, 
characterised by anger, frustration and other 
negative feelings”. A similar definition was found 
in a study by Jen (2013) who defines relationship 
conflict as perceived incompatibility with the 
other party. Relationship conflict arises from 
interpersonal disagreements, for example tension, 
animosity, annoyance, anger, friction or other 
personality clashes (Pelled et al., 1999). Therefore, 
according to the literature (Bruk-Lee & Spector, 
2006), relationship conflict may have implications 
for both the organisation and its employees. 

Organisational implications
From an organisational perspective, conflict can 
be viewed as a performance constraint, inhibiting 
people from cooperating with one another on the 
job (Spector & Jex, 1998) or being able to complete 
a work task (Jehn, 1995a). Therefore, conflict in the 
workplace may be challenging since interactions 
with colleagues who have a ‘difficult’ nature may 
be unavoidable, particularly when working in 
groups or teams, especially in the hospital setting 
(Jehn, 1995a). Therefore, as a work performance 
constraint that is unavoidable, workplace conflict 
is a formidable source of work stress that can have 
dire implications for the organisation. Studies by 
Jehn (1995b) and Tjosvold (1991) indicate that 
conflict predicts lower levels of productivity and 
performance and also contributes to absenteeism. 
Spector and Jex (1998) are of the opinion that 
conflict is a major predictor of willingness to 
leave a profession, which results in higher levels 
of employee turnover, thereby already increasing 
staff shortages in a particular field (e.g. nursing 
professionals). Brinkert (2010) explains that, 
in the nursing profession, there are financial 
costs for hospitals that experience conflict. Such 
costs include litigation costs, lost management 
productivity, turnover costs, disability and work 
compensation claims, increased expenditure to 
handle adverse patient outcomes and perhaps even 
intentional damage to property. While conflict 
impacts on the organisation, individuals working 
in those organisations are also directly affected.

Employee wellness implications
Conflict affects the health of employees as it may 
result in depression and social withdrawal (Bruk-
Lee & Spector, 2006). Exposure to long-term 
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conflict may result in continuous headaches, 
stomach pains and anxiety (Danna & Griffin, 
1999; Spector & Jex, 1998). Moreover, psychiatric 
problems such as suicidal thoughts and psychosis 
have also been identified as possible psychological 
outcomes of conflict (Wright, 2012). As a result, the 
consequences of workplace conflict affect not only 
the individuals, but also their colleagues because 
of increased workload for other employees, 
decreased patient satisfaction, increased sick 
leave and stress (Duddle & Boughton, 2007). 
Nonetheless, Jacinta (2006) states that conflict can 
be beneficial in some circumstances; for example, 
it may lead to the development of new policies, 
increased competition, and improvement 
in the quality of nursing care, and may 
produce creative problem-solving techniques. 

Implications of conflict in nursing
Recent research (Chang, Hancock, Johnson, Daly 
& Jackson, 2005) suggests that nursing conflict 
is on the rise because of reliance upon teams to 
provide quality healthcare and the high work 
demands associated with nursing. Conflicts 
between nurses themselves are becoming more 
frequent and more severe as a result of factors 
such as shortages of staff, limited resources, 
high workload, lack of appreciation, insufficient 
compensation and poor relations with colleagues 
(Mc-Nee-Smith & Nazarey, 2001). Some studies 
have estimated that nursing colleagues are the 
most prevalent source of conflict (Dunn, 2003; 

Farrell, 1999; 2001), whereas others suggest 
patient and family conflict occur more often than 
reported (Adip, Al-Shatti, Kamal, El-Gerges, & 
Al-Raquem, 2002; Billeter-Koponen & Freden, 
2005). The literature indicates that, in the nursing 
profession, perceptions of disrespect are also a 
cause of conflict by nurses who are not treated 
with respect by their supervisors, regarding 
how decisions are made as nurses’ concerns are 
minimised, overturned and overlooked (Van 
Yperen, Hagedoorn, Zweers & Postma, 2000). 
Communication (or the lack thereof), whether 
it be verbal or non-verbal, is another source of 
conflict (Warner, 2001). Often, a person’s words, 
verbal tone, facial expressions and body language 
lead to a misunderstanding, which may result 
in conflict, especially if one person dislikes or 
distrusts the other person (Wall & Callister, 1995). 
The author further states that, when the perceived 
urgency is consistent among participants, 
cooperation rather than conflict will be present. 
Alternatively, when one party perceives the issue 
as being ‘urgent’ and the other party does not, 
conflict results. A study by Wall and Callister 
(1995) indicates that, in a busy hospital setting, 
the dimension of perceived urgency seems to be a 
major determinant of conflict style. Skjorshammer 
(2001) suggests that conflict styles can have 
differing implications for the organisation and 
the individual employee. The way conflict is 
handled can also have far-reaching consequences. 
Consequently, in the next section, the focus will be 

fIgure 1: a model of tHe fIVe stYles for HandlIng ConflICt( sourCe: raHIm, m. a., 
& Bonoma, t. V. (1979). managIng organIzatIonal ConflICt: a model dIagnosIs and 

InterVentIon. PsYCHologICal rePorts, 44, 1327.)
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on discussing the different conflict handling styles

Conflict handling styles
Literature by Friedman, Tidd, Currall and Tsai 
(2000) suggests there is constant deliberation 
over whether a ‘style’ of conflict handling truly 
exists. Hocker and Wilmot (2010) define conflict 
handling styles as “a patterned response or cluster 
of behaviors that individuals use in conflict 
situations”. The concept of conflict handling styles 
has its origin in organisational research and social 
psychology (Rahim, 2002b). Blake and Mouton 
(1964) were early theorists who conceptualised the 
‘modes’ (now known as styles or approaches) of 
handling interpersonal conflict. These modes were 
later revised and redeveloped by Thomas (1976), 
and three years later, Rahim and Bonoma (1979) 
differentiated the styles of handling interpersonal 
conflict according to two dimensions, namely 
concern for self and concern for others. The first 
dimension (concern for self) indicates the degree 
(high or low) to which a person attempts to 
satisfy his/her own concerns (Rahim, 2002a). The 
second dimension (concern for others) indicates 
the degree (high or low) to which a person wants 
to satisfy the needs of others (Rahim, 2002a). A 
combination of the two dimensions results in 
five specific styles for handling conflict, namely 
integrating, obliging, dominating, avoiding and 
compromising (Rahim, 1983). Vivar (2006) 
suggests that each of the five conflict handling 
styles has advantages and disadvantages. Each 
of the five styles can either be right or wrong in 
different situations and different circumstances.

1. The integrative (collaborative) approach is 
associated with individuals who have a high 
concern for their own needs and for the needs 
of others. This style attempts to satisfy the 
needs of both parties by finding a ‘win-win’ 
solution (Thomas, Thomas & Schaubhut, 
2008). This style makes use of certain 
behaviours, including open information 
sharing, alternative solution seeking and 
cooperation in order to maximise each party’s 
outcomes (Rahim, 2002a). Tabak and Koprak 
(2007) state that this approach involves 
discussing the issue in order to obtain a 
mutually accepted outcome. When a difficult 
situation arises, the integrating approach 
requires professionalism from both parties 

to find a common solution to the problem. 
A study by Kaitelidou et al. (2012) indicates 
that the advantage of this approach is that 
both sides recognise the agreement and/
or disagreement. It is an ideal solution in 
the health services profession, especially for 
preserving close relationships among nurses 
and their colleagues. Kaitelidou et al. (2012) 
suggest that the disadvantage of this style is 
that it may be time consuming. Littlefield 
(1995) states this approach is a positive 
approach in the sense that both parties’ 
needs and interests are considered during the 
conflict process, which leads to both parties 
experiencing a ‘win-win’ outcome from the 
situation. In a study of conflict among nurses, 
Barton (in Booth 1982) found collaboration 
to be the style used most often by nurses in 
conflict situations. In practice, the integrative 
approach is considered the most efficacious 
conflict handling style (Tomey, 1995). 
Previous studies by Almost et al. (2010) 
indicate that those using the ‘agreeable’ 
approach to conflict consider the ideas of 
others by working collaboratively to satisfy 
the needs of all parties involved, which results 
in a more harmonious work environment. 

2. The obliging (accommodating) approach is 
associated with individuals who have low 
concern for self and high concern for the other 
(Thomas et al., 2008). This style attempts to 
satisfy the other party’s needs at the expense 
of one’s own by finding a ‘lose-win’ solution 
(Thomas et al., 2008). This approach is 
associated with accepting that an issue is much 
more important to the other party. As a result, 
one party ‘gives-in’ to the views/demands of 
the other party in order to retain relationships 
(Rahim, 2002a). A study on conflict handling 
styles by Kaitelidou et al. (2012) indicates that 
the obliging approach involves yielding to 
the other party’s needs, which is the opposite 
of the competing approach. Vivar (2006) 
suggests this approach results in an agreeable 
relationship between the parties. It is a useful 
approach when the behaviour of one side is 
wrong. Cavanagh (1991) states that “it is not 
uncommon to find the use of apology when 
conflict situations become unavoidable”. In 
a study by Iglesias and Vallejo (2012), it was 
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found that clinical nurses used the obliging 
approach more often than the compromising 
or integrating approach, which suggests that 
a concern for others predominates over a 
concern for personal outcomes.  A study 
by Tabak and Koprak (2007) suggests that 
the obliging approach may result in higher 
levels of stress as the one party submits to the 
wishes of the other party. The author further 
mentions that, when the obliging approach is 
used, it may or may not resolve the conflict, 
because if no group resources are used, the 
original problem could still remain.  

3. The dominating (competing) approach is 
adopted by people who have a high concern for 
self and a low concern for the other (Thomas 
et al., 2008). This style focuses on attaining 
one’s own goals while dismissing the concerns 
of the other party. This results in a ‘win-lose’ 
outcome (Thomas et al., 2008). This approach 
uses aggressive/assertive tactics to ensure 
the dominant party wins at all costs (Rahim, 
2002a). Tabak and Koprak (2007) support this 
view by stating that coercion is used to ensure 
that one point of view wins. A dominating or 
competitive individual will stop at nothing to 
achieve their desired viewpoint by ignoring 
the needs and expectations of others. As the 
use of this approach results in a winner and 
a loser, it should not be used too frequently. 
Kaitelidou et al. (2012) argue that this 
approach is useful in emergency situations 
where there is limited time for discussions and 
quick decisions have to be made. In a study by 
Cavanagh (1991), the dominating approach 
was the least favoured conflict handling style 
among nurses. Tabak and Koprak (2007) are 
of the opinion that the dominating approach 
will emerge among nurses when there is an 
element of authority, power and status involved 
(e.g. a senior nurse with higher authority will 
tend to be more dominant and assertive in the 
work environment). Friedman et al. (2000) 
found that individuals using an integrative 
approach have lower levels of conflict and 
stress. In contrast, nurses using a dominating 
or avoiding approach experience higher 
levels of conflict and stress. Therefore, nurses 
may be able to shape their environment by 
adjusting their approach in conflict situations. 

Barki and Hartwick (2001) found that people 
working in teams with high levels of conflict 
were more likely to manage conflict by means 
of domination or avoidance (components of 
a disagreeable style) rather than collaboration 
(components of agreeable style). As a result of 
high levels of conflict, individuals are hesitant 
to become involved in an open discussion to 
resolve the situation. Instead, nurses are more 
likely to avoid the situation because of fear 
or anxiety, or choose to dominate as a way of 
controlling the situation (Almost et al., 2010).

4. The avoidance approach is associated with 
individuals who have a low concern for their 
own needs and a low concern for the needs 
of others. This approach involves ignoring 
the actual conflict and refusing to participate 
(Rahim, 2002a).  A study done by Kaitelidou 
et al. (2012) indicates that using avoidance 
may be a short-term solution. However, 
if it is used for a long time, it becomes 
counterproductive, as it denies that a problem 
exists and there is no attempt to find a 
solution to the conflict situation. The authors 
state that the disadvantages of this approach 
include: there is often a perpetuation of 
conflict and solutions are only of a short 
duration. Vivar (2006) suggests that this 
type of conflict behaviour is described in the 
literature as a “generally disapproved” strategy 
as there is no resolution to the conflict itself.  
Skjorshammer (2001) describes the avoidance 
approach as not talking about any issue publicly 
or not bringing it up at a later stage. A study by 
Cavanagh (1991) mentions that this approach 
indicates that a person has no interest in 
having his/her own needs or the needs of the 
other party met and s/he typically removes 
him-/herself by withdrawing from a situation 
that could result in potential disagreements.  
The author further states that these individuals 
are unlikely to be participative as they fail 
to acknowledge help from colleagues and 
are unwilling to make their voices heard. 
Empirical evidence (Valentine, 2001; Vivar, 
2006) has found that avoidance is often the 
most frequently used conflict handling style 
irrespective of professional status, department 
or hierarchical level. Presumably, this can be 
attributed to nurses who are experiencing high 
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levels of conflict being unwilling to engage 
in it (Cavanagh, 1991). Individuals who use 
a disagreeable style are more likely to avoid 
conflict altogether, which results in a hostile 
atmosphere (Van der Vliert & Euwema, 1994).

5. The compromise approach is associated with 
individuals who have a moderate concern 
for self and a moderate concern for the other 
party. Tabak and Koprak (2007) view this 
approach as a ‘middle-of-the-road’ method 
that reflects an intermediate level of concern 
for both parties. It is characterised by finding 
a ‘middle-ground’ solution in which each 
party’s needs are partially satisfied (Thomas 
et al., 2008). This approach involves a give-
and-take attitude in order to arrive at a 
mutually acceptable outcome (Rahim, 2002a). 
Kaitelidou et al. (2012) believe that this 
strategy is a ‘win-win’ orientation as each 
person or group approaches the problem with 
mutual concern, which results in a solution 
that addresses both parties’ views. 

Morrison (2008) suggests that compromising 
includes the same dimensions as collaborating, 
but the dimensions are considered intermediate 
assertiveness and cooperativeness. This approach 
is one that requires the most time to resolve 
conflict, but offers the most effective solution. 
In a study by Hendel, Fish and Galon (2005) on 
conflict management among nurses in Israel, it 
was found that the compromising approach was 
most favoured by nurses. This type of approach 
is more beneficial as it results in a ‘win-win’ 
solution for both parties; however, it is not always 
feasible in every situation (Hendel et al., 2005).

From the literature above, the following problem 
can be identified: Conflict is inevitable in any 
organisation and the public healthcare industry 
is no different. Limited research exists on the 
conflict handling styles of nurses in a public 
hospital in South Africa. The nursing services 
are currently experiencing severe shortages of 
staff, over-crowding of wards, reduced budgets 
and a diminishing level of patient care across 
the country, all of which translates into an 
environment in which conflict can easily emerge. 

Research questions
From the above, the following research questions 

emerged:

•	 How are conflict handling styles conceptualised 
according to literature?

•	 What are the most and least employed conflict 
handling styles of nurses within public 
hospitals?

•	 Do differences in accordance with various 
demographic groups exist in the experience 
of different conflict handling styles among 
nurses?

•	 What recommendations can be made for 
future research and practice? 

 
researCH oBJeCtIVes
The objectives of this study are divided into 
general and specific objectives.

General objective
The general objective of this study is to 
determine which conflict handling styles are 
employed the most and the least and what 
differences exist among various demographic 
groups within the nursing environment.

Specific objectives
The specific objectives of this study are as follows:

•	 To investigate how conflict handling styles are 
conceptualised according to literature.

•	 To investigate the most and least employed 
conflict handling styles of nurses within 
public hospitals.

•	 To investigate whether differences in 
accordance with various demographic groups 
exist in the experience of different conflict 
handling styles among nurses.

•	 To make recommendations for future research 
and practice.

 
researCH metHod
Research design
This study will follow a quantitative approach that 
relies on numerical data to allow the investigator 
to test the relationships between different 
variables (Maree, 2007). A typical example of a 
research study that employs quantitative research 
methods would be an experiment or a survey 
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study (Kaplan, 2004). The quantitative researcher 
tests the theories about reality, looks for cause 
and effect, and uses quantitative measures 
to gather data to test the research objective. 

In order to attain the objectives of this research, a 
cross-sectional survey design was used in which 
a standardised questionnaire was administered to 
nurses working in public hospitals in the Gauteng 
(West Rand) area. According to Salkind (2010), 
a cross-sectional survey collects data in order to 
make inferences about a population of interest 
(universe) at one point in time. Cross-sectional 
surveys have been described as snapshots of 
the populations about which they gather data. 

Participants and sampling strategy
Approximately 450 questionnaires were 
distributed to three public hospitals in Gauteng. 
The sample (N=205) included nursing staff 
of all categories, including professional, 
enrolled and auxiliary nurses and healthcare 
workers from different wards, such as the 
surgical, orthopaedic and maternity wards 
as well as the intensive care unit (ICU). This 
yielded a response rate of approximately 48%. 

The demographic results show that the majority of 
the participants were female (87.3%) and between 
the ages of 46 and 60 years (38.5%). The majority 
of the participants were Setswana speaking 
(38%) with a tenure of four years or less (29.3%).  
Most of the participants were professional 
nurses (37.6%) who had worked for 21 years or 
more (32.2%) in their nursing career and 59% 
of participants felt they were not overworked. 

Measuring instrument
The data was collected using a standardised 
questionnaire called the Rahim Organisational 
Conflict Inventory-II (ROCI-II), which was 
developed by Rahim in 1986. This instrument 
consists of 28 items that measure the five styles 
of handling conflict, each cast on a five-point 
Likert scale: 1= (strongly agree), 2= (agree), 3= 
(undecided), 4= (disagree) and 5= (strongly 
disagree) (Rahim, 1983).  Each item was 
developed to enable responses to determine what 
styles people use to handle conflict. It is a 28-
item questionnaire that has a two-dimensional 
structure with five distinct styles: collaborating 

(e.g. I collaborate with my colleague in coming 
up with decisions acceptable to both of us), 
accommodating (e.g. I usually accommodate 
the wishes of my colleagues), competing (e.g. I 
sometimes use my power to win in a competitive 
situation), compromising (e.g. I use “give and 
take” to reach a compromise), and avoiding (e.g. I 
attempt to avoid being “put on the spot” and keep 
conflict with my colleagues to myself). According 
to a study by Daly, Lee, Soutar and Rasmi 
(2009), internal consistency reliability estimates 
were satisfactory. Coefficient alphas ranged 
accordingly; four items were used to measure 
the oblige style (α=0:83) and the dominate 
style (α= 0:85), six items were used to measure 
the avoid style (α = 0:86), and seven items were 
used to measure the integrate style (α= 0:87).

A self-developed biographical section customised 
to the nursing environment was also included. 
In this section, personal characteristics were 
measured, including gender, age, marital 
status, highest qualification, home language, 
tenure, ward, job level, level of seniority, 
years of service and level of satisfaction.  

Research procedure
Prior to this research, the Department of Health 
(DoH) was contacted for permission to conduct 
the research in the Gauteng area and permission 
was granted. Thereafter, the chief executive officers 
(CEOs) of each hospital were contacted via email 
and telephone. They were given a sample copy of 
the questionnaire as well as further explanations 
of the research, and participation of nursing staff 
who were willing to participate was requested. 
The nursing manager then distributed the 
questionnaires to participants. The questionnaires 
included a letter explaining the goal and 
importance of the study and provided contact 
information should there be any queries. The 
confidentiality and anonymity of participation 
were clearly stated in the letter. Participants 
were given 14 days in which to complete the 
questionnaires. The questionnaires were retrieved 
from the nursing manager of each hospital after 
reminders were sent via telephone and email. The 
questionnaires were collected personally by the 
researcher from the hospitals on the arranged day.

Statistical analysis
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The analysis of the data was conducted using 
the Statistical Package for Social Sciences (IBM 
SPSS, 2012). An analysis of a moments structure 
(AMOS) as statistical program was utilised 
to determine construct validity. AMOS is an 
added SPSS module and is especially used for 
confirmatory factor analysis. Confirmatory factor 
analysis (CFA) was conducted for this research as 
the instrument has shown great construct and 
concurrent validity. Pallant (2011) mentions 
that confirmatory factor analysis tests specific 
hypotheses or theories concerning the structure 
underlying a set of variables. Cronbach alpha 
coefficients have been employed to identify the 
reliability of the dimensions measured in the 
instruments. Cronbach’s alpha is a measure of the 
intercorrelation of the items and estimates the 
proportion of the variance in all the items that 
are accounted for by a common factor. Like other 
reliability coefficients, it ranges from 0 to 1.0. Scores 
toward the high end of that range (e.g. above .70) 
suggest that the items in an index are measuring 
the same thing. It is also referred to as “alpha 
coefficient” and “coefficient alpha” (Vogt, 2005).

Descriptive statistics were also computed 
where the distribution of data was evaluated 
by inspecting the scores of the mean, standard 
deviation, skewness and kurtosis. The mean is 
a measure of central tendency for one variable 
that indicates the arithmetic average, i.e. the 
sum of all scores divided by the total number 
of scores (Neuman, 2003). Standard deviation 
is a measure of dispersion for one variable that 
indicates an average distance between the scores 
and the mean (Neuman, 2003). Skewness is the 
shape of frequency distributions and is described 
in terms of the degree to which they deviate 
from symmetry (Terre Blanche & Durrheim, 
1999). Kurtosis is “an indication of the extent 
to which a distribution departs from the bell-
shaped or normal curve by being either pointier 

(leptokurtosis) or flatter (platykurtosis) than the 
bell curve. Kurtosis can be expressed numerically 
as well as graphically. Computer programs 
often provide such numbers. The basic rule 
for interpreting them is that negative numbers 
mean flatter than normal and positive numbers 
mean more peaked than normal. The number 
for a normal distribution is zero” (Vogt, 2005). 

Multiple analysis of variance (MANOVA), which 
provides the effects of different independent 
variables on the dependent ones, was also used to 
analyse the data (Van der Colff, 2005). The effect 
of demographic variables (such as gender, age, 
marital status, qualification, language, tenure, 
ward, job level, reporting to you, you report 
to you, years in career, years in the hospital, 
years worked in the ward, describe shift and 
overworked) on the five conflict handling styles 
was also evaluated using this method. When an 
effect was significant in MANOVA, ANOVA 
(analysis of variance) was used to discover 
which dependent variables were affected. 

results
Descriptive statistics
Table 1 illustrates the mean, standard 
deviation, and Cronbach alpha coefficients 
of the five conflict handling styles.

According to Hair, Anderson, Tatham and Black 
(1998), the reliability of the alpha coefficient is 
usually acceptable at 0.70, but in exploratory 
research such as this study, it is acceptable at 0.60. 
According to Maree et al. (2008), the following 
rules are followed to understand Cronbach’s alpha 
coefficient: 0.90 - high reliability; 0.80 - moderate 
reliability; and 0.70 - acceptable reliability. If 
the reliability estimates are 0.80 and above, the 
questionnaire is seen as acceptable, and when 
under 0.60, reliability is unacceptable; however, 
according to Field (2005), when measuring 
psychological constructs, values below .70 are 

taBle 1: desCrIPtIVe statIstICs and CronBaCH alPHa CoeffICIents of tHe roCI-II (n = 205)

Item mean sd skewness Kurtosis a

Avoiding 2.99 0.88 0.10 -0.43 0.64
Integrating 3.90 0.96 -1.29 1.44 0.84
Obliging 3.35 0.76 -0.51 0.07 0.63
Dominating 2.60 1.00 0.37 -0.38 0.67
Compromising 3.43 0.74 -0.63 0.46 0.60
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acceptable due to the variability of constructs 
measured. The same author adds that “the 
Cronbach’s alpha of a questionnaire is affected 
by the number of items on the questionnaire: the 
higher the amount of items on the questionnaire 
the higher the Cronbach’s alpha coefficient; the 
lower the amount of items on the questionnaire, 
the lower the Cronbach’s alpha coefficient”.

Inspection of Table 1 shows that acceptable 
Cronbach alpha coefficients were obtained for 
all the constructs of the measuring instrument. 
The alpha coefficients ranged from 0.60 to 0.84. 
It therefore appears as if that the measuring 
instrument has acceptable levels of internal 
consistency. Upon inspection of the mean scores, it 
appears that the most employed conflict handling 
style used was the integrating style (3.90), closely 

followed by the compromising approach (3.43), 
while the least employed conflict handling style 
was found to be the dominating approach (2.60). 

Differences between demographic groups
Next, MANOVA was used to determine differences 
between qualification level, job level, years in 
career and years working in hospital with regard to 
conflict handling style. Results were first analysed 
for statistical significance using Wilk’s lambda 
statistics. ANOVA was used to determine specific 
differences if a statistical difference was found. 

Table 2 illustrates the statistically 
significant differences of various 
demographic variables. The results of the 
MANOVA analyses are provided below. 

taBle 2: manoVa – dIfferenCes In ConflICt HandlIng stYles Based on BIograPHICal 
VarIaBles

Variable Value f df p Partial eta squared
Age 0.83 1.46 25.00 0.07 0.04
Language 0.85 0.95 35.00 0.56 0.03
Marital status 0.88 1.04 25.00 0.41 0.03
Qualification 0.77 1.73 30.00 0.01* 0.05
Tenure 0.84 0.99 35.00 0.48 0.03
Age when started career 0.46 0.93 155.00 0.70 0.15
Ward 0.69 1.31 55.00 0.07 0.07
Job level 0.76 1.83 30.00 0.00* 0.05
Years in career 0.80 1.79 25.00 0.01* 0.04
Years worked in hospital 0.76 2.22 25.00 0.00* 0.05
Years worked in ward 0.83 1.48 25.00 0.06 0.04
Hours per shift 0.96 0.60 15.00 0.88 0.01
Overworked 0.89 1.49 15.00 0.10 0.04

*p ≤ 0.05 = statistically significant

taBle 3: anoVa – dIfferenCes In ConflICt HandlIng stYles Based on QualIfICatIon

Items
grade 
10 and 
lower

grade 
11

grade 
12

diploma 
or 

certificate

under-
graduate 

degree

Post 
graduate 

degree
p Partial eta 

squared

Avoiding 3.40 2.81 3.12 3.02 2.50 2.29 0.05* 0.06
Integrating 3.00 2.78 3.68 4.06 4.31 4.16 0.00* 0.11
Obliging 2.95 2.75 3.40 3.42 2.94 3.37 0.17 0.04
Dominating 2.67 3.00 2.68 2.58 2.67 2.05 0.36 0.03
Compromising 3.17 3.09 3.29 3.54 3.65 3.37 0.21 0.41

* Statistically significant difference: p≤ 0.05
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In an analysis of Wilk’s lambda values, a statistically 
significant difference (p ≤ 0.05) regarding conflict 
handling styles was found between qualification, 
job level, years worked in career and years worked in 
hospital, and was further analysed using ANOVA. 

Table 3 illustrates a comparison of the conflict 
handling styles against the background 
variable of qualification level. The results of 
the ANOVA analysis are provided below. 

Table 3 showed statistically significant differences 
between avoiding and integrating conflict handling 
styles. Participants with both grade 10 and lower 

and grade 12 opted for the avoidance approach 
compared to participants with a postgraduate 
degree. Participants with an undergraduate 
and a postgraduate degree preferred the 
integrating approach to conflict, as opposed to 
participants with grade 10 or 11 qualifications.

Table 4 illustrates a comparison between 
conflict handling styles and the background 
variable of job level. The results of the 
ANOVA analysis are provided below.

Table 4 showed statistically significant differences 
between the avoiding and integrating conflict 

taBle 4: anoVa – dIfferenCe In ConflICt HandlIng stYles Based on JoB leVel

Item matron

Professional 
nurse in 
charge of 

ward

Professio-
nal nurse

enrolled 
nurse

auxiliary 
nurse

Care 
giver p

Partial 
eta 

squared

Avoiding 2.63 2.22 2.91 3.16 3.18 3.00 0.00* 0.09
Integrating 4.50 4.07 4.12 3.91 3.58 3.00 0.03* 0.07
Obliging 3.13 3.57 3.42 3.31 3.25 3.75 0.65 0.02
Dominating 1.17 2.35 2.51 2.74 2.71 2.33 0.27 0.04
Compromising 3.25 3.15 3.57 3.42 3.35 2.75 0.36 0.03

* Statistically significant difference: p≤ 0.05

taBle 5: anoVa – dIfferenCe In ConflICt HandlIng stYles Based on Years In Career

Item 0 to 5 
years

6 to 10 
years

11 to 15 
years

16 to 20 
years

21 years 
and more P Partial eta 

squared
Avoiding 3.16 3.07 2.83 3.01 2.73 0.05 0.05
Integrating 3.85 4.11 4.04 3.71 3.83 0.68 0.02
Obliging 3.37 3.41 3.22 3.25 3.40 0.90 0.01
Dominating 2.55 2.41 2.69 2.24 2.74 0.47 0.02
Compromising 3.47 3.69 3.50 2.90 3.26 0.00* 0.08

* Statistically significant difference: p≤ 0.05

taBle 6: anoVa – dIfferenCe In ConflICt HandlIng stYles Based on Years WorKIng In 
HosPItal

Item 0 to 5 
years

6 to 10 
years

11 to 15 
years

16 to 20 
years

21 years 
and more p Partial eta 

squared
Avoiding 3.10 2.64 3.15 3.03 2.92 0.04* .056
Integrating 3.98 3.84 3.57 4.34 3.99 .304 .030
Obliging 3.43 3.18 3.52 3.17 3.45 .360 .027
Dominating 2.57 2.26 3.09 1.76 2.76 0.00* .132
Compromising 3.63 3.27 3.20 3.26 3.35 .070 .050

* Statistically significant difference: p≤ 0.05
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handling styles. Participants working as 
enrolled and auxiliary nurses opted for the 
avoidance approach compared to participants 
working as professional nurses in charge of a 
ward. Participants working on the job level of 
a matron or professional nurse preferred the 
integrating approach to conflict compared to 
participants who were healthcare workers.

Table 5 illustrates a comparison between 
conflict handling styles and the background 
variable of years in career. The results of 
the ANOVA analysis are provided below.

Table 5 showed statistically significant differences 
between the avoiding and compromising 
conflict handling styles. Participants working 
from zero to five years and six to 10 years 
opted for the avoidance approach compared 
to participants working for 21 years and more. 
Participants working for six to 10 years and 
11 to 15 years preferred the compromising 
approach to conflict compared to participants 
who have been working for 16 to 20 years.

Table 6 illustrates a comparison between conflict 
handling styles and the background variable 
of years working in the hospital. The results 
of the ANOVA analysis are provided below.

Table 6 showed statistically significant differences 
between the avoiding and dominating conflict 
handling styles. Participants working from zero to 
five years and 11 to 15 years preferred the avoidance 
approach compared to participants working for six 
to 10 years. Participants working for 11 to 15 years 
and 21 year and more preferred the dominating 
approach to conflict compared to participants 
who have been working for 16 to 20 years. 

dIsCussIon
Public hospitals in South Africa play a vital role 
in providing healthcare to the majority of South 
African citizens. Public hospitals currently 
experience the increased effect of poor public 
healthcare as it struggles to cope with an increased 
demand on its services, fewer resources, staff 
shortages and dwindling financial support from 
the government (Pillay, 2009). These factors 
all contribute to staff feeling disempowered, 
frustrated and disillusioned, which can create an 

environment in which conflict among healthcare 
workers may thrive. The style of conflict 
management adopted by nurses with different 
demographic characteristics and professional 
levels may significantly reduce the direct and 
indirect implications associated with conflict 
(Brinkert, 2010). Therefore, the objective is to 
determine whether differences in accordance to 
various demographic groups exist in the experience 
of different conflict handling styles among nurses.

Regarding the first objective of this study, 
the results indicated that the most frequently 
used conflict handling style among nurses 
was the integrating approach, followed by the 
compromising approach. This may be explained 
by nurses in public hospitals who feel it is more 
beneficial to work together to solve their problems, 
than to fight the ‘battle’ alone. These conflict 
handling styles are often chosen by individuals 
because they are more practical in their approach 
to handling conflict and these conflict handling 
styles provide a ‘win-win’ solution to problem-
solving in which both parties’ interests, needs 
and concerns are considered (Littlefield, 1995). 
Furthermore, these styles require both parties to 
actively seek effective problem-solving solutions 
so that all parties concerned can achieve a 
mutually satisfying conclusion to the conflict. 
Therefore, these styles incorporate one’s own 
needs and the needs of others (Cavanagh, 
1991). These findings are similar to a study done 
among nurses in Jordan by Al-Hamdan, Norrie 
and Anthony (2014), whereby conflict handling 
styles were also examined and the study found 
that the integrating approach was the most 
frequently adopted conflict handling style; while 
a study in Spain by Iglesias and Vallejo (2012) 
found that clinical nurses most frequently used 
an integrating approach to conflict handling. 

The results further indicated the style least used 
by nurses in this study was the dominating 
approach, closely followed by the avoidance 
approach. A high concern for self but low concern 
for others describes the competing or dominating 
styles (Rahim & Bonoma, 1979). This approach 
is generally viewed as being disadvantageous as 
it results in a ‘win-lose’ situation. Moreover, the 
dominating approach is characterised by a person 
who will do anything to ‘win’ at any cost, even if 
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it is at the expense of the other party (Rahim, 
2002b). Consistent with the results of a study 
conducted by Barki and Hartwick (2001), nurses 
who reported higher levels of conflict were more 
likely to manage conflict using a competitive 
rather than collaborative approach. As a result of 
high levels of conflict, individuals may become 
more resistant to open discussions to resolve 
their conflict. A study by Cavanagh (1991) 
similarly found the dominating (competing) 
approach was the least favoured style of conflict 
handling for nurses. Negative relationships that 
result from using a dominating approach create 
a stressful work environment and dissatisfaction 
(Warner 2001, Hesketh, Duncan & Estabrooks, 
2003), which, in turn, leads to the likelihood 
that nurses will leave their jobs as a result of not 
working together effectively (Thomas, 1992).

Conflict handling styles between different 
demographics
The results of this study revealed there was no 
significant difference in conflict handling styles 
according to the demographics such as age, 
language, marital status and tenure.  By means 
of the ANOVA, the first statistically significant 
difference was found in qualification level. The 
study found that nurses with a grade 10 and 
lower qualification used the avoiding approach 
significantly more often than nurses with a 
postgraduate degree do. Statistical significance 
regarding the variable qualification was also found 
among nurses with an undergraduate degree who 
used the integrating approach significantly more 
than nurses with a grade 11 qualification do. A study 
by Kaitelidou et al. (2012) states that educational 
differences are a strong source of conflict, and 
that multiple levels of education in hospitals 
can lead to differences in nurses’ goals, perhaps 
explaining the preference for the avoidance 
approach by nurses with a lower education level. 
The findings therefore indicate that nurses with 
a higher qualification prefer an integrating style 
in contrast to nurses with a lower qualification 
who prefer an avoidance style to handle conflict.

The second statistical significance identified by 
means of the ANOVA was found in job level. 
The findings are that auxiliary nurses used 
the avoiding approach significantly more than 
professional nurses in charge of the ward do. 

Statistical significance regarding the variable 
job level was also found among matrons, who 
use the integrating approach significantly more 
than care givers do. This can be explained by the 
fact that the professional nurses are the senior 
nursing managers in the ward; if the work is not 
carried out effectively and there is poor patient 
care, it reflects directly on the professional nurse 
who manages the junior staff. Therefore, the 
professional nurse takes responsibility for the 
ward and auxiliary or enrolled nurses do not, so 
it may be easier for them to avoid the problem. 
Similar findings were found in a study of nursing 
managers by Al-Hamdan, Shukri and Anthony 
(2011), whereby results indicated that that more 
senior a nurse is, the greater the likelihood of 
choosing the integrating approach will be. It can 
be assumed that the higher the job level of a nurse, 
the more integrating the conflict handling style 
will be and the lower the job level, the more likely 
it is that nurses will avoid the conflict altogether. 

The third statistical significance identified by 
means of the ANOVA was found in years in career. 
The findings are that nurses who had been working 
in their career between six and 10 years used the 
compromising approach significantly more than 
nurses who had been working for 16 to 20 years in 
their career. In contrast, a study of 60 head nurses 
by Hendel et al. (2005) found that the longer a 
head nurse had worked in her position, the more 
frequently she used collaboration as her preferred 
conflict handling style. A study of registered 
nurses in Mississippi by Whitworth (2008) 
found that the more experience nurses had, the 
greater their use of the accommodating style was. 

The fourth and final statistical significance 
identified by means of ANOVA was found in years 
worked in hospital. The findings are that nurses 
who had worked in their particular hospital 
for 11 to 15 years used the avoidance approach 
significantly more than nurses who had worked 
in their respective hospital for six to 10 years. 
Statistical significance regarding the variable years 
worked in hospital was also found among nurses 
who have worked in their respective hospital for 
11 to 15 years. These nurses use the dominating 
approach significantly more than nurses who 
had worked for 16 to 20 years. According to 
Skjorshammer (2001), individuals who use the 
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avoidance style are unsure if they are able to make 
a stronger and more believable argument than 
that of their opponent. They may be unsure about 
what it takes to do this in terms of energy, skills 
or consequences and prefer to protect their self-
image and future career by sweeping the issue 
‘under the carpet’. Skjorshammer (2001) explains 
that, if avoidance does not work to solve the issue 
at hand, an alternative style – the dominating 
approach – often emerges. This style is used by 
individuals who use their formal or informal 
position of power to force the other party to give 
in to their demands. Hendel, Fish and Galon 
(2005) explain that nurses with more experience 
(e.g. 11 to 15 years in their hospital) tend to 
prefer an approach to conflict that will maintain 
their relationships in the long run. This could 
explain the findings in this study, as nurses with 
similar length of experience chose the avoidance 
approach more frequently. Therefore, it can be 
assumed that nurses use the avoidance approach 
because they prefer to maintain harmonious 
relationships in their work environment and, 
if that does not work, they use their authority 
and experience to dominate their opponent.

Practical and scientific implications
The hospital environment is a stressful 
environment that is riddled with conflict. 
Literature (Almost et al., 2010) suggests that, in 
many cases, nurses in public hospitals tend to 
avoid conflict. However, nurses who participated 
in this study from different public hospitals were 
mindful of their colleagues and were most likely to 
collaborate with their colleagues when faced with 
a conflict situation. This indicates that the nurses 
are a well-rounded team who understand the 
importance and significance of a good working 
relationship in their respective wards. The positive 
effects of the close-knit relationships are a beacon 
of hope to the healthcare industry throughout the 
country. Nurses displayed rational use of conflict 
handling styles. The effect of such use of conflict 
handling styles on their respective hospitals could 
go a long way in demonstrating that working 
together is always more constructive than trying 
to work alone or avoid the conflict altogether. 
The maintenance of fruitful and collaborative 
relationships includes being aware of one’s own 
behaviour. Nurses need to be made aware of 
their own actions and how they may impact 

on their colleagues. Nurses on a senior level 
need to act as role models to junior nurses and 
demonstrate the required behaviour for effective 
conflict resolution. Role models can encourage 
cooperative behaviour in others. If nurse managers 
adopt a supportive approach to their more junior 
staff members and encourage them to engage in 
and confront issues at work, conflict is likely to be 
reduced and improved relationships will result. 

ConClusIon
Overall, this study contributes to research 
conducted on the phenomenon of conflict 
by examining the preferred conflict handling 
styles of nurses in public hospitals, while also 
considering the effect of different demographic 
characteristics. With the use of the ROCI-II, it 
was possible to establish the preferred conflict 
handling styles (avoiding, integrating, obliging, 
dominating and compromising) used by nurses, 
which has proven to be very insightful. This study 
specifically found that nurses prefer the use of an 
integrating approach to handling conflict and least 
prefer using an avoiding approach. Nurses with a 
higher level of education did in fact prefer the use 
of an integrating approach, whereas nurses with 
lower levels of education opted for an avoiding 
approach. Therefore, nurses who are more 
qualified appear to understand the importance 
of working together to resolve their issues rather 
than ignoring the problem. Moreover, senior 
nurses who are at a higher job level engage in 
mature approaches to handling conflict, which 
provides the less experienced nurses with an 
opportunity to engage with their superiors on 
an equal level, finding common ground for 
both parties. Furthermore, the longer a nurse 
has worked in the healthcare industry, the more 
dominating he/she tends to be and will not allow 
conflict to disrupt the running of their wards. 

Limitations and recommendations
Despite the enlightening results that this study 
has provided, there is a need to mention a few 
limitations. The first limitation is the use of a 
cross-sectional survey design, which makes it 
difficult to prove causal relationships. However, 
the relationships did prove to be adequate in 
this study. Another limitation is the language of 
the questionnaire, which was only presented in 
English, which may not be the home language of 
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the participant and, therefore, certain questions 
may have been misunderstood or misinterpreted. 
The sample size (N=205) may also be considered 
a limitation as the results cannot be applied to all 
nurses working in public hospitals in South Africa. 
Furthermore, in assessing the conflict handling 
styles of nurses, it is not possible to control all the 
factors influencing an individual’s choice of style. 

Although limitations of this study have been 
highlighted, certain recommendations for 
future research need to be mentioned based on 
the results. The ROCI-II can be used in other 
provinces in South Africa and, more specifically, 
the conflict handling styles of nurses working in 
clinics around the country could be included. 
This study could be replicated in private hospitals 
in order to provide a comparative analysis of 
the preferred conflict handling styles of nurses 
in public and private hospitals. Furthermore, 
a model can be constructed to help prevent 
or reduce conflict within public hospitals. 
Providing training and education to healthcare 
professionals by creating educational courses 
would create an opportunity for learning outside 
of the clinical environment (Brinkert, 2010). 
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aBstraCt
Information and communication technology 
(ICT) has been the main focus of the Botswana 
government to strengthen the small and medium 
enterprises (SMEs) in the country. This paper 
investigates the effects of information and 
communication technology (ICT) within the 
small and medium enterprise environment 
(SME) of the Borolong area of Botswana. A 
quantitative research approach was followed, 
where sixty-seven (67) SMEs were surveyed. The 
study deals with accessibility of ICT tools, drivers 
of ICT adoption, barriers towards ICT adoption, 
effects of ICT adoption and lastly it looks at 
training and funding opportunities available in 
Botswana. ICT adoption by SME’s owners on 
production in Borolong area of Botswana is very 
slow and as such the research sought to investigate 
slow rate of ICT adoption. This research will 
help SMEs and other related stakeholders to 
work together and improve the rate of ICT 
adoption in the Borolong area of Botswana. 

Keywords: Information and communication 
technology (ICt); small and medium enter-
prise environment (sme); ICt adoption.

IntroduCtIon 
The government of Botswana is playing a very 
active role in encouraging the adoption of ICT 
among SMEs. It wants to promote economic 

growth, through human development, creation 
of employment, poverty eradication and others. 
This aim could be made possible by the effective 
adoption of ICT tools by SMEs (Botswana 
Government, 2012:80). The government realized 
the critical role of ICT as an enabler in the quest to 
realize its socio-economic objectives and translate 
its vision into reality. According to Franco, Dias 
and Pereira (2012:24) the importance of ICT 
in the economy has increased since the 1990s. 
ICT adoption has brought many positives to 
businesses globally, for example its adoption 
has resulted in quick turnaround of production, 
innovative products and employees can work 
remotely around the globe (Kalusopa, 2005:414). 

Firms are re-engineering their operations 
and investing a lot of their money specifically 
in ICT solutions. They are doing this to take 
advantage of the ever-changing business 
environment. Knowledge is the cornerstone of 
this new environment, and it is mostly called 
the knowledge economy. Customers in this new 
era want to buy knowledgeable and innovative 
products and this can only be achieved through 
the use of ICT (Modimogale & Kroeze, 2011:02).  
Large firms have more financial muscle, more 
skilled employees, and with all this, they have 
utilized advantages of ICT to attain a competitive 
advantage over their rivals. Most governments are 
encouraging SMEs to use ICT because this will 
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lead to economic growth and they will also thrive 
in these ever-changing global demands. The 
government does this because they acknowledge 
the contribution done by SMEs towards Gross 
Domestic Product (GDP) and creation of 
employment opportunities (Dias et al., 2012:25).

ProBlem statement
The use of ICT has been recognised as a catalyst for 
improving firm performance and enabling SMEs 
in to be competitive and innovative (Procter & 
Shemi, 2013:11). There is a gap in the literature in 
respect of the effects of ICT adoption on production 
within SMEs in Borolong area of Botswana. The 
main aim of this paper is to address this gap. It 
is envisaged that ICT adoption within SMEs in 
Botswana could contribute to more competitive 
SMEs that may potentially create jobs, alleviate 
poverty and improve Botswana’s competitiveness 
globally. The study investigates the effects of ICT 
adoption by SME owners on production in the 
Borolong area of Botswana. The following are the 
research objectives the study would like to achieve: 

•	 To find out whether the SME’s of Borolong 
areas have access to ICT tools.

•	 To establish the key drivers of ICT adoption 
by SMEs of the Borolong area.

•	 To find out the effects of ICT adoption by 
SME owners on production in Borolong area.

•	 To identify the barriers preventing SMEs’ 
adoption of ICT tools in Borolong area.

•	 To establish the availability of funds and 
training programme for ICT adoption by 
SME’s in Borolong area.

lIterature reVIeW
Globalisation and digitalization have drastically 
changed the way business is done and organisations 
compete in the market place; information and 
communication technology (ICT) are the drivers 
of this change. According to Modimogale and 
Kroeze (2011:02), change has given rise to a 
new economy, which is known as the knowledge 
economy. Knowledge is vital for economic 
growth and it is what we sell and what customers 
buy (Procter & Shemi, 2013:16). Mutula and Van 
Brakel (2006:405) agree that ICT has sped up the 
pace of globalization and increased the complexity 

of business practices because firms not only need 
to be familiar with their local context but also with 
global developments. Therefore, to compete in the 
knowledge economy, countries need a strong ICT 
literacy skills base that can innovate and adapt 
quickly to the rapidly-changing environments. 
More emphasis is placed on the knowledgeable 
worker than ever before, the knowledge economy 
relies heavily on ICT; it has led to the rapid growth 
of ICT sectors (Procter & Shemi, 2013:17).

Countries like Botswana, China, India and 
Korea have created conducive environments to 
enable SMEs to capture lucrative new business 
opportunities (Sampong & Akomea-Bonsu, 
2012:154). Botswana has offered a reduction 
in import duties for IT hardware and created 
infrastructure in software technology parks 
(Procter & Shemi 2013:18). Botswana’s thriving 
ICT sector has in turn propelled positively the 
country’s economic development. According 
to Mutula and Van Brakel (2006:406) SMEs 
outside the ICT sector have also benefited 
by adopting ICT in their own operations, 
enabling them to communicate quickly, 
increase productivity, develop new business 
opportunities, and connect to global networks.

Mutula and Van Brakel (2006:402) also agree 
that ICT plays a pivotal role in giving SMEs 
a competitive edge but inadequate access to 
information is a problem and is due to lack of ICT 
infrastructure. Access to information helps SMEs 
to make better and competitive business decisions. 
According to Apula and Ige (2011:210), SMEs 
can only survive in this competitive environment 
if they have adequate access to information.

Many governments are encouraging SMEs to 
adopt ICT into their businesses, however, Yusuf 
(2013:10) cautioned that ICT should be adopted 
with the intention that it will lead to growth 
of the firm. Governments must thoroughly 
assess whether SMEs really need ICT before 
implementing an adoption strategy. They should 
help SMEs in choosing the best strategy for their 
firms and avoid a one-size fits all approach because 
SMEs have different ICT needs (Modimogale & 
Kroeze, 2011:04). SMEs have different ICT needs 
because of their annual turn-overs, number of 
employees, nature of business, ownership and 
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geographical location (Mwobobia, 2012:90).

Modimogale and Kroeze (2011:02) define ICT 
as the array of primarily digital technologies 
designed to collect, organize, store, process and 
communicate information within and external 
to an organization and, in our case, SMEs. 
According to Yusuf (2013:11) it can be referred 
to as technologies that pertain to the new 
science of collecting, storing, processing and 
transmitting information whereby information, 
computing and telecommunications are 
converging.  ICT covers technologies like the 
simple telephone, point-of-sale systems, stand-
alone PCs, networked environments, Internet 
and credit card facilities (Sampong & Akomea-
Bonsu, 2012:153). According to Milne and 
Watkins-Mathys (2010:02), ICT is defined 
as technology that enhances the processing, 
gathering, distribution and use of information. 
They categorised ICT into the following 
technologies; information, telecommunications 
and networking technologies. This includes 
websites, computers, Internet, fixed-line 
telephones, broadband, wireless communications 
devices, mobile phones networks, and 
various specialized forms of equipment.

Ongori (2009:79) refers to ICT as technologies 
and tools that people use to share, distribute and 
gather information and also to communicate 
with one another or in groups, through the use 
of computers and interconnected networks. In 
addition, ICT are mediums, which utilize both 
telecommunications and computer technologies 
to transmit information. Apula and Ige (2011:208) 
refer to ICT as a wide range of computerized 
technologies. ICT is any technology that enables 
communication and the electronic capturing, 
processing and transmission of information. 
Bayo-Moriones, Billón and Lera-López (2013:125) 
have stated that these technologies include 
products and services such as desktop computers, 
laptops, handheld devices, wired or wireless 
intranet, business productivity software such as 
text editor and spread sheet, enterprise software, 
data storage and security, network security and 
so on. In Nigeria, commonly used ICTs include 
Internet, Personal Digital Assistants (PDAs), 
Automated Teller Machines (ATMs), mobile 
phones and smart cards (Apula & Ige, 2011:208).

ICT refers to technologies that pertain to the 
new science of collecting, storing, processing and 
transmitting information whereby information, 
computing, and telecommunications are 
converging (Sebusang & Masupe, 2005:11). ICT 
is any technology used to support information-
gathering, processing, distribution and use 
(Chandamoyo & Dumbu, 2012:124). More 
precisely ICTs can be viewed as all forms of 
technologies and products for a wide range of 
software, hardware, telecommunications and 
information management techniques, applications 
and devices used to create, produce, analyse, 
process, package, distribute, retrieve, store and 
transmit or receive information electronically in 
a digital form such as computers, email, internet, 
websites, social networking and other wireless 
communications devices, networks, broadband, 
and as well as the various specialized devices and 
applications associated with them, such as satellite 
systems and videoconferencing  (Yusuf, 2013:011).  

The vice-president of Botswana has acknowledged 
that Botswana as a country has come far with 
ICT issues and it has transformed the country 
into knowledge economy (Nkwe, 2012:32). 
Through government programmes like the 
National ICT policy called Maitlamo, the 
government of Botswana has given Botswana 
a road-map towards effective use of ICT tools. 
Other initiatives like Nteletsa 2, international 
connectivity mobile network, national optic 
fibre and the backbone network. These initiatives 
are intended to increase digital literacy and 
provide universal access to ICT (More, 2015:3).

Botswana generally compares well with 
developing countries, particularly in terms of 
the existence of conditions that are conducive 
for SMEs to thrive, even though it is clearly 
surpassed in some indicators by South Africa 
and Namibia, fellow members of SACU and 
close competitors. Comparison with developed 
economies depicts Botswana as fairly far 
from creating an enabling environment for 
SMEs to grow and develop. (Nkwe, 2012:32).

researCH metHodologY
The purpose of the study was to determine 
the effects of ICT adoption by SMEs owners 
on production in Borolong area of Botswana. 
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A quantitative approach was used to draw 
conclusions from the surveyed data and 
reach the objectives of this research through 
answering the following research questions:

•	 Do the SMEs of Borolong area have access to 
ICT tools?

•	 What are the key driving forces of ICT 
adoption by SMEs in the Borolong area?

•	 What are the effects of ICT adoption by SMEs 
on production in the Borolong area?

•	 What are the barriers facing SMEs’ adoption 
of ICT tools in the Borolong area?

•	 Are funds and training programmes available 
to assist SMEs of the Borolong area in adopting 
ICT into their businesses?

The study covered SMEs which were based 
mainly in villages of the Borolong area of 
Botswana were the study units and these villages 
are Pitsane, Goodhope, Metlojane, Ramatlabama 
and Thareselele. The total population for this 
study was obtained from the Department 
of Industrial Annual Report (2014), which 
reported that there are seventy-five SMEs 
operating in the Borolong area of Botswana. All 
of the SMEs were invited to participate in the 
research, sixty-seven respondents completed 
the researcher administered questionnaire.

To enhance reliability in this study, the instrument 
was administered in a consistent and standardised 
manner. The interview transcripts were reviewed 
to make sure that no inconsistencies between 
single responses exist. This indicated that 
interviewees understood the questions correctly, 
understood and provided consistent responses 
which are indications of reliability (Bryman & Bell, 

2011:129). Data of the study showed a reliability 
of 0.832 for the Cronbach Alpha measure for 
all 29 items in the survey instrument and this 
suggests that the collected data was very reliable.

results
A total of twenty-seven percent (27%) of SMEs 
in the Borolong area of Botswana have indicated 
that they had excellent access to ICT tools, 
followed by twenty-four per cent (24%) who have 
good access to ICT tools (see Figure 1). Those 
with an average level of access to ICT tools make 
up eighteen percent (18%) of the total population. 
Only sixteen percent (16%) of the SMES have 
poor or no access to ICT tools and fifteen percent 
(15%) have below average access. This means that 
the majority of SMEs (51%) in the Borolong area 
of Botswana have access to ICT tools. These could 
be due to the fact that the government of Botswana 
is encouraging entrepreneurs to use ICT in their 
firms. The Botswana government has created 
The National ICT policy called Maitlamo which 
is aimed at assisting small-scale entrepreneurs 
in adopting ICT into their businesses 
through funds and training opportunities. 

This study is consistent with results found by 
research done by Modimogale and Kroeze (2011) 
which indicated that SMEs in Gauteng have 
access to user-friendly tools such as telephone, 
fax, point of sale (POS) and credit card machines 
to facilitate the use of ICT in these circumstances. 

The results are also in line with a study done by 
Yusuf (2013) on the Impact of ICT on SMEs in 
Rwanda. Yusuf ’s research found that a total of 
sixty-four per cent (64%) indicated that they 
used ICT on regular basis. Eleven percent (11%) 
indicated that they use it sometimes while a total 

fIgure 1: BusIness aCCessIBIlItY to ICt tools
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of twenty-one per cent (21%) make very little 
use of ICT and five per cent (5%) do not use it at 
all. Also Mutula and Van Brakel (2006) said that 
a number of companies in the SME sector were 
fairly well plugged into technology in Botswana.

The findings of the study indicate that the most 
driving force for SMEs to adopt ICT is to be flexible 
and this is reflected by fifty-seven percent (57%) of 
respondents who indicated such (Figure 2). This is 
followed by sixteen per cent (16%) of respondents 
who indicated the government as their driver 
of ICT adoption. The lowest percentage of four 
per cent (4%) was for those who indicated that 
globalization was their driver of ICT adoption. 
This result indicates that the majority of SMEs in 
the Borolong area of Botswana are driven by the 
flexibility of ICT tools in running the business.

These results differ from a study presented by the 
BIDPA report (2009) which indicates that the 
strongest driving force for ICT adoption by SMEs 
in Botswana are government drivers. It also differs 
from a study done by Apulu and Latham (2011) 
on SMEs of Nigeria where their study indicated 
that the driving force of ICT adoption in SMEs of 
Nigeria was to gain a competitive advantage. It can 
be concluded that it is possible for SMEs in different 
areas to have different drivers of ICT adoption.

The findings show that 63% of the respondents 

know how to use ICT tools and only thirty-seven 
percent (37%) don’t have the skills or competence 
in using ICT tools (Figure 3). Most of the 
respondents have competence in using ICT tools 
to due to the on-going ICT training provided 
by the Government of Botswana through the 
Maitlamo policy. These training activities are 
done in several villages around the country and 
everyone is allowed to attend those workshops.

These results are consistent with a study done 
by Modimogale and Kroeze (2011:42). Their 
study found that 90% of the respondents were 
competent in using ICT tools. Their study was 
intended to investigate how ICT usage on SME 
of Gauteng could give them a competitive edge.

Regarding the limiting factors of ICT adoption, 
thirty percent (30%) of the respondents indicated 
that high set-up cost of ICT tools was the 
major barrier (see Figure 4) preventing ICT 
adoption and they were followed by those who 
experienced geographical factors as barriers 
with eighteen per cent (18%). Twelve per cent 
(12%) of the respondents indicated that lack of 
necessary IT skills as their barrier towards ICT 
adoption and only ten per cent (10%) was for 
those who experience the ever-changing ICT 
set-up as a barrier. Only seven per cent (7%) of 
the respondents explained that lack of awareness 
about ICT tools and another six per cent (6%) 

fIgure 2: drIVers of ICt adoPtIon
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described management styles as a barrier and 
five per cent (5%) indicated security reasons 
as a barrier to ICT adoption. Lastly only four 
per cent (4%) indicated resistance to change 
as their limiting factor towards ICT adoption.

Most of the respondents considered high set-up 
cost as their limiting factor and this might be due 
to the high electricity installation costs into their 
firms. It was reported that the purchase of ICT 
tools was also very expensive. The second highest 
number of respondents was for those who indicated 
the geographical area as a barrier and this might 

be due to the poor network in rural areas and 
inadequate supply of electricity. Yusuf (2013:66) 
stated that barriers towards ICT adoption over 
time change (will not exist forever) and might 
vary along the adoption ladder. SMEs experiences 
different barriers from one area to another. 

Respondents were asked to indicate the level 
of funding support they receive from the 
government (Figure 5). Thirty-seven percent 
(37%) of the respondents agreed that the 
government of Botswana was supporting them 
with funds to run their businesses. Twenty-

fIgure 3: ComPetenCe In usIng ICt tools

fIgure 4: BarrIers toWards ICt adoPtIon
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eight per cent (28%) strongly agreed that the 
government was supporting them with funds. 
Three per cent (3%) were just not sure whether the 
government really supports them financially. The 
second biggest percentage which is twenty-eight 
per cent strongly disagreed that the government 
of Botswana was supporting them financially 
to run their businesses and only eight per cent 
disagreed that the government of Botswana 
was supporting their enterprises with funds. 

In overall terms, it can be concluded that 
the majority (61%) of SMEs in the Borolong 
area of Botswana agree that the government 
of Botswana is supporting them with funds 
(through its programmes) to run their business 
while only thirty-six per cent (36%) disagree 
that the government supports them with 
funds. Reasons why most of the respondents 

agree that they are being supported by the 
government with funds because most of 
the SMEs in the Borolong area are formally 
registered hence they are eligible to receive funds 
from the government to run their enterprises.

The respondents were asked to indicate their 
satisfaction level with regard to the training 
programmes they receive from the government 
of Botswana. In Figure 6, 46% of respondents 
showed that they are satisfied with the training 
programmes provided while thirty-three per 
cent (33%) stressed that they were very satisfied 
with the training programmes provided. 
Only twenty-one per cent (21%) differed 
from the rest and indicated that they were not 
satisfied with training programmes provided.

Overall, the majority (79%) of the respondents of 

fIgure 5: fundIng suPPort BY tHe goVernment of BotsWana

fIgure 6: traInIng Programmes ProVIded BY tHe goVernment of BotsWana
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the Borolong area of Botswana were either satisfied 
or very satisfied with the training provided by 
the government of Botswana and only twenty-
one per cent (21%) of the respondents showed 
some dissatisfaction. This high percentage of 
satisfaction can be attributed to the fact that 
everyone is are allowed to attend those training 
workshops, unlike funding programmes which 
only assist those SMEs that are formally registered.

To determine the effects of ICT adoption 
experienced by respondents in the Borolong area 
of Botswana, they were asked to choose from a 
list of options (Table 1) designed to best describe 
the effects of ICT adoption on production. 
Seventy-seven percent (77%) of all respondents 
reported ICT to have enabled employees to work 
remotely. This percentage clearly indicates that 
through the adoption of ICT, employees can 
make great inputs on production activities even 
when they are not on the production site or area. 
73% of respondents have shown that the effect 
of ICT adoption on their production has led 
to fast and accurate decision making. Another 
encouraging aspect is improvement in production 
operations with seventy-two per cent (72%) of 
all the respondents reporting to have achieved 
great improvement in production operations. 
Seventy-one per cent (71%) of respondents 
also reported to that ICT adoption on their 
production have enhanced their innovativeness 
as they are now able to produce better products.

The respondents were then asked to indicate the 

value that ICT adoption has brought to their 
business (Table 2).  Seventy-nine percent (79%) 
of the respondents indicated that ICT adoption to 
their business has given them the competitive edge 
over their competitors while 73% experienced an 
increase in revenue. Another 72% of respondents 
showed that they experienced an increase in 
sales since they adopted ICT in to their business. 
A further 67% of respondents revealed that, 
ICT has increased their efficiency of marketing 
hence they are able to penetrate new markets

The majority of the respondents (63%) also 
indicated that since they adopted ICT they have 
been able to excel in responding to customer needs 
and only 62% of the respondents have shown that 
ICT enables them to integrate all their business 
processes. There is a positive correlation between 
responses given under question on effects and 
value of ICT in the business.  This correlation 
suggests that ICT is becoming a critical aspect 
for the success of a business and these results are 
consistent with a study done by Yusuf (2013). 
Yusuf ’s study pointed out that ICT adoption 
positively affects the overall value of the business.

Sixty-six per cent (66%) of the respondents have 
an annual turn-over of above P50 000.00 and they 
are managed by owners whereas those who are 
managed by managers they only make one per 
cent (1%) above P50 000.00 and the rest (27%) 
have an annual turnover of less than P50 000.00 
(Figure 7). These results suggest that the owner-
managed SMEs have a higher annual turnover 

taBle 1: effeCts of ICt adoPtIon on ProduCtIon
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Strongly 
agree 28 39 23 24 66 36 32 55

Agree 40 34 40 45 3 36 39 22
Neutral 5 4 9 7 3 5 5 2
Disagree 19 15 18 15 18 19 22 15
Strongly 
disagree 8 8 10 9 10 4 2 6

 Total 100% 100% 100% 100% 100% 100% 100% 100%
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than those which are managed by managers. 
These results are consistent with a study done 
by Modimogale and Kroeze (2011) on the role 
of ICT on SMEs of Gauteng who explained 
that owner-managed SMEs have high annual 
turn-overs. This was due to the fact that owner-
managers are responsible for making crucial 
business decisions for the growth of the SME. 

The findings of the study with regard to cross-
tabulation done for highest education qualification 
and competence in using ICT tools (Figure 8) 
show that fifty-five percent (55%) of respondents 
who hold diploma, degree and master-s or higher 
qualification are competent in using ICT tools and 
its only six per cent (6%) of those with a diploma 
or higher qualification who are not competent in 
using ICT tools. On the other hand, thirty-seven 
per cent (37%) of respondents are not competent 
in using ICT tools and their highest education 

qualification is a higher school certificate and 
below and its seven per cent of respondents 
with the same qualification who are competent 
in using ICT tools. It can still be observed that 
all the respondents with degree and master’s 
qualifications are all competent in using ICT tools.

It can be concluded that all the respondents 
with tertiary education are competent in using 
ICT tools compared to those who have high 
school certificates and below. This could be 
due to the fact that most of the curriculum 
in tertiary schools includes IT lesson. These 
results are consistent with the results of a study 
done by Esselaars, Stork, Ndiwalana and Deen-
Swarrary (2007) who investigated ICT usage 
and its impact on Profitability of SMEs in 13 
African Countries. Their study found that 62% 
of respondents who are competent in using ICT 
tools also have tertiary educational qualifications.

Better customer 
responsiveness

Increase 
efficiency of 
marketing

Increase 
sales

Provide 
competitive 
advantage

Increase 
revenue

Firm goals and 
objectives are 

achieved
Strongly 
agree 23 33 21 30 30 34

Agree 40 34 51 49 43 33
Neutral 3 5 9 3 3 10
Disagree 22 16 17 10 19 14
Strongly 
disagree 12 12 2 8 5 9

 Total 100% 100% 100% 100% 100% 100%

taBle 2: tHe Value of ICt adoPtIon on tHe BusIness

fIgure 7: Cross-taBulatIon of status of resPondents and annual turn-oVer
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A cross-tabulation was done to find the correlation 
between accessibility to ICT tools and annual 
turn-over (see Figure 9). The findings revealed 
that forty-nine percent (49%) of the respondents 
have good access to ICT tools and they have an 
annual turn-over of P50 000. 00 and above. Only 
thirty-three per cent (33%) of respondents have 
below average access to ICT tools and they have 
an annual turn-over of less than P50 000.00.

It can thus be concluded that there is a positive 
correlation between using ICT tools in your 
business and annual turn-over. Most of the 
respondents who have access to ICT tools 
have gains higher annual turn overs than 
those who have less access to ICT tools. This 
outcome is similar to the outcome of a study 
done by Esselaars et al. (2007) on the ICT usage 
and its impact on profitability of SMEs in 13 

African Countries. Their findings indicate that, 
SMEs who uses ICT into their business have 
higher profits than those who do not use it.

Furthermore 31% of the respondents have 
operated for more than five years which correlated 
with respondents who indicated they have good 
access to ICT tools. Thirty-three per cent (33%) of 
the respondents have been operating for less than 
five years and have below-average access to ICT 
tools. These results may suggest that having access 
to ICT tools can sustain the business to operate 
for many years. These results are consistent 
with a study done by Modimogale (2008) on 
ICT and SMEs competitiveness in South Africa. 

The results of the cross-tabulation in Figure 10 
indicates that the majority of respondents (30%) 
are competent in using ICT tools and their barrier 

fIgure 8: Cross-taBulatIon of eduCatIon QualIfICatIon and ComPetenCe In ICt

fIgure 9: Cross-taBulatIon of aCCessIBIlItY to ICt tools and annual turn-oVer
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towards ICT adoption is the high set-up cost of ICT. 
On the other hand, only 13% of respondents who 
are not competent in using ICT tools experiences 
lack the necessary IT skills as their barrier 
towards ICT adoption. It can be concluded that 
those respondents with IT skills experiences costs 
of ICT set-up as a barrier and those without any 
IT skills experiences lack of ICT skills as a barrier. 

Furthermore, fifty-seven percent (57%) of 
respondents are competent in using ICT tools and 
the same respondents indicated that flexibility 
of running a business which comes as a result 
of using ICT is their main driver of adopting 
ICT into their business. On the other hand, the 
majority of respondents who are not competent in 
using ICT tools (16%) have indicated government 
as their driver towards ICT adoption. This result 
shows that respondents who are competent 

in using ICT tools are in a good position to 
understand the advantageous flexibility that 
adopting ICT into your business can bring and 
that’s why most of them have indicated flexibility 
of ICT tools as their driver to adopt ICT. Those 
who are not competent in using ICT tools are 
driven by the government to adopt ICT. The 
government through its initiatives encourages 
the SMEs to adopt ICT by providing training and 
funds. And these initiatives make those SMEs 
to be aware of advantages that come with the 
adoption of ICT, hence the government is mostly 
the driver of ICT adoption for those respondents 
who are not competent in using ICT tools.

The cross-tabulation findings of Figure 11 shows 
that sixty percent (60%) of respondent’s SMEs 
are formally registered with the ministry of 
trade and the very same respondents indicated 

fIgure 10: ComPetenCe In ICt tools and BarrIers toWards ICt adoPtIon

fIgure 11: BusIness regIstratIon and goVernment fundIng
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that they are being assisted by the government 
with funds to aid the ICT adoption process. On 
the other hand, a total of thirty-four percent 
(34%) of respondents are not formally registered 
and they have indicated that they are not 
given financial assistance to run their SMEs.

These results are indicative of the policy of the 
government of Botswana, who only gives financial 
assistance to formally registered companies with 
the Ministry of Trade and that’s the reason why 
most of the registered SMEs agrees that they 
receive government funding and majority of 
those not registered have indicated that they 
are not financially assisted by the government. 

reVIsItIng tHe researCH QuestIons 
Question 1: Do the SME’s of Borolong areas of 
Botswana have access to ICT tools?
With respect to the first question which wanted 
to investigate if SME’s of Borolong areas of 
Botswana have access to ICT tools. The results 
findings showed that a total of fifty-one per 
cent (51%) of the respondents have access to 
ICT tools and a total of only thirty-one per cent 
(31%) of the respondents does not have access 
to ICT tools. It can be concluded that majority 
of SMEs in the Borolong area of Botswana 
have access to ICT tools. Majority of the 
respondents have indicated that the ICT tools 
that they normally use is landline telephones, 
radio, cellphones, fax machine and computers. 

The research findings correlate positively with the 
literature. According to Mutula and Van Brakel 
(2007), the government of Botswana owns one 
of the most extensive computer networks in the 
country, covering nearly 100 villages and towns, 
and connecting over 7000 civil servants. SMEs 
in rural areas have taken advantage of these 
networks and use them even though they are 
required to pay in order for them to use them. 
They normally use these computer networks for 
printing, faxing and emailing documents. Moaisi 
(2005) has also reported that radio is by far the 
most diffused of all ICTs in Botswana, with 68% 
of households owning a radio set. Radio is vital 
for its importance as a medium of information 
exchange. Procter and Shemi (2013:20) reported 
that there has been a rapid growth of mobile 
phone usage since the last five years and most of 

the people have access to them. Recent initiatives 
by the government have made it possible for 
all Batswana to have access to different mobile 
networks, backbone network, international 
connectivity, national optic fibre (More, 2015:3). 

In conclusion, most of the SMEs found in rural 
areas have access to few limited ICT tools namely 
computers, radio, cellphones. They do not have 
access to all the ICT tools but the few that they 
can access, they actually use it in their business. A 
number of interventions are necessary to enable 
SMEs in rural areas to access all the ICT tools.

Question 2: What are the key driving forces of 
ICT adoption by SMEs in Borolong area?
The research findings indicated that most of the 
respondents (57%) have adopted ICT because 
they have been driven by the flexibility that ICT 
brings into the business. The study has indicated 
that respondents who are in a position to take 
advantage of flexibility of ICT are mostly those 
who are competent in using ICT tools. ICT can 
offer flexible trading hours at any time of the 
day (24 hours, 7 days a week). Because they 
mostly use cell-phones for communication 
they are able to advertise their products and 
services through the social media at any time. 
They can also sell and buy resources through a 
borderless environment and this is made possible 
by the flexibility of ICT tools. Lastly ICT offers 
SMEs flexibility and cheaper solutions in order 
for them to achieve their business objectives. 

The study has also shown that only three per 
cent (3%) of the respondents has indicated 
globalization as their driver towards ICT adoption 
of ICT. These respondents are those who are 
involved in trading their products around the 
globe and ICT has made their trading effective 
and efficient. A cross tabulation of competency 
in using ICT tools and ICT drivers has indicated 
that most of the respondents who are not 
competent in using ICT tools have indicated the 
government as their driver towards ICT adoption. 
This can be true because the government has 
many initiatives geared towards encouraging 
SMEs to adopt ICT into their business.

The study finding are in line with a study done 
by Chandamoyo and Dumbu (2012) who have 
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indicated that the following are drivers for ICT 
adoption in Botswana: globalization, government, 
flexibility, innovation and competitive edge. 
Similarly, the respondents in this study have 
also indicated the same ICT drivers that was 
mentioned previously and this is in line with 
the current literature. SMEs from different areas 
will have different drivers of ICT adoption and 
in Chandamoyo and Dumbu (2012), they found 
that SMEs in Botswana are driven to adopt ICT 
because they want to attain competitive edge.

Question 3: What are the effects of ICT 
adoption by SMEs on production in the 
Borolong area?
The respondents were asked to choose from 
a list of options designed to best describe the 
effects of ICT adoption on production. All the 
responses were positive from list of variable given 
hence it can be concluded that SMEs who use 
ICT into their firms have experienced a positive 
effect on production. They have gained a positive 
advantage particularly in areas such as production 
efficiency, fast and accurate decision making, 
information gathering and dissemination, 
inventory control, quality of products, 
improved production operations, innovation 
and lastly employees can work remotely.

The research findings correlate positively with 
the information from the literature on effects 
of ICT adoption on production. According to 
Chibelushi (2008:730), ICT provides SMEs with 
the opportunity to conduct business anywhere 
and Ongori (2009:80) stated that ICT adoption 
by SMEs provides means to access, process and 
distribute greater amounts of information to 
concerned personnel. Franco, Dias & Pereira 
(2012:26) also stated that ICT adoption can greatly 
reduce production costs and makes production 
processes to be more efficient and Improve quality 
of products. ICT environment helps in fast and 
accurate decision – making by the SMEs due to 
increased mobility (Kushwaba, 2011:2235). Apula 
and Latham (2011:52) indicated that ICT adoption 
leads to better inventory control, it enhances 
innovativeness and enterprise performance.

Question 4: What are the barriers towards 
SME’s adoption of ICT tools in Borolong area?
The study found that SMEs in Borolong area 

of Botswana face an array of barriers like other 
SMEs in other parts of Botswana and the world 
at large. Respondents were asked to choose 
from a list of options designed to best describe 
the different barriers that they encountered. 
Majority of respondents indicated high set-up 
cost of ICT tools as their main barrier followed 
by those who experienced geographical factors 
as their barrier. Other barriers indicated by 
respondents includes ever changing ICT set-up, 
lack of necessary IT skills, resistance to change 
and lack of awareness about ICT, inadequate 
knowledge about how to strategically use of ICT, 
security reasons and poor management styles.

These research findings are consistent with 
information from the literature review. From the 
literature review, it shows that the barriers to ICT 
adoption are inadequate knowledge about how 
to strategically use ICT, lack of appropriate IT 
skills, the constantly changing ICT environment, 
high setup cost of ICT tools and geographical 
factors (Ongori, 2009:81). And the study 
done by Dias et al. (2012) mentioned security 
problems, management styles and resistance 
to change as among barriers to ICT adoption.

Question 5: Are funds and training programmes 
available to assist SMEs of the Borolong area in 
adopting ICT into their businesses?
The respondents were asked to indicate the level 
of funding support that they receive from the 
government. Majority of respondents (65%) 
indicated that indeed they are being supported 
financially by the government of Botswana. 
The remaining per cent of respondents who 
disagreed that they are being assisted with funds 
to adopt ICT are those whose enterprises are 
not formally registered. Most of the funding 
assistance is only given to enterprises that are 
formally registered with the Department of 
Registry of Companies (Ministry of Trade). 
The respondents were also asked to indicate the 
level of satisfaction with regard to the training 
programmes that they are provided with to 
assist in ICT adoption. A total of seventy-nine 
per cent (79%) indicated that they are satisfied 
with the training programmes provided by the 
government of Botswana. This high percentage is 
due to the fact that; everyone is allowed to attend 
training programmes without any restrictions.
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The above study findings correlate positively 
with the literature review. According to 
Moaisi (2005:45), there are many programmes 
that are aimed at assisting SMEs with funds 
and training programmes. The literature 
has indicated a lot of programmes such as:

•	 CEDA – disburses subsidised funding to 
SMEs

•	 BIDPA – provides necessary training to SMEs
•	 Enterprise Botswana – train SMEs to access 

both local and external markets
•	 DTVET – provides training in geared at 

developing technical and entrepreneurial 
skills 

•	 BOBS – provides training and facilitating 
linkages with consultants and financiers

•	 BDC – provides loans
•	 NDB – it’s a financial institute that that 

provides a wide range of financial services
•	 BOCCIM – provides advocacy and training 

opportunities to SMEs
•	 LEA – train SMEs and facilitates access to 

finance
•	 YGF – provides funds
•	 E-YEP – provides financial assistance in the 

form of grants
•	 Young Farmers Fund – provides funds to 

SMEs
When looking at all these programmes that 
are aimed at assisting SMEs with funds and 
training programmes, it can be concluded 
that indeed the government of Botswana is 
providing sufficient training and funding 
programmes to SMEs and these positively 
correlates with the research findings.

reCommendatIons 
The following are recommended to SMEs 
to be able to successfully overcome barriers 
and adopt ICT into their enterprises: 

•	 Employees of SMEs must be educated about 
ICT and its benefits. SMEs should categorise 
ICT as a functional area in their businesses 
and by so doing, they will value the presence 
of ICT tools in their business and eventually 

they will start using it to the benefit of the 
whole enterprise. When recruiting staff, they 
should employ people with IT skills and 
experience to do the job.

•	 Managers of SMEs should be involved in 
strategic collaboration with other more 
established enterprise seeking mutual learning 
and growth in ICT aspects.

•	 Because SMEs cannot afford to pay IT 
specialists, instead they should temporarily 
hire a consultant who should train and give 
them advice and after that they should be able 
to do those operations on their own.

•	 More seminars, conferences, workshops 
should be done so that SMEs managers can 
exchange ideas with regard to ICT adoption 
and its benefits.

•	 The government should simultaneously 
improve electricity distribution and network 
in rural areas because these are necessary to aid 
ICT adoption and usage. These developments 
will enable SMEs to have more access to ICT 
tools because lack of grid electricity and poor 
networks have been reasons why there has 
been poor accessibility of ICT tools in rural 
areas.

•	 The government should subsidise the costs 
of ICT tools more specially to SMEs because 
they are too expensive for them. And the 
funding and training support provided by the 
government should be intensified.

•	 The government should reduce electricity 
connection fee to firms because it is too 
expensive for SMEs to afford.

•	 The government should reduce the paper work 
that is done when registering SMEs because it 
is complicated for SMEs to complete.

ConClusIon 
The overall aim of this research was to investigate 
the effects of ICT adoption by SMEs owners on 
production in the Borolong area of Botswana. 
The results showed that, even though there are 
barriers that hinder SMEs from adopting ICT, 
there are many positives that come with ICT 
adoption in to the SME. Most of the SMEs in the 
Borolong area of Botswana have realized that, 
for them to achieve their business objectives 
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they have to adopt ICT into their business. 

The concept of ICT adoption is still new in Africa 
and as such continues to face an array of challenges. 
Most of the respondents in this study indicated that 
ICT adoption has given their firm a competitive 
advantage over their rivals and these has resulted 
in the business attaining a bigger market share. 
This has resulted in increased sales and revenue. 

In light of the government’s role, the study has 
revealed that the government’s assistance comes in 
two folds namely funding and providing training to 
SMEs. These activities are done by the government 
to facilitate the ICT adoption process. The 
government through its programmes has assisted 
many SMEs with funds and training programmes 
in the Borolong area of Botswana. Based on the 
results, this study concludes that all sectors which 
deals with ICT adoption should work together 
in a networked and a coordinated manner in 
order to bring ICT diffusion to the required level.
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aBstraCt
The aim of this study was to report the differences 
between the ethical intentions and beliefs of 
students in business studies in South Africa 
and Poland. The population encompassed 
commerce studies students that attended two 
public universities on a full-time basis in South 
Africa and Poland.  Respondents were quested to 
complete the research instrument themselves, as 
statements were formulated around different (7) 
scenarios.  A sample of convenience was applied 
and a  Chi-squared analysis was conducted to 
establish the results.  Considering the results of the 
study it can be concluded that differences (at least 
in principle) do not exist between ethical belief and 
ethical intent of South African students and the 
ethical belief and ethical intent of Polish students.  

Keywords:  ethical intention, ethical belief, 
south africa, Poland  

IntroduCtIon
Ethical conduct in and of business has generated 
much interest in recent times, both theoretically 
and practically (Ruis-Palomino & Martinez-
Canas, 2011). The interest in the field of ethical 
behaviour originated as errors in ethical conduct 
frequently occur, despite organisations’ best 
intentions to address unethical behaviour 
(Clark, 2006). There is an alarmingly large body 
of knowledge, which is continually expanding, 
focusing on corporate scandals and questionable 
business ethics (Nguyen & Biderman, 2008; 2004; 
Armstrong, Ketz & Owsen, 2003). Such literature 

seriously stains the image of businesspeople, 
portraying them as selfish, operating only to 
serve their own interest, or embracing the 
company to serve as validation for their immoral 
actions.  The global economic crisis that started 
in 2008 increased awareness of business ethics 
and has affirmed the importance of rigorous 
ethics training in the field of management 
(Armstrong et al, 2003), and this intensified 
discourse will have an influence on the leadership 
of tomorrow. Considering this, the need for this 
research study was emphasised to investigate 
the ethical behaviour of commerce students in  
South Africa and in Poland and determining 
their ethical intent and ethical behaviour.

lIterature reVIeW 
A theoretical overview is provided on the 
importance of ethical decision-making with 
considerations of the application of this 
proceeding the global economic crisis. Concepts 
of cultural influence as well as the dynamic value 
systems of Africa and Europe are interrogated in 
the context of ethical decision-making in business.

The importance of ethical decision-making 
Ethics as a domain has enjoyed great academic 
attention as a focal area for studies of personal 
development and understanding as well as that 
of the organisation. The importance of ethical 
decision-making has however become somewhat 
of a universal phenomenon where it is assumed to 
be accepted with little regard to the detail of why it is 
important. Ethical decision making, in the context 
of this paper, refers to an intuitive or conscious 
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decision based on a presumed  understanding 
of the moral outcome of the decision made 
(Drumwright, Prentice and Biasucci, 2015). 
The ethical domain of academic literature has 
been dominated by models and frameworks 
of how individuals apply and experience 
ethical decision-making with a speculative 
approach to answering why the application 
of ethics has such entrenched importance. 

The varying theoretical works surrounding the 
kinds of ethical ideology adopted by society may 
elucidate the importance of ethical decision-
making. The complexity of human nature and 
ethics as an intrinsically human trait, consequently 
creates an environment in which ethics as a 
discipline exhibits little unanimity and therefore 
exponential possibility regarding why it has gained 
and continues to retain importance (Newton, 
2013; Stark, 1993). The element of perception in 
individuals is a possible contributing factor to the 
lack of consensus regarding ethics. Perception 
is based upon the unique frame of reference of 
the individual, which encompasses internal and 
external factors acting as determinants of their 
behaviour and which can be changed by peer 
pressure (Drumwright, Prentice and Biasucci, 
2015; Otara, 2011). It then becomes imperative 
to examine some of the schools of thought 
surrounding the motivations for ethical decision-
making in order to deduce where the importance 
thereof lies. The importance of ethical decision-
making are discussed with a specific focus on its 
importance at both an individual and business level.

Theoretical perspectives on ethical decision-
making
The dominant theoretical perspectives 
surrounding ethical decision-making enable 
derivations to be made surrounding its importance.

The Theory of Moral Development – This seminal 
work was presented by Kohlberg in the 1980s in 
which the emphasis of ethical decision-making lay 
upon the moral reasoning or justification of the 
decision which is said to occur through a process 
of rationality (Woiceshyn, 2011; Soneshein, 2007; 
Hunt & Vitell, 2006). Importance within this context 
therefore lies not in the ethical act itself, but in 
the moral justification arising from the reasoning 
process of the individual or the organisation.

Rest’s Four-Component Model – Rest’s 1986 model 
encompasses four major components. Moral 
Sensitivity as the first component comprises 
of the ability to identify and apply empathy to 
possible scenarios of ethical predicament. Moral 
Judgement includes a differentiating ability to 
classify action as positive or negative (good versus 
bad). Moral Motivation speaks to an inclination 
towards executing the positive moral action as 
well as a readiness to take on the encumbrance, 
if any, resulting from the outcome of this action.  
Moral Character refers to the actual execution 
of the moral action or the moral behaviour 
exhibited by the individual (Keifer Keifer, 2015; 
Morales-Sanchez & Cabello-Medina, 2013; 
Woiceshyn, 2011; Jones, 1991). Importance 
in this context lies with the individual’s ability 
to classify positive from negative as well as 
the extent of willingness to engage in ethical 
action and actually executing such behaviour 
not merely thinking of it (Morales-Sanchez & 
Cabello-Medina, 2013). The Moral Character of 
an organisation may be the culmination of the 
moral characters of the individuals within the 
organization, where the importance of ethical 
decision-making is determined by the aggregate 
Moral Character of those individuals. Therefore, 
if a person becomes aware of behaviour in the 
organization he/she works for that is not ethical, 
such a person is obliged to report on it to the 
relevant authority (Bazerman and Sezer, 2016). 

Moral Intensity – Jones (1991) refers to the 
concept of Moral Intensity as a multidimensional 
construct housing elements of magnitude of 
consequences, social consensus, probability 
of effect, temporal immediacy, proximity, 
and concentration of effect (Morales-Sanchez 
& Cabello-Medina, 2013; Woiceshyn, 2011; 
Sonenshein, 2007; Jones, 1991). Importance 
in this light can be linked to the concept of the 
consequence of the moral issue with little relation 
to the nature of the individual and a strong 
relation to the moral issue itself (Jones, 1991).

Philosophical Theories of Ethical Decision-
making – A multitude of philosophical theories 
are available in literature surrounding ethics, 
however this discussion will focus on Egoism, 
Utilitarianism and Deontology. Ethical Egoism has 
foundations in the concept of the maximisation of 
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the individual’s interest as the determining factor 
for the ethicality of that person’s moral behaviour. 
Importance in this instance would emanate from 
self-interest regarding an ethical decision with the 
belief that all people should act in their own best 
interest, therefore self-interest becomes ethical 
behaviour (Lehnert, Park and Singh, 2015; Casali, 
2011; Woiceshyn, 2011; Hunt & Vitell, 2006). An 
organisational perspective may place importance 
on economic or reputational outcomes under 
ethical egoism or self-interest. In this way, an 
individual may identify their organisation as an 
element of themselves, with the belief that their 
own self-interest is that of the organisation or 
organisational interests become their self-interest 
(Casali, 2011). Utilitarianism relates largely to 
consequence and the consideration of the best 
possible alternative for the greatest number of 
people. Importance in this context would have 
a direct link to the impacts of possible decisions 
and the number of people each alternative 
would positively impact, where the greater 
number paired with the most beneficial outcome 
would be classified with high importance. An 
organisation may place importance on the 
ethical decision that would yield the greatest 
opportunity cost for all stakeholders if they 
were to forgo that possible alternative (Hunt & 
Vitell, 2006). Ethical Deontology looks not at 
the ethical decision itself, but at the law, rule or 
universal principle that governs the moral action 
(Casali, 2011; Hunt & Vitell, 2006). Importance 
is therefore placed on the precedent to a greater 
extent than the act. Dion (2012) also argue that 
based on the principle of ethical relativism, 
there are no universal principle that guides 
ethical behaviour and that ethical behaviour 
can be guided by cultural values. Therefore, 
ethical values are guided by local/cultural or 
societal norms, and cannot be generalised as 
Western, Asian, African, etc (Warren, 2011).

Varying theoretical perspectives evidentially 
exist. The adopted ideology of the individual may 
indicate where their association of importance to 
ethical decision-making lies. The importance of 
ethical decision-making may therefore be regarded 
as a fluid or perceptual concept determined 
largely by an individual’s inclinations. The evident 
lack of unanimity in ethics may force a pluralist 
approach. Pluralism echoes sentiments that 

supports the acceptability of all schools of thought 
as opposed to the rightness of one versus the other 
in the endeavour of moral validity (Casali, 2011).

Ethical decision-making in business 
The motivations or associations of the importance 
of ethical decision-making for the individual 
feed into ethical decision-making in business 
where organisations are largely defined by the 
individuals they employ (Otara, 2011). The 
complexity of ethical decision-making in business 
has been marked by infamous scandals such as 
the well-publicised case of Enron, an organisation 
whose employees ironically paid lip-service to 
their 62-page code of ethics with unscrupulous 
accounting practices (The Smoking Gun, 2015; 
Casali, 2011; Selart & Johansen, 2011). The 2008 
Global Economic Crisis represents a pivotal 
breaking point for public trust in organisations 
to act ethically (Elm & Radin, 2012). A 
culmination of ethical scandals and a global 
crisis have magnified the consequences of poor 
ethical decision-making,as well as ambiguity 
surrounding the application of ethics in real-
world business situations where ethical theory 
does not homogenise with practicality (Selart & 
Johansen, 2011). This ambiguity in business ethics 
is often to the detriment of the unknowing public 
and the lack of transparency in business practice 
(Venla Mäntysalo. 2015; Selart & Johansen, 2011). 
Newton (2013) distinguishes two factions of 
ethics in business that often conflict and in some 
instances merge, yet not to the benefit of ethical 
endeavours. Professional Ethics and Market Ethics 
are two distinct ethical concepts within business.

Professional Ethics adopts the stance that a 
professional, confirmed to have expert tacit 
knowledge in a particular occupation, has the 
moral obligation to apply decision-making with 
the interest and welfare of the client at the centre 
of ethical encounters. This moral obligation arises 
from the classification of the professional and the 
client, where the professional exists to provide 
a service for which the client cannot perform 
themselves, and where the client has little to no 
means or knowledge to verify the moral behaviour 
of the professional (Pohling, Bzdok, Eigenstetter, 
Stumpf and Strobel, 2016; Newton, 2013). 

Market Ethics provides a contrary approach in 
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which the concept of Adam Smith’s free market is 
the foundation upon which this ethic is constructed. 
Market Ethics expresses sentiments of ethical 
egoism where the duty of both the merchant 
(professional) and the customer lies in the pursuit 
of their own interests and advantages, thereby 
advancing the common good (Newton, 2013).

The convergence of these two ethical factions 
comes into play where you have employed 
professionals working according to a corporate 
agenda (Newton, 2013). It is often found in a 
business context, that short-term organisational 
self-interest is frequently prioritised. This leaves 
little autonomy for the professional to place 
client or public interest first and entrenches the 
market ethic (Newton, 2013; Argandona, 2012). 
There is also a separation of ethics and economics 
where legitimate economic rationality is utilised 
to capitalise on favourable or advantageous 
situations without the consideration of ethics 
through classifying the decision-making process 
as technical, without the need for moral evaluation 
(Martin, Bagdasarov and Connelly, 2015; 
Argandona, 2012). Between the professional and 
market ethics as distinguished above, business 
is also subject to the social dimension of ethical 
decision-making where legislation often becomes 
the enforcer for the protection of the public, 
applying concepts of utilitarian deontology, 
relevance instead of absence. However, if 
legislation had the ability to unequivocally ensure 
ethical practices for business, the process of ethical 
decision-making in business would undergo rapid 
obsolescence (Vig and Dumičić, 2016; Argandona, 
2012; Casali, 2011; Hunt & Vitell, 2006).

Considering the information provided above, 
it can therefore be argued that the divergence 
that exists in the importance of ethical decision-
making also appears in ethical decision-making 
in business, where business constitutes a grouping 
of individuals with their own inclinations 
and cultural affiliations. Ethical decision-
making in business has the added complexity 
of the purpose for organisations (value, profit, 
community). Apart from the individual influence 
of an employee, the reason for the existence of the 
organisation will largely determine how ethicality 
is defined from an organisational perspective 
(Louw & Venter, 2013; Argandona, 2012).

Ethical decision-making across cultures 
A host of intervening variables or influential 
factors impact ethical decision-making at 
individual and organisational levels, and one 
such factor adding to the complexity of ethics is 
that of culture.  When assessing ethical decision-
making across cultures, it is not the culture itself 
but the impact of the culture on ethical decision-
making that becomes focal. Culture is referred to 
collectively as a system of written or unwritten 
rules, shared values, norms and institutions 
passed on through social transmission, regulating 
the social life of groups (Hofstede, 2015). The 
regulation of social life creates the potential for 
culture to shape ethics and the moral reasoning 
of ethical decision-making from the influence 
of the characteristics of culture (Yeganeh, 2014). 

The acculturation of an individual is said to occur 
before the person has even been born. This refers 
to the concept of deep culture, in which shared 
values have been acquired from infancy and by 
the point of adulthood become unconscious. 
Superficial culture refers to cultures acquired in 
adulthood of a more malleable nature. The notion 
of deep culture has significant implications for 
ethical decision-making at an organisational level. 
As most organisations acquire human resources in 
the stage of adulthood, the only influence that the 
organisation has over the culture of the individual 
is at the level of superficiality. This means that 
an organisation cannot create a deep culture 
of shared value, but can create shared identity 
through a status affiliation of an individual to an 
organisation (Hofstede, 2015). In the context of 
ethical decision-making, deep culture becomes 
a determining factor in the ideological beliefs 
and approaches to decision-making, where an 
organisational “culture” may not easily elicit 
a behaviour or decision that has not already 
been unconsciously acquired from the point 
of infancy of the individual (Hofstede, 2015).

There are two dominant frameworks which 
document the potential dimensions of culture. 
The Trompenaars & Hampden-Turner framework 
offers seven cultural dimensions and the Hofstede 
framework offers five cultural dimensions. These 
frameworks are discussed and referenced below.

Trompenaars & Hampden-Turner - This 
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framework has seven dimensions with each 
dimension having a spectrum of two opposing 
concepts. Universalism versus Particularism; 
Individualism versus Communitarianism; 
Neutral versus Emotional; Specific versus Diffuse; 
Achievement versus Ascription; Sequential time 
versus Synchronous time; Internal Direction 
versus Outer Direction (Balan & Vreja, 2013; 
Trompenaars & Hampden-Turner, 1997). 

Hofstede - His framework has five dimensions, 
three of which have a spectrum of two opposing 
concepts. Power Distance is the state of equality 
or lack thereof between people. Individualism 
versus Collectivism refers to the degree to which 
people perceive themselves as individuals or as 
part of a group. Masculinity versus Femininity 
relates to the goals and conduct of a person 
in terms of the traditional affiliations of male 
and female. Uncertainty Avoidance relates 
to the degree of discomfort of the unknown 
or unforeseen. Long-term versus Short-term 
Avoidance relates to the importance attached 
to future thinking as opposed to shorter-term 
thinking (Yehganeh, 2014; Balan & Vreja, 2013).

The spectra above do not however mention the 
degree to which an individual or group associates 
with one spectral dimension over the other. The 
significance of this for ethical decision-making is 
that within a dimension, there are certain shared 
values or traits which acculturated individuals may 
exhibit with the potential to influence their moral 
reasoning and behaviour (Balan & Vreja, 2013; 
Morales-Sanchez & Cabello-Medina, 2013). The 
“versus” element of the dimensional categories 
imply a situation of one or the other, where 
two elements in a dimension are in opposition, 
therefore an individual may not exhibit elements 
of each simultaneously (Balan & Vreja, 2013).

Changing value systems in Africa and Europe
Value systems are seen to be elements of culture 
concerning the beliefs surrounding that which 
is considered to be right and wrong (Idang, 
2015). The morality of a society or group is 
said to be defined by the values which influence 
or aid the navigation of the lives of the people 
within such a group or society (Kwame, 2011). 
Although the deep culture of a person may be 
unconscious and entrenched, the superficial 

culture and therefore value system of a person, 
is subject to change upon various influences 
and cultural absorption (Hofstede, 2015; Idang, 
2015). A commonly referred to driving force 
for change in value systems worldwide is that 
of globalisation; an increased codependence of 
nations and organisations as well as the merge of 
cultures in which value systems are housed that 
have created a convergence of ideology and a 
catalyst of change (Idang, 2015; Udokang, 2014). 

African value systems have historically 
conformed to a communalist ideology in which 
social ethical value systems are present, as 
opposed to a European or western tendency 
toward individualistic morality (Kwame, 2011). A 
further disparity in African and European value 
systems consists of the concepts of the ethics 
of duty and the ethics of rights; African value 
systems are concerned primarily with human 
welfare and have a cognisance of needs, where 
duty and obligation are emphasised to fulfil these 
needs. European value systems alternatively 
place emphasis on the notion of the rights of the 
individual as a determining factor in the morality 
of values (Kwame, 2011). The controversial history 
of Africa and Europe accompanied by a global 
trend towards westernisation, is said to have 
created a forced acculturation of African peoples, 
changing or influencing their value systems not 
only from the past atrocities of colonisation, but 
in the current surge of globalisation, away from 
value systems established as traditionally African 
(Idang, 2015; Udokang, 2014; Kwame, 2011).

A theory for consideration is that of generational 
cohorts which is applicable not only to Africa, 
but generalisable to greater global populations 
such as Europe. Generational cohort theory is 
classified as that of social history, documenting 
a time-change relationship of generational and 
public attitudes (Van der Walt, Jonck & Sobayeni, 
2016). A generational cohort is a grouping of 
individuals from the same generation who have 
been shaped by the events that characterise the 
period in which they have developed, as well as 
exposure to the same external environmental 
elements. Generations are said to experience a 
combination of circumstances and environmental 
forces that occur during the formative stages in 
individuals, resulting in behavioural patterns that 
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distinguish these individuals from those in other 
generations (Van der Walt et al, 2016). Different 
countries have differing time periods in which 
cohorts or generations have been formed; each 
exhibits behaviours arising out of the unique 
events and environments of their geography. 
The advent of globalisation may however see a 
convergence or similarity in time periods going 
forward. The significance of generational cohorts 
for value systems and ethical decision-making lies 
in the concept that across all cohorts in the non-
formative years of the individual, value-change 
will occur at a superficial level. Deep change is 
only possible in the transition of one generation 
to the next, and directly dependent not only 
on the social environment of the individual, 
but also on the greater external environment 
in which uncontrollable global events such as a 
global financial crisis, a world war or the fourth 
industrial revolution (i.e. the introduction of 
artificial intelligence) have a major influence on 
the values and further ethics of an entire group of 
people apart from their own cultural influences 
(Van der Walt et al, 2016; Hofstede, 2015).

A summative perspective on the theoretical 
argument
Theoretical perspectives provide the basis upon 
which ethical decision-making and ideological 
inclinations can be explored. Theory, however, 
does not always translate into the practical 
realities of ethics in business which incurs a 
multitude of intervening variables, calling to 
question the purpose of professionals, business 
and professionals in business. Cultural dynamics 
explore the power of cultural shaping on ethical 
decision-making and the general juxtaposition of 
opposing elements within dimensions of culture. 
Value systems as elements of culture experience 
change through globalisation as well as through 
passing time, and can be classified according to 
generational cohorts. The complexity of ethical 
decision-making is evident in its philosophical 
foundations for importance through to the 
shaping factors of shared identity in organisations 
and culture in society. These elements paired 
with the transformative nature of time create 
a lack of unanimity or decisiveness regarding 
the exact nature of ethical decision-making.

JustIfICatIon and metHodologY 

emPloYed
The modern era of globalisation has resulted in an 
amalgamation of thoughts, ideas, behaviours and 
ethical value systems that transcend geopolitical 
and cultural boundaries. In addition, the study 
of ethical decision-making within a business 
environment has also grown in popularity over 
the past decade due to the 2008 global economic 
crisis. This crisis and numerous corporate scandals, 
are related to unethical business practices, with 
specific reference to ethical business practices. 
With regards to the decision-making process, 
from an ethical perspective, discrepancies occur 
between ethical judgment (or belief), ethical 
intention and ethical behaviour. Considering the 
problem highlighted above, the aim of this paper is:

To analyse the differences that exist between 
ethical beliefs and ethical intentions of 
commerce students in South Africa and Poland.

From the stated aim, the following 
research question is posed:

Are there discrepancies between the ethical 
beliefs and ethical intentions amongst 
commerce students in South Africa and Poland?

The study departed from a quantitative 
perspective, and was cross-sectional in nature. 
The population encompassed South African 
and Polish business students that was enrolled 
at a public university. The South African student 
population encompassed a total of 15  000 
students, with a total of 500 who partook in the 
research study. The Polish population consisted of 
23 000 students, where a total of 150 respondents 
partook in the research study.  Non-probability 
sampling, in the form of convenience sampling, 
was used in South Africa and Poland to select 
respondents.    Students at both universities were 
requested to complete the survey in class. The 
research instrument was adapted from the survey 
instrument constructed and validated by Kiser, 
Rauschhuber and Parker (2011) who developed 
7 ethically based settings to participants.

The collection of the data was secured through 
the application of statements that measured 
data of a nominal nature, as relevant to each 
setting provided. Captured data was coded and 
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edited by the statistical services of a university 
in Johannesburg. The analysis of results was 
done through the application of the Statistical 
Package for Social Sciences (SPSS). A Chi-
Squared analysis was conducted to assess the 
formulated null-hypotheses at a confidence 
level of 95%. It should be noted that this study 
is the final part of a series of studies that was 
conducted in South Africa, Australia, China, 
Tunisia and Poland, where comparisons between 
ethical belief and ethical intent was established. 
As a result, the findings and conclusion 
discussion (inclusive of table illustration) will 
reflect a similar argument, but with varying 
statistical percentages and interpretations.  

fIndIngs and resultant dIsCussIon
Different deductions are provided below as 
it relates to each null hypotheses formulated:

Ho1: The intent (would) to report a cheating 
incident will not differ from the belief (should) 
that the incident should be reported amongst 
south african and Polish commerce students. 

•	 A statistically significant relationship between 
both country of origin and ethical belief, and 
between country of origin and ethical intent 
to report the incident was established. 

•	 Thus the null-hypothesis Ho1 is rejected. 
Ho2:  The intent (would) to report giving out 
free food at a restaurant will not differ from 
the belief (should) that the incident should be 
reported amongst south african and Polish 
commerce students.

•	 No statistically significant association between 
both country of origin and ethical belief, and 
between country of origin and ethical intent 
to report the incident was established.

•	 Thus the null-hypothesis Ho2 is not rejected. 

Ho3:  The intent (would) to report a [money] 
theft from an employer will not differ from 
the belief (should) that the theft should be 
reported amongst south african and Polish 
commerce students.

•	 A statistically significant association between 

country of origin and ethical belief, but 
there was no significant association between 
country of origin and ethical intent to report 
the Thus the null-hypothesis Ho3 is not 
rejected. 

Ho4:  The intent (would) to report an 
erroneous credit to the student’s account 
will not differ from the belief (should) that 
the error should be reported amongst south 
african and Polish commerce students.    

•	 A statistically significant association between 
both country of origin and ethical belief, and 
between country of origin and ethical intent 
to report the incident was established.

•	 Thus the null-hypothesis Ho4 is not rejected. 
Ho5:  The intent (would) to report a mark 
increase error to one’s own final marks will not 
differ from the belief (should) that the error 
should be reported amongst south african 
and Polish commerce students.

•	 There was a no statistically significant 
association between both country of origin 
and ethical belief, and between country or 
origin and ethical intent to report the incident.

•	 Thus the null-hypothesis Ho5 is not rejected. 
Ho6: The intent (would) to report a company 
that is illegally dumping hazardous materials 
will not differ from the belief (should) that the 
incident should be reported amongst south 
african and Polish commerce students. 

•	 There was no statistically significant 
association between country of origin and 
ethical belief, but a statistically significant 
association does exist between country or 
origin and ethical intent to report the incident.

•	 Thus the null-hypothesis Ho6 is not rejected. 
Ho7:  The intent (would) to report a company 
that is hiring undocumented workers will not 
differ from the belief (should) that the hiring 
practice should be reported amongst south 
african and Polish commerce students.

•	 There was a statistically significant association 
between country of origin and ethical belief, 
but a statistically significant association does 
not exist between country or origin and 
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ethical intent to report the incident.
•	 Thus the null-hypothesis Ho6 is not rejected. 

Considering the reported deductions above, it 
can be concluded that null-hypotheses 1 (Ho1) 
cannot be accepted.  Thus, as a whole, it would 
seem that the evidence forthcoming from this 
study contradicts (at least, on a statistical level) 
academic argument relating to differences 
between ethical judgment (or belief), ethical intent 
and ethical behaviour (Jones, 1991; Rest, 1986). 
In all instances, the descriptive statistics purport 
that respondents from both countries indicated a 
greater probability that these instances should be 
reported, compared to whether such incidences 
would be reported.  Furthermore, the variance 
between “should report” and “would report” is 
lower for South Africa with a range between 19% 
and 43%. The range for Poland is larger, ranging 
between 13% and 53%. With regards to all the 7 
instances created, Polish respondents illustrated 
likely characteristics in terms of their ethical 
behaviour as the South African respondents. 
Such similarities were in terms of belief and 
intent. The notable exception is Ho4, where 
Poles exhibited a smaller difference between 
belief and intent to report an erroneous mark on 
their student record (12,5%, as opposed to 30% 
amongst South Africans).  Therefore, considering 
the research question postulated for this study, 
and the results proposed, it can be argued that 
there are no clear and specific differences between 
South African and Polish respondents in terms of 
their ethical belief and ethical intent. Based on 
the evidence presented, differences (at least in 
principle) do not exist between ethical belief and 
ethical intent of South African students and the 
ethical belief and ethical intent of Polish students.  

ImPlICatIons
The perception of an individual with regard to 
an ethical problem is a critical factor that will 
influence the manner in which such an individual 
will make a decision based on the proposed 
circumstances (Singhapakdi, 1999). Considering 
this, there is a growing understanding amongst 
respondents in both these countries of the 
importance of ethical decision-making and its 
relevance to the broader business community 
and social society in general. Through a growing 
awareness of the need for ethical decision-

making, there is a growing awareness amongst 
future decisions makers in both South Africa 
and Poland to become less influenced in their 
ethical decision-making behaviour, and realise 
the value of the decisions that they make from an 
ethical perspective. Therefore, business students 
in both these countries are developing a growing 
understanding of the need to secure decisions that 
are in support of their ethical beliefs and values, 
and that are in the interest of the business and 
community constituencies that they represent. 
From a South African perspective, this provides a 
ray of hope in post-apartheid South Africa where 
a culture of unethical behaviour in decision-
making secured a dismal prospect for the country. 
However, despite the positive signs of a changing 
perspective on ethical behaviour and decision-
making amongst the new generation of business 
leaders in South Africa, it remains critical 
to secure standards of ethical integrity. Such 
standards should be secured through continuous 
training, development and the practising of such 
standards in the working environment, the lecture 
room, and the training facility where educational 
and skills development is delivered. This will 
enable business students, as the business leaders 
of tomorrow, to grow an increased understanding 
of ethical behaviour in South Africa. 

This study established that in both South Africa 
and Poland respondents are of the opinion that 
the reporting of unethical behaviour should be 
unconditionally supported. This secures hope 
for the future leadership of both South Africa 
and Poland. In South Africa there is a growing 
understanding of the need for ethical leadership, 
ethical values and ethical behaviour, which could 
eventually secure more focused ethical decision-
making.  However, the argument is not proposed 
that the existence of unethical behaviour in 
both South Africa and Poland is ignored in 
terms of both opportunity to exist, or as an 
impeding option awaiting execution. Therefore, 
it should be noted that the business leaders of 
the new millennium are developed in the halls 
of higher learning. It is therefore important 
to understand that the lecture room is central 
to the ethical value perception development 
of future business leaders, and that academics 
are central to the development of such values 
amongst students. Higher learning institutions 
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can therefore provide the foundation for the 
modelling of ethical thought and discussion by 
developing and offering academic programmes 
on ethical principle and ethical values.
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aBstraCt
This study is desired to inspect employees’ 
promotion in terms of criteria and obstacles in 
Tanzania public institutions using Mbeya City 
Council as a case of study. A total of 164 respondents 
were drawn using simple random sampling and 
purposive sampling. Data was analyzed using 
descriptive statistical analysis and binary logistic 
regression. The findings indicate that, seniority, 
good performance, Open Performance Review 
and Appraisal System (OPRAS) and personal 
qualifications are among the criteria of employees’ 
promotion, while bureaucracy, carelessness 
in the promotion process, relationships with 
management, and the Human Capital Information 
Management System (HCIMS) were mentioned 
as obstacles. The commitment on the promotion 
processes, the review of schemes of services 
and promotion criteria from the employment 
authorities’ are highly recommended. Studies 
on the management commitment on the 
employees’ promotion process, the importance 
of OPRAS as a criterion for promotion of junior 
staff, as well as the similar study using different 
Tanzanian public institutions are suggested. 

Keywords: Promotion, Criteria, obstacles, 
Public Institutions.
 
IntroduCtIon 
One of the functions of the Human Resource 
Officers (HRO) in Public Institutions in Tanzania 
is to facilitate the promotion process to its 
employees. Promotion is an important aspect of 
human resources management as it influences 
employee motivation as well as job satisfaction 

(Nyarangi, 2006; Nnko, 2014). According to 
United Republic of Tanzania (URT) (2013), 
Ngowi (2015), and Mbungu (2015) currently 
in Tanzania there is a challenge of promotion 
delay in most of the Public Institutions. 
Moreover, URT (2013) explains that, the problem 
was more severe during 2000s than before. 

According to Nyarangi (2006), the delay of 
employee promotion has significant impact on 
the organizations in question, including the 
difficulty of retaining the current work force 
as the majority of the employees have become 
dissatisfied. Moreover, the researcher argued 
that, the delay of the employees’ promotion is 
associated with the hindrance of employees’ 
career growth as well as low job satisfaction, 
and attrition (Mæstad, 2006; Ngimbudzi, 2009; 
Naveed, A., Usman, A., & Bushra, F. 2011). 
William (2011) also added that, the delay of 
the employees’ promotion has an impact on 
employees’ performance and commitment. 

Ngowi (2015), Mbwana (2015), and Mbungu 
(2015) assert that, in Tanzania, the problem 
affects the majority of employees of the Public 
Institutions especially in Local Government 
Authorities. Further the researchers explain 
that, teachers, agriculture extension officers, 
and employees from health department are 
among the employees who are mostly affected.  

According to URT (2013), the delays of 
promotions in the public sector are due to the 
use of single criterion during the promotion 
processes and the long processes that go together 
with numerous criteria. Ngowi (2016) asserts 

emPloYees’ PromotIon In tanzanIa PuBlIC 
InstItutIons

Mr. George Mrope
Mzumbe University, Mbeya Campus College

Mbeya, Tanzania
E-mail: gmrope@mzumbe.ac.tz

Mr. Robert Mwenyasi 
Mzumbe University, Mbeya Campus College

Mbeya, Tanzania
E-mail: mwenyasi@mzumbe.ac.tz



364
WWW.IBC-CONFERENCE.COM

that, the delay of promotion is due to the lack 
of promotion schedules.  In Tanzania, currently 
there is a delay of employees’ promotions which 
is caused by the process of verification of ghost 
workers. This verification affects every promotion 
processes in public institutions as the promotion 
process stops until the verification process ends.

During 2003, the Public Service provided 
directives to responsible employment authorities 
such as to District Directors; Teacher’s Service 
Commission and to the Permanent Secretaries 
in each ministry to promote employees whose 
promotions was delayed to the extent of doubling 
and tripling positions. These directives were 
termed as “Mselereko” which meant that, 
employees were to be promoted at once to cover 
all the grades they were to go through, if they 
were to be promoted.  Moreover, URT (2013) 
provides clarification on the criteria used in 
the process of the employees’ promotion and 
discourages promotion that was based on a 
single criterion, because promotion using a single 
criterion was likely to be associated with bias. In 
addition the circular speculates that, promoting 
employees using single criterion means that, 
other employees would upgrade faster while 
others would remain without promotion for a 
long time (URT, 2013).  All these were done to 
ensure that, the delay of employees’ promotion 
in Public Institutions is reduced maximum. 

Besides the ‘‘Mselereko’’ efforts in place and the 
clarifications on promotion criteria made by 
public service to the employment authorities in 
promoting its employees, still the problem is not yet 
solved (Ngowi, 2015; Mbungu, 2015). This study 
therefore set to examine employees’ promotion in 
terms of seniority, experience, good performance 
and conduct, vacant position, OPRAS, budget and 
personal qualifications. In terms of obstacles the 
study examines the bureaucracy, brotherhood, 
good relationship with management, perception 
that promotion minimizes authority gap between 
supervisors and subordinates, carelessness 
during the initial promotion process and HCIMS. 

tHe PurPoses of tHe studY 
This study is aimed at examining the employees’ 
promotion in terms of criteria and obstacles in 
Tanzania Public Institutions. Specifically, the study 

examines the employees’ promotion criteria; and 
assessing factors affecting employees’ promotion.

usefulness of tHe studY
The study is useful as the findings are expected 
to provide base solutions of the problem. Also, 
it is expected that, the study’s recommendations 
will improve the process of employees’ promotion 
in Public Institutions in Tanzania, and finally 
increases employees’ retention and commitment. 

lIterature reVIeW 
Promotion refers to the development of 
employees to advanced higher post, carrying 
the bigger responsibility with higher status and 
better salary. Gupta (2011) refers promotion 
as the upward, movement of employees in 
the organizational ladder. Aswathappa (2010) 
explains that human resource managers are 
advised to put in place sound human resource 
promotion policy in order to fill various positions 
in the organization through internal promotions 
strategies and external recruitment strategies. 

Promotion in an organization is influenced by 
a number of factors such as seniority or merit 
or both (Ahmad, 2006). Ahmad believes that, 
an employee with the longest period of service 
can get promoted notwithstanding to his or her 
competence. Prasad (2013) clarifies that, when 
merit is adopted as a basis for promotion, the 
consideration will be in the capability of employees. 
Further Prasad explains that, those employees 
who found most competent are promoted 
irrespective of the number of years of service.  

According to Cowgill (2015), promotion can 
also be influenced by good performance. Thao & 
Huwang (2015) realize that, employees’ motivation 
has an impact on employee performance. They 
further explain that, employees’ performance has 
a direct relationship with motivation variables 
including employees’ promotion. On contrary, 
Kulkarni, Janakiram & Kumar (2009) proclaim 
that, employee performance had influence on 
employees’ promotion although the degree of 
influence was too low. Sharif (2014) declares 
that, brotherhood or favouritism of supervisors 
to employees close to him or her is among of the 
factors that influence employee promotion in 
Egypt. He further explains that, the purpose of 
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brotherhood as a criterion of employees’ promotion 
is to preserve the present management system as 
the employees promoted under such criterion 
become submissive to the existing management. 

Gupta (2011) narrates that, in many organizations 
employees are promoted to non-vacant position. 
That is to say unavailability of vacant post is not 
an obstacle to employees’ promotion. In some 
of the organizations, promotion of non vacant 
post forces managers to create vacant posts in 
order to promote employees so that to avoid the 
frustration. Further Gupta argues that, promotion 
to them is based on the number of years of service. 
For the employee who works to a minimum 
of three years are qualified for promotion.  

Gupta (2011) argued that, promotion can be based 
on single or combined criteria. Also, he said that, 
promotion can also be based on seniority, merit 
or in a combination of both criteria. Moreover, 
Gupta emphasizes that, seniority and merit had 
been frequently used as promotion criteria in 
various organizations. Gupta argue that, with 
the criteria it is simple to operate since it is easy 
to measure the length of service an employee 
acquires. On the other hand, the use of seniority 
and merit in promoting employees avoids 
bias. Further Gupta suggests that, knowledge, 
skills and performance records (merit) of an 
employee are criteria of promotion because it 
identifies talents and workforces’ performance. 

In Tanzania, promotion for all public servants 
is based on the scheme of services and other 
criteria set by public service (URT, 2013). 
Some of the criteria with regards to scheme of 
services are employees’ knowledge, vacant post, 
budget, good performance, good conduct and 
organization structure. Moreover, the scheme of 
services stipulates that, for the first appointment 
employees, promotion might be after three 
years since the completion of probation period. 
However, other promotion criteria such as 
filling OPRAS for the period not less than three 
years consecutively should also be considered. 
In addition the scheme of service demand 
that, for the employees belonging to a certain 
professional, promotion will be based on the 
professional examinations as far as the profession 
is concerned and other professional criteria. 

Haji (2013) found that, the number of employees 
promoted based to scheme of service is limited. 
Further, he established that, employees do not 
know the term scheme of service as the schemes 
of services are not existed. This mean the delay of 
promotion is due to lack of common promotion 
criteria that guide the process. In the Ministry 
of Social Welfare, Youth, Women and Children 
Development Zanzibar, the scheme of service is 
there but is not followed and therefore employees’ 
are promoted using other criteria (Haji2013).  

In additional, Dabale, Jagero & Nyauchi (2014) 
found that, appropriate and relevant skills 
are also significant towards the employees’ 
promotion. They further argue that, necessary 
training to employees should be provided to 
employees so that to equip them with necessary 
skills that will prepare them for promotion.  

Wang and Raymond in Husted and Michailova 
(2010) pronounce that, having relevant knowledge 
impacts positively on employees’ promotion in 
various organizations. Similarly, researcher like 
Sharabi, Arian, & Simonivich (2012) concurs 
with the above findings. Further, they comment 
that, multidisciplinary knowledge to employees 
offers an opportunity to employees’ promotion. 
In addition, Lumley, Coetzee, Tladinyane, & 
Ferreira (2011) declare that, positive relationship 
with supervisor affects employees’ promotion. On 
the other hand, De Waal (2007) concluded that, 
having a good relationship with the supervisor 
is automatically connected with the employees’ 
promotion due to the human nature, and the 
nature of activities performed by the supervisor.  

Petersen, Spilerman, & Dahl (1989) in assessing 
the structure of employment termination among 
the clerical employees in a large bureaucracy found 
that, labour turnover is too low for the organization 
with high promotion opportunities. Moreover 
the researchers found that, labour turnover is 
high to the organizations with low promotion 
opportunities. Researchers also confirm that, 
promotion opportunities have stronger influence 
on the employees’ turnover for career related 
options. This is to say that, organizational 
bureaucracy has an influence on employees’ 
promotions which influence labour turnover in the 
organization with low promotion opportunities.
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Supporta and Farjoun (2003) while studying 
the relationship between actual promotions on 
turnover among professional and managerial - 
administrative occupation group establish that, 
the availability of vacant position had influences 
on employees’ promotion. They also institute that, 
accountants; engineers, lawyers’ and computer 
scientists were promoted to a higher position 
than managers and administrators due to 
availability of the vacant positions in their careers.

From the literature it is acknowledged that, 
employees’ promotion is based on various 
criteria (Gupta, 2011; URT, 2013; Dabale et al, 
2014) although the criteria are not harmonized. 
While authors, researchers and scheme of service 
emphasize on criteria to be used as a base of 
employees’ promotion others neglect such criteria. 
For instance, according to scheme of service 
promotion is based to vacant post. Supporting the 
same Supporta and Farjoun (2003) argued that, 
without vacant position there is no promotion. 
In contrary Gupta argued that, employees can 
be promoted to non vacant position. This makes 
a contradiction as the process lacks consistency 
in criteria and lead to the promotion delay. 
However, the contradictions benefit some of 
the employees to get promotion and finished all 
grade within short time while on the other hand 
hamper promotion of other officials for long time.

metHodologY 
The study on employees’ promotion in Tanzania’s 
public institutions was done in Mbeya City 
Council (MCC) as the area anticipated showing 
varied experience in terms of the study variables. 
A quantitative research design was used in this 
study. One hundred sixty four respondents 
(164) were drawn from 194 study population 
using simple random sampling and purposive 
sampling. The simple random sampling was 
used to select respondents from officers and 
supporting staff. Purposive sampling was used 
to select heads of department and city director. 
Questionnaires were self administered to all 
respondents in various departments. Out of 
the distributed questionnaires, 83.7% were 
returned. The questionnaire was divided into 
three parts. The first part of the questionnaire 
showed respondents profile. The second part of 
the questionnaire showed levels of agreement 

or disagreement related to various employees’ 
promotion criteria used in Tanzania LGAs.  And 
in the third part of the questionnaire, the factors 
affecting employees’ promotion in Tanzania public 
institutions were presented. A three (3) point 
Likert scales ranging from 1 “agree” to 3 “disagree” 
were used in measuring promotion obstacles. 

Data was analyzed using descriptive statistical 
analysis and logistic regression analysis. Descriptive 
results make us understand respondents’ 
attributes and frequencies within respondents’ 
profile, to understand the frequencies of the 
factors affecting employees’ promotion. Logistic 
regression analysis was conducted to determine 
coefficient and odd ratio of the variables used in 
measuring employees promotion criteria using 
binary logistic regression. A dummy variable 
coded ‘1’ for independent variables if increases 
the probability of employee to be promoted and 
‘0’ if otherwise. The following formula was used.

Where; 

Ep= Measure employees’ promotion, α = is a 
constant term; β1, β2 ...,β8are the coefficients 
of X’s measuring the probability of employees 
promotion occurrence, X1 X2 ..., X8 are the 
independent variables and   is the error term. 

fIndIngs of tHe studY 
This study is desired to inspect employees’ 
promotion in public institutions using Mbeya 
city council as a case of study.  During primary 
data collection, 164 of the respondents who had 
filled the questionnaires returned them. Binary 
logistic regression and descriptive statistics were 
used in analyzing the data. The findings were 
presented in tables and afterward were discussed. 

Respondents’ Profile
The Table 4.1 shows the respondents’ particulars. 
From the table it was revealed that, 53.7% of the 
respondents were female, while 46.3% of the 
respondents were male. The results also show 
that, 30.5% of the respondents were between 
20 to 30 years of age, 23.2% of the respondents 
were between 31 to 40 years of age, 27.4% of the 
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respondents were between 41 to 50 years of age 
and 18.9% of the respondents were between 51 to 
60 years of age. Moreover, from the findings, it 
was revealed that, 53% of the respondents were 
officers, majority of them (39.6%) had bachelor 
degree, and who had 3 to 12 and above years since 
their last promotion. Conclusively, the findings 
reveal that, the majority of the study respondents 
were females, who had 21-30 years of age. 

taBle 4.1: resPondent’s ProfIle  
sourCe: fIeld data, (2017). 

demographic Variables freq % 
gender  
Male 76 46.3 
Female 88 53.7 
age group
21-30 Years  50 30.5 
31-40 Years 38 23.2 
41-50 Years 45 27.4 
51-60 Years 31 18.9 
level of education  
Primary 10 6.1 
O-Level 15 9.1 
A-Level 11 6.7 
Diploma 31 18.9 
First Degree 65 39.6 
Masters Degree 32 19.5
Years since last Promotion  
3 Years 63 38.4 
6 Years 20 12.2 
9 Years 33 20.1 
12 & Above 48 29.3 
Present Position
Heads Director/ HoDs 19 11.6
Officers 87 3.0
Supporting staff 58 35.4

Furthermore, results demonstrate that, the 
majority of the study respondents had a bachelor 
degree, to the position of officers and who 
had not been promoted for three years then.

Logistic Regression of the Employees Promotion 
Criteria 
In order to examine the employees promotion 
criteria used in this study, logistic regression 

was performed. The logistic regression was used 
to measure the relationship between dependent 
and the independent variables using model 
coefficients. Also the model was used to measure 
the probability of employees to be promoted 
based on the variations of an independent 
variables using odds ratio. Only variables 
that are statistically significant are discussed.  

Table 4.2 shows the results of the analysis. The 
findings from the table show that, overall predictor 
variables were seniority, good performance, 
good conduct, OPRAS, budget and personal 
qualifications that attain positive sign indicating 
that the variables are among of the employee 
promotion criteria at MCC.  However, good 
conduct and budget are not statistically significant 
and therefore are not going to be discussed. 
Moreover, experience and vacant position score 
negative sign indicating that the variables are 
not among of the promotion criteria used by 
MCC, although the variables are not statistically 
significant. Yet the sampling used in the study was 
tolerable at .771 KMO and significant at p=.000.  

The findings also demonstrate that, seniority had 
odds ratio 2.108043, and p=.000. The findings 
reveal that, senior staff had the opportunity 
to be promoted by 2.108043 times more than 
junior staff. The findings also show that, good 
performance had an odds ratio of .5192454, 
and p=.007. The findings imply that, employees 
with good performance had an opportunity of 
being promoted .5192454 more times than those 
who performed poorly. The findings also reveal 
that, OPRAS had an odds ratio of 2.459114, and 
p=.000. The findings established that, employees 
who had assessed and review their performance 
had an opportunity of being promoted 2.459114 
times more than the one who had not. Moreover, 
the findings reveal that, personal qualifications 
had an odds ratio of 1.745378, and p=.008. 
From the findings it is observed that, employees 
who had personal qualifications other than 
education qualifications had an opportunity 
of being promoted 1.745378 times more than 
other employees who lack the qualifications.

Factors Affecting Employees’ Promotion 
Percentages were used to assess employees’ 
perceptions on the factors affecting employees’ 
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promotion. Table 4.3 below shows the results.  
From the table, the finding reveals that, 39.9% 
of the respondents agreed that, bureaucracy 
reduces chances of employees’ promotion. 
Also 46.3% of the respondents have no opinion 
on the statement that, brotherhood increases 
opportunity for employees’ promotion. 
However, 35.9% of the respondents agreed that, 
good relationship with management increases 
chances of employee promotion opportunities. 

In addition, 42.7% of the respondents agreed that, 
the chances of employees’ promotion are reduced 
by the perception that, promotion will minimizes 
gaps of authorities between subordinate and 
supervisor. 40.9% of the respondents agreed that, 
carelessness during the initial promotion process 
reduces the chances of employees’ promotion. 
And lastly the findings opine that, 40.9% of the 
respondents disagreed that, Human Capital 
Information Management System (HCMIS) 
increases chances of employees’ promotion.

dIsCussIon of tHe fIndIngs  
The study was about the assessment of employees’ 
promotion in terms of criteria and obstacles 
in Tanzania public institutions a case of Mbeya 
city council. The findings reveal that, promotion 
in the area was achieved through the criteria of 
seniority, good performance, OPRAS and personal 
qualifications. The findings therefore declare that, 
lack of any mentioned above promotion criteria 

increases the probability of not being promoted. 

Seniority and Good Performance 
Seniority and good performance appear as criteria 
for employees’ promotion in Tanzania public 
institutions. The finding of the present study 
corresponds with the findings of Ahmad (2006) 
who found that, seniority is among the criteria 
for employees’ promotion. Further Ahmad 
explains that, it is easy for the employees with 
long service to be promoted disregarding to their 
competence. On the other hand, Huwang (2015) 
realizes that, the employees performance have 
a direct relationship with motivation variables 
including employees’ promotion. In contrast, 
in their study Kulkarni et al., (2009) assert that, 
employee performance has little contribution 
to employees’ promotion. According to URT 
(2013), the public service office in Tanzania has 
used the term “merit” to refer good performance. 
Further, the public service office explains that, the 
term merit has been approved as a criterion for 
employees’ promotion. Therefore, the necessity 
of seniority and good performance to be used as 
the promotion criteria in the public institutions 
are waived as the studies above demonstrates 
that, in some of the circumstance the criteria 
can be used and in other circumstance can be 
neglected. Probably, the claims of the delay 
of promotion are caused by such factors. 

taBle 4.2: logIstIC regressIon of tHe emPloYee PromotIon CrIterIa  
sourCe: fIeld data, (2017). 

Promotion Criteria Coefficient odds ratio P>|z| 
Seniority .7457599 2.108043 0.000 
Experience -.185972 .8302968 0.286 
Good Performance .6553788 .5192454 0.007 
Good Conduct .0212819 1.02151 0.923 
Vacant Position -.5571006 .5728676 0.218 
OPRAS .8998013 2.459114 0.000 
Budget .6762628 .5085139 0.102 
Personal Qualifications .5569713 1.745378 0.008 
Kaiser-Meyer-Olkin Measure of Sampling Adequacy.                                          .771         
Bartlett’s Test of Sphericity           Approx. Chi-Square                                               354.371  

df         36 
Sig .000 
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OPRAS and Personal Qualifications 
From the findings of this study, OPRAS and 
personal qualifications are the other promotion 
criteria in the public institutions. According 
to the URT (2013), for a public servant to 
be promoted, there is a need of filling the 
OPRAS form for consecutive three years. 
This is a compulsory and key criterion if that 
employee had to be promoted. But in actual 
sense employees does not believe on OPRAS as 
promotion criteria as Mpululu (2014) explains 
that, OPRAS in Tanzania public institutions is 
just a formality, while Mwakibete (2015) asserts 
that, OPRAS is not effective in the performance 
management of the Tanzania public institutions.   

It was also noted that, personal qualification 
is another employees promotion criteria in 
Tanzania public institutions. Wielsma (1996) 
concurs with the present study findings as 
he found that, personal qualifications other 
than education qualification increasing the 
probability of employee promotion. In additional 
personal qualifications to employees of similar 
cadres add a higher probability of employee 
promotion than employees who diverge to 

other professions. Although, human resource 
management perspectives declare that, additional 
multidisciplinary knowledge and skills add 
value to the employees for promotion. Human 
resource officers had to alert employees on the 
kind of qualifications lead to career progression 
including promotion before they go to colleges.

Bureaucracy  
Moreover the study findings reveal that, 
bureaucracy is an obstacle to employee 
promotion at MCC, with score of 2.03. Similarly, 
Petersen et al. (1989) found that, the bureaucracy 
had an impact on employees’ promotion as 
the organization with a high bureaucracy had 
low promotion tendency. The similar situation 
reveals in most of public institutions in Tanzania. 
The majority of employees lamenting are not 
promoted, although, they fail to justify the delay 
is due to bureaucracy. For instance, in order 
for human resources office grade three to be 
promoted to grade two, the process requires a 
number of criteria. To mention among others, 
the minimum number of years an employee serve 
in the present position, education qualifications, 
professional qualification for instance, the human 

taBle 4.3 faCtors affeCtIng emPloYees’ PromotIon In tanzanIa PuBlIC InstItutIons

VarIaBles resPonses

agree neutral disagree total 
res mean std

Bureaucracy reduces chance of employee 
promotion

65 
(39.9%)

47 
(28.7%)

52 
(31.7%)

164 
(100%) 2.03 .779

Brotherhood increases opportunity in 
employee promotion

53 
(32.3%)

76 
(46.3%)

35 
(21.3%)

164 
(100%) 1.89 .726

Good relationship with management 
increases chances of  employee 
promotion

65 
(35.9%)

57 
(34.8%)

42 
(25.6%)

164 
(100%) 1.86 .798

The perception that promotion 
minimize gaps between  subordinate and 
supervisor reduces chances of employee 
promotion

70 
(42.7%)

55 
(33.5%)

39 
(23.8%)

164 
(100%) 1.81 .795

Carelessness during the initial 
promotion process reduces the chances 
of  employee promotion 

67 
(40.9%)

43 
(26.2%)

54 
(32.9%)

164 
(100%) 1.92 .858

Human Capital Information 
Management System (HCMIS) increases 
chances of employee promotion

67 
(40.9%)

49 
(29.9%)

48 
(29.3%)

164 
(100%) 1.99 .829

Sources: Field Data, (2017).
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resource professional certificate, OPRAS and the 
like. Missing any of the criteria was associated 
with the disqualification from the process.  

Brotherhood
Brotherhood is ranked neutral among the 
obstacles of employees’ promotion at MCC, with 
score of 1.89. The finding reveals that, employees 
in MCC had no opinion over brotherhood as an 
obstacle to the employees’ promotion. Moreover, 
Sherif (2014) found that, the brotherhood had an 
influence on employees’ promotion. Haji (2013) 
found that, the management of the ministry 
of social welfare, youth, women and children 
development in Zanzibar offers promotion on 
bias bases. Therefore, besides the present study 
is silent over the issue. There is a need to put a 
second eye on the aspect so that to have a complete 
picture, because in another study the aspect shows 
that, it has influence on employee promotion. 

Good Relationship with Managers 
The results reveal that, employees with a good 
relationship with their managers had a greater 
chance of being promoted in MCC with mean 
score of 1.86. Shapiro et al., (2007) concurs 
with the present study findings. He further 
explains that, managers sometimes consider 
specific employees for promotion based on 
their own interest. Especially, they consider 
employees who are close and obedient to them, 
than promoting anybody.  In defending the 
argument Waal (2007) said that, the situation is 
because of the nature of supervisors perform.  

The Perception that Promotion Minimizes Gap 
between Subordinate and Supervisors
A perception that promotion minimizes gap 
between subordinate and supervisors is also 
mentioned as a promotion obstacle with mean 
score of 1.81. The argument is that, promotion 
to juniors is associated with the increasing of 
authority and power. Therefore, promotion 
of junior staff reduces power difference 
between senior and junior staff. Instead, 
senior staff delays the promotion process to 
assure their existence within their positions.  

Carelessness during the Initial Promotion 
Process 
Another obstacle mentioned is carelessness 

during the initial promotion process, especially 
in compiling the names of the employees 
proposed for promotion. The result reveals 
that, the variable have mean score of 1.92. This 
shows that, employees’ promotion process is a 
rushed decision process at Mbeya city council 
Therefore, heads of departments always misplace 
proposed list of candidates for promotion. The 
tendency delays employees’ promotion for years. 

The Human Capital Information Management 
System 
The human capital information management 
system (HCIMS) is also mentioned among the 
obstacles that delays promotion process with 
mean score of 1.99. Normally, administrative 
officers who are the system operators, delays the 
approval of promoting employees while most of 
the time the system is down. The human capital 
information system is used for the approval 
of staff promotions in public institutions in 
Tanzania. Therefore, the delay of the system 
in approving the staff promotion is noted by 
employees as the obstacle to their promotions.

ConClusIon, reCommendatIons 
and areas for furtHer researCH 
In general, the study concludes that, seniority, 
good performance, open performance review 
and appraisal system and personal qualifications 
other than educational qualifications are the 
criteria of employees’ promotion in Tanzania 
public institutions. On the other hand, 
bureaucracy, good relationship with management, 
carelessness on initial promotion process, and 
the perception that promotion reduces the 
gap between subordinate and supervisors, and 
human capital information management system 
were mentioned as the obstacles to employees’ 
promotion in public institutions in Tanzania. The 
study emphasizes on the need of cross-checked 
of seniority, good performance and OPRAS as 
the criteria are susceptible to be the obstacles to 
the employees’ promotion as noted by Ahmad 
(2006), Mpululu (2014) and Huwang (2015).

Several policy implications can be drawn for 
effective management of promotion delays. 
From the study findings it is recommended that, 
the commitment of heads of departments and 
human resources officer in the promotion process 
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is suggested in order to reduce complaints from 
the employees on the process of compiling 
names for and approval of promotion from the 
human capital information management system. 
Moreover, the employment authorities such as 
district directors, permanent secretaries as well 
as responsible commission had to review their 
schemes of service and promotion criteria to 
reduce the aforesaid promotion bureaucracy. 
Further, the study suggests the use of OPRAS 
as a criterion of employees’ promotion is to be 
used to the level of management from heads of 
department, district directors and above levels of 
authorities than to lower carders employees as in 
lower cadres is difficult to review and measure their 
performance due to frequency of changing roles.

Other studies should be done to determine 
the commitment of heads of departments and 
human resource officers on the promotion 
process. The studies on the importance of 
OPRAS as criteria for promotion to junior 
staff are encouraged. Also similar study using 
different Tanzanian public institutions are 
suggested in order to generalize the findings. 
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aBstraCt
The main purpose of this study was to investigate 
strategies to improve the representation of black 
females in senior levels within the Banking 
Industry. In this study the current challenges 
facing black women in their career advancement 
within the Banking Industry are examined 
and strategies to overcome these challenges 
and improve this representation are provided. 

The purpose of this paper is therefore to inform 
industry about the strategies for black women 
career advancement. The empirical study took 
the form of a qualitative analysis using semi-
structured interviews as the data collection tool. 
The sample was drawn using non-purposive 
convenience sampling from the population, 
which comprised of seven black women employed 
in the banking sector in the Port Elizabeth area.

The key findings of the study revealed that black 
women were perceived to be at the bottom of the 
corporate ladder, and that black women were 
perceived to display behaviours that inhibited 
their progress to senior positions. The study 
further found that black women struggled to 
advance to senior positions due to the many 
different challenges that they encountered. 

Keywords: black women; glass ceiling; banking 
industry; representation; employment equity; 
career advancement 

IntroduCtIon
Women comprise 45.8 per cent of the South 
African workforce (Business Women’s 

Association (BWA), 2015:16). Historically 
women were employed within support functions. 
However, this has changed over time with more 
women entering into professions and taking up 
leadership positions (reference). Research shows 
that as much as women have made strides in 
securing management positions, they continue 
to be under-represented most industries in South 
Africa and globally in critical senior decision-
making positions (Ryan & Haslam, 2007; 
PWC, 2013:1; Sabharwal, 2013; Ryan, Haslam, 
Morgenroth, Rink, Stoker & Peters, 2015; Glass 
& Cook, 2016). The South African Financial 
Services Industry (FSI), which includes the 
banking sector, contributed 21.5 per cent to the 
gross domestic product of South Africa in 2013 
(SA Reserve Bank Quarterly Bulletin, 2013). 
The banking sector employs approximately 161 
000 people, of which s61 percent of employees 
are women, with the majority occupying junior 
to middle management positions (BankSeta, 
2013:7).  These statistics signify the magnitude 
of this industry and how crucial it is that the 
industry is seen to be at forefront in promoting 
equality, both in terms of gender and race.  

Having women hold top management 
positions is seen to hold benefits for the 
organisation.  García-Meca, García-Sánchez, & 
Martínez-Ferrero (2015) state that the unique 
characteristics of women directors create 
additional value and improve governance at the 
board level which results in greater profitability.

The purpose of this study is to inform industry 
about strategies for black women career 
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advancement. The above-mentioned gives 
rise to the following research objectives:

•	 To investigate the current representation of 
black women

•	 To identify barriers to the career advancement 
of black women

•	 To explore career advancement strategies for 
black women

•	 The following section will provide a theoretical 
grounding for the paper which will lead into 
the empirical study.

tHeoretICal oVerVIeW
Women have traditionally carried the 
responsibility of homemaker.  Despite greater 
numbers of women entering the workforce 
over time, for many women this responsibility 
continues (Barnett & Hyde, 2001). This may place 
women under immense pressure to succeed in 
all of the roles associated with running a home 
and embracing a career (Barnett & Hyde, 2001). 
Industry and society may not fully embrace the 
multiple roles and associated conflict of women 
in regard to completing a full work day, in some 
instances being required to attend networking 
functions after hours, whilst ensuring that 
the home runs smoothly (Akpinar-Sposito, 
2013).  Black South African women may face 
particular challenges if imbued with cultural 
norms and expectations regarding the care 
of a husband and children (Steady, 2007).  
Many workplace activities are structured in 
manner, which does not take into account the 
challenges faced by women in balancing home 
and work life.  This in turn creates the barriers 
that women may need to overcome in order to 
progress in their careers (Akpinar-Sposito, 2013). 

rePresentatIon of BlaCK Women
The South African government has implemented 
legislation to ensure greater equality in the 
workplace. The Employment Equity Act 55 of 
1998 specifies the designated groups as including 
black people, women and people with disabilities. 
Historically black women may thus be regarded 
as having experienced a double form of 
discrimination, on the grounds of being black as 
well as being women.  Netshitenzhe (2015) goes 
further in arguing that a black woman has been 

subjected to “triple oppression” in terms of class, 
race and due to a patriarchal African culture. The 
black women who obtained a formal qualification 
mainly did so in teaching and nursing, thus 
limiting the number of black women that pursued 
a commerce qualification (Lues, 2001:106). 
White men, on the other hand, have had greater 
access to opportunities and resources whereas 
black people, more particularly black women, 
were employed in subordinate positions with no 
authority and limited opportunities (Erasmus, 
Swanepoel, Schenk, Van der Westhuizen & Wessels 
2005:171–173). African women, which includes 
black, coloured and Indian women, started 
occupying managerial positions in the 1980’s, thus 
heralding their entrance into and participation 
in corporate decision-making (Lues, 2001:102).

The inclusion and empowerment of women in 
economic activities is deemed as a necessity 
to ensure sustainable economic development 
(Department  of Women, 2015). Even though 
legislation such as the Employment Equity 
Act and the Black Economic Empowerment 
Act have been implemented with the intention 
of eliminating unfair employment practices, 
it is crucial to empower women with the 
ability to independently make decisions in all 
aspects of their lives (Mmbengwa, 2014:6436). 
Women can only fully participate in economic 
growth if they are empowered to do so.

The number of black women holding executive 
and director positions as per the 2013 Financial 
Sector Charter Review has reduced from that 
of 2008. South Africa has made great strides in 
improving the representation of black women 
in the workplace but more needs to be done 
towards supporting the career advancement 
of Black women into senior management, 
executive and director positions (Financial 
Sector Charter Council (FSC), 2013:7). Over this 
period the career advancement of black women 
into junior and middle management positions 
was more evident than that of progress to the 
level of director and executive (FSC, 2013:6).

Kurtulus and Tomaskovic-devey (2012) state that 
where there is a greater percentage of women at 
lower levels there is a greater likelihood for these 
women to be promoted. The Black Management 
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Forum 2015 Barometer Report provides 
quantitative evidence of the poor progress 
of black females into senior positions (BMF 
Transformation Barometer, 2015:38). As much 
as this research was focused on industries such 
as agriculture, manufacture and mining, it also 
included the financial services sector where the 
measurement was based on Employment Equity 
Act targets. Wessels (2008) states that progress 
in transformation is measured through assessing 
representativeness. Kahn and Louw (2011) 
further state that assessing representativeness will 
determine the extent to which organisations have 
transformed, and not only gender equity and 
equality. The BWA (2015) census revealed a higher 
percentage of white women in executive positions 
with black women more prevalent in director 
positions.  This raises the question as to whether 
black women are used as window-dressing in 
order to be “seen as progress” as there is greater 
decision-making power vested in executive 
positions. Vermeulen and Coetzee (2006) raise 
the concern of employment equity appointments 
that are made solely to achieve employment equity 
targets as this stigmatizes the beneficiaries if they 
do not hold the necessary skills. Oosthuizen 
and Naidoo (2010) states that Employment 
Equity may be perceived to be associated 
with incompetence which contributes to the 
stigmatization of Employment Equity candidates.

The increased number of black women in 
lower management positions can serve as 
encouragement that the Financial Services 
Sector is building the foundation to improve 
the representation of black women in senior 
and executive management positions. The 2014 
BEE Reports for Absa, First National Bank, 
Nedbank and Standard bank respectively show 
that black women at top management positions 
was below 16 per cent. It further indicated a 
higher representation of black women in junior 
management positions with an increasing 
reduction in middle, senior and top management 
positions. The higher numbers of black women 
in junior management positions is indicative of 
the banking industries active role in recruiting 
black women through graduate recruitment 
programmes. These programmes provide 
graduates with the opportunity to enter the world 
of work at a junior management level where they are 

provided with the necessary skills and experience. 

tHe glass CeIlIng tHeorY
The glass ceiling theory refers to a phenomenon 
where invisible discriminatory barriers are 
perceived that prevent women and people of colour 
from reaching top positions even though they 
believe that these positions are within their reach 
(Jackson & O’Callaghan, 2009:460).  The Catalyst 
(2011) states that the under-representation of 
women in senior positions is due to the glass ceiling 
effect and that discrimination and prejudice have 
been identified as the main causes for this under-
representation. The term “glass ceiling” was 
coined in 1986 by female journalists Hymowitz 
and Schellhardt in the Wall Street Journal (Smith, 
Crittenden, & Caputi, 2012:1). The glass ceiling 
theory applies in situations where women and 
minorities are discriminated against even when 
they have similar credentials to those of their 
counterparts (Mathur-Helm, 2006:312). Research 
Focus (2009) identified certain themes emerging 
when studying the “glass ceiling” phenomenon.  
These included corporate cultures that are male 
dominated; masculine leadership; limited access 
to role-models, coaches and networks; undesirable 
female traits; shortage of the pre-requisite skills 
and education; consequences of affirmative action; 
style compliance patterns; long and inflexible 
working hours; gender pay-gap; and lack of 
domestic support. Even though this study focused 
on the representation of black women at senior 
management levels, all women including white 
women, may face similar challenges within the 
financial service sector, which is predominantly 
white male dominated (Research Focus, 2009:71).  
Evidence of this phenomenon appears in the low 
numbers of women holding senior management 
positions across different industries on an 
international scale. In the United Kingdom only 
11 per cent of women reach senior positions 
in the Banking Industry (Hurn, 2013:197)  

BarrIers to Women’s Career 
adVanCement
Barriers inhibiting the progression of women and 
people of colour into senior leadership positions 
may be categorized into three groups: societal 
barriers, barriers caused due to organisational 
structures, and government barriers (Johns 
2013:2; Jackson & O’Callaghan, 2009:463). The 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

377

A DECADE OF EXCELLENCE

societal barriers include the availability of the 
necessary skills, competence and education levels 
required for senior leadership positions and 
whether women and people of colour are perceived 
to meet these requirements. Societal barriers 
are linked to deficiency theory where women 
are perceived to be lacking the characteristics 
required for leadership positions (Jackson & 
O’Callaghan, 2009:463).  Wolfe (2008) states that 
in order for women to occupy leadership positions 
they must have the “right stuff ”. The “right stuff ” 
refers to the relevant skills, competencies and 
characteristics that are required from a leader.

The most common barriers identified as slowing 
down the career progression of women include 
the stereotype that leadership is meant for 
men: low qualification levels of women; family 
responsibilities; women’s own fears of whether 
they can lead successfully; a lack of skills such 
as networking skills; and time constraints 
experienced by women (Eagly & Carli,2007; 
Jackson & O’Callaghan, 2009:463; Sanchez-Hucles 
& Davis, 2010:172; Ekren, 2014:3). Women in the 
United Kingdom and the United Stated identified 
one the greatest barriers to be that of a society 
which believes that women are not meant for senior 
management positions (Adkins 2006). In the 
South African context women are grappling with 
the perception that their appointment to senior 
management positions is merely for affirmative 
action and employment equity purposes 
(Oosthuizen & Naidoo, 2010:1). This further 
exacerbates the perception that South African 
women are not competent and suitably qualified 
for leadership (Oosthuizen & Naidoo, 2010:1).

Values of society and cultural perceptions 
discourages women to pursue leadership positions 
due to the fear of failure and the perception that as 
a women and even more so, a black women will be 
required to work twice as hard as their counterparts 
(Chiloane-Tsoka, 2010:2979; Wyche, 2008:135).

Career adVanCement strategIes 
Smailes (2009) differentiates between personal 
and organisational strategies in order to equip 
females for managerial positions. Strategies 
personally employed by women include 
obtaining a suitable qualification, setting a 
personal career development plan, networking, 

mentorship, achieving work-life balance, and 
understanding the organisational culture. 
Organisational strategies include coaching, 
mentoring, diversity programmes, leadership 
development programmes, flexible working 
hours and an organisational culture that supports 
the advancement of women (Smailes, 2009:93).

The Banking Sector utilizes a combination of 
strategies to attract, develop and retain talent. These 
strategies include graduate programmes, coaching 
and mentoring, provision of bursaries, learnership 
programmes and leadership development 
programmes. The target audience for these 
programmes is all bank employees with a greater 
on boarding for black people and black women.

researCH metHodologY
The research design is descriptive as it describes 
the representation of black women with the aim 
of identifying possible strategies to overcome the 
current challenge. Furthermore, semi-structured 
interviews were used as the data collection tool. 
Ethical considerations were ensured by obtaining 
written consent from the participants prior to 
conducting the interviews. The participants 
were advised of the purpose of the study and 
confidentiality was ensured through anonymity 
and the use of numbers to identify interviewees. 

The sample of this study consisted of seven black 
females who were employed within different 
roles and at different levels at Absa, First National 
Bank, and Nedbank. This sample was selected 
based on the geographic location and the ability of 
the respondents to provide relevant and detailed 
descriptions. The study utilised a qualitative 
approach as an in depth understanding of the 
reasons related to the under representation 
of black women in senior positions could be 
analysed. As stated a semi structured interview 
was used as the main data collection tool. (Refer 
to Annexure A: Interview questions). Thematic 
analysis was used to analyse the data and the 
process entailed familiarising oneself with the 
data which included building up profiles of the 
respondents and anonymising the data; generating 
codes; searching for themes; identifying themes 
and sub themes; reviewing the themes; naming 
and defining themes; and reporting on the data.
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results & dIsCussIon
In order to contextualise the theme, detailed 
explanations will be provided through the 
use of sub-themes. The provision of verbatim 
quotes will further serve as context into sub-
themes. Furthermore, a detailed biographical 
profile of the respondents is provided below:

As noted in Table 1, participants are diverse 
in age, experience and occupation. The 
following section focusses on the identified 
themes and the analysis of responses. 

THEME 1: BLACK WOMEN ARE AT THE 
BOTTOM
“The bottom” in this instance refers to women 
holding junior level management positions in 
the sector. The reasons provided by participants 
as to why black women are at the bottom is pre-
dominantly due to the limited representation 
of black women in management and senior 
positions (“banks are not serious enough to 
develop black women...”; “…we are at the bottom 
where there is no money…”), male domination 
within the industry (“its male dominated” “…
in my team there are only 2 women…”; “more 
males in managerial roles…” and limited growth 
and development opportunities (“…there is 
no plan that is being implemented…”). Based 
on the above, subtle evidence shows that there 
are barriers that currently exist which causes 
a glass ceiling to persist for black women in 
the banking industry (Jackson & O’Callaghan, 
2009:460).  In addition, the domination 
of men in the banking industry causes the 
slow progression of black women to senior 
positions (Johnson & Mathur-Helm, 2011:51). 

THEME 2: CAREER INHIBITING 
BEHAVIOURS
Career inhibiting behaviours within the 
context of this study is the way in which black 
women conduct themselves which inhibits 
them from reaching senior positions as these 
actions do not reflect leadership characteristics. 
These behaviours result partly from feelings 
of inadequacy (“…I am not ready for the 
challenge…” and from the fears experienced by 
women (“I don’t want to set myself up for failure” 
“sometimes it’s the fear of the unknown…”). These 
feelings of inadequacy are impacted by subthemes 
of readiness and confidence. Having little or no 
confidence in abilities often prevents women 
from reaching their full potential and progressing 
to senior level management (Johns, 2013:6). 

THEME 3: CHALLENGES FACED BY BLACK 
WOMEN
Challenges faced by black women refer to issues 
and barriers that contribute to their slow career 
progression. These challenges include work-life 
balance (“work life balance is nonsense.  You 
take work home…we have laptops and 3G...I 
work from home”), family responsibilities (“…
we have got so much other responsibilities…
child bearing…extended family…”, black culture 
(“…women are fearful to let me cut slack…we 
have got black tax as black women…keep a silent 
ear…send a pseudo makoti…”) and the fact that 
there are limited black women to serve as role 
models (“as black women we don’t have a point 
of reference…”). Women are often torn between 
their careers and their role as mothers and 
wives; additionally some delay child bearing in 
order to pursue their career goals and ambitions 

taBle 1: BIograPHICal ProfIle

respondent age experience in years occupation Qualification

Participant 1 28 5 Banker B. Degree
Participant 2 33 10 Consultant B. Degree

Participant 3 54 10 Division 
Manager B. Degree

Participant 4 43 18 Consultant Diploma
Participant 5 41 10 Banker Certified Financial Analyst
Participant 6 41 20 Area Manager MBA in progress

Participant 7 45 18 Managing 
Executive LLB
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(Wilson, 2014:363). Furthermore, it is evident 
that women believe that they need to be seen at 
the office as it shows their level of commitment 
(Odgen, McTavish & McKean, 2006:47). 

THEME 4: SUGGESTIONS TO IMPROVE 
BLACK WOMEN REPRESENTATION
Strategies are the actions that Banks and 
women can take in order to escalate the growth 
and development of women towards senior 
leadership. These strategies include coaching and 
mentoring (“…we talk about mentoring…but not 
actually seeing the results…”), networking (“…
need to be strategic…”), personal development 
(“...how do I make myself more marketable…”), 
navigating career progress to senior leadership 
(“…don’t just aim for the top… Go across 
the jungle gym…”), negotiate organisational 
benefits for women (“...how do we give them 
sufficient benefits…”), clear career paths (“...
no proper direction...”) and personal strategies 
that woman implement. Wilson (2014:85) 
stresses the importance of having black women 
coached and mentored by other black women, 
as they are able to identify with and understand 
the cultural challenges faced by the mentee. 

The key thematic areas that emerged from the 
data analysis show that all participants’ viewed a 
lack of representation of black females in senior 
levels within the banking industry. Respondents 
attributed this it to black women that are mostly 
found in lower level positions. They further 
stated that the exposure of black women is one 
dimensional in that which does not provide 
them with overall exposure in different areas of 
the bank. Women are considered to be specialist 
which prevents them from acquiring the skill 
and ability to have a holistic view which is a 
pre-requisite for senior leadership. The male 
dominated nature of the sector was further seen to 
contribute to the limited number of black women 
as males were perceived to prefer to further 
employ and promote other men. It was also 
stated that low levels of representation could be 
attributed to women not believing that they hold 
the necessary abilities to effectively lead.  These 
abilities include self-confidence, fear of failure 
and other challenges faced by black women.

The strategies provided for improvement suggest 

a collaborative solution that incorporates 
black women, government and the banking 
industry. The Banking sector needs to show and 
emphasise their intention to grow the numbers 
of black women through generic growth and 
development of black women that are already in 
the sector and through further attracting talented 
young black women. The organisation needs to 
ensure a clear career path, which will provide 
black women with the assurance that there 
are opportunities to grow to the highest level.

ConClusIon
The main objective of the study was to investigate 
strategies to improve the representation of black 
women in senior levels.  The study thus necessitated 
and examination of the factors that impede the 
advancement of black women to senior positions. 
The research findings confirmed the literature 
reviewed and the empirical evidence highlighted 
that most of the perceived strategies were 
already implemented at Banks.  From the study, 
it appeared that there is a gap in aligning these 
existing strategies to the needs of black women and 
ensuring the effective implementation thereof. 

It can be assumed that the learning areas found in 
this research study is that black women to a great 
extent cause their own limitations even though 
the banking sector has also greatly contributed 
to this phenomenon. The contribution of the 
sector is not sufficiently driving the growth and 
development of black women to the greatest 
extend as the sector has all the necessary 
resources, capacity and programs in place to do 
so. The South African history and African culture 
has also played a role in the current under-
representation of black women. Even though 
Employment Equity regulations has been put in 
place with Affirmative Action this does not provide 
sufficient numbers of black women moving 
through the pipeline towards senior leadership. 
The sector needs to view the development of black 
women in relation to the benefits and advantages 
that comes with greater diversity and equality. 

A limitation of this study was that only 3 of 
the participants were currently in leadership 
or senior positions. If there were more females 
occupying these roles greater insight could 
have been achieved. In terms of future research, 
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similar studies could be conducted in other 
regions as well as across different racial groups 
to identify if there are similarities or differences 
with regard to the above-mentioned challenges 
faced by black women in the banking industry.  
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anneXure a: InterVIeW QuestIons 
•	 How long have you been in the industry?
•	 Have you always been in a Private Bank?
•	 Are you enjoying PB?
•	 And the challenges that you faced, do you 

think you faced challenges that were different 
to your male counterparts or was it the same 
for everyone?

•	 In your environment and your career 
development?
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aBstraCt 
The South African radio industry is highly 
competitive as 296 radio stations compete for 
the attention of approximately 33.2 million 
radio listeners. Consequently, it is important 
for radio broadcasters to attain the desired level 
of customer satisfaction, so as to survive in this 
competitive environment, increase market share 
and profits. The aim of this study is to determine 
the relationship between positive emotion, 
satisfaction and loyalty of radio listeners. Non-
probability convenience sampling was used in 
this descriptive study in the form of an intercept 
survey and self-administrated questionnaires. 
A total of 250 usable questionnaires were 
collected for analysis. Results indicate that 
there is a significant and positive relationship 
between the positive emotions, satisfaction and 
loyalty of South African radio listeners toward 
their favourite radio station. Radio stations 
need to engage with its listeners on an emotion 
level in order to keep them satisfied and loyal. 

Keywords: Positive emotions, satisfaction, loy-
alty, Customer engagement

IntroduCtIon
The South African radio industry has faced 
a number of marketing challenges in the 
past few decades as customers have become 
increasingly difficult to satisfy. Similarly, the 
South African radio industry is considered 
as highly competitive, with 296 radio stations 
competing for the attention of approximately 33.2 

million radio listeners. Competition is further 
intensified as the radio industry also competes 
with other broadcasting and media platforms 
including television, print media, social media, 
the Internet and other content storage devices 
(Chan, 2017:2; NAB, 2014:4; RAMS, 2016:24; 
Weeds, 2016:1621). This means that it is 
necessary for radio broadcasters to differentiate 
themselves in order to attain a competitive 
advantage as well as to improve the effectiveness 
and efficiency of their marketing strategies.

Consequently, it is important for radio 
broadcasters to attain the desired level of 
customer satisfaction, so as to survive in this 
competitive environment and to increase market 
share and profits. Satisfied customers frequently 
lead to higher levels of customer loyalty that 
ensure long-term survival and growth (Lamb et 
al., 2015:9). Customer engagement is regarded as 
the key to establishing and creating a competitive 
edge as it is a valuable forecaster of future business 
success (Brodie et al., 2013:105). This concept 
comprises of three dimensions, including an 
emotional dimension, a cognitive dimension and 
a behavioural dimension. Aurier and Guintcheva 
(2014:909) propound that emotions contribute 
greatly to customers’ assessments of satisfaction. 
In support of this notion, a study conducted by 
Hume & Mort (2010:172) provides evidence of a 
significant direct relationship between customer 
emotion and customer satisfaction. Therefore, 
this study will focus on the emotional dimension 
of customer engagement as it is therefore evident 

tHe relatIonsHIPs BetWeen PosItIVe emotIons, 
satIsfaCtIon and loYaltY of radIo lIsteners 
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that emotions play an integral part in influencing 
customer satisfaction. Radio broadcasters in 
South Africa can benefit from developing positive 
emotions for their customers, as these customers 
are highly likely to spread positive word of mouth, 
and are less likely to switch (Prayag et al., 2013:124).

The aim of this study is to determine the 
relationship between emotion, satisfaction and 
loyalty of radio listeners in the North West province.

lIterature reVIeW
This section commences with the explanation 
of the current situation of the South African 
radio industry, a short discussion of customer 
engagement, followed by the description of 
positive customer emotions. Thereafter, the 
concept of consumer behaviour, customer 
satisfaction and loyalty is explained.

The South African Radio Industry
In the last few years, the South African radio 
industry has experienced dramatic changes and 
increasing competition. Expanding portfolios 
of radio channels, the entrance of international 
competitors, progressively more diverse customer 
requirements, the application of modern 
information technologies and the use of popular 
social media platforms are just some of the 
examples of the changes and challenges that the 
radio industry in South Africa has been faced with. 

The South African Broadcasting Commission’s 
(SABC) portfolio of radio stations dominates 
the top 10 list of preferred national radio stations 
in South Africa (BusinessTech, 2016). The vast 
number of available radio stations and online 
radio stations in South Africa creates a highly 
competitive environment, as each of the 296 
radio stations competes for the attention of 33.2 
million listeners. In addition to the array of local 
radio stations, radio broadcasters in South Africa 
are confronted with increased competition with 
the entrance of major international players, like 
Apple and Google (Cookson, 2013). Similarly, 
the competitiveness is intensified as radio stations 
from all three tiers (public service, commercial 
and community radio) are all competing for 
the attention of the listener (Kganyago, 2012). 
Not only does competition exist between the 
various radio stations, but the radio industry as a 

whole, too, competes with other media platforms 
such as television, print media, social media, 
the Internet, and other content storage devices. 
However, despite the intense competition, the 
radio remains the world’s most prevalent form of 
media in terms of audience with listener figures 
at their highest levels in decades (Möhl, 2012).

In order to remain competitive in such a 
highly saturated and competitive industry, it 
is important for radio broadcasters in South 
Africa to devise effective and efficient marketing 
strategies. These marketing strategies should 
identify and promote the various competitive 
advantages. According to Babin and Harris 
(2014:31) in order to develop and implement 
an effective marketing strategy, a complete 
understanding of the way consumers behave and 
make purchase decisions is of vital importance. 

As mentioned in section 1, radio broadcasters 
can aim to create customer engagement in 
order to survive in this competitive industry. It 
is therefore important to understand customer 
engagement as it is a valuable forecaster 
for future success (Brodie et al., 2013:105).

Customer engagement
In marketing literature, customer engagement 
emerged as a topic of interest since 2006 (Brodie 
et al., 2011:255). However, the literature on 
customer engagement is still fairly limited and 
customer engagement in the service industries has 
not yet been satisfactorily researched (Javornic 
& Mandelli, 2012:301; Sashi, 2012:257). This is 
especially true in the South African radio industry. 
Current definitions of customer engagement 
recognise the presence of three distinct 
dimensions underlying the customer engagement 
concept, namely a cognitive, emotional as well as 
a behavioural dimension (Brodie et al., 2011:260; 
Brodie et al., 2013:107). Consequently, customer 
engagement can be seen as a multi-dimensional 
construct. However, the relation that the three 
dimensions of customer engagement have to the 
tri-component model of attitudes is undeniable. 
Conversely, Van Doorn et al. (2010:254) explain 
that customer engagement goes beyond attitude 
and emphasise the fact that customer engagement 
is the customer’s behavioural expression and is 
therefore not comparable to attitude, even though 
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they share the same underlying dimensions.

Even though customer engagement comprises of 
three dimensions, this study will aim to focus on 
the emotional dimension, and how this dimension 
influences satisfaction and loyalty. The next 
section provides a discussion on positive emotion.

Positive Emotion
The emotional dimension of customer 
engagement refers to the customer’s feelings 
towards an object, such as a service business’ 
offerings (Joubert, 2013:82; Solomon, 2011:283). 
This dimension includes the customer’s feelings 
of gratification, empathy, trust, feeling safe, 
and a sense of belonging towards the service 
business (Brodie et al., 2013:110). Consequently, 
it is important to understand that the customer’s 
emotions can be either positive or negative 
(Brodie et al., 2013:110). Positive emotions 
include feelings such as satisfaction, compassion 
and trust, whereas negative emotions include 
feelings of dissatisfaction, suspicion, anger, 
frustration and unconcern. Positive and negative 
emotions associated with the service encounter 
play an important role in defining customer 
satisfaction and predicting future behavioural 
intention and customer loyalty. According to 
Martin et al. (2008:224), customers’ emotional 
bonding with a service provider is more strongly 
associated with their future purchase intentions 
than the more cognitive component of the 
satisfaction construct. Therefore, it is important 
to explore the role of emotions in the satisfaction-
behavioural intention relationship before 
conclusions can be reached as to whether the 
impact of satisfaction on behavioural intentions 
is significant or not. The construct of emotion 
is, therefore, a better predictor of customer 
loyalty than traditional cognitive measures. 

Radio broadcasters in South Africa should 
focus on developing the aspects of their 
offerings that stimulate positive emotions, 
as customers are highly likely to say positive 
things about the business and be less likely to 
switch to competitors (Prayag et al., 2013:124). 
Understanding how emotions affect decision-
making can help radio broadcasters in South 
Africa understand the multiple, and sometimes 
conflicting, effects that emotion can have on 

decision-making and customer satisfaction 
(So et al., 2015:365). The following section will 
provide a discussion on consumer behaviour.

Consumer behaviour
Consumer behaviour is defined as the behaviour 
that customers display when searching for, 
purchasing, using, evaluating and disposing of 
goods and services that they expect will satisfy 
their respective needs or desires (Schiffman & 
Kanuk, 2014:4). Lantos (2015:ix) propounds 
that consumer behaviour entails customers’ 
thought processes and actions when making 
buying decisions. It is essential for marketers to 
understand how buying decisions are made, and 
also to identify and understand the various factors 
affecting the decision-making process (Hoyer et 
al., 2018:206; Parumasur & Roberts-Lombard, 
2014:262). According to Pride and Ferrell 
(2010:194), there are a variety of reasons as to why 
it is important for marketers to study consumer 
behaviour. Firstly, customers’ responses to a 
business’s marketing strategy have a significant 
impact on the business success. Secondly, in 
order to determine what would assist marketers 
to gain higher levels of customer satisfaction, 
the main factors that influence what, where, 
when, and how customers buy, can be examined. 

Lastly, by gaining a more comprehensive 
understanding of the factors that affect 
consumer behaviour, marketers are in a 
better position to predict how customers will 
make their buying decisions and how they 
will respond to various marketing strategies. 
Customer decisions are therefore not only 
influenced by family, friends and role models, 
but also by situation, mood and emotion. 

Customer satisfaction
Customer satisfaction is a customer’s response to a 
product or service in terms of the extent to which 
consumption meets the customer’s expectations 
(Lamb et al., 2015:5-6). According to Prayag 
et al. (2017:48), customer satisfaction results 
from an emotional state. The causes of customer 
satisfaction differ widely between individual 
customers because they arise from the emotional 
state of the individual. Consumers can experience 
intense emotional reactions to a stimulus when 
affective connection with an object or decision 
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is high. According to O’Sullivan and McCallig 
(2012:830), customer satisfaction has a positive 
effect on imminent remunerations in terms of 
sales growth, margins and economic performance. 
Similarly, Babin and Harris (2018:292) explain that 
high levels of customer satisfaction has a positive 
influence on customer purchase intentions and 
may also result in repeat purchase behaviour. 
In terms of the radio broadcasting industry, 
this refers to the likeliness and willingness 
of radio listeners to select a specific radio 
station repeatedly when listening to the radio.

Customer satisfaction is recognised as a vital aspect 
in the development of long-term relationships 
between the customer and the business and it 
is therefore imperative for service providers 
to understand the appropriate service quality 
dimensions in their industry that could possibly 
strengthen favourable customer satisfaction 
valuations (Hsu et al., 2010:119). Arslan 
(2008:151) argues that the quality of a customer 
relationship stems from the quality of the direct 
interaction with the customer in a service business.

As customer-business relationships progress, 
customers become gradually more commited 
(Siu et al., 2013:294). Case in point, when sellers 
offer products and services that constantly have 
strong physical-based satisfaction, offer high 
emotional experience, and high perceived value 
accumulating to greater customer experience, 
they will automatically provoke high and long-
lasting levels of customer loyalty. Equally, 
when product or service offerings are low in 
physical experience, emotional experience, 
emotional connection and customer perceived 
values, they fail to attain long-lasting customer 
loyalty (Mascarenhas et al., 2006:400). The 
next section will focus on customer loyalty.

Customer loyalty
According to Peppers & Rogers (2017:68), 
customer loyalty can be defined as the preference 
that a customer shows towards the product or 
service of a particular organisation which is 
evidenced through repeat purchase behaviour. 
It is important to keep in mind that customer 
satisfaction is a prerequisite of customer loyalty 
(Ferrell & Hartline, 2014:304). Customer loyalty 
occurs when the customer repeatedly purchased 

from a specific organisation, recommends 
the organisations to his/her peers, disregards 
special offers of the same product or service by 
competing organisations, and is willing to pay a 
price premium (Rai & Srivastava, 2014:56-57). 

The ultimate objective of any service provider is to 
increase the level of customer loyalty. According to 
Ndubisi (2007:103), loyal customers are valuable 
transferees of constructive word-of-mouth about 
the business product- or service offerings; they can 
act as evangelists and by enticing new customers to 
purchase products and services from the business, 
benefitting the sales, revenue and profit. They 
could also serve as valuable sources of new ideas. 
As the services offered by radio stations in South 
Africa are primarily executed by key employees, 
for example, the disc jockey (hereafter referred 
to as the DJ) of the respective radio station, the 
aspect of customer loyalty most certainly forms a 
prime focus area to be considered when assessing 
the marketing functions of radio stations. The 
vital role of human resources in service delivery 
has been emphasised through the valuation of 
the effect of customer satisfaction with frontline 
personnel on the overall satisfaction with the 
business. A greater level of satisfaction with 
key employees would most likely also lead to 
greater loyalty to the employee self, and this 
could conceivably, happen at the disbursement 
of loyalty towards the business (Arbore et al., 
2009:318). Bodet (2008:157) observed customer 
loyalty as an aspect that is greatly influenced by 
customer satisfaction levels. On the other hand, 
Dimitriades (2006:783-784) considers customer 
loyalty to be a function of customer satisfaction. 
He also perceives customer satisfaction and 
loyalty as crucial for the long-term survival 
of the business, let alone long-term success.

ProBlem InVestIgated, oBJeCtIVes 
and HYPotHeses
According to the South African Research 
Foundation, South Africans spend an average of 
three-and-a-half hours a day listening to the radio 
(Anon., 2012). Studies have indicated that peak 
listening times occur during the morning and 
evening when listeners commute to work and back 
home, and thus leaving a somewhat low audience 
reach during other times of the day (Anon., 2014). 
An increasing body of literature suggests that 
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positive and negative emotions play an important 
role in customer satisfaction, and as such, in 
forecasting future behavioural intent (Martin 
et al., 2008:224). Arbore (2009:330) stated that 
customer loyalty is a direct originator of customer 
satisfaction in the radio industry. It is of critical 
importance that marketers and radio broadcasters 
alike understand the impact of both positive and 
negative emotions on listeners’ patronage habits, 
and ultimately how these concepts affect their 
levels of satisfaction and loyalty towards the 
particular radio station. The main aim of this 
study is to determine the relationship between 
positive emotion, satisfaction and loyalty of 
radio listeners in the north West province.

The following objectives were formulated in 
order to achieve the purpose of this study:

•	 Develop a demographic profile of respondents.
•	 Provide insight into the radio station 

patronage habits of respondents.
•	 Investigate the extent of respondents’ positive 

emotions towards their favourite radio station.
•	 Investigate the extent of respondents’ 

satisfaction with their favourite radio station.
•	 Investigate the extent of respondents’ loyalty 

levels towards their favourite radio station.
•	 Determine whether significant and positive 

relationships exist between the positive 
emotions, satisfaction and loyalty of radio 
listeners in the North West province towards 
their favourite radio station.

 
The following alternative hypotheses 
are formulated for the study:

Ha1: There is a significant and positive 
relationship between the emotions and 
satisfaction of radio listeners in the North West 
province with their favourite radio station.

Ha2: There is a significant and positive relationship 
between the positive emotions and loyalty of 
radio listeners in the North West province.

researCH metHodologY
This section provides an overview of the 
research methodology followed in the study.

Research design
The information on which the literature review of 
this study is based was obtained from journals, 
books and articles. The necessary secondary 
data applicable to the study was acquired from 
databases such as Emerald, EBSCOhost and 
Google Scholar. Furthermore, a descriptive 
design was considered appropriate since the 
problem under investigation in this study was 
clearly defined and research objectives and 
hypotheses were formulated. The research was 
also quantitative as respondents were required to 
assign numbers for each statement, on a pre-set 
scale that measures relevant constructs in the study.

Population and sampling 
The target population for this study comprised 
of radio listeners, residing in the North-West 
Province of South Africa, who have a favourite 
radio station and listened to it for the past two 
years. To collect the data from the respondents 
a non-probability sampling method was used 
where potential respondents were selected on 
the basis of convenience, as there was no existing 
sample frame for this specific study. A total of 250 
usable questionnaires were collected for analysis. 

The questionnaire
A self-administrated questionnaire was used to 
collect data from the sample. The questionnaire 
started with a preamble which provided the 
aim of the questionnaire and the respondents’ 
rights. The preamble was followed by a screening 
question which determined whether the 
respondent was eligible to take part in this study. 
The questionnaire comprised of three sections, 
where Section A obtained data regarding 
respondents’ demographic information; Section 
B obtained data with regard to respondents’ radio 
station patronage habits; and Section C of the 
questionnaire measured respondents’ behavioural 
intentions with specific reference to loyalty, 
satisfaction levels with regards to positive emotion.

Data collection
Five trained fieldworkers were instructed to each 
select 50 respondents based upon convenience 
between June and July 2014. The fieldworkers all 
comprised of Bcom Honours students, specialising 
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in Marketing- and Business Management and has 
successfully completed a Marketing Research 
module. The five field workers were expected to 
hand out the questionnaires to respondents in 
the North-West Province of South Africa. Each 
researcher examined the questionnaires to ensure 
that possible data collection errors were eliminated.

Data analysis
The Statistical Package for Social Sciences, 
SPSS version 22, was used to capture and 
analyse the data. Once the data was captured 
by each of the five researchers, it was cleaned, 
to avoid any data analysis errors. Firstly, the 
data analysis involved the examination of the 
frequency distribution of the results for each 
scale item in order to determine whether the 
data was normally distributed. The normality 
of the results for each scale was determined 
in order to know whether to use parametric or 
non-parametric tests to test the hypotheses. The 
distribution of the results can be considered 
normal if the skewness has an absolute value of 
less than 2.00 and a kurtosis of the distribution 
of less than 7.00. Based upon this fact the sample 
size is relatively large (n=250), and as such a 
parametric test was used for hypotheses testing.

Furthermore, the demographic profile of 
respondents and their radio station patronage habits 
were calculated by means of descriptive statistics. 

These descriptive statistics included means and 
standard deviations which were also used to describe 
respondents’ customer engagement, satisfaction 
and behavioural intention towards their favourite 
radio station. Cronbach’s alpha values were also 
calculated in order to examine reliability in terms 
of the measurement scales, while exploratory 
factor analysis was used to test the validity.

Lastly, hypotheses were tested by making use of 
inferential statistics. Pearson Product moment 
correlation was used to regulate whether a 
significant linear correlation exists between 
two interval scaled variables. The researchers 
considered a parametric test suitable since 
the sample size is sufficiently large (n=250) 
and the two groups that are being compared 
(males and females) are fairly equal in size. 
The researchers relied on a confidence level 

of 95% and a subsequent significance level of 
5% (p-value ≤ 0.05) to interpret the results.

results
Distribution of results
When formulating the results, the researcher 
investigated the reliability and construct validity 
closely. The sample profile of the respondents 
and the patronage habits of respondents are set 
out by making use of table 2. The results are 
concluded with the final descriptive results.

Reliability
The Cronbach alpha values were calculated with 
the aim of determining the internal consistency 
reliability of the scales which measured the key 
constructs of the study that is positive emotions, 
satisfaction and loyalty. Cronbach’s alpha values 
ranging between 0 and 1, where a value of 0.6 
is acceptable, but a value of 0.7 is preferred 
since it indicates a higher level of reliability 
(Pallant 2010:6). Table 1 illustrates the reliability 
of the key constructs for this study, namely 
positive emotions, satisfactions and loyalty.

taBle 1: CronBaCH’s alPHa Values for tHe 
measurement sets used In tHIs studY.

Construct no of items
Cronbach’s 

alpha 
coefficient

Positive 
emotions 8 0.930

Satisfaction 3 0.866
Loyalty 4 0.857

From Table 1 it is apparent that the 
Cronbach’s alpha values for all three scales 
measuring the key constructs of the study 
surpass 0.7 and thus is considered reliable.

Construct validity
According to Pallant (2010:7), the validity of 
a scale refers to the ability to measure what the 
researcher wants to measure. The researcher made 
use of an exploratory factor analysis, by means of 
the Maximum Likelihood Model for extraction 
and Varimax for orthogonal rotation, in order to 
measure the construct validity of the eight items 
measuring positive emotions (Pallant, 2010:185). 

With regards to the eight positive emotion
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taBle 2: samPle ProfIle of resPondents

gender n Percentage
Male 93 37.2
Female 157 62.8
Education n Percentage
Primary school 
completed 2 0.8

Some high school 3 1.2
Matric/Grade 12 38 15.2
Diploma 64 25.6
Degree 11 4.4
Postgraduate degree 7 2.8
University degree 107 42.8
Masters or Doctorate 18 7.2
Home language n Percentage
Afrikaans 209 83.6
English 25 10
Sepedi 2 0.8
Sesotho 5 2.0
Setswana 4 1.6
Tshivenda 1 0.4
IsiZulu 3 1.2
employment status n Percentage
Self-employed 37 14.8
Full-time employed 
by an organisation 77 30.8

Part-time employed 
by an organisation 14 5.6

Full-time student 95 38
Part-time student 5 2
Housewife or 
househusband 7 2.8

Retired 8 3.2
Unemployed 4 1.6
Other, please specify 3 1.2

taBle 2: samPle ProfIle of resPondents 
(ContInued)

marital status n Percentage
Single (living alone) 129 51.6
Married or living 
with partner

97 38.8

Living with parents 13 5.2

Divorced or 
separated

8 3.2

Remarried 3 1.2

It is evident from Table 2 that the majority of 
respondents are female (62.8%) and 37.2% of the 
respondents are male. It can be stated that the 
sample of respondents have a fairly high level of 
education, as 42.8 % have university degrees, 25.6% 
have diplomas, and 15.2% have at least matric 
or grade 12. The predominant language spoken 
by the respondents were Afrikaans (83.6%). The 
majority of the respondents comprised of students 
(38%) with the second largest group being full-
time employed by an organisation (30.8%). Most 
respondents are single or living alone (51.6%) or 
either married or living with a partner (38.8%).

Patronage habits of respondents
Table 3 provides an exposition of respondents’ 
patronage habits towards their favourite radio 
station.

taBle 3: resPondents’ Patronage HaBIts

favourite south african 
radio stations n Percentage

Ukhozi FM 1 0.4
Metro FM 5 2
Umhlobo Wenene 0 0
Lesedi FM 6 2.4
Motsweding FM 1 0.4
5FM 31 12.4
Jacaranda FM 52 20.8
RSG 37 14.8
94.7 Highveld Stereo 80 32
OFM 15 6
Pukfm 93.6 FM 2 0.8
Other, please specify 20 8
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taBle 3: resPondents’ Patronage HaBIts 
(ContInued)

How long respondents 
have been listening to 
their favourite radio 
station

n Percentage

2 years or longer but less 
than 3 years 29 11.6

3 years or longer but less 
than 5 years 53 21.2

5 years or longer but less 
than 10 years 83 33.2

Longer than 10 years 85 34
average listening time per 
day n Percentage

Less than 1 hour a day 66 26.4
1 hour or longer but less 
than 2 hours a day 60 24

2 hours or longer but less 
than 3 hours a day 57 22.8

3 hours or longer but less 
than 4 hours a day 35 14

4 hours or longer but less 
than 6 hours a day 17 6.8

6 hours or longer but less 
than 8 hours a day 7 2.8

8 hours or longer but less 
than 10 hours a day 6 2.4

14 hours or longer a day 2 8
When respondents listen 
most regularly to their 
favourite radio station

n Percentage

Early morning (05:00 to 
7:59) 105 42

Late morning (08:00 to 
10:59) 57 22.8

Midday (11:00 to 13:59) 17 6.8
Afternoon (14:00 to 16:59) 38 15.2
Early evening (18:00 to 
20:59) 23 9.2

Late night (21:00 to 23:59) 9 3.6
After midnight (00:00 to 
04:59) 1 0.4

Table 3: RespondenTs’ paTRonage habiTs 
(conTinued)

Where respondents listen 
most regularly to their 
favourite radio station

n Percentage

At home 83 33.2
In the car 149 59.6
At work 10 4
At University 6 2.4
Other 1 0.4
How regularly 
respondents visit their 
favourite radio station’s 
website or social media 
sites

n Percentage

More than once a day 5 2.0
Every day 9 3.6
Not every day, but more 
than once a week 15 6.0

Once a week 13 5.2
Less than once a week, but 
more than once a month 19 7.6

Once a month 18 7.2
Less than once a month, 
but at least once every 
three months

24 9.6

Less than once every three 
months, but at least twice 
a year

30 12

Less than once a year 117 46.8

dimensions, only one factor was extracted 
explaining 67.242% of the variance with 
factor loadings ranging between 0.730 and 
0.853. The scales were therefore considered 
to be reliable and valid for use in this study.

Sample profile 
Table 2 provides a representation of the respondents’ 
demographic profile and reports the frequency 
and percentage of each of the demographic 
variables including gender, education, home 
language, employment status and marital status.

It is evident from Table 3 that the respondents’ 
favourite radio stations in order of preference 
are 94.7 Highveld Stereo (32%), Jacaranda FM 
(20.8%), RSG (14.8%) and 5FM (12.4%). The 
length of time that respondents have been 
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listening to their favourite radio stations for 
longer than ten years (85%) or 5 years or longer 
but less than ten years (83%). The majority of 
respondents said that, on average, they listen to 
their favourite radio station less than one hour a 
day (26.4%), with 24% listening one hour or longer 
but less than two hours a day and 22.8% listening 
2 hours or more but less than 3 hours a day. 

Late morning (between 08:00 and 10:59) is the 
most popular listening time for respondents 
(22.8%) followed by afternoon (between 14:00 
and 16:59) with an average percentage of 15.2%. 
Respondents also indicated that the most 
prevalent places for listening to their favourite 
radio stations are in the car (59.6%) and at home 
(33.2%). Furthermore, it is concluded from the 
study that the majority of radio listeners do not 
visit their favourite radio station’s websites or 
social media sites very often, as 46.8% indicated 
that they visit these sites less than once a year.

Descriptive results
Table 4 illustrates the standard deviations (SD) 
and means for each of the items measuring the 
key constructs of the study. The table also depicts 
the overall mean scores for the key constructs of 
the study that has been calculated once validity 
and reliability of the scales were confirmed.

taBle 4: desCrIPtIVe results

Construct or item sd mean
Positive emotion 1.098 5.170
I feel happy when I listen to 
my favourite radio station. 1.129 5.73

I feel a sense of belonging to 
my favourite radio station. 1.329 5.21

I care about my favourite 
radio station. 1.343 5.14

My favourite radio station 
inspires me. 1.329 4.98

I am proud of my favourite 
radio station. 1.330 5.32

I am enthusiastic about my 
favourite radio station. 1.375 5.03

I am passionate about my 
favourite radio station. 1.430 4.80

I feel good to be a listener of 
my favourite radio station. 1.454 5.16

satisfaction 1.098 5.170
My feelings about my 
favourite radio station are 
very positive.

1.222 5.56

I feel good about listening to 
my favourite radio station. 1.131 5.62

I feel satisfied that my 
favourite radio station is the 
best radio station to listen to.

1.178 5.60

taBle 4: desCrIPtIVe results (ContInued)

loyalty 1.067 5.496
If I had to choose a radio 
station all over again, I would 
choose my favourite radio 
station.

1.161 5.74

I would highly recommend 
my favourite radio station to 
other people.

1.157 5.78

I intend to continue listening 
to my favourite radio station. 1.098 5.88

I will make use of any other 
services and products offered 
by my favourite radio station.

1.614 4.58

It is evident from Table 4 that respondents agree 
most with the statement ‘I feel happy when I 
listen to my favourite radio station’ (mean = 5.73; 
SD = 1.129). This is followed by ‘I am proud of 
my favourite radio station’ (mean = 5.32; SD = 
1.330). The statement the respondents agree the 
least with is ‘I am passionate about my favourite 
radio station’ (mean = 4.80; SD = 1.430). The 
overall mean score for respondents’ perceived 
satisfaction is 5.17 (SD = 1.098). Considering the 
7-point scale, it can be concluded that overall, 
respondents agree with scale items contained in 
this measurement set and therefore have fairly 
positive perceptions regarding their emotions 
when listening to their favourite radio station.

Furthermore, it is evident that respondents 
agree most with the statement ‘I feel good about 
listening to my favourite radio station’ (mean = 
5.62; SD = 1.131). The scale item the respondents 
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agree the least with is ‘My feelings about my 
favourite radio station are very positive’ (mean 
= 5.56; SD = 1.222). The overall mean score for 
respondents’ level of satisfaction is 5.6 (SD = 
1.0455). It can be concluded that respondents’ 
overall, agree with scale items contained in this 
measurement set and therefore have fairly positive 
perceptions regarding customer satisfaction 
when listening to their favourite radio station.

It is evident that respondents agree most with 
the statement ‘I intend to continue listening to 
my favourite radio station’ (mean = 5.88; SD = 
1.157). The sale item the respondents agree the 
least with is ‘I will make use of any other services 
and products offered by my favourite radio 
station’ (mean = 4.58; SD = 1.614). The overall 
mean score for respondents’ loyalty level is 5.496 
(SD = 1.066). It can be settled that respondents 
overall agree with scale items contained in 
this measurement set and therefore have fairly 
positive perceptions regarding customer loyalty 
when listening to their favourite radio station.

HYPotHeses testIng
Based on the two alternative hypotheses 
formulated for the study, the following 
findings are illustrated and reported in Table 5. 

taBle 5

Correlation p-value
Overall emotion 
and Satisfaction 0.713** <0.0005

Overall emotion 
and Loyalty 0.662** <0.0005

**Correlation is significant at the 0.01 level 

Hypothesis 1
Regarding Ha1, there is a significant and 
positive relationship between the positive 
emotions and satisfaction of South African 
radio listeners with their favourite radio station. 
There is a large significant relationship (p-value 
<0.0005; r = 0.713) between radio listeners’ 
positive emotions with the radio station. 

Hypothesis 1 can, therefore, be supported.

Hypothesis 2
With reference to Ha2, there is a significant 
and positive relationship between the positive 

emotions and loyalty of South African radio 
listeners towards their favourite radio station.

There is a large significant relationship (p-value 
<0.0005; r = 0.662) between radio listeners’ positive 
emotions and loyalty towards the radio station.

Hypothesis 2 can, therefore, be supported.

dIsCussIon and managerIal reCom-
mendatIons
From the literature review, it is clear that the 
radio broadcasting industry a very competitive 
environment. In order for any radio station to 
survive in this highly competitive atmosphere, it 
needs to engage with its clients on an emotional 
level in order to keep them engaged, satisfied and 
loyal to their service. It is therefore important 
to uncover the relationship between positive 
emotions, satisfaction and loyalty of South Africa 
radio listeners towards their favourite radio station. 

The results of the study indicate that 94.7 
Highveld Stereo is the respondents’ radio station 
of choice. Research showed that the majority 
of respondents listen to their favourite radio 
station early mornings while driving in their car. 
Broadcasters should take the lifestyle of their 
listeners into consideration in order to broadcast 
appropriate messages to more effectively engage 
with their target audience and enhance the 
positive emotions their listener’s experience. 
When creating more positive emotions towards 
the radio station it will directly enhance customer 
loyalty and satisfaction, which will promote repeat 
listening habits. Most listeners listen to their 
favourite radio station less than one hour per day. 

Radio broadcasters must take this into 
consideration, in order to use that one hour 
optimally and engage with listeners by means of 
the right message at the right time. The crux of the 
situation is to give the listener exactly what they 
want to hear in this short period of time you have 
their attention. During this peak time zone 94.7 
Highveld Stereo entertains customers with the 
famous “Wackhead Simpson prank”. This is the 
perfect example of creating positive emotions and 
a cheerful cognition towards the radio station.

When considering the research, it can be 
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concluded that overall, respondents’ feel happy 
when listening to their favourite radio station, 
therefore showing fairly positive perceptions 
regarding their emotions when listening to their 
favourite radio station. It is important to create 
a positive relationship between the listener and 
the. A marketer must not only aim to make the 
brand more desirable, more attractive and more 
preferable to the consumer but also do whatever 
it takes, for the consumer to remain associated, 
interested and involved with the brand. Consumer 
emotions and moods have implications for any 
broadcasting station. A good understanding of 
these psychological states can help a marketer 
design a stimulus that leads to positives states; 
the assumption being that when a consumer is 
in a positive state as far as emotions and moods 
are concerned, he would be more receptive to 
the product/service and the brand offering. 

When reviewing prior research, it is clear that 
respondents have a fairly positive perception 
regarding customer satisfaction when listening to 
their favourite radio station and they feel ‘good’ 
about their favourite radio station. A persisting 
problem with customer satisfaction is that 
customers may be satisfied, but not necessarily, 
engaged. Unless the brand is received well by the 
customers, and this can happen only when the 
listener is truly engaged, can brand building efforts 
get a boost (Schiffman and Kanuk, 2012:29).

Customers will be satisfied if a product or service’s 
performance meets their expectations, therefore 
the ultimate goal for the marketer would be to 
know the expectations of the customer, in order to 
satisfy those expectations. As the results indicate 
that most listeners visit their radio station’s web- 
or social pages less than once a year, it is advised 
that attention is focused on inviting listeners to the 
web pages and also engage with them on the web 
pages. It is vital for every radio station to engage 
in a relationship with its radio listeners to earn 
loyalty. Radio stations can promote engagement 
by motivating listeners to actively follow their 
Twitter and Facebook page. The researchers 
recommend that contests and promotions, deals 
and offers, competitions and links between social 
media via the Facebook page will increase the 
engagement with the customer. Radio stations 
must also create a widget or application which 

the customers can download to their smart 
mobile device in order to listen to their favourite 
radio station wherever they are. Engaging in a 
relationship will result into repeat patronage. 

It is evident that loyalty is the result of creating 
a service that relates to a community so deeply 
that they feel it personally. Another idea to 
connect personally is through songs. On the 
radio station website, they can create a ‘request 
a song’ tab where the listener can request any 
song. When the song is played the broadcaster 
dedicates the song to the listener which 
immediately creates customer engagement. 
When customer loyalty reaches its highest point 
it is also known as customer engagement, and 
this is the ultimate goal for every broadcaster – 
to have a personal connection with the listener.

The scale items the respondents agree the least 
with is ‘I am passionate about my favourite radio 
station’ and ‘My feelings about my favourite radio 
station are very positive’, therefore it is suggested 
that radio stations specifically focus on increasing 
passionate behaviour towards the radio station, 
establishing positive thoughts. The researchers 
suggest that radio stations host an ambassador battle 
between two stations, asking each ambassador 
questions on his or her favourite station, for 
example: “When was your station established”. 
This will create a passionate sense of proudness 
amongst the listeners and benefit both stations.

The results indicate that the largest audience 
listens to the radio early morning (5:00 to 7:59), 
therefore all radio stations must lend special 
attention to this crucial time and formulate 
the correct message and mood for their target 
audience. These 3 hours are the ‘make-or-break’ 
for any radio station, as listeners are not likely to 
listen to the radio again until the next morning.

lImItatIons of tHe researCH
The South African radio station industry is a 
subject that has not been researched properly 
in academic measures. As a result, there is a 
lack of secondary resources which is vital in the 
formulation of a clear understanding of South 
Africa’s radio station industry and the scope of 
the issues pertaining to this study. With regard 
to the empirical study, the largest limitation is 
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the fact that no sample frame could be obtained. 
With the entire population of South Africa 
considered, this sample size can be regarded as 
too small to formulate demonstrative outcomes 
and findings. The majority of the respondents 
were also students; therefore, it is evident that 
the age quota set out by the researchers was 
not completely reached. Similarly, this study 
mainly focused on the radio industry, thus this 
research cannot be used or implemented into 
other similar service orientated industries. 

Furthermore, the study was limited to one 
province only, namely the North-West province, 
which resulted in uncertain generalisations.

future researCH
To ensure that the future sample is demonstrative 
of the larger South African population, a more 
varied and descriptive sample reflecting the 
demographics of the South African population 
should be used by means of quota sampling.

Future research can especially be expanded 
to a wider variance of age groups within the 
study, as the majority of the respondents were 
students. Consequently, future research can also 
be extended to other regions in South Africa.

ConClusIon
The South African radio station industry has a 
well-established footprint and is doing well, taking 
into consideration the vast amount of competition 
and threat of substitution from other forms of 
media. There is always room for improvement 
and with the current direction marketing is 
moving towards, one can never be too prepared. 
The findings of the study, therefore, indicate only 
a minor portion of the immense amount of factors 
that broadcasters and marketers, managers and 
entrepreneurs need to pay attention to in order to 
survive and stay competitive in the marketplace.
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aBstraCt
One of the most widely used job design approaches 
to foster intrinsic motivation of employees is the 
Job Characteristic Model (JCM). In this research, 
a quantitative research approach including a 
cross-sectional survey design and a convenience 
sampling technique (N=200) is employed, using a 
job design survey to evaluate employee’s perception 
of the motivational impact and importance of 
their core job characteristics at a selected South 
African operation of an international engineering 
company. Structural equation modelling (SEM) 
techniques, multivariate analysis and T-tests 
were used to analyse and present the data. The 
main finding of this research was that employees 
scored task significance as the most important 
job characteristic and job feedback as the least 
important. They also perceived their jobs to have 
high motivational potential suggesting employees 
will achieve high personal and work outcomes at 
the company in question. The research contributes 
to the existing body of knowledge by providing a 
benchmark for the results obtained by applying the 
JCM in the South African engineering industry. 

Key words: job design, job characteristic mod-
el, motivational potential, psychological states

IntroduCtIon
Thompson, Peteraf, Gamble and Strickland 
(2012) identified several principal aspects 

required to manage and execute a strategic 
process of a company. One of the key aspects 
identified is the need to motivate employees, 
for employee motivational levels can affect a 
company’s performance, which in turn affects the 
value created by the company. Employees who 
are not motivated to achieve their performance 
objectives can threaten the existence of a company 
as shareholders and investors will only provide 
resources as long as the perceived value created 
by the company is higher than that which was 
initially invested. Organisational leaders should 
therefore concern themselves with questions 
such as: How motivated is our workforce?  How 
can theories of motivation be applied practically 
to ensure maximized job performance? 

A convincing body of research indicates that 
the way in which jobs are designed can strain 
or maximise performance and can specifically 
promote intrinsic motivation of workers (Singh, 
Singh & Kahn, 2016:693; Woods & West, 
2015:139). It thus comes as no surprise that the 
motivational effect of job characteristics has 
become a central focus of many job design changes 
(McShane & Von Glinow, 2015; Oldham & 
Hackman, 2010). Although alternative strategies 
(such as job profiling and competency modelling, 
for example) offer broader range options that can 
be employed to address motivation, managers in 
practise may prefer a specific approach due to time, 
cost, simplicity and other practical considerations. 
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In response to management’s particular request 
for the current study to focus on a narrow 
range of task-specific characteristics only, the 
Job Characteristics Model of Hackman and 
Oldham (1980; 2010) was used in the current 
study to evaluate employee perceptions of the 
motivational impact and importance of their 
core job characteristics at a selected South 
African operation of an international engineering 
company. In what follows, the problem setting and 
research objectives will be described, followed 
by a discussion of relevant literature, research 
methodology and findings. The study concludes 
with a discussion of managerial implications 
and recommendations for future research. 

ProBlem InVestIgated 
To weather challenging economic conditions, 
companies have to embark on various cost-saving 
exercises. The global engineering company of 
interest to this study is no exception. Although 
competitive strategic - and confidentiality 
considerations prohibit more specific identifying 
particulars, it can be said that this engineering 
company had to implement cost-savings 
measures at a South African-based operation that 
affected employees directly, such as confronting 
them with higher workloads and less resources. 
Unofficial complaints of employees were noted. 
It would appear that the motivational levels of 
employees had been affected by the changing 
demands. This situation presents a potential 
risk to the company in terms of a reduction in 
productivity as well as an increase in absenteeism 
and turnover intentions that needs to be 
addressed since lower performance affects the 
quality of the value created for the company. 

Employees at the facility of interest nevertheless 
operate in a participative environment, are 
generally well trained and have the necessary 
knowledge and skills to perform their jobs; 
hence these factors were not considered as the 
most likely sources of perceived demotivation. 
At the same time, these strengths could offer 
an opportunity to maximise the motivational 
effect of job characteristics, provided that 
jobs are designed in a well-balanced manner.

High demands such as job overload as a result 
of poorly designed jobs could not only diminish 

mental and physical resources, but may lead 
to burn-out and ultimately impact negatively 
on the well-being of employees (Asiwe, Hill 
& Jorgensen, 2015).  Jobs that are properly 
designed, on the other hand, can optimise 
intrinsic motivation and performance and is 
also known to reduce absenteeism and turnover 
(Singh et al., 2016; Slocum & Hellriegel, 2011; 
Woods & West, 2014). With these considerations 
in mind, management instructed an evaluation 
of tasks across various employment levels in 
order to assess the motivational power of current 
job designs. The following specific questions 
were posed: How does job design influence the 
motivational levels of the engineers and technical 
assistance personnel who are deployed at this 
site?  How does the level of motivation on the 
five core job factors compare across sub-groups 
such as race, gender and managerial - versus non-
management levels? What recommendations 
(if necessary) could be made in terms of job 
characteristic designs to improve motivational 
levels of jobs at the operation in question?

researCH oBJeCtIVes and Value 
added
This study assessed the motivational potential 
of the core job characteristics of a target 
operation of a global engineering company. 

The objectives were to:

•	 determine the motivational power of 
employees’ current job characteristic designs;

•	  compare the motivational influence of core 
job factors across sub-groups including 
race, gender and managerial - versus non-
management levels;

•	 provide recommendations in terms of job 
characteristic designs to improve motivational 
levels of jobs to the operation’s management 
team

An electronic pursuit of several academic 
databases reveals that research focusing 
specifically on job design within the engineering 
sector is scant. No study specifically focusing 
on engineering companies with a comparable 
international footprint could be identified from 
the recent literature; this study will thus add value 
to the existing body of knowledge by providing 
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a valuable reference point for the assessment of 
the motivational influence of job characteristics 
of employees in the engineering sector. 

One somewhat related study by Rothmann, 
Mostert and Strydom (2006) assessed differences 
between the job demands and resources in 
organisations across different sectors in South 
Africa. Their study indicated that engineers and 
academics experienced the highest job overload, 
but reported that engineers also experienced the 
highest growth opportunities of the different 
professional groups studied. In combination, 
these challenges and opportunities may tempt 
engineers who are not optimally motivated by 
their current jobs, to leave in pursuit of greener 
pastures elsewhere. From the literature it can thus 
be concluded that finding better, cost effective 
pathways to motivate engineers would help this 
sector to retain more of its highly skilled staff and 
to compete more effectively in the global arena.  

The target organisation will benefit mostly 
because no formal assessment of the motivational 
influence of job designs has been conducted 
for any operations of the engineering company 
in question for a number of years. The report 
will furnish management with insight in 
how to motivate their staff more optimally. 
Individuals who participate in the present study 
will benefit directly by consciously reflecting 
on those job factors that are personally most 
motivating to them so that their input could 
contribute towards the potential redesigning 
of their jobs in more meaningful ways. 

lIterature reVIeW
An employee at any company engages in task 
activities to produce a product or render a 
service, which is aimed at creating value for the 
company and its shareholders.  These activities 
in general constitute a job, which complements 
other jobs to achieve company objectives (Quick 
& Nelson, 2011). However, different jobs have 
different effects on employees and inherently 
influence work efficiency- high performers, 
for example, are better motivated by designing 
interesting and challenging jobs (McShane & 
Von Glinow, 2015). For maximum performance 
employers should motivate and satisfy employees 
at work. Yet, it is a difficult endeavour to strike 

the correct balance in order for employees 
to perform their jobs efficiently whilst being 
motivated, satisfied and engaged (Woods & West, 
2014). Therefore employers will do well to design 
jobs in such a way that employees will be willing 
and motivated to perform their task activities. 

According to Oldham and Hackman (2010), job 
redesign can be used as a strategy to improve both 
productivity and the quality of the employees’ 
work experience.  Job design can consequently be 
utilized to achieve the required balance between a 
job and motivated, satisfied employees (McShane 
& Von Glinow, 2015; Oldham & Hackman, 2010). .

Intrinsic motivation occurs when positive internal 
feelings are generated by being tuned into one’s 
work and by doing well, rather than by external 
factors such as incentives or encouragement from 
a supervisor (Kreitner & Kinicki, 2012). These 
positive feelings set a self-perpetuating cycle of 
motivation in motion. Hackman and Oldham 
(1976, 1980) initially tried to determine how work 
can be structured to promote employees’ intrinsic 
motivation and consequently developed the Job 
Characteristics Model (JCM) as a specific job 
design approach that can be utilised to maximize 
employee motivation as well as performance.  
The JCM of Hackman and Oldham has since 
become one of the best known approaches to 
job design to date (Singh et al., 2017; Slocum 
& Hellriegel, 2011; Quick & Nelson, 2011).

Hackman and Oldham (1976; 1980) developed 
their job characteristics model based on the 
premise that work motivation is determined by 
three critical psychological states which in turn, 
are fostered by the presence of five core job 
dimensions. Essentially, their job design approach 
is influenced by Herzberg’s motivator-hygiene 
theory and seeks to exploit the motivational 
potential that the job itself can afford the employees 
whilst limiting the use of hygiene factors (McShane 
& Von Glinow, 2015; Slocum & Hellriegel, 2011). 

According to Oldham and Hackman (2010:465) 
the essence of the job characteristics theory is that 

“the presence of certain attributes of jobs 
increases the probability that individuals will 
find the work meaningful, will experience 
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responsibility for work outcomes, and will 
have trustworthy knowledge of the results of 
their work. People who have the knowledge 
and skill needed to perform the job well 
and who value opportunities for growth 
and learning will be internally motivated to 
perform such jobs, which over time should 
result in greater overall job satisfaction 
and higher quality work outcomes.”

According to the JCM that they developed 
(Hackman & Oldham, 1980) five core job 
characteristics (skill variety, task identity, task 
significance, autonomy and job feedback) affect 
three critical psychological states of employees. 
Skill variety refers to the degree of different skills 
and talents that are required by an employee to 
finish work activities. Task Identity is the extent 
to which a job requires completion of a task 
from beginning to end with a visible outcome or 
an identifiable piece of work. Task Significance 
represents the extent to which an employee 
perceives the task as having a substantial impact 
on other individuals within or outside the 
organisation, for example, as having an impact on 
a company or community as a whole. Autonomy: 
refers to the level of freedom, independence and 
discretion a job gives an employee to schedule his/
her work, as well as determining the procedures 

required for completing the work. Job Feedback 
is the degree to which employees can tell how 
well they are doing on the basis of direct sensory 
information from the job itself; airline pilots, for 
example, can immediately after landing tell how 
well they have landed their aircraft (Slocum & 
Hellriegel, 2011; McShane & Von Glinow, 2015). 

Figure 1 graphically depicts an overview of 
the job characteristic model as developed 
by Hackman and Oldham (1976; 1980).

As is evident from Figure 1, the five core job 
characteristics affect motivation and satisfaction 
through three critical psychological states, namely, 
meaningfulness, responsibility and knowledge of 
the results of task performance. Meaningfulness 
is the belief an employee has that his/her work is 
important or worthwhile. Responsibility refers 
to the degree to which employees feel personally 
accountable and responsible for the outcome of 
their work. Knowledge of results refers to the degree 
to which individuals know and understand how 
effective they are performing the job (Hackman 
& Oldham, 1976; Oldham & Hackman, 2010).

The JCM (Oldham & Hackman, 2010) proposes 
that skill variety, task identity and task significance 
adds up to bring about the psychological state 
of meaningfulness. Experienced responsibility 

fIgure 1: tHe JoB CHaraCterIstIC model. 
sourCe: HaCKman and oldHam (1976, P.25; 1980, P.90)
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is elicited by the job characteristic of autonomy. 
The final critical state, knowledge of results, 
is fostered by the extent to which feedback is 
received from the job itself. It is important to 
have all three psychological states present for any 
job. When jobs are designed to reflect the five 
core job characteristics, the critical psychological 
states are likely to be satisfied. If all three states 
are satisfied, it activates self-generated rewards 
and a self-reinforcing cycle of motivation is set in 
motion (Slocum & Hellriegel, 2011). Employees 
who experience these psychological states 
therefore tend to have higher levels of internal 
work motivation, job satisfaction and work 
effectiveness (McShane & Von Glinow, 2015).

Moderators: Individual differences such as 
knowledge and skill, growth-need strength 
and satisfaction with contextual factors, 
however, influence how employees respond to 
enriched jobs. Skilled employees are likely to 
have positive feelings towards the tasks that 
they perform, whilst those lacking skills may 
experience frustration. Growth-need strength 
concerns the extent to which an individual 
desires the opportunity for self-direction, 
learning and personal accomplishment at work 
(Hackman & Oldham, 1976; 1980; Oldham & 
Hackman, 2010). Contextual factors include 
cultural values, salary and benefit programs, 
interpersonal relations etc. (Slocum & Hellriegel, 
2010). These differences explain why the same 
job characteristics lead to different perceived 
motivational impact by different individuals. 

In terms of outcomes, the model suggests 
that striking the correct balance between job 
characteristics and the psychological states 
will not only benefit the company but the 
employee as well.  The company will benefit 
by obtaining higher productivity levels and 
employee effectiveness whilst employees will 
benefit by experiencing high internal work 
motivation and job satisfaction (Kreitner & 
Kinicki, 2012; Slocum & Hellriegel, 2011)

Hackman and Oldham (1976; 2010) also developed 
the Job Diagnostic Survey (JDS) to measure the 
variables associated with the job characteristics 
model, i.e. a self-report measurement which 
managers can use to determine whether core 

job characteristics are low or high. In addition, 
the JDS can be used as a measure of overall job 
enrichment by calculating an overall motivational 
potential score (Quick & Nelson, 2011; Slocum & 
Hellriegel, 2011). If specific problems on any or 
all of the dimensions could be identified, it could 
enable management to re-design jobs such that 
the job characteristics can facilitate satisfaction of 
the critical psychological states in a more balanced 
manner, thereby optimising its motivational 
potential (Hackman & Oldham, 1976; Oldham 
& Hackman, 2010).  If application of the JDS 
shows that the performance problem is not due 
to low job characteristics, however, other models 
of motivation should be applied in order to solve 
performance problems (Kreitner & Kinicki, 2012). 

Overwhelming support for the usefulness of job 
characteristics to promote desirable work outcomes 
such as job satisfaction, increased motivation, 
initiative, creativity, innovation and commitment 
has been established by previous research 
(Kreitner & Kinicki, 2012; Oldham & Hackman, 
2010; Piccolo & Colquitt, 2006; Ohly, Sonnentag 
& Pluntke, 2006). A meta-analytic review of 
previous research furthermore showed that the 
job characteristics model can help managers to 
reduce absenteeism and turnover as well (Griffeth, 
Hom & Gaertner, 2000; Lang, Kern & Zapf, 2016). 

researCH metHodologY
A quantitative research approach including a 
cross-sectional survey design and a convenience 
sampling technique was used. Employees of a local 
facility of an international engineering company 
were targeted. After approval to conduct the 
research had been granted by the Chief Executive 
Officer, two hundred (200) questionnaires 
were printed and handed out in person to the 
employees. Ethical considerations were observed, 
such as to emphasise that participation was 
completely voluntary and that confidentiality 
would be guaranteed.  Members were given a 
few days to complete the questionnaires, which 
were then once again collected in person. 

Due to management’s particular and narrowly 
defined needs as noted earlier on, the Job 
Diagnostic Survey (Slocum & Hellriegel, 2011) - 
rather than alternative measures of work design 
that focus on more general attributes and the 



402
WWW.IBC-CONFERENCE.COM

link between jobs and the broader environment 
- was used to collect primary data. On average, 
it took respondents 5 minutes to complete the 
questionnaire. The questionnaire consists of 
15 statements which measures the level of each 
of the core job characteristics of participants. 
Respondents are required to indicate the extent to 
which they agree with each statement by scoring 
it on a 5-point scale (1 = disagree strongly and 
5 = agree strongly). These fifteen statements can 
then be grouped into five (5) categories which 
measure the five core job characteristics of skill 
variety (items 1, 7, and 11), task significance 
(items 5, 9 and 15), task identity (items 3, 12 
and 14), autonomy (items 2, 6 and 10) and 
job feedback (items 4, 8 and 13). The average 
scores for the five categories are then summed 
together to obtain an overall score.  An overall 
score of between 60-75 indicates that the core 
job characteristics contribute significantly to the 
positive psychological state, which invariably 
leads to a positive personal and work outcome 
(Slocum & Hellriegel, 2011).  Low scores suggest 
that the opposite is invariably the case for a 
particular job and is indicative of the fact that the 
motivators of the job in question are relatively low. 

The summative motivational potential of a job can 
be determined by computing the motivational 
potential score (MPS) by using the following 
equation (Slocum & Hellriegel, 2011, p. 171): 

It can be seen from the MPS equation that if 
there is no autonomy or feedback, the MPS score 
will be zero whilst any one of the other core job 
characteristics do not have the same impact. 
The formula therefore suggests that the level of 
personal responsibility an employee feels, with 
respect to his or her job, as well as the degree 
of feedback provided on how the respective 
employee performs at his/her job has a significant 
impact on the motivational potential of the job. 
The Motivational Potential Score can therefore 
allow an employer to diagnose a job in order to 
determine whether it offers enough employee 
motivation. This study attempts to analyse the 
job characteristic scores together with the MPS 
scores in relation to different demographical 
variables such as gender, race, job title etc., so 

that managers are also able to verify whether 
specific groups experience problems regarding 
their jobs (or job areas) that warrant attention.

Structural equation modelling (SEM) techniques 
were employed in order to confirm the reliability 
and validity of the measurement instrument. Since 
this method takes the influence of measurement 
errors into account (Wang & Wang, 2012), a more 
in depth analysis of the relationship between 
latent and observed variables as well as the co-
variance structure of latent variables was possible.

The Chi-square (χ2) test of model fit (Kline, 2011), 
as well as the χ2/degree of freedom ratio (CMIN/
DF), (Wheaton, Muthèn Alwin & Summers, 1977), 
together with several other goodness-of-fit indices 
were used to verify the degree of correspondence 
between the implied and observed covariance 
matrixes. The CMIN/DF was used to overcome 
limitations of the traditional Chi-square test, 
since the latter is viewed as overly strict given 
its power to detect even trivial deviations from 
the proposed model (Hancock & Mueller, 2010). 
Since each fit statistic has certain limitations, the 
problem of relying on one fit statistic exclusively 
was avoided by considering incremental fit 
statistics such as the comparative fit index (CFI), 
Tucker-Lewis index (TLI) and the root-mean-
square error of approximation (RMSEA) as well. 

The CFI represents the class of incremental fit 
indices in that it is derived from the comparison of 
a restricted model (i.e., one in which structure is 
imposed on the data) with that of an independence 
(or null) model (one in which all correlations 
among variables are zero) in the determination of 
goodness-of-fit (Kline, 2011). For the CFI, values 
greater than .95 constitute good fit, and values 
greater than .90 constitute acceptable fit (Medsker, 
Williams, & Holahan, 1994). The Tucker-Lewis 
Index (TLI- Tucker & Lewis, 1973), is a relative 
measure of co-variation explained by the model 
that is specifically developed to assess factor 
models.  Although TLI values tend to run lower 
than CFI, the recommended cut-off value for TLI 
is the same as for CFI (Wang & Wang, 2012). To 
overcome the problem of sample size, Browne and 
Cudeck (1993) suggested using the Root Mean 
Square Error of Approximation (RMSEA) and 
the 90% confidence interval of the RMSEA. The 
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RMSEA estimates the overall amount of error; it 
is a function of the fitting function value relative 
to the degrees of freedom. For the RMSEA, it has 
been suggested that values less than .05 constitute 
good fit, values in the .05–.08 range constitute 
acceptable fit, values in the .08–.10 range 
constitute marginal fit, and values greater than 
.10 constitute poor fit (Browne & Cudeck, 1993).

Multivariate analysis has been used to group and 
present data (means, variances and correlations). 
T-tests were used to test for differences in perceived 
motivational potential of the job characteristics 
model as a function of demographic differences 
(gender, race, position, and level of management.  
Significance levels were set at 95%. Finally, 
Cohen’s effect size for pair-wise comparisons 
(Cohen, 1993) as further explored by Ellis and 
Steyn (2003), were used to test for practically 
significant differences between means obtained 
for the different demographic groups of interest. 
Interpretation guidelines for Cohen’s d-values 
(Ellis & Steyn 2003) were followed, i.e. d ≈ 0.2 
was regarded as a small effect (no practically 
significant difference), d ≈ 0.5 as a medium effect 
(practically visible difference) and d ≈ 0.8 as a 
large effect (practically significant difference).

fIndIngs
The final sample size was one hundred and 
fifty one (151); there were no missing data. The 

response group consisted of 60% males, 37% were 
female and 3% wished not to reveal their gender. 
With respect to race, the majority of the sample 
was African (41%), followed by Whites (38%), 
Asians (13%) and Coloureds (7%). The average 
age of respondents was 39.07 years with the 
average number of years that respondents were 
working for the company in question being 9.08; 
most respondents (59%) were not in management.

Reliability and Validity 
Structural equation modelling has been used 
to determine the reliability and validity of 
the model obtained from the data. The path 
diagram for the model is depicted in Figure 2 
below and is produced from the collected data. 

From the model depicted in Figure 2 above 
it can be deduced that each respective latent 
variable is predicted by three associated observed 
variables.  There are also some interactions 
between the respective latent variables.  The 
latent variables (or constructs) in this instance 
are 1) Skill Variety, 2) Task Identity, 3) Task 
Significance, 4) Autonomy and 5) Job Feedback.  

The total average correlation coefficient values 
between the latent and observed variables were 
equal to or above 0.7 for all factors. All parameter 
estimates, ranging from 0.55 (lowest) to 0.84 
(highest), were above the traditional minimum 

fIgure 2: PatH dIagram for tHe JCm
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acceptable level of 0.4, loaded onto the respective 
latent variables as expected, and were statistically 
significant. These findings indicate that all items 
contributed significantly to the measurement of 
their respective latent constructs (Wang & Wang, 
2012). The critical ratios (C.R) obtained were 
also ideal with all values above 2 and significant 
at the 95% level. The correlation between the 
latent variables ranges from 0.53 to 0.79. The 
lowest correlation is between Task Significance 
and Autonomy whilst the strongest correlation 
is between Task Identity and Autonomy. 

When assessing model fit, the CMIN/DF index 
(1.85<2) indicates an excellent fit. The CFI (0.92) 
indicates an acceptable fit and the RMSEA value 
(0.08) is also within the specified range for a fair 
fit. The TLI runs lower than the CFI as expected, 
with a value of 0.87, which is slightly off the mark. 
When considering all the indicators together, the 
overall analysis of the structural equation model 
suggests that the model fits the data comparatively 
well: CMin/DF ≤ 2.0; TLI/CFI ≥ 0.95; RMSEA< 
0.06 to 0.08. In essence, these results show that 
the measuring instrument measures what it is 
supposed to measure in a valid and reliable manner.

Descriptive statistics
The results for the means for all the questions of 
the instrument are summarised in Table 1 below. 

taBle 1: means and sd for 
researCH Instrument QuestIons

Question Q2N2 - one of the three observed 
variables that measure the construct of autonomy 
- has the highest average score of 4.22 with scores 
scattered close to this value as depicted by a 
standard deviation of 0.79.  This result indicates that 
most respondents feel that they have the freedom 
to execute their duties in a manner that is fitting 
to them. This also suggests that the respondents 
experience a major sense of responsibility for 
their work output as well as having a high degree 
of satisfaction with their jobs (see Figure 1 above).

The lowest scored question is Q2N4, which 
contributes to measuring the construct of 
feedback, with a score of 3.50. Responses to this 
question also exhibit the highest variances in 
responses according to the standard deviation 
value of 1.03 as far as the observed variables 
are concerned. The overall result suggests that 
the respondents experience a moderate to 
high level of meaningfulness, responsibility 
and knowledge in their job performance. 

The means and standard deviations 
obtained for all respondents on the five 
core job characteristics were calculated 
next. Table 2 below summarises the results: 

taBle 2: tHe means and standard 
deVIatIons for tHe fIVe Core JoB 

CHaraCterIstICs 

Core Job Characteristics mean std. 
deviation

Skill_Variety 11.69 2.13
Task_Identity 11.45 2.16
Task_Significance 12.36 1.88
Autonomy 12.07 2.00
Job_Feedback 10.89 2.50
Total_Score 58.46 8.09

The highest scored latent variable is task 
significance with a value of 12.36.  Task 
significance also exhibits the least amount 
of variance against the standard deviation 
value of 1.88. These results suggest that most 
of the respondents view their jobs as being a 
significant part of the company’s operations.

The lowest score is for the job feedback with 
a mean value of 10.89 and also the highest 
variation as indicated by a standard deviation 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

405

A DECADE OF EXCELLENCE

of 2.5.  Although this is the lowest scored latent 
variable, it does by no means suggest that 
respondents feel that they do not receive intrinsic 
feedback from the job itself, since the average 
score is still well above the midpoint value of 7.5.

Table 2 shows that the total average score for the 
core job characteristics is 58.46.  The standard 
deviation suggests that these results are scattered 
around this value by ±8.09.  This value is therefore 
close the ideal value and contributes greatly to 
the respondents’ positive psychological state.  

Calculating the MPS
As explained earlier on, the JCM proposes 
that the five core job characteristics influence 
three critical psychological states namely, 
experienced meaningfulness of the tasks 
performed, experienced personal responsibility 
for task outcomes and knowledge of the 
results of task performance. Therefore, before 
the overall Motivational Potential Score as 
an overall measure of job enrichment could 
be calculated, the total scores for the critical 
psychological states need to be considered. 

According to Hackman and Oldham (1976), 
the meaningfulness psychological state is 
obtained by adding skill variety, task identity 
and task significance. Considering the 
average scores for these job characteristics 
this state is calculated as follows: 

Meaningfulness = (11.69 + 11.45 + 12.36)/ 3 
= 11.83. It can thus be said that respondents 
accomplish a high level of meaning from their 
jobs, as well as having a high internal work 
motivation. The responsibility psychological state 
is captured by the autonomy job characteristic 
and equals a value of 12.07. The knowledge of 
results state is captured by the feedback job 
characteristic and is determined to be 10.89. 

Considering that the maximum score that could 
be obtained for each of these categories is 15.0 
and a score of 7.5 can be regarded as average, 
the current findings suggest that the respondents 
experience relatively high levels of meaningfulness, 
responsibility and knowledge of the results of their 
work and the scores advocate that the respondents 
are experiencing a relatively high level of 
personal outcomes at their place of employment.  

When using the formula to calculate the overall 
MPS for the participants, the total MPS is 
1555.4. According to the guidelines provided 
by Slocum and Hellriegel (2011), the minimum 
and maximum MPS scores that can be obtained 
is 1 and 3,375 respectively. A neutral stance is 
indicated by an MPS score of 729 (i.e an average 
score of 9 per scale) while a clearly positive 
MPS score starts at 1,728. Compared to these 
guidelines, the obtained MPS score of 1555.4 is 
well above average which is a good reflection on 

taBle 3: t-test and effeCt sIze ( CoHen’s d Value) results as a funCtIon of management

Core job 
characteristics

In 
management n mean std dev p-value effect size

Skill variety Yes 53 12.21 1.67 0.02* 0.35
No 89 11.37 2.38

Task identity Yes 53 11.73 2.16 0.28 0.19
No 89 11.32 2.18

Task significance Yes 53 12.96 1.57 0.00* 0.48*
No 89 12.06 1.97

Autonomy Yes 53 12.19 2.25 0.71 0.06
No 89 12.06 1.86

Job Feedback Yes 53 11.23 2.32 0.31 0.17
No 89 10.79 2.58

MPS Yes 53 1679.68 714.00 0.13 0.26
No 89 1507.31 714.05

*p<0.05
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the company, but it still falls short of the clearly 
positive range. This finding points to individual 
differences that influence how employees respond 
to enriched jobs, but nevertheless indicate 
an overall positive result for the company.

Testing for differences between groups
As a next step, findings were further analysed 
as a function of a demographical unit of 
analysis, namely 1) gender, 2) race, 3) 
management and 4) positions in management. 

No noteworthy differences were found on any 
of the five core job characteristics between 
race and gender groups. The greatest level of 
variance was reported for respondents who 
were in management and those who were not. 
These findings are shown in the table below. 

Respondents who are in management 
consistently reflected higher means on each 
job factor and appear to have the highest level 
of internal work motivation, effectiveness and 
job satisfaction depicted by a mean MPS of 
1697.68. The notable variances could be viewed 
for the management versus non-management 
groups for skill variety and task significance 
with α values of 0.02 and 0.00 respectively. 

Whilst the aforementioned approach calculates 
the probability by which the observed result 
will differ from what is expected, the effect 
size indicates the actual size of the difference 
(Thalheimer & Cook, 2002). This difference in 
magnitude is in fact the difference in the two 
means, which in this case ranged from 0.06 to 0.48.  
The greatest practical differences were observed 
between perceived task significance for managers 
and those for non-management respondents. 

dIsCussIon and managerIal aPPlI-
CatIons 
The specific objective of this research was to 
evaluate the motivational potential of core job 
characteristics as structured at the target facility 
of an international engineering company. The 
job characteristics model of Hackman and 
Oldham (1976) was used as a basis for evaluation. 

In line with previous research, findings obtained 
through SEM analysis showed that the JDS can 

be accepted as a valid and reliable measurement 
instrument for this target group as well. Support 
for the accuracy and stability of the JDS enhances 
the existing knowledge base, as it provides further 
evidence of the usefulness of this instrument 
across diverse demographic groups, workplace 
settings and different countries, which may 
be of interest to a wider research community.

Analyses of results on the five core job 
characteristics suggest that the respondents 
experience a moderate to high level of 
meaningfulness, responsibility and knowledge 
in their job performance.  The lowest rated 
job characteristic, regardless of demographic 
grouping, was job feedback. From this scenario it 
can be concluded that expectations of employees is 
not always clearly articulated, which in turn, may 
lead to frustration and resentment between the 
parties and can result in inefficiencies. This aspect 
could be improved, for example, by taking a closer 
look at how task interdependence is structured, 
since greater interaction with co-workers and 
clients may help employees to get prompt feedback 
regarding what is required of them and how well 
they have delivered. A corporate strategy could 
also be developed to communicate the company’s 
performance more frequently to provide feedback 
to employees about their collective performance, 
including the celebration of successes. 

The three critical psychological states were 
also determined. The highest score for the 
psychological state as perceived by respondents 
was for experiencing responsibility for their own 
work outcome. The fact that all three psychological 
states were positive and above average, suggests 
that a reinforcing cycle of strong work motivation 
based on self-generated rewards is active (Slocum 
& Hellriegel, 2011). Positive personal as well as 
work outcomes should result from this cycle, 
including high internal work motivation and 
high satisfaction with the work, being effective, 
producing quality work, being absent less and 
decreased turnover. It is nevertheless important 
that management should support and monitor 
the sustainability of this positive trend over time. 

One specific area of concern that may negatively 
impact personal and work outcomes, concerns 
the difference in opinion noted between 
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respondents who were in management and those 
who were not. This difference was established 
from both a practical and statistical perspective 
and is primarily related to their views on what 
the number of skills should be to complete their 
jobs, the perceived importance of their jobs and 
the degree to which they are left to their own 
devices to execute their duties. Interventions 
should be devised to close these perceived gaps 
and to rectify imbalances in concrete terms, such 
as to ensure that resources are adequate and 
accessible to meet job demands at all levels of 
the organisation and to employ principles of the 
expectancy theory to help employees understand 
how lower level employees also contribute 
towards the goals and strategy of the company 
in important and necessary ways. Management 
could also consider vertical loading of jobs by 
empowerment strategies. Such initiatives could 
include affording lower level employees more 
control over the determination of work methods, 
setting of schedules and determination of 
priorities and ways to monitor the quality of work, 
and to create opportunities for employees to seek 
solutions to problems on their own and consulting 
with others as necessary (Slocum & Hellriegel, 
2011). Such strategies may prove useful because 
empowerment promote autonomy and can support 
effortful and more effective decision making 
strategies that increase intrinsic motivation. 

Finally, the MPS has been calculated to be 
1555.4.  Due to the scarcity of research conducted 
in similar work settings, it is not possible 
to make accurate comparisons against pre-
existing norms. Comparing this result to similar 
research conducted in different industries by 
administering a JDS, this result achieved is 
nevertheless regarded as exceptionally high. 
Some previous studies, for example, reported 
values of 161.11, 96.16, 789.4, 845.6, and 944.5 
(Rusconi, 2005:46; Lawrence, 2001:93; Sekhar, 
2017), although the contexts within which this 
research has been conducted varied widely from 
the current setting. Considering the results for 
the total scores for the core job characteristics 
and the MPS, this is indeed a good result achieved 
for the identified South African operation 
of the international engineering company. 

On a final note, one must realise that efforts to 

increase the motivational power of a job are 
most likely to be effective when all of the job 
characteristics are addressed. Unfortunately, 
this may seem like a daunting task to managers 
which is likely to dissuade them from attempting 
to do so, for they may have limited control over 
the ways in which they can change work designs 
for their staff in practise (Woods & West, 2014).  
For this reason, it is recommended that managers 
implement sub-sets of those characteristics 
which they have more control over, for it is still 
likely to be beneficial. According to Olivas-Lujan 
and Bondaruk (2017), younger workers may 
for example benefit more from task variety and 
feedback, as it would allow them to build their 
skills and contribute to the satisfaction of the 
intrinsically motivating need for competence. 
Older workers, on the other hand, should benefit 
more from task significance and greater autonomy, 
as they are likely to be more experienced and 
skilled than their younger counterparts and 
such a focus would allow them more freedom 
to craft their jobs according to their needs.

Because the model application requested by 
management necessitated a narrow focus 
on characteristics, only a small number of 
motivational job characteristics could be 
considered in this study. As a result, the design 
decisions that can be made are also highly 
restricted. However, where it is impossible to 
alter task characteristics, alternative options 
could be explored to adjust the social context by 
increasing social support. According to Morgeson 
and Humphrey (2006) such an intervention may 
make the work more satisfying and interesting 
to perform, with the additional benefit that it 
does not require training or additional costs. 

ConClusIon
Despite the fact that the core characteristic 
related to feedback was found to be relatively 
lower than others and the differences noted 
among management versus non-management 
groups, results consistently pointed towards 
above average levels of motivation on all core 
constructs measured. This report therefore 
disproves the initial assumption that current 
job characteristics caused perceived de-
motivation within the target group. It is finally 
concluded that the employees working at the 
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facility in fact do derive a high degree of internal 
work motivation from the jobs they occupy. 

lImItatIons and reCommendatIons 
for future researCH 
This study has some limitations that must be 
considered. A self-report survey method was used 
to collect data which could result in bias, since it 
is possible that individuals who felt strongly about 
their job designs might be more likely to respond. 
A related restriction is the relatively small sample 
size. Due to practical operational constraints a 
convenience sampling technique was used, but 
ideally speaking a larger sample size would have 
been more desirable and would most likely have 
resulted in more perfect model fit indices in SEM. 

To obtain a more comprehensive picture of 
the overall motivational climate, future studies 
could consider additional factors including a 
broader range of individual, organisational and 
contextual variables that may also influence 
motivation levels. Such studies should also 
include a measure to control for the strength of 
individual’s growth needs, as these may influence 
satisfaction levels in unique ways that may help 
managers to align their motivational strategies 
more specifically to meet individual needs. 

Finally, fundamental changes in the nature of 
work itself is taking place that require jobs to 
be much more flexible and temporary in nature 
(Oldham and Hackman, 2010); this tendency 
challenges the continued existence of well-
defined jobs in contemporary organisations 
and highlights the need for in depth research to 
determine the extent to which dynamic workplace 
changes will affect job design theory in future.
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aBstraCt
This paper sets out to assess the perceptions of 
employees regarding the impact of employment 
considerations on OCB within retail firms in South 
Africa. A positivistic research paradigm was used 
by means of quantitative research. Primary data 
was obtained from a sample of 1000 participants 
from four economically active provinces in South 
Africa, using the survey method, by means of 
self-administered structured questionnaires. 
Four null-hypotheses and a hypothetical model 
of employee perceptions regarding the impact of 
job considerations on OCB in retail firms were 
tested. The empirical results revealed that job 
considerations have a positive influence on both 
OCB related to compassion and OCB related 
to civic non-obligatory acts.  Furthermore, the 
empirical results showed that OCB related to 
compassion have a positive influence on both 
organisational commitment and propensity to 
resign, while OCB related to civic non-obligatory 
acts has a positive influence on organisational 
commitment and its influence on propensity 
to resign was not significant. It is envisaged 
that the results of this study could assist retail 
firms to understand the variables that influence 
OCB and be used to implement effective 
strategies in retail firms in order to ensure 
effective engagement in OCB related behaviour.

Keywords: employment considerations, organ-
isational citizenship behaviour, retailing

IntroduCtIon
Retailing in South Africa remains the most 
dynamic in urban markets with changes almost 
on a daily basis and expectations and demands 
of shoppers have changed, especially as far as 
convenience, variety and shopping experience is 
concerned (Prinsloo, 2016:1). Customers today 
are far less predictable and much better informed 
due to technological advances.  The changes in 
lifestyles have had a direct impact on shoppers 
and shopping patterns. Retailing is a major 
economic activity and a major employer.  The 
wholesale and retail trade is one of the biggest 
employers of people in South Africa and one of 
the highest contributors towards GDP.  In 2013, 
the wholesale and retail industry employed over 
22.8% of the labour force (Lehohla, 2013a:12) and 
has recently reported an increase of 0.9% in 2016 
(Lehohla, 2016:4) and contributed 13.3% towards 
the country’s GDP in 2013 with a reported 
increase of 1.7% in 2016. Retailing is a labour-
intensive activity with employees being exposed 
to customers of the business quite frequently.  
Retail firms hire employees who are the major 
drivers of the firm’s success, increased retail sales, 
and industry growth.  These retail stores are 
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very dependent on employees to achieve their 
objectives and facing the competition (Ajbani & 
Deshpande, 2013:2).   The presence of employees 
and human interaction can play a pivotal role 
when competing against online stores (Rajamma, 
Paswan, and Ganesh (2007:211). The retail industry 
is also known for having a high rate of employee 
turnover, which means that employees routinely 
come and go. Tang, Liu, Ohc, and Weitz (2014:62) 
argue that this unusually high employee turnover 
increases retail labour costs. Employee turnover 
is a problem for retailers, especially the enormous 
hidden costs like customer dissatisfaction (Salleh, 
Nair & Harun, 2012). Despite the retailers’ 
dependency on employees, retail industry human 
resource management remains a rather neglected 
area and this poses a challenge to retail firms.

The changing economic and socio-economic 
environment has put organisations under pressure 
to increase flexibility in their employment system. 
Flexibility within the context of productivity and 
competitive advantage is being seen as crucial 
for business success and survival as changes 
within modern business and the world of work 
continue at an ever increasing rate (Browell 
& Ivers, 1998).  Consequently, organisations 
reacted to these developments by adapting 
the workforce to the changing environment 
through increasing flexibility.  Furthermore, 
firms have resorted to employment contracts 
that have major implications for work, with a 
transition from relatively fixed and stable labour 
markets to much greater flux and heterogeneity 
(Gamble & Huang, 2008), thus resulting in a 
flexible labour market.  Labour market flexibility 
refers to the extent to which different elements 
of the labour market can adjust to changing 
circumstances (Barker, 2007:127-134). Moreover, 
firms embark on labour market flexibility to 
increase profitability and growth, even though 
it creates a crisis for workers by reducing their 
wages, removing their benefits and removing 
their legal protection and access to trade unions.  

Given that employees play a pivotal role in 
driving customer satisfaction and performance 
(Arndt, Arnold & Landry, 2006:322), managing 
employees’ attitudes and behaviour can be seen as 
a managerial imperative for retailers. This study 
thus aims to investigate the impact of employment 

considerations on OCB in the retail sector.

ProBlem statement
Retail employees are often boundary spanners 
with multiple roles to fulfil (Ackfeldt & Coote, 
2005:151). Due to the seasonal and unpredictably 
long operating hours of retail firms, they hire a 
number of employees on a permanent, temporary 
or casual basis in order to meet with the influx 
of customers. These employees are expected to 
provide high customer service and do more than 
is expected.  Some employees are reluctant to go 
beyond the call of duty because their employment 
contracts do not provide the benefits and security 
they need. Despite an increasing number of 
non-permanent employees in the retail industry, 
their motivation and attitudes towards, among 
others, their employment contracts, their jobs 
and the organisation, dictate the effort they 
exert in providing excellent customer service 
and improving productivity. Rego and Cunha 
(2008:542) support this view and indicate that 
some behaviour is more abstract and dependent 
on employee attitudes and motivations.  Thus, 
employee attitudes towards their employment 
contracts and other factors in the organisation 
can influence their behaviour in either a positive 
or a negative way, depending on their motivation, 
attitudes and motives. However, some employees 
might choose not to engage in OCB because it 
fits a certain situation or the employee is acting 
out of narrow self-interest (Ariani, 2012:162). 
Hence, this study aimed to gain greater insight 
and understanding of the perceptions and 
attitudes of retail employees engaging in OCB. 
The main research question to be addressed in 
this study is: What are the perceptions regarding 
the impact of employment considerations 
on OCB in South African retail firms? 

researCH oBJeCtIVes and 
HYPotHeses
The primary objective of this study is to investigate 
the impact of employment considerations on 
organisational citizenship behaviour in a retail 
setting. To help achieve this objective, the 
following secondary objectives are identified: 

•	 To conduct a literature study on the nature of 
employment considerations and OCB.

•	 To empirically assess the extent to which 
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employment considerations impact OCB in 
retail settings.

•	 To provide practical guidelines to retailers 
regarding the impact of employment 
considerations on OCB in retail settings 

The hypothesised model that assessed the 
impact of employment considerations on OCB 
and outcomes is illustrated in Figure 1 above.  

The following hypotheses are to be tested in this 
study:

H01: There is no relationship 
between employment considerations 
and OCB in a retail setting.

H02: Organisational citizenship behaviour 
does not influence employee commitment.

H03:  Organisational citizenship behaviour 
does not influence propensity to resign.

H04:  Organisational citizenship behaviour 
does not influence employee engagement.

OPERATIONALISATION OF VARIABLES
The study variables are defined in this section.

•	 employment considerations
The term “consideration” is defined as careful 
thought or the act of thinking carefully about aspects 
of something (Tulloch, 1990:305). In this study, 
employment considerations that are hypothesised 
to influence OCB are employment contracts, 
reward system, working hours and overtime. 

•	 employment contracts 
The employment contract is the agreement 
between two or more legal persons in terms 
of which one of the parties (employee) 
undertakes to place his or her personal services 
at the disposal of the other party employer) 
for an agreed period in return for a fixed or 
ascertainable wage. This entitles the employer 
to define the employee’s duties and to supervise 
the manner in which the employee discharges 
them (Grojan, 1999:23-24).  Employment 
contracts entail employment arrangements where 
employees are hired on a full-time or part-time 
contract basis, otherwise known as permanent 
or temporary employment.  Temporary 
employees include those who are employed 
on a fixed-term contract (Guest, 2004:1-2).  

•	 reward system
Malhotra, Budhwar and Prowse (2007) refer to 
organisational rewards as all the benefits, financial 
and non-financial that an employee obtains 
through their employment relationship with an 
organisation.  Likewise, Husin, Chelladurai and 
Musa (2012:145) refer to rewards as all monetary 
and non-monetary compensations and incentives 
provided by the organisations to employees in 
return for their contributions, in terms of their 
physical and mental efforts as well as abiding 
by the rules and regulations of the organisation. 
In addition, these rewards can be used to elicit 
desired behaviours from employees. Williamson, 
Burnett and Bartol (2009) distinguish between 
three main types of rewards that individuals 
seek from their organisation: extrinsic (tangible 

fIgure 1:  HYPotHetICal model of tHe studY
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benefits), intrinsic (come from the content of 
the job itself) and social rewards arise (from 
interaction with other people on the job). 

•	 Working hours
Working hours refers to the correspondence 
between the employees working hour preferences 
and actual working hours, whether this is wanting 
to work more hours or wanting to work fewer 
hours.  Actual work hour behaviour can be seen 
as a function of hours preferred by the employee, 
number of hours as agreed upon in the employment 
contract and environmental forces (Van Emmerik 
& Sanders, 2005:714).  Long opening hours and 
seasonal demands in retail settings require a range 
of contractual arrangements and shift patterns. 
Van Emmerik’s (2004:79) examination of the 
relationship between a mismatch of working 
hours and OCBs shows that working more 
hours than preferred and initially agreed upon, 
is associated with the withdrawal of engagement 
in OCBs directed towards the supervisor, 
but not OCBs directed towards colleagues.  

•	 overtime
The Basic Conditions of Employment Act 75 
of 1997 defines overtime as the time that an 
employee works during a day or a week in excess 
of ordinary hours of work.  In other words, it is 
working longer hours than agreed upon between 
an employer and the employee. Van Emmerik 
and Sanders (2005:712) suggest that different 
employees’ needs cause employees to prefer to work 
a different number of hours than that which they 
actually work.  There are employees, for example, 
who prefer to spend less time at work and those 
who prefer to work longer hours.  Employees may 
feel compelled to work overtime due to financial 
strain, job insecurity, or employer pressure.  Rad 
and Moraes (2009:53) demonstrate that sources 
of low job satisfaction are associated with low 
salaries and benefits, working with unskilled or 
inappropriately trained staff, laborious tasks such 
as documentation, repetition of duties, tensions 
within role expectations, role ambiguity, role 
conflict, job/patient care, feeling overloaded, and 
the increasing need to be available for overtime.  
Noor (2009) reveals that excessive work, 
afternoon shifts, frequent overtime, inflexible 
hours, inability to leave for emergencies and 

physically or mentally demanding work are the 
most important in creating job-family conflict.  

•	 organisational citizenship behaviour
The concept of organizational citizenship 
behaviour (OCB) refers to behaviour that 
positively impacts the organisation or its members 
(Poncheri, 2006).  This citizenship is often marked 
by its spontaneity, voluntary and constructive 
impact on results, unexpected helpfulness to 
others and the fact that it is optional. Turnipseed 
and Wilson (2009:24) emphasise that behaviour 
is classified as “organizational citizenship” 
if it is discretionary and not an enforceable 
requirement of the job – not directly recognised 
by the formal reward system and contributing 
to organisational effectiveness. Employees who 
go beyond their call of duty are valuable to the 
retail industry where employees play a key 
role in customer satisfaction and retention, 
thereby contributing to the firm’s overall 
strategy and gaining a competitive advantage 
(Organ, Podsakoff & MacKenzie, 2006:204). 

•	 outcomes
Three dependent variables were tested, 
namely employee commitment, propensity 
to resign employee commitment

•	 employee commitment
Commitment is defined as an employee’s 
identification with and adoption of an 
organisation’s values, norms and traditions 
(Anderson & Martin, 1995). As such, it is a 
product of an employee’s sense of well-being and 
satisfaction with the organisation. A high level 
of employee commitment in an organisation 
can have beneficial consequences, resulting 
in lower absenteeism, higher performance 
and lower employee turnover (Mathieu & 
Zajac, 1990). Ellinger, Musgrove, Ellinger, 
Bachrach, Elmadag Bas and Wang (2012:1124) 
propose that commitment to the firm and 
commitment to service quality drive service 
employee behaviours such as job performance 
and organisational citizenship behaviour.    

•	 Propensity to resign
Morgan and Hunt (1994) define propensity to 
resign as a perception of the likelihood that 
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the relationship between the employee and 
the organisation would be dissolved in the 
(reasonably) near future. Ito and Brotheridge 
(2005:7) suggest that an employee’s intention to 
leave an organisation, expressed in terms of making 
plans to search for a new job, reflects the potential 
for voluntary turnover.  Predictors of voluntary 
turnover include job dissatisfaction (Nadiri & 
Tanova, 2010:34) and affective commitment, a 
psychological attachment expressed as pride in 
the organisation and a willingness to exert extra 
effort (Meyer, Stanley, Herscovitch & Topolnytsky, 
2002), as well as employees exploring and 
accepting other opportunities as part of a career 
plan (Lee, Mitchell, Wise & Fireman, 1996).  

•	 Employee engagement
Shuck and Wollard (2010) define employee 
engagement as an individual employee’s cognitive, 
emotional, and behavioral state directed toward 
desired organisational outcomes.  Employee 
engagement can also be described as vigour, 
participation and self-efficacy in performing 
their work. It has commonly been defined as 
emotional and intellectual commitment to the 
organisation (Baumruk, 2004) or the amount 
of discretionary effort exhibited by employees 
in their jobs (Frank, Finnegan & Taylor, 2004).  

lIterature reVIeW
Employment conditions in South African retail 
firms
South African business firms are regulated under 
various laws, some of which include the labour 
laws discussed above.  Likewise, retail firms 
adhere to South African employment laws for the 
effective management of people (Du Toit, Erasmus 
& Strydom, 2010:329).  According to Mdladlana 
(2003), the employment of all wholesale and 
retail employees is governed by the Sectoral 
Determination 9 Legislation of the Wholesale and 
Retail sector.  The determination sets minimum 
wages, working hours, number of leave days, and 
termination rules.  It applies to all employers 
and workers in the industry, including those 
associated with merchandising, warehousing, 
or distribution operations.  It does not apply to 
workers who are covered by another sectoral 
determination or bargaining council agreement. 
The Basic Conditions of Employment Act (BCEA) 

applies in respect of any matter not covered by 
this sectoral determination. The wholesale and 
retail sector is characterised by high levels of 
casualisation. Atypical forms of employment 
prevail, together with labour brokering, permanent 
temporary employees, temporary managers 
and supervisors in the workplace, especially 
retail outlets (Mazwai & Dikgole, 2013:19).  

Retail employment
The wholesale and retail (W&R) sector is one 
of the largest employers in South Africa, as it 
employs 22.8% of the country’s labour force 
(Lehohla, 2013b:12).  Males make up 52% of 
those employed in the W&R sector and females 
make up 48%, while the national average is 
56% males and 44% females.  Moreover, 66% 
of the people in the W&R sector are in formal 
employment, whilst 34% are in informal 
employment (Mazwai & Dikgole, 2013:15).

Retail working hours 
In South Africa, retail working hours are set 
according to Part D of the Sectoral Determination 
9: Wholesale and Retail sector legislation.  An 
employer may not require or permit an employee 
to work more than 45 ordinary hours in any 
week or on agreement, 40 ordinary hours in 
any week. An employer may also not require 
or permit an employee to work more than nine 
ordinary hours on any day if the employee works 
for five days or less in a week; or eight ordinary 
hours in any day if the employee works for more 
than five days in any week. An employee who 
works 27 hours or less per week is employed 
on condition that the employee is paid the 
relevant hourly wage rate (Mdladlana, 2003). 

Retail earnings 
The wholesale and retail sector is one of the lowest-
paid sectors in South Africa, while total earnings 
for individual workers depend on the number 
of hours worked, which can vary considerably 
according to the category of employment (Kenny, 
2005:49).  However, the sector is governed by 
Sectoral Determination 9, Wholesale and Retail 
Sector Legislation that stipulates the minimum 
wages to be paid to employees.  The minimum 
wages are reviewed every year and according to 
Mazwai and Dikgole (2013:25), in 2012 there 
were discrepancies in gross earnings earned 
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by workers on a monthly basis, which led to 
many strikes.   Gross earnings are payments for 
ordinary-time, standard or agreed hours during 
the reference period for all permanent, temporary, 
casual, managerial and executive employees 
before taxation and other deductions for the 
reference period (Mazwai & Dikgole, 2013).  This 
includes salaries and wages; commission if on 
retainer, wage or salary was also paid; employer’s 
contribution to pension, provident, medical 
aid, sick pay and other funds and allowances.

Dimensions of OCB
A significant amount of research has been 
conducted by various authors to identify 
behaviours that are associated with OCB (Akan, 
Allen & White (2009:99); Organ et al. (2006)). 
The dimensions that were identified include 
(amongst others) helping behaviour or altruism, 
conscientiousness, compliance, sportsmanship, 
organisational loyalty or boosterism, individual 
initiative, and self-development.  Redman and 
Snape (2005) refer to helping behaviour, or 
altruism, as the act of helping a fellow worker on 
an assigned task or problem; thus, going beyond 
job requirements to help others with whom the 
individual comes into contact.  Redman and 
Snape (2005) further refer to conscientiousness 
as the discretionary behaviours that go 
beyond the basic requirements of the job, in 
terms of obeying work rules, attendance and 
job performance. Compliance refers to an 
individual’s implicit acceptance of the rules, 
regulations, and the procedures of their team, 
even when they are not being directly monitored 
(Akan et al., 2009:102).  Sportsmanship refers 
to the willingness of employees to tolerate 
organisational difficulties, inconveniences, and 
co-worker behaviours, accepting work-related 
problems without complaining excessively, 
maintaining a positive attitude, and others 
(Organ, Podsakoff & MacKenzie, 2006). The 
five-factor dimensions, for the purpose of this 
study, will be used; these include altruism, 
conscientiousness, sportsmanship, courtesy and 
civic virtue. Empirical studies have supported 
this five-factor structure (Mansoor, Aslam, 
Javad, Ashraf, & Shabbir, 2012:568; Shin & Kim, 
2010:117 and Salavati, Ahmadi, Sheikhesmaeili, 
& Mirzaei, 2011:398-399).  Though a meta-
analysis, LePine, Erez and Johnson (2002:52) 

suggest that scholars should think of Organ’s 
(1988) OCB as a latent construct and consider 
the OCB dimensions as imperfect indicators 
of the same underlying construct, where OCB 
is the focal construct of interest, and focusing 
on its specific dimensions should therefore be 
avoided.  However, a meta-analysis conducted 
by Hoffman, Blair, Meriac and Woehr (2007:562) 
suggested that efforts to operationalize OCB are 
best viewed as indicators of a general OCB factor.  

Importance of OCB in retailing
In retailing, as in any service organisation, 
spontaneous cooperative actions seem especially 
relevant (Ackfeldt & Wong, 2006) as most aspects 
need non-mandated employee behaviour that 
can be critical to customer satisfaction (Rego & 
Cunha, 2008:542).  Although helping customers 
is an in-role behaviour for retail employees, as 
they are evaluated on their ability to interact 
with customers (Ackfeldt & Coote, 2005:157), 
employees are also expected to go beyond their 
call of duty in order to promote the positive 
image of the organisation (Rego & Cunha, 
2008:542) and increase customer satisfaction 
and loyalty to the company.  Employees 
who help customers and behave courteously 
towards them may foster a sense of gratitude 
in customers, thus causing them to repeat the 
service acquisition (Rego & Cunha, 2008:545).

The creation of customer value, in the interaction 
between the customer and the employee, 
is important in retail as it keeps customers 
returning and generates positive word-of-mouth 
communication, which attracts new customers 
(Levy & Weitz, 2012:500). Committed employees 
are more motivated to assist the retailer in 
achieving its goals, such as improving the 
satisfaction of customers and building customer 
loyalty, and are less likely to leave the company 
(Levy & Weitz, 2012:220). Concurring with this 
view, Rego and Cunha (2008:545) indicate that 
conscientious and committed employees are 
more likely to take a diligent approach to solving 
customer problems and will be less inclined to shirk 
responsibilities, to pass problems along to others 
or to accept suboptimal solutions for customers, 
as this will tarnish the image of the organisation.  

When employees behave as good organisational 
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citizens towards each other, for example when 
more experienced employees voluntarily help new 
colleagues to learn the job, it is likely that the new 
workers become more productive, which enhances 
the efficiency of the retailer and promotes a positive 
internal climate (Rego & Cunha, 2008:542-544). 
This behaviour may, in turn, have a positive 
impact in the way customers are served.  The 
positive climate may result in better interactions 
with customers, thus increasing service quality 
and customer attraction. Likewise, if employees 
become more productive, employee engagement 
is enhanced.  Buchanan (2004), Fleming and 
Asplund (2007); The Gallup Organization (2001) 
and Wagner and Harter (2006) assert that the 
outcomes of employee engagement include 
but not limited to employees who are more 
productive, profitable, safer, healthier, less likely 
to turnover, less likely to be absent, and more 
willing to engage in discretionary efforts.  In 
addition, Vance, (2006) and Wagner and Harter 
(2006) claimed that engaged employees average 
higher customer satisfaction ratings and generate 
increased revenue. Thus, OCB plays a vital role 
in the effective functioning of organisations.

researCH metHodologY
This study was aimed at gaining greater 
insight regarding the impact of employment 
considerations on OCB in retail firms.  

Research paradigm
This study adopted a positivistic research 
paradigm.  The positivistic research paradigm is 
an epistemological position, which asserts that 
knowledge of a social phenomenon is based on 
what can be observed and recorded rather than 
subjective understanding (Matthews & Ross, 
2010:27).  The quantitative research methods 
used in the positivistic research paradigm are 
appropriate for the examination of specific data 
from large numbers and are the most cost-

effective way to collect data (Pellisier, 2007:19).  

Population and sampling
The population of this study was comprised of 
all retailers in South Africa, more specifically 
in the provinces of Gauteng, Kwa-Zulu Natal, 
the Eastern and Western Cape.  According to 
Memela (2012:4), there were 80 353 retailers 
in South Africa and retailers make up 70% of 
the country’s economically active enterprises. 

For the purpose of this study, non-probability 
sampling was used, specifically, convenience 
sampling.  Convenience sampling gives 
researchers the freedom to choose whomever they 
find (Cooper & Schindler, 2006:423). The reason 
for this choice was that respondents were available 
and accessible. Other sampling methods that were 
used in this study were snowball and judgemetal 
sampling. The researcher made use of the same 
field workers who travelled to the Eastern Cape, 
KwaZulu-Natal, Gauteng and the Western Cape. 
The field workers were unemployed individuals 
who had post-matric qualifications.  The field 
workers were trained prior to distribution of 
questionnaires and were remunerated after 
collection of questionnaires in each province. 
A total of 1000 questionnaires were distributed 
(250 per province). However, out of 1000 
questionnaires distributed in all four provinces, 
690 were returned and only 554 were usable, which 
amounts to a 55% response rate.  Table 1 indicates 
the distribution of questionnaires per province.

Questionnaire design
In this study, self-administered structured 
questionnaires with closed-ended questions, 
formulated in a simple and concise language, 
were used.  This method is consistent with the 
measuring tool used in previous studies (Ackfeldt 
& Wong, 2006:733; Ackfeldt & Coote, 2005:154; 
and Dimitriades, 2007:469). Employment 

taBle 1:dIstrIButIon of QuestIonnaIres 

Province distributed Collected
Eastern Cape 250 157
KwaZulu-Natal 250 204
Gauteng 250 214
Western Cape 250 115
total 1000 690
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considerations were measured using a 15-item 
scale that was self-developed.  In developing items 
for the intervening variable, three-item scales 
for each sub-variable (altruism, sportsmanship, 
civic virtue, conscientiousness and courtesy) 
were adopted from the OCB scale proposed by 
Podsakoff et al. 1990). Employee commitment was 
measured using a five-item scale adopted from 
Meyer and Allen (1997).  Propensity to resign was 
measured using a five-item scale adopted from 
Hossain (1997) and   employee engagement was 
measured using a five-item scale adopted from 
Robinson, Perryman and Hayday (2004). In this 
study, a seven-point Likert-type scale was used 
and the questionnaire consisted of four sections:

•	 Section A sought information on employment 
considerations on OCB, using an ordinal scale 
by means of a seven-point Likert-type scale;

•	 Section B sought information on general 
perceptions regarding OCB (5 dimensions), 
according to a seven-point ordinal Likert 
scale;

•	 Section C sought information on the impact of 
OCB on the dependent variables (outcomes), 
using a seven-point ordinal Likert-type scale; 
and

•	 Section D sought demographical information 
that will provide clear insight into the 
background information of the respondents, 
using a nominal scale.     

Pilot study
A pilot study was conducted prior to the 
finalisation of the measuring instrument to test 
whether the questionnaire items are consistent 
and reflect the same underlying variables as 
depicted in the conceptual model. The measuring 

instrument was tested on among 20 retail 
employees.  The preliminary test was conducted to 
ensure ease of understanding of the questionnaire 
items, the relevance of the questionnaire items, 
ease with which questions could be answered and 
the time required to complete the questionnaire.  

Data analysis
Data collected was transferred to an Excel spread 
sheet and analysed by means of the Statistica 
Version 12 computer programme.  Descriptive 
statistics such as the mean, mode, median and 
standard deviation were used to assist with the 
preliminary data analyses.  The validity of the 
measuring instrument was tested by assessing 
content and construct validity.  Exploratory 
factor analysis was used to assist in determining 
construct validity (convergent and discriminant 
validity).  Content validity is generally used to 
determine whether the scale measures what 
it is supposed to measure (Hair, Black, Babin, 
Anderson & Tatham, 2006:174) and was tested by 
means of a pilot study.  In this study, Cronbach’s 
alpha was used to assess the reliability of the scales 
and a coefficient alpha between 0.7 and 0.8 are 
considered to have good reliability. Regression 
and correlation analysis were used to assist in 
assessing the relationships between the variables.  

etHICal Issues
On completion and before distribution, the 
questionnaire was forwarded to the Nelson 
Mandela University’s faculty ethical committee 
for ethical approval.  Moreover, participation was 
voluntary; respondents could partake willingly 
in the study and could withdraw at any point in 
time. The purpose of the study was also clearly 
explained in the cover letter and respondents 
completed the questionnaires anonymously.

taBle 2:tHe demograPHICal ComPosItIon of resPondents 
sourCe: autHor’s oWn IllustratIon

demographics range %

Position

Senior management 10
Middle management 14

Supervisory 11
Shop floor staff 51

Other 14

Gender
Male 44

Female 56
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aBle 2:tHe demograPHICal ComPosItIon of resPondents 
sourCe: autHor’s oWn IllustratIon (ContInued)

demographics range %

Type of job

Manager 20
Packer 14

Sales associate 16
Buyer/merchandiser 3

Cashier 19
Shop floor assistant 14

Admin/finance 5
Other (specify) 8

No response 1

Race

African 66
White 6

Coloured 18
Indian 7

Chinese 1
Other (please specify) 2

Age

15-20 11
21-30 53
31-40 26
41-50 7
51-60 3

Over 60 0
No response 0

Educational 
qualification

Grade 11 and lower 17
Grade 12 54

Diploma or National certificate 21
Bachelor’s degree 5

Postgraduate degree/ diploma (e.g. Honours/ Masters) 2
Other (Please specify) 1

Type of 
employment 
contract

Full-time employee 67
Part time employee 19

Fixed-term contract employee 5
Temporal contract employee 2

Casual employee 4
Other (please specify) 2

No response 1

Tenure

0-1 28
2-5 43

6-10 16
11-15 6

Over 15 7
No response 0



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

419

A DECADE OF EXCELLENCE

emPIrICal results
Demographic profile of respondents
The demographical information of respondents 
is depicted in Table 2. 

Table 2 shows the most important demographic 
characteristics of the respondents.  The majority 
are: working on the shop floor, females, Africans 
between the ages of 21-30 years, having a grade 
12 certificate and only 21% had post-matric 
certificate, full time employees with a tenure of 2-5 
years and only 1% of respondents earned more than 
R20 000 per month, working in small firms (1-50 
employees) and in existence for more than 16 years 
as clothing, footwear and leather goods retailers.

Exploratory factor analysis
As mentioned above, employment considerations 
were measured using a 15-item scale that was self-
developed and questions like, amongst others, were 
asked: “I am offered over and above the minimum 
statutory requirements regarding leave (e.g. 
maternity, paternity, sport); I am always allowed 
to work flexible hours (variable work schedule); 
My benefits are comparable to those offered by 
other organisations (e.g. medical aid scheme); I 
am eligible for contractual sick leave pay.” Nine 
of the fifteen items (EC5, EC7, EC9, EC10, EC11, 
EC12, EC13, EC14, EC15) which were expected 
to measure ‘employment considerations’ loaded 
on factor three (3), which  means that respondents 
viewed these items as a single construct termed 

taBle 2:tHe demograPHICal ComPosItIon of resPondents 
sourCe: autHor’s oWn IllustratIon (ContInued)

demographics range %

Size of 
organisation

Small (employing 1 to 50 employees) 53
Medium (employing 51 to 200 employees) 24

Large (employing more than 200 employees) 22
No response 1

Organisation’s 
years in existence

1-5 years 30
6-10 years 26

11-15 years 13
16 years + 31

No response 0

Monthly income

< R5000 34
R5001 – R10 000 29

R10 001 – R15 000 13
R15 001 – R20 000 20

R20 001 + 1
No response 3

Retailing activity

General dealer 14
Food, beverages & tobacco 18

Pharmaceuticals & medical goods 3
Cosmetics & toiletries 6

Clothing, footwear and leather goods 32
Textiles 2

Household furniture, appliances & equipment 9
Hardware, paint & glass 0

Sports 4
Other 11

No response 1
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‘employment considerations’.  The empirical 
factor structure is outlined in Table 3 below.

 The exploratory factor analysis results reveal 
some of the items that loaded on employment 
considerations. Table 3 indicates that the 
respondents perceived ‘organisational citizenship 
behaviour’ as a two-dimensional construct. 
‘OCB related to compassion’ (OCB1) and ‘OCB 
related to civic non-obligatory acts’ (OCB2). 
Table 3 also indicates that all five items expected 
to measure ‘employee commitment’ and all 
five items expected to measure ‘employee 
engagement’ loaded onto one factor and were 
termed ‘organisational commitment’. This means 
that respondents did not perceive the items 
expected to measure ‘employee commitment’ 
and ‘employee engagement’ as measures of two 
different constructs, hence, the variable was 
renamed ‘organisational commitment’. Four of 
the five items which are expected to measure 
‘propensity to resign’ loaded onto one factor. This 
means that respondents viewed these items as a 
single construct termed ‘propensity to resign’. As 
a result of the discriminant validity assessment 
with the exploratory factor analysis, some items 
were deleted and new variables were formed; thus, 
the original theoretical model had to be adapted.  

Reliability of the measuring instrument
The reliability of the new and adapted variables had 
to be reassessed. Table 5 indicates the Cronbach’s 
alpha coefficients of the latent variables based on 

the comprehensive exploratory factor analysis. It 
reveals that all Cronbach’s reliability coefficients 
are above 0.70 which is regarded as acceptable 
for the purpose of this study. This indicates 
that all instruments have a reliability of 0.70 
and above, which is regarded as good reliability 
and is sufficient for retaining these variables 
(Zikmund, Babin, Carr & Griffin, 2010:306).  

taBle 4:CronBaCH’s alPHa CoeffICIents 
of tHe latent VarIaBles Based on tHe 
ComPreHensIVe eXPloratorY faCtor 

analYsIs

latent variable Cronbach’s 
alpha

Employment considerations (EC) 0.845
OCB related to compassion 
(OCB1) 0.864

OCB related to civic non-
obligatory acts (OCB2) 0.798

Organisational commitment 
(OCM) 0.923

Propensity to resign (PR) 0.727

Correlation analysis
Table 5 shows that employment considerations 
is positively correlated to  OCB related to 
compassion, with a coefficient of 0.432, and 
OCB related to civic non-obligatory acts, with 
a  coefficient of 0.520.  This means that when 
management communicates and provides 
individual employment conditions regarding, for 
example, leave benefits, compensation, working 

taBle 3:emPIrICal faCtor struCture 
In taBle 3, faCtor loadIngs greater tHan 0.4 Were ConsIdered sIgnIfICant.

latent variables Items minimum 
loadings

maximum 
loadings

employment 
considerations (JC)

EC5, EC7, EC9, EC10, EC11, EC12, EC13, 
EC14, EC15 0.403317 0.551228

oCB related to 
compassion (oCB1)

SPORT1, SPORT2, SPORT3, ALT1, ALT2, 
ALT3 0.540034 0.843700

oCB related to civic 
non-obligatory acts 
(oCB2)

CONSC1, CONSC2, CONSC3, CV1, CV2, 
CV3 0.554407 0.795561

organisational 
commitment (oCm)

ECM1, ECM2, ECM3, ECM4, ECM5

EE1, EE2, EE3, EE4, EE5
0.742401 0.839395

Propensity to resign 
(Pr) PR2, PR3, PR4, PR5 0.683836 0.789575
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hours and the others, OCB is highly promoted.  

Regression analyses
In conducting the regression analyses, the 
impact of the independent variable (employment 
considerations) on the intervening variables (OCB 
– compassion and OCB – civic non-obligatory 
acts) and the dependent variable (organisational 
commitment and propensity to resign) were tested 
and the results are as outlined in Table 6 below.

Table 6 indicates that indicates that employment 
considerations (b = 0.203, p < 0.001) is positively 
related to OCB related to compassion. The R2 of 
0.297 explains the 30% of variability in the model 
explained by the moderating variable (OCB 
related to compassion) as shown in Table 6. Table 6 
further indicates that employment considerations 
(b = 0.421, p < 0.001) is positively related to 
OCB related to civic non-obligatory acts. Table 
6 shows that the R2 of 0.470 indicates that 47% 
of the variability in the model is explained by the 
variables grouped as ‘organisational commitment’. 
This indicates that OCB related to compassion (b 
= 0.671, p < 0.001) and OCB related to civic non-
obligatory acts (b = 0.085, p < 0.01) have a positive 
relationship with organisational commitment. 
Furthermore, this means that sportsmanship, 
altruism, civic virtue and conscientiousness, 
as measures of OCB, promote and increase 
organisational commitment amongst employees. 
Table 6 indicates that OCB related to compassion 
(b = 0.215 p < 0.001) has a positive relationship 
with propensity to resign, it also shows that the 

R2 of 0.472, which indicates 47% of variability in 
the model, is explained by propensity to resign. 
This implies that sportsmanship and altruism 
among the employees have been a driving force 
behind OCB related to compassion. Table 6 
further indicates that OCB related to civic non-
obligatory acts (r = -0. 020, NS) does not exert 
significant influence on ‘propensity to resign’.

reformulatIon of HYPotHeses
As a result of the formulation of the adapted 
model, the original hypotheses had to 
be reformulated. Table 7 indicates the 
findings of the hypothesised relationships.

ConClusIons
This study was aimed at investigating the 
influence of employment considerations on OCB. 
The empirical study revealed that employment 
considerations are positively related to both OCB 
related to compassion and OCB related to civic 
non-obligatory acts (HO1.1 and HO1.2 rejected).  
In other words, employees’ employment 
contracts are likely to encourage employees to 
perform more OCB to enhance their image as 
valued employees and increase their chances of 
movement within the organisation. Likewise, if 
employees perceive equity in the organisation’s 
reward system, they will engage in OCBs, 
thereby enhancing organisational effectiveness 
and yield positive business results.  In contrast, 
Van Emmerik (2004:79) argues that working 
more hours than preferred and initially agreed 
upon, is associated with the withdrawal of 

taBle 5:CorrelatIon matrIX 
taBle 5 IndICates tHe CorrelatIon analYsIs results.

Variable eC oCB (1) oCB (2) oCm Pr
Employment considerations 
(EC) 1.000 0.432 0.520 0.524 0.068

Organisational Citizenship 
Behaviour related to 
compassion (OCB1) 

0.432 1.000 0.264 0.681 0.217

Organisational Citizenship 
Behaviour related to civic non-
obligatory acts (OCB2)

0.420 0.264 1.000 0.260 0.075

Organisational commitment 
(OCM) 0.524 0.681 0.260 1.000 0.196

Propensity to resign (PR) 0.068 0.217 0.075 0.196 1.000
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taBle 6: regressIon analYsIs results 

regressIon summarY for InterVenIng VarIaBle: 
organIsatIonal CItIzensHIP BeHaVIour – ComPassIon

Parameter Beta b* std. error B std error t value P-value
EC 0.188 0.046 0.203 0.050 4.088 0.001***
r

54%

r2

0.29677817

f

57.923

std error of estimate P 
1.0779  p< .00000

regressIon summarY for InterVenIng VarIaBle: 
organIsatIonal CItIzensHIP BeHaVIour – CIVIC non-

oBlIgatorY aCts
EC 0.376 0.049 0.421 0.054 7.737 0.001***
r

47%

r2

0.21644062

f

37.912

std error of estimate P 
1.1819   p< .00000

regressIon summarY for dePendent VarIaBle: 
organIsatIonal CommItment

OCB 
(compassion) 0.658 0.032 0.671 0.033 20.456 0.001***

OCB 
(civic non-
obligatory 

acts)

0.086 0.032 0.085 0.032 2.674 0.01**

r

69%

r2

0.47002388

f

244.33

std error of estimate  P 
0.95333  p<0 .00000

regressIon summarY for dePendent VarIaBle: ProPensItY to 
resIgn

OCB 
(compassion) 0.211 0.043 0.215 0.044 4.904 0.001***

OCB 
(civic non-
obligatory 
acts)

0.020 0.043 0.019 0.042 0.453 0.6505

r

22%

r2

0.4727831

f

13.672

 std error of estimate  P 
1.2749  p<0 .00000

*p < 0.05 
**P < 0.01 
***P < 0.001
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engagement in OCBs directed towards the 
supervisor, but not OCBs directed towards 
colleagues.  However, Dikshit and Dikshit (2014) 
found that overtime is positively related to the 
conscientiousness dimension of OCB.  Thus, 
organisations need to ensure that employment 
conditions induce positive behaviours 
that enhance organisational effectiveness. 

The study further revealed that OCB, which 
was tested as a five-dimensional construct, 
namely, conscientiousness, civic virtue, 
sportsmanship, altruism and courtesy, was 
perceived by respondents as a two-dimensional 
construct. The courtesy dimension was find 

not to be significant and was therefore not 
considered for further analysis. The first OCB 
construct comprised of two dimensions namely, 
sportsmanship and altruism and was termed 
‘OCB related to compassion’.  Employees who 
engaged in OCB related to compassion exhibit 
citizenship behaviours such as bearing minor 
setbacks in the workplace (Netemeyer, Boles, 
McKee, & McMurrian, 1997). For example, not 
complaining about petty issues or minor setbacks 
and not finding fault with other employees. 
There is also a willingness of employees to assist 
co-workers (Podsakoff & MacKenzie, 1997), 
for example assisting others with challenging 
tasks and helping to orientate new employees. 

taBle 7: tHe fIndIngs of tHe HYPotHesIsed relatIonsHIPs

no. of the 
hypothesis original and renamed/new hypotheses accepted/ 

rejected
H01

H01.1

H01.2

Employment considerations do not influence OCB 

Employment considerations do not influence OCB related to 
compassion

Employment considerations do not influence OCB related to civic 
non-obligatory acts.

Rejected

Rejected 

H02 

H04

H02.1

H02.2

Organisational citizenship behaviour does not influence employee 
commitment.

Organisational citizenship behaviour does not influence employee 
engagement.

OCB related to compassion does not influence organisational 
commitment. 

OCB related to civic non-obligatory acts do not influence 
organisational commitment.

Accepted

Rejected

H03

H03.1

H03.2

Organisational citizenship behaviour does not influence propensity 
to resign.

OCB related to compassion does not influence propensity to resign. 

OCB related to civic non-obligatory acts do not influence 
propensity to resign.

Rejected 

Accepted
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The second OCB construct, which is comprised of 
two dimensions, namely, conscientiousness and 
civic virtue, was initially termed ‘OCB related to 
civic supererogatory acts’.  However, this term was 
simplified and ultimately termed ‘OCB related to 
civic non-obligatory acts’.  Employees engaged in 
OCB related to civic non-obligatory acts exhibit 
behaviours such as constructive engagement in 
organisational activities (for example, attendance 
at voluntary meetings, responding promptly 
to correspondence) and going well beyond 
minimally required role and task requirements 
(for example, leaving work late to complete a task 
or waiting for the next shift to start smoothly).

The study further revealed that respondents 
perceived employee engagement and employee 
commitment as a single construct hence the 
two constructs were combined and termed 
‘organisational commitment’. OCB related to 
compassion does not influence organisational 
commitment (H02.1 accepted) whereas OCB 
related to civic non-obligatory acts does not 
influence organisational commitment (H02.2 
rejected). When employees go beyond the call 
of duty for the benefit of the organisation and 
their colleagues they show commitment to the 
success of the organisation.  Previous research 
(Lambert, Hogan & Griffin, 2008:63) found that 
organisational commitment is a salient antecedent 
of OCB. This study concurs with Nehmeh’s (2009) 
findings and reveals that employees who engage 
in OCB also feel committed to their organisations. 
Thus, it is reasonable to confirm that organisational 
commitment is positively related to OCB.

It was found that OCB related to compassion does 
influence propensity to resign (H03.1 rejected). 
This means that improved organisational 
effectiveness could lead to committed employees 
who would rather work for the organisation 
than other organisations. OCB related to non-
obligatory acts does not influence propensity 
to resign (H03.2 accepted). This means that 
employees who are not petty about trivial 
issues but show willingness to help co-workers 
for the benefit of the organisation are more 
likely to stay in the organisation.  The findings 
of this study are consistent with studies by 
Chen, Hui & Sego (1998:928), Karambayya 
(1989), Podsakoff, Ahearne & MacKenzie 

(1997), Podsakoff and MacKenzie (1997) and 
Waltz and Niehoff (1996) demonstrated that 
OCB is a critical determinant of turnover. This 
means that employees who exhibit low levels of 
OCB are more likely to leave an organisation 
than those who exhibit high levels of OCB.

managerIal ImPlICatIons and reC-
ommendatIons
Research has shown that the terms of employment 
contract of individual employees has an influence 
on the attitudes and behaviours of employees.    
According to Stamper and Van Dyne (2001:530), 
employees who are employed on a full time 
basis exhibit more OCB than those employed 
on a part-time basis.  Likewise, employees who 
are on flexible employment contracts are more 
responsive than are permanent employees to 
higher levels of organisational support or higher 
numbers of inducements (Guest, 2004:16).  
Consequently, employees on flexible employment 
contracts respond positively to organisational 
initiatives, with the hope of being recognised 
and considered for permanent employment.

It is thus, recommended that:

•	 Managers should promote the collective goals 
and provide feedback, as well as team-based 
rewards, to the employees to develop goal 
interdependence amongst them.

•	 Flexible work schedules should be encouraged.
•	 Workflow should be well planned and designed 

to fairly allocate tasks and responsibilities 
amongst group members.

•	 Organisations should ensure that there is 
transparency in the policies, procedures and 
processes of the organisation. 

•	 Organisations should offer employees 
over and above the minimum statutory 
requirements regarding leave (e.g. maternity, 
paternity, sport). 

•	 Employees should be entitled to engage 
in written agreements (e.g. trade unions, 
workers’ representatives). 

•	 Employees be should be entitled to take time 
off for any overtime worked.

•	 Employees should be compensated when they 
work more than the normal required hours.
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•	 Employees’ salaries should be competitive 
with similar jobs in other organisations.

•	 Employees’ benefits should be comparable 
to those offered by other organisations (e.g. 
medical aid scheme).

•	 Employees should be offered an opportunity 
to join an occupational pension scheme.

Previous research shows that when employees 
perceive unfavourable conditions, in terms of their 
employment contracts, job security and limited 
opportunities for promotions they will respond 
with low levels of OCBs (Liden, Wayne, Kraimer & 
Sparrowe, 2003).  In contrast, when they feel that 
they identify with their employing organisations, 
they will exhibit OCBs (Chattopadhyay, 1999) that 
are perceived not only to benefit the organisation, 
but the individual as well.  This means that if 
employment conditions are favourable, employees 
will respond with positive behaviour and identify 
with the organisation, thereby increasing their 
levels of OCBs.  Thus, it is recommended that:

•	 Organisations ensure that workers on 
temporary employment contracts are well 
treated, so as to induce a positive response.

•	 Employees’ goals for engaging in OCB are 
understood for the effective tailoring of 
organisational support and inducements.

•	 All employees, irrespective of their 
employment contracts, are well informed 
about organisational information 
that affects their work milieu. 

lImItatIons of tHe studY
The limited sample is a limitation as the study 
which only focused on four provinces in South 
Africa.  Further studies can be expanded to 
other provinces in the country.  The study 
is conducted on goods retail businesses and 
service retailing was thus not considered. 
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aBstraCt 
South African universities are simultaneously 
confronting the global imperatives of change but 
also face unique demands for greater relevance 
and responsiveness. In this context, deans 
need to straddle both academic leadership and 
executive management roles, and are particularly 
challenged by its increased complexity and 
the growing demands for performativity and 
effectiveness. As a result the discourse on 
leadership development for deans needs to 
be recast and reconceptualised in a manner 
that embeds not only the local specificities but 
increasingly the ‘executiveness,’ requirement 
introduced into South African higher education 
about a decade and a half ago. Drawing on the 
literature, evidence generated from his doctoral 
study, comprising interviews with 26 deans in 
Universities located in Gauteng province, their 
line managers and human resource directors, the 
author presents a systemic, integrated approach 
to leadership development. This approach is 
informed by the universities organisational 
strategies and objectives that are individually 
orientated and directed towards effective academic 
leadership and executive management, for deans.

Keywords: deans, leadership, management and 
managed organisational leadership develop-
ment (mold)

IntroduCtIon
The world of higher education has in the past 
two decades changed dramatically, which has 
had implications for governance, leadership and 
management particularly at local universities (see 
Johnson & Cross 2006; Scott, Coates & Anderson 
2008; Greicar 2009; Universities South Africa 
2015; Seale 2015; Bolden, Jones, Davis & Gentle 
2015; Singh & Struckelberger 2017). South African 
higher education is in transition and grappling 
with some major challenges arising out of global 

issues and local imperatives. It has a leadership 
crisis and requires a new kind leadership 
and management, suggests Johnson & Cross 
2006; Seale & Cross, 2015; Seale & FitzGerald 
2016, as well as Universities South Africa 2015 
and the Council on Higher Education 2016. 

As academic leaders, deans play a pivotal role in 
advancing the strategic objectives and operational 
requirements for success in local universities. 
Although credible scholars, many do not have the 
necessary management know-how or experience, 
a key requirement nowadays for deanship (see 
Johnson & Cross 2006; Greicar, 2009; Seale 
2015; Seale & Cross, 2015) and corroborated in 
the interviews with line managers and human 
resource directors at selected universities in 
Gauteng as well as key informants (LD 01-12 
HESA; HR 01-12 UNISA;1 LM 02-12 University 
of Pretoria and LM 04-12 Wits University). 

It appears that the predominant emphasis in 
leadership research and related trends have in 
the past been on the human capital of individual 
leaders (Day 1999). This is in keeping with the 
traditional individualistic, heroic notions of 
leadership advocated by the ‘leader-follower’ 
discourse. As pointed out by Parry 1998, it 
neglects the contemporary social dimensions of 
leadership in a changing organisational context. 
The traditional approach to leadership research, 
neglects the organisational and social dimensions 
of leadership as characterised by advancements 
in the discourses on transformational leadership 
(Huey 1994; Nirenberg 1993), team leadership 
(Lave & Wenger 1991; Stewart & Manz 1995; 
Northouse 2007), distributed leadership (Spillane, 
Halverson & Diamond 2001; Gronn, 2002); 
participatory or collective leadership (Black & 
Gregersen 1997; Abzug & Phelps 1998;) and more 

toWards sYstemIC and Integrated leadersHIP 
deVeloPment for deans In soutH afrICan unIVersItIes
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recently shared leadership (Avolio, Walumbwa 
& Webb 2009), especially in a university 
setting (Bolden, Jones, Davis & Gentle 2015). 

In the past decade or so, this situation has been 
evolving says Avolio et al. (2009: 423), as a 
result of the substantial attention leaders and 
leadership is currently receiving in particular its 
social impact, which corroborated by Deloittes 
(2016: 4 of 124), ‘a new organizational model 
is on the rise: a “network of teams” in which 
companies build and empower teams to work 
on specific business projects and challenges.’ 
These developments have significant implications 
on the notions, behaviour and practice of 
leadership and leadership development.

ProBlem InVestIgated
It appears that most leadership development 
approaches nowadays are still trapped in 
the ‘heroic,’ individualistic leadership frame, 
manifested by a ‘deficit-assumption’ orientation 
which focuses on a leader’s ‘weaknesses’ and 
performance gaps, with its main purpose being 
remedial, by fixing the individual for the benefit 
of the collective. The literature and evidence 
produced by Seale (2015) points to an emerging 
conception of leadership development in 
universities that is cognisant of the individual, 
organisational and social dimensions of 
leadership and aligned to the strategic intent and 
performance objectives of institutions located 
in a specific environmental setting (Mountford 
& Doidge 2005; Scott et al. 2008; Bolden et al 
2008; Greicar 2009; Bolden et al 2015). In this 
reconceptualisation, leadership development 
acquires and is imbued with a ‘developmental-
orientation’ premised on building the capacity 
of the individual for effective performance in his 
or her current role and continuous professional 
development for career advancement. This 
approach is cognisant of the organisational and 
social dimensions of leadership which have 
hitherto been neglected or overlooked in responses 
to leadership development, as confirmed by Parry 
(1998), Bolden et al (2015) and Deloitte (2016). 

The fundamental premise in this conception 
is that academic leaders like deans possess 
the requisite minimum knowledge, skills 
and demonstrable experience to do their 

jobs, hence their appointment (Seale 2015). 
Leadership development here is directed 
specifically towards an enhancement of their 
capabilities to lead and manage more effectively 
amidst organisational complexity and change. 

What this means is that leadership development 
in the prevailing context must be cognisant of 
and responsive to the leadership complexities 
of organisational change and its concomitant 
implications for social relations for deans. As 
Parry (1998) claims and the author agrees an 
in-depth investigation on this change process 
provides a lens for reviewing and understanding 
the social influence processes of leadership at 
work in complex, organisational settings such 
as universities. By the same token, it provides an 
opportunity for reframing the conceptual and 
contextual setting for a more nuanced discourse 
on leadership development for deans in a unique 
environment like South African higher education.  

The literature and evidence generated in a 
doctoral study on leadership development for 
deans at universities in the Gauteng province, 
South Africa by Seale (2015), confirms its 
underlying premise that leadership development 
can be an enabling, empowering instrument of 
change and effective performance for deans in 
South African universities (see Fielden & Gillard, 
2000; Johnson, 2002; Burgoyne, Mackness and 
Williams, 2009; Interviews with HR 01-12 
UNISA; HR 03-12, University of Johannesburg 
and HR 04-12 Wits University). Burgoyne et al 
2009 claim that leadership development is not the 
panacea for addressing organisational ills, but if 
conceptualised, planned and managed correctly, 
in an enabling organisational setting, it may 
enhance an individual’s competencies and result 
in improved organisational outcomes. However, 
in South African universities, approaches 
to leadership development do not appear to 
be responsive to the contextual complexity 
and fluidity of a changing environment. 

researCH oBJeCtIVes and HYPotH-
eses
It seems that local universities may be setting up 
their deans for failure if they are not adequately 
prepared and supported with appropriate 
development before and during their tenure. A 



432
WWW.IBC-CONFERENCE.COM

fundamental question being posed and engage 
with is in this paper: can deans make a successful 
transition from academia to effective executive 
management practice? Through the literature, 
prevailing discourse and evidence presented in 
this paper, it is argued that this is possible.  The 
main contention however is that leadership 
development for deans requires an appropriate, 
contextual response to the unique higher 
education setting in South Africa. Drawing on 
the literature, research data and relevant theory, 
a systemic, integrated approach to leadership 
development is presented here. It is informed 
by organisational strategies and objectives 
that are individually orientated and directed 
towards effective leadership and management for 
deans. Key issues that are covered in this paper 
include: (i) the contextual frame for leadership 
development in the academe; (ii) current 

discourse and trends in leadership development; 
(iii) reframing leadership development for 
deans; and (iv) a systemic and integrated 
approach to leadership development for deans. 

lIterature reVIeW: reImagIn-
Ing leadersHIP deVeloPment for 
deans
Seale’s (2015) study illustrates that deans are 
neither being prepared nor supported for what 
appears to be a unique higher education setting 
caught in the throes of global influencers and 
multifarious local demands for transformation, 
responsiveness and performativity. The 
conceptual and theoretical frame of leadership 
development for deans in this setting must be 
cognisant of and responsive to: (i) the changing 
global and local context of higher education 
with its concomitant added levels of complexity; 

fIgure 1: ConCePtual frameWorK of leadersHIP deVeloPment for deans (seale 2015)

2 Gmelch 2003; Johnson & Cross 2006; Scott et al 2008; Bolden et al 2008; Greicar 2009 
3 Wisniewski 2000; Duderstadt 2005; Gmelch 2003; Wolverton et al 2005; Greicar 2009; Bolden et al. 2015 
4 Day 1999; Schuller 2000; Cohen &Prusak 2001; Scott et al. 2008
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(ii) the capacity implications of a changing 
environment for leadership and management; and 
(iii) the enhancement of capital for deans through 
leadership development for more effective 
individual and organisational performance. 

There appear to be three main phenomena or 
features of leadership development emerging 
from the literature (Wisniewski 2000; Duderstadt 
2005; Gmelch 2003; Wolverton, Gmelch, Montez 
& Nies 2005; Scott et al. 2008; Bolden et al. 2008; 
Greicar, 2009; Bolden et al 2015), the current 
discourse and data gathered in Seale’s (2015) 
doctoral study which inform the emerging 
theorisation on leadership development for 
deans. These are the leadership context, leadership 
capacity and leadership capital which provide 
a foundation for a developmental orientated, 
integrated approach to leadership development 
that embeds career advancement and is driven 
by performance management (see Figure 1) .

Firstly, there is the complex and changing 
leadership context for deans characterised by 
global, national and institutional imperatives. 
But of equal importance is what the individual 
brings to this context in terms of background, 
knowledge and experience. In their study on 
collective leadership in universities, Bolden et al. 
(2008) identify five groups of leadership factors 
which are key for leadership development in 
the contemporary higher education setting:  

1. Structural and organisational – includes 
organisational systems, processes and 
structures, allocation and management of 
budgets and resources, human resources 
management, formal and informal 
communication channels and forums for 
consultation and decision making. 

Their research shows, for instance, that the nature 
of budgetary control and devolution, coupled 
with transparency in the allocation of finances, is 
fundamental in shaping leadership at the school/
departmental level. This reflects the comments 
made by some deans on the additional sources of 
power and authority their position provides and 
how they influence desired behaviour through 
the use of reward or coercion amongst staff.

2. Individual – refers to their personal qualities, 
experience and preferences. Bolden et al. 
(2008) found a wide variation in personal 
styles, motivations and approaches within 
and between universities, ranging from highly 
individualistic through to team and collective 
approaches to leadership. This is consistent 
with the views articulated by the deans during 
their interviews where most expressed the 
need for collective, ‘bottom-up’ leadership in 
the academe given their important interface 
role and need to ensure commitment to their 
university’s strategic vision and plans.

3. Social – incorporates the informal networks, 
partnerships and alliances, organisational 
culture and any shared sense of purpose and 
identity. The concept of identity for Bolden 
et al. (2008) seemed an integral part of the 
motivations and experiences of leadership 
that are not well captured in behavioural or 
procedural accounts. This confirms Parry’s 
(1998) views on the relational and social 
dimensions of leadership and how they 
impact on individual and group identity. For 
a number of the deans participating in this 
study, especially those in merged institutions, 
this appears to have been one of the most 
difficult leadership challenges they faced in 
terms of discarding former organisational 
cultures and identities and creating new ones, 
establishing new partnerships, alliances and 
networks.

4. Contextual – reflects the way in which 
university leadership is becoming increasingly 
politicised and subject to external pressures. 
There are a number of global and local 
drivers and shifts which have leadership 
and management implications for deans in 
South African higher education (see Gmelch 
2003; Johnson & Cross 2006; Scott et al. 
2008; Greicar 2009; Meek,  Goedegebuure, 
Santiago & Carvalho 2010). The introduction 
of ‘executive deanship’ in local universities 
has added another layer of complexity to 
an already challenging environment as 
illustrated by Johnson and Cross (2006) and 
later corroborated by Seale (2015). 

5. Developmental – refers to the ongoing and 
changing developmental needs of individuals, 
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groups and organisations. What Bolden et al. 
(2008) point to here is a more holistic approach 
to leadership development which includes 
the individual, team and organisational 
dimensions and, as McLennan and Orkin 
(2009) confirm, ensures that the learning 
environment is enabling and empowering to 
deliver the desired outcomes.  The focus here 
is not only the human, but also the economic, 
organisational and social dimensions of 
leadership development (Bolden et al. 2008).

As mentioned earlier the contextual setting 
for deans in South African higher education 
finds expression through the global and local 
challenges they are experiencing, leadership 
and management legacies of their respective 
institutions and its repositioning, post-
democracy. Of particular note is the introduction 
of ‘executivism’ for deans during this period at 
all the universities participating in this study 
and its impact on their academic leadership in 
a traditional collegial domain (Johnson & Cross 
2006). The evidence generated in Seale’s (2015) 
study confirms the misalignment, perhaps 
even disjunction, between the notions and 
practice of ‘executive deanship’ in South African 
universities and its related role definition and 
ambiguity challenges (Johnson & Cross 2006). 

Secondly, leadership capacity in this analytical 
frame relates to the internal means of ensuring 
that the fundamental requirements for academic 
leadership and executive management for 
effective deanship exist within the individual 
and the organisation (Wolverton et al, 2005). It 
refers to the process of leadership development 
that enables and empowers the individual and 
organisation (McLennan and Orkin 2009; Bolden 
et al. 2008) to address the complexities of change, 
reflect and learn from their successes and failures, 
and focus on improved performance. This is 
in keeping with the three areas Wolverton et 
al. (2005) identify for leadership development 
in their study: (i) conceptual understanding of 
academic leadership in a specific institutional 
context; (ii) skill development for performance; 
and (iii) reflection and learning from experience. 
This last dimension is key for deans especially in 
the local context bearing in mind the particular 
challenges they face with understanding and 

enacting their academic leadership and executive 
management roles in complexity and change. 
Most if not all the deans participating in Seale’s 
(2015) study expressed the value of reflection 
and learning from their experiences and those 
of their peers. Not surprisingly, this component 
of leadership development is gaining more 
prominence as can be gleaned from the studies 
undertaken by Bolden et al. (2008), Scott et 
al. (2008), Greicar (2009) and Seale (2015). 

The third phenomenon in the conceptual frame 
for leadership development is leadership capital. 
Although approaches to leadership development 
nowadays are more strategic and integrated 
with organisational objectives, the challenge of 
measuring the impact and return on investment 
in a systematic and comprehensive manner 
remains problematic (McLennan and Orkin 
2009; Bolden et al. 2008). Most interventions 
use programme impact surveys which tend to 
focus on participant satisfaction with the event 
and its activities and not on an assessment of 
the application of new knowledge and skills, 
nor individual and organisational benefits in 
terms of return on investment. Moreover, there 
appears to be a disjunction in current approaches 
to determining leadership and management 
effectiveness as claimed by various writers 
(Birnbaum 1989; Fincher 1996; Whetten & 
Cameron,1985 in Rosser et al. 2003; Pounder 1999) 
and the deans participating in Seale’s (2015) study.

This disjunction appears to be the central problem 
with determining the individual and institutional 
value of investment in current leadership 
development interventions in universities. What 
emerges from the literature and evidence generated 
in Seale’s (2015) study, is a need to develop an 
appropriate assessment of the impact and return 
on investment for leadership development which 
is cognisant of the leader’s context and capacity. 
In response, the author introduce the notion of 
leadership capital as the demonstrable, measurable 
outcome, value-add or contribution to an increase 
of capital(human, economic, organisational 
and social) for the individual, institution and 
higher education sector (environment) arising 
out of relevant and appropriate leadership 
development interventions for deans. 
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Human capital comprises the 
competencies,  knowledge and social and 
personality attributes embodied in the ability 
to perform  labour  for economic value (OECD 
1998). As knowledge workers, deans are endowed 
with a unique biography, knowledge and skills 
set and personality traits which they contribute 
to their position. The main purpose of leadership 
development, then, is to prepare them to be 
effective in the role through knowledge and skills 
enhancement and, equally importantly, in their 
professional lives post-deanship, in terms of career 
management. This is in keeping with predominant 
approaches to leadership development which not 
only focus on professional but also on personal 
advancement. It is corroborated by Schön’s 
(1983) approach to reflectivity as an alternative 
epistemology for leadership and management and 
the notion of epistemic reflexivity introduced by 
Bourdieu and Wacquant (1992). This need was also 
articulated by the deans, their line managers and 
human resources directors in Seale’s (2015) study.    

Economic capital refers to the amount of 
investment that an organisation needs to ensure 
that it stays solvent. It is calculated internally 
and is the level of capital an organisation should 
have to support any operational risks it takes 
on (Investopedia 2014). Universities, like most 
contemporary organisations, are facing major 
financial constraints and are required to work 
smarter and ‘do more with less’ as public funding 
for higher education globally, declines. Deans 
nowadays need to ensure that they have the 
necessary financial resources not only to meet but 
also to realise the institution’s strategic objectives 
within a fiscally constrained environment. In 
addition, they face increasing demands for 
financial accountability, especially given the 
systematic dwindling in state funding to local 
higher education in the past two decades and 
recently that capping of tuition fees increases by 
government, in response to student protests. In 
order to address their budgetary shortfalls, one 
of the new areas of responsibility, as articulated 
by the deans in their interviews, is income 
generation as well as risk management, which 
requires a particular skills set and, it is argued, can 
be addressed through leadership development. 

Organisational capital is the value to an enterprise 
which is derived from its philosophy and systems 
while leveraging its capability for delivering goods 
or services (Black & Lynch 2005). It combines 
institution-specific information that affects 
production, augmented through output-related 
learning processes (Prescott & Visscher 1980) 
and the know-how needed to create productivity 
systems in terms of human skills and physical 
capital (Evenson & Westphal, 1995). The focus 
here is more on the organisational culture, systems 
and processes and learning. The institutional 
management context of deans these days is 
characterised by the need for effective systems and 
processes to deliver a quality product and service. 
In a sense, what the interviews with the deans 
illustrate is that they need to be more technology 
savvy and able to work smarter by developing 
appropriate institutional systems that enhance 
their Faculty’s performance. Competition for a 
limited pool of students amongst universities in 
the Gauteng Province, for instance, means that 
their ability to increase intake in part hinges on 
the quality of learning experiences provided. 
The academic reputation of a university is also 
key especially for prospective employers who 
depend on the graduate-ness and work-readiness 
of students as productive organisational citizens. 

As custodians of the academic project, the 
deans have a critical role to play in advancing 
the relevance and responsiveness of the 
university’s provision in terms of market 
demands. This need can and should be addressed 
through appropriate leadership development 
interventions which focus, for example, on 
systems design, ICT, quality assurance, etc.      

Cohen and Prusak (2001) describe social capital 
as the reserve of active connections among people 
based on the trust, mutual understanding and 
collective values and behaviours that unite them 
and result in collaborative actions. Bourdieu, 
the herald of its contemporary usage (cited in 
Everingham 2001), places the source of social 
capital not just in social structures but in social 
connections, which is key for a leadership setting. 
As mentioned earlier, Parry (1998) stresses the 
importance of the social and relational aspects 
of leadership especially for deans in a knowledge 
domain, which other writers refer to as team 
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leadership (Stewart & Manz 1995; Northouse 
2007; Lave & Wenger 1991), distributed 
leadership (Gronn 2002; Spillane et al. 2001) 
and participatory or collective leadership 
(Abzug & Phelps 1998; Black & Gregersen 1997). 

For the deans, social capital means establishing 
and maintaining relationships of trust with 
both the academe and the administration, 
towards ensuring that there is an alignment to 
the institutional strategy and a commitment to 
the achievement of its organisational objectives. 
From the evidence derived in Seale’s (2015) study, 
it is appears that the deans have recognised the 
importance of their interface bridging role, 
through building internal collegial networks and 
complementing these with external disciplinary 
or peer support systems. Leadership development 
here provides opportunities to systematise and 
sustain these crucial networks that are vital 
for advancing more effective leadership and 
management performance for local deans.   

Current approaches to leadership development 
have focused primarily on the human 
and economic and not sufficiently on the 
organisational and social capital dimensions 
(Bolden et al. 2008; Scott et al. 2008; Greicar 
2009). The emerging framework for leadership 
capital as illustrated in Table 1 below does two 
things: it identifies the focus, measures, outcomes 

and models based on the work of Schuller (2000) 
and adapted for our purposes, and it demonstrates 
the important interface and potential dialectic 
between the individual and institutional 
dimensions of leadership capital for deans.  

Focus – Human capital focuses on the individual, 
whereas for economic and organisational 
capital it is institutional. Social capital involves 
relationships and a dynamic interplay between 
the individual and the institution in terms of the 
internal and external networks that it establishes. 
In an organisational setting like a university, 
the inclusion of all four types of capital is key 
as an impact measurement tool for leadership 
development, since noting Schuller (2000: 6), 
individuals and institutions ‘are not discrete 
entities who exist separately from the rest of each 
other, or from other social units’. The effectiveness 
of leadership development will therefore hinge on 
an institutional environment which is enabling 
for individual success but, of equal importance, is 
economically viable and organisationally stable. 
This approach in Schuller’s (2000) view is a gestalt 
switch for leadership development and what the 
author contends is required for deans locally. 

Input/measure – Human capital is measured 
primarily by levels of skills, experience and 
qualifications achieved. In similar vein, economic 
capital is determined by the institution’s solvency 

taBle 1: LEADERSHIP CAPITAL frameWorK (seale 2015 adaPted from sCHuller 2000)

Human 
Capital social Capital economic Capital organisational 

Capital
Focus Individual  Individual <-> Institutional Institutional

Measures

Duration of 
schooling

Qualifications

Attitudes/values

Membership/
participation

Trust levels

<->

Solvency

Financial stability

Risk management

Systems/processes

Performance

Culture/climate

Learning

Outcomes

Direct: 
income, 

productivity

Indirect: 
health, civic 

activity

Social cohesion

Economic 
achievement

More social capital

<->

Adequate risk 
capital

Going concern

Stability 

Competitiveness

Model Linear Interactive/circular <-> Linear Linear
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levels, financial stability and management 
of risks associated with capital investments. 
Social capital and organisational capital, 
on the other hand, are far more dispersed. 
Organisational capital measures include the 
systems and processes put in place to deliver 
particular goods or services and their market 
value, performance and organisational learning. 

Social capital uses an individual’s attitudes or 
values as measures and how they impact on 
organisational culture, as well as their levels 
of active participation in internal and external 
networks, for personal and institutional gain.  

The relevance of social and organisational capital 
to leadership development can be seen, for 
instance, in the formal and informal modes of 
learning and the skills acquired by individuals 
through learning-by-doing in an enabling 
environment. Participation in networks provides 
access to internal and external information and 
ideas, as Schuller (2000) mentions, often in a 
relatively unstructured way. This is key especially 
since deans are nowadays the ‘bridge-builders’ 
between the academe, administration and 
external role players. Human and social capital 
are key determinants for the deans’ success 
in their academic leadership and executive 
management roles within a complex, challenging 
context like South African higher education, 
where they are practised at multiple levels and 
often with quite disparate groups of stakeholders. 

From the documentary evidence and 
engagement with the deans, their line managers 
and human resources directors in Seale’s 
(2015) study, it appears that the redesigned 
notion of the dean’s position requires a clearer 
understanding of the organisational and 
social impact of leadership both internally 
and externally for more effective performance.             

Outcomes – The main outcomes of human capital 
for an individual are generally an enhanced 
professional profile with additional knowledge 
and skills, improved currency in terms of 
income received and greater productivity. 
Appropriate investment in economic capital 
results in a financially solvent, going concern 
for an organisation that manages its operational 

risks effectively. Leadership development 
interventions on financial management, for 
instance, can assist deans in becoming more 
prudent with expenditure and innovative in 
generating additional revenue for their university, 
once they have acquired the requisite skills set 
in this regard. Organisational capital provides 
institutional stability with adequate systems and 
processes in place, coupled with an enabling 
culture and opportunities for learning. Taken 
together, these features contribute not only to 
organisational stability but also to an enhancement 
of its competiveness in relation to others. 

Social capital can be linked directly to 
organisational performance in terms of social 
cohesion and trust relationships – especially in a 
unique, contested organisational setting like the 
academe – as well as to a more enabling institutional 
climate and the leveraging of information 
networks for political, economic and social gain. 

Models – For Schuller (2000), human capital 
suggests a direct linear model; investments are 
made, in time or money, and economic returns 
flow to the individual and the institution. From 
the literature it appears that economic and 
organisational capital also have similar linear 
approaches. In economic capital, appropriate 
planning and appropriate levels of financial 
investment result in the mitigation and more 
effective management of operational risks 
which impact on performance.  Organisational 
capital requires direct investment in appropriate 
systems and processes such as, for instance, 
automated operational decision making which 
is less labour intensive and offers better returns 
in terms of institutional transparency and 
effective communication, thus contributing 
to an improved institutional climate of trust 
and willingness to work collaboratively. Here 
there is a direct relationship, says Schuller 
(2000), between input (planning/investment) 
and returns (performance/climate). Analysts 
are able to deploy existing tools to estimate 
the returns on investment and institutions 
like universities, can justify their expenditure 
since the outcomes are more visible and direct. 

Social capital, however, has a less linear approach 
and its quantitative returns are not so easily 
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definable or measurable, which is one of its 
weaknesses. Although the level or amount of 
social capital present in a given relationship is 
often intuitive, it is possible to determine the value 
information and ideas networks add to individual 
and organisational performance. For instance, 
a dean who has a well-established supportive 
relationship with his peers externally can leverage 
their networked experiences when considering a 
particular course of action. Lessons learned and 
applied can then result in better and more cost-
effective outcomes for the dean in question and his 
institution. Unlike the other forms, social capital 
requires an interactive/circular model that applies 
different metrics for different functions with its 
purpose being a longer-term investment, not 
solely linked to the provision of economic gain.  

The leadership capital framework provides the basis 
for determining the individual, organisational 
and sectoral impact and return on investment 
for leadership development in a more systematic 
and comprehensive manner. As mentioned 
earlier, current assessments tend to focus quite 
narrowly on the human and economic returns of 
leadership development only. Having noted the 
importance of the social, relational dimensions of 
academic leadership and executive management 
required by deans nowadays, the author proffer 
the inclusion of organisational and social capital 
as additional measures of performance. It must 
be stressed that human, economic, organisational 
and social capital are not seen as polar opposites, 
in competition with each other, but rather operate 
in concert as a collective metric for measuring 
the effectiveness and ultimate value and return 
on investments in leadership development. 
In the next section, we provide a theoretical 
grounding for an alternative conceptualisation 
of leadership development for deans. 

researCH metHodologY
Over and above a review of the literature 
on leadership, management and leadership 
development, the paper draws on data from two 
questionnaires that formed part of a doctoral 
study undertaken by Seale (2015) and interviews 
with 26 deans5, their line managers, human 
resource managers, and other key informants6 

 at six universities in the Gauteng province, 
South Africa: University of Pretoria (UP), 
University of South Africa (UNISA), University 
of the Witwatersrand (Wits), University of 
Johannesburg (UJ), Tshwane University of 
Technology (TUT), and the Vaal University of 
Technology (VUT). These methods enabled 
commonalities and differences to be compared 
and contrasted among participant responses 
and presented an opportunity to gather multiple 
sources of information rich in context. In 
order to test and triangulate the data from 
the questionnaires and interviews with deans, 
additional semi-structured interviews took place 
with 12 other key informants, such as the deans’ 
line managers, human resource managers and 
others, including the former Chief Executive 
Officer of Higher Education South Africa (HESA). 

results and fIndIngs: ground-
Ing leadersHIP deVeloPment for 
deans
 Drawing on Parry’s (1998) work which focuses 
on leadership processes rather than what they do 
as leaders the appropriate framing of academic 
leadership for deans in a particular context is 
a critical construct under investigation by the 
author. Parry (1998) also proposes an approach 
to research that investigates associated concepts 
that are subordinate to an overarching concept 
like leadership. For instance power, politics and 
interests are, according to the literature, key 
influencers of leadership in the university setting. 
Equally important, is how deans navigate and 
manage related tensions in these influencers with 
various internal and external stakeholders. By 
serving two masters, deans in their leadership 
are constantly navigating the power dimensions 
of these relationships, the underlying politics 
that drives them and competing interests, of the 
parties involved. Of particular note here is how 
deans are then able adapt to and cope with a 
systemic environment in transition and change 
with its concomitant complexities, in a reflective 
modality – in Dewey’s (1933) words, how they 
focus on leadership problems and experiment 
with solutions to resolve these (Interviews 
with Dean 06-11, University of Pretoria;7 

5 These interviews took place during the period April 2011 – January 2012
6 These interviews took place during the period 12-27 June 2012
7 In order to ensure anonymity the Deans interviews have been coded based on the date of their interview.
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 Dean 09-11, University of Pretoria; Dean 18-12, 
University of Johannesburg; Dean 24-12, Wits 
University and Dean 26-12, Wits University).

What emerges as fundamental to leading and 
managing change in complexity for deans is 
the notion of reflectivity introduced by Dewey 
(1933) and then later enhanced by Schön (1983), 
coupled with epistemic reflexivity, as espoused 
by Bourdieu and Wacquant(1992). Schön (1983), 
influenced by Dewey (1933), emphasises the 
centrality of reflection in an investigation of 
what professionals, like deans as is the case 
in this instance, do. Schön’s (1983) work is 
directed against ‘technical-rationality’ which uses 
scientific theory and techniques as the means 
for problem solving in an organisational setting. 
Commenting on this Usher, Bryant & Johnston 
(1997: 143) describe technical-rationality as 
a positivist epistemology of practice which 
Schön (1983: 35) claims has failed to resolve the 
dilemma of ‘rigour versus relevance confronting 
professionals’ today. He introduces an alternative 
epistemology of practice for problem-solving,‘in 
which the knowledge inherent in practice is 
to be understood as artful doing.’ Simply put 
Schön’s (1983) contribution to the epistemology 
of practice is centred on advancing an 
understanding of what professionals like deans do 
through the ideas of reflection in and on action. 

Informed by Schön’s (1983) work, the author 
presents reflectivity as a ‘post-heroic’ construct 
of transformative leadership, which is top-down 
and bottom-up, with its related distributed, team 
and participatory elements. As the literature and 
current debates reveal, although traditionally 
schooled this way, deans as academic leaders, and 
now executive managers, cannot rely on ‘technical 
rationality’ as a positivist paradigm for problem 
solving since it falls short in a contemporary, 
complex, changing and fluid organisational 
environment like a university. Important, too, 
for deans, as Bourdieu in Maton (2003) posits, is 
an awareness of their individualistic, narcissistic 
approach to knowledge in which they have been 
schooled to an ‘epistemic reflexivity’ with its 
focuses on the objective, social and collective 
characteristics. Simply put, deans need to move 
beyond their subjective, biased responses to 
understanding and interpreting the world 

around them and to engage with colleagues in 
the administration and academia in a reflexive 
modality which Bourdieu in Maton (2003) 
claims, and the author concurs, is the foundation 
of the intellectual enterprise especially in a social, 
collegial domain like the contemporary university.  

Building on Schön (1983) and Bourdieu’s 
contributions in Maton (2003), the author suggests 
an alternative ‘epistemology of practice’ using social 
constructivism as a means to understanding the 
notions and practice of leadership, management 
and leadership development for deans. Social 
constructivism embeds particular notions of 
reality, knowledge, meaning and learning. Reality 
is constructed through human activity (Kukla 
2000). Simply put reality cannot be discovered, 
it does not exist prior to its social invention and 
construction. In the case of deans their reality 
appears in most cases to differ from the notional 
and aspirational hypotheses relating to deanship. 
This theoretical perspective describes knowledge 
as a human product which is socially and 
culturally constructed. The knowledge constructs 
of deans are informed by the lived reality of 
bridging the two fundamental functions of 
academic leadership and executive management 
in a complex and contested institutional setting 
(Johnson & Cross 2006; Scott et al. 2008; Bolden 
et al. 2008; Greicar 2009; Seale & Cross 2015). 
Meaning is created through interactions between 
individuals and their environment. Deans appear 
to have an initial conception of their role which 
changes as they are immersed in the day to day 
experiences of deanship and obtain meaning 
from it by addressing the challenges they face 
and the related interaction with a multiplicity 
of stakeholders (Interviews with Dean 05-11, 
University of Pretoria; Dean 08-11, University of 
Pretoria; Dean 15-11, University of Johannesburg; 
Dean 20-12, Vaal University; Dean 21-12, 
Vaal University; Dean 23-11, Wits University; 
LM 01-12, UNISA; LM 02-12, University of 
Pretoria and LM 03-12, Tshwane University).

Learning here, says McMahon (1997), is also 
a dynamic social process not restricted to the 
individual only, but to the collective, and nor 
is it a passive development of behaviours that 
are shaped by external forces. This approach 
resonates with the work of Parry (1998) and 
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Lambert L, Walker, Zimmerman, Cooper, 
Gardner, Lambert M & Szabo (2002) who, with 
other commentators, engage with the dynamic 
interplay between leadership and learning in 
particular, the application of theory in practice, 
and introduction of the notion of ‘constructivist 
leadership.’ Advancing Parry’s (1998) thinking, the 
focus here is more on leadership as a process which 
transcends individuals, roles and behaviours. 
If leadership is about learning, as Lambert 
et al (2002) contend, this creates a dynamic 
relationship between these two concepts which 
social constructivism may explain in terms of 
how deans are formed by their own lived realities, 
knowledge acquired in this process, and meaning 
generated from their experience and opportunities 
these create for learning and problem-solving in a 
different paradigm as espoused by Schön (1983).

Another phenomenon that emerges from 
the theoretical underpinning for leadership 
development relates to the outcome or impact 
of the process that is the capital generated from 
it. As mentioned earlier current approaches to 
leadership development focus primarily on the 
acquisition of individual human capital and 
exclude the economic, organisational and social 
components thereof. In the emergent framework 
for leadership development for deans, the 
author introduced additional types of capital as 
measures of the effectiveness and performance 
of deans – economic, organisational and social 
capital. This approach attempts to mitigate 
the effects of the neo-liberal project in higher 
education which Adendorff (2010) claims focuses 
solely on marketprinciples of competition and 
entrepreneurship and imposes these on every 
relationship in the academe for the purposes 
of efficiency and productivity. It suggests an 
approach that marries the individual’s obsession 
for performativity (‘executiveness’) in terms of 
human and economic capital with the value 
leadership development can produce in terms 
of organisational and social capital (collegiality). 

What the literature shows too is that there have 
been significant developments in the application 
of social capital theory in an organisational 
setting (Cohen & Prusak 2001). But its 
introduction to organisations is relatively new 
and in universities virtually non-existent. Cohen 

and Prusak (2001) argue that when social capital 
is harnessed it generates better economic returns 
for organisations.Unlike human capital, in which 
the focus is on developing individual knowledge, 
skills, and abilities, the emphasis with social 
capital is on building networked relationships 
among individuals that enhance cooperation and 
resource exchange in creating organisational value 
(Bouty 2000; Tsai & Ghoshal 1998). This as noted 
earlier, is evidenced by the comments from deans 
on the multiple internal and external networks 
they have developed for professional and personal 
support in their roles. Although social capital 
is not the key to organisational success in the 
author’ view, it informs the institutional dynamics 
centred on multiple relationships, micro-politics 
and sometimes divergent interests, which deans 
have to manage. This is implicit in the voices of 
some deans, in terms of how their internal and 
external networks provide support in mitigating 
and responding to some of the leadership and 
management challenges they face (Interviews with 
Dean 17-11, University of Johannesburg; Dean 
19-11, University of Johannesburg; Dean 25-11, 
Wits University and Dean 26-11, Wits University).

Parry (1998), Bourdieu and Wacquant(1992), 
Schön (1983), Lambert et al. (2002) and Cohen 
and Prusak (2001) provide theoretical lenses 
for an investigation on understanding reality, 
generation of meaning and concomitant learning 
for deans. They are also cognisant of reflection on 
acquisition of knowledge in an epistemic reflexive 
frame for practice and the building of strong, 
effective relationships that improve individual 
and organisational efficiency and ultimately 
should contribute to an increase in their human, 
economic, organisational and social capital. 
Given the challenges with existing approaches 
to leadership development, what follows is the 
presentation of and engagement with an alternate 
approach which draws on the current literature 
and research evidence generated for this purpose, 
in a more systemic and integrated fashion.   

management ImPlICatIons: a sYs-
temIC and Integrated aPProaCH 
to leadersHIP deVeloPment for 
deans 
The claim by Bensimon, Neumann and Birnbaum 
(1989) more than 20 years ago that there is little 
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robust research on leadership development in 
universities unfortunately, still applies. Practical 
guidance on effective approaches to leadership 
development in universities is missing claims 
Huntley-Moore & Panter (2003), context is often 
overlooked by generic approaches says Bass 
(1985),and it is generally not well recognised, 
understood or supported, nor are there specific 
interventions for leadership roles like those of 
dean or head of school (Debowski & Blake, 2004).

What this means for universities is that they will 
not only need to appoint and develop leaders but, 
equally important, they must also become the 
kind of organisations that nurture and reinforce 
enactment of the kinds of behaviours desired in 
those leaders. However, a review of leadership 
development trends and models in universities 
reveals events-based rather than systemic 
interventions. The studies undertaken by Bolden 
et al. (2008), Scott et al. (2008), Greicar (2009), 
Seale (2015) and Bolden et al (2015), point out that 
although most universities have recognised and 
responded to the need for leadership development, 
these are mostly episodic, issue driven and not 
directed towards achievement of institutional 
strategy and performance objectives. Though 
there have been some attempts to align leadership 
development for deans with strategic objectives 

and performance requirements in international 
and local universities, additional work is required 
to advance an approach that is bespoke for the 
individual’s contextual requirements, is aligned 
to performance management, and includes 
a dimension of career management in an 
integrated and systemic manner. In order to make 
leadership development more systemic it should 
involve more than training, with developmental 
experiences that are meaningfully integrated with 
one another, and ongoing. The major factors and 
influencers of a strategic approach to leadership 
development are captured in Figure 2 below.

The literature and analysis of the data from the 
aforementioned studies point to: (i) the multi-
layered complex context of contemporary 
academic leadership which requires a bespoke 
approach to leadership development for deans 
(Robertson 1998; Bargh et al. 2000; Pounder 2001; 
Kotecha 2003; Gmelch 2003; Bundy 2006; Bolden 
et al. 2008; Scott et al. 2008; Greicar 2009, Bolden 
et al. 2015); (ii) the need for problem based, action 
orientated leadership development that addresses 
the leadership and management realities of change 
and transition for deans (Schön 1983; Gmelch 
1999; Dill 2001; Wolverton et al. 2001; Gmelch 
and Wolverton 2002; Rosser, Johnsrud, & Heck 
2003; Greicar 2009); (iii) inextricable linkages 

fIgure 2: KeY InfluenCers of a strategIC aPProaCH to leadersHIP deVeloPment: seale 
2015
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between leadership development, organisational 
and individual effectiveness and performance 
(Whetten & Cameron 1985; Birnbaum 1989; 
Argyris & Schön 1996; Fincher, 1996; Rosser 
et al. 2003; Strathern 2000; Ball 2003; Johnson, 
2005); and (iv) changes in career planning and 
management approaches for deans (Wolverton et 
al. 1999; Gmelch et al.1999; Gmelch 2002; Duxbury 
2008; Greicar 2009) and a robust evaluation of 
the impact of leadership development and its 
return on investment, for individuals and their 
organisations (Bolden et al. 2008; Seale 2015).   

Although deans acknowledge the importance 
of training, they seem to value more the 
opportunities provided by action-reflection 
learning in situ or shared experiences with others. 
Most of the deans participating in Seale’s (2015) 
study did not receive adequate preparation for 
their new role and had either to draw on previous 
experience in an action-reflection mode or 
garner support from their peers, former deans 
or mentors. Some have established internal and 
external discipline-specific support networks 
that also provide a platform for learning and 
development. Very little, if any, attention 
has been given to ensure that their tenure 
provides opportunities to enhance their capital, 
specifically organisational and social capital, 
given the human and economic value associated 
with access to existing and the development 
of new networks, as a major contributor 
to institutional and individual currency. 

Based on the need for a more holistic approach 
to leadership development, systems thinking 
in the author’s view provide an appropriate 
methodological construct for reconceptualising 
leadership development for deans. Systems 
thinking was popularised as the crucial ‘fifth 
discipline’ by author Peter Senge (1990) in his 
work on leadership, management organisational 
development and learning. In a systems context, 
a set of entities (individual, organisation and 
environment) are directed towards a common 
purpose and operate according to certain rules 
and processes. It is the highest level into which 
individual and collective capacities are cast 
towards the creation of an enabling environment, 
says Littlejohn (1983: 29). The rationale for 
adopting a systems approach to leadership 

development is guided by Patton’s (2002) assertion 
that it is key to understanding and addressing 
as whole entities real world complexities like 
the ones deans, face on a global and local front. 
Holistic (integrated) thinking, according Patton 
(2002), is central to the systems perspective. 

The Managed Organisational Leadership 
Development (MOLD) framework depicted 
below advances a  systems based, developmental 
orientation to leadership development which 
ensures that the individual is enabled and 
empowered to perform effectively in the current 
job and, equally importantly, which enhances 
their leadership and management capacity for 
improved performance and career advancement. 
Whereas current interventions in most instances 
are viewed as an add-on to performance 
management, in the remedial, deficit orientation, 
the framework takes on a developmental focus, 
where leadership development is a systemised, 
managed process by the individual and the 
organisation and, more importantly, the driver 
of performance and career management. 

MOLD reflects the emerging primary hypothesis 
in this paper that leadership development for 
deans is more appropriate and responsive when it:

•	 embeds and is cognisant of the leadership 
context which is complex and constantly 
changing;

•	 enhances individual and organisational 
leadership capacity through reflection and 
learning; and

•	 expands leadership capital through individual 
and organisational performance and career 
advancement.   

It is premised on the notion that deans are career 
orientated, embrace leadership development 
opportunities and that their performance 
achievements are demonstrable. The framework 
is guided and supported by an institution that is 
performance orientated and provides a conducive, 
enabling and empowering environment for 
academic leadership and executive management 
for deans. The framework embeds the ‘post-
heroic’ notion of leadership, espoused by Huey 
(1994) and Nirenberg (1993), required for 
universities in the 21st century with its focus more 
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on the organisational and social rather than the 
individual dimensions of leadership, knowledge 
and learning, as a collective responsibility. 

In the MOLD framework context is about what 
constitutes the individuals who are located and 
operate within a particular organisational setting. 
It relates to the global, national and institutional 
influencers which impact on their leadership and 
management as well as organisational legacies 
and cultures. Equally important is the impact 
of change and its complexities in a transitional 
environment. It is to this setting that deans bring 
their knowledge, skills and experience, which in 
essence inform their leadership capability and 
determine their leadership journey (Robertson 
1998; Bargh et al. 2000; Pounder 2001; Kotecha 
2003; Gmelch 2003; Bundy 2006; Seale 2015).

Capacity relates primarily to job readiness for 
deans in terms of competencies, preparation and 
support for leading and managing in a complex, 
changing environment (Dill 2001; Gmelch 1999; 

Gmelch & Wolverton 2002; Rosser et al. 2003; 
Johnson & Cross 2006; Greicar 2009; Seale & 
Cross 2015). The backgrounds, knowledge and 
experience of deans relate to academia and they 
need to be ‘schooled’ in the executive management 
demands of the job. Equally important is their 
understanding and interpretation of their role 
as academic leader and more so nowadays, 
executive manager (Gmelch & Wolverton 2002; 
Johnson & Cross 2006; Scott et al. 2008; Greicar 
2009; Seale & Cross 2015). What this is means 
is that they require appropriate preparation, 
ongoing leadership development and support 
for their roles and responsibilities. Leadership 
development here is viewed as a process that 
enables and empowers the individual and 
organisation to address the complexity of change, 
reflect and learn from their successes and failures, 
and focus their combined energy towards 
leadership and management effectiveness. 

The demonstrable outcome for MOLD is the value-
add or contribution to increase capital (human, 

fIgure 3. frameWorK for managed organIsatIonal leadersHIP deVeloPment: mold 
(seale: 2015) 
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organisational, economic and social). Key to this 
area is how leadership effectiveness is understood, 
managed and measured for deans. Some deans 
at universities in Gauteng are subjected to 
performance management within their respective 
institutions but there are particular challenges 
relating to it. The adoption of corporate models, 
such as, for instance, the balance-score card, 
360-degree evaluations, may have some value but 
their design and application more often than not, 
does not take into account the unique setting and 
challenges faced by universities. In addition the 
approaches used are generally top-down which 
elicits a negative and compliance response from 
most deans. A major component lacking from 
current performance management practices 
is a developmental focus and the absence of 
career planning and professional advancement. 

What MOLD posits is an approach to leadership 
development which is not only the initiator but 
also the driver of performance and increased 
capital for the individual dean and his or her 
institution. All three components – i.e. leadership 
context, leadership capacity and leadership capital 
– in this approach require and are directed by 
specific and agreed objectives, plans and execution 
strategies. As demonstrated in the framework, 
it is argued that the university’s approach to 
leadership development for deans should be 
systematised, managed by the individual and 
the organisation, should be aligned to career 
management and professional development 
but, equally important, embedded in an 
appropriate performance management system. 
The holistic approach to leadership development 
as demonstrated in MOLD is grounded in 
prevailing theories such as social constructivism 
(McMahon 1997; Parry 1998; Kukla 2000; 
Lambert et al. 2002), action-reflection learning 
(Dewey 1933; Schön 1983), epistemic reflexivity 
(Bourdieu &Wacquant 1992)), and social 
capital (Burt 1992; Tsai & Ghoshal 1998; Brass 
& Krackhardt 1999; Bouty 2000; Schuller,2000; 
Cohen & Prusak 2001) as expounded on earlier. 

ConClusIon
In this paper the author reviewed current 
approaches to leadership development for 
deans and revealed that there are some gaps, 
especially in relation to the effectiveness of 

approaches and return on investment for the 
individual and their institution and sector, as a 
whole. Experiences in other international higher 
education systems point to the ability of deans 
to transcend a traditional academic role for a 
more strategic and executive one. This has been 
supported by appropriate, contextualised and 
systemic approaches to leadership development, 
which is currently missing from South African 
higher education. Drawing on the literature, 
data provided in Seale’s study (2015), and 
specific theoretical underpinnings on leadership 
context, capacity and capital, a systematised, 
integrated approach to leadership development 
was advanced, called Managed Organisational 
Leadership Development (MOLD). 

What the MOLD framework illustrates is 
that if leadership development for deans is 
reconceptualised in a systematised, integrated 
manner, planned and managed correctly in an 
enabling organisational setting, it may enhance an 
individual’s competencies and result in improved 
organisational and sectoral outcomes. However, 
it would be remiss of the author in advocating 
MOLD as the solution for addressing the current 
weaknesses in local approaches to leadership 
development, but it does provide a platform 
for further investigation and engagement in 
the absence of any other more appropriate or 
adequately theorised approaches. This is key 
for local universities since failure to respond on 
their part, will perpetuate the current leadership 
and management complexities and leadership 
development shortcomings, and of greater 
concern, may be setting up the deans for failure 
with disastrous individual, institutional and 
sectoral implications in South African universities.  
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aBstraCt
Technological change enabled through the 
implementation of technological projects 
is common in South African organisations; 
however, human factor integration is seldom 
considered.  The aim of this study was to explore 
and describe project implementation in a foreign 
owned automotive manufacturer in South 
Africa. The implications when not realising 
the importance of human factor integration in 
technological change success was investigated.

A case study research design was applied, 
with a qualitative research approach. The case 
context was the implementation of a new, 
large-scale technological intervention in a 
South African automotive manufacturing 
plant. Purposive sampling was selected 
conducting semi-structured interviews with 
120 employees across production shops. Data 
transcripts were analysed using content analysis.

The study provides evidence that mechanistic 
project approaches failing to integrate human 
factors into the technological project change plan 
are at greater risk of failing. Human niche theory 
provides a solution for enabling more effective 

integrated change with less stress, fear, and 
anxiety. Five core themes emerged as factors that 
could influence successful behavioural change.

Keywords: Human factor, human resource 
practitioners, organisational change, techno-
logical projects

IntroduCtIon
Constant change is the new reality for most 
organisations, especially in the field of 
technology. French and Delahaye (1996) argue 
that an organisation’s ability to adapt to change is 
critical for effectiveness. The change management 
literature abounds with models and ideas, but 
change remains largely unsuccessful (Todnem-
By, 2005; Beer & Nohria, 2000; Meaney & 
Pung, 2008; Bateh, Castaneda & Farah, 2013).

In large-scale technological change projects, 
the methodology of projects in controlled 
environments (PRINCE) is often used as the 
project management method of choice, with little 
consideration for people or human interventions 
during this process. PRINCE is a process-
driven project management methodology based 
on seven principles: 1) continued business 
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justification, 2) learn from experience, 3) defined 
roles and responsibilities, 4) manage by stages, 
5) manage by exception, 6) focus on products, 
and 7) tailored to suit the project environment 
(Open University, 2007), but fails to address a 
projects as a change in itself (Du Plessis, 2014).

Various authors reiterate the necessity to design 
a valid framework for change management 
(Todnem-By, 2005; Burnes, 2004; Hallencreutz 
& Turner, 2011; Lattuch & Young, 2010). 
According to Smollan, Matheny, and Sayers 
(2010), further research is needed to understand 
human emotional experiences during change. A 
main aspect of human nature is that people have 
an inherent need for predictability and order, 
whereas major organisational changes may be 
experienced in ways that contradict this basic 
need and deplete employees’ adaptive resources 
(Hogan, 2007). Corbitt (2005) found that the 
overwhelming effect of stress on employees 
during change can be devastating to them, and the 
cost to the organisation is enormous. According 
to Dahl (2009), employees are significantly more 
likely to resort to stress-related medication in 
organisations that have experienced vast changes.

It could be argued that organisations do not 
learn from experience (PRINCE Step 2), as hard 
projects, such as technological system change, 
generally do not encompass an understanding 
of the emotional experiences of people during 
change. The Standish Group report (2016:7), 
drawing on data from 2007 to 2016 stated the 
relevance of emotional maturity as critical to the 
success of projects in many areas of the world. 
They further highlight that only 16.2% software 
projects are completed on- time and on-budget. 
Giving due consideration to larger projects only 
9% of projects come in on-time and on-budget. 
However, even when these projects are completed, 
many do not comply with the original specification 
requirements (Project Smart, 2014). Furthermore, 
the human phenomena, which includes change 
acceptance, is often neglected or ignored in 
managing projects (Cooke-Davies, 2002; Du 
Plessis, 2014), and therefore does not occupy its 
rightful place as an integral part of the project. 

The objectives of the study were to explore 
and describe: 1) Change management in 

technological projects without realising the 
importance of human factor integration, and 2) 
how the utilisation of human niche theory can act 
as enabler for managing change behaviour within 
a technological domain, such as in a foreign 
owned automotive manufacturer in South Africa.

The paper will present the research problem 
and literature in support of the problem. 
Thereafter, the research methodology of a 
case study will be discussed, followed by 
the findings, discussion, and conclusion.

ProBlem InVestIgated
In the automotive sector (as the backdrop of 
this case study), in the 1980s, South Africa 
witnessed a process of disinvestment for both 
political and economic reasons, but in the 
late 1990s and early 2000s, saw considerable 
reinvestment by global automotive companies 
(Silver, 2003). This reinvestment drive came 
along with new technology in the automotive 
industry which necessitated major technological 
change in the manufacturing plants.

The aim of this study was to explore and 
describe project implementation in a foreign 
owned automotive manufacturer in South 
Africa. The implications when not realising 
the importance of human factor integration in 
technological change success was investigated. 
Therefore this study investigated a projects 
and people approach. Technological projects 
lack human factor integration and often fail 
or are less successful than anticipated because 
human behavioural change is needed. This 
raises the question of whether particular 
approaches to managing technological change 
in organisations could ensure sustainable human 
behavioural change in support of such changes. 

It is evident in many organisations that the HR 
function, whether on strategic or operation 
level, often fails to facilitate integrated change 
processes (Viljoen, 2015). When the change is 
within a technological domain, it is even more 
challenging, as technology is not just a system 
initiative, but a complex and intertwined process. 
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lIterature reVIeW
Change Management
Various authors concluded that the lack of 
empirical research in change management is 
evident in the poor success rates of change 
initiatives (Burnes, 2004; Todnem-By, 2005; 
Stanleigh, 2008). There has been little integration 
between change management and leadership in 
the literature (Eisenbach, Watson & Pillay, 1999), 
and much remains to be established about the role 
of leadership in the change process (Bateh et al., 
2013). If technology is a frontrunner of change in 
South African organisations, much can be said 
about the lack of change leadership in this domain. 
Burnes (2004) sees the ability to manage change 
as a core competency of successful organisations. 
According to Kotter (1996, p. 26), “successful 
transformation is 70 to 90 per cent leadership 
and only 10 to 30 per cent management.” The 
role that leaders play in the change process has 
been noted, but without conclusive research that 
focuses on the relationship between leadership 
and change (Almaraz, 1994; Bateh et al., 2013). 

The ChangeAbility group of South Africa 
developed the project management process 
groups and change management framework 
- PREXSU that is executed in three steps: 
prepare, execute, and change (Overton, 2013). 
This framework acknowledges that change 
management is required in projects, and that 
overt human behaviour is only the tip of the 
iceberg; the other 90%, which is covert behaviour 
— emotion and cognition — is hidden below the 
waterline (Overton, 2013). In order to change 
behaviour in a predictable and sustainable way, 
the PREXSU approach focuses on awareness 
and understanding, sustainability, adaptability, 
and alignment. According to this framework, 
change management “refers to the approaches, 
processes, tools and techniques utilised in a pro-
active and systematic way to manage people 
and organisational aspects of change with the 
particular focus of ensuring behavioural outcomes 
that will support organisational objectives 
associated with change” (Overton, 2013, p. 31).

Scharmer (2007) developed the U-process, which 
leads people through three core movements 
that allow them to connect to an emerging 
future. “Prototyping in the U-process builds 

on the two movements that allow one to break 
through habitual patterns of the past: sensing the 
emerging whole and establishing a connection 
to the source or authentic self ” (Scharmer & 
Kaeufer, 2010, p. 27). The U-process combines 
the movement principle of spiral dynamics and 
human niche theory. Scharmer’s (2007) theory of 
the U-process leads stakeholders and leaders to 
set aside their preconceptions in order to reach a 
new understanding of the challenges they share, 
to understand the experience of the various 
actors in the system, and, finally, to promote the 
emergence of insights into the best course of action. 

Viljoen-Terblanche (2008) developed an 
integrated model that describes the human 
reactions to change through an adaptation of 
the work of Hopson and Adams (1966), Kübler-
Ross (1963), and Senge, Scharmer, Jaworski 
and Flowers (2004). Specific emotions are 
experienced during the different phases. The 
letting go phase includes emotions such as 
denial and resistance, which are accompanied by 
feelings such as shock, disbelief, anger, insecurity, 
blame, anxiety, happiness, fear, threat, guilt, and 
depression, while the letting come phase consists 
of acceptance, making sense of and understanding 
of the change, and, ultimately, integration of the 
change. The latter is accompanied by the emotions 
of commitment, optimism, and engagement. 
According to Viljoen-Terblanche (2008), these 
emotions do not follow a linear pattern. Certain 
emotions may be experienced in some cases, 
and others may not. Individuals move forwards 
and backwards during the letting go phase, until 
the self and the will are transformed and the 
letting come phase starts (Viljoen-Terblanche, 
2008). This highlights the importance of 
acknowledging the often-unexpected negative 
outcomes of fundamental organisational 
change, which are seldom considered in 
conventional theories of organisations 
(Dahl, 2009). Unfortunately, few studies have 
explored the impact of multiple organisational 
changes on the well-being or withdrawal of 
employees (Bernerth, Walker, & Harris, 2011).

Pettigrew, Woodham and Cameron (2001, p. 
697) stated that change management has become 
“one of the great themes in the social sciences”. 
According to Nickols (2004, p. 1) the term 
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“managing change” has two meanings, both “the 
making of changes in a planned and managed or 
systematic fashion” and “the response to changes 
over which the organisation exercises little or no 
control”. Change management is still very much 
seen as a structured approach with the intention 
to transition individuals, teams and organisations 
from a current state to a desired future state 
(Aswathappa, 2016, p. 520). Fritzenschaft (2014) 
agrees, but adds that change management is 
complex, without clearly defined and rigid 
boundaries. This led the researchers to wonder 
if much happened changed. It also appears as if 
the literature related to the human element in 
“change management” is still extremely sparse.

Human niche theory and change 
Graves’s (1974) research explored the essence of 
human nature as it manifests through distinct 
ways of thinking. Graves realised that roughly 
two-thirds of people will sacrifice the self in 
order not to disagree with their elders, chiefs, 
parents, or leaders. This was later described as 
collectivism, which is a dominant view in the 
African context. The remainder express their 
self; they do not adjust to authority figures, and 
may accept peer input. This was later referred 
to as individualism, which is a dominant view 
in the Western context. Beck and Cowan (1996) 
expanded the work of Graves (1974) and called 
this system which oscillate between individualism 
and collectivism spiral dynamics. The work of 
Beck and Cowan (1996) focused on how different 
people allocate meaning to events and situations.

Laubscher (2013) further adapted Beck and 
Cowan’s (1996) approach to explain dynamics 
in developing and under-developed countries. 
She repositioned the different value systems as 
detailed by Graves (1974) as human niches or 
worldviews, which are displayed in Table 1, below. 
A niche is something at which a person or a group 
of people excels, which then makes them unique. 
Laubscher (2013) defined human niches as areas 
and dynamics of life at which humans excel due to 
the question of existence that we ask. To ease the 
abstractness of Grave’s (1974) model, Beck and 
Cowen (1996) assigned colours to each different 
thinking and coping system combination. The 
question of existence asked by each person 
directly relates to a colour, as displayed in Table 1.

taBle 1: Human nICHes (lauBsCHer, 2011,n.P.)

Colour Question of existence that 
determines human niches

BEIGE How do I survive?

PURPLE
How can we sacrifice for the 

benefit of the community/family/
elders?

RED How can I obtain power?

BLUE How can we sacrifice to prepare for 
the future?

ORANGE How can I conquer the material 
world and take calculated risks?

GREEN How can we sacrifice for the 
benefit of the world and peace?

YELLOW How can I survive while the world 
survives?

In the BEIGE level of thinking systems all energy 
is directed towards survival through innate 
sensory abilities and instinctual relations. At this 
level, humans form loosely organised herd- like 
structures that often change format (Laubscher, 
2013). BEIGE is still active in all countries, but 
is especially visible in East Asia, Haiti, Egypt, the 
Middle East, Portugal and Brazil, in Indian slums 
and in squatter camps in South Africa (Laubscher, 
2013). Traditionally, it was believed that the 
emphasis in PURPLE is on survival, but unlike 
the BEIGE system, survival is achieved through 
banding together as a tribe. In PURPLE, identity 
is defined in the interrelatedness with each other 
and with nature. Self is not identified as a separate 
entity, but in relation to the collective, resulting in 
a very real experience of nature and community. 
This connectedness results in a deep realisation 
that everyone is part of a bigger system and that 
elements like the earth, plants, stars, moon and 
sun also have spirit (Laubscher, 2013). RED is an 
expressive individualistic thinking system and 
represents the first emergence of real and effective 
individual action and ego. An individual in RED 
wants to break away from the constriction of 
PURPLE. Such an individual wants to stand 
tall, receive attention from others, demand 
respect and call the shots (Laubscher, 2013).

Traditionally it was thought that the BLUE level 
of thinking systems is the beginning of what 
most people regard as civilisation, a statement 
that somewhat belittles both PURPLE and 
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RED people. BLUE is also often described as 
the truth force because it is organised around 
absolute beliefs in one right way and obedience 
to authority. BLUE sacrifices the self to gain 
later, making BLUE risk adverse. Laubscher 
(2013) describes BLUE as saintly, absolutistic and 
stabilizing. At this point, the stronger and more 
enterprising members of the group realise that 
they are being held back by adhering to the rules 
and procedures of the group, and better results 
are possible through individual action.  ORANGE 
believes in better living through technology, with 
the main idea being that we can shape, influence, 
promote progress and make things better through 
the use of scientific methods, quantification, trial 
and error and a search for better solutions (Beck 
& Cowan, 1996). The GREEN thinking system 
appears in the quest for inner peace and human 
connection; inclusivity and connectedness 
become the highest values. The well-being of all the 
people is a critical consideration. GREEN, unlike 
ORANGE, wants to sacrifice self, now, for both 
self and others, for humanity. GREEN responds 
to the lack of internal fulfilment by seeking 
peace with the inner self and exploring the more 
caring and spiritual dimensions of humanity. 
When outwardly directed, the ideal GREEN 
social organisation is the network, governed by 
consensus-decision making (Laubscher, 2014).

In South Africa, the majority of organisations are 
BLUE, with fewer organisations falling within 
ORANGE (Laubscher, 2014). In South African 
organisations, 65% of people’s worldviews 
are PURPLE (Viljoen, 2015). The different 
questions of existence, as displayed in Table 1, 
already provide a clue to some of the dilemmas 
faced within our organisations. For example, a 
dominantly BLUE organisation with a majority 
of PURPLE people will result in friction, which 
will become worse during change. In addition, 
BLUE, which refers to Newtonian thinking, can 
easily stress PURPLE, circular thinking during 
times of uncertainty (Blom, 2015). Thus, in 
applying human niche theory (Laubscher, 2013) 
organisations can better view the human element 
during change. If we realise that 65% of people 
in South Africa are PURPLE, who wants to 
sacrifice the self for the benefit of the community 
and elders, then organisations should consider 
different communication and implementation 

strategies to ensure optimal and sustainable 
technological implementation. Further, the 
goodwill of PURPLE may be stunted by the 
task-oriented BLUE, resulting in unnecessary 
human strain and resistance to change.

The role of management in managing change
Thought leaders in management have suggested 
that, it is not technology, but the human and 
humane side of management that is a constant 
challenge for executives in the 21st century” 
(Drucker, Dyson, Handy, Saffo, & Senge, 1997). 
Organisations increasingly view human capital 
as a source of competitive advantage (Kavanagh, 
Thite & Johnson, 2012). One of the most salient 
factors impacting organisations and employees 
today is technological change and advancement 
(Duxbury, Higgins, & Thomas, 1996). The 
prominence of information technology, which 
has grown substantially in recent years, further 
emphasises the importance of technological 
change (Sharyn, Gardner, Lepak, & Bartol, 
2003). Shiri (2012) found human resource 
(HR) management especially important in 
a knowledge-based economy, where ideas 
and expertise are valued. Baran (2016) asked 
whether HR is the organisational function 
that must lead change, or whether managing 
change is a fundamental leadership competency 
required of all organisational functions. 

To answer the question, Baran (2016) scrutinised 
the Society for Human Resource Management 
Competency Model, which is a research-based 
description of nine categories of competencies 
required of today’s HR professional. This model 
includes sub-categories and related behaviours. 
The nine competencies are: communication, 
consultation, leadership and navigation, global 
and cultural effectiveness, critical evaluation, 
business acumen, HR expertise, ethical practice, 
and relationship management. In addition, the 
word change appears 19 times in this model, 
e.g., 1) a sub-competency under HR expertise 
is change management, 2) a behaviour under 
consultation relates to the generation of specific 
organisational interventions, such as culture 
change, change management, restructuring, 
and training, 3) and change management 
is also a sub-competency of leadership and 
navigation, with an associated behaviour of a 
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transformational leader leading change, and 
4), under critical evaluation, an associated 
behaviour is to assess the impact of change.

It seems fair to state that organisations following 
the Society for Human Resource Management 
Competency Model agree that the important 
responsibility of change management clearly rests 
on the shoulders of the HR function, which acts as 
the change agent and/or transformational agent. 
Shiri (2012) seems correct when stating that many 
HR executives and managers are so busy taking 
care of their daily duties, which are generally 
administrative, that they neglect important 
issues such as technological changes. Shumin 
and Nasi (2008), found that in order to manage 
technical projects cognisance must be taken of 
human capability prior to implementation, and 
integrating continuous training and monitoring, 
thereby ensuring improved effectiveness of 
projects. Village et al., (2017) further emphasised 
and found in their study on automotive assembly 
lines that the human side and approaches should 
be increased to help detect and reduce assembly 
quality problems related to worker performance. 

Resistance to Change
Lewin (1951) first used the term resistance to 
change in the context of individual resistance. 
However, use of the term evolved to refer to 
the resistance of an organisation to transitions 
and its inability to quickly and effectively react 
to change (Kinnear & Roodt, 1998). In the 
literature on change, resistance is a recurring 
theme (Cummings & Worley, 2005; Senior & 
Swailes, 2010), although the definition depends 
on the chosen theoretical perspective (Van 
Tonder, 2004), of which the following seem to be 
the most prominent. The conventional change 
management literature (Armenakis & Bedeian, 
1999; Beer & Nohria, 2000; Pettigrew, Woodman, 
& Cameron, 2001) argues that resistance has 
different appearances, varying from foot-
dragging, withdrawal, and material sabotage 
to whistleblowing (Carr & Brower, 2000), 
strikes, working to rule, and symbolic sabotage 
(Fleming & Spicer, 2003). Organisational change 
is desirable and inevitable, and people resisting 
change are framed as irrational (Atkinson, 2005).

Critical change management literature questions 

whether change and stability are mutually 
exclusive. The conventional perspective is that 
change is good, stability is bad, and change should 
be managed and controlled (Weick & Quinn, 
1999). Models related to this perspective and their 
approaches to change are framed in the interest of 
management (Sturdy & Grey, 2003). Further, not 
all employees are likely to be enthusiastic about the 
nth change project (Brown & Humphreys, 2003).

Oreg (2006) reported an association between 
communication and attitudes towards change, 
while Wanberg and Banas (2000) found a positive 
correlation between employees who reported 
that they received information about the change 
and their openness to the change. Similarly, 
according to Lewis (2006), the higher the 
perceived quality of information received about a 
change initiative during change implementation 
is, the less the resistance to change will be.

Because organisational change requires employees 
to adapt to new conditions, environments, 
contexts, and positions, a certain level of 
change readiness (Weiner, 2009) and resilience 
(Strümpfer, 2006) is required. This highlights 
the role of individual competence, the potential 
individual contribution to making positive change, 
individual learning (Avey, Wernsing, & Luthans, 
2008; Bercovitz & Feldman, 2008; Luscher & 
Lewis, 2008), and individual adaptation in 
order to participate and not resist organisational 
change (Bateh et al., 2013). During organisational 
change, fear and uncertainty about the future 
could “lead some employees to leave and others 
to have mental problems” (Dahl, 2009, p. 4). 

The literature therefore seems to point towards the 
reality that the HR function has a critical role to 
play during change, by minimising the possibility 
of resistance, and that human niche theory can 
be an enabler in this process. This brings us to 
the research questions explored in the case study 
of a technological change project that failed:

•	 Why and how was the technological change 
process implemented?

•	 How were employees prepared for the change?
•	 What role did HR play in the change 

management process?
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•	 Why did the employees resist the technological 
change?

•	 How should Human Resource Management 
(HRM) support technological change success 
in utilising human niche theory?

researCH metHodologY
Case study background
A large South African automotive manufacturer 
embarked on the implementation of a new 
technology system, which impacted the 
whole organisation. This organisation could 
be classified as a large, bureaucratic entity 
(Company Data, 2013). The purpose of the 
technology system change was to enable the 
organisation to accurately calculate actual 
working time. This would have allowed accurate 
measurement of labour efficiency. In order to 
achieve this, the main objective was to identify 
and quantify inefficiencies; secondly, to design 
a technologically enabled system and to capture 
and track working times across all plants; thirdly, 
to calculate accurate man-hours-spent-building; 
and, fourthly, to determine the average time taken 
to assemble different parts. Subsequent to the 
change, data specifications would significantly 
change, to include overtime, time and attendance, 
downtime, time spent at medical stations, 
training, quality, improvement, and others, 
most of these being operational HR metrics.

Although the technological project followed 
the PRINCE methodology, a manual template 
of the ideal system was designed, and a pilot 
plant was selected. The results of the manual 
trial were used to gauge the level of training 
required. The trial indicated very different 
levels of technological skills. The project team 
realised that computer skills training was 
essential, and included this in the project plan. 

The initial date to go live was set for the end of 
April 2011, which did not materialise. A new date 
was set for April 2012, postponing the project by 
a year. This deadline was also missed, and a new 
target date was set, namely to have all shops live by 
September 2012. This date was also missed, and the 
middle of December 2012 was set as yet another 
target date. In all instances, deadlines were missed 
due to staff ’s resistance and refusal to co-operate 
and use the new system. Organisationally, the 

misery continued as the organisation continued 
to follow the same processes that had failed 
numerous previous times. This resulted in a total 
of 101 personal computers been removed from 
line-side, incurred costs, and little or no return on 
investment, because the Group Leaders (who were 
not involved in the change) were not capturing the 
required data such as overtime and absenteeism.

This project was not delivered on time or within 
budget. Almost two years had elapsed from the 
initial go-live date until the conscious decision 
had been taken to abandon the project. The 
technological change project failed. Why?

Research design
Investigating human behaviour pertaining to 
mandatory technological changes, a qualitative 
case study design was appropriate (see Ospina, 
2004). This case study was both an exploratory 
and explanatory analysis of person and an event, 
which is used to explore causation, in order to 
find underlying principles (Yin, 2014). Yin (2014) 
underscored the strength of the case study method 
in terms of the inseparability of the phenomenon 
and the context, explaining that this method helps 
to address the How and Why questions about 
real-life events using a variety of tools. Within the 
context of this research, the experiences of staff at 
the manufacturing plant where a new information 
system had been implemented was placed under 
a ‘magnifying glass’ by recording their opinions 
and concerns, and observing their interactions.

The unit of analysis in this case study was employees 
who were directly involved in the implementation 
of a large-scale technological project. The total 
number of employees (population) affected by 
this project was 5 256. These employees worked 
at the stated organisation during the project 
and their jobs were affected by the change. The 
organisational structure — typical hierarchical — 
impacted by this change involved team members, 
who report to Team Leaders, who report to 
Group Leaders, who report to Section Managers. 
The demographics of employees involved in this 
change are provided in Table 2, which indicates 
African men as the dominant profile in this project. 

The sample selection strategy employed was 
theoretical sampling. The purpose of theoretical 
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sampling is the saturation of categories (Charmaz, 
2006). The notion of saturation is understood 
to mean that additional information no longer 
provides new insights into the subject matter. Thus, 
when additional information no longer expands 
the subject matter, the researcher concludes that 
saturation point has been reached. A purposive 
sample of 120 participants was selected across 
production shops affected by this project.

Data collection
During the course of this case study, company 
documents, field notes, observations and semi-
structured interviews were used. Solicited data 
contextualised the impact of organisational 
change. Observation was used to determine 
the human experiences and elements relating 
to organisational change. Semi-structured, in-
depth, face-to-face interviews were conducted 
with senior-level managers, middle-level 
managers, and shop-floor employees directly 
impacted by this project. These interviews 
lasted between 90 and 120 minutes each. 
Employees were assured of anonymity and 
confidentiality and were informed that they 
could exit the interview at any point in time.

The interview questions focused on whether 
the reason for change and the specific change 
were explained, how the change made them 
feel, whether they received tools to help them 
during the change, and whether they supported 
or resisted the change. The interviews were 
recorded and subsequently transcribed. 

Data analysis
In a qualitative study such as this, making use 
of coded themes and categories is of utmost 
importance. Therefore, detailed descriptions and 
information pertaining to people, places, and 

events were documented, to support a higher 
level of synthesis of all data. The analyses were 
performed in a concurrent and iterative manner, 
in order to search for emerging themes, and to 
delve deeper for broader meanings (Strauss & 
Corbin, 1990). The analysis process focused on 
the meanings that were brought forth by the 
participants and the observations that were made 
by the researcher. The data were analysed and 
clustered into meaningful groups/categories and 
themes/concepts, following a logical process to 
ultimately provide a much deeper appreciation 
of the reasons and meanings linked to events 
(Maree, 2010). Six themes, mentioned in findings 
below, emerged through content analysis of the 
transcriptions. All data analysis was done by hand. 

Ensuring quality and robustness of data and 
themes
The multiple sources of data gathering 
were advantageous and allowed the topic 
to be investigated from different angles, 
assisted with cross-checking and data 
interpretation while minimising distortion. 
Data triangulation was used in data analysis 
and as a strategy for improving the credibility 
and trustworthiness of the research findings. 

Credibility was further ensured through 
prolonged engagement, persistent observation, 
peer debriefing and progressive subjectivity. 
Themes were co-created through content 
analysis of the transcriptions by two researchers 
and reviewed for robustness by an independent 
master Human Resource practitioner who 
is registered at the SABPP (South African 
Board of  People Practice) and knowledgeable 
on the theory and practice of change.

taBle 2: ProJeCt demograPHICs

demographics group leader team leader team member
african 110 588 3 581
Coloured 25 55 176
Indian 61 112 341
White 19 10 33
unclassified 9 36 100
sub-total 224 801 4 231
total 5 256
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fIndIngs
Six core themes emerged that confirm, elaborate, 
and expand on what was established from 
literature as the factors that could influence 
successful human behavioural change using 
a human inclusive project-driven approach 
for technological change. These themes are:

•	 Theme 1: Technological plan without an HRM 
change management plan;

•	 Theme 2: Change as an intervention and not a 
process — training intervention equals change;

•	 Theme 3: Communication, with a focus on 
interpersonal communication; 

•	 Theme 4: Resistance to change;
•	 Theme 5: Change leadership and care; and
•	 Theme 6: The role of the HR function in a 

technological system change.
Verbatim quotes from interviews are used to 
illustrate the six themes. 

Theme 1: Technological plan without an HRM 
change management plan. 

“We follow project plans. We do not 
use or apply any change models”. 

In this case, no change methodology or change 
management process was followed. From a 
human/employee change point of view, no 
change management existed for this project, 
and no such process was followed. No tools, 
techniques, or processes were applied to manage 
the people side of change. The human side of 
change was not considered in any strategic 
forum or meeting. This quote also illustrates 
BLUE human niche thinking: we follow the plan 
in preparing the organisation for the future.

Theme 2: Change as an intervention and not a 
process — training intervention equals change 

“Strategy should change as the business change. 
Change should drive your strategic aim”.

The organisation’s strategy did not change 
according to the evolving business requirements. 
Training was the only component of change 
management that actually received some 
form of attention. Despite the large impact on 

people, no HR practitioner was involved in the 
project, except for capturing operational data. 
In addition, this quote illustrates disconnect 
between strategy and change as viewed by the 
organisation on the one hand (BLUE human 
niche), and employees (PURPLE) on the other.

Theme 3: Communication, with an emphasis on 
interpersonal communication  

“Communication is vital. Communication 
is an issue, which increases a 
lack of trust and even mistrust”.

This change initiative specifically related to the 
production process. Communication in this 
environment was challenging, even without 
any change taking place. In this production 
environment, a top-down communication 
approach was followed, through various structural 
levels in a rigid hierarchy. The individuals selected 
to participate in the pilot group stated that they 
were unhappy and uncertain about what was 
expected of them. Complaints about the capturing 
of data, the impracticality of the request, the 
unrealistic demands placed upon them, and a lack 
of understanding were repeatedly voiced. Various 
problems were identified prior to, during, and 
after the project. The success of this project relied 
heavily on the co-operation of the employees at the 
lowest level in the organisation. These employees, 
however, were not sufficiently consulted prior 
to the start of such a huge behavioural change 
initiative. The communication method that 
was applied failed to reach these lower-level 
employees. A limited number of employees 
were involved in this project, which further 
hampered successful implementation. Time and 
attendance, absenteeism, leave, and general work 
methods were governed through this hierarchy. 
Hierarchy is typical of the BLUE human niche; 
however, PURPLE functions in a circular 
manner. Top-down communications (which is 
often presented in a bullet-like manner) overlaid 
on a circular system (which needs conversation, 
stories and metaphor) will inevitably fail. 

Theme 4: Resistance to change 

 “People do not see the road. People don’t 
know where they are expected to go. 
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The impact of stress on the organisation 
is huge. That’s why they resist”.

No methods or techniques were applied to reduce 
and manage resistance to change. No readiness 
assessments were done to establish the scope of 
the change or to determine the number of people 
affected. Fear and anxiety dominated. Ambiguity 
further increased uncertainty. This project 
experienced enormous forms of resistance. 
However, the resistance was largely ignored by 
management. The individual behaviours relating 
to this project were a manifestation of hostility, 
antagonism, resentment, and ill will. These 
reactions to this project were evident from the 
outset. It could be argued that resistance was 
exponentially increased through the stress caused 
by BLUE thinking and communication styles 
which places emphasis on mechanistic solutions.

Theme 5: Change leadership and care

“Understand your people”. “Understand 
individual nuances”. “Know staff ’s 
feelings”. “Know staff ’s beliefs”. “…
convince people to sacrifice”. “People will 
follow people who connect with people”. 
“I must feel connected to my leader”. 

Leadership was not integrated into any 
methodology. Punishment was meted out 
through the hierarchy. Such a mechanistic culture 
leaves employees feeling like they are being 
treated like robots, and that they are considered 
just another number and not being respected 
as an individual, as was reported in the present 
study. Given such a mechanistic culture, reacting 
to and coping with change becomes challenging. 
The group leaders regularly expressed their 
discomfort, worry, and distress regarding the new 
task of capturing data. Many group leaders stated 
that it hurts them to capture the data; they could 
not operate a keyboard, as it caused them pain in 
their fingers. The group leaders also complained 
that nobody listened to them, and that no proper 
communication existed. A lack of leadership and 
guidance increased their distress, discomfort, 
and distrust. A major disconnect ensued between 
the group leaders and management. The group 
leaders reported a totally different picture. They 
struggled to capture data, they could not see on 

the screens or understand the requirements, and 
had not been released from the line to attend 
training. This quote clearly illustrates the need of 
the PURPLE human niche for acknowledgment of 
humanness and/or a more humanistic approach. 
Ironically, also indicating a willingness to sacrifice 
for the benefit of the organisation if they are able 
to feel a connection to that which is required.

Theme 6: The role of the HR function in 
technological system change

“I’m ashamed of how we do change. 
Nobody in HR can do change. No 
change knowledge can cause harm”. 

Data on employee absenteeism, overtime, and 
sick leave were analysed by the HR function. 
Reports had been written by team leaders to 
satisfy the data requirements, but these added 
no value to the change. This seems to indicate an 
operational and administrative HR role without 
proper contracting, participation, involvement 
in, and acceptance of the change requirement. In 
addition, it also indicated a major strategic change 
without a change-agent role and/or HR-function 
involvement to ensure a common understanding 
of the need for the new technological system 
and the importance of human intervention 
in order to make such a system effective and 
efficient. This theme highlights the outcomes of a 
mechanistic approach (often represented through 
BLUE human niche thinking) with very little/
any humanistic interventions (often represented 
through PURPLE human niche thinking).

dIsCussIon of fIndIngs
Each theme will be discussed and linked to the 
literature where possible. In the discussion, answers 
to the research questions will also be provided.

Theme 1: Technological plan without an HRM 
change management plan
Despite the scale and magnitude of this change, 
no change management portfolio existed in this 
project. A change management portfolio for 
this technological project should have included 
a change management process (including 
communication) that ensured wide participation 
and inclusivity and reasoning with participants 
on the behavioural changes required, and 
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could have assisted with training. Overtime, 
absenteeism, late-in and early-out transgressions 
are emotional topics. Given such a radical change 
in work methods, more time and effort should 
have gone into behavioural modification. This 
should have fallen under a change management 
umbrella (Blom, 2015), and should have been the 
responsibility of the HR function (Baran, 2016).

When the outcome of technological project 
affects the operational duties of employees, an 
HRM change implementation plan alongside the 
technological project is imperative. Ideally, such 
an HRM implementation plan should commence 
prior to or in parallel with the technological 
project plan. Behaviour change takes time 
(Scharmer, 2007), and technological changes 
can only be sustainable when sufficient time 
for human behavioural change is incorporated 
into technological project change plans. 

If human niche theory had been considered from 
a change management perspective, there would 
have been conversations in which everybody 
had the opportunity to participate and discuss, 
to aid understanding of the reasoning behind 
the required change (Laubscher, 2013). The HR 
function should also have dealt with resistance 
through further consultation and explanation 
of the reasoning for this new work method 
(Blom, 2015; Laubscher, 2013). If more people 
are involved, more time should be planned to 
attain inclusivity. Thus, time should be allocated 
for participation, consultation, and involvement 
(Viljoen, 2015). These activities are critical to the 
project, and should feature on the project plan.

BLUE will typically spend time on schedules and 
deliverables. PURPLE needs participation and 
inclusion. Then, with an awareness of human 
niche theory, HRM could assist management 
with the creation of a practical schedule 
that combines human and organisational 
needs, objectives with stories and metaphors, 
and meetings with conversation times.

Theme 2: Change as an intervention and not a 
process — training intervention equals change
From the onset, the training method was 
questionable. Given time constraints, little time 
was spent on training which had a severe impact 

on the project. Given the lack of training and 
communication, it is not surprising that, two years 
after the original go-live date, the project was still 
not live. A lack of involvement and participation, 
as the optimisation of diversity dynamics in the 
individual, group, organisational, and contextual 
domains, manifested in apathetic or disconnected 
energy in the system (Viljoen-Terblance, 2008). 
Leadership’s inability to align ‘the doing’ and 
‘the being’ resulted in an inability to engage in 
strategic conversation (Viljoen-Terblance, 2008).

If human niche theory had been considered 
from a training perspective, the training method 
and its delivery would have taken on a more 
kinaesthetic approach (Laubscher, 2013), such 
as ensuring that every person had a computer 
on which to work during the training sessions. 
A training card or one-page reference that could 
be kept in a shirt pocket could also have assisted. 
Conversations, story, and metaphor should have 
been integral to the training solution (Laubscher, 
2013). When considering human niche theory, 
stories, metaphors, and discussions will help 
PURPLE understand the rationale behind a 
change and enable participation in the goal at 
hand. Further, PURPLE has a learning system 
that relies on copying, for which provision 
should be made. Therefore, practical, experiential 
learning interventions (Laubscher, 2013) will 
facilitate an improved output. BLUE, however, 
naturally wants to communicate in bullet 
point or short phrases, and is driven by targets. 

This case indicates an incorrect and incompatible 
training methodology, which invariably result 
in misunderstandings and miscommunication. 
Given the immense amount of change in 
organisations, change can easily be seen as 
a process that must be implemented and 
completed. However, modernity requires that 
we look at change as an intervention in itself. 
Behavioural change takes effort and time. When 
the HR function is not part of projects, a strategic 
element in terms of behavioural change remains 
missing. Similarly, training and the training 
effort and applicability in delivery will directly 
the success of change. When training is pushed 
as a project activity that must be done (which 
could be seen as a BLUE methodology) upon 
PURPLE who was never involved or allowed to 
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participate, training will be another element of 
the project that incurs costs with minimal output. 

Theme 3: Communication, with a focus on 
interpersonal communication 
Targeting the correct audience is pivotal, and 
allowing two-way communication with feedback 
certainly helps communication (Elving, 2005). 
From a human niche perspective, this implies 
that people should feel secure and comfortable 
to raise their concerns, and to voice their 
opinions without fear (Laubscher, 2013). It is 
erroneous to assume that communication will 
filter down organisational levels correctly and 
reach the intended audience. Communication 
should be face to face and not just electronic. To 
ensure wide acceptance, participation through 
communication should have been increased 
to include everybody whose jobs or processes 
would change as a result of the new system/
process (Kotter, 1996; Van Vuuren & Elving, 
2008; Viljoen, 2015). While it could be argued 
that this increases the time to project completion, 
such an approach will increase the chances of 
successful change. The number of re-starts on 
this project negated any concerns about spending 
additional time in consultation/communication. 
To ensure successful change, communication and 
change should be treated as interlinked subject 
fields (Jones, Watson, Gardner & Gallois, 2004; 
Taylor, Flanagin, Cheney, & Seibold, 2001).

Whilst Theme 2 touched on communication 
from a training perspective, organisations 
should consider that at least two methods of 
communication are required. If organisations 
continue to only communicate according to that 
which is the comfortable communication method 
for BLUE, such as staccato sentences, bullets, 
slide shows, and deliverables on project plans, 
success will, in all probability, remain challenging. 
However, if BLUE can adapt to embrace a more 
inclusive communication approach that allows 
for employees to sit in a circle and discuss issues, 
to engage with stories and metaphors in order 
to convey the message and to allow for active 
participation, then communication becomes 
interpersonal. If not, communication will remain 
a formal project task with little sustainable effect.

Theme 4: Resistance to change
Human niche theory confirms that people will 
resist, question, and sabotage change if they do 
not understand or feel part it (Laubscher, 2013). 
Communication is vital to manage resistance to 
change (Kotter, 1996). Applying this case study 
and the related change theme to Scharmer’s (2007) 
U-process indicates that, during this change, the 
movement along the U was skewed to the left, 
resulting in resistance. Resistance played a large 
part in the failure of this change initiative, as the 
organisation struggled to quickly and effectively 
react to change (Kinnear & Roodt, 1998). 
Resistance was partly due to the nonexistence of 
change strategies, poor communication, and a lack 
of employee involvement. However, resistance also 
stemmed from mechanistic structures, too much 
managerial power, and too many procedures and 
rules. This theme also confirmed that employees 
who received little information about the 
change were resistant (Wanberg & Banas, 2000).

Communication, participation, inclusion in 
decision-making, and discussions will minimise 
resistance. When employees are not included, 
resistance is inevitable, as PURPLE will fiercely 
try to preserve the old ways. However, when 
included and allowed to participate in decision-
making, PURPLE can unleash a huge amount 
of goodwill into the organisation. Again, 
management typically operates within the 
BLUE niche. Without awareness of the needs of 
PURPLE, resistance will remain considerable 
obstacle in technological project implementations.

Theme 5: Change leadership and care
This project created immense challenges related 
to employee behaviour. There was clearly a lack 
of communication and trust between labour and 
management. The biggest mistake was to exclude 
the group leaders from participation in this project. 
Their exclusion resulted in fear of the unknown, 
following habit, general mistrust, insecurity, social 
disruption, and selective perceptions, which, in 
turn, increased resistance to the change initiative 
(see Dahl, 2009). Elements such as involvement, 
participation, consultation, and empowerment 
(Viljoen-Terblance, 2008) were absent in this case. 

From a human niche perspective, the lack of 
trust and communication, exclusion, and non-
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participation paralysed PURPLE (Laubscher, 
2013). Laubscher (2013) is clear when she 
addresses the latent goodwill of PURPLE; 
however, this goodwill was never unleashed, 
due to the mechanistic approach of BLUE and 
the inability of BLUE to adapt methods to suit 
different thinking and coping systems. Laubscher 
(2013) noted that PURPLE learns by copying. 
They are passive learners who rely heavily on 
right-brain functions (Beck & Cowan, 1996). 
This amplifies the importance of management 
leading by example. Further, PURPLE builds 
relationships first, and then works together with 
others (Laubscher, 2013). This indicates the need 
to reconsider methods. Building relationships 
takes time. This requires that management and 
leadership do things differently. Relationships 
must be built by conversation and leading by 
example. Typically, such actions should start much 
earlier than the onset of the technological project. 
However, this also requires a strategic shift in the 
HR function’s behaviour, which begs the question: 
If the HR function is not the change agent and does 
not build relationships, has this function been 
reduced to that of clerks in charge of paperwork?

Individuals consist of physical, mental, spiritual, 
and emotional components. None of these 
received any attention on this project. The vast 
majority of employees on this project did not 
ask BLUE questions pertaining to how they 
could sacrifice to improve the future. They asked 
PURPLE questions that relate to how they could 
sacrifice for their elders and their community. 
This implies working in a circle where equality, 
participation, inclusivity, and empowerment 
of all are the basis for communication. 

managerIal ImPlICatIons
Managerial implications related to the 
Theme 6: The role of the HR function in 
technological system change pertaining 
to the case study outcomes are as follows:

1. The HR function cannot be divorced or 
disjointed from any project. As a strategic 
function, it must take on the role of the 
transformation agent. This implies a more 
humanistic approach as a counterbalance to 
the mechanistic project approach. Human 
niche theory can assist in enabling the HR 

function through an improved understanding 
of that which is important to different people 
in the organisation. This will also assist the 
function to move away from a one-size-fits-
all approach and become visible in the change 
process. There might be an administrative role 
for the HR function during change, but it does 
not negate the need for strategic or change-
agent role.

2. A project is change. Change requires time 
to permeate all levels of the change targets 
especially from a humanistic perspective. Time 
spent cannot only relate to project objectives 
and milestones. There is a non-negotiable 
need for conversations, creating shared 
understanding, and allowing different voices 
and perspectives to be heard. Management 
should allow upfront conversations. Such 
a humanistic approach will also minimize 
resistance to the change.

3. Training methodology and delivery must be 
adapted and adjusted. Given the competitive 
landscape of organisations, spending time 
and resources on ineffective training with 
few results is no longer viable. Applying 
human niche theory will assist organisations 
to effectively adopt more than one training 
methodology to greatly improve output.

4. A more humanistic involvement of the 
HR function in technological projects 
will also enable building of relationships. 
A predominantly PURPLE workforce is 
essentially lost without relationships. Once 
relationships are built, respect and trust can 
be nurtured. It seems imperative to note that 
PURPLE can see BLUE’s intent; therefore, 
BLUE should not take the responsibility of 
building relationships lightly.

ConClusIon
This research highlighted the reality of a 
technological project approach with little or no 
change management, due to a lack of change 
leadership and effective HRM. This technology 
project was not delivered on time or within 
budget. Almost two years had elapsed from the 
initial go-live date until a conscious decision was 
made to abandon the project. At inception of the 
project, time and volumes had been indicated 
as constraints, which justified the chosen 
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methodology. In hindsight, it would seem that a 
year spent in consultation, involving group leaders 
to actively participate and contribute, could have 
resulted in a different, more positive outcome. 

Furthermore, the importance of understanding 
of the change environment proved vital. An office 
worker can survey plant operations and come to 
a conclusion, but different, covert complexities 
may be at work. Once again, this underscores 
the vital importance of participation, inclusivity, 
and hearing the voice of the lower echelons of the 
organisation. If change impacts the way people 
do their daily jobs, the impact of such change 
on the relevant people should be considered and 
treated with the necessary respect and empathy. 
Change as a process is often taken lightly and 
reduced to interventions, resulting in time, effort, 
and energy spent reactively, after damage has 
been caused. This technological project damaged 
individuals and the organisation alike. On an 
individual level, mistrust was rife, uncertainty 
led to insecurity, and misunderstanding resulted 
in resistance. On an organisational level, a very 
poorly run project resulted in wasted time, 
effort, and money. These outcomes will have 
to be corrected through yet another project.

 However, a combination of an involved HR 
function and knowledge of human niche theory 
could go a long way in correcting the mistakes 
made. Equipping the HR function with knowledge 
about human niche theory and allowing it to 
take its rightful place as transformation agent 
within a technological change process will 
result in projects that are executed differently. 
Such knowledge and personal ownership will 
result in: 1) an HRM change implementation 
plan that is flexible in delivery, ensuring wide 
understanding and acceptance, 2) enough time 
spent on change as a process and cognisance of 
different thinking methods, 3) communication 
with a focus on conversation, stories, and 
metaphors, as opposed to only targets and 
milestones, 4) inclusion, participation, and 
a shared understanding before the project 
commences, in order to minimize resistance, and 
5) a caring approach that considers the human 
element and the impact of change brought 
about by the technological change initiative.

This study had its limitations with many 
transcriptions and data that had to be 
analysed qualitatively. It might have been 
more objective if some known parts in the 
study, such as the change process used, 
could have been conducted quantitatively. 
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aBstraCt
The debate about leader characteristics continues, 
yet understanding leadership is very important 
for selection, promotion and leadership 
development.  The purpose of the study was 
to determine whether a link existed between 
extraversion, emotional intelligence (EI) and years 
of experience as a leader.  A quantitative study 
was undertaken with a questionnaire compiled 
from the Jung Personality Questionnaire and 
Ryback’s Emotional Quotient Executive Survey 
(REQuES).  The questionnaire was administered 
to 300 military personnel at Thaba Tshwane 
Military Area in Pretoria.  The results revealed 
that extraversion and EI were not linked and that 
only EI was significantly related to leadership 
experience.  Extraversion did not present as a 
dominant characteristic in the sample group, 
with just over half of the respondents presenting 
higher levels of extraversion.  In contrast, the 
majority of the respondents presented high levels 
of EI.  Extraverts therefore do not necessarily have 
higher levels of EI than introverts and leaders do 
not have to be outgoing to express high levels of 
EI.  The results refute the opinion that leaders 
need to be extraverted but affirm EI as a leadership 
skill.  The results are therefore meaningful for the 
selection, training and development of leaders. 

Keywords: leadership, extraversion, introver-
sion, emotional intelligence, extraversion, emo-
tional intelligence and leadership experience 
 
IntroduCtIon
Leadership remains fundamentally important 
in any social setting (Overall, 2015) and is 
defined as a social process of exerting influence 

over the thoughts, feelings and actions of others 
rather than a person occupying a position (Yukl, 
2010).  The skill of persuasion, the ability to set 
compelling goals, power, influence, ethics, values, 
intelligence, creativity and extraversion are some 
of the main qualities associated with leadership 
(Eddy & Van Der Linden, 2006).  Leadership 
studies present two contrasting perspectives to 
leadership; one perspective being leader-focused 
and the other relationship-focused (Wang, Law, 
Hackett, Wang & Chen 2005).  The leader-focused 
perspective emphasises the individual behaviours 
or traits that will predict how a leader will lead.  
The relationship-based perspective, on the other 
hand, focuses on the leader and specifically how 
the leader interacts with followers in the process 
of leading (Wang, et al., 2005).  Though the study 
of leadership and especially the personality traits 
of leaders have a long and controversial history, 
significant differences have been found between 
leaders and non-leaders (Hogan & Judge, 2013).  

Many leadership selection practices are based 
on a belief that leaders need to be, amongst 
others, outgoing and assertive.  Extraversion is 
normally characterised by an outgoing, candid 
and accommodating nature which enables 
a person to easily adapt to a given situation 
(Sharp, 1987) and is perceived as a predictor of 
leadership emergence and effectiveness (Grant, 
Gino & Hofmann, 2011; McCormack, 2015).  

Effective leadership is also associated with EI 
(Denham-Vaughan & Gawlinski, 2012; Peyton, 
2012; Palmer, Walls, Burgess & Sough, 2001).  This 
is because leaders have to establish constructive 
relationships with a range of people on different 

relatIonsHIP BetWeen eXtraVersIon, emotIonal 
IntellIgenCe and leadersHIP eXPerIenCe 
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levels and have to deal with their own emotions as 
well as the emotions of others.  Excessive emotions 
experienced and exhibited by leaders can disrupt 
reasoning or analysis, while on the other hand, 
research shows that too little emotion can be 
destructive to a person’s career or to an organisation 
(Denham-Vaughan & Gawlinski, 2012; Peyton, 
2012).  EI is often indicated as more important 
than other cognitive aspects of intelligence, but 
the link between EI and effective leadership 
is less often researched than the link between 
other leadership traits and effective leadership 
(Robbins, Judge, Odendaal & Roodt, 2013). 

The purpose of the study was to determine whether 
a relationship exists between extraversion, EI and 
leadership experience.  The assumption was that 
if a person exhibits high levels of extraversion and 
EI, the person will be perceived as more effective, 
and is more likely to proceed to higher levels 
of leadership (Robbins et al., 2013).  It was also 
considered that leadership experience, and the 
challenges and goals associated with leadership, 
could trigger more extraverted behaviours and EI 
in leaders, as proposed by McCabe and Fleeson 
(2012).  The results of the study are relevant to the 
selection, training and development of leaders.  

The objectives of the study were to conduct a 
literature study on extraversion and EI in relation 
to leadership and to administer a survey, with a 
questionnaire as data collecting tool, amongst 
leaders in a military environment.  In addition 
it was the objective to determine whether 
a relationship exists between extraversion, 
levels of EI and years of leadership experience.  

eXtraVersIon, IntroVersIon and 
leadersHIP
Many studies, including the well-documented 
Stogdill studies (Bass & Stogdill, 1990), have been 
conducted to identify outstanding leadership 
characteristics, but these studies have been 
inconclusive (Robbins et al., 2013).  One specific 
controversy in leadership is the extent to which 
a leader needs to be extraverted (Volckmann, 
2012).  Extraversion is a multi-faceted personality 
construct defined as a coherent and persistent 
pattern of engaging in behaviours, such as 
seeking status and acting in a dominant manner 
and being assertive, outgoing, and talkative which 

place the individual at the centre of attention 
(Grant et al., 2011).  The terms ‘extraversion’ 
and ‘introversion’ were originally coined by 
Jung in 1921.  Jung perceived introverts and 
extraverts as different types of people, but in 
contemporary times extraversion is seen as a 
dimension along a continuum of strong and 
weak functioning (Wilt & Revelle, 2009).  The 
Big Five Personality Model, which is supported 
by an expansive body of research, identifies 
five fundamental personality characteristics, 
which include extraversion, agreeableness, 
conscientiousness, openness to experience 
and emotional stability (Robbins et al., 2013).  
Extraversion as one of five personality factors 
captured by the Five-Factor Model of personality 
(Hogan & Judge, 2013) and linked to leadership 
(McWhorter, 2011).  Robbins et al. (2013) state 
that a comprehensive review of literature shows 
that extraversion is more linked to leadership 
emergence than leadership effectiveness. 

In the Big Five Personality model extraversion is 
linked to warmth, assertiveness, activity-seeking, 
excitement, gregariousness and positive emotions 
(Bergh & Theron, 2009).  According to McCabe 
and Fleeson (2012), extraversion describes people 
that are talkative, sociable and assertive.  These 
authors illustrated empirically that extraversion is 
purposeful behaviour aimed at achieving desired 
goals.  Their findings indicated that extraversion 
serve the goals of having fun, connecting to 
and entertaining others.  As such, they linked 
extraversion (and traits in general) to motivation.  
Moon, Hollenbeck, Marinova and Humphrey 
(2008) suggest that extraversion in individuals is 
especially visible in organisations where people 
are challenged to engage.  The active and assertive 
aspects of extraversion facilitate the goal of 
achievement values which involves demonstrating 
competence based on social standards.  

Extraversion is contrasted with introversion 
which is characterised by silent, unadventurous, 
timid, unenergetic and unassertive behaviours.  
Extraversion and introversion, as such, are 
presented as opposites and individuals differ in 
terms of where they present on the extravert-
introvert continuum and in terms of how 
they express their differences.  Robbins and 
Judge (2009) caution against labelling people 
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as either introvert or extravert without taking 
into account degrees of difference on either 
factor.  According to these authors, extraversion 
is associated with better interpersonal skills, 
greater social dominance and emotional 
expressiveness.  However, they also caution 
that a too strong manifestation of extraversion, 
as in the case of too much assertiveness, can 
be counterproductive to effective leadership. 

Both transformational and charismatic leadership 
styles, characterised amongst others by idealised 
stimulation and persuasive communication, are 
associated with a strong external orientation 
(Hogan & Judge, 2013).  Though extraversion 
is generally considered an inborn trait, Robbins 
and Judge (2009) refer to a study done amongst 
business management students that showed that 
behaviours associated with extraversion can 
be learned.  In this study the students learned 
to project an optimistic view, use passion to 
generate enthusiasm and communicate in an 
animated manner, and subsequently they were 
able to project more charisma and extraversion. 

Extraversion is not always perceived as positive.  
In some instances, extraverted leaders are 
seen as dominating and less sensitive to others’ 
feelings and needs (Volckmann, 2012).  Robbins 
et al. (2013) who mention that extraversion is 
seen as a predictor of leadership emergence in 
groups due to extraverts being socially dominant 
and perceived as people who ‘take charge’ and 
are assertive, also mention that extraverts are 
more impulsive and more prone to engaging 
in risky behaviour.  Oreg and Berson (2015) 
linked extraversion to effective leadership and 
Johnson and Hill (2007) related extraversion to 
effective leadership in a military environment.  
McCormack and Mellor (2002) cite personality 
as an important factor for leadership in a military 
context due to leaders having to influence followers 
in a structured and often critical environment 
(Campbell, Hannah & Matthews, 2010). 

From the above discussion on personality and 
leadership, an argument exists for leaders to 
demonstrate a fair amount of extravertion.  
However, Emanuelson and Lindqvist (2014) state 
that, in an era where extraverts are seen as dominant 
and successful, introverts may not receive due 

credit for their contributions to leadership, 
contributions which they describe as engaged 
listening, taking quiet time to reflect, having 
focused and deep conversations and utilising a 
more systematic way of working.  These types 
of behaviours are more associated with servant-
leadership (Parris & Peachy, 2013), a leadership 
style characterised by the leader promoting 
the interests of others rather than self-interest.

emotIonal IntellIgenCe and lead-
ersHIP  
The important role of EI in leadership has been 
established by various researchers (Goleman, 
Boyatzis & McKee, 2002; Keller, 2016; Portela, 
Rouco, & Gladkikh, 2015).  Mayer and Salovey 
(1997), who first coined the term EI, indicated 
that this type of intelligence entails the ability 
to perceive, facilitate, understand and manage 
emotions.  EI requires self-awareness, social 
awareness, social skill and self-management 
(Connelly, 2007) and therefore also sophisticated 
cognitive information processing and 
subsequently using the processed information as 
a guide to thinking and behaviour (Mayer, Salovey 
& Caruso, 2008).  Nadler (2011) focuses on EI 
competencies required for effective leadership 
and highlights social awareness and relationship 
management, in addition to self-awareness and 
self-management.  He lists empathy, organisational 
awareness and a service orientation as the 
social awareness competencies and influence, 
inspirational leadership, developing others, 
building bonds, teamwork, conflict management, 
communication and the ability to serve as a 
change catalyst, as relationship management 
competencies of effective leaders.  This author 
states that leaders need to have a high level of 
awareness, act intentional and be self-disciplined. 

Robbins and Judge (2009) emphasise EI as 
a leadership trait and one that is especially 
important as a person progresses vertically in 
an organisation.  According to them, the best 
training, vision and ideas cannot come to fruition 
if leaders do not exhibit important characteristics 
of EI, such as having empathy with followers.

EI has also been linked with transformational 
leadership (Robbins et al., 2013), trust 
(Wahl, 2013) and top performance (Keller, 
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2016).  Rozčenkova and Dimdiņš (2011) 
link transformational leadership with high 
mood levels, adaptation capability and stress 
management amongst military soldiers. 

EI has not only been linked to leadership, 
but also to extraversion.  For example, 
Keefer, Sieglin, Furnham and Petrides 
(2015) found that EI was strongly associated 
with the personality trait extraversion as 
defined in the Big Five Model of personality.  

Robbins et al. (2013) emphasise the importance 
of assessing EI during the selection process 
and especially for jobs that require a high 
level of interaction, such as those occupied by 
leaders.  They mention that, in South Africa, EI 
is mostly addressed in leadership development 
programmes and talent management, suggesting 
that it is mostly more senior people in large 
organisations that have the benefit of being 
exposed to EI training and development. 

metHodologY 
The aim of the study was to explore the 
relationship between extraversion, EI and 
leadership experience.  This study was grounded 
in a positivistic philosophy.  A quantitative 
approach using a self-administered questionnaire 
was followed.  The questionnaire consisted of the 
Jung Personality Questionnaire (JPQ) and the 
Ryback Emotional Quotient Executive Survey 
(REQuES).  The JPQ section which measures 
extraversion consists of 20 questions, each 
question with three answer options indicating 
an extravert, introvert or an uncertain response 
respectively.  The REQuES consists of 60 questions 
with a Likert-type scale ranging from always (5), 
usually (4), sometimes (3), rarely (2) to never (1). 

The target group consisted of employees at the 
South African National Defence Force (SANDF) 
at Thaba Tshwana, in Pretoria.  Permission to 
conduct the study at this basis of the SANDF 
was obtained before administration of the 
questionnaire.  A non-probability sampling 
technique was used which included convenience 
and judgement sampling.  The availability and 
level of leadership of the military leaders at 
the site where the study was conducted, were 
considered as criteria for inclusion in the study.  

Due to a lack of Internet connectivity, 300 
questionnaires, with an appropriate cover page 
explaining the purpose of the study and ensuring 
anonymity, were physically distributed with the 
assistance of a lieutenant who was appropriately 
briefed by one of the researchers.  Sealed boxes 
were left at central points for the submission of 
completed questionnaires.  Of the questionnaires 
distributed, 92 were completed and returned, 
representing a 31 per cent response rate.  The data 
was captured on Excel.  Statistica 12 and SPSS 23 
were used for processing and analysis of the data 

Most of the respondents were male (59%), between 
the ages of 26 and 55 years (86%), African (69%) 
and obtained a tertiary qualification (79%).  Years of 
experience in a leadership position varied between 
one to five years (36%), six to 10 years (31 years), 
11 to 20 years (16%) and 21 years or more (17%).  

emPIrICal results
Figure 1 presents the results for extraversion 
as measured by means of the JPQ scale. 

The results show that the extraversion, as 
presented in the sample group, was slightly 
positively skewed with 56 respondents (61%) 
obtaining a score of between 10 and 20 (20 
being the maximum) and with most responses 
between 10 and 15.  The results revealed a mean 
score of 10.86 and a median of 11 which illustrate 
that extraversion did not present as a dominant 
characteristic of the respondents as a group.  

Figure 2 presents the results obtained 
on the REQuES which measured EI. 

Figure 2 shows that 77 respondents (83.6%) 
presented higher levels of EI (75% plus), as 
indicated by a score of 220 or higher (with 300 
being the maximum).  A mean score of 231 and 
median score of 233 were obtained for EI.  The 
results show a higher prevalence of EI than 
extraversion amongst the group of respondents.

Correlation analysis was utilised to 
determine whether a relationship existed 
between extraversion and EI (Figure 3). 

Figure 3 shows that that the individual scores 
received for extraversion were not closely 
spread around the individual scores received 
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for EI (R=0.1227).  A very weak correlation, 
which is statistically not significant, is evident 
between extraversion and EI, suggesting 
that extraversion and EI are not linked.  
Respondents with higher levels of extraversion 
do not present with higher levels of EI.  

Scores obtained for extraversion were then 
categorised into categories labelled Introverted, 
Borderline Extraverted, Extraverted and Highly 
Extraverted, while scores obtained for EI were 
categorised into a Low, Acceptable and High 
Level of EI.  A Chi-Square test was performed 
to test the relationship between the tabulated 
categories of extraversion and EI (Table 1).

taBle 1: relatIonsHIP BetWeen taBulated 
CategorIes of eXtraVersIon and eI

Chi-square tests
  Value df p-value

Pearson Chi-
square 3.217a 6 .781

n of Valid Cases 92
a. 6 cells (50.0%) have expected count less 
than 5. The minimum expected count is .05.

The results revealed no significant correlation 
between the categories of extraversion and the 
categories of EI (p-value .781).  It is therefore 
evident that levels of extraversion are not related 
to levels of EI, whether based on individual scores 
(Figure 3) or on the basis of categories (Table 1).  

Analysis of variance (ANOVA) was utilised 
to determine whether differences existed 

fIgure 1: leVels of eXtraVersIon In tHe samPle grouP

fIgure 2: dIstrIButIon of eI In tHe samPle grouP
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in the scores obtained for extraversion 
and the scores obtained for EI based on 
years of leadership experience (Table 2).  

taBle 2: anoVa results for eXtraVersIon 
and eI Based on Years of leadersHIP 

eXPerIenCe

f P
Extraversion 0.48 0.6994

EI 5.08 0.0028

In this case, the p-value for extraversion based 
on years of leadership experience is higher 
than 0.05 and therefore indicates no significant 
differences in extraversion based on leadership 
experience.  Extraversion therefore does not 
increase or decrease due to leadership experience. 

The p-value for EI based on leadership 
experience is lower than 0.05 indicating 
significant differences in levels of EI based 
on years of leadership experience.  The Tukey 
HSD test was used to determine the loci of the 
significant differences found for EI (Table 3).  

The results reveal significant differences (with 
large effect sizes) in the levels of EI obtained by 
the group with one to five years of leadership 
experience (group 1) and the group with 21 or 
more years of leadership experience (group 4); and 
between the group with six to 10 years of leadership 
experience (group two) and the group with 21 and 

more years of experience (group four).  When the 
mean scores of these groups are considered, it is 
evident that EI increases with years of leadership 
experience, and specifically from six to 10 years of 
leadership experience and onwards.  The results 
suggest that EI and leadership experience are 
linked.  The longer people serve as leaders, the 
higher their EI.  The EI of the group with 11 to 20 
years of leadership experience did not significant 
differ from those with less leadership experience 
or those with more leadership experience. 

maIn fIndIngs
The study provides valuable insight into the extent 
to which extraversion and EI characteristics 
are related to years of leadership experience.    

The findings revealed that extraversion was not 
a dominant leadership characteristic amongst 
the respondents drawn from the military 
environment.  Based on the survey results 
(mean and median), only about half of the 
respondents could be considered extraverted.  
This finding signals that leaders were drawn from 
a population of people that represented both 
extraversion and introversion as fundamental 
personality characteristics.  This finding casts 
doubt on theory presented by Grant et al. 
(2011), Gino and Hofmann (2011), Johnson 
and Hill (2009) and McCormack (2015) that 
suggests that extraversion is a predictor of 

fIgure 3: sCatterPlot sHoWIng CorrelatIons BetWeen eXtraVersIon and eI
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leadership, leadership emergence and leadership 
effectiveness. This discrepancy could however be 
explained by the context in which this study was 
conducted, which was a military environment.

In this study it was found that about 83 of the 
leaders sampled presented higher levels of EI, as 
observed through the survey.  It can therefore be 
concluded that most of the respondents reported 
high levels of self-awareness, social awareness, 
self-management and social management 
(Connelly, 2007). This finding is in line with the 
observations by Denham-Vaughan and Gawlinski 
(2012), Goleman et al. (2002), Peyton (2012) and 
Palmer et al. (2001), who all emphasised EI as an 
important leadership characteristic.  It therefore 
appears that EI, as a leadership characteristic, is 
important across various leadership environments. 

The study also showed that extraversion and 
EI were not related, meaning that people who 
are more extraverted do not necessarily have 
higher levels of EI, despite their outgoing, 
warm and accommodating nature (Sharp, 
1987).  It could be speculated that elements 
of extroversion facilitates relationship 
building, while elements of introversion 
facilitate self-reflection and social awareness.  
Further research in this respect is required. 

No link was found between extraversion 
and years of leadership experience, meaning 
that leaders do not become more extraverted 
with time due to their leadership role or the 
demands that are placed upon them as leaders.  
This finding is contradictory to the finding of 
McCabe and Fleeson (2012) which suggests 
that extraversion is purposefully used to achieve 
goals.  Alternatively, one could reason that if 
leaders who are more extraverted, can use their 
extraversion purposefully to pursue leadership 
goals, leaders who are more introverted can do 

the same.  Further research in this respect can 
reveal whether there are differences in the type of 
leadership goals pursued by leaders who are more 
extraverted and leaders who are more introverted.

However, a significant link was found between 
EI and years of leadership experience.  Leaders 
with less leadership experience (one to five 
years and six to 10 years) had significant lower 
levels of EI than leaders with 21 or more years 
of experience.  The results indicate that the 
longer leaders serve in leadership positions, the 
higher their self-awareness, self-management, 
social awareness and relationship management 
skill, in line with the theory of Nadler (2011).  

leadersHIP ImPlICatIons
The research findings have implications for the 
selection of leaders, either for employment, 
development or promotion.  The study firstly 
demonstrates the importance of EI as a leadership 
competency, and especially for leaders in a military 
environment.  This competency should therefore 
be tested in job applicants as a fundamental 
requirement for those who are selected for 
leadership positions.  An EI test should therefore 
be included in a battery of psychometric tests.  
Alternatively, job applicants can be requested 
during the interview process to describe critical 
incidents to demonstrate their levels of EI.

The results illustrate that the personality 
characteristic of extraversion is not related to EI or 
leadership experience.  Caution should therefore 
be taken during interviews to prevent less 
experienced interviewers from being positively 
biased towards interviewees who exhibit a high 
level of extraversion and therefore respond more 
warmly, excitedly and assertively to questioning.  
This might be specifically important to a military 
environment associated with masculinity.  

taBle 3: tuKeY Hsd test results for eI Based on Years of leadersHIP eXPerIenCe

eI
leadership experience mean {1} {2} {3} {4}
1-5 yrs {1} 228 1.04 (L)
6-10 yrs {2} 225 0.8281 0.90 (L)
11-20 yrs {3} 237 0.2185 0.0557
21+ yrs {4} 241 0.0367 0.0059 0.9336
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The research confirms a strong link between 
EI and leadership experience.  This finding has 
implications for the training and development 
of leaders and confirms that the development 
of EI in leaders should form a fundamental 
aspect of leadership training.  Leaders have 
to develop self-awareness, self-management, 
social awareness and relationship management 
competencies (Nadler, 2011).  These 
characteristics should be developed from both 
an extraversion and introversion perspective, 
implying that both quiet reflection and active 
relationship building should be honed in leaders. 

Seasoned leaders who demonstrate high levels 
of EI should serve as mentors for upcoming 
leaders, with a specific mandate to transfer EI 
competencies to their protégés.  As leaders need 
to be effective on multiple levels, a 360º feedback 
procedure can be utilised to determine the extent 
to which leaders have acquired and applied these 
EI competencies effectively.  EI competencies as 
identified Nadler’s (2011) can be used as a basis 
for such assessments. In a military environment, 
this implies that feedback on EI and related 
behaviours used by a leader can be elicited from the 
leader him or herself, the immediate supervisor, 
colleagues, those reporting to the leader, the 
mentor as well as other important stakeholders.

Leaders with high levels of EI will operate best in an 
organisational environment that endorses social 
awareness and constructive relationship building 
as a leadership goal.  Organisations therefore 
need to interrogate their existing structures and 
culture to ensure that leaders are able to utilise 
their acquired competencies optimally to ensure 
that they do contribute to overall organisational 
effectiveness. Research could therefore be 
conducted to determine the extent to which a 
military environment in general or a military 
environment in particular, provides capacity to 
leaders to utilise their EI competency optimally.  

The study adds value to the field of leadership in 
the sense that it refutes the myth that extraversion 
is a desired leadership characteristic.  It reinforces 
EI as a leadership competency and leadership 
experience as a valuable asset to an organisation, 
and specifically in a military environment. 
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aBstraCt 
This paper postulates that the cross vergence of 
leadership which can be termed a hybrid style 
of leadership in education, is a critical driver 
in creating effective high-performance teams 
in secondary schools, which in turn produces 
higher pass rates. Cross vergence was detected 
by measuring leadership style within the school 
operational teams, at multiple levels, yielding an 
intersection of a number of leadership approaches 
creating a hybrid form of educational leadership. 
These leadership approaches overlap and can be 
seen to operate in the educational space as a parallel 
leadership which oscillates across a continuum. 
Three measurements of educational leadership 
are examined namely; Hybrid leadership index 
(HLSH), Leader Member Exchange Index (LMX) 
alongside a Multiplier Leadership Index (MRA).   

The empirical research included school 
operational teams from twenty-six secondary 
schools from three different regions in South 
Africa, with over 400 respondents. Quantitative 
data was collected with a survey method and 
the following indices HLSH, LMX and MRA 
were measured and collated for each secondary 
school sampled in a number of varied contexts. 
A measure of the level of school operations 
of the team performance called the Team 
Performance Index (TPI) was devised and 
comprised of four sub factors namely; Staff team 
competencies; Staff team culture alignment; Staff 
perceptions of leadership and Staff team trust.

The average pass rate taken from over the last 
three years for each school was recorded and the 
relationship, patterns and trends between these 

variables was examined. The proportionality 
and relationship between all these leadership 
indices and the TPI, as well as the percentage 
pass rates, for this sample of secondary schools 
in South Africa was diagnostically examined 
within different groups of secondary schools. 

The key findings of this research study show 
evidence of patterns and trends of the unique 
hybrid leadership climate, multiplier leadership 
practices and a high leader member exchange that 
are required in different ratios for each context 
of school. These in turn drive high performance 
levels in the school operational teams. 
Recommendations from this study are, that one 
could use this diagnostic metric to analyse the 
leadership within a school and identify the factors 
that require intervention and improvement. 
Managerial implications include identifying cost-
effective leadership interventions that drive high-
performance in the school operational teams. 

Keywords: multiplier leadership, school Im-
provement, High performance teams, leader 
member exchange. 

IntroduCtIon 
In South Africa, educational leadership is critical, 
as many under performing schools are not 
operating at an effective level of performance and 
accountability. Robinson (2011) contends that 
the role and approaches by educational leaders 
in global school arenas, has mutated and adapted 
alongside the transformation of the school and 
education systems. New systems call for new 
practices and approaches in leadership (McCulla 
and Degenhardt, 2015). During the apartheid era 
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in South Africa the adopted style of leadership 
was mainly autocratic with tasks and directives 
delegated down a managerial structure, without 
consultation or negotiation (Grant and Singh, 
2009). Today many schools are still entrenched 
in the formal hierarchical management structure, 
which restricts potential development of teacher 
leadership. This shift requested in policies 
(Task Team Report on Education Management 
Development, 1996; Government Gazette of 
Norms and Standards for Educators, 2000) 
towards a more participatory and inclusive 
approach is termed distributive leadership by 
Gronn (2000). In recent work by Chreim (Cited 
by Gronn, 2015), a number of shortcomings of 
distributed leadership are highlighted as well as 
the importance of leadership relationships and 
team based activities. This study aligns with the 
“bottom up” approach of a distributed leadership 
approach, as these practices, often within teacher 
leader groups or teams, function as a community 
of practice which enable educational change 
and effective performance of the school team. 

As reported by Jackson (2004) in South Africa, 
we have a hybrid form of management and 
organisation, where different cultures co-
exist in parallel side-by side. This multi-layer 
of dualism is complex and dynamically cross 
cultural. Flexibility and humanness of taking up 
of a leadership role is dynamic and hold tensions 
between the power of position and the power of 
community (Van der Coff, 2003). Although there 
is a large body of knowledge internationally of 
school leadership studies, there is little indigenous 
research undertaken within the South African 
context (Chikoko, Naicker and Mthiyane, 2015). 
Research findings from this study concluded that 
leadership was the greatest factor to explain the 

performance of some of the schools in multiple 
deprived areas, which showed high resilience 
and high-performance levels. One structure 
of leadership cannot suffice in a holistic multi-
faceted social school setting. A hybrid leadership 
approach is necessary to be constructed for 
a leadership configuration (Townsend, 2015) 
that is applicable to the complex, interrelated 
and dynamic school context and environment.  

The management dilemma is that many 
secondary schools in South Africa are operating 
at a very low performance level and a negative 
organisational climate, which results in low 
pass rates. In an effort to maximise the high-
performance level of secondary schools in both 
the team operations and teaching and learning 
domains, this paper examines the impact of 
the leadership enabling factor on the team high 
performance level. It analyses the leadership 
climate, practices and approaches in different 
school contexts, both in the school quintiles, 
as well as in different levels of outcomes of 
percentage pass rates and levels of performance. 

Using the context of business high-performance 
and an educational leadership model, the paper 
addresses the following two questions: What 
leadership climate or approach has the most 
significant impact on the school operational team 
to drive a high level of team performance? Are these 
leadership approaches significantly different in 
the different contexts and quintiles of schools and 
in schools with different levels of performance? 

The aforementioned questions provide the 
basis for a leadership enabling factor in driving 
higher performance in the school operational 
teams and thereby positively affecting pass rates. 

fIgure 1: ConCePtual frameWorK 
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The objective of this research paper is therefore 
to examine the leadership factor with respect to 
the measurement of three indices: HLSH, LMX 
and MRA. These leadership measures make up 
the different independent variables, whereas 
the dependant variables were the TPI and the 
percentage pass rate. The conceptual framework of 
this paper is detailed in Figure 1. These indices, as the 
variables, are operationalise and discussed below.

lIterature reVIeW 
 The theoretical background of this research study 
is grounded in the high-performance model 
of Wiley (2009), as well as being based on the 
research undertaken by many researchers in the 
business domain on high performance teams and 
the enabling factors (Boedker, Vidgen, Meagher, 
Cogin and Runnals, 2011). These studies all concur 
that high performing organisations prioritise 
people management as a key strategy and that in 
those organisations, where the soft skills are at a 
high level, the organisations are not only more 
profitable, but also more productive. They also 
encourage more innovation and creativity, develop 
fair and ethically sound workplace environments 
and have high commitment to leadership. 

As per the Bains report (Bierly, Doyle and Smith, 
2016), it is imperative that school teams must 
distribute leadership more broadly, if schools 
are to succeed in preparing learners for an ever-
changing world. By developing these hybrid 
leadership roles and skill sets in the educators, 
along with systems and practice, teachers 
can ultimately help more learners to succeed. 

This paper is aligned with the viewpoint of 
Darling-Hammond, et al. (2010) and Mitchell 
and Sackney (2015) where schools operating 
as living systems are highly effective, as they 
are built on “organisations as a living system” 
approach rather than “organisations as machine” 
approach. This is an important viewpoint as 
traditionally the dominant framework in which 
schools operate is from a mechanistic approach. 
Often the stance is one of managed systems and 
standards as a primary consideration. In these 
managed systems approach the priority becomes 
the effective practice and is defined by the ‘best 
practice’, instead of the outcomes of the actual 
practice. Often the systems and not the people are 

prioritised. If people are foregrounded, the school 
functions as a living system, but if structures or 
processes are, then one is operating as a managed 
system (Mitchell and Sackney, 2015). Since the 
high-performance models of businesses, utilise 
a number of organisational behaviour and 
human resource skills, with a people rather than 
process approach, these models were used as a 
basis in this research. Therefore, the dependent 
variable of the TPI was chosen as the “people” 
rather than the process outcome variable. The 
percentage pass rate was also analysed as a 
dependent outcome variable in relationship to 
all the independent leadership metric indices.  

High-performance business models by Boedker, 
et al. (2011) and the hybrid holistic leadership 
configuration (Pashiardas and Brauckman, 
2008; Townsend, 2015) were used as theoretical 
frameworks for this research study. All the 
business perspectives or indices were translated 
into the school operational context and were 
tested in the sample of secondary school 
operational team members, across all levels of 
school management. In this paper, the leadership 
enabling factor, was examined utilising three 
indices, which were all based on literature 
metrics: Hybrid leadership Climate Index 
(Gronn, 2015; Townsend, 2015); leader member 
exchange Index (Jackson and Johnson, 2012) and 
multiplier leadership Index (Wiseman, 2010).

The dependent variable of the team Performance 
Index, was comprised of four sub-factors 
and included twenty-six items. These indices 
are unpacked and operationalised below. 

Hybrid Leadership Climate Index
In examining the Hybrid leadership Climate 
Index, the leadership configuration approach by 
Gronn (2015) and Townsend (2015) was used 
since the range of leadership more accurately 
aligns with the complexity of leadership, especially 
in an educational field. This flexibility and parallel 
leadership model (Crowther and Andrews, 2003) 
resonates with the hybrid leadership approach as 
the leadership climate involves pedagogical, meta-
strategic and collaborate leadership, importantly 
creating spaces for development and engendering 
trust alongside individual leadership development. 
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If we consider the school system as a living 
system, it can be argued that it is an interactive, 
dynamic network and therefore leadership is not 
formally embedded in certain roles, but evolving 
from within relationships between the people. 
For this complexity of educational leadership, it 
cannot be binary (solo or distributed) and should 
be portrayed as a range of perspectives. Hybridity 
is defined therefore, as denoting a combination of 
two or more concepts or activities that are applied 
within school leadership. Teacher leaders can be 
seen to combine roles of both teaching students and 
leading colleagues (Margolis, 2012). Combined 
hybrid activity of leadership is fluid, adaptable and 
oscillates between solo, team and other leadership 
approaches (Townsend, 2015). We concur with 
this viewpoint on the hybridity of leadership and 
thus it was used as a measure in this research study. 

Leader Member Exchange Index (LMX) 
This leadership metric was measured to ascertain 
the leader-member exchange quality between 
the leader and the follower. For high quality 
exchanges (high LMX values) between team 
members, there are high levels of trust, respect 
and obligation that the follower feels towards 
his or her leader (Graen and Uhl-Bien, 1995). If 
a leader supplies support and followers identify 
with the leader, there is affinity and trust, thereby 
creating and building a high quality LMX (Jackson 
and Johnson, 2012). So, it can be seen that the 
follower will pay back this high-quality exchange 
and support by showing higher commitment 
both to the organisation and the leader. High 
levels of the leader member exchanges increase 
the levels of trust, empathy, respect and 
ultimately higher team performance levels. 

Multiplier Leadership Index 
As discussed by Wiseman (2015), schools 
have an abundance of untapped potential in 
the school educators and teams, which should 
be harnessed for improvement of both the 
learners and employees. Observations suggest 
that “multiplier” leaders are those who utilise 
their intelligence to amplify capabilities of those 
around them, by inspiring and creating positive 
energy which stimulates thinking. Multipliers 
have high expectations, drive people to higher 
performance and hold them accountable. They 
however, ensure that there are creative spaces 

to be innovative and promote opportunities in 
which to achieve, stretch goals and drive sound 
decision making. This results in trust and strong 
relationships. However, at the other end of the 
continuum are “diminishers” who under utilise 
their team members, leaving talent untapped 
and thus suppress creative thinking. This creates 
a tense environment and drives results through 
personal involvement with little freedom 
for innovative thinking (Wiseman, 2015).

Since most educational organisations are trying 
to do more with less, it is imperative that we need 
new leadership models to unlock the human 
potential within each of us. The Multiplier model 
offers a unique hybridity of leadership that could 
be very useful in the school operational team 
space. It offers a number of facets of leadership 
and leadership climate that are important in the 
new technology educational leadership space. 

There are five disciplines of the Multiplier: 
Attract and optimise talent, create an intensity 
that requires best thinking, extend challenges 
and debate decisions. The School Analytical Tool 
in this research study measured the multiplier 
leadership Index (MRA) (Cronbach Alpha: 0.91) 
using sixteen items that covered the five disciplines 
of the Multiplier as outlined by Wiseman (2015).  

Team Performance Index
Some of the main components in the High 
Performance (HP) Model by Kenexa (Wiley, 
2010; Kenexa, 2012) included the leadership 
practices and team dynamics. According to 
Spence (2012, p.2), enabling factors required 
to build successful HP teams include a positive 
attitude with leaders being close to their 
members, as well as being positive role models.

The team Performance Index (tPI) was based 
on four sub-factors of staff team competencies; 
staff team culture alignment; staff perceptions 
of leadership and staff team trust. This measure 
is based on team efficacy which influences team 
dynamics, work engagement and resilience 
(Robbins, Judge, Odendaal and Roodt,2014). 
High team competencies show great ability to 
problem solve and collaborate to find win/win 
solutions. Utilising conflict management skills 
in an integrated way achieves many mutually 
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beneficial outcomes (Robbins, et al., 2014). 

Based on the work done by Tasa, Tagger and Seijts 
(2007), the eight-item scale was constructed to 
measure the variable staff team competencies 
(Cronbach-alpha of 0.96).  For the measure of 
staff team culture alignment (Price, 2014), six 
items were used and yielded a Cronbach-alpha 
of 0.71. The staff perceptions of leadership of 
their superior was measured using the nine-item 
scale based on the framework of Crowther and 
Andrews (2003) producing a Cronbach-alpha of 

0.96. Many researchers (Tschannen-Moy and Hoy, 
2000; Thomson, Katsen and Oort, 2015) confirm 
that teams with high levels of trust in their team 
members have greater levels of commitment 
and performance. Staff team trust was measured 
using a three-item metric and the Cronbach-
alpha was 0.79. Overall the Team Performance 
Index (TPI) exhibited a Cronbach-alpha of 0.73.

metHodologY 
The study used a quantitative research 
methodology with an exploratory research 

taBle 1: analYtICal frameWorK (autHors oWn ConstruCt)

Construct 

Leadership metrics
description of construct           sub construct         

Hybrid leadership Climate 
Index 

Combined hybridity of 
two or more leadership 

approaches in educational 
leadership

Freedom to lead Acknowledgment 
and recognition

Praise given often             
Professional attitude

Clear value system

leader member exchange 
Index    

High quality exchanges 
between leader and follower

Personal connection 

Open communication style of leader                                        

The leader makes time to connect  

multiplier leadership 
Index                   

Amplify and increase 
leadership potential and 

creative innovative thinking

Optimize talent 

Create intensity 

Stretch goals and best thinking                               
Extend challenges 

Debate decisions 

team Performance Index   Level of the performance of 
the school teams

Staff team competencies 

Staff culture alignment 

Staff perceptions of leadership of 
superior

Trust level
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design, using a survey questionnaire with 
a five-point Likert-type scale. The survey 
methodology utilised statistical data analysis 
(Statistica13.2) and the ontological stance 
was from a positivistic pragmatist viewpoint.

The population consisted of the whole school 
operational team, including staff, principals 
and administrative staff of each of the twenty-
six selected secondary schools. The schools 
were selected from the school list (Department 
of Education, 2014) based on the schools’ 
performance levels and the sample included 
schools from three different regions in South 
Africa (Eastern Cape, Western Cape and KwaZulu-
Natal). These provinces were selected due to the 
range of performance levels exhibited in each of 
these regions. The stratified sampling included 
secondary schools with similar number of school 
enrolments and included high, medium and low 
performing schools in three groups (Private, 
Quintile 4-5, Quintile 1,2 or 3). The response 
rate was over 50% in all the schools’ respondents 
that participated in this study. The total number 
of respondents was 411 across all levels of the 
school staff with twenty-six schools participating. 

The classification of the level of performance is 
detailed as follows: A High Performing School 
has >90% average % pass rate for Grade 12; 
Medium Performing school has >75% <90% 
average % pass rate and a Low Performing School 
has a <75% Average % pass rate. The % pass rate 
was that recorded for Grade 12 learners, averaged 
over the past three years. Permission and ethical 
approval was obtained from all necessary parties 
prior to commencement of the research study. 

The data was analysed using the 
analytical framework, as given in Table 1. 

results
The data showed that of the 411 respondents, 
68% of the school respondents had not 
attended any leadership training over the 
course of their career. Only 32% indicated 
that they had received any leadership training 
at some stage in their educational career. 

Reliability and validity 
Data triangulation (the collection of data 
from multiple sources) was used to obtain a 
diverse viewpoint and range of data. The three 
leadership indices all exhibited acceptable 
internal consistency reliability (Cronbach-alpha) 
showing Hybrid Leadership Climate Index 
HLSH (Cronbach- alpha: 0.80); Leader Member 
Exchange LMX (Cronbach-alpha: 0.92) and 
Multiplier Leadership Index MRA (Cronbach-
alpha: 0.91). These values are excellent as > 0.80 is 
rated as excellent according to Hair et al., (2009). 

Pearson Moment Correlation Coefficients The 
correlation coefficients of the factors or indices 
examined in this paper are summarised in Table 
2 below. The highest correlation is between the 
TPI and MRA at 0,94.

In examining the results of the data, the mean 
values of all the leadership indices, the TPI, 
and the percentage average pass rates of all the 
schools were plotted on one set of axes to analyze 
trends and patterns. The plot of the best fit 
straight-line graph, showed that with the TPI as 
the independent variable, the leadership indices 
of the Multiplier Leadership Index (MRA) (R2 = 
0. 87) and the Hybrid Leadership Climate Index 
(HLSH) (R2 = 0.79) exhibited similar patterns. 
In examining the trend of the best fit straight 
line of the Leader Member Exchange Index 
(R2 = 0. 57) there was far more variation from 
this relationship with the TPI best fit straight 
line, hence the relationship between these two 

taBle 2: Pearson ProduCt moment CorrelatIons 

Variable
Correlations

X1_HlsH X2_lmX X3_mra Y1_tPI
X1_HlsH 1,00 0,65 0,89 0,89
X2_lmX 0,65 1,00 0,76 0,75
X2_mra 0,89 0,76 1,00 0,94
Y1_tPI 0,89 0,75 0,94 1,00
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factors was surmised to be more complex.

These trends indicated a reliability and validity 
in the indices measurements, as well as good 
Cronbach Alphas, with similar trends, so further 
graphs were drawn. School data was analyzed 
within the High, Medium and Low performing 
groups.  An example of the High Performing School 
graphs is shown in Figure 2. Data and graphs were 
also analyzed for the Medium and Low groups. 

In the results of the Medium Performing Schools 
the graphs showed the highest R2 value of the 
Team Performance Index (TPI) with MRA (R2 = 
0,98); LMX (R2 = 0,90) and HLSH (R2 = 0,90). 
The lowest value was recorded for the Pass rates 
% with a R2 = 0,01. For the Low Performing 
Schools, the lowest value was also recorded for 
the correlation with the Pass rates % with a R2 = 
0,17. The other R2 values of TPI with MRA (R2 
= 0.15); LMX (R2 = 0,06) and HLSH (R2 = 0,07).

This showed a huge decrease in all the 
leadership metrics and in the low performing 
schools the R2 values were all very low. These 
results are summarized in Table 3 below.

Similarly, the results of the graphs showing the 
trends of all the indices were plotted for the private 
school groups, quintile 4 and 5, and the quintile 
3 schools and the graphs showed similar trends. 

taBle 3: HIgH, medIum and loW 
PerformIng sCHool grouPs: r2 Values 

WItH team PerformanCe IndeX (tPI) Vs tHe 
dIfferent measured leadersHIP IndICes 

and PerCentage Pass rate.     

r2   Values of the leadership Indices 

mra HlsH lmX
% 

Pass 
rate 

school 
grouping

High 
Performing  0,96 0,80 0,42 0,39

medium 
Performing 0,98 0,90 0,90 0,01

low 
Performing 0,15 0,07            

0,06 0,17

Key: MRA Multiplier Leadership Index; HLSH 
Hybrid Leadership; LMX Leader Member 
Exchange; TPI Team Performance Index; %PR 
Percentage pass rate. 

dIsCussIon of tHe results lInKed 
to lIterature 
High performing schools
The results of the High, Medium and Low 
performing school graphs showed some 
interesting trends. In the High performing 
schools, there was a positive increase in the % 
pass rate as the Team Performance Index (TPI) 

fIgure 2: HIgH PerformIng sCHools 
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increased, but the coefficient of determination 
R2 value was only 0.39. We examined the 
leadership indices and found that the Multiplier 
Leadership Index (MRA) and the Hybrid 
Leadership Climate Index (HLSH) had R2 values 
of 0,88 and 0,80 respectively, which showed a 
positive and good predictor relationship with 
the TPI. The Leader Member Exchange Index 
(LMX) however showed a lower R2 at 0,42. 

The Multiplier Leadership Index and the Hybrid 
Leadership Index followed a similar trend to the 
% pass rates of the high-performance schools. 
This aligned with the Parallel Leadership Model 
theory by Crowther and Andrews (2003) and the 
hybrid educational leadership as proposed by 
Townsend (2015). A school climate allowing for 
both the multiplier model of leadership, as well as 
the creation of spaces with high trust levels of staff 
engagement was noted as prevalent in the higher 
performing schools. According to Crowther and 
Andrews (2003), this parallelism at various levels 
engages the pedagogical leader and the meta 
strategic administrative leaders in collaborative 
action, thereby creating higher levels of team 
performance and more positive outcomes. 

Medium Performing Schools 
When examining the relationships of the 
leadership indices with the TPI value, it was 
observed that all three of the leadership indices 
showed higher coefficients of determination. 
The Multiplier Leadership Index (MRA) and 
the Hybrid Leadership Climate Index (HLSH) 
had R2 values of 0,98 and 0,90 respectively, with 
the Leader Member Exchange Index (LMX) 
also increasing to 0,90. It was noted that all 
three of the leadership indices exhibited high R 
squared values showing good predictability of the 
dependent variable. An interesting observation 
was that the Leader Member Exchange Index, 
although showing great variation, was a higher 
index in the medium performing schools than 
in the high performing schools. This closer 
power distance and higher leader-member 
exchanges yielded higher indices in this group 
of schools. As there was a larger sample of 
schools in this group, this could contribute to 
the more significant result of the relationships. 

Low Performing Schools
In the low performing schools, an interesting 
trend was observed. All the Leadership Indices 
were very low showing little relationship with 
the TPI. Comparing the Multiplier Leadership 
Index (MRA) with those in the Medium 
Performing schools one can see the correlation 
of determination R2 has decreased from 0,98 
to 0,15. The Hybrid Leadership Climate Index 
has shifted from R2 value of 0,90 and decreased 
to a value of 0, 0,07, while the Leader Member 
Exchange Index has decreased from 0,90 to 
0,06. This can possibly be explained by the fact 
that the school lacks leader member exchange 
and leadership skills to operate effectively at the 
high-performance level. As reflected in this study 
many of the educational respondents that were 
from the lower performing schools, had never 
attended any leadership training throughout their 
whole career. The percentage of the population 
that had not attended any leadership training 
was high at 68%, with most of these respondents 
coming from the low performing schools. 

In examining the schools grouped in the Private, 
Quintile 4&5 and Quintile 3, it was hoped to observe 
different leadership trends in each of these groups. 

Private schools
In this group, it was noted that as the percentage pass 
rate was flattened out at 100%, one could examine 
the slope of the leadership indices in comparison 
to the pass rate trend line. The trend line of all 
the leadership indices showed a slope close to 
the straight trend line of the pass rate trend line.

The highest R2 value is the Multiplier Leadership 
Index (MRA) at 0,97 showing the importance of 
this leadership approach in the private schools 
for driving high performance. The LMX has a low 
correlation of determination at 0,18, and thus in this 
context it was not necessarily an important index 
for contributing to high performance culture or 
leadership in these group of schools. The training 
skills of this leadership group possibly had a far 
greater effect. The Hybrid Leadership Climate 
exhibited a R2 correlation of determination 
at 0,72, showing the importance of the hybrid 
leadership climate in a high-performance culture 
and enabling high performance outcomes. Team 
dynamics and the Multiplier leadership dynamics 
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and approaches enable professional development 
throughout the school operational teams.

Quintile 4 & 5 schools 
Observation shows that all the leadership indices 
contribute in this group of schools to driving high 
performance levels. The Multiplier Leadership 
Index (R2 = 0.88) showed a high level allowing 
spaces for professional development and high 
team performance. The Hybrid Leadership 
Climate Index has shifted from R2 value of 0,72 
in the private schools and increased to a value 
of 0, 85, while the Leader Member Exchange 
Index has increased from 0,18 to 0,76 showing 
that these schools have good leader-member 
exchanges and low power distances. This LMX 
leadership index was an important contributor 
in this particular context. and added to the high-
performance culture in this group of schools.      

Quintile 3 schools 
In this group of schools, the percentage pass rate 
shows a decrease in slope with the leadership 
indices showing the following trends compared 
to the quintile 4-5 group: Hybrid Leadership 
Climate Index: from 0,85 to 0,29. This showed 
that the hybrid leadership climate was not 
prevalent in these schools. The Leader Member 

Exchange Index had increased from 0,76 to 0,84 
and this is observed in many of the community 
schools. In the Multiplier Leadership Index, it 
was observed that it moved from 0,88 to 0,84.  We 
can predict from these patterns and trends that 
in the quintile 3 schools, that although there was 
a high LMX value showing good communication 
and short power distances, there was little 
evidence of a hybrid leadership climate prevailing. 

As the multiplier rating measures the factors that 
drive people to higher performance and hold 
them accountable, as well as forming creative 
spaces and opportunities in which to achieve, 
stretch their goals and drives sound decision 
making, it seems as the quintile 3 schools lack 
the required leadership to achieve this higher 
performance level. Leadership training may be 
required as many respondents had not been 
exposed to any leadership training throughout 
their careers. In alignment with the case study 
research conducted in three Soweto secondary 
township schools (Mbokazi, 2015), it was seen 
in this research that school leadership practices 
such as principal leading changes, participative 
leadership driven by senior management and 
teacher-led teams often drive success in the 
context of under resourced schools, with these 

fIgure 4: a 3d sCatterPlot of tHe dePendent VarIaBle (Y1) team PerformanCe IndeX 
(tPI) Versus tHe tWo IndePendent VarIaBles (X2) leader memBer eXCHange and (X3) 

multIPlIer leadersHIP IndeX.
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practices driving a high-performance culture. 
The hybrid leadership approach is necessary for 
adaptability and flexibility, as well as educators 
needing larger skill sets and competencies to 
drive higher team performance levels and affect 
the teaching and learning outcomes positively. 

The above trends were observed and different 
indices showed different facets and climates 
of leadership in the different school contexts, 
indicating that the measure of leadership within 
different school contexts needs to be a composite 
hybrid metric. Leadership approaches and the 
climate is considerable different within each 
context of school operations. A composite 
metric will yield a far more significant and 
reliable measure of the hybrid leadership as 
different leadership styles and climates are 
prevalent in our South African school contexts. 

A 3D scatterplot of the composite leadership 
metric utilizing a Team Performance Work 
Index as the dependent variable (Y1) with 
the Hybrid Leadership Climate (X1) and the 
Multiplier Leadership Index (X2), showed a 
relatively good relationship pattern (Figure 4). 

Using the three leadership metric variables, 
a Multiple Linear Regression (MLR) was 
conducted with the dependent variable as 
the Team Performance Index (TPI). The 
following results were obtained (Table 4).

managerIal ImPlICatIons In eduCa-
tIonal leadersHIP
In examining the results of the multiple linear 
regression in Table 4, one notices that the MRA 

was the most significant predictor of the team 
performance indicator. However, in this analysis 
(Adjusted R2 = 0,88) utilising the three indices 
in a composite leadership measure, yielded an 
analysis that was significant (p-value = 0,0008). 

Therefore, it was seen that a composite 
leadership metric that examined the hybrid 
leadership climate in the schools, was a good 
measure if linked to the Multiplier Leadership 
Index (MRA) and possibly the Leader Member 
Exchange. Since this was established to be 
very context specific, this leadership metric 
could be expanded further to include another 
component, thereby improving the metric to 
suit the African leadership style and improve 
the validity and reliability of the instrument. 

Limitations in this research were that the sample size 
only included twenty-six schools in three regions 
of South Africa. More extensive sampling across 
more regions, would yield better results. Further 
analysis and improvement of the metric could 
be undertaken to generate a unique and specific 
metric for the variety of school contexts in Africa. 

It could be concluded that the Multiplier Leadership 
Index along with the Hybrid Leadership Climate 
Index, and Leader member Exchange Index, 
were suitable metrics that could analyse the 
impact of the leadership enabling factor on the 
high-performance level of secondary schools. 

ConClusIons 
Many interesting conclusions could be drawn 
from this analysis.

taBle 4: multIPle lInear regressIon analYsIs:  tPI Vs HlsH; lmX; mra. 

n = 26

regression summary for dependent Variable: Y1_tPI team Performance Index.

r = 0,95   r2 = 0,90   adjusted r2 = 0,88

f (3,22) = 63,66   p< ,00000 std. error of estimate: 2,1280

b* std err. of b* b
std err. of b

t(22) p-value

Intercept 16, 967 4,378 3,875 0,000817
X1_HlsH 0,296 0,153 0,205 0,106 1,939 0,065431
X2_lmX 0,122 0,106 0,067 0,058 1,154 0,260705
X3_mra 0,578 0,178 0,476 0,147 3,240 0,003758
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The main research question was answered 
in that the Hybrid Leadership Climate Index 
showed a consistent relationship with the 
Team Performance Index, as well as the 
other leadership metrics. It was seen that this 
amalgam or mixture of a number of leadership 
approaches constitutes a hybrid educational 
leadership approach which drives a high-
performance level in most contexts. However, 
it must be seen in a leadership configuration 
and paralleled with the many other leadership 
approaches, and hence the leadership index also 
needs to be multi-faceted, to thereby generate a 
better representation of the hybrid educational 
leadership approaches within school teams.  

This research adds to the body of knowledge as it is 
in the nexus of the application of business models, 
human resource models and organisational 
behaviour, in an educational context, where there 
is a gap in the research knowledge, especially in the 
quantitative metric or analytical tool design field. 

A Leadership metric including the Multiplier 
Leadership Index could be used to show if 
necessary interventions and training in leadership 
dynamics have been successful, as it is linked to a 
higher performance level in the school. However, 
since pass rates and academic teaching and 
learning may exhibit lags, a multiplier rating in 
a composite metric, that shows the perceptions 
of the leadership culture within the organisation 
and its operational teams, may be a better 
predictor of the positive outcomes of a successful 
intervention, as well as analysing in which area 
the interventions needs to be focused. It was seen 
that at the low performing schools there is a gap 
in the leadership training skills and professional 
development of the educational staff across all 
levels and this gap manifests in the implementation 
of both better leader-member exchanges and the 
hybrid leadership approaches of encouraging 
others to become leaders in the higher performing 
schools. This hybrid leadership approach was 
not present in the lower performing schools. 

This research study, shows that the leadership 
indices used in a diagnostic analytic, can 
successfully identify different leadership 
approaches in a variety of school contexts. Since 
leadership styles, approaches and climate exhibit 

widely diverse ranges in different contexts and 
schools, it is crucial to devise a metric that 
can identify these leadership gaps. A unique 
heuristic could benefit the diagnostic process 
for school improvement plans and thus this 
research has benefits in adding to the body 
of knowledge, especially in the South African 
context, where there is little empirical data across 
our wide diversity of cultures and contexts.

Leadership is a key enabling factor in driving 
high performance in secondary schools. 
By using these three leadership indices, the 
hybrid leadership model paralleled with a 
high-performance metric, a heuristic could 
be devised to identify in which schools cost 
effective leadership training is required.  

The objective of this research study was to 
examine a metric in the hybrid leadership 
space that drives high performance in school 
teams. This validated the work by Townsend 
(2015) and shows that this both teaching and 
leading of educators (Margolis, 2012) forms an 
amalgam of combined hybrid leadership which 
is both fluid, adaptable and often context related. 
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aBstraCt
Effective leadership is a critical success factor 
for organisational performance. However, 
existing leadership theories and practices 
are often ineffective in more humanistic and  
collectivistic cultures like South Africa. To 
this end, Ubuntu leadership operationalised 
as consisting of the dimensions of survival, 
spirit of solidarity, compassion and, dignity 
and respect, was posited to positively influence 
organisational performance in this study. The 
primary objective of the study was to investigate 
perceptions regarding the impact of Ubuntu 
leadership on organisational performance in 
private organisations of the Eastern Cape. The 
evaluation of organisational performance was 
based on the balanced scorecard (BSC) approach.

A quantitative research design was utilised and 
yielded 428 usable questionnaires through non-
probability convenience sampling. The empirical 
results revealed that the survival and the spiritof 
solidarity dimensions of Ubuntu leadership 
had a significant and positive influence on all 
four dimensions of organisational performance. 

Keywords: ubuntu, leadership, organisational 
performance, Balanced scorecard (BsC)

IntroduCtIon
Ubuntu is an African worldview based on the 
primary values of intense humanness, caring, 
sharing, respect, compassion and associated 

values, ensuring a happy and qualitative human 
community life in the spirit of family (Broodryk, 
2006:2). Western individualistic leadership 
paradigms are considered wholly ineffective in 
collectivist communitarian cultures, such as South 
Africa (Nkomo, 2006:3; Lutz, 2009:317; Guma, 
2012:1). A new leadership paradigm is therefore 
considered crucial to improve South Africa’s 
global competitiveness (Richardson, Cook &amp; 
Hofmeyr, 2011; Bezuidenhout &amp; Schultz, 
2013). This paper argues that organisational 
leaders exhibiting the four values of Ubuntu in the 
workplace, can create an enabling environment 
through which organisations can achieve a 
competitive advantage. It is suggested that African 
organisations adopt a leadership approach that is 
consistent with the communal cultures in which 
they operate. Lutz (2009:317) asserts that scholars 
need to determine the significance of Ubuntu 
leadership in relation to the real world of African 
business. Incorporating Ubuntu principles 
in management offers a superior approach to 
managing organisations, especially in the African 
context (Mangaliso &amp; Damane, 2001).

Organisations risk jeopardising business success 
by over-emphasising financial performance at the 
expense of overall strategic performance (Ireland, 
Hoskisson &amp; Hitt, 2012:357). Sim and Koh 
(2001:18) found that traditional performance 
measurement systems are too narrowly 
focussed on financial measures and functional 
level performance and, as a result, often fail to
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enhance long-term business success. It is therefore 
suggested that organisational performance be 
considered as a multi-dimensional concept, 
whereby performance can be evaluated 
across a balanced range of perspectives (Van 
De Voorde, Paauwe &amp; Van Veldhoven, 
2012:394). Ireland et al. (2012:357) note that 
this concern is addressed by utilising a balanced 
scorecard (BSC) approach, consisting of 
measures of financial performance, customer 
performance, internal process performance 
and, learning and innovation performance.

Based on the abovementioned challenges, this 
study uses the novel approach of utilising the 
indigenous knowledge-system of Ubuntu to 
improve organisational performance through the 
more comprehensive method of the BSC. The first 
part of this paper covers the problem investigated, 
research objectives and hypothetical model 
of the study. Thereafter, the literature review 
and the research methodology are provided. 
The last part highlights the main empirical 
results and findings, managerial implications 
and recommendations, and conclusions.

ProBlem InVestIgated
Low organisational performance, and more 
specifically productivity, contributed considerably 
to the negative economic trends in South Africa, 
with the country experiencing the lowest 
productivity levels in 46 years (McCarthy, 2005:1; 
Klein, 2012:5; Jones, 2014). Similarly, declining 
productivity in the Eastern Cape Province have 
contributed to the weakening in economic 
growth in 2013 of 2.4 percent per annum, in 
comparison to 2008 (DEDEAT, 2013:41).  For 
South Africa to remain competitive, effective 
leadership is required (Bezuidenhout & Schultz 
2013:279). However, a number of managerial 
approaches have been attempted in South 
Africa, with relatively limited success (Luthans, 
van Wyk & Walumbwa, 2004; Kuada, 2010). 
This led researchers to suggest that a new way 
of leadership thinking and further research is 
required for South Africa to remain globally 
competitive, and to reverse the trend of declining 
organisational performance (Luthans et al., 2004; 
Joubert & Roodt, 2011:101; Muchiri, 2011:441). It 
is therefore proposed that culturally appropriate 
leadership behaviours be cultivated by developing 

an Afro-centric perspective on leadership 
(Bolden & Kirk, 2009:69; Muchiri, 2011:441). 

Mangaliso and Damane (2001:23) explored 
the characteristics of Ubuntu and the manner 
in which it manifests in the workplace. The 
authors argue that organisations can achieve a 
competitive advantage by including the practices 
and principles of Ubuntu. Limited research, 
however, has addressed management and 
leadership in Africa, and empirical research on 
the concept of Ubuntu is almost non-existent 
(Shrivastava, Selvarajah, Meyer & Dorasamy 
2014:60; Walumbwa, Avolio & Aryee 2011:425). 
Sigger, Polak and Pennink (2010:1) note that a 
number of African and Western scholars have 
studied Ubuntu in relation to management 
practise, however, these studies follow a 
philosophical approach with a weak empirical 
foundation. Brubaker (2013:115) further notes 
that no valid scale exists to measure Ubuntu as 
a leadership construct. This scarcity in empirical 
work is particularly evident when evaluating 
how Ubuntu manifests in the workplace. 

Against the background of the above-mentioned 
problem statement, the main research question of 
the study is: To what extent can the concept of 
Ubuntu leadership be utilised by organisational 
leaders to improve organisational performance?  

researCH oBJeCtIVes
The primary objective of this study is to investigate 
perceptions regarding the impact of Ubuntu 
leadership on organisational performance in the 
Eastern Cape Province. To achieve the primary 
objective, the following secondary objectives 
were formulated:

•	 To operationalise Ubuntu leadership within 
the organisational context.

•	 To develop a valid and reliable instrument to 
measure Ubuntu as a leadership construct.

•	 To empirically assess perceptions regarding 
the impact of the Ubuntu leadership style on 
organisational performance.

•	 To develop a set of managerial guidelines 
to improve organisational performance by 
incorporating the Ubuntu paradigm in the 
workplace.
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HYPotHetICal model and HYPotH-
eses of tHe studY
The hypothesised model depicted by Figure 1 
was based on previous studies and models by 
Poovan, du Toit and Engelbrecht (2006); Da Silva, 
Tadashi and Kikuo (2005); McFarlin, Coster and 
Mogale-Pretorius (1999) and Muchiri (2011).

Based on the hypothetical model illustrated in 
Figure 1, the following hypotheses were tested.

•	 H1: There is a positive relationship between 
Ubuntu leadership value, survival, and 
financial performance.

•	 H2: There is a positive relationship between 
Ubuntu leadership value, survival, and 
customer performance.

•	 H3: There is a positive relationship between 
Ubuntu leadership value, survival, and 
internal process performance.

•	 H4: There is a positive relationship between 
Ubuntu leadership value, survival, and 
learning and innovation performance.

•	 H5: There is a positive relationship between the 
Ubuntu leadership value, spirit of solidarity, 
and financial performance.

•	 H6: There is a positive relationship between the 
Ubuntu leadership value, spirit of solidarity, 
and customer performance.

•	 H7: There is a positive relationship between the 

Ubuntu leadership value, spirit of solidarity, 
and internal process performance.

•	 H8: There is a positive relationship between the 
Ubuntu leadership value, spirit of solidarity, 
and learning and innovation performance.

•	 H9: There is a positive relationship between 
the Ubuntu leadership value, compassion, and 
financial performance.

•	 H10: There is a positive relationship between 
the Ubuntu leadership value, compassion, and 
customer performance.

•	 H11: There is a positive relationship between 
the Ubuntu leadership value, compassion, and 
internal process performance.

•	 H12: There is a positive relationship between 
the Ubuntu leadership value, compassion, and 
learning and innovation performance.

•	 H13: There is a positive relationship between 
the Ubuntu leadership value, dignity and 
respect, and financial performance.

•	 H14: There is a positive relationship between 
the Ubuntu leadership value, dignity and 
respect, and customer performance.

•	 H15: There is a positive relationship between 
the Ubuntu leadership value, dignity and 
respect, and internal process performance.

•	 H16: There is a positive relationship between the 
Ubuntu leadership value, dignity and respect, 
and learning and innovation performance.

fIgure 1:  HYPotHetICal model of tHe studY (sourCe: autHors’ oWn ConstruCtIon)
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lIterature reVIeW
The following sections serves to clarify the 
operationalisation of the study variables and to 
provide a theoretical overview of the constructs. 
Findings from previous research are also discussed.  

Ubuntu leadership
Ubuntu scholars frequently state that the Ubuntu 
concept cannot easily be translated and conveyed 
into the English language (Brooke, 2008:49; West, 
2014:48). Ubuntu is best translated into English to 
mean “humanness”, “being human”, “humanity” 
or “humanism” (Mangaliso & Damane, 
2001:24; Khoza, 2006:6; West, 2014:48). It is 
conceptualised as consisting of the five collective 
values of survival, spirit of solidarity, compassion, 
dignity and respect (Mbigi, 1997). Most scholarly 
studies on this topic combine the values of dignity 
and respect under one heading, signifying the 
strong confluence of these two values (Brubaker, 
2013:101). The resultant four social values of 
survival, spirit of solidarity, compassion, dignity 
and respect were operationalised as the underlying 
dimensions of Ubuntu leadership in this study. 

Mangaliso and Damane (2001:23) explored 
the characteristics of Ubuntu and the manner 
in which it manifests in the workplace. The 
authors found that organisations can achieve 
competitive advantage by including the practices 
and principles of Ubuntu into their corporate 
policies. The research investigated various aspects 
of Ubuntu in relation to relationships with others: 
language, decision making, attitudes toward 
time, productivity and efficiency, leadership 
and age, and belief systems. Muchiri (2011:447) 
similarly found that organisational leaders who 
harness Ubuntu improves employee behaviours 
towards individual, unit and organisational 
level effectiveness. Promoting the Ubuntu 
philosophy influence employees’ general 
satisfaction, high levels of effort and performance, 
organisational commitment, confidence, as 
well as the trust and loyalty given to the leader.  

Ubuntu is beneficial to organisations in providing 
a caring yet proficient organisational climate 
(Luthans et al., 2004). The role of leaders is 
paramount, as leaders create a hopeful work 
environment for employees and this enhances 
business success. McFarlin et al. (1999:75) 

similarly found that the outcomes of Ubuntu 
include improved organisational citizenship, 
increases in levels of productivity and loyalty, 
and heightened perceptions of fairness and 
justice amongst employees. This leadership 
style is therefore proposed as the preferred 
discourse for inclusive and accommodative 
management practices (Mashasha, 2014).  

The empirical study by Sigger et al. (2010) 
concluded that the operationalised variables of 
survival, solidarity, compassion and, dignity and 
respect, were acceptable measures to discuss the 
concept of Ubuntu in Africa and humanness in 
the Western context. For the purpose of this study, 
Ubuntu was therefore defined as a set of leadership 
behaviours that embody and exhibit intense 
humanness towards followers through survival, 
a spirit of solidarity, compassion, and dignity and 
respect. The literature related to these four variables 
are discussed in the following sections.Survival

Survival
Survival is conceptualised as the shared will to 
survive, which stems from groups relying on 
individual members’ brotherly care to overcome 
adversity (Bertsch, 2012:90). The value of survival 
may be expressed through open-handedness and 
concern for the needs and interests of others in the 
organisational context (Broodryk, 2006; Sigger et 
al.,2010:48). Poovan et al. (2006:23) found that 
the Ubuntu value of survival increase the effective 
operation of teams and, ultimately, organisational 
effectiveness. Furthermore, it has been found that 
employees’ personal difficulties are times to display 
responsibility, accountability, sacrifice, and a spirit 
of service towards the team’s survival (Mbigi, 
1997; Mbigi & Maree, 2005; Poovan et al., 2006).

Spirit of solidarity
The destinctive definition of the spirit of solidarity 
in the context of Ubuntu is that an individual 
finds identity in others in the community and 
the organisation. Solidarity can therefore, be 
operationalised as valuing collectively according 
to a community-based understanding of the 
self (Brubaker 2013:102). The spirit of solidarity 
is more clearly expressed through the Zulu 
words “Simunye” (we are one) and “Shosoloza” 
(working as one) (Broodryk, 2006:27). Sigger et 
al. (2010:13) agree that when individuals feel that 
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they have become part of the community, it will 
influence the development of a spirit of solidarity. 
Solidarity is about accomplishing difficult tasks 
collectively. Personal interests are less important 
than community needs, as African people feel an 
intense responsibility towards the community. 
Engaging leaders encourage collaboration 
by connecting employees and promoting 
a high team spirit (Schaufeli, 2015:448).

Compassion
Compassion in the Ubuntu sense extends beyond 
the western notion of the concept, as individuals 
go out of their way to help others, all in an effort 
to become more human by fostering relationships 
and friendships as they practice compassion 
(Broodryk, 2002). Accordingly, compassion in 
Ubuntu is evaluated by confirming that a leader is 
sensitive to employees’ problems and share in their 
suffering (Brubaker, 2013:107). Organisational 
leaders that show compassion towards employees 
are operationalised as a job resource that 
engages employees and increase organisational 
performance (Rothmann & Welsh, 2013:18).

Dignity and respect
Respect is defined as the objective, unbiased 
consideration and regard for the rights, values, 
beliefs, and property of the community (Poovan 
et al., 2006:91). Preserving human dignity under 
the Ubuntu philosophy involves helping others 
regardless of wealth or status. In organisations, 
this involves managing employees in a more 
human way by showing kindness as human equals 
(Broodryk, 2005:4). Organisational leaders stand 
to enjoy recognition and increased productivity 
from their followers when employees are 
respected (Prinsloo, 2000:280; Louw & Schenck, 
2002:100). Mangaliso and Damane (2001:26) 
established that when employees are treated with 
dignity and respect, they respond by showing 
greater commitment to organisational goals. 

Organisational performance
Measuring organisational performance is a 
critical aspect of managing organisations, as 
continuous improvement relies on the ability to 
continually evaluate organisational performance 
(Shahin, Naftchali & Pool, 2014:292). Scholars 
report that organisations are effectively using 
the BSC approach as a comprehensive measure 

of organisational performance (LaChance, 
2006:7; Flamholtz & Randle, 2012:90; Upadhyay 
& Palo, 2013:302; Shahin et al., 2014:292). 
The organisational performance construct 
in this study is operationalised as consisting 
of four sub-variables: financial performance, 
customer performance, internal process 
performance, and learning and innovation 
performance based on the BSC approach.

Financial performance
The financial performance variable selected 
for this study was measured through testing 
perceptions of organisational profitability. 
Profitability is defined as the efficiency with which 
an organisation utilises its capital to generate 
turnover (Els et al., 2014:74). Profitability is 
the most common measure of the different 
financial measures used to assess the impact of 
human resources on organisational performance 
(Paauwe, 2009:135; Schuler & Jackson, 2014:35). 

Customer performance
Customer performance relates to the assessment 
of the organisation’s ability to anticipate 
customers’ needs and the effectiveness of service 
practices (Ireland et al., 2012:357). In this study, 
customer performance was operationalised 
and measured by two underlying variables: 
customer satisfaction and customer loyalty. 
Customer satisfaction is defined as the specific 
measure of whether customer perceptions meet 
or exceed customer expectations (Hoffman, 
Czinkota, Dickson, Dunne & Griffin, 2004:329). 
Customer loyalty is defined as the repeat or 
consistent purchase behaviour and favourable 
attitudes that result from psychological 
decisions made by customers (Jacoby & 
Kyner, 1973:2; McCain, Jang & Hu, 2005:466).

Internal process performance
Internal process performance evaluates the 
processes that organisations are required to 
emphasise in order to successfully utilise their 
competitive advantage (Ireland et al., 2012:357). 
In this study, it was assessed by evaluating 
perceptions regarding productivity and quality. 
Productivity is defined as the organisation’s 
ability to effectively manage process outputs 
as a proportion of process inputs. McFarlin 
et al. (1999:75) concluded that Ubuntu-based 
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management results in higher productivity and 
employee loyalty. Quality is defined as the sum of 
features and characteristics of a product or service, 
which bears on its ability to satisfy stated or 
implied customer needs (Heizer & Render, 2013).

Learning and innovation performance
The learning and innovation perspective considers 
the ability of the organisation to improve its 
performance and adapt to change (Perkins, 
Grey & Remmers, 2014:156). Organisational 
learning is defined as the process of collecting, 
sharing and interpreting information, to 
promote organisational outcomes (Choudhary, 
Akhtar & Zaheer, 2013:435). Organisational 
learning allows organisations to develop new 
skills and knowledge, thereby increasing the 
organisation’s capacity to carry out effective 
actions and improvements in organisational 
performance. Innovation is defined as the act of 
creating a new process or product, and includes 
invention as well as the work required to bring 
an idea or concept into final form (PDMA, 2004). 

researCH desIgn and metHodol-
ogY
Research paradigm and approach
The positivistic paradigm was favoured as the 
most suitable research paradigm for this study, 
as a social reality was being researched that is 
independent of the researcher and the research 
subjects (Matthews & Ross, 2010). Conclusions 
were drawn through logical reasoning which 
involved building hypotheses from existing 
literature relating to the variables in the 
hypothesised model. The existing knowledge 
was thereafter subjected to empirical scrutiny 
by collecting quantitative data by means of 
questionnaires administered to respondents 
(Ghauri & Gronhaug, 2010:15). The relationship 
between Ubuntu leadership and organisational 
performance poses a significant research gap and 
can therefore be considered exploratory research.   

Population and sampling 
The population of this study consists of all 
employees of privately owned and for-profit 
business organisations situated in the Eastern 
Cape Province of South Africa. A total of 
556  000 people was employed in the Eastern 
Cape metropolitan areas during the time of the 

survey at the end of July 2016 (StatsSA, 2016:xii). 

Based on the extent and the geographical 
area that the population covers, the non-
probability sampling method was used for this 
study. Convenience sampling was employed, 
as readily accessible organisations from the 
online business directories were approached 
to participate in the study (Zikmund, Babin, 
Carr & Griffin, 2009). Employees from these 
organisations, and others that were known 
and easily reachable by the researcher and field 
workers, were selected to participate in the study. 
Furthermore, snowball sampling was used to 
identify additional respondents for inclusion 
in the study (Struwig & Stead, 2013:118).  

Data collection
Secondary data was collected by means of 
extensive literature reviews of the study variables, 
using national and international library databases 
of peer-reviewed journal articles, reports, books 
and internet sources. Primary data for this study 
was collected by means of the survey method 
using a combination of self-administered 
paper-based questionnaires and electronic 
questionnaires administered online through the 
World Wide Web. Based on a targeted sample 
size of 400 responses, a total of 600 paper-
based and 209 web-based questionnaires were 
distributed to eligible respondents in the Eastern 
Cape. A formal declaration confirmed that all 
ethical aspects were duly considered prior to 
commencing the study. For this reason, full 
ethical clearance was waivered by the Nelson 
Mandela University’s Research Ethics Committee. 

Questionnaire design
The questionnaire used in this study was a 
combination of self-constructed questions 
obtained from the literature review, as well 
as reliable and valid items from the research 
instruments used in previous studies. Struwig 
and Stead (2013:98) explain that scaled-response 
statements are frequently used to gather data 
on respondents’ perceptions and attitudes. 
Zikmund et al. (2009:350) further recommend 
the randomisation of questions in a scale to 
overcome order bias and the anchoring effect 
prevalent in attitude scales. Randomised, 
closed-ended questions were therefore used 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

495

A DECADE OF EXCELLENCE

in this study to construct the scales measuring 
each variable. The questionnaire consisted 
of statements (items) divided into sections 
measuring perceptions regarding Ubuntu 
leadership (ordinal scale), perceptions regarding 
organisational performance (ordinal scale), 
and biographical information (nominal scale).

Table 1 provides an outline of the structure 
of the questionnaire, the number of 
items measuring each variable, and the 
sources from which items were derived.  

Data analysis
The first step of analysing the data involved 
determining the validity and reliability of the 
questionnaire. Content validity was ensured 
by submitting the questionnaire to experts 
in the fields of leadership and organisational 
performance. The constructs of the hypothesised 
model in this study were subjected to factor 
analysis in order to determine convergent 
validity. The tests of unidimensionality were 
performed and enabled the creation of summated 
scales. Principle component analysis (PCA) was 
used as the factor extraction method. Unrotated 
factors were used to assess the construct validity 
of the measuring instrument (Zikmund et al., 
2009; Hair, Black, Babin & Anderson, 2014).  The 
retention of factors was determined by applying 
the Kaiser-Guttmann rule which holds that 
factors having an explained variance (eigenvalue) 
greater than one are considered significant and 
may be retained for further interpretation (Kaiser, 
1991; Zikmund et al., 2009; Hair et al., 2014). 
The eigenvalues therefore reflect the amount of 
common variance accounted for by the respective 
number of items (StatSoft, 2013). The internal 
consistency method calculating Cronbach’s 
coefficient alpha was used to assess the reliability 
of the measuring instrument for this study. 
A coefficient value of 0.70 for each factor was 
deemed acceptable (Nunnally & Bernstein, 1994). 

Based on the factors created in the previous 
steps, the data analysis continued by calculating 
the descriptive statistics, including the mean, 
standard deviation, and frequency distributions, 
in order to condense the data. Multiple regression 
analyses were conducted to test the hypothesised 
relationships between the study variables. 

The data was analysed using the MS-Excel 
and Statistica (version 12) software packages. 

emPIrICal results 
The following sections presents the empirical 
results of the study.

The demographical data
Table 2 shows the demographic profile of the 
respondents of the study. It is evident that 44% of 
the respondents were aged between 20 and 29 years, 
61% were female, and the ethnic classification 
of the majority of the sample were coloureds at 
33%. In terms of educational qualification, 29% 
of the sample had a grade 12 certificate. Forty-
three percent (43%) of the respondents indicated 
that they are operators or hourly paid employees, 
and the tenure of 54% of the respondents was 
1 - 4 years. Table 2 further reveals that thirty-
nine percent (39%) of the sample were employed 
in organisations that employ more than 200 
employees, and 34% of the organisations have an 
employee size of 1 - 49 employees. Sixty percent 
(60%) of the sampled organisations have been 
in existence for more than 20 years, and 21% of 
the respondents work in a retail environment. 

Validity and Reliability 
The results of the tests of unidimensionality for 
validity, and internal consistency for reliability 
are presented in Table 3. In terms of validity, the 
factor loadings presented in Table 3 represent 
the correlation between the original variable and 
its factor. Hair et al. (2014:115) state that factor 
loadings greater than 0.30 can be considered 
significant if the sample size is greater than 
350. The sample size for this study was 428 and 
a criterion of 0.40 was used as the cut-off point 
for valid factor loadings to determine construct 
validity. Hair et al. (2014:115) further state 
that loadings equal to or greater than 0.50 are 
considered practically significant, and loadings 
exceeding 0.70 indicate well-defined structure. 

Based on the results in Table 3, sufficient 
evidence of convergent validity for the variables 
in the hypothesised model was provided, as all 
the loadings were greater than 0.40. The factor 
loadings further conform to the criterion of being 
practically significant, with all loadings being 
greater than 0.50 (Hair et al., 2014:115). The lowest 
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taBle 1: laYout and sourCes of tHe measurIng Instrument

Variable dimensions
no. of 

items in 
scale

sources

Ubuntu leadership

Survival (SURV) 5 Mbigi (1997); Poovan et al. 
(2006:18); Bertsch (2012:90) 

Spirit of solidarity (SOLD) 5
Mangaliso and Damane 

(2001:25); Lutz (2009:318); 
Brubaker (2013:102)

Compassion (COMP) 5 Nussbaum (2003); Broodryk 
(2006); Muchiri (2011:443) 

Dignity and respect (DIGN) 5
Poovan et al. (2006:18); Sigger 

et al. (2010:48); Brubaker 
(2013:102)

Organisational 
performance

Financial performance (FINP) 5

Harter, Schmidt and Hayes 
(2002:271); Amah and Ahiauzu 
(2013:664); Mariappanadar and 

Kramar (2014:208)

Customer performance (CUSP) 5
Hoffman, Czinkota and Dickson 
(2004:329); Fernández-González 

and Prado (2007:501); 

Internal process performance 
(INPRO) 5

Heizer and Render (2013); 
Corporate Leadership Council 

(2004:42); Harter et al. 
(2002:271)

Learning & innovation 
performance (LEARN) 5

Choudhary et al. (2013:435); 
Hakanen, Perhoniemi, 

Toppinen-Tanner. (2008:81)
Demographics

(biographical 
information)

Age; gender; ethnicity; 
qualification; position; tenure; 

employment size; organisation’s 
age; main activity of organisation. 

9 Not applicable

Source: Authors’ own construction

taBle 2: demograPHIC ProfIle of resPondents

demographic range n %

Age

20 - 29 189 44
30 - 39 127 30
40 - 49 74 17
50 - 59 35 8

60 + 3 1
428 100

Gender
Female 260 61
Male 168 39

428 100
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taBle 2: demograPHIC ProfIle of resPondents (ContInued)

demographic range n %

Ethnicity

African 132 31
Coloured 140 33

Indian 22 5
White 130 30
Other 4 1

428 100

Qualification

Grade 11 or less 18 4
Grade 12 125 29

Post matric certificate 60 14
National diploma 91 21
Bachelor’s degree 67 16

Post graduate degree 65 15
Other 2 0

428 100

Position

Operator/Hourly employee 186 43
Supervisor/Team leader 84 20

Middle management 88 21
Top management 22 5

Professional 48 11
428 100

Tenure

1 - 4 years 232 54
5 - 9 years 104 24

10 - 19 years 67 16
20 years + 25 6

428 100

Employment size

1 - 49 144 34
50 - 199 116 27

200 + 168 39
428 100

Organisation’s age

1 - 4 years 36 8
5 - 9 years 55 13

10 - 19 years 82 19
20 years + 255 60

428 100
eigenvalue was reported for financial performance 
at 2.649 and the highest value was compassion 
at 3.912. These relatively high eigenvalues 
confirm that all the factors are unidimensional 
and significant, and were therefore retained for 
further interpretation. For the items measuring 
each variable, the percentage of total variance 
explained was the lowest for financial performance 
52.9% and the highest for compassion at 78.2%. 

The operationalisation of all the variables 
therefore remained unchanged, as no items were 
disregarded or deleted from the original variables. 

In Table 3, the Cronbach’s alpha coefficients for 
all the dimensions of both Ubuntu leadership 
and organisational performance analyses 
were greater than 0.7, therefore sufficient 
proof of reliability were found. The highest 



498
WWW.IBC-CONFERENCE.COM

Cronbach’s alpha coefficient was 0.930 for 
compassion, and financial performance was 
found to have to lowest coefficient value at 0.777.

Descriptive statistics
Descriptive statistics were used to summarise 
the central tendency of the data by measuring 
the mean, and dispersion of the data around 
the mean by calculating the standard 
variation. The results are presented in Table 4. 

The data in Table 4 was collected by anchoring 
the items of the questionnaire on a seven-
point Likert scale. The Likert scale in the 
questionnaire was given as: 1-strongly disagree; 
2-disagree; 3-disagree somewhat; 4-neutral; 

taBle 4: desCrIPtIVe statIstICs

Variables mean standard 
deviation

Survival 5.29 1.35

Spirit of solidarity 5.35 1.32

Compassion 5.36 1.37

Dignity and respect 5.48 1.29

Variables mean standard 
deviation

Financial performance 5.53 0.94

Customer performance 5.62 1.01

Internal process 
performance 5.60 1.05

Learning & innovation 
performance 5.61 0.99

Source: Calculated from survey results

5-agree somewhat, 6-agree and 7-strongly agree. 
The lowest mean score was for survival at 5.29 
and customer performance had the highest 
mean at 5.62. The mean scores indicate that 
respondents agreed somewhat with all the items 
measuring the different variables of the study. 

Regression analysis
The influence of the dimensions of Ubuntu 
leadership (survival, spirit of solidarity, compassion, 
and dignity and respect) on the dependent variables 
constituting organisational performance were 
analysed through multiple regression analysis. 
Based on the balanced scorecard (BSC) approach 
(Kaplan & Norton, 2004, 2005), the dimensions 

taBle 2: demograPHIC ProfIle of resPondents (ContInued) 

demographic range n %

Main activity of organisation

Retail 88 21
Manufacturing 62 14

Mining 1 0
Financial/Banking 76 18

Hospitality 26 6
Education 3 1

Health 20 5
Transport 42 10

Energy 1 0
Agriculture 1 0

Tourism 6 1
ICT 33 8

Infrastructure development 13 3
Other 56 13

428 100

Source: Calculated from survey results
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of organisational performance are: financial 
performance, customer performance, internal 
process performance, and learning and innovation 
performance. The results of the regression 
analyses are discussed in the sections below.

The influence of Ubuntu leadership on financial 
performance and customer performance of the 
BSC.
Table 5 reports the regression results for the 
influence of the dimensions of Ubuntu leadership 
financial performance and customer performance 
of the BSC. From Table 5, the independent 
variables explain 19.5% (R2 = 0.195) of the variance 
in the dependent variable financial performance. 
Survival (b* = 0.460; p < 0.05) and spirit of solidarity 
(b* = 0.432; p < 0.05) have a significant and 
positive relationship with financial performance. 
This indicates that where Ubuntu leadership 
behaviours of Survival are exhibited, financial 
performance is expected to increase. Similarly, 

leaders fostering a spirit of solidarity will lead to the 
organisation increasing its financial performance.

Table 5 further indicates the significant, but 
negative, relationship between compassion (b* = 
-0.280; p < 0.05) and financial performance. This 
result suggests that higher levels of leadership 
compassion will decrease financial performance. 
An insignificant and negative result was found 
between dignity and respect (b* = -0.254; p > 0.05) 
and financial performance. This result proposes 
that leader behaviours of dignity and respect do 
not have any impact on financial performance. 

For customer performance, the independent 
variables explain 23.2% (R2 = 0.232) of the 
variance in the dependent variable. Survival 
(b* = 0.397; p < 0.05) and spirit of solidarity 
(b* = 0.436; p < 0.05) have a significant and 
positive influence on customer performance. 
The results imply that where Ubuntu leadership 

taBle 3: faCtor loadIngs of tHe VarIaBles

Variables retained 
items

factor loadings
eigen % total 

variance
Cronbach’s 

alphasmin. max.

Survival 5 -0.841 -0.905 3.712 74.2 0.912

Spirit of solidarity 5 -0.782 -0.885 3.621 72.4 0.904

Compassion 5 -0.844 -0.918 3.912 78.2 0.930

Dignity and respect 5 -0.843 -0.899 3.799 75.9 0.921

Financial performance 5 -0.606 -0.764 2.649 52.9 0.777

Customer performance 5 -0.716 -0.860 3.269 65.3 0.859

Internal process 
performance 5 -0.808 -0.843 3.411 68.2 0.881

Learning & innovation 
performance 5 -0.729 -0.840 2.965 59.3 0.824

Source: Calculated from survey results
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behaviours of Survival are exhibited, customer 
performance is expected to increase. Similarly, 
leaders fostering a spirit of solidarity will result 
in the organisation increasing its customer 
performance. An insignificant and negative 
relationship was found between compassion (b* = 
-0.056; p > 0.05) and customer performance. A 
statistically significant and negative relationship 
was found between dignity and respect (b* = 
-0.321; p < 0.05) and customer performance. The 
nature of this relationship reveals that an increase 
in leadership behaviours of dignity and respect 
will result in decreased customer performance. 

The influence of Ubuntu leadership on internal 
process performance and learning and 
innovation performance of the BSC.
Table 6 reports the regression results for 
the influence of the dimensions of Ubuntu 
leadership on the dependant variables, 
internal process performance and learning 
and innovation performance, of the BSC. 

From Table 6, the value of R2 of 0.301 reveals 
that the independent variables explain 30.1% 
of the variance in the dependent variable 
internal process performance. Survival (b* = 
0.691; p<0.05) has a significant and positive 
influence on internal process performance. This 
result indicates that where Ubuntu leadership 

behaviours of survival are exhibited, internal 
process performance is expected to increase. 
Furthermore, spirit of solidarity (b* = 0.291; p < 
0.05) has a significant and positive relationship 
with internal process performance, which indicates 
that internal process performance is expected to 
rise as leaders foster a spirit of solidarity in the 
workplace. A significant and negative relationship 
was found between compassion (b* = -0.441; 
p<0.05) and internal process performance. This 
result reveals that higher levels of leadership 
compassion will result in a decrease in internal 
process performance. A statistically insignificant 
and negative relationship was found between 
dignity and respect (b* = -0.032; p > 0.05) and 
internal process performance; this indicates that 
internal process performance is not impacted by 
leaders exhibiting dignity and respect at work.

Table 6 further indicates that the independent 
variables explain 34.3% of the variance in learning 
and innovation performance, based on the R2 
of 0.343. Survival (b* = 0.555; p < 0.05) has a 
significant and positive influence on learning and 
innovation performance. This result suggests that 
where Ubuntu leadership behaviours of survival 
are exhibited, learning and innovation performance 
is expected to increase. Spirit of solidarity (b* = 
0.445; p < 0.05) shows a statistically significant 
and positive influence on learning and innovation 

taBle 5: regressIon analYsIs of uBuntu leadersHIP on fInanCIal PerformanCe and 
Customer PerformanCe of tHe BsC

dependent variables

financial performance 
r2 = 0. 195

Customer performance 
r²= 0.232

Independent variables b* t(422) p-value b* t(422) p-value

Survival 0.460 3.066 0.002 0.397 2.711 0.007

Spirit of solidarity 0.432 3.510 0.000 0.436 3.625 0.000

Compassion -0.280 -2.022 0.044 -0.056 -0.416 0.678

Dignity and respect -0.215 -1.548 0.122 -0.321 -2.369 0.018

N=428

Note: Regressions indicated in bold are significant at p < 0.05 
Source: Calculated from survey results



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

501

A DECADE OF EXCELLENCE

performance.  This signifies that leaders who 
foster a spirit of solidarity will stimulate higher 
levels of learning and innovation performance 
in the organisation. A significant and negative 
relationship was found between compassion (b* 
= -0.342; p < 0.05) and learning and innovation 
performance. This result reveals that higher levels 
of leadership compassion will result in a decline in 
learning and innovation performance. A statistically 
insignificant and negative relationship was found 
between dignity and respect (b* = -0.101; p > 0.05) 
and learning and innovation performance.  Based 
on this, it is anticipated that exhibiting dignity 
and respect will not influence the level of learning 
and innovation performance in the workplace.

Findings of hypothesised relationships
Table 7 summarises the findings of the 
hypothesised relationships.

dIsCussIon
The empirical results show that the survival 
dimension of Ubuntu leadership has a significant 
and positive relationship with the dependent 
variables of organisational performance (H1 - H4). 
This finding suggests that leaders who exhibit 
survival behaviours of sharing resources based 
on a mutual concern for existence, generosity 
towards employees, and has a brotherly concern 

for employees will increase the organisation’s 
performance in terms of profitability, customer 
satisfaction and loyalty, productivity and quality, 
and learning and innovation. This finding is in line 
with previous studies that found that providing 
job resources, by focussing on employees’ needs, 
intrinsically motivates employees (Harter et 
al., 2002; Macey & Schneider, 2008; Bakker, 
2011:266). This increased motivation leads to 
employees exerting discretionary effort towards 
achieving organisational performance goals.

The spirit of solidarity dimension of Ubuntu 
leadership was also found to significantly and 
positively influence organisational performance 
(H5 – H8). From this finding, it can be concluded 
that leadership behaviours that bring about 
cohesion amongst team members, place 
emphasis on collective goal achievement, and 
create a culture of empowerment and teamwork 
will increase organisational performance. In 
line with this finding, Poovan et al. (2006:24) 
similarly concluded that a spirit of solidarity leads 
to a collective mind-set amongst employees that 
improves organisational competitiveness. The 
spirit of solidarity of Ubuntu simultaneously 
supports cooperation and competitiveness 
by allowing individuals to contribute their 
best efforts for the betterment of the entire 

taBle 6: regressIon analYsIs of uBuntu leadersHIP and Internal ProCess PerformanCe 
and learnIng and InnoVatIon PerformanCe of tHe BsC

dependent variables

Internal process performance 
r2 = 0.301

learning and innovation 
performance 

r2 = 0.343

Independent variables b* t(422) p-value b* t(422) p-value

survival 0.691 4.946 0.000 0.555 4.095 0.000

spirit of solidarity 0.291 2.532 0.012 0.445 3.996 0.000

Compassion -0.441 -3.417 0.001 -0.342 -2.732 0.007

dignity and respect -0.032 -0.248 0.804 -0.101 -0.809 0.419

N=428

Note: Regressions indicated in bold are significant at p < 0.05 
Source: Calculated from survey results



502
WWW.IBC-CONFERENCE.COM

team (Mangaliso & Damane, 2001:25).

The compassion dimension of Ubuntu leadership 
was found to have a significant, but negative 
impact on three of the four dimensions (financial 
performance, internal process performance 
and learning and innovation performance) of 
organisational performance (H9 – H12). From 

this finding, it can be concluded that leader 
behaviours of compassion will lead to a reduction 
in these measures of organisational performance. 
No previous empirical studies could be found 
that specifically compare the Ubuntu dimension 
of compassion to organisational performance 
dimensions. The finding, however, appears 
to contradict previous research findings by 

taBle 7: HYPotHesIs testIng for regressIon 

Hypothesis outcome
H1: There is a positive relationship between Ubuntu leadership value, 
survival, and financial performance. Accepted

H2: There is a positive relationship between Ubuntu leadership value, 
survival, and customer performance. Accepted

H3: There is a positive relationship between Ubuntu leadership value, 
survival, and internal process performance. Accepted

H4: There is a positive relationship between Ubuntu leadership value, 
survival, and learning and innovation performance. Accepted

H5: There is a positive relationship between the Ubuntu leadership value, 
spirit of solidarity and financial performance. Accepted

H6: There is a positive relationship between the Ubuntu leadership value, 
spirit of solidarity and customer performance. Accepted

H7: There is a positive relationship between the Ubuntu leadership value, 
spirit of solidarity and internal process performance. Accepted

H8: There is a positive relationship between the Ubuntu leadership value, 
spirit of solidarity and learning and innovation performance. Accepted

H9: There is a positive relationship between the Ubuntu leadership value, 
compassion, and financial performance. Rejected

H10: There is a positive relationship between the Ubuntu leadership value, 
compassion, and customer performance. Rejected

H11: There is a positive relationship between the Ubuntu leadership value, 
compassion, and internal process performance. Rejected

H12: There is a positive relationship between the Ubuntu leadership value, 
compassion, and learning and innovation performance. Rejected

H13: There is a positive relationship between the Ubuntu leadership value, 
dignity and respect, and financial performance. Rejected

H14: There is a positive relationship between the Ubuntu leadership value, 
dignity and respect, and customer performance. Rejected

H15: There is a positive relationship between the Ubuntu leadership value, 
dignity and respect, and internal process performance. Rejected

H16: There is a positive relationship between the Ubuntu leadership value, 
dignity and respect, and learning and innovation performance. Rejected

 Source: Authors’ own construction
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Cameron, Bright and Caza (2004:783) who 
compared the universally understood notion 
of compassion to organisational performance. 
These researchers concluded that compassion is 
a function of organisational virtuousness, and 
has a positive relationship with profitability, 
customer retention, quality and innovation. Van 
Dierendonck and Patterson (2015:122) explain 
that compassionate love may be perceived as 
strange within the competitive context of most 
organisations. George (2014:10) clarifies this 
phenomenon by stating that organisations built 
on the premise of corporate capitalism, self-
interest and an overriding focus on maximising 
returns for shareholders are often (albeit 
unintentionally) perceived as causing suffering 
(being uncompassionate) rather than alleviating it.

The findings further suggest that an increase 
in leadership behaviours of dignity and respect 
will result in decreased customer performance. 
(H14). This finding also infers that increasing 
the objective consideration and regard for the 
values, rights and beliefs of employees decreases 
the ability of the organisation to meet or exceed 
customer expectations. Moreover, preserving 
human dignity by helping others, regardless 
of wealth or status, and managing employees 
in a more humane way appears to negatively 
influence customers’ favourable attitudes and 
repeat purchase behaviour (loyalty). This finding 
contradicts previous studies that suggest that 
treating employees with dignity and respect 
would increase employees’ commitment to 
organisational outcomes (Mangaliso & Damane, 
2001:26). This negative relationship, however, can 
be understood through the behavioural theory of 
leadership stating that a leader with a high concern 
for people, but a low concern for production, will 
ultimately lead to low performance outcomes 
(DuBrin, 2012:117; Hellriegel  et al., 2012:380). 

managerIal ImPlICatIons and reC-
ommendatIons
The following sections identify the managerial 
implications and recommendations for the 
Ubuntu leadership dimensions of survival 
and spirit of solidarity that had a significant 
and positive influence on the dimension of 
organisational performance, based on the BSC.

To build an environment of survival in the 
organisation, managers should require of 
employees to assist each other during times 
of work crises. This is also relevant when 
individual team members are finding it difficult 
to successfully complete their allotted tasks. 
Under these circumstances, managers should 
distribute job resources, for example by making 
extra time available, in a manner that enables the 
unit to effectively carry out its work. Managers 
should also view the personal hardships of 
employees as an opportunity to serve them, 
and not only act when personal circumstances 
have a negative impact on the employee’s job 
performance. It is recommended that survival 
behaviours be expressed through the leader’s 
generosity and concern for the interests and 
needs of others in the organisation. This reliance 
and collective belief results in a view that 
survival is only possible through brotherly care, 
rather than individual self-reliance. It is further 
recommended that resources are pooled, efforts 
are applied collectively, and a sense of community 
is created. In addition, managers should be 
prepared to make personal sacrifices and exhibit 
a deep concern for employees, to ensure that their 
teams achieve organisational performance goals.

To cultivate the spirit of solidarity in the 
workplace, it is recommended that managers 
exhibit behaviours that bring about cohesion 
amongst team members, place emphasis on 
collective goal achievement, and create a culture 
of empowerment and teamwork. The application 
of solidarity by business organisations requires 
that organisational leaders not only see the 
organisation as a legal entity, but as a community 
of interconnected people. It is recommended 
that managers create an Ubuntu organisational 
culture that values a “we” mind-set over an “I” 
mind-set, and foster a sense of togetherness in the 
workplace. Job performance evaluations should 
have both individual and team components, with 
a greater emphasis placed on contributions made 
by individuals towards achieving team goals. This 
collective mind-set supports both cooperation 
and competitiveness by allowing individuals to 
contribute their best efforts to the benefit of the 
entire team. Payment by results and performance-
related reward may also be inappropriate 
in humanistic cultures, and may be seen as 
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reflecting an instrumental perception of people 
(Jackson, 2002:471). It is therefore suggested that 
employees are rather rewarded on the basis of their 
commitment to the group and the organisation. 

Collective goal accomplishment should be 
followed by celebrations, collective singing, 
celebratory rituals and incorporating the 
individual’s family, where possible. These 
ceremonies and celebrations create a pleasant 
work environment, and cultivate a sense of 
trust and belonging. Happiness and harmony 
should be fostered in the spirit of solidarity. It is 
recommended that quality circles and mission-
directed team concepts are explored to improve 
the effectiveness of problem-solving. Six sigma 
methodology makes extensive use of project 
teams for problem-solving; this methodology 
is, therefore, recommended. To further enhance 
a spirit of solidarity, it is recommended that 
company stationery and notifications display 
slogans of solidarity, for example, ‘Simunye’ that 
translates to ‘we are one’. A distinctive Ubuntu 
behaviour that managers should adopt, is treating 
employees as one would treat members of one’s 
own family. In addition, managers should also 
strive to make decisions based on the consensus 
of the entire team. Practically, this means that 
more consultative and collaborative engagement 
should take place between management and 
employees on issues that affect employees. 

ContrIButIons of tHe researCH
Although Ubuntu has been discussed at length 
in literature, empirical research on the topic 
is almost non-existent (Sigger et al., 2010; 
Shrivastava et al., 2014). A highly reliable and 
valid measuring instrument was developed in this 
study to evaluate the Ubuntu leadership style, as 
at the time, there was no reliable scales available 
in South Africa to measure Ubuntu leadership. 
This study has also validated the effective use of 
the balanced scorecard as a strategic mechanism 
for organisations to measure organisational 
performance. Management theory and practices 
predominantly originate from euro-centric or 
western schools of thought. This study presents an 
afro-centric approach to organisational leadership, 
based on indigenous African knowledge systems. 

ConClusIon
Ubuntu leadership behaviours of survival and 
spirit of solidarity drive financial performance, 
increases productivity and quality and, improves 
customer satisfaction and loyalty. Ubuntu leaders 
are an irreplaceable source of organisational 
learning and innovation that enable organisations 
to sustain competitive advantage. Not all 
aspects of Ubuntu leadership, however, leads 
to positive organisational performance. The 
constant pursuit of satisfying relationships and 
managing organisations based on Ubuntu values 
(compassion and dignity and respect) drive leaders 
to make sacrifices for the team, but at the expense 
of overall performance. As organisations in Africa 
face several unique challenges, the indiscriminate 
adoption of western leadership practices are far 
from ideal. It is therefore crucial to selectively 
incorporate culturally oriented indigenous 
knowledge in the management systems of 
organisations, by fostering and inculcating a 
spirit of Ubuntu leadership in the workplace.
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aBstraCt
This paper presents results of a quantitative study 
done on Botswana manufacturing international 
joint ventures (IJVs) with partners from 
India, China and South Africa. A total of 192 
questionnaires were distributed to IJVs managers 
from 48 IJVs across Botswana of which 140 were 
returned unspoilt. The study found that leaders 
of IJVs are male dominant for both the Batswana 
(70.9%) and expatriate group (86.7%), compared 
to females in the Batswana (22.3%) and expatriate 
group (6.7%). The IJVs expatriate leaders are 
better qualified and have more experience than 
Batswana leaders. It was found that there is a 
significant positive relationship between Batswana 
leaders’ leadership qualities and cultural values, 
norms, dimensions and artefacts focusing on 
‘Botho’, while there is a partial association between 
expatriate leaders’ leadership qualities and 
cultural values, norms, dimensions and artefacts. 
Managerial implication, study limitations and 
areas for possible future research are provided.

Keywords: Botswana, IJV success, leadership 
qualities, culture, Botho  

IntroduCtIon
One of the main determinants of organisational 
success lies in its leadership. Leadership for 
collaborative partnerships are bound to be 
multifaceted as several players and stakeholders 
have some influence into the leadership process. 
International joint ventures (IJVs) leaders are 
expected to perform various duties associated 
with their position(s) or status.  Leadership of 
an IJV relationship is one such structure that is 
prone to complex mechanisms considering the 
different cultural backgrounds of the investors 
and leaders. In this study leadership qualities 
are defined as the human virtues of a leader 
that have the greatest impact on people around 
him, as well as on the culture of the organisation 
(Reed, 2012).  Our study focused on leadership 
qualities of Botswana IJVs with partners from 
Chinese, Indian and South African cultural 
orientations. Most Asian cultures (Chinese 
and Indians included) are observed as highly 
collectivistic, with organisational relationships 
governed by high power distance, and this is a 
sharp awareness of differences in status (Taras, 
Kirkman & Steel, 2010). In collectivist society, 
leaders should formulate collective goals, and 
encourage teamwork, shared vision and resources 
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as measures to increase the degree of cross-
functional collaboration (Engelen & Brettel, 2011). 

Among the prominent researchers on cross 
cultural values was Hofstede who began his work 
as way back as the 1960s (Hofstede & Bond, 1988). 
Hofstede’s studies are recognised in measuring 
differences between national cultures as well as 
value differences between ethnic groups (Kruger 
& Roodt, 2003). In  one of Hofstede’s studies, 
South Africans’ power distance dimension scored 
49, meaning that this society to a large extent 
accept a hierarchical order in which everybody 
has a place and which needs no further 
justification (Hofstede, 2011). Recognising that 
empowering leadership qualities positively 
affect IJVs leaders’ psychological empowerment 
(Zhang & Bartol, 2010), which in turn influence 
their intrinsic motivations thereby promoting 
organisational efficacy, this paper discusses 
the relationship between leaders’ leadership 
qualities and cultural values, norms, dimensions 
and artefacts towards enhancing IJVs success. 

The remainder of this paper proceeds as follows. 
First, we present the problem investigated, research 
objectives and questions with which this study was 
based on. Second, we summarize what researchers 
have found regarding leader’s cultural values, 
norms, dimensions, and artefacts as they relate to 
leadership behaviors that enhance IJVs success. 
Third, based on this review and the nature of the 
research problem the research methods adopted 
is outlined. Fourth, we provide the study results 
and findings in which the relationship between 
IJVs leaders’ cultural orientations relate to leaders’ 
leadership qualities that have been sustaining 
these manufacturing organisations in Botswana. 
Fifth, we suggest managerial implications and 
some general ideas pertaining to the future 
directions of research on IJVs enhancement 
inclusive of cross-cultural leadership qualities. 

ProBlem InVestIgated
IJVs in this study are hybrid organisations 
comprising leaders with different cultural 
backgrounds. Therefore the leadership traits and 
behaviours ideal for these organisations are those 
that cater for different cultures, for example flexible 
personality and multicultural values and beliefs. 
Studies by (Ozorhon, Arditi, Dikmen & Birgonul, 

2010; Naicker & Saungweme, 2009) highlight 
that the failure rate of IJVs range between 50% 
and 70%.  To effectively manage and lead IJVs 
and minimise the failure rates Wherry (2012) 
mentioned the need for the right combination 
of leadership qualities. Davis, Allen and Hayes 
(2010) argue that successful leaders should possess 
qualities that impact their teams, board members, 
customers and shareholders positively. Adding 
new knowledge on these leadership qualities 
within the IJVs of Botswana manufacturing 
industry would enhance these organisations 
success rates. Thus this research is driven by the 
lack of knowledge on establishing cross-cultural 
leadership qualities for IJVs success in Botswana. 

researCH QuestIons and oBJeC-
tIVes 
This paper seeks to answer the research questions 
of; “what is the nature of effectual IJV leadership 
qualities across the different cultures presented 
in Botswana manufacturing” and “how do these 
leaders enhance IJV success”? Thus the objective 
is to determine the cross-cultural leadership 
qualities within Botswana manufacturing 
industry IJVs with partners from the emerging 
markets which fall under the BRICS economies. 
The paper further explores how cross-cultural 
leadership qualities relate to organisational 
cultural dimensions, values, norms and 
artefacts in IJVs and proposes how it can be 
utilised by managers along the IJV life-cycle.

lIterature reVIeW
Describing culture
Culture refers to the process to which people 
are exposed as a result of living in specific social 
systems (Schwartz, 2014). Hofstede (2011:3) 
views culture as “the collective programming of 
the mind that distinguishes the member of one 
group or category of people from others”. Culture 
is always regarded as a collective phenomenon, 
but it can be associated with various collectives 
(Hofstede, 2011). This study defines culture as 
“the learned beliefs, values, rules, norms, symbol, 
and traditions that are common to a group of 
people, it is these shared qualities of a group 
that make them unique” (Northouse, 2010:336). 
The rest of the chapter provides literature 
pertaining to the relationship between leadership 
qualities and, cultural values, norms, dimensions 
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and artefacts as they influence IJVs success.

The impact of cultural values, norms, 
dimensions and artefacts on IJVs Success

Leadership culture directly plays a pivotal role 
for IJVs success (Akhtar, Tse, Khan & Rao-
Nicholson, 2015). IJVs operating in emerging 
economies encounter diverse changes and 
challenges in pursuit of both national economic 
and IJV business goals(both short term and long 
term) (Beamish & Lupton, 2016). There is need 
for an organisational cultural values, norms 
dimensions and artefacts to develop systems 
that support IJVs value creation and core of this 
leadership practice is stakeholder collaboration 
and intellectual humility (Chew & Anthony 
Dovey, 2014). In majority of cases IJVs’ adopted 
culture improves parent firms’ performance and 
success (Jancenelle, 2015). Larimo, Le Nguyen 
and Ali (2016) mentioned that evaluation of JVs 
success and the establishment of what factors 
influence the choice of success measurement 
is more complicated for jointly managed 
organisations like IJVs. IJVs success measures 
depend on the stage of the organisation in the 
IJV life cycle (Larimo et al., 2016). Generally 
there is a positive relationship between the level 
of partner’ equity share, commitments to the IJV 
and the level of trust between partners (Larimo et 
al., 2016). Culture is a key informal institutional 
driver that influences IJVs performance (Rohlfer 
& Zhang, 2016). Cultural aspects: values, 
norms, dimensions and artifacts are an essential 
recipe for successful leadership of an IJV, since 
cultural differences have potential to affect IJVs 
cooperation and the subsequent management 
qualities adopted (Gómez-Miranda, Pérez-
López, Argente-Linares & Rodríguez-Ariza, 
2015). Success should be characterized with 
dynamic perspectives both financial and non 
financial measures (Akhtar et al.,2015). Adopted 
organisation culture depends on the dominant IJV 
stake holding with culture influencing perceived 
IJV strategic performance (Kobernyuk, Stiles & 
Ellson, 2014). There are several cross-cultural 
related factors that promote IJVs success (Rohlfer 
& Zhang, 2016), for example (Vivek & Richey, 
2013) mentioned that compatibility of cultures 
processes and structure are issues that need to 
be explored from as early as pre-formation or 

development stage of IJVs, and IJV efficiency is 
associated significantly with the involvement of 
staff in its management and with centralization of 
decision making (Gomez-Miranda et al., 2015). 
Establishment of trust among the IJV leadership 
has been observed to be one of the ingredients for 
success (Kobernyuk et al., 2014).IJVs success as 
a result of the adopted organisational culture is 
positively associated with influence and control 
by the foreign partners (Kobernyuk et al., 2014). 
Adaptive leadership which normally results 
from leaders’ flexibility is a key determinant of 
non-financial success which in turn contributes 
to IJV financial success (Akhtar et al., 2015).

Cultural values influence on leadership 
qualities
Values that influence one’s leadership qualities 
can be defined as whatever people describe 
as personally important and a value list can 
include items such as religion, work, leisure 
and fame (Minkov, 2011).  The prevailing 
value emphasis in a society may be the most 
central feature that influence one’s leadership 
qualities (Schwartz, 2014), and are the most 
direct expressions of cultural orientations (Chiu,  
Balkunid & Weinberg, 2016). Values reflect the 
shared underlying conceptions of what is good 
and desirable in the society (Schwartz, 2014). 
Organisational values provide a basis on which to 
foster a set of corresponding norms expectations 
of an organisation,  for example values developed 
in an IJV environment are  defined as evaluative 
standards relating to work environment, by which 
individuals, discern what is considered “right” or 
“wrong” (Hogan & Coote, 2013). Dimensions of 
values that are perceived to influence qualities of 
a leader include: success, openness and flexibility, 
internal communication, competences and 
professionalism, inter-functional cooperation 
and risk taking (Hogan & Coote, 2013).The 
types of values and the importance placed on 
those values vary from culture to culture and is 
greatly influenced by its current and historical 
ecological and socio-political contents (Dong 
& Liu, 2010). A leader who displays honesty, 
trustworthiness, support, reassurance, belief 
and understanding has the potential to groom 
the way for subordinates in the organisation 
and to stimulate organisational employees’ 
commitment, loyalty and support (Reed, 2012). 
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Cultural norms influence on leadership 
qualities
A norm is a behaviour that is considered normal 
in a society; they are rules that guide behaviour. 
Values underlie norms and artefacts as they 
determine observed patterns of behaviour or 
leadership qualities (Hogan & Coote, 2013). 
Cultural norms are expectations of acceptable 
behaviours held by members of an organisation 
and have the force of social obligation or pressure 
on leaders to adopting certain qualities (Hogan & 
Coote, 2013). Norms or expectations of behaviour 
are guided by values within the IJV (Zheng, 
Yang & McLean, 2010). Cultural norms impose 
constraints on the development of more formal 
institutions (Klasing, 2013). Dimensions of norms 
that are perceived to influence an organisation 
culture include: success, openness and flexibility; 
internal communication, competences and 
professionalism, inter-functional cooperation, 
responsibility of employees, appreciation of 
employees and risk taking (Hogan & Coote, 2013). 

Cultural dimensions influence on leadership 
qualities
A cultural dimension is an aspect of culture 
that can be measured relative to other cultures 
(Hofstede, 2011). National cultural dimensions 
have potential to influence the leadership 
qualities common among leaders of that cultural 
orientation. Tung and Verbeke (2010) referred 
to cultural distance dimension as the national 
or societal values on which nations or societies 
tend to differ. Each nation contains the main 
cultural orientation(s) that normally influence 
sub-cultures. To differentiate national or societal 
cultures, cultural distance measures can be used 
(Tung & Verbeke, 2010) and these are operational 
parameters that can be used as proxies for the 
dimensions, and to allow estimating scores to 
gauge the extent to which countries differ on 
cultural dimensions. Dimensions of culture 
are normally underpinned by variables that 
correlate across nations, not across individuals 
or organisations (Lehmann & Seitz, 2016). Over 
and above power distance, uncertainty avoidance, 
individualism vs collectivism, Hofstede (2011) 
other dimensions of national culture frequently 
used in academic research are: masculinity vs 
femininity, long term vs short term orientation, 
indulgence vs restraint, and monumentalism 

versus flexhumility. Masculinity-femininity 
refers to the extent to which a society emphasizes 
masculine behaviour such as assertiveness, 
acquisition of money and material possession, as 
opposed to feminine behaviour such as helping 
others, putting relationships with people before 
money, not showing off and caring for the 
quality of life  (Jahandideh, Golmohammadi, 
Meng, O‘Gorman & Taheri, 2014). Long term 
corresponds to  work dynamism and has the 
following values: perseverance, thrift, ordering 
relationships by status and having a sense of 
shame (Hofstede,2011).The short term dimension 
consider values reciprocating social obligations, 
respect for tradition, protecting one’s face and 
personal steadiness and stability  (Hofstede, 
2011). Indulgence (IVR) refers to a tendency 
to allow relatively free gratification of basic and 
natural human desires related to enjoying life 
and having fun (Hofstede, 2010).Restraint, the 
opposite of indulgence, refers to the conviction 
that such gratification needs to be curbed and 
regulated by strict social norms (Hofstede, 2010). 
Monumentalism refers to the tendency for the 
society to characterize the human self to be like 
a proud and stable monolith (Hofstede, 2010).
The opposite of monumentalism is flexhumility, 
which refers to the tendency for a society to 
promote humility, flexibility and adaptability 
to changing circumstances (Hofstede, 2010).

Cultural artefacts influence on leadership 
qualities
Artefacts are the most visible layer of an IJV 
culture and they are evident in organisational 
symbols, rituals, language and physical workplace 
arrangements (Schein, 2010; Hogan & Coote, 
2013). Values and norms can be noticeable in 
artefacts (e.g. organisational rituals, languages, 
stories and physical configurations) and lead to 
desired behaviours (Hogan & Coote, 2013). They 
are the visible products of the organisation such 
as the architecture of its physical environment, 
its language, its technology and its products, its 
artistic creations, its style as embodied in clothing, 
manners of address, emotional displays, myths 
and stories told about the organisation, published 
lists of values, observable rituals and ceremonies 
(Baumgartner, 2009).Verbal behavioural 
and physical artefacts are  also the surface 
manifestations of organisational culture (Kortba 
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et al., 2012). Language, stories and myths are 
examples of verbal artefacts and are represented 
in rituals and ceremonies (Hogan & Coote, 2013). 

Based on literature four hypotheses were 
formulated:

•	 H1:There would be a significant positive 
relationship between leadership qualities and 
cultural values

•	 H2:There would be a significant positive 
relationship between leadership qualities and 
cultural norms

•	 H3:There would be a significant positive 
relationship between leadership qualities and 
cultural dimensions

•	 H4:There would be a significant positive 
relationship between leadership qualities and 
cultural artefacts

researCH metHods
A list of IJVs in Botswana with partners who 
either originated or who were still citizens of 
emerging economy countries was availed through 
the Botswana Ministry of Trade and Industry 
data base as of 2013. Out of a total of 54 IJVs from 
the data base with partners from India, China 
and South Africa, 6 IJVs refused to participate 
in our study of which we were left with 48 IJVs 
from which data was collected. The estimated 
population was an average of 5 managers per 
IJV totalling 240 managers. Using a purposive 
sampling method an average of 4 managers 
per IJV totalling 192 managers were required 
to complete the structured questionnaires. 

Participants were drawn from the strategic, 
functional and operational leadership levels 
from.  The questionnaire collectively considered 
leadership qualities as including: self-confidence, 
emotional intelligence, positive attitude, visionary, 
motivational, managing performance and being 
supportive. The structured questionnaire used 
comprised  five-point Likert - type scale in which 
“1” represented “Strongly disagree” and “5” 
represented “Strongly agree” (Lee, Scandura & 
Sharif, 2014.). The distribution of questionnaires 
was also proportionate to the IJVs locations 
distribution. Gaborone, Botswana capital city and 
the surrounding area (Tlokweng, Mogoditshane, 
& Pakalane), had the majority of 33(69%) of 
the manufacturing IJVs, hence 132(69%) of the 
questionnaires were administered in Gaborone. 
A total of 140(73%) questionnaires out of the 
192 that we had distributed where unspoilt. 
As this study was premised on a quantitative 
approach, results comprised three phases namely: 
demographics, analyses of measuring instruments 
and testing of the four hypotheses mentioned.

results and InterPretatIon
Leadership demographics
Biographical information for all respondents 
was captured in the order of age, gender, 
highest educational level, work experience 
(in years), nationality, area of speciality 
and management levels of respondents.

Frequency distribution for age
The results obtained on respondents’ age 
classifications are shown on Tables 1.The 

taBle 1: freQuenCY dIstrIButIon for age- BatsWana and eXPatrIates

  Batswana expatriates(other)

  frequency Percent Valid Percent frequency Percent Valid 
Percent

Valid

20-30 years 14 13.6 13.7
31-35 years 28 27.2 27.5 3 10.0 10.0
36-40 years 23 22.3 22.5 10 33.3 33.3
41-50 years 28 27.2 27.5 7 23.3 23.3

50 years 
and older 9 8.7 8.8 10 33.3 33.3

Total 102 99.0 100.0 30 100.0 100.0
missing System 1 1.0

total 103 100.0       
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respondents (IJVs managers) are mainly classified 
into two categories; Batswana and expatriates.  
This study defines expatriates as employees 
sent from their home country to work in a 
foreign country for an extended period of more 
than six months (Bird & Mendenhall, 2016).

Analysis of frequency distribution for age
The youngest age group is for Batswana: 20-
30 years (13.6 %), while the youngest age range 
for expatriates (other) is 31-35 years (10%). The 
majority (66.6%) of expatriates are of the ages 
ranges 36-40 and 50 years and older. Most (66.6%) 
IJVs expatriate managers are more mature - above 
31 years of age. In most cases age can be associated 
with experience, and this could point to the 
fact that most expatriates working in these IJVs 
have gained enough experience to justify their 
appointments. Since almost all the expatriates 
occupy strategic posts, their age could be linked 
wisdom (Beugre & Offodile, 2001) which leads to 
the continued existence of the IJVs in Botswana.

 Frequency distribution for gender
The gender results obtained are shown on 
Table 2. As the primary focus of this study 
was in manufacturing JVs, where gender is 
more male dominant and gender distribution 
would assist to determine how the IJVs human 
capital is distributed in terms of gender. 

Analysis of frequency distribution for gender
There are more male IJVs’ leaders 
for both Batswana (70.9%) and  
expatriates (other) (86.7%), compared to females 
Batswana (22.3%) and expatriates (other)  
(6.7%). IJVs gender distribution, dominated by 
males is consistent with most manufacturing 
organisations as there is need for more physical 
involvement in most manufacturing businesses. 
Contrary to our findings, Chesley (2005) 
study found that fewer men were employed by 
manufacturing firms as more men were self-
employed. Botswana IJVs’ business lines include 
construction / cement related products, food 

taBle 2: freQuenCY dIstrIButIon for gender - BotsWana and eXPatrIates

 

 

Batswana expatriates (other)

frequency Percent Valid Percent frequency Percent Valid 
Percent

Valid
male 73 70.9 76.0 26 86.7 92.9

female 23 22.3 24.0 2 6.7 7.1
total 96 93.2 100.0 28 93.3 100.0

missing system 7 6.8   2 6.7  
total 103  100.0 30  100.0

taBle 3: freQuenCY dIstrIButIon for eduCatIonal QualIfICatIons - BotsWana and 
eXPatrIates

Batswana expatriates(other)

  frequency Percent Valid 
Percent frequency Percent Valid 

Percent

Valid

undergraduate 
diploma 33 32.0 34.4 14 46.7 48.3

Bachelor’s 
degree 12 11.7 12.5 13 43.3 44.8

Certificate of 
secondary 51 49.5 53.1 1 3.3 3.4

master’s 
degree       1 3.3 3.4

total 96 93.2 100.0 29 96.7 100.0
missing system 7 6.8   1 3.3  

total 103 100.0  30 100.0 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

515

A DECADE OF EXCELLENCE

products, dairy and packaging, milling, industrial 
rubber, chemical and textile production, and 
printing, of which almost all of these business 
lines require physical involvement and we 
found that more men are engaged in such work. 

Frequency distribution for educational 
qualifications
The study   questionnaire had a question to 
determine the highest academic qualifications for 
the IJVs managers in Botswana manufacturing 
industry. This question required respondents to 
provide their highest academic qualification(s) 
and the results obtained are shown on Table 
3 below. More men use a college education to 
launch their careers (Warner & Abegglen, 1955). 
IJVs managers’ academic qualification level 
contributes to their leadership effectiveness.

Analysis of frequency distribution for educational 
qualifications
The majority (49.5%) of Batswana IJVs managers 
are secondary certificate holders, 32 % are diploma 
holders, and only 11.7% bachelor’s degree. 
The majority (46.7%) of expatriates (other) 

leaders have a diploma, 43.3% hold university 
degrees, and only 3.3% of secondary certificate

The only master’s degree holder (3.3 %) is an 
expatriate. 93.3% of expatriate leaders are at 
least diploma holders hence the justification for 
them to occupy leadership responsibilities.81.5% 
of Batswana have qualifications below a 
bachelor’s degree and this could mean that most 
people become managers due to experience 
gained or due to in-house skills development.

Frequency distribution for years of work 
experience
In an effort to determine leadership qualities the 
questionnaire also had a question to determine work 
experience distribution of the IJVs managers in 
Botswana. Work experience distribution is shown 
on Table 5 and this has a bearing to IJVs success. 

Analysis of frequency distribution for years of 
work experience
9.7% Batswana have less than 5 years of experience, 
and no expatriates (other) managers have less 
than 5 years of experience. 44.7% of Batswana 

taBle 5: freQuenCY dIstrIButIon for Years of WorK eXPerIenCe - BatsWana and 
eXPatrIates 

 

 

Batswana expatriates (other)

frequency Percent Valid 
Percent frequency Percent Valid 

Percent

Valid

less than 5 10 9.7 9.9
5-10 13 12.6 12.9 9 30.0 30.0

11-15 46 44.7 45.5 8 26.7 26.7
16-20 21 20.4 20.8 9 30.0 30.0

more than 20 
years 11 10.7 10.9 4 13.3 13.3

total 101 98.1 100.0 30 100.0 100.0
missing system 2 1.9        

total 103 100.0       

taBle 6: freQuenCY dIstrIButIon for natIonalItIes

  frequency Percent Valid Percent Cumulative 
Percent

Valid
Batswana 103 73.6 77.4 77.4

other 30 21.4 22.6 100.0
total 133 95.0 100.0

missing system 7 5.0
total 140 100.0
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managers have 11 to 15 years of experience.

10.7% Batswana and 13.3% expatriates (other) 
have more than 20 years of experience. 
All expatriates have more than 5 years of 
experience, and this is consistent with the 
age distribution in these IJVs as all expatriate 
managers are more than 31 years of age.

Frequency distribution for nationalities
This determined the nationality distribution 
of the IJVs managers in Botswana and 
the results obtained are shown on Table 6.

Analysis of frequency distribution for nationalities
Batswana leaders are in the majority at 
103(73.6%) while 30(21.4%) are expatriates 
(other) leaders. The majority (73.6%) of IJVs’ 
leaders are Batswana which is consistent with 
the Botswana Government drive for localization 
(most posts, especially at management level 
should be occupied by Batswana) (Raphaeli, 
Roumani & MacKellar, 1984). There is a potential 
for these organisations to continue operating 
without expatriate managers as already they 
are the majority in the management posts.

Frequency distribution for management levels
This determined the management levels 
of the IJVs managers in Botswana who 
participated in this study as shown in Table 7. 

Analysis of frequency distribution for 
management levels
The Batswana group represent the majority of 
leaders (85%) at supervisory level. The expatriate 
managers are in the majority at middle (33.3%) 
and senior management level (26.7%) positions.

The fact that most (85%) of the Batswana 
people occupy supervisory levels is justified as 
the majority of them have less than 15 years of 

experience and they have lower qualifications 
-less than diploma qualifications. This shows the 
influence of foreign partners in the recruitment 
and selection of strategic personnel of these 
IJVs. Senior managers are mainly expatriates 
to set the strategic direction of the IJVs, which 
are then mainly foreign driven. This confirms 
studies by Hamill (1989); Mendenhall (1987) that 
concluded successful implementation of global 
strategies depends on the existence of adequate 
supply of internationally experienced managers.

Scale Reliability analysis 
The scale reliability of the instruments used 
in this research was tested using SPSS 22. All 
the constructs had more than two items. The 
reliability of the measuring instrument was 
assessed with the help of Cronbach Alpha 
Coefficients. The internal consistency of all ranged 
from a lower 0.4 to a high alpha value of 0.93. 
The low reliability level was possibly due to the 
diversity of cultures from which the instrument 
was initially meant compared to the leadership 
qualities measured by this study. The overall 
reliability of 112 items was 0.94, which is high. 

Correlation Analyses
IJVs leaders’ leadership qualities and cultural 
values
Correlation analysis has been adopted as a robust 
approach used to measure relationships between 
culture and leadership constructs for example 
(see Chatman & Jehn, 1994;Tsai, 2011; Javidan, 
House, Dorfman, Hanges & De Luque, 2006; 
Wang, Law,  Hackett,  Wang & Chen,  2005)

The results of the correlation analyses between 
overall leadership qualities and cultural 
values are reported in Table 8 and 9 below.

H1:There is a significant positive relationship 

taBle 7: freQuenCY dIstrIButIon for management leVels - BatsWana and eXPatrIates

 

 

Batswana expatriates (other)

frequency Percent Valid 
Percent frequency Percent Valid 

Percent

Valid

supervisory 88 85.4 85.4 12 40.0 40.0
middle management 11 10.7 10.7 10 33.3 33.3
senior management 4 3.9 3.9 8 26.7 26.7

total 103 100.0 100.0 30 100.0 100.0



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

517

A DECADE OF EXCELLENCE

between leadership qualities and cultural values.

The results in the Tables 8 and 9 show 
correlations for:

Batswana IJVs  leaders leadership qualities
Openness, Internal communication and risk 

taking are significantly positively related to 
Batswana IJVs leaders leadership qualities 
(all medium effects).Success, competence & 
professionalism and inter-functional cooperation 
are significantly positively related to Batswana IJVs 
leaders leadership qualities (both large effects). 

taBle 8: CorrelatIon BetWeen IJVs leaders leadersHIP QualItIes and Cultural Values 
(oVerall)

  Leadership  
Qualities

Success Open-
ness

Internal 
Communi-

cation

Competence  
& 

Professionalism

Inter-
Functional 
Corpora-

tion

Risk 
Taking

Leadership  
Qualities 1            

Success .568** 1          
Openness .362** .429** 1        
Internal 

Communi-
cation

.446** .466** .780** 1      

Compe-
tence and 

profession-
alism

.435** .573** .424** .614** 1    

Inter-
functional 

cooperation 
.501** .384** .188* .326** .709** 1  

Risk Taking .449** .435** .585** .677** .468** .437**
1

**. Correlation is significant at the 0.01 level (2-tailed). 
*. Correlation is significant at the 0.05 level (2-tailed).

taBle 9: CorrelatIon analYses BetWeen IJVs leaders’ leadersHIP QualItIes and 
Cultural Values (Inter-grouP)

  Batswana expatriates 

Values leadership Qualities
leadership Qualities

Success .645** .317
Openness .434** .032
Competence & Professionalism .519** .229
Internal communication .436** .421*
Inter-functional Cooperation .520** .555**
Risk Taking .483** .380*

**. Correlation is significant at the 0.01 level (2-tailed). 
*. Correlation is significant at the 0.05 level (2-tailed)
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Expatriate IJVs leaders leadership qualities
Internal communication and risk taking are 
significantly positively related to expatriate 
IJVs leaders’ leadership qualities (both medium 
effects). Inter-functional cooperation is 
significantly positively related to expatriate IJVs 
leaders’ leadership qualities (large effect). Internal 
communication, risk taking and inter-functional 
cooperation are significantly positively related 
to both Batswana and expatriate IJVs leaders’ 
leadership qualities. The results above show a 
significant positive relationship between Batswana 
leaders’ leadership qualities and cultural values, 
while three of the values(internal communication, 
risk taking and inter-functional cooperation 
are significantly positively related to Expatriate 
leaders thereby partially supporting Hypothesis 1.

IJVs leaders leadership qualities and cultural 
norms (inter-group)
The results of the correlation analyses 
between leadership qualities and 
cultural norms are reported in Table 10.

The results in the Table 10 show correlations for:

H 2: There is a significant positive relationship 
between leadership qualities and cultural norms

Batswana IJVs  leaders leadership  qualities
Success, openness and flexibility, competence 
and professionalism, inter-functional 
cooperation, responsibility of employees and 
appreciation of employees are significantly 
positively related to Batswana IJVs leaders’ 
leadership qualities (all medium effects). 
Internal communication and risk taking are 
significantly positively related to Batswana IJVs 
leaders’ leadership qualities (both large effects).

Expatriate (other) IJVs leaders leadership qualities
Inter-functional cooperation, responsibility 
of employees, appreciation of employees and 
risk taking are significantly positively related 
to expatriate IJVs leaders’ leadership qualities 
(all medium effects). Openness and flexibility, 
internal communication and competence and 
professionalism are significantly positively related 
to expatriate IJVs leaders’ leadership qualities (all 
large effects).Openness and flexibility, competence 
and professionalism, internal communication, risk 

taking, responsibility of employees, appreciation 
of employees and Inter-functional cooperation are 
significantly positively related to both Batswana 
and expatriate IJVs leaders leadership qualities. 
The results above show a significant positive 
relationship between leadership qualities and 
cultural norms, thereby supporting Hypothesis 2.

IJVs leaders’ leadership qualities and dimensions 
of culture (inter-group).
The results of the correlation analyses between 
IJVs leaders’ leadership qualities and cultural 
norms are reported in Table 11 below.

H3:There is a significant positive 
relationship between leadership 
qualities and cultural dimensions

The results in Table 11 show correlations for:

Batswana IJVs leaders leadership qualities
Collectivism institutional is significantly 
positively related to Batswana IJVs leaders’ 
leadership qualities (small effect). Uncertainty 
avoidance, assertiveness, collectivism in-
group, gender egalitarianism and humane 
orientation are significantly positively related 
to Batswana IJVs leaders’ leadership qualities 
(all medium effects). Performance orientation 
is significantly positively related to Batswana 
IJVs leaders’ leadership qualities (large effect).

Expatriate (other) IJVs leaders leadership qualities
Assertiveness is significantly positively related 
to expatriate IJVs leaders’ leadership qualities 
(medium effect). Collectivism in-group and 
performance orientation are significantly 
positively related to expatriate IJVs leaders 
leadership qualities (both large effects).
Assertiveness, collectivism in-group and 
performance orientation are significantly 
positively related to both Batswana and 
expatriate IJVs leaders leadership qualities.  

The results above show a significant positive 
relationship between leadership qualities 
and cultural dimensions (Tsai, 2011), 
thereby partially supporting Hypothesis 3

IJVs leaders leadership qualities and cultural 
artefacts (inter-group)
The results of the correlation analyses 
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taBle  10: CorrelatIon analYses BetWeen IJVs leadersHIP QualItIes and Cultural norms

 

 

Batswana expatriates (other)

leadership Qualities leadership Qualities 

Success .447** .360
Openness and Flexibility .421** .615**
Internal Communication .558** .675**
Competence and 
Professionalism .464** .656**

Inter-functional cooperation .378** .366*
Responsibility of employees .376** .442*
Appreciation of employees .445** .387*
Risk Taking .557** .455*

**. Correlation is significant at the 0.01 level (2-tailed). 
*. Correlation is significant at the 0.05 level (2-tailed).

taBle 11: CorrelatIon analYses BetWeen IJVs leaders leadersHIP QualItIes and 
dImensIons of Culture 

 
Batswana expatriates (other)

leadership Qualities leadership Qualities 
Uncertainty Avoidance .378** .228

.000 .226
Power Distance -.100 .020

.317 .914
Collectivism: Institutional .229* .158

.020 .406
Assertiveness .398** .423*

.000 .020
Future Orientation .048 -.103

.632 .589
Collectivism: In Group .425** .503**

.000 .005
Gender Egalitarianism -.367** -.112

.000 .556
Performance Orientation .523** .517**

.000 .003
Humane Orientation .426** .319

.000 .086
Individualism .184 .137

.062 .470

**. Correlation is significant at the 0.01 level (2-tailed). 
*. Correlation is significant at the 0.05 level (2-tailed).
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between IJVs leaders’ leadership qualities and 
cultural artefacts are reported in Table 12.

H 4: There is a significant positive relationship 
between leadership qualities and cultural artefacts 

Based on the above results a significant 
positive relationship exists between 
leadership qualities and cultural artefacts 
thereby partially supporting Hypothesis 4. 

tHeoretICal ContrIButIons
Leadership qualities and cultural norms in IJVs
The cultural norms required to instil optimal 
leadership qualities for IJVs success(or vice- 
versa) are: openness and flexibility, competence 
and professionalism, internal communication, 
risk taking, responsibility of employees, 
appreciation of employees and inter-functional 
cooperation as they are significantly positively 
related to both Batswana and expatriate IJVs’ 
leaders’ leadership qualities. The most important 
value held by Botswana citizens (Batswana) is 
that of “Botho’ (i.e. the highest respect, honour, 
esteem that one holds for another human life 
(Countries and their Culture, 2016).  Botswana 
society expects and requires its members to 
have “Botho”, which is manifested through 
good manners, humility, compassion, kindness, 
respect, gentility and observance of traditional 
norms and behavioural code (Countries and 
their Culture, 2016). Other Batswana values 
include democracy, development, self- reliance 

and unity (Countries and their Culture, 2016). 

Leadership qualities and cultural dimensions in 
IJVs
The cultural dimensions required to instil 
optimum leadership qualities for IJVs success 
are: assertiveness, collectivism in-group and 
performance orientation are significantly 
positively related to both Batswana and 
expatriate IJVs’ leaders’ leadership qualities.

Leadership qualities and cultural artefacts in 
IJVs
The cultural artefacts required to promote 
optimum leadership qualities for IJVs only 
shows flexibility as significantly positively 
related to both Batswana and expatriate IJVs’ 
leaders’ leadership qualities, thus meaning that 
leaders should be flexible with symbols and 
objects when dealing with multiple cultures.

managerIal ImPlICatIons
Leadership qualities have the potential to enhance 
IJVs success rate and success. Developing from 
Gonzalez (2001) who proposed an IJV process 
which includes planning, implementation 
and evaluation, this study further discusses 
leadership qualities as indicated by the leaders in 
the IJV as to what makes them more successful. 
It was found to be important for IJVs leaders 
in the Botswana IJV manufacturing context 
to enhance success through applying six (6) 
stages of the IJV life cycle. All of these stages 

taBle 12: CorrelatIon analYses BetWeen IJVs leaders’ leadersHIP QualItIes and 
Cultural artefaCts.

 
Batswana expatriates

leadership Qualities leadership Qualities 
Stories .176 .193

.075 .307
Physical Arrangement .587** .169

.000 .372
Rituals .586** .353

.000 .056
Flexibility .506** .379*

.000 .039
Responsibility .577** .241

.000 .199

**. Correlation is significant at the 0.01 level (2-tailed)
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will have to be addressed by the leaders: 1. Pre-
planning, 2. Partner assessment and selection, 
3.Structuring the IJV, 4. Managing the IJV, 5. 
Re-evaluating the IJV and 6. IJV Termination 
stage which is closely linked with IJVs formation 
as they may be terminated due to the decline, 
achievement, or disappearance of the initial 
purposes of formation (intended termination)
(Makino, Chan, Isobe & Beamish, 2007).

Stage1: Pre-planning
Leaders who are pivotal in the advice network 
are socially powerful and are seen as leaders by 
setting ideal platforms with which will act as 
springboards enhancing IJV introduction and 
sustenance. Leadership qualities required at this 
stage include an honest partner self-assessment 
that articulates the organisational strengths 
and weaknesses, as well as the organisational 
culture.  Following are the institutional 
strategies that can be applied by Botswana 
IJVs to support institutions and the investors:

1. Provision of a corruption free business 
environment

Corruption could extend distrust to private 
certification systems, which reduces credibility 
and signalling value of certifications. Botswana 
policies should instil institutional convergence 
whereby pro-market institutional logics become 
the guiding principles for changes in the formal 
and informal institutions. In establishing IJV 
introductory approaches, leaders should be 
visionaries, with excellent communication, who 
should command high degree of trustworthy, 
integrity, and have human behaviours that 
followers want to follow The essence of leadership 
in IJVs is to influence and facilitate both 
individual and team efforts to accomplish the 
desired organisational shared goals and objectives 
in a corruption free environment (Yukl, 2012). 

2. Training and development for incoming 
investors and leadership.

During early stages of the IJV life cycle activities, 
there is a need to provide a forum for multi-cultural 
team building, creation of a new corporate culture 
and a dialogue platform for leaders to initiate 
and maintain acceptable leadership qualities 
(Elashmawi, 1998). Training should be targeted 

to foreign partners and expatriate leaders on: 
leadership qualities, domestic country cultural 
norms, values and beliefs. There is need for IJVs’ 
leadership to equip employees with required cross 
cultural related skills and leadership qualities for 
the management for example language training.

3. Appointment of a committed leadership team
A performance orientation cultural dimension is 
significantly positively related to both Batswana 
and expatriate IJVs’ leaders’ leadership qualities. 
This entails that Botswana IJVs leader’s value 
performance of their teams. Committed 
leadership teams ensure delivery and attainment 
of stakeholders’ objectives, through prioritizing 
the IJVs values. Since most IJVs top managers 
are expatriates, it shows that expatriates have the 
ideal leadership qualities that make them to be 
committed team towards synergistic IJVs outcomes. 

Stage 2: Partner assessment and selection
At this stage investors have a mandate to 
assess potential partners that guarantee a 
healthy relationship. When seeking to create a 
collaboration relationship, a partner selection 
checklist in an effort to check suitability of a foreign 
partner with a different cultural background 
could include the cultural values and norms 
constructs that the IJV would wish to practice 
or achieve: success, openness, competence and 
professionalism, inter-functional cooperation, 
responsibility of employees, risk taking, internal 
communication and appreciation of employees. 
Once a partner is selected, the key is to determine 
if both organizations are strategically aligned and 
culturally compatible. A joint session where both 
(or) multiple) organizations articulate their vision 
and milestones will determine if the organizations 
are strategically aligned. This also becomes the 
ideal opportunity to identify any strategic gaps 
and previously unanticipated opportunities.

Stage 3: Structuring an IJV
IJVs’ partners can only enter into this stage 
after getting through the first two stages. 
Negotiation is also an aspect that requires 
significant attention. Structuring an IJV 
requires rational discussions meant to 
develop an optimum structure for sustenance. 

1. Shared-leadership
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Cross culture leadership norms and values 
that yield acceptable leadership qualities 
in IJVs include openness and flexibility, 
competence and professionalism, internal 
communication, risk taking, responsibility 
of employees, appreciation of employees 
and inter-functional cooperation as they are 
significantly positively related to both Batswana 
and expatriate IJVs’ leaders’ leadership qualities.  

2. Effective communication structures
Communication which leads to inter-functional 
cooperation is significantly positively related 
to both Batswana and expatriate IJVs’ leaders’ 
leadership qualities thereby providing 
potential for organisational sustenance.

Stage 4: Managing the IJV
In a well structured IJV, an implementation plan 
should be developed before the deal is signed. 
Leaders are expected to develop a full launch 
strategy that needs to have been jointly developed 
before the deal is announced.  To effectively 
manage the IJVs leaders could adopt flex-humility.

Flex-humility refers to the tendency for 
IJVs’ leaders to promote humility, flexibility 
and adaptability to changing circumstances 
(Hofstede, 2011).   While domestic IJVs’ leaders 
uphold all the tested cultural artefacts, expatriate 
leaders need to be flexible to be able to adjust 
to domestic preferred cultural artefacts. IJVs’ 
leaders must understand and navigate within the 
national culture and regional sub-cultures to be 
acceptable and coexist in a foreign environment. 

Stage 5: Evaluating the IJV
Evaluation whether the IJV is performing the 
set milestones may include assessing the level of 
trust, and the ability and willingness for cross-
organisational corporation and collaboration. 
Leaders should possess the anticipated qualities 
that enable them to do the IJV evaluation through 
strategic planning and performance evaluation. 
IJVs’ objectives and rationale should be reviewed 
or evaluated after implementation. An evaluation 
on IJVs’ physical arrangement, rituals, flexibility 
and responsibility attainments as well as the 
leadership qualities evident within the leaders 
should be aimed at enhancing success. When 
evaluating shared leadership responsibilities, areas 

assigned to specific individuals or departments 
should be reviewed and any corrective actions are 
adopted. Performance objectives should be set as 
measures of evaluating internal communication, 
success, competence and professionalism, inter-
functional cooperation and risk taking on the 
leadership competence. IJVs should develop 
an evaluation framework that measures the 
extent to which milestones have been attained. 

Stage 6: IJV termination
Winding up the IJV could take place when its 
objectives have been met or cannot be met, or when 
a partner adjusts priorities or reallocates resources 
elsewhere. In an effort to avoid or minimise 
premature termination of IJVs, there is need to 
gradually reduce cultural distance overtime. 
IJV leadership should learn to manage cultural 
differences by adopting cross culture leadership 
qualities-cultural values, norms, dimensions and 
artefacts fit. Cultural distance can provide more 
learning opportunities, elevating the positive 
association between integration, capabilities 
and IJVs performance (Reus & Lamont, 2009). 

lImItatIons of tHe studY 
During the research process several limitations 
were encountered as access to some IJV leaders 
were difficult and much time had to be spent in 
convincing them of anonymity and not being 
from a governance structure to check up on 
them. Some Chinese expatriates refused to 
consent in participating limiting their views. 

furtHer studIes ProPosed
Our study was based on an aggregate analysis of 
leadership qualities in cross-cultural settings such 
as IJVs, studies focusing on specific leadership 
qualities and/or competencies, such as: self-
confidence, emotional intelligence, positive 
attitude, motivating people, being a good role 
model, managing performance and providing 
support will add value to the body of knowledge 
in the IJVs’ and cross-cultural leadership. 

ConClusIon
In conclusion, leadership qualities for IJVs 
success in a developing country drawn from this 
study, within Botswana manufacturing industry, 
are greatly influenced by the leaders’ cultural 
backgrounds and IJV success within a cross-cultural 
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leadership context need attention throughout the 
IJV life-cycle. A six stage IJV life cycle with the 
corresponding leadership qualities and strategies 
for IJVs leadership success was contributed.
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aBstraCt
The rate of unemployment in South Africa is 
startling high.  Little research is available in the 
South African context on how this phenomenon 
is experienced by middle-aged professionals that 
become unemployed.  It is difficult for them to re-
enter the job market at the same level of seniority 
they held before being unemployed. Many 
middle-aged professionals need to either accept 
a position on a junior level or create a business 
opportunity for themselves. In this study 6 
middle-aged professionals who had been affected 
by unemployment during their careers were 
interviewed in order to understand their experience.

People who become unemployed often 
experience identity-related problems.  For most, 
identity is the most difficult part of dealing with 
unemployment resulting in feelings of depression, 
anxiety, and anger.  When a person becomes 
unemployed it can impact his/her mental 
health regardless of his/her financial situation.

The aim of the study is to explore the extent to 
which middle-aged professionals associate their 
personal identities with their profession and 
the impact unemployment has on their self-
concept and sense of self-worth.  A qualitative 
methodology was followed, and from the extensive 
interview data, using qualitative thematic content 
analysis, themes relating to unemployment 
emerged.  Results support, to a large degree 
the existing literature and studies on the 
unemployed. This study offers additional insight 
into personal identity from the unemployed 
experience during their middle-age period.

Key findings of the study revealed that work 
is a means of giving expression of identity.  

Psychological aspects associated with 
unemployment are declining self-esteem and 
self-belief. The results of the study indicated 
that those who have a good understanding of 
their own identity are confident with who they 
are and are satisfied with their roles.  A well-
established identity enables a person to make 
independent choices without being influenced by 
the negative views of others, and also to be able 
to differentiate their identities from their jobs. 
During the middle-age period, unemployment 
provides an opportunity to reflect on purpose 
and legacy; resulting in a new strategy for 
their lives to live a meaningful life and to keep 
their dreams alive. Most of these findings are 
supported by previous studies.  From the results 
recommendations were made to assist middle-
aged professionals during unemployment.  

Keywords: unemployment, positive identity, 
middle-aged 

IntroduCtIon
This study explores the impact of unemployment 
on the personal identities of middle-aged 
professionals. The main purpose of the 
study is thus to answer the question: ‘How 
does a middle-aged professional preserve a 
positive identity after becoming unemployed?’

Personal identity is the self-concept a person 
develops about him/herself (Serva, 2014).  This 
self-concept is not static and changes over the 
course of a person’s life.  This may include a 
person’s belief system that affects the choices a 
person makes over the course of his/her life.  It 
may also include aspects that he/she does not 
have control over such as where he/she grew up or 
the colour of his/her skin. A person may display 
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a portion of his/her identity externally through 
what he/she wears and how he/she interacts with 
other people.  A person may also decide to keep 
some elements of his/her personal identity private 
and hidden from other people (Serva, 2014). 

lIterature reVIeW
Due to the economic decline job loss and 
subsequent unemployment is a challenge 
faced by many people today.  This research 
in specific was carried out on middle-aged 
professionals that became unemployed.  These 
professionals find it difficult to return to the 
workplace in their former capacity, often 
staying unemployed for a considerable length 
of time.  An overview is given next of existing 
literature on the impact of unemployment on a 
middle-aged professionals’ personal identity.

Since 2009, various organisations in the public and 
private sector have been forced to reduce positions 
due to the economic decline. Many successful 
professionals who previously had a career and 
actively participated in the economy are affected 
as a result of a shrinking job market (Bolles, 2015).

Current statistics support the belief that most 
middle-aged people will live another 30 years, 
as the average life expectancy has increased 
(Price, 2000). Thus the traditional understanding 
of retirement will no longer be relevant to 
many (Buford, 1997). Due to the increasing life 
expectancy, older adults of normal retirement 
age may spend more of their adulthood in 
retirement (Price, 2000). Life expectancy in 
South Africa has increased from 55.84 in 2000 
to 57.44 in 2015 (United Nations, 2015). People 
are living longer and the demand for their 
skills in the traditional job market is declining. 

Very few studies could be found that endeavour 
to understand the experiences of the retrenched 
middle-aged employee.  Gevers, Du Toit, and 
Harilall (1992) have done research on the impact 
the occupational environment has on a person’s 
identity and personal adjustment. Little research, 
however, has been carried out on the maintenance 
of persons’ identity when they find themselves 
unemployed during the middle-age period. 

The impact of unemployment includes depression, 

financial turmoil, marriage- and family difficulties, 
increased sensitivity, anxiety and low self-esteem 
(Gallo, Bradley, Dubin,  Jones, Falba, Teng, Kasl, 
& Gerontol, 2006). During unemployment, shame 
is often at an all-time high, while encouragement 
from others is at an all-time low (Pritikin, 
2013). This change or transition when people 
are retrenched can be challenging and stressful. 
Retrenchment not only impacts the individual 
but also the dependents (Mouton, 2014). There 
is evidence that losing a job is more unsettling 
and painful during the middle-age period than 
for younger employees (McFall & Garrington, 
2011). Middle-aged people are psychologically 
worst hit by unemployment (Andersen, 2009).

The psychological aspects often associated with 
unemployment are diminishing self-esteem 
and reduction in the belief of one’s self-efficacy 
(Ribton-Turner & de Bruin, 2006). Retrenched 
persons are also sometimes unable to succeed in 
obtaining employment again which is compatible 
with their abilities, experience and previous 
income levels (Collins, 2011). In the new world of 
work employees are forced to consider new career 
options as a result of the economic recession, for 
example, long-term employees have to become 
entrepreneurs or contractors almost overnight.  
Employees need to keep an open mind as to 
what will best suit them should they need to 
make a career change (Gatherer & Craig, 2010). 

The longer a person is unemployed, the less 
likely he/she is to find a job (Bolles, 2015). The 
effects of the recent recession on older workers 
were unprecedented (Hall, 2014; Farber, 2011). 
For example, in the United States of America the 
average duration of unemployment tripled for 
individuals over the age of 55, rising faster than 
the average unemployment durations of younger 
adults (United States Government Accountability 
Office, 2012). Unemployment for individuals at any 
age is associated with problems such as financial 
hardship and decreased subjective well-being 
(McKee-Ryan, Song, Wanberg, & Kinicki, 2005).

The workplace has changed dramatically over the 
last decade (Bolles, 2015); consequently the job-
seeking process has also changed.  The skills sets 
employers require from prospecting employees 
have changed (Bolles, 2015). During economic 
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growth, employers typically would follow 
standard recruitment protocol such as to advertise 
vacancies on the company website or on job sites 
internally and externally for solicitation. During 
an economic recession there is an oversupply 
of suitable candidates and employers recruit 
accordingly. Professionals require advanced job-
searching skills during economic recessions. 
Being knowledgeable on job searching methods 
is advantageous for reemployment. Many 
middle-aged professionals have not updated their 
job-searching skills in using technology such 
as social media (Bolles, 2015).  Older workers 
typically may have less knowledge of modern job-
searching methods and of explicit and/or implicit 
employer preferences for hiring younger workers 
(Ahmed, Andersson, & Hammarstedt, 2012).

A new profession has emerged which serves the 
needs of the unemployed (Bolles, 2015). Concerns 
arise that some career counsellors may inspire 
false hopes, which are likely to be ruined when 
their clients do not find employment. Candidates 
can make simple changes to their presentation. 
Related experience, improved ability and 
accomplishments are contributing factors to 
acquire a suitable position. However, clever social 
marketing cannot change the fact that socio-
economic conditions make it more challenging 
for older people to obtain employment. Middle-
aged professionals may find it difficult to remain 
resilient after being unsuccessful for numerous 
positions for the duration of the job-seeking 
process. Several middle-aged professionals 
adjust their career expectations due to unrealistic 
expectations to return to the workforce in 
their former capacities (Hopkins, 2012).

Unemployment is one of the top ten traumatic 
life experiences (Spera, Buhrfeind, & Pennebaker, 
1994) and mentally distressing outcomes are 
reported (Mouton, 2014).  One writer who 
personally experienced this trauma said that 
when he lost his company, he lost a huge part 
of his identity and the vision he had invested 
in to develop the partnership over so many 
years. He also lost friends (Mouton, 2014).

Unemployment causes psychological distress in 
the unemployed, resulting in an intensified sense 
of lost identity during the middle-age period 

(Bolles, 2015). The unemployed appear less 
organised and less purposeful in their use of time. 

From the literature study, the following research 
questions arise:

•	 Does becoming unemployed alter a person’s 
identity?

•	 Does unemployment alter a person’s self-
concept?

•	 Does unemployment alter a person’s perceived 
sense of self-worth?

researCH oBJeCtIVes
The following research objectives emerged 
from the description of the research 
questions as given above. The study aims at 
investigating the personal identity, of a group 
unemployed middle-aged professionals. 

The specific objectives are to:

•	 Understand whether becoming 
unemployment alters person’s personal 
identity.

•	 Understand whether unemployment alters a 
person’s self-concept.

•	 Understand whether unemployment alters a 
person’s perceived sense of self-worth.

researCH metHodologY
Qualitative Research  is appropriate for 
exploratory research (Maree, 2014). It is used to 
gain an understanding of underlying reasons, 
opinions, and motivations. It provides insights 
into the problem statement which is to understand 
how a middle-aged professional preserve a 
positive identity after becoming unemployed.  To 
address the research questions semi-structured, 
face-to-face interviews were conducted with 
selected middle-aged professionals who have 
undergone the experience of unemployment. The 
qualitative research method enables middle-aged 
professionals who have lost their jobs, to describe 
their personal experiences in their own words, 
thereby allowing their experiences to come to 
the fore (Price, 2003). In this vein it can be stated 
that the research concerns the professional’s 
experiences and the discovery of the way in 
which each individual describes the process 
of restoring or maintaining a positive identity 
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(Daly, 2007; van Manen, 1990). These mentioned 
experiences were recorded and transcribed.

Participants invited to take part in the study were 
South African men or women geographically 
located in Mpumalanga who have experienced 
unemployment. Persons who had voluntarily 
or involuntarily been retrenched from a full-
time professional career were included. The 
participants had to be between 40 and 60 
years of age. Participants were considered 
‘professional’ if they had completed at least a 
Bachelor’s degree/Advanced Diploma (NQF level 
7) or a Diploma/Advanced Certificate (NQF 
level 6) and/or regard themselves as having 
worked in a professional career by agreeing 
that their careers fitted the following definition:

A disciplined group of individuals who 
adhere to high ethical standards and hold 
themselves to, and are accepted by, the public 
as possessing special knowledge and skills in a 
widely recognised, organised body of learning 
derived from education and training at a high 
level, and who are prepared to exercise this 
knowledge and these skills in the interest of 
others (Professions Australia, 1997, para 1.).

The participants were invited to apply voluntarily 
to take part in the study. To avoid bias the invitation 
was distributed by an independent person. 

The sample included six middle-aged professionals 
who were affected by unemployment during their 
careers. This qualitative research study was based 
on non-probability and purposive sampling, 
meaning that the participants were selected 
because they did meet defining characteristic 
that made them suitable for the study.  The 
participants that finally consented to participation 
in the interviews were geographically located 
in Mpumalanga. The researcher did reach data 
saturation during the analysis of the data while 
interviewing male participants in Mpumalanga.  
Five of the men interviewed were white and one was 
black. Most of the participants were unemployed 
for six months or longer.  One individual had 
been without work for more than thirty months.  
Five participants previously worked at Senior 
Management/Middle Management levels.

For this research purpose, the open coding 
method was used.  In qualitative research, coding 
involves creating themes or concepts which can 
be used to analyse the data, the research arranges 
the raw material into conceptual categories 
(Neuman, 2003).  This entails assigning labels 
to pieces of data, so that all text under that label 
can be retrieved and brought together (Neuman, 
2003; Blumber et al., 2008).  Qualitative coding is 
guided by the research question and may lead to 
new questions. Common themes were clustered 
together and the researcher analysed the data until 
repetitive themes were found.  The researcher 
did, at times, change or create new themes while 
sifting through the data.  After the themes and 
categories were identified, the data was examined 
for different types of meaning, if present.  The 
coding process also involved continuous 
comparing and contrasting of newly acquired 
or emerging data. Thereafter, the researcher 
transformed the language used by the participants 
into the scientific language appropriate for 
this study.  The participants’ exact words were 
used for confirmation of the statements made.

results 
The results will be discussed by focusing on the 
themes that emerged from the interviews.  From 
the data analysis on the impact of unemployment 
on the identity of middle-aged professionals, 
four themes emerged: Personal identity, severe 
emotional reaction, supporting factors and 
satisfaction with life. These four themes represent 
the experiences of the participants due to 
unemployment.  These themes are discussed next.  

Theme 1: Personal Identity
All the participants referred to personal identity 
as a concept that evolved during the courses of 
their lives. This included aspects of their lives over 
which they have had no control, such as being 
retrenched or being unemployed, as well as choices 
they made in life, such as choosing a profession.  
How their personal identity affected the choice 
of their professions, how unemployment effects 
identity, and the impact of personal identity when 
regaining employment, form part of this theme.  

The participants acknowledge that work forms 
an integral part of their identity and play a 
significant role in their lives. They acknowledged 
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that they devote a significant amount of time 
to their work and find work fulfilling, giving 
meaning to their lives. They stated: My business 
is a central part to who I am and what I am 
because I put so much effort into it… (Participant 
1); Work – I just love it. I do what I love and it is 
not difficult for me to do because there is just so 
much enjoyment (Participant 2).  Bergh (2000) 
points out that people are satisfied when they 
can express their talents. Work is a means of 
giving expression to a person’s own identity. 
Carlsen (2008) remarks that work is a universal 
life domain and a prominent source to define a 
person and provide meaning for most individuals. 

The participants (50%) stated that a good 
relationship exists between their personal identities 
and their chosen professions, demonstrating a 
deeper understanding of themselves, knowledge 
of what they are good at and matching their 
personalities to an environment that fits them. 
Most participants had a good understanding of 
their identities from a relatively early age and 
knew what they wanted to do. They stated: So 
where we are now I am very comfortable with 
and I feel I have slotted myself into the right role 
(Participant 1); It was true to who I was.  There 
were indications from early on that a career … 
would be a good fit for me (Participant 2).  Bergh 
(2000) states that the more self-awareness and 
self-insight people demonstrate the better they 
can align their jobs with their personal goals, 
purpose and personal aspirations.  Those who 
have a good understanding of their own identities 
are confident with who they are and are satisfied 
with the roles they play in life.  It enables a person 
to make independent choices without being 
negatively influenced by the negative influence 
of other people’s stereotypes and perceptions.

One participant reported poor identity fit with his 
work and stated that he did not enjoy his work. 
He said that he put his own personal dreams aside 
when he decided to follow a career that was not 
aligned with his personal identity. He said for 
him, marrying the right life partner outweighed 
his career choice. This created internal conflict 
and in his own words he ‘consciously took a 
decision to suppress (his) own dreams’ in order 
to provide stability and financial security for his 
family: ‘During the time I was made the offer …, 

I was also considering to get married.  I wanted 
to set up a family and I needed some stability.  
Thinking back I should have said no to the offer at 
that stage and become an artist and carried on and 
see what happened. But I said yes …. (Participant 
4); That decision was a big split in my life where I 
consciously took the decision to suppress or to put 
my art and dreams aside (Participant 4); But many 
times I tell my wife I would like to make a 90 degrees 
shift (Participant 4).  Bergh (2000) maintains 
that people lose a sense of self when they change 
who they really are, in order to be accepted or 
to belong. People develop a false identity which 
creates internal stress, resulting in losing a sense 
of direction, purpose and motivation over time. 
Bergh (2000) poses the questions: Who are we 
listening to? The media, significant others … or 
are we listening to our own inner voice?  After 
participant 4 was retrenched the first time he 
experienced relief for no longer working at that 
organisation. That is why when I left it was a big 
burden off me. I was not part of that any more – 
because it was starting to swallow me (Participant 
4). During the interview this participant shared 
that if it had not been for his creative outlet he 
would in his own words ‘lose [his] mind’: I need 
a creative outlet. And also through the church 
choir.   That is what keeps me sane; otherwise I 
would lose my mind (Participant 4).  The research 
of Wagner and Harter (2006) found that socially 
meaningful work enhances self-esteem and 
overall mental health, whilst labouring in an 
unchallenging, undesirable job, reduces self-
esteem and correlates with many physical and 
mental disorders.  Meaningful work is an ego-
strengthening experience, while meaningless 
work can be soul-deadening. A person who is 
voluntarily unemployed and has the resources 
to maintain a good quality life can despite being 
unemployed still have a good quality life (Bergh, 
2000).  Whereas an unfulfilling job or enforced 
unemployment or involuntary unemployment 
may be harmful.  The theoretical framework 
of Furnham (1999) states that, based on 
personality predispositions, some jobs are more 
suitable for a particular individuals than others. 
Roberts & Dutton (2009) refer to the work of 
Holland; it measure accurately the degree of 
fit (which is desirable) or misfit (undesirable).  

The effect of unemployment on personal identity 
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is discussed next.  Most participants (80%) 
reported that their self-esteem and self-worth 
were negatively affected when they became 
unemployed. They stated:  …Incompetent, 
inadequate, not worthy, very negative emotions 
(Participant 3); Self-esteem basically, and self-
belief all of those that is affected (Participant 3); It 
is almost if you are unemployed you feel worthless 
(Participant 6).  Haywood and Ghaill (2003) 
concurred that stress ‘goes up’ and self-esteem 
‘comes down’ when a person is unemployed. Both 
expected and unexpected job loss resulting in 
unemployment was emotionally traumatising for 
people. In agreement with the findings of Ribton-
Turner and de Bruin (2006) the study found 
that the psychological aspects of unemployment 
referred to most frequently by participants were 
declining self-esteem and decline in the belief 
of their self-efficacy. It was reported by some 
participants that the feeling of worthlessness 
related to their value as a husband or father being 
the provider for his family.  They experienced 
losing that ability as devastating, especially those 
who has traditionally seen their roles as being the 
provider or ‘breadwinner’. In their own words:  I 
think it is instilled in us (him/her) that the men 
are supposed to be the providers, and to lose that 
ability, it was bad. It was very bad (Participant 3); 
And then also I would be at home there and she 
will be out working.  It was wrong you know, that 
type of thing (Participant 6). Haywood and Ghaill 
(2003) found that in some cultures the man’s self-
worth is highly tied to his job. When working, 
a man sees himself as being self-sufficient and 
capable of at least taking care of himself, being 
accepted as a contributing member of society, 
contributing to the well-being of his family.  
Bergh (2000) says the advantage of work to the 
employee is that it provides a sense of self-worth 
through occupational prestige and fulfilment 
of a culturally valued ‘breadwinner’ role.  The 
research done by Haywood and Ghaill (2003) on 
masculinity supports that being employed gives 
social status. Being unemployed are frowned upon. 

There are a number of feelings or stages one 
progresses through when experiencing a 
loss of employment. The study did find that 
unemployment contributed to divorce, staining 
relationships, and depression that occasionally 
lead to suicidal thoughts. Lakes, (2014) say 

when a man is out of work, the most distressing 
element for many is seeing the negative impact 
on his wife. It is stressful for some spouses too, 
especially when they then have to carry the full 
financial burden of providing for the family. She 
sometimes has to increase her work hours, worry 
about money, wonder about her husband’s health, 
and interact with a husband who is not a lot of fun 
to be around; which in turn could result in strain 
on the marriage. All the above aspects negatively 
impact the sense of a man’s masculinity (Lakes, 
2014). Whether one holds to traditional or modern 
definitions of marriage or relationships, being 
unemployed requires a re-structuring of a person’s 
reality to cope with changed circumstances. The 
more flexible a person is the faster he/she will 
be able to adapt. If the man holds an inflexible 
definition of masculinity it can be particularly 
strenuous for him. Lakes (2014) say that de-
coupling identity from the job would be a first step 
in managing unemployment. The second would 
be separating unemployment from masculinity. 
One way to do this is to reframe the situation 
and see the potential upsides of unemployment.  

The results showed that participant 2’s identity 
was temporarily affected due to his imminent 
retrenchment, exiting from his insolvent business.  
From what he explained, the biggest change was 
in his thoughts, personal feelings and emotions. 
Although he did feel anxious and insecure it 
was mostly for him a subjective experience. 
He said: The process … left me floating and for 
a while anxious and insecure. My daily routine 
was disrupted, the relationships and processes all 
changed overnight. There was a vacuum, a slight 
insecurity on how I was going to use my time, my 
energy and my resources effectively. I discovered that 
in actual fact very little internally had changed...
very little externally had changed. One aspect, 
one important aspect, had changed and this for a 
moment had impacted on my subjective experience. 
This emotional energy and experience, I found, 
was a poor predictor of the reality....both internal 
and external (Participant 2). The study revealed 
that unemployment had a temporary effect on 
the person’s identity.  The person revealed that 
his emotions fluctuated and that the experience 
left him shaken, but for him it was a subjective 
experience, for people will continue normally 
with their lives when the experience is over. 
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Participant 4 reported that the unemployment 
experience had a semi-permanent effect on 
his identity, resulting in him being diagnosed 
with General Anxiety Disorder (GAD). The 
participant stated: At that stage I became physical 
ill.  At first I thought it was my heart but then I 
realized it was panic attacks.  … The fear creeps 
up and it becomes a physical thing, not just a 
mental thing… General anxiety disorder (GAD).  
And you know I have lived with it. I can feel when 
I do have a lot of issue building up. About a year 
or two ago I had another attack coming down the 
hill and I stopped (Participant 4). This debilitating 
disorder GAD is now a lasting feature of his life. 

Theme 2: Severe emotional reaction 
The results indicated that the impact of 
unemployment reverberates across all the levels 
of human functioning.  All the participants 
experienced severe emotional reaction to a larger 
or lesser extent.  One participant described 
how his emotions fluctuated:  My situation was 
very complex causing the emotions to fluctuate. 
Change is not a ‘straight-line’ process (Participant 
2). Another participant explained that the fear 
of the unknown created both apprehension 
(anxiety) and anticipation (hope): There was a lot 
of anticipation or the better word is apprehension 
as well… (Participant1). Some experienced 
uncertainty and confusion, as illustrated by the 
following quote of a participant:  Not knowing 
what is going on (confusion), not knowing what 
to do (Participant 4). Some experienced anger: 
Results reported varying degrees of anger. You get 
angry with why is it you, it’s a natural reaction 
(Participant 1). Depressive feelings were also 
reported: Experienced suicidal thoughts. Used 
anti-depressants during that period  (Participant 3). 
Some experienced sadness and grief. In their own 
words: The first things that jump out are sadness 
and grief.  … it was sad to see it go (Participant 1); I 
find myself longing back to .. moments of meaning, 
the camaraderie (Participant 2).  Some reported 
regret and guilt: You know regret. For putting 
my son and my wife through that. That I did not 
make a different decision (Participant 4).  Some 
experienced relief: One participant reported 
relief: That is why when I left it was a big burden off 
me. I was not part of that any more (Participant 4).  
Others reported withdrawal: I never discussed my 
emotions with anybody else.  I had the opportunity 

to resolve the pain / difficulty of the retrenchments.  
Almost a question of life goes on ….. Did go 
through a time of heavy drinking and partying was 
my means to cope – promiscuous behaviour during 
this time to try and deal with things (Participant 
3). The theory of Wollheim (1990) supports the 
idea that the ego activates a defence mechanism 
to protect the person from anxiety.  ‘Some ego 
defence mechanisms are adaptive and become 
coping strategies… humour, anticipation, 
affiliation, altruism, self-observation, suppression, 
sublimation‘ and ‘some are maladaptive and self-
defeating.’ They also include action-level defence: 
acting out, regression, apathy, withdrawal, 
rejecting assistance, complaining and passive 
aggression (Wollheim, 1990).  Results reflected 
that some participants accepted their situation 
after unemployment: This thing is running the 
right way, what’s to stop us (him/her) from trying 
something else (Participant 1). The study did find 
that all participants did go through a grieving 
process to deal with unemployment. Thus 
concurring with the ‘five stages of dealing with 
loss model’ that was introduced by psychiatrist 
Elisabeth Kübler-Ross in 1969. The stages 
are:  Initial shock, Denial, Anger, Bargaining, 
Depression, and finally moving on to Acceptance. 
Dealing with loss or letting go is unique to 
each person (Kübler-Ross & Byock, 2011).  

The results indicated that positive emotions 
helped participants to deal with the traumatic 
experience of unemployment, empowering 
them to regain employment.  The most prevalent 
positive emotions participants displayed 
were optimism and a positive attitude. Some 
participants took a conscious decision to manage 
themselves, making a decision not to harbour 
negative emotions because it is destructive and 
damaging and does not contribute to a positive 
outcome. This resulted in participants regaining 
employment and proceeding with personal life 
goals in a shorter timeframe.  The effects of positive 
emotions are subsequently discussed in more 
detail. optimism: One participant explained that 
even during the difficult time of unemployment 
he had a dominant emotion of Optimism.  …
my dominant emotion …. It’s Optimism. .., this 
has influenced the direction I have taken with all 
my decisions when I have engaged with all the big 
stakeholders (Participant 2).  Positive attitude: I 
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kept a positive attitude … this is the only way I am 
going to survive this thing (Participant 1); Careful 
with self: I occasionally did experience moments 
of anger. But you know the things is this... I needed 
to be quite careful with myself.  You don’t want to 
be too hard on yourself. You also don’t want to be 
too soft on yourself (Participant 2). not allowing 
self to harbour negative emotions: The reality is 
that I could not afford to give myself the indulgence 
of being angry or harbouring negative emotions. 
It would lead nowhere. It would be destructive & 
damaging (Participant 2). not allowing self-pity: 
So I never, never ever allowed myself to wallow 
in self-pity. I made a decision to be empowered...
and that was that (Participant 2). Fredrickson 
(2013) has done ground-breaking research on 
positivity.  Negative emotions release a surge of 
cortisol from the adrenalin glands. The urge to 
flee that comes from the fear does not simply 
come from your mind.  It infuses the body and 
entire being.  Bergh (2000) states that the anxiety 
associated with unemployment results in poor 
cognitive functioning leading to dizziness, 
lack of concentration and absent mindedness.  
Performance drop due to scattered fuzzy thinking, 
increase in mistakes, inaccuracy, problems in 
deciding and racing thoughts.  This can have a 
negative effect and hamper efforts in regaining 
employment because of declining performance 
levels physically and emotionally.  Baumgardner 
and Crothers (2010) refer to the effects of positive 
emotions.  Independent of their detoxifying 
effects they are good for the human body.  
Opposite to negativity, positivity (Fredrickson, 
2013) has a subtle effect on a person’s mind-set 
and outlook, heart rhythms and body chemistry, 
muscle tension and facial expressions, and your 
resources and relationships, resulting in improved 
performance levels physically and conceptually, 
as the research in this study supports a more 
positive outcome in terms of problem solving, 
establishing positive relationships and regaining 
employment.  Courage: The attribute of courage 
helped participants to overcome the trauma of 
unemployment and recover.  One must remain a 
fighter and come up. Not be scared of the unforeseen 
and what may happen (Participant 3).  The 
effect of certain personality dispositions which 
relate to personal control, such as optimism or 
positivity or self-efficacy contribute to how stress 

is appraised and what coping mechanisms people 
will use.  Strong personality dispositions, such as 
optimism and self-efficacy, have been found to 
influence the body’s immune system (Scheier & 
Carver, 1985).  The strength of courage entails the 
exercise of will to accomplish goals in the face of 
opposition. The following four strengths in the 
classification handbook satisfy the criteria for 
character strength: Bravery, persistence, integrity 
and vitality (Peterson & Seligman, 2004). 
Participants who demonstrated a positive attitude 
and optimism and who managed their personal 
emotions reported better levels of adjustment 
following unemployment – a strong sense of self-
efficacy and not allowing self-pity, not harbouring 
negative emotions because it is destructive.   

Theme 3: Supporting factors
The results supported that all the 
participants to a lessor or larger extent 
received support from their faith/religious 
activities, including family and friends.   

support from faith/religious activities. All 
six individuals indicated that their faith and 
spirituality were pivotal, helping them cope on 
a day to day basis and in retaining hope. All 
participants reported that they draw comfort 
from their faith/religious activities at church. 
This supports the results of the study of Ribton-
Turner and de Bruin (2006), indicating that 
all participants relied on their faith in God to 
weather the storm of unemployment.  The results 
indicated that some participants played religious 
music, prayed, and trusted God on a daily basis 
for direction.  Involvement in religious activity 
such as the church choir and going to church on 
a regular basis helped them during this stressful 
period.  Without God I don’t know what I will be 
right now (Participant 6); Faith: I start everything 
with prayer. When you stay in a place I am now 
you need to have faith every day (Participant 5).  
The consensual definition provided in the theory 
is that faith and spirituality (religiousness) refer 
to beliefs and practices that are grounded in the 
conviction that there is a divine or transcendent 
dimension of life.  The following statement is a 
good example of an individual who is spiritual or 
religious: ‘I believe in life after death; I look at God 
for support, guidance, and strength’ (Peterson 
& Seligman, 2004).  Participants reported that 
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support from the family was an important 
mediating factor to being able to cope while 
being unemployed. Participants reporting family 
support experienced a more positive environment 
in which to cope with their stress compared to 
those that did not have a supporting family. My 
family was something to come home to – a safe 
space.  I need not reduce myself. I could be myself. 
(Participant 6); For me when I see my wife and 
children happy, eating, talking, and laughing in the 
house around me it makes me happy.  Then I don’t 
mind about the unemployment. It makes my heart 
bounce (Participant 5).  This finding supports the 
conclusion of Huffman, Culbertson, Wayment 
and Irving (2015), who found that family support 
played a pivitol role in psychological well-
being during unemployment. An interesting 
fact that emerged from this study was that the 
participants did not always have to interact and 
talk with the family.  Simply for the mere fact of 
coming home to a safe place, being surrounded 
by the family members, provided emotional 
support. support from a friend / mentor: One 
participant reported that he had received support 
from a friend / mentor.  The support and advice 
helped him stabilize the crisis.  One foundation 
of my successful management of this crisis was 
that I brought some ‘big players’ close to me 
because I knew I needed to rely on their wisdom, 
insight, experience and positive sentiment toward 
me benefit of big stabilizing factors to whom I 
owed a measure of accountability (Participant 2). 
Seligman (2013) found that if one has a friend 
he/she is likely to live longer. There is no denying 
that positive relationships or the absence thereof 
has a profound influence on man’s well-being. 
Bolles (2015) refers to networking as a weapon. 
The internet can be a valuable resource for 
obtaining information and contacts if a person 
does not already have a network. This study 
is supported by the research Ribton-Turner 
and de Bruin (2006) indicating that a mentor 
or friend was a source of strength for all the 
participants – sharing their fears and concerns. 

Theme 4: Satisfaction with life
Results revealed that during the study two of 
the participants were still unemployed, two 
were still in transition; setting up new business 
ventures and two were reemployed.   When 
participants were confronted with the question 

as to whether they were satisfied with their lives, 
most participants rated their satisfaction levels as 
being somewhat satisfied. One participant said 
that he is slightly satisfied with his life, three of 
the participants interviewed rated themselves as 
satisfied, and one participant said he is extremely 
satisfied with his life.  Only one candidate said he 
is slightly dissatisfied with his life.  This means 
that most participants viewed their circumstances 
to be reasonably positive and indicated that 
they were happy.  This study corresponds with 
hundreds of thousands of data sets, namely that 
most people are indeed happy (Myers, 2015).

Most of the participants agreed that if they 
could relive their lives, they would change 
almost nothing, despite the unemployment and 
associated challenging life experiences. In their 
own words: I will agree with that, which probably 
does not make sense, I think everything prepared 
me for the next chapter, which I have in my final 
chapter that started 3 months ago. I can’t take 
anything out of my life.  It is like a book with 
chapters. If I take any chapter out, the book will 
lose its meaning. So yes, I agree all of this was 
necessary.  It needed to prepare me (Participant 3). 

Unexpected findings
The study resulted in two unexpected findings.  
The first unexpected finding was the effect on 
children. Two participants explained that their 
children are better people as a direct result 
of the unemployment experience.  Noticing 
an improvement in problem-solving ability, 
ability to act independently from parents and 
manage personal resources such as money more 
effectively. He said: But looking back, my son has 
grown to be this amazing child. If we would have 
stayed there and continued that life – he was a 
spoilt little brat. There if he cried for something he 
got it.  Here his life changed. Now he is the type of 
kid who does not ask for nothing. He has grown 
up knowing the value of stuff (Participant 4); But 
what happened is that my children have learned 
good things out of this experience (Participant 6); I 
know my kids did go through difficulties.   She will 
not go and spend the most money on a branded 
item (Participant 6).  This study contradicted the 
finding of Ribton-Turner and de Bruin (2006) that 
children challenged their father for not securing 
work, which led to the questions of identity as the 
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‘father figure’ or the role of provider. In fact this 
study revealed that the unemployment experience 
had a positive effect on the children, resulting 
in them better managing money as a resource – 
not buying branded clothing. Powdthavee and 
Vernoit (2013) found, as in this study, that parental 
unemployment can at times have a positive 
impact on children. The children in this study 
were reported to demonstrate better problem-
solving skills and ability to act independently 
from their parents, whereas previously, the 
children were ‘spoilt’ and more dependent on 
their parents to solve every need they had.  

The second unexpected finding was to keep the 
dream alive after unemployment.  One participant 
re-evaluated his life goals: I changed my goals, 
changed what I wanted.  …. And that was when we 
finally sat down and said we need to make a decision 
now. …. And we both agreed it is time to get out 
of Jo’burg for health reasons but also for quality of 
life (Participant 1).   Bolles (2015) indicated that 
for many people, especially during their middle-
age period, the job-search offers an opportunity 
for making some fundamental changes to their 
lives. It marks a turning point in our life to think 
and reflect about purpose and legacy.  Buford 
(1997) explains that unemployment can be 
experienced as part of a midlife crisis but it can 
also be a time for positive change. For 80% of 
participants in the study it was a practical way 
of reviewing and creating a new strategy for 
their lives to live with purpose and leave a legacy. 

Two participants confirmed that their abilities to 
remain dreaming resulted in creative solutions 
to rebuild their lives following unemployment: 
Suppose I am a bit of a dreamer.  I had to rebuild 
myself. Until I got or actually got to a point where 
I am not scared at things like that anymore 
(Participant 3).  I am 52 right now… I don’t 
know how much time I have…hope to live my 
life with maximum impact.  I think I would like 
to create a leadership trust (Participant 2).   Post-
unemployment 50% of the participants dreamt 
about matters related to their personal goals. 

managerIal ImPlICatIons
From the findings, it is clear that managers 
and employers could and should do more than 
current usual practices when retrenchments are 

imminent. More than technical up-skilling and 
assistance with business plans are needed to 
prepare retrenched workers for the psychological 
effects of unemployment and possible 
transition to another job, or self-employment.

Counselling by professional counsellors should 
definitely be considered as an important offering 
by employers to assist retrenched employees. 
Many of the important aspects can be aided 
by counselling, such as: de-coupling personal 
identity from the job, countering severe emotional 
reactions, preparing to counter unhealthy coping 
such as excessive drinking, re-enforce positive 
emotions, and prepare for the impact of job loss on 
the spouse. The main advantage of counselling is 
that an independent person could assist in giving 
perspective as well as creating a greater awareness. 
Because of the impending retrenchment, the 
employer is usually not trusted to assist with 
shifting perspectives and seeing the benefits of re-
evaluating one’s life, particularly during mid-life. 
More awareness (Bergh, 2000) could facilitate 
a new alignment of talents or identity with 
alternative expressions. The person could become 
aware of the stifling aspects of employment and 
see the ‘advantages’ of losing a job. This is possible 
by first ensuring high self-esteem and self-worth. 

emotional intelligence training could enhance a 
person’s ability to either secure new employment 
or to successful self-employment. The ability 
to manage emotions effectively, not harbour 
negative emotions, build self-efficacy and manage 
stress effectively are critical during retrenchment.

support factors, such as family and activities 
which gives meaning should be identified 
and embraced. The manager could assist the 
employee with this and encourage the employee 
not to withdraw from family and close friends.

networking skills, in particular using social 
media, should be coached. Retrenched 
employees should be assisted with understanding 
the new skills needed to be re-employed.

mentors, particularly away from daily 
contact, could assist in ‘keeping the dream 
alive’ by re-evaluating life goals and setting 
the employee up for new beginnings.
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ConClusIon
The study revealed that identity as a concept 
evolved over time.  Some aspects that impact 
identity cannot be controlled, such as being 
retrenched or being unemployed, as well as 
choosing a profession.  Participants acknowledged 
that work formed an integral part of their 
identities and plays a significant role in their lives.  
People in general devote a significant amount of 
time to their work and find work fulfilling, giving 
meaning to their lives (Robbins, 1996). The study 
revealed that most people’s personal identities 
reinforces their chosen professions, demonstrating 
understanding of selves, knowledge of what they 
are good at and matching their personalities to 
an environment that fits them.  Most participants 
had a good understanding of their identities 
from a relatively early age and knew what they 
wanted to do. The study revealed that a person 
can lose their own identities of sense of self when 
they suppress who they are, rather than do what 
they deem necessary.  A false identity creates 
internal stress, resulting in losing a sense of self 
that negatively impact the personal identity.  
The study did find that most participants (80%) 
reported that their self-esteem and self-worth 
were negatively affected due to unemployed.  The 
study revealed that unemployment temporary 
affect the identity, leaving a person shaken 
by the experience and emotions to fluctuate. 
In some case the identity can be affected on 
a semi-permanent basis for example when a 
person is diagnosed with a more debilitating 
disorder like General Anxiety Disorder. 

The study revealed that unemployment 
reverberates across all the levels of participants’ 
functioning.  All the participants experienced 
fluctuating emotional reaction to a larger or lesser 
extent like for example initial shock, anger, regret 
and guilt.  The study revealed that the emotional 
reactions experienced due to unemployment are 
unique to each person. The study indicated that 
positive emotions helped participants deal with 
the traumatic experience of unemployment, 
empowering them to regain employment.  The 
most prevalent positive emotions participants 
displayed were optimism and positive attitude. 
Half of the participants took a conscious 
decision to manage themselves, being careful 
with self and making a decision not to harbour 

negative emotions because it is destructive 
and damaging and does not contribute to a 
positive outcome. This resulted in participants 
regaining employment and proceeding with 
personal life goals in a shorter timeframe. 

The study supported that all the participants to 
a lessor or larger extent received support from 
their faith, religious activities and family.   Most 
participants viewed their circumstances to be 
reasonably positive and indicated that they were 
happy.  Most of the participants agreed that if they 
could relive their lives, they would change almost 
nothing. This study corresponds with many data 
sets, namely that most people are indeed happy 
(Myers, 2015).  One participant compared his life 
to a book with chapters. He said if you take one 
chapter out of the book it would lose its meaning. 
Thus finding that the trauma of unemployment 
is indeed temporary and life does go on when a 
person established the new normal for themselves.

The study challenge the reader to think in a 
more abstract manner about the findings when 
taking into account the specific context as well 
as what has been found in previous research.

The main purpose of the current study was 
to understand how unemployment effect the 
personal identity of middle-aged professionals.  
The main findings were extracted and discussed 
in the previous section with quotations from the 
participants supporting each finding.  Existing 
literature on meaning was explored and compared 
to the finding in order to determine how well this 
study relates to other research, but also to make 
it clear what sets the research apart through 
highlighting the contribution of this research study.  

From the data analysis on the impact of 
unemployment on the identity of middle-aged 
professionals, four themes emerged: Personal 
identity, severe emotional reaction, supporting 
factors and satisfaction with life. These four 
themes represent the experiences of the 
participants experienced due to unemployment.  

The findings (both the unique contributions 
and the findings endorsing previous literature) 
showed that identity of the middle-aged 
professional is effected by unemployment.  In 
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conclusion, the research article captured the 
perceptions and experiences of 6 professional 
participants with regards to identity and 
how it is affected by unemployment. 
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aBstraCt 
The world of work has become extremely volatile, 
uncertain and complex.  Research has found 
that in difficult times positivity is of utmost 
importance for leaders. The aim of this study 
was to explore the psychometric properties 
of a Leadership Empowerment Behaviour 
Questionnaire (LEBQ). In addition to validating 
this questionnaire, the study investigated the 
differences between genders regarding male and 
female perceptions of leadership empowerment 
behaviour. A quantitative cross-sectional 
survey comprising 1022 employees in the 
petrochemical, educational and manufacturing 
industries was applied. A three- factor structure 
of the LEBQ was confirmed. The three factors 
are autonomy, development and accountability. 
Measurement invariance was used to determine 
differences between males and females regarding 
leadership empowerment behaviour and no real 
differences were evident among these groups. 
Three items differed, but the overall model 
remained the same. Recommendations for 
organisation and future research were made. 

Keywords: Positive leadership, leadership em-
powerment questionnaire, validation

IntroduCtIon
The purpose of this study was to explore the 
psychometric properties of a Leadership 

Empowerment Behaviour Questionnaire 
(LEBQ) in selected organisations in South 
Africa. In addition to validating this 
questionnaire, the study investigated the 
differences between male and female perceptions 
of leadership empowerment behaviour.

Leadership in a global business context is 
progressively becoming more complex. Not 
only must leaders manage individual employee’s 
expectations, but they need to be competent 
to deal with a variety of country and company 
cultures as well (Stander & Coxen, 2017). The 
way that we should think about business has 
substantially changed within the last decade 
(Sarkar, 2016). In volatile, uncertain, complex 
and ambiguous (VUCA) business environments 
characterised by unstable currencies and socio-
political challenges (Bersin, 2016), globalisation, 
rapid changes in technology and increased 
competition (Blanch, Gil, Antino, Rodrigues-
Munoz, 2016; Mohammad, AL-Zeaud, & 
Batayneh, 2011), a positive approach to business 
and specifically leadership is of paramount 
importance (Mohammad, et al., 2011; Rodriguez 
& Rodriguez, 2015).    Cameron (2013) identified 
four positive leadership strategies to produce 
high performance and vitality in organisations. 
These strategies include the creation of a 
positive climate, positive relationships, positive 
communication and positive meaning. Positive 

leadersHIP emPoWerment as a PosItIVe leadersHIP 
stYle: a PsYCHometrIC eValuatIon
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leadership behaviour stimulates positive energy 
and unlocks resources in people because, like 
all biological systems, people prefer inclinations 
toward the positive (Cameron, 2013).

Recent research has focused on positive forms of 
leadership, including authentic (e.g. Coxen, Van 
Der Vaart, & Stander, 2016; Penger & Cěrne, 2014), 
empowering (e.g. Hill & Bartol, 2016; Konczak, 
Damian, Stelly, & Trusty, 2000), ethical (e.g. Avey, 
Wernsing, & Palanski, 2012; Park, Kim, & Song, 
2015), servant (e.g. Hoch, Bommer, Dulebohn, & 
Wu, 2016; Yildiz & Yildiz, 2015), strengths-based 
(e.g. MacKie, 2016; Van Woerkom, Mostert, 
Els, Bakker, De Beer, & Rothmann, 2016) and 
transformational (e.g. Avey, Hughes, Norman, 
& Luthans, 2008) leadership to name a few.  In 
this study the focus will be on leader empowering 
behaviour as a positive form of leadership.

Park, Kim, Yoon and Joo (2017) found that 
leaders empowering behaviours positively 
influence employee’s personal and work 
state of mind. Sarkar (2016) postulates that 
empowerment leads to creativity which is crucial 
for success and sustainability in today’s VUCA 
world. Empowering leadership encourages the 
employee to develop self-management and self-
leadership abilities. Leaders lead others to lead 
themselves (Pearce & Sims, 2002).  Leaders who 
empower their people can positively influence 
the manner in which knowledge is shared, as 
well as the way teams work together; having a 
positive impact on performance (Bass, Avolio, 
Jung, & Berson, 2003; Srivastava, Bartol, & Locke, 
2006). The behaviour of a leader affects levels of 
employee engagement; hence, requiring leaders 
to form relationships with others by generating 
a shared purpose and mission (Lewis, 2010). 
The concept of empowerment, as derived from 
the “theories of participative management and 
employee involvement, promotes the idea that 
leaders should share decision-making processes 
and power with their subordinates. This would 
remove the conditions of powerlessness and 
allow subordinates to be flexible as circumstances 
warrant” (Van Dierendonck & Dijkstra, 2012, p. 13). 

Employees who are given sufficient control, 
authority and increased responsibility to manage 
their own work feel comfortable experimenting 

with and innovating facts and figures, rather 
than being constantly managed and supervised 
by their superiors. It is therefore important to 
allow them to act autonomously in all their 
acquisitions (Kuo, Lai & Lee, 2011; Pertusa-
Ortega, Zaragoza-Saez, & Claver-Cortes, 2010). 

The organisational empowerment literature 
differentiates empowerment into three broad 
categories, namely the structural approach, 
the psychological approach and the leadership 
approach. Structural empowerment could be 
seen as granting power, autonomy and authority 
to subordinates (Kuokkanen & Leino-kilpi, 2000; 
Menon, 2001; Spreitzer, 1995). Psychological 
empowerment is described from the point of 
view of the individual, where it is seen as a 
process of personal growth and development 
leading to the individual being psychologically 
enabled. Psychological empowerment consists 
of four cognitions: Meaning, competence, self-
determination and impact (Spreitzer, 1995; 
Thomas & Velthouse, 1990).  Its focus lies in 
employees’ perceptions or cognitive states 
regarding empowerment (Conger & Kanungo, 
1988; Thomas & Velthouse, 1990).  Leadership 
empowerment focuses on the energising of 
subordinates as well as providing a clear vision 
for the future (Menon, 2001).  It is essential that 
an empowerment culture is created through 
fostering the sharing of information; creating 
autonomy through boundaries; building team 
accountability, support and encouragement; 
and creating opportunities for development 
(Blanchard, Carlos, & Randolph, 1995).

Problem investigated
According to Avolio and Walumbwa (2014) 
as well as Haddon, Loughlin, and McNally 
(2015)  leadership should not be taken out of 
the context in which it operates. They further 
postulates that the effectiveness of the leader 
also depends on the context. Besides being 
context-dependent, perceptions of leadership 
is also socially constructed, making the 
measurement thereof challenging (Haddon et 
al., 2015).  Byrne and Watkins (2003) criticise 
research that indiscriminately applies concepts 
from one context to the next, ignoring the fact 
that managerial behaviour is conceptualised 
differently and individuals interpret and respond 
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differently to the items (Byrne & Watkins, 2003). 
Validation studies in non-Western contexts are 
even more important where the development of 
a construct and the empirical evaluation were 
mainly performed in Western contexts (Avolio 
& Walumbwa, 2014; Gardner, Cogliser, Davis, 
& Dickens, 2011).  Without validation, using 
an instrument in different contexts create a 
risk, (Avolio & Walumbwa, 2014).  Africa and 
in this case South Africa, differs considerably 
from Western countries in terms of economic 
indicators,  political perspectives and social 
indicators (Joshanloo, Wissing, Khumalo, & 
Lamers, 2013) which may potentially influence 
the way in which indicators are perceived. Sound 
psychometric properties, for example validity 
and reliability, are important criteria to be met 
before instruments may be utilised (Roodt, 2013).

The validation of an instrument is not only 
limited to a specific country or continent. Certain 
personal characteristics have an impact on how 
individuals perceive leadership empowerment 
behaviour.  Dickson, Smith, Grojean, and Ehrhart 
(2001) indicated that an individual’s personal 
values could shape how he or she experiences 
leadership. These values are also seen as being 
influenced by gender and age (Jensen, White, & 
Singh, 1990). Women have proven to be more 
concerned about interpersonal treatment, which 
could be seen as the people development element; 
whereas males are more concerned about 
the outcomes which speak to being given the 
authority to make decisions and thereafter stand 
accountable for results (Buttner, 2004; Woolley, 
Caza, & Levy, 2010). Research has indicated that 
leadership empowerment behaviour such as skills 
development; positive feedback and support yield 
a greater level of satisfaction among younger 
employees (Amorose & Horn, 2000; Horn, 2002).

No extensive studies have been reported regarding 
the validity and reliability of a measuring 
instrument of leadership empowerment behaviour 
in South Africa. Various studies in South Africa 
had been conducted on leadership empowerment 
behaviour that used the same instrument in 
samples with less than 300 respondents, but no 
study focused extensively on validity and reliability. 

Research objectives and value added 
The general objective of this study was to determine 
the psychometric properties of the Leadership 
Empowerment Behaviour Questionnaire 
(LEBQ) for employees in selected organisations 
in South Africa. The specific objectives were to: 

•	 Investigate the construct validity and 
reliability of the Leadership Empowerment 
Behaviour Questionnaire (LEBQ) in selected 
organisations in South Africa.

•	 Evaluate if there were differences between 
different gender groups in terms of their 
perception of leadership empowerment 
behaviour.

If leadership empowerment can be measured in 
a valid and reliable manner, interventions can be 
implemented to promote the empowerment of 
employees; thus resulting in greater performance 
and employee wellbeing. Empowerment 
of employees plays a critical role in the 
development and retention of employees, which 
are two core challenges for modern day leaders.

lIterature reVIeW: leadersHIP em-
PoWerment BeHaVIour
With the importance of leadership empowerment 
highlighted above, the measurement tool used to 
measure empowerment is even more vital. Based 
on literature, four major questionnaires have been 
developed that measure leadership empowerment 
behaviour.  The first one by Arnold, Arad, Rhoades, 
and Drasgow (2000) consists of eight categories of 
leader behaviours. The second measure by Pearce 
and Sims (2002) measures three factors around 
leadership empowerment. The questionnaire by 
Konczak et al. (2000) consists of six constructs 
measuring leadership empowerment behaviour, 
while Ahearne, Mathieu, and Rapp’s (2005) 
questionnaire consist of four constructs. All 
these questionnaires measure similar constructs, 
such as self-directed decision making, coaching 
as well as sharing of information. Arnold, Arad, 
Rhoades and Drasgow (2000) identified four 
other distinct constructs, namely leading by 
example, encouragement, showing concern 
and interacting with the team management. 
Pearce and Sims (2002) identified opportunistic 
thinking and self-development, whilst Konczak 
et al. (2000) identified delegation of authority, 
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accountability and skills development. 

According to Konczak et al. (2000), delegation of 
authority is one of the dimensions of empowering 
behaviour. This is a distinct type of power-sharing 
process whereby the employee is given complete 
authority to make decisions that would normally 
be carried out at management level (Yukl, 2006). 
Delegation is seen as giving the employee new 
responsibility and the power to fully execute those 
responsibilities (Weshah, 2012).  Yukl (2006) 
indicated that empowerment and delegation 
of authority “offers a number of potential 
advantages if carried out in an appropriate 
manner. It improves decisions’ quality; greater 
subordinate commitment to implement decisions 
effectively and increases job satisfaction” (p. 100). 

Accountability is defined  as “an implicit or explicit 
expectation that one’s decisions or actions will be 
subject to evaluation by some salient audience with 
the belief that the potential exists for one to receive 
either rewards or sanctions based on the expected 
evaluation” (Hall, Royle, Brymer, Perrewe, 
Ferris, & Hochwarter, 2006, p. 33). Research 
indicates that accountability yields potential 
benefits to the organisation, such as motivation 
and job performance (Enzle & Anderson, 1993).  

Self-directed decision making could be seen as 
allowing employees to participate in decision 
making, sharing decision making with 
employees in order to achieve organisational 
goals and improve performance (Knoop, 1995; 
Scott-Ladd, Travaglione, & Marshall, 2005). 
Self-directed decision making would include 
delegation of responsibility to the lower levels 
and giving employees the autonomy to make 
their own decisions. In this way the employee 
has considerable discretion in deciding how 
certain tasks are carried out (Langfred & 
Moye, 2004; Leach, Wall, & Jackson, 2003).

Information sharing is seen as significant in 
empowerment. “Empowerment will develop and 
a team will become self-oriented only if the top 
managers are willing to share sensitive financial 
information, market shares, further opportunities, 
and even competitive strategies with team 
members; the sharing of this information is 
beneficial in that it helps employees understand 

the business operations, establishes trust and 
mutual relationships, and creates the potential 
for self-management” (Si & Wei, 2012, p. 303).  
Stander and Rothman (2008) indicate that leaders 
should outline clear outcomes, provide a plan of 
action for the future and provide information 
that enables employees to reach those outcomes. 

Skills development and coaching for innovative 
performance are seen as people development 
behaviours. Managers are seen as genuine 
and relationships are built when they show a 
key interest in their employees’ development 
(Knobel, 2008). People development includes 
leaders’ behaviours that encourage calculated risk 
taking; provide feedback, positive or negative; 
and treat setbacks as opportunities to learn from 
(Konczak et al., 2000). Managers who invest time 
in people development will enhance the self-
determination of employees and their interest 
in their work (May, Gilson, & Harter, 2004).  

Previous research found that leadership 
empowerment contributed positively to outcomes 
such as work engagement (Albrecht & Andreetta, 
2010; De Klerk & Stander, 2015; Greco, Laschinger, 
& Wong, 2006), organisational commitment 
(Albrecht & Andreetta, 2010; Dewettinck & 
Ameijde, 2011; Dhladla, 2011; Greco, Laschinger, 
& Wong, 2006; Srivastava, Bartol, & Locke, 2006),   
turn over intention (Albrecht & Andreetta, 
2010; Dhladla, 2011; Greco et al,, 2006; Stander 
& Rothman, 2010 ; Van Schalkwyk, Du Toit, 
Botma & Rothman, 2010),   role clarity (Stander 
& Hunter, 2009),   job satisfaction (Dewettinck 
& Ameijde, 2010; Dhladla, 2011; Srivastava 
et al., 2006; Stander & Rothman, 2010; Van 
Schalkwyk, et al., 2010), structural empowerment 
(Greco et al., 2006; Slatten, Svensso, & Svaeri, 
2011), psychological empowerment (Albrecht 
& Andreetta, 2010; Boudrias, Gaudreau, Savoie 
& Morin 2009; De Klerk & Stander, 2015; 
Stander & Stander, 2016) and organisational 
citizenship (Bester,  Stander,  & Van Zyl,  2015). 

Research highlights an on-going discussion 
about how gender has an impact on perceptions 
of leadership (Vecchio & Brazil, 2007). It has 
been indicated that the process of leadership has 
been affected immensely by gender differences 
(Antonakis, Avolio, & Sivasubramaniam, 2003; 
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Eagly, Johannesen-Schmidt, & Van Engen, 2003). 
The gender-based theory has also advocated to the 
fact that gender plays a role in people’s experience 
of leadership empowerment behaviour; this being 
due to the different stereotypes associated with 
men and women (Vecchio & Boatwright, 2002).  
Women are shown to consider interpersonal 
treatment by the people in authority positions 
a priority; whilst men are more concerned with 
achieving results as opposed to building solid 
relationships (Buttner, 2004). Furthermore, men 
have a strong need for achievement; thus being 
highly competitive in the work environment. 
Women, on the other hand, have a strong need 
for being nurtured and are driven by their 
collaborative nature (Bellou, 2011; Eagly & 
Wood, 1991; Konrad, Ritchie, Lieb, & Corrigall, 
2000). Therefore this study aims to evaluate 
gender differences regarding their perception 
of leadership empowerment behaviour. 

HYPotHeses
Based on the above discussion, the 
following hypotheses were formulated: 

•	 Hypothesis 1:  Leadership empowerment 
behaviour, as measured by the LEBQ, is 
a six-dimensional construct (delegation 
of authority, accountability, self-directed 
decision making, information sharing, skills 
development and coaching for innovative 

performance). 
•	 Hypothesis 2:  The LEBQ and its subscales 

have acceptable levels of internal consistency.
•	 Hypothesis 3:  Gender groups differ in their 

perception of leadership empowerment 
behaviour.

researCH metHodologY
Research design 
The focus is on validating an instrument thus a 
quantitative, cross-sectional design was used 
in this study. Research that is quantitative in 
nature is a form of conclusive research involving 
large representative samples and structured data 
collection procedures (Struwig & Stead, 2007). 

Participants
A convenience sample of 1022 coded responses 
was drawn from a secondary database. 
The sample included participants from the 
petrochemical (N=502), manufacturing (N=201) 
and educational (N=319) sectors. Table 1 
describes the characteristics of the sample. It 
indicates that 62% of the participants were male 
and 38% were females, while 30% were between 
the ages of 25-35 years.  Most of the participants 
had academic qualifications beyond grade 12. 

Research Procedure
Ethical guidelines were followed and 
the research was approved by the ethics 

taBle 1: CHaraCterIstICs of tHe PartICIPants (n = 1022)

Item Category frequency Percentage

Gender
Male 628 62

Female 387 38

Age 

<24 62 6
25-35 years 305 30
36-45 years 239 24
46-55 years 269 27
56+ years 127 13

Education

Grade 11 90 9
Grade 12 272 27
Diploma 215 21
Degree 164 16

Degree+ 268 27

Industry
Petrochemical 502 49
Manufacturing 201 18

Education 319 31
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committee. Informed consent was obtained 
from the organisations and individuals. 
Participation was voluntary and confidentiality 
was maintained throughout this research

Measuring instrument 
The Leadership Empowerment Behaviour 
Questionnaire (LEBQ) was developed by Konczak 
et al. (2000) and is aimed at providing leaders with 
feedback regarding employees’ behaviour that 
relates to employee empowerment. The original 
instrument consists of 17 items and is scored on 
a 7-point Likert scale, ranging from 1 (strongly 
disagree) to 7 (strongly agree). The inter-factor 

correlations ranged from 0.48 to 0.87. All alpha 
reliability coefficients were acceptable, ranging 
from 0.80 to 0.91. The original questionnaire had 
only two items for information sharing; as a result 
limiting the effective use of the construct.  Two 
information-sharing items by Arnold et al. (2000) 
were added, namely “My manager explains his/her 
decisions and actions to my work group” and “My 
manager explain company goals to my work group”. 

The data used in Konczak’s original study was 
collected from 1309 direct reports that rated 424 
managers participating in a leadership training 
program.  At least three direct reports completed 

taBle 2: ConstruCts and Items of tHe leadersHIP emPoWerment QuestIonnaIre

leadership empowerment Behaviour

Delegation of 
Authority

My manager gives me the authority I need to make decisions that improve 
our work processes and procedures.  
My manager gives me the authority to make changes necessary to improve 
things.  
My manager delegates authority to me that is equal to the level of 
responsibility that I am assigned.

Accountability

My manager holds me accountable for the work I am assigned. 
I am held accountable for performance and results. 
My manager holds people in the department accountable for customer 
satisfaction.

Self-directed 
Decision Making

My manager tries to help me arrive at my own solutions when problems 
arise. 
My manager relies on me to make my own decisions about issues that affect 
how work gets done.  
My manager encourages me to develop my own solutions to problems I 
encounter in my work.

Information 
Sharing

My manager shares information I need to ensure high quality results. 
My manager provides me with the information I need to meet customer 
needs. 
My manager explains his/her decisions and actions to me.* 
My manager explains company goals to me.*

Skills Development

My manager encourages me to use systematic problem solving methods. 
My manager provides me with frequent opportunities to develop my skills.  
My manager ensures that continuous learning and skills development are 
priorities in our department.

Coaching for 
Innovative 

Performance

My manager is willing to risk mistakes on my part if, over the long term, I 
will learn and develop as a result of the experience.  
I am encouraged to try out new ideas even if there is a chance that they 
might not succeed.  
My manager focuses on corrective action rather than placing blame when I 
make a mistake.

*Arnold et al. (2000) and Konczak et al. (2000)
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the LEBQ for each manager anonymously. The 
424 managers represented three management 
levels, namely vice presidents and directors 
(31%), managers (44%), and supervisors (16%).  
The majority of managers were from the areas 
of administration (12%), marketing (15%), and 
sales (27%). Means, standard deviations and 
reliability coefficients were computed on the 
hypothesised model. Mean scores ranged from 
4.83 (sd = 0.93) to 5.90 (sd = 1.30), indicating 
that the participants generally felt that their 
supervisors illustrated empowering behaviours. 
Cronbach’s alpha coefficients ranged from 0.82 
to 0.88, with the exception of one dimension, 
namely encouragement of self-directed problem 
solving, which attained a coefficient of 0.70. The 
initial confirmatory factor analysis resulted in a 
marginally acceptable model fit. Specifically two 
of the three fit indices were less than .90, CFI = 
.93, GFI =.85 and AGFI = .80. The root mean 
squared residual (RMSR) was .12, compared to the 
recommended .05 or less. Finally, the x² statistic 
was 433.01 (df = 168). A revised six-factor model 
was tested and yielded a much better fit. In fact, 
all fit indices showed improvement and supported 
the revised six-factor model. The indices were as 
follows: CFI = .96, GFI = .90, AGFI = .86, RMSR 
= .08, x² = 231.90, df = 104. All alpha reliability 
coefficients for the scores on the six dimensions 
were acceptable, ranging from 0.80 to 0.91. A 
single-factor model was also examined to exclude 
the possibility that the LEBQ was measuring a 
unitary construct. As expected, fit indices for 
the single-factor solution indicated poor model 
fit (Konczak et al., 2000). The final constructs 
and items per constructs are reported in Table 2. 

Statistical Analysis 
The analysis was carried out using IBM-SPSS 
19.0 program (Field, 2013) and Mplus statistical 
modelling program (Muthèn & Muthèn, 2010). 
Descriptive statistics (mean and standard 
deviations) were computed to describe the 
data. The reliability of the LEBQ was assessed 
by means of CFA-based reliability index, where 
the values above 0.70 indicate reliability (Gu, 
Little, & Kingston, 2013; Wang & Wang, 2012). 
Confirmatory factor analysis (CFA) was used to 
confirm theoretically-intended factor solution 
(Byrne, 2012) as an indication of construct validity. 
Structural equation modelling, as implemented 

in Mplus (Byrne, 2012; Muthèn & Muthèn, 2010), 
was used to test the factorial models of the LEBQ 
by using the maximum likelihood analyses. 

The following indices produced by Mplus were 
used in this study: The Chi-square statistic, 
which is the test of absolute fit of the model, the 
Comparative Fit Index (CFI), the Tucker-Lewis 
Index (TLI), the Root-Means-Square Error of 
Approximation (RMSEA), and the Standardized 
Root-Mean-Square Residual (SRMR) (Byrne, 
2012). Values close to .95 for TLI and CFI indicate 
good model fit. Values close to .06 indicate 
acceptable fit for RMSEA, while values smaller 
than 0.08 are acceptable for SRMR (Byrne, 
2012; Hu & Bentler, 1999). In addition, the 
researchers used Akaike’s Information Criterion 
(AIC) and Bayes Information Criterion (BIC) to 
compare competing measurement models, where 
smaller values indicate a better fit (Byrne, 2012). 

Measurement invariance was tested, and a 
series of increasingly restrictive measurement 
invariance tests were performed. The purpose 
was to compare the responses of two gender 
groups. The most crucial tests are for configural, 
scalar and metric invariance (Dimitrov, 2010; 
Chen, Sousa & West, 2005; Cheung & Rensvold, 
2002). Configural invariance tests evaluate 
whether the same overall factor structure holds 
for the two comparison groups. Metric invariance 
tests the degree to which the relation between 
the items and the factors is identical across two 
groups. Scalar invariance tests if item intercepts 
are the same, which indicates whether there are 
systematic differences in group responses (Haroz, 
Ybarra & Eaton, 2014; Lavoie & Douglas, 2012). 

results
Two psychometric properties for the LEBQ 
(Konczak et al., 2000) were examined in the 
petrochemical, manufacturing and educational 
groups. First, construct validity was explored by 
examining the factor structure using EFA and 
then CFA. In addition to these two properties, 
measurement invariance was tested for the two 
gender groups. Secondly, the CFA-based reliability 
index (rho) for the total scale and the separate sub-
scales was computed. These results will be discussed 
in reference to the hypotheses of this study. 
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Construct validity. The data was randomly split 
into two parts in order to conduct exploratory 
and confirmatory analyses. Firstly, exploratory 
factor analysis (EFA) was specified and applied to 
a randomly selected data set of 506 participants. 
The data was explored in terms of different 
factor structures to find the best model. The 
items loaded onto only three significant factors 
namely development, delegation of authority 
and accountability. Secondly, confirmatory factor 
analysis was conducted. In the total data set, 
four models were tested; one being the model 
that showed good fit in the EFA and the other 
three being competing models. These models are 
reported in Table 3. Literature and the content of 
the items supported the grouping of these factors. 
Model 1 was a three-factor model consisting of 
development, autonomy and accountability. The 
three-factor solution was confirmed by three items 
that have been removed due to cross loadings. 
These items were: “My manager tries to help me 
arrive at my own solutions when problems arise, 
rather than telling me what he/she would do”, 
“My manager encourages me to use systematic 
problem-solving methods”, and “My manager is 
willing to risk mistakes on my part if, over the 
long term, I will learn and develop as a result of 
the experience”. This model attained acceptable fit 
indices (CFI = .92 and TLI = .91). Model 2 was 
a one-dimensional first order structure. In this 
model all items were included to indicate one 
latent factor. This model attained a CFI = .81 and 
TLI = .78, indicating poor fit. Model 3 was a two-
factor structure consisting of development and 
decision making. This model attained a CFI = .87 
and TLI = .84, indicating poor fit. Model 4 was a 
representation of a three- factor structure and the 
latent variable were not allowed to correlate. This 
model attained a CFI = .79 and TLI = .77; thus 
indicating poor fit. Of the four models, Model 1 

which consisted of three factors proved to be the 
best fit shown by the smaller AIC and BIC values. 

To compensate for the skewness of the data, the 
robust maximum likelihood estimator (MLR) was 
used, taking into account skewness and kurtosis 
of the data (see Table 4). Chi-squared values could 
not be directly compared as a result of the Satorra-
Bentler chi-squared difference test, utilising 
the scaling correction factor to indicate the real 
differences of the actual chi-squared values.

taBle 4: dIfferenCe testIng for ComPetIng 
struCtural models

model ∆x2 ∆df p-value
Model 1 169.68 3 <0.0001**
Model 2 89.50 2 <0.0001**
Model 3 357.94 3 <0.0001**

Satorra-Bentler was applied to the three competing 
models. All three models were compared against 
the three-factor model with the best fit. The results 
indicated an increase in the chi-squares; thus 
making the fit even worse. A schematic summary of 
the final best fitting model is presented in Figure 1.

Base on the above Hypothesis 1, stating:  
Leadership empowerment, as measured by 
the LEBQ, is a six-dimensional construct 
(delegation of authority, accountability, 
self-directed decision making, information 
sharing, skills development and coaching for 
innovative performance), could not be accepted. 

reliability. The CFA-based reliability index (rho) 
of the total scale and its dimensions attained 
satisfactory reliability indices, namely 0.96 for the 
total scale, 0.89 for autonomy, 0.91 for development, 
and 0.81 for accountability. Hypothesis 2:  The 
LEBQ and its subscales have acceptable levels 
of internal consistency, could be accepted.

taBle 3: fIt statIstICs of ComPetIng measurement models of tHe leBQ (n = 1022)

model ∆x2 ∆df srmr tlI CfI rmsea aIC BIC
Model 1 335.17 101 .05 .91 .92 .07 25446.48 25662.04
Model 2 693.65 104 .07 .78 .81 .11 26042.58 26245.45
Model 3 518.52 103 .06 .84 .87 .09 25748.83 25955.93
Model 4 732.55 104 .33 .77 .79 .01 26067.89 26270.76

df = degrees of freedom; TLI = Tucker-Lewis Index; CFI = Comparative Fit Index; RMSEA= Root-
Mean-Square- Error of Approximation
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measurement Invariance. Measurement 
invariance was used with the aim of testing 
for differences across groups. When testing 
for measurement invariance, the model fit 
was assessed for both males and females 
by looking at the overall fit statistics.  

taBle 5: fIt statIstICs for InVarIanCe 
testIng BetWeen males and females

model srmr tlI CfI rmsea
Configural 0.05 0.91 0.92 0.07

Metric 0.05 0.92 0.92 0.07
Scalar 0.05 0.92 0.92 0.07

Configural Model
Firstly, configural invariance was tested to obtain 
a benchmark against which the adequacy of 
subsequent increasingly restrictive models of the 
data could be compared. The groups (males and 
females) were separated in order to find a model 
that fits well for each of them. The model that 
fitted both these groups separately was exactly 
the same, being a three-factor model. These two 
models were then combined in order to create 

a baseline against which to compare restricted 
models and to establish whether any differences 
were present. According to Table 5, this model 
attained acceptable fit indices RMSEA = .07; 
CFI = .92 and TLI= .91. It can also be concluded 
that the three-factor structure obtained for 
the total sample also holds for the two groups 
of respondents separately. Because configural 
invariance was demonstrated across gender, 
further increasingly restrictive analyses to test the 
invariance of different models were performed. 

taBle 6: dIfferenCe testIng for InVarIanCe 
BetWeen male and female as ComPared to 

ConfIgural model

model ∆x2 ∆df p-value
Metric 10.48 13 <0.6543**
Scalar 58.76 29 <0.0009**

Strong 1 50.38 28 <0.0059**
Strong 2 42.72 27 <0.0279**
Strong 3 35.73 26 <0.0967**

Metric Model 
Metric invariance testing was conducted. This 

fIgure 1: fInal model of leB struCture
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form of invariance imposes restrictions on the 
configural model by forcing loading to be the 
same. The comparative fit indices all indicated 
an acceptable fit, RMSEA = .06, CFI = .92 and 
.91. When compared to the configural model, 
the fit statistics for the metric model showed 
no significant difference (∆x2 = 10.48, ∆df = 13, 
p= 0.6543).  A weak invariance was established, 
meaning that the relationships between responses 
to items and the underlying factor are not 
significantly different across groups. This indicates 
that the latent variables are measured in the same 
way with the same metric in the two target groups. 

Scalar Model 
Scalar invariance testing was conducted, where 
both factor loadings and intercepts are forced to be 
equal. Insignificant differences mean invariance, 
but if the differences are found to be significant, 
it needs to be established were the differences 
lie. The comparative fit indices all indicated 
an acceptable fit, RMSEA = .06, CFI = .91 and 
.91. When compared to the configural model, 
the fit statistics for the scalar model showed a 
significant difference (∆x2 = 58.76, ∆df = 29, p= 
0.0009). Strong measurement invariance was not 
found, but the groups had different intercepts on 
certain items. Modification indices were used 
to loosen up specific items individually with an 
aim of establishing partial strong invariance. 
During this process, the items with the highest 
modification values were the ones to be relaxed 
first. This was done with each individual 
item until the differences from the configural 
model were no longer significant and partial 
strong (scalar) invariance was thus established. 

The first item to be relaxed was LEB4 “My 
manager holds me accountable for the work 
I am assigned”, as reported in Table 7. When 
compared to the configural model, it showed that 
∆x2 = 50.38, ∆df = 28 and p= 0.0059, which was 
statistically significant; however, still not strongly 
invariant. The second item to be relaxed was 
LEB8 “My manager relies on me to make my own 
decisions about issues that affect how work gets 
done”. When compared to the configural model, it 
showed that ∆x2 = 42.72, ∆df = 27 and p = 0.0279, 
which was statistically significant; however, still 
also not strongly invariant. The last item to be 
relaxed was LEB15 “My manager provides me 

with frequent opportunities to develop my skills”. 
When comparing it to the configural model, it 
showed that ∆x2 = 35.73, ∆df = 26 and p= 0.0967, 
which is not statistically significant. Partial strong 
invariance was established. This indicates that 
on these three items, males and females differ on 
their starting points when responding to these 
questions. Although there were differences in the 
starting points of certain items, there were no real 
differences evident in the overall model regarding 
males and females. Thus, Hypothesis 3: Gender 
groups differ in their perception of leadership 
empowerment behaviour was not accepted. 

taBle 7: sCale dIfferenCes In male and 
female resPonses

Items males females
LEB4 – Accountability 4.04 4.72
LEB8 – Authority 2.95 2.63
LEB15- Development 2.98 3.19

summarY of results
The main purpose of this study was to evaluate 
the psychometric properties of a leadership 
empowerment behaviour questionnaire in 
selected organisations in South Africa. To be able 
to utilise any instrument it must be validated 
in the context where you want to apply it. The 
process encompassed exploring construct validity, 
examining the reliability by the use of CFA-
based reliability index (rho) and testing gender 
differences by means of measurement invariance. 
The expectation, as informed by Konczak, et 
al., (2000) was that the six-factor model would 
fit the data. However, the six-factor model was 
not supported by the data, thus supporting the 
notion that it can’t be automatically  assumed that 
an instrument can be indiscriminately applied in 
different contexts ( Avolio & Walumbwa, 2014; 
Byrne & Watkins, 2003; Gardner, et al., 2011; 
Haddon et al., 2015). Results obtained using a cross 
sectional design supported a three-factor model 
for the Leadership Empowerment Behaviour 
Questionnaire (LEBQ).   Konczak et al. (2000) 
were aware of the fact that the items can load 
on less constructs. They stated in their research 
that a parsimonious model (e.g. three to four 
factors) was not considered, because they were 
of the opinion that the six-factor model provided 
managers with very prescriptive feedback. 
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Although the factor structure statistically differs 
from the original instrument (three instead 
of six constructs) there is enough evidence in 
literature as well as the original developer’s 
opinion to support the construct validity of the 
factor structure within the South African sample. 

Autonomy was a combination of delegation of 
authority and self-directed decision making. 
This was supported by several researchers who 
argue that delegation of authority indicates that 
managers should share power with subordinates 
while encouraging self-directed decision making 
(Konczak, et al., 2000; Leach et al., 2003; Vecchio & 
Boatwright, 2002). It make sense that items such as 
“ my manager relies on me to make own decisions 
…” can be related to autonomy. Employees who 
are given sufficient authority and responsibility 
to manage their own task feel comfortable 
innovating, rather than being constantly micro-
managed. It is therefore important to allow them 
to act autonomously in executing tasks (Pertusa-
Ortega, Zaragoza-Saez, & Claver-Cortes, 2010).

Information sharing, coaching and skills 
development loaded together to form one 
construct, Development. When managers 
share information to ensure quality results, it 
is a form of coaching and skills development. 
Skills development and coaching is very closely 
related. This was supported in literature by 
various researchers who advocate the importance 
of people development as a crucial role of a 
leader (Goleman, Boyatzis, & McKee, 2002; 
Knobel, 2008; May, Gilson, & Harter, 2004; 
Si & Wei, 2012; Stander & Rothmann, 2008). 

The Accountability dimension was the same as 
in the original questionnaire where all items 
loaded together. This was supported by Konczak 
et al. (2000) who indicated that when managers 
allow employees to give input, they create a 
sense of ownership. This dimension gives a clear 
indication that when employees are developed 
and allowed the freedom to act autonomously, 
they display a greater willingness to stand 
accountable for results (Ford & Fottler, 1995; 
Hakimi, Van Knippenberg, & Giessner, 2010). 

Based on the CFA-index reliability (rho), adequate 
reliability is above 0.70 (Gu et al., 2013; Wang & 

Wang, 2012). The LEBQ proved to be reliable in this 
study, also indicating adequate levels of reliability 
for the subscales, namely autonomy, development 
and accountability. One can constantly 
expect the same results using the instrument.

Measurement invariance was used to determine 
differences between perceptions of males and 
females regarding leadership empowerment 
behaviour. There were no real differences evident 
between these groups. Three items were said 
to differ, but the overall model was the same. 
Leadership roles in industry have predominately 
been occupied by males; thus a strong focus on 
fast tracking and developing females into more 
senior roles is required. There is still a great 
deal of disparity between males and females in 
certain industries. Men still feel vastly superior, 
while women feel that they have less authority 
due to the fact that work environments are 
still very male dominated. The three items 
that differed suggest that men and women use 
different conceptual frames of reference when 
assessing their leaders’ willingness to keep them 
accountable, allow employee decision making 
and create opportunities for development. 
Females’ perception is that they are less 
empowered, according to the three items. This 
finding should be researched in more depth. 

Based on the results of this study, the constructs 
autonomy, development and accountability 
prove valid in the South African context. 
Therefore, this makes a contribution to validity 
and reliability of the LEBQ in South Africa. 

Managerial implications
Based on this study, it is recommended that 
leadership empowerment behaviour (LEB) 
should be developed within South African 
leaders, as there has been empirical evidence 
indicating positive outcomes of LEB, such as 
increased levels of job satisfaction, retention 
of employees and better levels of employee 
work engagement. It is clear that a need exists 
for a strong focus on LEB. Managers should 
transform their roles into becoming coaches 
and leaders. Employees will be fulfilled only if 
they are given a fair level of autonomy in their 
work, while also standing accountable for any 
decisions made. Managers need to be developed 
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as people developers, concentrating on clarifying 
expectations with employees, setting measurable 
end-results, observing behaviour and giving 
feedback on performance and development.  Part 
of development must be to create ownership or 
autonomy to complete their task and keeping 
employees accountable for results.  Successful 
delegation will give subordinates a greater feeling 
of self-determination and perceived impact 
than merely participation. Employees need to 
be allowed some level of accountability; this 
could be done through giving them a sense of 
responsibility and holding them accountable for 
outcomes, whether it’s good or bad. This creates 
a feeling of ownership and allows for thinking 
“outside the box”. Most employees prefer not to 
be micro-managed but to have clear end-results 
where they can decide how to reach the results.

ConClusIon
In summary, it is important that companies and 
the country pro-actively develop strategies to 
improve leadership as well as the levels of perceived 
empowerment.  In the 2015 Human Capital Trends 
Report for South Africa, participants indicated 
that leadership is one of the top five human capital 
trends that they perceive as important (Deloitte, 
2015). Managers should create an environment 
where employees can optimise their potential and 
where they can add value.  The result of this study 
indicate that in this selected group of companies 
in South Africa leader empowerment behaviour 
consist of three constructs, namely:  providing 
employees autonomy to make decisions and 
solve problems, developing them and keeping 
them accountable for results. This will lead 
to higher levels of perceived empowerment.  

Some limitations were noted in this study. The 
research design was cross-sectional which allowed 
measurement at a specific moment in time, which 
did not provide for a longitudinal perspective 
where possible changes and dynamics could 
be assessed over a longer period of time. The 
biographical dynamics present another limitation 
in the context of the study. There were imbalances 
in the sample in terms of males and females 
with a greater number of males as opposed to 
females; a more representative sample of female 
respondents would have proven more value in 
this study. This limitation supports the need for 

more research of women in leadership positions. 

Future research can also gain from a qualitative 
approach. The entire concept could be 
relooked by the use of focus groups in order 
to ensure richness of information. It would 
be beneficial to investigate the link between 
leadership empowerment behaviour with other 
factors such as performance, thriving, trust, 
psychological safety and work engagement. 
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aBstraCt
Work engagement is usually measured on an 
individual level, measuring dimensions within 
individuals e.g. vigour, dedication and absorption. 
It is argued that engagement could be enhanced if 
a more holistic approach is adopted where factors 
influencing engagement beyond the individual 
are also taken into account. The purpose of 
this paper is two-fold. First, the paper proposes 
a systems approach to study engagement in 
organisations and determines the factors that 
might influence work engagement on the three 
levels. Thereafter, work engagement was measured 
on the three levels, namely individual, team and 
organisation in a support service department 
at a comprehensive university. A quantitative 
research design was used. The results of the study 
indicated that work engagement is driven at three 
levels at the institution, namely the individual 
level, team level and organisational level. The 
individual level portrayed the employees’ 
internal perspective through vigour, dedication 
and absorption. The average investment made 
in individual-level work engagement averaged 
at 71.5% engagement input. Team-level work 
engagement averaged at 70%. Organisational-
level engagement averaged at 72%. The results 
illustrate the synergy between the various levels 
of engagement and could contribute to regard 
engagement as an issue that should be addressed 
beyond the individual level in the organisation. 

Keywords: work engagement, employee engage-
ment, systems approach, team engagement, or-
ganisational engagement

IntroduCtIon
Davila and Pina-Ramirez (2014) describe work 
engagement as the backbone of a business and 
as dynamic over the employee’s employment 
and overall career. Studies by Deloitte (2015) 
indicate that 78% of business leaders regard 
work engagement as important, but 75% of 
organisations have no engagement strategy. 
According to a Towers Watson Survey conducted 
in the United States of America (USA), 
disengagement costs up to $550 billion per year in 
lost productivity (Galagan, 2015). Galagan (2015) 
states that despite substantial amounts being spent 
on engagement since 2000, the percentage of 
disengaged employees in the US remains at 66%. 

Globalisation and the unstable world economy 
increase the pressure on employees and 
organisations to remain competitive (Rothmann 
& Rothmann, 2010). Remaining competitive 
requires employees to be flexible, innovative 
and able to handle the complexities they 
face, all with minor hindrance to processes. 
Organisations expect increasingly more from 
employees as far as their workload is concerned. 
These expectations are either internally 
generated or created by forces in the external 
environment. Either way, these expectations 
also place increasing emotional requirements 
on employees in order for them to express their 
commitment to the organisation, their customers 
and their work (Davila & Pina-Ramirez, 2014).

South Africa is no exception from the global 
picture. Work engagement is usually studied 
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from an individual perspective. If one considers 
the impact of various macro factors on an 
organisation, contemplating work engagement 
beyond the individual should take factors that 
might influence work engagement on a team 
and organisational level into account. The 
paper argues that work engagement should be 
studied on various levels in an organisation. 

ProBlem InVestIgated
Studies on work engagement illustrate the 
magnitude and consequences of having 
disengaged employees in the organisation. It 
seems as if interventions are haphazard and 
do not really contribute to enhance work 
engagement. The paper attempts to suggest 
another way to think about work engagement. 

Work engagement is usually studied focusing 
on the individual. The paper proposes that 
work engagement on an individual level will be 
influenced by factors in the broader organisation, 
namely the dynamics of the team as well as 
organisational factors. The systems perspective 
provide a useful conceptualisation to think 
beyond the individual. The paper proposes a 
systems approach to studying engagement in 
organisations and identifies the factors that might 
influence work engagement on the three levels. 

researCH oBJeCtIVes
The research objectives of the paper are:

•	 to identify the factors that might influence 
work engagement from a systems approach, 
namely individual, team and organisational 
level 

•	 to determine the work engagement on 
an individual, team and organisational 
level at a support services department at a 
comprehensive university. 

 
lIterature reVIeW
Definition of work engagement
Both Kahn (1990) and Schaufeli, Salanova, 
Gonzalez-Roma and Bakker (2002) in Rothmann 
and Rothmann (2011) define work engagement 
as focused on the individual. Kahn regards it as 
an extension of the self to a role, while Schaufeli 
et al. sees it as a work-related state of mind vested 
in the individual. Macey, Schneider, Barbara 

and Young (2009) describe work engagement 
as the employee’s sense of purpose and focused 
energy that is evident to others through the 
display of personal initiative, adaptability, 
effort and persistence directed toward the 
organisation’s goals. In this definition the impact 
that the individual has on others and the work 
environment is illustrated, indicating the effect 
of work engagement beyond the individual. 

Dimensions of work engagement on an 
individual level
Schaufeli and Bakker (2003) reveal 
work engagement to reflect three 
unique but related dimensions:

•	 Vigour is demonstrated through high energy, 
mental resilience when duties are performed, 
persistence to continue despite challenges, 
and the willingness to exert extra effort.

•	 Dedication is reflected in enthusiasm about 
one’s work, having a sense of purpose, 
inspiration and pride in the employee’s work.

•	 Absorption is a reflection of concentration, a 
condition of being immersed in the work role 
where time goes by quickly, a happiness with 
the work conditions and finding difficulty 
detaching from work.

These three dimensions of work engagement 
reflect engagement from the employee’s internal 
perspective and the impact the employee has on 
the organisation. 

When reviewing work engagement in terms of the 
definition and dimensions, it is normally viewed as 
only dependent on the employee and the employer 
is portrayed as a pure investor in the process. It can 
be argued that the organisation also impacts the 
employee’s experiences and perspectives. The role 
and impact of the employer in work engagement 
will be discussed in the following section.

Models to assess work engagement beyond the 
individual
The dimensions of work engagement were used 
to identify and measure work engagement at 
an individual level. Other models provide more 
information on drivers influencing team and 
organisational level work engagement, namely 
the theoretical model of employee engagement 
(Imandin, Bisschoff and Botha, 2014) and the 
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Job Demands-Resources model (JD-R model). 

The theoretical model of employee engagement 
(Imandin et al., 2014) was developed to measure 
work engagement among managers in South 
Africa, based on eleven constructs (depicted in 
Table 1). Although the theoretical model was 
found to be a valid research tool to measure 
work engagement, it has not been widely used. 

The job demands-resources (Jd-r) model 
measures job demands versus the resources 
available to increase employee wellbeing 
(increasing employee engagement and decreasing 

burnout and job strain) and performance 
(Bakker & Demerouti, 2006). Job demands refer 
to those aspects (physical, psychological, social or 
organisational) of the job that require sustained 
cognitive and emotional effort and skill, and can 
be associated with physical or psychological costs 
such as high work pressure, role uncertainty and 
emotional demands (Bakker & Demerouti, 2006). 
Job resources are classified as aspects of the job 
(physical, psychological, social or organisational) 
that assist in attaining organisational goals, reduce 
job demands or stimulate personal growth, learning 
and development (Bakker & Demerouti, 2006). 

taBle 1: models to assess WorK engagement

level Theoretical model of employee 
engagement Jd-r model dimensions of work 

engagement 

In
di

vi
du

al

•	 Cognitive drivers (doing 
meaningful tasks that are 
safe and with appropriate 
resources) 

•	 Emotional engagement 
(investing intrapersonal 
intelligence like self-
awareness) 

•	 Behavioural engagement 
(extra effort displayed 
in pursuit of achieving 
organisational goals)

•	 Feeling valued and involved 
•	 Connection between 

individual and company 
•	 Career growth opportunities 

(having a clearly defined 
career path and being 
satisfied with progress made)

Job demands

•	 Physical costs
•	 Psychological costs such 

as high work pressure, 
role uncertainty and 
emotional demands like 
optimism, self-efficacy 
and resilience

Job resources

•	 Physical aspects
•	 Psychological aspects
•	 Social aspects
•	 (All associated with 

reducing job demand 
or stimulating personal 
growth, learning and 
development)

•	 Vigour: exerting high 
levels of energy and 
mental toughness 
while working

•	 Dedication: being 
highly involved and 
experiencing pride and 
enthusiasm for one’s 
work

•	 Absorption: being fully 
concentrated on work 
so that time goes by 
quickly

te
am

/u
ni

t

•	 Nature of my job (refers to 
employee participation and 
autonomy)

•	 Stress-free environment

Job resources and job 
demands that assist in 
attaining team goals, e.g. 
autonomy, supervisory 
coaching and performance 
feedback 

o
rg

an
is

at
io

n •	 Change management
•	 Engaged leadership team 
•	 Inspiring trust and integrity 

(walking the talk)

Job resources and job 
demands that assist in 
attaining organisational 
goals, e.g. culture of 
innovation, extra-role 
performance and financial 
targets
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The model is applicable to a variety of professions 
and can highlight strengths and weaknesses 
at an individual, team or organisational level 
(Bakker & Demerouti, 2006). Bakker and 
Demerouti (2006) present a dual process 
whereby job demands that lead to stressors 
can lead to job strain, and job resources are 
motivational in nature and can lead to high work 
engagement. The job resources that can lead to 
high work engagement are depicted on Table 1.

The dimensions of the UWES were used in the 
assessment of individual level work engagement. 
Team level and organisational level constructs were 
derived from the literature and then comparing 
common constructs in both the theoretical model 
of employee engagement and the JD-R model. 

Work engagement through a systems approach
While studying engagement, one should 
constantly be reminded of its significance in 
affecting competitiveness and the attainment of 
organisational goals. Organisational goals are 
informed by the organisational strategy. The 
achievement of organisational goals directly 
reflects organisational performance and, 
ultimately, the sustainability of the organisation. 

Martins and Martins (2002) and Kast and 
Rosenzweig (1985) describe systems theory 
as emphasising the interdependence between 
different subsystems and elements in an 
organisation. The primary determinants of 
behaviour in the workplace is dependent on 
the complex interaction which takes place at 
different levels, between individuals, teams, other 
organisations and the external environment 
(Martins & Martins, 2002). The employee’s 
perceptions and experiences are the most 

fundamental part or basis of the engagement 
process. Nienaber (2016) conceptualises work 
engagement at three different levels in the 
organisation, namely the individual level, 
team/unit level and organisational level. This 
concept is diagrammatically depicted in figure 1. 

At an individual level, the employee’s work 
role is assessed and together with that, his/her 
willingness to invest effort and energy and to 
display mental toughness while duties are executed 
(Nienaber, 2016). Individual engagement refers 
to a work role, and it is therefore impossible to 
separate engagement from the organisation and 
organisational goals. Organisational goals are 
created to achieve synergy, where the sum is 
greater than the individual parts, and this also 
applies to the levels of engagement. The sum of 
the individual work role contributions is less 
significant when compared to the team’s/unit’s 
performance. The same concept applies to the 
team’s/unit’s contribution when compared to 
the organisation as a whole, but engagement 
for each employee will be enhanced when they 
understand how their work role contribute, 
firstly, to their team/unit’s goals and, ultimately, 
to the organisational goals (Shantz & Alfes, 2015). 

To enhance work engagement from a team/
unit perspective, the following drivers 
were identified through the literature:

•	 Performance management (Mone, Christina, 
Guggenheim, Price & Stine, 2011; Conway, 
Fu, Monks, Alfes & Bailey, 2015)

•	 Teamwork (Nienaber, 2016; Shantz & Alfes, 
2015)

•	 Supervisory coaching (Davila & Pina-

fIgure 1: dIfferent leVels of an organIsatIon
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Ramirez, 2014; Milner & MacCarthy, 2016)
•	 Working autonomously (Cardus, 2013; 

Breevaart, Bakker, & Demerouti, 2013)
•	 These drivers will be discussed in the following 

paragraphs. 
 
Performance management serves as a platform 
for the organisation to align the employees’ 
actions and behaviours to the organisational 
strategy. Mone et al. (2011) have constructed a 
conceptual framework that displays manager 
behaviours associated with both performance 
management and driving work engagement. 
Performance management activities include 
setting goals for both performance and 
development, providing regular feedback and 
appreciation, managing career development, 
conducting appraisals bi-annually as a minimum 
and creating a trusting environment where 
employees feel empowered (Mone et al., 2011). 

Conway et al. (2015) suggest that the performance 
management system should link the organisational 
strategy, human resources processes and work 
engagement drivers into an interrelated process. 
During the performance management process, 
managers and employees jointly set objectives, 
measure and monitor results, identify further 
development needs and incentivise performance 
to attain organisational goals (Conway et al., 
2015). In order to maximise the value from the 
performance management system, organisational 
members should make a mind shift from utilising 
performance management as a stick with which 
to hit to a process to enable. This will require 
managers to include as an objective, for example, 
coaching as a way to enable employees. The 
performance management system should steer 
the behaviour that will establish the desired teams 
and ultimately the desired organisational culture. 

Shantz and Alfes (2015) describe teamwork as 
the sum of individual work role contributions 
where the sum is greater than the individual 
parts. Understanding the link between individual 
work roles and team/unit and organisational 
goals add meaning and significance to 
employees’ perceptions and experiences at work. 
The interaction and influence between team 
members are constantly changing. Influencing 

perceptions and experiences induces positive 
behaviours and attitudes. Nienaber (2016) 
further highlights that the managers are the 
golden thread that links the individual-level 
goals to the team and the organisational goals.

Hogan, Hogan and Keyser (2010, as cited in 
Leary, Green, Densen, Schoenfeld, Henley & 
Langford 2013) suggest that 75% of working 
adults perceive their relationship with their 
direct supervisor as the most stressful part 
of their job. Davila and Pina-Ramirez (2014) 
regard the manager- employee relationship as 
the most important factor in work engagement. 
The importance of the manager-employee 
relationship could be seen to emanate from the 
fact that managers are expected to get maximum 
output from employees, on the one hand, to the 
benefit of the organisation, but should, on the 
other hand, also facilitate employees’ achieving 
their individual ambitions. In this regard, Maxey 
(2014) suggests that employees see coaching and 
mentoring by their supervisor as important tools 
to performance feedback and career development. 

Given the importance of the manager and the 
impact he/she has on the work engagement 
process, Milner and MacCarthy (2016) suggest 
that a managerial coaching approach, where 
managers provide coaching to their direct reports 
or teams, can turn transformational leadership into 
practice and furthermore enhance engagement. 
Coaching focuses on partnering and enhancing 
the capabilities of the coachee (employee being 
coached) and not the extraordinary skills of the 
coach (Milner & MacCarthy, 2016). Trust is a 
critical element in the coaching relationship. 
Trust and respect are initially established in the 
coaching relationship but have to be reaffirmed 
throughout (Cardus, 2013; Milner & MacCarthy, 
2016). High ethical standards should always 
be upheld, whether the coaching is formal 
or informal (Milner & MacCarthy, 2016). 

According to Maxey (2014), the enhancing of 
managers’ coaching skills can be taught. This 
implies that the organisation should ensure that 
each employee in a supervisory or managerial role 
is equipped with the necessary skills to perform a 
coaching role. This is essential as employees need to 
understand how their key performance indicators 
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enhance the organisational goals (Milner & 
MacCarthy, 2016; Cardus, 2013; Davila & Pina-
Ramirez, 2014). Through the coaching approach 
and by giving responsibility and ownership to 
employees, they will be enabled to find their own 
ways of reaching organisational goals (Milner & 
MacCarthy, 2016; Cardus, 2013; Davila & Pina-
Ramirez, 2014). In order to achieve goals, the 
coach and the coachee should both demonstrate 
commitment (Milner & MacCarthy, 2016). 

Cardus (2013) suggests that when employees 
are left to work autonomously, to a certain 
extent, they will display self-directed behaviour 
and feel responsible for the choices made. 
This instils trust and steers work engagement 
positively. A study conducted by Breevaart et 
al. (2013) concludes that daily self-management 
is positively related to employees being more 
engaged, thus applying more skill, dedication and 
resilience to their work. Based on a theoretical 
framework of self-management by Manz (1986), 
Stewart, Courtright and Manz (2011) describe 
the process of self-management as consisting of 
the following steps: Firstly, the individual or team 
assesses the current situation and compares him/
her/itself to the norms and standards expected. 
Secondly, the individual or team engages in 
behaviour that will bridge the gap between the 
desired outcome and the current state. Lastly, the 
impact of new behaviour is assessed and acts as 
input in the assessment of the new current state, 
which will again trigger the process of bridging 
the gap. As self-management is a skill that can 
by trained, organisations could not only rely 
on recruiting people with this competency but 
could also expand this skill from within the 
organisation itself (Politis, 2015; Mantz, 1992).

Looking at engagement at an organisational 
level, Covey (1999) suggests that organisational 
goals can only be achieved if the reward system 
and the value system are aligned systematically. 
Employees are thus systematically steered to make 
choices aligned with the organisational goals. The 
following drivers are identified in die literature as 
influencing engagement on an organisational level:

•	 Extra-role customer satisfaction (Karatepe, 
2013)

•	 Inspiring trust and integrity (Van der Ohe, 

2016)
•	 Organisational culture (Deloitte, 2015)

 
extra-role customer satisfaction refers to 
tasks performed beyond the normal call of duty 
(Karatepe, 2013). Karatepe (2013) confirms that 
high-performance work practices, as manifested in 
training, empowerment and rewards, lead to work 
engagement, which in turn led to increased job 
satisfaction and extra-role customer satisfaction. 
Karatepe (2013) describes (i) training as providing 
employees with solid technical knowledge of 
policies and processes as well as interpersonal 
skills to do their work; (ii) empowerment as the 
scope and capacity employees have to commit 
and make decisions to fulfil their duties and please 
customers; and states that (iii) rewards should be 
fair and adequate for the difficulty of the tasks.

Van der Ohe (2016) indicates that increased 
trustworthiness is related to increased work 
engagement. Van der Ohe (2016) considers trust 
to be a workplace-relevant belief or attitude 
ascribed to a colleague and is demonstrated in 
three dimensions. Firstly, the employee trusts 
the organisation by investing time and effort 
into the organisational goals and wants to 
gain psychological safety in return. Secondly, 
the employee trusts the manager to perform 
an action based on an expectation, without 
having control over the manager. Lastly, the 
employee builds trust by helping a co-worker, 
which leads to helping behaviour in return. 

Ghani and Hussin (2009) propose that 
behaviours such as sharing information, 
explaining decisions or actions, being truthful 
and transparent during decision-making, 
aligning actions with the organisational strategy 
and honouring promises all create a supportive 
climate. Not engaging in forceful behaviour or 
threats also increases managers’ trustworthiness.

As previously mentioned, human resources 
leaders from 106 countries took part in a global 
survey conducted by Deloitte (2015), and 
87% of organisations found organisational 
culture and engagement as their top challenges. 
Organisational culture is defined by Schein (2010, 
as cited in Miller, 2015) as the way things are 
done at an organisation, and can be divided into 
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three levels: values (beliefs or charters), artefacts 
(physical expressions such as dress code, company 
reports and environment) and assumptions 
(thought processes, feelings and behaviour).

Miller (2015) further suggests that it is commonly 
accepted that culture can be changed through 
planned mediations. Deloitte (2015) highlights 
three critical principles to bring about culture 
transformation. Firstly, the culture tone is set at the 
top, meaning leaders should be held accountable 
for the culture that they display. Secondly, the 
organisational policies and processes should be 
aligned with the strategy/purpose as well as with 
the values supporting the strategy. Thirdly, the 
results of the culture transformation should be 
measurable and reported organisation wide. A 
positive organisational culture fosters higher work 
engagement, which entails not only drawing the 
best talent but also retaining it, as well as increased 
profitability in the long run (Deloitte, 2015).

Arguments put forward by Maxey (2014), 
Cardus (2013) and Leeds and Nierle (2014) 
suggest that work engagement can be improved 
through a systems approach. When systems 
theory is taken into consideration, it is evident 
that work engagement can be steered and 
influenced at every level, i.e. individual, team/
unit and organisational. This literature review 
has shown how the landscape has changed, from 
viewing engagement as only dependent on the 
employee and the employer as a pure investor 
in the process, to a set of interrelated processes 
that can systematically be steered to result in 
positive employee behaviour. Models to assess 
work engagement at the individual level, team 
level and organisational level are discussed below.

researCH metHodologY
A small scale study was undertaken at a service 
department at comprehensive university to 
determine the influence of the factors identified 
in the literature on the various levels of work 
engagement. The study was quantitative in 
nature. The research was done in the natural 
environment where events proceed normally 
using a survey (Sekaran & Bougie, 2013). 

Non-probability comprehensive sampling 
was applied. A sample of 100 was targeted. 

Employees were part of different divisions 
within finance and were appointed at 
different job levels, with different functions. 

To measure work engagement on the individual 
level, the standardised Utrecht Work Engagement 
Survey (UWES) was used that is based on the 
work of Schaufeli and Bakker (2003). A self-
developed questionnaire tested engagement at a 
team and an organisational level. Participation 
involved completing a 5-part questionnaire 
on a 7-point frequency rating scale and took 
approximately 20 minutes to complete. The 
reliability of questionnaires was considered in 
terms of Cronbach’s alpha coefficients to ensure 
that the research questions were answered. 

Ethical clearance to conduct the study was 
obtained from the Ethics Committee and the 
Senior Director heading the support service 
department at the comprehensive university. 
The conclusions were drawn from the actual 
facts of the findings, and researcher involvement 
was limited to prevent bias (Sekaran & Bougie, 
2013). Participation in this research was on a 
voluntary basis, that is, of the respondent’s own 
free will. All respondents were fully informed 
about the purpose, rights and benefits of the 
research and were required to sign a consent form 
to demonstrate acceptance and understanding 
(Sekaran & Bougie, 2013). The confidentiality of 
the respondents and their responses was protected 
and the researcher protected the respondents’ 
autonomy (Sekaran & Bougie, 2013). During 
and beyond the data collection phase of the 
research project, information about respondents 
was protected through the implementation of a 
data collection system (Sekaran & Bougie, 2013). 

researCH fIndIngs
Response rate
Of the 100 targeted employees, 76 responded 
to the questionnaires, hence a response rate 
of 76%. Descriptive and inferential statistics 
were computed and analysed from the data 
and substantive conclusions construed.

Reliability
A Cronbach’s alpha coefficient was calculated 
to determine the reliability of the scale used as 
well as to test whether or not the items used for a 
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construct/variable actually measure that particular 
construct. The work engagement variables 
that were constructed are vigour, dedication, 
absorption, autonomy, supervisory coaching, 
performance feedback, teamwork, inspiring 
trust and integrity, an organisational culture of 
innovation as well as extra-role performance. 

taBle 2: CronBaCH’s alPHa of WorK 
engagement ConstruCts

Variables Cronbach’s 
alpha n of Items

Vigour 0.851 6
Dedication 0.896 5
Absorption 0.875 6
Individual 
engagement 
(UWES)

0.944 17

Autonomy 0.574 2
Supervisory 
coaching 0.903 4

Performance 0.653 2
Teamwork 0.564 2
Inspiring 0.892 4
Extra-role 
performance 0.773 2

Team and 
organisational 
work engagement 
(Self-report 
questionnaire)

0.920 17

Only the variables with a Cronbach’s alpha that is 
greater than 0.6 were constructed and used in the 
analysis of variance to follow. From the constructed 
variables, all the values of Cronbach’s alpha were 
greater than 0.6 except for autonomy, teamwork 

and organisational culture of innovation. Where 
Cronbach’s alpha was less than 0.6, the individual 
statements were used separately and a chi-square 
test was used. . The results of variables tested 
through the Chi-square test is displayed in Table 
3. For the variables autonomy, teamwork and 
culture of innovation, which could not form a 
summated scale, separate descriptive statistics 
were calculated on the individual items. This was 
done using the factor values (FV), where a mean 
value of each of the statements was estimated, 
ranging from 0 to 6 with 3 being the middle 
value (lower than 3 indicates that respondents are 
fundamentally less engaged, and the closer the 
mean is to 6, the more engaged the respondents 
are regarding the specific issue). The mean for 
each question had to be changed into an FV or an 
average score (AS). The FV was then calculated. 
This ranges between 0 and 1, or can be converted 
into a percentage. A mean of 3 is therefore equal to 
an FV of 0.5 (or 50%). This is included in table 3.

A high FV (> 0.5) indicates that the majority are 
engaged with the specific issue in the statement. 
The FV for autonomy which are 83.6% and 
82.7% respectively are inline which the work 
environment as segregation of duties and a process 
flow of information is prevalent. Employees seem 
less engaged with the construct of teamwork than 
autonomy, scoring 69.1% and 59% in their opinion 
towards the commitment of fellow employees 
and if their opinion seem to count, respectively. 
When an organisational culture of innovation is 
assessed, engagement is averaged at 65.1% where 
employees were asked if they are encouraged 
to share new ideas/ways to perform their jobs. 
All factor values for variables tested in the Chi-
square are above 0.5 indicating that the majority 

taBle 3: faCtor Values of VarIaBles WHICH Could not form a summated sCale

drivers mean fV

Autonomy

I am able to do my job without anyone assisting 
me. 5.01 83.6%

I have the correct tools and equipment to do my 
job. 4.96 82.7%

Teamwork
My fellow employees are committed to doing 
quality work. 4.14 69.1%

At work, my opinion seems to count. 3.54 59.0%
Culture of 
innovation

I am encouraged to share new ideas/ways to 
perform my job. 3.91 65.1%
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of employees are engaged with the specific 
issue in the statement i.e. autonomy, teamwork 
and organisational culture of innovation. 

Analysis of drivers on individual, team and 
organisational level
Descriptive statistics were used to describe the 
basic features of the data in this study, particularly 
the means and standard deviations. In calculating 
the mean and mean percentage, the average 
measure and thus the level of engagement for 
each of the drivers of engagement was measured. 
Measurement included the overall level of 
engagement, i.e. individual, team or organisational, 
as well as the results for each of the drivers. The 
higher the mean percentage is above 50%, the 
more engaged respondents are and vice versa.

From Table 4, the mean percentages of all 
the constructs were above 50% but below 
76%, except for extra-role performance 
which was 88%, indicating respondents to 
be on average engaged. On individual level 
vigour as indicated in the literature through 
perseverance to continue despite challenges, 
mental resilience and a willingness to exert extra 
effort has the highest engagement score at 73%. 

At team level, performance management 
was the lowest at 61.4%. Employees 
indicated that they wanted more regular 
feedback on their performance from their 

supervisor and want to be able to measure 
their own performance against a set target. 

On organisational level, the engagement scores 
for inspiring trust and integrity and extra-
role performance were indicating 63.6 % and 
88% respectively. For the driver extra-role 
performance, employees seem committed to 
ensure that they go the extra mile to satisfy 
customers and portray a professional image of 
the organisation.  The uncertainty with regards 
to student unrest and management’s strategy 
to subsidise the endless demands of students 
are visible in the outcome of the engagement 
score for inspiring trust and integrity.

managerIal aPPlICatIons
The results indicate that work engagement at the 
comprehensive university is driven at three levels, 
i.e. the individual level, the team level and the 
organisational level. The individual level, portrayed 
in Table 4 and which included the employees’ 
internal perspective, vigour, dedication and 
absorption, invested as average engagement input 
of 71.5%. When work engagement at team level 
was considered, taking into account autonomy, 
supervisory coaching, performance management 
and teamwork, the level of work engagement 
averaged at 70%. Organisational-level engagement 
measured the drivers, namely inspiring trust and 
integrity, extra-role performance and a culture of 
innovation, to average at 72%. This average score 

taBle 4: mean, mean PerCentage and standard deVIatIon

drivers mean mean % median std 
deviation

Individual level

Vigour 26.29 73.0% 27.0 6.12

Dedication 21.57 71.9% 22.5 6.93
Absorption 25.09 69.7% 27.0 7.32
Individual work engagement 72.95 71.5% 77.0 18.7

Team level
Supervisory coaching 16.17 67.4% 17.0 6.08
Performance 7.37 61.4% 7.0 2.97
Team level work engagement 23.54 64.4% 24.0 9.04

Organisational 
level

Inspiring trust and integrity 15.27 63.6% 16.0 5.69
Extra-role performance 10.57 88.0% 11.0 1.84
Organisational level work 
engagement 25.83 75.8% 27.0 7.53
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of engagement contradicts worldwide trends 
measured by Galagan (2015) that only 44% of 
employees are engaged. This can be explained by 
the systemic approach followed where various 
factors related to a team and organisational 
level work engagement is supported. 

The emphasis when measuring work engagement 
should therefore no longer only be placed on the 
employee but a team and organisational level as well. 
This provides a more comprehensive and holistic 
view of work engagement levels in an organisation.

Key drivers, which were found to be reliable 
in terms of a Cronbach alpha coefficient, were 
vigour, dedication and absorption for individual 
level work engagement, supervisory coaching and 
performance management for team level work 
engagement and inspiring trust and integrity and 
extra-role performance on organisational level 
work engagement. It is suggested that these drivers 
must be included when measuring and monitoring 
work engagement on all three levels. Further 
research are also needed with bigger populations 
to further test the influence of these factors as 
contributors on a team and organisational level. 

Pinpointing efforts needed in a specific driver 
could ensure resources are allocated to the problem 
instead of taking a blanket approach. This could 
make employees feel that their needs are attended 
to, whereby work engagement could increase. 

The role and influence of the manager is vital 
in linking the individual goals to the team and 
organisational goals. It is important that managers 
are skilled on creating effective teams and held 
accountable for the teams that they create.

The human resource system should align the 
rewards and values by steering acceptable 
behaviour, whilst targets are driven, to create the 
culture the organisation is striving for. Employees 
differ in what they value, and it is important to 
understand these differences to be able to motivate 
them (Galagan, 2015). Rewards/compensation 
refer to the remuneration employees obtain in 
exchange for their time, effort and knowledge 
sacrificed for the benefit of the organisation 
(Rubel & Kee, 2015). Rewards could be monetary, 
in the form of basic pay and bonuses, or non-

monetary, like flexible working hours. The 
reward system should be transparent and easily 
accessible to employees. Rewards can also be 
linked and managed through the performance 
management system (Conway et al., 2015).

ConClusIons
The success of investing resources in work 
engagement was previously only perceived to 
be left up to the employee, without considering 
the influence of the team and organisation as a 
whole. By identifying a systems approach to work 
engagement, role players and responsibilities can 
be assigned to each level. Work engagement can 
now be managed and monitored at all three levels, 
i.e. individual, team and organisation. This could 
save time and money as resources could be directed 
where they are needed in order to generate a greater 
return on work engagement for the organisation. 

Following a systems approach to work 
engagement unveil new opportunities to ignite 
work engagement beyond the individual.
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aBstraCt
Despite the empirically confirmed link between 
transformational leadership and employee 
attitudes and outcomes, little is known about the 
psychological mechanisms through which these 
associations occur. Literature suggests that we 
need to develop theories of the psychological 
processes that translate leader behaviour 
into follower action if we want to understand 
leadership. This contribution adheres to this call 
and proposes and tests a model where personal 
resources are depicted as the psychological 
processes that translate transformational 
leadership in employee attitudes such as subjective 
experiences of work success and organisational 
commitment in different organisations from 
various sectors using a cross-sectional design and 
a convenience sample (N = 288). It considered the 
effect of gender in the experiences of respondents 
and also used multi-group path analysis to 
determine whether identical relations between 
transformational leadership characteristics, 
personal resources such as generalized self-
efficacy and self-esteem, employee attitudes such 
as subjective experiences of work success and 
organisational commitment could be found for 
males and females. The results indicate that all 
transformational leadership characteristics were 
statistically significantly related to one another 
on the one hand and to employee attitudes and 
personal resources on the other hand. In addition, 
these relationships were identical for males and 
females. A good fit of the data to the hypothesized 
model and closer inspection of the total, direct 
and indirect effects confirmed the partial 
mediation effect of personal resources in the 
relationship between transformational leadership 
and employee attitudes. Managerial implications 
and suggestions for future studies are provided.

Keywords: transformational leadership, per-
sonal resources, generalized self-efficacy, self-
esteem, work success, organisational commit-
ment, mediation 

IntroduCtIon
Transformational leadership has been promoted 
as a leadership style that will both facilitate 
change and increase job commitment, job 
satisfaction and well-being within teams 
(Sofarelli & Brown, 1998; Thyer, 2003; Arnold, 
Turner, Barling, Kelloway & McKee, 2007). 
Influence on others is the essence of leadership 
(Yukl, 1998). In this sense, leadership is also 
defined as the ability to influence the motivation 
or competence of other individuals in a group 
(Gibson, Ivancevich, & Donnelly, 1991). Only in 
its influence on others may we observe leadership 
(Knippenberg, Knippenberg, De Cremer & Hogg, 
2004: 826). Leadership effectiveness is reliant on, 
and indeed often defined in terms of, leaders’ 
ability to motivate followers towards a collective 
goal, mission, or vision (Chemers, 2001). The 
logical implication of this proposition is that, 
to understand leadership effectiveness, we need 
to understand leadership’s effects on followers. 

It has been objected that transformational 
leadership research is biased toward favouring 
some stakeholders such as top management, 
owners, and customers at the expense of employees, 
since it accentuates the role of leadership in 
increasing task motivation and performance 
(Stevens, D’Intino, & Victor, 1995). We need to 
develop theories of the psychological processes 
that translate leader behaviour into follower 
action (Knippenberg et al, 2004), if we want to 
understand leadership. Despite the empirical 
confirmed link between transformational 
leadership and employee attitudes and outcomes, 
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little is known about the psychological mechanisms 
through which these associations occur. Still 
this area of research has received relatively less 
attention. Our research was intended to fill this 
void. Personal resources, like generalized self-
efficacy, or confidence in ability to do the job, and 
self-esteem, or a positive or negative evaluation 
of ourselves as an entity of appraisal, is the 
possible psychological mechanism explored here. 

This contribution proposes a model that depicts 
transformational leadership skills as important 
antecedents for personal resources such as 
generalized self-esteem and self-efficacy and 
employee attitudes such as subjective experiences 
of work success and organisational commitment. 
In addition, it is argued that transformational 
leadership skills increase the experiences of 
personal resources such as generalized self-
efficacy and self-esteem and employee attitudes 
such as subjective experiences of work success and 
organisational commitment. More specifically 
it is maintained that personal resources such as 
generalized self-esteem and self-esteem serves as a 
mediator in the relation between transformational 
skills and employee attitudes such as subjective 
experiences of work success and organisational 
commitment. Mediators are variables that 
provide additional information about how or 

why two variables (dependent and independent) 
are strongly associated. According to Wu and 
Zumbo (2007:369), for a mediation model, 
the independent variable (transformational 
leadership) is presumed to cause the mediator 
(personal resources), and in turn, the mediator 
causes the additional influence of the independent 
variable on the dependent variable (employee 
attitudes). Our hypothetical model illustrating 
the mediating effect of personal resources, 
as we suggest, is depicted in Figure 1 below. 

lIterature reVIeW
Leadership styles
Social well-being, which refers to the quality 
of one’s relationship with other people and 
communities, is also proposed as one aspect of 
well-being (Keyes, 1998). While psychological 
well-being and physiological well-being are 
individually focused, social wellbeing focuses on 
interpersonal and social interactions (Bradbury & 
Lichtenstein, 2000). It is argued here, that positive 
leadership, which comprises positive attitudes 
of passion, skills, and confidence to inspire 
followers, has the potential to benefit followers 
in the long term in areas such as personal 
beliefs about oneself and one’s functioning, 
commitment, and ultimately general well-
being. Transformational leadership style is here 

fIgure 1: our HYPotHetICal model
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perceived to be a positive leadership style and is 
used in this paper as it is best suited to support 
and foster a work environment that enhances 
employee attitudes and belief such as commitment 
(Tanner, 2007; Tremblay, 2010; Wang, 2008), 
trust (Tanner, 2007) and job satisfaction (Rowold 
& Heinitz, Tanner, 2007; Wolfram & Mohr, 
2009), effectiveness and extra effort (Rowold & 
Heinitz, 2007), subjective task performance and 
organisational citizenship behaviour  (Wang, Law, 
Hackett, Wang & Chen, 2005) and  engagement 
(Tims, Bakker, & Xanthopoulou, 2011) as this 
leadership approach aims to change, transform  
and assist employees (Northouse, 2013).

Independent variables: Components of 
transformational leadership
Downton (1973) was the first scholar who 
coined the term transformational leadership. 
This new line of leadership research emphasized 
that effective leaders inspire their followers 
and nurture their ability to contribute to the 
organisation. Burns (1978: 4) was the first to 
describe leadership processes as ‘transforming’. 
Bass (1985, 1998) later expanded the concept 
of transformational leadership to encompass 
establishing oneself as a role model by gaining 
the trust and confidence of followers. Such 
leaders state future goals and develop plans to 
achieve them (Eagly, Johannesen-Schmidt & 
Van Engen, 2003). Northouse (2013:186) argues 
that transformational leadership is ‘the process 
whereby a person engages with others and creates 
a connection that raises the level of motivation 
and morality in both the leader and the follower’. 
Sceptical of the status quo, they innovate, even 
when the organisation that they lead is generally 
successful (Eagly, Johannesen-Schmidt & Van 
Engen, 2003). The existing leadership literature 
suggests that transformational leadership is one 
of the most considerable approaches of leadership 
(Antonakis, 2012; Bass, Avolio, Jung, & Berson, 
2003; Bass & Riggio, 2006; Kouzes & Posner, 2002). 

For the purposes of this study, we use Podsakoff, 
MacKenzie, Moorman and Fetter’s (1990) 
transformational leadership model which 
suggests that there are at least six key behaviours 
associated with transformational leaders. 
These six behaviours include articulating a 
vision (behaviours that help leaders identify 

opportunities and articulate a future vision), role 
modelling (behaviours based on organisational 
values and culture), fostering the acceptance 
of goals (behaviours that enhances efforts for 
organisational goal achievement), setting high 
performance expectations (behaviours that help 
followers understand leaders’ expectations about 
performance standards, excellence and quality), 
providing individualized support (behaviours 
that are concerned with followers’ personal 
feelings and needs) and intellectual stimulation 
(behaviours that challenge followers to excel and 
improve their work and performance). These six 
behaviours are integral parts of transformational 
leadership (Top, Akdere & Tarcan, 2015: 1263). 

Given the empirically proven link between 
transformational leadership, employee 
commitment (Tanner, 2007; Tremblay, 2010; 
Wang, 2008), subjective performance indicators 
(Rowold & Heinitz, 2007; Wang, Law, Hackett, 
Wang & Chen, 2005), self-efficacy (Jackson 
& Lushozi, 2014a; Kark & Dijk, 2007; Schyns, 
2001), self-esteem (Jackson & Lushozi, 2014b; 
Lui, Siu & Shi, 2010) this contribution consider 
and was aimed at confirming the six behaviours 
of transformational leadership as important 
antecedents for personal resources such as 
generalized self-efficacy and self-esteem and 
employee attitudes such as subjective experiences 
of work success and organisational commitment.

Mediator: Personal resources
During the last decades, more attention has 
been given to well-being and positive mental 
health rather than pathology (e.g., Veenhoven, 
2008). Human beings possess personal resources 
or positive characteristics, generally named 
‘character strengths’, which promote well-being 
and other positive outcomes, such as competency 
(e.g., Lavy & Littman-Ovadia, 2011; Peterson & 
Seligman, 2004; Steger, Hicks, Kashdan, Krueger, 
& Bouchard, 2007). Character strengths are meant 
to capture those qualities that are best about 
people and capture their potential to contribute to 
the world around them (Littman- Ovadia & Lavy, 
2012). They are considered as being similar to 
positive personality traits in that they are durable 
sources of individual differences, manifested 
to various degrees in the thoughts, feelings, 
and behaviours of different people (Peterson 
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& Seligman, 2004). In this study we consider 
generalized self-efficacy and self-esteem as possible 
personal resources, positive personality traits 
or positive characteristics. More specifically, we 
propose a mediating model in which generalized 
self-efficacy and self-esteem as possible personal 
resources mediate the relationship between 
transformational leadership and employee 
attitudes such as subjective experiences of 
work success and organisational commitment.

Self-efficacy
Self-efficacy reflects beliefs about one’s ability to 
organize and execute courses of action necessary 
for attainment of a goal (Bandura, 1997; Maddux 
& Gosselin, 2003). Self-efficacy relates to an 
individual’s beliefs about personal control and 
agency. Efficacy beliefs heighten the likelihood 
that people will strive to achieve certain goals, 
be persistent in their goal-directed behaviour, 
and succeed in their pursuit of these goals 
(Bandura, 1997; Judge & Bono, 2001), career 
choice (Hackett & Betz, 1995), job attitudes 
(Saks, 1995), training proficiency, learning 
and achievement (Martocchio & Judge, 1997; 
Multon, Brown, & Lent, 1991), task persistence 
(Bandura, 1997), and goal-directed behaviour 
(Judge & Bono, 2001). Evidently, self-efficacy is 
related to important organisational outcomes.

Enactive mastery (successful accomplishments), 
modelling (vicarious experiences provided by 
social models), verbal/social persuasion, and 
psychological arousal are the four main sources of 
influence used in the development of self-efficacy 
(Lui, Sui, & Shi, 2010). These causes are equivalents 
to many of the features of transformational 
leadership, especially role modelling, verbal/social 
persuasion, and psychological arousal, which 
are also core characteristics of transformational 
leadership (Yukl, 1999). In support of this 
argument Bandura (2000a; 2000b) maintains that 
supportive relationships can enhance self-efficacy 
through modelling attitudes and strategies for 
managing problems, and providing resources for 
coping. In line with this proposition, associations 
have been found between transformational 
leadership and self-efficacy (Kark & Dijk, 2007; 
Schyns, 2001). Importantly, self-efficacy is 
reported to mediate the relationship between 
transformational leadership and work outcomes 

and employee attitudes such as job satisfaction 
and organisational commitment wellbeing 
(Avolio, Zhu, Koh, & Bhatia, 2004; Dvir & Shamir, 
2003; Jackson & Lushozi, 2014a; Pillai & Williams, 
2004). This theoretical framework of self-
efficacy can also be applied to transformational 
leadership and subjective experiences of work 
success and organisational commitment.

Self-esteem
Self-esteem may be described as the evaluative 
component of the self (Knippenberg et al, 
2004:837). Self-esteem has been related with key 
outcomes such as enhanced initiative, higher 
satisfaction, and greater happiness, (Baumeister, 
Campbell, Krueger, & Vohs, 2003; Gardner & 
Pierce, 1998) and it has become increasingly 
clear that self-esteem is not only an important 
psychological need, but also an important 
economic need (Branden, 1998), and employee 
reasoning, decision making, and action regulation 
(Wiesenfeld, Brockner, & Thibault, 2000). High 
self-esteem has been linked to handling of 
conflict situations, task interdependence, and 
relationships with others (Brockner, 1988; Duffy, 
Shaw, & Stark, 2000; Leary & Baumeister, 2000). 
People’s evaluation of the self is largely grounded 
in their relationship with others (McAllister 
& Bigley, 2002) consequently one may expect 
that interactions with leaders or supervisors are 
likely to affect one’s self-esteem (Knippenberg 
et al, 2004). In line with this reasoning, 
Shamir, House and Arthur (1993) propose 
that charismatic leadership, in part, derives its 
effectiveness from its effects on follower self-
esteem. Nonetheless, little research, especially 
in the South African context, has focussed on 
the effects on leaders on follower self-esteem.

Piccolo and Colquitt (2006) noted that possibly the 
most significant process of the transformational 
approach is to emphasise the mediating role of 
followers’ attitudes toward both their leaders 
and themselves. Early studies have suggested 
that self-efficacy and self-esteem are two 
significant mediators between transformational 
leadership and followers’ outcomes (e.g., Jackson 
& Lushozi, 2014a; 2014b; Lui, Siu, & Shi, 2010; 
Pillai & Williams, 2004). Yet not many studies 
have explicitly included employee well-being or 
attitudes as outcomes. Following this point, we use 
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personal resources, a latent variable that consists 
of  generalized self-efficacy and self-esteem to 
reflect followers’ attitudes toward their leaders 
and followers’ attitudes toward themselves, 
respectively, and posit them as mediators 
between transformational leadership and 
employee attitudes such as subjective experiences 
of work success and organisational commitment.

Dependent variable: Employee attitudes 
Their practical and empirical significance has 
sustained the prolific nature of job attitudes 
research for nearly a century (Schleicher, 
Smith, Casper, Watt & Greguras, 2015. Indeed, 
a literature search for this contribution on 
google scholar revealed 1  250 000 records for 
“job attitudes”. It has long been recognized that 
employees’ job attitudes such as job satisfaction, 
organisational commitment, defined as 
“evaluations of one’s job that express one’s feelings 
toward, beliefs about, and attachment to one’s 
job” (Judge & Kammeyer-Mueller, 2012:343), 
can have important implications at work (e.g., 
performance, withdrawal; Brief, 1998; Judge & 
Kammeyer-Mueller, 2012; Schleicher, Hansen, 
& Fox, 2010). Despite their empirical popularity, 
there remains much to learn about job attitudes. 

Employee attitudes, such as organisational 
commitment, job involvement, and job 
satisfaction are important for managers (McCook, 
2002). Their importance stems from the fact 
that (1) they represent important consequences 
that managers may want to enhance at work 
and that (2) they are indicative of other latent 
problems. For example, low job satisfaction 
may be a symptom of employee intention to 
quit (Jackson & Van de Vijver, submitted).

Subjective experiences of work success
Job performance is the ability of an employee to 
carry out the duties or jobs assigned within an 
organisation. It is measured in terms of quantity 
and quality of work performed by the employee. 
Campbell (1990) defines job performance as 
an individual level variable that is behavioural 
(something that is done). He suggests that 
individual differences on performance are a 
function of three determinants: declarative 
knowledge, procedural knowledge and skill, and 
motivation. Judge, Cable, Boudreau and Bretz 

(1994:3) define career success as “the positive 
psychological or work-related outcomes or 
achievements one has accumulated as a result 
of one’s work experiences”. This opinion is 
confirmed by Ng, Eby, Sorenson and Feldman 
(2005:367) who argued that work success is the 
“accumulative positive work and psychological 
outcomes resulting from one’s work experience”. 
Work success represents ”a feeling of pride and 
personal accomplishment that comes from 
knowing that one has done one’s personal best” 
(Eby, Butts and Lockwood, 2003). It is important 
to note that subjective experiences of work 
success in this study refers to task completion, 
punctuality, status, and recognition at work, 
relationships with supervisors, relationships with 
fellow workers and pride as a result of the work 
of work done. The human capital theory suggests 
that individuals who invest the most in human 
capital attributes such as education, training, and 
experience are expected to show a higher level 
of work performance, and subsequently obtain 
higher organisational rewards (Ballout, 2007:743). 
Ng et al. (2005) found in their research a positive 
relationship between supervisor support, training 
and development and organisational resources 
with career success. Our hypothetical model 
depict transformational leadership or supervisor 
support as an important situational antecedent 
of subjective experiences of work success.

Organisational commitment
Organisational commitment is a psychological 
state that drives employee–organisation bonding 
by governing an employee’s decision whether 
to continue their membership of the employing 
organisation and to exert their efforts to achieve 
organisational goals (Mowday, Porter & Steers 
1982). Organisational commitment is directly 
related to identification and emotional attachment 
to the organisation (Yalabik, Popaitoon, Chowne 
& Rayton, 2013). Social exchange theory suggests 
that a sense of responsibility is cultivated in 
employees who receive valued exchange content 
from their employers, and that this results in 
reciprocity with attitudes and behaviours of 
value to the employer (Cropanzano & Mitchell 
2005). Business leaders are more likely to frame 
the importance of organisational commitment 
in terms of attracting, motivating, and retaining 
key talent (Michaels, Handfield-Jones, & 
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Axelrod, 2001). Employees who are low in 
organisational commitment are more likely to 
miss work and engage in counterproductive 
behaviors, such as theft, sabotage, and 
aggression (Luchak & Gellatly, 2007). 

An accumulating amount of evidence provides 
support that transformational leadership is 
positively associated with work outcomes. Meta-
analytic reviews (Fuller, Patterson, Hester, & 
Stringer, 1996; Judge & Piccolo, 2004; Lowe, 
Kroeck, & Sivasubramaniam, 1996) have 
reached consistent conclusions on the validity 
of the positive link between transformational 
leadership and employee attitudes, outcomes 
and behaviours. Research has documented the 
positive relationship between transformational 
leadership and the work attitudes of organisational 
commitment (Avolio, Zhu, Koh & Bhatia, 2004; 
Tanner, 2007; Tremblay, 2010; Walumbwa, Orwa, 
Wang, & Lawler, 2005; Wang, 2008) and job 
satisfaction (Rowold & Heinitz, Tanner, 2007; 
Walumbwa et al., 2005; Wolfram & Mohr, 2009), 
effectiveness and extra effort (Rowold & Heinitz, 
2007), job performance, both on the individual 
level (Walumbwa, Avolio  & Zhu, 2008; Wang, 
Law, Hackett, Wang, & Chen, 2005) and the group 
level (Bass et al., 2003; Schaubroeck, Lam, & Cha, 
2007), organisational citizenship behaviours 
(Piccolo & Colquitt, 2006; Podsakoff et al., 1990; 
Wang et al., 2005), and subjective experiences of 
work success (Jackson & Lushozi, 2014a; 2014b)

Gender differences in the experiences of 
transformational leadership, personal resources 
such as generalized self-efficacy and self-esteem 
and employee attitudes such as subjective 
experiences of work success and organisational 
commitment
In recent decades, many researchers have 
compared the leadership styles of men and 
women (Cuadrado, Morales, & Recio, 2008; 
Eagly & Carli, 2003a, 2003b; Eagly & Johannesen-
Schmidt, 2001; Wood & Eagly, 2010). The results 
seems to suggest that leadership behaviour tend 
to be gender stereotypical and that consideration, 
leading democratically, and being interpersonally 
oriented are often referred to as feminine 
leadership styles, whereas being instrumental, 
task oriented, and autocratic are considered 
masculine leadership styles (Eagly & Johannesen-

Schmidt, 2001; Eagly & Johnson, 1990; Gardiner 
& Tiggemann, 1999; Klenke, 1996). Based on 
these findings it could be expected that the 
feminine style resembles characteristics of the 
transformational leader while the masculine 
leadership style correspond with the transactional 
leadership style (Eagly, Johannesen-Schmidt & 
van Engen, 2003; Lopez-Zafra & Del Olmo, 1999).

It is argued here that based on the suggestion 
that leadership behaviour is related to gender 
stereotypes and leadership style is defined as 
“relatively stable patterns of behaviour that are 
manifested by leaders” (Eagly & Johannesen-
Schmidt, 2001: 781), or “the alternative ways 
that leaders pattern their interactive behaviour 
to fulfil their role as leaders” (Bass, 1990: 27), 
that females compared to males would expect 
a leadership style that is more consideration, 
democratically, being interpersonally oriented 
and transformational. We know from national 
employment equity reports (CEE, 2014) that male 
are more likely to occupy the upper echelons of 
organisational hierarchies. It is therefore assumed 
that the female follower expectations could be 
hypothetically speaking remains unfulfilled 
if they serve as followers of male and female 
leaders partly because they expect females to be 
more feminine or transformational. This could 
be difficult for female leaders in an environment 
where the dominant style is instrumental, 
task oriented, autocratic and masculine. On 
the other hand male leaders would be more 
inclined to exhibit a masculine leadership style 
and be less transformational in an environment 
where the dominant style is instrumental, 
task oriented, autocratic and masculine.  

Research findings seem to be inconclusive for 
gender differences in the experiences of personal 
resources. Buchanan and Selmon (2008) found 
that white males scored higher than white 
females and African males but lower than African 
females, while Leung and Leung (2011) found no 
difference in the generalised self-efficacy scores 
between male and female participants. The 
results on gender differences in self-esteem seem 
to favour males. Research suggested that men 
tend to report higher self-esteem than women, at 
least in adolescence and adulthood, although the 
effect size is generally small (Orth, Trzesniewski, 
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& Robins, 2010; Robins, Trzesniewski, Tracy, 
Gosling, & Potter, 2002). Both longitudinal and 
cross-sectional studies of self-esteem reported 
higher scores among males (Pollastri, Cardemil, 
& O’Donnell; 2009; Puskar, Bernardo, Ren, Haley, 
Tark, Switala, & Siemon, 2010). Choma Visser, 
Pozzebon, Bogaert, Busseri and Sadava (2010) 
also found higher self-esteem scores among males. 
However, Orth, Robins, and Widaman (2012) 
found that gender did not affect self-esteem. A 
recent South African study (Jackson, Van de 
Vijver and Fouché, 2014) found that even though 
males scored higher on self-esteem while females 
scored higher on generalized self-efficacy, that 
these differences were not practical significant. 
Based on the empirical evidence on hand it is 
not expected to find any gender difference in 
generalized self-efficacy and self-esteem scores.  

Some resarch suggests that in certain situations 
women and minorities receive more favourable 
treatment with respect to promotions and pay 
raises than white males (Gerhart & Milkovich, 
1989; Tsui & Gutek, 1984). Thus, evidence 
suggests that females and minorities are treated 
differently (and sometimes more favourably) 
than their white male counterparts. However, 
when levels of career attainment are evaluated-
as opposed to the outcomes of specific personnel 
decisions-the evidence also is fairly clear that 
women and minorities have lower levels of career 
success than white males (Cox & Nkomo, 1991). 
In addition, society assigns men and women 
different roles, and, therefore, each gender is 
socialized differently. Pre-work socialization 
for women traditionally encourages social 
relationships, whereas socialization for men 
concentrates on competition and achievement 
(Chusmir & Parker, 1991). This view, and the 
findings of Cox and Nkomo (1991) coupled with 
the fact that men still dominate the upper echelons 
of the hierarchy of organisations seems to suggest 
that men would score higher on subjective 
experience of work success compared to females. 

Research findings on gender differences in the 
experiences of organisational commitment 
also seem to be inconclusive. Alvi and Ahmed 
(1987) stated that females have higher level of 
commitment than males. Research (Marsden, 
Kalleberg & Cook, 1993) reveals a small but 

significant tendency for employed men to 
display higher organisational commitment 
than employed women do. They find that the 
primary explanation for the gender difference 
is that men are more likely than women to hold 
jobs with commitment-enhancing features. 
Other studies asserted that females have low 
level of commitment too (Dixon, Turner, 
Cunningham, Sagas & Kent, 2005). Mowday, 
Steers and Porter (1979) found that there was a 
coherent relationship between organizational 
commitment and gender. They added that 
females have higher level of commitment than 
males, because they tried to do a lot for their 
job status. Based on the empirical evidence 
on hand it is not expected to find any gender 
difference in organisational commitment scores.  

ProBlem InVestIgated
Leadership studies that have focussed on 
gender differences looked at leadership styles 
used or preferred by different gender groups. 
In the submission we focus (1) if the relations 
between the different variables depicted in our 
hypothetical model were experienced invariantly 
by different gender groups. In other words, 
the contribution was aimed at establishing 
whether a model depicting personal resources, 
a latent variable comprise of generalized self-
efficacy and self-esteem as mediator in the 
relationship between transformational leadership 
and employee attitudes, a latent variable that 
consists of subjective experiences of work 
success and organisational commitment would 
hold for both males and females. It was also 
deemed fit to (2) establish if gender difference 
exist in the experiences of transformational 
leadership characteristics, personal resources 
such as generalized self-efficacy and self-esteem, 
employee attitudes such as subjective experiences 
of work success and organisational commitment 
could be found for males and females. 

Literature suggests that we need to develop 
theories of the psychological processes that 
translate leader behaviour into follower action if 
we want to understand leadership (Knippenberg 
et al, 2004). It is argued that conventional 
leadership research overemphasizes the role of 
leadership styles in employee attitudes (Stevens 
et al., 1995). This submission would argue that 
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the proposed hypothetical model would hold 
for both males and females or would invariant 
across gender groups as it uses personal resources 
to explain the psychological mechanisms that 
translate leadership into followers’ action. 
Secondly, given the discussion on gender 
difference in leadership styles (discussed in the 
previous section) and based on the suggestion 
that leadership behaviour is related to gender 
stereotypes, leadership style is defined as relatively 
stable patterns of behaviour, and male dominate 
the leadership echelons of organisations, it 
is expected that females would experience 
less transformational leadership behaviour. 

researCH oBJeCtIVes
The primary objective of this study was to 
investigate the link between transformational 
leadership, personal resources and 
employee attitudes. The secondary 
objectives of this study were to determine: 

•	 The relationship between transformational 
leadership, self-efficacy, self-esteem, 
subjective experiences of work success and 
organisational commitment; 

•	 The relationship of transformational 
leadership on personal resources such as self-
efficacy and self-esteem; 

•	 The relationship of transformational 
leadership and personal resources such as self-
efficacy and self-esteem on employee attitudes 
such as subjective experiences of work success 
and organisational commitment; 

•	 If a hypothetical model depicting personal 
resources, consisting of self-efficacy and self-
esteem mediates the relationship between 
transformational leadership and employee 
attitudes such as subjective experiences of 
work success and organisational commitment, 
would be invariant for gender groups; and

•	 Gender differences exist in the experiences 
of transformational leadership, personal 
resources such as generalized self-efficacy 
and self-esteem and employee attitudes such 
as subjective experiences of work success and 
organisational commitment.

researCH metHodologY

Research design and methods
The quantitative approach was selected based on 
the nature of the data. A cross-sectional design 
using questionnaires was selected as the most 
applicable method in obtaining data for this 
study. Permission was sought from management 
to do the study in the various South African 
companies and it was granted. The confidential 
and anonymous nature of the study was 
explained to employees prior to distributing the 
questionnaire. In addition, the questionnaire 
did not require any identification, such as name 
or personnel numbers, from the respondents. 
An informed consent letter was sent to the 
respondents with the questionnaire to explain 
the purpose of the study and the questionnaire. 
Two weeks were provided for completion 
and reminder emails were sent prior to the 
collection of the fully completed questionnaire. 

Sample characteristics
This data collection part of this project formed 
part of a practical empirical assignment by MBA 
second year students. Students were expected to 
collect data in their own organisations, to analyse 
the data and to write a report on the impact of 
transformational leadership on employee beliefs 
and attitudes. Students were received course 
credits for submission of the assignment. The 
target population was those employees in South 
African organisations that could read and write, 
to whom MBA second year students could have 
excess to and are willing to participate in the study. 
288 employees fully completed questionnaires 
could be used in the final analysis. Additional 
characteristics of the sample are presented in Table 1.

Measuring instruments
•	 The Transformational Leadership Scale 

(Podsakoff et al., 1990). This is a 28-item 
scale that measures seven transformational 
and charismatic leadership traits, uses a 
7-point Likert-type scale ranging from 1 
= very little to 7 = very much. The scale 
consists of seven subscales to assess different 
leadership characteristics namely Articulate 
a vision (5 items), Role-Modelling (3 items), 
Fostering acceptance of goals (4 items), High 
performance expectations (3 items), Individual 
support (4 items), Intellectual stimulation (4 
items) and Transactional leader behaviour 
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– not used in this study (5 items). Jackson 
and Lushozi (2014a) obtained Cronbach 
Alphas that ranged between .96 to .71 for 
the Transformational leadership sub-scales 
(Podsakoff et al., 1990).

•	 The Rosenberg Self-Esteem Scale (RSE; 
Rosenberg, 1965/89). The RSE is a 10-item 
measure and adjusted the 4-point scale by 
using a 5-point scale ranging from 1 = strongly 
disagree to 5 = strongly agree. The measure 
contains five positively and five negatively 
phrased items. Sample items include “I feel 
that I have a number of good qualities” and 
“All in all, I am inclined to feel that I am a 
failure. Scores on all negatively phrased items 
were reversed before the analyses.  Jackson 
and Lushozi (2014b) obtained a Cronbach 
Alphas of .71 for the RSE (Rosenberg, 1965).

•	 The General Self-Efficacy Questionnaire (GSE) 
(Schwarzer, Bassler, Kwiatek, Schroder, and 
Zhang, 1997) was used to determine how the 
individual judges his or her own abilities and 
regulates the experience of personal efficacy 
with regard to life incidents. This 10-item 
measure uses a 5-point Likert–type scale 
ranging from 1 = strongly disagree to 5 = 

strongly agree. Sample items include “I can 
always manage to solve difficult problems if 
I try hard enough” and “If I am in trouble, 
I can usually think of a solution”. Jackson 
and Lushozi (2014a) obtained a Cronbach 
Alphas of .71 for the GSE (Schwarzer, Bassler, 
Kwiatek, Schroder, and Zhang, 1997)

•	 Subjective Experiences of Work Success Scale 
(SEWSS) Jackson, Van de Vijver & Ali, 2011). 
This instrument measures the participant’s 
perception of his or her work success and 
reputation at work. This 14-item measure 
uses a 5-point Likert-type scale ranging from 
1 = strongly disagree to 5 = strongly agree. 
An example of one of the items on this scale 
included “I do my work well enough to be 
complimented for it by my superiors”. Jackson, 
Van de Vijver and Ali (2011) obtained a 
Cronbach Alphas of .85 with the (SEWSS)

•	 Organisational commitment was measured 
with a scale developed for the study that 
measures whether it is worthwhile to work 
hard for the organisation, commitment to the 
organisation, and enjoying working for this 
organisation to the extent that respondents 
are not actively seeking a job elsewhere. 

taBle 1: samPle CHaraCterIstICs

demographics sub-groups frequency Percentage

Gender
Male 150 52.1

Female 138 47.9

Age

20 – 30 51 17.7
31 – 40 48 16.7
41 – 50 30 10.4

51+ 26 9.0
Missing 133 46.2

Race 

White 161 56.3
Black 104 36.4

Coloured 4 1.4
Indian 12 4.2
Other 5 1.7

Qualifications

Grade 12 219 76
Certificate 28 9.7
Diploma 7 2.4
Degree 17 5.9

Post-Graduation 1 0.3
Missing 16 5.7
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Sample items include “I am proud of this 
organisation” and “I am committed to this 
organisation”. This five item measure uses a 
5-point Likert–type scale ranging from 1 = 
strongly disagree to 5 = strongly agree.

•	 Finally, a biographical questionnaire was 
included, assessing gender, age, race, and 
educational attainment.

 
Statistical analysis
The statistical analysis was carried out with 
the Statistical Package for the Social Sciences 
(SPSS, 2015). Exploratory factor analyses were 
carried out to investigate the construct validity 
of the measuring instruments. Firstly, a simple 
principal component analysis was conducted on 
the constructs that form part of the measurement 
model, namely job demands and resources and 
the eigenvalues and scree plot were studied to 
determine the number of factors to extract. 
Kaiser (1960) recommends extracting factors 
with eigenvalues larger than 1.00. Additionally, 
the scree plot can also be used to determine the 
number of factors. Cattell (1966) advises that the 
point of inflection of the scree plot be considered. 
Second, a principal component analysis with a 
direct oblimin rotation was conducted if factors 
were related, and a principal component analysis 
with a varimax rotation was used if the obtained 
factors were not related (Tabachnick & Fidell, 
2001). The following criteria were considered in 
deciding which factors to retain: (1) as a rule of 
thumb, item loadings had to be more than 0.32; 
(2) an item was not allowed to load on more 
than one factor as this was considered to indicate 
that the item either tapped more than one factor 
(poor item) or that there was an overlap of factors 
or components; (3) a factor needed to have at 
least three substantive item loadings and (4) 
the retained factor needed to make theoretical 
sense (Field, 2009; Tabachnick & Fidell, 2001). 

Descriptive statistics (e.g. means, standard 
deviations, skewness and kurtosis) were used to 
determine the distribution pattern of the data. To 
ensure that the data were normally distributed, a 
cut-off point of 2.00 was set for skewness (Finch 
& West, 1997) and 4.00 for kurtosis (Field, 2009). 
A skewed variable is a variable whose mean is not 
in the centre, whilst a kurtosed variable indicates 

the presence of clustering of scores (Tabachnick 
& Fidell, 2001). Tabachnick and Fidell (2001, 
p. 73) state that it is necessary to examine the 
skewness and kurtosis of scores before analysis as 
‘solutions from analysis are usually degraded if the 
variables are not normally distributed’. Cronbach 
alpha coefficients were calculated to assess the 
reliability of the constructs measured in this study. 
Nunnally and Bernstein (1994) recommend a 
guideline of 0.70 as an acceptable cut-off point.

Pearson product-moment correlation coefficients 
were used to specify the relationship between the 
variables. In terms of statistical significance, it 
was decided to set the value at a 95% confidence 
interval level (p < 0,05). Effect sizes (Steyn, 1999) 
were used to decide on the practical significance 
of the findings. The parameters 0.10 (small effect), 
0.30 (medium effect) and 0.50 (large effect) were 
set for practical significance of the correlations 
(Steyn, 1999). A cut-off point of 0.30 (medium 
effect) was set for the practical significance of 
correlation coefficients (Cohen, 1988). A step-
wise multiple regression analysis was conducted 
to determine the proportion of variance in the 
dependent variables of subjective experience of 
self-esteem and work success that is predicted 
by the independent variables (characteristics 
of transformational leadership). The effect size 
in the case of multiple regressions is given by 
the formula (Steyn, 1999): f2 = R2/(1-R2). The 
following parameters 0.01 (small effect), 0.10 
(medium effect) and 0.35 (large effect) were 
set for practical significance of f2 (Steyn, 1999). 

Structural Equation Modelling (using multigroup 
analysis) was performed using the AMOS 20 
programme to test for mediating effects of 
personal resources in the relation between 
transformational leadership characteristics 
and employee attitudes. Multivariate analysis 
of variance (MANOVA) was used to test 
gender differences on the scales (Tabachnick 
& Fidell, 2001). Gender was the independent 
variable (two levels: Male and Female) while the 
mean scores of the scales were the dependent 
variables. Effect sizes (Cohen, 1988) were again 
used in addition to statistical significance to 
determine the salience of relationships. The 
effect size in the case of MANOV’S is given by 
the formula (Steyn, 1999): d = M1 - M2 / s. The 
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following parameters 0.02 (small effect), 0.05 
(medium effect) and 0.08 (large effect) were 
set for practical significance of d (Steyn, 1999). 

results
Results of the study are presented in four sections, 
namely exploratory factor analyses, descriptive 
statistics including the correlational analyses 
of all the measures used in the study. Secondly, 
regression analysis we conducted to determine 
(1) the role of the dimensions of transformational 
leadership on personal resources such as self-
efficacy and self-esteem as well as (2) the role of the 
dimensions of transformational leadership (in the 
first step) and personal resources (in the second 
step) on employee attitudes such as subjective 
experiences of work success and organisational 
commitment. Thirdly, testing for the mediating 
effect of personal resources in the relationship 
between transformation leadership characteristics 
and employee attitudes, using SEM (multigroup 
analysis). Lastly, assessing group differences in the 
experiences of dimensions of transformational 
leadership, personal resources and employee 
attitudes such as subjective experiences of 
work success and organisational commitment.

Exploratory factor analyses
The results obtained from separate exploratory 
factor analyses (EFA) and inspections of the scree 
plots and eigenvalues of the factors indicated 
that all scales used to assess key situational 
work-related variables and employee attitudes 
were one-dimensional. The choice for one factor 
was based on problems in interpreting multi-
factorial solutions and on the strong decrease 
of the eigenvalue after the first factor. The uni-
factorial solutions extracted explained 79.16% of 
the variance in vision articulation, 89.92% of the 
variance in role modelling, 84.23% of the variance 
in goal acceptance, 80.65% of the variance in high 
performance expectation and 57.22% of the variance 
in individual support, 79.95% of the variance in 
intellectual stimulation, 43.64 of the variance in 
generalized self-efficacy, 47.23% of the variance 
in positive self-esteem, 55.95% of the variance in 
negative self-esteem,  49.37% of the variance in 
subjective experience of work success and 58.58% 
of the variance in organisational commitment.

Descriptive statistics and correlational analysis

This section focuses on descriptive statistics 
of the variables covered in the study. The 
descriptive statistics of the variables in the 
study are presented in Table 2 below. Internal 
consistency calculated for the research data using 
Cronbach’s alpha, skewness and kurtosis are 
presented in Table 2. Table 3 also summarises the 
correlation coefficients between the constructs.

Inspection of Table 2 indicates that the Cronbach 
alpha of all scales falls within the acceptable 
range of 0.70 and above (Nunnally & Bernstein, 
1994) required for data to be useable in research 
of a similar nature. Table 2 also indicate that the 
data for all scales used were normally distributed 
given the guidelines of 2.00 for skewness (Finch 
& West, 1997) and 4.00 for kurtosis (Field, 
2009). In addition, table 3 also indicates that all 
transformational leadership characteristics were 
statistically significantly related to one another 
(medium to large effects) on the one hand and with 
employee attitudes (small to medium effects) and 
personal resources (small effects) on the other hand.

Regression analysis to determine the impact of 
transformational leadership characteristics as 
predictors of self-efficacy, self-esteem, subjective 
experiences of work success and organisational 
commitment
Next we focus on the regression analyses. 
We were also interested in the impact of 
transformational leadership characteristics 
as predictors of generalized self-efficacy, 
self-esteem, subjective experiences of work 
success and organisational commitment. 
Regression analysis with transformational 
leadership characteristics as predictors of 
generalized self-efficacy, self-esteem, subjective 
experiences of work success and organisational 
commitment are presented in Table 4 below.

Inspection of Table 4 revealed that transformational 
leadership characteristics account for 6% 
(small practical significance) of the variance 
in generalized self-efficacy with performance 
expectations and intellectual stimulation proving 
to be the only statistical significant predictors 
of generalized self-efficacy. Transformational 
leadership characteristics account for 2% (small 
practical significance) of the variance in self-
esteem with none of the transformational 
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leadership characteristics proving to be 
statistical significant predictors of self-esteem.  

Characteristics of transformational leadership also 
explained 19% (medium practical significance) 
of the variance in subjective experiences of 
work success with none of the transformational 
leadership characteristics proving to be statistical 
significant predictors of the dependent variable. 
However, with the inclusion of self-efficacy in the 
second model the variance explained in subjective 
work success increased by 16% to 35% (large 
practical significance) with self-efficacy (β=.49 / 
t=5.04) proving to be the only statistical significant 
predictor of subjective experiences of work success.

Characteristics of transformational leadership 
also explained 14% (medium practical 
significance) of the variance in organisational 

commitment with none of the transformational 
leadership characteristics proving to be statistical 
significant predictors of the dependent variable. 
However, with the inclusion of self-efficacy in the 
second model the variance explained in subjective 
work success increased by 8% to 22% (medium 
practical significance) with self-efficacy (β=.22 / t 
=4.04) proving to be the only statistical significant 
predictor of subjective experiences of work success.

The mediating effects of self-esteem in the 
relation between transformational leadership 
and employee attitudes
Structural Equation Modelling (multigroup 
analysis) was performed using AMOS 20 
(Arburkle, 2013) for testing for mediating effects 
of personal resources in the relationship between 
characteristics of transformational leadership 
and employee attitudes. The hypothesized model 

taBle 2: desCrIPtIVe statIstICs and CorrelatIonal analYses

α mean sd skewness Kurtosis
1. Vison articulation .93 5.08 1.38 -.92 .70
2. Role modelling .94 5.07 1.60 -.79 -.07
3. Goal acceptance .94 5.11 1.41 -.84 .41
4.Performance expectations .84 5.35 1.31 -1.12 1.44
5. Individual support .75 4.19 .95 .07 -.47
6. Intellectual stimulation .92 4.91 1.36 -.79 .59
7. Work success .85 4.12 .43 -.28 .01
8. Self-efficacy .84 4.05 .42 .24 -.06
9. Self-esteem .71 4.22 .48 -.32 .26
10.Organisation commitment .77 4.91 .99 -.24 2.07

taBle 3: tHe CorrelatIon CoeffICIents BetWeen tHe ConstruCts female (aBoVe 
dIagonal) and male (BeloW dIagonal) emPloYees

Variables 1 2 3 4 5 6 7 8 9 10
1. Vison articulation - .88** .86** .44** .47** .77** .08 .15 .15 .30**
2. Role modelling .72** - .82** .49** .48** .75** .11 .10 .18** .34**
3. Goal acceptance .69** .67** - .54** .51** .74** .10 .14 .23** .35**
4. Performance expectations .61** .54** .61** - .32** .50** .15 -.04 .18* .26**
5. Individual support .35** .40** .51** .34** - .34** .13 .07 .16 .22**
6. Intellectual stimulation .68** .64** .64** .56** .34** - .22** .13 .21* .30**
7. Self-efficacy .13 .07 .07 .19* .07 .13 - .44** .57** .33**
8. Self-esteem .05 .10 .11 .22** .06 .05 .60** - .34** .27**
9. Work success .38** .33** .32** .26** .21* .26** .55** .40** - .34**
10. Organ. commitment .36** .37** .34** .26** .18* .30** .28** .24** .59** -

Note ** p < .00 / p < .05
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is a mediation model in which characteristics of 
transformational leadership influence personal 
resource, which in turn impact on employee 
attitudes. We made a closer examination of the 
direct and indirect effects to evaluate their relative 
sizes. There is quite some literature on the testing 
of mediation effects (see Baron & Kenny, 1986; 
Holmbeck, 1997; Hoyle & Kenny, 1999; Judd & 
Kenny, 1981; Kline, 1998; Preacher & Hayes, 2004). 
It has been found that the method proposed by 
Baron and Kenny (1986) can have a low statistical 
power and that joint significance tests involving 
the product of coefficients showed greater 
statistical power than other procedures, including 
the Baron and Kenny approach (MacKinnon, 
Lockwood, Hoffman, West & Sheets, 2002). 

Male and female group similarities and differences 

were examined by testing the fit of a hierarchy of 
models with increasing constraints on the number 
of invariant parameters to the data (see Table 
5). Change in chi-square Δχ2 was used to assess 
the relative merits of competing models, and all 
comparisons were constructed so that the baseline 
model allowed differences across gender groups 
while the comparison model represented the 
constrained model (where there were no gender 
group differences). A non-significant Δχ2 test 
results reflects no decrement in fit, and therefore 
the more parsimonious and restrictive of the two 
models is selected. The hypothesized mediation 
model is presented in Figure 2 and the results of 
the mediation analysis can be found in Table 5.

Inspection of Table 5 revealed that the 
measurement weights model (see Figure 2), in 

taBle 4: regressIon analYsIs WItH transformatIonal leadersHIP CHaraCterIstICs as 
PredICtors of self-esteem and suBJeCtIVe eXPerIenCes of WorK suCCess

Predictors self-
efficacy

self-
esteem

subjective Work 
success.

organisational 
commitment

step 1 step 1 step 1 step 2 step 1 step 2
standardized β standardized β standardized β standardized β standardized β standardized β

Vision Articulation -.02 -.01 .05 .06 .00 .01
Role-modelling -.07 .01 .09 .12 .25* .26*
Goal acceptance -.14 .11 .05 .11 .12 .14
Performance expectations .14* .03 .04 -.04 .04 .01
Individual support .08 -.01 .08 .04 .02 .00
Intellectual stimulation .24* .07 .03 -.09 -.01 -.06
Self-efficacy .49** .22*
Self-esteem - - .09 .10

R .24 .13 .44 .59 .38 .47
R2 .06 .02 .19 .35 .14 .22
F2 .06 .02 .24 .54 .16 .28

Note f2 parameters set for practical significance: .01 ≥ small effect /.10 ≥ medium effect /.35 ≥ large 
effect / **. Correlation is significant at the 0.00 level

taBle 5: results of tHe multIgrouP struCtural eQuatIon model analYsIs

model χ2/df agfI tlI CfI rmsea Δχ2 Δdf
Unconstraint 1.67 .88 .96 .97 .05 - -

Measurement weights 1.62 .89 .96 .97 .05 6.23 6
Structural weights 1.65 ,88 .96 .96 .05 7.23 3
Structural residual 1.81 .87 .95 .95 .05 17.32 3

Measurement residual 2.07 .86 .93 .93 .06 41.50 10
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which the regression weights for the paths from 
the latent variables to their respective indicator 
variables (the paths in the measurement model) 
were assumed to be invariant across both 
Male and Female gender groups, was the most 
restrictive model with a good fit (see Figure 2):  
χ2(66, N=288) = 110.14, p < .001; χ2/df = 1.62 
(recommended ≤ 3.00), adjusted goodness of fit 
index (AGFI) = .89 (recommended ≥ .90), the 
Tucker Lewis index (TLI) = .96 (recommended 
≥ .90), the comparative fit index (CFI) = .97 
(recommended ≥ .90), and the root mean square 
error of approximation (RMSEA) was 0.05 
(recommended ≤ .06. The acceptable fit of the 
empirical data to the conceptual model indicates 
that the antecedent transformational leadership 
dimensions and factor loadings on employee 
attitudes at work through personal resources, 
the latent variable as mediating variable in the 
same way for Male and Females in this sample. 
The results of the multigroup structural equation 
model analysis assuming invariant associations 
for Males and Females are presented in Figure 2.

An inspection of Table 5 indicated that in line with 
observations from Figure 2, transformational 
leadership characteristics had total, indirect 
and indirect effects on employee attitudes.  In 

addition, the significance of the total, direct 
and indirect effect suggests that the link with 
employee attitude is partially mediated by 
personal resources. Transformational leadership 
characteristics have, therefore, a salient influence 
on personal resources. Direct and indirect effects 
were all positive and reinforced each other to 
increase employee attitudes. It can be concluded 
that transformational leadership characteristics 
partially mediates the path from personal 
resources to employee attitudes. This means 
that transformational leadership characteristics 
and personal resources are important for the 
enhancement of employee attitudes in this sample

Group differences in the experiences of the 
dimensions of transformational leadership, 
personal resources and employee attitudes
The last objective of this study was to determine 
if males and females experiences the dimensions 
of transformational leadership, personal 
resources and employee attitudes differently. A 
multivariate analysis of variance (MANOVA) 
was then carried out with gender (two levels: 
Male and Female) as an independent variable 
and the mean scores of the scales as dependent 
variables. The multivariate effect of gender was 
significant (Wilks’ Lambda= 0.872, F(10, 277) 

fIgure 2: tHe result of tHe sem analYsIs
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= 4.065, p < .00). The mean scores of the scales 
per gender group are presented in Table 7. 

The only significant univariate effect was found 
for goal acceptance [F(1, 286) = 5.75, p < .05], 
performance expectations [F(1, 286) = 13.26, p < 
.001], intellectual stimulation [F(1, 286) = 3.96, 
p < .05], and organisational commitment [F(1, 
286) = 5.70, p < .05]. Males compared to females 
experienced higher goal acceptance, performance 
expectations and intellectual stimulation while 
females compared to males experienced higher 
subjective experiences of work success. The last 
column presents Cohen’s d values, which gauges 
the size of the gender differences. Only medium 
(goal acceptance, performance expectations 
and subjective experiences of work success) 
practical effect sizes were observed. Males 
compared to females, experienced statistical 
and practical significant higher levels of goal 
acceptance and performance expectations while 
females experience statistical and practical 
significant higher experiences of work success. 

dIsCussIon
The aim of the study was firstly to determine the 
relationship between transformational leadership, 
self-efficacy, self-esteem, subjective experiences 
of work success and organisational commitment. 
The findings seem to concur with previous 
empirical results in  that transformational 
leadership characteristics were significantly, 
positively related to one another (Jackson & 
Lushozi, 2014a; 2014b) on the one hand and to 
subjective experiences of work success (Jackson 
& Lushozi, 2014a; 2014b; Wang, Law, Hackett, 
Wang & Chen, 2005), organisational commitment 
(Avolio, Zhu, Koh & Bhatia, 2004; Tanner, 2007; 
Tremblay, 2010; Walumbwa, Orwa, Wang, & 
Lawler, 2005; Wang, 2008), self-efficacy (Jackson 
& Lushozi, 2014a; Kark & Dijk, 2007; Schyns, 
2001), and self-esteem (Jackson & Lushozi, 
2014b; Lui, Siu & Shi, 2010) on the other hand. 

The second objective of the study was to determine 
the role of transformational leadership in 
personal resources (self-efficacy and self-esteem) 
and employee attitudes (subjective experiences of 
work success and organisational commitment). 

taBle 6: dIreCt, IndIreCt and total standardIzed effeCts of transformatIonal 
leadersHIP CHaraCterIstICs and generalIzed self-esteem

Predictor
employee attitude

direct Indirect total
Transformational leadership  .29* .12* .41*
Personal resources .69* .00 .69*

*p < .05
taBle 7: mean sCores (sd) Per sCale for tHe male and female grouP

males females
Cohen’s d

mean sd mean sd
1. Vison articulation 5.21 1.24 4.93 1.50 0.19
2. Role modelling 5.12 1.54 4.94 1.66 0.11
3. Goal acceptance 5.30 1.26 4.90 1.54 0.26*
4.Performance expectations 5.62 1.11 5.07 1.45 0.38**
5. Individual support 4.15 0.88 4.24 1.03 0.09
6. Intellectual stimulation 5.06 1.16 4.74 1.54 0.21*
7. Self-efficacy 4.08 0.40 4.01 0.44 0.16
8. Self-esteem 4.24 0.51 4.19 0.45 0.10
9. Work success 4.07 0.44 4.19 0.41 0.27*
10.Organisation commitment 4.87 0.99 4.95 1.00 0.08

*p < .05 / **p < .00 / f ≥ .02: small effect / f ≥ .05: medium effect / f ≥ .08: large effect 
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Transformational leadership explained 6% and 2% 
of the variance in generalized self-efficacy and self-
esteem respectively. Performance expectations 
and intellectual stimulation proved to be the only 
statistical significant predictors of generalized 
self-efficacy. This means that behaviours that help 
followers understand leaders’ expectations about 
performance standards, excellence and quality 
and behaviours that challenge followers to excel 
and improve their work and performance are 
important for the promotion of generalized self-
efficacy in this sample. In addition the study also 
seeks to determine the role of transformational 
leadership (1st step) and personal resources (2nd 
step) on subjective experiences of work success 
and organisational commitment. Characteristics 
of transformational leadership also explained 
35% of the variance in subjective experiences of 
work success with self-efficacy proving to be the 
only statistical significant predictor of subjective 
experiences of work success. Characteristics of 
transformational leadership also explained 22% 
of the variance in organisational commitment 
with self-efficacy proving to be the only 
statistical significant predictor of organisational 
commitment. The findings seem to suggest 
that role of transformational leadership in 
employee attitudes are enhanced with the 
inclusion of personal resources. This finding 
seem to increase our understanding of the 
link between transformational leadership and 
employee attitudes in the sense that personal 
resources serve as the psychological processes 
and mechanism that translate leader behaviour 
into follower action (Knippenberg et al, 2004).

This contribution was thirdly aimed at 
determining if a hypothetical model depicting 
personal resources, consisting of self-efficacy and 
self-esteem mediates the relationship between 
transformational leadership and employee 
attitudes such as subjective experiences of 
work success and organisational commitment 
would be invariant for male and female groups 
using multigroup analysis. In line with the 
regression analysis, the significance of the total, 
direct and indirect effect of the SEM analysis 
suggests that the link with employee attitude 
is partially mediated by personal resources. 
Transformational leadership characteristics 
have, therefore, a salient influence on personal 

resources. This means that transformational 
leadership characteristics and personal 
resources are imperative for the improvement 
of employee attitudes in this sample. Multigroup 
analysis (SEM) suggests that the variances and 
covariances of the residual variables in the 
measurement model were assumed to be invariant 
across both Male and Female gender groups.

This contribution lastly wanted to determine if 
gender differences exist in the experiences of 
transformational leadership, personal resources 
such as generalized self-efficacy and self-esteem 
and employee attitudes such as subjective 
experiences of work success and organisational 
commitment. It was anticipated that females 
compared to males would score lower than 
males on the experiences of the dimensions of 
leadership because the transformational style 
is more feminine (Eagly, Johannesen-Schmidt 
& van Engen, 2003; Lopez-Zafra & Del Olmo, 
1999). Findings partly confirm the expectation 
in that it suggest that males compared to females 
experienced higher goal acceptance, performance 
expectations and intellectual stimulation. It was 
also expected that females would experience 
less subjective experiences of work success 
because promotions in general favour their male 
counterparts (CEE, 2014). However, females 
compared to males did experienced higher 
subjective experiences of work success. This 
could be explained through females having to 
do more to prove gender role stereotypes wrong. 

This study is not without limitations. The 
research study was performed on a small 
convenience sample in a power utility in 
South Africa. This limits the generalizability 
of our findings. Cross sectional designs have 
implications for cause and effect analysis. The 
survey questionnaire was only administered in 
English and not all respondents’ first language 
was English which could have resulted in a risk 
of misinterpretation and misunderstanding. 
The study is dependent on the truthfulness of 
respondents’ answers. Future studies should 
consider longitudinal designs using large samples 
in various organisations to increase generalization 
and to assist with cause-effect analysis.

There is substantial evidence that the expectations 
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that one can accomplish one’s goals are positively 
related to motivation and goal attainment 
(House, 1995) and especially for self-efficacy in 
this study. Therefore managers should carefully 
consider their expectations of their subordinate. 
In addition, the role of intellectual stimulation in 
self-efficacy should be emphasized. It therefore 
recommended that given the role of generalized 
self-efficacy in employee attitudes that leaders / 
managers more frequently exhibit behaviours that 
challenge followers to excel and improve their 
work and performance and set high performance 
expectations or set stretched goals for followers. 
Another implications of the findings for leaders 
/ managers is that they should role-model a value 
system for their followers and engage in self-
sacrifice behaviour, articulate a transcendent 
goal (vision) that will become a cause for the 
organisation, communicate high performance 
expectations, help set goals for followers, provide 
a supportive climate in which they listen to the 
individual needs and concerns of followers, treat 
followers individually and differently on the 
basis of their talents and knowledge to enable 
them to reach achievements beyond expectation 
and empower followers by persuading them to 
propose new and controversial ideas without fear 
of punishment or ridicule (Stone et al., 2003:3). 

referenCes
Alvi, S., & Ahmed, S. W. (1987). Assessing 
organizational commitment in a developing 
country: Pakistan, a case study. Human Relation, 
40(5), 267-280.

Antonakis, J. (2012). Transformational and 
charismatic leadership. In D. V. Day & J. Antonakis 
(Eds.), The nature of leadership (2nd ed.) (pp. 
256-288). Thousand Oaks, CA: Sage.

Arnold, K. A., Turner, N., Barling, J., Kelloway, 
E. K., & McKee, M. C. (2007). Transformational 
leadership and psychological well-being: The 
mediating role of meaningful work. Journal of 
Occupational Health Psychology, 12(3), 193-203. 
doi.org/10.1037/1076-8998.12.3.193 

Avolio, B. J., Zhu, W., Koh, W., & Bhatia, P. (2004). 
Transformational leadership and organizational 
commitment: Mediating role of psychological 
empowerment and moderating role of structural 

distance. Journal of Organizational Behavior, 25, 
951-968. doi:10.1002/job.283 

Avolio, B., Zhu, W., Koh, W., Bhatia, P., 2004. 
Transformational leadership and organizational 
commitment: mediating role of psychological 
empowerment role and moderating role of 
structural distance. Journal of Organizational 
Behavior, 25, 951-968.

Ballout, H. I . (2007). Career success the effects 
of human capital, person-environment fit and 
organisational support.  Journal of Managerial 
Psychology, 22(8), 741-765.

Bandura, A. (1997). Self-efficacy: The exercise of 
control. New York, NY: Freeman.

Bass, B. M. (1985). Leadership and performance 
beyond expectations. New York, NY: Free Press.

Bass, B. M. (1998). Transformational leadership: 
Industry, military, and educational impact. 
Mahwah, NJ: Erlbaum.

Bass, B. M., & Riggio, R. E. (2006). Transformational 
leadership (2nd ed.). Mahwah, NJ: Erlbaum.

Bass, B. M., Avolio, B. J., Jung, D. I., & Berson, Y. 
(2003). Predicting unit performance by assessing 
transformational and transactional leadership. 
Journal of Applied Psychology, 88, 207-218.

Baumeister, R. F., Campbell, J. D., Krueger, J. 
I., & Vohs, K. D. (2003). Does high self-esteem 
cause better performance, interpersonal success, 
happiness, or healthier lifestyles? Psychological 
Science in the Public Interest, 4(1), 1-44.

Branden, N. (1998). Self-esteem at work. San 
Francisco, CA: Jossey-Bass.

Brief, A. P. (1998). Attitudes in and around 
organizations (Vol. 9). Thousand Oaks, CA: Sage.

Brockner, J. (1988). Self-esteem at work. 
Lexington, MA: Lexington Books.

Buchanan, T., & Selmon, N. (2008). Race and 
gender differences in self-efficacy: assessing 
the role of gender role attitudes and family 
background. Sex Roles, 58, 822–836.



586

Burns, J. M. (1978). Leadership. New York, NY: 
Harper & Row.

Campbell, J. P. (1990). Modeling the performance 
prediction problem in industrial and 
organizational psychology. In M. D. Dunnette & 
L. M. Hough (Eds.), Handbook of industrial and 
organizational psychology (pp. 687-732). Palo 
Alto, CA: Consulting Psychologists Press.

Cattell, R. B. (1966). The scree test for the number 
of factors. Multivariate Behavioral Research, 1(2), 
245-276.

Chemers, M. M. (2001) Leadership Effectiveness: 
An  Integrative  Review. In M. A. Hogg & R. S. 
Tindale  (Eds), Blackwell Handbook of   Socia 
Psychology:   Group   Processes.   Blackwell 
Publishers Ltd.  Oxford, UK. 376-399. doi: 
10.1002/9780470998458.ch16.

Choma, B. L., Visser, B. A., Pozzebon, J. A., 
Bogaert, A. F., Busseri, M. A., & Sadava, S. W. 
(2010). Self-objectification, self-esteem, and 
gender: Testing a moderated mediation model. 
Sex Roles, 63, 645–656.

Chusmir, L. H., & Parker, B. (1991). Gender and 
situational differences in managers’ values: A 
look at work and home lives. Journal of Business 
Research, 23, 325-335. 

Cohen, J. (1988). Statistical power analysis for 
the behavioural science (2nd ed.). Hillsdale, NJ: 
Erlbaum.

Cox, T. H., & Nkomo, S. M. (1991). A race 
and gender-group analysis of the early career 
experience of MBAs. Work and Occupations, 18, 
431-446.

Cropanzano, R., & Mitchell, M. S. (2005). Social 
Exchange Theory: An interdisciplinary review. 
Journal of Management, 31(6), 874–900.

Dixon, M. A., Turner, B. A., Cunningham, G. 
B., Sagas, M., & Kent, A. (2005). Challenge is 
key: An investigation of affective organizational 
commitment in undergraduate interns. Journal of 
Education for Business, 80, 172-180.

Downton, J. V. (1973). Rebel leadership: 

Commitment and charisma in a revolutionary 
process. New York, NY: Free Press.

Duffy, M. K., Shaw, J. D., & Stark, E. M. (2000). 
Performance and satisfaction in conflicted 
interdependent groups: When and how does 
self-esteem make a difference. Academy of 
Management Journal, 43, 772–782.

Dvir, T., Shamir, B., 2003. Follower development 
characteristics as predicting transformational 
leadership: A longitudinal field study. Leadership 
Quarterly, 14, 327–344.

Eagly, A. H., Johannesen-Schmidt, M. C., & 
Van Engen, M. L. (2003). Transformational, 
transactional, and laissez-faire leadership styles: 
a meta-analysis comparing women and men. 
Psychological Bulletin, 129(4), 569-591

Eby, L. T., Butts, M., & Lockwood, A. (2003). 
Predictors of success in the era of the boundaryless 
career. Journal of Organizational Behavior, 24(6), 
689-708.

Field, A. (2009). Discovering statistics using SPSS 
(4th ed.). London, United Kingdom: SAGE.

Finch, J. F., & West, S. G. (1997). The investigation 
of personality structure: Statistical models. 
Journal of Research in Personality, 31, 439–485. 
http://dx.doi.org/10.1006/jrpe.1997.2194 

Fuller, J. B., Patterson, C. E. P., Hester, K., & 
Stringer, D. Y. (1996). A quantitative review of 
research on charismatic leadership. Psychological 
Reports, 78, 271–287.

Gardner, D. G., & Pierce, J. L. (1998). Self-esteem 
and self-efficacy within the organizational 
context. Group and Organization Management, 
23, 48–70.

Gerhart, B. A., & Milkovich, G. T. (1989). Salaries, 
salary growth, and promotions of men and 
women in a large, private firm. In R. T. Michael, 
H. I. Hartmann & B. O’Farrell (Eds.), Pay equity: 
Empirical inquiries (pp. 23-43). Washington, DC: 
National Academy Press.

Gibson, J. L., Ivancevich, J. M., & Donnelly, J. 
H. (1991). Organizations: Behavior, structure, 



587

processes. Boston, MA: Richard D. Irwin.

Hackett, G., & Betz, N. (1995). Self-efficacy and 
career choice and development. In J. E. Maddux 
(Ed.), Self-efficacy, adaptation, and adjustment: 
Theory, research, and application (pp. 249–280). 
New York, NY: Plenum Press.

Jackson, L. T. B., & Lushozi, M. S. (2014a). The 
mediating role of self-efficacy in the relationship 
between transformational leadership and 
subjective experiences of work success. SAIMS 
2014 Conference Proceedings, 

Jackson, L. T. B., & Lushozi, M. S. (2014b). The 
mediating role of self-esteem in the relationship 
between transformational leadership and 
subjective experiences of work success. 8th 
International Business Conference Proceedings, 
3, 501-518.

 Jackson, L. T. B., van de Vijver, F. J. R., & Fouché, 
R. (2014) Psychological strengths and subjective 
well-being in South African white students. 
Journal of Psychology in Africa, 24(4), 299-307.

Jackson, L. T. B., Van de Vijver, F. J. R., and Ali, 
S. (2012). Positive acculturation conditions and 
well-being in a mine in the North-West province. 
South African Journal of Industrial Psychology, 
38, 38-48. 

Judge, T. A., & Bono, J. E. (2001). Relationship 
of core self-evaluations traits—self-esteem, 
generalized self-efficacy, locus of control, and 
emotional stability—with job satisfaction and job 
performance: A meta-analysis. Journal of Applied 
Psychology, 86, 80–92.

Judge, T. A., & Kammeyer-Mueller, J. D. (2012). 
Job attitudes. Annual Review of Psychology, 
63, 341–367. http://dx.doi.org/10.1146/
annurevpsych-120710-100511

Judge, T. A., & Piccolo, R. F. (2004). 
Transformational and transactional leadership: 
A meta-analytic test of their relative validity. 
Journal of Applied Psychology, 89, 755–768. 
doi:10.1037/0021-9010.89.5.755

Judge, T. A., Cable, D. M., Boudreau, J. W., & Bretz 
Jr, R. D. (1994). An empirical investigation of the 

predictors of executive career success. CAHRS 
Working Paper Series, 233.

Kaiser, H. F. (1960). The application of electronic 
computers to factor analysis. Educational and 
psychological measurement, 20, 141-151

Kark, R., & Dijk, D., 2007. Motivation to lead, 
motivation to follow: the role of the self-regulatory 
focus in leadership processes. Academy of 
Management Review, 32, 500–528.

Kouzes, J. M., & Posner, B. Z. (2002). Leadership 
challenge (3rd ed.). San Francisco, CA: Jossey-
Bass.

Lathan, G. P. (2009). Motivate employee 
performance through goal setting. In E. A Locke 
(Ed). Handbook of principles of organizational 
behavior: Indispensable knowledge for evidence-
base management (2nd ed., pp. 161-178). Malden, 
MA: Blackwell Business. 

Lavy, S., & Littman-Ovadia, H. (2011). All you 
need is love? Strengths mediate the negative 
association between attachment orientations 
and life satisfaction. Personality and Individual 
Differences, 50, 1050–1055.

Leary, M. R., & Tangney, J. P. (2003). Handbook 
of self and identity. New York, NY: The Guilford 
Press.

Leung, D. Y. P., & Leung A. Y. M. (2011). Factor 
structure and gender invariance of the Chinese 
General Self-Efficacy Scale among soon-to-be-
aged adults. Journal of Advanced Nursing, 67, 
1383–1392.

Littman-Ovadia, H., & Lavy, S. (2012). Differential 
ratings and associations with well-being of 
character strengths in two communities. Health 
Sociology Review, 21, 299–312.

Liu, J., Siu, O. L., & Shi, K. (2010). Transformational 
leadership and employee well‐being: The 
mediating role of trust in the leader and self‐
efficacy. Applied Psychology, 59(3), 454-479.

 Locke, E. A., & Latham, G. P. (1990). A theory of 
goal setting & task performance. New York, NY: 
Prentice-Hall.



588

Lowe, K. B., Kroeck, K. G., & Sivasubramaniam, 
N. (1996). Effectiveness correlates of 
transformational and transactional leadership: 
A meta-analytic review of the MLQ literature. 
Leadership Quarterly, 7, 385–425.

Luchak, A. A., & Gellatly, I. R. (2007). A 
comparison of linear and nonlinear relations 
between organizational commitment and work 
outcomes. Journal of Applied Psychology, 92, 
786-793. doi:10.1037/0021-9010.92.3.786

Maddux, J. E., & Gosselin, J. T. (2003). Self-
efficacy. In M. R. Leary, & J. P. Tangney (Eds.), 
Handbook of self and identity (pp. 218-238). New 
York, NY: The Guilford Press.

Marsden, P. V., Kalleberg, A. L., & Cook, C. R. 
(1993). Gender differences in organizational 
commitment influences of work positions and 
family roles. Work and Occupations, 20(3), 368-
390

Martocchio, J. J., & Judge, T. A. (1997). 
Relationships between conscientiousness and 
learning in employee training: Mediating 
influences of self-deception and self-efficacy. 
Journal of Applied Psychology, 82, 764-773.

McAllister, D. J., & Bigley, G. A. (2002). 
Work context and the definition of self: How 
organizational care influences organization based 
self-esteem. Academy of Management Journal, 
45, 894-904.

Michaels, E., Handfield-Jones, H., & Axelrod, B. 
(2001). The war for talent. Boston, MA: Harvard.

Mowday, R. T., Steers, R. M., & Porter, L. M. 
(1979). The measurement of organizational 
commitment. Journal of Vocational Behavior, 14 
(2), 224-247.

Mowday, R.T., Porter, L.W., and Steers, R.M. 
(1982). Employee–organization linkages: The 
psychology of commitment, absenteeism and 
turnover. London, United Kingdom: Academic 
Press.

Multon, K. D., Brown, S. D., & Lent, R. W. (1991). 
Relation of self-efficacy beliefs to academic 
outcomes: A meta-analysis investigation. Journal 

of Counseling Psychology, 38, 30-38.

Ng, T. W., Eby, L. T., Sorensen, K. L., & Feldman, 
D. C. (2005). Predictors of objective and subjective 
career success: a meta‐analysis. Personnel 
Psychology, 58(2), 367-408.

Northouse, P. G. (2013). Leadership: Theory and 
practice (6th ed.). Thousand Oaks, CA: Sage.

Nunnally, J. C., & Bernstein, I. H. (1994). 
Psychometric theory (3rd ed.). New York, NY: 
McGraw-Hill.

Orth, U., Robins, R. W., & Widaman, K. F. (2012). 
Life-span development of self-esteem and its 
effects on important life outcomes. Journal of 
Personality and Social Psychology, 102, 1271-
1288.

Orth, U., Trzesniewski, K. H., & Robins, R. W. 
(2010). Self-esteem development from young 
adulthood to old age: A cohort-sequential 
longitudinal study. Journal of Personality and 
Social Psychology, 98, 645–658.

Peterson, C., & Seligman M. E. P. (2004). 
Character strengths and virtues. Oxford, United 
Kingdom: Oxford University Press.

Piccolo, R. F., & Colquitt, J.A. (2006). 
Transformational leadership and job behaviors: 
The mediating role of core job characteristics. 
Academy of Management Journal, 49(2), 327–
340.

Podsakoff, P. M., MacKenzie, S. B., Moorman, R. 
H., & Fetter, R. (1990). Transformational leader 
behaviors and their effects on followers’ trust in 
leader, satisfaction, and organizational citizenship 
behaviors. Leadership Quarterly, 1, 107-142.

Pollastri, A. R., Cardemil, E. V., & O’Donnell, 
E. H. (2009). Self-esteem in pure bullies and 
bully/victims: A longitudinal analysis. Journal of 
Interpersonal Violence, 20(10), 1-14.

Puskar, K. R., Bernardo, L. M., Ren, D., Haley, T. 
M., Tark, K. H., Switala, J., & Siemon, L. (2010). 
Self-esteem and optimism in rural youth: Gender 
differences. Contemporary Nurse, 34, 190-198.



589

Robins, R. W., Trzesniewski, K. H., Tracy, J. L., 
Gosling, S. D., & Potter, J. (2002). Global self-
esteem across the life span. Psychology and 
Aging, 17, 423–434.

Rosenberg, M. 1989. Society and the adolescent 
self-image (rev. ed.). Middletown, CT: Wesleyan 
University Press.

Rowold, J., & Heinitz, K. (2007). Transformational 
and charismatic leadership: Assessing the 
convergent, divergent and criterion validity of 
the MLQ and the CKS. Leadership Quarterly, 18, 
121-133.

Saks, A. M. (1995). Longitudinal field investigation 
of the moderating and mediating effects of self-
efficacy in the relationship between training 
and newcomer adjustment. Journal of Applied 
Psychology, 80, 211–225.

Schaubroeck, J., Lam, S. S. K., & Cha, S. E. (2007). 
Embracing transformational leadership: Team 
values and the impact of leader behavior on team 
performance. Journal of Applied Psychology, 92, 
1020–1030. doi:10.1037/0021-9010.92.4.1020

Schleicher, D. J., Hansen, S. D., & Fox, K. (2010). 
Job attitudes and work values. In S. Zedeck (Ed.), 
Handbook of industrial and organizational 
psychology (pp. 137-189). Washington, DC: 
American Psychological Association.

Schleicher, D. J., Smith, T. A., Casper, W. J., 
Watt, J.D., & Greguras, G. J. (2015). It’s all in 
the attitude: The role of job attitude strength in 
job attitude–outcome relationships. Journal of 
Applied Psychology, 100(4), 1259-1274.

Schwarzer, R., Bassler, J., Kwiatek, P., Schroder, K., 
& Zhang, J.X. (1997). The assessment of optimistic 
self-beliefs: Comparison of the German, Spanish, 
and Chinese versions of the general self-efficacy 
scale. Applied Psychology: An International 
Review, 46(1), 69-88. 

Schyns, B. (2001). The relationship between 
employees’ self-monitoring and occupational 
self-efficacy and perceived transformational 
leadership. Current Research in Social Psychology, 
7, 30–42.

Shamir, B., House, R., & Arthur, M. B. (1993). The 
motivational effects of charismatic leadership: A 
self-concept based theory. Organization Science, 
4, 577-594.

Sofarelli, D., & Brown, D. (1998). The need for 
nursing leadership in uncertain times. Journal of 
Nursing Management, 6(4), 201-207.

Steger, M. F., Hicks, B. M., Kashdan, T. B., 
Krueger, R. F., & Bouchard, T. J. (2007). Genetic 
and environmental influences on the positive 
traits of the Values in Action classification, and 
biometric covariance with normal personality. 
Journal of Research in Personality, 41, 524-539.

Stevens, C. U., D’Intino, R. S., & Victor, B. 
(1995). The moral quandary of transformational 
leadership: Change for whom. Research in 
organizational change and development, 8, 123-
143.

Steyn, H.S. (1999). Practical significant 
relationships between two variables.  SA Journal 
of Industrial Psychology, 28(3), 10-15.

Tabachnick, B. G., & Fidell, L. S. (2001). Using 
multivariate statistics (4th ed.). Boston, MA: 
Allyn and Bacon.

Tanner, B. M. (2007). Analysis of the relationships 
among job satisfaction, organizational trust, and 
organizational commitment in an acute care 
hospital (Unpublished Doctoral dissertation). 
Faculty of Saybrook Graduate School and 
Research Center, San Francisco, CA.

Thyer, G. L. (2003). Dare to be different: 
transformational leadership may hold the key to 
reducing the nursing shortage. Journal of Nursing 
Management, 11(2), 73-79.

Tims, M., Bakker, A. B., & Xanthopoulou, D. 
(2011). Do transformational leaders enhance their 
followers’ daily work engagement? Leadership 
Quarterly, 22, 121-131.

Tipton, R. M., and Worthington, E. L. (1984). 
The measurement of generalized self-efficacy: A 
study of construct validity. Journal of Personality 
Assessment, 48, 545-548. 



590

Top, M., Akdere, M., & Tarcan, M. (2015) 
Examining transformational leadership, job 
satisfaction, organizational commitment and 
organizational trust in Turkish hospitals: public 
servants versus private sector employees. The 
International Journal of Human Resource 
Management, 26(9), 1259-1282, doi: 
10.1080/09585192.2014.939987

Tremblay, M. A. (2010). Fairness perceptions and 
trust as mediators on the relationship between 
leadership style, unit commitment, and turnover 
intentions of Canadian forces personnel. Military 
Psychology, 22, 510–523. 

Tsui, A. S., & Gutek, B. A. (1984). A role analysis 
of gender differences in performance, affective 
relationships, and career success of industrial 
middle managers. Academy of Management 
Journal, 27, 619-635.

Van Knippenberg, D., Van Knippenberg, B., De 
Cremer, D., & Hogg, M. A. (2004). Leadership, 
self, and identity: A review and research agenda. 
The Leadership Quarterly, 15(6), 825-856.

Veenhoven, R. (2008). Sociological theories of 
subjective well-being. In M. Eid & R. Larson 
(Eds.), The science of subjective well-being: A 
tribute to Ed Diener (pp. 44-61). New York, NY: 
Guilford.

Walumbwa, F. O., Avolio, B. J., & Zhu, W. (2008). 
How transformational leadership weaves its 
influence on individual job performance: The role 
of identification and efficacy beliefs. Personnel 
Psychology, 61, 793-825.

Walumbwa, F. O., Orwa, B., Wang, P., & Lawler, 
J. J. (2005). Transformational leadership, 
organizational commitment, and job satisfaction: 
A comparative study of Kenyan and U.S. financial 
firms. Human Resource Development Quarterly, 
16, 235-256.

Walumbwa, F.O., Wang, P., Lawler, J.J., & Shi, 
K. (2004). The role of collective efficacy in the 
relations between transformational leadership 
and work outcomes. Journal of Occupational and 
Organizational Psychology, 77(4), 515-530.

Wang, H., Law, K. S., Hackett, R. D., Wang, D., 

& Chen, Z. X. (2005). Leader-member exchange 
as a mediator of the relationship between 
transformational leadership and followers’ 
performance and organizational citizenship 
behavior. Academy of Management Journal, 
48(3), 420-432.

Wang, Y. (2008). Emotional bonds with 
supervisor and co-workers: Relationship to 
organizational commitment in China’s foreign-
invested companies. The International Journal of 
Human Resource Management, 19, 916-931.

Wiesenfeld, B. M., Brockner, J., & Thibault, V. 
(2000). Procedural fairness, managers’ self-
esteem and managerial behaviors following a 
layoff. Organizational Behavior and Human 
Decision Processes, 83, 1–32.

Wolfram, H-J., & Mohr, G. (2009). 
Transformational leadership, team goal 
fulfilment, and follower work satisfaction. Journal 
of Leadership & Organizational Studies, 15, 260-
274.

Wu, A. D., Li, Z., & Zumbo, B. D. (2007). Decoding 
the meaning of factorial invariance and updating 
the practice of multi-group confirmatory factor 
analysis: A demonstration with TIMSS data. 
Practical Assessment, Research and Evaluation, 
12(3), 1-26.

Yalabik, Z. Y., Popaitoon, P., Chowne, J. A., 
Rayton, B. A. (2013). Work engagement as 
a mediator between employee attitudes and 
outcomes. International Journal of Human 
Resource Management, 24(14), 2799-2823. doi: 
10.1080/09585192.2013.763844

Yukl, G. (1999). An evaluation of conceptual 
weaknesses in transformational and charismatic 
leadership theories. The Leadership Quarterly, 
10(2), 285-305.



591

aBstraCt
Researchers have confirmed that there is a 
positive and substantive correlation between 
employee satisfaction and engagement and the 
organisational outcomes of productivity, profit, 
employee accidents, customer satisfaction 
and turnover. Some have argued that when 
organisations make favourable strategies and 
rules for the employees about pay scales, work 
environment, staff input and policy development, 
this will lead to employee engagement, 
satisfaction and loyalty within the organisation. 
This means that employee’s perceptions about the 
features of their job are important for employee 
attitudes and the bottom-line of organisations, 
including municipalities. Lack of service delivery 
by municipalities has led to an increase in violent 
protestations in South Africa. The quality of service 
delivery by public institutions could be the result 
of negative employee attitudes. Therefore, this 
investigation could shed light on the role of job 
characteristics on employee attitudes to identify 
areas for intervention. Using a cross-sectional 
design and convenience sample (N=178), this 
contribution considers the relationship between 
and the role of job characteristics in job satisfaction 
and work engagement in a municipality 
in South Africa. Findings indicate that job 
resources (organisational support, advancement, 
relationship with co-workers, contact, workload 
and insecurity) were significantly related to 
one another on the one hand and with job 
satisfaction and work engagement on the other 
hand. Regression analysis also seems to suggest 

that organisational support, relationship with co-
workers and overload were significant predictors 
of intrinsic and extrinsic job satisfaction, 
vigour and dedication. Relationship with co-
workers was also a significant predictor of 
intrinsic and extrinsic job satisfaction and 
absorption. In addition, insecurity was a 
significant negative predictor of extrinsic job 
satisfaction. Recommendations are provided for 
managers in the municipality where the study 
was conducted as well as for future research.

Keywords: Job characteristics, job resources, 
job demands, job satisfaction, work engage-
ment, and municipalities

IntroduCtIon
Recently managers and researchers have started 
to put more focus on the influence of job design 
on employee’s behaviours and attitudes (Bakker 
& Timms, 2011). A well-designed job may foster 
employee well-being and engagement (Bakker & 
Demerouti, 2008). The Characteristic Job Model 
developed by Hackman and Oldham (1980) has 
become a dominant model of work design that 
measures all the relevant variables (Miner, 2005). 
The Job Characteristic Model argued that five 
core characteristics of jobs (namely skill variety, 
feedback, autonomy, task identity and task 
significance) influence three critical psychological 
states (i.e. experienced meaningfulness of work, 
experienced responsibility for work outcomes, 
and knowledge of results) which, in turn, enhance 
internal work motivation, performance, growth 
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and job satisfaction and reduce absenteeism 
(Bakker & Timms, 2011). In this regard, 
scholars (Bakker & Demerouti, 2008; Jackson & 
Rothmann, 2005; Miner, 2005) have examined 
the role of job characteristics in employee well-
being and engagement. Various studies have 
supported the assumption that job characteristics 
influence work-related psychological well-being, 
including job satisfaction (Jonge, De. Doormann, 
Janssen, Dollard, Landeweered, & Nijhuis, 2001). 

Researchers (Harter, Schmidt, & Hayes, 2002), have 
confirmed that there is a positive and substantive 
correlation between employee satisfaction and 
engagement and the organisational outcomes of 
productivity, profit, employee accidents, customer 
satisfaction and turnover. Hanif and Kamal 
(2009), argued that when organisations design 
favourable strategies and rules for the employees 
about pay scales, work environment, staff input 
and policy development, this will lead to employee 
engagement, satisfaction and loyalty within the 
organisation. Based on his research with engineers 
and accountants, Herzberg (1964) concluded that 
the existence of specific job factors in relation to 
job attitudes was fairly well accepted. However, 
evidence of this link, especially the association 
between job characteristics and employee 
attitudes in South African municipalities, 
could not be confirmed from the literature. 

ProBlem statement
All municipalities are mandated with the 
responsibility of providing residences with 
basic services which include water, sanitation, 
electricity and waste removal. South African 
municipalities have in recent times been piqued 
with unprecedented service delivery protests, 
indicative of failure to provide these amenities as 
expected. With soaring levels of unemployment 
and rampant poverty, it follows that poor service 
delivery adds to growing dissatisfaction in these 
communities. Chapter 7 of the South African 
Constitution 1996, highlights one of the key 
mandates of municipalities as being accountable 
for service delivery. In recent decades most 
South African municipalities have been hit by a 
wave of violent service delivery-related protests 
(Gwane, 2015). He also adds that these protests 
have left a trail of property damages amounting 
to millions of rands and even loss of lives. The 

Gauteng Provincial Legislature conducted a 
survey between 2013 and 2014 to assess the 
service delivery quality offered by Gauteng local 
municipalities and more than 65% of participants 
pointed out that they were not happy with the 
quality of service offered (Gauteng Provincial 
Legislature, 2015). Gwane, (2015) also adds that 
most Gauteng municipalities are not guided by 
Section 195(1) of the 1996 Constitution, which 
insists that public service delivery should adopt 
key values including equality, human dignity and 
a drive for non-racialism.  The objective of this 
paper is to determine the association between and 
the role of job characteristics in job satisfaction and 
engagement in a South African municipality. The 
quality of service delivery by public institutions 
could be the result of negative employee attitudes. 
Therefore, this investigation could shed light 
on the role of job characteristics on employee 
attitudes to identify areas for intervention.

lIterature reVIeW
Job characteristics
Work affects the well-being of employees (Bakker & 
Demerouti, 2017; Rothmann, Mostert & Strydom, 
2006). Numerous models have been proposed to 
explain the interface between the demands of a 
job and the resources available to the employee at 
work. These models include, but are not limited 
to, the Job Characteristics model (Hackman & 
Oldham, 1976, 1980), the Job Demands Control 
model (Karasek, 1979), the Person-Environment 
Fit model (Lazarus & Folkman, 1984), the 
Vitamin model (Warr, 1994), the Job Demands-
Resources (JD-R) model (Demerouti, Bakker, 
Nachreiner & Schaufeli, 2001), the Holistic Model 
of Well-being (Nelson & Simmons, 2003) and the 
dual-process model (Schaufeli & Bakker, 2004). 

The Job-Demands Resources Model (J-DR) 
was developed by Demerouti et al., (2001).  The 
JD-R model has been applied in a number of 
organisations abroad and within the South African 
context (Bakker & Demerouti, 2017; Demerouti 
et al., 2001; Jackson, Rothmann & Van De Vijver, 
2006; Bakker & Schaufeli,  2004; & Rothmann 
& Jordan, 2006), and the results indicated that 
different work characteristics could be grouped 
into two theoretical categories of job demands 
and job resources for different organisations. 
The JD-R is based on the assumption that, 
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although an organisation may have its specific 
work characteristics associated with well-being, 
it distinguishes two types of job characteristics 
which are; job demands and resources. 

Job demands refer to those aspects of the work 
context that affect individual employee capacity 
and have psychological and/or physical costs 
(Broeck et al., 2008). These aspects of the job 
can cause strain in situations where they go 
beyond employee adaptive capability (Rothmann, 
Mostert & Strydom, 2006). According to Broeck, 
Vansteenskiste, Whitte, and Lens (2008), the job 
demand category contains job characteristics 
such as task interruptions, workload, work-
home interference, emotional dissonance and 
organisational changes. According to Rothmann 
et al. (2006), job resources refer to the degree 
to which a job offers assets/opportunities to 
individual employees. The job resource category 
refers to physical, psychological, social or 
organisational aspects of the work context that 
can reduce the health-impairing impact of job 
demands, are functioning in achieving work 
goals, and stimulate personal development, 
learning and growth (Broeck et al., 2008). 
Job resources at organisation level include 
aspects such as salary, job security, and career 
opportunities, while those at interpersonal and 
social relations level include supervisor and co-
worker support and team climate (Rothmann 
et al., 2006). Resources at the level of task 
consist of; performance feedback, task identity, 
skill variety, task significance and autonomy, 
while those at the level of organisation of work, 
include role clarity and participation in decision 
making (Rothmann et al., 2006). According to 
Bakker and Schaufeli (2004), job resources play 
an intrinsic motivation role through learning 
and development and developing employee 
growth, also play an extrinsic motivation role 
by being assisting in achieving work goals.

Jackson and Rothmann (2005) developed the Job 
Demands and Resources Scale (JDRS), in their 
study of educators were used in this study. The 
scale comprises of seven reliable factors which are 
Organisation support, Reward, Insecurity, Growth 
opportunities, Overload, Control and Relationship 
with colleagues (Jackson & Rothmann, 2005). 
However, further research is required to develop 

a valid measure that could be utilised in a 
variety of work context (Rothmann et al., 2006).

Job satisfaction
Job satisfaction, in particular, has received 
extensive research attention in management 
studies (Berry & Morris, 2008; Mafini, Surujlal, & 
Dhurup, 2011; Sempane, Rieger and Roodt, 2002). 
Job satisfaction is a multidimensional concept 
which measures a worker’s positive emotion or 
attitude towards his or her job (Locke, 1976). This 
simply means how people feel about their job. 
Berry and Morris (2008), defined job satisfaction 
as the contentment an individual have with his 
or her job. On the other hand, Sempane et al. 
(2002), refers to job satisfaction as an individual 
perception and evaluation of the job. Mafini et 
al. (2011:146) seem to be in agreement with this 
view as the author defines job satisfaction as a 
personal evaluation of the current conditions of 
the job or the outcome that arises as a result of 
having a job. Robbins, Water-Marsh, Cacioppe 
and Millet (1994), defines job satisfaction as 
the degree to which people like their job. They 
maintain that a person with a high level of job 
satisfaction holds a positive attitude towards 
the job, while a person who is not satisfied with 
the job holds a negative attitude toward the job. 
The researchers explained that the differences 
between some rewards employees receive and the 
amount they believe they should receive prompts 
the general attitude. Bowen, Cattell, Distiller 
and Edwards, (2008) supported this idea as they 
believe that, positive attitude towards one’s job are 
associated with higher level of job satisfaction. 

On the other hand, job dissatisfaction refers 
to the unpleasurable emotional state resulting 
from resulting from the appraisal of one’s job as 
frustrating or blocking the attainment of one’s 
job values or as entailing disvalues. According 
to Saari and Judge (2004), dissatisfied and 
demoralised employees tend to have low levels 
of commitment to work, which, in turn, impacts 
negatively on performance and the achievement 
of organisational goals. For the purpose of this 
study, job satisfaction of municipal employees 
may be perceived as their attitude toward various 
aspects of their job. An attitude, in this case, 
refers to an organised predisposition to respond 
in a favourable or unfavourable manner towards a 
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specified class of objects. Therefore, indicators of 
job satisfaction are aspects such as the degree to 
which people like or dislike, their feelings towards 
something or their general way of thinking (Mafini 
et al., 2011). Inefficiencies and ineffectiveness 
are being experienced within the South African 
Public sector especially Municipalities in their 
mandate of providing quality service delivery. 
Lack of motivation, as well as low levels of job 
and life satisfaction, have negatively affected 
their overall well-being. Therefore, it is important 
to understand the concept of job satisfaction 
amongst employee in the public sector.  

Work engagement
Academic literature presents a couple of 
definitions of engagement. Khan (1990:694) 
defines engagement as the “harnessing of 
organisational member’s selves to their 
working role, and this can either be by physical 
engagement, emotional engagement and cognitive 
engagement”. He further adds that “engagement 
means being psychologically present when 
occupying and performing any organisational 
role” (Khan, 1992). On the other hand, in the case 
of disengagement employees withdraw from role 
performance and try to defend them physically, 
emotionally and cognitively (Khan, 1990). 
Harter et al. (2002:269), referred to employee 
engagement as “the individual’s involvement and 
satisfaction with as well as enthusiasm for work”. 
Shuck and Wolland (2010:103) defined employee 
engagement as “an individual employee cognitive, 
emotional and behavioural state directed toward 
desired organisational outcomes”. According to 
Development Dimensions International (2005), 
work engagement has been described as “the 
extent to which people appreciate their work, the 
degree of enjoyment experienced and the extent 
to which they believe in what they do. This means 
that work engagement is the positive emotional 
connection between employer and employee.

Burnout researchers suggest that engagement 
is the opposite of burnout Maslach, Schaufeli, 
& Leiter. (2001). Maslach et al. (2001:46) state 
that “engagement is characterised by energy, 
involvement and efficacy”, which is the opposite of 
three burnout dimensions of exhaustion, cynicism 
and ineffectiveness. Schaufeli and Buunk (2002) 
further present engagement as a contrastive 

concept to burnout. They define work engagement 
“as a positive, fulfilling, work-related state of 
mind that is characterised by vigour, dedication 
and absorption”. Vigour is characterised by high 
levels of energy and mental resilience. Employees 
are willing to invest much effort in their work and 
persist even when they are faced with difficulties. 
Dedication is characterised by a sense of 
significance, pride, enthusiasm, inspiration and 
challenge. Finally, absorption is characterised by 
being totally and happily immersed in one’s work 
to the extent that it is difficult to detach oneself 
from it (Schaufeli Schaufeli & Buunk 2002:74). 
These three dimensions of engagement are 
measured through the Utrecht Work Engagement 
Scale developed by Schaufeli & Buunk (2002). 
All three dimensions are measured by this scale 
with statements such as, vigour (“when I get 
up in the morning I feel like going to work), 
dedication (my job inspires me) and absorption 
(“I am immersed in my work”). They also 
add that engagement is not a momentary and 
specific state, but rather “it is a more persistent 
and pervasive affective-cognitive state that is not 
focused on any particular object, event, individual 
or behaviour” Schaufeli and Buunk (2002:74).

According to Schaufeli and Bakker (2001), engaged 
employees have the following characteristics;

•	 Engaged employees take the initiative and give 
direction to their lives. They do not submit 
passively to the influence of the environment 
but rather give form to it as well as direction 
to their lives. They look for challenges outside 
the current environment if ever they have to 
perform the same functions with the same 
clients.

•	 Engaged employees are characterised by 
enthusiasm, energy both in their work and 
their private lives. This shows that they are 
engaged even outside their work environment. 
The energy they possess never seems to fade.

•	 Engaged employees generate their positive 
feedback.  A positive spiral is maintained 
because they “create” rewards in the form 
of recognition, success, administration, and 
appreciation through their attitudes and 
activities.

•	 Compared with burned out employees, 
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engaged employees experience a different 
type of exhaustion. They experience this 
exhaustion because their energy levels are 
also limited. However, the exhaustion they 
experience can be described as “exhausted but 
satisfied”. 

•	 The norms and values of engaged employees 
correspond with those of their organisation. If 
these goals are achieved, employees experience 
meaning in and through their work.

•	 Engaged employees are not workaholics. 
They experience pleasure in their work and 
also enjoy hobbies and voluntary work in the 
community. In contrast, workaholics give the 
impression of being stressed and compulsive.

•	 Engaged employees might have been previously 
burned out and burned out employees might 
have shown strong engagement previously. 
However, employees who previously suffered 
from burnout show high levels of engagement 
later in their lives.

 
Job characteristics, job satisfaction and work 
engagement
Job satisfaction and engagement can only be 
made possible with a well-designed job (Bakker 
& Demerouti, 2008). Various studies have 
supported the assumption that job characteristics 
influence work-related psychological well-being, 
including job satisfaction and engagement 
(Jackson et al., 2006; Jackson, submitted, Jonge, 
De. Doormann, Janssen, Dollard, Landeweered, 
& Nijhuis, 2001). Regarding the relationship 
between occupational stress (including 
high demands and low resources) and work 
engagement, research has shown that even when 
exposed to high job demands and working long 
hours, some individuals do not show symptoms 
of disengagement. Instead, they seem to find 
pleasure in dealing with these stressors (Schaufeli 
& Bakker, 2004). High levels of stress (including 
high demands and low resources) are associated 
with low levels of job satisfaction (Terry, Nielson 
& Perchard, 1993). Fairbrother and Warn (2003) 
confirm that occupational stress (including high 
demands and low resources) is negatively related 
to job satisfaction. Furthermore, it seems that job 
satisfaction has a protective effect on the relation 
between occupational stress (including high 

demands and low resources) and disengagement 
(Ramirez, Graham, Richards, Cull & Gregory, 
1996; Visser, Smets, Oort & deHaes, 2003). 
Visser et al. (2003) confirm that job satisfaction 
has a protective effect against the negative 
consequences of occupational stress (including 
high demands and low resources). They suggest 
that when stress is high and satisfaction is low, 
the risk of low energy – a central aspect of low 
work engagement – increases considerably.

Job satisfaction and work engagement are two 
constructs that are similar in that they are both 
forms of positive well-being that reflect some 
attainment of wanted states. These two constructs 
differ in their level of activation or arousal. In 
comparing these definitions, satisfaction refers 
to an acceptable level rather than an enthusiastic 
(Warr & Inceoglu, 2012), an energised state 
whereby engagement describes positive 
feelings characterised by dedication, vigour 
and absorption (Schaufeli et al., 2002). Engaged 
employees are highly energised and dedicated 
in work (Leiter, 2011). According to Crawford 
(2010), engagement is a “motivational concept”, 
whereas job satisfaction describes a more reactive 
feeling about what has already been attained and 
is likely to be attained. War and Inceoglu (2012), 
mentions that “engagement may be viewed as 
energised satisfaction and even though engaged 
workers are necessarily satisfied in some way, 
satisfied workers may or may not be engaged”.

According to Hagedorn (2000), there is a 
significant positive relationship between job 
satisfaction and work engagement. An employee 
who feels high levels of achievement, and is 
appropriately compensated by salary, recognition 
and responsibility, will be satisfied with the job 
(Hagedorn, 2000). The researcher further pointed 
out that job satisfaction predicts work engagement, 
adding that an employee who experiences high 
levels of job satisfaction is likely to be appreciative 
of his or her position in the organisation resulting 
in the employee being engaged. Low levels of 
satisfaction will result in the employee being 
disengaged, is not excited and does not contribute 
to the benefits of the organisation (Hagedorn, 
2000). In this regard, previous studies have 
argued that job dissatisfaction is a consistent 
predictor of turnover and burnout (Harter et 
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al., 2002; Laschinger, Wong & Grec, 2006).

ConteXtualIzIng tHIs studY
Within the South African context, the success 
or failures of any municipality depends on 
the quality of its political leadership, sound 
governance of its finances and the strengths of its 
institution. What’s also important is the calibre of 
staff working for the municipality. An analysis of 
municipal finances suggests that personnel issues 
lie at the heart of many of the financial problems 
experienced by municipalities (National Treasury 
Report, 2016). Apart from financial problems the 
municipality where the research was conducted 
has been experiencing staff shortage as per the 
population ratio. Long lines of clients are the 
order of the day at major service points. As a 
result, in addition to personel power shortages, 
there have been limited resources in terms of 
budget, vehicles and office space. This makes it 
difficult for employees to do their work efficiently 
leading to job stress, disengagement and lower 
job satisfaction. In most departments, customer 
service is very poor, and there is a shortage of 
staff. As a result, they will be shortages of staff 
in cases where one goes on annual leave, attends 
courses, meetings or is on sick leave. The proper 
management of personnel is, therefore, critical 
to the effective and efficient functioning of 
municipalities and must be prioritised across 
all municipal functions. Personnel management 
should not only be left to corporate services or 
the human resources department; it needs to be 
a core responsibility and priority for all managers 
in a municipality (National Treasury report, 
2016). Research is thus needed to determine if 
there is a relationship between job satisfaction, 
engagement and job characteristics. The results 
of this research will be useful to the municipality 
as a whole. Recommended measures can then 
be taken to improve their conditions since 
satisfied workers are more motivated, productive 
and fulfilled. They can also contribute to 
higher customer satisfaction. Based on the 
background and definition of the problem above, 
the research question has been formulated 
as follows: Is there a relationship between job 
satisfaction, job characteristics and engagement 
among employees in a local municipality?

researCH metHod
Research approach and design
A quantitative approach was used in this research. 
According to Welman, Kruger, & Mitchell (2005), 
focus on the study of observable human behaviour 
which involves a formal, objective and systematic 
process in which numerical data is used to obtain 
information. This research approach is used 
to describe variables, examine the relationship 
among variables and to determine cause and effect 
interactions between variables (Burns & Grove, 
2005). Quantitative research was conducted to 
enable the processing and analysis of literature 
and statistics.  The advantage of this survey 
method includes the fact that it can illustrate 
the attributes of a very large populace and the 
authoritative perception which it maintains 
Welman et al. (2005). A cross-sectional design 
was employed to achieve the research objectives. 
This is a special case of criterion group design 
which typically contains different age groups 
(Welman et al., 2005).  This design examines 
changes in similar groups at different ages. It 
compares groups from different backgrounds.

Study population, sample size and sampling 
procedure
The target population the sample was drawn 
from consist of all permanent and contract 
employees of a Local Municipality. The sample 
size of this study was 178. Convenience sampling 
was employed to recruit the respondents.  This 
sampling technique ensures that all those able 
and willing to assist with the data collection 
could participate. The biographical information 
of the participants are presented in Table 3

Table 3 indicates that 33.71% (n=60) of the 
respondents were male and 66.29% (n=118) were 
females. The majority of respondents were of 
black ethnicity (83.71%, n=149). Approximately 
40.45 %( n=72) were aged between 31 and 40 years 
followed by those between 41 and 60 years (n=68, 
38.20%). A great number of respondents has either 
a degree/diploma (n=95, 53.37%) followed by 
those with a Matric qualification (n=53, 29.78%). 
Regarding the level of employment, the majority 
of respondents occupy the middle position (n= 
83, 46.66%). Figures 1 to Figure 5 depict the 
demographic information in graphs and charts.
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Research procedure and ethical aspects
 All ethics governance issues were observed. 
Permission to conduct the research was granted 
by the Human Resource Manager of the local 
municipality. Arrangements were made with 
managers of various departments to get access 
to municipal employees from their departments. 
The research instrument was distributed to 
the participants through door-to-door in the 
various departments of the municipality. The 
questionnaire distributed includes a covering 
letter and instructions which informed the 
respondents of the general nature of the research 
process. Respondents were assured of the 
anonymity of their responses during the data 
collection process. Participants were encouraged 
to give honest answers to all questions. Data 

was collected during different days and times. 
Of the 300 questionnaires initially administered 
to municipal employees, 185 questionnaires 
were returned. Among these, seven incomplete 
questionnaires were discarded, which resulted 
in a final sample of 178 respondents. The 
completed questionnaires were captured on 
an Ms Excel spreadsheet to facilitate statistical 
analysis and draw conclusions of the research.

Measuring instruments 
The following instruments were used: 

•	 The Job demands-resources scale (Jdrs) 
was developed by Jackson and Rothmann 
(2005) to measure job demands and job 
resources. The JDR scale consists of 48 items. 

taBle 1: demograPHIC InformatIon of tHe resPondents

demographics sub-groups frequency Percentage

Gender
Male 60 33.71

Female 118 66.29

Age

Below 20 0 -
20 – 30 26 14.61
31 – 40 72 40.45
41 – 50 34 19.10
51 - 60 34 19.10

61+ 12 6.74

Race 

White 23 12.29
Black 149 83.71

Coloured 4 2.25
Indian 1 0.56
Asian 1 0.56

Qualifications

Below Grade 12 5 2.81
Grade 12 53 29.78

Degree / Diploma 95 53.37
Post-Graduation 25 14.04

Level of Employment

Junior 53 29.78
Middle 83 46.63
Senior 32 17.98

Top 2 1.12
Not sure 8 4.49
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The questions are rated on a scale ranging 
from 1 (never) to 4 (always). Three items 
per dimension were included in the final 
questionnaire for the following dimensions 
of the JDR scale: pace and amount of work, 
mental load, emotional load, variety in work, 
opportunities to learn, independence in work, 
relationships with colleagues, relationship 
with immediate supervisor, ambiguities 
about work, information, participation, 
contact possibilities, remuneration, and 
career possibilities. Jackson and Rothmann 
(2005) found that the dimensions of the JDRS 
consisted of seven reliable factors, namely 
organisational support (α= 0.88), growth 
opportunities (α = 0.80), overload (α = 0.75), 
job insecurity (α = 0.90), relationship with 
colleagues (α = 0.76), control (α = 0.71) and 
rewards (α = 0.78).

•	 Job satisfaction was measured using the 
20-item short form of the minnesota 
satisfaction Questionnaire (msQ) (Weiss, 
Dawis, England, & Lofquist, 1967). This is a 
popular facet measure that is frequently used 
in job satisfaction research. The measure uses a 
scale that ranges from strongly disagree (1) to 
strongly agree (5). One advantageous feature 
of the MSQ short form is that it can be used 
to measure two distinct components: intrinsic 
job satisfaction and extrinsic job satisfaction. 
Intrinsic job satisfaction is how people feel 
about the nature of the job tasks themselves, 
whereas extrinsic job satisfaction is how 
people feel about aspects of the work situation 
that are external to the job tasks or work itself 
(Spector, 1997). Hirschfeld (2000) obtained 
satisfactory Cronbach alphas for the intrinsic 
(α = 0.84) and extrinsic job satisfaction (α = 
0.88) dimensions.

•	 The utrecht Work engagement scale 
(uWes) developed by Schaufeli, Martınez, 
Marque´s-Pinto, Salanova, and Bakker, 
(2002) was used to measure the levels of work 
engagement of the participants in Section 
C of the questionnaire. The model includes 
three dimensions, namely Vigour, Dedication 
and Absorption. The questionnaire consists 
of 17 questions and includes questions like 
“I am bursting with energy every day in my 
work”; “Time flies when I am at work” and 

“My job inspires”. The various items on the 
questionnaire were measured with a scale 
ranging from 0 (Never) to 6 (Always). Makhoa 
(2016) recently obtained acceptable Cronbach 
alpha coefficients of above 0.70 when he used 
this scale in a electricity supplier in South 
Africa: Vigour (α=0.85), Dedication (α=0.87) 
and Absorption (α=0.84). 

•	 Finally, a biographical questionnaire was also 
included, dealing with biographical questions 
such as age, gender and ethnicity

 
Administration of the measuring instruments
Statistical analysis
The statistical analysis was carried out using the 
IBM SPSS version 23. Descriptive statistics in the 
form of means, standard deviations, skewness 
and kurtosis were computed to explore the data. 
An exploratory factor analysis was conducted to 
determine the validity of the job characteristics 
questionnaire. Cronbach alpha coefficients 
were used to assess the internal consistency of 
the measuring instruments. Pearson product 
–moment correlations were used to assess the 
relationship between the variables. The statistical 
significance was set at 95% confidence interval 
level (p<0.05). Effect sizes (Cohen, 1988) were 
used to determine the practical relevance of 
correlations <0.30 (small effect), 0.30<0.50 
(medium effect) and >0.50 (large effect) (Cohen, 
1998).  Cut-off points for the practical significance 
of the correlations coefficients were set to 0.30 
(medium effect) (Cohen, 1988).  A modified cut-
off point of 0.25 was set to increase our probability, 
for the practical significance of correlation 
coefficients for the work engagement variables of 
vigour, dedication and absorption. A regression 
analysis was also conducted to determine the 
proportion of variance in the dependent variables 
of intrinsic, extrinsic, dedication, vigour and 
absorption that was predicted by the independent 
variables namely, organisational support, 
advancement, relationship with colleagues, 
contact possibilities, workload and job insecurity. 
The effect sizes in the case of multiple regression 
are given by the formula f²= R²/1-R² (Steyn, 
1999). The parameters for practical significance 
of f² (Steyn, 1999) were set at 0.01 (small effect), 
0.09 (medium effect) and 0.35 (large effect)
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researCH HYPotHeses
The following research hypotheses were 
formulated for the purpose of this study:

•	 H1: A significant strong relationship exists 
between job satisfaction, engagement and job 
characteristics.

•	 H2: Job characteristics are a significant 
predictor of job satisfaction.

•	 H3: Job characteristics are significant 
predictors of engagement

 
results
The results are presented in three section. First 
we present the exploratory factory analysis. 
This is followed by the presentation of the 
descriptive statistics and correlation analysis. 
Lastly we present the regression analysis.

Exploratory factor analysis
A simple principal component analysis was 
carried out on the items of the Job Demands-
Resource Scale (JDRS) to assess the number of 
factors. An analysis of the eigenvalues (>1) in 
line with literature (Cattel, 1966) and the screen 
plot (Figure 1) indicated that six factors could 
be extracted which explained 55.5% of the total 
variance. The eigenvalues of these factors were as 
follows: Factor 1=12.85; Factor 2=4.10; Factor 3= 
3.00; Factor 4= 2.58; Factor 5=2.11 and Factor 6= 

2.01. Factor 1 was labelled Organisational support. 
This factor (21 items) refers to the relationship 
with immediate supervisor, ambiguities about 
work, and participation and information. Factor 
2 was labelled Advancement. This factor (6 items) 
refers to career possibilities, financial rewards and 
remuneration. Factor 3 was labelled Workload. 
This factor (9 items) refers to pace and amount 
of work, mental load and emotional load. Factor 
4 was labelled Relationship with colleagues. This 
factor (4 items) refers to the relationships one had 
when interacting with colleagues. Factor 5 was 
labelled Contact possibilities. This factor (3 items) 
refers to how one has contact with colleagues as 
part of their work during working hours. Factor 
6 was labelled Insecurity. This factor (3 items) 
refers to uncertainty about your job in the future. 
The results of the principal component analysis 
with a varimax rotation are reported in Table 2.

Descriptive statistics and correlation analysis 
The descriptive statistics and correlation of the 
measuring instrument are presented in Table 5.

Table 3 indicated that all the scales obtained 
acceptable Cronbach alpha coefficients of above 
0.70. According to Gliem and Gliem (2003), the 
recommended Cronbach’s alpha coefficient of a 
scale should be above 0.70. This signifies internal 
consistency for all the scales used in this study. 
Table 3 also showed that all the scores on the 

fIgure 1:  Plot for tHe faCtor analYsIs of JoB CHaraCterIstICs sCale
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subscales are normally distributed. Organisation 
support seems to be statistically significantly 
positive related to advancement (medium effect), 
relationship with colleagues (medium effect), 
contact possibilities (medium effect), workload 
(medium effect), insecurity (medium effect) as 
well as intrinsic (medium effect). Organisational 
support is statistically significantly positive 
related to vigour (medium effect), dedication 
(large effect) and absorption (medium effect). 
Advancement is statistically significant positive 
related to dedication (small effect) and intrinsic 
job factor (small effect). Relationship with 
colleagues seems to be statistically significantly 
positive related to intrinsic job factor (medium 
effect). Contact possibilities are statistically 
significantly positive related to job insecurity 
(medium effect), and extrinsic job satisfaction 
factors are statistically significant positive related 
to absorption (medium effect). The workload 
is statistically significantly positively related to 
dedication and absorption (small effect). The 
results of the study seem to suggest that intrinsic 
job factor is statistically significantly positive 
related to vigour (small effect), dedication 
(small effect) and absorption (small effect). In 
general, organisational support, advancement, 
relationship with colleagues and contact 
possibilities (job resources) are positively related 
to intrinsic job satisfaction factors, dedication 
and vigour, while workload (job demands) is 
positively related to dedication and absorption. 

regressIons
 To further examine the effect of the independent 
variables namely, organisation support, 

advancement, relationship with colleagues, 
workload, and job insecurity on the dependable 
variables of extrinsic, intrinsic, vigour, dedication 
and absorption, a regression analysis was 
conducted. According to Rothmann (2008), a 
regression analysis assists our understanding of the 
relative influence that each of the six independent 
variables had on the dependable variables. In the 
regression analysis, all six independent variables 
[job resources (JR) and demands (JD)] were 
entered into the regression model to determine 
their predictive ability on the dependable variables 
of intrinsic, extrinsic, vigour, dedication and 
absorption. The results of the regression analysis 
are reported in Table 4. Closer inspection of 
Table 6 indicated that job demands and resources 
explain 19% of the variance of intrinsic job 
satisfaction with organisational support (β=0.20, 
t=2.19; p=0.03) and relationship with colleagues 
(β=.24; t=3.16; p= 0.02) as the only significant 
predictors. Insecurity (β=-0.15; t=-2.00; p=0.05), 
relationship with colleagues (β=0.21; t=2.67; 
p=0.02) and organisation support proved to 
be the only significant predictors of extrinsic 
job satisfaction explaining 14% of the variance.

It can also be seen in Table 4 that organisational 
support (β=0.33; t=3.52; p=0.00) proved to be the 
only significant predictor of vigour explaining 20 
% of the variance. Relationship with colleagues 
(β=0.19; t=2.44, p=0.02) and workload (β=0.17; 
t=2.24; p=0.02) proved to be the only significant 
predictor of absorption explaining 17% of the 
variance. Organisational support (β=0.40, t=4.51; 
p=0.00) proved to be the only significant predictor 
of dedication explaining 28% of the variance

taBle 3: desCrIPtIVe statIstICs (n=178) and CorrelatIon analYsIs
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dIsCussIon
The main aim of this study was to examine the 
relationship between job characteristics, job 
satisfaction and engagement among employees. 
Results obtained indicated that job characteristics 
dimensions namely organisational support, 
advancement, relationship with colleagues and 
contact possibilities (job resources) are positive 
related to intrinsic job satisfaction factors, 
dedication and vigour. Extrinsic job satisfaction 
factors are positively related to absorption. Also 
workload (job demand) is positively related 
to dedication and absorption. Some studies 
(Bakker, 2010; Schaufeli et al., 2006) have 
supported the relationship between job resources 
and employee engagement. Previous studies 
(Harter et al., 2002; Frey, Jonas & Greitemeyer, 
2003) confirmed that job resources such as 
advancement and relationship with colleagues 
are linked to employee engagement. According to 
Bakker and Schaufeli (2004), job resources play 
an intrinsic motivation role through learning 
and development and developing employee 
growth, also play an extrinsic motivation role 
by being assisting in achieving work goals. 
The findings of this study thereby support the 
argument by Bakker and Top (2012), who had 
the view that employees are greatly motivated 
by their success in job performance and value 
relationships at work and organisation support. 
As a result, this leads to improved engagement.

In a study conducted by Jackson et al. (2006), 

the researchers found that organisational 
support was related to advancement and pay. 
The Perceived Organisation Supportiveness 
(POS) theory, states that “if workers perceive that 
their organisation shows concern and sensitivity 
to its personnel and their needs and values, 
including work-family needs, they will respond 
by showing positively related outcomes such as 
job satisfaction and organisational commitment” 
(Rhoades & Eisenberger, 2002). This is supported 
by Jex (2002), who argue that the nature of 
one’s job largely determines job satisfaction. 
Bakker, Veldhoven and Xanthopoulou, (2010) 
conducted a research and found out that there is 
a positive relationship between work resources 
namely organisation support, development, and 
relationship with colleagues and work engagement. 
In the study conducted by Alarcon and Lyons 
(2010), the researchers found out that all three 
factors of job engagement (dedication, vigour 
and absorption); have a positive relationship 
with job satisfaction. This is further supported 
by Schaufeli et al. (2002b) who indicated that 
employee who shows dedication in their work  
are characterised by a sense of significance, 
pride, enthusiasm, inspiration and challenge.

Another objective of this study was to determine 
the role of job characteristics in job satisfaction. 
The results obtained in this study indicated 
that organisation support and relationship with 
colleagues were the only significant predictor 
of intrinsic job satisfaction. Insecurity and 

taBle 4: regressIon analYsIs WItH IntrInsIC JoB satIsfaCtIon, eXtrInsIC JoB 
satIsfaCtIon, VIgour, dedICatIon and aBsorPtIon as dePendent VarIaBles (n=178)



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

603

A DECADE OF EXCELLENCE

relationship with colleagues were the only 
significant predictor of extrinsic job satisfaction. 
Advancement, workload, contact possibilities 
did not predict either intrinsic or extrinsic job 
satisfaction. This means that a good harmonious 
relationship between employees and supervisor 
with clear lines of communication will create 
job satisfaction for employees. Employees will 
feel appreciated, cared and heard when there is 
support from the supervisor. A study conducted 
by Jackson and Steinmann (2016) has indicated 
that job characteristics have an impact on job 
satisfaction. These findings agree with another 
study in the same area (Steyn & Vawada, 2014) 
who reported that job characteristics significantly 
predict job satisfaction in addition to another 
work-related outcome such as stress. According 
to Hagedorn (2000), job satisfaction predicts 
work engagement, adding that an employee 
who experiences high levels of job satisfaction is 
likely to be appreciative of his or her position in 
the organisation resulting in the employee being 
engaged. Low levels of satisfaction will result in the 
employee being disengaged, is not excited and does 
not contribute to the benefits of the organisation. 
Based on this finding, hypothesis 2 which states 
that job characteristics are a significant predictor 
of job satisfaction is partially accepted as not all 
job characteristics predicted job satisfaction.

Another objective of the study was to determine 
the role of job characteristics in work engagement. 
The findings of the study seem to suggest that 
organisational support is the only significant 
predictor of vigour and dedication. Workload 
and relationships with colleagues seem to be 
the only significant predictors of absorption. 
Advancement, contact possibilities and insecurity 
did not predict either vigour, dedication or work 
engagement. Some studies (Hagedorn, 2000; 
Laschinger et al., 2006) are in support of the 
view that job characteristics can predict work 
engagement. The findings of this study mean that 
when municipal employees are happy and proud 
of their work, they are more likely to experience 
feelings of absorption and dedication. Due to 
this finding hypothesis 3 which states that job 
characteristics are a significant predictor of 
engagement is partially accepted as not all job 
characteristics predicted work engagement. The 
overall results of this research, therefore, indicate 

that job demands and job resources relate to 
employee outcomes such as job satisfaction 
and work engagement. This is evidenced by 
the JDR model which shows a linkage between 
both resources and demands in the workplace 
and organisational and personal outcomes such 
as job satisfaction, burnout and engagement 
(Bakker et al., 2010; Bakker & Schaufeli, 2004). 

Recommendation for future research and the 
municipality
To enable a comprehensive understanding of the 
constructs, further research should be conducted. 
A larger sample should be used to make 
recommendations for other organisations. Also 
further research should cover a wide geographical 
area and also concentrate on other provinces 
considering that this research only covered the 
Gauteng province. As far as research design is 
concerned, future studies should strive to make use 
of designs that make use of inferences regarding 
cause and effect. Comparable studies should 
examine the influence demographic variables 
such as gender; race, education qualification 
and job level have on the study constructs. 
Further research should also be conducted on the 
construct of job characteristics, and its impact on 
turnover intention, absenteeism, and productivity.

The findings in this study have shown that job 
characteristics can predict job satisfaction and 
work engagement. It is, therefore, important for 
management to strongly focus on these variables 
to ensure that their employees are engaged in 
their work. This is supported by literature that 
when employees are happy and proud of their 
work, they are more likely to experience feelings 
of absorption and dedication. As a result, the 
performance of the organisation improves. An 
awareness campaign to promote the culture of 
engagement within the workplace must be carried 
out. Each department within the Municipality 
should organise team building activities to educate 
employees on the importance of being engaged at 
work. A municipality offered services to the local 
community as such when employees are satisfied 
and engaged in their work, the community is 
happy, and they will be peace and harmony.

As identified by the study, job characteristics 
can predict job satisfaction. Factors such 
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as organisational support, advancement, 
workload, contact possibilities, job insecurity 
and relationship with colleagues play a role in 
determining the job satisfaction of municipal 
employees. The following should be considered 
by the organisation to increase job satisfaction.

•	 There is a need for management/supervisors 
of every department within the municipality 
to have intense commitment and involvement. 
Their leadership qualities should display 
transformational leadership by being, a 
role model, being able to demonstrate to 
their employee a clear sense of purpose and 
commitment, be intellectually stimulating 
and individually considerate. As a result, they 
will be able to engage the employee in true 
commitment and involvement at work.

•	 Employees should be encouraged to develop a 
sense of teamwork and also a social aspect to 
their jobs to improve satisfaction. Employee 
involvement groups will assist employees to 
interact with individuals of other departments 
and organisations. This will benefit the entire 
organisation as teamwork is a very important 
aspect of success and productivity. Developing 
work relationships will encourage employees 
not to let co-workers down

•	 The municipality should strive to improve 
working conditions of its employees. 
Employees are frustrated when they work in 
a cramped space and with faulty equipment. 
This can be done by making sure equipment 
and facilities are upgraded. This will ensure 
adequate working space and decrease 
dissatisfaction.

•	 There should be a clear line of communication 
between management and an employee 
to ensure that sufficient information is 
communicated as well as feedback on 
performance issues. An open door policy 
should be encouraged.

•	 The organisation should develop work-life 
balance policies that encourage employees to 
balance their work life and personal life. This 
is important to maintaining job satisfaction.

•	 Other recommendations will include, offering 
competitive salaries to reduce turnover, giving 
employees proper roles that can utilise their 

talents and give them a sense of achievement 
as well as giving a sense of freedom and 
ownership of their work.

Limitations
One of the limitations of the study was the sample 
size. The study was concentrated on a small 
portion of a large organisation that employees 
approximately two thousand employees. As 
such this put limitations on the statistical 
analysis conducted and the generalisability of 
the research findings. Also it is important to 
note the influence of the general limitations that 
involve quantitative data techniques. A blend 
of qualitative and quantitative approach may 
have produced enriching results through the 
method of triangulation. Another limitation 
was that a cross-sectional survey would make 
it difficult to prove relationships. The study was 
also conducted in one government institution as 
such this has an implication in generalizability 
of the findings to other government institutions.
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aBstraCt
Absenteeism related to substance use can be a 
substantial burden on businesses, yet so little 
research investigates the link between these 
constructs in the workplace. The relationship 
between substance use, job satisfaction and 
absenteeism has been studied by scrutinising 
absenteeism and substance use levels and discussing 
them regarding its definition, demographic 
variables, antecedents and consequences. This 
study studied the relationship between substance 
use frequency and quantity has on absenteeism 
levels (or misuse of sick leave) in a power utility. 
Data has been gathered from a survey regarding 
the absenteeism and substance use levels of 
employees at a power utility in Mpumalanga. A 
total of 239 permanent employees based on a 
power utility in Mpumalanga participated in the 
research study. The employees who completed 
the questionnaire were employed in a permanent 
position at the power utility; they have been in the 
company’s employ for more than three months 
and participated willingly in the research study. 
The main findings of this study revealed that 
younger, female employees and line managers 
are more prone to high levels of substance use 
and absenteeism. Female employees’ quantity 
of substance use is statistically significantly 
more than that of male employees. Employees 
between the age of 36-45 years and 56 years and 
older use higher quantities of substances than 
younger employees less than 35 years old. There 

were no significant differences between different 
age groups and the frequency of substance use

Keywords: alcohol; employees; absence; sub-
stance 

IntroduCtIon
Compared to the rest of the world, South Africa 
can be classified as one of the countries with 
the highest rate of alcohol use (South African 
Consumption, 2016). The use of alcohol and 
other substances in the working environment is 
an indication of critical social issues and urge the 
investigating the relationship between individual 
variables and substance consumption (Belhassen 
& Shani, 2012). Substance misuse behaviour by 
employees could worsen employee health, job 
performance and employee competitiveness, 
as well as have an adverse impact on safety in 
the workplace and also influence employees’ 
absenteeism (Frone, 2004; Roche, Pidd, Berry & 
Harrison, 2008). Setati (2014) indicated that poor 
job satisfaction leads to several health problems 
including substance misuse. Job satisfaction 
may be one of the factors that influence an 
employee to use alcohol and other substances 
(Mogorosi, 2009). This finding is supported by 
the study of Calitz, Roux, and Strydom (2014) 
who found that poor job satisfaction leads to 
alcoholism and higher levels of substance use. 

The studies of McFarlin and Fals-Steward 
(2002) found a significant relationship between 

tHe InfluenCe of suBstanCe use on aBsenteeIsm 
amongst tHe emPloYees at tHe PoWer utIlItY In 

mPumalanga

Mrs. Diana van Jaarsveld
Human Resources Department, Grootvlei Power Station, Generation Division

E-mail: vJaarsJA@eskom.co.za

Dr. Elsabé Keyser
North-West University, Potchefstroom Campus

Potchefstroom, South Africa

Hendrik van Eck Boulevard
North-West University, Vaal-Triangle Campus

Vanderbijlpark, South Africa
 E-mail: elsabe.keyser@nwu.ac.za



610
WWW.IBC-CONFERENCE.COM

substance use and workplace absenteeism. They 
reported that employees were two times more 
likely to be absent from work on the day after 
using alcohol and other substances. Furthermore, 
Bacharach, Bamberger, and Biron (2010) stated 
that it is usually anticipated that high levels 
of substance use have a significant impact on 
employee absenteeism, but they confirm that 
this relationship still is understood inadequately. 
From their research, it was clear that the influence 
of substance use on absenteeism is more complex 
than individual and workplace factors that impact 
on absenteeism. These prior findings were done 
internationally, and the applicability of these 
findings are still to be proven in South Africa. 

Previous research of Frone and Brown (2010) 
regarding the connection of substance-use 
norms and the use levels of employees focused 
on biographical information such as gender, race, 
age, the level of education, income, occupation, 
hours worked per week, tenure, weekend work 
and seasonal work. Frone (2003) emphasised the 
lack of past research to investigates individual 
variables in relation to employee substance use 
comprehensively. He notes the research on what 
type of employees are more prone to using alcohol 
and other substances and the consequences of 
such use are more important than the overall 
tendency to use substances while at work. 

Smook, Ubbink, Ryke, and Strydom (2014) 
stipulated that although national data on 
workplace substance abuse is still unavailable, 
the literature indicates an increase in substance 
use among employed individuals. Furthermore, 
the international studies clearly indicate the 
relationship between substance use levels and 
absenteeism, but national studies have not 
yet documented and investigated the definite 
relationship between substance use levels 
and absenteeism to the same extent. National 
studies, however, investigated these aspects of 
absenteeism and substance use independently.

Robbins, Judge, Odendaal, and Roodt (2016) 
explain that absenteeism is costing organisations 
millions of rand each year, and as mentioned by 
Botes (2013) and Skosana (2014) they estimate 
that absenteeism costs increased from R12 billion 
per annum in 2013 (Botes, 2013) to R16 billion 

per annum in 2017 (Belseck, 2017; Skosana, 
2014). On an international level, absenteeism 
amounts to about $84 billion per annum in 
the United States (Investopedia, 2013) and £29 
billion in the United Kingdom (Caine, 2015). 

Absenteeism leads to a decrease in productivity 
due to fewer employees being available for the 
work day, financial and additional administrative 
costs due to overtime and having to recruit or 
train new employees to do the work (Caine, 2015; 
Chauke, 2007). There are tremendous economic 
costs associated with absenteeism, including 
indirect costs such as reduced efficiency and 
job motivation, increased supervisory load and 
reduced employee morale among employees 
who need to cover for those who are absent 
(Caine, 2015; Nguyen, Groth, & Johnson, 2013).

Ally (2009) emphasised that research on the 
topic of substance use and absenteeism in the 
South African workplace context is insufficient. 
Substance use in South Africa has been on a 
continual increase over the past couple of years, 
causing a rise in criminal activity. In most cases, 
the drug usage in South Africa is already twice 
the world norm. The misuse of alcohol and other 
substances is a national problem of enormous 
magnitude (SA Statistics, 2013). Substance abuse 
is costing South Africa an estimated R20 billion 
per year. This is confirmed by the South African 
Police Service (SAPS) figures, which indicate 
that 60 percent of national crimes are related 
to high levels of substance use (SA Statistics, 
2013; Thompson, 2013; van Heerden, 2011).

Substance use and absenteeism is a continuous 
problem at the power utility in Mpumalanga. 
The disciplinary cases related to substance use 
at the power utility have escalated from seven in 
2014 to ten in 2015 and eight cases were reported 
in 2016. Regarding absenteeism, the Sickness 
Absenteeism Frequency Rate (SAFR) target was 
exceeded from 2011 until 2015, and in 2016 an 
average of 1.78 was reported, which is just below 
the 1.98 target. The Gross Sickness Absenteeism 
Rate (GSAR) has been exceeded and is on a 
steady increase since 2012, reaching alarmingly 
high numbers of 4.54 in 2015 and 5.13 in 2016.

The impact of absenteeism on the power utility is 
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enormous, taking account of the costs associated 
with it. The study also provides insight for better 
understanding of absenteeism and therefore can 
be valuable for managers at the power utility and 
policymakers. For this reason it is important to 
intensively research better ways of handling with 
this problem and the consequences of absenteeism 
by making sickness absence one of the top priorities 
of the power utility group in South Africa.

Absenteeism is not just a problem in the power 
utility in Mpumalanga, but also a concern for 
organisations worldwide due to its impact on 
profit margins. From peer-reviewed publications, 
it is clear that over the years extensive studies were 
conducted by a variety of researchers regarding 
substance use of employees for the employer 
and individual behavioural outcomes (Roche, 
Pidd, Berry, & Harrison, 2008). The relationship 
between substance use and absenteeism is a 
complex one, because of two main issues. The first 
issue is that, up to now, researchers focused more 
on the quantity of substances used as opposed to 
the way in which such substances are consumed. 
In addition to this, the second issue regarding 
employees’ substance-absenteeism relationship 
is that the employee may feel obligated to work 
in order to avoid putting unnecessary strain on 
their fellow employees. They would rather be 
at work and perform poorly than be identified 
as a sick leave abuser or problem employee 
(Bacharach, Bamberger, & Biron, 2010).

It, therefore, is critical to understand workplace 
substance use as an important issue because it 
can encourage the continued or increased use of 
substances both during and after working hours. 
It is essential to understand how workplace 
substance use has an influence on relationships, 
safety and productivity. Such continued use 
during and after working hours reinforces the 
amount and frequency of employee substance 
use (Bacharach, Bamberger, & Sonnenstuhl, 
2002; Frone, 2012). Recent research by Harker-
Burnhams, Dada, Linda, Meyers, and Parry (2013) 
emphasises that limited research exists on the 
use of alcohol and other drugs in the workplace 
in South Africa. Moreover, Belhassen and Shani 
(2012) recommend that there is a need for more 
research that investigates the relationship between 
substance consumption and individual variables. 

It is clear from above that absenteeism related 
to substance use can be a substantial burden on 
businesses, yet so little research investigates the 
link between these constructs in the workplace.

As explain above previous research focus on 
substance use but not on the quantity and frequency 
of substance use, job satisfaction and absenteeism. 
Therefore, in this article focuses we focus on the 
gap by investigating this relationship between job 
satisfaction, substance use levels such as quantity 
and frequency, absenteeism, and individual 
variables at a power utility in Mpumalanga. 
Furthermore, this study will possibly add more 
insight into the depth and workings of this 
relationship between individual job satisfaction, 
substance use (frequency of use, the quantity 
of use), absenteeism and individual variables.

lIterature studY
Employee substance use and individual 
variables
Substance abuse can be defined as “a maladaptive 
pattern of substance use manifested by recurrent 
and significant adverse consequences related 
to the repeated use of substance” (Sacks & Ries, 
2005, p. 22). In other words, substance abuse is 
the use of a substance in amounts or methods 
that are harmful to the individual or employee 
or those around them. The repeated use of a 
psychoactive substance may result in failure to 
meet obligations at work, poor decision making, 
fatal accidents, legal problems relating to the 
substance or theft and it may also have negative 
effects on social relationships (Baron, 2001). 
From these definitions, it is clear that substance 
use becomes a problem when it interferes with 
an employee’s productivity and ability to perform 
his/her duties (Mogorosi, 2009). The use of 
substances occurs for a variety of reasons, such 
as forgetting problems at home, work or socially. 
Work-related factors that contribute to employee 
substance use on workplace premises include 
uncomfortable work settings, inadequate safety 
measures, lack of resources, poor supervision, 
poor employee relations, job insecurity, poor 
salary, and lack of opportunities to develop 
and grow in the organisation. The effect of 
substance use at work could result in employee 
absenteeism, workplace injuries, or even damage 
to property and equipment (Muloiwa, 2008).
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Geldenhuys (2015) established that 20 percent of 
employees use and are dependent on substances 
and often are late for work, absent on Mondays and/
or use substances at the workplace. His study also 
reveals that substance abuse is a bigger problem 
than substance dependence. Substance use in the 
workplace leads to higher absenteeism rates and 
influences the employee’s relationship with his 
or her peers, due to that fact they are forced to 
perform the employee’s duties or work overtime 
to meet deadlines (Bacharach et al., 2011).

Therefore, it is essential for employers to devote 
enough time, drive and resources to the problem 
of substance abuse in the workplace due to the 
detrimental effects and legal implications to 
managing this issue effectively (Smook et al., 2014). 
Approximately 50 percent of safety accidents 
in the workplace happen because of employee 
substance use or misuse (Geldenhuys, 2015).

Substance use does not only have a negative 
effect on the organisation but also on the 
economy due to complications such as impaired 
work performance, accidents and absenteeism. 
It is certain that high levels of use also have 
an impact on health care systems and the 
overall health of employees. Just like alcohol, 
the cost of smoking contributes negatively to 
the work environment. Employees’ smoking 
habits amount to approximately 80 million lost 
workdays and 145 million days of disability, 
which is considerably higher than the days lost 
by non-smoking employees (Mohasoa, 2010).

In their research, Slavit, Reagin, and Finch (2009) 
explain that employees who use substances 
often fail to fulfil their responsibilities and 
commitments at work or home. These people 
tend to use substances in situations where it can 
be physically dangerous to themselves and the 
people around them, such as driving or operating 
machinery under the influence. The study of 
Belhassen and Shani (2012) verified that individual 
variables such as gender, age, marital status, 
level of education and religion are connected 
to some form of substance consumption.

Frone (2012) explored substance use in relation 
to individual variables of employees and the 
organisation’s workplace climate. During the 

1970s, researchers start to focus on comparative 
studies on alcohol use of males and females. Frone’s 
(2012) research demonstrated that men are more 
likely to consume alcohol and other substances at 
the workplace and that higher levels of substance-
related norms are tolerated among male employees 
than among female employees. Overall, his study 
found that male employees are more prone to 
use substances at work than female employees 
are. His study was based on eight occupational, 
demographic characteristics, namely the 
number of employees at the work location, job 
tenure, weekly work hours, shift work, seasonal 
work, union membership, and weekend work. 

The study of Edvardsen, Moan, Christophersen, 
and Gjerde (2015) about the use of alcohol and 
other substances by employees established that 
there is a tendency for male employees to consume 
higher levels of substances than their female 
counterparts. This is supported by a South African 
study by Harker-Burnhams et al. (2013) that 
found males are more likely to experience alcohol-
related problems and females demonstrating a 
higher percentage of drug-related problems. In 
addition to these findings, Harker-Burnhams et 
al. (2013) established that substance consumption 
is not distributed evenly across all workplaces 
and occupations, the industry classification 
benchmark does such classification. This means 
that some occupations and/or workplaces are at 
risk of higher levels of substance consumption.

Edvardsen et al. (2015) also determined that 
younger employees are more prone to excessive 
use of substances, to such an extent that it 
impairs the employees’ abilities to perform 
their duties. These results are consistent with 
the findings of previous studies. Geldenhuys 
(2015) determined that an estimated 45 
percent of the young people in South Africa 
experiment with substances and one-third of 
them develop addiction issues during adulthood.

The findings of Frone and Brown (2010) indicate 
that the younger employees in their study 
consumed more substances more frequently than 
older employees. In past research, there was an 
insufficient focus on the reason why younger 
employees use more substances than older 
employees (Frone, 2003). Roche et al. (2008) 
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explains that it is not only the age of employees that 
play a role in substance use levels but also gender 
and marital status. The majority of research, such 
as that of Frone and Brown (2010), focuses on 
family income as a variable that has an influence 
on substance use and not family status (e.g. single, 
married, and divorced). It was found in studies 
by Humensky (2010) that higher socio-economic 
status is associated with higher levels of substance 
use, but they could not link substance use with race.

In his study, Frone (2012) could not link an 
employee’s race or tenure to increased levels of 
substance use. Ng and Feldman (1990) found 
that an employee’s level of education is negatively 
related to workplace substance use. In contrast 
to this, Frone (2012) determined that the level of 
an employee’s education is positively related to 
the ease of substance use during working hours. 

Patrick, Wightman, Schoeni, and Schulenberg 
(2012) determined that higher employee job levels 
are associated with higher levels of substance 
use and misuse. They also found that employees 
with higher incomes are inclined to frequently 
use substances, but less prone to smoking. Frone 
(2012) reported that professional employees 
indicated a lesser amount of exposure to a tolerant 
workplace substance-use culture than employees 
working shifts. He specifies that employees on the 
management level and those who are working 
shifts reported higher levels of substance use 
and substance availability at their workplace.

In addition to the above findings, Frone 
(2012) found that the demographic variables 
unrelated to the level of substance use are 
number of an employee at the site, tenure, total 
amount working hours, seasonal employment, 
union membership, and weekend work. 

Studies that compare non-substance users to 
substance-using employees have proven that the 
substance-using employees are more likely to 
be involved if an accident at the workplace and 
file a claim for employees’ compensation. In 
addition to this concern, they are more prone 
to change jobs often, be less productive when 
at work and be late for, or even absent from 
work (Ramchand, Pomeroy, & Arkes, 2009).

Job satisfaction and individual variables
Spector (1997, p. 2) defines job satisfaction as 
“the degree to which people like their jobs and 
the different aspects of their jobs.” Job satisfaction 
occurs when a person is content or satisfied in 
his or her work environment; so, what causes a 
person to experience job satisfaction? According 
to the international research of Ogunleye, 
Odebiyi, and Olaoye (2013), four factors 
determine job satisfaction, namely equitable 
rewards, supportive working conditions, mentally 
challenging work and supportive colleagues.

In his study, Sanwar (2014) determined that 
females, older employees and married individuals 
experience higher job satisfaction levels than 
male, unmarried and younger employees. 
He also states that job satisfaction increases 
as an employee’s tenure increases, but could 
not establish any relationship between job 
satisfaction and race among male employees. 
Amongst female employees, it is confirmed 
that white employees experience higher levels 
of job satisfaction than any other races. Josias 
(2005) established that employees who have 
been employed in an organisation for longer 
periods are employed at a higher job level and 
obtained higher qualifications are more likely 
to indicate higher levels of job satisfaction.

The study of Tsounis, Niakas, and Sarafis (2017) 
determined that most employees are content with 
their job and did not indicate high levels of either 
job satisfaction or job dissatisfaction. They also 
found that job satisfaction is closely related to 
employee salaries and where they reside. On the 
other hand, Hofmans, De Gieter, and Pepermans 
(2013) established that for some employees, job 
satisfaction is linked to financial benefits, but 
for the majority of employees’ job satisfaction is 
rather associated with psychological rewards and 
recognition for their inputs. Ram (2013) explains 
that job satisfaction is not impacted by salary, 
but established that high-income groups hold a 
negative connotation between the relationship 
between job satisfaction and salary. He also explains 
that it is mainly the job characteristics, such as the 
nature of the work and the working environment 
that have an influence on job satisfaction.
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Luthans (2011) found that increased levels of 
job satisfaction are commonly related to lower 
employee absenteeism. In addition to this, Gilson 
(2007) states that employees with high levels of 
substances use are commonly also employees who 
are frequent users of leave and sick leave. Managers 
need help to address any substance related 
absenteeism and sick leave, whether the substance 
is legal or illegal drug related. In addition to this, 
Macdonald and Roman (1994) state that substance 
uses is often associated with job dissatisfaction, 
low job involvement and absenteeism.

Employee absenteeism and individual variables
Robbins, Judge, Odendaal, and Roodt (2016, 
p. 18) define absenteeism as “the failure of 
an employee to report for work as scheduled, 
regardless of the reason” and Van der Westhuizen 
(2006, p. 39) defines absenteeism as “a day or 
days of missed work or the non-attendance of 
employees for work that was scheduled”. Sick 
leave abuse is one of many forms of absenteeism 
and can be described as the manipulation and 
misuse of such sick leave days. Sick leave is an 
event where an employee requests sick leave for a 
day or number of days due to his or her inability 
to perform his or her duties at work. The Basic 
Conditions of Employment (Act 75 of 1997, p. 
14) states in Section 22 (2) that “during every sick 
leave cycle, an employee is entitled to an amount 
of paid sick leave equal to the number of days the 
employee would normally work during a period 
of six weeks”. This act also states that a medical 
certificate for three or more days may be required 
as proof before any such sick leave days are paid. 

In simple terms, absenteeism explains the 
behaviour of a person who avoids their duties and 
responsibilities. Employees who are absent from 
work impacts the whole organisation negatively. 
When an employee earns money to perform a job, 
he or she is expected to fulfil his or her duty as such.

There are also other categories of absenteeism, 
namely sickness absence, authorised absence and 
unexcused absence. Sickness absence happens 
when an absence is requested, due to sickness. 
Authorised absences transpire when management 
gives the employee permission to be absent for 
any reason other than illness. Unexcused absence 
arises when an employee is absent from work 

without authorisation and did not inform the 
employer beforehand. Such behaviour usually 
leads to disciplinary action (Chauke, 2007).

Ericson (2001) explains that employees’ life style 
choices (drinking, smoking, and substances) 
influence their absenteeism, and he further 
mentions that “the area of life choice is probably 
the hardest part of absenteeism management 
to address, as it blurs the lines between 
personal habits and the workplace” (p. 90).

Individual variables are widely used in research 
of absenteeism and turnover (Goldberg & 
Waldman, 2000). As mentioned by Price 
(1995), demographic variables can help in 
the construction of casual models to address 
absence problems by management. Previously, 
research mostly focused on individual 
variables such as gender, age, job level, tenure, 
marital status, and a number of dependents.

Edvardsen et al. (2015) found that higher 
absenteeism is more frequent among male 
employees than female employees. Cooper 
and Payne (1965) confirmed a positive 
relationship between age and absenteeism levels.

The study of Roche et al. (2008) confirms 
that female employees were more likely to 
indicate high absenteeism levels than male 
employees and that younger employees are 
more likely to take a sick day than the older 
ones. They also found that employees who 
were never married reported higher levels of 
absenteeism compared to the married employees.

Josias (2005) established that employees who 
have been employed in an organisation for longer 
periods indicate lower levels of absenteeism. 
In his study, Noland (1945) determined that 
employees’ years of education have an opposite 
effect on their absenteeism levels. Ng and 
Feldman (1990), who found that an employee’s 
level of education is negatively related to 
absenteeism, support this finding. According 
to the study of Avery, McKay, Wilson and 
Tonidandel (2007), there was no statistically 
significant difference between different races and 
absenteeism. Neither Roche et al. (2008) or Josias 
(2005) could determine a significant relationship 
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between absenteeism and employee job level.

Hackett and Guion (1985) determined that 
job satisfaction levels have an impact on 
absenteeism levels. Their study indicated a need 
for reconceptualising absenteeism and employee 
perceptions of job satisfaction. Muchinsky 
(1977) scrutinised ways to measure and reduce 
absenteeism and examined the problems 
that result from high levels of absenteeism. 

Past studies regarding absenteeism also addressed 
many additional issues. Waters and Roach 
(1973) explored employee absence in relation to 
withdrawal from the workplace. Ones, Viswesvaran, 
and Schmidt (2003) studied the extent to which 
personality traits could impact absenteeism levels.

The relationship between substance use, 
absenteeism and job satisfaction
George and Jones (2002, p. 93) mention “…many 
researchers have studied the relationship between 
absenteeism and job satisfaction in an attempt 
to discover ways to reduce absenteeism.” Steers, 
Porter and Bigley (1996) emphasise that early work 
on job satisfaction research has the underlying 
notion that job dissatisfaction embodies the 
primary cause of absenteeism. McShane (1984) 
stated that employees who are dissatisfied with 
various aspects of their jobs are more likely to 
be absent and found employees’ job satisfaction 
to be more highly correlated to their frequency 
of absences than to a number of work days lost.

Josias (2005) mention that there is contradictory 
and inconsistent research regarding the influence 
of job satisfaction on absenteeism and that some 
research findings show no correlations between 
absenteeism and job satisfaction whereas 
others indicate a weak to moderate relationship 
between them. In her study at a power utility 
in the Western Cape, she found that there is a 
feeble inverted relationship between absenteeism 
(number and frequency of sick leave) and the job 
satisfaction levels of the employees. Goldberg 
and Waldman (2000) found that job satisfaction 
is not related to employees’ absenteeism

On the other hand, Theron (2014) verifies that 
the matter of job satisfaction is vital for both the 
employers and the employees in an organisation. 

His study also explored the positive and negative 
effects of job satisfaction in an organisation. 
The progressive properties include, but are 
not limited to talent retention and improved 
productivity. The negative consequences of poor 
job satisfaction include higher absenteeism rates, 
the rise in grievances, increased substance use 
and more early retirements (Saari & Judge, 2004).

Job satisfaction also has an impact on employees’ 
private lives; this means that employees that 
are unhappy in the workplace tend to also be 
unhappy at home. Such unhappiness is often 
dealt with using or abusing alcohol and other 
substances, which in turn affects work-related 
attitudes and absenteeism (Josias, 2005). 

Roelen, Koopmans, Notenbomer, and Groothoff 
(2008) established that job satisfaction can be 
used to indicate employee sick leave patterns. 
They encourage organisations to investigate 
the job satisfaction levels of employees who 
are absent often and use a lot of sick leave.

Employees who encounter job dissatisfaction 
are often tempted into using alcohol and other 
substances (Mogorosi, 2009). The studies of Frone 
and Windle (1997), and Saari and Judge (2004) 
confirm a relationship between job satisfaction 
and substance use. These studies determined that 
behaviour such as tardiness, sick leave abuse and 
abusing alcohol and other substances are related 
to employees who suffer from poor levels of job 
satisfaction. Lee and Ross (2011) indicate that 
employees who use higher levels of substances 
are more likely to use more sick leave or be absent 
from work more frequently. Their study confirmed 
that there is a positive correlation between 
substance use and absenteeism and that substance 
abuse policies and testing have a moderating 
influence on absenteeism and substance use. 

It is clearly stated by Chauke (2007) that substance 
abuse by the employee is one of the key causes 
of absenteeism. Employees resort to substances 
to relieve their stress levels, marital and other 
problems (Johnson & Raskin, 1995; Nevid, 
Rathus, & Greene, 2003). Kornhauser and Sharp 
(1932) examined absenteeism levels and found 
that negative opinions about the employees’ 
supervisor would result in lower job satisfaction, 
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which also has an influence on other matters such 
as absenteeism and substance use. According to the 
research conducted by Gilson (2007) and Roche et 
al. (2008), it was evident that employees who often 
are associated with excessive absenteeism also 
frequently indicate high levels of substance use.

This study is based on the combined model 
of Goldberg and Waldman (2000), and Lee 
and Ross (2011), which concentrate on the 
individual variables and job characteristics 
and how they impact absenteeism 
and substance consumption levels.

From the above the following hypotheses are set:

•	 H1:A relationship exists between employee 
substance use and employee absenteeism.

•	 H2:Male employees use more substances than 
female employees.

•	 H3:Younger employees use more substances 
than older employees.

•	 H4:Line managers use more substances than 
other employees.

•	 H5:Substance use has a significant impact on 
employee absenteeism.

ConCePtual model
A baseline model as illustrated in Figure 1 which 
is consistent with the model of Goldberg and 
Waldman (2000) in their review of absenteeism 
was used. As part of the baseline model the 
focus was on the relationship between individual 

characteristics of an employee, employee 
absenteeism and employee substance use. 

Adapted model (Steers & Rhodes, 1978).

This model suggests that employee absenteeism/
attendance is influenced by the employee’s 
motivation to be at work (values and 
expectations) and his or her ability to go to 
work (e.g. illness, accidents, family reasons, or 
transportation issues) (Steers & Rhodes, 1978).

metHod
Research design
A quantitative, cross-sectional research approach 
was followed to compare a large number of cases 
and to determine the cause-and-effect relationship 
between variables. Primary data were collected 
from questionnaires that were completed by 
permanent employees at the power utility. 

Research participants
Participants were sampled using the 
convenience sampling method with 
certain inclusion and exclusion criteria.

A total of 548 permanent employees based at a 
power utility in Mpumalanga were approached to 
partake in the study. Employees who were employed 
in a permanent position at the power utility 
and gave consent to willingly participate in the 
research study were included, whereas employees 
who were employed in the past three months 
were excluded, due to an insufficient leave record.

fIgure 1:model of emPloYee aBsenteeIsm
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taBle 1: ComPIlatIon of studY PoPulatIon (n=239)

Item Category frequency Percentage

gender

Male (1) 145 60.7
Female (2) 93 38.9

Missing responses 1 0.4
total 239 100.0

age

18-25 years (1) 16 6.7
26-35 years (2) 116 48.5
36-45 years (3) 59 24.7
46-55 years (4) 28 11.7

56 years and older (5) 19 7.9
Missing responses 1 0.4

total 239 100.0

family status

Single (1) 57 23.8
Engaged / dating (2) 43 18

Married (3) 119 49.8
Divorced (4) 18 7.5

Missing responses 2 0.8
total 239 100.0

tenure

Less than 4 years (1) 57 23.9
5-10 years (2) 121 50.6

11-15 years (3) 19 7.9
16-20 years (4) 15 6.3
21-25 years (5) 5 2.1
26-30 years (6) 8 3.4

31 years and more (7) 13 5.4
Missing responses 1 0.4

total 239 100.0

education

Matric / Grade 12 (1) 70 29.3
Diploma (2) 54 22.6

Higher Diploma (3) 18 7.5
Degree (4) 42 17.6

Post-graduate degree (5) 28 11.7
Other (6) 24 10

Missing responses 3 1.3
total 239 100.0

race

African (1) 161 67.4
White (2) 66 27.6

Coloured (3) 1 0.4
Asian (4) 10 4.2
Other (5) 0 0.0

Missing responses 1 0.4
total 239 100.0
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239 permanent employees provided consent 
and participated in the research study. This 
reasonable response rate is attributed to the 
support from the management team at the 
power utility. The biographical representation of 
the research participants is outlined in Table 1.

measurIng Instrument
The research questionnaire consists of standardised 
measures and a section to gather individual/
demographical (gender, race, age, marital status, 
tenure, education and job level) information. 

Absenteeism was measured by Goldberg 
and Waldman’s (2000) two-item open-ended 
absenteeism scale, as well as the work absence 
item of Lee and Ross (2011). The internal 
reliabilities for the Goldberg and Waldman 
(2000) questionnaire were between 0.74 – 
0.76. In his study, Reid (2008) determined the 
alpha coefficients for the Lee and Ross (2011) 
questionnaire to be a low 0.63, due to the 
limited number of variables available to analyse.

The substance use measure of Surujlal, Nolen, 
and Ubane (2012) that was validated and 

adapted by Surujlal and Keyser (2014) to align 
with the industrial sector was adopted. This 
questionnaire consists of four sections, namely 
substance use patterns, drinking consequences, 
smoking, and general knowledge. Each item 
is rated on a Likert-type scale of one to five, 
except for the general knowledge section that 
is based on true or false statements. In their 
study, Surujlal and Keyser (2014) determined an 
overall internal consistency for sections B and C 
of a = 0.74, which meets the benchmark of 0.70.

Research procedure
The researcher explained and discussed the 
purpose, objectives and importance of the 
study and highlighted that participation in the 
research study was voluntary. Written consent 
was obtained from the organisation before the 
commencement of the study. All participants 
were briefed on the research project and given the 
opportunity to ask questions or raise concerns 
before considering participating in the study. 
Participants were required to sign a consent form 
where it was stated clearly that the information 
obtained from the results of the questionnaires 
will be treated with a high level of confidentiality 

taBle 1: ComPIlatIon of studY PoPulatIon (n=239) 
(ContInued)

Item Category frequency Percentage

Job level

T04 (1) 5 2.1
T05 (2) 7 2.9
T06 (3) 21 8.8
T07 (4) 21 8.8
T08 (5) 2 0.8
T09 (6) 5 2.1
T10 (7) 35 14.6
T11 (8) 13 5.4

T/P12 (9) 59 24.7
T/P13 (10) 21 8.8

M/P/G14 (11) 3 1.3
M/P/G15 (12) 13 5.4
M/P/G15 (13) 17 7.1
M/P/G17 (14) 3 1.3
M/P/G18 (15) 1 0.4

Other (16) 2 0.8
Missing responses 11 4.6

total 239 100.0
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and that the feedback from the results obtained 
would only be used for research purposes. The 
questionnaire was constructed and administered 
in English to the employees at the power utility 
in Mpumalanga who agreed to take part in this 
study, with a translator available upon request. 
The questionnaires were accompanied by a 
cover letter, which explains the purpose of the 
study and the confidentiality of the information 
obtained from the study. Feedback was 
available to participants at the end of the study. 

The questionnaires were completed on paper and 
returned to the researcher to prepare for analysis 
with the Statistical Package for the Social Sciences 
(IBM SPSS 24, 2017) software programme. 

Statistical analysis
The IBM SPSS 24 (2017) statistical program was 
used to reveal the relationship between individual 
variables, absenteeism and the levels of substance 
consumption using linear modelling. The impact 
of the levels of job satisfaction on the relationship 
between substance use and absenteeism will be 
verified through interactor or moderating effects. 
Descriptive statistics are used to reduce large 
quantities of data in order to draw conclusions or 
form a general impression of the data (Huysamen, 
1983). The descriptive statistics such as mean, 
median, standard deviation, residuals, skewness 
and kurtosis, will be determined in order to describe 
and profile the data. Cronbach alpha coefficients 
and exploratory factor analysis will be used to 
report the construct reliability and reliability of 
the measuring instruments. Values will range 
from zero to one, with higher values indicating 
a greater reliability (Struwig & Stead, 2003).

Pearson correlation is used to determine the 
direction and strength of the relationship 
between two variables. The Pearson 
correlation will be determined for individual 
variables, substance use and job satisfaction; 
individual variables and absenteeism; as 
well as absenteeism and substance use.

Analysis of variance (ANOVA) is used to 
determine to analyse the difference between 
substance use, individual variables and 
absenteeism. ANOVA is explored to determine 
if there are any statistical differences between 

individual variables, substance use, absenteeism 
and job satisfaction. Multivariate analysis of 
variance (MANOVA) is applied to test for various 
vectors of means and to test the hypotheses. 
Using the Wilks’ lambda statistics, the statistical 
significance between the individual variables, 
the frequency of substance use and quantity of 
substance use by employees will be analysed.

Results
Descriptive Statistics and Alpha coefficients 
for the measuring instruments for employees 
(N=239) working in the power utility in 
Mpumalanga are reported in Table 2. The 
Cronbach alpha coefficients of the measuring 
instrument are acceptable compared to the 
guidelines of Nunnally and Berstein (1994) 
of 0.70 and Kim and Kim (1995) regarded a 
coefficient in the range of 0.50 to 0.60 as sufficient.

taBle 2: Pearson CorrelatIons BetWeen 
demograPHICal CHaraCterIstICs, 

freQuenCY of suBstanCe use and QuantItY 
of suBstanCe use

Variable α mean sd
Frequency of use 0.66 15.76 3.72
Quantity of use 0.77 16.20 3.87
Job satisfaction 0.92 10.29 3.72

In Table 3, Pearson’s correlations were performed to 
test hypotheses two, three and four (H2, H3, and H4).

The results in Table 3 indicate that a positive 
statistical correlation exists between gender and 
quantity of use by the employee. No correlation 
exists between gender, age, status, tenure, 
education and frequency of use of employees. 
Furthermore, it is clear that a positive, practical 
significance with a high effect was found between 
frequency of substance use and quantity of 
substance use of employees. These findings are 
supported by Roche et al. (2008), who found 
that male and younger employees were more 
likely to use higher levels of substances and 
be absent from work due to alcohol-related 
reasons. A statistically positive relationship was 
found between job satisfaction, the frequency 
of substance use and quantity of substance use.

MANOVA was used to determine the differences 
between demographical variables, the frequency 
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of substance use and quantity of substance use 
of employees. Wilks’ lambda statistics were 
used to analyse the statistical significance.

In an analysis of Wilks’ lambda, no differences 
regarding the frequency of substance use or 
quantity of substance use levels could be found 
with regards to the educational level of employees. 
However, statistically significant differences 
(p<0.05) found amongst gender, race, age, status, 
tenure and job levels of employees with regards to 

substance use and quantity of substance use levels. 
Next, ANOVA was performed to see if differences 
exist between gender, race, age, status, tenure, job 
level, substance use and quantity of substance use.

As seen from Table 5, female employees’ quantity 
of substance use is statistically significantly 
more than that of male employees. This finding 
is supported by h2 = 0.05. On the other hand, 
Anderson (2012) found that male employees 
are more likely to use and misuse substances. 

taBle 3:Pearson CorrelatIons BetWeen demograPHICal CHaraCterIstICs, freQuenCY 
of suBstanCe use and QuantItY of suBstanCe use

Variable 1 2 3 4 5 6 7 8 9 10
Gender 1
Race -0.09 1
Age -0.01 0.15* 1
Status -0.07 0.27** 0.38** 1
Tenure -0.09 0.20** 0.51** 0.21** 1
Education 0.03 0.05 0.16* 0.01 0.04 1
Job level -0.11 0.14* 0.28** 0.13* 0.23** 0.28** 1
Days absent 0.21* -0.09 0.19* 0.10 0.04 0.05 0.12 1
Frequency of 
use 0.09 0.01 -0.09 -0.05 -0.23** 0.12 0.01 -0.22* 1

Quantity of 
use 0.25** 0.19* 0.17* 0.14 0.03 0.17* 0.13 -0.07 0.70** 1

Job 
satisfaction 0.05 -0.11 0.15* 0.05 0.05 0.05 0.06 -0.09 0.26** 0.25**

* Statistically significant p ≤ 0,01 
† Correlation is practically significant r > 0,30 (medium effect) 
†† Correlation is practically significant r > 0,50 (large effect)

taBle 4:manoVa – dIfferenCe BetWeen demograPHICal VarIaBles, freQuenCY of 
suBstanCe use and QuantItY of suBstanCe use

Variable
Wilks’

lambda
f df error df p h2

Gender 0.94 4.95 2.0 147.0 0.01* 0.06
Race 0.90 3.93 4.0 292.0 0.00* 0.05
Age 0.82 3.81 8.0 288.0 0.00* 0.10
Status 0.91 2.37 6.0 288.0 0.03* 0.05
Tenure 0.78 3.08 12.0 284.0 0.00* 0.12
Education 0.91 1.45 10.0 284.0 0.16 0.05
Job level 0.97 0.84 6.0 284.0 0.54 0.02

h2 > 0,25 = large effect 
* Statistically significant difference: p < 0,05
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He also found that substance use levels are 
often associated with excessive absenteeism 
and sick leave amongst men and women.

As seen from Table 6 Asian employees use 
substances more frequently and in higher 
quantities than that by African and White 
employees. The findings of Larson, Eyerman, 
Foster, and Gfroerer (2007) do not support the 
finding that Asian employees use higher quantities 
of substances more often. On the contrary, they 
found that White employees use more illicit 
drugs and African employees use more alcohol.

taBle 5:anoVas – dIfferenCes In freQuenCY 
of suBstanCe use and QuantItY of 

suBstanCe use leVels of gender

Item males females p h2
Frequency 
of 
substance 
use 

15.50 16.13 0.33 0.01

Quantity 
of 
substance 
use

15.77 17.48 0.01* 0.05

h2 > 0,25 = large effect 
* Statistically significant difference: p < 0,05

It is clear from Table 7 that employees between the 
age of 36-45 years and 56 years and older use higher 
quantities of substances than younger employees 
less than 35 years of age. There were no significant 
differences between different age groups and the 
frequency of substance use. Wilsnack, Wilsnack, 
Kristjanson, Vogeltanz-Holm, and Gmel (2009) 
confirm the outcomes of this study with their 
findings that individuals between the ages 
of 35 and 49 indicate higher levels of alcohol 
consumption than for any of the other age groups.

Table 7 shows a significant statistical difference 
in the quantity of substance use. Regarding 
the quantity of substance use, age groups 36-
45 and 56 years and older indicated the highest 
quantity of substance use. Young people 
between 18-25 years use a lesser quantity of 
substances. The study of Lee and Ross (2011) 
found that individuals between the ages of 18-
25 were more prone to substance misuse, but 
Fay (2010) determined that this age group 
mainly misuse substances other than alcohol.

As seen from Table 8 divorced employees 
use substances less frequently but more in 
quantity than single employees do. Regarding 
married employees and those who are engaged 
or dating, the frequency and quantity is not 
so different. Kerr-Correa et al. (2005) found 

taBle 6: anoVas – dIfferenCes In freQuenCY of suBstanCe use and QuantItY of 
suBstanCe use leVels of raCe

Item 1 2 3 4 p h2
Frequency of substance use 15.87 15.02 - 17.56 0.15 0.03
Quantity of substance use 15.97 16.95 - 18.22 0.10 0.03

1=African; 2= White; 3= Coloured; 4= Asian 
h2 > 0,25 = large effect 
* Statistically significant difference: p < 0,05
taBle 7:anoVas – dIfferenCes In freQuenCY of suBstanCe use and QuantItY of suBstanCe 

use leVels of age grouPs

Item 1 2 3 4 5 p h2
Frequency of substance 
use 15.58 15.74 17.09 14.38 14.27 0.07 0.07

Quantity of substance 
use 14.08 16.00 17.79 16.43 17.18 0.03* 0.02

1= 18-25 years; 2=26-35 years; 3=36-45 years; 4= 46-55 years; 5=56 years and older 
h2 > 0,25 = large effect 
* Statistically significant difference: p < 0,05
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that married individuals are more likely to use 
alcohol and other substances (such as tobacco).

Table 9 indicates that employees with 21-25 years 

of tenure use less frequently than other employees, 
but those with 16-20 years of service use higher 
quantities of substances than do employees with 
less than four years of service. Very few studies 

taBle 8: anoVas – dIfferenCes In freQuenCY of suBstanCe use and QuantItY of 
suBstanCe use leVels of famIlY status

Item 1 2 3 4 p h2
Frequency of substance use 15.97 16.13 15.77 14.58 0.68 0.01
Quantity of substance use 15.83 15.50 16.99 16.33 0.22 0.03

1= single ; 2=engaged/dating; 3=married; 4=divorced 
h2 > 0,25 = large effect 
* Statistically significant difference: p < 0,05

taBle 9:anoVas – dIfferenCes In freQuenCY of suBstanCe use and QuantItY of suBstanCe 
use leVels of tenure grouPs

Item 1 2 3 4 5 6 7 p h2
Frequency of substance 
use 15.55 16.32 15.75 16.00 11.50 13.14 14.12 0.16 0.06

Quantity of substance use 15.08 16.75 16.08 17.92 17.50 16.29 17.38 0.20 0.06

1= less than 4 years; 2=5-10 years; 3=11-15 years; 4=16-20 years; 5=21-25 years; 6=26-30 years; 7=31 
years and more 
h2 > 0,25 = large effect 
* Statistically significant difference: p < 0,05

taBle 10:results of HYPotHeses testIng

Hypothesis accepted or rejected
H1: A relationship exists between 
substance use and employee absenteeism

Accepted. A positive correlation was found between 
substance use and employee absenteeism. Therefore, 
the results indicate that when employee substance 
use increases the employee absenteeism level also 
increases.

H2: Male employees use more substances 
than female employees.

Rejected. The statistical variation determines that 
female employee in the power utility in Mpumalanga 
display higher levels of substance use than male 
employees.

H3: Younger employees use more 
substances than older employees.

Accepted. A significant statistical relationship was 
found between younger employees and substance use. 
Insufficient research exists that focus on the reason 
why younger employees use more substances than 
older employees (Frone, 2003).

H4: Line managers use more substances 
than other employees.

Rejected. Line managers do not use higher quantity 
and/or frequency of substance use than other 
employees. The variance detected was not large 
enough to indicate an influence.

H5: Substance use has a significant impact 
on employees absenteeism

Accepted. A statistically significant relationship was 
found between the frequency of substance use and 
absenteeism.
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investigated the relationship between tenure and 
substance use, but in his study, Frone (2012) 
found that tenure did not have any relationship 
with employees’ levels of substance use.

dIsCussIon and ConClusIon
In this study, the impact of substance use 
on absenteeism levels at a power utility in 
Mpumalanga was investigated. It is clear from the 
literature review of the article that substance use 
in organisations is a global concern. The improved 
economic possibilities in South Africa gave way to 
increasing alcohol consumption and opportunities 
for substance use (Smook et al., 2014). There is 
a high prevalence of substance abuse among 
employees in South Africa, which is linked to high 
rates of absenteeism, low levels of production, 
wasted money, incidents and accidents, and 
poor conduct, although there is little statistical 
evidence to support this perception (Frone, 2003).

The impact of demographic variables on 
absenteeism and substance use levels is 
frequently understated in previous research. 
Workplace substance use and absenteeism 
have many implications on the safety and 
productivity of organisations. The majority 
of the findings of this study are supported 
by international and national research.

This study confirms that certain individual 
variables have an impact on employee absenteeism 
and levels of substance use. It also confirms that 
there is a positive relationship between substance 
use and employee absenteeism, especially when 
taking into account the frequency of substance use.

In addition to this, this study established 
that absenteeism, substance use, and job 
satisfaction could have a considerable impact 
on organisations and investigate to closing 
the gap in the research by presenting findings 
that link these constructs in the workplace.

studY lImItatIons and reCommen-
datIons for future researCH
The study has several limitations and should be 
interpreted in the context of these limitations. 
First, the questionnaire did not focus on the 
types of drugs used but primarily emphasised 
the frequency and quantity of substances used. 

Secondly, the findings cannot be generalised 
to workplaces or sectors in other industries. 
Despite the limitations as mentioned, this study 
highlights that there is a need for further research 
into the nature of substance use. Research needs 
to be performed in different industries and 
workplaces to be able to identify risk factors for 
employees who use substances. Furthermore, it 
is recommended that the employer implements 
plans for identification by using routine screening 
and employ appropriate and effective evidence-
based prevention programmes designed 
for the workplace. More research is needed 
regarding different industries and employee 
demographical variables in South Africa
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aBstraCt 
The main objective of this study was to investigate 
the influence of employee engagement on 
employee organisational commitment among 
nurses from a selected South African hospital 
in the Eastern Cape Province. A quantitative 
research design was used, and through a 
stratified random sampling procedure, 120 full-
time nurses were recruited to participate in the 
study. A self-administered questionnaire was 
used to collect data and analysed using SPSS 
software version 23.0. Results were presented in 
the form of descriptive statistics, correlations, 
t-test and ANOVA. Results revealed a statistically 
significant relationship between employee 
engagement and employee organisational 
commitment. T-test and Analysis of variance 
(ANOVA) also reveal significant statistical 
differences between gender, race, tenure and 
employee organisational commitment. Results 
also indicated that the availability of employee 
engagement activities in an organisation improves 
the attachment of employees to the organisation.

Keywords: employee engagement, organisa-
tional commitment, nurses, health institutions 

IntroduCtIon 
The concept of employee engagement is now 
a critical business issue because of the recent 

global economic downturn. Employers now seek 
for highly engaged employees because employee 
engagement is now seen as a very strong 
factor in improving employee organisational 
commitment. Organisations have long been 
interested in how employees think and feel 
about their jobs and what employees are willing 
to dedicate to the organisation. The popularity 
of the concept of employee engagement is 
increasing because employee engagement 
touches almost all facets of human resource 
management. Therefore, employee engagement 
is now seen as a tool for increasing worker 
commitment (Swarnalatha & Prasanna, 2014). 

The business world has become very competitive 
such that employees are required to maximise 
and make use of their full potential at work in 
order for organisations to yield the necessary 
business results. For organisations to gain a 
competitive advantage, employers have to go 
beyond employee satisfaction. However, they are 
required to inspire and motivate their employees 
to maximise their full potential and capabilities 
in their work, and this can be done through 
employee engagement (Bakker & Leiter, 2010). 

The need to have highly committed employees 
has also made the concept of employee 
engagement very popular in most of today`s 
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companies. Employee engagement differs 
from organisational commitment in the sense 
that organisational commitment practices 
seek to create conditions that make employees 
feel compelled to work for that particular 
organisation. However, employee engagement 
theories aim to create a situation which results in 
the employee desiring to work for an organisation 
by choice (Richard, 2010). Organisational 
commitment occurs when an employee is 
committed to the organisation whilst employee 
engagement occurs when an employee is loyal and 
committed to his or her work (McMahon, 2007).

Employee engagement is deemed as a major factor 
for assessing the vigour of an organisation and 
a vital tool for acquiring competitive advantage 
(Haid & Sims, 2009). Richman (2006) defines 
employee engagement as the emotional and 
intellectual commitment that employees hold 
towards an organisation. Somers (2009) adds 
that employee engagement is characterised by 
a deep connection between employees and the 
organisation that motivates employees to meet 
and go beyond an organisation`s expectations 
in achieving corporation success. However, 
the responsibility lies with the organisation 
to foster and develop employee engagement.

Employee engagement is also defined as the 
level of involvement and commitment exhibited 
by employees towards an organisation`s 
values (Greenberd, 2009). Highly engaged 
employees speak well and confidently about 
the organisation to potential employees, co 
employees and customers, as well as put extra 
effort in achieving company goals (Somers, 2009).

According to Robbins, Odendaal, and Roodt (2011), 
employees with high organisational commitment 
exhibit loyalty to the organisation because of the 
psychological connection that exists between 
employees and the organisation. In support of this, 
Memari, Mahdieh and Manani (2013) pointed 
out that committed employees believe strongly 
in the company`s values and strongly exhibit 
interest to remain in that particular organisation.

According to Bass and Riggio (2006), 
organisational commitment is a construct, 
comprised of three types of commitment; affective 

commitment, continuance commitment and 
normative commitment. Affective commitment 
is an emotional attachment to the organisation, 
such that the strongly committed individual 
identifies with, is involved in, and enjoys 
membership in the organisation (Beugre, 2009). 
Affective commitment is also characterised by 
feelings of warmth, fondness, loyalty, affection, 
belongingness and happiness that result 
in attachment (McShane & Glinow, 2008). 

Contrasting from affective commitment where 
loyalty results from emotional attachment, 
continuance commitment is a calculation of 
costs and benefits that result in employees 
either leaving or remaining with the institution 
(Mowday, Porter & Steers, 2013). In a similar view, 
McMahon (2007) pointed out that continuance 
commitment is the level of commitment 
felt by employees to the organisation after 
calculating the costs likely to be experienced 
should they decide to leave the organisation.

Normative commitment occurs when an 
employee feels obligated to stay put in an 
organisation (McShane & Glinow, 2008). Feelings 
of obligation to remain in the organisation 
usually occur when the organisation has invested 
heavily in the employee through training and 
development such that the employee ends up 
feeling bad to quit the company (Greenberd, 
2009). Therefore, one can argue that normative 
commitment is a reflection of a psychological 
attachment and differs from affective commitment 
since the attachment is not emotional.

A number of researchers investigated the 
connection between employee engagement 
and organisational commitment and found 
out that employee engagement acts as a 
motivational tool and this result in high levels 
of organisational commitment (Chalofsky, 
2010; Rich, Lepine & Crawford, 2010; Christian, 
Garza & Slaughter, 2011). However, most 
research studies incorporate the aspect of 
organisational commitment as an aspect of 
employee engagement, emphasising a positive 
correlation between employee engagement, 
and organisational commitment. In addition, 
another body of literature shows that employee 
engagement is an antecedent to organisational 
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commitment because employees who are 
profoundly engaged in their work are inclined 
to be further committed to the organisations 
they work for (Bhatnagar & Biswas, 2010).

A study conducted on nurses by Somers (2009) 
reported that employee motivation and retention 
were positively related to affective commitment. 
Gruman and Saks (2011) also reported that if 
management cultivates employee engagement 
activities, the affective commitment of employees 
will increase. In support of the above, Shamina 
(2014) and Mabasa, Ngirande and Shambare 
(2016) found out that organisational support 
and job satisfaction are a precursor to affective 
commitment. This is also consistent with 
McMahon (2007) who reported that employees 
who exhibit poor citizenship behaviours, poor 
performance and dysfunctional behaviours have 
continuance commitment. However, Nyengane 
(2007) noted that employees feel the need to stay 
in their organisations when they feel valued, for 
example, when organisations invest a lot in them. 
Thus, increasing their normative commitment. 

Most organisations are dependent on their 
employees for the success of the business 
however very little information is known 
regarding the concept of employee engagement 

and the influence it has on the organisational 
commitment of employees. Therefore the 
study will contribute to the body of research 
literature on employee engagement as a 
human resource practice and the influence it 
has on employee organisational commitment 
especially among nurses in South Africa.

Goal of the study
The study aimed to unearth the practical 
influence of employee engagement on employee 
organisational commitment among nurses. 
To help achieve this main objective, the 
following specific objectives were identified:

•	 To investigate the impact of employee 
engagement on employee organisational 
commitment (affective commitment, 
continuance commitment and normative 
commitment);

•	 To investigate whether there is any  relationship 
between employee engagement and employee 
organisational commitment;

•	 To investigate whether there is a significant 
mean differences between employee 
organisational commitment and nurses’ some 
demographic variables (i.e. gender, race and 
tenure) and;

taBle 1: PartICIPants’ demograPHIC InformatIon

Variable                Category frequency (f)  Percentages (%)

gender
Male 45 37.5%

Female 75 62.5%

race group

Black 84 70%
White 5 4%
Indian 11 9%

Coloured 20 17%

Position

Professional nurse 72 60%
Staff nurse 26 22%

 Enrolled nurse 12 10%
 Nurse assistant 6 5%

Other 4 3%

tenure 

 > 1 year 2 1%
1-5 years 25 21%

6-10 years 50 42%
11-15 years 40 33%

16 + 3 3%
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•	 To recommend on feasible ways to improve 
employee organisational commitment.

To answer the above research objectives, the study 
hypothesed that (a) There is a significant positive 
relationship between employee engagement 
and employee organisational commitment (i.e. 
affective commitment, continuance commitment 
and normative commitment) and (b) There is a 
significant mean difference between employee 
organisational commitment and nurses’ some 
demographic variables (i.e. gender, race and tenure).

metHod
Participants and Setting
A quantitative research approach was used. The 
quantitative approach allows the researcher to 
explain the relationships between variables and it 
also makes use of statistical methods to present 
the collected data (Babbie, 2013). The population 
of this study consisted of both male and female 
nurses employed at a selected hospital in Eastern 
Cape Province of South Africa and stratified simple 
random sampling method was used to select a 
sample of 120 nurses to participate in the study. 
The various departments at this health institution 
represented different strata, respondents were 
randomly selected from each stratum to ensure 
the adequate representation of the population. 

The sample consisted of 45(37.5%) males 
and 75(62.5%) females. The majority of the 
respondents were blacks 84(70%), and 72(60%) 
of the participants were professional nurses. 
The respondents were unequally distributed in 
terms of experience with 40 of the respondents 
with at least above ten years work experience 
in the organisation, 50 had at least six to ten 
years of working experience, and 30 had 
five or less years of work experience in that 
organisation. The demographic characteristics 
of the respondents are presented in Table 1.

Instruments
A self-administered questionnaire containing 
three instruments was used to collect the data on 
personal information, employee engagement and 
organisational commitment from the research 
participants. 

schaufeli and Bakker (2004) utrecht Work 
engagement scale (uWes) is a 17-item self-

reporting questionnaire, measured on a 5 point 
Likert scale to sought information on employee 
engagement. Examples of the questions include: 
(“I am bursting with energy in my work), and 
(“I feel happy when I am engrossed in my 
work”). Cronbach alpha coefficients for the 
instrument range between 0.68 and 0.91 (Storm 
& Rothman, 2003; Goliath-Yarde & Roodt, 2011). 

organisational Commitment scale (OCS: Meyer 
& Allen, 1997), an 18 item (six items for each 
scale) i.e. affective commitment, continuance 
commitment and normative commitment to 
measuring employees` motivation to put forth 
the considerable effort and a strong aspiration 
to continue membership. The items deal with 
the factors influencing employees to become 
dedicated or committed to their organisations. 
Several studies have examined the reliability 
(alpha coefficients) of the OCQ. Meyer and 
Allen (1997) reported an alpha coefficient of 
0.87 for the affective commitment scale, 0.75 
for the continuance commitment scale, and 
0.79 for the normative commitment scale. 
Nyangane (2007) found alpha ranges of 0.74 to 
0.87 for affective, 0.73 to 0.81 for a continuance 
and 0.67 to 0.78 for normative scales. 

Research procedure
An ethical clearance certificate was first sought 
from the Department of Health and permission 
was sought and granted by the health institution 
to conduct research in their organisation. 
The values of informed consent and strict 
confidentiality were maintained, and participants 
were informed of their right to withdraw from the 
research at any time if they wished to do so. The 
researchers met with the human resources (HR) 
department of the hospital and it was agreed that 
questionnaires should be left with the human 
resources office for each department. Several 
visits were made to the various departments in 
the institution to leave the questionnaires and 
the data collection period was approximately 
two months. The HR officials followed up on 
the respondents every two weeks to collect 
completed questionnaires and to remind other 
respondents to complete their questionnaires. 

Data Analysis
Descriptive and inferential statistics was used 
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to analyse the data. Descriptive statistics was 
in the form of frequencies and percentages 
whilst inferential statistics was in the form 
of correlations, t-tests and ANOVA. Pearson 
Product Moment correlations coefficient 
method of analysis was used to measure and 
specify the direction, strength and relationship 
between the variables for this study. The 
variables that were investigated are employee 
engagement and organisational commitment 
(affective, continuance and normative).

results 
Pearson Product Moment correlations were 
used to compute the strength, statistical 
significance and direction of the correlations 
between the independent variable (employee 
engagement) and the dependent variable 
(employee organisational commitment).

Relationship between employee engagement 
and organisational commitment (affective 
commitment, continuance commitment and 
normative commitment).
The results in Table 2 show that there is a positive 
significant relationship between employee 
engagement, and affective commitment (r=0,355; 
p=0.000); continuance commitment (r=0.164; p 
=0.044) and normative commitment (r= 0.210; 
p=0.010) respectively. Therefore, we fail to accept 
the null hypothesis and conclude that there is a 
statistical significant positive relationship between 
employee engagement and organisational 
commitment.

taBle 2:  CorrelatIon BetWeen 
emPloYee engagement and emPloYee 

organIsatIonal CommItment ConstruCts. 

  r p- value

Affective commitment 0.355 <0.001

Continuance 
commitment 0.164 <0.05

Normative 
commitment 0.210 <0.05

Overall organisational 
commitment 0.715 <0.001

**.Statistical significant at p ≤ 0.01; *.Statistical 
significance at p ≤ 0.05.

Significant differences between male and female 
nurses’ organisational commitment 
A t-test was also conducted to determine if there 
are significant mean differences in employee 
organisational commitment between male and 
female nurses. Results in table 3 show that the 
mean score for male nurses was Mm= 12.574 
with (n =45 SD = 4.5831), which was slightly 
higher than the mean score of Mf=12.036 
with (n =75, SD = 4.9035) obtained from 
female nurses. This shows that male nurses 
were more committed than female nurses.

In addition, the results for the t-test in Table 3 
reveal that there is a significant mean difference 
between male and females’ level of commitment 
(df =66, t = 23.496, p=0.00). Therefore, we fail 
to accept the null hypothesis since the p-value is 
less than 0.05. Hence, we conclude that male and 
female nurses differ in their level of organisational 
commitment. Similarly, Bhatnagar and Biswas 
(2010) also reported that there is a significance 
difference in commitment levels between male 
and female employees in health institutions.

taBle 3: resPondents’ organIsatIonal 
CommItment Based on gender 

gender mean n std. 
deviation p.value

Male 12.574 45 4.5831 <0.001
Female 12.036 75 4.9035
total 120

Significant differences between nurses’ 
organisational commitment based on race
The results of the test in Table 4 show that 
(df= 2, df = 63, F=1.369, p=0.002). Therefore, 
we fail to accept the null hypothesis since 
p<0.05 and conclude that there are significant 
mean differences in levels of commitment 
among nurses from different races. In a study 
conducted by McShane and Von Glinow (2008), 
it was also reported that different races have got 
different levels of commitment and this is as a 
result of different backgrounds and cultures.
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taBle 4: resPondents’ organIsatIonal 
CommItment Based on raCe 

sum of 
squares df mean 

square f p-value

Between 
Groups 95.070 2 31.680 1.369 0.002

Within 
Groups 1360.035 63 21.588

Total 1455.104 65

Significant differences of nurses’ organisational 
commitment based on tenure (working 
experience).
The results of the test in Table 5 show that (df= 
3, df = 62, F=1.465, p=0.000). Therefore, we fail 
to accept the null hypothesis since p<0.05 and 
conclude that there is a significant difference in 
the level of nurses’ organisational commitment 
with different work experience (tenure). 
Similarly, Pillay (2009) also reported that nurses 
with more years of work experience are more 
committed to their jobs compared to those with 
few years of working experience. Therefore, 
this confirms that there is a significance 
difference in the level of nurses` organisational 
commitment with different work experience.

taBle 5: resPondents’ organIsatIonal 
CommItment Based on tenure.

sum of 
squares df mean 

square f p-value.

Between 
Groups 95.070 3 31.680 1.465 0.000

Within 
Groups 1360.035 64 21.587

Total 1455.104 67

dIsCussIon 
The findings of this study indicate that there 
is a strong relationship between employee 
engagement activities and the overall 
organisational commitment of employees. These 
results indicate that employee engagement 
initiatives stimulate strong affection for the 
job and the organisation from the employees. 
Therefore, based on these results, the availability of 
employee engagement practices in organisations 
results in emotional, psychological attachment 
to the organisation. Employees become 
emotionally and affectionately committed to the 

organisation as a result of employee engagement.

The results also show that employee engagement 
activities have an impact on the normative 
commitment of employees. Employees feel 
obliged to remain loyal and committed to the 
organisation as a result of employee engagement 
activities. This means that when applied properly, 
the concept of employee engagement results in 
employees feeling indebted to the organisation 
hence increasing their level of organisational 
commitment. In contrast, Haid and Sims 
(2009) reported that employee engagement 
activities do not lead to an increase in normative 
commitment and employees rely more on 
other forms of organisational commitment 
to keep coming to work as a result of the 
decreasing job security issues in recent years.

The results also indicated that employees value 
employee engagement because they perceive 
the economic and social loss to be very high if 
they leave the organisation. Therefore, employee 
engagement activities have got a positive impact on 
continuance commitment. These results are in line 
with the findings of Davies (2011) who argued that 
employee engagement activities make employees 
develop continuance commitment and cognitive 
feelings about their organisations and jobs.

There was also a significant difference in 
employee organisational commitment based on 
gender. Results from descriptive and inferential 
statistics revealed that male nurses are more 
committed to their organisations than females. 
Similarly, the studies conducted by (Greenberg, 
2009; Chalofsky,2010) also noted significant 
differences in an organisational commitment 
based on gender, with male nurses showing 
a higher organisational commitment when 
compared to the female employees. In contrast, 
the findings of Rich, Lepine and Crawford 
(2010) concluded that there is no difference 
on organisational commitment according to 
gender. The results also noted a significant 
difference between race and tenure with regard 
to employee organisational commitment. Somers 
(2009) also reported that different races commit 
differently to their organisations and this is as 
a result of different backgrounds and cultures.
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ConClusIons
It is apparent from the research that the effective 
use of employee engagement activities results 
in improved organisational commitment. The 
level of employee engagement in an organisation 
determines the level of commitment employees 
may have towards the organisation. Therefore, 
management should prepare and develop 
employee engagement policies that are inclusive 
of all the facets of human resources management 
and also reflective of the world economic market 
in order to increase employee commitment 
and reduce turnover. However, this research 
would have been more informative if it had 
outlined the specific employee engagement 
activities that trigger the affective, normative 
and continuance commitment of employees.
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aBstraCt 
The purpose of this paper was to utilise affective 
event theory (AET) to develop a model that 
can be used by municipal managers to create 
an environment where employees display 
positive emotions (i.e. happiness). In order to 
give theoretical grounding to this study, the 
authors utilised the antecedents (i.e. autonomy, 
participation, supervisory support, and workload) 
that were used in Wegge, Van Dick, Fisher, West 
and Dawson (2006). Convenience sampling was 
used to select participants (n=229) out of 1 495 
municipal staff members and the response rate 
was 15.32%. The main finding of the study was that 
participation, supervisory support, and positive 
emotions showed a positive trend because their 
mean scores were above 4. It was also found that 
there was 1) a low significant negative correlation 
between autonomy and positive emotions, 
2) a moderate significant positive correlation 
between participation and positive emotions, 
3) a low significant positive correlation between 
supervisory support with positive emotions, 
and 4) an insignificant low positive correlation 
between workload and positive emotions. 
The paper closes with recommendations for 
municipal managers and further research, as 
well as implications for managers. The latter 
states that if municipality managers support 
employees and involve employees in decision 
making, the employees will be more productive.

Keywords: autonomy, participation, positive 
emotions, supervisory support, workload.

IntroduCtIon
There are reasons why emotions have captured the 
interests of human resource academics (Robbins 
& Judge, 2015). It was found that employees who 
have positive emotions (i.e. happiness) at work, 
perform better (Fisher, 2010; Maleka, Mmako 
& Swarts, 2017) and achieve targets set for them 
(Pekrun, Elliot & Maier, 2006), offer excellent 
customer service (Babin, Darden & Babin, 1998; 
Hochschild, 1983; Homburg, Koschate & Hoyer, 
2006; Watson & Spence, 2007; White, 2010), stay 
in organisations for longer periods (Rychalski & 
Hudson, 2017), show commitment (Fletcher & 
Williams, 1996; Mafini & Dlodlo, 2014), and go 
beyond the call of duty (Lerner, Li, Valdesolo & 
Kassam, 2015). On the contrary, employees are 
stressed and sad (i.e. negative emotions) because 
they interact with disgruntled customers and 
their workload is high (Brotheridge & Lee, 2003; 
Diefendorff, Richard & Yang, 2008; Pearson, 2008). 

Based on the abovementioned discussion, 
it can be surmised that positive emotions 
are proxies for productivity and customer 
service. Research has shown that employees 
who are happy, increase productivity by 68% 
(Nabirye, Brown, Pryor & Maples, 2011). 

Thus far the discussion suggests that employees 

anteCedents of PosItIVe emotIons In a soutH afrICan 
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who show positive emotions are productive. In the 
South African context, there is a lack of research 
on the antecedents of positive emotions in South 
African municipalities. It is envisaged that through 
this study, this lacuna will be addressed by: 

•	 identifying the autonomy, participation, 
supervisory support, and workload (i.e. 
antecedents) and positive emotion levels of 
employees working at a municipality; and

•	 developing a statistical model of antecedents 
of positive emotions, that can be used by 
municipal managers to create a conducive 
working environment.  

The following sections present the theoretical 
framework and hypotheses development, research 
methods, results, discussion, conclusions, 
recommendations, and implications for managers.

tHeoretICal frameWorK and HY-
PotHeses deVeloPment
Positive emotions comprise joy and gratitude 
and express a favourable evaluation or feeling 
(Lam & Chen, 2012; Robbins & Judge, 2015). A 
theoretical framework which best describes the 
relationship between antecedents (i.e. autonomy, 
participation, supervisor support, and workload) 

and positive emotions is known as AET and was 
developed by Weiss and Cropanzano (1996). 
Research using AET as a theoretical framework 
revealed that autonomy, participation, 
supervisor support, and workload correlated 
with positive emotions (Wegge et al., 2006). 

autonomy and positive emotions: Autonomy 
is the freedom to make independent decisions 
without consulting the supervisor or manager; 
it also means involving employees in changes 
that are made in an organisation (Britnell, 
2007). According to Jia, Cheng and Hale (2017), 
employees who are autonomous are most likely 
to display positive emotions in the organisation. 
Research has revealed that employees who are 
not given the opportunity to be autonomous are 
more likely to suffer from emotional exhaustion 
(Kruml & Geddes, 2000; Zapf, 2002), which 
leads to an increase in turnover (Lewig & 
Dollard, 2003). The following is hypothesised: 

H1:There is a positive correlation between 
autonomy and positive emotions.

Participation and job satisfaction: Participation 
as an antecedent has a similar definition 
to autonomy. Participation is defined as a 

fIgure 1: anteCedents of PosItIVe emotIons? adaPted from Wegge et al (2006) studY.
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process that uses the input of employees and is 
intended to increase employees’ commitment to 
organisational success (Robbins & Judge, 2013). 
Schlett and Ziegler (2014) found that a high-
emotion approach to motivation might predispose 
individuals to base their job participation 
strongly on their emotions at work. Meeusen, 
Van Dam, Van Zundert and Knape’s (2010) 
study found that there is a moderate correlation 
between positive emotions and job satisfaction. 
Moreover, positive emotions stimulate creative 
thinking, inductive reasoning, attention to detail, 
detection of problems, and careful information 
processing (Fredrickson, 2013; Isen, Daubman 
& Nowicki, 1987). Based on the discussion, 
the following hypothesis is brought forward: 

H2:There is a positive correlation between 
participation and positive emotions.

supervisory support and positive emotions: 
Cieslak, Korczynska, Strelau and Kaczmerek 
2008) explained that supervisory support 
may consist of communicating constructive 
advice and guidance while expressing empathy, 
actively listening, caring about the needs of 
employees, and providing tangible assistance 
and expertise that enable the employee to fulfil 

a responsibility or complete a task. Lam and 
Chen (2012) found that encouragement and 
support from supervisors may increase the 
positive perceptions by hotel service employees of 
interactional justice and decrease their negative 
emotions. The following can be hypothesised: 

H3:There is a positive correlation between 
supervisory support and positive emotions.

Workload and positive emotions: Workload 
refers to the job-demand resources theory, 
which posits that employees’ work pressure 
results from excessive job demands with limited 
job resources (Demerouti, Baker, Friedhelp & 
Wilmar, 2001). There is evidence that nurse 
turnover is related to burdensome workloads 
and high levels of job-related burnout and 
job dissatisfaction (Aiken et al., 2002). The 
researchers also found that a shortage of staff 
and heavy workloads led to occupational stress, 
which has been shown to affect job performance 
and job satisfaction (Lee & Wang, 2002; Nabirye, 
Brown, Pryor & Maples, 2011). Accordingly, 
the authors propose the following hypothesis: 

H4:There is a negative correlation 
between workload and positive emotions.

fIgure 2: eduCatIon leVel of PartICIPants
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The antecedents of positive emotions are 
displayed in Figure 1.  

Figure 1: The antecedents of positive emotions
Based on the discussion above, it can be surmised 
that autonomy, participation, supervisory 
support, and workload are the antecedents of 
positive emotions, and they either correlate 
positively or negatively with positive emotions. In 
the next section, the research methods followed 
to address the study objectives are discussed. 

researCH metHods
Discussed in this section are the participants 
and procedure, sampling, reliability, and validity.

Participants and procedure: Two hundred 
and twenty-nine (n=229) participants were 
conveniently sampled out of 1  495 municipal 
staff members to participate in Mpumalanga 
province.  The response rate was 15.32%, which is 
above the 5% criteria suggested by Bless, Higson-
Smith and Sithole (2013). Prior to data collection, 
the researchers received ethical clearance from 
the Management Sciences’ Ethics Committee 
at Tshwane University of Technology. The data 
were collected from October to November 2015. 
In September 2015, the instrument was piloted 
on twenty (n=20) participants. The following 
were participants’ job categories: 182 (79.48%) 
non-management; 39 (17.03%) management; 
and 8 (3.49%) senior management. In terms of 

taBle 1: means and standard deVIatIons 

Construct and retained items mean (m) standard 
deviation (sd)

factor 
loadings

autonomy
I am allowed to give input into everyday decision 
making in the organisation. 3.60 2.25 0.78

I am encouraged to give feedback about work 
activities. 4.50 2.16 0.73

I am consulted before decisions are made. 3.21 2.12 0.69
I am involved in changes that are made in my 
department. 3.39 2.22 0.75

Participation
I am able to modify what I am supposed to 
accomplish. 4.54 2.02 0.81

I have control over the scheduling of my work. 4.74 2.11 0.70

Positive emotions
I feel proud of the work that I do. 5.32 1.99 0.80
I am happy to come to work. 4.92 2.17 0.63

supervisory support
I have confidence in the ability of my supervisor. 4.46 2.26 0.86
My supervisor listens to what I have to say. 4.43 2.22 0.88
I can rely on my supervisor to give me good 
advice. 4.66 2.23 0.82

My supervisor supports me with regard to work-
related challenges. 4.50 2.16 0.84

My supervisor treats me fairly. 4.53 2.40 0.73
Workload

The job that I am doing is too difficult for me. 2.59 2.09 0.76
There are tasks that I have to perform that I 
cannot do well. 2.94 2.14 0.66
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age categories, 14 (6.11%) participants were in 
the age category 18-24 years, 78 (34.06%), were 
in the age category 25-34, 59 (25.76%) were in 
the age category 35-44 years, 62 (27.07%) were 
in the category 45-54 years, and 16 (6. 99%) 
were in the age category of 55-65 years. As can 
be observed from Figure 2, the majority (57 
or 24.89%) of the participants had a diploma 
as qualification and 44 (19.21%) had Grade 
12. The other educational frequencies of the 
participants were as follows: 37 (16.16%) had 
certificates; 30 (13.10%) had other qualifications, 
and 23 (10.04%) had postgraduate qualifications.

sampling: In terms of sampling, at the design 
phase of the study, the researchers planned to 
select every third participant (i.e. using systematic 
sampling techniques); however, during data 
collection it was found to be difficult to do so. 
Hence, the researchers opted to conveniently 
select those who were available. The questionnaire 
had two sections; Section A comprised the 
demographic information of participants, 
and Section B comprised the following scales: 
autonomy, developed by Patterson, West, 
Shackleton, Dawson, Lawthom, Maitlis and 
Robinson (2005); emotions, developed by Burke, 
Brief, George, Roberson and Webster (1989); 
job satisfaction, developed by Spector (1985); 
participation, developed by Patterson et al. (2005); 
supervisory support, developed by Patterson. et 
al. (2005); wellbeing, developed by Patterson et 
al. (2005); and workload, developed by Riggs, 
Warka, Babasa, Betancourt and Hooker (1994).  
The scales were measured on a continuous seven-
point Likert scale, where 1 represented “strongly 
disagree” and 7 represented “strongly agree”.

reliability and validity: Cronbach’s alphas of 
retained factors (see Table 1) were as follows: 
autonomy (α = 0.8); emotions (α = 0.6); job 
satisfaction (α = 0.6); participation (α = 0.7); 
supervisory support (α = 0.9); and workload (α = 
0.5). Also displayed in Table 1 are the factor loadings, 
which had a p-value of 0.01. These Cronbach’s 
alphas were in line with the criteria 0.60 to 0.90 
suggested by Maree (2016), with the exception of 
workload. Confirmatory factors analysis (CFA) 
was conducted and none of the wellbeing items 
were retained because they were below the 0.4 
cut-off (Refer to Table 1). This suggested that 

construct validity was achieved (Hair, Black, 
Babin & Anderson, 2014; Struwig & Stead, 2013). 

results and dIsCussIon
Before statistical analysis was conducted, 
the data were coded in Microsoft Excel and 
exported to STATA version 13. Descriptive 
(i.e. means and standard deviations) 
and inferential statistics (i.e. structural 
equation model (SEM)) are discussed below. 

descriptive statistics: It can be observed from 
Table 1 that out of the maximum score of 7, 
and the mean score of 4, the mean scores for 
participation, positive emotions, and supervisory 
support were above 4, suggesting that there was a 
positive trend (i.e. agreed) in how the participants 
rated the constructs. In terms of autonomy, only 
one item (i.e. “I am encouraged to give feedback 
about work activities”) rated above 4 and five 
items were rated below 4, suggesting that the 
participants disagreed with the items. Even 
though the participants rated the overload items 
below 4, the trend was positive since the items 
were negatively phrased. Also presented in Table 
1 are the factor loadings, and based on them it can 
be argued that convergent validity was achieved. 

Inferential statistics: Displayed in Table 2 are fit 
indexes and, as can be observed, the revised model 
fit indices best fitted the data. The chi-squared (χ2) 
= 251.13, root mean square error of approximation 
(RMSEA) = 0.79, comparative fit index (CFI) = 
0.92, Tucker-Lewis index (TLI) = 0.90, standard 
root mean square residual (SRMR) = 0.57.

taBle 2: fIt IndICes

Fit 
statistics

Cut-
off

Original 
model

Revised 
model

Hu & 
Bentler 
(1999) 
criteria

(χ2/Df) 2.0 – 
3.3 207.586 251.13 2.0 – 3.3

CFI 0.95 0.91 0.92 > 0.95
TLI 0.95 0.88 0.90 > 0.95

SRMR 0.08 0.65 0.57 < 0.08
RMSEA 0.06/8 0.83 0.79 < 0.06

Once the model that fitted the data best 
was identified, the researchers tested 
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the hypotheses. Table  3 presents the 
coefficient, p-value, and constructs.

taBle 3: struCtural model 

Constructs Coefficient standard 
error P>|z|

Positive emotions ←
Autonomy -0.23 0.12 0.05

Participation 0.60 0.14 0.00
Supervisory 

support 0.28 0.09 0.00

Workload 0.11 0.10 0.23

As can be observed from Table 3, the data showed 
that there was a low significant negative correlation 
between autonomy and positive emotions 
with (β = -0.23, p < 0.05), thus Hypothesis 1 is 
not supported. The data also showed that there 
was a moderate significant positive correlation 
between participation and positive emotions 
with (β = 0.60, p < 0.05), thus supporting 
Hypothesis 2. The data showed that there was 
a low significant positive correlation between 
supervisory support with positive emotions (β 
= 0.28, p < 0.05), thus supporting Hypothesis 
3. Moreover, the data showed that there was an 

insignificant low positive correlation between 
workload and positive emotions (β = 0.11, p > 
0.05), therefore Hypothesis 4 is not supported. 

The data are graphically displayed in Figure 3. 

ConClusIon, reCommendatIons, 
and ImPlICatIons 
Based on the findings of the study, it can be 
argued that the first objective was achieved. 
The data revealed that the participants’ mean 
scores of participation, supervisory support, 
and positive emotions showed a positive trend 
because their mean scores were above 4. In the 
literature, it was claimed that employees who are 
given the opportunity to participate and who are 
supported by their supervisors (Buitendach & 
Rothmann, 2009), are productive (Fisher, 2010; 
Maleka et al., 2017). The only autonomy item that 
had a mean score above 4 was “I am encouraged 
to give feedback about work activities.” Unlike 
in the literature (see Jia et al. 2017), in this it 
was found that autonomy negatively correlated 
with positive emotions. The implication of not 
giving employees autonomy, is that they end up 
suffering from emotional   (Kruml & Geddes, 
2000; Zapf, 2002) and/or they resign (Lewig & 

fIgure 3: anteCedents of PosItIVe emotIons (sourCe: adaPted from sKosana (2016)).
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Dollard, 2003).  Based on the results, it can be 
concluded that employees will display positive 
emotions when they are supported, given 
opportunities to make their own decisions, and 
participate in work-related activities. Since high 
levels of participation, supervisory support, and 
positive emotion are proxies of high performance 
(see Maleka et al., 2017), it can be concluded that 
the employees’ was performing well. However, 
on the contrary, when the data were collected 
the municipality was under administration.   

Based on Figure 2, it can be argued that the second 
objective was also achieved. It was achieved by 
testing the hypotheses. There was a significant 
negative correlation between autonomy and 
positive emotions. On the contrary, Wegge et 
al. (2006) found that there was a low significant 
positive correlation between autonomy and 
positive emotions and the results. The results 
showed that there was a statistically positive 
correlation between participation and positive 
emotions.. Spilsbury and Meyer (2004) also found 
that there was a positive correlation between 
participation and positive emotions. As with Lam 
and Chen’s (2012) study, a low positive correlation 
between supervisory support and positive 
emotions was found. The results also showed that 
there was an insignificant positive correlation 
between workload positive emotions. Similarly, 
Cortese, Colombo and Ghislieri (2010) found 
that there was a positive correlation between 
workload and positive emotions. Therefore, it 
can be concluded that AET is an appropriate 
theoretical framework or model that can be used 
by municipal managers to create an environment 
where employees are happy (i.e. positive emotion).  

Based on the antecedents and positive 
emotions and the statistical model 
developed, the following recommendations 
are made. The municipality ought to: 

•	 give all the employees the opportunity to 
participate in decision making;

•	 involve employees in changes that are made in 
the organisation; and

•	 train employees to perform difficult tasks.
In terms of further research, the authors 
recommend that future research should be based 

on a probability sampling technique. This will 
assist in mitigating the limitations that the current 
study experienced, because its results cannot 
be generalised since the convenience sampling 
technique was used to select participants. The 
authors propose that a mixed method be used in 
future, so that qualitative and quantitative data 
can be triangulated (Creswell & Clark, 2011:25).

The study has implications for municipality 
managers in that employees who are supported 
emotionally will be more productive. Involving 
employees in decision making and change processes 
will make employees positive and ultimately 
motivate them to embrace proposed changes. 
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aBstraCt
This study examines the influence of three selected 
brand loyalty antecedents (brand satisfaction, 
brand trust and brand price) of female consumers 
of cosmetics in South Africa. The empirical 
study employed nine interviews to qualitatively 
establish the most important brand antecedents 
where after 100 female consumers of cosmetics 
in Limpopo, Gauteng and Free State provinces 
were randomly targeted by means of convenience 
sampling. Some 83 completed questionnaires 
were received. The objectives of this paper were 
to identify the three most important brand loyalty 
antecedents, and then to measure their relative 
importance in female cosmetic buying behaviour. 
The results were analysed using inferential 
statistics and correlational analysis. Results of 
the study concluded that antecedents such as 
brand trust, brand satisfaction and brand price 
of a cosmetic product play an important role in 
strengthening customer brand loyalty. The results 
are reliable as per the Cronbach Alpha coefficient. 
There are also negative correlations between 
age, income and cosmetic purchases, signifying 
that older females are less influenced by both 
brand trust and brand price in their buying 
behaviour than their younger counterparts. 

Keywords: brand loyalty, cosmetics, customer 
satisfaction, brand trust, brand price

BaCKground of tHe studY
The success of an organisation depends largely 

on its capability to attract consumers towards 
its brands and keep them loyal to these brands 
(Fanaras, 2013). Traditionally, women have always 
been loyal to their cosmetics brands, believing in 
the brands’ value to enhance their beauty and to 
prolong ageing. However, McClaughlan (2014) 
states that although 76% of women are loyal to their 
cosmetic products, 89% of millennial women are 
willing to try out new or improved products and/
or brands. Those who do not, hold, among other 
reasons, the belief that continued use of a specific 
cosmetic product holds additional benefits. The 
question is how this belief has actually influenced 
the spending patterns and behaviour of females 
towards their cosmetic products of choice, and 
how loyal they really are to those products? Brand 
loyalty has seminally been researched by leading 
marketers. One consideration of awareness 
to markets is the demographic description of 
brand loyalists (Howard and Sheth, 1969:115). 
In support, Jacoby (1971:26) added that brand 
loyalty is an extremely useful marketing tool and 
by understanding its role in buying behaviour 
provides a competitive edge in the market. 

In South Africa, the female cosmetic market is 
growing strongly and enjoys a projected annual 
growth between 5 and 10% (Mungai, 2014). 
The South African cosmetic market amounts to 
R25.3 billion as measured at the retail level and 
contributes 1% to the gross domestic product 
(GDP) (DTI, 2016). Cosmetics brands such as 
Avon, Garnier, L’Oreal, Nivea, Oil of Olay and 
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Ponds are popular among African cosmetic 
consumers. Cosmetics have become a common 
and popular category among young and adult 
females as it identifies them with a more relaxed 
lifestyle, greater versatility, and comfort. This has 
prompted these manufacturers to increase their 
presence and business activities in South Africa 
and some have started to use known female 
celebrities as their brand ambassadors in an 
attempt to increase their cosmetic market share.

Most women, if not all, would like to be beautiful, 
healthy and good-looking. Noteworthy for 
African women is that caring for African skin 
requires a tailor-made approach. An African 
skin requires a different approach than a typical 
Caucasian skin. Anti-ageing products for 
African consumers primarily aim at tackling 
dark spots and uneven complexion, whereas 
anti-ageing products for Caucasian women aim 
at tackling the wrinkles first (Mungai, 2014). 
Another important consideration in the cosmetic 
market is that women are strong influencers of 
their brands of choice; this is important in the 
growing African cosmetic market where women 
spend on average 12-15% more on cosmetics 
in 2016 than they did in 2015 (DTI, 2016).

ProBlem statement
Brands are an important competitive tool 
organisations use as they compete vigorously to 
gain market share. Although almost all products 
and services can be easily replicated, brands do 
provide an avenue of differentiation organisations 
can capitalise on. In this regard, Haskins (2015) 
states that through product experience and 
marketing activities, brands offer organisations a 
means of differentiating their product or service 
from that of their competitor by creating a lasting 
impression in the minds of individuals and 
organisations. Ten years ago Kotler (2005) already 
stated that the affiliation to a brand (referred to as 
brand loyalty) can result in a willingness by the 
consumer to pay a price premium, sometimes 
as much as 20 to 25%. Kumar Luthra and Datta 
(2006) support Kotler by reporting that their 
research found that brand loyal consumers were 
willing to pay higher prices and that they were 
less price sensitive. Recently, MilfordBrown 
(2017) stated this is still true and that good brand 
management strategy to create and sustain a 

meaningful difference helps consumers justify 
their spending by paying premium prices. (This 
is also true for brand management in general, 
not only for cosmetic products). However, 
limited studies have been done to measure 
the brand loyalty of South African women 
towards their cosmetic brands. Furthermore, 
what are the three most important brand 
loyalty antecedents for South African women?  

oBJeCtIVes of tHe studY
The objectives of this study were to:

•	 Determine the three most important brand 
loyalty antecedents for the South African 
female cosmetic market;

•	 Measure the importance of these three brand 
loyalty antecedents in this market;

•	 Identify the relationships between these brand 
loyalty antecedents; and to

•	 Provide a demographic profile of the 
respondents in this study.

researCH QuestIons
The research questions pertaining to this study are:

1. Which of the brand loyalty antecedents plays 
a more significant role in buying behaviour of 
female cosmetic consumers in South Africa?

2. How important is the role each brand loyalty 
antecedent play in buying behaviour?

3. Are there any relationships between these 
brand loyalty antecedents in cosmetic 
products?

4. Do the demographic variables influence the 
role each brand loyalty antecedent play in 
buying behaviour?

BrandIng and Brand loYaltY
Historic overview
The development and historical research in 
brand loyalty is important because significant 
developments were made from the late fifties 
onwards. The majority of these key principles 
are still in play today, albeit in a totally different 
market environment. The historical literature 
on branding and brand loyalty contains many 
different approaches to define the concept of brand 
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loyalty. These range from preference, to repeat 
purchase, and to various degrees of commitment. 
Brand loyalty was seen as a consumer’s conscious 
or unconscious decision that expressed the 
intention to repurchase a particular brand 
continually. Back then brand loyalty had been 
proclaimed as the ultimate goal of marketing 
(Reichheld & Schefter, 2000:105). The goal was to 
achieve brand loyalty; that is to get a consumer’s 
commitment to repurchase the brand through 
repeated buying of a product or a service or other 
positive behaviour such as word of mouth or the 
status of using a particular brand. The repurchase 
decision was regarded as very much dependant 
on trust and a quality performance of the product 
or service (Chaudhuri & Holbrook, 2001). Keller 
and Aaker (1998:359) maintained that loyalty was 
a distinct concept that could often be measured 
in a behavioural sense through the number of 
repeat purchases. Consumers were in the habit of 
buying a particular brand without really thinking 
about why they did so. Continual purchasing of 
a preferred brand might simply have been the 
result because the brand was prominently stocked 
or frequently promoted. When consumers were 
confronted by a new or resurgent competitor 
providing compelling reasons to switch, 
their ties to the brand were tested for the first 
time. Ultimately, these reasonings from the 
historical researchers still holds true today.

Modern views on brand loyalty
The more modern approach of brand loyalty does 
not significantly differ from the views held by the 
traditional brand loyalty researchers. It would 
seem that the biggest differences between the 
emergence of brand loyalty towards the modern 
approach reside in a new market environment 
where changed market behaviour and new 
challenges face researchers and marketers. 
Academic research in a variety of industries 
has found that brands with a large market share 
are likely to have more loyal consumers than 
brands with a small market share. In addition, 
Calves (2015) believes that it is inexpensive to 
retain consumers; especially if they are satisfied 
with the brand. Adding that in many markets 
there is substantial inertia among consumers 
(even if there are relatively low switching costs 
and low consumer commitment to the existing 
brand), the benefits of retaining customers and 

enhancing brand loyalty creates an opportunity 
for business to lock in customers to their brands.

Brand loyalty is more modernly defined as:

The extent of consumer faithfulness towards 
a specific brand and this faithfulness is 
expressed through repeat purchases and 
other positive behaviours such as word of 
mouth advocacy, irrespective of the marketing 
pressures generated by the other competing 
brands (Kotler & Armstrong, 2012).

The American Marketing Association (AMA, 
2016) has a dual definition depending 
on the specific marketing perspective: 

1. The situation in which a consumer generally 
buys the same manufacturer-originated 
product or service repeatedly over time rather 
than buying from multiple suppliers within the 
category (Sales promotion definition). 

2. The degree to which a consumer consistently 
purchases the same brand within a product 
class (Consumer behaviour definition). 

Alexander (2017), interestingly, follows another 
approach to defining brand loyalty. He states 
that brand loyalty is identifiable to customers 
who possess the following five characteristics:

1. They talk about your brand and recommend it 
to friends

2. They use your brand in unique ways  
Such as creating signature recipes or 
repurposing its packaging. These loyalists 
incorporate your brand in meaningful ways 
to their lifestyle.

3. They really “know” your brand  
Brand loyalists can tell you how many times 
your logo has changed, can identify your 
original colour palette, and how often you 
post on social media.

4. Your brand is part of their family’s rituals and 
traditions  
Whether it’s shopping at the same retail 
brand or buying a specific brand of milk 
every time; humans are creatures of habit. 

5. They “own” your brand  
Purchasing branded clothing, memorabilia, 
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and novelty items that are not part of a 
business’ product line. Hoodies, tumblers, 
sunglasses, or whatever they associate them 
with the brand.

Measuring brand loyalty
Numerous researchers have compiled models 
and measuring tools to measure various aspects 
of brand loyalty. In 2010, Moolla (2010:21) 
undertook research specifically focussed to 
identify and merge a wide array of the validated 
models on brand loyalty. Moolla, thereby, 
successfully developing an integrated model 
to measure brand loyalty across twelve brand 
loyalty antecedents (or influences as he called 
it). Since 2010 this model has been applied to 
a wide variety of industries (including both 
products and services) in an attempt to validate 
the model (Moolla & Bisschoff, 2012:75). 
The Moolla model was selected as measuring 
tool for this study based on the success of the 
validation studies and its strong theoretical base. 
The original model appears in Figure 1 below. 

seleCtIon of Brand loYaltY ante-
Cedents
This study focuses on the three most 
important brand loyalty antecedents. The 

role these antecedents play on female 
cosmetic brand loyalty was investigated.

The three antecedents have been selected on a 
qualitative study that used personal interviews 
to do so. A total of nine personal interviews were 
conducted with female cosmetic consumers where 
the brand loyalty antecedents were discussed.  
The interviews required the female beauty salon 
owners (the interviewees) to identify the three 
most important brand loyalty antecedents of 
cosmetics (based on their observations of their 
customers’ shopping behaviours). The three 
antecedents they regarded to the most important 
ones in cosmetic buying behaviour were:   

1. Brand trust;
2. Brand satisfaction; and 
3. Brand price.  

These three antecedents are then studied further. 
Each antecedent is discussed in more detail below.

Brand Trust 
Brand trust is an intangible asset of a product or 
service. The belief of the specific performance of 
a brand and that it will continue to do so, refer 

fIgure 1:  Brand loYaltY anteCedents (sourCe: moolla (2010:197))
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to trust. Parasuraman et al. (1985:46) identified 
this belief back in the eighties in their Servqual 
model, labelling it as reliability. The brand trust 
then refers to the intrinsic believability that 
any product or service evokes. Commercially, 
this intangible aspect of brand trust impacts on 
the behaviour and performance of a brand by:

•	 Connecting the brand with all stakeholders 
(Ind & Schultz, 2010);

•	 Converting simple awareness to strong 
commitment (Ünal, Candan & Yildirim, 
2012:1395); 

•	 Turn customers into devoted ambassadors 
(Forbes, 2015; Gunnelus, 2017); 

•	 Increases the acceptability of brand extensions 
(Reinert, 2009); and

•	 Creates tolerance in case of temporary quality 
deficiencies (O’Meara, 2016).

 
Gunnelus (2017) continues and state that brand 
trust as an integral part of brand loyalty applies to 
all markets and industries. She explains by stating 
that trusting the services of your accountant (or 
second-hand car dealership for that matter), 
leads to loyalty towards the organisation if trust 
was instilled by the product or service acquired. 
Resultantly, this accountant (or car dealer) will 
be recommended to other people, and also be 
revisited to repurchase goods or services. Here 
the key of how brand trust leads to brand loyalty, 
and then to brand advocacy, is trust. If a consumer 
trusts that the specific brand will deliver on its 
promise every time, he or she develops loyalty 
towards the brand and advocates the consistent 
performance of the brand to other people. 

Brand Satisfaction
The brand specialist Aaker (1997:347) 
traditionally stated that customer satisfaction is a 
key determinant on every level of brand loyalty. 
Later Kotler and Armstrong (2012) added that 
customer satisfaction is also key to customer 
retention. Customer satisfaction is also closely 
related to brand satisfaction as the specific 
performance of a brand also leads to brand trust. 
In this regard, Wang and Li (2009:120) proved 
that strong significant positive correlations do 
exist between brand trust, brand loyalty and brand 

satisfaction in the mobile phone industry (r≥0.75; 
p≤0.05). Caro and Garcia (2007:110) propose 
three dimensions of satisfaction, namely cognitive, 
affective and emotional that culminates in action 
loyalty or repeat usage. These dimensions refer to 
the different benefits of satisfaction derived from 
the brand or product. In a business-to-business 
study, Erikson and Löfmarck-Vaghult (2000:371) 
established a link been between brand satisfaction 
and brand loyalty. This study also found that 
satisfied customers stay with the organisation and 
reiterated Kotler’s original observation that as 
satisfaction increases, so does customer retention. 

However, because there is no precise definition of 
what customer and brand satisfaction actually is, 
Lebed (2015) states that it can be regarded as the 
result of the subjective “experience” of the customer 
that is responsible for the eventual judgement on 
satisfaction. This judgement is further complicated 
by the many drivers that affect customer 
satisfaction. These factors include knowledgeable 
and courteous employees, the correctness of 
transactional paperwork, competitive pricing, 
service quality, product and/or service value, 
and product performance, to name but a few. 

Brand price
According to Cadogan and Foster (2000:187), 
the price is probably the most important 
consideration for the average consumer. 
Consumers with high brand loyalty are willing to 
pay a premium price for their favoured brand, so, 
their purchase intention is not easily affected by 
price. In addition, customers have a strong belief 
in the price and value of their favourite brands so 
much so that they would compare and evaluate 
prices with alternative brands (Keller & Aaker, 
1998:369). Consumers’ satisfaction can also be 
built by comparing price with perceived costs and 
values. If the perceived values of the product are 
greater than cost, it is observed that consumers 
will purchase that product. Loyal customers are 
willing to pay a premium even if the price has 
increased because the perceived risk is very high 
and they prefer to pay a higher price to avoid 
the risk of any change (Yoon & Kim, 2000:125). 

Long-term relationships of service loyalty make 
loyal customers more price-tolerant since loyalty 
discourages customers from making price 
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comparison with other products by shopping 
around. Price has increasingly become a focal 
point in consumers’ judgments of offer value 
because price communicates to the market the 
company’s intended value positioning of its 
product or brand. In this regard, Lefler (2016) 
states that although consumers are willing to 
pay a premium for branded products, their 
expectation for value is also higher, hence they 
expect the branded product to perform better.

researCH metHodologY
Data collection and analysis
The population consisted of female salon owners 
in the Gauteng, Limpopo and Free State provinces 
in the cosmetic industry. Both qualitative and 
quantative data collection methods were used. 
Qualitative research was used to determine the 
importance of the brand loyalty antecedents, while 
the quantitative research measured how important 
the three identified brand loyalty antecedents were. 

Regarding the qualitative study, a total of nine 
women salon owners were interviewed to 
determine the three most important brand loyalty 
antecedents. They rendered their responses 
based on observations on their customers’ 
behaviours when they buy cosmetic products. 
Then quantitatively, a convenient random 
sample of 100 female consumers of cosmetics 
was drawn and targeted to receive structured 
questionnaires. A total of 83 responded. The 
data was collected by using a validated brand 
loyalty questionnaire developed by Moolla 
(2010:262). These include close-ended questions 
as well as five-point Likert scale ratings (where 
one signifies strong agreement and five strong 
disagreement). Although Moolla (2010:262) 
developed the questionnaire to measure all 12 
brand loyalty antecedents, the questionnaire 
was customised to measure only the selected 
three brand loyalty antecedents in the cosmetic 
brands. The questionnaire was distributed 
personally to beauty salons accompanied by a 
covering letter that explained the purpose of the 
study. The customers of the salons completed the 
questionnaires while waiting for their appointment 
at the salon. The hard copies of the questionnaire 
were collected by the salon owners and it was 
later collected by the researcher in person. 

The data was analysed by means of descriptive 
statistics, demographic profiling, inferential 
statistics, correlational analysis and Cronbach 
Alpha’s reliability coefficient. In converting the 
Likert scale to percentage format to determine 
the general importance of each criterion and 
brand loyalty antecedent, the mean values 
have been converted into percentage values 
to enhance the interpretation of the results. 
The percentages are interpreted as follows 
(Bisschoff & Lotriet, 2008; Salim, 2011):

•	 <60%: Lower importance; Dissatisfaction;
•	 60%-75%: Important; Satisfaction; 
•	 >75%: Very important; Very satisfied 

Excellent.
The standard deviation serves as a secondary 
measure and indicates to what extent the 
respondents have agreed or not in their 
perceptions regarding each question. 

results
Demographic profile
The profile of the respondents is looked upon 
in terms of Age, Level of education, Marital 
Status, Average Monthly Income and Frequency 
of Shopping the researcher sought to establish 
these characteristics from the respondents.

The study revealed that 25.3% of the respondents 
are between 31-40 years of age the majority of 
whom 44.6% are between 21-30 years while 8.4% 
are under 20 years, 13.3% of the respondents are 
between 41-50 years and lastly 8.4% were over 50 
years. This indicates that the subjects of the study 
are over 18 years, therefore, able to make informed 
choices consistent to the cosmetic products.

Some 23% of the respondents have a diploma, 
28% have undergraduate degrees, 29% have 
a secondary level education while 16% were 
postgraduates. The results indicate high 
literacy level among the respondents; this 
implies that the respondents were in a position 
to comprehend the research questions and 
answer appropriately without language barriers.

The research indicated that 9.6% of the respondent 
earn on average R5000 a month while 29% earns 
between R5000-R10000, 15.6% earns between 
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R10000-R15000, 18.1% earns R15000-R20000 
while only 27.7% earns more than R20000 a 
month. This indicates that most of the respondent 
earn a reasonable income and therefore are able 
to make purchases relative to their income.

The study revealed that 41% of the respondent 
did their shopping for cosmetics once a month, 
20.5% did their shopping twice a month while 
15.6% did their shopping three times a month, 
14.5% did their shopping more than four times. 
The results imply that the respondent is regularly 
confronted with cosmetics product buying 
decisions, therefore, they are appropriate to 
answer the researcher’s questions on brand loyalty.

Importance of brand loyalty antecedents
The frequency distributions of the data (as per five-
point Likert scale) are shown in the tables below; 
each table pertains to each specific antecedent and 
the questions that measure that specific antecedent. 

Brand trust
Does Brand trust influence brand loyalty in 
cosmetics?

From table 1, only 7.2% of the respondents 
disagree that Brand trust influences brand loyalty, 
while 51.8% strongly agree and 22.9% agree that it 
does. Therefore 74.7% agrees that brand trust does 
influence brand loyalty. The specific importance 

of each measuring criterion is shown in Table 2.  

Questions  BI7, BI8, and BI10 are above 
the important level of 60%; this means 
that the questions are important to female 
consumers when considering loyalty towards 
cosmetics. Questions BI6 and BI9 are of 
lower importance and action is required. In 
total Brand trust has a mean value of 63.3%.  

Brand satisfaction
Do you agree that Brand satisfaction 
influences brand loyalty in cosmetic products?

From the table above 54.2% strongly agree that 
Brand satisfaction influences brand loyalty whilst 
32.5% agrees; 86.7% thus agreed which indicated 
they believe that Brand satisfaction influences 
brand loyalty. Only 11% believe it does not have 
an influence on brand loyalty. The individual 
importance of the criteria is shown in Table 4.

Questions BI11, BI12, BI13 are all above the 
75% important level which means they are 
very important to female consumers. While 
question BI13 is above the 60% important level 
but below the 75% important level according to 
the study. The high mean levels of BI11, BI12, 
BI13 is an indication customer satisfaction 
level on the cosmetic product. In total Brand 
satisfaction has a mean value of 77.7%.  

taBle 1: effeCts of Brand trust on Brand loYaltY

  frequency Percentage Valid Percentage Cumulative 
Percentage

Valid

1.0 19 22.9 22.9 22.9
2.0 43 51.8 51.8 74.7
3.0 15 18.1 18.1 92.8
4.0 6 7.2 7.2 100.0
Total 83 100.0 100.0

taBle 2: mean and standard deVIatIon sCores on Brand trust

Question mean standard deviation
BI6 Brand reputation influences brand loyalty? 53.9% 0.601
BI7 Brand predictability influences brand loyalty? 70.1% 0.835
BI8 Brand competence influences brand loyalty? 60.7% 0.712
BI9 Switching cost influences brand loyalty? 53.9% 0.941
BI10 Peer influences brand loyalty? 77.7% 0.723

mean of Brand trust 63.3%
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Brand price
Do you agree that competing Brand price 
affects the brand loyalty of another product?

Some 47% strongly agree and 34.9% agree 
that competing brand price influences brand 
loyalty. This indicates that 81.9% of the 
respondents agree that brand price influences 
brand loyalty. The specific importance of 
each measuring criterion is shown in Table 6. 

Questions BI15, BI16, BI17, and BI19 are above 
the 75% importance level which indicates the level 
of satisfaction with the brand price, question BI18 
is above the 60% important level even though 
69% is the lowest compared to other questions on 
Brand price. The high mean level shows that most 
female consumers are influenced by brand price 
before considering buying a cosmetic product. 
In total Brand price has a mean value of 84.3%.  

Summary of mean values
The brand loyalty antecedents Brand trust, 
Brand satisfaction, and Brand price are all above 
the 60% satisfactory level. Brand trust has the 
lowest satisfactory level of 63.3% whilst Brand 
satisfaction scored the second highest satisfactory 

level of 77.7% and the Brand price has the highest 
satisfaction level of 84.3%. This result shows 
that price has the most influence on female 
consumers in terms of the cosmetic products.

Reliability of results
The reliability and internal consistency of the data 
are measured by the Cronbach Alpha coefficient 
(α). Table 7 shows the reliability coefficients for 
each specific brand loyalty antecedent and its 
specific questions measuring that specific brand 
loyalty antecedent Tavakol, 2011:54). A minimum 
coefficient of 0.70 is set (Field, 2009:683), although 
a secondary lower coefficient was also deemed 
acceptable (Cortina, 1993 cited by Field, 2009:685).

From the table above it is clear that the majority of 
the questions measuring the antecedents returned 
satisfactory reliability coefficients (α>0.70). Two 
questions (both measuring Brand trust) are deemed 
to have a lower order of reliability (α<0.57). These 
questions are resultantly removed as measuring 
criteria due to their low level of reliability. 

Spearman correlations
Spearman’s correlation coefficients were 
employed to test if there is a monotone 

taBle 3: effeCts of Brand satIsfaCtIon on Brand loYaltY

  frequency Percentage Valid 
Percentage

Cumulative 
Percentage

Valid

1.0 27 32.5 32.5 32.5
2.0 45 54.2 54.2 86.7
3.0 11 13.3 13.3 100.0

Total 83 100.0 100.0

taBle 4: mean and standard deVIatIon sCores on Brand satIsfaCtIon

Question mean standard 
deviation

BI11 Do you agree that brand reliability influences brand loyalty in 
cosmetic products? 77.5% 0.709

BI12 Do you agree that information quality affects brand loyalty in 
cosmetic products? 76.0% 0.653

BI13 Do you think past interaction of cosmetic products influences 
brand loyalty? 79.9% 0.606

BI14 Do you agree that perceived quality influences brand loyalty? 77.3% 0.706

mean of Brand satIsfaCtIon 77.7%
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relationship between antecedents of brand 
loyalty and the demographics Income and 
Age. A Spearman’s correlation, which tests the 
strength of the relationship between two items, 
was chosen instead of the Pearson correlation 
as the data was not parametric nor limited to 
linear relationships (Field, 2009:197). Table 8 
below illustrates the Spearman’s correlation.

taBle 8: sPearman’s CorrelatIon

Demographic 
variable

Brand 
Trust

Satisfac-
tion

Brand 
Price

Age

Corr. 
Coef. -.262* -.156 -.379**

Sig. 
2-tailed) .017 .158 .000

N 83 83 83

Income

Corr.  
Coef. -.132 -.369** .008

Sig. 
2-tailed) .235 .001 .944

N 83 83 83

*Correlation is significant at the 0.05 level 
(2-tailed). 
**Correlation is significant at the 0.01 level 
(2-tailed).

The results show that there are significant 
negative correlations between the demographic 
variables age and income and the antecedents 
of brand loyalty (r=-0.262, p≤0.05; r=-0.379, 
r=-0.369; p≤0.10). The results show that the 
older females are less influenced by their beliefs 
in Brand trust; however, it is a small negative 
correlation coefficient of -0.262. (below 0.30) 
(Field, 2009:179). The results further show 
that the older females are less influenced by 
brand price in their buying behaviour (with a 
negative correlation coefficient of -0.379) and 
that the more money women earn, the less 
likely it is that they are satisfied with a cosmetic 
product (-0.369). This means that high earners 
are difficult to satisfy in the cosmetic market. 

taBle 5:  effeCts of ComPetIng for Brand PrICe on Brand loYaltY

  frequency Percentage Valid 
Percentage

Cumulative 
Percentage

Valid

1.0 29 34.9 34.9 34.9
2.0 39 47.0 47.0 81.9
3.0 6 7.2 7.2 89.2
4.0 9 10.8 10.8 100.0
Total 83 100.0 100.0

taBle 6: mean and standard deVIatIon sCores on Brand PrICe

Question mean standard 
deviation

BI15 Do you agree that price consistency of cosmetic products 
influences the loyalty to it?

87.7% 0.7672

BI16 Do you agree that the last purchase price affects brand 
loyalty?

85.5% 0.9298

BI17 Does the cost effectiveness of a cosmetic product affect 
brand loyalty?

92.1% 0.8017

BI18

BI19

Do you agree that value for money influences loyalty to it?

Do you agree that competing brand price affects the brand 
loyalty of another product?

69.3%

86.7%

0.8137

0.9285
mean of Brand PrICe 84.3%
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ConClusIons and reCommenda-
tIons
The overall impression of the respondents is that 
Brand trust, Brand satisfaction and Brand price 
influence their cosmetic buying decisions. From 
the research conducted, the female consumers 
considered Brand price as the most influential 
factor in determining brand loyalty (84%). 
Brand trust was rated the second highest at 
78% agreement level. Brand satisfaction was 
considered third in determining brand loyalty 
at 63%. With all three antecedents scoring 

more than 50% level of the agreement it is an 
indicator that all have a strong influence on 
brand loyalty of cosmetic products with the 
degree of influence varying amongst them.

This study concludes that brand trust, brand price, 
and customer satisfaction have a strong influence 
in determining the brand loyalty of customers 
in cosmetic products. Companies who would 
seek to create brand loyalty in cosmetic products 
may have to consider these determinants of 
brand loyalty in order to position their products 
competitively in the marketplace. More research 
still needs to be done on a larger scale to confirm 
the results of this study and to see how brand 
loyalty is affected or influenced by the cosmetic 
market and by which brand loyalty antecedents.
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aBstraCt
Skateboarding started in the 1950s on the west 
coast of the United States of America (USA) 
as a response to a desire of surfers to continue 
their activity “when the surf was flat” This 
qualitative study focuses on the perception of 
what skateboarding is all about in South African 
cities and townships. In doing this, attention is 
also given to the skateboarding’s contribution 
to societal challenges in South African cities 
and townships. Skateboarding’s sub culture, like 
other youth cultures, are commonly regarded 
as being out of place in open public spaces as 
they tend to pose ‘a crisis for public space’ or 
resist the normative logic of public space and 
offer unwanted alternative uses. The problem 
within this context can be conceptualized 
as “an activity for youths involved in anti-
social behavior or undesirable social behavior 
whereby skateboarders are in general previewed 
as outcasts, nuisances, and even criminals”. 

This study is closely allied to the social 
constructivist where the objective of research ‘is 
to rely as much as possible on the participants’ 
view of the situation being studied’. A grounded 
theory guideline approach was applied, thus 
including open axial and selective coding. 
Four focus group interviews were executed 
amongst respondents located in and around 

Pretoria (Menlyn, Atteridgeville, Lotus 
gardens and Eersterus). Themes that emerged 
include the need for experience, skateboarding 
awareness, skateboarding’s attributes and values, 
skateboarding as a leisure activity, skateboarding 
as a competitive sport, personal characters of 
skateboarding, and anti-criminal behavior.

Societies in general, always use the phrase “don’t 
judge a book by its cover”, question is, does the 
society apply this widely used belief system? 
The findings of this empirical, proof beyond 
questioning that society does in fact, “judge the 
book by its cover”. 

Skateboarding could and should be considered 
by private industries (profit orientation 
and social responsibility programs) and 
relevant government structures (social 
development), as yet another element of a 
wider integrated social development plan.

Keywords: skateboarding, townships, open 
Public spaces, societal Challenges

IntroduCtIon
‘Extreme sports’ such as skateboarding have for 
decades provided a popular avenue through which 
play and leisure occupations are explored (Haines 
et al., 2011). Since the 1980s, street skateboarding 
has remained a popular activity and it is likely to 

tHe ContrIButIon of sKateBoardIng to soCIetal 
CHallenges
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remain a popular activity into the foreseeable future 
(Wiggin & Bicknell, 2011). With large corporate 
sponsorships and televised competitions, 
skateboarding has emerged from its roots of 
carving the concrete banks to a highly visible and 
popular activity (Goldenberg & Shooter, 2009).

As the number of skateboarders has increased, 
many communities have viewed skateboarding 
as a problem (Young 2004; Howell, 2001; 
Dahlgren, 2006). Likewise, there are many 
negative stereotypes associated with the activity 
itself, such as property damage to public 
artworks like handrails, ledges, plinths, benches, 
banks, steps, wave-like forms and low walls 
(Jones & Graves, 2000; Borden 2001; Wiggin 
& Bicknell, 2011). Furthermore, the presence 
or absence of other suitable skateboarding 
facilities within the vicinity, that is, designated 
or not can impact greatly on whether artworks 
are subject to skateboarding, because ‘if your 
city doesn’t have a skatepark, then your city is a 
skatepark’ (Landscape Communications, 2009).

Although researchers have produced very little 
empirical evidence to date, Slee (2011), Lemmon 
and Nowlin (2007) and Powell and Scanlin (2005) 
made the case that skateparks provide outlets for 
experiencing success in a safe and supportive 
setting. Also, the presence of a skateboard 
park is, for example, perceived to increase the 
number of available leisure choices and provide 
an important meeting place for individuals who 
share a common interest (Dahlgren, 2006). 
Against this background, skateboarding has been 
defined as not only an individual sport but also a 
social activity with a defined culture (Tholander 
& Johansson, 2010; Dumas & Laforest, 2009). 

This qualitative study focuses on the perception of 
what skateboarding is all about in South African 
cities and townships. In doing this, attention is also 
given to skateboarding’s contribution to societal 
challenges in South African cities and townships. 
It is believed that the insights provided by this 
exploration will provide a better understanding 
of the perception of what skateboarding is all 
about and its possible contributory elements 
in South African cities and townships. 

ProBlem statement
Skate boarding’s sub culture, like other youth 
cultures are commonly regarded as being out of 
place in open public spaces as they tend to pose 
‘a crisis for public space’ or resist the normative 
logic of public space and offer unwanted 
alternative uses (Carr, 2006; Bäckström, 2007; 
Penny, 2007). Geographical studies, therefore, 
have sought to demonstrate how skateboarders 
critique the normative logic of urban space 
and as a result are made “out of place” by local 
authorities who close off public spaces to them 
(Penny, 2009:7). Skateboarders are therefore 
reduced to the status of the homeless (Flusty, 
2000; Mitchell & Staeheli, 2005; Carr, 2006). 

Unlike traditional youth sport, skateboarding is 
not organized and does not rely on competition 
(Beal & Weidman, 2003). Nevertheless, 
skateboarding is perceived to provide an 
important avenue for physical activity, leisure, 
and personal development for many individuals 
(Project for Public Spaces, 2016:7; Haines et al., 
2011; Goldenberg & Shooter, 2009). To-date, 
in post-apartheid South African cities, many 
questions still remain regarding the nature and 
use of urban public spaces in the cities, especially 
for recreational purposes such as skateboarding 
(Landman, 2015). Consequently, the statement 
of the problem can be conceptualized as “an 
activity for youths involved in anti-social 
behavior or undesirable social behavior 
whereby skateboarders are in general previewed 
as outcasts, nuisances, and even criminals”. 

oBJeCtIVes
The primary objective was to determine whether 
skateboarding as a sporting code or sporting 
activity contribute to the social and physical 
well-being of certain sub cultural societies.

Secondary objectives comprise:

•	 the determining of motivational drivers to 
board skating,

•	 to determine the general perception of board 
skating, focusing on the attributes and values,

•	 the identification of elements that differentiate 
skateboarding from other sporting codes, and 
to
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•	 determine whether the popularity of 
skateboarding contribute to criminal activities. 

lIterature reVIeW
Skateboarding started in the 1950s on the west 
coast of the United States of America (USA) 
as a response to a desire of surfers to continue 
their activity “when the surf was flat” (Borden, 
2001:209). The architecture of cities such as Los 
Angeles “allowed frustrated surfers to re-enact 
the sense of being on the sea, rolling down 
the tarmac drives and roads of its undulating 
residential sectors as if they were an ocean 
wave” (Borden, 2001:29). Skaters continue to 
be renowned for identifying and using found 
spaces within the urban fabric, which include 
school grounds, ditches, pipes and on the west 
coast of America the empty swimming pools of 
large villas (Woolley et al., 2011). Open spaces 
within the city which are not designed for the 
activity of skateboarding, but which are used for 
it have been called ‘found space’ (Borden, 2001). 

eVolutIon of sKateBoardIng 
During the 1970s there was a move to provide 
skate parks or ‘constructed spaces’ which 
had profitable business opportunities, with 
investors and skate park designers becoming 
involved (Borden, 2001). The aim was to provide 
structures that provided opportunities to re-
create the sensations and bodily movements of 
surfing, together with the experiences of skating 
in the urban fabric. Many skate parks were built 
in the USA, whereas the first was created in the 
United Kingdom (UK) being built during the 
summer of 1977. During this evolutionary time, 
period skate parks were built in many cities on 
nearly all continents of the world. During the 
1980s many of these facilities closed (Woolley 
et al., 2011). The ‘ramp’ then again became an 
increasingly important element for skateboarders, 
contributing to a resurgence of skateboarding 
during this decade (Borden, 2001:77). 
Skateboarding became a ‘global phenomenon’ 
and popular in different countries across the 
world, many of which had no direct physical 
relationship with the sea (Borden, 2001:57).  

motIVatIon for sKatIng
According to studies on skateboarding, the 

enjoyment and fun of the sport come from 
watching and learning from others and that can 
happen only in large areas like parks and streets 
(Woolley & Johns, 2001). Woolley and Johns 
(2001) highlight that skateboarding moves, or 
tricks, are acquired through learning from peers 
directly, from photographs in skate magazines, 
from videos and, increasingly, from photographs 
and movie files on the World Wide Web. 

Many different styles, and schools, of skateboarding 
exist, some of which still take place on ramps, 
bowls, low benches or handrails as well as created 
elements in skate parks, whilst various skating 
activities occur outside the traditional city built 
environment (Woolley & Johns, 2001). In many 
cases, skaters inhabit public spaces when relatively 
desolated, and in this way skaters exploit the 
ambiguity of the ownership and function of urban 
public spaces (Németh, 2006). Some skaters even 
travel the periphery cities, exploring and utilizing 
old industrial sites, local streets, parks or shopping 
centers, estates or any hard landscape that may 
contain exciting slopes or obstacles (Woolley 
& Johns, 2001). However, the predominant 
way in which a skateboarder perceives of their 
activity is a set of moves performed within 
a sequence of such moves (Borden, 1998b). 

Despite this seemingly positive projection of skate 
parks, adults tend to view skateboarding in a more 
negative and disapproving way, often equating it 
with public nuisance (Woolley & Johns, 2001; 
Woolley, 2009; Taylor et al., 2010). Those against 
this activity tend to link skateboarding with its 
Hip-Hop graffiti-writing and rap music origins, 
thus, projecting skateboarding to be a rebellious, 
rule-breaking, male dominated activity, largely 
pursued by non-conforming/delinquent youths 
(Davis, 2004; Chiu, 2009; Taylor et al., 2010). 
Nevertheless, skateboarding is also reported to 
contribute to important moderate and vigorous 
physical activity for participants as well as potential 
mental health benefits such as building self-esteem, 
social competence and respect for others (Owens, 
2002; Bradley, 2010; Taylor & Khan, 2011).

sKateBoarders as a suB-Culture 
Skateboarders are one sub-group of young people 
who tend to be predominantly male, middle class 
with a dress code and identity of their own (Beal, 
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1995; Borden, 2001; Karsten & Pel, 2000; Woolley, 
2003b). Their activity is different from organized 
sports, which are mainly competitive in nature. 
Within this sub culture, participants learn from 
each other, are supportive and encouraging 
of each other’s abilities while at the same time 
being creative and not bound by rules (Beal, 
1995; Karsten & Pel, 2000; Woolley & Johns, 
2001; Nemeth, 2006). Skateboarders use the 
urban fabric in a way no other group in society 
does and have been identified as a resistant sub-
culture of their own challenging capitalist norms, 
cultural forms and physical relationship with the 
urban environment (Beal, 1995; Borden, 2001).

A perceived risk of injury and liability has 
sometimes hindered support for skateboarding 
as a physically active and developmentally 
beneficial activity (Wood, 2011). However, 
research has shown that it results in relatively 
few serious injuries; approximately half 
the number associated with sports such 
as cycling or basketball (Kyle et al., 2002).

PoPularItY of sKateBoardIng
Skateboarding is more than just a form of physical 
activity or way to pass time, as it also embodies a 
“culture” (as mentioned in the previous section) 
that participants identify with (Jones, 2011). 
Although commercialization has appropriated 
this culture, to some extent through branded 
skate clothing and corporate sponsorship of 
competitions, other aspects of the skateboarding 
culture are evident in the way skaters interact 
with one another. They are also increasingly 
expressed through their use of digital media 
to share images, video clips and reports of 
mastered tricks with each other (Jones, 2011).

In Australia, skateboarding is perceived to 
be popular based on its recreational activity 
contribution to young people. It provides 
important opportunities not only for physical 
activity but also for social interaction with 
peers. Furthermore, it also enhances the 
development of relevant life skills that come 
about informally as they learn to cooperatively 
take turns, interact with others, work on new 
skills, and face new challenges (Wood, 2011).

sKateBoardIng WItHIn tHe afrICan 
ConteXt 
Skateboarding in South Africa has grown 
significantly since 2012. Firstly, growth as a 
sport, and secondly, as a mode of non-motorized 
mobility. Since 2012 more and more people are 
taking an interest in the skateboard phenomena, 
specifically considering as an alternative 
transportation option (Sports Trader, 2015). 
Longboarding has become popular in the Eastern 
Cape, while Durban, Johannesburg, and Cape 
Town have been established skateboarding cities 
for some time. Kimberly in the Northern Cape 
now also boasts superb skateboarding facilities, 
put in place for the Maloof Money Cup at the 
end of September 2011 (RSA Government, 2011).

The Maloof Money Cup was held for the first 
time outside the United States at Kimberly in the 
Northern Cape Province of South Africa between 
30 September and 02 October 2011 (Barford, 
2011:1; RSA Government, 2011:1). This Cup is 
known as the annual world’s biggest skateboarding 
competition for amateur and professional 
skateboarders founded by Joe and Gavin Maloof of 
the Maloof family with the aim to raise awareness 
of skateboarding and to encourage participation 
in skateboarding events and activities (Barford, 
2011:1). Furthermore, the organizers of this event 
as Barford (2011:1) alluded, aim to contribute 
new skateboarding infrastructure and boost 
retail activity in those areas where events are 
held. The world’s top pro skaters who took part 
in the competition in Kimberly included Lizard 
King, Greg Lutzka, Andrew Reynolds, Pierre 
Luc Gagnon, Sandaro Dias, Bob Burnquist, Nick 
Merlino and Pedro Barros (Barford, 2011:2; RSA 
Government, 2011:1). As part of contribution 
towards the development of skateboarding in 
South Africa, some pro skaters like Lizard King 
and Matt Miller arrived early in South Africa 
prior the 2011 Maloof Money Cup commenced 
and went out to Postmasburg and taught kids 
how to skateboard (RSA Government, 2011:1).

Current trends include the establishing 
of governance structures focusing on the 
development of skateboarding. The National 
Skateboarding Association (NSA) represented by 
skateboarding task teams consisting of councillors 
which are active in South African cities. With 
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the growing interest, more companies are also 
getting involved and supporting skateboarders 
on various levels to be able to compete on 
an international level (Sports Trader, 2015).

Literature support that it has become apparent 
that the stereotypic view of the skateboarder 
as an unwanted presence is gradually being 
wiped away. Positive exposure and acceptance 
of skateboarding in the media (nationwide) 
creates a more favorable perception regarding 
the sport/brand (Sports Trader, 2015:2). The 
NSA, for example, is also working with the 
Kimberly Diamond Cup on development 
initiatives, through skate workshops and bringing 
skateboarding to underprivileged children. The 
Kimberly Cup which is an international event that 
attracts some of the top skateboarders in the world 
with excellent prize money was to be staged in 
the city from 27th – 29th September 2013 (Sports 
Trader, 2015:2; Sport Industry Group, 2013:1). 
Non-profit organisations, such as Skateistan uses 
skateboarding as a springboard to empower low-
income youths (15 -17) in partnership with their 
biggest supporters, namely, SurfAid International 
(SAI) and focus their sights on Johannesburg 
(Sports Trader, 2015). Skateistan also focuses on 
addressing gender inequality in skateboarding 
by creating equal opportunities. They go even 
further, providing skateboards, helmets and knee 
and wrist guards during scheduled skateboarding 
sessions. However, two potential problems faced 
by the skateboarding market in South Africa 
alluded to by Sports Trader (2015), include 
proper funding and the legality to skate on public 
roads and open urban public spaces (except 
in the already existing limited skate parks).

sKateBoardIng and CrImInal 
aCtIVItIes
Skateboarders have a unique and strong identity, 
ethos and outlook which set them apart from 
their peers (Woolley & Johns, 2001). Through a 
combination of style of dress, musical preferences 
and the activity of skateboarding, there is a 
strong sense of self-identity to be found as a 
`skater’ (Woolley & Johns, 2001). As a result, the 
subculture of skateboarding has been described 
as one form of popular culture that resists 
capitalist social relations (Beal, 1995), mainly 
because while skateboarders are discovering 

and using the urban environment in their 
unique way, they can come into conflict with 
other users of open urban spaces. Consequently, 
skateboarding often suffers negative stereotypical 
associations with youth counterculture, graffiti 
(Taylor & Khan, 2011) and anti-social behaviour 
(Goldenberg & Shooter, 2009; Weston, 2010; 
Bradley, 2010; Taylor & Khan, 2011). In this 
regard, skateboarders are often perceived as a 
prelude to criminal offending, trespassers or a 
problem by other users, the authorities and the 
business community (Woolley & Johns, 2001; 
Borden, 1998; Loader, 1996; Taylor & Marais, 
2011; Travlou, 2003). Some might even perceive 
the activity as a `public disorder or nuisance’ 
(Rogers & Coaffee, 2005; Stratford, 2002).

However, Travlou (2003) maintains that 
skateboarding cannot be defined as a real 
criminal activity like alcohol and drug abuse, 
vandalism, shoplifting and other forms of 
juvenile delinquency. Instead, it is a young 
urban counterculture that seeks to challenge 
power relations by questioning the privatisation 
of public space (Loukaitou-Sideris & Banerjee 
1998; Urban Action 2001). Nonetheless, the 
literature identifies a variety of positive outcomes 
potentially associated with skateboarding, such 
as, social development through peer-to-peer 
skill acquisition and creativity fostered through 
skateboarding, and the arts of cooperation, 
negotiation and compromise are learnt informally, 
in contrast to the structured rules of organised 
sports (Cohen et al., 2009; Wood et al., 2014). 

metHodologY
The philosophical worldview adopted in this 
study is closely allied to the social constructivist. 
In a social constructivist worldview, the objective 
of research ‘is to rely as much as possible on the 
participants’ view of the situation being studied’ 
(Creswell, 2009). A grounded theory guideline 
approach was applied, which according to Leedy 
and Ormrod (2010:142), is the approach that “… 
refers to the idea that the theory that emerges 
from the study is derived from and “grounded” 
in data that have been collected in the field, 
rather than taken from the research literature”. 
In turn, ‘the discovery of theory from data 
provided the researcher with relevant predictions, 
explanations, interpretations, and applications 
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(Glaser & Strauss, 1967).’ Focus group interviews 
were principally used as a data collection method 
during this study in order to explore ‘multiple 
viewpoints or responses concerning a specific 
issue (De Vos et al., 2009). Population includes 
three of these skateboarders came from Menlyn 
in Pretoria East, four from Atteridgeville, four 
from Lotus Gardens (adjacent to Atteridgeville), 
and two from Eersterus (west of Mamelodi). As 
a result, the researcher managed to construct 
theory as an outcome of the interpretations 
of the respondents’ stories (Strauss & Corbin, 
1994:274; Mills et al., 2006:32). The data analysis 
of the focus group interview transcriptions 
was undertaken using the grounded theory 
method of coding, sorting and analyzing. 

Open, axial and selective coding techniques were 
employed in the coding, sorting and analysis of the 
transcripts of the interviews held with the skaters 
who participated in the skateboarding activity.

Open coding
Open coding is the process of breaking down, 
examining, comparing, conceptualising and 
categorising data, and identifying concepts 
embedded within individual statements’ 
(De Vos et al., 2009; Wasserman et al., 2009; 
Böhm, 2004). Groups of core categories can 
only be theoretically saturated when new data 
analysis returns codes that only fit in existing 
categories, and these categories are sufficiently 
explained in terms of their properties and the 
relationship between categories (Badescu, 2013).

Transcripts of the interviews that were held 
with the skateboarders were coded using an 
Excel spreadsheet. Once this initial labeling had 
been done, and through a process of constant 
comparison, codes that contained similar central 
features or characteristics were grouped together 
to form more abstract higher-level categories. 

All codes and categories identified during the 
initial stage of the open coding process were 
grouped together in ‘code families’. These 
code families were printed and then arranged 
in Table 1 that has the following headings: 
category, codes, quote to support the creation of 
category and comment. This helped to establish 
groundedness and at times highlighted the 

necessity to regroup or rename codes/categories.

Axial coding
Axial coding involves two processes, that is, 
reassembling data in new ways after it has been 
fragmented during the open coding phase of 
the data analysis process and exploring the axial 
codes’ properties of each dimension (De Vos 
et al., 2009; MacFadzean, 2007). A thorough 
analysis was performed around a single category 
at a time primarily with reference to the coding 
paradigm outlined by Corbin and Strauss (1990). 
This implied taking into consideration categories 
and identifying the conditions that gave rise to it, 
the context into which it is embedded, and action 
or interaction strategies in which it is handled, 
managed or carried during this phase of coding.

For instance, the intense analysis was performed 
around the higher-level code/category/
phenomenon, ‘positive expectations’ as reflected 
in Table 2. Some of what caused this phenomenon 
to emerge was the anticipation of perception of 
what skateboarding is all about and the status of 
skateboarding in relation to other competitive 
sports. The circumstances that surrounded this 
phenomenon was motivation for skateboarding. 
The need for experiential learning, the 
skateboarding attributes and values and the role 
of media promotions are factors considered to 
motivate skateboarders to adopt an enthusiastic 
attitude and positive approach toward the 
undertaking. The consequences of these factors 
were that skateboarding has become a popular 
activity with its own unique identity that makes 
skateboarders different from the rest of the public.  

Selective coding
The main ideas that emerged during the open and 
axial coding phases were the expectations and 
realizations of a group of thirteen skateboarders 
who were interviewed from the identified skate 
parks or open public areas used for skating 
between July and September 2016. Three of these 
skateboarders came from Menlyn in Pretoria 
East, four from Atteridgeville, four from Lotus 
Gardens (adjacent to Atteridgeville), and two 
from Eersterus (west of Mamelodi). These 
locations were chosen primarily to explore the 
possibility of differences among skateboarders 
within these areas. All other categories were 
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taBle 1: eXtraCts of tHe oPen CodIng PHase - QuestIons

Category Code Quote to support category creation Comment

QUESTION 1.3

Motivation for 
skating

Need for 
experiential 

learning

“I started practicing and got an ally. Once I 
got an ally he showed me kick flap. I started 
then and I said I can do kick flap now. That’s 
why I started skateboarding and I mean it is 
endless opportunities and I say you can do 

everything”

It might mean having the 
passion and willingness 
to learn more about how 
skating tricks are done

QUESTION 1.5
Perception 
of what 
skateboard-ing 
is all about

Skateboarding 
is a fun! “It is all about having fun with your friends”

Understanding 
skateboarding as a form 

of entertainment or 
enjoyment

QUESTION 1.6

Views on 
status of 
skateboarding 
in relation 
to other 
competitive 
sports

Skateboarding 
is just an 
activity

“So, skateboarding should be taken seriously, 
because it takes kids out of the street. People 

think that skateboarding is a sport for the 
‘white people’ and it is also a sport associated 

with injuries. If skateboarding is taken 
seriously it will then nullify the perception 

that if you skate you make yourself look like 
‘a white person”

This may mean that 
skateboarding is 

perceived as a casual 
sport without regulations 

and governance

QUESTION 1.7

Views on 
popularity of 
skateboard-ing

A good sport

“I have friends here they come from America 
and they said that in America you can skate 
on the streets as smooth as nothing. Skate 

parks for outdoor you get in America are for 
free and the indoor Skate parks you get are 

about 15$ which is about R 150. 00” 

It means that 
skateboarding is a 

friendly sport in which 
participation is informal

QUESTION 1.8

Skateboarding 
sub-culture 
in relation 
to criminal 
activities

No 
relationship 

between 
skateboarding 

sub-culture 
and drugs

“For me, it doesn’t because it keeps me 
away from criminal activities. Like I don’t 
necessarily hang around with people who 
do drugs or either illegal things because 

skateboarding like for me it is just something 
that helps me stay away from them. Those 

people will come and tell you about 
things, but for me, I am too focused in 

skateboarding I tell them to go away. So, it 
doesn’t contribute to criminal activities like 

drugs”

Skateboarding sub-
culture and drugs are 
completely different 

things
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related to this core concept. The process employed 
to refine the description of the expectations 
and realizations of the skateboarding made use 
of several overlapping steps. These involved an 
explication of the story line, in which a general 
description of the expectations and realizations 
are outlined. Evans (2007) proposes that it is 

while explicating the story line that the researcher 
develops a story that ‘brings together the majority’ 
of the elements uncovered during the research. 
Ideally, only one core category should emerge. 

A relationship between categories at a 
dimensional level as well as the way in which 

taBle 2: sortIng Codes Into CategorIes durIng tHe oPen CodIng PHase

Category Central idea Interviewer
QuestIon 1.3

Motivation for skating

Need for experiential learning 3, 6, 7, 8, 9, 10 & 13
Character development 6 & 1
Introduced by friend(s) 3, 5, 8 & 10

Media promotions 2, 4, 7 & 9
QuestIon 1.5

Perception of what 
skateboarding is all about

Skateboarding is a sport or 
hobby 13 & 1

Skateboarding is a life-style 6, 7, 8, 10, 12 & 13
Skateboarding is a sport, 

hobby, and lifestyle 2, 3, 4, 5 & 9 

QuestIon 1.6

Views on status of 
skateboarding in relation to 

other competitive sports

Skateboarding is just an 
activity 5, 6 & 8

Should be a recognised 
competitive sport 3, 4, 5, 6, 7, 8 & 10

Activity for self-expression 
and having fun 1, 2 & 13

QuestIon 1.7

Views on popularity of 
skateboarding

A good sport  1 & 2 
A relaxed sport 8, 13
A unique sport 5

Affords opportunities to do 
the tricks 6, 7 & 12

Skateboarders are friendly and 
supportive 3  & 9

Skateboarding should be more 
accessible 4, 10

QuestIon 1.8

Skateboarding sub-culture in 
relation to criminal activities

Skateboarding sub-culture 
does not promote drugs 1, 3, 4, 5, 7, 9, 11, 12 & 13

Skateboarding sub-culture is a 
unique identity 2 

Avoidance of criminal 
activities 4, 5, 6, 8, 10
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the categories relate to the core category, was 
then outlined. Evans (2007) suggests that this 
step involve ‘asking questions and making 
comparisons’ of and between the categories and 
codes uncovered. The relationships between 
categories were validated against the data by 
extracting salient quotations from transcripts 
of the interviews held with the skateboarders 
incorporating them in a descriptive passage. 

The previously mentioned steps were not seen as 
distinct from one another but together allowed 
for the development of an analytic story. This 
analytic story was outlined in a descriptive 
passage and is presented along with a literature 
reflection in Table 3.

Filling in Categories and Reflections
Themes that emerged from the participants’ 
reflections regarding skateboarding in South 
African cities and townships can be divided into 

seven different sections; need for experience, 
skateboarding awareness, skateboarding 
attributes and values, skateboarding is a leisure 
activity, skateboarding is a competitive sport, 
personal characteristics of skateboarders 
and anti-criminal activities/behaviour.

1. Need for experience
It is apparent from the literature that people 
who skate do so for a variety of reasons 
(Walker, 2013:5). According to Walker (2013:5), 
skating can be any combination of exercise, 
competition, skill building, socialization, 
protest, performance, or transportation. Beal 
and Weidman (2003:343) state that people 
like to skate because it provides an outlet for 
creativity and individual expression. In general, 
as skateboarders strive to become proficient, 
they are ultimately motivated by opportunities 
to experience sensations or by mastering the 

taBle 3: seleCtIVe CodIng ProCess

Theme sub-theme Interviewer

1.3 Motivation for skating
1. Need for experience 3, 6, 7, 8, 9, 10, 13, 1 & 6;  + 

(1.7) 6, 7 & 12
2. Skateboarding awareness 3, 5, 8, 10, 2, 4, 7 & 9

1.5 Perception of what

      skateboarding is all 

      about 

1.Skateboarding attributes and 
values

13, 1, 6, 7, 8, 10, 12, 13, 2, 3, 4, 
5 & 9; + (1.7) 1, 2, 8, 13 & 5 + 

(1.8) 2

1.6 Views on status of 

      Skateboarding in 

      relation to other 

      competitive sports

1. Skateboarding is a leisure 
activity. 5, 6, 8, 1, 2 & 13

2. Skateboarding is a competitive 
sport 3, 4, 5, 6, 7, 8 & 10

1.7 Views on popularity of

skateboarding

1. Attributes of skateboarding  1, 2 , 8, 13 & 5
2. Personal characteristics of 

skateboarders 3, 9, 4 & 10

1.8 Sub-culture and 

criminal activities

1. Anti-criminal activity 1, 3, 4, 5, 6, 7, 8, 9, 10, 11, 12 
& 13

2. Skateboarding sub-culture is a 
unique identity 2
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challenges they have set for themselves (Haines 
et al., 2011:1; Shannon & Werner, 2008:53). This 
was affirmed by one respondent who cited that:

“I started practicing and got an ally. Once I 
got an ally he showed me kick flap. I started 
then and I said I can do kick flap now. That’s 
why I started skateboarding and I mean 
it is endless opportunities and I say you 
can do everything” (Q1.3: Respondent 8).

Furthermore, many advertisements on 
skateboarding appeal to skateboarders through 
the core value of masculinity, such as, appeal 
specifically to male, heterosexual desires, 
while others appeal to skaters’ admiration of 
toughness and risk-taking (Beal & Weidman, 
2003:349). In turn, skateboarding advertisements 
which often depict death-defying skateboard 
stunts indicate that skateboarders always want 
experimental learning through skating. One 
respondent confirmed this and cited that:

“Skateboarding is … because people want to try 
to do the tricks that other people are doing and 
they are trying to accomplish the same things as 
other skateboarders” (Q1.7: Respondent 12).

As a result, creativity takes the form of expression 
in movement, not only skateboarding as a physical 
activity but also as a movement through the city, 
because skaters move between different skating 
locations in the city and therefore cover large 
areas (Bäckström, 2007:155). By all indication, 
as Beal and Weidman (2003:343) alluded, the 
skateboarders feel that they have more opportunity 
to be creative in skateboarding than in traditional 
organized sport. It is worth noting that the open 
coding 1.7 (6, 7 &12) has been incorporated into 
this theme because they seem to fit well into it.

2. Skateboarding awareness
It is reported in the literature that through 
corporate sponsorships, televised competitions 
and various media, such as, magazines, 
photographs and posters, videos and websites, 
skaters write their own history, create their own 
self-images and produce their own self-sustaining 
mythology (Buckingham, 2009:12; Goldenberg & 
Shooter, 2009:1; Beal & Weidman, 2003:3; Hunter, 
2003:22). Through these media, skateboarding 

is often linked to other forms of youth cultural 
activity or expression, most obviously fashion, 
music and other so-called ‘extreme sports’ 
(Buckingham, 2009:12). As such, skateboarding 
has emerged from its roots to a highly visible 
and popular activity (Beal & Weidman, 2003:3). 
One respondent confirmed that media is 
playing a critical role in creating awareness of 
skateboarding amongst the youths by citing that:

 “When I started skating then I saw it 
back when ESPN was still on TV. I saw a 
competition on ESPN and I and friend used 
to talk about it and decided that many of the 
youths running around here no-one can skate, 
that is why I ‘gonna’ know how it is done 
and got a touch in it” (Q1.3: Respondent 7).

According to Buckingham (2009:14), short videos 
or trailers can be viewed or downloaded at most 
specialist skating websites. The US-based site 
skateperception.com, for example, is a large site 
dedicated specifically to skating photographers 
and videographers, which includes facilities 
for mail-order shopping. Therefore, videos can 
specifically be used as a source for learning 
new moves and tricks, which is particularly 
important for new skaters (Buckingham, 
2009:14-15), and this viewpoint has been 
confirmed by one respondent who cited that:

 “I started skating because I used to go to 
town when I was schooling to do some 
research and check on videos. You know 
sometimes when you login into the Internet 
it shows advertisements, YouTube, and 
videos something like that. I just watched the 
videos showing skateboarding stuff like that, 
so I got interested into that like every day I 
went to the library to watch those videos 
on how to skate” (Q1.3: Respondent 4).

This quote highlights the critical role that 
multimedia technologies, such as, TV and videos 
are playing in creating skateboarding awareness.

3. Skateboarding attributes and values
Skateboarding is in regards to golf a relatively 
modern and new sport, which started sometime 
back in the 1950s when surfers put wheels on 
wooden boards and started skating empty pools 
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(Slee, 2011:1; Tholander & Johansson, 2010:2; 
Penny, 2009:150). It was not until the early 1980s 
that street skating first emerged as a unique 
style, employing various ‘tricks’ to interact with 
architectural elements and street furniture 
(Howell 2001:4). In this respect, skateboarding 
can be considered a social sport with a defined 
culture which some might even say is a way 
of thinking, doing and lifestyle (Haines et al., 
2011:2; Slee, 2011:3; Tholander & Johansson, 
2010:2). Skaters, therefore, should be able to have 
reasonable access to quality facilities which are 
enjoyable, challenging, cater to a broad range 
of skills, well-maintained and which minimise 
the risk of injury or harm (Hansen, 2004:2). In 
supporting the fact that skateboarding may be 
viewed as a lifestyle, one respondent cited that:

“It is a lifestyle because if it was a hobby it 
would be something that you do just to 
pass out sometime. So, if it is a lifestyle it is 
something that you would live for because it is 
something that you would always look forward 
to doing and most of your life is based on the 
sport. Like you can see it in your clothing 
sometimes in your phone like every time you 
lose a skateboard you make sure that you get 
it as soon as possible. It is something like you 
gonna feel every day that you need to do it. 
So, it is a lifestyle” (Q1.5: Respondent 10).

It also became apparent from the literature that 
some of the skateboarding attributes and values 
relate to social opportunities, skill development, 
fun, physical fitness, stress relief, and healthy 
living which are among the most salient 
outcomes of seeking personal fulfillment through 
skateboarding (Slee, 2011:3; Beal & Weidman, 
2003:341; Goldenberg & Shooter, 2009:8). The 
studies on skateboarding, for example, by Walker 
(2013:36) as well as Shannon and Werner (2008:53) 
indicated that ‘many youths expressed that skating 
was more challenging, exciting, and fun than 
what they have been able to create for themselves 
on the streets and in the parking lots, and the 
opportunities to experience these sensations 
motivated their attendance at the skate park’. This 
was confirmed by one respondent who cited that:

“I will say it is a sport and a hobby because 
anybody can skateboard. Most children 

would consider it as a hobby. I consider it as a 
hobby and sometimes for my friends they can 
consider it as a sport” (Q1.5: Respondent 1). 

Another respondent cited that:

“For me, it’s gonna be like a little of the three 
factors (sport, hobby, and lifestyle), because for 
most people make a living out of it as a sport. 
For others, they can use it as a hobby that is 
a way of relaxing and trying to unwind. A 
lifestyle like we follow the skateboarding trend 
where the skateboarding should use brand 
shows and all that” (Q1.5: Respondent 9).

Another respondent also cited that:

“It is a sport because it also helps me to 
exercise. You have to get fit and everything 
like that when you skate because if you 
are not fit I don’t think you will do well 
in skateboarding” (Q1.5: Respondent 5).

As such, visiting the skateboard park provides 
youth with opportunities for external recognition 
and a chance to develop self-esteem and self-
betterment through skill development in a 
social setting (Goldenberg & Shooter, 2009:8). 
Skateboarding, therefore, is seen as a masculine 
sport in which daring achievements are prized 
(Karsten & Pel, 2000:334). Furthermore, 
‘skateboarding is seen to make skaters active 
mentally and visually’, thus many skateboarders 
are involved in or inspire other forms of the arts 
(Borden 2001:204). Ultimately, skateparks can be 
perceived as favourable spaces for attracting youth 
to safe and active lifestyles (Dumas & Laforest, 
2009:31). NB. The open coding 1.7 (1, 2, 8, 13 & 5), 
as well as 1.8 (2), seem to fit well into this theme.

4. Skateboarding is a leisure activity
Members of the public perceive skateboarding 
differently. In contrast to the negative stereotypes 
reported in the literature, such as skaters being 
‘viewed as rebels, social deviants or unruly 
vandals and dangers to themselves and the public” 
(Slee, 2011:1; Rankin, 1997:55), skateboarding 
appears to provide an important outlet or avenue 
for physical activity, play, leisure, and personal 
development for many individuals (Haines et 
al., 2011:1; Goldenberg & Shooter, 2009:1). 
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One respondent confirmed this by citing that:

”Simply because skateboarding like I just 
said now is not meant to be a thing where 
you compete with your fellow peers or 
friends. It is all about expressing yourself and 
having fun, but at the same time when you 
get there and then obviously you are forced 
to compete because sponsors want you on 
the podium as they want to make money. 
But, for me as an individual, I don’t want 
to make money out of skating. I want to 
skate and have fun” (Q1.6: Respondent 13).

Another respondent also cited that:

“I would like it to be recognised. Like I said 
before it is a sport, because now in America 
they see it as a huge thing. But, then here 
like in other countries they take it just 
like not it is in America. It is a sport, so I 
want to see it as a competitive sport so that 
everyone can compete” (Q1.6: Respondent 5). 

This quote confirms the fact that 
skateboarding is still being perceived as a 
leisure activity in countries like South Africa.

Seemingly, skateboard parks represent one outlet 
among other programs and facilities offered by 
community recreation centers that can address a 
growing problem of youth inactivity (Goldenberg 
& Shooter, 2009:1). In addition, integrated urban 
skate spots are also seen to ‘provide a legitimate, 
inclusive space for young people who share a 
common interest to gather, relax, recreate, socialize 
and express themselves in a safe and informal 
environment’ while participating in an activity 
that is important to them (Slee, 2011:7; Wiggin & 
Bicknell, 2011:167; Shannon & Werner, 2008:52). 

The promotion of lifestyle sports like skateboarding 
can also be perceived as a fruitful strategy for 
increasing the level of active leisure involvement 
amongst youth or supports health promotion 
endeavours (Dumas & Laforest, 2009:30; 
Goldenberg & Shooter, 2009:1). As a result, one of 
the potential health benefits of skateparks is that 
they are viewed as health-resource environments 
intended to attract youth to fun and safe place to 
exercise (Dumas & Laforest, 2009:20). As health-

enhancing environments, skateparks enable 
youth to benefit from social participation and 
to create relationships which otherwise might 
not have been possible through other sports or 
street skateboarding. In this respect, skateparks 
are generally conducive to social cohesion, 
social interaction and informal coaching/
learning, while their limited number encourages 
the cohabitation of youth from various socio-
cultural horizons (age, social class, and place 
of residence) (Dumas & Laforest, 2009:28).

5. Skateboarding is a competitive sport
In the late 1970s, skateboarding became less of a 
sport based upon contests and competition, and 
more of an all-consuming lifestyle documented 
on film and showcased in various subculture 
media outlets (Snyder, 2011:17). For the 
past twenty years skateboarding has largely 
been an alternative recreational undertaking 
(Miller, 2004:2). Nevertheless, skateboarding 
is among the nation’s fastest growing sports 
especially with the International Association of 
Skateboard Companies making it a much better-
accommodated sport like soccer and tennis among 
youth ages (Miller, 2004:1). This assertion has 
been confirmed by one respondent who cited that:

“It is a competitive sport because once you start 
skating you compete. So, skateboarding should 
be taken seriously, because it takes kids out of 
the street. People think that skateboarding is 
a sport for the ‘white people’ and it is also a 
sport associated with injuries. If skateboarding 
is taken seriously it will then nullify the 
perception that if you skate you make yourself 
look like ‘a white person” (Q1.6: Respondent 6).

As a competitive sport, skateboarding appears 
to put more emphasis on social and skills-
based values, while other sports like biking 
and soccer place more emphasis on ideological 
values (Walker, 2013:35). Unlike baseball, 
soccer or tennis, there are very few facilities to 
accommodate skateboarding, and this has been 
shown by the fact that the nation’s cities and 
towns like Portland and Oregon, for example, are 
perceived to be unprepared for the waves of skaters 
flooding their streets, parking garages, and plazas 
(Miller, 2004:1). Nevertheless, skateboarding 
is increasingly becoming a competitive sport, 
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because in the United States of America, for 
example, skateboarding is encouraged by 
some state and local governments as a way of 
promoting youth recreation and reducing traffic 
congestion (Wiggin & Bicknell, 2011:163). 

6. Personal characteristics of skateboarders
One of the issues that emerged from open coding 
of the data from responses relates to the factors 
responsible for making skateboarding a popular 
activity. Although, skateboarding is not organised 
like traditional youth sports (Beal & Weidman, 
2003:338), it is apparent from the literature that 
skateboarding has been defined as not only an 
individual sport but also a social activity, because 
skateboarders support each other and look for 
acceptance from their peers whenever a trick is 
successfully executed (Dumas & Laforest, 2009:28; 
Karsten & Pel, 2000:335). One respondent 
re-affirmed this assertion by citing that:

“It is more popular because people who do it 
like professionals motivate kids to do it and to 
go outside and try it” (Q1.7: Respondent 3).

Another respondent also cited that:

“A skateboarding I think it is popular because 
it is one of those sports where you are not 
judged by your appearance or economic 
background. Like where-ever we go as skaters 
we are so welcoming and look warm and we 
all get together. There is nothing like you come 
from a poor township and I mean everywhere 
you go you find skaters regardless of where 
the location is… you find skateboarders 
welcoming and warmly” (Q1.7: Respondent 9).

The conclusion may be drawn from the 
respondents’ responses that the personal 
characteristics of the skateboarders are perceived 
to be one of the contributing factors towards 
making skateboarding a much more popular 
activity. In this respect, the skateboarders define 
their sport, at least partially, by claiming that 
it is significantly different from mainstream 
sport, hence, skateboarders see themselves as 
nonconformists (Beal & Weidman, 2003:341). 

7. Anti-criminal activities/behaviour
The sub-culture of skateboarding is not well 

documented within sociology, because it is an 
extraordinarily rich social and stylistic arena, 
which is constantly shifting and re-defining itself, 
drawing on new forces of influence and distinction 
(Hunter, 2003:45). However, from the 1970’s the 
discourse in academia and popular media, such 
as newspapers, magazines, videos, and internet 
sites placed skateboarding as a rebellious spatial 
sub-culture resisting mainstream society (Penny, 
2009:15; Howell, 2001:17). The skateboarding 
sub-culture is reported to be characterised by 
an unconventional set of values, style and world 
view that are not commonly seen from the 
norms of the dominant culture (Slee, 2011:20; 
Donnelly, 2008:198). In addition, the world 
of skateboarding forms simultaneously an 
alternative sub-culture, because members of this 
sport have their own distinct language, skill set, 
use their own slang, live by their own rules, wear 
particular types of clothing to represent who they 
are and make an effort to be noticed by others 
(Snyder, 2011:9; Karsten & Pel, 2000:335; Maeda, 
1991:17). The prevalence of skateboarding sub-
culture is already been confirmed by responses 
on skateboarding attributes and values, that is, 
theme 3, for example, one respondent cited that:

“Skateboarding promotes a certain type of 
culture like skateboarders live in a certain 
kind of life that other no more people 
don’t live. They do things differently from 
other people. We do things our own way. 
Skateboarding does not have a certain kind 
of attire, but we wear like skateboarders’ 
brands that skateboarding promotes like 
we see in the movies” (Q1.5: Respondent 7).

Unfortunately, skateboarding sub-culture(s) 
are generally perceived to be oppositional to 
dominant sport culture (Donnelly, 2008:198). 
As an admittance to the skateboard sub-
culture, skateboarders are therefore willing to 
forfeit public acceptance which may come with 
conforming to general norms and values, because 
being perceived as authentic by other skaters 
is so important (Beal & Weidman, 2003:351; 
Karsten & Pel, 2000:335). As a result, it is of vital 
interest how skateboarding has become visible 
as a cultural phenomenon in certain locations 
and how places are formed by skateboarding, 
because the investigation into where in the 
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city skateboarding is practiced and how it is 
performed tells us something about the relation 
that skateboarding and skaters have to the city 
and to society in general (Bäckström, 2007:154). 

However, Walker (2013:17) highlights that 
the conflation of skateboarding with issues 
such as homelessness or chronic drug use is 
misled assumptions. It is worth noting that the 
respondents also had the same views about 
this assertion. One respondent cited that: 

“Skateboarding prevent us from becoming 
involved in criminal activities. As I said 
earlier, the reason why I started skating 
was too shy away from criminal activities 
such as drugs. Skateboarding can save you 
from criminal activities because it takes 
a lot of one’s attention and once skating 
you spend more time doing that. So, 
skateboarding sub-culture does not lead to 
criminal activities” (Q1.8: Respondent 6).

Another respondent cited that:

“For me, it doesn’t because it keeps me away 
from criminal activities. Like I don’t necessarily 
hang around with people who do drugs or 
either illegal things because skateboarding 
like for me it is just something that helps me 
stay away from them. Those people will come 
and tell you about things, but for me, I am 
too focused in skateboarding I tell them to 
go away. So, it doesn’t contribute to criminal 
activities like drugs” (Q1.8: Respondent 10).

The fact that skateboarding sub-culture does not 
promote criminal activities such as drug abuse is 
also supported by Steyn who highlights that the 
makeup of skater sub-culture is not generally 
drawn from disadvantaged populations or groups 
that utilise the drug trade, but of middle and 
upper-middle class youth, in groups which are 
“highly consistent across the socially constructed 
categories of age, class, race and gender” (Steyn, 
2004:15). Slee (2011:10) also highlights that 
another important aspect of the skateboarding 
sub-culture is the style and image behind it. In 
the public eye, skateboarding is viewed as an 
extreme sport, of which Slee (2011:10); Snyder 
(2011:9) and Hunter (2003:22) insist that from 

looking at the clothing a skateboarder chooses 
to wear, the reality is that the style of skating 
technique indicates that there are significant 
divisions within the skating culture, such as the 
punk and hip-hop skaters, which in turn is a 
display of identity and authentic skateboarder.

managerIal ImPlICatIons
Although skateboarding is being perceived 
as a typical sub cultural activity which favor 
a niche marketing approach, the relevant 
industry should consider the following:

•	 Skateboarding within the context of this study 
is still in the introduction phase of its life 
cycle. This sporting code allows for creative 
thinking, transport as well as physical activity. 

•	 The potential for more extreme visual 
showcasing of this activity allows for potential 
sport sponsorship advantages. Organised 
competitions would also contribute to this 
financial viability. Marketing positioning 
could contribute to further development of 
this sporting code.

•	 Skateboarding is seen by participants as to be 
a sport, hobby or even just a leisure activity. 
This tendency, however, widens a business 
opportunity and approach to further develop 
of skateboarding. 

•	 Within the ambit of sport business 
development, skateboarding, although 
relatively young as a sport, allow opportunities 
to develop as a competitive sport, maybe even 
an Olympic sport.

•	 Industry can get involved in social 
responsibility programs, promoting and 
using skateboarding as a useable platform. 

ConClusIon
Societies in general, always use the phrase “don’t 
judge a book by its cover”, question is, do the society 
apply this widely used belief system? The findings 
of this empirical, proof beyond questioning that 
society does in fact, “judge the book by its cover”. 

Skateboarding as a leisure, competitive or a lifestyle 
activity, without a doubt has only contributory 
aspects and influences for the participant or 
even the micro or sub societies on hand. The 
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emerged themes and specific citations from 
respondents support and confirms this notion. 

Skateboarding could and should be considered 
by private industries (profit orientation 
and social responsibility programs) and 
relevant government structures (social 
development), as yet another element of a 
wider integrated social development plan.
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aBstraCt
Mobile banking optimisation around the world 
is growing in importance as more customers 
switch to this channel. Banks are now investing 
more in technology in order to improve overall 
service quality and to retain customers making 
use of this method of access.  This study 
undertook to examine the electronic service 
quality delivered by Unstructured Supplementary 
Service Data (USSD) mobile phone banking and 
its resultant influence on customer loyalty. A 
positivist paradigm was employed, which lead 
to a descriptive research design and quantitative 
research methods being used.  The proposed 
model was evaluated by using survey data 
gathered from 177 university students who 
were users of USSD mobile phone banking. The 
findings were analysed using multiple regression 
analysis and Partial Least Squares Structural 
Equation Modelling (PLS-SEM). The results 
indicated that fulfilment, efficiency, and privacy 
all significantly and positively influence the 
overall service quality of USSD banking, and 
in turn, have an impact on customer loyalty.  

Keyword: electronic service Quality, Custom-
er loyalty, ussd/mobile phone Banking 

IntroduCtIon
The demands of modern lifestyles have an 
impact on the amount of time consumers have 
to conduct routine activities (Purwanegara, 
Apriningsih, & Andika, 2014). As a result, more 
people are using their mobile phones to complete 
business related to personal administration, and 
one aspect of this is banking.  In the past, mobile 
phones were considered a luxury, but recent 
years have shown a growing number of mobile 
phone users globally, especially amongst the 
younger generation (George, Stryjak, Meloán, 
& Castells, 2015; Ngai & Gunasekaran, 2007). 
Particularly with respect to banking, consumers 
have now accepted mobile phones as a necessity 
which allows them to access banking information 
from anywhere, at any time (Hodgkinson, 2015).  
Traditionally, desktop and personal computers 
have been the principal way to access the internet 
to conduct e-commerce, e-banking, and other 
online activities. However, rapid developments in 
mobile phone technology have led to more and 
more people using their mobile phones for these 
activities (Bosomworth, 2015; Dobush, 2015). 

In a bid to retain customers,  the major South 
African (SA) banks (First National Bank, ABSA, 
Nedbank, Standard Bank, and Capitec) have 
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directed their efforts to the improvement in quality 
of mobile phone banking services (Honigman, 
2014; Shambare, 2011). “Mobile phone banking” 
refers to gaining remote access to financial and 
banking self-service options on mobile phones by 
means of Wi-Fi or superior 3G and 4G networks 
(Tiwari, Buse, & Herstatt, 2007).  USSD banking 
is a series of numeric codes that drive a simple 
menu system for users to connect to without 
necessitating the use of the internet. It can be 
used for checking SIM card airtime balances, 
for purchasing airtime, to check bank balances, 
obtain mini-statements, conduct transfers, and 
receive notifications (Bizcommunity, 2016; 
Gordon, 2013).  It should be noted that USSD 
mobile banking is different from mobile banking 
applications which require the user to download 
their banks’ respective mobile banking application 
and then conduct banking transactions by means 
of it: in most cases mobile phone data is required 
to access the mobile banking application, which 
is not the case with USSD mobile phone banking. 

researCH ProBlem
Ensuring access to mobile phone banking has 
become a priority worldwide. Numerous banks 
are heavily investing in improving the service 
quality (SQ) of USSD mobile phone banking, as 
well as that of their mobile banking applications, 
in a bid to retain existing customers and win 
new ones.  Due to the fact that the concept of 
mobile phone banking in SA is still developing, 
consumers may have SQ concerns which may lead 
to them to decide not to adopt these new forms 
of banking.  In the original sense, “SQ” refers to  
“the quality of all non-internet based customer 
interactions and experiences with companies” 
(Parasuraman, Zeithaml & Malhotra, 2005, p. 2). 

Thanks to innovations in technology, 
traditional SQ has enabled conceptualisation 
and measurement of electronic service quality.  
”E-Service quality” refers to the “extent to which a 
website facilitates efficient and effective shopping, 
purchasing, and delivery” (Parasuraman et 
al., 2005, p.5).  There have also been various 
derivatives of measuring e-Service quality that 
have been developed to measure SQ in different 
technological contexts.  Understanding customers 
and their respective requirements can lead to 
institutions generating greater levels of customer 

loyalty, and this is an important aspect for all 
businesses, especially for the banking industry, 
which is regarded as a highly competitive one. 

The majority of studies focusing on mobile phone 
banking have related to the adoption and validation 
of the theories and factors affecting mobile phone 
banking (Duff, 2014; Effective Measure, 2014; 
Ondiege, 2010; Porteous, 2006; Van Velden, 
Roopnarain, Kana, & Nitish, 2015; Wilson, 1999). 
Little is known about the SQ levels of mobile 
banking and how its uses could potentially drive 
increased customer loyalty. This study, therefore, 
seeks to determine the e-Service quality levels 
of the USSD mobile banking services offered in 
SA and the resultant impact on customer loyalty. 

researCH oBJeCtIVes
The major aim of this study was to determine 
the impact of the overall service quality of 
USSD mobile phone banking on customer 
loyalty.  Following this, four secondary 
objectives were formulated as follows:

1. To determine the efficiency of USSD mobile 
phone banking in relation to the perceived 
overall service quality.

2. To determine the fulfilment of USSD mobile 
phone banking in relation to the perceived 
overall service quality.

3. To determine the privacy of USSD mobile 
phone banking in relation to the perceived 
overall service quality.

4. To determine the system availability of USSD 
mobile phone banking in relation to the 
perceived overall service quality

In line with the aims of the study and the available 
literature thereon, a theorised model which was 
subject to empirical testing was developed. 
Relationships were put forward between 
selected e-Service quality dimensions (efficiency, 
fulfilment, privacy, and systems availability) and 
their influence on the overall SQ, as well as the 
effect that the overall service quality of USSD 
mobile banking has on banking customers’ loyalty. 
The conceptual model focused on USSD mobile 
phone banking and the related SQ dimensions. It 
also incorporated the various hypotheses which 
were based on the aforementioned objectives.  
The following section provides the underpinning 
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literature on which the conceptual model is based.

lIterature reVIeW
SA’s Banking Industry and Technological 
Innovation in USSD Mobile Phone Banking
SA hosts one of the world’s most efficient financial 
markets, ranked at  number 12 globally, and thus 
benefits from a sound market structure (World 
Economic Forum, 2016). Linked to the financial 
market is the banking industry, ranked third out of 
148 countries (Banking Association South Africa, 
2014).  From 2002 onwards, registered banks in 
SA ranged between the totals of 17 and 30. Among 
these, the SA banking industry is comprised of 
four major banks, representing about 83% of total 
banking assets (PriceWaterhouseCoopers, 2015). 

Of the major SA banks, Standard Bank leads 
the SA banking industry with a market share 
of 25%, trailed by ABSA, FNB and Capitec, all 
at approximately 20% market share (Banking 
Association South Africa, 2014). According 
to the  Banking Association of South Africa 
(2014), this sector increased its assets by 3% 
between December 2013 and March 2014 to over 
R3,9 trillion. This was 7% more than the value 
recorded during the same period in previous 
years (Banking Association South Africa, 2014).  
Although these four major banks have been 
at the forefront of the sector, statistics shows 
that Capitec is the fastest growing bank in the 
industry despite its current market share of 
approximately 20.6 % market share (Capitec, 
2016).  Thus it can be said that, in spite of its 
developing market position, SA has a well-defined 
banking and financial sector (Ondiege, 2010).

Banking is centrally an information-intensive 
sector, and thus information technology plays a 
key role in its provision (Calisir & Gumussoy, 2008; 
Sikdar, Kumar,& Makkad, 2015). Literature shows 
that innovation and information technology are 
essential  in gaining  a competitive advantage 
(Singh, 2011).  Innovative new banking systems 
and products are constantly being introduced, 
which has dramatically increased the number of 
transactions, as well as their value both locally and 
abroad (Casu, Girardone and Molyneux, 2015). 
This innovation has created a shift from traditional 
teller-based banking to automated teller machines 
(ATMs), telephone banking, internet banking 

systems and, lately, advances in mobile banking. 

Recent advances in mobile technology have 
resulted in rapid and significant growth in the 
mobile banking industry in SA. With respect to 
mobile technologies, SA already has 97% mobile 
phone network coverage, and is seen as having a 
conducive platform for the evolution of mobile 
banking models (Shambare, 2011).  A number 
of studies have concentrated on the adoption of 
mobile phone banking and factors influencing 
the use and adoption of mobile phone banking 
(Kazemi, Nilipour, Kabiry, & Hoseini, 2013; 
Shaikh & Karjaluoto, 2014)in which banks are 
spending considerable amount of money to 
have it available to their customers and to cut 
their operations costs. The current exploratory 
study is an attempt to investigate the factors that 
influence Isfahanian’ intention to adopt mobile 
banking by extending the renowned framework 
of Decomposed Theory of Planned Behavior 
model (DTPB. Researchers have also focused on 
the importance of trust in mobile phone banking 
in general.  From a SA perspective, few studies 
in relation to mobile phone banking have been 
conducted. However, these studies have validated 
mobile phone banking in the SA context as a new 
growing banking platform (Duff, 2014; Ondiege, 
2010; Porteous, 2006; Shambare, 2011; Van Velden, 
Roopnarain, Kana& Nitish2015; Wilson, 1999)

The need to keep USSD banking and banking 
applications up to date and competitive is a key 
aspect of building customer loyalty. Mobile 
banking optimisation around the world is 
becoming more significant, with banks investing 
more in technology, and the inclusion n of mobile 
banking in customers’ daily routine is now a 
priority, especially in SA, where mobile banking is 
at an embryonic stage.  Understanding customers’ 
needs and knowing which offerings lead to greater 
customer loyalty in mobile banking is important 
for businesses and marketers alike. Continuous 
technological innovations also mean that 
applications and databases change and become 
obsolete more quickly, which also raises concerns 
for SQ in terms of mobile phone banking, and may 
have implications for customers’ long-term loyalty.

Taking advantage of the chance to build customer 
loyalty is important because it fortifies the brand’s 
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image, goodwill towards the organisation, and 
loyal customers are essential for every enterprise, 
as they contribute considerably to profitability 
(Wahab, Suffian, Zahari, Momani, Azila, & Nor, 
2011). Pressure to retain customers manifests from 
different sources, including SQ, cost-effectiveness, 
and the declining competitiveness of others 
(Frenz& Ietto-Gillies, 2009).  An abundance of 
literature supports the fact that good SQ leads to 
increased customer loyalty, which thus extends 
the buyer-seller relationship (Ariff, Yun, Zakuan, 
& Ismail, 2013; Shanka, 2012; Zehir, Sehitoglu, 
Narcikara, & Zehir, 2014) It is with this in 
mind that this study adopted the E-SERVQUAL 
measurement instrument to evaluate the SQ 
offered by USSD mobile phone banking in SA.  

The E-SERVQUAL Measurement Tool
The question of how best to conceptualise and 
operationalise SQ is still a subject of heated 
debate.  But it is generally agreed that SQ is a 
multi-dimensional or multi-attribute construct 
in research (Parasuraman et al., 1988). The 
SERVQUAL model offers a multi-dimensional 
aspect of measurement embedded within the 
SQ theory, and this has enabled it to be utilised 
in manifold service sectors (Parasuraman et al., 
1985, 2005 This has been seen as the strength of 
the original SERVQUAL model in measuring SQ, 
in that consumers varied in both their overall 
expectations regarding it and its dimensions

The original SERVQUAL measurement 
instrument, developed in 1985, measured 
SQ across 10 broad dimensions, namely:  
reliability, responsiveness, competence, access, 
courtesy, communication, credibility, security, 
understanding the customer, and tangibles.  
Later, Parasuraman et al. (1988; 1992; 2005) 
condensed the ten factors to five,  leading to a 
reduction of the scale from one of 34 items to 
one  of 22 for measuring SQ.  The condensed five 
factors are tangibles, reliability, responsiveness, 
assurance, and empathy. This enabled the 
SERVQUAL scale to be more extensively used 
to measure SQ in different service settings. 

Apart from being widely used, the instrument 
has also broadly received verification in different 
sectors for its validity and reliability (Kim & 
Nitecki, 2014; Parasuraman et al., 1988; Tsourela, 

2014). This study draws on the SERVQUAL model 
(Parasuramanet al., 2005) as it has been adapted and 
used in similar technology related services studies. 
To be more specific, the original SERVQUAL 
model was adapted in order for it to allow for 
the measurement of electronic service quality 
elements in the form of the E-SERVQUAL model.  

Different academics have developed and modified 
e-Service quality scales and utilised different 
measurement dimensions over the years (Kim 
& Nitecki, 2014; Kim, 2015; Kim et al., 2006; 
Parasuraman et al., 2005; Zeithaml et al., 2002). 
Even though Zeithaml et al. (2002) provided the 
original scale of e-SQ with 10 dimensions, further 
refinement was conducted by Parasuraman 
et al. (2005) to only four dimensions. These 
four dimensions resulted in the E-SERVQUAL 
measurement tool which is presented as a 22-item 
scale of the four dimensions, which are fulfilment, 
or the degree to which the site guarantees 
completion of order or transaction; efficiency, or 
the speed of and ease of using and accessing a site; 
privacy or how safe a site is, and how effectively it 
safeguards consumers’ information;, and system 
availability, or the technical functioning of the 
site (Kim & Nitecki, 2014).  It was developed 
to measure customers’ perceptions of SQ in an 
online environment and E-SERVQUAL has been 
applied to numerous studies over the years (Ayo, 
Oni, Adewoye,  & Eweoya, 2016; Kim & Nitecki, 
2014; Parasuraman et al., 2005; Tsourela, 2014; 
Zehir et al., 2014)we know little about how the 
users perceive the quality of social media services. 
There are no criteria or tools that have been 
developed for assessing the service quality of 
non-profit institutions\u2019 use of social media 
from a user perspective. To address the gap, 
this study adopted the E-S-QUAL instrument 
developed by Parasuraman et al. (2005.  

The following section operationalises the 
components of the conceptual model including 
the four constructs which comprise the 
E-SERVQUAL instrument.  The constructs 
of fulfilment, efficiency, privacy, and system 
availability are regarded as the independent 
variables whereas overall service quality and 
customer loyalty are the dependent variables.

Components of the Conceptual Model
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Efficiency
Efficiency is defined as “the simplicity and 
quickness of accessing systems, applications and 
websites and using the service” (Parasuraman 
et al., 2005). It is considered significant in 
e-commerce since time-saving and accessibility 
are primarily considered to be the key reasons 
for customers’ using e-Services (Kimet al., 2006; 
Wahab et al., 2011). The construct was adapted 
to reflect the degree to which a platform is 
easy to use when performing a transaction.  

Fulfilment
The fulfillment dimension has been used in 
multiple studies where its reliability has been 
confirmed(Kim, Jin, & Swinney, 2009; Kim et 
al., 2006; Parasuraman et al., 2005) ”fulfillment” 
refers to the degree to which the site’s assurances 
about directives and item accessibility are fulfilled. 

This construct encompasses precise commands 
and product representation. Since the construct 
was modified from the original SQ constructs 
by Parasuraman et al.(2005), the meaning 
was marginally reviewed so that it presents 
dependable and accurate information for 
assessing e-Service quality (Kim & Nitecki, 2014).

Privacy
Parasuraman et al. (2005) define “privacy” as “the 
extent to which the site guarantees to safeguard 
and protect customer information”. Several 
customers are reluctant to purchase products and 
conduct transactions from the internet by means 
of their electronic devices due to the perceived 
risks associated with the use of technology and 
the fear of misuse of customer information 
(Santouridis, Trivellas, & Georgios, 2012).  
Service providers are now aware of these concerns 
and the significance of properly providing for 
consumer privacy It has been discovered that 
privacy has a strong effect on customer loyalty 
regarding cell phone usage (Wahab et al., 2011). 
With the increase in cyber-terrorism and hacking 
online, privacy has become a critical component 
in the provision of e-commerce services. 

Systems availability
Systems availability relates to the accurate 
technical functioning of the site (Parasuraman et 
al., 2005; Wahab et al., 2011). When consumers 

are online, browsing the site or system,  problems 
relating to functioning, like missing links or 
non-working sections of the site, dissatisfies 
customers and increases the likelihood of them 
exiting the system or site (Wahab et al., 2011).

Overall service quality
The concept of SQ should be approached 
from the customer’s point of view, because 
it is informed by the different values, 
dissimilar grounds of assessment, and diverse 
circumstances relevant to each individual 
customer (Kim,Kim& Lennon, 2006). Kabir 
and Carlsson (2010) emphasised that customer 
evaluation of SQ is based on two dimensions: 
technical quality, and functional quality. 

These dimensions pose a significant effect on the 
business image and the sensitivity of customers 
to quality in many forms. SQ is not only involved 
in the final product and service delivered to the 
customers, but also in the production and delivery 
process through which employee involvement 
in process restructuring, delivery, and 
commitment are significant (Buttle, 1996; Osei, 
Opoku, & Seth, 2016; Parasuramanet al.,1988).

Customer loyalty
Customer loyalty is described as a profoundly 
held obligation to repurchase services and 
products continuously, notwithstanding 
circumstantial influences or marketing 
determination which has the potential to 
instigate switching behaviour (Aldas-Manzano, 
Ruiz-Mafe, Sanz-Blas, & Lassala-Navarré, 2011). 
As has been indicated, loyal customers are 
essential for every enterprise as they contribute 
considerably to profitability (Wahab et al., 2011).  

Hypotheses and Conceptual Model
With the aforementioned literature 
and operationalisation of constructs 
presented, the following five hypotheses 
for the study were formulated:

•	 H1 The efficiency of USSD banking has a 
significantly positive influence on the overall 
service quality of USSD banking.

•	 H2 The fulfilment of USSD banking has a 
significantly positive influence on the service 
quality of USSD banking.
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•	 H3 The privacy of USSD banking has a 
significantly positive influence on the service 
quality of USSD banking.

•	 H4 The system availability of USSD banking 
has a significantly positive influence on the 
service quality of USSD banking.

•	 H5 The perceived overall e-Service quality 
of USSD banking has a significantly positive 
influence on customer loyalty.

The hypotheses are graphically depicted in 
Figure 1, which culminates in the conceptual 
model that was empirically tested for the 
study.  Figure 1 is followed by a discussion 
of the research methods used for the study.

researCH metHods
The study utilised a positivist paradigm with 
an associated descriptive design and, thus, a 
quantitative research approach. Three hundred 
questionnaires were distributed to university 
students of which 218 were returned, and 
177 of these 218 respondents were users of 
USSD mobile phone banking.  The remaining 
respondents completed an alternative section in 
the questionnaire which recorded service quality 
levels of mobile phone banking application which 
is beyond the scope of this paper.  This indicates 
that a convenience sampling method was used 
in order to garner respondents for the survey.

Participants had to be bank account holders who 

made use of USSD mobile banking services. 
The research utilised a structured survey 
questionnaire containing five-point Likert 
scales. The measurement scales adopted in the 
questionnaire were adapted and modified from 
a multitude of sources such as Kim (2015); 
Aldas-Manzanoet al.trust, frequency of use and 
perceived risk as antecedents of consumer loyalty 
to banking websites. While the literature usually 
focuses on the direct effects of these variables, 
special attention is paid here to evaluate their 
moderating effects on the relationship between 
satisfaction and loyalty. The results from a sample 
of 254 Spanish users of Internet banking services 
show that while satisfaction correlates positively 
with loyalty, the effect is significantly less intense 
with high levels of perceived risk. The results are 
similar for trust, which correlates more positively 
with high levels of perceived risk, but also 
when Internet banking is used less frequently. 
Managerial implications from these results 
are provided. ABSTRACT FROM AUTHOR 
Copyright of Service Industries Journal is the 
property of Routledge and its content may not be 
copied or emailed to multiple sites or posted to 
a listserv without the copyright holder’s express 
written permission. However, users may print, 
download, or email articles for individual use. This 
abstract may be abridged. No warranty is given 
about the accuracy of the copy. Users should refer 
to the original published version of the material 
for the full abstract. (Copyright applies to all 

fIgure 1: ConCePtual model
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Abstracts.(2011); Parasuraman et al.(2005); Yang 
and Feng-Shii Tsai (2007)the newly developed 
multiple-item scales for assessing electronic 
service quality (e-SQ, as well as Zeithaml, Berry, 
and Parasuraman (1996)  and had previously 
been tested for both validity and reliability.

Both descriptive and inferential statistical 
analysis was conducted. Statistical Package for 
Social Sciences (SPSS), Smart PLS, and Lisrel 
Programmes were used for the analysis of 
primary data. The construct reliability was tested 
using Cronbach’s Alpha method, and exploratory 
factor analysis (EFA) was also carried out to 
assess the Uni-dimensionality of the constructs.  
Other inferential statistical tests undertaken 
included regression analysis and PLS-SEM. 
The regression analysis was used to evaluate 
the model’s predictive ability by examining the 
coefficient of determination (R2): the closer R 2 
is to 1, the better the model is at predicting the 
relationship. The structural model estimation was 
performed via Smart PLS. T-statistics values were 
used to evaluate the hypotheses, and  the critical 
value was set at the recommended value of 1.96 
(Hair, Ringle,& Sarstedt 2013; Wong, 2013)1974.

fIndIngs
Respondent’s profiles
The demographic results indicate that, of the 177 
respondents who participated in the survey, 63% 
were female and 37% were male.  The majority 
of USSD mobile phone banking respondents 
that participated in the study, that is 78 %, were 
between the ages of 18- and 25-years. Respondents 
between the ages of 26- and 35-years represented 
19 % of those surveyed. The age group of 36-years 
and over accounted for only 3% of the sample.  

In terms of which banks were being used by 
the respondents, the results confirmed that 
the majority of students were with Capitec, 
that is 45%; followed by First National Bank, 
or FNB, with 23 % of respondents banking 
with that institution.  Standard Bank was the 
third most popular bank, with 16 %, followed 
by ABSA with 9 %, and Nedbank with 7 %.

The Reliability and Validity of Constructs
The discussion and presentation of results on the 
validity and reliability of USSD mobile phone 

banking measurement constructs are presented 
in Table 1, and the data analysis results in Table 
2 were all above the minimum critical values 
of both EFA and Cronbach’s Alpha coefficient. 
The lowest EFA values for the constructs 
ranged between 0.414 and 0.967. Similarly, the 
Cronbach’s Alpha coefficients of USSD mobile 
phone banking were all above the critical value 
of 0.7, with all constructs showing values above 
0.8. Therefore, the results presented in Table 
2 indicated that all the reliability and validity 
values achieved could be considered sound, 
thus offering assurance that the reliability and 
validity results for this study too could be assured.

In line with EFA results presented by Kim (2015) on 
fulfillment, the fulfillment scale (USF) displayed 
Uni-dimensionality of the construct with similar 
loadings to the one on USF. The results presented 
by Kim (2015) had lower loadings, ranging 
between 0.50 and 0.63, however, the results 
presented in this study showed higher loadings, 
ranging from between 0.414 and 0.888 on the 
first factor and 0.414 and 0.967 on the second.  

In the same manner, the EFA values of USSD 
mobile phone banking were also higher. In previous 
studies, the e-Service quality dimensions have 
been shown to be consistently valid and reliable 
(Kim, 2015; Kim & Nitecki, 2014; Parasuraman 
et al., 2005). This study showed similar results, 
although two scales, efficiency and fulfilment, 
initially showed lower Alpha coefficient scores 
than the others. As a result, several problematic 
items were removed, and the re-test reliability 
of both these scales was then improved and 
reached acceptable levels. The loyalty constructs 
in the current study were also shown to be 
reliable, with a Cronbach’s Alpha score above 0.7. 

Multiple regression analysis of USSD/mobile 
phone banking
The adjusted r2 measures the proportion of the 
total variability in a dependent variable that is 
explained by the independent variables.  The data 
for USSD banking showed that the adjusted r2= 
0.540. This indicates that 54% total variability in 
overall service quality is explained by customer 
loyalty (USL), fulfillment (USF), efficiency (USE), 
and systems availability (USSA). Furthermore, 
the adjusted r2 also specifies that the model of 
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the study has adequate predictability (R2= 54%). 

The F-statistics indicate that the model has 
explanatory power which relates that the 
coefficients are above zero. This indicates that the 
model is significant, as it has explanatory power 
of the independent variables over the dependent 
variables (p= 0.000). Table 2 reveals that privacy 
(USP), systems availability (USSA), fulfilment 
(USF), and customer loyalty (USL) contribute 
significantly to the prediction of overall service 
quality (USQ), as they all have significant P-values 
of less than 0.05.  Whereas it can be noted that 
efficiency (USE) is not a significant contributing 
factor, as its P-value is .130.  The ramification of this 
finding will be discussed at a later stage in the paper.

Structural Path Analysis
As indicated by Hair et al.(2013); Henseler, 

Ringle, and  Sinkovics (2009)a powerful structural 
equation modeling technique for research on 
international marketing. While a significant 
body of research provides guidance for the use of 
covariance-based structural equation modeling 
(CBSEM; McIntosh, Edwards, and Antonakis 
(2014)namely whether PLS-PM: (a, as well as 
Wong (2013), the purpose of the PLS-SEM path 
model is to facilitate prediction rather than test 
theory. The t-statistics were used to assess the 
significant paths and relationships in the model. 
The PLS-SEM path model illustrates the structural 
model as well as the proposed hypotheses. 

The t-statistical value for the path concerning 
the efficiency of USSD and its overall service 
quality (t= 2.289) is higher than 1.96, and 
therefore significant. The relationship between 

taBle 1:  summarY of relIaBIlItY ussd/moBIle PHone BanKIng

Constructs number of Items range of 
loadings Cronbach’s alpha

Systems Availability (USSA)
4

.593-.852 0.806

Fulfillment (USF)
7

.414-.967 0.837

Privacy(USP)
3

.814-.929 0.837

Overall Service Quality (USQ)
4

.693-.806 0.839

Efficiency (USE)
7

.532-.773 0.844

Customer Loyalty(USL)
5

.729-.858 0.884

taBle 2: multIPle regressIon analYsIs model summarY for ussd moBIle PHone BanKIng

r=0.553; r2= 0.540; f= 42.316; p=; 0.000 Std.  error of estimate: 1.873
Β std. error of β p-value

overall service Quality (usQ) .031
Customer loyalty (usl) .221 .052 .003
fulfilment (usf) .214 .051 .014
efficiency (use) .133 .052 .130
systems availability (ussa) .151 .055 .024
Privacy (usP) .226 .070 .000
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USSD fulfillment and its overall service quality 
has a positively significant relationship, with 
a t-statistical value of 3.231. USSD overall 
service quality and its customer loyalty showed 
a stronger significantly positive t-statistic of 
t=7.763. Moreover, USSD privacy also showed 
a significantly positive relationship with overall 
service quality, confirmed through a t-statistical 
value of 2.600. Though all the other variables 
were significant, USSD systems availability and 
USSD overall service quality were statistically 
not significant (t=1.387), since the t-value was 
below the minimum required cut-off of 1.960.

Table 3 indicates that the customer loyalty 
(USL) of USSD banking displayed the strongest 
path between E-S-quality (USQ) and customer 
loyalty (USL), t=7.763. Fulfillment (USF) and 
E-S-quality (USQ) also indicated a stronger 
path, with an overall t-value of 3.321. The path 
between privacy and E-S-quality indicated an 
average t-value of 2.600, followed by slightly 
lower t-values of 2.289 between efficiency (USE) 
and E-S-quality (USQ). Systems availability 
and E-S-quality presented a weak t-value, 
and this was regarded as not significant.

Table 3 indicates that there are four 
significant relationships leading to 
accepting of hypotheses between:

•	 E-S-quality and customer loyalty

•	 Fulfillment and E-S-quality
•	 Privacy and E-S-quality
•	 Efficiency and E-S-quality

These results are discussed in greater 
detail in the following section.

Hypotheses Results
H1 The efficiency of USSD banking has a 
significantly positive influence on the overall 
service quality of USSD banking.

The findings on the analysed data proved that a 
statistically positive correlation exists between 
USSD efficiency (use) and overall service quality 
(usQ). The suggested association between these 
was therefore supported.  Previous studies (Kim, 
2015; Kim & Nitecki, 2014; Parasuraman et al., 
2005; Zeithamlet al., 2002) also confirm these 
findings. As suggested by Kim (2015), efficiency 
has a critical role in the provision of overall service 
quality, and therefore also on customer retention. 
The efficiency construct was adapted to reflect the 
degree to which the USSD/mobile phone banking 
platform allows ease of use when browsing or 
performing a transaction. The findings indicate 
that customers are concerned with how easy and 
efficient the USSD/mobile phone banking interface 
is to use. It may indicate that customers expect 
to be able to browse and complete transactions 
easily and without hassles when on the platform. 

fIgure 2: Pls-sem PatH model for ussd moBIle PHone BanKIng
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H2  The fulfilment of USSD banking has a 
significantly positive influence on service quality of 
USSD banking.

A t-statistical value of 3.231 was found when 
testing for a relationship between USSD fulfilment 
(USF) and overall service quality (USQ). This is 
a sign of a significant positive relationship, and 
shows that the above-mentioned hypothesis 
was supported.   These results are similar to 
those of Blut et al. (2015); Parasuraman et 
al. (2005) and Zeithaml et al.(2002) where a 
significant positive relationship was found. 
Though the scale from which the construct was 
adapted needed some work in the factor analysis 
process (Kim, 2015), the significant relationship 
found showed that this was not a problem. The 
literature available on internet banking and 
other banking disciplines indicate that fulfilment 
plays a central role in overall service quality.

H3 Privacy of USSD banking has a significantly 
positive influence on the service quality of USSD 
banking.

The construct showed a strong positive t-statistics 
value of 2.600. Though the study by Kim and 
Kang (2012)examines the factors that influence 
the intention to use smartphone banking by 
surveys and analyzing the findings gathered 
from previous mobile banking related researches. 
Furthermore, this research identifies the issues 
of security risk and trust in using smartphone 
banking in addition to its perceived ease of use 
and perceived usefulness as key factors suggested 
under TAM. Statistics on the usage frequency 
of smartphone banking in Korea shows that the 
proportion of account transfer transactions are 
much smaller than the account check transactions, 
compared with the Internet banking in general. 
This study explains such less common usage of 
smartphones for account checking transactions 
than account transfer transactions, by showing 

that the key factors (i.e. perceived ease of use 
and perceived usefulness used  the constructs 
of trust and security to represent privacy, the 
results confirm that privacy plays a critical role 
in the usage of mobile phones for banking. In 
an enquiry piloted by Wahab et al. (2011), it was 
confirmed that privacy is critical to customer 
retention in terms of mobile usage. Parasuraman 
et al.(2005), however, presented contradicting 
results to the ones discovered in this study and 
that of their investigation on the Amazon.com 
and Walmart.com websites through surveys. 
Since these websites were not closely related to 
the mobile banking industry, this could be the 
possible reason why there is such a significant 
difference between the results of the two studies.

H4 The system availability of USSD banking has 
a significantly positive influence on the service 
quality of USSD banking.

The results indicated that no significant 
connection was found between systems 
availability (ussa) and overall service quality 
(usQ). The model indicated a path showing 
a 1.387 t-statistics value, below the minimum 
required value. Therefore, the hypothesis was 
not supported by the findings. The value of the 
t-statistics, 1.387, shows that systems availability 
(ussa) has little effect on overall service quality 
(usQ). The findings, therefore, do not support 
hypothesis 4a, which suggested that there was a 
significantly positive relationship between the 
two. Recent studies have paid much attention 
to the relationship between systems availability 
(ussa) and overall service quality (usQ). 
This has been noticed in studies conducted by  
Kim (2015) and Tsourela (2014), where these 
factors  presented strong interrelationships. 

Although literature has indicated that there is 
a relationship between ussa and usQ, the 
current study shows that a significant relationship 

taBle 3: Pls-sem PatH modellIng results for ussd/moBIle PHone BanKIng

effective relation t-statistics Hypotheses significant
Efficiency ▶ E-S-quality 2.289 H1a – Accept Yes
Fulfilment ▶ E-S-quality 3.321 H2a- Accept Yes
Privacy ▶ E-S-quality 2.600 H3a – Accept Yes
Systems Availability ▶ E-S-quality 1.387 H4a  – Do not accept No
E-S-quality ▶ Customer loyalty 7.763 H5a  - Accept Yes
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does not exist between these two in the context 
of mobile banking. Furthermore, this idea 
also contradicts the findings brought forward 
by the pioneers of the E-SERVQUAL model: 
in their study of the multiple-item scale for 
assessing electronic service quality, Parasuraman 
et al. (2005) similarly proposed that there is 
a relationship between systems availability 
(ussa) on overall service quality (usQ). 

H5 Perceived overall e-Service quality of USSD 
banking has a significantly positive influence on 
customer loyalty.

Overall service quality was found to have a 
positively significant interrelationship with 
customer loyalty. Parallel to the PLS-SEM 
model t-statistics, the p-value from the multiple 
regression and correlation analysis was highly 
significant. The size of the t-statistics (7.763) 
exhibited that there is a relatively strong 
significant positive relationship between 
overall service quality of USSD and customer 
loyalty to USSD. This substantiates hypothesis 
5, specifically in that overall e-Service quality 
of USSD banking has a considerably positive 
relationship with levels of customer loyalty. 

Studies have shown that the better the perception 
of overall service quality, the more satisfied 
customers will be, and the higher the possibility 
of customer retention (Kim, 2015; Meyer, 2015; 
Ojo, 2010; Rauyruen & Miller, 2006; Shanka, 
2012; Wahabet al., 2011; Yu, 2009; Zehir et 
al., 2014)we propose relationship quality as a 
higher construct comprising trust, commitment, 
satisfaction and service quality. We believe 
that these dimensions of relationship quality 
can reasonably explain the influence of overall 
relationship quality on customer loyalty. In 
addition, this study provides more insightful 
explanations of the influence of relationship 
quality on customer loyalty through two levels 
of relationship quality: relationship quality with 
employees of the supplier and relationship quality 
with the supplier itself as a whole. Aiming to 
fully explain the concept of customer loyalty, we 
follow the composite loyalty approach providing 
both behavioral aspects (purchase intentions. The 
results, therefore, prove that customer loyalty 
can be initiated through good perceptions of 

overall service quality amongst this population.

managerIal ImPlICatIons
This study sought to examine the effect of USSD 
mobile phone banking overall service quality on 
customer loyalty. Managers should keep in mind 
that customers might resent using USSD mobile 
phone banking technology options if they possess 
challenging or complex interfaces, and if their 
expectations of the USSD technology are higher 
than those currently Available. The time period 
that one has to wait until one is on the site is also 
a significant factor. Continuous upgrading of the 
systems in order to facilitate efficiency should 
be a bank’s priority. The language on the USSD 
mobile phone banking system should also be very 
simple and clear, with as few steps as possible 
needed in order to complete the transaction.

The systems availability of mobile banking proved 
not to be significant for USSD banking in this 
study. There is a possibility that because USSD 
banking is a highly standardised system and has 
limited functionality and interface capability, 
the ability for it to influence customer loyalty 
towards the bank may be limited. It should, 
however, be acknowledged that other studies 
have shown that technical interruptions such 
as freezing interfaces and delays in executing 
transactions can reduce customer loyalty, as well 
as customer dependence on mobile banking. 

Parasuraman et al. (2005), however, clarified that 
banks have little control over the performance of 
this aspect, and on the devices used by customer 
in order to accomplish his or her banking 
requirements with the quality of the internet 
connection and the type of mobile phone being 
used playing a factor). However, banks could 
set up a specific USSD banking customer care 
line to deal with any problems relating to system 
availability, and could also work with service 
providers to ensure that the USSD systems are 
technically sound and able to function efficiently. 

Banks, marketers, and practitioners have to 
consider simplicity to ensure that their customers 
can both receive and execute the commands they 
place by means of USSD mobile phone banking 
systems. Customers require a simple interface 
allowing them to conduct transactions as quickly 
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as possible without bottlenecks occurring.  
Marketers could also consider providing support 
for a range of different languages in order to 
target groups of foreign or uneducated customers. 
It could be hard for customers with a limited 
background in English to maximise the service 
they receive from USSD mobile phone banking if 
English is the only language provided for. Enabling 
the usage of different languages will allow banks 
to also cater for the international population that 
does not use English as a first language, enabling 
customers from around the world to execute and 
obtain total fulfilment when mobile banking. 

It can be concluded that promptness is a concern 
to customers using mobile banking, and banks 
should facilitate innovative applications and 
sites that enable swift logging in and browsing.  
Despite significant improvements and innovation 
in security measures over the years, customers 
remain concerned for the security and privacy 
of both their banking information and other 
personal details. To overcome this, banks should 
be constantly reviewing and upgrading these 
security measures, and should communicate 
this fact to their customers, providing assurance 
and information where possible. Comprehensive 
passwords and fingerprinting prints should 
be also considered for USSD banking.

lImItatIons of tHe studY
The first limitation of the study refers to the 
use of convenience sampling of university 
students located in the Eastern Cape reduces the 
generalisability of the study and thus possibly leads 
to bias in the study results.  The bias of the results 
can emanate from three distinct sources, namely; 
the use of convenience sampling, the use of 
university students as the sample and the fact that 
the students all originated from one university and 
reside in one province in South Africa. However, 
resource constraints limited the usage of a larger, 
wider-spread sample.  It should also be noted that 
the majority of students surveyed in this study (45 
%) were customers of Capitec bank thus the results 
could be skewed further in this regard; a more 
even spread of respondents across banks would 
have been more representative of the population.

ConClusIon and reCommendatIons 
for future researCH
Technological innovation is continuously 
presenting new opportunities which lead to 
economic growth. Banks need to leverage 
this growth in terms of their mobile banking 
platforms in order to increase their market 
share, as well as reach the non-banking 
population in SA. The factors that are critical 
to overall service quality and customer loyalty 
in USSD mobile phone banking are aspects 
such as fulfilment, efficiency, and privacy. These 
findings provide beneficial implications to both 
practitioners and academia based on the review 
of overall service quality and customer loyalty 
with respect to a relatively new technology. 

With respect to recommendations for future 
research, in line with the limitations referred to, 
this study used students as a sample thus future 
similar studies should expand the population 
in order to achieve more generalizable results.  
Future research could also possibly contrast 
other types of banking such as internet 
banking and mobile banking (mobile banking 
applications versus USSD) in order to compare 
the resultant effects on loyalty as well as 
customer satisfaction as an mediating factor.  
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aBstraCt
This comparative study examined relationships 
among the extended internal marketing mix 
elements and brand recognition and recall in two 
South African service organisations. The internal 
marketing mix elements used to determine their 
influence on brand recognition and recall as 
perceived by customers of car rental companies 
and stakeholders of the Council for Medical 
Schemes (CMS), consisted of people, process, 
positioning and performance, while brand recall 
referred to trustworthiness, overall evaluation 
and loyalty. Structural equation modelling was 
used to analyse the data. The findings of the study 
indicated that process and performance are critical 
for car rental customers to recognise and recall 
the brand, compared to CMS stakeholders who 
perceived people, positioning and performance as 
important for recognising the brand and building 
trustworthy and loyal relationships. Hence, 
irrespective of the type of service organisation, the 
successful implementation of internal marketing 
programmes is essential to enhance the brand 
recognition and recall of these organisations.

Keywords: service organisations, Internal 
marketing, Brand recognition, Brand recall. 

IntroduCtIon
Service organisations across all industries, 
including car rental companies and even regulators 
such as the Council for Medical Schemes (CMS), 
regulating medical aids, administrators and 

managed care organisations in South Africa, 
understand the importance of high quality 
service delivery levels when wanting to secure 
a competitive advantage. Services refer to deeds 
actions of employees, processes, encompassing the 
two way flow of information between employees 
and customers, and experiences, which are created 
by performances of employees during their 
interaction with customers (Wilson, Zeithaml, 
Bitner & Gremler, 2016; Kasper, Van Helsdingen 
& Gabbott, 2006). For car rental companies and 
the CMS to implement new improved service 
quality strategies successfully, it is required to 
align employees’ attitudes to the vision and goals 
of these organisations (Huang & Chen, 2013; 
Matanda & Ndubisi, 2013). Internal marketing 
elements, such as people, process, positioning 
and performance, promote the formation of an 
organisational culture and corporate identity or 
collective mind, which enhance brand recognition 
and recall of the organisation (Keelson, 2014; 
Ahmed, Rafiq & Saad, 2003). The organisational 
culture assists individuals in understanding 
the different functions of an organisation and 
therefore provide them with norms for acceptable 
performance (Conduit, Matanda & Mavondo, 
2014). As such, internal marketing is useful 
in developing and maintaining a customer-
oriented organisation, ultimately enhancing 
the brand (Gummesson, Lusch & Vargo, 2010).  

lIterature reVIeW
The management of the marketing mix 

relatIonsHIPs amongst eXtended Internal 
marKetIng VarIaBles, Brand reCognItIon and Brand 
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constitutes a unique process of exchange between 
the organisation and its employees (people), with 
the challenge of seeking a balance between their 
performances, so that the employee is satisfied 
with the internal exchanges and can deliver 
better service to the external customer (Ferdous, 
Herington and Merilees, 2015). Cassundé, 
Cassundé Junior, de Farias & de Mendonça (2014) 
argue that internal marketing is an effort, which 
was planned and directed at employees to motivate 
them to implement and integrate organisational 
strategies that are aimed at orientation of 
customers, by using a marketing-like approach.

As stated by Angelis, De Lima & Siraliova (2010), 
in creating value for customers, organisations 
have to attract, develop, motivate and retain 
employees who are capable of delivering service 
excellence if their aim is to achieve success. 
Namjoyan, Esfahani and Haery (2013) agree and 
state that through such an approach employees 
perceive themselves as inclusive to a team that 
is adding both internal and external value to the 
organisation. Employees who have a feeling of 
belonging are more satisfied and tend to deliver 
high quality service to external customers, 
which could eventually lead to brand loyalty. 
It is therefore important for an organisation 
to have systems in place that will empower 
employees to improve on their overall service 
delivery levels. It is the reliability of employee 
service delivery levels as well as customer 
perception of such service delivery that influence 
customer perception of the organisational brand.

Another way in which organisations establish 
a distinct and valued place in their customers’ 
minds is to design their products/services and 
brand to create a desired position in the market 
place (Martinez, Bastl, Kingston & Evans, 2010). 
This desired positioning of the organisation is 
articulated by the relevant employee segment, as 
well as the benefits offered by the organisation. 
Angelis et al. (2010) argue that the position 
the organisation achieves is determined by the 
way in which employees interact with internal 
and external customers. The organisation’s 
positioning is also dependent on the particular 
services and products offered by the organisation 
(Blankson, Kalafatis, Coffie & Tsogas, 2014). 
It is furthermore critical for an organisation to 

succeed in positioning itself as identified by its 
goals, since only then it will be possible to reach 
the desired positioning in the external market 
place (Foster, Punjaisri & Cheng, 2010; Palmer, 
2005). However, an organisation that is serious 
in positioning itself optimally both internally 
and in the external market place, is also taking 
into consideration the actual performance of 
the organisation (Lings & Greenley, 2009).

In many service industries success increasingly 
depends on the organisation’s capacity to 
learn about new developments and to improve 
resources available. The key to achieving 
better performance lies in the ability of the 
organisation to change when the environment 
demands it (Prouska, Psychogios & Rexhepi, 
2016; Mieres, Sànchez & Vijande, 2012). At the 
same time, employees’ performance should be in 
line with the strategic goals of the organisation 
(Kale & Sangita, 2014). Therefore an increased 
organisational understanding of internal 
marketing and its link to brand recall is important 
to secure and sustain a competitive advantage. 

ProBlem InVestIgated
As far as can be ascertained, no comparison studies 
of the perceived influence of the internal marketing 
elements people, process and performance, on 
brand recognition and recall within a car rental 
company and medical scheme environment 
has been reported before from a South African 
perspective. To address this research gap, this 
comparison study wants to inform services 
industries that an effective implementation of 
the internal marketing mix ultimately results in 
a positive recognition and recall of the brand of 
the organisation. Considering this, it is important 
that all employees of car rental companies and the 
CMS recognise the impact of their performance 
on external stakeholders (Conduit et al., 2014). 
Therefore, the creation of external customer 
value through internal marketing is essential 
for a favourable brand recognition, a positive 
overall evaluation of the organisation and the 
subsequent development of long-term customer 
relationships, which will lead to loyal customers 
and higher profit margins benefiting employees, 
external customers and the organisation as a whole 
(Lee, Yim, Jones and Kim,  2016). Ultimately, 
the organisation will be regarded as trustworthy 
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(Cassunde et al., 2014; Monk & Ryding, 2007).

HYPotHeses
Based on the theoretical framework 
and findings in the literature, the 
following hypotheses are formulated:

H1:The influence of people, process, positioning 
and performance on brand recognition as perceived 
by car rental companies’ customers is positive. 
This hypothesis is further refined as follows:

•	 H1(a):People have a positive influence on the 
brand recognition of car rental companies’ 
customers.

•	 H1(b):Process has a positive influence on the 
brand recognition of car rental companies’ 
customers.

•	 H1(c):Positioning has a positive influence on 
the brand recognition of car rental companies’ 
customers.

•	 H1(d):Performance has a positive influence on 
the brand recognition of car rental companies’ 
customers.

H2:The influence of people, process, positioning 
and performance on trustworthiness as perceived 
by car rental companies’ customers is positive. 
This hypothesis is further refined as follows:

•	 H2(a):People have a positive influence on 
trustworthiness of car rental companies’ 
customers.

•	 H2(b):Process has a positive influence on 
trustworthiness of car rental companies’ 
customers.

•	 H2(c):Positioning has a positive influence on 
trustworthiness of car rental companies’ 
customers.

•	 H2(d):Performance has a positive influence 
on trustworthiness of car rental companies’ 
customers.

H3:The influence of people, process, positioning 
and performance on overall evaluation as perceived 
by car rental companies’ customers is positive. 
This hypothesis is further refined as follows:

•	 H3(a):People have a positive influence on 
overall evaluation of car rental companies’ 
customers.

•	 H3(b):Process has a positive influence on 
overall evaluation of car rental companies’ 
customers.

•	 H3(c):Positioning has a positive influence on 
overall evaluation of car rental companies’ 
customers.

•	 H3(d):Performance has a positive influence on 
overall evaluation of car rental companies’ 
customers.

H4:The influence of people, process, positioning 
and performance on loyalty as perceived by 
car rental companies’ customers is positive. 
This hypothesis is further refined as follows:

•	 H4(a):People have a positive influence on 
loyalty of car rental companies’ customers.

•	 H4(b):Process has a positive influence on loyalty 
of car rental companies’ customers.

•	 H4(c):Positioning has a positive influence on 
loyalty of car rental companies’ customers.

•	 H4(d):Performance has a positive influence on 
loyalty of car rental companies’ customers.

H5:The influence of people, process, positioning 
and performance on brand recognition as 
perceived by CMS stakeholders is positive. 
This hypothesis is further refined as follows:

•	 H5(a):People have a positive influence on the 
brand recognition of CMS stakeholders.

•	 H5(b):Process has a positive influence on the 
brand recognition of CMS stakeholders.

•	 H5(c):Positioning has a positive influence on 
the brand recognition of CMS stakeholders.

•	 H5(d):Performance has a positive influence on 
the brand recognition of CMS stakeholders.

H6:The influence of people, process, positioning 
and performance on trustworthiness as 
perceived by CMS stakeholders is positive. 
This hypothesis is further refined as follows:

•	 H6(a):People have a positive influence on 
trustworthiness of CMS stakeholders.

•	 H6(b):Process has a positive influence on 
trustworthiness of CMS stakeholders.

•	 H6(c):Positioning has a positive influence on 
trustworthiness of CMS stakeholders.
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•	 H6(d):Performance has a positive influence on 
trustworthiness of CMS stakeholders.

H7:The influence of people, process, positioning 
and performance on overall evaluation as 
perceived by CMS stakeholders is positive. 
This hypothesis is further refined as follows:

•	 H7(a):People have a positive influence on 
overall evaluation of CMS stakeholders.

•	 H7(b):Process has a positive influence on 
overall evaluation of CMS stakeholders.

•	 H7(c):Positioning has a positive influence on 
overall evaluation of CMS stakeholders.

•	 H7(d):Performance has a positive influence on 
overall evaluation of CMS stakeholders.

H8:The influence of people, process, 
positioning and performance on loyalty as 
perceived by CMS stakeholders is positive. 
This hypothesis is further refined as follows:

•	 H8(a):People have a positive influence on 
loyalty of CMS stakeholders.

•	 H8(b):Process has a positive influence on 
loyalty of CMS stakeholders.

•	 H8(c):Positioning has a positive influence on 
loyalty of CMS stakeholders.

•	 H8(d)
:Performance has a positive influence on 

loyalty of CMS stakeholders.
researCH metHodologY
The study was quantitative and descriptive in nature. 
The target population was car rental companies 
in South Africa and the stakeholders of the CMS. 
Directly proportionate stratified sampling was 
applied to the study to select external customers 
from CMS and selected car rental customers. The 
measurement instrument in the study contained 
75 constructs to be analysed, therefore the 
minimum required sample would be 375, and the 
maximum 750. A total number of 581 responses 
from car rental companies and 636 responses 
from CMS were received, which provided for 
excellent samples. Structural Equation Modelling 
(SEM) was used to analyse the data for the study.

results
Profile of respondents

The majority of respondents were in the age 
category 56 years or older (22% car rental; 30% 
CMS), followed by respondents between the ages 
36 and 45 years (16% car rental; 16.4% CMS). 
Only 11 (2%) car rental and 6 (0.9%) CMS 
respondents were between 18 and 25 years old. 
The majority of respondents were male (69.4% 
car rental; 58.5% CMS), with the rest being female 
(30.6% car rental; 41.5% CMS). The highest 
number of respondents were white (66.7% car 
rental; 76.1% CMS), followed by blacks (24.3% 
car rental; 10.2% CMS). The lowest number of car 
rental respondents, 4 (0.7%) and CMS 15 (2.4%) 
were “other”, who referred to Middle Eastern.

Measurement model assessment
Confirmatory factor analysis was estimated for 
all constructs in the models to ensure validity 
and internal consistency. The constructs for car 
rental companies were all in accordance with the 
recommended value of 0.5 or higher, however, 
OVER1 and LOYAL4 raised concern because 
they were lower than the range of other scale 
items within the particular constructs. These 
items were also highlighted as concern areas in 
the evaluation of standard residuals and due 
to high correlations, these two scale items were 
omitted from further analysis. By implication, 
these scale items might have an influence on 
the goodness-of-fit of the structural model and 
might jeopardise the validity of the measuring 
instrument. The same applied to the CMS and 
items PRF4, BREC4 and OVER1 were removed 
from the analysis because of low factor loading 
and validity concerns.  The factor loadings and 
Cronbach’s alpha are presented in the Table 1.

All factor loadings vary from 0.7 to 0.9 and 
are above the cut-off of 0.5, suggesting that 
the items load very well into the constructs. 

Structural equation modelling results
The graphical representation of the models 
is provided in Figures 1 and 2 respectively.

Table 2 shows the variations of the constructs, 
which means the regression findings 
explain 40% of the dependent construct 
brand recognition, 84% of the variation of 
trustworthiness, 63% of overall evaluation and 
67% of the variation of loyalty. The accepted 
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taBle 1: faCtor loadIngs and CronBaCH’s alPHa for Car rental ComPanIes and Cms

Constructs Items factor loadings: Car 
rental companies

Cronbach’s 
alpha: 

Car rental 
companies

factor 
loadings: 

Cms

Cronbach’s 
alpha: Cms

People

PPL1 0,812

0,996

0,826

0,925
PPL2 0,851 0,857
PPL3 0,861 0,889
PPL4 0,833 0,876
PPL5 0,745 0,732

Process PROC1 0,794

0,996

0,878

0,918
PROC2 0,823 0,734
PROC3 0,593 0,791
PROC4 0,585 0,905
PROC5 0,783 0,853

Positioning POS1 0,723

0,996

0,825

0.913
POS2 0,848 0,833
POS3 0,878 0,844
POS4 0,803 0,825
POS5 0,813 0,791

Performance

PRF1 0,767

0,995

0,896

0,893
PRF2 0,849 0,880
PRF3 0,823 0,828
PRF4 0,507 0,475*
PRF5 0,729     0,864

Brand 
recognition 

BREC1 0,899

0,997

0,873

0,871
BREC2 0,823 0,873
BREC3 0,864 0,779
BREC4 0,632 0,505*
BREC5 0,754 0,781

Trustworthiness TRUST1 0,854

0,998

0,929

0,954
TRUST2 0,808 0,913
TRUST3 0,790 0,906
TRUST4 0,813 0,832
TRUST5 0,707 0,886

Overall 
evaluation

OVER1 0,552*

0,997

0,495*

0,788
OVER2 0,733 0,592
OVER3 0,803 0.826
OVER4 0,737 0,710
OVER5 0,725 0,633

Loyalty LOYAL1 0,895

0,999

0,796

0,877
LOYAL2 0,908 0,845
LOYAL3 0,711 0,700
LOYAL4 0,525* 0,880
LOYAL5 0,567 0,610

*Removed from further analysis
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and rejected hypotheses are also  displayed.

According to Table 3, the model explains 15% 
of the variation of brand recognition, 69% of 
the variation of trustworthiness, 49% of overall 
evaluation and 59% of the variation of loyalty. The 
accepted and rejected hypotheses are also displayed.

managerIal ImPlICatIons
Recommendation 1
In a services environment employees play a critical 
role because customers and stakeholders base 
their experiences with the organisation on the 
encounter they have with employees. Employees 
spend a substantial part of their lives working 

fIgure 1: sem model Car rental ComPanIes

fIgure 2: sem model Cms
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in their office, hence it is important to create an 
office environment that looks as friendly and 
appealing as possible. A friendly and comfortable 
atmosphere will encourage employees to go 
to work every day.  New employees could be 
welcomed by receiving something special on 
their first day. Induction training programmes are 
important to instil the vision and goals of the car 
rental companies and CMS in the minds of their 
employees. Further training programmes should 
be offered to employees to create employees who 
are knowledgeable and customer-orientated 
which will lead to improved brand recognition 
and recall (Conradie, Roberts-Lombard & 
Klopper, 2013). Knowledgeable employees feel 
empowered and confident to perform their 
roles better. Employees, who are allowed to 
participate in the strategy of the organisation, 
have a sense of belonging and sometimes very 
creative ideas develop from their participation. 

Marketing strategies should be shared with 
employees, and values, behaviours and cultures 
need to be entrenched in employees. Employees who 
believe in the values and goals of the organisation 
have more loyalty towards the organisation and 
are better motivated to provide service excellence. 
It does not matter how mundane an employee’s 
task is, by motivating, training and encouraging 
employees they can find meaning in their tasks, 
can contribute value to the organisation, and can 
serve a higher purpose, besides earning a salary.

Recommendation 2
To ensure the internal process addresses customer 
requirements, car rental companies and CMS 
have to ensure their employees are allowed to 
be flexible and responsive to customers’ needs 
in order to streamline processes and satisfy 
customers and stakeholders. The design and 
implementation of effective processes to ensure 

taBle 2: r² for tHe VarIanCes and reJeCted or aCCePted HYPotHeses for Car rental 
ComPanIes

Variables r² Variance explained Hypotheses rejected or accepted

Brand recognition ,395 40%

H1(a) rejected

H1(b) accepted

H1(c) rejected

H1(d) rejected

Trustworthiness ,844 84%

H2(a) rejected

H2(b) accepted

H2(c) rejected

H2(d) accepted

Overall evaluation ,630 63%

H3(a) rejected

H3(b) accepted

H3(c) rejected

H3(d) accepted

Loyalty ,670 67%

H4(a) rejected

H4(b) accepted

H4(c) rejected

H4(d) accepted
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a successful interaction between employees 
and customers are critical. Management plays 
a key role in influencing employee actions and 
designing processes that aid in service success. 
Employees should also be allowed to make 
recommendations to the process, as they are 
following the process on a daily basis and can 
highlight areas where improvement is required.

Customers and stakeholders should also be 
informed of changes and new products, processes 
and procedures. If they understand the processes, 
they will feel more confident and have more 
trust in the organisation. However, to provide a 
satisfying experience to the external customer 
in delivering the service or product, the internal 
process has to be reliable and must have integrity. 
Feedback from customers is also very valuable to 
assess if existing internal processes have a positive 
effect on the service delivery to customers.

Recommendation 3
Similar to external positioning, internal 
positioning is at the core of internal marketing 
programmes because it includes all other 
marketing mix elements to address predetermined 
organisational goals. Therefore, car rental 
companies and CMS have to focus their positioning 
strategy on market and competitive analyses, 
which should be linked to the internal analysis.

Employees should be segmented and relevant 
training provided to the particular segment to 
ensure they are correctly positioned. It is only after 
car rental companies and the CMS have positioned 
themselves internally, that marketing plans can 
be developed and implemented to strengthen 
the position of the organisations externally. 
Benefits to both employees and customers have 
to be designed to ensure both internal and 
external customers and stakeholders agree with 
the goals and objectives of the organisation. 

taBle 3: r² for tHe VarIanCes and reJeCted or aCCePted HYPotHeses for Cms

Variables r² Variance explained Hypotheses rejected or accepted

Brand recognition ,145 15%

H5(a) rejected

H5(b) rejected

H5(c) accepted

H5(d) rejected

Trustworthiness ,687 69%

H6(a) accepted

H6(b) rejected

H6(c) accepted

H6(d) accepted

Overall evaluation ,493 49%

H7(a) accepted

H7(b) rejected

H7(c) accepted

H7(d) accepted

Loyalty ,587 59%

H8(a) rejected

H8(b) rejected

H8(c) accepted

H8(d) accepted
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Some initiatives that could be considered for the 
positioning include deciding which campaign to 
launch, events to participate in, possible employee 
rewards, what communication channel should be 
used, and what resources and budget are required. 

Therefore, companies should drive a strategy of 
internal positioning to brand itself as an employer 
of choice that displays their caring for employees 
whereby a good reputation can be built.

ConClusIon
The purpose of this study was to examine the 
influence of selected extended internal marketing 
variables, people, process, positioning and 
performance on brand recognition and the extent 
to which customers and stakeholders recall the 
brand of car rental companies and the CMS. The 
comparison of car rental companies with CMS 
produced interesting findings. The influence of 
process and performance on brand recognition, 
trust, overall evaluation and loyalty of car rental 
companies confirms the importance of internal 
process and performance of employees. The 
significant relationships between positioning 
and performance of CMS provide insight as 
to how much stakeholders of CMS rely on the 
organisation to position itself in the healthcare 
sector, which requires constant performance to 
ensure a positive brand recognition and recall.
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aBstraCt
This current study examines whether or not 
supplier competencies, trust and commitment 
have a positive influence on customer satisfaction 
in business-to-business relationship marketing 
in the cement industry in South Africa. Evidence 
from the literature seems to point towards a 
non-existence of exact predictors of customer 
satisfaction in business-to-business markets 
within definite industries. Data were obtained 
from 362 business-to-business cement clients 
across South Africa’s nine provinces, by means 
of structured questionnaires. The major findings 
show that supplier competencies and commitment 
have no predictive effect on customer satisfaction 
in the South African cement industry business-
to-business relationship marketing. This a 
fundamental finding since previous studies point 
towards a positive predictive effect on customer 
satisfaction by supplier competencies and 
commitment. This finding calls for more industry 
specific studies to be carried out. Marketing 
managers in the South African cement industry 
have to concentrate on building customer 
trust in order to achieve customer satisfaction.  

Keywords: supplier competencies, trust, 
commitment, satisfaction

IntroduCtIon
Problem investigated
Business-to-business (B2B) relationships have 
been researched intensively and for a long time 
mainly in the service, distribution and retail 
industries in the business-to-consumer context 
(Mbango and Phiri, 2015) but the criticism is 
mainly its lack of a universal agreement on the 
predictors of customer satisfaction for specific 
industries, Mbango (2015). Trust, commitment 
and satisfaction are widely researched and 
considered pivotal in business-to-business 

relationships, Mpinganjira, Borgaards, Svensson 
and Mysen (2014:2). According to Svensson, 
Mysen and Payan (2010:1), mutual working 
relationships between buyers and suppliers in 
business markets are getting more and more 
important to accomplishing business success. 
This view is reinforced by Anderson and Narus 
(1990), Geyskens, Steenkamp and Kumar (1999), 
and Morgan and Hunt (1994) who advocate 
that robust relationships in business-to-business 
markets ensure strength to both suppliers and 
buyers. The three most studied dimensions 
of relationship marketing in the literature are 
trust, commitment and satisfaction (Morgan 
and Hunt, 1994; Palmatier, Dant, Grewel and 
Evans 2006). In addition to these differences, 
evidence from the literature seems to point 
towards a lack of specific predictors of customer 
satisfaction in business-to-business markets 
within specific industries, Mbango (2015). 
Supplier competencies, trust and commitment 
are perceived as the most important predictors of 
customer satisfaction Mpingangira et al., (2014).

Gounaris (2005:126) states that for many 
business-to-business (B2B) exchanges, achieving 
a sale is not the accomplishment of an effort but 
somewhat an event in a broader effort to form 
and withstand a long-term relationship with the 
customer and ensure that business keep coming, 
thus the major issue is to examine what stimuluses 
the customer’s willingness to continue with the 
existing provider. Produce excellence has been 
conventionally considered a major requirement 
for gaining this kind of behavioural response 
from the customer but as expertise in many 
industries turn into a commodity, the significance 
of excellence alone in deriving satisfaction 
diminishes rapidly. Marketing has shifted from 
its dominant aspect of exchange of tangible 
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goods and services into a more relationship 
encompassing position, taking into consideration 
the need for long-term relationships.

The choice of this study is motivated by the 
research outcomes on relationship marketing 
(RM) by amongst others Mpingangira et al. (2014), 
Theron and Terblanche (2010), Athanasopoulou, 
(2009), Gilaninia, Mohammadi, Mousavian and 
Pournaserani (2011), Gounaris (2005), Ulaga 
and Eggert, (2004) and Gummesson, (1994). As 
outlined above, these authors argue that despite 
the existence of RM as initially described by Berry 
(1983), studies in specific industries are limited, 
particularly for developing countries. Most of 
the current studies on relationship marketing are 
drawn from samples from developed countries, 
making it difficult to generalise the findings to 
a developing country like South Africa because 
of the differences in industry dynamics, market 
structures and customer needs (Mbango, 2015). 
Another limitation of current studies is that the 
samples are drawn from a wide range of industries 
without being tested on a specific industry. The 
current study proposes to examine whether or 
not supplier competence, trust and commitment 
have a positive influence on customer satisfaction 
in business-to-business relationship marketing 
in the cement industry in South Africa.

According to Berry (1983), relationship 
marketing is described as identify and establish, 
maintain and enhance and when necessary, 
terminate relationships with customers and other 
stakeholders at a profit so that the objectives of all 
parties involved are met and this is done by mutual 
exchange and fulfilment of promises. Therefore, 
relationship marketing concerns the facilitation 
and management of the relationships between 
the business and its customers. It developed 
as a response to the realisation that businesses 
were spending vast resources in time and money 
to attract new customers but very little on 
retaining existing ones. Relationship marketing 
is particularly relevant when a customer has 
alternative service providers to choose from, 
when the customer makes the selection decision 
and when there is an ongoing desire or need 
for a product or service. This is applicable to 
cement suppliers and their market competitors, 
compounded by the emergence of new market 

entrants offering improved and more affordable 
products. Therefore, RM is considered vital to 
sectors that experience increased competition 
along with decline of economic growth, as is 
prevalent in the current South African economy. 

The anticipated contribution of this study is 
to validate if the widely accepted theory that 
supplier competencies, trust and commitment 
have a positive influence on satisfaction is true 
in regard to the South African cement industry.

Problem statement: It is widely accepted that 
supplier competencies, trust and commitment 
have a positive influence on satisfaction but the 
criticism is that these are based on European 
samples. Another criticism is that this accepted 
theory has not been tested on the African context 
specifically as it relates to specific industries. 
Given the need for theories based on European 
samples to be replicated on African samples to 
determine if these theories are applicable to the 
African context and whether they can be applied 
to specific industries like the South African 
cement industry. There are limited studies related 
to South African cement industry in regard to 
relationship marketing. In order for the cement 
industry to be profitable and competitive, there 
is need for a study to be undertaken to determine 
the determinants of customer satisfaction so 
that strategies on customer satisfaction can 
be mouldered in order to retain customers. 

researCH oBJeCtIVes
The objectives of this study are to determine if:
•	 Supplier competencies have a positive 

influence on customer satisfaction in B2B 
relationships in the South African cement 
industry

•	 Trust has a direct and positive influence on 
customer satisfaction in B2B relationships in 
the South African cement industry

•	 Commitment has a direct and positive 
influence on customer satisfaction in B2B 
relationships in the South African cement 
industry

lIterature reVIeW and HYPotHeses 
deVeloPment
The meaning of customer satisfaction
Wilson back in 1995 argue that, when debating 
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business relationships, performance satisfaction 
is a precarious variable. Associates, especially 
sellers, must convey high-level satisfaction on the 
rudimentary features of the business transaction. 
Buyers must satisfy their partner’s business 
needs or they risk becoming marginalised. Davis 
(2008:313) supports this line of argument as he 
states that, in order to be effective in a business 
relationship, it is essential for organisations to 
analyse clients’ needs, and determine satisfaction. 

Wilson (1995:338) describes performance 
satisfaction as the extent to which the business 
transaction meets the business performance 
anticipations of the partner. Geyskens et al. 
(199:223) defines a purchasing manager’s 
happiness with a supplier as an emotional state 
of mind resulting from the appraisal of all 
appropriate aspects of the business relationship. 
Customer satisfaction can be seen as the extent to 
which a business’s product or service performance 
matches up to the expectation of the customer. 
If the performance matches or exceeds the 
expectations, then the customer is satisfied, if the 
performance is below par then the customer is 
dissatisfied. In conclusion, Davis (2008:313) gives 
reasons for customer satisfaction as falling into 
different categories including, “a demonstrated 
understanding of their problems, needs or 
interests; an interactive and communicative 
relationship; consistency in time and budget 
(additional costs providing value); meeting 
expectations and matching previous favourable 
experience, together with process predictability”. 
As a consequence, satisfaction noticeably rises 
from a cognitive process of associating perceived 
performance against some comparison standards 
and the feeling of satisfaction essentially signifies an 
affective state of mind, Ulaga & Eggert,(2004:316).

Supplier competencies
In this chosen industry, supplier competencies are 
considered very important in order to strengthen 
the relationships between supplier and buyer. A 
competence is defined as “an ability to sustain the 
coordinated deployment of assets in a way that 
helps a firm to achieve its goals”, Goffin, Lemke 
and Szwejczewski (2006:204). Mbango and Phiri 
(2015:87) argue that, competencies are vital in 
permitting firms to use their resources efficiently 
and/or effectively and as a result, competencies are 

sources of competitive advantage. This is so because 
competencies are tacit, complex and organisational 
specific and they are difficult to imitate. 

According to Goffin et al. (2006:204), supplier 
competencies include well-known factors such 
as quality, price, delivery, performance, flexibility, 
joint problem solving, special product capability 
and new product development. If these conditions 
are met, they can result in a positive relationship 
being established. In addition to this, the ability 
of the supplier to provide specialised training 
programs on product use, deploying tailor-made 
promotional campaigns and purchasing dedicated 
tools and machinery can also result in enhanced 
relationship outcomes in terms of effectiveness and 
efficiency. As such with the presence of the above 
investments, exchange partners can implement 
relationship exchanges more satisfactorily and 
may increase their business activities. Such 
collaboration can result in the buyer performing 
duties in a more proficient manner, become 
highly productive and servicing its customers. 

On the basis of the preceding discussion, the first 
hypothesis can be advanced as follows: 
H1: supplier competencies has a positive 
influence on customer satisfaction

Trust
The most critical constructs in facilitating 
exchange relationships between partners 
and, therefore, pivotal for understanding of 
business relationships, is trust Morgan & Hunt 
(1994:23). Papassapa and Miller (2007:3) and 
Wilson (1994:337) supported this when they 
wrote that the nature and understanding of 
trust and its significance leave a vital impact 
on how B2B relationships are established 
and accomplished. They urge that the extent 
of trust that grows among companies has 
been described as a fundamental relationship 
building block and a critical economic exchange. 

The key aspects of trust are credibility, reliability, 
confidence and integrity. These aspects 
reduce the risks associated with opportunistic 
behaviour by a firm, hence, if these are met, 
they increase the long-term association between 
organisations in a relationship. Therefore, in 
this study, the author agrees with the definition 
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given by Morgan and Hunt (1994:23) that trust 
“occurs when one party has confidence in an 
exchange partner’s reliability and integrity”. 

Therefore, trust is important in business 
relationships as it provides for reliability, 
satisfaction, integrity, retention, repeat purchase, 
word-of-mouth, open communication, 
willingness to customise, willingness to share 
information, brand loyalty, increased profitability, 
prolonged relationships, healthy relationships 
and the ability to solve relationship deficiencies. 

Therefore, the supposition given by Svensson 
et al. (2010:3) when they wrote, “as the 
manufacturer evaluates the various aspects of 
a business relationship, various components of 
trust will most likely be used in the evaluation 
including the trust component of credibility, 
fairness and honesty, therefore suggesting that 
trust is a precursor to satisfaction” is accepted. 

Consequently, the following 
hypothesis can be advanced as follows:

H2: Trust has a positive influence 
on customer satisfaction

Commitment
Papassapa and Miller (2007:3) state that, the 
concept of commitment stems from industrial 
and organisational psychology and has been 
viewed as an intention to continue a course 
of action or activity such as maintaining 
a relationship with a business partner.

Morgan and Hunt (1994:23) propose that 
commitment is central to relationship marketing 
and is viewed as critical in the literature 
of organisational and buyer behaviour. It 
is one of the most important variables for 
understanding the strength of a marketing 
relationship (Morgan & Hunt, 1994:23). It is a 
useful construct for measuring the likelihood of 
customer loyalty and satisfaction as well as for 
predicting future purchase frequency. This view 
is supported by Anderson, Lodish and Weitz 
(1987), Anderson and Witz (1990), Jackson 
(1985) and Dwyer, Schurr and Oh (1987). 

 Wilson (1995:337) argues that, “commitment 
is the most common dependent variable used 

in buyer-seller relationship studies”. Wilson 
(1995:337) views commitment as an significant 
variable in discriminating stayers and leavers and 
the desire to continue the relationship and to work 
to ensure its continuance and that commitment is 
an implicit pledge of relational continuity between 
exchange partners. Wilson (1995:337) concludes 
that, commitment assumes the importance of 
the relationship to the partners and a desire 
to continue the relationship into the future. 

Svensson et al. (2010:3) states that the 
manufacturer’s satisfaction with a relationship 
may be dependent upon the manufacturer’s own 
efforts invested into developing and maintaining 
the business relationship. The manufacturer’s 
clearer specifications and more involvement with 
the supplier will make it easier for the supplier 
to fulfil the manufacturer’s expectations, which 
in turn increases the manufacturer’s satisfaction.

Farrelly and Quester (2005:212) note that it seems 
rational to reason that trust and commitment are 
key determinants of satisfaction, a more general 
concept and a closer determinant of their decision 
to extend, renew, or terminate the sponsorship 
relationship. Therefore, a relationship atmosphere 
where both parties believe they can achieve goals 
without opportunism should show evidence 
of a high level of commitment, which in turn 
should show higher levels of satisfaction with the 
relationship, Farrelly and Quester ( 2005:212).

Hence, it is possible to advance 
the third hypothesis as follows:

H3: Commitment has a positive 
influence on customer satisfaction

metHodologY 
The sample elements or respondents included key 
customers of cement manufacturing companies 
in South Africa. The respondents population 
size was 400 key customers and a overall of 362 
respondents were targeted, constituting a big 
enough sample to generalise the results to the whole 
population. A judgemental sampling procedure 
was used, as the research required contact with 
the key customers of cement suppliers. According 
to Sekaran and Bougie (2013:259) judgemental 
sampling design is “used where the collection 
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of specialised informed inputs on the topic area 
researched is vital, and the use of any other 
sampling design would not offer opportunities 
to obtain the specialised information”.

The personal survey method (interview 
administered survey) was selected for the 
current study in order to obtain information 
from decision makers in the cement industry. 
Wilson (2012:131) states, “personal-interviewing 
methods involve meeting the respondent face-
to-face and interviewing them using a paper 
based questionnaire, a lap-top computer or an 
electronic notepad”. The personal interviewing 
method was regarded as most suitable for 
“business-to-business or organisational research 
which requires interviews with business 
executives” (Burns and Bush, 2010:280).

Research assistants were used to collect data using 
structured, self-administered questionnaires. The 
research assistants were to set appointments and 
sit with the respondents while they complete the 
questionnaire. This was done in order to improve 
the response rate. Questionnaires were placed in 
envelopes and after completing the respondents 
will then place them back in the envelopes 
provided and seal them. Research assistants were 
used also because of the nature of the sample 
design and the characteristics of the respondents, 
which are senior business people who are 
difficult to contact and who have less time or 
are less interested in completing questionnaires 
if they are left alone to complete them.

Measures and Scale Items
Based on the literature review, the scale items 
used in this study are presented in table 1 

below. Individual items were scored on a 7 point 
Likert scale with values from 1 to 7 were:  1= 
Strongly disagree;  2= Disagree;   3= Somewhat 
disagree;   4= Neither agree or disagree;   5= 
Somewhat agree;    6= Agree;    7= Strongly agree.

fIndIngs and dIsCussIons
All the Cronbach alpha measures of the scales 
considered in this study indicated a good reliability 
(>.7). All the variables in the study was correlated. 
Multiple regression analysis was used to predict 
the effect on the dependent variable (satisfaction) 
as a result of changes to the independent variables 
(trust, competencies, commitment) and to 
determine which independent variables have the 
strongest influence on the dependent variable.

Table 3 summarises the findings and 
interpretations of Table 2 on regression weights 
of independent variables on dependent variables.

ConClusIons (tHeoretICal and 
managerIal ImPlICatIons)
There is a significant influence of trust on customer 
satisfaction in the South African cement industry.  

The significant findings of this study are that 
competencies factors and commitment do not 
have a predictive effect on customer satisfaction 
in business-to-business relationship marketing 
in the South African cement industry. This is a 
major theoretical contribution as this deviates 
from the previous studies, which supported 
that supplier competencies and commitment 
have a predictive influence on satisfaction. 
Therefore, this calls for more industry specific 
studies to be conducted rather than testing 
these constructs across multiple industries.

fIgure 1: ConCePtual model and HYPotHeses 



706
WWW.IBC-CONFERENCE.COM

taBle 1. sCale Items

Cement supplier Competencies 
adapted from goffin et al., (2006) 
Quality competence of a cement brand makes it easier to do business with a cement supplier
On time delivery competence of a supplier makes us happy to do business with a cement supplier
Flexibility competence is critical in this business
The competence of a cement supplier to provide specialised training programs on product use can 
enhance our relationship satisfaction with a cement supplier
Joint problem solving competence allows us to have a positive relationship with a cement supplier
New product development competence will make us want to continue doing business with a 
cement supplier
Special product competence will make us want to continue doing business with a cement supplier
trust in a cement supplier 
adapted from morgan and Hunt (1994) and svensson et al., (2010)
It is important for a cement supplier to keep promises made to us
A cement supplier must be trustworthy in a business relationship
A cement supplier can be counted on to do what is right in a business relationship
A cement supplier must be trusted at all times for us to be happy to do business with it
A cement supplier must have high integrity
Commitment with a cement supplier 
adapted from morgan and Hunt (1994) and svensson et al.,  (2010)
We are committed to our  business relationship with a cement supplier
Our firm intends to maintain a relationship with a cement supplier
Our firm puts maximum effort in maintaining a relationship with a cement supplier
Our firm would like to continue our work with a cement supplier well into the future
Our firm  intend to do business with a cement supplier well into the future
satisfaction with a cement supplier 
adapted from morgan and Hunt (1994) and svensson et al.,  (2010)
A relationship with a cement supplier must reflect a happy situation
The relationship between our firms must be trouble-free
The relationship between a cement supplier and a customer  must be satisfying
A cement supplier must deliver high-level satisfaction on the basic elements of business 
transaction
A cement supplier must understand customers’ needs
A cement supplier must  exceed customer needs

taBle 2: regressIon WeIgHts

estimate s.e. C.r. P label
Satisfaction_ Factor <--- Trust_factor .651 .103 6.352 *** par_1
Satisfaction_Factor<---Commitment_ 
factor -.019 .051 -.373 .709 par_1

Satisfaction_Factor<---Competencies_ 
factor .023 .095 .242 .809 par_15
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Marketing managers in the South African 
cement industry have to put more effort in 
making sure that they gain more trust as 
this will influence customer satisfaction. 
Customer satisfaction is key to outcomes of 
customer loyalty and word-of-mouth referrals.
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aBstraCt
Generic medicines are very important in driving 
down the healthcare cost. In a country like South 
Africa, where more than 80% of the population 
depends on the state healthcare, it is an effective 
way to reduce cost. The main aim of the study 
was to evaluate the attitude towards generic 
medicines by pharmacists in Gauteng province 
of South Africa. The validated attitudinal 
model by Fishbein was used to measure 
attitudes among 116 pharmacists and assistants. 

The results showed that 94% of the respondents 
believe that generics are viable alternatives to 
innovator medicines. The only demographic 
variable that showed a significant difference 
is the location of the pharmacy. Pharmacists 
practising in the townships and the city centre 
were found to be more receptive to generics 
than those in the suburbs. A high correlation 
was also recorded between behavioural beliefs 
as a direct measure of attitude and a driver of 
buying behaviour. The study concluded that 
attitude is one of the most important personal 
factors of individual consumer buying behaviour. 

Keywords: generic medicine, attitude, phar-
macists, innovator medicines, consumer 
behaviour
 
IntroduCtIon
South Africa has the largest healthcare market 
in Africa, estimated to be worth approximately 
$31.5 billion as measured at the end of 2013 and 
the pharmaceuticals make up approximately 
$3.7 billion of this figure. Healthcare spending 
in South Africa is expected to rise by an annual 
average of 8.8% between 2013 and 2017, with 

spending as a proportion of GDP remaining 
stable during the period, at 8.5% (Deloitte, 2014).

A concern about the cost of private healthcare 
in South Africa has been raised by Government 
for the past ten years. Hospital admissions are 
the main cost drivers, followed by medicine and 
consultations. The public sector also identified 
the threat of the rising cost of medical care. The 
past decade is characterised by the Department of 
Health trying to curb the medicine cost; one action 
being the introduction of the single exit pricing and 
dispensing fees for pharmacists. The department 
also implemented comparative analysis by means 
of the International Benchmark Pricing Index 
where the prices of medicine in South Africa are 
compared to other similar countries and where the 
lowest price or the average price in some instances 
are used to set the local price (Pharma, 2012).

In a country like South Africa, the use of 
generic medicines present an opportunity to 
reduce healthcare cost both in the public and 
the private sectors. Generic medicine has the 
same active ingredient(s) as the registered or 
marketed branded (originator) product. Generic 
manufacturers do not incur high research and 
development costs, they can, therefore, afford to 
offer these medicines at 20% to 90% cost savings 
(Brems, 2011). The Medical Control Council 
does not limit the number of generics that can 
be registered per product or molecule; therefore 
all registered generics will compete mainly on 
price, meaning each generic product should 
find innovative ways to produce at minimal 
cost while not compromising the quality. 

However, without research there will be no new 
product development, hence a healthy balance 
between new product development and lower 
costs from generic medicines are crucial. This 

tHe attItudes of PHarmaCIsts toWards generIC 
medICInes

Prof. C.A. Bisschoff & Mr. P.J. Sekwati1

NWU School of Business & Governance
North-West University, Potchefstroom Campus

Potchefstroom, South Africa
E-mail: Christo.bisschoff@nwu.ac.za

1. The paper stems from research originally done by P Sekwati 
(23971436) for his Master’s dissertation at the North-West 
University



710
WWW.IBC-CONFERENCE.COM

is a continuous challenge between driving the 
healthcare cost down and also encouraging 
research and development in order to get new 
innovative medicine into the market. In addition, 
the Medicines and Related Substances Control 
Act (No. 90 of 1997) compels all pharmacists to 
inform patients presenting with the prescription of 
an innovator medicine about cheaper alternatives 
(generics) available in the market (SA, 1997). 
However, to support companies and encourage 
them to continue to do research and development, 
patent protection exists where generic companies 
are only allowed to register and exclusively 
market their generics for a set period of time 
(usually after 10 years). The innovator companies 
invest heavily in the sales and marketing in this 
period to maximise profits to recoup the research 
and development investments and turn a profit 
before generic products access the market. 

Expenditure between the private and public 
sectors in South Africa is at a near 50/50 parity, with 
the latest full-year figures from the World Health 
Organisation showing government expenditures 
on health as 48% of total expenditures and the 
private sector figure at 52%. Despite the private 
sector being the slightly larger half in spending 
terms, only 17% of the population benefits from 
access to private healthcare via medical schemes 
(which are often considered too expensive for 
the majority of the population) (Deloitte, 2014). 
According to the National Treasury’s Fiscal 
Review for 2011, the GDP spent on health was 
R120.8-billion (48.5%) in the private sector, which 
covers 16.2% of the population or 8.2-million 
people, many of whom have medical cover while 
R122.4-billion (49.2%) in the public sector, 
which is made up of 84% of the population, or 
42-million people, who generally rely on the 
public healthcare sector (South Africa Info, 2012).

The Department of Health is responsible to 
manage the cost of health in the public sector. 
However, cost management in the private 
sector is the responsibility of a number of 
role-players such as the patients, pharmacist, 
doctors, and medical insurance companies. 
Here the dispensing pharmacists play a key role 
to encourage the use of generic medicines to 
reduce private healthcare cost. In South Africa, 
the use of generic medicine has already surpassed 

that of branded medicines on volume (60%) 
while the cost amounts only to 31% of branded 
medicine. On average, generics were 50% cheaper 
than their brand-name equivalents (Anley, 
2016). This cost difference save South Africans 
almost R55-million a year (Mkhize, 2013).

According to Khan, pharmacists play an 
important role in the more prevalent use of 
generics. If generic alternatives to originally 
patented drugs are available, it is mandatory by 
law for a pharmacist to suggest such alternatives 
to healthcare consumers (SA, 1997). This is all 
part of the pharmacist’s role to educate, inform 
and ensure that consumers do not pay more 
than they have to for medicines (News24, 2013). 

ProBlem statement
Generic medicines are a viable economic solution 
to providing affordable healthcare. This is also 
true for private patients even though many of 
them do have medical insurance. Economic 
alternatives stretch the benefits of the insurance 
fund. Here, in support of the doctors, the 
pharmacists play an important role in the drive 
for generic medicine use. The pharmacist can 
provide, except where explicitly indicated by the 
doctor, recommend and substitute medicines 
with generic ones. Therefore it is important that 
health professionals, and especially pharmacists, 
have a positive attitude about generic medicines. 
A negative attitude or perception will prevent 
the pharmacist to educate, inform and ensure 
consumers not to pay more than they have to 
for medicines. The attitudes of pharmacists have 
a great impact on the use of generic medicines. 
This summarises the problem at hand, namely 
“What are the attitudes of pharmacists towards 
generic products and do they play a positive 
role to save health costs in the private sector?”

researCH QuestIons
The study investigates the following questions:

•	 What is the pharmacist’s attitude towards 
generic medicines?

•	 Are there correlations between their attitudes 
and the demographic characteristics of 
pharmacists?
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eXPeCted ContrIButIon of tHe 
studY
The study would help the stakeholders in 
healthcare to determine the pharmacists’ 
attitude towards the generic medicines so 
as to put together strategies to change or 
drive the attitude for the desired behaviour.

The government and the medical insurance 
companies aim to drive the medicine expenditure 
down; the use of generic substitution is one 
viable option to do so. This study then aims to 
measure the attitudes of pharmacists towards 
the substitution and use of generic medicines. 
Knowing what their views and attitudes are 
then contributing towards pharmacists’ selling 
behaviour and service delivery to their patients. 
This is worthy to know as it will provide a 
guideline towards their attitudes and resulting 
behaviour concerning generic medicines.

researCH HYPotHeses
The following hypotheses were generated 
based on the Theory of Planned Behaviour. 

Hypothesis 1
•	 H0 Pharmacists have no attitude towards 

generic medicines
•	 HA1 Pharmacists have a positive attitude 

towards generic medicines
•	 HA2 Pharmacists have a negative attitude 

towards generic medicines
Hypothesis 2
•	 H0 there is no significant difference in attitude 

towards generic medicines among pharmacists 
based on their demographic variables 

•	 HB1 there is a significant difference in 
attitude towards generic medicines among 
pharmacists’ age groups 

•	 HB2 there is a significant difference in 
attitude towards generic medicines among 
pharmacists genders 

•	 HB3 there is a significant difference in 
attitude towards generic medicines among 
pharmacists of different work experiences

•	 HB4 there is a significant difference in 
attitude towards generic medicines among 
pharmacists in different pharmacy locations

•	 HB5 there is a significant difference in 
attitude towards generic medicines among 
pharmacists of different level of qualifications

•	 HB6 there is a significant difference in 
attitude towards generic medicines among 
pharmacists in different types of pharmacies 

Hypothesis 3
•	 H0 there are no significant correlations among 

the attitudinal beliefs
•	 HC1 there are significant correlations among 

the attitudinal beliefs
researCH oBJeCtIVes
The objective of this study was to measure 
pharmacists’ attitudes towards generic medicines.

researCH metHodologY
Literature study
In addition to a literature study on the South 
African pharmaceutical market and on 
consumer buying behaviour (personal and 
organisational), a study on the relationship 
between attitude and behaviour was also done.

Empirical study
The study empirically measures the pharmacist’s 
attitude towards the generic medicines using 
the Fishbein attitudinal model as guideline. 
Quantitative research was conducted using a 
questionnaire to collect the data using a 7-point 
Likert scale. The questionnaire also collected 
demographic information on the respondents.

The study population consisted of all the 
pharmacists and their assistants practising in private 
retail pharmacies in Gauteng province. A non-
probability convenience sample was used because 
it was practical and cost effective to collect the data. 

studY lImItatIons
The study was limited to the Gauteng province 
of South Africa. This is a predominantly urban 
area which means that the attitudes of rural 
pharmacists are not measured here. The non-
probability sampling convenience method 
means that the sample may not be a true 
representation of the population; therefore, 
the results should be read with caution 
especially outside Gauteng or the city limits.
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tHe soutH afrICan 
PHarmaCeutICal marKet
South Africa has the largest healthcare market 
in Africa, estimated to be worth approximately 
$31.5 billion at the end of 2013. Healthcare 
spending in South Africa is expected to rise by 
an annual average of 8.8% in local currency 
terms between 2013 and 2017, with spending 
as a proportion of GDP remaining stable 
during the period, at 8.5% (Deloitte, 2014).

The South African pharmaceuticals market had 
total revenues of $2.0bn in 2013, representing a 
Compound Annual Growth Rate (CAGR) of 7.3% 
between 2009 and 2013. The performance of the 
market is forecast to accelerate, with an anticipated 
CAGR of 8.3% for the five-year period 2013 - 2018, 
which is expected to drive the market to a value 
of $3.0bn by the end of 2018 (Marketline, 2014).

The pharmaceutical industry contributed 1.58% 
to the South African GDP in the 2008/2009 
financial year. The sector’s revenue was R36.1-
billion of which exports were R2.5-billion. 
As a percentage of gross domestic product 
(GDP), healthcare expenditure amounts to 
approximately 8%, which is among the highest 
in the continent. The South African consumer 
spends approximately 1.9% of total household 
expenditure on medical and pharmaceutical 
products. In 2010, medical Consumer Price 
Index (CPI) growth overtook CPI growth, which 
means the cost of accessing medical care has 
become even more expensive (Health24, 2013). 

It is expected there will be a significant increase 
in the total number of people on chronic 
medication by 2025, from 6.6 million using the 
Actuarial Society of South Africa (ASSA) 2003 to 
8.6-million people using ASSA 2008 (131% of the 
earlier estimate). This is made up of a 10% increase 
in those being treated for the 25 CDL chronic 
diseases and a doubling of those needing anti-
retroviral treatment (ARVs) (Health24, 2013).

According to IMS (2014), the South African 
pharmaceutical total private market is worth 
more than R29 billion per annum with 4% growth. 
The top three companies make 20% of the total 
market, with Aspen PharmaCare, Sanofi-Aventis 
and Cipla-Medpro contributing 8.25%, 6.56% 

and 4.93%, respectively. The prescription drugs 
account for R20 billion (70%) of the total private 
market while the over-the-counter medicines 
account for R9 billion (30%). Originator or 
innovator drugs contribute R12.2 billion (61%), 
while generics contribute R7.1 billion (36%) to the 
prescription drugs and value (IMS, 2014). Generic 
medicines continue to drive the pharmaceutical 
growth in the South African market and have 
grown by an average of 12.07% in the years 2011-
2015 compared to the innovator products which 
showed an average annual growth of 5.82%. 

What are generic medicines?
Generic medicine refers to an identical or 
bioequivalent medicine to a brand name 
medicine in dosage form, safety, strength, 
route of administration, quality, performance 
characteristics and intended use. Although generic 
drugs are chemically identical to their branded 
counterparts, they are typically sold at substantial 
discounts from the branded price. New drugs, like 
other new products, are developed under patent 
protection.  The patent protects the investment 
in the drug’s development by giving the company 
the sole right to sell the drug while the patent is 
in effect (Food and Drug Administration, 2014).  

When patents or other periods of exclusivity 
expire, manufacturers can apply to the 
regulator (MCC in South Africa) to sell generic 
versions. The process does not require the drug 
sponsor to repeat costly animal and clinical 
research on ingredients or dosage forms 
already approved for safety and effectiveness.  

Health professionals and consumers can be 
assured that FDA approved generic drugs have 
met the same rigid standards as the innovator 
drug. To gain FDA approval, a generic drug must:

•	 contain the same active ingredients as the 
innovator drug (inactive ingredients may 
vary); 

•	 be identical in strength, dosage form, and 
route of administration; 

•	 have the same use indications; 
•	 be bioequivalent; 
•	 meet the same batch requirements for identity, 

strength, purity, and quality; and be
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•	 manufactured under the same strict standards 
of good manufacturing practice regulations 
required for innovator products (Food and 
Drug Administration, 2014).

faCtors affeCtIng generIC medI-
CInes use
Innovator drug companies
Some innovator companies introduce pseudo-
generics before the loss of patent. These are not 
copies of the original drug but rather the exact 
replica of the original, manufactured by the 
same company, using the same ingredients in 
the same way as the original. Pseudo-generics 
are introduced to pre-empt competition from 
independent generic companies and are made 
and marketed by another division of the 
same company or are distributed by another 
company under licence (Lexchin, 2004). 

Pharmaceutical marketing is very competitive 
and uses mostly evidence based medicine to 
communicate features and benefits. The efficacy 
and safety data of the products are obtained 
through the clinical trials which were done by the 
originator companies. The National Association 
of Pharmaceutical Manufacturers (NAPM) CEO, 
2014, in his presentation highlighted that one of 
the strategies adopted by the innovator companies 
is the fear factor. This was further illustrated with 
an example where a medical representative would 
merely say to the doctor “if your child was suffering 
from a life threatening disease like meningitis, 
would you gamble on the generic drug to treat him”. 
In a case like that, a doctor would be encouraged 
to write No Substitution on the prescription 
to stop the pharmacist from substituting.

Shrank et al. (2011) found that most of the doctors 
who had negative perceptions about generics 
also stated that what they learn about generic 
availability from pharmaceutical manufacturer 
representatives raises important questions and 
suggests that new approaches to physician 
education that are likely to be less biased and more 
objective may enhance cost-effective medication 
use. In this regard, Chua et al. (2010) reported 
doctors’ dependency on the representatives for 
the information about the medicines. Since in 
the survey doctors reported the need for more 
information on the issues pertaining to the safety 

and efficacy of generic medicines which is vital 
for confidence in generic medicines; the kind 
of information they would get will depend on 
the kind of representative the doctor will ask.  

Patients
Patients’ perceptions on the generic medicines 
are very important in determining the acceptance 
and use. As stated in the Medicines and Related 
Substances Control Act, No 101 of 1965 as 
amended by the Act No. 90 of 1997 that the 
pharmacists should inform the patient about 
the cheaper alternative and may substitute the 
branded drug with a cheaper generic if a patient 
allows it. Chong (2010) reported that patients in 
the cities (high socioeconomic status) perceived 
generics as cheaper imitations with less efficacy, 
therefore, rejects substitutions, while patients in 
the outlying areas (lower socioeconomic status) 
preferred generics because of the lower price.

Pharmacists
In most of the literature, pharmacists were 
comfortable with the use of generics, especially 
in countries like South Africa where generic 
substitution is mandatory by legislation. 
Challenges highlighted by pharmacists were 
patient consent and supply reliability by generic 
companies. Other reported concerns were about 
a reduction in efficacy of treatment resulting 
from the substitution of specific medicines 
and concerns about potential confusion by the 
elderly from differing brands (Chong, 2010). 

Consumer BuYIng BeHaVIour
Consumer behaviour overview
Beliefs and attitudes form part of consumer 
buying behaviour  as  a  psychological  influence  
(see Figure 2). 

Attitudes consist of two types: the general 
attitudes toward physical objects and the general 
attitude towards behaviour. The determinants 
of specific behaviours are guided largely by 
a reasoned action approach. This means that 
people’s behaviour reasonably follows their 
beliefs, attitudes, and intentions (Ajzen, 2005).

Attitude can also be explained from the explicit 
and implicit point of view, where an explicit 
attitude refers to the kind of attitude that one 
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deliberately thinks about and reports it, while 
the implicit would be those positive and negative 
evaluations that that occurs subconsciously 
outside one’s control. The measure or evaluation 
of the attitude using self-reported answers to an 
attitude questionnaire should not be viewed as 
attitudes per se, but as the verbal expressions of the 
attitude made with caution and following careful 
consideration, without time pressure, and beyond 
the influence of evaluative associations that might 
exist in memory. Thus, explicit measures do not 
capture the associative and automatic character 
of attitudes which are initiated spontaneously. 
Implicit measures of attitude aim to provide a 
better estimate of the attitude stored in memory 
than is possible with explicit measures. Implicit 
measures of attitude seek to tap both associative and 
automatic dimensions of attitude through indirect 
methods of measurement (Ackermann, 2014).

The following have been identified as the 
characteristics of attitude (Ramdhani, 2012):

•	 Attitude Has Object – meaning the consumer 
attitudes should be connected to the object, 
the object may be connected to a variety 
of consumer and marketing concepts such 
as products, brands, advertising, pricing, 
packaging, media and so on. In order to 
determine the consumer attitude, one must 
clearly define what the attitude is against.

•	 Attitude Consistency – meaning attitude will 
always be reflected by one’s behaviour as it is a 
picture of one’s feelings.

•	 Attitude can be Positive, Negative, and Neutral 
– meaning someone may like something 

(positive) and do not like something (negative) 
or did not even have an attitude (neutral).

•	 Attitude Intensity also called the characteristic 
attitude of the attitude extremity – measure 
the degree of affinity for the product, 

•	 Resistance Attitude – explains how difficult 
will it be to change the current attitude.

•	 The persistence of Attitude - a characteristic 
attitude illustrating that attitude will change 
as time passes.

•	 Belief Attitudes - consumer confidence is the 
belief of the truth of the attitude he had.

Attitude can be analysed by looking at its three 
components (Ramdhani, 2012), which are:

•	 Cognitive component or knowledge which 
is associated with trust (belief), ideas and 
concepts, such as knowledge about an object, 
beliefs about the object or evaluative beliefs.

•	 Affective component or emotional which 
involves one’s emotional life such as feeling 
happy or unhappy about a situation, object, 
person or concept.

•	 Conative component or behavioural tendencies 
which are a tendency to behave or will behave 
to an object.

Ramdhani et al. (2012), further looked at 
the four functions of attitude as follows:

•	 Benefits: indicating that an individual will 
form a positive attitude toward things that 
bring in profits and predicted negative shape 
attitudes toward the things that harm. 

•	 Ego defence: when individuals experience 

fIgure 2: faCtors InfluenCIng Consumer BeHaVIour  
sourCe: adaPted from Kotler, 2012
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things that are not desirable and are considered 
to threaten the ego or to know the facts and 
truth are not expected, then attitude can serve 
as an ego defence mechanism that will protect 
him from the bitterness of that reality.

•	 Value Statement: attitude is a statement of 
values or a reflection of the values, lifestyles, 
and the general view of consumers. In this 
function, it states that a person often has a 
certain attitude to obtain satisfaction in stating 
the value that was followed in accordance with 
the personal and the concept itself.

•	 Knowledge: the individual usually has a 
strong need to know and understand people 
or things associated with them.

Other scholars in the study of consumer buying 
behaviour have adopted different approaches 
which are based on different traditions of 
psychology, social psychology, and sociology. 
Writers suggest different typological classifications 
of these works with five major approaches 
emerging. Each of these five approaches posits 
alternate models of man, and emphasise the need 
to examine quite different variables (Bray, 2008).

•	 Economic Man: The economists were the first 
to dominate model building, in the area of 
buying behaviour. The early economic view 
considered consumer behaviour in terms 
of a single act of purchase itself and post-
purchase reactions. Economic theory holds 
that purchasing decisions are the result of 
largely “rational” and conscious economic 
calculations. Thus, the individual buyer seeks 
to spend his income on those goods that 
will deliver the most utility (satisfaction) 
according to his tastes and relative prices 
(Brosekhan, 2013).

•	 Psychodynamic: The psychodynamic approach 
includes all the theories in psychology that 
see human functioning based upon the 
interaction of drivers and forces within the 
person, particularly unconscious, and between 
the different structures of the personality 
(McLeod, 2007). The key principle of the 
psychodynamic approach is that behaviour 
is determined by biological drives, rather 
than individual cognition, or environmental 
stimuli (Bray, 2008).

•	 Behaviourist: The behaviourist approach is 
based on the fact that human behaviour, 
in general, is dependent on the external 
events, and importantly, a specific pattern of 
behaviour can be learned because of external 
factors (Dudovskiy, 2013). The behaviourists 
approach the consumer, as a “black box” and 
thereby assume that consumer behaviour is a 
conditioned response to external events. The 
behavioural perspective, therefore, focuses 
on external environmental cues (such as 
advertising) that stimulate consumer response 
through learning. The strategic emphasis, of 
the behavioural modification theories, that 
can be used to influence, modify, and control 
consumer behaviour (Brosekhan, 2013).

•	 Humanistic: A humanistic approach is a 
multi-disciplinary approach also known 
as “consumer culture theory” focused on a 
distributed view of cultural meaning, one 
created, sustained, and transformed by larger 
social and cultural forces such as myths, 
narratives, and ideologies (Joy & Li, 2012:141).

•	 Cognitive: The cognitive approach to 
consumer behaviour perceives individuals 
as ‘information processors’ acknowledging 
the impact of environment and social 
experience in the processing of information. 
The development of cognitive psychology, 
in general, is credited with the introduction 
of Stimulus-Organism-Response model in 
1950s. According to the Stimulus-Organism-
Response model, there is a linear relationship 
between the impact of the stimuli on the 
inactive organism, and as a result of the 
impact, the organism responds in a certain 
manner (Dudovskiy, 2013).

Relationship between attitude and behaviour
In general, studies have demonstrated a poor 
correlation (below 0.3) between attitude 
and behaviour (Dudovskiy, 2013). A close 
relationship between attitude and behaviour has, 
however, been observed when an assessment 
was based on the attitude toward the behaviour 
rather than the attitude toward the target 
(Schwarz, 2007). This means that a close match 
can be established between attitude and the 
pharmacist’s suggestion to rather use generic 
medicines (behaviour) than his attitude towards 
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the medication itself (the physical generic 
product), for example. Here the strength of a 
behavioural intention can predict the behaviour 
(Wolters, 2013). This means that, in the present, 
the stronger the intention to substitute a branded 
medicine for a generic medicine, the more likely 
it is that the pharmacist will do so (behaviour).

emPIrICal studY
Sampling and data collection
The study population consisted of pharmacists 
and their assistants practising in the private 
pharmacies in the Gauteng province of South 
Africa. Gauteng was selected because of its 
accessibility and also because it is the economic 
hub of South Africa. There are 9,674 pharmacy 
outlets in South Africa (public and private); 
3,400 (35%) are in Gauteng (Medpages, 2014).  

Non-probability sampling was used because 
of its convenience and cost benefits to target 
pharmacists and pharmacist assistants in 
Gauteng. The pharmacies were visited and 
all eligible members received questionnaires 
to complete. Questionnaires were collected 
before departure. A total of 130 questionnaires 
were distributed and 116 (89%) completed 
questionnaires were received back. 

Research instrument
The instrument was a structured questionnaire 
that consisted of two sections, demographic 
information and structured questions recording 
quantitative information using a 7-point Likert 
scale (1 = Strongly Agree, to 7 = Strongly Disagree). 

The questionnaire was based on Ajzen and 
Fishbein’s model and further adapted by adding 
relevant questions that emanated from the 
literature review on medicines, generic medication, 
attitudes and behaviour. The questionnaire was 
pilot-tested among pharmacists who were not 
employed at a retail pharmacy (Their responses was 
in the questionnaire design and accuracy, hence 
their responses did not form part of the study’s 
results). After incorporating the improvements 
of the pilot study, the questionnaire was finalised. 

The questions were based on Ajzen and 
Fishbein’s Theory of Planned Behaviour which 
is based on the premise that human actions are 

guided by three main outcomes, which are:

•	 Behavioural beliefs: the likely outcomes of the 
behaviour and the evaluations thereof; 

•	 Normative beliefs: behaviour is motivated 
based on norms and standards; the correctness 
of actions and to comply with expectations; 
and

•	 Control beliefs: facilitate or impede behaviour; 
issues like knowledge, confidence and ability 
are examples of control beliefs. 

These beliefs result in the attitude 
towards behaviour and all three beliefs 
were measured by the questionnaire. 

Data analysis
The data capturing and analysis was done by the 
North-West University Statistical Consultation 
Service using the Statistical Package for 
Social Sciences (SPSS) version 21. Frequency 
distributions, reliability, correlations and 
the effect size were used to analyse the data.

Correlations below 0.3 were regarded as poor 
while a reliability coefficient (Cronbach alpha) of 
0.70 and higher is desired. The effect size calculates 
the significant practical differences between two 
groups of variables, and here a high d-value (≥ 0.8) 
indicates a large significant effect while a medium 
effect is indicated by 0.80>d≥0.50 (Du Plooy, 2012).

researCH fIndIngs
Demographic information
The female respondents were more representative 
than the males, making 66% of the sample 
versus 34% males. Some 42% of the respondents 
were of 26-35 years, followed by the age group 
36-46 years with 25.9% representation, then 
the 46-55 years and >55 years with 14.3% and 
10.7% representations, respectively. Three-
quarters of the respondents were below the age 
of 46 years. The younger group of the less than 
25 years was the smallest groups with 7.1% 
representation. Some 43% of the respondents 
have a degree while the other 43% have a diploma 
or certificate. The distribution is in line with 
the employment position data where there is 
almost 50/50 distribution between pharmacists 
and pharmacist assistants. Only 14% of the 
respondents have a postgraduate qualification.
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There was almost equal representation by 
employment position among pharmacists (51%) 
and pharmacist assistants (49%). Most of the 
chain store outlets would have one pharmacist 
for every five assistants, while the independent 
pharmacies would have one pharmacist and one 
assistant or sometimes two pharmacists who are 
partners. Half of the respondents worked in chain 
store pharmacies like Clicks, Medirite or Dischem, 
while 24% worked in an independent single store 
outlet, 14% in an independent store with multiple 
outlets and 12% worked in a hospital pharmacy. 
Most of the respondents had more than 10 years’ 
experience, followed by 1-5 years representing 
30.4%, then the 5-10 years and less than 1 year 
representing, 15.7% and 6.1%, respectively. Almost 
half of the respondents have more than 10 years’ 
experience, while the other half has less than 10 
years’ experience. Finally, most of the respondents 
were from the pharmacies located in suburbs 
(44%), followed by the city centre outlets (42.2%) 
and township outlets that represented 13.8%.   

Generic beliefs by pharmacists
On the question “I believe generic medicines is 
a viable alternative to original medicines” 94% 
of the respondents answered “Yes” with only 6% 
answering “No”. This is an indication that there 
is a high acceptance of generics by pharmacists. 
Most of the pharmacists believe in generics as 
a viable alternative to originator products. This 
is important as it indicates a positive attitude 
towards generic medicines. However, the question 
of substituting in the generics for branded 
medicines (thus behaviour) is not automatically 
resolved by a positive attitude.  This result then 
leads to the acceptance of Hypothesis HA1.

Reliability of data
Successful quantitative analysis of the data 
relies on the reliability thereof. Cronbach’s 
coefficient alpha measures the internal 
consistency and reliability of the data and is 
expressed as a number between 0 and 1. The 
value of alpha should be between 0.7 and 0.95 
to signify satisfactory reliability (Tavakol, 2011). 

As shown in Table 1, most of the constructs 
have satisfactory reliability coefficients with 
Cronbach’s Alpha ranging from 0.725 to 0.882. 
The only construct unacceptable low reliability 

is Control Belief (α=0.374). This variable was 
therefore excluded from further analysis.

Attitudinal differences between the pharmacists 
and assistance
The practical significant differences between 
the pharmacists and their assistants were 
measured with the effect size. Here the analysis 
showed that there are no significant practical 
differences across the demographic variables. 

Regarding the location of the pharmacy, however, 
a practically significant difference was recorded. 
Here the pharmacy location (township, suburb 
and city centre) indicated that the respondents 
do differ in their attitudes depending on where 
their employer is located. Regarding behavioural 
beliefs the effect size indicates that a moderate 
difference (0.80>d≥0.50) exists between the 
township and the suburbs (0.64); and a small 
difference (d<0.50) exists between the suburb 
pharmacies and the city centre pharmacies (0.42). 

Looking at the means values, it is clear that the 
high mean value (5.58) for the township shows 
that pharmacists in the townships do believe 
in generic medicines; so do the pharmacists 
in the city centre (5.31). Pharmacists’ in the 
suburbs are also positive towards generics 
(4.78), but they might have reservations or 
do not substitute generics as often as their 
counterparts in the city and townships. It could 
be that the better financial position and higher 
prevalence of medical insurance in the suburbs 
influence the choice of branded medication.  

A similar picture is observed in evaluation 
of behavioural outcome, where the effect size 
indicates a moderate difference between the 

taBle 1: relIaBIlItY of BelIefs

Constructs Cronbach’s 
alpha

no of 
Items

Behavioural Belief .844 7
Evaluation of 
Behaviour .882 5

Control Belief .374 4
Motivation to 
Comply .725 6

Normative Belief .735 5
Perceived Power .860 9
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township and the suburb (0.61); followed by the 
difference between the suburb and the city centre 
(0.51). There is, expectedly, no difference between 
the city centre and the township (0.11). A low 
mean value for the township (2.24) indicates that 
pharmacists in the townships highly evaluate 
generic substitution as positive, followed by 
pharmacists in the city centre (2.40). Pharmacists 
in the suburbs have a mean behavioural outcome 
that was 3.29, indicating that this group is 
moderate in evaluating generic substitution.

Another difference between the pharmacy 
locations is observed between the township 
and the suburb (0.75), followed by suburb 
versus city centre (0.50). The mean values for 
the township (2.78) and the city centre (3.06) 
suggest that pharmacists in the township feel 
they have more authority (power) to switch to 
the generics than their suburb counterparts. 

Based on the results above, Hypothesis 
2: H0 is rejected, but only the alternative 
Hypotheses HB4 is accepted. The other 
alternative hypotheses are all rejected.

Spearman Correlations
The Spearman’s correlation matrix shows various 
strong correlations, however none were significant 
at p≤0.05 or p≤0.10. Hypothesis 3: H0 is accepted. 

managerIal aPPlICatIons
The doctors depend on sales representatives to 
provide them with medicine-specific information 
(Chua et al., 2010). Here managers can enhance 
the prescription of generic medicines by 
using their sales representatives to specifically 
educate doctors about the generic medicines 
in their product range. This could also lead to 
the enhanced training of sales representatives.

Stemming from the above, managers can also target 
doctors to earn CBD-points for conferences on 
generic medicines and provide more information 
on the safety and efficacy of generic medicines. That 
would instil vital confidence in generic medicines.

The positive attitude of pharmacists towards 
generic medicines should be targeted by

marketing managers to further inform and advise 
the pharmacists on new products and its benefits. 

A positive marketing effort with the pharmacist 
should also have a ripple-effect towards the 
assistants who are looking for guidance from 
the pharmacist. This means that one pharmacist 
strongly promoting generic medicines could result 
in five assistants following his lead (in chain stores).

Since chain stores have the highest pharmacists-
assistant ratio, these pharmacists should be 
targeted first as this would yield a higher return of 
effort to encourage the use of generic medicines.

Managers should also note that location of the 
pharmacy indicates differences in attitudes and 
that the suburbs differ from the townships. Their 
marketing strategies should then be differentiated 
to adjust to these attitudinal differences.

Patients also have a strong influence on the 
substitution of branded medicine for generics. 
Here consumer marketing should be employed 
so that the patients can drive the demand for the 
generic products. Information such as generic 
medicine benefits should be directly brought to 
the attention of patients so that they can request 
their pharmacist or doctor to prescribe or 
substitute the branded medicine for a generic one.

summarY
The main aim of the study was to evaluate 
the attitude towards generic medicines by 
pharmacists in Gauteng Province. Generics are 
viewed as an opportunity to reduce healthcare 
cost; therefore a positive attitude would lead to 
more generic usage and cost reduction. Gauteng 
as the economic hub of the country, contributing 
more than 20% to the GDP, any behaviour change 
may have a huge impact on the country as a whole.

referenCes
Ackermann, C.L. & Palmer, A. 2014. The 
contribution of implicit cognition to the Theory 
of Reasoned Action Model: a study of food 
preferences. Journal of Marketing Management, 
30(5-6):529-550.

Ajzen, I. & Fishbein, M. 2005. The influence 
of attitude on behaviour. In: The handbook of 
attitudes: 173-209.

Ajzen, I. & Fishbein, M., 2008. Scaling and Testing 
Multiplicative Combinations in the Expectancy–



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

719

A DECADE OF EXCELLENCE

Value Model of Attitudes. Journal of Applied 
Social Psychology, 38(9):2222-2247.

Ajzen, I. & Madden, T.J., 1986. Prediction of 
Goal-Directed Behavior: Attitudes, Intentions, 
and Perceived Behavioral Control. Journal of 
Experimental Social Psychology, 22:453-474.

Ajzen, I. 1991. The Theory of Planned Behavior. 
Organizational Behavior and Human Decision 
Processes, 50:179-211.

Ajzen, I., 2006. Constructing a TPB 
Questionnaire: Conceptual and methodological 
considerations. http://www.unix.oit.umass.edu/
tpb.measurement.pdf. Accessed: 10 June 2017.

Bray, J. 2008. Consumer Behaviour Theory: 
Approaches and Models. http://eprints.
bournemouth.ac.uk/10107/1/Consumer_
Behaviour_Theory_-_Approaches_%26_Models.
pdf  Accessed 20 September 2014.

Brems, Y., Seville, J. & Baeyens, J.  2011.  
The expanding world market of generic 
pharmaceutical. Journal of Generic Medicines, 
8(4)227-239.

Brosekhan, A.A. & Velayutham, C.M. 2013. 
Consumer Buying Behaviour – A Literature 
Review. IOSR Journal of Business and 
Management, 1:8-16.

Chong, P.C., Hassali, M.A., Bahari, M.B. and 
Shafie, A.A.., 2010. Evaluating community 
pharmacists’ perceptions of future generic 
substitution policy implementation: A National 
Survey from Malaysia. Health Policy, Kualla 
Lumpur.

Chua, G.N., Hassali, M.A., Shafie, A.A, & Awaisu, 
A.., 2010. A survey exploring knowledge and 
perceptions of general practitioners towards the 
use of generic medicines in the Northern state of 
Malaysia. Health Policy, 95:229-235.

Deloitte. 2014. The 2014 Global healthcare 
outlook: Shared challenges, share opportunities. 
London: Deloitte.

Du Plooy, H.  2012.  Measuring brand loyalty 
in the Pharmaceutical industry of South Africa, 

Potchefstroom: North-West University: Potch 
Business School. (Thesis - MBA).

Dudovskiy, J.  2013.  Research Methodology. 
http://research-methodology.net/behaviourist-
approach-to-consumer-behaviour/ [Accessed 24 
September 2014].

Dunne, S., Shannon, B., Dunne, C. & Cullen, W.  
2013.  A review of the differences and similarities 
between generic drugs and their originator 
counterpartsincluding economic benefits 
associated with usage of generic medicines, using 
Ireland as a case study. BMC Pharmacology and 
Toxicology, 14(1) 1-19.

Food and Drug Administration. 2009. 
Drugs: What Are Generic Drugs?. http://
w w w. fd a . g ov / D r u g s / R e s ou rc e s For You /
Consumers/BuyingUsingMedicineSafely/
UnderstandingGenericDrugs/ucm144456.htm  
Accessed 20 July 2014.

Health24. 2013. Medical. http://www.health24.
com/Medical/Meds-and-you/Inside-the-
lab/The-phar maceut ica l - indust r y-at -a-
glance-20130521 Accessed 24 July 2014.

IMS. March 2014. IMS Health Monthly Feedback 
report: Data Period March 2014. New York, NY: 
IMS Health.

Joy, A. & Li, E.P.H. 2012. Studying consumption 
behaviour through multiple lenses: An overview 
of consumer culture theory. Journal of Business 
Anthropology, 1(1):141-173.

Kotler, P. & Armstrong, G.  2012. Principles of 
Marketing. Boston, MA: Pearson.

Lexchin, J. 2004. The effect of generic competition 
on the price of brand-name drugs. Health Policy, 
68:47-54.

Marketline. 2014. Pharmaceuticals in South 
Africa, London: Marrketline.

McLeod, S. 2007. Simply Psychology. http://www.
simplypsychology.org/psychodynamic.html  
Accessed 23 September 2014.

Medpages. 2014. Pharmaceutical (Pharmacies, 



720
WWW.IBC-CONFERENCE.COM

Distributors, etc.) healthcare practices in South 
Africa.  http://www.medpages.co.za/sf/index.ph
p?page=categorystats&countryid=1&category
id=9  Accessed 11 September 2014.

Mkhize, V.  2013.  News. http://www.iol.co.za/
scitech/science/news/half-of-sa-uses-generic-
medicines-1.1574021 Accessed 21 June 2014.

National Association of Pharmaceutical 
Manufacturers (NAPM) CEO. 2014. Presentation 
to The Communications Conference on Market 
Access and Pricing of Healthcare, Kemptonpark: 
NAPM.

News24. 2013. South Africans embrace generic 
meds. Johannesburg: News24.

Ramdhani, A., Alamanda, D.T. & Sudrajat, H. 
2012. Analysis of Consumer Attitude using 
Fishbein Multi-Attributes approach. International 
Journal of Basic and Applied Science: 33-39.

Schwarz, N. 2007. Attitude construction: 
evaluation in context. Social cognition, 25(5): 
638-656.

Shrank, W.H., Liberman, N.J. & Fischer, A.M. 
2011. Physician Perceptions About Generic 
Drugs. The Annals of Pharmacotherapy, 45:31-
38.

South Africa Info. 2012. Healthcare in South 
Africa. http://www.southafrica.info/about/
health/health.htm  Accessed 6 February 2014.

South Africa.  1997.  The Medicines and Related 
Substances Control Act (No. 90 of 1997). 

Tavakol, M. & Dennick, R. 2011. Making sense 
of Cronbach’s alpha. International Journal of 
Medical Education, 2:53-55.

Wolters, E., 2013. Attitude–behavior consistency 
in household water consumption. The Social 
Science Journal, 5(1):455-463.



721

aBstraCt
The retail banking industry of South Africa is 
facing various challenges that are impairing their 
profitability and success. Since the survival of 
South Africa’s core banks has a direct influence on 
the economic stability of the country, it is crucial 
for major banks such as Absa, Capitec Bank, 
FNB, Nedbank and Standard Bank to remain 
sustainable. Retail banks need to develop enduring 
relationships with customers and focus on 
developing engaged customers in order to realise a 
strategic advantage. Consequently, the aim of this 
paper is to provide guidelines to South African 
retail banks to improve customer engagement.

The research followed a quantitative descriptive 
design. The target population included customers 
of the main South African retail banks in 
the Johannesburg metropolitan area. Non-
probability, convenience and quota sampling 
were used to draw the sample. The results 
indicated that the majority of respondents agreed 
that they were engaged with their retail banks, 
however the results also indicated a few problem 
areas that retail banks need to address in order to 
maintain, develop and increase their customers’ 
engagement. Furthermore, respondents’ 
engagement with their retail banks does not differ 
with regard to the socio-demographic elements.

Keywords: Customer engagement; relationship 
marketing; retail banking; socio-demographics 

IntroduCtIon
The South African retail banking industry is facing 
an exciting yet challenging time (Ernst & Young, 
2017:4). Retail banks are growing increasingly, 
by providing a variety of products and services 
to a progressively changing and demanding 
customer base. Subsequently, South African 
retail banks are facing numerous challenges in 
attempting to sustain a competitive advantage 
due to the unpredictable economic position, the 
escalation of regulatory costs, new entrants that 
are entering this emerging marketplace and the 
changing needs and perceptions of customers 
(Ernst & Young, 2013:48; Taylor, 2011:1).

The retail banking industry is further confronted 
with the ease with which customers can simply 
switch between banks when they feel that their 
needs are not met (Ernst & Young, 2017:4; 
Taylor, 2011:2). This is further complicated 
by the broken trust relationship between the 
customer and retail bank due to the financial 
crisis of 2008, when retail banks struggled to 
provide tailored banking products and services 
to satisfy customers’ expectations (Springfield, 
2015). These challenges are impairing the retail 
banking industry’s profitability. According to 
PricewaterhouseCoopers (PwC) (2016:4), the 
sustainability of South Africa’s core banks (Absa, 
Capitec Bank, FNB, Nedbank and Standard 
Bank) cannot be overstated, as these banks 
directly influence the economic stability of 
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South Africa. According to BusinessTech (2016), 
customers from Absa, FNB, Nedbank, and 
Standard Bank all had negative ratings regarding 
their banks’ services, banking fees, as well as 
credit and savings products and services. Capitec 
Bank was the only bank to have a positive rating 
(which was also not exceptional). Furthermore, 
customers from FNB and Absa also had the 
highest proportion of customers who indicated 
their intention to switch to another bank.

In order for retail banks to survive in this changing 
and demanding environment, it is necessary to 
establish enduring relationships with customers. 
Some advantages of establishing strong long-term 
relationships with customers are reduced costs, 
increased profitability, increased customer loyalty, 
increased customer advocacy, added value, and 
competitive advantage. Similarly, the customer also 
benefits from having enduring relationships with 
the business. These benefits include an improved 
trust in the business, increased confidence in the 
business, increased social benefits, and special 
treatment benefits (Berndt & Tait, 2012:27; 
Wilson, Zeithaml, Bitner & Gremler, 2012:146).

In order to capitalise on the value of these 
relationships, retail banks could focus on 
nurturing customer engagement, as engaged 
customers display positive behavioural 
intentions. These positive behavioural intentions 
include advocating the bank and its services 
to others, participating in the service process, 
providing feedback to the service business, 
making suggestions on product and service 
development and improvement, complying with 
the rules and procedures of the service business, 
assisting other customers, recommending the 
products and services to others; and increasing 
brand loyalty (Brodie, Ilic, Juric & Hollebeek, 
2013:110). Therefore, retail banks that are capable 
of identifying engaged customers and are able 
to measure customers’ engagement with their 
bank, could use this information to establish 
a strategic advantage above competitor banks.

PurPose and oBJeCtIVes
The aim of this paper is to develop guidelines for 
creating customer engagement towards South 
African retail banks. To attain the aim of the 
paper, the following objectives were formulated:

•	 Gain insight into respondents’ socio-
demographics.

•	 Determine respondents’ engagement with 
their retail bank.

•	 Determine whether differences exist in terms 
of respondents’ socio-demographics (age, 
race, gender, retail bank, type of bank account, 
and duration of being a customer of the bank) 
and their engagement.

retaIl BanKIng
The retail banking industry provides personal 
financial services and products, such as cash 
accessibility, remittances, loans, deposits, 
investments and related guidance, to individuals 
or retail banking customers (Amadeo, 2016). 
Lin, Chang and Jou (2011:252) describe retail 
banking as a cluster of financial product and 
service providers, which specifically caters for 
customers’ various banking needs via physical 
bank branches as well as online bank sites on the 
internet. The notion of retail banking excludes all 
forms of business banking and related financial 
products and private banking (Pritchard, 2016).

South Africa’s retail bank industry is viewed as 
a well-developed system, which is proactively 
regulated and with which industrialised countries 
associate positively (The Banking Association 
South Africa, 2014:1). Additionally, the South 
African banking industry is the largest banking 
sector in Africa, and is dominated by a few banking 
groups (Absa, Capitec Bank, FNB, Nedbank and 
Standard Bank), representing approximately 
80% of the sector’s assets (Nhundu, 2017). 

However, as a result of apartheid in South Africa, 
political pressure resulted in several foreign banks 
closing down and withdrawing from their South 
African operations. Since the 1994 elections, 
however, foreign banking businesses have started 
to return, and by 1997, 59 foreign banking 
businesses had approved local representative 
offices in South Africa and in addition, seven 
of these had established branches (Okeahalam, 
1998:30). Since then, the banking industry of 
South Africa has been experiencing rapid growth 
and pressures as a result of the uncertain economic 
outlook, the increasing regulatory costs as well as 
the threat of new entrants into the market (Ernst 
& Young, 2012:1; Taylor, 2011:2). By early 2014, 
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the South African banking industry was ranked 
third out of 148 countries (Springfield, 2015). 

Since 2015, however, conditions worsened within 
South Africa, as banks were progressively under 
pressure due to deteriorating banking conditions 
(Springfield, 2015). The most important change 
was the damaged trust relationship between 
banks and their customers since the financial 
crisis in 2008, as retail banks struggled to provide 
tailor-made products and services to satisfy 
customers’ expectations (Ernst & Young, 2012:6). 
According to Springfield (2015), one of the more 
concerning predictions is that the economic 
conditions are expected to worsen before South 
Africa will start to experience an improvement 
and, as a result, the banking industry will 
struggle to sustain its recent performance.

Customers are furthermore changing their 
behaviour, they are increasingly expecting more 
from banks and are becoming more demanding 
as a result of the ease with which they now can 
switch between banks. These challenges are 
currently negatively affecting the profitability 
and growth of this industry (Ernst & Young, 
2012:1; Taylor, 2011:2). The existence of the 
current core banks are considered essential to 
the country’s economic stability, which increases 
the importance of their success (PwC, 2016:4).

According to Berndt, Herbst and Roux (2004:31), 
retail banks need to differentiate themselves in 
the minds of the customer and become more 
relationship quality-oriented. As a result, retail 
banks are required to develop and maintain 
enduring relationships with their customers 
in order to achieve a sustainable competitive 
advantage and to prosper in this changing 
environment (Sashi, 2012:257). Currently, the 
focus of retail bank marketing is to identify 
those customers who want to engage in a 
long-term relationship in order to capitalise 
on customer value (Ashley, Noble, Donthy & 
Lemon, 2011:149; Taylor, 2011:2). This paper 
therefore focuses on customer engagement in the 
South African retail banking industry, in order 
to provide guidelines to retail banks with the 
aim of improving their customer engagement.

lIterature reVIeW
Relationship marketing
In order to survive in a competitive marketplace, 
it is vital to manage and develop customer 
relationships successfully (Yen, Liu, Chen & Lee, 
2015:172). Survival demands a competitive edge 
that can be established by interacting with customers 
with a focus that stretches beyond traditional 
marketing strategies. As such, relationship 
marketing should be seen as an integral part of a 
marketing strategy (Raza & Rehman, 2012:5085).

Relationship marketing implies building resilient, 
long-lasting relationships with a selected 
collection of customers by providing them with 
a personal connection to the business as well 
as with good feelings regarding their business 
interaction (Schiffman, Kanuk & Brewer, 
2014:506). Consequently, a customer-centred 
relationship marketing approach is important for 
the business, as it can experience benefits such as 
increased customer retention, loyalty, profits and 
decreased marketing costs (Stavros & Westberg, 
2009:308). Businesses that are interested in 
retaining and deepening their relationships with 
their customers can no longer do so by just offering 
attractive products, low pricing or even improving 
customer services and, according to Brodie et al. 
(2013:105) and Tripathi (2009:139), they should 
rather start to actively engage with their customers.

The importance of engaging with customers is 
increasingly receiving attention, as businesses 
that succeed in a competitive marketplace are 
considered to be motivated to develop strong 
relationships with their customers, which 
motivates their customers to stay loyal, trusting 
and compassionate towards the business and 
its products (Tripathi, 2009:138). Customer 
engagement is currently regarded as the key to 
establishing and creating a competitive edge, 
as it is a valuable forecaster of future business 
success (Brodie et al., 2013:105). Consequently, 
engaged customer behaviours can contribute 
positively both to the customer, as the business 
is offering a rewarding customer experience, 
as well as to the business in the form of cost 
advantages, customer cooperation, customer 
feedback, compliance and positive word of mouth 
(Kumar, Aksoy, Donkers, Venkatesan, Wiesel 
& Tillmanns, 2010:298; Van Doorn, Lemon, 
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Mittal, Nass, Pick, Pimer & Verhoef, 2010:254; 
Verleye, Gemmel & Rangarajan, 2014:68).

Furthermore, engaged customers are regarded 
the most credible, trustworthy and effective 
communication and sales channels available to 
businesses, and for this reason, it is important 
to understand and explore this construct in 
more depth (Roberts & Alpert, 2010:198).

Customer engagement
defining customer engagement 
Customer engagement is a context-dependent 
psychological state that occurs through 
interactive, co-creative customer experiences 
between the customer and the brand and/or 
other members of the community by means of 
relationships, and is presented in the customer’s 
expression of applicable cognitive, emotional 
and/or behavioural activities. Customer 
engagement is also a concept that occurs under 
a particular set of context-dependent situations, 
causing differing engagement levels, and exists 
as a dynamic, interactive process within service 
relationships that co-create value (Brodie et al., 
2011:260; 2013:107). Customer engagement 
further goes beyond purchase, and indicates the 
level of the customer’s (or potential customer’s) 
interactions and connections with the brand or 
business offerings or activities that often involve 
others in the social network created (Vivek, 
Beatty & Morgan, 2014:406).

Importance of customer engagement 
The importance of customer engagement cannot 
be overemphasised, as businesses cannot afford 
to lose customers or allow them to be wooed 
away by competitors (Tripathi, 2009:133). 
Competition in both goods and service markets 
are becoming increasingly vigorous, which 
makes it essential for businesses to search for 
ways to retain customers. Customers’ demands 
are increasing, and their need to participate 
in the co-creation of products and services is 
also growing (Banyte & Dovaliene, 2014:484). 
Customers are also better informed, more 
expectant of goods and services, and more 
willing to switch to competitors when they are 
dissatisfied (Chathoth, Ungson, Altinay, Chan, 
Harringston & Okumus, 2014:181). According 
to Tripathi (2009:133), valuable customer 

relationships could be lost if marketers do 
not understand the needs of their customers. 
Even beyond mere satisfaction with goods and 
services, customers increasingly expect to be 
integral participants in the creation of services. 

The following factors were identified to 
emphasise the necessity of customer engagement:

•	 Control over marketing communication
Businesses are battling to communicate with 
customers – as a result of increasingly fragmented 
audiences – and to deliver their message 
through the clutter (distractions that could 
divert or distract customers from receiving the 
intended communication) (Tripathi, 2014:126). 
Customer engagement could potentially provide 
a platform for businesses to keep the customer 
engaged and involved (Tripathi, 2009:133). This 
makes it possible for businesses to take back 
control over their marketing communications.

•	 Customers as communicators
According to Fierro, Polo and Oliván (2014:68), 
the recent trend in blogging, web chats and social 
media has turned the customer into an influential 
communicator, as these online platforms create 
a setting where customers are able to discuss, 
debate, share opinions, criticise and investigate 
products and services with other customers and 
peers. These communications are often regarded 
as more valuable than the communication 
attempts from the business itself. This has led to a 
power shift, as customers now hold the power to 
communicate what they want and when they want 
it, to whomever they want (Tripathi, 2014:126). 
However, the evolution of the internet and social 
media in particular, heightens the ability of 
businesses to facilitate interaction between the 
customer and the business. This could also benefit 
businesses in forming a better understanding 
of customer needs (Sashi, 2012:255). Therefore, 
customer engagement could provide the 
opportunity for sustained conversations that may 
shape customer perceptions (Tripathi, 2009:133).

•	 Reduced brand loyalty
With the proliferation of goods, customers are 
getting more confused, as brands are getting 
increasingly similar and this may affect the 
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customer’s ability to differentiate between 
brands (Tripathi, 2014:126). Subsequently, 
customer engagement is a possible differentiator 
in the customer’s purchase decision 
process (Tripathi, 2009:133). Consequently, 
the successful application of customer 
engagement could increase brand loyalty as 
a result of variation (Cheung et al., 2015:92).

•	 Media consumption
Lastly, customers access various types of media 
to search for information. With the advancement 
of media, and the customers’ increased control 
over media consumption, customers have 
greater choice about the media they want to 
consume (Tripathi, 2014:127). According to Sashi 
(2012:255), the emergence of new technologies 
and tools enables greater interactivity among 
customers and the business. Stimulating 
customer engagement in this context is the 
best approach to retain or increase loyalty, as 
customers are actively interested in participating 
in communication (Tripathi, 2009:134).

The importance of customer engagement is 
also appreciated in the influence that it has 
on the future of the business, as customer 
engagement encourages the establishment of 
customer loyalty, which generates sales and 
revenue and also strengthens the reputation of 
the business over the long term (Fierro et al., 
2014:74). Most successful businesses today are 
known to build deeply emotional relationships 
that go beyond rational boundaries with their 
customers, which motivate customers to stay 
faithful, trusting and caring towards these 
brands (Tripathi, 2009:138). Understanding 
customer engagement will, therefore, aid 
marketers to engage better with their target 
markets (Vivek et al., 2014:416). These insights 
will be especially important to various industries, 
such as healthcare, education and financial or 
legal services, where the benefits of customer 
engagement go further than mere consumption 
of the focal brand (Van Doorn et al., 2010:263).

It is furthermore important to note that 
businesses are aiming to survive in a competitive, 
commoditised and over-communicated world 
with greater media dilution, customer cynicism 
and customer control than ever before, which 

emphasises the development of engaged 
customers even further (Roberts & Alpert, 
2010:198). Customer engagement is regarded as 
the key to establishing and sustaining a competitive 
advantage, and is a valuable predictor of future 
business performance (Brodie et al., 2013:105). 
If businesses are able to succeed in creating 
engaged customers, these customers would 
not only be loyal, but they would also continue 
to purchase additional product lines (Roberts 
& Alpert, 2010:200). Consequently, Banyte 
and Dovaliene (2014:484) state that customer 
engagement facilitates sales promotion, product 
quality advances, a rise in customer satisfaction, 
reduction in cost and risk, and ultimately 
the realisation of a competitive advantage.

levels of customer engagement 
In line with Brodie et al.’s (2011:260) definition 
of customer engagement, Roberts and Alpert 
(2010:198) propose that various degrees of 
engagement are possible, with each level 
building upon the previous level.

•	 Level 1: The customer makes a purchase of a 
product and/or uses a service from a business.

•	 Level 2: The customer becomes more loyal 
towards the business, and continues to 
purchase the product or service after its initial 
purchase.

•	 Level 3: The customer willingly and voluntarily 
purchases the product or utilises the service 
lines of the business.

•	 Level 4: The customer becomes more engaged 
and starts recommending the products and 
services to others whenever presented with 
the opportunity to do so.

•	 Level 5: The customer becomes an advocate 
for the business and promotes the products 
and/or services at every given opportunity.

These levels, in accordance with the definition 
of customer engagement, imply that truly 
engaged customers are formed at Level 5, as these 
customers are not only loyal to the business, or 
continue repurchasing from the business, but 
also actively advocate for the business via social 
connections and interactions (Brodie et al., 
2011:260; 2013:107; Roberts & Alpert, 2010:198; 
Vivek et al., 2014:406). Sashi (2012:253, 257) 
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supports this notion and further explains that 
customer engagement can transform customers 
into devotees of the brand, product and/or 
service. Thus, the more engaged a customer, 
the more involved he or she is with the product 
and/or service (Ahuja & Medury, 2010:95).

Thus, as derived from the above discussion, if a 
business is able to realise a significant portion 
of truly engaged customers (at Level 5) who are 
loyal and who actively advocate the business’ 
products and/or services, the business will be 
highly successful (Cheung et al., 2015:92; Fierro 
et al., 2014:64; Tripathi, 2009:138). Subsequently 
facilitating additional sales promotion, product 
quality advances, a rise in customer satisfaction, 
reduction in cost and risk, long-term growth, 
and ultimately the realisation of a competitive 
advantage (Banyte & Dovaliene, 2014:484).

Creating engaged customers 
To create engaged customers, Roberts and 
Alpert (2010:208) advise that every customer 
interaction should be utilised optimally, and 
regarded as an opportunity to engage the 
customer. Typically, some of the key aspects that 
drive advocacy, and consequently create engaged 
customers, include:

•	 Delivering outstanding customer experiences
Customer experience is a comprehensive concept 
that includes the physical and emotional aspects 
of what occurs during the customer’s interactions 
with the business. These experiences are created by 
controllable (such as price, atmosphere, features, 
reliability, response time, and product assortment) 
as well as uncontrollable elements (such as the 
purchasing reason, and influence of others) 
(Roberts & Alpert, 2010:203, 208; Verhoef, Lemon, 
Parasuraman, Roggeveen, Tsiros & Schlesinger, 
2009:32). The business’ aim should, therefore, 
be to deliver superior customer experiences in 
terms of price, assortment, image, atmosphere, 
and service delivery (Grewal, Roggeveen, Sisodia 
& Nordfält, 2017:59; Roberts & Alpert, 2010:200).

•	 Facilitating an emotional connection
According to Roberts and Alpert (2010:203), 
customer experience designs are often limited to 
controllable physical elements, with the emotional 

elements – which entails how customers feel after 
an interaction with the business – mostly ignored. 
Customers who feel emotionally connected (i.e. 
delighted, impressed, special, empowered, and 
important) to the business manifest positive 
emotional responses (such as reduced price 
sensitivity, loyalty, and recommendations), 
which enable them to identify with the business 
and seek to share an identity with the business. 
Subsequently, these customers (who share 
in the values and identity of the business) 
become essential advocates and ambassadors 
for the business (Grewal et al., 2017:61).

•	 Delivering strong value propositions
Value propositions refer to the differentiating value 
a business offers to its customers (Kumar & Reinartz, 
2016:37). To encourage customers’ engagement, 
Roberts and Alpert (2010:201) recommend 
that the business should develop unique value 
propositions based on customer insight, and 
consistently communicate and promote these 
value propositions. Most importantly, these value 
propositions should be consistently delivered by 
committed employees, as to deliver or exceed 
customers’ expectations (Grewal et al. 2017:58).

To summarise, for the business to create engaged 
customers, it needs to develop outstanding 
customer experiences, deliver strong value 
propositions, and encourage its employees to engage 
in positive emotional connections with customers.

socio-demographic differencesAccording 
to Hoyer, MacInnis and Pieters (2017:323), 
customers’ behaviour often differs based on 
their age, gender, religion, and culture. These 
demographic differences also directly influence 
the behaviours, needs, attitudes and motivations 
of customers directly (Shiffman & Kanuk, 
2014:396). Al-Jazzazi and Sultan (2017:275) 
further add that socio-demographic factors 
(such as age, gender, frequency of using a 
product/service, frequency of visiting a business) 
can influence customers’ overall mind set, and 
shape their individual perspectives, expectations, 
perceptions and behaviour.

Verhoef, Reinartz and Kraft (2010:257) indicated 
that customer characteristics (i.e. socio-
demographics) and predispositions are also likely 
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to affect their engagement behaviour. It is therefore 
important to obtain a comprehensive analysis of 
different customer segments, to accurately target 
those segments most suitable to the business 
(Chathoth et al., 2014:191). Specifically, Al-Jazzazi 
and Sultan (2017:275) and Mualla (2011:243) note 
that banks need to identify those aspects that might 
influence customers’ behaviours, as to develop 
marketing strategies to grow their customer base.

However, as most existing research focused on 
the development of the customer engagement 
construct, limited research has investigated 
differences between respondents’ socio-
demographical characteristics, and no apparent 
research investigated these differences within the 
South African retail banking context. For this 
reason, it was deemed appropriate to investigate 
whether differences exist between respondents’ 
engagement in terms of their socio-demographics 
(i.e. gender, age, race, duration of being a retail 
bank customer, retail bank, and type of bank 
account), to accordingly provide more suitable 
customer engagement guidelines to South African 
retail banks. Based upon the above discussion, the 
following alternative hypotheses were formulated:

•	 H1: There are significant differences in 
respondents’ engagement with their retail 
bank, based upon differences in gender.

•	 H2: There are significant differences in 
respondents’ engagement with their retail 
bank, based upon differences in age.

•	 H3: There are significant differences in 
respondents’ engagement with their retail 
bank, based upon differences in race.

•	 H4: There are significant differences in 
respondents’ engagement with their retail 
bank, based upon differences in the duration 
of being a retail bank customer.

•	 H5: There are significant differences in 
respondents’ engagement with their retail 
bank, based upon differences in the retail 
bank.

•	 H6: There are significant differences in 
respondents’ engagement with their retail 
bank, based upon differences in the type of 
bank account.

researCH metHodologY
The research design was descriptive and 
quantitative in nature. The target population 
comprised individuals living in the Johannesburg 
metropolitan area, who had been making use 
of one of the main South African retail banks 
(i.e. Absa, Capitec Bank, FNB, Nedbank, 
and Standard Bank), for two years or longer.

Non-probability, convenience and quota sampling 
was used, as a complete list of the population was 
not available. The sample quotas were based on 
gender, age and race, as to improve the overall 
representativeness of the sample. In the end, a total 
of 152 responses were realised. Table 1 indicates the 
initial sample quotas and the realised sample rate.

Data was collected by means of a self-
administered questionnaire. Apart from the 
screening question (Have you been making use 
of the banking services of one or more of the 
following South African banks for two or more 
years?), instructions and rights of respondents, 
the questionnaire comprised of three sections, 
soliciting demographic information, measuring 
retail banking habits, and customer engagement. 
For the customer engagement section, a seven-
point Likert-type scale, ranging from ‘strongly 
disagree’ (1) to ‘strongly agree’ (5) was used, 
while the other two sections comprised of 
closed-ended question options. The customer 
engagement scale was adopted from the research 
of Williams (2017:227). Trained post-graduate 
fieldworkers took responsibility for distributing 
the questionnaire amongst the target group 
(by intercepting potential respondents outside 
banks and in shopping malls), in accordance 
with the sampling plan described in Table 1.

The researchers made use of SPSS version 23 to 
capture, clean, edit, and analyse the collected 
data obtained from the 152 respondents. 
The data analysis process involved (1) the 
calculation of frequencies and percentages for 
the variables used to describe the sample profile 
of respondents, as well as their retail banking 
habits, (2) determining the reliability and validity 
of the customer engagement measure, by means 
of Cronbach alpha and an exploratory factor 
analysis respectively, (3) calculating mean scores 
and standard deviations (SD) for the customer 
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engagement construct, (4) comparing different 
groups of respondents’ engagement in terms 
of gender with an independent samples t-test, 
(5) comparing different groups of respondents’ 
engagement in terms of age, race, and duration 
of being a customer, with one-way ANOVAs, and 
(6) comparing different groups of respondents’ 
engagement in terms of retail bank and type 
of account, by means of Kruskal-Wallis tests.

researCH fIndIngs
Sample profile
A summary of the sample profile is presented in Table 
2, indicating the frequencies (F) and percentages 
(%) of the respective socio-demographic variables.

It is evident from Table 2 that most respondents 
spoke English as their home language (46.7%), 
followed by Afrikaans (28.9%). The majority 
of the respondents indicated that they were 
employed full-time (65.1%), followed by 16.1% 
respondents who were self-employed, and 8.7% 
who were part-time employed. The largest 
section of the sample also specified that they 
had completed matric/Grade 12 as their highest 
level of education (39.2%), followed by 33.1% 
of respondents who indicated that they had 
completed a diploma, and 16.9% who indicated 
that they had completed a university degree.

In addition, most respondents held their personal 

account or most of their personal accounts at 
Absa (28.3%) or at FNB (27.6%). Most of the 
respondents (60.5%) had a cheque account. A 
further 53.9% of the respondents indicated that 
they held a savings account at their specified 
retail bank, and 29.6% had credit accounts.

With regards to the duration of being a customer 
of the retail bank, the responses varied with no 
specific trend. 21.1% of the respondents had been 
a customer of their retail bank for four to five 
years, 15.8% had been a customer of the retail 
bank for eight to nine years, and 15.1% had been 
a customer of the retail bank for six to seven years.

It is also clear that the larger section of respondents 
visited the retail bank branch every two to three 
months (27.6%) or monthly (23%). This is followed 
by 13.2% of respondents who indicated that they 
visited their retail bank branch twice a year as 
well as less than once a year. Table 2 furthermore 
illustrates that the respondents mostly visited 
their retail bank’s online environment on a 
monthly basis (32.2%), or not at all (23%).

reliability of the customer engagement 
scaleTo determine the reliability of the customer 
engagement scale, the items in the inter-item 
correlation matrix (Appendix A) were evaluated. 
All the values presented in the inter-item 
correlation matrix were positive, thus indicating 

taBle 1: samPle Quotas and samPle realIsatIon rate

race gender
generation X

(20 – 37 years)

generation Y

(38 – 49 years)

Baby 
boomers

(50 – 70 
years)

total

Q r Q r Q r Q r

Black
Female 6 7 6 8 6 6 18 21
Male 6 7 6 7 6 4 18 18

Coloured
Female 6 7 6 6 6 5 18 18
Male 6 6 6 5 6 5 18 16

Indian
Female 6 6 6 7 6 6 18 19
Male 6 6 6 8 6 5 18 19

White
Female 6 8 6 9 6 5 18 22
Male 6 6 6 7 6 6 18 19

Total 48 53 48 57 48 42 144 152

Q = Sample quota; R = Realised sample
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taBle 2: soCIo-demograPHIC ProfIle of resPondents

Variables total
F %

Home language

Afrikaans

English

IsiNdebele

isiTsonga

isiXhosa

isiZulu

Sepedi

Sesotho

Setswana

Tshivenda

Other

44

71

5

1

3

11

2

6

8

0

1

28.9

46.7

3.3

0.7

2.0

7.2

1.3

3.9

5.3

0.0

0.7
Employment status

Student

Unemployed

Self-employed

Part-time employed

Full-time employed

Housewife or househusband

Retired

7

1

24

13

97

4

3

4.7

0.7

16.1

8.7

65.1

2.7

2.0
Highest level of education

Some high school

Matric/Grade 12 completed

Diploma

University degree

Post-graduate degree

8

58

49

25

8

5.4

39.2

33.1

16.9

5.4
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taBle 2: soCIo-demograPHIC ProfIle of resPondents (ContInued)

Variables total
F %

Retail bank

Absa

Capitec Bank

FNB

Nedbank

Standard Bank

43

20

42

16

31

28.3

13.2

27.6

10.5

20.4
Type of personal account(s)

Savings account

Cheque account

Credit account

Other

82

92

45

12

53.9

60.5

29.6

7.9
Duration of being a customer of the retail 
bank

2 – 3 years

4 – 5 years

6 – 7 years

8 – 9 years

10 years or longer

34

32

23

24

39

22.4

21.1

15.1

15.8

25.7

Regularity of visiting the retail bank’s branch

Daily

Weekly

Monthly

Every two to three months

Twice a year

Once a year

Less than once a year

11

11

35

42

20

13

20

7.2

7.2

23.0

27.6

13.2

8.6

13.2
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that all 14 customer engagement items are 
measuring the same underlying characteristic 
(Pallant, 2016:104). The Cronbach alpha value, 
shown in the reliability statistics table (Appendix 
B), is well-above the 0.70 cut-off value (Pallant, 
2016:104), suggesting good internal consistency 
reliability for the customer engagement scale.

In addition, the corrected item-total correlation 
values (Appendix C) were evaluated, with all 
values being higher than 0.30. Thus, indicating 
that the 14 items measured what the scale 
intended to measure as a whole. Finally, the alpha 
if item deleted values (Appendix C) were all lower 
than the realised final Cronbach alpha value of 
0.96, therefore, further supporting the reliability 
of the 14-item customer engagement scale.

Validity of the customer engagement scale 
The scale to measure customer engagement was 
adopted from research conducted by Williams 
(2017:171), who determined that the scale 
measuring customer engagement is reliable 
and valid. The results of the exploratory factor 
analysis are subsequently provided, as to further 
support the validity of the customer engagement 
scale used in this research.

The 14 items of the customer engagement 
scale were subjected to principal component 

analysis. Prior to performing the analysis, the 
data was evaluated to determine its suitability 
for factor analysis. Inspection of the correlation 
matrix indicated that all the correlation 
coefficients were above the cut-off value of 
0.30. The Kaiser-Meyer-Olkin value was 0.929, 
exceeding the recommended value of 0.60, and 
Bartlett’s Test of Sphericity reached statistical 
significance, supporting the factorability of 
the correlation matrix (Pallant, 2016:193).

The results of the principal component analysis 
further revealed the presence of only one 
component, explaining 69.58% of the variance. 
The component matrix (Table 3) further shows 
that all 14 items loaded strongly – well above the 
recommended value of 0.45 (Hair, Black, Babin 
& Anderson, 2014:115) – on one component. 

respondents’ engagement with their retail 
bank 
Table 4 depicts the mean scores and standard 
deviations (SD) for customer engagement. 

As from Table 4, the overall mean score of 
customer engagement is 5.20 (on a 7-point scale) 
– showing a tendency towards agreement in terms 
of engagement with the retail bank. The item “My 
bank has integrity (acts fairly, ethically and openly 
in everything it does)” realised the highest mean 

taBle 2: soCIo-demograPHIC ProfIle of resPondents (ContInued)

Variables total
F %

Regularity of visiting the retail bank’s 
online environment

Daily

Weekly

Monthly

Every two to three months

Twice a year

Once a year

Less than once a year

Not at all

12

27

49

13

3

6

7

35

7.9

17.8

32.2

8.6

2.0

3.9

4.6

23.0
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score of 5.62 (SD = 1.418), and “My bank is reliable” 
the second highest mean score of 5.60 (SD = 1.425).

The statement “I frequently participate in the 
activities of my bank (such as fund raisers, 
competitions, etc.)” realised the lowest mean 
score of 3.48 (SD = 2.039), which was followed 
by the statement “My bank’s employees 
inspire me” (mean = 4.90; SD = 1.722).

differences based on socio-demographic 
elements 
As explained in the literature review (section 
4.3), customers’ behaviours (including their 
engagement behaviours) often differ based on 
socio-demographic differences such as age, 
gender, and frequency of visiting a business 
(Hoyer et al., 2017:323; Verhoef et al., 2010:257). 
Therefore, to more accurately provide retail 
banks with guidelines on how to engage their 
customers, this paper examined different groups 
of respondents’ engagement with their retail 
bank based on differences in gender, age, race, 
duration of being a retail bank customer, and 
types of bank accounts.

To determine whether differences existed 

between respondents in terms of their gender 
(i.e. male and female respondents) and their 
level of customer engagement, an independent 
samples t-test was conducted. The independent 
samples t-test indicated that no statistically 
significant differences existed between male 
and female respondents regarding their level of 
customer engagement with their retail banks.

One-way ANOVA tests indicated that no 
statistically significant differences existed in the 
levels of customer engagement based on either 
age, race or the duration of being a retail bank 
customer. The results of the Kruskal-Wallis 
tests indicated that no statistically significant 
differences existed between respondents of 
different retail banks or between respondents 
holding different types of bank accounts.

From the above results, it can therefore be concluded 
that respondents’ engagement with their retail 
banks does not differ with regard to demographic 
and/or retail bank patronage aspects, and that the 
formulated hypotheses (H1 to H6) are rejected.

taBle 3: ComPonent matrIXa

Items
Component

1
My bank makes me feel like I belong. 0.872
The employees at my bank make me feel welcome. 0.849
I am proud to be a customer of my bank. 0.881
My bank’s employees inspire me. 0.887
I care about my bank’s product and service offerings. 0.850
I mostly have positive service interactions with my bank. 0.892
My bank keeps its promises. 0.844
My bank is reliable. 0.850
My bank has integrity (acts fairly, ethically and openly in everything it does). 0.869
I feel energised when interacting with my bank. 0.895
I am completely involved when interacting with my bank. 0.795
I am willing to put effort into interacting with my bank. 0.834
I frequently make use of my bank’s products and services. 0.733
I frequently participate in the activities of my bank (such as fund raisers, 
competitions, etc.) 0.566

eXtraCtIon metHod: PrInCIPal ComPonent analYsIs 
a. 1 ComPonent eXtraCted
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ConClusIons, managerIal ImPlICa-
tIons and reCommendatIons
The respondents who participated in the research 
were mostly English speaking, employed full-
time, and completed matric/Grade 12 as their 
highest level of education. Most respondents had 
cheque or savings accounts at Absa and/or FNB. 
With regards to the duration of being a customer 
of the retail bank, the responses were distributed 
amongst the various time periods, and varied with 
no specific trend. The majority of the respondents 
visited their retail bank branch monthly or every 
two to three months, and visited their retail 
bank’s online environment on a monthly basis.

With regards to customer engagement, the 
responses indicated above average levels of 
engagement. In general, the respondents agreed 
that their bank has integrity and is reliable, 
indicating that their retail bank delivers good 
controllable customer experiences (Roberts 
& Alpert, 2010:203). South African retail 
banks could therefore differentiate themselves 
on these qualities, by communicating and 
promoting their integrity and reliability 
to current and prospective customers.

According to Vivek et al. (2014:406), customer 
engagement goes beyond the purchase or 

service experience, and indicates the customer’s 
interactions and connections with the business’ 
offerings and activities. Retail banks, therefore, 
need to encourage their customers to actively 
participate in the social interactions and activities 
of the bank. This is of particular importance, 
since respondents mostly indicated that they 
do not frequently participate in the activities 
of their bank. Retail banks can encourage 
customers’ participation by facilitating emotional 
connections, consequently improving their 
emotional experiences after an interaction with 
the bank. Emotionally connected customers 
tend to be less price sensitive, more loyal and 
more engaged, and can be essential advocates 
for their banks (Grewal et al., 2017:61).

In addition, retail banks should encourage 
their employees to interact with customers in a 
constructive and positive manner. The employees 
should be able and willing to consistently 
promote the bank’s value propositions and 
exceed customers’ expectations. This can be 
done by continuously communicating the 
bank’s value propositions to employees, and 
providing employees with training programmes 
that are specifically designed to increase 
positive service interactions with customers.

taBle 4: mean sCores and standard deVIatIons for Customer engagement

Items mean sd
Overall customer engagement 5.20 1.317
My bank makes me feel like I belong. 5.36 1.637
The employees at my bank make me feel welcome. 5.52 1.469
I am proud to be a customer of my bank. 5.49 1.548
My bank’s employees inspire me. 4.90 1.722
I care about my bank’s product and service offerings. 5.34 1.470
I mostly have positive service interactions with my bank. 5.46 1.569
My bank keeps its promises. 5.53 1.500
My bank is reliable. 5.60 1.425
My bank has integrity (acts fairly, ethically and openly in everything it does). 5.62 1.418
I feel energised when interacting with my bank. 4.93 1.710
I am completely involved when interacting with my bank. 5.10 1.671
I am willing to put effort into interacting with my bank. 5.09 1.584
I frequently make use of my bank’s products and services. 5.22 1.696
I frequently participate in the activities of my bank (such as fund raisers, 
competitions, etc.) 3.48 1.039
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To provide more distinctive customer engagement 
guidelines to South African retail banks, this 
paper also investigated respondents’ engagement 
with regards to their socio-demographic 
characteristics. The results, however, indicated 
that respondents’ engagement do not differ in 
terms of either age, race, gender, retail bank, type 
of bank account, or duration of being a customer of 
the bank. Thus, even though Al-Jazzazi and Sultan 
(2017:275) and Verhoef et al. (2010:257) pointed 
out that the socio-demographic characteristics of 
customers are likely to influence their engagement, 
this was not the situation for the respondents 
of this research. Based on these findings, it can 
be concluded that South African retail banks do 
not require customised marketing strategies to 
actively engage their different customer segments.

lImItatIons and future researCH 
suggestIons
The following limitations were identified 
during the research, from which the subsequent 
future research suggestions are proposed:

•	 A limited amount of high-quality academic 
articles and sources of literature on the South 
African retail banking industry was available. 
As a result, the researcher also had to make 
use of literature pertaining to other countries 
to develop a better understanding of the retail 
banking industry. 

•	 The concept of customer engagement is 
still fairly new, and literature on customer 
engagement is therefore still in its infancy 
stage, especially in the service industry. Future 
research could attempt to find more research 
(as it develops) in a South African context 
and get a better understanding of customer 
engagement in this unique environment.

•	 The results are not representative of the entire 
population and only reflect those respondents 
who took part in the research project. This is 
due to retail banks having very strict policies 
with regard to the privacy of their customer 
base. Future research could, therefore, aim to 
involve a larger sample size to obtain a true 
and more accurate representation of the South 
African population.

•	 Another limitation is that this research only 
aimed to measure customer engagement in the 

retail banking industry of South Africa. Future 
research could be aimed at distinguishing 
between online and offline customer 
engagement in the retail banking industry of 
South Africa, as part of a comparative study.

•	 Furthermore, even though the Johannesburg 
metropolitan area (from which the samples 
were drawn) represents the economic hub of 
South Africa, it is not an accurate reflection 
of the entire South African population. This 
research could also be repeated in other 
provinces of South Africa (nationally), and the 
results could then be compared to determine 
whether customer engagement differs in 
different provinces.
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aPPendIX a: Inter-Item CorrelatIon matrIX

Ce1 Ce2 Ce3 Ce4 Ce5 Ce6 Ce7 Ce8 Ce9 Ce10 Ce11 Ce12 Ce13 Ce14
CE1: My 
bank makes 
me feel like 
I belong.

1.00 0.82 0.87 0.80 0.74 0.83 0.68 0.67 0.73 0.77 0.60 0.62 0.63 0.66

CE2: The 
employees 
at my 
bank make 
me feel 
welcome.

0.82 1.00 0.82 0.78 0.67 0.79 0.72 0.64 0.70 0.74 0.62 0.66 0.59 0.65

CE3: I am 
proud to be 
a customer 
of my bank.

0.87 0.82 1.00 0.81 0.68 0.78 0.71 0.72 0.74 0.82 0.58 0.62 0.71 0.68

CE4: My 
bank’s 
employees 
inspire me.

0.80 0.78 0.81 1.00 0.79 0.82 0.71 0.66 0.75 0.78 0.60 0.66 0.70 0.62

CE5: I 
care about 
my bank’s 
product 
and service 
offerings.

0.74 0.67 0.68 0.79 1.00 0.77 0.74 0.70 0.77 0.70 0.59 0.68 0.72 0.52

CE6: I 
mostly have 
positive 
service 
interactions 
with my 
bank.

0.83 0.79 0.78 0.82 0.77 1.00 0.79 0.71 0.78 0.74 0.68 0.67 0.66 0.51

CE7: My 
bank 
keeps its 
promises.

0.68 0.72 0.71 0.71 0.74 0.79 1.00 0.78 0.74 0.71 0.63 0.60 0.68 0.58

CE8: My 
bank is 
reliable.

0.67 0.64 0.72 0.66 0.70 0.71 0.78 1.00 0.81 0.73 0.71 0.69 0.75 0.59

CE9: My 
bank has 
integrity 
(acts fairly, 
ethically 
and 
openly in 
everything 
it does).

0.73 0.70 0.74 0.75 0.77 0.78 0.74 0.81 1.00 0.72 0.65 0.71 0.69 0.59
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aPPendIX a: Inter-Item CorrelatIon matrIX (ContInued

Ce1 Ce2 Ce3 Ce4 Ce5 Ce6 Ce7 Ce8 Ce9 Ce10 Ce11 Ce12 Ce13 Ce14
CE10: I feel 
energised 
when 
interacting 
with my 
bank.

0.77 0.74 0.82 0.78 0.70 0.74 0.71 0.73 0.72 1.00 0.73 0.79 0.76 0.63

CE14: I 
frequently 
partici-
pate in the 
activities 
of my bank 
(such as 
fund rais-
ers, compe-
titions, 
etc.)

0.66 0.65 0.68 0.62 0.52 0.51 0.58 0.59 0.59 0.63 0.66 0.64 0.67 1.00

CE11: I am 
completely 
involved 
when 
interacting 
with my 
bank.

0.60 0.62 0.58 0.60 0.59 0.68 0.63 0.71 0.65 0.73 1.00 0.84 0.73 0.66

CE12: I am 
willing to 
put effort 
into inter-
acting with 
my bank.

0.62 0.66 0.62 0.66 0.68 0.67 0.60 0.69 0.71 0.79 0.84 1.00 0.79 0.64

CE13: I 
frequently 
make use 
of my 
bank’s 
products 
and 
services.

0.63 0.59 0.71 0.70 0.72 0.66 0.68 0.75 0.69 0.76 0.73 0.79 1.00 0.67

aPPendIX B: relIaBIlItY statIstICs

Cronbach’s alphaw Cronbach’s alpha based 
on standardised items n of items

0.963 0.965 14
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aPPendIX C: Item-total statIstICs

Corrected item-
total correlation

Cronbach alpha if 
item deleted

My bank makes me feel like I belong. 0.840 0.959
The employees at my bank make me feel welcome. 0.814 0.960
I am proud to be a customer of my bank. 0.852 0.959
My bank’s employees inspire me. 0.863 0.958
I care about my bank’s product and service offerings. 0.818 0.959
I mostly have positive service interactions with my bank. 0.861 0.958
My bank keeps its promises. 0.808 0.960
My bank is reliable. 0.817 0.960
My bank has integrity (acts fairly, ethically and openly in 
everything it does). 0.833 0.959

I feel energised when interacting with my bank. 0.877 0.958
I am completely involved when interacting with my bank. 0.765 0.960
I am willing to put effort into interacting with my bank. 0.815 0.959
I frequently make use of my bank’s products and services. 0.701 0.952
I frequently participate in the activities of my bank (such 
as fund raisers, competitions, etc.) 0.730 0.958
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aBstraCt
This paper aims to examine the impact of 
hedonic motivation on behavioural intention 
towards mobile shopping use among South 
African retail shoppers. To achieve this aim, 
a research framework that posited the direct 
impact of enjoyment, adventure, and idea-
seeking hedonic motivations on behavioural 
intention to use mobile shopping was empirically 
examined using data obtained from 441 
respondents. The results of the analyses suggest 
that enjoyment, adventure, and idea-seeking 
hedonic motivations are all significantly and 
positively associated with behavioural intention 
to use mobile shopping among South African 
retail shoppers. However, enjoyment hedonic 
motivation emerged as the strongest predictor 
of shoppers’ behavioural intention to use mobile 
shopping. The implications of these findings 
for efforts to improve the hedonic motivation 
appeal of mobile shopping interfaces – and 
thus to promote a more widespread acceptance 
of this shopping technology – are highlighted. 

Keywords: Hedonic motivation, mobile shop-
ping, retail shoppers, behavioural 
intention to use

IntroduCtIon
The mobile device has become arguably the 
most pervasive device in our generation. Its 
penetration rate has reached almost 100 % in 
most countries (ITU, 2017). Statistica (2016) 
estimates that 62.9 %of the global population are 
mobile users. In South Africa, it estimated that 
about 92 %of the adult population owns some 
form of mobile device (Wearesocial, 2017). As a 
result, of massive acceptance, many businesses 
have embraced the mobile platform to provide 
goods and services to their customers. The use of 
a mobile device to facilitate business transactions 

between an organisation and its customers is 
termed ‘mobile commerce’. A recent development 
in mobile commerce is mobile shopping. 

Through mobile shopping, retailers are hoping to 
bring shopping to their customers’ doorsteps, and 
thus offer them with the opportunity to do shopping 
at any time and from anywhere, thus transforming 
their shopping experience from ‘brick and 
mortar’ stores to a real-time interaction, enabling 
them to make ‘smart’ purchases (Yang, 2010). 
Mobile shopping platforms also enable retailers 
to provide customised product/services that are 
based on customers’ needs and preferences and 
thus, minimises intrusive marketing to customers 
(Kowatsch & Maass, 2010). Mobile retailing, 
enables retailers to reduce the costs of their 
operations, including spending on physical retail 
space, retail assistants’ salaries, and stationery.  

As a result, retailers are interested in promoting 
a more enthusiastic consumer adoption of 
their mobile shopping platforms. Thus, more 
research is necessary to discover consumers’ 
underlying motivations for mobile shopping. 
This understanding will result in developing 
informed strategies that are necessary to 
promote a rapid acceptance of the use of 
the mobile devices for retail shopping. 

ProBlem statement
Consumer acceptance of mobile shopping is 
gradually gaining momentum in certain parts 
of the world. This was demonstrated in a Criteo 
(2016) study, which highlighted that 48 %of 
global electronic commerce transactions were 
conducted by means of mobile devices, by 
the second quarter of 2016. The study further 
highlighted that the mobile commerce share of 
total e-commerce has already outstripped that of 
personal computers in Japan. According to the 
Effective Measures Report (2017), 43 %of 4,993 

HedonIC motIVatIons for moBIle sHoPPIng 
aCCePtanCe
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surveyed mobile internet users in South Africa 
indicated that they purchased an item online 
using their mobile device. However, the majority 
of these purchases (74 %) were for airtime, 
apps, and in-store apps. This shows that South 
African consumers are cautious about buying 
major items online using their mobile devices. 

Research into this mobile shopping inertia is 
necessary in order to build a more enthusiastic 
attitude towards mobile shopping in South Africa. 
In spite of this, there is currently a dearth of empirical 
research that would establish an understanding 
of the consumers’ motivation for accepting 
mobile shopping in the South African context. 

To contribute to addressing this research gap, the 
current study addresses the following research 
question:

What is the impact of hedonic motivation 
on mobile shopping acceptance among South 
African consumers?

aIm and oBJeCtIVes
The aim of the study is to examine the 
impact of hedonic motivation on behavioural 
intention to start/continue using mobile 
shopping among South African consumers.

To achieve this aim, the following objectives are set:

•	 To determine the impact of enjoyment 
hedonic shopping motivation on behavioural 
intention to start/continue using mobile 
shopping.

•	 To ascertain the impact of adventure hedonic 
shopping motivation on behavioural intention 
to start/continue using mobile shopping.

•	 To examine the impact of idea-seeking 
hedonic shopping motivation on behavioural 
intention to start/continue using mobile 
shopping. 

researCH frameWorK and HYPotH-
eses
Consumer motivation is the first step in 
understanding their shopping behaviour (Kim 
& Eastin, 2011). Shopping motivation can be 
classified as either cognitive (utilitarian) or 
affective (hedonic) (Childers, Carr, Peck & 

Carson, 2002; Fiore, Jin & Kim, 2005). A utilitarian 
shopper is a goal-orientated, problem-solving, 
and task-directed shopper who shops knowing 
what they are interested in, and wants to have an 
easy shopping experience within the minimum 
possible time. By contrast, hedonic shoppers 
focus on fun, entertainment, enjoyment, arousal, 
sensory stimulation, novelty, surprise, and variety 
in the shopping process (Anderson, Knight, 
Pookulangara & Josiam, 2014; Fiore et al., 2005). 
Thus, hedonic shopping motivation denotes the 
pursuit of the inherent enjoyment, fun, novelty, 
and excitement associated with shopping. In an 
online environment, research shows that hedonic 
shoppers are likely to make frequent, longer, and 
experiential visits to retailers’ websites (Vazquez 
& Xu, 2009). Thus, researchers have emphasised 
the need to examine the impact of hedonic 
shopping motivations since it plays a huge role 
in influencing consumer-shopping behaviour 
(Chang et al., 2011; Kim & Eastin, 2011). Arnold 
and Reynolds (2003) identified adventure, social, 
gratification, idea, role, and value as major 
motivations for offline shopping. In an online 
environment, enjoyment, adventure, and idea-
seeking have been consistently related to online 
shopping hedonic motivation; so this study 
proposed a research framework (Figure 1) that 
posits the direct impact of hedonic motivations 
– enjoyment, adventure, and idea-seeking – 
on customers’ behavioural intention to start/
continue shopping online in the mobile medium.

‘Enjoyment’ is defined as the extent to which 
performing an activity is seen as providing pleasure 
and joy in its own right, in line? of performance 
consequences (Venkatesh, 2000). By extension, 
online shopping enjoyment is the degree to which 
shopping online through the mobile medium is 
perceived to be pleasurable and enjoyable for 
the shopper. User enjoyment is a very important 
factor that underlies the acceptance of online 
shopping (Lin & Bhattercherjee, 2010; Rodrigues, 
Oliveira & Costa, 2016; Wakefield, Baker & Wang, 
2011). In their study, Rodrigues et al. (2016) found 
perceived enjoyment to be a significant predictor 
of behavioural intention towards e-banking use 
among Portuguese retail banking customers. 

Based on the preceding argument, the 
following hypothesis was proposed: 
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H1: Enjoyment hedonic motivation 
will have a significant positive effect 
on shoppers’ behavioural intention to 
start/continue using mobile shopping. 

‘Adventure’ shopping refers to the extent to which 
shoppers believe that shopping provides them 
with novelty and the stimulation required to 
escape from an aversive state of boredom (Chiu, 
Wang, Fang & Huang, 2014). In a study conducted 
by Parsons (2002), 95 per cent of the respondents 
reported that shopping serves as an escape route 
from the boredom of routine life. A study by Ozen 
and Engizek (2014) found adventure shopping 
to be a salient motivation influencing impulse 
buying tendencies among Turkish shoppers. 
Therefore, it is to be expected that adventure 
shopping will be associated with the behavioural 
intention to use mobile shopping. Based on 
this, the following hypothesis was proposed:

H2: Adventure hedonic motivation 
will have a significant effect on 
shoppers’ behavioural intention to 
start/continue using mobile shopping.

‘Idea’ shopping, which implies the extent to 
which consumers search for ideas during the 
shopping process, stems from the human quest 
for structure, knowledge, order, and to seek 
external information and guidelines in an effort 
to make sense of themselves (Chiu et al., 2014). 
Idea mobile shopping can be described as 
shopping on the mobile phone, with the aim of 
learning about new trends, styles, and fashions. 

Indeed, online shopping gives shoppers the 
opportunity to see new trends, fashions, and 
styles across a range of product categories; 
and this likely to impact on their behavioural 
intention to shop. For this reason, it proposed that:

H3: Idea-seeking hedonic motivation 
shopping will have a significant effect 
on shoppers’ behavioural intention to 
start/continue using mobile shopping. 

metHodologY 
Measurement
A self-administered questionnaire was the main 
data collection instrument used in the study. The 
questionnaire comprised three sections. The first 
section contained questions that sought to obtain 
data on the demographic characteristics of the 
sample. Questions posed in this section include 
the respondent’s gender, age, level of education, 
and average monthly income. These questions 
were measured on nominal and interval scales. 
The second section of the questionnaire contained 
questions that assessed the respondent’s access 
to a mobile device and mobile shopping usage 
patterns. These questions were also measured 
on nominal and interval scales. Finally, section 
three included items measuring the constructs 
employed in the study. These items were selected 
from related prior studies and adapted to the 
mobile shopping context. The items used to 
measure enjoyment motivation were selected 
from studies of Cheung, et al. (2000) and Igbaria, et 
al. (1995). These items were measured on a seven-
point semantic differential scale. The items used 

fIgure 1: researCH frameWorK

H2H3

H1
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fIgure 1: researCH frameWorK

H2H3

H1

to measure adventure and ideas were selected and 
adapted from Anord & Reynolds (2003). Lastly, 
the items used to measure behavioural intention 
were selected and adapted from the scale of Brown 
and Venkatesh (2005). These items were measured 
on a seven-point Likert-response format scale. 

Sampling and data collection 
The population of the study was South African 
consumers residing the Gauteng Province of South 
Africa. A non-probability convenience sampling 
procedure was used to obtain the participants 
in the study. Research assistants approached 
potential respondents at various points such as 
offices, homes, campuses, and shopping malls. 
After introducing themselves and explaining the 
purposes of the study, the assistants invited the 
potential participants to participate in the study 
voluntarily. The willing participants had the option 
to complete the survey questionnaire themselves, 
or to have the questions and possible responses 
read out to them, after which the assistant 
recorded their responses on the questionnaire. 
The survey yielded 441 usable responses. 

Preliminary analysis of the data was carried out 
using the Statistical Package for Social Sciences 
(SPSS) version 24. The results show that 45.3 % 
were males and 54.7 % were female. The majority 
of the participants (77.5 %) were between the 
ages of 18 and 35 years, and the rest were over the 
age of 35. Moreover, the majority of the sample 
respondents (96.4 %) had access to mobile devices 
such as a cell phone, smartphone, tablet, or 
personal digital assistant. The measurement items 
also exhibited a high internal consistency, with 
Cronbach’s alpha values ranging between 0.924 (for 
adventure) and 0.954 (for behavioural intention). 

data analYsIs and results
A structural equation modelling technique, 
employing Amos Graphics software version 24, 
was used to analyse the data. Using the two-
step technique recommended by Anderson and 
Gerbing (1988), the measurement model was first 
analysed to ascertain its validity. This was followed 
by the analysis of the structural model for its validity 
and for the significance of the structural paths. 

The analysis of the measurement model used a 
confirmation factor analysis (CFA) approach. 

Convergent and discriminant validities were 
the main procedures followed in the CFA. For 
convergent validity estimates such as goodness-of-
fit (GOF), standardised factor loadings, composite 
reliability, and average variance extracted were 
examined. The results for GOF were analysed with 
indices such as the χ2/df normed fit index (NFI), 
the Tucker-Lewis index (TLI), the comparative 
fit index (CFI), and the root mean square error 
approximation (RMSEA). For a good fitting 
model, it is recommended that the χ2/df estimate 
should be less than 5; that the NFI, TLI, and CFI 
should be 0.9 and above; and that RMSEA should 
be less than 0.08 (Hair et al., 2010). The results 
of the analysis, as presented in Table 1, show that 
the estimated values are within the recommended 
thresholds, suggesting that the measurement 
model exhibited good fit with the data obtained. 

For convergent validity, Hair et al. (2010) 
recommend a minimum factor loading of 
0.5, composite reliability (CR) of 0.7, and 
average variance extracted (AVE) of 0.5. 
The results of these estimates, as presented 
in Tables 2 and 3, indicate that all meet the 
recommended thresholds, thus confirming the 
convergent validity of the measurement model. 

Upon achieving convergent validity, discriminant 
validity was assessed through the Fornell-Larcker 
(1981) technique. The results of these analyses are 
presented in Table 3. According to the results, the 
square-roots of the AVEs (diagonal bold estimates) 
are greater than inter-factor correlations, thus 
confirming the presence of discriminant validity.  

After confirming the validity of the measurement 
model, the structural model was assessed to 
test the hypotheses proposed for the study. 
Prior to testing the hypotheses, the validity of 
the structural model was assessed using the 
GOF indices. The results presented in Table 1 
confirm the validity of the structural model, as 
the model demonstrates a good fit with the data. 
The results of the path analysis of the structural 
model are presented in Figure 2 and Table 4.

The results of the analyses show that ‘enjoyment’ 
has a significant positive association with 
behavioural intention (β=0.46, p<0.001), 
thus providing support for H1. With regard 
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to H2, the results suggest that ‘adventure’ has 
a significant positive effect (β=0.134, p<0.05) 
on behavioural intention, thus supporting 
H2. Finally, the results also suggest that idea-
seeking hedonic motivation is significantly and 
positively associated with behaviour intention 
(β=0.239, p<0.001), and so H3 is supported. 
The significant factors together explain 45.1 per 
cent of the variance in behavioural intention. 

dIsCussIon and ImPlICatIons
The overriding aim this study is to determine 
the impact of selected hedonic motivations on 

South African consumers’ behavioural intention 
towards mobile shopping use. The findings of 
the study suggest that enjoyment, adventure, and 
idea hedonic motivations are all significantly and 
positively associated with behavioural intention 
to start/continue using mobile shopping. 

The study’s finding of the significant positive 
association between the ‘enjoyment’ shopping 
hedonic motivation and behavioural intention to 
start/continue using mobile shopping confirms 
the findings of prior research (Rodrigues et al., 
2016). It means, therefore, that for retailers to 

taBle 1: fIt IndICes for tHe measurement and struCtural models

χ2/df nfI tlI CfI rmsea
Measurement model 3.061 .967 .969 .977 .068
Structural model 2.976 .965 .962 .976 .067

taBle 2: ConVergent ValIdItY

Construct/item factor loading Cronbach’s 
alpha

Composite 
reliability

Behaviour intention .954 .954
BI1 .948
BI2 .901
BI3 .956
adventure .924 .936
AD1 .876
AD2 .943
AD3 .927
AD4 .789
Ideas .938 .950
ID1 .970
ID2 .918
ID3 .897
enjoyment .943 .949
ENJ1 .925
ENJ2 .910
ENJ3 .911
ENJ4 .885

taBle 3: dIsCrImInant ValIdItY 

aVe 1 2 3 4
1 Behaviour intention 0.875 0.935
2 adventure 0.785 0.486 0.886
3 Ideas 0.863 0.489 0.745 0.929
4 enjoyment 0.824 0.587 0.378 0.327 0.908
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attract and make shoppers loyal to their mobile 
shopping interface, they must endeavour to 
make the shopping experience on their mobile 
devices enjoyable. A possible way to achieve is 
by including a lot of interactive product images 
that customers can view. For clothing retailers, 
developing virtual fitting rooms on their mobile 
shopping interfaces that allow customers to 
see themselves in items of clothing through the 
webcam could go a long way to enhancing the 
fun appeal of their mobile marketing sites for 
both current and potential mobile shoppers. 

The significant impact of ‘adventure’ shopping 
on behavioural intention to start/continue 
using mobile shopping underscores the need 
for retailers to increase the adventure appeal 
of their mobile shopping interfaces if they are 
to succeed in either attracting new customers 
to their mobile shopping interfaces or keeping 

their current users loyal. Building games and 
competitions into mobile shopping sites could 
contribute to enhancing the appeal of adventure 
hedonic shopping to mobile shoppers. Retailers 
could contemplate building digital customisation 
into their mobile shopping platforms, giving 
the opportunity to build their own product by 
choosing the material, colour, shape, etc. These 
activities could serve as sensory stimulators and 
thus contribute to adventure shopping appeal. 

Lastly, the study also found that idea shopping, 
as a salient hedonic motivation, influences 
shoppers’ behavioural intention to start/continue 
using mobile shopping platforms. It is imperative, 
therefore, that retailers understand that shoppers 
turn to mobile shopping websites for inspiration 
and ideas about what they want to buy. This 
provides an opportunity for them to step in 
and bring their brands into the consideration 

fIgure 2: researCH model WItH PatH estImates

taBle 4: PatH analYsIs for struCtural model 

 Path Path coefficient Path  
significance Result

H1 Enjoyment ▶ behavioural intention 0.458 0.001 Supported
H2 Adventure ▶behavioural intention   0.134 0.039 Supported
H3 Ideas ▶ behavioural intention 0.239 0.001 Supported

                                                                           R2 = 0.451
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set. Having an online demonstration video 
that gives customers ample information on 
the value of their brands could prove effective 
in this regard. Retailers could also use search 
engine optimisation strategies to make sure 
their product is prominently displayed when 
customers search on category-related terms. 

ConClusIon 
This study examined the impact of hedonic 
motivation on behavioural intention to start/
continue using mobile shopping among 
South African shoppers. The study found 
that enjoyment, adventure, and idea hedonic 
motivations are salient factors explaining South 
African retail shoppers’ behavioural intention 
to start/continue using their mobile devices to 
shop from online retailers. The study further 
found enjoyment hedonic motivation to be the 
strongest antecedent of behavioural intention, 
implying that online retailers must devote more 
attention to improving the enjoyment value on 
their mobile shopping if they are to succeed at 
attracting non-users and retaining current users. 

The findings of this study contribute to 
enhancing our understanding of the role 
of hedonic motivation in the acceptance 
of mobile shopping in the South African 
context, and also present practical guidelines 
for a greater acceptance of mobile shopping.

Future studies could consider the potential 
impact of additional hedonic motivations such as 
gratification, role, best deal, and social (Arnord & 
Reynold, 2003) on behavioural intention to use 
mobile shopping among South African shoppers. 

The study was conducted among retail shoppers 
in Gauteng. Although the Gauteng population 
is widely considered to be a microcosm of the 
general South African population, it is largely 
urban. Thus the results of this study might not 
hold for rural populations in South Africa. 
Future studies could consider extending the 
study to include shoppers in rural areas in a 
longitudinal study using probability sampling 
to increase the generalisability of the findings. 
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aBstraCt
Minibus taxis are important in South Africa, 
accounting for approximately 70% of all trips made 
on public transport. Despite this, the taxi industry 
is generally perceived as providers of frequent and 
flexible but low quality services. If government is 
to achieve its aim of modal shifts from private 
to public transport, it is necessary to provide 
car-competitive public transport services. The 
purpose of this study is to determine commuters’ 
perceptions of current service levels in the 
minibus taxi industry. An adapted SERVQUAL 
methodology was used to determine gaps 
between perceptions and expectations. The study 
found that the main reasons for dissatisfaction 
with current service levels were related to safety 
and comfort and, in general, users find that the 
quality of service in the industry is lower than 
expected. This research provides a clear indication 
of the most important areas on which future 
service level improvements should be focussed.

Keywords: serVQual, public transport, mini-
bus taxi, south africa
 
IntroduCtIon
Minibus taxis are a crucial mode of travel to 
South Africans. It is estimated that minibus taxis 
make over 6.1 million trips annually in South 
Africa, mainly comprising of business, work and 
education- related trips (Department of Transport, 
2015). In Gauteng, taxis account for 71% of all 
work trips made by public transport, making it 
the single most important mode of transport 
for commuters in the province (Department of 

Transport, 2015). It is estimated that the industry 
contributes approximately R40 billion to the 
economy annually and employs almost 600  000 
people (Saturday Star, 2014). Despite its scope 
and importance to the national and provincial 
economies, the industry is beset with problems. 
It is estimated that it accounts for approximately 
8% of all road related deaths in the country and 
a study by the Automobile Association of South 
Africa recorded an annual total of 70 000 minibus 
taxi crashes. This indicates that taxis in SA account 
for double the number of crashes than all other 
passenger vehicles (Arrive Alive, n.d.). Taxis are 
therefore often seen as unsafe. Additionally, it is 
claimed that they frequently operate in a way that 
is abusive to passengers; some operate illegally, 
which contributes to violence in the industry; 
they often operate at high speeds to cut travel 
time; to cut operating costs, spare parts are often 
cheap options, thus impacting vehicle safety; 
roadworthiness is problematic and driver attitude 
has been highlighted as a cause for concern in 
the industry (Arrive Alive, n.d.). Because of 
the importance of the industry as well as the 
perceptions regarding safety, the taxi industry 
is under constant scrutiny from the media, the 
public and government. Government states that 
to be sustainable, public transport services need 
to provide users with capacity and convenience 
and therefore capacity, coverage, frequency and 
safety all need to be improved for existing users 
(National Planning Commission, 2011). Despite 
policies to regulate the taxi industry (Department 
of Transport, 2015; Republic of South Africa, 2009; 
Department of Transport, 1996), the industry is 
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largely informal, making it difficult to enforce 
safety and other public transport regulations and 
thereby improve the service offering. It has also 
been suggested that the industry self-regulate 
(Mhlanga, 2017) to improve their services. At 
present however, the perception remains that, 
although critical to commuter transport in 
the country, the industry does not currently 
provide a service which is appealing to customers 
(Statistics South Africa, 2014) and unless service 
levels improve considerably, taxi users still aspire 
to car ownership (Luke, 2016) so as to have a 
better daily commuting experience. It is therefore 
critical that taxi service providers improve 
their services if they are to remain a viable and 
sustainable commuting option within the South 
African and Gauteng transport environment.

ProBlem InVestIgated
Minibus taxi services are widely regarded 
as uncomfortable, unsafe, unreliable and 
unsustainable. They are nevertheless a critical 
commuting option to South Africans, and in many 
cases the only form of public transport available. 
Their perceived service levels are considered to be 
sufficiently low that most taxi commuters aspire 
to car ownership as an alternative. As high levels 
of car ownership are extremely undesirable in 
urban areas, it is imperative that taxi services are 
improved, not only to provide commuters with 
a public transport service that is safe, reliable, 
affordable, effective and efficient, as envisaged 
in the White Paper on National Transport 
Policy (1996), but also to provide a service that 
is a car competitive option. To understand the 
reasons underlying the intentions to exchange 
public transport commuting with car ownership, 
it is critical to understand the experience of 
service levels within the commuting process. 
This research seeks to identify the service 
levels experienced by minibus taxi commuters 
as well as the service levels they expect.

researCH oBJeCtIVes 
It is frequently asserted that service levels in the taxi 
industry are poor and that commuters therefore 
have a high desire to replace taxi commuting 
with car ownership. To mitigate against this, it 
is important that service levels improve to the 
extent that taxis are able to offer a service which 
can compete with car ownership. To improve 

service levels, it is important to understand 
current commuter dissatisfaction as well as 
commuters’ expectations of taxi services. This 
research therefore aims at identifying perceived 
service levels within the taxi industry as well as 
expectations of service levels. These results can be 
used by service providers as well as policy makers 
to identify areas in which service levels can be 
improved. This will ensure that users remain 
within the taxi industry rather than converting 
to private cars and the industry is also capable 
of attracting more commuters in the long term.

lIterature reVIeW
Minibus taxi users typically experience a myriad 
of problems when commuting, including 
affordability, safety concerns related to speeding, 
long waiting times at the taxi ranks, limited 
availability of taxis on certain routes and traffic 
congestion (Govender & Allopi, 2006; Venter, 2011; 
Chinomona, et al., 2013; Vilakazi & Govender, 
2014). Govender (2014) asserted that punctuality, 
timely arrival at destinations, affordability and 
reliability were the major service quality concerns 
of minibus passengers in Johannesburg. The 
National Household Travel Survey (Statistics 
South Africa, 2014) states that grievances of 
minibus taxis commuters include taxis being 
too expensive, reckless driving, availability of 
minibus taxis during specific times, long queues 
and waiting times at taxi ranks, security at taxi 
ranks and on taxis, inadequate facilities at taxi 
ranks, overloading of minibus taxis and improper 
behaviour of taxi drivers towards passengers. 
It is evident from the above that commuters 
have numerous complaints about the service 
level within the industry, however it is not clear 
what they require in order for them to perceive 
the service quality of taxis as being acceptable.

Customers generally measure service quality 
in terms the differences in their perception of 
the level of service that they receive and their 
expectations of the service.  Rust and Oliver 
(1994) claimed that perceptions of service 
quality are based on customer’s comparisons of 
the current service with previous experiences of 
excellence in service encounters. Service quality is 
therefore considered to be a comparison between 
perceived quality of the current service and 
previous encounters where excellent quality was 
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experienced. Bitner and Hubert (1994) considered 
service quality perceptions as a consumer’s 
judgment of, or impression about, an entity’s 
overall excellence or superiority. In essence, 
they defined service quality as the consumer’s 
overall impression of the relative inferiority or 
superiority of the organisation and its services. 
The concept of relativity is therefore critical to the 
definition of service quality and the customer’s 
perception of the quality of service is based on 
previous experience of a similar type of service.

In a review of the literature, a variety of 
approaches were identified that could be used 
for the measurement of service quality. Several 
national and international indexes have been 
developed that are based on customer perception 
and expectations (Andreassen & Lervik, 1999; 
Johnson, et al., 2001). Service Quality Indexes 
(SQI) could also be used which are based on 
random utility theory and discrete choice 
models. SQI’s are centred on choice data as 
opposed to the use of customer judgments 
ratings (Hensher & Prioni, 2002; Hensher, et 
al., 2003; Eboli & Mazzulla, 2007). Another 
approach is Customer Satisfaction Indexes 
(CSI), which measure service quality based on 
user judgements conveyed through numeric 
scales (Hill, et al., 2003; Eboli & Mazzulla, 2009). 

The SERVQUAL methodology, which was 
developed and refined by Parasuraman, et al. 
(1985, 1988, 1991), has been used extensively 
by researchers to study and measure service 
quality. The SERVQUAL methodology is one 
of the most commonly used approaches, across 
a broad range industries, to measure and 

compare customers’ perceived service quality 
expectations with their perceptions of actual 
service experience. The SERVQUAL model has 
been applied to banking, retailing, hospitality 
and tourism, hospitals, restaurants, education, 
local government and transport, amongst others 
(Daniel & Berinyuy, 2010; Awasthi, Chauhan,  
Omrani & Panahi, 2011; Barabino & Deiana, 
2013; Morton, et al., 2016). Because of the extent 
to which the SERVQUAL methodology has been 
applied and the range of industries in which it has 
been used, this type of instrument is considered 
appropriate for measuring the quality of service 
in the taxi industry, as the survey instruments 
are robust, reduce bias and are adaptable to 
local circumstances and particular industries.

The SERVQUAL instrument, as refined by 
Parasuraman, et al. (1985, 1988, 1991) is based on 
two sets (measuring perceptions and expectations) 
of 22 items, grouped into the five dimensions of 
service quality. These are shown in Table 1 below.

The model to determine service quality is based 
on identifying and measuring the gaps between 
the expectations and perceptions in the five 
dimensions that may cause customers to perceive 
the quality of service as being poor (Parasuraman 
et al. 1985). In general, most SERVQUAL research 
that measures service quality of transport services 
uses the RATER dimensions of service quality 
or an adaptation thereof (Barabino, et al., 2012; 
Muthupandian & Vijayakumar, 2012; Verma, 
et al., 2013; Ojo et al., 2014). The process of 
measuring service quality by determining the gaps 
between perceived service levels and expectations 
of service quality is shown in Figure 1 above.

taBle 1: serVQual dImensIons (rater)

service quality dimension definition

Reliability (R) Ability to perform the promised service dependably and 
accurately

Assurance (A) Knowledge and courtesy on the part of employees and their 
ability to convey trust and confidence

Tangibility (T) Physical facilities, equipment, and the appearance of 
personnel

Empathy (E) Caring, individualised attention which the organisation 
provides to its customers

Responsiveness (R) Willingness to help customers and provide prompt service

Source: Parasuraman, Valarie, Zeithaml, and Berry (1988)
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Parasuraman et al. (1991) believed however that the 
SERVQUAL instrument formed a guideline and 
that it should be refined and revised to fit specific 
contexts. This is supported by Too and Earl (2010) 
who state that, while SERVQUAL is extensively 
used to measure service quality across various 
industries, the specific contexts within which 
they are applied vary considerably, implying that 
the model frequently needs to be adjusted so that 
it is appropriate to particular circumstances. They 
further assert that the original SERVQUAL model 
should simply provide a framework that should 
be adapted to specific services and circumstances. 

It is generally considered to be difficult to measure 
service quality in the public sector, due to the 
complexity of the service offering. Customers 
expect reasonable service levels, however their 
demand for quality in public services is likely 
to be different from their demand for quality in 
other products and services. Wisniewski and 
Donnelly (1999) also state that, to some extent 
public sector organisations have a more difficult 
time than their private sector counterparts, given 
the diversity of customers. They further assert that 
this simply reinforces the need for public sector 
organisations to ensure that they are providing 
quality services that match customer expectations 
as closely as possible (Wisniewski & Donnelly, 
1999). When considering public transport, it 
is particularly important to determine service 
expectations and meet these, as customers are 
likely to switch to other modes of transport, in 
particular, their own cars if service expectations 

are not met. As transport policy in the country is 
aimed at improving the modal balance to 80:20 
(public:private modes), it is crucial that a transport 
system is created that favours public transport over 
the private motor vehicle ownership (Department 
of Transport, 1996). It therefore becomes 
imperative that consumer needs and expectations 
are understood, so that it becomes possible to 
provide public transport services that consumers 
believe to be viable alternatives to their own cars.

Although the SERVQUAL model is considered 
to be an appropriate instrument for the 
measurement of service quality in public 
transport, as previously stated, the instrument 
should be adapted to specific circumstances. 
Randheer, et al. (2011) found that the traditional 
SERVQUAL dimensions were not completely 
applicable to their context and therefore added 
culture to their study of customer expectations 
in public transport. In an exploratory analysis 
of  various forms of road based public transport 
modes in South Africa, Vilakazi and Govender 
(2014) found it appropriate to use the RECSA 
dimensions (reliability, extent of service, comfort, 
safety and affordability) to determine service 
quality perceptions of public transport users. 
Khuong and Dai (2016) also found RECSA to 
be appropriate for measuring taxi services in 
Vietnam as did Horsu and Yeboah (2015) in 
Ghana. McKnight et al. (1986) assert that the 
quality of transport services is influenced by 
the five main elements of RECSA.  The results 
of the State of Transport Opinion Poll indicates 

fIgure 1: measurIng serVICe QualItY (sourCe: Kumar, Kee, and mansHor (2009))
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that commuter transport is not yet safe, reliable, 
effective or affordable (Heyns & Luke, 2016). 
Based on the findings that affordability is a 
key component of the service level offered to 
customers, particularly in developing countries, 
RECSA is considered fitting for measuring service 
quality in public transport in South Africa. The 
SERVQUAL instrument was thus adapted to 
include dimensions and items that address the 
specific service quality concerns of the users.

researCH metHodologY
The aim of this research is to identify and 
measure the gap that exist between commuters’ 
expectations of service quality and the actual 
service quality offered by selected minibus 
taxi services in the Greater Johannesburg area. 
A modified SERVQUAL approach, using the 
RECSA dimensions was used to ascertain 
service quality and customer satisfaction 
of minibus taxi services in the study area. 

The research instrument was developed 
by generating 25 items, evenly distributed 
between the five service quality dimensions, 
after a thorough consideration of the service 
quality elements of public transport services. 
The structured interviewer-administered 
questionnaires consisted of three sections. The first 
section requested information on demographic 
characteristics such as age, gender, employment 
status and frequency of usage; the second 
section measured the respondents’ expectations 
regarding service quality of the transport service; 
and the third section examined the respondents’ 
perception of service quality actually provided by 
the minibus taxi service. Similarly to the majority 
of SERVQUAL applications, a five point Likert-
type scale, ranging from strongly disagree (1) 
to strongly disagree (5), was used to score the 
respondents’ level of agreement with the different 
item statements. The survey was conducted 
amongst the waiting minibus taxi commuters at 
taxi ranks and stops near the researchers’ premises 
in the Johannesburg area. Convenience sampling, 
conducted by trained research assistants, was 
used to obtain 200 responses from the randomly 
selected minibus taxi commuters. A limitation 
of the convenience sampling approach used 
is that generalisability from the results of this 
research is weakened (Zikmund, et al., 2013).  

results/ fIndIngs
The questionnaire data was analysed using SPSS 
for Windows version 24. To ascertain the internal 
consistency of the research instrument the 
reliability of the measurement scale was evaluated. 
The individual internal consistency for both the 
perception and the expectation attributes was 
determined.  The calculated overall Cronbach’s a 
values for the perception and expectation sections 
was 0.91 and 0.93 respectively. According to Field 
(2013) this indicates that the two questionnaire 
segments are very reliable. Furthermore, the 
Cronbach’s a values for the five different model 
dimensions, specified in Table 32, are similarly 
acceptable (Pallant, 2016).  The profile of 
the respondents is shown in Table 2 below.

The respondents were asked to rate the 25 
perceived and expected service quality levels items 
on a five-point Likert-type scale. To determine 
the SERVQUAL gap score, the expectations (E) 
individual attribute item score is subtracting 
from the related perceptions (P) item score. 

There are three possible outcomes that can be 
obtained:

•	 If P-E > 0, a more than satisfactory level of 
service quality is perceived

•	 If P-E = 0, a satisfactory level of service quality 
is perceived

•	 If P-E < 0, a less than satisfactory level of 
service quality is perceived

The SERVQUAL gap scores at dimension level is 
illustrated in Figure 2 and highlights the negative 
gaps between the perceived perceptions and 
expectations of the minibus commuters.  For 
the minibus taxi service the largest gap speaks 
to the ability to provide a safe minibus service, 
with the safety dimension returning a gap 
score of -0.96. This is  followed closely by the 
comfort dimension with a gap score of -0.89.  

The overall average score for minibus taxi 
commuters’ perceived level of service quality 
is 2.99 out of a possible score of 5, as shown 
in Table 3. Their expectations of minibus 
service quality is an average score of 3.72 
which indicates an overall minibus service 
that is perceived to be less than satisfactory.  
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Table 4 provides the detailed attribute scores 
within the different dimensions of minibus 
service quality and highlights those areas of 
inadequacy and agreement. The paired t-tests 
was utilised and indicated statistically significant 
differences between the expectations and 
perceptions (p<0.05) for all service attributes. 

The key service shortcomings for the minibus 
commuters are the lack of adequate safety measures 
against crime; inadequate driving measures 

used; experiencing reckless driving; inadequate 
vehicle comfort;and poor in-vehicle cleanliness. 

Minibus taxi commuters indicated that the 
best areas of service quality provided are their 
affordability, convenient access, reliability 
in terms of breakdowns and replacements 
and adequate availability on weekdays.

managerIal ImPlICatIons
The purpose of the study was to investigate 
the main quality concerns of minibus taxi 

taBle 2:  ProfIle of resPondents

fIgure 2: gaP BetWeen PerCePtIons and eXPeCtatIons
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commuters, focussing specifically on their 
perceptions of current service levels, their 
expectations and the gaps between them.

Previous studies, including Govender and 
Allopi (2006); Venter (2011); Chinomona, et al. 
(2013); STATSSA (2014); Vilakazi and Govender 
(2014) and identified numerous service quality 
problems faced by minibus taxi commuters 
on a daily basis.  The study is believed to be 
the first empirical research to isolate safety and 
comfort as the most critical concerns amongst 

minibus taxi commuters. These are important 
for service providers in that it provides clear 
indication of the areas that needs attention 
when considering improvement of the service.  

Although government attempted to address 
the safety and comfort concerns with the taxi 
recapitalisation process (Arrive Alive, n.d.), the 
results of the study clearly indicate that these 
measures were insufficient to address these 
fundamental concerns.  For policy makers, 
regulators and transport authorities, the individual 

taBle 3: serVQual gaP sCores at dImensIonal leVel

taBle 4: mInIBus taXI serVICe QualItY sCores
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issues identified within the safety and comfort 
dimension provide the detailed concerns on which 
future improvement initiatives can be focussed. 

ConClusIons
This study has presented the findings of a survey 
that examined the gap between the expectations 
and the perceptions of minibus taxi users in 
the Johannesburg area. The study demonstrates 
the application of a modified SERVQUAL 
instrument for the measurement of transport 
service quality of the minibus taxi industry.

The SERVQUAL methodology, as envisaged 
by Parasuraman, et al. (1985), which 
commonly uses the RATER (reliability, 
assurance, tangibility, empathy, responsiveness) 
dimensions was modified to include the RECSA 
(Reliability, extent of service, comfort, safety 
and affordability) dimensions with 25 items 
evenly distributed across the five dimensions. 

The overall perception scores, for all dimensions, 
were less than the expectation scores, which 
indicate a less than satisfactory service quality 
experience. In particular, the areas where minibus 
taxi services fell short were in the safety and 
comfort dimensions. In terms of safety, all sub-
dimension showed considerable gaps between 
perceived service levels and expected service levels, 
indicating that operators have failed to address 
the safety concerns of the users and that the latter 
feel vulnerable when using this form of public 
transport. In particular, users feel that drivers are 
ill-equipped to deal with unsafe driving and road 
conditions, drivers are reckless and disregard the 
well-being of their customers and inadequate 
safety measures are taken both on the vehicle 
and at taxi rank. From a comfort perspective, 
users highlighted cleanliness and maintenance, 
both at taxi ranks and within the vehicle. From 
a managerial perspective, these findings provide 
clear directions for future interventions aimed 
at improving service levels in the industry. 

Although this research has provided a fresh 
perspective on the use of the service level 
dimensions, it has some limitations, such as the 
sample size, the inherent weaknesses associated 
with the SERVQUAL methodology and the 
limited geographic area which was investigated. 

These limitations also provide considerable 
scope for future research. It is suggested that 
the current research be expanded to include 
other major metropolitan areas in South 
Africa, as well as smaller towns, villages and 
rural areas to determine whether the results 
are generalizable to the population or whether 
other areas have different service level concerns.
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aBstraCt
The fuel retail industry has increased its service 
offering in an effort to differentiate and compete, 
by focusing on elements such as marketing 
of fuel additives, opening convenience stores, 
ATMs, car washes and restaurants. This aims to 
attract consumers to fuel stations to boost fuel 
volume sales. Given the volume driven nature 
of the industry and regulated pricing leading to 
controlled margins, it becomes very important for 
fuel retail companies and dealers to understand 
what influences consumer loyalty to a fuel brand.

This research study was conducted using a 
two-phased mixed method approach: the first 
phase was a qualitative, inductive approach 
using in-depth interviews on 8 respondents 
to validate the factors identified during the 
literature review. The validated loyalty factors 
were then used to formulate the questionnaire 
for the second phase, a quantitative, deductive 
approach.  The quantitative study collected data 
from a convenience sample of 344 respondents 
through an online survey. The data was then 
analysed using factor analysis and structural 
equation modelling to determine the factors 
and their relationship with fuel brand loyalty.

The results of the study identified two factors that 
directly influence fuel brand customer loyalty, 
namely: Trusted relationship with the fuel brand 
and Loyalty programmes and rewards. In addition,  
two factors were found to influence fuel brand 
customer loyalty indirectly, namely, Quality of 
service, and Site appearance and attractiveness. 

Lastly, the factor, Convenient location, was found 
to negatively influence fuel brand customer 
loyalty, as consumers select the location purely 
on convenience and not loyalty to the fuel brand.

Keywords: fuel retail, fuel Brand loyalty, loy-
alty fuel, south africa

IntroduCtIon
The South African fuel retail sector is a mature, 
well operated and structured market (Hadland, 
2002). The market includes the integrated oil and 
gas major players, namely Shell, BP, Total and 
Caltex (Chevron), and the local South African 
companies, PetroSA, Engen and Sasol. It is a 
low margin and high volume business sector 
(Hadland, 2002; Sartorius, Eitzen, & Hart, 2007).  
There are approximately 4600 service stations 
across the country (SAPIA, 2014a). The total 
consumption of petrol and diesel was estimated to 
be more than 24bn litres in 2014 (SAPIA, 2014b).

Fuel is a product that is a necessity for vehicle 
owners, and in a regulated market where the 
Department of Energy regulates the retail price, 
fuel retailers cannot differentiate on the price of 
petrol or diesel.  This creates a challenge for fuel 
retailers looking to incentivize consumers in 
purchasing their brand of fuel. Fuel retailers in 
South Africa have steered clear of offering their 
own loyalty programs given this complication. 

The fuel retail industry has increased its service 
offering in an effort to differentiate and compete, 
by focusing on other elements such as marketing 
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of fuel additives, opening up convenience stores, 
ATMs, car washes and restaurants (Boyle, 1999; 
Kishore & Patel, 2012). These diversified business 
models aim to attract consumers to fuel stations 
to boost fuel sales volumes. Sartorius et al. (2007) 
studied variables influencing sales volumes at fuel 
stations and confirmed that location was the main 
driver of increased fuel sales.  Given the volume 
driven nature of the industry, regulated pricing, 
and resultant controlled margins, it becomes very 
important for fuel retail companies and dealers 
to understand what drives consumer loyalty 
to a particular fuel station. Major fuel retailers 
have begun to create an ecosystem of partners in 
an effort to attract and retain customers. Some 
examples are Woolworths partnering with Engen, 
Pick and Pay with BP, Fruit and Veg City with 
Caltex (Chevron) and recently SPAR with Shell 
(Hedley, 2013). Recently partnering has extended 
to the banking sector, where South African banks 
Absa, Standard Bank and FNB have all partnered 
with fuel retail companies to reward customers for 
fuelling up with a particular brand (Kruger, 2014).  

researCH ProBlem InVestIgated
Given the changes in partnership models across 
all major fuel retail brands subsequent to prior 
research, the main research problem that was 
addressed by this research study was to identify the 
factors that influence customer loyalty in fuel retail.

Owing to the shift in service offering in the fuel retail 
industry and the industry’s highly competitive 
nature, this study into the factors influencing 
loyalty will benefit fuel retailer dealers, oil and gas 
companies, industry partners and consultants. It 
is also likely that the additional service offerings 
now available could have changed the playing 
fields, so that the previous research of Sartorius 
et al. (2007) might not be applicable any more.

lIterature reVIeW
Previously, research on the South African fuel retail 
industry focused mainly on economic demand or 
price regulation (Akinboade, Ziramba, & Kumo, 
2008; Bisset, 1981; Das Nair, Pamela, & Roberts, 
2015; Dhlomo, 1998; Miller, 1979; Mondliwa & 
Roberts, 2014). There has been some research in 
the South African fuel retail market connected to 
the field of loyalty that have examined customer 
satisfaction, motivation factors or factors that 

drive fuel retail sales (Bailey, 2011; Malumo, 
2003; Molefe, 2006; Sartorius et al., 2007). 

The South African Fuel Retail Market
The fuel retail market is controlled by a few large 
players, Engen, Total, Shell, Caltex, BP and Sasol. 
At the end of 2003, Sasol was allowed to enter 
the fuel retail market, as a fully-fledged retailer, 
following the termination of the main supply 
agreement which prohibited Sasol from retailing 
its own fuel in exchange for supplying all other 
major fuel suppliers in the market (Das Nair et al., 
2015; Matsho, 2010; Mondliwa & Roberts, 2014). 
Engen remains the market leader and has one of 
the largest fuel station networks in the country, 
with more than 1100 stations, and half of those 
in the high demand Gauteng region (Bailey, 2011; 
Engen, 2016).   Petrol and diesel produced from 
the six refineries are primarily sold through more 
than 4600 fuel retail stations in South Africa 
(Hadland, 2002; SAPIA, 2014a; Sartorius et al., 
2007). These products are primarily marketed 
under brands owned by the fuel producing 
companies, the fuel products contain proprietary 
additives to differentiate the products from one 
brand to the next (Eckert, 2013; FinWeek, 2007).

Fuel retail service stations have transformed 
over the years to enhance their service offering, 
introducing convenience stores, car washes, food 
retail and ATMs (Hadland, 2002). This has been 
a common trend in most fuel retail markets, 
especially the push into the convenience store 
market (Boyle, 2002; Kishore & Patel, 2012; 
Stavrakakis & Chountalas, 2015). In South Africa, 
Molefe’s (2006) study into customer motivations 
on forecourt convenience store selection, 
showed that consumers value the forecourt 
store brand over the actual fuel brand. This is 
further supported by a later study conducted 
by Sartorius et al. (2007) to identify factors 
influencing fuel sales other than location, price 
and fuel station size. Sartorius et al. (2007) found 
that dealers believed that the convenience store 
was an influencing factor of fuel sale purchases.  
Bailey (2011) built on the study of Molefe 
(2006), through a much more focused study by 
evaluating consumer buying behaviour at Engen’s 
convenience stores in Cape Town. Bailey’s (2011) 
study reviewed additional factors, such as the 
product range, customer service and its impact on 
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the customer decision to purchase at a particular 
convenience store. The research demonstrated 
that there was a positive influence by these factors 
on the customer choice of convenience store.  

As the price of fuel is regulated by the 
Department of Energy (DoE), non-price factors 
such as customer service become important.  The 
majority of fuel retail stations are operated by 
dealers, which means that the customer service 
experience is in the hands of several different 
dealers, which can create an inconsistent customer 
experience across fuel stations of the same brand.  
Consequently, fuel companies are struggling 
to maintain consumer loyalty to the brand.

Loyalty
The earlier definitions and studies of loyalty 
focused on the behavioural components 
related to action orientated outcomes such as 
repeat purchasing or purchasing sequence (e.g. 
Cunningham’s  (1961) family study on store 
loyalty).  Although repeat purchasing behaviour 
is a form of loyalty,  in some research it is not 
considered a true form of loyalty (Chaudhuri 
& Holbrook, 2001; Dick & Basu, 1994; Jacoby 
& Kyner, 1973). This is due to the belief that 
behavioural loyalty focuses on the outcomes and 
not the potential cognitive or attitudinal factors 
that influenced the behavioural action to take place. 

attitudinal loyalty focuses on the consumers’ 
relative attitude toward a brand and the 
antecedents that create this attitude (Dick & Basu, 

1994; Oliver, 1999). The argument put forward by 
the authors of research into attitudinal loyalty is 
that it is critical to understand the psychological 
causes for consumers to behave loyally in order to 
fully understand loyalty i.e. the cause of the repeat 
purchasing (Bandyopadhyay & Martell, 2007; 
Chaudhuri & Holbrook, 2001; Dick & Basu, 1994; 
Jacoby & Kyner, 1973; Kim, Morris, & Swait, 2008).

Most of the research thus far has supported the 
establishment of  a two-dimensional definition of 
brand loyalty which considers both behavioural 
and attitudinal factors as better defining loyalty 
(Jacoby & Kyner, 1973; Oliver, 1999; Dick 
and Basu, 1994; Day, 1969 as cited in Kuusik, 
2007). A clearer understanding of the factors 
driving loyalty and disloyalty helps better serve 
customers and utilising these factors can create 
a “social bond” between the brand and the 
customer (Oliver, 1999, p. 33). Repeat purchasing 
behaviour from customers does not guarantee 
a form of loyalty, this is considered just one 
dimension of loyalty as no emotional connection 
may have been established with the brand. If this 
emotional connection does not exist the customer 
may not be fully committed to being loyal.

According to Dick and Basu (1994), customer 
loyalty is a relationship between relative attitude 
and the repeat purchase. The framework validates 
that loyalty is more than just repeat purchasing, 
supporting the shift from the operational 
measures such as the number and sequence of 
purchases, to a more focused and comprehensive 

fIgure 1: Customer loYaltY frameWorK (sourCe:  dICK & Basu, 1994)
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measure that examines the relationship among 
the psychological, situational and operational 
factors (Dick & Basu, 1994; Jacoby & Kyner, 1973). 

The figure below (Figure 1) is an illustration 
of the framework used to define loyalty.

Relative attitude towards a brand is influenced 
by the attitude strength and whether there is 
differentiation amongst suppliers in the market, 
that is, the customer has choice (Dick & Basu, 
1994). The degree of relative differentiation 
among consumer choices has a major influence 
on relative attitude. One might feel positive 
about a particular product brand, but when the 
consumer faces large differentiation amongst 
choices in that segment, the consumer may not 
choose a brand that is generally favourable but 
one that is both favourable and differentiated 
enough.  This creates a high relative attitude 
and is a fundamental factor in defining 
loyalty as described by Dick and Basu (1994). 

Rowley (2005) takes Dick and Basu’s model 
and expands thinking in the loyal category, 
introducing the concept of a neutral loyalist, 
that is, inertial loyalty.  Rowley (2005) compares 
inertial loyalty to positive loyalty to suggest 
that there are 4 categories of customers when 
dealing with customer loyalty: the 4 Cs of 
Captive, Convenience-seeker, Contented 
and Committed. This helps further segment 
loyalty to understand the specific attitudes 
and behaviours of loyal customers (Figure 2).

fIgure 2: tHe 4Cs of Customer 
loYaltY(sourCe: roWleY, 2005)

Captive customers are defined in a similar way 
to Kuusik’s (2007) segment of customers having 
no choice or alternative. Convenience Seekers do 
not hold an emotional connection with the brand 

but are driven by a variety of convenience factors 
such as location and opening hours (Kuusik, 
2007). There might be increased relevance for the 
convenience definition of loyalty in fuel retail, 
as it is a business that is widespread along major 
routes and generally operate 24 hours a day in 
main centres. Rowley (2005) describes Contented 
customers as those that have a positive attitude 
toward the brand, but purchase decisions are not 
influenced entirely by the brand, as there is an 
evaluation on “merit”. Therefore, these consumers 
do not necessarily use the brand’s full range of 
products and services. Contented customers may 
spread the positive word about the brand based 
on their attitude toward the brand. Rowley (2005) 
describes Committed customers as those who 
are not neutral in their attitude or behaviour and 
are committed to the brand. These customers 
will not switch easily or consider competitors. 
These are the customers that have formed a 
relationship with the brand and are considered 
true loyalists (Rowley, 2005; Dick & Basu, 1994).

The importance of loyalty
It is well stated in much of marketing literature 
that it is far more expensive to gain a new 
customer than to retain an existing one (Bloemer 
& Lemmink, 1992; Kotler & Keller, 2012). 
It is important for businesses to understand 
which customers are loyal and what makes 
these customers loyal  (Rowley, 2005). Creating 
loyal relationships with customers, benefits the 
business in the longer term and hence the concept 
of loyalty becomes vital to the sustainable success 
of any business. The strategic motivation for a 
business should be to establish customer loyalty 
(Jones & Sasser, 1995; Mascarenhas, Kesavan, & 
Bernacchi, 2006; Mittal & Lassar, 1998). This will 
drive revenues up through cross selling of services 
and reduce the cost to serve customers thereby 
increasing the customer lifetime value (CLTV) 
(Kotler & Keller, 2012; Mittal & Lassar, 1998). 

Customers are focused on seeking value and 
maximising this value when making decisions on 
purchases (Kotler & Keller, 2012). Customers weigh 
up the total benefit and costs against alternatives 
and make their decisions based on where the most 
value lies (benefit – cost)  (Kotler & Keller, 2012). 
As explored earlier, loyalty is behavioural and 
attitudinal, and in order to understand the factors 
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that cause loyalty to occur, the factors influencing 
the purchasing decision need to be understood.

Factors influencing customer loyalty in fuel 
retail
Kuusik (2007) proposed four major factors that 
influence customer loyalty, that is, customer 
satisfaction, trustworthiness, image (brand) and 
importance of relationships.  His study points 
to customer satisfaction and importance of the 
relationship being prerequisites for loyalty to even 
occur (i.e. it is foundational); trustworthiness was 
a key factor in moving customers to behavioural 
loyalty while image moved customers to committed 
loyalty. Kuusik (2007) alludes to other factors that 
are not as major in the influence such as price 
and demographics, but these factors were not 
considered major and not examined in his study.

In the studies completed in the fuel retail industry 
to date, Sartorius et al. (2007), through qualitative 
research, found that customer facing factors that 
influence profitability include convenience stores, 
brand loyalty, service, site appearance, diesel price 
and additional services offered. Even though 
price was identified as a minor long term factor,  
Sartorius et al. (2007) found location to be a major 
drive for fuel sales volume.  Based on the work of 
Kuusik (2007), Sartorius et al. (2007), Ang and Tan  
(1990), Molefe (2006), Stavrakakis and Chountalas 
(2015), Bailey (2011), and others, the following 
factors have been derived from prior research:

1. Customer satisfaction: Jones and Sasser 
(1995) and Oliver (1999)  support the findings 
of Kuusik (2007), that customer satisfaction 
is a precursor for loyalty, that is, complete 
customer satisfaction must be attained. 
Industries such as retail, which have a highly 
competitive environment, do require that high 
levels of customer satisfaction be achieved in 
order to gain the loyalty of customers (Jones & 
Sasser, 1995).  Using the logic of Bloemer and 
Lemmink (1992), who found that customer 
satisfaction was an important determinant 
of loyalty in the automotive industry, it is 
proposed that customers in fuel retail would 
need to build service station loyalty based 
on the service elements prior to establishing 
brand loyalty to the fuel company.
2. location: Location is key in retail as 

accessibility to the customer can drive volumes 
through retention and loyalty because of 
the nature of people who prefer routine and 
a familiar environment (East, Hammond, 
Harris, & Lomax, 2000).  A further study 
conducted in the US showed that 73% of 
consumers purchased at the same location 
from the same provider indicating some form 
of loyalty to the location of the fuel station 
(Castilla & Haab, 2013).   Sartorius et al. 
(2007) found a positive correlation between 
a better location and sales volumes of fuel; 
however, this may be behavioural rather than 
attitudinal loyalty.  
3. Brand: Brands are critical in that they 
form a real identity in the customer’s mind. 
Due to the very homogenous nature of petrol 
and diesel, fuel companies value the identity 
of their brands (Dugar, 2013). Smalley (1999) 
listed brand name as one of the four key 
valuation factors when looking to value a new 
fuel station.  
4. Quality: A key component to achieving 
customer satisfaction and thus loyalty would 
be meeting expectations of  product and/or 
service quality (Kotler & Keller, 2012). While 
adherence to product quality standards is 
governed through the Petroleum Products 
Act of 1977, fuel producing companies have 
limited direct control over the quality of 
service provided as fuel stations are operated 
by dealers (Hadland, 2002; Mondliwa & 
Roberts, 2014). Stavrakakis and Chountalas 
(2015) identify service quality as one of the 
critical success factors in fuel retail as it has 
an impact on customer satisfaction. Service 
quality appears to have an indirect influence 
on loyalty through the mediating effects of 
customer satisfaction.   
5. Convenience stores and additional 
services:    The diversification into convenience 
stores has become a key part of fuel retailing 
business strategy in order to bring on 
additional revenue streams, due to tightly 
controlled margins in the sale of fuel products 
(Hadland, 2002; Mondliwa & Roberts, 2014; 
Riboldazzi, 2010; Stavrakakis & Chountalas, 
2015). These expanding services in South 
Africa could potentially be influencing the 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

763

A DECADE OF EXCELLENCE

loyalty to specific fuel retail stations. Prior 
research has highlighted that the convenience 
store and additional offerings are drawing 
customers to fuel retail stations (Molefe, 
2006; Sartorius et al., 2007); these may also be 
creating loyalty amongst customers to the fuel 
retail brand.   
6. site appearance:  A fuel site that is well 
laid out, well lit, clean, easy to access and has 
sufficient parking is likely to improve image 
and site appearance therefore attracting 
consumers. The access and layout of the fuel 
retail site are key factors and are considered 
essential for fuel retail sites (Bainbridge, 
2012; Smalley, 1999). In a study conducted 
in Johannesburg, safety was found to be an 
influencing factor when looking into setting 
up self-service fuel retail stations in the city, 
meaning that consumers require a fuel site 
to be well lit and safe before deciding to 
patronage the site (Uta, 2015).  The image of a 
store has a strong link to customer satisfaction 
and hence loyalty; this has been validated in 
previous studies on the subject (Bloemer & de 
Ruyter, 1998; Thomas, 2013). 
7. Pricing:  Customers create perceptions of 
overall pricing at retail stores and make store 
choices based on these perceptions (Cox & 
Cox, 1990). Therefore, consumers perceived 
information of pricing as key in their decision-
making process. While the retail price of 
petrol in South Africa is fixed, this was not the 
case for the retail price of diesel, as Sartorius et 
al. (2007) identified diesel pricing as a factor 
dealers believed attracted diesel consumers 
to fuel station sites. Based on Sartorius et 
al.’s (2007) research into the South African 
fuel retail market, diesel prices appeared not 
to have an impact on sales volumes, though 
this conflicted with the finding that dealers 
believed diesel price would have an impact on 
improving fuel sales.  
8. fuel additives:  Fuel companies spend a 
significant amount of money on fuel additive 
marketing to consumers, highlighting the 
product differentiation of the proprietary 
additive  (Ang & Tan, 1990; Borenstein & 
Bushnell, 2005). Attri, Urkude and Pahwa 
(2011) and Liu, Margaritis, and Zhang 

(2016) stated that even though companies 
invest in marketing and creating additives 
to differentiate their brands, consumers view 
fuel homogeneously. Research conducted by 
Ang and Tan (1990) conflicts with this view, 
as it was found that customers were sensitive 
to additive marketing and that this did impact 
sales volumes. In South Africa fuel companies 
promote and compete on the functional 
characteristics of their additives (FinWeek, 
2007).
9. Importance of the relationship:  Loyalty 
is not simply repeat purchasing behaviour, 
there is a deeper emotional connection which 
is part of creating customer loyalty (Dick & 
Basu, 1994; Jacoby & Kyner, 1973; Oliver, 
1999). The customer needs to know and feel 
that the relationship with the brand is valued, 
where a high degree of individual fortitude 
is fostered (Oliver, 1999). As mentioned 
previously, there is a relationship between 
loyalty and satisfaction, and dissatisfaction 
could begin to erode loyalty if not recognised 
and dealt with (Bojei, Julian, Wel, & Ahmed, 
2013; Jones & Sasser, 1995). Kuusik (2007) 
identifies the importance of the relationship 
as a key factor to building loyalty and together 
with satisfaction form the foundation of 
creating customer loyalty.
10. Brand trust:  Brand trust is a key 
contributor to brand loyalty, and positively 
affects both behavioural and attitudinal 
loyalty (Chaudhuri & Holbrook, 2001; Deng, 
Lu, Wei, & Zhang, 2010; Kuusik, 2007).  
However, a study by Bianchi, Drennan, 
and Proud (2014) found that brand trust 
indirectly impacts brand loyalty through 
satisfaction. In another study involving brand 
trust by Becerra and Badrinarayanan (2013), 
brand trust was found to positively influence 
purchase intentions and brand referral 
intentions, which further supports the notion 
that brand trust influences loyalty.

This leads to the development of our proposition:

Research Proposition:  The factors 
that influence customer loyalty in 
the fuel retail industry are:  customer 
satisfaction, location, brand, quality, 
convenience stores and additional services, 
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site appearance, price, fuel additives, 
importance of relationship, and brand trust.

researCH metHodologY
An adapted mixed methods phased approach was 
adopted for this study.  Initially, a qualitative pilot 
phase was conducted to validate the influencing 
factors as identified from the literature review. 
A convenience sample of eight purchasers of 
fuel were selected, and data generated from 
semi-structured in-depth interviews were 
content analysed to identify specific influencing 
factors, which were used to assist in the design 
of the questionnaire for the quantitative study.

For the quantitative phase, the population 
included all consumers who are of legal driving 
age, and who purchase either petrol or diesel 
from a fuel station.  A convenience sample of 
393 respondents engaged in an online survey via 
‘Kwiksurvey’, which was distributed via email 
and social media; 344 usable questionnaires were 
utilised for analysis.  The research instrument was 
a structured questionnaire with 34 statements, 
using a 5 point Likert scale, from 5 – ‘strongly 
agree’ to 1 – ‘strongly disagree’.  The data were 
analysed using Factor Analysis, followed by 
the use of structural equation modelling to 
identify the common, direct and indirect factors 
that influence loyalty in fuel retail. During the 
exploratory factor analysis, an eigenvalue, scree 
plot and parallel analysis were conducted to 
identify the appropriate number of factors for 
extraction and rotation. A bivariate analysis and 
structural equation modelling were conducted 
to determine the direction and strength of the 
relationship between the factors and customer 
loyalty toward the fuel brand.    Validity and 
reliability were confirmed by the widespread 
distribution of the survey, the large sample 
size, pilot testing of the questionnaire on three 
respondents prior to distribution, and conducting 
Cronbach alpha reliability tests on the dataset to 
verify the internal consistency of the variables.

results:  QualItatIVe studY
The analysis of the responses from 
the eight purchasers of fuel who were 
interviewed revealed the following results:

•	 All respondents confirmed the influencing 

factors of Customer Satisfaction, Location, 
Quality (of service), Convenience Store and 
Additional Services, 

•	 Many respondents mentioned Site 
Appearance, Importance of relationship, and 
Brand trust

•	 There were mixed reactions on consumers 
being loyal to a fuel Brand, and the role of 
Fuel additives.

•	 Price was perceived not to play a significant 
role in attracting respondents to a particular 
fuel station, as the price differences did not 
warrant the effort to shop around.

•	 A newly identified factor, Rewards and Loyalty 
Programmes, was clearly identified, provided 
these were meaningful.

These updated influencing factors were 
then used to develop the questionnaire for 
the quantitative field study in South Africa.

results:  QuantItatIVe studY
There were 344 respondents to the quantitative 
survey, with 53% of the respondents being male, 
and 56% in the 25-35 year age group category.  
81% of respondents were drivers of petrol cars, 
whilst 19% were drivers of diesel vehicles.  In 
the sample, 32% of respondents frequently used 
Engen, followed by 18% using BP, 17% using 
Shell, 13% using Caltex, 13% using Sasol and 
7% using Total. Only 3% of respondents did 
not have a frequent brand selection. Given that 
Engen is the market leader, with the greatest 
number of fuel sites, this correlates well with the 
sample data.  In terms of fuel brand loyalty, 70% 
of respondents agreed to using the same brand 
of fuel frequently or all of the time, and only 
6% of respondents rarely used the same brand.

The questionnaire contained 40 items or 
statements that covered the ten influencing 
factors, which are given in Table 1.

Factor analysis
An exploratory factor analysis approach was 
performed utilising IBM SPSS statistical software.  
The data were subject to the Kaiser-Meyer-Olkin 
measure of sampling adequacy, producing a result 
of 0,854, above the recommended minimum 
threshold of 0,6 or above (Pallant, 2005), and 
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taBle 1: VarIaBle names and related QuestIons

Construct Variable 
name Attribute Question

Customer 
Satisfaction

CS1 Brand I am always satisfied with the service from my fuel brand
CS2 Station I am always satisfied with the service from my fuel station

Location

L1 Work I visit a particular fuel station because it is on my way to work
L2 Home I visit a particular fuel station because it is on my way to home
L3 Amenities I visit a fuel station because it is close to other amenities I frequent
L4 Visible I visit a fuel station because it is visible from the main road
L5 Accessible I visit a specific fuel station because it is easy to get in/out (accessible)

Brand
B1 Fuel Brand I visit a specific fuel station because of the fuel brand
B2 Local I fuel my car at a specific fuel station because it’s a South African brand

Quality

Q1 Friendly I visit a specific fuel station because the staff are friendly

Q2 Knowledgeable 
Attendants I fuel my car at a specific fuel station knowledgeable petrol attendants

Q3 Attendant 
Service

I fuel my car at a specific fuel station of the good service and friendly 
petrol attendants

Q4 Quick Service I visit a specific fuel station because the service is always quick

Convenience 
Store/

Additional 
Services

C1 C-Store Brand I visit a specific fuel station because of the convenience store brand 

C2 C-Store Brand 
Partner I visit a specific fuel station because of the convenience store partner 

C3 Presence I fuel my car at a specific fuel station because It has a convenience 
offering

C4 ATM I fuel my car at a specific fuel station because it has an ATM

C5 ATM Brand I fuel my car at a specific fuel station because it has a specific brand of 
ATM

C6 Carwash I fuel my car at a specific fuel station because it has a carwash

C7 Quick Carwash I fuel my car at a specific fuel station because the carwash service is 
quick

C8 Coffee Shop I fuel my car at a specific fuel station because it has a coffee shop
C9 Gas I fuel my car at a specific fuel station because It sells Gas cylinders

C10 Nitrogen I fuel my car at a specific fuel station because I can fill nitrogen in my 
tyres

C11 Fast Food I fuel my car at a specific fuel station because it has a fast food store

C12 Clean 
Restrooms I fuel my car at a specific fuel station because it has clean restrooms

Site 
Appearance

SA1 Available 
Parking I visit a specific fuel station because there is available parking

SA2 Safety I fuel my car at a specific fuel station because it is safe
SA3 Cleanliness I fuel my car at a specific fuel station because it is clean
SA4 Lighting I fuel my car at a specific fuel station because it is well lit and bright
SA5 Layout: Station I fuel my car at a specific fuel station because of the station layout

SA6 Layout: Pumps I fuel my car at a specific fuel station because enough fuel pumps with 
my grade of fuel

Fuel Additives FA1 Superior Fuel I visit a specific fuel station because of the fuel product/additive is 
superior to other brands

Importance of 
relationship R1 Value 

Relationship The fuel brand I use values my relationship
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Bartlett’s Test of Sphericity, with p < 0,05, to confirm 
reliability.  Cronbach’s Alpha of 0,908, above the 
recommended 0,7, validify the internal consistency 
and hence reliability of the questionnaire.

The results of the factor analysis for 
purchasers of fuel with initial eigenvalues 
prior to rotation are given in Table 2:

This shows a 10 factor solution, with eigenvalues > 
1 and > 60% of the cumulative variance explained 
(Hair et al., 2010).  The Scree plot of the variables 
against the Eigenvalues showed an elbow that 
appears to flatten from factor 7 onward, indicating 
potentially that the first 6 factors explain most 
of the variance.  Consequently, Horn’s parallel 
analysis was used, which involves comparing 
eigenvalues that are randomly generated from 
a dataset of the same size with only eigenvalues 
exceeding the corresponding values from the 
random data accepted (Pallant, 2005).  The 
parallel analysis conducted using the Monte 
Carlo PCA program for parallel analysis confirms 
the finding from the scree plot indicating that 
the first 6 factors should be accepted, and 
the remaining four rejected as their actual 
eigenvalues are less than the criterion values.

For each of the 6 factors, the statement loadings 
after Varimax rotation are highlighted in Table 
3, where factor loadings of > 0,5 are considered 
practically significant (Hair et al., 2010).  
Varimax rotation was used as opposed to oblique 
rotation as this provided a better fit of factors.

The six confirmed factors for 
purchasers of fuel are discussed below:

Factor 1: Convenience store and additional 

services
This factor is labelled ‘Convenience store and 
additional services’, as it retains all the variables 
from the original proposed factor.  Convenience-
store and ATM variables loaded the strongest, 
with other offerings such as Carwash, Coffee 
shop and Fast food restaurant also loading 
strongly.  This is consistent with research from 
Raj and Milan (2013), Sartorius et al. (2007) and 
Stavrakakis and Chountalas (2015), who found 
that convenience and additional services at fuel 
stations attract consumers and diversify revenue. 
However, other than the convenience offering 
(55% agree) and the availability of an ATM (50% 
agree), there was no agreement in the sample 
that any of the other factors strongly influence 
a choice of fuel station for fuel purchase. This 
implies that convenience stores and additional 
services are attracting consumers to fuel sites, 
but not necessarily creating fuel brand loyalty, as 
they are utilising fuel retail sites for convenience 
stores and other services but not necessarily 
fuelling up vehicles (Kishore & Patel, 2012).  

Factor 2: Trusted relationship with Fuel Brand
This factor is labelled ‘Trusted relationship 
with fuel brand’, as it includes factors of trust, 
satisfaction, relationship, brand and superior 
fuel brand product.  This validates the brand 
trust literature, as 76% of respondents who use 
the same fuel brand all the time trusted the fuel 
brand. Chaudhuri and Holbrook (2001), Deng 
et al. (2010) and Kuusik (2007) demonstrated 
trust positively affects both attitudinal and 
behavioural loyalty.  65% of consumers who 
always fill at the same fuel brand do so because 
of the fuel brand. Due to the very homogeneous 
nature of petrol and diesel, fuel companies 

Brand Trust

T1 Brand Trust I visit a fuel station because I trust the fuel brand
T2 Station Trust I visit a fuel station because I trust the particular fuel station

T3 Recommend 
Brand I recommend to my closest friends a particular fuel brand to use

T4 Recommended 
Brand

I use a particular brand of fuel because a close friend or family 
member recommends it

Reward 
and Loyalty 

Program

LP1 Loyalty 
Program

I fuel my car at a specific fuel station because it offers a loyalty 
program

LP2 Partner Loyalty 
Program

I visit a specific fuel station because of a partner loyalty/rewards 
program

LP3 Discounts I fuel my car at a specific fuel station because it has special offers or 
discounts
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taBle 2:  eIgenValues and VarIanCe eXPlaIned
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taBle 3:  statement loadIngs on faCtors after VarImaX rotatIon 
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value the identity of their brands and this is 
an important differentiator (Dugar, 2013).  

Factor 3: Site appearance and attractiveness
This factor is labelled ‘Site appearance and 
attractiveness’, as it includes the variables of site 
appearance, such as cleanliness, lighting, safety, 
and station layout, and quick service.  This 
is consistent with the research of Uta (2015), 
who found that safety was a key influencing 
factor, and Bainbridge (2012) and Smalley 
(1999), who confirmed that station layout 
is an essential factor for a fuel retail site.

Factor 4: Quality of Service
This factor is labelled ‘Quality of Service’ because 
all these variables relate to the quality of service 
provided by fuel attendants and staff at a fuel retail 
site; 53% of respondents agreed that it influenced 
the choice of fuel station. Yoo and Bai (2013) 
highlight service quality as a critical determinant 
of building customer loyalty.  The studies of Bawa, 
Gupta, and Sharma (2013) and Stavrakakis and 
Chountalas (2015) found that service quality 
impacted customer satisfaction, which in turn 
impacted customer loyalty. To achieve loyalty with 
the ‘Trusted relationship with fuel brand’ factor, 
quality of service will be a precursor by creating 
trust and customer satisfaction and hence loyalty.

Factor 5: Convenient Location
Most location related variables loaded on to 
this factor, and due to the stronger loadings of a 
fuel station located close to home and work this 
factor has been labelled “Convenient Location”.  
The results in this study concur with consumer 
purchasing decisions in fuel retail from other 
parts of the world. In the US, 73% of consumers 
purchased at the same location from the same 

provider indicating some form of loyalty to the 
location of the fuel station (Castilla & Haab, 
2013).  In the Sartorius et al. (2007) study, location 
was revealed to be a driver of fuel sales; what 
is clear from the data is that this is supported 
as a key factor in consumers making fuel retail 
purchasing choices. Location is unlikely to be a 
driver of fuel brand loyalty but rather a factor 
of convenience that may drive store loyalty due 
to a convenient, familiar and accessible location 
(East et al., 2000). If the site had to change fuel 
brands and remain in the same location, it is 
likely the consumer would continue to visit the 
same site because of the convenience of it being 
located on the way home or on the way to work.

Factor 6: Loyalty Programmes and Rewards
The variables of partner loyalty programme or a 
loyalty programme in general loaded high against 
this factor, which is therefore labelled ‘Loyalty 
Programmes and Rewards’.  Loyalty program 
membership is a key variable in supporting the 
creation of loyalty (Kumar et al., 2013). Omar 
et al. (2010) supported this by illustrating that 
program commitment and loyalty positively 
influences store loyalty.  Consumers during 
the qualitative stage were clear that a loyalty 
programme would “make a fuel brand attractive” 
to them, but these had to be meaningful rewards.

Factor loyalty correlation
As part of the quantitative survey, consumers were 
asked to respond on how frequently they utilise 
the same brand of fuel. To calculate the impact 
each factor has on loyalty, the average per factor 
was calculated for all 344 cases in the sample and 
a bivariate correlation analysis was conducted 
using Spearman’s rho. Spearman’s rho is a suitable 

taBle 4:  summarY taBle: faCtor CorrelatIon to loYaltY

number factor name Correlation 
Coefficient p-value Correlation to 

loyalty*
1 Convenience store and additional services -,010 ,850 Not supported
2 Trusted relationship with Fuel Brand ,492 ,000 Supported
3 Site Appearance and attractiveness ,183 ,001 Supported
4 Quality of Service ,195 ,000 Supported
5 Convenient Location -,159 ,003 Supported
6 Loyalty Programs and Rewards ,309 ,000 Supported

*Bold indicates “Supported” correlation significant at 0,01 leve
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method of bivariate correlation of ordinal variables 
and is suitable in this study due to the use of the 
Likert type items (Boone & Boone, 2012). Table 4 
below summarises the factor impact on loyalty to 
a brand, with Convenience store and additional 
services being the only factor that is not supported.

Using Cohen’s standard to evaluate the correlation 
co-efficient, Table 4 shows that Trusted relationship 
with fuel brand has a moderate positive 
correlation with fuel brand loyalty (r = 0,492, p 
< 0,000), as does Loyalty Program and Rewards. 
Site appearance and attractiveness, and Quality of 
service have small positive correlations with fuel 
brand loyalty, while Convenient location has a 
small negative correlation with fuel brand loyalty. 

Factor path analysis
Using AMOS V.24, structural equation modelling 
(SEM) was completed to understand how the 
factors identified in the exploratory factor 
analysis impacted the observed loyalty variable. 
Even though the correlation analysis above 
indicated that 5 factors impact loyalty, SEM was 
utilised to understand the direct and indirect 
causal relationships with loyalty. A maximum 
likelihood procedure was utilised with AMOS. 
The SEM analysis had a good model fit with 
comparative fit index (CFI) = ,980, incremental 
fit index (IFI) = ,981, Tucker-Lewis coefficient 
(TLI) = ,958 and RMSEA = ,055.  In order 
for a model to have good fit CFI, IFI and TLI 
should be above 0,95 and RMSEA should be less 
than or equal to ,06 (Lei & Wu, 2007). Table 5, 
illustrates the regression analysis and results.  

Though the exploratory factor analysis identified 

factors that resonated with loyalty, and the 
bivariate correlation analysis proved the factors 
thatt correlate with loyalty, the SEM analysis 
revealed that some of the factors directly 
and/or indirectly impact fuel brand loyalty. 

Site appearance and attractiveness has a significant 
positive relationship with Quality of Service 
(B=,522, p=.000) Convenient Location (B=,289, 
p=.000) and Trusted relationship with fuel brand 
(B=,281, p=.000). Quality of service has a significant 
positive relationship with Trusted relationship 
with fuel brand (B=,275, p=.000). Convenient 
location has a significant negative relationship 
with Trusted relationship with fuel brand (B=-
,174, p=.000). Trusted relationship with fuel 
brand has a significant positive relationship with 
Loyalty Programs and Rewards (B=,301, p=.000). 
Trusted fuel brand relationship has a significant 
positive relationship with fuel brand loyalty 
(B=,452, p=.000). Loyalty programs and rewards 
factor has a significant positive relationship 
with fuel brand loyalty (B=,184, p=.000).  This 
is illustrated in the following SEM model:

The two strongest factors identified in the 
bivariate correlation analysis have been 
validated by the SEM model to positively 
influence fuel brand loyalty (Figure 3).

Summary of the Results
Following the factor analysis, bivariate 
correlation and SEM analysis to determine 
which factors influence customer loyalty the 
following factors have been identified to directly 
influence customer loyalty to a fuel brand:

taBle 5: regressIon analYsIs

dependent Independent st. estimate P
Quality of Service <- Site Appearance and Attractiveness 0,522 ***
Convenient Location <- Site Appearance and Attractiveness 0,289 ***
Trusted relationship with fuel brand <- Convenient Location -0,174 ***
Trusted relationship with fuel brand <- Site appearance and Attractiveness 0,281 ***
Trusted relationship with fuel brand <- Quality of Service 0,275 ***
LP and Rewards <- Trusted relationship with fuel brand 0,301 ***
Fuel Brand Loyalty <- LP and Rewards 0,184 ***
Fuel Brand Loyalty <- Trusted relationship with fuel brand 0,452 ***

*** significant, p-value <= 0,01
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fIgure 3: fuel Brand loYaltY model

•	 Trusted relationship with Fuel Brand
•	 Loyalty Programs and Rewards

While the following factors have been identified to 
indirectly influence customer loyalty to a fuel brand 

•	 Trusted relationship with Fuel Brand
•	 Site Appearance and Attractiveness
•	 Quality of Service
•	 Convenient Location

The following factors following the quantitative 
study have been identified as factors but 
have been shown to be not statistically 
significant to influence fuel brand loyalty:

•	 Convenience and additional services
While Convenience and additional services may 
not influence fuel brand loyalty, it is certainly a factor 
in attracting customers to a particular fuel station.

Results vs the Proposition:
The Research Proposition stated:  The factors 
that influence customer loyalty in the fuel retail 
industry are:  customer satisfaction, location, 
brand, quality, convenience stores and additional 
services, site appearance, price, fuel additives, 
importance of relationship, and brand trust.

The results of this study are given in Table 6.

Table 6 illustrates that from the original ten 
potential influencers of customer loyalty in fuel 
retail, four have emerged with some minor or 

no redefinition following the factor analysis. The 
variables that created the proposed influencers of 
customer satisfaction, brand trust, importance of 
relationship, brand and fuel additives combined 
to form Factor 2, Trusted relationship with fuel 
brand. Price as an influencer of loyalty was 
eliminated during the qualitative interview 
process, when interviewees highlighted that it 
was a non-influencer of fuel brand loyalty. This 
is likely because fuel stations tend to set diesel 
pricing similarly in an area and consumers are 
not willing to search for long distances. Loyalty 
programs and rewards were included as a factor 
during the qualitative interviews as customers 
mentioned the factor as one that would drive 
their loyalty to a fuel brand. At the end of the 
exploratory factor analysis to confirm and define 
what factors influence purchasing choices in 
fuel retail, a bivariate spearman rho correlation 
analysis was conducted, and determined that five 
of the six factors impacted the variable loyalty. 
The factor of convenience and additional services 
did not prove significant in influencing loyalty. 
Following a structural equation modelling analysis 
using AMOS v24 two factors were determined to 
have a direct relationship with customer loyalty 
to fuel brand, and the remaining three had an 
indirect relationship with loyalty. The only factor 
that had a negative relationship with customer 
loyalty toward a fuel brand is Factor 5, convenient 
location. The proposition is partially accepted.  

Managerial Implications
The results of this study provide important insights 
to guide the marketing activities of fuel retail 
companies.  To create loyalty to the fuel brand 
beyond spurious loyalty (based on convenient 
location), that is loyalty that is both behavioural 
and attitudinal, oil and gas companies need 
to ensure that they create a reliable consistent 
quality of service, provide a safe, clean visually 
appealing fuel site, and focus on the customer 
relationship and satisfaction to build brand trust.  

Additionally, there is a need to focus on creating 
a meaningful loyalty and rewards program for 
the fuel brand. In South Africa, this does pose a 
challenge because of market regulation. Creating 
a rewards program through the partner ecosystem 
seems to be bearing mixed results based on this 
study. Consumers are looking for a fuel brand 
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taBle 6:  ProPosItIon Vs fIndIngs

Proposition: factors 
influencing fuel brand 
loyalty

research findings Conclusion

Convenience store and 
additional services

Factor 1: 
Convenience store and 
additional services

Not found to influence customer 
loyalty to a fuel brand (Correlation & 
SEM analysis)

Customer Satisfaction

Factor 2: 
Trusted relationship with fuel 
brand

Found to have a direct positive 
influence on customer loyalty to a fuel 
brand

Brand Trust
Importance of 
relationship
Brand
Fuel Additives

Site Appearance

Factor 3: 
Site Appearance and 
Attractiveness

Found to have an indirect positive 
influence on customer loyalty to a fuel 
brand

Quality

Factor 4: 
Quality of Service

Found to have an indirect positive 
influence on customer loyalty to a fuel 
brand

Location

Factor 5: 
Convenient Location

Found to have an indirect negative 
influence on customer loyalty to a fuel 
brand

Price Not found to influence customer 
loyalty to a fuel brand

Factor 6: 
Loyalty Programs and 
Rewards

Found to have a direct positive 
influence on customer loyalty to a fuel 
brand

loyalty program that rewards them for their 
patronage. During the qualitative study, some 
consumers voiced concerns over not knowing or 
understanding how the partner loyalty and rewards 
program worked with the various fuel brands.

The Dick and Basu (1994) framework on customer 
loyalty discussed in the Literature Review, has been 
adapted in Figure 4 below, to include the factors 
and underlying variables to explain fuel retail 
customer loyalty based on the findings of this study.

Factor numbers are shown in brackets. 
Adapted from Dick and Basu (1994)

The above framework illustrates both attitudinal 
and behavioural components of loyalty in fuel 
retail based on the findings of this research study.  
In particular, fuel retail companies should focus on:

•	 Quality of service (factor 4): Setting up 
programs to ensure fuel attendants offer the 

same consistent quality of service across the 
brands. This factor will not create loyalty but 
is a precursor to customer satisfaction which 
is a key positive factor that influences loyalty. 

•	 fuel product/brand performance (factor 
2): The marketing of additives seems to have 
a limited impact on consumers as per the 
findings. Consumers feel that all fuel products 
perform the same, and fuel companies should 
look at whether the investment made into 
this differentiation is well understood in the 
market and leading to an improvement in fuel 
product sales. 

•	 Fuel Brand/Brand trust (factor 2): Creating 
trust with a fuel brand, means the consumer 
feels safe and can rely on the brand to deliver 
consistently. When trust occurs, consumers 
and fuel companies will begin to build 
stronger relationships. This study found that 
consumers did not feel that their fuel brand 
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valued their relationship.  
•	 Brand satisfaction (factor 2): Satisfaction 

is a precursor for loyalty to occur and 
consistent satisfaction will result in building 
a strong relationship with the consumer. 
Dissatisfaction encourages consumers to 
switch fuel brands or stations. Fuel companies 
should initiate a program that reviews 
customer satisfaction KPIs at their fuel sites 
to monitor their customer satisfaction levels.  

•	 site appearance and attractiveness 
(factor 3): The factors of safety, well-lit and 
cleanliness impact consumer attitudes toward 
a fuel brand and retail site.  These factors do 
influence consumers’ overall perception of the 
brand even if that experience is potentially at 
only a few sites.

•	 loyalty program and rewards (factor 6): 
Creating a strong loyalty program increases 
switching costs for consumers. Fuel retail 
companies should evaluate their partner 
loyalty programs for effectiveness, and 
should look to develop campaigns to inform 
customers of the benefits. Fuel retailers should 
also look to partner with vehicle focused 
brands such as tyre shops and motor vehicle 
brands. 

A situational influence is Convenient location 
(factor 5).  Location does not create fuel 
brand loyalty but can create repeat patronage 
(behavioural loyalty) to a particular station 
and not the associated brand, i.e. the consumer 

selected the station because of the convenient 
location and not the particular fuel brand. Fuel 
brands can take advantage of the situational 
factor by ensuring consumers are made aware 
through a mobile application of the closest 
fuel station when a refuel is needed.  A further 
social influence is recommended fuel Brand 
(factor 2): Advice and recommendation from a 
trusted source such as friends, family or vehicle 
manufacturers, car dealerships, industry experts 
and the like can influence customer choices. 
Being viewed as a recommended brand can 
influence a customer’s choice of fuel brand.

The consequences of addressing these will 
lead to a Valued relationship (Factor 2); should 
attitudinal and behavioural factors influence the 
consumer’s purchase decision this will begin to 
create valued relationship based on trust, rewards, 
service and satisfaction. Should consumers feel 
that the relationship is valued they are likely to 
continue to be loyal to the brand.  This could also 
lead to Recommend Brand (Factor 2): should 
consumers be value the relationship, receive 
quality service and rewards, they are likely to 
recommend the brand to others. Recommending 
the brand to others is an indicator of brand loyalty.

ConClusIons and 
reCommendatIons
This research study contributes empirically to 
the understanding of what factors influence 
customer loyalty in the fuel retail industry by 

fIgure 4: fuel retaIl Customer loYaltY frameWorK
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identifying two clear factors. The evidence also 
makes clear that there are indirect influencers 
of loyalty that must be considered for the factors 
of trusted relationship with fuel brand and 
loyalty programs and rewards to have an impact 
on influencing customer loyalty in fuel retail. 
Location has been widely researched as a factor 
that influences fuel retail sales volumes, but 
this research has clearly shown that convenient 
location is a negative influencer to fuel brand 
loyalty. Convenience stores clearly attract 
consumers to fuel retail sites, but this research 
highlights that this is not a motivating factor 
to re-fuel at a fuel retail site at the same time.

The adapted Dick and Basu (1994) framework 
for fuel retail (Figure 4) will support fuel retail 
companies in understanding the links between 
factors and their underlying variables, and the 
impact of each in influencing customer loyalty.

Further research could be conducted as a 
longitudinal study which could be to test 
repeat patronage (behavioural loyalty) and 
attitudinal loyalty over a period, to determine 
what factors influence fuel retail loyalty. 
The study could also examine the impact 
on loyalty factors following an intervention.

Loyalty and reward partner programs have 
increased in the fuel industry recently; a 
further research study could be conducted 
into whether partner loyalty programs in the 
fuel industry are effective at creating loyalty 
for the fuel brand or the fuel brand partner. 

Another area of interest for further research 
could be the impact of fuel additives in creating 
sustainable behavioural and attitudinal loyalty.
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aBstraCt
The Master of Business Administration (MBA) 
degree is one of the most recognised postgraduate 
degree programmes in the world. As a result, 
the business schools of universities offering 
the programme have focused their efforts more 
on the content and delivery of their academic 
programmes. This is largely due to a large pool 
of highly talented and motivated candidates 
to select from annually. However, studies have 
shown that the demand to register for MBA 
programmes has declined over the years and 
the relevance of the degree being questioned by 
employers and potential candidates. In addition 
to these, factors such as globalisation, the use of 

technology and specialisation has increased the 
choices available to potential MBA programme 
candidates. Thus, the marketing of MBA 
programmes has become highly competitive.

It is therefore important for business schools to 
have a good understanding of their competitive 
landscape on an on-going basis so that they can 
respond effectively to the opportunities and threats 
in their industry. This exploratory study identified 
some of the factors that drive the MBA market and 
suggests the use of the Competitive Intelligence 
framework for gathering and discovering 
actionable insights periodically. Thereafter, a 
conceptual framework was proposed for using 
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Competitive Intelligence to improve the market 
position of an MBA programme in South Africa.

Keywords: Competitive Intelligence, mBa, 
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IntroduCtIon
The higher education sector is not exempt 
from the need to plan and implement effective 
marketing strategies for attracting students, 
academics and administrative staff.  It should 
also be able to attract financial resources like 
subsidies, research funding, private donations 
and grants (Beneke, 2011). However, the research 
conducted by several authors has identified 
different prevailing conditions that have led to 
the increased importance of marketing for MBA 
programmes.  (Beneke, 2011; Opoku, Abratt, and 
Pitt, 2006). Some of these conditions include the 
availability of several options such as declining 
student enrolments, decrease in the pulling 
power of institutions’ historical reputation and 
image, funding pressures, as well as the need 
to preserve the continued revenue and profit-
generating capacity of business schools.

Relationship marketing is becoming increasingly 
important for institutions of higher education 
and it is centred on the creation of student 
value which should result in student loyalty and 
retention (Helgesen, 2008). If the relationship 
marketing of a university is effective it should 
help the business school associated with 
that university because they have a receptive 
pool of students from other faculties at the 
university from which they can recruit. 

Other initiatives employed are centred on 
differentiation in the form of branding, using 
a variety of formats, specialisations, modes of 
delivery, as well as programme reformulation. 
Also, business schools have sought to expand their 
non-local markets through the launch of online or 
video-conferencing MBAs, as well as national and 
international satellite campuses (Ivy and Naude´, 
2004; Heslop and Nadeau, 2010; Dailey, 2011). 

Business schools have been reported to have a 
focus that is isolated from society and business 
practice, thus fuelling criticisms and further 

questioning of the relevance of MBA programmes. 
Consequently, in order to retain their legitimacy, 
there is a drive for the current business-school 
model to change, shifting towards closing the gap 
between demand by the prospective student and 
supply by the business school (Dyllick, 2015).

Competitive Intelligence (CI) can play a significant 
role in the strategic planning process as it enables 
credible forecasting and alignment, based on 
information within the competitive environment 
(Bose, 2008). It also serves as a catalyst for the 
strategic decision-making process – by producing 
output that allows for progressive decisions 
based on internal and external information. 
Such output can assist with strategy formulation 
through the understanding of the business school, 
the industry and its competitors (Bose, 2008).

Competitive Intelligence can be used to assist 
in decision-making, including market entry, 
product development, R&D, as well as corporate 
development. This information for developing 
CI can be extracted from an organisation’s own 
employees, industry professionals and customers 
(Carlof, Richards & Smith, 2015). Developing 
actionable insights through CI depends on data 
collection, which includes the collection of 
primary and secondary data, facilitation methods, 
an assortment of vigorous analytical methods, 
an ability to work with qualitative information 
and a clear focus on understanding the external 
environment (Deltl, 2013; Carlof, et al., 2015). 

Thus, the main objective of this paper is to 
provide an exploratory study of the competitive 
landscape of the MBA programme marketing 
in the South African context. Thereafter, it will 
highlight factors for improving the market 
positioning for an MBA programme in South 
Africa and the use of Competitive Intelligence 
for gaining competitive edge in the sector.

lIterature reVIeW
The MBA (Master of Business Administration) 
is a postgraduate business-management 
programme that has gained global recognition 
and popularity for imparting the necessary tools 
and competencies for finding solutions to current 
and future business issues. Further value added to 
business includes having managers with the ability 
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to drive strategy formulation and implementation, 
profit maximisation and to improve overall 
business competitiveness (Surreal, 2017). 

South Africa attracts a sizeable share of the MBA 
activity in Africa and South African business 
schools consistently rank amongst the top business 
schools in Africa. South Africa is recognised as a 
pioneering force in the field of business education 
and is often the preferred destination for students 
from other African countries. In South Africa, the 
MBA degree is a highly sought-after qualification 
as it equips leaders with the tools necessary to 
compete with their international counterparts. 

Overview of MBA programmes
Despite having been around for many decades, the 
MBA degree is still one of the world’s best known 
and most widely recognised postgraduate degrees. 
MBA programmes are run throughout the world 
and although they often have similar curricula, 
they are not homogeneous due to contextual 
adaptability of the different programmes. 
Programmes differ in terms of aims, philosophies, 
and teaching/delivery methods (Aithal, 2015). 
Several factors such as rapid economic growth, 
global competition, downsizing, deregulation, 
mergers, privatisation and other changes have 
contributed to the demand for the degree. 

However, some authors, like Temtime and Mmereki 
(2011) and Aithal (2015) argue that obtaining 
an MBA degree no longer has the influence that 
it did a couple of years ago. These authors state 
that although MBA programmes have in the past 
played an important role in developing corporate 
leaders, they are currently failing in a number 
of areas. These include failing to continuously 
respond to the changing needs of modern business, 
producing graduates who cannot act effectively 
in the fast-changing and turbulent business 
environment, neglecting communication, 
leadership and entrepreneurship skills, whilst 
focusing mainly on technical and analytical skills.

Research conducted by several authors has 
identified different prevailing conditions globally 
that have led to the increased importance 
of marketing for MBA programmes. These 
conditions include the existence of numerous 
choices, declining student enrolments, increased 

student mobility, rising costs, the need for diversity, 
decrease in the pulling power of institutions’ 
historical reputation and image, funding 
pressures, and the need to preserve the continued 
revenue and profit-generating capacity of business 
schools (Ivy, 2008; Barrett, 2010; Beneke, 2011).

Most of the above conditions are also prevalent 
in the South African graduate business education 
landscape. With respect to funding, the share 
government contributes to public universities 
and other tertiary education institutions’ 
income declined from 49% in 2000 to 38% in 
2014 according to data from the  Centre for 
Higher Education Trust. Looking at enrolment 
trends, although MBA enrolment data for South 
Africa is not readily available, the Association 
of MBAs (AMBA) 2016  Application and 
Enrolment Report revealed  that between 2011 
and 2014 the number of applications for AMBA-
accredited MBA programmes, decreased by 14%. 

The competitiveness in the industry therefore 
highlights the need for business schools to 
keep abreast of those factors that drive their 
industry and the need to consistently analyse 
the information as a part of their strategic intent 
on a regular basis. Hence, the importance of 
this study, which seeks to demonstrate the use 
of Competitive Intelligence for supporting 
the strategic marketing of MBA programmes.

Marketing MBA Programmes – Key Drivers
Marketing in the higher education sector is not 
a new concept and the importance of marketing 
in student recruitment has been recognised by 
authors such as Cubillo, Sanchez and Cervino 
(2006) and Ivy (2008). Students are cautious 
and selective when deciding on a university and 
their selection is influenced by numerous factors, 
which include the institutions’ reputation, 
employment prospects, salary and flexible 
modes of study, information sources, facilities, 
accreditation, proximity, cost and content 
relevance (Blackburn, 2011; Aydin & Bayir, 2016).   

Factors found to influence the selection of 
an MBA programme include institutions’ 
reputation, employment prospects, salary, 
flexible modes of study, information sources, 
facilities, accreditation, proximity, cost and 
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content relevance (Blackburn, 2011; Aydin & 
Bayir, 2016). This literature study evaluates 
reputation, flexibility, perceived value, course 
content, technological advances, accreditation 
and the ranking. These are some of the factors, 
which influence an individual’s choice of an MBA. 

Reputation
Reputation does not have a scientific measure. 
It is the perceived worth that potential students, 
community, industry and future employers place 
on the university or a programme. However, 
it bears much relevance compared to other 
factors such as syllabus, quality, facilities, and 
possible career progression (Blackburn, 2011). 
Although reputation may seem to be a superficial 
measure, image, prestige and public opinion 
have a significant bearing in today’s business 
world. More than 87% of the respondents in 
Canada confirm that having an MBA from a top-
branded program is valuable. The reputation of 
the business school or one of its programmes is 
not in isolation. Blackburn (2011) argues that 
the business school’s standard can be inferred 
from the university’s reputation. Therefore, a 
university with a good reputation is likely to 
attract more talented candidates than the others.

Flexibility
In the competitive MBA environment, flexibility 
is important because potential and current MBA 
students have multiple responsibilities including 
full-time work and families. Flexibility however 
carries a different meaning from one person to 
another, with some perceiving a flexible MBA 
programme as one that allows them to choose 
when to take certain courses, or one which 
allows them to leave and return (Dailey, 2011). 

Although undergraduate students rate the 
flexibility of study modes as low, it is rated as 
the third most crucial factor by MBA students 
(Blackburn, 2011). Dailey (2011) confirms 
that if all the factors remain unchanged, 
institutions that offer flexible MBA programmes 
would have a better competitive advantage. 

Course Content
Potential students consider the course content 
inclusive of the course structure when deciding 
on their choice of university. Course content is an 

integral part of a successful MBA programme and 
allowing students to select from available modules 
offers a tailored degree (Blackburn, 2011).  
Furthermore, Wagner and Fard (2009) identified 
the content and structure of degree among those 
factors, which have a significant relationship 
with the intention to study at a university. 
Blackburn (2011) adds that the quality of the 
course content in relation to the balance between 
theory and practice is an issue of importance.

Accreditation and Ranking
Business schools can easily stagnate over time. 
They must constantly look at the latest business 
trends and needs and adapt accordingly (van Zyl, 
2010). Prospective students applying for the MBA 
programmes consider its prestige as an objective 
selection criterion (Nixon, 2014). Hubbard 
(2015) adds that although most students might 
not have a full understanding of the measurement 
and components depicting a particular ranking, 
rankings still influence their choice of business 
school. Rankings and accreditation agencies 
are preceived as a trusted independent source 
of measure on which prospective students 
rely when making an informed decision 
about each business school’s standing.

Perceived value 
According to Parker (2016), the real value in 
an MBA proramme is in empowering students, 
however, students’ needs, wants and situations 
differ. This leads to the interpretation of value 
to one’s perception of what they receive from 
the programme versus their expectations. The 
perceptions of business-school offerings and the 
image that a business school portrays need to 
be effectively managed (Ivy, 2008). This starts in 
the way the business schools position themselves 
towards their existing students and alumni, 
including acknowledging them as their first-
line customers and ambassadors. This is further 
supported by Alrubaiee and Al-Nazer (2010), who 
stated that relationship marketing is an important 
strategic instrument that can be used by the 
business school in securing customers’ loyalty 
and intention to certain behaviour. This can 
result in higher competitiveness and satisfaction 
for the client (Alrubaiee & Al-Nazer, 2010).

The marketing of MBA programmes through 
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student and alumni impact is largely achieved 
by successful relationship marketing. According 
to Berry (2002), relationship marketing involves 
attracting, maintaining and enhancing customer 
relationships. Relationship marketing by business 
schools should enable their students and alumni 
to feel more connected, more committed and 
to identify more strongly with their alma mater 
programmes (Johnson, Thomas and Peck, 2010). 
When strong bonds are created between business 
schools and their students and alumni, the students 
and alumni are more likely to actively market 
their alma mater to their friends, colleagues 
and others. Hence, the students and alumni 
become important brand ambassadors when 
they have a good perception of their university.

Technological Advances 
Technological advances such as cloud-
computing, mobile learning, learning analytics, 
open content and Massive Open Online Courses 
(MOOCs) have opened opportunities for “lesser” 
institutions to challenge the traditional approach 
in education (Siemens, 2013). The internet 
and communication technology have made 
disruption possible as more universities decide to 
take individual courses, certificates, degrees and 
major programmes online (McHenry, 2016). The 
availability of free or low-cost MOOCs represents 
a disruptive threat to the industry if programmes 
(modules) are unbundled (Daly, 2013). Students 
may seek the ability to mix and match courses 
to fill in the gaps, speed up their programmes, 
increase convenience, reduce difficulty, 
enhance their learning, and/or reduce costs.  

A substantial aspect of this emerging new 
ecosystem for higher education would have to 
be how the courses are accredited.  For the MBA 
degree, something like AACSB accreditation, 
if adapted to the individual course level, could 
provide a means of unbundling (accrediting each 
module instead of the full programme). However, 
if the AACSB itself is part of the incumbent 
ecosystem, new forms of accreditation could rise 
up to displace it (McHenry, 2016). As of 2016, 
the EFMD Global Network is in the process of 
rolling out accreditation for individual online 
business courses under the EOCCS name 
(EFMD, 2016). Institutions that join networks 
such as the EFMD would be able to increase their 

competitive advantage and extend their presence 
since location would not be a limiting factor. They 
could thereby improve their market positioning.

Competitive Intelligence for Strategic Marketing 
of MBA programme
Competitive Intelligence is defined as a systematic 
program for gathering and analysing information 
about one’s competitors’ activities and general 
business trends to further the goals of one’s 
own company (Deltl, 2013). CI is an essential 
component of a company’s strategic planning and 
management process since it allows organisations 
to predict and forecast, based on the information 
within the competitive environment (Bose, 
2008). CI drives strategic decision-making 
and market leadership by primarily producing 
output that allows for progressive decisions 
based on internal and external information. 

Furthermore, CI assists in formulating strategy 
through understanding of the company, the 
industry and its competitors (Bose, 2008).  CI 
applies a systematic and analytical process 
consisting of five phases, namely, planning 
and direction, data collection, processing and 
exploitation, analysis and dissemination (Bartes, 
2013). The analysis phase is a critical step in the 
cycle and the activities involve analysing the 
collected data to identify patterns, relationships, 
or anomalies in it. In other words, it involves 
interpreting and translating the collected 
raw data into “actionable intelligence” (Bose, 
2008). Analysis encompasses a systematic 
examination of the relevant data, information, 
and knowledge collected, for applicability or 
significance, and the transformation of the 
results into actionable intelligence that would 
improve planning and decision-making or it 
would enable the development of strategies 
that offer a sustainable competitive advantage. 

The most profitable analysis calls for creativity and 
insight and the ability to look beyond the obvious 
(Calof et al., 2015). Some of the analytical techniques 
for competitive intelligence include competitors 
profiling, SWOT analysis, industry analysis, 
value chain analysis, competitor benchmarking 
and so on (Deltl, 2013, Calof et al., 2015).  

The ultimate objective of competitor analysis 
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is to know enough about a competitor to be 
able to think like that competitor, thereby the 
firm’s competitive strategy can be formulated 
to consider the competitors’ likely actions and 
responses (Czepiel and Kerin, 2011). On the 
other hand, Attiany (2009) defined benchmarking 
as a systematic approach through which 
organisations can measure their performance 
against the best-in-class organisations and it 
is a powerful and effective tool to learn from 
others in order to achieve excellence. This study 
makes use of the competitors’ profiling, industry 
analysis and the competitors’ benchmarking for 
analysing the competitive landscape of the MBA 
programmes in South Africa. The result provides 
an exploratory framework for the application 
of Competitive Intelligence in improving 
the market position of any business school 
marketing MBA programmes in South Africa.

researCH metHodologY
This study has used a qualitative research 
approach to carry out an exploratory analysis 
of the MBA education market in South Africa. 
To achieve the main objectives of this study, a 
literature review on the MBA Education landscape 
as well as a review of marketing the programmes 
was carried out. Furthermore, a literature 
review on the use of competitive intelligence for 
strategic marketing was also carried out. Based 
on the qualitative approach adopted by this 
study, the content analysis and interpretative 
techniques were used to justify the basis for 
data analysis (Quinlan and Zikmund, 2015). 

Within the framework of the core research 
methodology and philosophy adopted, this 
study has followed the key components of 
the intelligence cycle used in the Competitive 
Intelligence field (Deltl, 2013). The technique 
provides a systematic approach for gathering 
and analysing the relevant data to provide an 
understanding of market dynamics and the 
competitive landscape of an industry – for 
insightful and ongoing strategic decision support 
(Fahey, 2007; Matey, 2013). The intelligence 
cycle framework consists of a continuous 
cycle of planning, data collection, analysis, 
communication and a decision-feedback system. 

To implement the intelligence cycle within the 

qualitative research methodology, a case study 
approach was adopted. Secondary data was 
collected from several sources on the strategic 
and market positioning of six business schools in 
South Africa using the Harvard Business School 
in the United States of America as a benchmark. 
Following an interpretive technique within the 
qualitative research framework, the data collected 
was then analysed for competitors’ profiling and 
analysis for developing the current competitive 
landscape for MBA education in South Africa. 
Thereafter, the analysed data formed the 
basis for highlighting strategic opportunities 
and threats that can influence the market 
positioning of business schools in South Africa. 

researCH fIndIngs
A total of seven schools were identified as case 
studies for this study. Six of the identified business 
schools are based in South Africa while the 
Harvard business school in the United States of 
America was selected as the seventh case study for 
benchmarking.   The rest of this paper will identify 
the business schools as BS1, BS2, BS3, BS4, BS5, BS6 
and BS7. The secondary data were extracted from 
several sources on each of the business schools – 
with the aim of understanding the competitive 
landscape and developing a framework. 
Competitors’ profiling, industry analysis and 
benchmarking techniques were used within the 
framework of Competitive Intelligence cycle.

Benchmarking
Benchmarking is about measuring performance 
against the best-in-class and for this study BS2 
has been chosen as the best-in-class. From the 
benchmarking analysis, the following observation 
was made: The focus of many of the South African 
business schools in this study is on Africa and 
emerging markets with most of the emphasis 
being placed on essential leadership programmes.  

When analysing global accreditation two of 
the South African business schools, BS4 and 
BS6 were triple-accredited. The benchmarking 
exercise has included the Eduniversal ranking 
as a measure of gauging or measuring the 
perceived value and reputation. It was observed 
that the two triple-accredited business schools 
were the highest-ranked business schools in 
South Africa. It was, however, noted that BS2 



784
WWW.IBC-CONFERENCE.COM

has only the AACSB accreditation and yet it 
is the highest-ranked business school in the 
world, based on the Eduniversal ranking. This 
therefore suggests that triple accreditation is 
not the ‘be all and end all’ in projecting the 
value of an MBA programme, although it 
cannot be discounted that these accreditations 
seemed to matter to the South African audience.

With respect to partnerships and exchange 
programmes, it is observed that BS1, BS2, BS4, 
BS6 and BS7 have numerous partnerships and 
exchange programmes and they rank highly on 
the Eduniversal rankings. This suggests that 
building partnerships and establishing exchange 
programmes can be used as a good draw-card 
for marketing MBA programmes. In terms 
of the flexibility of the programmes offered, 
most of the offerings are quite similar across 
the board with most business schools offering 
both 1 year full time and 2 year modular MBA 
programmes. BS2, BS5 and BS6 are, however, 
differentiated in that they offer online MBA’s. 

BS7 has also differentiated its offerings by 
shortening the period of study for its part-time 
and modular MBA programmes. Inasmuch, as 
the shortening of the duration of the programme 
could be a competitive advantage, it could also 
serve as deterrent to potential candidates if they 
feel the schedule of the programme is hectic. 
Another disadvantage could be that if upon further 
scrutiny, it is discovered that the completion rate 
of students who choose the one-and-a-half year 
option is lower than the completion rate of students 
choosing the traditional two-year option, and then 
the uptake of this programme is bound to be low. 

With respect to fees, the global leaders’ (BS2) 
fees are much higher than those of the local 
business schools and this can be attributed to 
many factors. On comparing the cost of the local 
MBA programmes it is observed that the fees 
at the higher ranked (4 and 5 Palmes ranking) 
business schools are higher than BS3 and 5 
which have a 3 Palmes ranking. This suggests 
that with higher perceived value and reputation, 
room exists to increase the fees. Table 1 below 
provides some of the benchmarking criteria.

Industry Analysis
The geographical footprints of all the business 
schools are centrally situated in concentrated 
population urban areas, with business schools 
BS2, BS5, and BS6 offering the flexibility of on-
line video conferencing MBA programmes, 
and BS3 offering the use of video conferencing 
offerings through satellite stations established 
nationally.  Business schools BS1 and BS7 have 
limited their approach to offer face-to-face tuition 
with no indication of on-line options.  Business 
school, BS2, being the most established business 
school boasts their presence in more than twenty 
countries world-wide and in so doing, proving 
and providing the assurance of the applicability 
of their programme to any potential candidate.

The more established business schools have made 
notable progress in terms of partnering with 
local and global business schools world-wide so 
that international co-operation is accomplished 
through these agreements.  The partnering 
facilitates co-operation on academic programmes, 
the conducting of joint-research products, the 
exchange student programmes and programmes 
for visiting student groups from abroad. 
According to available information, included in 
this group of business schools are BS1, BS4, BS6 
and BS7.  Business school BS3 does not partner 
with as many business schools. This could be due 
to the shorter period of its existence in comparison 
to the rest of the business schools under study. 
Business schools BS2 and BS7 do not exhibit any 
indication of if/who their partners are, which 
does not allow a proper evaluation for this study.

Five out of the seven business schools offer a 
one-year full-time course based on the stipulated 
entrance requirements.  This applies to business 
schools BS1, BS2, BS4, BS6 and BS7.  These 
mentioned business schools, as well as BS3 and 
BS5 altogether offer two years part-time and 
two-year modular options.  The latter are more 
flexible offerings which take into consideration 
the ages, working and family requirements 
of the students, thus giving the perception of 
adaptability on the part of the business school in 
order to encourage easier student participation 
for ensuring the furthering of their careers.

The content of the different MBA programmes 
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is quite similar with the offering of core modules 
and elective courses. The core modules focus 
on the technical and analytical aspects of the 
graduate business-education programme while 
the electives focus on the practical value-added 
skills, such as communication, leadership and 
entrepreneurship. The Available Technology’s 
online presence is similar for all the business 
schools under comparison. They all have evident 
online presence using their websites and social-
media platforms and they use technology in the 
form of virtual learning environments (VLE) 
to enhance the delivery of their programmes.

Information on the faculty staff is not available 
in detail online in order to make an in-depth 
analysis. However, the quality of the faculty staff 
is an important consideration in trying to gain 
competitive advantage. In conclusion, the industry 
analysis seems to suggest that there is some form 
of industry-oriented copying, especially around 
factors like product (programme offering), use 
of available technology, and online presence. 
Business schools can focus on their partnerships, 
strength and depth of their faculty in order to gain 
a competitive advantage over their competitors.

Competitor Analysis
The competitor analysis entails building 
competitors’ profiles in order to understand the 
individual competitor and to predict how they 
will react, i.e. the competitors’ response profiles.  
Most of the South African business schools 
under consideration in this study have a focus on 
expansion into the African continent except for 
BS1. By looking at the competitors’ analyses, as 
presented in Table 3 below, it may be deduced that 
the strategies and current capabilities of some of the 
business schools may not align with their strategic 
objective, i.e building African partnerships and 
focusing their academic expertise on African 
and emerging market-business issues. This is 
creating gaps that the competitors could exploit.  

BS4 and BS6 may, however, be the most progressive 
– considering their stronger links to industry 
and their experience – with the social initiatives 
focused on social innovation, entrepreneurial, 
small businesses and non-profit organisations. 
BS1 and BS7 are well-established business schools 
in South Africa as they have strong faculties, 

research capabilities and also strong links to 
industry. Their strategies, however, do not seem to 
suggest that they are strongly pursuing expansion 
into Africa even though BS7 states this as its 
objective. BS3 also states that being considered as a 
business school of choice in Africa is its objective. 
It is, however, observed that it is a young business 
school and still building new partnerships, 
hence, it may be lagging behind other business 
schools in the quest to expand on the continent. 

Based on the above analysis, the most likely 
business schools to respond to their competitor’s 
moves on the African continent would be 
BS4, BS5 and BS6 while BS1, BS3 and BS7 
would be expected to respond more urgently 
to competitive action in the local arena. 

ProPosed ConCePtual frameWorK
Factors that influence the marketing position of 
business schools that were identified in Section 
3 include reputation, flexibility, course content, 
accreditation, perceived value and the use of 
technology. Furthermore, it was established that 
Competitive Intelligence provided a framework for 
gathering and analysing information/data on an 
on-going basis to support areas such as marketing 
effort and strategic decision making. The analysis 
provided in Section 4 of this paper demonstrates 
that by periodically reviewing the information 
about the competitors in the MBA education 
market in South Africa, it could be possible 
for a business school to quickly adapt and take 
advantage of gaps that might exist in the industry.

Figure 1 below presents a proposed framework 
based on the exploratory study in this paper. 
This includes the implementation of Competitive 
Intelligence as the foundation for continuous 
gathering, analysis and communication of the 
intelligence to leadership on an ongoing basis. The 
generated intelligence should then be used as part of 
strategic decision making and market positioning. 
Thus, resources can be deployed effectively and 
attention given to factors identified as the key 
drivers to gain completive edge in the industry. 
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ConClusIon and reCommendatIons
The marketing of MBA programmes have become 
very competitive in South Africa and globally. 
Therefore, there is a need for business schools to 
find ways to understand and respond as quickly 
as possible to the opportunities for or threats 
to their business in other to gain or maintain 
competitive advantage. This study identified 
the need for business schools to maintain and 
improve their reputation, to be flexible with the 
programme design and ensure they have content 
aligned to the needs of their target market as 
important for improving market positioning.  
Furthermore, it was identified that accreditation 
matters in improving the value chain and 
attracting talented candidates and it is important 
to create the right perceptions among the current 
students and alumni community because they 
are the schools’ brand ambassadors. Finally, the 
need for the use of technology to break barriers 
and improve delivery was identified as important.

It was identified in this study that business schools 
can take advantage of the Competitive Intelligence 
framework for an ongoing scanning and analysis 
of its internal and external environments in 
order to make the right decision about the 
aforementioned factors. Moreover, Competitive 
Intelligence can help business schools to 
effectively and rapidly align its strategic goals 
and objectives to improve its market positioning. 

managerIal ImPlICatIons
The study provides an exploratory study and 

overview of the competitive landscape of MBA 
programmes marketing in South Africa. It 
was found that although the MBA programme 
is one of the most recognised postgraduate 
degrees, it now appears that business schools no 
longer enjoy the luxury of over-subscription of 
talented candidates in their value chain because 
of competition. Taking into consideration the 
prevailing environmental sensitivities, there is a 
need for the leadership at business schools to have 
systems that cater for blind spots and early warning 
systems for change, taking into consideration the 
prevailing environmental munificence. This study 
suggests the use of the Competitive Intelligence 
framework as a technique for supporting 
strategic and operational decision making for 
improving the market positioning of a business 
school in South Africa on a continuous basis.

furtHer researCH
The analysis in this paper is based on the review of 
only six business schools in South Africa and one 
from the United State of America. Further studies 
can be carried out to include other business 
schools in South Africa and perhaps, business 
schools from other African countries. Also, 
this is mainly an exploratory qualitative study 
and further studies can be done by following a 
quantitative approach for collecting and analysing 
data from different stakeholders in the industry.

lImItatIons of tHe studY
This study was conducted based on secondary 

fIgure 1: ProPosed frameWorK 
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data that was collected from several sources. 
During this process, challenges were encountered 
in obtaining data on a few variables about some 
of the business schools. Validation of secondary 
data collected is suggested when implementing 
the Competitive Intelligence framework. Some of 
the data used in this study could not be validated 
even though it was gathered from official 
sources. However, future studies will consider 
interviews and quantitative data collection as a 
means validating the secondary qualitative data.
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aBstraCt
Service errors remain an important topic in the 
business environment due to the detrimental 
effects they have on businesses if not handled 
correctly. Physical and online service recovery 
methods of the four major banks in South 
Africa (SA) and their resultant impact on trust 
and relationship retention amongst university 
students were examined in this study. A positivistic 
paradigm which explains the application 
of quantitative research methodologies was 
adopted. Two hundred and fifty-seven university 
students responded to a survey during the study. 
The main statistical technique employed was 
Structural Equation Modelling (SEM).  The 
majority of constructs related to physical service 
recovery as well as those related to online service 
recovery exhibited significantly influential 
relationships with the dependent variables of 
relationship retention and trust.  However, the 
physical service recovery elements were revealed 
to have much stronger path relationships with 
relationship retention and trust than the online 
service recovery variables.  This may mean that 
despite consumers increasing their levels of online 
transacting, they still prefer to deal with service 
problems in a personalised high contact setting.

Keywords:  physical service recovery, online 
service recovery, trust, relationship retention

IntroduCtIon
Service failure is the delivery of a substandard 
service by a service provider which falls below the 
customer’s level of service expectations (Barrera, 
Garcia & Moreno, 2014). Service failure plays a 
crucial role in business operations due to the 
potential loss of customers if it is poorly managed 
(Cong & Fu, 2008). Service recovery is the actions 
undertaken by companies to restore failed service 
delivery (Chueh, Wang & Liao, 2014).  Service 
recovery is therefore of utmost importance as a 
method of dealing with unexpected service errors. 
Service providers are faced with the challenge 
of handling these failures in a manner that 
achieves their business mission and objectives 
(Chueh et al., 2014). The main objective of 
efforts to rectify problems encountered during 
service delivery is to retain and attract as many 
customers as possible, forge relationships, and 
build trust between parties (Neale & Murphy, 
2007). Moreover, the benefits of having satisfied 
customers, is their typical engagement in 
positive word of mouth contributions, thus 
effortlessly growing the brand and image of 
the business (Komunda & Osarenkhoe, 2012). 
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The provision of high quality services and 
sophisticated problem solving techniques 
undoubtedly enhance relationships between 
customers and service providers (Komunda 
& Osarenkhoe, 2012).  The proliferation of 
online services and virtual businesses has seen 
consumers respond differently to service failures 
based on their level of technological adoption 
skills and the depth of the problems encountered 
(Cetinsoz, 2013). It is believed that the fewer online 
navigating skills consumers possess, the greater 
the chances they fall back on the traditional offline 
methods of service recovery (Barrera et al., 2014). 

tHe ProBlem statement
Service failures in business environments are 
inevitable, particularly in the services sector 
where the quality of the offering may be 
inconsistent.  Moreover, the introduction of 
technology, specifically the Internet, has created 
a whole new set of service problems which 
marketers need to contend with (Barrera, et al., 
2014).  Due to rapid developments in technology, 
consumer behaviour and regulations, banks have 
found it necessary to continuously innovate their 
products and services to adapt to this changing 
environment (Price Waterhouse Coopers, 2016). 
The intangible nature of bankingin particular, has 
significantly influenced the adoption of digitalised 
channels and the pursuit of technological 
innovations. Technological innovation means 
that customers today have less direct contact with 
service providers than in the past, and this has led 
to a new set of complexities and service failures 
(Gustafsson, 2009).  It is believed that the severity 
of the service problem likely influences the 
solution channel selected by the customer (Chang 
& Chang, 2011).  Hence when modern customers 
seek physical service recovery to address their 
issues, it usually signifies serious service failure 
concerns. With this in mind, service providers 
such as banks, should focus on improving online 
resolution channels in order to deal with minor 
customer service issues quickly and efficiently. 
This underlines the importance of research related 
to online and offline service recovery efforts.

 Service delivery and failure have received 
a large amount of research attention due to 
the inevitability of service failures during the 
service delivery process and the impact it has 

on the customer’s experience.  This research 
has cut across different industries including the 
airline, retailing, tourism and banking industries 
(Chou, 2015; Cetinsoz, 2013; Kandulapati & 
Bellamkonda, 2014 and Al-Hawari, 2014). 
Service recovery has also been significantly 
researched internationally in consumer markets 
leading to studies from various researchers 
which have focused on different service 
industries (Qin, Chen & Wan, 2012; Grewal, 
Roggeveen & Tsiros, 2008; Neale & Murphy, 
2007; Cong & Fu, 2008 and Barrera et al., 2014). 

Substantial research has been conducted in South 
Africa (SA) by Mostert and De Meyer (2010), 
Petzer and Steyn (2006) and Mostert, De Meyer 
and Van Rensburg (2009) with regard to service 
recovery in retail and tourism. However, none of 
these have addressed service recovery in the SA 
banking industry. Considering that the effective 
resolution of service failures is expected to yield 
various benefits for the business (most critically 
trust and relationship building ), it becomes 
essential to conduct research of this nature 
(Buttle, 2009). The current study fills this gap by 
conducting research on relationship retention and 
trust with respect to online and physical service 
recovery strategies in the banking industry.

oBJeCtIVes of tHe studY
The primary objective of this study was to contrast 
physical service recovery elements with online 
service recovery elements and examine their 
resultant impact on the constructs of relationship 
retention and trust in the SA banking industry.  
The four secondary objectives for the study with 
respect to the banking industry were stated as:

•	 To ascertain the impact of contact in physical 
service recovery to retain relationships with 
clients and to gain trust between service 
providers and clients

•	  To ascertain the impact of empathy and 
politeness in physical service recovery to 
retain relationships with clients and to gain 
trust between service providers and clients

•	 To ascertain the impact of responsiveness in 
online service recovery to retain relationships 
with clients and to gain trust between service 
providers and clients
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•	  To ascertain the impacts of website interface in 
online service recovery to retain relationships 
with clients and to gain trust between service 
providers and clients

lIterature reVIeW
The literature review component of this study 
comprises aspects of the justice theories, 
service failure and recovery in the banking 
industry as well as support for elements of 
the conceptual model.  The discussion related 
to the conceptual model components leads 
into the hypotheses formulation followed by 
a graphic depiction of the empirical model.

Justice Theories 
Modern service recovery strategies are based on 
justice theories which were developed decades 
ago.  These theories govern how consumers and 
businesses interact.  Four theories of justice 
were identified to anchor this study, namely 
Mills, Rawls, Nozick and Greenberg’s theories. 
The four identified justice theories hold great 
significance in the philosophical development of 
the justice system both in society as a whole and 
pertaining to individual business transactions.  
The utilitarian based justice theory developed 
by Mills in 1861 proposes that the social welfare 
of all people should supersede the welfare of an 
individual subject (Schejter & Tirosh, 2015). 
Morality is considered to be at the root of Mills’ 
work, who believed in the equitable treatment of 
all individuals in the community. According to 
this theory, businesses should treat all customers 
fairly and morally and do their best in reducing 
possible service breakdowns that are likely to inflict 
discomfort on consumers  (Al-Hawari, 2014). 

Rawls (1971) founded his justice theory on the 
presumption that justice (which he equated with 
fairness) and truth are inevitable components of 
society  (Julian & Christi, 2014).  His beliefs on 
the drawing up of ideal principles that anchor 
society supports the work done by Mills where 
subjects should all be treated equally (Rawls, 
1971)and any fairness imbalances between 
parties in a business transaction should be 
avoided.  Moreover, he proposed that that social 
subjects apply the cost benefit principle when 
engaging in business transactions, by clarifying 
expectations of each party and calculating the 

amount of benefit they will derive from the 
transaction(Chou, 2015).  Justice as fairness 
also pivots on the idea that no subject should 
receive greater priority than others or be in an 
advantageous position based on whatever reason. 
Bearing in mind each independent subject’s 
desire to protect their own interests, any kind of 
unfairness experienced is either accompanied by 
withdrawal, complaints or in most cases demands 
to rectify the balance (Kim, Kim & Kim, 2009). 
Despite some inclination towards the distributive 
part of justice in his theory, further theories were 
required in order to make them operational.  

Nozick proposed a laissez-fare approach to the 
composition of just societies in 1974 (Nozick, 
1973). His beliefs were somewhat at odds with 
Mill and Rawls’s ideas, since he proposed that 
the focus should be on individual rights and 
wealth acquisition just as long as no one else’s 
rights were violated in the process.  While 
this theory gained a measure of support in 
certain circles (Mack, 2015), there were many 
critical weaknesses identified which lead to the 
development of Greenberg’s justice theory in 1987.

In addition to the above theories, Greenberg’s 
justice theory considers predictions and causes 
of consumer behavior and was primarily based 
on equity theory and social exchange theory 
(Huseman, Hatfield & Miles, 1987).  The equity 
theory was developed by Adams in 1963 and it 
seeks to establish proportionally quantifiable gains 
for each cost associated with behaviours executed 
(Hofmans, 2012).  In line with this social exchange 
theory was developed in the 1950s to govern 
reciprocal relationships amongst individuals 
who expect to contribute something in order to 
gain a desired expected outcome (Cropanzano & 
Mitchell, 2005). Greenberg’s theory is made up of 
three types of justice, namely; distributive justice, 
procedural justice and interactional justice 
(Kandulapati & Bellamkonda, 2014). Distributive 
justice focuses on the compensation of prejudiced 
customers in the form of refunds, replacements 
and discounts (Mansori, Tyng, & Ismail, 2014; 
Kau & Loh, 2006). Procedural justice addresses 
the processes undertaken to recoup failed services 
during the negotiations.  Quick and flexible 
responses fall under this dimension of justice 
(Mansori, et al., 2014). Interactional justice comes 
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about during the negotiation process confirming 
the treatment of clients to either refute the 
company efforts or cement trust and relationships 
(Santos & Von der Heyde Fernandes, 2008).  For 
effective service recovery efforts to be achieved, a 
combination of the three types of justice needs to 
be satisfied.  Further it should be noted that the 
justice theory can aid in determining customers 
repurchase intentions, for example, those satisfied 
with the justice delivered are likely to repeat 
patronage (Gerpott, Rams & Schindler, 2001).  

In service failure and recovery situations, as 
those measured within the context of this 
study, the aspects of procedural and interactive 
justice are key in building trust and maintaining 
relationships between customer and service 
provider.  Specifically, this study measured 
procedural justice via the constructs of ‘contact’ 
(physical service recovery) and ‘website 
interface’ (online service recovery).  Interactive 
justice was measured in the form of ‘empathy 
and politeness’ (physical service recovery) 
and ‘responsiveness’ (online service recovery).  
The concept of ‘distributive justice’ was not 
included in this study, as it relates more closely 
to a retail environment where customers may be 
offered refunds or rewards on faulty products. 

Service Failure and Recovery in the Banking 
Industry
Service failure is the delivery of a substandard 
service by a service provider which falls below 
the customer’s level of service expectations 
(Barrera, et al., 2014; Komunda & Osarenkhoe, 
2012 and Mostert et al., 2009).  A business that 
experiences continuous service disruptions 
is most likely to bear the risk of damaging 
consumer trust and souring relationships with 
customers (Kau & Loh, 2006). Physical service 
failure in the banking industry usually emanates 
from customer-employee interactions in the 
bank during the service delivery process.  Types 
of failures include long and unorganised queues, 
printing of incorrect statements and employee 
ignorance in assisting customers (Lewis & 
Spyrakopoulos, 2001). Online service failures 
tend to be more centred on systems failures 
which can either be informational or functional 
failures (Tan, Benbasat, & Cenfetelli, 2011). 

Service recovery is regarded as the actions 
undertaken by companies to restore failed 
service delivery (Chueh et al., 2014). Consumers 
sometimes experience quality discrepancies in 
interactions with their banks and it is necessary 
to ensure that service recovery efforts are error 
free to restore client’s original expectations. In 
an effort to address service discrepancies, service 
providers tend to use service recovery strategies 
such as empathy, politeness and continued 
contact to attend to dissatisfied clients during 
the physical service recovery process (Lewis & 
Spyrakopoulos, 2001). Due to the higher costs 
associated with attracting new clients, courtesy 
should be a priority when handling clients after 
a service failure (Chueh et al., 2014). Watson 
(2012) and Lewis and Spyrakopoulos (2001) 
further state that other service recovery strategies 
include providing further clarity to the client 
regarding the problem, reimbursing the client and 
proffering an apology.  Online service recovery 
has also been widely studied using factors such as 
response sensitivity, affinity, timeliness, flexibility 
and website design quality (Barrera et al., 2014; 
Tan et al., 2011 and Neale and Murphy, 2007).  
Service recovery online is much more complicated 
particularly in the banking industries with issues 
such as security and trust being grave concerns 
to customers and banks (Tan et al, 2011).

Within the context of this particular study, 
physical service failure refers to any direct 
employee-customer interaction that results 
in the customer feeling dissatisfied by the 
experience.  In contrast online service failure 
in this study specifically relates to problems 
banking customers encounter whilst transacting 
on their respective bank’s website.  With respect 
to the operational definition for physical service 
recovery for this study, the concept refers to the 
levels of physical contact and degree of empathy 
and politeness displayed to a customer by a 
banking employee during a service recovery 
scenario.  On the contrary, online service recovery 
is operationalised in this study via the constructs 
of responsiveness and website interface.  The four 
independent variables of contact, empathy and 
politeness, responsiveness and website interface, 
as well as the two dependent variables of trust 
and relationship retention, are theoretically and 
operationally defined within the following sections.



798
WWW.IBC-CONFERENCE.COM

The Conceptual Model
Figure 1 introduces the conceptual model of the 
study.  In brief, the model measures physical 
service recovery via the elements of ‘contact’ and 
‘empathy and politeness’ and the online service 
recovery elements in the form of ‘responsiveness’ 
and ‘website interface’.  These four constructs 
are thus the independent variables with the 
dependent variables being ‘trust’ and ‘relationship 
retention’.  The sections that follow discuss the 
theoretical aspects of the model constructs thus 
providing the motivation for the development 
of the eight hypotheses depicted in Figure 1.

Trust
Trust is a subject that has received much 
attention in business and marketing literature.  
Kesharwani and Bisht (2012) describe trust as an 
attitude that clients nurture based on the service 
provider’s honesty, commitment and willingness 
to communicate openly during a transaction. In 
this technological age, the definition of trust can 
further be extended to consumer confidence in 
the company’s website to transact fairly without 
being susceptible to online threats (Liébana-
Cabanillas et al., 2013).  Beneke, Adams, 
Demetriou and Solomons (2011) assert that trust 
has been identified as one of the vital paradigms 
for building long-term relations with clients. 

These scholars found that customer trust had a 
great influence on customer loyalty, hence in 
the building of long-term relationships between 
client and organisation. This study operationally 
defined trust as the level of reliability and 
confidence that customers perceived to 
be associated with their respective banks.  

A study conducted contrasting physical and 
online banking methods showed that the quality 
of services provided physically, highly affects 
consumers trust considerations when it comes to 
online banking (Yap, Wong, Loh, & Bak, 2010).  
Uncertainties associated with the absence of face-
to-face interaction during business transactions 
have also been observed to significantly reduce 
trust (Kim et al., 2009).  It is with this in mind 
that it is essential that online and physical 
service recovery and their resultant effects on 
customer trust are examined and contrasted.

Relationship Retention
Relationship retention is a non-static process 
that revolves around the attraction of clients into 
the business, creating value for those clients, 
and further creating long-lasting cooperation 
with them (Mostert et al., 2009).  Relationship 
retention can be defined as a pledge by both 
parties to maintain relations while sacrifices will 

fIgure 1: ConCePtual model and assoCIated HYPotHeses
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be observed interchangeably despite the presence 
of competitive offerings (Gustaffsson, Johnson 
& Roos, 2006; Mostert et al., 2009 and Mostert 
& De Meyer, 2010).  Calculative and affective 
commitment have been identified to be major 
drivers of relationship retention  (Gustaffsson, et 
al., 2006). Multiple studies have been conducted 
pertaining to the importance of relationship 
retention in an assortment of industries (Al-Jader 
& Sentosa, 2015; Beneke et al., 2011; Chueh, et 
al., 2014; Clark & Melancon, 2013; Gustaffsson, 
et al., 2006; Kandulapati & Bellamkonda, 2014). 
It is common knowledge that it is less expensive 
to keep an existing customer than to attract a 
new one (Kau & Loh, 2006; Abdullaha, Putita, 
& Teob, 2014).  Furthermore, it has been stated 
that it takes a consumer twelve efficient service 
deliveries to dispel the experience of one 
service failure (Gustaffsson et al., 2006; Chang 
& Chang, 2011; Kandulapati & Bellamkonda, 
2014). Therefore, it is essential that service 
failures should be recovered as quickly and 
efficiently as possible to reduce the chances of 
clients switching to another provider.  Within 
the context of this study, relationship retention 
relates to the feeling of pleasure a customer 
feels in dealing with his/her bank, as well as the 
level of reciprocity displayed in the relationship.

Contact and trust
Contact plays a critical role in service encounters 
as it facilitates the creation of services, a provider 
cannot be separated from the service he or she 
provides. Consumers physically contact firms in 
various ways such as; visiting the organisation, 
calling, sending letters and so on (Al-Hawari, 
2014). However, with the advancement in 
technology, contact options have been widened 
considerably. The availability of numerous 
options of contact is perceived to result in 
customer satisfaction which is a fundamental 
building block for trust between the service 
provider and customer (Baeka & Jung, 2014).  
Within the context of this study, contact was 
operationally defined as banks having employees 
who are visible, available and easily contactable to 
assist clients when service problems arise.  Clients 
tend to trust organisations that they interact with 
especially in a face to face context in comparison 
to an online context, this is due to the human 
element being present in the interaction.  The 

human element can be said to add credibility 
to the interaction. Therefore, it is believed that 
contact has a positive influence on trust and 
the following hypothesis can be formulated:

H1 Contact positively influences trust

Contact and relationship retention
High contact services ensure that the service 
provider and the customer have close 
communication during service delivery (Lin 
& Hsieh, 2011). Continuous communication 
and management of customer’s expectations 
by employees results in the forging of and 
strengthening of relationships (Kau & Loh, 2006). 
High contact service delivery situations often 
result in customers treating service providers 
as friends or personal acquaintances. This is 
an objective of every service provider as it is a 
platform on which long lasting relationships can 
be built. These relationships are then enhanced 
by a continued positive outcome from the 
service interactions.  Therefore, it can be stated 
that continued positive contact has a positive 
influence on relationship retention in service 
interactions. Thus, it is based on this notion 
that the following hypothesis can be formulated:

H2 Contact positively influences 
relationship retention

Empathy and Politeness and trust
Interactional justice involves person-person 
communication when service errors occur (Neale 
& Murphy, 2007). The behaviour of employees 
towards an unhappy customer facilitates 
satisfaction or dissatisfaction with the recovery 
process (Lewis & Spyrakopoulos, 2001). Empathy 
and politeness involve the attentiveness, respect, 
courtesy and honesty that service providers 
display to dissatisfied customers (Qin et al., 
2012).  For the purposes of this study, empathy 
and politeness was operationally defined as 
bank employees being courteous, kind, polite, 
concerned and understanding to clients when 
service failures occur.  The concepts of empathy 
and politeness are pivotal in failed services 
situations as they function as service recovery 
strategies (Qin, et al., 2012). Moreover, such 
strategies facilitate and enhance trust between 
customers and service providers due to the 
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acceptance of responsibility of wrong doing on the 
part of the service provider. Conclusively, empathy 
and politeness positively influence trust between 
organisations and clients.  With this in mind the 
hypothesis for this construct is formulated as:

H3 Empathy and politeness 
positively influence trust

Empathy and Politeness and relationship retention
Service recovery is a moment of truth where a 
firm tries to redeem its image in the eyes of the 
customer (Petzer, Mostert & Fourie, 2014). As 
previously indicated, empathy and politeness are 
components of interactional justice and serve as 
building blocks for lasting relationships between 
service providers and customers (Kau & Loh, 
2006). Employees require strong interactional 
skills to be able to handle dissatisfied clients in 
a manner that promotes long-term continued 
consumer patronage. Affinity which focuses on 
the apologies issued for any negative transaction 
experienced by the customer seeks to assure the 
customer that the initial error was a mistake and 
the organisation accepts full responsibility for 
such (Tan, et al., 2011).  If employees are able 
to achieve affinity with customers in a service 
recovery situation there is a good chance they 
will be able to retain the customer.  It is with this 
in mind that the fourth hypothesis is formulated:

H4 Empathy and politeness positively 
influence relationship retention

Responsiveness and trust
Responsiveness plays a critical role in business 
transactions, whether it is in electronic or in 
personal form. With the upsurge in online 
trading, the criticality of responsiveness has 
risen as face to face business has been replaced 
or supplemented by low cost convenient internet 
transactions (Qin, et al., 2012). Responsiveness 
is further embedded in the definition of service 
quality for both initial service delivery and 
recovery efforts (Awa, Ogwo & Ukoha, 2013). 
In a physical business setting, responsiveness is 
essential so as to ensure the shortest lead times and 
deliver a purchase in time as per the customer’s 
expectation (Lewis & Spyrakopoulos, 2001).  

Online responsiveness encompasses service 

delivery with various facets such as; order delivery 
time, navigational complexities, customer support 
services, security issues and payment related faults 
(Lin, Huang, Wu & Hong, 2011).  Poor response 
of a business’s website further affects customer 
perception of the organisation and damages 
user trust. Moreover, to effectively build trust, 
customer support services should be available 
and helpful to meet the needs of the enquirer. 
Online payments have raised trust issues in online 
service delivery (Lin, et al., 2011). However, such 
errors may be impeded by the use of secure 
webpages that ensure customer card credentials 
are safe from fraudsters and any online payments 
be verified with a pin sent to the card owner 
(Chong, Ooi, Lin & Tan, 2010). For the purposes 
of this study, responsiveness was operationally 
defined as how a banks website and/or support 
services for online banking counteract online 
service errors in the form of reversals of errors, 
directions for correcting errors, promptness 
in responding online to online errors and 
continual updates on the status of errors.  Quick 
responses will ensure that trust is created and 
satisfaction is achieved thus it can be stated that:

H5 Responsiveness positively influences trust

Responsiveness and relationship retention
Responsiveness in retail banking studies 
has been noted to be one of the significant 
attributes of determining service quality (Lewis 
& Spyrakopoulos, 2001). Increased customer 
knowledge and awareness have exerted pressure on 
businesses to improve response rates whenever an 
error has been experienced and reported (Chong, 
et al, 2010). Technology together with the power 
of online platforms have played a major role in 
driving the promptness of businesses responses, 
leading to a much more satisfied customer base.  
Neale and Murphy (2007) stated that responding 
quickly to service problems increased customer 
repurchase intentions by 82% as compared to 
successful resolutions without immediate effect 
which settled at 54%. Such a disparity indicates the 
impacts of timeliness and repurchase behaviour 
which facilitates relationship enhancement. 
It can therefore be hypothesised that:

H6 Responsiveness positively 
influences relationship retention
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Website Interface and trust
A web presence enables businesses to overcome 
geographical disadvantages and reduce costs 
associated with other forms of communication 
(Tan et al., 2011).  Website quality factors are 
direct influencers of users’ expectations and 
perceptions which facilitates the development 
of trust between customer and service provider 
(Beneke et al., 2011). The quality of a website 
has a significant impact on determining its 
usability and level of contact with consumers 
(Hussien & Aziz, 2013). Thus, the design and 
functionality, the ease of use, content quality, and 
error tolerance of a website all aid in determining 
the degree of trust developed between the users 
and the organisation (Kajiyama & Eschizen, 
2014).  This study operationally defined website 
interface as the websites’ ease of access, ability 
to load quickly, its availability and provision 
of necessary links.  The efficient and effective 
functioning of a bank’s website can eliminate 
the concerns around system service failures., 
Client’s evaluation of their online banking 
interactions is therefore essential to determine 
baseline requirements for service recovery 
efforts when failures do occur.  Furthermore, 
the effect that an efficient and effective website 
interface has on trust (and customer retention) is 
critical for banks to understand when designing 
their sites.  The seventh hypothesis related to 
website interface and trust is stated as follows:

H7 Website interface positively influences trust

Website Interface and relationship retention
Relations are created effortlessly online as 
consumers’ access company related information 
that assists them in purchase decisions, provided 
websites are well-designed and easy to use (Beneke 
et al., 2011). Availability of valid and accessible 
links (navigability) enforce the satisfaction of 
visiting the site and aid in creating a desire for 
consumers to continue using the site. Website 
quality determines the development of trust which 
in turn facilitates the creation of relationships 
between businesses and their customers (Cetinsoz, 
2013).  The ease with which customers are able 
to log complaints online and have them attended 
to should contribute significantly towards the 
development of long term relationships between 
business and customer.  The final hypothesis 

regarding the relationship between website 
interface and relationship retention is stated as:  

H8 Website interface positively 
influences relationship retention 

researCH metHodologY 
The study adopted a positivistic paradigm which 
is considered to be the foundation for quantitative 
research methodologies.  Quantitative research 
ensures the formulation of designs aligned with 
such and often uses descriptive research designs 
that are structured and directed to answer an 
identified marketing research problem, as was 
the case for this study (Hair, Bush & Ortinau, 
2009).  The survey method with the aid of a 
questionnaire was used for data collection 
purposes.  The questionnaire contained construct 
scales adopted from previous studies which had 
proven to be both reliable and valid (Cetinsoz, 
2013, Barrera et al., 2014 Kau & Loh, 2006 and 
Gustaffson et al., 2006).  The convenience sample 
consisted of 257 students from three different 
campuses at a University in the Eastern Cape. The 
use of students as the sample and the size of the 
sample was based on previous service recovery 
studies which made use of the justice theory 
(Qin et al., 2012; Neale & Murphy, 2007 and Kau 
& Loh, 2006).  Furthermore, based on a Price 
Waterhouse Coopers banking report (2016), it 
was decided to only include respondents who 
banked with the four major banks as indicated in 
the report.  The respondents were qualified before 
participating in the survey in order to ensure 
they were clients of either ABSA, Nedbank, 
Standard Bank or First National Bank (FNB).

Data was analysed using the Statistical Package 
for the Social Sciences (SPSS, version 24) as 
well as the Structural Equation Modeling (SEM) 
program, LISREL (version 9). SPSS was used for 
the descriptive aspects of data analysis relating 
to the demographic details (gender, age and 
bank) and distribution of the scale data.  SPSS 
was also used to establish reliability and validity 
of the measurement scales. Cronbach’s Alpha’s 
determined the reliability of each scale with an 
exploratory factor analysis (EFA) establishing 
the uni-dimensionality of the constructs. Before 
conducting the EFA the Kaiser-Meyer-Olkin 
(KMO) measure of sampling adequacy and the 
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Bartlett’s test of sphericity were conducted to 
ascertain that the data was suitable for factor 
analysis.  Eigenvalues where then compared 
with the extracted sum square loadings, which 
improved the percentage of variance throughout 
the six tests conducted. No item amendments 
were thus required in terms of the six constructs.  
Cronbach’s Alpha values of the scales were 
evaluated according to the cut off value of 0.7 
to be deemed reliable and thus usable for the 
interpretation of the results (Wiid & Diggines, 
2013).  Minor modifications were made to scales 
and items were removed in some cases in order 
to achieve higher levels of validity and reliability.  

SEM was used to establish relationships and the 
strength thereof between variables as well as 
the overall fit and signficance of the conceptual 
model.  The measurement and structural models 
were both subject to various goodness of fit 
tests and evaluated according to the established 
criteria.  The hypotheses for the study were based 
on the t-values and corresponding p-values 
generated by the SEM analysis.  The critical t-value 
for signficance is above 1.96 whereas a 95 % 
confidence interval and a 0.05 critical value were 
used to evaluate the p-values.  The findings section 
details the results of the various tests conducted.

fIndIngs
Descriptive Results Synopsis
Descriptive statistics were presented using 
frequency distributions for age, gender and 
the name of bank used by each respondent and 
measures of central tendency.  The results of the 
descriptive statistics are merely summarised in this 
section for the sake of brevity.  Of the respondents 
51 % were female and 49 % were males. The 
majority of respondents, 87 % fell within the age 
group of 18-27, with 11 % in the 28-37 age group 
and finally 2 % in the 38 plus age group.  This would 
be congruent with the sample in terms of the 
relatively young age of university students.  With 
respect to which bank the respondents used, the 
majority 39 % are clients of Standard Bank with 
the second largest group of 32 % being clients of 
FNB.  Sixteen percent of students indicated they 
were clients of Nedbank with 13 % indicating 
they procure banking services from ABSA. 

With respect to the measures of central tendency 

the responsiveness scale which comprised five 
items resulted in a mean range of 3.38 to 3.82, 
medians and modes of 4 and a standard deviation 
range of .820 to .982. Respondents indicated 
that the security assurance provided by their 
banks for online transactions had a mean value 
of 3.82. Moreover, the ability of the bank to 
further communicate and guide the client on 
solving transaction errors was observed with a 
mean score of 3.68. Online service error reversal 
scored the lowest with a mean value of 3.38, 
with the median and mode scoring a 4. Website 
interface five scale items resulted in rounded 
mean values of 4, medians and modes values of 
4 and a standard deviation range of .853 to .994. 
Website interface, a component determinant of 
online service recovery resulted in mean scores 
above the mid-point of 2.5. The four major banks 
can be concluded as having improved in their 
online service delivery as the sites load quickly 
and have valid links and navigational efficiency. 

Relationship retention’s three scale items resulted 
in rounded mean values of 4 in agreement with 
the medians and the modes while the standard 
deviations lay between .844 and .954. Relationship 
retention was tested and a high mean score of 
4.01 was observed as clients seemed to favour 
their banks of choice affirming the significance 
of relations between the parties.  It was noted 
that respondents believed that their banks take 
care of them as clients with a mean score of 
3.99. Trust measures of central tendency and 
standard deviations resulted in mean values of 4 
in agreement with the medians and modes for the 
first three items and a standard deviation range 
of .870 to .968. Feelings of belief and trust in the 
banking sector were observed with a 3.92 score.

Construct Reliability and Validity Results
Table 1 provides an overview of the Cronbach’s 
Alphas and factor loading ranges achieved for 
each of the construct scales.  As can be noted in 
Table 1, the contact construct consisted of four 
items and resulted in a favourable Cronbach’s 
Alpha value of 0.704.  The other Cronbach’s Alpha 
values achieved for the scales were as follows; 
empathy and politeness, 0.836; responsiveness, 
0.761; website interface, 0.807; relationship 
retention, 0.728 and trust, 0.828. Thus, all 
scales utilised in the study were deemed to be 
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reliable as they exceeded the cut-off point of 0.7. 

Table 1 also provides the minimum and maximum 
factor loading scores achieved for each of the 
scales.  Uni-dimensionality and thus validity was 
achieved for all six measurement scales used in 
the study.  The contact scale seemed to exhibit 
the lowest factor loadings ranging between 
.480 and .633 across its four items alongside the 
responsiveness scale which had items that loaded 
between .433 and .660.  The other three constructs 
of empathy and politeness, website interface and 
relationship retention exhibited moderate factor 
loading ranges, .580 to .730, .548 – to .712 and .474 
to .700 respectively.  Lastly, the trust construct 
appeared to contain the highest levels of validity 
with the items loading between .689 and .706.    

The following sections indicate the fit 
statistics for both the measurement and 
structural models as well as the results of 
the empirical model assessment leading to 
the conclusions relating to the hypotheses.  

Measurement model
Table 2 provides the goodness of fit indices achieved 
for the SEM measurement model.  It can be noted 
from Table 2 that for the measurement model, 
the Normed Fit Index (NFI) was 0.933, the Non-
Normed Fit Index (NNFI) 0.969, the Parsimony 
Normed Fit Index (PNFI) 0.815, the Comparative 
Fit Index (CFI) 0.973 and Incremental Fit Index 
(IFI) was also 0.973 and finally the Relative Fit 
Index (RFI) reflected as 0.923. All the fit indices 
produced good values greater than the 0.9 rule 
of thumb thereby affirming the model fitness. 
The Parsimony Normed Fit Index (PNFI) gave 
a 0.815 value which is close to 0.9. Further 
statistics tests resulted in a Root Mean Square 
Residual (RMR) of 0.0543, Root Mean Square 

Error of Approximations (RMSEA) 0.0493 and 
standardised Root Mean Square Residual (RMR) 
of 0.0631 respectively. RMSEA fit well with a 
value below the 0.05 rule of thumb.  Furthermore, 
the overall measurement model was regarded 
as significant with a p-value of 0.000 achieved.

Structural Model
As depicted in Table 3 the goodness of fit statistics 
for the structural model were assessed resulting 
in an NFI of .927; an NNFI of .963; a PNFI of 
0.813; a CFI of 0.968; an IFI of 0.968 and a RFI 
of 0.917. RMR was 0.0583, RMSEA 0.0537 and 
standardised RMR 0.0681 respectively. The 
model fit without modifications. The higher 
values of the results compared to the stipulated 
figures proved that model fitness was regarded 
as acceptable. The goodness of fit indices from 
both the measurement and structural models 
gave similar rounded values indicating the clear 
representation, accuracy and consistency of 
the model. The underlying theory of the model 
agreed with the data collected thereof, hence this 
consistency resulted in overall acceptable level 
of model fitness and a level of 0.000 statistical 
significance was achieved for the structural model

Following from the discussion related to the fit 
indices is an analysis of the path relationships 
and values obtained during the SEM analysis 
is an explanation of the hypotheses results.

SEM Relationships and Hypotheses Results
Figure 2 indicates three aspects related to the 
empirical model: firstly, the path co-efficient 
values between variables were specified; 
secondly, the respective t-values between 
variables are provided and finally, the associated 
p-values are given for each relationship.

The strength of the established relationships 
taBle 1: relIaBIlItY and ValIdItY results for measurement sCales

Constructs / variables no. of items factor loading 
range Cronbach’s alphas

Contact 4 .480 - .633 0.704
Empathy and Politeness 4 .580 - .730 0.836
Responsiveness 5 .433 - .660 0.761
Website Interface 5 .548 - .712 0.807
Relationship Retention 3 .474 - .700 0.728
Trust 3 .689 - .706 0.828
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was based on the values of path coefficients as 
indicated in the SEM diagram, Figure 2. Stronger 
associations were observed pertaining to the 
physical service recovery results with contact, 
empathy and politeness showing significant 
impacts on the establishment of trust and 
relationship retention. Weaker associations 
were observed with respect to the online service 
recovery constructs despite the high correlations 
established within factors. Website interface and 
trust indicated the weakest association.  Table 4 
depicts a summary of the relationships between 
trust and the independent variables while Table 
5 provides a summary of the relationships 
between the dependent variable of relationship 
retention and the independent variables.

As  can be  noted in Table 4 all four of the independent 
variables are significantly related to trust. 
Empathy and politeness displayed the strongest 
relationship with trust, followed by contact, then 
responsiveness and finally website interface.  
Despite a negative path co-efficient value between 
website interface and trust, the significance in the 
relationship indicates how important it is to focus 
on developing quality websites in an attempt 
to facilitate greater consumer trust.  Table 5 
continues the explanation of the SEM analysis by 
displaying the relationships between relationship 
retention and the independent variables.

Table 5 indicated that all the four independent 
variables are significantly positively related to 
relationship retention.  Empathy and politeness 

taBle 2: measurement model – fIt statIstICs

goodness of fit measures Value

recommended cut-off 
value 

(field, 2012); (Hair et 
al., 2012) 

Normed Fit Index (NFI) 0.933 0.9
Non-Normed Fit Index (NNFI) 0.969 0.95
Parsimony Normed Fit Index (PNFI) 0.815 0.9
Comparative Fit Index (CFI) 0.973 0.95
Incremental Fit Index (IFI) 0.973 0.9
Relative Fit Index (RFI) 0.923 0.9
Root Mean Square Residual (RMR) 0.0543 <0.05 – 0.08
Root Mean Square Error of Approximation (RMSEA) 0.0493 <0.05 – 0.10
Standardised RMR 0.0631 <0.05 – 0.08

taBle 3: struCtural model – fIt statIstICs

goodness of fit measure Value

recommended cut-off 
value 

(field, 2012); (Hair et 
al., 2012)

Normed Fit Index (NFI) 0.927 0.9
Non-Normed Fit Index (NNFI) 0.963 0.95
Parsimony Normed Fit Index (PNFI) 0.813 0.9
Comparative Fit Index (CFI) 0.968 0.95
Incremental Fit Index (IFI) 0.968 0.9
Relative Fit Index (RFI) 0.917 0.9
Root Mean Square Residual (RMR) 0.0583 <0.05 – 0.08
Root Mean Square Error of Approximation (RMSEA) 0.0537 <0.05-0.1
Standardised RMR 0.0681 <0.05 – 0.08
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displayed the strongest relationship with 
relationship retention, followed by contact, then 
website interface and finally responsiveness.  
Table 6 proceeds with summarising the 
results of the study’s hypotheses, which are 
each discussed individually thereafter.  The 
hypotheses discussions include a dissection of 
the various results displayed in Tables 4 and 5.

H1: Contact positively influences trust
H1 stating that contact positively influences trust 
with respect to physical service recovery was 
supported with a path co-efficient of .278, a t-value 
of 6.568 and a p-value of 0.0001. Conclusively, 
contact should be prioritised in physical 
service recovery efforts in order to building 
trust with customers in the banking industry.

H2: Contact positively influences relationship 
retention
With respect to H2, a significantly positive influence 

existed between contact and relationship retention 
with a path co-efficient of .401, a t-value of 9.147 
and a p-value of 0.0001.  These results lead to the 
support of the hypothesis stating that contact 
positively influences relationship retention.  This 
reveals that even in this digital age consumers 
still value physical contact with employees 
specifically in attempting to retain relationships 
during problematic service encounters.

H3: Empathy and politeness positively influences 
trust
The empathy and politeness construct measured 
against the trust construct revealed that they 
are significantly related with a .322 path co-
efficient, an 8.123 t-value and a 0.001 p-value 
resulting in support for the hypothesis. Thus 
empathy and politeness can be said to positively 
influence trust. For successful physical service 
recovery methods, empathy and politeness 
should be prioritized as they signify the amount 

fIgure 2: emPIrICal model assessment

taBle 4: relatIonsHIP BetWeen trust and IndePendent VarIaBles

Independent variable Path co-efficient t-values p-values
Contact .278 6.568 0.0001
Empathy & Politeness .322 8.123 0.0001
Responsiveness .179 5.924 0.0001
Website Interface -0.035 5.217 0.0001

*Path co-efficient value 
**t-value 
 ***p-value
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of trust clients will gain towards the bank.

H4: Empathy and politeness positively influence 
relationship retention
With regards to H4 relationship retention is 
significantly affected by empathy and politeness 
during physical service recovery attempts due to 
the existence of a path co-efficient of .395, a t-value 
of 11.853 and a p-value of 0.0001. The observed 
p-value indicated the hypothesis is supported 
which affirms the association between empathy 
and politeness and relationship retention. 
Successful physical service recovery strategies 
should ensure the incorporation of empathy 
and politeness on the part of employees in an 
attempt to retain customers after a service failure.

H5: Responsiveness positively influences trust
In terms of H5, it can be said that responsiveness 

positively influences trust in online service 
recovery attempts. The hypothesis was 
supported with a path co-efficient of .179, a 
t-value of 5.924 and a p-value of 0.0001. Thus, 
conclusively, responsiveness influences trust 
when recouping failed services online. Successful 
online service recovery strategies should ensure 
that organisations have systems in place that 
are quick to respond to dissatisfied clients. 

H6: Responsiveness positively influences 
relationship retention
The results of H6 indicate that responsiveness 
positively influences relationship retention in 
online service recovery attempts. The hypothesis 
was supported which depicted a path co-efficient of 
.179, a t-value of 5.924 and a p-value of 0.0001. Thus, 
conclusively, online responsiveness influences 
relationship retention in service recovery efforts. 

taBle 5: relatIonsHIP BetWeen relatIonsHIP retentIon and IndePendent VarIaBles

Independent variable Path co-efficient t-values p-values
Contact .401 9.147 0.0001
Empathy & Politeness .395 11.853 0.0001
Responsiveness .007 5.217 0.0001
Website Interface .057 6.837 0.0001

taBle 6: summarY of HYPotHeses results

Hypotheses t-values p-values supported/rejected *

H1: Contact positively influences trust 6.568 0.0001
Supported

H2: Contact positively influences relationship 
retention 9.147 0.0001 Supported

H3: Empathy and politeness positively 
influence trust 8.123 0.0001 Supported

H4: Empathy and politeness positively 
influence relationship retention 11.853 0.0001 Supported

H5: Responsiveness positively influences trust 5.924 0.0001 Supported
H6: Responsiveness positively influences 
relationship retention 5.924 0.0001 Supported

H7: Website interface positively influences trust 5.217 0.0001 Rejected
H8: Website interface positively influences 
relationship retention 6.837 0.0001 Supported

* t-value >1.96; p-value <0.05 indicated signficance
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H7: Website Interface positively influences trust
With respect to H7, website interface and trust 
have a t-value of 5.217, a p-value of 0.001 and a 
negative path co-efficient of -0.035. The negative 
path co-efficient shows that there is a negative 
relationship between the constructs of website 
interface and trust when it comes to online 
service recovery.  Despite the relationship being 
significant it is still reflected as negative and the 
hypotheses in this study seek to establish positive 
relationships between the relevant constructs. 
Thus, the hypothesis is rejected, which infers that 
website interface does not positively influence 
trust although the navigational elements on the 
bank websites should not be overlooked based on 
the existence of the relationship being significant.

H8: Website interface positively influences 
relationship retention
Regarding H8, it can be noted that the relationship 
between website interface and relationship 
retention is characterised with a path co-efficient 
of 0.057, a t-value of 6.837 and a p-value of 
0.0001. The results indicate that hypothesis 
was supported and a conclusion reached 
that website interface positively influences 
relationship retention.  When designing websites, 
navigable sites are encouraged that will enhance 
relationships with customers, particularly when 
bank customers attempt to recover service failures 
in an online context. Complicated sites affect 
customer visits hence impact adversely on the 
relationship between customer and organisation.

managerIal and aCademIC ImPlICa-
tIons 
In summarising the findings of this study, it was 
concluded that the physical service recovery 
elements of empathy and politeness and contact 
have a far greater impact on both trust and 
relationship retention.  Empathy and politeness 
displayed an extremely strong influence on 
relationship retention during physical service 
recovery.  Thus despite consumers flocking to 
transact and communicate online, they still prefer 
to deal with service problems in a personalised 
high contact setting.  This means that banks need 
to ensure staff are adequately trained to be able to 
exhibit the attributes of empathy and politeness in 
a meaningful way to customers.  This suggests the 
need for a more modern type of training for bank 

staff, perhaps in the area of ‘emotional intelligence’ 
or ‘mindfulness’ which would allow staff to 
connect in a more personalised manner with 
complaining customers.  Furthermore, after the 
execution of a service recovery process, employees 
require briefing on how to address similar cases 
in the future. These ‘case study’ situations could 
provide meaningful learning experiences for 
banking staff.  Managers should encourage 
consistency and transparency in this regard. 

The results of this study do pose somewhat 
of a dilemma for the banking sector which as 
has been discussed, is driven by technological 
innovation.  While banks are attempting to 
cut down on investments in human resources 
and encourage electronic channels of banking 
and communication, it seems customers still 
require the human touch, specifically when it 
comes to problem solving.  However, the other 
results achieved in this study should not be 
discounted -  online responsiveness does exhibit 
an influence on trust and relationship retention 
in banking service recovery situations.  With 
investment and further efforts, banks can build 
on improving their online service recovery 
responses to facilitate an even greater level of 
trust and relationship retention between bank 
and customer.  Personification of online service 
recovery efforts are perhaps necessary in order 
to do this, for example, the development of an 
online persona to deal with customer complaints 
such as the one that FNB uses, RB Jacobs. 

With respect to the results regarding website 
interface and trust and relationship retention 
which were achieved in this study, there are 
possible explanations for the diverging influences.  
The aspect of website interface having a negative 
impact on trust in an online service recovery 
setting is possibly due to concerns consumers 
have regarding the security of online banking 
interactions.  This pervasive fact cannot be 
discounted in its possible influence of the results 
in this study.  However, it is also possible that 
customers simply do not trust that banking 
errors will be corrected in an acceptable manner 
in an online context and would prefer to rectify 
these errors in person.  Thus banks to need to 
make more of an effort to build consumers trust 
in online platforms, specifically those that are 
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customised and offer online immediate solutions.  
This would mean an even greater investment in 
interactive technology to achieve such results.  

It was interesting to note that website interface 
has a positive influence on relationship retention 
within the context of online service recovery.  
But here again it is possible that banking 
customers are so accustomed to their respective 
banks online channels and their ease of use 
that this contributed as a relationship building 
element in this study.  Further to this, due to 
the nature of the relationship between bank 
and customer, switching costs are high; one of 
them being that the customer has to learn new 
systems and processes if they move to another 
bank.  Thus it stands to reason that customers 
will regard their bank’s website interface as a 
component of their relationship with the bank.    

This study contributes to knowledge about 
online service recoveryin the services sector by 
comparing online service recovery with physical 
service recovery in the banking industry through 
a few carefully selected constructs.  Whilst these 
constructs and the sample selected pose as 
limitations (as discussed in the succeeding section), 
this study nevertheless makes an important 
contribution in a growing global services economy.

lImItatIons of tHe studY
This study consisted of several limitations that 
should be highlighted.  Firstly, the use of non-
probability sampling in the form of convenience 
sampling of university students located in the 
Eastern Cape at one particular university reduces 
the generalisability of the study’s findings. This 
can create bias in the results as university students 
generally have both limited income and resources, 
which limits their interactions with banks. .This 
should be regarded as  apreliminary study into 
the topic of online service recovery andfuture 
research will expand the survey population..

The second limitation relates to the selection of 
constructs to represent ‘online’ and ‘physical’ 
service recovery.  The constructs selected in 
this study are limited and additional, more 
inclusive constructs could have been selected.  
Future research will expand upon this aspect.

ConClusIon and reCommendatIons 
for future researCH
Technological breakthroughs and scarce 
resources have redefined major business models 
in economies and the way that modern banks 
function is an example of this transformation. 
The idea of a sharing economy which integrates 
the offline and online environments has led to a 
shift in the way banks operate (Price Waterhouse 
Coopers, 2016). With this in mind, this study 
evaluated physical and online service recovery 
in banking which is a subject that has not been 
addressed in a SA context.  The final results of 
the study revealed that physical service recovery 
elements of empathy and politeness and contact 
have a far greater impact on both trust and 
relationship retention.  Of the eight hypotheses 
constructed for the study, only one alternative 
hypothesis pertaining to website interface and trust 
was rejected.  Empathy and politeness displayed 
the strongest relationship with trust, followed by 
contact, then responsiveness and finally website 
interface.  Further to this, empathy and politeness 
also displayed the strongest relationship with 
relationship retention, followed by contact, then 
website interface and finally responsiveness.  

Recommendations for further studies include 
the need for more research into online service 
recovery methods and how they can be improved 
to address consumer complaints more effectively 
(in an assortment of industries).  Further, 
research into online social media service recovery 
strategies needs to be conducted to combat the 
proliferation of online complaints which have 
surfaced on online platforms in recent years.  The 
nature of online complaining behaviour should 
also be examined in order for categorisation 
of complaints and trends to be noted in order 
to be dealt with more effectively in the future.
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aBstraCt
Customers, such as those who are millennial 
students, will only reveal their true needs and 
wants to the people they trust, and only when they 
can engage with them. Social media marketing 
tools, such as Facebook marketing, can allow 
Higher Education Institutions (HEIs) (such as 
universities) to engage with their students, and 
build loyalty, brand equity, and positive word-
of-mouth. For universities to know their target 
audience better, they need to investigate the factors 
that influence the engagement of their students 
with the university’s Facebook page. This study 
thus applied the technology acceptance model 
(TAM) of social media. A descriptive, quantitative 
research method and non-probability quota 
sampling technique were employed at a selected 
university, realising a sample of 399. Exploratory 
factor analysis and structural equation modelling 
were used to determine the factors that influence 
student engagement with a Facebook page. The 
results indicated that all seven hypotheses were 
accepted and that perceived ease of use (EU), 
critical mass (CM), capability (CP), and perceived 
playfulness (PP) influence the perceived use 
(PU) of a Facebook page. Furthermore, PU 
influences the intention to use (IU) the Facebook 
page, where trustworthiness (TW) influences 
IU. Lastly, IU strongly influences the actual use 
(AU) of the Facebook page. The results suggest 
that marketing practitioners should work 
closely with technical specialists to ensure that 
a Facebook page is easy and simple to use and 
has an appealing layout and design. Students 
value critical mass – meaning that having more 
friends and peers present will enhance an 

engagement that can only be achieved by user-
driven content and by adding entertainment 
value such as humour, competitions, and quizzes. 

Keywords: Customer engagement, millennials, 
facebook, tam, higher education
 
IntroduCtIon 
Institutions need to keep customers engaged, as 
these interactions better position cross-channel 
experiences, and positive experiences will not 
steer customers away (Honts, Klimke & Meyer, 
2016:5). Furthermore, to engage customers, an 
institution can draw them closer to the brand 
and so ultimately lead to loyalty, more purchases, 
ambassadorship, and favourable brand attitude; 
and it can create positive brand evaluations (Kumar, 
Bezawada, Rishika, Janakiraman & Kannan, 2015; 
Solomon, 2015:1; Eduventures, 2014). Although 
a number of social media platforms allow 
customer engagement, Facebook is certainly 
the popular choice (Bolkan, 2015) – which is 
why many companies and institutions adopt 
Facebook as a marketing tool (Sebate, Berbegal-
Mirabent, Canabate, & Lebherz, 2014:1002).

Not only private businesses are restricted to social 
media customer engagement; higher education 
institutions (HEI), like universities, also need to 
market themselves in an increasingly competitive 
landscape (Reuben, 2008:2; Peruta, Ryan & 
Engelsman, 2013:2). For universities to attract 
their primary customers – potential students 
(Bunce, Baird & Jones, 2016) – they need to 
go where the students are: online! Millennial 
individuals, also called ‘Generation Y’ (those 
born between 1986 and 2005 [Markert, 2004]), 
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and those attending university, make up a large 
portion of the active social media population 
(Mehdizadeh, 2010; Special & Li-Barber, 2012). 
For a university to engage with its customers or 
potential customers, it needs to understand the 
social media use behaviour of this target market 
(Rauniar, Rawski, Yang, & Johnson, 2013:20). 

The university target market typically includes 
individuals between the ages of 18 and 24 years 
(millennial/Generation Y) (Special & Li-Barber, 
2012) who, according to Cant and Machado 
(2005:155), fall into the ‘adult’ Generation Y group. 
This group of individuals are those who rate a social 
media site like Facebook, as it provides a platform 
to create, establish, and maintain relationships 
and assist in self-presentation (Mehdizadeh, 
2010). It is convenient for information sharing, 
communication, and self-disclosure. This study 
therefore investigates the factors that influence 
student engagement with a Facebook page at a 
selected university by revisiting the technology 
acceptance model (TAM) presented by Rauniar 
et al., 2013. According to Rauniar et al. (2013:20), 
the factors influencing customer engagement 
(actual use) with Facebook are perceived ease of 
use, perceived usefulness, capability, perceived 
playfulness, critical mass, trustworthiness, and 
intention to use a particular Facebook page.

lIterature reVIeW
Millennials as customers
Millennials, or Generation Y, represent a unique 
cohort of consumers who cannot be ignored by 
organisations: their attitudes and behaviours 
shape the success of products and services in 
the marketplace (Zhang, Omran & Cobanoglu, 
2017:734). According to Bolton, Parasuraman, 
Hoefnagels, Migchels, Gruber and Komarova 
(2013:350) and Brosdahl and Carpenter 
(2011:550), the term ‘Generation Y’ refers to 
the group of individuals born after 1981, while 
Markert (2014) argues that they are those born 
between 1986 and 2005. On the other hand, 
Cant and Machado (2005:155) differ from this 
description; they argue that Generation Y cannot 
be simply and broadly classified as a single group: 
they should be divided into three age subcategories 
that include adults (those aged between 19 and 
24), teenagers (those aged between 13 and 18), 
and children (those aged between 8 and 12). 

These descriptions indicate that there is no 
universal classification of millennial/Generation 
Y consumers due to multiple contextualisation’s 
in the literature (Zhang et al., 2017:734).

Chrysochou et al. (2012:518) characterise 
millennials as well-educated and self-reliant; easily 
influenced by other members of society (such 
as family and friends) despite their self-reliant 
and strong-minded nature; opinion leaders with 
the ability to influence the behaviour of peers; 
seeking work flexibility, and not necessarily being 
loyal to organisations or prioritising time with 
friends and family; and ‘tech savvy’, regarding 
technology and the Internet as an enabler of work 
and socialisation. In the South African context, 
Bevan-Dye and Akpojivi (2016:157) posit that this 
generation accounts for about 40 per cent of the 
country’s population – a significant proportion. 
This cohort is also estimated to spend between R6 
and R7 billion a year, with ‘pocket money’ valued 
at R5 billion per year (Cant & Machado, 2005:155).

Millennials and social media engagement
A key formative characteristic for the millennial 
cohort is their early and frequent exposure to social 
media, particularly Facebook, which has a radical 
impact on their perceptions and attitudes towards 
organisations (Immordino-Yang, Christodoulou 
& Singh, 2012:356). Bolton et al. (2013:248) 
comments that these individuals rely heavily on 
social media for entertainment, to interact with 
others, and even for emotion regulation. More 
specifically, millennials are sometimes called 
‘digital natives’ – those who are either students 
or relatively recent entrants into the workforce, 
and who are technologically savvy and the most 
visually sophisticated of any generation (Bolton 
et al., 2013:249). An empirical study conducted 
by McCorkindale, DiStaso and Sisco (2012, n.p.) 
established that 86 per cent of millennials are 
estimated to be present on Facebook daily, usually 
checking out friends’ profiles, updating their own 
profiles, and messaging others. Furthermore, 
this group of individuals (especially the ones 
aged between 18 and 34 years) are more likely to 
engage on social media than other age groups, 
and prefer to use social media for interactions 
with acquaintances, friends, and family (Bolton 
et al., 2013:249). This implies that they are also 
more likely to value the opinions of relevant 
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others in social media, and to feel important 
when they provide feedback about the brands 
or products they use (Bolton et al., 2013:249).

Rissanen and Luoma-Aho (2016:501) argue that 
millennials are highly engaged in social media 
because they are actively involved in content 
production: they have integrated social media 
into their entertainment and leisure activities, and 
they always consult social media first for all their 
information needs. This is because this group of 
individuals grew up in a more media-saturated, 
brand-conscious world than previous generations. 
They also respond to advertisements differently, 
preferring to encounter them through social 
media networking sources rather than through 
the traditional media (Valentine & Powers, 
2013:598). Zhang et al. (2017:735) agree with this 
notion, and conclude that the millennial market 
is less responsive to the marketing instruments 
provided directly by companies. Instead, they tend 
to collect opinions from the people around them 
and to make their choices based on the assessment 
of those opinions when making product decisions.

In the light of the afore-mentioned perspective, 
Facebook has a profound influence on students 
within the tertiary education landscape. Baglione, 
Harcar and Spillan (2017:3) posit that students 
primarily use Facebook as a way to adjust to 
their university life and to fulfil their academic 
requirements. Manago, Taylor and Greenfield 
(2012:369) found that Facebook satisfies 
university students’ need for permanent relations, 
and that larger networks on Facebook correlate 
positively with self-esteem improvement. In 
contrast, social media is an important engagement 
tool for a university to optimise student 
participation, increase their ability to connect 
with friends and classmates on campus, and keep 
track of the ‘what’, ‘where’, and ‘when’ of events 
to make the most of their student experience 
(Kowalik, 2011:223). Therefore, social media 
is at the centre of the university’s conversation. 
Whether or not universities are observing, 
listening, or participating, a conversation about 
their brand offerings is always happening – and 
these conversations can impact and influence the 
overall brand experience (Kowalik, 2011:211). 

Higher education engagement
The preceding section highlighted the importance 
of Facebook engagement from the millennial’s 
viewpoint. But for higher education institutions 
(HEIs), there are also some benefits from taking 
social media engagement via a Facebook platform 
seriously. For HEIs to be globally competitive, 
they need to attract the best students if they wish 
to produce employable citizens (Blom, 2013). 
However, students can choose from a number and 
variety of HEIs to further their education (Lubbe, 
Petzer & Jooste, 2013). This range of choice has 
greatly increased competition for HEIs globally 
– but also in South Africa (Froneman, 2002:36). 
In South Africa, students can choose from 26 
public institutions, 119 private institutions, 291 
private colleges, 50 public further education 
and training (FET) colleges, 1,828 public 
adult education and training (AET) centres, 
and 55 private AET centres – not to mention 
online courses and HEIs in other countries.

According to Bryant (2013), the HEI environment 
is changing because higher education has 
been reshaped by the digital revolution and 
globalisation. Prospective students are now 
more consumer-oriented, and are not afraid 
to make education decisions accordingly 
(Bryant, 2013). One of the flexible ways in 
which students gain access to the services and 
education sector is through using technology, 
thus requiring universities to invest in their 
technology. Furthermore, students’ expectations 
and demands have increased, and they seek 
an educational experience, even when seeking 
information via technological platforms such as 
Facebook (Kay, Dunne & Hutchinson, 2010:2). 

A further challenge for universities is to attract 
and retain the ‘right’ students using marketing 
methods (Lubbe, Petzer, & Jooste, 2013:27). 
In particular, universities need to explore how 
they can be perceived as different from their 
competitors in order to attract the better or 
‘high quality’ students. Furthermore, a positive 
service experience can attract new students, 
encourage positive word-of-mouth, and create 
loyalty among existing students (Wartham, 
2016; Hardy, 2010). Universities need to find 
ways to engage with their students, because 
customer engagement encompasses sub-aspects 
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of behaviour such as involvement, satisfaction, 
complaint behaviour, market intelligence, 
and filtering (Jakkola & Alexander, 2014). To 
attract and recruit students, marketers need to 
understand the specific target market – how 
millennials think, act, and interact, especially 
with social media platforms such as Facebook. 
As companies become more customer-centric, 
it is wise for universities to do the same and to 
engage with their customers. Student engagement 
measurements in universities can provide 
insights into students’ intrinsic involvement with 
their education, and suggest how the university 
could better serve the students (Guestfolio, 2016). 

Sobaih Moustafa, Ghandfouroush, & Khan, 
(2016:297) believe that Facebook is one such 
social media tool that universities should use to 
communicate and engage with their students. 
Facebook can further provide prospective 
students with virtual tours, giving them a clear 
view of what the institution offers even before 
they visit the university. Information is also easily 
accessible to the target market (Kessler, 2011). 
According to Strydom and Mentz (2010:3), South 
Africans can use student engagement to meet the 
challenges that higher education is facing, such 
as increasing student participation, broadening 
access, and increasing pass rates. So the challenge 
for universities is to understand which factors 
will influence students to visit their Facebook 
page. As mentioned, the technology acceptance 
model (TAM) of Rauniar et al. (2013) suggests the 
factors outlined below that need to be considered.

Factors influencing Facebook engagement
According to Rauniar et al. (2013:20), the factors 
influencing customer engagement with Facebook 
are perceived ease of use, perceived usefulness, 
capability, perceived playfulness, critical mass, 
trustworthiness, and intention to use the 
particular Facebook page. These factors form part 
of the TAM that was adapted by Rauniar et al. 
(2013) specifically for social media use. According 
to Rauniar et al. (2013), TAM was originally 
developed to ground the use behaviour theory 
of computer technology. Later it was adopted 
from the theory of reasoned action (TRA) from 
social psychology, which explains an individual’s 
behaviour through their intentions. In brief, 
TAM explains the factors of computer acceptance 
of the user, and breaks the theory of reasoned 
action’s constructs into two constructs: perceived 
usefulness (PU) and perceived ease of use (EU).

As shown in Figure 1, four independent factors 
– perceived ease of use (EU), critical mass 
(CM), capability (CP), and perceived playfulness 
(PP) – influence the perceived usefulness (PU) 
of the particular social media platform under 
investigation. Perceived usefulness (PU) then 
influences intention to use (IU); however, the 
moderating factor of trustworthiness (TW) 
influences intention to use. Lastly, intention to use 
(IU) influences the dependent factor of actual use 
of the social media platform under investigation. 

Perceived ease of use (EU)
According to Rauniar et al. (2013), perceived ease 
of use (EU) is the degree to which a social media 

fIgure 1: tHe tam model for soCIal medIa (sourCe: raunIar et al. (2013))
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platform is free of effort when one engages with 
the site. It is the degree to which people trust 
that their performance will be enhanced using 
that particular system. Mathieson (1991:174), 
Gahtani (2001), and Gefen and Straub (2000:2) 
acknowledge that EU implies that there will be 
‘no cost’ to the individual, while Davis (1989) 
defined EU as “the degree to which a person 
believes that using a particular system would 
be free from effort”. This means that the users 
find the technology or system simple to learn, 
compatible, and flexible in meeting the users’ 
values and needs. Several researchers have 
discussed the importance of EU in different 
systems, showing how effortless the system needs 
to be for the consumer to enjoy using it (Praveena 
& Thomas, 2014:25; Jahangir & Begum, 2008:34).

In a HE context, the university’s Facebook page 
should be easy for students to access and the 
content should be understandable (Mardikyan, 
Besiroglu & Uzmaya, 2012:4). This also means 
that the easier it is to use the Facebook page the 
greater will the user perceive their capability to 
use the social website comfortably (Saade, & Kira, 
2007:1190). Customers, such as students, want 
to use the Facebook page with minimum effort.

Critical mass (CM)
Critical mass of social media refers to the 
membership numbers and type of members in a 
user’s social network (Cameron & Webster, 2005; 
Rauniar et al., 2013:11). According to Chesney 
and Lawson (2012:2), critical mass (CM) is a small 
group of early adopters who are highly motivated 
to use the technology. CM is also defined as “the 
degree to which a person believes that most of 
his or her peers are using the system” (Lou, Lou, 
& Strong, 2000:95). Markus (1987:500) believes 
that the theory of CM is stated when an assured 
proportion or number of users (CM) have been 
enticed to use the page and communication 
can spread rapidly throughout the community. 
Perceived critical mass produces peer pressure 
among groups of people (Lou et al., 2000:94). 
For universities, this means that when using  
technology that has reached CM, usage will spread 
encouraging others to join the group of people 
with little effort (Cameron & Webster, 2005:90). 

Capability (CP)
According to Rauniar et al. (2013:12), social 
media capability (CP) is defined in terms of “the 
site’s features, applications, and social media 
tools to benefit the user’s need for social media 
activities”. Focusing on the Facebook page, this 
will include the postings, comments, being able 
to edit the wall, receiving automatic news feeds, 
being able to create group chats, and creating 
community page development tools on the 
page. A university’s Facebook page needs to 
be modifiable to serve as an engagement tool 
between the students and the university, so 
that the university page attracts and maintains 
students’ focus (Munoz & Towner, 2009:4).

Perceived playfulness (PP)
Moon and Kim (2001) describe perceived 
playfulness (PP) as the degree of curiousness 
when an individual interacts with the system 
or page. These authors also argue that these 
interactions will be perceived as playful if it is 
enjoyable and interesting. PP is the “perceived 
hedonic value amplified by fun, excitement, 
creativity and pleasure accruing from use of the 
system” (Celik, 2011:393). For universities, PP on 
Facebook is evident when a student is constantly 
on the particular Facebook page (Praveena & 
Thomas, 2014:25). Although PP is a subjective 
experience that an individual has with the system 
or Facebook page (Moon & Kim, 2001:219), there 
are three dimensions that describe PP, including 
enjoyment, curiosity and concentration (Hsu, 
Chien-Kuo, Chien-Ming, & Liu, 2016:162).

•	 Enjoyment: the users are fully involved in the 
activity and find the interaction intrinsically 
interesting (Glynn & Webster, 1992). Intrinsic 
motivation refers to “the performance of 
an activity for no apparent reinforcement 
other than the process of performing the 
activity per se” (Davis, Bagozzi, & Warshaw 
1992:112). Intrinsic reward is an intangible 
reward that one feels for participating in an 
activity. When students engage intrinsically 
with the university’s Facebook page it will 
mean it is of no effort to them to participate 
on the Facebook page. When students enjoy 
engaging with the Facebook page they will be 
able to share and like posts on the page and 
spread positive word-of-mouth about the 
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university, which will attract other students to 
want to join in the entertainment. 

•	 Curiosity: this is the individual’s ability to 
have sensory or cognitive curiosity aroused 
through activities such as video postings and 
status updates (Malone, 1981). When people 
become curious they may want to follow 
or subscribe further to the brand (Klich, 
2014) in order not to miss anything that will 
be happening on the Facebook page; and 
eventually they will engage with the brand.

•	 Concentration: is the state in which an 
individual focuses all their attention on 
a particular activity (Martinez-Lopez, 
2014:378). When customers fall into a playful 
state they will interact and engage with the 
Facebook page. The mind and the body 
are then focused on that particular activity 
(Hammerness & Moore, 2012).

Perceived usefulness (PU)
Perceived usefulness (PU) is achieved when the 
user perceives that, for example, the information 
they received at this stage is better than the 
information they had received before. There is 
a belief that a product or service improves how 
the user could have used the product or service 
previously (Jahangir & Begum, 2008:033). In a 
university context, the products are the courses or 
degrees, and the services include the facilities the 
students use (the student centre, the lecture venues, 
etc.). Facebook products and services include 
advertising and communication platforms. 
Facebook Mobile, Messenger, Paper, Slingshot, 
Rooms and internet.org applications are some of 
the products and services provided (Facebook Help 
Centre, 2017). Thus, when a student perceives the 
information received about courses and degrees 
via Facebook to be helpful, it will be useful. 

PU is formed by cognitively comparing what 
the individual thinks the system should be 
doing what  it is actually doing (Venkantis & 
Davis, 2000:190). It also used to represent users’ 
assessment of the useful benefits of the system, 
such as a system’s facilitation of efficiency 
and effectiveness in completing a certain 
task (Celik, 2011:394). Explicitly, it reflects 
an individual’s realisation or expectation of 
performance gains through using the system. 
PU is one of the important factors in adopting 

technology such as Facebook (Lee, 2008:1425).

trustWortHIness (tW)
Trust is defined as “the perception of the trustor 
about the degree to which the trustee would satisfy 
an expectation about a transaction constituting 
risk” (Moturu & Liu, 2011:242). In other words, 
trustworthiness is the individual’s perception 
or view of the truthfulness and honesty of the 
person or the information presented to them. 
Trust simplifies social complexity concerning 
a person or a brand (Siegrist & Cvetkovich, 
2006). Moturu and Liu (2011:243) believe that 
there are two categories that reflect TW. The first 
category includes performance, reputation, and 
appearance; the second involves contextual cues, 
which are external. The same applies to social 
media platforms such as Facebook. The reputation 
of the Facebook page will determine how many 
people believe and trust the page, resulting in 
more followers and greater engagement with 
the Facebook page. Trust also encompasses the 
appearance of the Facebook page (Kim, 2008:13).

Intention to use (IU)
According to Oliver (1980), IU depends on 
the satisfaction of the previous experience. 
PU and satisfaction play a major role in 
the decision to continue using social media 
platforms such as Facebook. Wangpipatwong, 
Chutimaskul and Papasratorn (2008:56) believe 
that behavioural intention is determined by 
EU and PU. IU is an important factor because 
it plays into the attitude of the user; a user 
with a positive attitude will have an intention 
to use the Facebook page (Erkki, 2014:25).

Balakrishnan (2016:1) argues that there are 
six factors that affect the IU social media: self 
(social media efficacy, attitude, and enjoyment); 
collectivism (peer influence); communication 
functionality (collaboration, sharing, and 
interaction); information and communication 
technology facility; performance (PU, perceived 
flexibility, and perceived credibility); and effort/
influence (EU). ‘Self ’ refers to how students 
might view the Facebook page as increasing their 
interpersonal relationships (Roblyer, McDaniel, 
Webb, Herman & Witty, 2010). ‘Collectivism’ 
is the peer influence that students have on each 
other – e.g., influencing each other to like the 
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Facebook page in order to receive updates about 
the university (Hofstede, 2001). ‘Communication 
functionality’ occurs when students feel that 
the Facebook page can be used to improve 
communication with other students, and is the 
extent to which the Facebook page can be used to 
engage with students. ‘Performance’ is significant 
because it indicates whether the Facebook 
page is perceived as flexible and credible for 
the students to engage with (Ayeh, Au & Law, 
2013). For ‘effort/influence’, because students are 
viewed as technologically savvy, the question 
would be “Do students feel that there is less 
effort in associating themselves with the page?” 
Among the six factors, ‘self ’ was considered the 
strongest when using a social media website such 
as Facebook. This means that when the brand 
wants to engage with or relate to its customers, 
it needs to appeal to the ‘self ’ of each individual.

Actual use (AU)
According to Junco (2011:163), actual Facebook 
use needs to be measured, as this will reveal the 
relationship between Facebook use and student 
engagement. Davis (1989) defined actual system 
use as “a form of external psycho-motor response 
that is quantified by individual users’ real course 
of action”. Later, Rauniar et al. (2013:14) defined 

actual use (AU) as the rate at which social media is 
used by the user. This will reveal information about 
how often students are able to view any updates 
that are posted on the university’s Facebook page. 
However, although it is fairly difficult to measure 
actual use (AU) on Facebook (Junco, 2013:627; 
Kalpidou, Costin & Morris, 2011; Kujath, 2011), 
customer engagement can be measured by 
the number of likes, comments, or any other 
kind of participation on the Facebook page.

Globally, 1.18 billion people use the Facebook 
platform daily (Constine, 2016), and 1.79 
billion people are active on a monthly basis 
(Zephoria, 2017). During the past year, (2017) 
there was also a 16 per cent increase in monthly 
active users (Zephoria, 2017). The number 
of people who can access Facebook through 
mobile devices is estimated to be more than 
1.66 billion worldwide (Constine, 2016). 

ProBlem statement
Customer engagement involves the co-creation 
of experiences and value by both customers and 
service providers (Kuvykaite & Tarute, 2015:655). 
This is also true in the HEI environment where 
university students, as millennials, are known to 
engage heavily with various social media platforms 

taBle 1: summarY of tHe faCtors InfluenCIng Customer engagement WItH a faCeBooK 
Page

factor description 
Perceived ease of 
use

When customers describe the Facebook page as not complicated and 
effortless to use.

Perceived 
usefulness Describes the degree to which the Facebook page will assist the customer.

Capability Describes the degree to which customers find the instructions to operate the 
Facebook page clear.

Perceived 
playfulness Describes the extent to which customers find the Facebook page enjoyable. 

Actual use Describes how frequently the Facebook page is used.

Critical mass Is the extent of the membership of people that matters most in using the 
Facebook page.

Intention to use Is the cognitive and voluntary representation of the user’s readiness actually 
to use the Facebook page.

Trustworthiness 
This is when students trust the Facebook page when posting on the social 

media platform, and the platform keeping confidential information and not 
abusing it.

Source: Adopted from Rauniar et al. (2013).
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such as Facebook. In a highly competitive higher 
education environment, where universities 
compete for high quality and for the ‘right’ 
students, it is important that they foster customer 
(student) engagement; the outcomes of student 
engagement involve loyalty and favourable word-
of-mouth, behaviour intentions, and positive 
outcomes about the service experienced by 
university students. It is therefore important for a 
university to determine the factors that influence 
student engagement with social media platforms 
such as Facebook, since having more students 
engaged with it could produce positive and 
desired outcomes for the university concerned.

oBJeCtIVes
•	 To determine the factors that influence student 

engagement with the selected university’s 
Facebook page.

seCondarY oBJeCtIVe:
•	 To measure empirically the factors that 

influence student engagement with the 
selected university’s Facebook page.

HYPotHeses
H1: Perceived ease of use (EU) of the Facebook 
page influences perceived usefulness (PU). 

H2: Critical mass (CM) of the Facebook 
page influences perceived usefulness (PU).

H3: Capability (CP) of the Facebook page 
influences perceived usefulness (PU).

H4: Perceived playfulness (PP) of the Facebook 
page influences perceived usefulness (PU). 

H5: Perceived usefulness (PU) of the Facebook page 
influences intention to use (IU) the Facebook site.

H6: Intention to use (IU) the Facebook page 
influences actual use (AU) of the Facebook site.

H7: Trustworthiness (TW) of the Facebook page 
influences intention to use (IU) the Facebook site.

researCH metHodologY 
A quantitative descriptive research design and a 
quota non-probability sampling technique were 
employed. Quota sampling enabled the researcher 
to draw from experience and knowledge, but also 
allowed convenience to play a role in drawing a 

sample of 400 third-year university respondents 
from the university’s Faculty of Management 
(Berndt & Petzer, 2011:174; Malhotra, 2010:379). 
The 399 useable questionnaires represented 
respondents from all eight departments in 
the faculty. Third-year students were selected 
because they would have had more exposure to 
the university’s Facebook page than would first- 
and second-year students. The characteristics of 
the sample respondents are provided in Table 1.2. 
Most respondents were between the ages of 21 
and 23 years old; 55 per cent were female and 45 
per cent were male students, with most speaking 
Zulu (26%), English (14%), or Tswana (10%). 
All respondents had visited the university’s 
Facebook page during the previous three months, 
and 43 per cent indicated that they have 250 
or more friends on their own Facebook pages.

All the factors (or constructs) of the research 
model depicted in Figure 1 were adapted 
from the study of Rauniar et al. (2013). The 
language of each scale item was modified to 
reflect the specific university environment, and 
respondents had to indicate that they had visited 
the university’s Facebook page to answer the 
questions. A five-point Likert scale was used, 
where ‘1’ represented ‘strongly disagree’ and ‘5’ 
represented ‘strongly agree’. Other demographic 
items were also included in the questionnaire 
that used different measurement scales. 

Exploratory factor analysis (EFA) was 
conducted to identify correlations between the 
set of underlying statements of the customer 
engagement factors (Malhotra, 2010:739). 
EFA, using the principal component extraction 
method in SPSS24, was used. Structural 
equation modelling (SEM) was employed to 
allow hypotheses testing and to explain the 
relationships among factors (Sharma, 2015:6).

Validity and reliability
Factor analysis was suitable for the study; the 
sample size of 399 was large enough, as indicated 
by the Kaiser, Meyer and Olkin tests of sampling 
adequacy (EU, CM, CP & PP: 0.904; PU: 0.827; 
IU: 0.728; TW: 0.808). Bartlett’s test of sphericity 
also returned significant values of less than 
0.05, signifying that the data was suitable for 
factor analysis (Malhotra, 2010:640; Pallant, 



820
WWW.IBC-CONFERENCE.COM

taBle 2: tHe CHaraCterIstICs of tHe resPondents 

Items description frequency Percentage 

gender 
Male 117 44.6%

Female 220 55.4%
total 397 100%

degree 

BCom law 1 0.3%
Business information technology 26 6.5%

Development studies 14 3.5%
Education 1 0.3%

Food and beverage operations 11 2.8%
Human resource management 27 6.7%

Industrial psychology 37 9.3%
Information and knowledge management 41 10.3%

International relations 1 0.3%
Intrapreneurial management 8 2.0%

Logistics management 36 9.0%
Marketing management 50 12.5%

Politics 4 1.0%
Public management and governance 80 20%

Tourism management 34 8.5%
Transport economics 21 5.3%

Humanities 7 1.7%
total 399 100%

age 

19 5 1.3%
20 36 9.2%
21 90 22.9%
22 110 28%
23 75 19.1%
24 40 10.2%
25 21 5.3%
26 10 2.5%
27 4 1.0%
28 1 0.3%
54 1 0.3%

total 393 100.0%

language 

Afrikaans 5 1.3%
English 57 14.4%
Xhosa 33 8.3%
Zulu 102 25.8%
Sotho 32 8.1%

Northern Sotho 22 5.6%
Tswana 40 10.1%
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2007:196). The next step was to investigate the 
Communalities, which provide information about 

how much of the variance in each item is explained. 
A low value, thus less than 0.3, could indicate 

taBle 2: tHe CHaraCterIstICs of tHe resPondents (ContInued)

language

Venda 29 7.3%
Tsonga 24 6.1%
Swazi 21 5.3%

Ndebele 19 4.8%
Other (specify please) 16 4.0%

total 400 101.0%

How many friends do you have 
on your facebook page?

1-50 24 6.2%
51-100 35 9.1%

101-150 33 8.5%
151-250 39 10.1%

Total 386 100%

How many fan pages and 
groups do you belong to?

1-5 172 55.8%
6-10 53 17.2%

11-14 21 6.8%
15+ 62 20.1%

total 308 100%

a7a. regarding the fan page(s) 
and/or group page(s) you 
belong to, please indicate: 
Which fan page(s) and/or 
group page(s) you visit the 

most?

Celebrities 22 5.5%
Series 14 3.5%

University entertainment 
(Facebook) 

78 19.5%

Sports 26 6.5%
Church 6 1.5%

Cars 11 2.8%
Music 5 1.3%

Educational 9 2.3%
Fashion 15 3.8%

Inspirational / motivational 3 0.8%
Entertainment 64 16.0%

Others 20 5.0%
Missing 126 31.6%

total 399 100%

a7B regarding the fan page(s) 
and/or group page(s) you 
belong to, please indicate: 

Why do you visit these specific 
pages?

I am a fan 9 2.3%
For entertainment 127 31.8%
To receive updates 48 12.0%

For educational purposes 15 3.8%
Church related 5 1.3%

For information 9 2.3%
Life style 20 5.0%

Other 17 4.3%
Missing data 149 37.3%

total 399 100%
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that the statement does not fit well with the other 
statements. The results of this study revealed all the 
communalities to be above 0.3 (See Appendix A).

Using Principal Axis Factoring as extraction 
method and Oblimin with Kaiser Normalization 
Rotation Method, the total variance explained 
results are presented in Appendix A. The 
results indicated that all the items for each 
factor loaded on their respective factor, 
where all item loadings were at 0.40 or above.

Cronbach’s alpha was used to determine the 
reliability of the factors and all the items in each 
factor. The closer the factor is to 1.0, the more 
reliable it is (Cho & Kim, 2015).  Table 3 represents 
the Cronbach’s alpha of all the factors in the model. 
The results indicate that all the factors were reliable. 

The structural model 
Because 399 respondents indicated that they 

had previously visited the Facebook page of 
the selected university, the hypotheses could be 
tested after the distribution of the 29 statements/
items had been tested (Eiselen, Uys & Potgieter, 
2007:79). The outcomes indicated that only 
one statement (statement AU2: “On average 
how many hours and minutes per week do you 
visit the Facebook page?) had a skewness of 
more than two, yet all the other statements had 
a skewness of less than two, meaning that 28 
out of 29 statements were normally distributed 
(West, Finch & Curran, 1995:74). Also, only 
one statement had a kurtosis of less than 
seven (statement AU2), and the remaining 28 
statements had a kurtosis of less than seven, 
indicating that the 28 statements were normally 
distributed (West, Finch & Curran, 1995:74). 

There are various fit indices. According to 
Schumacker and Lomax (2010:76), the Bentler-
Bonett index or normed fit index (NFI) fitness 

taBle 3: CronBaCH’s alPHa 

factor Cronbach’s alpha Kmo Bartlett’s test sig. 
less than 0.05

Independent 
variables

Perceived ease of use 0.836 0.904
0.000

Capability 0.764
Critical mass 0.832

Perceived playfulness 0.853

Intervening 
variable

Perceived usefulness 0.837
0.827 0.000 

Intention to use 0.847
0.729 0.000 

moderating 
variable Trustworthiness 0.843

0.808 0.000 

taBle 4: fIt IndICes for tHe model

fit indices facebook 
study

recommended 
values decision

Bentler-Bonett  (NFI) 0.896 ≥0.90 Acceptable fit
Bentler-Bonett (NNFI) 0.951 ≥0.90 Acceptable fit
Comparative fit (fit index (CFI))     0.957 ≥0.90 Acceptable fit
Root mean-square error of approximation 
(RMSEA) 0.046 0.05 Acceptable fit

Probability value for the chi-square statistic 0.0000 p < 0.05; p < 0.01 Acceptable fit
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test model value should be between 0.90 and 0.95 
to be considered an acceptable fit; and a number 
below 0.9 is considered a poor or unacceptable fit. 

As presented in Table 4, the Bentler-Bonett Index 
or NFI is 0.896, thus showing that the model is a 
good fit (Kenny, 2015; Bentler & Bonett, 1980). 

taBle 5: maXImum lIKelIHood solutIon: standardIsed solutIon

Item r-squared
EU1 The Facebook page is flexible to interact with 0.548
EU2 I find it easy to get the Facebook page to do what I want it to do 0.465
EU3 It is easy to become skilful at using the Facebook page 0.479
EU4 I find the Facebook page easy to use 0.523
EU5 Interaction with the Facebook page is clear and understandable 0.503
CM1 The Facebook page is popular among my friends 0.702
CM2 A good number of my friends have visited the Facebook page 0.592
CM3 People from my class (my fellow students) are on the Facebook page 0.579
CP1 The Facebook page provides clear instructions for posting 0.539
CP2 Images and videos can be easily downloaded or uploaded on the Facebook page 0.443
CP3 Applications and capabilities of the Facebook page meet my social networking 
needs

0.569

PP1 For a social networking website, the Facebook page features and application are: 
not delight – delightful

0.559

PP2 For a social networking website, the Facebook page features and application are: 
dull – exciting

0.596

PP3 For a social networking website, the Facebook page features and application are: 
not thrilling – thrilling

0.641

PP4 For a social networking website, the Facebook page features and application are: 
not fun – fun

0.587

PU1 Using the Facebook page enables me to get re-connected with people that matter 
to me.

0.466

PU2 I find the Facebook page useful in my student life 0.513
PU3 Using the Facebook page enhances my effectiveness to stay in touch with others 0.602
PU4 Using the Facebook page makes it easier to stay in touch 0.614
PU5 Using the Facebook page makes it easier to stay informed about the university 0.368
TW1 I trust the Facebook page’s information 0.373
TW2 The Facebook page provides security for my postings 0.682
TW3 The Facebook page provides security for my profile 0.639
TW4 I feel safe in my posting with the Facebook page 0.659
IU1 I intend to use the Facebook page for communicating with others 0.656
IU2 I intend to use the Facebook page to get reconnected with people that matter to 
me

0.651

IU3 I will continue to use the Facebook page for social networking 0.629
AU1 How often per week do you visit the Facebook page? 0.828
AU2 On average, how many hours and minutes per week do you visit the Facebook 
page?

0.281
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Rauniar et al. (2013:21) believe that the Tucker 
Lewis index or non-normed fit index (NNFI) 
and comparative fit index (CFI) also need to 
be above 0.9 for the model to be considered an 
acceptable fit. Table 4 indicates that the NNFI 
and the CFA were above 0.9. These indices 
indicated satisfactory model fit. Lastly, the root 
mean square error of approximation (RMSEA) 
needs to be below 0.05 to be acceptable; this 
study shows that the RMSEA was 0.046, which 
is good (Browne & Cudeck, 1993). Therefore, 
the structure model is acceptable as presented to 
undergo Structural Equation Modelling (SEM).

Using the maximum likelihood solution 
(otherwise known as the normal distribution 
theory), a standardised solution for each 
item has been calculated. Table 5 shows the 
r-square for each item. R-square measures 
how closely the data  is fitted on to the 
regression line (Frost, 2013). Another name 
for r-squared is coefficient of determination.

Interpreting the coefficient results, it is evident 
that EU1 (perceived ease of use) (0.548) is a 
stronger item than EU2 (0.465). Detecting on 
‘critical mass’, CM1 (0.702) has a much stronger 
contribution than CM3 (0.579). Detecting on 
‘capability’ factor, it is clear that CP3 (0.569) 
has a stronger contribution than CP2 (0.443). 
Detecting on ‘perceived playfulness’ factor, it is 

clear that PP3 (0.641) has a stronger contribution 
than PP1 (0.559). Detecting on ‘perceived 
playfulness factor’, it is clear that PU3 (0.614) 
has a stronger contribution than PP5 (0.368). 
Detecting on ‘trustworthiness’ factor, it is clear 
that TW2 (0.682) has a stronger contribution 
than TW1 (0.373). Detecting on ‘intention to use’ 
factor, it is clear that IU1 (0.656) has a stronger 
relationship than IU2 (0.629). Detecting on 
‘actual use’ factor, it is clear that AU1 (0.828) 
has a stronger contribution than AU2 (0.281).

Analysis of the structural model (Figure 1) in 
SEM tested all seven proposed hypotheses in 
our revised TAM framework simultaneously. 
The results of the structural model after 
data analysis are presented in Figure 2.

The results from the structural model in 
Figure 2 show that all seven hypotheses were 
supported by the data. Furthermore, there 
were significant and positive interrelationships 
between the independent factors (perceived 
ease of use, capability, critical mass, perceived 
playfulness) and the intervening variables 
(perceived usefulness and intention to use). 
Also, there were significant and positive 
interrelationships between the intervening 
variables (perceived usefulness and intention to 
use), the moderate variable (trustworthiness), 
and the dependent variable (actual use).

fIgure 2: results from tHe struCtural eQuatIon model
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The results in Figure 2 indicate that the beta 
coefficient for the relationship between perceived 
ease of use and perceived usefulness is 0.150, 
which is lower than the beta coefficient between 
critical mass and perceived usefulness, which is 
0.452. This means that critical mass has a stronger 
positive relationship with perceived usefulness 
than ease of use. Together, perceived ease of 
use, critical mass, capability, and perceived ease 
of use explain 76.3 (r2=0.763) per cent of the 
variation in perceived usefulness. Perceived 
usefulness and trustworthiness are both 
significantly and positively related to intention 
to use (perceived usefulness more strongly than 
trustworthiness), explaining 57.1 per cent of the 
variation in intention to use. Intention to use is 
significantly positively related to actual use, but 
explains only 28.5 per cent of the variation in 
actual use. (Other factors not measured in the 
model will explain the unexplained variation.)

dIsCussIon and managerIal ImPlI-
CatIons
Facebook has become a global phenomenon, 
supporting social bonding, interpersonal 
interactions, communications, and entertainment 
(Rauniar et al., 2013:21). The core target audience 
of HEIs such as universities is the millennials 
who are constantly on ‘on-line’ platforms such as 
Facebook; the study therefore seeks to understand 
what factors influence these students to engage 
with and use the university’s Facebook page. 

The results of this empirical study provide 
theoretical contributions in the area of the 
acceptance and use of Facebook as a social media 
tool. By applying the TAM model – already tried 
and tested by Rauniar et al. (2013) – the factors 
of perceived EU, CM, CPs, PP, PU, IU, TW, and 
AC are reliable instruments that can be applied 
and adopted for future studies in the field of 
social media. The results of the EFA and the SEM 
support the influence that these factors have 
on the actual use of a social media site such as 
Facebook. The relationships between Rauniar et 
al’s (2013) revised TAM factors applied to this 
particular university context indicate an influence 
and positive relationship between the factors, 
as portrayed in Figure 2. These are: a positive 
relationship and influence between perceived 
EU and PU (H1), perceived CM and PU (H2), 

perceived CP and PU (H3), PP and PU (H4), PU 
and IU (H5), TW and IU (H6), and IU and AU (H7). 

The SEM analysis further indicated that four 
factors seem to influence and contribute to the 
PU of the Facebook site for the students who 
use it. EU and PU (H1) suggest that it should 
be a site that is easy to interact with; thus it will 
be important to have an easy-to-use interface 
and a simple-to-use design and layout. The 
presence of CM, of attracting peers as users for 
the particular Facebook page, will also positively 
influence students using the Facebook page, as 
they can identify with and relate to other users. 
It is important, therefore. that the Facebook page, 
or Facebook campaign, is user-driven. The results 
further indicate that perceived EU and CM play 
a strong role in influencing students to engage 
with a Facebook page. CM embodies a Facebook 
user’s network of other Facebook users who share 
a common interest in topics that go viral. Thus an 
important theoretical contribution is the evidence 
of the importance of the relationship between the 
number of users on Facebook and the PU that is 
initiated for the student as user by the CM. The 
results also revealed the positive relationship and 
influence between CP and the user’s PU, as well 
as PP and the student as user’s PU. Therefore, 
Facebook designers and developers need to devise 
ways to add useful modules, applications, or tools 
to influence the continued use of the site. PP 
draws on the importance of developing hedonic 
experiences for the student as user. This finding 
was supported by the open-ended question that 
asked respondents why they visit the particular 
fan pages (refer to Table 1.2). Entertainment in 
general (31.6%) and the university’s entertainment 
on the Facebook page (19.5%) in particular were 
provided as answers. This corresponds with the 
finding of Rauniar et al. (2013) that the importance 
of entertainment-seeking by most users is 
exemplified by quizzes, competitions, and events. 
The respondents of this study also highlighted the 
importance of humour as an added benefit of PP.

Furthermore, PU suggests that the IU Facebook 
is shaped by TW of the particular Facebook page. 
Although it is a small influence compared with 
the relationship of other factors in the model, 
concerns about privacy and the security of 
information posted on Facebook will influence 
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how students as users engage with and trust 
the site. TW also encompasses the trust in the 
brand and in the source of the information 
provided on Facebook. Lastly, there is a strong 
interrelationship between IU of Facebook and 
AU; the user’s IU will thus influence the actual use. 

lImItatIons
It is suggested for further research that more 
than one faculty at a particular university be 
approached for an even more comprehensive 
study. Comparing results with other universities 
would also yield richer results. It is also 
suggested that the quantitative research study 
be supplemented by face-to-face interviews 
(for example). There are also more factors 
and variables in the behavioural theories that 
need to be investigated to improve the model 
and the prediction of Facebook acceptance.

ConClusIon
According to Tucker (2014), students 
acknowledged that universities’ social media 
platforms are a useful tool when seeking and 
sharing ideas, engaging, and getting inspiration. 
Social media platforms such as Facebook can be 
used for five major reasons: research applications 
and funding; research locations; research courses; 
getting ideas and inspiration; and comparing 
universities. Universities find social media an 
efficient way to communicate with students 
and to obtain immediate answers from them, 
thus engaging with them. According to Sashi 
(2012:267), customer engagement focuses 
on creating superior value compared with 
competitors by building trust and commitment 
with customers by responding to their needs. 
Sashi (2012:260) further argues that customer 
engagement is cyclical, and can assist organisations 
to provide superior value to their customers.

This study has investigated the factors that 
influence a millennial student’s engagement with 
a selected university’s Facebook page. The results 
indicated that ease of use (EU) and critical mass 
(CM) play vital roles in the perceived usefulness 
(PU) of the Facebook page; perceived playfulness 
(PP) and capability (CP) although to a lesser 
extent also have an influence on the PU of the 
page. It was further established that perceived 
usefulness (PU) influences the intention to use 

(IU) Facebook, and IU further strongly influences 
the actual use (AU) of the page. Trustworthiness 
(TW) also affects IU, and security and privacy 
are concerns that should be addressed. 
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taBle a1: CommunalItIes

  Initial Extraction
eu1 The UJ Facebook page is flexible to interact with 0.488 0.536
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cm1 The UJ Facebook page is popular among my friends 0.559 0.680
cm2 A good number of my friends have visited the UJ Facebook page 0.543 0.619
cm3 People from my class (my fellow students) are on the UJ Facebook 
page 0.511 0.584

cp1 The UJ Facebook page provides clear instructions for posting 0.432 0.525
cp2 Images and videos can be easily downloaded or uploaded on the UJ 
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cp3 Applications and capabilities of the UJ Facebook page meet my social 
networking needs 0.463 0.610

pp1 For a social networking website, the UJ Facebook page features and 
application are: 0.501 0.546

pp2 For a social networking website, the UJ Facebook page features and 
application are: 0.543 0.626

pp3 For a social networking website, the UJ Facebook page features and 
application are: 0.559 0.660

pp4 For a social networking website, the UJ Facebook page features and 
application are: 0.530 0.585

Extraction Method: Principal Axis Factoring.
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taBle a2: Pattern matrIXa

pp2 For a social networking website, the UJ Facebook 
page features and application are: 0.812 0.034 0.067 -0.001

pp3 For a social networking website, the UJ Facebook 
page features and application are: 0.790 0.031 -0.106 -0.104

pp4 For a social networking website, the UJ Facebook 
page features and application are: 0.719 -0.025 -0.062 0.037

pp1 For a social networking website, the UJ Facebook 
page features and application are: 0.670 -0.013 0.004 0.127

eu2 I find it easy to get the UJ Facebook page to do what l 
want it to do -0.050 0.705 -0.052 -0.035

eu4 I find the UJ Facebook page easy to use 0.012 0.705 0.000 0.042
eu5 Interaction with the UJ Facebook page is clear and 
understandable 0.045 0.686 -0.054 -0.023

eu3 It is easy to become skillful at using the UJ Facebook 
page 0.076 0.665 0.125 0.080

eu1 The UJ Facebook page is flexible to interact with -0.015 0.619 -0.163 0.046
cm1 The UJ Facebook page is popular among my friends 0.028 0.007 -0.758 0.082
cm3 People from my class (my fellow students) are on the 
UJ Facebook page 0.007 0.072 -0.709 0.027

cm2 A good number of my friends have visited the UJ 
Facebook page 0.096 0.035 -0.706 0.009

cp3 Applications and capabilities of the UJ Facebook page 
meet my social networking needs 0.011 -0.102 -0.165 0.732

cp1 The UJ Facebook page provides clear instructions for 
posting 0.097 0.068 0.036 0.644

cp2 Images and videos can be easily downloaded or 
uploaded on the UJ Facebook page -0.021 0.154 0.011 0.596

Extraction Method: Principal Axis Factoring.  
Rotation Method: Oblimin with Kaiser Normalization. 
a. Rotation converged in 7 iterations.
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aBstraCt
Due to growing environmental concerns, the 
need for recovery of returned vehicles has been 
receiving more attention than ever before. 
Yet, not many automobile manufacturers 
have a satisfactory reverse logistics system for 
recovering and re-using returned vehicles. The 
purpose of this article was to explore challenges 
associated with the implementation of green 
logistics for end-of-life vehicles in the automotive 
industry in South Africa and to provide insight 
into how these challenges can be overcome. This 
article reported findings of a qualitative study 
involving interviews with 12 participants from 
four automotive companies in South Africa. 
Purposive sampling techniques were used. Five 
themes emerged from the primary data collection, 
all of which were identified as key challenges 
in the implementation of green logistics in 
the automotive industry. From the findings, 
these challenges include lack of collaboration, 
knowledge sharing and standardised application 
of reverse logistics processes; lack of strict 
adherence to environmental policies; failure of 
consequence management for non-compliance; 
absence of clear policy and legislative direction; 
perception around the cost of implementing 
reverse logistics; and inadequacy of leadership.  
On the basis of the literature reviewed and 
empirical findings, conclusions were drawn 
and recommendations accordingly made.

Keywords: automotive industry, end-of-life 
vehicles, reverse logistics, sustainable supply 
chain

IntroduCtIon
Since the publication of the Brundtland Report 

known as “Our Common Future” in 1987, the world 
is constantly reminded of the need for economic 
development that could be sustained without 
depleting the natural resources or harming the 
environment. Plummer and Armitage (2007:62) 
concur that concern for the environment has 
increased significantly in modern times and that 
signs of environmental deterioration and climate 
change caused by global warming have touched 
everyone. As a consequence, governments, 
businesses and civil society have taken steps 
to preserve the environment and sought to 
reduce the effects of human activities on the 
environment (Jie 2008:971; Strange & Bayley 
2008:11). Hence, such environmental concerns 
have caused supply chains not only to focus on 
efficiencies, but to also incorporate environmental 
concerns into the whole supply chain so that 
they are greener and the production of pollution 
and waste is eliminated (EPA 2009:10).

Sadly, the latest Global 500 Greenhouse Gases 
Performance Report by Moorhead and Nixon 
(2016:3) indicates that ‘the world’s largest 
businesses’ aggregated emissions increased when 
they should have decreased’. The increasing 
pollution is not only as result of greenhouse gases 
but products that have reached their end-of-life. 
According to Zarei, Monsour, Kashan and Karimi 
(2010:16), when a product reaches its end-of-
life (EOL) stage, it can potentially pollute the 
environment. Yet, EOL products sometimes have 
important parts, components, and materials that 
can be returned to the production line or could 
be used again, thus necessitating the producer to 
at least provide a return pathway. This is referred 
to as reverse logistics. According to Baenas, De 
Castro, Battistelle and Junior (2011:169) reverse 
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logistics can provide companies with a competitive 
advantage through acceptable environmental 
practices and may provide an opportunity for 
a company’s additional economic activities. By 
its nature, the automotive industry presents an 
ideal opportunity for the implementation of 
reverse logistics. In this regard, Chan, Chan and 
Jain (2011:14) observed that reverse logistics 
is increasingly becoming important to the 
automotive industry for reasons such as the 
inevitable product recalls and legislative policy 
regarding environmental and sustainable issues. 

ProBlem InVestIgated
Due to growing environmental concerns, the 
need for recovery of returned vehiclesis receiving 
more attention than ever before. Yet, Chan 
et al. (2011:14) acknowledged that not many 
automobile manufacturers have a satisfactory 
reverse logistics system for recovering and 
reusing returned vehicles, partly due to a lack 
of systematic investigation of this area. At the 
same time, Badenhorst and Nel (2012:73) hold 
the view that the concept of reverse logistics is 
often “misunderstood and academic research in 
this field is limited, especially in South Africa”. 
The under-researched state of reverse logistics 
affects the automobile industries adversely 
in that well-informed consumers are shying 
away from companies that do not engage in 
environmental friendly activities (Estes 2009). 

Whilst literature on reverse logistics has been 
growing over the past years, limited research 
has been undertaken in the automobile industry. 
For example, Veiga (2013: 26-34) analysed the 
efficiency of reverse logistics programme for 
pesticide packaging under the Brazilian Waste 
Management Policy in the agricultural industry. 
In China, Lau and Wang (2009) investigated 
whether current reverse logistics theories and 
models can be applicable in developing countries 
like China using the electronic industry as a 
case study. Again, much of the existing research 
on reverse logistics and its implementation 
are focused on advanced countries, with little 
attention being paid to developing countries 
such as South Africa (Correa & Xavier 2013:12). 
Furthermore, Abdulrahman, Gunasekaran and 
Subramanian (2014:2) concluded that the benefits 
and the implementation of reverse logistics 

have yet to be fully researched and realised in 
developing countries. Alnuwairan (2016) also 
agrees that reverse logistics has not received the 
desired attention in emerging economies and is 
mostly carried out by unorganised sectors. This 
leaves a gap in South African literature, which 
provides a justification for the research study. 

researCH oBJeCtIVe
The aim of this paper is to explore the 
implementation of reverse logistics by the 
automotive industry in Port Elizabeth. To that 
end, the paper is organised as follows: The next 
section reviews literature by first providing a brief 
background of the South African automotive 
industry, then discusses the reality of end-of-life 
vehicles and scrap, followed by the explanation 
of the concept of reverse logistics. The literature 
review will be followed by a section describing the 
research methodology employed in the study. The 
next section presents the findings and analysis 
thereof. Finally, the paper concludes and offers 
some recommendations emanating from the study.

lIterature reVIeW
Background of the automotive industry
The automobile industry is made up of all activities 
involving the manufacture of motor vehicles 
and components such as engines and bodies, 
excluding tyres, batteries, and fuel (Menk & 
Cregger 2015:3). The major products are passenger 
automobiles and light trucks such as pickups, 
vans, sport utility vehicles and commercial 
vehicles. The industry was born out of the advent 
of the technological revolution that occurred in 
Europe during the early 1800s and continues a 
century later with the ground-breaking efforts 
of American manufacturers to start mass-car 
production (Nieuwenhuis 2014:20). According 
to Blazquez-Diaz and Gonzalez (2016:128), the 
modern global automotive industry involves 
the main manufacturers such as General 
Motors, Ford, Toyota, Honda, Volkswagen, 
and DaimlerChrysler, all of which operate in 
a global competitive marketplace. As a result 
of the building of important overseas facilities 
and establishment of mergers between large 
multinational motor manufacturers the last half 
of the 1990s saw an increase in the globalisation 
of the automotive industry (Ambe & Badenhorst-
Weis 2011:345). Initially, the automotive industry 



836
WWW.IBC-CONFERENCE.COM

and the global market were by far dominated 
by the American companies until the Japanese 
entered the industry in the 1960s and 70s.

Following World War II and the impact of this 
modern era of globalisation, Germany joined 
the United States and Japan as the top three 
automobile manufacturing countries in the 
world (Swift 2009:11). Currently, the picture has 
changed somewhat, with China’s motor industry 
estimated to be twice that of the United States, 
followed by US, Japan, Germany, and South Korea 
(Carley, Duncan, Esposito, Graham, Siddiki & 
Zirogiannis 2016:19). McKinsey and Company 
(2013:13) states that ‘the automotive industry’s 
economic centre of gravity will continue to 
shift, as sales volumes and market share keep 
moving toward emerging markets’. Having said 
that, since the end of the Second World War, the 
automotive industry has been the bedrock of the 
manufacturing industry and one of the key drivers 
of technological advancement in the United States 
of America, Japan and different parts of Western 
Europe (Pavlínek 2012:19). In countries such as 
the United Kingdom, Japan, France, Italy, Sweden, 
Germany, and South Korea, the sales of motor 
vehicles is significant to the maintenance of healthy 
international trade balances (Amighini 2012:350).

Whilst some big motor industries own 
manufacturing plants in countries other than 
their own, generally the development of the 
auto industry in developing countries was 
mainly limited to assembly operations. In the 
quest to increase the local content of motor 
vehicles assembled in their respective countries, 
governments embarked on the promotion of 
localised automotive component manufacture 
plants (Börzel, Hönke, & Thauer 2012:89). 
Globally, motor manufacturing is scattered 
across Asia Pacific, Europe, NAFTA, Europe, 
Central and South America, and the Middle 
East and Africa. Table 1 shows the vehicle 
production volume over a period of 15 years.

End-of-life vehicles and scrap
An end–of-life vehicle (ELV) is any automobile 
that has come to the end of its useful life following 
many years (usually ten) of wear and tear through 
regular use, after which it can then be de-polluted 
and recycled and sold as scrap metal (Go, Wahab, 

Rahman, Ramli & Azhari 2011:1539). Some 
vehicles can also come to the end of their useful 
life prematurely through irregular means such as 
accident, fire, flood or vandalism damage. In such 
cases the vehicle may be sold complete as damaged-
repairable salvage or dismantled and the parts 
sold separately (CPCB 2016:1-73; CIWM 2014). 

End-of-life vehicles are among some of the most 
well recycled products in the world. Their valuable 
components are removed by auto dismantlers for 
refurbishing and for re-use in spite of the fact 
that this sector seems to be slowing down due to 
the current leaning towards newer, more reliable 
vehicles with long warranty periods. (Rumpold & 
Antrekowitsch 2012:695). The ELV is shredded 
by metal recyclers and the metal fraction, 
accounting for approximately 70% of materials 
by weight, is then recycled while the remaining 
part of the ELV, known as residue (mostly 
plastics, seat foam, glass and rubber) is sent to 
landfill as waste. According to Hopewell, Dvorak 
and Kosior (2009:3), recycling levels produce 
positive environmental outcomes, which mostly 
compensate for the significant effects that occur in 
the production and in-service life span of vehicles. 
The environmental impacts of ELVs should not 

taBle1: VeHICle ProduCtIon Volume oVer 
tHe Past 15 Years

no. Year Cars produced in the 
world

1 2014 68,494,568
3 2012 63,081,024
4 2011 59,897,273
5 2010 58,239,494
6 2009 47,772,598
7 2008 52,841,125
8 2007 53,201,346
9 2006 49,918,578

10 2005 46,862,978
11 2004 44,554,268
12 2003 41,968,666
13 2002 41,358,394
14 2001 39,825,888
15 2000 41,215,653

Source: International Organization of Motor 
Vehicle Manufacturers (OICA 2015)
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be considered in isolation from total life cycle 
impacts. For example, Nel, Madler, Velegol, Xia, 
Hoek, Somasundara and Thompson (2009:551) 
posit that while the increased use of plastics in 
cars may produce detrimental EOL consequences 
they are more likely to produce net environmental 
gains given reductions in energy use and 
emissions during the vehicles’ operational life.

An ELV has an effect on the environment through 
pollution and resource loss. The pollution 
impact on the environment possibly arises from 
landfilling waste from metal shredders. There are 
also poor environmental practices at some auto 
dismantlers and other ELV treatment facilities 
and vehicles abandoned in the environment that 
contribute to pollution. Oil, coolant, fuel, brake 
and other fluids; air-conditioning gases; and heavy 
metals including lead, hexavalent chromium, 
cadmium and mercury are all considered as 
materials with likely negative environmental 
consequences in ELVs. The extent of environment 
exposure has been considerably reduced by 
existing regulatory requirements in relation to 
some of these materials (Hawley 2011:6). When 
the reuse of ELV and material recycling is not 
maximised, this leads to waste and resource loss, 
which also has an effect on the environment.

The unrecyclable portion of ELVs, which is 
normally non-metal materials makes up about 
30% of the entire vehicle with a total aggregated 
amount estimated at between 70,000 and 195, 000 
tonnes of waste produced each year (Achternbosch, 
Kupsch, Sarademan & Braugtigam 2009:387). 
In addition to the environmental impacts, it 
is expected that ELVs will also result in further 
financial and economic benefits through the 
promotion of resource efficiency, which is achieved 
by promoting recovery and re-use of valuable 
materials and components thereby reducing raw 
material and energy costs. Local government 
can save costs if the expenses of dealing with 
abandoned cars are reduced. The problem of 
vehicle crime and fraud can also be addressed 
through an enhanced system of deregistration 
(Kazmierow, Cessford, Wilson, Mayhew & 
Morrison 2009) by enhancing the efficiency and 
sustainability of the treatment sector; raising 
professional and environmental standards 
and promoting modernisation of operations; 

reducing the costs of landfill to firms and the 
public; and by increasing rates of reuse, recycling 
and recovery (Zorpas & Inglezakis 2012:74).

ELVs are a known source of the hazardous 
pollutants such as cadmium, lead, poly-aromatic 
hydrocarbons (PAHs), and zinc, as well as mercury 
and nickel. -the incorrect handling of ELV fluids 
and components when dismantling could result 
in polluted storm water runoff and subsequent 
environmental damage (Sawyer-Beaulieu, 
Stagner & Tam 2014:238). Oils from ELVs, such as 
engine fluids, transmission fluid, and antifreeze, 
are of particular concern because they contain a 
large quantity of these metals. ELVs are normally 
handled in the open where they can be exposed 
to storm water such that when it rains, untreated 
storm water can wash harmful substances into 
creeks, rivers, lakes, and coastal waters (Arbitman 
& Gerel 2003:6-7). One main concern for 
environmentalists is that about 6% all of ELV fluids 
and air conditioning refrigerant are released into 
the environment (Beukens & Zhou 2014:2005).

Reverse logistics
More recently, environmentalists have influenced 
companies’ perceptions and practices on supply 
chains (Holt & Ghobadian 2009:933). The result 
has been the need to develop supply chains and 
logistics practices sensitive to the environment 
(Walker, Di Sisto & McBain 2008:69). This 
attempt, among other things, has given rise to the 
affirmation of a specific branch in the theory of 
supply chain management called reverse logistics. 
According to Stoyanov (2012:40), reverse logistics 
is typically seen as rather a new field of research, 
which has received attention during the last 
two decades. Some reverse logistics practices 
(recycling, solid waste management) have in 
their own right been common long before this 
period of time and have in some cases been 
a subject of interest for different researchers. 
Although the trend of reverse logistics was in 
existence for a quite some time, it did not gain 
recognition until recently (Benjaafar & Daskin 
2013:102). This area has triggered interest in 
many people in terms of the impact it has had 
and continues to have on the business world. It 
has thus become a moderately serious issue in 
recent times primarily due to retailers having 
been forced, as a result of increased competition, 
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to take a soft stand as far as returns are concerned 
(Bennekrouf, Aggoune-Mtalaa & Sari 2013:67).

Reverse logistics is a process that involves 
the movement of goods from their final 
destinations which are the customers or end 
users back to the manufacturers or suppliers, 
for the sole reason of recapturing value through 
remanufacturing, re-use, refurbishment or 
recycling, and proper disposal of accumulated 
waste (Amemba, Nyaboke, Osoro & Mburu, 
2013:51). It involves the backward flow of goods 
from the final destination to a manufacturer 
or supplier for the purpose of attaching value 
to the products returned and proper disposal 
(Salema, Barbosa-Povoa & Novais, 2010:336).

According to Jindal and Sangwan (2015:397), 
the four basic drivers for reverse logistics 
include regulations, customer pressures, social 
responsibility and estimated business profits. 
Guang Shi, Lenny Koh, Baldwin and Cucchiella 
(2012:61) concur that environmental regulations 
and consumer pressures to improve customer 
service are the driving forces behind organisations 
focusing on reverse logistics. Reverse logistics can 
be enhanced by the interactions between supply 
chain partners, increased profits through reduced 
costs, and improved efficiencies and higher 
recovery rates for returns (Guang Shi et. al 2012:61). 
The implementation of automotive reverse 
logistics not only helps to improve enterprise 
logistics service levels and improve operational 
efficiency, but it also reduces production costs. 
Automotive reverse logistics in the social 
perspective can minimise the adverse impact on 
the environment by effectively increasing resource 
utilisation, while also promoting the development 
of green logistics (Lai & Wong 2012:278).

In recent times, reverse logistics as a greening 
instrument has attracted interest from many 
industries (Jamshidi 2011:253). A manufacturer 
uses reverse logistics as a tool to gather products 
at the end of the life cycle from the point of the 
consumer for recycling and re-manufacturing 
(Agrawal, Singh & Murtaza 2015:87). At the 
heart of this is a lack of awareness about reverse 
logistics activities in the firms. Furthermore, 
Yang, Lin, Chan and Sheu, (2010:218) observed 
that manufacturing industries have a very low 

level of environmental consciousness. The fact 
that reverse logistics practices are generally 
not so popular and the various possibilities 
uncertain, many companies are dissuaded 
from implementing such practices. Even if 
companies are aware of the possible outcomes 
of reverse logistics activities, they would rather 
pay attention to other operational activities 
within the company. Also, the potential 
outcomes of reverse logistics activities are 
thought to be short-term (Lee et al. 2012). 

Cost and environmental effects can be seen as the 
striving force behind reverse logistics (Lambert 
& Gupta 2016:34). Sundin and Dunback (2013:3) 
observed that the remanufacturing sector in 
general and the automotive industry, in particular, 
have over the years, shown to be beneficial to the 
environment and economically lucrative to the 
companies involved as well as to their customers. 
Abdulrahman et al. (2014) identified the 
following four barriers to the implementation of 
reverse logistics in the Chinese motor industry: 

•	 management barrier: The first key barrier 
to the implementation of reverse logistics is 
low commitment and lack of expertise at the 
management level.

•	 financial barrier: Lack of initial capital and 
funds for returns monitoring systems. 

•	 Policy barrier: There are two key policy 
barriers to the implementation of reverse 
logistics in the automobile industry which 
are lack of enforceable laws, regulations and 
directives on take-back of end of life vehicles 
and lack of government supportive economic 
policies.

•	 Infrastructure barriers: Lack of systems 
(hardware/software) to monitor returns 
is the major hurdle to reverse logistics 
implementation in the manufacturing 
companies.

Kapferer (2012) states that it is a generally held view 
that when a product is recycled or remanufactured 
the quality cannot be the same as a new product. 
The perception of poorer quality product acts 
as a challenge for the companies because in the 
eyes of customer it is expected that the same 
quality level must be offered after processing the 
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returned products. According to Rogers, Lembke 
and Benardino (2013), companies can no longer 
afford to treat reverse logistics management as 
an afterthought; rather as a central part within 
the supply chain organisation. For years, most 
shippers paid little attention to returns. This 
trend seems to be changing as industries are 
progressively realising that understanding 
and properly managing their reverse logistics 
programmes can not only reduce costs, but also 
increase revenues. It can also make a difference 
in retaining consumer loyalty and protecting the 
brand (Dey, LaGuardia & Srinivasan 2011:240). 

researCH metHodologY
Research approach
This study adopted a qualitative research 
paradigm, which is fundamentally exploratory 
in nature. Since literature on reverse logistics in 
the automobile industry and its implementation 
is emerging and still limited, an exploratory 
design was chosen in order to be conversant with 
the basic details, settings and concerns. In this 
regard, Yin (2011:5) states that the researcher in 
a qualitative research aims to ascertain a deeper 
understanding of the management dilemma 
and conceptualises ways of solving them. This 
study sought to explore the implementation of 
reverse logistics in the automotive industries 
with a view to providing empirically-supported 
recommendations that would enable the industry 
to curtail environmental waste. One important 
characteristic of qualitative research is that the 
process is inductive rather than deductive in 
that researchers gather data to build concepts, 
hypotheses or theories rather than deductively 
testing theories or hypotheses (Gill & Johnson 
2010:12). Thus this study gathered primary and 
secondary data with a view to understanding 
reverse logistics in the automotive industry. 

Selection of participants
Participants in this study were selected 
purposively. This form of selection is also known 
as judgemental or selective ‘sampling’, since 
the selection of participants depends on the 
judgement, knowledge and experience of the 
researcher (Cresswell & Plano Clark 2011:87). In 
the case of this study, the researcher’s knowledge 
and experience of the South African automobile 
industry enabled him to carefully select and 

approach individuals who would participate in the 
study.  These participants were high profile logistics 
professionals in the automobile industry from four 
companies. These had to be involved in reverse 
logistics in their respective companies. Twelve 
participants agreed (three from each of the four 
companies) to participate in this study and were 
able to share their insights into reverse logistics 
practices in the industry with the researcher. 

Data collection 
Primary data were collected using semi-structured 
interviews while secondary data constituted the 
literature reviewed throughout the study and some 
few internal publications provided by participants 
as well as publicly available data relevant to the 
topic being observed. Semi-structured interviews 
are flexible, allowing new questions to be brought 
up during the interview as a result of what the 
interviewee says (Goddard & Melville 2005:49). 
Where necessary, open-ended questions were used 
during the interview in order to elicit in-depth 
information on the constraints and successes 
of implementing reverse logistics in the South 
African automobile industry. After the twelfth 
respondent, the researcher felt that there was no 
longer any fresh inputs from the respondents and 
accordingly determined that the primary data 
had reached saturation. It was therefore no longer 
necessary to continue with more interviews.

Data treatment
There are different ways of recording data in a 
qualitative research, including note-taking and 
using electronic devices such as tape recorder, 
video recorder or digital voice recorder (Boeiji 
2010:3). In this study, after seeking permission 
from the respondents a digital voice recorder 
and note taking were used to record proceedings 
of the interviews. In supplementing their 
information, some participants made reference 
to company material during the interview. Each 
recorded interview was transcribed, reviewed, 
combined with field notes and analysed. The 
data were analysed with a view to determine 
themes emerging repeatedly from the transcripts. 
The meaningful and symbolic content of 
qualitative data was examined mainly during 
data collection (Braun & Clarke 2006:88). Hence, 
data was examined as it accumulates to observe 
any major emergent themes or patterns. To 
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this end, coding, which served to summarise, 
synthesise and sort many observations made of 
the data was used. Coding involves compressing 
data under broad headings and sub-categories 
which allows subsequent retrieval for the 
purpose of comparison (Kagan  2010:43). 
Resultantly, five themes emerged from the study.

Trustworthiness
In order to ensure the trustworthiness of the 
study, certain measures were taken. To that 
end, the study’s credibility and dependability 
were ascertained as discussed next.

•	 Credibility
Credibility criteria entails establishing that the 
results of qualitative research are credible or 
believable from the standpoint of the participant 
in the research (Scheyvens 2014:5). Since the 
purpose of qualitative research is to describe or 
understand the phenomena of interest from the 
participant’s view, the participants are the only 
ones who can rightfully judge the credibility 
of the results. Participants were constantly 
made to feel that their role in the study was 
necessary and appreciated in order for them 
to feel trusted with their contributions. The 
fact that these participants, being decision 
makers in their respective companies agreed 
to participate gave credence to the study.

•	 Dependability
According to Warcup (2015:3), a dependable 
study needs to be precise and consist and that 
one of the ways of determining the precision 
and consistency is through inquiry audit, 
which refers to the scrutiny of data and relevant 
supporting documents by an external reviewer. 
In this regard, the environmental audits, reports 
and figures provided by the participants from 
the automobile industries in South Africa and 
their role players such as external consultants, 
confirm the dependability of the data collected.

dIsCussIon of tHe results
Notwithstanding the growing interest in and 
the apparent benefits of reverse logistics in 
the automotive industry in South Africa, the 
current study identified a few challenges that 
the industry need to overcome. These include 

lack of collaboration, knowledge sharing and 
standardised application of reverse logistics 
processes; lack of strict adherence to environmental 
policies; failure of consequence management 
for non-compliance; absence of clear policy and 
legislative direction; perception around the cost of 
implementing reverse logistics; and inadequacy of 
leadership. These challenges are discussed below.

Lack of collaboration, knowledge sharing and 
standardised application of reverse logistics 
processes
Although the majority of participants 
acknowledge the existence of some form of 
reverse logistics processes being implemented 
in their respective companies, they do admit to 
a lack of collaboration, knowledge sharing and 
standardised application of reverse logistics 
processes across the different departments 
within their companies. The respondents further 
stated that there seems to be no deliberate 
and strategic management policy or structural 
arrangements to incorporate reverse logistics in 
some departments. In some cases, they observed 
that issues of return and recycling are outsourced 
to different companies. One respondent indicated 
for example, that each department deal with 
spare parts and waste differently and that there 
is no uniform way of handling this. He stated:

First of all we recover all good components 
and fluids that may be recycled and re-used 
like fuels, oils, coolants, ferrous and non-
ferrous metal components, etc. Then secondly, 
we remove all those negative elements of 
a vehicle that are potentially harmful to 
the environment such as tyres, mercury 
switches and airbags. These are done by 
each department differently….so there is 
no uniformity in disposal or salvaging of 
waste in the organisation. (Respondent 11)

Yet, Dixon (2011:13) recommended that for reverse 
logistics processes to be effective, firms usually 
require specialised infrastructure with unique 
information systems for identifying, tracking, 
dedicated equipment and collaboration between 
the functional departments for the processing 
returns. According to Armstrong and Lehew 
(2011:32) reverse logistics needs to be a collaborated 
practice in every department in an organisation.
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Lack of strict adherence to environmental 
policies, monitoring and control systems
The respondents indicated that there are 
currently strict environmental policies 
and monitoring systems in place to ensure 
that automobile companies comply with 
systems that monitor levels of pollution and 
contamination to the environment. However, 
the respondents mentioned that the laws and 
regulations are not being prioritised and some 
only implemented because it is a requirement. 

Respondent 1 observed the following:

Top Managers are not aware of government 
legislation and regulatory trends requiring 
firms to develop reverse logistics processes. 
This does not ensure proper end-of-life 
management in our industry. I am sure 
it is because government is not enforcing 
their legislation in terms of taking care 
of the environment so we as a company 
do not practice reverse logistics fully.

To ensure that all supply chain activities take 
place in a manner that maximises the positive 
environmental impacts and negates the negative 
impacts environmental control, management 
and monitoring needs to take place at all levels 
where necessary to ensure that strict adherence 
to environmental protocol is maintained by 
every organisation. Yang et al. (2010:218) 
observed that the environmental consciousness 
of manufacturing industries remains very low.

Automotive industries all over the world 
are generally committed to protecting the 
environment and continually striving to improve 
their products, and processes to reduce waste 
and improve recycling activities (Saica 2009:7). 
Government is urging companies to minimise 
the health and safety risks to all people and 
communities in which they operate through 
effective engineering controls, management 
controls, training, and awareness programmes. 
To conserve the environment, industries need 
to continuously improve on their environmental 
performance by encouraging technical innovations 
and recycling initiatives, and by complying with 
relevant environmental legislation, regulations 
and other requirements (Eberhard et al 2014). 

Failure of consequence management for non-
compliance
There are policies and legislative instruments that 
govern the operations of automotive industries. 
The industries see environmental management 
as compliance with regulations while 
evaluating trade-offs between environmental 
and economic performance. Government 
regulation usually mandates companies to 
reduce or eliminate their toxic air and water 
pollution and proper disposal without leaving 
a footprint. Respondents feel that the policy 
framework is lacking in specific consequence 
for non-compliance. Respondent 9 observed:

We certainly ensure that we operate within the 
ambit of the law. What we make falls within the 
policies and regulation set out by government, 
example the carbon footprint, dust emissions 
etc. and in terms of the environment…. more 
needs to be done by the government in terms 
of policies and regulation, where legislation is 
forced as there’s still lot of emerging automobile 
scrapping companies which can do the right 
thing from the initial stages by procuring 
low energy plants, and investing in process 
that minimise the fumes released into the air.

Respondent 10 commented:

Ensuring that this is a matter of urgency, 
I believe this can only be realised if the 
laws and regulation by the government is 
prioritised, if the government does not treat 
its own laws seriously, then there will be 
no pressure to management to enforce it. 
Yes. I think the policies for environment are 
not as strict maybe like the safety policies.

On the same question, Respondent 12 stated:

At all costs we have to by the environmental 
laws like the safety laws are well thought 
of… for instance we cannot go ahead 
and produce cars that are not safe or will 
potentially harm the environment. That’s 
where the ISO certification comes from.

In this regard, one respondent recommended the 
revision of current policies and for legislation 
to be stricter; and that non-compliance to 
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environmental policies should be met with severe 
penalties. As was noted earlier, environmental 
regulations and consumer pressures to improve 
customer service are the driving forces 
behind organisations focusing on reverse 
logistics (Guang Shi et al. 2012:61). Clearly, 
enforcement of the regulations is vital for the 
effective implementation of reverse logistics.

Perception around the cost of implementing 
reverse logistics
One of the major challenges facing the 
implementation of reverse logistics according 
to the respondents is cost. Cost emerged as a 
critical theme. Nearly all the respondents are 
convinced that the implementation of reverse 
logistics is very expensive as it requires new, 
world class technologies and plants to recall 
and re-manufacture obsolete vehicles or faulty 
parts. In this regard, Respondent 2 stated:

There is a high cost involved in employing 
responsible processes in disposing of waste and 
end of life products as opposed to the previous, 
conventional waste disposal methods.

Respondent 9 further explained:

I think the biggest hindrance is the cost 
associated with the implementation of reverse 
logistics. Because the implementation will 
mean new skills, replacements of existing 
plants and processes and this plant has been 
built many years ago and changing it will 
require major capital injection of which I do 
not think the company can afford. If there is 
money available in the scrapping industry, 
there would be better improved products 
and monitoring services performed that they 
do not release harmful substances to the 
air, and probably build systems that would 
channel and automatically recycle waste.

Respondent 5 posited:

Energy for treatment is very expensive as well 
as fuel so it is of no use recycling our parts as 
is much cheaper to scrap them than to send 
them back for recycling in Europe. Another 
challenge is lack of co-operation among 
automotive manufacturers and suppliers in 

terms of knowledge sharing and development.

The issue of sustainable environment recycling or 
going green is very costly. Just as sales fulfilment 
impacts all facets of an enterprise, handling 
returns does too. From customer relations 
all the way to the point of remanufacturing, 
there are layers of cost incurred if your returns 
process is not automated. As expected, Chan 
et al (2011) agree that lack of initial capital 
for the implementation of reverse logistics is 
seen as a major financial barrier to reverse 
logistics in all sectors and for both local and 
international companies.  Returned goods suffer 
in a logistics system as these costs increase (due to 
obsolescence, pilferage and damage), decreasing 
overall product value. Furthermore, inventory-
carrying costs and cost for return monitoring 
system as a percentage of product value increase, 
further reducing profit margins (Estes 2009:78).

The cost of reverse logistics remains a big 
barrier in its implementation in the automotive 
industries because profit is the main objective. The 
respondents were convinced that should attention 
and resource be allocated, the implementation of 
reverse logistics would be possible. Yet, Srivastava 
et al (2008) argue that a growing number of 
companies are finding that there is money to be 
made by sending things back. More businesses 
have come to understand that their work is not 
complete until their customers are happy, and 
it looks good.  Smith (2005:118) added that 
corporate executives have now recognised that 
their companies can realise dramatic cost savings 
by applying reverse logistics in their operations. 
The respondents’ observations are in keeping 
with Abdulrahman et al. (2014:2) sentiments 
when they concluded that the benefits and the 
implementation of reverse logistics have yet 
to be fully realised in developing countries. 

Inadequacy of leadership 
One of the challenges identified by respondents is 
inadequate leadership. Respondents suggest that 
although in many instances there are processes 
in place for reverse logistics, it has yet to find its 
place as a strategic issue. The lack of skills and 
shortage of high level managers in the area of 
reverse logistics was also highlighted as one of the 
key challenges facing the industry. In some cases, 
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respondents identified commitment and top 
management awareness by senior management as 
a deficiency.  In this regard, Respondent 3 indicated:

The need to want to change, you know 
the challenges in implementing reverse 
logistics in this company should be pushed 
by the top management and the workers at 
the bottom will follow suit. Our activities 
are connected to the company’s corporate 
BBBEE strategy.  If policies are made by 
management so that we do business with 
other industries that are mindful of the 
environment, then the logistics department 
will adapt and make this a top priority.

Respondent 11 also noted:

I don’t really know about challenges but I can 
only think that the challenges exist.  If we take 
structural change and change management, 
people don’t know what it’s all about and are 
reluctant to change even if it’s for their own 
good.  If something is done continuously for 
a long time, it becomes difficult to switch 
overnight. It has been so why do you bother 
with it?  Just let it be.  That’s the attitude that is 
people’s attitude towards your environmental 
risk that’s out there, simple and short and, 
ja, changing people’s minds…difficult.

One responded noted that people take rather 
long to fully embrace reverse logistics and that 
he believes management needs to commit to 
by enforcing a culture and investing money 
in new technologies in line with the global 
change. Interestingly, apparently due to the fact 
that reverse logistics practices are generally 
not so popular and the various possibilities 
uncertain, many companies are dissuaded from 
implementing such practices. The fact that Lee 
et al. (2012) observed that while companies are 
aware of the possible outcomes of reverse logistics 
activities, they would rather pay attention to 
other operational activities within the company 
and the fact that companies generally consider 
the potential outcomes of reverse logistics 
activities are thought to be short-term, points to 
inadequacy of leadership to provide direction.

Penna and Geels (2015:1035) observed that 

the present state of affairs in environmental 
degradation calls for an urgent need for a complete 
paradigm shift in manufacturing philosophy. 
It has been established by respondents that the 
implementation of reverse logistics demands a 
change in management. They also explained that 
management should play a leading role in bringing 
about this change. Issues of the environment are 
gradually becoming a management function. 
Respondents have confirmed that environmental 
protection should no longer be left with 
workers at the operational level but should 
be a management task. According to Luthra, 
Garg and Haleem (2013), there are multiple 
ways of sharing the environmental protection 
burden on automobile industries through the 
involvement of all stakeholders in the supply 
chain, including supply chain practitioners. For 
instance, optimisation of the environmental 
performance through good housekeeping and 
total quality management, recycling of waste 
and non-renewable products, substitution of, 
or an embargo on the use of environmentally 
unfriendly products, or by incremental and 
more drastic technological innovations. 

managerIal aPPlICatIons and Con-
ClusIon 
The aim of the paper was to explore to explore 
the implementation challenges of reverse 
logistics by the automotive industry in Port 
Elizabeth. The paper provided a brief context 
and background of the automotive industry 
locally and internationally. The concepts of end-
of-live vehicles (ELV) and reverse logistics were 
also discussed at some length. In this regard, it 
was interesting to note that ELV vehicles are 
among some of the most well recycled products 
in the world. Yet, it was also conceded that 
some auto dismantlers and other ELV treatment 
facilities maintain poor environmental practices. 
The paper also observed that in spite of the 
advantages of reverse logistics activities, the 
barriers towards the implementation remain. 

This study makes two sets of contributions 
to the existing body of knowledge insofar as 
reverse logistics is concerned. The first set of 
contributions is theoretical in nature in that the 
study contributed to the latest literature of reverse 
logistics as it applies to the automotive industry. 
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The second set is practical or managerial in 
nature. The implications of this research have 
great value for organisations as they prepare 
to implement reverse logistics initiatives and 
programmes. It has highlighted empirically 
challenges and barriers that need to be overcome 
by management as they seek to implement 
reverse logistics. The need for collaboration, 
knowledge sharing and standardised application 
of reverse logistics processes by various parts 
of the company was underscored. Knowledge 
sharing in reverse logistics will allow stakeholders 
to develop new technologies for effective actions. 

Furthermore, management must ensure strict 
adherence to environmental policies, monitoring 
and control systems. Companies need to act 
responsibly by protecting the environment 
while creating value for all stakeholders. This 
responsibility must be towards the internal 
and external customers of the organisation. 
If these policies and systems are not in place 
relating to the return, repair and reuse of goods 
and the removal of scrap they will hurt their 
image and frustrate their stakeholders. At 
the same time authorities need to enforce the 
implementation of environmental regulations 
and hold non-complying companies accountable. 

The implementation of reverse logistics requires 
a huge capital investment in the long term and 
industrialists need to balance low cost and 
innovation practices by maintaining proper 
environmental performance.  Reverse logistics 
encompasses the reduction, reuse and recycling 
of materials in the process of manufacturing. 
The implementation of reverse logistics cannot 
be successful without proper and adequate 
leadership. It is imperative that such management 
and leadership be provided throughout the 
company. To that end, companies need to ensure 
that environmental management capabilities are 
developed, training programmes are provided 
for all stakeholders, and that the reverse logistics 
philosophy and system is constantly shared with 
stakeholders. This is a major prerequisite for 
achieving an effective implementation of reverse 
logistics. Company leadership need to realise 
that implementing an effective reverse logistics 
system is a change management exercise. Change 
management initiatives needs to be pursued by top 

management in the automotive industry to create 
awareness among the supply chain stakeholders. 

This can be done by conducting environmental 
awareness programmes and conferences to 
educate manufacturers and suppliers about the 
benefits and importance of reverse logistics 
programmes, ensuring the sharing of information 
and offering rewards to stakeholders for pursuing 
the programmes. One difficulty concerning 
returns management is to grow awareness among 
senior managers of the need to formalise reverse 
logistics Managers need to understand that 
formalised implementation of reverse logistics 
could bring social and economic benefits. Apart 
from that managers should obtain feedback 
from both workers and customers to assess 
the feasibility of the policies from a practical 
viewpoint, and should insure that reverse logistics 
policies are consistent with firm strategic goals. 
This study suggests that future research should 
develop a reverse logistics implementation model 
that will take into account the implementation 
challenges that have been established by this study.  
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aBstraCt
The study investigated the unfolding reforms in 
the South African electricity supply chain with 
the inclusion of renewable sources of energy 
to the energy mix. The country’s abundance 
coal reserves and the monopoly of electricity 
generation by the state utility company, the 
Electricity Supply Company of South Africa 
(Eskom) were studied.  Coal is hitherto, South 
Africa’s primary source of energy, contributing 
88% of the total electricity generation. Also 
covered were the state initiated construction of 
two giant coal-fired power stations, inclusion of 
renewable sources of energy to the energy mix, 
and the impeding decommissioning of the aged 
coal-fired power stations to enhance generation 
capacity, efficiency, and reduce carbon emissions. 
A qualitative research methodology was used 
and data was collected using semi-structured 
questionnaire with the existing and incoming 
independent power producers (IPPs), Eskom 
and other stakeholders in the industry. The 
objective was to establish the benefits accrued by 
generating electricity from diverse sources and 
reducing reliance on coal. The collected data was 
transcribed, analysed, coded, and thematically 
translated using content analysis. It was established 
that renewable energy provided stability in 
electricity generation capacity by increasing 
energy mix, reduced carbon emissions and 
rendered the electricity supply chain sustainable. 

Keywords: carbon-emissions; coal; electricity-
supply-chain; independent-power-producers; 
renewable-energy

IntroduCtIon
Coal is one of the leading sources of energy in the 
world. It is used as a fodder in power stations for 
the generation of electricity and contributes 41% 
of the total global electricity production (World 
Bank Report, 2015). It is also used as a catalyst 
and coking in heavy industries, and space heating 
and cooking at homes. In South Africa, coal is the 
primary source of energy contributing 88% of the 
country’s electricity generation and 35% of the 
national liquid-fuels production (DMR, 2009).

The global coal producing countries strives to 
maintain the ever rising energy demand resulting 
from rising population and rapid industrialization 
(Zabel, 2009). The volatile energy demand requires 
a suitable supply model to satisfy the present 
and the future requirements (Krishnan, 2015).

Despite its adversity in carbon emissions, coal 
will remain a dominant source of energy in a 
number of countries including South Africa for 
generations to come (Baxter 2015). South Africa 
has abundant reserves of coal which exist in situ 
and at the current rate of exploitation, it could 
last over 200 years (Thopil & Pouris (2010). The 
country is home for some of the largest coal 
mines and the largest coal terminal in the world 
(Chamber of Mines 2010). The South African 
coal is used 75% for domestic market and 25% 
for export market (DMR, 2009). The government 
through the National Development Plan 2030 has 
ambitious targets of reducing carbon emissions 
and boosting electricity generation from coal, 
renewable sources and nuclear (NDP, 2011). 

tHe transformIng soutH afrICan eleCtrICItY marKet 
suPPlY CHaIn
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Since 2007/2008 power outages, it is evident 
that the country’s energy supply does not 
meet the national demand and there are 
contingency plans as stipulated by Department 
of Energy’s integrated resource plan (IRP, 2010), 
and the National Development Plan (NDP, 
2011). These plans include the completion of 
two giant coal-fired power stations namely 
Medupi and Kusile, new renewable sources 
of energy coming on stream from public and 
independent power producers (IPPs) under 
the government initiative of renewable energy 
independent power producers’ procurement 
programme (REIPPPP) (REI4P Review, 2014). 

The South African coal use falls under 
four categories that includes generation of 
electricity by Eskom, production of synthetic 
fuels by South African Oil Company (Sasol), 
coking in metallurgical industry, cooking 
and heating at homes, and trade (DoE, 2011).

The (DoE, 2011) distribution of domestic coal 
consumption comprised:

•	 electricity generation (Eskom) 70%,
•	 synthetic fuels and petrochemicals (Sasol) 

20%,
•	 industries (general) 5%,
•	 metallurgical industry 3%, and
•	 merchants and homes 2%.

The country is the fifth largest exporter 
globally, and in 2009 exported 67mtpa 
(million tons per annum) (Eberhard, 2009).

According to BP Statistical Review of World 
Energy in 2015, South Africa produced 310mtpa 
of coal which was 3.8% of the total global coal 
production (BP Energy Statistics, 2015). The bulk 
of South African coal is produced by five leading 
international companies which together produce 
84% of total production in the country (DoE, 
2017). The leading coal producer is Anglo Coal 
56mtpa, followed by Glen core 45mtpa, Sasol 
45mtpa, BHP Billiton 42mtpa and Exxaro 40mtpa. 
The other 14% of coal is produced by junior miners 
that include black economic empowerment 
(BEE) companies (Oberholzer, 2014)

The electricity crisis in South Africa are mainly 

attributed to ageing infrastructure, cable theft 
and lack of fresh investments in the sector for 
over a decade (Xia, 2015). Eskom has planned 
to decommission five of its fleet of coal-fired 
power stations in a five years’ plan, despite 
resistance from the National Union of Mines 
(NUM) (Engineering News 2017). However, 
significant investments are earmarked for the 
sector that includes, Medupi and Kusile coal-
fired power stations and a fleet of renewable 
sources of energy projects that are currently 
being implemented mainly by private sector.

History of the South African Electricity Sector
The South African electricity market has 
undergone significant changes over the past one 
hundred years. The South African electricity 
industry began in the early 1900’s, initially 
supplying energy to the gold mining industry 
(Eberhard, 2009). During that period, mines 
built their own power stations to cater for their 
operational requirements. Shortly after the early 
1920’s, individual power stations were merged 
together, leading to the birth of the national 
electricity grid. In 1922, the state created the 
Electricity Supply Commission, ESCOM, and by 
1973 ESCOM controlled all power stations and the 
transmission grid in the country (Eberhard, 2012).

During that period, all electricity generating units 
were powered by coal and the objectives of the 
state was to ensure a steady supply of coal at low 
prices and low labour costs. The low wages paid 
to the workers resulted in a low cost of mining 
coal relative to the rest of the world (Goldblatt & 
Davies, 2002). The world oil crisis of 1970’s forced 
the state to invest heavily in new coal-fired power 
generating plants in the following decade to 
counter the global rising oil prices (Deni & Stegen 
2016). That investment resulted in low electricity 
prices and an extremely high reserve margin.

Geographically, many of the power stations were 
built next to the coal mines under a long-term tied-
colliery contract between Eskom and the mining 
companies that are located in the Highveld, 
north east of the country.  Presently, South Africa 
produces 92% of its power from carbon intensive 
technologies which includes coal and gas turbines 
(DoE, 2011). On the same basis the country 
accounts for 37% of Africa’s carbon emissions 
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(Pieters, Lotz & Brent 2014). The Integrated 
Resource Plan (IRP) estimated that the country 
would require 85% additional power by 2030 and 
aims to reduce carbon emissions to 275 million 
tons of carbon per year by 2024 (IRP, 2010). 

eleCtrICItY marKet suPPlY CHaIn
The South African electricity market supply 
chain addresses the complexity of the energy 
mix and market, the role players in the public 
and private sectors, legislative environment 
and the impact of the industry among others. 
This study aimed to achieve its objectives by 
unbundling and synthesising this complexity.

Electricity market in South Africa
The role of government is critical when 
determining the future role of the electricity 
sector. The Electricity Legislative Amendment 
of 2007 ushered in the independent power 
producers (IPPs) into electricity generation from 
renewable sources with allocation of 30% and 
the government through Eskom 70 (Electricity 
Regulation Act, 2006). In 2016 the IPPs 
received additional mandate from the Energy 
Minister to commence generating electricity 
from coal using clean technologies with an 
initial allocation of 2 500 MW, with individual 
power plant capped at 600 MW (DoE, 2016). 

The emergence of Independent Power Producers 
(IPPs)
The National Development Plan (NDP) states 
that South Africa would have capacity to procure 
20 000 MW of renewable electricity by 2030, 
decommission 11000 MW of aged coal fire-fired 
power stations, and would enhance demand side 
savings (NDP, 2011). The NDP also states that 90% 
of South Africans should have access to electricity 
by 2030. Increasing capacity and access to citizens 
would require the grid to be open to other power 
producers, hence the need for IPPs inclusion.  
This would involve an upgrade of the existing 
grid to enable the transmission network to meet 
the increased capacity emanating from the IPPs 
generation. Indeed, Eskom has loped in a French 
company to assist with the implementation 
(Eskom Report, 2015). According to Jamasb (2006) 
the current architecture of the South African 
transmission can be described as a single buyer 
model. A single buyer model was one, whereby 

the independent entity purchases electricity from 
generators and sells to the distribution network. 
In the case of South Africa, Eskom was the single 
entity that purchases power and at the same time 
it owns majority of the distribution network.

Achieving the targets projected by the NDP and 
IRP would either require further expansion of 
the state monopoly or the inclusion of the private 
sector. According to Besant-Jones (2006) there 
are four ways the private sector could be involved:

‘management contract: The state utility 
delegate’s part or all its operations to an outside 
party. This would imply that Eskom operations 
to be operated by private entities, whereby the 
terms and conditions imposed on management 
contracts would yield more efficient operations.

lease and concession: The state utility could 
lease assets to a third party. That would mean 
that Eskom would not have management 
control of the assets, but rather enter into 
agreements for external management of the 
assets. The state would remain owners of the 
assets but would not be directly involved in 
the management and operation of these assets.

divestiture: The state transfers ownership 
and assets to a third party. This would be 
similar to vertical and horizontal unbundling 
of assets, implying that Eskom would not 
own the monopoly in the electricity market.

IPPs: The state allows new assets into the 
electricity market through third parties. In 
this case the state would maintain control 
of current assets but reduce their market 
share of new power generating capacity’.

In this regard, South Africa has taken the 
independent power producers’ route. Based on 
the country’s architecture of the electricity sector, 
Eskom is the only purchaser from IPPs. Eberhard 
& Shkaratan (2012) proposed that IPPs could also 
sell directly to large customers. This could be in 
the form of a contract market model whereby 
IPPs could sell electricity directly to consumers 
(Rabindra & Jamasb, 2015). This could reduce the 
costs of increasing the capacity of the transmission 
network - a solution that could be favourable 
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for remote rural areas that is far from the grid.

National Development Plan (NDP)
The NDP was developed in 2011 with the objective 
of creating a 2030 vision for South Africa to focus 
on the main challenges that the country faces. 
Currently millions of citizens still remain in 
poverty, with 39% of the population living below 
the base poverty level of R 605 per month (Statistics 
SA, 2014). This was further compounded by 
the fact that South Africa has the highest Gini 
coefficient in the world. The social status of the 
country could be described as high inequality and 
high poverty levels (World Bank Report, 2015). 

The NDP (2011) outlined nine key areas to 
achieve the 2011-2030 development goals, with 
one of them being the energy infrastructure that 
would transform the electricity supply chain. 
It set the electricity targets for 2030 as follows:  

•	 ‘People with access to the grid should be 90%. 
•	 Procurement of 20 000 MW from renewable 

sources.   
•	 Decommissioning 11000 MW of aged coal 

fire power plants.
•	 Transition to a low carbon economy.
•	 Demand side savings by installing five million 

solar water heaters.
•	 Simplifying the regulatory regime to 

encourage renewable energy and IPPs’.
 
The NDP expressed the need to move to a 
low carbon economy and estimated that an 
additional 29 000 MW of power would be 
required by 2030. During the process 11 000 
MW would be decommissioned due to ageing 
power stations. Hence, it would be required to 
build 40 000 MW of additional capacity with20 
000 MW to be derived from renewable sources. 
The plan also acknowledged the need to support 
IPPs by speeding up their procurement plans 
and the creation of a suitable and attractive 
investment climate through supportive policies. 

Present and future energy mix
The Reserve Bank expressed concerns that 
electricity shortage contributed to decline in 
forecasted South Africa’s growth domestic 

product (GDP), and yet the country possesses 
massive coal reserves (SA Reserve Bank, 2015). 
The same report indicated that South Africa is 
the largest single nation carbon emitter in Africa. 
The climate change phenomenon is a global 
reality, hence, South Africa must find ways of 
mitigating carbon emissions (African Yearbook, 
2009). As the intermittent nature of renewable 
energy renders it unreliable for baseload, 
nuclear power could play the baseload role in 
the absence of coal (Barton & Infield, 2004).

Presently, the main focus of Eskom is electricity 
generation from coal-fired power stations using 
clean technologies as the use of super-critical system 
at Medupi and ultra-super-critical at Kusile power 
stations. The state’s REIPPPP initiative for the 
IPPs renewable energy procurement programme 
embraces the IPPs role in the electricity sector 
and increasing the present and future energy 
mix. Presently, 6 377 MW of mainly wind and 
solar capacity are procured stimulating nearly 
R200 billion worth of investments (Polity 2016).

taBle 1: ProPosed soutH afrICa future 
energY mIX 

technology 2015 2030 load 
type Producer

Coal 90% 65% Base State
Nuclear 5% 20% Base Private

Renewable 0% 9% Peak Private
Hydro/Gas 5% 6% Peak State

Source: DoE, 2011

The above table projects a decline in the 
reliance on coal for energy provision and 
higher growth of renewable energy by 2030.

Integrated Resource Plan (IRP, 2010)
The integrated resource Planning (IRP)was 
developed to guide the process for building new 
power capacity for the period 2010 to 2030 (IRP, 
2010). The planning was accomplished using the 
Revised Balanced Scorecard (RBS) (DoE 2010). 
The aim of the RBS was to find the optimal 
solution for reducing carbon emissions, dealing 
with new technology uncertainties, water usage 
required for new capacity, localisation, and job 
creation in both the construction and operational 
phases of new fleets, regional development and 
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security of supply. The plan outlined the build of 
42.6 GW of additional power by 2030, that was 
slightly more than the 40 GW outlined by the 
NDP. The energy mix included 9.6 GW nuclear, 
6.3 GW coal, 17.8 GW renewables, 8.9 GW. 
Both the IRP 2010-2030 and NDP 2011-2030 
reiterates the inclusion of renewable energy to the 
electricity supply chain to ensure the continuity of 
uninterrupted supply of electricity (REI4P, 2014). 

Mineral and Petroleum Resources Development 
Act (MPRDA) of 2002
The Mineral and Petroleum Resources 
Development Act (MPRDA) of 2002 is the 
legislation that directs the South African mining 
industry. Its objective is to promote equitable 
access to mineral and petroleum resources, 
with a focus on expanding opportunities to 
historically disadvantaged persons. That entailed 
promoting the economic growth, increasing 
employment opportunities, development of 
downstream industries, and managing the use 
of the country’s resources in an ecologically 
sustainable manner. Hence, the MPRDA’s focus 
is on socio-economic development (DMR, 2002).

However, the Act contains some ambiguous 
clauses hitherto unresolved. For instance, the 
ministerial responsibilities were unclear in 
stipulating the requirements for promoting rights 
and interests of communities. The Act states that 
“the Minister may impose such conditions as are 
necessary to promote the rights and interests of the 
community, including conditions requiring the 
participation of the community” (DMR, 2016). 

The Act contained some discrepancies that has 
made in controversial and subjected it to three 
reviews, as it has never been fully accepted by 
the mining industry. The latest review ‘The Third 
Review’, published in June 2017 is hotly contested 
by the mining industry and the Chamber of 
Mines of South Africa for lack of consultation 
with the industry (Financial Mail, 2017). 

Carbon Emissions
The advent of the global phenomenon of climate 
change led to the formation of the United 
Nations (UN) body to combat the carbon 
emissions emanating from combustion of fossil 
fuels (coal, oil and gas). The body named United 

Nations Framework Convention on Climate 
Change (UNFCCC), pioneered and leads the 
global campaign against climate change (Kyoto 
Protocol, 1997). The UN body convenes earth 
summits where nations deliberate on issues 
pertaining to the changing trend in global climate 
of which carbon emissions has been certified 
as a contributing factor (UNFCCC, 2009)

South Africa is among the world top 12 largest 
carbon emitters due to heavy dependence on coal 
for electricity generation (Wolpe & Reddy, 2015). 
Indeed, the country’s emissions in 2010 was 
597 million tons of carbon dioxide equivalent. 
During the Copenhagen Accord in 2009, South 
Africa committed to cut emissions by 34% by 
2020 and 42% by 2025 from business as usual 
(BAU) (Wolpe & Reddy, 2015).  Eskom is the 
leading emitter in the country followed by the 
petrochemical manufacturer Sasol (Eskom 2009: 
76). Sasol’s Secunda plant at Sasolburg is the 
leading single carbon emitter in the Southern 
Hemisphere (Sasol, 2008: 36). The government 
has set emission standard for the companies 
in the industry heavy in carbon emissions 
such as coal-fired plants, petrochemicals, 
cement, smelters and others (DW & EA, 2010). 

However, the two major carbon emitters Eskom 
and Sasol had policies aimed to reduce the 
level of emissions even before the Copenhagen 
Accord. Eskom had a six-point plan to control 
emissions which include diversification, energy 
efficiency, adaptation, innovation, investment 
and progress (Eskom 2008: 70). Sasol had I-Lurgi 
fixed bed dry bottom (FBDB) gasifyers for the 
conversion of coal to synthesis gas (Keyser, 
Conradie, Coertzee & Van Dyk, 2006: 1439).

underPInnIng tHeorY
This study is grounded on ‘Green supply 
chain management theory’ (GSCM).

‘The concept of GSCM is to integrate 
environmental thinking into supply chain 
management (SCM). As such, GSCM is 
important in influencing the total environmental 
impact of any organisations involved in supply 
chain activities. More importantly, GSCM 
can contribute to sustainability performance 
enhancement’ (Chin,Tat & Sulaiman, 2014). 
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Ultimately, the inclusion of renewable sources 
of energy to predominant coal-based source 
(nonrenewable) aims to reduce carbon emissions, 
rendering a cleaner environment (green).

Kainuma & Tawara (2006) expressed multiple 
attributes of utility theory in assessing a supply 
chain as ‘lean and green supply’ methods. In 
this study, lean implies inclusion of renewable 
energy sources in the energy supply chain, and 
the impacts on the environment is denoted by 
green supply with reduced carbon emissions 
from renewable sources. The carbon emissions 
exacerbated the climate change that is a threat 
to human race in form of global warming, 
earthquarkes, hurricanes, tsunamis and floods.

Green supply chain management is expressed 
as sustainable supply chain management 
(Dubey, Gunasekaran & Papadopolous, 
2017). Hence, increasing the energy mix by 
including renewable sources in the South 
African electricity supply chain, is tantamount 
to transforming it into ‘green supply chain’.

Problem Statement
The problem statement of the study delved on 
the transformation role in the electricity supply 
chain. The causal impact with the inclusion of 
renewable sources of energy to the dominant 
coal-based source, the state collaboration with 
private sector, and the reduction of carbon 
emissions are the basis of the problem statement. 

Purpose of Study
The purpose of the study was to establish 
benefits accrued by expanding the energy mix 
with renewable sources of energy to the coal-
dominated South African electricity supply chain. 

Research Objectives
The study looked at the primary, secondary 
and empirical objectives as follows:

Primary Objective
The primary objective of the study was to 
establish the benefits accrued by South 
African electricity supply chain by increasing 
the energy mix with renewable sources 
provided by independent power producers.

Theoretical Objectives
The study gathered background information 
from various sources that included:

•	 Literature on electricity generation in South 
Africa.

•	 Literature on renewable energy.
•	 Literature on the current regulatory regime 

on electricity.
 
Empirical Objectives
Empirically, the study aimed to establish the 
following:  

•	 Benefits accrued from diversified energy 
sources. 

•	 Benefits accrued from reduced reliance on 
coal for electricity generation.

•	 Benefits of IPPs inclusion to the electricity 
supply chain.

 
researCH metHodologY and  
desIgn
Lee and Lings (2008) described qualitative 
research as the researcher’s process of ‘generating 
data in conjunctions with the participants’. 
According to Saunders and Lewis (2012), 
the research design has two crucial factors. 
The first involves ‘understanding the purpose 
of the research, as the assumptions of the 
context will guide the research strategy. The 
second involves attaining credibility for the 
conclusions that are presented, as the outcomes 
of the research must be accepted and plausible’. 

This study explored the inclusion of renewable 
sources of energy to the South Africa electricity 
market and the policy guidelines in support of 
the independent power producers’ participation 
in the energy sector. Hence, an exploratory 
approach enabled the search for new insights that 
guide the transforming electricity supply chain. 

The participants of the study were top professionals 
and experts in their roles in the energy field. There 
were 14 participants drawn from across the energy 
and affiliated industries. As the energy mix is still 
dominated by coal, there are limited players in the 
industry and the available participants comprised 
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87% of the industry. Hence, the participants 
were drawn from the public and private sectors 
that included the South African Department 
of Energy (DoE), state electricity utility 
company (Eskom), national energy regulator 
of South Africa (NERSA), leading mining 
companies, IPPs and energy market researchers.

A semi-structured questionnaire was used and 
interviews lasting approximately 45 minutes 
were recorded using a digital data recorder. 
The researcher also used the field notebook 
to record key points from the interviews. In 
accordance with Sanders and Lewis (2012), the 
respondents were well briefed on the purpose 
of the interviews, that were conducted on 
the confirmation of the appointment at their 
premises. The interview confirmation process 
involved giving a mini presentation to the gate-
keepers, expressing the value proposition of the 
study. The confidentiality undertaking was then 
confirmed with the respondents assuring them 
of anonymity during and after the interview. 

The recorded interviews were transcribed, 
interpreted, coded and thematic process pursued 
in content analysis. The emerging major themes 
and sub-themes provided the outcome of the study.

results
The themes and sub-themes, highlighted 
in Table 2, emanated from the interviews.

Findings of the study
The themes emanating from the interview data 
reaffirmed the unfolding transformation in 
the South African electricity supply chain. The 
themes highlighted the role of IPPs, renewable 
energy in the electricity sector, South Africa’s 
carbon economy, carbon emissions, emissions 
reduction and the legislative environment. They 
also reflected on the objectives that were set for 
the study and achieved as stipulated herewith:

Empirical objective 1: Benefits accrued from 
diversified energy sources (achieved)
All the respondents concurred on the important 
role played by the IPPs in the provision of 
alternative energy from renewable sources, with 
minimal carbon emissions. The energy provision 
from multiple sources renders the electricity 

prices more competitive, as opposed to a single 
source supplier with controlled price. Eight of the 
respondents concurred that multiple suppliers 
were more likely to negotiate for a better price and 
terms of service that was better for business and 
the consumers. On the development of nuclear 
power as recommended by IRP, Respondents 5 
and 13 remarked, “we have a government that is 
now hell bent on nuclear” and “we made heavy 
commitments towards nuclear so I think nuclear is 
definitely on the cards.” They supported the IRP 
views that, “nuclear will also increase security 
of supply and operational costs are the lowest 
in all types of power generation technologies”. 
They also agreed that investment in renewable 
energy would grow the gross domestic product 
(GDP) and is a catalyst of attracting foreign 
domestic investments (FDIs) to the country. 

Empirical objective 2: Benefits accrued from 
reduced reliance on coal (achieved)
The respondents expressed their concerns over 
the abundance reserves of coal in the country, but 
expressed the danger posed by carbon emissions 
as overwhelming. Nine of them projected a 
reduced reliance on coal in future, as expressed, 
“the short of it is I think we are married to coal on 
a large scale”, “the country will be using coal in the 
short to medium term”, “coal power is going to be 
with us for many, many, many years to come” and 
“so having to take out coal from the system, I don’t 
think it will happen any time soon.”  Their views 
further stipulated, - “coal will actually continue to 
be reduced” and “use of it [coal] will be reduced 
greatly”.  The attributes of continued reduction 
in coal reliance for the generation of electricity 
included: clean environment with reduced 
carbon emissions, an alternative electricity source 
to secure required capacity, emergence of green 
energy entrepreneurs, research motivation for 
clean technologies, ushering-in a free market for 
electricity, and a flexible electricity supply chain. 
Indeed, Respondent 1 praised South African role in 
the global campaign, supporting the development 
of renewable energy, with the remark, “we’re 
going to prove our exceptionalism in maintaining 
pro-climate change mitigation policies”.

Empirical objective 3: Benefits of IPPs inclusion 
to the electricity supply chain (achieved)
According to the respondents, inclusion of IPPs 
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taBle 2: tHemes and suBtHemes tHat emerged from tHe InterVIeW data

tHemes suB-tHemes

Perception as a driver for lower 
carbon emission

Electricity shortage and the impact on investment and the 
economy

Role of South Africa as Africa’s largest carbon emitter

Investor sentiment on the ability of South Africa to create a 
green electricity sector 

Efficiency of renewable energy
Role of renewable energy to form part of the base load supply

Impact on weather on the availability of renewable energy

Future energy mix 

Large coal reserves available in South Africa

Fast turnaround of renewable energy projects

Gas a game changer and alternative to coal

Role of nuclear power in the energy mix

Transformation of the electricity 
sector

Introducing competition into the electricity sector and 
unbundling the state utility

Opening access to the transmission network for private 
producers

The migration of consumers to off grid solutions

Electricity pricing

Political history of low prices and subsidies built into the 
current electricity prices

Current pricing is not considered as cost reflective

Conditions for Independent 
Power Producers

The need to move away from command and control economy 
towards.

Electricity sector based on open market conditions

Policy requirements:

MPRDA Act of 2002 
IRP 2010-2030 
NDP 2011-2030

Current policy frameworks are creating investor uncertainty

There are policy frameworks but nothing is in law

Misaligned polices, delays in issuing of policies, and low 
confidence in policy implementation

Source: Own Research

to the energy supply chain is transforming the 
industry that has been dominated by coal since 
inception. Five of the respondents felt that 
the electricity market required liberalisation. 
Their comments embraced the role of IPPs, 
“We do not have market liberalisation, we have 

procurement liberalisation”, “it’s not healthy 
for the country to have only a company doing 
generation, transmission and distribution, and 
it doesn’t make sense. So you should bring some 
competition” and “it is very important for them 
to be almost as they say a separation of church 
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and state so I think Eskom should be unbundled.” 

Respondent 5 summarised the statement stating, 
“I think there will be partial unbundling, I think 
Government is seeing the clear answer on that, I 
think they have come out very clearly so Eskom 
alone cannot do the job.” The statement reiterates 
the objectives of NDP on electricity generation.

However, in order to include IPPs effectively, the 
national electricity grid require to be developed to 
carry the extra capacity. That programme is being 
undertaken by Eskom in collaboration with a 
French company as mentioned earlier in the study. 
This counters the remarks made by Respondent 1 
on off-grid preferences by the IPPs: “what we have 
also seen is we are seeing some more interest which 
will happen overtime is possible off grid solutions”

The respondents’ views were that the IPPs are 
a great success in supplying the renewable 
energy sharing the national grid with Eskom. 
They also stated that supplying electricity off-
grid would enhance electricity supply chain, 
making it more reliable and sustainable.

managerIal ImPlICatIons of tHe 
studY
The complexity of transforming of the electricity 
market from generation that is dominated by coal 
(non-renewable source) by increasing the energy 
mix comprising renewable sources is change 
management in practice. That is advocating 
and implementing change from a conventional 
process of power generation and the supply 
chain relationship, to multiple renewable sources 
that is cleaner and ‘green’ (green supply chain).

The underpinning theory of the study 
is ‘green supply chain management’, 
that addresses change management.

The successful emergence of IPPs occur in 
light of managerial skills that has capacity to 
navigate through institutional complexities 
involving the public and private sectors.

The dispensing of government policies for 
the mining industry, and the implementation 
of the same by the private sector address 
crucial managerial implications. Hence, the 
industry can borrow from this study and 

try to expedite the transformation gap by 
implementing an effective public-private 
partnership (PPP) for this sector of the industry.

lImItatIon to tHe studY
The energy sector is sensitive due to its critical 
role in national development. As the industry 
is state controlled, red tape was a barrier 
which had to be broken to access the gate-
keepers to reach the responsible executives.

The respondents were reluctant to participate 
until after being convinced of strict 
confidentiality, which was granted. The new 
IPPs required tactful persuasion to divulge 
crucial information, as they feared such 
disclosure could compromise their situation as 
transformation in the industry is still unfolding.

ConClusIon
The study explored the energy industry through 
the state as the principle role player, state utility 
company Eskom, the established and upcoming 
independent power producers. The national 
energy policies as stipulated by the Mineral and 
Petroleum Resource Development (MPRDA) 
Act of 2002, the environmental legislation 
Act of 1998, and the National Development 
Plan (2011-2030) were reviewed. The IRP 
(2010-2030) from DoE was also included. 

The South African abundant coal reserves and 
carbon emissions as coal is burnt at the coal-
fired power stations to generate electricity were 
examined. The inclusion of renewable sources 
to the energy mix emerged prominently in 
the transforming electricity supply chain. The 
study also covered the government’s initiative 
in support of IPPs’ procurement programme 
(REIPPPP), indicating its commitment to 
carbon emissions reduction and the need 
for diversity in energy provision. The United 
Nations role in mitigating carbon emissions 
that contributed to the climate change or global 
warming phenomenon was also reviewed. 

reCommendatIons
The study provided the following 
recommendations:

•	 Increasing the energy mix and the inclusion 
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of IPPs in electricity market should become 
the future energy policy. 

•	 Reduction of Coal dominance role to be 
effected as projected by the NDP 2030 and 
IRP 2030.

•	 IPPs to be designated some industrial 
customers in future.

•	 Enforce friendly policies that attracts more 
investors in the electricity sector. 

•	 Streamline the IPPs regulation under DoE.  
•	 Pursuance of clean coal technologies be made 

mandatory.
 
These recommendations would help the South 
African electricity sector move towards lower 
carbon emissions, and significantly increase 
electricity generation capacity to stabilise supply 
and demand, making South Africa a low carbon 
economy. Enhanced clean coal technologies 
would turnaround South African economy 
by exploiting the country’s abundant coal 
resources to feed both local and regional markets.
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aBstraCt
Supply Chain Management (SCM) is increasingly 
becoming an integral element in the operations 
of local municipalities. The efficiency of this 
element is paramount to the effective functioning 
of municipalities. Despite many attempts by 
management in various municipalities to 
improve the effectiveness of their supply chain 
operations challenges; these challenges are still 
prevalent. This could be an indication that such 
persistent challenges cannot be entirely attributed 
to management alone, but require a collective 
effort from all relevant employees, in ensuring a 
functional SCM unit. This predicament has led to 
the desire to investigate the challenges and possible 
remediation strategies within SCM systems in 
local municipalities. The goal of the paper was to 
investigate SCM systems in a municipality, using 
Tlokwe Local Municipality as a reference point. 
A quantitative research method was adopted in 
executing the study. The study was based on a 
survey design and, accordingly, self-administered 
questionnaires were used as a data collection tool. 
The study population consisted of employees 
from Tlokwe Local Municipality in managerial 
positions and specifically those who deal directly 
with procurement and SCM system. The findings 
indicated that all respondents are familiar with the 
SCM unit, and its ineffectiveness, in particular, due 
to political interference that was highlighted. The 
relationship between SCM and service delivery 
was established from the findings. It was evident 
that an improvement in the SCM unit would 

result in an enhancement of service delivery. 
Other identified areas of concern within the SCM 
system included improper control measures as 
well as the delay in delivery of essential services.

Keywords: supply chain management, tlokwe 
local municipality, service delivery, procure-
ment.
 
IntroduCtIon 
Recently more protests and demonstrations have 
been observed in South Africa and it seems to 
be prompted by poor or slow service delivery 
of municipalities. This may be due to various 
factors such as a lack of capability to perform 
and poor monitoring tools to monitor progress 
(Bizana, 2013:1). The correct application of 
procurement approaches is paramount to ensure 
the success of public organisations as a possible 
means to improve the delivery of quality and 
effective services to communities. A continuous 
need to deliver services at the most affordable 
costs to service users in South Africa is crucial. 
It is the responsibility of government and other 
public entities to provide leadership and serve 
the community in such a manner that promotes 
and upholds decent standards of professionalism. 

In South Africa, the Constitution (SA, 1996) 
advocates for three spheres of government, 
namely; national, provincial and local 
government, and these spheres were established 
to combat the inequities of the apartheid regime 
in the democratic Republic of South Africa, 
and this is also supported by Bizana (2013:1). 
According to the Constitution (SA, 1996), this 
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regime has manipulated the procurement systems.

The democratic government, therefore, established 
services of budgetary and financial reforms 
to revolutionise public systems to guarantee 
accessibility and inclusion to meet the needs of 
communities it attends to. Local government 
was initially developed to provide basic services 
to the communities in a sustainable manner 
and promote social and economic development 
(Bizana, 2013:1; SA, 1996). However, the recent 
service delivery protests experienced in South 
Africa are a clear indication that communities 
are not entirely satisfied with service delivery 
and illustrate a lack of confidence in government.

The legislation provided for the creation of 

Supply Chain Management Departments in 
local government (municipalities) as means 
through which services could be procured from 
private service providers (Bizana, 2013:1). Supply 
Chain Management (SCM) had an inseparable 
link to long-term quality service delivery, 
human capital development and associated 
socio-economic growth (Boateng, 2009:2). 
Despite such efforts by the government, there 
are still challenges facing the local government 
emanating from the procurement system.

BaCKground of tHe studY
SCM is a phenomenon in the business arena that 
has attracted substantial attention in recent times 
(Ghaderi, Darestani, Leman & Ismail, 2010:1759; 
Miao, Xi, & Yu, 2010:31). SCM can be defined as 

taBle 1: defInItIons of sCm

definitions authors
SCM is an integration of procurement, acquiring of goods and managing 
records, the up keeping of appropriate storage and accounting systems 
for acquired goods, establishing the quantity of goods and services to 
preserve the inventory and establishing the capacity of inventory which 
absolutes the placement of orders and disposals into one unified process”.

Moeti, Khalo, Mufinisa, 
Nsingo & Makondo, 
2007

SCM is defined as the methodical, planned synchronisation of basic 
business purposes and strategies across these business functions within a 
specific company and across businesses within the supply chain, to refine 
the continuing performance of the different companies.

Mentzer et al., 2001

Supply chain refers to clusters of organisations that pass the goods from 
one organisation to the next.

Mentzer et al., 2001; 
Bizana, Naude, & Ambe, 
2015

SCM can also be defined as a philosophy of management intended 
to integrate a system of upstream connections in an organisation and 
downstream connections in implementing precise procedures and duties 
that will eventually generate and maximise satisfaction for the consumer 
through goods and services.

Hugo, Badenhorst-
Weiss, & Van Biljon, 
2004

SCM has also been defined as a strategy for facilitating supply and 
demand, obtaining and sourcing raw material and parts, manufacturing 
and assembling, warehousing and record keeping, order entry and 
management, distribution channels and delivery to customers.

Council of Supply 
Chain Management 
Professionals, 2005

Various activities are involved in the SCM process, and they may include, 
but are not limited to, planning for future demands, obtaining, record 
management, information and value, and customer service.

Heizer & Render, 2008

SCM synchronises and integrates all activities achieved by supply chain 
affiliated as a unified process, from the foundation to the consumption 
phase which results in advanced customer and economic value.

Lamb, Hair & McDaniel, 
2007

SCM refers to the integration of production means, record keeping, 
and exchange among role-players in the supply chain to attain the best 
combination of receptiveness and competence for the target group.

Hugo, 2006
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a structured strategy which is directed at dealing 
and facilitating the whole process from the supply 
of raw material until it reaches the final customer. 
Some authors are of the opinion that SCM is a 
systematic technique to facilitate the transmission 
of information, resources as well as amenities 
throughout the manufacturing or production 
processes until it reaches the end user (Ambe 
& Badenhorst-Weiss, 2012b:11003). In South 
Africa, SCM is said to be highlighting the context 
of the ongoing financial management reforms 
process in the public sector (Mkhize, 2004:11).

Despite SCM has gained recognition in recent 
decades, the dilemma caused by the lack of 
consensus regarding its definition remains a 
challenge. However, it is advocated that several 
authors have made efforts to define this notion 
(Mentzer, De Witt, Keebler, Min, Nix, & Smith, 
2001:107). A few definitions are provided in Table 1.

The preceding definitions of SCM all reflect some 
of the aims of SCM which include improved 
customer service and added economic value. 
Out of all the definitions SCM is perceived 
as a process consisting of five stages namely: 
identifying goods or services required to gratify 
the needs of the organisation; identifying 
the most appropriate service provider; 
establishing fair and reasonable prices for the 
good or service to be purchased; enforcing the 
agreement for the purchase and managing the 
relationship to ensure that there is not only 
timely delivery but that the delivery is of agreed 
upon standard (Burt, Petcavage & Pinkerton, 
2010; Coyle, Langley, Gibson & Novack, 2009).

SCM is aimed at adding value at each of these 
phases of the procurement process from the 
demand of goods or services to their acquisition, 
managing the logistics process, and finally, after 
use, up to its disposal. Having discussed SCM 
in the general context, it is imperative to discuss 
SCM in the public sector in the section below.

SCM in the public sector
In the public sector, SCM is perceived as a narrow 
notion, mainly a component of procurement 
rather than a notion that includes various 
practical areas (Larson, 2009:223). Ambe and 
Badenhorst-Weiss (2011:11009) suggests that 

public sector SCM is more focused on the 
integration of all stakeholders playing roles in 
rendering a blended fashion of inputs, outputs 
or outcomes to maximise the satisfaction of a 
specific sector as per requirements. Therefore 
the SCM in the public sector poses as an integral 
sphere in promoting the rendering of quality 
and effective services to the communities and 
is perceived as an important mechanism in 
enabling the government to implement policies 
(Bizana, 2013; National Treasury, 2015).

Public sector SCM executes the leading role in the 
successful management of public resources and 
its significance in combating mismanagement has 
been recognised worldwide (Ambe & Badenhorst-
Weiss, 2012a:245). The SCM applicable in the 
spheres of government is often referred to as 
public sector SCM. According to Arrowsmith 
and Tillipman (2010:1), public sector SCM refers 
to the government’s engagement in acquiring 
goods and services which are essential in 
favouring the effective execution of its functions. 
Matolong (2015:11) stated that public sector SCM 
or procurement plays a crucial role in enabling 
the government to implement its set mandate for 
service delivery to the public. The public sector 
SCM is a practice that is administered by judicial 
bodies, various laws, rules, policies and processes 
to secure effective and efficient expenditure 
of state resources (Dobler & Burt, 1996:747). 
Public sector SCM requires accountability 
and transparency seeing that it serves wider 
a range of stakeholders (Larson, 2009:224).

Public sector SCM is further said to be a vital 
part of a financial administration that intends 
to introduce a globally recognised practice that 
covers the differences between basic approaches 
to acquiring products and services, and the 
stability of supply chain while attending to 
supply-related subjects which are of strategic 
significance (National Treasury, 2003:19). In 
most states, South Africa (SA) included, SCM 
is considered an instrument for manning 
public procurement (Ambe & Badenhorst-
Weiss, 2012a:246). In light of this background, 
it is of paramount importance to discuss public 
sector SCM within the South African context.

Public sector SCM in the South African context
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In the South African context, SCM was formally 
introduced in the public sector in 2003 in an 
attempt to divert from functioning under the 
procurement system to an integrated SCM system 
(Ambe & Badenhorst-Weiss, 2012b:11003). This 
was achieved through the adoption of an SCM 
policy by the South African cabinet (Ambe & 
Badenhorst-Weiss, 2012b:11003). The aim of the 
policy was to implement an SCM function across 
all spheres of government which would serve as 
an integral part of financial management and 
would conform to international best practices 
(National Treasury, 2005:15). The adoption of 
this policy followed studies that were undertaken 
to assess the procurement practices within the 
public sector which revealed deficiencies in the 
practices relating to governance, interpretation, 
and implementation of the Preferential 
Procurement Policy Framework Act (PPPFA) 5 
of 2000 (SA, 2000; Ambe, 2009:428). Consequent 
to it, there are rigorous reform initiatives to 
cure the deficiencies which were developed 
by introducing best procurement practices 
that were efficient and effective (Van Greunen, 
Herselman, & Van Niekerk, 2010:3656).

An SCM system is required by legislation and is 
thus regulated regarding the legislation (Ambe 
& Badenhorst-Weiss, 2012b:11005; National 
Treasury, 2005). Section 217 of the Constitution 
of the Republic South Africa (1996) provides 
that when the government contracts for goods 
or services, it must do so in a way that is fair, 
equitable, transparent, competitive and cost-
effective (Van Greunen et al., 2010:3658). SCM 
is further regulated in terms of the Public 
Finance Management Act (PFMA) 1 of 1999, 
which promotes objectives of good financial 
management to maximise service delivery through 
the effective and efficient use of limited resources 
(Ambe & Badenhorst-Weiss, 2012b:11004).

The Municipal Finance Management Act (MFMA) 
56 of 2003 (SA, 2003a) is aimed at modernising 
budget and financial management practices 
to ultimately maximise the capacity of local 
government to deliver the necessary goods and 
services to the public (National Treasury, 2004). 
The MFMA provides for the establishment of 
SCM units in local governments. The Preferential 
Procurement Policy Framework Act (No. 5 of 

2000) (PPPFA) which is considered as a step 
forward in the process of procurement reforms, 
applies to all the public sector procurement 
systems in all three spheres of government 
(Ambe & Badenhorst-Weiss, 2012b:11004).

Public sector SCM can be defined as the 
strategy used by public sector organisations 
to acquire goods, services and development 
and construction projects suppliers (Ambe & 
Badenhorst-Weiss, 2012b:11009). Goods and 
services ought to be procured precisely and by 
the principles, as enshrined in section 217 of 
the Constitution (Ambe & Badenhorst-Weiss, 
2012b:11009). Thus, SCM is considered to be 
central to the government service delivery 
system as it encompasses critical activities 
that support service delivery (Cane, 2004:3).

The Framework for Supply Chain Management 
incorporates six elements (National Treasury 
2003:19). These elements are also applicable 
in the South African government SCM and 
they are as follows: demand management; 
acquisition management; logistics 
management; disposal management; risk 
management; and performance management.

The preceding is usually referred to as elements 
of the SCM system. These elements are enshrined 
in regulation 9 of 2005 of Supply Chain 
Management Regulations of the MFMA. These 
elements are also treasured in the PPPFA and are 
referred to as the components of SCM that make 
up the framework of the SCM system. They are 
further provided for in regulation 16A(3.2) of 
the 2005 Treasury Regulations for Departments, 
Trading Entities, Constitutional Entities 
and Public Entities (Bizana et al., 2015:670).

Furthermore, they are supported by the ideologies of 
justice, equitability, transparency, value for money 
and competitiveness (Bizana et al., 2015:670). 
These principles that underpin the elements of 
SCM are protected in the Constitution of the 
Republic of South Africa. Therefore, in SA, public 
sector SCM is guided by the principles enshrined 
in the Constitution and other pieces of legislation.

Following from the definition of public sector 
SCM and the preceding discussions on public 
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sector SCM in SA, it becomes apparent that SCM 
in public sector revolves around municipalities 
since they are charged with the duty of service 
delivery. Although the Constitution provides 
for the principles relevant across all spheres of 
government, for the purpose of this study, the focus 
will be placed in the local sphere of government, 
otherwise referred to as municipalities. Although 
SCM has been employed as a strategic tool, public 
procurement is still faced with several challenges 
(Ambe & Badenhorst-Weiss, 2012a:249). These 
challenges faced by municipalities are detrimental 
to their ability to execute their constitutional 
objective of providing effective service 
delivery to the communities (Bizana, 2013:8).

Challenges of SCM
Non-compliance with SCM legislation
SCM is regulated by several pieces of legislation, 
however, despite this plethora of legislation, there 
is still non-compliance. For instance, in the period 
of 2012-2013, 90% of the auditees had findings of 
non-compliance with legislation which greater 
portion related to SCM (Auditor General, 
2014:19). According to the Auditor General (AG) 
in the 2016 media release, there has been little 
improvement in the past four years in addressing 
uncompetitive or unfair procurement processes 
which are required by legislation (Auditor General, 
2016:6). The AG further added that there is little 
progress with regards to ensuring compliance 
with the legislation on awarding tenders to close 
family members of employees and councillors 
(Auditor General, 2016:6). This demonstrates 
clear contravention of the section of 217 of the 
Constitution and other pieces of legislation 
that seek to give effect to the said section. Non-
compliance with the SCM legislation has also 
lead to irregular expenditure (Auditor General, 
2016:7). Irregular spending is spending that was 
not implemented in the method as mandated 
by legislation (Auditor General, 2016:47).

Lack of proper knowledge, skills and capacity
Matolong (2015:33) asserts that officials who 
possess the knowledge, who are well vested with 
skills and empowered can play a central part in the 
application of an SCM strategic plan. The AG stated 
that the competency levels of key officials such as 
those in managerial positions affect the financial 
performance of municipalities (Auditor General, 

2016:9). Although SCM officials have received 
capacity building in the past years, municipalities 
endure bad audit critics and outcomes from the 
office of the AG (Migiro & Ambe, 2008:241). 
Inadequate skills and capacity are considered 
as a prevalent obstacle to the success of public 
sector SCM in SA (Ambe & Badenhorst-Weiss, 
2012:250). The National Treasury also renders 
assistance to the SCM officials thereby helping 
with the development of training materials to 
government departments and municipalities 
(Ambe & Badenhorst-Weiss, 2012a:250).

Inadequate planning and linking demand to 
budget
This relates to demand management. Demand 
management is a crucial element of the SCM 
procedure through which departments should 
procure effectively and efficiently (Ambe & 
Badenhorst-Weiss 2012a:251). For the preceding to 
happen, there must be proper scheduling through 
integrating the demand to financial planning 
(Ambe and Badenhorst-Weiss 2012b:11010). 
However, certain departments continue to 
face the problem of lack of proper scheduling 
and prioritisation of the needs to the budget 
(Ambe & Badenhorst-Weiss, 2012b:11010). 

Fraud, Corruption, inefficiency and political 
interference
Despite the comprehensive legislation that 
regulates SCM, misappropriation of funds, fraud 
and corruption remain a great problem in South 
African SCM processes (Ambe and Badenhorst-
Weiss, 2011:85). Fraud and corruption and other 
administrative malpractices within government 
hamper with SCM (Ambe and Badenhorst-Weiss, 
2012b:11010). According to Mahlaba (cited 
by Ambe and Badenhorst-Weiss, 2012a:251), 
fraudulent expenditures and corruption cost South 
African taxpayers a lot of money. Consequently, 
this led to the enactment of legislation that 
provided for the establishment of fraud fighting 
institutions such as Director of Special Operations 
(Scorpions), the Assets Forfeiture Unit, the Public 
Protector’s office, Commercial Crime Unit but to 
name a few. According to Ambe and Badenhorst-
Weiss, 2012a:251, about 20% of the government’s 
procurement budget was wasted because the 
officials fraudulently and corruptly utilise state 
funds through over-spending on products and 
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services or failure to monitor expenditure. 
Interference by politicians is among the challenges 
that SCM is faced with as SCM officials are 
forced to deviate from procurement processes 
and legislation (Bizana, 2013:35). Tshamaano 
(2012:49) further states that politicians do interfere 
with procurement process because they offer 
officials kickbacks to award tenders in their favour.

This problem is exacerbated by the failure of the 
local government audit committee to perform 
its functions. It is required of each municipality 
to have an independent audit committee, 
which shall serve as the advisory body to the 
accounting officer with regards to the financial 
management regulations (Matolong, 2015:30).

Inadequate monitoring and evaluation
As has been stated, every supply chain management 
ought to cater for an operative internal control 
strategy to determine, based on retrospective 
analysis, whether all the prescribed processes 
are being adhered to (SA, 2005: Regulation 42). 
Ineffective monitoring and evaluation instruments 
are linked to the lack of control mechanisms 
(Ambe & Badenhorst-Weiss, 2012a:251). The 
poor control mechanisms and inadequate 
application of appropriate consequences for 
breach of legislation lead to other problems such as 
irregular expenditure (Auditor General 2014:19). 
The AG further stated that the significance of 
control mechanisms cannot be stressed enough 
as they are important tools to reduce the abuse 
of public resources (Auditor General, 2016:19).

The AG has also stated that due to a lack of 
appropriate control mechanisms, municipalities 
have entered into transactions that were contrary 
to the provisions of the necessarily applicable 
legislation that are referred to as irregular 
expenditure (Auditor General, 2014:19). The 
municipalities should have the mechanisms to 
also detect fruitless and wasteful expenditure 
(Auditor General, 2016:49). Fruitless and wasteful 
expenditure over the period of 2014/15 was more 
than R1 billion higher than expenditure from 
2010/11, and this was incurred in a number of 
municipalities (Auditor General, 2016:7). This 
demonstrates that there are inadequate control 
measures to detect irregularities in the SCM process. 

Lack of enforcement
The office of the AG has identified poor 
corrective measures for under performance 
and transgression as one of the root causes of 
poor audit feedback (Auditor General, 2014:80). 
Furthermore, the AG has noted that a lack of 
consequences became manifest in the findings 
which revealed that investigations into fruitless 
and wasteful expenditure were not done for a high 
number of auditees (Auditor General, 2016:80). 
The office of the AG also alleged that ineffective 
responses pertaining to the increased levels 
of non-compliance, poor audit reports, SCM 
transgressions and unauthorised, irregular as well 
as fruitless and wasteful expenditure demonstrate 
a lack of consequences in local government for 
poor performance and transgressions (Auditor 
General, 2016:9). Therefore, it is apparent 
that failure to take enforcement measures 
against those who violate the SCM legislation 
remains a challenge in local municipalities.

ProBlem statement
Since recognising Supply Chain Management 
(SCM) as an important area in South African 
government, skills development programmes 
have been introduced within several domains 
of government to equip practitioners with 
appropriate skills and knowledge (Ambe 
& Badenhorst-Weiss, 2012b:11010). That 
notwithstanding, execution of SCM remains 
a challenge, and these challenges originate 
from defiance from policies and regulations, 
peccadilloes, fraud and exploitation, deficiency in 
ability, scanty monitoring, and evaluation as well 
as the conflict of interest (Ambe & Badenhorst-
Weiss, 2012b:11010). The National Treasury 
(2015:4) stated that SCM in the public sector 
in South Africa is flawed due to the continuous 
allegations of exploitation and inefficiency. It is 
evident that service delivery protests are indicative 
that communities are not satisfied with service 
delivery and that the quality and quantity they 
expect to meet their needs are not met (National 
Treasury, 2015:4). According to the National 
Treasury Department, SCM in the public sector 
is faced with several issues that hinder it from 
performing effectively and efficiently (National 
Treasury, 2015:4). Firstly, the significance of 
SCM is misinterpreted and not well understood 
by those working in the system. Secondly, the 
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organisational structures and systems within 
which SCM takes place are often not ideal, 
with inexperienced or under-skilled leadership 
and lack of capacity. Thirdly, the policies and 
regulations are often confusing and cumbersome 
(National Treasury 2015:5). Furthermore, there 
are few noticeable consequences for those 
who fail to perform at their required level and 
according to prescribed performance standards.

Although the procurement system on local 
government level is covered mainly by the 
Municipal Finance Management Act 56 of 2003 
(SA, 2003a), it has previously been reported 
that several municipalities countrywide have 
been hit with service delivery protests that are 
mostly caused by bigoted tendering systems 
(SA, 2003a). Other barriers hindering sound 
SCM are a conflict of interest in the structure 
of tender committees and the complexity 
of the PPPFA Act 5 of 2000 (SA, 2000).

It is evident that the current public sector 
SCM falls short of the requirements of 
section 217 of the Constitution and other 
legislative requirements and presents several 
undesired challenges. Furthermore, an 
efficient and intelligent public sector SCM 
system can help to overcome the challenges 
above presented by the current SCM system.

researCH metHodologY and PIlot 
studY
The study collected data using a structured 
questionnaire. The questionnaire comprised 
Likert-scale questions to obtain the necessary 
information for the study and provided the 
respondents with four options to choose from 
when answering each of the asked questions 
on the questionnaire. The questionnaire 
comprised two sections namely, Section I: 
Biographical and general information, and 
Section II: The existence of SCM within 
the Budget and Treasury Office (BTO). The 
questionnaire was also subjected to a pilot test.

A pilot study enables researchers to acquaint 
themselves with the study they are embarking 
on, and it is used to test the effectiveness of the 
proposed measuring tool and if need be, adjust 
it to fit the purpose (Strydom, 2011:236). For the 

purpose of this study, a pilot study with three 
respondents was undertaken within Tlokwe Local 
Municipality to test the questionnaire. The findings 
of the pilot study indicated that the measuring tool 
that was proposed for the study was effective and 
relevant as the pilot study respondents were able 
to participate without any presented difficulties.

As this study focused on investigating the 
SCM system of Tlokwe Local Municipality, 
the employees at the municipality that worked 
directly in or with SCM formed part of the study 
population. Convenience sampling was used 
because of its ease to collect the data as well as the 
cost effectiveness thereof. Here only respondents 
that dealt directly with procurement were 
selected to partake in the study. The participation 
in the survey was voluntary anonymous. The 
study comprised 70 respondents from Tlokwe 
City Council and this sample could be viewed as 
a representation of the larger population of the 
employees in the council as the sample was diverse 
regarding its composition. The sample then 
consisted of 70 respondents, and 57 completed 
and usable questionnaires were returned 
signifying an 81.4%% response rate. The North-
West University Statistical Consultation Services 
were captured and analysed the data using the 
Statistical Analysis System (SAS Institute, 2005).

data analYsIs and InterPretatIon
SECTION I: BIOGRAPHIC AND GENERAL 
INFORMATION OF RESPONDENTS
This section reports on biographic variables 
such as the gender, age group, highest 
qualification, position/role/job title, and 
the domain in which the positions are.

In terms of the age group, the largest group of 
respondents were between the ages of 40 – 49 
years (30%) followed by 26% between the ages 
of 30 – 39 years. The researcher also sought to 
understand the education level of the respondents, 
thus enquiring about their highest qualification. 
The results indicated that 39% of the respondents 
are in possession of a diploma qualification 
in their respective areas of employment. 
Respondents that reported to be in possession of a 
postgraduate qualification were 28% while 18% of 
the respondents indicated that they hold a degree. 
10% and 5% of the respondents reported being in 



868
WWW.IBC-CONFERENCE.COM

possession of matric and other qualifications. The 
positions, roles and job titles of the respondents 
were explored to confirm that they are actually in 
the managerial positions as outlined in the criteria.

From the findings, it can be concluded that 37% 
of the respondents are in management positions 
while 21% of the respondents reported that they are 
in assistant management positions. Those that are 
employed as administration officers constituted 
16% while 14% are in management positions. 
Those that serve as administration assistants made 
up 11%, and those in chief administration officers 
and supply chain practitioner positions stood at 
5% each. Senior administration officer and section 
56 managers made up 3% and 2% respectively.

Respondents were also required to indicate 
their domains in the municipality. Figure 
1 illustrates the findings. Figure 1 indicates 
that 44% of the respondents are within the 
middle management domain and those 
in junior management made up 32%.

Reliability of the data
The Cronbach Alpha coefficients were calculated 
because of its focus on the average correlation 
between variables in a study (Struwig & Stead, 
2013:132). This means that as the value of the 
Cronbach Alpha coefficient increases, so does 
the value of internal consistency and this also 
increases the reliability of the constructs in the 
questionnaire (Struwig & Stead, 2004:133). 
The three constructs as indicated in the table 

below were designed into the questionnaire, 
based on the literature review. Table 1 below 
illustrates constructs in the questionnaire 
against coefficients of the Cronbach Alpha.

The coefficients are above 0.7 thus advocating the 
inclusion of the constructs in the questionnaire 
and the data as reliable (Nunnally & Bernstein, 
1994:265). The next section focuses on the existence 
of SCM within the Tlokwe Local Municipality.

taBle 1: CronBaCH alPHa CoeffICIents of 
tHe ConstruCts

No. Construct Cronbach Alpha 
Coefficients

1 Effectiveness of SCM 
elements 0.91

2 Challenges within the 
SCM unit 0.82

3 Human Resources 
within the SCM unit 0.74

SECTION II: THE EFFECTIVENESS OF SCM 
WITHIN THE BUDGET AND TREASURY 
OFFICE IN TLOKWE LOCAL MUNICIPALITY
In this section, investigating SCM in Tlokwe 
Local Municipality, the respondents were 
expected to rate each given statement on a Likert 
scale ranging from 1(very poor) to 4 (very good).

The SCM unit
This construct aimed to determine the overall 
effectiveness of the SCM unit in Tlokwe Local 
Municipality. The results are presented in table 2.

fIgure 1: domaIn
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Table 2 above depicts the respondents’ 
perceptions regarding the effectiveness of the 
SCM unit within the municipality. A number of 
respondents indicated that the effectiveness of the 
SCM unit is poor and very poor with 53% and 
19% respectively. The mean score of (x̅) 2.14 was 
established and the standard deviation was s=0.78.

The effectiveness of various elements in the SCM unit

In this section, the aim was to establish the 
effectiveness of various elements within 
SCM in the municipality. There were six 
elements, and the findings are as follows:

Performance management was the element with 
the lowest mean score of 2.17. This indicates 
that it is the least effective element within the 
SCM system. A combined 70% of respondents 

indicated this element as poor and very poor. The 
findings indicate that the effectiveness of demand 
management was the second lowest mean with 
x=2.24 as 53% of the respondents rated it as 
poor, 12% rated it as very poor. On the element 
which focused on acquisition management 
51% of the respondents stated that it was poor 
while 12% indicated that it was very poor. The 
acquisition management element created a mean 
score of x=2.31 and a standard deviation of 0.78.

When questioned about risk management a 
combined 63% of the respondents indicated that 
the element in question was poor and very poor, 
while 30% of the respondents were of the opinion 
that the element is decent. The overall mean score 
of the effectiveness of various elements within 
SCM is 2.29 which indicates a “good” score.

taBle 2: tHe sCm unIt

The sCm unit

likert scale & frequency (%)

mean stdVe
ry

 
po

or

Po
or

 

g
oo

d 

Ve
ry

 
go

od

1 2 3 4

2.1
How would you rate the overall 
effectiveness of the SCM unit in 
Tlokwe Local Municipality?

19 53 23 5 2.14 0.78

taBle 3: tHe effeCtIVeness of elements In tHe sCm sYstem

The effectiveness of elements in the sCm 
system

likert scale & frequency (%)

mean stdVe
ry

 
po

or

Po
or

 

g
oo

d 

Ve
ry

 
go

od

1 2 3 4
3.1 Demand management 12 53 33 2 2.24 0.68
3.2 Acquisition management 12 51 30 7 2.31 0.78
3.3 Logistics management 12 42 39 7 2.40 0.79
3.4 Disposal management 12 47 35 5 2.33 0.76
3.5 Risk management 10 53 30 7 2.33 0.76
3.6 Performance management 21 49 21 9 2.17 0.86

taBle 4: Control measures

Control measures
strongly 
disagree disagree agree strongly 

agree mean std
1 2 3 4

4.1 Are there effective control 
measures in place? 11 47 37 5 2.36 0.74
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Control measures
The objective was to explore whether 
there are effective control measures within 
the SCM system in the municipality. The 
findings are depicted in Table 4 below.

Table 4 indicates that a combined 58% of the 
respondents disagree and strongly disagrees 
that there are effective control measures in 
place while 37% of the respondents agree 
that there are effective control measures.

Challenges within the SCM unit
This construct was aimed at understanding the 
challenges that are faced by the SCM unit in 
the municipality and the findings are depicted 
in Table 5 below. The figures are analysed 
in numerical order in the interpretation.

Table 5 above summarises the challenges 
experienced within the SCM system in 
the municipality. When enquiring about 
the effects of political interference in the 
functioning of the SCM unit 46% and 26% of 
the respondents indicated that they agree and 
strongly agree, that political interference has 
a negative effect on the unit with a mean score 
of x=2.89 and a standard deviation of 0.90.

When enquiring about the professionalism of 
employees in the SCM unit, the findings recorded 
that a combined 74% disagrees and strongly 
disagrees that employees portray any traits of 
professionalism. There was a mixed response 
with regards to whether employees’ adherence 
to policies, rules, and regulations as stipulated in 
the MFMA as 38% and 37% indicated that they 
disagree and agree, respectively. The study further 
questioned whether the SCM unit delivered 
services on time. The findings were rather 
intriguing as a combined 80% of the respondents 
disagree and strongly disagree with the notion 
that SCM unit does not deliver services on time. 
A lowest mean score of x=1.85 was calculated, 
indicating that delivering services on time is 
the biggest challenge within the SCM unit.

Transparency within the unit was also 
questioned, and a significant 73% of the 
respondents indicated that they disagree and 
strongly disagree that there is transparency in the 
procurement process. Respondents that reported 
their disagreement regarding the promotion of 
accountability made up 37% and 25% reported 
that they disagree and strongly disagree.

An overall mean score of 2.25 indicates the 

taBle 5: CHallenges

Challenges
strongly 
disagree disagree agree strongly 

agree mean std
1 2 3 4

5.1
Does political interference 
have a negative effect the 
functioning of the SCM unit?

9 19 46 26 2.89 0.90

5.2 
Do employees show 
professionalism in the SCM 
unit?

25 49 17 9 2.10 0.88

5.3

Do employees adhere to 
policies, rules, and regulations 
as stipulated in the MFMA 
(Municipal Finance 
Management Act)?

16 38 37 9 2.38 0.86

5.4 Does the SCM unit deliver 
services on time? 40 40 12 7 1.85 0.89

5.5 Does the unit promote 
transparency in procurement? 24 49 18 9 2.10 0.88

5.6 Does the SCM unit promote 
accountability? 25 37 32 5 2.15 0.88
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respondents’ views on challenges are satisfactory.

Human resources
In this section, the researcher sought to 
understand the capability of the human 
resources section within the SCM unit to 
adequately perform their delegated tasks 
as required by their job specifications. The 
findings are depicted in Table 6 below.

With regards to the question whether there 
is adequate capacity to deal with SCM within 
the municipality, a combined 60% of the 
respondents indicated that they disagree and 
strongly disagree that there is adequate capacity 
in the municipality. A mean score as x=2.28 and 
a standard deviation of 0.94 was calculated. On 
the effectiveness of the leadership within the 
SCM unit, a combined 72% of the respondents 
indicated that they do not perceive the leadership 
as effective. A lowest mean score of x=2 was 
calculated within the human resource construct.

When asking whether the employees within the 
unit are skilled enough, 49% of the respondents 
indicated that they agree that the employees are 

skilled, while 33% disagreed. The study required 
that the respondents comment on the training 
of those employees that are directly dealing with 
procurement. On this question, a combined 51% 
of the respondents indicated that they disagree 
that the employees are adequately trained while a 
considerable 49% indicated that they agree that the 
employees are adequately trained. An overall mean 
score of 2.33 for human resources is satisfactory.

Service delivery
Service delivery was explored to understand 
the relationship that exists between poor SCM 
systems and service delivery. Respondents 
had to indicate whether poor SCM systems 
impact negatively on service delivery. Table 
7 below depicts the findings in this regard.

As depicted in Table 7, a noticeable 91% of 
the respondents indicated that they agree and 
strongly agree that poor SCM systems result in 
poor service delivery. A mean score of x=3.47 
and standard deviation is 0.80 were recorded. 
In essence the data depicts that there are 
problems within the SCM unit. The majority of 
respondents rated the effectiveness of SCM unit 

taBle 6: Human resourCes

Human resources
strongly 
disagree disagree agree strongly 

agree mean std
1 2 3 4

6.1
Is there adequate capacity in 
Tlokwe Local Municipality to 
deal with SCM?

23 37 30 10 2.28 0.94

6.2 Is there effective leadership 
within the SCM unit? 32 40 24 3 2 0.84

6.3 Are there employees within 
the SCM unit skilled enough? 9 33 49 9 2.57 0.77

6.4

Are the SCM practitioners/ 
employees dealing directly 
with procurement adequately 
trained? 

9 42 44 5 2.45 0.73

taBle 7: serVICe delIVerY

service delivery
strongly 
disagree disagree agree strongly 

agree mean std
1 2 3 4

7.1
Do poor SCM systems have 
a negative impact on service 
delivery?

5 3 30 61 3.47 0.80
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as poor, furthermore the elements were also 
rated as ineffective. Most respondents indicated 
that poor SCM results in poor service delivery.

Correlations
Correlation is concerned with positive 
relationship that is established between variables 
and not the effects the variables have on each 
other (Fouché, Delport & De Vos, 2011:96). 
This study employed the Spearman correlation 
coefficient because the data are non-parametric in 
nature (Field, 2009:179) Table 8 below shows the 

correlation between variables from the findings.

The most important correlations from Table 8 
above indicate that control measures (question 
4.1) are positively correlated to the overall 
effectiveness of the unit (question 2.1) (r=0.602; 
p≤0.05). Effective control measures (question 4.1) 
also correlated positively with the effectiveness 
of the various elements within the SCM system 
(question 3) (r=0.619; p≤0.05). The human 
resources construct (question 6) is also positively 
correlated to the effectiveness of the elements within 
the SCM system (question 3) (r=0.624; p≤0.05).

ConClusIons
Tlokwe Local Municipality has an established 
SCM unit. Various responses were received 
and the overall mean score for the effectiveness 
was found to be 2.14. This suggests that the 

taBle 8: CorrelatIons

 

Spearman’s 
rho

Q2.1 Q4.1 Q7.1 sec3 sec5 sec6

Q2.1 
Overall 

effectiveness

Correlation 
Coefficient 1.000 .602** -.226 .556** .647** .546**

Sig. (2-tailed)   .000 .091 .000 .000 .000
N 57 57 57 57 57 57

Q4.1 
Effective 
control 

measures in 
place 

Correlation 
Coefficient .602** 1.000 -.179 .619** .415** .484**

Sig. (2-tailed) .000   .182 .000 .001 .000

N 57 57 57 57 57 57

Q7.1 
Does poor 

SCM system 
impact on 

Service 
delivery 

Correlation 
Coefficient -.226 -.179 1.000 -.169 -.098 -.092

Sig. (2-tailed) .091 .182   .208 .466 .498

N 57 57 57 57 57 57

Sec3 
SCM elements

Correlation 
Coefficient .556** .619** -.169 1.000 .589** .624**

Sig. (2-tailed) .000 .000 .208   .000 .000
N 57 57 57 57 57 57

Sec5 
Challenges 
within the 
SCM unit

Correlation 
Coefficient .647** .415** -.098 .589** 1.000 .701**

Sig. (2-tailed) .000 .001 .466 .000   .000
N 57 57 57 57 57 57

Sec6 
Human 

Resources

Correlation 
Coefficient .546** .484** -.092 .624** .701** 1.000

Sig. (2-tailed) .000 .000 .498 .000 .000  
N 57 57 57 57 57 57

guidelines
0.1 Small Correlation
0.3 Medium 

Correlation
0.5 Large Correlation
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effectiveness of the SCM unit needs improvement. 
Six elements within the SCM unit were identified, 
the worst rated element was performance 
management which obtained the lowest mean 
score of 2.17. This could be due to various factors 
such as poor management in the municipality 
and more precisely in the SCM unit. Employees 
do not seem to understand the SCM system 
as they do not show professionalism and there 
is also a lack of transparency. These may be 
indicators of a bigger problem within the unit, 
and this is indicated by a low mean score for 
both professionalism and transparency at 2.10. 
The analysis shows that 58% of the respondents 
rated the control measures as insufficient, thus 
control measures within SCM are not adequate. 
However, there could be many reasons for these 
findings such as respondents comparing the 
control measures with those from their previous 
workplaces or with what they have seen elsewhere.

Challenges within the SCM unit in the Tlokwe 
Local Municipality that were explored found 
that various factors affect the SCM unit. 72% of 
respondents agreed that political interference 
affects the functioning of the SCM system, 
80% contested that service delivery was not 
on time, these findings could be attributed 
to many reasons, such as ineffective SCM 
systems and poor management of the unit.

Regarding human resources, it was found that 
there is no adequate capacity to deal with SCM 
in the municipality. It was further found that 
there is no effective leadership, although it was 
found that most employees within the SCM 
unit were skilled enough to function. Employees 
dealing directly with procurement in SCM are 
not adequately trained. From the analysis, over 
90% of the respondents believed that poor SCM 
has a negative impact on service delivery. With 
such a high percentage, it can be concluded that 
poor or ineffective SCM systems will have a 
negative impact on service delivery which could 
lead to service delivery protests. This illustrates 
the importance of effective SCM systems.

The analysis of the findings revealed that an SCM 
unit does exist in Tlokwe Local Municipality. Its 
effectiveness was, however, questionable as most 
respondents indicated that it was inadequate. 

The management elements were mostly found 
to be on average with performance management 
being the one that appears to be neglected. 
According to Bizana (2013:50), performance 
management is concerned with ensuring 
that proper channels were followed when 
procuring goods. If this element is neglected, it 
may result in dysfunctions within the system.

It was also captured that the employees do 
understand the functioning of SCM. However, 
they lack professionalism, as revealed by the 
findings. It was also exposed that, among the 
presented challenges, political interference and 
delivering services on time was most significant. 
Service delivery relies mostly on the effectiveness 
and good coordination of the SCM unit. Most 
respondents indicated that service delivery is not on 
time and that transparency and accountability are 
not promoted in the municipality. Accountability, 
fraud, and corruption are said to be more common 
in SCM systems (Motuba, 2014:27), which can 
be contributing factors that can hamper service 
delivery negatively. Thus ineffectiveness on the 
unit appears to result in service delivery protests, 
as this seems to be the case in many municipalities.

Human resource was also explored with the 
majority of the respondents indicating that the 
municipality does not have adequate capacity to 
deal with the SCM unit. Motuba (2014:25) and 
Matolong (2015: 33) outlined the dangers that may 
come with lack of proper knowledge, skills, and 
capacity. An improvement in these could provide 
for a more effective SCM system. In contrast, a 
majority of the participants believed that the 
employees within the SCM were adequately skilled.

The leadership in the SCM unit was found to 
be ineffective with over 70% of the participants 
attesting to this effect, and control measures 
are lacking as most respondents rated it as 
ineffective. The majority of the respondents 
reported that poor SCM systems would 
have a negative impact on service delivery.

reCommendatIons
Two sets of recommendations are made. 
First, recommendations for the SCM unit 
in Tlokwe Local Municipality, and secondly, 
recommendations for future research.
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Recommendations for the SCM unit in Tlokwe 
Local Municipality
The following recommendations are 
made that could positively influence 
the functioning of the SCM unit:

•	 Improve on existing control measures as that 
will ensure the effectiveness of the unit. This 
will also help control corruption and fraud;

•	 The six elements of management need to be 
improved on, in particular, the performance 
and demand management elements;

•	 The SCM unit needs to function independently 
but in line with policies, rules, and regulations;

•	 Employees need to be sent for training to 
improve their capabilities which will, in turn, 
improve the functioning of the SCM and 
ultimately, service delivery;

•	 Employees need to be well trained with regards 
to professional conduct, and its importance 
should be emphasised and monitored to 
ensure that they exercise professionalism as 
stipulated;

•	 Employees need to be trained on the policies, 
rules, and regulations that guide SCM and its 
functioning;

•	 Since political interference was found to be a 
major contributing factor to the dysfunction 
of the SCM systems, it is therefore 
recommended that politicians be sufficiently 
inducted with regards to their role in local 
government, which in essence is to provide 
political leadership and play an oversight role, 
so as to minimize interference in the SCM 
systems;

•	 The unit needs to improve and work on 
delivering services on time and that the 
delivered services are to the benefit of the 
community and population they serve;

•	 Accountability needs to be advocated within 
the municipality as that will ensure that 
employees pay attention to their job as they 
know that they have to account for their work;

•	 The SCM unit could develop a means 
to appraise and recognise those who are 
doing exceptionally well. This will improve 
performance and motivate other employees 
to work harder;

•	 The municipality must ensure that they have 
adequate capacity to deal with SCM ensuring 
that they support employees by proving them 
with all the resources they need to execute 
their duties as expected;

•	 The leadership within the SCM unit needs 
to be capacitated with knowledge, skills, and 
tools to guide the unit into the right direction 
as this would be in the best interest of the unit, 
and for the municipality; and

•	 Policies, rules, and regulations guiding SCM 
should be reviewed and scrutinised for any 
loopholes which may be contributing in any 
way on the effectiveness of SCM.

Recommendations for future research
The recommendations for future researchers are:

•	 Other studies could explore SCM in other 
municipalities and then compare the findings 
to the ones in this study;

•	 The criteria for selecting respondents could 
be broadened to cater for employees in other 
positions in the SCM unit provided that they 
are directly involved with SCM;

•	 The study could include those that are affected 
by service delivery, to obtain their views on 
the functioning and effectiveness of SCM, and

•	 The researcher could utilise more data 
collection tools, such as interviews.

lImItatIons
The finding of this study is based on one 
municipality. This means that the results can only 
be operationalised in this municipality. Although 
the results have identified specific areas where other 
municipalities could also be performing weakly, 
their performance should first be investigated. 
This study does, however, point to possible and 
even probable problem areas in SCM, in general, 
that could also be evident in other municipalities.
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aBstraCt
Sasol is a fast-growing international petrochemical 
company with its roots in South Africa. After 
implementation of a new Sasol business model, 
the “recordable incident case rates” (a measure 
of safety performance of the Sasol chemical 
operations) increased dramatically. This paper 
describes a research project attempting to 
understand the factors that led to this rise in the 
recordable case rate. The aim of the research was 
to test the influence, if any, that restructuring the 
business had on the safety performance of Sasol’s 
chemical operations. 110 employees from one 
division of Sasol’s chemical operations completed 
a self-constructed questionnaire to test whether 
there is a linear relationship between the four 
constructs restructuring, job insecurity, risk-taking 
behaviour and workplace injuries. Correlations 
and structural equation modelling were used. 
The results of this study confirm that there was 
a moderate relationship between restructuring, 
job insecurity and workplace injuries. The results 
of this study confirmed previous research that 
suggests that restructuring is related to safety 
performance. Management implications are 
that an organisation-wide diagnosis needs to 
be carried out and that change management 
and communication need more attention 
during restructuring to address job insecurity. 

Keywords: restructuring, Job insecurity, Work-
place injuries, safety

IntroduCtIon
Restructuring is a common phenomenon in 

business. This paper describes a study that 
was conducted to determine the influence that 
restructuring has on the safety incidence rate, 
commonly referred to as “recordable case rate” 
(Hurtado & Redlinger, 2016; 2017:183), of a 
chemical organisation. Sasol is a fast-growing 
international petrochemical company with its 
roots in South Africa. On 1 July 2014, Sasol’s 
new value chain-based operating model came 
into effect, in which the Sasol group is organised 
into two upstream business units, three regional 
operating hubs, and four customer-facing strategic 
units, supported by fit-to-purpose functions. The 
change to the new model was done by conducting 
a total restructuring of the Sasol group in South 
Africa. The restructuring was done in phases, 
affecting the entire group, and new business units 
were established. The restructuring of the units led 
to the reassignment of employees to alternative 
positions and, where needed, re-training them. 
Some personnel were offered the opportunity 
to apply for voluntary retrenchment packages. 
The remaining workforce was redeployed and 
personnel that could not be placed were retrenched. 

Safety performance at Sasol is traced by the 
recordable case rate (RCR), a mathematical 
calculation that describes the number of 
employees per 100 employees who have been 
involved in a recordable injury or illness, 
measured over a specific time frame (Zheng et 
al., 2017:14). The Bird Triangle (German, Bird 
& Labuschagne, 2011:184) gives the typical ratio 
between the fatality rate, lost workday cases and 
recordable injuries. Therefore, it is important 

tHe effeCt of restruCturIng on safetY at a 
PetroCHemICal ComPanY
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to manage all potential negative impacts on the 
organisation’s recordable case rate in order to 
reduce the risk of employee injuries and fatalities. 

Psychological antecedents of job insecurity have 
been widely researched (Konig, Probst, Staffen & 
Graso, 2011:150; Vander Elst, Van den Broeck, De 
Cuyper & De Witte, 2014:691). In terms of possible 
effect of job insecurity on safety behaviour, Storseth 
(2006:547) linked job insecurity with risk-taking 
behaviour, with type of contract (De Cuyper & 
De Witte, 2007:82) with other demographical 
variables such as age, tenure and organisational 
level (Cheng & Chan, 2008:291; Scott-Marshall, 
2010:330) and with safety performance 
(Landsbergis, Grzywacz & LaMontagne, 
2014:513; Probst, Jiang & Graso, 2016:54). 

Studies on precedents of safety performance 
have correlated levels of precarious 
employment (casual labour) with incidences 
of workplace injury and more severe 
injuries (Underhill & Quinlan, 2011:412).

Important mediators on the relationship 
between job insecurity and safety behaviour 
were found to be organisational safety climate 
(Probst, 2004:10) and degree of job control of 
workers experiencing job insecurity (Schreurs, 
van Emmerik, Notelaers & De Witte, 2010:66).

Problem investigated
During the time of the implementation of the 
new Sasol business model, unpublished internal 
records suggest that the recordable case rates 
of the Sasol chemical operations increased 
dramatically. Therefore, it is important to 
understand the factors that could lead to this as 
yet unexplained sharp rise in the recordable case 
rate. Since restructuring in large organisations is 
often not a once-off phenomenon, the rationale 
of the research was to use the learning points 
from this specific restructuring project to ensure 
that any adverse effect of this project be addressed 
in future restructuring projects. The aim of this 

research is therefore to test the influence, if 
any, that the restructuring of the business had 
on the safety performance of Sasol’s chemical 
operations, and to explain such influence 
so that these factors could be proactively 
addressed in any future restructuring projects. 

Research objectives
The primary objective of the research was 
to propose and test a mechanism explaining 
the sharp rise in safety incidents during 
restructuring at a South African petrochemical 
company. The overall hypothesis is that there 
are relationships between restructuring, job 
insecurity, risk-taking behaviour and workplace 
injuries. The following hypotheses were tested:   

•	 Hypothesis 1: Restructuring is positively 
related to job insecurity.

•	 Hypothesis 2: Job insecurity is positively 
related to risk-taking behaviour.

•	 Hypothesis 3: Risk-taking behaviour is 
positively related to workplace injuries.

These hypotheses are graphically illustrated in 
Figure 1. 

lIterature reVIeW
The literature review covers each of the constructs 
of interest in this study. Although most sources 
are recent, some older studies were also consulted 
in which the same constructs were tested during 
restructuring projects that took part at the time. 

Restructuring as a strategy
Corporate restructuring emerged in the developed 
world in the 1980s due to changing legislation 
and economic circumstances (Kim, Hoskisson 
& Tihanyi, 2004:45), as a correction for over-
diversification of the organisation (Markides, 
1995:115) and to maximise synergetic use of 
common resources (Collis & Montgomery, 
1997:130). At the end of the 20th century, 
it spread via Korea to the developing world 
(Rowlinson, Hassard & Decker, 2014:272). The 

fIgure 1: HYPotHesIsed PredICtIon model
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largest benefit reported was generally long-
term profit through improved focus (Zhao, 
Michalisin & Stubbart, 2011:28). In most cases, 
restructuring as a strategy is triggered by changes 
in the business environment (Sánchez-Riofrío, 
Guerras-Martín & Forcadell, 2015:1948).

The Sasol restructuring process was 
initiated because of economic pressures. 
A number of factors contributed to this.

•	 The petrochemical industry is inextricably 
linked to the oil price, and with the average 
price of Brent crude oil dropping from 
$107.75 per barrel in January 2014 to $48.42 
in January 2015 (Monthly Energy Review, 
2016), the pricing of final products was under 
severe pressure. 

•	 At the same time, electricity cost, a major 
percentage of manufacturing cost, increased 
dramatically between 2003 and 2016 (Monthly 
Energy Review, 2016). 

•	 The demand index (final products) dropped 
from 114 to 110 in 2014 (Eurostat, 2016). This 
has a direct impact on the demand for Sasol 
products and results in a further decline in 
income for the Sasol operations. 

•	 Wage demands were causing minimum wages 
to increase at a much higher rate than the 
inflation rate in South Africa (Seekings & 
Nattrass, 2016:32).

•	 In some industries to which Sasol supplies, 
such as the agricultural and mining industries, 
where Sasol supplies fertiliser and explosives, 
specific economic pressures existed (Eurostat, 
2016).

The combination of these economic factors 
placed Sasol in an economic situation that 
necessitated the restructuring of its operations. 
Other factors also influenced the decision to 
restructure Sasol’s South African operations: 
Under these count political uncertainty, 
electricity disruptions, fluctuating exchange 
rates (Sasol being a major net exporter) and the 
global economic slowdown (Eurostat, 2016).

Various methods of restructuring are employed. 
These include portfolio-restructuring activities, 
such as mergers, acquisitions, sell-offs and spin-

offs (Jianwen, 2004:21), structural restructuring 
within a company, such as business process 
reengineering and implementation of matrix 
structures (Augusto-Felício, Caldeirinha & 
Ribeiro-Navarrete, 2015:798; Victor & Joe, 
2015:6) and redeployment or retrenchment of 
staff (Boreiko & Murgia, 2016; Barbero, Ramos 
& Chiang, 2017). The restructuring strategies 
that change corporate focus are diversification, 
down-scoping, core expansion and complete 
refocusing (Zhao et al., 2011:34). Other forms 
of restructuring include upgrades of production 
processes, international processes and structures 
and communication, (Tamošiūnas, 2015:6), 
business transfers and successions (Tamošiūnas, 
2015:6), closure and/or bankruptcies (Eurostat, 
2016), relocation of the business (Galbraith, 
Rodriguez & DeNoble, 2008:184), offshoring 
and delocalisation (Egger, Kreickemeier & 
Wrona, 2015:114), and outsourcing of non-core 
functions (Giunta, Nifo & Scalera, 2012:1069).

Sasol has done their restructuring by changing 
their operational model. The new operating 
model aligns the components of Sasol’s operating 
business units, regional hubs, strategic business 
units and group functions according to a single 
value chain. The value chain focuses on the 
production of liquid fuels, high-value chemicals 
and low-carbon electricity. This operating 
model brings greater focus and simplicity 
to the organisation. It was changed from a 
product-based operational model to one that 
is structured along the integrated value chain.

Job insecurity
Job insecurity is a work stressor that has a well-
established negative impact on performance and 
the health and wellbeing of a person (Cheng & 
Chan, 2008:275; Höge, Sora, Weber, Peiró & 
Caballer, 2015:223). Job insecurity turns the focus 
on future potential losses, such as loss of financial 
resources, security, status and eventually, loss of 
life goals (De Witte, Vander Elst & De Cuyper, 
2015:115). The link between job insecurity and 
fear of material loss is stronger than the link 
between job insecurity and fear of psychosocial 
loss (Höge et al., 2015:223). Employees have 
become more aware of the issue of job security 
after the recent global recession (Hollon, 2010:42).
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Job insecurity may result in unpredictability, lack 
of control and powerlessness in the situation 
(Glavin, 2013:139). When employers fail to 
provide secure jobs, employees experience work 
stress and this can have negative emotional 
reactions that can affect their work efforts (Jordan, 
Ashkanasy & Hartel, 2002:369). An interesting 
antecedent of job insecurity is employees’ 
increased concern with fairness, and information 
that could be construed as unfair will be used to 
guide the emotions, attitudes and behaviours of 
employees (Thau, Aquino & Wittek, 2007:251). 

Changes such as restructuring and organisations 
experiencing financial difficulties may affect 
an employee’s perception that the current 
job is at risk (De Witte et al., 2015:125). The 
result of job insecurity is often that individuals 
engage in coping mechanisms that could have 
detrimental effects on the individual and the 
organisation (Stiglbauer & Batinic, 2015:264). 

Safety performance
Unsafe acts in the workplace were positively 
correlated to the accident rate of an organisation 
(Curcuruto, Conchie, Mariani & Violante, 
2015:317). Compliance to the organisation’s safety 
procedures negatively correlates to near-misses 
(incidents where accidents almost happened) 
in an organisation (Goldenhar, Williams & 
Swanson, 2003:219). Safety participation is an 
effective reducer of workplace accidents and 
injuries over longer terms through the creation of 
better support for work safety (Clarke, 2006:316; 
Neal & Griffin, 2006:956). Organisations’ 
safety performance can be measured by the 
frequency of events such as injuries, accidents 
or near-misses (Curcuruto et al., 2015:321). 

Safety culture can be defined as the attitude, 
beliefs, values and perceptions that employees 
share in relation to safety (Saujani, 2016:38). 
A positive safety culture is created when 
employees are aware of the risks in their 
workplace and avoid taking any unsafe 
actions (Fedorycheva & Hammer, 2015:770). 

The effects of job insecurity on safety 
performance
Størseth (2006:547) proposed a model describing 
precedents and antecedents of job insecurity 

and found that there is a positive relationship 
between insufficient information and job 
insecurity, a negative association between people-
oriented leadership and job insecurity, a positive 
association between job insecurity and job 
dissatisfaction, a negative association between 
the job dissatisfaction and work motivation, 
and work motivation was negatively related 
to health and safety. Leadership style was also 
negatively related to job dissatisfaction, task 
arrangement dissatisfaction was positively related 
to job dissatisfaction, and job insecurity was found 
positively related to adverse health outcomes 
and risk-taking behaviours (Størseth, 2006:547). 

In research that was conducted by Schreurs et al. 
(2010:70) on the buffering potential of job control 
and jobs’ self-efficacy on the employees’ health, 
it was found that job insecurity was positively 
associated with recovery need and impaired 
general health. Job control was also positively 
related to employee health and mitigated the 
negative association of the job insecurity with 
the recovery need and impaired general health.

International studies that have been conducted 
indicate that temporary workers are more likely 
to be injured at work (Underhill & Quinlan, 
2011). In a study conducted on the relationship 
between job insecurity and accidents that are 
under-reported, it was found that job insecurity 
increases the likelihood of an accident at work 
and that it increased the likelihood that the 
accident will not be reported by the employees 
(Probst, Barbaranelli & Petitta, 2013:399)

In the study conducted on the effects of job 
insecurity on employees’ safety outcomes (Probst 
& Brubaker, 2001:155), it was found that there 
is a negative relation between job insecurity and 
job satisfaction. Job satisfaction will mediate the 
relationship between job insecurity and safety 
motivation and knowledge. The level of safety 
knowledge is influenced by the employee’s level 
of satisfaction. Safety knowledge and motivation 
act as mediator between job dissatisfaction 
and safety compliance. It was found that 
employees with less motivation to comply with 
safety rules and regulations will violate more 
organisational safety rules. Employees with 
less safety knowledge will have more safety 
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violations than employees with more knowledge. 
The noncompliance to the organisation’s safety 
policies relates to higher accident rates, injuries 
and near-misses (Probst & Brubaker, 2001:155). 
These correlations can be seen in the Figure 2.

When the effect of affective job insecurity (fear 
of job loss) on safety outcomes was investigated, 
it was found that affective job insecurity 
was negatively related to behavioural safety 
compliance and reporting attitudes. It was also 
found to be positively related to workplace 
injuries. Affective job insecurity was found to be 
positively related to the number of experienced 
safety events and the number of unreported 
safety events (Jiang & Probst, 2015:371)

In the mining sector of South Africa, the focus of 
a study by Masia and Pienaar (2011:8) was on the 
relationship between work stresses, job insecurity, 
job satisfaction, organisational commitment 
and workplace safety compliance. The research 

found a strong relationship between stress and 
insecurity. It was found that stress and insecurity 
had inverse relationships with safety compliance. 
The research also found a strong relationship 
between satisfaction and commitment, but did 
not find a significant correlation with safety 
compliance. These relations can be seen in Figure 3.

Landsbergis et al. (2014:502) investigated work 
organisation, job insecurity and occupational 
health disparities, and found consistent evidence 
that workers in certain socio-economic groups are 
exposed to greater job insecurity and hazards. They 
found that employment and workplace policies and 
programmes reduce the hazards of job insecurity.

researCH metHodologY
All ethics principles were observed, 
including permission of the company 
where the research was carried out to use 
the name of the company in the study.

fIgure 2: ProBst and BruBaKer model (sourCe: ProBst and BruBaKer (2001:155))

fIgure 3: masIa and PIenaar model (sourCe: masIa & PIenaar (2011:8))
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The research was done using mainly a quantitative 
approach, using IBM SPSS 24. The original intention 
was to compile a questionnaire that measures the 
four constructs in the problem statement and 
then to look for correlations between constructs 
(Pallant, 2013:157). The results of these led to 
the use of structural equation modelling (SEM), 
using AMOS™ to look for causal relationships 
between the constructs (Field, 2013:365). 
Furthermore, in the questionnaire, there were 
some open-ended questions, where respondents 
could offer narrative answers, and a qualitative 
content analysis was employed to analyse these to 
improve validity and to explain findings. This was 
done doing a keyword count on the terms that 
specifically describe the constructs in the study.

To reduce the number of moderators, such as 
the effect of location, different divisions and 
different management styles, one division of 
the organisation was chosen as the sampling 
frame. This division consists of 174 workers who 
are employed at the specific site. All of those 
workers received the questionnaire. Of these 174 
workers, 110 workers from different departments 
in the division responded (a response rate of 
63%). They were a mixture of shift workers 
and employees working normal office hours. 
Contract workers were included in the study 
if they fell into one of these two categories. 

The questionnaire contained specific 
demographic information that could possibly 
be important. Contextual questions, on a four-
point Likert scale, were asked about respondents’ 
understanding and experience of restructuring 
(construct: Restructuring, 5 items), job insecurity 
(construct: Insecurity, 9 items), risk-taking 
behaviour (construct: Risk, 8 items) and workplace 
injuries (construct: Injuries, 4 items). After a 
factor analysis (Pallant, 2013:181), the construct 
insecurity was split into two constructs, namely 
concern (4 items) and insecurity (5 items). 
Concern included items related to the emotional 
effect of restructuring, but not necessarily related 
to job security (such as concern that the employee 
needs to acquire new skills in a new position).

Note that the first two constructs (after subdivision 
of insecurity, it became three constructs) test 
more psychological-related issues, and therefore 

the questions were phrased such that it tested 
respondents’ experience, whereas the last two 
constructs tested observations. Furthermore, 
the questions were phrased to fit the level of 
language that personnel would be familiar with. 
Terms from the subject area of organisational 
behaviour (such as ‘climate’) were replaced with 
‘mood in the workplace’ to ensure understanding.

ValIdItY and relIaBIlItY
Construct validity was verified using factor 
analysis. As a starting point, an exploratory factor 
analysis was carried out without grouping the 
data. Secondly, the items were grouped into the 
four constructs according to the questionnaire, 
with a fifth section to test whether the respondents 
understood the links between the constructs. The 
fifth section proved neither valid nor reliable 
and was consequently excluded from further 
analysis. Reliability of the research instrument 
was established using Cronbach’s alpha 
coefficient, where values above 0.7 were regarded 
as reliable (Field, 2013:676; Pallant, 2013:6).

Exploratory factor analysis
When all the questions were subjected to an 
exploratory factor analysis, four factors were 
extracted with eigenvalues greater than two, 
explaining cumulatively 61% of the variance. 
These factors closely resembled the four 
constructs that were tested. For these four factors, 
Cronbach’s alpha coefficients were calculated 
to establish reliability. The alpha values for 
these four factors were: Restructuring (5 items): 
a=0.892, Insecurity (9 items) a=0.752, Risk (8 
items) a=0.747 and Injuries (4 items) a=0.716 
respectively. The other factors had alpha values 
less than 0.5 and were difficult to name. However, 
because the questionnaire was designed with 
four distinct factors in mind, a confirmatory 
factor analysis was done, using the original 
grouping of the items according to the four 
constructs. The pre-defined constructs were 
independently tested for validity and reliability.

A Kaiser-Meyer-Olkin (KMO) measure of 
sampling adequacy was calculated for each 
construct tested. In all cases, the values were well 
above 0.6 (Pallant, 2013:183). It can therefore be 
deduced that the data was suitable for factor analysis.
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Construct 1: Restructuring (5 items)
One factor with an eigenvalue greater than 
two was extracted, explaining 50.3% of the 
variance. Cronbach’s alpha coefficient was 
calculated for this factor, and a value of 0.715 
was calculated. This factor was therefore found 
to be reliable to be used for further analysis.

Construct 2: Insecurity (Concern) (9 items)
Two factors with an eigenvalue greater than 
two were extracted, explaining 49.7% of the 
variance. After analysing the items making up 
the two factors, the original construct Insecurity 
was therefore subdivided into two factors, 
namely Concern and Insecurity. (The items 
making up the factor Concern all described 
the effect on the respondent, but were not 
necessarily related to a feeling of insecurity.)

Cronbach’s alpha coefficients were calculated for 
these factors, and values of 0.520 were calculated 
for Concern (4 items) and 0.813 for Insecurity (5 
items).

The factor Insecurity is therefore reliable 
and could be used for further analysis. 

Construct 3: Risk taking (8 items)
One factor with an eigenvalue greater than 
two was extracted, explaining 44.1% of the 
variance. Cronbach’s alpha coefficient was 
calculated for this factor, and a value of 
0.823 was calculated. This factor is therefore 
reliable and could be used for further analysis.

Construct 4: Injuries (4 items)
One factor with an eigenvalue greater than 
two was extracted, explaining 73.69% of 
variance. Cronbach’s alpha coefficient was 
calculated for this factor, and a value of 
0.876 was calculated. This factor is therefore 
reliable and was used for further analysis.

results and fIndIngs
Comparing demographical data
The responses of demographic groups were 
compared using independent sample t-tests. 
Gender, Department and Status were subjected to 
t-tests. In no case were the differences between the 
groups statistically significant. ANOVAs were run 
on the variables Age and Qualification. There was 
no significant difference between the responses 
of different age groups. However, there was a 
significant difference on the factor Restructuring 
between people with a degree or diploma and 
other groups. In a post-hoc t-test, it was found that 
this was due to a significant difference between 
how graduates experienced restructuring relative 
to those with less than a grade 12 qualification: 
People with tertiary qualifications had a 
significantly lower mean score for restructuring 
than those with only a grade 12 certificate or less.

Correlations
Once the various factors were tested for 
reliability, correlations were drawn between the 
factors. The following statistically significant 
Pearson correlations (p<0.05) were calculated:

•	 There was a small positive correlation (r=0.224) 
between Restructuring and Insecurity.

•	 There was a small positive correlation 
(r=0.200) between Restructuring and Concern.

•	 There was a small positive correlation 
(r=0.245) between Concern and Insecurity.

•	 There was a strong positive correlation 
(r=0.642) between Risk and Injuries. 
No other correlations were significant at a 
p<0.05 level.

All the significant correlations were positive. There 
is a strong positive correlation between Risk and 
Injuries. This was to be expected, because risky 
behaviour is expected to lead to higher injuries. 
The other correlations are all positive, but weak.  

fIgure 4: sem model 1
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However, these results do not provide 
information about any causal relationships 
between the factors, but merely state that there is 
a positive relationship between them. The factors 
were therefore subjected to structural equation 
modelling (SEM) using AMOS™ to identify 
whether the relationships are causal in nature.

Based on the original assumption that there is a 
linear causal relationship between Restructuring, 
Risk-taking behaviour and Workplace injuries, 
the following model was tested using SEM:

Model 1 also shows the levels of significance for 
the relationships between the constructs. There 
was a statistically significant causal relationship 
between restructuring and concern (p=0.016), 
between restructuring and insecurity (p=0.019) 
and between risk and injury (p=0.011). It is 
therefore possible that restructuring is not 
necessarily responsible for injuries through the 
route as predicted in the original model and 
hypotheses, but that the links between concern 
and risk and the links between insecurity and risk 
are merely moderating, and not causal, since p 
was larger than 0.05 for these links. The regression 
weights confirmed this, as the estimated values 
for the relationships between Concern and Risk, 
and between Insecurity and Risk are negligible. 

To ascertain whether this is really the case, Concern 
was excluded from the model as a potential 

moderator and a second model was tested (Figure 5). 

When the construct Concern was removed 
from the model to test whether the link between 
Insecurity and Risk is statistically significant, it was 
found that it still is not significant, with a p-value 
of 0.561. Again, the regression weights confirmed 
this with the estimated value for the relationship 
between Insecurity and Risk negligibly small.

The third model tested was where Insecurity 
and Concern were excluded to establish 
whether there is a direct causal relationship 
between Restructuring and Risk. The 
following SEM model emerged (Figure 6).

If both constructs Concern and Insecurity 
are removed from the model to test whether 
the link between Restructuring and Risk is 
statistically significant, it is shown that the causal 
relationship between Restructuring and Risk 
is still not significant at a 0.05 level (although 
significant at a 0.10 level), with a p-value of 
0.080. Again, the regression weights confirm 
this with the estimated value for the relationship 
between Restructuring and Risk negligibly small.

Next, it was tested whether Job insecurity 
might not directly lead to Workplace injuries by 
removing Risk-taking from the model (Figure 7).

Yet again, the only causal link that 
could be established was between 

fIgure 5: sem model 2

fIgure 6: sem model 3

fIgure 7: sem model 4
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Restructuring and Insecurity, with the 
regression weights confirming this.

When the previous models did not prove to 
explain the link between the constructs in a 
linear fashion, the question came up whether 
there is not perhaps one independent variable 
and three dependent variables, all directly linked 
to the independent variable. This model tests 
it, and the link between Restructuring and Risk 
was still not statistically significant (Figure 8).

Taking into account the previous results, a 
sixth model was tested: In this model, it was 
tested whether insecurity and risk-taking are 
moderating variables on injuries. Yet again, 
the only significant causal relationships 
were between Restructuring and Insecurity 
and between Risk and Injuries (Figure 9).

Comparing the different models

After finding that not one of the models 
perfectly explained the rise in injuries after the 
restructuring, it was concluded that the one 
construct that did not fit into the model, was 
risk. It was decided to look at the responses to the 
narrative questions for explanations. The Browne-
Cudeck criterion (BCC=212.253) and Akaike 
Information Criterion (AIC=200.169) confirmed 
this, and for this model were markedly lower 
than for the other models. Risk-taking behaviour 
therefore had to be excluded from our model.

Qualitative analysis
The answers to the open-ended questions 
were transcribed and a keyword analysis was 
conducted on the transcription: Three questions 
were asked: “Explain how the restructuring 
project affected your experience of job insecurity”, 
“Explain to what extent the restructuring project 
caused you to take more risks at work” and “Do 
you have any other comments on how you have 

fIgure 8: sem model 5

fIgure 9: sem model 6

fIgure 10: sem model 7
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experienced the restructuring project?” Content 
analysis on the narrative comments confirmed 
the statistical results: Two important issues stood 
out in the analysis of the responses to these open-
ended questions: The term “risk” was the most 
commonly used term in the answer. In ALL 
responses, references to risk said one thing: “We 
don’t take risks”. The second-most mentioned 
term is “communication”. It could be concluded 
that there is a complete denial of risk-taking 
behaviour and there is an urgent need for improved 
communication before and during restructuring.

ConClusIons 
Analysing these results raised the question: Given 
that the data was suitable for factor analysis, as 
shown by the KMO, and the sampling was totally 
random in the business unit where the study 
was carried out (albeit possibly non-probability 
sampling within the greater Sasol environment), 
why did the hypothesised causal relationships 
(Restructuring, Insecurity, Risk-taking behaviour, 
Workplace Injuries) not prove correct? One possible 
explanation was that Insecurity was too broadly 
defined, but this was addressed by splitting it into 
two constructs, namely Concern and Insecurity. 

Pearson correlations suggested that Risk-
taking could be the construct that did not 
fit the model, and the different models that 
were tested using SEM confirmed this. 

To find an explanation for this, the open-ended 
questions that the respondents answered gave 
the clue, and a large discrepancy between the 
main terms “risk”, and all the other key terms 
that were used was found. “Risk” appeared most 
often of all the key terms in their responses. 
When analysing the responses where the 
term “risk” was used, ALL references to risk 
had the same message: “I do not take risks”. 

This could offer a suggestion as to why Risk-taking 
behaviour did not fit the picture: In a chemical 
plant, safety and risk are critically important 
issues. Unsafe behaviour is immediately addressed 
and therefore workers are hesitant to report risk-
taking behaviour. This confirms the results by 
Probst and Brubaker (2001:155). Respondents 
would hesitate to report such behaviour in a 
questionnaire too. Although the questionnaire, 

and specifically the construct risk-taking, has 
been established as reliable, there could be a 
unanimous reluctance to report anything to 
do with risky behaviour. Respondents would 
be willing and keen to share their experience 
of restructuring and their feelings of insecurity 
and concern, as well as their observations of 
workplace injuries, but they might not be so keen 
to share their observations of risky behaviour. 
This explanation warrants further investigation. 

•	 Hypothesis 1 (Restructuring leads to job 
insecurity) and hypothesis 3 (Risk-taking 
behaviour leads to workplace injuries) 
could not be rejected, but hypothesis 2 (Job 
insecurity leads to risk-taking behaviour) had 
to be rejected, although statistical evidence 
did suggest that there could be a moderate 
relationship. 

•	 The only demographic variable of significance 
was that in the ANOVA there was a significant 
difference on the factor restructuring between 
people with a degree or diploma and other 
groups. This could be due to the high demand 
for graduates in South Africa, so that more 
highly qualified people would feel less 
threatened by restructuring.

Managerial implications 
The main managerial implication is that future 
restructuring projects need a well-planned 
concerted change management process, as 
failure to address the concerns of workers and 
job uncertainty experienced by workers does 
have a major impact on the safety statistics of 
the organisation. In a climate of restructuring, it 
is imperative that the organisation reconsiders 
the messages being conveyed to the workers 
who are looking for clues as to the optimal 
means of retaining their jobs. The results of 
this study suggest that organisations embarking 
on restructuring must display clear signals 
demonstrating the importance of safety. Their 
job insecurity may contribute to the negative 
safety outcomes. This unwanted outcome of job 
insecurity may be minimised to an extent by an 
organisation’s strong safety culture. Therefore, 
it is important for an organisation to deal with 
restructuring in the form of organisational change 
and complete an organisation-level diagnosis. 
The restructuring of an organisation influences 
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the organisational, group and individual levels 
in the organisation, and therefore a complete 
change management approach must be followed.

Limitations of the study
There are some limitations of the study. The 
first is that the research was carried out in one 
division of one organisation, and that the results 
can therefore not necessarily be generalised 
to the whole organisation or beyond the 
organisation. Secondly, the study only included 
permanent employees who are still employed at 
the organisation. Those who left the organisation 
during the restructuring could not be located to 
be included in the study. Permanent contract 
workers were also included. Finally, a few months 
had passed between the restructuring process and 
the study. Although this had the positive effect that 
it reduced emotion about the topic, it could have 
a mediating effect on the responses in the survey.

The questionnaire can be used for future research 
and should be refined based on the findings 
from this research. There is a strong need for 
a research instrument that accurately gauges 
workers’ experience of a ‘taboo’ concept such as 
risky behaviour. It is also important to note that 
the research was conducted two years after the 
restructuring process was conducted. Therefore, it 
is recommended that any future similar study is 
conducted as a longitudinal study during the time 
of a restructuring process, or at least directly after 
such restructuring. The study was limited to a single 
unit in the larger organisation and could be done 
on more than one unit in order to determine the 
impact on the larger organisation. Expanding the 
research to other industries would also highlight 
industry-specific issues not identified in this study.
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aBstraCt
Owing to the challenges of today’s hyper-
competitive business environment firms are 
increasingly realising that greater focus should be 
placed on collaboration across the supply chain, 
especially with respect to costs, information and 
technology. The positivism research philosophy 
was used in case approach to determine the role of 
information flow and technology in supply chain 
collaboration of a logistics services provider. 
The unit of analysis of the study was LOGWIN 
Logistics. The results reveal that that LOGWIN 
is dependent on technology to boost supply 
chain collaboration. In addition, the benefits 
derived from technology and information flow 
included increased end customer satisfaction, 
shorter lead times, improved information 
from between LOGWIN, its suppliers and 
its customers, as well as internal information 
flow. The findings suggest that technology and 
information flow does have a positive effect 
on supply chain collaboration. Management 
should invest in implementing technology and 
training of employees to enhance information 
flow and to boost supply chain collaboration. 

Keywords: Information flow; information shar-
ing, technology; supply chain collaboration, 
3Pl 

IntroduCtIon
Globalisation has intensified hyper-competition 
amongst local firms, multinational firms and 

across supply chains. This has widened market 
opportunities and has conversely increased 
logistical challenges such as network design, the 
flow of information as well as increasing high 
transport costs (Ahmed & Ullad, 2012). Firms are 
increasingly outsourcing and subcontracting to 
logistics service providers, which may be foreign 
based, to reduce the risks associated with foreign 
trade. Foreign-based logistics service providers 
have experience in foreign markets (which 
may be their home markets) and established 
networks that enable business transactions 
to be conducted with greater ease. However, 
this presents firms with various challenges, 
among them foreign exchange risks, technology 
disruptions, international transaction costs and 
increasing customer demands (Ahmed & Ullad, 
2012; Kohli & Jensen, 2010; Simatupang, 2004). 

Owing to these challenges, firms are increasingly 
realising that greater focus should be placed on 
collaboration across the supply chain, especially 
with respect to costs, information and technology 
(Childress, 2016; Lambert, 2015; Singh & 
Teng, 2015; Kache & Seuring, 2014: Oats, 2006; 
Simatupang, 2004). A supply chain should be 
able to quickly react to changes, be adaptable and 
collaborate to survive hyper-competition. If not, 
a supply chain will suffer from incompatibility 
between demand and supply and will experience 
opposing outcomes such as price mark downs, 
stock outs and excessive inventories which can 
result in the loss of customers (Simatupang, 2004). 

tHe role of InformatIon floW and teCHnologY In 
suPPlY CHaIn CollaBoratIon – a Case studY of logWIn 
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Collaboration occurs when “two or more 
independent companies working jointly to plan 
and execute supply chain operations with greater 
success than when acting in isolation” (Ahmed 
& Asad, 2012:2). To be the most competitive, 
innovative strategies should be adopted to allow 
for cost reductions, flexibility, and revenue 
enhancements (Kohli & Jensen, 2010:2). 
Supply chain collaborations can be adopted as 
a strategy to enhance a firm’s competitiveness 
(Childress, 2016). Over the years, there has been 
an increase in collaboration and integration 
amongst firms in supply chains. With such 
collaboration companies accrue benefits, such 
as decreased inventories and associated costs, 
as well as an increase in operational speed, 
improved service levels and customer satisfaction 
(Benavides, De Eskinazis & Swan, 2012). 

Today’s globalised business environment is 
characterised by complexities in supply chain 
design, communication and coordination (Oats, 
2006). The sharing of information and technology 
resources is vital to the efficient operation of supply 
chain (Ahmed & Ullad, 2012; Kohli & Jensen, 
2010; Simatupang, 2004; Hudnurkar, Jakhar & 
Rathod, 2014; Ramanathan, & Gunasekaran, 2014; 
Ramanathan, 2014; Lambert, 2015; Childress, 
2016). The availability of information and 
technology enables logistics service providers to 
access the necessary information to meet customer 
needs, as set out in agreements with customers. 

Information and technology have facilitated global 
trade and enhanced companies’ competitiveness. 
Companies are able to track and trace shipments, 
manufacture on large scales, supply products to 
different regions and maintain low inventory 
levels owing to technology (Masten & Kim, 
2015; Salam, 2017). Technology has changed 
the manner in which both individuals and firms 
operate within the supply chain, information 
sharing, as well as improved end-user satisfaction 
(Simatupang, 2004). Members in a supply chain 
choose to collaborate and share information 
due to the fact that, together they can provide 
better services than when operating individually 
(Ahmed & Ullad, 2012). Without the reliability, 
affordability, ease-of-use of technology and 
accurate processing of information, businesses 
would not be able to lower inventory levels 

and transport costs, nor improve the efficiency 
of track-and-trace services, coordination and 
overall collaboration within the supply chain 
(Ahmed & Asad, 2012; Kohli & Jensen, 2010; 
Simatupang, 2004). Technology is constantly 
upgrading; therefore, businesses should question 
whether their innovative technology resources 
are flexible enough to manage the expected 
changes in business. Technology resources in 
a supply chain should not be rigid, but agile 
to keep up with changing customer demands 
and the volumes of information available. 

The collective efficiency gains derived from 
collaboration can be maximised when trust 
between collaborating firms exists (Schmitz, 1999). 
The success of collaborative firms is endogenous 
to the supply chain and therefore trust is essential 
to ensure that firms devote their operations to 
their collective success rather than rivalry. Trust 
enables collaborating firms to share company 
information through technology resources to help 
increase collaboration (Kohli & Jensen, 2010). 

logWIn logIstICs
LOGWIN, established in 1976 in South Africa, 
is a global supply chain company and a leading 
logistics service provider (LOGWIN, 2016). The 
company offers access to the latest supply chain 
innovative solutions. Collaboration facilitates 
innovation and facilitates the configuration of 
customised end-to-end solutions resulting in 
an increased competitive advantage (LOGWIN, 
2016). LOGWIN has maintained its market share 
by utilising technology solutions that enable 
customers worldwide to access their services. 
The system integrates orders and inventory, 
by optimising inventory, to reduce overall 
inventory carrying costs. These technology 
solutions support tools that ensure efficiency 
for all collaborators and networks. LOGWIN 
provides full transparency by means of shipment 
and status information during transportation. 

LOGWIN services include providing direct 
deliveries throughout South Africa and into a 
number of neighbouring African countries, as well 
as air- and ocean freight to major international 
trading centres (LOGWIN, 2016). LOGWIN 
provides online services, available 24 hours a 
day, allowing their customers complete visibility 
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throughout the entire supply chain (LOGWIN, 
2016). Customers can access shared information 
using the internet or through shared inventory 
management systems (LOGWIN, 2016). The 
online tools available for LOGWIN customers, 
allow them access to information on their 
shipments throughout the supply chain, through 
a direct link into their system and includes online 
ordering, warehouse management, order and 
parcel tracking, and digital, electronic billing 
(LOGWIN, 2016). As a logistics provider, 
LOGWIN strives to move their client’s goods as 
efficiently as possible, and the client’s ability to 
access information is the key to the management 
process and end-user satisfaction. Therefore, 
technology assists in meeting client demands 
through information handling and encourages 
collaboration within their supply chain.

LOGWIN offers purchase order management, 
which is suitable for customers who require 
their order and transport processes visualised 
(LOGWIN, 2016). With the combination of 
purchase order management and the shipment 
status information, a high level of transparency 
along the supply chain is provided to give their 
customers the information required for use in 
the supply chain (LOGWIN, 2016). Purchase 
order management and the provision of shipment 
status information are high performance 
programs that track transferable consignments, 
analyse system-based issues and reports 
feedback and customs clearing in one single 
interface. Therefore, integration of collaborators 
through information technology offers 
market-leading benefits (Cooper et al., 1997). 

researCH ProBlem 
Owing to the rapidly changing technological 
environment in a depressed economy such 
as in South Africa, characterised by a highly 
competitive logistics sector, it is necessary to 
determine to what extent information flow 
and technology can be used to increase supply 
chain collaboration in LOGWIN Logistics.

researCH oBJeCtIVes
Primary objective
The primary research objective is to determine 
the role of information flow and technology in 
supply chain collaboration in LOGWIN Logistics. 

Secondary objectives
The primary objective will be addressed 
through the following secondary objectives:

•	 To analyse how technology is used to 
increase supply chain collaboration through 
information sharing;

•	 To describe how technology has improved 
LOGWIN information sharing processes and 
supply chain collaboration.

lIterature reVIeW
The role of information and technology in 
supply chain collaboration
Collaboration aims to address industry specific 
problems through partnerships between supply 
chain members who are able to add value to the 
required aspect (Addleson, 2013; Dillenbourg, 
1999; Mohrman et al., 2008). The complex nature 
of supply chain collaboration includes proficient 
communication, information technology 
and efficient co-ordination of resources. The 
resultant benefits of supply chain collaboration, 
particularly through the utilisation of third-party 
logistics (3PL) providers include improvements 
in relationships among supply chain members, 
improved business performance and 
competitiveness (Hinkka, Främling & Tätilä, 2013).

One major component of supply chain integration 
and collaboration is partnership visibility of 
customers, retailers and suppliers through 
information sharing (Barratt & Oke, 2007). Pfahl 
and Moxam (2014) proposed three approaches to 
supply chain visibility. Firstly, electronic customer 
relationship (ECR) which capitalises on supply 
chain collaboration to maintain high customer 
service levels at a reduced cost. Secondly, 
radio frequency identification (RFID) enables 
automatic object identification and improves 
information and material flows. Lastly, Pfahl 
and Moxam (2014) proposed that supply chain 
visibility could be promoted through information 
sharing which could result in improved 
inventory availability and planning accuracy.

Several studies confirm that information sharing 
is a vital element in supply chain collaboration 
(Ahmed & Ullad, 2012; Childress, 2016; de 
Leeuw & Fransco, 2009; Kohli & Jensen, 2010; 
Lin & Lin, 2014; Sandberg, 2005; Singh & Teng, 
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2015; Simatupang, 2004; Tang & Zimmerman, 
2013). Companies have realised the difficulty in 
gaining competitive advantage as individuals. 
Both partnership building and collaboration 
are the best ways to obtain a competitive 
advantage (Handfield & Bechtel, 2002; Fawcett 
& Magnan, 2004; Sheu et  al., 2006; Masten 
& Kim, 2015; Zhang, Wang & Zhou, 2015). 

The use of technology improves information 
exchange, process flow and control in procedures, 
operations and customer responsiveness (Kohli & 
Jensen, 2010). De Leew and Fransco (2009) found 
that technology links all supply chain partners, 
which in-turn increases transparency, visibility 
and coordination in the entire supply chain (Lin & 
Lin, 2014; Tang & Zimmerman, 2013). Singh and 
Teng (2015) stated that technology facilitates value-
added partnerships and boosts coordination.

A study by Simatupang (2004) on e-businesses 
found that businesses are able to collaborate with 
their customers and suppliers online, which is 
considerably faster and easier. This increases 
transparency, reduces costs and eliminates 
errors. Time is a commodity to supply chain 
parties and through the assistance of technology; 
it will enable parties to gather information 
rapidly obtaining an accurate response to gain 
global competitiveness (Kohli & Jensen, 2010). 

In contrast to all the benefits that information 
technology may offer, Sandberg (2005) highlighted 
that it may present a security risk. Technology 
avails access to sensitive company information 
and increases the risk of disclosure of company 
secrets. Kohli and Jensen (2010) stated that 
information sharing across supply chain partners 
would only be successful if trust exists. Lack of 
trust in a supply chain, will adversely impact 
supply chain performance (Handfield & Bechtel, 
2002). Sandberg (2005) further supported this 
view of trust by stating that trust is necessary 
for information sharing to be beneficial. This 
is in contrast to Singh and Teng (2015) who 
suggested that technology will encourage closer 
buyer-supplier relationships, which fosters trust 
and supports collaboration in the supply chain. 

Farcoo and Brien (2008) postulated that 
technology is changing and that it might result 

in additional costs for companies to keep up 
with constantly changing technology. Training 
expenses, employee layoffs and resistance to change 
are some of the negative effects of technology 
in the supply chain that should be considered 
(Farcoo & Brien, 2008). Sandberg (2005) 
added that technology can only be successful 
when implemented correctly. Furthermore, 
some forms of information technology, such 
as database access, are impersonal and limit 
person-to-person collaboration (Ahmed & 
Ullah, 2012). It should also be considered that 
technology might be time-consuming to set-up 
and maintain owing to the volume and level of 
detail of data involved (Ahmed & Ullah 2012:14). 

Technology is an effective contributor to a 
company’s competitive advantage owing to the 
benefits it has on inventory control (Childress, 
2016). Technology enables shipments to be 
tracked and traced through scanning, tagging 
and other forms of identification markings that 
prevent theft (Childress, 2016). Since products 
can be scanned from a distance multiple 
parts can be scanned simultaneously (Tang & 
Zimmerman, 2013). Tracking is an advanced 
function of information technology, which is one 
of many examples of the information technology 
solution, particularly in the demanding industry 
of supply chain and logistics management 
(Wamba, 2012). Tang and Zimmerman (2013) 
supported tracking and tracing as a benefit 
of technology in supply chain, as well as the 
cost and time efficiency that technology holds. 

Pahdi and Cross-Ruyke (2015) found that 
there are high costs associated with the 
implementation of sophisticated technology 
and that there will always be concerns regarding 
privacy and security. Companies investing in 
new information technology solutions, have 
expectations of improved performance and 
competitiveness in the market. New information 
technology is expected to address factors 
that impact company revenue, such as cost, 
productivity and quality (Hinkka et al, 2013). 

Third-party service providers and supply chain 
collaboration
Zhang et al. (2015) found that companies are 
increasingly utilising the services of third-
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party logistics (3PL) and fourth-party logistics 
(4PL) providers to form alliances, partnerships 
and to enhance competitive advantages. Zhang 
et al. (2015) further found that collaboration 
involves partnership selection and partnership 
establishment. Partnership selection and 
establishment were found to have a positive 
influence on supply chain collaboration 
and improved innovation and effective 
service performance (Dyer & Singh, 1998).

The 2015 Third-party Logistics Study has been 
tracking a phenomenon known as the ‘IT GAP’, 
“which is defined as the difference between 
the percentage of shippers indicating that IT 
capabilities are a necessary element of 3PL 
expertise and the percentage of the same shippers 
who agree that they are satisfied with 3PL IT 

capabilities” (Langley. & Capgemini, 2015: 17). 
The study found information technology as 
one of the value-added benefits of 3PL services, 
especially where inventory is concerned. 

A technology solution software platform 
supports improved collaboration and innovative 
performance for market leadership (Duo, 2013). 
The 3PL and express delivery services are the 
fastest-growing industries in China. According 
to Chinese industry analysts, the expansion and 
increased popularity of information technology 
solutions will result in increased demand for 
express delivery services that will far exceed 
capacity in the next five years (State Post 
Bureau of China, 2012). If collaborators adopt 
a cooperative approach to inter-organisational 
system (IOS) solutions, tracking can be integrated 

taBle 1: demograPHIC ProfIle of resPondents

Characteristics respondents %

Gender
Male 57%

Female 43%

Age

21 - 30 years 10%
31 - 40 years 37%
41 - 50 years 33%
51-60 years 17%

Above 60 years 3%

Occupation

Manager 40%
Controller 30%

Clerk 13%
Administrator 7%

Director 7%
Assistant 3%

Work experience 

1-2 years 7%
3-4 years 3%
5-8 years 7%

9-12 years 10%
13-15 years 7%
16-20 years 23%
21-25 years 10%

Above 25 years 33%

Level of education 

High-School 43%
Certificate 8%
Diploma 23%
Degree 13%

Post-graduate degree 13%
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as part of the operation and improvement in 
supply chain management (Hinkka et al., 2013). 
Supply chain innovation solutions, incorporate 
customers and suppliers in all industries and 
geographic areas and achieves a competitive 
advantage in 3PL service provision. The 
integrated solution is to provide a geographic 
outlook of 3PL performance and maximum 
customer satisfaction (Collin et al., 2009). 

researCH metHod
From a positivism research philosophy 
perspective an exploratory study was 
conducted using a quantitative method 
collecting primary data by means of a survey 
strategy. The data were collected using self-
completed structured questionnaires, delivered 
to LOGWIN and collected once completed. 

Data and analysis
The unit of analysis was LOGWIN. LOGWIN was 
selected because it comprises 190 own branches 
worldwide and numerous partner businesses. 
It has four branches in South Africa and access 
was granted to the Gauteng branch.. Within 
LOGWIN, purposive sampling was used to include 
personnel that use technology, such as those 
working in the logistics, IT and the operations 
division in LOGWIN. The target sample size was 
30 participants. According to the Central Limit 
Theorem a “sample size of 30 or more will usually 
result in a sampling distribution for the mean that 
is very close to a normal distribution” (Saunders, 
Lewis & Thornhill, 2016: 280). Data was captured 
from the self-completed questionnaires into an 

Excel spreadsheet. Descriptive statistics were 
computed and the results are presented in graphs.

results and dIsCussIons
Demographic profile of respondents
The demographic data of the 30 respondents who 
completed the questionnaires appear in Table 1.. 
More than half (57%) of the respondents were 
male. Most (90%) of the respondents were older 
than 30 years, with an equal percentage (90%) 
having more than 5 years of work experience and 
tho thirds (66%) having more than 15 years of 
work experience.  . More than half (55%) of the 
respondents had post-matric qualifications. Most 
of the respondents are either managers (40%) or 
controllers (30%). Thus it could be deemed that 
the respondents had adequate work, life and 
job experience to provide meaningful answers.

Internal technology and information flow
To determine the role of technology in facilitating 
ease of information flow within LOGWIN, 
the respondents were asked judge the level of 
technology utilisation within the firm, depicted 
in Figure 1. All the respondents confirmed that 
the company maintains integrated databases 
to facilitate information sharing and maintain 
shot lead times for access of information. The 
majority (93%) of respondents agreed that 
LOGWIN maintains access methods, while 83% 
confirmed that internal information sharing is 
effective. Of the respondents 90% confirmed 
that real-time data capturing takes place. 

Impact of technology and internal information 
flow on supply chain collaboration

fIgure 1: Internal teCHnologY and InformatIon floW
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Respondents rated their perceptions on the 
impact of technology and internal information 
flow on supply chain collaboration. Nearly 
two thirds of respondents (60%) agreed that 
collaboration with their partners improved as a 
result of technology and information flow. ^0% 
of the respondents   indicated that information 
sharing between customers and suppliers 
did not add value to the organisation.  Most 
respondents either agree or strongly agree that 
top management is involved and emphasises 
the importance and benefits that sharing 
information and technology has on operational 
performances. The respondents also perceived 
sharing information and technology as beneficial 
to operational performances. Additionally, the 
results revealed that information technology 
improved report generation capabilities 
and improved information management.

The main research question of this study is how 
technology contributes to the ease of information 
flow within LOGWIN, to increase supply chain 
collaboration levels. From the above analysis, it is 
clear that respondents agree that there is a positive 
relationship between technology and information 
flow, and increased supply chain collaboration. 
Technology therefore, according to the results, 
contributes to an integrated database to facilitate 
information sharing, enables immediate access to 
information, maintains an access to information 
sharing, shares information between departments 
and captures real time data. Technology and 
information sharing, if implemented correctly, 
improves supply chain collaboration for all 

members of the supply chain who gain value from 
sharing information and using technology. The 
results correspond with the findings of Hinkka et 
al (2013), stating that proficient communication, 
information technology and effective coordination 
is needed, to improve relationships and business 
performances. In addition, this corresponds to 
Sandberg’s (2005) findings that technology is 
only successful when implemented correctly. 

Respondents were asked to rate how technology 
is used within the company as illustrated in 
Figure 2. From the figure, it is evident that 
technology is mostly used to share information 
regarding product or service quality, inventory 
levels as well as order tracking. This is followed 
by lead-time information and material 
requirement information, market trends 
and customer preferences, financial data, 
price levels and price information, demand 
forecasting as well as promotions being the 
least used categories. The logistics department 
and operations department used technology 
the most, followed by manufacturing, sales 
and marketing and finance departments, 
which relates to the availability of information 
for not just internal, but external use as well.

There is an expectation that technology is 
user friendly and when the respondents were 
asked to comment on whether or not the 
technology in their company is user friendly or 
not, the majority said yes as shown in Figure 3. 
Additional comments included that at first, some 
training or learning guide is needed, and that 

fIgure 2: tYPes of data sHared usIng teCHnologY
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there are still a lot of improvements required.

As pointed out by Farcoo and Brien (2008), 
it is costly to stay up to date with constantly 
changing technology and training staff for 
new technology. Ahmed and Ullah (2012) also 
pointed out that technology is time consuming 
if businesses want to stay up to date with new 
trends. It is therefore important to know how 
LOGWIN stays up to date with technology. 

In terms of how the company stays up to date 
with technology. The question was open ended 
and therefore, the results were coded. Based 
on the results, almost a third of all respondents 
are dependent on the IT department for any 
technological updates. Frequent technology 
updates allow businesses to adapt quickly to 

changes in technology. The second highest 
response for staying up to date with technology 
was to monitor their mother company and adopt 
new technology changes from them. In addition, 
the results revealed that training of Logwin staff 
was provided on a regular basis to ensure that 
communication with services providers was 
maintained and feedback from customers was 
monitored. Additional remarks by staff working in 
the IT department indicated that staff from other 
departments do not know how their company 
stays up to date with technology. This is an 
important finding as technology has been shown 
to be important in facilitating information sharing; 
management should therefore ensure that staff 
are informed of the latest available technology to 
facilitate collaboration with supply chain partners. 

About training offered to employees in terms 
of the company providing training to stay up 
to date with technology changes, the biggest 
response was that only induction or basic 
training is provided. A non-response rate of 
23.3 % was recorded for this question, which 
could be the result of misunderstanding of the 
question. This presents a limitation of the study 
as high response rates weaken the findings. 

With reference to the reliability of the information 
provided, the majority of respondents agree 
that reliable information systems exists that 
support effective information flow. This is in 
line with the findings of Sandberg (2005) that 
technology is only successful when implemented 
correctly. More than half of respondents agreed 

fIgure 3: user frIendlIness of teCHnologY

fIgure 4: ImPortanCe of teCHnologY In suPPlY CHaIn CollaBoratIon
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that without information flow and technology, 
it would be difficult to respond to customer 
needs. This then refers to the trust that needs to 
exist between supply chain partners. Unreliable 
information such as incorrect data reporting was 
highlighted as a source of conflict in collaborative 
relationships. With technology, it is faster to 
connect with all parties in the supply chain, 
gather information and accurate responses. In 
addition, the results correspond with what was 
found by Pfahl and Maxum (2014) that electronic 
customer relationships and visibility through 
information flow will increase customer-supplier 
partnerships and therefore, increasing supply 
chain collaboration. De Leew and Francoo (2009), 
states that through sharing information, all supply 
chain partners are linked and therefore, increasing 
collaboration. Simatupang (2004) added that it is 
faster and easier to communicate with technology 
and it will increase transparency. Technology and 
information flow will add to cost reductions, 
improving services as well as improving 
customer satisfaction (Kohli & Jensen, 2010). 

From the responses, it is clear that most 
respondents do not know how their company 
stays up to date with technology and that they 
rely on the IT Department to keep technology up 
to date. Some basic virus updates and software 
updates were run on a weekly basis. It was also 
evident that more frequent training was needed 
for employees to be aware of new changes. Farcoo 
and Brien (2008) stated that keeping up to date 
with technology, training staff on new technology 
and resistance to change are some of the 
disadvantages of technology and that these factors 
bring about additional costs for the company. 

With a high level of dependency on technology, 
there is a risk that power failure can affect 
the use of such technology, which bodes the 
question of how prepared LOGWIN is for 
such an eventuality. The results establish that 
LOGWIN has a recovery plan in case of power 
failure and most responses included that they 
have backup power supply, such as generators 
to use. As respondents agree that their company 
is dependent on technology to enhance supply 
chain collaboration and information flow, as per 
Figure 4. There is a basic requirement for systems 
to mitigate the risk of the non-transmission of 

such information between supply chain partners 
and this is not only specific to LOGWIN, but to 
all companies operating in the age of technology.  

Kohli and Jensen (2010) found that using 
technology increases operational effectiveness, 
overall speed of information flow, more control 
over procedures as well as increase in customer 
responses, reducing inventory costs, and cycle 
times and improve new product development. 
Simatupang (2004) added that supply chain 
partners can communicate and collaborate 
faster and easier on line, technology increases 
transparency, reduces cost, eliminates errors, 
as well as increase sales and profits. Technology 
will improve overall accuracy, responses and 
faster information gathering, as well as increase 
market competitiveness and increased customer 
satisfaction. Childress (2016) found that technology 
and information flow will benefit inventory 
control, tracking and tracing, and increase 
warehouse management. Tang and Zimmerman 
(2013) added that technology and information 
flow will increase better communication, increase 
visibility and coordination in the supply chain, 
increase information flow to and from customers, 
as well as internally, with the overall increase 
of communication within the supply chain. 

Pahdi and Cross-Ruyke (2015) found that 
technology improves material handling, data 
quality, production, space utilisation and end 
customer satisfaction. All of these benefits were 
listed in a table and the respondents were asked to 
indicate on a scale from strongly agree to strongly 
disagree, if they agree or not with each statement. 
Most respondents agreed with each statement. 
34.48 % strongly agreed that technology improves 
the overall improvement of product and service 
quality, 30 % strongly agreed with technology 
assisting in end customer satisfaction and 30% 
strongly agreed with technology adding to 
overall accuracy. 66.67% agreed that technology 
reduces inventory costs, 68.97 % agreed that 
overall communication within the supply chain 
improved due to technology and information flow. 
3% of respondents disagreed with technology 
reducing inventory costs and cycle times as 
well as reducing overall costs in the company. 
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managerIal ImPlICatIons
Based on the research, the main finding is 
that respondents agree that there is a positive 
relationship between technology and information 
flow, and increased supply chain collaboration. 
Technology contributes to an integrated database 
to facilitate information sharing, enables 
immediate access to information, maintains 
an access to information sharing, shares 
information between departments and captures 
real time data. Therefore, management should 
invest and maintain technology to enhance 
information flow and to boost supply chain 
collaboration. Technology and information 
sharing also improves supply chain collaboration 
and all parties gain value from technology and 
information flow. Technology and information 
sharing will also improve product or service 
quality, inventory levels as well as order tracking. 

ConClusIons and 
reCommendatIons
The aim of this study was to determine how 
technology and information flow could 
increase collaboration in the supply chain. 
This study explained why technology plays an 
important role in the daily activities of a logistics 
company and how it can assist in increase 
market competitiveness for the company.

It is also evident that LOGWIN is dependent on 
technology to boost supply chain collaboration. 
Most respondents also agreed that the benefits 
derived from technology and information flow, 
included increased end customer satisfaction, 
shorter lead times, improved flow of information 
to and from LOGWIN’s suppliers and customers, 
as well as internal information flow. The findings 
suggest that technology and information flow have 
a positive effect on supply chain collaboration. It 
is recommended that the company focus more of 
involving all employees in the process of staying 
up to date with technology, as technology is used 
widely within the company. It is also recommended 
that more training is prearranged for employees 
on technology and information flow. As Saunders, 
Lewis & Thornhill (2005), pointed out, technology 
is only successful when implemented correctly. 

One limitation of this study is the fact that only 
one company in the supply chain was researched. 

This does not provide the full picture of the role 
that technology and information flow plays in the 
supply chain. Where such results may be applicable 
to one partner in the supply chain and not in 
another. Without researching other companies, 
these differences will not be recorded. A second 
limitation is the sample size of 30  respondents , 
is small, even though it is suitable for quantitative 
research, , which limits the big picture of the role 
of technology and information flow in a supply 
chain, to only the perception of the 30 participants. 
A third limitation might be respondent bias, 
where respondents may have answered questions 
in a way that made their own organisation appear 
to be applying to all the questions. Therefore, 
not receiving the truthful answers one needs, 
but answer the participants want you to have.

Future suggestions for research include adding 
more participants from other sections of the 
supply chain. This will allow a wider view of 
how technology plays a role in the overall 
supply chain. Increasing the sample size will 
in addition benefit the perspective of how 
technology is used and its level of importance, 
with more participants adding their views. 
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aBstraCt
Purpose
The purpose of this paper is two-fold: firstly, 
to determine the critical selection criteria for 
the creation of an index to evaluate third-party 
logistics service providers (3PLs) in South Africa 
and secondly, to determine whether industry 
differences exist with regard to the selection criteria.

Design/methodology/approach
Survey data were collected from 103 Top 500 
Companies in Africa that use 3PLs and within 
the industrial sectors that mostly outsource 
logistics services in South Africa. Seven 
groups of 3PL selection criteria, with a total 
of 44 3PL selection criteria were surveyed 
and ranked. Subsequently, a comparison of 
selection criteria by industrial sector was made.

Findings
From respondents’ rating of the individual 
3PL selection criteria in the seven categories, 
the top three categories are: cost and price 
structure, service delivery and the relationship 
with the 3PL. Results suggested no significant 
differences in the rating of categories of 

3PL selection criteria by industry sectors. 

Research limitations/implications
Empirical data were collected in a single 
country (South Africa) and at one point in 
time. Larger sample sizes per industrial sector 
would have allowed more sector comparisons.

Practical implications
The critical logistics outsourcing selection 
criteria identified and ranked in this study can be 
used by practitioners to facilitate the process of 
evaluating and ranking 3PLs prior to contracting. 

Originality/value
From the 3PL selection criteria identified 
and ranked in this paper, a ranking 
index of 3PLs in South Africa can be 
developed and adapted by industrial sector.

Keywords: Third party logistics, logistics ser-
vice providers, selection criteria, 3Pl index,  

IntroduCtIon
South Africa’s logistics costs are rising and 
expected to continue rising. According to the 
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Logistics Barometer South Africa 2016 (Havenga, 
Simpson, King, de Bod, and Braun, 2016), in 
2014, it was 11.2 percent of gross domestic 
product (R429 billion) and was forecast to 
reach 11.8 percent by 2016. Logistics costs have 
steadily increased since 2009, and are forecast to 
grow by 6.3 percent in 2016, in line with current 
inflation estimates. In an attempt to reduce 
cost and improve the effectiveness of logistics 
systems, business managers increasingly use 
third party logistics service providers (3PLs). 

The demand for 3PLs has been driven by 
globalisation, technology, organisational 
consolidation, the empowered consumer and 
government policy and regulation (Coyle, 
Langley, Novack and Gibson, 2009:7). Effective 
and efficient logistics systems enable companies 
to improve customer service levels and gain a 
competitive advantage as a result of improved lead 
times and delivery (Diabat, Khreishah, Kannan, 
Panikar and Gunasekaran, 2013). Global trends 
suggest that companies prefer to focus on their core 
competencies and outsource their supply chain 
activities, including procurement, warehousing 
and distribution (Piplani, Pokharel and Tan, 2004). 
Globally the 3PL industry has grown rapidly 
(Armstrong & Associates, 2014:8) offering a range 
of services, adding to warehousing, logistics and 
freight forwarding (Langley & Capgemini, 2014), 
value-add services, such as order management 
and fulfilment, information technology (IT) 
services and supply chain consultancy. Since 
supply chains have become more complex, the 
need to outsource has increased to obtain a 
cost advantage, improve quality, fill capability 
or capacity gaps and realise economies of scale. 

The process of outsourcing of logistics services 
comprises sourcing, appraising and selecting 
a suitable 3PL. Gartner (2013) and Armstrong 
& Associates (2013 & 2014) conducted surveys 
to rank 3PLs. Based on 3PL service provider’ 
capabilities to provide innovative value-add 
services for the elimination of waste in the 
supply chains, Gartner (2013) developed the 
“Magic quadrant for global 3PL providers”. 
He classified 3PL service providers into four 
quadrants: challengers, players, niche players 
and visionaries. Using the magic quadrant as 
a tool to assess the capabilities of 3PL service 

providers, assisted logistics managers when 
selecting a 3PL service provider (Gartner, 2013). 
In contrast, Armstrong & Associates (2014) 
base their rankings on revenue generation as 
the main criterion. They publish annual reports, 
such as the Top 50 global 3PL service provider, 
Top 20 North American 3PL service provider 
and Top 30 United States domestic 3PL service 
providers. These reports rank 3PL service 
providers according to their revenue generation, 
service area coverage, 3PL assets, information 
technology (IT), services and key customers.

ProBlem InVestIgated
In South Africa there is no annual survey of 3PLs 
neither a 3PL index such as those developed by 
Gartner and Armstrong & Associates providing 
a ranked list or comparison of existing 3PLs. 

The current absence of a valid comparison of the 
major and other 3PLs in South Africa, based on 
key outsourcing and ranking criteria, obfuscates 
the selection and contracting process.  Therefore, 
a research need existed to identify key outsourcing 
criteria rated important by South African users of 
3PL service providers when evaluating them. The 
first stage of the research to identify the relevant 
selection criteria has been reported in the article 
by Karrappan, Sishange, Swanepoel and Kilbourn 
(2017). Of the 44 selection criteria gleaned from 
literature, the authors reported only on the top 
25 (ranked by mean value) included in a factor 
analysis. The article did not report the results on 
all 44 selection criteria. In this article the results on 
all 44 selection criteria are reported as it provides 
a more comprehensive understanding of the 
evaluation of the selection criteria. In addition, 
the possibility of differences between industrial 
sectors in the importance rating of 3PL selection 
criteria is explored. With such information as a 
foundation a future ranking index for 3PL service 
providers in South Africa can be conceptualised 
and tested and even compiled per industry sector.

lIterature reVIeW
Organisations in most major industrial sectors 
outsource to 3PLs to reduce costs, improve 
customer service levels, increase operational 
flexibility, enhance their ability to focus on 
their core business by outsourcing non-
core activities (Wanke, 2012:2424; Chen, 
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Tian, Ellinger and Daugherty, 2010); convert 
fixed costs into variable costs (Bayazit and 
Karpak, 2013); and achieve strategic objectives 
(Qureshi, Abdelhadi and Shakoor, 2014:7).

Logistics outsourcing is defined as “a provision of 
a single or multiple logistics services by a vendor 
on a contractual basis” (Mothilal, Gunasekaran, 
Nachiappan and Jayaram, 2012:2409). In the 18th 
Annual Third-party Logistics Study (Langley and 
Capgemini, 2014), global shippers indicated the 
services most commonly outsourced (primary 
category) are grouped under operational and 
repetitive activities and include: domestic 
and international transportation (81% and 
78% respectively), warehousing (73%), freight 
forwarding (62%) and customs brokerage (57%). 
In addition they specified that several value-
added services (second category) are outsourced; 
such as cross docking (36%), reverse logistics 
(36%), freight-bill auditing (33%), product 
labelling and packaging (32%), transportation 
planning and management (28%) and supply 
chain consultancy services (25%). In the last 
category, strategic and information technology 
(IT) intensive services are cautiously outsourced. 
Langley and Capgemini (2014) measured the 
tangible benefits to shippers outsourcing to 3PLs, 
such as reductions in logistics costs, inventory 
costs and logistics fixed asset values, with an 
improvement in order fill rate and order accuracy.

3PL service provider indexes – comparative 
analyses
Global researchers, including (but not limited 
to) Armstrong & Associates and Capgemini 
Consulting, have published 3PL indexes to rank 
international 3PLs. Of the best known reports 
are the Armstrong & Associates (2014) global 
reports that rank international 3PLs operating 
across various continents. The reports include 
information on various attributes and services 
of the 3PLs, namely: 3PL turnover; Service area; 
3PL assets; Information systems; Services; and 
Key customers. The reports focus specifically on 
North and South America, Asia and Europe with 
very little or no information on Africa or South 
Africa in particular. In addition, a literature 
review revealed that there is no published 3PL 
Index for South Africa. Although these indexes, 
such as those from Armstrong & Associates, 

enable users of 3PLs to critically compare the 
different 3PLs to make informed decisions at 
a strategic level about logistics outsourcing to 
3PL service providers, additional information 
is needed to operationalise their outsourcing 
strategies. Such additional information would 
include 3PL selection and ranking criteria to 
enable the selection of a suitable 3PL as a partner.

3PL service provider selection criteria
Aguezzoul (2014) reviewed the ‘Third party 
logistics selection problem’ in 67 articles 
published within the 1994–2013 period. He found 
that 3PL selection is empirical in nature and 
varies per region/country, industrial sector, and 
logistics activities outsourced. Thus it is essential 
to determine for a specific country, such as South 
Africa, not only the relevant 3PL selection criteria 
for users of 3PLs in the country, but also per 
industrial sector. Aguezzoul (2014) identified 11 
criteria that are deemed important when selecting 
a 3PL service provider, namely cost, relationship, 
services, quality, information equipment systems, 
flexibility, delivery, professionalism, financial 
position, location and reputation. Additional 
selection criteria were identified by Bayazit 
and Karpak (2013), Braglia and Petroni (2000), 
Menon, McGinnis and Ackerman (1998) and 
Qureshi et al. (2007). These authors identified 22 
selection criteria of which 15 were identified by 
multiple authors: quality of service, information 
technology capability, delivery performance, 
trustworthiness, operational performance, 
compatibility, financial stability, geographic 
spread and range of services, long-term 
relationship, reputation, price and optimum cost, 
surge capacity, flexibility in operation and delivery, 
on-time delivery, low error rates, and creative 
management. It follows that the nature of the 
criteria are both tangible and intangible. Although 
a broad set of 3PL selection criteria is available, 
it seems that no single criterion is sufficient for 
selection. It is therefore essential to identify and 
classify key criteria for the selection of a 3PL.

For comparative purposes, the development of the 
3PL selection criteria for this study incorporated 
the attributes in Aguezzoul’s (2014:75) 
definitions of the 11 key selection criteria.
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Ranking the 3PL service provider selection 
criteria
In addition to identifying appropriate criteria 
for selecting 3PLs, such selection criteria 
should be ranked in terms of importance for 
3PL users. An example of such a ranking is 
the 3PL survey conducted during the 13th 
Annual State of Logistics Outsourcing (IOMA, 
2009:10-12), which ranked reputation, proven 
track record and industry expertise as the most 
important criterion at 51 percent, followed by 
cost savings and price (39%), ability to solve 
problems and partner with user (37%), flexibility 
(20%), technology (12%), infrastructure 
capabilities (10%) and financial stability (10%). 

A study by Moberg and Speh (2004) focused on 
selection specifically for delivering warehouse 
functions among 155 firms and isolated 12 
selection criteria used when choosing a 3PL. 
The top three are quality of management, track 
record and ability to provide value-added 
services. An even earlier study by Spencer, 
Rogers and Daugherty (1994) investigating the 
process of selecting a 3PL, surveyed 154 firms 
and identified 23 criteria, based on importance. 
The top three are on-time performance, 
service quality, and good communication.

For this study, 44 of the selection criteria identified 
by international researchers were used to ensure 
all criteria important in selecting a 3PL were 
included. These criteria were grouped into seven 
categories each containing several sub-criteria: 

•	 Credentials of 3PLs (6 criteria)
•	 Potential relationship with 3PLs (5 criteria)
•	 Scope of services offered by 3PLs (8 criteria)
•	 Cost and pricing structure of 3PLs (5 criteria)
•	 Service delivery of 3PLs (5 criteria)
•	 3PL resources and technical capability (9 

criteria)
•	 Quality of 3PLs (6 criteria) 

researCH metHodologY
Research methodology and design
A positivistic epistemology was adopted in this 
cross-sectional exploratory study (Saunders, 
Lewis and Thornhill, 2012), employing a 

quantitative method using a survey strategy and 
electronic structured questionnaires to identify 
the selection and ranking of outsourcing criteria. 
The questionnaire was pilot tested with 10 
respondents and minor adjustments were made.

To collect appropriate data, the unit of analysis 
comprised companies that contract 3PLs. This 
required the identification of the industrial 
sectors that predominantly contract 3PLs. From 
telephonic interviews with the five top-ranked 
3PLs ranked by Armstrong & Associates (2013) 
and operating in South Africa, and a further five 
well-known South African 3PLs, five industries 
that mostly contract 3PLs were identified. Only 
companies from these five industries appearing 
on the ‘Top 500 Companies in Africa’ (2013), 
were included in the target population, namely: 
energy/chemicals/gas (52); manufacturing 
– automotive and pharmaceuticals (46); 
mining and construction (36); technology and 
communication (44); and retail and fast moving 
consumer goods (fmcg) and perishables (47). 
Thus, the survey questionnaire was sent to the 
target population of 225 South African companies. 
To ensure compliance with the inclusive criterion, 
a filter question differentiated users of 3PLs from 
non-users, resulting in 103 (46%) valid responses.

results
Profile of respondents
The respondents were from the following 
industrial sectors: mining (27%), wholesale and 
retail (24%), manufacturing (21%), diversified 
(19%), construction (16%), telecoms and 
communication (8%), technology (7%) and other 
(7%). Their positions in the companies ranged 
from chief executive officers or general managers 
(6%), operations managers (5%), procurement 
(37%), supply chain (31%) to logistics (12%), 
with ‘other in 3PL selection’ (10%). Thus, it can be 
assumed that the respondents had the knowledge 
and/or experience to respond meaningfully. 

From the 403 responses on types of logistic services 
outsourced, it seems that most of the respondents 
outsourced more than one service to 3PLs with 
the top five being: transportation (99%), customs 
clearance (83.5%), freight forwarding (83.5%), 
freight billing (70.9%) and warehousing (37.9%).
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What follows is a discussion of the results of the 
study. It is important to note that in this survey, 3PL 
selection criteria were evaluated on both individual 
criterion level and on criteria category level.  
Furthermore, selection criteria categories were 
evaluated as both multi-dimensional constructs 
(category mean values determined based on the 
mean values of individual criterion assigned to 
a category and evaluated by means of one scale) 
and mono-dimensional constructs (category 
mean values determined by the evaluation of 
the category as a stand-alone item on a scale). 
This section concludes with an industry-specific 
comparison of 3PL selection criteria evaluations. 

Selection criteria for 3PL outsourcing
The 44 selection criteria for 3PL outsourcing were 
grouped into seven categories. The importance of 
each criterion was rated on a 5-point Likert scale 
(1 = not important; 2 = moderately important; 3 
= important; 4 = very important; 5 = extremely 
important). The Cronbach alpha values for the 
scales of the seven categories were as follows: A1 
– .613 (after the deletion of one item), A2 – .652, 
A3 – .759, A4 – .636, A5 – .873, A6 – .848 and 
A7 – .899. Although Cronbach alpha values of 
less than 0.7 are considered low, Pallant (2007) 
advised that a low Cronbach alpha value is a 
common result for short scales (fewer than ten 
items). He recommended the consideration of the 
inter-item correlation mean for such scales. The 
optimal range of inter-correlation mean values 
is between 0.2 and 0.4 (Briggs and Cheek, 1986; 
cited by Pallant, 2007). The scales for categories 
A1 and A2 had acceptable inter-item correlation 
means (x = 0.246, and x = 0.264 respectively). 
Therefore all scales were considered reliable 
(after the removal of one item in category A1).   

Of the six criteria (Table 1) in the Credentials of 
the service provider category (A1) two have mean 
scores greater than 4.0, namely Demonstration 
of innovation by the service provider (4.47) and 
Accessibility of top management (4.17). Of the 
five criteria in the Potential relationship with 
3PL service provider category (A2), two have 
mean scores higher than 4.0, namely Sharing of 
risks between this organisation and the service 
provider (4.38) and Sharing rewards between this 
organisation and the 3PL service provider (4.05). 
Of the eight criteria in the Scope of 3PL services 

category (A3), three have mean scores higher than 
4.0, namely Ability of the 3PL service provider to 
provide value-added services (4.52), Ability of 
the 3PL service provider to provide a customized 
service (4.34) and Geographical coverage of the 
3PL service provider (4.21). Of the five criteria of 
the Cost and pricing structure of the 3PL service 
provider category (A4) three have mean scores 
higher than 4.0, namely Cost savings offered by the 
3PL service provider (4.12), Low operation cost 
of the 3PL service provider (4.08) and Favourable 
price structure of 3PL service provider (4.01). 
Of the five criteria of the Service delivery of the 
3PL service provider category (A5) four have 
mean scores higher than 4.0; namely Adherence 
to the contract (4.27), On-time shipment and 
deliveries (4.18), Accuracy of delivery (4.16) and 
Low error rates (4.13). Of the nine criteria of the 
3PL resources and technical capability category 
(A6) three have mean scores higher than 4.0, 
namely Information management and reporting 
(4.49), Information network security (4.38) and 
Information network accessibility (4.12). Of the six 
criteria of the Quality of the 3PL service provider 
category (A7) three have mean scores higher 
than 4.0, namely Commitment to continuous 
improvement from the 3PL service provider 
(4.55), Information management and compliance 
and risk management (4.12), and Quality of 
management by the 3PL service provider (4.07).

Mean score ranking of the selection criteria
Of the 44 selection criteria, the top 25 based on 
the highest mean values, are listed in Table 2. In 
the top five are two criteria from the category 3PL 
resources and technical capability. However, the 
following three categories are best represented 
in the top 25: Service delivery of 3PL (all 5 
criteria included); Scope of 3PL services (4 of 
the 8 criteria included); and Quality of 3PL 
service provider (4 of the 6 criteria included).

The fact that these 25 3PL selection criteria are 
rated mostly between very important (4) and 
extremely important (5) aligns with the findings 
of Aquezzel (2014), Menon et al. (1998), Qureshi 
et al. (2007) and Bayazit and Kaprak (2014).

Ranking of the seven categories of 3PL service 
providers selection criteria
From the calculation of the average mean 
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taBle 1: seVen CategorIes of 3Pl seleCtIon CrIterIa surVeYed – In order of ImPortanCe 
Per CategorY

selection criteria frequency mean standard 
deviation

A1 Credentials of service providers
A1.6 Demonstration by the 3PL service provider 99 4.47 .705

A1.4 Accessibility of top management of 3PL service 
provider 99 4.17 .686

A1.3 Financial stability of the 3PL service provider 99 3.93 .689
A1.5 Reputation of the 3PL service provider 99 3.80 .756
A1.1 Turnover of the 3PL service provider 98 3.49 .828
A1.2 Volumes managed by the 3PL service provider 99 2.76 .938

average mean for category a1 3.77
A2 Potential relationship with service provider

A2.4 Sharing of risks between this organisation and the 
service provider 98 4.38 .780

A2.5 Sharing of rewards between this organisation and the 
3PL service provider 98 4.05 .778

A2.3 Trust between this organisation and the 3PL service 
provider 99 3.95 .705

A2.2 Information sharing between this organisation and the 
3PL service provider 99 3.88 .799

A2.1 Strategic relationship with 3PL service provider 99 3.79 .643
average mean for category a2 4.01

A3 scope of 3Pl services

A3.8 Ability of the 3PL service provider to provide value-
added services 99 4.52 .629

A3.2 Ability of the 3PL service provider to provide 
customised service 99 4.34 .785

A3.3 Geographical coverage of the 3PL service provider 99 4.21 .594
A3.1 Range and level of 3PL service offerings 98 3.93 .911
A3.5 Ability of the 3PL service provider to solve problems 98 3.84 .882
A3.4 Flexibility in delivery of 3PL services 99 3.79 .860

A3.7 Ability of the 3PL service provider to provide post-sale 
customer service 99 2.79 1.072

A3.6 Ability of the 3PL service provider to provide pre-sale 
customer service 99 2.68 1.018

average mean for category a3 3.76
A4 Cost and pricing structure of the 3Pl service provider

A4.2 Cost savings offered by the 3PL service provider 97 4.12 .462
A4.5 Low operation costs of the 3PL service provider 98 4.08 .821
A4.1 Favourable price structure of the 3PL service provider 98 4.01 .696
A4.3 Low distribution cost of the 3Pl service provider 98 3.71 .642
A4.4 Low warehousing cost of the 3PL service provider 98 3.65 .909

average mean for category a4 3.91
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per category (Table 1) it seems that the seven 
categories should be ranked as follows: 

•	 Service delivery of 3PL service provider (A5) 
(x = 4.14)

•	 Quality of 3PL service provider (A7) (x = 4.03)
•	 Potential relationship with 3PL service 

provider (A2) (x = 4.01)
•	 Cost and pricing structure of 3PL service 

provider (A4) (x= 3.91)
•	 Credentials of the 3PL service provider (A1) 

(x= 3.77)
•	 Scope of services offered by 3PL service 

provider (A3) (x= 3.76)
•	 3PL resources and technical capability (A6) 

(x= 3.63)
However, when respondents were asked to rank the 
seven categories as mono-dimensional constructs 

taBle 1: seVen CategorIes of 3Pl seleCtIon CrIterIa surVeYed – In order of ImPortanCe 
Per CategorY (ContInued)

selection criteria frequency mean standard 
deviation

A5 service delivery of the 3Pl service provider
A5.1 Adherence to the contract 99 4.27 .603
A5.4 On-time shipment and deliveries 99 4.18 .787
A5.3 Accuracy of delivery 99 4.16 .854
A5.5 Low error rates 99 4.13 .888
A5.2 Speed of delivery 99 3.96 .768

average mean for category a5 4.14
A6 3Pl resources and technical capability

A6.9 Information management and reporting 99 4.49 .629
A6,8 Information network security 99 4.38 .634
A6.7 Information network accessibility 99 4.12 .674
A6.6 Availability of real-time information 99 3.89 .741

A6.2 Information technology tracking capability of the 3PL 
service provider 99 3.77 .683

A6.3 Service capacity of the 3PL service provider 99 3.35 .799
A6.5 Suitability of equipment of the 3PL service provider 99 3.18 .861
A6.4 Suitability of facilities of the 3PL service provider 99 3.17 .813
A6.1 Efficient layout of the 3PL facility 99 2.40 1.068

average mean for category a6 3.63
A7 Quality of the 3Pl service provider

A7.6 Commitment to continuous improvement from the 3PL 
service provider 98 4.55 .675

A7.4 Regulation compliance, e.g. (B-BBEE) status, risk 
management (OSH Act) by the 3PL service provider 99 4.12 .812

A7.1 Quality of management by the 3PL service provider 99 4.07 .834

A7.5 Compliance to environmental requirements by the 3PL 
service provider 99 3.97 .851

A7.3 Evidence of a quality management system (ISO) being 
used by the 3PL service provider 97 3.93 .711

A7.2 Quality of assets owned by the 3PL service provider 99 3.53 .965
average mean for category a7 4.03
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on a seven-point scale (1=most important), the 
rank order changed somewhat. From the means 
of the 98 usable responses in Table 3, the category 
Cost and pricing structure of 3PL service provider 
moved from fourth to first position, ranked 
as the most important category, with a ranked 
mean of 1.99. The category of Service delivery 
of the 3PL service provider dropped from first 
position to a ranked second with a mean of 2.18. 
The category Potential relationship with the 3PL 
service provider (x = 2.24) maintained its place in 
third position. Why these discrepancies occurred 
is not obvious and needs further investigation. 
The reason may relate to the number and 
description of the criteria in each category, detail 
that is lost when an entire category is ranked.

A comparison of these results with the ranking 
results from the studies conducted by IOMA 

(2009), Moberg and Speh (2004), and Spencer et 
al. (1994) could have been provided interesting 
findings, if only the descriptions of the criteria were 
exactly the same. Nevertheless, as in this study, it 
is evident that service delivery of a 3PL service 
provider is ranked highly by all these studies.

Need for a 3PL service providers’ index in South 
Africa
The overwhelming majority of respondents 
(90%) agreed that a ranking index for 3PL 
service providers in South Africa would assist 
their business in selecting a 3PL service provider.

Selection criteria split by industrial sector
Depending on the type of 3PL services 
predominantly outsources in an industrial 
sector, the rating of selection criteria may vary 
across industrial sectors. Various industrial 

taBle 2: 3Pl seleCtIon CrIterIa ranKed aCCordIng to HIgHest means

Code top 25 selection criteria mean
A7.6 Commitment to continuous improvement from the 3PL provider 4.55
A3.8 Ability of the 3PL service provider to provide valued added services 4.52
A6.9 Information management and reporting 4.49
A1.6 Demonstration of innovation by the 3PL service provider 4.47
A6.8 Information network security 4.38
A2.4 Sharing of risks between this organisation and the service provider 4.38
A3.2 Ability of the 3PL service provider to provide customized service 4.34
A5.1 Adherence to the contract 4.27
A3.3 Geographical coverage of the 3PL service provider 4.21
A5.4 On-time shipment and deliveries 4.18
A1.4 Accessibility of top management of the 3PL service provider 4.17
A5.3 Accuracy of delivery 4.16
A5.5 Low error rates 4.13
A4.2 Cost savings offered by the 3PL service provider 4.12
A6.7 Information network accessibility 4.12
A7.4 Regulation compliance e.g. B-BBEE status, risk management (OSH Act) 4.12
A4.5 Low operation costs of the 3PL service provider 4.08
A7.1 Quality of management by the 3PL service provider 4.07
A2.5 Sharing of rewards between this organisation and the 3PL service provider 4.05
A4.1 Favourable price structure of the 3PL service provider 4.01
A7.5 Compliance to environmental requirements by the 3PL provider 3.97
A5.2 Speed of delivery 3.96
A2.3 Trust between this organisation and the 3PL service provider 3.95
A1.3 Financial stability of the 3PL provider 3.93
A3.1 Range and level of 3PL service offerings 3.93
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sectors were represented by the respondents 
of the study; technology (n=7), telecoms and 
communication (n=8), construction (n=16), 
diversified (n=20), manufacturing (n=22), 
wholesale and retail (n= 25), and mining (n=28). 
Owing to the small number of responses in some 
of the industrial sectors, only the results for the 
last three sectors are presented in Tables 4-6. 

Evident from Tables 4-6 is that the 3PL selection 
criteria categories: Service delivery of the 3PL 
and Potential relationship with the 3PL were 
consistently rated as the most important and 
second most important categories across the 
three industries compared. The 3PL selection 
criteria categories: Scope of 3PL services and 
3PL technical resources and technical capability 
consistently were placed in the bottom two 
positions of comparative importance. These 
results are only applicable to respondents 
who do outsource logistics activities. 

Noteworthy is the difference in results for the 
industry-specific evaluation of the 3PL selection 

criteria categories as multi-dimensional construct 
(as per Tables 4-6) and as mono-dimensional 
constructs. The latter resulted in the category: Cost 
and pricing structure of the 3PL consistently being 
rated as the most important 3PL selection criteria 
across the three industries analysed with Service 
delivery of the 3PL consistently in second position.  

managerIal ImPlICatIons
Managers responsible for the outsourcing of 
logistics activities in business organisations 
can use the ranked 3PL selection criteria 
provided in this study to facilitate the critical 
task of evaluating prospective service providers. 
Managers of 3PLs can use the results of this study 
for an improved understanding of the needs of 
the market. They can use the ranked selection 
criteria to benchmark their own organisations 
and to align itself with market needs where 
necessary. 3PLs can also use the results of this 
study to direct their marketing campaigns owing 
to insight gained on the needs of 3PL users.  

taBle 3: resPondents’ ranKIng of tHe seVen CategorIes of 3Pl seleCtIon CrIterIa

ranking 
position Categories of 3Pl selection criteria mean

1 Cost and pricing structure of 3PL service provider (A4) 1.99
2 Service delivery of 3PL service provider (A5) 2.18
3 Potential relationship with 3PL service provider (A2) 2.24
4 Credentials of the 3PL service provider (A1) 2.41
5 Scope of services offered by 3PL service provider (A3) 2.67
6 Quality of 3PL service provider (A7) 2.83
7 3PL resources and technical capability (A6) 3.68

taBle 4: eValuatIon of CategorIes of 3Pl seleCtIon CrIterIa – mInIng seCtor

ranking 
position 3Pl selection Criteria Category - ranked frequency mean std. deviation

1 Service delivery of the 3PL service provider 
(A5) 27 3.9556 0.71969

2 Potential relationship with the 3PL service 
provider (A2) 27 3.8667 0.46077

3 Quality of the 3PL service provider (A7) 27 3.8160 0.71578
4 Credentials of the 3PL service provider (A1) 27 3.7926 0.48511

5 Cost and pricing structure of the 3PL 
service provider (A4) 27 3.7648 0.43805

6 Scope of 3PL services (A3) 27 3.5099 0.50180
7 3PL resources and technical capability (A6) 27 3.4815 0.55213
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ConClusIons
From the 44 criteria for selecting 3PL service 
providers, the users of 3PL service providers rated 
their importance and it was possible to rank the top 
25 according to means. From this list it is possible 
to compile a 3PL service provider Index for testing 
with a large sample across industrial sectors.

Service delivery of the 3PL consistently ranked 
as the most important category of 3PL selection 
criteria when individual criteria is considered. 
When categories of selection criteria are ranked 
based on a mono-dimensional scale, then the cost 
and pricing structure of the 3PL was ranked as 
the most important 3PL selection criteria. Results 
suggest that there is no significant difference in the 
ranking of 3PL selection criteria per industry sector. 

lImItatIons and furtHer researCH
Owing to the limited number of responses, it was 

only possible to compare the 3PL requirements 
of the three industrial sectors. With the 
identified 3PL selection criteria the study could 
be extended to obtain sufficient data from the 
3PL users in the different industrial sectors for 
comparative purposes. This should also allow 
formal inferential testing for differences between 
industry sectors. In addition, future research 
should develop and test the 3PL service provider 
index. Categories of selection criteria need to be 
further refined for improved reliability scores.
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aBstraCt
The purpose of this paper is to investigate 
the influence of supply chain practices on 
e-collaborations with suppliers and customers 
in South Africa. In particular, the study will 
focus on supply chain planning, JIT production 
practice, and delivery practice as supply chain 
practices. A quantitative paradigm with data 
collection from a sample size of 320 firms in 
South Africa was employed. The study performed 
both a confirmatory factor analysis (CFA) and 
a structural equation modeling (SEM) using 
AMOS 21 to analyse data. The findings of this 
paper show a positive and significant influence of 
intra-firm supply chain practices on supply chain 
e-collaboration with both suppliers and customers. 
The findings have important implications on both 
collaborating and non-collaborating firms. For 
collaborating firms, the empirical findings imply 
a need to standardise supply chain e-collaborating 
processes through the implementation of intra-
firm supply chain practices to maximise all the 
benefits of e-collaboration in supply chains.  The 
model will add and probe further research on 
the relationship between intra-firm supply chain 
practices and supply chain e-collaboration.  The 
study adds great value by contributing towards 
the supply chain management body of knowledge.

Keywords: supply chain practices, supply chain 
e-collaboration, just-in-time, supply flexibility, 
supply chain planning

IntroduCtIon
The realisation that supply chain performance 
is an important factor in achieving a firm’s 
competitive advantage has prompted firms to 
focus not only on wider aspects of supply chains 

between members in the chain, but on internal 
business systems as well (Sezen 2008:233; Sanders 
2011:8). In supply chains, the performance of 
individual firms and that of the supply chain 
as a whole remain paramount. In this regard, 
Mentzer, De Witt, Keebler, Min, Nix, Smith and 
Zacharia (2001:18) note that the purpose of 
supply chain management is to improve the long 
term performance of the individual firms and 
the supply chain as a whole. Hugos (2006:50) 
posits that supply chain management requires 
simultaneous improvements in both customer 
service levels and the firm’s internal operating 
efficiencies. Improving internal operating 
efficiencies may require adopting systems such 
as just-in-time (JIT) production and inventory 
control, effective supply chain planning as well 
as delivery systems (Zhou & Benton 2007:1348). 

Day and Lichtenstein (2007:317) categorised 
supply chain management practices into internal 
supply management processes and externally 
focused management practices. Supply chain 
practices have also been defined from both an 
intra-firm and an inter-firm perspectives. The 
intra-firm perspective definition of supply chain 
practice includes supply chain planning, JIT 
production and inventory systems, as well as the 
delivery practices while supply chain practices 
from an inter-firm perspective includes among 
others, collaboration, strategic information 
sharing and supply chain competence (Day 
& Lichtenstein 2007:317). Li, Rangu-Nathan, 
Rangu-Nathan and Rao (2006:109) define supply 
chain practices as a set of activities performed 
by firms to enhance efficient management of the 
supply chain. According to Da Silva, Neto and 
Pires (2012:10), supply chain practices incorporate 
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cooperation, as well as support in the development 
of products, processes, purchases and delivery 
systems with a firm’s suppliers. Van der Vaart 
and Van Donk (2008:47) define supply chain 
practices as tangible activities or technologies 
that play a primary role in the collaboration 
among the focal firm, its suppliers and customers. 

Due to increasing global competition, many firms 
are increasingly embracing supply chain practices 
such as the supply chain planning, JIT production  
and inventory systems, as well as the delivery 
systems (Mbanje & Lunga 2015:5). These supply 
chain practices ensure low cost, high quality 
and reliable products, which enhances firm 
competitiveness and performance both in local 
and global markets (Shukla, Garg & Agarwal  
2011:2061). Wisner, Tan and Leong (2012:270) 
concur that the success of efficient and effective 
intra-firm supply chain practices is manifest from 
low cost, greater speed, new innovation and high 
levels of customer satisfaction in their firms. 
Wisner et al. (2012:269) associate JIT production 
and inventory practices with the reduction in 
wasted movements of workers, customers and 
or work-in-progress, thus improving the overall 
supply chain responsiveness and efficiency. As 
such, the adoption of supply chain practices 
in industries worldwide has steadily increased 
since the 1980s (Shukla et al., 2011:2063). 

The notion of e-collaboration has sprouted 
in supply chain management literature as a 
technology-enabled systems approach that 
integrates and synchronises a supply chain, 
promoting team work among multiple businesses 
with a shared purpose and a common work context 
(Coe, 2004:5). It provides supply chain member 
firms with benefits such as reduced total systems 
costs as well as improved customer responsiveness 
(Coe, 2004:5). Notwithstanding the perceived 
importance of collaboration and electronic 
collaboration (e-collaboration) at supply chain 
level, organisations continue to experience 
difficulties in their attempts to foster internal and 
external collaboration (Jayaram & Tan, 2010:262). 
More so, international evidence reveals that firms 
are reluctant to adopt and implement technology-
enabled collaborations in supply chains as they 
perceive technology as an inherently insecure and 
a complicated environment, despite the benefits 

and opportunities availed by supply chain 
e-collaboration systems (Ratnasingam, 2006:117). 

According to the Council for Scientific and 
Industrial Research Report (2014:16) there is a 
major gap between the knowledge of supply chain 
management and the successful implementation 
of supply chain collaboration strategies within 
South African organisations. In support, the 
Supply Chain Foresight Report (2015:49) 
recommended that supply chain collaboration, 
alignment and visibility are some of the key areas 
that need improvement in South Africa’s supply 
chain management and have greater potential for 
future returns. Furthermore, the Supply Chain 
Foresight Report (2015:61) highlighted that only 
29% of the South African firms are fully utilising 
supply chain collaboration strategies, while 46% 
are partly collaborating and 14% have plans to 
implement supply chain collaboration strategies. 
This clearly shows that the areas of collaboration 
within supply chains in South African companies 
remain fertile for exploration. Furthermore, 
the trends of outsourcing and the value-added 
functions associated with external functions 
call for more understanding of effective supply 
chain e-collaboration (Jayaram & Tan, 2010:262). 

Yet, there seems to be a gap in literature of the 
influence of supply chain practices on supply 
chain e-collaboration. A few studies have been 
conducted on supply chain practices. These 
include a study by Day and Lichtenstein (2007) 
which investigated the relationship between supply 
management practices, strategic orientation and 
organisational performance. Another study by 
Bayraktar, Koh, Gunasekaran, Sari and Tatoglu 
(2008) investigated the relationship between 
information systems, supply chain management 
practices and operational performance. Li et al. 
(2006:107-124) examined the impact of supply 
chain management practices on competitive 
advantage and organisational performance. 
Finally, Zhou and Benton (2007) investigated 
the integration of information sharing and 
intra-firm supply chain practice in supply 
chain management in North American firms. 

The link between supply chain practices and 
supply chain e-collaboration makes this study 
significant in filling such a research gap. Thus, 
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a detailed study on the intra-firm supply chain 
practices effect on supply chain e-collaboration 
stands to contribute towards literature. Hence, this 
study seeks to investigate the influence of supply 
chain practices on e-collaborations with suppliers 
and customers in South Africa. In particular, 
the study will focus on supply chain planning, 
JIT production practice, and delivery practice 
as supply chain practices. These dimensions of 
supply chain practice were also employed in a 
study by Zhou and Benton (2007). This article 
is organised as follows: theoretical grounding, 
literature review, research methodology, data 
analysis and results, as well as the managerial 
implications and policy recommendations.

tHeoretICal groundIng
This study is grounded on the relational view 
(RV) theory. The RV theory assumes that critical 
resources of a firm may extend beyond the firm 
boundaries and may be embedded in inter-
firm resources as well as routines (Singh, 2008). 
These resources or assets can be site, physical 
and or human specific. The site specific resources 
which involve immobile successive production 
stages located one to another can help enhance 
effective supply chain planning practices (Dyer 
& Singh, 1998:669). In other words, if the 
supply chain member firms will situate their 
successive production processes in a manner 
that they are near each other, it would be easy for 
them to coordinate their activities. In addition, 
the firms can effectively forecast customer 
demand, and work together to timely meet the 
customers’ precise requirements (Lavie, 2006). 
Collaboration with suppliers and customers will 
likely result in the creation of complementary 
resources and competences that generate 
relational rents. Relational rents would also result 
where there is trust and information sharing 
culture between parties (Turkmen 2013:10). 

lIterature reVIeW 
The link between supply chain practices, namely 
supply chain planning, just-in time, and supply 
flexibility, and supply chain e-collaboration is now 
examined. To that end, the concept of SCMPs, 
SCI and SCP used in this study are clarified. 
Subsequently, based on the literature reviewed 
the model and hypotheses are further proposed.

Ivanov and Sokolov (2010:173) define supply 
chain planning (SCP) as ‘a purposeful, organised 
and continuous process including the synthesis 
of supply chain structures and elements, the 
analysis of their current state and interaction, 
the forecasting of their development for some 
period and the forming of mission-oriented 
programmes as well as schedules for the transition 
to a required (optional) structural macro-state’. It 
seeks to accurately forecast future demands of the 
firm and coordinate several functions within the 
firm, its suppliers as well as its customers (Fuchs 
& Otto, 2015:78; Zhou & Benton, 2007:1349). 
Supply chain planning practices are important 
to firms because they enable them to process 
information from suppliers, customers and 
internal operations (Zhou & Benton, 2007:1349). 
Supply chain planning also enables the firm to 
coordinate material and information flows with a 
view to meeting customer demand in the required 
volume and delivery time, while improving 
efficiencies within the supply chain (Steinrücke 
& Jahr, 2015:259; Cordeau, Pasin & Solomon, 
2009:62). Jonsson and Holmström (2016:62) 
recommended that SCP needs to be evaluated 
as a specific management intervention that is 
implemented, managed, and actively developed. 
Hence, the current study seeks to measure the 
effectiveness of the supply chain planning practice 
through the implementation of the supply chain 
demand forecast and coordination practices.

Just-in-time (JIT) system has greatly influenced 
manufacturing processes since the early 1980s. 
Some of the main benefits of JIT such as inventory 
reduction, quick delivery, and cost reduction 
have been well documented (Badenhorst-Weiss, 
van Biljon & Ambe, 2017; Cook & Rogowski, 
1996; Payne, 1993). Just-in-time production 
encompasses continuous problem solving to 
eliminate waste, improve quality and enhances 
new product development (Meybodi, 2015:112; 
Wisner et al., 2012:54). According to Singh 
and Ahuja (2014:281) JIT is the foundation for 
world class manufacturing, as it facilitates the 
effective implementation of world-class lean 
manufacturing practices. In JIT production 
and inventory practices, excess inventories are 
considered a waste because they tend to hide 
several purchasing, production and quality 
problems within a firm. As such, through the 
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cycle time reduction practice, firms are required 
to reduce their inventory levels by, for example, 
reducing their purchase order quantities and 
production lot sizes (Lohar, 2011:6). Cycle time 
can also be reduced by moving the machine tools 
closer to the machines, improving tooling or die 
coupling, having standardised setup procedures 
and purchasing machines that require less 
setup time (Wisner et al., 2012:270). As argued 
by Zhou and Benton (2007:1349), cycle time 
reductions from running small batches allow 
firms to improve quality and timeliness feedback. 

According to Anaya and Boticario (2011:1175) 
purposeful application of collaboration 
technologies, called e-collaboration, can only 
support the sharing of knowledge. In support, 
Cassivi, Lefebvre, Lefebvre and Leger (2004:91) 
posit that reliance upon e-collaboration tools will 
enhance the competitiveness and performance 
of their supply chains. In view of this, this 
study argues that the reduction of cycle times 
and elimination of waste as a result of the 
adoption of JIT philosophy and practice will 
foster e-collaboration among the supply chain 
members. According to Kerber and Dreckshage 
(2011:192), delivery practice is an important 
element of achieving customer satisfaction by 
providing customers with the products they want 
when they want them. Delivery practice can be 
categorised into reliable delivery and flexibility in 
production and delivery. Reliable delivery requires 
that suppliers deliver products on schedule 
and in the right amounts required (Kerber & 
Dreckshage, 2011:192). Duclos, Vokurka and 
Lummus (2003) define supply flexibility as the 
ability to meet the changing needs of customers, 
changing the supply of product, including mix, 
volume, product variations and new products. 
Flexibility in production and delivery practice 
reflects an organization’s ability to effectively 
adapt or respond to change (De Villiers, Nieman 
& Nieman, 2017; Jayant & Ghagra, 2013:22). 
In other words, the suppliers should not only 
be able to timely deliver products, but that 
they also be flexible enough to respond to the 
customers’ change in tastes and requirements. 

Jayant and Ghagra, (2013:24) indicated that 
flexibility can be operationalised in terms of 
end user requirements that are to be met by 

manufacturing for example, the customization 
of products and shorter delivery lead times. 
According to Kim (2015:4) flexibility becomes of 
greater importance in the long-term relationship 
than in the short-term relationship. Flexibility 
in delivery practice is also associated with 
improved responsiveness to constant change in 
customer demands, facilitated by supply chain 
e-collaboration (Coe 2004:5). It is against this 
backdrop that the study asserts that effective delivery 
practices can improve e-collaboration among 
supply chain members especially with customers.

The term e‐collaboration is increasingly being used 
to refer to collaboration activities made possible 
by the use of information and communication 
technology (Seaba & Kekwaletswe, 2012:126; 
Weiseth, Munkvold, Tvedten & Larsen, 2006). 
Hence, e‐collaboration can be defined as 
the purposeful application of collaboration 
technologies to support the sharing of knowledge 
(Anaya & Boticario, 2011:1175; Munkvold, 
2005:82). Such information and communication 
technologies are meant to strengthen 
collaboration the partners. According to Cassivi, 
Lefebvre, Lefebvre and Leger (2004:91), in order 
for firms to enhance their competitiveness, they 
increasing rely on e-collaboration tools in order 
to enhance the performance of their supply 
chains. Supply chain e-collaboration has been 
defined by various authors in many different 
ways. It has been referred to as an extension of the 
conventional collaboration approach in a digital 
era (Ma, 2008:66). It refers to the joint activities 
by firms, which are based on inter-organisational 
learning through long term inter-organisational 
relationships, and involves joint planning, 
coordination, advertising and promotions done 
through the aid of technology (Choi & Ko, 
2012:551). According to Green (2001:201), supply 
chain planning mainly focuses on end-customer 
demand forecasting, and production capacity 
alignment. To this end it employs demand 
management, sales and operations planning, 
master production scheduling and distribution 
requirements planning. In their study, Cassivi et al. 
(2004:105) found that e-collaboration seems to be 
more effective with suppliers than with customers.

The current study’s research framework proposes 
that intra-firm supply chain practices of supply 
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chain planning, JIT production and inventory, 
as well as delivery can positively influence the 
supply chain member firms’ technology mediated 
collaborations using South African data. This 
proposition is informed by both the RV theory 
along with the Lambert and Cooper’s (2000) supply 
chain management framework. The argument 
is that after understanding their positions in 
the supply chain, identified and selected their 
primary suppliers as well as customers, firms 
can invest in the linkages and connections of 
their business processes to enhance supply chain 
planning, JIT production and delivery practices. 
With time, these supply chain firms will then 
invest in collaboration technologies that can help 
them share resources and strengthen their long 
term relations within their supply chain. Thus, 
firms that effectively implement their intra-firm 
supply chain practices increase the chances of 
collaborating with their key supply chain members 
using technologies in an attempt to control and 
minimise supply chain costs. In light of the RV 
theory, supply chain framework as well as the 
above reasoning, this study hypothesises that:

•	 H1:Supply chain planning practice has a 
positive and significant influence on supply 
chain e-collaboration with suppliers.

•	 H2:Just in time production practice has a 
positive and significant influence on supply 
chain e-collaboration with suppliers.

•	 H3:Just in time production practice has a 

positive and significant influence on supply 
chain e-collaboration with suppliers

•	 H4:Just in time production practice has a 
positive and significant influence on supply 
chain e-collaboration with customers

•	 H5:Supply flexibility practice has a positive 
and significant influence on supply chain 
e-collaboration with customers

ConCePtual frameWorK 
The research framework developed in this study 
is shown in Figure 1. This section describes 
the research model as well as the nine main 
hypotheses. The framework proposes that supply 
chain the implementation of supply chain practice 
will influence the supply chain e-collaboration. 

researCH metHodologY
Sample and data collection 
The current paper surveyed 320 firms of all sizes 
across various industries throughout the nine 
provinces of South Africa. The study targeted 
and used the list of supply chain member firm 
managers who are also SAPICS members 
obtained from the SAPICS database. Self-
administered questionnaires were used for data 
collection. However, given the distance involved 
between the nine provinces in South Africa, these 
questionnaires were turned into monk Internet 
based surveys to reduce costs. With the help of 
SAPICS, a majority of the questionnaires were 
distributed to SAPICS members during the 
SAPICS annual conference held from 1-3 June 

fIgure 1: researCH frameWorK sourCe: oWn frameWorK
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2014 at Sun City, South Africa. This conference 
had a total attendance of almost 1500 SAPICS 
members. A total of 300 usable completed 
questionnaires were collected at this conference. 
From the monk survey, a total of 20 usable 
and completed questionnaires were retrieved, 
summing up to a total of 320 usable questionnaires. 

Measurement instrument and questionnaire 
design
Research scales were operationalised on the 
basis of previous work. Proper modifications 
were made in order to fit the current research 
context and purpose. Intra-firm supply chain 
practice was measured from three dimensions 
- supply chain planning practices (6 items), 
just-in time production and planning practices 
(5 items), and supply flexibility practices (5 
items) (see the attached questionnaire in the 
appendix). The study adopted and modified the 
supply chain practices from Zhou and Benton 
(2007:1358) as well as from Jayant and Ghagra 
(2013:24). Supply chain e-collaboration was 
measured from four dimensions: e-collaboration 
with suppliers (6 items), and e-collaboration 
with customers (7 items). The supply chain 
e-collaboration measures were adopted and 
modified from Hosseini, Azizi and Sheikhi 
(2012:86-87) and Rosenzweig (2009:475-6) 
(see the Appendix). All the measurement items 
were measured on a five-point Likert- scale that 
was anchored by 1= strongly disagree to 5= 
strongly agree to express the degree of agreement.

Data analysis 
The research data gathered for this study was 
coded in short phrases to make it easier to enter 
into the analysing software, for further analysis. 
It was analysed using a two-step procedure, as 
suggested by Anderson and Gerbing (1988). 
First, the accuracy of multi-item construct 
measures was assessed, followed by a test of 
the research model and hypotheses. In both 
data analysis stages, this paper tended towards 
the use of the structural equation modelling 
(SEM) technique. A confirmatory factor analysis 
(CFA) was performed using Amos 21 in order 
to access the measurement model. In addition, 
Amos 21 was employed as the computation SEM 
software. The research sample is described below

fIndIngs and dIsCussIon
Respondent profile
Table 1 presents the description of the respondents 
who participated in this study’s survey. A majority 
of the surveyed firms employed more than 51 
employees with a turnover of above R20 million. 
Nearly 68% of the firms have been in existence 
for over 21 years. Majority of these operate in the 
manufacturing, logistics and retail industries.

relIaBIlItY and ValIdItY tests
Reliability Tests
As shown in Table 2 above, the item-to-total values 
ranged from 0.45 to 0.66 for supply chain planning; 
0.33 and 0.73 for JIT production and planning; 
0.29 to 0.65 for supply flexibility; 0.33 to 0.74 for 
supply chain e-collaboration with suppliers and 
from 0.29 to 0.61 for supply chain e-collaboration 
with customers. All the measurement items for all 
the latent variables had item-to-total values equal 
or greater than the acceptable threshold value 
of 0.3 or above (often ≤0.3) (Dunn, Seaker & 
Waller, 1994:145). Moreover, Table 2 reveals that 
the Cronbach’s alpha coefficients were between 
0.78 and 0.82 for all the research latent variables.
Thus, all the Cronbach’s alpha values for all the 
research variables used in this study were above 
the acceptable threshold value of 0.7 used in 
the study of Nunnally and Bernstein (1994:24).

All in all, the measurement items used in this study 
were highly reliable since all the item-to-total values 
were above the recommended value of 3 and all 
the Cronbach’s alpha coefficients were closer to 1.

taBle 1: fIrm and resPondent ProfIle

number of 
employees frequency Percentage

5 or less 
6-10 
11-20 
21-50 
51 or above 
total

20 
15 
12 
28 

245 
320

6.25 
4.69 
3.75 
8.75 

76.56 
100%

turnover
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Less than R1million 
R1-R5m 
R5 - R10m 
R10.1-R20m 
Above R20m 
total

3 
29 
19 
25 

244 
320

0.94 
9.06 
5.94 
7.81 

76.25 
100%

firm age

2years or less 
3-5years 
6-10years 
11-20years 
21 years or above 
total

20 
3 

33 
48 

216 
320

6.25 
0.94 

10.31 
15.00 
67.50 
100%

Business type

taBle 2: aCCuraCY analYsIs statIstICs: relIaBIlItY tests

research Constructs

descriptive 
statistics* Cronbach’s test C.r. aVe factor 

loading
Highest 

s.V.

Mean SD Item-
total

α 
Value

Supply chain 
planning 
practice

SCPP-1 3.53 5.06 0.61 0.80 0.85 0.50 0.69c 0.30
SCPP-2 0.66 0.77c
SCPP-3 0.48 0.54c
SCPP-4 0.59 0.71c
SCPP-5 0.55 0.61c
SCPP-6 0.45 0.48c

JIT production 
and planning

SCP-1 3.62 4.30 0.33 0.81 0.82 0.48 0.30c 0.22
SCP-2 0.56 0.55c
SCP-3 0.73 0.88c
SCP-4 0.69 0.80c
SCP-5 0.67 0.83c

Supply 
Flexibility

SFP-1 3.93 3.57 0.59 0.78 0.83 0.52 0.71c 0.17

SFP-2 0.58 0.74c
SFP-3 0.65 0.76c
SFP-4 0.61 0.68c
SFP-5 0.29 0.33c

Supply chain 
e-collaboration 
with suppliers

SCECS- 3.68 4.84 0.61 0.82 0.85 0.49 0.65c 0.13

SCECS-2 0.53 0.55c
SCECS-3 0.73 0.74c
SCECS-4 0.74 0.85c
SCECS-5 0.63 0.68c
SCECS-6 0.33 0.35c

Supply chain 
e-collaboration 
with customers

SCECC-1 3.80 4.80 0.61 0.78 0.85 0.59 0.85c 0.04

SCECC-2 0.59 0.87c
SCECC-3 0.58 0.83c
SCECC-4 0.57 0.63c
SCECC-5 0.37 0.17c
SCECC-6 0.51 0.34c
SCECC- 7 0.29 0.10c
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Manufacturing 
Retailing 
Construction 
Mining 
Tourism 
Agriculture 
Financial 
Logistics 
Marketing 
total

120 
36 
5 

19 
24 
14 
26 
73 
3 

320

37.50 
11.25 
1.56 
5.94 
7.50 
4.38 
8.13 

22.81 
0.94 

100%

The study further used composite 
reliability checks as shown in Table 2 to 
complement the item-to-total correlations 
and the Cronbach’s coefficient alpha values. 

Table 2 shows that the Composite Reliability 
coefficients were between 0.82 and 0.85. All the 
Composite Reliability values for all the variables 
exceed the recommended estimate criteria used 
in previous studies by Hair, Babin, Anderson 
and Tatham (2010:55) and Kline (2005:45). 
More so, the Composite Reliability coefficients 
are similar to the Cronbach’s alpha coefficients. 
Thus, all the Composite Reliability coefficients 
confirm that all the measures for the two 
variables used in this study were highly reliable.  

Table 2 further shows that the Average Variance 
Extracted (AVE) values for the two research 
variables in this study range from 0.48 to 0.59. 
Thus, all the AVE values for all the variables were 
above the recommended threshold value of 0.4, 
indicating that the measurement items used in this 
study adequately represent their respective latent 
variables. Therefore, the AVE values, Composite 
Reliability coefficients, Cronbach’s alpha and the 
total-to-item values for the two latent variables 
in this study suggest that the measurement 
items were internally reliable. The next section 
focuses on the validity of the research variables.

Construct Validity Tests
Construct validity refers to the degree at 
which a measurement item is accurate when 
measuring the latent variable being studied 
(Vanderstoep & Johnston, 2009:60). Drost 
(2011:116) describes it as an accuracy measure 
concerned with how well a concept or idea or 
behaviour (in essence the latent variable) is 
translated or transformed into a functioning and 

operational reality (or operationalised). There 
are two ways to determine construct validity, 
which are: convergent and discriminant validity.

Convergent Validity
Convergent validity refers to the degree at which 
the measurement items reveal homogeneity 
within the same latent variable being measured 
(Vanderstoep & Johnston, 2009:60). It requires 
that a measurement item highly correlates with 
the other measurement items that measure the 
same latent variable. For instance, convergent 
validity in this study expects that measurement 
item SCPP1 have a high correlation with the other 
measurement items that measure supply chain 
planning practice. In contrast, it is expected that 
these measurement items measuring supply chain 
planning practice, for instance, do not correlate 
highly with the measurement items which measure 
supply chain e-collaboration with either suppliers 
or customers (discriminant validity) (Iacobucci 
& Churchill, 2010:258). Convergent validity in 
this study was measured by assessing whether 
the individual measurement item loadings for 
each corresponding research latent variable 
exceeded the recommended threshold value of 
0.5. The measurement items with factor loadings 
of less 0.5 were deleted as they accounted for less 
than half (50%) of the measured latent variable.

As earlier noted, Table 2 shows that five (5) 
measurement items of supply chain planning 
practice (SCPP 1-5) had factor loadings greater 
than the recommended threshold value of 0.5 
and all ranged from 0.54 to 0.77. Measurement 
item SCPP6 had a factor loading of less than 0.50 
and was excluded in further statistical analysis. 
Table 2 also reveals that three(3) items (JPP2-
4) of JIT production and planning practice had 
factor loadings of above 0.5, ranging between 
0.55 and 0.88; while two(2) of them (JPP1 and 
JPP5) were below the recommended threshold. 
More so, Table 2 shows that five (5) items (SFP 
1-4) of supply flexibility had factor loadings 
between 0.68 and 0.76; while only one (SFP5) 
was below 0.5. Table 2 further indicates that 
five(5) measurement items of supply chain 
e-collaboration with suppliers (SCECS1-5) had 
factor loadings exceeding the acceptable threshold 
of 0.5 and were between 0.55 and 0.85, while only 
one (SCECS6) was below 0.5. Four measurement 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

925

A DECADE OF EXCELLENCE

items (SCECC 1-4) explained more than 50% 
of supply chain e-collaboration with customers, 
ranging between 0.63 and 0.87; while three of 
the items (SCECC 5-7 ) explained less than 50%, 
and were excluded in further statistical analysis. 

Discriminant Validity
Guo, Aveyard, Fielding and Sutton (2008:288) 
describe discriminant validity as a way of 
measuring construct validity which is concerned 
with the degree of distinctiveness or heterogeneity 
between different variables. It requires that 
measurement items of unrelated latent variables 
load differently. This study employed the AVE 
values of less than 1, the pair-wise correlation matrix 
coefficients of less than 1 as well as comparing the 
AVE values against the highest shared variance.  

Discriminant validity requires that where the 
research variables are unrelated their pair-
wise correlation values be less than one (1.0). 
Previous studies (Gatignon, 2014:83; Nunnally 
& Bernstein, 1994:10) suggest a correlation value 
between variables of less than 0.7 as adequate to 
confirm the existence of discriminant validity. 
As noted earlier, AVE values of less than 1 also 
indicate the existence of discriminant validity. 
Alternatively, a comparative assessment can 
be done to determine discriminant validity by 
checking whether the AVE values are greater than 
the highest shared variance of the variables. The 
discriminant validity of the research constructs 
in this study was checked using all the above 

mentioned ways. Table 3, below, provides examples 
of assessing discriminant validity using the pair-
wise correlation coefficients less than one (1)

As indicated in Table 3, the inter-correlation value 
range of between 0.108 and 0.792 for all the paired 
latent variables are less than 1.0, thus, confirming 
the existence of discriminant validity. Further 
tests (particularly the AVE-SV test and the AVE 
values of less than 1) were performed to establish 
discriminant validity.  As shown in Table 2, all 
the AVE values range from 0.48 to 0.59 and are 
all far below 1, which confirms the existence of 
discriminant validity. More so, Table 2 indicates 
that the highest shared variance values of all the 
variables are between 0.04 and 0.30. All these 
figures are less than the AVE values (ranging from 
0.48 to 0.59) of their respective latent variables, 
thereby further confirming that the measures 
of all the two variables were indeed distinct and 
heterogeneous (Fornell and Larcker, 1992:40). 
The next section provides a discussion on the 
overall fit of the measurement model (CFA).

Confirmatory factor analysis results
At this stage, a CFA (Confirmatory-Factor-
Analysis) was performed to access the 
measurement model. Overall acceptable CFA 
model fit indices used in this paper included: 
the chi-square value over degree of freedom 
(Z2/df) of value between 1 and 3, the values of 
Goodness-of-Fit Index (GFI), Comparative Fit 
Index (CFI), Incremental Fit Index (IFI), and 
Tucker-Lewis Index (TLI) equal to or greater 

taBle 3: CorrelatIons matrIX

research Variable supply 
flexibility 

JIt 
Production 

and Planning

supply 
Chain 

Planning

supply Chain 
e-Collaboration 
with Customers

supply Chain 
e-Collaboration 
with suppliers

supply flexibility 1.000
JIt Production 
and Planning 0.000 1.000

supply Chain 
Planning 0.000 0.000 1.000

supply Chain 
e-Collaboration 
with Customers

0.000 0.792 0.108 1.000

supply Chain 
e-Collaboration 
with suppliers

0.206 0.202 0.382 0.201 1.000
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fIgure 2 : sem results: researCH model
taBle 5: summarY of sem results

Variables Path Variables Hypothesis Path 
coefficient

standard 
error

Critical 
region P-Value

Supply 
Chain 

Planning 
Practice

à
Supply Chain 

e-Collaboration 
with Customers

H1 0.38 0. 083 2. 145 0.032

Supply 
Chain 

Planning 
Practice

à
Supply Chain 

e-Collaboration 
with Suppliers

H2 0.13 0.108 4.857 C***

JIT 
Production 

and 
Planning 
Practice

à
Supply Chain 

e-Collaboration 
with Suppliers

H3 0.21 0.047 3.348 C***

JIT 
Production 

and 
Planning 
Practice

à
Supply Chain 

e-Collaboration 
with Customers

H4 0.72 0.555 13.449 C***

Supply 
Flexibility 
Practice

à
Supply Chain 

e-Collaboration 
with Suppliers

H5 0.20 0.131 2.851 0.004

Structural model fits:  χ2/df=148.34; GFI=0.998; AGFI=0.977;RMR=0.003;NFI=0.999; RFI=0.994; 
IFI=0.994; TLI=1.000; CFI= 1.000; RMSEA=0.018. Note: c significance level - ***p-value<0.001, b 
significance level-**p-value<0.05, a significance level- *p-value<0.1, ns significant level- insignificant 
(p-value>0.1).
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than 0.90, and the Root Mean Square Error of 
Approximation (RMSEA) value to be equal to 
or less than 0.09. Recommended statistics for 
the final overall model assessment are presented 
in Table 4 below and revealed an acceptable 
fit of the measurement model to the data, 
including Z2/(df) being 8.76, GFI of 0.98, RMR 
being 0.01, CFI being 0.99, NFI being 0.98, IFI 
being 0.99, TLI of 0.90 and RMSEA being 0.06.

Discussion of the structural equation modelling 
(SEM) hypotheses testing results
Five linear relationships (positive and significant) 
were hypothesised between intra-firm supply 
chain practices (supply chain planning, JIT 
production and planning, along with supply 
flexibility) and the two dimensions of supply 
chain e-collaboration (with suppliers and 
customers). These hypotheses were formulated 
from the primary objective that aimed to 
investigate the influence of intra-firm supply 
chain practice on supply chain e-collaboration. 
Results are shown in Figures 2 along with Table 5, 

taBle 4: Cfa model fIt IndICes results

fIt IndeX results
Chi-Square/ d. f. 8.76
GFI (Goodness of Fit Index) 0.98
AGFI (Adjusted Goodness of Fit 
Index) 0.84

RMR (Root Mean Square Residual) 0.01
CFI (Comparative Fit Index) 0.99
RMSEA (Root Mean Square Error 
of Approximation) 0.06

NFI (Normal Fit Index) 0.98
TLI (Tucker Lewis Index) 0.90
IFI (Incremental Fit index) 0.99
RFI (Relative Fit Index ) 0.89

As shown in Table 5, all the five hypotheses 
are positive and significant. More precisely, 
JIT production and planning practices has 
a strongly positive (path coefficient of 0.72) 
and highly significant (T-statistic of 13.449 
and p-value of less than 0.001) influence on 
supply chain e-collaboration with customers. 

These findings are consistent with the theoretical 
reasoning of the relational view theory, which 

assumes that critical resources of a firm may 
extend beyond the firm boundaries and may 
be embedded in inter-firm resources as well as 
routines (Dyer & Singh, 1998). The resources 
(particularly the site, human and physical 
specifity) and routines are an outcome of the 
intra-firm supply chain practices employed 
by the supply chain member firms, and can 
enhance a firm’s investment and commitment to 
e-collaborations with key supply chain partners. 

The findings are also consistent with the supply 
chain management model by Lambert and 
Cooper (2000). As required by the supply chain 
management model supply chain partners 
need to first identify who their key partners 
are, know their position in the supply chain, 
the length of the supply chain and the type of 
supply chain practices they implement, before 
they can invest in e-collaboration commitments 
with the supply chain partners. This can help 
them assess the level of commitment the other 
supply chain partners have, especially towards 
technology investments, before deciding on 
whether or not to collaborate with them. 

Thus, the validation of a strong positive influence 
of JIT production and planning practice on 
supply chain e-collaboration with customers 
means; firms that effectively implement their JIT 
production and inventory planning increase their 
chances of collaborating with their key supply 
chain members using technologies in an attempt 
to control and minimise supply chain costs. These 
findings to the best knowledge of the researcher 
are remarkable because they are new as no 
previous empirical evidence was found on the 
influence of JIT production and planning practice 
on supply chain e-collaboration with customers. 

Important to note is the fact that the validation 
of each hypothesis under SEM depends on two 
main criteria. The first criterion deals with 
the path coefficients (beta). In other words, 
for a hypothesised positive influence, the path 
coefficient must be positive and above 0.5; while 
a negative influence requires a negative path 
coefficient of -0.5 or above (Hair et al., 2010:79). 
The second one requires that the tested influence 
has at least one star (*), two stars (**) or three 
stars (***). These stars show significance at 
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three different levels, which are:  (***) - p-value 
less than 0.001, (**) - p-value less than 0.05 
and (*) - p-value less than 0.1. These p-values 
complement the critical values (C.R) commonly 
known as the t-statistic. The recommended 
threshold for a significant influence or 
relationship is a t-value of 2.00 or above.

In this study, the strong positive influence of 
JIT production and planning practice on supply 
chain e-collaboration with customers was highly 
significant. As such, the high and positive path 
coefficient along with the high levels of significance 
shown by both the t-value and the p-value validates 
and renders support to this study’s hypothesis. 

Important to note is the fact that these findings 
validated and rendered support to the claims of 
all the five hypotheses. Though the other four 
hypotheses (H1, 2, 3 and 5) had fairly weak 
positive path coefficients ranging between 
0.13 and 0.38, all of them were significant. 
This means that all the null hypotheses (H01, 
H02, H03, H04 and H05), which claimed that 
intra-firm supply chain practices (supply chain 
planning, JIT production and planning, as well 
as supply flexibility) have a negative influence 
on supply chain e-collaboration (with customers 
and suppliers) were rejected in this study. The 
validation and support rendered to the five 
hypotheses suggests that there is a significant 
linear relationship between intra-firm supply 
chain practices and supply chain e-collaboration. 
This may be due to the fact that a majority of the 
surveyed firms in this study were large in size. 
These larger firms may have higher levels of intra-
firm supply chain practice due to their complex 
supply chain network, which requires them to 
invest in technologies such as e-collaboration 
tools, for more effective supply chain management. 

ConClusIon, reCommendatIons 
and lImItatIons
A positive influence of intra-firm supply chain 
practices on supply chain e-collaboration 
was reported in this study. This encourages 
the supply chain collaborating firm owners/
managers to implement supply chain practices 
like supply chain planning, JIT production and 

inventory planning systems as well as the supply 
flexibility practices, in an attempt to develop 
strong supply chain e-collaboration relationships 
with each other. Effective implementation of 
these supply chain practices has the benefit 
of standardising the supply chain processes 
such as supply chain e-collaboration among 
supply chain partners. The standardisation is 
important as it helps reduce the uncertainties 
and protection risks associated with technology. 
Thus collaborating firms need to consider the 
supply chain practices for the standardisation 
of their inter- or intra- e-collaboration or 
e-collaboration with customers or suppliers. 

The results of this study indicate a strong 
positive influence of intra-firm supply chain 
practice on supply chain e-collaboration. This 
means that supply chain collaborating firms can 
standardise their supply chain e-collaboration 
processes through the implementation of supply 
chain practices. These findings can be used as a 
theoretical guide for future studies in supply chain, 
be used in teaching and are useful to both supply 
chain e-collaborators and non-collaborators.  

Supply chain partnering firms need to effectively 
implement their intra-firm supply chain practices 
of supply chain planning, JIT production and 
planning systems, as well as supply flexibility 
practices. This should be so because supply 
chain practices play a major role in reducing 
the supply chain risks and costs through 
standardising supply chain processes. Given 
the role of intra-firm supply chain practice in 
supply chain management, there is therefore a 
need to train and educate all employees (from 
the least person to the top managers) on these 
intra-firm supply chain practices in order to 
improve effectiveness in their implementation. 
They also need to be trained and educated about 
supply chain processes such as supply chain 
e-collaboration and strategic information sharing 
as well as their roles in supply chain management. 

Policy makers can also encourage synergy 
between large technological vendor companies 
who sell supply chain solutions and SMEs along 
with any other e-collaborating firms. This is where 
the vendor companies can assist small enterprises 
in adopting supply chain e-collaboration 
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technologies at lower costs. The technology firms 
may be best positioned to advise these SMEs to 
adopt the appropriate supply chain collaboration 
technologies. The government can do this by 
providing tax benefits such as tax holidays to large 
technological firms. Through such synergies, 
firms will be able to collectively learn together 
and develop a supply chain competence, which 
in turn improves supply chain performance. 

The benefits of supply chain e-collaboration 
investments are said to materialise in the long 
term. As such, a long term study could have 
been conducted to capture the long term effect 
of supply chain e-collaboration among South 
African firms. However, future studies can make 
a replica of the study, to capture the long term 
effects of supply chain e-collaboration on strategic 
information sharing, supply chain competence 
and supply chain performance in South Africa.

referenCes
Anaya, A.R. & Boticario, J.G. 2011. Application of 
machine learning techniques to analyse student 
interactions and improve the collaboration 
process. Expert Systems with Applications 38, 
1171‐81.

Anderson, J.C. & Gerbing, D.W. 1988. Structural 
equation modeling in practice: a review and 
recommended two-step approach. Psychological 
Bulletin 103 (3), 411-423.

Badenhorst-Weiss, J.A., van Biljon, E.H.B. & 
Ambe, I.M. 2017. Supply chain management: a 
balanced approach. 2nd Ed. Pretoria: Van Schaik 
Publishers.

Bayraktar, E., Koh, S.C.L., Gunasekaran, A., Sari, 
K. & Tatoglu, E. 2008. The role of forecasting 
on bullwhip effect for e-SCM applications. 
International Journal of Production Economics 
113 (1), 193-204.

Cassivi, L., Lefebvre, E., Lefebvre, L.A. & Leger, 
P-M. 2004. The impact of e-collaboration tools on 
firms performance. The International Journal of 
Logistics Management, 15(1), 91-110.

Choi, S. and Ko, I. 2012. Leveraging electronic 
collaboration to promote organisational learning. 
International Journal of Information Management 

32, 550-559.

Coe, T.M. 2004. Electronic supply chain 
collaboration for small job shop manufacturers: 
an exploratory triangulation study. Ann Abor: 
ProQuest Information & Learning Company. 

Cook, R.L. & Rogowski, R.A. 1996. Applying 
JIT principles to process manufacturing supply 
chains. Production and Inventory Management, 
32 (1), 12-17.

Council for Scientific and Industrial Research 
Report. 2014. 2014/15 Annual report. Department 
of Science and Technology, South Africa. 

Cordeau, J.F., Pasin, F. & Solomon, M.M. 2009. 
An integrated model for logistics network design. 
Annals of operations Research, 144, 59‐82.

Da Silva, E.M., Neto, M.S. & Pires, S.R.I. 2012. 
An evaluation of the variables and terminologies 
employed in the constructs of supply chain 
management practices. Journal of Operations & 
Supply Chain Management 5 (1), 1-15.

Day, M. & Lichtenstein, S. 2007. Strategic supply 
management: the relationship between supply 
management practices, strategic orientation and 
their impact on organisational performance. 
Journal of Purchasing & Supply Management 12 
(6), 313-321.

De Villiers, J.A., Nieman, G. & Nieman, W. 2017. 
Strategic Logistics management: a supply chain 
management approach. 2nd ed. Pretoria: Van 
Schaik Publishers.

Drost, E.A. 2011. Validity and reliability in social 
science research. Journal of Education Research 
and Perspective 38 (1), 105-123.

Duclos, L.K., Vokurka, R.J. & Lummus, R.R. 2003. 
A conceptual model of supply chain flexibility. 
Industrial Management & Data Systems 103 (6), 
446‐56.

Dunn, S.C., Seaker, R.F. & Waller, M.A. 1994. 
Latent variables in business logistics research: 
scale development and validation. Journal of 
Business Logistics 15 (2), 145-172.



930
WWW.IBC-CONFERENCE.COM

Dyer, J.H. & Singh, H. 1998. The Relational 
view: cooperative strategy and sources of 
interorganisational competitive advantage. 
Academic Management Review 23 (4), 660-679.

Fornell, C. & Larcker, D. 1992. Structural 
equation models with unobservable variables 
and measurement error. Journal of Marketing 
Research 18 (1), 39-50.

Fuchs, C. & Otto, A. 2015. Value of IT in supply 
chain planning. Journal of Enterprise Information 
Management 28 (1), 77- 92.

Gatignon, H. 2014. Statistical analysis for 
management data, (3rd ed), Springer, Berlin.

Guo, B., Aveyard, P., Fielding, A. & Sutton, S. 
2008. Testing the convergent and discriminant 
validity of the decisional balance scale of the 
transtheoretical model using the multi-trait 
multi-method approach. Psychology of Addictive 
Behaviors 22, 288-294.

Green, F.B. 2001. Managing the unmanageable: 
Integrating the supply chain with new 
developments in software. Supply Chain 
Management – An International Journal, 6 (5), 
2008-211.

Hair, J.F., Babin, B.J., Anderson, R.E. & Tatham, 
R.L. 2010. Multivariate data analysis: a global 
perspective, (7th ed), Prentice Hall, NY.

Hosseini, S.M., Azizi, S. & Sheikhi, N. 2012. 
An investigation on the effect of supply chain 
integration on competitive capability: An 
empirical analysis of Iranian food industry. 
International Journal of Business & Management 
7 (5), 73-90.

Hugos, M. 2006. Essentials of supply chain 
management. 2nd ed. New Jersey: John Wiley & 
Sons.

Iacobucci, D. & Churchill, G.A. (Jnr). 2010. 
Marketing research methodological foundations, 
(10th ed), Nelson Education Ltd: Canada.

Ivanov, D. & Sokolov, B. 2010. Adaptive supply 
chain management. Springer-Verlag: London.

Jayaram, J. & Tan, K.C. 2010. Supply chain 
integration with third party logistics providers. 
International Journal of Production Economics 
125, 262-271.

Jayant, A. & Ghagra, H.S. 2013. Supply Chain 
Flexibility Configurations: Perspectives, Empirical 
Studies and Research Directions. International 
Journal of Supply Chain Management 2 (1), 21-
29.

Jonsson, P & Holmström, J. 2016. Future of supply 
chain planning: closing the gaps between practice 
and promise. International Journal of Physical 
Distribution & Logistics Management 46 (1), 62-
81.

Kerber, B. & Dreckshage, B.J. 2011. Lean supply 
chain management essentials: A framework for 
materials managers, CRC Press, USA. 

Kim, S.D. 2015. Bureaucratic Structuring, 
Transaction Specific Investment, and Relationship 
Quality: Moderating Roles of Information 
Exchange between Manufacturer and Distributor. 
Journal of Marketing Thought 2 (1), 1-13. 

Kline, R.B. 2005. Principles and practice of 
structural equation modeling, (2nd ed), The 
Guilford Press, NY.

Lambert, D.M. & Cooper, M.A. 2000. Issues in 
supply chain management. Industrial Marketing 
Management 29 (1), 1-6.

Lavie, D. 2006. The competitive advantage 
of interconnected firms: an extension of the 
Resource-Based view. Academy of Management 
Review 31 (3), 638-658.

Li, S., Rangu-Nathan, B., Rangu-Nathan, T.S. 
& Rao, S.S. 2006. The impact of supply chain 
management practices on competitive advantage 
and organisational performance. Omega 34 (2), 
107-124.

Lohar, B. 2011. JIT practices in Indian industries: 
a survey. International Journal of Computing and 
Corporate Research 1 (1), 1-13.

Ma, C. 2009. E-collaboration: a universal key to 
solve fierce competition in tourism industry? 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

931

A DECADE OF EXCELLENCE

International Business Research 1(4), 65-71. 

Mayrhofer, D. & Back, A. 2003. Workplace 
e-collaboration theoretical foundations and 
practical implications, Institute of Information 
Management, University of St. Gallen.

Mbanje, S. & Lunga, J. 2015. Fundamental 
principles of supply chain management. Van 
Schaik Publishers: Pretoria.

Mentzer, J.T., De Witt, W., Keebler, J.S., Min, S., 
Nix, N.W., Smith, C.D. & Zacharia, Z.G. 2001. 
Defining supply chain management. Journal of 
Business Logistics 22(2), 1-25.

Meybodi, M.Z. 2015. The links between just-in-
time practices and alignment of benchmarking 
performance measures. The TQM Journal 27 (1), 
108-121.

Munkvold, B.E. 2005. Experiences from global 
e‐collaboration: contextual influences on 
technology adoption and use. IEEE Transactions 
on Professional Communication 48 (1), 78‐86.

Nunnally, J.C. & Bernstein, I. 1994. Psychometric 
theory, (3rd ed), McGraw-Hill: NY.

Ratnasingam, P. 2006. Perceived risks in supply 
chain management e-collaboration. Journal of 
Internet Commerce. 5 (4), 105-124.

Rosenzweig, E.D. 2009. A contingent 
view of e-collaboration and performance 
in manufacturing. Journal of Operations 
Management 27, 462-478.

Sanders, N.R. 2011. Supply chain management: 
a global perspective. United States of America: 
John Wiley & Sons.

Seaba, T.R. & Kekwaletswe, R.M. 2012. 
Conceptualizing social presence awareness 
in e‐collaboration of postgraduate students. 
Interactive Technology and Smart Education 9 
(3), 124-135.

Sezen, B. 2008. Relative effects of design, 
integration and information sharing on supply 
chain performance. Supply Chain Management 
International Journal, 13(3), 233-240.

Shannak, R.O. 2013. The impact of using 
e-collaboration tools on company performance. 
European Scientific Journal 9(10), 119-135.

Shukla, R.K., Garg, D. & Agarwal, A. 2011. 
Understanding of supply chain: A literature 
review. International Journal of Engineering 
Science and Technology 3 (3), 2060-2077.

Singh, H. 2008. The Relational view: cooperative 
strategy and sources of inter-organisational 
competitive advantage. Thomson Reuters. Author 
commentaries.

Singh, G. & Ahuja, I.S. 2014. An evaluation of just 
in time (JIT) implementation on manufacturing 
performance in Indian industry. Journal of Asia 
Business Studies, 8 (3), 278-294.

Steinrücke, M. & Jahr, M. 2012. Tactical planning 
in supply chain networks with customer oriented 
single sourcing. The International Journal of 
Logistics Management, 23 (2), 259-279.

Supply Chain Foresight. 2015. Survey 
conceptualised and initiated by Barloworld 
Logistics, South Africa. [Online] Available at: 
http://www.supplychainforesight.co.za. Accessed 
on 26 August 2015.

Turkmen, H. 2013. Scientific review of the 
relational view theory and its contribution to 
critical sourcing decision making. Paper presented 
at the 1st IBA Bachelor Thesis Conference, June 
27th, 2013, Enschede, The Netherlands.

Van Der Vaat, T. & Van Donk, D.P. 2008. A critical 
review of survey-based research in supply chain 
integration. International Journal of Production 
Economics 111 (1), 42-55. 

Vanderstoep, S.W. & Johnston, D.D. 2009. 
Research methods for everyday life: blending 
qualitative and quantitative approaches, Jossey-
Bass, San Francisco.

Wang, Y., Porter, A., Naim, M. & Beever, D. 2011. 
A case study exploring drivers and implications 
of collaborative electronic logistics market places. 
Industrial Marketing Management 40, 612-623. 

Weiseth, P.E., Munkvold, B.E., Tvedte, B. & 



932
WWW.IBC-CONFERENCE.COM

Larsen, S. 2006. The wheel of collaboration 
tools: a typology for analysis within a holistic 
framework. Paper presented at CSCW’06, Banff, 
Alberta, Canada.

Wisner, J., Tan, K. & Leong, G. 2012. Principles of 
supply chain management: A balanced approach, 
(3rd ed), South Western, United States.

Zhou, H. & Benton, W.C. 2007. Supply chain 
practice and information sharing, Journal of 
Operations Management 25 (6), 1348-1365.



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

933

A DECADE OF EXCELLENCE



934
WWW.IBC-CONFERENCE.COM



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

935

A DECADE OF EXCELLENCE



936

aBstraCt
Despite the increasing dependency by firms, on 
supply chain collaboration the establishment of 
formal collaborative relationships is still limited. 
The aim of this paper is to evaluate the nature 
of supply chain collaboration within Imperial 
Logistics using the case study approach. The 
results showed that the internal collaboration was 
well established in Imperial Logistics. Trust with 
partners tended to be limited resulting in limited 
warehouse information sharing. The collaborative 
networks were found to derive mutual benefits and 
risk sharing between the collaborative partners, 
particularly in the areas of establishment of long-
term alliances with partners and performance 
measures. It is recommended that management 
invest in developing of tactical and strategic 
collaborative relationships and to invest in 
common information systems in order to derive 
greater benefits from collaboration as existing 
relationships seems to be arms’ length relationships.

Keywords: supply chain collaboration, infor-
mation flow, collaboration networks, south 
africa
 
IntroduCtIon
The success of business operations is now 
dependent on the cumulative efforts of various 
players in the supply chain. Uncoordinated 
individualistic efforts by firms in the supply 
chain cause a mismatch between demand and 
supply resulting in losses resulting from stock-
out costs excess inventory costs, obsolescence 
and disposal costs (Simatupang & Sridharan, 

2002). In order to respond quickly to changing 
customer demand and complexities in the supply 
chain, companies are increasingly dependent on 
the performance of entire supply chains through 
supply chain collaboration (Ramanathan, 
2014). The derived benefits of collaboration 
in a supply chain include cost reductions, 
increased sales revenue, and improved forecast 
estimates (Ramanathan & Gunasekaran, 2014). 

Despite the advantages of supply chain 
collaboration, Barrat (2004) and Ramanathan 
et al. (2011) found that the establishment of 
formal collaborative relationships is still limited 
owing to the limited understanding of the nature 
of collaboration and its long-term impacts 
and benefits. Ireland and Bruce (2000) found 
that supply chain collaboration is difficult to 
implement. In a study of the barriers to the 
successful development of collaborative planning, 
forecasting and replenishment (CPFR) initiatives, 
Barrat and Oliveira (2001) found that one of the 
key impediments was the lack of well-defined 
collaborative objectives and responsibilities with 
partners. Sabath and Fonanelly (2002) further 
highlighted that this is further exacerbated by 
companies’ misconceptions and beliefs that 
e-commerce is the panacea to wide scale inter-
organisational collaboration which result in 
insufficient resources being invested in the 
crucial stage of determining objectives of the 
collaboration as well as the roles of the partners.

ProBlem InVestIgated
The aim of this paper is to evaluate the nature 
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of supply chain collaboration within a leading 
logistics service provider, Imperial Logistics. 

researCH oBJeCtIVes 
The research objectives of this paper are: 

1. To determine the nature of internal 
collaboration within Imperial Logistics

2. To determine the nature of information flow 
within Imperial Logistics, 

3. To determine the nature collaboration 
between Imperial Logistics and its customers

4. To determine the extent of Imperial Logistics’ 
collaboration networks 

lIterature reVIeW
The nature of supply chain collaboration varies 
according to different authors. Collaborating 
firms cooperate on strategic, tactical and 
operational levels on activities that include 
planning, forecasting, replenishment, information 
sharing, resource sharing and incentive sharing 
(Ramanathan & Muyldermans, 2010; Aviv, 2007; 
Toktay et al., 2000). Barrat (2004) categorises 
collaboration into vertical and horizontal 
integration. Vertical collaboration includes 
internal collaboration within the organisation, 
external collaboration with suppliers (upstream) 
and external collaboration with customers 
(downstream). Internal collaboration is also 
known as functional collaboration and involves 
different departments in a company working 
collaboratively. Examples include the integration 
of logistics and marketing departments (Ellinger, 
2002); manufacturing and purchasing (Fawcett 
& Magnan, 2002) or comprehensive internal 
integration of marketing, logistics, manufacturing 
and purchasing. Collaboration with customers 
entails demand planning and replenishment, 
customer relationship management or 
shared distribution. External collaboration 
with suppliers may involve new product 
development, collaborative scheduling and/ 
or transportation amongst others. Horizontal 
collaboration comprises external collaboration 
with competitors or other organisations through 
sharing manufacturing facilities, for example. 
Collaboration is a complex process and the critical 
success factors need to be in place for it to succeed. 

The following section discusses some of the 
main determinant of supply chain collaboration.

Determinants of supply chain collaboration
Trust
Schmitz (1999) defined trust as “the willingness to 
expose oneself to the possibility of opportunistic 
behaviour by others”. Collaboration requires 
trust. This, in turn, requires the discouragement 
of free market models and policies to promote 
competition (Barkley et al., 2010). This is because 
inter-firm rivalry reduces networking and the 
provision of collective services such as new 
product development, marketing information, 
technology development and transfer and labour 
(Barkley et al., 1997). Trust is a crucial element 
that facilitates the effective communal use of 
resources such as machinery; technology and 
technical know-how among collaborating firms. 
Trust is crucial to maximise the cumulative 
and recurrent collective efficiency gains to 
collaborating firms (Schmitz, 1999). The success 
of collaborative firms is endogenous to the 
supply chain and therefore trust is essential 
to ensure that firms devote their operations 
to their collective success rather than rivalry. 
Trust ensures that antagonistic competition is 
discouraged thereby nurturing trust, cooperation, 
coordination, flexibility and collective action. 

The basis for the development of trust varies among 
authors. Earned trust also known as process-
based trust (Zucker, 1986), refers to trust derived 
from either personal experience or the reputation 
of doing business with a particular individual, 
family, ethnic group or local community is 
a common source of trust amongst firms 
collaboration in a supply chain. The competitive 
strength and success of collaborating depends on 
the social embeddedness and social integration 
of networks that facilitate coordination and 
cooperation between firms (Gordon & McCann, 
2000). Social embeddedness and social integration 
develop from the norms, institutions and shared 
assumptions that exist among collaborating. 

Social infrastructure
The success and effectiveness of supply chain 
collaboration are in part dependent on the existence 
of social infrastructure. Social infrastructure can 
be characterised as the common habits, routines, 
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practices and rules that make up the socio-
institutional and cultural setting that is prevailing 
in an area. Social infrastructure is essential for 
the effective flow of information between firms 
(Rosenfeld, 1997). Effective collaboration requires 
social interaction trust and shared vision between 
members of the supply chain. Schmitz and Nadvi’s 
(1999) highlighted that the existence of a trade 
network and the existence of social infrastructure 
minimised hindrances in collaboration among 
firms in industrial clusters. Social infrastructure 
creates dynamism, which creates interactions 
and functional relationships (Doeringer 
& Terkla 1995). Social networks promote 
innovation and the achievement of medium- 
and long-term innovative goals between firms. 

Access to information
Impacted information, a form of market failure, 
occurs when firms do not have access to useful 
information or it is only available at a prohibitive 
cost (Enright, 2003). Access to information 
enhances the effectiveness of operations in supply 
chain collaboration in two ways. Firstly, networks 
and relationships are established through 
information sharing when firms collaborate. 
This ensures that customers can effectively 
communicate their needs in order for firms to 
produce the products that the customers want. 
Secondly, firms can communicate their needs 
to suppliers, or suppliers can communicate new 
trends or new products that they can provide. 
This will enable firms to fully utilise existing 
resources that they may not have been aware of. 
Collaboration depends on the existence of social 
infrastructure and trust. These elements act as 
the medium for the exchange of information 
(Rosenfeld, 2002). However, it is not just the 
access to information that enhances the supply 
chain’s competitiveness, but also access to new 
information and ideas from other regions. 
Furthermore, collaboration with a lead firm that 
is part of global networks, is exposed to global 
market opportunities and employs members 
of international professional associations and 
networks reduces regional insularity and lock in. 
Access to information can also be enhanced by 
employing a diverse workforce, as well as accessing 
benchmark practices, innovations and markets. 
Institutional structures are another channel 
through which collaborating firms can access 

information and other services (Rosenfeld, 2002). 

Highly developed legal system
In a study of East African firms, McCormick 
(1999) found that the survival and sustainability 
of collaboration among firms in clusters were 
greatly influenced by the nature of the legal 
system. Ensuring observance of or obedience to 
business collaboration depends on the existence 
of a highly developed legal system. A highly 
developed legal system acknowledges and 
facilitates an economic environment suitable for 
collaboration and cooperation. The success of 
the Silicon Valley in the US was founded by the 
formation of a highly developed legal system to 
support the cluster formation process. The cluster 
attracted experienced litigators and judges housed 
in local and international law firms. A highly 
developed legal system provides services ranging 
from facilitating dispute resolutions, as well as 
assistance in the formation, funding and expansion 
of firms in the cluster. A weak legal framework 
for commercial and industrial activity does not 
provide any assurance about the enforceability 
of commercial contracts (McCormick, 1999). 
Enforceable commercial contracts ensure 
that firms are accountable through the law. 

Trade networks
Trade and supplier networks create ties among 
firms from buyer-supplier relationships, common 
technologies, common buyers, common 
distribution channels or common labour pools 
(Whalley & Hertog, 2000). Empirical evidence 
suggests that trade and supplier networks 
are an effective and sustainable source of 
competitiveness for firms in Africa and Asia 
(Perry, 1999; Brautigam 1997). The inexistence 
of trade networks and lack of effective incentives 
reduce the mobility of financial and human 
resources among collaborating firms. This will 
lead to the dilution of the potential benefits of 
knowledge diffusion, learning and other spill-
overs among firms. Supply chains with strong 
links to foreign markets established through 
traders have been shown to be more competitive 
and to earn higher incomes (Weijland, 1994). In 
East and Southern Africa, the poor infrastructure 
and poor distribution networks were identified as 
the main determinants of poor performance of 
small-scale producers (Pedersen et al., 1994). High 
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transport and transactional costs arise from poor 
infrastructure and poor distribution networks. 
Neither of the firms involved in a business 
transaction can lower these costs, resulting in 
the reduced mobility of financial and human 
resources. This, in turn, inhibits the full realisation 
of benefits from collaboration among firms. 

Supply chain collaboration forms value 
networks (Lee, 2006). It goes beyond simple 
value chains characterised by cooperation in 
R&D, demonstration programmes, collective 
marketing, or purchasing policy. The value 
networks can also include vertical and/or 
horizontal linkages between firms. These linkages 
consist of dissimilar and complementary firms that 
specialise in the same knowledge base in the value 
network. Collaboration can enhance knowledge 
spill-overs through establishing joint ventures, 
contracts, alliances, or communication networks 
with experts in other regions or countries. A 
limited scope of external connections excludes 
firms from new knowledge and technology and 
consequently limits the firm’s competitive position 
(Lee, 2006). Trade networks also ensure the 
successful internationalisation of collaborating 
firms. Established buyer-seller relationships 
minimise or eliminate the risks associated with 
internationalisation. In cases where collaboration 
is with multinational firms, the probability 
of success in foreign market penetration is 
enhanced by (i) the multinationals’ experience in 
international business, (ii) highly skilled human 
capital base, (iii) networks in international 
professional associations, and (iv) established 
links in foreign markets (Enright, 2003). 

researCH metHodologY
The purpose of this research is to evaluate the nature 
of supply chain collaboration within Imperial 
Logistics. The design of research instrument was 
based on the conceptual framework that was 
derived from the literature review. The structured 
self-administered questionnaires consisted 
of seven sections. The first section requested 
demographic information on the characteristics of 
the respondents such as gender, level of education, 
and work experience; and the other sections 
measured the respondents’ perceptions regarding 
internal as well as customer collaboration, 
information flow and the extent of collaborative 

networks. Respondents were requested to rate the 
individual statements within the different survey 
sections on a five point Likert scale, ranging from 
strongly disagree (1) to strongly disagree (5), to 
score the respondents’ level of agreement with 
the different collaboration related statements. 

The survey was distributed to operational 
managers involved in various Imperial Logistics 
contracts. Although convenience sampling was 
used, a poor response rate resulted in only 33 
usable responses being available for analysis. 
A key limitation of the convenience sampling 
approach used is that generalisability from the 
obtained results is weakened (Zikmund et al., 
2013). Through exploratory research, an insightful 
understanding of a specific subject can be obtained 
in a constructive manner. Exploratory research 
can be performed by searching for literature, 
interviewing professionals in the field of study, 
or conducting focus group interviews. A main 
advantage of exploratory research design is that it 
is not a rigid approach, as it allows for flexibility and 
is adaptable to changes (Saunders et al., 2009:139).

With the purpose of this research, a case study 
approach was followed and applied to a leading 
logistics service provider, Imperial Logistics. 
According to Robson (2002:179) a case study 
can be defined as a ‘strategy for doing research 
which involves an empirical investigation of a 
particular contemporary phenomenon within 
its real-life context using multiple sources of 
evidence’. According to Yin (2009:5) the use of a 
case study can retain the holistic and meaningful 
characteristics of events, behaviour, processes of 
managers and organisation.  For this research, a 
single case study on Imperial Logistics is used, 
which provided an exploratory understanding of 
the framework of the research and the collaborative 
initiatives that are being applied within Imperial 
Logistics and its supply chain partners to improve 
the overall performance of its supply chain 
(Saunders et al., 2009:146). Imperial Logistics is 
one of the three main divisions of the diversified 
Imperial L Holdings Group. It is perceived as a 
leading global logistics and supply chain service 
provider that offers fundamental logistics as 
well as end-to-end supply chain management 
solutions to customers in a diversity of industries.
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results/ fIndIngs
To determine the internal consistency of the self-
developed research instrument the reliability of 
the measurement scale was assessed. The survey 
data was analysed using SPSS for Windows version 
24. The profile of the respondents is shown in 
Table 1 below. The questionnaire was completed 
by 33 respondents of which 79 per cent were 
male and 21 per cent were female and represents 
the gender configuration within the case study 
organisation. A Grant Thornton report showed 
that the rate of women in senior management 
positions in South Africa has declined from 
27 per cent to 23 per cent while 39 per cent of 
organisations had no women in senior positions 
(Grant Thornton, 2016). The majority of the 
respondents had a diploma (30%), followed by 
degrees (24%), high school (18%), post graduate 
(15%) and certificates (12%).  In terms of work 
experience, the average years of work experience 
for all respondents was 16.8 years with the average 
work experience in the area of logistics and supply 
chain management being over 10.3 years. 54% of 
the respondents had over 16 years experience.

taBle 1: demograPHIC ProfIle of 
resPondents

Characteristics
Percentage 

of 
respondents

Gender
Male 79%

Female 21%

Education level

High school 18%
Certificate 12%
Diploma 31%
Degree 24%

Post graduate 
degree 15%

Work 
experience

 

1 to 5 years 21%
6 to 10 years 9%

11 to 15 years 16%
16 to 20 years 27%
21 to 25 years 12%

>25 years 15%

As mentioned previously, the respondents were 
required to indicate, on a 5-point Likert-type scale, 
their level of agreement with a list of 19 supply chain 
collaborative initiative statements (indicators) 

that assessed internal collaboration, information 
flow, customer collaboration and extent of 
collaboration networks. The calculated overall 
Cronbach’s a values for the internal collaboration, 
customer collaboration, information flow and 
collaborating networks segments was 0.807, which 
indicate a moderately high internal consistency. 
According to Field (2013) this indicates that 
the questionnaire segments are very reliable.

Figure 1 illustrates the results on the evaluation 
of existing internal collaboration practices. The 
use of cross-functional teams and the scheduling 
of routine departmental meetings are well 
established practices as 91% of respondents 
agreed and strongly agreed with these statements. 
Frequent communication on goals and priorities 
from top management and informal face to 
face meetings for opportunities or problems 
are also well established. The encouragement 
of openness and teamwork was not as well 
established as the other practices as 24% of the 
respondents were neutral about this statement. 
This implies that internal collaboration within 
Imperial Logistics is relatively well established. 
Established and functional internal collaboration 
is identified in the literature as a crucial first 
step to success collaboration. Companies 
that lack effective internal collaboration 
are likely to be unsuccessful in external 
collaboration initiatives (Barrat & Green, 2001). 

The respondents’ rankings of existing practices 
with regards to collaboration with customers 
are illustrated in Figure 2. The results show that 
the respondents tend to strongly agree with all 
the statements that evaluate the organisation’s 
commitment to satisfy its customers. In 
particular, regular interaction with customers to 
jointly solve problems was ranked as a common 
and established practice (73% of respondents 
strongly agreed). Similarly, cooperation with 
customers to ensure smooth operation and 
willingness to make adjustments to support the 
customer were perceived as well established 
practices as 64% and 61% of respondents strongly 
agreed respectively, with these statements. 

Assessment of the nature of information flow, 
with collaboration partners, revealed that 
trust tended to be limited. 52% (13% strongly 
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disagreed and 39% disagreed) of the respondents 
indicated that trust between the organisation 
and the partners did not exist (see Figure 3). 
In the same way, the rankings for warehouse 
information sharing indicate limited operational 
collaboration. This may imply that the nature of 
this collaboration is “arm’s length” or pure cost 
based type relationship between the collaborative 
partners (Barrat, 2004). The utilisation of web 
enabled inventory data systems is evident as 
61% of the respondents indicated as illustrated 
in Figure 3. This seems to enable mutual access 
to partners’ databases as 83% of the respondents 
indicated. Barrat (2004) indicated that system 
integration facilitates information sharing. 

The managers, were asked indicate the extent 
or scope of the collaboration networks. Figure 
4 shows that the respondents generally agree 
that the collaborative networks derive mutual 
benefits and risk sharing with collaborative 
partners. Mutual benefits and risk sharing are 
essential for effective collaboration (Ireland & 
Bruce, 2000; McIvor & McHugh, 2000). The 
greatest number of positive responses (agree and 
strongly agree) were recorded for the statements; 
‘long term alliances with partners’; ‘joint 
established performance measures with partners’ 
and ‘well defined collaborative objectives and 
responsibilities with partners’. Some managers 
doubt the extent of reward and risk sharing (6% 
disagreed and 32% were neutral); joint established 

fIgure 1: Internal CollaBoratIon (sourCe: CalCulated from surVeY results)

fIgure 2: Customer CollaBoratIon (sourCe: CalCulated from surVeY results)
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performance measures with partners (13% 
disagreed and 23% were neutral) and well defined 
collaborative objectives and responsibilities with 
partners (3% disagreed and 23% were neutral). 

Table 2 shows the means and standard deviations 
of the responses on each collaborative initiative. 
The mean and standard deviation were calculated 
to derive the descriptive profile of the variables. 
The ranking of these collaborative strategies 
in terms of the perceived importance by the 
respondents was also established. Overall, the top 
five ranked initiatives were all from the customer 
collaboration initiatives. This may imply that 
collaboration efforts are focused on a smaller 
section of the supply chain, in this case the 
customers. Successful supply chain collaboration 
requires significant investment and as a result, 
companies may opt for segmented collaboration 
where they focus on a few niche of strategically 
important customers (Tang & Gattorna, 2003). In 

this way, different strategies can be implemented 
to meet the different segments’ need (Barrat, 
2004). The sharing of data through web enabled 
inventory data systems and mutual access to 
partners’ databases received the lowest mean score 
overall and had the highest standard deviations 
relative to all other statements. The underlying 
reasons for limited collaboration on these two 
initiatives may be attributed to boundaries 
arising from cross-functional activities between 
the organisations. These have been shown to 
restrict information flow owing to limited tactical 
and strategic collaboration (Khan & Mentzer, 
1996; Lee & Whang, 2000; Ellinger, 2001).

managerIal ImPlICatIons
The results revealed that the rankings for 
warehouse information sharing indicate limited 
operational collaboration. This may imply that 
the nature of this collaboration is “arm’s length” 
or pure cost based type relationship between the 

fIgure 3: InformatIon floW (sourCe: CalCulated from surVeY results)

fIgure 4: CollaBoratIVe netWorKs (sourCe: CalCulated from surVeY results)
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collaborative partners. It is recommended that 
management invest more in deepening the nature 
of collaboration in order to derive greater benefits 
from collaboration as arms’ length relationships 
have been shown to derive limited benefits to 
collaborative partners (Lambert & Burdurough, 
2000; Horvatto, 2001). In addition, information 
sharing through web-enabled inventory systems 
was low. Management could additionally invest in 
common information systems with collaborative 
partners to facilitate full integration with partners.

ConClusIons
The aim of this paper was to evaluate the nature 
of supply chain collaboration within a leading 
logistics service provider, Imperial Logistics. The 
case study approach was employed to evaluate 
the extent of collaboration. The respondents were 
required to indicate, on a 5-point Likert-type 
scale, their level of agreement with a list of 19 
supply chain collaborative initiative statements 
(indicators) that assessed internal collaboration, 
information flow, customer collaboration and 
extent of collaboration networks. The results 
showed that internal collaboration practices within 
Imperial Logistics are relatively well established. 
Established and functional internal collaboration 
were identified in the literature as a crucial 

first step to successful external collaboration.

The respondents’ rankings of existing practices 
with regards to collaboration with customers 
revealed that that the respondents tend to strongly 
agree with all the statements that evaluate the 
organisation’s commitment to satisfy its customers. 
An assessment of the nature of information flow, 
with collaboration partners, revealed that trust 
with partners tended to be limited. Similarly, 
the rankings for warehouse information sharing 
indicate limited operational collaboration. This 
may imply that the nature of this collaboration 
is “arm’s length” or pure cost based type 
relationship between the collaborative partners. 

The managers, were asked indicate the extent 
or scope of the collaboration networks. 
The respondents generally agreed that the 
collaborative networks derive mutual benefits 
and risk sharing with collaborative partners 
particularly in the areas of establishment of long 
term alliances with partners and performance 
measures with. Some managers were found 
to doubt the extent of reward and risk sharing; 
joint established performance measures 
with partners and well defined collaborative 
objectives and responsibilities with partners. 

taBle 2: mean ratIng of CollaBoratIVe InItIatIVes
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Lastly, the means and standard deviations of the 
responses on each collaborative initiative were 
calculated to derive the descriptive profile of 
the variables. The ranking of these collaborative 
strategies in terms of the perceived importance 
by the respondents was also established. Overall, 
the top five ranked initiatives were all from the 
customer collaboration initiatives. This may 
imply that collaboration efforts are focused on a 
smaller section of the supply chain, in this case the 
customers to ensure that the needs of a few niche 
of strategically important customers are met. The 
sharing of data through web enabled inventory 
data systems and mutual access to partners’ 
databases received the lowest mean score overall 
and had the highest standard deviations relative 
to all other statements. The underlying reasons for 
limited collaboration on these two initiatives may 
be attributed to boundaries arising from cross-
functional activities between the organisations 
which result in restricted information flow. 

The limitations of the study are that the sample 
was restricted to Imperial Logistics and which 
limits inference of the results to other logistics 
service providers. Methodologically, the study 
also presents a limitation because the results 
are based on the perceptions of the managers 
at Imperial Logistics and not based on hard 
data. Future research could focus on collecting 
hard data to enable the measurement of these 
variables and enable statistical to be conducted.
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aBstraCt
This case study describes how a large gold mining 
group in South Africa embarked on best practice 
hearing conservation as part of their noise control 
strategy. The case depicts the typical occupational 
hygiene and operational challenges of noise control 
in mining and how a modern hearing conservation 
programme (HCP) was (is being) implemented 
(maintained). The unique case describes a first in 
the world (one-of-a-kind) program in terms of 
hearing conservation technology and the unique 
operational (implementation) abilities of both 
the mining operation and the HCP product and 
service-providing company. The comprehensive 
descriptive case not only explains a best-practice 
HCP but also shows that custom-made hearing 
conservation (the service) and custom-made 
hearing protectors (the product) can be deployed 
on a large scale to more than 20  000 mine 
workers. The aim of the case study is therefore 
to contribute to the international problem of 
effective hearing conservation to eliminate NIHL 
(noise-induced hearing loss) with the specific 
focus on (1) implementation of a complex HCP 
on large-scale and (2) describing the unique 
quality dimensions of a best practice HCP.        

Keywords: occupational health and safety; 
noise-induced hearing loss; customised hear-
ing conservation implementation; lean and ag-
ile operations

IntroduCtIon
South African mine workers are more exposed 
to potentially dangerous noise levels than to 
similar levels of any other noxious agent. Noise 
has a negative impact on general health and 
productivity, affecting tasks requiring accuracy 
rather than speed. Noise also detrimentally 
affects demanding tasks, especially those 
requiring attention to multiple signal sources. 

NIHL compensation statistics are so alarming 
as to be unbelievable. Noise and NIHL should 
therefore not merely be accepted as a common, 
inevitable fact of life. Nobody should continue 
to ‘whisper to’ the problem. Since hearing 
protection is second-level noise control it 
may not be compromised by second best. 

Noise has become a generic hazard common to all 
industries but to a greater extent to all operations 
within mining. Desperate pharmaceutical 
companies even pursue drug therapy in their search 
for developing an oral capsule for noise-induced 
hearing loss (NIHL). Many industries such as 
the military are in dire straits in seeking a drug 
that will prevent hearing loss if taken just before 
noise exposure, or for treatment after exposure.  

If the noise epidemic in the world could kill 
it would have been declared as a pandemic by 
the World Health Organization. The state of 
affairs is exacerbated by the complacent culture 
of acceptance of the problem because noise 
is natural to the science of physics and the 
gradual harm and insidious nature of NIHL is 
deceiving. Making a real difference to address the 
continuous exposure to excessively high levels 
of noise at work is such a complex and prevalent 
challenge that it needs drastic measures and 
corporate control. If noise cannot be reduced or 
eliminated through first-level noise engineering, 
second-level noise control should be excellent 
and not second best. To whisper to the silent 
disease will result in another ineffective HCP. 
This case describes a best practice HCP and a 
world-first report on the mass-customization of 
hearing protection and hearing conservation.  

ProBlem InVestIgated 
In the context of the problem described above, 
HCP excellence (or improvement of hearing 
conservation) will always be a highly sought 
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Case studY of a soutH afrICan gold mIne oPeratIon  
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after goal. The research problem resulted from 
the international noise pollution challenges and 
the first- and second-level measures for noise 
control. Hearing conservation can be defined as 
second-level noise control, but it can easily also 
be of second-best quality. Since the gold mining 
industry in South Africa is highly significant to 
the economy of the country it needs to embark 
on achieving HCP excellence. Any research on 
custom-made hearing conservation is important 
in view of its uniqueness and because of the 
paucity of relevant literature. Custom-made 
hearing conservation is also not associated with 
mass operations systems. It is believed that by 
providing a thorough case study, this article will 
counter that perception. The study addressed 
both the need to understand the operational 
possibilities of implementing large-scale personal 
hearing conservation, and custom-made hearing 
conservation (using modern technology) as a 
potential benchmark for HCP excellence. In 
addition, the study of the HCP dimensions applied 
to the complexity of a large mining operation 
address the need to assist occupational safety and 
health (OSH) managers of other mining operations 
and the manufacturing industry at large.   

researCH oBJeCtIVes
The primary aim of the case study is to address 
the research problem in terms of the following:

•	 To contribute to the paucity of literature.
•	 To contribute to the international challenge 

for effective hearing conservation to eliminate 
NIHL (noise-induced hearing loss).

•	 To  illustrate the implementation of a complex 
(personal and custom-made) HCP on large-
scale, and 

•	 To describe the unique quality dimensions 
of a best practice HCP applied in practice.         

lIterature reVIeW
The purpose of the case study is to contribute 
to literature due to the paucity thereof. The 
purpose of this literature review is therefore to 
provide a background to the problem. The other 
secondary sources used in the next sections 
are for the description of the HCP (based on 
the Hearing Coach model) and the description 

of the unique operations system used by the 
supplier company (referred to as XFact). 

The management of occupational health and 
safety should consist of multifunctional teams to 
address the complex and multifaceted challenges 
of noise pollution. Workers also have to manage 
communications in extreme noise environments 
demanding innovative and modern solutions. 
Despite all the knowledge available, the most 
prominent factor remains the lack of prevention, 
while most of the problem can be reduced by 
making use of combined engineering controls 
(packaged in an HCP) such as noise assessments, 
audiometric monitoring, personal coaching, 
worker education, different types of hearing 
protection devices (HPDs) and record keeping. 
With reference to multiple ineffective HCPs, it 
must be emphasised that the HCP system can 
only be as effective as its weakest link, (http://
ehstoday.com/hearing-protection/balancing-act-
new-hearing-conservation-technology). A good 
HCP with an inadequate HPD will not suffice. 
A quality HPD and HCP is personal and tailor-
made, but it demands challenging operational 
implementation skills in terms of a professional 
fitment service. This is the focus of this case study.

To underline the problem, the following two 
studies show how the noise challenge remains 
and how important a personal approach is:

•	 Lutz, Reed, Turner, Littau, Lee & Hu (2015: 
287-293) evaluated the effectiveness of several 
noise control measures of 22 miners over 
56 rotating shifts performing deep shaft-
sinking tasks and revealed how the problem 
remains despite advances in noise control 
technologies. One dimension measured was 
the five types of earplugs (Acusonix, Fusion 
LG, Matrix, Smartfit and Fusion S) with no 
significant difference among the types of 
earplug used. The researchers also admitted 
that the improper and inconsistent use of 
HPDs compounded the study that could 
be different if custom-made HPDs (with 
reference to the case discussed in this article) 
were used. 

•	 On the other end of the spectrum, Donoghue, 
Frisch, Dixon-Ernst, Chesson & Cullen 
(2016: 208, 213) confirm that recent advances 
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in technology have enabled quantitative 
fit testing of hearing protection for each 
individual that may prove to be a useful 
addition to HCPs. Their hearing conservation 
initiatives in the primary aluminium industry 
had positive results, but they posit that the 
most important initiatives were improved 
education, improved ownership and use of 
HPDs, and quantitative fit checking of HPD 
attenuation. 

These aspects are discussed in this case study, 
because quality HPDs must be worn consistently, 
sealed in a leak-tight manner, be checked 
annually, give maximum communication 
functionality, are not only worn at work, are 
environmentally responsible, and are durable and 
economically beneficial. Furthermore the sound 
must be attenuated to just below the safe limit 
(85 dB) at 4 kHz (http://www.noiseandhealth.
o r g / t e x t . a s p ? 2 0 1 2 / 1 4 / 5 9 / 2 0 2 / 9 9 8 9 6 )

Although there may be different HCP designs and 
approaches, a personal (tailor-made) approach 
to hearing conservation is widely recommended 
although differently applied (http://www.
ncbi.nlm.nih.gov/pubmed/19728686). A lack 
of knowledge of each worker’s personal risk 
situation (profile and need) for individual 
customised attention and coaching is a common 
weakness. Pure tone audiometric monitoring 
is essential, but otoacoustic emission (OAE) 
technique seem to be the point of departure 
with reference to this case study. This case is 
in the context of gold mining in South Africa 
where mining of minerals is still an arduous 
task and much of a ‘pick and shovel proposition’. 
The highest noise exposure (from 100 dBs and 
above) from plant and equipment are associated 
with chain conveyors, fans, loaders, long-wall 
shearers, and pneumatic percussion tools. 

researCH metHodologY
The advantages of case research are multiple. 
Qualitative research provides for researchers 
to engage, observe and expose themselves to a 
particular phenomenon. Single case studies are 
highly focused and allow for a deeper look into 
a phenomenon by means of a combination of 
measures (mixed methods). The primary approach 
used in the current study was qualitative although 

all the data were not only narrative. Although a 
case may be subjective it can focus on unique 
characteristics, specific accounts of experience, 
a deeper understanding, and theory generation. 

Cooper and Endacott (2007) refer to generic 
qualitative research that may entail action research 
and experiential knowledge of practitioners, such 
as the hearing conservation specialists in this case. 
Plowright (2011) supports integrated research 
methodologies with elements of observational 
research. He refers to narrative data collected by 
means of a less structured approach to obtain 
a large amount of in-depth detail although 
generalisability may be limited. The research 
was therefore exploratory and did not commit 
to a singular paradigmatic research practice, 
nor did it attempt to generalise results through 
external validity. The purpose was to describe the 
phenomenon to address the research problem. 
The research was however not only inductive 
- to describe the HCP and the complexity of 
implementation - but also deductive (to identify 
gaps to improve the HCP and enrich theory). 

The focus on the Harmony case provided the 
opportunity to obtain a rich understanding of 
the phenomenon by repeating the measures 
used (repeating observations, repeating visits, 
and obtaining the same information from 
multiple sources) to ensure reliability and to 
increase the breadth and depth of insight and 
understanding. The methods used are inherently 
part of the HCP (part of the job descriptions 
of the HCP stakeholders): for example, 
personal coaching, personal fitments, personal 
feedback, medical checks, record keeping, 
basic interviews and general observation by 
the external service-providing team and the 
supervisors of Harmony. The case information 
was provided by Lotter (2017) and Pienaar 
(2017) from the HCP service-providing company 
with the written consent of both the mining 
and the HCP service-providing companies.  

Limitation of the study – although the 
assumption is that a custom-made HCP is 
significantly more effective than conventional 
HCPs, the study could (for multiple reasons) 
not focus on the final effectiveness of the HCP 
in terms of stabilising or preventing NIHL.  
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results 
The case is presented (described) in the following 
four broad categories: (A) the gold mine case 
under study, (B) the HCP service-providing 
company, (C) the HCP best practice design, and 
(D) the four-dimensional HCP implementation, 
progress, facts and figures of Harmony Gold. 

1. The gold mine case under study
The first large South African mine that made use of 
CHPDs on a large scale was Impala Platinum, with 
many that followed. Harmony Gold was the first 
gold mine group to use CHPDs as the catalyst for 
the custom-made HCP. Harmony Gold is a public 
company and one of the largest gold producers in 
Africa, with nine underground mines, one open-
pit mine and several surface operations in South 
Africa. In Papua New Guinea, it owns Hidden 
Valley, an open-pit gold and silver mine. At 30 
June 2016, Harmony reported attributable gold 
equivalent mineral reserves of 36.9 Moz of gold, 
and attributable gold mineral resources of 105.2 
Moz. Harmony employs 30 547 people in total 
of whom 4 580 are contractors in South Africa. 
Harmony approached XFact (the name used for 
the CHPD supplier in this case) to tender after 
several other mines (coal and platinum) in South 
Africa embarked on the mass implementation 
of CHPDs. The data of the case under study 
are based on programme information of 2015. 

2. The HCP service providing company
The South African company (for confidentiality 
the “XFact” name for the business is used in this 
case) was awarded the AHI Business of Year 
(2004) after they successfully responded to the 
national noise control problem in South Africa.

In-field research by audiologists revealed the 
need for an HPD that is not one-size-fits-all and 
they researched the weaknesses of conventional 
products. With the aid of the South African 
Council for Scientific and Industrial Research 
(CSIR) they also studied several benchmarks of 
high-quality products from Europe. This led to 
the conceptualisation and designing of a unique 
CHPD for the local African market. The idea was 
to patent and develop a high-quality HPD for 
African conditions that is less sophisticated and 
more cost-effective than the European products. 

This implied a CHPD with several unique quality 
dimensions. The first of these dimensions is an 
HPD that is personalised and tailor-made for 
attenuation, comfort and pride. The dimensions 
promoted user-friendliness and wearability. 
It did not overprotect (over-attenuate) to 
accommodate the possibility of communication 
while being protected against noise because 
signal detection, signal localisation and speech 
discrimination (speech intelligibility) are crucial 
aspects of fitness for duty and productivity. The 
balancing act between overprotection and under-
protection demanded more new technology 
related to the calibration of filters and seal 
tests of CHPDs after final personal fitment.

The most important part of XFact’s operation 
is their ability to implement a solution on an 
efficient and cost-effective way. This is the single 
significant difference between a conventional 
HPD and a CHPD. Without the ability to be in 
the field to service the mines with their unique 
needs the quality features of the CHPD would 
only remain theoretical. This is why this case 
focuses on implementation – it is especially 
unique and challenging to implement a 
custom-made product (CHPD) and a custom-
made service (the HCP) on such a large-scale. 
This mass-customisation operation makes 
the Harmony case unique and a first in the 
world in terms of technology, size and scope.   

leanness and agIlItY ComBIned
It must be stressed that a one size fits all approach 
to HCP is exactly the opposite of what this case 
is about. The typical quality compromise of 
HCPs is imbedded in second best while hearing 
protection is already at second level noise control. 
To overcome the typical compromise of ineffective 
and mediocre HCPs depends on a personal custom 
approach to hearing conservation demanding a 
very unique implementation strategy. This case 
is therefore more about the implementation of a 
quality HCP than the long term results (in terms of 
NIHL) of the HCP. The results of the HCP predict 
a significant positive result purely based on the 
buy-in of both the client (wearers and managers) 
and the supplier to embark on a professional 
service with its personal and custom dimensions.     

This case illustrates a unique operations design 
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with different process types and different volume-
variety characteristics. Slack, Brandon-Jones, 
Johnston, Sing & Phihlela (2017:80-81) provides 
a summary of manufacturing process types and 
service process types. They are distinguished 
between high and low volume, high and low 
variety and the process tasks (process flow) is also 
distinguished between continuous (and not so 
complex) and intermittent (complex and diverse).   

By using the above framework, the HCP supplier 
(XFact) can be described as both a manufacturer 
(of CHPDs) and a professional service provider (of 
the HCP). Within these two environments we have 
a service operation (with professional and even 
mass services) and a manufacturing operation 
(with project processes and batch processes). 
In terms of the variety-volume characteristics, 
XFact is unique in multiple ways and it has to be 
so to be able to provide a custom-made product 
and service to thousands of mine workers. 

In terms of its manufacturing operation its 
project processes (for customised products and 
services) has a high variety of mine shafts (and 
mining operations outside the Harmony group) 
with different needs and conditions. In terms 
of the projects (or batch processes) itself the 
volume is low, although the volume of the units 
can vary from very low to very high. XFact 
continue with the next phase of its operation in 
their laboratories where batch processes are used 
to transform the silicon impressions to acrylic 
end products (CHPDs). In terms of the service 
operation XFact deploys professional operators, 
audiometrists (and audiologists) and agents to 
coordinate the personal and custom hearing 
conservation service. In terms of the professional 
service the variety is low because it focuses only 
on the elements of the HCP. So the volume of the 
services per se are low although the units (mine 
workers) serviced can be between low to very 
high. XFact has a bold vision and strive to retain 
their market leading position and realise it will 
demand from them to be both lean and agile.         

Lean is typically associated with predictability 
(stable demand), low variety, low profit margins 
and eliminating waste by doing everything 
just-in-time. Agile supply is to react nimbly 
and dynamic in terms of short life cycles, 

high variety, high profit margins and less 
predictability. From this case study it seems that 
both these supply chains can co-exist. Although 
there are contradictions, leanness and agility 
are distinct yet corresponding paradigms.  

The agile supply operation is market sensitive, 
responsive, flexible, and can respond nimbly to 
demand. It needs unconventional mechanisms to 
hear the daily voice of the market and have direct 
access to customer requirements data to create 
a virtual supply chain that is information-based 
rather than inventory-based. Electronic data 
interchange enables partners in the supply chain 
to react to the same data (real demand), rather 
than to the distorted picture when orders are 
transmitted from one to another in the chain. The 
route to sustainable advantage lies in being able 
to leverage the respective strengths of network 
partners to achieve greater market responsiveness.

tHe unIQue CHaraCterIstICs of tHe 
XfaCt oPeratIons sYstem
The XFact CHPD and operations system is a good 
example of servitization in terms of the importance 
of both a quality product package and a service 
package. The product quality is dependent on 
the quality of the initial service (gaining personal 
information and the impression made by the 
field workers), the transformation process (from 
a silicon impression to the acrylic HPD product, 
assembled, calibrated and packed), and the final 
service operation (despatch, scheduling of the 
fitment, the fitment and the seal test process). 
Servitization is a good strategy because it opens 
doors for product/service diversification and 
product/service differentiation. Due to the 
success of the CHPD more services such as the 
HCP could be complemented. The primary 
characteristics of their operations system are:

•	 Innovation: The design and development 
of the ‘Sealometer’ (to do seal tests) and the 
‘Calometer’ (to calibrate filters) are examples 
of process technologies originated from its 
own staff.

•	 Marketing: Marketing is done through 
excellent service quality (such as reliability 
and responsiveness). More orders have been 
generated due to the effective and professional 
services delivered by the field workers 
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(audiometrists) at the mining plants. 
•	 The laboratory: The laboratory consists of a 

typical batch operation with a process layout 
to produce small quantities per day. The 
operation is labour intensive because of the 
custom-made process. Capacity can fairly 
easily be adapted to meet demand.  

•	 Lean manufacturing: Resource-to-order is 
based on manufacturing by order, elimination 
of all kinds of waste, small batch sizes and 
doing things in real-time, based on the JIT 
(just-in-time) philosophy.  

•	 Short lead times: The short lead times are 
the norm, although they are a make-to-order 
business. Mine workers can be fitted with a 
CHPD within three weeks after impressions 
were taken.

•	 Responsiveness and flexibility: Attempts are 
made to be responsive and flexible when 
the market demands bigger batch sizes. 
This is done through project management 
and adjustable capacity strategies (detailed 
planning and scheduling of the service 
operations for the fitment of large quantities 
based on the pre-determined mining shifts). 
In such cases the scope of the job requires 
XFact to manage contracts as small projects 
and adapt to a resource-to-order operation. 

In due course XFact anticipated rapid growth for 
the personal approach based on the custom-made 
HPD concept. The inevitable next development 
was the design of a custom-made HCP that is 
also not one-size-fits-all. They benchmarked 
and imported technology from Europe to 
standardise an HCP programme as a separate 
company in terms of Hearing Coach that was also 
internationally recognised. This aspect is discussed 
in the case study that follows (Lotter, 2017). 

3. The best practice HCP 
The four-dimensional hearing conservation 
program is based on Hearing Coach (www.
hearingcoach.com). Hearing Coach International 
BV is based in Terneuzen, the Netherlands (info@
hearingcoach.com, www.hearingcoach.com) with 
a new branch in Pretoria, South Africa. Under 
the expert guidance of Prof. Dr B. Vinck (Head 
of Department of Audiology of the University 
of Pretoria), Hearing Coach International 

introduced this model as a best practice solution 
for HCP excellence. The programme is designed 
to minimise the medical, social and financial risks 
of noise at work. The model has been adopted 
in many mining operations in South Africa and 
by other manufacturers worldwide. It has been 
awarded as ‘Best Practice’ by the European Agency 
for Safety and Health at Work (EU-OSHA). 

The four primary dimensions of the best practice 
HCP are: (1) top management support (with 
the dynamics of corporate social responsibility 
(CSR) to shareholders, stakeholders and 
government), (2) curative care and prevention 
through personal coaching and training in 
terms of a specific and continuous focus on 
each individual’s need and risk profile, (3) OAE 
grams, and (4) CHPDs. Note: coaching is central 
to all of these dimensions, and the sequence 
of the four dimensions is applied on a flexible 
basis. The detail of the HCP is discussed next. 

4. The four-dimensional HCP implementation, 
progress, facts and figures of Harmony Gold 

Management support
OSH management excellence is impossible 
without top management support, good 
corporate governance, vision and leadership 
for hearing conservation. This is the dimension 
related to corporate social responsibility (CSR), 
management support and the resources made 
available for the programme. Top management 
is also visibly involved with this programme 
due to the personal nature of the HCP and 
the large scope and stake of the programme. 

Top management accepted (and resourced) the 
scope of the program (the statement of work) 
for 23 450 permanent Harmony Gold employees 
(based on the data and figures of 2015) - the scope 
included the following primary HCP components:  

•	 Risk profiles of each individual based on 
history. 

•	 Updated risk profiles based on age, gender, 
years of exposure and noise levels.

•	 A holistic three-dimensional hearing 
evaluation by means of an otoscopy, 
tympanometry and OAE (otoacoustic 
emission) technology.
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•	 CHPD fitment of each worker with a few 
exceptions (other HPDs).  

•	 Personal coaching (counselling) - a continuous 
attempt to educate and communicate with 
each individual about the HCP. 

Curative care and prevention
The second dimension of the HCP focuses on 
coaching and education for prevention and 
curative care. Individual coaching involves a one-
to-one approach and properly bringing together 
all the elements of this interconnected programme 
to elicit a positive behavioural change. The HCP 
managers make use of all visual aids to explain 
the damage of outer hair cells, and how it affects 
communication ability (speech understanding). 
This form of coaching is unique and successful, 
and can be combined with motivational  group 
sessions for employees, which has proven to 
consolidate the objectives of the company.

Coaching is an integral part of the HCP and each 
mine worker will have several opportunities to 
engage with several stakeholders. They should 
also observe that management really cares by 
applying the same rules for hearing conservation. 
This makes training ongoing because the entire 
process of the programme is a learning process 
and an opportunity to ask questions or to adapt 
fitment. The dimensions of coaching are therefore 
more than HCP training because each person is 
coached (on–the-job training) when their hearing 
is tested and ears fitted. Each worker’s risk profile 
must be determined and adapted because it will 
influence the level of noise attenuation needed. 
Personal coaching continues when each person is 
also fitted with his or her own CHPD. The CHPD 
is also made to specification (size, colour and 
attenuation needed). This process is inter-active 
and entails the taking of impressions and the 
physical fitment process. They also get another 
opportunity for queries and assistance during 
the servicing (maintenance) of the CHPDs.    

The mines provide excellent facilities for all 
coaching processes referred to as the occupational 
health clinic/hub where employees are examined, 
educated, treated and fitted. The HCP managers 
need good scheduling and coordination to ensure 
all employees are treated the same. There are 
constant channels of communication between 

stakeholders, such as occupational health 
doctors, audiologists and the service provider. 

Personal coaching is the continuous 
communication principle employed to address 
questions, ask questions and to inform. It focuses 
on how workers can protect the hair cells of their 
ears and when to wear hearing protection at work, 
outside the work environment in noisy stadiums 
and concerts, as well as at home. The permanent 
and irreversible nature of NIHL is emphasised.   

Personal risk profiles and OAE (otoacoustic 
emissions)
The third dimension of the HCP has two 
components in terms of OAE technology and 
the risk profile. Each individual is managed 
differently and the point of departure is a personal 
risk profile based on the ISO 1999 standard. The 
risk profile should convey a clear baseline picture 
of each employee based on audiometry, historical 
data and other information. Employees should 
be coached, equipped and monitored according 
to this risk profile. The risk profile of each mine 
worker entails all records necessary for the HCP. 
A major part of this risk profile is the different 
hearing tests and interventions undertaken. 

A holistic approach is followed and it is therefore 
important to check that both the outer and the 
middle ear function properly beforehand. For 
this reason a preventive hearing examination 
is recommended during which the external 
ear, middle ear and inner ear are all examined, 
consecutively. Besides OAEs, the hearing 
evaluation process therefore also includes an 
otoscopic evaluation and tympanometry (middle 
ear analysis to rule out any contraindication 
to testing). The otoscopic examination is done 
by means of a small light (otoscope) that is 
shone into the outer ear canal. The purpose is 
to check that the eardrum is intact (healthy) 
and that no wax build-up or foreign object is 
obstructing the passage to the middle ear. The 
third measurement is done with a tympanometer 
to examine the middle ear. The middle ear 
contains the eardrum, ossicles and the stapedius 
muscle. The proper functioning of these could be 
impaired by ear infections (a cold or allergies), 
perforation of the eardrum or calcification of 
the ossicles. For the hearing evaluation and/
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or screening within this component, the HCP 
manager makes use of the OAE results to coach 
and sensitise the employees to the damage of 
OHCs and the effects it has on their safety, 
communication ability and overall quality of life.

OAE is modern technology used to provide an 
accurate measure of the cochlear status of the 
inner ear. These data are used for the prevention 
and detection of early warning signs of NIHL. The 
mine commenced with the HCP in 2008, when 
all employees underwent OAE measurements 
(the OAE-gram) to establish a baseline for each 
employee (this is similar to pure tone audiometry 
for obtaining a baseline). Each year, all employees 
are tested and monitored for any hearing 
damage shifts or changes of the cochlear status. 

The OAE measurements are done with a 
miniature microphone which is placed in the 
ear canal. A sound stimulus is sent through 
the ear canal, which makes the outer hair cells 
contract. If they react it means they are healthy. 
If they do not react, they have been damaged 
or have died. The purpose of this examination 
is to detect damage as early as possible and to 
identify any difficulty in understanding speech 
in terms of speech discrimination. Damage to 
the outer hair cells is shown as a percentage, 
according to the OHC damage index. The 
higher this percentage, the more outer hair cells 
have been damaged and the more difficult it 
will be for the subject to follow a conversation. 

The OAE-gram quantifies damage to the outer hair 
cells (OHCs) as a percentage (not in dBs), which is 
ideal for understanding, and to conduct personal 
coaching in a professional HCP. OAE provides 
accurate information on the actual condition 
of the outer hair cells, for the early detection of 
damage to the sensory mechanism of the ear. 
OAEs provide the only direct way of observing 
changes in the performance of the ear’s sensory 
mechanism. Any change in the condition of the 
cochlea can be detected as a change in OAE. This 
method is important since it detects a pattern not 
noticed in the standard audiogram (Pienaar, 2017).  

The OAE-gram can be used as a diagnostic tool (a 
screening tool) for determining or examining the 
level of cochlear damage, the affected frequency 

range, difficulties in understanding speech and 
establishing a differential diagnosis. An OAE can 
also be used as a follow-up tool thanks to its high 
level of reproducibility, sensitivity and specificity. 
The technique is highly suitable to follow up 
the progression of damage over time. This is 
a major trump card in a preventive approach 
towards NIHL. A shift in the OAE is an alarm 
signal regarding the effectiveness of the HCP. 

Due to the high levels of noise and many years 
of exposure (also from previous job positions 
at different shafts or mining companies) results 
from reports indicate that approximately 50% 
of employees on the programme have OHC 
damage above 50% to either one of the ears or to 
both ears. The findings indicate that age, years of 
exposure to noise and high noise levels all have 
a great impact on the damage of the outer hair 
cells if personal hearing protective devices are 
not used. Altogether 25 868 persons were tested, 
and an average OHC damage index of 55% was 
found. A damage index of 20–49% indicates that 
the employee has slight damage to the outer hair 
cells and he/she might not notice the damage yet. 
A damage index of 50–84% indicates that the 
employee has great damage and consequently 
already has communication loss, does not hear 
moderately loud sounds and finds it difficult 
to understand speech if background noise is 
present. A damage index of 85–100% indicates 
that the employee has serious damage to the outer 
hair cells, indicating that soft and moderately 
loud sounds are not heard and understanding 
speech is difficult even in a quiet environment. 
Each employee will be re-evaluated annually for 
further damage and should the results present a 
damage index of more than a 10% shift from the 
initial and previous tests, they will be referred for 
monitoring. Employees identified with middle 
ear pathologies will be referred to the company 
doctor for further evaluation. Thereafter they will 
return to the HCP for audiological screening. 

Figure 1 below provides an example of the OHC 
damage index for 2015 per mine in one province.

average oHC damage index per age group (2015) 

The graph in Figure 2 shows a pattern that is 
presented according to age and average damage 
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for that age group. The average damage for the ages 
19–30 was 35% and for the ages 41–50 it was 61%.

Compared to the company index average of 
55%, the group of 31–40 years had a very good 
index of 46% which needs to be maintained in 
order to prevent NIHL amongst these employees.  

The total group damage average (55%) for the 
year is also less than the damage average (73%) 
for the group of 51–65 years. The current status 
(see Figure 2) indicates that age, years of exposure 
to noise and high noise levels all have a great 
impact on the damage of the outer hair cells. 

Dimensions of custom-made hearing protection 
devices
The fourth dimension of the HCP is hearing 
protectors. All the unique quality dimensions 
of a CHPD are with no avail without effective 
implementation. It implies a professional fitment 
service that is part of a personal approach to 
hearing protection and the catalyst of the entire 
Hearing Coach HCP because the focus is on 
the individual towards hearing protection. 
Each employee understands that the CHPD can 
only be used by him or her. It is argued that if 
management is forced to use second-level noise 
control through HPDs, then they must be of 
the best quality. HPD selection and use is a 

fIgure 1: eXamPle of tHe oHC damage IndeX (2015) Per mIne In one ProVInCe

fIgure 2: aVerage oHC damage IndeX Per age grouP In PerCentage
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vital part of preventing NIHL. A quality HPD is 
therefore not one-size-fits-all but personalised 
personal protective equipment. The inner ear is 
seldom receptive to any inserted device. Even 
the most comfortable HPD must be maintained 
for wearability (ownership). Hard working 
conditions and dirt can influence the effectiveness 
of the HPD. HPDs must be comfortable in many 
ways (temperature, ventilation, communication, 
localisation, signal detection, weight and 
user-friendliness). Other quality dimensions 
are attractiveness (e.g. colours, names and 
packaging), hypoallergenic properties (e.g. acrylic 
material) and durability (increased wearability, 
increase ownership and cost-effectiveness). The 
employee’s number and date of manufacture of 
the HPD is embedded in the CHPD. It is also 
recorded when it was checked for leak tightness.

Another quality dimension of the CHPD is the 
filter mechanism calibrated for specific noise 
areas to eliminate over-protection. This allows 
for some communication ability of factors 
such as alarm signals, important work-related 
sounds, verbal instructions and general speech 
discrimination. Communication ability can only 
be measured accurately by using audiometry tests 
for speech discrimination and speech detection 
tests. Apart from those tests communication 
ability remains very subjective. However, the 
results from the questionnaire indicate that very 
few people are able to identify or realise that they 
have some degree of communication loss. This 
may be due to the brain’s ability to compensate 
for each situation as well as other coping 
strategies such as lip reading, also depending on 
background or environmental noise. The positive 
aspect is that a small percentage of employees 
indicated that they have communication 
problems when in noise or when it is quiet.

All the employees on the HCP have been 
fitted with CHPDs. In 2015 the mine had 23 
450 employees fitted with CHPD and the one 
significant change of behaviour was in terms 
of ownership. The employees indicated that 
they are very satisfied with a hearing protector 
that is largely comfortable. Besides the physical 
dimensions of comfort it also provides comfort 
in terms of ventilation, localisation and improved 
communication during protection. The CHPD is 

also unique due to its durability, user-friendliness 
and regular maintenance. The behaviour change 
is an outcome from the integration of all the 
HCP components embedded in the consultations 
and engagements with each employee.

The HCP manager does allow limited flexibility 
for other types of HPDs. Often workers 
are not aware of the types of HPDs that are 
appropriate for their working environment 
and such training is provided for each worker. 
The exceptions are 746 for non-use, 3 530 
use disposable types and only 4 use earmuffs. 

tHe oPeratIonal sCHedulIng 
CHallenge
A core function of any operations manager relates 
to the master production schedule (MPS) and 
the ability to adapt schedules. This is particularly 
important for a mass service provider of custom-
made products. The 2015 statistics for CHPDs are: 
of the 16209 workers paraded (to be serviced) for 
impressions taken, 6971 realised, 2713 realised 
for fitments and 1615 for maintenance. From this 
it can be seen that parades can be challenging 
since some employees from certain shafts 
clock in at the wrong place or time. This poses 
a scheduling challenge between the operations 
managers of the mine and the service provider. In 
some of the cases the compliance is very good in 
terms of numbers paraded and numbers serviced. 

The following statistics merely indicate the scope 
of operational scheduling of parades per annum 
(in 2015). In the one province (the Free State) they 
had 1 851 paraded at Phakisa mine, 811 at Target 
1 mine, 923 at Masimong, 491 at Bambanani, 673 
at Joel mine and 1 685 at the Tshepong clinic. 
In another province (Gauteng) they paraded 1 
784 at Kusasalethu mine and 1 280 at Doornkop 
mine. The thousands of mine workers that 
were paraded for service and maintenance of 
the CHPDs are not part of these statistics. The 
number of CHPDs that were fitted (seal tested and 
approved) was 6 713. Note that a CHPD also has 
a life cycle regardless of its durable nature. This 
implies that some need to be replaced for several 
reasons such as loss, damage, breakage, staff 
transfers, resignations and new appointments.  
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analYsIs of results and summarY
The primary findings from the case are: 

1. The gold mine case under study – Harmony is 
one of the largest gold mining groups in Africa 
and their buy-into the scope and complexity 
of this program is significant and a world-first.  

2. The HCP service-providing company – 
“XFact” portrays the ability to be lean and agile 
in terms of several operations management 
performance objectives such as the ability to 
respond and implement both a custom-made 
product and service on a large scale. 

3. The HCP best practice design – the hearing 
conservation program is clearly not 
conventional. It distinguishes itself in four 
dimensions: buy-in from top management 
and employees; continuous prevention and 
curative care through a personal coaching 
process; unique process technologies used 
such as the OAE and personal hearing 
protection by means of CHPDs.  

4. The four-dimensional HCP implementation, 
progress, facts and figures of Harmony Gold 
- the primary dimensions of the HCP (in 
2015) are summarised as follows: individuals 
tested (25 560), questionnaires recorded (27 
179), high risk (above 68% damage) (13 017), 
individuals referred for wax (909) and those 
referred to the doctor for pathology (873). The 
HCP therefore indicates a focus on prevention 
although curative care is also an important 
dimension of the HCP. Further damage must 
also be managed due to the reality of historical 
damage due to the lack of effective prevention 
during earlier phases of some worker’s careers. 
Since NIHL is a disability it may be necessary 
to transfer workers out of noise areas to other 
jobs and financial compensation may even 
come into play. Audiologists can assist with 
curative care in terms of further prevention 
and hearing aids, but irreversible hearing loss 
can never be healed or restored. 

In general, the HCP can be regarded as a success 
in terms of the measures that are in place and 
the positive behaviour changes achieved. The 
basic questionnaire responses of 6 380 indicate 
that 315 employees were knowingly also exposed 
to private noise. The majority (6 324) were fully 

aware of noise risks. Only 560 knew the specific 
noise level they were exposed to. Most (6265) 
knew where and when to use hearing protection.    

The majority of the people are on the high 
OHC damage group which have to be carefully 
monitored to prevent further hearing loss. 
Although every employee is at risk there are 
those with a higher damage than the rest of 
the group. Thereafter group coaching can be 
arranged for those groups of people per region.

managerIal ImPlICatIons
Mine managers are all confronted with 
compensation payments for NIHL. They need cost-
effective solutions for one of the most prominent 
occupational diseases. The personal approach to 
hearing conservation with comfortable HPDs 
has a significant effect on buy-in (management 
and wearers) and ownership. This is a significant 
first step and battle won within the “quality is 
free” philosophy. OSH managers will take note 
of this, although the case did not focus on the 
actual effectiveness of the HCP on the NIHL 
status measured over a few years. The single 
message in terms of managerial implications 
from this case is that prevention of (or stabilising) 
NIHL is possible if best practice technology is 
applied in an efficient and cost-effective manner.   

ConClusIons and 
reCommendatIons 
Most OSH managers are in need of innovative 
and practical solutions for HCP excellence. If 
noise continues, second-level noise control must 
never be compromised by second-best measures. 
In addition, any best practice technology is of 
minimal use without support and buy-in from top 
management, the service provider and the mine 
worker. An effective HCP will therefore be based 
on (1) top management support, OSH leadership 
and governance (a bold, transparent and diligent 
commitment by management and the workers is 
vital), (2) best practice HCP technology, and (3) 
excellent service providers (internal or external).  

This case study provides some insight into 
these basic dimensions of HCP excellence and 
the variables and scope of personal custom-
made hearing conservation. It shows how 
CHPDs and an intensively personal HCP can be 
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implemented on a large scale. It also highlights 
the importance of a reliable and experienced 
HCP service provider (XFact) with unique 
operations management performance objectives. 

The single most significant result at Harmony 
Gold is the overall buy-in in terms of the positive 
attitudes towards CHPDs, ownership (wearability) 
of CHPDs and hearing conservation awareness in 
general. This must be noted since the mine workers 
in South Africa are generally not highly educated 
and to get them so far as to wear a hearing protector 
is a very positive result. The number of employees 
fitted with the correct and effective CHPD is 
more than those using any other type of HPD.    

In terms of the NIHL risk and status, it is clear 
that the OAE technology provides an additional 
dimension for prevention. The conventional 
audiograms could portray a deceivingly sound 
picture (normal hearing), but the overall damage 
index is stricter in terms of the real situation. The 
majority of the workers fall into the high risk 
groups for OAEs but have normal hearing. This is 
an indication that the majority of employees have 
acquired OHC damage in the cochlear but still 
have normal hearing thresholds. The employees 
with a damage index of 68% or more need to 
undergo further coaching. These employees need 
to be monitored to prevent further damage and 
some may qualify for curative care. The small 
number of employees reported not to be aware 
of the noise levels under which they work (and 
other aspects of the HCP), will be addressed 
during group coaching sessions. It is vital that 
the HCP undergo continuous improvement to 
keep its momentum since the outsourcing of 
such an important programme necessitates a 
long-term commitment from all stakeholders. 
As long as the world economies demand mineral 
resources and while the laws of sound physics 
prevail, HCP excellence will be imperative.  
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aBstraCt
The need for the development of an inclusion 
insurance sector to the lower income households 
is well set out in the National Treasury 
Microinsurance policy and Financial Services 
Board documents of South Africa. Generally, 
the low-income earners are more susceptible to 
the impact of the unexpected natural hazards, 
which might even drive them to a deeper poverty 
level. The paper develops a theoretical model to 
measure the factors influencing microinsurance 
penetration in the low-income segment in 
South Africa. This is achieved by researching 
microinsurance from the literature and to 
identify the constructs that influence penetration 
related to microinsurance. An exploratory 
research perspective examined a vast range 
of survey-based microinsurance penetration 
influences and then five important variables were 
identified. The variables were further examined 
and a number of questions to measure each 
variable were formulated from the literature 
review. This has led to the final result, namely the 
theoretical model to measure penetration and 
development of microinsurance. The research 
is valuable to the government, microfinance 
institutions, microinsurers, insurers, NGOs, 
academics and other researchers among others. 

Keywords: low-income households, poverty, 
microinsurance development factors, insur-
ance inclusion.

IntroduCtIon
Although extreme poverty has decreased since 
1970 by 10%, 705 million people are still living 
with an income of less than 1.90 dollars per 
day, and this is considered as global extreme 
poverty by the World Bank (Roser and Ortiz-
Ospina, 2017). This is indeed a massive, untapped 

opportunity largely unaddressed low-income 
cover market. Until recently, it has been difficult 
to overcome the challenge for the insurance 
industry to address the delivery of products to 
this vast low-income population in a constructive 
and profitable way. Microinsurance aims to 
protect those with the lowest incomes against a 
wide variety of risks with a setup that is easy and 
beneficial for the client at the same time as it is 
sustainable on its own merits as a business.  A 
study on the landscape of microinsurance in 2015 
in Africa showed that in Africa alone the number 
of microinsurance policies rose considerably 
between 2005 and 2014 from 0.4% to 5.40% 
(insert source). However, approximately 64% of 
the low-income households remains not insured 
in South Africa (Biese and McCord., 2015). 

The “Insurance Gap” identified among the low-
income households (those who are not insured), 
presents a huge opportunity for the South 
African insurance industry, the development of 
insurance products designed specifically to meet 
the needs of the poor is lacking, and the need 
for low budget insurance solutions continues to 
escalate. The government of South Africa has 
been continuously emphasising in several tabled 
documents such as National Treasury policy and 
Financial Services Board documents the need for 
microinsurance products and services (National 
Treasury of South Africa, 2011).  South Africa’s 
development challenge therefore remains in 
finding sustainable poverty eradication strategies, 
offering microinsurance cover whilst being 
faced with major challenges of low premium 
rates, high transaction costs and the continued 
development of the low-income insurance 
sector is uncertain. Insurance firms and the 
authorities are only beginning to recognise the 
potential of the low-income market and the 
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longer-term benefits of building a customer 
database in this new market segment to promote 
successful insurance inclusion in South Africa. 

Resultantly, the variety of approaches seems to 
make microinsurance  a challenging concept 
to fully comprehend. There has been limited 
research done in researching the factors in the 
microinsurance sector of South Africa that hinder 
its continued development and penetration. 
The development of the low-income insurance 
segment can only be managed once the factors 
affecting the penetration of the low-income cover 
market have been researched and identified. A 
point of departure, however, is to identify the 
factors that affect penetration and development of 
microinsurance by scientific measurement thereof.  

oBJeCtIVes
The primary objective of the study is to develop 
a theoretical model to measure factors affecting 
penetration of microinsurance in South Africa. 
Thus, the secondary objectives are thus to:

•	 Identify the factors that affect microinsurance 
penetration  through a literature review;

•	 Determine the criteria that measures each of 
the variables; 

•	 Integrate the variables and its measuring 
criteria into a questionnaire;

•	 Develop a model to measure penetration of 
microinsurance.

metHodologY: deVeloPIng tHe 
model
The methodology employed focuses on the 
development of a model to measure penetration 
factors of microinsurance in South Africa. The 
outcome of the theoretical model resides in 
the successful identification of the penetration 
influences and their respective measuring criteria 
pertaining to each influence. This outcome 
was achieved by following the steps below: 

•	 Step 1: Identification of the microinsurance 
penetration influences through research and 
literature study;

•	 Step 2: Integration of the variables and their 
measuring criteria into a questionnaire;

•	 Step 3: Theoretical model 
 
results and dIsCussIon
The results are step-wise determined 
by means of the research methodology.

Step 1: Identification of microinsurance 
penetration influences through 
research and literature review

lIterature reVIeW
As mentioned earlier the theoretical model 
can only be developed once the variables 
influencing penetration of microinsurance in 
South Africa have been identified and their 
measuring criteria integrated in a questionnaire. 
This section thus focuses on the identification 
of independent variables on penetration 
of microinsurance (dependent variable).

Microinsurance is receiving an increasing amount 
of attention from policymakers and researchers 
due to its potential to assist in alleviating poverty 
(Arun, Bendig & Arun, 2012). Some of that 
attention generates from results such as those 
of Ju¨tting (2004), who demonstrates that micro 
health insurance achieves some success against 
poverty. Successful provision of microinsurance 
however, is hindered by a variety of factors that 
hinder its penetration that will be discussed 
below, therefore it is imperative that challenges are 
identified to facilitate development of appropriate 
strategies to grow the microinsurance market.  

Microinsurance regulatory framework
Regulation of any market can either promote 
or impede its development, calling for close 
evaluation of any regulatory process implemented 
(Chatterjee, 2012: 1).  The regulatory environment 
for microinsurance depends on the country, 
institutions and products involved. Makove (2011) 
reports that for microinsurance to develop, there 
is a need for specific microinurance regulations 
that should typically specify the delivery channels, 
intermediary market, registration and product 
approvals. Njuguna and Arunga (2013) avers that 
the factors like minimum capital requirements, 
licensing, distribution channels and investment 
restrictions that are designed for higher-income 
markets seem to limit the providers’ ability to offer 
insurance to low-income customers. Generally, 
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appropriate legal infrastructures do not only 
safeguards the interests of policyholders but also 
minimizes institutional risks. A research study 
conducted by Kamau, (2013) says that that the 
regulatory environment cannot explain the level 
of insurance penetration. Other studies contradict 
this position. According to International 
Association of Insurance Supervisors (2008), 
regulation can be beneficial, but enforcing the 
laws of conventional insurance on microinsurance 
will hinder the growth of the sector. Njuguna and 
Arunga, (2013) have pointed out that while liberal 
insurance legislation results in the expansion of 
insurance services, rigid legislation can hamper 
growth of microinsurance business penetration. 
Saleemi (1992) stated that the purpose of law in 
society is to establish procedures and regulations 
regarding the dealings among individuals and 
maintain economic stability. In the absence of 
law, there will be uncertainty in commercial 
transactions. Microinsurance penetration in 
other jurisdictions has been driven by regulation. 
According to a study by the Microinsurance 
Centre (2007), a regulation was passed in India in 
2002 requiring all insurers to provide insurance 
to the rural and social sectors. The study reveals 
that there has been a surge in product innovation 
and experimentation with new distribution 
channels. Further, microinsurance regulation 
in the Philippines has attributed the success of 
microinsurance to a Charter on microinsurance, 
which is grounded on the country’s constitution. 
MicroEnsure, an insurance intermediary dedicated 
to serving the poor throughout the developing 
world has over 1,149,633 clients as of the year 
2012 up from just 53,976 in 2007, the first year 
of its operations in the Philippines (Pablo, 2014).

In South Africa, one of the reasons that affect 
penetration of microinsurance is the absence 
of a microinsurance regulatory framework. For 
instance, funeral insurance is the most prevalent 
form of microinsurance in South Africa with just 
less than 90% of all risk cover being attributed to 
this form of insurance, more than a quarter of 
which is informal and illegal (Smith & DeVos, 
2012). Over the years, this has raised concern 
among regulators. One of the objectives of the 
proposed microinsurance regulatory regime by 
the National Treasury of South Africa in 2008 
was to formalise funeral insurance provision. The 

aim of the legislation was to lower the barriers 
of entry to encourage broader participation in 
this market, introduce formalised insurance 
requirements for the currently informal providers 
as well as to enhance consumer confidence 
and protection within this market segment. 
Resultantly, growth in insurance penetration has 
not kept up with the South African population 
growth, implying a slight decrease in overall 
usage  as a percentage of adults.  According to 
the FinScope survey on Financial inclusion in 
2016, the trend in the lower-income market has 
been even more pronounced, with the number of 
people with insurance being slightly lower in 2016 
than it had been in 2008 (FinScope, 2016).  Thus, 
the policy imperative to enhance formalisation 
and uptake in the low-income market remains 
as strong as it was in 2008.  Although after many 
years of nearly imperceptible progress, no formal 
microinsurance legislation is in place as at date. 
According to Kirk (2015), the environment of 
these unregulated microinsurers is about to 
become more complicated as regulators look to 
enforce insurance laws even more stringently now 
that an appropriate legal framework is available.

Channels of distribution
One of the risks inherent in microinsurance has 
been the inadequacy of distribution channels 
(Njuguna and Arunga, 2013). Roth, McCord 
& Liber (2007) revealed that microinsurance 
products are generally distributed through 
Micro-finance institutions (MFIs), post offices, 
Non-Governmental Organizations (NGOs) 
or through company employees. A study by 
Ngoima, (2013) aimed to  answer the question 
on the role of agents in insurance penetration. He 
classified intermediaries into brokers and agents. 
Microfinance institutions and commercial banks 
have also been directly involved in marketing 
microinsurance products to potential clients 
in the provider model (Maleika & Kuriakose, 
2008). The study highlighted that the model had 
a wide reach in the general insurance market 
but suffered from high transaction costs, when 
applied in low-income, low-margin markets 
such as rural areas with dispersed populations. A 
study by Ahuja and Guha-Khasnobis (2005) has 
provided useful insight on the use of agents. The 
study found that insurance firms adopt strategies 
of developing collaborations with the various civil 
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society associations, which act as a mediating 
agency also called a nodal agency that represents 
and acts on behalf of the target community in 
extending insurance cover to the poor. The nodal 
agency will help the formal insurance providers 
overcome both the disadvantages of informality 
and high transaction costs in providing insurance 
to the low-income people. In the absence of a 
nodal agency, the low resource base of the poor, 
coupled with high transaction costs gives rise to 
the affordability issue. Osero (2009) suggested 
funeral parlours, direct selling, mobile services, 
shops, supermarkets, petrol stations and public 
utility companies as distribution channels that 
can be explored for micro-insurance delivery, 
thus increasing microinsurance penetration. 

The distribution strategy by insurers in marketing 
the Zimele microinsurance funeral cover in 
South Africa has generally been done through 
insurance brokers and agents (ASISA, 2011). 
However, distribution of these products could 
be a challenge, particularly in the remote areas 
that are not serviced by the industry (Bester, 
Chamberlain and Houggard, 2009).  Achieving 
scale through cost effective and innovative 
methods of distribution could be a challenge 
facing microinsurance providers in low premium 
environments and high transaction costs, thus 
can affect microinsurance penetration (Smit, 
Chamberlain, Houggard and Carlman, 2010). 

Savings 
Financial instruments such as savings and 
microinsurance makes sense when considering 
the complex financial lives of low-income 
households (Rusconi, 2012). Low-income 
households often experience challenges to 
manage cash flows, cope with risks, and raise 
money to meet large, unplanned expenses. In 
this sense, low-income households (LSM1-5) 
savings refers to their voluntary diversion of 
current income into a financial vehicle for further 
consumption (South African Savings Institute, 
2016). According to Erasmus (2015), South 
Africa has one of the worst savings rates in the 
world with a GDP of 15.4%. Compared to other 
developing countries such as China (a saving 
rate of 50%), India (a saving rate of 22.5%) and 
Brazil (a saving rate of 25%), South Africa has 
had in the last 15 years (between 2000 and 2015)  

the highest saving rate of 17.2%  in 2002 and the 
lowest saving rate of 14.7% in 2009 (SASI, 2016). 

According to Bester et al. (2008), the limited 
saving level among the low-income households 
in South Africa could affect penetration of 
microinsurance. In South Africa, currently 64% 
of the low-income households are considered 
as the “insurance gap” (those that do not have 
any cover) and 74% of the earners are still not 
saving at all (SASI, 2016). Long-term savings 
products and insurance (including funeral, life 
policies and even informal burial societies) show 
even lower usage by the LSM 1-5, thus is more 
likely to affect insurance penetration (SASI, 
2016). Further, empirical evidence confirms 
the positive relationship between life insurance 
as a measure of savings and the increase of 
life insurance penetration (Beck and Webb, 
2003). Other studies show a strong positive 
relationship between savings and insurance 
penetration/financial sector development in 
Africa (Demirguc-Kunt & Klapper, 2012; and 
Katoroogo, 2016). Hence, saving is an important 
determinant of microinsurance penetration.

Trust
Engaging trust has been central to efforts by 
the financial services industry especially the 
insurance sector to win products for their 
markets (Matul, Dalal, De Bock, & Gelade, 2013). 
Cole, Stein & Tobacman (2011) highlighted 
evidence to show that building trust enhances the 
take up of an insurance product. Further, Dong, 
De Allegri, Gnawali,  Souares, & Sauerborn 
(2009) identified trust in the management of the 
community health scheme as an important factor 
influencing households’ probability of enrolling. 
Unlike the case in credit, where the micro-
entrepreneur borrows the money and takes up the 
responsibility of returning it, insurance reverses 
the responsibility of risk. In micro lending, the 
provider puts up the capital and trusts the customer 
to pay it back; in insurance, the policyholder 
pays up front and hopes the provider keeps its 
promise to make a payment in accordance with 
the contractual terms. For a tranche of society 
that probably has never used insurance products, 
trust is the element that should be created 
between the microinsurer and the prospective 
customer. Policyholders do not generally trust 
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that the insurer will pay the benefits in the event 
of a claim (Van der Watt, 2015). The typical 
microinsurance customer believes that premiums 
paid are wasted if he/she does not lodge a claim 
and receive payouts. In addition, the market often 
perceives insurers as quick to take their money, 
but slow to settle the claim. A cumbersome aspect 
is that, due to low literacy levels, the low-income 
market is often susceptible to fraudulent schemes, 
and resultantly undermining the credibility 
of legitimate insurers (Van der Watt, 2015). 

Cai, Chen, Fang & Zhou (2009) and Zhang, 
Wang & Hsiao (2006) find that lack of trust 
in government-subsidized microinsurance in 
China is a significant barrier to penetration. 
Similarly, Basaza, Criel &, Van der Stuyft  
(2008) find that lack of trust was an important 
reason for low enrolment in community health 
microinsurance in Uganda. Morsink (2012) 
after conducting her fields work in India, Kenya, 
the Philippines and Ethiopia further adds that 
people’s confidence in insurance as a product is 
key to inducing them to take out a policy, and can 
help insurance penetration. Trust in insurance 
contracts is especially relevant in environments 
with the absence of appropriate legal systems 
for enforcing payment of valid claims (Cole et 
al., 2013). In developing countries one method 
of building trust is through participatory games 
that teach players how insurance works. Patt,, 
Peterson, Carter, Velez, Hess & Suarez (2009; 
2010) found that that method seemed to build 
trust when used with a group of farmers. Further 
Cai et al. (2009) find that social networks have 
a large and significant effect on insurance take-
up and penetration among the low-income 
segment in China. Hence, trust seems to be an 
important factor influencing the low-income 
insurance business penetration and development.

Consumer financial education and awareness 
Consumer financial education relates to the 
process that financial consumers and investors 
improve their financial understanding, develop 
the skills and confidence to become more aware 
of financial risks and opportunities so as to make 
informed choices and improve their financial 
well-being (The Organisation for Economic Co-
operation and Development (OECD, 2011) and 
as adopted by National Treasury, the Financial 

Services Board (FSB) and Association for Savings 
and Investments of South Africa(ASISA). A study 
carried out by the German Institute for Economic 
Research in 2009 highlighted a potential challenge 
to developing the microinsurance sector and 
educating customers. The study points out that as 
demand for insurance is correlated to customers’ 
perceptions of the benefits, a clear understanding 
of what insurance means and what to expect is 
crucial to avoid disappointment by the customers. 
The study by Kamau (2013) underrates the 
contribution of education to the low insurance 
penetration. Some low-income people were 
insurable in that they have assets and livelihoods to 
protect, and sufficient incomes to pay premiums. 
However, they did not have insurance, as they 
are unfamiliar with the concept of insurance as a 
risk management tool. According to Njuguna and 
Arunga (2013), many clients are sceptical about 
paying premiums for an intangible product with 
future benefits that may never be claimed and they 
often do not trust insurance companies. A study 
by Siegel et al. (2001) found that some insurance 
firms provide information and conduct education 
campaigns among low-income households on 
the benefits of microinsurance as a measure of 
risk protection. According to Morelli, Onnis, 
Ammann,  & Sutter (2010), for a microinsurance 
scheme is to succeed, it needs to satisfy, among 
other conditions such as comprehensibility 
and understandability by the clients.

In South Africa, one of the policy objectives 
of the National Treasury in 2011 was to focus 
on consumer financial education as one of 
the components of a comprehensive solution 
for protecting consumers in the low-income 
insurance mass market in South Africa (National 
Treasury of South Africa, 2011).  South Africa 
has been characterised by low levels of financial 
education (Engelbrecht, 2008). Like many other 
countries, South Africa faces the complex task of 
tackling low levels of financial literacy within the 
general population. These low levels of financial 
literacy are evidenced by low savings rates, 
low take-up of financial services and products 
and a lack of understanding of basic financial 
terminology and concepts. Furthermore, 
according to an analysis of FinScope (2016), 13% 
of adults had never heard of the term ‘insurance’ 
while 22% had heard of the word but did not 
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taBle 1: PenetratIon InfluenCes of mICroInsuranCe ConsIdered and 
oPeratIonalIsatIon

Influence description source operationalisation
1 Microinsurance 
regulatory 
framework

The ability to regulate 
and supervise the low-
income cover market of 
LSM1-5 by the Financial 
Services Board and 
National Treasury of 
South Africa

Makove, (2011); Njuguna 
and Arunga, (2013); Kamau, 
(2013); IAIS (2008); Saleemi 
(2010), (Pablo, 2014). Smith 
et al. (2012); FinScope 
(2016); Kirk (2015)

The capacity of 
required supervision 
and regulation to 
build penetration 
and development of 
microinsurance

2 Channels of 
distribution 

Distribution channels 
being significant a source 
of penetration of the low-
income insurance sector 
in emerging markets

Bester et al.(2009); Smit 
et al.(2010); Njuguna and 
Arunga (2013); Roth et al. 
(2007); Ngoima, (2013); 
Maleika & Kuriakose 
(2008); Ahuja & Guha-
Khasnobis (2005); Osero 
(2009); ASISA (2011); 
Bester et al.(2009); Smit et 
al.(2010)

The ability of 
d i s t r i b u t i o n 
channels to generate 
penetration  in the 
low-income insurance 
markets

3 Savings The ability to save by the 
low-income earners as a 
measure of penetration 
of microinsurance and 
development of the 
market

Rusconi (2012); Erasmus 
(2015); South African 
Savings Institute( 
2016); Beck and Webb, 
2003; Demirguc-Kunt 
& Klapper(2012); 
Katoroogo(2016)

The drive of innovative 
distribution channels 
of microinsurance 
to the low-income 
households are 
strongly correlated to 
achieve penetration of 
microinsurance 

4. Trust The increased 
trust between the 
microinsurer and 
the low-income 
households as a driver 
of microinsurance 
penetration

Matul et al. (2013). Cole 
et al.(2011); Dong et al. 
(2009); Microinsurance 
Network(2010); Van 
der Watt (2015); Cai et 
al. (2009); Zhang et al. 
(2006); Basaza et al. (2008); 
Morsink (2012); Patt et al. 
(2009, 2010)

The capability 
to increase trust 
is more likely to 
enhance take up 
and microinsurance 
penetration 

5.Consumer 
financial 
education and 
awareness 

The ability to increase 
consumer financial 
education and awareness 
through literacy 
mediums as a driver 
to penetration for 
low-income insurance 
market

OECD (2011); 
Microinsurance Centre, 
(2007); SAIA, 2017); Kamau 
(2013); Njuguna and 
Arunga, (2013); Siegel et al. 
(2001); Siegel et al. (2001); 
(National Treasury of South 
Africa, 2011);Engelbrecht, 
(2008); Dror et al., (2012); 
(Moonda, 2017)

The drive and skill to 
increase consumer 
financial education 
and awareness can 
lead to penetration of 
microinsurance
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know what it meant. In addition, the analysis 
also shows that 35% of adults had never heard 
of the term ‘insurance’ while, 25% had heard of 
the term but did not understand what it meant.

Enhancing insurance literacy has been the 
goal of protecting the low-income households 
and enabling them to make informed choices 
so they can better manage risks such as death, 
sickness, fire, theft and accidents or natural 
disasters such as droughts and floods (Dror 
et al., 2012). Insurance coverage can reduce 
the impact of these shocks on a low-income 
household or business. (OECD, 2011). Consumer 
financial education has been a focus for financial 
service providers and public institutions 
seeking to facilitate access to the products 
available and counteract fraud and mis-selling. 

With the development of the microinsurance 
sector in South Africa, the insurance industry 
and regulators, the National Treasury of South 
Africa, insurers, insurance industry associations, 
non-governmental organisations (NGOs) and 
microfinance institutions (MFIs) have voiced 
concern that low-income people are still not 
adequately informed about insurance to be able 
to choose between newly available products in 
an active and safe manner  (Moonda, 2017). To 
fill this gap, three projects have been considered 
by the South Africa Insurance Association 
(SAIA’s) programme (SAIA, 2016) as follows: 

Community Workshops project: This project 
consists of financial literacy workshops aimed 
at specific low-income communities across 
South Africa. Teacher Development project: 

This project focuses on the development of a 
mathematical literacy resource to assist Grade 10 
-12 teachers in teaching the national mathematical 
literacy curriculum. Comutanet (Commuter 
Awareness) project: This is an awareness project 
that has been targeted at commuters. The 
project has been implemented through various 
communication media at taxi ranks, train 
stations and other modes of public transport.

Step 2: Integration of the variables and their 
measuring criteria into a questionnaire

Upon finalisation of the influences, items 
to measure the influences were also 
identified. These questions and origin 
and the relevant factors appear in Table 2. 

In Table 2, resultantly the above steps culminated 
in a theoretical model developed that could be 
used to measure microinsurance penetration 
in the low-income households segment. 

Step 3: Theoretical Model: Figure 1

ConClusIon
It is concluded that an exploratory perspective 
was taken to examine the variables of penetration 
of microinsurance. As a result, five important 
independent variables were identified.  Each 
one of these variables has been additionally 
researched, and resultantly the measuring criteria 
pertaining to each one of their variables, have also 
been identified.  These criteria form the basis of 
the measuring instrument of the independent 
variables. In addition, these independent 
variables were focused on one dependent 

taBle 2:  orIgIns of QuestIonnaIre Items

factors Code Item source
1. 
Microinsurance 
regulatory 
framework

MRF01

MRF02

The firm I work for…

Can contribute to microinsurance 
penetration due to a formal microinsurance 
regulatory framework stringent regulation 
in place.

Can enhance microinsurance penetration 
due to microinsurance regulatory 
framework in place by protect potential 
abuse of customers. 

Makove, (2011); Njuguna 
and Arunga, (2013); 
Kamau, (2013); IAIS 
(2008); Saleemi (2010), 
(Pablo, 2014). Smith 
et al. (2012); FinScope 
(2016); Kirk (2015)
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taBle 2:  orIgIns of QuestIonnaIre Items (ContInued)

2. Channels of 
distribution 

COD01

COD02

The firm I work for…

Uses its distribution channels of full 
time and part time agents to improve 
microinsurance penetration and 
development.

Outsources retailers and churches and 
other mediums to improve microinsurance 
penetration and development.

Bester et al.(2009); Smit 
et al.(2010); Njuguna and 
Arunga (2013); Roth et al. 
(2007); Ngoima, (2013); 
Maleika & Kuriakose 
(2008); Ahuja & Guha-
Khasnobis (2005); Osero 
(2009); ASISA (2011); 
Bester et al.(2009); Smit 
et al.(2010)

3. Savings

SAV01

SAV02

The firm I work for…

Can assist in microinsurance penetration 
and development of the low-income cover 
niche due to a consistent level of saving by 
the low-income households  

Can contribute to the level of 
microinsurance penetration due to 
conscientious efforts to save made by the 
low-income earners  

Rusconi (2012); Erasmus 
(2015); South African 
Savings Institute( 
2016); Beck and Webb, 
2003; Demirguc-Kunt 
& Klapper (2012); 
Katoroogo(2016)

4. Trust

TRU01

TRU02

TRU03

The firm I work for…

Strongly agrees that trust created between 
the LSM1-5 segment and the miroinsurance 
provider can boost microinsurance 
penetration and development 

Strongly thinks that trust is a major 
determinant of microinsurance 
penetration

Strongly thinks that trust is a major 
determinant of microinsurance 
development

Matul et al. (2013). Cole 
et al.(2011); Dong et al. 
(2009); Microinsurance 
Network(2010); Van 
der Watt (2015); Cai 
et al. (2009); Zhang et 
al. (2006); Basaza et al. 
(2008); Morsink (2012); 
Patt et al. (2009, 2010)

5.Consumer 
financial 
education and 
awareness 

CFE01

CFE02

The firm I work for…

Can assist in the consumer financial 
education and awareness agenda 
of the LSM1-5 segment to enhance 
microinsurance penetration.

Can assist in the consumer financial 
education and awareness agenda 
of the LSM1-5 segment to promote 
microinsurance development

OECD (2011); 
Microinsurance Centre, 
(2007); SAIA, 2017); 
Kamau (2013); Njuguna 
and Arunga, (2013); 
Siegel et al. (2001); Siegel 
et al. (2001); (National 
Treasury of South Africa, 
2 0 1 1 ) ; E n g e l b r e c h t , 
(2008); Dror et al., 
(2012); (Moonda, 2017)
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variable, namely penetration of microinsurance. 
All the objectives were addressed and resultantly 
the steps culminated into a theoretical model.

reCommendatIons
From the research, it is recommended that:

•	 The model to measure factors affecting 
penetration of microinsurance be empirically 
evaluated to determine the validity of the 
variables.

•	 The reliability of each of the data sets be 
determined to ensure that the model has 
satisfactory levels of reliability 
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aBstraCt
This study investigated the acceptance and 
purchasing of Takaful life insurance policies 
among South African Muslims using the Theory 
of Reasoned Action (TRA) as the theoretical 
model. Data were obtained by administering a 
survey to 235 Muslims in the Gauteng Province 
of South Africa. Statistical analysis of the data 
was carried out using the Statistical Package 
for Social Sciences Research and SmartPls. The 
results suggest that attitude towards Takaful life 
insurance purchases and subjective norms are 
salient determinants of participants’ behavioural 
intention towards Takaful insurance policies. 
Furthermore, actual behaviour towards this 
Islamic financial product is significantly predicted 
by behavioural intention. The findings of the 
study contribute to enhancing our understanding 
of Takaful life insurance policies acceptance and 
purchase among South African Muslims – an 
area that is sparsely investigated – and validate 
the TRA in a South African Muslim sample. 

Keywords: takaful life insurance, Theory of 
reasoned action, muslims, south africa

IntroduCtIon
In any life activity, there is always a possibility 
that an event may fail and financial loss will 
occur (Churchill & Merry, 2017; Skees, 2008). It 
is therefore imperative to institute a mechanism 
that provides a means of protection against 
the financial loss (Churchill & Merry, 2017). 
Protection from a financial loss arising from an 
uncertain loss is generally described as insurance. 
The basic role of insurance is to absorb the risk 

with the aim of promoting financial stability 
and giving individuals who are insured a 
sense of “peace of mind” (Akotey et al., 2013). 

Bruggemann (2010) opined that any risks that 
can be quantified can also be insured against. 
In view of this, there are currently many types 
of insurance that provide protection against 
different forms of risks. Life insurance is one of 
these types. In this form of insurance, insurance 
entities contract to make a contingency payment 
on the death of the insured individual in return 
for the payment of regular premiums (Chen, 
Lin & Parker, 2017). The overriding aim of life 
insurance is to hedge against serious financial 
impacts resulting from the death of an individual.

People’s attitude towards risk hedging instruments 
such as life insurance is significantly influenced 
by their religion. Indeed, recent research 
(Renneboog & Spaenjers, 2012) highlights 
that religion plays observable roles in shaping 
people’s attitudes towards the importance of 
saving, risk, financial freedom, and other general 
wealth creation concepts. Research (Miller & 
Hoffmann, 1995) emphasises that religiosity is 
generally positively associated with risk aversion. 
However, other studies (Barro & McCleary, 
2003; Hilary & Hui, 2009) have noted that the 
relationship between religiosity and risk aversion 
varies between religious systems. The Islamic 
religion, for example, teaches Muslims to accept 
any misfortune as the will of Allah; but equally, 
it admonishes them to take proactive steps to 
abate the effects of unfortunate events (Maysami 
& Williams, 2006). This suggests that the teaching 

emPIrICal analYsIs of soutH afrICan muslIms’ 
aCCePtanCe of taKaful lIfe InsuranCe
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of Islam supports insurance because it can reduce 
loss resulting from accident or an ill-fated 
event. However, there is on-going debate among 
Islamic scholars on the permissibility (halal) or 
prohibition (haram) of insurance. This debate 
has led to the development of insurance that is 
compliant with the teachings of Islam – Takaful 
insurance. In essence, Takaful insurance is based 
on Shari’a rules and is free from the elements of 
riba and other prohibited elements. Conventional 
insurance on the other is based on national and 
international insurance regulations and laws, and 
may involve riba and other elements that may not 
be compliant with Shari’a principles (Khan, 2012).

Only a few South African insurance companies 
currently have Takaful insurance policies. 
Promoting rapid acceptance of these polices 
among South African Muslims needs to go 
beyond religious rhetoric to a systematic 
empirical understanding of the key drivers of, 
and barriers to, the acceptance and purchasing of 
Takaful life insurance. Such understanding will 
form the bases of marketing strategies needed to 
accelerate the acceptance of such financial services 
among the South African Islamic community.

ProBlem statement
Religion plays a very important role in the 
consumption of products and services (Mathras, 
Cohen, Mandelb & Mick, 2016; Minton, Kahle, 
Jiuan & Tambyah, 2016). A number of studies 
have investigated the impact of religion on 
consumer decision-making and consumption 
behaviour (Delener, 1994; Essoo & Dibb, 2004; 
Mathras et al., 2016; McDaniel & Burnett, 1990; 
Minton et al., 2016). However, most of these 
studies are based on the consumption of physical 
products. Research on the impact of culture on 
the consumption of services such as insurance 
is sparse (Maysami & Williams, 2006). A review 
of the existing literature further suggests that, 
although religion has a recognisable impact 
on consumer behaviour, most South African 
studies tend to treat consumers as a homogenous 
group, thus obscuring the potential impact of 
religion on their consumption behaviour. There 
are gaps, therefore, in our understanding of how 
the religion of a group of people influences their 
behaviour in consuming goods and services. 

To contribute towards addressing this research gap, 
the following research question will be addressed:

What are the factors that influence 
South African Muslims’ decision to 
purchase Takaful life insurance policies?

aIm and oBJeCtIVes of tHe studY
The aim of the study is to examine 
empirically the perception of South African 
(SA) Muslims towards the acceptance and 
uptake of Takaful life insurance policies.

In order to achieve the aim, 
the following objectives are set:

•	 Examine the impact of SA Muslims’ attitude 
towards Takaful life insurance policies on their 
behavioural intention to purchase Takaful life 
insurance products.

•	 Ascertain the impact of the subjective norm 
of SA Muslims on their behavioural intention 
to purchase Takaful life insurance.

•	 To determine the impact of SA Muslims’ 
behavioural intention towards Takaful life 
insurance purchase and actual behaviour. 

•	 To empirically validate the TRA in a SA 
Muslim sample. 

 
researCH model and HYPotHeses
The theoretical background of this study is the 
Theory of Reasoned Action (TRA) (Ajzen & 
Fishbein, 1980; Fishbein & Ajzen, 1975). The TRA 
is one of the foremost theories used to understand 
human behaviour, and social science researchers 
rely on it to explain behaviour in various contexts. 
In marketing, researchers have employed the 
TRA to explain consumer behaviour in various 
contexts, including green consumption (Mishra, 
Akman & Mishra, 2014; Paul, Modi & Patel, 2016; 
Wu et al., 2015), pro-environmental behaviour 
(Bang, Ellinger, Hadjimarcou & Traichal, 
2000; Kim, Jeong & Hwang, 2013), and online 
marketing (Hansen, Jensen & Solgaard, 2004; Lee, 
Ham & Kim, 2013). The results of these studies 
have confirmed the robustness of the TRA in 
understanding consumer behaviour across various 
consumption domains in different contexts.

In the TRA, Ajzen & Fishbein (1980) and Fishbein 
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& Ajzen (1975) postulate that behavioural 
intention, which is the proximate antecedent 
of actual behaviour, is a function of two salient 
beliefs: attitude towards performing the behaviour, 
and the subjective norm in relation to performing 
the behaviour. Consistent with the TRA, the 
conceptual model for this study (Figure 1) posits 
that behavioural intention towards purchasing 
Takaful life insurance (a direct determinant of 
actual behaviour) is directly determined by attitude 
towards Takaful life insurance purchasing and the 
subjective norm about purchasing life insurance.

Attitude towards behaviour is the function of 
the individual’s belief about the outcomes of 
engaging in a given behaviour. It follows that 
if a person holds strong beliefs that positively 
esteemed outcomes flow from engaging in a 
given behaviour, he/she will develop a positive 
attitude towards the behaviour. Similarly, beliefs 
about performing a behaviour that results in a 
negatively valued outcome will morph into the 
development of a negative attitude towards to 
the behaviour (Ajzen & Fishbein, 1980). In their 
seminal research, Fishbein and Ajzen (1975) and 
Ajzen and Fishbein (1980) found attitude towards 
a given behaviour to be directly and positively 
associated with behaviour intention. Follow-
up research studies (Lada, Harvey & Aming, 
2009; Mishra et al., 2014; Ejye, Omar & Owusu-
Frimpong, 2007; Paul et al., 2016) have consistently 
supported this relationship. A study by Ejye Omar 
and Owusu-Frimpong (2007) to understand 

Nigerians’ behaviour towards life insurance 
policies identified attitude towards life insurance 
as a salient predictor of their behaviour intention. 

On this basis, this study proposes that:

H1: South African Muslims’ attitude 
towards Takaful life insurance will have 
a  significant impact on their behavioural 
intention to purchase the product. 

‘Subjective norm’ measures the extent to which 
an individual’s important reference groups 
approve or disapprove of him/her engaging in a 
given behaviour, and the individual’s motivation 
to comply with the expectations of the referent 
group. An individual who regards certain people 
as important to him/her, thinks he/she should 
engage in a given behaviour, and is motivated to 
comply with their expectations will have a positive 
subjective norm. Similarly, an individual who is 
less interested in living up to the expectation of 
his/her referents will most likely have a relatively 
weak subjective norm (Ajzen and Fishbein, 1980; 
Fishbein and Ajzen, 1975). Studies (Lada et al., 
2009; Kim et al., 2013) that have applied the 
TRA to understanding consumer behaviour have 
consistently found the subjective norm to be a 
significant determinant of consumers’ behavioural 
intention. In a study conducted to understand 
Malaysians’ consumption of Halal products, 
Lada et al. (2009) found the subjective norm to 
be a direct antecedent of behavioural intention. 

fIgure 1: ConCePtual model 
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Correspondingly, this study hypothesises that:

H2: The subjective norm of South 
African Muslims will have a significant 
impact on their behavioural intention 
to purchase Takafuk life insurance.

Behavioural intention is defined as the amount 
of effort that an individual is willing to exert 
in performing a given behaviour (Ajzen and 
Fishbein, 1980). For this study, behavioural 
intention to purchase Takaful life insurance can be 
simply described as the readiness of South African 
Muslims to purchase Takaful life insurance 
policies. In the TRA, behavioural intention 
is posited as a direct determinant of actual 
behaviour. Subsequent studies (Lada et al., 2007; 
Omar & Owusu-Frimpong, 2007; Wu et al., 2015) 
applying the TRA has consistently confirmed 
this relationship. Hence it proposed that:

H3: South African Muslims’ behavioural 
intention to purchase Takaful life insurance will 
have a significant impact on their actual behaviour.

metHodologY
Measurement
A self-administered paper-based and online survey 

questionnaire was the main instrument used to 
obtain the data for the study. The questionnaire 
had two sections. The first section contained 
questions on the demographic characteristics 
of the respondents and their patronage of life 
insurance. These questions were measured on 
both nominal and interval scales. The second part 
of the questionnaire consisted of measurement 
items for the constructs used in the study. These 
items were selected from previously validated 
scales. The items used to measure ‘attitude’ were 
selected and adapted from the study of Husin and 
Rahman (2013 & 2016). The items used to measure 
‘subjective norm’ were selected and adapted from 
Hamza and Lizman (2016). Four items were 
used for ‘behavioural intention’. These items were 
selected and adapted from Memarzadeh, Blum 
and Adams (2015). And finally, the items used 
for measuring ‘actual behaviour’ were selected 
and modified from the study of Goodhue and 
Thompson (1995). All these items were measured 
on a five-point Likert scale, with anchors ranging 
from ‘1’ (strongly disagree) to ‘5’ (strongly agree).

Sampling and data collection
The target population was defined as South African 
Muslims residing in the Gauteng Province. A non-

taBle 1: tHe desCrIPtIVe statIstICs of tHe samPle

sample characteristics frequency Percentage
Gender

Male 
Female

133 
102

56.6 
43.4

Age

18 – 39  
40 years and above

165 
70

70.2 
29.8

Monthly household income (ZAR)

0 – 5,600 
5,601 – 15,000 
15,001 – 30,000 
30,001 – 40,000  
40,000+

21 
61 

106 
25 
22

8.9 
26.0 
45.1 
10.6 
9.4

Possession of life insurance

Yes 
No 
No response

70 
164 

1

29.8 
69.8 
0.4
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probability sampling technique in the forms of 
convenience sampling and snowball sampling was 
used. For the paper-based surveys, the researcher 
visited local mosques during religious gatherings 
to administer the questionnaire. For the online 
survey, an online questionnaire was created. The 
link to the questionnaire was sent to selected 
Muslims who opted to complete the online survey. 
At the end of the survey the respondent received 
a thank-you message with a link that they were 
kindly requested to forward to other Muslims 
in their contact list who resided in Gauteng. 
The paper-based survey generated 86 usable 
responses, while the online survey generated 149.

data analYsIs and results 
Descriptive statistics
Data analysis of the descriptive statistics of the 
sample and measurement items was carried out 
using the Statistical Package for Social Science 
Research (SPSS) version 24. The descriptive 
statistics are presented in Table 1. According to 
the results, 133 participants, representing 56.6 
per cent of the sample, are male and 102 (43.4%) 
are female. This shows that the number of male 
participants is higher than the female participants 
by 13.2 per cent. The results further indicate 

that the majority of the participants (70.2%) are 
younger than 40 years. With regard to monthly 
income, the highest number of respondents, 106 
(45.1%), indicated that they earn between R15,001 
and R30,000. The results further show that close to 
two-thirds (65.1%) of the respondents earn a salary 
of more than R15,000. Lastly, the results show that 
70 (29.8%) of the respondents have life insurance, 
while 164 (69.8%) do not possess a policy.

struCtural eQuatIon modellIng
A structural equation modelling technique 
using SmartPLS version 3.2.6 was used 
in the two-step procedure recommended 
by Anderson and Gerbing (1988) to 
evaluate the proposed research model. 

The measurement model was assessed for 
its convergent and discriminant validities. 
For convergent validity, estimates of the 
standardised factor loading, Cronbach’s 
alpha, composite reliability (CR), and 
average variance extracted (AVE) were 
analysed. The results are presented in Table 2.

According to the results, the standard factor 
loadings computed for the items are above the 

taBle 2: ConVergent ValIdItY of tHe measurement model

factor 
loading

Cronbach’s 
alpha

Composite 
reliability

attitude towards takaful life insurance purchase 0.856 0.912
AT1 0.913
AT2 0.875
AT3  0.855
subjective norm 0.838 0.902
SN1 0.903
SN2 0.884
SN3 0.818
Behavioural intention 0.893 0.926
BI1 0.910
BI2 0.819
BI3 0.855
BI4 0.896
actual behaviour 0.843 0.886
AB2 0.809
AB3 0.817
AB4 0.917



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

977

A DECADE OF EXCELLENCE

0.70 threshold (Hair et al., 2010). Moreover, 
the Cronbach’s alpha and composite reliability 
estimates are above their minimum thresholds of 
0.70, denoting internal consistency. For convergent 
validity, Hair et al. (2010) recommend that the 
AVE should be 0.5 or greater. The results presented 
in Table 3 show that the AVEs computed for the 
constructs range between 0.721 and 0.777. These 
estimates are higher than the 0.5 recommended 
threshold. These results generally confirm the 
convergent validity of the measurement model.

The Fornel-Larcker (1981) method was 
used to confirm the discriminant validity 
of the measurement model. The results 
presented in Table 3 show that the square-
root of the AVEs (diagonal bold values) are 
greater than the inter-construct correlations. 

After confirming the convergent and 
discriminant validities of the measurement 
model, the structural model was estimated to 
determine the significance of the structural 
paths. The significant levels of the structural 
paths were analysed using bootstrapping (500 
sub-samples). The results of the structural model 

analysis with path coefficients and the structural 
model with t-values for the path significance 
are presented in Figures 2 and 3 respectively.

According to the results, attitude is significantly 
associated with behavioural intention to purchase 
Takaful life insurance (β = 0.680; t = 17.784). This 
result provides support for H1. For the relationship 
between subjective norm and behavioural 
intention, the results show that the subjective 
norm is significantly and directly associated with 
the behavioural intention to purchase Takaful 
life insurance (β = -0.125; t = 2.517), thus giving 
support to H2. It must be emphasised, however, 
that although the relationship is significant, the 
direction is negative. Furthermore, the results 
show that Muslims’ behavioural intention 
towards purchasing Takaful life insurance is 
significantly related to their actual behaviour (β 
= 0.493; t = 11.330). This result provides support 
for H3. Moreover, the results show that 52.9 per 
cent of the variance in behavioural intention 
is explained by attitude and subjective norm, 
and behavioural intention alone explains 24.3 
per cent of the variance in actual behaviour.

taBle 3: dIsCrImInant ValIdItY

aVe actual 
behaviour attitude Behaviour 

intention
subjective 

norm
Use behaviour 0.721 0.849
Attitude 0.777 0.47 0.881
Behaviour intention 0.758 0.493 0.717 0.871
Subjective norm 0.755 -0.296 -0.299 -0.328 0.869

fIgure 2: model WItH faCtor loadIngs and PatH CoeffICIents 
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dIsCussIon and ImPlICatIons for 
management
The overriding aim of the study, using the TRA, 
is to determine the factors associated with 
South African Muslims’ decision to purchase 
a Takaful life insurance policy. The findings of 
the study suggest that attitude towards Takaful 
life insurance purchasing plays a significant 
role in SA Muslims’ behavioural intention 
towards purchasing the product. The findings 
are consistent with other, earlier research that 
identifies attitude as a significant determinant 
of consumer intention (Lada, Harvey & Aming, 
2009; Mishra et al., 2014; Owusu-Frimpong, 
2007). Thus, in order to increase the uptake of 
Takaful life insurance among South African 
Muslims, marketers need to implement strategies 
that are aimed at developing a positive attitude 
towards the product. For instance, marketers 
can leverage public relation events that take 
place at various mosques and at other religious 
events to inform Muslims about their Takaful life 
insurance policies, and that they are compliant 
with the teachings of the Islamic religion.

The findings of the study also suggest that 
the subjective norm significantly influences 
South African Muslims’ behavioural intention 
towards Takuful life insurance, even though the 
influence is negative. This is surprising, as it is 
inconsistent with the prior literature (Lada et 
al., 2009; Kim et al., 2013), which consistently 
found a positive association between subjective 
norm and behavioural intention. The explanation 

for this discrepancy might be that participants’ 
motivation to comply with the expectation of 
their referent groups is low. Thus the use of 
referent groups to garner a positive behavioural 
intention towards the Takaful life insurance policy 
may be counterproductive, as subjective norm is 
negatively associated with behavioural intention. 

The results of the study also highlight the 
significance of behavioural intention in 
predicting actual behaviour towards Takaful 
life insurance uptake. This is consistent with 
the findings of prior research that similarly 
emphasises the impact of behavioural intention 
in influencing actual behaviour. Thus, to increase 
the actual use of Takaful life insurance, marketers 
need to come up with strategies to increase 
behavioural intention through improving 
Muslims’ attitude towards Takaful life insurance.

ConClusIon 
This study empirically examined SA Muslims’ 
acceptance of Takaful life insurance using the 
TRA as the theoretical underpinning. The 
findings of the study suggest that attitude 
towards Takaful life insurance purchase and 
subjective norm significantly influence Muslims’ 
behavioural intention to purchase Takaful life 
insurance. However, attitude towards purchasing 
Takaful life insurance plays a stronger role in 
influencing behavioural intention. Attitude and 
subjective norm combine to explain 52.9 per 
cent of the variance in behavioural intention. 
Consistent with the TRA, the findings further 

fIgure 3: tHe t Values for tHe sIgnIfICanCe estImatIon of tHe model
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reinforced the impact of behavioural intention 
in influencing actual behaviour, as the former 
alone explains 24.5 per cent in the latter. The 
findings of the study not only delineate the factors 
influencing the acceptance and uptake of Takaful 
life insurance policies among South African 
Muslims, but also validate the TRA in a South 
African Muslim sample. This study’s surprising 
finding about the negative association between 
subjective norm and behavioural intention 
towards Takaful life insurance policy purchase 
needs to be further elucidated in future research.
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aBstraCt
The Balanced Scorecard (BSC) is a theoretically 
sound performance management tool that 
is widely used across the globe. However the 
traditional BSC developed under capitalism is 
problematic when applied in socio-culturally 
different environments in emerging markets 
while targeting low-income customers. In this 
paper, literature review is carried out to establish 
low-income customer perspectives critical to 
sustainable value creation in poor markets. Six 
critical factors eminently emerged based on the 
context of the business environment in low-
income markets and nuanced characteristics of 
low-income customers. The identified factors 
were incorporated into the conceptualized 
customer perspectives quadrant of the BSC. The 
conceptualized model addresses the question 
of how to effectively configure business models 
that sustainably create corporate value. The 
study demonstrates how to operationalize the 
conceptualized customer perspectives. Adapting 
the model can help corporates address the elusive 
question of how to sustainably turn the poor into 

profitable customers. Recommendations were 
drawn and an agenda for future research proffered.

Keywords: Balanced scorecard; low-income 
markets; Performance management; african 
Balanced scorecard
 
IntroduCtIon
The BSC is the dominant and widely used 
financial management and strategic performance 
management model for converting vision and 
corporate strategy into executable performance 
indicators (Chytas, et al., 2011; Niven, 2005; 
Cohen, et al., 2008; Bourne, et al., 2002; Saraiva, 
2011; Mazambani, 2015; Brudan, 2010; Neely, 
2005; Kennerley & Neely, 2002; Hoque, 2014). 
Numerous global research projects corroborate 
that the BSC is the most potent performance 
management technique around the world 
(Grigoroudis, et al., 2012; Giannopoulos, et al., 
2013; De Geuser, et al., 2009). Yet with these 
success stories, there has also been a fair share 
of disappointments on its implementation 
(DeBusk & Crabtree, 2006; Schneiderman, 
1999; Kenny, 2003; Zeng & Luo, 2013). 
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These unsuccessful results have been more 
pronounced in the emerging markets (Khomba, 
2011; Norreklit, et al., 2006; Zeng & Luo, 2013). 
The BSC’s propensity to fail outside North 
America and Continental Europe has mainly 
been traced to conflicting ideologies (Khomba, 
et al., 2011; Norreklit, et al., 2006; Zeng & Luo, 
2013). It is acknowledged that the foundations of 
performance management systems, just like any 
other management techniques, are embedded in 
the societal ideologies and corporate ecologies 
in which they are developed (Srimai, et al., 
2011). These environmental parameters become 
inhibiters of these strategy tools outside the 
context for which they were developed (Roper & 
Hodari, 2015). Consequentially, managers who 
are accustomed to these techniques lose sight of 
opportunities that do not conform to the judgement 
techniques and criteria they are used to (Prahalad 
& Hart, 2002).  To this effect the ideological, 
socio-cultural and business environmental 
underpinnings under which the BSC was 
developed in the capitalistic Western world create 
implementation challenges in different cultural 
setups (Bourguignon, et al., 2004; Norreklit, 
et al., 2006; Zeng & Luo, 2013), particularly in 
the humanistic economies (Khomba, 2011).

Furthermore, the biggest myopia of the 
traditional BSC model is its salient assumption 
of a developed, readymade and profitable 
customer base as manifesting in the developed 
world (Norreklit, 2000; Norreklit, 2003). It is one 
of the models developed with the background 
of a wealthy clientele (Hammond & Prahalad, 
2004). The BSC is designed to capture profitable 
customers while alienating and screening out 
unprofitable ones (Kaplan & Norton, 2004, p. 
112; Kaplan & Norton, 1996). Kaplan (2001) 
the godfather of the BSC strongly recommends 
total avoidance of unprofitable customers that 
the company has not yet targeted. The avoidance 
assertion is strongly propagated by other Western 
researchers (Haenlein & Kaplan, 2009). With this 
kind of novice business advice, the latent emerging 
markets would remain untapped (Simanis, 2009). 
The traditional BSC further assumes that non-
loyal customers are unprofitable hence should be 
discarded (Norreklit, et al., 2012). Norreklit, et al 
., (2012) observe this as a crude fallacy of the BSC 
that lacks qualification. The traditional BSC also 

assumes well developed production mechanisms, 
fluid delivery channels and a knowledgeable 
affluent market. Yet in contrast, emerging 
markets are by and large latent, unorganized, 
underdeveloped and low-income markets (Ismail, 
et al., 2012; Prahalad & Hart, 2002). The majority 
of customers have low and irregular incomes 
limiting their purchasing power, loyalty and 
profitability hence risking being screened out. 
Delivery channels are inaccessible, production 
techniques are basic and client product knowledge 
is rudimentary (Eberly, 2008, p. 123; Hammond 
& Prahalad, 2004).  The markets invariably 
require to be developed before they sustainably 
support business (Prahalad & Hart, 2002). Thus 
implementing the traditional BSC in these 
economies will be at the expense of less profitable 
low-income people (Schneiderman, 1999), 
creating social risk and slowing development 
(Prahalad & Hart, 2002; Rabbani, et al., 2007). 

Rosenblum, et al ., (2003) view such models that 
instigate avoiding or eliminating unprofitable 
customers as counterproductive. In fact they 
challenge corporates to redesign better business 
models (Roper & Hodari, 2015) that generate 
profits out of the unattractive market segment. 
Gummesson (2004) is even more advocative and 
directive in dealing with unprofitable customers. 
He opines that eliminating unprofitable 
customers is wasteful, as it is unconstructive and 
unsustainable. Gummerson’s (2004) advocacy 
for full utilization of organizational intellectual 
capital in patiently converting unprofitable 
clients into profitable ones and Rosenblum, et al 
. (2003)’s quest for redesigning better business 
models to serve unattractive market segments 
resonate well with sustainable value creation.

As benefits of adopting Western developed 
management systems fail to meet expectations, 
the suitability of wholesome importation of 
Western literature without customization to 
local context is questionable (Zeng & Luo, 2013). 
Whilst emerging markets in the South may lack 
sound alternative models to guide corporate 
performance, there is consensus that the Western 
developed BSC model is not an option as it carries 
unnecessarily high risk of failure in local contexts 
(Zeng & Luo, 2013). Researchers further decry 
the dearth of BSC research in emerging markets 
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(Zeng & Luo, 2013; Hoque, 2014). Poor execution 
continues to hinder company performance 
(Verweire & Van Den Berghe, 2004) but in Africa, 
for instance, research aimed at enhancing strategy 
execution is limited in general (Mazambani, 
2015). Another common handicap is the general 
absence of studies dealing with customization of 
Western theories to emerging markets contexts, 
a lacuna this theoretical review aims to fill.

This study will theoretically propose critical 
success factors for organizations serving low-
income markets with findings culminating 
into a modified BSC customer perspective 
model reflective of performance indicators 
commensurate with low-income customers. The 
paper draws expansively from the BSC, inclusive 
business and the bottom of the pyramid literature. 

statement of tHe ProBlem
The traditional BSC developed in the Western 
world presumably serves profitable customers 
while excluding unprofitable low-income 
customers (Kaplan & Norton, 2004, p. 112; 
Norreklit, 2000; Norreklit, 2003). Emerging 
markets are predominantly low-income markets 
(Von Grebmer, et al., 2010; Von Grebmer, 
et al., 2008) with a greater chance of being 
unprofitable. Merely adopting of the traditional 
BSC excludes the majority from the mainstream 
economy posing potential political and social 
risks (Prahalad & Hart, 2002; Randhawa, 2004).

Based on the premise that customer perspectives 
of the traditional BSC conceived to serve 
profitable customers while screening out 
unprofitable customers is unsatisfactory in its 
current form to guide business performance 
management in serving low-income customers; 
this study proposes a model with an emphasis 
on applicability and relevancy within the poor 
customer segment context in emerging markets. 

studY oBJeCtIVes
In order to mobilize and accomplish 
the main objective, the study aims to 
achieve the following specific objectives:

1. To assess the BSC concept within low-income 
markets and key theoretical developments of 
the research area.  

2. To identify theoretical customer perspective 
constructs for sustainable value creation in 
low-income markets 

3. To integrate identified theoretical constructs 
for sustainable value creation in low-income 
markets into the customer perspective of the 
BSC framework.

4. To demonstrate how the conceptualized BSC 
customer perspective will be operationalized.

The developed customer perspective key 
success factors will capture the intricacies of 
performance management targeting low-income 
customers. The paper proffers recommendations 
to practice and provide pointers or direction for 
future academic research around performance 
management in low-income markets.

The driving impetus of this study is to design 
a performance management model that 
demonstrates how to create value in low-
income markets. The model aims to answer 
how business can enter, assemble resources and 
achieve above-average performance utilizing 
customer-focused performance indicators. 
This will go a long way towards improving 
corporate profitability and survival for business 
serving the bottom of the pyramid. Transitively, 
eliminating poverty in the served communities.  

eVolutIon of PerformanCe man-
agement frameWorKs 
Performance management as a discipline is 
relatively immature (Neely, 2005; Brudan, 2010; 
Thorpe & Beasley, 2004; Wagner & Paton, 2014a). 
These authorities also noted that academic 
contribution came from diverse subject areas such 
as engineering and operations research before the 
discipline was recently placed under management 
accounting. Various performance management 
frameworks were developed. Over time these 
frameworks morphed from basic operational 
measurement tools to strategic management 
systems; from static to dynamic systems that do 
not only focus on the economic-profit dimension 
but other multi-dimensions of interested 
stakeholders driven by management needs 
for competitive advantage in an ever evolving 
environment (Srimai, et al., 2011). Performance 
management should therefore evolve to fit with 
the environment to avoid any potential business 



984
WWW.IBC-CONFERENCE.COM

performance crisis (Kennerley & Neely, 2002).

The evolution of performance management 
frameworks per se started in the early twentieth 
century with the French Tableaux de Bord 
(dashboard) in the 1930s. It used both financial and 
non-financial measure (Steven, 2013). However 
its use across the globe was limited because of 
language translation challenges (Brudan, 2010) 
and its emphasis on financial measures (Espstein 
& Manzoni, 1998). Total Quality Management 
(TQM) philosophy championed by the Japanese 
quality management movement emerged in the 
1950s. It incorporated customer-oriented and 
other non-financial performance indicators. 
TQM is believed to be the forerunner to the BSC 
approach (Brudan, 2010). The dissatisfaction with 
backward looking performance management 
frameworks reached the climax in the late 1980s 
and early 1990s. Benchmarking techniques were 
developed to try and match competitors and other 
unrelated best performers’ best practices. During 
the same era the first BSC was developed by Art 
Schneiderman at Analog Device between 1987 - 
1988 (Schneiderman, 1999). In 1992 Kaplan and 
Norton introduced their own BSC which was not 
principally different from prior scorecards but 
was more coherent and fundamentally grounded 
on robust theoretically sound foundations. 
Over the years the BSC evolved from a basic 
performance measurement tool, to a management 
system, to a framework for organizational change 
and now to supporting strategy execution as an 
organizational core competency (Brudan, 2010). 

Performance outcomes have been observed to be 
enhanced when management uses the right tool. 
The question of the right tool is contentious. Critics 
in both academia and practice have expressed 
discomfort over performance management tools 
that overpromise and underperform (Rigby, 
2001; Wagner & Paton, 2014a). They also express 
disquiet over performance management tools 
that provide a simplistic approach to the complex 
challenges of performance management problems 
(Wagner & Paton, 2014a). On the other hand 
protagonists blame the critics for pulling down 
other techniques without adequately appraising 
their benefits whilst promoting their own tools or 
new alternatives (Wagner & Paton, 2014a). This has 
been due to the rapid changing or proliferation of 

too many performance management frameworks 
(Verweire & Van Den Berghe, 2004). In the end, 
managers who are constantly bombarded by 
these techniques are left confused hence may 
lose sight of all these performance management 
developments (Verweire & Van Den Berghe, 
2004). Worse still practitioners blame academia 
for developing too theoretical tools with no 
relevance to practice (Wagner & Paton, 2014b). 

Development of performance management 
techniques has reached a stage where it has 
relatively stabilized from the explosion of the 
1990s. The interest in performance management 
as a discipline is, however, unabated (Wagner 
& Paton, 2014a). Developments in techniques 
are unlikely to take a revolutionary trajectory. 
Rather an evolutionary transformation or 
perfectionist approach will evolve as existing 
techniques incorporate dimensions that need to 
be managed for organizations to be successful. In 
light of these profound observations, this study 
is persuaded to utilize the BSC performance 
management technique because it is commonly 
known by managers and is applicable to any 
industry making it relevant for this generic 
study (Wagner & Paton, 2014a). The study 
aims to add new dimensions relevant to market 
environments that were not previously conceived 
during the earlier conceptualization of the BSC. 
The currency, relevance, utility and easiness to 
understand (Roper & Hodari, 2015) makes the 
BSC more appealing than any other technique. 
The adaptability and portability of the BSC 
template to specific scenarios and environments 
makes it users friendly (Wong, et al., 2009). 

BsC ConCePt and afrICa
The BSC philosophy dictates that in order to 
achieve superior financial results, an organization 
should consistently meet and exceed its target 
customers’ needs. It further says to excel at 
the customer needs; the organization should 
have a matching value proposition delivered 
through business processes that meet the 
needs of the targeted market. Finally, the BSC 
philosophy reiterates an important facet that, 
business processes that surpass customer 
expectations can only be delivered when you 
put in place employees with the right skills 
and aptitude complimented with efficient and 
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effective organization systems that promote 
continuous knowledge acquisition for service 
innovation, improvement and improvisation. 

This study redesigns the BSC theoretical 
framework insofar as it relates to the customer 
perspective quadrant only.  The study will take 
an inter-disciplinary approach by combining 
theory from the BSC, bottom of the pyramid 
and performance management in trying to build 
a model for successful business performance 
in low-income markets. An inter-disciplinary 
research perspective to performance management 
is selected as it gives deeper insight into the 
unexplained knowledge gaps that exist (Thorpe 
& Beasley, 2004). The conjunction of these 
theories in the study breaks the intellectual silos 
commonly present in business management 
theory and practice. Western ideologies inherent 
in the BSC limit its adaptation in culturally 
different markets. Cohen, et al ., (2008) calls for 
heightened studies to redesign the BSC to ensure 
that it works in the local environment. In Africa, 
recent empirical studies have localized the BSC 
into the African BSC (ABSC) underpinned by 
the continent’s omnipresent Ubuntu (humannes) 
philosophies (Khomba, 2011; Khomba, et al., 
2011; Khomba, 2015). The ABSC model focused 
on Ubuntu ideologies and stakeholder relations 
ecosystem (Khomba, 2011) setting the model for 
further customization (Khomba, 2015). However, 
the ABSC like all other BSC models maintained 
the traditional BSC assumption of profitable 
customers and overlooked critical dimensions 
to interrogate corporate performance measures 
critical to serving low-income customers 
(Prahalad & Hart, 2002). The dearth of customer-
focused BSC research to challenge its ability to 
serve low-income customers compounds its 
scant usage in these markets (Rabbani, et al., 
2007). Research on performance measurement 
techniques, including the BSC, with dimensions 
for serving less profitable low-income customers 
is meagre. It is believed that continuous 
remodeling, translation and localization of 
performance management systems, including the 
BSC, to capture more socio-cultural dimensions 
in the local environment will elevate their utility 
and successful application and possibly transform 
to better performance management frameworks 
(Pandey, 2005; Lawrie & Cobbold, 2004)..  

Modification of the traditional BSC framework 
from the customer perspective would capture 
attributes that increase its appeal and successful 
application in low-income markets (Rabbani, et 
al., 2007). More affirmative researchers (Voelpel, 
et al., 2005) propagate for extensive scorecards 
that deliver economic and social wellbeing 
(Weiser, 2007). This resonate the call by Prahalad 
& Hart (2002) to redesign models that take 
advantage of low-income markets opportunities 
and build inclusive communities. The work 
by Ismail, et al . (2012) further demonstrates 
that in order to serve the poor, there is need 
for market creation initiatives in low-income 
markets which taps into the demand of the most 
needy customers (Randhawa, 2004; Churchill, 
2007). These initiatives are not only alien to the 
traditional BSC developed in the affluent West but 
have never been captured in any comprehensive 
performance measurement system. Therefore, 
to continue like this without customization is to 
risk the consequences of guesswork (Kelly, 2005; 
Ohemeng, 2010; Wichowsky & Moynihan, 2008).   

The importance of the market context as a 
variable in shaping performance management 
techniques cannot be overemphasised as the two 
are interweaved (Roper & Hodari, 2015). Yet, 
there is no scientific way to evaluate the relevance 
of a tool to a particular market. Therefore, in 
order to gain better insights on what is relevant 
to low-income markets literature from various 
emerging markets reflecting on organizational 
experiences, processes and practices is coalesced 
(Roper & Hodari, 2015; Khan, 2016). The 
rationale of this study is therefore founded on the 
integration of the BSC to obtaining context of low-
income markets. The results of this study should 
subsequently improve manager effectiveness. 
Calls for such research that determine 
BSC design variations to emerging market 
settings have been heightened (Hoque, 2014).

Low-income markets require new transformed 
performance management framework or 
at least with relevant dimensions that help 
business strategy execution in the untapped 
markets (Srimai, et al., 2011). These markets are 
intensely infested with acute business risks that 
require distinctive business approaches for one 
to succeed (Weiser, 2007; Seelos & Mair, 2007). 
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Business has to learn how to circumvent a myriad 
of constrains and pitfalls.  Hence, a performance 
management model that develops performance 
indicators while cognisant of the existing 
limitations, would be a building block towards 
exceptional business performance using relevant 
and current ideas (Roper & Hodari, 2015).

Exceptional corporate performance is critically 
important in low-income markets than in 
any other segment (Martinez & Carbonell, 
2007) because keeping the business going is an 
intimidating task. For starters, business lacks two 
key sets of information, knowledge of the needs 
of low-income customers and how to do business 
with the poor (Seelos & Mair, 2007; Martinez & 
Carbonell, 2007). Extant research is uninspiringly 
quiet on how to mix a stew of ingredients 
necessary for successful value creation when 
dealing with income constrained customers. 

Customer PersPeCtIVe of tHe tra-
dItIonal BsC
Customer management has evolved from a 
transactional relationship in the Industrial Era to 
an intimate relationship management philosophy. 
In the Industrial Era companies were focused on 
promoting and selling whatever they produced. 
Nowadays companies focus on building long-
term profitable and sustainable relationships with 
their target customers. They follow four generic 
processes of customer selection, acquisition, 
retention and growth. These strategies speak to 
and advise the traditional BSC as they develop 
executable customer management strategies. The 
customer selection processes direct companies 
to select the most profitable customer segments 
and avoid unattractive ones (Kaplan & Norton, 
2004, p. 107). In customer acquisition, companies 
should effectively engage communication with 
their target market to differentiate its value 
proposition. Strategies such as loss leader may 
be applied without compromising product 
quality and performance. Companies are urged 
to come up with lucrative loyalty programs to 
retain customers as it is cheaper to maintain 
than acquire customers. Relationships with 
customers need to be deepen in order to create or 
grow chances for cross-selling and partnerships. 

The traditional BSC customer management 

process is theoretically sound in a free-market 
capitalist world. It resonates with the profit 
maximization mantra. The customer selection 
recommendations however suffer deficiencies 
especially when compared to contemporary 
developments in previously unattractive markets. 
The customer selection approach contradicts 
contemporary literature about the potential value 
of previously unattractive markets. Nowadays, 
companies are creating opportunities and value 
in places they never envisioned twenty years 
ago. Needless to mention that mature markets 
that used to be more attractive and a sanctuary 
for corporates are now saturated and shrinking 
(Guesalaga & Marshall, 2008; Mason, et al., 2013). 
The approach used to hold water when developed 
markets were growing fast and opportunities 
were in abundance. The point of departure of the 
customer perspective of the traditional BSC says, 
“How can we serve our customers profitably?” This 
approach is only applicable in developed markets 
where companies simply enter and compete in an 
existing market (Seelos & Mair, 2007). It does not 
hold in markets where the customer may be willing 
but does not have the ability to effectively demand 
goods and services. New approaches are required 
hence the BSC, among a host of other rigid profit 
maximization theories, needs customization if 
they are to remain relevant in the new economics.

WHY BsC?
The research utilizes the BSC conceptual 
framework for a couple of multipronged but 
mutually inclusive theoretical and practical 
reasons. Theoretically, the BSC provides the 
most sound strategy execution or performance 
management conceptual framework that is easy 
to understand and apply from management and 
employees’ perspective. In utilizing the theory 
as a reference model, the study intends to use its 
robust yet dynamic interpretative lens to expose 
its weaknesses in guiding value creation in low-
income markets with a higher level intention to 
redesign metrics essential to successfully serve 
customers in that market (Kennerley & Neely, 
2002). The BSC is also appealing as a vehicle to 
quell mischievous conventional wisdom that 
banished low-income customers as unattractive, 
unworthy business attention and to be avoided 
(Davidson, 2009). It is one among many business 
models that vehemently expose pervasive North-
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South asymmetries as it explicitly recommends 
the avoidance of unattractive markets. Thus 
merging and reconstructing a theory with 
this strong theoretical void, with a market it 
proverbially sought to avoid, does not only 
contribute to knowledge but it helps to dismantle 
the North and South worlds silos. The BSC 
concept is a perfect launch pad for this study.  

In low-income markets, it is a daunting task for 
managers to create value (Karamchandani, et 
al., 2011). It is still a confusing puzzle to create 
products that offer higher than average utility at 
prices low-income customers can afford (Seelos 
& Mair, 2007). Market dysfunctionalities and 
prevalent information asymmetry constrain 
management’s ability to make better decisions. 
Against this background, it would be prudently 
sound to unpack the complexities of dealing with 
a market that only captured business interest in 
recent times, yet whose graveyard is littered with 
failed brilliant ideas even from the well-meaning 
and resourced corporates, with a simplified and 
well understood organizing canvas such as the BSC 
(Verweire & Van Den Berghe, 2004, p. 7; Wong, 
et al., 2009). Of interest is the fact that the BSC 
has been widely adopted by for-profits for years 
targeting attractive and profitable customers in 
the middle to upper income classes in developing 
markets. This means that it would be conveniently 
easier for them to adjust to new performance 
dimensions after rigorous adaptation of business 
models to low-income customers’ context 
utilizing the BSC rather than adopting a new 
performance measurement technique altogether 
in such a value elusive market (Karamchandani, 
et al., 2011). After sufficient customization, the 
BSC model with its focus on customers, ability 
to guide the configuration of corporate resources 
and designing leading performance indicators 
can lever corporate performance in low income 
markets. The BSC is still regarded as the most 
iconic and holistic corporate performance 
management system that aligns strategy execution 
to corporate vision (Steven, 2013; Brudan, 
2010; Wong, et al., 2009). The Achilles heel of 
most performance management systems lies in 
strategy execution yet the BSC excel (Brudan, 
2010). Because of this status, researchers concur 
that it should be subjected to intense research 
scrutiny (Hoque, 2014). Since this research uses 

a theory to practice approach it should prove 
beyond reasonable doubt that the theory is 
relevant to practice so as to encourage interest 
and adoption (Moisander & Stenfors, 2009). 

In as much as the model demonstrates its 
coherence, managers and theorists must concede 
that it is only a tool which cannot fix everything 
(Espstein & Manzoni, 1998) and whose outcomes 
are dependent on how it is applied (Rigby, 2001). 
Spuriously designed objectives and performance 
indicators will not produce excellent corporate 
results. Managers must also assess their particular 
business problems and evaluate if the BSC would 
be an effective solution in guiding their entry 
into low-income markets. Alternatively they 
have to figure out an effective way to apply the 
BSC given the context (Kennerley & Neely, 
2002). Or the low-income market may not be 
their call at all (Karamchandani, et al., 2011).

anatomY of loW-InCome emergIng 
marKets
While developing nations’ population is 
predominantly low-income, it has the strata of 
upper and middle incomes. Corporates have 
been traditionally targeting the middle and 
upper income classes that show resemblance 
of Western customer grossly ignoring the low-
income segment of the market until recently. The 
low-income class constitute the majority of the 
population. It is further observed that they also 
have higher population growth than any of the 
other classes. This hard to serve market segment 
is not negligible as it constitute more than 75% 
percent of the world population (Pfeiffer, et al., 
2007). The sheer size of the market makes it 
unavoidable for futuristic leaders and corporates. 
Positive economic growth experienced across 
emerging markets is helping low-income citizens 
to assimilate into upper economic classes as 
incomes improve. For these and other reasons, 
corporates would like to capture this market 
and grow with it sooner than later (Davidson, 
2009; Thompson & MacMillan, 2010).  

Low-income markets are characterized with a 
few wealthy upper and middle income classes 
and a burgeoning poor customers (Prahalad 
& Hart, 2002). Apart from income levels, low-
income markets are quite distinctive from the 
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middle and upper income markets in terms of 
the location the live, habits and lifestyle (Simanis, 
2009). They either live in dispersed rural areas 
or in overcrowded slums or shantytowns in 
urban areas. These areas lack amenities and 
infrastructural development. They are illiterate 
and face income or food uncertainties. There are 
challenges in serving any market segment but the 
challenges in low-income markets are acute in 
nature to the challenges in higher income markets.

Due to the fact that low-income customers 
individually hold insignificant incomes of 
$2 or less a day, companies simply pass the 
market. Low-income markets have considerably 
underserved needs and they participate 
mostly in the informal markets because 
they are rejected and/or neglected by formal 
markets. Their market potential is however 
gigantic if considered collectively. (Prahalad 
& Hart, 2002; Martinez & Carbonell, 2007).

Customer PersPeCtIVes of loW-In-
Come marKets
It is appreciable the BSC has been widely used in 
emerging markets (Zeng & Luo, 2013), targeting 
middle and upper income customers. However, 
low-income customers are diametrically different 
from the middle and the upper class. Low-
income markets require a complete paradigm 
shift in developing new business approaches that 
accept the entrenched realities of poor people and 
place the onus of creating customers or markets 
squarely on business (Polak & Warwick, 2013, p. 
x). Apart from being short-sighted, it would only 
serve convenience to assume or suggest managers 
exposed to the BSC methodology applying it 
towards the middle and upper income customers 
are informed of how to apply it towards low-
income customers, a market which the model 
itself categorically rejects. In fact, if it were the 
case that the current form of the BSC model is 
applicable across the income classes, we would 
have a fairly sizeable number of firms scaling up 
successful operations in low-income markets. 
Needless to say that debates around this space 
would have shifted from building sustainable 
business models to replication and scaling up. 
Even replicating successful models has proven not 
a run-of-the-mill as witnessed in mobile money 
where traction failed to break-even (Heyer & 

Mas, 2011; Karamchandani, et al., 2011). Polak & 
Warwick (2013, p. 21) summed it up when they 
said, “the poor are different from you and me.” 
Poverty is relative, even in the low-income class 
there are subclasses whose needs may be variant 
which businesses would need to identify if they 
are to serve them successfully. It must therefore 
be ascertaining that the model does not recognize 
low-income customers hence is invalid in its 
current form to assist managers to develop value 
creating business models in low-income markets. 

The point of departure for a scorecard 
targeting undeveloped low-income markets 
should or could be ‘how do we sustainably 
create profitable customers?’ The market is 
non-existent or the customer is simply not 
there, so to speak. Unlike targeting middle or 
upper income markets, targeting low-income 
markets require companies to create customers 
for their products (Seelos & Mair, 2007). 

Discourse around strategies to capture 
opportunities in low-income markets has shifted 
from earlier focus on feasibility and viability of the 
market towards an implementation oriented phase 
of how to do business effectively with poor people 
(Seelos & Mair, 2007; Weiser, 2007). Persuasive 
literature incentivized the attractiveness of low-
income markets changing the long held negative 
stereotype perceptions about poor markets 
(Hammond & Prahalad, 2004; Prahalad & Hart, 
2002; Prahalad, 2012; Seelos & Mair, 2007; 
Karamchandani, et al., 2011; Weiser, 2007). Some 
early innovators have successfully captured value 
in low-income markets (Karamchandani, et al., 
2011). Yet most companies are still grappling with 
the numerous daunting constrains in this market 
and learning how to customize their business 
models or strategies in order to serve poor markets 
(Karamchandani, et al., 2011; Weiser, 2007). For 
these and other reasons that continue to hamper 
business performance in low-income markets, 
research around strategy execution in this market 
segment is highly encouraged (Enderwick, 2009; 
Weiser, 2007; Neely, 2005; Brudan, 2010). Be that 
as it may, current academic strategy execution 
literature in this space is relatively limited and 
mainly dominated by funded anecdotal quasi-
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academic research (Seelos & Mair, 2007; Weiser, 
2007).  By establishing a canvas that captures 
critical performance metrics for low-income 
customers we could help the development 
of successful business models. And the BSC 
methodology is the protocol through which the 
study will utilize to identify the latent factors that 
can be broken into concomitant performance 
indicators because it centralizes the importance 
of the customer perspective in building business 
models and may spark performance improvement.

aPPlICatIon of BsC In loW-InCome 
marKets
Application of the traditional BSC in less profitable 
low-income markets is problematic (Norreklit, 
2000; Norreklit, 2003; Khomba, 2011). The 
challenges are partly design-related (Cohen, et 
al., 2008), and ideological (Norreklit, et al., 2006; 
Khomba, 2015; Khomba, 2011). The design of the 
generic BSC systematically screen out unprofitable 
customers (Kaplan & Norton, 2004, p. 112) hence 
it discard low-income markets (Prahalad & Hart, 
2002). Thus companies using it may not pursue 
opportunities in low-income markets excluding 
the needs of a poor clientele (Borgonovi, et al., 
2014). Ideologically the traditional BSC is biased 
towards capitalism making it incongruent with 
humanist or socialist value systems (Bourguignon, 
et al., 2004). Leading proponents for low-income 
market investments (Ismail, et al., 2012; Prahalad 
& Hart, 2002) urge remodelling of traditional 
models to customize dimensions in this market. 
Research in remodelling performance measure in 
humanist or socialist emerging markets is picking 
momentum (Khomba, 2015; Khomba, 2011; 
Khomba, et al., 2011). The recently developed 
ABSC model delved on the general infusion of 
the dominant socio-cultural dimensions in Africa 
(Khomba, 2011). The model has been availed for 
remodelling (Khomba, et al., 2011; Khomba, 2011; 
Khomba, 2015) to fit into specific market segments 
such as the predominant low-income market 
segment obtaining in Africa (Von Grebmer, et 
al., 2010). This study is riding on the back of 
heightened calls for localization of international 
performance measurement systems to obtaining 
environmental conditions (Ohemeng, 2010). 

While research on the BSC has matured, attempts by 
business to serve low-income markets reluctantly 

started only in the last decade amid avoidance 
and inertia. There are a few outlier successes while 
most of the initiatives by business to serve this 
market continue to fail dismally (Morawczynski, 
2010; Karamchandani, et al., 2011). While the 
BSC has limitations as acknowledged elsewhere 
in this paper, it is however the most prevalently 
utilized and understood model by both managers 
and employees. Its adoption in this sector may 
facilitate companies to match observed challenges 
of replicating successful value propositions in 
this market (Tobbin, 2010; Heyer & Mas, 2011; 
Sgriccia, et al., 2007). In addition it is the most 
conceptually sound model in demonstrating 
the formulation, adoption, implementation 
and evaluation of research-based performance 
indicators specific to low-income markets (Steven, 
2013). This dynamism and flexibility of the BSC 
is a well accounted feature (Chavan, 2009). It 
further centralizes the importance of customer 
perspectives in business model development. 
However for some reason managers approach 
low-income markets with solutions, especially 
technology driven, looking for problems to solve. 
Failure of such unwanted technology driven 
products shoved at low-income customers are 
rampant (Heeks, 2005; Donner & Tellez, 2008; 
Rao , 2001; Sgriccia, et al., 2007; Ivatury & Mas 
, 2008; Duncombe & Boateng , 2009). Hence 
designing a performance measurement technique 
that focuses on target market needs identification 
will deemphasise technology propelled products 
while focusing on the most important needs of 
the customers. These key features will energize 
corporates to zero on peculiar customer needs 
that improve corporate performance. Low-
income markets are risky and expensive to serve 
therefore corporates need not guess feasibility 
of their products (Moore , 2002; De Marez 
& Verleye , 2004; Yovanof & Hazapis , 2008).  

The identified performance metrics may work 
with any other scorecard, however, placing the 
study within the BSC realm ensures that the 
study follows an established research protocol in 
order to come up with an acceptable academic 
product. The BSC remains highly utilized and 
superior performance management technique in 
present times (Wagner & Paton, 2014a; Wagner, 
2011). Since it is widely utilized by companies it 
is well positioned to help alleviate contemporary 
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challenges to business performance in low-income 
markets. The BSC performance measurement 
is not redundant as it is acknowledged to 
evolve into dimensions that may not have been 
previously conceived such as those peculiar 
to latent low-income markets (Chavan, 2009; 
Brudan, 2010).  The traditional BSC clearly 
validates the asymmetries in models developed 
in the North to the prevailing conditions in the 
South’s low-income markets. Significant work 
is required to remodel the BSC as companies 
enter different market segments altogether 
(Chavan, 2009; Kennerley & Neely, 2002).

Prominent researchers around low-income or 
bottom of the pyramid (BoP) markets have been 
seized by the dire need to attract organizations 
into the BoP markets justifying market size 
and potential. This was overemphasized to the 
determent of eclipsing the much needed empirical 
go-to-market models and strategies for serving 
low-income markets. Current studies on go-to-
market strategies in low-income markets are 
anecdotal and do not capture critical dimensions 
of serving these markets (Prahalad & Hart, 2002). 
The current study fills this vacuum as it builds a 
customer focused model for serving this market. 

ConCePtual frameWorK for loW-
InCome Customer PersPeCtIVe 
The proposed low-income customer perspective 
conceptual framework culminates from a multi-

disciplinary literature review as there is a dearth 
of research around performance management in 
low-income markets. Literature is drawn from 
nearby research areas such as social inclusion, 
financial inclusion, bottom of the pyramid 
studies and strategic performance management. 
The dissection of the combined literature 
provides the guidance in terms of developing 
constructs and attributes important for 
exceptional performance in low-income markets. 

Six theoretical thematic strands for successfully 
serving low-income customers were identified 
from prominent authorities in extant 
literature. The strands are; market creation; 
risk minimization; distribution channel reach; 
customer literacy and product knowledge; 
customer and stakeholder participation; and 
customer rights, dignity and ethics (Ismail, et al., 
2012; Hahn, 2012; Hammond & Prahalad, 2004; 
Anderson & Markides, 2007; Seelos & Mair, 2007; 
Webb, et al., 2010; Prahalad, 2012; Anderson & 
Billou, 2007). These strands have not yet been 
studied as a model. The conceptual framework 
in Figure 1.0 summarises the identified six 
theoretical constructs for sustainable value 
creation serving low-income customers. 

The market creation construct of the low-income 
customer perspectives encapsulates effort to 
raise the incomes of the poor that firms should 
undertake in low-income markets. Firms 

fIgure 1.0: ConCePtual frameWorK of a loW-InCome Customer PersPeCtIVe of tHe BsC 
sourCe: oWn oBserVatIon
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deliberately capacitate poor customers’ ability 
to buy. These efforts make products or services 
affordable, accessible or appeal to new potential 
customers who are currently nonconsumers. 
Previously expensive and inaccessible products 
are made accessible to the poor thereby creating 
new customers. As observed, the bottom of 
the pyramid markets remain largely latent, 
underdeveloped and untapped (Hahn, 2009; 
Letelier, et al., 2003). The market segment lacks 
effective demand with extremely low to no 
purchasing power at all. Against that background 
long-term looking business use their value chains 
to capacitate the poor as both consumers and 
producers (Karnani, 2007). Corporates that take 
this initiative seriously as a source of growth, 
build durable brand visibility and loyalty in poor 
communities standing to benefit in the long-
term when the poor’s incomes and consumption 
increases so will be market share, revenue and 
profits. Incorporating the poor in the business 
value chain contributes to their social wellbeing 
and inclusion. It may also enforce prudent 
financial behavior among the poor and produce 
profitable and sustainable change in both sides. 

The risk minimization construct supports 
corporate value creation by minimizing the 
variability of the company’s performance. It 
limits the impact of negative consequences while 
leveraging positive results. The importance 
of profits in low-income markets cannot be 
overemphasized (Simanis & Duke, 2014). Firms 
employ frugal innovations to lower cost structures 
if they are to charge a premium price (Simanis, 
2012). Low-income markets are considered 
risky hence the cost of financing is way too 
high. This coupled with sluggish growth that 
slows cash flows may knockdown the value of an 
investment and the attractiveness of the market. 
Risk minimization creates value for the firm by 
taking business decisions that support positive 
community behaviors and evade potentially 
negative ones. This approach elevates and 
conserve corporate value while enforcing good 
behavior from low-income customers and their 
communities for continued service availability.  

The distribution channel reach construct looks 
at how products can reach low-income markets 
who might be dispersed in hard to reach area with 

poor roads and infrastructure (Simanis & Duke, 
2014).  To reach those places some companies are 
utilizing formal and informal channels (Ismail, 
et al., 2012). They are always looking for cheaper 
alternative distribution modes including the use 
of technologies. The advent of technologies has 
made it possible to distribute services to areas that 
would be uneconomic to serve. Technologies that 
extend the life of perishables at room temperature 
make it possible to distribute and sell such 
products to poor household without the need for 
refrigeration (Subrahmanyan & Gomez-Arias, 
2008). Generally distribution channels should be 
determined by the shopping habits of the targeted 
low-income market while corporates work to 
break the cost of distribution to a miniature figure. 

The customer literacy and product knowledge 
deals with information asymmetries and how 
to communicate that information in a way 
understand by the poor. Poor people suffer 
from illiteracy and lack of access to first-hand 
information. Furthermore they are not used to 
trying new things including products (Simanis, 
2012). Corporates offering products in low-
income markets pursue high-touch engagements 
with customers to demonstrate and enlighten 
them about their offerings. Free samples are used 
to induce trials and probably adoption (Ismail, 
et al., 2012). They use of visual drawings and 
illustrations to demonstrate how a product or 
services is accessed (Ver Loren van Themaat, et 
al., 2013).  Knowledgeable community leaders 
are used to promote and champion products 
(Beshouri, 2006). Improved access to market 
information and knowledge can raise productivity 
and incomes of poor people (Hammond & 
Prahalad, 2004). Well labelled branding and ease 
to use products is key in low-income markets 
(Pfeiffer, et al., 2007). Technologies for this 
market segment, should be easy to use for the 
literacy level. Firms must work hard to establish 
recognizable brands if they are capture and 
grow with the segment as its income improves. 
Partnerships and local personnel may be utilized 
to educate others the benefits of the product.  

The customer and stakeholder participation 
construct ensures that customers’ needs form 
the basis of solutions targeted for low-income 
customers. One of the biggest challenges faced by 
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firms entering low-income markets is their lack 
of the segment’s needs. Without that knowledge 
failure is unescapable. To become successful 
in low-income markets companies should 
approach the segment to thoroughly understand 
its needs and wants before designing solutions. 
Often what has been observed is that companies 
design solutions that they then use to look for 
problems to solve. Such solution have failed to 
gain traction. Solutions that might have worked 
elsewhere should be customized and adjusted to 
meet the value system of the new community in 
which they are introduced (Ismail, et al., 2012). 
Companies should collect important input 
and feedback from customers to help improve 
service offering (Subrahmanyan & Gomez-Arias, 
2008). Working closely with customers and the 
community is critical to gain their commitment to 
the business offering (Simanis & Hart, 2008). This 
level of interaction helps firms to continuously 
learn from their customers and the community 
at large. Companies take this approach well 
aware that deepening customer and community 
relations for their support is an invaluable pillar 
for sustainable value creation. Chances of success 
are increased when customer needs are the 
basis of product development (Subrahmanyan 
& Gomez-Arias, 2008). Diverse concerned 
stakeholders should be engaged especially those 
who have an influence on company operations.

The customer rights, dignity and ethics deals 
with issues of vulnerability of illiterate low-
income customers. Firms adapt to government 
regulations and self-regulated code of conduct 
not to misrepresent to poor customers. Poor 
people are looking forward to the goodwill of 
corporate citizenship. They would support any 
business that genuinely pick to fight poverty as 
its social obligation. Firms should aim to fill that 
vacuum by providing dignified services that do 
not mislead poor customers. For instance, many 
low-income customers still hold strong cultural 
values and traditions. Firms approaching them 
should take cognisance of those cultural values 
and design products that are not only acceptable 
but enhance them. However, in order to build 
strong reputation and loyalty firms should respect 
the poor by offering them value for their money. 
Firms that are successful in this market segment 
have long started to view the poor as producers 

and consumers ready to change their life. These 
firms are successful because they empower the 
poor consumers they serve. They follow strict 
ethical codes and self-regulation to gain public 
trust and credibility (Hammond & Prahalad, 
2004). Businesses that enter low-income markets 
should promote human rights of the poor by 
providing services that preserve and facilitate 
self-esteem (Hahn, 2012). Poor people will 
reciprocate through loyalty to such businesses 
that champion their dignity. Through services 
that improve access to information, poor people’s 
right to freedom and choice will be promoted. 
Enhanced freedom and choice improves chance 
of participation in the mainstream economy. 
Firms also monitor impacts of their products with 
the aim of minimizing negative and promoting 
positive social impacts. By so doing, they help to 
empower neglected or oppressed groups of society. 

reCommendatIons and future re-
searCH agenda
The study produced responsive key constructs for 
the customer perspective quadrant of the BSC for 
low-income markets reflective of the context of this 
market segment (Kennerley & Neely, 2002). From 
this vantage standpoint superior decisions and 
appropriate strategies can be developed to seize 
opportunities (Roper & Hodari, 2015; Wright, et 
al., 2013) in low-income markets. Emerging low-
income markets offer lucrative value generating 
opportunities in the medium to long-term. They 
are evidently a timely real option for companies 
that are already operating there hence it should 
come as second nature that they should have 
the strategic foresight to prepare and position 
for opportunities offered by the overlooked 
segment (Sarpong & Maclean, 2014). With this 
localized performance management framework, 
organizations driven by foresight can create value 
in these markets. The study hopes not only to 
enact a sense of urgency in seizing opportunities 
but also to contribute towards the reduction 
of the risk of failure through the utilization 
of this adaptive performance management 
framework. Performance management in 
businesses operating in low-income markets 
is still problematic. In such nascent markets 
compounded with challenges it is crucially 
important for business to understand and monitor 
performance. Performance management and the 
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right measurement tools, as developed herein, are 
acknowledged to elevate business performance 
(Sharma, et al., 2005; Taticchi, et al., 2010). 

Companies operating in low-income markets 
lack two key sets of information: a customized 
multidimensional performance management 
system that simultaneously promote economic and 
social wellbeing, and a comprehensive set of key 
performance indicators describing how to create 
value in low-income markets. Identifying those 
key performance indicators is necessary to elevate 
organizational performance and sustainability in 
this market. Further empirical research is needed 
to identify such actionable performance indicators 
of the conceptualized BSC customer perspectives 
for low-income markets that practitioners can 
utilize to assess performance in these markets. 
The study pushes the agenda around developing 
performance management systems that are 
responsive to contemporary business times rather 
than depending on instruments developed for 
antiquated problems (Neely, 2005). This should 
also trigger academic interest in developing 
better scorecards for emerging needs in other 
contexts different from those initially observed 
(Roper & Hodari, 2015; Hoque, 2014) and 
induce change in the way corporate performance 
is managed in low-income markets (Saraiva, 
2011; Kennerley & Neely, 2002). Research on 
a full BSC for generic or specific industries in 
low-income markets will cast a long shadow on 
strategies for approaching low-income customers.  
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1 The VW-Gesetz (1960) (full name: “Gesetz über die 

Überführung der Anteilsrechte an der 
Volkswagenwerk Gesellschaft mit beschränkter 
Haftung in private Hand”) allowed the German Land 
Niedersachsen (the state of Lower Saxony) to appoint 
members on the Volkswagen board and to veto on 
very important decisions and takeovers although it 
only held a minority of 20.2 percent of voting shares. 

After being ruled illegal by the European Court of 
Justice in 2007, it has been modified (and, according 
to a new decision by the European Court of Justice in 
2013) is been seen as complying with EU rules now, 
but still requires a majority of 80 percent for 
important decisions, thus, still giving the Land 
Niedersachsen the possibility to block takeovers as 
well as certain other important decisions. 
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2 In particular, this shall deal with the situation that 

many companies have issued non-voting preference 
shares just for the reason that a group of holders of 
ordinary voting shares could sustain its power 

 

 

 
 

position. In the same way, often multiple voting 
shares were created to give (national, provincial 
and/or local) government or individuals (e.g. 
Siemens) influence on certain company decisions. 
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3 In case their underlying assumptions are fulfilled, 

certain discrete option pricing models like the 
binomial model of Cox, Ross & Rubinstein (1979) 
and Rendleman & Bartter (1979) result as 
specifications of the presented approach 
(Klingelhöfer 2006:76–77).  

∈

S
s s

s 0
w W




4 As a measure for individual preference the weights 
ws can, but need not express probabilities. Thus, 
although similar at first sight, SWW is normally not 
an expected value, and the weights do not have to 
sum up to 1. 
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sVPP s

 j,0 j,0 j, 1 j,0 j,0 f f ,0 0 0 0
j j f

paym. resulting from otherpayments resulting from trading shares 
objects & withdrawals& from dividends

b k b k d      x z W     IP VPP
p


   

          
J J F aym. independent from

investment programme or
generated by voting power

 
5 This question is of special interest for changes in 

voting rights because the co-existence of shares with 
different voting rights (e.g. of ordinary and 
preferential shares or of shares with normal and 
multiple voting rights) allows for share trade without 
losing minimum voting positions which may be 
important for securing certain kinds of influence (e.g. 
majorities or blocking minorities). For example, the 
abolition of preferential shares restricts the 
possibility for speculations in shares because the 
shareholder may easier lose his power position. 

6 This does not need to imply necessarily 
unconscionability. Instead, it could also mean that his 
voting power enables the shareholder to become the 
company´s business partner and, thus, to realise 
synergies. This will not even be on the expense of the 
company or of dividends for other shareholders, if he 
offers the same conditions as independent third 
parties. Therefore, the argument in previous debates 
leading to the abolishment multiple voting rights e.g. 
in Germany that multiple voting rights allow for 
business to the disadvantage of holders of only single 
voting shares and, therefore, should not be 
compensated financially (Arnold 2003: 270; Hering 

& Olbrich 2001: 726; Hering & Olbrich 2003: 1520), 
is then no longer valid. Nevertheless, it should be 
pointed out that such an argumentation can only be 
relevant for determining an arbitrium value (e.g. in 
courts), but cannot justify not to consider such 
definitely existing value components in an individual, 
subjective decision value. 

7 While the initially existing stock bj,–1 can no longer 
be influenced in s = 0 (when the decision is to be 
made) and, therefore, needs to be seen as a given 
constant of the programme, the stocks bj,s in the 
preceding states s of all the later states s ≠ 0 are not 
determined today, hence variable. 

8 Although this minimum percentage As of votes ties 
up liquidity, it is necessary to sustain the preferred 
power position (and prestige etc.) as well as the 
necessary influence to ensure the payments generated 
by voting power. In case of only one share class with 
voting rights (e.g. in case of the usual classification 
in ordinary and non-voting preference shares), 
condition (3) can be simplified to a lower bound for 
the share trade in analogy to (4). 
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 j,s j,s j,s j,s j,s f f ,s s s
j j f

paym. resulting from otherpayments resulting from trading shares 
objects & withdrawals& from dividends

b k b k d       x z  W       IP VP
   

          
J J F

sP   
paym. independent from

investment programme or
generated by voting power

 s \ 0 S

   opt opt
j, 1 j,0 j,0 0 s s s

j s

s s j,s j,s f f
s j s f

(7) SWW VRR b k d IP VPP

A B X


  

      

       

     

 

   

J S

S J S F

j,s j,s s
j

vr b A

   

J
s S

j,s j,sb B j , s   J S

f fx X f F

j,s s fb , W , x 0
j , f , s     J F S

s
s

j,s



 
9 For the derivation cp. analogously Klingelhöfer (2003: 

296) in conjunction with 292. It shall be pointed out 
that each of the corrected net present values (8) refers 
to only one state s. This result of duality theory is 

 S s

  

corr
j,sNPV

 
 

j,s

j,scorr s s s
j,s j,s j, s j, s j,s

0 0 0 0s S s
correctionNPV

NPV   k k d vr   
 

  
       

   

Ej , s \   J S S

economically understandable because the advisable 
stock shares to be held may differ between the states 
s. 
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fNPV

s f
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0 0s
NPV z  

 

 
  

 
S

f F
fNPV 

corr
j,sNPV

corr
j,sNPV

   

korr fj,s

opt opt
j, 1 j,0 j,0 0 s s s

j s
III

corr
s s j,s j,s 0 f f 0

s K 0K 0
III VIV

(10) SWW VRR b k d IP VPP

A B NPV X NPV


  

    

       

       

 

  

J S

S

optSWW 

 
10 The dual variable j,s and f can only be positive, if 

the conditions (4) resp. (5) are fulfilled as equations. 
For positive stocks bj,s and positive realisations xf of 
the other financial objects the complementary slackness 
conditions force the corresponding inequality (8) or (9) 
respectively to be satisfied as an equation. Therefore, the 
(corrected) net present values of the maximum stock 
bj,s = Bj,s to be held in s and of the maximum 



realisation xf = Xf of one of the other financial 
objects f is positive (0 in case of degeneration). In the 
same way, they must be 0 for only partially held 
stocks or partially realised other financial objects, 
because these are boundary objects of the optimal 
solution. For non-existing stocks of share class j in 
state s and not realised other financial objects f, one 
would even receive negative (corrected) net present 
values (0 in case of degeneration). 
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11 These (corrected) net present values can be derived 

in the same way as (8) and (9) in the BP. Since it can 
be deduced from the complementary slackness 

condition P ∙ (1 – v
0 ) = 0 that v

0  = 1 for P ≠ 0, the 

terms v v
s 0   for the discount factors in these 

expressions for the (corrected) NPVs in the VP can 

even be simplified to v
s . 
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12 For example, § 5 of the German Einführungsgesetz 

zum Aktiengesetz (1965) states in its paragraph 3 of 
the 2009 version, that the particular value 

(“besonderer Wert”) of multiple voting rights must be 
compensated in case of their abolition. 
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v
sVPP

 
13 If more inequalities (13) are fulfilled as equations 

than inequalities (3), they tend to be more binding. 
Then, from the complementary slackness conditions 

one can deduce that more of the dual variables v
s  to 

(13) may become positive than the dual ones s to 
(3). 

14  Although, according to inequality (8), v
s and s 

respectively also affect the corrected net present 

values corr,v
j,sNPV  and corr

j,sNPV  of the stocks held by 

v v
s sVPP 

v
sVPP

v
sVPP

v
j,sd

v
j, sb

s

corr,v
j, sNPV

the individual shareholder via the correction term 
(with the relative weight of the held voting rights

v
j,svr  in the VP with respect to the desired minimum 

percentage smaller than the one of the held voting 
right vrj,s in the BP), this is not relevant for the 
analysis here, because the affected (positive) 
corrected net present values only replace the positive 

dual variables v
j,s  and j,s respectively. 
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j,sNPV

s
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v
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j,sk

v
j,sb

v
j, sb

 
15 Cp. analogously Klingelhöfer (2006: 180-182 in 

connection with 174-177); for the transformations of 
the revised simplex algorithm cp. Hillier/Lieberman 
(2002: 153-155, 146-150 in connection with 112-

v
j,sk

v
j,sk

corr,v
j,sNPV

114), for the direct determination of the effects of 
changes of the coefficients of basis variables cp. 
Dinkelbach (1969: 78-83). 
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16 This is a contrary conclusion to Hering/Olbrich 

(2001: 726) who wanted to deliver an approach to 
find a compensation for the abolition of multiple 
voting rights watertight in courts.  
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17 Cp. footnote 6. 
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18 Of course, one is free to assume other future share 

prices and dividends. In particular, the abolition of 
the 1 [$] dividend preference lets more cash staying 
in the company. Of course, this can affect the share 
price. However, this does not have any influence on 

the approach: It is only important which share price 
after the change in voting rights the shareholder 
expects, but not what events in the company may lead 
to this altered share price. 
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aBstraCt
The study focuses on identifying strategies and 
highlighting mechanisms that can potentially 
improve the current public sector business 
operating model at the Department of Water 
and Sanitation: Chief Directorate Construction 
Management (DWS Construction). In this study, 
attempt is made to draw a distinctive relation, and 
establish similarities of business administration 
framework between private and public sector 
business processes in the construction sector. 
This study endeavours to identify viable private 
sector business administration practices that may 
be useful to provide alternative solutions to the 
prevailing business administration performance 
shortcomings at DWS Construction. The 
current private and public sector business 
administration trends are analysed. 

This study is an attempt to contribute, through 
structured business administration and 
methodological hypothesis, recommendations on 
how viable private sector business strategies and 
processes can help improve public sector business 
units such as DWS Construction, in order to 
ensure that services are rendered on time and 
in line with the required business output levels. 

Keywords: Business efficacy, Business admira-
tion, public and private sectors, department 
of Water and sanitation (dWs) construction, 
Construction management

IntroduCtIon and BaCKground
In South Africa, the economy of the public 
sector is administered and controlled by the 

state at national; provincial and local sphere 
of government. The state is constituted by 
various departments which have the executive 
authority to render a range of goods and services 
to the public. Each sphere of government has 
varying responsibilities in accordance with 
delegated powers and functions by the national 
government, such as to administer their business 
process through the use of public policies and 
regulations within their respective areas of 
jurisdiction. These policies and regulations 
are designed to accomplish specific goals or 
produce specific results, although set goals and 
desired results may not always be achieved. 

The Department of Water and Sanitation houses 
an in-house construction unit operating in 
four regions across the country, namely: East; 
West; North and South. These units are part 
of the National Water Resource Infrastructure 
Branch (NWRI), under the Chief Directorate: 
Construction Management. DWS Construction 
employs approximately 3600 employees 
countrywide and only undertakes construction 
projects for selected projects funded by the 
department. DWS Construction is a non-profit 
organisation, all work is performed on a cost 
recovery basis, and all surplus funds generated 
from its business administrative processes are 
declared as savings and are annually returned to the 
National Treasury as income generated by the state. 

In comparison to the private sector construction 
business processes, all business procedures 
of DWS Construction are guided by public 
finance legislation, regulations and policies as 

a ComParatIVe analYsIs of BusIness effICaCY BetWeen 
PrIVate and PuBlIC seCtor
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determined by the National Treasury under the 
Department of Finance. These policies and laws 
outline procedural guidelines for procurement 
and disposal of goods and services by organs of 
the state. DWS Construction makes use of the 
Public Finance Management Act 1 of 1999, as 
amended; the Preferential Procurement Policy 
Framework Act 5 of 2000, as amended; and 
the National Treasury Finance Circulars as the 
main guidelines for conducting its business.  

All nations around the world needs governments 
in order to function effectively and in an orderly 
manner, and therefore the public sector plays a 
major role in the administration of businesses 
and nations (Basheka, 2012). On the other 
hand, citizens of any country cannot fulfil their 
individual needs without reliance of government 
on the private sector as a developmental partner 
for provision of basic needs. This has caused 
governments and the private sector to develop 
an inclusive system which enables achievement 
of maximum benefit from the utilisation of 
available resources, economically and socially. 
Many researchers such as Du Toit, Knipe, Van 
Niekerk, Van der Waldt & Doyle, 2002;  Fourie, 
2007; Basheka, 2012  viewed that the public 
sector, particularly in South Africa, is often 
branded with poor service delivery, ineffective 
and inefficient systems, financial management 
failures and poor audit outcomes. However, one 
can argue that if the public sector strengthened 
appropriately with invocative strategies and 
equipped with the necessary human and material 
resources which can ultimately build its capacities 
and thereby exploit new public service business 
opportunities to ensure professionalization of 
this sector, and to also ascertain appropriate 
capacity building within the public sector.

The study focuses on identifying strategies and 
highlighting mechanisms that can potentially 
improve the current public sector business 
operating model at the Department of Water 
and Sanitation: Chief Directorate Construction 
Management (DWS Construction). In this study, 
attempts will be made to draw a distinctive 
relation, and establish similarities of business 
administration framework between private and 
public sector business processes in the construction 
sector. This study endeavours to identify 

viable private sector business administration 
practices that may be useful to provide 
alternative solutions to the prevailing business 
administration performance shortcomings at 
DWS Construction. The current private and 
public sector business administration trends will 
also be analysed. Furthermore, this study is based 
on the much reported success of the private sector 
business in the construction industry within 
South Africa. Attempts will be made to seek a 
generic understanding of what characterises the 
prevailing business administration performance 
shortcomings at DWS Construction. 

This study is an attempt to contribute, through 
structured business administration and 
methodological hypothesis, recommendations on 
how viable private sector business strategies and 
processes can help improve public sector business 
units such as DWS Construction, in order to 
ensure that services are rendered on time and 
in line with the required business output levels.

 Communities and nations around the world 
relies on governments for them to function 
effectively and in an orderly manner, hence 
the public sector plays a pivotal role in the 
administration of businesses and nations. 
Consequently, the citizenry and the private 
sector also depend on the public sector and 
government as a developmental partner for 
provision of basic services, and for creating an 
enabling environment  for the development an 
inclusive system in anticipation of achievement of 
maximum benefit from the utilisation of available 
resources, economically and socially (RSA, 2011). 

The public sector, particularly in South Africa, 
is often branded with poor service delivery, 
ineffective and inefficient systems, financial 
management failures and poor audit outcomes. 
The private sector market on the other hand 
is renowned for having a competitive business 
environment, whereby business strategies are 
focused on reducing costs whilst by maximising 
the shareholder’s value from available 
opportunities and also by achieving cost-based 
advantages. It is thus that the public sector is 
pressurised to identify and exploit new public 
service business opportunities in an attempt 
to professionalise of this sector, and to also 
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ascertain building appropriate internal capacity.

 The public sector need to conduct an in-depth 
investigation to analyse private sector business 
strategies that can be emulated into the public 
sector business administration framework. That 
is, to also examine and evaluate how efficacy can 
be improved within the South African public 
sector business administration environment. 

Research Objectives 
The primary objective of the study is to determine 
the efficacy of the public sector construction 
business unit operating in an environment 
which is dominated by private sector businesses. 

The secondary objectives are to: 

1. identify factors that are embedded within the 
private sector business regulatory framework 
that may influence sustainability of the public 
sector business construction unit; and to

2. draw a distinctive relation, and establish 
similarities of business administration 
framework between private and public sector 
business processes. 

The study endeavours to identify viable private 
sector business administration practices which 
may be useful to providing alternative solutions to 
prevailing business administration performance 
shortcomings at DWS Construction, and 
to any other similar public sector business.

Research Questions
The research question applicable to this study 
is to compare business efficacy between 
private and public construction sector 
business regulatory framework, taking 
into account the nature and environment 
that both business sectors operates within.

What are the theoretical defining elements 
of a public sector business administration 
model, such as DWS Construction, that 
are comparable to a private sector business 
unit which operates at optimum efficacy?

The study is conducted with five secondary 
open-ended questions in order for them to 
provide written responses. These questions 
emanate from the primary research question 

and they take into account the nature of 
business and the environment of the study area.

In South Africa and elsewhere in the world, 
often because of lack of administrative capacity 
by the public sector to establish mechanisms to 
provide timeous goods and services to the public, 
the private sector has become a first point of call 
for intervention in areas of provision of required 
goods and services by the public. This has allowed 
the private sector to design business products and 
strategies relevant to the public sector market.

The South African Government has through 
the White Paper on Transformation of the 
Public Service, 1995 affirmed its intensions to 
modify and transform the public sector with 
focus on improving the overall efficacy and 
economy. In response to this objective, public 
sector institutions are expected by government 
to redefine their business processes with 
clearly defined business inputs and outputs. 

However, there are distinctive similarities in 
the business administration processes of both 
the private and public sector. These sectors 
make use of similar managerial processes for 
the administration of their business processes 
(Du Toit et al., 2002). Both sectors make use of 
similar human resource management processes 
and both sectors also enforce accountability 
within their organisations to their stakeholders. 

The South African government continues in 
its attempts to build capacity within the public 
sector administration, and it is also focusing 
on soliciting interdependent business networks 
between international organisations, public and 
private sector institutions. The public sector 
has also privatised some of its non-core assets 
with a determination to focus on services that 
it has direct control over in order to improve 
business efficacy and be more business orientated 
by aligning itself towards private business. 

reVIeW of lIterature
The study area is located within the public 
administration environment whereby all of 
business administration processes at DWS 
Construction are managed through the use 
of public policies. These policies that DWS 
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Construction makes use of are mainly concerned 
with the allocation and utilisation of government 
resources such as the finances; placement of 
personnel; and procurement of goods and services. 

 Theory of Public Administration
Literature on public administration defines this 
type of administration as an activity commonly 
referred to as a process that expresses principles; 
values; and interests of the citizenry; society 
and communities. Like any other public sector 
institution, DWS Construction exists in and 
administrative domain which is influenced 
by the ever-changing social; political; and 
economic environments. All public institutions 
and government sector departments are active 
accomplices in the field of public administration, 
their business strategies are guided by public 
policies. This suggests that these institutions 
rely on public administration activities for them 
to be able to expedite the accomplishment of 
considerable change and an impact on society. 

According to Basheka (2012), the discipline of 
public administration has been in existence for 
more than 100 years, and it has ancient origins 
that has matured through the years. This is a type 
of administration that has provided comparative 
templates when it comes to the control systems.

The British history places origins of public 
administration to 1215, at the time when King John 
introduced a new government regime in England 
(Hannekom & Thornhill 1982). Caiden (1982) 
suggests that all administrative decisions at that 
time were depended on the King’s will and on the 
King’s court. This was at a time when institutions 
within societies were integrated with the functions 
of government. Basheka (2012) emphasises 
that abuse of power; manipulation and misuse 
of office resources for personal gain; including 
corruption stemmed from these ancient practices 
of public administration These ancient practices 
which are a concern and cancer  to modern 
administrative practices, they continuously 
receive focus with an attempt to improve efficacy 
of the government and public sector systems.  

Similarly to other countries in the world, public 
administration in South Africa has also been 
affected and is influenced by developments 

of how public sectors are being managed 
and administered. Palmer (2004) affirm that 
due to international developments, policy 
priorities and resource appropriation in the 
South African public sector are reviewed 
continuously in support of the so called “New 
Public Administration”. This theorise that service 
delivery, in government institutions is now based 
on the management techniques which have 
been adopted from the private sector whereby 
high emphasis is now placed on the efficacy of 
provision of services; increased responsiveness 
to the customer needs; and on application of 
sound financial management techniques. In 
this regard, this approach is also notable in how 
government and the public sector now applies its 
mechanisms for the promotion of the rule of law; 
and the introduction of new control systems to 
create responsive public administrative systems. 

 The South African Private Sector Industry
Business institutions that are privately owned are 
mainly regulated through the exercise of power 
with a sole purpose to maximise the shareholder’s 
wealth. Naidoo (2009) explains that the framework 
through which these institutions exists, operates 
and functions is set by the law of the republic. The 
Companies Act (Act 71 of 2008), as amended, 
provides an outline through which companies are 
established, structured and also how they should 
be managed in order for them to be regulated. 

The law allows companies flexibility in terms of 
responsibility and adaptation to the changing 
business environment. Naidoo (2009) offers 
that the Companies Act allows a private sector 
organisations to apply their own assets and income 
for the distributive growth of their business 
operations with minimal infringement from the law.

The South African Public Sector
The South African public sector is no exception 
and has the same mandate similarly as any 
other government in the world such as it is 
the case in countries like Germany and other 
European states. This mandate is to promote the 
wellbeing of the state, to serve and protect the 
needs of the public. The existence of the South 
African public sector recognises the relevance 
of distinctive administrative systems of the 
ancient Egypt and China (Mabala, 2006) where 
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people realised that in order for them to leave in 
an orderly manner, they need to work together 
through a common system of administration. 

The South African public service sector is 
comprehensively guided by application and 
the use of legislation and public policies, for 
provision of goods and services by organs of the 
state. The public service also exists in order to 
meet the needs of the citizens of the country (Du 
Toit, Knipe, Van Niekerk, Van der Waldt & Doyle, 
2002). Unlike the existence of the private sector, 
the public sector provides goods and services 
to the public at no profit margin to the services 
rendered, it means that the public sector is mainly 
focused on service delivery. The public sector 
is service oriented and outcome driven with a 
purpose to improve the wellbeing of the citizens 
(Carhill & Kincaid, 1989; Constitution, 1996; Du 
Toit et al. 2002; Van der Waldt & Du Toit, 2005).

The South African public sector has been 
faced with several challenges but with many 
opportunities since the birth of democracy twenty 
three years ago, this country noteworthy fills the 
economic space within Africa and also in the 
globe (WEF, 2014). Challenges includes amongst 
others unemployment, poverty, inequality and 
inadequate access to basic services by all (Bekker, 
2009; Van der Nest, 2005; Venter & Landsberg, 
2011; World Bank, 2011). Other difficulties 
within the public sector amounts to corruption 
and political interference as a hindrance towards 
effective and efficient provision of public services 
by the state, these challenges threaten the 
economic stability of the country (Mafunisa, 2007; 
Nengwekhulu, 2009; World Bank, 2011). In order 
for the public sector to be effective and efficient, 
it requires sound administrative policies and 
governance structures. This covers elements of 
good leadership, transparency and sustainability.

researCH metHodologY
The study followed a qualitative research method. 
Here Welman, Kruger, and Mitchell (2005), as 
well as Webb and Auriacombe (2006), claim that 
qualitative research method focuses on observation 
of events and attitudes; subjective interpretations 
of meanings and relationships, in order to 
understand a phenomenon. Deduction from all 
research techniques that has been considered for 

this study favours a qualitative research method.

A predetermined research sample used to gather 
qualitative data from distinct groups whereby 
researchers used their judgement for the purpose 
of this study. Judgement and interpretation by the 
researchers were based on contribution by the 
study participants in terms of experience on their 
direct and indirect individual knowledge of the 
private and public sector construction industry.

Theoretical sampling was used for the purpose 
of case study analysis, whilst literature review 
used for guidance on of selection of the case 
studies. The choice of the research sample for this 
study is primarily based on convenience and on 
accessibility to the identified research participants. 
Purposive sampling is used for this study whereby 
selection of the research participants is highly 
relevant to this sampling technique. According 
to Bryman (2012:418) purposive sampling is a 
non-probability sampling, researcher does not 
choose research participants randomly but in 
a strategic way where research participants are 
relevant to the study. This study is therefore make 
use of research participants who are directly 
involved in the domain of the study phenomenon.

A total of 16 executives from the public 
sector institutions interviewed based on their 
knowledge and their extensive experience on 
the study. Interaction with the participants used 
to gain access to their thoughts and ideas on the 
possible application of private sector business 
administration methods into the public sector at 
DWS: Construction. The researchers’ knowledge 
and experience within the public sector business 
administration processes is not used to influence 
nor to distort research data that was collected.

For the purpose of this study, the research 
participants are amongst limitations of this 
study whereby the identified possible research 
participants are scattered amongst various 
provinces in South Africa, but they are all 
reachable. In the public sector institutions in South 
Africa, government levels ranges from level 1 up 
to 16, with management level ranging from level 
13 upwards, whilst Director General level is at 
level 16. For the purpose of this study, respondents 
were purposefully selected mainly at middle level 
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managers who fall between level 11 and 12 and 
senior managers who are placed at level 13 and 14.

analYsIs and dIsCussIon 
Comparative analysis of public and private 
sector business markets
Private sector is profit driven whilst public sector is 
service oriented (Constitution, 1996; Du Toit et al., 
2002; Van der Waldt & Du Toit, 2005). According 
to Pretorius (2008) success in the private sector 
market is based on profiting from demand of 
products in a competitive environment, whereby 
business strategies are focused on reducing costs 
and by having effective planning systems. As a 
result, it is complex to measure efficiency and 
effectiveness of the public sector than of the 
private sector. Measurement of profit is based on 
how much money an organisation has generated 
within the shortest period whilst using the least 
resources. Eisner and Allen (2011) suggests 
that private sector business seeks to maximise 
profits and their performance from available 
opportunities by achieving cost-based advantages.

With reference to the public sector, measurement 
of service delivery is purely based on personal 
opinion on access to a service, it is based on a 
response received from a sample population for 
statistical analysis, and it is also based on personal 
preference but not a pre-determined unit of 
analysis. However, measurement of performance 
in the public sector is based on effectiveness 
of application of public sector legislation.

There are distinctive similarities in the business 
processes of both the private and public sector. 
These sectors make use of similar managerial 
processes for the administration of their 
business processes (Du Toit et al., 2002). Both 
sectors make use of similar human resource 
management processes and both sectors also 
enforce accountability within their organisations 
to their stakeholders. Stakeholders in the private 
sector may be shareholders of a firm or form 
part of a board of directors of an organisation, 
whilst stakeholders in a public sector may refer 
to the citizens, public interest groups and society

Palmer (2004) states that private sector business 
strategies are founded in the selection of market 
choice which is based on products that will assist a 

private sector organisation to achieve its business 
objectives. However, public institutions base their 
business strategies on political ramifications and 
on social pressures. The implication of this is that 
the public sector depends on availability of private 
sector market products in order to respond to 
the socio-economic demands as presented by 
society. With regard to a public sector institution 
operating similarly as a private sector organisation, 
such public institution needs to strike a balance 
between application of government owned 
business administrative processes versus 
application of competitive business practices 
such that the said public institution be effective, 
efficient and sustainable in its business activities. 

This implies that in order for organisations 
to survive economically and be competitive, 
within the public or private sector, they require 
continuous institutional renewal of their 
business processes, they also need to forge new 
business relationships. This also suggests that 
both sectors have a responsibility to ascertain 
that all market products on offer must be in 
accordance to the needs and expectations of 
the customers but not so much on policies that 
enables such products to be made available, 
as it is a common practice in the public sector.

Public and private sector business opportunities
Availability of business opportunities by the 
public sector presents lucrative business for the 
private sector. The South African government 
is in the meantime, incorporating private sector 
business process into the public sector domain in 
an attempt to improve the turnaround time and 
quality of services that the state provides to the 
public. However, public sector business functions 
differently when compared to the private sector, the 
public sector is rule bound and policy driven, whilst 
the private sector is product and process driven.

Introduction of modern private sector business 
administration principles to the public sector 
business processes in South Africa is another 
attempt towards making the public service 
more competitive and bringing it a step closer 
in line with the competitive modern business 
economy. Involvement of private sector business 
administration provisions in the public sector, 
goes further than the ordinary introduction 
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of new business administration rules in the 
public sector environment. It affects the South 
African public sector business strategic decision 
making in respect of the availability of business 
corporate resources as well as governance issues 
on the nature and type of business ventures that 
the private sector may be suitably involved in.

Role of the private sector in the public sector 
business
Fourie (2007) suggests that a fundamental role 
of any government and the public sector is to 
ensure allocation of resources for the benefit of 
the public, for the redistribution of the income 
from taxes, ensure stabilisation and growth of the 
economy, and ultimately for the formulation and 
implementation of public policies.  Government 
and the public sector have an obligation to 
ensure creation of enabling environment for 
both the private and public sector business 
to operate in all economic opportunities 
available in the country at any given moment.

Interestingly, the public sector business processes 
are regarded by many, as being too formal and 
yet they present a lucrative market for goods and 
services. It is with interest to note that the public 
sector has seen increased purchasing power with 
associated social problems of lack of skills by 
government officials, and failure to implement 
correct government regulations on procurement 
and resource allocations of goods and services. 

Private sector has in the meantime, developed 
business models to create innovate products 
in order to infiltrate the public sector business 
markets. The private sector has also taken note 
of the importance to measure business economic 
performance of the public sector, not only to 
inform formulation of public policies, but also 
as a means to characterise performance of the 
public sector market. Although many indicators 
has been developed to measure various aspects 
of performance of government, an aggregated 
single index is yet to be agreed upon, which will 
be used as a means to measure overall activities of 
business administrative efficiency of government.

Often because of lack of administrative capacity 
by the public sector to establish mechanisms 
to provide goods and services to the public, 

the private sector automatically becomes a 
first point of call for intervention in areas of 
provision of required goods and services by the 
public sector institutions. This has allowed the 
private sector to design business products and 
strategies relevant to the public sector market.

analYsIs of tHe dWs ConstruCtIon 
Case studY
The DWS, National Water Resource Infrastructure 
Branch (NWRIB), Chief Directorate (CD) of 
Construction Management (CM), are all organs 
of the state, are classified as typical not-for-
profit organisations (NPOs) with the ultimate 
function to transform funding streams into 
tangible products and services and by doing so 
satisfying target groups in a cost-effective manner.

The CD of CM must also be seen as operating within 
the competitive environment of the commercial 
construction environment (industry). One 
substantial difference between CD of CM and the 
general construction industry is that CD of CM is 
not allowed to make a profit or to participate in a 
competitive open bid tender process in obtaining 
contracts. Construction projects for CD of CM 
are sponsored by government through annual 
budgets for infrastructure delivery projects. 
DWS’ utilisation of CD of CM as a preferred 
contractor to maintain existing and to build 
new water infrastructure is therefore a highly 
contentious issue seen within the competing 
construction environment. The future existence 
of CD of CM within the NWRIB and ultimately 
within DWS will be dependant – on the 
ability of CD of CM to be competitive. 

From a balance sheet perspective DWS 
Construction possesses no assets other than 
the construction equipment resorting under 
the Directorate: Construction Equipment. 
A summary of the value of construction 
equipment is illustrated in Table 1 below.

The CD of CM owns an impressive resources 
component in terms of plant that can be utilised 
effectively to leverage its competitive advantage in 
the construction of water related infrastructure. 
By keeping the existing fleet in good condition, 
and by continuously growing the plant component 
in relation to the growth strategy, CD of CM 
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can competitively position itself in the market.

By recruiting and retaining experienced people 
the CD of CM can deploy its strategic assets to 
work even harder thereby improving both overall 
performance and competitiveness. CD of CM 
is now forced by the environmental factors to 
review its current business model in terms of its 
mandate of service delivery, as well as its product 
competitiveness. There are major and competent 
competitors out there that are waiting to enter the 
“reserved” market that the CD of CM plays in. The 
organisation needs to focus on what it can do best 
in order to give it a competitive advantage. For 
more than fifty years the construction directorate 
of DWS was known for its ability to construct 
dams, canals, pipelines and pump schemes, and 
this should be regarded as the core business of 
the organization. Currently, the CD of CM has 
diversified extensively, leading to the acceptance 
of work outside the spectrum of its core business 
where a lack of experience, knowledge and 
capabilities could influence the successful delivery 
of its product and service. Few organizations have 
the ability to successfully deliver the full spectrum 
of water related infrastructure, as some projects 
require specialised methodology and techniques.

If the CD of CM wants to diversify its service 
spread in order to increase the client/customer 
base, the business model will have to be re-
designed and implemented accordingly.

ConClusIon and reCommendatIons
CM is heading for eventual closure mainly because 
of operational inefficiency. Government policy 
constraints make it impossible for CD of CM to 
compete in a commercial environment. Drastic 
changes to the current strategic architecture are 
required to corporatize the CD of CM. Even if CD 
of CM remains in its current state the strategic 

architecture should be reconsidered as a matter 
of urgency to cater for the following limitations:

•	 Business Strategy: Misaligned to the current 
government business operating environment.

•	 Policy/Process: Restrictive government 
policies; often delayed communication of 
construction budget from National Treasury; 
no standardised performance measurement 
framework; inefficiencies of application 
procurement policies; and no standardised 
processes, guidelines and protocols.

•	 Technology: Absence of the appropriate 
technology to manage the business.

•	 People/Organisation: HR not employee 
focussed; ineffective application of the 
departmental recruitment strategies; and 
inadequate change management at CD of CM.

•	 Facilities & equipment: Inaccessible remote 
sites, and ineffective utilisation thereof. 

The inability of the CD of CM to address the critical 
factors mentioned above as part of a new strategic 
architecture will have a detrimental effect on the 
future existence of CD of CM. The CD of CM will 
struggle to survive. The development of a suitable 
strategic architecture to fit the purpose of CD of 
CM will be a prerequisite for future sustainability.

Political will to make a difference is seen as a 
fundamental requirement to implement the 
actions to turn this institution around. Further 
delays implementing the proposed action to 
achieve the desired outcomes to improve the 
operational efficiency of the CD of CM will 
further affect the performance ability of the 
CD of CM negatively. Reluctance to address 
these problem areas will tarnish the ability of 
the organisation to perform and ultimately lead 
to the eventual closure of the CD of CM. A 

taBle 1 – ConstruCtIon eQuIPment asset Value 

equipment type Qty Current  
Book Value in rand

Current

replacement Cost in 
rand

Yellow Fleet & Plant 1412 329 010 928.00 1 611 225 000.00
White Fleet 531   23 383 948.00    116 245 000.00
Stationary & other 432   19 131 500.00    123 730 432.00
grand total 2375 371 526 376.00 1 851 200 432.00
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principle decision to provide the CD of CM with 
a mandate to manage itself in a more autonomous 
manner taking due cognisance of the different 
environment within which the CD of CM will 
be a prerequisite for the future existence of the 
CD of CM. As an additional measure the CD 
of CM must implement the business process 
work flows as designed under the Efficiency 
Drive which was performed some time ago.

managerIal aPPlICatIons
This study concludes with the following 
managerial application. The management has to 
consider the existing operational phenomena in 
the light of improving business efficacy within 
public sector. It’s highly recommended that the 
management make the necessary policy changes 
and thereby support the CD of CM to operate 
efficiently and effectively and thus ameliorate 
the organizational performance of the public 
sector’s DWS Construction. This eventually 
provides healthy competition to the relevant 
private sector business entities and eventually 
regulate the private sector business operations.
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aBstraCt
The uptake of mobile money services has become 
a key focus of research studies on account of 
the importance of these services in enhancing 
financial inclusion in developing countries as 
well as the variance in adoption from country 
to country due to contextual and situational 
factors. Hence, the aim of this study was to test 
the extended technology acceptance model in 
the mobile money services context in Uganda. 
Specifically, the study sought to identify factors 
affecting respondents’ behavioural intention to use 
mobile money services. The study was motivated 
by the paucity of studies about the technology 
acceptance model in the Ugandan context. The 
study employed a cross sectional survey design 
using a 40 item technology acceptance model 
questionnaire. The questionnaire was circulated 
to respondents within the Kampala Capital City 
Authority (KCCA) through SoGoSurvey online 
research software. Multiple linear regression was 
used for data analysis. The results indicated that 
behavioural intention to use mobile money services 
was significantly accounted for by perceived 
ease of use (PEOU), perceived usefulness (PU), 
trust, and perceived financial cost (PFC) which 
together explained 43.3 percent of the variance 
in the dependent construct. The implication 
is that the design of mobile money services 
should be easy to learn and use without expert 
help; highly functional and beneficial; maintain 
the privacy and integrity of the information 
collected from customers; and relatively cheap. 

Keywords: mobile money adoption; behav-
ioural intention to use (BI), perceived ease 
of use (Peou), perceived usefulness (Pu), 
trust, and perceived financial cost (PfC); 
Kampala Capital City authority (KCCa) 

IntroduCtIon 
Outreach of banking services is enhanced by good 
communication and transport infrastructure 
(Beck, Demirguc-Kunt & Peria, 2008:397; 
2007:234). Such infrastructure is lacking or 
largely inadequate in developing countries such as 
Uganda. Nonetheless, the information intensive 
nature of banking services (ease of digitisation 
and automation) (Polasik & Wisniewski, 
2009:32; Bradley & Stewart, 2002:250) as well as 
the wide proliferation of mobile phones in the 
developing countries have the potential to reduce 
the reliance on urban based brick-and-mortar 
banking branches in developing countries as 
well as expensive payment systems (Electronic 
Funds Transfer and Real Time Gross Settlement) 
to service the bottom of the pyramid clientele 
that remain unbanked and/or under-banked.

The inadequacy of the traditional brick and 
mortar financial institutions model of delivering 
banking services widely is demonstrated by the 
metrics of Uganda’s financial services sector. 
Out of a potential bankable population (15 years 
and above) of about 22 million Ugandans, only 
6.05 million had bank accounts in 2015 (Bank 
of Uganda Supervision Directorate, 2015) up 
from 2.2 million in 2007 (Tumusiime-Mutebile, 
2014:2). Asiimwe (2010: online) reported that 
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a Gallup Poll involving 18 African countries 
ranked Uganda as the fifth most banked Sub-
Saharan African country despite only 21 
percent of Ugandans having bank accounts. In 
contrast, the number of registered mobile money 
customers stood at 19,695,997 people in August 
2016 from 10,011 people in March 2009 (Bank 
of Uganda Supervision Directorate, 2015).  The 
rapid adoption of mobile phones in contrast to 
banking accounts is indicative of what the mobile 
money application could do to revolutionalise 
formal financial services access. Nonetheless, the 
drivers (enhancers) and / or inhibitors are not well 
understood. In other words, commercial banking 
has been in Uganda since 1906 and introduced 
numerous innovations such as cheques, automated 
teller machines, chip and PIN debit cards, 
telephone banking and internet banking yet none 
has achieved as much uptake as mobile money 
that was introduced in March 2009. What explains 
the uptake of this Information Communication 
Technology (ICT) based financial innovation?  

The initial adoption of an e-service is a very 
important step towards realising e-service success 
(Hsu and Chiu, 2004:359). Orr (2003:online) 
argues that for any technological advancement to 
be successfully adopted, there must be a critical 
mass called the ‘tipping point’. Nel (2009:4) notes 
that there are two reasons why a swift adoption 
of an e-service is essential namely, (i) failure 
to use the technology implies that the unmet 
needs of the public remain unmet, and (ii) slow 
adoption prolongs the time it takes to recover 
the initial investment (Gerrard & Cunningham, 
2003:16) and consequently the break-even 
point. A delay in achieving the break-even point 
translates into high unit costs for clients and 
exacerbates the low adoption levels especially 
for the early majority, late majority and laggards 
categories of the social system according to the 
Diffusions Innovation Theory (Orr, 2003:online).

Despite the fact that MNOs have availed the 
technology and applications for mobile money 
services, the user rates in Uganda compared to 
the potential market (expressed as a proportion of 
total 15 years and above population or total mobile 
phone owners) are low. Therefore, even though 
mobile phone related financial services are being 
increasingly targeted at the ‘unbanked’ with a view 

of bringing formal financial services to the poor at 
manageable costs (Medhi et al., 2009:1; Ndiwalana 
& Popov, 2008a:1), their adoption levels are low.

In order to be able to assess the uptake of mobile 
money in Uganda, it is important that a rigorous 
cross-sectional survey research study using a 
quantitative approach be conducted to examine the 
determinants of mobile money adoption in Uganda.

lIterature reVIeW 
Theoretical Framework 
The theoretical underpinnings of the 
research is the Information Communication 
Technology for Development (ICT4D), which 
is a sub-field of Information Systems (IS) 
which emerged in the late 1980s (Avgerou, 
2008:134) and the Technology Acceptance 
Model (TAM) (Davis, 1989:319; Venkatesh & 
Davis, 2000:186; Venkatesh et al., 2003:425).

The ICT4D is a subfield of Information Systems 
(IS) research that emerged in the late 1980s 
(Avgerou, 2008:134). It is also known as 
development informatics (Heeks, 2010:630), and 
Information Systems in Developing Countries 
(ISDC) (Avgerou, 2008:134). Despite more than 
two decades of existence, the epistemology and 
ontology of this sub-discipline is poorly understood 
beyond a circle of specialists (Avgerou, 2008:134; 
Best, 2010:online). Raiti, (2007:1) observes that 
the sub-discipline contains few grand theories 
compared to other areas of social science.

The technology acceptance model (TAM) 
has emerged as a powerful and parsimonious 
model (Nel, 2009:8) that is widely utilised in 
Information Systems (IS) literature to predict 
user adoption of different types of management 
information systems (Ho & See-To, 2010:475; 
Tan & Teo, 2000:1). TAM is an extension of the 
theory of reasoned action (TRA) from social 
psychology that is primarily concerned with the 
determinants of voluntarily intended behaviours 
(Hale, Householder & Greene, 2002:260). 
According to the TRA, ‘beliefs influence 
attitudes, which lead to intentions, which then 
generate behaviour’ (Abbad, Morris & De Nahlik, 
2009:2). The TAM adopted the belief-attitude-
intention-behaviour relationship to model users’ 
acceptance of IT (Saadé, Tan & Kira, 2008:591).
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As shown in Figure 1, the standard / original 
TAM has three constructs / antecedents, that 
is, two independent constructs viz. perceived 
usefulness (PU) and perceived ease of use 
(PEOU), and behavioural intention (BI) as the 
dependent construct (Ho & See-To, 2010:475; 
Venkatesh, et al.,  2003:425; Nel, 2009:8). 

The two specific beliefs, PU and PEOU, determine 
one’s BI to use a technology (Venkatesh & 
Davis, 2000:187; Venkatesh, 2000:342). PEOU 
is “the extent to which an individual believes 
that using a technology will be free of effort” 
(Davis 1989 cited in Kigongo, 2011:1). PEOU is 
a construct tied to a person’s assessment of the 
effort involved in the process of using the system 
(Wang, Cho & Liu, 2010:10). Jahangir and Begum 
(2008:033) define PU as the probability that 
using a technology would enhance the efficacy 
with which the user could complete a task. 
Nel, (2009:8) points out that TAM postulates 
that PU will be influenced by PEOU, because 
maintaining other factors constant, the easier a 
technology is to use, the more useful it can be.

According to TAM, the independent constructs, 
that is, PU and PEOU are instrumental in 
explaining the variance in users’ intentions to 
use an IS (Ogwang, 2009:13). Furthermore, PU 
and PEOU are influenced by external variables 
(Ogwang, 2009:13). Davis et al. (1989:982) pointed 
out that the primary independent constructs of 
TAM that is PU and PEOU, do not fully reflect 
the specific influences of technological and usage 
context factors, which may alter user acceptance.

Different constructs have been used as 
external variables in different research works 
(Ogwang, 2009:13), with constructs such as 

perceived playfulness (Moon & Kim, 2001:217), 
compatibility (Chen, Gillenson, & Sherrell, 
2002:705), perceived user resources (Mathieson, 
Peacock, & Chin, 2001:86), trust (Ho and See-To, 
2010:475; Gefen, Karahanna, & Straub, 2003:51),  
trustworthiness (Carter & Belanger, 2005:5); 
perceived credibility (Wang, Wang, Lin, & Tang, 
2003:501); and IS quality (Lee & Lin, 2005:161; 
Lin & Lu, 2000:197), amongst others. Lee, Kozar 
& Larsen, (2003:752) undertaking a metanalysis 
research about TAM identified about 25 external 
variables that have been used in the extension of 
TAM. Ogwang (2009:13) argues that the variation 
in the utilisation of external variables is indicative 
of the peculiarity of the context of a specific system 
under study and the external variables selected.

Generally, the parsimonious nature of TAM 
and its predictive power, makes it relatively 
easy to apply in different circumstances (Nel, 
2009:8). Despite its robustness, the model does 
not provide sufficient understanding from 
the perspective of system designers with the 
information necessary to create user acceptance of 
new systems (Venkatesh, 2000:342; Nel, 2009:8). 
Nevertheless, a meta-analytic comparison 
of competing models (TAM, TPB, and two 
combined TAM-TPB) concluded that ‘when used 
seperately TAM and TPB models offered not only 
theoretical parsimony and clarity, but also better 
fit with empirical data than the two combined 
TAM-TPB models’ (Yayla & Hu, 2007:179).

In Uganda, the electronic and print media have 
run various stories about the mobile money 
application that make it necessary to include 
certain external variables to gauge if these 
variables have an impact on mobile money 
adoption. The additional external variables 

fIgure 1: sCHematIC dIagram of tam 
sourCe: daVIs (1989:319) and VenKatesH et al. (2003:427)
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are in line with proposals by earlier scholars.  
Moon and Kim (2001:228) note that ‘depending 
on the specific technology contest, additional 
explanatory variables may be needed beyond 
the ease of use and usefulness constructs’.  Moon 
and Kim (2001:228) emphasise the need for 
additional constructs citing Davis (1989) who 
argued that future technology acceptance research 
had to address how other variables affected 
usefulness, ease of use, and user acceptance.

The model for this research was an extension of 
TAM. Perceived System Quality, Cost, Security, 
and Trust are constructs of interest because they 
further explore the nature and specific influences 
of technological and usage context factors that 
may alter the user’s acceptance of MMS in the 
Ugandan situation. The basic assumption is 
that security and cost will have a positive and 
negative effect respectively on the individual’s 
attitude toward using MMS. Trust has both 
an indirect and direct effect on behavioural 
intention to use. The external variables to be 
included in this study are shown in Table 1. 

Drivers of Mobile Money adoption 
The mobile phone has become one of the 
most prolific technological innovations of the 
last millennium. There were about 7 billion 
mobile phone subscriptions around the world 
in 2014 (International Telecommunications 
Union, 2014:3) representing a penetration 
rate of 96 percent up from 5.3 billion in 2010 
(International Telecommunications Union, 
2010:1) and 3.354 billion users in 2007 (U.S. 
Census Bureau, 2012:868; Kalba, 2008:1) and 
close to 60 percent of these subscribers lived in 
the developing world (UNCTAD, 2008:244).

The proliferation of the mobile phone has 

provided historically unprecedented access 
to communications and mobile applications 
(Njenga, 2008:1; Schuler, Winters & West, 
2013:11). Hazzard-Robinson (2012:11) observes 
that the proliferation has had a profound change 
on the lives of consumers, business infrastructure, 
and the way organizations tackle challenges. 
A myriad of applications have been developed 
to devise new solutions or improve existing 
approaches in several facets of human endeavour 
(Banks & Burge, 2004:5), such as health (Tuijn 
et al., 2011:1; Van Limmeren et al., 2009:2); law 
enforcement and prevention (Bryne & Marx, 
2011:18; Klick, MacDonald & Stratmann, 2012:3); 
education (Muyinda et al., 2011:236; Muyinda, 
2010:1) and finance (Donovan, 2012a:online; 
Donovan, 2012b:2647; Etim, 2013:1).

Diniz, De Albuquerque, and Cernev (2011:3) 
note that 120 mobile money projects have been 
deployed in about 70 Emerging and Frontier 
Economies (Beshouri et al., 2010 cited in Diniz 
et al., 2011:1; Bello & Adenuga, 2013:95), but 
only a few have successfully taken off. The 
GSMA (2013:6) notes that there are 150 live 
services in 72 countries with 41 new launches 
in 2012. “The failure to disseminate a service 
with such a huge potential worldwide shows 
that the reasons for the successful cases are 
not clearly understood and as a result are not 
being easily replicated” (Diniz et al., 2011:1). 

Evaluations of the most successful mobile money 
application (M-Pesa) implementation across 
Kenya and Tanzania identified a myriad of factors 
that could probably explain the variance in the 
success in the roll-out across the two countries, 
namely market share and ownership of the MNO, 
ability to build an agent network, marketing 

taBle 1: eXternal VarIaBles InCluded In tHe standard tam model for tHIs stud 
sourCe: autHor’s ComPIlatIon from VarIous medIa sourCes

external Variable motivation for including it in the study media source / 
author

Trust Fraudlent manipulation of suspense accounts 
by staff Mbanga, (2012:online)

Security Loss of UShs. 15 billion (US$ 6 million) Mbanga, (2012:online)

Cost High charges Mugabe (2013:online); 
Habati, (2011:online)

Perceived System Quality Intermittent availability of service Businge, (2011:online)
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strategy of the MNO, population density, level 
of economic development, existing banking 
infrastructure, previous methods of money 
transfer, pricing strategy, national identification 
card system, and choice of technical platform 
(Camner & Sjöblom, 2009:2; Camner, Sjöblom 
& Pulver, 2010:5-9; Omwansa, 2009:111-112). 
The multiplicity of factors and the peculiarity 
to countries suggest that the critical success 
factors for implementation of a mobile money 
application are not yet clearly understood. Table 
2 summarises some studies that investigated 
determinants of mobile money adoption. 

The bulk of the studies that evaluate adoption of 
mobile money applications utilize the Technology 
Acceptance Model (TAM) either in its original 
form or extended format. The extension of TAM 
beyond the two main determinants (Perceived 
Ease of Use and Perceived Usefulness) allows 
the researcher to incorporate external variables 
that are peculiar to the environment of a given 
country. These idiosyncratic characteristics 
peculiar to a given country emphasize the 
need to carry out separate studies in each 

geographical region to understand the drivers 
of mobile money adoption in each jurisdiction. 
Furthermore, it is an indication that the 
determinants of mobile money adoption are not 
yet comprehensively understood by researchers 
(Amoroso & Magnier-Watanabe, 2012:94).

metHodologY 
Research Design
A cross-sectional survey research design was 
deployed to assess the predictors of behavioural 
intention to use mobile money in Uganda. 
The survey was undertaken to collect data for 
a Doctor of Business Administration thesis 
project undertaken at the Nelson Mandela 
Metropolitan University (NMMU), South Africa.

Study Population and Sample Size
The target population was composed of all the 
citizens of Uganda 15 years of age and above who 
are most likely to own cellular phones and transact. 
As at 2013, the number of people 15 years and above 
was 19,393,907 people (World Bank Database 
2014: online).  Of these 19.4 million people, the 
accessible population consisted of all the people 

taBle 2: determInants of moBIle moneY adoPtIon from lIterature

author
econometric 

methodology & 
Theoretical framework 

additional explanatory 
Variables beyond Peou and Pu Country & data used

Amoroso 
and Magnier-

Watnabe 
(2012:99)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Facilitating Conditions; Perceived 
Value; Perceived Security and 

Privacy; Social Influence; Trust; 
Perceived Risk; Attrativeness of 

Alternatives 

Japan; Primary 

Luarn and Lin 
(2005:873)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Perceived Credibility; Perceived 
Self-Efficacy; Perceived Financial 

Cost 
Taiwan; Primary 

Kuo and Yen 
(2009:103)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Perceived Cost; Perceived 
Innovatiness Taiwan; Primary 

Tang and 
Chiang 

(2009:1605)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Perceived Convenience; Perceived 
Self-Efficacy Taiwan; Primary 

Cheney 
(2008:2)

No clear model; Study 
underpinned by two 

concepts, that is, 
“experience goods” and 

“learning by doing”

Consumer experience and 
familiarity; Nature of supporting 
platform technology; Financial 
Inclusion opportunities; Data 

Security Problems 

USA; Secondary
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in Kampala City who are 15 years and above. 
Based on the day time population of Kampala 
City, the accessible population of this study was 
1,578,133 people. The age of 15 years and above 
was benchmarked on the World Bank’s Global 
Findex survey carried out in over 140 countries 
and targets a population age 15 years and above. 

Using a sample computation formula by 

Fox, Hunn and Mathers (2009:17) shown in 
Equation 1.1 and considering a confidence level 
of 95 percent, a confidence interval (margin of 
error) of ± 5 and a total accessible population 
of 1,578,133 people aged 15 years and above. 
A sample size of 400 people was obtained. 

taBle 2: determInants of moBIle moneY adoPtIon from lIterature (ContInued)

author
econometric 

methodology & 
Theoretical framework 

additional explanatory 
Variables beyond Peou and Pu Country & data used

Chidembo 
(2009:40-43)

Diffusion Innovation 
Theory

Trust & Security; Complexity; 
Relative Advantage; Cost; 

Compatibility

South Africa; Primary & 
Secondary

Tossy (2014:4-
5)

Theory of User 
Acceptance and Use of 
Technology (UTAUT) 

Facilitating Conditions; 
Performance Expectancy; Effort 

Expectancy; Social Influence; 
Trust; Perceived Risk

Tanzania; Primary 

Padashetty 
and Kishore 
(2013:85-86)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Trust; Expressiveness India; Primary 

Larkotey et al.,  
(2013:369-371)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Perceived positive perception; 
Perceived benefits of the service; 

Pre-knowledge of the user
Ghana; Primary 

Lule, Omwansa 
and Waema 

(2012:32)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Perceived Self-Efficacy; Perceived 
Credibility; Subjective Norms; 

Transaction Costs 
Kenya; Primary 

Kazi and 
Mannan (2013: 

54-56)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Perceived Risk; Social Influence Pakistan; Primary 

Zhao and 
Kurnia (2014: 

1&6)
Qualitative Study

System Quality; Service Quality; 
Social Influence; Trust; Users’ 

characteristics 
China; Primary 

Kasyoki (2012: 
online)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Relative advantage; Personal 
Innovativeness; Perceived Risk; 

Social Norms
Kenya; Primary 

Oluoch (2012: 
29-35)

Multivariate regression 
analysis (Probit model); 

and Technology 
Acceptance Model (TAM)

Perceived Risk Kenya; Primary 

Govender and 
Sihlali (2014: 

453-454)

Structural Equation 
Modeling (SEM) and 

Technology Acceptance 
Model (TAM)

Perceived Ease of Adoption; 
Perceived Value; Trust; Social 

Influence 
South Africa; Primary 
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where n is the sample size, N is the 
population size, and e is the level of precision. 

The mobile money space has seven providers 
namely, MTN Mobile Money, Airtel Money, 
M-Sente, Vodafone Money, Africell Money, 
M-Cash, and Ezee Money. Of these M-Cash and Ezee 
Money are not mobile network operator (MNO) 
based electronic money providers. In this study, 
the four MNO mobile money offerings are studied. 

Sampling Techniques 
The sampling technique used was non-probability 
sampling design known as snow ball sampling. 
Atkinson and Flint (2001:1) refers to snow ball 
sampling as a technique of finding research 
subjects where existing subjects recruit future 
subjects from among acquaintances. Morgan 
(2008:816) notes that snow ball sampling entails 
using a small pool of research subjects to nominate 
other participants that meet the eligibility criteria 
and would contribute to the research investigation.

Once the sample size was determined, the 
researcher created an electronic mailing list of 
potential respondents. The principal researcher 
works with the Central Bank of Uganda’s 
Communications Department as well as an 
adjunct facilitator at Uganda Martyrs University. 
In the former job, the researcher is involved with 
public education and outreach engagements 
that entail attending exhibitions, trade fairs, 
and public lectures. Some of the events whose 
registers were used include annual Joseph 
Mubiru memorial lecture, banking and insurance 
expo, and International trade fair etc. In these 
events, the researcher as an employee of the 
Central Bank maintains a register of individuals 
who attend the events. The information collected 
about the events attendees include among others, 
names, telephone numbers, email addresses 
and organisation worked for.  In addition, the 
researcher requested communication officers 
from Government Ministries, Departments, 
Agencies and private organisations to share with 
him the e-mails of stakeholders. Furthermore, 

as an adjunct facilitator at Uganda Martyrs 
University, the researcher had lists of email 
contacts of former students as part of the course 
outlines for modules taught. A total of 626 email 
addresses were compiled from these sources. 

Using this email list, electronic questionnaires 
were dispatched to potential respondents using 
SoGoSurvey (SoGoSurvey 2015:online). Of 
these 626 emails, only 301 people received 
the questionnaire. In addition, the researcher 
always embedded a request in the dispatched 
email for the recipients to share with other 
colleagues domiciled in Kampala City so 
that they could respond to the questionnaire. 

Of the 404 completed questionnaires, 94.6 
percent were filled in using the public access 
link that was embedded for onward sharing with 
other colleagues of invited potential respondents. 
However, there is a possibility that the invited 
respondents chose to use the public access Uniform 
Resource Locator (URL) link either unknowingly 
or deliberately to create more anonymity.

The likely shortcoming with an online survey is 
the level of internet penetration in the country 
in question. For Uganda, internet penetration 
measured as the percentage of individuals using 
the internet stood at 17.71 percent as at 2014 
(International Telecommunications Union 2016: 
online). The implication for the data collected is 
that there is a higher likelihood of having responses 
from people who have access to the internet easily 
compared to those who do not have ready access 
to internet. Nonetheless, the focus of the study 
was Kampala City with a relatively higher internet 
coverage compared to the national average. 
The choice of Kampala City was informed by 
Ndiwalana, Morawczynski and Popov (2012:4)’s 
study that found that most mobile money 
transactions in Uganda emanate from the city.

Data Collection Methods 
The survey method using questionnaires 
was primarily used in data collection. The 
questionnaire focused on the following 
constructs, namely behavioural intention to use 
mobile money, perceived ease of use (PEOU), 
perceived usefulness (PU), trust, perceived 
system quality (PSQ), perceived security 
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(PSEC), and perceived financial cost (PFC).

Measurement of Variables 
All constructs (behavioural intention to use mobile 
money, perceived ease of use (PEOU), perceived 
usefulness (PU), trust, perceived system quality 
(PSQ), perceived security (PSEC), and perceived 
financial cost (PFC)) were measured using a 5 point 
Likert scale with 5 being strongly agree, 4 agree, 
3 not sure, 2 disagree, and 1 strongly disagree. 

Data Analysis 
The reliability and validity of the Likert scale 
scores for all the seven constructs used in the 
study were tested. As shown in Table 3, all internal 
consistency reliabilities (based on Cronbach’s 
Alpha) for all the seven scales ranged from 0.554 
to 0.832 (Table 3) and were considered to be 
good (Hair et al., 2007:117). While some scholars 
such as George and Mallery (2003:231) posit that 
0.7 is the cut-off threshold for Cronbach’s alpha 
coefficient, researchers such as Sijtsma (2009:107) 
and Goforth (2015: online) argue against an 
approach that looks at alpha alone without due 
consideration of [the measure]’s dimensionality 
or construct validity and trait validity. 

taBle 3: Internal ConsIstenCY of 
ConstruCts for tHe studY (n=404)

scale number of 
Items

Cronbach 
alpha

Perceived Ease of 
Use (PEOU) 7 0.724

Perceived 
Usefulness (PU) 6 0.822

Behavioural 
Intention to Use 
(BI)

3 0.832

Perceived System 
Quality (PSQ) 5 0.554

Trust 10 0.824
Perceived Security 
(PSEC) 4 0.582

Perceived 
Financial Cost 
(PFC)

3 0.632

Consequently, taking the holistic approach 
suggested by such scholars like Sijtsma 
(2009:107), measures that did not meet the 

threshold of 0.7 were not necessarily eliminated. 
When these measures were subjected to 
construct validity testing, all had both 
convergent and discriminant validity established. 

In addition, tests for statistical 
assumptions of multiple linear regression, 
namely multicollinearity, multivariate 
outliers, normality, homogeneity of 
variance, and linearity were assessed. 

A multivariate linear regression econometric 
model was developed and tested to investigate 
the predictors of behavioural intention to 
use mobile money services. The detailed 
model of behavioural intention to use mobile 
money services is shown in equation (i).

Yi* = β0+β1PEOU + β2PU + β3PSQ + β4TRUST 
+ β5PSEC + β6PFC + εi ………………...… (i)

Where 

Yi* = is the behavioural intention to use mobile 
money services  
εi = is the error term   
β0 = is the intercept  
β1 – β6 = coefficients of explanatory variables 
(X) (Table 1) 

Ethical Considerations  
In this study, the provisions for ethical 
considerations suggested in UNCST (2014: 
2), and Sekaran (2003:260), namely respect 
for the autonomy of persons, beneficence 
(maximise benefits and minimise harm), 
non-maleficence (do no harm), and justice 
(fair treatment).  In the study, the researcher 
ensured informed consent, privacy, justice, 
sensitivity to human dignity and anonymity of 
the respondents. The researcher ensured that all 
information that was given by the respondents 
was treated with a high level of confidentiality.

In addition, the respondents were briefed about 
the essence of conducting the research and 
the need for them to give correct responses to 
the questions posed. The researcher designed 
the questions in such a manner as to avoid any 
embarrassing questions that could negatively 
impact on the self-esteem and self-respect 
of the respondents. The data provided by the 
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respondents was dealt with in a professional 
manner without any misrepresentations or 
distortion during the analysis and / or reporting. 

fIndIngs 
Econometric Specification of the determinants 
of Intention to use Mobile Money  
A multiple linear regression was calculated to 
predict behavioural intentions to use mobile 
money services to use mobile money services 
based on perceived ease of use (PEOU), 
perceived usefulness (PU), perceived system 
quality (PSQ), trust (TRUST), perceived security 
(PSEC), and perceived financial cost (PFC).

As shown in Tables 5, 6, and 7, a significant 
regression equation was found (F (6,397) =50.599, 
p<0.000), with an R2 of 0.433. Participants’ 
predicted behavioural intention to use mobile 
money services is equal to 0.1318 + 0.3285(PEOU) 
+ 0.4537(PU) + 0.1184(PSQ) + 0.1970(TRUST) – 
0.0104(PSEC) – 0.807(PFC), where all independent 
variables are measured at the interval scale using 

a Likert scale (5=strongly agree; 4=agree; 3=not 
sure; 2=disagree; and 1=strongly disagree). 

Participants’ behavioural intention to use mobile 
money services increased by 0.3285 units for each 
unit of PEOU while holding other factors constant. 
Similarly, respondents’ behavioural intention to 
use mobile money services increased by 0.4537, 
0.1184, and 0.1970 units for each unit of PU, PSQ, 
and TRUST, respectively while holding other 
factors constant for each independent variable. 

In contrast, respondents’ behavioural intention 
to use mobile money services decreased by 
0.0104 and 0.807 units for each unit of PSEC 
and PFC, respectively while holding other 
factors constant for each independent variable. 

Perceived ease of use (PEOU), perceived usefulness 
(PU), trust (TRUST), and perceived financial cost 
(PFC) were significant predictors of behavioural 
intention to use mobile money services.

taBle 4: VarIaBles or ConstruCts used In tHe multIPle lInear regressIon model for 
PredICtIng BeHaVIoural IntentIon to use moBIle moneY 

Variable definition expected 
relationship 

BI

Behavioural intention to use mobile money (BI) is the proxy of mobile 
money adoption measured at the interval level of measurement. BI 
refers to the strength of one’s willingness to use MMS (Moon & Kim, 
2004:224).

+

PEOU The strength of one’s belief that using MMS would be free of effort 
(Moon & Kim, 2004:224). +

PU The strength of one’s belief that using MMS would enhance his or her 
transfer of monetary value (Moon & Kim, 2004:224). +

PSQ The transfer speed and reliability of the system Sun (2010:97). +

TRUST

The willingness of a party [trustor] to be vulnerable to the actions of 
another party [trustee] based on the expectation that the other [trustee] 
will perform a particular action important to the trustor irrespective 
of the ability to monitor or control that other party [trustee]. It has 
three distinct dimensions, namely ability, integrity, and benevolence 
(Schoorman, Mayer & Davis, 2007:347)

+

PSEC

Security is defined as a threat which creates “circumstances, condition, 
or event with the potential to cause economic hardship to data or 
network resources in the form of destruction, disclosure, modification 
of data, denial of service and/or fraud, waste and abuse” (Kalakota & 
Whinston, 1997 cited in Lallmahamood, 2007:7). 

+

PFC The extent to which an individual believes that using a particular 
information system will cost money (Jeong & Yoon, 2013:35). ±
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taBle 5: model summarY of tHe eConometrIC sPeCIfICatIon of tHe determInants of 
IntentIon to use moBIle moneY

model r r 
square

adjusted 
r square

standard 
error 
of the 

estimate

Change statistics
r 

square 
Change

f 
Change df1 df2 sig. f 

Change

1 0.658a 0.433 0.425 0.61537 0.433 50.599 6 397 0.000

a. Predictors: (Constant), PFC, PSQ, PSEC, PEOU, PU, TRUST

taBle 6: analYsIs of VarIanCe (anoVa) for tHe model of tHe eConometrIC sPeCIfICatIon 
of tHe determInants of IntentIon to use moBIle moneY

model sum of 
squares df mean 

square f sig. 

1
Regression 114.963 6 19.160 50.599 0.000b
Residual 150.335 397 0.379
Total 265.298 403

a. Dependent variable 
b. Predictors: (Constant), PFC, PSQ, PSEC, PEOU, PU, TRUST

taBle 7: ordInarY least sQuares (ols) regressIon analYsIs estImatIng BeHaVIoural 
IntentIon to use moBIle moneY serVICes (BI) usIng standard error estImate assumIng 

HomosKedastICItY (olse) and not assumIng HomosKedastICItY (HC3) (n=404)

Construct
Coefficient 

(β)

standard error estimator
HC3 olse

standard 
error t-statistic Probability 

(p)
standard 

error t-statistic Probability 
(p)

Constant 0.1318 0.4170 0.3160 0.7522 0.351 0.376 0.707
PEOU 0.3285 0.730 4.4982 0.0000*** 0.064 5.144 0.0000***
PU 0.4537 0.616 7.3624 0.0000*** 0.055 8.306 0.0000***
PSQ 0.1184 0.929 1.2744 0.2033 0.074 1.608 0.109
TRUST 0.1970 0.765 2.5740 0.0104** 0.079 2.479 0.014**
PSEC -0.0104 0.459 -0.2273 0.8203 0.046 -0.229 0.819
PFC -0.8070 0.353 -2.2842 0.0229** 0.035 -2.282 0.023**

*** Statistically significant at p=0.01 
** Statistically significant at p=0.05

Discussion of results of the determinants of 
behavioural intention to use mobile money  
Perceived security was found to have no statistically 
significant influence on the behavioural 
intention (BI) to use mobile money services by 
respondents. The finding is in contrast to the 
study carried out in Somalia by Sayid, Echchabi, 
and Aziz (2012:277) who found that security 
influences BI indirectly via attitude. It is also not 
in agreement with studies such as Luarn and Lin 

(2005) cited in Achieng and Ingari (2015:7) who 
modeled security as perceived credibility (PC) 
and found a significant relationship between PC 
and BI. In addition, it contradicts Lee (2009) cited 
in Achieng and Ingari (2015:7) who modeled 
security as a type of risk and found a significant 
relationship between security risk and behavioural 
intention to use mobile banking services.

The result is more confounding given the current 
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context in Uganda’s financial services sector 
in which fraud is rampant as exemplified by 
the attempted breach to the national payment 
systems that resulted into UGX27 billion (about 
US$8 million) being moved to personal accounts 
in Singapore and Hong Kong via a Straight 
through Processing (STP) (New Vision, 2016:1), 
the December 2012 arrest and conviction of four 
Bulgarians for Automated Teller Machine (ATM) 
skimming (Novinite.com, 2012:online), and the 
MTN Uganda Limited loss of UGX 10 billion 
(US$3.4 million) on account of system security 
lapses (Morawczynski, 2015:online) amongst 
others. The probable explanations for the result 
could be due to the fact that mobile money is a 
retail payment system over which only small 
volumes are transacted making the potential loss 
for a largely white collar sample negligible for 
them to perceive security as a major hindrance 
or barrier to their uptake of mobile money. 
Furthermore, it could also simply be that the 
respondents lack awareness of the potential threat. 

Perceived system quality (PSQ) was found 
to have no statistically significant influence 
on behavioural intention (BI) to use mobile 
money services by respondents. The finding 
contradicts works of McFarland and Hamilton 
(2006:427) as well as Fathema, Shannon and 
Ross (2015:210) who noted that system quality 
influences BI. It is also in contrast with other 
studies such as Su, Tsai and Chen (2015:1), 
Alsamydai (2014:2018), and Shin (2009:361) 
who noted that system quality influences BI 
indirectly through perceived usefulness (PU). 

The result is surprising given the interruptions 
that mobile money systems in Uganda have 
suffered since inception. For example, during 
the 2016 presidential elections and inauguration 
in February and May, respectively, the mobile 
money system was switched off allegedly on 
account of security concerns by the state (Bold 
& Pillai, 2016:online; Mwesigwa, 2016:online; 
Musisi, 2016:online). Furthermore, in November 
2011, the market leader MTN Uganda Limited 
shut off the platform as it sought to deal with 
the huge volume of clients that had grown 
faster than had been anticipated and forced the 
company to change systems from fundamo 
to Ericsson mobile money system (Waswa, 

2015:online; Matsiko & Katusiime, 2015:online). 

The likely explanation for the lack of statistical 
significance of PSQ could be on account of the 
lack of an alternative payment system that can 
deliver the benefits associated with mobile money. 
Mallat (2007:413) notes that the benefits of mobile 
money accrue from time and place independence 
such as the capacity to reach remote places 
and execute transactions remotely. Potential 
competitors for mobile money services in Uganda 
such as postal money orders, bus courier services, 
and sending money with a colleague do not have 
the benefits of mobile money. It is a psychological 
cost-benefit analysis for the user in which mobile 
money gets a high net return compared to 
alternatives.  Shanmugam, Savarimuthu and Wen 
(2014:238) observes that customers undertake 
the “cost-benefit” analysis in the decision making 
procedure regarding use of mobile banking 
and a client who fails to understand the net 
benefits is the least likely to take up the service.

Trust was found to have a positive statistically 
significant influence on the behavioural 
intention (BI) to use mobile money services by 
respondents. The implication is that the higher 
the trust a respondent has in the mobile money 
service, the higher the behavioural intention 
to use the service. The result is in agreement 
with earlier studies such as Yan and Yang 
(2015:125), Gu, Lee and Suh (2009:11605), 
Ali (2013:1), as well as Chuchuen (2016:547).  

Perceived financial cost (PFC) had a negative 
statistical relationship with the behavioural 
intention (BI) to use mobile money services 
by respondents. The implication is that PFC 
and BI have an inverse relationship. The 
higher the PFC, the lower the BI. The finding 
concurs with results from Micheni, Lule and 
Muketha (2013:9), Mallat (2007:413) as well 
as Phonthanukitithaworn, Sellitto, and Fong 
(2015:2). However, the literature has studies 
such as Abrahao, Moriguchi and Andrade 
(2016: online) who studied mobile payments 
in Sao Paolo, Brazil and found no statistically 
significant relationship between PFC and BI.

In concurrence with the traditional studies of 
Davis (1989:318) as well as other contemporary 
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scholars such as Ali and Dhaha (2013:1), Ali 
(2013:1), and Tobbin (2010:8), both perceived 
ease of use (PEOU) and perceived usefulness 
(PU) were significant predictors of behavioural 
intention to use mobile money services (MMS). 
The PEOU concerns itself with the process one 
has to follow to use MMS while PU relates to 
the outcome. Therefore, if a respondent believes 
that the process of using MMS is easy, they are 
likely to have a high BI. Similarly, if the potential 
user believes that the outcome is going to be 
beneficial or useful, they are going to have a high 
BI. Naiwumbwe’s (2012: xii) study corroborates 
these findings when she observes that the 
significant relationship between PEOU and 
PU with BI mean that if users perceive mobile 
money as easy to use, they will find it useful and 
their intentions to use will increase resulting 
into an increase in actual usage of the system.

ImPlICatIons, reCommendatIons 
and ConClusIons 
Implications 
Behavioural intention (BI) to use mobile money 
services is significantly influenced by perceived 
ease of use (PEOU), perceived usefulness (PU), 
trust, and perceived financial cost (PFC). For 
the Mobile Network Operators (MNOs), the 
implication of this finding is that in the design of 
accessory services for the mobile money services, 
they need to appreciate that the end users are 
interested in the functionality of the product and 
the benefits it confers rather than what the state / 
law deems it to be. The mobile money products/
services must be easy to learn and use without expert 
help; highly functional and beneficial; maintain 
the privacy and integrity of the information 
collected from customers; and relatively cheap. 

Cognisant of the fact that legislation usually trails 
innovation, the policy makers need to recognize 
the need to establish an appropriate legislative 
framework to better guide the metamorphosis of 
mobile money services in Uganda. For instance, 
in traditional brick and mortar banking, the 
stringent Know Your Customer (KYC) procedure 
that entails numerous verification documents 
could make the cost of mobile money high and 
discourage intention to use if mobile money were 
recognized as a form of formal bank account. In 
this regard, eliminating unnecessary steps such 

as multiplicity of documents in the lengthy KYC 
procedures could lower costs and encourage 
increased uptake of mobile money accounts.

The findings of this study contribute to the mobile 
money body of knowledge in the Ugandan 
context. In the Ugandan context, mobile money 
studies have taken two directions, namely 
macro-econometrics studies and micro-level 
studies.  The macro-econometric researchers, 
normally reliant upon quantitative secondary 
data have assessed mobile money as a financial 
innovation and evaluated how it affects variables 
such as money demand (Dunne & Kasekende, 
2016; Opolot et al., 2013) and household welfare 
(Munyegera & Matsumoto, 2014) among 
others. Micro-level studies such as Ndiwalana 
and Popov (2008a) as well as Ndiwalana, 
Morawczynski, and Popov (2010) have taken a 
qualitative approach and used primary data to 
describe the mobile money service. In addition, 
other micro-level studies such as Naiwumbwe 
(2012) as well as Moshy and Mukwaya (2011) 
have used structural equation modeling (SEM).

Moshy and Mukwaya (2011:online) observed 
that TAM factors may not be good explanatory 
variables for the uptake of mobile money in Uganda 
and suggest that there are other contextual and 
situational factors that are important in mediating 
adoption and use of mobile money. Furthermore, 
they opined that increasing mobile money fraud 
within mobile network operators, instabilities in 
telephone networks, and erroneous transfers were 
worrying trends in the mobile money business. 

This research used an extended technology 
acceptance model (TAM) and the findings indicate 
that TAM constructs explain 43.3 percent of 
behavioural intention to use mobile money. This 
suggests that a properly specified TAM model 
cognizant of the environmental peculiarities can 
explain mobile money acceptance. In other words, 
the study findings reaffirm TAM’s capacity to 
model adoption in a developing country context.

Recommendations 
The predictors of behavioural intention to use 
mobile money services were perceived usefulness 
(PU), perceived ease of use (PEOU), perceived 
financial cost (PFC), and trust. Interpretations 
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that can be drawn from these predictors of BI 
include the following among others, namely (i) 
potential users consider a cost-benefit analysis of 
the complexity involved in using MMS (PEOU) 
and potential benefit (PU), (ii) cost structure of 
MMS is a critical determinant of MMS uptake, 
and (iii) matters of trust between the MMS 
and potential users are critical drivers of MM 
(mobile money) uptake. The following sections 
address what different stakeholders in the mobile 
money industry can do to enhance uptake. 

1. Easing the complexity of the process of using 
MMS and enhancing presumed benefits 

The easing of complexity requires the 
contribution of two stakeholders, namely MNOs 
and Government of Uganda. The MNOs have 
undertaken the majority of their work in this 
regard. MNOs have chosen to use the USSD 
(Unstructured Supplementary Service Data) 
technology to launch the mobile money services 
instead of an internet based system. The internet 
based system would provide more secure 
protocols but are harder to use for illiterate and 
/ or semi-literate customers without sufficient 
knowledge of the internet. In addition, internet 
based systems would be more expensive for 
clients who would need to purchase internet 
broad band to access internet based mobile 
money services. The work of the MNOs in this 
regard is for continuous sensitisation of the 
customers about USSD codes and how to optimise 
security while using mobile money services.

On the part of the Government of Uganda (GoU), 
there is a need to revisit the taxation of MNOs 
and other smartphone importers so that the cost 
of gadgets decreases. A decrease in the cost of the 
smartphones would allow more bottom of the 
pyramid (BoP) clientele purchase these gadgets. 
Smartphones would enhance the user experience 
of the MMS. Smartphones are better at processing 
the USSD codes. The USSD is the best available 
communications technology used by MNOs to 
deliver mobile financial services to bottom of 
the pyramid clientele (Hanouch, 2015: online). 
The cheaper conventional basic features cellular 
phones though capable of processing USSD 
codes are usually slower. Furthermore, MNOs 
have abandoned use of Short Message Service 

(SMS) as the underlying technology for MMS 
for security and user experience shortcomings 
compared to USSD (Hanouch, 2015: online). 
Therefore, efforts to allow BoP clientele access 
smartphones should be supported by GoU by 
moderating its taxes on these gadgets. In return, 
smartphones will further simplify the process of 
mobile money service usage and make benefits 
more pronounced. This should encourage 
uptake of mobile money services in return. 

2. Tackling the relatively high cost structure of 
MMS

Despite the convenience of MMS, the unit cost 
of utilizing its services remains high compared to 
wholesale payment systems. If adoption of MMS 
is to increase, there is a need for concerted efforts 
by MNOs to reduce the charges bearing in mind 
company profitability and breakeven points. One 
of the ways this can be achieved is improving 
interoperability of the different MMS provided 
by different MNOs. Interoperability can achieve 
lowered costs because existing cost structures 
of all MMS are skewed towards charging higher 
fees to non-registered members of a particular 
MMS. If interoperability was implemented, it 
would allow MNOs to introduce a cost structure 
that does not discriminate based on the network 
a customer is registered with. In order to achieve 
interoperability, concerted efforts of both the 
MNOs who are the primary shareholders of MMS 
and the Uganda Communications Commission 
(UCC) the regulator of MNOs should collaborate. 

Furthermore, MNOs need to work with 
supermarkets and other merchandise traders 
to establish point of sales (POS) that use MMS 
directly without the need for cashing out. 
Minimisation of cashing out transactions would 
go a long way in reducing the costs. It is cashing 
out or withdrawing money from an agent and 
sending money to a non-registered user that are the 
most expensive transactions on MMS. Therefore, 
reducing their frequency would save the customer 
a lot of costs. In addition, it would also contribute 
to achieving another unintended but positive 
benefit, moving Uganda towards a cashless society. 

3. Entrenching trust in the relationship between 
MNOs and consumers 
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Results showed that trust was a statistically 
significant predictor of mobile money service 
uptake. In other words, individuals who intend 
to adopt mobile money services expect that the 
MNO will endeavor to meet their expectations, 
be fair, provide good customer care, and ensure 
that the information collected from customers 
is well handled. The MNOs have endeavoured 
to invest in quality mobile payment solutions 
platforms such as MTN’s Ericsson and Airtel’s 
Obopay to ensure that they meet the expectations 
of customers. Nevertheless, given the increased 
incidences of cyber fraud worldwide and cases 
of fraud reported in the news about Uganda’s 
mobile money lax internal controls that led 
to the creation of fictitious money, there is a 
need for MMS to strengthen system security 
to ensure that customers’ information is safe. 

Furthermore, customer care should be enhanced 
most especially in cases of forgotten Personal 
Identification Numbers (PINs), electronic 
value wired to a wrong mobile account, and 
/ or lost cellular phones. These are some of the 
moments when clients are distressed about the 
potential of loss of money stored on their SIM 
cards. It is these distressed moments that shape 
a customer’s perception of the MNO’s loyalty to 
its clientele and hence the customer’s trust of the 
intentions of the MMS provider.  A system of 
verification of mobile money account ownership 
that is clearly explained to customers would go 
a long way in enhancing security but also satisfy 
the customer. In order to achieve this, MNOs 
must invest in training their customer care 
staff on the intricacies of the system as well as 
handling difficulty and / or distressed customers. 

4. Further extension of the technology 
acceptance model 

The low variance explained in behavioural intention 
(BI) to use mobile money services (43.3 percent) 
indicates that there are other factors affecting 
BI. Beyond the factors of PEOU, PU, TRUST, 
and PFC, there are other factors that influence 
these endogenous dependent variables. Thus 
research to explore these additional explanatory 
variables of mobile money adoption is needed. 

Conclusions 
The multiple linear regression (MLR) analysis 

undertaken on the data to assess the determinants 
of behavioural intention to use mobile money 
services reveals that the factors that significantly 
account for the variance in BI include PEOU, 
PU, TRUST and PFC. The amount of variance 
explained in the MLR is 43.3 percent. Individuals 
who harbor thoughts of using mobile money 
services are concerned with the complexity of 
the process of using mobile money (PEOU), 
whether the outcome would be beneficial or 
not (PU) and the costs associated with the 
transactions surrounding mobile money (PFC). 
In addition, potential users of mobile money 
consider aspects of meeting their expectations, 
fairness, good customer care, and manner 
of handling personal information which are 
dimensions of trust to be crucial in pushing their 
decision of whether to use or not use mobile 
money. The limitations of the study included: - 
no endogeneity of the model was tested; use of 
self-reported data which may be subjective; as 
well as shortcomings of the cross sectional data. 
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aBstraCt
The South African National Credit Regulator is 
responsible for the regulation of the credit industry, 
registration and training of debt counsellors as well 
as the enforcement and monitoring compliance 
of the provisions of the National Credit Act. 

The aim of this paper is therefore to investigate 
the role that the National Credit Regulator 
is playing in debt counselling. A qualitative 
approach, which was exploratory in nature, 
was adopted for this study. Ten employees from 
the National Credit Regulator’s office were 
interviewed. There was no evidence that debt 
counsellors were managing the debt counselling 
service effectively. It was also observed that the 
debt counsellors received insufficient support 
from the National Credit Regulator.  The 
paper recommends that the National Credit 
Regulator should adequately support the debt 
counsellors so that they can effectively manage 
a debt counselling service and ultimately assist 
the over-indebted consumers. Training given 
to the debt counsellors should be improved.

Keywords: debt counselling, national Credit 
act, national Credit regulator, south africa  

IntroduCtIon
The vast expansion in credit buying, the instability 
of the interest rates and the resulting involvement 
by consumers into heavy indebtedness beyond 
their means has been a call for concern for 
the South African government. In addressing 
this problem, the government introduced the 
National Credit Act (NCA) No. 34 of 2005 with 
the aim of providing access to consumer credit 
and the general regulation of consumer credit 
(Republic of South Africa, 2006). In support of 
this objective, the National Credit Regular (NCR) 
was established in 2006 and it was tasked with the 
regulation of the South African credit industry. 
The debt counselling service was subsequently 

introduced in 2007 to assist the over-indebted 
consumers (Republic of South Africa, 2006).

The main responsibilities of the NCR included 
registration, training and monitoring of 
credit providers, credit bureaus and debt 
counsellors; policy development; receiving and 
investigating complaints from both the debt 
counsellors and the consumers; and ensuring 
that consumer rights are protected (NCR, 2010).

Debt counselling was introduced in South Africa 
to provide a process for helping consumers who 
encounter problems with debt repayment by 
providing services such as reduced monthly 
repayments, protection from legal action and 
after-care. Consumers who experience debt 
repayment problems may seek assistance with 
restructuring their debt by applying for a debt 
counselling service at any debt counsellor of their 
choice. The debt counsellor has to explain all the 
details pertaining to the debt counselling process 
to a consumer before any debt counselling 
application and agreement form is signed 
(Debt Counselling Help South Africa, 2009).

The aim of this paper is therefore to investigate 
the role that the NCR is playing in making sure 
that the debt counselling service is effectively 
managed by the debt counsellors. The research 
focused mainly on the analysis of the reflections 
of the NCR’s perception on debt counselling. 
The rest of the paper covers the literature 
reviewed, research methodology, findings and 
conclusions, recommendations, managerial 
applications and the limitations of the study.

lIterature reVIeW
The NCR was established following the introduction 
of the NCA and it is responsible for the regulation 
of the South African credit industry.  It is an 
independent juristic body that is subjected to the 
South African Constitution and the NCA (Debt 
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Counselling Help South Africa, 2009).  Currently 
it has only one main office, which is located in 
Midrand, Gauteng Province in South Africa.

The NCR is tasked with carrying out education and 
creating awareness of the NCA, which includes 
conducting research about the credit market 
and monitoring access and the cost of credit in 
order to identify factors that may undermine 
access to credit (Republic of South Africa, 2006). 
The NCR is also responsible for competitiveness 
and consumer protection; policy development; 
registration, training and monitoring of credit 
providers, credit bureaus and debt counsellors.  
In addition the NCR is tasked with regulating, 
receiving and investigating complaints from 
both the debt counsellors and the consumers; 
and ensuring that consumer rights are protected.

Before debt counsellors begin their operations, 
they are required to undergo a two-week training 
approved by NCR (Vessio, 2008) and to register 
with the NCR. According to Sigamoney, Linganiso 
and Karodia (2014), training provides skills and 
confidence to perform tasks and as such trained 
debt counsellors will be in a better position 
to understand their responsibilities. The debt 
counselling training comprises of the following:

•	 Purpose and elements of the NCA
•	 All credit related Acts
•	 Consumer rights
•	 Reckless credit and its consequences
•	 Role of debt counsellor
•	 Debt counselling process
•	 Compliance with the NCA
•	 Business ethics
•	 Role of the NCR (Summitfin, 2014).

In 2011, Goslett conducted a study to determine 
whether debt counsellors had the necessary 
training to perform debt counselling process 
(Goslett, 2011:4). His observations were that 
some of the debt counsellors do not have 
the necessary education, and as such cannot 
understand the NCA regulations nor to interpret 
the Act itself (Goslett, 2011:5). He concluded 
that the debt counsellors lacked expertise and 
the ability to conduct debt counselling process 

and further suggested that the training given to 
debt counsellors be improved (Goslett, 2011:5). 

The current levels of competencies of debt 
counsellors; education; expensive legal fees; 
poor cooperation between credit providers and 
debt counsellor; and experience in the debt 
review process have been identified as some 
of the barriers for effective debt counselling 
process and as such most debt counsellors 
are no longer practising (Fin24.com, 2013).

Masilo (2014) alluded that many debt counsellors 
trained and registered by the NCR were no longer 
practicing because they believed that the debt 
counselling was not financially feasible.  The 
report by the Trade and Industry (Dti, 2013) 
indicated that by the end of 2013, a total of 2013 
debt counsellors were registered with the NCR 
in South Africa, however, not all of them were 
practicing.  The report further indicated that 
South Africa had a total of 422 624 consumers who 
applied for debt counselling in 2013 (Dti, 2013). 

In an effort to provide guidance and support and 
as part of its mandate to support and promote debt 
counselling, the NCR conducted 573 monitoring 
exercises during 2012/2013 financial year (NCR, 
2013). The purpose for the monitoring was to 
assess compliance with the NCA.  In addition 
Dti (2013) indicated that NCR conducted only 
six provincial debt counselling workshops or 
road shows in Gauteng, Eastern Cape, Free State, 
KwaZulu- Natal, Limpopo and North West.  

Subsequent to the road shows conducted, Fin24.
com (2013) confirms that the registration of two 
debt counsellors were cancelled by the NCR after 
an investigation into their activities and levels of 
compliance to the NCA proved to be irregular.

In assessing debt counselling processes in South 
Africa, Business Enterprise –UP (2012) conducted 
a survey and revealed that the two week course 
that debt counsellors undergo, is only based on 
the theoretical issues of debt counselling, and 
does not empower debt counsellors to deal with 
complex administrative tasks; management 
of the consumer’s file and management of 
consumers with financial difficulties.  In addition, 
the debt counsellors’ lack of commitment, 
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understanding or knowledge about the process 
and credit as a whole were also indicated as 
a challenge (Business Enterprise – UP, 2012).   

In 2014, Masilo conducted a study to determine 
the debt counsellors’ level of preparedness 
and experiences they had with the regulation 
and monitoring by the NCR. The findings 
revealed that some debt counsellors were 
incompetent and lacked integrity and the 
ability to interpret the NCA (Masilo, 2014). 

According to Masilo (2014), debt counsellors 
were also aware and expecting that the NCR 
has to ensure and monitor their performances.  
By monitoring the debt counselling processes, 
the NCR would be able to identify areas of 
non-compliance and to provide support to 
the debt counsellors.  When non-compliance 
is identified, such cases should be escalated 
to the NCR’s investigations department for an 
investigation in order to prosecute (Masilo, 2014).

The study conducted by Masilo in 2014 used 
open-ended questions which allowed for 
multiple responses, and as many as twelve (12) 
experiences were shared (quoted verbatim) 
by the debt counsellors as listed below:

The NCR takes a long time to process transfers of 
consumers from one debt counsellor to another; 

•	 The service they receive from NCR staff is 
sometimes poor;

•	 Poor co-operation between debt counsellors 
and credit providers;

•	 The NCR dictates how debt counsellors 
should run their businesses;

•	 Lack of debt counselling information and 
education;

•	 The NCA is unjust to debt counsellors, credit 
providers do not comply but nothing is done;

•	 Insufficient monitoring by the NCR;
•	 The NCR is taking time in responding 

to problems raised against certain credit 
providers; 

•	 Insufficient support in terms of problems and 
queries that they raise with the NCR; and

•	 Credit Industry Code of Conduct created 

uncertainty for debt counsellors (Masilo, 
2014). 

It is indicative from the above findings and the 
reports that debt counselling faces challenges 
regarding:  inadequate training of debt 
counsellors; poor cooperation by the credit 
providers; inability to interpret the NCA as 
well as insufficient monitoring, regulation and 
support by the NCR as mandated by the NCA.

researCH metHodologY
This investigation is qualitative (Gummesson, 
1988) and has focused on the NCR’s role on debt 
counselling. It exposed various causes of the debt 
counsellors’ incompetency and the challenges 
that they face. This description was done by 
conducting purposive interviews with ten 
officials from the NCR (cf Research Approach, 
below). In highlighting the problem and 
arriving at the findings, the outcomes emerging 
from the interviews were then contextualized 
with the argument to this paper through 
literature review (Gainer and Padanyi, 2005). 

Research Approach
The study adopted a qualitative approach. 
Purposive interviews with all ten employees 
in the debt counselling department from the 
NCR’s offices in Midrand, Gauteng Province in 
South Africa were conducted. The aim was to 
investigate the role that the NCR plays on the debt 
counselling. These interviews were conducted 
in one day. According to the analyses, and also 
following Klein’s, (2007) paradigm on investigative 
interview questions, the questions for the 
interviews for the ten employees of the NCR were 
similar and the responses were also similar. The 
brief report that follows is taken as the reflection of 
the NCR’s role on the debt counselling processes. 

The interview questions revolved around 
debt counselling objective and applications; 
qualifications and prerequisite for a person to 
become a debt counsellor; effectiveness of debt 
counselling, interventions and support that NCR 
gives to the debt counsellors. After the interviews 
with the employees, the responses, as indicated, 
were analysed (Griffin and Roberts, 1999), and 
below are the reflections from the employees.
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Reflections from the NCR
When asked about the purpose or objective 
of introducing debt counselling, the following 
emerged: 
Before debt counselling was introduced, there 
were two remedies namely, administration and 
sequestration. These remedies had limitations, 
and were also not effective in assisting 
consumers to overcome indebtedness. The 
purpose of introducing debt counselling service 
was to assist over-indebted consumers to be able 
to manage their finances.

When asked how many debt counsellors were 
registered and still practicing the following 
emerged: 
Records indicate that there are 2013 registered 
debt counsellors, but not all of them are 
practicing. There has been a decline in terms 
of numbers of applications for debt counselling 
also.

When asked about the qualifications and the 
prerequisites of debt counsellors, the following 
emerged: 
For a person to be registered as a debt counsellor, 
one needs to possess a minimum of a matric 
qualification.  In addition, the person must 
attend a two-week debt counselling course which 
is offered by the NCR. 

When asked if debt counselling is known to 
consumers, they indicated that: 
The NCR is making sure that it conducts road 
shows to inform consumers about the services 
that the debt counsellors are offering.  Most road 
shows are conducted in Gauteng Province.

When asked why road shows are mostly held in 
Gauteng, they indicated that: 
The NCR had joined the Department of Trade 
and Industry in their outreach initiatives because 
they were having challenges in reaching out to 
communities in rural areas. We are now able to 
reach communities in other provinces.

When asked about any interventions that 
they put in place to assist debt counsellors in 
assisting over-indebted consumers, this is what 
they said: 
The NCR had been collaborating with the South 

African Police Service (SAPS) and the South 
African Social Security Agency (SASSA) to 
monitor illegal credit provision and subsequently 
credit providers who have been practising illegal 
credit provision have been arrested.

When asked if NCR has follow-up mechanisms 
that they use on practices of the debt 
counsellors, they indicated as follows: 
There are mechanisms like the regular visits that 
the Regulator does.  The NCR conducts regular 
workshops for debt counsellors; in addition, 
regular communiqués to debt counsellors are 
issued.

When asked about the other offices they have 
other than the one in Midrand, Gauteng 
Province, they said: 
Currently, the duties of the NCR are only 
conducted in Gauteng Province. The NCR staff 
in the company of the Department of Trade and 
Industry does conducts workshops at various 
provinces from time to time. 

When asked if NCR give support to the debt 
counsellors, they indicated that: 
The NCR does support debt counsellors by 
monitoring, holding workshops where various 
stakeholders take part.

fIndIngs and ConClusIons
The reviews of literature and the purposive 
interviews have both been described above. 
What emerged from the descriptions of 
both phenomena will now be discussed.

It was noted that some of the registered debt 
counsellors have stopped practicing and not many 
people are applying to become debt counsellors. 
People need Matric certificate and a two-week 
debt counsellors’ course to be registered as a 
debt counsellor. Debt counselling service is not 
effectively performed due to lack of professional 
integrity, incompetent debt counsellors, and 
lack of sufficient support from the NCR. 

The registered debt counsellors are not adequately 
trained.  The visits, road shows and communiqués 
conducted by the NCR are insufficient as they do 
not reach all debt counsellors across South Africa, 
particularly in rural areas. Most road shows are 
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conducted in Gauteng Province. The NCR should 
embark on mechanisms that they can use to 
follow-up practices of all the debt counsellors 
in South Africa as mandated by the NCA. 

Furthermore, the NCR takes a long time to 
process transfers of consumers from one debt 
counsellor to another and also in responding to 
problems raised against some credit providers. 
The support that the NCR provides is limited to 
debt counsellors who resides in Gauteng Province.  

reCommendatIons
The main purpose of this paper was to investigate 
the role of the NCR in debt counselling 
within the South African context. Based on 
the findings and the conclusions, the paper 
recommends that the NCR should review 
the prerequisites for and the qualifications 
for people to register as debt counsellors. 

In addition, the NCR should in consultation 
with accredited trainers; upgrade the content 
of the debt counsellors’ training manuals. 
Furthermore, an occupational curriculum 
for the debt counselling profession and the 
credit industry should be designed.  This 
curriculum should mainly focus on the critical 
competencies for the debt counsellors to enable 
them to perform tasks as required by the NCA.

A more outcomes- based approach with exposure 
to business management may alter the situation.  
Arrangements can be made with accredited 
institutions of higher learning that offers business 
management courses. This will eradicate the 
registration of incompetent debt counsellors. 

Furthermore, during such training sessions, 
prospective debt counsellors should be 
subjected to assessment criteria and be granted 
with either a competent certificate or an 
advanced certificate prior to their registration.  

The NCR should arrange road shows in all 
provinces to educate consumers about the dangers 
of incurring unaffordable debts. The NCR should 
also make consumers aware of the existence 
of debt counsellors and the services they offer.

The NCR should appraise the outstanding 
performances of various debt counsellors so as 

to encourage excellence.  These performances 
can be made public on the debt counsellors’ 
regular newsletters, in order to motivate other 
less-performing debt counsellors.  South African 
media can also be used to announce regular 
outstanding performances of debt counsellors.  
This will stimulate recognition of debt counsellors 
and performance will therefore be improved.

It is also recommended that NCR should 
establish and open satellite offices around all 
nine provinces of South Africa, not only to 
deal with extensive duties conferred on it by 
NCA, but also to deal with administrative 
matters arising in each province, especially in 
the light of provincial demographic variance.

Following from the performance appraisal 
recommendation, external monitors who 
will evaluate and report on the services of the 
debt counsellors should be appointed.  The 
NCR should also make the reports public, 
so that each debt counsellor can be aware of 
how his or her counterparts perform.  This 
would encourage efficient service provision.

managerIal aPPlICatIons
From the literature studied and the empirical 
findings, debt counsellors are not adequately 
trained by the NCR; the monitoring of the services 
rendered by the debt counsellors is limited to 
Gauteng Province and not to other provinces. The 
NCR takes time to respond to problems raised 
against certain credit providers. Furthermore, it 
was discovered that the training that the NCR is 
offering is insufficient for a person to become a debt 
counsellor.  This study provides insight for the debt 
counsellors and the NCR into the restructuring 
and the amendments of the registration policies 
and practices of debt counselling process.

lImItatIons of tHe studY
Limitations are matters and occurrences 
that arise in a study and which are not of 
the researcher’s control (Simon & Goes, 
2013).  Limitations influence the extent of 
the study and it also affect the end result and 
conclusions that the researcher can take.

Population: The study was limited to the NCR’s 
staff. Only ten staff members were interviewed.   
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reported data: The researcher interviewed 
NCR staff members and relied on the 
information gathered.  Unfortunately some 
of the information cannot be verified and 
it can have elements such as the following: 

1. Selective memory - remembering or not 
remembering experiences or events that 
occurred in the past;

2. Attribution - attributing positive events 
and outcomes about their own services and 
attributing negative events and outcomes 
about other stakeholders; and

3. Exaggeration of responses.   
The researcher is of the opinion that the findings 
of this study could be used for further study to 
determine if NCR’s satellite offices are established 
in other provinces and whether debt counsellors in 
rural arears are receiving the support from the NCR.
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SETAs were established to develop skills for 
the South African workforce by funding skills 
development programmes. Although complying 
with accounting practices as required by the 
Public Finance Management Act, they have no 
recognised costing system, leading to project 
budget write-back challenges. A situation that 
seriously hampers the development of the 
South African work force. To mitigate this 
problem and considering the service charter of 
the SETA “projects”, the study aims to examine 
the appropriateness of Activity Based Costing 
(ABC) to address the current system deficiencies. 
Taking the case of the Wholesale and Retail SETA 
(W&RSETA), inspection of SETA regulations & 
manuals, and conducting structured interviews 
with employees on decision making and 
operational levels, the study finds that even 
though the current system already resembles 
aspects of ABC, further aspects of ABC may be 
recommended. The study used ABC to derive 
an adjustment to the current stipend rate and 
the training provider compensation procedures. 
It also suggested solutions to procedural issues 
challenging the W&RSETA thereafter. Since all 
the SETAs were established for the same purpose, 

have common objectives and are operating 
similarly, the results may be transferable to other 
SETAs.  

Keywords: sector education and training 
authorities (setas), activity Based Costing 
(aBC), Project write-backs, financial Planning

IntroduCtIon and oBJeCtIVes of 
tHe studY
Sector Education and Training Authorities 
(SETAs) were established in terms of the Skills 
Development Act of 1997 to administer the 
education and training levy grant system and 
to perform Education and Training Quality 
Assurance body (ETQA) functions in the 
economic sector they cover (SAQA, 2000:16). 
The primary objective of SETAs in South Africa is 
to develop skills for the workforce of the country 
by funding skills development programmes such 
as learnerships, internships, apprenticeships, 
bursaries and more (W&RSETA, 2012). The 
SETAs accomplish this primary objective through 
financing skills development projects, where 
sometimes employers (companies) are invited to 
apply (discretionary grants projects) or submit an 
expression of interest (mandatory grants projects) 
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on the projects advertised (W&RSETA, 2012). 
In other instances, employers randomly submit 
skills development proposals (rural development 
projects) for unadvertised projects, however 
still addressing an established SETA objective.  

These projects are implemented in accordance 
with the mandates (requirements) listed in the 
Sector Skills Plan (SSP) (SETA plan of action). 
This SSP is formulated by the SETA in line 
with the National Skills Development Strategy 
(NSDS) objectives (W&RSETA, 2012). Funding 
for the projects is obtained through the Skills 
Development Levy (SDL) paid by employers and 
collected by the South African Revenue Services 
(SARS). The levy paying registered companies 
pay 1% of their total payroll to SARS monthly. Of 
this levy, 20% is transferred to the National Skills 
Fund (NSF) and the remaining 80% to the SETAs. 

In implementing the skills development projects 
the SETAs face challenges such as an ineffective 
costing system coupled by the lack of appropriate 
project management competencies. The inability 
to effectively allocate and distribute funds for 
training and development projects leads to the 
inability to spend funds earmarked for programmes 
to skill the workforce and ultimately hampering 
the economic development of South Africa. Since 
funding skills development programmes is the 
primary function of the SETA, not spending the 
SDL also leads to unfavourable audit opinions 
expressed by the Auditor General South Africa 
(AGSA) (Parliamentary Monitoring Group, 2012). 

To add to the challenges, it was discovered that 
when the SETA prepares a budget and allocates 
funding to projects, it only considers business 
cases (submitted by project owners) that meet the 
NSDS objectives (W&RSETA, 2013:10). Hence, 
comparing the requirements (NSDS objectives) 
with the expected outcomes of the prior year 
project budget and actual spending against it, 
it can be determined that the SETA does not 
consider among others, the following factors 
that may influence the outcome of the projects:

•	 Learner stipend/remuneration rate vs. learner 
living costs. 

•	 Success versus (vs) failures of previous projects 
(to identify non-value adding activities).  

•	 The timeframe involved in implementing a 
project. 

•	 Definition of project roles, such as who 
(skilled relevant individuals or team) does 
what (roles) and when (in relation to the 
deadlines).

Failure to consider any relevant factor that may 
contribute to the success of a project, results in poor 
project planning that leads to ineffective project 
implementation and, consequently, contributes to 
project write-backs.  Apart from the detrimental 
effects on the development of the South African 
workforce, ineffective project implementation 
affects the image of the SETA and diminishes 
chances of a license renewal and hence the SETA 
as a going concern. SETAs operates on a 5-year 
license contract issued by the Minister of Higher 
Education and Training. In a nutshell, South Africa 
has a strategy to develop its workforce to ensure 
economic development and social upliftment. 
For this strategy to be successful, SETAs need to 
execute their mandate or could face termination.

In addition to this, AGSA (2014:169) stated 
that some of the audit findings are results of 
inadequate systems to identify non-compliance 
with legislations. This suggests that the designed 
internal controls are ineffective. AGSA (2014:171) 
mentioned that it may be caused by the failure 
to monitor the performance of employees and 
to hold accountable those individuals who have 
not met the organisational expectations (the 
report refers in particular to the internal control 
department). Furthermore, the report also 
stated that those charged with governance were 
too slow to execute mandates and implement 
action plans to achieve the objectives of the 
company (AGSA, 2014:172). This impacts the 
organisation negatively, as it is likely to delay the 
project implementation process (objective), thus 
affects beneficiaries (discourage to participate) 
so that it results to project write-backs.

Also as mentioned and confirmed by  
conversations with employees at the W&RSETA, 
no recognised costing system was developed or 
prescribed for SETAs. SETAs have been operating 
in terms of the regulations issued by government, 
and complying with managerial accounting 
practices as required by the Public Finance 
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Management Act (PFMA). 

Thus, summarising the situation of the SETA, it is 
phased with a high level of project write-backs that 
could lead to negative audit opinions. These audit 
opinions could negatively impact the organisation 
and lead to termination of the SETA. Besides that, 
project write-backs result from systematic setbacks 
and procedural issues. These issues include

•	 inadequate methods used to determine project 
values (e.g. stipend rates and management 
and delivery fees),

•	 the facts that
 » the organisation is unable to monitor 

employee performance, 
 » the system is unable to detect non-

compliance to regulations, and 
 » management is too slow to implement 

action plans that could assist the 
organisation in achieving its objectives.       

Therefore the objectives of this study are

•	 to examine whether the costing system of the 
W&RSETA can be improved by considering 
elements of Activity Based Costing (ABC) 
complementing the PFMA and current 
regulations, to improve the functioning of 
the SETA for the benefit of the South African 
workforce, and

•	 also to make proposals which could deal with 
the detected organisational and procedural 
issues.

Since all the SETAs were established for the 
same purpose (i.e. to address the issue of skills 
development), they all have common objectives 
and are operating in a similar manner (FP&M 
SETA, 2016). Therefore, a study regarding the 
costing system in one SETA could be transferable 
to the other SETAs where the same situation 
exists. This study has chosen a case method to 
achieve its objectives. It investigates the case of the 
Wholesale and Retail SETA (W&RSETA). Thus, 
the study aims to examine the appropriateness of 
ABC to address the current system deficiencies.

Current oPeratIng ProCesses of 
tHe seta 
The W&RSETA was chosen as the research 

object, since the sector of the economy that 
the W&RSETA represents is the fourth largest 
contributor to South Africa’s Gross Domestic 
Product (GDP) at about 13.3%, and it employs 
19% of the total active workforce of the country 
(W&RSETA, 2013). At the W&RSETA the 
costing process applied is simply a system where 
the SETA generates revenue and disburses it to 
its key stakeholders through skills development 
projects interventions, as already discussed. 

Apart from the SDL that is still regarded as 
the main source of revenue for the SETA 
organisations, they generate additional revenue 
from interest earned on short and long term 
investments and penalties on late SDL payments. 
Budgets/projections are generated and approved 
based on the SDL receivable in that financial 
year. It is thus expected by government that at the 
end of each financial year the SETA must have 
spent or committed (through actual contractual 
obligations) at least 95% of discretionary funds 
available to it. SETAs can only have a maximum 
of 5% (the acceptable level of write-back from 
projects) uncommitted funds to be carried 
forward to the next financial year (RSA, 2012:8). 

To develop a budget, project owners need to 
submit a project proposal or business case that 
clearly states the project objectives and should 
be aligned with the NSDS as directed by the 
SETA SSP (W&RSETA, 2013:7). The appointed 
SETA board reviews (several meetings) the 
project´s objectives based on the project criteria 
set by the organisation (as redirected by the SSP) 
and the government. Besides the objectives, 
the business case also provides information 
on costs or funding needed to deliver on the 
stated objectives. To value the project business 
case, the organisation then uses market related 
standard rates for all the interventions they have 
on the project (non-reviewed learner stipend/
remuneration rates, management and delivery 
costs or tuition fees payable to training providers). 

As mentioned, the SETA considers NSDS objectives 
when developing project budgets (W&RSETA, 
2013:10), as they are regarded as the measure of 
success for the SETAs (performance indicator for 
the administration team). For the SETA to deliver 
on its mandate and achieve the NSDS objectives 
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as well as the SSP, it uses two major instruments 
to fund its skills development projects, namely 
mandatory grants and discretionary grants:

•	 The SETA is firstly expected to allocate 
the mandatory grants (explained below) 
to qualifying and participating employers 
(affiliated under the sector) through the 
Work Skills Plan (WSP) and Annual 
Training Report (ATR). The WSP and 
ATR are regarded (currently) as the only 
measure for mandatory grants distributions 
and are expected to be implemented every 
financial year with a requirement that the last 
allocation on this project must be made on 15 
August (year-end 31 March) (RSA, 2012:7). 
 
Mandatory grants are designated, as required 
in Regulation 4 of the Skills Development Act 
(Act. No. 97 of 1998), to fund the education 
and training programmes as contained in the 
WSP and ATR of a SETA. On this project, 
an employer is expected to recover up to 
20% of the contributions they made to SARS 
through the SDL, by submitting the WSP and 
ATR. However, similar to other SETAs, the 
W&RSETA faces challenges when it has to 
distribute mandatory grants to the affiliated 
companies, in particular the small, micro and 
medium enterprises (SMMEs). Most of the 
employers classified as SMMEs do not want 
to participate in the mandatory grant projects 
and view it as a waste of time and resources 
as the process is extremely demanding and 
small companies are struggling to meet all 
the requirements (FP&M SETA, 2016). In 
addition, the amount they can recover after 
participating is very small (e.g. in case of a 
company with 10 employees the mandatory 
grant is only up to R2 000). Where SMMEs 
chose not to participate it is quite possible 
that the scenario would result in a project 
write-back leaving the SETA with a situation 
of under spending of funds and unfulfilled 
mandate.

•	 After the mandatory grant project is 
closed, the SETA is required to transfer any 
unallocated funds and interest earned to the 
discretionary grant fund on the 15th of August 
each year (RSA, 2012:7). Projects funded by 

discretionary grants are implemented by the 
SETA at its own discretion to achieve the set 
NSDS objectives. The purpose of discretionary 
grants is to encourage the workforce training 
initiatives of employers and other stakeholders 
by funding their skills development projects 
to contribute towards the achievement of 
the objectives of the Human Resources 
Development Strategy, National Development 
Plan, Industrial Policy Action Plan, the New 
Growth Path and the NSDS as directed by 
the W&RSETA’s SSP (under the wholesale 
and retail sector) (W&RSETA, 2013:7).  
In this context, referring to the aim of the 
study, ABC appeared from past research to 
be more relevant and realistic for service 
organisations that operate on little direct cost 
and more overhead cost (Kaplan & Cooper, 
1991; Drury & Tales, 2005, as cited in Drury, 
2008:225).

 
ratIonale for tHe use of aCtIVItY-
Based CostIng ComPonents In a 
seta 
ABC emerged to curb the inaccuracy and 
inefficiency of traditional costing systems 
(Dimitropoulos, 2007:19). It was mainly 
developed to be used in manufacturing 
companies and little attention was given to service 
organisations. However, as more knowledge 
became available on ABC, it was established that 
it focuses mainly on the allocation of indirect 
costs (overheads) and slowly became irrelevant 
for organisations/companies that had a narrow 
range of overheads. On the other hand, services 
companies have little/no direct costs such as 
material, but a lot of labour costs and overheads 
(Krishnan, 2006:80). Kaplan and Cooper (1998) 
and Drury and Tayles (2005) then adopted 
the opinion that service companies were ideal 
candidates to use the ABC costing system.

Sephton and Ward (1990) as cited in 
Dimitropoulos (2007:21) concurred and pointed 
out that financial institutions (read service 
organisations) have a potential to implement ABC. 
Chea (2011:06) documented that the financial 
institutions aimed at effectively allocating 
resources and calculating prices, hence adopting 
ABC. Qian and Ben-Arieh (2008) as cited in 
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Rasiah (2011:94) agreed that ABC is an accurate 
cost-estimation method, and can assist service 
organisations to identify and remove non-value 
adding activities. Moreover, Krishnan (2006:79) 
added that ABC assisted service organisations 
to focus their resources to value adding 
services, to achieve the objectives of the entity. 

In the case of the SETA, because of the high 
level of project write-backs, the process of 
determining the value of the skills development 
programmes requires an examination of the 
current processes. Considering the fact that 
ABC could assist service organisations in 
calculating prices, in the same sense, the study 
could also use ABC to evaluate the methods 
used to determine the project values (prices) 
and propose recommendations to eliminate 
project write-backs. A project value consist of 
learner stipend/remuneration rate and training 
providers’ fees, thus for a write-back to occur, the 
problem lies with one of the two components. 
Additionally, using ABC to calculate or adjust the 
project value could also assist the organisation in 
understanding other non-monetary aspects of the 
operations, such as non-value adding activities.

Also, when compared to many traditional costing 
systems, an ABC system is often assumed to be 
more accurate in the allocation of big portions 
of overheads (Cohen, 2004:54). Additionally, it 
can also be merged with another system (such 
as traditional costing) to accomplish a wide 
variety of purposes, including budgeting, the 
reduction of costs, and the improvement of 
processes and activities (Gaula, 2011:27). Mackie 
(2006:38) further confirmed Gaula’s statement 
that elements of ABC could be merged with 
elements of Grenzplankostenrechnung (GPK) 
to derive a desired hybrid accounting approach 
to address accounting and management 
woes. In the same sense, this paper examines 
whether ABC or relevant components, 
merged with the current SETA operating 
system can help to achieve the SETA goals.

To outline ABC benefits, Kingcott (1991) and 
Edwards & Technical Information Service 
(2008:7) mentioned that ABC supports 
management techniques such as continuous 
improvements, scorecards, and performance 

management of an entity. In terms of the SETA, 
the stipend formula and training providers’ 
fees could be reviewed and adjusted timeously 
using ABC, to provide the desired output for 
the SETA. However, even though many benefits 
can be derived from its implementation, a new 
costing system such as ABC can be expensive, 
both in time and money (Evans & Ashworth, 
1995 as cited in Rasiah, 2011:94), especially in 
the case of a big organisation (such as the SETA). 

If an existing system already includes similarities 
to ABC or may experience challenges in adopting 
the full ABC system, it may be advisable to 
implement selected components of ABC and 
integrate them with components of the existing 
system. This approach may be more affordable, 
since the institution will be using its own 
resources and needs less adjustment. Drury 
(2008:228) and Agarwal (2015) identified the 
following stages of designing an ABC system that 
may also be applied by the SETA when intending 
to integrate the relevant ABC components 
with those of the current regulated operations:

1. Identifying the SETA´s major activities. 
In terms of the projects, this includes trips 
travelled to or/and from the workplace or 
training center, lease contract where the 
learner is renting accommodation during the 
programme, subsistence needed, and training 
material.

2. Identifying the factors determining the 
costs of an activity (cost drivers). Determine 
traveling distance and trips required to reach 
the training venue, square metres required 
on the accommodation rented by the learner, 
how much subsistence needed, how much 
training material needed.  

3. Collecting the costs of each activity (the 
cost pools that are directly equivalent to 
conventional cost centres). Determine rental 
cost per square metre required for the rented 
accommodation, bus/taxi fare needed to 
travel to or/and from the training venue, how 
much subsistence cost, and cost of the training 
material. 

4. Charging support overheads such as rental 
accommodation cost, bus/taxi fare, and 
subsistence cost to services (as total square 
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metres required, bus/taxi trips, required items 
in the grocery basket) on the basis of their 
consumption of the activity (rented room, 
transport, groceries etc.), expressed in terms 
of the chosen cost driver(s) (trips, square 
metres, grocery basket), add the costs per 
activity to determine the required stipend 
(learner remuneration) and/or training fee 
rate. 

It should be noted that the introduction 
of such ABC components could only be 
accurate and appropriate for the adjustment 
of the leaner stipend/remuneration rate and 
the training providers’ fees (to determine 
project value), but can however influence the 
overall efficient application of the processes.

researCH desIgn and  
metHodologY
Although the W&RSETA adheres to the 
requirements set by the government through 
the Department of Higher Education Training 
(DHET), PFMA, SARS, SDL and any other SETA 
applicable regulations, there is no recognised 
costing system in place. To gain an in-depth 
understanding of the processes and procedures, 
an examination of the W&RSETA manuals 
together with the annual reports were performed. 
Additionally a review of the Skills Development 
Act and other applicable regulations to obtain an 
overview of the policies the SETA complies with 
was conducted. The researcher also enquired 
from key staff members further explanations 
and clarity on issues encountered during content 
examination. The assessment exercise and 
the literature on ABC therefore significantly 
contributed in determining what type of data the 
study should further collect to meet its objectives.

Therefore, in order to achieve the research 
objective, judgemental sampling were employed to 
select participants and structured interviews used 
to collect, analyse and interpret data. Selection was 
based on the participants´ attributes and roles in 
the W&RSETA, in particular whether they were 
involved in the finance department and projects 
(regional offices). The finance department had a 
population of 10 officials, while the regional offices 
had an average of 9 officials per regional office. 
Each department had two officials at management 

level. The study only targeted officials in relevant 
positions. Thus, by interviewing eight (8) officials 
from both the decision making level as well as 
from the operational level and specialists, the 
target was to include all the relevant structures 
involved in finance, accounting, project 
implementation and the decision making 
process. The participants were selected based 
on their involvement and work experience in 
projects. The interviews conducted focused on: 

•	 The background of the participants,
•	 The current determination of project budgets,
•	 The current operations and activities 

 » in particular whether the system
 » assists in decision making,
 » supports the introduction of ABC,

•	 Activities that do not add value to the 
organisation?

•	 The participant´s knowledge and opinion 
about ABC (in order to determine whether 
respondents think ABC  would be  an 
appropriate costing system, and/or better 
management technique for the SETA).

Thus, together with the above mentioned 
examination of the policies and processes 
in place, the research methodology tried 
to address the identified shortcomings, i.e.

•	 to which degree it makes sense to implement 
ABC or some of its components to deal with 
the costing system related issues which lead to 
project write-backs and

•	 whether there are possibilities to deal with the 
decision and governance processes leading to 
delays in executing the SETA mandates and in 
implementing its action plans (and, therefore, 
also to project write-backs).

analYsIs and InterPretatIon of 
researCH results
Of the eight (8) targeted officials from the 
W&RSETA, seven (7) agreed to participate. 
There were only eight officials on the respective 
operational levels, division and experience that 
could be interviewed for the purpose of the study. 
With securing seven of the eight interviews the 
study still covered the structures as planned and 



1066
WWW.IBC-CONFERENCE.COM

the interviewees were deemed to provide sufficient 
data to allow the study to achieve its objective. 

For reason of anonymity the seven (7) 
participants are classified as Participants A to 
G. Since these participants were from different 
departments within the organisation and 
their inputs complemented each other, the 
answers are accepted to be accurate for the 
purpose of the study. Table 1 identifies the 
units from which the respondents were drawn.

The regional offices are project implementers and 
were represented by four participants, of whom 
two were on decision-making level. The finance 
department was represented by three participants, 
two of them from the decision-making level. The 
experience among the interviewed candidates 
ranges from 2 years to 11 years.  Thus, it is 
evident that all of the participants have enough 
work experience to understand the operations of 
the SETA, suggesting that their responses were 
credible. The participants hold qualifications 
ranging from a certificate to a bachelor’s degree 
and all of them (including senior management) 
have not affiliated with any professional 
bodies such as SAICA, IRBA, and Chartered 
Institute of Management Accountants (CIMA). 

taBle 1: W&rseta PartICIPants 

W&rseta Participants no. of 
respondents 

Finance Department 3
Regional Offices 4
Total 7

Feedback to the questions asked during the 
interviews were analysed, interpreted and 
summarised in Table 2. Mainly participants stated 
their setbacks and challenges faced with current 
operations and, at the same time, mentioned 
their desired solutions to those challenges. The 
challenges complemented the problem statement 
and the issues raised in the literature review. Some 
of the solutions are not costing system related, 
rather operations to address the crises that 
contributes to the operations of the SETA. Table 
2 links challenges faced in the current operations 
with the ideal solution as mentioned above.

During the structured interviews, it has been 

confirmed that the organisation is faced with 
numerous challenges concerning the current 
operations and the fact that the SETA does not apply 
a recognised costing system. It has also been shared 
that for many years the SETA has not reviewed its 
standard rates used to determine project values.

According to the participants, the organisation 
is faced with project write-backs that are caused 
by, among other things, a non-system related 
problem of learner dropout (learnerships, 
internships and apprenticeships). They blame 
these learner dropouts on the low standardised 
stipend/learner remuneration rate paid to the 
learners/project participants. However, the write-
backs impact the organisation negatively by 
overstating the estimated project funding, and 
result to unfavourable audit findings. This may 
be as a result of poor budgeting and planning of 
project costing in the organisation and proves 
that previous trends in write-backs are not taken 
into account when project cost is budgeted, and 
that a more accurate costing system was not 
adopted when computing the project values.

 Hence, taking these findings into account, it still 
remains to determine whether some elements of 
ABC can be appropriate for the organisation and may 
help to meet their costing and operational needs. 

reCommended sYstem 
Given the findings, with regards to the 
participants’ perspective on whether ABC or 
some of its components may be appropriate for 
the effective functioning of the SETA, it is evident 
that both the system as well as its components 
would be effective and appropriate for the 
organisation if implemented or considered to 
be applied. However, reviewing the W&RSETA 
operations and the participants’ needs, it is clear 
that ABC will only be applicable to the process of 
calculating stipend rate and computing training 
provider costs. It has also been indicated by some 
of the participants that the current operational 
technique resembles aspects of ABC in other 
phases (grouping costs into one account and charge 
them to projects using allocation codes), and thus, 
only limited changes are necessary. Implementing 
elements of ABC would only allow for developing 
sub-processes to improve the learner stipend 
rate and training providers’ fees in the current 
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taBle 2: CHallenges of tHe Current CostIng sYstem Vs. desIred CostIng sYstem

# Challenges  Ideal costing system 
a. Costing of programmes (determining of 

project values) has not been reviewed since 
the organisation was established. 

Participants desire a system that continuously 
review standard rates (stipend rate and 
management & delivery) and consider factors 
affecting the rates timeously. 

b. Providers are not paid for all learners 
enrolled, but only for reached required 
milestones. 

Training providers should be compensated for 
all efforts and costs incurred to train learners 
regardless whether they are competent or not 
and/or have completed the programme or 
not.

c. System is unable to identify activities that do 
not add value at the planning and budgeting 
phase of projects (before projects are 
implemented). 

System needs to identify value adding 
activities at the beginning of the project to 
avoid/minimize write backs at its end. This 
may also result in a favourable audit opinion. 

d. All operational decisions are taken at Head 
Office and some need to pass through 
board for approval, delaying operations for 
the regional offices and the organisation in 
general. Thus, parties involved in the project 
end up falling off the system, also resulting 
to project write-back.

Participants desire a system that allows 
regional offices to make organisational/ 
operational decisions at the regional level to 
speed up the project implementation process. 
The tender process should involve minimal 
evaluation processes and few signatories 
for the effective functioning of the buying/
acquisition of supplies to meet operational 
deadlines.

e Project roles are not clearly defined.   The organisation should clearly define project 
roles. Should also tighten the recruitment 
processes to ensure that appropriate staff 
members are employed for the critical 
roles that significantly contributes to the 
achievement of the organisational objectives.  

f. The organisation always makes project 
commitments/obligations that are more 
than 12 months, sometimes +/-3 years. This 
suggests funds would be kept in the SETA 
account rather than be used for other skills 
development mandates. 

Organisation should consider committing on 
shorter projects (less than 12 months). Then, 
funds would be used at its maximum capacity 
to finance all projects including the ones that 
need immediate finance without any delays. 

g. It is not easy to measure the level of work 
each and every employee contributes to 
the organisation: some are compensated 
less but do more work and vice versa. Some 
employees claim for traveling to the same 
place more than once in a week. 

A desired system should be able to  1) measure 
the performance of each and every employee; 
2) trace the progress of projects, identifying 
automatically activities at each and every 
stage (e.g. issue travel requests and accurately 
pair travels to the same place at the cost of one 
travel).   

operations to eliminate the challenges and to 
improve the overall organisational management.   

The following sub-sections recommend methods 
to address the mentioned costing system 
challenges:  

Unrevised learner stipend rate – ABC 
component 
The unrevised learner stipend rates have a 
negative impact on the organizational mandate 
and result in project write-backs. To eliminate 
or reduce the level of write-backs caused by this 
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challenge, it is possible to develop a model that can 
be used by the organisation to review and adjust 
the stipend rates. This model should integrate 
ABC techniques with the current operations 
of the W&RSETA. However, other than the 
model suggested by the Department of Labour 
(increase stipend rates annually based on the 
CPI rate) in their report on the investigation into 
a “Sectoral Determination for the Learnership 
Sector” (Department of Labour, 2011:16), the 
participants argued that the SETA does not have 
any other method to adjust these rates to meet 
the required cost of living for the learners on 
the programmes, hence the rate has been static 
for over a decade now. Thus, in the absence of a 
system to adjust the stipend rate, the following 
steps are recommended to be followed during the 
budget process to amend the current stipend rates:

•	 identify major resources (rental where the 
programme is implemented, transport to 
the place of employment, stationery etc.) 
needed by an average unemployed learner 
enrolled for a skills development programme 
(learnership, internship, apprenticeship). 
This component will assist to identify major 
resources that contributes in ensuring that the 
learner successfully completes a programme; 

•	 determine how much of the resources a 
learner needs for effective participation (space 
an average learner needs for accommodation, 
mode of transport and distance to travel). 
This aspect will assist in estimating the level 
of consumption each learner needs of the 
identified resources to quantify and determine 
how much in value an average learner would 
spend; 

•	 determine how frequently (trips travelled to 
workplace or training center in a month) or 
how long (lease contract) they will require 
these resources. This aspect relates to the 
duration of the contract for the training 
programme. Thus, it would be practical for 
the organisation to determine the amount 
that must be budgeted for, for the learner to 
successfully complete the programme without 
any delays;   

•	 value the resources by using standard rates 
(preferably rates applicable to the Metropolitan 
cities such as Johannesburg or Pretoria) for 

each and every activity determined to be 
required by an average learner enrolled for 
a programme (determine taxi fare per trip, 
accommodation rental per square meter, 
average learner stationery cost in a month). 
Since  the standard of living in Gauteng is 
higher than in other provinces (Business 
Tech, 2017), using Gauteng as a benchmark 
for calculating the stipend rate, the funding 
per learner should be adequate for other areas 
as well; and lastly  

•	 add the rates together to determine learner 
stipend rate. 

For continuous accurate stipend rates that 
meet the needs of the learners, it is advisable 
that the learner cost of programmes (stipend 
rates) be reviewed timeously and increased 
annually (to avoid a regression and ceasing to 
meet the minimum requirements of the leaners 
in the future). Considering the fact that the 
Consumer Price Index rate is a relative method 
to measure changes in the cost of living of 
South African households to ensure equity in 
the measures taken to adjust wages, grants, 
service agreements and contracts (Statistics 
SA, 2013:1), its use deems to be appropriate.

Training providers compensation – ABC 
component 
In most projects, employers and training 
providers are compensated based on the 
learner achievements (the milestones reached). 
It is assumed that the SETA introduces such 
a requirement in its contractual agreements 
between the employers and training providers 
to protect itself from financial loss (payment for 
services not rendered or stipends for fictitious 
learners) and to encourage full service delivery 
(from training providers) for the enrolled learners. 
This can be seen as a good strategy to mitigate 
the mentioned business risks, but can impact 
the project negatively resulting in a write-back.

This requirement suggests that all the 
leaners are similar and will achieve the set 
standards at the same time, while in reality,

•	 some leaners cope with the programme and 
achieve the required milestone enabling 
the employer and the training provider to 
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claim for their expenditures incurred on the 
learners’ progress, whereas

•	 other learners find it difficult to cope with the 
programme (due to various reasons) and fail 
to achieve the set standards as required. Thus, 
both the employer and training provider will 
only claim for their expenditures incurred on 
successful learners that have achieved the set 
standards and progressed to the next phase, 
i.e. sometimes at the later stage after many 
attempts or focused training (more costs not 
budgeted for) have been offered by the training 
provider with the support of the employer. In 
the meantime the training provider incurs 
cost to provide equal training to the enrolled 
learners (sometimes even more efforts and 
resources for the slow learners) using own 
resources.

Some employers or training providers 
(particularly the SMMEs) find it difficult to 
cope with this payment arrangement because 
of their low cash situation, thus ending up 
abandoning the project or dismissing the 
learners (some ill-treat the learners to the point 
that they resign), resulting to project write-
backs at the SETA. To address this challenge, the 
organisation needs to follow the following steps:

•	 identify the major resources (classroom, 
training assessor, stationery, etc.) needed 
by the training providers and employers for 
effective training, 

•	 determine how much the resources will cost 
them,

•	 determine how long they will need the 
resources (project time span),

•	 find the value for each resource and determine 
how much it will cost per learner,

•	 continue with the current system verification 
process before the project starts (project 
coordinator performs leaner visits and verifies 
the enrolled learners in the project),

•	 pay the projected training costs by multiplying 
the value of each resource per learner with the 
number of learners enrolled (after all learners 
have been verified), and 

•	 perform reconciliations on the training costs 
and stipends paid for every milestone reached 

to avoid over/under spending.     
Successful projects against failures – Procedural 
issue 
Since not all of the challenges are system related, 
success stories and failures of previous projects 
do not necessarily result from costing system 
failures. However, they can assist in improving 
aspects of the system to plan accurately and better 
in the future. In a nutshell, already at the planning 
stage (i.e. before the project implementation), the 
W&RSETA needs to determine which activities 
do not add value, to avoid a write-back of funds 
at the end of the project. This can be achieved 
by identifying such activities (non-value adding 
activities) from past projects and avoid providing 
funding (budget) for those activities in future 
projects until value has been determined. 

Even though projects differ from time to time, 
they often have similar activities or deliverables, 
hence they are all implemented to achieve one 
objective namely to develop the skills of the active 
workforce of the country. This can be achieved by 
examining (determining and interrogating) all 
project write-backs resulting from unspent funds 
from planned activities in previous projects. For 
the success of this process, the exercise needs to 
be conducted by the management accountant 
(management accounting expert) together with 
project manager (involved in operations). Their 
inputs are deemed to be accurate since they are 
experts in their relevant fields. Reducing or 
even eliminating the potentially identified non-
value adding activities, and avoid to budget 
(following year) for them, will reduce the 
level of write-backs at the end of the project.

Timeframe involved in project implementation 
– Procedural issue 
The time taken by the SETA to finalise, approve 
and implement projects affects their output in the 
long-run. Most of the learners participating in the 
skills development programmes are unemployed 
and actively searching for employment. Thus, if the 
SETA delays the implementation process so that it 
affects the start date, learners tend to immediately 
move to other employment opportunities for job 
security (even if they have signed contractual 
agreements with the SETA or the employer). 
Hence, the money budgeted for these learners 
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(stipend, management and delivery) will be 
written back to the SETA at the end of the project. 
To assist the organisation in overcoming this 
challenge, reporting structures in the SETA need 
to be reduced to an acceptably low level (e.g. only 
one board meeting to review and approve projects 
instead of multiple meetings). Also, it seems to be 
advisable that regional offices are allowed to make 
certain own operational decisions (affecting 
regional offices and their performance against 
the set standards) to improve the implementation 
process of projects – supervised and guided by the 
internal control department to eliminate or reduce 
business risk that may occur and harm the SETA.   

Project roles – Procedural issue 
This aspect of the system is critical, determining 
whether the project will be a success or failure. 
A failure in defining project roles and appointing 
qualified staff members can result to inappropriate 
implementation of projects and result to write-
backs, i.e. project expectations (listed deliverables/
conditions) could not be met in time, affecting 
tranche payment (stipends, management and 
delivery/training fees) schedules, resulting 
to learners absconding and vacating training 
centers (or work stations) or training providers 
abandoning the project (because they need 
money to execute the mandates listed in their 
project contracts). Thus, it is advisable to 
accurately define project roles (expectations and 
what is needed) and appoint qualified appropriate 
individuals (internally or outsourced) to 
implement the approved and allocated projects 
to reduce write-backs caused by malfunctioning 
or inappropriate implementation of projects. 

Commitment to a programme that takes more 
than 12 months to complete – Procedural issue  
Committing the SETA to a project that takes 
12 months to complete appears to impact the 
organisation negatively. Hence, funds get tied 
up in projects and are unavailable for any other 
projects that may arise (developed solely to 
address a certain part of the SETA objectives) 
to assist the organisation in meeting its targets. 
Instead of committing to a long project, the SETA 
can cut the projects into 12 monthly intervals 
for whatever period needed to accomplish the 
objectives of the project. For instance bursary 
programmes can be used as an example for projects 

that require 12 months to complete. However, 
undergraduate qualifications take a minimum 
of three years to complete, meaning that its 
funding will also require three years. Therefore, 
instead of getting into a 3-year contractual 
agreement with the learner, it is advisable that 
the SETA creates three different contracts that 
contain different requirements, for instance:

•	 year one: to be considered for the SETA 
funding, the student must have registered to 
any public higher education institution,

•	 year two: the student must have completed all 
subjects he registered for in year one to qualify 
for the year two allocation (if not, they forfeit 
the funding), and  

•	 in year three, the student must have completed 
all subjects registered in year two and be 
eligible to graduate at the end of year three.

Doing so can enable the organisation to commit 
funding only for the signed contracts in each year, 
instead of allocating funding for the period of three 
years in the first year. This method can be used in 
any project (split the deliverables and conditions). 

Return on Employee Investment (ROEI) – 
Procedural issue  
Employing qualified candidates for the relevant 
positions is not always an easy task to do. However, 
it is regarded as the best decision any employer can 
take since mostly inexperienced and unqualified 
candidates take longer to execute a task and usually 
use more resources (time, asses etc.) than expected. 

During the interviews, it has been noted that the 
system is unable to monitor and determine the 
value of every employee in the organisation and 
match with the requirements of the work to be 
done. To achieve this, the organisation needs to 
tighten the Human Resource (HR) recruitment 
procedures to only employ the best candidates 
for critical and other relevant positions that will 
assist the organisation in achieving its mandates. 
Then a system containing the following 
components should be created to monitor and 
determine employee value in the organisation: 

•	 roles of every project employee should be 
clearly defined,

•	 time required to complete each role should be 
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determined (average time),
•	 project deliverables (activities) should be 

determined and defined, 
•	 correlated projects should be grouped to 

identify similar deliverables (could be done at 
once instead of splitting them, i.e. verification 
of learners in the same area), 

•	 each project employee needs to timeously 
update their progress in the system,

•	 the system needs to consolidate all the project 
information obtained from project employees 
and match it against the requirements in each 
and every phase (every project), to determine 
if the project is on track and whether the 
employee met the required standards and 
expectations,

•	 As the projects are being loaded in the 
system, the identified write-backs needs 
to be timeously calculated and adjusted 
automatically to the commitment sheet and 
account. 

  
 ConClusIon 
This paper examined whether the implementation 
of ABC or some of its components would be 
appropriate for the operations or financial 
management of the W&RSETA. It identified that 
the SETA has not implemented any recognised 
accounting costing system since establishment, 
but complies with the regulations issued by the 
government. It was found that many of the current 
operations and system have similarities to ABC. 
Thus, it is recommended, being both probable and 
cost effective for the organisation, to implement 
certain ABC components in the operations of 
the SETA to enhance executing its mandate 
that is of national importance to South Africa.

The study identified the relevant components 
(stipend rate and training provider’s fees) of the 
current system that can be integrated and enhanced 
with ABC components (resource, resource driver, 
activity with activity cost driver, and cost object) 
to reduce the level of write-back caused by low 
stipend rate and contribute to effective operations 
of other aspects of the system, as well as other 
procedural matters that need to be addressed. It 
is imperative for the healing of the South African 
society and for its economic development that 

the important contribution the SETAs were 
expected to make, is successfully achieved. 
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aBstraCt
Many households in poor communities are 
struggling to meet their monthly financial 
commitments. Therefore, using the case of Elias 
Motsoaledi Local Municipality (EMLM), the 
researchers investigated, whether households can 
afford basic municipal services or whether the 
households are just reluctant to pay. This has a 
huge financial impact on municipalities as they 
rely on the revenue received from service charges 
to sustain rendering of services (Maphologela 
& Ngwane, 2015). A randomized survey was 
conducted amongst the households of EMLM, 
with 677 out of 680 households responding, 
and from the municipal side a semi-structured 
interview was conducted with the billing officer. 
The confrontation of both the affordability 
of services and the financial needs by the 
municipality gave insight into the true nature of 
current municipal revenue collection challenges, 
which may be utilised by municipalities in future 
accounting policy decision making. Resulting 
from this, a multidimensional approach was 
proposed: on the one hand, from the financial side, 
a re-structuring of municipal financial tariffs is 
necessary to accommodate the poor communities, 
and on the other hand, a bundle of accompanying 
measures was proposed to address the debt 
collection problem faced by municipalities.

Keywords: social aspects, affordability, “Cul-
ture of non-payment”, equivalent unit tariff 
calculation model

IntroduCtIon
The EMLM was used as the case study for 

this research due to its status as a typical rural 
municipality comprised predominantly of poor 
communities. As indicated in the municipality’s 
Integrated Development Plan (IDP) (EMLM, 
2008:24), the EMLM is situated in a primarily 
rural area (in the Highveld region of the Limpopo 
Province), with a high unemployment rate. The 
two poorest areas in EMLM being Moutse and 
Nebo known as Cross Border Areas (CBAs) have 
respectively 76% and 71% unemployment rates 
(EMLM, 2008:25) resulting in high poverty levels. 
EMLM aimed at improving service delivery to 
the communities by achieving the development 
goals as set out in their strategic plan. These 
development goals were aimed at fulfilling the 
municipality’s vision of a better life for all through 
service excellence. However, the municipality’s 
inability to collect revenue on services rendered 
limits the municipality’s attractiveness to potential 
investors and hampers municipal projects 
intended to create jobs for unemployed members 
of the community. Confronting the problem both 
at the level of affordability of services and the 
municipality’s financial needs, provides insights 
into the true nature of the challenges currently 
facing municipal revenue collection. This may 
be utilised by municipalities’ in future decision-
making concerning accounting and debt policy. 
Resulting from these insights, a multidimensional 
approach in order to provide palliatives to the 
problem of pervasive and persistent non-payment: 
on the financial side, a re-structuring of municipal 
tariffs was proposed in order to accommodate 
poor communities in particular, whilst 
addressing the appalling non-payment crisis. On 
the sociological side, a bundle of accompanying 

tHe non-PaYment of munICIPal serVICes solVed
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measures allows for dealing with both aspects, 
the issue of the “culture of non-payment” (where 
communities are educated on the importance of 
paying for municipal services and on the meaning 
of free basic services offered to poor households) 
as well as the affordability of municipal services 
to poor communities (the possibilities adjusting 
the tariff rates according to the income).

There are various social aspects that are faced 
by households (including the income received 
by households and the number of household 
dwellers) many municipalities do not take 
into consideration when calculating free basic 
services. The EMLM has been selected as it can be 
regarded as representative of a rural South African 
community, experiencing the social aspects 
that face poor households on a daily basis. The 
EMLM aims at improving service delivery to the 
communities by achieving its developmental goals 
set in their Integrated Development Plan (IDP) 
and aimed at fulfilling the municipality’s vision 
of a better life for all through service excellence 
(EMLM, 2008). As a result, EMLM is a good 
choice as a case for the objectives of this research.

Research Objectives
The research objectives were as follows:

•	 To determine the affordability of municipal 
services to households, and

•	  to determine whether municipal tariffs 
are adjusted accordingly by EMLM to 
accommodate poor communities.

Based on the received results, it allowed for:

•	 Restructuring the tariff structure to improve 
the sustainability of services and address 
regressive social aspects, and

•	 recommending accompanying measures to 
address the seemingly unstoppable “culture of 
non-payment” for services.

non-PaYment – a Culture?
Eskom’s Generation Communication (2006:1) 
newsletter mentions that municipalities might 
have generally accepted a so-called “culture of non-
payment” within their communities, as they have 
to manage losses and non-payment of accounts 
as part of their everyday operations. This “culture 
of non-payment” may have historical roots in the 

protests organized by anti-Apartheid activists in 
the 1980s, which encouraged township dwellers 
not to pay for services rendered by municipalities, 
in solidarity with the anti-Apartheid efforts of the 
time (McDonald, 2002:9).  Others believe that 
there is nothing wrong with not paying for the 
municipal services they receive, an attitude that 
is detrimental to the municipalities’ efforts to 
collect municipal charges. Even with an attitude 
not to pay for services, these communities often 
protest, demanding the delivery of additional 
free services. In this context, municipalities have 
concluded that non-payment for services by 
households will render municipalities financially 
unsustainable (Deedat & Cottle, 2002:86).

McDonald (2002:3) further states that one 
can draw a conclusion from the preceding 
observations that the entrenched “culture of 
non-payment” not only compromises the future 
ability of municipalities to render services, but 
has a negative impact on the search for enduring 
solutions for uplifting the country’s economy. 
Municipalities depend on a sustainable cash flow 
to finance their capital and recurrent budgets, 
which over the long-term should serve to create 
business environments that attract local and 
international investors, as well as other seasonal 
visitors who may serve to boost the demand side 
of local economies. Without proper cash flow, 
due to the so called “culture of non-payment”, 
municipalities may be forced to reduce the quality 
of services rendered to the community. Thus far 
this study has discussed the two perspectives 
of affordability and reasons why households 
are unwilling to pay for municipal services.

The promises made by the African National 
Congress (ANC) raised hopes that all South 
Africans, especially the poor, would receive 
adequate municipal services. However, the free 
basic services do not fulfill the needs of poor 
South Africans. Moreover, those citizens who 
receive free basic services do not want to pay for 
municipal service consumption over and above this 
threshold – leading to a “culture of non-payment.” 
In addition, public perception is that South 
Africans prefer spending money on the (state-
run) lottery, casinos, and cellphones, rather than 
on municipal services received. This perception 
was voiced in 2011 by the then-Minister of 
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Transport, Sibusiso Ndebele, who said, during the 
e-toll discussion, that South Africans want to pay 
for comfort rather than services (Ndebele, 2011). 
The High Court (2006:6) has further mentioned 
that “people will gladly pay R7 for a can of Coke, 
but complain bitterly when they must pay the 
same price for more than 1,000 litres of water”.

Regarding these problems, this study also 
tracks households’ opinions and concerns 
about the EMLM, as well as acquires more 
current view of households’ justifications 
on non-payment of municipal services.

Current sItuatIon of Poor Com-
munItIes – tHe Case of elIas motso-
aledI loCal munICIPalItY
Previously, households in the villages of Moutse, 
which forms part of the larger municipal area, 
paid a flat rate of R10 per annum and currently 
they are utilising billable services (services that 
are rendered by the municipality and paid by 
households after use) as mentioned by the then 
Chief Financial Officer of EMLM in the year 
2010 (Mathonsi, 2017:2). The households also 
have a restricted access to free basic services 
such as electricity and water. Furthermore, 
EMLM promised to all poor households that 
their outstanding debts would be written off 
to zero when prepaid meters were introduced, 
together with the introduction of free basic 
services (Rampedi, 2008). This process was 
implemented to encourage poor households to 
commence paying for services rendered by the 
municipality. However, only few honoured the 
agreement, and not all households supported 
the prepaid meter system and still preferred the 
billed meter services (since services are not cut 
when the bill is not paid) (EMLM, 2008:32). As 
a result, taking all the efforts of the municipality 
and the reactions of the households that even 
had a chance to have their historical debts 
written off into account, EMLM may be a perfect 
example of whether people are reluctant to 
pay for, or cannot afford to pay for municipal 
services (Klingelhoefer & Mathonsi, 2012:82).

Using the gathered information, a positive 
contribution towards the re-structuring of tariff 
policy in order to benefit poor communities 
can be made. This will not only benefit 

EMLM but also other municipalities of the 
same socio-economic settings as EMLM.

researCH metHodologY
Overview
While previous studies were mainly based on 
accelerating service delivery to communities 
and the reasons for non-payment for rendered 
municipal services. This study wants to suggest 
a solution to the phenomena that may improve 
the monetary situation of the municipality as 
well as taking into consideration certain social 
aspects. Therefore, this research followed a 
multidimensional approach, using information 
from different sources: (1) from a survey targeting 
EMLM households, to (2) interview data from 
EMLM (Klingelhoefer & Mathonsi, 2012:84-86).

survey targeting households 
A questionnaire was distributed in all five 
residential areas. This was done in order to 
investigate the following: 

•	 the reasons for non-payment of the tariffs 
levied on services, 

•	 tracking households’ opinions and concerns 
about their municipality, and

•	 acquiring a more current view of the 
households’ justifications on non-payment of 
municipal services. 

Interview with the billing officer 
From EMLM data was collected to retrieve 
information how revenues from tariffs cover 
the municipality´s expenditure for services, 
the share of unpaid services in relation to the 
different residential areas, their estimation of 
non-compliance and possible consequences on 
the financial budget, and sustainability. Using the 
mentioned data sources allows:

•	 to identify the main determinants of service 
paying compliances and their impact on the 
municipality´s financial budget, and based on 
this information

•	 to derive an appropriate tariff structure 
as a framework that considers financial 
sustainability of services, its impact on the 
budget, and social aspects, as well as

•	 to develop accompanying measures to deal 
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with reasons and a possible “culture of non-
payment”.

Survey to examine service paying compliance
A randomised stratified sample of 680 households 
from a population size of 220 748 using the house 
register was used to get a representative sample of 
the population of the EMLM community members. 
The survey questions comprised amongst others 
their employment status, level of salary received, 
access to basic services, the affordability of major 
services, their compliance, and reasons in case 
of non-payment. The answers received allowed 
identifying myths and facts on non-payment of 
rendered municipal services by households as 
well as the impact that non-payment of services 
has on the financial sustainability of EMLM. This 
sampling divided the community at first into 
strata of the different residential areas because of 
the distinct social structure of the population and 
different service structures between the suburbs. 
Then, in proportion to the population in each 
residential area, randomised sampled households 
were questioned. To gather confidential answers 
and to deal with ethical issues, a form was designed 
that guaranteed participant’s anonymity. To 
address the issue of non-participant households 
in the survey, households were not replaced by 
others, but revisited in case of absence in order 
to ensure the correct randomisation (otherwise 
there could have been a bias e.g. resulting 
from the fact that people could not be reached 
because they were working, thus being wealthier 
and perhaps complying more with paying for 
services. By doing so the study reached a response 

rate of 677 out of 680 households (99.6%).

EMLM consists of five residential areas with 
a total number of 60 251 households: Moutse, 
CBA, Sehlakwane, Groblersdal NU, and 
Groblersdal. To reach a confidence level of 99, 
9%, 215 questionnaires were collected from 
Moutse households and from CBA as those 
residential areas are the poorest in EMLM. For 
the other three areas, a confidence level of 95% 
seemed to be sufficient as they were the richer 
areas and served more for control purposes. 
Hence, 100 questionnaires were collected from 
Sehlakwane households, 90 questionnaires 
from Groblersdal NU and 78 questionnaires 
from Groblersdal U. Table 1 indicates how the 
researchers derived at the sample numbers.

results
The current tariff structure that is being utilised 
by the municipality to raise revenue is a two-part 
tariff consisting of a standing charge that must be 
paid to gain access to the service, and a unit price 
of a running rate for each unit consumed (see the 
calculation of tariffs in section 6 of this study). 
After completing an application, poor people can 
get a 100% subsidy of minimum basic services 
per month. Any consumption exceeding the 
minimum basic services is charged at a normal 
tariff. However, since the municipality does not 
take into account the size of the households, for 
example a “family” of two people gets the same 
amount of free basic services as a family of eight 
people, and it becomes difficult for the larger 
households to enjoy the same benefit of the 

taBle 1: random samPlIng Per Cluster (tut, 2017)

Confidence

 level
moutse CBa sehlakwane

groblersdal

nu

groblersdal

u
80%

90%

95%

99%

99.9%

99.99%

30

52

75

120

210

300

30

52

75

120

210

300

30

52

60

125

190

312

30

52

60

125

190

312

30

51

55

125

182

282

1. 3 households were excluded because the randomization criteria were violated by the interviewer.
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subsidised services. Furthermore, since there does 
not exist a proper accounting system, nobody at 
the EMLM is aware how much the tariffs levied 
contribute to cover the cost of services in the 
municipality. Also, a lot of people do not pay 
anything which seems to be a hint either for 
non-payment culture or for non-affordability or 
for misunderstanding of the word “FREE”. Thus, 
viewing the current tariff structure suggests 
that the inclusion of certain social aspects in 
the determination of free services, has not been 
properly addressed and that there may be the 
need for more law-enforcement and education.

Survey from the households
From the perspective of tariff-payers, the five 
different residential areas have been evaluated. Table 
2  gives an overview over the chosen sample and 
the compliance of households paying for services 
on time as well as their reasons for non-payment.

Of the 680 household questioned, 677 could be 
used for interpretation (99.6%).1 As expected, 
the analysis of these answers shows that there 
exist big differences between the richer and the 
poorer parts of EMLM: while 208 households pay 
on time – the majority from the two rich suburbs 

taBle 2: HouseHold´s serVICe PaYIng ComPlIanCe, CategorIzed BY suBurBs 

moutse CBa sehlakwane groblersdal 
nu

groblersdal 
u

emlm  
total

Households targeted:   215  197  100    90   78  680

Responses:   212 
(99%)

 197 
(100%)

 100

(100%)

   90

(100%)
  78

(100%)

 677

(99.6%)

Household pays on time:

(Percentages calculated from 
answers received)

      4 

  (2%)

   10 

   (5%)

   54 

  (54%)

    80 

   (89%)

   60 

  (77%)

 208

(31%)

Reasons for non-

compliance:

(Percentages calculated from 
responses received)

Household cannot afford to 
pay:

 209 
(99%)

 187 
(95%)    46

 (46%)

     10

    (11%)

    18

   (28%)

  470

 (69%)

Government does not fulfil 
its promises and should 
ensure that households 
receive free services:

 109 
(51%)

  58 

(29%)

   11

  (11%)
- -

  178

(26%)

Government officials should 
pay for households’ services 
as compensation for being 
elected:

182 
(86%)

 139 
(71%)

   11

  (11%)
- -

  332

(49%)

Household does not care 
about paying fees for 
services received:

  11        
(5%)

     9 

    (5%)

    3 

   (3%)

     2 

    (3%)

     4 

    (5%)

   29 

   (4%)

(Klingelhoefer & Mathonsi, 2012:87-88)
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(Groblersdal 80NU and Groblersdal 60U), and 
still many of the less rich, but still better situated 
Sehlakwane –, most inhabitants of the poor areas 
(Moutse and CBA) do not pay at all. Considering 
the reasons, one of the most important results is 
the fact of low income and unemployment. Also, 
an enormous amount of 73% non-compliance 
is related to misinterpretation of “free basic 
services” from the elderly illiterate members of 
EMLM who think that the word “FREE” means 
that they need no longer worry about paying.

However, according to the answers 
obtained from the questionnaire, protest 
was a very important reason for non-
payment of municipal services as well:

•	 178 households (109 of Moutse, 58 of CBA 
and 11 of Sehlakwane) say that the ruling 
party, the African National Congress (ANC), 
is always promising a lifeline amount of free 
services during their municipal elections. 
Hence, they will refrain from paying until 
government fulfills its promises.

•	 332 households (182 of Moutse, 139 of CBA 
and 11 of Sehlakwane) feel that the political 
representatives whom they have elected 
are just using their position and power to 
live a luxurious life while the community is 
suffering. Most of them even suggest that the 
representatives have to sacrifice parts of their 
salaries to subsidies services for the poor.

•	 29 households don’t care about paying for 
services, and

•	 105 households admitted to be connected 
illegally and to bridge prepaid meters.

Obviously, looking at these answers in detail, 
it appears that the “culture of non-payment” 
is a typical problem in the poorer parts of the 
municipality. While the “richer” suburbs such 
as Groblersdal NU and Groblersdal U do not 
have any non-payment problem at all, and while 
it is still moderate in the “medium” suburb 
Sehlakwane, the community members of Moutse 
and CBA demonstrate a strong attitude against 
compliance with by far the major part of the 
population suffering from this “typical South 
African illness” (Klingelhoefer & Mathonsi, 
2012:80). The majority especially of the poor 

households desire to receive all the benefits, but 
expect others to be responsible for their service 
consumption payments. Instead of honouring 
their debts they rather spend their money towards 
other purposes. Lastly, non-payment also results 
because of a lack of strict law-enforcement as 
in these poor areas the criminal justice system 
is not always functioning properly, this making 
it extremely difficult for the legal enforcement 
of court orders. When municipalities’ cut-
off services of non-payers, these non-payers 
find it too easy to reconnect illegally (Eskom, 
2016:1). These illegal connections is a challenge 
to municipalities as the consumptions 
cannot be traced to a specific household.

Interview with the billing officer
The municipality was approached as well in 
order to gain the most comprehensive possible 
framework within which to model a tariff structure 
intended to assist the municipality in combating 
non-payment for services rendered to poor 
households. It was necessary to obtain information 
from the municipality to understand the intensity 
of the challenges it is experiencing in terms of 
service delivery and receipt of payments from 
households. The CFO nominated a billing officer 
to be interviewed for the purpose of this study. The 
following is the responses from the billing officer.

The EMLM provides services to 60 251 households, 
excluding vacant stands (for which an availability 
rate is payable). On a monthly basis between 29% 
(7  985) and 35% (9  637) of those households 
pay their municipal accounts. Amongst the 
factors contributing to the municipality’s current 
revenue collection challenges are countless faulty 
and compromised meters that contribute vastly to 
uncollectable revenue. It was established that, as 
of 2013, 2 640 households were registered in the 
indigent programme, meaning that their monthly 
household income was less than R1  200. These 
households receive a monthly free basic services 
package of 50kWh of electricity, 6 kiloliters of 
water, free sanitation and free refuse removal. 
The response from the billing officer indicates 
that indigent households are expected to pay for 
consumption exceeding the free basic services. 
Also this interview supported the assumption 
gained from the questionnaires that due to the 
low level of education in the poor areas, most 
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households might not understand the concept of 
free basic services, thinking that they were not 
required to pay for any services as they consider 
electricity, water, sanitation and refuse removal to 
be the “basic services” they are entitled to receive 
“free”, and (conveniently) missing the point that 
only the survival quantity is the “basic” element in 
the concept. This, on top of affordability concerns, 
contributes significantly to the revenue collection 
challenges facing the municipality in these areas.

From the municipal point of view the high 
unemployment rate also contributed to non-
payment. 30  076 households had no income 
and 20 899 households earned below R5 000 per 
month. Only 6  636 households earned above 
R13  000 per month. It lead to the municipality 
becoming indebted in order to finance its day-to-
day operations and continued to render services to 
its un-paying community. Another contributing 
factor identified by the municipality is the attitude 
of households which, due to their poverty and 
inability to pay, do not care if service payments 
and accounts are in a state of escalating arrears.

The municipality is supposed to pursue all 
outstanding revenue in accordance with the 
revenue and debt collection policy set by the 
municipal council. If the debt collection policy 
were properly followed, non-payment for 
services rendered would not be an issue for the 
municipality. The EMLM draft credit control 
and debt collection policy (EMLM, 2016:19) 
even states under Section 13, that households are 
required to provide amongst other documents 
proof of income before granting a service 
connection to a customer. It further demands 
that debt collection is to be done by means of 
sanctions, warnings, disconnections, eviction, 
and other legal processes, until the outstanding 
amount is recovered. Furthermore, the policy 
(EMLM, 2016:23-24) stipulates, that a debtor with 

an amount outstanding for 60 days should receive 
a notice letter requesting the debtor to respond 
within 14 days. If the debtor fails to respond, the 
account is handed over to the council attorneys 
who shall list the debtor at a Credit Bureau. 
The municipality displays pamphlets at the 
municipal offices, informing the public of these 
policies. If, however, any of the municipality’s 
policies are not understood by the public, due 
to illiteracy or language barriers, the public 
can request assistance from a dedicated office. 

Thus, based on the stated draft credit control 
and debt collection policy of the EMLM 
and the reported payment problems in the 
municipality, it seems that municipalities are 
not strict and only impartially enforcing their 
own policies in the areas they govern, perhaps 
due to political influence exerted by councillors, 
or – equally plausible – since often successfully 
enforcing multiple evictions will not materially 
improve the long-term financial situation of the 
municipality. Instead, successful urbanisation 
depends, amongst other things, on near full 
and sustainable employment of the citizens. 
The information contained in the responses 
provided by the municipality and the community 
will be used when drafting a new tariff model 
that includes due consideration of the social 
factors affecting affordability, such as lack of 
regular income, large households, shortage of 
disposable income, and child-headed households.

model for a neW tarIff struCture 
aCCommodatIng soCIal faCtors 
affeCtIng affordaBIlItY
Since one of the problems of the current tariff 
system (the free basic services received by the 
poor) is that it accommodates only marginally 
for social aspects and does not really account for 
the different size of households, a revised tariff 
structure should comprise of two parts: the basic 

fIgure 1: tarIff CalCulatIon
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charge where the middle and upper classes users 
pay based on the category of affordability and the 
usage charge according to the amount of services 
they actually consume. Thus, the following 
is presented for the calculations of tariffs:

These parts fulfil the following intended purposes:

BASIC CHARGE:
In ensuring that the municipality still recover 
the costs for access and infrastructure of the 
services rendered. The municipality may possibly 
charge a flat rate differing in two categories 
namely the upper class and the middle class.

USAGE CHARGE:
The households will be charged the 
amount of consumed services in 
accordance to their scale/category.

To deal with the different social categories it 
seems to make sense to transfer the equivalent 
unit calculation from cost accounting to the 
calculation of tariffs (for its use for other tariff 
calculations cp. for example Matschke and 
Hering 1998:84-87). This means that residents 
of the different social categories would have to 
contribute also with different tariffs to cover the 
total costs of services rendered to the community. 
Thus, one category (e.g. the very poor) gets the 
equivalent unit 0 and people from the other 
categories multiples of a unit (eg. 1.5 for the 
middle class category, 2.7 for the upper class). 
To demonstrate this, an example shall be used:

example:
Assume that EMLM needs to recover R3 418 
800 per month for the services it has provided 
to the community, based on the R41 025 600 
per annum it needs to collect and there are 
60 251 households in EMLM. So in order to 
determine how households should contribute to 
the R3 418 800, the class of households will be 
defined by the income they earn. The income 
determination will determine the buying power 
that the household will have and their ability 
to afford municipal services. Table 3 defines 
each class by salary earned, according to data 
collected and analysed by Statistics South Africa.

Having determining the households classes it 
will be necessary to determine how each class 
will be contributing towards the money owed 
to the municipality for the services rendered. 
The paying categories will contribute in paying 
the R3 418 800 owed to the municipality, 
according to the following equivalents units.

Categories a-C: Poor Classes
These categories will not pay for services 
received. However, service consumption 
will be monitored and infrastructure 
improved to eliminate wastage and abuse.

Categories d-f: middle Classes
The lower middle class (category D) will contribute 
1.00 part (equivalent unit 1.00), the middle class 
(category E) will contribute 1.50 parts (equivalent 
unit 1.50), and the upper middle class (category F) 

taBle 3. Class aCCordIng to salarY earned

Class
annual salarY range

(stats sa, 2011:141) 

annual HouseHold InCome  
(emlm IdP, 2016:83)

Absolute poor class R0.00- R6 840 R0.00 – R4 800

Relative poor class R6 852- R10 140 R4 801 – R9 600

Poor class R10 152- R54 636 R9 601 – R38 200

Lower middle class R54 648 – R118 623 R38 201 – R153 800

Middle class R118 644 – R252 024 R153 801 – R307 600

Upper middle class R252 036 – R684 108 R307 601 – R614 400

Upper class R685 200 upwards R614 401 or more
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will contribute 2.00 parts (equivalent unit 2.00).

Category g: upper Class
The upper class will contribute 2.746 parts 
(equivalent unit 2.746). In this way equity is 
addressed, benefiting the underprivileged and 
saving the municipality money previously 
expended attempting to collect uncollectable 
revenue from non-paying households in the poor 
categories. The lower middle class might enjoy a 
bit of relief, and the upper class will pay lesser than 
what they currently paying (see figure 1 below).

Under the proposed tariff model (figure 1), 
poor households would not be liable to pay for 
municipal services. Households in the middle 
class categories D, E, F and G would have to pay 

R350 respectively. However category E, F and G 
will have to pay R525, R700 and R961.10 this will 
be according to figure 1 and table 4 of this study. 
The R350 is seen as a basic charge and above R350 
will be seen as a scale charge. Thus, recovery of 
R3 418 800 is achieved. Thus, we get exactly the 
following calculation as depicted in table 4 below

Through this model, the costs of services (R3, 418, 
800) are still covered, but the people pay staggered 
to their income category. This calculation can be 
done for both parts of the tariff – the basic and 
the user charge. Therefore, legislation should be 
amended in order to accommodate the proposed 
tariff model as depicted by figure 1 and table 4. 
Currently, the existing tariff policy stipulates that 
each poor household must receive 6kl of water 

fIgure 2: an eXamPle of tHe ProPosed tarIff model

taBle 4:  an eXamPle of total ContrIButIon BY HouseHolds

Categories Contribution per 
Household

no. of 
Households

total Contribution by 
Households

Absolute poor R0.00 x 0.00 X 40 000 =                  R0.00
B) Relative poor R0.00 x 0.00 X 12 000 =                  R0.00
C) Poor R0.00 x 0.00 X 6 115 =                  R0.00
D) Lower middle R350 x 1.00 X 2 500 =       R875 000.00
E) Middle R350 x 1.50 X 1 500 =       R787 500.00
F) Upper middle R350 x 2.00 X 1 136 =       R795 200.00
G) Upper R350 x 2.746 X 1,000 =       R961 100.00
total R3 418 800.00
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and 50kWh of electricity. Furthermore, a project 
will be undertaken with EMLM to determine the 
viability of the method in a more real life situation. 

Why a model like this is necessary?
The rationale behind this new tariff structure is 
that poor households are currently reluctant to 
pay for municipal services, no matter the tariff 
or quality of services, for a variety of reasons. It 
would be to the advantage of the municipality 
and the community at large to save the effort, 
time, and money expended attempting to recover 
costs from these households. It would further 
be to the advantage of both municipality and 
community to avoid aggravating the mood and 
situation of residents of the poor community with 
actions to cut services and police illegal electricity 
connections that frequently result in protests. 
The municipality can rather direct its focus to 
establishing infrastructure to eliminate wastage of 
electricity and water in these areas, and monitoring 
service delivery in the ‘free zones’ to combat abuse 
of the system. Since poor communities are not 
paying for services in any case, the municipality 
may be able to achieve a more stable financial 
position simply by not pursuing non-payers in 
the ‘free zones’ and saving the associated costs.

The new model does not necessary shift 
responsibility but takes into account reality 
and put it into practice. The money used by 
the municipality to recover its debts could be 
used to finance the infrastructure. For example, 
if the total revenue due to the municipality is 
divided amongst the paying households, these 
paying households will save on what they are 
paying now (refer to figure 1 and table 3). In 

upper areas each household will pay R961.10 for 
services utilised and currently they pay as high 
as R4 000 for electricity only. Furthermore, this 
proposed tariff model makes it possible to attract 
new investors and retain existing investors, as 
municipalities will no longer spend their limited 
budget on collecting uncollectable revenue 
from the poor, and will thus be able to dedicate 
more money to maintaining the infrastructure 
on which businesses rely.  Table 5 provides the 
limitations and benefits of the proposed tariff 
model by the researchers in order to eliminate 
arising concerns about the proposed model. 

Applying equivalent unit calculation, the 
presented approach may deliver the same amount 
of tariff revenues as any other approach, but it is 
still based on consumption. Although considering 
social aspects, it allows the municipality to easily 
facilitate tariff determination: the municipality 
can draft the calculation e.g. on an Excel 
worksheet that allows iteration to seek appropriate 
levels of tariff. The goal should be to, where 
possible, provide a cost-reflective service charge 
as stated by the Constitution of the country.

Concerns and precautions
One of the biggest possible risks of the proposed 
tariff model is that the system might be open to 
abuse by poor households. Since they will not 
be liable to pay for the services they consume, 
they might not take care of these services, hence 
careful monitoring is required. In other instances, 
households may see an opportunity for opening 
businesses operated with free municipal services. 
It is suggested that the proposed tariff model 
accommodate small informal businesses in these 

taBle 5: lImItatIons and BenefIts of tHe ProPosed tarIff model

Benefits limitations

No illegal connections The middle & upper class will bear the cost burden

Eliminates wastages of municipal services Abuse of free services in non-paying areas by 
businesses and poor households.

Benefits limitations
Creates social spin-off by the poor
Will attract new and retain existing investors

The equivalents unit calculations will be utilised 

Saving on cost recovery fees
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areas, as these poor communities require some 
form of income to survive. However, free services 
should not be provided to businesses once they 
become formal or businesses of scale. Large 
businesses tend to consume more electricity 
and should therefore be monitored regularly.

ConClusIon
The study investigated whether the EMLM 
accommodated poor communities in their tariff 
setting on service delivery and whether these 
tariffs were affordable to these poor communities 
or whether they are just non-compliant to pay. 
According to the answers received from 677 of 680 
questionnaires it was found that the municipality 
did not adequately accommodate poor 
communities in setting service delivery tariffs 
and as a result these tariffs were not affordable 
to poor communities and so they subscribe to a 
generally accepted “culture of non-payment”. The 
findings led to the development of a proposed 
tariff model that took into account the financial 
needs of the municipality and the social factors 
within the community that affected their ability 
to afford municipal services. The proposed tariff 
model will assist in cost recovery, as costs will 
be collected from users relative to their income 
categories, and will provide great relief to the poor. 
Employing the equivalent unit calculation method 
from cost accounting in tariff calculation enables 
tariffs to be adjusted to recognise social factors.

The non-payment for services causes backlogs 
in the provision of services to the community 
by the municipality. Hence, it is recommended 
that the poor receive free services, because the 
municipality will continuously render services 
to these non-paying communities in any case. If 
the municipality cuts services, these communities 
illegally re-connect these services themselves. 
Therefore, it will reduce fruitless expenditure 
and effort if the municipality were to offer these 
services for free to these communities, while 
recovering the costs from the richer classes.
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aBstraCt
The new millennium has seen the emergence of 
a remarkably novel generation of communication 
and interaction possibility in the form of social 
media. Social media has grown to become 
an alternative channel for communication 
and customer service delivery. Firms have 
significantly invested in social media activities 
and this study seeks to evaluate the impact 
of social media technology use in improving 
customer relationship management. Based on 
a nationwide survey of 234 small and medium 
hospitality firms, the study employed structural 
equation modelling to analyse relationships 
between variables and corroborate hypotheses 
proposed.  The results from this study suggest 
that social media technology positively 
influences relational information processes and 
eventually customer relationship management 
performance. The novelty of this study is that 
it uses emerging social media technology 
enhancements to provide insights into how these 
can enhance customer relationship management 
through relational information processes. 

Keywords: customer relationship management, 
social media, relational information processes

IntroduCtIon 
Today’s everchanging, discontinuous and complex 
business environment has technically challenged 
the creeds of traditional business operations 
worldwide. The use of technology in identifying 
profitable new markets and new customers has 
pushed firms above the weight of the dynamism 
in the business environment and aided in 
creating customer value (Subramani, 2007; 
Bitner, Brown & Meuter, 2000). With the advent 

of the new millennium, the world has witnessed 
a remarkably novel generation of communication 
and interaction possibility in the form of social 
media. The revolution in information and 
communications technology through social 
networking has created new on-line channels 
and possibilities for gathering, exchanging, and 
sharing products and services information as well 
as personal experiences with brands (Hennig-
Thurau, Malthouse, Friege, Gensler, Lobschat, 
Rangaswamy, & Skiera, 2010). Moreover, with the 
expansion into smartphones and tablet personal 
computers customers have been empowered 
to share behavioural patterns, feelings and 
product experiences with others swiftly via 
social networking sites (Popp, Wilson, Horbel 
& Woratschek, 2016). The decision by existing 
social networking sites to move to smartphone 
apps, with their ubiquitous and flexible nature, 
also led to the increase in penetration and 
awareness of products and services to more 
internet users (Kim, Jeong, Ji, Lee & Joen, 2015).  
As the media landscape continue to change, 
firms have begun embracing social media as a 
means of engaging with their customers (Rishika, 
Kumar, Janakiraman & Bezawada, 2015). 

Because businesses operate in consumption-driven 
societies, there is need for firms to aggressively 
seek methods of differentiating their brands to 
create unforgettable experiences. Social media has 
been helpful to firms that seek to promote their 
products and brands (Park, Rodgers, & Stemmle, 
2011). Progressing beyond personal usage, social 
media has been adopted by businesses in their 
operational and innovation activities (Kiron, 
Palmer, Phillips & Kruschwitz, 2012). Andzulis, 
Panagopoulos & Rapp (2012) add that social 
media has gone through some transformation 
processes to become a complementary sales 
channel and in some instances overtaking 
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primary distribution channel. The ability to 
access and share content like video and photos 
has made social media to be a vital marketing tool 
for businesses (Makri & Schlegelmilch, 2017). As 
a result, the online interaction between brands 
and consumers may be a tool to improve brand–
consumer relationships as well as their offline 
behaviours (Bolotaeva & Cata, 2010).  Social 
media has enable firms to intensify their word 
of mouth campaigns on their products thereby 
keeping in constant touch with their customers 
and dialogue with other stakeholders (Kelleher 
& Sweetser, 2012; Gamboa & Gonçalves, 2014). 

As businesses continue to make use and 
progressively rely on social media in their 
engagements with customers, empirical studies 
have focussed on clarifying the various of 
engagement by businesses through social media, 
factors motivating decisions to contribute 
content to social media and how web based 
technologies interact with traditional marketing 
(Toubia & Stephen 2013; Stephen & Galak, 
2012). While there has been an increase in the 
amount of research focussed on the impact of 
social media (Opgenhaffen & Claeys, 2017), 
research on the recent and novel social media 
technological enhancements like live interactive 
broadcasting has been limited and in some 
instances inconclusive, especially on their impact 
on customer relationship management.  This 
implies that, although social media has been 
acknowledged as a powerful tool in building 
relationship (Hackworth & Kunz, 2010; Gretzel 
& Yoo, 2013), there is a general lack of decisive 
understanding on how it influences customer 
relationship management.  This study is an 
enrichment to existing relevant because it 
examines the influence of innovative technical 
enhancements in social media on customer 
relationship management. The novelty in the 
study lies, among others, in its combination of 
various social media platforms and the impact on 
customer relationship management in the tourism 
sector. Adopting a positivist paradigm, this study 
is quantitative in nature and employs structural 
equation modelling. Structural equation modelling 
analyses the interconnectedness in a set of defined 
constructs simultaneously (Cheng & Fu, 2013).

lIterature reVIeW
Developments that have occurred in technology, 
including the introduction of new communication 
mechanisms, have altered tourism consumer 
behaviour and as internet is now the consumer’s 
number one choice for tourism destinations, 
tourism services providers and information 
search, it has become an important instrument 
for marketing tourism services (Benckendorff, 
Sheldon & Fesenmaier, 2014; Gretzel & Yoo, 
2013). The digital technologies have become 
catalysts for organisational change worldwide and 
the value of these technologies is progressively 
being recognised by firms (Solis & Breakenridge, 
2009; Wu, Valentini-Botinhao, Watts, & King, 
2015). Web based technologies that are coming 
up, have produced innovative marketing 
techniques that have been useful in attracting 
and retaining customers (Wang, Cavusoglu & 
Deng, 2016). It is widely accepted that the rise 
of social networking has challenged traditional 
conceptualisations of customer relationship 
management by providing an alternative conduit 
for customer service delivery (Maecker, Barrot 
& Becker, 2016). The coming on the scene of 
popular social networks like Facebook, Twitter, 
LinkedIn, and YouTube has led to a veritable 
transformation of marketing and advertising 
forms and functions (Li & Bernoff, 2011). Novel 
customer-centric instruments for interaction 
have been brought out by the emergence of social 
media applications and these enable customers 
to interact with other customers and businesses 
within their social networks (Kietzmann, 
Hermkens, McCarthy, & Silvestre, 2011). 

Social media, including blogging networks, 
discussion platforms and user-created 
communities, content sites and such technologies 
have provided customers with direct access to 
firms through firm–customer contacts or indirect 
access through customer–customer contacts 
and exchanges (Agnihotri, Kothandaraman, 
Kashyap, & Singh, 2012; Trainor, Andzulis, Rapp 
& Agnihotri, 2014). Because social networks have 
become a platform for consumer interaction, 
they now have an influence on the performance 
of a business’ products and customer engagement 
far more than traditional marketing practices 
(Trusov, Bucklin, and Pauwels, 2009). Social 
media marketing has also led to the birth 
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and prominence of the term “social customer 
relationship management” where firms manage 
customer through social media (Malthouse, 
Haenlein, Skiera, Wege, & Zhang, 2013). Scholars 
have suggested that social media platforms play 
an important role in consumer information 
search, decision-making, marketing, and 
interaction as well as in the management of 
business processes (Bilgihan, Barreda, Okumus 
& Nusair, 2016; Sotiriadis & Sotiriadis, 2017). 
Moreover, because of this, the revolution in 
social media has set a new stage for academic 
researches where online consumer engagement 
is of discussion (Geissinger & Laurell, 2016).

Social Media
By far, one of the popular internet activity, 
the notion of social media remains somewhat 
amorphous and its definition has gone under 
constant revision as new technologies continue 
to be developed (Madden and Zickuhr, 2011; 
Rader, Subhan, Lanier, Brooksbank, Yankah & 
Spears, 2014). It has become widely accepted 
that in both social and professional living, social 
media is now as influential as conventional 
media, if not more (Muralidharan, Rasmussen, 
Patterson & Shin, 2011). Social media relates to 
a collection of web-based, digital technologies 
and applications that enable users to create and 
exchange user-generated content (Valentini 
& Kruckeberg, 2012).  It has proved useful in 
disseminating crucial organisational information 
about products and services as well as fostering 
stakeholder emotional support (Liu & Kim, 
2011). The internet-based applications in social 
media enable online collaborative projects, 
blogging, content societies, social networking, 
virtual gaming, and the creation of computer-
generated social worlds (Kaplan & Haenlein, 
2010). In line with the above, Tsimonis and 
Dimitriadis (2014) state that social media is 
categorised into social networking, for example 
Facebook, professional networking like LinkedIn, 
video-sharing as is the case with YouTube, picture 
sharing for example Flickr, social sharing of 
knowledge like in Wikipedia and microblogging, 
for example in Twitter, among other user forums.  

Social media has been credited for offering 
characteristic deregulation and decentralisation 
of the communication environment between 

businesses and consumers (Gordon & Trammel, 
2016). As a result, firms have progressively 
begun tapping into individuals’ social networks, 
influencing personal attitudes and behaviours 
(Forbus & Snyder, 2013). Social media has 
allowed individuals and businesses to participate 
in social exchanges in a better way, and on a larger 
scale, than before (Fischer & Reuber, 2011). The 
social media platforms also afford customers an 
opportunity to discuss reviews, endorsements, 
disagreements or dissatisfaction concerning 
product quality or customer service conveniently 
and comprehensively (García-Crespo, Colomo-
Palacios, Gómez-Berbís & Ruiz-Mezcua, 2010). 
The social media technologies have empowered 
online users by transforming them from passive 
consumers to active participants in the creation 
and sharing of information though networks 
where money, goods and services flow (Maertens 
2017). Social networks have been credited for 
facilitating the transfer of knowledge, influencing 
individual behaviour and encouraging social 
learning (Mekonnen, Gerber & Matz, 2017). 
A public social stage has been created through 
social media for the exchange of content 
regardless of communications strategies or 
regulations (Agresta & Bonin, 2011). Lewis, 
Gonzalez & Kaufman (2012) believe that online 
discussions are an antecedent of engagement 
and businesses can use online conversations to 
promote opinions, perceptions and behaviours.

Relational Information Processes
In current fast-changing business environment, 
traditional and non-dynamic methods of gathering 
information are being outpaced, in favour of 
more dynamic, high-velocity and high-volume 
information flow systems (Kankanhalli, Tan & 
Wei, 2005). Businesses are pressured to change 
their communication methods to suit the intricacy 
of novel methods like social media (Bunting & 
Lipski, 2000). Decision makers in firms are not 
only interested in customers’ opinions about their 
own products but also what consumers think 
about the competitors’ products and services in 
order to gauge their competitive position relative 
to business rivals (Kim, Dwivedi, Zhang & Jeong, 
2016). The internet is an information hub that 
enable information and data transfer and sharing 
and the use of the internet as a commercial 
channel presents an opportunity for the delivery 
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of web-based customer relationship management 
(Reid & Catterall, 2015).  A firm’s ability to 
facilitate information flow quickly and customer 
feedback and interaction is increasingly critical 
for business success (Asmi, Brus, Laj & Kutsch, 
2017). Relational information processes relate to 
the enhancement of information flow between a 
business and its stakeholders, the maintenance 
of interactive relationships as well as the storage 
and accessibility of such information relating 
to customer needs, behaviour and expectations 
(Spiller, Vlasic, Yetton, 2007; Hillebrand, Nijholt, 
Nijssen, 2011). As stated by Becker, Greve & 
Albers (2009) the primary objective of relational 
information processes is to initiate, maintain, 
and retain long-term customer relationships 
through customer information use. Relational 
information processes enable businesses to 
capture customer data and transform it into 
useful information hence firms can apply it in 
understanding customer needs and developing 
marketing strategies (Chang, Wong & Fang, 2014).

Customer Relationship Management
The term customer relationship management 
(CRM) relates to the tactical process of 
identifying profitable customers and carefully 
creating interactions between customers and the 
company with the eventual goal of optimising 
the current and future value of these customers 
for the firm (Kumar & Reinartz, 2012). Reinartz, 
Krafft, and Hoyer (2004) describe CRM as a 
process that involves organised and hands-on 
management of relationships, from initiation to 
termination, using new and existing customer 
interface channels. The traditional CRM context 
primarily involves possession of considerable 
customer information which is then used to 
manage relationships with customers (Verhoef, 
Reinartz & Krafft, 2010).  CRM advocates 
for a more systematic methodology of new 
customer identification, relationship nurturing 
and customer retention, through needs 
satisfaction and deterring competitors (Krishna 
& Ravi, 2016). These CRM methodologies are 
fundamental in conserving customers, given the 
dynamism in the current business environment 
(Ghalenooie & Sarvestani, 2016). It has become 
imperative that firms nowadays concentrate both 
on attracting new customers and retaining old 
ones to survive in the long term (Karunarathne 

& Jing (2017). Existing literature has conformed 
to the notion that efficient customer relationships 
management is a source of firm competitive 
advantage (Kuo, Lin, & Lu, 2017). The newly 
devised term “social customer relationship 
management” describes a technologically 
motivated way of developing and managing 
relationships with customers (Greenberg, 
2010). Trainor (2012:319) defines social CRM 
as “the integration of customer-facing activities, 
including processes, systems, and technologies, 
with emergent social media applications to engage 
customers in collaborative conversations and 
enhance customer relationships”. Over the years, 
firms have grown to acknowledge the potential 
of social CRM and are making substantial 
investments in social CRM (Trainor, Andzulis, 
Rapp & Agnihotri, 2014). The technological 
advancements happening globally have caused 
shift in the focus by businesses in terms of their 
management and marketing strategies, especially 
in tourism sector (Cantallops & Salvi, 2014). 

ConCePtual model and HYPotHesIs 
deVeloPment
Dennis, Valacich, Speier & Morris (2008) 
state that synchronicity exists when people 
work together with a shared focus, and hence 
synchronicity in media relates to the extent to 
a communication medium’s capabilities enable 
individuals to achieve synchronicity. Social 
media applications allow internet users to create 
and exchange information and the desire to share 
and find information lures users to become group 
members on a social networking platform (Kaplan 
& Haenlein, 2010; Cheung, Chiu & Lee, 2011). 
They allow the creation of multi-user-generated 
digital profiles, content searches, user-managed 
interpersonal bonds, and network transparency 
(Araujo & Neijens, 2012; Ellison & Boyd, 2013). 
The interactive characteristic social media enables 
businesses to share vital information with their 
customers, and amongst themselves (Tsimonis & 
Dimitriadis, 2014). In addition, interaction with 
customers has improved from simple dialogue to 
trialogue, where customers engage in interactions 
with one another and with businesses (Lipsman, 
Mudd, Rich, & Bruich, 2012). These developments 
have pushed scholars to reassess what constitutes 
“dialogue” and “conversations” in the digital world 
and prefer to elevate these to “interactivity” and 
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“engagement” (Romenti, Valentini, Murtarelli & 
Meggiorin, 2016). The digitally connected world is 
now characterised by consumers who significant 
time online networking with other customers 
sharing interests and consumption experiences 
and building relationships (Henning-Thurau, 
Malthouse, Friege & Gensler, 2010). Networking 
sites like YouTube allow users to create and share 
videos and this feature has been embraced by users 
of social media applications (Anderson, 2017).  
The sharing and conversation ability of social 
media can act as practical tool knowledge and 
information flow, empowering both individuals 
and businesses irrespective of geographical 
dispersion (Palacios-Marquéset Merigó, & Soto-
Acosta, 2015; van Knippenberg, van Prooijen & 
Sleebos, 2015). The wide-ranging information 
flow ability is imperative for knowledge sharing as 
well as in conflict resolution (Oparaocha, 2016). 
Mikami, Szwedo, Allen, Evans, & Hare (2010) 
believe interaction on social media gives the 
user superior access to information and this is an 
essential commercial advantage. The discussion 
above leads to the following hypothesis;

H1 Sharing and conversation synchronicity 
in social media positively and significantly 
enhances relational information processes.
Live interactive broadcasting and live streaming is 
now a common feature in social networks. Google, 
through their Google+ platform, an expansion of 
Google Hangout feature, was one the first firms to 
embrace live interactive broadcasting (Hernandez, 
2012). Since then there has been evident growth 
in the popularity of live streaming events as video 
posts on Facebook feeds and Twitter streams and 
news channels now to embrace live streaming 
(Anderson, 2017). Live broadcasting has proved 
popular because of its vividness, interactivity and 
realness (Tong, 2017). Mander (2016) notes that 
youthful mobile users exhibit high preferences 
for live streaming broadcast of concerts, news 
and education. As noted by Malik (2015) 
smartphones have brought about interactivity 
and immediacy thus altering the traditional 
methods of consuming videos. Live interactive 
broadcasting supports a communal pattern of 
synchronised behaviour between individuals thus 
critically influencing social learning and creativity 
among people (Dennis et al., 2008; Bruns & 
Highfield, 2016). Interactive broadcasting enables 

flow of information between users, creating 
new knowledge and unceasingly circulate and 
accumulate knowledge anytime, anywhere, 
and between anyone (Trainor et al., 2014). The 
online engagement offered by live broadcasting 
result in intellectual and emotional commitment 
to an active relationship characterised by self-
motivated, continual cognitive processing and 
experiential value (Mollen and Wilson, 2010). 
The interactive and technical features of live 
broadcasting also promotes dialogic relationships 
and engagement with stakeholders thus enabling 
the flow and capture of information (Rybalko 
& Seltzer, 2010). In addition, the increasing use 
of interactive social media allows stakeholders 
to interconnect and circulate messages about a 
business and to the business (Floreddu & Cabiddu, 
2016). Given the relationships highlighted 
above, the following hypothesis is proposed.

H2Live interactive broadcasting in social media 
positively and significantly enhances relational 
information processes.
Ever since its public launch, microblogging has 
grown to become the main social media platform 
for marketing campaigns mainly because of 
its potentials for businesses to engage with 
stakeholders (Guidry, Waters & Saxton, 2014). It 
requires no sophisticated technical knowhow to 
use it and thus provides some opportunities to 
offer marketing at individual level (Holotescu & 
Grosseck, 2010). According to Lovejoy and Saxton 
(2012) microblogging is informational and can be 
used to spread information about the business, its 
events and community building activities thereby 
building relationships, networks and promoting 
interactivity. Microblogging is regarded as a perfect 
setting for generating and nurturing dialogic 
processes that promote balanced communication 
between stakeholders (Liu & Kim, 2011). In 
addition, online interaction through conferencing 
and microblogging help circulate user-generated 
information about products and services to 
other consumers and to the firm and this has a 
strong influence on the customers’ decision-
making processes (Sotiriadis & Sotiriadis, 2017). 
Sparks and Browning (2011) assert online 
microblogging connections aid customers 
make knowledgeable and precise decisions.  A 
continuous stream of dominant bloggers and 
expert personalities progressively weigh in on 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

1091

A DECADE OF EXCELLENCE

customer decision-making processes, while 
enabling business to collect and integrate direct 
public inputs, thoughts, and remarks (Valentini 
& Kruckeberg, 2012; Scott, 2011). This collective 
creation of content  in online conferencing 
improves the connection between stakeholders 
and reinforces the rationality of the cybernetic 
communities and brand formation (Hildebrand 
et al., 2013).  Firms that usually provide updates 
on Twitter offer their clients an opportunity to 
discuss, retweet and archive for future reference, 
vital information thereby increasing stakeholder 
engagement (Burton & Soboleva, 2011; 
Castronovo & Huang, 2012; Bernhardt, Mays & 
Hall, 2012). In line with the discussion above, 
this study proposes the following hypothesis. 

H3 Microblogging and online conferencing 
in social media positively and significantly 
enhance relational information processes.
There is a significant increase in the recognition 
given to social media as source for understanding 
customer sentiments, products reputation, 
readiness to buy and customer satisfaction 
(Kietzmann, Hermkens, McCarthy, & Silvestre, 
2011). Social media networks are a fertile source 
of intelligence gathering because of their dynamic 
nature and continuously updated features (Boulos, 
Sanfilippo, Corley & Wheeler, 2010). Researchers 
have also acknowledged that social networking 
sites provide useful information for improving 
sales performance and consumer benefits (Fan & 
Gordon, 2014). Computer science specialists have 
emphasised the notion that data analytics enables 
the processing of huge volumes, variety, and 
velocity of data across a wide range of platforms 
resulting in incredible benefits (Srinivasan & 
Arunasalam, 2013). Social network analytics 
is related to the development and evaluation 
of informatics tools and frameworks for the 
collection, monitoring, analysis, and visualisation 
of social media data that is then used to 
successfully forecast customer mix (Óskarsdóttir, 
Bravo, Verbeke, Sarraute, Baesens & Vanthienen, 
2017). When compared with traditional data 
collection methods, social analytics are more rich 
and diverse range of information, explaining why 
business intelligence has gleaned more from social 
media for consumer behaviour, marketing ideas, 
customer satisfaction, and business investments 
returns (Chau & Xu, 2012). Flickr, Facebook, 

Twitter, Wikipedia, and YouTube, distribute 
online user-generated content and prompt creative 
ideas generation and spontaneous distribution 
(Kaplan & Haenlein, 2010). Social analytics 
are therefore a reliable and significant source 
of information for business decisions, leading 
to the mutation of the following hypothesis.

H4 Social Analytics and Web mining in social 
media positively and significantly enhance 
relational information processes.
Changing customer conduct has driven businesses 
to adopt diverse channels of service delivery 
and relationship management to meet the new 
customer needs (Floreddu & Cabiddu, 2016). 
Research has shown that firms that perform better 
in acquiring and storing customer information 
and using it in decision making manage better 
customer relationships (Rollins, Pekkarinen & 
Mehtälä, 2011). It is imperative that firms that 
seek to enhance their profitability improve on 
customer information sharing, assimilation and 
use in their daily operations (Foss, Husted, & 
Michailova, 2010; Rollins, Bellenger & Johnston, 
2012). Creating strong relationships with 
customers by understanding customer needs and 
value, is vital for organisational success and for 
this reason, hospitality companies need to invest 
in customer database management, customised 
service quality and loyalty programs as a way of 
managing relationships with customers (Thakur 
& Workman, 2016). Technology has provided 
vital tools in the management of relationships 
with customers through enhancements like cloud 
computing and other web-based technologies 
(Hennig-Thurau et al., 2010). Firms need to leverage 
on customer information to maximize customer 
lifetime value and equity, and an investment in 
information processes will enable firms better 
understand customer needs and monitor the 
changes in these needs (Foss et al., 2010). As a 
result, firms with well-built information processes 
can induce customer intention to uphold long-
term relationships (Hillebrand, Nijholt, Nijssen, 
2011). Against the background of the above 
discussion that the following hypothesis is made.

H5Relational information processes positively 
and significantly enhance customer relationship 
management.
This study employs a Structural Equation 
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Modelling (SEM) technique to validate the 
relationships and the hypothesis proposed above 
lead to the following pictorial representation.

As emphasised by Kline (1998) before 
commencing the SEM processes, theoretical 
constructs must be established and path 
diagrams created to visually portray the assumed 
relationships among the variables under study 
As prescribed by Anderson & Gerbing (1988), 
a two-step method of Structural Equation 
Modelling (SEM) data analysis was conducted to 
test the measurement model and the hypotheses 
in this study, using the AMOS 24.0 software.  

metHods
Study Area
The study focused on the tourism and hospitality 
industry in Zimbabwe and the respondents were 
drawn from the ten provinces of the country. 
Since the research was online based, no particular 
attention was paid to the geographical location 
of the respondents.  The sector has remained 
vibrant in a subdued Zimbabwean economy. 
The government of Zimbabwe has over the years 
acknowledged the significance of the sector 
and that expanding this sector is critical to the 
overall economic growth and development, as 
stated in the first and second five-year plans for 
economic development of 1986-1990 and 1991-
95 respectively (Turton & Mutambirwa, 1996). 
Although the sector peaked in the late 1990s 
with 2 million international tourists in 1999, 
the situation changed following the 2000–2008 

macroeconomic and political turbulence. The 
number of tourist arrivals and amount of proceeds 
from the sector drastically dropped by over 60% 
(Manwa, 2007). However, immediately after the 
formation of a Government of National Unity 
(GNU) and the introduction of a multi-currency 
system in 2009, the tourism industry started 
showing signs of recovery (Nyahunzvi & Njerekai, 
2013). This study focused on the sector because of 
the potential inherent in the sector and because 
the sector shown signs of significant economic 
activity to warrant and academic research. It is 
evident that despite the economic significance of 
the tourism sector in Zimbabwe, it has continued 
to perform below average. Customer relationship 
management is critical to the sector and it’s a 
managerial phenomenon that could change the 
outcomes from the sector. Improvements in 
customer relationship management in the tourism 
sector could transform the outlook in the sector 
in terms of both the number of tourists arrivals 
and the amount of proceeds from the sector. 

Sampling and data collection
This research adopted a quantitative methodology 
and a cross-sectional design and data was 
collected using a closed ended questionnaire 
based on a 5 point Likert scale. The respondents 
were selected from a database maintained by the 
Zimbabwe Tourism Authority and was primarily 
based on firms that have significant online 
presence as indicated on their contact details. The 
population of interest from which the sample was 
selected was the top 3000 tourism and hospitality 

fIgure 1: ConCePtual model 
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firm based on an intersection of online presence 
and turnover, profitability, and size.  Facebook, 
Twitter, website presence and online chat accounts 
among others were used a qualifying factor to the 
sampling frame. A sample of 500 respondents 
was selected using convenience sampling where 
only those firms who could be accessed online 
requested to answer the questionnaire and 234 
questionnaires were returned and were used in 
the analysis. Online questionnaires were sent 
to respondents using the mailing list obtained 
from the database of the tourism industry. One 
respondent was identified per each firm based 
on their position in the firm and their proximity 
to social media information. A telephonic 
follow-up exercise was carried out where the 
respondents were called and reminded of the 
questionnaires emailed to them. This was done as 
a way of improving on the study response rate.

Measures
The hypotheses proposed were measure through 
a survey-based methodology and the survey 
constructs were developed based on items validated 
by previous studies. The questionnaire consisted 
of seven sections; biographic data (Section A), 
sharing and conversation synchronicity (Section 
B), live interactive broadcasting (Section C), 
microblogging and online conferencing (Section 
D), social analytics and web mining (Section E), 
relational information processes (Section F) and 
customer relationship management (Section G). 
It was operationalised through five point Likert-
scale-style questions that measured level of 
agreement on a 1 to 5 scale with 5 being “strongly 
agree” and 1 being “strongly disagree”. The scale 
consists of five items per construct, assessing the 
extent to which firms are utilising social media and 
how they are performing in customer relationship 
management. Sharing and conversation 
synchronicity scale consisted of five items 
adapted from Dennis, Fuller & Valacich (2008) 
and Romenti et al.,2016). Items for measuring 
live interactive broadcasting were designed 
from the operational definitions and parameters 
proposed by Chorianopoulos & Lekakos (2007) 
while those for measuring microblogging and 
online conferencing were adapted from Chen et 
al., (2011) who studied uses and gratifications 
perspective on Twitter in the United States. To 
measure social analytics and web mining, a scale 

was developed through a review of the works of 
Brandt, Bendler & Neumann (2017), Persson 
and Ryals (2014) and Óskarsdóttir, et al. (2017). 
Finally, customer relationship management was 
measured using scale items adapted from Rapp 
et al. (2010) and Greve and Albers (2006). To 
enhance the face and content validity, readability, 
and conciseness, the research instrument was 
subjected to a proper assessment by academics 
and afterward revised to incorporate the feedback. 

results
Biographic Data and Control Variables
Types of participating firms 
The results of the study show that most the 
respondents were lodges, resorts, and restaurants. 
Forty five percent of the respondents were from 
restaurants while 38% of the respondents were from 
lodges and resorts. The remaining respondents 
were from hotels (6%), tour operators (5%), travel 
agents (3%) and other tourism related firms (2%). 
Most the lodges and resorts in the country are small 
and owner managed and customer relationship 
management maybe of greater significance for 
their survival. These may find the findings of 
this research very informative and relevant.

taBle 1: tYPes of PartICIPatIng fIrms

type of firm n %
Hotels 15 6
Lodges and Resorts 89 38
Restaurants 105 45
Tour Operators 12 5
Travel agents 8 3
Other tourist related firms 5 2
total 234 100

Company Demographics
Company demographics were recorded primarily 
to categorise the respondents into small and 
medium enterprises and large firms, as a 
precaution in case the findings of the study may 
require interpretation in the context of firm size. 

Future researches and follow up studies may 
also find such information pertinent to such 
biographic data, hence the need to capture such 
variation. Most of the respondents are classifiable 
as SMEs basing on the number of employees 
and annual turnover. Most respondents have 
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less than 20 employees and an annual turnover 
of less than $5 million dollars and this has been 
accepted as the criteria for identifying SMEs 
according to the SMEs Act (Chapter 24:12) and 
Mupemhi, Duve and Mupemhi (2011). In terms 
of ownership, it is evident from the respondents 
that most the firms in the tourism and hospitality 
sector are locally and privately owned. This could 
be a direct result of the government policy that 
compels firms to have an indigenous majority 
shareholding. The government of Zimbabwe has 
in recent years made it compulsory for foreign 
owned firms to cede a minimum of 51% of their 
shareholding to indigenous Zimbabweans as a 
way of ensuring that the locals actively participate 
in the mainstreams economic activities. The 
tourism sector was generally not spared. 

taBle 2: fIrms demograPHICs

number of employees n %
Below 20 188 80
21 and above 46 20
Total 234 100
Annual Turnover n %
Below $30,000 51 22
$30,000 - $5million 106 45
Above $5million 77 33
Total 234 100
Ownership Structure n %
Private 215 92
Public 5 2
State-owned 0 0
Foreign-owned 14 6
total 234 100

Reliability, convergent validity, and discriminant 
validity.
The reliability of the measurement model was 
measured in terms of the composite reliability 
and the Cronbach Alpha, while the construct 
validity was assessed by examining the convergent 
validity and discriminant validity. The composite 
reliability figures shown in Table 3 are above the 
benchmark of 0.6 hence acceptable following 
the recommendations of Hair, Black, Babin, 
Anderson, and Tatham (2006). For convergent 
validity to be achieved, the AVE should be greater 
than 0.5 and factor loadings greater than 0.6. 

Except for Item LIB4 and SAWN5 all the item 
factor loadings were above 0.6 hence exhibiting 
convergent validity. As a result, the two items 
were excluded from data analysis. Discriminant 
validity was examined by comparing the 
correlation between the construct and the square 
root of AVE of which validity achieved when 
the square root of the AVE is greater than the 
constructs coefficients (Fornell and Larcker, 
1981). As shown in Table 3, the square root 
of AVE of all the constructs is greater than the 
constructs coefficient which provides evidence of 
discriminant validity (Fornell and Larcker, 1981). 

Structural Model Validation and Results
A structural equation modelling technique 
was employed to confirm the existence of a 
causal relationship among the constructs under 
study. This technique was deemed appropriate 
as it employs both factor analysis and multiple 
regressions to validate the interrelatedness 
between constructs (Hair, Black, Babin, Anderson 
& Tatham, 2006). To assess model goodness, od fit, 
the common fit indices were used and the model 
results indicated acceptable fit, RMSEA of 0.053, 
CFI of 0.940 and IFI of 0.941. The hypothesized 
paths were supported as presented in Table 5. The 
results of the study shown in Table 5 provide full 
empirical support for main model paths (H1–H5) 
with coefficients ranging between 0.544 and 0.628 
and 0.01 level of significance. Microblogging and 
online conferencing with a coefficient of 0.628 
has the highest positive influence on relational 
information processes, which has a 0.544 coefficient 
against customer relationship management. 

dIsCussIon and ImPlICatIons
The study on social media technology, relational 
information processes and customer relationship 
management delivers broad ranging empirical 
insight into the interaction between these 
variables. The results indicate that social media 
technology usage significantly and positively 
affect customer relationship management, 
mediated by relational information processes. 
These results are consistent with the findings of 
Sen and Sinha (2011) who studied information 
technology strategies for customer relationship 
management and came to similar conclusions. 
Also, the results confirm the findings of Elena 
(2016) who studied social media as a strategy in 
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taBle 3:  ConstruCt relIaBIlItY, ValIdItY analYsIs and faCtor loadIngs of ConstruCt 
measurements

Construct Items factor 
loadings reliability and Validity

Cr aVe α
Sharing and conversation synchronicity 0.88 0.770 0.940

SCS1 0.77
SCS2 0.71
SCS3 0.68
SCS4 0.74
SCS5 0.76

Live interactive broadcasting 0.79 0.810 0.809
LIB1 0.78
LIB2 0.63
LIB3 0.65
LIB4 0.50
LIB5 0.61

Microblogging and online conferencing 0.87 0.815 0.945
MOC1 0.78
MOC2 0.67
MOC3 0.83
MOC4 0.81
MOC5 0.77

Social analytics and web mining 0.85 0.650 0.960
SAWM1 0.81
SAWM2 0.78
SAWN3 0.75
SAWN4 0.83
SAWN5 0.59

Relational information processes 0.85 0.635 0.897
RIP1 0.64
RIP2 0.78
RIP3 0.84
RIP4 0.85
RIP5 0.81

Customer relationship management 0.81 0.770 0.941
CRM1 0.76
CRM2 0.71
CRM3 0.75
CRM4 0.81
CRM5 0.75
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developing customer relationship management 
and concluded that social media usage helps 
firms enhance their customer relationship 
management. Social media technologies have 
enabled firms to access information about their 
customers and competitors. It is imperative 
therefore that top management must support 
investment and usage of social media in 
organisations as it is a useful tool in managing 
relationships with customers.  The study provides 
empirical evidence that social media technologies 
have the capacity to provide firms with vital 
information regarding customer tastes and 
wants through conversations and feedbacks on 
social media. Concisely, the use of social media 
technologies provides firms with considerable 
customer relationship management benefits.

As stated in literature, customer relationship 
management is a tactical process of identifying 
profitable customers and carefully designing 
interactions between them and the company with 
the eventual goal of optimising the current and 
future value of these customers for the firm (Kumar 
& Reinartz, 2012). The social interaction, rapid 
and viral distribution of information and content 
enabled by social media has been supported as one 
of the key strengths of social media in the CRM 
context. It is important therefore that firms set up 
dedicated operational systems in place to extract 

that value in their CRM programs. The operational 
systems dedicated to social media technology 
usage should also acknowledge the significance 
of data mining in social platforms as such data 
is not only important for customer relationship 
management but for brand monitoring and 
innovations (Krishna & Ravi, 2016; Aguwa, 
Olya & Monplaisir, 2017). In Zimbabwe, data 
mining activities notably, clustering, forecasting 
and regression and outlier/anomaly detection 
have been proved to contain the ability to solve 
CRM tasks as supported by Rygielski, Wang 
& Yen (2002). The results of this study hence 
are valuable for marketing and public relations 
practitioners in the management of relationships 
with customers and other stakeholders.

This study contributes to existing literature by 
highlighting the specific and novel technical 
abilities of social media that firms can use to 
manage information and their relationships 
with customers. The use of the sharing 
and conversation synchronicity ability of 
social media, live interactive broadcasting, 
microblogging and online conferencing and 
social analytics and web mining has greatly and 
positively influenced relational information 
processes and ultimately customer relationship 
management. In the foreseeable near future, 
firms will adopt more these technologies in 

taBle 4: sQuare root of aVe and CorrelatIons of ConstruCts

mean sd 1 2 3 4 5 6
Sharing and conversation synchronicity 3.801 0.740 0.877
Live interactive broadcasting 3.911 0.649 0.540 0.900
Microblogging and online conferencing 3.801 0.669 0.630 0.547 0.903
Social analytics and web mining 3.880 0.751 0.501 0.382 0.321 0.806
Relational information processes 3.171 0.689 0.476 0.384 0.484 0.654 0.797
Customer relationship management 4.011 0.749 0.424 0.307 0.371 0.314 0.522 0.877
Bold are the square roots of AVE on the diagonal; p < 0.01

taBle 5:  results of struCtural eQuatIon modellIng

structural Paths Hypothesis Coefficient Hypothesis test
SCS – RIP H1 0.554* Supported
LIB – RIP H2 0.590* Supported
MOC – RIP H3 0.628* Supported
SAWM – RIP H4 0.543* Supported
RIP – CRM H5 0.544* Supported
Model fit statistics:/df (343.999/254) = 1.354; RMSEA = 0.053; CFI = 0.940; IFI = 0.941; * p < 0.01
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their information management and customer 
relationship management programs given their 
remarkable results, the spillover results of such an 
adoption include brand awareness, brand loyalty, 
brand equity and an increase in corporate value. 
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aBstraCt
Over the last two decades, the higher education 
(HE) sector has witnessed several global 
trends, notably increasing privatisation, 
internationalisation, marketisation and external 
quality regulation. It is currently estimated 
that worldwide, one in three HE students 
study at a private institution. These trends 
signify rising competition in HE provision. 
One way that many institutions, especially 
private higher education institutions respond to 
these changes is to stake claims (albeit largely 
untested) of superior performance in respect of 
student educational satisfaction and retention.   

The core aim of this paper was to interrogate 
how selected elements of institutional culture 
as well as student demographic variables 
influence student success as indicated by 
educational satisfaction (ES) and student 
retention (SR). The study is rooted in the context 
of a well-established for-profit private higher 
education institution based in South Africa.

Data were collected through two surveys, which 
were implemented concurrently. The first involved 
the management and staff of the institution and 
aimed to determine the values and assumptions 
that underpin the institutional culture. Eighty-five 
usable questionnaires were received, representing 
a participation rate of about 57%. The second 
targeted student perceptions of institutional 
effectiveness in respect of ES and SR and 
attracted 807 useful questionnaires, representing 
a participation rate of approximately 40%.

The results indicate that in general, the 
institutional culture type, strength, congruence 
and discrepancy as well as demographic variables 
such as the mode of educational delivery, 
student’s age and work experience significantly 

influence ES and SR. More pertinently, culture 
type, culture strength and mode of educational 
delivery emerged as coherent predictors of 
ES and SR. The results have implications for 
both academic management and leadership 
in higher education as well as research into 
ways of improving institutional effectiveness.

Keywords: Institutional culture, educational 
satisfaction, student retention, for-profit pri-
vate higher education.

IntroduCtIon
Knowing what outcomes would best serve the 
educational needs of students and attaining 
those outcomes is arguably the most important 
challenge facing colleges and universities 
today (Judson & Taylor, 2014; Kuh, Jankowski, 
Ikenberry, & Kinzie, 2014). This calls for 
increased understanding of the ways in which 
specific institutional and related environmental 
factors influence student success, which could 
in turn signify institutional effectiveness.

This paper explores the ways in which elements 
of institutional culture, as well as demographic 
variables notably mode of educational delivery 
and (the presence or absence of) work experience 
in respect of the students influences two pertinent 
educational outcomes, namely, educational 
satisfaction (ES) and student retention (SR).      

This paper draws from two parallel surveys 
involving the management, staff and students 
of a South African for-profit private higher 
education institution (HEI). The management 
and staff survey explored the dimensions 
of institutional culture or more precisely, 
subcultures within selected schools (i.e. an 
academic division offering a suite of closely 
related qualifications) as well as the executive 
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management team of the institution. The second 
survey examined student perceptions about 
institutional effectiveness in respect of ES and SR. 

The findings demonstrate the potential 
influences of individual culture dimensions and 
demographic variables on the selected outcomes 
variables and ultimately, examine the value of both 
sets of input variables as predictors of ES and SR.  

ProBlem statement
In a relatively recent expose, Judson and 
Taylor (2014) echo an enduring view 
articulated by Kohlberg and Mayer (1972) 
regarding the importance of the clarity of the 
educational purpose of HEIs. In their own 
words, Kohlberg and Mayer (1972:449) assert:

The most important issue confronting 
educators and educational theorists is the 
choice of ends for the educational process. 
Without clear and rational educational 
goals, it becomes impossible to decide which 
educational programs achieve objectives of 
general import and which teach incidental 
facts and attitudes of dubious worth.

Higher education literature abounds with 
several notions of what goals higher education 
should serve. These include, among others, 
academic achievement, employability, student 
retention, and educational satisfaction (Ashraf 
& Kadir, 2012; Ayuk & Usher, 2015; Temple, 
Callender, Grove & Kersh, 2014). There is no 
consensus (and quite rightly so) on the relative 
importance of these goals as the determining 
criterion should be the fitness of purpose of 
the selected goal(s) in relation to strategic 
institutional and broader socio-economic goals. 

Most HEIs pursue ES and SR pathways to create 
competitive advantage (Negricea, Edu & Avram, 
2013; Temple, Callender, Grove & Kersh, 2014) 
as well as to meet the goals of external quality 
regulations (DHET, 2013; Gibbs, 2010).  Further, 
private HEIs often point to the capacity to offer 
superior educational care and student support as 
a competitive advantage, especially over public 
providers. Such claims however remain largely 
untested, especially from the perspective of the 
most directly affected stakeholders, the students. 

Worse still, the nature of for-profit HEIs and their 
contributions to higher education remain largely 
underexplored in many countries (Iloh, 2016).  

This paper makes a contribution towards filling 
that gap by investigating how some institutional 
factors might influence student success in 
terms of educational satisfaction and retention.  

researCH oBJeCtIVes
The overarching aim this paper was to 
investigate how institutional culture and 
student demographic variables might influence 
selected student outcomes, namely, educational 
satisfaction (ES) and student retention (SR). To 
fulfil this aim, the paper targets the following 
objectives in respect of a South African for-
profit private higher education institution:

•	 conduct a comparative analysis of subcultures 
between different schools of the institution 
and interrogate the influences that any 
differences might have on ES and SR; 

•	 investigate the potential influence of selected 
demographic variables on ES and SR;

•	 demonstrate the utility of institutional 
culture and student demographic variables as 
predictors of ES and SR; and

•	 offer recommendations for practice and future 
research based on the findings. 

 
lIterature reVIeW
The construct of organisational culture in 
higher education
The research reported herein is conceptually 
situated at the confluence of theoretical 
perspectives of organisational culture and 
effectiveness in the context of the higher education 
domain. As physical and social entities, HEIs can 
generally be regarded as organisations. However, 
HEIs also conjure unique abstract significance and 
meanings in society that require them to be more 
appropriately termed institutions (Bitzer, 2003; 
Patterson, 2014; Scott, 2014). The appropriation 
of perspectives from organisational culture and 
effectiveness into the higher education domain 
must however look beyond semantics, and into the 
peculiar nature of the higher education enterprise. 

The broad role of institutional culture in 
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influencing the effectiveness of a HEI has 
previously been explored elsewhere (Ayuk & 
Usher, 2015). In interrogating institutional 
culture (IC), this study focuses on institutional 
values and assumptions – the so-called invisible 
elements of organisational culture (Schein, 
1992), which, directly or alternatively, determine 
what is important, what is acceptable and how it 
should be done at a particular institution (Eckel 
et al., 1999; Kuh & Whitt, 1988). This paper is 
rooted in Quinn and McGrath’s (1885) culture 
typology and the associated competing values 
framework CVF (Cameron & Quinn, 2011, 2011; 
Quinn & Rohrbaugh, 1981) which identifies four 
competing culture archetypes within institutions, 
namely, clan, adhocracy, hierarchy or market. 
Furthermore, IC is operationalised herein through 
four dimensions, namely, culture type, strength, 
congruence and discrepancy (Cameron & Freeman, 
1991; Choi, Seo, Scott & Martin, 2010; Cameron 
& Quinn, 2011; Hartnell, Ou, & Kinicki, 2011).

There is also the recognition that within the 
broader institutional culture, there might be 
subcultures that develop as a consequence of 
distinct organisational differentiation (Bergquist, 
1992; Schein, 1992) or differences in strategic (or 
even tactical) goals facing different organisational 
units. As Välimaa (2008:13) succinctly puts it, 
“academic communities are both epistemological 
and social communities” whose unique context 
defines what is regarded as legitimate. Hence, the 
senate, the finance department, the student affairs 
department and an academic department (e.g. 
the business school) of a university may develop 
distinctly different culture profiles. Each student 
however experiences the university culture 
through a unique combination of influences 
arising from varying degrees of exposure to 
these diverse subcultures. The core thesis of 
this paper is that such exposure might shape 
the (perceived) degree to which the student’s 
expectations of higher education are met.

Educational satisfaction and student retention 
as indicators of institutional effectiveness
In a broad sense, organisational effectiveness 
(OE) signifies an organisation’s capacity to fulfil 
its mission (Bratton & Gold, 2012; Kotter, 2012) or 
more explicitly, the degree to which an organisation 
meets the needs of its customers (Robbins & 

Judge, 2015). The appropriateness of adapting 
the notion of OE to HEIs (which culminates in 
the construct of IE) is well documented in higher 
education literature (Ashraf & Kadir, 2012; 
Astin, 1993; Balduck & Buelens, 2008; Bitzer, 
2003; Gibbs, 2010; Horn, 2013; Koopmans, 
2014; Pascarella, 2001; Ronco & Brown, 2000).   

This research privileges the primacy of student 
educational outcomes as a focus of IE. As Ronco 
and Brown (2000) contend, student learning 
should be at the pinnacle of effectiveness 
dimensions for any HEI. The key question must 
be, they argue, “What should our graduates 
know, be able to do, and value?” (Ronco & 
Brown, 2000:1). Similarly, Bitzer (2003) and 
Kuh (2001) argue that one way by which any 
HEI can demonstrate the superiority of their 
programmes (in comparison to other institutions) 
is through the value of educational outcomes. 

Two pertinent student educational outcomes 
widely recognised in higher education literature 
as indicators of IE include educational satisfaction 
(Khiat, 2013; Kuh, Jankowski, Ikenberry & Kinzie, 
2014; Maddox & Nicholson, 2008; Negricea, et al., 
2013; Temple et al., 2014) and student retention 
(Angulo-Ruiz & Pergelova, 2013; Fontaine, 
2014). Common meanings can be gleaned for 
the variables of both these outcomes mentioned 
in the above-mentioned sources. Educational 
satisfaction (ES) refers to the degree to which the 
students (viewed as a consumer of educational 
service) are satisfied with both the academic and 
related enabling elements of educational delivery 
offered by an institution. The second concept, 
student retention (SR) signifies an institution’s 
capacity to keep its students through the successful 
completion of their academic programmes. It 
is a function of both persistence and loyalty 
portrayed to the institution by its students. 

Both ES and SR are thought to be influenced by 
institutional culture (Negricea et al., 2013; Temple 
et al., 2014) and student demographic factors 
(Angulo-Ruiz & Pergelova, 2013), and form 
the basis of the present enquiry, in the context 
of a for-profit private HEI. Beyond serving the 
students’ interests, both ES and SR are known 
to support both the growth (i.e. commercial) 
goals of HEI (Fares, Achour & Kachkar, 2013; 
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Negricea et al., 2013) as well as the demands 
of external quality regulation (Cleary, 2001; 
Gibbs, 2010; DHET, 2013). Furthermore, ES and 
SR are reported to exhibit strong covariation 
(Abbasi, Malik, Chaudhry & Imdadullah, 2011; 
Negricea et al., 2013; Schreiner & Nelson, 2013).

researCH metHodologY
This paper focuses on the quantitative phase 
of larger study, which adopted an explanatory 
mixed mixed-methods design. The participants 
were staff and students at a South African 
private higher education institution, codenamed 
SAPHEI for reasons of anonymity. The relevant 
phase involved two surveys, one targeting the 
institutional culture as perceived by the staff, 
and the other targeting student perceptions 
of institutional effectiveness in terms of 
educational satisfaction and student retention. 

Data collection
The staff culture survey utilised a modified version 
of Cameron and Quinn’s (2011) organisational 
culture assessment instrument (OCAI), whose 
reliability and validity has been reported in 
several studies (compare Yu & Wu, 2009; Berings 
et al., 2010; Hartnell et al., 2011). The reliability 
of OCAI was furthermore verified in the context 
of this study. Through a self-selection sampling 
technique (Saunders, Lewis & Thornhill, 
2012:289), 85 usable questionnaires were collected 
for analysis, representing almost 57% of the total 
population that could meaningfully participate 
in the study. The participants included fulltime 
(75%) and part-time (25%) employees, as a major 
component of the teaching staff are adjunct faculty. 
Seven (representing 8%) of the participants 
were members of executive management and a 
further 46 (i.e. 52%) were assigned exclusively 
to specific schools, thus enabling analysis 
at the level of these organisational units. 

With regard to the student survey, in the absence 
of a suitable existing instrument, a tailored 
instrument was developed to address the 
research objectives, and its reliability and validity 
were examined. The conceptualisation and 
development of the instrument was the subject 
of a paper presented at the 10th International 
Business Conference (IBC), in September 
2016 (Ayuk, 2016a). Through a self-selection 

process similar to the staff survey, 807 students 
effectively participated in the survey, representing 
approximately 40% of all students that had 
completed at least one semester at the institution. 
The participants were profiled by gender (60% 
female and 40% male), mode of delivery (26% 
distance learning, 19% fulltime contact learning, 
16% part-time contact learning and 37% block 
release students) and school (39% School A, 
10% School B, 28% School C, 22% and School 
D). Additionally, 86% of participants are either 
currently employed or have prior work experience.

Data analyses
Following exploratory tests (i.e. Shapiro-Wilk and 
Levene statistics) to examine the data structure, 
the survey data were found to be non-normally 
distributed, thus indicating a preference for 
selected non-parametric analytical techniques 
(Pallant, 2007; Saculinggan & Balase, 2013) in the 
subsequent analyses. The quantitative analyses 
conducted included tests of correlation (using 
Kendall’s tau) and analyses of between group 
differences (using Wilcoxon signed-rank test, 
Mann‐Whitney U test, and Kruskal-Wallis test). 
Additionally, hierarchical multiple regression 
(HMR) was utilised to predict the potential 
influences of various institutional culture and 
student demographic variables on ES and SR. 
Using HMR, enables a distinction to be made 
between the relative impacts of institution-level 
factors (i.e. the institutional culture variables) 
which the student has absolutely no control over, 
and the student level (i.e. student demographic 
variables), which the student has some control 
over (Pallant, 2007:147; Jeong & Jung, 2016).

The key outputs from the culture survey and 
the subsequent analyses is the profiling of the 
subcultures of the participating institutional units 
(Schools A, B, C, D and Executive Management 
(Exco)) of SAPHEI by culture type, strength, 
congruence and discrepancy (Cameron & 
Freeman, 1991; Cameron & Quinn, 2011; Quinn 
and McGrath, 1985; Quinn & Rohrbaugh, 
1981; Choi et al., 2010; Hartnell et al., 2011). A 
detailed explanation of how these dimensions of 
institutional culture are operationalised in the 
study reported herein is presented in Ayuk (2016b). 
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results and fIndIngs
Profiles of institutional subcultures within 
SAPHEI
Preliminary findings in respect of the culture 
profiles of the four participating schools were 
previously shared in conference proceedings 
(Ayuk & Usher, 2015). Since then, more robust 
quantitative analysis have yielded greater insights 
into the relevant culture dimensions, which 
enable more lucid empirical connections to 
be made between the culture dimensions and 
relevant dependent variables, namely, ES and SR.

The culture profiles of the five relevant participating 
units of SAPHEI are summarised in Table 1.

In brief, the results indicate that:

1. SAPHEI can be regarded as a mosaic of 
different cultures co-existing within the 
same institution. The four schools presented 
two distinct culture types (market and 
hierarchy), both of which were different 
from the dominant culture espoused by the 
management committee, namely clan;

2. the culture strength ranges from weak to 
moderately strong due to the competing 
influence of different culture types within 
each institutional unit; and

3. an inverse relationship is observed between 
culture discrepancy and culture congruence. 

 
Comparison of educational outcomes per school
Pairwise comparisons of student outcomes per 
school using Mann-Whitney U tests yielded 

the following results as displayed in Table 2:

Table 2 identifies nine statistically significant 
results with regard to differences in ES and SR 
across the four schools. The results are however, 
more meaningful when interpreted against the 
relevant culture dimensions and demographic 
variables which the subsequent sections explore.

Relationships between dimensions of 
institutional culture and student outcomes
Bivariate analysis to examine the potential 
influence of differences in culture 
dimensions on educational satisfaction 
(ES) and student retention (SR) yielded the 
following results as illustrated by Table 3: 

The Mann-Whitney U tests in Table 3 indicated 
that:

•	 there was a statistically significant difference 
in the perceptions of ES among students 
within a predominantly market culture (Md 
= 3.88; N = 303) in comparison to those in a 
predominantly hierarchy culture (Md = 3.63; 
N = 494); U = 55565.00, P = 0.000, with a 
small effect size (r = 0.22); 

•	 there was a statistically significant difference 
in the perceptions of SR among students 
within a predominantly market culture (Md 
= 4.00; N = 303) in comparison to those in a 
predominantly hierarchy culture (Md = 3.83; 
N = 494); U = 60631.00, P = 0.000, with a 
small effect size (r = 0.16). 

Always announce the table before it is presented. 
Apply this principle throughout the paper.

taBle 1:  summarY of Culture dImensIons of tHe PartICIPatIng unIts

Institutional 
unit

dominant 
culture type

Culture 
strength discrepancy Congruence

Index (dI) description Index (CI) description
Exco* Clan Weak .35 Small N/A                      N/A

School A Hierarchy Weak .33 Small .65 Large

School B Market Moderately 
strong .66 Large .47 Medium

School C Market Weak .24 Small .60 Large

School D Hierarchy Moderately 
strong .63 Large .42 Medium

*Exco = Executive committee of SAPHEI
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taBle 2: PaIrWIse ComParIsons of seos

outcome 
variable

schools 
compared n mean 

rank

mann-
Whitney 

u

asymp. sig. 
(2-tailed) z effect 

size (r)

ES A 316 191.28 10358 .008* -2.654 .13
B 81 229.12
A 316 242.47 26534.5 .000* -3.821 .17
C 209 294.04
A 316 267.68 25854 .007* -2.710 .12
D 191 231.36
B 81 145.14 8435.5 .964 -.045
C 209 145.64
B 81 168.91 5110.0 .000* -4.434 .27
D 191 122.75
C 209 233.55 13052 .000* -5.993 .30
D 191 164.34

SR A 316 193.14 10945.5 .044* -2.018 .10
B 81 221.87
A 316 246.42 27782.5 .002* -3.090 .13
C 209 288.07
A 316 261.88 27688 .118 -1.562
D 191 240.96
B 81 143.80 8326.5 .829 -.217
C 209 146.16
B 81 159.37 5883 .002* -3.134 .19
D 191 126.80
C 209 224.06 15036.5 .000* -4.277 .21
D 191 174.73

es = eduCatIonal satIsfaCtIon; 
sr = student retentIon.

taBle 3: ComParIson of PerCeIVed leVels of es and sr WItH resPeCt to Culture tYPe

outcome 
variable Culture type n mean 

rank median
mann-

Whitney 
u

P-value z effect 
size (r)

ES 1.0 – Hierarchy 494 359.98 3.625 55565.00 .000** -6.12 .22
2.0 – Market 303 462.62 3.875

Total 797   3.750
SR 1.0 – Hierarchy 494 370.23 3.833 60631.00 .000** -4.520 .16

2.0 – Market 303 445.90 4.000
Total 797   4.000

*95% confidence level; two-tailed;  
**99% confidence level, two-tailed.
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The Mann-Whitney U tests (Table 4) indicated that:

1. there was a statistically significant difference 
in the perceptions of ES among students in 
schools with a weak (or balanced) institutional 
culture (Md = 3.75; N = 538) in comparison 
to those in schools with a moderately strong 
culture (Md = 3.63; N = 259); U = 60035.00, P 
= 0.002, with a small effect size (r = 0.11); and

2. there was a statistically significant difference 
in the perceptions of SR among students in 
schools with a weak (or balanced) institutional 
culture (Md = 4.00; N = 538) in comparison 
to those in schools with moderately strong 
culture (Md = 4.00; N = 259); U = 63630.00, P 
= 0.046, with a small effect size (r = .07). 

Kruskal-Wallis tests (Table 5) revealed that there 
was:

1. a statistically significant difference in levels of 
ES across the four levels of culture congruence, 
x2 (3, n = 797) = 43.74, P = .000. Although 
a consistent trend in respect of changes in 
median score in relation to CI could not be 
discerned, the mean rank statistics indicated 
that in most cases (i.e. three out of four), 
student ES increased with culture congruence; 
and 

2. a statistically significant difference in levels of 
SR across the four levels of culture congruence, 
x2 (3, n = 797) = 23.42, P = 0.000. Higher 
median scores (Md = 4.00) were obtained 
from students in schools with higher culture 
congruence than those in schools with lower 
culture congruence (Md = 3.833).

The Kruskal-Wallis tests (Table 6) indicated that 
there was:

taBle 4: ComParIson of PerCeIVed leVels of es and sr WItH resPeCt to Culture 
strengtH

outcome 
variable Culture strength n mean 

rank median
mann-

Whitney 
u

P-value z effect 
size (r)

es
Weak (Balanced) 538 416.91 3.750 60035.00 .002** -3.172 .11
Moderately strong 259 361.80 3.625
total 797 3.750

sr
Weak (Balanced) 538 410.23 4.000 63630.00 .046* -1.991 .07
Moderately strong 259 375.68 4.000
total 797 4.000

*95% confidence level, two-tailed; **99% confidence level, two-tailed.

taBle 5: ComParIson of PerCeIVed leVels of es and sr WItH resPeCt to Culture 
CongruenCe

outcome 
variable

CI n mean rank median Chi-square df asymp. sig.

ES 
(N = 797)

.42 191 325.14 3.571 43.742 3 .000**

.47 81 459.20 4.000

.60 208 462.97 3.875

.65 313 380.92 3.688
SR 
(N = 797)

.42 191 348.79 3.833 23.421 3 .000**

.47 81 440.88 4.000

.60 208 448.04 4.000

.65 313 381.14 4.000

CI = congruence index



1112
WWW.IBC-CONFERENCE.COM

1. a statistically significant difference in levels of 
ES across the four levels of culture discrepancy, 
x2 (3, n = 797) = 43.74, P = .000. Higher 
median scores (Md = 3.875) were obtained 
from students in schools with lower culture 
discrepancy than those in schools with higher 
culture discrepancy (Md = 3.571);

2. a statistically significant difference in levels of 
SR across the four levels of culture discrepancy, 
x2 (3, n = 797) = 23.42, P = 0.000. However, 
no clear trend in the relationship between 
the median scores for SR and the DI could be 
inferred from the results. 

Potential influence of demographic variables on 
ES and SR
Although more demographic variables 
were included (i.e. gender, age, mode 

of delivery, admission route and work 
experience) in the enquiry, only those 
found to contribute statistically significant 
differences to ES and SR are reported herein. 

In summary, the results indicated that students 
studying via distance learning or block release 
reported significantly higher levels of both ES and 
SR in comparison to those studying via contact 
learning, whether on a fulltime or part-time basis. 

The results show that students who had some 
work experience (Md = 4.17; N = 693) reported 
significantly higher levels of SR than those with no 
work experience (Md = 3.83; N = 91); U = 26541.00, 
Z = -2.47, P = .014, with small effect size (r = 0.09). 
No such difference was observed in respect of ES.

taBle 6: ComParIson of PerCeIVed leVels of es and sr WItH resPeCt to Culture 
dIsCrePanCY

outcome 
variable dI n mean rank median Chi-square df asymp. 

sig.

es

.24 208 462.97 3.875 43.742 3 .000**

.33 313 380.92 3.688

.63 191 325.14 3.571

.66 81 459.20 4.000

sr

.24 208 448.04 4.000 23.421 3 .000**

.33 313 381.14 4.000

.63 191 348.79 3.833

.66 81 440.88 4.000

taBle 7: PotentIal InfluenCe of mode of delIVerY on es and sr

outcome 
variable

delivery 
modes 

compared
n mean 

rank
mann-

Whitney u
asymp. sig. 

(2-tailed) z effect 
size (r)

ES

DL 176 154.47 7222.0 .001# -3.293 .196
CL_F 107 121.50

DL 176 202.00 8712.5 .000# -6.259 .340
CL_P 163 135.45

DL 176 252.93 28939.5 .381 -.876
BL 345 265.12

CL_F 107 147.67 7418.5 .038 -2.078
CL_P 163 127.51
CL_F 107 178.69 13342 .000# -4.343 .204

BL 345 241.33
CL_P 163 179.25 15852.5 .000# -7.958 .353

BL 345 290.05
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This result might be explained two-fold: both of 
which are based on the concept of persistence, an 
important component of SR. Firstly, students with 
a certain degree of work experience are more likely 
to have a clearer vision of their career goals, which 
in turn would have been a more important factor 
in the choice of course of study (and institution) 
in comparison to those without work experience. 
Therefore, the former are more likely to persist 
as compared to those with no work experience. 
Secondly, most students with work experience are 
either directly liable for their own fees or indirectly 
liable through their sponsors. This provides a 
strong financial imperative for them to persist 
and make a success of their studies as opposed to 
those with no work experience, who often have 
a lesser appreciation of the burden of financial 
responsibility associated with their studies. 

Predictors of educational satisfaction
Hierarchical multiple regression (HMR) 
was used to evaluate the potential impact of 
institutional culture and student demographic 
variables deemed to potentially influence ES and 
SR and produced the results shown in Table 9:

These results indicated that together, the four 
institutional culture variables explained about 7% 
(R2 = .069, P = .000) of variance in ES, while mode 
of delivery explained a further 6% (R2 =.057, 
P = .000); with both sets of predictors making 
statistically significant contributions to changes 
in students’ perception of ES. The relatively low 
effect size statistics (though not unusual in the 
social sciences) might be attributed to the data-
handling processes in which an effort was made 
to simplify a complex social phenomenon (i.e. 
institutional culture) into objective categories 

taBle 7: PotentIal InfluenCe of mode of delIVerY on es and sr (ContInued)

SR

DL 176 159.51 6334 .000# -4.635 .276
CL_F 107 113.20

DL 176 193.27 10248.5 .000# -4.564 .244
CL_P 163 144.87

DL 176 277.90 27385.5 .066 -1.839
BL 345 252.38

CL_F 107 131.71 8315 .517 -.648
CL_P 163 137.99
CL_F 107 186.73 14202.5 .000# -3.615 .170

BL 345 238.83
CL_P 163 222.34 22875 .001# -3.405 .151

BL 345 269.70

dl = dIstanCe learnIng; Cl_f = ContaCt learnIng full-tIme; Cl_f = ContaCt learnIng 
Part-tIme; Bl = BloCK release. 
* 95% ConfIdenCe leVel; # 99% ConfIdenCe leVel, tWo-taIled. 

taBle 8: PotentIal InfluenCe of WorK eXPerIenCe on es and sr

outcome 
variable

Work 
experience? n mean 

rank median mann-
Whitney u P-value* z effect 

size (r)

es
Yes 693 394.71 3.750 30002.50 .451 -.754
No 91 375.70 3.750

total 784 3.750

sr
Yes 693 399.70 4.000
No 91 337.66 3.833 26541.00 .014* -2.47 .088

total 784 4.00000

* 95% confidence level; two-tailed. 
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(Mayntz, 2004), which were further reduced to 
binary categories (Sekaran & Bougie, 2013) in 
order to enable the use of the multiple regression 
technique. The fact that statistically significant 
results were achieved despite these methodological 
limitations suggest that the actual effect size 
might have been (severely) underestimated. 

Further analysis using Analysis of Variances 
(ANOVA) and the inspection of regression 
coefficients and residuals statistics shows that:

•	 The overall model (i.e. Model 2, Table 9), 
which included three culture dimensions plus 
the three modes of delivery (excluding the 
reference category, namely, distance learning), 
was statistically significant [F (6, 767) = 18.47, 
P < 0.0005].

•	 Only culture type and culture strength, as 
well as the full-time and part-time modes 
of delivery (relative to the distance learning 
mode), made statistically significant unique 
contributions to variances in student ES. By 
comparison, it was the part-time contact 
learning mode of delivery (β = .278; P = .000) 
that made the biggest unique contribution to 
variances in student ES, followed by culture 
type (β = .123; P = .024). 

•	 Conversely, culture discrepancy did not 
make a unique significant contribution to ES. 
Additionally, the block release mode of delivery 
also did not make a statistically significant 
contribution. That is, the findings suggested 
that if a student transferred from distance 
learning to block release mode of delivery, 

the changes in the educational environment 
(and culture) to which the student was 
exposed were such that the student might not 
experience any material difference in the level 
of ES (β = 0.001; P > 0.05). However, a student 
who went from distance learning to full-time 
contact learning (β =-.204; P = .033) or part-
time contact learning (β = -.441; P = .000) was 
likely to experience a statistically significant 
decrease in ES, respectively. 

Based on the unstandardised β-coefficients 
(Pallant, 2007:159), the following equations could 
thus be used to estimate student ES under varying 
conditions of culture type, culture strength, 
and mode of delivery, as shown in Figure 1. 

Predictors of student retention
The results indicated that together, the four culture 
variables accounted for 3.7% of variance in SR, 
while student age, mode of delivery, and work 
experience accounted for a further 4.4%. Both 
models were statistically significant (P = .000).

Similarly, further analysis using ANOVA 
and the inspection of regression coefficients 
and the residual statistics shows that:

•	 The overall model (i.e. Model 2) was 
statistically significant [F (8, 684) = 7.512, P 
< 0.0005].

•	 Culture type (β = -.207, P = .000) and culture 
strength (β = -.089, P = .034) made significant 
unique contributions to SR. However, when 
the demographic variables were also taken 
into account (see Model 2), neither culture 

taBle 9: models PredICtIng es

model r r 
square

adjusted 
r square

std. 
error 
of the 

estimate

Change statistics
durbin-
Watson

r square 
change

f 
change df1 df2 sig. f 

change
1 .263a .069 .066 .61763 .069 19.150 3 770 .000
2 .355b .126 .119 .59966 .057 16.615 3 767 .000 1.725

a.  Predictors: (Constant), Culture congruence, Culture strength (0 weak, 1 moderate), Culture 
type (0 market, 1 hierarchical). 
 b.  Predictors: (Constant), Culture congruence, Culture strength (0 weak, 1 moderate), Culture 
type (0 market, 1 hierarchical), Delivery mode – part-time, Delivery mode – full-time, Delivery 
mode – block release.
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type nor culture strength made a significant 
unique contribution; thus suggesting the 
contributions of these factors were actually 
shared with other factors. From Model 2, 
the factors that ultimately made significant 
and unique contributions to SR included the 
student’s age and the mode of delivery (more 
specifically, contact learning full-time and 
contact learning part-time modes, relative to 
the distance learning mode). 

Based on these findings, SR can be estimated 
algebraically from Model 2 as shown in Figure 2.

In sum, the findings indicated the following:

•	 Student retention tended to increase with age. 
That is, the older students tended to either be 
more loyal to the institution and/or showed 
greater persistence in their studies;

•	 Both full-time and part-time contact 
learning students showed lower levels of SR 
in comparison to distance learning students. 
This suggests that there might be elements 
of the contact teaching/learning process 
that exposed students to conditions that 
diminished their loyalty to the institution and/
or persistence in their studies. The findings 
in respect of mode of delivery were similar 
to those in relation to ES thus reaffirmed 
the high covariance between ES and SR as 
outcome variables.

Synthesis of key findings
The following pertinent findings can 
be drawn from the foregoing results:

•	 Each of the four participating SAPHEI 
schools exhibited a distinct culture profile 
and between them were two dominant culture 
types (market and hierarchy); of weak to 
moderate culture strength and varying degrees 
of culture congruence and discrepancy.

•	 Educational satisfaction (ES) and student 
retention (SR) could be coherently explained 
by the dominant (sub) culture type as well 
as the strength of the (sub) culture prevalent 
within the respective SAPHEI schools. By 
comparison, culture type and strength appear 
to have a stronger influence on ES than SR. 
This suggests that the decision for a student 
to remain (or be retained) at an institution 

fIgure 1: a demonstratIon of tHe model 
for estImatIng es

For a student studying through the 
distance learning mode of delivery: 
SES = 3.871 – .162T – .144S (Where: T = Culture 
type, S = Culture strength).

Example: Assuming the student is studying 
in a school where the dominant culture 
type is market (M=0) and the culture 
strength is weak/balanced (S = 0), then: 
SES = 3.871 – .162(0) – .144(0) = 3.871.

And if the student were in a school with a dominant 
hierarchy culture (T = 1) and a moderately 
strong culture (S = 1), then SES would be: 
SES = 3.871 – .162(1) – .144(1) = 3.565.

Similarly, SES can be estimated for the other 
modes of delivery using the following equations:

For a full-time, contact learning student: 
SES = 3.871 – .162T – .144S - .204M (where M = 
mode of delivery); 

For a part-time contact learning student: 
SES = 3.871 – .162T – .144S - .441M; and

For a student studying via block release, SES 
would be practically similar to that of the distance 
learning student (β = .001; P = .990).

fIgure 2: a demonstratIon of tHe model 
for estImatIng sr

SR = 3.838 + .015A -.316M (for a contact learning 
full-time student)

Example: For a 22-year-old contact learning full-
time student, 

SR = 3.838 + .015 (22) - .316(1) = 3.852;

While for another 22-year-old student studying 
via distance learning,

SR = 3.838 + .015 (22) - .316(0) = 4.168;

Then, for a contact learning part-time student, 

SR = 3.838 + .015A - .363M.
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are influenced by other factors well beyond 
institutional culture type and strength. That is, 
ES might itself be considered as one of several 
contributors to SR.

•	 Although statistically culture congruence and 
discrepancy appeared to influence ES and SR, 
only broad trends in such relationship were 
discernible. Accordingly, claims regarding 
the influence of culture congruence and 
discrepancy on ES and SR cannot be made 
with the same level of confidence as per culture 
type and strength. Nevertheless, culture 
congruence appears to directly influence both 
ES and SR while culture discrepancy exhibits 
the opposite effect. 

•	 Relatively higher levels of both ES and SR 
were associated with market culture type 
(Schools B and C) in comparison to hierarchy 
type (Schools A and D).  

•	 Similarly, higher levels of both ES and SR were 
associated with weak (i.e. more balanced) 
cultures in comparison to moderately strong 
(i.e. relatively stronger) cultures.

•	 Students studying via the distance learning or 
block release (also a form of distance learning 
with limited contact) modes of delivery 
reported higher levels of both ES and SR in 
comparison to those studying via contact 
learning, whether on a full-time or part-time 
basis. Although this finding might appear to 
be counterintuitive, it is consistent with the 
core meaning of client satisfaction – that is, 
the gap between the expected utility and the 
actual utility realised. The finding might thus 
suggest that mindful of the implications of 

opting for a mode of delivery with limited 
contact, distance learning and block release 
students hold relatively lower expectations of 
service and support levels in comparison to 
contact learning students. However, evidence 
from the student survey data as well as the 
staff focus groups suggests that schools (B and 
C) that only offer distance learning and block 
release delivery are better geared towards 
identifying and supporting student needs. It 
is also important to remember that Schools 
B and C exhibit dominant market (sub) 
cultures and thus the dividends of a stronger 
marketing orientation appear to outweigh the 
effect of more direct contact.   

•	 Students with prior work experience reported 
higher levels of SR (but not ES) than those 
with no work experience. Evidence from 
the data suggests the following explanation 
for this finding. Most non-traditional (i.e. 
also employed) students have contractual 
obligations towards their sponsors (who often 
double as employers) which motivates them to 
be more resilient in their studies, regardless of 
their levels of satisfaction with the educational 
process. 

•	 In general, the mode of entry, nationality, 
and gender of the student were not found to 
influence ES or SR.

When pulled together, an overall assessment of 
fitness for purpose in respect of the four culture 
dimensions points to School C as the institutional 
unit best positioned for optimal performance 
in respect of ES and SR. School C exhibited 
a balanced/weak market culture, with a low 
discrepancy between the current and preferred 

taBle 10: models PredICtIng sr

model r r 
square

adjusted 
r square

std. 
error 
of the 

estimate

Change statistics
durbin-
Watsonr square 

change
f 

change df1 df2 sig. f 
change

1 .192a .037 .033 .67864 .037 8.798 3 689 .000
2 .284b .081 .070 .66542 .044 6.528 5 684 .000 1.803

a. Predictors: (Constant), C_Discrepancy, Culture strength (0 weak, 1 moderate), Culture type (0 
market, 1 hierarchical) 
b. Predictors: (Constant), C_Discrepancy, Culture strength (0 weak, 1 moderate), Culture type 
(0 market, 1 hierarchical), Work experience (0=none, 1=some), Delivery mode - part-time, Age, 
Delivery mode – full-time, Delivery mode – block release
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cultures and a high congruence with the culture 
of the top management of the institution (cf. 
Table 1). The findings from the bivariate analyses 
and the regression analyses combined indicated 
that these conditions offered the optimal cultural 
environment for the promotion of ES and SR; which 
observation is confirmed by the median scores 
and mean ranks for both outcomes (cf. Table 2). 

ImPlICatIons for management and 
furtHer researCH
The phenomenon of institutional culture is 
ordinarily taken for granted, unless an institution 
(or part thereof) is challenged to reflect about it. 
Studies like this one might therefore stimulate 
reflective practice among the participating 
and similar institutions. That is, it provides an 
opportunity for the institution to think about the 
ways in which the common practices, values and 
underlying assumptions held by the institution 
might affect institutional performance in respect 
of student educational satisfaction and retention.

As earlier stated, ES and SR are firstly, indicators 
of educational quality. Then for most institutions, 
but certainly for for-profit private higher 
education institutions, high levels of ES and SR 
are desirable as they support pertinent strategic 
commercial goals. Firstly, high levels of ES are 
often brandished (by private HEIs) as competitive 
advantage, especially over public institutions 
where provision is deemed to be less personalised 
as they typically serve larger student populations. 
Secondly, high levels of SR translates into low 
student attrition rates which in turn diminish the 
requirement (and cost) of marketing (i.e. student 
recruitment) needed to achieve enrolment figures 
that support high levels of financial efficiencies. For 
private institutions (which in South Africa do not 
receive state subsidies), financial effectiveness is 
probably as important as educational effectiveness.

This study can also benefit the management 
of public HEIs in many ways. As state-owned 
universities face rising budget constraints, many 
of them are strategically repositioning themselves 
and entering into forms of educational delivery 
(e.g. short courses and executive education) 
that were hitherto the preserve of private 
providers. Public institutions also face a stronger 
imperative to be financially prudent. Hence, 

these factors and many others, are causing 
public HEIs to take on an increasingly ‘for-
profit’ character. Hence, all institutions need 
to worry about how their ways of doing things 
might affect student satisfaction and retention.

As the present study only represents a snapshot 
in time, it is desirable that similar studies are 
duplicated both at SAPHEI as well as other 
institutions so that a more comprehensive 
understanding of the relationships between 
institutional culture and effectiveness can be 
attained. Further, it would be important to 
interrogate how such understanding can translate 
into leadership and management mechanisms 
aimed at enhancing educational effectiveness. 

ConClusIon
Educational satisfaction (ES) and student retention 
(SR) are two (of several) indicators of educational 
quality and institutional effectiveness. For for-
profit private higher education institutions, 
these outcomes are often claimed as sources 
of competitive advantage. The present paper 
demonstrates the importance of institutional 
culture dimensions, especially culture type and 
culture strength as predictors of ES and SR. The 
findings suggest that institutions or departments 
that can accommodate a healthy coexistence of 
competing values (i.e. weak or relatively balanced 
cultures) within a predominantly marketing 
orientation are better disposed towards promoting 
ES and SR. Additionally, mode of educational 
delivery, the existence of prior work experience 
as well as student age emerge as important 
demographic determinants of ES and SR.

Although the present study is situated in the 
context of a South African private higher 
education institution, it might offer useful 
lessons for many other institutions as increasing 
internationalisation and changing market forces 
continue to blur the lines between institutional 
types based on geographies or ownership type. 
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aBstraCt
The question “what is your problem?” is posed 
to a group of senior government employees on 
a Learnership programme, whose exposure to 
research methodology is negligible. Refining a 
problem statement or selecting an appropriate 
research method are areas that often confuse 
students. Attempting to convince senior 
government workers on the merits of research 
and the theories that accompany research 
methodology, are just as challenging. The 
question “What is your problem?” is posed as a 
question to students. By provoking the question, 
students are forced to discuss and identify a 
problem in their field of work. The problem is 
narrowed and students realise that the problem 
is worthy of a solution. Innovation is relied 
upon to simplify and drive basic principles 
of research methodology. Students are asked 
to engage in role play, the problem is further 
simplified, research questions and objectives are 
composed, as conventional forms of teaching 
methods are removed, culminating in the design 
of a road map to their research study. This paper 
reports on roleplaying at three different stages: 
first is problem statement formulation, second 
is construction of the research question and the 
third, the planning of the research design. A 
sample of 22 students were exposed to the module 
using roleplaying as the basis of understanding 
research methodology. Qualitative methodology 
was relied upon to gather and report on findings 
of the teaching method. Results revealed that 
students were able to understand concepts and 
successfully apply them in a written assessment. 
The results were convincing, that once the 
pressure of conforming to research norms 
were removed, students were able to focus on 
the task at hand and could clearly envisage the 
purpose of the study. Students were surprised as 
to the simplification of the process that enabled 
them to understand research methodology.

Keywords: active learning, role play, research 
methods, road map

IntroduCtIon 
One may be familiar with the adage “you cannot 
teach on old dog new tricks” (Price, 2011), a 
challenge at teaching research methods to a 
group of senior government employees on a 
Learnership programme, was an attempt at 
refuting the old idiom. In South Africa research 
methods as a module is generally presented 
at postgraduate level with a limited number 
of under graduate qualifications offering the 
module (Wagner, Garner & Kawulich, 2011). 
Learnership programmes have a tendency to 
include research methods in short programmes 
particularly if the intent of the contracting client 
requests the inclusion of the module within the 
Learnership programme. This is coupled with a 
growing need by industry to empower employees 
with a research skills set (Waywyn, 2008). 
Organisations see research methods as a module 
that would be advantageous to the organisation’s 
skill development initiatives. Employers view the 
inclusion of research methods in Learnership 
programmes as skill building initiatives that 
would empower employees with the necessary 
tools to plan, conduct surveys, write market 
reports, present data and thus add value to the 
organisations reporting (Walwyn, 2008; Danos, 
2014). Therefore, the objective of the leadership 
programme as stipulated by the organisation 
or client was to equip senior government 
employees with an understanding of research 
methods to enable them to conduct research 
projects within their government departments. 

BaCKground
Teaching research methods to early researchers 
has the potential of posing a challenge for the 
instructor and the student alike. Lewthwaite and 
Nind (2016) as well as Kilburn, Nind and Wiles 

understandIng researCH metHodologY tHrougH 
role PlaY
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(2014:191) agree that teaching and learning 
of research presents significant challenges, 
particularly since there is little pedagogical 
underpinning on teaching research methods. 
Lewthwaite and Nind (2016:414) refer to Early 
(2014) and Wagner, Garner, and Kawulich 
(2011) who have equally noted the lack of 
pedagogic culture. Early (2014) as referred to 
by Lewthwaite and Nind (2016:414), mention 
that the lack of pedagogic culture is unable to 
inform teachers of research methods of their 
practice, “by calling upon a substantial body of 
literature characterised by systematic debate, 
investigation and evaluation of teaching and 
learning. Instead, there is a reliance on peers, 
trial-and-error and methodological know-how, 
rather than pedagogic knowledge informed 
by theory or research”. The minimal presence 
of pedagogical practice and culture places the 
teacher of research methods under pressure to 
teach a discipline that is somewhat abstract in its 
underpinning. Lewthwaite and Nind (2016:413) 
succinctly express this sense of uneasiness 
to teach from a position of inconclusiveness 
Lewthwaite and Nind substantiate this stance and 
state that: “methods teachers and instructors face 
additional challenges as methodological expertise 
is often fragmented across academic disciplines. 
Nationally and internationally there are no agreed 
curricula; methods content is dynamic. Working 
in this fast-changing environment requires 
constant vigilance and skills development on 
the part of learners and teachers. Within this 
challenging context, efforts to accelerate the 
development of methodological expertise have 
not always been informed by pedagogic research, 
principles and theories” (2016:413). The need 
to teach and impact the learner without the 
necessary tools, places the teacher of research 
methods in a position that requires a greater 
reliance on innovative techniques rather than 
pedagogical underpinning, particularly when 
there is a lack thereof. Introducing role play 
into the lecture room as a form of teaching 
research methods is uncharacteristic, particularly 
since: “capacity to undertake and engage with 
research ‘requires a combination of theoretical 
understanding, procedural knowledge and 
mastery of a range of practical skills” (Kilburn, 
Nind & Wiles, 2014: 191). Nevertheless, role play 

was introduced to a class of “soon-to-be” novice 
researchers with the following infrastructure in 
place in order to accommodate the intervention. 

InfrastruCture   
These employees were required to attend a two 
day workshop that ran from 08:30 until 16:30. 
The Learnership programme was administrated 
by an academic administrator and academic 
director, whom communicate with the client and 
oversee the logistical arrangements prior to the 
session. The academic administrator coordinates 
the booking of lecture venues, posting of lecturer 
slides and prescribed reading on the student 
portal. Student postings and communication 
are monitored by the administrator and the 
lecturer through a tutor forum that allows for 
the management of student query and lecturer 
communication. The two day session culminates 
in the completion of a formative assessment one 
month post session, followed by a summative 
assessment three months post formative 
assessment.  In the formative assessment students 
had to present a research proposal that outlined 
their intended study. Upon submission, detailed 
feedback of the formative assessment is posted 
on the student portal for easy student access. 
The summative assessment comprised of the 
completed study, as proposed in the formative 
assessment. A similar process as to the formative 
assessment is followed post submission. A class 
of 22 students were introduced to the research 
methods module, a first experience for most. 

ProBlem statement
Understanding research methodology can 
be daunting, particularly when students are 
required to  meaningfully apply abstract concepts 
to practical application. For instance, which 
research paradigm would best enable the study 
and if so which methodology should one apply. 
The need to understand a research paradigm 
or the formulation of a problem statement 
and research questions can be overwhelming. 
Research methodology may come easily to the 
seasoned researcher, however, students have 
a tendency to struggle with understanding of 
research methods. Therefore there is a need 
to develop a method of teaching that would 
simplify the understanding of these concepts. 
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researCH QuestIon
This study has investigated active learning as 
a mode of teaching and for simplifying the 
understanding of research methodology. The 
research question that follows is: “Can role 
playing as a form of active learning, enable 
the understanding of research methodology?”.

metHodologY
For the purposes of this paper the researcher 
relied on an interpretivist research paradigm were 
“participants’ views of the context was studied” 
(Mackenzie and Knipe, 2006, p.3; Creswell, 2003, 
p. 8). With the paradigm informing the selection 
of an appropriate research methodology. In this 
instance a qualitative research methodology 
was chosen, the intention of the paper was to 
appreciate students understanding of the teaching 
method. Relying on one-on-one interviews, 
students were asked to assess the teaching method, 
in addition, a generic teacher evaluation form 
was disseminated to validate student feedback.

eXerCIse
Students were welcomed and after a brief 
introduction and general housekeeping, students 
were asked to informally describe a problem 
that they faced at work that they felt the urge to 
investigate. Various problems were identified by 
the group, and as the momentum increased the 
class began to engage with the problems they 
faced at work. Once each student was given an 
opportunity to explain and define their problem, 
the class as a group was then asked to evaluate the 
gravity of the problem and to assess the benefit 

derived from investigating the problems raised. 
Problems that lacked merit were re-evaluated 
for their value add. The merit of a problem was 
determined by the proposed contribution that 
will be made by the suggested investigation. At 
this stage each student identified a problem that 
would make a contribution to their field of work or 
community. Students were then asked to rephrase 
their problems, so as to make the problem into a 
succinct statement that was deliberate and forceful.

Students were then given a handout (table 1 below), 
which they examined with much confusion. 
Students were then asked to set the handout aside 
and reflect on their problem statement and to 
consider a possible title for the problem statement.  
Secondly, to consider that if they were to post 
this on social media, how would they concisely 
provide a title for the problem at hand? On 
completion of the task, students were asked to fill 
in the title and problem statement in the handout 
received. Once the task was completed, students 
were asked to look at the problem statement 
and ask, if one should investigate this problem, 
how would one go about with the exercise?

ImagInarY to InVestIgatIon 
At this stage students were asked to put on their 
‘Sherlock Holmes’ hats and pretend to investigate 
the problem and to consider the type of questions 
they would ask in order to solve the problem. 
Research questions were formulated and 
included in the hand-out. The next exercise was 
motioned, students were asked to focus on the 
question they had each formulated and consider 

taBle 1. researCH Hand out

research title
Problem Statement

research 
Question

research 
objective methodology method analysis

reference list

Author Date, page Title Publisher, 
Country Hyper-link

Source: Authors own
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how they each intended to proceed with the 
asking of the questions, in other words what were 
their objectives in relation to each question.  To 
examine, to investigate, to determine, to evaluate, 
and to analyse were some of the thoughts 
around the room. With research questions and 
objectives in place, students were allowed to take 
a tea break and to return to class in half an hour.

road trIP
On returning to class, students were provided 
with a brief lecture on research methodology, 
methods, sampling, and analysis. Each of these 
sections were to be covered comprehensively in 
subsequent lecturers. The focus of this lecture 
was to orientate students as to the fundamentals 
of research methods, and for the student to 
relate to research methods sans the stress 
and the pressure of undertaking a scientific 
study. Each student was provided with a blank 
sheet of paper and various shades of pencils. 

Students were asked to remove their ‘Sherlock 
Holme’ hats and to close their eyes and to envisage 
a road trip, to recollect childhood memories 
and to recall the journey of arriving at a holiday 
destination. Many students smiled at the prospects, 
others frowned. Students were asked to focus on 
the noises that filtered through the classroom 
window and to focus on the gushing sounds of 
mid-morning traffic and to embrace the sense of 
being on a road trip. Students were asked to open 
their eyes and to recall their sense of awareness 
as the sounds of the traffic continued to fill the 
room. Next, each student was asked to write their 
research objective on the extreme lower right 
end of their blank sheet of paper. Students had to 
complete the instruction by drawing a chequered 
flag next to the research questions to signify the 
end of the journey. Then students were asked to 
consider that, if they had to undertake a road 
trip that would end with arriving at the research 
objective, how would they under take their 
journey? What mode of transport would they 
take, what tools would they pack, whom should 
they ask for directions, how many people should 
they meet with before undertaking the journey.

mode of transPort
Mode of transport for the purpose of the exercise 
referred to the research method methodology: 

qualitative, quantitative and mixed methodology.  
The form of transport selected from within the 
stable of methodologies was referred to as vehicle 
that would enable the student to arrive at their 
research destination. Students had to engage 
in a two stage pit stop along their journey. The 
first pit stop entailed requesting for directions to 
the destination this referred to the sample and 
deciding on a sample size. How many individuals 
does one need to stop, meet and interview in 
order to arrive at the destination? The second pit-
stop referred to the analysis were the students had 
to “pull-off ” alongside the road, and assimilate 
the feedback received from the individuals 
interviewed along their research journey. Students 
were asked to populate their road maps with 
each leg of the journey. Creativity was the key, 
many smiley stick figures and broccoli trees were 
encouraged, as students expressed themselves 
with paper and pencil. As with all journeys it is 
important to take a body break and have a pit stop. 

PIt stoP  
After a short lunch break, students were asked 
to discuss and unpack their research journey. 
Each student was given an opportunity to 
explain the rationale for their mode of transport 
and type of vehicle selected for the journey 
ahead. Students had to explain whether they 
would be stopping for directions and how do 
they intend to assimilate the information they 
have gathered in order to arrive at the desired 
destination. At this stage of the exercise, students 
were guided along their research journey 
with direction that was supported by theory. 

The intention of the exercise was to allow 
students to relax and appreciate the investigation 
for the journey, without the heaviness associated 
with expounding on a research paradigm and 
research design. The weaving of their discussion 
allowed students to understand the merit of 
theoretical underpinnings, without the stress 
of remembering the definition of epistemology 
or paradigm. Students were asked if they 
encountered any road blocks on their journey.  

road BloCK
Students were appreciative of the lecturer’s role 
as facilitator. The intermittent road block, or class 
discussions, were well received. Initially, students 
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did not understand the purpose of the role play, the 
lecturer intervened and explained the need to let 
the process unfold and to allow the purpose of the 
journey to take over. Questions regarding choice 
of methodology and sample size were raised, 
students were asked to return to the problem 
statement that they formulated and asked to 
revisit the objective of the investigation. Research 
questions enabled students to understand that 
within the question lay the answer to the research 
methodology that would enable the answering 
of the research question. Confusion regarding 
sample size was also raised by the students. 
Students were directed to their research question, 
where students were asked to re-evaluate their 
selection of research methodology and to 
determine how many participants or respondents 
would be required to answer the research 
question. Students responded with introspection 
and indicated that if they needed to gather data, 
then larger numbers would be required when 
considering sample size. Others indicated that 
were perceptions, experiences and views were 
required a smaller sample would be appropriate.  
The self-reflection process enabled students to 
answer questions in an almost rhetorical fashion. 
Students were surprised at their ability to reaffirm 
their responses and review lessons learnt. 

dIsCussIon 
 Feedback received by the academic administrator 
and academic manager revealed that, “students 
were satisfied”, “students enjoyed the research 
journey, the style, methodology and approach of 
the lecture, making research easy”. On review of 
the module, students commented that they were 
motivated to conduct research in their personal 
capacity, “the modules has been made so practical, 
and it has inspired me to have the desire to start 
with my research”. Students complimented the 
instructional design of the module, adding “the 
instructional design was properly organised 
and presented”. One student in particular was 
moved by her experience and added “I am a 
first-timer in research methods and I am happy 
with the course content. It will be very beneficial 
to my career and daily usage”. At the end of the 
session a student added, “I have found the session 
beneficial, I know my topic, research questions 
and I have a good ideas as to my sample”. 

The overall feedback of a generic student 
evaluation rated the module as excellent, this 
was further supported by 98% student pass rate 
at the completion of the module. One student 
in particular has reworked her paper into a 
conference submission, the student is currently 
awaiting feedback from the conference review 
process. Many students submitted their research 
as investigative reports to heads of department as 
a means and initiative to resolve problems raised 
in class. Students commented on the research 
process and facilitation was encouraging, a 
student added that “the facilitator simplified the 
module and made it practical while taking us 
through the process. It was highly informative”. 
Students were ultimately surprised as to the 
simplification of the research process that enabled 
them to plot a research process in the form of a 
road map which in so doing, enabled students 
to arrive at the answers to the research question.

Plans to furtHer deVeloP tHe InI-
tIatIVe
Teaching research using role playing has 
been a recent attempt at simplifying research 
methods and creating a greater awareness 
of academic writing. This initiative moved 
away from traditional research method 
teaching which is generally burdened by heavy 
theoretical underpinning.  Sirinterlikci, Zane 
and Sirinterlikci, (2009:14) describe active 
learning as involving “multiple senses (example, 
hearing, seeing, and feeling), interacting with 
other people and materials, and responding to 
or solving a problem” encapsulating the process 
students engaged in during the role play session.

Plans to further develop the initiative would 
entail including a classroom environment that is 
conducive to role play, utilising a wider range of 
materials and scenarios. For instance, students 
would be encouraged to leave the classroom, walk 
onto campus and practically conduct sampling 
techniques. On completion of the sampling 
exercise, students would return to class and 
analyse data gathered. To recapitulate the role 
play captured on the research road map, students 
would be asked to enact their journey within 
campus grounds with a synopsis of the study 
presented as a poster at the end of the research 
session. Culminating with a poster competition 
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at the end of the module. Suggestions made 
by O’Neill and McMahon (2005:31) would 
be incorporated in the future initiative for 
example the inclusion of reflective diaries 
in a qualitative study and computer assisted 
learning for quantitative and qualitative studies. 

teaCHIng ImPlICatIons
Teaching implications for such a module and in 
others, is to encourage academics to explore and 
innovate creative solutions to teaching modules 
that are perceived as confusing and dull. The 
reinvention of teaching techniques and the 
adaptation of conventional teaching lends itself to 
results that are encouragingly positive. Presenting 
students with a refreshed alternative to the 
conventional, thus instilling a renewed desire to 
pursue modules that are categories as difficult or 
abstract. Therefore, the teaching implications are to 
try something new and proverbial “out of the box”.

etHICal ConsIderatIons
The researcher gathered the necessary approval 
from the institution and participants which 
enabled the writing and completion of this paper.

lImItatIons 
An uncontrollable limitation to the study was 
time. These constraints were particularly felt 
by the student. who’s demanding schedules 
and high profile jobs resulted in sessions being 
interrupted by office demands. The second 
limitation was the duration of the module. 
This module should have ideally been longer 
allowing for a better appreciation of the 
intervention. Lastly, prior knowledge of concepts 
and terminology of research methods would 
have compensated for the time lost to lecture 
interruptions. Students would have a grasped 
concepts and terms faster, as the exercises were 
being explained. However, all was not lost, as 
the naivety to research methods at the end of the 
session presented a true reflection of the students 
understanding of freshly thought concepts.    

reCommendatIons
In retrospect, the following recommendations 
can be made: sessions should have been longer, 
students should have made a clear undertaking 
to participate in the session despite frantic 
work schedules, and students should have 

been introduced or provided with pre-reading. 
However the introduction of pre-reading would 
have defied the purpose of using role-play as an 
exercise in teaching research methods, as students 
would have had a preconceived idea of the module. 
This would have detracted from the purpose of 
the study and that was to determine whether role 
playing as a form of active learning may enable the 
understanding of research methodology. Students 
would have attempted to conduct the exercises 
based on readings rather than that of the exercise 
at hand. Lastly, it would be recommended that role 
play be applied to teaching of other modules that 
have the ability to be adapted with role playing 
in mind. These can effectively be done with 
law, management and health science modules.  

ConClusIon
The introduction of role play as a mode of 
teaching research methods was an optimistic 
initiative, particularly since the student group 
comprised of senior government workers who 
have a tendency to be set in their ways. Students’ 
eagerness to engage with the exercise was 
encouraging as students allowed themselves to 
be manipulated as they plotted their research 
journey. Student feedback suggested that the 
exercise was a success on two levels, students saw 
the benefit of the technique, and simplicity in 
the instructional design. While the instructional 
designer received renewed insight as to pushing 
the boundaries of teaching a module that was 
previously shroud in traditionalism. Opening 
opportunity for future creative endeavors 
in teaching research methods. Reminding 
one that it is never too late to learn to play.
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aBstraCt
A clear definition of the goals which a higher 
education institution (HEI) should pursue and 
the efficacy with which set goals are achieved 
symbolises the utility of the institution towards 
the broader goals of human development. 
This paper argues that one way of promoting 
such efficacy is to ensure that the values and 
assumptions that underpin behaviour and 
decision-making are aligned with the strategic 
educational objectives of the institution.  

Following a pragmatic research paradigm, the 
enquiry adopted an explanatory sequential 
mixed methods design to interrogate student 
views of the effectiveness of a private higher 
education institution against the backdrop 
of the institutional culture as exhibited by 
its employees and management. The paper 
presents a framework, which is the capstone 
output from a wider project aimed at exploring 
the linkages between institutional culture 
and effectiveness. The preceding outputs are 
reported elsewhere as indicated hereunder.

The framework encapsulates a systemic way of 
thinking about the inputs, processes and outputs of 
a HEI which aims to ground its pursuit of student 
educational outcomes on values shared by key 
stakeholders, especially the management and staff 
of the institution. Thus, building on the empirical 
findings on the linkages between institutional 
culture and effectiveness, some foundational 
principles are distilled, which in turn inform 
the essential components of the framework. To 
enhance its practical utility, the conditions for 
implementation and management implications 
of the proposed framework are also explained.

Although the study is set in the context 
of a South African private HEI, it can be 
acknowledged that there are many other 
institutions which share the conditions facing 

the participating institution and might therefore 
benefit from the lessons emanating therefrom.

Keywords: Values-based framework, Insti-
tutional culture, educational effectiveness, 
Private higher education.   
   
IntroduCtIon
The relationships between organisational 
culture and effectiveness have been explored in 
organisational behaviour literature (Cameron 
& Quinn, 2011; Kotter, 2012) and are therefore 
relatively well understood. What is little 
understood though, is their relevance and 
application in the domain of higher education, 
especially in the context of private institutions.  

Drawing from the broad themes of organisational 
culture and effectiveness, this paper adopts a 
narrow definition of institutional culture (in the 
context of higher education) as well as a focused 
definition of institutional effectiveness to propose 
an institutional improvement approach by which 
culture can be used as the quintessential ingredient 
for sculpting and sustaining the effectiveness 
of a higher education institution (HEI). 

This paper is a sequel to another paper, accepted 
for the 11th International Business Conference 
(IBC) (Ayuk, 2017) which, amongst other 
objectives, interrogates the value of institutional 
culture dimensions as determinants and 
predictors of student educational satisfaction and 
retention. The present paper thus builds on the 
findings of the former, as well as insights from 
a qualitative review of the findings and meta-
inferences to identify pertinent foundational 
principles for optimising student educational 
outcomes. These principles form the core of a 
proposed framework, which is buttressed by an 
explication of the functional conditions necessary 
for its successful implementation.  The study is set 
in a South African private HEI, which, in respect 
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of ownership and governance, is part of a network 
of HEIs in six countries across five continents. 

ProBlem statement
A review of recent literature in organisational 
behaviour within higher education studies reveals 
two clarion calls, arguably amongst several 
others, requiring concerted research attention.

The first is for HEIs to be clear about the educational 
outcomes institutions aim to pursue, so that there 
is a coherent basis against which the public and 
other stakeholders can adjudge their contributions 
to society (Judson & Taylor, 2014; Metz, 2013).

The second call, is for each institution to be aware 
of its unique identity and use that as a basis for 
sustained institutional improvement (Eckel, 
Green, Hill & Mallon, 1999; Kuh, Jankowski, 
Ikenberry & Kinzie, 2014; Pandey, 2014). 

Inspired by these sentiments, this paper argues 
that institutional culture in general, and more 
specifically, the values and assumptions that 
underpin behaviour and decision-making at 
a HEI, are core determinants of institutional 
effectiveness. Furthermore, the paper recognises 
the primacy of student success as the cornerstone 
of institutional effectiveness. The challenge, 
therefore, which the paper seeks to address is 
to explore a framework by which institutional 
effectiveness could be systematically promoted 
by leveraging off the values that (should) 
prevail among key stakeholders within a HEI.   

researCH oBJeCtIVes
The overarching aim of this paper is to outline the 
conceptualisation and development of a framework 
for the continuous enhancement of student 
educational outcomes at a HEI. In pursuit of this 
aim, the study has the following specific objectives:

•	 To review the conceptual connections between 
institutional culture and student educational 
outcomes;

•	 To elucidate key findings and meta-inferences 
from an empirical study linking institutional 
culture and student educational outcomes;

•	 To distil some foundational principles for 
enhancing student success at institutional 
level

•	 To outline and explicate the core components 
of a framework for promoting educational 
effectiveness; and

•	 To outline the conditions necessary for the 
successful implementation of the proposed 
framework. 

lIterature reVIeW
It is important to start by reviewing the 
theoretical perspectives about the nature 
and relationships between the culture and 
educational effectiveness of a HEI. In the process, 
contextual definitions of institutional culture 
and educational effectiveness are developed, so 
that a nuanced understanding of the framework 
proposed in this study can be achieved. 

The essential elements of institutional culture
The broad role of institutional culture in 
influencing the effectiveness of a HEI has 
previously been explored elsewhere (Ayuk & 
Usher, 2015) and hence not repeated here. It is 
however helpful to highlight what elements of 
institutional culture are relevant to the issues 
under interrogation. In this paper, culture is 
operationalised in terms of the espoused values 
and underlying assumptions (Eckel et al., 1999) 
which, directly or otherwise, determine what 
is important, what is acceptable and how it 
should be done at a particular institution. There 
is also the recognition that within the broader 
institutional culture, might exist subcultures 
that may develop as a consequence of distinct 
organisational differentiation (Bergquist, 1992) or 
the differences in strategic (or even tactical) goals 
that different organisational units serve. Hence, 
the senate, the finance department, the student 
affairs department and an academic department 
(e.g. the business school) of a university may 
develop distinctly different culture profiles, 
each tailored to suit their immediate internal 
‘markets’ or ‘customers’. Additionally, different 
academic disciplines have been thought to foster 
pertinent cultural archetypes (Murzi, Martin, 
McNair, & Paretti, 2015; Swarat, Oliver, Tran, 
Childers, Tiwari & Babcock, 2017) Each student 
however experiences the university culture 
through a unique combination of influences 
arising from varying degrees of exposure to 
these diverse subcultures. An underlying thesis 
of this paper is that such exposure might shape 
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the (perceived) degree to which the student’s 
expectations of higher education are met.

Student success as indicator of institutional 
effectiveness
The construct of institutional effectiveness (IE) 
is an adaptation of the broader construct of 
organisational effectiveness (OE), as applicable in 
the higher education domain. In its widest sense, 
OE signifies an organisation’s capacity to fulfil its 
mission (Bratton & Gold, 2012; Kotter, 2012). More 
explicitly, it is the degree to which an organisation 
meets the needs of its customers (Robbins & 
Judge, 2015). Some scholars (Patterson, 2014; 
Scott, 2014) argue that higher education entities 
should more appropriately be termed ‘institutions’ 
rather than ‘organisations’ as the earlier term 
better captures both the physical and abstract 
dimensions of a higher education establishment. 
The appropriateness of extending the notion of OE 
to HEIs (which culminates in the construct of IE) 
is well documented in higher education literature 
(Ashraf & Kadir, 2012; Astin, 1993; Balduck & 
Buelens, 2008; Bitzer, 2003; Gibbs, 2010; Horn, 
2013; Koopmans, 2014; Ronco & Brown, 2000). 

Of essence in this paper is the primacy of student 
educational outcomes as the focus of IE. As 
Ronco and Brown (2000) rightly contend, student 
learning should be at the pinnacle of effectiveness 
dimensions for any HEI. The key question must 
be, they argue, “What should our graduates know, 
be able to do, and value?” (Ronco & Brown, 
2000:1). Similarly, Bitzer (2003) argues that one 

way by which any HEI can stake claim of the 
superiority of the quality of their HE provision (in 
comparison to other institutions) is through the 
value of their educational outcomes such as student 
learning and personal change. In this regard, 
four pertinent student educational outcomes 
(SEOs) have been identified from the literature 
and motivated as demonstrable indicators of IE 
(Ayuk, 2016a). These outcomes, which include 
academic achievement (AA), educational 
satisfaction (ES), student retention (SR) and 
employability (EM), also constitute the basis on 
which IE is further explored in the present paper.

In a comprehensive survey of student learning 
outcomes, Jankowski, Ikenberry and Kinzie 
(2014:4) argue that institutions must cultivate 
an institutional culture that values gathering 
and using student learning outcomes data 
as integral to fostering student success and 
increasing institutional effectiveness – as 
contrasted to demonstrating compliance.

This sentiment is instructive in highlighting 
the role that IC could play in shaping IE 
and offers a major inspiration for this piece.

researCH metHodologY
This study adopted an explanatory mixed mixed-
methods design. The participants were staff 
and students at a South African private higher 
education institution, codenamed SAPHEI. 
The first phase involved a quantitative enquiry 
in which two surveys were conducted; one 

fIgure 1: an eXPlanatorY seQuentIal mIXed-metHod researCH desIgn for tHIs studY 
(sourCe: adaPted from CresWell and Plano ClarK (2011:120))
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targeting the institutional culture as perceived 
by the staff, and the other targeting institutional 
effectiveness in terms of selected student 
educational outcomes. The second phase was a 
qualitative strand during which focus group (FG) 
discussions (involving staff) were used to further 
explore preliminary findings from the quantitative 
strand. Additionally, (qualitative) responses to an 
open-ended segment of the student survey were 
used to make further sense of the initial findings 
from the quantitative segment of the survey. 

An illustration of the ordering of the 
elements of the empirical component 
of the study is shown in Figure 1.

The results from the quantitative phase are 
the subject of another paper (Ayuk, 2017); 
some pertinent findings of which include:

1. Culture type and culture strength were 
identified as good predictors of educational 
satisfaction (ES) and student retention (SR);

2. A weak (or balanced) market culture was 
found to be the most effective mix of cultural 
dimensions for achieving ES and SR at 
SAPHEI;

3. Factors influencing ES also influenced SR in 
like manner;

4. In addition to the cultural factors, the mode 
of educational delivery (e.g. contact versus 
distance learning) also influenced ES and SR.

This paper builds on these findings and 
juxtaposes them with findings from the 
qualitative phase to reach meta-inferences which 
form the basis of the proposed framework.  

Data collection
The staff culture survey utilised a modified 
version of Cameron and Quinn’s (2011) 
organisational culture assessment instrument 
(OCAI), whose reliability and validity has been 
reported in several studies (cf. Berings, Beerten, 
Hulpiau, Verhesschen, 2010; Hartnell, Ou & 
Kinicki, 2011). The reliability of OCAI was 
further explored in the context of this study. 
Through a self-selection sampling technique 
(Saunders, Lewis & Thornhill, 2012:289), 85 
usable questionnaires were collected for analysis. 

With regards to the student survey, in the absence 
of a suitable existing instrument, a bespoke 
instrument developed, and its reliability and 
validity were examined. The conceptualisation and 
development of the instrument was the subject of a 
paper presented at the 10th International Business 
Conference (IBC) (Ayuk, 2016a). Through a self-
selection process similar to the staff survey, 807 
students effectively participated in the survey. 

As previously stated, a major data source for 
the qualitative strand of the study was focus 
group discussions, involving participants 
from four selected schools (i.e. academic 
divisions within the institution) and the 
executive management of SAPHEI. The 
number of participants in the focus group (FG) 
discussions in relation to the corresponding 
(staff) culture survey are presented in Table 1.

taBle 1: numBer of PartICIPants Per foCus 
grouP (fg)

FG

No. of 
participants 

in OCAI 
survey 

No. in FG

Executive 
management 7 8

School A 18 12
School B 8 8
School C 14 9
School D 6 7

Total 53 44

Data analyses
Following exploratory tests (i.e. Shapiro-Wilk 
and Levene statistics) to interrogate the data 
structure, the survey data were found to be non-
normally distributed, thus indicating a preference 
for selected non-parametric analytical techniques 
(Saculinggan & Balase, 2013) in the subsequent 
analyses. The quantitative analyses conducted 
included tests of correlation (using Kendall’s tau) 
and analyses of between group differences (using 
Wilcoxon signed-rank test, Mann‐Whitney U test, 
and Kruskal-Wallis test). Additionally, hierarchical 
multiple regression (HMR) was utilised to predict 
the potential influences of various institutional 
culture variables on the aforementioned student 
educational outcomes (i.e. AA, ES, SR and EM).
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Data from the qualitative strand of the study were 
analysed following an interpretative approach 
(Spencer, Ritchie & O’Connor, 2003), in which 
the opinions of participants were inferred 
against the backdrop of the competing values 
framework (CVF) (Cameron & Quinn, 2011; 
Quinn & Rohrbaugh, 1981). Accordingly, the 
transcripts generated from the focus groups 
(FGs) were analysed primarily for the dominant 
meanings ascribed to the relevant phenomena 
by the different groups (or schools) vis-à-vis the 
preliminary findings from both the (employee) 
culture survey and the (student) IE survey. Inspired 
by Doody, Slevin and Taggart (2013), the process 
followed in this study is illustrated in Figure 2: 

Starting from the base of Figure 2, the audio 
files (A) and the researcher’s reflections and 
diary notes (B2), which were taken during or 
soon after each group meeting, constituted 
the primary data source documents in respect 
of the FG discussions. The audio files were 
professionally transcribed (B1). During indexing 
(C), potentially revealing quotes (in terms of 
addressing the relevant research objectives) from 
the transcripts were highlighted and sorted, using 
a table in a Microsoft Word document (Krueger 
& Casey, 2009); drawing comparisons both 
within and between groups. The subsequent step 
was the identification of emerging themes from 
the data, analysed against the CVF (D). The final 
step, namely mapping and interpretation (E), 
involved the researcher’s sense-making of the 

individual quotes, the relationships between the 
various quotes, and the ways in which together, 
they addressed the relevant research questions. 
In this regard, Krueger’s (1994) guidelines for 
interpreting coded data were utilised. Key criteria 
that were considered included the relevance of 
context (i.e. highlighting contextual comparisons 
and contrasts); the internal consistency, 
frequency, extensiveness, specificity, and 
intensity of comments; and the occurrence of “big 
ideas” (Krueger, 1994; Doody et al., 2013:270).

The key outputs from the culture survey and 
the subsequent analyses is the profiling of the 
subcultures of the participating institutional units 
(Schools A, B, C, D and Executive Management 
(Exco)) of SAPHEI by culture type, strength, 
congruence and discrepancy (Cameron & Quinn, 
2011; Quinn & Rohrbaugh, 1981; Hartnell et al., 
2011). A detailed discussion of these dimensions of 
institutional culture is presented in Ayuk (2016b). 

The efficacy with which the evidence from the 
quantitative and qualitative strands are mixed 
is a key quality criterion of any mixed-methods 
study (Creswell, 2014; Du Plooy-Cilliers, 2014). 
Mixing enables the triangulation of evidence 
and legitimation and ultimately, allows coherent 
meta-inferences to be made (Onwuegbuzie & 
Johnson, 2006). Accordingly, findings from 
the quantitative and qualitative strands of the 
study were systematically mixed to arrive at the 
inferences which in turn informed the proposed 

fIgure 2: tHe ProCess for analYsIng fg data (sourCe: adaPted from doodY et al. (2013))
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framework. The key results and findings are 
presented and discussed in the subsequent section.

results and fIndIngs
Key findings from the quantitative strand
Dimensions of the subcultures prevalent within 
the senior management team and the four SAPHEI 
schools interrogated as well as the empirical 
findings in respect of student educational 
outcomes per school respectively are presented 
elsewhere (Ayuk, 2016: 180, 185), and briefly 
outlined here as a basis for the present paper: 

•	 school a reported values which exhibit a weak 
hierarchy culture with a small discrepancy 
between the prevailing and the preferred 
culture and high congruence with the values 
reported by the executive management 
committee (Exco);

•	 school B showed a moderately strong market 
culture with a large discrepancy and medium 
congruence;

•	 school C exhibited a weak market culture with 
a small discrepancy and high congruence; and

•	 school d reported moderately strong 
hierarchy culture with a large discrepancy and 
medium congruence.  

Analysis of the potential influence of 
culture dimensions on student educational 
outcomes indicated that (Ayuk, 2016b: 211):

•	 schools with a predominantly market 
culture type appeared to provide conditions 
which gave their students perceptions of 
enhanced educational satisfaction (ES) and 
student retention (SR), while those with a 
predominantly hierarchy culture gave their 
students perceptions of enhanced academic 
achievement (AA);

•	 schools with a weak (or balanced) culture 
strength seemed to provide conditions which 
gave their students perceptions of enhanced 
ES, SR, and employability (EM);

•	 in general, direct relationships were found 
between the degree of culture congruence and 
students’ perceptions of all four educational 
outcomes interrogated; and

•	 in general, inverse relationships were found 
between the degree of culture discrepancy 

and students’ perceptions of ES, EM, and SR.  
Further analysis, using hierarchical multiple 
regression revealed that (Ayuk, 2016b:227):

Of the four educational outcomes interrogated, 
only ES and SR could be coherently explained 
by dimensions of institutional culture and some 
student demographic variables. In this regard, 
the following specific findings can be highlighted:

1. A higher level of ES was associated with 
market culture type. 

2. Students studying via the distance learning 
and block release modes of delivery showed 
higher ES, while both full-time and part-
time contact learning students reported lower 
levels of ES. A similar trend was found in 
respect of SR.

3. Although all four culture dimensions were 
found to be correlated and associated with 
ES, only two, culture type and culture 
strength, made statistically significant unique 
contributions to ES.

4. The mode of delivery made the most 
significant unique contributions to SR.   

To enable further insights, the findings 
from the quantitative strand of the study 
are triangulated against the findings from 
the qualitative reviews (through staff focus 
groups and student responses to open-ended 
questions) as presented in the next section.

Triangulation of findings 
Triangulation of results from the 
qualitative and quantitative strands of the 
study yielded four overarching findings 
which are briefly explained hereafter.

Finding 1: Student ES at SAPHEI is influenced by 
the type and strength of culture prevalent in the 
respective schools. 
More pertinently, a weak (or balanced) market 
culture was found to present the optimal cultural 
conditions for promoting student satisfaction. 
The evidence from both qualitative components 
suggested that a clear understanding of client 
needs (i.e. student and/or organisations in 
learnership/training agreements with SAPHEI) 
promotes a fitness for purpose approach to 
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taBle 2: BrIdgIng tHe fIndIngs from tHe QuantItatIVe and QualItatIVe strands 
of tHe studY

Quantitative results Qualitative results main 
findingsurvey findings staff (fg) perspective student 

perspective
Culture type and culture 

strength, made statistically 
significant unique 

contributions to variances 
in student ES; with culture 

type making the bigger 
contribution. 

Schools with a dominant 
market culture exhibited 
significantly higher levels 

of ES.

A weak market culture 
(as exhibited by School C) 
was found to predict the 
highest levels of student 

ES. 

School C FG evidence validated 
a healthy and innate co-

dominance of both market and 
hierarchy cultures, signalling 
a weak or balanced culture. 
An intimate understanding 

of client needs was expressed, 
which is believed to promote 

the purposeful management of 
client expectations. Together, 

these factors promoted student/
client satisfaction, as espoused 

by most of the participants. 

On the contrary, although 
School D participants expressed 

a desire to promote ES and 
AA, their testimonies signalled 

that most employees were 
coerced into pursuing (or at 

least, claiming to pursue) these 
outcomes. 

School C students 
reported the 

lowest number 
and intensity 
of complaints 
regarding ES

Culture type 
and strength 

influence 
student 

educational 
satisfaction

Of the six student 
demographic variables 

interrogated, only mode 
of delivery was found 
to significantly predict 

student ES. 

Students studying via the 
distance learning or block 
release modes of delivery 

showed significantly 
higher levels of ES and SR, 

in comparison to those 
studying through full-

time or part-time contact 
learning; with the part-

time students being worst 
off in general.

FG evidence from both Schools 
A and D (the only schools 

with contact learning students) 
reaffirmed the dominance of 

hierarchy culture characteristics. 
In both schools, employees were 
evidently resigned to following 

rules and procedures as a matter 
of compliance, rather than 

a response to the (ES) needs 
of the students, which both 

groups claimed to prioritise. The 
diminished sense of ownership 

appears to undermine the 
provision of student support 

within these schools.

The exhibits indicate that 
because part-time contact 

learning students often have 
minimal direct contact with 

most SAPHEI employees, their 
needs are hardly prioritised.

Part-time contact 
learning students 
(in Schools A and 
D) raised the most 
intense concerns 

about the impact of 
ES (or lack thereof) 

on their personal 
finances, time, 

career prospects, 
and quality of life 

in general.

 

Mode of 
delivery is 

an important 
determinant 

of 
Educational 
satisfaction.
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academic management, which, in turn, results 
in more satisfied students. To be effective, 
however, the values that drive such a marketing 
orientation must be deeply and intrinsically 
rooted within and among the relevant team 
members (Zebal & Goodwin, 2012). By their 
own account, most School C employees have 
had protracted exposure to the market culture, 
as well as a good understanding of their niche 
market earlier in their careers. By comparison, 
the observation that School D employees claimed 
to privilege student satisfaction more through 
compliance than own volition, supported the 
theory (Schein, 1990; Wachner, 2013) that 
culture can be learned, even though it might take 
a long time to settle in. This “fake it until you 

make it” outlook might mean that if the team 
members keep believing in student satisfaction 
as a key goal, they will in time start seeking a 
more self-motivated and nuanced understanding 
of student needs and the desire to fulfil them.  

A weak culture implies that the dominant 
culture exists in prominent competition with 
other culture types. To be effective, the relevant 
team members must accommodate healthy 
conflict as different culture types might be 
required to promote competing institutional 
goals (Cheng, Chua, Morris & Lee, 2012). For 
example, it was found that students at schools 
with a dominant hierarchy culture reported 
relatively higher levels of AA, even though, in 

taBle 2: BrIdgIng tHe fIndIngs from tHe QuantItatIVe and QualItatIVe strands 
of tHe studY (ContInued)

Quantitative results Qualitative results main finding

survey findings staff (fg) perspective student 
perspective

ES and SR tended to vary 
together. More pertinently, 

Schools B and C both 
exhibited significantly 

higher levels of ES and SR 
than Schools A and D.

Also, block release 
students exhibited levels 
of both ES and SR which 
were comparable to those 
experienced by distance 

learning students but 
significantly better than 

the levels (of both ES and 
SR) exhibited by students 

studying via contact 
learning (whether full-

time or part-time). 

Schools B and C exhibited a 
strong marketing orientation 
– a better understanding of 

the students they serve; their 
students mostly come from 
more homogenous market 

segments.

Block release students were all 
governed by distinct services 

level agreements, which 
prompted relatively higher 

(in comparison to the general 
student body) levels of resource 

allocation and attention. 

Students from 
Schools A and D 
(which offer full-
time or part-time 
contact learning) 
raised the most 

concerns regarding 
the quality of 

administrative 
support, 

programme 
scheduling and 

teaching quality.

Student 
retention 

varies with 
ES

Students with any form of 
work experience exhibited 
higher levels of EM and SR 

than those with no work 
experience.

Most distance learning and 
part-time contact learning 

students purposefully planned 
their studies to complement 
their work conditions and/or 

requirements.

Students with 
current or previous 

work experience 
had a frame of 

reference against 
which to more 

accurately evaluate 
the EM potential of 

their studies.

Non-
traditional 

students are 
more self-
directed
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the end, the differences were not statistically 
significant and therefore, not probed any further.  

Finding 2: Mode of delivery is a key predictor of 
educational satisfaction at SAPHEI.
More specifically, distance learning and 
block release students reported the highest 
levels of satisfaction while part-time contact 
learning students were the most dissatisfied.

Although the provision of face-to-face teaching/
learning was the main operational difference 
between contact learning (whether full-time 
or part-time) and distance learning modes 
of delivery, the evidence from the students 
indicated that dissatisfaction with administration 
and support services constituted the most 
potent challenge facing part-time contact 
learning students. The quality of teaching 
(specifically in respect of the consistency of 
the standard of delivery across modules) was 
also raised but at a much lower intensity in 
comparison to administration-related issues. 

Part-time students are non-traditional students 
and often have to strive for a balance between 
the demands of work, studies, and family life. 
Their relatively more pressured lives often 
translate into the demand for greater value for 
every minute they spend on campus or every 
engagement with any employee of the institution. 

A notable difference between part-time students 
and distance learning students (most of whom 
also have to balance work, studies, and family 
demands) appeared to be the expectations they 
had of the institution. While the latter seemed 
to accept greater responsibility for accessing 
academic administration processes completed 
remotely (i.e. online), the part-time contact 
learning students continued to demand the 
direct engagement of administrative staff to 
resolve similar queries. From the researcher’s 
personal insight, the operational constraint 
was that only a skeletal administrative staffing 
complement was maintained on-site during part-
time classes. As a consequence, many queries 
had to be deferred for later attention, often 
to the heightened frustration of the students. 

Finding 3: Student retention rises and falls with 

educational satisfaction. 
The findings from the quantitative strand 
indicated that students studying via distance 
learning, as well as those studying through block 
release, experienced higher and corresponding 
levels of ES and SR in comparison with those 
studying via contact learning (whether full-
time or part-time). From the FG evidence 
and as confirmed by the researcher’s personal 
insight, a critical distinguishing characteristic 
of the academic and administrative support 
accorded to distance learning students (i.e. by 
Schools B and C) and block release students 
(Schools A, B, and C) was the deliberate and 
sustained commitment to understanding 
and responding to the needs of the students.

The finding that students from Schools B and C (all 
of who studied via distance learning) reported the 
lowest (both in frequency and intensity) complaints 
regarding academic administration and support 
suggested the presence of factors in these schools 
that have trained the students to be better at 
self-directed learning. Both the quantitative and 
qualitative evidence from this study indicated 
that one core factor enabling such behaviour was 
the prevalence of norms that promoted a strong 
marketing orientation among employees at the 
respective schools. Although the participating 
students expressed different needs in terms of 
the improvements they wanted to see in respect 
of ES and SR, the evidence signalled that when 
students are satisfied with the quality of service 
they receive, they tended to be more forgiving 
of other systemic weaknesses and, as a result, 
showed increased loyalty to the institution as well 
as persistence in their studies, thus enhancing SR. 

Finding 4: Non-traditional students were more 
self-directed.
All block release, distance learning, and part-
time contact learning students are by definition, 
non-traditional students who pursue their studies 
alongside some form of employment. Across all four 
schools, EM was the highest-ranked effectiveness 
outcome (Ayuk, 2016b:183). These findings 
suggest that EM is probably the most important 
reason that students choose to study at SAPHEI. 

From the researcher’s insight (following eight 
years of involvement in student recruitment 
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and selection at SAPHEI), it can be stated that 
the decision to register for a particular course 
of study by distance learning, part-time contact 
learning, or block release studies is often 
intricately linked to students’ current or future 
career prospects. As a result, while traditional (i.e. 
mostly full-time contact learning) students might 
be less certain about the EM value of their studies, 
the non-traditional students have practical 
criteria against which to evaluate the same. 

Although a medium positive correlation was 
found between EM and SR across the participating 
student sample (Ayuk, 2016b:202), it can be 
speculated (from the students’ qualitative feedback 
and the researcher’s insight) that a stronger 
correlation exists for non-traditional students. 
Most of such students were found to persist in 
their studies or remain loyal to SAPHEI only as 
long as their studies promoted their employment 
or employability prospects. Hence, some students 
would deregister from a course or the institution 
as a whole if their work situation changed 
adversely. Conversely, the employment prospects 
of some students might be undermined if they do 
not make the required progress in their studies.

deduCtIons and foundatIonal 
PrInCIPles for oPtImIsIng seos
Based on the aforementioned empirical 
findings and drawing from related findings 
from prior research, some common underlying 
principles can be identified, which set the basis 
for proposing a framework for optimising 
SEOs at SAPHEI and similar institutions.  

1. Principles in respect of the nature of the 
prevailing institutional culture and the 
preferred culture as perceived by its employees 
and management:

•	 Senior institutional management need to 
recognise that the values and assumptions 
they espouse might differ materially from 
what prevails among employee teams at the 
various institutional units; 

•	 Differences in culture discrepancies and 
congruence within each school or department 
ought to be an important consideration for 
managing change.

2. Principle relating to the observed levels 

of institutional performance across four 
schools in respect of the selected educational 
outcomes:

•	 Management can enhance overall performance 
by through the identification and sharing of 
best practices across schools.  

3. Principles emanating from the observed 
relationships and associations between the 
culture dimensions and the selected SEOs; 
and the importance of culture dimensions as 
predictors of student success.

•	 As a for-profit HEI, a culture which values 
responsiveness to the educational needs of 
(different types of students) students can best 
serve both its educational and commercial 
goals concomitantly.

•	 While promoting a predominantly market 
culture, institutional management should 
also aim to maintain a healthy balance 
(i.e. weak culture) of values that promote 
employee satisfaction and loyalty (i.e. clan), 
efficiency (i.e. hierarchy), and innovation (i.e. 
adhocracy).

4. Principle in respect of the importance of 
mode of delivery.

•	 In order to maintain comparable levels of 
performance across the different modes of 
delivery, management should pay attention 
to the distinctive process characteristics that 
define the various modes.

a frameWorK for oPtImIsIng seos 
at saPHeI
Dawson and Andriopoulos’ (2014) processual 
approach to change advocates continuous 
institutional improvement through the ongoing 
refinement of goals, the processes of attaining set 
goals, and evaluation of the relevant outcomes. 
It can thus be argued that the processual 
approach encapsulates the goal, internal 
process, and value-added approaches to IE.

Additionally, Yang and Hsu’s (2010) conceptual 
model for promoting an adaptability culture, 
which argues that both strategic and structural 
alignment positively influence culture adaptability, 
which in turn influence product and process 
innovation. This is important in recognition 
of the reality that the institutional culture and 
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effectiveness outcomes profiled in the empirical 
findings of this study are only a snapshot in time. 
Since both sets of variables are likely to change 
as the conditions that produce them change, a 
dynamic approach which continuously seeks 
to define and align institutional strategy and 
structure with set strategic (and operational) goals 
is imperative for the sustained improvement of IE. 

Thus in crafting the framework, due care is taken 
to ensure that it is rooted in relevant theoretical 
perspectives and supported by empirical evidence 
from the current context. Additionally, the 
framework anticipates what might be an ideal future 
state in respect of the effectiveness of an institution 
like SAPHEI and how it might be achieved. 

Guided by the considerations outlined 
above, a framework for optimising SEOs 
at SAPHEI is illustrated in Figure 3.

The framework uses the metaphor of a trophy 
to represent the prize envisaged as the ultimate 
outcome of an educational system which 

optimises its effectiveness by continuously 
seeking to identify and promote institutional 
values which support its strategic goals. 
The elements of the framework are thus 
explained by describing the parts of the trophy.

The central core (i.e. 6-sided star) illustrates the 
alignment between the set of effectiveness criteria 
(which should derive from the institution’s 
strategic goals and objectives in respect of 
student outcomes) and the dominant values that 
are believed to promote the attainment of such 
criteria. This might require a substantial shift in 
the way SAPHEI conceptualises and manages its 
institutional outcomes, to ensure greater balance (in 
priority) between the commercial and educational 
imperatives. So, rather than maintaining a rather 
sporadic approach (at programme level) to the 
management of SEOs, notably AA (e.g. pass rates 
and throughput rates), ES (e.g. student surveys), 
and SR (e.g. at-risk students’ reports), a more 
purposeful and high-level coordination of these 
efforts are required to build institution-wide 

fIgure 3: a Values-Based frameWorK for enHanCIng seos at a for-ProfIt PHeI
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momentum towards realising set strategic intent.

The area between the star and the inner circle 
represents the six foundational principles which 
together explain the major components which 
SAPHEI would consider in order to create 
an environment that enables the attainment 
of the strategic alignment contemplated in 
the preceding paragraph. The importance 
of each principle is now briefly explained.

•	 a strong marketing orientation: The findings 
from this study support a growing body of 
literature which argues that the dynamics 
of the contemporary HE environment 
globally (e.g. increased competition and 
commercialisation, declining public funding, 
and rising demand for “value for money”) 
require institutions to adopt stronger 
marketing orientations (Altbach, 2015; 
Knight, 2015). In the researcher’s experience 
in the South African private HE sector over 
the last decade, programmes that have been 
designed and developed based mainly on an 
inward-looking product orientation, often fail 
to attract the projected student enrolments.

•	 study mode-aligned curriculum design: 
As indicated by the empirical findings from 
this study, the processes that characterise 
the different modes of educational delivery 
have an impact on the outcomes attainable 
by the students. SAPHEI comes from 
a history in which the different schools 
offered programmes which were exclusively 
contact or distance learning. At the time of 
the study, most schools at the institution 
offered various combinations of contact, 
distance, and blended learning programmes. 
As from 2015, the management of SAPHEI 
made a strategic decision to pursue online 
delivery. The pursuit of multiple modes of 
delivery, whose operational planning, design, 
implementation, and control are often by the 
same persons, appears to create conditions 
which are sub-optimal for any of the modes 
of delivery. Although SAPHEI had a senior 
manager responsible for instructional design 
at the time of the study, it is believed that 
more specialised capacity building which is 
embedded at the operational level is required 

to enhance the effectiveness of curriculum 
design and management. 

•	 organisational learning and knowledge 
management: To operationalise and sustain 
the changes contemplated in the preceding 
two paragraphs requires an environment 
which fosters organisational learning (OL) 
and knowledge management (KM). King 
(2009) described the relationship between OL 
and KM as complementary. Collectively, OL 
and KM represent efforts that contribute to the 
building of organisational experience through 
the continuous process of creating, retaining, 
and sharing potentially useful knowledge 
that can be used to enhance OE (King, 2009; 
Cho, Kim, Park & Cho, 2013). The empirical 
findings from this study highlighted pockets 
of excellence (e.g. superior performance in 
respect of ES and SR by Schools B and C) 
that could better contribute to sustained 
institution-wide performance if such 
knowledge is purposefully retained and 
shared.

•	 alignment between current and preferred 
values: This study found negative and 
statistically significant relationships between 
culture discrepancy and three of the four 
outcomes variables, namely ES, SR, and 
EM (Ayuk, 2016b: 202). Although culture 
discrepancy was not found to be a unique 
predictor of the outcomes (probably due to 
methodological constraints), the findings 
nonetheless corroborate the widely held 
view that a low degree of culture discrepancy 
promotes IE (Cameron & Quinn, 2011; Kotter 
2012). There is therefore reasonable grounds 
for SAPHEI to promote human resource 
(HR) practices which aim to ensure close 
alignment between the prevailing values 
and the preferred values of most of its key 
stakeholders, especially the management and 
employees.

•	 Congruence between management and 
employees values: The present study found 
statistically significant associations between 
culture congruence and all four educational 
outcomes interrogated (cf. Ayuk, 2016b:207), 
as well as positive relationships between 
culture congruence and both EM and AA. 
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The findings thus supports the view that a 
high degree of culture congruence between 
management and employees is desirable 
for enhanced IE (Cameron & Quinn, 2011; 
Nissen, 2014). 

•	 Balance between competing values: Since 
SAPHEI is likely to continuously face 
competing institutional goals (and hence, 
competing effectiveness criteria) and the 
individual and institutional factors which 
influence institutional culture are also 
dynamic, it can be expected that different values 
will continuously compete for dominance 
at the institution. This study found, in the 
main, a negative relationship between culture 
strength and all four educational outcomes 
examined (Ayuk, 2016b:202), as well as 
statistically significant associations between 
culture strength and ES, SR, and EM (Ayuk, 
2016b:205). That is, weaker (or more balanced) 
cultures were associated with higher levels of 
performance. Given the pre-eminence of the 
market culture (cf. the marketing orientation), 
it can be argued that SAPHEI can potentially 
enhance its performance in respect of SEOs by 
purposefully seeking an appropriate balance 
between the market culture (as the primary 
culture) and one or more other cultures (as 
the supporting or balancing culture). The 
supporting culture (i.e. clan, adhocracy, or 
hierarchy) would depend on the envisaged 
effectiveness criteria and the values that 
best support them. For example, an effort to 
promote the concurrent achievement of both 
ES and AA might require a healthy balance 
between market and hierarchy culture-related 
values.

The spherical shell of the trophy symbolises the need 
to continuously evaluate and review the relevance 
and potency of the foundational principles in 
relation to the prevailing institutional goals.

Finally, the base represents the conditions and 
guidelines for the successful implementation of the 
proposed framework, which for the purpose of this 
paper would constitute the practical implications 
of the framework, discussed in the next section.

management ImPlICatIons
The proposed framework outlines an 

approach to institutional improvement. 
Its successful implementation however 
requires deliberate actions by management to 
provide the requisite enabling environment.

Strategic ownership and support
Implementation will require some bold actions 
which might have substantial institution-wide 
effects in the way staff approach their work. 
Such changes can only be possible if they enjoy 
the moral and material support of the senior 
management and leadership of the institution.

Creative use of technology
The changes contemplated in this framework 
require management systems (i.e. teaching 
and learning, marketing, and organisational 
development) that leverage the smart use 
of technology. SAPHEI’s recent efforts in 
developing infrastructure for online education, 
as well as the adoption of technologies that 
enhance engagement with students studying 
via distance learning, are commendable and 
must be encouraged. To be effective, the choice 
of technology and delivery processes must 
be tailored to the needs of the students, as 
determined primarily by the mode of learning.

Constructive engagement with key external 
stakeholders 
Senior management needs to promote purposeful, 
constructive, and sustained engagement with 
all major institutions or organisations whose 
activities or needs might impact on SAPHEI’s 
own strategic goals in relation to SEOs. Pertinent 
among such organisations would be the statutory 
QA agencies, corporate clients, and major 
organisations in sectors in which SAPHEI’s 
students are currently (or likely to be) employed. 
Such engagement would enable SAPHEI to access 
critical data that might improve curriculum 
design and other key aspects of service delivery 
to students. It might also enable SAPHEI to share 
its own experiences with these stakeholders, 
thereby possibly influencing the latter’s future 
direction, in ways that are mutually beneficial to 
both parties. SAPHEI currently undertakes such 
engagements, but to be more effective, they need 
to be better coordinated and their impact on 
institutional improvement must be demonstrable.     
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Market intelligence and benchmarking
In order to attract the right calibre of students 
and to be responsive to their educational needs 
once they are registered with the institution, 
SAPHEI needs a clear understanding of who 
they are, the current realities with regards to 
their careers and professional development, as 
well as their aspirations. Such understanding 
would enhance SAPHEI’s capacity to craft a 
development path that best supports the students’ 
goals and better manages their expectations. 
Furthermore, SAPHEI must remain alert to 
developments in promoting student outcomes 
both locally and internationally, in order to 
actively seek and benefit from best practices. 

Employee and student engagement
None of the changes envisaged in this proposed 
framework can materialise without the 
meaningful engagement of the key internal 
stakeholders, namely the students and employees 
of SAPHEI. With the appropriate leadership 
impetus, the employees and then the students can 
be expected to embrace an invigorated culture 
(i.e. ways of doing things) which constantly 
aims to yield better performances in respect 
of student educational satisfaction, academic 
achievement, employability and retention.

Continuous research and improvement    
The context, both within SAPHEI and in the market 
and macro environments, will inevitably continue 
to change with time. That means there will be a 
need for ongoing research in order to understand 
the direction and nature of such change, so 
relevant components of the proposed framework 
can be tailored according to the nuances of change. 

summarY and ConClusIon
In this paper, a case is made for the management 
of higher education institutions to be sensitive 
to the influence of institutional culture on the 
effectiveness with which set educational goals 
may be achieved. In the context of the institution 
at which the enquiry was conducted, the results 
signalled that a predominantly market culture 
with sensitivity to elements of competing culture 
types best supported the educational needs of 
students, notably educational satisfaction and 
student retention. Additionally, the mode of 
delivery was found to be an important determinant 

of most student outcomes interrogated.

Based on the empirical findings, six key 
principles were identified, which form the basis 
for postulating a framework or mechanism to 
guide the process of conceptualising and ordering 
the promotion of educational effectiveness.  

Although the specific conditions of institutional 
culture might vary with institution and over time, 
the conceptual approach of rooting the decisions 
and processes that target set educational goals on a 
preferred set of values is likely to be more resilient.

referenCes
Altbach, P.G. (2015). Higher education and the 
WTO: Globalization run amok. International 
Higher Education 23: 2-4. 

Angulo-Ruiz, L.F., & Pergelova, A. (2013). The 
student retention puzzle revisited: the role of 
institutional image. Journal of Nonprofit & Public 
Sector Marketing, 25, 334–353.

Ashraf, G & Kadir, S. (2012). A review on the 
models of organizational effectiveness: a look 
at Cameron’s model in Higher Education. 
International education studies, 5(2), 80-87.

Astin, A. W. (1975). Four critical years. San 
Francisco: Jossey-Bass.

Astin, A. W. (1993). What matters in college? Four 
critical years revisited. San Francisco: Jossey-Bass.

Ayuk, P.T. (2016a). Towards an eclectic 
instrument for gauging student educational 
outcomes. Proceedings of 10th International 
Business Conference, Cape Town, South Africa, 
25-28 September 2016, pp 136-152. 

Ayuk, P.T. (2016b). Institutional culture and 
effectiveness of a South African private higher 
education institution. Unpublished thesis. 
Johannesburg: University of Johannesburg.

Ayuk, P.T. (2017). Predictors of educational 
satisfaction and student retention: insights from 
a for-profit higher education institution. Paper 
accepted for the 11th International Business 
Conference, Dar Es Salaam, Tanzania, 24-27 
September 2017.



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

1141

A DECADE OF EXCELLENCE

Ayuk, P.T. & Usher, J.V. (2015). Understanding 
student success through the cultural perspective: 
lessons from a South African private higher 
education institution. Proceedings of the 9th 
International Business Conference, Victoria Falls, 
Zambia, 20-22 September 2015, pp 86-103. 

Balduck, A. & Buelens, M. (2008). A two-level 
competing values approach to measure nonprofit 
organizational effectiveness. Gent University 
working paper. Available at: http://wps-feb.ugent.
be/Papers/wp_08_510.pdf.

Bergquist, W.H. (1992). The Four Cultures of the 
Academy. San Francisco: Jossey-Bass.

Berings, D., Beerten, Z., Hulpiau, V. & 
Verhesschen, P. (2010). Quality culture in higher 
education: From theory to practice. Available 
at: http://www.eua.be/Libraries/EQAF_2010/
WGSIII_8_Papers_Berings_Beerten_Hulpiau_
Verhesschen.sflb.ashx

Bitzer, E.M.  (2003). Assessing students’ changing 
perceptions of higher education. South African 
Journal of Higher Education, 17(3).

Cameron, K. (1978). Measuring organisational 
effectiveness in higher education institutions. 
Administrative Science Quarterly, 23, 604-629.

Cameron, K. S., & Quinn, R. E. (2011). Diagnosing 
and changing organizational culture: Based on 
the competing values framework. San Francisco: 
Jossey-Bass.

Cheng, C.Y., Chua, R.Y., Morris, M.W. & Lee, 
L. (2012). Finding the right mix: How the 
composition of self‐managing multicultural 
teams’ cultural value orientation influences 
performance over time. Journal of Organizational 
Behavior 33(3): 389-411.

Cho, I., Kim, J.K., Park, H. & Cho, N. (2013). The 
relationship between organisational culture and 
service quality through organisational learning 
framework. Total Quality Management 24(7): 
753-768.

Creswell, J. W. (2014). Research design: Qualitative, 
quantitative and mixed methods approaches. 4th 
edition. Thousand Oaks, California: Sage.

Dacre Pool, L. & Sewell, P. (2007). The key to 
employability: developing a practical model of 
graduate employability. Education & Training, 
49(4), 277-289.

Dawson, P. & Andriopoulos, C. (2014). Managing 
change, creativity, and innovation. 2nd ed. Los 
Angeles: Sage Publications.

Doody, O., Slevin, E. & Taggart, L. (2013). Focus 
group interviews, part 3: Analysis. British Journal 
of Nursing 22(5): 266-275.

Du Plooy-Cilliers, F. (2014). Research paradigms 
and traditions. In Research matters, edited by F. 
du Plooy-Cilliers, C. Davis & R-M. Bezuidenhout. 
Cape Town: Juta. pp. 18-35. 

Eckel, P., Green, M., Hill, B. & Mallon, W. (2015). 
Taking charge of change: A primer for colleges and 
universities. Available at: http://elibrary.wats.edu.
ng/ bitstream/handle/123456789/11065/7%20
-%20On-change%20III%20ACE.pdf ?sequ 
ence=1. 

Fares, D., Achour, M. & Kachkar, O. (2013). The 
impact of service quality, student satisfaction, 
and university reputation on student loyalty: a 
case study of international students in IIUM, 
Malaysia. Information management and business 
review, 5(12), 584-590.

Gibbs, G. (2010). Dimensions of quality. The 
Higher Education Academy. Available at: http://
www.celt.mmu.ac.uk/policy/ltmmu/docs/
Dimensions_of_Quality%20%20Graham%20
Gibbs.pdf

Hartnell, C.A., Ou, A.Y. & Kinicki, A. (2011). 
Organizational culture and organizational 
effectiveness: A meta-analytic investigation of 
the competing values framework’s theoretical 
suppositions. Journal of Applied Psychology 
96(4): 677-694. 

Horn, A.S. (2013). Effectiveness and efficiency 
in promoting timely degree completion: a 
performance rating system for the states. 
Midwestern Higher Education Compact 
(MHEC). Working paper 02-13.

Judson, K. M., & Taylor, S. A. (2014). Moving from 



1142
WWW.IBC-CONFERENCE.COM

marketization to marketing of higher education: 
The co-creation of value in higher education. 
Higher Education Studies, 4(1), 51.

Khiat, H. (2013). Conceptualisation of learning 
satisfaction experienced by non-traditional 
learners in Singapore. Educational research 
eJournal, 2 (2), 92-106.

King, W.R. (2009). Knowledge management and 
organizational learning. Annals of Information 
Systems 4: 3-13.

Knight, J. (2015). Internationalization: A 
decade of changes and challenges. International 
Higher Education 50: 6-7. Available at: http://
ejournals.bc.edu/ojs/index.php/ihe/article/
viewFile/8001/7152.

Koopmans, M. (2014). Nonlinear change and the 
black box problem in educational research. Non-
linear dynamics, psychology and life sciences, 18 
(1), 5-22. 

Kotter, J. (2012). Corporate culture and 
performance. New York, NY: Free press.

Maddox, E.N., & Nicholson, C.Y. (2008). The 
Business Student Satisfaction Inventory (BSSI): 
development and validation of a global measure 
of student satisfaction. Developments in business 
simulation and experiential learning, 35, 101-112.

Krueger, R.A. (1994). Focus groups: A practical 
guide for applied research. Thousand Oaks, CA: 
Sage Publications. 

Krueger, R.A. & Casey, M.A. (2009). Focus 
groups: A practical guide for applied research. 4th 
ed. London: Sage Publications.

Kuh, G.D., Jankowski, N., Ikenberry, S.O. 
& Kinzie, J. (2014). Knowing what students 
know and can do: the current state of student 
learning outcomes assessment in U.S. colleges 
and universities. National Institute for Learning 
Outcomes Assessment (NILOA).

Metz, T. (2013). A dilemma about the final ends 
of higher education – and a resolution. The aims 
of higher education. Pretoria: Kagisano, 9, 23-39. 

Murzi, H. G., Martin, T., McNair, L. D., & Paretti, M. 
(2015). Comparative dimensions of disciplinary 
culture. Proceedings of 122nd Conference of the 
American Society for Engineering Education, 
Seattle, WA, 14 – 17 June 2015.

Nissen, M. (2014). Organization design for 
dynamic fit: A review and projection. Journal of 
Organization Design 3(2): 30-42.

Onwuegbuzie, A.J. & Johnson, R.B. (2006). The 
validity issue in mixed research. Research in the 
Schools 13(1): 48-63.

Quinn, R.E. & Rohrbaugh, J. (1981). A competing 
values approach to organisational effectiveness. 
Public productivity review, 5(2), 122-140.

Quinn, R.E. & Rohrbaugh, J. (1983). A spatial 
model of effectiveness criteria. Towards a 
competing values approach to organizational 
analysis. Management science, 29(3), 363-377.

Robbins, S.P., & Judge, T.A. (2015). Organizational 
behavior. Global edition. Cape Town: Pearson.

Ronco, S.L. & Brown, S.G. (2000). Finding the 
‘start line’ with an institutional effectiveness 
inventory. Paper presented at the 2000 annual 
meeting, Commission on colleges of the Southern 
Association of Colleges and Schools, December 
2-6, Atlanta, Georgia.

Saculinggan, M. & Balase, E.A. (2013). Empirical 
power comparison of goodness of fit tests for 
normality in the presence of outliers. Journal 
of Physics: Conference Series 435(1): 012041. 
doi:10.1088/1742-6596/435/1/012041.

Saunders, M., Lewis, P. & Thornhill, A. (2012). 
Research methods for business students. 6th 
edition. Essex, England: Pearson education 
limited.

Schein, E.H. (1990). Organizational culture. 
American Psychologist 45(2): 109-119. 

Scott, W.R. (2014). Institutions and organizations: 
Ideas and interests. 4th ed. Thousand Oaks, CA: 
Sage Publications

Spencer, L., Ritchie, J. & O’Connor, W. (2003). 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

1143

A DECADE OF EXCELLENCE

Analysis: Practices, principles and processes. In 
Qualitative research practice – A guide for social 
science students and researchers, edited by J. 
Richie & J. Lewis. Thousand Oaks, London: Sage 
Publications. pp. 199-218.

Swarat, S., Oliver, P. H., Tran, L., Childers, J. 
G., Tiwari, B., & Babcock, J. L. (2017). How 
disciplinary differences shape student learning 
outcome assessment: a case study. AERA Open, 
3(1), 2332858417690112.

Wachner, T. (2013). Business culture in China: 
Lessons learned from a US-based non-profit.  
Available at: http://faculty.cbpa.drake.edu/
dmr/0301/dmr030101v.pdf.

Yang, Y. & Hsu, J. (2010). Organizational process 
alignment, culture and innovation. African 
Journal of Business Management 4(11): 2231-
2240. 

Zebal, A.M. & Goodwin, D.R. (2012). Market 
orientation and performance in private 
universities. Marketing Intelligence & Planning 
30(3): 339-357.



1144

aBstraCt 
Two trends affect teaching in the 21st century: 
Employers require graduate attributes not found 
in MBA curricula and a focus shift from teaching 
to learning of adults (described in the theory of 
andragogy). Should business schools not adapt 
to these trends, they could become obsolete.

This paper describes a blended learning 
framework for engaged learning in an MBA class 
that is aimed at addressing both these trends. The 
framework is first described in detail. To measure 
the success of the framework, a quantitative 
analysis on students’ experience of the framework 
is included. A model is postulated and tested 
using SPSS®. Group and individual projects 
contribute towards learning, development and 
difference made, as intermediary constructs 
and towards problem-solving and teamwork 
as graduate attributes. Managerial implications 
for managing and teaching at business schools 
are described. Practical recommendations 
include the use of the flipped approach, voice 
feedback and practice-based learning paradigms.

Keywords: andragogy, graduate attributes, 
learning framework, mBa, engaged learning

IntroduCtIon
Tertiary education is experiencing two 
fundamental shifts affecting what educators do 
and how we do it. The first shift is about what is 
taught: This shift in focus was initiated by those 
industries and societies that absorb the graduates 
that universities produce. There is an increasing 
demand from industry that universities should 
deliver graduates who exhibit certain attributes 
not necessarily taught in the primary scientific 
modules. This has given rise to the study field 
of ‘graduate attributes’ or ‘employability skills’ 
(Kember, Hong, Yau & Ho, 2016:15; Cairns & 
Malloch, 2017:121), an area that has developed into 

a fully-fledged academic field of study. Spronken-
Smith et al. (2015:1020) define ‘graduate attributes’ 
as those skills, knowledge, attitudes and values that 
are distinguished from mere subject knowledge 
that will allow them to make a contribution.

The second shift is about how it is taught: The 
focus in the classroom has shifted from teaching 
to learning. Since Knowles (1973:14) coined 
the term ‘andragogy’ for the study of adult 
learning, the field of andragogy has developed 
into a fully-fledged scientific field and has sprung 
many a methodology to enhance adult learning 
(Habibi & Branch, 2015:92). Terms such as 
‘blended learning’, ‘experiential learning’, ‘action 
learning’, ‘service-learning’ and ‘deep learning’ 
have become common phrases in tertiary 
education (Deschacht & Goeman, 2015:88; 
Hesselbarth, Buhr & Schaltegger, 2015:47; 
Rienties & Toetenel, 2016:340; Ruhi, 2016:209).

The combination between these shifts in focus 
provides an interesting challenge: How can 
learning in a specific module be enhanced 
and, at the same time, a number (or just 
some) of those graduate attributes that the 
market needs, be cultivated or developed? 
This study attempts to address this challenge. 

ProBlem InVestIgated
Traditionally, the role of universities has 
mainly revolved around the generation and 
dissemination of knowledge (Iqbal et al., 2011:31; 
Lawson, Barnes, White & Askell-Williams, 
2015:393). The role of the institution is no longer 
just to generate and share knowledge, but to 
deliver a rounded graduate who has the necessary 
skills and attributes to make a difference in this 
changing world (O’Leary, 2013:48; Pandey, 
2013:154). Andrews (2015) has compiled a list 
of attributes required of Masters of Business 
Administration (MBA) graduates from articles 

deVeloPIng graduate attrIButes tHrougH an 
engaged learnIng strategY 
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published by Bloomberg, National Association 
of Colleges and Employers (NACE), Graduate 
Management Admission Council (GMAC) 
and Association of MBAs (AMBA). Most of 
those attributes are not those found in MBA 
curricula, but are skills such as communication, 
leadership, problem-solving and strategic 
thinking skills (Jain & Anjuman, 2013:28). 

From the above it appears as if the skills 
supplied by an MBA programme and the skills 
required by the workplace are not completely 
synchronised (Mihail & Kloutsiniotis, 2014:221; 
Natarajan & Kumar, 2014:6). The challenge 
for business schools is therefore increasingly 
to deliver MBA graduates with a disposition 
going beyond knowledge and skills, but also 
possessing the attributes that the market needs. 

The problem that needs solving is therefore to 
find a teaching framework that develops at least 
some of these attributes in MBA graduates. 

researCH oBJeCtIVe
This study is the result of a number of well-researched 
improvements in teaching and assessment 
to enhance learning and to develop selected 
graduate attributes on MBA level. The objective 
of this research is to describe these innovations 
and to organise them into a single framework. 

lIterature reVIeW
The ‘why’ of this teaching model: Developing selected 
graduate attributes required of MBA students.

Apart from those mentioned in the introduction 
to this paper, literature lists a number of attributes 
that employers require of MBA graduates. Table 1 
summarises the most important of these attributes. 

The ranking of these has been carried out by 
assigning values from 10 (highest-ranking 
attribute) to 1 (lowest-tanking attribute) and 
adding the totals. If a study only listed five 
attributes, the rankings were scored from 
10 to 6. Communication skills were found 
to be the most important attribute, ranked 
first in half of the studies and third in one. 
Teamwork was mentioned as one of the five 
most important skills in six of the studies and 
seventh in one. Leadership was also mentioned 

in six studies and problem-solving in four.

Few, if any, of these attributes are found 
in MBA curricula (Andrews, 2015).

Hill, Walkington and France (2016:162) propose 
that the challenge of how to develop specific 
graduate attributes needs to be addressed at policy 
level, and that development of graduate attributes 
should be linked to outcomes. Australian 
universities have gone a long way to do just that, 
and many have in their official strategy a “statement 
of graduate attributes” (Hill et al., 2016:160). 
Whether institutionally enforced or not, there is a 
need for individual academics to pursue module 
outcomes that are balancing the development 
of graduate attributes with disciplinary content. 

The body of knowledge about ways of enhancing 
and assessing graduate attributes among MBA 
students is growing, but it is still limited. Even 
less has been researched on teaching methods 
that can grow the correct timber in students 
of operations management (Andrews, 2015). 
Various practical suggestions have been proposed 
to develop graduate attributes: Start by ensuring 
that the curriculum comes close to the reality 
of business, for example by getting employers 
involved in the curriculum or execution of the 
curriculum (David, David & David, 2011:61; 
Mourshed, Farrell & Barton, 2012:6). A common 
theme is that the inclusion of practical content, 
such as internships (David et al., 2011:61; 
Caballero, Vázquez & Quintás, 2015:409), 
fieldwork (Haigh & Clifford, 2011:583; Daniels 
& Brooker, 2014:75; Su, 2014:1219), or general 
work-in-learning programmes (Sangwan, 
Sangwan, Garg & Garg, 2017:113) develops 
graduate attributes, especially at post-graduate 
level (Berg, Mani, Marinakis, Tierney & Walsh, 
2015:3). In a study by Kinash, Crane, Judd and 
Knight (2016:957), practical application in a work 
setting and community engagement, along with 
extracurricular activities, came out as the most 
important methods to develop graduate attributes.

Graduate attributes have also been researched 
within the South African context. Coetzee 
(2012:151; 2014:888) and Potgieter and Coetzee 
(2013:9) classified them according to what the 
market needs. The ranking is listed in Table 1 above.
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effeCt of andragogIC PrInCIPles 
on learnIng desIgn
Understanding how adults learn holds the key 
for cultivating and developing some of those 
GAs that the market requires among MBA 
students. Andragogy  (Knowles, 1973:14) is 
described as the study of adult learning. The 
roots of andragogy can be traced back to 
Socrates (Demirci, 2012:4485), but in essence, 

Knowles’ assumptions about adults are still 
regarded as the basis of how adults learn. These 
assumptions are that adults (i) are self-directed, 
(ii) learn through their wealth of experience, (iii) 
learn based on their level of readiness, which 
is closely related to their tasks or roles, (iv) 
apply immediately (in contrast with children, 
who might need the information someday), 
(v) are intrinsically motivated to learn and (vi) 
need to know why they are learning something 

taBle 1: ranKed mBa-reQuIred graduate attrIButes
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1 Communica-
tion 68 1 1 1 3 1 1 1

2 Teamwork 51 5 2 1 4 5 2 7
3 Leadership 39 2 4 2 2 7 10

4 Problem-
solving 37 3 4 6 3 2

5 Decision-
making 33 3 1 5 2

6
Work 

ethic/self-
management

21 5 8 3 7

7 Technical 19 3 7 4
10 Analytic 17 7 6 5 8
14 Presentation 17 2 8 5

8 Strategic 
thinking 16 4 2

9 Adaptability 15 6 3 9
11 Initiative 15 9 1 9
12 Interpersonal 14 6 2
16 Self-motivation 13 3 6
13 Negotiating 12 4 6

15 Critical 
thinking 9 2

16 Systems 8 3
18 Risk-taking 7 4
19 Creativity 6 5
20 Managerial 6 5

Source: Constructed by researcher from sources mentioned in headings
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(Merriam, 2010:13). These assumptions have 
been validated (Noor, Harun & Aris, 2012:677).

Adults understand the essence of how they learn 
(Noor et al., 2012:577), and could to an extent be 
involved in the design of their learning experience. 
Noor et al. (2012:577) propose that andragogic 
principles lead to self-directed learning as a 
methodology. Learning tasks for adults should 
especially be practical, relevant and meaningful 
and should, if possible, be immediately applied 
(Cozma, 2015:1212). Project-based learning 
(Efstratia, 2014:1260) is one method that has 
been found suitable for adults. Yet again, the 
need for practical application seems to run as a 
golden thread through different adult learning 
methodologies (Cozma, 2015:1212), with real-
time feedback critically important for adults.

researCH metHodologY
Keeping in mind that one single module cannot 
possibly develop all the graduate attributes 
in students, it was decided to look at the five 
attributes ranking the highest in Table 1, namely 
communication, teamwork, leadership, problem-
solving and decision-making. An improvement 
by most students in at least one of these graduate 
attributes would be defined as a success. 

Since the study is about designing and testing a 
teaching framework, the research was carried 
out as action research (Caza, Brower & Wayne, 
2015:82). The proposed framework involved a 

number of changes to the teaching method, and 
to ensure that the effect of each change could 
be scientifically recorded, the framework was 
implemented in phases. Before any change was 
implemented, a thorough literature study was 
carried out to failsafe that specific change. A 
Likert scale questionnaire was developed and 
administered over the last three years to gauge the 
success of the framework and students’ feedback 
was analysed using SPSS®. The total population 
was 480, but since the last contact session, when 
the questionnaire is annually completed, is 
traditionally poorly attended, a random sample 
of 230 questionnaires was collected and analysed.

tHe frameWorK
Figure 1 graphically depicts the learning 
framework. The approach used is a flipped method, 
where students prepare the content up-front and 
the class sessions are used to clarify unclear issues 
and for application of knowledge. Student input 
is a mixture of continuous individual and group 
work (referred to as the ‘individual project’ and 
the ‘group project’), and both these aspects are 
assessed in real time. Contact time is used to 
ensure that the learning points come across, but 
is also designed to be a value-adding encounter. 
Yet again, whether real learning takes place and 
whether value is added in class are assessed in real 
time. The individual and group projects are used 
as formal formative assessment, but reflection 
reports are also extensively used as informal 
formative assessment. Summative assessment is 

fIgure 1: engaged learnIng frameWorK
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in the form of a final portfolio of evidence, but 
a self-designed questionnaire is also employed. 
Ultimately, the formal outcome of the module 
is the acquisition of useful subject knowledge, 
but also whether at least one graduate attribute 
has been attained or developed by students.

dIsCussIon of IndIVIdual elements 
of tHe frameWorK
Already discussed are that the framework is 
based on the basic principles of andragogy and 
practical application and forms an integrated 
approach where EVERYTHING is designed 
to work towards the learning experience.

The setting: Students are part-time MBA students, 
full-time employed, who are generally self-
motivated learners, but severely time-constrained, 
since they juggle professional jobs, families, social 
lives and study responsibilities. There are three 
sites of delivery, each group consisting of between 
40 and 60 students. All students attend a combined 
study school at the beginning of the semester, 
where the module is introduced. At two of the 
three sites, this is followed by eight fortnightly 
two-hour contact sessions. At the third site, the 
eight contact sessions are replaced with a single 
block-release weekend, which I have negotiated 
to be close to the end of the semester. The learning 
management system (LMS) is used extensively. 
All three groups are on the same LMS site, and 
the deadlines for submissions for students at the 
block-release group are exactly the same than for 
the fortnightly contact groups. As per directive 
from the Business School, students are divided 
into syndicate groups of between five and eight 
students per group. 25% of the final mark is for an 
individual assignment, 25% for a group assignment 
and 50% for the final summative assessment.

The classroom approach is based on the 
principles of a ‘flipped’ blended learning method 
(O’Flaherty & Phillips, 2015:94; Şengel, 2016). 
Blended learning is defined as “combining face-
to-face classes with technology delivered content” 
(Ramakrisnan, Yahya, Hasrol & Aziz, 2012:516). 
The benefits of the flipped approach are well 
researched (Carriger, 2015:258; Wisneski, Ozogul 
& Bichelmeyer, 2015:26; Carriger, 2016:100; 
Şengel, 2016). All PowerPoint slides are pre-
recorded with narrative (in two languages, 

English and Afrikaans, from which students 
can choose), and the entire semester’s slides 
are posted on the LMS before the start of the 
semester. Templates are supplied on the LMS 
for all assignments that students have to submit.

Individual work: Before each contact session, 
every student has to go through the narrated 
slide show before class and submit a one-page 
summary of that contact session’s theory on the 
LMS (one page allowed per chapter covered), 
three days before the lesson. Before the start of 
the lesson (within three days after submission), 
each student would get an individualised voice 
recording with feedback (McElwain et al., 
2016:123). For at least two of the contact sessions 
(and students can decide which sessions, and 
if they choose more than two, the worst one 
does not count), the students have to submit a 
long submission, which consists of a one-page 
description of the organisation where they work 
(or another organisation of choice, should they be 
between jobs), the one-page-per-chapter theory 
summary, a one-page description of how this 
specific lesson’s content is presently applied in the 
organisation and a one-page critique where they 
suggest improvements to the organisation, based 
on the theory. All submissions count towards the 
final mark. Over the course of the semester, they 
are therefore assessed on all the theory, and on 
the practical application of a major portion of 
the theory (even all the theory, if they choose to 
do the long assignment for all contact sessions).

The group assignment is based on the practice 
of service-learning, where students apply the 
theory in a self-selected community organisation. 
Service-learning is defined as an approach where 
students apply their knowledge in the community 
(Kontos, 2015:1081). The benefits of service 
learning have been found to be (i) that real 
learning takes place (O’Brien & Sarkis, 2014:59), 
(ii) a difference is made to the community 
because a real service is rendered and (iii) there 
is an attitudinal change among students toward 
community work (Kontos, 2015:1080; Paxton, 
2015:35; Voss, Mathews, Fossen, Scott & Schaefer, 
2015:400). Syndicate groups have to select a 
community organisation that conforms to strict 
requirements, such as running some kind of 
business operation in parallel to their community 
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work, having a minimum number of staff involved 
and being willing to share their learning with 
students. For at least two contact sessions, where 
the students can again choose which session, each 
group has to make contact with the organisation 
and present that contact session’s theory to 
the organisation in terms understandable to 
the community organisation. Similar to the 
individual assignment, they also have to analyse 
how the theory is applied in the organisation at 
present and suggest improvements. Groups have 
to submit four-page PowerPoint shows for those 
contact sessions that they choose to cover, where 
the first slide is the description of the community 
organisation, the work that they do and the 
business leg that they run; the second slide is a 
summary of the theory in a language understood 
by the community organisation; the third is 
a description of how the topic of that specific 
contact session is applied in the organisation 
at present; and the last slide contains proposals 
for improvement of that topic. Voice feedback is 
provided, similar to the individual assignment.

Classroom activities: The challenge when using 
a flipped approach is to ensure that your class 
experience is a value-adding one (Gilboy, 
Heinerichs & Pazzaglia, 2015:113; Prashar, 
2015:137). Classroom activities revolve around:

•	 Explaining the difficult concepts: At the 
bottom of the theory page that each student 
has to submit before every contact session, the 
template has space for issues that the student 
wants to be discussed in the class. These are 
grouped and the main issues are explained in 
class.

•	 Games and simulations: Various games and 
other simulations are employed to ensure 
understanding of the core concepts, from 
building paper planes to simulate new 
product development to composing and 
performing songs or poems to summarise the 
main learning point of the lesson (Cozma, 
2015:1213).

•	 Group discussions: Group discussions are 
sometimes carried out in syndicate groups, 
but at times the class is divided into industry 
groups, where students working in the same 
industry are grouped together to discuss 

application of the lesson content in their 
industries.

•	 Videos: Videos can be a very powerful tool, 
when applied correctly. Videos that show 
practical real-life application of the lesson 
content are used with caution.

•	 Clothing: For every topic, I have printed a 
cartoon with the key point of that lesson on a 
golf shirt, and for that specific lesson this shirt 
is worn. 

Assessment 
To sensibly assess the learning taking place, 
including practical skills that are developed 
(Idris, Hong & Mansor, 2012:402) and the 
graduate attributes that are developed, seemed 
to be my biggest challenge. I feel strongly that 
ANY assessment should be a meaningful learning 
experience (Acito, McDougall & Smith, 2008:11). 
Trevelyan and Wilson label it as “assessment 
FOR learning” as opposed to “assessment OF 
learning” (Moen & Prescott, 2016:372). The 
distinction, especially in an MBA class, should 
therefore rather be between measuring short-
term and long-term learning (Rafferty, 2013:49) 
with the emphasis being on long-term gains, 
rather than the short-term mastery of knowledge. 

In the search for an optimal assessment method 
for a module that is presented through action 
learning, I was looking for an optimal mix of 
compatible assessment methods. I compiled 
a list of issues that need to be assessed, and 
conducted a literature search for suitable 
assessment methods for each issue, which I 
combined in a matrix to find the optimal mix. 
Matching the ‘what’ to the ‘how’ was established 
through a mixture of learning from the literature 
and previous personal practical experience.

Formative assessment is done via a number of 
activities:

•	 Individual assignment: The assignments 
that are submitted three days before every 
contact session are marked (before the 
contact session) and added up to form the 
individual portion (50%) of the official 
formative assessment (i.e. 25% of the final 
pass mark). This consists of the minimum 
of two long submissions (where they have to 
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analyse their own organisations and suggest 
improvements), and the remainder made up 
of the one-page summaries of the theory for 
all contact sessions. Long submissions make 
up 80% of the individual mark and short 
submissions the other 20%.

•	 Group assignment: The group assignment 
makes up the other 50% of the official 

formative assessment and consists of four sub-
marks: The weekly PowerPoint submissions 
count 30% of the group mark. At the end 
of the semester, each group has to do a five-
minute class presentation that is peer-rated 
(again, on a template) where they have to 
convince the class of how they have applied 
the theory at the community organisation, 

taBle 2: lIterature studY: assessment frameWorK
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of the difference that the community project 
has made to the organisation, and of the 
difference the project has made to them. This 
also counts 30% towards the final group mark. 
At the end of the semester, each group has to 
submit a group portfolio, which contains the 
same information as the class presentation, 
but also has to include a testimonial(s) by 
the organisation and a photo journal of their 
project. Here, the emphasis is that they have 
to make a SUSTAINABLE difference to the 
organisation and that they have to get their 
hands dirty during the semester (not just a 
consultant report telling the organisation what 
to do). This is graded by me and counts 30% 
of the group mark. All submissions are made 
through the LMS, but for the final portfolio I 
also require a hard copy. The final 10% is an 
overall impression mark. 

•	 Reflection forms an important part of the 
informal formative assessment: At the study 
school in the beginning of the semester, each 
student completes a form where they state their 
expectations of the module. After each lesson, 
I collect a reflection sheet from each student 
(as described above). These are transcribed 
(using voice-to-text software) and analysed 
using Atlas qualitative analysis software. At 
the end of the semester, each student has to 
complete a reflection paragraph as part of his/
her individual PoE, stating what the module 
has meant to him/her.

Summative assessment 

•	 I volunteered that Operations Management 
could be the first at the Business School to 
implement a portfolio of evidence (PoE) 
(Vaughan, Florentine & Carter, 2014:133). In 
the design of this, I considered the ‘patchwork 
texts’ paradigm, where individual pieces are 
tied together by a finishing frame (Trevelyan 
& Wilson, 2012:495). This portfolio has 
been designed to enhance strategic thinking 
(another important graduate attribute!), 
so the assignment is that students must 
use what they have analysed in their own 
organisation during the semester, then they 
must analyse the organisation’s strategy, and 
make recommendations on what to change to 
ensure that the organisation can successfully 

implement the strategy. This is submitted as 
a hard copy and through the LMS and counts 
50% of the final pass mark.

Student-to-lecturer feedback

•	 At the end of the semester (after they submit 
their final portfolio of evidence), each student 
is asked to complete a long Likert-scale survey 
where I ask specific questions on the learning 
and practical value of all elements contained 
in the framework, as well as some open-
ended questions. These results are analysed 
statistically and used to gauge the success 
of the different elements included in the 
framework. (These results form the basis of 
the remainder of this paper.)

•	 The use of reflection forms is discussed above.
Lecturer-to-student feedback

•	 The voice program that I use (called 
‘Backchat’), is a major time-saver. It allows me 
to pre-record snippets that would be common 
to a number of students’ feedback. As I get 
to each student, I can mix individualised 
feedback with the pre-recorded snippets and 
send it to the student as a single sound clip. 
This allows feedback to be standardised, yet 
individualised. These sound clips are uploaded 
onto the LMS for distribution to students.

•	 Reflection reports are summarised and brief 
feedback is provided to students at the next 
contact session.

•	 After each assessment (even after the 
summative assessment), I supply the class 
with a summarised report on the LMS.

Assessment of whether students develop graduate 
attributes

•	 Narrative reflection reports by students (after 
each lesson, in the group portfolio and in 
the final portfolio) are analysed using Atlas.
ti® software to look for evidence of improved 
graduate attributes (Kinash et al., 2016:966; 
Lavery & Coffey, 2016). Due to length 
restrictions, the results of the qualitative 
analysis are not described in this paper. 

•	 A quantitative method, where the students 
complete a comprehensive questionnaire 
at the end of the semester, is employed, and 
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from the quantitative results I attempt to link 
the teaching method with graduate attributes.

The model that was tested is provided in Figure 2.

analYsIs:
The data was analysed using SPSS® to find clues 
about (i) the value of the practical approach, (ii) 
the learning that took place, (iii) the personal 
development that took place, (iv) the difference 
that the project made, (v) the degree to which three 
of the top five graduate attributes mentioned in 
Table 1 (communication, teamwork and problem-
solving) were developed, and (vi) practical 
issues that were experienced. Development 
of leadership, and decision-making were not 
included, since there is a separate module in 
the MBA curriculum on leadership and because 
it was very difficult to gauge decision-making 
from the vantage point of the lecturer. The last 
point (practical issues) was merely added to 
enable me to address the practical issues in future 
classes, and not necessarily to draw conclusions. 

fIndIngs
The items on the questionnaire were grouped to 
represent each of the constructs in the model. For 
each construct, a confirmatory factor analysis was 
performed to see whether the items contained 
in that construct yielded only one factor. For 
each construct, Cronbach’s alpha coefficient 
was also calculated to establish reliability.

The following main findings were recorded.

All the constructs were found to be reliable, 
judged by Cronbach’s alpha coefficient. However, 
two issues were found: Firstly, assessment did not 
prove to be reliable, mainly because of the fact 
that only three items gauged the effectiveness of 
the assessment. Secondly, the split of the three 
constructs learning, development and difference 
was not quite unexpected. All of these clearly 
had two factors that did not overlap: Learning, 
personal development and the difference that was 
made happened on two terrains: the individual 
project was carried out at the students’ place of 
work and the group projects were carried out 
in a community organisation. The statistics 
confirmed this. Measurement of development 
in groups did not prove to be reliable and 
was also excluded from further analyses.

In further analyses, these three were each 
analysed as separate constructs. The model 
was therefore adapted to look as follows:

Pearson’s correlation coefficients were then 
calculated for the relation between all the 
constructs.

All correlations are positive and all significance 
levels were larger than 99%. Those correlations 
marked in green in Table 3 are large (r > 0.5), those 
marked in yellow are medium (3 < r < 0.499) and 

fIgure 2: HYPotHetICal model
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those marked in orange are small (1 < r < 0.299). 

Having established that all correlations 
are positive, I used multiple regression to 
establish whether there are causal relationships 
between the approach (independent variables) 
and the benefits (intermediary variables), 
and between the benefits and the graduate 
attributes (dependent variables). Negative beta 

values and t-values are highlighted in yellow. 
P-values larger than 0.05 are highlighted in red.

What can we deduce from these results?
•	 The construct assessment was not found to 

be reliable. The questionnaire was designed 
to measure the students’ experience of three 
main elements, viz. the individual project, the 
group project and the portfolio of evidence 

taBle 2: ValIdItY and relIaBIlItY

Construct number of factors Cronbach’s alpha
Individual 1 (27 items) 0.930
Group 1 (28 items) 0.982
Flip 1 (7 items) 0.807
Assess 1 (3 items) 0.313
Portfolio 1 (7 items) 0.873

Learning
2 (Individual: )

   (Group: 7 items)

0.919

0.864

Personal development
2 (personal: 9 items)

   (group: 4 items)

0.985

0.119

Difference
2 (company: 6 items)

   (Community: 8 items)

0.822

0.937
Communication 1 (4 items) 0.967
Problem-solving 1 (6 items) 0.710
Teamwork 1 (9 items) 0.777

fIgure 3: modIfIed HYPotHetICal model
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and the degree of effectiveness of these. Since 
these three are evaluation methods per se, no 
questions were included in the questionnaire 
to specifically test the effect of assessment on 

the intermediary (benefits) and dependent 
variable (graduate attributes). Three 
questions would never offer reliable results. 
In all subsequent analyses, this construct was 

taBle 3: CorrelatIons
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flip 1 632 .281 .353 .304 .699 .273 .330 .517 .330 .555 .451
Individual   1 .498 .398 .520 .877 .502 .446 .864 .365 .742 .698
group     1 .356 .955 .445 .977 .955 .486 .404 .787 .792
Portfolio       1 .325 .542 .333 .346 .585 .850 .606 .503
learngroup         1 .460 .965 .855 .480 .368 .760 .768
learnInd           1 .438 .396 .730 .511 .756 .615
devInd             1 .899 .482 .384 .771 .754
diffCommunity               1 .452 .406 .767 .743
diffCompany                 1 .532 .747 .712
Communicate                   1 .666 .504
Problem                     1 .787
teamwork                       1

taBle 4: multIPle regressIon, flIPPed aPProaCH

Independent 
variable

standardised 
beta t significance level 

p dependent variable

Flipped classroom .475 1.888 .061 Individual learning
Flipped classroom -.055 -.138 .891 Group learning
Flipped classroom .011 .141 .888 Individual development
Flipped classroom -.226 -1.758 .080 Difference to organisation
Flipped classroom -.131 -.825 .410 Difference to community

R² =.512, therefore the model predicts 51% of the variance in dependent variables

taBle 5: multIPle regressIon, grouP ProJeCt

Independent variable standardised 
beta t significance 

level p dependent variable

Group -.042 -1.215 .226 Individual learning

Group .207 3.847 .000 Group learning

Group -.019 -1.215 .078 Individual development
Group -.035 -1.936 .054 Difference to organisation
Group .391 17.945 .000 Difference to community

R² =.990, therefore the model predicts 99% of the variance in dependent variables
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taBle 6: multIPle regressIon, IndIVIdual ProJeCt

Independent variable standardised 
beta t significance 

level p dependent variable

Individual .327 4.003 .000 Individual learning
Individual -.235 -1.844 .067 Group learning
Individual .360 14.250 .000 Individual development
Individual .355 8.397 .000 Difference to organisation
Individual -.262 -5.092 .000 Difference to community

R² =.945, therefore the model predicts 95% of the variance in dependent variables

taBle 7: multIPle regressIon, PortfolIo of eVIdenCe

Independent variable standardised 
beta t significance 

level p dependent variable

Portfolio .125 .578 .564 Individual learning
Portfolio .235 .699 .485 Group learning
Portfolio -.643 -9.664 .000 Individual development
Portfolio .207 1.856 .065 Difference to organisation
Portfolio .378 2.779 .006 Difference to community

R² =.628, therefore the model predicts 63% of the variance in dependent variables

taBle 8: multIPle regressIon, IndIVIdual learnIng

Independent variable standardised 
beta t significance 

level p dependent variable

Individual learning .016 .252 .801 Communication
Individual learning .700 8.134 .000 Problem solving
Individual learning .056 .756 .451 Teamwork

R² =.570, therefore the model predicts 57% of the variance in dependent variables

taBle 9: multIPle regressIon, grouP learnIng

Independent variable standardised 
beta t significance 

level p dependent variable

Group learning -.236 -4.458 .000 Communication
Group learning .571 7.721 .000 Problem solving
Group learning .437 6.845 .000 Teamwork

R² =.683, therefore the model predicts 68% of the variance in dependent variables
taBle 10: multIPle regressIon, IndIVIdual deVeloPment

Independent variable standardised 
beta t significance 

level p dependent variable

Ind development -.235 -2.991 .004 Communication
Ind development .308 2.728 .007 Problem solving
Ind development .359 3.687 .000 Teamwork

R² =.260, therefore the model predicts 26% of the variance in dependent variables
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therefore excluded.
•	 There is a significant, positive Pearson 

correlation between all the constructs. All 
correlations were significant at the 99% 
level. This implies that the elements of the 
framework do have a positive relationship 
with each other, although no causality can be 
deduced yet. Most correlations were strong (> 
0.5). Interesting is that almost all constructs 
had a strong correlation with the graduate 
attributes problem-solving and teamwork.

•	 Regarding the multiple regressions, it 
was expected that the beta value (and 
consequently students’ t values too) could 
be negative when the individual project (as 
independent variable) was compared with 
the group learning and group difference made 
(as dependent variables). Similarly, a negative 
regression coefficient was expected between 
the group project and individual learning, 
individual development and organisational 
difference made. The statistics confirmed this.

•	 There is no significant regression coefficient 
between the flipped approach and any of 
the intermediate constructs. Flipping the 
classroom does not per se guarantee that 
learning, development and difference made 
would be the result, either individually or in 
groups.

•	 The individual project contributed significantly 
to individual learning, individual development 

and difference made to organisation.
•	 The group project contributed significantly to 

the difference made to the community and to 
learning in the group.

•	 The portfolio only contributes significantly to 
the difference made to the community. 

•	 All the intermediary constructs, except for 
individual learning, contribute significantly to 
problem-solving.

•	 NONE of the intermediate constructs 
contribute significantly to communication. 
The only contributions between the 
intermediate constructs and communication 
are negative regression coefficients between 
group learning, individual development and 
difference made to the community.

The following model can therefore 
be constructed from the results:

ConClusIons 
•	 The first and most important conclusion 

that could be made from the results is that 
both the individual project and group project 
have a significant positive effect on learning, 
development and the difference made to the 
organisation and the community.

•	 The second, and equally important, conclusion 
is that the approach followed makes a 
significant positive difference to the graduate 
attributes problem-solving and teamwork.

taBle 11: multIPle regressIon, dIfferenCe to tHe organIsatIon

Independent variable standardised 
beta t significance 

level p dependent variable

Difference to org .079 1.330 .185 Communication
Difference to org .435 5.255 .000 Problem solving
Difference to org .330 4.607 .000 Teamwork

R² =.602, therefore the model predicts 60% of the variance in dependent variables

taBle 12: multIPle regressIon, dIfferenCe to tHe CommunItY

Independent variable standardised 
beta t significance 

level p dependent variable

Diff to community -.175 -3.183 .002 Communication
Diff to community .597 7.747 .000 Problem solving
Diff to community .362 5.434 .000 Teamwork

 R² =.655, therefore the model predicts 66% of the variance in dependent variables
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•	 A somewhat surprising conclusion is that the 
approach followed has no positive causal effect 
on the graduate attribute communication skills 
(more exactly, the relationship is negative). 
However, the Pearson correlation between 
most constructs and communication is at least 
medium strong positive and significant at the 
99% level.

•	 The portfolio has a far smaller effect on the 
benefits (intermediate constructs) and on 
the graduate attributes (dependent variables) 
than expected at the start of the study.

•	 In general, the conclusions echo those found 
in the literature, as described in this paper.

reCommendatIons and managerIal 
ImPlICatIons
Whether the engaged learning approach 
works, has been proven. The following 
specific recommendations could be made:

•	 Student feedback (narrative feedback, found 
in the reflection reports and not discussed 
in detail in this paper) about the approach is 
overwhelmingly positive. 

•	 The approach is time-consuming and hard 
work, both for students and lecturer. It is ideal 
for smaller groups, but the groups of 150 to 
200 students make it difficult to manage. (This 
fact could develop another graduate attribute: 
time management.)

•	 The LMS is a vital link to make the approach 
work. The problem of poor Internet 
connections and students having trouble to 
connect to the LMS makes deadlines difficult 
to manage. For example, foreign students, who 
cannot register as students without a study 
permit and who cannot obtain a study permit 
without being registered at the University, 
take up to a year to get access to the LMS. A 
parallel system on Dropbox.com® solves this 
problem, but it creates even more work for the 
lecturer.

•	 Although the flipped approach did not prove 
to have quantifiable benefits in this study, the 
flipped approach is an important part of both 
the individual and group projects described 
in this paper, and should not be discarded. It 
can, however, be concluded that the flipped 
approach is not necessarily fit for any scenario.

fIgure 4: fInal tested model

Note: Red arrows indicate a negative beta- and t-value. 
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•	 The principles of andragogy are perfectly 
demonstrated in this approach.

•	 A more longitudinal approach, where 
these graduate attributes are measured 
before and after the semester, is proposed 
for the future. This could coincide with a 
workshop at the beginning of the semester 
where representatives from the community 
organisations are coached on how to develop 
these attributes in the students, so that they 
become equal partners in the community 
projects, and not mere beneficiaries of the 
projects.

The primary research objective of this 
study, to develop a learning framework 
where at least one graduate attribute is 
developed through the application of 
andragogic principles, has been satisfied.

managerIal ImPlICatIons 
This study has implications for universities 
in general, but more specifically for business 
schools on school level and on module level. 

•	 On module level, the implication is that the 
module stays relevant, the students stay 
engaged and real learning takes place.

•	 On school level, this framework is an attempt 
to build a bridge between face-to-face and 
distance teaching. Since the flipped approach 
is formed and classes are used for value-adding 
activities, students from both modes get 
exactly the same academic content. Distance 
students could easily be accommodated in the 
value-adding activities and discussions in the 
face-to-face classes. However, the practical 
application of this requires state-of-the-art 
technology and a great deal more research.

•	 One implication that was not mentioned earlier 
in this study refers to the typical environment 
in a developing country. Universities need to 
be relevant in the community. This approach, 
where students apply their MBA skills in a 
community organisation, achieves exactly 
that, and the testimonials of the organisations 
and of the students attest to the major 
difference this approach makes where it is 
really needed. 

•	 On institutional level, the largest implication 

concerns our relevance in the internet age. 
Teaching should provide considerably more 
value than online content, or else universities 
will lose students. If we want to stay relevant, 
business schools should seriously rethink 
their value proposition and the accompanying 
teaching methods, as outdated lecturing styles 
will no longer be tolerated by students.
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aBstraCt
It is required by South African law that all 
Master’s degree programmes, including MBAs 
include a substantial research component. Whilst 
the standard of most finalised research reports 
is perfectly acceptable, it was observed that, at 
proposal stage, there are a number of commonly 
occurring misunderstandings, inconsistencies 
and errors to be found.  Not infrequently, these 
make their way into the final research report, 
where students may be penalised. Since these 
errors are so ubiquitous, it is anticipated that this 
paper will raise awareness of these common errors 
and militate against their occurrence through 
preventive action. Although the study was 
delimited to qualitative research undertakings, 
and only to the introductory and methodology 
chapters, many of the identified problem areas 
could be useful to quantitative and mixed 
methods researchers as well. The study analysed 
twenty-seven submitted qualitative MBA 
research proposals for methodological alignment 
and misalignment. Common errors were 
found at multiple levels of the methodological 
approach, viz, assumptions, research design, 
instrumentation, data collection, application 
of external validity, ethical considerations, 
sampling, proposed data analysis techniques, and 
general writing standards. There appeared to be 
a tendency to grapple with research terminology 
such that words and phrases were used without 
evidence to suggest that the writer understands 
what they mean, or that they do not “see” what they 
have written. This paper makes recommendations 
to students and supervisors of MBA research so 
that such misalignments occur less often and the 
quality of the research outputs may be raised.

Keywords: mBa, mBa research, research 
methodology, qualitative research, postgradu-
ate supervision

IntroduCtIon
“The Master of Business Administration 
(MBA) degree has become the most prestigious 
managerial qualification for current and potential 
managers as it prepares them to take on new 
challenges and multiple management tasks” 
(Temtime & Mmereki, 2011 p111), and many 
business schools around the world offer it as 
their primary product. However, the ongoing 
criticisms of MBAs remain, that they are out of 
touch with business realities, and that they over-
focus on technical and quantitative skills at the 
expense of generic abilities such as leadership 
(Katulwa, 2015), communication (Dainty, 2008), 
cultural sensitivity and decision making (Datar, 
Garvin, & Cullen, 2011; Shrivastava, 2016; 
Temtime & Mmereki, 2011). This is despite 
recent legislated MBA curriculum revitalisation 
in South Africa (Council for Higher Education 
(CHE), 2016; Republic of South Africa, 2014). 
There is a requirement in South African Master’s 
degrees, including the MBA, for a substantial 
“independent study” component, which includes 
research, so application of good practices from 
the start of these projects may be of value.

Whilst the standard of most finalised research 
reports is perfectly acceptable, it was observed that, 
at proposal stage, there are a number of commonly 
occurring misunderstandings, inconsistencies 
and errors to be found.  Not infrequently, these 
make their way into the final research report, 
where students may be penalised with lower 
marks. Since these errors are so ubiquitous, it 
is the intention of this paper to raise awareness 
of these common errors and militate against 
their occurrence through preventive action.

Thus, the purpose of this paper is to highlight 
common errors and misunderstandings found 
in MBA research documents that can affect 
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students’ performance with regard to meeting 
the MBA qualification criteria. Since the research 
component is a substantial portion of the 
final grade, and there is much opportunity to 
demonstrate competence at the level of complexity 
and autonomy required by the National 
Qualifications Framework (NQF), it will benefit 
students to obtain the best marks they can for 
their research (independent study) component.

lIterature reVIeW
Research is a central part of the academic 
mission of many business schools and a collective 
endeavor of all management education 
institutions at large. Research shapes the 
thinking of research professors and advances 
the public body of knowledge that is conveyed 
in the classroom (Shrivastava, 2016 p73).

South Africa’s qualifications framework has 
specific criteria for learning outcomes at each of 
ten levels; as far as this study is concerned, only 
NQF9 is relevant as this is the one that applies 
to all Master’s degrees, including the MBA. The 
outcomes are carefully scaffolded and are written 
so as to detail “the increasing cognitive capacity 
and competence required over the ten levels” 
(South African Qualifications Authority (SAQA), 
2015 p10). The outcomes for all levels are described 
in terms of generic (applied) competencies (South 
African Qualifications Authority (SAQA), 2012) 
in each of ten categories, illustrated in Table 1 
along with the specifications for each category 
at NQF9. The SAQA document states that the 
level descriptors will be updated at least every 
five years, so the next iteration is due in 2017. 

The relevance of these descriptors to this study 
lies in the fact that the research component of 
Master’s degrees in the South African context is 
well suited to the integration and development 
of these competencies. It is also worth noting 
that, when the term “applied competence” is 
used by SAQA (p3), it means, “three constituent 
elements: foundational competence embraces 
the intellectual/academic skills of knowledge 
together with analysis, synthesis and evaluation, 
which includes information processing and 
problem solving; practical competence includes 
the concept of operational context; and reflexive 
competence incorporates learner autonomy”. 

Even a brief scan of the contents of Table 1 
will highlight the preponderance of terms 
such as “specialist”, “advanced scholarship”, 
“complex”, “autonomous”, “critically contribute”, 
“comprehensive”, “critique”, “substantial”, 
“sustained independent learning”, “take 
full responsibility”, “leading, initiating and 
implementing”, which it is incumbent on 
Business School faculty across the board to 
implement. Academic quality should fall into the 
domain of all, not only those directly involved 
in the teaching of research methodology.

The implications of these specifications are that 
the research component is particularly important 
in terms of meeting the requirements of a 
qualification at this level and that sufficient time 
and expertise in terms of teaching and supervising 
master’s students is required to maintain academic 
integrity. A further implication is that of meeting 
the entry requirements for doctoral (NQF10) 
study; Master’s graduates need to have attained an 
above average grade for their research component 
in order to be eligible to apply for acceptance 
onto doctoral programmes (Ayiro & Sang, 
2011; Bitzer & Matimbo, 2017; Mouton, 2007).

Reasons for undertaking an MBA
Employability is one reason MBA students 
and graduates give for undertaking the degree 
(Sulaiman & Mohezar, 2008). Yet Temtime and 
Mmereki (2011) found that the business and 
administration skills developed in an MBA 
programme in Botswana were insufficient 
to enhance graduates’ employability; what 
employers wanted to see, but were disappointed 
not to, were problem-solving skills, innovative 
thinking, the ability to communicate in a range 
of ways and contexts, and entrepreneurial 
thinking. Karodia (2013) and (Kivunja, 2014) go 
further, elaborating on the career-relevant skills 
of critical thinking, argument and persuasion, 
communication, information management, 
design and planning abilities, research and 
investigative skills as well as the ability to manage 
people and tasks. Karodia (2013) goes on to point 
out that such skills are valued through being 
transferable and applicable in a wide range of 
contexts. It can be seen from Table 1, that the 
skills required by employers are very much in line 
with those specified by the NQF level descriptors.
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taBle1: tHe leVel desCrIPtor reQuIrements for nQf9 QualIfICatIons (soutH afrICan 
QualIfICatIons autHorItY (saQa), 2012 P11)

Category nQf9 requirements

1 Scope of 
knowledge

The learner is able to demonstrate specialist knowledge to enable 
engagement with and critique of current research or practices, as well 
as advanced scholarship or research in a particular field, discipline or 

practice.

2 Knowledge literacy
The learner is able to demonstrate the ability to evaluate current 

processes of knowledge production, and to choose an appropriate 
process of enquiry for the area of study or practice.

3 Method and 
procedure

The learner is able to demonstrate a command of and the ability to 
design, select and apply appropriate and creative methods, techniques, 

processes or technologies to complex practical and theoretical 
problems.

4 Problem solving

The learner is able to demonstrate: the ability to use a wide range 
of specialised skills in identifying, conceptualising, designing and 

implementing methods of enquiry to address complex and challenging 
problems within a field, discipline or practice; and an understanding 
of the consequences of any solutions or insights generated within a 

specialised context.

5
Ethics and 

professional 
practice

The learner is able to demonstrate the ability to make autonomous 
ethical decisions, which affect knowledge production, or complex 
organisational or professional issues, and the ability to critically 
contribute to the development of ethical standards in a specific 

context.

6

Accessing, 
processing 

and managing 
information

The learner is able to demonstrate the ability to design and implement 
a strategy for the processing and management of information, in order 
to conduct a comprehensive review of leading and current research in 

an area of specialisation to produce significant insights.

7
Producing and 
communicating 

information

The learner is able to demonstrate the ability to use the resources of 
academic and professional or occupational discourses to communicate 

and defend substantial ideas that are the products of research or 
development in an area of specialisation; and use a range of advanced 
and specialised skills and discourses appropriate to a field, discipline 
or practice, to communicate with a range of audiences with different 

levels of knowledge or expertise.

8 Context and 
systems

The learner is able to demonstrate the ability to make interventions 
at an appropriate level within a system, based on an understanding of 
hierarchical relations within the system, and the ability to address the 

intended and unintended consequences of interventions.

9 Management of 
learning

The learner is able to demonstrate the ability to develop his or her own 
learning strategies, which sustain independent learning and academic 

or professional development; and can interact effectively within the 
learning or professional group as a means of enhancing learning.

10 Accountability

The learner is able to demonstrate the ability to operate independently 
and take full responsibility for his or her own work, and, where 
appropriate, to account for leading and initiating processes and 

implementing systems, ensuring good resource management and 
governance practices.
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The role of research in MBA curricula
Research proposals in business and management 
work contexts can be regarded as key learning tools 
in themselves, quite aside from their academic 
import, as well as their direct application in the 
workplace, such as shaping strategy and managing 
risk (Shrivastava, 2016). Thus, it would seem that 
teaching MBA students how to conduct research 
would be of value in their careers. However, 
although the South African Government have 
been quite dogmatic in insisting on a research 
component in MBA degrees, their rationale for 
this inclusion (Blackmur, 2005) is less clearly 
defined. Nonetheless, it is currently compulsory, 
and the research component can be used as 
a mechanism to develop the autonomy and 
complexity requirements of the degree as outlined 
in Table 1 in anticipation that such skills and 
characteristics will be useful in the world of work.

Requirements for coherent research 
methodologies
The “guidelines for authors” sections of accredited 
business and management journals as well as a 
number of superb texts on the matters of quality 
in dissertations and theses (Bordage et al., 2001; 
Little, 2015), are available as guides for structuring 
MBA research proposals and reports. It is often 
assumed that MBA students have been exposed 
to, and are competent in research processes 
(Tobbell & O’Donnell, 2013), although it is not 
always clear how this competence is supposed to 
have been developed. It is best not to take anything 
for granted; courses in research methodology are 
part of most MBA curricula, and are designed 
to build research skills at the appropriate level of 
complexity. It well known by educational theorists 
(Argyris, 1991; Ashwin, Abbas, & McLean, 2017; 
Knowles & Holton, 2000) that learning takes 
place cyclically and that supervised practice is 
fundamental to integrating and embedding new 
knowledge and skills. The process by which MBA 
students present a proposal for their research to 
a panel of academics for constructive critique 
and input is a key part of this cycle, and students 
are able to revise their research plans before 
implementation. The findings from this study 
could be helpful in such a context, raising awareness 
of some of the issues that affect academic quality.

metHodologY
Business schools in South Africa are generally 
postgraduate only, and large numbers of MBA 
students are admitted and graduate each year 
(Council for Higher Education (CHE), 2016). 
Thus, there is an abundance of material for a 
study such as this. Twenty-seven qualitative MBA 
proposals at Wits Business School from 2015 and 
2016 were selected for the study. They were all 
analysed thematically, specifically seeking areas 
that had been critiqued for revision at panel level. 
They were analysed one by one initially, then the 
emergent codes were compared with one another 
applying a constant comparison mechanism 
(Breckenridge & Jones, 2009) and consolidated 
into themes (Clarke & Braun, 2013), retaining 
illustrative quotes, which may be seen in the next 
section. For this study, only the first and third 
chapters (introduction and methodology) have 
been presented and discussed; a future paper 
will elaborate on insights derived from the other 
sections of the proposals and full research reports.

results and dIsCussIon
Analysis of the introductory and methodology 
chapters of the MBA research reports revealed 
misunderstandings in the following areas: 
Common errors were found at multiple 
levels of the methodological approach, viz, 
assumptions, research design, instrumentation, 
data collection, types and application of various 
validity types, ethical considerations, sampling, 
proposed data analysis techniques, and general 
writing standards. The emergent themes, which 
do show quite a strong degree of overlap, 
are elaborated on in the following section.

External validity claims
External validity or generalisability is typically 
claimed for quantitative research that meets 
specific criteria around, for example, random 
sample selection and sample size amongst 
other things (Creswell, 2013). Historically, 
quantitative research as been regarded as 
the only “true” scientific method (Robson & 
McCartan, 2016), with external validity being 
of paramount importance in this categorisation. 
Thus, it is no wonder that the perceived need 
to generalise is strong. However, although it is 
neither necessary nor required to generalise from 
qualitative research, students seem to feel an 
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overpowering urge to claim that their own study, 
is, nonetheless, externally valid, for example:

“Even though the study is limited to renewable 
energy technologies applicable within the 
South African space, the findings can be 
applicable to any other African countries.”

“This research shall be conducted in a ‘real life 
setting’ as described by Leedy and Ormrod 
(2010) so as to improve external validity” 

from  a  study  in  which  six  interviews  were  
conducted.

“The literature review will provide enough 
information for the study outcome to 
have acceptable validity and reliability” 

shows misunderstanding not only of validity, 
but also of the role of the literature review.  
External validity relies on whether the research 
is actually measuring what it claims to measure 
(Winter, 2000) whereas the role of the literature 
review is to establish the foundation of the 
research being undertaken, to highlight areas 
of contribution for the study, to guide the 
conceptualization of the study, to point to 
possible methodologies for the study, and to 
provide a framework for interpretation of the 
findings of the study (Rocco & Plakhotnik, 2009).

“The report relies on the generalisation of using 
one case study for understanding user driven 
innovation in the South Africa context”. 

One cannot generalise from single case studies 
(Thomas, 2011), although case findings are 
often usefully applied in similar contexts, and 
valuable lessons can be learned from cases.

It may help if, for qualitative research designs, 
the normal quantitative criteria of validity and 
reliability are not applied, but the alternatives 
proposed by Lincoln and Guba (1986), and 
discussed extensively in the literature, for 
example by Morse (2015) and Da Silva Lopes, 
Pedrosa de Jesus, and Watts (2016) should 
rather be used for appropriateness. These are: 
transferability for generalisability, credibility 
for internal validity, dependability instead of 
reliability and confirmability for objectivity. 

Speculative generalisations
More than half of the proposals contained what could 
be called “sweeping unsupported generalisations”, 
illustrated by the following unreferenced claims:

“South Africa is experiencing high 
levels of inequality due to the legacy of 
apartheid and rapid population growth 
that results in service delivery backlogs”, 

which implies that the main problem experienced 
in an unequal society is poor service delivery.

“CEO’s are supposed to lead and yet 
they seem to be alienated from their 
subordinates. However, they expect support 
in the running of the organization”. 

This statement was entirely unsupported 
by any citations, rendering it anecdotal.

“Radical and breakthrough innovations have 
a disproportionately large positive impact on 
organizational profits yet there is no clear 
process on how to generate such innovations”. 

Again, without any literary back up.

“It is assumed that the theories used to 
build relationships in the study are true as 
no literature was found to refute them”. 

This phenomenon is illustrated by Nassim 
(2007)’s theory of the highly improbable, where he 
describes the ease with which people make faulty 
assumptions based on the fact that they believe 
that something doesn’t exist simply because they 
personally haven’t seen it. This phenomenon 
is commonly seen in research documents.

“Qualitative data will be transferable, 
credible dependable and can be 
confirmed, while Quantitative data 
can be generalised and is reliable”. 

This said with no further elaboration as 
how exactly these characteristics would be 
achieved within their own research. If only 
it were that simple and straightforward.

Claimed significance of the research
Many students (21 of the 27) proclaimed in 
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various ways that the significance of their 
study was due to a “gap” in the literature, 
that they were going “fill”, for example: 

“Due to a dearth of literature 
pertaining specifically to the factors . . .”

“A qualitative, exploratory methodology 
was used in the context of this study, 
given that limited research data 
available specifically pertaining to . . .”

“Not much research has been 
instituted on the effect . . .”

“First and foremost, from a scholarly 
perspective, small firms are relatively an under-
researched phenomenon in South Africa . . .”

“Finally, very few researchers 
have interrogated how . . .”

“The purpose of the study is to 
contribute to the limited amount of 
research which currently exists . . .”

“This study will augment the 
scanty body of knowledge . . .”

Given that these were all qualitative research 
undertakings, which by definition are not 
generalisable (Charmaz, 2014; Maxwell, 2009), 
this cannot be a valid claim. Furthermore, it 
was evident that students felt a pressing need 
to produce a gap if they could not find one, as 
described by Sandberg and Alvesson (2011). 
Students would make statements such as those 
included here, seemingly of the view that saying 
so made it so and they could justifiably move on 
with their proposals. The truth is that, even if 
there was a “gap” in the literature, their research 
would almost certainly not “fill” it, since that 
would imply that their study was significant and 
generalisable enough to be the last word on the 
matter for all time; an unlikely, if not impossible 
scenario, particularly with qualitative studies. 

In order to give students useful feedback, it has 
been worthwhile to do a Google Scholar search 
using their own key terms and inevitably locate 
hundreds or thousands of results. For example, one 
student claimed that, “there is minimal literature 

on the pricing strategies of smaller, professional 
industries, and no studies have been found on 
the pricing strategies within the alternative health 
sector or the factors that influence these decisions”. 
In response, using the Advanced function in 
Google Scholar, more than 16000 records were 
found by using the search terms with the Boolean 
operator “and”; price AND strategy AND factor 
AND “small business”. When the industry type 
was added to the specifications, there were still 
in excess of 4000 references, strongly indicating 
a lack of scarcity. Another useful trick in using 
Google Scholar to find recent, relevant articles, 
is to click on the “cited by” link at the bottom 
left of each record, which will reveal the more 
recent citing articles. In this way, it is possible to 
search forwards in time until the most current 
sources are found, and establish a logical timeline 
of the development of a particular theory or 
argument from the seminal to the contemporary.

Another way that “gaps” are supposedly identified 
is to locate a source that states that literature 
in that particular area is scarce. However, 
often, such sources are themselves dated, for 
example, “according to Avlonitis and Indounas 
(2007), empirical studies of how companies 
make their pricing decisions are very limited 
in the literature”; this source is more than ten 
years old, and it is highly likely that empirical 
research on pricing strategies had taken place 
within that period. For greater credibility, it 
would serve the researcher to investigate the 
literature so thoroughly that they themselves 
could state with authority that little research 
exists in a particular area if that is indeed the case.

An alternative approach to the difficult task 
of justifying research on the basis of lack of 
literature is that of Sandberg and Alvesson 
(2011), who proposed that gap-spotting is 
unlikely to produce interesting research because 
research questions based on inadequacies in 
the literature do not challenge the underlying 
assumptions. They explain that problematisation 
of the literature through questioning assumptions 
is more creative and does not necessarily have to 
apply to entire theories or paradigms, but that 
investigating only a small part of an identified 
theory or paradigm will suffice to shift our 
understanding of a phenomenon under study.
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Another method used by students in an attempt 
to increase the perceived value of their research 
is in the use of excessively strong words, such 
as: imperative, critical, vital, crucial, paramount, 
fundamental, very unique, utmost, and matchless. 
These words abound in proposals, e.g. “Human 
capital will derive incredible benefits from the 
implementation of . . .”. Even the word “ensure” 
seldom delivers what it is meant to, e.g. “a wide 
range of people to be interviewed will ensure 
that a representative sample of the population 
is examined”; selecting a representative sample 
involves more than simply interviewing a 
diverse group of respondents, and representivity 
under such circumstances cannot actually be 
“ensured”; rather, it could be “facilitated”. It 
could be argued that these points are excessively 
pedantic, but precision contributes to validity 
(Noble & Smith, 2017), and subtle nuances 
can make substantial difference in meaning.

The importance of the ability to use the Internet 
effectively for academic, professional and business 
purposes cannot be underestimated (Rumsey, 
2008); in fact, these abilities are embedded in 
three of the level descriptor categories (see Table 
1), namely knowledge literacy, information 
management and information communication 
(South African Qualifications Authority (SAQA), 

2012). Executive MBA students in Ghana were 
found to use the Internet for social purposes in 
addition to academic and professional applications 
(Hinson & Amidu, 2006). In the context of student 
research, a final source of error arises from poor 
Internet (mainly with Google Scholar) searching 
skills. This observation was only made in follow-
up sessions with students when seeking to unravel 
the mystery of why they seemed to be unable to 
locate relevant, recent publications. Although 
advised to search on keywords only (Rumsey, 
2008), students would sometimes search on 
sentences or sentence fragments. For example, 
one student was investigating the barriers and 
enablers of women’s participation in the economy. 
Instead of using the search terms “woman” 
OR (Boolean operator) “women” AND “social 
network” AND “coping”, she searched for “role of 
social network destruction on coping mechanisms 
among women”; the first search yielded 28,400 
results, whereas the second achieved none. In the 
second case, even removing the prepositions did 
not improve the situation. Moyo and Mavodza 
(2016) described the information and academic 
literacy difficulties experienced by many South 
African students, and it would be worthwhile 
facilitating the development of such skills in local 
universities. Taking cognisance of the relevant 
theories in this regard, e.g. Davis’ original and 

fIgure 1: tHe resPeCtIVe roles of QualItatIVe Vs QuantItatIVe researCH (de Vaus & de 
Vaus, 2001)
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revised (Davis, 1989; Venkatesh & Davis, 2000) 
Technology Acceptance Model (TAM and 
TAM2) and the Perceived Ease of Use model 
(Venkatesh, 2000), along with more recent 
iterations, eg Venkatesh, Thong, and Xu (2012) 
could facilitate the process (Hinson, 2011).

Anti-qualitative sentiment
The historical predominance of quantitative 
“scientific” research still permeates universities, and 
it is clear from this analysis that the role of qualitative 
research is often not understood (Tracy, 2010). 

Figure 1 clearly illustrates the different roles 
of qualitative versus quantitative research, 
that of theory building vs theory testing 
(Baskarada, 2014). Qualitative research begins 
with questions about phenomena that lead to 
data gathering from knowledgeable, carefully 
selected sources in order to propose theoretical 
ideas and explanations for the phenomena of 
interest (Strauss & Corbin, 1998). Quantitative 
researchers, on the other hand, would start with a 
theory (perhaps the same theory just generated by 
the qualitative researchers), and test it empirically 
for generalisability or applicability (Robson 
& McCartan, 2016). Thus, the mechanisms 
are complementary and both are required to 
build knowledge about the world (Mackenzie 
& Knipe, 2006). Furthermore, attempts to 
impose quantitative concepts onto qualitative 
research disaffirm the qualitative richness in 
exploring root causes, complex relationships 
and spatial patterns (Cornelissen, 2017).

However, many students anxiously continue to 
want to generalise their findings, and many of them 
still try to apply the assumptions of quantitative 
research to qualitative research (Bluhm, Harman, 
Lee, & Mitchell, 2011). For example, in justifying 
the importance of her study when applying 
semi-structured interviews to 12 purposively 
selected respondents, one student wrote,

“External validity relates to the generalisability 
of data to groups other than the group being 
researched Neuedorf (2002). By generalising 
the results from this study, other emerging 
countries and companies can benefit in 
correctly evaluating the value of their goodwill 
of their businesses. The results from this study 

will thus be able to generalise for other regions 
and companies thus its externally valid”. 

Such a statement again illustrates the tendency 
of some students to adopt the “saying so 
makes it so” mechanism described earlier, as 
well as backwards reasoning in implying that 
such a pronouncement (even in the face of 
evidence to the contrary) generously expands 
the applicability of the study worldwide.

Other comments that further illustrate the point 
are:

“I decided earlier that the paradigm settled for 
is interpretivist . . .”, definitely implying that 
qualitative research is a second-best option.

“Purposive sampling comes with two major 
disadvantages: a) potential researcher biasness 
(sic), and b) poor representativeness of the sample”. 
These are not actually “disadvantages” but 
are fundamental to the purpose of qualitative 
research; that of selecting the most appropriate 
individuals to give input into the construction 
of new theoretical insights (i.e., deliberately 
biased towards expert voices) (Cresswell & 
Plano Clark, 2011), and researcher bias is well 
known to be an integral part of the qualitative 
approach (Bluhm et al., 2011). And there is 
no such word as “biasness”; “bias” is correct.

 “The type of sampling to be used is convenience 
sampling due to ease of access to the 
organizations that will be participating in the 
study. In addition to convenience sampling, the 
participants will be stratified to minimise bias.” 

This was followed by: 

“No threats to external validity were found 
to be relevant to this particular study”.

“Responses that are not significant will be recorded 
and discarded during analysis”. In qualitative 
research, all responses should be considered 
as input into the construction of theoretical 
propositions (Friese, 2014). After all, in terms of 
the bell curve, the very wise are few in number, 
and would likely be categorised at outliers and 
discarded in quantitative research. One would not 
want to ignore this group for the purpose of theory-
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building in the domain of qualitative research.

“Given the mixed nature of the study, the expert 
sampling technique drawn sample can be small 
but big enough to validate the outcomes of the 
quantitative research method”. Qualitative 
research is not for validation purposes; that is the 
job of quantitative research (Bluhm et al., 2011).

“The danger though, with this (the qualitative) 
method is that it is concerned with description 
and explanation but not with prediction which 
is what a qualitative researcher might be 
looking for.”, which is exactly what qualitative 
researchers would not be looking for!

Muddled methods
Linked to the need to generalise, many students 
select mixed methods research as an easy option. 
However, many know about, but battle to express, 
the fact that mixed methods research has its own 
paradigm (pragmatism), and goes beyond simply 
doing some qualitative and some quantitative 
research, “mixed methods is a distinct 
methodology in its own right, with its own 
philosophical clarity” (Collins, Onwuegbuzie, 
& Johnson, 2012 p849). As a result, the write up 
is confused and confusing, for example, “data 
collected from documents and validated through 
semi-structured interviews will be analysed in a 
logical order and clustered in order to elucidate 
certain patterns and themes”. The implication 
here is that the student will select and analyse all 
the documents first, then construct the interview 
guide and check for “correctness” with the people 
to be interviewed. This will be problematic 
because the documents to be included were 
newspapers and social media posts, which carry 
a great deal of opinion, and it would be almost 
impossible to judge “correctness” or otherwise.

Other students believe that including a few 
open ended questions in a questionnaire makes 
a study a mixed methods one, e.g. : “The study 
will be undertaken by means of a survey with 
both closed and open- ended questions and thus 
is a convergent mixed methods design”. This is 
not correct, as the assumptions underpinning 
mixed methods research are not met by simply 
adding some moderately open-ended questions 
to an otherwise quantitative survey (Creswell, 

2014). Each of the qualitative and quantitative 
phases need to be true to their assumptions, e.g. 
a large, random sample for the quantitative part 
vs a small, purposively selected expert sample for 
the qualitative phase (Palinkas et al., 2015). These 
considerations cannot both be met by simply 
adding a few questions onto a questionnaire.

In order to overcome problems like the 
above, one student informed us that, “The 
sampling method chosen would be random but 
purposeful”, clearly, but incorrectly, feeling that 
all the bases would be covered with this approach. 

Although it is not clear how exactly the process 
would play out, one student offered the following 
approach to qualitative data collection, “The 
complexity of the subject matter also requires 
minimum intervention during collection of data 
to minimise data contamination.” Yet another 
said, in relation to interview data analysis that, 
“the content will be analysed using descriptive 
statistics”. It was not made clear what exactly was 
meant by the first statement; and there was no 
evidence in the literature that content analysis 
could be conducted using descriptive statistics.

The following statement takes muddled methods 
to an extreme,

 “The paradigm I am adopting for my 
study is that of positivism, which is a 
paradigm that is rooted in accuracy 
with no room for subjective viewpoints.” 

This statement was followed later by:

“Through the research conducted via the 
family-owned business, and the secondary 
data gathered, this approach would work 
best as my aim would be to develop a theory 
from the above-mentioned information. 
The data collected would hopefully support 
the hypothesis proffered and help the theory 
develop”, then, “The selection of my design 
is action research. The reason for this 
selection is because I would like to test my 
hypothesis in an existing environment”. 

Problematic observations are that, positivism 
and action research do not mix, there is no 
elaboration of what the secondary data is, theory 
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development is typical of qualitative research, as 
opposed to hypothesis testing in a quantitative 
context, and to use the same data set to both 
develop and test theory is certainly a novel notion.

Linked to the muddled methods theme is 
misunderstanding the meaning of triangulation, 
which is not necessarily synonymous with the 
concept of mixed methods (Sarre & Moran-
Ellis, 2014). Mixed methods research is cross-
paradigmatic, whereas triangulation can be 
either cross or within paradigms. One student 
wanted to simplify the process by telling us that, 
“A pilot study will be conducted for triangulation 
purposes”, which is rather misrepresenting 
the purpose of pilot studies, primarily 
being to refine the instrument (Harreveld, 
Danaher, Lawson, Knight, & Busch, 2016).

Many students feel that they can, or should use 
as many methods as possible in their research, 
for example conducting interviews, focus groups 
as well as distributing questionnaires, all in the 
context of a phenomenological study taking 
a grounded theory approach. The claim that, 
“phenomenology literally means the study of 
phenomena”, is far too simplistic a conclusion 
for the profound, introspective approach to 
extracting the essence of deeply personal lived 
experience as described by Gallagher (2012).

One student wanted to use grounded theory 
as an analysis tool, not understanding that 
grounded theory studies are for the purpose 
of building or proposing theories, “a grounded 
theory research design will be used. The advocacy 
coalition framework will be used as grounded 
theory to explore the findings and draw meaningful 
results from the empirical data collected”. It is 
indeed difficult to comment on the depth of 
misunderstanding evident in this statement.

Disconnected objectives
The importance of phrasing research questions to 
get the type of answers one professes to be seeking 
is sometimes tricky (Sandberg & Alvesson, 2011). 
The term “exploratory” is often used in qualitative 
research, yet students often phrase their research 
problems, objectives or questions in such a way 
as to get responses suited to quantitative research 
(Jacob & Furgerson, 2012). For example, the 

words, “whether” would realistically get a yes/
no answer, “the study will determine whether 
these organization will retain the competitive 
position on . . .” when the student actually wants 
to know “how” the organisation could retain their 
competitive position. They also use the word 
“extent” a lot, for example, “to what extent did the 
engagement of the SME with SOEs in large scale 
programs impede or enhance the acquisition of 
innovation capabilities . . .?”. The answer would 
generally fall into categories like “not much” or “a 
lot”. The student was actually seeking to discover 
the “ways in which” the engagement could enhance 
innovation . . . Closed ended questions are also 
sometimes used in interview guides, which 
exacerbates the disconnect problem, eg “does your 
company have an IT strategy?” when they really 
want to know “how does your company go about 
formulating your IT strategy?”, or, “has digitization 
affected your bottom line?”, when they mean, 
“how has digitization affected your bottom line?”. 

Research question vs interview question 
confusion
This is not very common, and was seen in only 
four of the examined proposals. The phenomenon 
of listing interview questions under the heading 
of “research questions”, illustrates that some 
students do not have a clear picture of the research 
process. It was seen mostly in cases where 
the students had not differentiated consulting 
research (aimed at a particular organisation) 
from academic research (investigating a concept 
or construct within a particular organisational 
context). It was also evident in these cases that 
students had not connected with the role of the 
literature review in informing the construction 
of the interview guide (Fink, 2013), since these 
questions were offered in Chapter 1 of the 
proposal, prior to the literature review chapter.

Temporal il(logic)
Quite a common occurrence is for students to 
flatten timelines of concept evolution or theory 
development from the literature, and write as 
though all publications are simultaneous or 
reversed, with seminal sources appearing to 
“agree with” sources that are more recent. For 
example, “Marquardt (2007) is in agreement 
with French and Bell (2009), and describes 
how . . .”. It is conceivable, and likely, that 
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reporting the findings of articles in the correct 
temporal sequence could completely change 
the conclusions reached from the literature.

Unethical considerations
This section is generally completed either with 
statements of what ethical considerations are 
(Creswell, Hanson, Clark Plano, & Morales, 2007), 
but without a description of how the principles 
will apply to the research in question, or else 
descriptions of how ethical the current research 
is, without detail, e.g. “this research will follow the 
ethical principles of the university”, as though this 
was sufficient. Despite this, questionable practices 
may emerge from other sections of the proposal, e.g.

“The research will use designers and 
managers of the transport system to validate 
the information shared by the two groups 
and to understand the extent to which user 
feedback is used to improve innovation”. 

This student was promising anonymity then 
wanting to get one group to validate the interviews 
of the other group, within a single organisation.

One student submitted a draft research report 
that included the full transcripts of the interviews 
he had conducted within a single organisation, 
complete with identifiers. He said that he had been 
told to do this by a previous supervisor, and was 
almost affronted to be told that this was unethical 
in the extreme. Suffice it to say that the final 
report was submitted without said transcripts.

Another example is the case of a student wanting 
to use inside information, “the researcher is 
currently employed as a strategic advisor in the 
office of the CEO. This may lead to suspicion on 
the purpose of this study and thus limit availability 
of employees, service providers and beneficiaries 
of the projects”.  Yes, it would probably do that!

The self-fulfilling prophecy
This student was determined to 
prove that her opinion was the truth: 

“The sampling method is purposeful, as I 
would need access to participants who can 
directly impact and help prove my hypothesis. 
As this is a collaborative process, it is 
necessary to purposefully select the correct 

participants who can provide accurate data”.

ConClusIons and reCommenda-
tIons
This paper has two main aspects to it; the first 
was to examine the legislated requirements for a 
Masters level qualification (which, in South Africa, 
includes a research component) in relation to the 
types of competencies required by corporates. 
The second part is an analysis of a number of 
qualitative research documents to identify areas 
that students commonly lose marks through faulty 
assumptions, errors and misalignments. For many 
students, this is their first attempt at doing any sort 
of research project. The errors can sometimes be 
traced back to assumptions about the quantitative 
nature of reality based on their earlier education 
and upbringing, which serves them appropriately 
in many contexts. However, qualitative research 
approaches are tricky to apply with this thinking 
as a baseline, and less than careful management 
of the learning cycle may miss the finer points 
of the interpretive paradigm, leading to some 
of the MBA students doing qualitative research 
going off track. The insights from this analysis 
could assist MBA students, and possibly their 
supervisors to avoid some of these misalignments.

The conclusions can be briefly stated as:

1. The NQF9 level descriptors, which apply 
to South African MBAs, are relevant to 
workplace skills requirements

2. Research skills, required for Masters degrees 
in South Africa, can be used to develop the 
exit level outcomes described in the NQF9 
level descriptors. Therefore,

3. Research projects can build valuable 
workplace skills, and the effort put into 
the research project could enhance MBA 
graduates’ employability.

Recommendations for MBA educators are to 
take deliberate cognisance of the level descriptors 
and implement mechanisms to develop the 
competencies at the correct level in MBA 
students. This is particularly relevant with the 
recent change from NQF8 to NQF9 of MBA 
degrees; the material and teaching approach 
needs to shift to the higher-level specifications 
to maintain credibility and coherence.
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Recommendations for managers are to continue 
to collaborate with business schools to make 
their needs for specific workplace skills known, 
and to facilitate the development of such 
skills to be embedded within the curriculum.
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aBstraCt
Higher education institutions are facing enormous 
challenges, including a demand for accountability.  
They face unremitting pressure to measure their 
performance and demonstrate their value to 
the state, stakeholders, alumni, and prospective 
students.  A balanced scorecard approach may 
provide a solution in this regard, providing 
a more holistic and integrated measurement 
of institutional performance at all levels. The 
main objective of this research was an inquiry 
into a balanced scorecard approach for private 
higher education institutions in South Africa. 
A qualitative research approach was followed, 
with semi-structured interviews and focus group 
sessions conducted with eight senior academics, 
who were also managers, from two private higher 
education institutions in South Africa (n = 8). 
The findings show that, currently, no integrated 
balanced scorecard approach is used to measure 
the overall institutional performance at all levels.  
Some evidence suggests that the institutions are 
working towards a more integrated approach.  
Financial indicators, models, and frameworks are 
still used as the primary sources of information in 
establishing the overall performance and success 
of the institutions, despite the fact that they lack 
predicative ability for future success. The results of 
this study could assist private institutions of higher 
learning to recognise the importance of creating 

a broader framework for measuring institutional 
performance at all levels, and to understand the 
implication of using financial indictors as the 
primary indictor of organisational performance 
and success. The research study describes 
the contribution of aligning all institutional 
objectives, processes, resources, procedures, 
and policies to achieve the institutional strategy 
and be in a position to measure progress in a 
balanced manner, tracking these key elements 
in terms of performance and progress, to create 
sustainable private institutions of higher learning.

Keywords: balanced scorecard, business perfor-
mance, performance indicators, private higher 
education institutions, strategic management

IntroduCtIon 
It is well known that higher education globally faces 
enormous challenges, such as a greater demand by 
students for access to institutions of higher learning, 
optimal utilisation of emerging technology, 
resource constraints, increased competition, 
the consequences of unethical behaviour, 
financial sustainability, quality, and customer 
service (Al-Zwyalif, 2012; Ashrag & Javed, 2012; 
Beard, 2009; Cronje & Vermaak, 2004; Martin 
& Sauvageot, 2011; Nayeri & Mohajeri, 2008).

Martin and Sauvageot (2011) indicate five strong 
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trends that are characterising the transformation 
and development of institutions of higher learning 
worldwide.  These include a rapid increase in student 
numbers around the world and diversification in 
the provision of education, including new types 
of institutional offerings, new programmes, 
short-term training, and courses applicable in 
the job market.  This transformation has placed 
pressure on higher education institutions to 
be characterised by excellence, relevance, and 
cost efficiency (Bitzer, 2001), and to improve 
accountability, while dealing with more complex 
issues regarding improving their efficiency 
(Stewart & Carpenter-Hubin, 2000‒2001).

During the 1990s, various institutions of higher 
learning that were privately owned started 
to emerge in South Africa, including higher 
education institutions from abroad.  It was 
in the later part of 1990 and the beginning of 
2000 that the Department of Higher Education 
and Training, through the Council for Higher 
Education (CHE), started with a rigorous process 
regarding the accreditation and registration 
of these institutions, which has continued 
over the years.  This has resulted in numerous 
academic institutions being de-registered due 
to non-compliance or voluntary de-registration 
(registration is cancelled in terms of Section 62(1) 
of the Higher Education Act (DoHET, 2014)).

This process of accreditation and registration has 
illustrated the importance of institutions of higher 
learning developing institutional policies and 
strategic plans, and, further, to be in a position 
to demonstrate the results of these actions.  The 
leaders of these educational institutions have had 
to ask themselves the following questions and 
be able to demonstrate the results (Beard, 2009):

•	 Are our institutions providing educational 
value for money and living up to their mission 
statements?

•	 Can our institutions improve their processes 
while reducing costs, thereby becoming more 
efficient amidst the realty of scarce resources?

 
Stewart and Carpenter-Hubin (2000‒2001) argue 
that, since the 1990s, accountability in higher 
education has become a challenging issue facing 

these institutions.  Unremitting pressure to provide 
performance indicators and measurements that 
illustrate their value to the state, stakeholders, 
alumni, and prospective students has become 
commonplace for institutions of higher learning. 
Due to these pressures, institutions illustrating 
their successes has made it crucial to develop 
a framework that will measure institutional 
performance at all levels within the institution. 

The main objective of this research was to 
determine the extent to which a balanced scorecard 
approach can be applied within private higher 
education institutions in South Africa to measure 
institutional performance at all levels.  The research 
addressed the following research questions:

•	 To what extent is a balanced scorecard 
approached used in private higher education 
institutions in South Africa?

•	 Will a balanced scorecard approach provide 
a broader framework for evaluating the 
performance of private higher education 
institutions in South Africa?

•	 What performance indicators should form 
part of a balanced scorecard for private higher 
education institutions in South Africa?

 
motIVatIon for tHe studY
Several international studies have indicated 
that most institutions of higher learning, 
including those who are privately owned, only 
use accounting models to measure the overall 
performance of the institution, which models 
lack a broad-based approach to measuring 
performance of institutions at various levels (Al-
Zwyalif, 2012; Ashraf & Javed, 2012; Barnes, 2007; 
Beard, 2009; Barndt, McGee, & Gataldo, 2011; 
Cronje & Vermaak, 2004; De Wet & De Jager, 2011; 
Martin & Sauvageot, 2011; Nayeri & Mohajeri, 
2008; Umayal, Karpagan, & Suganthi, 2012). 

Al-Zwyalif (2012), Beard (2009), and Cronje 
and Vermaak (2004) indicate that, in today’s 
competitive environment, financial performance 
measurements are not sufficient to measure 
organisational performance, as financial data are 
historical and lack predictive ability.  The authors 
indicate that a focus on financial performance 
could reward undesirable behaviour, it reports 
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on activities that have already occurred, and 
is often unable to provide managers with a 
guide to improve future operations.  Lastly, 
the focus is on inputs, not outputs, and cannot 
capture business challenges until it is too late.

The general consensus is that financial 
performance indicators alone are too limited to 
represent the wide range of factors that create 
organisational excellence, and that non-financial 
performance indicators are required to create 
value-added activities.  Financial data report 
the results of past actions, and non-financial 
performance measurements concentrate 
more on activities which will be the drivers of 
future financial performance (Hilton, 2002).

These findings, and the fact that no current 
studies in the context of privately owned 
institutions of higher learning in South Africa 
have been undertaken, dictated the necessity 
to launch an inquiry into this matter.  It is also 
recognised that South Africa, due to globalisation, 
will be increasingly exposed to the challenges 
facing institutions of higher learning, as well 
as the impact of trends in higher education, 
identified by Martin and Sauvageot (2011).

lIterature reVIeW
For the purposes of this study, the researcher 
used the Balanced Scorecard (BSC) framework 
developed by Kaplan and Norton in 1996, 
which was an attempt to translate organisations’ 
mission and strategy into a comprehensive set of 
performance indicators that provide a framework 
for managers to measure the progress of 
organisations using four distinct organisational 
perspectives.  This was supported by Stewart and 
Carpenter-Hubin (2000‒2001), who opine that a 
broader range of performance indicators could 
provide a substantial amount of information for 
strategic decision-making in organisations.  Beard 
(2009) postulates that the BSC is an integrated 
set of key performance measures that includes 
financial and non-financial measures, which 
can be used to support the business strategy. 

According to Karpagan and Suganthi (2012) 
academic institutions need to replace the emphasis 
on short-term performance measurements, such 
as financial and operational outcomes, with a 

focus on balancing short-term and long-term 
goals as a predictor of future successes.  Karpagam 
and Sughanthi (2012) state that a focus on short-
term goals may result in institutions of higher 
learning overlooking other important dimensions 
that also contribute to the organisation’s success 
or failure.  Karpagan and Suganthi (2012), 
Karathanos and Karathanos (2005), and Kaplan 
and Norton (1996) suggest that, while using 
financial measures, institutions of higher learning 
should develop a comprehensive set of additional 
measures as indicators of financial performance. 

Barnes (2007) suggests that the main 
purpose of a BSC system in higher 
education institutions should be threefold:

•	 to establish an ongoing system of institutional 
evaluation and improvement;

•	 to support faculty evaluation, which could 
inform the allocation of resources; and

•	 to assist the institutional audit process for 
higher education quality assurance.

 
The four perspectives of the BSC
The Balanced Scorecard developed by Kaplan and 
Norton (1996) contains four distinct organisational 
perspectives to develop a comprehensive and 
integrated set of performance measures that are not 
just focused on past performance, but also include 
a set of indicators of future financial performance. 

The four perspectives are as follows:

•	 Financial perspective — financial measures are 
valuable in that they provide a measurement 
of economic consequences of actions already 
taken, such as operating income, return on 
capital investment, and the organisation’s 
financial position.

•	 Customer perspective — the BSC identifies 
customers and the market segments in which 
the business could operate and compete.  It 
includes aspects such as customer satisfaction, 
customer retention, new customer acquisition, 
customer profitability, and market share in 
target market segment.  It can be described as 
the value proposition of the organisation.

•	 Internal business process perspective — this 
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refers to the critical internal processes within 
the organisation that enable it to excel.  The 
processes must enable the organisation 
to deliver on its value proposition and 
provide an outstanding financial return to 
its shareholders.  The aim is to identify and 
developed processes that meet customer 
expectations, creating a customer centricity 
that will work towards achieving the financial 
objectives.  The focus is on integrated business 
process that cut across departments, divisions, 
and tasks, with elegant and sustainable 
business process management.

•	 Learning and growth perspective — this 
relates to the infrastructure the organisation 
must build to create long-term growth and 
improvement.  The aim is to improve the 
organisation’s capabilities to deliver value to 
customers and shareholders.  This perspective 
has three sources: people, systems, and 
organisational procedures.  The perspective 
is operationalised through reskilling 
of employees, optimizing information 
technology and systems, and aligning 
procedures and routines.

 
As Norton and Kaplan already in 1996 suggested, 
the BSC is a methodology for turning strategy 
into action and achieving the organisation’s 
vision, mission, and objectives. Norton and 
Kaplan (1996) further suggest that the four 
perspectives of the BSC allow for a balance 
between the short- and long-term objectives 
of an organisation.  The authors suggest that 
the BSC be used as a learning, communication, 
and information system, not a control system. 

Current literature on measuring institutional 
performance 
Various international studies with a range of 
various outcomes regarding to the application 
of the BSC in a higher education context 
have been published over the last decade. 

Barnes (2007) indicates that the compilation 
of institutions’ strategic and operational plans 
has identified a number of key performance 
indicators to be monitored and assessed 
annually.  This has highlighted the importance if 
managing performance at a more detailed level 

in institutions of higher learning, with detailed 
performance criteria for all levels.  In this regard, 
the BSC is a valuable tool and approach in 
generating performance information at all levels 
in these institutions.  This is supported by Nayeri, 
Mashadi, and Mohajeri (2008), who indicate the 
importance of the BSC application for strategic 
positioning and how it can create a competitive 
advantage.  The results of their study indicated 
that some universities did gain a competitive 
advantage from using the BSC perspectives. 

In 2009, Beard illustrated how the BSC had been 
successfully implemented at two institutions of 
higher learning, who were recognized through 
the Malcolm Baldrige National Quality Award.  
The Malcolm Baldrige Programme is a vehicle 
to implement the Malcolm Baldrige National 
Quality Improvement Act of 1987, which rewards 
excellence in education.  However, in 2011, Brandt, 
McGee, and Cataldo reported how a change in the 
BSC perspectives to suit an academic institution’s 
activities (i.e. research, teaching, and service) 
resulted in an out-of-balance scorecard.  One 
institution lost its First Choice employment award, 
due to having created an objectionable culture 
and showing a lack of process accountability. 

In 2012, Umayal, Karpagam, and Suganthi 
acknowledged the usefulness of the BSC, not just 
for achieving business strategy, but also in non-
business situations.  The authors highlighted the 
necessity of growing accountability in academic 
institutions by implementing easy-to-understand 
strategy implementation frameworks and 
measurements.  This was supported by Ashraf 
(2012), who highlighted the importance of a well-
structured and defined system for measuring 
performance through key performance indicators.  
A wider perspective in measuring performance is 
therefore advocated.  Al-Zwaylif (2012) indicates 
a broad awareness of the importance of the BSC 
in performance evaluation and the availability 
of financial resources in universities, which 
represent the financial perspective of the BSC.

researCH desIgn
Research Approach
A qualitative approach was adopted for the 
present study, using grounded theory within an 
interpretative paradigm.  This, according to De 
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Vos, Strydom, Fouche, and Delport (2017) and 
Bryman and Bell (2017) aims mainly to understand 
the real, discovered by means of a systematic, 
interactive, and methodical approach.  Qualitative 
research, in its broadest sense, refers to research 
that elicits participants’ accounts of meaning, 
experience, and perceptions.  It produces data 
in participants’ own written and spoken words.  
Qualitative research is therefore concerned 
with understanding, rather than explanation; 
naturalistic observation, rather than controlled 
measurements; and subjective exploration of 
reality from the perspective of the outsider.

Research strategy
A case study strategy was selected to conduct the 
research.  The case study strategy was considered 
most appropriate, as the researcher wanted 
to investigate a contemporary phenomenon 
in the real-life context (Creswell, 2012).  The 
researcher selected multiple case studies as 
part of the design and as the unit of analysis, 
which, for this study, was senior academics, 
who were managers, from privately owned 
intuitions of higher learning in South Africa.  

Research setting
The research was conducted in the private 
higher education setting in South Africa.  The 
following are characteristics of this setting: The 
institutions are privately owned; They do not 
receive any subsidy from government; They 
receive limited funding in the form of donor 
funding or grants; and All private institutions 
of higher learning must comply with all the 
requirements set by the Department of Higher 
Education and Training and the Council for 
Higher Education. The success and sustainability 
of these institutions depend largely on revenue 
generated from tuition fees. Permission was 
granted by two privately owned institution of 
higher learning in South Africa to conduct the 
present study.  The researcher had to comply with 
strict research protocols and confidentiality in 
obtaining data from these institutions through 
focus group sessions and one-on-one interviews. 

Sampling
The study employed a purposive convenience 
sampling technique.  According to Cresswell 
(2012), De Vos et al. (2017), and Bryman and Bell 

(2017), purposive sampling requires the researcher 
to select people or sites who can best help him or 
her to understand the phenomenon.  The inclusion 
of participants in such a study is based on their 
capacity to provide expert opinions and answer 
the research questions (Quinlan, 2011). The 
target population of the present study comprised 
senior academics and managers in private higher 
education institutions in South Africa.  A sample 
of academics, who were also managers, was 
selected based on the following criteria: a good 
understanding of the academic processes and 
quality required within these institutions; a good 
understanding of their institution’s strategy; a 
good understanding of the environment in which 
their institutions operate, including the legal 
requirements; and at least ten years’ experience 
in education and in a management role.

Most of the participants were male, white, 
and in possession of at least a Master’s degree 
(the exceptions were two participants with an 
honours degree and one with a postgraduate 
qualification).  Two of the participants 
were employed in senior-level management 
positions, and six were at the executive level.

Data collection 
For the present study, data were collected by means 
of one-on-one and focus-group interviews.  This 
provided the researcher with the opportunity to 
learn more about the topic and how the BSC is 
applied within privately owned institutions of 
higher learning in South Africa. According to 
Babbie (2011), De Vos et al. (2017), and Bryman 
and Bell (2017), focus-group or individual 
interviews as a qualitative method of assessment 
encourage a free flow of ideas.  These interviews 
are typically directed by one moderator, but 
he or she could be assisted by a scribe or team 
members (Babbie, 2011).  Onwuegbuzi, Leech, 
Slate and Collins (2009) indicates that the 
research question and research design must guide 
the compilation and conducting of focus-group 
interviews. The questions were based on the work 
of Kaplan and Norton (1996) on the development 
of a BSC framework to measure institutional 
performance at all levels.  The questions were 
formulated in such a way as to enable the 
researcher to guide the inquiry into a BSC 
approach to measuring institutional performance. 
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Data analysis
Qualitative analysis is a non-numerical 
examination and interpretation of observations, 
for the purpose of discovering underlying 
meanings and patterns of relations (De Vos et 
al., 2017; Bryman & Bell, 2017).  For the present 
study, data were analysed by means of inductive 
thematic analysis (ITA), which draws on inductive 
analytical methods that include identifying and 
coding themes emerging from data.  This also 
referred to as content analysis (De Vos et al., 
2017; Bryman & Bell, 2017). The data were coded 
to establish patterns that could aid understanding 
of the large volume of information obtained 
during the focus-group interviews.  Content 
analysis provides the researcher with the ability to 
analyse data in a systematic and rigorous manner 
(Crossman, 2017; Thyme, Wiberg, Lundberg, 
& Graneham, 2013). The quality and rigour 
of this research was ensured by recording the 
interviews and focus groups electronically with 
the permission of the participants as well as a 
detailed transcription of the recorded interviews 
(see Creswell, 2012).  Themes and sub-themes 
were extracted from interview- and focus-group 
data, and substantiated with direct quotes.  

fIndIngs
Table 1 presents the themes and sub-themes 
that emerged from the interviews and 
focus-group sessions.  The table also gives 
the frequency with which themes and sub-
themed emerged.  The researcher identified 
five themes and three sub-themes from the 
combined responses of the participants. 

Theme 1: Aligning the Business Strategy with 
Performance
What emerged as most significant from the 

data was the acknowledgement of an existing 
strategy and/or practice and/or efforts to align 
the business strategy with the institution’s 
performance, through clear goal-setting.  Most 
of the participants agreed that this alignment 
and its measurement are pivotal to the future 
performance and growth of private higher 
education institutions.  Some participants were 
reserved in answering the question whether the 
institutional strategy had filtered through the entire 
organisation. Participants stated the following:

”Now, the strategy that we set ourselves is a 
growth strategy, meaning that we want to 
still grow student numbers, alright.  Now, 
how do we grow the student numbers?  
And that is where strategy comes in” (P1, 
Male, 49, Principal, Master’s degree).

 “Yes, I think, we at our organisation 
have a strategic document that we 
are supposed to use” (P5, Female, 
56, Head of School, Master’s degree).

 “Important, naturally.  In the first instance, 
we look at strategy, and then the specific goals, 
and we monitor the performance in terms 
thereof ” (P6, Male, Vice President, Doctorate).

Theme 2: Institutional Performance Indicators 
Most of the participants acknowledged that a wide 
range of key institutional performance indicators 
exist with which to measure institutional 
performance.  These include the minimum 
requirements set by regulating authorities, 
finance, service delivery, product quality, pass 
rates, meeting deadlines, academic performance, 
quality of the staff, complaints by students, 
relevance of products, and recognition by 

taBle 1: tHemes and suB-tHemes from InterVIeWs and foCus grouP sessIons

Theme and sub-themes f
Aligning the business strategy with performance 18
Institutional performance indicators 61
Financial success as an institutional performance indicator 18
The regulatory framework as an institutional performance indicator 11
Other institutional performance indicators 32
Measuring institutional performance 39
The existence of a current framework to measure institutional performance 24
The use of a balanced scorecard approach to measuring institutional performance 13
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professional bodies.  There was general agreement 
that many of the indicators were not measured 
in a structured manner in their institutions. 

Sub-theme: Financial success as an institutional 
performance indicator
A strong focus emerged on growth in terms of 
student numbers, which relates to a growth in 
turnover and an improved financial position, 
underscoring financial performance as perhaps 
the most important performance indicator 
in these institutions.  The term financial 
indicators was mentioned most often by the 
participants. Participants stated the following:

 “…and, obviously, our link to the growth 
in number.  It does not help your numbers 
grow and the turnover is not growing, 
and those two things are interlinked” (P3, 
Male, 53, Head of Centre, Honours degree).

“Yes, I think, once again, I have to agree with 
Respondent number 5, is growth.  You look at 
growth, and it is also a good indicator” (P4, 
Male, 52, Cluster Manager, Master’s degree).

 “The instance is, naturally, the financial 
evaluation, in other words, a very clear 
process in terms of budgeting, management 
of the budget, and the monitoring of financial 
spending” (P6, Male, Vice President, Doctorate).

 
Sub-theme: The regulatory framework as an 
institutional performance indicator
A second strong focus that emerged was the 
regulatory framework that governs the operations 
of these institutions.  The general opinion was 
that, if you meet the performance indictors set 
by the regulatory authorities, the institution is 
performing well.  This view was supported by most 
participants. Participants stated the following:

 “Remember, there are certain legal 
instruments, measurements as well.  You 
have those criteria set by the CHE …” 
(P1, Male, 49, Principal, Master’s degree).

“Complying with legal requirements, for 
example, the annual report” (P3, Male, 
53, Head of Centre, Honours degree).

“Yes, and then your guidelines set by 
the council of higher education…” 
(P5, Female, 56, Master’s degree).

Theme 3: Measuring Institutional Performance
A critical aspect of this study was to establish if 
these institutions of higher learning used specific 
instruments to measure institutional performance.  
The data indicated that a range of measurements 
tools were utilised ad hoc in different areas 
to measure institutional performance. 

The data also showed that financial performance 
instruments are still the most common and the 
preferred methodology to measure intuitional 
performance.  This includes the growth in 
student numbers and the consequent increase in 
revenue.  This receives continuous attention from 
management.  A permeating notion through-out 
the interviews was that of financial sustainability.  
Most of the participants were of the opinion 
that a business that is financially successful 
now would also be financially successful in the 
future.  However, it needs to be noted that some 
participants had some reservations in this regard.

Other instruments used to measure certain 
areas of the institutional performance included 
feedback from committee structures, for example, 
advisory committees, feedback from students 
on lecturers and faculty, ad hoc customer 
service surveys, exit surveys with selected 
graduates, structured processes to measure staff 
performance, feedback in meetings and reports, 
and regulatory evaluations to meet the minimum 
criteria set by the regulatory authority.  However, 
it seems that the results from these measurements 
lack integration, which limits their potential 
to establish overall institutional performance 
at all levels. Participants stated the following:

 “…if you are currently financially 
successful, obviously you will foresee 
taking into consideration your business 
is performing well, that you will be 
successful financially in the future” (P1, 
Male, 49, Principal, Master’s degree).

 “Yes, financial security puts you in a position 
to grow and expand.  That, within itself, 
gives you that outlook that you will do 
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better in the future” (P2, Female, 41, Head: 
Academic Administration, Honours degree).

“Yes, naturally, if you — let’s name the most 
obvious one — financial management is, in 
essence, a standard procedure whereby you, 
according to the budget, perform financial 
evaluation and, specifically, performance 
in terms of the budget, performance in 
terms of surplus…  I refer to the dimensions 
of academia and finance, in other words, 
the big categories within the institution” 
(P6, Male, Vice President, Doctorate).

Theme 4: The existence of a Framework to 
Measure Intuitional Performance
The data revealed a general consensus that 
no single integrated approach or framework 
existed to measure performance in a broad-
based approach at all levels of the institutions 
included in this study.  In most cases, financial 
indicators and models were used to measure 
the overall performance or success of the 
institutions. Overall, the participants agreed that 
such a framework could be useful and contribute 
to a better understanding of the intuitions’ 
performance at all levels.  Such a framework could 
lead to better decision-making and the availability 
of information to track the performance of the 
institution in relation to its strategy and goals 
at all levels.  It may also identify areas in the 
institution that are underperforming, which 
could inform remedial action that will impact the 
overall institutional performance.  Creating an 
integrated approach to measuring institutional 
performance seems to be an important 
consideration for institutions, and there are some 
indications that these institutions are working in 
that direction.  Participants stated the following:

 “It is good.  Any framework must just you 
know… work with the guidelines and the 
ambience of the Higher Education Act 
and all our requirements.  So, yes, … I 
agree with you one hundred percent to 
have a more comprehensive measurement 
system, but that system should always fall 
within the regulations and requirements 
set for higher education institutions.  …
however, we do not use it at the moment” 
(P1, Male, 49, Principal, Master’s degree).

 “I think it is very important, because, if 
one department performs and the other 
underperforms, then it will influence, 
because it is a system … if there is under-
performance in one system, then it will have 
an effect on the total organisation” (P5, 
Female, 56, Head of School, Master’s degree).

“So, financial performance is important, 
but, in essence, the core area of higher 
education remains the facilitating of 
learning.  The finances are an essential 
component, to facilitate it, but, primarily, 
we are about, it is about higher education” 
(P6, Male, Vice President, Doctorate).

Theme 5: The use of a Balanced Scorecard 
approach to Measure Institutional Performance
Most participants did indicate that they are aware 
of the work done by Kaplan and Norton on a BSC 
approach to measure institutional performance 
at all levels.  However, they all indicted that such 
a scorecard was not currently used within their 
respective institutions.  They also acknowledged 
that such a scorecard for private institution of 
higher learning in South Africa may be useful. 
As mentioned by some of the participants:

“Yes, we are; however, we do not 
use it [BSC] at the moment” (P1, 
Male, 49, Principal, Master’s degree).

“I think the value of a balanced scorecard lies 
in it bringing a defined focus, to ensure that 
you … in terms of your finances, your client, in 
terms of capacity, … remain focussed, …I think 
it brings a certain discipline to the manner of 
thought” (P6, Male, Vice President, Doctorate).

“So, everything should add up.  So, I am one 
hundred percent in favour of a scorecard 
approach.  Balanced scorecards adapted 
for higher education, yes, we do not have 
that yet.  So, we, in essence, have our own 
view, and we have our tool, but it is not 
a standardised balanced scorecard form” 
(P7, Male, Head of School, Doctorate).

dIsCussIon 
The present researcher used the BSC framework 
developed by Kaplan and Norton (1996) to 
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determine the extent to which private institutions 
of higher learning in South Africa use the 
framework to measure overall institutional 
performance. This study revealed a number 
of findings similar to those of international 
studies and literature published on the matter.  
The first is the non-existence of a broad-based 
measurement of institutional performance at all 
levels, using a structured scorecard or dashboard 
approach.  The second is the confirmation of the 
use of financial data, indicators, frameworks, 
and models as the preferred method to measure 
overall institutional performance.  The third is 
the acknowledgement that other performance 
indictors besides financial data are employed, but 
are not integrated into a broad-based performance 
evaluation methodology such as a scorecard or 
dashboard approach.  These four findings show 
that financial data are used as measurements, 
employing a clearly defined and described 
methodology and performance indicators, but a 
lack of clearly defined and described performance 
indicators for non-financial data is evident in the 
context of private higher education institutions.

What emerged as most significant from the 
study is the acknowledgement of an exciting 
strategy and/or practice and/or efforts to align 
the business strategy with the institutional 
performance through clear goal-setting.  Most 
of the participants agreed that it is pivotal for 
future performance and the growth of private 
higher education institutions that the business 
strategy be aligned to business performance, 
and that it is measured.  Al-Zwyalif (2012), 
Asan and Tanyas (2007), and Brand (2011) also 
advocate this approach, and indicate that rapid 
growth of information technology, globalisation, 
an increase in competition, becoming 
internationally comparable, and resource 
constraints have become significant trends 
facing institutions of higher learning, and that 
they require a pro-active focus on performance 
management, through strategy and defined goals.

A critical aspect of the present study was 
to establish if these institutions of higher 
learning use specific instruments to measure 
institutional performance.  The data indicate that 
a range of measurements tools are utilised on 
an ad hoc basis to measure areas of institutional 

performance. The data also showed that financial 
performance instruments are still the most 
common and preferred methodology to measure 
intuitional performance, which includes growth 
of the institution as it relates to the increase in 
student numbers and the consequent increase 
in revenue.  This aspect receives continuous 
attention from management.  Several other 
studies reported similar findings, indicating that 
most institutions of higher learning, including 
those that are privately owned, primarily use 
accounting models or frameworks to measure 
the overall performance of the institution, and 
lack a broad-based approach to measuring the 
performance of the institution at various levels.  
This focus on accounting frameworks impedes 
the development of broad-based performance 
indicators (see for example Ashraf & Javed, 2012; 
De Wet & De Jager, 2011; Martin & Sauvageot, 
2011; Umayal, Karpagan, & Suganthi, 2012.)

A permeating notion through-out the interviews 
was that of financial sustainability. A common 
notion exists that businesses that perform 
well financially can also improve the quality 
of their education, provide opportunities 
for development, develop staff capacity, 
expand their offering, and introduce new and 
improved technology to improve the learning 
and education process, all of which enhance 
their sustainability.  The participants in the 
research were of the opinion that a business 
that is financially successful now would also be 
financially successful in future.  However, it needs 
to be noted that some participants had some 
reservations in this regard.  These reservations 
are also postulated by Al-Zwyalif (2012), Beard 
(2009), and Cronje and Vermaak (2004), who 
note that, in today’s competitive environment, 
financial performance measurements are not 
sufficient to measure organisational performance, 
as financial data are historical and lack predictive 
ability.  The authors continue to indicate that 
financial performance could reward undesirable 
behaviour.  Financial data report on activities 
that have already occurred, and are often unable 
to provide managers with a guide to improve 
future operations.  Lastly, such reports focus 
on inputs, not outputs, and generally do not 
indicate business challenges until it is too late.
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The findings revealed a general consensus that no 
single integrated approach or framework existed 
to measure performance using a broad-based 
approach at all levels of the institutions included 
in this study.  In most cases, a financial indicator 
framework was used to measure the performance 
of the institutions.  The participants agreed that 
the use of a framework will provide a more 
balanced and focused approach to measuring 
overall institutional performance.  In this regard, 
Kaplan and Norten (1996) suggest that a broader 
methodology for measuring performance by 
means of a BSC with a comprehensive set of 
additional measurements as leading indicators or 
enablers of financial performance could provide an 
organisation with a more holistic view of the overall 
institutional performance at all levels, thereby 
enhancing the chances of future financial success.

Practical Implications 
The practice of ad hoc and unstructured 
measurements of areas of institutional 
performance may result in an incomplete or 
skewed picture of the overall performance of 
the institution.  Furthermore, underperforming 
areas may not be identified in time, which 
could impact high-performance areas within 
the institution, reducing the overall institutional 
performance. The lack of an integrated process 
to measure performance may further impact the 
institution’s ability to determine successes in term 
of the business strategy and the value added for 
all stakeholders of the institution.  As Norton 
and Kaplan (1996) suggest, the BSC as an overall 
measurement of institutions’ performance.  It is a 
methodology for turning strategy into action, for 
achieving the organisation’s vision, mission, and 
objectives.  It can be argued that strategic planning 
and performance-tracking have become essential.  

The lack of clearly defined performance indicators 
in the context of higher education may result in the 
wrong questions being asked and/or measuring 
things that will not contribute to the overall 
institutional performance or success.  The use 
of a broader framework to measure institutional 
performance in private higher education 
necessitates a clear description and definition 
of the BSC dimensions and key performance 
indicators.  This must include both financial 
and non-financial indicators. The dimensions 

and indicators need to indicate what needs to be 
done in these institutions to create exceptional 
performance and provide a compelling value 
proposition to all clients and stakeholders. 

Limitations of the Study 
The major limitation of this type of study 
is the extent to which the findings can be 
generalised to other organisations.  However, 
a substantial amount of research in this area 
has been undertaken within public and private 
institutions of higher learning internationally, 
with similar results.  It can therefore be argued 
that, given the fact that all these institutions are 
exposed to similar challenges, are operating 
using similar business models and within similar 
regulatory frameworks, that the findings could 
be generalised to other institutions of higher 
learning. Due to the sensitivity of the topic, the 
present researcher was required to go through a 
rigorous internal process to obtain permission 
to conduct the research.  This impacted the 
time frame for completing the research.

A further limitation of this study is the sample 
size and characteristics of the participants.  Most 
of the small sample of eight participants were 
white men.  However, the researcher attempted 
to ameliorate this limitation through strict 
selection criteria for participation.  Further, the 
present researcher faced time constraints, due to 
participants’ pressing schedules, resulting in some 
participants cancelling at the last minute.  A further 
limitation emerged when two of the selected 
private institutions of higher learning decided 
not to take part in the study, which exacerbated 
the problem of an already limited population of 
private intuitions of higher learning in Gauteng.

Recommendations for Future Research 
A number of areas for future research became 
evident during the design, data collection, 
analysis, and interpretation of the results of the 
study. The first suggestions is to conduct similar 
research in other public and private institutions 
of higher education in South Africa, to broaden 
understanding of the extent to which use of a 
BSC in these institutions may be appropriate.

Another area of possible research would be to 
describe and define the four perspectives or 
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dimensions of the BSC in the context of higher 
education in South Africa.  Such research may 
also establish that more than four perspectives 
or dimensions are relevant to institutions of 
higher learning in South Africa.  This could then 
be followed by the identification, description, 
categorisation, and definition of a broad 
range of performance indicators suitable to 
measuring their overall performance at all levels.

ConClusIon
The presence of private higher education 
institutions is relatively new in South Africa, 
and came with its own set of challenges.  One 
of the main challenges for private institutions of 
higher learning is to create a sustainable business 
model amidst the volatility of the external 
environment and increased expectations of 
students regarding high-value education, while 
dealing with the pressure of limited resources.

The literature and the findings of the present 
study provide a clear message that institutions of 
higher learning need to become more efficient and 
improve their return on investment.  A number 
of studies have postulated that the measurement 
of these institutions’ performance could 
make a significant contribution in this regard.

The significant contribution of this study is the 
creation of an awareness of the importance of a 
broader range of key performance indicators to 
measure the performance of these institutions.  
Such indicators will help aligning mission, strategy, 
operations, and performance measurement.  It 
also underscored the importance of measuring 
performance on various levels, including softer 
perspectives such as customer service and 
processes, which could significantly contribute 
as key drivers of future financial success.

The findings of the study could also aid the 
development of a BSC framework for these 
institutions, to contribute towards their 
strategic positioning in the broader context of 
higher education in South Africa. Finally, the 
findings may contribute to the creation of a 
new value propositions for these institutions, 
improving their competitiveness in a highly 
competitive environment, through integrated 
measurement of their performance at all levels.
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aBstraCt:
This study investigated the attitude towards 
growth and future prospects of female subsistence 
entrepreneurs operating in the informal economy. 
The study provides evidence on attitudes towards 
growth and future prospects of South African 
female micro enterprise owners. Such evidence 
is of significant value as it predicts the likelihood 
of new venture creation within the formal sector 
and value addition to the formal economy. The 
study made use of the qualitative method of 
research. Thematic analysis was undertaken to 
arrive at findings and conclusions. Three themes 
were derived, the first of which relates to entity 
growth being viewed as an opportunity to acquire 
new clients owing to perceived ease of marketing 
an established entity. The second theme derived 
relates to entity growth being a hidden path where 
informal entrepreneurs are battling to find the 
right approach on how to expand their businesses. 
The final theme is complacency to growth. 

Keywords: attitude towards growth, female, 
entrepreneurship

IntroduCtIon
In emerging economies such as South Africa, 
self-employment in the informal economy has 
absorbed the majority of female subsistence 
entrepreneurs (Grant 2013). In the process, this has 
provided an alternative source of income leaving 
the informal entrepreneurs with little desire to 
join or re-join formal employment. On one hand, 
Nieman and Nieuwenhuizen (2009) defined a 
subsistence entrepreneur as an individual who 

independently takes part in small scale economic 
activities with the capacity to generate income, 
sometimes as a vendor. On the other hand, 
Poschke (2013) defined subsistence entrepreneurs 
as self-employed individuals who undertake 
entrepreneurial activities out of necessity, with 
limited skills and a lack of entrepreneurial traits. 

Research by De Mel, McKenzie and Woodruff 
(2014) emphasised that in emerging economies, 
self-employment is a vital path to empowering 
women. De Mel, McKenzie and Woodruff 
(2009) pointed out that despite the abundance of 
empirical evidence substantiating the importance 
of female entrepreneurship, both in the formal 
and the informal economy, the same empirical 
evidence laments the low levels of earnings 
being realised by women-led entities, owing 
to the low scale of operations. Therefore, it is 
important for female entrepreneurs both in the 
informal and formal sectors to expand their level 
of operations and improve their revenue base.

There is consensus amongst researchers that 
the emergence of new economic activity lies at 
the heart of entrepreneurship (Obeng-Odoom 
2011), yet research has paid little attention to 
informal entrepreneurship particularly the 
activities of female entrepreneurs (Chandra, 
Moorty, Nganou, Rajaratnam & Schaefer 2001; 
Grant 2013). Women entrepreneurial activities 
are vital owing to changes they bring to the entire 
economic structure, social development and 
more importantly, employment creation (Welter, 
Smallbone, Aculai, Isakova & Schakirova 2003). 
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This study fills this vacuum by responding to the 
call made by Grant and Oteng-Ababio (2012) 
that rigorous research is needed to understand 
entrepreneurial activities being carried out in 
the informal economy. In an attempt to fill the 
identified gap, this study explored how informal 
female subsistence entrepreneurs approach the 
concept of growth and establish their future 
prospects. This was further motivated by the 
concern of Xavier, Kelley, Kew, Herrington and 
Vorderwülbecke (2012) that very few South 
Africans are interested in entrepreneurial 
start-ups despite international and local 
empirical evidence labelling entrepreneurship 
a good career choice and an opportunity 
for self-development (Chinyamurindi 2016; 
Muofhe & Du Toit 2011; Zaidatol 2009). 

In economies where women happen to 
participate in entrepreneurship activities, Welter 
(2004) emphasised that they tend to dominate 
in the creation and maintenance of small 
entities (formal and informal). For example, 
in Germany, 50% of self-employed men hire 
employees, thereby contributing immensely 
to employment creation, compared to 41% of 
female-led entities. Employee increase is a strong 
indicator of entity growth (Fatoki & Garwe 
2010). The evidence put forward by Welter 
(2004) suggests that female entrepreneurs may 
differ in the manner they approach growth. 
In light of this proposition, understanding the 
manner in which female informal entrepreneurs 
approach growth and their future prospects is 
vital as this could bring a long-term solution 
to the low level of entrepreneurial start-ups in 
South Africa. McElwee (2012) argued that the 
management and growth of small businesses 
are critical for the development of national and 
regional economies. For example, when informal 
female entrepreneurs are guided to successfully 
pursue growth, graduate from the informal 
economy, and join the formal economy in the 
process, a significant increase in entrepreneurial 
start-up activities could be realised. This study 
has explored the attitude towards growth 
of female subsistence entrepreneurs in the 
informal economy and established their future 
prospects. The article’s structure comprises a 
literature review, the research methodology, 
the findings and the conclusions of the study.

lIterature reVIeW
Theoretical background
The theory of planned behaviour (TPB) (Ajzen 
1991) explains why individuals behave in different 
ways. In simple terms, the TPB expounds that 
when an individual has an embedded desire to 
achieve a target, the higher is the probability of 
that individual behaving in a necessary fashion 
so as to achieve the desired target. Dabic, Daim, 
Bayraktoroglu, Novak and Basic (2012:319), 
indicated that goals are projected by “attitude 
towards a behaviour”, “subjective norms” in 
respect of the “behaviour and the perceived 
behavioural control over the behaviour”. In 
this study, pursuing entrepreneurial growth is 
considered to be strongly associated with a positive 
attitude towards growth, while an entrepreneur’s 
reluctance to pursue growth could be interpreted 
as a negative attitude towards growth.

The female entrepreneur and attitude towards 
growth
While the definition of entrepreneurship 
holds the promise of growth, in essence, the 
growth of an entity is not a naturally occurring 
phenomenon (Van der Bank & Hewitt 2011). 
Growth of a business requires effort and it is to 
a large degree determined by the entrepreneur’s 
aspirations and motivations for the business 
(Brush, Carter, Gatewood, Greene & Hart 2004). 
Empirical evidence comparing the performance 
of male- and female-owned entities consistently 
reveals male-owned entities as significantly larger 
than those owned by female entrepreneurs, 
irrespective of variables used to measure entity 
size (Cliff 1998). Research coincides with this 
notion and mentions that, when growth is 
pursued by either male or female entrepreneurs, 
female-owned entities will exhibit slow growth 
(Fischer, Reuber & Dyke 1993). Comparing 
male- and female-owned attitude towards 
growth is beyond the scope of the study. 
However, to add clarity to the problem at hand, 
such literature was consulted where necessary.

Over two decades ago, theoretical evidence 
reached a conclusion that a significant number of 
female entrepreneurs deliberately choose to have 
and maintain their entities as small as possible 
(Goffee & Scase 1985; Kaplan 1988). The fear of 
loss of control was singled out as the major reason 
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women entrepreneurs would prefer to keep their 
entities small. This led to Belcourt, Burke and Lee-
Gosselin (1991) pointing out that although women 
entrepreneurs have growth aspirations, just as 
men do, they prefer a more conservative approach. 

Adopting the life course theory, Davis and Shaver 
(2012) found that there are differences in growth 
intentions between genders. In the same study, 
variables such as age and the career stage of the 
entrepreneur were found to play a pivotal role 
in the entrepreneurs’ growth intentions. Davis 
and Shaver (2012) finally concluded that both 
genders are more likely to show evidence of 
high growth intentions at the beginning of their 
entrepreneurial careers, which they referred 
to as a time when the entrepreneur is in the 
process of learning the demands of the new role.

In a comparative investigation undertaken 
in Norway by Kolvereid (1992), although not 
statistically significant, the study reported that 
there was more likelihood of declaring positive 
growth intentions in males as opposed to female 
entrepreneurs. When interpreting the just 
reported findings, it is important for the reader 
to understand that Norway is an equal country, 
where a weak link exists in the differences between 
genders, hence the statistical insignificance.

A compelling argument as to why female 
entrepreneurs may have a negative attitude 
towards growth was provided by Longstreth, 
Stafford and Mauldin (1987) as cited by 
McGowan, Redeker, Cooper and Greenan 
(2012). Longstreth et al. (1987) argued that 
owing to pressure imposed by traditional roles 
and the demanding duties associated with the 
entrepreneurship career, female entrepreneurs 
often fail to strike a balance between these equally 
important tasks. Consequently, the female-led 
entity is negatively affected which commercially 
imposes a major setback to entity growth. 

Further compelling evidence as to why female 
entrepreneurs may have a negative attitude 
towards growth was also presented by Lee-
Gosselin and Grise (1990). They argued that it 
is misleading to think that all self-employment 
activities are about establishing and expanding 
an entity economically and that most female 

entrepreneurs have proven this otherwise. Lee-
Gosselin and Grise (1990) stated that female 
entrepreneurs endeavour to establish and 
retain an entity that is small in size, and more 
importantly, is stable, thereby accommodating 
economic, social and career aspects. Hakim 
(2003) supported this notion and pointed 
out that given that women pursue economic, 
social and personal activities combined, their 
life style preferences influence them to achieve 
the best from the stated combined activities 
without compromising the ability to pursue 
other alternatives that fit their considerations.  

In developed countries, for example, the United 
States of America (USA), it is reported that 
the majority of female-owned businesses are 
in the service sector and are highly rewarding 
(Klich 2014). Similarly, in developing countries, 
the service sector is highly rewarding with 
entities exhibiting exponential growth rates 
when compared to other sectors (Klich 2014; 
Levent, Masurel & Nijkamp 2003). The focus of 
this study was on informal female subsistence 
entrepreneurs who similarly ply their trade in the 
informal service sector (barbecuing services). It is 
not far-fetched to assume that by virtue of being a 
service sector, it is therefore relatively rewarding, 
thereby giving subsistence female entrepreneurs 
an option either to pursue or not pursue growth. 

Factors influencing the growth of 
entrepreneurial entities
Four key factors play a leading role in the growth 
of entrepreneurial entities, namely management, 
marketing, strategies and objectives, as well 
as money (Van der Bank & Hewitt 2011). 
The manner in which an entity is managed 
influences its growth. Business objectives of 
entrepreneurs differ, especially those that are 
related to business growth. Research indicates 
that female entrepreneurs prefer to remain small 
and in instances where growth is preferred, 
moderate growth is normally pursued as opposed 
to rapid growth (Klapper & Parker 2011). Van 
der Bank and Hewitt (2011) pointed out that 
expansion aspiration, such as superior business 
outcomes, is determined by various factors, such 
as the manner in which the owner adapts to the 
business environment (competition, resources 
and strategies), also taking into consideration 
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business ownership experience. Growth-oriented 
entrepreneurs who pursue high-growth business 
entities develop a managerial team, which 
becomes responsible for other business functions 
and the risks thereof. Therefore, management of an 
entity is critical, regardless of its size. Subsistence 
female entrepreneurs assume the role of owner/
manager and as a result the growth/success of 
the entity depends entirely on the skills and 
abilities of the owner as well as the owner’s level 
of understanding how the business environment 
operates (Brush, Ceru & Blackburn 2009). 

Marketing is a critical factor to growth of 
entrepreneurial entities. The majority of entities 
face challenges in the following aspects: finding 
customers or clients, retaining customers or 
clients, clearly communicating the offering, 
and pricing, among others. The goal here is to 
sustain sales. According to Brush et al. (2009), 
entity owners who prioritise entity growth, pay 
significant attention to the stated issues in order 
to increase the level of demand from both new 
and existing clients. Entrepreneurs can achieve 
this through market development and geographic 
diversification (Van der Bank & Hewitt 2011). 

Strategies and objectives also play a significant 
role in the growth of entrepreneurial entities. 
Van Tonder and Van der Bank (2006) developed 
a model for entrepreneurial growth within 
an entity. The model is based on the entity’s 
life cycle. The model emphasises the role of 
entrepreneurial activities in relation to entity 
growth and further articulates activities that 
should be carried out at each phase of the entity’s 
life cycle if healthy growth is to be attained. Five 
growth strategies are proposed in the growth 
phase, namely changing the client’s experience, 
renovating entity offerings, redefining turnover 
stimulators, taking advantage of changes within 
the sector and pursuing new markets. Managing 
by entrepreneurial objectives is also emphasised. 
In this regard, the entrepreneur learns to direct 
all resources at his/her disposal to accomplish 
seven specific entrepreneurial objectives within 
a specified time frame. For a detailed discussion 
on the seven entrepreneurial objectives to be 
pursued in the growth phase, refer to Van Tonder 
and Van der Bank (2006). In addition, upon 
setting goals, high-growth entrepreneurs focus 

their energy on the goals and pursue them single-
mindedly (Van der Bank & Hewitt 2011). The 
final key factor for the growth of entrepreneurial 
entities is money. Money is required to finance 
non-current and current assets as well as to 
settle long- and short-term obligations in order 
for the entity to fulfil its mandate. Research 
indicates that access to finance is a challenge 
in South Africa, particularly to female-owned 
entities (Derera, Chitakunye & O’Neill 2014).

Purpose and primary objective
The purpose of this study was to explore the 
attitude of female subsistence entrepreneurs 
operating in the informal sector towards 
growth and to investigate their future prospects. 

researCH metHodologY
This section highlights the research 
methodology adopted in carrying out this study. 

Research philosophy
This study adopted the interpretivist approach 
mainly associated with qualitative research. In 
undertaking this study, the authors assumed that 
reality and knowledge are constructed socially, as 
outlined by Klein and Myers (1999). Consequently, 
the authors were obliged to make contact with the 
participants and assume the role of participant 
observer so as to decode reality and meaning in 
an entrepreneurial environment. In undertaking 
the interpretivist approach, the ontological 
assumption is that the researcher acquires 
knowledge for a specific subject emanating 
from subjective experiences of the research 
participants. As a result, the epistemological 
assumption is that the acquired knowledge 
should be interpreted (Sobh & Perry 2006).

Research design and sampling
A case study research design was adopted for the 
purposes of gathering primary data (Creswell 
2013). Data collection was undertaken through 
in-depth interviews, observation and a review of 
literature. Fifteen female informal entrepreneurs 
were purposefully sampled. In purposeful 
sampling, the inquirer selects participants because 
they can strategically enlighten and provide in-
depth information leading to an understanding 
of the research problem under scrutiny (Creswell 
2013; Lewin 2011; Ritchie, Lewis, Elam, Tennant 
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& Rahim 2014; Marshall & Rossman 2010). The 
main emphasis in qualitative research is quality as 
opposed to quantity. Thus, qualitative researchers 
favour being saturated with information on 
the problem at hand from a small group of 
participants instead of focusing on the concept 
of representation. As an example, Koranteng 
(2010) conducted a qualitative study and relied 
on interviews carried out with nine farmers.

The participants of the research conducted for 
this article were informal female subsistence 
entrepreneurs who practise their trade in the 
barbecue business services, well-known in South 
Africa by the Afrikaans term, braai. Participants 
operate within a confined area allocated by the 
local municipality with the aim of empowering 
unemployed women and men in the area. 
Participants were sampled on site (Creswell 
2013). To ensure diversity in perspectives, women 
of different ages ranging from young adults, to 
middle age and older, were selected (Ritchie et 
al. 2014). Although exact age of the participants 
was not asked, relying on the authors’ judgement, 
four women fell into the young adult category, 
six belonged to the middle aged category and 
five in the older age category respectively. Table 
1 gives a brief background of the participants. 
Original names were not used after consultations 
with the participants. A critical case strategy was 
adopted in this study in the sampling process as 
it allows researchers to rationally generalise the 
information from participants to other cases 
of similar interest (Miles & Huberman 1994).

Research procedure and data collection
The researchers approached female entrepreneurs 
individually at their usual site of work and invited 
them individually to participate in the study. 
The participants willingly participated after the 
aims of the study had been clearly explained to 
them. Interviews were carried out in local Xhosa 
language. During the interview process, audio 
recorders captured primary data, which was then 
transcribed for analysis at a later stage. A skilled 
language interpreter translated the interviews 
to English for data analysis. Interviews took 
at least one hour to conduct as sometimes the 
interviewers were forced to stop the interviews 
to allow entrepreneurs to attend to clients. Since 
data were collected while entrepreneurs were 

undertaking their daily activities, observation 
was partially carried out. The in-depth interview 
technique was preferred because it is flexible 
and can be mobile. As a result, the interview 
process took place where the participants 
spend most of their time, their workplace. 

Data analysis
Thematic analysis which focuses on what the 
text ‘says’ was adopted. Thus, thematic analysis 
is primarily concerned with capturing and 
interpreting meaning in data (Spencer, Ritchie, 
Ormston, O’Connor & Barnard 2014). Initial 
descriptive codes were developed and applied 
to primary data. Further analysis led to the 
refinement of themes that were later applied to 
data extracts generated from primary data. This 
led to the emergence of three themes, which are 
elaborated on and discussed in the results section.

Reliability and validity (rigour)
To ensure that the qualitative data research 
instrument was valid and reliable, the investigators 
developed the study instrument (interview guide) 
taking into consideration the richness of relevant 
literature that provided the theoretical foundation 
of the study (Creswell 2014). The investigators 
consulted other qualitative research experts in 
the development stage of the study instrument. 
Experts in the entrepreneurship fraternity, for 
example academics in the Faculty of Management 
and Commerce at the University of Fort Hare, 
were approached for opinions and insights with 
regard to the study’s instrument. The researchers 
also ensured that participants in the study were 
people with significant experience and knowledge 
of subsistence entrepreneurship (Denscombe 
2003). This helped to unpack the complexity of the 
matter. Finally, as proposed by Wolcott (1990), in 
undertaking data analysis, the authors’ goal was to 
bring to light issues we regard as critical in order to 
arrive at informed interpretation of the findings. 

To ensure rigour, qualitative research principles 
of openness, transparency, foreignness and 
communication, among others, as outlined by 
Demuth (2013) and Mey (2010), were observed. 
The principle of openness relates to how the 
study’s research design had to be arranged. This 
includes the formulation of the research question, 
the sampling procedure and the actual data 
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taBle 1: age CategorY and BrIef BaCKground of tHe studY’s PartICIPants

Participant age 
category Participant background

Participant 
A

Young 
adult

A single mother of one. Joined the sector in the year 2013 to provide for 
her only child. Lost both her parents and, being the only child with no 
formal employment, this sector was attractive to her.

Participant 
B

Young 
adult

A single mother of two. Joined the sector in the year 2014. She realised 
this business as she was walking around selling vegetables and fruits in 
the nearby suburbs. 

Participant 
C

Young 
adult

She joined the sector in the year 2015 after her job as a cashier at local 
supermarket was terminated under unclear circumstances in the year 
2012. Since then, she has been facing difficulties in paying her rentals 
and providing for her two daughters until she started the meat braaing 
activities. She discovered this business through a friend whom she had 
accompanied on a social outing one weekend. 

Participant 
D

Young 
adult

She joined the sector in the year 2013. She took over the business from 
her grandmother who relocated to a rural area. She used to occasionally 
accompany and assist her grandmother with this business. She loves the 
fact that business costs are very minimal. She is a mother of two and 
unmarried.

Participant 
E

Middle 
aged

A mother of three and never married. All children are still attending 
school. Joined the sector in the year 2015 so as to provide for her family. 
She has been in and out of formal employment. In the barbecue sector, 
she claims she is no longer worried about losing her job as she is fully 
independent.

Participant 
F

Middle 
aged

A mother of two children who have matriculated but are still unemployed 
and sometimes they help her out when demand is high. She joined the 
sector to provide for her family and in search of tuition fees in the year 
2007. 

Participant 
G

Middle 
aged

A mother of two children and divorced. Her two children are enrolled at 
a local university. She is grateful for the proceeds she receives from meat 
braaing practices. Her former husband does contribute when they need 
his help. She joined the sector in 2008.

Participant 
H

Middle 
aged

She joined the sector in 2010 after losing her job at a local funeral parlour. 
She is unmarried and is a mother of two boys who are currently at high 
school. After losing her job in the year 2008, selling fruit and vegetables 
was her form of income until she met other women who invited her to 
join in the sector.

Participant I Middle 
aged

A mother of three boys who lost her job at a local fast foods retail outlet 
in the year 2007. Since her children were still attending junior school, 
providing for them was her main priority, and, through a friend, whom 
she occasionally accompanied to this place, she was able to learn more 
about the barbecue sector before she started her own fire in the year 2008.

Participant J Middle 
aged

She quit her job at a local security company in the year 2008 because she 
did not like night shifts, which sometimes forced her to endure very cold 
nights without proper shelter. She is married and a mother of three. Her 
husband often helps her out when she works late. 
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analysis. To adhere to this principle and other 
related principles, as diverse as they are (Mey 
2010), the authors carried out this study in the 
absence of pre-defined answers or hypotheses. 
Sampling of participants was based on theoretical 
considerations as opposed to selecting a 
representative sample, a practice common in 
quantitative research (Strauss 1987). Thus, the 
characteristics of the population, being informal 
female subsistence entrepreneurs operating in 
the barbecue sector, were used as the basis of 
selection (Bryman 2012). The detailed procedure 
of how authors arrived at the sample has been 
discussed earlier. In addition, the chosen 15 
participants provided insights into the problem 
under investigation and further allowed cross-
case comparison to arrive at informed findings. 
Data analysis followed an inductive procedure. 
Themes were thus derived from the actual data as 
opposed to relying on pre-defined or set categories.

rePortIng on and dIsCussIon of 
tHe fIndIngs
Three themes emerged in relation to attitude 
towards growth and women entrepreneurs’ 
future prospects. The emerging themes were: a) 
entity growth: an opportunity to acquire new 
clients; b) entity growth: a hidden path; and c) 
complacency towards growth. The amount of 
data obtained enabled the researchers to utilise 
all the data from 15 participants to identify 
women’s attitudes towards growth and to 
establish their future prospects. The data analysis 

was undertaken in three phases. First, interviews 
held with each participant were written up as 
they had taken place. Secondly, within-case 
thematic analysis was carried out which led to 
identification of preliminary themes in relation 
to attitudes towards growth and women’s future 
prospects. This facilitated data reduction and 
then led to the third and final phase of cross-
case thematic analysis. Only common themes 
that emerged across cases when no other themes 
could emerge from primary data were relied on 
(Spencer et al. 2014). Table 2 illustrates how the 
three themes emerged from the data and their 
interpretation in relation to this study’s objectives.

Entity growth: An opportunity to acquire new 
clients 
Despite challenges related to access to sound 
business growth advice, the interviewees 
displayed a positive attitude towards growth 
owing to perceived ease of marketing a large 
business entity. Some interviewees were optimistic 
about growing their entities as they perceived 
that an established entity is able to market 
itself better than an unknown and very small 
entity. For example, in the case of participant J:

Yes, I want to grow this business very much 
because when a business is reasonably large, 
it becomes easier on the marketing side, it 
is less strenuous to market an established 
business. The problem I often encounter is I do 
not seem to find small business practitioners 

Participant 
K

Older 
age

Joined the sector in the year 2001 after other small businesses failed to 
meet her expectations. She has been running her own micro businesses 
such as a spaza, which she opened in 1986 and a shebeen, which she 
opened in 1994. These have since ceased to operate. 

Participant 
L

Older 
age

Joined the sector in the year 2003. Before joining the sector, she was a 
street vendor but she became disappointed in the manner in which street 
vendors were being treated by municipal authorities. 

Participant 
M

Older 
age

A former government employee. She joined the sector in the year 2005 
after retiring from her formal employment. She is interested in keeping 
herself occupied and she enjoys the company of other women who are 
working hard to provide for their families. She carries out this form of 
work as a way of teaching her grandchildren to be self-reliant.

Participant 
N

Older 
age

A former hotel waitress with eight years of formal work experience. 
Joined the sector in the year 2002 after her employment 
contract was terminated owing to change in ownership and 
management. She also tried knitting for a period of three years.
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whom I can talk to and get advice on how 
I can possibly expand my small business.

This perception emanates from the idea that, 
when a business is fully established, the owner 
has vast experience that can stand them in 
good stead in the future. Furthermore, the 
owner of an established business enjoys a large 
pool of clients, from which testimonials, case 
studies and stories are readily accessible. These 
can be exploited to convince new clients to 
take chances and try new services/offerings. 

Conversely, for a very small entity, although a 
significant number of loyal clients can be found, 
the benefit of relying on testimonials, case studies 
and stories is very little. Therefore, in this instance, 
it can be concluded that some interviewees 
exhibited a positive attitude towards entity growth 
as influenced by perceived ease of marketing or 
promoting the business entity, once an entity 
becomes large, as opposed to when it remains small. 

Entity growth: A hidden path
In some cases, the survival entrepreneurs 
exhibited positive attitudes towards growth 
but still indicated that they have the challenge 
of identifying the right route to fulfil the desire 
for growth. In some cases, this is likely to take 
longer than anticipated. The following statements 
are from participants K and J respectively.

It is difficult, I want to. I have not yet figured out 
the right strategy to help me get there. I do have 
business experience and a number of my clients 
love me. I wonder how I will make it work.

I want to grow this business, it is just a matter 
of me being patient, and I will get there. I wish 
to grow this business on a different location, 
perhaps at home, behind my backyard. A 
different type of business, not similar to this 
is on the back of my mind. However, I have 
not yet figured out which type though. I do 
not entirely wish to discontinue this type of 
business. I wish to keep it ongoing so that I could 
gain added benefits during the peak season.

taBle 2: tHeme deVeloPment

Initial codes main theme Theme interpretation
A large firm is easy to market; 
large firms serve more clients, 
and customers have faith in 
large firms. 

Entity growth: an 
opportunity to acquire 
new clients

This theme reveals that female 
subsistence entrepreneurs exhibit a 
positive attitude towards entity growth 
owing to the perceived benefits of 
having a large entity as opposed to a 
small entity.

I want to grow this business 
and I am yet to figure out how; 
I can grow this business but 
I am still exploring the right 
route; I am willing but I have 
no idea how.

Entity growth: a hidden 
path

This theme reveals that the majority of 
entrepreneurs are willing to grow their 
entities but they have not taken time to 
discover how this can be successfully 
achieved. Therefore, the right path or 
route to entity growth is still hidden or 
unclear to female entrepreneurs in the 
barbecue sector.

Afford to pay children’s tuition 
from the entity returns; afford 
to pay for rentals, transport 
and groceries from the entity 
returns; I am able to meet my 
contractual obligations from 
the proceeds of this entity.

Complacency towards 
growth

This theme reveals that female 
subsistence entrepreneurs value growth; 
however, they are not growth-oriented. 
There is complacency towards growth 
as there is little motivation to pursue 
growth, given that immediate needs are 
met partially or fully from the proceeds 
which female entrepreneurs receive 
from their efforts.
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As stated in the second quote above, amidst the 
tough terrain, some interviewees are not losing 
hope in identifying the right route to growth. In 
the other cases, despite exhibiting the desire for 
growth, some have become reluctant to grow the 
entity or to discover the route to growth owing to 
resource challenges that are associated with this 
career path, for example the case of participant L:

Yes I want to grow this business. The question is 
how? Given that there are no financial resources. 
In the absence of money, no plans can be made.

This supports the argument presented 
by Macht and Robinson (2009) as well as 
Underwood (2009) that, in the absence of vital 
resources, some ideas – whether valuable or 
not – remain undeveloped owing to scarcity 
of resources. Obamuyi (2010) pointed out that 
the unavailability of finance drastically limits 
business growth. It is important to point out 
that in South Africa women entrepreneurs 
compared to their male counterparts face many 
hurdles in accessing resources, especially finance, 
needed for start-ups and expansion (Derera et al. 
2014). To address this challenge, some women 
resort to personal investments, and in many 
cases, these are very limited, thereby negatively 
affecting women entrepreneurs’ growth efforts 
and intentions (Rouse & Jayawarna 2006).

In another case the interviewee was very 
optimistic about discovering hidden paths to 
successfully grow her business. In the case of 
participant I, some viable options are yet to be 
explored before the desire to grow is fully realised.

Absolutely! I want to grow this entity; actually 
I want to run a large enterprise. The problem 
is I am here the whole day – directly involved 
in the activities of this entity. As a result, I don’t 
have the room to fully explore other avenues 
out there on how I can possibly expand this 
current business. I know there is a possible way 
to grow this entity. I can find business premises 
in the suburb’s shopping area that I can shift to. 
Further, my problem is I have not saved that 
much to help me with the rentals on the first 
phases of establishing a new business. Until 
that time comes, I will definitely give it a try.

The researchers further sought to investigate 
future prospects of female entrepreneurs by 
investigating the value placed on business size. 
Given that female entrepreneurs value entity 
size, the thinking is they will direct their efforts 
towards growing their current businesses in 
anticipation of better future business prospects 
perceived to be associated with large enterprises 
mainly operating in the formal sector. The 
responses provided above, however, highlight that 
female entrepreneurs strongly believe that entity 
size is not a measure of business success. Female 
entrepreneurs strongly believe that an entity starts 
by being small and can later expand to a larger 
enterprise. In other words, female entrepreneurs 
are of the opinion that large enterprises are 
a result of success when they were initially 
smaller. The study found no significant signs to 
indicate that female subsistence entrepreneurs 
were working towards growing their businesses. 
Instead, female entrepreneurs were found to 
value what small entities were capable of, that is 
the ability to generate reasonable profits, which 
the researchers refer to as complacency to growth.

Complacency to growth
Participants, on the one hand, placed high 
value on entity growth and on the other hand 
exhibited no significant efforts towards growing 
their businesses. The main contributor to the 
phenomenon is the fact that these entrepreneurs 
are comfortable with the rewards of the effort 
they make and have no motivation to expand 
further. Participant M pointed out the following:

Small businesses make some cash. An entity 
starts at a small scale, makes some cash and 
later grows. For example, I am making some 
cash right here and I am moving forward.

According to Poschke (2013), when an entity is 
performing well in the eyes of the entrepreneur, 
the probability of that entrepreneur abandoning 
the entity in search of a more lucrative one, or 
pursuing a new business opportunity, is low. 
Poschke (2013) found that it is the process of 
rejecting bad performing entities that attracts 
low-ability agents into entrepreneurship. The 
participants in this study showed that there are 
limited chances to abandon current projects 
to pursue any other project either of same 
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size or larger. Participant G and N pointed 
out the following in this regard respectively:

The majority of businesses begin as small 
entities and later on expand. The most 
important thing for a business owner is 
to know what size he/she can handle. 
Because you have to play it safe and avoid 
expanding beyond what you can manage as 
that will lead to failure. Most importantly, 
the business should grow itself through 
ploughing back the profits it generates.

When you are running a spaza shop, you have 
the ability to break bulk and sell items depending 
on customer needs and affordability. You can 
sell cigarettes as singles or tea bags as singles at 
R1 each. The profit margin is quite high when 
you break bulk as compared to when you sell 
large cartoons. At the end of the day you can 
make a lot of money regardless of entity size.

ImPlICatIons
Considering the lengthy period as measured 
by number of years that some of the female 
entrepreneurs have been in the barbecue sector, 
the prospects of them migrating from the informal 
sector to the formal sector are rather low. The 
responses of these female entrepreneurs suggest 
that to a certain extent they are comfortable with 
the way things are in the informal sector. Given 
that their entities generate profits to offset business 
expenditure and provide little cash to take care 
of living expenses such as rent and tuition for 
their children, they do not have the motivation to 
take their entities to the next level. The majority 
of female entrepreneurs were pushed into 
entrepreneurship owing to different individual 
circumstances such as scarcity of jobs in the labour 
market, increase in family size and loss of jobs. The 
majority of these female entrepreneurs operating 
in the informal sector advanced from being street 
vendors to owning micro entities in the informal 
sector. This situation gives rise to the prospect 
that when their micro enterprise does well, they 
may in the future adopt the previous position 
and upgrade by migrating into the formal sector. 
Facilities, access to finance, and access to sound 
business advice seem to be the major challenges 
affecting informal entrepreneurs. All female 
entrepreneurs in the barbecue sector operate in 

an open space making them vulnerable to harsh 
weather conditions, which also scares their clients 
away, thereby negatively affecting the profitability 
potential of the business owing to lost sales. 

Women entrepreneurs in the informal economy 
have the potential to grow their businesses and 
migrate to the formal economy. What is lacking, 
however, is sound business advice on how they 
can take their business activities to the next 
level. There are various strategies that can be 
implemented given that they are operating at 
a single location and, more importantly, in a 
similar business. Women entrepreneurs can turn 
their single owned business ventures into a large 
partnership. This will enable them to pool their 
resources, participate equally in the running of the 
business, and share the proceeds depending on the 
partnership agreement. This can also prove to be 
a viable move in helping women to balance home 
demands and career demands. In a partnership, 
responsibilities can be strategically distributed 
among the members. This can also allow members 
to plan leave days and working hours as well as 
strategically distributing resources depending on 
the demand of their services. As a partnership, 
women entrepreneurs have a significant chance to 
pursue growth-related strategies such as changing 
the client’s experience, renovating entity offerings, 
redefining turnover stimulators, taking advantage 
of changes within the sector and pursuing new 
markets (Van Tonder & Van der Bank 2006).

Future research
Future research can be undertaken with the 
goal of investigating the experiences of female 
entrepreneurs who have successfully migrated 
from the informal sector to the formal sector in the 
barbecue sector. Their experiences can play a vital 
role when used as case studies and testimonials 
in an attempt to motivate women entrepreneurs 
currently operating in the informal sector who wish 
to expand their entities and join the formal sector.

ConClusIon
In the presence of sound business advice, female 
entrepreneurs in the informal sector can be guided 
on how to grow their businesses and possibly 
migrate into the formal sector. Without business 
advice and business practitioner intervention, 
female entrepreneurs are likely to stay for a 
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longer period as survivalist entrepreneurs despite 
possible avenues that exist on how to upgrade from 
being a micro entrepreneur to a large enterprise, 
particularly in the barbecue sector where they all 
pursue a similar business and serve clients with 
similar needs. A partnership can be one viable way 
which subsistence female entrepreneurs can adopt.

aCKnoWledgements
Competing interests
We declare that we have no financial or 
personal relationships which may have 
negatively influenced the writing of this paper.

Authors’ contributions
H.S. conceptualised and designed the study. 
H.S. further carried out data collection 
and analysis and wrote the majority of the 
manuscript. W.C. supervised the data analysis 
and presentation processes and provided 
guidance for the writing of the manuscript. 

referenCes
Ajzen, I., 1991, ‘The theory of planned behaviour’, 
Organisational Behaviour and Human Decision 
Processes 50(2), 179–211.

Belcourt, M., Burke, R. & Lee-Gosselin, H., 
1991, The Glass Box: Women Business Owners 
in Canada, Canadian Advisory Council on the 
Status of Women, Ottawa.

Brush, C.G., Carter, N.M., Gatewood, E., Greene, 
P.G. & Hart, M., 2004, Clearing the hurdles: 
Women building high-growth businesses, 
Pearson Education, Inc., Upper Saddle River, NJ.

Brush, C.G., Ceru, D. & Blackburn, R., 2009, 
‘Pathways to entrepreneurial growth: The 
influence of management, marketing and money’, 
Business Horizons 52, 481-491.

Bryman, A., 2012, Social research methods, 4th 
ed., Oxford University Press, Oxford.

Chandra, V., Moorty, L., Nganou, J-P., Rajaratnam, 
B. & Schaefer, K., 2001, ‘Constraints to Growth 
and Employment in South Africa: Report No. 
2, Evidence from the Small, Medium and Micro 
Enterprise Entity Survey’, Informal Discussion 
Papers on Aspects of the Economy of South Africa, 
The World Bank Southern Africa Department, 

Johannesburg, South Africa.

Chinyamurindi, W.T., 2016, ‘A narrative 
investigation on the motivation to become 
an entrepreneur among a sample of black 
entrepreneurs in South Africa: Implications for 
entrepreneurship career development education’, 
Acta Commercii, 16(1), 9 p., doi: 10.4102/
ac.v16i1.310.

Cliff, J.E., 1998, ‘Does one size fit all? Exploring the 
relationship between attitudes towards growth, 
gender and business size’, Journal of Business 
Venturing 13, 523-542.

Creswell, J.W., 2013, Qualitative Inquiry and 
research design: Choosing among five approaches, 
3rd ed., Sage, Thousand Oaks, California.

Creswell, J.W., 2014, Research design: Qualitative, 
quantitative, and mixed methods approaches, 4th 
ed., SAGE Publications, Inc., Thousand Oaks, 
California.

Dabic, M., Daim, T., Bayraktoroglu, E., 
Novak, I. & Basic, M., 2012, ‘Exploring 
gender differences in attitudes of university 
students towards entrepreneurship: An 
international survey’, International Journal 
of Gender and Entrepreneurship, 4(3), 316–
336, viewed 26 June 2016, from http://dx.doi.
org/10.1108/17566261211264172.

Davis, A.E. & Shaver, K.G., 2012, ‘Understanding 
gendered variations in business growth intentions 
across the life course’, Entrepreneurship Theory 
and Practice 36(3), 495-512.

De Mel, S., McKenzie, D. & Woodruff, C., 
2009, ‘Are women more credit constrained? 
Experimental evidence on gender and micro 
enterprise’, American Economics Journal: Applied 
Economics 1(3), 1-32.

De Mel, S., McKenzie, D. & Woodruff, C., 
2014, ‘Business training and female enterprise 
start-up, growth and dynamics: Experimental 
evidence from Sri Lanka’, Journal of Development 
Economics 106, 199-210.

Demuth, C., 2013, Ensuring Rigour in Qualitative 
Research within the Field of Cross-Cultural 



1202
WWW.IBC-CONFERENCE.COM

Psychology, in  Steering the Cultural Dynamics: 
Paper presented at the 20th International 
Congress of the International Association for 
Cross-Cultural: Psychology, edited by Y. Kashima, 
E.S. Kashima & R. Beatson, 34-40, University of 
Melbourne, Melbourne.

Denscombe, M., 2003, The good research 
guide for small-scale social research projects, 
2nd ed., Open University Press, Maidenhead, 
Philadelphia.

Derera, E., Chitakunye, P. & O’Neill, C., 2014, 
‘The Impact of Gender on Start-up Capital: A 
Case of Women Entrepreneurs in South Africa’, 
Journal of Entrepreneurship 23(1), 95–114.

Fatoki, O. & Garwe, D., 2010, ‘Obstacles to the 
growth of new SMEs in South Africa: A principal 
component analysis approach’, African Journal of 
Business Management 4(5), 729-738.

Fischer, E., Reuber, R. & Dyke, L., 1993, ‘A 
theoretical overview and extension of research 
on sex, gender, and entrepreneurship’, Journal of 
Business Venturing 8, 151-168.

Goffee, R. & Scase, R., 1985, Women in charge: 
The experiences of female entrepreneurs, George 
Allen and Unwin, London.

Grant, R. & Oteng-Ababio, M., 2012, ‘Mapping 
the invisible and real “African” economy: Urban 
e-waste circuitry’, Urban Geography 33, 1-21.

Grant, R., 2013, ‘Gendered spaces of informal 
entrepreneurship in Soweto, South Africa’, Urban 
Geography 34(1), 86-108.

Hakim, C., 2003, ‘A new approach to explaining 
fertility patterns: Preference theory’, Population 
and Development Review 29(3), 349–74.

Kaplan, E., 1988, Women entrepreneurs: 
Constructing a framework to examine venture 
success and failure, Frontiers of Entrepreneurship 
Research, Babson College, Wellesley, MA, 643-
653.

Klapper, L.F. & Parker, S.C., 2011, ‘Gender and 
the business environment for new entity creation’, 
World Bank Research Observer 26(2), 237-257.

Klein, H.K. & Myers, M.D., 1999, ‘A set of 
principles for conducting and evaluating 
interpretive field studies in information systems’, 
MIS Quarterly 23(1), 67-94.

Klich, T.B., 2014, ‘The most profitable types of 
small businesses’, viewed 12 June 2016, from 
https://www.entrepreneur.com/article/236482.

Kolvereid, L., 1992, ‘Growth aspirations among 
Norwegian entrepreneurs’, Journal of Business 
Venturing 7, 209-222.

Koranteng, K.Y., 2010, ‘Contract farming model 
of financing smallholder farmers in South 
Africa: The case of the IDC-KAT river citrus 
development scheme. Unpublished Master’s 
Thesis, Stellenbosch University, Stellenbosch.

Lee-Gosselin, H. & Grise, J., 1990, ‘Are women 
owner-managers challenging our definitions of 
entrepreneurship? An in-depth study’, Journal of 
Business Ethics 9(4-5), 423-33.

Levent, B.T., Masurel, E.&, Nijkamp, P. 2003, 
‘Diversity in entrepreneurship: Ethnic and female 
roles in urban economic life’, International Journal 
of Social Economics 30(11), 1131-1161.

Lewin, C., 2011, ‘Understanding and describing 
quantitative data’, in B. Somekh & C. Lewin (eds.), 
Theory and methods in social research, 220-230, 
2nd ed., Sage, Los Angeles.

Longstreth, M., Stafford, K. & Mauldin, T., 1987, 
‘Self-employed women and their families: Time 
use and socioeconomic characteristics’, Journal of 
Small Business Management 25, 30-37.

Macht, S.A. & Robinson, J., 2009, ‘Do business 
angels benefit their investee companies? 
International Journal of Entrepreneurial 
Behaviour & Research 15(2), 187-208.

Marshall, C. & Rossman, G.B., 2010, Designing 
qualitative research, 5th ed., Sage, Thousand 
Oaks, CA.

McElwee, G., 2012, A worldwide forum for the 
discussion of ideas and experience relating to the 
development and application of entrepreneurship 
(Editorial). International Journal of 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

1203

A DECADE OF EXCELLENCE

Entrepreneurship and Innovation, viewed 10 
September 2012, from http://www.ippublishing.
com/ijei.htm#editorial.

McGowan, P., Redeker, C.L., Cooper, S.Y. & 
Greenan, K., 2012, ‘Female entrepreneurship 
and the management of business and domestic 
roles: Motivations, expectations and realities’, 
Entrepreneurship and Regional Development 
24(1-2), 53-72.

Mey, G. (2010). Qualitative developmental 
psychology, in A. Toomela & J. Valsiner (eds.), 
Methodological thinking in psychology: 60 years 
gone astray? Advances in cultural psychology: 
Constructing human development, 209-230, 
Information Age Pub Inc.

Miles, M.B. & Huberman, A.M., 1994, Qualitative 
data: A sourcebook of new methods, 2nd ed., 
Sage, Thousand Oaks.

Muofhe, N.J. & Du Toit, W., 2011, ‘Entrepreneurial 
education’s and role models’ influence on career 
choice’, South African Journal of Human Resource 
Management 9(1), 1-15.

Nieman, G. & Nieuwenhuizen, C., 2009, 
Entrepreneurship: A South African perspective, 
2nd ed., Van Schaik, Pretoria.

Obamuyi, T.M., 2010, ‘Entity’s performance and 
lending constraints in Nigeria’, The Journal of 
Entrepreneurship 19(2), 179-190.

Obeng-Odoom, F., 2011, ‘The informal sector 
in Ghana under siege! Journal of Developing 
Societies 27, 355-392.

Poschke, M., 2013, ‘Who becomes an 
entrepreneur? Labour market prospects and 
occupational choice’, Journal of Economics 
Dynamics and Control 37(3), 693-710.

Ritchie, J., Lewis, J., Elam, G., Tennant, R. & Rahim, 
N., 2014, Designing and selecting samples, in J. 
Ritchie, J., Lewis, C.M., Nicholls & R. Ormston 
(eds), Qualitative research practice: A guide for 
social science students and researchers, 111-142, 
2nd ed., Sage, London.

Rouse, J. & Jayawarna, D., 2006, ‘The financing 

of disadvantaged entrepreneurs. Are enterprise 
programmes overcoming the finance gap? 
International Journal of Entrepreneurial 
Behaviour & Research 12(6), 388-400.

Sobh, R. & Perry, C., 2006, ‘Research design 
and data analysis in realism research’, European 
Journal of Marketing 11(12), 1194-1209.

Spencer, L., Ritchie, J., Ormston, R., O’Connor, 
W. & Barnard, M., 2014, Analysis: Principles and 
processes, in J. Ritchie, J., Lewis, C.M., Nicholls & 
R. Ormston (eds), Qualitative research practice: A 
guide for social science students and researchers, 
269-293, 2nd ed., Sage, London,.

Strauss, A.L., 1987, Qualitative analysis for 
social scientists. Cambridge University Press, 
Cambridge.

Underwood, P., 2009, ‘Supporting the 
informational needs of entrepreneurs in South 
Africa’, Library Review 58(8), 569-580.

Van der Bank, J. & Hewitt, M., 2011, Managing 
growth and harvesting, in I. van Aardt, M. 
Hewittt, M. Bendeman, H, Bezuidenhout, L.J. 
van Rensburg, P. Naidoo, C. van Aardt, J. van 
der Bank & T. Visser, Entrepreneurship and new 
venture management, 4th ed., 343-364, Oxford 
University Press, Southern Africa, Cape Town.

Van Tonder, S. & Van der Bank, J.M., 2006, ‘The 
presence of entrepreneurial strategies and its 
relation to business growth: An entrepreneurial 
approach to strategy formulation’, Paper presented 
at ACES Summit, Stellenbosch, 11-13 September.

Welter, F., 2004, ‘The environment for female 
entrepreneurs in Germany’, Journal of Small 
Business and Enterprise Development 11(2), 212-
221.

Welter, F., Smallbone, D., Aculai, E., Isakova, N. 
& Schakirova, N., 2003, ‘Female entrepreneurship 
in post-Soviet countries’, in J.E. Butler (ed.), New 
perspectives of women entrepreneurs, 243-
270, Information Age Publishing, Greenwich, 
Australia.

Wolcott, H.F., 1990, ‘On seeking—and rejecting—
validity in qualitative research’, in E.W. Eisner & A. 



1204
WWW.IBC-CONFERENCE.COM

Peshkin (eds.), Qualitative inquiry in education: 
The continuing debate, 121-152, Teachers College 
Press, New York.

Xavier, S.R., Kelley, D., Kew, J., Herrington, M. 
& Vorderwülbecke, A., 2012, The GEM Report, 
viewed 17 October 2015, from http://www.gem.
com.

Zaidatol, A.L.P., 2009, ‘Entrepreneurship as a 
career choice: An analysis of entrepreneurial self-
efficacy and intentions of university students’, 
European Journal of Social Sciences 9(2), 338-
349.



1205

aBstraCt
Though current research identifies which 
institutions are important as boundary conditions 
for entrepreneurship, questions remain about how 
they actually influence national entrepreneurial 
activity. Specifically, we attempt to answer the 
following question: How do formal incentives 
influence national entrepreneurial activity? 
Through a conceptual framework where formal 
incentives and societal legitimacy represent 
formal and informal institutions respectively, we 
contribute to existing knowledge about national 
entrepreneurial activity by showing both the 
mechanism and conditions under which formal 
incentives increase entrepreneurial activity. First, 
we argue that formal incentives influence national 
entrepreneurial activity indirectly through 
the market opportunities available through 
economic development. Second, we argue that 
these formal and informal institutions substitute 
for one another. We construct a panel dataset 
from the Global Entrepreneurship Monitor and 
World Bank Group Entrepreneurship Surveys 
on 57 countries, and confirm our arguments. 
In particular, we find that the indirect effect 
of formal incentives on entrepreneurial 
activity is particularly important at low levels 
of societal legitimacy for entrepreneurship. 

Keywords: national entrepreneurship, formal 
incentives, societal legitimacy, economic devel-
opment

IntroduCtIon
Three key contextual factors determine national 
entrepreneurial activity viz. the economic 
conditions surrounding the opportunities and 
resources available for entrepreneurs (Porter 
et al., 2002) and the formal and informal 
institutions that determine its incentive structure 
(North, 1990; Acs et al., 2008; Acs & Szerb, 
2010; Stenholm et al., 2011). Institutional theory 

provides the basis for theoretical arguments 
demonstrating when the effects of incentives 
on entrepreneurial activity intensify or weaken. 
Still, these theoretical arguments have yet to 
extend beyond treating contextual factors as 
boundary conditions to examining how they 
influence national entrepreneurial activity. 

Legitimacy is commonly used in the literature 
to describe the prescriptions of both formal 
and informal institutions. However, using the 
word in this manner can create ambiguity for 
those seeking to study the difference between 
formal and informal institutional requirements 
(Webb et al., 2009b). We therefore explicitly 
refer to outcomes of formal institutions as 
incentives (North, 1990) and those of informal 
institutions as legitimate or illegitimate

Currently, there exists inconsistent empirical 
support for the role of formal incentives in fostering 
entrepreneurial activity (van Stel et al., 2005; 
Klapper et al., 2006; Bowen & De Clercq, 2008; 
Levie & Autio, 2008; Stephan & Uhlaner, 2010). 
Some of these findings might be due to differences 
in the way entrepreneurship is measured, as well 
as the lack of control for high multi-collinearity in 
models (Aidis et al., 2012). Incentives also lead to 
increased competition since other entrepreneurs 
mimic the idea of the first-mover entrepreneur in 
order to capture the profit opportunity, with the 
resultant distribution of incentives among many 
entrepreneurs eventually crowding out and losing 
its power to motivate entrepreneurs (Shane & 
Venkataraman, 2000; Aldrich & Martinez, 2001). 

We argue that formal incentives do not directly 
foster entrepreneurial activity, they instead 
first influence the structural changes leading to 
increased development (de Soto, 2003; Acemoglu 
and Johnson, 2005) and a greater opportunity 
set (Ciccone & Matsuyama, 1996) to enable 
entrepreneurial activity. In other words, formal 

formal InCentIVes and natIonal entrePreneursHIP: 
meCHanIsm and CondItIons
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incentives operate indirectly by first translating 
the market opportunities ordinarily available 
at various stages of economic development to 
actual entrepreneurial opportunities. Essentially, 
entrepreneurial opportunities are those market 
opportunities with the potential to generate 
economic value (Shane and Venkataraman, 
2000). Resultant entrepreneurial activity is an 
outcome of an occupational choice decision 
(Lucas Jr, 1978; Kihlstrom & Laffont, 1979) to 
start a new business (Gartner, 1985). Our research 
limits entrepreneurial activity to new business 
start-ups. Finally, we argue that the effectiveness 
of formal incentives cannot be assessed 
without due consideration to existing levels of 
the societal legitimacy for entrepreneurship. 

We attempt to answer the following question: 
How do formal incentives influence national 
entrepreneurial activity? Using longitudinal 
quantitative procedures, we find that formal 
incentives influence national entrepreneurial 
activity indirectly through economic 
development. The role played by formal 
incentives becomes particularly important 
under conditions of inadequate societal 
legitimacy for entrepreneurship. Formal 
incentives substitute for this inadequacy. 

Our research study contributes to the institutional 
perspective of entrepreneurship by demonstrating 
how formal and informal institutions influence 
national entrepreneurial activity. Though we can 
identify which institutions are important for formal 
incentives and societal legitimacy, questions 
remain about how they actually influence markets 
(Boettke et al., 2008). In particular, we still require 
an understanding of how these institutions 
create a fertile environment for new ventures 
within these markets (Stenholm et al., 2011).

Institutional variables are often portrayed as 
conditions for entrepreneurship (Wennekers 
& Thurik, 1999). One of the puzzles to solve 
is the extent to which institutional variables 
serve as conditions or causes of national level 
entrepreneurial activity. We are inclined to think 
that societal legitimacy serves as condition or 
moderating variable, while formal incentives 
operate more directly to influence the economic 
situation. Legitimacy issues are deeply embedded 

in society and are slow to change (Scott, 1994). 
Formal incentives on the other hand operate 
close to economic activity (Williamson, 2000).

Further, we respond to calls to study the role 
of the local context in the decision to start a 
business from both supply-side and demand-side 
perspectives (Stephan & Uhlaner, 2010). Absent 
either of these supply and demand perspectives 
then we risk an incomplete understanding of 
the variations in country-level entrepreneurial 
activity. On the demand-side, it is necessary to 
model the economic situation, which represents 
the existence of opportunities and resources at 
the disposal of the potential entrepreneur. We use 
economic development to represent economic 
conditions. Economic development occurs with 
sustained growth from a simple, low-income 
economy to a modern, high-income economy. 
Its activities should be geared to creating an 
economic base (North, 1955). Much of national 
entrepreneurial activity results when the 
entrepreneur rather than generating them instead 
captures profit opportunities from early economic 
development (Kirzner, 1973). Formal incentives 
are also an important aspect of the demand 
side since they influence the profitability of 
opportunities and the deployment of resources like 
financial capital. On the other hand, an important 
antecedent of the supply-side perspective - the 
individuals that recognise the incentives and 
opportunities - includes the societal legitimacy 
of those individuals’ occupational choices.

We begin by defining the abovementioned 
concepts more precisely and by articulating a 
conceptual framework derived from the extant 
literature. We then go on to empirically test this 
framework and discuss a theory of an institutional 
mechanism for national entrepreneurial 
activity. We end with suggestions for further 
research and some management implications.

lIterature reVIeW 
Previously, researchers found inconsistent 
support for the direct effect of formal incentives 
on entrepreneurial activity (van Stel et al., 2005; 
Klapper et al., 2006; Bowen & De Clercq, 2008; Levie 
& Autio, 2008; Stephan & Uhlaner, 2010). Bowen 
and de Clercq (2008) found that both regulatory 
protection and regulatory complexity had no 
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significant effect on entrepreneurial activity albeit 
restricting their measures of entrepreneurship 
to high growth entrepreneurship. Only when 
they divided their sample into developed and 
developing nations, did they find that the 
relationship between regulatory complexity and 
high-growth entrepreneurship was significant 
and negative in the developing nations subsample, 
and significant and positive in the developed 
nations subsample. This implied a conditional 
effect of economic development on the formal 
incentives-entrepreneurial activity relationship. 
On the other hand, Stephan and Uhlaner 
(2010) suggest that the positive effect of formal 
incentives on entrepreneurial activity manifests 
only when its mediating effect between cultural 
descriptive norms and entrepreneurial activity, 
confirming the institutional hierarchy argument 
(Williamson, 2000). In other research, Levie and 
Autio (2008) tested the effect of formal education 
institutions on entrepreneurial activity and found 
that this effect is significant only when mediated 
by the opportunity perception of individuals.

Opportunity perception of individuals when 
translate to a macro level can be represented 
by economic development (Shane, 2003). 
Though entrepreneurship is known to influence 
economic development, there is an overall 
positive trend in the way entrepreneurship rates 
vary with economic development (Acs & Szerb, 
2009). Among less developed countries, an initial 
investment in a modern factory that produces 
‘final goods’ will set-off opportunities in a number 
of intermediate goods and services (Ciccone and 
Matsuyama, 1996). Intermediate goods include 
activities such as services, maintenance work, 
craft and trade, transport and logistics, commerce 
activities, and engineering (Gries & Naudé, 2009). 
Possibilities for the possession of idiosyncratic 
information increases as the mix of more 
manufacturing and service activities are added to 
agricultural activities since a wider combination 
of information possibilities and asymmetries arise 
(Eckhardt, 2003; Grégoire & Shepherd, 2012). 

How do governments sustain such a flurry of 
economic activity in these economies? They 
design and implement incentives to attract 
and retain business and make possible the 
deployment of resources without any fear of 

expropriation. Incentives incite individual or 
organisations to action or greater effort, a reward 
offered for increased productivity for example. 
Incentive type problems arise when two parties 
are present viz. the principal and the agent 
(Rees, 1985; Eisenhardt, 1989). In market driven 
societies, the government serves as the principal 
party who attempts to achieve its goals through 
agents like individuals and organisations. 

Governments use formal incentives, for example 
the property rights that define and help clarify 
appropriability thereby motivating more 
deployment of resources, facilitate exchange 
by reducing these transaction costs (Moran & 
Ghoshal, 1999). Other formal incentives include 
less procedures, short times and low costs of 
starting a business (Djankov et al., 2002) as well as 
less arduous labour regulations in labour-intensive 
industries (Klapper et al., 2006). Governments 
also offer property tax abatements, discretionary 
credits under the government’s corporate income 
tax, low interest financing, social amenities, and 
public goods like a new road to a factory to attract 
big business or to incentivise them to continue 
their operations in the region. Formal incentives 
also include loans or equity finance, and grants 
for research and development (Bartik, 2005). On 
the other hand, disincentives occur when pricing 
is difficult, money is inappropriate, exchange 
parties are too few or when rights are unclear, 
inadequately specified or not adequately protected 
or enforced by law (Moran & Ghoshal, 1999).

An increase in formal incentives leads to a 
significant increase in economic development 
(Rodrik et al., 2004; Xu, 2011). Well-protected 
private property rights, in particular, are 
indispensable for economic development (Scully, 
1988; Acemoglu & Johnson, 2005; Shleifer, 2009). 
Policies that provide non-confiscatory taxes and 
enforcement of contracts also promote economic 
development (Scully, 1988; Gwartney et al., 1999).

Thus far, we have considered the role of 
the formal institutional environment on 
entrepreneurial activity through the medium 
of economic development. However, formal 
institutions are subordinate to informal 
institutions in a sense that they are a deliberate 
means used to structure the activities of a 
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society in line with the norms and values 
underlying its informal institutions (Thornton 
et al., 2011). At the macro-level, outcomes like 
entrepreneurial activity are as much a question 
of the incentive and enforcement mechanism 
of the government as the societal environment 
(Rodrik et al., 2002; Hausmann & Rodrik, 2003). 

Society confers legitimacy - “a generalized 
perception or assumption that the actions of an 
entity are desirable, proper, or appropriate within 
some socially constructed system of norms, 
values, beliefs, and definitions” (Suchman, 1995, 
p. 574) - to economy activity. There are three 
forms of legitimacy: a pragmatic form based 
on societal self-interest, a moral form based on 
normative approval, and a cognitive form based 
on comprehensibility and taken for grantedness. 
While the cognitive form is based on widely 
shared social knowledge, the moral form derives 
from the values of society and suggests the 
degree to which a country’s residents admire 
entrepreneurial activity and value creative and 
innovative thinking. In a more pragmatic form 
of legitimacy, society supports entrepreneurial 
activity if they enjoy material gains or experience 
such activities as responsive as responsive to their 
general needs. Society recognises the autonomy of 
the businesses involved in these activities. Unlike 
pragmatic legitimacy, moral legitimacy rests not 
on an evaluation of the benefits to society but on 
whether entrepreneurship is the ‘right thing to 
do’. On the other hand, cognitive legitimacy rests 
not on any form of evaluation but on a taken-
for-grantedness (Suchman, 1995). Using societal 
legitimacy to represent this societal environment, 
we could argue that it moderates the indirect effect 
of formal incentives on entrepreneurial activity. 

Societal legitimacy for entrepreneurship develops 
when some groups in society deem starting a 
business to be socially acceptable or consistent with 
their norms, values, and beliefs (Jepperson, 1991). 

ProBlem InVestIgated
The notion that opportunity perception serves 
as a mediator between institutional forces and 
entrepreneurial activity (Levie & Autio, 2008) is 
appealing. By viewing economic development 
as a macro level proxy for the availability of 
entrepreneurial opportunity, we could be able 
to translate Levie and Autio’s (2008) finding 
to a macro perspective. This will enable us to 
examine how both institutions and economic 
development influences national entrepreneurial 
activity. We delineate the incentive structure of 
institutions into formal incentives like tax and 
antitrust policies and societal legitimacy type 
incentives like the admiration of entrepreneurs. 
While formal incentives are enacted, changed, 
and enforced by legislators, judges, bureaucrats, 
and other rule-makers (North, 1990), societal 
legitimacy arises from ‘rules in operation’ 
rather than just ‘rules in force’ (Ostrom, 2009). 
Legitimacy issues, in particular, become crucial 
when considering broader samples including 
developing countries and those with diverse 
cultural backgrounds (Liñán & Chen, 2009; 
Iakovleva et al., 2011). That societal legitimacy is 
important can also be observed from the evidence 
that the same formal incentives imposed on 
different societies produce different outcomes 
(Jütting, 2003). This might be due to significant 
stakeholder groups who hold notions of what is 
legitimate arising from their own norms, values, 
and beliefs that conflict with the outcomes being 
targeted by formal incentives (Safran, 2003; 

fIgure 1: ConCePtual frameWorK
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Webb et al., 2009). Specifically, we attempt to 
answer the following question: How do formal 
incentives influence national entrepreneurial 
activity? Our solution is laid out in Figure 1.

HYPotHeses
Enroute to economic development, countries 
compete for labour, capital and economic activity 
by offering formal incentives to firms wishing 
to invest in them (Weingast, 1995). Formal 
incentives are particularly important to secure 
the capital resources required for economic 
development (De Soto, 2003). Securing the 
best resources is a primary economic problem 
confronting those countries aspiring towards 
increasing economic development (Moran & 
Ghoshal, 1999). Formal incentives, particularly in 
the form of market-oriented regulations, become 
necessary for economic development when it 
becomes increasingly complex to transact (Acs 
et al., 2008; Acs & Virgill, 2010). For instance, 
when the economic structure advances through 
innovation, intellectual property laws ensure 
that the enterprise or individuals owning the 
innovation will be protected from unsavoury 
parties involved in potential market transactions. 
Under these circumstances, innovators and 
resource providers become confident that they 
can appropriate the value attached to their 
efforts (Autio & Acs, 2010). We thus hypothesise,

Hypothesis 1: An increase in formal incentives 
leads to an increase in economic development

Though technological changes has dominated the 
discussion of how changes in economic structure 
(Solow, 1957; Blau, 1987; Porter et al., 2002; Acs 
& Armington, 2004) give rise to opportunities, 
social and demographic changes also accompany 
a country’s economic development  (Porter et al., 
2002). These include the changes in consumer 
demand (Reynolds et al., 1994; Audretsch & 
Keilbach, 2004) due to high disposable incomes. 
The growing levels of economic development 
also provide an increasing need for self-
realization which enhances consumer demand 
for variety (Jackson, 1984). Increasing income 
levels lead to a higher variety in the demand 
for goods and services making the introduction 
of new products less risky. Collectively these 
changes from economic development will give 

rise to abundant opportunity for individuals 
to start businesses. Therefore, we hypothesise:

Hypothesis 2: An increase in 
economic development leads to an 
increase in entrepreneurial activity

We observe from hypotheses 1 and 2 above 
that formal incentives influences economic 
development and economic development in turn 
influence entrepreneurial activity. Economic 
development plays a mediating role between 
formal incentives and entrepreneurial activity. 
That is, economic development is caused by the 
adoption of certain institutions, which in turn 
channel and encourage the entrepreneurial 
aspect of human action in a direction that spurs 
economic growth (Boettke & Coyne, 2003).

Formal incentives turn ordinary opportunities to 
profit-opportunities – the kind of opportunities 
that attracts entrepreneurs. This means that 
formal incentives are unlikely to influence 
entrepreneurial activity without the presence of 
opportunities to start businesses. This is where 
economic development plays an important role. 
Much of national entrepreneurial activity results 
when the entrepreneur rather than generating 
them instead captures profit opportunities from the 
technological development accompanying early 
economic development (Kirzner, 1973). Potential 
entrepreneurs then recognize these opportunities 
from changes in technology to produce variants 
of services and inputs to large manufacturing 
enterprises (Ciccone and Matsuyama, 1996). 
These include the opportunities to start 
manufacturing and service type businesses within 
the supply chains of the pioneer businesses. 
Moreover, potential entrepreneurs also use the 
wealth from increases in per capita income to 
access resources to exploit opportunities. Wealth 
also brings with it desires for the products 
and services (Jackson, 1984). We argue that,

Hypothesis 3: The effect of formal incentives 
on entrepreneurial activity is fully mediated 
by its effect on economic development.

Both formal and informal institutions form the 
incentive structure for economic activity (North, 
1990). When one is not present, we expect the 
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other to compensate for it. Therefore, we expect 
the indirect effect of formal incentives to be more 
important at low levels of societal legitimacy. In 
particular, the indirect effect of formal incentives 
on national entrepreneurial activity occurs 
through economic development with its increasing 
availability of resources and opportunities for 
entrepreneurial activity. In an ambiguous incentive 
context, potential entrepreneurs will evaluate 
these opportunities on social cues (Aldrich, 
1999; Kwon and Arenius, 2010). In particular, 
the societal legitimacy of entrepreneurial activity 
influences the perceptions of these opportunities 
(Welter and Smallbone, 2003). An overall effect 
results where societal legitimacy moderates the 
relationship between economic development and 
entrepreneurial activity (Busenitz et al., 2000; 
Hayton et al., 2002). Potential entrepreneurs in 
a low legitimacy context will struggle to access 
the increase in resources available. In these 
situations, the role of formal incentives becomes 
important and works to compensate for the 
low levels of societal legitimacy. On the other 
hand, nations need not rely on wholly formal 
incentives when high levels of societal legitimacy 
for entrepreneurial activity are present. Under 
these circumstances, society views entrepreneurs 
with pride and this seems adequate to spur 
on individuals to make use of the increase in 
resources available from economic development. 
Such societies can easily overcome some of the 
apparent disincentives from formal government 
policies and regulations since members of such 
a society recognise and value the opportunities 
for individual freedom through owning and 
operating their own business. We suggest,

Hypothesis 4: Societal legitimacy moderates 
the indirect effect of formal incentives on 
entrepreneurial activity such that this indirect 
effect decreases at high levels of societal legitimacy

It is noteworthy that we do not hypothesize the 
direct effect of either formal incentives and societal 
legitimacy or their interaction on entrepreneurial 
activity. This is in accord with our theory that they 
are but conditions for entrepreneurial activity. 

researCH metHodologY
Data collection
We constructed a country-level panel dataset 

based on the Global Entrepreneurship Monitor 
(GEM) and World Bank Group Entrepreneurship 
Surveys (WBGES) and the International Monetary 
Fund (IMF) database for up to 57 countries over 
the period 2000 to 2009. This resulted in a dataset 
of 238 country-year observations. There were 
83 developing country observations and 155 
developed country observations in the sample. 

We extracted the data for entrepreneurial activity 
from the WBGES database on new business 
registrations across the world, limiting the 
application of this research to formal economic 
activity (Klapper & Delgado, 2007; Acs et al., 
2008). Entrepreneurs who are motivated by an 
opportunity to grow their business also tend 
to register their enterprises (Levie & Autio, 
2011). While GEM data measures the potential 
for entrepreneurial activity, the World Bank 
data measures actual entrepreneurial activity 
albeit at a formal level (Acs et al., 2008).

To assess a country’s level of economic 
development, we rely on GDP per capita data 
available from the IMF. This data aligns with 
the World Bank’s main criterion for classifying 
economies viz. gross national income (GNI) per 
capita. Based on its GNI per capita, the World 
Bank classifies every country as low, middle, or 
high-income. Low-income and middle-income 
countries are often referred to as less developed or 
developing economies. The use of these terms are 
convenient and does not imply that all countries in 
the group are experiencing similar development 
or that other countries have reached a preferred 
or final stage of development (Nielsen, 2011). 

To assess a country’s formal incentives or 
societal legitimacy we rely on GEM’s national 
expert survey. GEM uses experts to establish the 
level of entrepreneurial framework conditions 
(EFC) in a country. These experts have a range 
of backgrounds and knowledge about their 
country. The respondents in each category 
consist of at least one entrepreneur, two suppliers 
and one observer, such as an academic with 
specific expertise in the area. The expert-survey 
assesses the views of experts on the institutional 
environment through standardised questions 
and validated measurement scales (De Clercq 
et al., 2011). The aggregation of the expert 
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survey was based on the mean of the 36 expert 
responses per country. Based on the work of 
Leibenstein (1968), EFCs are viewed as defining 
the rules of the game for entrepreneurial 
activity in any given context (Levie & Autio, 
2008). This follows closely to North’s (1990) 
depiction of institutions as rules of the game. 

The EFCs measured conditions for entrepreneurial 
activity such as financial support, entrepreneurial 
content of primary and higher education, 
business services, market conditions, policy and 
regulatory conditions, R&D conditions, general 
entrepreneurial capacity and, culture and social 
image. GEM measured each with multiple-item 
scales comprising three to seven questions. The 
standard expert survey contained 88 questions 
with responses collected on a five-point Likert 
scale. The five point Likert scale comprised 
of Completely False (1), Somewhat False (2), 
Neither True Nor False (3), Somewhat True, (4) 
or Completely True (5). I weighted the multi-item 
scale on the factor loadings of individual scale items.

Measures
Entrepreneurial activity. We used the WBGES 
entry density figure in assessing the rate of 
entrepreneurial activity in a country. The entry 
density is defined as the number of newly 
registered limited liability companies per 1 
000 working-age people (aged 15–64). This 
variable measures entrepreneurial activity that 
is based on official business registers, and thus 
provides cross-country data on the number of 
newly registered businesses (Acs et al., 2008).

Economic development. Economic development 
manifests in increasing per capita income 
(Wennekers et al, 2005). We use gross domestic 
product per capita data from the IMF database 
after a natural log transformation. Theory 
suggests that entrepreneurial activity also 
influences economic development. To obviate 
concerns about endogeneity or reverse causality 
we use the lagged value of income per capita. 
A lagged value of income per capita also 
accounts for the time taken for entrepreneurs 
to identify and then exploit the opportunities 
arising out of any technology changes from 
a country’s efforts at economic development.

Formal incentives. We formed a multi-item scale 
with items from the GEM policy and regulations 
EFC and the market openness EFC. The resultant 
11 item scale’s Cronbach alpha was 0.92. The 
policy and regulations EFC comprises seven items 
probing expert opinions ranging from policy 
support for entrepreneurial activity to opinions 
on the response time when applying for permits 
and licences, the tax burden, the predictability of 
regulations and coping whether new businesses 
cope with regulations. The market openness EFC 
comprises four items including the ease of entry 
into new markets, the cost of market entry, being 
blocked by established firms and the effectiveness 
of competition legislation. Our measure thus 
extended beyond considering the quality of 
policies regulations around taxes and licences 
to consider also the facilitation of market entry.

Societal legitimacy. We developed a scale 
combining all three forms of legitimacy viz. 
pragmatic, moral and cognitive (Suchman, 
1995). We used the entrepreneurial culture, 
entrepreneurial social image, and entrepreneurial 
capacity EFCs to proxy pragmatic, moral, and 
cognitive legitimacies respectively. Our resultant 
15 item scale’s Cronbach alpha was 0.92. The 
entrepreneurial culture EFC comprises five 
items probing whether national culture supports 
individual success, emphasises self-sufficiency, 
encourages risk-taking, encourages creativity 
and emphasises individual responsibility. The 
entrepreneurial social image EFC comprises five 
items probing entrepreneurship as an appropriate 
way to become rich, a desirable career choice, 
attracting a high level of status and respect, 
media attention and thoughts of entrepreneurs 
as competent and resourceful individuals. The 
entrepreneurial capacity EFC comprises five items 
probing whether people know how to start and 
manage a high-growth business, start and manage 
a small business, have experience in starting a new 
business, react quickly to good opportunities for 
a new business, and have the ability to organize 
the resources required for a new business. 

Control variables. We included several controls 
to increase the robustness of our models. 
A country’s economic expansion results in 
numerous opportunities for entrepreneurial 
activity. We therefore controlled for the change 
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in GDP from one year to the next relative to the 
previous year (Carree et al, 2002). As another 
proxy of economic expansion, we controlled 
for population growth during the previous year 
(Levie & Autio, 2011). Both of these indicators 
were computed from World Bank data. We 
applied a lagged value of change in GDP in our 
model to avoid any endogeneity issues resulting 
from its relationship with entrepreneurial activity. 

Another control in our model is a dummy 
variable indicating whether a country is a 
transition economy, defined as one that has 
transitioned from a centrally planned economy 
to a market-oriented economy. In our dataset, 
these included Bosnia and Herzegovina, Croatia, 
Czech Republic, Hungary, Latvia, Macedonia, 
Poland, Romania, Russia, Serbia, and Slovenia. 
Bowen & de Clercq (2007) argue that this 
indicator is important to capture the potential for 
significantly higher growth opportunities arising 
from structural changes when a country moves 
towards a market-oriented economic system.

 Following the practice of Levie and Autio (2011), 
we include a measure of industry structure. 
They argue that countries dominated by scale-
intensive industries may offer fewer niches 
for entrepreneurial start-ups. Like them, we 
controlled for industry structure by using GEM’s 
index of established entrepreneurship in the 
country. This index provides the adult-population 
prevalence of owner-managers who are involved 
in businesses older than 42 months, and it is 
derived from GEM’s adult-population survey.

The dependent variable, ‘number of newly 
registered limited liability companies per 
1,000 working-age people’ is a measure of 
entrepreneurial activity in the formal sector of 
a country’s economy. We thus correct for the 
model for the size of a country’s formal economic 
activity. Recently, the World Economic Forum 
(Bilbao-Osorio et al., 2012) introduced a social 
sustainability pillar into the competitiveness 
reports. A key measure of economic inclusion is 
the extent of the informal economy in a country. 
They ask “How much economic activity in your 
country would you estimate to be undeclared 
or unregistered? (1 = most economic activity is 
undeclared or unregistered; 7 = most economic 

activity is declared or registered)”. We applied 
the same result for all the years in our dataset 
assuming that the extent of the informal economy 
would not have changed over this period. 

Evidence suggests that foreign direct investment 
(FDI) impacts on the entrepreneurial activity of a 
country (De Backer & Sleuwaegen, 2003; Ayyagari 
& Kosová, 2010). We therefore control for FDI as a 
percent of GDP. We also included time fixed effects 
to account for unobserved characteristics across 
years that might arise from missing variables 
(Wooldridge, 2002). These time dummies 
might control for sporadic events like the global 
financial crisis. Some of these control variables, 
for example FDI as a percent of GDP, and our 
main institutional variables have an influence on 
economic development. Bringing these variables 
into the model also obviate the endogeneity of our 
economic development variable. In addition, since 
the full model is often more robust, we use our 
explanatory variables as controls when necessary. 
In testing hypothesis 1, the relationship between 
formal incentives and economic development, 
we controlled for entrepreneurial activity. 

Statistical procedures
We framed our analysis around the moderated-
mediation model (Muller et al., 2005) implied 
by our hypotheses. Moderated mediation 
occurs when a mediating effect is moderated 
by some variable (Baron & Kenny, 1986). 

We first developed the mediation model. 
Accordingly, we modelled the effect of formal 
incentives on economic development. We 
modelled the effect of economic development 
on entrepreneurial activity. This latter model 
included all the controls as well as our institutional 
variables – formal incentives and societal 
legitimacy. We used this model to not only test 
hypothesis 2 – the main effect of economic 
development on entrepreneurial activity – but 
also to check if formal incentives is significantly 
related to entrepreneurial activity when modelled 
together with economic development. To test for 
mediation we need to develop models with and 
without the effect of the mediator variable (Baron 
& Kenny, 1986). Accordingly, in a subsequent 
model, we removed the effect of economic 
development so that we can examine any 
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change in the significance of formal incentives 
on entrepreneurial activity. Finally, we included 
the interaction effect of societal legitimacy and 
economic development to test a second stage 
moderation model. To examine the nature of 
the effect of societal legitimacy on the overall 
mediation model we used an equation specified 
by Edwards and Lambert (2007) for second stage 
moderation. This equation enables one to calculate 
the simple slopes (Dawson & Richter, 2006) for 
a second stage moderated mediation model.

For the full moderated mediation model, we 
examined the sign of the interaction term. A 
synergistic or enhancing interaction occurs 
when both main effects and interaction effects 
are the same sign indication that they influence 
entrepreneurial activity in the same direction. In 
comparison, when one variable buffers or weakens 
the effect of the other the main effect terms have 
opposite signs. When both main effects have the 
same sign but the higher order interaction term 
contains a different sign (Neter et al., 1996), then   
there is a “either-or” pattern of influence  (Cohen 
et al, 2003), that is, one predictor compensates for 
the other predictor. In essence, the importance 
of one predictor is lessened by the importance of 
the existence and/or level of another predictor.

Since we rely on ten years of secondary data 
from the World Bank and GEM database, we 
applied panel analysis methods to the regressions. 
Our dataset consisted of unbalanced panel 
data since only a few countries are present in 
the panel for all years. Levie and Autio (2008) 
recommend using the Baltagi-Wu test to check 
for autocorrelation of unbalanced panel data. 
They cite Kogel (2004) who suggests that values 
that are ‘much smaller than 2’ are suggestive of 
the need to correct for serial autocorrelation. We 
obtained a test value of 1.8 and we therefore ran 
generalized least squares (GLS) models without 
controlling for autocorrelation in error terms.

We used the Hausmann test to determine 
whether a fixed- or random-effect specification 
should be used for the GLS panel regression. 
This test measures the correlation between 
the residuals of pooled least squares and the 
independent variables. The test suggested the use 
of the random-effects specification. To control 

for potential heteroscedasticity in error terms 
arising from grouping by country, we specified 
robust standard errors when running the models.

results
Table 1 presents the descriptive and summary 
statistics for our measures. Economic 
development is highly correlated to formal 
economic activity (0.68). In addition, our 
measure of formal incentives is highly correlated 
to formal economic activity (0.65). Our models 
risk multicollinearity, particularly since we 
include interaction variables. Multicollinearity 
increases the standard errors of the coefficients 
making some variables statistically insignificant 
when they should be significant. We centre our 
variables to overcome this problem (Cohen et al., 
2003); however, some VIF values are between 5 
and 10. Generally, VIF values between 5 and 10 
alert one to multicollinearity (Mason & Perreault 
Jr, 1991), with values above 10 indicating a more 
severe problem under the cut-off point of 10 
(Hair et al. (1995). For a relatively small sample, 
like ours is, and particularly where t values are 
low, VIF values well below 5 are appropriate 
(O’Brien, 2007; Allison, 2012). A useful way to 
deal with multicollinearity is to orthogonalize 
highly correlated variables using a modified 
Gram-Schmidt procedure (Saville & Wood, 
1991). This technique partials out the common 
variance, creating transformed variables that 
are uncorrelated with one another (Sine & 
Lee, 2009; Li & Zahra, 2012). In particular, we 
orthogonalize the three variables, economic 
development, formal incentives, and the formal 
economic activity in that order. Our correction 
for the size of a country’s formal economic activity 
results in collinearity problems. It correlates 
significantly with both per capita income and 
societal incentives. The orthogonalized form of 
this variable partials out its variance in common 
with per capita income and formal incentives. We 
also mean-centred the remaining independent 
variables (Li & Zahra, 2012). The VIFs are lower 
than 2.5 in all of the models presented below.

Table 2 presents the results of the regression 
analysis. Hypothesis 1 proposed a positive 
correlation between the formal incentives 
and economic development. As shown in 
model 1 of Table 2, the relationship between 
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formal incentives and economic development 
(b = 8775.06, p<.01) is significant. This 
result lends support to Hypothesis 1.

Hypothesis 2 proposed a positive correlation 
between the economic development and 
entrepreneurial activity. Model 2 of Table 2 shows 
that this relationship (b = 1.33, p<.01) is significant. 
This result lends support to Hypothesis 2.

Hypothesis 3 proposed that the effect of 
formal incentives on entrepreneurial activity 
is fully mediated by its effect on economic 
development. Model 3 shows the effect of 
formal incentives on entrepreneurial activity 
without economic development. The effect  
(b = 1.34, p <.01) is significant. However when 
economic development is included in this model 
(see Model 2) the effect of formal incentives 
(b=.12, p>.1) becomes insignificant. This 
lends support to our hypothesis that economic 
development mediates the relationship between 

formal incentives and entrepreneurial activity.

Hypothesis 4 proposed that societal legitimacy 
moderates the indirect effect of formal incentives 
on entrepreneurial activity such that this indirect 
effect decreases at high levels of societal legitimacy. 
Model 4 shows that the interaction between 
societal legitimacy and economic development 
(b= -1.11, p<.01) is significant. The Wald test, 
showing the incremental variance explained by 
model 4 over 2 (Wald test statistic = 9.08, p<.01) 
supports hypothesis 4. We can thus proceed 
to investigate the nature of this interaction. 

Both main effects have the same positive sign 
but the higher order interaction term contains 
a negative sign. This confirms a compensating 
effect between societal legitimacy and economic 
development. We go further to interpret the 
moderating effect in term of the entire mediating 
model i.e. the indirect effect of formal incentives 
on entrepreneurial activity. We use Edwards and 

taBle 1: desCrIPtIVe statIstICs and CorrelatIons

  mean s.d. 1 2 3 4 5 6 7 8 9

1. Entrepreneurial 
activity 4.18 4.02

2. Economic 
growth 1.95 3.61 -0.02

3. Population 
growth 0.75 0.70 0.17* -0.01

4. Transition 
economy dummy 0.16 0.37 -0.09 0.10 -0.53*

5. Established 
business activity 6.55 3.67 -0.02 0.02 0.30* -0.19*

6. Formal 
economic activity 4.97 0.90 0.45* -0.07 -0.01 -0.28* -0.21*

7. Foreign direct 
investment 5.46 8.83 0.17* 0.14* -0.00 0.02 -0.17* 0.10

8. Economic 
development 23.77# 17.71# 0.37* -0.19* 0.07 -0.31* -0.15* 0.68* 0.05   

9. Formal 
incentives 2.55 0.41 0.47* -0.01 0.24* -0.38* -0.12 0.65* 0.17* 0.56*

10. Societal 
legitimacy 2.88 0.34 0.47* 0.04 0.44* -0.30* 0.15* 0.10 0.14* 0.17* 0.49*

n = 238, *p<.05, # x1000
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taBle 2: results of regressIon

models first stage second stage mediation test moderated 
mediation

model 1 model 2 model 3 model 4

dependent variable economic 
development

entrepreneurial 
activity

entrepreneurial 
activity

  β Β β β

Entrepreneurial 
activity (lagged) 328.50  (271.46)

Economic growth 
(lagged) -461.87***  (137.08) .02  (.03) -.02*  (0.03) .02  (.03)

Population growth 2637.41  (2169.95) .76**  (0.33) .84*  (.44) .79**  (.37)

Transition economy 
dummy -4398.50  (3593.14) 1.23  (.98) 1.71*  (.95) 1.87**  (.93)

Established business 
activity -351.53*  (193.65) -.03  (.07) -.05  (.07) -.02  (.07)

Formal economic 
activity

7515.31***  
(1463.15) .38  (.62) 1.50***  (.57) .40  (.55)

Foreign direct 
investment per GDP 

(lagged)
-81.94*  (43.49) .02  (.01) .01  (.01) .02  (.01)

Societal legitimacy 570.38  (2989.35) 1.46**  (.64) 1.81***  (.61) 1.79***  (.63)

Formal incentives 8775.06***  
(1526.52) .12  (.22) 1.34***  (.32) .11  (.19)

Economic 
development (lagged) 1.33***  (.47) 1.71***  (.47)

Economic 
development x 

Societal legitimacy
  -1.11***  (.37)

Constant 15341.82*** 3.65*** 3.09*** 3.71***

Observations # 155 155 155 155

Groups 38 38 38 38

R square (within) 0.78 0.27 0.26 .30

Chi square statistic 
(df) 312.79*** (17) 98.34*** (17) 79.46*** (16) 75.03*** (18)

Wald test (df) 33.04*** (1) 7.98*** (1) 17.26*** (1)   9.08*** (1)

*p<.1, **p<.05, ***p<.01,   # observations reduced due the use of lagged variables
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Lambert’s (2007) equation and arrive at the simple 
slopes depicted in Figure 2. When we observe the 
simple slopes, we note that at low levels of societal 
legitimacy, the effect of formal incentives is much 
higher. This lends support to Hypothesis 4.

ImPlICatIons and reCommenda-
tIons
We set about examining how formal incentives 
influence national entrepreneurial activity. We 
found that formal incentives have an indirect 
and positive effect on entrepreneurial activity. 
Increases in formal incentives first lead to 
an increase in economic development. The 
abundance of opportunities and resources in this 
economic developed environment together with 
the stronger incentives for entrepreneurship then 
lead to an increase in entrepreneurial activity. 
We also find that this indirect effect of formal 
incentives is more important when levels of 
societal legitimacy for entrepreneurship are low. 

The indirect effect of formal incentives on 
entrepreneurial activity
The findings of the present research suggest that 
formal incentives like tax breaks is positively 
related to entrepreneurial activity albeit 
through an indirect process. As noted earlier, 
there are strong grounds for predicting such a 
relationship. Intuitively, the mere existence of 
opportunities and resources cannot translate 
to entrepreneurial activity without formal 
incentives to enhance their profitable application 
and to spur the potential entrepreneur into action 

(Etzioni, 1987; Hayton et al., 2002; Thornton et 
al., 2011). Moreover, formal incentives cannot 
influence entrepreneurial activity in isolation. 
Opportunities and resources are important to 
complement the design of formal incentives 
for entrepreneurial activity. We argued that 
differences in economic development represent 
the variations in these opportunities and resources. 

We suggest a mechanism through which formal 
incentives increase national entrepreneurial 
activity. Formal incentives stimulate early 
economic development. This might happen 
by incentivising foreign investments in new 
technology (Ozawa, 1992; Young et al., 1994). 
Formal incentives, particularly in the form of 
market-oriented regulations, become necessary 
for economic development when it becomes 
increasingly complex to transact (Acs et al., 
2008; Acs & Virgill, 2010). For instance, when 
the economic structure advances through 
innovation, intellectual property laws ensure that 
the foreign enterprise owning the innovation 
will be protected from unsavoury parties 
involved in potential market transactions. Under 
these circumstances, foreign investors become 
confident that they can appropriate the value 
attached to their efforts (Autio & Acs, 2010). 

Much of national entrepreneurial activity results 
when the entrepreneur rather than generating 
them instead captures profit opportunities from the 
technological development accompanying early 
economic development (Kirzner, 1973). Potential 

fIgure 2: sImPle sloPe results
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entrepreneurs then recognize these opportunities 
from changes in technology to produce variants 
of services and inputs to large manufacturing 
enterprises (Ciccone and Matsuyama, 1996). 
These include the opportunities to start 
manufacturing and service type businesses within 
the supply chains of the pioneer businesses. Formal 
incentives help turn these initially ordinary 
opportunities to profit-opportunities – the kind 
of opportunities that attract entrepreneurs.

Our findings integrate the past research. We 
confirm Levie and Autio’s (2008) arguments that 
opportunity perception serves to mediate between 
formal type institutions and entrepreneurial 
activity. However, we argue that economic 
development serves not as a condition (Bowen 
and de Clercq, 2008) but as a mediator in a macro-
level model where it represents the availability 
of opportunities. We also confirm Stephan and 
Uhlaner’s (2010) argument that the cultural norms 
that lend legitimacy to entrepreneurial activity is of 
a higher order than formal incentives. We however 
argue that it serves as a condition on the indirect 
effect of formal incentives on entrepreneurial 
activity and not as a primary explanatory 
variable of national entrepreneurial activity. 

The moderating effect of societal legitimacy
When entrepreneurship is viewed as legitimate 
by society, the demand for it is higher; the 
supply of entrepreneurship is higher; and more 
resources are allocated to the entrepreneurial 
function (Etzioni, 1987). When legitimacy is 
not present, information asymmetries occur, 
which then leads to difficulty in accessing 
resources and even thwarting the start of 
businesses (Spencer et al., 2005). Aside from 
resources providers, the society surrounding the 
potential entrepreneur also includes customers, 
suppliers, and other stakeholders such as 
legislators – a collective also important to turn 
entrepreneurial activity into a successful outcome.

We found that the indirect effect of formal 
incentives on national entrepreneurial activity 
becomes pronounced when the levels of 
societal legitimacy for entrepreneurial activity 
is particularly low. This makes sense when we 
consider North’s (1990) argument that both formal 
and informal institutions serve as the incentive 

structure for economic activity. This incentive 
structure is held in place when informal and formal 
institutions can compensate for one another. In 
other words, they are substitutes of each other.

There has been research that alludes to a 
multiplicative or enhancing effect where 
such formal and informal institutions serve 
complements of each other. Meek et al (2010) 
suggests that government-sponsored incentives 
are more effective at promoting entrepreneurial 
activity in the solar energy sector when surrounded 
by or greater levels of family interdependence 
or greater individual freedom. Future research 
can look at whether decomposing formal and 
informal institutions into individual components 
result in different interaction behaviour compared 
to when considering each institution as a whole.  

Practical implications
Reformers wishing to increase the levels 
of entrepreneurship within their societies 
must understand the current rule structure 
from both an incentive and a legitimacy 
perspective. We have shown that is particularly 
important for governments of societies where 
entrepreneurial activity enjoys low levels of 
legitimacy to design strong formal incentives. 

The mental models of potential entrepreneurs, 
various state officials, and resources providers 
shape the choices they make. When these 
mental models regard entrepreneurial activity as 
legitimate, they can then stimulate entrepreneurial 
activity despite the presence of relatively weak 
levels of formal incentives. Potential entrepreneurs 
still perceive support from resource providers 
and resultant lower transaction costs providing a 
substitute incentive for them to start a business.

 Among less developed countries, as investments 
take place in upgrading existing technology and 
even moving into new technology, opportunities 
for entrepreneurship increase. This increase in 
resources both technological, financial and the 
potential for skills transfer from investors might 
lead to an increase in entrepreneurial activity if 
reformers can craft incentives for individuals to 
exploit these opportunities. Reformers cannot 
simply design these incentives based on successes 
among exemplar countries without accounting for 
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differences in the cultural and economic contexts 
in their respective country. Further complexity 
arises when policies implemented adequately 
within urban areas lag among significant 
rural populations who still follow a set of rules 
based on tradition and history (Ollila, 2009). 

It becomes necessary to target societal legitimacy 
when it becomes costly for governments to provide 
incentives. Though the malleability of societal 
legitimacy is in dispute, targeting change might 
begin with educational investments (Autio, 2009) 
and practical experience (Boettke et al, 2008). 
Until these are in place, reformers must realise that 
efforts to impose institutions, whether internally 
or externally-driven, will fail. Reformers could 
start with designing the educational system to 
infuse students with entrepreneurial attitudes, and 
to provide encouraging role models. Those with 
tertiary education generally face the magnitude of 
opportunity costs that motivate one to target high 
growth enterprises that are formally registered. 
Reformers must therefore prioritise the teaching 
of entrepreneurial attitudes in higher educational 
institutions. Another useful intervention includes 
secondment schemes to enable managers 
and academics to take a temporary leave of 
absence to pursue an entrepreneurial idea 
(Autio, 2009). Reformers could also promote 
experience sharing between successful high‐
growth entrepreneurs and aspiring ones. Such 
efforts ought to bear fruits over the long term.

Reformers might start by identifying particular 
indigenous traditions that are in synergy with 
property rights, trade, and individual liberty 
(Boettke et al, 2008) that they can leverage 
within their policy design. The multidisciplinary 
nature of entrepreneurship exists even at 
a macro level. This calls for the requisite 
multidisciplinary policy approach. Thus, the 
design of formal operations should prioritise the 
alignment of diverse formal departments to the 
national goal of entrepreneurship development.

Limitations and suggestion for future research
One cannot adequately cover all of the 
nuances of vast topics such as institutions, 
economic development, and entrepreneurship. 
Nonetheless, this research has sought to provide 
some basic insights into the mechanism and 

conditions in which formal incentives influence 
national entrepreneurial activity, which the 
majority of researchers have steered clear off 
until recently. Several limitations of our study 
provide opportunities for future research.

This study is limited to entrepreneurship in the 
formal private sector. Though we controlled 
for the extent of the informal sector in our 
regressions we recommend that our research 
be replicated with data recognising both formal 
and informal sector entrepreneurial activity.

Our sample was limited to 238 countries. 
We also used lagged variables to control for 
endogeneity and the time taken for the context 
to influence individual level behaviour, further 
reducing our data to 155 countries. Large 
sampling frameworks of country level data are 
hard to come by. We suggest that our research 
be replicated as sampling frameworks increase 
their country level data. We used GEM data for 
our institutional measures. The World Bank has 
a larger data set of institutional variables but 
research might still be limited by entrepreneurial 
activity data. In particular, future research should 
target a larger sample of less-developed countries.

The GEM EFC data are based on impressions 
of experts, rather than ‘‘hard’’ data (Levie & 
Autio, 2008). These experts might have an 
ideal of entrepreneurs based on several values 
and attitudes, but those values may not be 
determinants of entrepreneurial activity in 
some regions (Alvarez et al., 2011). For this 
reason, it might be that though some of the 
GEM EFCs did not lend empirical support to 
conditions for entrepreneurial activity, others 
like the World Bank’s Doing Business data 
might do. Aside from replicating our work with 
other datasets, future research might consider 
multilevel methods that analyse for both 
individual and country level responses. Recent 
work by De Clercq et al (2011) as well as Autio 
and Acs (2010) provide exemplars of multilevel 
methods applied to entrepreneurship research. 

Different types of effects - substitution or 
complementary - might exist when one 
considers only particular components of formal 
or informal institutions. This requires careful 
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modelling. However, one should balance this 
against the need for a parsimonious model. 
Future research could apply structural equation 
modelling to analyse for a more comprehensive 
range of interplay and endogeneity.

Further nuances arise when one considers the 
origins of certain institutions. Institutions might be 
foreign or indigenously introduced (Boettke et al., 
2008). Foreign institutions are those we typically 
associate with development-community policy. 
One can also consider institutions as exogenous 
or endogenous. Exogenous institutions are 
constructed and imposed in a top-down manner. 
These are the creations of governments or other 
formal authorities like the IMF, USAID, or the 
World Bank. These can be created indigenously by 
national governments or by outsiders when they 
are foreign-introduced. In contrast, endogenous 
institutions emerge from individuals’ actions. 

We believe that current explanations of cross-
country entrepreneurial activity omit variations 
due to either one of formal institutions, 
informal institutions, or economic development. 
These gaps continue to exist because of the 
complex causality and nonlinear relationships 
between institutions, economic development, 
and entrepreneurial activity. Clearly, there 
is room for future research to delve into this 
complexity. Cognitive dissonance theory might 
be helpful in this regard. The theory of cognitive 
dissonance centres on the idea that if an individual 
realises that things are not psychologically 
consistent with one another, he will, in a   
variety of ways, try to make them more consistent 
(Festinger, 1957).  Cognitive dissonance might 
arise in individuals facing conflicting incentives. 
Our research suggests the importance of analysing 
the joint effects of formal and informal institutions 
to detect the cognitive dissonance between 
incentives and the legitimacy of starting a business.

ConClusIons
Our research contributes to existing knowledge 
about national entrepreneurial activity by showing 
both the mechanism and conditions for formal 
incentives to increase entrepreneurial activity. We 
have shown that the formal incentives, designed by 
governments, influence national entrepreneurial 
activity in an indirect manner through the 

variations in opportunities and resources made 
available through technological advancement 
or economic development. Moreover, we show 
that this indirect effect of formal incentives 
becomes particularly important under conditions 
of low societal legitimacy for entrepreneurship. 
Essentially, formal incentives serve as a 
substitute for lower levels of societal legitimacy.
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aBstraCt
Introduction: Entrepreneurship education 
plays an important role in the acquisition of 
entrepreneurship knowledge and skills by 
individuals towards enabling them engage in 
entrepreneurial activities so as to enable them 
contribute to economic growth (Burger, O’Neill 
and Mahadea, 2005). Entrepreneurship is an 
important component within the contemporary 
economic development of any nation and 
is recognised as one of the determinants of 
economic growth and development (Naudé, 
2013). This is because it plays a critical role in 
the economic development of nations and is 
now widely acknowledged as a major source of 
innovation, job creation and growth (Fayolle and 
Gailly, 2008).This is besides the role education 
plays in the development of entrepreneurial 
mindsets and talents. Entrepreneurship leads to 
the creation of small and medium scale businesses, 
as a result, provided employment opportunities, 
income generation, improvement in the standard 
of living, and the utilization and direction of 
human, material and financial resources of most 
countries. This is why most nations especially 
Nigeria, placed greater efforts and their committed 
national resources towards development of 
entrepreneurship educational system (European 
Commission, 2003; Kidane and Harvey, 2009; 
Nafukko and Muyia, 2010; Kavitha et al, 2013).

objective: This study examined the influence of 
entrepreneurship courses and skill acquisition 

programmes on the perception of Nigerian 
students’ and the extent entrepreneurship 
education influences students’ inclinations 
towards the development of entrepreneurship 
mind set in Southwestern Nigeria. 

methodology: The study was conducted in 
Federal Universities in Southwestern Nigeria 
using a descriptive survey design. Primary data 
were sourced through the administration of 
questionnaires. Stratified random sampling 
technique was used to select a sample size of 
391 out of the total population of 18,975 of 
final year students of the selected faculties 
in each university using Yamane’s Formula.

results: The results showed that majority (34%) 
of the respondents perceived entrepreneurship 
innovation courses as important towards 
influencing them to engage in entrepreneurial 
activities (X = 3.54), while 39.6% of the 
respondents perceived business creation and 
growth courses as equally important to a large 
extent (X = 3.28) in changing their mind set 
about entrepreneurship. The results further 
showed that components of entrepreneurial 
courses and skill acquisition includes knowledge 
and skills (r = 0.214, p<0.01); self-reliant (r 
= 0.472, p<0.01); value difference (r = 0.418, 
p<0.01); managing financial, psychological and 
social risks (r = 0.434, p<0.01); and satisfaction 
and self-employment (r = 0.486, p<0.01). 

Conclusion and recommendation: The study 
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concludes that the perception of students in 
Federal Universities in southwestern Nigeria 
on entrepreneurship education provides useful 
information for institutions of higher learning 
in Nigeria to improve their entrepreneurship 
curriculum and practices. Also there is a significant 
difference between the level of university 
students’ perception and the extent to which 
entrepreneurship courses and skill acquisition 
programmes prepares them to be entrepreneurs. 
The study recommends that efforts must be 
intensified to produce graduates with relevant 
skills and knowledge. This is because massive 
awareness and sensitization are required in order 
to the embed entrepreneurship culture in students 
in the higher institutions and the society at large.

Keywords: entrepreneurship, entrepreneur-
ship education, students’ Perception, teaching 
methods, self employment
 
IntroduCtIon 
Since the introduction of entrepreneurship 
education in the United States as far back as the 
1940s, the concept have now been adopted and 
integrated into the education curriculum of 
most countries and has formed part of the new 
economic strategies for job creation. The value 
of entrepreneurship education was recognized 
in UNESCO World Conference in 1998 where 
it was advocated that entrepreneurship and skill 
development programme should be cultivated 
early in higher education institutions. Ever 
since, entrepreneurship education has continued 
to feature prominently in local summits and 
international conferences because of its potentials 
to help solve the problems of unemployment and 
other social-economic challenges that inhibits 
sustainable economic development (Naudé, 2013). 
Currently, the number of universities that have 
introduced entrepreneurship education in their 
array of courses has greatly increased (Solomon, 
Weaver, and Fernald, 1994; Kuratko, 2003). 

Historically, entrepreneurship education was the 
domain of management and business economics 
teachers. Increasingly other study domains such as 
engineering, information technology (IT), and the 
health sector have acknowledged the added value 
of fostering entrepreneurial skills, knowledge 
and attitude among their students (Shane and 

Venkaraman, 2000). Entrepreneurship is an 
important component within the contemporary 
economic development of any nation and is 
recognised as one of the determinants of economic 
growth and development. This is because it plays 
a critical role in the economic development of 
nations and is now widely acknowledged as a 
major source of innovation, job creation and 
growth (Fayolle and Gailly, 2008).This is besides 
the role education plays in the development 
of entrepreneurial mindsets and talents. 
Entrepreneurship leads to the creation of small 
and medium scale businesses, as a result, creates 
employment opportunities, income generation, 
improvement in the standard of living, and the 
utilization and direction of human, material and 
financial resources of most countries (European 
Commission, 2003; Kidane and Harvey, 2009; 
Nafukko and Muyia, 2010; Kavitha et al, 2013). 
This is why most nations have placed greater 
efforts and have committed national resources 
towards the development of entrepreneurship.

However in Nigeria, with the growing population 
and the increasing number of unemployed youths 
in addition to the dwindling government revenue 
due to the fall in the international oil price in the 
1980’s, the Nigerian government saw the need for 
the introduction of entrepreneurship education 
in institutions of higher learning (Okala, 2008; 
Obokoh and Goldman, 2016). The aim was to help 
in tackling the increasing rate of unemployment 
in the country (Owualah and Obokoh, 2008). 
Before the introduction of entrepreneurship 
education in the tertiary institutions in Nigeria, 
many perceived self-employment as career path 
of school drop outs and those workers who lacked 
the opportunity to acquire formal education. 
With the increasing rate of unemployment among 
graduates coupled with the socioeconomic 
problems from poor revenue, the government 
of Nigeria, through the Federal Ministry of 
Education, introduced entrepreneurial education 
into the curriculum of tertiary institutions in 
Nigeria in the mid-1980s. One of the main reasons 
for government intervention was to bring about a 
change in students’ entrepreneurial attitudes and 
intentions (Karimiet et al, 2016).The government 
believed that the teaching of entrepreneurship in 
higher institution of learning will equip students 
with skills, attitude, and knowledge needed for 
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self-employment generation and management 
besides helping them to develop positive mindset 
for entrepreneurship (Udo-Imeh et al, 2016).

The need to sustain the present effort at turning 
out graduates with entrepreneurial mindsets, 
self-reliant and employers of labour, further 
prompted the government of Nigeria, through the 
National Board for Technical Education (NBTE) 
and National University Commission (NUC), to 
introduced Entrepreneurship Education (EE) in 
all Nigerian Polytechnics as well as Universities. 
This was aimed at equipping students with 
entrepreneurial skills, attitudes and competencies 
in order to be job creators and not job seekers. This, 
the government envisaged would help improve 
the economic, technological and industrial 
development of the nation and poverty reduction 
(Okala, 2008). Entrepreneurship education was 
introduced as a course under general studies 
programmes and made mandatory for all 
undergraduate students in the nation’s tertiary 
institutions in the country. The government 
further established entrepreneurship study centres 
in all Federal Universities in the country in order 
to facilitate the development of entrepreneurs.

The entrepreneurship study centres (ESCs) were 
to be funded by the Education Trust Fund (ETF) 
and project implementation committee was 
also set up to fast track the establishment and 
development of entrepreneurship education in 
the universities (NBS, 2011). The primary roles 
of the centres were to stimulate entrepreneurial 
competencies among students, staff and the 
community. The entrepreneurship study centres 
were expected to develop and offer courses, 
seminars, workshops and conferences to advance 
and propagate entrepreneurship; serve as a 
national centre for the training and development 
of experts in entrepreneurship; promote research 
and experimentation in entrepreneurship. In 
addition, the centre is expected to identify all 
innovations and inventions in universities for 
the purpose of assisting innovators/inventors to 
commercialize their inventions besides assisting 
in establishing contacts with potential business 
partners in the industry (Inegbenebor, 2005).

Statement of Research Problem
Despite these efforts by the government, 
studies have shown that employment prospects 
amongst graduates are becoming increasingly 
competitive and that job openings are equally 
limited. This is partly attributable to the poor 
attitudes and perceptions of students towards 
entrepreneurship. It has been argued that the 
general business skills and knowledge in the 
current tertiary institutions curriculum are 
insufficient to turn final year students into 
practicing entrepreneurs after their graduation 
(Kirby, 2004). However, with the growing 
importance of entrepreneurship education, the 
effectiveness of teaching techniques used for 
entrepreneurship trainees’ in various tertiary 
institutions is doubtful. Moreover, there is still 
the lack of adequate tools used in enhancing the 
development of entrepreneurial skills, knowledge 
and mindset among university students.

GEM (2004) investigated the extent and quality 
of training in starting or managing small, new, 
or growing businesses through the educational 
system at all levels in Nigeria. The result ranked 
entrepreneurship education and training 
as number one contributing factor and that 
colleges and universities had enough courses 
and programmes on entrepreneurship. But 
little or no empirical study has been conducted 
in Nigeria to ascertain how entrepreneurship 
courses and skill acquisition programme 
help to stimulate students in terms of their 
entrepreneurial self-efficacy and intentions. 

To this end, this study raises the question as to 
what extent has the entrepreneurship courses and 
skill acquisition programmes offered in Federal 
Universities in Southwestern Nigeria influence 
students’ perception of entrepreneurship and to 
what extent does it influence the development 
of entrepreneurship mindset in Nigeria? In view 
of this, the study investigates the influence of 
entrepreneurship courses and skill acquisition 
programmes on the perception of Nigerian 
students’ and the extent entrepreneurship 
education influences students’ inclinations 
towards the development of entrepreneurship 
mind set in Southwestern Nigeria.
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Hypotheses of the Study
Two null hypotheses were raised for this study 
namely:

•	 H01: There is no significant relationship 
between entrepreneurship courses and skill  
acquisition programmes offered on students’ 
perception of entrepreneurship.

•	 H02: There is no significant influence 
of entrepreneurship courses and skill 
acquisition  programmes on students’ 
entrepreneurial mind set.

 
reVIeW of lIterature
The Centre for Entrepreneurial Leadership 
Clearing house on Entrepreneurship Education 
(CELCEE, 1999) defines entrepreneurship 
education as the process of imparting individuals/
students with the concepts and skills to recognize 
opportunities that others have overlooked 
and to have the insight, self-esteem and 
knowledge to act where others have hesitated. 
Entrepreneurship education has been viewed as a 
systematic training and instruction that transmit 
entrepreneurial knowledge and development of 
skills in students. Entrepreneurship education 
is meant to change students’ mind set and 
behavioural pattern in the desired direction 
(Nieuwenhuizen and Swanepoel, 2015). 

Entrepreneurship is a dynamic process of creating 
incremental wealth by entrepreneurs who take 
responsibility for the major risks in terms of 
equity, time and career commitment. It comprises 
little behaviour such as taking initiatives, 
organizing, reorganizing social and economic 
mechanisms to turn resources and situations to 
practical account, and the acceptance of risk or 
failure (Hisrich, Michael, and Shephard, 2005). 

In the early 18th century, Richard Cantillor (1755) 
introduced the term entrepreneurship and defined 
the entrepreneur as the agent who buys means of 
production at certain prices in order to combine 
them into a new product. He further stated that 
entrepreneurship is self-employment of any sort 
where the entrepreneur is the bearer of uncertainty 
and risk. Say (1824) sees an entrepreneur as 
someone who shifts economic resources out of 
an area of lower to an area of higher productivity 

and greater yield (Adegbite et al, 2007).

Shane (2003) describes entrepreneurship as the 
act of being an entrepreneur. It is a French word 
meaning “one who undertakes an endeavor”. 
This means the one who undertakes innovations, 
finance and posses’ business acumen in an 
effort to transform innovations into economic 
goods (Mabuyakhulu, 2011). The result of 
entrepreneurship may be a new organization 
or a part of revitalizing mature organization in 
response to a perceived opportunity. The most 
obvious form of entrepreneurship found in most 
studies is that of starting a new business. However, 
the term has now been extended to cover such 
areas such as socio-cultural, political, and 
educational forms of entrepreneurial activities. 
As a result when large companies venture into 
entrepreneurial activities within the organization, 
it is described as “intrapreneurship” or “corporate 
spin-off ”. Therefore, anybody, industry or 
business leader with innovative and creative 
business abilities is described as an entrepreneur 
or someone who engages in entrepreneurship 
(Akanwa and Agu, 2005; Okala, 2008).

Entrepreneurship education when effectively 
and efficiently taught is most likely to encourage 
self-employment intent among learners and help 
to accelerate sustainable economic growth and 
development in the long run. This is evident in 
a number of developed nations like Japan and 
America that utilised entrepreneurial (facilitative) 
education for improving their human capital as 
opposed to the traditional approach of teach-
and-listen approach, which is prevalent in 
developing nations (Witte and Wolf, 2003; Raimi,  
Towobola, Kolade, and Fadipe, 2011). Besides, 
entrepreneurship education has also been viewed 
as a learning process that imbibes in learners/
students traits and competencies such as team 
spirit, leadership, problem solving, negotiation 
skills, self-direction and self-management, unlike 
the traditional stereotype education, which 
places less attention on skills and practice to 
work (Soskice, 1993; Gabadeen and Raimi, 2012). 

Within the context of this study, entrepreneurship 
education is conceptualised as a specialised 
all-round training programmes, courses and 
skill acquisition programmes designed by the 



1228
WWW.IBC-CONFERENCE.COM

educational authorities to change the mind set 
of students from being job seekers to wealth 
creators through exploring and developing their 
latent talents and potentials. Entrepreneurship 
education was introduced into the Nigeria 
school’s curriculum with the aim of providing 
knowledge directed towards developing and 
inculcating into the students skills, competency, 
and attributes that equips them to be innovative 
and to help them develop the ability to identify, 
create, initiate and successfully manage personal 
and community business opportunities (Momoh, 
2008). The ability to actualize the objectives 
of entrepreneurial education to a large extent 
depends on the student’s perception and attitudes 
towards the policy. This is because the students’ 
dedication and commitment depends on their 
perceptions and attitude towards the policy.

Research has shown that the education system 
plays a critical role in the economic advancement 
of nations since it is the primary source of human 
resource development (Kee et al, 2008; Bayraktar, 
2011). However, the quality of education in 
Nigeria, especially entrepreneurship education 
leaves much to be desired. This is because the 
focus has been on learning where the system does 
not actively encourage students to think on their 
own and take responsibilities. Ocici (2006) asserts 
that Nigeria’s educational system is still structured 
in a way that the emphasis is still on producing 
skilled and semi-skilled labour that are oriented 
towards seeking white-collar jobs in academia 
and in the civil service where it is thought 
that a sustainable livelihood can be obtained. 

GEM (2004) report indicate that Nigerians regard 
white collar jobs in the government service 
or working in an established private company 
to be most prestigious form of employment. 
While at the same time regard self-employment/ 
entrepreneurship as comparatively low in status 
and only undertaken by those who do not 
have alternatives or forced to embark on it by 
circumstance. The report further indicates that 
the few successful entrepreneurs started their 
businesses by chance because they dropped out of 
school and had no other employment options. This 
view gives the impression that entrepreneurship 
is only for those who have failed in academics and 
partly explains the reason why entrepreneurship 

education was not incorporated earlier than 
the 1980s in academic curriculum in Nigeria.

Nature and Conceptual context of 
Entrepreneurship Education 
Hytti and O’Gorman (2004) separated 
the school context of entrepreneurship 
education into three aims, namely learn to 
understand entrepreneurship, learn to become 
entrepreneurial and learn to become an 
entrepreneur (Entrepreneurship education is 
about learning for entrepreneurship, learning 
about entrepreneurship and learning through 
entrepreneurship (Gibb, 2001; 2003). Therefore 
entrepreneurship education should be considered 
both as a content of learning as well as a method 
of learning. This is because entrepreneurship 
education is made up of all kinds of experiences 
that give students the ability and vision of 
how to access and transform opportunities of 
different kinds. It goes beyond business creation 
since it is about increasing student’s ability 
to anticipate and respond to societal changes 
through the development of initiatives, creativity, 
responsibility and risks (UNESCO, 2008). It is 
a catalyst for economic development and job 
creation in any society (Lee and Wong, 2003). 

The above views indicate that entrepreneurship 
education by its scope, nature and content is 
a rebranding of educational culture meant 
to guarantee a comprehensive educational 
system re-engineering arising from the obvious 
deficiencies of the existing educational system. 
It is aimed at equipping the students with 
requisite skills and capacities needed in the 
world of work. Besides, it is a product of the 
rising challenges in the society. As a result, the 
curriculum content must be responsive to address 
the short comings of present school system. 

The current global changes call for innovation 
in the school curriculum to meet the challenges 
of the Millennium Development Goals 
(MDGs). To achieve this, the curriculum must 
be responsive and relevant to the current and 
anticipated needs, problems and aspirations 
of the learner. Entrepreneurship education 
contains aspects that are responsive to societal 
needs and functional to innovation so that the 
curriculum contents interrelates and overlap 
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with each other (Ogunkunle, 2009; Emah, 2009).

A well structured entrepreneurship education is 
the one designed to help change the orientation 
and attitude of the recipients besides helping 
to equip them with the skills and knowledge 
necessary to enable them start and manage a 
business (Bayraktar, 2011). It will also assist in 
developing the requisite entrepreneurial skills, 
attitudes, competencies, and disposition that 
will predispose the individual to be a driving 
force in managing businesses (Bird, 1995; Agu, 
2006). On the other hand, entrepreneurship 
education can be focused on developing the 
understanding and capacity of pursuit of 
entrepreneurial behaviours, skills and attitudes in 
widely different contexts. This type of education 
is open to all and not exclusively in the domain of 
self-acclaimed business experts (Akpomi, 2009).

The systematic diagramme in Figure 1 shows the 
relationship of the variables. Entrepreneurship 
education is made of all kinds of experiences that 
give students the ability and vision of how to access 
and transform opportunities of different kinds

Theoretical Framework 
The theoretical framework of this study is on 
Shapiro’s (1975) entrepreneurial event theory 
and Ajzen’s (1991) theory of planned behavior. 
Shapiro’s (1975) theory believes that firm 
creation is the result of the interaction of some 
contextual factors, which can be influenced 
by the individual’s perceptions.  The theory 
identified three dimensions that can influence 
entrepreneurial intention, namely “Perceived 
desirability,” “Perceived feasibility,” and 
“Propensity to act”. The theory went further to 
stress that perception is very critical in predicting 

the entrepreneurial intention of the individual 
to act in some specific ways. The perception 
requires that the behavior must be desirable 
and feasible and with a clear propensity to act.

The explanations of the three components of 
entrepreneurial event which are determined 
by cultural and social factors, influenced by 
the individual’s values system are as follows:

•	 Perceived desirability refers to the degree 
to which he/she feels attracted by a given 
behavior (to become an entrepreneur)

•	 Perceived feasibility is the degree to which 
people consider themselves personally able 
to carry out certain behavior. The presence of 
role models, mentors or partners is a decisive 
element in establishing the individual’s 
entrepreneurial feasibility level

•	 Propensity is the willingness of an individual’s 
to act on decision (Shapiro, 1975; Nguyen, 
2017:3)

From another perspective, the theory of planned 
behaviour (TPB) (Ajzen 1991) postulates three 
conceptually independent determinants of 
intention toward entrepreneurship, namely 
attitudes toward entrepreneurship, subjective 
norms, and perceived behaviorial control. This 
mean that the greater the propensity by an 
individual to initiate a behaviour, the higher the 
prospect to implement it. The TPB postulates 
that the combination of personal attitudes, 
subjective norms and perceived behavioural 
control, influences entrepreneurial intentions 
of individuals to create a new venture. Personal 
attitudes are evaluations of a specific behaviour 
including what individuals deem likeable 
or attractive and can be both affective and 

fIgure 1: ConCePtual ConteXt underlYIng tHe PerCePtIon of student toWards 
entrePreneursHIP eduCatIon (sourCe: autHor’s ComPutatIon)

Awareness 
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evaluative. Subjective norms signify normative 
beliefs and compliance to perceived social 
pressures from significant people to perform or 
avoid certain behaviours. Perceived behavioural 
control means a person’s subjective assessment 
of the ease or difficulty of performing a task 
and the level of control over the behavior 
(Ajzen 1991; Ajzen 2002; Nieuwenhuizen and 
Swanepoel, (2015).This indicates that, the 
more the expectations and belief toward self-
employment the more there is a favorable attitude 
towards entrepreneurship (Nguyen, 2017).

The above theories suggest that entrepreneurship 
courses and skill acquisition influence 
perception through entrepreneurial exposure, 
entrepreneurial awareness and entrepreneurial 
involvement. Entrepreneurship knowledge is 
impacted on students through entrepreneurship 
courses (Entrepreneurship and innovation, 
and Business creation and growth) taught in 
tertiary institutions, mandated by the National 
Universities Commission (NUC). These courses 
are taught together with skill competence 
infused in the courses. In the same vein, these 
courses are complemented by technical skill 
acquisition by entrepreneurship study centre. 

The following are the variables in the 
framework used for analysing the perception of 
student towards entrepreneurship education: 
entrepreneurship courses, entrepreneurship 
skill acquisition programme, entrepreneurship 
exposure, entrepreneurship awareness, 
entrepreneurship involvement (Participation) 
and perception .i.e. entrepreneurship 
analysis and entrepreneurship interpretation.

metHodologY
This is a cross-sectional study that used 
descriptive survey design to collect detailed and 
factual information that describes an existing 
phenomenon (Ezeani, 1998). The Liñán and 
Chen (2009) validated entrepreneurial intentions 
questionnaire (EIQ) adapted by Nieuwenhuizen 
and Swanepoel, (2015) was used. We adjusted 
the questionnaire to fit our objective by adding 
questions to assess the effect of core courses 
offered by the universities surveyed have on 
students’ perception of entrepreneurship of 
final year students. While the list of government 

support programmes was deleted from the EIQ 
because it does not form part of our objective.

The study was conducted in Federal Universities in 
Southwestern Nigeria namely; Federal University, 
Oye-Ekiti; Federal University of Technology, 
Akure; Obafemi  Awolowo University, Ile-Ife; 
University of Ibadan; University of Lagos; and 
University of Agriculture, Abeokuta. Stratified 
random sampling technique was used to select 
a sample size of 391 using Yamane’s Formula, 
out of the total population of 18,975 of final year 
students of the Business and Education related 
faculties in each university. Descriptive statistics 
was used to present and analyse some of the 
variables. Inferential statistics was also used to 
analyse other variable and to test the hypotheses.

PresentatIon of results 
This section presents students’ perception of 
various courses and skill acquisition programmes 
offered in Federal Universities in southwestern 
Nigeria. Respondents were asked to respond 
based on their perception of the core courses, 
other related courses and skill acquisition 
programme offered in their universities. To this 
end, from Table 1, 34% of the respondents said 
that their perception based on Entrepreneurship 
and Innovation courses offered were influenced 
to a very large extent, while 32.7% of the 
respondents said that their perception was 
influenced to a large extent by skill acquisition 
programmes. This was against 30.1% of the 
respondents who said entrepreneurship and 
innovation courses had little impact on their 
perception about entrepreneurship, while 
3.1% said entrepreneurship and Innovation 
courses had no impact. The distribution of the 
response implies that majority of the students 
from various universities perception were 
influenced by entrepreneurship and Innovation 
courses included in their course of study.

Also, the second assertion was for the respondents 
to state their perception of entrepreneurship 
based on business creation and growth. To 
this end, 39.6% of the respondents stated that 
their perception of entrepreneurship based on 
business creation and growth courses offered 
influenced their perception to a large extent, 
while 24.7% of the respondents were influenced 
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to a very large extent. This was against 31.4% of 
the respondents who said business creation and 
growth courses had little effect on their perception 
of entrepreneurship and 4.3% said it had no 
impact. The distribution of the response implies 
that majority of the students perception were 
influenced by business creation and growth courses 
that form part of their curriculum in their study.

Furthermore, students’ perception of 
entrepreneurship was to a very large extent 
influenced by entrepreneurship and innovation 
and business creation and growth courses 
taught in the universities. This is attributable 
to the general business skills and knowledge 
acquired during the course of their programme 
which is envisaged will turn final year students 
into potential practicing entrepreneurs as far 
as the courses influence their behavior in line 
with Nieuwenhuizen and Swanepoel (2015).

The results showed that the introduction of 
entrepreneurship education as compulsory course 
in the Nigerian university is seen as a strong 
measure to address the problem of university 
graduate unemployment and encourage new 

start-up firms. As a result, students’ motivation, 
learning and achievement can highly be influenced 
by teachers’ tendency and ability to teach 
effectively (Bayraktar, 2011). The result are in line 
with Bird, (1995)  who contend that education 
as an important factor that could influence the 
development of entrepreneurial competencies 
among university graduates in Nigeria. The 
teaching of entrepreneurship in universities gives 
students the basic skills, knowledge and attitude 
to start their own businesses after graduation.

Table 2 shows the gender perspective of 
entrepreneurship courses based on core courses 
offered in their study area. The table reveals 
that the female students’ displayed a higher 
level of change in perception with 68.4% than 
those of their male counterpart with 64.9%. This 
implies that there is a higher level of impact on 
gender by entrepreneurship and innovation 
courses among the university students. 

The result also shows a greater change in 
perception in entrepreneurship of female students 
by the influence of business creation and growth 
courses with 69.3% than those of their male 

taBle 1: students PerCePtIon of entrePreneursHIP Courses Based on Core Courses 
offered

entrepreneurship and Innovation 
(n = 385)(X = 3.54)

Business Creation and growth (n 
=369)(X = 3.28)

frequency frequency
No Impact 12(3.1) 16(4.3)
Little Impact 116(30.1) 116(31.4)
Large Impact 126(32.7) 146(39.6)
Very Large Impact 131(34.0) 91(24.7)

taBle 2: gender PersPeCtIVe of entrePreneursHIP PerCePtIon Based on Core Courses  
offered

Core courses sex Variables no 
Impact little large 

extent

Very 
large 
extent

total

Entrepreneurship 
and Innovation

Male
Frequency 9 54 52 64 179

Percentage (%) 5.0 30.2 29.1 35.8 100.0

Female
Frequency 3 62 74 67 206

Percentage (%) 1.5 30.1 35.9 32.5 100.0

Business Creation 
and Growth

Male
Frequency 10 62 53 48 173

Percentage (%) 5.8 35.8 30.6 27.7 100.0

Female
Frequency 6 54 93 43 196

Percentage (%) 3.1 27.6 47.4 21.9 100.0
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counterpart with 58.3%. This implies that there is 
a higher level of influence on gender perception 
of entrepreneurship by Business Creation and 
Growth courses among the university students. 
Based on the response, the result from table 
2 shows that there is statistically significance 
influence to a very large extent on gender 
perceptions of entrepreneurship by courses taught.

In order to further corroborate our findings, we 
test the hypothesis:

•	 H0: There is no significant relationship 
between entrepreneurship courses and skill  
acquisition programmes offered on students’ 
perception of entrepreneurship in Federal 
Universities in Southwestern Nigeria.

•	 H1: There is a significant relationship between 
entrepreneurship courses and skill  
acquisition programmes offered on students’ 
perception of entrepreneurship in  
Federal Universities in Southwestern Nigeria.

 
The result in Table 3 indicate that there is a positive 
significant relationship between entrepreneurship 
courses and skill acquisition programmes offered 
in Federal Universities in Southwestern Nigeria 
on students’ perception of entrepreneurship (t = 
76.584, df = 383, P < 0.01). The null hypothesis 
is thus rejected and alternative hypothesis was 
accepted. This implies that there is positive 
significant relationship between entrepreneurship 
courses and skill acquisition programmes offered 
on students’ perception of entrepreneurship in 
Federal Universities in Southwestern Nigeria. 
This is because most of the female students 
agreed that the entrepreneurship courses they 

were exposed to change their perception and 
has made them willing to undertake business 
risk after their education. Therefore most of the 
students are likely to go into self-employment 
should they not find work in line with the Ajzen 
(1991) perceived behavioural control postulate.

Influence of Entrepreneurship Courses and 
Skill Acquisition Programmes on  Students’ 
Entrepreneurial Perception 
The analysis in Table 4 shows the influence of 
entrepreneurship courses and skill acquisition 
programmes on students’ entrepreneurial 
perception. Considering the influence of 
entrepreneurship courses and skill acquisition 
programmes, the results showed that components 
of entrepreneurial courses and skill acquisition 
such as knowledge and skills (r = 0.214, p<0.01); 
self-reliant (r = 0.472, p<0.01); value difference (r = 
0.418, p<0.01); managing financial, psychological 
and social risks (r = 0.434, p<0.01); and satisfaction 
and self-employment (r = 0.486, p<0.01) 
contribute positively to changing the perception 
of students towards entrepreneurship thereby 
improving the likelihood of getting involved in 
entrepreneurial activities when they graduate.

The study, however, at 5% error level also found 
some variable statistically insignificant. These 
variables were self-reliant, value difference, 
satisfaction and self-employment. This means 
all these variables have positive impact but 
they were not significant on skill acquisition 
programme. These indicators include the extent 
to which people think about the availability of 
opportunities for starting business, their perceived 
capability of doing so, their fear of failure and the 
level of risk they are willing to take. Therefore, 

taBle 3: tHe relatIonsHIP BetWeen entrePreneursHIP Courses and sKIll aCQuIsItIon  
Programmes offered on students’ PerCePtIon of entrePreneursHIP

t- test statistics

t df sig. 
(2-tailed)

mean 
difference

95% Confidence 
Interval of the 

difference
lower upper

The relationship between 
entrepreneurship courses and  
skill acquisition programmes 
offered on students’ perception of 
entrepreneurship

76.584 383 .000 3.34896 3.2630 3.4349
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the effectiveness of entrepreneurship programs 
is determined by its strong influence on students 
to get involved in entrepreneurial activities. 
Through the exposure in business activities, 
the students are influenced and motivated to 
engage more in entrepreneurship education.

To test the hypothesis, a regression equation 
model was used in the form of; Using the 
linear regression analyses to test for the 
relationship between the dependent variable 
(entrepreneurial perception) and independent 
variable (entrepreneurship education), from 
the model  the function below is derived.

Y1 = α +β1X1+ β2 X2+ β3 X3 + β4 X4 + β5 X5 (1)

Y2 = α +β1X1+ β2 X2+ β3 X3 + β4 X4 + β5 X5 (2)

Therefore; where;

Y1 = Assimilation of entrepreneurship courses

Y2= Skill Acquisition 

α is the “constant term” and β the “coefficient” of 
the variable.

X1 = Students’ exposure to knowledge and skills  

X2 = Self-reliant  

taBle 4: multIPle regressIon on tHe InfluenCe of entrePreneursHIP Courses and sKIll  
aCQuIsItIon Programmes on students’ entrePreneurIal PerCePtIon

analysis of variance (anoVa)
sum of squares df mean square f sig.

Regression 1587.656 7 226.808 10.638* .000b
Residual 6545.626 307 21.321
Total 8133.283 314

Coefficients
dependent variable/ 

factors entrepreneurship Courses skills acquisition Programme

Coefficient 
(error) significance Coefficient 

(error) significance

Constant 8.057 (1.722) 0.000 3.386 (1.970) 0.086
Students’ exposure to 
knowledge and skills (X1) 1.008 (0.519) 0.053** 0.636 (0.438) 0.147

Self-reliant  (X2) 0.202 (0.499) 0.685 1.260 (0.496) 0.600
Value different  (X3) -0.044(0.433) 0.919 0.344 (0.426) 0.421
Manage financial, 
psychological and social 
risks (X4)

0.752 (0.416) 0.072** 0.757 (0.406) 0.063**

Satisfaction and Self-
employment  (X5) 0.344 (0.450) 0.444 1.028 (0.444) 0.021**

model statistics

dependent Variables multiple r r2 adjusted  
r2

s.e of 
estimate

durbin 
Watson

Entrepreneurship  Course 
Skill Acquisition Programme 0.653 0.427 0.401 3.95568 1.625

Significant level **p<0.05
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X3 = Value difference  

X4 = Manage financials, psychological and social 
risks   

X5 = Satisfaction and Self-employment  

The hypotheses were tested using T-test statistics, 
Pearson Correlation and Regression analysis.

H0: There is no significant influence of 
entrepreneurship courses and skill acquisition  
programmes on students’ entrepreneurial mind 
set of students.

H1:    There is significant influence of 
entrepreneurship courses and skill acquisition  
programmes on students’ entrepreneurial mind 
set of students

The result presented in Table 5 shows the analysis 
of Pearson correlation which measured the 
significant influence of entrepreneurship courses 
and skill acquisition programmes on students’ 
entrepreneurial perception. From the result shown 
in table 5, generally, there is significant influence 
of entrepreneurship courses and skill acquisition 
programmes on students’ entrepreneurial mind 
set. Students’ exposure to knowledge and skills 
has a correlation with entrepreneurship education 
at [r = 0.214, P < 0.001], Self-reliant with [r = 
0.472, P < 0.01], Value difference with [r = 0.418, 
P < 0.01], Manage financials, psychological 

and social risks with [r = 0.434, P < 0.01], and 
Satisfaction and Self-employment with [r = 0.486, 
P < 0.01].  The influence of entrepreneurship 
courses and skill acquisition programmes on 
students’ entrepreneurial mind set is statically 
significant at 0.01.  The null hypothesis is rejected 
and the alternative hypothesis is accepted. 
Therefore, there is a significant influence of 
entrepreneurship courses and skill acquisition 
programmes on students’ entrepreneurial mind 
set to pursue self-employment after graduation.

Discussion of Results 
The objective of the introduction of 
entrepreneurship education into the school’s 
curriculum in Nigeria was aim at providing 
knowledge directed towards developing and 
inculcating into the students skills, competences, 
understanding and attributes that will equip 
them to be innovative, to be able to identify, 
create, initiate, and successfully manage personal, 
community, business and work opportunities as 
entrepreneurs. The study found a positive effect 
of entrepreneurship education on the perception 
of the final year students as many Nigerian 
universities are now advancing entrepreneurial 
thinking and behaviour to develop students’ 
awareness of the relevance of entrepreneurship 
training. The high rate of unemployment among 
Nigerian universities graduates in the country can 
be traced to the problem of the disequilibrium 
between labour market requirements and lack 

taBle 5: InfluenCe of entrePreneursHIP Courses and sKIll aCQuIsItIon Programmes on 
students’ entrePreneurIal mInd set

Correlations
1 2 3 4 5 6

1 Entrepreneurship 
education 1

2 Students’ exposure to 
knowledge and skills   0.214 1

3 Self-reliant  0.293** 0.472** 1
4 Value different  0.305** 0.361** 0.418** 1

5
Manage financial, 
psychological and social 
risks   

0.333** 0.321** 0.443** 0.434** 1

6 Satisfaction and Self-
employment  0.343** 0.350** 0.441** 0.491** 0.486** 1

**. Correlation is significant at the 0.01 level (2-tailed).
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of essential employable skills by graduates. 
From our findings, most of the universities in 
Nigeria especially those under study now have 
a centre for entrepreneurship education in 
their respective institutions. The findings also 
revealed that the ability to actualize the objectives 
of entrepreneurial education to a large extent 
depends on the student’s perception and attitudes 
towards the policy. This is because the success 
or failure depends on students’ dedication and 
commitment arising from their perceptions 
and attitude towards entrepreneurship. Skill 
acquisition is one of the surest ways through 
which graduates (youth) can find ways to the 
labour market either in the public or private sector.

The result also shows that the perspectives and 
mind set of students toward entrepreneurship 
are the results of their immediate social and 
cultural environment. Consequently, the 
orientation and conducts of youth and young 
graduates are affected by various individuals 
and ecological variables, which imply that 
the decision and desirability of becoming an 
entrepreneur or employee is a reflection of 
environmental and socio-economic forces.

The study also found that entrepreneurship 
education impacted more on female students’ 
perceptions towards entrepreneurial career and 
entrepreneurial convictions. Hence it is important 
to present a positive image of entrepreneurship 
as career option to draw students’ attentions 
within the university environment by providing 
the resources and other facilities available 
to them. It should be noted that even if 
individuals have the relevant entrepreneurial 
knowledge and skills, and if they do not possess 
positive attitude towards entrepreneurship, 
they might eventually not venture into the 
field (Nieuwenhuizen and Swanepoel, 2015).

ConClusIon and ImPlICatIon
The study concludes that the perception of students 
in Federal Universities in southwestern Nigeria 
on entrepreneurship education provides useful 
information for institutions of higher learning 
in Nigeria to improve their entrepreneurship 
education curricula and practices. Also there 
is a significant difference between the level 
of university students’ perception and the 

extent to which entrepreneurship courses 
and skill acquisition programmes prepares 
them to be entrepreneurs. The study revealed 
that university students previously have 
very little awareness about the importance 
of entrepreneurship as career option. Their 
inclinations towards entrepreneurship courses 
were also not encouraging especially for the males. 
Entrepreneurship courses are now compulsory in 
all public universities in Nigeria. Despite this, their 
interest still remains very low with a very large 
number of the respondents willing to accept paid 
jobs from the government. The reason for the low 
students’ inclination towards entrepreneurship 
can be traced to the fact that they do not have 
the matching skills to start their own businesses. 
Entrepreneurial courses taught to students are too 
theoretical rather than practical in presentation. 

There is no doubt that entrepreneurial education 
is one of the necessary instruments to promote 
sustainable economic growth and development in 
Nigeria. Efforts should be made by the governments 
to improve the teaching and methods of delivery 
of entrepreneurship education through practical 
means in Nigerian tertiary institutions. The use 
of appropriate teaching strategies for proper 
entrepreneurship training and skill acquisition, 
among others will create workable options 
and facilitate students’ acquisition of skills to 
become entrepreneurs capable of contributing 
to the growth and development of the nation. 
Falling which the aim of solving the high 
unemployment rate among university graduates 
through entrepreneurship would be defeated.

Involvement of the students is also imperative to 
assist students in developing positive attitudes 
and innovativeness for self-reliance rather than 
depending on the government for employment. 
Such an experience will in turn produce graduates 
with self-confidence and capacities for independent 
thought to contribute to economic development. 
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aBstraCt
Entrepreneurship is widely recognised as a 
key driver of the market economy, and as such 
entrepreneurship research understandably 
attracts the interest of scholars. Considered a 
young scholarly discipline, several attempts 
toward developing a coherent entrepreneurship 
research paradigm have been made. The 
entrepreneurship research landscape is however 
still largely paradigmatically fragmented, 
causing persistent perplexity and frustration 
among entrepreneurship researchers. Within 
this context, Entrepreneurship as Practice (EaP) 
holds promise for entrepreneurship research, 
although, despite progress over the past few 
years, some consistent questions continue to 
persist about EaP – questions that are important 
theoretically in establishing the conceptual 
orientation of EaP, practically for informing 
different aspects of entrepreneurship practice, 
and analytically for defining the level and unit 
of analysis for empirical research. Through the 
application of critical interpretive synthesis (CIS), 
this paper proposes a conceptual framework for 
EaP research, highlighting entrepreneuring as the 
nexus between praxis, practices and practitioners. 
Praxis refers to the flow of activity in which 
entrepreneuring is accomplished, practices as 
the social, symbolic and material tools through 
which entrepreneuring is done, and practitioners 
are those people who do entrepreneuring. 
Further research is recommended to determine 
a taxonomy of thematic imperatives to be 
considered for empirical EaP research.

Keywords: entrepreneurship research, en-
trepreneurship as Practice, Praxis, Practices, 
Practitioner

IntroduCtIon & BaCKground
Entrepreneurship has become widely recognised 
as a key driver of the market economy (van Burg 

& Romme, 2014:369), involving the bringing 
about of new economic, social, institutional or 
cultural environments through individuals or 
groups (Rindova, Barry & Ketchen, 2009:477). 
It is therefore understandable that the nature of 
entrepreneurship research and the emergence 
of entrepreneurship as a legitimate academic 
pursuit attract the interest of scholars (Busenitz, 
West, Shepherd, Nelson, Chandler & Zacharakis, 
2003:286). However, van Burg and Romme 
(2014:369) argue that although several attempts 
toward developing a coherent entrepreneurship 
“research paradigm” have been made, the 
entrepreneurship research landscape is still 
largely paradigmatically fragmented. Inevitably, 
it causes pervasive perplexity and frustration 
among entrepreneurship researchers regarding 
the lack of convergence toward a single 
paradigm and definitional clarity. Oosthuizen 
(2015:284) petitioned for transdisciplinarity 
as a more appropriate approach of inquiry 
for understanding processes and interactions 
involved in entrepreneurship activity, and that 
the dynamic, non-linear dynamics within these 
systems can be more effectively understood by 
applying ecological and complexity theories.

In terms of recent developments in the field, 
Gartner, Stam, Thompson and Verduijn 
(2016:813) state that studies emphasising 
the significance of a practice perspective 
within entrepreneurship research is on the 
rise. An example indicative of the growth of 
Entrepreneurship as Practice (EaP) research is 
the virtual community of 106 members with an 
official website (www.entrepreneurshipaspractice.
com) that aims to build a community of 
likeminded scholars that employ practice theories 
to further advance entrepreneurship studies. 

Johannisson (2011:138) and Watson (2013:404) 
also convincingly make a case for entrepreneurship 

a ConCePtual frameWorK for entrePreneursHIP as 
PraCtICe researCH
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research to decode the process of entrepreneuring 
by drawing on social practice theory. Gartner et 
al (2016:813) are further of the view that practice 
theory is “gaining popularity as a valid means to 
understand how people do things on an individual 
level, a collective level and the actions that navigate 
the space in between these two.” By integrating 
practice theory into entrepreneurship studies, the 
influential ‘who’ and ‘what’ questions could further 
be enhanced to address the largely unresolved 
questions of ‘how’, ‘where’ and ‘why’ questions 
in entrepreneurship (Gartner et al., 2016:814).

ProBlem InVestIgated
The accumulated body of knowledge on the 
topic of entrepreneurship is vast, albeit evidently 
fragmented. Rindova et al. (2009:477) posit that 
research on entrepreneurship has evolved to 
cover a wide range of themes and perspectives, 
and cite Aldrich (2005) who highlights four 
main approaches, namely (1) the creation of 
new organisations, (2) high-growth, high-
wealth-creating businesses, (3) innovation and 
the creation of new products and markets, and 
(4) the recognition and pursuit of profitable 
opportunities. Other examples of research areas 
are cognition and capabilities (Autio, George & 
Alexy, 2011), the rewards of entrepreneurship 
(Carter, 2011), opportunities (Dimov, 2011), 
entrepreneurial intentions (van Gelderen, Brand, 
van Praag, Bodewes, Poutsma & van Gils, 2008), 
intent (Thompson, 2009) and entrepreneurial 
self-efficacy (Malebana & Swanepoel, 2014). 
There has also been a growing recognition of 
the importance of context in understanding 
various aspects of entrepreneurship (Stevenson 
& Jarillo,1990:23; Sightler, 2001:20; Coulter, 
2003:6; Bloom and Dees, 2008:47; Timmons & 
Spinelli, 2009:79), and systems approaches to 
understanding the phenomenon have become 
increasingly common (Alvarez & Busenitz, 2001; 
Busenitz et al., 2003; Neck, Meyer, Cohen and 
Corbett, 2004; Cohen, 2006; Zahra, 2007; Wyld, 
Tölö, Heiniluoma & Ovaska, 2009; Isenberg, 2011; 
Turton & Herrington, 2012; Aspen Institute, 2013).

However, despite the dramatic increase in 
research dedicated to entrepreneurship, it appears 
that relatively little progress towards agreement 
in relation to the essence of the phenomenon 
has been made. The current state of the literature 

is characterised by a propagation of theories, 
definitions and taxonomies that often conflict and 
overlap, resulting in confusion and disagreement 
among researchers and practitioners about 
precisely what entrepreneurship is (Parker, 
2003:45). In addition, Wiklund, Davidson, 
Audretsch and Karlson (2011:4) contest that 
a main controversy, growing more acute over 
time, is the issue between entrepreneurship’s 
legitimacy as a bona fide separate and individual 
field, or rather merely a topic of research in 
the more traditional fields. Zara (2007:443) 
asserts that theory drives the development 
of scholarship in an academic discipline and 
profiles the academic dialogue by demarcating 
a field’s boundaries, the core questions to be 
examined and preferred research methods. 

Shane (2012:11) argues that if entrepreneurship 
has no distinctive domain, then it is not a scholarly 
field - rather, it would be a setting in which other 
fields examine their research questions. Zara 
and Wright (2011:68) further believe there is a 
need for a substantive shift in the focus, content, 
and methods of entrepreneurship research to 
give meaning to findings and clarify the field’s 
contestable boundaries - which they envision will 
require reframing the field and not merely relying 
on incremental research filling known research 
gaps. Therefore, although entrepreneurship as 
a scholarly discipline has achieved widespread 
recognition, it is still the subject of much debate 
regarding its boundaries and the rigour, relevance, 
and impact of its findings (Zara & Wright, 2011:67).

It is within this context that EaP holds promise 
for entrepreneurship research. Grant et al 
(2016:813) argue that to better understand the 
‘how’ in human actions, practice theory breaks 
down several elements in social activities. Rather 
than an insignificant action, a ‘practice’ implies 
routinized human performance consisting of 
several interconnected elements, i.e., bodily 
activities, mental activities, ‘tools’ and their 
use, background knowledge in the form of 
understanding and know-how, states of emotion 
and motivational knowledge. In EaP, Grant 
et al (2016:814) contest, “an entrepreneurship 
practitioner carries patterns of bodily 
behaviour, but also of certain routinized ways of 
understanding, knowing how and desiring, for and 
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about, entrepreneurship. These conventionalised 
‘mental’ activities of understanding, knowing 
how and desiring are necessary elements and 
qualities of entrepreneurship practices in 
which the single entrepreneur participates, and 
not necessarily qualities of an entrepreneur.”

Despite progress over the past few years, some 
consistent questions continue to persist about 
EaP. Drawing on Jarzavjowski, Balogun and 
Seidle (2007:7) in the field of Strategy as Practice 
(SaP), these EaP questions are also important 
(1) theoretically in establishing the conceptual 
orientation of any research, (2) practically for 
informing different aspects of entrepreneurship 
practice, and (3) analytically for defining the 
level and unit of analysis for empirical research:

•	 What is entrepreneurship?
•	 Who is an entrepreneur?
•	 What do entrepreneurs do?
•	 What does an analysis of entrepreneurs and 

their doings explain?
•	 How can existing social practice theory 

inform an analysis of EaP?
As in the case of SaP, if the EaP field is to build 
momentum, it is important to develop some 
cohesive frameworks for addressing these 
questions.

researCH oBJeCtIVes
Against this backdrop, the primary objective of 
this study is to: 

•	 establish a conceptual framework for EaP 
research.

In support of the primary objective, secondary 
objectives are to:

•	 identify and illuminate the current challenges 
in entrepreneurship research in literature;

•	 investigate practice perspectives and 
theories in literature, and its relation to 
entrepreneurship / entrepreneuring; and

•	 develop a conceptual framework.

lIterature reVIeW
The quagmire of entrepreneurship as field of 
research
Busenitz et al. (2003:286) assert that the nature of 
entrepreneurship research and the emergence of 
entrepreneurship as a legitimate academic pursuit 
attract the interest of scholars. Citing (ibid):  

•	 Aldrich and Baker (1997) who claim that 
the field of entrepreneurship has made only 
limited progress toward disciplinary status in 
a normal science framework;

•	 Wiseman and Skilton (1999) who regard 
entrepreneurship remaining in a theory-
building stage; and

•	 Harrison and Leitch (1996:69) who view it as 
a “multidisciplinary jigsaw” characterised by 
accumulative fragmentation, … 

Busenitz et al. (2003:286) argue that 
examining whether or not scholarship 
on the topic of entrepreneurial activity 
is worthwhile and legitimate has both 
practical and theoretical importance. 

Premised on the increasing relevance to 
economic output and employment in both 
developed and developing nations, Busenitz 
et al. (2003:286) argue that new knowledge 
about entrepreneurship can speed the outcomes 
desired by enterprising individuals, firms, and 
societies and suggest an overarching framework 
that locates entrepreneurship research at the 
intersection of the study of individuals and teams 
(entrepreneurs), opportunities (environmental 
conditions), and modes of organising (new 
ventures). However, Rindova et al. (2009:478) 
contest that this framework characterises 
entrepreneurship in terms of three nouns - 
entrepreneurs, new ventures, and opportunities 
- reflecting the tendency of entrepreneurship 
research to focus on entities, and while recognising 
the focus as valuable in defining a research agenda 
for the field, argue that it has limited the research 
attention given to the actions and processes 
that constitute the domain of entrepreneurship. 
In addition, Rindova et al. (2009:478) further 
that entrepreneurship research has become too 
narrowly focused on wealth creation via new 
ventures, and as such requires emancipation.



1242
WWW.IBC-CONFERENCE.COM

Cuervo, Ribeiro, Roig (2007:4) allude to 
the limited knowledge of the opinion of 
entrepreneurs, business opportunities, the people 
that pursue them, the skills used for organising 
and exploiting opportunities and the most 
favourable environmental conditions for these 
activities. In addition, Cuervo et al. (2007:4) 
contest, studies are carried out at different levels; 
individual, firm, sector and geographical space, 
and, citing Eckhardt and Shane (2003:12) state 
that there is no basic theory for carrying out this 
type of study, resulting in approximations based 
on casuistry, anecdotes or fragmented reasoning.

Krueger and Day (2010:322) posit that as with 
other nascent fields, entrepreneurship studies 
have long had a bias toward descriptive research, 
grounded more in practical concerns than in 
theory, and, although the call for “more strong 
theory in entrepreneurship research” continues 
to be accentuated, it is still not heeded to as 
enthusiastically as it should. One reason for 
this, Krueger and Day (2010:322) posit, has 
been the tendency to use theory to explain 
one’s findings retrospectively, rather than 
identifying a useful, appropriate theoretical 
base from which to work prospectively.

Zara (2007:444) postulate that many 
entrepreneurship researchers find building 
and testing theory an onerous challenge, 
leading some to ignore theory in conducting 
their research, arguing that entrepreneurial 
phenomena fall outside the boundaries of known 
theories, while other researchers have failed to 
invoke theory in innovative ways that enrich 
the academic conversation, and further, others 
that import theories from other disciplines 
without considering the key and distinguishing 
qualities of entrepreneurial phenomena.

Shane (2012:12), however, argues that no one 
has yet identified the unique assumptions and 
theories of entrepreneurship. Expressing the need 
to see the articulation of the unique assumptions 
and theories of entrepreneurship before accepting 
that such uniqueness exists, Shane (2012:12) 
further questions what those unique assumptions 
and theories would be if the phenomena 
explained and predicted by entrepreneurship 
were explained and predicted by other fields.

Zahra and Wright (2011:68) express the need 
for studies that give meaning to the field of 
entrepreneurship, challenge its assumptions, 
define fundamental research questions, and 
frame its fundamental foci. These studies will 
have to transcend particular gaps, redrawing the 
field anew by raising new issues with the potential 
to shape the evolution and nature of scholarship. 
Zahra and Wright (2011:68) further posit that it is 
likely to entail a process of “creative reconstruction” 
because a new frame of reference is necessary 
to bring about the substantive shift envisioned.

Reflecting on three modes of studying 
entrepreneurship that have emerged in the 
literature, namely the positivist (51 articles), 
narrative (20 articles), and design research mode 
(8 articles), and introducing a mechanism-based 
framework for research synthesis across the 
three research modes, van Burg and Romme 
(2014:370) attempted to encourage dialogue 
on the plurality of the entrepreneurship field’s 
ontology, epistemology, and research methods 
to advance it as a scholarly discipline and 
professional practice. Providing two context–
mechanism–outcome combination research 
synthesis examples, i.e. “Individual Cognitive 
Framing of Opportunities” (van Burg & Romme, 
2014:380) and “Socially Situated Opportunity 
Perception and Exploitation” (van Burg & Romme, 
2014:383), contextual conditions (constraining 
and/or enabling industry, technology, personal, 
and/or geographical context; context of 
strong and/or weak ties, and pressures and/
or stimuli from the social connections), social 
mechanisms (individual cognitive framing of 
the situation through available knowledge and 
experience; access through and influence of 
social ties) and outcome patterns (perceiving 
a particular opportunity and acting on this 
opportunity) are synthesised, providing a useful 
framework. van Burg and Romme (2014:388) 
however acknowledge that the article collection 
as well as the presentation of the synthesis 
were limited, and a proper systematic review 
of the existing body of knowledge should 
start by collecting all research output and to 
develop a fully-fledged systematic database of 
research documents and research synthesis. In 
addition, a formal and more detailed analysis 
of dependency, redundancy, counterfactuals, 
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and unobserved mechanisms may also serve to 
identify new mechanisms and areas of research.

The broader academic community needs to be 
convinced of the set of empirical phenomena 
explained by entrepreneurship and not explained 
or predicted by other fields, and/or to clearly 
identify the assumptions and theories unique to 
entrepreneurship (Shane, 2012:12). Cuervo et al. 
(2007:4) also emphasise the need to delimit the 
field of study and rely on a conceptual structure 
that enables the explanation and prediction of 
empirical phenomena that are not explained by 
other fields of knowledge; it is thus necessary 
to generate a paradigm, to develop a set of 
testable hypotheses, to overcome the existing 
sophistry and depiction and look further into 
longitudinal and cross-sectional analysis. The 
failure to achieve these goals, Shane (2012:12) 
contests, would mean that no distinctive 
domain of entrepreneurship exists, and 
adhering to the position that entrepreneurship 
has a distinctive domain without clearly 
showing what is unique about it is indefensible.

Acording to Wiklund et al. (2011:5) there are three 
important building blocks necessary to be in place 
for “entrepreneurship as a distinctive domain” 
to be sustained and to be useful for cumulative 
knowledge development. The first building block 
relates to the very definition of the core concepts, 
and Wiklund et al. (2011:5) recommend that 
entrepreneurship research be unified as a field 
approached theoretically and empirically in 
terms of the phenomenon, proposing that the 
phenomenon of “emergence of new economic 
activity” lies at the heart of entrepreneurship. The 
second building block concerns the relationship 
and consistency between conceptual definitions 
of key phenomena and empirical observations, 
and the third is that of relevance, that stakeholders 
outside of the discourse find entrepreneurship 
research useful (Wiklund et al., 2011:6).

Shane (2012:12) contests that the field still has 
much work to do to identify the distinctive 
domain of entrepreneurship research, and argues 
that the apt way to define entrepreneurship is to 
incorporate everything that shares the dimensions 
researchers consider unique to the field and to 
exclude everything that does not share these 

common dimensions. Shane (2012:13) furthers 
that venture formation does not meet this standard, 
because the creation of a new venture is merely one 
institutional arrangement for the identification, 
evaluation, and exploitation of opportunities.

According to Douglas (2003:59) researchers 
increasingly find that methods within the 
positivistic paradigm, the numbers, do not 
necessarily offer appropriate approaches to 
improved understanding of business and 
management bounded phenomena. Researching 
the naturalistic world of enterprise, for example, is 
not necessarily better understood from attempts 
at devising laboratory conditions and simulations 
and assigning numbers to human behaviour. 
Such phenomena, Douglas (2003:66) further 
contests, are not so well inclined to improved 
understanding through the logic of mathematics. 

Entrepreneurship as Practice (EaP)
In terms of practice theory, Nicolini (2012:3-6) 
highlights five important considerations (ibid.):

1. All practice theories emphasise the importance 
of activity, performance, and work in the 
creation and perpetuation of all aspects of 
social life.

2. Practice theories bring to the fore the critical 
role of the body and material things in all 
social affairs; practices with no things and no 
bodies involved are thus merely improbable.

3. Practice theories create a specific space for 
individual agency and agents; thus, creating 
space for initiative, creativity, and individual 
performance.

4. Adopting a practice approach radically 
transforms our view of knowledge, meaning, 
and discourse; thus, from a practice 
perspective, knowledge is considered largely 
as a form of mastery that is expressed in the 
capacity to carry out a social and material 
activity.

5. All practice-based approaches illuminate the 
centrality of interest in all human matters and 
therefore put emphasis on the importance of 
power, conflict, and politics as constitutive 
elements of the social reality we experience.

Building on the practice theory perspective, 
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Steyaert (2007:471) in proposing the term 
‘entrepreneuring’ emphasis five postulates, i.e. 
(ibid.):

1. Entrepreneuring follows a logic of recursivity, 
discouraging any kind of recourse to a priori 
entities that can function as unquestioned 
grounds for explanation. 

2. Entrepreneuring enhances the understanding 
of the entrepreneurial process, separated 
from a dualistic world-view where object and 
subject are disconnected, and by positioning 
process in the lived world and experience. 

3. Entrepreneuring situates entrepreneurship 
as an attempt to change the conversational 
reality; thus it explains how entrepreneurship 
is always embedded in and sensitive to the 
streams of the past and the present and is 
making a creative and critical difference in the 
realm of the possible. 

4. Entrepreneuring changes the conceptual focus 
by centring upon the notion of practices that 
connect to lived and observable experience 
and that emphasise the connection to the 
conversational texture of cultural, political 
and social forces. 

5. Entrepreneuring, especially when conceived 
within a neo-materialist ontology, situates 
entrepreneurship in a new form of connectivity 
and grouping where both human and non-
human elements are included to give form to 
the trajectories of a world in its becoming.

Johannisson (2011:136) argues that if 
entrepreneurship is considered as (a field of) 
practice, the habits that guide entrepreneurs may 
very well be regarded as designed by their cognitive 
maps or personal theories. Drucker (1985:viii), 
however, asserts that entrepreneurship is neither 
a science nor an art; it is (a) practice. Johannisson 
(2011:147) subsequently proposes an approach 
to entrepreneurship (or entrepreneuring) as it is 
reflected in everyday practices – “framed by an 
ontology of becoming, supported by phronesis 
as an intellectual virtue and realised by way 
of an enactive methodology.” That would “re-
establish it as a fundamental human activity, 
central in man’s ongoing quest for identity 
and meaning of life” (Johannisson, 2011:147).

The practice-orientation to research has also 
found traction in, amongst others, the strategy 
field. Strategy as Practice (SaP) was introduced 
by Whittington (1996), with the focus on strategy 
as a social ‘practice’, i.e., how the practitioners of 
strategy really act and interact. The key question 
being: what does it take to be an effective strategy 
practitioner? (Whittington, 1996:731). Drawing 
on the many insights of the process school, with 
emphasis on the managerial level, it is concerned 
with how strategists ‘strategise’ (Whittington, 
1996:732), with ‘strategising’ encompassing all 
the continuous practices and processes through 
which strategy is conceived, maintained, 
renewed, and executed (Paroutis, Heracleous, & 
Angwin, 2016:4). SaP therefore relies on social 
constructivism as epistemology and subjectivism 
as ontological paradigm (Nini, 2016:5).

Gartner et al (2016:814) posit that 
entrepreneurship practices are routinized 
ways in which entrepreneurship practitioners 
move bodies, handle objects, treat subjects, 
describe things and understand the world. 
Schatzki (2001:11) summarises these elements 
within the umbrella term of ‘field of practices’, 
comprising of knowledge, meaning, human 
activity, science, power, language, social 
institutions, and historical transformation.

In the SaP discourse, Whittington (2006:619) 
proposes that three elements of a theory of 
practice may be isolated: praxis, practices 
and practitioners, each of which comprises a 
different analytic choice and entry into a study. 
Paroutis et al (2016:9) state that it assists in 
exposing the micro-level aspects of strategizing 
by focusing on the “who,” “how,” “where,” and 
“when” of strategic actions. Jarzabkowski and 
Spee (2009:70) refer to practitioners as those 
people who do the work of strategy, practices as 
the social, symbolic and material tools through 
which strategy work is done, and praxis as the 
flow of activity in which strategy is accomplished.

researCH metHodologY
The nature of the research problem, the diverse 
elements thereof, its interconnectedness and 
multi-dimensionality led to the application 
of critical interpretive synthesis (CIS) 
(Dixon-Woods, Bonas, Booth, Jones, Miller, 
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Sutton, Shaw, Smith & Young, 2006:38).

The literature on entrepreneurship-related topics 
and themes is large, diverse, and complex, including 
both qualitative and quantitative empirical 
work; editorial commentaries and theoretical 
work; case studies; evaluative, descriptive, 
sociological, psychological, management, and 
economics papers. Subsequently, a conventional 
systematic review methodology was deemed 
ill-suited to the challenges that conducting 
such a review would pose (methodological and 
epistemological challenges, e.g., “the interaction 
between the pronouncements of those producing 
‘the evidence’ and the practices of those who are 
supposed to act on the evidence”; generalisations 
that may be problematic to apply to individual 
circumstances (Dixon-Woods, 2006:30); the 
supposition that any human-subjects inquiry 
can ever authentically and justly represent the 
lives of those subjects (Sandelowski & Barroso, 
2007:xvi); the absolute diversity in the application 
and reporting poses challenges to synthesis 
(Sandelowski & Barroso, 2007:7); “preoccupation 
with method over substance” (Sandelowski & 
Barroso, 2007:9). Hence CIS was decided upon.

Dixon-Woods, Kirk, Agarwal, Annandale, 
Arthur, Harvey, Hsu, Katbamna, Olsen, Smith, 
Riley and Sutton (2005:6) posit that CIS starts 
with an ambiguous and tentatively defined 
phenomenon; conducts extensive albeit not 
complete searching; strategically samples from the 
literature; conducts appraisal and critique of the 
included literature and, through a process similar 
to primary qualitative research, aims to produce 
a theoretical output in the form of a synthesised 
argument. Otherwise explained by Bales and Sare 
(2014:144) as (1) formulating the review question, 
(2) searching the literature, (3) sampling, (4) 
determination of quality, (5) data extraction, and 
(6) interpretive synthesis. According to Dixon-
Woods et al. (2006:39) CIS explicitly sanctions 
the integration of qualitative and quantitative 
evidence through an interpretive process.

A distinguishing feature of CIS is its recognition 
of the authorial voice which does not lay claim 
to a set of techniques that allows a ‘reproducible’ 
synthesis. Instead, the interpretive work 
required to produce an account of disparate 

forms of evidence is acknowledged, and it 
appreciates that alternative accounts of the 
same evidence might be possible using different 
authorial voices. However, all accounts should 
be grounded in the evidence, verifiable and 
probable, and that reflexivity will be a principal 
requirement (Dixon-Woods et al., 2006:39).

In terms of formulating the review question in this 
study, the approach was highly iterative, modifying 
the question in response to search results and 
findings from retrieved literature. Searching 
the literature, generated extensive potentially 
relevant items, proving to be unmanageable, and 
subsequently only potentially relevant literature 
was identified to provide a sampling frame. For 
purposes of the synthesis, purposive sampling was 
initially applied to select literature that were clearly 
concerned with aspects of EaP, partly informed 
by the scoping running up to the study. Sampling 
therefore involved a constant dialectic process 
conducted concurrently with concept generation. 

As far as determination of quality is concerned, 
literature that appeared relevant was prioritised, 
rather than particular study types or literature 
that met specific methodological standards; hence 
the application of a low threshold was utilised to 
maximise the inclusion and contribution of a wide 
variety of literature at the conceptual level. Data 
extraction concerned systematically identifying 
themes pertinent to entrepreneurship research. In 
conducting the interpretive synthesis, a detailed 
inspection of the literature was the point of 
departure, gradually identifying recurring themes 
and developing a critique. Themes were then 
generated to help develop an argument, comparing 
the argument developed against the literature, 
and attempting to specify the reasoning and the 
relationship with the existing body of knowledge.

results and dIsCussIon
Drawing on Jarzabkowski and Spee’s 
(2009:70) definition of strategy from a SaP 
perspective, this study subsequently proposes 
entrepreneurship from an EaP perspective 
as a situated, socially accomplished activity, 
while entrepreneuring encompasses those 
actions, interactions and negotiations of 
multiple actors and the situated practices they 
draw upon in accomplishing such activity.
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In addition, extrapolating the SaP principles 
of Paroutis et al. (2016:8) to EaP, this study 
proposes that EaP should examine the way 
in which actors interact with the social 
and physical features of context in the 
everyday activities that constitute practice.

The notion of praxis, practice and practitioner 
prove valuable in the pursuit of conceptualising 
a framework for EaP. Reckwitz (2002:249) 
defines praxis as an “emphatic term to describe 
the whole of human action (in contrast to 
‘theory’ and mere thinking).” Jarzabkowski et al 
(2007:9) further explain that “praxis comprises 
the interconnection between the actions of 
different, dispersed individuals and groups and 
those socially, politically, and economically 
embedded institutions within which individuals 
act and to which they contribute.” This indicates 
that “praxis is both an embedded concept 
that may be operationalised at different levels 
from the institutional to the micro, and also 
dynamic, shifting fluidly through the interactions 
between levels” (Jarzabkowski et al., 2007:9).

Practices, on the other hand, is “routinised type 
of behaviour which consists of several elements, 
interconnected to one other: forms of bodily 
activities; forms of mental activities; ‘things’ and 
their use; a background knowledge in the form of 
understanding; know-how; states of emotion and 
motivational knowledge” (Reckwitz, 2002:249). 
The use of such practices, Jarzabkowski et al 
(2007:9) assert, “is intrinsically connected to ‘doing’ 
because they provide the behavioural, cognitive, 
procedural, discursive and physical resources 
through which multiple actors are able to interact 
in order to socially accomplish collective activity.”

In explaining practitioners, Jarzabkowski et al 
(2007:10) state that practitioners are the actors; 
those individuals who draw upon practices to 
act. Practitioners are therefore interrelated with 
practices and praxis. They derive agency through 
their use of the practices – ways of behaving, 
thinking, emoting, knowing and acting – prevalent 
within their society, combining, coordinating 
and adapting them to their needs in order to 
act within and influence that society (Reckwitz, 
2002:250). Such agency is embodied, being part 
of who a practitioner is and how that individual 

is able to act, but is also always connected to the 
situation and context in which agency is derived 
(Balogun, Hope Hailey, Gleadle & Willmott, 
2005). From an entrepreneurship perspective, 
practitioners are obvious units of analysis for 
study, being active participants in the creation 
of activity that is consequential for the venture 
and its longevity. They shape entrepreneurial 
activity through who they are, how they act and 
what practices they draw upon in that action.

This overview of praxis, practices and 
practitioners proves valuable in informing a 
conceptual framework that underpins and may be 
used to link some of the key questions within an 
EaP research agenda, as is illustrated in figure 1.

Entrepreneuring comprises the nexus 
between praxis, practices and practitioners. 
A, B and C represent stronger foci on one 
of these interconnections depending upon 
the research problem to be addressed 
(Adapted from Jarzabkowski et al., 2007:11).

In sum: Practitioners are those people who do 
entrepreneuring, practices as the social, symbolic 
and material tools through which entrepreneuring 
is done, and praxis as the flow of activity 
in which entrepreneuring is accomplished.

suggestIons for furtHer researCH
The study attempted to contribute to EaP 
research by proposing a conceptual framework 
highlighting thematic imperatives for a research 
agenda. However, based on this framework 
of praxis, practices and practitioners, the 
theoretical underpinnings need to be further 
investigated to determine a taxonomy of thematic 
imperatives to be considered for empirical 
research to address the ‘how’, ‘where’ and ‘why’ 
questions in entrepreneurship, to enhance 
the ‘who’ and ‘what’ of entrepreneurship.
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aBstraCt
Unemployment is a crisis that the South-African 
youth cannot avoid. This requires the youth 
to consider alternative career options such as 
entrepreneurship. The theory of planned behaviour 
is a model used to determine entrepreneurial 
intention of an individual which then ultimately 
predict an individual’s behaviour to engage in 
entrepreneurial activities in the future. The study 
aims at determining if a significant relationship 
exists between the theory of planned behaviour 
and the entrepreneurial intention of the youth 
in Gauteng. The sample consisted of youth in 
Gauteng, aged between 18-34 years, currently 
working full-time, part-time, self-employed, 
unemployed or enrolled as a student. The data was 
collected using self-administered questionnaires, 
which was analysed using a regression analysis. 
The findings indicated that the respondents do 
have the intention to start a business, however 
the act of becoming an entrepreneur was not 
evident. Alternative tools need to be developed 
to promote entrepreneurship as a career option.

Keywords: entrepreneurial Intention, Personal 
attitude, subjective norm, Perceived Behavioural 

IntroduCtIon
Entrepreneurship has become an everyday 
buzzword discussed amongst policymakers, 
researchers, academics, economists and even 
students (Keat, Selvarajah & Meyer, 2011:206). 
Researchers such as Maseko and Manyani 
(2011:171); Mudavanhu, Bindu, Chingusiwa and 
Muchabaiwa (2011:87), stated that the solution 
to unemployment and other socio-economic 
issues such as poverty can be addressed through 

entrepreneurship. Entrepreneurship results in 
the creation of new goods and services which 
will create new jobs and economic dynamism 
(Sathiabama, 2010:2). Entrepreneurship 
has been accepted globally as a developing 
strategy to enhance the economic state of 
countries and to increase entrepreneurial 
participation of the youth (Gwija, Eresia-Eke 
& Iwu, 2014:10). The continuous process of 
entrepreneurship will create continuous new 
opportunities for the unemployed population.

Research studies conducted in developed 
countries will differ compared to emerging 
and developing economies, due to the differing 
economic states of these countries. South-
Africa’s poverty rate is much higher compared 
to developed economies (Fatoki, 2010:88), thus 
individuals in South Africa may not have access 
to higher education compared to individuals 
in a developed economy (Herrington et al., 
2015/16:54). These statistics should be considered 
when finding possible solutions for low 
entrepreneurial intentions amongst the youth. 

Despite the key role that the youth plays in the 
development of a country, limited research has 
been done to view entrepreneurship from the 
eyes of the youth, especially the obstacles that 
the youth face to start and maintain a business 
in a developing country (Dzisi, 2014:1). Fatoki 
and Chindoga (2011:162), noticed that there 
is a lack of accurate and systematic data on 
youth, especially youth entrepreneurship.

According to Statistics South Africa (2017:11), 
the unemployment rate of the youth is very 
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high (50.9% in January 2017). Given this high 
unemployment rate, a possible solution is the 
development of entrepreneurship amongst 
the youth. There are three main reasons why 
youth entrepreneurship development is needed 
within the South-African economy. Firstly, 
entrepreneurship appears to provide both 
pathways out of poverty and mitigation against 
severe poverty for some young people (Chingunta, 
2016:1). Secondly, it offers a viable solution to 
economic growth and job creation. Lastly, it acts 
as personal fulfilment through increased self-
esteem and boosting the confidence of young 
individuals (Geldhof, Weiner, Bronk, Damon, 
Porter, Malin, Agans, Muelle & Lerner, 2013: 431).  

According to the general household survey of 
South-Africa in 2015, 710 139 youth individuals 
were enrolled at a higher education institution in 
2015 (Statistics South-Africa, 2015:15), leaving 
approximately two million young people neither 
employed, nor enrolled at a higher education 
institution (Young People Fact Sheet, 2013:1). 
Taking these statistics into account, the research 
studies of Mbuya et al., (2014:233); Olufunso 
(2010:87); Malebana (2014:137); Musengi-
Ajulu (2010:5); Gerba (2012:258); and Muofhe 
et al., (2011:345) only focus on students and 
graduate students, which only makes up 14% 
of the South-African youth population, leaving 
86% of the youth unattended. Since only 14% 
of the youth are enrolled at a higher educational 
institution, entrepreneurship programs and 
courses will only be available to these individuals.  
Gauteng is regarded as the hub of South-Africa, 
providing numerous employment opportunities, 
however the formal employment opportunities 
in South-Africa will not reduce the high youth 
unemployment rate, due to it being insufficient 
to create new jobs, therefore entrepreneurship 
needs to be recognised as an employment option 
for the youth (Sharma & Madan, 2013:5). To 
be able to this, the entrepreneurial intention of 
the youth in Gauteng needs to be determined, 
which this research intended to do, using 
the theory of planned behaviour. Previous 
research has only studied the entrepreneurial 
intention of students or graduate students and 
did not include the youth in general, which 
this research study aimed at closing this gap.

This paper will be structured as follow: first 
literature will be provided, which will be followed 
by the problem statement, research objective and 
hypotheses. Next the research methodology and 
data analysis as well as the findings will be discussed. 
The paper concludes with some managerial 
implications and limitations of the study.

lIterature reVIeW
The literature review will include a comprehensive 
overview of current literature on the topic youth 
entrepreneurship. The literature will start through 
the clarification of key terms, discussing a model 
that studies entrepreneurial intention and lastly, the 
youth entrepreneurial intentions in South-Africa.

ClarIfICatIon of KeY terms
Entrepreneurial intention
Thompson (2009:676) defines entrepreneurial 
intention (EI) as “self-acknowledged 
conviction by a person that they intend to set 
up a new business venture and consciously 
plan to do so at some point in the future”.

Youth Entrepreneurship
Chigunta (2002) defines youth entrepreneurship 
as “the practical application of enterprising 
qualities, such as initiative, innovation, creativity, 
and risk-taking into the work environment (either 
in self-employment or employment in small start-
up firms), using the appropriate skills necessary 
for success in that environment and culture.”

tHeorY of Planned BeHaVIour
A known theory to study entrepreneurial 
intention is the theory of planned behavior. Ajzen’s 
(1991:181) planned behaviour theory states that 
behavioural control and behavioural intention will 
ultimately predict the behavioural achievement 
of an individual as cited in Cameron, Ginsburg, 
Westhoff and Mendez (2012:2). Ajzen (1991:182) 
further states in the theory that the resources 
and opportunities available to an individual 
will ultimately determine the behavioural 
achievement. Therefore, this can be applied to 
the entrepreneurial setting of the intention of 
becoming an entrepreneur and the reality of 
becoming one (Robledo, Arán, Sanchez & Molina, 
2015:95). Understanding intention is a useful tool, 
especially in a phenomenon that is rare. Through 
the studying of intention, one can gain insights 
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into new business initiation, without observing 
the initiation (Krueger & Carsrud,1993:315). 

Ajzen (1991:188) identified three conceptual 
determinants of intention which include, attitude 
towards the behaviour, subjective norm and 
perceived behavioural control. These determinants 
are based on the foundations of certain beliefs, 
stating that individuals will favour believes that 
have largely desirable outcomes and one will 
create unfavourable attitude towards behaviours 
that have undesirable outcomes (Ajzen, 1991:191). 

These three determinates have been applied 
to entrepreneurial intention in previous 
studies. The study of Majogoro and Mgabo 
(2012:69), applied the three determinants to 
the perspective of a student, thus, the literature 
will be discussed and applied in terms of the 
study done by Majogoro et al., (2012:69).

Personal attitude 
Personal attitude is an ethos about a specific issue 
at hand (Dinc & Budic, 2016:26). It refers to the 
degree of having a favourable or unfavourable 
attitude towards a certain action. It is the attitude 
towards starting a business and the confidence 
of an individual in becoming an entrepreneur 
(Linán & Chen, 2009:596). Given the research 
study of Majogoro et al., (2012:69), a student 
with experience with self-employment would 
have a positive attitude towards self-employment.

Many studies (Kolvereid and Tkachev, 1999; 
Dohse and Walter, 2009 amd Paço, Ferreira, 
Raposo, Rodrigues and Dinis, 2011:27) found 
that personal attitude has a positive effect on 
the entrepreneurial intention of an individual. 

Subjective norm
Subjective norms are the perceived pressure 
to act or not to act and the extent to which 
individuals will support an activity or behaviour. 
When measuring subjective norm in a research 
related context then the researcher will ask the 
participants about the support received from the 
given family, friends or colleagues when acting 
entrepreneurially (Dinc & Budic, 2016:27). Since 
the perception of these individuals is subjective, 
the factor has been labelled as subjective norm. 
Thus, if students are encouraged and trained 

to start a business, a more positive behaviour 
would be evident to act towards starting a 
business (Majogoro et al., 2012:69). Some 
authors (Kolvereid, 1996:278; Kolvereid and 
Tkachev, 1999:277; and Yordanova & Tarrazon, 
2010) found that subjective norm is significant 
when predicting entrepreneurial intention. 

Perceived behavioural control
Perceived behavioural control refers to the 
ease or difficulty to perform a task or to start 
a business is based on the perception of an 
individual. It is also suggested that the more 
resources and opportunities available, and the 
less obstacles, the more control the individual 
would have over the specific behaviour 
(Malebana, 2012:36). The perceived behavioural 
control factor can be used as a good indication 
of how an individual will perform in a specific 
activity (Dinc & Budic, 2016:27).  Furthermore, 
it is also a controlled believe that one can start 
a business, thus students with confidence and 
believe to start a business would have a higher 
intention to act towards self-employment. 

Many researchers such as (Diaz-Garcia and 
Jimenez-Moreno 2010:261; Shinnar, Giacomin 
and Janssen, 2012:465; Siu and Lo 2013:147) 
studied the aspect of social norm, regarding the 
impact of cultural values and gender differences 
on entrepreneurial intention. Earlier studies of 
Chen, Green and Crick (1998:295) and Zhao, 
Seibert and Hills (2010:259) explored the last 
determinant of controlled behaviour, based on 
self-efficiency that measures entrepreneurial skills 
and the effect it had on entrepreneurial intention. 
All the factors determine the theory of planned 
behaviour, which determines the intention of an 
individual towards self-employment (Majogoro et 
al., 2012:70).  Many studies found that perceived 
behavioural control can positively influence 
one’s intention to start a business (Kolvereid, 
1996:277; Ruhle, Mühlbauer, Grünhagen and 
Rothenstein, 2010:16; Paco et al., 2011:27). 

TBP was a significant model for this research 
study, as Krueger et al., (2000:416) recommended 
that TBP allows for better understanding and 
predicting entrepreneurial actions. It enables 
researchers to predict entrepreneurial intention. 
Therefore, Ajzen’s theory of planned behaviour 
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was suitable for this research study. Figure 1 
illustrates Ajzen’s (1991) entrepreneurial intention 
model, used in this study to determine the 
entrepreneurial intention of the youth in Gauteng. 
According to Ajzen (1991), the theory of planned 
behaviour are the only three variables that directly 
impact entrepreneurial intention, stating that all 
other factors would influence entrepreneurial 
intention through these three variables. 

YoutH entrePreneurIal 
IntentIons In soutH-afrICa
South Africa does not have sufficient individuals 
with the necessary abilities, skills and inspiration 
to establish entrepreneurial activities, which 
has led to the poor economic state of South-
Africa (Benderman, Bezuidenhout, Hewett, 
Rensburg, Naidoo, Arrdt, Bank & Visser; 2011:4)

The current state of youth entrepreneurial 
intentions in South Africa is a worrying factor. 
The youth intention towards entrepreneurship 
is the lowest amongst all sub-Saharan African 
countries, with a TEA rate of only 15%, compared 
to the average of the sub-Saharan African countries 
with 56% (Turton & Herrington, 2012:68) 
Additionally, only 1% of the youth has established 
a business (Turton & Herrington, 2012:74). 

Promoting entrepreneurship amongst the 
youth will emphasise that the youth do have 
alternative employment options by starting 
a new business, rather than waiting for an 
established business to provide a job (Sharma 
& Madam, 2013:2). These findings agree with 
Fatoki (2014:187) and Steenkamp, Van der 
Merwe and Athayde (2011:67), stating that if the 
youth will engage in entrepreneurial activities, 
these youth individuals will be less reliant on the 
government and achieve their own economic 
goals, higher income and more job satisfaction. 

Scrutinizing the South African environment, 
the study of Mbuya and Schachtebeck 
(2014:233) found that both entrepreneurship 
and non-entrepreneurship students in the urban 
environment had high intentions of pursuing 
an entrepreneurial career. Many studies (Gerba, 
2012:258; Muofhe & Du Toit, 2011:345), have 
indicated that entrepreneurship students were 
more attracted to an entrepreneurial career 

than non-entrepreneurship students. However, 
the focus cannot only be placed on the youth 
that are studying towards a career. The study of 
Olufunso (2010:87) found a low entrepreneurial 
intention amongst graduate students in 
South Africa, suggesting that students prefer 
the steadiness of a job opposed to starting a 
business. These findings are in contrast with 
the study of Malebana (2014:137), reporting a 
high entrepreneurial intention amongst rural 
university students. Musengi-Ajulu (2010:5), 
found that fifty-two percent (52%) of youth 
graduates in South Africa have an attraction to 
becoming an entrepreneur. It can be concluded 
that most of the South-African graduates do 
have the intention to become an entrepreneur, 
but based on the TEA rate of the South-African 
youth, the intention to become an entrepreneur 
never turns into the reality of being an actual 
entrepreneur and this is the worrying factor. 

These findings only reflect the entrepreneurial 
intention of students or graduate students 
and do not include the youth in general, 
thus there was a gap in the literature 
which this research study aimed at closing.

Problem investigated
South-Africa is faced with complex challenges 
in promoting economic development among all 
targeted groups, especially due to poor economic 
participation of the youth, which hinders the 
country’s economic growth and development. 
One of the reasons for the high unemployment 
rate and low entrepreneurial activities is due to 
poor participation of the youth in entrepreneurial 
activities (Department of Trade and Industry, 
2013:10). Various government initiatives 
have been in place to address the issue of the 
low entrepreneurial activity in South-Africa. 
Despite these initiatives there are still a low 
number of youth individuals that become or 
intend to become an entrepreneur (Kew et al., 
2013:14). Herrington et al., (2014:40) stated 
that it could be due to the lack of awareness 
with regards to these existing initiatives.

The Gauteng economy is mainly made up of 
tertiary sectors that require workers with the 
necessary skills and capabilities to perform a 
task. However, most of the youth population is 
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unskilled or semi-skilled and therefore the formal 
sector will not create jobs for these individuals 
(Gauteng employment Strategy, 2012:11). To 
address the issue of the high unemployment 
rate of the youth, one needs to determine if an 
entrepreneurial intention is prevalent amongst 
the youth in general and not only those that are 
only affiliated with an educational institution.   

Research objective 
The primary objective of the research study was 
to determine if a significant relationship exist 
between the theory of planned behaviour and the 
entrepreneurial intention of the youth in Gauteng.

Research Hypotheses
The following hypotheses were tested:

•	 H1+   There is a positive relationship between 
personal attitude and the entrepreneurial 
intention of the Gauteng youth 

•	 H2+     There is a positive relationship 
between subjective norm and the 
entrepreneurial intention of the Gauteng 
youth

•	 H3+     There is a positive relationship 
between perceived behaviour control and 
the entrepreneurial intention of the Gauteng 
youth

Graphically the hypotheses 
can be illustrated as follows:

researCH metHodologY
The study used a positivistic paradigm, which 
belongs to the category of epistemology and is 
the observed relationship with the knowledge 
that one is un-discovering (Zhou & Nunes, 

2015). The choice of positivism is supported by 
firstly looking at the definition of positivism that 
states that “as a philosophy, positivism adheres 
to the view that only “factual” knowledge gained 
through observation (the senses), including 
measurement, is trustworthy.” (Crowther, 2008)

To achieve the objective of this study, the research 
followed a quantitative research methodology. 
Quantitative research is used to provide numerical 
measurement and analysis of the data collected. 
Quantitative research is precise, concise and simple 
as opposed to qualitative research that tends to 
be more complex and aims to research a smaller 
population due to the fact that there would be too 
much data to analyse if one had a large population. 

A non-experimental design was used to collect 
data. A non-experimental design consists of 
various forms which include- descriptive, 
relationship, casual comparative and surveys 
(Larry, 2010). Taken the National Youth 
Commission Act (1996) and the National Youth 
Development Policy Framework (2002) into 
account the individuals that fall in the age group 
of 14 to 35 years will be recognised as the youth 
of South-Africa. This is in ordinance with the 
African Youth Charter that defines youth between 
the age of 15 and 34 years. Therefore, the focus 
for this study was youth entrepreneurs between 
the ages of 18-35 years within the Gauteng region.

researCH desIgn
The research design process consisted of two 
phases, the first phase was to obtain the necessary 
literature on the topic of youth entrepreneurship 
and a model to predict entrepreneurial intention. 
This was done through consulting several 
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academic books, journals and articles. The 
second phase consisted of the formal study 
that was conducted using a non-experimental 
design, to collect the relevant data. A survey was 
conducted on the youth within the Gauteng area 
to collect the relevant data for the research study. 

samPlIng
The non-probability purposive sampling 
technique was used. With non-probability 
sample the population do not have an equal or 
no opportunity to be selected in the sample and 
increases the chance of selecting respondents 
at random (Fox and Bayat, 2013). Neuman 
(2011:267), states that purposive sampling is 
based on selecting the sample with a specific 
purpose in mind. Thus, the researcher defined 
the target sample through means of a specific 
purpose to achieve the objectives of the study.

The target population consisted of youth 
individuals that is aged between 18 and 34 
years old that lives in the Gauteng region. The 
total population of Gauteng is approximately 
12,9 million, of which the youth population 
makes up 34,5% thereof, thus the number of 
youth individuals in Gauteng is approximately 
4,4 million (Statistics of South Africa, 2014). 

For a sample to be acceptable, the number of 
responses should be least 5 times the number of 
variables (Cooper and Schindler, 2011:429). A 
sample size in the scope of 150 to 500 is suggested. 
Therefore, a sample size of 250 respondents 
was ample for the study as it falls between the 
ranges of 150 to 500, which would take non-
responses into account (Fox et al., 2013:61). 

data ColleCtIon
Zikmund et al. (2013:68) distinguish between 
three different research methods which includes- 
survey methods, observation- and experiments. 
Taking the main objective of the study into 
account, a survey-questionnaire instrument was 
adopted to obtain the relevant data from the 
respondents. The self-administered questionnaire 
was distributed to youth individuals listed on 
the database of two individual organisations: 
(1) Johannesburg Digital Ambassadors (JDA) 
and (2) Reunert College within the Gauteng 
region. Hard copies of the questionnaires 

were distributed to Reuenert College and 
collected by the researcher, and an electronic 
copy of the questionnaire was distributed 
to JDA, through email and an online link. 

The research instrument consisted of two scale 
instruments, namely (1) nominal scale and (2) a 
Likert scale. The nominal scale was used to obtain 
demographic information from the respondents 
and the Likert scale was used to examine the 
extent to which respondents agree or disagree with 
the statements given in the questionnaire. The 
questions included in the Likert scale, was used to 
measure the dependent variable- entrepreneurial 
intention and the following independent 
variables- personal attitude, subjective 
norm and perceived behavioural control.

relIaBIlItY and ValIdItY
Reliability is defined “as the degree to which 
measures are free from errors and therefore yield 
consistent results” (Zikkmund et al., 2013:303). 
To determine the reliability of the study, the 
instrument was pilot tested on five respondents. 
The results were compared to see if the instrument 
was reliable or not and thus the reliability of 
the project could have been improved (Fox et 
al., 2013:103). The internal consistency of the 
questionnaire was measured, using Cronbach 
alpha coefficient (α). Cronbach alpha measures 
how well variables will measure a single construct 
(Andrew, Pederson, McEvoy, 2011:202).

relIaBIlItY analYses
The reliability of a questionnaire is measured 
through internal consistency of items using 
Cronbach’s coefficient alpha (α). Internal 
consistency refers to the correlation between 
the items of the measuring construct. Thus, 
the Cronbach alpha was used to measure the 
correlations between the items and to determine 
how well the items are positively related 
(Sekaran & Bougie, 2010:162). The higher the 
mean value of the inter-item correlation (r), 
the higher the Cronbach alpha (α) value and 
the more items in the Likert scale, the higher 
the Cronbach alpha (α) value (Warmbrod, 
2014:35). If the items are strongly correlated, 
the internal consistency will be close and if the 
items are not strongly correlated, it will be close 
to zero (Vosloo, 2014:344). Cronbach’s coefficient 
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alpha (α) was calculated for the questionnaire. 
The alpha values are illustrated in table 3.

taBle 3 CronBaCH alPHa (α) Values

topic number of 
questions

Cronbach 
alpha’s 

Coefficient
Personal 
attitude 10 0.907

Subjective 
norm 9 0.783

Perceived 
behavioural 
control

8 0.918

Entrepreneurial 
intention 10 0.941

The acceptable Cronbach alpha value range from 
0.7 and above, values that are below 0.7 can be 
interpreted as an unreliable scale (Tavakol & 
Dennick, 2011:54). The Cronbach alpha values 
for the five individual factors ranged from 0.6 
to 0.9. Personal attitude (0.907), subjective 
norm (0.783), perceived behavioural control 
(0.918), entrepreneurial intention (0.941), 
had a Cronbach alpha value greater than 0.7, 
which indicates good internal consistency. 
Based on all the Cronbach alpha values, it 
can be interpreted that the questionnaire is 
reliable and reflects good internal consistency.

Taking all the findings into considerations, the 
main objective of the study was to determine 
the if a significant relationship exists between 
the theory of planned behaviour and the 
entrepreneurial intention of the youth in 
Gauteng, through testing hypotheses H1+, 
H2+, H3+. It can therefore be concluded that 
personal attitude, subjective norm and perceived 
behavioural positively influences entrepreneurial 
intention and thus hypotheses H1+ (there is a 
positive relationship between personal attitude 
and the entrepreneurial intention of the Gauteng 
youth), H2+ (there is a positive relationship 
between subjective norm and the entrepreneurial 
intention of the Gauteng youth) and H3+ (there 
is a positive relationship between perceived 
behaviour control and the entrepreneurial 
intention of the Gauteng youth) has been accepted. 

ValIdItY
Validity measures the degree to which a study 
succeeds in measuring what it is supposed to 
measure and to find differences within the study 
as true reflection of the respondents (Cooper 
& Schindler, 2011:245). Content validity was 
ensured through consulting subject matter 
experts of entrepreneurship, to determine if 
the questions in the instrument measures the 
specific construct in the question. Construct 
validity was determined through tapping into 
the theory of entrepreneurship and aspects 
relevant to an entrepreneur. Criterion validity 
was determined by measuring the instrument 
against the Entrepreneurial Intention Model 
(EIQ), developed by Liñán and Chen (2009:612).

results
During the data collection process, 
400 questionnaires were distributed, of 
which 364 questionnaires were collected 
and 357 questionnaires were usable. 
This equalled an 89,25% response rate. 

The hypotheses of the study were tested, using 
a multiple linear regression analysis (Quinlan, 
2010:401). Two methods of data analysis have 
been identified: (1) Statistical Package for Social 
Science (SPSS) was used to analyse the data 
and present it in frequencies distribution tables 
and, (2) Microsoft excel was used to interpret 
data and visually present the data in different 
graphs to easily interpret the large set of data.

Firstly, the demographic characteristics 
of the participants will be discussed, 
followed by the results of the inferential 
statistics and the frequency distributions.

demograPHIC desCrIPtIon
The demographic descriptions include, 
age, gender, ethnicity, highest education 
and current employment status. 

In the total sample of 364 respondents, 7 
respondents (1,9%) were aged between 14-17 
years, 229 respondents, were age between 18-
24 years, which was the majority (62,9%), 121 
respondents (33,2%) were aged between 25-34 
years and lastly 7 respondents (1,9%) were aged 
35 years and older. Being regarded as a youth 
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individual, one can only be aged between 14-
34 years, thus, the age group 35 and older (7 
respondents) were removed from the study, leaving 
a useable 357 responses. Based on the total sample 
of 357, 152 of respondents were males (42,6%) 
and 205 respondents were females (57,4%). 

The ethnicity distribution indicated that 
180 respondents (50,4%) were Black, 
154 respondents (43,1%) were White, 12 
respondents (3,4%) were Indian or Asian and 
lastly, 11 respondents (3,1%) were Coloured. 

Based on the level of education, only 4 
respondents (1,1%) have grade 11 or lower, 184 
respondents (51,5%) have grade 12 (matric), 49 
respondents (13,7%) have a post matric Diploma 
or Certificate, 59 respondents (16,5%) have 
Baccalaureate Degree(s) and 59 respondents 
(16,5%) have a Post-Graduate Degree(s). The 
distribution of the employment status contributed 
in determining the percentage of youth that are 
currently pursuing entrepreneurial activities or 
would prefer the security of a permanent job. 
Therefore, 105 respondents (29,4%) are working 
full-time, 25 respondents (7%) are working part-
time, 33 respondents (9,2%) are self-employed, 
48 respondents (13,4%) are unemployed 
and 146 respondents (40,9%) are students.

The average youth respondent in this study is 
female, aged between 18 and 24 years, with an 
educational background of matric (grade 12), that 
is currently enrolled as a student or working full-
time and do have the intention to start a business 
in the future, however the average respondent 
has not yet owned a business in the past. 

InferentIal statIstICs
Inferential analysis is a statistical process that is 

used to make certain conclusions and predications 
about a population, based on the analyses of a 
sample. This section aims at determining the 
entrepreneurial intention of the population by 
asking if the respondent has the intention to 
start a business or not and if a business has been 
owned in the past. The respondents then provided 
reasons for not continuing with self-employment. 

entrePreneurIal IntentIon
The respondents were asked whether they have the 
intention to start a business or not. This question 
was only relevant to the respondents that were 
working full-time, part-time, unemployed or a 
student. 198 respondents (77,6%) said “yes” they 
do have an intention to start a business in the future 
and 56 respondents (22,0%) said “no” they don’t 
have an intention to start a business in the future. 

After which the respondents were asked if they 
have owned a business in the past and if yes, why 
did they not continue with self-employment. The 
findings indicate that 49 respondents (15,1%) have 
owned a business in the past and 255 respondents 
(78,7%) have not owned a business in the past. 

Based on the 49 respondents that owned a 
business in the past, several reasons were provided 
by the respondents for not continuing with the 
business. Table 4 indicates that the most common 
three reasons were (1) business was a liability (2) 
financial challenges and (3) furthering education. 

Some of the other reasons provided by the 
respondents included that selling on credit led 
to the business not being profitable, the location 
of the business was not suitable, materials were 
stolen and the profits were to inconsistent, 
causing slow growth. It can therefore be 
concluded that the intention to start a business 

taBle 4 maIn reasons for not ContInuIng WItH self-emPloYment

  reason for not continuing with self-
employment frequency Percentage

Main Reasons
Business was a liability 6 12.24%

Financial challenges 11 22.45%
Furthering education 10 20.41%

  total 27 55.10%
Other Reasons Other reasons 22 44.90%
  grand total 49 100.00%
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is evident, however only few have started a 
business in the past and did not continue with 
self-employment, based on the reasons provided 
before. Thus, these challenges can be one of 
the reasons for only having the intention to 
start a business, but never actually pursuing it.  

freQuenCY dIstrIButIons
Frequency distributions were computed to 
capture the variables that are most relevant to 
the study. This included the dependent variable, 
entrepreneurial intention and the independent 
variables, personal attitude, subjective norm and 
perceived behavioural control. The frequency 
distributions were measured using a Seven-point 
Likert scale ranging from (1= Strongly disagree to 
7 = Strongly agree). The captured responses will 
be presented in a frequency table (see Tables 5-9). 

entrePreneurIal IntentIon
To determine the entrepreneurial intention 
amongst the youth, the respondents were 
asked to answer ten questions based on 
the intention to become an entrepreneur. 

Table 5 indicates that most of the respondents 
strongly agreed on the questions, with a mean 
higher than 5. The following question had 
the highest mean of 5.43 (Q.9.9) “I have the 
intention to start a business in the foreseeable 
future”, with 133 respondents (37,8%) strongly 
agreeing with this statement. Followed by (Q.9.6) 
with a mean of 5.29, “I have seriously thought 
of starting a business”, with 131 respondents 
(37,0%) strongly agreeing with this statement. 
However, there was one statement with a mean 
of 3.67 (Q.9.7) “I have the intention to start a 
business in the next year”, with 71 respondents 
(20,1%) strongly disagreeing with this statement.

These findings indicate that there is an intention 
to start a business amongst the youth in Gauteng, 
however the intention to start a business is only in 
the foreseeable future and not within the next year, 
thus most of the respondents are not currently 
pursuing entrepreneurial activities or imminent in 
starting a business. Thus, the total entrepreneurial 
activity (TEA) rate for the Gauteng youth will 
not dramatically increase within the next year. 

taBle 5: freQuenCY dIstrIButIon taBle of entrePreneurIal IntentIon

 
n

mean median mode std. 
deviationValid missing

9.1 I am ready to do anything to be an 
entrepreneur 353 4 5.01 5.00 7 1.739

9.2 My professional goal is to become 
an entrepreneur 354 3 4.60 5.00 7 2.038

9.3 I will make every effort to start 
and run my own business 354 3 5.05 6.00 7 1.825

9.4 I am determined to create a 
business venture in the future 354 3 5.42 6.00 7 1.663

9.5 In my life I have participated in 
some sort of entrepreneurial activities 354 3 5.26 6.00 6 1.728

9.6 I have seriously thought of starting 
a business 354 3 5.29 6.00 7 1.891

9.7 I have the intention to start a 
business in the next year 353 4 3.67 4.00 1 2.061

9.8 I have the intention to start a 
business in the next five years 352 5 4.75 5.00 7 2.071

9.9 I have the intention to start a 
business in the foreseeable future 352 5 5.43 6.00 7 1.798

9.10 Overall, I consider 
entrepreneurship as a career option 354 3 5.20 6.00 7 1.819

sourCe: autHor’s ComPIlatIon
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Seeing that Gauteng is the hub for the growing 
economy (Molokwane, 2014), these findings will 
leave South-Africa in the same position with a 
low TEA rate of 15% amongst the youth, which is 
the lowest amongst all the Sub-Saharan countries. 

Personal attItude
The questions were intended to measure the 
positive or negative attitude towards becoming 
an entrepreneur, by answering ten questions. 

Table 6 indicates that most of the questions had 
a mean higher than 5. The two statements with 
the highest mean, (Q.6.3), with a mean of 6.03, 
“If I had the opportunity and resources, I’d like 
to start a business”, with 178 respondents (51,1%) 
strongly agreeing with the statement and (Q.6.4) 
with a mean of 5.70, “Being an entrepreneur 
would entail great satisfactions for me”, with 
122 respondents (35,0%) strongly agreeing 

with the statement. Taken the statement with 
the lowest mean of 4.29 into account, (Q.6.7) 
“If I was offered a job which paid an attractive 
salary, I would not take the job, but rather 
start my own business”, with 63 respondents 
(18,1%) strongly disagreeing with this statement. 

These findings can be interpreted that most the 
respondents do have a positive attitude towards 
becoming an entrepreneur. However, most of 
the respondents would rather take a job with an 
attractive salary, than to start a business, meaning 
that a steady income is more attractive than the 
risk of being self-employed. Thus, the respondent 
would not mind being an entrepreneur if the 
risks are low and the business is profitable. 
Hence the tendency to have a positive attitude 
towards becoming an entrepreneur is evident, 
but is prevalent with a list of requirements. 

taBle 6 freQuenCY dIstrIButIon taBle of Personal attItude

 
n

mean median mode std. 
deviationValid missing

6.1 Being an entrepreneur implies 
more advantages than disadvantages 
to me 

349 8 5.38 6.00 6 1.432

6.2 A career as an entrepreneur is 
attractive for me 349 8 5.40 6.00 6 1.572

6.3 If I had the opportunity and 
resources, I’d like to start a business 348 9 6.03 7.00 7 1.393

6.4 Being an entrepreneur would 
entail great satisfactions for me 349 8 5.70 6.00 7 1.383

6.5 Among various options, I would 
rather be an entrepreneur 349 8 4.93 5.00 7 1.753

6.6 I spend time learning about 
starting a business. 349 8 4.29 5.00 5 1.941

6.7 If I was offered a job which paid 
an attractive salary, I would not take 
the job, but rather start my own 
business

349 8 3.52 4.00 4 1.852

6.8 I am determined to work hard to 
become an entrepreneur. 350 7 4.90 5.00 7 1.816

6.9 I have the skills and capabilities to 
be a successful entrepreneur 350 7 5.20 6.00 6 1.554

6.10 Entrepreneurship is regarded as 
a desired career choice by the youth 
of South Africa. 

347 10 5.08 5.00 6 1.679

sourCe: autHor’s ComPIlatIon
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suBJeCtIVe norm
The questions were intended to measure the 
impact that society can have on the entrepreneurial 
behaviour of an individual, more specifically the 
acceptance that an individual would receive from 
peers, such as family and friends when becoming 
an entrepreneur, by answering nine questions. 

Table 7 indicates that most of the questions had 
a mean higher than 5. Two of the questions were 
predominantly agreed on, with the highest mean 
of 5.88, (Q.7.9) “Role models can encourage me 
to start a business”, with 144 respondents (40,7%) 
strongly agreeing with the statement and second 
highest mean of 5.19, (Q.7.6) “I personally 
know someone who is an entrepreneur in my 
family”, with 149 respondents (42,5%) strongly 
agreeing with the statement. Based on the 
findings, most of the respondents agree that 
society do have an impact on the decision-
making process of becoming an entrepreneur. 
Thus, subjective norm is a contributing factor 

for an individual to become an entrepreneur. 

PerCeIVed BeHaVIoural Control
The questions were intended to measure 
the how easy or difficult it is to become an 
entrepreneur, by answering eight questions. 

Table 5 indicates that some of the questions 
had a mean higher than 5. One of the questions 
were predominantly agreed on, with a mean of 
5.70, (Q.8.7) “I am prepared to learn whatever 
is necessary to become an entrepreneur”, with 
146 respondents (41,4%) strongly agreeing 
with the statement. The findings indicated 
that the perception of the respondents is that 
it would be easy to become an entrepreneur. 

Based on the findings of personal attitude, 
subjective norm and perceived behavioural 
control, it be concluded that these three variables 
of the TPB can predict the entrepreneurial 
intention of the Gauteng youth. The findings 
revealed that the Gauteng youth do have 

taBle 7 freQuenCY dIstrIButIon taBle of suBJeCtIVe norm

 
n

mean median mode std. 
deviationValid missing

7.1 My family will support me to be 
an entrepreneur 355 2 5.48 6.00 6 1.535

7.2 My friends will support me to be 
an entrepreneur 352 5 5.61 6.00 6 1.352

7.3 My colleagues will support me to 
be an entrepreneur 351 6 5.16 5.00 6 1.421

7.4 My family will provide financial 
support to help start a business 354 3 4.20 4.00 4 1.789

7.5 My friends will provide financial 
support to help me start a business 355 2 3.40 4.00 4 1.663

7.6 I personally know someone who 
is an entrepreneur in my family. 351 6 5.19 6.00 7 2.183

7.7 My family will provide non-
financial support such as skills, 
knowledge and resources to help me 
start a business

354 3 5.22 6.00 7 1.818

7.8 My friends will provide non-
financial support such as skills, 
knowledge and resources to help me 
start a business

355 2 5.05 5.00 6 1.653

7. 9 Role models can encourage me 
to start a business 354 3 5.88 6.00 7 1.338

sourCe: autHor’s ComPIlatIon
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the intention to start a business in the 
future, based on the variables of the TPB. 

regressIon analYsIs
Regression analysis was employed to test 
hypothesis H1+, H2+ and H3+. The first 
step in the regression analysis is to conduct a 
correlation analysis on the dependent variable 
(entrepreneurial intention) and independent 
variables (personal attitude, subjective 
norm and perceived behavioural control). 
Table 10 indicates the correlation analysis. 

Table 10 indicated that the dependent variable, 
entrepreneurial intention is positively correlated 
to the independent variables- personal attitude, 
subjective norm and perceived behavioural 
control. The level of significance indicated that 
the p-value  0,05, thus, the null hypothesis (H0) 
will be rejected and the alternative hypothesis 
will be accepted (H1). The independent 
variables personal attitude, subjective norm 
and perceived behavioural control are 
all inter-correlated, with a p-value  0,05. 

CoeffICIents
Coefficient values determines if a relationship 
exist between the dependent and independent 
variables, which will then be assessed. The 
strength of the relationship can range from -1 to 
+1, if a value is zero, then there is no relationship 
and if a value is 1, then there is a relationship 
(Pallant, 2013:139). Table 11 shows the 
coefficients values for the independent variables. 

Table 11 indicated that the level of significance for 
the constant value is (p=0.218), indicating that 
the p-value , therefore the null hypothesis (H0) 
will not be rejected. The independent variables- 
personal attitude (p=0.000) and perceived 
behavioural control (p=0.000), indicated that the 
p-value  0,05, therefore the null hypothesis (H0) 
will be rejected and the alternative hypothesis 
will be accepted (H1). This can be interpreted 
that these independent variables contribute 
significantly to the model. However, subjective 
norm (p=0.880) indicated that the p-value, 
therefore the null hypothesis (H0) will not be 
rejected, meaning that, the independent variable 
has a very small contribution to the model. 

taBle 8 freQuenCY dIstrIButIon taBle of PerCeIVed BeHaVIoural Control

 
n

mean median mode std. 
deviationValid missing

8.1 To start a business and keep it 
working would be easy for me 352 5 4.46 5.00 5 1.492

8.2 I am prepared to start a workable 
business 349 8 5.05 5.00 6 1.673

8.3 I can control the creation process 
of a new business 353 4 4.93 5.00 6 1.496

8.4 I know the necessary practical 
details to start a business 353 4 4.70 5.00 6 1.662

8.5 It is easy for me to develop a new 
business idea 354 3 4.67 5.00 5 1.577

8.6 If I tried to start a business, I 
would have a high probability of 
succeeding

353 4 5.12 5.00 6 1.502

8.7 I am prepared to learn 
whatever is necessary to become an 
entrepreneur.

353 4 5.70 6.00 7 1.521

8.8 I have potential to become a 
successful entrepreneur. 353 4 5.73 6.00 7 1.379

Source: Author’s compilation
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Since the independent variables (personal 
attitude and perceived behavioural control) 
contributes significantly to the model, 
one needs to determine the amount of 
contribution made, which is determined by 
the unstandardized beta. Unstandardized beta 
can be interpreted as follow: for every one 
unit change in the independent variable, the 
dependent variable will change by X units. 

For every one unit that personal attitude increase 
with, entrepreneurial intention will increase 
with 0.534 units. And for every one unit that 

perceived behavioural control increase with, 
entrepreneurial intention will increase with 0.600 
units. Based on the standardized coefficient value, 
perceived behavioural control (0.514) contributes 
most to the model and personal attitude 
(0.432) contributes second most to the model. 

managerIal ImPlICatIons
The large number of youth unemployment has 
led to an interest amongst many researchers 
and governments to address this issue and 
promote entrepreneurship amongst the youth 
(Diaconu, Duto, 2015:15). It is important to 

taBle 10: CorrelatIons of dePendent and IndePendent VarIaBles

  entrepreneurial 
Intention

Personal 
attitude

subjective 
norm

Perceived 
Behavioural 

Control

Pearson 
Correlation

entrepreneurial Intention 1.000 0.822 0.362 0.842

Personal attitude 0.822 1.000 0.396 0.790
subjective norm 0.362 0.396 1.000 0.396

Perceived Behavioral 
Control 0.842 0.790 0.396 1.000

sig.           
(1-tailed)

entrepreneurial Intention 0.000 0.000 0.000

Personal attitude 0.000 0.000 0.000
subjective norm 0.000 0.000 0.000

Perceived Behavioral 
Control 0.000 0.000 0.000

n

entrepreneurial Intention 276 276 276 276

Personal attitude 276 276 276 276
subjective norm 276 276 276 276

Perceived Behavioral 
Control 276 276 276 276

sourCe: autHor’s ComPIlatIon
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identify potential entrepreneurs with realistic 
medium to high growth businesses. These 
entrepreneurs need the necessary support to start 
and grow the business. Various support initiatives 
can be introduced to facilitate this support. 

Government can introduce entrepreneurship as a 
subject in the secondary schooling system and career 
advice services should be presented to secondary 
schools, to encourage entrepreneurship as career 
option. Furthermore, providing scholarships 
to study entrepreneurship courses, offer short 
courses to write a business plan. Universities, 
colleges and other business institutions can 
establish partnerships with the private sector 
to include entrepreneurship programs and 
courses that is both theoretical and practically. 

Training programs should be introduced, whether 
provided through public sector, private sector or 
formal educational institutions. The programs 
should include university degrees, diplomas, 
certificates, workplace-based apprenticeships 
and it should include soft skills that are aimed 
at preparing the youth for the labour market. 
The youth will be provided with more skills that 
will allow make them more equip to start a new 
business. Job interventions is another approach 
to address the issue of high unemployment. 
Job interventions can assist the youth with 
information on who to approach when having 
an idea to start a business. Labour centres should 
be introduced where firms can advertise and 
provide on the job training opportunities and 
create internship opportunities for the youth, 
to obtain the necessary business management 
skills and financial skills. Financial capital is one 
of the challenges that the youth face, to address 
these challenges, wage subsidies can be provided 
to encourage the youth to start a business, these 
subsidies can be used as an injection capital to 
kick start a business. Cheaper finance should be 
provided to potential and existing entrepreneurs to 
start and grow a business. The youth itself needs to 
realise the impact that their contribution can make 
to the economy of the country and could possibly 
reconsider their future goals and career options. 

lImItatIons of studY
The findings of the study should be viewed 
considering the limitations of the study. The study 

was limited to a sample frame that only included 
the youth in the Gauteng region.  The findings 
cannot be generalised to all the youth in South-
Africa. The data collection method, questionnaires 
could have caused for misinterpretation amongst 
the respondents. Furthermore, the close ended 
questions did not allow the respondents to 
give an opinion on the question and topic. 

ConClusIon
Gauteng is regarded as the economic hub of 
South-Africa (Molokwane, 2014). Based on 
this, most of the pressure will be placed on 
South-Africa to address the issue of youth 
unemployment. The findings indicated that the 
variables personal attitude, subjective norm 
and perceived behavioural control affect the 
entrepreneurial intention of the youth in Gauteng. 
Applying the theory of planned behaviour to 
the Gauteng youth, the study revealed that the 
youth in Gauteng do have the intention to start 
a business, but only in the foreseeable future and 
this will leave South-Africa in the same position 
with a below average total entrepreneurial activity 
(TEA) rate of 15% amongst the youth. Therefore, 
there is a need to promote entrepreneurship 
amongst the youth and alternative tools will 
be needed to transform the entrepreneurial 
intention into entrepreneurial action. Based on 
the statistics that only 14% of the South-African 
youth is enrolled in an educational institution, 
leaving 86% of the youth that is not enrolled in 
an educational institution, both government and 
the private sector will need to find alternative 
ways of transferring entrepreneurial knowledge 
and encouraging entrepreneurship as a career 
option. These tools could include- role models, 
incubation programs, workshops and coaching 
that will run outside educational institutions. 

It is of utmost importance to conduct future 
research on the topic of youth entrepreneurial 
intention, taken the high youth unemployment 
rate into account, since the issue has not yet been 
addressed.
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aBstraCt
Research over the years has consistently shown 
that women entrepreneurs add exponential 
growth to the economic wellbeing of any nation 
through their entrepreneurial activities. As 
such, the growth of women-owned businesses 
is vital for the continuous economic progress of 
a nation. However, while some entrepreneurs 
aspire for growth, others deliberately refrain 
from growth. Understanding the factors that 
motivate such decisions is especially important 
for advancing the current knowledge on women 
entrepreneurship especially in a developing world 
context. Consequently, this study has as objective 
to examine the desired outcomes that motivate 
women to either aspire to grow their businesses 
or to deliberately decide to remain small. Also, 
differences in desired outcomes that drive or 
hinder growth based on the marital status of 
the women entrepreneurs were examined. The 
findings showed that, while financial success, 
recognition, self-realisation, innovation and 
independence motivate women entrepreneurs 
to aspire to grow, work-family balance and 
maintaining control of the business motivate others 
to deliberately refrain from growth. Moreover, 
innovation motivates women entrepreneurs to 
grow except for married women while a desire 
for adequate work-family balance only significant 
motivates married women to deliberately 
refrain from growth. The study culminates with 
a discussion of the implications of the study.

Keywords: Women entrepreneurs, growth 
aspiration, motivation, south africa 

IntroduCtIon
The decision on whether or not to grow is a 
choice every entrepreneur has to make which 
is dependent on the entrepreneurs’ desired 
outcomes for the size and scope of the business 
at start-up which eventually determines and 

affects the growth of the business over time 
(Cassar 2007:89; Manolova, Brush, Edelman & 
Shaver, 2012:7). Growth intention is an important 
characteristic of entrepreneurial behavior and is 
central in understanding venture development 
and growth (Zampetakis, Bakatsaki, Kafetsios & 
Moustakis, 2016:2). Growth intention has been 
identified as an important predictor of actual 
business growth (Delmar & Wiklund, 2008:437; 
Zampetakis, et al., 2016:2). Stam, Suddle, Hessels 
& van Stel (2009) assert that entrepreneurs with 
growth intentions play a great role in enhancing 
the economic growth of country comparative 
to self-employment rates or general start-up 
rates. Nonetheless, many entrepreneurs are not 
interested in growth or intentionally refrain from 
pursuing growth (Neneh &Van Zyl, 2014:172), 
with empirical findings producing mixed results.

Extant research suggests that there is a 
considerable gender difference in entrepreneurs’ 
intentions to grow their businesses (Manolova et 
al., 2012:17; Zampetakis et al., 2016:3; Ali, 2016; 
Edelman, Brush, Manolova & Greene, 2010:175). 
This is because the growth intention of a firm is 
motivated by several desired outcomes which 
often vary considerably across men and women 
(Zampetakis et al., 2016:3). The growth intentions 
for men is often solely motivated by financial 
reasons, however, that for women is more complex 
and motivated by a variety of different personal 
and economic reasons (Manolova et al., 2012:19). 
The complexities associated with women 
entrepreneurship have called for a need to isolate 
and study women entrepreneurs (Mari Poggesi & 
De Vita, 2016:477). By having a series of motivating 
factors, women entrepreneurs can persist more in 
the face of adversity. The growth of women-owned 
enterprises is vital in every economy and extant 
research suggests that women add exponential 
growth to the economic wellbeing of a country. 
As such, understanding the desired outcomes 

groWtH asPIratIons among Women entrePreneurs In 
soutH afrICa
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that motivate women entrepreneurs to grow in a 
developing world context is not only important 
but necessary. In evaluating the motivations 
of women entrepreneurs, it is vital to consider 
some inherent differences that exist among 
women entrepreneurs. One of such difference is 
the marital status of the women entrepreneurs 
as Patrick, Stephens and Weinstein (2016:387) 
established that married and unmarried women 
might have different factors that either push or 
pull them to self-employment and subsequently 
the growth of their businesses. Understanding 
these differences is imperative for advancing 
knowledge in the study of female entrepreneurs 
as married and unmarried entrepreneurs are 
likely to be motivated by disparate factors. 

ProBlem statement
In South Africa, women make up approximately 
half of the country’s work force and thus play an 
important role with regards to the development 
of the country’s economy (Akhalwaya & Havenga, 
2012:11; Tsele, 2015). Nonetheless, statistics by 
the Global Entrepreneurship Report (GEM) 
conducted before 2010, established that in South 
Africa, men are 1.5 to 1.6 times more likely to be 
involved in early stage entrepreneurial activities, 
when compared to women (Simrie, Herrington, 
Kew & Turton, 2012:22). Also, statistics by the 
GEM report (2014) revealed that only 6.2% of 
South African adult women were involved in 
entrepreneurship, down from 9% in 2013 (Tsele, 
2015; Herrington et al., 2014:9). Furthermore, 
the 2011 First National Bank (FNB) report on 
female entrepreneurship established that only 
38% of South Africa’s established businesses were 
owned by women (Mathonsi, 2013). In addition, 
recent statistics by the MasterCard index for 
women entrepreneurs (2017) established that in 
South Africa women accounted for only 19.1% 
of business owners, which is disappointingly 
low when compared to its global counterparts. 
Additionally, the size of women owned businesses 
in South Africa in absolute terms is far smaller than 
that for male entrepreneurs (SBP, 2013:3). Prior 
research has increasingly shown that sometimes 
the fact that men have bigger businesses than 
women can be explained by the differences in 
growth aspirations as men tend to have a higher 
growth aspiration than women (Tagg &Wilson, 
2012:5,11). However, the interesting part for 

South African women entrepreneurs is that most 
of these women entrepreneurs in South Africa 
have been noted to have a strong motivation to 
grow their businesses (SBP, 2013:4), which can, 
therefore, be highly beneficial for the economy 
as business that grow are likely to create more 
jobs. However, what are less understood are the 
factors that motivate these growth aspirations 
among South African Women entrepreneurs, 
and if these factors differ from those motivating 
their male counterparts. Consequently, it 
becomes essential to research factors that 
motivate women entrepreneurs to grow.

While extant research suggests that, there is a 
considerable gender difference in entrepreneurs’ 
intentions to grow their businesses as the growth 
intention of a firm is motivated by several desired 
outcomes which often vary considerably across 
men and women. Prior investigations (Manolova 
et al., 2012:17; Zampetakis et al., 2016:3; Ali, 2016; 
Edelman, Brush, Manolova & Greene, 2010:175) 
have mostly been conducted in developed 
countries and thus there is need to address this gap 
as it will shed more light on women entrepreneurs 
in developing countries like South Africa. Also, 
the motives to grow or refrain from growth for 
women entrepreneurship in South Africa is not 
known as while some women entrepreneurs 
aspire for growth, others deliberately refrain from 
growth. Hence, understanding the factors that 
motivate such decisions is especially important 
for advancing the current knowledge on women 
entrepreneurship especially in a developing 
world context. Consequently, this study has as 
objective to examine the desired outcomes that 
motivate women to either aspire to grow their 
businesses or to deliberately decide to remain 
small. Also, differences in desired outcomes that 
drive or hinder growth based on the marital status 
of the women entrepreneurs were examined.

oBJeCtIVe of tHe studY
 Hence this study seeks to address this gap by 
investigating the desired outcomes that motivate 
women to either grow their businesses or choose 
to remain small. Additionally, the study seeks 
to determine if these factors that motive growth 
outcomes of women-owned businesses differ based 
on the marital status of the female entrepreneur. 
To achieve this goal, the desired outcomes 
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that motivate growth are selected from the 
entrepreneurial expectancy framework (Edelman 
et al., 2010:179; Manolova et al., 2012:10) and used 
in the context of this study. Moreover, the desired 
outcomes are extended with those that motivate 
female entrepreneurs to choose to remain small. 

lIterature reVIeW
Growth intentions
Several theories such as the Expectancy Theory 
(Vroom, 1964); Expectancy-Value Theory of 
Attitudes (Fishbein & Ajzen, 1975), and Theory 
of Planned Behaviour (Ajzen, 1991) have been 
used to understand and explain an individual’s 
intention to pursue growth. Amongst the most 
commonly used is the Expectancy-Value theory 
which is based on the assumption that “people 
orient themselves to the world according to their 
expectations (beliefs) and evaluations” (Fishbein 
& Ajzen’s, 1975:1). Behaviour is a function of the 
belief relevant to the behavior and this belief is 
viewed as a determinant of a person’s intention 
and action. Hence, given that individuals are 
goal-oriented beings, they turn to perform 
behaviors in response to their beliefs and values 
so as to achieve their end goals. As a result, an 
entrepreneur’s belief about the consequences of 
growth will provide insight into the reasons as to 
why they think growing their business is either 
good or bad (Delmar & Wiklund, 2008:450). 
Many researchers (Delmar & Wiklund, 2008:437; 
Zampetakis, et al., 2016:4; Ali, 2016; Geraudel, 
Cesinger & Gundolf, 2016) agree that, growth 
is an essence of entrepreneurship and a good 
predictor of business success. Also, growth is 
a key driver of wealth creation, employment 
creation and economic growth and development 
of every country (Neneh & Van Zyl, 2014:173). 
Nevertheless, not all entrepreneurs are interested 
in growth with some deliberately refraining from 
pursuing growth. This follows from the view that 
firm growth is deliberate, and thus depends on 
the entrepreneur’s mindset which comprises of 
the owner’s personal motivations, attitudes, and 
perceptions as well as the vision of the business 
(Geraudel et al., 2016). Mappigau and Maupa 
(2013:237) established that an entrepreneurs’ 
intention plays a pivotal role in understanding 
the process of entrepreneurship with respect to 
the growth of the business. Likewise, Terjesen and 
Szerb (2007:155) established that, a firm’s growth 

is a mixture of what the entrepreneur wants, 
alongside what is possible which is dependent 
on the entrepreneur’s skills, the availability of 
critical resources and the presence of available 
opportunities. Consequently, Shepherd and 
Haynie  (2009) emphasize that a firm’s growth 
is closely entwined with the entrepreneurs’ 
identity. As such, even though factors such as 
skills and resources might be crucial in fostering 
firm growth, the desire to grow must first be 
conceived by the entrepreneur. It is in this light 
that researchers have suggested that the desire 
to grow a firm is motivated by several desired 
outcomes. Also, the fact that some entrepreneurs 
deliberately refrain from growth suggest that other 
factors motivate entrepreneurs to remain small. 

Growth motivators
As previously indicated, firm growth is often 
motivated by desired outcomes. Following 
from prior studies (Carter, Gartner, Shaver & 
Gatewood, 2003:7; Manolova et al., 2012:10) 
this study identified five desired outcomes 
that motivate entrepreneurs to want to grow 
their business. These desired outcomes are 
self-realisation, financial success, innovation, 
recognition, and independence. Additionally, two 
desired outcomes that motivate entrepreneurs to 
keep their business small are also reviewed. These 
two desired outcomes are work-family balance 
and maintaining control of the business. The first 
group of motivators is classified as growth drivers 
while the latter is classified as growth inhibitors. 

Growth drivers
Growth drivers are the desired outcomes 
that motivate entrepreneurs to aspire to 
grow their businesses. These include self-
realisation, financial success, innovation, 
recognition, and independence. These 
growth drivers are discussed below. 

Self-realisation
Manolova et al (2012:13) define self-realization 
as “the pursuit of goals that are of interest to the 
entrepreneur”. Self-realization represents the 
ultimate actualization of utilizing one’s fullest 
capacity to contribute to the society and thus 
acknowledged as the key to business success 
(Kolb, 2008). Researchers (Birley & Westhead 
1994) identified self-realisation as one of the 
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motivations entrepreneurs stated for starting 
their businesses. Additionally, prior studies 
showed that self-realisation was one of the 
reasons that motivated women entrepreneurs 
to aspire to grow their businesses (Manolova 
et al., 2012:17; Edelman et al., 2010:187). 

Financial Success
Financial success entails one’s desire to earn more 
money and achieve financial security. Several 
studies (Ahmad, Nasurdin, Halim & Taghizadeh, 
2014:308; Manolova et al., 2012:17; Edelman et 
al., 2010:182) have cited financial success as one 
of the most predominant reasons why individuals 
embark on an entrepreneurial venture. These 
studies also established that, besides financial 
success being a motivation for business start-
up, individuals are also motivated to grow their 
business in order to achieve financial success. 
Likewise, Cassar (2007) stress that the importance 
entrepreneurs place on their financial success is a 
key determinant to their entrepreneurial growth 
preferences as well as achieving actual growth.

Innovation
Innovation has been recognised as one of the 
reasons that describe an individual’s intention to 
accomplish something new (Carter et al., 2003:14). 
Innovation is a firm’s core value creation capacity 
and the most important source for gaining a 
competitive edge in the market for every business 
(Bigliardi, 2013:246). Marques and Ferreira 
(2009:54) also found that, implementing successful 
innovation activity helps in the establishment 
of a more positive competitive position and 
competitive advantage for the business, which 
in turn enhances the performance and growth 
of the business. Moreover, the desire to innovate 
was identified by Manolova et al. (2012:19) 
as one of the reasons women entrepreneurs 
cited as their intentions to grow their business.

Recognition
 Carter et al. (2003:14) define recognition as the 
“individual’s intention to have status, approval, 
and recognition from family, friends, and the 
community”. People in general often thrive 
to be successful in order to gain recognition 
for their ideas and become more valuable 
members of society (McMahon, 2002). As such, 
for entrepreneurs, growing their business is 

a vital indication of businesses success which 
helps them to gain recognition for their ideas. 
Bin Hj, Zain, and Ahmed (2006) established 
that recognition was one of the key factors 
that motivated women entrepreneurs to start 
and grow their ventures. However, Edelman 
et al. (2010:186) failed to find compelling 
evidence to support the view that recognition 
motivates entrepreneurs to grow their business. 

Independence
The need for independence is the desire to 
exercise freedom, control, and flexibility over 
the use of one’s time (Edelman et al., 2010:183). 
Gitile, Wegulo and Kaimenyi (2008:6) established 
that women desire to be more independent than 
men as the need for job satisfactions accounts for 
one of the motivating factors to start and grow a 
business. The need to be one’s own boss has been 
cited as one of the biggest motivation for starting 
a business (Nieman & Nieuwenhuizen, 2014:39). 
This is because entrepreneurs general want to do 
their own things in a way that suitsthem best and 
as such, they find it difficult to work for someone 
else. In addition to starting the business to gain 
independence, entrepreneurs might require for 
the business to attain some significant level of 
success to grant them the independence desired. 
As such, the need for independence will motivate 
such entrepreneurs to grow their business in 
order to achieve the desired level of success 
that can grant them the required independence. 

Growth inhibitors
Growth inhibitors represent the desired outcomes 
that motivate entrepreneurs to deliberately 
choose for their businesses to remain small. 
The two growth inhibitors discussed below 
are maintaining control over the business 
and having an adequate work-family balance. 

Maintaining control over business
While business growth has been identified as an 
important measure of entrepreneurial success 
(Carter et al., 2003:14), many entrepreneurs 
refrain from growing their businesses (Neneh & 
Van Zyl, 2014:172) as growth is not their business 
objective. Firm growth is often associated with 
many risks that some entrepreneurs find it difficult 
to manage and so instead choose to remain 
small in order to maintain adequate control 



1270
WWW.IBC-CONFERENCE.COM

over the business. Control is one of the things 
many high-growth founders will have to give 
up if they want to grow their businesses. When 
entrepreneurs find another partner or investors, 
they usually want to have a say in the decision 
making of the business as well as the future 
direction of the business. As such in an attempt 
to avoid losing control, some entrepreneurs 
chose to remain small. Thomas (2004) notes that 
women entrepreneurs often prefer small sized 
businesses as they can be able to maintain control 
over the business and manage it comfortably. 

Work-family balance
One of the main motivations for entrepreneurs to 
start a business is the quest for a more balanced 
life. Managing family and work is adaunting task 
for entrepreneurs and even worse for women 
entrepreneurs as the time spent in taking care of 
the children reduces the lifespan of their business 
(Shelton, 2006:286). Also, more work-life balance 
is needed by women as oppose to men given 
that women are closer to their family and also 
responsibility for taking care of their family. 
Consequently, many women start a business as 
a means of balancing family and work demands 
(Ahmad et al., 2014:309). As such, although many 
women entrepreneurs are no longer limited by 
the gender specific barrier, they are, however, still 
responsibility for day to day responsibilities of 
the families and over expansion will mean they 
will have the struggle to strike a balance in the 
multiple roles in their business as well as their 
family and domestic responsibilities (Wambua, 
2014:63). Having an adequate work-life balance 
is often an important personal goal for most 
women entrepreneurs which often override 
the economic considerations for growing their 
businesses (Thomas, 2004). As such, the desire to 
maintain a healthy work-family balance will serve 
as a growth inhibitor for women entrepreneurs.

researCH metHodologY
This study employed a questionnaire survey 
approach to collect data from women small 
business owners in the Mangaung metropolitan 
municipality in the Free State province of 
South Africa. In order to get access to women 
entrepreneurs, Stokvels in the Mangaung 
metropolitan municipality were approached 
and five Stokvels granted permission for their 

members to take part in the study. Given 
that, the members of the stokvels consist of 
both entrepreneurs and non-entrepreneurs, 
questionnaires were only administered to 
members that were entrepreneurs. Convenience 
and snowball sampling techniques were used. 
Convenience sample allowed the researcher to 
collect data directly from women entrepreneurs 
that were part of the Stokvels, while snowball 
sampling method was later applied from the 
referrals obtained from the women entrepreneurs 
in the Stokvels, as they referred the researcher 
to others women entrepreneurs not part of the 
Stokvels. Out of the total of 450 questionnaires 
that were issued to the women entrepreneurs, 
only 251 usable questionnaires were returned, 
resulting in a valid response rate of 55.77%.

Multi-item scales were used to measure the 
variables considered as growth motivators 
and growth inhibitors used in this study (i.e. 
independence, financial success, work-family 
balance, maintaining control over the business, 
recognition, innovation, and self- realization). 
The scales were adopted from prior studies 
(Edelman et al., 2010:182; Manolova et al., 
2012:13-14). A 5 point Likert scale ranging from 
1 (strongly disagree) to 5 (strongly agree) was 
used for all scale variables. A dummy variable 
coded as “0” for unmarried and “1” for married 
was used to represent marital status in line with 
prior studies (Mari et al., 2016:485). Also, this 
study used three control variables namely the 
level of education, firm age, and the number of 
children.  Two statements: (1) I want the business 
to be as large as possible; (coded as 1) and (2) I 
want a size I can manage myself or with a few 
key employees (coded as 0) was used to measure 
growth intention following prior studies (Edelman 
et al., 2010:182; Manolova et al., 2012:13).

results and dIsCussIon
The majority of women entrepreneurs were 
between the ages of 31 to 40 (27.9%) and 21 to 30 
(27.5%) and the largest percentage of women in 
the sample were black (i.e. 41.8%) and white (i.e. 
26.5%). Also, 58.6% of the women married and 
41.4% of the women were unmarried, with 46.2% 
of the women having at least two children younger 
than 18 years.  Furthermore, 207 (83.22%) of the 
women in the sample had a qualification greater 
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than matric (i.e. high school diploma), illustrating 
that women were literate and thus were able to 
provide answers to the questions. The causal 
relationships are presented in Table 1 below.

Table 1 presents three models with each having 
the same variable but a different sample. In model 
1, the whole sample of women entrepreneurs was 
used. Model 2 focused only on the unmarried 
women while model 3 focused on the married 
women. Three control factors were used for 
each of the models, namely number of children 
below 18 years, age of the entrepreneur and the 
entrepreneur’s level of education. The level of 
education had no significant influence on growth 
intentions for all three models. This is contrary 
to evidence from Manolova et al. (2012:15) which 
showed that, highly educated women had lower 
growth intentions. However, the results of this 
study might be influenced by the little disparity 
in the level of education for the women in the 
sample as the majority have at least a high school 
diploma. Both the age of the entrepreneur and 
number of children have a significant influence 
on growth intentions, however, the findings 
differed based on marital status. For example, 
while older unmarried women tend to refrain 
from growth, older married women instead 
aspire to grow their businesses. On the other 

hand, married women with children tend 
to prefer remaining small while unmarried 
women with children instead aspire to grow. 

The results present interesting findings regarding 
the factors that motivate growth intentions 
amongst women entrepreneurs and how some 
factors differ with respect to marital status. 
Generally, the desired outcomes that significantly 
drive women to aspire to grow their businesses 
include financial success, recognition, self-
realisation, and independence. This is congruent 
with findings by Manolova et al. (2012:17) who 
established that, financial success, recognition, 
self-realisation were significant motivators of 
growth intentions. Likewise, this confirms prior 
studies that have shown that, financial success is a 
strong motivator of growth intentions (Edelman 
et al., 2010:187). However, unlike the findings 
in this study, prior studies by Manolova et al. 
(2012:17) failed to find support for independence 
as a significant growth motivator. On the other 
hand, maintaining control over the business is 
seen as one significant desired outcome that 
inhibits growth aspirations among women 
entrepreneurs. This supports existing views 
that, some entrepreneurs deliberately choose to 
remain small in order to maintain control of their 
businesses (Stimpson & Smith, 2015). Two other 

taBle 1: struCtural eQuatIon model results: PatH estImates.

Path 
Path Estimates and Significance

Model 1 Model 2 Model 3

Growth Intentions  Children 0.047* 0.105** -0.074*
Growth Intentions  Age -0.077* -0.238** 0.082*
Growth Intentions  Formal Education -0.015 -0.003 0.015
Financial success  Growth Intentions 0.659** 0.663** 0.375**

Recognition  Growth Intentions 0.369** 0.351** 0.477**
Self-realisation  Growth Intentions 0.326** 0.307* 0.338*
Independence  Growth Intentions 0.666** 0.680** 0.571**

Work-family balance  Growth Intentions -0.020 0.095 -0.512*
Innovation  Growth Intentions 0.235** 0.299** -0.013

Maintain control  Growth Intentions -0.722** -0.809** -0.458**

 Notes: Model 1 represents Growth-Desired Outcomes (Whole Sample); Model 2 represents Growth-
Desired Outcomes (Only Unmarried women); and Model 3 represents Growth-Desired Outcomes 
(Only Married women).**Sig. at 1%; *Sig. at 5%.  
Source
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desired outcome that influence growth intentions 
are work-family balance and innovation. However, 
their effect on growth differs based on marital 
status. Work-family balance is shown to inhibit 
growth intentions but only for married women. 
This suggests that married women might be more 
concerned about having a balanced life which is 
why they choose to remain small. Contrary, Brush 
et al. (2006) noted that women entrepreneurs, in 
general, tend to refrain from growth in order to 
avoid deleterious consequences on their work-
family balance which is not true for unmarried 
women. Innovation, on the other hand, drives 
women to aspire to grow; however, this trend is not 
true for married women. Manolova et al (2012:17) 
established that the desire to innovate was one of 
the reasons that motivated women entrepreneurs 
to grow their businesses, however, the authors 
did not consider the role of marital status.

managerIal ImPlICatIons
While growth intentions have been identified 
as an important predictor of actual business 
growth (Delmar & Wiklund, 2008:437; Neneh & 
Van Zyl, 2014:1721; Zampetakis et al., 2016:2), 
many entrepreneurs are not interested in growth 
or intentionally refrain from pursuing growth. 
Many disparate factors have been associated 
with growth intentions which turn to vary 
across each country and context studied as well 
across married and unmarried women for the 
case of women entrepreneurs. This study sheds 
more light on the growth motivators of women 
entrepreneurs in South Africa. The findings 
suggest that motivators of growth intentions 
vary across different regions. For example, 
Studies from the United States (Edelman et al., 
2010:187; Manolova et al., 2012:17) did not find 
support for independence as a growth motivator 
meanwhile this study showed that independence 
was a significant growth motivator for women 
entrepreneurs in South Africa. This could be 
explained by the fact that women in developing 
countries tend to have less economic autonomy 
and so require significant success in their 
businesses to gain the economic freedom their 
require. As such, the need to attain such freedom 
goes beyond simply starting a business but also 
ensuring that, the business grows and succeeds. 
It is, therefore, important to consider regional 
context when examining the motivators of firm 

growth, especially for women entrepreneurs.

Also, it is observed that, while several factors 
motivate female entrepreneurs to grow their 
businesses, others motivate them to deliberately 
refrain from growth. These factors include 
maintaining control over the business and 
having an adequate work-life balance. These two 
factors can be used to extend the entrepreneurial 
expectancy framework for firm growth established 
by prior studies (Edelman et al., 2010:187; 
Manolova et al., 2012:17) as maintaining control 
of the business and having an adequate work-life 
balance are desired outcomes that motivate some 
entrepreneurs to choose to remain small. Unlike 
men who have been noted to follow a growth path 
simply because of financial success (Manolova et 
al., 2012:17), women entrepreneurs are motivated 
by a web of factors and so are more likely to 
persist as growth oriented entrepreneurs should 
one source of motivation diminish. It is therefore 
not surprising that women entrepreneurs have 
been noted to contribute exponential growth 
to an economy through their entrepreneurial 
activities (Welsh, Memili & Kaciak, 2016:4). 
Additionally, it is also important to consider 
the marital status of women when developing 
policies to foster the growth of women-owned 
businesses. Married women, in particular, 
might often choose to remain small in order to 
maintain a work-family balance. However, if 
the government provides adequate support to 
women entrepreneurs to reduce some of the 
responsibilities that increase their work-family 
conflicts, the need for balance might lessen, thus 
leaving other factors such as financial success, 
self-realization, recognition and independence 
to motivate the married women to grow.

Furthermore, maintaining control over the 
business was also established to have a significant 
negative relationship with growth intention 
across all the three samples depicting that while 
growth is a measure of success, not all women 
entrepreneurs will want to grow because growth 
comes with extra risk and responsibilities. In 
the case of women entrepreneurs, given the 
multiple roles in their family and businesses 
they constantly have to assume, over expansion 
will mean they are most likely to be faced with 
the challenge of work-family / family-work 
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conflict, which has been found to negative 
impact on the business owner’s satisfaction on 
how they perform their roles and the financial 
health of the business (Leaptrott, 2009:13). As 
such identifying ways to remove these barriers 
should be a key focal point for policymakers 
and governments around the world especially 
in developing countries, where cultures play a 
greater role in the career advancement of women. 

ConClusIon
In conclusion, this study supported the view that, 
the growth intentions of women entrepreneurs 
are motivated by a complexes series of desired 
outcomes. While financial success, recognition, 
self-realisation, innovation and independence 
motivate women entrepreneurs to aspire to grow, 
work-family balance and maintaining control 
of the business motivate others to deliberately 
refrain from growth. Additionally, innovation 
motivates women entrepreneurs to grow except 
for married women while a desire for adequate 
work-family balance only significant motivates 
married women to deliberately refrain from 
growth. While growth will lead to sustainable 
job creation, economic growth and development, 
which is critical to the economic prosperity 
of any nation, policy makers need to also 
recognized and consider the growing number 
of businesses that deliberately chose to remain 
small and respond to the economic and personal 
motives of the entrepreneurs. Moreover, given 
that women entrepreneurs are unique, policy 
makers should make provisions of sustainable 
business support infrastructure which is tailored 
mainly to addressing the needs of these female 
entrepreneurs which could possibly change 
their slow growth orientation. Additionally, 
one critical issue that is highly overlooked in 
developing regions is the family embeddedness 
of women entrepreneurs as women in developing 
countries simultaneously hold several roles in 
the family and their businesses which policy 
makers should take into consideration when 
formulating policies on women entrepreneurs. 
This is especially important for married women 
entrepreneurs who deliberately choose to remain 
small to maintain a healthy work-family balance. 
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aBstraCt
Against the background of a need for research on 
the influence of entrepreneurial orientation on 
the success of public schools, this investigation 
of the influence of entrepreneurial orientation 
on the perceived success of secondary schools 
attempts to address this caveat. In this paper, 
Part 1 in a series of three papers, is the validation 
of a scale measuring the perceived success 
of secondary public schools been assessed. 
Perceived school success, for the purpose of this 
study, was measured by four dimensions, i.e. 
School leadership, Effective teaching and learning, 
Learner behaviour and Learner performance. 
The participating schools were identified by a 
convenience sample and the study yielded 800 
useable questionnaires from 25 high performing 
public secondary schools. To assess the validity 
and reliability of the measuring instrument, the 
data collected were analysed by means of an 
exploratory factor analysis and Cronbach alpha 
coefficients were calculated. The exploratory 
factor analysis, together with the interpretability 
of the factors, provides some evidence of construct 
validity. The results of this study, furthermore, 
suggest that the proposed instrument is reliable. 
It is proposed that an entrepreneurial orientation 
in public secondary schools can be measured 
by 13 factors embedded in the dimensions. It is, 
however, suggested that the scales to measure 
the perceived success of the public secondary 
schools be further developed and refined.

Keywords: secondary schools, Public schools, 
school principals, Perceived school success 
IntroduCtIon
In the years following the political transition in 
South Africa, the most important item on the 
national agenda was the social, economic and 
political integration of all South African people, 
particularly those marginalised under apartheid 
(Malan, 2016:1). After decades of systematic 
segregation and legislated racial exclusivity, the 
post-apartheid government faces the mammoth 
task of expanding service delivery, reducing 
widespread unemployment, and facilitating 
economic growth. As a means to an end, and to 
promote social cohesion, education was prioritised 
as an area for expansion and reform (Spaull, 2012:1).

According to Modisaotsile (2012:1), an educated 
population remains the fundamental platform for 
meeting most of the Millennium Developmental 
Goals (MDGs), and a well-oiled education 
system is important for many reasons. It is a 
means to encourage a knowledge movement that 
reflects the traditional heritage of South Africa 
and develops it into a living force for the future. 
A good education system is crucial, not only 
for ensuring that the citizenry is well educated; 
but also for human development and for the 
maintenance of socially responsive economic 
and political systems (Modisaotsile, 2012:1). 

In South Africa, there are many signs that 
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illuminate the crisis in education. With high 
enrolment rates each year, and an increasingly 
poor Grade 12 output, it is clear that the focus 
needs to be on the quality of education. Quantity 
should, however, also be considered when the 
majority of those learners who pass Grade 12 
do not meet the minimum requirements for 
university entrance (Modisaotsile, 2012:2).

MacDonald (2005:1) summarises the skills 
paradox by stating that “South Africa is faced 
with a unique employment problem: we have 
high levels of unemployment, high-skill jobs 
available and a vast number of graduates out 
of work”. It is rather disconcerting to find that 
while business and industry are confronted 
with a significant skills shortage, the country 
simultaneously faces a huge unemployment 
problem. Chee (1997:81) accentuates the need for 
nurturing a culture of learning within schools that 
prepares students for a rapidly changing world. 
It is within this context of needing to prepare a 
future generation for the challenges they will face, 
that it is concerning to note that Niemann and 
Kotzé (2006:609) find that there are “numerous 
dysfunctional schools”. The researchers stress 
that within these dysfunctional schools a culture 
of teaching and learning has essentially broken 
down (Niemann & Kotzé, 2006:609). Kruger 
(2003:206) also finds that one of the major 
challenges confronting educators is the need for 
creating a sound culture of teaching and learning, 
in which effective education can take place.

In the research of Dinham (2005:345), three 
broad approaches were discerned in the actions of 
the principals of outstanding schools. Firstly, these 
principals use their powers and the rules and 
boundaries of the ‘system’ creatively. Secondly, 
they exhibit a bias towards experimentation 
and risk-taking. Thirdly, they exhibit strength, 
consistency, yet flexibility in decision-making 
and the application of policy and procedures. The 
outstanding schools’ sites tend to have a strong 
executive structure with clear, well-understood 
responsibilities. Rather than being dictatorial 
or autocratic, principals were seen to use these 
structures and responsibilities responsibly and 
effectively. These leaders use the discretion 
available to them and push against administrative 
and systemic constraints when necessary. At times, 

they tend to be ahead of the system and profession 
and act as ‘ground breakers’. These principals 
creatively use resources at their disposal to support 
innovative programmes (Dinham, 2005:345).

The main purpose of this study is to investigate 
the influence of an entrepreneurial orientation on 
the perceived success of selected public secondary 
schools. The first stage of this study has the purpose 
of validating the scales to measure entrepreneurial 
orientation and perceived school success in these 
schools. Due to the extent of the study and the page 
restrictions to conference papers, the reporting 
of the study will be done in three papers. In this 
paper (Part 1), the scales measuring the perceived 
success of secondary public schools in South 
Africa is validated. The validity and reliability 
of the measuring scale will be investigated by 
means of an exploratory factor analysis and 
by calculating Cronbach alpha coefficients. 

The reliability and validity of the dimensions 
measuring entrepreneurial orientation in public 
secondary school will be presented by a second 
paper (Part 2). Thereafter, will the relationship 
between an entrepreneurial orientation and 
the perceived success of the selected public 
secondary schools (the primary objective of this 
study), be investigated in a third paper (Part 3) 
by means of linear multiple regression analyses.

Subsequently, the problem statement, the 
operationalisation of variables, the research 
methodology, results and discussion are 
presented. The paper is concluded with the 
conclusions, recommendations, limitations 
and suggestions for further research.

ProBlem statement and oBJeCtIVes
In South Africa today, almost everyone has an 
opinion about education and schooling. Some 
people think there have been vast improvements 
since 1994, while others believe that much of 
the system is worse than the Bantu education 
of Apartheid (Spaull, 2012:1). According to 
the Organisation for Economic Co-operation 
and Development (OECD) (cited by SASIX, 
2011), many local learners fare much worse 
in international tests as in other developing 
countries, including African countries. Globally, 
the education system of South Africa is rated 
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lower as those of Botswana, Kenya, Mauritius, 
the Seychelles and Brazil. The levels of illiteracy 
in South Africa are high; an estimated 24% 
of persons above 15 years of age cannot read 
and the educators in the township schools are 
poorly educated themselves. It is therefore 
important to improve the education system. 

The question remains what constitutes a 
successful school? Or to put it differently, what 
do successful schools do better than their lower 
performing or dysfunctional counterparts, 
to achieve success? Research on the factors 
determining the success of schools is, however, 
lacking (Malan, 2011), and it is against that 
background that the purpose of this paper is to 
validate a scale measuring the perceived success 
of secondary public schools in South Africa.

lIterature reVIeW
The search for effective schools is one of the main 
educational reform initiatives taking place in many 
countries today (Malan, 2011). Academic output 
measures have been widely used to identify good 
practices in schools, while other contributing 
factors are ignored. Botha (2010:605) finds 
that several studies have indicated that during 
the past 20 to 30 years, there has been a major 
shift towards allowing educational institutions 
greater self-management and self-governance, 
in a drive to improve school effectiveness 
(Conley, Schmidle & Shedd, 1988; Gurr, 
1996; Dimmock & Wildley, 1999; Gray 2004).

In spite of its widespread practice and 
implementation of these and other more recent 
initiatives to improve school effectiveness, no 
clear or uniformly accepted set of guidelines or 
assumptions, with regard to the assessment of 
school effectiveness, exists. There is, according 
to Brouillette (1997:569), no set of shared 
assumptions about the actual evaluation on school 
effectiveness. To date, most of the evaluative work 
on school effectiveness was, according to Giles 
(2005), conducted as part of policy research, and 
tend to focus on monitoring implementation 
guidelines and using this information to identify 
features of successful school development plans.

Research into school effectiveness continuously 
aims to clarify the dilemma with regard to learners’ 

education outcomes (Sun, Creemers & De Jong, 
2007; Petty & Green, 2007). A long-standing 
problem in this regard has been to find ways to 
measure the learner progress or achievement that 
identifies the schools’ contribution separately from 
other factors, such as learner ability, background 
and socio-economic environment. In parallel 
with this has been a call for schools to be more 
accountable, which in many cases leads to school 
effectiveness being judged on academic results, 
while other contributing factors are ignored.

Gray (2004:187) finds that academic outcomes, 
usually measured by test and/or examination 
results, have continued to dominate, while 
other outcome measures have been neglected 
or used to a lesser extent. Examination results 
are a measure of academic learning but do 
not give the whole picture with regard to the 
effectiveness of a school academically, and 
give little information about other outcomes.

The breakdown of a culture of teaching and 
learning in a significant number of South 
African schools is reflected in multifaceted socio-
educational problems encountered in schools 
and communities. Masitsa (2005:205-207) for 
instance, cites vandalism, gangsterism, drug abuse, 
a high drop-out rate, poor academic performance, 
and demotivated learners as observable features 
of a poor culture of learning. Against this 
background one needs to assess the claim by Van 
Deventer and Kruger (2003:3) that an important 
challenge facing South African schools is the 
restoration of a sound culture of learning and 
teaching. Heystek and Lethoko (2001:222) echo 
this sentiment by arguing that one of the main 
goals in education today is to restore a culture of 
learning and teaching in South African schools. 
In this paper the most prominent characteristics 
of an effective school is identified after the 
extensive literature study. The purpose is to derive 
a broad framework from which a school can be 
evaluated, in order to determine the effectiveness.

Research on the items measuring school success, 
is however lacking. The purpose of this study is to 
investigate the success factors of schools in order 
to build the knowledge base on the topic. There 
are numerous factors influencing school success, 
and for the purpose of structuring the research 
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taBle 1: summarY of referenCes reVIeWIng sCHool suCCess faCtors

school leadership
topic references

Leadership

Cowan, Vaillancourt, Rossen and Pollitt (2013:8)  
Hallinger (2005:231) 
Horng and Loeb (2010:66)  
Jacobson (2010:33) 
Mendels (2012:55) 
Rosenblatt and Somech (1998:521) 
Sammons and Bakkum (2011:15) 
Simkin, Charner and Suss (2010:9) 
Valentine and Prater (2011:1) 
Wallace Foundation (2013:4)

Evaluating school performance

Chapman and Sammons (2013:5) 
De Clercq (2007:99) 
Faubert (2009:6) 
Schildkamp and Visscher (2010:372) 
Seremet (2012:1) 
Setlalentoa (2014:527)

Staff development

Avalos (2010:13) 
Donaldson (2009:5) 
Dymoke and Harrison (2006:83). 
Metcalfe (2011:6) 
Ono and Ferreira (2010:59) 
Richter, Kunter, Klusmann, Lüdtke and Baumert 
(2010:116) 
Steyn (2010:257) 
Villegas-Reimers (2003:24)

effective teaching and learning

Emphasis on academics

Goddard, Sweetland and Hoy (2000:684) 
Hoy and Miskel (2005) 
Martinez, Thomas and Kremerer (1994:680) 
Roney and Coleman (2011:1-27) 
Van Hof (2012:5)

Class size

Blatchford, Basset and Brown (2011:715) 
Cho, Glewwe and Whitler (2012:77) 
De Lannoy and Hall (2012:2) 
Jepsen (2015:2) 
Lazear (2001:779) 
Moshoeshoe (2015:1)

High quality of teaching and learning

Berry, Daughtrey and Wieder (2010:1) 
Bush, Joubert, Kiggundu and Van Rooyen (2010:162) 
Coe, Aloisi, Higgins and Major (2014:2) 
Goddard, Hoy and Hoy (2000:697). 
Hightower, Delgado, Lloyd, Wittenstein, Sellers and 
Swanson (2011:5)  
Ko and Summons (2013:40)  
MacGregor (2007:6)



1280
WWW.IBC-CONFERENCE.COM

taBle 1: summarY of referenCes reVIeWIng sCHool suCCess faCtors (ContInued)

learner behaviour
topic references

Safe and orderly schools

Browers and Tomic (2000:248) 
Bucher and Manning (2005:56), 
Cornell and Mayer (2010:8) 
Hastings and Bham (2003:119) 
Henrich, Schwab-Stone, Fanti, Jones and Ruchkin 
(2004:336) 
Lacoe (2013:4)

Discipline

Bej (2016:84) 
Cowan, Vaillancourt, Rossen and Pollitt (2013:8) 
Du Preez and Roux (2010:13-14)  
Eberts and Stone (1988) 
Mestry and Khumalo (2012:97) 
Maphosa and Shumba (2010:389) 
Rossouw (2007:395) 
Sadruddin (2012:24)

Parental involvement

Bokhorst-Heng (2008:40) 
Fan and Williams (2010:55) 
Hornby and Lafaele (2011:37) 
LaRocque, Kleiman and Darling (2011:115) 
Makgopa and Mokhele (2013:219) 
Mestry and Grobler (2007:177 
Okeke (2014:2)

learner performance

Monitoring learner performance

McLane (2016:1):  
Naong (2011:1591) 
National Centre on Student Progress Monitoring 
(McLane, 2016:1) 
Romero-Zaldivar, Pardo, Burgos and Kloos (2011:1) 
Safer and Fleishman (2005:81) 
Shapiro (2011:141) 
The Education Department of Scotland (2014:1)

Feedback

Beaumont, O’Doherty and Shannon (2011:671) 
Burnett (2002:13) 
Burnett and Mandel (2010:145) 
Higgins, Hartley and Skelton (2001:273) 
Laurillard (2002:55) 
Partin, Robertson, Maggin, Oliver and Wehby (2010:173)

High expectations

Calaguas (2012:50) 
Chang (2011:198) 
Lynn, Bacon, Totten, Bridges and Jennings (2010:294) 
Meece, Anderman and Anderman (2006:499) 
Tinto (2012:4) 
Zhang (2014:3)
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and based on a previous study conducted by 
Malan (2011), was the school success factors been 
categorised into four main themes, i.e. School 
leadership, Effective teaching and learning, 
Learner behaviour and Learner performance. 
Due to the fact that the literature on this topic is 
so vast and comprehensive, is the literature on the 
topic summarised within the above-mentioned 
themes or dimensions in Table 1. Refer to the 
study conducted by Malan (2016:151-204) for 
a comprehensive overview of the literature 
on school success. The themes and factors 
measuring school success will be operationalised 
after performing the exploratory factor analyses.

researCH metHodologY
Measuring instrument
Based on the literature review on the success 
factors of schools, the items measuring the 
Perceived success of secondary schools were 
identified (refer to Table 1 and Appendix 1). 
Respondents were requested to indicate their 
extent of agreement with each statement (items) 
posed by means of a five-point Likert scale 
(where 1 indicates they strongly disagree and 
5 that they strongly agree with the statement).

Study population and sample
A total of 25 public secondary schools in the 
Gauteng Province in South Africa participated in 
this study. This province is central to South Africa 
and includes the main cities of Johannesburg and 
Pretoria. The full database lists 6772 secondary 
schools in South Africa, of which 853 are in 
the Gauteng Province (Department of Basic 
Education, 2015). School principals, heads 
of departments (job level two) and teachers 
(job level one) completed the questionnaires. 

The 25 schools participating in this study 
were chosen based on the results of their 
Grade 12 examinations from 2013 - 2015. 
The selected public secondary schools 
were selected on the following criteria:

•	 group a, consists of well–resourced schools 
that have obtained a 100% pass rate for the 
past five years. These schools are located in 
the urban areas of Pretoria, Johannesburg and 
Randfontein. 

•	 group B, consists of former Model C schools 

that have obtained a pass rate of 100% in the 
2013-2015 Grade 12 examinations. These are 
ordinary suburban schools located in different 
areas of Gauteng, serving the immediate 
population for whom they were originally 
intended.  

•	 group C, consists of poor township schools 
that have obtained pass rates well beyond 
expectation. Some of the schools are located 
in the townships of Khutsong (Carletonville), 
Kagiso (Krugersdorp), Kokosi (Fochville) 
and the peri-urban areas of Randfontein and 
Krugersdorp. Although this group of schools 
were selected by means of convenience 
sampling, they turned out to be a good 
representation of the population.

Data gathering
The questionnaires were couriered to a designated 
person (in most instances the principal or deputy-
principal) of a specific school, who acted as a contact 
person and also assisted with the distribution 
and subsequent collection of the questionnaires. 
Respondents were requested to anonymously 
and voluntarily complete the questionnaire and 
return the completed forms to the designated 
person. From the target population of 1025 
educators, a total of 812 completed questionnaires 
were received, from which 800 responses were 
useful. This figure represents a response rate of 
78%. The excellent feedback can be attributed 
to the co-operation of the schools’ principals.

Statistical analysis
The quantitative data from 800 respondents 
was captured on an Excel spreadsheet. Data 
was analysed by the Statistical Consultation 
Services, North West University (Potchefstroom 
campus), through the PASW (PASW/SPSS Inc., 
2016) software programme. The data was firstly 
subjected to an exploratory factor analysis to 
assess the construct validity of the measuring 
instrument. This was followed by calculating 
the Cronbach alpha coefficients to assess the 
reliability of the measuring instrument. The 
results will be discussed in the next section.

results and dIsCussIon
Demographic information
The largest percentage (55.5%) of the respondents 
falls in the 40 to 59 years old age group. The largest 
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percentage, 74% of the respondents, is female and 
the majority (83.5%) of the participants were 
Caucasian. A total of 79.375% of the respondents 
possess a B-degree plus a diploma/certificate or an 
honours degree and only 2.5% of the respondents 
possess a master’s degree. A total of 79.25% of the 
participating respondents were on job level one, 
which implies a regular teacher, while 15.375% 
of the respondents were heads of departments. 

Construct validity of the measuring instrument
Lotz and Van der Merwe (2013) highlighted 
the danger of using scales not validated for a 
specific country context. In order to conduct the 
exploratory factor analysis, the data measuring the 
perceived success of the secondary public schools, 
was divided into four models, i.e. School leadership 
(Model A), Effective teaching and learning (Model 
B), Learner behaviour (Model C) and Learner 
performance (Model D). In identifying the factors 
to extract for each model, the Eigen values and 
the individual factor loadings were considered.

To assess the discriminant validity of the 
items measuring the perceived school success, 
exploratory factor analyses were conducted. 
Two tests were conducted on each model, 
namely Bartlett’s test of sphericity and the 
Kaiser-Meyer-Olkin measure of sampling 
adequacy. These were considered important in 
determining the appropriateness of the data for 
factor analysis (Gürbüz & Aykol, 2009:327). To 
identify the number of factors to be extracted, 
Kaiser’s criterion was used, namely to retain 
factors with Eigen-values greater than one 
(Field, 2009). Furthermore, all factor loadings 
greater than 0.35 were considered significant 
(Field, 2009:637; Stevens, 1992:382-384). 
Cronbach’s alpha coefficients were calculated 
to assess the reliability (internal consistency) 
of the various scales. The items included in 
the factor analysis are provided in Appendix 1

School leadership (Model B)
The data measuring School leadership as a 
component of the perceived success, yielded a 
sampling adequacy of 0.948, while the Bartlett’s 
test of sphericity yielded a p-value smaller than 
0.001. This indicates that patterns of correlations 
are compact and that the factor analysis should 
yield reliable factors (Field, 2009:647). A 

total of 22 of the 22 items measuring School 
leadership, demonstrated sufficient discriminant 
validity, by loading to a sufficient extent onto 
the school leadership factor. One item (Staff 
1) loaded significantly (values greater than 
0.35) onto two factors, namely Leadership 
and Staff development. Rather than deleting 
the item, it was decided to classify it under 
the factor that has the highest relevance, Staff 
development. Table 2 summarises the results.

Leadership (Model A-1)
Leadership (Model A-1) comprised of eleven 
items. All 11 items (Lead 2; Lead 8; Lead 11; Lead 
3, Lead 5; Lead 9; Lead 4; Lead 1; Lead 10; Lead 6; 
and Lead 7) intended to measure the latent variable 
Leadership, loaded onto Model A-1 (refer to Table 
2). The factor Leadership can be operationalised 
as follows: School leaders improve teaching 
and learning indirectly and most powerfully 
through their influence on staff motivation, 
commitment and working conditions. School 
leaders must create an environment where the 
learning experience of learners can be maximised 
by the efficient and effective use of learning 
time, the focus on basic skills, mutual trust and 
respect, professionalism, safety and discipline. 

Evaluating school performance (Model A-2)
The second factor of Model A, labelled 
Evaluating school performance, comprised of 
four items (Table 2). All four items (Eval 1; Eval 
2; Eval 3; and Eval 4), originally intended to 
measure the latent variable evaluating school 
performance loaded onto this factor. Evaluating 
school performance (school self-evaluation) is 
a procedure involving systematic information 
gathering, initiated by the school with the 
intention to assess the functioning of the school 
for supporting decision-making, organisational 
learning and for fostering school improvement.

Staff development (Model A-3)
With regard to the third factor of Model B, 
labelled staff development, all of the seven 
items (Staff 4; Staff 3; Staff 6; Staff 7; Staff 5; 
Staff 2; and Staff 1) loaded onto this factor 
(Table 2). Staff development can be defined 
as the uptake of formal and informal learning 
opportunities that deepen and extend teachers’ 
professional competence, including knowledge, 
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beliefs, motivation and self-regulatory skills.

Effective teaching and learning (Model-B)
To assess the discriminant validity of 
the items measuring Effective teaching 
and learning, exploratory factor analyses 
were conducted (refer to Table 3).

The data measuring Effective teaching 
and learning as a variable measuring the 
Perceived school success yielded a sampling 
adequacy of 0.892, while the Bartlett’s test 
of sphericity yielded a p-value smaller than 
0.001, indicating that patterns of correlations 
are compact and that the factor analysis 
should yield reliable factors (Field, 2009:647).

A total of 13 out of the 18 items measuring Effective 

teaching and learning, demonstrated sufficient 
discriminant validity by loading to a sufficient extent 
onto the Effective teaching and learning factor 

Emphasis on academics (Model B-1)
Model B-1 labelled Emphasis on academics, 
comprised of six items. Six of the seven items 
(Acad 7; Acad3; Acad6; Acad1; Acad5; and Acad 
2) intended to measure the variable Effective 
teaching and learning, loaded onto Model C-1 
(refer to Table 3). One item Acad 4 did not 
load significantly and was therefore deleted. 
Academic emphasis is defined as a school’s 
campaign for academic excellence, which is 
significantly related to student achievement.  

Class Size (Model B-2)
Model B-2, labelled Class size, comprised of two 

taBle 2: oBlImIn rotated faCtor matrIX: sCHool leadersHIP 

school leadership (model a)

Item leadership 
(a-1)

evaluating school 
performance 

(a-2)

staff development 
(a-3)

Lead 2 0.840 0.035 -0.118
Lead 8 0.793 -0.036 0.084
Lead 11 0.782 -0.024 0.092
Lead 3 0.770 0.050 -0.112
Lead 5 0.754 -0.011 0.023
Lead 9 0.724 0.030 0.047
Lead 4 0.714 0.086 -0.104
Lead 1 0.692 0.072 0.010
Lead 10 0.684 0.001 0.135
Lead 6 0.646 -0.065 0.150
Lead 7 0.638 0.006 0.187
Eva 3 0.033 0.875 0.007
Eva 2 0.008 0.774 0.013
Eva 1 -0.009 0.709 0.033
Eva 4 0.141 0.691 0.112
Staff 4 0.046 -0.028 0.711
Staff 3 0.159 -0.026 0.678
Staff 6 -0.070 0.095 0.640
Staff 7 -0.030 0.192 0.620
Staff 5 -0.017 0.168 0.578
Staff 2 0.240 -0.045 0.570
Staff 1 0.405 -0.030 0.393
Cronbach alpha 0.936 0.879 0.866
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items. Two items (Clssiz 2; and Clssiz 1) intended 
to measure the variable, Class size, loaded onto 
Model C-2 (Refer to Table 3). For the purpose 
of this study, Class size refers to the number 
of learners in a single class, as smaller classes 
should allow teachers to provide more attention 
to each student, and reduce time spent on 
disciplining students, thus increasing learning. 

High quality of teaching and learning (Model B-3)
With regard to Model B-3, labelled High quality of 
teaching and learning, five items (Qual 2; Qual3; 
Qual1; Qual 4; and Qual 5) loaded onto this factor. 
Four items (Qual 6; Qual 7; Qual 8; and Qual 9) 
intended to measure High quality of teaching 
and learning, did not load significantly and 
were therefore deleted (Table 3). High quality of 
teaching and learning can be defined as that which 
leads to improved student achievement, using 
outcomes that matter to their future success. Good 
quality teaching involves a combination of content 
knowledge, quality of instruction, classroom 
climate, classroom management, teacher beliefs 
and the professional behaviour of educators.

Learner behaviour (Model-C)
To assess the discriminant validity of the items 
measuring Learner behaviour, exploratory factor 

analyses were conducted (refer to Table 4). 

The data measuring Learner behaviour as a 
component of the Perceived school success 
yielded a sampling adequacy of 0.894. The 
Bartlett’s test of sphericity yielded a p-value 
smaller than 0.001, indicating that patterns of 
correlations are compact and that the factor 
analysis should yield reliable factors (Field, 2009).

A total of 18 of the 21 items measuring 
Learner behaviour, demonstrated sufficient 
discriminant validity by loading to a 
sufficient extent onto the Learner behaviour 
factor. Table 4 summarises the results.

Safe and orderly schools (Model C-1)
Model C-1, labelled Safe and orderly schools, 
comprised of six items. Five of the six items (Safe 
6; Safe 5; Safe 2; Safe 4; and Safe 3); intended to 
measure the original variable, Safe and orderly 
schools, loaded onto Model D-1 (refer to Table 
4). One item, Disc 5, intended to measure the 
dependent variable Discipline, loaded onto Safe 
and orderly schools. For the purpose of this 
study, a safe school may be defined as one that 
is free of danger and where there is an absence 
of possible harm; a place in which non-educators, 
educators and learners may work, teach and 

taBle 3: oBlImIn rotated faCtor matrIX: effeCtIVe teaCHIng and learnIng 

effective teaching and learning (model B)

Item
emphasis on 

academics 
(B-1)

Class size 
(B-2)

High quality of 
teaching and learning 

(B-3)
Acad 7 0.827 0.060 -0.045
Acad 3 0.786 -0.069 -0.077
Acad 6 0.774 0.014 0.023
Acad 1 0.687 -0.031 0.003
Acad 5 0.605 0.008 0.164
Acad 2 0.589 0.052 0.096
Clssiz 2 0.002 0.761 -0.020
Clssiz 1 -0.022 0.758 0.000
Qual 2 -0.084 -0.005 0.907
Qual 3 -0.035 -0.005 0.855
Qual 1 0.020 -0.063 0.761
Qual 4 0.160 0.093 0.530
Qual 5 0.256 0.044 0.455
Cronbach alpha 0.809 0.729 0.860
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learn, without fear of ridicule, intimidation, 
harassment, humiliation, or violence. A 
safe school is therefore a healthy school, in 
that it is physically and psychologically safe.

Discipline (Model C-2)
Model C-2 labelled Discipline, comprised of five 
items. Three of the eight items (Disc 1; Disc 4; and 
Disc 2) intended to measure the original variable, 
Discipline, loaded onto Model D-2 (refer to Table 
4). Item Paren 1, originally intended to load onto 
Parental involvement, loaded onto Discipline. 
Item Safe 1 originally intended to load onto Safe 
and orderly schools, also loaded onto Discipline. 
Three items, Disc 3, Disc 6, and Disc 7, intended 
to measure discipline, did not load significantly 
and were subsequently deleted. For the purpose 
of this study, discipline underpins every aspect 
of school life. A disciplined environment is an 
environment free of any disruptive behaviour, 
which mostly relates to behaviour or action 
by learners that may negatively affect their 
education or that may interfere detrimentally 

with the atmosphere conducive to learning 
in the classroom, or any other school activity.

Parental involvement (Model C-3)
Model C-3, labelled Parental involvement, 
comprised of eight items. Seven items (Paren 6; 
Paren 3; Paren 7; Paren 8; Paren 5; Paren 2; and 
Paren 4) loaded onto this factor. One item, Paren 
1, intended to measure Parental involvement, 
loaded onto Discipline (Table 4). Parental 
involvement refers to parents’ participation in 
their children’s education. Increased parental 
involvement has many positive implications, 
including increased achievement levels.

Learners (Model D)
To assess the discriminant validity of the items 
measuring learners, exploratory factor analyses 
were conducted. The data measuring Learner 
performance as a component of perceived success 
yielded a sampling adequacy of 0.908, while the 
Bartlett’s test of sphericity yielded a p-value smaller 
than 0.001, indicating that patterns of correlations 
are compact and that the factor analysis should 

taBle 4: oBlImIn rotated faCtor matrIX: learner BeHaVIour 

learner behaviour (model-C)

Item safe schools 
(C-1)

discipline 
(C-2)

Parental involvement 
(C-3)

Safe 6 0.738 -0.009 -0.002
Safe 5 0.727 -0.016 -0.004
Safe 2 0.594 0.163 -0.004
Safe 4 0.519 0.242 0.066
Safe 3 0.514 0.042 0.164
Disc 5 0.458 -0.040 0.101
Disc 1 0.120 0.717 -0.047
Paren 1 -0.040 0.539 0.294
Disc 4 0.073 0.476 0.020
Safe 1 0.335 0.408 -0.084
Disc 2 0.306 0.385 0.062
Paren 6 0.149 -0.088 0.769
Paren 3 0.001 -0.125 0.762
Paren 7 0.021 0.176 0.711
Paren 8 -0.030 0.239 0.670
Paren 5 0.263 -0.222 0.649
Paren 2 -0.116 0.255 0.629
Paren 4 0.172 -0.088 0.625
Cronbach alpha 0.801 0.731 0.884
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yield reliable factors (Field, 2009). A total of 18 
of the 19 items measuring Learner performance, 
demonstrated sufficient discriminant validity 
by loading to a sufficient extent onto the 
Learner performance factor (refer to Table 5).

Learner self-esteem (Model D-1)
Model D-1, labelled Learner self-esteem, 
comprised of five items. All five items (Lnrself 
2; Lnrself 1; Lnrself 3; Lnrself 5; and Lnrself 
4) intended to measure the original variable, 
Learner self-esteem, loaded onto Model E-1 
(refer to Table 5). Self-esteem is a positive or 
negative orientation towards oneself, an overall 
evaluation of one’s worth or value. Self-esteem, 
as an overall reflection of an individual’s self-
worth, encompasses beliefs about oneself, as 
well as an emotional response to those beliefs.

Monitoring learner performance (Model D-2)
Model D-2, labelled, Monitoring learner 
performance, comprises of six items. All six of 

the items (Moni 4; Moni 3; Moni 5; Moni 2; Moni 
1; and Moni 6) intended to measure the variable, 
Monitoring learner performance, loaded onto 
Model E-2 (refer to Table 5). Monitoring learner 
performance is a practice that helps teachers 
use student performance data to continually 
evaluate the effectiveness of their teaching and 
make more informed instructional decisions. 

Feedback (Model D-3)
In Model D-3, labelled Feedback, all three items 
(Feed 3; Feed 2; and Feed1) intended to measure 
Feedback, loaded onto this factor (Table 5). 
High-quality feedback is the most powerful 
single influence on student achievement, because 
students want and value quality feedback. 
Feedback is widely perceived as both a key 
benchmark of effective teaching and a vital 
requirement in meeting students’ expectations.

High expectations (Model D-4)
Four of the five items (High 4; High 3; High 2; 

taBle 5: oBlImIn rotated faCtor matrIX: learner PerformanCe 

learner performance (model d)

Item

learner self-
esteem

(d-1)

monitoring learner 
performance

(d-2)

feedback

(d-3)

High expectations

(d-4)

Lnrself 2 0.825 -0.025 -0.012 -0.044
Lnrself 1 0.729 -0.016 0.004 -0.010
Lnrself 3 0.662 -0.036 0.006 0.006
Lnrself 5 0.629 -0.007 0.054 0.062
Lnrself 4 0.483 0.007 0.044 0.029
Moni 4 -0.080 -0.820 0.036 -0.008
Moni 3 0.034 -0.785 0.023 0.027
Moni 5 -0.054 -0.755 0.020 -0.070
Moni 2 0.099 -0.695 0.001 0.018
Moni 1 0.212 -0.655 0.055 0.058
Moni 6 0.031 -0.462 -0.035 0.074
Feed 3 0.046 0.057 0.929 -0.027
Feed 2 -0.061 -0.012 0.749 0.042
Feed 1 0.095 -0.146 0.548 0.028
High 4 0.024 0.023 0.053 0.699
High 3 -0.102 -0.019 0.007 0.669
High 2 0.095 -0.032 0.031 0.520
High 1 0.291 -0.057 -0.011 0.472
Cronbach alpha 0.809 0.847 0.819 0.739
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and High 1) used to measure the latent variable, 
High expectations, loaded onto Model d-4. 
One item High 5, did not load significantly and 
was therefore deleted (Table 5). Success in any 
meaningful endeavour is marked by a history of 
high expectations that provide the challenge and 
inspiration necessary to push the individual to 
his/her highest level of performance. In schools, 
and with the world becoming more and more 
competitive, students are constantly expected to 
do their best because of the belief that success 
in school is synonymous with success in life. 

Reliability of measuring instrument
The foregoing explanatory factor analysis, together 
with the interpretability of the factors, provides 
some evidence of construct validity. To assess the 
internal consistency of the items measuring the 
various factors under investigation, Cronbach’s 
alpha coefficients were calculated (Bryman & 
Bell, 2007:164). Alpha coefficients measure 
internal consistency by computing the average of 
all split-half reliabilities for a multiple-item scale 
(Zikmund & Babin, 2007:322). The coefficient 
varies between 0 for no reliability, and 1 for 
maximum reliability (Kent, 2007:142). According 
to Bagozzi (1994:18), a value of 0.6 would be 
acceptable, although 0.7 is preferred to indicate 
a higher level of reliability. The results in Table 
2 to 5 suggest that the proposed instruments, 
utilized to measure the perceived success of 
schools, are reliable or internal consistent 
with no scores below the cut-off value of 0.7.

ConClusIon and reCommendatIons
The purpose of this paper was to validate an 
instrument to measure the perceived success 
of public secondary school. The results of the 
exploratory factor analyses and the Cronbach 
alpha coefficients provide some evidence 
of construct validity but further refinement 
of the instrument is necessary to utilized 
it as a diagnostic instrument in the future. 

It is suggested that the scales to measure 
the perceived success of public secondary 
schools be further developed and refined.

lImItatIons of tHe studY 
The study attempted to make a contribution 
with regard to the improvement of the success of 

schools by validating an instrument to measure 
the perceived success of schools. The study 
was, however, limited to the Gauteng province 
in South Africa and care should be taken to 
generalise the results to all schools in South Africa. 

The study is furthermore limited to the 
internal environment of the schools that did 
not account for external factors. Interpretation 
of the findings should therefore be handled 
with care, as they cannot be generalised.

The study only considers a few of many 
success factors of a school.  Success factors 
that were not considered are, among others: 

•	 Geographic location where school is located.
•	 The socio-economic status and level of 

education of the community wherein the 
school is situated. 

•	 Available sources.
•	 Demographic composition of the school.

reCommendatIons for future 
researCH
In this study, the exploratory factor analyses 
of the instrument measuring the perceived 
success of public secondary schools provide 
some evidence of construct validity, but further 
research is needed before the instrument 
can be utilised to assess school success. It is 
recommended that more advanced statistical 
procedures for scale validation, such as structural 
equation modelling, should be utilised in further 
development of the instrument. Supplementary 
research on the use of this measuring 
instrument is also necessary to refine its norms. 
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aPPendIX 1: Items measurIng PerCeIVed sCHool suCCess

sCHool leadersHIP
factor 1: leadership

B1-2 The Principal is involved in every aspect of the school (Lead 2).
B1-8 Principal is proactive to grasp or to create opportunities (Lead 8).

B1-11 Effective leadership at our school contributes directly to the success of our school (Lead 
11).

B1-3 The Leadership can be described as achievement-orientated leadership (Lead 3).

B1-5 Principal mobilise staff, parents, students and community around the vision, mission and 
shared values of the school (Lead 5).

B1-9 Principal is a risk-taker to best serve the staff, learners and school (Lead 9).

B1-4 The Principal set high expectations and standards for academic, social, emotional and 
physical development of learners (Lead 4).

B1-1 The Principal is the instructional leader of the school (ensure that every learner receives 
the highest quality instruction every day (Lead1).

B1-10 Principal is a leader of change and provide stimulus for change. Encourage 
experimentation and innovation (Lead 10).

B1-6 The staff is considered as the most important resource (Lead 6).
B1-7 Principal and SMT have good communication skills (Lead 7).

factor 2: evaluating school performance
B7-3 WSE & SSE are transparent and interactive (Eva 3).
B7-2 WSE & SSE are executed in accordance to prescribed regulations (Eva 2).

B7-1 Whole School Evaluation (WSE) and School Self Evaluation (SSE) are imperative for 
school effectiveness and school change (Eva 1).

B7-4 Decision-making authorities at the school make use the outcomes to improve the school. 
The effort is worth the while (Eva 4).

factor 3: staff development
B3-4 Staff development has a direct impact on teaching methods (Staff 4).
B3-3 Programmes presented increase the cognitive and technical skills of staff (Staff 3).

B3-6 Staff development programmes/initiatives contribute directly to learner achievement 
(Staff 6).

B3-7 Staff development programmes are based on the outcomes of Whole School Evaluation 
(Staff 7).

B3-5 Staff is committed to the Continuous Professional Teacher Development programme of 
the Department of Basic Education (Staff 5).

B-2 Development programmes/initiatives are designed to fit our school context (Staff 2).
B-1 Principal is committed in identifying professional development needs (Staff 1).

effeCtIVe teaCHIng and learnIng
factor 1: emphasis on academics

B4-7 Our academic results can be attributed to the emphasis on academics (Acad 7).
B4-3 Learners attend our school because of the academic emphasis (Acad 3).
B4-6 The emphasis on academics creates high expectations for all school participants (Acad 6).
B4-1 The emphasis of our school is on academics (Acad 1).
B4-5 The Principal plays an active role by setting high academic expectations (Acad 5).
B4-2 The staff set high, but achievable, academic goals for learners (Acad 2).
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factor 2: Class size
B13-2 Smaller classes may contribute to better discipline and learner achievement (Clssiz 2).
B13-1 Class size affects school effectiveness (Clssiz 1).

factor 3: High quality of teaching and learning
B2-2 Principal monitors work of management staff (Qual 2).

B2-3 Principal sets framework for curriculum planning and ensure curriculum delivery is 
successful (Qual 3).

B2-1 Principal oversees the curriculum (Qual 1).

B2-4 High quality of Teaching and Learning is enshrined in the vision and mission of the school 
(Qual 4).

B2-5 School recognises effective learning and teaching and good practice (Qual 5).
learner BeHaVIour

factor 1: safe schools
B11-6 Our school is characterised by good management and governance (Safe 6).
B11-5 Our school is characterised by professional educator conduct (Safe 5).

B11-2 Psychically safe: Our facilities are well-maintained and the school is managed towards an 
orderly organization (Safe 2).

B11-4 Intellectually safe: learners can think, doubt, question and make mistakes (Safe 4).

B11-3 Psychological safe: No fear of ridicule, intimidation, harassment, humiliation, bullying and 
violence (Safe 3).

B11-5 The disciplinary system at our school is clear, consistent and equitable applied to every 
learner (Disc 5).

factor 2: discipline
B8-1 Discipline underpins successful learning and teaching (Disc 1).
B5-1 Parental Involvement is an important aspect of school effectiveness (Paren 1).

B8-4 Disruptive behaviour affects learners’ safety, readiness to learn and future behavior (Disc 
4).

B11-1 Effective teaching and learning can take place only in a safe and secure school environment 
(Safe 1).

B8-2 Positive discipline has a positive impact on our school culture (Disc 2).
factor 3: Parental involvement

B5-6 Parental involvement has led to an increase in academic achievement with a lower drop-
out and retention rate (Paren 6).

B5-3 Parents at our school are academically involved (Paren 3). 
B5-7 Parental involvement has a positive behavioural outcome (Paren 7).

B5-8 Parental involvement contributes positively towards a decrease in learner absentees (Paren 
8). 

B5-5 Parents support the vision and mission of the school, including the Code of Conduct 
(Paren 5).

B5-2 Parental Involvement contributes to the success of our school (Paren 2).
B5-4 Positive relations with parents with good communication (Paren 4).

learner PerformanCe
factor 1: learner self-esteem
B12-2 High self-esteem fosters the confidence to engage in difficult problem-solving (Lnrself 2).
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B12-1 Learners with high self-esteem set higher aspirations, thus it could be associated with high 
academic achievement (Lnrself 1).

B12-3 Positive social connections decrease risk behaviour (Lnrself 3).
B12-5 Academic achievement and success lead to high self-esteem (Lnrself 5).
B12-4 The Principal is responsible for the development of a positive school climate (Lnrself 4).
factor 2: monitoring learner performance
B6-4 Monitoring is used to make certain adaption to the instructional methods (Moni 4).
B6-3 Monitoring is used for accountable and responsible feedback to parents (Moni 3).
B6-5 Monitoring is used to identify specific skill deficits (Moni 5).
B6-2 Monitoring is used to identify learners at risk of failure (Moni 2).
B6-1 The monitoring of learner progress is critical for school effectiveness (Moni 1).

B6-6 The managerial staff of the school monitor teaching and learning by classroom visits (Moni 
6).

factor 3: feedback
B9-3 Positive feedback creates a positive learning environment (Feed 3).
B9-2 Positive feedback forms part of my daily conduct in class (Feed 2).
B9-1 Feedback to learners is imperative for school effectiveness (Feed 1).
B9-3 Positive feedback creates a positive learning environment (Feed 3).
B9-2 Positive feedback forms part of my daily conduct in class (Feed 2).
B9-1 Feedback to learners is imperative for school effectiveness (Feed 1).
B9-3 Positive feedback creates a positive learning environment (Feed 3).
B9-2 Positive feedback forms part of my daily conduct in class (Feed 2).
B9-1 Feedback to learners is imperative for school effectiveness (Feed 1).

factor 4: High expectations
B10-4 I articulate my high expectations very clearly to learners (High 4).
B10-3 I have the same set of high expectations for learners from low-income families (High 3).
B10-2 Teacher perceptions of learners can influence learner performance (High 2).
B10-1 The setting of high expectations for learners is imperative for an effective school (High 1).
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aBstraCt
Against the background of a need for research on 
the influence of entrepreneurial orientation on 
the success of public schools, this investigation 
of the influence of entrepreneurial orientation 
on the perceived success of secondary schools 
attempts to address this caveat. In this paper, 
Part 2 in a series of three papers, is the validation 
of a scale measuring the five dimensions of an 
entrepreneurial orientation, i.e. Innovativeness, 
Autonomy, Risk-taking, Pro-activeness and 
Competitive aggressiveness, been assessed. 
The participating schools were identified by 
a stratified sample and the study yielded 800 
useable questionnaires from 25 high performing 
public secondary schools. To assess the validity 
and reliability of the measuring instrument, the 
data collected were analysed by means of an 
exploratory factor analysis and Cronbach alpha 
coefficients were calculated. The exploratory 
factor analysis, together with the interpretability 
of the factors, provides some evidence of construct 
validity. The results of this study, furthermore, 
suggest that the proposed instrument is reliable. 
It is proposed that an entrepreneurial orientation 

in public secondary schools can be measured by 
four factors, i.e. Innovativeness, Autonomy, Pro-
activeness and Competitive aggressiveness. It is, 
however, suggested that the scales to measure an 
entrepreneurial orientation in public secondary 
schools be further developed and refined.

Keywords: secondary schools, Public schools, 
school management, entrepreneurial orienta-
tion 

IntroduCtIon
In the years following the political transition in 
South Africa, the most important item on the 
national agenda was the social, economic and 
political integration of all South African people, 
particularly those marginalised under apartheid. 
After decades of systematic segregation and 
legislated racial exclusivity, the post-apartheid 
government faces the mammoth task of 
expanding service delivery, reducing widespread 
unemployment, and facilitating economic 
growth. As a means to an end, and to promote 
social cohesion, education was prioritised as an 
area for expansion and reform (Spaull, 2012:1).

InVestIgatIng tHe relatIonsHIP BetWeen an 
entrePreneurIal orIentatIon and tHe PerCeIVed 

suCCess of PuBlIC seCondarY sCHools. 
Part 2: tHe ValIdatIon of a sCale to measure 

entrePreneurIal orIentatIon
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According to Modisaotsile (2012:1), an educated 
population remains the fundamental platform for 
meeting most of the Millennium Developmental 
Goals (MDGs), and a well-oiled education system 
is important for many reasons. It is a means to 
encourage a knowledge movement that reflects the 
traditional heritage of South Africa and develops it 
into a living force for the future. A good education 
system is crucial, not only for ensuring that the 
citizenry is well educated; but also for human 
development and for the maintenance of socially 
responsive economic and political systems. 

In South Africa, there are many signs that 
illuminate the crisis in education. With high 
enrolment rates each year, and an increasingly 
poor Grade 12 output, it is clear that the focus 
needs to be on the quality of education. Quantity 
should, however, also be considered when the 
majority of those learners who pass Grade 12 
do not meet the minimum requirements for 
university entrance (Modisaotsile, 2012:2).

Amongst other concerns, a lack of good and 
effective leadership in schools is a big problem. 
It is against this background that Malan 
(2011:66) proposes a new type of leadership, an 
entrepreneurial leadership that must be evident 
in schools. School principals must take advantage 
of the opportunities within their school 
communities to mobilise resources, promote new 
initiatives and lead change in their schools and 
communities. In practice, this means leadership 
with an innovative and revolutionary mentality – 
an entrepreneurial orientation. Malan (2011:103) 
determined that performance over the long-term 
is dependent on schools innovating and adopting 
leadership roles in their teacher communities.

Yemini, Addi-Raccah and Katarivas (2015:528) 
find that traditionally, entrepreneurship is 
associated with the private sector and for-profit 
businesses, with entrepreneurial innovations 
considered to be those directed toward the 
marketplace. Therefore, the phenomenon initially 
received marginal attention in public educational 
settings (Borasi & Finnigan, 2010:2). Furthermore, 
schools are frequently considered to be resistant to 
educational change; expressed in their reliance on 
institutional regulations and norms, which leave 
little room for entrepreneurship (Levin, 2006:3). 

Eyal (2007:2) claims that school entrepreneurship 
falls under the term corporate entrepreneurship: a 
business’ tendency to initiate and implement both 
incremental and radical innovations in its internal 
as well as external environments. The survival of 
public schools is generally assured, when schools 
stagnate they risk losing their relevance and 
legitimacy in the eyes of the society they serve 
(Drucker, 1985). Entrepreneurship, therefore, 
should be studied as a basic mechanism that 
increases a school’s adaptive capacity and ability to 
maintain its relevance in conditions of uncertainty.

Subsequently, the problem statement and 
objectives, the operationalisation of variables, 
the research methodology, results and 
discussion are presented. The paper is concluded 
with the conclusions, recommendations, 
limitations and guidelines for further research.

ProBlem statement and oBJeCtIVes
In South Africa today, almost everyone has 
an opinion about education and schooling. 
Some commentators think there have been vast 
improvements since 1994, while others believe 
that much of the system is worse than the Bantu 
education of Apartheid (Spaull, 2012). According 
to the Organisation for Economic Co-operation 
and Development (OECD) (cited by SASIX, 
2012), many local learners fare much worse 
in international tests than in other developing 
countries, including African countries. Globally, 
the education system of South Africa is rated 
lower than those of Botswana, Kenya, Mauritius, 
the Seychelles and Brazil. As could be expected, 
the levels of illiteracy in South Africa are high 
– an estimated 24% of persons above 15 years 
of age cannot read and the educators in the 
township schools are poorly educated themselves.

Empirical studies, according to Madsen (2007), 
support the statement that there is a positive 
relationship between entrepreneurial orientation 
and organisational performance, which, in 
practice, suggests that those organisations that 
adopt an entrepreneurial orientation will perform 
better. Within the South African context, limited 
research has been conducted on this matter – 
especially within the education sector (Malan, 
2011). The dysfunctionality of schools can, 
among others, be ascribed to school management 
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teams that do not implement the dimensions of 
entrepreneurial orientation, that are not able 
to facilitate the sustainable development of 
the institution and the staff within the school.

It is against this background that a new type of 
leadership is required within schools – corporate 
entrepreneurial leadership or intrapreneurial 
leadership (Malan, 2011). In practice, that means 
leadership with an innovative and revolutionary 
mentality – an entrepreneurial orientation. 
Performance over the long term is dependent 
on the school innovating and adopting a 
leadership role in the teachers’ community. 
According to Oosthuizen (2006), organisations 
that re-invent themselves are those that gain 
an advantage above competitors, and they are 
able to sustain a culture of innovation and 
change that allow them to develop and grow. 

The main purpose of this study is to investigate 
the influence of an entrepreneurial orientation on 
the perceived success of selected public secondary 
schools. The first stage of this study has the purpose 
of validating the scales to measure entrepreneurial 
orientation and perceived school success in these 
school. Due to the extent of the study and the page 
restrictions to conference papers, the reporting of 
the study was done in three papers. In this paper 
(Part 2), the scales measuring an entrepreneurial 
orientation in secondary public schools in South 
Africa is validated. The validity and reliability 
of the measuring scale will be investigated by 
means of an exploratory factor analysis and 
by calculating Cronbach alpha coefficients. 

The reliability and validity of the factors 
measuring the perceived success of public 
secondary schools, was investigated by the first 
paper (Part 1). Thereafter, will the relationship 
between an entrepreneurial orientation and 
the perceived success of the selected public 
secondary schools (the primary objective of this 
study), be investigated in a third paper (Part 3) 
by means of linear multiple regression analyses.

oPerasIonalIsatIon of tHe 
VarIaBles
Entrepreneurial orientation has its roots in the 
strategy-making process literature and represents 
the policies and practices that provide the basis 

for entrepreneurial decisions and actions (Rauch 
et al., 2009:763). Based on Miller’s (1983:770) 
conceptualisation that an entrepreneurial business 
is one that engages in product market innovation, 
undertakes somewhat risky ventures and is first 
to come up with pro-active innovations, three 
dimensions of entrepreneurial orientation were 
identified, namely: Innovativeness, Risk-taking and 
Pro-activeness. George and Marino (2011:992) 
show that several authors have defined the domain 
of entrepreneurial orientation as containing 
fewer or more dimensions (George & Marino, 
2011:992). Two other dimensions were added 
by Lumpkin and Dess (1996:139-140), namely, 
Competitive aggressiveness and Autonomy. These 
authors argue that entrepreneurial orientation 
includes a propensity to act autonomously and a 
tendency to be aggressive towards competitors. 
Wang (2008:637) on the other hand, adopted 
four dimensions namely, Pro-activeness, 
Competitive aggressiveness, Risk-taking and 
Innovativeness. Covin and Lumpkin (2011:885) 
explain that the entrepreneurial orientation 
construct has been widely debated, but there 
is unfortunately no consensus on matters such 
as an appropriate definition of the construct, 
its domain or its dimensionality (Covin & 
Lumpkin, 2011:856; George & Marino, 2011:992). 

For the purpose of this study, the notion that 
entrepreneurial orientation refers to a business’ 
strategic orientation, is adopted – one that captures 
the specific entrepreneurial aspects of decision-
making styles, methods and practices. Further, the 
entrepreneurial orientation construct is viewed 
as consisting of five independent dimensions 
namely: Innovativeness, Autonomy, Risk-taking, 
Pro-activeness and Competitive aggressiveness.

The five dimensions measuring an entrepreneurial 
orientation will be discussed in this section, 
with reference to the education sector.

InnoVatIVeness
Business leaders and managers are regularly 
searching for ways to make their businesses more 
innovative, competitive, and successful (Park, 
Kim & Krishna, 2014:532). Drejer (2006:143) 
explains that there is a growing acknowledgement 
that innovation is an important source of growth, 
competitive advantage and new wealth. Wiklund 
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and Shepherd (2003:1309) find that innovative 
businesses can perform exceptionally well, and may 
be described as the engine of economic growth.

Innovativeness has often been shown as one 
of the most important strategic orientations 
for firms to achieve long-term success (Noble, 
Sinha & Kumar, 2002:30) and it has a significant 
effect on venture performance (Rauch & Frese, 
2000; Utsch & Rauch, 2000). Innovativeness is 
furthermore considered as one of the avenues 
for gaining a competitive advantage (Hult, Snow 
& Kandemir, 2003:420; Tajeddini, Trueman 
& Larsen, 2006:529; Tajeddini, 2010:222). 
Park, Kim and Krishna (2014:532) concur that 
business leaders and managers are regularly 
searching for ways to make their businesses 
more innovative, competitive, and successful.

Roehrich (2004:671) argues that there is no real 
consensus on the meaning of innovativeness. It 
may be described as the early purchase of a new 
product, as well as a tendency to be attracted by 
new products (Steenkamp, Hofstede & Wedel, 
1999:65). It is a multi-dimensional composite 
variable composed of radical ideas, relative 
advantages, and the number of innovations 
adopted (Nystrom, Ramamurthy & Wilson, 
2002:221). Following a distinction made by 
Hult et al. (2003:404), they suggest that the first 
construct of innovation (the initiation process) 
into the models of market orientation, is 
innovativeness, which is the notion of openness 
to new ideas as an aspect of a firm’s culture (values 
and beliefs) toward innovation. McFadzean, 
O’Loughlin and Shaw (2005:353) agree that 
innovativeness reflects a business’ tendency 
to engage in and support new ideas, novelty, 
experimentation and creative processes that may 
result in new products, services or processes. 

Roehrich (2004:671) describes innovativeness 
as the “creation of newness” and Draft (2012) 
defines it as the “adoption of an idea of behaviour 
that is new to the organisation” or depicts a firm’s 
ability to develop, launch and commercialise new 
products or services at a fast rate and ahead of 
his competitors. Cooper (1998:499) explains that 
product/service innovation presents any change 
in the product or service range that a business 
takes to market, and has proved to be potentially 

significant sources of strategic advantage. 

Covin and Miller (2014:15) describe 
innovativeness as a component of both 
the composite and multidimensional 
conceptualisations of the entrepreneurial 
orientation construct. Innovativeness is 
appropriately conceptualised as the ability to 
produce innovations. The strength of this ability 
is typically assessed through the existence of 
particular innovation process outcomes, such as 
new product introductions. Gürbüz and Aykol 
(2009:323) state that even in the presence of the 
other dimensions, if innovation is not employed, 
there is no business-level entrepreneurship. 

Yemini, Addi-Raccah and Katarivas (2015:529) 
explain that corporate entrepreneurship has 
been labelled ‘intrapreneurship’ (Antoncic 
& Hisrich, 2001:495), and typically has been 
investigated through the lens of big businesses 
in a fluctuating, competitive environment. 
Austin, Stevenson and Wei-Skillern (2006:2) 
add that in the school setting, in contrast, 
leadership innovation takes on an aspect of social 
entrepreneurship that encompasses innovative 
activities with a social objective in both for-profit 
and non-profit businesses. They define social 
entrepreneurship as innovative, social, value-
creating activities that can occur within or across 
the non-profit, business, or government sectors.

Initiation of innovations is a very crucial aspect of 
principals’ administrative behaviour. If education 
must move along with the trend of development 
recorded in recent times, then school principals 
have no option but to be innovative. Pedersen and 
Johansen (2012:2) warn that ineffective senior 
management teams, poor vertical communication 
and unclear strategies, are “the silent killers 
of organisational change” (Beer & Eisenstat, 
2000:29). According to Pejza (1985:10), “A leader 
continuously scans the environments noticing 
where change is needed”.  In other words, leaders 
of change are pro-active in their efforts to change 
and improve their schools. It is believed that one of 
the strong factors responsible for the degenerating 
standard in education is the lack of initiation 
of innovation by secondary school principals.

Yemini et al. (2006:529) explain that in 
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education, innovations should be related 
to school practices, standards and policies 
(Pacheco, York & Dean, 2010:1003). Innovation 
can manifest in various areas, such as: 

•	 pedagogy, which is curricular content and 
instructional strategies with immediate 
impact at the classroom level; 

•	 or organisation, which is practices and 
structural designs that do not directly affect 
classroom techniques or content (Lubienski, 
2003:405); and 

•	 social concerns, which involve creating 
arrangements to solve social problems 
by pursuing opportunities to catalyse 
social change and/or address social needs 
in innovative ways and combinations of 
resources (Mair & Marti, 2006:3).

autonomY
Lumpkin, Cogliser and Schneider (2009:47) 
explain that the independent spirit and freedom 
of action necessary to advance new venture 
development, is a driving force of entrepreneurial 
value creation (Burgelman, 2001). Lumpkin and 
Dess (1996:140) add that for entrepreneurship 
to thrive in many organisational contexts, 
“the exercise of autonomy by strong leaders, 
unfettered teams, or creative individuals who 
are disengaged from organisational constraints” 
is required. Autonomy affords organisational 
members the freedom and flexibility to 
develop and enact entrepreneurial initiatives.

Autonomy is essential to the processes of 
leveraging a business’ existing strengths, 
identifying opportunities that are beyond the 
business’ current capabilities, and encouraging 
the development of new ventures and/or 
improved business practices (Lumpkin et al., 
2009:49). Antoncic and Hisrich (2003:8) add 
that numerous scholars argue that autonomy 
is required for entrepreneurial initiatives to 
emerge and thrive, and constitutes a basic 
feature of entrepreneurially oriented businesses.

According to Brock (2003:58), prior research 
supports the view that, within businesses, 
autonomy encourages innovation, promotes 
the launching of entrepreneurial ventures, and 
increases the competitiveness and effectiveness 

of firms. Autonomy constitutes one of the bases 
for innovative and entrepreneurial behaviour 
(Casillas & Moreno, 2010:270), therefore 
businesses that rely on an entrepreneurial 
orientation to create new value and growth, must 
encourage entrepreneurial behaviour by allowing 
employees to act and think more independently 
(Gürbüz & Aykol, 2009:324). Covin, Green and 
Slevin (2006:60) warn that firms that are overly 
dependent on participation in decision-making and 
require consensus to be reached before launching 
entrepreneurial initiatives, may suffer financially.

Lumpkin et al. (2009:49) state that in an 
organisational context both “top-down” and 
“bottom-up” approaches may be useful for 
encouraging autonomy (Quinn & Spreitzer, 
1997:38). Companies with an overall 
entrepreneurial mission use a top-down approach 
to stimulate entrepreneurial activity (Birkinshaw, 
1997:226). Top managers support programs and 
incentives that foster a climate of entrepreneurship 
and welcome autonomous decision-making. 
These companies are well-known for 
supporting the type of independent thinking 
and action that is characteristic of autonomy. 

Lumpkin et al. (2009:49) asserts that many of 
the best ideas for entrepreneurial ventures, 
however, come from the bottom-up. To 
encourage autonomous decision-making 
at the grass-roots levels of such businesses, 
special incentives and structural arrangements, 
designed to develop and build support for 
entrepreneurial ventures, may be required.

School change or innovation have become 
buzzwords for all schools, especially due to 
the fact that they must strive to be structurally 
effective and adaptive to rapidly changing 
educational environments (Park, 2012:89). 
Yemini et al. (2015:526) explain that in many 
countries schools are exposed to increasing 
pressure to perform well, along with demands to 
adhere to governmental standards and policies. 
At the same time, because of decentralisation 
processes, schools are allowed more power and 
autonomy. These two prominent trends expose 
school leaders to contradictory forces that affect 
their actions and practices. On the one hand, 
principals face being accountable for school 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

1303

A DECADE OF EXCELLENCE

outcomes, in line with prescribed regulations and 
standards; while on the other hand, following 
decentralisation, school principals have the 
opportunity to extend their spheres of autonomy.

In contrast, Chang, Leach and Anderman 
(2015:316) stress that recent accountability 
measures have taken a toll on principals’ autonomy. 
Connelly (2009:64) argues that the new age of 
increased educational accountability policies 
encroach on principals’ autonomy, thus rendering 
them less effective in governing their schools. 
Principals often face conflict between their need 
to be autonomous, to meet the specific needs of 
their schools, and the requirements to comply with 
top-down mandates and accountability policies. 
Goodwin, Cunningham and Childress (2003:28) 
identify this autonomy conflict as one of the 
major tensions that contemporary principals have 
to face, suggesting that these conflicts will affect 
principals’ job-related motivation. They describe 
an autonomy conflict as conflict between being 
responsive to mandates and being autonomous.

Yemini et al. (2015:526) explain that schools 
are influenced both by top-down accountability 
demands and by the autonomous action of 
principals from the bottom-up. To some extent, 
school principals enjoy discretion over their 
actions, as long as they advance and improve 
student achievements. These trends enable school 
principals to take advantage of the opportunities 
within their school environments to mobilise 
resources, promote new initiatives and lead 
change in their schools and communities.

Schmerler (2002:370) notices that many 
educators and policy-makers have realised that, 
in order to do their best work, schools need the 
luxury of freedom. Just as autonomous cultures 
in the business world have improved employee 
morale, increased innovation, and encouraged 
a more nimble, customer-focused workforce; 
greater autonomy can also free educators to try 
new approaches within instruction, staffing, and 
schedules, so that they can respond quickly and 
more effectively to student needs. Experience 
with autonomous schools has shown that 
granting schools more flexibility can yield more 
innovation in school management, staffing, 
and instruction, bringing high-performance 

schools to communities that greatly need them.

Connely (2009:64) stresses that schools thrive 
under good principal leadership and principals 
welcome the challenge of making sure that 
each child, regardless of their subgroup status, 
learns at high levels. Granting principals full 
authority, autonomy, and responsibility for 
the schools they lead is one sure path that 
will lead to increased student achievement.

rIsK-taKIng
Lumpkin and Dess (2001:431) describe risk-taking 
as a tendency to take bold actions such as venturing 
into unknown new markets, committing a large 
portion of resources to ventures with uncertain 
outcomes, and/or borrowing heavily. Altinay, 
Madanoglu, Daniele and Lashley (2012:491) 
determine that the risk-taking propensity is 
an important element of entrepreneurship and 
refers to the propensity of an individual to exhibit 
risk-taking or risk-avoidance behaviour, when 
confronted with situations which might involve an 
element of risk. Wu and Knott (2006:1315) point 
out that, while entrepreneurs are conventionally 
risk-averse in responding to demand uncertainty, 
they are risk-seeking (overconfident) 
about risks related to their own ability.

Lumpkin and Dess (1996:144) find that the early 
entrepreneurship literature equated the idea of 
entrepreneurship with working for oneself (i.e., 
seeking self-employment rather than working for 
someone else for wages) (Cantillon, 1734). Wu 
and Knott (2006:1316) explain that a fairly well-
established theme in the entrepreneurial literature 
is that a key economic role of entrepreneurs is 
risk-bearing. This view dates back to Cantillon 
(1755) who characterised the economy as 
consisting of two classes of inhabitants (aside 
from the prince and landowners): “hired people” 
on fixed wages and “undertakers” who purchase 
inputs (including labour) at fixed prices without 
assurance of profits. The key distinguishing 
feature of the second class is that it undertakes the 
risk of demand and price uncertainty (which at 
the time of his writing must have been quite high 
because one of the factors Cantillon considered 
was the number of deaths of local inhabitants). 
Included in the undertaker (entrepreneur) class 
were farmers, merchants, shopkeepers, and 
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master crafts men (even robbers). Lumpkin 
and Dess (1996:144) stress that the concept of 
risk-taking is a quality that is frequently used 
to describe entrepreneurship. Palich and Bagby 
(1995:426) agree that although theorists disagree 
over exact definitions, entrepreneurs are widely 
considered to be attracted to risky ventures 
that promise above-average profit and growth.

Caliendo, Fossen and Kritikos (2010:2) explain 
that entrepreneurs are “highly tolerant of risk”. 
Caliendo, Fossen and Kritikos (2009:153) 
concur that previous research supports this 
judgment insofar as positive correlations between 
risk-tolerance and the decision to become an 
entrepreneur are observed. It is also true that 
entrepreneurs are less risk-averse than other 
persons, such as those who are regularly employed 
(Hartog, Ferrer-i-Carbonell & Jonker, 2002:3). 
However, Chell, Harworth and Brearley (1991) 
make it clear that for entrepreneurial success, it 
might be wise not to maximise the riskiness of 
investments. In line with that suggestion Caliendo, 
Fossen, and Kritikos (2010:13) find empirical 
evidence that there is no linear relationship 
between risk tolerance and entrepreneurial 
success. Their analysis confirms the hypothesis 
that persons with particularly low or particularly 
high-risk attitudes survive as entrepreneurs less 
often than those with a medium-level risk attitude.

Altinay et al. (2012:491) find that there is no 
consensus in the literature about the extent of 
risk-taking in the entrepreneurship process. 
Thomas and Mueller (2000:291) explain that 
some studies found that entrepreneurs are 
moderate risk-takers, taking calculated risks to 
avoid uncertain situations. When comparing 
the risk-taking propensity of managers versus 
entrepreneurs, there seems to be little consensus 
in the literature. Some studies suggesting that 
entrepreneurs seem to be involved in riskier 
ventures and entrepreneurial processes (Busenitz, 
1999:327), whilst others have not found any 
substantial differences between entrepreneurs 
(defined as firm-owners) and managers or even 
the general population (Low & MacMillan, 1988; 
Kogan & Wallach, 1964). One of the explanations 
put forward by some authors (Janney & Dess, 
2006:386) to justify such variances in the 
findings, is that entrepreneurs may perceive the 

risk context differently to other segments of the 
population. In such cases an action which might 
appear risky for an established company might 
not be in an entrepreneurial context. Therefore an 
entrepreneur who takes on such risk may appear 
to be willing to take on a greater risk than an 
established company, even though the entrepreneur 
does not perceive this as a great risk. Indeed, 
existing risk measurements might fail to capture 
the actual risk contexts that entrepreneurs face.

Morris et al. (2008:62) highlights that risk does 
not refer to extreme or uncontrollable risk, but 
rather to moderate and calculated risk. Lambing 
and Kuehl (2007:19) explain that corporate 
entrepreneurs are therefore not high risk-
takers. Instead, they try to define the risk they 
have to take, minimise it as much as possible 
and manage it (Timmons & Spinelli, 2009:52). 
McBeth and Rimac (2004:18) add that these 
enterprises should rather be viewed as risk-aware 
and opportunity-focused businesses. Howard 
and Mozejko (2015:5) notice that change is 
generally considered to be the act of becoming 
something different. Educational change is 
commonly used to describe educational reform, 
which is the goal of changing public education 
in some way. Educational change happens at a 
variety of levels: student, teacher, school, local 
community, state and nation (Fullan, 2007). 

Baylor and Richie (2002:400) explain that over 
the past few decades there have been continuous 
efforts to ‘fix’ teaching and learning. There is 
significant focus on literacy, numeracy, and 
improving performance of disadvantaged 
students, to name just a few. To change, it is 
necessary to take risks. Some individuals will find 
change less risky, while others perceive higher 
risks for the same situations. Studies have found 
that teachers with an ‘openness’ of mind are 
more likely to experiment. Risk-taking is closely 
tied to external factors such as professional 
development and a supportive climate.

Yemini et al. (2015:536) are of the viewpoint 
that institutional entrepreneurship is not about 
an extremely proactive change, but rather 
involves profound change of the organisational 
settings and norms. Howard and Mozejko 
(2015:5) describe risk-taking as something 
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that schools can encouraged through fostering 
experimentation and a culture of change. A 
culture of change means that teachers can work 
towards change and feel that they are able to 
experiment with new tools, approaches and 
teaching strategies without punishment or 
fears of negative impact on students’ learning. 

According to Yemini et al. (2015:536), the mind-
set of an entrepreneur is to think above and beyond 
normal ideas and expectations. Having the ability 
to become a risk-taker, “involves taking a chance 
or embarking on a venture even though there 
is no certainty of a positive or intended result”. 
In this regard, Mullins and Forlani (2005:51) 
warn that risk is either the potential to act too 
quickly on an unsubstantiated opportunity, 
or the potential to wait too long before acting.

Xaba and Malindi (2010:77) warn that failure is 
always a reality when being an innovative risk-
taker, but when an entrepreneur experiences 
success, none of the risk-taking moments and 
stresses is of any importance any more. When 
executing visions that they have committed 
to, risk-taking leaders are not held up by 
funding restrictions. Leaders that are able to 
become risk-takers are pro-active in trying new 
things or creating change where it is needed.

Pro-aCtIVeness
Pro-activeness is a forward-looking perspective, 
characterised by pursuing and anticipation of future 
wants and needs in the marketplace (Lumpkin & 
Dess, 2001:949; Eggers, Kraus, Hughes, Laraway 
& Snycerski, 2013:528; De Massis, Chirico, 
Kotlar & Naldi, 2014:35). Thus, pro-active firms 
capitalise on emerging opportunities and beat 
competitors by shaping the environment (Eggers 
et al., 2013:2). Pihie, Asimiran and Bagheri 
(2014:3) describe pro-activeness as being active 
in creating and leading toward the future, rather 
than passively waiting to be affected by it. By 
being pro-active, entrepreneurial leaders not only 
explore new opportunities for entrepreneurial 
activities, but also step into action and exploit 
opportunities to improve the business’ 
performance (Kuratko, Hornsby & Goldsby, 
2007; Kuratko & Hornsby, 1999). Zampetakis 
(2008:155) stresses that pro-activeness highly 
influences entrepreneurial leaders’ creativity, 

opportunity recognition ability, desire and 
intention to initiate entrepreneurial activities, 
and perseverance in achieving their visions.

As suggested by Venkatraman (1989:949), pro-
active firms aim at anticipating and acting on 
future needs by “seeking new opportunities 
which may or may not be related to the present 
line of operations, introduction of new products 
and brands ahead of competition, strategically 
eliminating operations which are in the mature or 
declining stages of life cycle”. Gürbüz and Aykol 
(2009:323) emphasise that a pro-active business 
is a leader rather than a follower, since it has the 
will and the foresight to seize new opportunities, 
even if it is not always the first to do so.

Pihie et al. (2014:3) notice that previous studies 
on the innovations implemented in schools 
have provided empirical evidence that these 
cannot fundamentally change and improve 
school performance (Park, 2012:90; Eyal & Inbar, 
2003:230). This can be partially attributed to school 
leadership that failed to provide a supportive 
environment for change and innovation in the 
schools (Park, 2012:90). In a recent study, Xaba 
and Malindi (2010:76) specify the entrepreneurial 
characteristics of principals in historically 
disadvantaged schools. The researchers concluded 
that principals in such schools unconsciously 
practise innovativeness, pro-activeness and risk-
taking in order to overcome the constraints in 
the school environment, particularly in relation 
to the required resources. More recently, Park 
(2012:90) found a significant relationship between 
principals’ leadership style and support for 
innovation at schools. Eyal and Inbar (2003:230) 
examined the relationship between primary 
school principals’ pro-activeness and school 
innovativeness. They define school principals’ pro-
activeness as “the willingness to start intrinsically 
motivated actions, which are not imposed by 
the authorities” and school innovativeness 
as “the perceived amount of innovations 
implemented in school during a given time”.

Eyal and Inbar (2003:234) explain that schools 
dominated by the initiating entrepreneurial 
profile, typically exhibit the generation of a 
multitude of ideas at the onset and a relatively 
limited implementation of new initiatives. 
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Nevertheless, their modus operandi can be 
classed as pro-active in its nature, since their 
principals promote a trial and error culture, 
although with limited institutionalisation of 
irregular practices such as multi-disciplinary 
teaching, alternative evaluation methods or 
exceptional use of resources. Opposed to this, 
the vigorous entrepreneurial profile represents 
a radical entrepreneurial strategy, which is pro-
active in its nature, and includes discontinuous 
change events, frame breaking, and a discarding 
of conventional operating practices (Brazeal 
& Herbert, 1999; Stringer, 2000:70). This 
strategy represents a dramatic departure from 
the current organisational strategy, and is 
autonomous from the system’s authorities. It 
goes against the current organisational structure, 
operating like it does not exist, and acts free of 
existing constraints of the environment. Most 
of these principals’ initiatives lead to action.

Pihie et al. (2014:3) describe envisioning of 
the future and the creation of a scenario of 
innovative possibilities as the biggest challenges 
of an entrepreneurial leader. To face these 
challenges, leaders need to be pro-active 
and anticipate future possibilities, create and 
develop various entrepreneurial opportunities 
and take the necessary risks to enact the vision. 

ComPetItIVe aggressIVeness
Competitive aggressiveness refers to a firm’s 
propensity to directly and intensely challenge its 
competitors to achieve market entry or improve 
position, in order to outperform industry rivals 
in the marketplace (Lumpkin & Dess, 1996:149). 
According to Lumpkin and Dess (2001:433), this 
is characterised by a strong offensive posture, 
directed at overcoming competitors and may also 
be quite reactive when a firm defends its market 
position or aggressively enters a market that a 
rival has identified. Competitive aggressiveness 
also reflects a willingness to be unconventional 
rather than rely on traditional methods of 
competing. Thus, competitive aggressiveness, 
which refers to a firm’s responsiveness directed 
toward achieving a competitive advantage, is 
an important component of entrepreneurial 
orientation (Lumpkin & Dess, 1996:149). 

Short, Payne, Brigham, Lumpkin and Broberg 

(2009:12) find that competitive aggressiveness has 
been recognised as a key ingredient of business 
success, ever since military science books such 
as Sun Tzu’s The Art of War highlighted its 
contribution to the understanding of effective 
strategising. Smith, Ferrier and Grimm (2001:60) 
assert that competitive aggressiveness includes 
the processes that companies engage in to devise 
and enact strategies aimed at defending their 
market position or combating industry trends 
that threaten their survival. A competitively 
aggressive posture is important for firms that 
seek to enter new markets and/or excel in the face 
of intense rivalry (Chen & Hambrick, 1995:456). 
Wang (2008:6) concur that entrepreneurial 
firms pursue pro-active action in the markets 
and aggressive gestures toward competitors. 
Therefore, entrepreneurial firms engage in pro-
active and extensive environmental scanning.

Lee and Sukoco (2007:550) find that businesses 
that are competitively aggressive are characterised 
by responsiveness, which may take the form of 
head-to-head confrontation; for example, when a 
business enters a market that another competitor 
has identified. There is, however, an important 
distinction between competitive aggressiveness 
and pro-activeness that needs to be clarified 
(Lumpkin & Dess, 1996:147). Pro-activeness refers 
to how a business relates to market opportunities 
by seizing initiative and acting opportunistically 
in order to shape the environment; that is, 
to influence trends and perhaps even create 
demand. In contrast, competitive aggressiveness 
refers to how businesses relate to competitors; 
that is, how businesses respond to trends and 
demands that already exist in the marketplace. 

Eyal and Inbar (2003:222) are of the opinion 
that schools are state-appointed suppliers of 
a service funded by the government, and are 
considered to be domesticated organisations. 
Therefore, their survival is seldom held in doubt 
(Drucker, 1985). On the other hand, schools 
are operating in an environment of increasing 
uncertainty. This uncertainty does not stem from 
competition, but rather from their openness and 
consequent exposure to rapid environmental 
changes (Drucker, 1985). According to Eyal and 
Inbar (2003:222), the fast pace of environmental 
changes and the limited capacity to predict them, 
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together with the multiple factors operating in 
the schools’ environments and their dependence 
on external resources, all serve to increase 
the uncertainty under which schools operate. 
Even though their survival is generally ensured 
and schools are not measured by standards of 
financial profit, in situations of stagnation they 
might face losing their relevance to the society 
they serve. It would appear that the need for 
new initiatives, flexibility and self-renewal are 
basic prerequisites in preventing the creation 
of gaps between the societal-environmental 
demands and the function of the schools.

Lubienski (2003:395) explains that few ideas 
are more closely associated with schools 
than the notion of innovation. Much of the 
thinking regarding school choice stems from 
the premise that state-administered schools are 
necessarily bound by bureaucratic regulations, 
inhibiting innovation, and enforcing uniformity 
in the way that children are educated. Many 
reformers argue against such a “one-size-fits-all” 
model for education and believe that market-
style mechanisms of consumer choice and 
competition between autonomous schools will 
encourage diverse and innovative approaches 
for increasing achievement (Bennet, Fair, Finn, 
Flake, Hirsch, Marshall & Ravitch, 1998:26). 
Efforts to free schools from burdensome 
bureaucratic regulations are intended to undercut 
the monopolistic political control of public 
education, giving educators in charter schools 
the opportunity and motivation to experiment 
with new instructional strategies (Allen, 2001).

Sirer, Maroulis, Guimera, Wilensky and Amaral 
(2015:358) notice that the idea of providing 
parents and students with more choices in 
schooling options, will improve educational 
outcomes, has been a leading theme in education 
reform. Proponents claim that increased choice 
provides the incentives necessary for schools to 
become more efficient in converting resources into 
outcomes (Chubb & Moe, 1990:1085). From the 
perspective of supporters, choice will not only help 
those who exercise it, but also provide competition 
that will lead to system-wide improvements - the 
proverbial “rising tide that lifts all boats” (Hoxby, 
2003). According to Burns (2011:4), proponents 
of school competition argue that increased 

choice for parents forces schools to work harder 
to be effective and, therefore, competitive in 
the education ‘market’. When treated as private 
market goods, school competition might be 
an aspect in determining school performance.

Sirer et al. (2015:361) explain that choice programs 
can lead to academic performance improvement 
through two broad mechanisms. One mechanism 
involves students sorting themselves into “better” 
schools. The schools can be better either in an 
absolute sense, such as having higher value-added 
for all students; or in a relative sense, in that 
students select schools that are better matches for 
their learning styles or particular needs (Angrist, 
Dynarski, Kane, Pathak & Walters, 2012:18; 
Bloom & Unterman, 2014:3015-3016). A second, 
and potentially better mechanism, involves a 
competitive process: when given a choice that is 
not dependent on residence, students will flow 
from low-performing schools to better ones. 
Schools losing students feel pressure to change 
in order to attract and keep students, which, in 
turn, creates pressure for all schools to change. In 
this way, the flow of students to better performing 
schools initiates a cycle of competition that can 
lead to system-wide improvements (Hoxby, 2003). 

Torres (2015:22) detects that the creation 
of school choice programs could force 
principals to become competitive with one 
another. Research within both charter and 
traditional public schools has also shown that 
schools that foster a sense of competition and 
innovation among the administrators create 
entrepreneurial characteristics that are imitated 
by the students within their own personal lives 
(Sobel & King, 2008:430). The goal of utilising 
entrepreneurial characteristics within a school 
setting is to create systematic changes that 
will result in advancing student achievement.

researCH metHodologY
Measuring instrument
The five dimensions of entrepreneurial 
orientation investigated in this study, namely 
Innovativeness, Autonomy, Risk-taking, Pro-
activeness and Competitive aggressiveness were 
identified in the literature (Morris et al., 2008; 
Lumpkin and Dess, 1996; Zahra et al., 1999). 
The items measuring the dimensions were 
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compiled based on a study conducted by Lotz 
(Lotz and Van der Merwe, 2013; Lotz, 2009). 

Respondents were requested to indicate their 
extent of agreement with each statement 
(item) by means of a five-point Likert scale 
(where 1 indicates they strongly disagree and 
5 that they strongly agree with the statement).

Study population and sample
A total of 25 public secondary schools in the 
Gauteng Province in South Africa participated in 
this study. This province is central to South Africa 
and includes the main cities of Johannesburg and 
Pretoria. The full database lists 6772 secondary 
schools in South Africa, of which 853 are in 
the Gauteng Province (Department of Basic 
Education, 2015). School principals, heads 
of departments (job level two) and teachers 
(job level one) completed the questionnaires. 

The 25 schools participating in this study 
were chosen based on the results of their 
Grade 12 examinations from 2013 - 2015. 
The selected public secondary schools 
were selected on the following criteria:

•	 group a, consists of well–resourced schools 
that have obtained a 100% pass rate for the 
past five years. These schools are located in 
the urban areas of Pretoria, Johannesburg and 
Randfontein. 

•	 group B, consists of former Model C schools 
that have obtained a pass rate of 100% in the 
2013-2015 Grade 12 examinations. These are 
ordinary suburban schools located in different 
areas of Gauteng, serving the immediate 
population for whom they were originally 
intended.  

•	 group C, consists of poor township schools 
that have obtained pass rates well beyond 
expectation. Some of the schools are located 
in the townships of Khutsong (Carletonville), 
Kagiso (Krugersdorp), Kokosi (Fochville) 
and the peri-urban areas of Randfontein and 
Krugersdorp. 

Although this group of schools were selected by 
means of convenience sampling, they turned out 
to be a good representation of the population.

Data gathering
The questionnaires were couriered to a designated 
person (in most instances the principal or deputy-
principal) of a specific school, who acted as a contact 
person and also assisted with the distribution 
and subsequent collection of the questionnaires. 
Respondents were requested to anonymously 
and voluntarily complete the questionnaire and 
return the completed forms to the designated 
person. From the target population of 1025 
educators, a total of 812 completed questionnaires 
were received, from which 800 responses were 
useful. This figure represents a response rate of 
78%. The excellent feedback can be attributed 
to the co-operation of the schools’ principals. 

Statistical analysis
For validating the measuring instrument, an 
exploratory factor analysis (EFA) was conducted 
to identify the unique factors present in the 
data, confirming the discriminant validity of 
the measuring instrument used. Bartlett’s test of 
sphericity was performed to test the significance 
of each question and its relationship. A Kaiser-
Meyer-Olkin Measure of sampling adequacy 
(KMO) test was performed to determine the 
appropriateness of the data. Field (2005:640) 
explains that the KMO test shows whether 
the sample is adequate and the Bartlett’s test 
of sphericity indicates whether the patterns 
of correlations will yield reliable factors.

To confirm the reliability of the measuring 
instrument, Cronbach-alpha coefficients were 
calculated. Cronbach-alpha coefficients range in 
value from 0 to 1. The higher the score, the more 
reliable the generated scale is. A score of 0.7 is 
seen to be an acceptable reliability coefficient. 
Satisfactory Cronbach-alpha coefficients 
were reported for all the constructs identified 
during the EFA, confirming the reliability of 
the measuring instrument (Field, 2009:628). 

The quantitative data from 800 respondents 
was captured on an Excel spreadsheet. Data 
was analysed by the Statistical Consultation 
Services, North West University (Potchefstroom 
campus), through the PASW Inc. (PASW/
SPSS, 2016) software programme. The 
results will be discussed in the next section.
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results and dIsCussIon
Demographic information
The largest percentage (55.5%) of the respondents 
falls in the 40 to 59 years old age group. The largest 
percentage, 74% of the respondents, is female and 
the majority (83.5%) of the participants were 
Caucasian. A total of 79.375% of the respondents 
possess a B-degree plus a diploma/certificate or an 
honours degree and only 2.5% of the respondents 
possess a master’s degree. A total of 79.25% of the 
participating respondents were on job level one, 
which implies a regular teacher, while 15.375% 
of the respondents were heads of departments. 

Construct validity of the measuring instrument
Before conducting a multiple regression analysis 
to assess the relationships between the variables, 

the number of factors and the items loading onto 
each factor must be known (Hair, Black, Babin, 
Anderson & Tatham, 2006). For this reason, an 
exploratory factor analysis was conducted to 
identify the unique factors present in the data, 
before conducting a multiple regression analysis. 

Even though the domain of entrepreneurial 
orientation has received a substantial amount of 
theoretical and empirical attention (Rauch et al., 
2009:762), American authors (Frank, Kessler & 
Fink, 2010:175) have published the vast majority 
of publications. It is therefore important to validate 
the scales used in this study within the South 
African context (Lotz & Van der Merwe, 2013) 
and also within public secondary schools (Malan, 
2011), by means of an exploratory factor analysis. 

taBle 1: oBlImIn rotated faCtor matrIX: entrePreneurIal orIentatIon 

Item

Component

Innovativeness Competitive 
aggressiveness autonomy Pro-activeness

Inno 2 0.818 0.161 0.038 -0.107
Inno 4 0.756 -0.028 0.037 0.002
Inno 3 0.748 -0.011 -0.005 0.003
Inno 1 0.695 0.081 0.036 -0.163
Inno 5 0.592 -0.174 -0.108 0.062
Inno 6 0.572 -0.132 0.133 0.038
Inno 8 0.540 0.019 0.188 -0.167
Inno 9 0.403 0.018 0.292 -0.210

Comp 2 0.036 -0.799 -0.019 0.017
Comp 3 0.011 -0.779 0.065 0.012
Comp 1 -0.039 -0.588 -0.002 -0.235
Comp 4 0.083 -0.442 0.138 -0.122
Auto 2 0.030 0.105 0.733 -0.057
Auto 3 0.017 -0.068 0.650 -0.081
Auto 4 0.044 -0.063 0.637 0.058
Auto 1 -0.073 0.013 0.558 -0.010
Auto 5 0.135 -0.126 0.391 0.086
Proac 2 0.085 -0.177 0.059 -0.687
Proac 1 0.188 -0.143 0.017 -0.656
Proac 3 0.353 -0.198 0.011 -0.401

Cronbach’s 
alpha 0.897 0.810 0.757 0.872

(1)  Loadings greater than 0.35 were considered significant 
(2)  The items included in the factor analysis are provided in Appendix 1
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To validate the 27 item scale to measure 
entrepreneurial orientation, an exploratory 
factor analysis was conducted. Two tests, 
namely Bartlett’s test of sphericity and the 
Kaiser-Meyer-Olkin measure of sampling 
adequacy, were considered important in 
determining the appropriateness of the data 
for factor analysis (Gürbüz & Aykol, 2009:327). 

An Oblimin oblique rotation was performed 
on the principal components of the exploratory 
factor analysis. To determine the number of 
factors to be extracted, Kaiser’s criterion was 
used, namely to retain factors with Eigen-values 
greater than one (Field, 2009:647). A total of 
20 items demonstrated sufficient discriminant 
validity, by loading to a sufficient extent. The 
data measuring the entrepreneurial orientation 
yielded a sampling adequacy of 0.925, while 
the Bartlett’s test of sphericity yielded a 
p-value of smaller than 0.001, indicating that 
patterns of correlations are compact and that 
factor analyses should yield reliable factors 
(Field, 2009:647). Refer to Table 1 presenting 
the factor matrix of the remaining 20 items. 

By applying the factor extraction criterion 
that the Eigen-values must be greater than one 
(Davis, 2005), four factors were extracted in the 
exploratory factor analysis, explaining 53.74% of 
the variance before rotation. After rotation, these 
factors were labelled Innovativeness, Competitive 
aggressiveness, Autonomy and Pro-activeness.

One of the dimensions of entrepreneurial 
orientation, Risk-taking, was not extracted 
as a factor. The reason is unclear but one 
can assume educators may feel that public 
schools are state entities and the provincial or 
national governments must be the risk-bearers. 

Factor 1 labelled Innovativeness, comprised of eight 
items. Eight of the nine items (Inno 2; Inno 4; Inno 
3; Inno 1; Inno 5; Inno 6; Inno 8; and Inno 9) were 
used to measure the latent variable, innovativeness 
(refer to Table 6.8).This loaded significantly 
onto factor 1, as expected. One item, Inno7, did 
not load significantly and was deleted. For the 
purpose of this study, Innovativeness refers to the 
regular implementation of new services/subjects/
sport codes/processes, the increase in the number 

of services/subjects/sport codes/processes during 
the past two years, and the extent to which these 
new services/subjects/sport codes/processes 
added significant value over the past few years.

The second factor, labelled Competitive 
aggressiveness, comprised of four items. All 
four items (Comp 2; Comp 3; Comp 1; and 
Comp 4) were intended to measure the latent 
variable, Competitive aggressiveness (Table 6.2). 
This loaded onto the factor as was expected. 
In this regard, Competitive aggressiveness 
refers to when an aggressive posture is 
assumed, not only against competitors, but 
also against any industry trends that may 
compromise survival or competitive position.

The third factor, labelled Autonomy, comprises of 
five items. All five of the items (Auto 2; Auto 3; 
Auto 4; Auto 1; and Auto 5) were used to measure 
the latent variable, Autonomy (Table 6.8), which 
loaded significantly onto factor 3. Autonomy 
refers to employees being encouraged to manage 
their own work without continual supervision, 
and being allowed flexibility to be creative and 
try different methods to complete their tasks.

The fourth factor, which comprised of three 
items, was labelled Pro-activeness. Three of the 
four items (Proac 2; Proac 1; and Proac 3) were 
intended to measure the latent variable Pro-
activeness, loaded onto the factor (Table 6.8). 
One item, Proac 4, was deleted, as there was 
no positive correlation. For the purpose of this 
study, Pro-activeness refers to the continuous 
monitoring of market trends and future needs of 
customers; opportunities created by these trends; 
needs that are pursued; existing products/services 
which are continuously improved; and new 
products/services that are continually provided. 

The results in Table 1, furthermore, suggest that 
the proposed instruments, utilized to measure the 
perceived success of schools, are reliable with no 
Cronbach alpha scores below the cut-off value of 0.7.

The statements (items) measuring the 
extracted factors are provided in Appendix 1.

ConClusIon and reCommendatIons
The purpose of this paper was to validate the 
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measuring scales utilised in this study to measure 
entrepreneurial orientation in public secondary 
school in South Africa. The exploratory factor 
analysis, together with the interpretability of 
the factors, provides some evidence of construct 
validity. The results of this study, furthermore, 
suggest that the proposed instrument is reliable. 

It is suggested that the scales to measure an 
entrepreneurial orientation in public secondary 
schools be further developed and refined.

lImItatIons of tHe studY 
The study attempted to contribute to the body of 
knowledge dealing with the challenge to improve 
the success of public secondary school in Southy 
Africa, by concentrating on the necessity and 
applicability of an entrepreneurial orientation in 
the schools. The study was, however, limited to the 
possible entrepreneurial actions of 25 performing 
schools, located in different areas of Gauteng. 

The study was further limited to the 
internal environment of the schools and 
did not account for external factors. The 
interpretation of the findings should therefore 
be handled with care, as it cannot be generalised. 

The study considered entrepreneurial orientation 
as one of the many success factors of a school. 
Success factors that were not considered 
include, among others: the geographic location 
of the school; the socio-economic status and 
level of education of the community where the 
school was situated; available resources; and 
the demographic composition of the school.

reCommendatIons for future re-
searCH
Measuring an entrepreneurial orientation in 
secondary public schools is difficult and poses 
unique challenges. Although the exploratory 
factor analyses and Cronbach alpha coefficients 
provide some evidence of validity and reliability, 
it is recommended that more advanced statistical 
procedures for scale validation, such as structural 
equation modelling, should be utilised in further 
development of the instrument. Supplementary 
research on the use of this measuring 
instrument is also necessary to refine its norms.

It is furthermore suggested that the research be 
expanded to other high-performing schools in 
the private and public sectors. It is suggested 
that the entrepreneurial orientation of struggling 
schools also be investigated. The suggested 
studies can provide useful information to 
conduct comparative studies that could lead 
to a better understanding of the role that 
entrepreneurship plays in school success. 
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aPPendIX 1: Items measurIng entrePreneurIal orIentatIon

factor 1: autonomy
A2 Our school allows me to be creative and try different methods to do my job (Auto 2). 

A3 Educators at our school are allowed to make decisions without going through elaborate 
justification and approval procedures (Auto 3). 

A4 Educators at our school are encouraged to manage their own work and have flexibility to 
resolve problems (Auto 4). 

A1 I have enough autonomy in my job without continual supervision to do my work (Auto 1). 

A5 I seldom have to follow the same work methods or steps while performing my major tasks 
from day to day (Auto 5). 

factor 2: Innovativeness

I2 Our school places a strong emphasis on new and innovative services/learning areas/sport 
codes//processes (Inno 2).

I4 Our school is continually pursuing new opportunities (Inno 4). 

I3 Our school has increased the number of services/learning areas/sport codes/processes 
offered during the past two years (Inno 3). 

I1 Our school regularly introduces new services/learning areas/ sport codes//processes (Inno 
1). 

I5 Over the past few years, changes in our services/learning areas/ sport codes//processes have 
been quite dramatic (Inno 5).

I6 In our school there is a strong relationship between the number of new ideas generated and 
the number of new ideas successfully implemented (Inno 6).

I8 Our school has a widely held belief that innovation is an absolute necessity for the schools’ 
future (Inno 8).

I9 Our leaders seek to maximise value from opportunities without constraint to existing 
models, structures or resources (Inno 9). 

factor 3: Pro-activeness
P2 Our school typically initiates actions that competitors respond to (Proac 2).

P1 Our school is often the first to introduce new services/ learning areas/ sport codes/processes 
(Proac 1).

P3 Our school continuously seeks out new services/learning areas/sport codes/processes (Proac 
3).

factor 4: Competitive aggressiveness
C2 Our school is very aggressive and intensely competitive (Comp 2).

C3 Our school effectively assumes an aggressive posture to combat industry trends that may 
threaten our survival or competition position (Comp 3).

C1 In dealing with competitors, our school typically adopts a very competitive “undo-the-
competitor” posture (Comp 1).

C4 Our school knows when it is in danger of acting overly aggressive (this could lead to erosion 
of our school’s reputation or to retaliation by competitors (Comp 4).
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aBstraCt
Against the background of a need for research on 
the influence of Entrepreneurial orientation on 
the success of public schools, this investigation 
of the influence of Entrepreneurial orientation on 
the Perceived school success of secondary schools 
attempts to address this caveat. In this paper, 
Part 3 in a series of three papers, the influence 
of four independent Entrepreneurial orientation 
dimensions, Autonomy, Innovativeness, Pro-
activeness and Competitive aggressiveness, was 
measured by means of four dependent variables, 
namely School leadership, Effective teaching 
and learning, Learner behaviour and Learner 
performance. The participating schools were 
identified by means of a convenience sample and 
the study yielded 800 useable questionnaires from 
25 high performing public secondary schools. To 
assess the validity and reliability of the measuring 
instrument, the data collected were analysed 
by means of an exploratory factor analysis and 
Cronbach alpha coefficients were calculated. 
The hypothesised relationships were assessed 
by means of a multiple regression analysis. The 
results show that there is a positive relationship 
between the dimensions of entrepreneurial 
orientation and most of the success factors of 
the public secondary schools. The challenge 
for South African schools is to establish a 
spirit of entrepreneurship to be successful. To 
continuously change and to maintain a competitive 
advantage, a sustainable entrepreneurial strategy 
is necessary. Recommendations to foster an 

entrepreneurial orientation in schools as well as 
suggestions for further research are presented. 

Keywords: secondary schools, Public schools, 
school management, Perceived school success, 
entrepreneurial orientation 

IntroduCtIon
In the years following the political transition in 
South Africa, the most important item on the 
national agenda was the social, economic and 
political integration of all South African people, 
particularly those marginalised under apartheid. 
After decades of systematic segregation and 
legislated racial exclusivity, the post-apartheid 
government faces the mammoth task of 
expanding service delivery, reducing widespread 
unemployment, and facilitating economic 
growth. As a means to an end, and to promote 
social cohesion, education was prioritised as an 
area for expansion and reform (Spaull, 2012:1).

According to Modisaotsile (2012:1), an educated 
population remains the fundamental platform for 
meeting most of the Millennium Developmental 
Goals (MDGs), and a well-oiled education system 
is important for many reasons. It is a means to 
encourage a knowledge movement that reflects the 
traditional heritage of South Africa and develops it 
into a living force for the future. A good education 
system is crucial, not only for ensuring that the 
citizenry is well educated, but also for human 
development and for the maintenance of socially 
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responsive economic and political systems. 

In South Africa, there are many signs that 
illuminate the crisis in education. With high 
enrolment rates each year, and an increasingly 
poor grade 12 output, it is clear that the focus 
needs to be on the quality of education. Quantity 
should, however, also be considered when the 
majority of those learners who pass grade 12 
do not meet the minimum requirements for 
university entrance (Modisaotsile, 2012:2).

Among other concerns, a lack of good and 
effective leadership in schools is a big problem. 
It is against this background that Malan 
(2011:66) proposes a new type of leadership 
– an entrepreneurial leadership that must be 
evident in schools. School principals must take 
advantage of the opportunities within their school 
communities to mobilise resources, promote new 
initiatives and lead change in their schools and 
communities. In practice, this means leadership 
with an innovative and revolutionary mentality – 
an entrepreneurial orientation. Malan (2011:103) 
determined that performance over the long term 
is dependent on schools innovating and adopting 
leadership roles in their teacher communities.

Yemini, Addi-Raccah and Katarivas (2015:528) 
find that, traditionally, entrepreneurship is 
associated with the private sector and for-profit 
businesses, with entrepreneurial innovations 
considered to be those directed toward the 
marketplace. Therefore, the phenomenon initially 
received marginal attention in public educational 
settings (Borasi & Finnigan, 2010:2). Furthermore, 
schools are frequently considered to be resistant 
to educational change; expressed in their 
reliance on institutional regulations and norms, 
which leaves little room for entrepreneurship 
(Levin, 2006:3). Eyal (2007:2) claims that school 
entrepreneurship falls under the term corporate 
entrepreneurship: a business’ tendency to initiate 
and implement both incremental and radical 
innovations in its internal as well as external 
environments. The survival of public schools 
is generally assured; when schools stagnate, 
they risk losing their relevance and legitimacy 
in the eyes of the society they serve (Drucker, 
1985). Entrepreneurship, therefore, should be 
studied as a basic mechanism that increases a 

school’s adaptive capacity and ability to maintain 
its relevance in conditions of uncertainty.

ProBlem statement and oBJeCtIVes
In South Africa today, almost everyone has 
an opinion about education and schooling. 
Some commentators think there have been vast 
improvements since 1994, while others believe 
that much of the system is worse than the Bantu 
education of apartheid (Spaull, 2012). According 
to the Organisation for Economic Co-operation 
and Development (OECD) (cited by SASIX, 
2012), many local learners fare much worse 
in international tests than in other developing 
countries, including African countries. Globally, 
the education system of South Africa is rated 
lower than those of Botswana, Kenya, Mauritius, 
the Seychelles and Brazil. As could be expected, 
the levels of illiteracy in South Africa are high 
– an estimated 24% of persons above 15 years 
of age cannot read and the educators in the 
township schools are poorly educated themselves.

Empirical studies, according to Madsen (2007), 
support the statement that there is a positive 
relationship between entrepreneurial orientation 
and organisational performance, which, in 
practice, suggests that those organisations that 
adopt an entrepreneurial orientation will perform 
better. Within the South African context, limited 
research has been conducted on this matter – 
especially within the education sector (Malan, 
2011). The dysfunctionality of schools can, 
among others, be ascribed to school management 
teams that do not implement the dimensions 
of entrepreneurial orientation, that are not able 
to facilitate the sustainable development of 
the institution and the staff within the school.

It is against this background that a new type of 
leadership is required within schools – corporate 
entrepreneurial leadership or intrapreneurial 
leadership (Malan, 2011). In practice, that means 
leadership with an innovative and revolutionary 
mentality – an Entrepreneurial orientation. 
Performance over the long term is dependent 
on the school innovating and adopting a 
leadership role in the teachers’ community. 
According to Oosthuizen (2006), organisations 
that re-invent themselves are those that gain 
an advantage above competitors, and they are 
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able to sustain a culture of innovation and 
change that allows them to develop and grow. 

The main purpose of this study is to investigate 
the influence of an Entrepreneurial orientation 
on the Perceived school success of selected public 
secondary schools. The first stage of this study has 
the purpose of validating the scales to measure 
Entrepreneurial orientation and Perceived school 
success in these schools. Due to the extent of 
the study and the page restrictions to conference 
papers, the reporting of the study was done in three 
papers. The validation of the scales measuring 
the dependent variables, Perceived school success 
of schools, and the independent variables, 
Entrepreneurial orientation, was discussed in 
Part 1 (Van der Merwe & Malan, 2017) and Part 
2 (Lotz, Van der Merwe & Malan, 2017) in the 
series of papers, respectively. In this paper (Part 
3), the relationship between the independent 
and dependent variables will be investigated by 
means of linear multiple regression analyses.

Subsequently, the problem statement, the 
operationalisation of variables, the research 
methodology, results and discussion are 
presented. The paper is concluded with the 
conclusions, recommendations, limitations 
and suggestions for further research.

oPerasIonalIsatIon of tHe 
VarIaBles
Various scholars have identified the 
characteristics or dimensions of successful 
schools. These dimensions include, among 
others, strong leadership, effective teaching and 
learner, parent involvement, learner performance 
and safe and orderly schools with a focus on 
discipline (refer to Malan, 2016:157-204). For 
the purpose of this study, the success factors 
were grouped into four variables, namely School 
leadership, Effective teaching and learning, 
Learner behaviour and Learner performance. 

Entrepreneurial orientation has its roots in the 
strategy-making process literature and represents 
the policies and practices that provide the basis 
for entrepreneurial decisions and actions (Rauch, 
Wiklund, Lumpkin & Frese, 2009). Although the 
Entrepreneurial orientation construct has been 
widely debated (Covin & Lumpkin, 2011), there 

is unfortunately no consensus on matters such 
as an appropriate definition of the construct, its 
domain or its dimensionality (Covin & Lumpkin, 
2011; George & Marino, 2011). For the purpose 
of this study, an Entrepreneurial orientation 
refers to a strategic orientation, one that 
captures the specific entrepreneurial aspects of 
decision-making styles, methods and practices. 
Furthermore, the Entrepreneurial orientation 
construct consists of five independent dimensions, 
namely Autonomy, Innovativeness, Risk-taking, 
Pro-activeness and Competitive aggressiveness.

Dependent variable: Perceived school success

The search for effective schools is one of the 
main educational reform initiatives taking place 
in many countries today. Academic output 
measures have been widely used to identify good 
practices in schools, while other contributing 
factors are ignored. Botha (2010:605) finds 
that several studies have indicated that during 
the past 20 to 30 years, there has been a major 
shift towards allowing educational institutions 
greater self-management and self-governance, 
in a drive to improve school effectiveness 
(Conley, Schmidle & Shedd, 1988; Gurr, 
1996; Dimmock & Wildley, 1999; Gray 2004).

In spite of the widespread practice and 
implementation of these and other more recent 
initiatives to improve school effectiveness, no 
clear or uniformly accepted set of guidelines or 
assumptions, with regard to the assessment of 
school effectiveness, exists. There is, according 
to Brouillette (1997:569), no set of shared 
assumptions about the actual evaluation of school 
effectiveness. To date, most of the evaluative work 
on school effectiveness was, according to Giles 
(2005), conducted as part of policy research, and 
tends to focus on monitoring implementation 
guidelines and using this information to identify 
features of successful school development plans.

Research into school effectiveness continuously 
aims to clarify the dilemma with regard to learners’ 
education outcomes (Sun, Creemers & De Jong, 
2007; Petty & Green, 2007). A long-standing 
problem in this regard has been to find ways to 
measure the learner progress or achievement that 
identifies the school’s contribution separately from 
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other factors, such as learner ability, background 
and socio-economic environment. In parallel 
with this has been a call for schools to be more 
accountable, which in many cases leads to school 
effectiveness being judged on academic results, 
while other contributing factors are ignored.

Gray (2004:187) finds that academic outcomes, 
usually measured by test and/or examination 
results, have continued to dominate, while 
other outcome measures have been neglected 
or used to a lesser extent. Examination results 
are a measure of academic learning, but do 
not provide the whole picture with regard to 
the effectiveness of a school academically, and 
provide little information about other outcomes.

The breakdown of a culture of teaching and 
learning in a significant number of South 
African schools is reflected in multifaceted socio-
educational problems encountered in schools 
and communities. Masitsa (2005:205-207), for 
instance, cites vandalism, gangsterism, drug abuse, 
a high drop-out rate, poor academic performance, 
and demotivated learners as observable features 
of a poor culture of learning. Against this 
background, one needs to assess the claim by Van 
Deventer and Kruger (2003:3) that an important 
challenge facing South African schools is the 
restoration of a sound culture of learning and 
teaching. Heystek and Lethoko (2001:222) echo 
this sentiment by arguing that one of the main 
goals in education today is to restore a culture of 
learning and teaching in South African schools. 
In this paper, the most prominent characteristics 
of an effective school are identified after the 
extensive literature study. The purpose is to derive 
a broad framework from which a school can be 
evaluated, in order to determine the effectiveness.

Research on the items measuring school success 
is, however, lacking. The purpose of this study 
is to investigate the success factors of schools in 
order to build the knowledge base on the topic. 
There are numerous factors influencing school 
success, and for the purpose of structuring the 
research and based on a previous study conducted 
by Malan (2011), the school success factors were 
categorised into four main themes, i.e. School 
leadership, Effective teaching and learning, 
Learner behaviour and Learner performance. 

Because the literature on this is so vast and 
comprehensive, the literature on the topic is 
summarised within the themes or dimensions in 
Table 1. Refer to the study conducted by Malan 
(2016:151-204) for a comprehensive overview 
of the literature on school success. These factors 
were also reviewed and summarised by the 
first paper in the series of papers investigating 
the relationship between an Entrepreneurial 
orientation and the Perceived school success 
of public secondary school (Refer to Van der 
Merwe & Malan, 2017). The themes and factors 
measuring school success will be operationalised 
after performing the exploratory factor analyses. 

Independent variable: Entrepreneurial 
orientation
Entrepreneurial orientation has its roots in the 
strategy-making process literature and represents 
the policies and practices that provide the basis 
for entrepreneurial decisions and actions (Rauch 
et al., 2009:763). Based on Miller’s (1983:770) 
conceptualisation that an entrepreneurial business 
is one that engages in product market innovation, 
undertakes somewhat risky ventures and is first 
to come up with pro-active innovations, three 
dimensions of Entrepreneurial orientation were 
identified, namely Innovativeness, Risk-taking and 
Pro-activeness. George and Marino (2011:992) 
show that several authors have defined the domain 
of Entrepreneurial orientation as containing 
fewer or more dimensions (George & Marino, 
2011:992). Two other dimensions were added 
by Lumpkin and Dess (1996:139-140), namely 
Competitive aggressiveness and Autonomy. These 
authors argue that Entrepreneurial orientation 
includes a propensity to act autonomously and a 
tendency to be aggressive towards competitors. 
Wang (2008:637), on the other hand, adopted 
four dimensions, namely Pro-activeness, 
Competitive aggressiveness, Risk-taking and 
Innovativeness. Covin and Lumpkin (2011:885) 
explain that the Entrepreneurial orientation 
construct has been widely debated, but there 
is unfortunately no consensus on matters such 
as an appropriate definition of the construct, 
its domain or its dimensionality (Covin & 
Lumpkin, 2011:856; George & Marino, 2011:992). 

For the purpose of this study, the notion that 
Entrepreneurial orientation refers to a business’ 
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strategic orientation, is adopted – one that 
captures the specific entrepreneurial aspects of 
decision-making styles, methods and practices. 
Furthermore, the Entrepreneurial orientation 
construct is viewed as consisting of five 
independent dimensions, namely Innovativeness, 
Autonomy, Risk-taking, Pro-activeness and 
Competitive aggressiveness. These dimensions were 
comprehensively reviewed in Part 2 of the three-
part series of papers (refer to Lotz, van der Merwe & 
Malan, 2017). The purpose of Part 2 was to validate 
the instrument measuring an Entrepreneurial 
orientation in public secondary schools. 

tHe tHeoretICal model
In Figure 1 (the hypothesised model), the 
dimensions of Entrepreneurial orientation 
hypothesised as influencing the dependent 
variable, Perceived school success of the 
participating secondary schools, are Autonomy, 
Innovativeness, Risk-taking, Pro-activeness 
and Competitive aggressiveness. The model 
proposes that the dimensions of Entrepreneurial 
orientation investigated in this study are 
positively related to the Perceived school success 
in the participating public secondary schools.

Based on the theoretical model, the 
following hypotheses were formulated. 

H1: There is a significant positive relationship 
between Autonomy in the school environment 
and the Perceived school success of 

participating public secondary schools.

H2: There is a significant positive relationship 
between the implementation of Innovativeness in 
the school environment and the Perceived school 
success of participating public secondary schools.

H3: There is a significant positive relationship 
between the practice of Risk-taking in the school 
environment and the Perceived school success 
of participating public secondary schools.

H4: There is a significant positive relationship 
between the existence of Pro-activeness in the 
school environment and the Perceived school 
success of participating public secondary schools.

H5: There is a significant positive relationship 
between the Competitive aggressiveness of 
the school and the Perceived school success 
of participating public secondary schools.

researCH metHodologY
Measuring instrument
Based on the literature review on the success 
factors of schools, the items measuring the 
dimensions of the Perceived school success of 
secondary schools were identified (Malan, 
2016). Perceived school success was measured by 
four dimensions, i.e. School leadership, Effective 
teaching and learning, Learner behaviour 
and Learner performance (refer to Table 1). 

The five dimensions of Entrepreneurial orientation 

fIgure 1: tHe tHeoretICal model
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investigated in this study, namely Innovativeness, 
Autonomy, Risk-taking, Pro-activeness and 
Competitive aggressiveness were identified in 
the literature (Morris, Kuratko & Covin, 2008; 
Lumpkin & Dess, 1996; Zahra, Jennings & 
Kuratko, 1999). The instrument measuring the 
independent variable, Entrepreneurial orientation, 
was based on a questionnaire developed by Lotz 
(Lotz, 2009; Lotz & Van der Merwe, 2013:187). 
The questionnaire was, thereafter, adapted to 
measure Entrepreneurial orientation within 
selected public secondary schools in the Gauteng 
Province. The items measuring the dimensions 
were compiled based on a study conducted by 
Lotz (Lotz & Van der Merwe, 2013; Lotz, 2009). 

Respondents were requested to indicate their 
extent of agreement with each statement 
(item) by means of a five-point Likert scale 
(where 1 indicates they strongly disagree and 
5 that they strongly agree with the statement).

Study population and sample
A total of 25 public secondary schools in the 
Gauteng Province in South Africa participated 
in this study. This province is central to 
South Africa and includes the main cities of 
Johannesburg and Pretoria. The full database 
lists 6 772 secondary schools in South Africa, 
of which 853 are in the Gauteng Province 
(Department of Basic Education, 2015). 

A total of 25 schools out of the 853 schools were 
chosen to participate in this study. These 25 schools 
were chosen based on the results of their grade 
12 examinations from 2013 to 2015. The selected 
public secondary schools were, furthermore, 
selected based on the following criteria:

•	 group a consists of well-resourced schools 
that have obtained a 100% pass rate for the 
2013 to 2015 grade 12 examinations. These 
schools are located in the urban areas of 
Pretoria, Johannesburg and Randfontein. 

•	 group B consists of former Model C schools 
that have obtained a pass rate of 100% in 
the 2013 to 2015 grade 12 examinations. 
These are ordinary suburban schools located 
in different areas of Gauteng, serving the 
immediate population for whom they were 
originally intended.  

•	 group C consists of poor township schools 
that have obtained pass rates (the 2103 to 
2015 grade 12 examinations) well beyond 
expectation. Some of the schools are located 
in the townships of Khutsong (Carletonville), 
Kagiso (Krugersdorp), Kokosi (Fochville) 
and the peri-urban areas of Randfontein 
and Krugersdorp. Although this group of 
schools was selected by means of convenience 
sampling, they turned out to be a good 
representation of the population.

School principals, heads of departments 
(job level two) and teachers (job level 
one) completed the questionnaires.

Data gathering
The researcher had to obtain permission from the 
Gauteng Department of Education to perform 
the study. Two important conditions were that no 
school or educator would be identified during the 
study and all participation in the study had to be 
voluntary. After the approval of the application, 
the principals of the various identified schools 
were contacted to request their permission to 
conduct the research in their respective schools.

Each school appointed a liaison officer between 
the researcher and the school. The questionnaires 
were printed and sent to the different schools 
by courier. The respondents were allowed ten 
working days to complete the questionnaire, 
although it was estimated that the time needed 
to complete a questionnaire was only 15 minutes. 
Unfortunately, some schools only returned the 
completed questionnaires after one month. 

From the target population of 1 025 educators, 
a total of 812 completed questionnaires were 
received, from which 800 responses were 
useful. This figure represents a response rate of 
78%. The excellent feedback can be attributed 
to the co-operation of the schools’ principals.

Statistical analysis
The quantitative data from 800 respondents 
were captured on an Excel spreadsheet. Data 
were analysed by the Statistical Consultation 
Services, North-West University (Potchefstroom 
Campus), through the SPSS (SPSS Inc., 2016) 
software program. In order to assess whether 
the independent variables have an influence 
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on the dependent variables, a multiple 
linear regression analysis was performed.

results and dIsCussIon
Demographic information
The largest percentage (55.5%) of the respondents 
falls in the 40 to 59 years old age group. The largest 
percentage, 74% of the respondents, is female 
and the majority (83.5%) of the participants was 
Caucasian. A total of 79.375% of the respondents 
possess a B-degree plus a diploma/certificate or an 
honours degree, and only 2.5% of the respondents 
possess a master’s degree. A total of 79.25% of the 
participating respondents were on job level one, 
which implies a regular teacher, while 15.375% 
of the respondents were heads of departments.

Construct validity and reliability of the 
variables
The construct validity and reliability of the 
dependent variables (Perceived school success) 
and independent variables (Entrepreneurial 
orientation) are presented in Part 1 and Part 2 of 
the study (Van der Merwe & Malan, 2017; Lotz, 
Van der Merwe & Malan, 2017). Refer to Tables 1 
and 2 for the operationalisation of the variables. 

Based on the assessment of the validity (exploratory 

factor analyses) and the reliability (Cronbach 
alpha coefficients) of the measuring instruments, 
the hypotheses were modified to the following:

H11a/b/c: There is a significant positive relationship 
between Autonomy in the school environment and 
School leadership [(a) Leadership, (b) Evaluating 
school performance, (c) Staff development] of 
the participating public secondary schools.

H12a/b/c: There is a significant positive relationship 
between Autonomy in the school environment and 
Effective teaching and learning [(a) Emphasis on 
academics, (b) Class size, (c) Quality of teaching and 
learning] of participating public secondary schools.

H13a/b/c: There is a significant positive relationship 
between Autonomy in the school environment 
and Learner behaviour [(a) Safe and orderly 
schools, (b) Discipline, (c) Parental involvement] 
of participating public secondary schools.

H14a/b/c/d: There is a significant positive relationship 
between Autonomy in the school environment 
and Learner performance [(a) Learner self-
esteem, (b) Monitoring learner performance, 
(c) Learner feedback, (d) High expectations] 
of participating public secondary schools.

taBle 1: oPeratIonalIsatIon of VarIaBles measurIng ENTREPRENEURIAL ORIENTATION

entrePreneurIal orIentatIon
autonomy

Autonomy refers to employees being encouraged to manage their own work without continual 
supervision, and being allowed flexibility to be creative and try different methods to complete their 

tasks.
Innovativeness

Innovativeness refers to the regular implementation of new services/subjects/sport codes/
processes, the increase in the number of services/subjects/sport codes/processes during the past 

two years, and the extent to which these new services/subjects/sport codes/processes added 
significant value over the past few years.

Pro-activeness
Pro-activeness refers to the continuous monitoring of market trends and future needs of customers; 

opportunities created by these trends; needs that are pursued; existing products/services that are 
continuously improved; and new products/services that are continually provided.

Competitive aggressiveness
Competitive aggressiveness refers to when an aggressive posture is assumed, not only against 

competitors, but also against any industry trends that may compromise survival or competitive 
position.

*  Take note that risk-taking was not extracted as a factor.
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taBle 2: oPeratIonalIsatIon of VarIaBles measurIng PERCEIVED SCHOOL suCCess

sCHool leadersHIP
leadership

School leadership improves teaching and learning indirectly and most powerfully through their 
influence on staff motivation, commitment and working conditions. School leaders must create 
an environment where the learning experience of learners can be maximised by the efficient and 
effective use of learning time, the focus on basic skills, mutual trust and respect, professionalism, 

safety and discipline.
evaluating school performance

Evaluating school performance (school self-evaluation) is a procedure involving systematic 
information gathering, initiated by the school with the intention to assess the functioning of the 

school to support decision-making and organisational learning, and to foster school improvement.
staff development

Staff development can be defined as the uptake of formal and informal learning opportunities that 
deepen and extend teachers’ professional competence, including knowledge, beliefs, motivation 

and self-regulatory skills.
effeCtIVe teaCHIng and learnIng

emphasis on academics
Emphasis on academics is defined as a school’s campaign for academic excellence, which is 

significantly related to student achievement.
Class size

Class size refers to the number of learners in a single class, as smaller classes should allow teachers 
to provide more attention to each student, and reduce time spent on disciplining students, thereby 

increasing learning.
Quality of teaching and learning

High quality of teaching and learning can be defined as that which leads to improved student 
achievement, using outcomes that matter to their future success. Good quality teaching involves 

a combination of content knowledge, quality of instruction, classroom climate, classroom 
management, teacher beliefs and the professional behaviour of educators.

learner BeHaVIour
safe and orderly schools

A safe and orderly school may be defined as one that is free of danger and where there is an 
absence of possible harm; a place in which non-educators, educators and learners may work, teach 

and learn, without fear of ridicule, intimidation, harassment, humiliation, or violence. A safe 
school is therefore a healthy school, in that it is physically and psychologically safe.

discipline
A disciplined environment is an environment free of any disruptive behaviour, which mostly 

relates to behaviour or action by learners that may negatively affect their education or that may 
interfere detrimentally with the atmosphere conducive to learning in the classroom, or any other 

school activity.
Parental involvement

Parental involvement refers to parents’ participation in their children’s education. Increased 
parental involvement has many positive implications, including increased achievement levels.
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H21a/b/c: There is a significant positive 
relationship between the implementation of 
Innovativeness in the school environment and 
School leadership [(a) Leadership, (b) Evaluating 
school performance, (c) Staff development] of 
the participating public secondary schools.

H22a/b/c: There is a significant positive relationship 
between the implementation of Innovativeness in 
the school environment and Effective teaching 
and learning [(a) Emphasis on academics, (b) 
Class size, (c) Quality of teaching and learning] 
of participating public secondary schools.

H23a/b/c: There is a significant positive 
relationship between the implementation of 
Innovativeness in the school environment 
and Learner behaviour [(a) Safe and orderly 
schools, (b) Discipline, (c) Parental involvement] 
of participating public secondary schools.

H24a/b/c/d: There is a significant positive 
relationship between the implementation of 
Innovativeness in the school environment 
and Learner performance [(a) Learner self-
esteem, (b) Monitoring learner performance, 
(c) Learner feedback, (d) High expectations] 
of participating public secondary schools.

H31a/b/c: There is a significant positive 

relationship between the existence of Pro-
activeness in the school environment and 
School leadership [(a) Leadership, (b) Evaluating 
school performance, (c) Staff development] of 
the participating public secondary schools.

H32a/b/c: There is a significant positive relationship 
between the existence of Pro-activeness in the 
school environment and Effective teaching 
and learning [(a) Emphasis on academics, (b) 
Class size, (c) Quality of teaching and learning] 
of participating public secondary schools.

H33a/b/c: There is a significant positive 
relationship between the existence of Pro-
activeness in the school environment and 
Learner behaviour [(a) Safe and orderly schools, 
(b) Discipline, (c) Parental involvement] 
of participating public secondary schools.

H34a/b/c/d: There is a significant positive 
relationship between the existence of Pro-
activeness in the school environment and 
Learner performance [(a) Learner self-
esteem, (b) Monitoring learner performance, 
(c) Learner feedback, (d) High expectations] 
of participating public secondary schools.

H41a/b/c: There is a significant positive relationship 
between the Competitive aggressiveness of the school 

learner PerformanCe
learner self-esteem

Learner self-esteem is a positive or negative orientation towards oneself, an overall evaluation of 
one’s worth or value. Self-esteem, as an overall reflection of an individual’s self-worth, encompasses 

beliefs about oneself, as well as an emotional response to those beliefs.
monitoring learner performance

Monitoring learner performance is a practice that helps teachers use student performance data 
to continually evaluate the effectiveness of their teaching and make more informed instructional 

decisions.
learner feedback

High-quality learner feedback is the most powerful single influence on student achievement, 
because students want and value quality feedback. Feedback is widely perceived as both a key 

benchmark of effective teaching and a vital requirement in meeting students’ expectations.
High expectations

Success in any meaningful endeavour is marked by a history of high expectations that provide the 
challenge and inspiration necessary to push the individual to his/her highest level of performance. 

In schools, and with the world becoming more and more competitive, students are constantly 
expected to do their best because of the belief that success in school is synonymous with success in 

life.
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and School leadership [(a) Leadership, (b) Evaluating 
school performance, (c) Staff development] of 
the participating public secondary schools.

H42a/b/c: There is a significant positive relationship 

between the Competitive aggressiveness of the 
school and Effective teaching and learning 
[(a) Emphasis on academics, (b) Class size, 
(c) Quality of teaching and learning] of 
participating public secondary schools.

taBle 3: multIPle regressIon results: ImPaCt of ENTREPRENEURIAL ORIENTATION on tHe 
dePendent VarIaBles measurIng SCHOOL LEADERSHIP

leadersHIP

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 1.250 0.124 10.070 0.000
Autonomy 0.242 0.034 0.220 7.046 0.000*** 0.716 1.397

Innovativeness 0.358 0.040 0.368 8.974 0.000*** 0.413 2.419
Pro-activeness 0.037 0.029 0.043 1.300 0.194 0.629 1.591

Competitive 
aggressiveness 0.130 0.033 0.163 3.937 0.000*** 0.408 2.452

R2 = 0.446 (* p<0.05; ** p<0.01; *** p<0.001)
eValuatIng sCHool PerformanCe

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 2.188 0159 13.746 0.000
Autonomy 0.121 0.044 0.106 2.742 0.006** 0.716 1.397

Innovativeness 0.289 0.051 0.286 5.637 0.000*** 0.413 2.419
Pro-activeness 0.026 0.037 0.029 0.698 0.485 0.629 1.591
Competitive 

aggressiveness 0.030 0.042 0.036 0.706 0.481 0.408 2.452

R2 = 0.156 (* p<0.05; ** p<0.01; *** p<0.001) 
staff deVeloPment

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 1.802 0.117 15.456 0.000
Autonomy 0.121 0.032 0.126 3.752 0.000*** 0.716 1.397

Innovativeness 0.287 0.037 0.338 7.662 0.000*** 0.413 2.419
Pro-activeness 0.032 0.027 0.042 1.184 0.237 0.629 1.591
Competitive

aggressiveness
0.138 0.031 0.197 4.440 0.000*** 0.408 2.452

R2 = 0.361 (* p<0.05; ** p<0.01; *** p<0.001)
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H43a/b/c: There is a significant positive relationship 
between the Competitive aggressiveness of the 
school and Learner behaviour [(a) Safe and orderly 
schools, (b) Discipline, (c) Parental involvement] 
of participating public secondary schools.

H44a/b/c/d: There is a significant positive relationship 
between the Competitive aggressiveness of the 
school and Learner performance [(a) Learner 
self-esteem, (b) Monitoring learner performance, 
(c) Learner feedback, (d) High expectations] 
of participating public secondary schools.

The relationship between the constructs
In order to assess whether the independent 
variables, i.e. Autonomy, Innovativeness, Pro-
activeness, and Competitive aggressiveness, 
have an influence on the dependent variable 
School leadership, a multiple regression analysis 
was performed. The results of the multiple 
regression analysis for the influence of the 
independent variables on the dependent variable 
are presented in Tables 3 to 6, respectively.

Table 3 indicates that, in practice, 44.6%, 
15.6% and 36.1% of the variation in the 
dependent variables, Leadership, Evaluating 
school performance and Staff development, 
respectively, in the participating schools, is 
explained by the four Entrepreneurial orientation 
variables, i.e. Autonomy, Innovativeness, Pro-
activeness and Competitive aggressiveness. 

The multiple regression analysis indicates 
significant positive relationships between 
the independent variables Autonomy and 
Innovativeness (refer to Table 3) and all three 
variables measuring School leadership. There was 
also a positive relationship between Competitive 
aggressiveness and Leadership and Staff 
development. No significant relationship emerged 
between the independent variable Pro-activeness 
(p=0.194) and any of the three variables measuring 
School leadership. Hypotheses H11a/b/c; H21a/b/c and 
H41a/c could not be rejected. Hypotheses H31abc 
and H41b were, however, rejected. The VIF (<5) 
also indicates positive correlations between this 
particular independent and dependent variables.

Multiple regression analyses were, 
furthermore, performed to determine the 

impact of Entrepreneurial orientation on the 
dependent variable, Emphasis on academics, 
and yielded the following results (Table 4).

Table 4 indicates that, in practice, 28.8%, 
only 2.1% and 27.4% of the variation in the 
dependent variables, Emphasis on Academics, 
Class size and Quality of teaching and learning, 
respectively, in the participating schools, is 
explained by the four Entrepreneurial orientation 
variables, i.e. Autonomy, Innovativeness, Pro-
activeness and Competitive aggressiveness. 

The multiple regression analyses indicate 
significant positive relationships between 
the independent variables Autonomy and 
Innovativeness (refer to Table 4) and the two 
variables measuring Teaching and learning, 
namely Emphasis on academics and Quality 
teaching and learning. There were also positive 
relationships between Competitive aggressiveness 
and Pro-activeness and Class size, respectively. 
No other positive relationships (on the 95% 
level) could be found. Take note that all the 
relationships (except between Autonomy and 
Emphasis on academics) are significant on the 
90% level.  Hypotheses H12a/c; H22a/c, H32b and 
H42a/b could not be rejected. Hypotheses H12b, 
H22b, H32a/c and H42c were rejected. The VIF (<5) 
also indicates positive correlations between this 
particular independent and dependent variables.

The impact of Entrepreneurial orientation 
on the dependent variable Learner 
behaviour was determined by means of 
multiple regression analyses, and yielded 
the following results (refer to Table 5).

Table 5 indicates that, in practice, 28.8%, 12.5% 
and 28.9% of the variation in the dependent 
variables, Safe and orderly schools, Discipline 
and Parental involvement, respectively, is 
explained by the four Entrepreneurial orientation 
variables, i.e. Autonomy, Innovativeness, Pro-
activeness and Competitive aggressiveness. 

The multiple regression analyses indicate 
significant positive relationships between the 
independent variable Autonomy and Safe and 
orderly schools and Discipline, respectively. 
Innovativeness has significant positive relationships 
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with all three dependent variables. Competitive 
aggressiveness has significant positive relationships 
with Safe and orderly schools and Parental 
control. Pro-activeness has significant positive 
relationships with Discipline and Parental control. 

Based on the results, hypotheses H13a/b; H23a/b/c, 
H33b/c and H43a/c could not be rejected. Hypotheses 
H13c, H33a and H43b were rejected. The VIF (<5) 
also indicates positive correlations between these 

particular independent and dependent variables. 

Refer to Table 6 for the multiple regression 
analyses on the independent variables 
measuring Entrepreneurial orientation and the 
variables measuring Learner performance. 

Table 6 indicates that, in practice, 14.7%, 
16.3%, 7.2% and 9.8% of the variation in the 
dependent variables, Learner self-esteem, 

taBle 4: multIPle regressIon results: ImPaCt of ENTREPRENEURIAL ORIENTATION on tHe 
dePendent VarIaBles measurIng effeCtIVe teaCHIng and learnIng

emPHasIs on aCademICs

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 2.266 0.121 18.691 0.000
Autonomy 0.085 0.034 0.089 2.523 0.012* 0.716 1.397
Innovation 0.301 0.039 0.360 7.728 0.000*** 0.413 2.419

Pro-activeness 0.050 0.028 0.067 1.784 0.075 0.629 1.591
Competitive 

aggressiveness 0.073 0.032 0.106 2.253 0.025* 0.408 2.452

R2 = 0.288 (* p<0.05; ** p<0.01; *** p<0.001)
Class sIze

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 4.283 0.136 31.433 0.000
Autonomy 0.019 0.038 0.021 0.499 0.618 0.716 1.397

Innovativeness 0.072 0.044 0.090 1.641 0.101 0.413 2.419
Pro-activeness 0.098 0.031 0.139 3.142 0.002** 0.629 1.591
Competitive 

aggressiveness 0.089 0.036 -0.134 -2.444 0.015* 0.408 2.452

R2 = 0.021 (* p<0.05; ** p<0.01; *** p<0.001) 
QualItY of teaCHIng and learnIng

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 1.946 0.135 14.447 0.000
Autonomy .0166 0.037 0.159 4.462 0.000*** 0.716 1.397

Innovativeness 0.286 0.043 0.310 6.606 0.000*** 0.413 2.419
Pro-activeness 0.053 0.031 0.065 1.714 0.087 0.629 1.591
Competitive 

aggressiveness 0.069 0.036 0.090 1.910 0.056 0.408 2.452

R2 = 0.274 (* p<0.05; ** p<0.01; *** p<0.001)
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Monitoring learner performance, Learner 
feedback and High expectations, is explained 
by the four Entrepreneurial orientation 
variables, i.e. Autonomy, Innovativeness, Pro-
activeness and Competitive aggressiveness. 

The results indicate significant positive 
relationships between the two independent 
variables, Autonomy and Innovativeness, and all 
four the dependents variables measuring Learner 
performance. There is also a significant relationship 

between Pro-activeness and Learner self-esteem. 

Hypotheses H14a/b/c/d; H24a/b/c/d and H34a could 
not be rejected. Hypotheses H34b/c/d and H44a/b/
c/d were, however, rejected. The VIF (<5) also 
indicates positive correlations between these 
particular independent and dependent variables.

ConClusIon and reCommendatIons
The study has indicated that there is a positive 

taBle 5: multIPle regressIon results: ImPaCt of ENTREPRENEURIAL ORIENTATION, on tHe 
dePendent VarIaBle learner BeHaVIour

safe and orderlY sCHools

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 2.320 0.117 19.866 0.000
Autonomy 0.130 0.032 0.143 4.031 0.000*** 0.716 1.397

Innovativeness 0.241 0.038 0.299 6.417 0.000*** 0.413 2.419
Pro-activeness 0.026 0.027 0.037 0.983 0.326 0.629 1.591
Competitive 

Aggressiveness 0.104 0.031 0.156 3.327 0.001** 0.408 2.452

R2 = 0.288 (* p<0.05; ** p<0.01; *** p<0.001)
dIsCIPlIne

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 3.414 0.107 31.966 0.000
Autonomy 0.077 0.030 0.102 2.614 0.009** 0.716 1.397

Innovativeness 0.138 0.034 0.207 4.019 0.000*** 0.413 2.419
Pro-activeness 0.056 0.025 0.096 2.285 0.023* 0.629 1.591
Competitive 

Aggressiveness 0.013 0.028 0.024 0.470 0.638 0.408 2.452

R2 = 0.125 (* p<0.05; ** p<0.01; *** p<0.001)
Parental InVolVement

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 1.406 0.152 9.222 0.000
Autonomy 0.082 0.042 0.069 1.948 0.052 0.716 1.397

Innovativeness 0.206 0.049 0.195 4.200 0.000*** 0.413 2.419
Pro-activeness 0.163 0.035 0.176 4.655 0.000*** 0.629 1.591
Competitive 

Aggressiveness 0.180 0.041 0.208 4.434 0.000*** 0.408 2.452

R2 = 0.289 (* p<0.05; ** p<0.01; *** p<0.001)
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taBle 6: multIPle regressIon results: ImPaCt of ENTREPRENEURIAL ORIENTATION on tHe 
dePendent VarIaBle learner PerformanCe

learner self-esteem

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 3.113 0.116 26.926 0.000
Autonomy 0.079 0.032 0.096 2.486 0.013* 0.716 1.397

Innovativeness 0.175 0.037 0.240 4.711 0.000*** 0.413 2.419
Pro-activeness 0.106 0.027 0.165 4.003 0.000*** 0.629 1.591
Competitive 

aggressiveness -0.024 0.031 -0.041 -0.790 0.430 0.408 2.452

R2 = 0.147 (* p<0.05; ** p<0.01; *** p<0.001)
monItorIng learner PerformanCe

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 2.930 0.116 25.236 0.000
Autonomy 0.094 0.032 0.112 2.918 0.004** 0.716 1.397

Innovativeness 0.236 0.037 0.319 6.323 0.000*** 0.413 2.419
Pro-activeness 0.045 0.027 0.069 1.680 0.093 0.629 1.591
Competitive 

aggressiveness -0.22 0.031 -0.036 -0.705 0.481 0.408 2.452

R2 = 0.163 (* p<0.05; ** p<0.01; *** p<0.001)
learner feedBaCK

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 3.561 0.119 29.826 0.000
Autonomy 0.073 0.033 0.090 2.217 0.027* 0.716 1.397

Innovativeness 0.181 0.038 0.251 4.724 0.000*** 0.413 2.419
Pro-activeness -0.003 0.027 -0.004 -0.094 0.925 0.629 1.591
Competitive 

aggressiveness -0.034 0.032 -0.057 -1.063 0.288 0.408 2.452

R2 = 0.072 (* p<0.05; ** p<0.01; *** p<0.001)
HIgH eXPeCtatIons

model un-standardised 
coefficients

standardised 
coefficients t p-level

Collinearity 
statistics

B std. error Beta tolerance VIf
Constant 3.307 0.118 28.109 0.000
Autonomy 0.069 0.033 0.084 2.114 0.035* 0.716 1.397

Innovativeness 0.168 0.038 0.232 4.437 0.000*** 0.413 2.419
Pro-activeness -0.015 0.027 -0.024 -0.565 0.572 0.629 1.591
Competitive 

aggressiveness 0.032 0.031 0.053 1.014 0.311 0.408 2.452

R2 = 0.098 (* p<0.05; ** p<0.01; *** p<0.001)
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relationship between the dimensions of 
Entrepreneurial orientation and most of the 
success factors of the public secondary schools. 
The challenge for South African schools 
is to establish a spirit of entrepreneurship 
to be successful. To continuously change 
and to maintain a competitive advantage, a 
sustainable entrepreneurial strategy is necessary.

To enhance the Entrepreneurial orientation in the 
public secondary school environment, a number 
of recommendations are put forward. firstly, 
because an entrepreneurial orientation has its roots 
in the strategy-making process, it is recommended 
that entrepreneurship becomes the strategic way 
of thinking (dominant logic) within these schools. 
This can be done by specifically including the 
word ‘entrepreneurship’ in the vision statement 
of the school, setting goals and developing 
strategies for entrepreneurship. The focus of the 
school then becomes opportunity identification, 
discovery of new sources of value, and product 
and process innovation that could lead to greater 
success. An entrepreneurial orientation may be 
cultivated within the different departments of the 
school, by building entrepreneurial competencies 
into the development plans of the school. 
Entrepreneurship is a continuous process and 
must form part of the shared values of the school.

secondly, new opportunities and ideas need to 
culminate into new products/services/processes/
sporting codes and other innovations within the 
school context. Goals and objectives need to be 
set for innovation. This must include the type of 
innovation as well as the number of innovative 
products/services/processes/sporting codes 
required. An integrative approach to the type 
of innovation is recommended and goals and 
objectives must be developed for both incremental 
innovations as well as radical innovations. Schools 
can, for instance, introduce new co-curricular 
activities, sport codes and/or clinics. The school 
can also introduce cross-cultural activities to 
embrace the multi-cultural learners and teachers.

Thirdly, to be pro-active or the posture of 
anticipating and acting on future wants and needs 
in the marketplace is vital to the entrepreneurial 
orientation in schools. Schools must therefore 
constantly monitor the external environment 

and, importantly, disseminate this information 
among all council members, teachers, 
administration staff, learners, parents and the 
community. Schools can then use an inclusive 
process to be innovative, exploit opportunities 
and to gain a competitive advantage by being 
first to introduce new processes, subjects and 
sporting codes, among others. The school can, 
for instance, introduce cross-cultural activities to 
embrace the multi-cultural learners and teachers.

finally, in today’s dynamic and uncertain 
competitive environment, high performing 
schools will be those in which entrepreneurial 
behaviour will be used to explore opportunities to 
build a foundation for future success. The school 
principal and management should, therefore, 
foster a culture of actively searching for new 
opportunities in the school environment and also 
set ground rules to pursue opportunities. The 
utilisation of opportunities within the ground 
rules could ensure the longevity of these schools. 
Highly successful schools are those schools that 
are competing aggressively with other schools to 
ultimately attract the best managers, administration 
personnel, sport couches, teachers and learners. 

It is the responsibility of principals and school 
management teams to unlock the potential of 
educators. They must create entrepreneurial 
work methods and cherish entrepreneurial 
staff members, but are also responsible for 
creating a climate where the full potential 
of these staff members can be realised.

Corporate entrepreneurship is a source for a 
competitive advantage, not only for businesses, 
but most certainly also for public schools. 
There are no alternatives: be intrapreneurial 
or fall into the danger to cease to exist or to 
muddle through in a spirit of mediocrity. 

ContrIButIon of tHe studY
An effective education system can bring a 
number of benefits to a society. The contribution 
of education very much depends on the type 
and quality of education that society imparts. 
The educational system can pave the way for 
social and sustainable development only when 
everybody gets fair and just opportunities to 
cherish their rights to education (Bazaz, 2016:40).
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This study contributes to the body of knowledge 
regarding the importance of education in 
any country. It specifically highlights the 
problems in the South African system, in spite 
of various interventions. Despite the fact that 
the budget for education in South Africa has 
doubled over the past few years, the quality of 
education remains very poor, and the output 
rate has not improved (Modisaotsile, 2012:2).

The importance of entrepreneurship is 
highlighted in the study as a remedy to change 
and the saving of schools. Eyal (2007:3) notices 
that the entrepreneurial spirit driving managers 
to initiate, innovate, change and influence their 
surroundings is visible and important in various 
systems, including public institutions and 
educational systems. Even though the survival of 
public schools is generally assured, when schools 
stagnate, they risk losing their relevance and 
legitimacy in the eyes of the society they serve, 
and consequently their social function (Drucker, 
1985). This study aims to depict the advantages 
of entrepreneurship to be employed by school 
leaders as a basic mechanism to increase a 
school’s adaptive capacity and ability to maintain 
its relevance in conditions of uncertainty.

The study focuses strongly on entrepreneurial 
leadership. Phelan, Johnson and Semrau 
(2013:2) emphasise that previous research 
suggests that businesses that exhibit an 
Entrepreneurial orientation tend to perform 
better than their peers and that the effect is 
particularly pronounced in more competitive 
environments. While originally applied to for-
profit organisations, studies of entrepreneurial 
orientation have recently been extended to non-
profit organisations, such as public schools. 

Xaba and Malindi (2010:76) find that schools are 
seen as harmonious systems where people gravitate 
towards system norms and much attention is 
devoted to optimising routine activities. The 
pressure for accountability and standardisation 
inhibits curiosity and the exploration of innovative 
ideas. This study aims to clearly depict the role of 
the school principal in the process of taking the 
lead in initiating change by taking advantage of the 
opportunities within their school environments, 
in order to mobilise resources and promote new 

initiatives. Within this context, it is imperative 
for policy-makers and school governing bodies 
to realise that the duties and influence of a 
principal are far more complex than just to 
manage an institution. Serious consideration 
must be given to an entrepreneurial orientation 
and mindset when appointments are made. 

lImItatIons of tHe studY 
The study attempted to contribute to the body of 
knowledge dealing with the challenge to improve 
the success of public secondary schools in South 
Africa, by concentrating on the necessity and 
applicability of an Entrepreneurial orientation in 
the schools. The study was, however, limited to the 
possible entrepreneurial actions of 25 performing 
schools, located in different areas of Gauteng. 

The study was further limited to the 
internal environment of the schools and 
did not account for external factors. The 
interpretation of the findings should therefore 
be handled with care, as it cannot be generalised.

The study considered entrepreneurial orientation 
as one of the many success factors of a school. 
Success factors that were not considered 
include, among others, the geographic location 
of the school; the socio-economic status and 
level of education of the community where the 
school was situated; available resources; and 
the demographic composition of the school.

suggestIons for future researCH
It is suggested that the research be expanded 
to other high-performing schools in the 
private and public sectors. The entrepreneurial 
orientation of struggling schools should also 
be investigated. The proposed studies can 
provide useful information for conducting 
comparative studies that could lead to a better 
understanding of the role that entrepreneurship 
plays in school success. This study could be 
coupled with the effects of entrepreneurial 
orientation on teacher commitment.

Research on entrepreneurial orientation, with 
specific reference to appointment criteria for 
school principals, can deliver ground-breaking 
results. The development of such an instrument 
can guide education departments and school 
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governing bodies to recommend and appoint 
school principals who can lead – not just manage 
– schools to great success for the benefit of each 
leaner in South Africa, or even around the globe.
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aPPendIX 1: Items measurIng PERCEIVED SCHOOL suCCess

sCHool leadersHIP
factor 1: Leadership

B1-2 The principal is involved in every aspect of the school (Lead 2).
B1-8 Principal is proactive to grasp or to create opportunities (Lead 8).

B1-11 Effective leadership at our school contributes directly to the success of our school (Lead 
11).

B1-3 The leadership can be described as achievement-orientated leadership (Lead 3).

B1-5 Principal mobilises staff, parents, students and community around the vision, mission 
and shared values of the school (Lead 5).

B1-9 Principal is a risk-taker to best serve the staff, learners and school (Lead 9).

B1-4 The principal set high expectations and standards for academic, social, emotional and 
physical development of learners (Lead 4).

B1-1 The principal is the instructional leader of the school (ensure that every learner receives 
the highest quality instruction every day (Lead1).

B1-10 Principal is a leader of change and provide stimulus for change. Encourage 
experimentation and innovation (Lead 10).

B1-6 The staff is considered as the most important resource (Lead 6).
B1-7 Principal and SMT have good communication skills (Lead 7).

factor 2: Evaluating school performance
B7-3 WSE & SSE are transparent and interactive (Eva 3).
B7-2 WSE & SSE are executed in accordance to prescribed regulations (Eva 2).

B7-1 Whole School Evaluation (WSE) and School Self-evaluation (SSE) are imperative for 
school effectiveness and school change (Eva 1).

B7-4 Decision-making authorities at the school make use the outcomes to improve the school. 
The effort is worth the while (Eva 4).

factor 3: Staff development
B3-4 Staff development has a direct impact on teaching methods (Staff 4).
B3-3 Programmes presented increase the cognitive and technical skills of staff (Staff 3).

B3-6 Staff development programmes/initiatives contribute directly to learner achievement (Staff 
6).

B3-7 Staff development programmes are based on the outcomes of Whole School Evaluation 
(Staff 7).

B3-5 Staff is committed to the Continuous Professional Teacher Development programme of 
the Department of Basic Education (Staff 5).

B-2 Development programmes/initiatives are designed to fit our school context (Staff 2).
B-1 Principal is committed in identifying professional development needs (Staff 1).

effeCtIVe teaCHIng and learnIng
factor 1: Emphasis on academics

B4-7 Our academic results can be attributed to the emphasis on academics (Acad 7).
B4-3 Learners attend our school because of the academic emphasis (Acad 3).
B4-6 The emphasis on academics creates high expectations for all school participants (Acad 6).
B4-1 The emphasis of our school is on academics (Acad 1).
B4-5 The principal plays an active role by setting high academic expectations (Acad 5).
B4-2 The staff set high, but achievable, academic goals for learners (Acad 2).
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factor 2: Class size
B13-2 Smaller classes may contribute to better discipline and learner achievement (Clssiz 2).
B13-1 Class size affects school effectiveness (Clssiz 1).

factor 3: High quality of teaching and learning
B2-2 Principal monitors work of management staff (Qual 2).

B2-3 Principal sets framework for curriculum planning and ensure curriculum delivery is 
successful (Qual 3).

factor 3: High quality of teaching and learning
B2-2 Principal monitors work of management staff (Qual 2).

B2-3 Principal sets framework for curriculum planning and ensure curriculum delivery is 
successful (Qual 3).

B2-1 Principal oversees the curriculum (Qual 1).

B2-4 High quality of teaching and learning is enshrined in the vision and mission of the school 
(Qual 4).

B2-5 School recognises effective learning and teaching and good practice (Qual 5).
learner BeHaVIour

factor 1: safe schools
B11-6 Our school is characterised by good management and governance (Safe 6).
B11-5 Our school is characterised by professional educator conduct (Safe 5).

B11-2 Psychically safe: Our facilities are well-maintained and the school is managed towards an 
orderly organisation (Safe 2).

B11-4 Intellectually safe: learners can think, doubt, question and make mistakes (Safe 4).

B11-3 Psychological safe: No fear of ridicule, intimidation, harassment, humiliation, bullying 
and violence (Safe 3).

B11-6 Our school is characterised by good management and governance (Safe 6).
B11-5 Our school is characterised by professional educator conduct (Safe 5).

B11-2 Psychically safe: Our facilities are well-maintained and the school is managed towards an 
orderly organisation (Safe 2).

B11-4 Intellectually safe: learners can think, doubt, question and make mistakes (Safe 4).

B11-3 Psychological safe: No fear of ridicule, intimidation, harassment, humiliation, bullying 
and violence (Safe 3).

B11-5 The disciplinary system at our school is clear, consistent and equitable applied to every 
learner (Disc 5).

factor 2: Discipline
B8-1 Discipline underpins successful learning and teaching (Disc 1).
B5-1 Parental involvement is an important aspect of school effectiveness (Paren 1).

B8-4 Disruptive behaviour affects learners’ safety, readiness to learn and future behaviour (Disc 
4).

B11-1 Effective teaching and learning can take place only in a safe and secure school 
environment (Safe 1).

B8-2 Positive discipline has a positive impact on our school culture (Disc 2).
factor 3: Parental involvement

B5-6 Parental involvement has led to an increase in academic achievement with a lower drop-
out and retention rate (Paren 6).
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aPPendIX 1: Items measurIng ENTREPRENEURIAL ORIENTATION

factor 1: Autonomy
A2 Our school allows me to be creative and try different methods to do my job (Auto 2). 

A3 Educators at our school are allowed to make decisions without going through elaborate 
justification and approval procedures (Auto 3). 

A4 Educators at our school are encouraged to manage their own work and have flexibility to 
resolve problems (Auto 4). 

A1 I have enough autonomy in my job without continual supervision to do my work (Auto 1). 

A5 I seldom have to follow the same work methods or steps while performing my major tasks 
from day to day (Auto 5). 

factor 2: Innovativeness

I2 Our school places a strong emphasis on new and innovative services/learning areas/sport 
codes//processes (Inno 2).

I4 Our school is continually pursuing new opportunities (Inno 4). 

I3 Our school has increased the number of services/learning areas/sport codes/processes offered 
during the past two years (Inno 3). 

I1 Our school regularly introduces new services/learning areas/sport codes/processes (Inno 1). 

I5 Over the past few years, changes in our services/learning areas/sport codes/processes have 
been quite dramatic (Inno 5).

I6 In our school there is a strong relationship between the number of new ideas generated and 
the number of new ideas successfully implemented (Inno 6).

B5-3 Parents at our school are academically involved (Paren 3). 
B5-7 Parental involvement has a positive behavioural outcome (Paren 7).

B5-8 Parental involvement contributes positively towards a decrease in learner absentees (Paren 
8). 

B5-5 Parents support the vision and mission of the school, including the code of conduct 
(Paren 5).

B5-2 Parental involvement contributes to the success of our school (Paren 2).
B5-4 Positive relations with parents with good communication (Paren 4).

learner PerformanCe
factor 1: learner self-esteem

B12-2 High self-esteem fosters the confidence to engage in difficult problem-solving (Lnrself 2).

B12-1 Learners with high self-esteem set higher aspirations, and therefore it could be associated 
with high academic achievement (Lnrself 1).

B12-3 Positive social connections decrease risk behaviour (Lnrself 3).
B12-5 Academic achievement and success lead to high self-esteem (Lnrself 5).
B12-4 The principal is responsible for the development of a positive school climate (Lnrself 4).
B12-3 Positive social connections decrease risk behaviour (Lnrself 3).
B12-5 Academic achievement and success lead to high self-esteem (Lnrself 5).
B12-4 The principal is responsible for the development of a positive school climate (Lnrself 4).
B12-3 Positive social connections decrease risk behaviour (Lnrself 3).
B12-5 Academic achievement and success lead to high self-esteem (Lnrself 5).
B12-4 The principal is responsible for the development of a positive school climate (Lnrself 4).
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I8 Our school has a widely held belief that innovation is an absolute necessity for the schools’ 
future (Inno 8).

I9 Our leaders seek to maximise value from opportunities without constraint to existing 
models, structures or resources (Inno 9). 

factor 3: Pro-Activeness
P2 Our school typically initiates actions that competitors respond to (Proac 2).

P1 Our school is often the first to introduce new services/ learning areas/ sport codes/processes 
(Proac 1).

P3 Our school continuously seeks out new services/learning areas/sport codes/processes (Proac 
3).

factor 4: Competitive aggressiveness
C2 Our school is very aggressive and intensely competitive (Comp 2).

C3 Our school effectively assumes an aggressive posture to combat industry trends that may 
threaten our survival or competition position (Comp 3).

C1 In dealing with competitors, our school typically adopts a very competitive “undo-the-
competitor” posture (Comp 1).

C4 Our school knows when it is in danger of acting overly aggressive (this could lead to erosion 
of our school’s reputation or to retaliation by competitors) (Comp 4).
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aBstraCt
Over the years, a multiplicity of definitions 
of entrepreneurship has been proffered. 
However, most of these definitions are found 
to be either Eurocentric or Western-oriented 
and largely devoid of (South) African socio-
economic imperatives. Naturally, the manner 
in which entrepreneurship in South Africa 
is conceptualised derives from the former 
definitions. Furthermore, the classification of 
entrepreneurship ventures in the country is also 
problematic. This paper is therefore, a result of the 
lack of localised research aimed at understanding 
entrepreneurship classification dynamics in 
South Africa. Acknowledging lack of clear 
entrepreneurial classification in South Africa, this 
study seeks to propose a framework which can be 
used to develop a taxonomy of entrepreneurial 
ventures in the Limpopo province of South 
Africa. The value of this work is that it is among 
the first study that seeks to propose a framework 
(i.e., taxonomy) for classifying entrepreneurship 
ventures within the South African context. The 
implication of the study is that it potentially 
will provide policymakers with valuable tools to 
understand South African entrepreneurship and 
the channels of intervention for small business 
ventures. More so, the framework provides a 
starting point for researchers and policy makers 
to further scrutinise entrepreneurship policies 
and practices. The framework also clarifies the 
determining attributes of entrepreneurship, 

government policy and economic development 
dimensions and their proposed relationships. 

Keywords: entrepreneurship, entrepreneurial 
typologies, entrepreneurial activities
 
ratIonale of tHe studY
Entrepreneurship development is a topical issue in 
the wider entrepreneurship discipline. The main 
question being, can countries achieve economic 
growth by programmes which encourage 
entrepreneurship? Despite this question and 
all the irregularities, many countries seem to 
have adopted varied approaches that provide 
for entrepreneurial culture (Chivasa, 2014). 
However, as noted by Nusair (2014), programmes 
towards entrepreneurship development follow 
slight differences but are common in all these 
nations. Similar issues have been trending 
among countries which includes: encompassing 
entrepreneurship in the national action plan, 
creation of business councils and departments, 
launching of entrepreneurs’ annual awards, 
addressing issues of registration and launching of 
businesses, financing of businesses, labour laws 
and tax exemptions, entrepreneurship education, 
networking and effective policies (Rogerson, 2016). 

Since 1994, the economic development narrative 
in South Africa seems to have revolved around 
small business and entrepreneurship development 
(Preisendoerfer, Bitz & J. Bezuidenhout, 2014). 
From this, two issues take centre stage as 
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dominant themes, both in policy circles and 
within the academic literature. First, the question 
of which strategies best support entrepreneurs 
(Acs & Szerb, 2007, Adeoye, 2015, Rogerson, 
2016). Second, the creation of an environment 
that promotes and encourages entrepreneurship 
activities is also a topical issue. Considering the 
above questions, the South African government, 
through the National Development Plan (NDP), 
committed to supporting entrepreneurship. 
Given this national strategic priority, it is, 
therefore, reasonable to expect an explosive 
growth of not only both entrepreneurs, but 
also entrepreneurial activities within the 
country. Unfortunately, this is not the case. 

Paradoxically, the latest statistics reveal that 
South Africa has one of the lowest levels of Total 
Entrepreneurial Activity (TEA) in the world 
(GEM, 2015). South Africa features a TEA rate of 
7 percent and an established business ownership 
rate of about 3 per cent. Comparably, other African 
countries’ averages are 26 and 13 percent for TEA 
and established business ownership, respectively 
(Singer, Amoros & Arreola, 2015). Closer 
inspection of the causes and nature of this problem 
revealed that there is a general neglect by African 
policymakers to carefully study entrepreneurship 
dynamics within their economies. To 
illustrate, Singer et al (2015) observed that 
numerous developing nations including South 
Africa ignore entrepreneurial development 
basic principles such as collecting data on 
entrepreneurship trends within their economies. 

BaCKground of tHe studY
Despite South Arica’s investment in 
entrepreneurial support infrastructure, the 
country is characterised by low TEA levels and 
high unemployment and growing poverty levels 
(Gwija, Eresia-Eke & Iwu, 2014). Such a scenario 
begs the question: “How is it that entrepreneurship 
transformed South East Asia and European 
countries into an economic powerhouse, but 
seemingly is less effective in Africa?” To attempt 
to answer this question, this study turned to 
the entrepreneurship literature. In particular to 
notable contributors to discipline ranging from 
Audretsch and Thurik (2001) through Acs and 
Szerb (2007) to Shane (2009). These latter authors 
revealed that entrepreneurship policies are a key to 

the creation of not only a thriving entrepreneurial 
sector, but also to economic growth. 

More worrisome is the fact that within African 
countries, there are no proper standards to 
define, explain, and measure entrepreneurial 
activity. Hence, such a paucity means that many 
African countries end up adopting international 
entrepreneurship policies and standards to 
regulate entrepreneurship. A vast majority of 
these policies are not entirely applicable to the 
African context. In other words, these policies fail 
to account for and address lived-experiences and 
actual problems faced by African entrepreneurs. 
For this reason, it was opportune for this study to 
concern itself with the determination of appropriate 
definitions and classification of entrepreneurial 
activities in South Africa (Singer et al, 2015).

At the same time, various authors cautioned 
that while the introduction of entrepreneurship 
policies is an imperative for economic growth, 
not just any policy will result in improved 
economic outcomes (Karodia, Soni & Cassim, 
2014). Entrepreneurship policy consistency is 
needed. To this regard, policy consistency simply 
refers to policy formulation as well as policy 
implementation that are in line and informed by 
an economy’s socio-economic factors (Rogerson, 
2016). At a practical level, entrepreneurship policy 
consistency is a function of three basic elements:

1. entrepreneurship policies should be 
relevant: policies should strive to address the 
specific needs of both the entrepreneurs and 
the economy. 

2. entrepreneurship policies need to be 
realistic: to be effective, policies need 
to accurately diagnose the current 
entrepreneurial situation as well as to provide 
appropriate and adequate resources to achieve 
desired goals. 

3. Commitment and fairness: since 
entrepreneurship policies often make 
provisions for financial and non-financial 
support mechanisms. These support 
structures must be fairly distributed to 
deserving recipients; and not used for political 
purposes. In addition, governments should 
be committed to see through the policy 
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imperatives.   
From the foregoing, authors such as Rogerson 
(2016) seem to argue that entrepreneurship 
policies ought to be home-grown and context 
specific. Thus, transplanting ‘a perfect policy’ 
from one country will not necessarily guarantee 
success in another country. The practice of 
transplanting policies seems to have been the 
cause of policy inconsistencies in many African 
countries. Policies, for example, the current 
Public Finance Management Act (PFMA) in 
South Africa is not properly crafted to facilitate 
entrepreneurship and innovation since a 
number of government departments are limiting 
the potential pool of support for enterprises 
(Karodia et al, 2014). The policy is simply an 
improvement or an adjustment of the one 
(PFMA) implemented previously during the 
apartheid area resembling the need for policies 
to focus on local solutions to local challenges.

Furthermore, it would also appear that a vast 
majority of African policymakers (including those 
in South Africa) lack the general understanding of 
the local entrepreneurial environment (Turton & 
Herrington, 2013){Turton, 2013 #83;Herrington, 
2010 #109;Moos, 2015 #108;Stevenson, 2007 
#110}. For instance, governments, on the one 
hand claim to be in support of entrepreneurial 
activities, (notable examples are the Black 
Economic Empowerment Act, No 53 of 2003 
(BEE) in South Africa and the Indigenisation and 
Economic Empowerment Act, No 17 of 2007 (IEE) 
in Zimbabwe) however, the governments engage 
in exercises to arrest traders and vendors. Such 
is an example of policy inconsistency widespread 
in many African countries, which have seen 
the government of Zimbabwe battling to get a 
footing for its economic blueprint Zimbabwe 
Agenda for Sustainable Socio-Economic 
Transformation (Zim Asset) (Bonga, 2014).

PurPose and ContrIButIon of tHe 
studY
This paper proposes a framework which 
will be used to develop a new taxonomy of 
entrepreneurial ventures in the Limpopo 
Province of South Africa that is reflective of the 
local socio-economic imperatives. Although 
South African policymakers are aware that 

there is no universally accepted definition of 
entrepreneurship such an important gap is not 
given the key policy interest in entrepreneurial 
phenomena (Rogerson, 2016; Singer et al, 2015). 
This paper, therefore, considers the existence of 
policy inconsistency to be a situation requiring 
further inquiry. For instance, incidents of 
policy inconsistencies cited above hamper 
the entrepreneurship development agenda. 

Policy inconsistency, this paper argues, is evidence 
of a much deeper underlying problem. This paper 
argues that the lack of a clear conceptualisation of 
entrepreneurship is in fact the real problem that 
needs further inquiry. As such, it is opportune 
for this paper to attempt to provide a thorough 
description of the entrepreneurial landscape from 
a South African perspective. More specifically, 
the paper seeks to re-look at contemporary 
South African entrepreneurship dynamics 
with a view to re-define, re-conceptualise 
entrepreneurship in such a manner as to propose 
a framework for classifying entrepreneurial 
ventures in Limpopo Province (South Africa). 

lIterature reVIeW
Acknowledging the need for study on the 
evaluation and identification of different types 
of entrepreneurs (entrepreneurial typologies). 
It is important to understand that typologies 
simply refer to different classifications of 
entrepreneurs (Zahra, Gedajlovic, Neubaum & 
Shulman, 2009). More importantly to this study, 
classifications allow for better predictions, based 
on membership in a specific typology, about 
the likely behaviour, responses, and success of 
the entrepreneur (Woo, Cooper & Dunkelberg, 
1991). Understanding different entrepreneurial 
typologies allows building of a taxonomy 
which offers a powerful conceptual tool for the 
evaluation of entrepreneurs during the start-up 
or early stages of a venture (Woo et al, 1991).

Early studies of entrepreneurial typologies 
established a distinction between the craftsman 
entrepreneur and the opportunist or business 
entrepreneur (Miller, Grimes, McMullen & 
Vogus, 2012). A developed classification by 
Erikson (2001) Table 1 used desirability, feasibility 
and proactivity as key classification dimension 
(Tang, Tang & Lohrke, 2008). He came up with 
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a wide range of entrepreneurial typologies, 
but he established classes of entrepreneurial 
typologies that are based on specific 
entrepreneur. This, however, brings a case were 
very few entrepreneurs represent entrepreneurial 
typologies in their pure state (Filion, 2004).

Therefore, researchers and policymakers may place 
some entrepreneurs in wrong categories which do 
not define their real entrepreneurial activities.  This 
is not in line with studies by Kunkel (2001) who 
argues that each entrepreneur establishes his or 
her own entrepreneurial classification. Therefore, 
a variety of entrepreneurs in every business and 

taBle 1: a ComParatIVe analYsIs of entrePreneurIal tYPologIes

author Classification dimensions types of entrepreneurs Country 

Smith (1967)

Background 
Education 
Work experience 
Social/ business behaviour

1. Craftsmen

USA
2. Opportunists
3.Organization types

Filley and Aldag 
(1978)

Business strategies 
Management styles

1. Craft
Canada2. Promotion

3.Administrative

Smith and 
Miner (1983)

Education and training 
Further establish the 
craftsmen-opportunistic 
dimension in research 
Social involvement 
Management styles 
Communication ability 
Sources of capital

1. Craftsmen

USA

2. Opportunists

Miner (2000)
Various psychological 
personality 
Factors

1. Personal achiever

USA
2. Real manager
3. Expert idea generator
4.Empathic sales person

Erikson (2001)
Desirability 
Feasibility 
Proactivity

1.Theready entrepreneur

Switzerland
2. The ready reluctant
3. The ready feasible
4.The ready      unconvinced

Gaglio and Katz 
(2001)

Different locations on the 
continuum of entrepreneurial 
alertness

1. Assessing

Switzerland
2. Discounting
3. Dismissing
4. Uninterested

Ucbasaran, 
Daniels, 

Westhead and 
Wright (2004)

Process knowledge 
Domain knowledge 
Information search/motivation

1. Naïve novice

Great 
Britain

2.Transient over-achiever novice
3. Long-term novice
4. Transient novice
5. Biased habitual
6. Transient habitual
7. Routine habitual
8. Expert habitual

Source: Adapted from Tang et al (2008)
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organizational category usually facilitates the 
development either of complex entrepreneurial 
typologies with a broad range of classes, or 
of multi-stage entrepreneurial typologies.

Even if studies of Ucbasaran et al (2004), Table 1 
established entrepreneurial typologies from a wide 
range of classification dimension namely, process 
knowledge, domain knowledge and information 
search motivation. He made no attempt to explain 
the fact that entrepreneurial intentions are 
dissimilar in kind (Tang et al, 2008). Hence the 
need to identify different kinds of entrepreneurial 
intentions and come up with a comprehensive 
classification and definition of entrepreneurship.

Exploring traditional research on entrepreneurial 
typologies shows that researchers have employed 
a wide range of aspects to classify entrepreneurs, 
and, therefore, researchers have developed a 
variety of entrepreneurial typologies. As displayed 
in the table, nevertheless, most researchers 
focused on either demographic or knowledge 
rather than characteristics which may help 
policymakers to understand the real entrepreneur. 
However, several studies attempted to bring rigor 
to entrepreneurial typologies but researchers and 
policy still find it difficult to situate entrepreneurs 
and define entrepreneurship more accurately.

ConstruCtIon of taXonomIes for 
entrePreneurIal Ventures
Entrepreneurial ventures are extraordinarily 
heterogeneous and their limitations can vary 
significantly according to the perception of 
entrepreneurs as well as the environment in 
which they work (Turton & Herrington, 2013). 
Therefore, entrepreneurship may not be viewed 
as a single and homogenous phenomenon.  In 
the light of the above, this study will use the 
scattered empirical evidence accumulated from 
past study and integrate them with the grounded 
data to create a common typology which should 
be relevant for both policymakers and academics.

Acknowledging that entrepreneurship is a 
multiheaded concept, creation of a typology 
provides criteria for classifying and understanding 
the different facets of entrepreneurship Erikson 
(2001). Elucidating entrepreneurship’s variety 
through a typology is therefore important in 

building a taxonomy of entrepreneurial ventures. 
Nonetheless, studies dated from early 1960s which 
were done in different environments by different 
authors will give a basic understanding towards 
creation of entrepreneurial typologies (Erikson, 
2001, Filley & Aldag, 1978, Miner, 2000, Smith, 
1967, Smith & Miner, 1983, Ucbasaran et al, 2004). 

As a consequence, a general framework specifying 
the type of entrepreneurial ventures in the Limpopo 
Province will come out from this study to provide 
useful knowledge in this field of research. Lack of 
such a framework had over the past decades led 
to crude generalizations of research results whose 
domains of validity have not been explicitly 
specified (Kunkel, 2001). Hence the tendency of 
African nations to transplant entrepreneurship 
policies from their mother colonies which 
do not fit their entrepreneurial environment.

entrePreneursHIP ClassIfICatIon 
In soutH afrICa
Although there is no universal definition or 
classification of entrepreneurs, features used to 
define and classify entrepreneurs in South Africa 
are adopted from the National Small Business Act 
(Act No. 102 of 1996). Criteria such as number 
of employees, sales volume and value of assets 
form the basis of classifying entrepreneurship 
in the latter Act. In doing so, the Act further 
postulates two broad criteria (i.e., the qualitative 
and quantitative perspectives) for establishing 
entrepreneurship categories. However, is of 
the opinion that the National Small Business 
Act (Act No. 102 of 1996) does not provide 
a definition of entrepreneurs per se, but only 
provides a measure for classifying businesses.

Apart from the criteria in Table 2, other 
characteristics of entrepreneurial ventures may 
also be used to understand entrepreneurship 
in South Africa (Morris, Miyasaki, Watters & 
Coombes, 2006). Characteristics of ventures 
such as formality of a business, business 
orientation, resource needs, growth aspirations, 
risk preference among others may prove essential 
in building an entrepreneurial taxonomy 
(Morris et al, 2006). This reflects existing gaps 
in the entrepreneurship field which emanates 
from misconceptualisation of the definitions 
as well as classification of entrepreneurship.
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need for furtHer researCH
In past research, many authors who define 
entrepreneurship seem to ignore the fact that 
defining entrepreneurship and providing a 
schema for its classification is one and the same 
thing. In a growing body of literature championed 
by Kunkel (2001) appears to have bridged this 
divide. Kunkel (2001) defined entrepreneurship 
from a classification perspective and suggests a 
matrix of 10 variations of entrepreneurial actions. 

Although Kunkel (2001) analysis developed ten 
new entrepreneurial activities gestalts based 
on corporate and independent entrepreneurial 
actions, it still remains insufficient for the South 
African context. Therefore, there is a need 
for research to re-look at the contemporary 

South African entrepreneurship landscape 
with a view to propose a framework which 
will be used to build a taxonomy that is 
relevant and applicable to the country

statement of researCH ProBlem
From the above-mentioned gaps identified above, 
the research problem was thus formulated to read: 

Despite much government effort towards the 
development of entrepreneurship in South 
Africa, there still is a gap between policy 
formulation and policy implementation. 
More often than not, this problem 
emanates from misconceptualisation of 
entrepreneurship and entrepreneurial 
activities in South African context

taBle 2: CrIterIa for defInIng and ClassIfYIng entrePreneursHIP

Qualitative Criteria Quantitative Criteria
Relates to ownership structure of the business 
which must:

1. be a separate and distinct business entity
2. cannot be part of a group of companies.
3. include subsidiary and branches
4. be managed by its owners (natural person or 

a legal person)

Classifies business into micro, very small, small 
and medium using the following criteria:

5. total full time paid employees
6. total annual turnover
7. gross asset value (excluding fixed property)

Source: Compiled for the Study

fIgure 1: frameWorK to redefIne and reClassIfY entrePreneursHIP



1346
WWW.IBC-CONFERENCE.COM

ProPosed ConCePtual frameWorK
The framework clearly illustrates the problem 
which this research is going to cover. As shown 
in Figure 1 nations with consistent government 
policies such as China, Malaysia, Singapore 
and South Korea use entrepreneurship as a 
tool for strong economic growth. However, in 
the Figure we can clearly observe that where 
there are inconsistent government policies, 
poor entrepreneurship development is likely 
to be experienced. Such symptoms of poor 
entrepreneurship development are experienced 
in many developing nations in Africa. There are 
several problems such as misallocation of funds for 
entrepreneurial development, empowering wrong 
entrepreneurs, failure to understand problems 
faced by entrepreneurs, supporting schemes that 
are not suitable to entrepreneurs at different stages 
of entrepreneurial cycle, failure to identify real 
entrepreneurs and failure to classify entrepreneurs.

Although it seems that there are several 
support programs to stimulate entrepreneurial 
development in developing nations. Despite 
all the support schemes developing nations are 
not yielding the desired results. This makes it 
difficult to determine whether entrepreneurship 
development can be a tool for economic growth. 
Therefore, as shown in Figure 1 possible gaps will 

be addressed by either redefining or reclassifying 
entrepreneurship, understanding the dynamics 
of entrepreneurship locally or understanding 
entrepreneurial cycles which relate to specific 
nations. All these possible solutions to the 
gaps will be addressed in this research.

ProPosed metHodologY
Given the “what?” and “how?” research 
questions, this study will employ the grounded 
theory research design (Wiid & Diggines, 2010). 
Grounded theory facilitates theory-building 
from data (Neergaard & Ulhøi, 2007), which in 
this case will permit the re-conceptualisation and 
re-classification of entrepreneurship in South 
Africa. The research design, as shown in Figure 
2, will be guided by the following steps: (1) a 
desktop study, (2) typology construction, (3) 
primary data collection, and (4) theory building.

Population - The population for this study will 
include entrepreneurship academics, policymakers 
and entrepreneurs in Limpopo Province. 

sampling - Purposive sampling techniques 
will be used for the study. The participants 
should meet the criteria shown in table 2.

data gathering - An interview guide will be 
designed which will be used in the focus groups 

fIgure 2: summarY of tHe metHodologY

taBle 2: samPlIng summarY

sampling 
cohort

reason for inclusion in the 
sample Criteria for inclusion minimum 

number

Policymakers

Understand government definition 
of entrepreneurship, understand 
the implications of such definition 
to entrepreneurship development 

Top managers who have 
working experience of at 
least 10 years and above. 

Focus group dis-
cussion together 
with entrepreneur-
ship researchers

Entrepreneurs 

Data openly identifies what consti-
tute entrepreneurship and different 
entrepreneurial typologies will be 
extracted from the entrepreneurs.

Time and cost associated 
with collecting the 
information from Large 
scale, Small, Medium and 
Micro entrepreneurs

Focus group Dis-
cussion for all 
groups of SMMEs
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as discussed in the research design. In total, the 
interview guide will, comprise of three sections 
guided from the three research questions of the 
study - defining entrepreneurship, classification 
of entrepreneurship, and government support

data analysis - The qualitative data software, 
ATLAS.ti, will be used to analyse data (Archer, 
2008). Data from the participants will be 
analysed using framework analysis which 
consist of three main steps namely: (1) Constant 
Comparison and Open Coding, (2) Building 
Categories and (3) Construction of Taxonomies.

ConClusIon
Theoretically, this paper offers an alternative lens to 
view entrepreneurial classifications by proposing a 
framework which can be used in developing a new 
taxonomy. Most studies in Africa (Adeoye, 2015, 
Alagbaoso, Myres & Teresa, 2014, Al-Mubaraki 
& Busler, 2013, Chivasa, 2014, Gwija et al, 2014, 
Nusair, 2014) overlooked taxonomical issues in 
understanding the nature of entrepreneurship 
locally. However, studies, such as the one 
postulated by Kunkel (2001), focused mainly on 
the classification of entrepreneurship based on 
Western definitions and entrepreneurial activities.  

The paper also responded to calls from previous 
studies on entrepreneurship to propose a 
framework for classifying entrepreneurial 
ventures and the identification of actionable 
strategies that stimulate entrepreneurship 
development for African nations. Therefore, by 
proposing a framework to be used in building 
a taxonomy for entrepreneurial activities, the 
study is expected to break new ground about 
the circumstances under which entrepreneurial 
ventures will be classified in the local context.

It is apparent from this conceptual study that the 
need for building a taxonomy for entrepreneurial 
ventures in South African context is lagging 
behind. More important to mention that 
South Africa have a unique socio-economic 
history as well as an above average indigenous 
unemployment rates. Against this backdrop, 
there is an overall need for further research in 
order to develop an empirical model explaining 
taxonomical issues in the country to help policy 
makers using entrepreneurship in combating 

problems such as ever rising unemployment 
rates. It is also anticipated that the report findings 
of this study will enable future academic and 
practical understanding of the taxonomies, 
particularly in contributing new theory and 
practice for South African entrepreneurship.
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aBstraCt 
Despite the consensus regarding the importance 
of business with growth expectations, there are 
limited studies that explore factors that induce 
and are associated with growth expectations of 
entrepreneurs. The gap particularly becomes 
worse when considering the growth expectations 
of African Total Entrepreneurial Activity (TEA). 
This paper, examines the relationship between 
growth expectations of TEA in Africa with new 
product development and international business 
orientation, and type of entrepreneurship with 
the view of addressing the gap and encouraging 
future academic discourse.   Six years of GEM 
data of four African countries were used. The 
major finding was that growth expectations 
of African TEA are strongly correlated with 
new product orientation and international 
business orientation. Contrary to previous 
research it was found that growth expectations 
and type of entrepreneurship (opportunity and 
necessity entrepreneurship) have no statistically 
significant association. Moreover, the result 
upholds the virtuous circle relationship between 
new product and international business 
orientations established by previous studies. 

Keywords: growth expectation, afri-
can entrepreneurs, new product develop-
ment, international business orientation,  

IntroduCtIon and ProBlem InVes-
tIgated
Once a lingering small business owner said: 
“A business that doesn’t grow is like a tumour 
that can’t be cured. Both consume your money 
and effort yet you reap nothing meaningful.” 
This expression speaks not just of frustration; it 
tells the whole story, packed under the name of 
business growth and encourage one to ask many 
relevant questions. Why some businesses grow 
fast when others are struggling to survive? Which 
factors are relevant to build a growing business?    

These questions particularly become so 
important in Africa, where survival of small 
businesses uniquely and hugely matter. The 
small business sector in Africa comprises 90% 
of the business operations and provides more 
than 50% of employment (Kamunge, Njeru, & 
Tirimba, 2014). The relevance of studying the 
prospect of African start-ups even becomes 
more pressing when looking at the alarming 
rate of failures. In Africa, the majority of start-
ups vanish before their third birthday and quite 
sizeable portion of nascent entrepreneurs remain 
stagnant for years without registering any kind of 
growth (Naudé & Krugell, 2011). For instance, 
in South Africa, a country regarded as champion 
of African business, the failure rate of small 
and medium enterprises (SMEs) is between 70 
– 80 percent (Fatoki, 2014). This makes SMEs 
growth such an important and crucial point 
to research, particularly in an African context.
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Growth of a business is greatly intertwined with 
growth expectations of owners.  Herrington and 
Kelley (2012) state that growth expectations are 
formed based on business owner’s assessment of 
the expansion prospects for a business and the 
entrepreneur’s ambition to grow the enterprise. As 
can be inferred from this explanation, assessment 
of expansion prospects and entrepreneur’s 
aspiration to grow are the two major hallmarks 
of business growth expectations. It is only when 
entrepreneurs foresee future expansions and when 
this future prospect is backed by strong aspiration 
and desire to grow (Wright & Stigliani, 2012; 
Hansen & Hamilton, 2011; Wiklund & Shepherd, 
2003), that growth expectations begin to surface. 

Despite the support for the role that growth 
expectations play in building growth oriented 
enterprises, little is known about the factors 
that are associated with growth expectations 
of entrepreneurs. Growth expectation remains 
largely an uncharted part of the business growth 
research area (Daskalopoulou & Petrou, 2010). 

A few studies that addressed the issue of growth 
identified a range of factors that could boost 
growth prospects of businesses. For instance, 
Pfeifer and Sarlija (2010) have claimed that 
growth expectations are duly linked with the 
quality of entrepreneurship. Gorgievski, Ascalon, 
and Stephan (2011) and Herrmann and Kritikos 
(2013) on the other hand argue that growth 
expectations are mainly the manifestations and 
resuts of entrepreneurs orientation towards 
new product development and innovation. 
Still others assert that entrepreneurs will have 
strong growth expectations when engaging in 
some form of international business activities 
(Golovko & Valentini, 2011; Aidis & Mickiewicz, 
2006).  None of these attempts could show a 
profoundly accepted logical relationship between 
the factors and growth expectations. This is 
mainly because of the lesser emphasis given to 
identify sets of factors that encourage growth 
expectations of entrepreneurs. Thus, so far, there 
is a lack of research that comprehensively studies 
factors that enhance growth expectations of 
entrepreneurs in general and growth expectation 
of total entrepreneurial activities (TEA). Total 
entrepreneurial activity refers to the percentage 
of the adult population between the ages of 18 

and 64 years who are in the process of starting 
a business (a nascent entrepreneur) or owner-
manager of a new business which is less than 
42 months old (Herrington and Pew, 2015).

This area of research can be characterised as an 
area of study that is devoid of knowledge that 
considers African entrepreneurs’ experiences. 
To the knowledge of the researchers, no research 
effort has been extended to address the African 
entrepreneur’s growth expectation context. 

With the view of addressing both the conceptual 
gap and the practical gap mentioned above; 
this research attempts to examine the influence 
of a broader number of factors on growth 
expectations of TEAs in Africa. It systematically 
scrutinized the effect of entrepreneurship 
quality, orientation towards international 
business, and orientation towards new product 
development on TEA’s growth expectations. 

researCH QuestIon
The research intends to address the above-
mentioned gaps through pinpointing forces 
that has the capacity to define African early 
level entrepreneurs’ growth expectation. To 
effectively achieve these overarching goals, 
the guiding research question is formulated 
as:  What are the factors that are associated 
with growth expectations of TEAs in Africa?

lIterature reVIeW and HYPotHeses
Growth expectation as described by Herrington 
and Kelley (2012) represents the assessment 
of future expansion and the ambition of an 
entrepreneur to grow his/her business. If this 
definition is sliced into easily understandable 
constructs two well established concepts are 
found. The first concept represents the idea before 
the conjunction – assessment of future expansion 
and the second mainly represent the drive that an 
entrepreneur has to grow his/her business. These 
concepts will be looked at in detail. First the future 
expansion are explored and then the desire to grow. 

Entrepreneur’s future expansion
Penrose (1959) describes expansion as part of 
the fabric of any business. According to Penrose 
(1959) any kind of business has an inherent 
force that encourages it to expand. Yet this force 
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alone cannot materialise the natural tendency of 
businesses to expand if it is not supported by the 
necessary strategy. Any expansion attempt has to 
consciously follow certain strategy and this strategy 
must create an alignment of business resources 
to exploit opportunities and minimise threats 
(Robinson & Lundstrom, 2003). Particularly, 
given the strategic nature of expansion, it must be 
supported by the businesses corporate strategy. 
As described by Singh, Garg, and Deshmukh 
(2008) corporate strategies identify the current 
competencies and capabilities of the business as 
well capabilities that the business should develop 
to successfully navigate through the competition.

This understanding, based on the notion that any 
decision affecting organisational performance 
must be made after examining multitude of factors  
pertaining to the business and the environment 
in which the business operates (Damoah, 2013). 
Therefore, businesses need to monitor changes 
in the internal and external environment so as to 
decide the type of resource they have and seek, 
so that they can achieve maximum congruence 
with the dynamism in both environments. 

Of the many strategic management tools that exist 
to detect opportunities and threats in the external 
environment and investigate internal weaknesses 
and strengths, SWOT appears to be the most widely 
applied tool. SWOT provides key information 
about the strengths and weaknesses, opportunity 
for growth and improvement and the threats the 
external environments presents (Harrison, 2010). 

Businesses use such environmental scanning 
to get in touch with both internal and external 
environment developments and assess the 
prospect of organisational profitability 
(Babatunde & Adebisi, 2012) and identify trends 
and events that could have an impact on the 
overall business direction (Costa, 2007). Ignoring 
the developments happening in the external 
environment could adversely affect growth 
aspiration of businesses and to the contrary a 
closer follow up would create a fertile ground 
for growth. Consistent to this claim, O’Regan, 
Ghobadian, and Gallear (2006) firmly stated that 
high growth businesses place strong attention on 
external drivers such as strategic orientation, the 
operating environment and e-commerce than 

stagnant or declining business. Yet this doesn’t 
imply that the external environmental concerns 
should overshadow internal considerations. 
Robinson and Lundstrom (2003) argue that it is 
the fit between the internal capabilities with the 
external environment context that could lead 
to effective formulation and implementation of 
a strategic plan. The outcome of these kinds of 
assessments shows direction as to which path 
to follow. According to Babatunde and Adebisi 
(2012) organisations use environmental scanning 
to decide whether to enter a new market or not. 
A positive sign in internal resource readiness 
and convincing opportunities in the market 
entails the need to expand in order to exploit 
the opportunities and capitalise on the business’s 
strengths. The expansion can be either by 
extending business’s market presence or adding 
new products into its product assortment. 

Product expansion decisions, as shown in 
many research, is one of the strategic issues 
of businesses that determines the businesses 
competitiveness and success. The huge resource 
requirements, risks involved, and its relationship 
with the philosophy of owners, makes such 
decisions to be done after rigorous scrutiny of 
internal and external environments and careful 
planning (Vähäniitty, 2003). It requires ensuring 
the availability of resources and examining the 
hospitability of markets so that activities that drive 
expansion projects like research and development 
(R&D) are not hampered by internal resource 
availability (Audretsch, Segarra, & Teruel, 2014) 
and various external environmental forces.  

Currently businesses, particularly SMEs, operate 
under constant pressure because of competition. 
This competitive pressure is inducing exploration 
activities and/or exploitation activities or both 
at a time to develop new products to pacify the 
pressure (Ebarefimia, 2014; Prajogo & McDermott, 
2014).  However, new product development 
(NPD) cannot be viewed just as a reactive 
strategy; it is one common way in which SMEs 
navigate towards growth. That is why product 
innovation by SMEs is viewed as a path to growth 
(Hong & Jeong, 2006) and a key component 
of sustainable business success (Henard & 
Szymanski, 2001). Moreover, organisation 
wide innovation, which is basically based on 
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creativity manifested on new products, is found 
to be the driver of business success (Im, 1999).

In addition to these, new product development 
practices are rooted in the advantages provided 
for business growth. As shown by Sivadas and 
Dwyer (1998), new products pave the way for 
increased sales, enhanced profit and building 
strong competitive advantage. Likewise, Akroush 
(2012) argue that ability to introduce new 
products with appropriate quality facilitates sales 
growth by enhancing customer satisfaction and 
this will, in turn, boost customer loyalty and 
encourages positive word of mouth, making new 
customers attraction much easy. Akroush (2012) 
concludes by indicating that new product quality 
leads to improved market share and thus, enhance 
sales volume and profitability (Akroush, 2012).  

Besides, innovation, where new product 
development is one of the multitudes, has 
been repeatedly portrayed as a force that leads 
to successful internationalisation (Kunday & 
Sengüler, 2015) which could help businesses 
to have ample markets for their products. 
Moreover, innovation has been usually associated 
with business performance. Olavarrieta and 
Friedmann (2008) reiterated the consensual 
association between innovative capacity of 
businesses and business overall performance. 
Olavarrieta and Friedmann (2008) claim that 
when businesses possess an innovative capacity 
that allow introducing new products or services 
to the industry and thus leading the industry, the 
innovativeness will have positive association with 
overall performance.  Many researchers also tried 
to explore factors that determine the success of a 
new product. Fong, Lo, and Ramayah (2014) claim 
that to have favourable performance measures 
such as new product performance, employees 
need to recognise the importance of new product 
development facets such as business image, brand 
strength and product quality. Consistent to this 
claim, Pattikawa, Verwaal, and Commandeur 
(2006) claim that realising high new product 
project performance is contingent on the business’s 
market orientation, proficiency in new product 
development, synergy of resources and inter-
functional coordination. According to Benedetto 
(1999) the launching time of a new product, plays 
a critical role in the success of the new product.   

Generally, new products are deemed as crucial 
forces that could have a strong say on the survival 
and long term growth of any business (Ramaseshan, 
Caruana, & Pang, 2002). Therefore, a logical link 
between entrepreneurs’ intention to develop a 
new product and its growth expectations can be 
seen. For a practical man who expects the future 
to be fugitive and intimidating no reason can back 
actions like investing more money in new product 
developments.  In light of this understanding 
the following hypothesis is formulated:

H1: African Total Entrepreneurial Activities new 
product orientation and growth expectations are 
positively and strongly correlated. 

The other principal issue here is the association 
between new products and internationalisation 
activities of businesses. Many researchers 
recognise product development as innovative 
value creating effort to compete globally (Hong 
& Roh, 2009) and an action that encourage 
international business related activities (Love 
& Roper, 2013). Various works, according 
to Golovko and Valentinie (2011), depicted 
NPD as the most effective way of breaking into 
international markets. According to these views, 
innovation and exporting are complementary 
strategies that reinforce each other and make 
growth happen. Innovation prompts expansion 
into new geography using exporting and the 
knowledge that businesses get from the new market 
encourage the introduction of new products and 
this will, in turn, enhance the success in export 
market and sales in domestic markets (Golovko 
& Valentini, 2011). Altomonte, Aquilante, 
Békés and Ottaviano (2014) claim that in the 
long-run innovation drive internationalisation, 
hence, integrating them is essential for business 
growth. These results provide a strong ground 
to claims that depict new product orientation 
as an advantage to join international markets 
and new products orientation as a must to 
remain competitive in the highly demanding 
international business environment. It further 
supports claims that the relationship between new 
product orientations, with growth orientations, 
cannot be seen in isolation from its strong 
correlation with international business. Thus, 
growth research, like this study, need to examine 
the relationship between these two variables to 
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have a complete picture of factors associated with 
growth expectation. In view of this, the following 
hypothesis is formulated to determine how 
these two forces interact in an African context.

H2:New product orientation and international 
business orientation of African Total 
Entrepreneurial Activities exhibit a positive and 
strong association.

Internationalisation, as one strategy to achieve 
growth, claimed to have a strong impact on 
business performance and growth (Golovko & 
Valentini, 2011; Pangarkar, 2008). It has a strong 
association with growth expectation and it is 
viewed as a way of promoting growth (Federico, 
Rabetino, & Kantis, 2012); a competitive weapon 
(Hong & Roh, 2009) and a response to a growing 
dynamism in the domestic market (Mutlu, Zhan, 
Peng, & Lin, 2015). Previous research has shown 
positive and strong association of international 
business involvement and SMEs growth (Hessels & 
Parker, 2013) and going international is viewed as a 
means of building on domestic success (Matanda, 
2012). This implies that businesses aiming to enter 
international markets do it with two expectations. 
The first expectation is building on the already 
started growth initiative in the domestic market 
and keeping this growth momentum (Matanda, 
2012) and the second drive are associated with 
push and pull factors. Businesses may look for 
opportunities in overseas market if domestic 
markets cannot provide them comparable 
advantages in terms of competitiveness and other 
benefits and/or if the market is congested by 
competitors (Mutlu, Zhan, Peng, & Lin, 2015). 

A considerable number of researchers’ present 
internationalisation as a means of escaping 
high cost of doing business in the home market 
because of corruption and bureaucracy. For 
instance, (Lee, Yin, Lee, Weng, & Peng, 2015) 
strongly claim that a new venture expansion 
strategy is tied with the cost of doing business 
in home country institutions. Still other groups 
of researchers argue that exporting is initiated 
by pulling factors (Owusu-Frimpong & Mmieh, 
2007). Supporting this claim (Owusu-Frimpong 
& Mmieh, 2007) also stated that exporters 
consider growth and profit opportunities as the 
most important drivers for starting exporting. 

Matanda (2012) state that for others, the drive 
comes from some business specific factors, such 
as management orientation, maintaining business 
reputing, improving market share and revenue, 
technological advancement and flexibility of 
operation. These factors are found to be the major 
drivers of internationalisation process of small 
manufacturing business in Kenya (Matanda, 2012).

Drawing from this and the above justifications 
it can be said a growth expectation relies on the 
positive evaluation of the SWOT environment 
that could induce expansion into international 
markets through various modalities. For a 
business that is expecting to go international 
and exploit opportunities in foreign market, it is 
quite unusual to have lesser growth expectations. 
Therefore, it can be stated that TEA’s with positive 
international business orientation have strong 
growth expectations and vice versa. Driven by this 
profound knowledge from prior research works, 
the following testable hypothesis is designed.

H3:African Total Entrepreneurial Activities 
international business orientation is strongly 
and positively correlated with their growth 
expectations   

Entrepreneur’s ambition to grow
The second part of the definition that was introduced 
at the beginning of this section associates growth 
expectations with the entrepreneur’s ambition to 
grow. Most research conducted so far approved 
the strong relationship between motivation to 
grow with the actual growth of the businesses 
(Stenholm, 2011; Karadeniz & Özcam, 2010; 
Delmar & Wiklund, 2008). Even certain research 
findings gone to the extent of claiming desire 
to grow as a separating virtue between growing 
and non-growing businesses (Wright & Stigliani, 
2012; Hansen & Hamilton, 2011). Wright and 
Stigliani (2012) as well as Hansen and Hamilton 
(2011) further identified the consequences of lack 
of desire to grow. According to these research 
the absence of desire to grow results in lesser 
tendency of aspiration and fewer attempts to grow. 

Then the question is where this ambition 
comes from. Ambition to grow is mainly the 
manifestation of the motivation that encouraged 
or forced the entrepreneur to start the business. 
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This means that if entrepreneurs made the decision 
to start their own business because of attractive 
market opportunities instead of push factors such 
as unemployment they always will remain highly 
motivated for growth (Lecuna, Cohen, & Chavez, 
2017; Turkina & Thai, 2015). Conversely, necessity 
entrepreneurs normally cater for maintaining 
the survival of the business than stretching to 
grow. Hence, necessity entrepreneurs are always 
less ambitious for growth (Block, Kohn, Miller, 
& Ullrich, 2014; Herrington & Kelley, 2012). 

The following hypotheses relates to the quality of 
entrepreneurship with growth expectations. As 
explicated above opportunity entrepreneurs are 
expected to have higher growth expectations given 
their inherent desire to build a business that can 
exploit all kinds of opportunities in the market. 
Hence, a positive and strong correlation between 
opportunity driven entrepreneurial initiatives and 
growth expectations of those TEA’s are expected.

H4a:Opportunity driven entrepreneurship 
is directly and strongly related with growth 
expectations of African Total Entrepreneurial 
Activities

Contrary to this, subsistence entrepreneurships are 
fundamentally driven by the objective of securing 
survival (Viswanathan, Rosa, & Ruth, 2010). This 
makes necessity entrepreneurs a perfect antithesis 
of opportunity driven entrepreneurship when 
rated in terms of growth expectations. A business 
running out of this motive have less growth 
potential and its contribution towards the life of 
the entrepreneur is also insignificant (Bruton, 
Ahlstrom, & Si, 2015). Consequently, the urge of 
the entrepreneur for growth is considerably low.

One of the explanations for entrepreneurs less 
desire to expand is their strategic focus. As shown 
in the work of Block, Kohn, Miller, and Ullrich 
(2014), necessity entrepreneurs are more likely to 
pursue a cost leadership strategy, which basically 
aims at keeping internal efficiency. Penrose (1959) 
has shown the problems of relying on efficiency 
strategy (internal efficiency) in the attempt 
to clinch growth. Penrose (1959) argues that 
profitability, survival and growth don’t depend 
on efficiency. O’Regan, Ghobadian, and Gallear 
(2006) found a result that collaborates with this. 

O’Regan et al (2006) assert that only businesses 
that place greater emphasis on external drivers can 
achieve high growth. Stam and Stel (2009) claim 
that the lesser tendency of necessity entrepreneurs 
to growth is mainly caused by countries failure 
to avail the necessary capital and skilled labour. 

Despite the difference on what causes necessity 
entrepreneurship, examining its context 
considering existing findings, reveals that the 
growth prospect of such entrepreneurs is so 
limited. Thus, in this study it is expected to see a 
similar trend and propose a negative relationship 
between necessity driven entrepreneurship 
and growth expectations of African TEA’s.

H4b: Necessity driven entrepreneurship is 
significantly inversely related with the growth 
expectation of African Total Entrepreneurial 
Activities 

The subsequent sections present the 
methodologies applied to examine the growth 
expectations of African TEAs and the results 
of the analysis with discussion and conclusions 
that emerge out of the analysis process. 

researCH metHodologY
Target population and variable identification
This study targeted TEAs in Africa. It analysed 
the drivers of African TEAs growth expectation 
by using six years of Global Entrepreneurship 
Monitor (GEM) data. GEM provides a robust 
and rich data about entrepreneurial dynamics 
of countries across the world. Africans 
began participating right from the outset 
and year after year, the number of African 
countries represented in GEM is increasing. 
Particularly, since 2009 African countries began 
appearing in a continuous basis, giving the 
opportunity to track changes and developments. 

This study’s analysis included four countries: 
South Africa, Angola, Uganda and Algeria. The 
selection was primarily made based on availability 
of adequate data. To be selected countries needed 
to participate at least four times between 2009 
and 2014. South Africa participated for the 
entire period, Uganda participated five times 
in the designated time period and Algeria and 
Angola appeared four times. Before analysing the 
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data, data harmonisation was done in order to 
minimise the impact of missing values. The work 
started with seven variables that are believed to 
have certain level of impact on growth expectation 
of TEAs. However, in the process three of the 
seven variables were avoided to uphold the four 
assumptions of bivariate correlations. Fear of 
failure, male and female TEA rate and perceived 
capabilities were included, because these factors 
failed to exhibit a linear relationship with growth 
expectations. Hence, the analysis was limited to 
the variables with strong fit with the assumptions.

Measures used in the analysis
The correlation between growth expectations 
and new product development, international 
business and quality (type) of entrepreneurship 
were examined. The essence of each variable 
are elaborated next - what it represents 
and how GEM measures each context.  

growth expectations of tea: it represents the 
percentage of TEA who expects to employ at 
least five employees five years from now. Further, 
as Herrington and Kelley (2012) expressed, 
growth expectation represents a combined score 
of future expansion prospects of a business and 
entrepreneur’s ambitions to grow the enterprise.  

new product development orientation 
of tea: represents the percentage of TEA 
who indicated that their product and 
services is new to at least some customers. 

International orientation of tea: shows 
the percentage of TEA who indicated 
that at least 25 percent of their sales 
come from customers in foreign markets.

opportunity (improvement) driven tea: 
indicates the percentage of those involved in 

TEA who (i) claim to be driven by opportunity 
as opposed to finding no other option for 
work; and (ii) who indicate the main driver 
for being involved in this opportunity is being 
independent or increasing their income, 
rather than just maintaining their income.

necessity driven tea: identifies the 
percentage of those involved in TEA 
who are involved in entrepreneurship 
because they had no other option for work.

Data analysis 
This study aimed to investigate the association 
between factors identified as drivers of growth 
expectations by prior research and growth 
expectations of African TEAs context. The 
method that can successfully work to this end 
is a correlation analysis. As Zou, Tuncali, and 
Silverman (2003) made it clear, research aiming to 
examine linear association between random factors 
must use the Pearson linear correlation. Hence, 
in this research the bivariate Pearson correlation 
analysis was applied to examine the relationship 
between growth expectations and new product 
development orientation, international business 
orientation and quality of entrepreneurship 
and new product development orientation 
with international business orientation. The 
analysis was carried out using SPSS version 23. 

results 
Firstly, the prevalence of growth expecting TEAs, 
TEAs with new product and international business 
orientation and opportunity versus necessity 
entrepreneurship and the associated implications 
in each sample country context are explained. 
Secondly the relationship between the identified 
variables with growth expectations, are explained.

Table 1 presents the average prevalence rate of the 

taBle 1: CountrIes aVerage rate In eaCH dImensIon  

Country

average 
growth 

expectation 
rate

average 
new product 
orientation 

rate

average 
international 
orientation 

rate

average 
opportunity 

tea 
prevalence rate

average 
necessity  

tea 
prevalence rate

South Africa 28.6 58.5 27.6 38.9 30.6
Uganda 10.8 18.1 4.5 44.5 36.9
Algeria 22.5 43.4 10.1 51.8 26.6
Angola 23.2 43.2 20.6 36.4 29.1



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

1357

A DECADE OF EXCELLENCE

dimensions used to explore the factors correlating 
with growth expectations of African TEA’s. 

As can be seen from the Table, South Africa has 
a higher rate of TEAs with growth expectation, 
with Angola and then Algeria following. This 
can be taken as the reflection of the relative 
advantage that South Africa has in terms of 
economic prosperity and better entrepreneurial 
environment. South Africa’s relative favourable 
entrepreneurial environment (Preisendörfer, 
Perks, & Bezuidenhout, 2014) and ease of doing 
business (Matola, 2014) may have contributed for 
the emergence of growth oriented entrepreneurs.

Angola and Algeria have a comparable level 
of TEA’s looking for growth and as it can also 
be seen from Table 1; the average TEAs with 
growth expectation is higher than the mean 
value of the countries in this study. Uganda is 
the only one among the four countries which 
is low almost in every dimension and this 
result could be attributed to the inhospitable 
business climate, limited access to productive 
resources, high taxes and limited market access 
that Ugandan entrepreneurs are struggling with 
as described by (Ishengoma & Kappel, 2011).

Likewise, the prevalence of TEAs with new product 
and international business orientation appears 
to be high in South Africa compared to Angola, 
Algeria and Uganda. Angola has better a rate that is 
above mean value. On the other hand, Algeria and 
Uganda exhibit a very lower prevalence of TEAs 
targeting international business with the average 
value of 10.1 and 4.5 respectively. These results 
imply that entrepreneur’s tendency to involve in 
international business could vary across regions. 

The evaluation of opportunity and necessity 
driven entrepreneur’s context reveals a contrasting 
result. The context in South Africa and Angola 
with respect to the prevalence of opportunity 
driven entrepreneurship again reveals a similar 
trend though it is not the way expected. Both 
countries registered below the mean score for the 
countries included in this study. Contrary to this, 
Uganda and Algeria come up with a strong rate of 
prevalence relative to South Africa and Angola. 
These results contradict prior research results 
that associate opportunity entrepreneurship 

with higher economic development (Stam & 
Stel, 2009), given the better position of these two 
countries in terms of economic development. 

Consistent to expectation and prior knowledge, 
the prevalence of necessity entrepreneurs in 
relatively developed countries is lower than the 
mean score and it is higher than the mean in the 
case of the least developed economy, Uganda, in 
our case. Yet South Africa is still close to the mean 
when it is expected to be way far below the average. 
These results imply that considering opportunity 
entrepreneurship as a simple reflection to better 
economic standard could lead to a misleading 
conclusion, if we fail to account the contribution 
of other relevant factors such as institutional 
support, culture, and regional differences. 

The bivariate correlation presented in Table 3 
confirms most of the relationships proposed 
at the beginning of this paper. Except the 
association between growth expectations and 
quality of entrepreneurship, all other factors 
proved to have a positive and significant 
relationship with growth expectations. 

The relationship between innovation and 
growth is one of the well-researched areas and 
consistently research identified a positive and 
strong correlation. Deschryvere (2014) identified 
significant two-way association between 
continuous product innovation, research and 
development, sales growth and this relationship 
has been found to be even much stronger in the 
case of small business. Considering this, a positive 
and strong relationship between new product 
development orientation and growth expectations 
were proposed by claiming that it is only when 
entrepreneurs are convinced by the growth 
prospect they intend to develop a new product. 
This claim purports that entrepreneurs with lesser 
growth expectation will have lesser tendency and 
appetite to commit their finance and go through 
psychologically labouring process of new product 
development. The results confirm this hypothesis. 

As shown in Table 3, growth expectation of African 
TEAs is positively and very strongly correlated 
with new product development orientation (r = 
.825, p < 0.01). Moreover, the research revealed 
similar magnitude of correlation between new 
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product orientation with international business 
orientation (r = .825, p < 0.01), implying businesses 
with new products (at least to some customers) 
have higher propensity of going international 
either because of demand in foreign markets 
or the lack of adequate market size in domestic 
markets. These results confirm H1 and H2 and 
the results collaborate with multitudes of findings 
that investigated the relationship between new 
product, exporting, business performance and 
growth (Kunday & Sengüler, 2015; Fong, Lo, & 
Ramayah, 2014; Love & Roper, 2013; Ganotakis & 
Love, 2011; Golovko & Valentini, 2011; Ledwith 

& O’Dwyer, 2009; Olavarrieta & Friedmann, 
2008; Ramaseshan, Caruana, & Pang, 2002).

The results indicate that new product development 
activities go hand in hand with international 
business orientation and growth expectation. 
When an entrepreneur has the aspiration to grow, 
it becomes known that achieving the desired 
growth is difficult without doing something 
different or differently. Therefore, the propensity 
of entrepreneurs, who aspire to build a growing 
business, to engage in new product development 
is quite high. Likewise, business that managed 

taBle 3: Pearson CorrelatIon BetWeen tHe VarIaBles used In tHe studY 

Correlations
growth 

expectation 
of teas 
scores

new 
Product 

tea 
scores

International 
orientation 

of teas 
scores

opportunity 
driven teas 

scores

necessity 
driven 
teas 
scores

Growth 
Expectation 

of TEAs 
Scores

Pearson 
Correlation 1

Sig. 
(2-tailed)

New Product 
TEA Scores

Pearson 
Correlation .825** 1

Sig. 
(2-tailed) .000

International 
Orientation 

of TEAs 
Scores

Pearson 
Correlation .637** .825** 1

Sig. 
(2-tailed) .002 .000

Opportunity 
Driven TEAs 

Scores

Pearson 
Correlation -.317 -.268 -.295 1

Sig. 
(2-tailed) .162 .239 .195

Necessity 
Driven TEAs 

Scores

Pearson 
Correlation -.132 -.271 -.269 -.545* 1

Sig. 
(2-tailed) .567 .235 .239 .011

**. Correlation is significant at the 0.01 level (2-tailed). 
*. Correlation is significant at the 0.05 level (2-tailed).
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to develop new product are more likely to 
secure growth by expanding their reach through 
international market modalities such as exporting. 

With respect to the relationship between growth 
expectation and international business orientation 
of African TEAs, the analysis revealed that growth 
expectation and international business orientation 
in the context of African TEAs shows strong 
correlation (r = .637, p < 0.02). This result implies 
that TEAs with significant growth orientation 
will hold significant level of interest to engage 
in international business. Likewise, businesses 
looking for international market opportunity will 
have strong tendency to expect higher growth. 

The result implies that helping TEAs in Africa 
to embrace international orientation could 
facilitate and strengthen their growth prospect 
(Tesfom, Lutz, & Ghauri, 2006). Therefore, it’s 
necessary to encourage them to internationalise 
at least a certain portion of their business despite 
the challenge that hampers such attempts 
(Pangarkar, 2008). That is why (Hsu, Chen, 
& Cheng, 2013) posited internationalisation 
as a valuable strategy for SMEs operating 
in a limited market with growth aspiration. 

The third category of the analysis pertains to quality 
of entrepreneurship and growth expectations. The 
results with this respect contradict extant research 
findings, particularly the relationship between 
opportunity entrepreneurship with growth 
expectations. It was expected that opportunity 
driven entrepreneurship and growth expectation 
to exhibit a positive and strong association 
and conversely necessity entrepreneurship 
and growth expectations to show significant 
but negative correlation. Yet as shown in 
Table 3 the correlation between opportunity 
entrepreneurship and growth expectations is 
negative though it is not statistically significant 
(r = -.317, p < 0.162). Hence, H4a is rejected.

This result confirms that entrepreneurs normally 
don’t have growth expectation just because 
improvement is pursued based on kind of 
entrepreneurship or vice versa unless there 
exist an institutional framework that encourage 
and support growth attempts. Social values 
that appreciate growth endeavours and an 

entrepreneurial environment that encourage high 
growth business have to be taken into account as 
well.  It is supposed that the reason behind the 
unconventional result could be the less prevalent 
of such arrangements in developing countries. 
One fact that supports such a rationale is how 
TEAs are viewed in developing countries. In 
some developing countries, TEAs are perceived 
just as sources of tax revenue (González-
Corzo, 2015) and no support and reward 
mechanism are available that encourage growth. 

Turkina and Thai (2015) revealed that high growth 
expectation is not just a result of the nature of the 
entrepreneurship; it is also the function of socio-
psychological factors. According to Turkina 
and Thai (2015) societies that foster internal 
locus, modernity and self-actualisation, values 
and attitudes typical to the Western societies, 
have a strong positive impact on high growth 
entrepreneurship. These socio-psychological 
factors are less prevalent in African societies, where 
hierarchy, collectivism, authoritarianism and 
external control are appreciated (Kunene, 2008).    

Therefore, it is believed that the insignificant 
relationship between being an opportunity 
entrepreneur and growth expectation is 
the manifestation of the entrepreneurial 
environment of least developed countries than 
the natural relationship among the two variables. 
The combined effect of poor institutional 
frameworks and societal values do not appreciate 
individual attempts of growth that could be 
the reasons behind this unconventional result. 

The closest result to the hypothesis in relation 
to quality of entrepreneurship and growth 
expectation is recorded between necessity driven 
entrepreneurship and growth expectation of 
TEAs. In H4b it has been hypothesised that 
necessity driven entrepreneurship is inversely 
related with growth expectation.  A result is 
found that support the direction, though the 
relationship is statistically insignificant (r = -.132, 
p < 0.567). The result is in contradiction with 
some of prior research works. Yet some other 
researchers argue that necessity entrepreneurs 
embrace growth aspiration because of fear of 
failure and devastating consequences of failure 
for those who get their living solely from their 
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business.  The authors argue for the negative. 
Necessity driven entrepreneurs of course fight 
for survival but not growth. As indicated by 
Shane (2010) necessity entrepreneurs lack the 
motivation to engage on things that drive growth 
and they exhibit minimal aspiration to grow.  

dIsCussIon and ConClusIon
The effort aimed at identifying factors that 
augment growth aspiration show that orientations 
towards new product and international business 
play a critical role. African TEA’s with strong 
orientation about new products and who bring 
a certain portion of their income from foreign 
markets are more likely to have higher growth 
aspiration than their counter parts. The nature 
of entrepreneurship (the motivation behind 
starting the business) is found to be insignificant 
in predicting growth expectation in our context. 
This research identified a very strong correlation 
between new product development orientation 
and growth expectations of African TEAs. This 
result is in congruence with previous research 
that tried to show the relationship between 
NPD and SME success. These studies revealed 
that SMEs that engage on NPD can maintain 
consistent growth (Marion, Friar, & Simpson, 
2012) and boost their sales, profitability and 
competitive advantage (Sivadas & Dwyer, 1998). 

Consequently, it is claimed that growth expectation 
of African TEAs is significantly influenced by the 
product they provide. Those with new products 
tend to have  higher growth expectations, 
therefore, if there is a need to create a solid base 
of high growth expecting African TEAs, it is a 
must to encourage them to make their offerings 
new, new at least to some of their customers. 

Unfortunately, TEAs in developing countries are 
not in a position that allow them to exploit the 
advantages existed between these two variables due 
to numerous factors including paucity of relevant 
resources (Minh & Hjortsø, 2015). Therefore, 
countries aiming to see growing TEAs that can 
effectively utilise the advantage of developing new 
products need to provide all the assistance needed 
in the process. The support should not be limited 
to availing finance rather policy makers should 
work to establish a framework that encourage 
innovative behaviours and activities (Minh & 

Hjortsø, 2015; Bradley, McMullen, Artz, & Simiyu, 
2012) and learning from other parts of the world 
to replicate their best practices (Nordskag, 2000). 

Moreover, this research proves that 
internationalisation and growth expectations of 
TEAs are strongly correlated aspects. This result 
purports that business aspiring to grow will benefit 
from presence in international business activities 
and the benefit drawn from these involvements 
will, in turn, boost growth expectations. This 
result can be taken as a boost for African nations 
given the ardent desire to have strong presence 
in international markets. However, despite the 
desire to have as much business engaging in 
international business, most of SMEs in developing 
world predominantly target domestic market 
(Musteen, Francis, & Datta, 2010) and usually 
miss the advantage of internationalising due to 
resource shortage and supportive regulatory 
environment. Thus, they become limited to 
small markets that are filled with multitudes of 
competitors. This, in turn, making them lose the 
advantage of involving in international business 
such as learning and networking (Gabrielsson, 
Gabrielsson, & Dimitratos, 2014; Pangarkar, 
2008) and increasingly exposing them to the 
downside of playing in a very competitive market. 

Encouraging African TEAs to aggressively work 
on internationalising would have multifaceted 
impact on their success. Therefore, encouraging 
TEAs to involve in international business 
activities such as exporting will have a paramount 
importance in their endeavour to grow (Tesfom, 
Lutz, & Ghauri, 2006). However, the task of 
facilitating this process will never be easy given 
unavailability of sound institutional frameworks 
that supports such activities. Thus, minimising 
the institutional inefficiency that affects 
entrepreneurial activity and impede the speed 
of internationalisation (Narula, 2012) along with 
developing effective institutions (Anyanwu, 2014) 
will have a paramount importance in enhancing 
the readiness to TEA’s in international markets.  

Additionally, it is postulated that improving 
business specific contexts of African TEAs will 
have a crucial role in building a capacity that 
helps to successfully handle their international 
business activities. Prior studies confirmed 
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that business accrue advantage form their 
international engagements when they build a 
competency and resources that commensurate 
with the requirements of international business 
settings. According to these studies manager’s 
education and experience (Hsu, Chen, & 
Cheng, 2013), quality of information, diversity 
of networks, language congruence (Musteen, 
Francis, & Datta, 2010) and sound business 
level capabilities (Daskalopoulou & Petrou, 
2010) are relevant for the performance of SMEs 
involving in international business. Therefore, 
it’s advisable for TEAs to build and organise 
the necessary resource before embarking 
on international engagement (Tang, 2011).

Moreover, our research revealed that new product 
development orientation and international 
business orientation have virtuous circle kind of 
relationship. Meaning business that have strong 
orientation to new product will have higher 
propensity to go international and business 
with positive international business orientation 
recognise the need to develop a new product that 
ease the challenges in international markets. The 
combined effect of this phenomenon expected 
to boost growth expectation of TEAs in Africa. 

In conclusion, as revealed by many research, 
smaller businesses are subject to many 
challenges than large businesses, making the 
need to develop a strategy that help to effectively 
respond to those challenges both important 
and necessary (Paul, Parthasarathy, & Gupta, 
2017).   However, the challenges that African 
TEAs are facing now cannot be addressed just by 
individual business strategy. Hence, unreserved 
support from government machines, informed 
and professional assistance from chambers of 
commerce and other associations, and staunch 
support of international institutions aiming 
to build African entrepreneurial environment 
must be there to help TEAs embrace grow 
orientations and act on activities that improves it.   

lImItatIons and furtHer researCH 
areas
Growth expectation of TEAs in general and 
African TEAs growth expectation in particular, 
is ignored and an under researched aspect of 
entrepreneurship. This study shows the glimpse 

of hope with this regard but by no means is 
it sufficient in explaining the complexities 
surrounding growth expectation of TEAs. 
The association between growth expectation 
and three other variables that are identified as 
collaborators were discussed. These three factors 
cannot ever be considered as the only factors 
shaping TEAs growth expectations, hence, future 
research attempts are advised to examine the 
association and impact of many more factors.

Some prior studies indicated that growth 
expectation of entrepreneurs is duly influenced 
by entrepreneur’s fear of failure (Cacciotti, 
Hayton, Mitchell, & Giazitzoglu, 2016; Morgan 
& Sisak, 2016; Mitchell & Shepherd, 2011) and 
gender specific factors (Cliff, 1998). The current 
paper has not assessed their association with 
growth expectation because of data quality 
issues. Thus, future research can take this as 
a good starting point to examine factors that 
improve entrepreneur’s growth expectations. 

The unconventional results with respect to growth 
expectation and quality of entrepreneurship, also 
calls for further research. It has been shown in this 
paper  that the type of entrepreneurship doesn’t 
have a role in the entrepreneur’s expectation of 
African TEAs and the justification are cultural 
differences, institutional characteristics and 
regional factors. Though the focus of preponderant 
research claiming opportunity entrepreneurship 
encourages growth aspiration is the West, it is 
still believed that The West has a valid line of 
argument. Hence, future research works to clear 
the bubbles and explicate the reasons if the West 
replicates this study are encouraged. Generally, 
growth expectations of TEAs is unfairly ignored 
albeit there is a consensus regarding the crucial 
role that entrepreneurs with growth aspiration 
play in fostering innovation, international 
business activities, customer-centered marketing, 
and more importantly building a thriving business 
that meaningfully contribute to countries 
economic development. Therefore, researchers 
are encouraged to focus on this nascent but 
promising line of enquiry. Future works must 
do much in exploring both the forerunners 
and consequences of growth expectation.
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managerIal ImPlICatIons
The management of African TEA’s can be 
found on three different levels – public sectors, 
private sector and prospective and existing 
SME level. Public sector (provincial and local 
government) need to emphasise the critical 
nature of new product development (NPD) and 
an international orientation to ignite growth in 
the economy. Private sector needs to take the 
responsibility to include SME’s in their supply 
chain to empower them to be part of a growing 
economy. The third level is the prospective and 
existing SME’s that need to change their thinking 
to true entrepreneurial thinking that will steer 
them away from a necessity approach. This will 
require a number of interventions by a number of 
stakeholders like schools, colleges and universities.  
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aBstraCt
The purpose of this study was to identify 
whether there is a positive relationship between 
entrepreneurial orientation and employees’ 
intention to leave the organisation and to 
provide suggestions on how to improve employee 
retention. This study makes use of a combination 
of theoretical frameworks and quantitative 
techniques to ascertain the relationship between 
entrepreneurial orientation and employees’ 
intention to leave the organisation. The 
independent variable entrepreneurial orientation 
was measured by the dimensions of autonomy, 
innovativeness, risk-taking, proactiveness and 
competitive aggressiveness. The study was 
conducted amongst employees of Potchefstroom 
Academy and SAAHST in Potchefstroom, South 
Africa. Quantitative questionnaires were sent to 
48 respondents via email and 42 fully completed 
questionnaires were analysed. The results of 
study showed that only one of the entrepreneurial 
orientation variables, proactiveness, significantly 
influenced the intention to leave of the 
participants. The results indicate some evidence 
of a positive relationship between entrepreneurial 
orientation and human resource retention within 
Potchefstroom Academy and SAAHST. Employees 
can experience advancement opportunities 
through entrepreneurial orientation, 
which will reduce their intention to leave. 

Keywords: entrepreneurial orienta-
tion, human resource retention, aca-

demic institute, retention strategy,  

IntroduCtIon
Potchefstroom Academy is a Higher Education 
and Training (HET) provider, established in 
1981 and owned by a women entrepreneur Tina 
Schöltz. The Academy is situated in the city 
of Potchefstroom. In 2003, the entrepreneur 
acquired the South African Academy for Hair 
and Skincare Technology (SAAHST), a Further 
Education and Training (FET) provider. This 
enabled students, from both institutions, to benefit 
from shared facilities, resources, and expertise 
(Potchefstroom Academy & SAAHST, 2014).

One of the leading factors in creating a 
competitive advantage within organisations is 
hiring and retaining employees and their tacit 
knowledge. A vast amount of academic research 
has been conducted on employee satisfaction 
and its impact on employee innovation and 
corporate entrepreneurship (Naicker, 2014:ii). 

Corporate entrepreneurship is broadly defined as 
entrepreneurship within an existing organisation 
(Heinonen & Toivonen, 2008:583) and is an 
important factor for competitive advantage 
(Florén & Rundquist, 2013:1). In many instances, 
entrepreneurial orientation is associated with 
corporate entrepreneurship (Covin & Miller, 
2014:13). Dess and Lumpkin (2005:147) 
were of the opinion that businesses need to 
be entrepreneurially orientated, should they 
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wish to engage in corporate entrepreneurship 
that succeeds. Correspondingly, autonomy, 
innovativeness, risk-taking, proactiveness 
and competitive aggressiveness were 
recognised as behaviours that reveal corporate 
entrepreneurship (Lumpkin & Dess, 1996:136).

Florén and Rundquist (2013:1) believe that 
entrepreneurial orientation can be influenced 
by human resource management practices and 
involves organisational learning, creativity, 
commitment and teamwork. Human resource 
management is defined as the connection 
between all management decisions and 
actions that affect relationships between 
employees and the organisation such as 
selection, retention, and training in order to 
achieve goals (Florén & Rundquist, 2013:1). 

Talent retention should be a priority for 
organisations to ensure future growth 
and according to Osman, Noordin and 
Daud (2015:99), the key aspects to support 
professional employees and keep relevance in 
the market is to create an innovative, proactive, 
competitive and creative working environment. 
Monsen and Boss (2009:72) believe that by 
supporting a culture of entrepreneurship, 
change and creativity can reduce fear, stress 
and uncertainty associated with innovation, 
risk-taking, and proactiveness. Organisations 
should thus create more opportunities 

for employees to act entrepreneurially in 
order to reduce their intention to quit.

ProBlem statement and oBJeCtIVes
In the recent past years finding and retaining 
employees and their tacit knowledge has become 
a daunting task for the Potchefstroom Academy 
and SAAHST. The only way the institution 
can uphold its standard of education will be to 
hire competent staff, and ensure that they do 
not have the intention to leave the institution. 
Furthermore, growth opportunities for 
employees are limited within the institution. Just 
offering market related packages and incentives 
are not enough to retain employees and new 
ways need to be explored to encourage employees 
to remain at the institution (Kohn, 1993).

Previous research suggests that entrepreneurial 
orientation has a positive effect on business 
performance (Belousova & Gailly, 2008-
2009:14). However, the link between the 
entrepreneurial orientation of organisations 
and their employees are underexplored.

Against this background, the primary objective 
of this research seeks to identify whether there is 
a positive relationship between entrepreneurial 
orientation and employee retention, and to provide 
suggestions on how to improve employee retention.

fIgure 1: tHe HYPotHesIsed frameWorK
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researCH model
The purpose of the research is to show how an 
entrepreneurially orientated culture within an 
organisation can be used as a human resource 
management strategy to improve employee 
retention and create a competitive advantage.

In Figure 1 (the hypothesised model), the 
dimensions of entrepreneurial orientation 
hypothesised as influencing the dependent 
variable, Personnel retention in the academic 
institution, are depicted, namely Autonomy, 
Innovativeness, Risk-taking, Proactiveness and 
Competitive aggressiveness. The model proposes 
that the dimensions of entrepreneurial orientation 
investigated in this study positively influence the 
Personnel retention of the academic institution. 

The following hypotheses have been formulated:

•	 H1:There is a significant relationship between 
autonomy in the organisation and employees’ 
intention to leave.

•	 H2:There is a significant relationship between 
innovativeness in the organisation and 
employees’ intention to leave.

•	 H3:There is a significant relationship between 
risk-taking in the organisation and employees’ 
intention to leave.

•	 H4:There is a significant relationship between 
proactiveness in the organisation and 
employees’ intention to leave.

•	 H5:There is a significant relationship between 
competitive aggressiveness in the organisation 
and employees’ intention to leave.

oPeratIonalIsatIon of VarIaBles
Independent variables: Entrepreneurial 
orientation
Entrepreneurial orientation has its roots in the 
strategy-making process literature and represents 
the policies and practices that provide the basis 
for entrepreneurial decisions and actions (Rauch 
et al., 2009: 763). Based on Miller’s (1983: 770) 
conceptualisation that an entrepreneurial business 
is one that engages in product market innovation, 
undertakes somewhat risky ventures and is first 
to come up with proactive innovations, three 
dimensions of entrepreneurial orientation were 
identified, namely innovativeness, risk taking and 

proactiveness. Two other dimensions were added 
by Lumpkin and Dess (1996: 139-140), namely 
competitive aggressiveness and autonomy. These 
authors argue that entrepreneurial orientation 
includes a propensity to act autonomously and a 
tendency to be aggressive towards competitors. 
For the purpose of this study, it is our belief that 
entrepreneurial orientation refers to a business’ 
strategic orientation, one which captures the 
specific entrepreneurial aspects of decision-
making styles, methods and practices. We further 
view the entrepreneurial orientation construct 
as consisting of five independent dimensions, 
namely autonomy, innovativeness, risk-taking, 
proactiveness and competitive aggressiveness.

Autonomy
Lumpkin and Dess (1996:140) believe that having 
an “independent spirit” and being autonomous is 
a key component of entrepreneurial orientation. 
This includes being able to act independently 
and make decisions. Schillo (2011:21) adds that 
autonomy relates to being able to bring forth a new 
idea and ensuring completion of a project without 
being held back by organisational constraints. 

Lumpkin, Cogliser and Schneider (2009:48) 
remark that autonomy has often not been 
included as a dimension of entrepreneurial 
orientation and that this can be due to two reasons. 
Autonomy was not one of the initial dimensions 
of entrepreneurial orientation identified by Miller 
(1983) and developed by Covin and Slevin (1989). 
The second reason is that several researchers 
view autonomy as a precursor of entrepreneurial 
behaviour, and that there is a lack of a valid 
organisational-level scale to measure autonomy.

Lumpkin, Brigham and Moss (2010:251) 
believe that autonomy encourages innovation, 
and promotes entrepreneurial ventures that 
can lead to an increase of competitiveness. 
Furthermore, autonomy is fundamental in 
leveraging an organisation’s existing strengths, 
and to identify opportunities that are not 
currently competencies that exists in the 
organisation and that needs to be nurtured. The 
authors conclude by stating that it will aid and 
encourage the development of new ventures and 
improve organisational processes and practises. 
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To achieve autonomy, organisations should allow 
employees to act outside the norms and more 
independently (Lumpkin et al., 2009:48). They 
explain that autonomous employees can be a 
source of creativity and growth when allowed 
to operate outside their usual work procedures. 
Lumpkin et al. (2009:48) mention that this can 
be achieved by a “top-down” and “bottom-up” 
approach, seeing that it will encourage autonomy.

Schmerler (2002:370) notices that many educators 
and policy-makers have realised that, in order to 
do their best work, academic institutions need the 
luxury of freedom. Just as autonomous cultures 
in the business world have improved employee 
morale, increased innovation, and encouraged 
a more nimble, customer-focused workforce; 
greater autonomy can also free educators to try 
new approaches within instruction, staffing, and 
schedules, so that they can respond quickly and 
more effectively to student needs. Experience with 
autonomous institutions has shown that granting 
them more flexibility can yield more innovation in 
management, staffing, and instruction, bringing 
high-performance institutions to communities 
that greatly need them (Malan, 2016:68)

Innovativeness
Lumpkin and Dess (1996:142) and Osman et al. 
(2015:98) describe innovativeness as the tendency 
for an organisation to participate and support idea 
creation, creative processes, and experimentation 
that can lead to new product or service 
development and new processes. Linton (2016:33) 
agrees and adds that innovativeness displays an 
organisation’s propensity to incorporate new 
technologies and practises and can encompass a 
wide range of aspects for example research and 
development, product design and advertising. 
Innovation can be classified in numerous ways, 
but the most distinctive classifications are 
product-market innovation and technological 
innovation. Product and process development, 
engineering and any emphasis on technical 
expertise are known as technological innovation, 
whereas product-market innovation focusses 
on product design, market research, promotion 
and advertising (Lumpkin & Dess, 1996:143).

Innovativeness is essential in sustaining an 
organisation, seeing that it is a key source 

of idea creation and process improvement 
(Lumpkin et al., 2010:247). It is an important 
dimension of entrepreneurial orientation as it 
enables organisations to pursue opportunities 
(Lumpkin & Dess, 1996:142). Schillo (2011:21), 
furthermore, believes that innovativeness is 
shown by the types of products and services an 
organisation has introduced to the market, and 
that it is linked to entrepreneurship. This is because 
entrepreneurs can create new combinations of 
resources by just entering them into the market. 

Innovative organisations can create new 
technology and products or services that can 
ensure economic performance, which is crucial 
for economic growth (Wiklund & Shepherd, 
2005:75). Memili, Lumpkin and Dess (2010:331) 
add that innovation is essential to gain competitive 
advantage and for organisations to stay in business, 
seeing as new initiatives can lead to financial gains. 
Globalisation, the introduction of new markets 
and technologies are increasing customers’ 
buying power, which is forcing organisations to 
be more innovative and can help organisations 
to develop new products faster with lower 
costs (Morris, Kuratko, & Covin, 2008:55-56). 

Gürbüz and Aykol (2009:323) argue that if 
organisations do not take part in innovation, even 
though they implement the other dimensions, 
no organisational-level entrepreneurship will 
take place. Morris and Kuratko (2002:vii) 
add that organisations will have to become 
entrepreneurially orientated or cease to 
exist seeing that innovation is the primary 
source of having a competitive advantage. 

Yemini, Addi-Raccah and Katarivas (2006:529) 
explain that in education, innovations can be 
related to academic practices, standards and 
policies (Pacheco, York & Dean, 2010:1003). 
Innovation can manifest in various areas, such 
as pedagogy, which is, curricular content and 
instructional strategies with immediate impact 
at the classroom level; organisation, which is, 
practices and structural designs that do not directly 
affect classroom techniques or content (Lubienski, 
2003:405); and social concerns, which involve 
creating arrangements to solve social problems by 
pursuing opportunities to catalyse social change 
and/or address social needs in innovative ways and 
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combinations of resources (Mair & Marti, 2006:3).

Risk-taking
Management styles associated with risk-taking 
are a sign of entrepreneurial orientation; and 
are seen as a behavioural dimension of an 
entrepreneurial orientation by which managers 
pursue opportunity (Lumpkin & Dess, 1996:149).

Morris and Kuratko (2002:41) explain that 
risk-taking consist of the willingness to pursue 
opportunities where there is a probability that it 
might produce losses. Schillo (2011:21) adds that 
risk-taking is associated with managers making 
the decision to assign a great amount of resources 
to projects where the outcome is unclear. 
However, this does not necessarily mean that 
higher entrepreneurial activity leads to more risk, 
Morris et al. (2008:62) explain that it is rather being 
aware of risks and ensuring that systems are in 
place to minimise their effects. Moreover, Mullins 
and Forlani (2005:51) describe risk as the ability 
to either wait too long before acting and missing 
an opportunity, or acting to quickly and failing.

Innovation and risk-taking is closely related, and if 
organisations participate in little or no innovative 
projects, employees will be unable to manage 
and mitigate risks involved in these undertakings 
(Morris et al., 2008:62). The authors add that if 
organisations undertake more innovative ventures 
they will be more experienced in managing risks. 
Thus, the higher level of awareness will lower 
the risks involved (Morris et al., 2008:62). It is 
important to clearly define the risks organisations 
are willing to take by researching and assessing risk 
factors to minimise uncertainty and to introduce 
best practices that have worked in the past when 
managing these risks (Dess & Lumpkin, 2005:152).

Baird and Howard (1985:232) suggest that different 
types of risk exist namely: (a) “venturing into the 
unknown” which consist of social, personal and 
psychological aspect, (b) “committing a relatively 
large portion of assets”, and (c) “borrowing 
heavily”. Linton (2016:34) adds that it can also 
be associated with risk-return and trade-off, 
meaning the possibility of incurring a loss. He 
further explains that some literature discusses 
affordable loss as an alternate to risk-return which 
rather suggests how much firms are willing to lose. 

McGrath and MacMillan (2000:xiv) believe 
that the future success of organisations can 
be influenced by entrepreneurial orientation, 
meaning that they need to be able to sense, act 
and mobilise under extremely risky situations.

Howard and Mozejko (2015:5) notice that 
change is generally considered to be the act of 
becoming something different. Educational 
change is commonly used to describe educational 
reform, which is the goal of changing public 
education in some way. Educational change 
happens at a variety of levels: student, 
teacher, institution, local community, state 
and nation (Fullan, 2007; Malan, 2016:71). 

Baylor and Richie (2002:400) explain that over 
the past few decades there have been continuous 
efforts to ‘fix’ teaching and learning. There is 
significant focus on literacy, numeracy, and 
improving performance of disadvantaged 
students, to name just a few. To change, it is 
necessary to take risks. Some individuals will find 
change less risky, while others perceive higher 
risks for the same situations. Studies have found 
that teachers with an ‘openness’ of mind are 
more likely to experiment. Risk-taking is closely 
tied to external factors such as professional 
development and a supportive climate.

Yemini et al. (2015:536) are of the viewpoint that 
institutional entrepreneurship is not about an 
extremely proactive change, but rather involves 
profound change of the organisational settings and 
norms. Howard and Mozejko (2015:5) describe 
risk-taking as something that institutions can 
encouraged through fostering experimentation 
and a culture of change. A culture of change means 
that academic staff can work towards change and 
feel that they are able to experiment with new 
tools, approaches and teaching strategies without 
punishment or fears of negative impact on 
students’ learning (also refer to Malan, 2016:71). 

Proactiveness
Proactiveness can be described as a characteristic 
of entrepreneurial orientation were one is able to 
anticipate future opportunities (Lumpkin & Dess, 
2001:433; Schillo, 2011:21). De Massis, Chirico, 
Kotlar and Naldi (2013:2) show that the studies of 
many scholars find that proactiveness is a forward-
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looking perspective, characterised by pursuing 
and anticipation of future wants and needs in the 
marketplace (Lumpkin & Dess, 2001:949; Eggers, 
Kraus, Hughes, Laraway & Snycerski, 2013:528). 

Pihie, Asimiran and Bagheri (2014:3) describe 
proactiveness as being active in creating and 
leading toward the future, rather than passively 
waiting to be affected by it. By being proactive, 
entrepreneurial leaders not only explore new 
opportunities for entrepreneurial activities, but 
also step into action and exploit opportunities 
to improve the business’ performance. Thus, 
proactive firms capitalise on emerging 
opportunities and beat competitors by shaping 
the environment (Eggers et al., 2013:2). Indeed, 
prior research on firm proactiveness has centred 
on the organisational pursuit of favourable 
business opportunities. Zampetakis (2008:155) 
stresses that proactiveness highly influences 
entrepreneurial leaders’ creativity, opportunity 
recognition ability, desire and intention to initiate 
entrepreneurial activities, and perseverance 
in achieving their visions. Gürbüz and Aykol 
(2009:323) are clear that a proactive business is 
a leader rather than a follower, since it has the 
will and the foresight to seize new opportunities, 
even if it is not always the first to do so.

Dess and Lumpkin (2005:151) are of the opinion 
that first movers are not always successful given 
that customers may be reluctant to accept new 
products or breakthrough technologies, as they are 
hesitant of changing the way they do things. They 
further explain that extensive feasibility research 
and environmental analysis is needed to create 
a proactive strategy. If implemented correctly 
it can lead to completive advantage and market 
growth and curb hesitance from consumers. 

Gürbüz and Aykol (2009:323) state that a 
proactive organisation has the insight to act on 
new opportunities and for that reason is rather 
a leader than a follower. Proactiveness is also 
directly related to leadership and leadership style, 
which entails the ability to grab new opportunities, 
even if you are not the first to do so (Dess and 
Lumpkin, 2005:151).  For leaders to be effective 
they should be able to foresee and identify 
changes in the organisational environment and 
decide on a course of action in response to those 

changes (Van der Merwe & Malan, 2013:14). 

Linton (2016:35) adds that proactiveness can 
be measured by the speed of innovation and 
the ability to foresee and act on opportunities 
in the market to create a competitive advantage 
for an organisation. Rauch, Wiklund, Lumpkin 
and Frese (2009:764) established that both 
proactiveness and innovativeness are more 
positively linked to business performance 
than the other entrepreneurial orientation 
dimensions. Casillas and Moreno (2010:270) 
add that proactive organisations are more 
inclined toward performance and growth.

Competitive aggressiveness 
Competitive aggressiveness relates to an 
organisation’s tendency to directly challenge 
opposing organisations to improve its market 
position (Lumpkin & Dess, 1996:148). It is 
distinguished by the responsiveness of the 
organisations when it comes to confrontation. 
Thus, how does the organisation relate to 
competitors and respond to market demands 
and tends (Lumpkin & Dess, 1996:148).  Lee 
and Sukoco (2007:550) add that businesses 
that are competitively aggressive are 
characterised by responsiveness, which may 
take the form of head-to-head confrontation; 
for example, when a business enters a market 
that another competitor has identified.

As stated previously by Lumpkin and Dess 
(1996:148), competitive aggressiveness is the 
way organisations engage with competitors and 
it distinguishes between organisations that avoid 
direct competition and those that aggressively 
pursue competitors’ target markets (Schillo, 
2011:21). Organisations should react to existing 
competitive trends and demands in the market 
environment (Lumpkin & Dess, 2001:437). Such 
organisations establish their competitive position 
by being responsive, which may take the form of 
direct confrontation, or by being reactive by taking 
bold steps such as reducing prices in response 
to competition (Lumpkin & Dess, 1996:149). 

Competitive aggressiveness involves adopting 
unconventional tactics such as challenging 
opponents’ weaknesses. Other activities 
include entering markets with considerably 
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lower prices, abundant use of resources, or 
mimicking competitors’ best practices (Lumpkin 
& Dess, 2005:151; Lumpkin & Dess, 1996:149). 

Dependent variable: Intention to leave
Das and Baruah (2013:8) are of the opinion that 
the longevity and success of an organisation is 
dependent upon the ability to retain key employees. 
In this regard Ramlall (2003:63) found that 86% 
of organisations find it difficult to attract new 
employees and 58% struggles to retain employees. 
The loss of key personnel can result in economic 
losses especially due to the loss of knowledge. 

George (2015:102) states that extensive literature 
is available on employee turnover and the reasons 
why employees leave organisations, but until 
recently it was believed that employees reasons 
for staying was the same. However, researchers 
(e.g. Muir & Li, 2014: executive summary; Reitz 
& Anderson, 2011:323) now believe that turnover 
and retention compliments each other and 
are not necessarily reversely correlated. Cardy 
and Lengnick-Hall (2011:213) observed that 
organisations mostly focus on why employees 
leave and less on why they stay and further explain 
that there are numerous factors that influence 
employee’s decision to stay or leave an organisation. 

Allen (2008:2) explains that employees leave 
organisations for various reasons such as 
new job opportunities, studies, their spouse 
being transferred, retirement, or some quit on 
impulse. Turnover of top performing employees 
can be detrimental to any organisation due 
to the high associated costs with turnover, 
drop in performance and the difficulty to 
manage the above-mentioned (Allen, 2008:2). 

The main reasons for employee turnover 
as indicated from literature are (Das & 
Baruah, 2013:10-12; Clarke & Herrmann, 
2007:522-524; Taplin & Winterton, 2007:7-
8; De Vos & Meganck, 2009:50; Gilmore & 
Turner, 2010:127; Rose & Gordon, 2010:318):

•	 Employee compensation: employee wages 
can improve organisational morale, reduce 
retention and encourage performance.

•	 Incentives and recognition: incentives are 
something that employee’s desire and are 

offered when employees perform well. 
Whereas recognition is just as important 
from management, team members etc. as it 
can increase an employee’s loyalty towards the 
organisation.

•	 Promotion or the opportunity for growth: 
employees that perform well has the need for 
growth within an organisation, and employees 
being promoted can lead to job satisfaction. 

•	 Participating in the decision-making process: 
by including employees in decision-making 
an organisation can exploit its employees’ 
expertise, and it will make them feel valued to 
be included. It will also contribute to a good 
employee manager relationship.

•	 Work-life balance: without work-life 
balance employees experience more stress 
and emotional fatigue which can affect 
performance and lead to turnover.  

•	 The work environment: it is important to 
ensure that employees perceive a sense of 
belonging and privacy.

•	 Training and Development: in today’s 
competitive environment knowledge is 
essential to outperform competitors.

•	 Leadership and management: employees’ 
perception of an organisation is strongly 
influenced by their relationship with 
management, leadership styles can influence 
employees’ commitment towards the 
organisation. 

•	 Job security: research has found that job 
insecurity amongst employees decrease 
commitment and satisfaction.

researCH metHodologY
Development of the measuring instrument
A questionnaire was used as measuring 
instrument. The questionnaire consisted of three 
sections; section A - entrepreneurial orientation, 
section B - intention to leave and section C 
-demographical information. Section A consisted 
of a 27 statement questionnaire developed by 
Lotz (2007) and was used to gather data on 
entrepreneurial orientation. Refer to Annexure 
1 for the items measuring entrepreneurial 
orientation. Respondents were asked to rate the 
extent to which they agree or disagree to the 
statements given on the five point Likert scale. 
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1 = Strongly disagree and 5 = Strongly agree.

Section B consisted of a 6 statement 
questionnaire based on Bothma and Roodt’s 
(2012) turnover intention scale (TIS) and was 
used to measure employee’s intention to leave 
the organisation (Refer to Annexure 1). Each 
statement has its own five point Likert scale.

Section C includes demographic information of 
the population such as age, gender, race, highest 
academic qualification, years of work experience, 
years at the organisation, occupational level 
and job description. This information is 
needed to assist with statistical analysis of the 
data for comparison among different groups.

Data collection and study population
The convenience sampling technique was 
used to obtain the sample. It consisted of 
employees from Potchefstroom Academy 
and SAAHST a tertiary education institute in 
Potchefstroom, in the North-West province.

A total of 48 employees were identified and 
requested to participate in this study. The 
questionnaires were emailed to the selected 
employees. A link was supplied to the questionnaire 
which was developed on Google forms. It 
included a cover letter clarifying the purpose 
of the study and that all information is filled 
in anonymously and the information supplied 
will be kept confidential. A total of 42 (87.5%) 
respondents successfully completed the survey.

Statistical analysis
The completed questionnaires were captured and 
processed by the Statistical Consultation Services 
of the North-West University (Potchefstroom 
campus) and analysed using SPSS Statistics version 
23 (SPSS Inc., 2016). Descriptive statistics which 
include the mean values and standard deviations 
were computed. Cronbach alpha coefficients were 
calculated to measure the reliability of the factors 
within the questionnaire. Lastly, a multiple 
linear regression analysis was performed.

results and dIsCussIon
Demographic information
The majority of the respondents (42.9%) were aged 
30 and younger whilst 33.3% were between the 

ages 31-40 years old. Whites (95.2%) and females 
(83.3%) make up the majority of respondents. 
Indians made up the remaining 4.2% of the 
respondents with no other race represented. 
Most the respondents (40.5%) indicated that 
they have a Diploma, only 9.5% indicated a 
degree with 19% in possession of a post graduate 
degree. The average work experience is 14.5 years 
with 31% of the respondents having 5 years or 
less work experience. Only 31% have more than 
21 years’ experience. Most of the respondents 
(42.9%) work for Potchefstroom Academy and 
28.6% for SAAHST. The remaining 28.6% work 
for one of the business’ subsidiaries. From the 
respondents 54.8% are skilled workers, and 14.3% 
are semi-skilled workers.  Mid-management 
consists of 14.3% of the employees, and senior 
management is 11.9% of the employees. Only 
4.8% of the employees are in top management. 

Reliability of measuring instrument
To determine the reliability and internal 
consistency off the various factors of the 
measuring instrument Cronbach alpha 
coefficients were calculated (Welman et al., 
2010:147). Field (2009:675) explains that the 
value for alpha can vary between zero and 
one, but a value of 0.7 is the internationally 
acceptable standard. Table 1 indicates the 
Cronbach alpha coefficients obtained for 
entrepreneurial orientation and intention to leave.

taBle 1: CronBaCH alPHa CoeffICIents

Variable Cronbach 
alpha

entrepreneurial orientation
Autonomy 0.739
Innovativeness 0.892
Risk-taking 0.725
Proactiveness 0.864
Competitive aggressiveness 0.722
Human resource retention
Intention to leave 0.888

The results indicate that the instrument used 
in this study to measure the entrepreneurial 
orientation and intention to leave the 
organisation, has acceptable reliability, with no 
factors below the Cronbach alpha value of 0.7.
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Multiple regression analysis
A multiple regression analysis was conducted 
to determine the relationship between the 
independent variables (entrepreneurial 
orientation consisting of autonomy, 
innovativeness, risk-taking, proactiveness, 
and competitive aggressiveness) and the 
dependent variable (intention to leave). 

Influence of entrepreneurial orientation on 
intention to leave
The influence of entrepreneurial orientation and 
each of its independent variables namely, autonomy, 
innovativeness, risk-taking, proactiveness, and 
competitive aggressiveness on the dependent 
variable, intention to leave were measured with 
a multiple regression model (refer to Table 2).

A R2 of 0.543 was computed and implies that 
54.3% of the variation in intention to leave can 
be clarified by the variables of entrepreneurial 
orientation (autonomy, innovativeness, 
risk-taking, proactiveness, and competitive 
aggressiveness). Proactiveness (p=0.007) proving 
that it has a significant impact on the intention 
to leave. The other four variables p-values range 
from 0.254 to 0.950, indicating that there is no 
significant influence between these variables 
(autonomy, innovativeness, risk-taking and 
competitive aggressiveness) and intention to leave. 

Only one hypothesis could be proven namely 
H4: There is a significant relationship 
between proactiveness in the organisation 
and employees’ intention to leave.

ConClusIons
The purpose of this paper was to identify 
whether there is a positive relationship between 
entrepreneurial orientation and employee 
retention in Potchefstroom Academy and based on 
the findings provide suggestions on how to improve 
employee retention. The results of the study also 
show that the measuring instrument is reliable.

Regarding the relationships between the 
dependent and independent variables, the results 
show that the employees in the participating 
academy believe that the one independent 
variable measuring entrepreneurial orientation, 
namely proactiveness, influence the intention to 
leave the organisation. This implies that academic 
institutions that are often the first to introduce 
new courses, services/products or processes, 
continuously monitors market trends that identify 
future student needs, typically initiates actions 
that competitors respond to and continuously 
seeks out new courses, products/services, or 
processes are more likely to retain their employees.

managerIal ImPlICatIons
Based on the results of this study, the 
following action plans are recommended.  

Provide employees with clear job descriptions that 
include the ability to further their opportunities 
within the organisation such as creating additional 
short courses and acting entrepreneurially.

Even though employees should conform to policies 
and procedures, employees should be allowed to 
introduce or suggest alternative work measures 

taBle 2: multIPle regressIon results: tHe InfluenCe of entrePreneurIal orIentatIon 
on IntentIon to leaVe

model
unstandardized Coefficients standardized 

Coefficients t-value p-level
B std. error Beta

(Constant) 5.672 0.611 9.277 0.000
Autonomy -0.125 0.184 -0.104 -0.683 0.499

Innovativeness -0.305 0.264 -0.250 -1.159 0.254
Risk-taking 0.097 0.197 0.077 0.493 0.625

Proactiveness -0.542 0.190 -0.509 -2.843 0.007*
Competitive 

aggressiveness 0.011 0.183 0.009 0.063 0.950

R2 = 0.543
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for daily tasks. This will provide a higher sense 
of autonomy and job satisfaction. It can address 
the lack of progression/promotion opportunities 
which most of the respondents were discouraged by.

To improve proactiveness students, parents 
and alumni could be consulted to voice their 
wants and needs. This can be conducted by 
providing them with feedback forms and 
could enable the organisation to anticipate 
future needs and introduce new actions. 

Tertiary education market trends must also be 
monitored and benchmarking must be conducted 
interdepartmentally and among external 
competitors. Importantly, this information must 
be disseminated among all employees with the 
view of seeking new opportunities and ideas.

lImItatIons of tHe studY
The study aims to investigate the impact of 
entrepreneurial orientation as employee retention 
strategy. Several limitations on both the literature 
study and empirical study can be identified:

Non-probability sampling method - convenience 
and purposive sampling: this method may cause 
selection bias and therefore may not be generalised 
to the entire population (Naicker, 2014:33). A more 
representative method would have been to use a 
database of all tertiary institutions within South 
Africa and randomly selecting the participants. 

The literature study’s aim is to illustrate the 
importance of entrepreneurial orientation 
as human resource retention strategy and it 
is likely that not all literature will be taken 
into consideration within the research.

The proposed sample consists of 48 respondents, 
which is a relatively small sample and does 
not allow for generalisation. The scope of the 
study is restricted to employees from only two 
academic institutions. Respondents will be 
limited to employees working at Potchefstroom 
Academy and SAAHST. Therefore, the 
findings might not be generalisable to 
other institutions locally or internationally.

Only 42 of the 48 respondents completed 
the questionnaire, which could be due to 
time constraints or employee’s workload. 

Thus, if all 48 respondents completed the 
questionnaire there could have been a variation 
in the results. Thus, it is recommended that a 
larger sample is obtained for future research. 

suggestIons for furtHer researCH
The findings might not be generalizable to 
other tertiary institutions. It is recommended 
that the study be replicated amongst 
other tertiary institutions in South Africa.

A study that specifically includes a 
more representative racial sample can 
shed more light on how entrepreneurial 
orientation influences intention to leave. 

Future studies can also consider doing studies 
over a period of time to assess how these factors, 
such as entrepreneurial orientation within 
tertiary organisations, improve and whether the 
advancement thereof leads to higher retention rates.  
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anneXure 1: statements measurIng tHe VarIaBles

autonomy

Employees in the organisation have enough autonomy to do their 
job without continual supervision to do their work.
The organisation allows employees to be creative and try different 
methods to do their job.
Employees in the organisation are allowed to make decisions 
without going through elaborate justification and approval 
procedures.
Employees in the organisation are encouraged to manage their own 
work and have flexibility to resolve problems.
Employees in the organisation seldom have to follow the same work 
methods or steps while performing my major tasks from day to day.

Innovativeness

The organisation regularly introduces new courses/services/
products/processes.
The organisation places a strong emphasis on new and innovative 
courses/services/products/processes.
The organisation has increased the number of courses/services/
products offered during the past few years.
The organisation is continually pursuing new opportunities.
Over the past few years, changes in our courses, processes, services 
and products have been quite dramatic.
In the organisation there is a strong relationship between the 
number of new ideas generated and the number of new ideas 
successfully implemented.
The organisation places a strong emphasis on continuous 
improvement in courses/service delivery/processes.
The organisation has a widely held belief that innovation is an 
absolute necessity for the organisation’s future.
The organisation seeks to maximise value from opportunities 
without constraint to existing models, structures or resources.

risk-taking

When confronted with uncertain decisions, our organisation 
typically adopts a bold posture in order to maximise the probability 
of exploiting opportunities.
In general, the organisation has a strong inclination towards high-
risk projects.
Owing to the environment, the organisation believes that bold, 
wide-ranging acts are necessary to achieve the organisation’s 
objectives.
Employees in the organisation are often encouraged to take 
calculated risks concerning new ideas.
The term ‘risk-taker’ is considered a positive attribute for employees 
in our organisation.
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Proactiveness

The organisation is very often the first to introduce new courses/
products/ services/processes.
The organisation typically initiates actions that competitors respond 
to.
The organisation continuously seeks out new courses/services/
products/processes.
The organisation continuously monitors market trends and 
identifies future needs of customers.

Competitive aggressiveness

In dealing with competitors the organisation typically adopts a very 
competitive undo-the-competitor “posture.
The organisation is very aggressive and intensely competitive.
The organisation effectively assumes an aggressive posture to 
combat trends that may threaten our survival or competitive 
position.
The organisation knows when it is in danger of acting overly 
aggressive (this could lead to erosion of our organisation’s 
reputation or to retaliation by our competitors).

Intention to leave

How often have you considered leaving your job?
To what extent is your current job satisfying your personal needs?
How often are you frustrated when not given the opportunity at 
work to achieve your personal work-related goals?
How often do dream about getting another job that will better suit 
your personal needs?
How likely are you to accept another job at the same compensation 
level should it be offered to you?
How often do you look forward to another day at work?
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aBstraCt  
IT governance is considered a critical enabler to 
a transformational government and to focus on 
transforming IT to meet the present and future 
demands, goals of the business and its customers. 
In the public sector, reference would be made to 
the government at large and the general public. To 
this end, the government has, released a Circular 
that requires all departments to adopt an ICT 
Governance Framework. The aim is to ensure that 
departments function as effectively and efficiently 
as possible, to achieve their desired outcomes 
and thereby fulfil the government’s mandate 
of delivering public services and goods. In this 
connection, a well-meaning government approach 
to investment in IT governance, meant to make 
the work more effective, efficient and sustainable, 
may negatively affect the capacity and capability 
of such departments from taking full advantage 
thereof. This research explores this dilemma 
by way of investigating the extent to which the 
National Department of Tourism has integrated 

the requirements of the framework in its plans, 
as well as its infrastructure capability adequacy. 

Keywords: It governance, strategic Plan, na-
tional department of tourism, Policy frame-
work, desired outcomes. 

IntroduCtIon 
The potential of IT to transform the manner in 
which government conducts its business is widely 
recognised. To this end, argues Pardo and Burke 
(2009), many strategies are available to achieve 
(the desired) transformative effects. These 
include increasing transparency by making data 
about the process of governing more available, as 
well as improving service quality through more 
integrated service programs. In most cases, as 
further contended by Pardo and Burke (2009), 
the strategies themselves require significant 
changes in the way governments and government 
leaders operate. However, interoperability, like 
technology, is not an end in itself in terms of 
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improving government operations and providing 
services to the citizens, but merely a means 
thereto (Pardo and Burke; 2009). One necessary 
condition thereof is having the necessary 
governance capabilities across the boundaries 
of organisations to ensure it. Pardo and Burke 
(2009:1) further point out that the government 
interoperability investments are aligned with 
priorities and goals defined in Strategic Plans 
or by the Legislative and Executive leadership. 

BaCKground to tHe ProBlem state-
ment 
In a study that examined IT Governance of 
more than 250 organisations throughout the 
world, it was found that organisations with 
superior IT Governance had 20% more profit 
than organisations with poor IT Governance, 
given the same type of competitive strategy 
(Weill & Ross, 2005). The same study indicated 
that effective IT Governance is an important 
issue for organisations as it pays off to have well-
managed IT Governance in place. The ultimate 
goal of IT Governance is to achieve strategic 
alignment between the business (objectives) and 
to ensure that IT leads to business value (Haes 
and Van Grembergen 2005; Patel, 2002:3167).  

Successful implementation of an IT Governance 
Framework is, a complex endeavour because 
organisations must integrate the expertise of 
diverse stakeholders and service providers. 
These would include sharing domain knowledge, 
promoting of effective business manager 
involvement in IT planning, as well as IT Manager’s 
participation in business planning (ITGI, 2006). 

ProBlem statement 
Information Technology (IT) Governance is 
seen as a critical enabler to a transformational 
government. For example, Sethibe et al. 
(2007:835) argue that it focuses on transforming 
IT to meet the present and future demands 
and goals of the business and its customers. 
These would, in the public sector, refer to the 
government at large and the general public. 
Despite the significance of IT Governance in 
making the business of government more efficient 
and sustainable, the government does not seem 
to be succeeding in getting all its Departments to 
integrate IT Governance in their Strategic Plans 

and other organizational plans.   To this end, the 
government, through the Department of Public 
Services and Administration (DPSA), and as part 
of some of its initiatives to invest in IT governance, 
has recently released a Circular that requires 
all its departments and entities to adopt an ICT 
Governance Framework. Despite this investment, 
it cannot be stated with the largest degree of 
certainty that the government derives benefits 
from its investment by getting departments to 
incorporate IT governance in their Strategic Plans 
and other Plans, to make it an integral part of 
their governance, as required by the Framework 
(ITGI, 2003). That seems to be the dilemma. 

Since the targeted users such as the government 
departments are necessarily distinct, a one-
size-fits all approach to integration of IT 
Governance may not entirely be applicable to 
all circumstances. One distinct such department 
is that of Tourism, whose distinct character, 
mandate, customers and IT infrastructure 
capability warrant an investigation to assess the 
degree to which it has integrated IT Governance 
in its Strategic Plan and other plans to achieve 
its objectives and outcomes, and thereby deliver 
on its overall mandate (Sethibe et al., 2007) 

The draft public service Governance of 
Information and Communication Technology 
Framework (2011:7) states that the executive 
authority and management of institutions 
need to extend corporate governance as a good 
management practice to ICT. In the execution of 
the governance of ICT the aim is to provide the 
leadership, frameworks, policies, organizational 
structures, delegations (roles and responsibilities), 
resources, capacity and capability.

Research Questions 
Against the background of the challenges 
for effective and efficient, and sustainable 
delivery of public services and goods, the 
following research questions still remain: 

1. What is the extent to which the desired 
outcomes are realised as a result of integration 
of the IT Governance Framework and 
Corporate Governance of ICT (CGICT) 
Policy Framework in the Department of 
Tourism’s Strategic and other Plans? 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

1385

A DECADE OF EXCELLENCE

2. What is the department’s IT infrastructural 
capability versus the requirements of a one-
size-fits-all government approach to IT 
governance? 

3. What has been the policy shifts in the 
department to elevate IT governance to 
agenda status in order to enhance, sustain 
and extend the department’s strategies and 
objectives? 

 
lIterature reVIeW 
IT Governance 
Kooper, Maes and Lindgreen (2011:195) argue 
that in the ICT world, the term ‘IT governance’ 
(or ‘ICT governance’) is established. It is a subset 
discipline of corporate governance focused on 
Information Technology (IT) systems and their 
performance, as well as risk management. The 
rising interest in IT governance is partly due to 
compliance initiatives, and the acknowledgement 
that IT is an increasingly important element of 
organisational products and services, and that it 
forms the foundation of enterprise-wide processes.  

Historically, suggest Scwarz and Hirschheim 
(2003:130-131), IT governance has been greatly 
associated with the structure or configuration 
of the IT function, thus reflecting the locus 
of responsibility for making IT management 
decisions. In this regard some typical possibilities 
were identified, namely organisations in which the 
locus of responsibility for making IT management 
decisions belonged to a corporate or a central unit 
(i.e. centralised); and those in which it belonged to 
a business unit or department (i.e. decentralised). 

According to Kooper, Maes and Lindgreen 
(2011:195) ‘governance’ has by now become 
a well-known term in business. Its focus is 
aimed at the role of boards of directors in 
representing and protecting the interests of 
shareholders. The same principle applies to 
public service as well. Governance concerns 
the behaviour and actions of management 
to carry out the business of government. 

Nunkoo, Ramkissoom and Gursoy (2012:1539) 
argue that researchers should be cautious not to 
be obsessed with power relations and structures 
as that may be dangerous for planning theories 

and practice. It may distort understanding and 
could lead researchers to frame issues in ways that 
are solved by inappropriate solutions. An acute 
awareness of power and power structures may 
also create a feeling of disempowerment by those 
who are already marginalized in the deployment 
process. Hence Wang and Bramwell (2012:990) 
also contend that power in such networks is the 
outcome of complex struggles and negotiations 
over authority, status, reputation and resources.  

Posthumus and Von Solms (2004:643) indicate 
that corporate governance helps to clarify the 
need for information security to be considered 
a corporate governance responsibility. Thus 
to them good information security efforts will 
most assuredly help to generate this return.  

Decision Making 
Decision making in tourism developments 
is predominately based on the intervention 
of government agencies and large tourism 
firms, resulting in the dominance of external, 
often foreign capital, and the marginalisation 
of local people (Liu and Wall, 2006:159).  

When examining a knowledge from the resource-
based perspective it can be viewed as one of the 
many unique resources and capabilities that an 
organisation needs to acquire, deploy and control 
in order to increase its resilience to withstand 
turbulence, deal with crises and recover from 
them (Paraskevas, Altinay and Cooper, 2012:2). 

Tourism 
Wan (2013:164) noted that an interest in 
studying governance in the context of tourism 
has appeared since the 1990s, due to increased 
awareness of the importance of sustainable 
tourism development. Sustainable tourism 
development advocates a more balanced 
concern for economic, social and environment 
interests in tourism policy decision making.  

Reference is generally made to stages to 
demonstrate the changing role of the state and 
evolving points of emphasis. During these stages 
the state predominantly acted as a promoter; 
provided stimulus and incentives; intervened to 
protect both the consumer and the international 
completive position of the country; and finally 
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started acting more like a coordinator; sharing 
more of the functions and responsibilities with 
the private sector and the non-governmental 
organisations (Göyman, 2000:1028). 

Governance and Frameworks 
The value of knowledge and the importance 
of knowledge management have also been 
acknowledged in the tourism management 
literature. For tourism organisations operating 
in a period of organisational adaptation, 
discontinuous change, more frequent crises and the 
need to be competitive, knowledge management 
provides a useful conceptual framework and set 
of approaches (Paraskevas et al., (2012:131)).  

Dai (2003:194) notes that the call by EU policy 
makers for wider and more direct involvement in 
improving European governance is coupled with 
the fact that new information and communications 
technologies (ICTs) are being widely 
deployed and used by public administrations 
at all levels across the European Union.  

Estevez and Janowski (2013:595) argue 
that ‘e-governance comprises of the use of 
information and communication technologies 
(ICTs) to support public services, government 
administration, democratic processes and 
relationships amongst citizens, the private sector 
and the state’. It therefore follows from Odendaal’s 
(2003:586) argument that in essence, e-governance 
refers to the ability of government agencies to 
interact with the public online in the delivery 
of services and in fulfilling their pre-designated 
mandates.  Ojah and Mokoaleli-Mokoteli 
(2012:69) argue that the adoption of Internet 
technology in the disclosure process appears to be 
a function of these considerations: the governance 
context and adequacy of enabling infrastructures 

Dai (2003:198-199) states that the regions 
of Europe are feeling the growing impact of 
globalisation, increased competition and rapid 
technological development, in particular the 
development and diffusion of ICTs and related 
information society developments. In the 
meantime, the development of ICTs in general, and 
the launch of the European Information Society 
in particular, also presented an opportunity for 
the regions of Europe to identify new ways of 

economic development and regional regeneration 

Tourism and Innovation Systems 
Bernroider (2008:258) provides an example 
of the Enterprise Resource Planning (ERP) 
system application, which is seen as the key 
to supporting business processes in many 
organisations. ERP involves the seamless 
integration of processes across functional areas 
such as finance, human resources, manufacturing 
and logistics. They support improved workflow, 
standardisation of business practices, and 
improved capabilities. ERP systems include 
several configurable modules that integrate core 
business activities into a single environment 
based on an integrated, shared database. 

Hoefnagel, De Vos and Buisman (2013:153) 
regard trust and trustworthiness of information 
and of the actors as essential expectations in any 
societal domain. Furthermore, the relationships 
between stakeholders are changing: New 
interactions, dependencies, and negotiations 
among stakeholders that previously did not 
interact and even distrusted one another, are now 
emerging, resulting in new trust relationships.  

Nevertheless, research on political trust in the 
context of tourism development has remained 
virtually silent in popular literature. The 
political economy approach to the study of 
tourism development provides a useful basis 
for understanding government’s involvement 
in tourism, and the importance of citizens’ 
trust in state-owned tourism institutions, 
raising the need for further research on 
this topic (Nunkoo et al. 2012: 1540). 

researCH metHodologY 
This research study follows a quantitative 
research methodology as the study aims 
at examining the correlation between the 
government IT governance policy framework 
and the department’s IT infrastructural capability 
adequacy, and the extent to which the desired 
outcomes are realised as a result of the integration 
of the policy framework in strategic and other 
plans. In order to help maximise the number 
of responses to the questionnaire, the number 
of questions were limited to 23 questions. The 
questionnaire consisted of 3 sections. Most 
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responses would be measured on four-point 
Likert scale. The sampling method applied was 
simple random sampling. The target population 
was the employees of the Department of 
Tourism in Pretoria. The questionnaire was 
administered to a total of 70 respondents. In the 
survey questions were asked, and the analysis 
was done based on the application of Pearson 
correlation coefficient and value. According to 
Diamantopoulos and Schlegelmilch (2004) the 
p-value provides more information on how far 
down in the significant region the results lay. 

PresentatIon, dIsCussIon and In-
terPretatIon of data 
Rate of Return 
A total of 70 questionnaires was prepared for 
the study and distributed in the Department of 
Tourism (“the department”) to personnel of all 
salary levels of both genders.  The study wanted 
to see if there is a difference in viewpoint if the 
same questionnaire was used. A total of 70 
questionnaires were returned, signalling that 
the rate of return was 100%. The majority of 
respondents were between 31 and 40 years. This 
implies that the working class may have acquired 
sufficient work experience to understand the 
role of skills development and its importance 
in managerial decision making. Out of a total 
sample of 70 respondents, 42 were female, 27 
males. These figures reflect that the employees 
that occupy tourism roles are dominantly 
female. Most of the respondents (33) have a 
working history of between 3-4 years. Sixteen 
(16) indicated that they had worked from 1-2 
years, while nine (9) workers had worked from 
5 to 6 years and eight (8) workers had a working 
experience of 7 to 8 years. Only four (4) workers 
had a working experience of over 9 years.  

fIgure 1: BusIness or It PersPeCtIVe of 
resPondents 

Figure 1 shows that sixty-three respondents 
were involved in tourism development from 
a business perspective, six were involved in 
tourism development from an IT perspective, 
and one respondent did not respond.

fIgure 2: Was tHere adeQuate management 
suPPort and CommItment tHrougHout 

tHe ProJeCt? 

Thirty respondents agreed that there was 
adequate management support and commitment 
throughout the project, thirty-nine respondents 
disagreed that there was adequate management 
support and commitment throughout 
the project. The respondents rely on and 
expect leadership qualities from a manager 
to lead them (Sargent & Matthews, 1997). 

 

63

1

IT

Business

No Answer

 

39

1
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fIgure 3: BusIness ranKIng of emPloYees 

Figure 3 indicates that most respondents (38) 
were in managerial positions at work, while 
29 were in non-managerial occupations and 3 
where unresponsive. According to Akoojee’s 
(2010) a measure superficially designed to 
prevent large-scale retrenchments during the 
economic downturn, was the need to keep 
employees working and to re-skill them as an 
investment for the future economic recovery. 
Thus, despite finance emerging from the 
national skills levy system, the opportunity to 
induce workplace equity has been overlooked.

 
fIgure 4: ImPlementatIon of funCtIonal 
area of ProJeCt IntegratIon WItHIn tHe 
tImelInes orIgInallY stIPulated BY tHe 

ProJeCt Plan 

Most of the respondents (40) agreed that their 
functional area of Project integration was 
implemented within the timelines originally 
stipulated by the project plan. However, 30 
employees disagreed that their functional area 
of Project integration was implemented within 
the timelines stipulated by the project plan. 

On this score, Liu and Wall (2006:159) argue 
that: The lack of coordination and weak networks 
between agencies concerned with skills training 
and those concerned with self-employment start-
up have led to a disorganised approach to informal 
microenterprise support. Thus, although tourism 
appears to be attractive as one of a limited number of 
economic options, it is at the same time frequently 
alleged that local inhabitants fall prey to tourism. 

 

30

disagree

fIgure 5: Budget assIgned to tHe ProJeCt 
aPProPrIate 

 Figure 5 depicts thirty of the respondents agreed 
that the budget assigned to the project was 
appropriate, while twenty strongly agreed and 
twenty respondents disagreed. IT governance 
practices in organisations are improving, but to 
some extent are still weak and ad-hoc, especially 
in terms of processes and structures. In this 
regard, Schwarz and Hirschheim (2003:129) 
argue that over the years IT has struggled with 
the creation of effective structures and processes.  

They further argue that if organisations 
focused more on implementing a sound IT 
governance strategy, such might help senior 
executives to manage not only the IT related 
activities, but also the perceptions between IT 
and the rest of the organisation, and in doing 
so, foster a more successful IT organisation.  

 
fIgure 6: Human resourCes assIgned to 

ProJeCt IntegratIon In tHe resPondents’ 
funCtIonal area 

Figure 6 depicts forty-five respondents did not 
agree that in project integration, they had enough 
human resources assigned to it in their functional 
area, while twenty five respondents agreed 
that they did have enough human resources 
assigned to it in their functional area. There is 
need to address this problematic matter in the 
organisation of tourism. Wang and Bramwell 
(2012:988-9) note that historic resources can 
be valorised to facilitate revenue generation 

.  

20

disagree
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and economic growth through tourism, real 
estate development and place marketing. 

 
fIgure 7: suffICIent and tImeous traInIng 

gIVen to funCtIonal area 

From Figure 7, forty respondents agreed that their 
functional area received sufficient and timeous 
training, whereas thirty respondents disagreed 
that their functional area received sufficient and 
timeous training. Eden and Huxham (1996) argue 
that an experienced and well-trained worker 
can be defined as a person who can perform 
complex tasks while working without help or 
supervision. Also, the respondents rely expect 
leadership qualities from a manager to lead them. 

  
fIgure 8: adeQuaCY of management suPPort 
and CommItment tHrougHout tHe ProJeCt 

Figure 8 shows that thirty respondents agreed 
that there was adequate management support 
and commitment throughout the project. Thirty-
nine respondents disagreed that there was 
adequate management support and commitment 
throughout the project and one respondent did 
not want to give this information. The majority 
of the respondents know what the importance of 
adequate management support and commitment 
throughout the project is, but there is a lack 
of knowledge and judgement. In this regard, 
Estevez and Janowski (2013) argue that the 
manager’s attribute and decisions are essential 
for staff members to function in their positions. 
Furthermore; the respondents rely on and expect 
leadership qualities from a manager to lead them.   

fIgure 9: satIsfaCtorY aCCountaBIlItY 
PlaCed on tHe team for tHeIr funCtIon In 

tHe ProJeCt 

Figure 9 indicates that forty-one respondents 
did not believe that satisfactory accountability 
was placed on the team for their function 
in the project. This is a positive result. 
According to Posthumus and Solms (2004:638) 
information security needs to be addressed as 
a corporate governance responsibility which 
should involve risk management efforts, 
reporting and accountability on the part of 
executive leadership and boards of directors. 

 
fIgure 10: satIsfaCtorY aCCountaBIlItY 
PlaCed on It for tHeIr funCtIon In tHe 

ProJeCt 

Figure 10 depicts forty-five respondents agreed 
that satisfactory accountability was placed on 
IT for their function in the project, while ten 
respondents strongly agreed and the other ten 
respondents disagreed. It was only 5 respondents 
that strongly disagreed that satisfactory 
accountability was placed on IT for their 
function in the project. This is a positive finding.  

The majority of respondents acknowledged that 
IT is essential for their function in the project in 
the work force. IT governance, at an abstract level, 
is a subset discipline of Corporate Governance 
focused on information, and that IT capability 
can no longer be a black box; rather its governance 
implies a system of contribution from all the 
stakeholders (Prasad, Heales & Green, 2010:216). 
The board, internal customers and departments 
such as finance must have the necessary input 
into the decision making process. Management 
need to understand the overall architecture 
of its company’s IT applications portfolio.  

  
fIgure 3: BusIness ranKIng of emPloYees 

Figure 3 indicates that most respondents (38) 
were in managerial positions at work, while 
29 were in non-managerial occupations and 3 
where unresponsive. According to Akoojee’s 
(2010) a measure superficially designed to 
prevent large-scale retrenchments during the 
economic downturn, was the need to keep 
employees working and to re-skill them as an 
investment for the future economic recovery. 
Thus, despite finance emerging from the 
national skills levy system, the opportunity to 
induce workplace equity has been overlooked.

 
fIgure 4: ImPlementatIon of funCtIonal 
area of ProJeCt IntegratIon WItHIn tHe 
tImelInes orIgInallY stIPulated BY tHe 

ProJeCt Plan 

Most of the respondents (40) agreed that their 
functional area of Project integration was 
implemented within the timelines originally 
stipulated by the project plan. However, 30 
employees disagreed that their functional area 
of Project integration was implemented within 
the timelines stipulated by the project plan. 

On this score, Liu and Wall (2006:159) argue 
that: The lack of coordination and weak networks 
between agencies concerned with skills training 
and those concerned with self-employment start-
up have led to a disorganised approach to informal 
microenterprise support. Thus, although tourism 
appears to be attractive as one of a limited number of 
economic options, it is at the same time frequently 
alleged that local inhabitants fall prey to tourism. 

 

30

disagree

fIgure 5: Budget assIgned to tHe ProJeCt 
aPProPrIate 

 Figure 5 depicts thirty of the respondents agreed 
that the budget assigned to the project was 
appropriate, while twenty strongly agreed and 
twenty respondents disagreed. IT governance 
practices in organisations are improving, but to 
some extent are still weak and ad-hoc, especially 
in terms of processes and structures. In this 
regard, Schwarz and Hirschheim (2003:129) 
argue that over the years IT has struggled with 
the creation of effective structures and processes.  

They further argue that if organisations 
focused more on implementing a sound IT 
governance strategy, such might help senior 
executives to manage not only the IT related 
activities, but also the perceptions between IT 
and the rest of the organisation, and in doing 
so, foster a more successful IT organisation.  

 
fIgure 6: Human resourCes assIgned to 

ProJeCt IntegratIon In tHe resPondents’ 
funCtIonal area 

Figure 6 depicts forty-five respondents did not 
agree that in project integration, they had enough 
human resources assigned to it in their functional 
area, while twenty five respondents agreed 
that they did have enough human resources 
assigned to it in their functional area. There is 
need to address this problematic matter in the 
organisation of tourism. Wang and Bramwell 
(2012:988-9) note that historic resources can 
be valorised to facilitate revenue generation 

.  

20

disagree
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fIgure 11: monItorIng of ProJeCt team 

leaders to ensure tHat tHeY Were 
fulfIllIng tHeIr funCtIons 

Figure 11 depict forty respondents disagreed 
that the project team leaders were sufficiently 
monitored to ensure that they were fulfilling 
their functions, whereas thirty respondents 
agreed. The respondents between 31-40 
years at the department understand the 
importance of project team leaders and their 
functions in monitoring areas sufficiently. 

Corporate governance also includes the 
relationships among the many stakeholders 
involved, and the goals for which the corporation is 
governed (Kooper, Maes and Lindgreen, 2011:196). 
Governance provides a structure for determining 
organisational objectives and monitoring 
performance to ensure that objectives are attained. 

 

fIgure 12: aCCountaBIlItY PlaCed on 
tHe BusIness for tHeIr funCtIon In tHe 

ProJeCt 

Figure 12 depict twenty-one respondents agreed 
that satisfactory accountability was placed on the 
Business for their function in the project, and 
forty nine respondents disagreed that satisfactory 
accountability was placed on the Business for their 
function in the project. This is a negative finding. 
The majority of respondents acknowledged that 
the Business is necessary for their success in 
projects.  Bernroider (2008:258) argues that the 
critical role of IT in enterprises has led to the view 
that IT governance must be managed to support 
or enable business objectives and mitigate risks 
associated with IT implementation. IT strategic 
planning has received a growing emphasis 
and is a major component of IT governance.

 
fIgure 13: aPProPrIate PlannIng measure 

ImPlemented for ProJeCt IntegratIon 

Figure 13 depicts fifty-one respondents (51) 
indicated that an appropriate planning measure 
was not implemented for project integration. Ten 
respondents strongly agreed that an appropriate 
planning measure was implemented for project 
integration, nine respondents agreed that an 
appropriate planning measure was implemented 
for project integration, and fifty one respondents 
disagreed that an appropriate planning measure 
was not implemented for Project integration. 
Individual level identities emphasize one’s 
uniqueness and differentiation of the self from 
others. This point of view is supported by Wan 
(2013:165) who states that planning is an essential 
element of successful tourism development and 
management. Effective planning is necessary to 
ensure that tourism is developed. Von Solms and 
Von Solms (2006:409) note that it is essential for 
a company to have a proper Information Security 
Governance Plan. As information security 
governance is an integral part of corporate 
governance, any information security governance 
model (plan) must reflect the characteristics of 
corporate governance. Corporate governance 
consists of the set of policies and internal 
controls by which organisations, irrespective 
of size or form, are directed and managed. 
Information security governance is a subset 
of organisations’ overall governance program.  

 
fIgure 14: suffICIent CHange management 

Was Performed tHrougHout tHe PHases 
of ProJeCt IntegratIon 

Figure 14 shows that 27 respondents disagreed 
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that sufficient change management was performed 
throughout the phases or Project integration; 
twenty agreed that there was sufficient change 
management performed throughout the phases 
or Project integration, and twenty-three strongly 
disagreed that there was sufficient change 
management throughout the phases of project 
integration. The majority of the respondents 
believed that sufficient change management and 
training are important roles of organising the 
bigger scope of project realisation in Tourism. 
This is a positive result and in agreement with 
Dredge (2006:270). Business or organisational 
management needs to trigger organisational 
change and establish a new organisational structure.  

 

fIgure 15: PartICIPatIon In anY CHange 
management eVent 

Figure 15 indicates that forty-two respondents 
did participate in a change management event, 
whereas thirty eight respondents did not 
participate in a change management event. This is 
because the majority of the respondents believes 
that there are weaknesses in their development, or 
noticed weaknesses in the leaders who lead them.  

Paraskevas et al. (2012:131) state that the value 
of knowledge and the importance of knowledge 
management have also been acknowledged 
in the tourism management literature. For 
tourism organisations operating in a period of 
organisational adaptation, discontinuous change, 
more frequent crises and the need to be competitive, 
knowledge management provides a useful 
conceptual framework and set of approaches. 

 
fIgure 16: PartICIPatIon In anY CHange 

management team 

Figure 16 indicates that forty eight respondents 
were part of a change management team 
and twenty two did not take part in a change 

management team. This indicates that most of the 
respondents rely on communication for all their 
work issues. As it is important for leaders and 
workers to be proactive within their work place, 
communication in all forms is essential in their 
daily activities for administration and development 
skills. Acquiring these skills takes practice and 
requires an environment where one can learn 
from his/her mistakes without fear of harming 
his/her career (Qu, Ennew & Sinclair, 2005). 

 
fIgure 17: KnoWledge of WHat tHe 
natIonal tourIsm seCtor strategY 

entaIls  

Figure 17 indicates that fifty one respondents 
knew what the National Tourism Sector Strategy 
entails. This is because most of the respondents 
are managers who have required some developed 
skills and have the ability to communicate well 
with other members, with confidence of knowing 
the NTSS.  Posthumus and Von Solms (2004:643) 
argue that these security requirements could 
be viewed as information risk directives that 
would advise executive management on what 
should be done in order to govern and manage 
information security properly. Consequently 
these requirements will ultimately help to guide 
the construction and implementation of an 
effective information security strategy through 
corporate governance. Information Security 
Governance, which provides the framework 
in which such protection must take place, 
is therefore clearly a corporate governance 
responsibility (Von Solms & Von Solms 2006:408).  

fIgure 18: alIgnment of tHe IntegratIon 
strategY to tHe BusIness strategY. 

Figure 18 indicates that thirty eight respondents 
believed that integration strategy was aligned to 
the business strategy for the 2011/2012 financial 
year, that is, the implementation was appropriate 
to the business strategy. This also shows that most 
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of the respondents believe that the integration 
strategy was aligned to the business strategy and 
is needed for further developments in tourism.  

Qu, Ennew and Sinclair (2005:940) state that 
the antecedents to market orientation were 
defined as the organisational factors that 
enhance or impede the implementation of 
the business philosophy represented by the 
marketing concepts. They argued that the 
choice of an internal perspective is appropriate 
because managers have more control over 
internal antecedents compared to external ones. 
  

fIgure 19: tHe effeCt of restruCturIng 
and CentralIsatIon ProCess at 

tHe dePartment of tourIsm on tHe 
IntegratIon 

Figure 19 indicates that twenty one respondents 
agreed that the restructuring and centralisation 
process at the department had a negative effect 
on the integration, twenty respondents disagreed 
that the restructuring and centralisation process 
at the department had a negative effect on the 
integration, twenty seven respondents strongly 
disagreed that the restructuring and centralisation 
process at the department had a negative 
effect on the integration, and two respondents 
did not want to disclose this information. 
Wan (2013:164) notes that the perspective of 
governance has emerged as a powerful analytical 
concept in public policy making since the late 
1970s. Instead, they needed to collaborate with 
a much wider network of agencies for building 
strengths and accessing and utilizing resources.  

The correlation conducted between whether 
satisfactory accountability was placed on the 
Business for their function in the project, 
and whether the project integration did have 
enough human resources assigned to it in the 

respondents’ functional area, showed a high 
positive association of +0.878. This could be 
interpreted to mean that employees are relatively 
happy in their workplace and have sufficient 
resources from managers for project development.  

With regard to whether there was an integration 
strategy aligned to the business strategy for 
the 2011/2012 financial year, that is, the 
implementation was appropriate to the business 
strategy, and whether there was satisfactory 
accountability placed on the business for their 
function in the project, the analysis showed a 
positive association of +0.712 The inference 
drawn is that people are satisfied with the role 
of organising in the scope of the business’ 
financial strategy realisation development 
in terms of years they have been working.  

Regarding the statements meant to measure 
whether the project integration did have 
enough human resources assigned to it in the 
respondents functional area, and whether the 
respondents were part of a change management 
team, the correlation analysis showed +0.943 - a 
positive association. This could be interpreted 
that staff members are content with the 
organisation’s way of change management 
assigned to workers’ areas and resources available.  

A correlation analysis of whether the project 
integration did have enough human resources 
assigned to it in the respondents’ functional 
area, and whether the respondents knew what 
the National Tourism Sector Strategy (NTSS) 
is, was also conducted, and revealed a high 
positive association of -0.782.  The correlation 
between whether the original business did 
adhere to project integration, and whether 
the respondents did know what the National 
Tourism Sector Strategy (NTSS) entails, 
showed -0.515 – also a negative association.  

There existed a correlation between whether 
there was adequate management support and 
commitment throughout the project, and 
whether the IT governance strategy alignment for 
2012/2013 implementation was appropriate to the 
departmental strategy showed +0.639 – a positive 
association. It means that workers are working 
as a team with the support of management and 
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have experience in the IT governance strategy.  

The correlation between whether the original 
business adhered to project integration, and 
whether the respondents knew what the National 
Tourism Sector Strategy (NTSS) entailed, showed 
+0.704 – a positive association. This shows that most 
of the workers between the ages of 31-40 years are 
well educated and know what the National Tourism 
Sector Strategy entails for project integration.   

The correlation between the whether the 
IT governance strategy alignment for 
2012/2013 implementation was appropriate 
to the departmental strategy, and whether the 
respondents were part of a change management 
event, also showed +0.937 – a positive 
association. This means that these workers 
are in a managerial position, well trained, 
skilled, and are part of change management 
events implementing IT governance strategies.  

The final correlation conducted was concerned 
with whether the original business did adhere 
to project integration, and whether the IT 
governance strategy alignment for 2012/2013 
implementation was appropriate to the 
departmental strategy. The analysis showed 
+0.639 – a positive association. In addition, a 
further correlation was conducted between the 
IT governance strategy alignment for 2012/2013 
implementation appropriate to the departmental 
strategy, and whether the respondents knew 
what the National Tourism Sector Strategy 
entails. This showed a positive association of 
+0.939. It suggests that the respondents have a 
managerial position and have an understanding 
on what NTSS entails, and are able to align 
appropriate strategies for IT governance. 

ConClusIons and reCommenda-
tIons 
This section addresses the findings per 
research question. It will also provide 
managerial guidelines for opportunities.  

What is the extent to which the desired 
outcomes are realised as a result of integration 
of the IT Governance Framework and 
Corporate Governance of ICT (CGICT) Policy 
Framework in the Department of Tourism 

Strategic and other Plans?  
The importance of the role of IT governance for 
the success of any organisation has been argued 
widely. Haes and Van Grembergen (2005) claim 
that effective IT governance is essential for 
organisations, as it pays off to have well-managed 
IT governance in place. The ultimate outcome 
with IT Governance is to achieve strategic 
alignment between the business intentions.  

IT governance is a fundamental part of corporate 
governance and analogously combines leadership, 
organisational structures and processes 
that ensure that IT sustains and extends the 
organisation’s strategies and objectives (Bowen et 
al., 2007:192). Bowen et al. (2007:192) point out 
that the IT governance sector can be deployed 
using a combination of processes, structures 
and relational mechanisms. The processes could 
be monitoring, decision making, service level 
agreements, balanced IT scorecards; structures 
may include IT Councils, Committees, while 
mechanisms could be business partnerships, 
shared learning, stakeholder participation, 
and collaboration between functional areas 
or workgroups.  Kooper, Maes and Lindgreen 
(2011:195) argue that in the ICT world the term 
‘IT governance’ or ICT governance strategy 
is well recognized. It is a subset discipline of 
corporate governance focused on Information 
Technology (IT) systems and their performance, 
as well as on risk management as a plan. The 
rising interest in IT governance is partly due to 
compliance initiatives, and the acknowledgement 
that IT is an increasingly important element of 
organisational products and services, and that it 
is the foundation of enterprise-wide processes.   

Successful implementation of an IT Governance 
Framework is also a complex undertaking 
because organisations must integrate the 
unique expertise of diverse stakeholders and 
service providers. These would include that 
sharing domain knowledge promotes effective 
business manager involvement in IT planning, 
as well as IT manager participation in business 
planning (Bowen et al., 2007:192). Wang and 
Ap (2013:224) state that Tourism policies are 
not outcomes of negotiation and coordination 
among interest groups, but that the outcomes 
of government official’s recommendations 



1394
WWW.IBC-CONFERENCE.COM

and considerations define tourism policy.  

Bowen et al. (2007:192) argue that the 
development of cognitive skills such as critical 
thinking, clinical reasoning and problem 
solving, is imperative because there is evidence 
that delayed or poor development resorts to 
ritualistic behaviour and routines rather than 
evidence-based or autonomous practice. The 
importance of learning is evident in programme 
documentation and regulatory frameworks.  

What is the department’s IT infrastructural 
capability adequacy vis-à-vis the requirements 
of a one-size-fits-all government approach to IT 
governance? 
Prasad, Heales and Green (2010:218) state that 
IT related capability of shared organisational 
knowledge between unit and IT managers 
determines the strategic use of IT. An 
organisation’s IT use is influenced by the presence 
of a mosaic of IT related knowledge that binds the 
firm’s IT and Unit Managers (Nelson, 2005:224).  

Information Security Governance is now 
accepted as an integral part of good IT and 
Corporate Governance (Information Security 
Governance). However, the aspect of compliance 
monitoring and enforcement, as required 
by Information Security Governance, has 
not yet really become part of the traditional 
role of Information Security Management.  

Prasad, Heales and Green (2010:216) argue that 
IT governance at an abstract level is a subset 
discipline of Corporate Governance focused on 
information, and IT capability can no longer 
be a black box, but its governance implies a 
system of contribution from all the stakeholders.

What policy shifts have been made in the 
department to elevate IT governance to agenda 
status in order to enhance, sustain and extend 
the department’s strategies and objectives? 
Bernroider (2008:258) argues that today’s business 
or organisational requirements have moved 
Information Technology (IT) governance into 
the focus of attention. IT activities are critically 
important to all aspects of the enterprise. Similarly, 
Marnewick and Labuschagne (2011:661) argue 
that organisations should adhere to IT governance 

practices, and the purpose of these practices 
is to ensure that the enterprise’s IT sustains 
and extends the organisation’s strategies and 
objectives. In 2008 the IT Governance Institute 
(ITGI) commissioned PricewaterhouseCoopers 
to conduct a global survey on IT governance. 
The survey report indicated that good IT 
governance practices are known and applied, 
but not universally. In the South African 
context it is currently not clear to what degree 
IT governance is adopted by organisations. 

Political trust in the context of tourism 
development has remained silent in popular 
literature. The political economy approach to the 
study of tourism development provides a useful 
basis for understanding government’s involvement 
in tourism, and the importance of citizens’ trust in 
state-owned tourism institutions raising the need 
for further research (Nunkoo et al. 2012:1540). 
The need to sustain and extend public service 
delivery has caused a critical dependency on IT, 
which calls for a focus on effective IT governance. 

According to Nunkoo et al. (2012:1545) a 
significant but deserted aspect of the political 
arrangement of institutions is the influence of 
the power-sharing aspects of institutions on 
the development of public trust. Power is an 
important consideration in tourism governance, 
and a key aspect of the political economy of 
tourism development which considers tourism 
as a multi-actor field where different actors 
have their own specific interests that can adopt 
certain views, have varying degrees of influence 
on the policy process, and on the resulting policy 
direction. Accordingly, the success factors for 
effective IT governance must be determined and 
adhered to if an organisation wishes to increase the 
contribution of IT towards achieving its objectives. 
Evidence suggests that institutions characterised 
by power-sharing and consensual decision 
making by integrating citizens in the decision 
making processes, contribute to public trust.  

Nelson (2005:224) defines corporate governance as 
a set of constraints on managers and shareholders 
as they bargain to determine how the value of the 
firm is to be allocated, providing a framework 
to understand how governance practices differs 
across firms and evolve over time. Odendaal 
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(2003:5856) argues that in the jurisdiction of 
local government, ICT and planning suggest that 
the use of information technology can enhance 
the management and functioning of cities, 
and this is exactly the phenomenon discussed.  

lImItatIons 
Any other organisation that wants to use the results 
is advised to confirm the results within their own 
organisation. This limits the potential of the study 
to extract a complete picture of the challenges 
from the perspective of other departments.   

managerIal guIdelInes 
From the results of this study the following 
guidelines are given to the IT Section that have a 
sustainability solution or are planning to develop 
and implement sustainability in the future: 

•	 The organisation needs an important standard 
to determine how to align the different 
functional IT governance development areas. 

•	 Opportunities exist in all IT governance 
development areas to pursue the full benefits, 
by improving alignment through training and 
delegation. 

•	 Ethics should be considered because acquired 
assistance and delegation by management 
improve the alignment in the IT governance 
development area. The benefits associated 
with improving of this alignment. 

•	 Incentives should be made available for 
employees who were able to successfully 
attend skills development programmes and 
show an improvement in their jobs. This 
could be an encouraging factor to employees. 

•	 Preservation and/or retention strategies 
should be implemented to guard against 
employees who successfully attended and 
completed the IT governance management 
programmes from leaving the department to 
other departments or private companies. 

•	 Recognising and identifying the attempts 
and performance of employees will assist in 
improving confidence and will insist that 
employees perform better. 

•	 Employees should be fully capacitated after 
undergoing IT governance development 
training. They should be given extra duties 

to perform so that they can become experts 
in their field. If a vacancy for a higher post 
becomes available, the internal personnel 
should be given a chance to prove that they 
can do the job before the job is advertised 
externally. 

 
ConClusIon 
The findings of the study indicate that the National 
Department of Tourism’s IT section is faced with 
changes in the environment, which bring along 
a new wave of challenges. The department has to 
continually adapt its strategies and programmes 
to fit these environmental changes. An assessment 
of the environment then becomes a continuous 
process. In order for the department to thrive, it 
will need competent and skilled human resources. 
The IT governance should therefore invest in 
fruitful abilities and development programmes 
if it plans to win or manage these challenges. 

The study indicated that the perspectives prevalent 
in the department about the management of IT 
governance are inconsistent with the literature. 
The literature suggests a lengthy list of possible 
benefits that organisations can achieve by 
implementing an IT governance framework(s). 
Therefore, IT governance is not only limited to 
the delivery of various IT related benefits and 
the alignment between IT and other business 
processes. It also aims to achieve strategic 
alignment between the business intentions 
and to ensure that IT leads in to business.  

Furthermore, literature indicates that 
organisations have become fundamentally 
dependant on their IT infrastructure, as IT has 
become an enabler of critical business processes. 
Hence theory states that IT sustains and extends 
the organisation’s strategies and objectives. 

The circumstances that the National Department 
of Tourism is confronted with include 
the alignment of Information Technology 
development. These circumstances need to be 
addressed in order to support the conclusions 
drawn around the research questions. 
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aBstraCt
The study examines the role that Information 
and Communication Technology (ICT) can play 
in order to make e-government possible in the 
metropolitan areas of the Republic of South Africa.

The primary objective of the study was to 
investigate the current state of e-government in 
the metropolitan areas and any challenges that 
are encountered in rolling out e-government.

The literature review on e-government focused 
on the definition of e-government and related 
terminology and examined the role it plays in 
the ordinary life of the citizens. Challenges facing 
e-government in South Africa and Africa in general 
were addressed through the literature review.

The study focused on ICT officials across eight 
metropolitan municipalities in the country. 
From a total of 160 questionnaires sent out; 130 
were returned of which 103 were returned fully 
completed, 27 were rejected and the remaining 
30 questionnaires were not returned by the 
participants. The completed questionnaires 
were then sent for statistical analysis to the 
North-West University, Potchefstroom Campus 
where they were tested for reliability of the 
data by using the Cronbach alpha technique. 

The conclusions are based on literature, data 
analysis and interpretation. Recommendations 
are made from information gathered across the 
different topics associated with e-government in 
the study. 

Keywords: e-government, ICt, technology and 
metropolitan areas

IntroduCtIon
E-government refers to how government 
agencies use ICT to improve their services to 
and relations with citizens, businesses and other 
arms of government. Many of these technologies 
can serve a variety of different goals. These may 
be, better service delivery to citizens, improved 
interactions with business and industry, 
citizen empowerment through accessibility of 
information and more efficiency in government 
management. The resulting benefits can be less 
corruption, increased transparency, and increased 
convenience for citizens, increased revenues 
as well as cost reductions (World Bank, 2014).

The concept of a “Smart City” can  be defined as 
a city that uses Information and Communication 
Technology (ICT) as an enabler, to merge 
dimensions of smart utilities, smart mobility, smart 
economy, smart environment, smart education, 
smart people, smart living, smart health, smart 
planning and smart governance” (City of 
Johannesburg, 2011). Therefore, it is important 
for municipalities to invest in technologies that 
would enable them to better service their residents.

Smart City is a concept that is designed to 
assist municipalities to cope with the increase 
in urbanisation. It can be seen that “the world 
is undergoing the largest wave of urban 
growth in history” (United Nations Population 
Fund, 2007).  Currently seen in the IT global 
trends is the emergence of the Smart City 
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concept, whereby e-Government is used for 
improved public service offerings to citizens 
by making use of the different technologies.

Global communities will expand as through these 
types of initiatives smart cities can be connected to 
not only other local smart cities, but also to smart 
cities in other countries. Government hospitals 
could for example be connected to other foreign 
hospitals to share information while major towns 
and cities in the country can also collaborate 
and share expertise in the public service space.

ProBlem statement
The e-government progress in South Africa 
is slow and the amount of service delivery 
protests that have been experienced in the 
country do not seem to be decreasing. Many 
government agencies have a huge challenge in 
ensuring that their processes are modernised 
by means of different forms of technologies to 
enable them to provide better and improved 
levels of services at the convenience of citizens. 

The involvement of technology in service delivery 
must be investigated as well as how technology 
can be best leveraged through innovation towards 
providing the best possible public services to the 
citizens. Metropoles, as the biggest institutes 
of local government in municipalities, require 
improved accessibility of information by citizens 
which will enhance their decision making.

researCH oBJeCtIVes
The aim of this study is to understand and 
evaluate the different challenges that impede 
or slow down the progress in implementing 
e-government in the public service. 

The primary objective of this research is to explore 
the extent to which metropoles are making use 
of e-government to improve public services 
and why there is a perception of slow delivery.  
 
In order to address the primary objective, the 
following secondary objectives were formulated:

•	 To gain insight around the topic of 
e-government and public service offerings, by 
means of a literature review.

•	 To define e-government in the South African 

context.
•	 To gain insight into the benefit of 

e-government and public service offering 
and explore examples of proven best practice 
implementations.

•	 To identify the different challenges that are 
faced in rolling out e-government.

•	 To define what the South African 
e-government roll-out still needs to achieve.

 
lIterature reVIeW on e-goVern-
ment
Overview of e-government and ICT 
E-government can be described as as a 
platform that builds effective information and 
communication technologies (ICT) that will 
ensure that policies are improved, higher quality 
of services effected, greater engagement and 
participation by citizens created as well as a 
government that is able to keep pace with growing 
customer expectations (Schoeman, 2007).

Technology on its own will not solve all the 
problems, it is merely an enabler which yields the 
required results if it is underpinned by the correct 
processes and people, in this case both ICT 
officials and the public. ICT service should then 
be better, faster and more responsive and ensure 
that the ‘Batho Pele’ principles need to be driven 
harder and taken to heart by all public servants.

“Batho Pele” is an exact formulation that 
means putting the citizens first through the 
transformation of public service delivery in a 
changing South Africa (Mokhele & De Beer, 2007).

A notable feature of the South African ICT policy 
landscape is the sheer number of major projects 
such as the Reconstruction and Development 
Programme (RDP) previously and currently the 
National Development Plan (NDP) that have 
been undertaken. This arises from the fact that 
South Africa is responding rapidly, like many 
developing countries, to the recent global focus 
of ICT as a vehicle for gaining a competitive 
advantage in the global economy and also as a 
tool for social upliftment and poverty alleviation, 
as ICT infrastructure can be used to facilitate the 
upgrading of education, health care, recreation 
and other services by providing and improving 
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the quality of information and ensuring that 
communities throughout the country have 
access to such information (Moodley, 2005).

Information and Communication Technology 
reduces the traditional barriers of time and space 
by increasing the rate of growth in knowledge, 
faster transmission and increases in volumes 
which makes human endeavours across all 
spheres of life appear limitless. Information 
is the lifeblood of many organisations and 
this is nothing new, as technology has just 
revolutionised how this information is gathered, 
communicated and analysed (Kaisara & Pather, 
2011). If one examines the international trends, 
Australia is one of the leaders in how they gather, 
communicate and analyse their information.

However, Australia lacks a data-centre 
implementation plan for reserving long-term data 
information and as a result they require a data 
centre with high availability which would ensure 
government’s business operation continuity. With 
service quality increasing gradually, it would then 
be an ideal opportunity to propose capacity in an 
integrated data centre. Currently the Australian 
government has an action plan to strengthen 
institutions with information capacities, 
career plans for employees in the information 
sector and communication capabilities in 
government institutions (Chou & Lin, 2012). 

Therefore, the South African government needs 
to ensure that the different ICT personnel in 
the different metropolitan areas are empowered. 
This will ensure the successful planning and 
implementation of e-government services.

Ambitious government initiatives have been 
launched throughout the different countries across 
the globe. In December 2002, President George 
W. Bush signed and endorsed the e-government 
provisions into law which was a giant step in 
modernising public sector IT in the United States 
of America (USA). Prime Minister Tony Blair of 
the United Kingdom (UK), had set out a target 
of 100% of all government services to have been 
online by 2005 and generally across Europe one 
of the major goals of the European Union (EU), 
the eEurope plan 2005 was to have modern online 
public services in e-government (Lam, 2005).

Russia has a national information programme 
(E-Russia) that envisaged the widespread 
introduction of e-government at national, 
regional and local levels.  With these programmes 
the government had spent $2.7 billion 
between 2005 – 2010 to double its Internet 
users and to also increase its post offices with 
Internet access from 3000 to about 12000 in 
the same period (McHenry & Borisov, 2005).

Asogwa (2013) evaluated the prospects 
and challenges of e-government in 
Eastern Africa (Rwanda, Ethiopia and 
Mauritius) and found the following:

•	 Africa is a continent with 40% of the adult 
population being illiterate.

•	 PC penetration is the lowest in the world.
•	 There is a ratio of 2:2 computers per 100 

inhabitants.
•	 Internet tariffs are amongst the highest in the 

entire world.
South Africa’s overall online activity was estimated 
to be around 67% of the overall online activity in 
Africa while its population only accounted for 
about 5%. The uptake in international bandwidth is 
primarily being driven by the uptake of broadband 
and lowering of tariffs and this helps the country 
to supply up to 60% of Internet traffic to the entire 
African continent (Grobler & Dlamini, 2012).

Kroukamp (2005) identifies the following 
dimensions relating to e-government 
in the South African context:

•	 The digital divide.
•	 Public perceptions.
•	 Economic disparities/affordability.
•	 Involvement and types of technology.

The above dimensions will be discussed below 
to understand the effect that they have in the 
implementation of successful e-government 
initiatives. These dimensions will be viewed in 
line with the problem statement and objectives 
which focuses on how ICT can be used to 
enable e-government and improve the public 
offering services to the citizens of South Africa.
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The digital divide 
Baltzan and Phillips (2009) describe the digital 
divide as a situation where those with access 
to technology have a greater advantage over 
those that do not have access to the technology.

Pick and Nishida (2014) emphasise that the 
world in general is subject to a digital divide 
which represents differences in how countries 
participate in technology utilisation, technology 
accessibility, economic levels as well as 
government support. They further point to the 
importance of national technology differences as 
being evident in issues such as political unrest, 
export capacity, provision of sourced technology 
services, platforms for e-commerce including 
structures which promote virtual collaborations.

Even though more than half of the world’s 
citizens have access to ICT, its distribution 
resource has not been the same throughout the 
world. There is more communication fibre in 
Asia, North America and Europe than there is 
on the African continent. Even within the same 
continents, different ICT levels of access and 
distribution exist for countries and regions. 
While ICT is earmarked to play a key role in 
economic growth, the disparities have created 
many socio-economic imbalance problems 
throughout the entire world (Doong & Ho, 2012).

Public perceptions
Traditionally the provision of government services 
to members of the public has been through face-
to-face interaction but the developments in ICT, 
the Internet in particular, have brought about 
many changes in the way governments are able 
to provide services to its citizens.  Any measures 
that are aimed at improving the adoption rates of 
e-government services can only be successful if 
they are based on a good understanding of factors 
such as computer literacy, Internet access and 
other skills related challenges, that may impede 
that adoption, as a result this understanding needs 
to take into consideration not only the perceptions 
of the service providers but most importantly the 
perspectives of the users (Mpinganjira, 2012).

Heavy investments in funding are still required 
by the metropoles to ensure buy-in from 
its citizens on how the implementation of 

e-government will make a difference in their 
lives and ensure that they receive better service. 

Economic disparities/Affordability
The government of South Africa has been in the 
forefront of innovative ways to facilitate public 
access to e-services. Even though the country is 
well advanced in the citizens’ access to Internet 
and mobile services as compared to many other 
countries on the continent, extremely high 
levels of inequalities in access remain the biggest 
challenge. There is a huge gap that exists between 
urban and rural areas when it comes to ICT 
services in South Africa (Mpinganjira, 2013).

According to Ebbers and van Dijk (2007), there are 
many forces such as financial resources, planning, 
and top management involvement, among others, 
in different countries that resist e-government 
and as such they override those that support such 
initiatives. A crucial element would be to identify 
organisational processes of resistance and those 
that support e-government innovations. As a 
result of the above, there is a great possibility 
for e-government innovations and initiatives to 
face less or slow progress and even stagnation.

Involvement and types of technology
The South African public sector governments 
have undertaken to embark on major investments 
in ICT in the form of Internet technologies with a 
view to taking advantage of the benefits that can 
be derived from expanding the different channels 
that can be used to provide services to its citizens. 
As citizens become used to a customer-centric 
approach from the private sector, they are now 
beginning to demand the same type of services from 
government institutions (Kaisara & Pather, 2011).

Kjaer (2013) argues that the world has shifted 
from the traditional 3Ps and that real value in any 
business or organisation is measured by how well 
they navigate the new 4P bottom line, i.e. people, 
planet, purpose and then profit – in that order.

In addition to the challenges above, Ntetha 
and Mostert (2011) provide additional 
challenges on the implementation of 
e-government within the context of government:

1. A fragmented government service – two 
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or three different departments in different 
locations being responsible for registering of 
companies.

2. Poor turnaround times – citizens having to 
wait for weeks or months before documents 
can be processed.

3. Access – not all citizens or government 
officials have access to ICT or even know how 
to operate them efficiently.

4. Power failures – regular disruptions in the 
power supply create problems for business 
with a heavy reliance on ICT for service 
delivery and communication.

Given the literature above it is important to note 
that Salem (2017) identified some key divers 
for smart cities which can be adapted to foster 
growth in a smart metropolitan area. These are:

•	 Population growth that drives the need for a 
better infrastructure and quality of life,

•	 Economic competitiveness: The metropolitan 
are needs to update its vision to include 
economic global trends. For the metropolitan 
area it means a constant change in in the 
methodologies of managing the metropolitan 
area. These include changes in the management 
methodology of managing the metropolitan 
area, planning and its operations, to attain the 
needed growth momentum. The enabler here 
should be integration of the digital economy 
together with the attraction of global talent. 
These should lead to new emerging factors 
that are crucial for sustainable development.

•	 Environmental sustainability: By increasing 
their role in environmental sustainability, 
it should reduce the negative effect of rapid 
urbanization on the environment. It should 
also increase the quality of life.

•	 Quality of life: With higher technology 
adoption the metropolitan should be 
constantly adopting new technologies. 
These should lead to a higher sustainable 
environment.

Smart cities such as Dubai, etc. have now 
attained a fix broadband penetration of 
23.1% and a mobile penetration of 232.8%. 
This digital drive with good governance are 
driving the digital services and drive the wider 

acceptance of technology and innovation in 
their society and government (Salem, 2017).

With regards to social media in this event, Ellison 
and Hardy (2014) points out that the use of 
social media as yet is not really yet a vehicle to 
engage in politic dialogue. However, President 
Donald Trump seems to be the exception (News 
24, 2017). Resent debacles in the South African 
environment seem to have underscored the 
careful use of social media. This is strengthened 
by the new Cybercrime and Cybersecurity 
Bill (2017), where resending of social media 
messages might constitute a crime. At this 
stage the full effects will constitute a bit later on 
but this might redacts some value for growth.

emPIrICal studY
Research design and methodology
Reeves (2006:58) outlines the research design 
principle by using three fundamentals:

•	 Addressing complex problems in real contexts 
with the help of practitioners.

•	 Integrating known and hypothetical design 
principles with technological advances to 
render solutions to problems that are complex.

•	 Conducting rigorous and reflective inquiry 
to test and refine innovative learning 
environments and to define new design 
principles.

Population and sample
The research population in this study 
comprises of male and female employees 
in the e-government departments within 
the following metropolitan municipalities:

•	 Buffalo City Metropolitan Municipality (BUF)
•	 City of Cape Town Metropolitan Municipality 

(CPT)
•	 City of Johannesburg Metropolitan 

Municipality (CoJ)
•	 City of Tshwane Metropolitan Municipality 

(TSH)
•	 Ekurhuleni Metropolitan Municipality (ERK)
•	 eThekwini Metropolitan Municipality (ETH)
•	 Mangaung Metropolitan Municipality (MAN)
•	 Nelson Mandela Bay Metropolitan 
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Municipality (NMB)
The rationale was that at the stage of the compiling 
of this document, these were the only existing 
metropolitan areas in South Africa and a saturation 
approach were utilized, i.e. questionnaires were 
sent out to all the existing metropolitan areas.

Data-collection instrument
The common measuring instrument used in 
this research for the collection of raw data was 
a questionnaire (quantitative) This method 
were utilized as there were a time contain 
on it. The questionnaires were distributed 
in the different offices and towns where 
the e-government officials of the different 
metropolitan municipalities are based.

The questionnaires were returned over a period 
of 3 – 6 weeks and were handed over to the 
North-West University statistical consulting 
services for data capturing and analysis.

A total of 160 questionnaires (there are only 
160 CT officials in total) were issued to the 
participants and 103 completed questionnaires 
were received, amounting to a response rate 
of 64.38%. The remaining 57 questionnaires 
comprised of 30 questionnaires that were not 
returned and another 27 which were rejected 
as they had not been correctly completed.

Limitations of the study
Based on the slow response rate of the 
questionnaires, incorrectly completed 
questionnaires and the responses to some 

of the strategy questions, the following 
limitations were encountered in the study:

•	 Employees were not willing to participate 
regarding their area of work.

•	 Employees were not providing a true reflection 
of the status quo with their answers.

•	 Obtaining responses from people located in 
different parts of the country.

•	 A lack of understanding from employees on 
the impact of their work on service delivery 
issues.

 
Validity and reliability
Validity signifies the level of quality and rigour 
of the research and has a significant impact 
on the quality of inferences that are generated 
from the study (Zachariadis et al., 2013).

Kennedy-Clark (2012) argues that the criteria 
for reliability fall into two categories, viz. 
trustworthiness and the research design. 
She further states that there is a need and 
value for research students to contribute to 
the understanding of design studies which 
are guided by a trustworthy research design.

Statistical analysis
Frequencies
Below are numbers that have been 
used to summarize and describe the 
data obtained from the questionnaire.

Figure 1 shows the different categories within 

fIgure 1: leVel of management
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management that the participants fit into. The 
highest number of people in management are 
people in supervisory positions with 31%. Middle 
management and senior management are 22.6 % 
and 19% respectively while people in directorship 
positions make up the smallest portion at 13.1%. 
14.3% of the respondents indicated that they might 
be in some other position within the ICT structure 
other than the ones referred to in Figure 1.

The profile of the different management levels 
enables this study to determine the validity and 
reliability of the participation group on this 
research paper. The information provided by 
the respondent can be treated with a high level 
of validity and reliability as the t-tests suggest.

Descriptives (n = 103)
Sekaran and Bougie (2013:268) the ideal sample 
size out of the given population of 160 is 113. As 
Sekaran and Bougie (2013:266) indicates as there 
are only 160 available persons, it is not possible 
to sample all of them and a correction formula 
needs to be applied. This correction formula is:

When applying the correction formula it 

should lead to a new sample figure below 
that of the current response rate. Thus 
the sample of the population is adequate. 

The means for the three questions (Table 1) 
demonstrate that 60% of the respondents 
were in agreement and that there had 
been an improvement in the roll-out of 
e-government while the disagreement of the 
remaining 40% drive the public’s perception 
about the slow rate of service delivery. 

A larger percentage, as depicted in Table 
2, responding to section 3.1 (above 60% 
on all 4 questions) of the participants are 
in agreement over the high costs that are 
associated with e-government. Therefore, 
South African metropolitan municipalities, 
need to ensure that sufficient funding is made 
available to address the costs related to the 
successful implementation of e-government.

While the costs of introducing and maintaining 
e-services are perceived to be high, the responses 
demonstrate the belief that benefits for rolling out 
e-government are evident and easily demonstrable. 
In a country like ours where there high levels 
of unemployment, the cost of e-government 
services to the citizens might prove the most 

taBle 1: Progress of e-goVernment

section Question/
statement

strongly 
disagree disagree agree strongly 

agree

number 
of 

missing
mean standard 

deviation

2.1 A

You have seen 
an improvement 
in the roll-out of 
e-government in 
your country

10.7 26.6 55.3 7.8 0 2.6 0.78

2.1 B

You have seen 
an improvement 
in the roll-out of 
e-government in 
your department

9.7 30.1 47.6 12.6 0 2.63 0.83

2.1 C

You have seen 
an improvement 
in the roll-out 
of e-government 
in your 
mu n i c ip a l i t y /
local government

12.6 21.4 54.4 11.7 0 2.65 0.85
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complex of all the challenges listed in this study.

The usage, skills and access part of the 
questionnaire highlighted concerns towards the 
high levels of skills and access to services by the 
e-government officials (Table 3). There were also 
concerns around online fraud and theft but the 
biggest challenge that e-government officials 
have highlighted on this part of the questionnaire 
is the low levels of motivation amongst 
the officials to use e-government services. 

South African companies experience more fraud 
and bribery than their counterparts elsewhere 
in the world, the PricewaterhouseCoopers 
Global Economic Crime Survey (2016) and 
did not change since 2014. They were being 
hit by a higher incidence in most categories 
of economic crime — bribery, corruption, 
asset misappropriation, procurement fraud, 
human resources fraud, money laundering, 
tax fraud, and financial statement fraud.

Much of this fraud is referred to as cybercrime, 

which is broadly defined as any form of criminal 
activity involving the use of computers and 
the Internet. The most common cybercrimes 
are identity theft, phishing and smishing (the 
SMS version of phishing), and the numerous 
guises of credit card fraud (Beetar, 2014). 

69% e-government officials are fairly positive 
about the implementation and roll-out of 
e-government services to the public using 
different languages and available e-government 
applications (Table 4). These are easy to use and 
understand. Great strides and improvement will 
be required in making this services available to 
people with disabilities and ensuring greater 
levels of security on the authentication and 
identification of users. This will also address 
the issue of fraud highlighted in the usage, 
access and skills part of the questionnaire. 

The language barrier should be treated with 
caution as this may be the very same reason 
why people are not making use of the services, 
there may be additional cost implications 

taBle 2: Costs of ImPlementIng e-goVernment

section Question/
statement

strongly 
disagree disagree agree strongly 

agree

number 
of 

missing
mean standard 

deviation

3.1A

There are high 
costs involved 
in providing 
e-government 
services

1 22.5 53.9 22.5 1 2.98 0.7

3.1B

There are high 
costs involved 
in developing 
e-government 
services

1 14.7 61.8 22.5 1 3.06 0.64

3.1C

There are high 
costs relating 
to compli-
ance with e-
government 
regulations

3.9 25.5 54.9 15.7 1 2.82 0.74

3.1D

You are able 
to demon-
strate cost v/s 
benefits of e-
government

3 25.7 53.5 17.8 2 2.86 0.74
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taBle 3: usage, sKIlls and aCCess to e-goVernment

section Question/
statement

strongly 
disagree

disagree agree strongly 
agree

number 
of 

missing

mean standard 
deviation

3.2A The ICT skills 
levels of e-gov-
ernment officials 
are high

16.5 31.1 41.7 10.7 0 2.46 0.89

3.2B There are a lot 
of concerns over 
online fraud and 
theft amongst e-
government offi-
cials

9.7 26.2 33.0 31.1 0 2.85 0.97

3.2C There’s a strong 
m o t i v a t i o n 
amongst e-gov-
ernment officials 
to use e-govern-
ment

14.6 35.9 34.0 15.5 0 2.50 0.92

3.2D E-government of-
ficials have access 
to all e-govern-
ment services

16.5 30.1 40.8 12.6 0 2.49 0.91

taBle 4: ImPlementatIon and roll of e-goVernment

section Question/
statement

strongly 
disagree disagree agree strongly 

agree

number 
of 

missing
mean standard 

deviation

3.3A

Can e-govern-
ment services 
be offered in 
different lan-
guages used in 
the country

11.7 22.3 49.6 19.4 0 2.73 0.90

3.3B

Is there provi-
sion for access 
to e-government 
services by 
people with dis-
abilities

12.6 37.9 37.9 11.7 0 2.48 0.86

3.3C

Are e-govern-
ment applica-
tions easy to use 
and understand

11.7 27.2 44.7 16.5 0 2.66 0.89

3.3D

Is there sufficient 
security on au-
thentication and 
identification of 
e-government 
services

11.7 35.0 35.0 18.4 0 2.60 0.92
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associated with these but it may be costs 
that are well worth the associated spend.

The metropoles would need to ensure that 
the translation processes are facilitated by 
people with a good knowledge of the subject 
matter (e-government) and the languages 
involved in translation. In line with the 
previously discussed concepts of the Batho 
Pele principles, e-government services should 
be available to all the citizens of South Africa 
without any prejudice or discrimination.

In Table 5 the responses on section 3.4 of the 
questionnaire demonstrates that there are a number 
of critical aspects that needs to be addressed. 
These are items such as forging partnerships with 
private sectors, e-government policy support, 
suppliers and service providers of e-government. 

It appears as though there’s a strong preference 
not to implement e-government which may 
re-enforces previously mentioned points 

relating to motivation and the required skill 
levels. Access to suppliers and the ability to 
obtain more service providers does not appear 
to be a major concern as per the responses.

The results on section 3.5 of the questionnaire 
(Table 6) indicates that the participants’ views on 
technologies used in their departments as an area 
for concern. The champions of e-government 
initiatives needs to ensure that they keep up to date 
with the changes and trends in the technological 
space and forms partnership with ICT service 
providers in their areas of operations and expertise. 

There is a 50/50 split on the strategy challenges 
presented by the responses presented on section 
3.6 of the questionnaire as depicted in Table 7. 
This can be attributed to an environment where 
an organisations’ strategy is crafted but not 
shared with all the role players in the execution 
of that strategy. Perhaps one central planning and 
commitment centre is required to be responsible 
for all e-government services to be the custodians 

taBle 5: suPPort and admInIstratIVe CHallenges to e-goVernment

section Question/
statement

strongly 
disagree disagree agree strongly 

agree

number 
of 

missing
mean standard 

deviation

3.4A

Is there a lot of 
change resis-
tance by e-gov-
ernment officials

8.2 24.5 38.8 28.6 5 2.88 0.92

3.4B

Do you have a 
list of suppliers 
that support e-
government ser-
vices

14.3 24.5 50 11.2 5 2.58 0.87

3.4C

Are you able to 
obtain more ser-
vices providers 
that support e-
government ser-
vices

15.3 24.5 48 12.2 5 2.57 0.9

3.4D

Do you have 
enough policy 
support for e-
government

15.5 32 38.1 14.4 5 2.52 0.93

3.4E

Your department 
forges partner-
ships with the 
private sector

18.4 25.5 45.9 10.2 5 2.48 0.91
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of all initiatives and strategies which will also 
help with improving collaboration between the 
different metropoles. Structured ad organised 
planning as well as innovative initiatives 
should be encouraged amongst ICT officials.

Responses to the questions in section 3.7 of 
the questionnaire (Table 8) paints a positive 
picture in relation to the service challenges 
that exists within the e-government space. The 
positive areas as per the responses relate to the 
availability of e-government services online, the 

use of technological centres and a centralised 
department overseeing all e-government 
offerings. Improvement all round will be required 
in terms of the provision of this services with great 
emphasis required in ensuring greater turnaround 
times to the users of e-government services.

A rating of the services that are provided must 
be considered to enable ICT officials to obtain 
feedback from the citizens that they serve.

taBle 6: teCHnologY CHallenges to e-goVernment

section Question/
statement

strongly 
disagree disagree agree strongly 

agree

number 
of 

missing
mean standard 

deviation

3.5A

Your depart-
ment makes use 
of a variety of 
technologies

12.1 24.2 45.5 18.2 4 2.7 0.91

3.5B

Your department 
often taps into 
the infrastruc-
ture available in 
your metropoli-
tan area

18.2 26.3 39.4 16.2 4 2.54 0.97

taBle 7: strategY CHallenges to e-goVernment

section Question/
statement

strongly 
disagree disagree agree strongly 

agree

number 
of 

missing
mean standard 

deviation

3.6A

Do you have 
a strategic e-
g o v e r n a n c e 
plan for a mini-
mum period of 
6 years

28.4 24.2 36.8 10.5 8 2.29 0.95

3.6B

If there’s a plan, 
is it regularly 
reviewed & up-
dated

23.4 35.1 30.9 10.6 9 2.61 0.96

3.6C

Are you con-
nected to other 
smart cities in 
the country

16.8 22.1 44.2 16.8 8 2.42 1

3.6D

Are there re-
cent initiatives 
that you have 
undertaken on 
e-government 

22.1 28.4 34.7 14.7 8 2.61 0.83
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reCommendatIons and ConClu-
sIons
The conclusions begins with examining how the 
results of the study have been able to assist in 
meeting the primary and secondary objectives. 
Once the primary and secondary objectives 
have been met, the study will enable this study 
to determine how ICT can enable e-government 
in the municipalities. A deeper understanding 
of the challenges that slow down the progress of 
e-government can assist in providing insight on 
how municipalities should go about setting and 
achieving their e-government objectives and goals.

The primary objective of this research was to 
explore the extent to which metropoles are making 
use of e-government to improve public services 
and why there is a perception of slow delivery. 

The study has conclusively demonstrated that (by 
making use of a questionnaire on the successful 
roll-out of e-government) that the following 
challenges have to be adequately addressed 
to drive the successful implementation of 
e-government services in metropolitan areas:

•	 Lack of motivation amongst e-government 
officials to use e-government services.

•	 Security on authentication and identification 
of e-government services.

•	 Access to e-government services by people 
with disabilities.

•	 Policy support for all e-government initiatives.
•	 Partnerships with the private sector.
•	 Lack of a strategic e-government plan.

The above factors are critical in 
addressing the success or failure of using 
ICT to enable e-government services 
to improve the lives of the citizens.

The research results will hopefully contribute to 
an understanding of the relationship between 
e-government in the metropolitan areas in a South 
African context and public service offerings.

The study has also provided a basis for the 
different technologies that must be explored 
and evaluated in order to be utilised through 
e-government to the benefit of society at large.

taBle 8: serVICe CHallenges to e-goVernment

section Question/
statement

strongly 
disagree disagree agree strongly 

agree

number 
of 

missing
mean standard 

deviation

3.7A

A lot of e-
government 
services are 

online

9.5 32.6 45.3 12.6 8 2.61 0.82

3.7B

Do you know 
and make use 
of any tech-

nology service 
centres

9.5 24.2 45.3 21.1 8 2.77 0.88

3.7C

E-government 
services are 
offered from 
a centralised 
department

6.3 31.6 49.5 12.6 8 2.68 0.77

3.7D

E-government 
services are 
provided to 
citizens with 
good turn-

around times 

17.9 28.4 37.9 15.8 8 2.51 0.96
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Limitations of the study
ICT officials within the different metropoles 
have different objectives regarding e-government 
and this can be viewed as a limitation as they 
have different mandates or objectives that are 
set out for them in respect of their immediate 
surroundings. A further limitation is that most 
senior ICT officials within the metropolitan 
areas delegated participation in this study to 
their subordinates which made it difficult to 
address key strategic issues on e-government.

Summary of the study results
As set out in the objectives, the factors that 
might have an influence on the slow progress 
of e-government have been identified and were 
addressed as challenges within the questionnaire.

The following components within the different 
challenges would still need to be analysed by 
the different metropoles as per the responses:

•	 Overall costs associated with provision of 
e-government services.

•	 Accessibility of e-government services 
in different languages and to people with 
disabilities.

•	 Policy support for e-government, collaboration 
between the different metropoles and 
partnerships with the private sector.

•	 Strategic planning and innovative initiatives.
 
Recommendations
The following a list of recommendations 
that can be implemented to address 
the use of different technologies in the 
municipalities to ensure improved public 
service offering amongst the citizens:

•	 The South African metropoles have to 
implement and adapt a full programme for 
e-government while there is still excitement 
and hype going on around the topic of 
e-government.

•	 A skills assessment should be carried out to 
evaluate whether the necessary skills exist 
within government to optimally implement 
e-government, with the results being input 
into recruitment strategies.

•	 Metros have to make use of e-government to 
improve the quality of information in order to 
facilitate the upgrading of education, health 
care, recreation and other services.

•	 Reduce the cost of providing e-government 
services to the public.

•	 Authorities need to implement the use 
of e-books and e-readers in the school 
curriculum system from an early age to get the 
learner to make first contact with technology 
from an early age.

•	 The digital divide has to be bridged by putting 
more emphasis on areas of society that do not 
have access to technology and also put in place 
programmes to improve the technological 
literacy of the citizens.

•	 Authorities have to capacitate ICT departments 
in the municipalities with human resources 
that have an ICT background to implement 
e-government plans in the most successful 
way.

•	 They must position the objectives of 
e-governance reform against new possibilities 
of a digital systems.

•	 They must provide secured, private and 
reliable platforms for services to be rendered 
to the citizens with sufficient authentication 
and identification.

•	 They must adopt as many South African 
languages as possible when implementing 
e-government service offerings to the citizens 
and also accommodate users with disabilities.

•	 To address the internal resistance to 
e-government a change management 
programme should be introduced to further 
build upon this study in identifying and 
remediating the underlying causes for 
resistance within government.

•	 E-government strategy and tactical 
implementation plans need to be better 
communicated across the different levels of 
government.

•	 Provide easy to use technology that is free/
cheap and maintains a regular interaction 
with the citizens. E.g. Free Wi-Fi at public 
transport hubs such as taxi ranks, bus stops 
and train stations.
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•	 They must see to the crafting of a baseline or 
framework on e-government that includes all 
the factors that needs to be addressed when 
rolling-out e-government.

 
Recommendations for future research
It is recommended that future research be 
extended to the national and provincial 
governments. With the inclusion of national and 
provincial government, local municipalities will 
be able to have an idea of what informs the views 
or opinions of senior ICT officials in addressing 
specific outcomes and value–added service 
delivery offerings that the citizens requires.

Additional research also on the available 
architectural overview and the technological 
landscape in the South African e-government 
space to enable the metropoles to identify 
technology that is available and not being 
used efficiently or technology that is 
required to drive e-government services.
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aBstraCt
The business environment has become subject 
to an ever faster changing and more complex 
environment that calls for businesses to develop 
dynamic capabilities. Foresight has become a 
crucial managerial skill to be able to adapt to 
these changes and make sure businesses are 
aligned in order to survive. Three crucial areas 
were found that affect this, namely strategic 
management, innovation management and 
future research. From the results, it was found 
that there is still a big weariness to the adaption 
of new technologies in academic institutions. 
After identifying critical components and the way 
they interact, a proposed formula for foresight 
has been developed, which is able to measure 
and assess this critical skill in an organisation. 

Keywords: foresight, innovation manage-
ment, strategic management, future research  

IntroduCtIon
Faster changing times along with technology and 
society create genuine uncertainties in the business 
environment that have increased the need for 
strategic foresight and have been acknowledged 
to play a significant role in organisational 
success and renewal (Sarpong et al., 2013:33). 
Certainly the necessity of technology, nowadays, 
is the most common argument for foresight 
along with the social complexity that intensifies 
as new permutations arises. This interferes 
with the predictability of rational stakeholder 
actions that call for new ways to define and 
encourage new ‘development’ (Fidler, 2011:451).

Researchers and practitioners agree that foresight, 
i.e. the ability to foresee how the future might 
unfold, is an important strategic capability that is 
critical for effective long-term planning; however, 
very little systematic research has been conducted 
on this practice (Peter & Jarratt, 2013). Foresight 
can be defined as a crucial function that is used 
to prepare for the future; not only to identify 
the promising technological pathways, but 
also to engage relevant stakeholders and create 
common visions, which are turned into actions 
to achieve these (Könnölä et al., 2010:252). 

Foresight is the ability to plan and think 
systematically about future scenarios that 
assist decision-making in the present and 
have been applied extensively by corporations 
and governments alike in crisis management 
(Constantinides, 2013:1657). Foresight is 
perhaps the most comprehensive option, 
suitable for providing policy support and to 
address major societal challenges since the 
recognition of broader concerns encompasses 
the entire innovation system, including societal 
perspectives (Könnölä et al., 2011:252). 

There are substantial rewards for integrating 
foresight methods into the planning process to 
envisage alternative futures, provided the risks 
of pioneering aligned with those futures are 
recognised and managed (Peter & Jarratt, 2013). 
There is, however, potential for further research 
into how foresight is a more dynamic organisational 
practice with attention to the underlying 
processes through which managers can improve 
their actions to include strategic foresight within 
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their organisations (Sarpong et al., 2013:39).

The primary objective of this study is to assess 
the use of foresight as a managerial skill to 
manage business decisions within selected 
higher academic institutions. The secondary 
objectives of this study focused on determining 
the factors on which foresight is dependent, 
identifying the skills that affect the development 
of foresight, understanding current methods 
used to implement foresight, determining the 
skills that are critical to the successful use of 
foresight and understanding the relationship 
technology has on the use of foresight. 

lIterature reVIeW on foresIgHt
In order for organisations to have long-term 
successes, they need to adapt frequently to their 
environment. This underlies the need for the 
ability to manage the continuous adaption to 
incremental changes and the ability to detect 
discontinuities very early to manage radical 
changes through corporate strategy, innovation 
management, and their internal structures 
(Rohrbeck, 2011:1). The complexity of these 
social, technological, political and economic 
phenomena makes their anticipation a necessity, 
thereby causing them to be indispensable for 
choosing a working strategy that empowers the 
company to be competitive (Magruk, 2011:700). 

Stout (1995:3), the main leader in this philosophy, 
states that foresight is not forecasting the future, 
but rather the creation of the future, which forms 
the first of the three fundamental principles of 
foresight as a process. The second fundamental is 
that neither a single man, nor a single company is 
able to create the future alone and the third is that 
new knowledge can benefit many; knowledge kept 
secret is worthless knowledge (Magruk, 2011:700). 

Furthermore, there are three major characteristics 
governing foresight, which are grouped into three 
major building blocks. The first block is building 
knowledge that leads to the development of 
strategic vision and anticipatory intelligence 
considering alternative futures based on a 
multidisciplinary base. These include evidence-
based approaches, interactive and participatory 
methods of analysis and collective interactions 
that enhance collective learning. The second 

building block is building networks. Here, 
the process of co-production of communities 
of stakeholders is used as an instrument of 
transaction, dialogue, negotiation, cooperation 
and alignment (Amanatidou, 2014:1).

The third building block is the building of 
participation and action. This brings more 
stakeholders and points of view into the decision-
making processes, with an orientation to inform 
present-day decisions, coordinate agents and 
policies, and shape behaviours and routines 
in view of taking concrete actions towards the 
realisation of a jointly defined future (Amanatidou, 
2014:1). The above literature indicates the origins 
from where the three main fields of foresight 
have evolved. Figure 1 below shows how the 
following areas will have an impact on the 
company and its ability to adapt to the future. 

All of these can be subdivided into one of 
the following sub-groups on which research 
has been conducted (Rohrbeck, 2011:12):

•	 The strategic management perspective. 
•	 This field of research includes the focus on 

ambidexterity, environmental scanning and 
decision-making.  

•	 The innovation management perspective.
•	 Findings had a significant contribution to the 

research streams on radical innovations and 
technological disruptions.

•	 The future research perspective. 
Foresight processes are already supported by a 
large diversity of software applications, which 
include trend databases, analytical software for 
trend extrapolation or scenario software packages. 
Some of these software packages include Data 
Applied, DevInfo, RapidMiner, PAW and Root.

Therefore, for the purposes of this article, 
foresight is defined as a systematic, participatory, 
future-intelligence-gathering, and medium- to 
long-term vision-building process, aimed at 
enabling everyday decisions and mobilisation 
joint action. These should ultimately help the 
adaptation to future developments that would 
reflect in decision-making with software serving 
as a facet of forward-looking decision support 
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and can be referred to as an information and 
communication technology tool (Keller, et al., 
2014:82; Predictive Analytics Today, 2013).

Figure 2 shows six steps in the foresight 
process, which constitute the following: 1 
Preparation, 2 Identification Scanning, 3 
Data Collection and Foresighting, 4 Filtering, 
Analysis and Interpretation, 5 Decision-
making and lastly 6 Implementation.

foresIgHt stYles
On the examination of how foresight has been 
applied in organisations, there were six various 
styles found. These showed that there is a range of 
qualities of foresight competencies that proposes 
six styles with four specific areas affecting these 
styles and how they utilise foresight when 
confronted with external change. The four areas 
identified are temporal orientation, holistic or 
dual purpose thinking, structural orientation 
and activity orientation (Dian, 2009:59). With 
the four areas influencing the foresight styles, it 
is necessary to understand what each is. The six 
foresight styles, according to Dian (2009:68), are: 

•	 The futurist style has two sides. The first 
side distinguishes between trends and fads 

due to their knowledge of history along with 
social patterns and their focus is more on 
thinking approximately five to 20 years or 
more and understanding that trends have 
both a positive and negative character, but 
are neutral observers of what is happening in 
the environment around them. The second 
side focuses on putting forth messages that 
communities, politicians and companies need 
to hear, with the content informing them of 
possible consequences of behaviour and what 
might be expected in the future. They always 
try to look for perspective, trying to see the 
whole picture. 

•	 The activist focuses on creating measures that 
ensure the best future is realised and gains 
insight from futurists and spreads them. They 
are motivated by a strong commitment to 
what they do and determine a course of action 
that they are committed to while expecting to 
be equally enthusiastic. They introduce new 
ideas and innovation into the system or fight 
the implementation of a new system.  

•	 opportunists are driven by surviving the 
present and trying to change the future by 
assuring the present is as good as possible 
where they can be found focusing on quick 

fIgure 1: CorPorate foresIgHt In tHe modern organIsatIon 
sourCe: roHrBeCK (2011:12)

fIgure 2: PHases of foresIgHt ProCess 
sourCe: Keller et al. (2014:82)
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changing fads and short-term goals. The 
positive opportunists are good at fund raising, 
while they may lose focus on the whole picture 
while they are focused on raising money.  

•	 flexist individuals get more things 
done, specifically tasks revolving around 
administrative tasks such as planning and 
organising. They are grounded in the present 
but are interested in new innovations that 
can improve survival capacity where the 
innovations often come from futurists and 
activists. Flexists, who are the integrators of 
new ideas, help the masses to reach the critical 
number necessary for change. They have the 
power to implement change or deny it and are 
driven by survival.  

There are two types of flexists, leading and 
later flexists. Leading flexists are more likely 
to become interested in new ideas that are put 
forward and adopt the new concept, behaviour 
or innovation. Later flexists will adopt the new 
idea only after it has been tested by others, 
and source their information from experts, 
colleagues, trusted friends and family members.

•	 equilibrists see survival as a matter of staying 
in balance where the need that is grounded 
in the system is not often understood, but 
change is an unavoidable characteristic of 
the system. They strive for balance that never 
occurs within the system. Systems that stay in 
balance would mean they are in homeostasis 
and there would be no change and therefore it 
is seen as a disruption. 

They understand that there are problems, 
but often provide ways to avoid the problems 
instead of solving them and lead to negative 
behaviours such as keeping quiet, putting up 
with things, small theft and more They are 
positive in keeping an organisation running, 
but negative in the sense that they do not 
understand the gains change could bring. 

•	 re-actionists play an interesting part in the 
ensuring of survival of an organisation, since 
they are the group that withhold the change 
and future development. This is bad, since 
they have trouble comprehending the reason 
for change and that planned benefits are 
worthwhile. The bad is when they find the 

unknown more as a survival threat than the 
known, even if the known is not good. The 
main function of these individuals is to keep 
the futurist and sometimes the activist from 
getting out of hand, considering that change 
for the sake of change is not always good. 
They focus on the past, ensuring the good and 
securing is what is still working. 

Understanding these foresight styles within an 
organisation helps getting the most value from each 
and how they impact the way the organisation is 
managed in terms of strategic intent and innovation. 

strategIC management 
In the mature global industries, drivers of change 
generally lie within the macro-environment and, 
due to their large-scale nature, their huge numbers 
and tight mutual relationships, these macro-forces 
are fundamentally beyond control or any influence 
from any major industry players. Firms therefore 
face great complexity by adopting an explorative 
approach, which lies within the planning and 
adaptive schools taking into consideration various 
external factors such as politics, economics, social 
and technology. Tools such as scenarios and 
real options are very valuable for the systematic 
collection, processing and organising of 
knowledge about future events and likely changes 
in the macro-environment, which empower 
executives for action as soon as uncertainty 
starts being resolved (Vecchiato, 2012:446).

Highly dynamic industries are subjected to key 
disruptive drivers of change, which are relatively 
few and tend to be endogenous, since they are 
rooted within technologies and customer needs. 
This, according to the visionary and transformative 
approach, leads to the understanding that firms 
may pre-emptively seek to control the evolution 
of drivers of change to a certain extent, by 
playing an active role in the establishing and 
shaping of these drivers (Vecchiato, 2012:446).

The use of resources in strategic management 
focuses on the understanding that shows that 
firms that achieve and maintain a competitive 
advantage view the firm as a bundle of resources 
(human, processes, practices, and more) that 
are unique to each firm. It has been proposed 
that in the newer dynamic markets, companies 
should be able to renew their portfolio of strategic 
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resources, which refers to a firm’s dynamic 
capabilities (Rohrbeck & Schwarz, 2013:1595).

An example is the use of Big Data that is 
becoming an integral part of companies. 
If managed correctly, it can lead to them 
outperforming their peers. Most industries have 
established competitors and new entrants alike, 
which can leverage data-driven strategies, to 
innovate, compete and capture value. Big Data 
aids the creation of new growth opportunities 
and enables new categories of companies, where 
many of these companies will sit in the middle 
of large information flows. These companies 
interpret what data show about products and 
services, buyers and suppliers, consumer 
preferences and intent (McGuire et al., 2012).

Innovation management
Considering innovation management, there are 
two major research streams that are of particular 
importance: radical innovation and technological 
disruptions. These focus on the fundamental 
aspects of how these changes occur or are created 
and how companies manage endogenous and 
exogenous change proactively (Rohrbeck, 2011:25). 

Radical innovation
In times of radical change and discontinuities, it is 
perceived that companies that are first to perceive 
and understand a trend, will be in the position to 
gain competitive advantage. Research in the field 
of radical innovation searches for capabilities that 
make it possible to generate discontinuous leaps 
that will bring out new generations of products 
that will outclass those of rivals. Innovations can 
be classified as radical when they can deliver a 
five- or tenfold increase in product performance, 
produce entirely new product performance 
measures, or if they have produced a cost reduction 
of at least 50%. Innovativeness can be divided 
into four measurable dimensions, which consist 
of the market, technological, organisational and 
environmental dimensions (Rohrbeck, 2011:29).

Absorptive capacity relates to the general capacity 
of individuals, groups, and firms to recognise 
the value of new information, choose what to 
adopt, and apply innovation where the concept 
is the idea that accumulated experience with 
adoption and invention improves the capacity to 

recognise and absorb high quality external ideas 
and create valuable inventions (King & Lakhani, 
2011:2). It is important that key individuals 
in radical innovations should also be suitable 
as participants in vision building activities 
that have been indicated as key capabilities 
in both management of radical innovation 
and corporate foresight (Rohrbeck, 2011:30).

Disruptions
Research has found two major success factors to 
manage discontinuous change. The first is the ability 
to forecast and foresight, for example, by being 
able to gather information on the potential impact 
and direction of emerging discontinuities and the 
second, the ability to create insight, for example, 
the interpretation of the potential discontinuity in 
a collaborative fashion in order to make insights 
become actionable (Rohrbeck, 2011:34-35).

The increasing phenomena where social, service, 
low-tech, relational and value innovations are 
being considered highly relevant innovation 
arenas, extend the standard definition of 
discontinues change. New to the latter mentioned 
is open innovation, which places the focus on the 
firm as being the key innovation actor that has 
been broadened towards social entrepreneurs, 
users, customers, public sectors and citizens being 
the new actors (Schirrmeister et al., 2013:454).

It is evident that creativity is no longer exclusively 
assigned to specific professions, but now extends 
to ordinary people and everyday life as opposed 
to designers, artists or entrepreneurs. This then 
leads to the understanding that the change in 
innovation can no longer be investigated as a 
change in direction or priority, but needs to be 
recognised as change of kind, and therefore future 
innovation landscapes may function according 
to different logic (Schirrmeister et al., 2013:454).

The absorptive capacity of the firm refers to 
the set of skills of organisations, routines and 
processes that they use to acquire, assimilate, 
transform and exploit knowledge to produce 
their dynamic organisational capability. These 
capabilities are then translated into creating 
a sustainable competitive advantage for the 
firm to survive over time, which is based upon 
strategic resources identified beforehand for this 
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purpose. Research about dynamic capabilities 
shows that strategic resources have lost its 
value over time, thereby causing the need for 
firms to develop innovative capabilities and 
instruments that renew strategic resources for 
them in order to maintain their competitive 
advantage (Van der Duin et al., 2014:64).

The purpose for companies is to use these 
disruptive technologies to their advantage 
without hindering existing relationships with 
customers, partners and stakeholders. The 
importance then is to understand that disruptive 
technologies are a new way of doing things 
that initially do not meet the needs of existing 
customer needs and that they open new markets 
and destroy old markets (Baltzan, 2013:182). 

The 21st century organisations still lacked 
a proper tool to create and formulate new 
strategies, which called for the introduction 
of the business model canvas (Osterwalder 
& Pigneur, 2010:99). The canvas explains the 
rationale of how organisations create, deliver 
and capture value. The canvas ties together, the 
who and the how to find the why. The external 
influences are the environmental influences such 
as industry forces, market forces, key trends 
and macro-economic forces (Blank, 2012).

The business model canvas shows how companies 
and operating divisions are creating, delivering 

and capturing value by how it is filled with facts 
of the company or division.  Figure 3 shows the 
model and illustrates the well-known building 
blocks. Forecasts are based on a series of 
known conditions in this model (Blank, 2012).  

Research has shown that truly discontinuous 
innovations are new products or services that 
require the end user and the marketplace to 
dramatically change their past behaviour, with 
the promise of gaining equally dramatic new 
benefits. In the technology adoption lifecycle 
in Figure 4, there are five stages that describe 
how people in organisations react. According 
to Moore’s model of technology adoption 
lifecycle (Burgelman et al., 2009:429), these are:

•	 Innovators. These are the people who are 
technology enthusiasts and are fundamentally 
committed to new technology on the grounds 
that sooner or later it would improve our lives. 
They love to play with new technology and to 
get their hands on the latest innovation.

•	 Early adopters. These are the visionaries 
who want to use the discontinuity of any 
innovation to make a break with the past and 
start an entirely new future. Their expectation 
is that by being first to exploit the new 
capability, they can achieve a dramatic and 
insurmountable competitive advantage. 

•	 Early majority. Pragmatists are the people 

fIgure 3: BusIness CanVas model 
sourCe: BusIness model foundrY (2014)
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who make the bulk of all the technology 
infrastructure purchases and do not love 
technology for its own sake, but are careful 
to employ new technology. They believe in 
evolution and are interested in making their 
companies’ systems work effectively. 

•	 Late majority. They are seen as the 
conservatives, who are pessimistic about 
what they stand to gain from technology 
investment and undertake them only under 
duress, typically because the remaining 
alternative is to let the rest of the world pass 
them by. They are very price-sensitive, highly 
sceptical and very demanding. Rarely do their 
demands get met since they are unwilling to 
pay for the extra services. 

•	 Laggards. These are the sceptics who like 
to challenge the hype. They are not seen as 
potential customers, but rather act as ever-
present critics.

 
Understanding that people are categorised 
into various stages of the technology lifecycle, 
it is important that innovation needs to 
be nourished within the organisations. 
In Figure 5, there are six best practices of 
innovation mentioned. These practices are 
as follows (Baltzan & Philips, 2010:506):

•	 Finding your relevant edge. Businesses need 
to find relevant edges that will test and push 
their current performance.

•	 Assemble innovation hothouses. There needs 
to be motivated people attracted to these edges 

and working together around the challenging 
performance issues. 

•	 Reward risk takers. Recognise that the people 
attracted to the edge are risk takers and 
provide environments that support risk taking 
and reward both success and failure. 

•	 Celebrate diversity. The edge does not just 
foster risk taking, but also a very different 
culture that is also edgy, and these cultures 
need to be protected. 

•	 Look around. Ways need to be found how 
appropriate insights that could be utilised 
from adjacent disciplines and even more 
remote areas of activity.  

•	 Mix practitioners and developers. Here, the 
users and developers of new technologies 
need to be brought together, where they can 
get into direct contact in order to evolve their 
practices to better use it.

ConClusIon on tHeorY
Foresight is influenced by three main fields, 
which consist of strategic management, 
innovation management and future research. 
The core revolves around the sharing of 
knowledge, which leads to creating a more 
comprehensive vision and assists in anticipation 
that requires more multiple-disciplined abilities. 
Furthermore, it relies on networks that lead to 
co-production, and the participation, which 
empowers the decision-making process by 
gaining more insight from different groups. 
All of this relies on the data available that are 
gathered by the foresight process and being 
analysed to develop a better understanding 

fIgure 4: teCHnologY adoPtIon lIfeCYCle 
sourCe: grosCHuPf (2012) 
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of the organisation’s services or products. 

Foresight is influenced by the different styles 
that exist within the organisations and it has 
been found that these co-exist and need one 
another to function. The strategic management is 
impacted by the way it becomes more in touch 
with the needs of the consumer and has to align 
itself to future events along with the allocation 
of resources to be able to support the vision.   

Innovation management has to deal with radial 
and disruptive technologies. Radical innovation 
requires companies to develop absorptive 
capacities that focus on gaining the value from 
new information. Technological disruptions can 
be used to create new markets, but also at the 
same time cannibalise old markets and replace 
them with new updated products or services. 
The business model canvas assists to identify 
these areas of opportunities.  The research 
has indicated that people also fall onto a scale 
where they adopt new technologies, and this 
impacts the speed at which new technology is 
implemented and utilised within the organisation. 

researCH metHodologY
The study made use of a mixed-method research 
approach. Firstly, the use of quantitative research 
methods is focused on the measurement and 
analysis of causal relationships between variables 
within the value-free context. Quantitative 
research does not deal directly with everyday 
life, but rather with an abstraction of reality 
and aims to maintain an outsider’s perspective 
that remains detached, objective and bias free. 

Secondly, qualitative research implies that an 
emphasis is placed on the meaning and processes 
that are not rigorously examined or measured in 
terms of quantity, amount, intensity or frequency. 
This method deals with subjective data that 
are produced by the minds of respondents or 
interviewees and are presented in language form 
instead of numbers (Welman et al., 2011:8). 

Quantitative research is also known as the 
positivist approach, while qualitative research 
is known as the anti-positivist approach. The 
positivist approach uses research methods that 
are based on strict natural-scientific approaches, 
which disregard the human experience associated 
with the person, thereby making them detached 
and objective. The anti-positivist approach 
focuses on the experience of human behaviour 
and the understanding of human behaviour, 
while they do not focus on finding the causal 
relations and general laws (Welman et al., 2011:6). 

The empirical study focused on the use of foresight 
as a managerial skill to make business decisions 
in higher academic institutions in South Africa. 
The demographic profile of respondents was 
based on reaching as many possible respondents 
working in higher academic institutions within 
South Africa. The use of foresight is not only 
done by managers, but has its roots vested 
within all levels of the organisation, therefore 
making it necessary to gain input from all levels 
of staff. All statistical analyses were done by the 
Statistical Consultation Services at the North-
West University on the Potchefstroom Campus, 
using the software package, SPSS 2011 edition.  

fIgure 5: sIX Best PraCtICes of InnoVatIon 
sourCe: Baltzan and PHIlIPs (2010:505)
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Ethical clearance had been obtained from the 
Ethics Committee from the North-West University 
Research Support Office. The questionnaire was 
developed using Drupal web forms to ensure 
ease of use. Drupal is an open source web content 
management platform that is built, used and 
supported by an IT community worldwide. These 
web forms are Drupal modules used to construct 
surveys (Drupal, 2012). Surveys were distributed 
through electronic distribution using e-mails 
that included a link to the relevant web form.

Finally, the empirical study attempted to assess 
the effective implementation of foresight as a skill 
within these higher academic institutions. The 
effectiveness of this will indicate how dynamic the 
organisation is and how quickly it could adapt to its 
environment. This instrument used a quantitative 
approach utilising a four-point Likert scale to 
minimise indecisiveness combined with a limited 
qualitative approach. Participants in the study had 
to complete specific questions that formed part of 
an indirect interview where they had to elaborate 
on the topic. These comments were analysed in a 
qualitative manner and used to add value to the 
results obtained from the quantitative research.  

For the purpose of this study, the population 
consisted of staff members working at higher 
academic institutions ranging from principals 
and vice-chancellors to lecturers. There were 
a total of nine universities and 336 further 
education and training colleges, including staff 
members at universities in South Africa known to 
the author. A total of 50 responses were generated 
from over 800 e-mail invitations that had been 
sent out. All the questionnaires were used as the 
online programme had required participants to 
complete each field before they could move on to 
the next section. A response rate of 6.25% had been 
achieved from invitations sent to the population.

The author utilised a non-probability 
convenience-sampling method. Convenience 
sampling refers to data collection from members 
of the study population conveniently available 
to participate in the study and chosen by the 
researcher as the best way to collect data quickly 
and efficiently due to very little variation in the 
study population (Weathington et al., 2010:205). 
The biggest challenges in this study were to obtain 

sufficient responses due to typical constraints 
faced in the population, such as time factors and 
being over worked. Another factor was also the 
length of the questionnaire they had to complete. 
Were possible a 4 point Likers scale was utilized. 
This were done to limit possible neutral answers.

results
A questionnaire was used as instrument because 
it was inexpensive, easy to administer and quick 
to deliver to the respondents where they could 
answer at their own convenience. Surveys were 
distributed by the author through electronic 
distribution using e-mails that included a link to 
the relevant web form. Accompanying the e-mail 
is a letter explaining the purpose of the study. 

Demographics
The respondents of the study comprised 50 
participants of whom 52% were male and 
48% were female. They comprised 8% aged 
between 26 and 30, 31 to 35 were 16%, 36 to 
40 were 12%, 41 to 45 were 10%, 46 to 50 were 
12%, 51 to 55 were 20% and 55 to 60 were 22%. 

Regarding participants’ qualifications, 
Figure 6 shows the distribution percentages. 
2% had obtained certificates, 4% obtained 
national diplomas, 12% had gained bachelor’s 
degrees, 18% had obtained honours degrees/
post-graduate diplomas, 40% had obtained 
master’s degrees and 24% had obtained PhDs.  

From Figure 7, the participants’ positions within 
their institutions are 4% as vice-rector, 4% were 
deans, 18% indicated being directors, 4% were 
campus managers, 18% were heads of divisions, 
8% were senior lecturers, 10% were lecturers and 
2% junior lecturers. The remaining 32% consisted 
of vice-chancellor, academic manager, head 
of school, administrators, stats management, 
senior academic manager, academic director, 
financial administration officer, information 
technologist, coordinator, ISO administrator and 
financial manager and project co-ordinator 

The respondents indicated when asked how 
many years they have been working at their 
higher academic institution in Figure 8 that there 
were 28% who had 0 to five years’, 24% had six 
to 10 years’, 20% had 11 to 15 years, 12% had 16 
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to 20 years’, 4% 21 to 25 years’, 4% had 26 to 30 
years’ and 8% had 30 years’ or more experience.  
Participants had been asked to indicate the 
institutions (Figure 9) where they are working 
and had shown the following results: 74% of 
the participants had indicated that they work 
at public higher education institutions, 18% 
indicated working at public FET colleges, 6% are 
working at private FET colleges and 2% at SETAs. 
When asked whether they had collaborated 
with other higher academic institutions, 
the participants had indicated that 60% had 
collaborated and 40% had not collaborated.    

Findings from quantitative results 
The results from Section B in Annexure A, 
foresight factors and styles, had yielded the 
questions 10, 12, 14, 15, 17 and 21 with mean 
values (ẋ) higher than 2.70 and have shown 
that organisations focus on the development 
of new technologies and understand that these 
trends have an impact on the organisation. 
These trends are identified early on and the use 
of these trends leads to the development of new 
technologies. The respondents indicated that staff 

members welcome new technologies, but there is 
a view that change is seen as being unnecessary.

Questions yielding the lower mean (ẋ) values 
that fell below 2.70 were 11, 13, 16, 18, 19 and 
20, which indicated that the application of new 
technologies, trends and acceptance of new trends 
are not quickly adopted into the organisation. 
The organisations do not have a fully systematic 
design process that utilises foresight and it has 
not led to the creation of new networks due 
to a lack of sufficient data collection systems.

From the results in Table 1, it can be seen that 
the participants are more prone to associate 
with the flexist foresight style and least with the 
reactionist style. Of great importance is that each 
institution needs all of the above foresight styles. 
The flexist style is associated with individuals 
who are stronger in doing administrative tasks 
such as planning and organising. They are 
grounded in the present and interested in new 
innovations that often come from futurists and 
activists, who are also high scoring personality 
styles in the data. They are the groups who 

fIgure 8 & 9: Years at InstItutIon (left) and  HIgHer aCademIC InstItutIons (rIgHt)

fIgure 6 & 7 : QualIfICatIons (left)and PosItIon (rIgHt)
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help implement change or can resist change. 

The responses showed it is clear that organisations 
should conduct industry analysis along with 
environmental scanning when planning and 
assessing the strategy. These strategies need 
to be adjusted to the environmental changes 
and contribute to building co-created goals 
with other businesses. The use of innovative 
and creative thinking and multi-disciplinary 
perspectives contributes to strategic planning, 
helping the business grow its networks. 

When analysing the results in Annexure B 
regarding strategic management and foresight, 
the highest mean (ẋ) values (values above 
2.7) were yielded for questions 25, 26, 27, 31, 
33, 34 and 41, where the responses indicated 
that organisations should conduct industry 
analysis along with environmental scanning 
when planning and assessing the strategy. 
These strategies need to be adjusted to the 
environmental changes and contribute to building 
co-created goals with other businesses. The use 
of innovative and creative thinking and multi-
disciplinary perspectives contributes to strategic 
planning, helping the business grow its networks. 

Questions yielding the neutral mean (ẋ) values 
(ranging between 2.5 and 2.7) from Annexure B 
were 24, 28, 29, 30, 32, 36, 37 ,38, 39, 40 and 42, 
which showed there is a need for improvement 
in how managers understand the environment 
they operate in. Organisations need to develop 
the capacity to develop external elements, create 
and control the environment that they operate in 

and create one that favours them.  This should 
be done by using entrepreneurial activates, 
evaluating alternative futures, roadmaps, 
scenarios, and real options. The organisations 
also have to see how they could allocate more 
resources to support their strategies. Foresight 
has to become a formal part in strategic planning. 

Questions 23 and 35 from Annexure B had 
the lowest mean (ẋ) values (below 2.5) and 
indicated that managers still have a good 
idea of what is going on and that strategic 
planning is not participatory with lower levels. 

The way organisations manage innovation, see 
Annexure C, was shown by questions 44, 45, 
46, 48, 59, 60, 61, 62, 63 and 64, yielding the 
highest mean (ẋ) values (values above 2.7) that 
innovation has continually led to new products 
and/or services being designed. This is seen based 
on how respondents indicated that innovation 
is the driver for internal change and gave them 
a competitive advantage over competition. 
Innovation is driven by technological knowledge 
and the discovery of market needs. Individuals, 
groups and the institutions themselves 
realised the value of new knowledge within 
the organisation and agreed that cumulative 
experience improves innovation. The organisation 
knows its change factors and considers 
sustainability when identifying new trends. 

Annexure D shows questions 85, 93, 95, 96, 97, 
98 and 100 yielding the highest mean (ẋ) values 
(higher than 2.7), which shows how dominant 
logic is a hindrance to new developments that 

taBle 1: foresIgHt stYles
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occur within a fast changing technological 
environment. To generate new ideas for these 
times, workshops are a great tool and help build 
the internal knowledge base of the organisation. 
Organisations also have more than one vision for 
the future which is used to guide the organisation. 

Questions 86, 87, 88 and 92 from Annexure 
D yield the lowest mean (ẋ) values (below 2.5), 
which showed that there is not an all-inclusive 
approach to get everyone to participate in foresight 
activities and that there are no actors or boundary 
spanners used to gather external information. 
Participants also indicated that staff do not 
have the necessary abilities to identify trends. 

Question 90 annexure D tested which methods 
of future studies the participants used in their 
organisation. From the results, 34% indicated 
they used scenario analysis, 18% used technology 
forecasting, 24% used road mapping, 4% 
used back casting, 10% used mathematical 
models, and 10% selected the ‘other’ option. 
The 10% others consisted of respondents 
not knowing the answer, the use of effectual 
logic and lastly systemic systems thinking.

Findings from qualitative results
Trends identified show that there are a select 
few to implement within higher academic 
institutions. As per example, courses need to 
become more in touch with the relevant and 
most recent developments in their field. The 
method of learning delivery needs to adapt to 
the societal needs and perceptions of the target 
market. The need for these organisations to 
align their course content with relevant industry 
developments and focus on designing a delivery 
system that will address the needs of the markets 
in which they operate can be further researched.

There was stronger relation indicated by 
participants with regard to starting to utilise 
more e-based learning that is more in line with 
modern and updated trends in their fields. A 
strong focus has also been seen with regard to 
better collaboration between industries and 
education providers. Although it is a small 
convenience sample, there is still some truth to 
the findings, which can be researched further.

From the responses, there is a clear and definite 
indication that higher academic institutions need 
to develop better distance learning programmes, 
making better use of the internet and smart 
devices. It has also come to show that there is 
an open learning environment that could be 
developed with better collaboration between 
organisations. This could effectively increase 
the bases of knowledge and improve quality to 
become more competitive in the international 
market. Further research can be conducted 
on these findings considering the sample size. 

formulatIon of a PossIBle fore-
sIgHt CrItICal sKIll formula
From the research conducted shown in 
Annexure E, a potential formula has been 
created using the constructs found in the 
questionnaire. They form part of sub-factors, 
which make up four key elements that can be 
used to make a formula that can be used to do 
an analysis where the shortcomings are within 
an organisation and then plot the results to show 
how effective you are in comparison to other 
organisations using foresight, as seen in Figure 10. 

•	 foresight factors
1. New technologies and trend identification
2. Adoption of new technology and trends
3. Acceptance of new technologies and trends
4. Systematic foresight used to build value 

networks 

•	 strategic management 
1. Sensitivity to operating environment
2.  Company drives the market
3. Strategic planning is multi disciplinary and 

all inclusive 

•	 Innovation management
1. The innovation process leads to the 

development of new products and services
2.  Internal entrepreneurship and innovation
3. Change within internal processes is driven by 

innovation from various departments
4. Innovation and technology management 
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leads to competitive advantage
5. Value of new information
6. Familiarity with competitor’s strategy and 

industry evolution 
7. Innovation is linked to customer feedback
8. Innovation needs to be measured  

•	 future-based research
1. Participation in foresight
2. Product lifecycle
3. Operating in a fast changing environment
4. Workshops improve idea generation and 

sharing
5. Future vision guided by innovation with 

a clear path

formula 1: ConstruCt Value

formula 2: element Value

formula 3: foresIgHt formula

The example below will illustrate the application of 
the formula to the empirical research from the study

From the following the calculations, the 
organisation’s placement on the exponetial 
curve could be plotted on the line in Figure 11. 

The reasons for this line being exponential is due 
to the nature and rate at which technology itself 
is developing based on laws such as Moore’s Law, 
Gilders Law, Metcalfe’s Law and Less’s Law (Legado 
Accociates, 2012; Ward, 2010; Quon, 2004).

fIgure 10: foresIgHt sKIll dIagnosIs 

Foresight Skill = Foresight Factors x Strategic Management x Innovation management x Future Based Research. 
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managerIal ImPlICatIons
It is clear from the above literature that there is 
an ever changing technological society, business 
environment, growing international network 
thus causing the need for a business that aims 
to succeed, it must be able to stay in tune with 
these trends or to set these trends. It is clear that 
there is a need for research on using foresight as a 
managerial skill for managing business decisions. 
As far as this study is concerned it correlates with 
common literature found. However it shows that 
in practice there are deviations from literature, 
thus the assumed state of affairs that it is not yet 
applied across all sectors of all higher academic 
institutions. The reason may be that this is still 
an unfamiliar concept to some of the institutions.

ConClusIon
From the research in this paper, it can be 
seen that foresight is a critical skill to remain 
competative. Organisations need to develop 
dynamic capabilities based on the three main 
areas of strategic management, innovation 
management and future research. The data 
had shown how every organisation requires 
every type of foresight style, but it has also 
highligthed the importance of why there has 
to be foresight and the pitfalls of not adapting. 

From the data, it was seen that, in the academic 
industry, there is a big hinderance to the 
implementation of new ideas and technology, 
which supports the fact that dominant logic is 
hindering growth and development. Using the 

constructs found in the questionnaire, a formula 
to asses how foresight is being used within an 
organisation has been developed. This opens 
areas for further research on how to improve 
foresight as a critical skill within an organisation. 
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10. We are focused on following the 
development of new technologies. (C1) 50 0% 12% 68% 20% 3.08 .57

11. The application of new technologies in our 
institution is quickly adopted. (C2) 50 6% 40% 48% 6% 2.54 .71

12. New trends are identified early on. (C1) 50 4% 28% 60% 8% 2.72 .67
13. New trends are adopted quickly into the 
organisation. (C2) 50 4% 48% 46% 2% 2.46 .61

14. New trends have a major impact on how we 
operate within our business environment. (C3) 50 2% 20% 58% 18% 2.90 .74

15. The use of new technology is welcomed by 
personnel. (C3) 50 4% 30% 56% 10% 2.72 .70

16. New trends are accepted easily by 
personnel. (C3) 50 4% 46% 48% 2% 2.48 .61

17. We use the identified new trends to develop 
suitable technology to gain a competitive 
advantage from the new trend.

50 4% 32% 54% 10% 2.70 .70

18. We have a systematic design process that 
utilises foresight. (C4) 50 12% 40% 40% 8% 2.44 .81

19. We have created new value networks with 
the use of foresight. (C4) 50 14% 38% 44% 4% 2.38 .78

20. There are sufficient organisational data 
collection systems. 50 8% 44% 42% 6% 2.46 .73

21. Our company sees change as an 
unnecessary event. 50 6% 14% 52% 28% 3.02 .82

anneXure a: foresIgHt faCtors and stYle
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23. Managers become uncertain when there are 
too many external changes. 50 10 66 22 2 2.16 .62

24. Managers understand the changes in our 
industry. 50 2 36 58 4 2.64 .60

25. Conducting an industry analysis is done 
when assessing the current strategy. 50 4 26 58 12 2.78 .71

26. Environmental scanning is incorporated in 
strategic planning sessions. (C1) 50 2 22 60 16 2.90 .68

27. Strategies are adjusted to accommodate 
environmental changes.(C1) 50 2 20 66 12 2.88 .63

28. Our company has the capacity to actively 
develop external elements. (C2) 50 2 38 52 8 2.66 .66

29. Our organisation is pushing the 
environment to be more in our favour. (C2) 50 4 40 46 10 2.62 .73

30. Entrepreneurial activities are used to build 
the environment. 50 4 34 58 4 2.62 .64

31. The organisation has co-created goals with 
other businesses. 50 6 10 80 4 2.82 .60

32. Alternative futures are used in planning. 50 6 32 58 4 2.60 .67
33. Creative/Innovative thinking is encouraged. 50 2 24 56 18 2.90 .71
34. Multi-disciplinary perspectives are taken 
into consideration with strategic planning. (C3) 50 4 16 66 14 2.90 .68

35. Strategic planning is participatory with 
lower levels. (C3) 50 22 26 46 6 2.36 .90

36. Roadmaps are used to determine the 
strategy of the organisation. 50 6 38 52 4 2.54 .68

37. Scenarios are used to determine the strategy 
of the organisation. 50 2 40 52 6 2.62 .64

38. Real options are used when determining the 
organisation’s strategy. 50 6 20 62 4 2.64 .66

39. Resources cognition is applied to support 
new strategies. (C3) 50 6 34 56 7 2.58 .67

40. Foresight is an in-formal part of strategic 
planning. 50 4 36 48 12 2.68 .74

41. Building business networks is important to 
the organisation’s strategy. 50 0 6 66 28 3.22 .55

42. The organisation controls its position in the 
market. 50 4 42 46 8 2.58 .70

anneXure B: strategIC management and foresIgHt
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44. Innovation within the organisation has 
continually led to new products and/or 
services being designed.(C1)

50 2 30 58 10 2.76 0.66

45. Innovation is a driver for change in internal 
processes. (C3) 50 6 20 68 6 2.74 0.66

46. Innovation within our organisation has 
given us the competitive advantage over our 
competition. (C4)

50 2 30 54 14 2.80 0.70

48. Innovation is driven by the discovery of 
market needs. (C7) 50 2 14 72 12 2.94 0.59

59. Individuals recognise the value of new 
information in the organisation. (C5) 50 4 20 66 10 2.82 0.66

60. Groups recognise the value of new 
information in the organisation. (C5) 50 2 28 64 6 2.74 0.60

61. The institution recognises the value of new 
information in the organisation. (C5) 50 0 22 72 6 2.84 0.51

62. Accumulated experience improves the 
innovation of the organisation. 50 2 20 68 10 2.86 0.61

63. Factors that lead to change have been 
identified in our industry.  50 0 24 68 8 2.84 0.55

64. Sustainability is taken into consideration 
when identifying new trends. 50 2 16 74 8 2.88 0.56

anneXure C: InnoVatIon management
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85. Dominant logic hinders the acceptance of 
alternative developments. 50 2 34 56 8 2.70 0.65

86. Everyone in the organisation is encouraged to 
participate in foresight activities. (C1) 50 22 34 44 0 2.22 0.79

87. Actors and boundary spanners are used to 
gather external information into the organisation.
(C1)

50 14 42 44 0 2.30 0.71

88. Staff have the adequate ability to identify 
trends. 50 8 46 40 6 2.44 0.73

92. Our products and services have shortened 
lifecycles. (C2) 50 4 54 36 4 2.44 0.68

93. The organisation operates in a fast 
technologically-changing environment. (C3) 50 6 20 58 16 2.84 0.77

95. Workshops are great for idea generation. (C4) 50 8 12 64 16 2.88 0.77
96. Idea generation helps the organisation build its 
internal knowledge. 50 4 6 82 8 2.94 0.55

97. The organisation has one or more visions of 
the future. (C5) 50 2 10 74 14 3.00 0.57

98. Images for the future are used to guide 
innovation within the organisation. (C5) 50 0 28 64 8 2.80 0.57

100. Workshops motivate me to share ideas. (C4) 50 10 14 62 14 2.80 0.81

anneXure d: future researCH PersPeCtIVes

1 Scenario analysis 34
2 Technology forecasting 18
3 Road mapping 24
4 Back casting 4
5 S-curves 0
6 Delphi studies 0
7 Mathematical models 10
8 Other 10

90. Please select the methods of future studies you apply the most in your organisation.
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Constructs Cronbach’s 
alpha

Cronbach’s alpha based on 
standardised items

no of 
items

foresight factors and styles
1. New technologies and trend identification 0.651 0.658 2
2. Adoption of new technology and trends 0.842 0.847 2
3. Acceptance of new technologies and trends 0.718 0.734 3
4. Systematic foresight used to build value 
networks 0.905 .905 2

Strategic management and foresight
5. Sensitivity to operating environment 0.816 .0818 2
6. Company drives the market 0.737 0.737 3
7. Strategic planning is multi-disciplinary and all 
inclusive 0.779 0.798 2

Innovation management
8. The innovation process leads to the 
development of new products and services 0.754 0.759 4

9. Internal entrepreneurship and innovation 0.832 0.836 3
10. Change within internal processes is driven by 
innovation from various departments 0.754 0.755 2

11. Innovation and technology management leads 
to competitive advantage

0.788
0.789 4

12. Value of new information 0.782 0.778 3
13. Familiarity with competitor’s strategy and 
industry evolution 0.922 0.923 2

14. Innovation is linked to customer feedback 0.646 0.645 5
15. Innovation needs to be measured 0.675 0.686 2
future research 
16. Participation in foresight 0.679 0.680 3
17. Product lifecycle 0.833 0.837 2
18. Operating in a fast-changing environment 0.685 0.686 2
19. Workshops improve idea generation and 
-sharing 0.785 0.786 2

20. Future vision guided by innovation with a 
clear path 0.827 0.833 3

anneXure e
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The roll-out of broadband infrastructure in 
countries across the globe is crucial to their 
economic, scientific, and social requirements. 
Broadband infrastructure has the ability to uplift 
lives by providing Information Communication 
Technology (ICT) skills for employment and 
as well as improve access to online education, 
referred to as e-learning. Investments in 
broadband are increasing as policymakers believe 
that broadband may lead to job creation and 
economic competitiveness. The broadband divide 
in South Africa and other developing countries 
is of concern as broadband service is inhibited 
by numerous factors. Broadband macro-level 
access can be assessed according to penetration 
rates, broadband coverage, connection types, 
user demographics, and lastly high-level 
broadband policy development. The purpose of 
this paper was to establish the factors affecting 
the roll-out of penetrative broadband delivery in 
KwaZulu-Natal (KZN), particularly with regard 
to fixed lines. The study employed a qualitative 
methodology. Purposive sampling was used to 
select six participants from a total population of 
250 and interviews were used to gather primary 

data for this paper. Study findings revealed 
that Kwazulu Natal; was far from achieving the 
penetrative broad band rolled The formation 
of partnerships amongst key role players such 
as other telcos, communities, and Government 
could assist with addressing the challenges and 
constraints associated with rolling out penetrative 
broadband services. A coordinated inter-
governmental collaborative approach amongst 
key stakeholders on broadband penetration 
initiatives is required to develop a high speed 
communications infrastructure for all the 
country’s citizens. Similar studies of this nature 
could be conducted in other provinces of South 
Africa for a more balanced and general view of 
the state of penetrative broadband in the country.

Keywords: Broadband infrastructure, penetra-
tion rates, broadband coverage, information 
communication technology, roll-out, Kwazulu 
natal 
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Africa (SA) and other developing countries is 
still of concern.  Broadband roll-out is inhibited 
through numerous factors. These include high 
costs associated with roll-out and inconsistent 
distribution of broadband networks. There is 
a growing need for the roll-out of broadband 
in both developed and developing countries to 
support economic growth. The South African 
Government’s long term aim is for all South 
Africans to be connected to broadband services 
and for 100% broadband penetration rate by 
2030. President Jacob Zuma announced during 
his eighth State of the Nation Address that 
Telkom SA had been chosen as the ‘lead agency 
to assist with broadband roll-out’ in South Africa. 

South Africa has the characteristics of both an 
advanced and a developing economy. It has access 
to technology and sophisticated institutions 
that include study bodies and universities; in 
addition, SA has a private sector that is strong 
and good fiscal resources (Gillwald et al, 2012).  
The Minister of Telecommunications and 
Postal Service, Mr. Siyabonga Cwele, indicated 
that there is a critical need for reliable and 
cost effective Internet connection to ensure 
growth in the South African economy which is 
aimed at combating unemployment, poverty, 
and inequality. South Africa’s fixed line access 
connections have continued to decline over 
recent years. Not every fixed line connection 
has broadband capabilities, meaning customers 
with a fixed line service are not guaranteed 
broadband; this could be seen as a contributing 
factor for the decline in the fixed line subscribers.  

According to the World Economic Forum 
Report, South Africa is not yet leveraging the 
potential benefits associated with the Information 
Communication Technology (ICT) sector in spite 
of South Africa’s solid political and regulatory 
environment. This report also notes the increasing 
hyper-connectivity which is facilitated by the 
Internet together with its associated services 
which is redefining the existing relationships, 
firstly between enterprises and consumers and 
secondly, between the Government and the 
citizens. There are many challenges facing South 
Africans and the Government within the ICT 
sector, in particular the broadband market. Two 
key areas are the high cost and the lack of ICT 

infrastructure required to provide broadband. 
Armstrong (2013) identified three key challenges 
in providing broadband services in South Africa; 
these are speed and performance, coverage, 
and affordability. Government intends growing 
the broadband footprint in SA to ensure 
that broadband is accessible and affordable 
throughout the country. The fixed line market 
in South Africa has shown a continued decline 
in its subscribers over the past few years which 
doesn’t bode well for organisations within this 
market, for example Telkom SA. The fixed line 
market is in continuous competition with the 
mobile providers. Customers tend to have greater 
preference for mobile connectivity as opposed 
to a fixed line connection. The fixed line market 
needs to establish ways to combat this decline and 
grow its broadband footprint in the South African 
market. This thesis aims to establish the challenges 
of providing broadband in South Africa, 
particularly the province of KwaZulu-Natal.    

National broadband penetration is around 2%. 
This paper will focus on the fixed line broadband 
penetration in the province of KwaZulu-
Natal. This paper aims to establish the role 
that Long Term Evolution (LTE) or the mobile 
communications standards play in the broadband 
market.  The fixed line access connections have 
continued to decline over recent years: in 2012 
fixed lines declined to 18% of households, where 
only 24% of households in urban areas were 
connected to a fixed line and 5.8% of households 
in the rural areas. According to Respondents to 
the Regulatory Impact Assessment South Africa 
2012 Household and Individual ICT Access and 
Use Survey more than 42% had no basic fixed line 
connection at their place of residence with 51% 
of this percentage indicating that they could not 
afford a fixed line service (Gillwald et al, 2012). 
Comparisons can be made between the mobile 
and the fixed line ICT sector, however this study 
focuses on the fixed line broadband market. 
Factors affecting broadband roll-out may vary 
from the fixed line sector when compared to that 
of the non-fixed line sector, i.e. the mobile sector; 
however, some of these factors may be universal 
to both the fixed line and the non-fixed line sector.  

Results from this study are aimed at establishing 
the key factors affecting penetrative broadband 
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roll-out within the province of KZN, with the 
objective of establishing possible solutions. The 
study is aimed at understanding KZN`s intended 
broadband penetration strategy and establishing 
appropriate strategies for speeding up broadband 
penetration within the province. This investigation 
should benefit broadband users within KZN by 
providing insight and understanding into the 
reasons for the slow and inconsistent broadband 
speeds, and the reasons for the lack of uniform 
broadband presence throughout the province. 

Objectives
The paper was guided by the following objectives: 

•	 To establish the challenges in providing 
broadband services in South Africa, 
specifically the province of KwaZulu-Natal;

•	 To explore the preferred broadband options, 
Long Term Evolution (LTE) or fixed line, or 
both;

•	 To assess the impacts of broadband to the 
economy; and

•	 To recommend a strategic plan to deliver 
high quality penetrative broadband service in 
South Africa, in particular KZN.

 
lIterature reVIeW
The broadband Concept 
The speed at which information is received from 
the Internet to a person’s computer is called 
broadband speed (Argaez, 2014). Upload speed 
refers to the speed at which a person can send 
information from their computer to the Internet. 
Broadband Internet service is the newest 
dimension of the Digital Divide for access to 
this service. The common term used to describe 
a very fast Internet connection is ‘broadband’, 
which enables Internet users to download online 
entertainment, for example, video clips and 
music, and also to listen to digital radio and send 
emails faster, thus speeding up all online data 
exchange (Argaez, 2014). In the past, users were 
required to dial up when they needed to connect 
to the Internet; broadband connection is always 
‘on’. Traditionally if people were busy on the 
Internet they were unable to make a voice call; 
broadband Asymetric Digital Subscriber Line or 
ADSL allows people to surf the net and make use 

of their telephone simultaneously, which makes 
this service costlier than dial-up connection. 

According to Kelly and Rossotto (2012), 
broadband does not have a single, standardised 
definition despite its global growth and 
promotion by content providers, network 
operators, and policy makers. They added that 
the term ‘broadband’ refers to multiple aspects 
of both the services and network. It includes the 
infrastructure that is used to deliver services to 
the customers or end users; secondly, the high 
speed which connects to the Internet; thirdly, the 
applications and services that are made available 
through broadband networks which includes the 
Internet, protocol television (IPTV) and voice 
services that may be bundled in a ‘triple-play’ 
which comes as a broadband package to access 
the Internet. Many countries have established 
definitions of broadband that are based on the 
connection speed, which is typically in megabits 
per second (Mbit/s) or kilobits per second 
(Kbits/s). However, broadband has often been 
defined traditionally as data transmission speed, 
which is the quantity that can be transmitted in a 
pre-determined time, typically one second which 
is also referred to as the data transfer rate (Kelly & 
Rossotto, 2012). This definition helps determine 
whether the users are accessing the Internet in a 
basic or more advanced way in terms of content, 
applications, and services. Kelly and Rossotto 
(2012) indicated that defining broadband with 
respect to speed presents some limitations. 
Firstly, the speed of broadband definition 
varies amongst international organisations 
and countries; it ranges from the download 
data speed of a least 256 Kbits/s on the low end 
in countries such as South Africa, India, the 
International Telecommunication Union (ITU), 
and Organisation for Economic Co-operation 
and Development (OECD) to speeds that are 
faster than 1.5 Mbit/s on the high end in countries 
such as Canada. Secondly, broadband speed may 
not keep pace with technological improvements, 
meaning that what is regarded as broadband 
today may be considered too slow in the future 
as improvements in applications technologies 
are developed. Thus a speed-based definition 
of broadband will require updating over time. 
Lastly, there could be instances whereby speeds 
are not being realised by the end user as per 
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Government’s ruling; the end user speed could 
be much higher, or vice versa. For example, 
Colombia’s broadband speed definition is 1 
Mbit/s; however, the country’s average broadband 
connection speed is currently 1.8 Mbit/s, 
much higher than the government regulation.  

Providing a clear definition for broadband 
is complicated. True broadband starts with 
Asymmetrical Digital Subscriber Line (ADSL) 
which can typically range from 1 Mbit/s 
to 10 Mbit/s. According to Umino (2002), 
broadband can be defined as the amount 
of capacity and the speed of data transfer 
depends on the telecommunications network. 

Broadband Market in South Africa 
The Electronic Communications Act 
(ECA) provides the legal framework for the 
communication technologies. The Inter-
Government Relations Framework Act sets the 
relationship and interaction between Government’s 
three spheres. The Independent Communications 
Authority of South Africa (ICASA) is responsible 
for ensuring effective and independent regulation 
of the ICT sector. The Electronic Communication 
Transaction Act (ECTA) sets the framework 
for electronic verifications and transactions. 
Thus South Africa`s broadband development 
is governed by the ECA, ICASA, ECTA and the 
Inter-Government Relations Framework Act.        

The key players in the ICT market in SA include 
the fixed line market, the mobile market and 
the Internet service providers (ISP). Fixed-
line telephony in SA has a relatively low rate 
with around 4.2 million fixed line connections 
(International Telecommunications Union [ITU], 
2010). Service providers on the fixed-line market 
are primarily made up of Telkom and Neotel, 
with Telkom the dominant player. In 2006, Neotel 
became South Africa’s second fixed-line operator 
thus ending Telkom’s monopoly in controlling 
the fixed-line services. There are four licensed 
mobile operators in South Africa; these are MTN, 
Vodacom, Cell C and Telkom Mobile. According 
to the study firm Nielsen Southern Africa, there 
has been a drastic increase in the numbers of 
mobile phone users in South Africa from 17 
percent of adults in 2000 to 76 percent in 2010.

Broadband options available
According to Barua, Whinston and Yin (2000), 
extensive usage of ICT which includes the 
Internet, broadband networks and cell phones, 
has redefined the interaction frontier: the 
application of Internet technologies has evolved 
into a business process with consumers. This 
evolution has afforded users various options 
to connect to the Internet and for the way in 
which communication takes place. According 
to Argaez (2014), broadband has the capability 
of transmitting information that is 40 times 
faster than the speed of a dial-up modem 
connection; furthermore, this is a permanent 
connection, thus users need not dial up every 
time they need to connect onto the Internet. 
Various broadband options are listed below:

•	 Integrated services digital network (Isdn). 
This is a dial-up symmetrical service from 
64 kilobits per second (Kbit/s) to 128Kdps, 
with a maximum speed of 256 Kbit/s with a 
dedicated ISDN line. The down side to this 
type of service is the high cost when compared 
to the current broadband pricing; secondly is 
it not as quick as cable or digital subscriber 
line (DSL).   

•	 digital subscriber line (dsl). Telephone 
networks were not engineered to carry high 
speeds of data. DSL gets around the problem 
by utilising the phone line to carry digital 
signals directly. The distinct advantages of 
DSL are that it allows larger data rates than 
a regular modem, an always-on connection, 
and lastly the land line can be used at the same 
time as the Internet. There are various types of 
DSL, for example, Fibre to the home (FTTH), 
Fibre to the curb (FTTC), Very High data 
rate (VDSL), High bit-rate DSL; however, the 
most readily available to consumers and small 
businesses is ADSL. ADSL speeds can reach 
a maximum of up to 10 megabits per second 
(Mbps) over short copper lengths; however, 
most carriers cap the service at 1.5Mbps, 
due to the fact that only a few customers are 
within the parameters that are able to access 
higher data rates.  

•	 Cable/fibre optic. This is a fibre optic 
network used to connect television (TV) and 
provide fast Internet access. Hybrid fibre-
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coaxial (HFC) networks that makes use of 
cable TV pictures also have the capability of 
carrying data at very high rates. The downside 
to this type of connection is that people living 
in a block of flats or gated complexes may face 
difficulties obtaining this service if the cable 
is not already installed, requiring then to 
obtain permission from the body corporate or 
building manager. Secondly, building where 
this service is available may be affected by the 
type of equipment located within this building 
or complex which may not afford the option 
to connect to the Internet. Fixed line ICT 
companies are currently on a fibre deployment 
strategy call Fibre to the home (FTTH) that 
provides high broadband services of up to 100 
Mbps. 

•	 satellite. This is often touted as an alternative to 
the fixed line access to broadband connection, 
however satellite has yet to provide DSL data 
speeds similar to fixed line. However, satellite 
has been instrumental to and successful 
in providing a much faster and often more 
reliable Internet service, in particular in rural 
and regional areas, when compared to the 
standard public system telephone network 
(PSTN). In recent times satellite technology 
developments have launched a broadband 
satellite service that connects users to the 
Internet via a two-way satellite connection, 
which provides download speeds of up to 
512Kbps and 64Kbps or 128Kbps upload 
speeds. 

•	 Wireless. Broadband wireless services are 
centred on the Electrical and Electronics 
Engineers 802.11 (IEEE 802.11) standard. 
This standard was a consolidated effort 
between the IEEE, Lucent Technologies, 
Nortel Networks, and Symbol Technologies 
to create the specification for IEEE 802.11 
used with wireless area networks, which also 
includes the 802.11, 802.11a, 802.11b, and 
802.11g, all part of the IEEE family. The most 
widely deployed of the IEEE family is the 
802.11b which is often called Wi-Fi that runs 
on the public 2.4 Gigahertz (GHz) spectrum 
which has the capability of providing data 
speeds of up to 11Mbps over a range of up to 
150 metres.  

Long term evolution (LTE) as an alternative to 
fixed broadband 
A recent survey by the Global System for Mobile 
Communications Association (2014) suggested 
that mobile-enabled services for entrepreneurial 
and educational are the fastest growing services. 
According to Vermeulen (2015), Telkom 
recently announced the expansion of its LTE 
network to some 22 or more suburbs in KZN, 
Western Cape and Gauteng; in addition to this 
Telkom made various claims regarding its LTE-
Advanced (LTE-A) network as a competitive 
alternative to its fixed-line broadband. 
According to Vermeulen (2015), the following 
comments were made by Telkom SA regarding 
a recent investigation into its LTE-A broadband:

•	 Telkom claimed to be one of the earliest 
adopters of LTE-A technology in the world. 
Verdict - true

•	 Telkom’s LTE-A network size is unrivalled in 
Africa. Verdict - true

•	 The LTE-A speeds that Telkom provides are 
comparable to speeds available over a fibre 
network. Verdict - true

•	 LTE-A service speeds offered by Telkom 
are a compelling alternative to fixed-line 
broadband for high-speed connectivity. 
Verdict – debatable. Speeds on fibre 
broadband connections are available from 
4Mbps to 1Gbps. Here you pay for what you 
get. Telkom’s LTE-A speed variations are 
significant i.e. up to 150Mbps; however, you 
don’t pay less if you get slower speeds. 

The state of broadband in South Africa 
South Africa is part of Brazil, Russia, India, China 
and South Africa (BRICS), a group of emerging 
economies and is considered one of the world’s 
leading emerging economies (BRICS, 2012). The 
top broadband players in the SA market are semi-
privatised and the state- owned Telkom for fixed-
lines and iBust for fixed wireless. Vodacom is the 
largest mobile operator followed by MTN and 
Cell C with Telkom Mobile the newest player in 
the mobile market. The majority of South Africa’s 
broadband users make use of wireless networks to 
hand-held devices to the base stations which in most 
cases have optical fibre backhaul to these stations.  
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The most recent Institute of Race Relations (IRR) 
survey has shown that South Africa`s average cost 
per month of a broadband service is ten times 
more costly than in the United Kingdom (UK) 
that has Internet speeds that are five times faster 
than that of South Africa (Alfreds, 2015). In 2012, 
Dina Pule, the South African Communication 
minister at the time, announced in her budget 
speech: “The Department of Communications 
remains committed to delivering 100 percent 
broadband penetration by 2020 and delivering a 
million jobs by 2020”. Similar promises have been 
made since 2006 by Government which analysts 
have criticised for non-delivery and too much 
consultation (Muller, 2012). In more recent times, 
the Minister of Telecommunications and Postal 
Service, Mr Siyabonga Cwele, re-emphasised the 
critical need for reliable and cost effective Internet 
connection across South Africa in order to 
ensure growth within the South African economy 
aimed at combating the unemployment, poverty, 
and inequality (Cwele, 2015). He mentioned 
further that the long term aim is to achieve 100 
percent penetration rate by 2030 whereby all 
South Africans are connected to a broadband 
service, adding that Wi-Fi technology could 
play an instrumental role in achieving the 100 
percent target penetration rate. Considerable 
talk by Government with very little action. 

The Broadband Commission is an international 
body that is set up by the International 
Telecommunication Union (ITU) and 
United Nations Educational, Scientific and 
Cultural Organization (UNESCO) (Voster, 
2013). According to Voster (2013), the 
State of Broadband 2013 report shows that 
SA broadband performance is poor. This 
report revealed the following information:

•	 Out of 183 countries SA is ranked number 
111 in fixed broadband penetration (2.2%) 

•	 Out of 170 countries SA is ranked number 62 
in mobile broadband penetration (26%)

•	 Out of 128 countries SA is ranked number 
44 in percentage of households with Internet 
(25.5%)

•	 Out of 192 countries SA is ranked number 
92 in percentage of individuals using internet 
(41%)

The report also revealed that the top countries 
globally for Internet users are all located in Europe, 
with only two exceptions, i.e. New Zealand (8th) 
and Qatar (10th). SA is some way behind in its 
broadband penetration with fixed lines which is 
around 2.2 percent. According to the ITU, the 
future of mobile broadband is projected to reach 
seven billion subscribers in 2018 globally with 
Long Term Evolution (LTE) alone accounting for 
about 500 million subscribers by 2018. Globally, 4G 
subscribers are expected to grow from 88 million 
in 2012 to 864 million in 2017 (Voster, 2013). 

SA has a National Broadband Policy (NBP) in 
place, the key objective of which is to ensure 
universal service and access to reliable, secure and 
affordable broadband services focusing on rural 
and under-serviced areas. Secondly, the aim is to 
provide appropriate support for digital inclusion; 
thirdly there must be continued expansion and 
availability of broadband capacity to support 
social and economic goals of SA (National 
Broadband Policy for South Africa, 2013). SA has 
seen steady broadband uptake since 2003 (Lewis, 
2005). Recently, dongles or 3G USB modems are 
being used to access Internet and are becoming 
popular due to mobility of connection together 
with the low access cost. The use of prepaid billing 
is appealing particularly for the irregular or lower 
income users (Stork et al., 2013).  The use of a 
3G dongle is relatively straightforward: the user 
simply plugs it into a computer to gain instant 
connectivity to the Internet. This kind of access 
has a relatively lower set-up cost when compared 
to the fixed lines, especially in areas where 
there is no fixed line connection or broadband 
infrastructure. Therefore, it is no surprise that 
mobile broadband access in SA is growing rapidly 
when compared to the fixed broadband sector. 
The number of users going online via their cell 
phones is also growing significantly due to the 
relatively low equipment costs which provide 
many popular services such as Mixit, Facebook 
and WhatsApp, substitutes for traditional voice 
and SMS services (StudyICTAfrica and Intelecon, 
2012). According to Gillwald et al (2012), mobile 
broadband is both cheaper and faster than 
fixed broadband; however, mobile is unlikely 
to replace fixed-line connectivity because of 
its variability, especially for consumers that 
prefer and require a stable and reliable Internet 
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connection. Therefore, South Africa must invest 
in next-generation fixed-line infrastructure to 
encourage widespread broadband adoption 
(VDSL and fibre-to-home) and also ensure 
that fixed broadband prices are reduced. 

According to Burrows (2013), the SA National 
Broadband Policy is a significant step in the right 
direction aimed at addressing accessibility and 
affordability of broadband, building a society 
of information, and promoting the usage and 
uptake of broadband. Burrows (2013) went on to 
say that Telkom’s Carel Booysen highlighted the 
fact that achieving universal broadband access 
will mean much more than merely rolling out 
broadband networks, stating that Internet access 
forms only a part of what is required to achieve 
Government’s broadband penetration goals. He 
states that the other challenges lie in people who 
are digitally disempowered, who are above the 
age of 24, who have not completed secondary 
schooling and/or have no access to the Internet; 
he estimated this figure to be approximately 15 
million people. As the global digitisation pace 
increases, SA is effectively falling behind the 
developed world with respect to innovation 
and broadband readiness (Burrows, 2013). 

Broadband plays an instrumental role in 
developing businesses which impacts on the 
economy as a whole; small and medium sized 
businesses have a significant contribution to 
make to SA’s Gross Domestic Product (GDP) 
and job creation and stand to significantly benefit 
from Internet access. It is, in fact, vital for SA’s 

economic growth that both small and medium 
enterprises and individuals are empowered 
to access and make full use of the Internet. 
According to the ITU, the future of mobile 
broadband is projected to reach seven billion 
subscribers in 2018 globally with Long Term 
Evolution (LTE) alone accounting for about 
500 million subscribers by 2018; 4G subscribers 
are expected to grow from 88 million in 2012 
to 864 million in 2017, globally (Voster, 2013). 

The state of broadband in KwaZulu-Natal 
(KZN)
The State Owned Enterprise (SOE) and State 
Owned Companies (SOC) have rolled out 
approximately 12 000 kilometres of fibre optic cable 
in KZN which connects eight main districts Point 
of Presence (POP) and there are 27 municipality 
POPs (Department of Economic Development 
and Tourism, 2014). According to the Kwazulu-
Natal Investment Monitor (2014), investment in 
ICT equipment in KZN has continued its strong 
performance and increased to 16.4 percent year-
on-year and a 5.2 percent quarter-on-quarter 
(see Table 2.1). KZN is also a major consumer 
of information technology, most especially 
in the so called L-shaped area in KZN that 
stretches from Pietermaritzburg to Richards Bay. 

With the use of cellphone towers being a 
preferred option in the rural areas, most of the 
ICT equipment investment will be in the bigger 
cities. Despite the slowdown as shown elsewhere 
in Table 1, the ICT industry is constantly growing 
due to the growing shift in general technology. 

taBle 1: Kzn InVestments - results marCH 2014

main and sub-indices of the Kwazulu- natal 
Investment monitor % change a year ago % change a quarter ago

Transport Equipment -2.90% 0.50%
Buildings -4.70% -4.60%
Civil Construction 1.50% -4.90%
Machinery -12.45% 1.10%
ICT Equipment 16.40% 5.20%
Transfers 15.80% 13.00%
Total Investment Index -4.30% -0.80%

Source Kwazulu-Natal Investment Monitor 2014 [Online]. Available WWW: http://www.tikzn.
co.za/resources/docs/economic_updates/KwaZuluNatal_Investment_Monitor_March_2014.pdf  
(Accessed 18 October 2015).
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KZN is benefiting from certain developments 
such as the Dube trade port and also the undersea 
cables which come to shore near Durban.       

According to Rasool (2012), Vodacom, together 
with the KZN Department of Education, 
launched an ICT resource centre which is based 
in Pinetown. In addition, the Department of 
Basic Education, in partnership with Vodacom 
SA, has identified the need to build ICT resource 
centres throughout SA aimed at fast tracking 
effective teaching and learning. Senzo Mchunu, 
KZN MEC for Education in 2012, indicated 
that education can no longer continue without 
ICT in the classroom. This is where everything 
starts. He added that the centres will empower 
users, thus effectively improving teaching and 
learning (Rasool, 2012). ICT is changing the 
landscape in education not only in KZN but 
throughout SA. The roll-out of penetrative 
broadband has to gain aggressive momentum if 
Government aims to achieve its strategic target 
of 100 percent broadband penetration by 2020. 

Table 2.  shows that the number of adults in 
KZN with a degree or higher is 3.7 percent 
which is extremely low. The lack of broadband 
connectivity could be a contributing factor 
to inhibiting people from obtaining suitable 
passes in order to gain university entrance, thus 
preventing them from pursuing higher education. 
Broadband availability could contribute 
positively to increasing the number of adults 
pursuing higher education in the form of distance 
learning through web based online learning.   

taBle 2: KWazulu-natal faCts and fIgures

size 92 100km2 
Share of country 7.6% 
Total farming land 6.5 mill ha 
Livestock farming suitability 82% 
Arable farming suitability 18% 

Total Population 
Share of national population 20.7% 
Population growth rate 12% 
Population in rural areas 54% 
Black people 84.9% 
Coloured people 1.5% 

Indian people 8.5% 
White people 5.1% 

Working age population 
economically active 51.3% 

Unemployment rate 45% 
Average annual household 
income R64 359 

Adults with no education 12% 
Adults with degree or higher 3.7% 
Pupil to teacher ratio 36:1 
Matric pass rate 77% 

Proportion population HIV+ 18.4% 
Women at ante-natal clinics 
HIV+ 36.5% 

Residents per public sector 
doctor 5 107:1 

Residents per public sector 
nurse 1 050:1

sourCe: assoCIatIon for rural 
adVanCement

According to Premier Senzo Mchunu in the 
KwaZulu-Natal State of the Province Address 
(2015), without solid ICT support, it is virtually 
impossible to manage business or to run a 
government.  He went on to say that ICT has 
become an instrumental enabler and is the 
virtual backbone for economic growth. He 
added that although KZN has made progress 
in rolling out broadband, the process is far too 
slow with broadband still not accessible to a 
large portion of both rural and concentrated 
urbanised areas within KZN. Over the past four 
years the Provincial Broadband Strategy and 
Implementation, in partnership with the national 
government, has led to the installation of 14 459 
kilometres of fibre optic. This equates to about 80 
percent of the fibre optic backhaul efforts which 
has seen about 1583 schools in KZN connected. 
KZN’s E-Health and telemedicine has seen all 
85 public hospitals connected, and over the 
past year there have been 119 clinics connected. 

The premier claimed, however, that Government 
still has to strengthen the role of Districts as 
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centres of coordination in order to achieve the 
goal of radically transforming the economy. 
While ICT availability in the medical and 
education sectors of Government has improved, 
KZN’s broadband roll-out plan is not moving 
at the pace required to achieve Government’s 
2020 broadband penetration target plan.     

Challenges of broadband roll-out
Armstrong (2013) identified three key aspects 
to providing broadband services in South 
Africa: speed and performance, coverage, 
and affordability. A person firstly needs to 
establish what type of broadband connection 
they require which is determined by the 
individual’s speed requirements, their budget, 
and lastly the location (i.e. city or regional) of 
his/her office or home. There also needs to be an 
understanding of the key elements that go into 
broadband design, i.e. international bandwidth, 
platform costs, backhaul and head-end, as 
well as access costs (Austin & Bradley, 2005). 

According to Armstrong (2013), from an 
economical versus geographical point of view, less 
than 2 percent of South Africa’s area concentrates 
50 percent of the population and about 77 percent 
of the national income; in addition, the mid to 
high income areas are highly concentrated in 
a few suburban and urban areas, thus about 59 

percent of households represent 83 percent of the 
total income which makes infrastructure roll-
out very challenging.  He went on to say the data 
explosion and the falling cost per megabit poses 
a challenge to meet this demand; the growth of 
bandwidth usage in South Africa is exponential, 
i.e. people are paying less for more. However, there 
is a drive from Government in both developing 
and developed nations to create and execute 
strategies best suited for generating the benefits of 
widespread and also affordable broadband access 
(Frieden, 2013). The changing consumption 
needs of broadband users are becoming more 
demanding, and the demand for backhaul and core 
bandwidth is proportional to the growing demand.   

Geography and demographics 
According to the US Government Accountability 
Office (GAO) (2010), in 27 of 30 Convention on 
the Organisation for Economic Co-operation 
and Development (OECD) countries, broadband 
has been deployed to 90 percent or more of the 
households despite differences in geographic 
and demographic factors. The adoption rates 
of broadband are affected by factors such as 
cost, population, and computer ownership. To 
increase the adoption rate, GAO selected seven 
countries and developed an action plan with five 
categories: firstly, instituting plans and polices; 
secondly, the provision of funds through public 

fIgure 3: InCome areas In soutH afrICa 
sourCe: telKom 2013, mYBroadBand ConferenCe 2013
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and private partnerships; thirdly, increasing 
competition; fourthly, expanding online services; 
and lastly, providing digital literacy training 
and consumer subsidies. All seven countries 
have instituted some type of broadband plan 
(GAO, 2010). Furthermore, in countries where 
the private enterprise is viewed as unprofitable, 
regional or national governments in all of the 
seven countries have used public and private 
partnerships. Therefore, high rates of broadband 
deployment have been achieved, overcoming the 
geographic and financial differences. However, 
this was not the case in all OECD countries. 
For example, Denmark, the most populated 
OECD country with an average of 128 people per 
square kilometre was able to deploy broadband 
to 99 percent of households which is much 
higher that than OECD average of 90 percent.   

Figure 3 shows South Africa’s mid and high 
income areas are highly concentrated in 
relatively few suburban and urban areas 
(highlighted in red); 59 percent of the households 
represent 83 percent of total income. Income 
value and population concentration makes 
the case for broadband infrastructure roll-
out in South Africa extremely challenging. 

Data explosion
According to Armstrong (2013), traffic 
projections for North America in both fixed line 
and mobile show six times growth, i.e. from 2013 
to 2018; mobile usage remains substantially lower 
than that of the fixed line usage. Armstrong added 
that bandwidth for broadband is dominated 
by intensive applications such as gaming, file 
sharing and storage, while mobile broadband 
usage is driven mainly by ad hoc browsing, 
video content and social media such as BBM, 
Mixit, etc. Broadband usage in South Africa 
is also growing exponentially (see Figure 2.4). 

According to Bottomley (2012), Cisco’s network 
index shows that the amount of mobile data 
which includes the Internet on the cellphones, 
tablet computers, and laptops will increase forty-
nine fold over the next five years, i.e. the volume 
of data consumed on mobile devices will more 
than double each year, and by 2016 about 102 000 
terabytes of information will be sent every month, 
which is equivalent to about 26 million DVDs or 
283 million SMSs per second. According to Kevin 
Bloch, Cisco’s head of technology in Australia, 
the substantial annual growth in Africa’s mobile 
sector is greater than in any other global region, 

fIgure 4: soutH afrICan usages In gIgaBYtes 
sourCe: armstrong, B. 2013. BroadBand In soutH afrICa: tHe road maP to groWtH. 

[onlIne]. aVaIlaBle WWW: HttP://telKom.Co.za
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and has been driven by factors such as more 
devices (like tablets, cellphones, and laptops), 
faster connection speed, and most importantly, 
more video material. Cisco predicts that all that 
84 percent of all mobile data will involve video 
by 2016, and that mobile data is expected to 
grow three times faster than fixed-line data. By 
2016 the amount of mobile data will be more 
than one Exabyte per year (Bottomley, 2012).

Changing consumption  
The number of Internet-connected devices is 
rapidly growing in the home and changing the 
way broadband services are consumed. The 
amount of households with four or more devices 
accessing the web has increased from 32 percent 
to 43 percent; as a result, the amount of bandwidth 
consumed per home is constantly growing and 
is expected to grow to four times the current 
amount by 2015 (Bandwidth Consumption 

and…, 2012). This growth is represented in the 
mobile smartphones and tablets, the fastest 
growing sector of connected devices. According to 
Huovinen (2014), the manner in which people are 
watching television is changing and evolving into 
an activity which doesn’t necessarily takes place 
in a person’s living room, but rather anywhere and 
also on multiple devices. In addition, Huovinen 
highlighted that consumers are moving away 
from watching traditional cable television and are 
moving towards video streaming the Internet on 
their smart devices, thus increasing the demand 
for broadband Internet services as smart devices 
require Internet access. According to Fierce 
Telecom, the drastic rise in demand and traffic 
means that Internet Service Providers (ISP) have 
to rethink their access aggregation structures in 
order to meet the end users’ demands and the 
growing requirements for broadband. ISPs need 
to establish new ways to address the demand for 

taBle 3: CHaraCterIstICs of unIVersal aCCess and unIVersal serVICe

asPeCt unIVersal aCCess unIVersal serVICe

Availability

Focused coverage Blanket coverage
Public access (e.g., at a pay phone or 

telecentre) Private service on demand

Free emergency calls Free emergency calls

Accessibility 

Walking distance, convenient locations 
and hours Simple and speedy subscription

Inclusively designed premises (e.g., for 
wheelchair users); inclusively designed 

terminals or available assistance (e.g., for 
the blind or deaf)

Inclusively designed terminals 
and services (e.g., for blind or 

deaf people)

Assistance from an attendant

Assistance through the 
terminal (e.g., by making calls 
or viewing help pages for the 

web)
Adequate quality of service (e.g., having 

few failed call attempts)
Reasonable quality of service 

(e.g., having few dropped calls)

Affordability

Options of cash and card payment
Cost of average monthly 

usage is a small percentage of 
monthly GNI per capita

Options of cash and card payment Options of cash, card, and 
electronic payment

Payment per use (e.g., for a single call or 
message or an hour of Internet access)

Flat rate, bundles of services or 
low monthly subscription fee

Source: Dymond, A. Oestmann, S. Whiting, K. Smithers, C. Milne, C.  Milne, R. 2010. Module 4: 
Universal Access and Service. In ICT Regulation Toolkit. InfoDev (Online). Available WWW: http://
www.ictregulationtoolkit. org/en/Sections.html (Accessed 20 July 2015).
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access to broadband making them rethink their 
aggregation network structure to enable them to 
keep up with the changing consumer preferences 
and also control costs. This goes beyond raising 
the consumer’s line rate; ISPs need to revamp 
their entire infrastructure (Huovinen, 2014). 

Regulation and policy challenges
According to Barrett and Slavova (2012), significant 
regulatory issues within the ICT sector include 
liberalisation, competition policies, licensing, 
and taxes. Taxes on communication services 
are influenced strongly by ICT affordability in 
Africa, for example the low average income, 
import duties on ICT equipment and value-
added tax (VAT) ranging from 5 to 23 percent on 
services and goods. Another contributing factor 
is excessive licencing which can stifle the delivery 
of numerous content-based ICT services. Pure 
data transmission regulation should, however, be 
synchronized with content broadcasting (Barrett 
& Slavova, 2012). According to Gasmi and Virto 
(2005), telecommunication policy access can be 
understood in terms of two broad concepts: the 
first is universal service which is primarily used in 
developed countries, for example, England, USA, 
etc. where the focus is on upgrading and extending 
communication networks thereby ensuring that a 
minimum level of service is provided to individual 
households, which includes the least accessible 
areas. The second concept is universal access: 
this policy objective is typically for developing 
countries, for example SA, India, Brazil, etc. which 

seek to grow the geographic access to ICT of the 
population at large and in most instances, for the 
first time. Without universal access, providing 
penetrative broadband in SA will clearly pose a 
massive challenge within the South African ICT 
sector, especially from a fixed-line perspective. 

Table 3 outlines the characteristics of universal 
access and universal service in terms of 
affordability, availability and lastly, accessibility. 
When designing ICT policy, intervention must be 
aimed at promoting equitable access to ICTs. Both 
the users and the technology must be considered 
as forming a socio-technical system through 
which improvements to ICT access translates into 
improved rural livelihoods that are sustainable. 

The effects of broadband on economic growth 
Romer (1990) and Czernich et al (2011) argued 
that, according to endogenous growth theory, 
broadband networks have the ability to stimulate 
economic growth in various ways such as 
promoting knowledge sharing and distribution, 
enhancing the coordination of various work 
activity and lastly, facilitating product innovation. 
According to Lio and Lui (2006), ICT availability 
in rural areas can raise incomes through the 
increase of agricultural productivity and through 
the introduction of income channels other 
than the traditional farm jobs.  Investments in 
broadband are increasing as policymakers believe 
that broadband may lead to job creation and 
economic competitiveness (Kolko, 2012). There 

taBle 4: unemPloYment rate BY ProVInCe 
sourCe: statIstICal release P0211 (2015)
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is a concerted effort by governments in Emerging 
Market Economies (EMEs) to catch up with 
broadband diffusion, with a significant growth 
of the number of broadband subscribers, from 
37.20 percent in 2005 to 69.40 percent in 2010 
(Euromonitor, 2010). According to Seymour 
and Naidoo (2013), countries’ broadband 
infrastructure is crucial to their economic and 
scientific goals, and to the social requirements 
of the knowledge economy which has the ability 
to uplift the lives of the people by providing ICT 
skills for employment and also help improve 
access to online education, known as e-learning. 
According to Hill, Troshani and Burgan (2014), 
broadband macro-level access can be measured 
by penetration rates, broadband coverage, 
connection types, user demographics, and lastly 
high-level broadband policy development. 
Broadband study statistics at a country level show 
that various factors that can impact on broadband 
adoption: demographic (education, population 
density, ethnicity), marketing (policies, 
pricing), economic (government policy, GDP, 
completion), lastly infrastructural (broadband 
infrastructure, interest access and user skills). 

South Africa has realised the need of high-
speed broadband technology to improve the ICT 
infrastructure in the country; however, even with 
the high demand of broadband in the country, 
the adoption of the technology is relatively low, 
particularly by household consumers (Seymour 
& Naidoo, 2013). Minister Siyabonga Cwele 
has indicated that the Department of DTPS 
has agreed with the ITU, the United Nations’ 
specialised ICT agency, to focusing broadband 
as an economic enabler (Broadband Stats:2015).

South Africa has an estimated population of 54 
million with about 19.8 percent in KZN, making 
it the second highest of the nine provinces in 
terms of population. The current unemployment 
rate in South Africa is approximately 25 percent 
which is the worst of the BRICS nations, currently 
between four and eight percent. Table 2.3 shows 
that the unemployment in KZN was around 37.9 
percent in July 2014. This is a high percentage 
considering that KZN accounts for about 20 
percent of South Africa’s total population. 
Broadband is considered one of the key tools to 
ensure growth in economies around the world and 

reliable and cost effective Internet connections 
are vital for economic growth in South Africa. 

Government policies and interventions are 
considered the key drivers to ensure broadband 
penetration is given appropriate attention. 
However, providing penetrative broadband 
goes beyond government policies; there has to 
be collaborative engagement between various 
stakeholders such as the public and private sector, 
communities, overseas investors, etc. The next 
chapter presents the study methodology used 
in this paper as well as a detailed discussion 
on the study design and methodology. 

metHodologY   
This study used qualitative techniques to collect 
both primary data and secondary data. These 
techniques are concerned with a world view 
with an in-depth understanding of a certain 
subject from people’s experiences which could 
also be subjective (Du Plooy-Cilliers, Davis 
and Bezuidenhout, 2014). Qualitative methods 
involve making use of data that is qualitatively 
obtained to answer questions, in this paper to gain 
insight into the knowledge and experiences from 
respondents regarding factors affecting the roll-out 
of penetrative broadband in KZN. According to 
Neuman (2011), study data collected qualitatively 
is regarded as meaningful and relevant to the 
study. A qualitative methodology takes an 
interpretative approach which provides more of 
an understanding compared with measuring for 
results (Babbie & Mouton, 2009). A purposive 
sampling method choose who to interview (i.e. 
who to include in the sample) based on a set of 
characteristics (Du Plooy-Cilliers et al., 2014). The 
intention was to make use of snowball sampling, 
whereby the study is open to referrals of the people 
who are involved and responsible for the fixed 
broadband roll-out in KZN. Data was collected 
from various sources to acquire a broader and 
deeper understanding of the paper. Interviews 
with selected staff from an ICT fixed line service 
organisation who are involved in the broadband 
roll-out were conducted. A list of open ended 
questions afforded respondents the opportunity 
to provide their insights about broadband 
services in general. Interviews were conducted on 
a one-on-one face to face basis to enable different 
perspectives. The reviewing of documents 
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was an additional method of data collection. 

dIsCussIon of results and 
 ConClusIons
Key roll-out factors considered and challenges 
associated in providing broadband services in 
South Africa, KwaZulu-Natal 
The findings revealed that certain key factors 
need to be taken into consideration when rolling 
out broadband network. Responses to the first 
study question revealed that the majority of 
respondents agreed that financial constraints and 
return on investment were the key factors taken 
into consideration when planning the company’s 
broadband network. Other aspects mentioned 
included remote positioning of access nodes, core 
and access congestion, port availability and safety. 
It is clear the company’s broadband strategy is 
determined primarily by the return on investment 
which in turn establishes the capital allocation; 
therefore, the company’s strategy and capital 
network investments are determined by their 
return on investment, in particular for broadband 
services. To grow the broadband footprint in KZN 
aimed at providing penetrative broadband, the 
return on investment needs to be re-considered 
due to the low returns from investing in broadband 
infrastructure to remote and rural areas in KZN.     

The second question in this theme focused on 
the challenges encountered when rolling out 
broadband. Findings revealed there are numerous 
challenges, the most common of which include 
theft and vandalism resulting in high replacement 
costs which could also result in the total loss 
of service due to the non-viability to reinstall. 
Secondly, geography and topology in KZN (large 
rural land mass which is mountainous) present 
a unique challenge which requires a specific and 
specialised approach when planning, engineering 
and deploying ICT infrastructure here. Thirdly, 
financial constraints present major limitations to 
providing this service to a larger geographical area, 
with very little or no fixed line broadband service, 
particularly in the rural and remote parts of KZN.    

All the respondents claimed the top priority was 
high returns for broadband. Geography and theft 
were other key challenges encountered when 
rolling out broadband. All these challenges lie 
on the access side of the broadband network 

which has also been referred to as ‘the last mile’.  
According to the GAO (2010), geography and 
finances do pose challenges when it comes to 
broadband roll-out. Where these broadband 
challenges are evident and make private enterprise 
unprofitable in the OECD countries, regional 
or national governments in all seven countries 
have used public and private partnerships. 
High rates of broadband deployment have 
been achieved, overcoming the geographic and 
financial differences among the OECD countries, 
with some countries, for example Denmark (the 
most populated OECD country with an average 
of 128 people per square kilometre and with 99 
percent of households with broadband) even 
higher than the OECD average of 90 percent. 
According to Kelly et al (2012), it took over 30 
years for the wireline telephones to multiply 
tenfold per capita; however, this is now on the 
decline worldwide. Mobile phones took about 12 
years to multiply tenfold, and Internet users took 
approximately eight years. Penetrative broadband 
roll-out in KZN needs to look at adopting a 
similar approach to that of the OECD to address 
challenges such as geography and finances using 
mobile networks, which will also address issues 
of theft and vandalism to a certain degree.

Preferred broadband options, Long Term 
Evolution (LTE) or fixed line, or both  
The question for Theme Two sought to establish 
the preferred broadband options used by the 
fixed line ICT Company: either LTE (mobile 
communication), fixed or both. In our fast paced 
world people prefer to be mobile, therefore LTE 
resonates with the world’s mobility approach. All 
six of the respondents were interviewed and asked 
the question below and their responses follow. 

According to feedback, taking into account 
reliability and speed for broadband, fixed line in 
the preferred option. However, LTE can play a 
key role in providing broadband, particularly in 
rural and remote parts of KZN. There is evidence 
that fixed line companies are appreciating the 
value of using LTE. Vermeulen (2015) indicated 
that Telkom recently announced the expansion of 
its LTE network to approximately 22 suburbs in 
Western Cape, KZN and Gauteng; further to this, 
Telkom has made various claims regarding its 
LTE-Advanced (LTE-A) network as a competitive 
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alternative to its fixed-line broadband. According 
to feedback from all individuals interviewed and the 
literature, LTE is a preferred option for broadband, 
particularly in the case of KZN where the terrain 
and geography present unique challenges. 

Impacts of broadband to the economy
Broadband has far reaching benefits in terms of 
the World Wide Web. It enables people to chat 
to their loved ones far away, it enables distance 
learning, it helps with training people in remote 
areas, etc., all of which help to stimulate and 
grow the economy. Romer (1990) and Czernich 
et al (2011) argued in line with endogenous 
growth theory that broadband networks have the 
ability to stimulate economic growth in various 
ways such as promoting knowledge sharing 
and distribution, enhancing the coordination 
of various work activity and lastly, facilitating 
product innovation. Providing good quality and 
affordable broadband is therefore of paramount 
importance to the economy in general. The 
objective of Theme Three was to establish if the 
people who are primarily involved with rolling out 
broadband have an understanding of the impact 
of broadband from an economic perspective.   

According to all respondents, broadband clearly 
has a positive impact on the economy of a country. 
Areas of the economy identified which could 
benefit from broadband were education, medical, 
and training and development. According to 
Seymour and Naidoo (2013), broadband has the 
ability to have a positive impact on a country’s 
economy particularly with uplifting the lives of 
the people by providing ICT skills for employment 
and helping improve access to online education, 
known as e-learning. Therefore, broadband can 
be considered an important enabler to ensure 
positive economic growth globally; hence the need 
for a cost effective and reliable broadband service. 

It is estimated that only approximately 3.7 
percent of adults in KZN have a degree or higher. 
Penetrative broadband could help improve this 
percentage by making tertiary education more 
affordable and accessible through e-learning. The 
high unemployment rate in KZN is also an area 
of concern, particularly in the rural communities. 
According to Lio and Lui (2006), ICT availability 
in rural areas can increase incomes through the 

increase of agricultural productivity and through 
the introduction of income channels other than 
the traditional farm jobs. This could be seen as 
one of the ways to reduce the unemployment rate, 
particularly in the rural areas of KZN. Clearly 
there is correlation with what the literature 
states when compared to the feedback received 
on this study question. Therefore, broadband 
should form a vital part of SA’s economic growth 
plan, particularly from an unemployment, 
poverty, and equality dimension which is 
in line with the endogenous growth theory. 

Strategic plan to deliver high quality 
penetrative broadband service in South Africa, 
in particular KZN
There were two key questions related to this 
theme. Feedback from the first revealed that the 
roll-out plans for penetrative broadband in KZN 
are sketchy, slow, and unclear. To date, very little 
has been done particularly by the fixed line ICT 
sector to provide broadband penetration in KZN. 
This could be attributed to the lack of return on 
their investments, theft, geographical challenges 
and the high costs related to the roll-out of 
broadband in rural and remote parts of KZN. 
According to Kelly et al. (2012), there is a lack of 
interest in the private sector with regard to capital 
investment in broadband in the rural and remote 
areas even though Government incentives are 
in place. Therefore, public sector support is of 
vital importance to for the support, deployment, 
operations and lastly, ownership of a broadband 
network.  It is of paramount importance that 
Government takes the lead and drives the 
broadband plan not only for KZN but for the 
entire country if the 2020 broadband vision is to be 
achieved. Feedback received from the individuals 
interviewed indicated that the fixed line ICT 
company is waiting for Government to provide 
the broadband strategic plan and leadership, 
particularly in the rural and remote areas of KZN.  

Feedback and suggestions received from the 
second question for this theme pointed in the 
direction of partnerships, which are taking place 
at a slow pace, thus hampering the efficient and 
effective broadband roll-out in KZN. Respondents 
to this question suggested Government needs to 
take the lead in forming an efficient and effective 
collaborative partnership with various key role 
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players, such as other telcos, the private sector, and 
the communities. Government is making some 
attempt to drive this partnership, for example, the 
Department of Basic Education in partnership 
with Vodacom, identified the importance of 
building ICT resources centres across the country 
with the objective of fast tracking effective 
teaching and learning. According to Kelly and 
Rossotto (2012), privately led ICT companies are 
extremely effective at growing new services and 
networks in low and middle income countries. 
Hence the partnership formed between 
Government and Vodacom seems to be a step 
in the right direction. However, Government’s 
current penetrative broadband strategy and 
objective is primarily focused on schools, 
hospitals, government building and clinics with 
little or no focus on the general community in the 
rural and remote parts of KZN. If this strategy is 
maintained, this will adversely affect people’s right 
to access information and the right to e-learning 
due to the lack of ICT infrastructure, particularly 
in the rural areas of KZN. If Government intends 
achieving its 2020 broadband vision, then much 
more needs to be done. Based on the above 
discussion, the following conclusions were made:

•	 KZN appears not to be taking seriously 
the rolling out of penetrative broadband, 
particularly the fixed line ICT provider, despite 
the progress shown by other African countries 
such as Kenya, Uganda and Burundi;

•	 Roiling out broadband requires large capital 
funding and support from Government;

•	 Besides a rather vague national Broadband 
Policy, there are no clear broadband roll-out 
plans in place for the fixed line provider in 
KZN;

•	 Rolling out penetrative broadband requires 
top management commitment from the fixed 
line service provider, due to low returns of 
investment; and

•	 Rolling of broadband in KZN is hindered 
by increasing vandalism and theft which 
is of major concern to the fixed line service 
provider. 

 
reCommendatIons
This paper has focused on the challenges associated 

with the roll-out of penetrative broadband in 
KZN by South Africa’s national fixed line ICT 
company. The following recommendations 
based on the above conclusions can be made:

•	 Ensuring effective and efficient roll-out 
of penetrative broadband within KZN, 
requires engagement with key stakeholders 
such as Government, various telcos, banks, 
communities, NGOs, aimed at establishing 
an appropriate and achievable strategic plan 
to map the way forward for penetrative 
broadband roll-out. The key stakeholders 
must meet periodically to ensure the strategic 
plan is on track and take corrective action 
when the need arises.  

•	 Government needs to provide financial 
support to ICT service providers to 
incorporate penetrative broadband service 
delivery as part of their business strategy. 
Financial support from Government takes the 
form of tax rebates, government grants, and 
government support for businesses. 

•	 Support from the local communities and 
traditional leaders may be considered one of 
the instrumental ways in dealing with and 
addressing the problem of theft and vandalism 
of ICT infrastructure. Communities need to 
be educated and informed of the value and 
benefits of broadband presence within their 
communities.  

•	 Government needs to acquire foreign 
investment and ensure that this investment is 
being used wisely.     

•	 Private organisations can support the 
country’s broadband drive by either investing 
or donating funds. In return, Government 
could make these organisations ‘broadband 
champions’ who can form part of Government’s 
broadband steering committee. Alternatively, 
Government can provide support to these 
organisations through tax relief or through 
business transactions.

•	 Government could consider the option of 
licensing municipalities to provide ICT 
services to communities. 

•	 Broadband needs to be made more affordable 
to all South Africans which will increase the 
attractiveness of broadband. Government, 
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together with Independent Communication 
Association of South Africa (ICASA), needs 
to map a way forward to reduce broadband 
costs.

•	 Apart from the lack of penetrative broadband 
presence in rural areas, there are also concerns 
over the lack of fixed line broadband in built-
up urban areas throughout South Africa. 
Therefore, a paper on factors hindering the 
presence of high quality fixed line broadband 
availably in these areas should provide 
insightful findings regarding the lack of a 
fixed line broadband presence. Similar studies 
of this nature could be conducted in other 
provinces of SA in order to develop a broader 
view of the state of penetrative broadband in 
SA.
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aBstraCt
Financial institutions within South Africa have 
increasingly become reliant on the Internet in its 
capacity to function in matters of governance, day 
to day business and more recently aligning itself 
within the social media environment. With its 
introduction into the electronic environment, has 
opened avenues for crime to become prevalent. 
In specific for the introduction of cybercrime 
within the banking fraternity. Information and 
Knowledge Management (IKM) has defined 
itself within the work environment as a strategic 
tool to aid and assist in the management of 
organisations. The seriousness of cybercrime 
needs to be addressed within financial institutes. 
The ability of financial institutes to utilize IKM 
strategies to safeguard confidential information, 
and intellectual property is at the core of this 
research. This research employed an Inductive 
approach in its collection of data. Interviews were 
conducted with the identified experts within 
three major South African banks.Rooted within 
the technical aspects in combating cybercrime, 
IKM is strategically incorporated into the system. 
However there is a strong technical understanding 
which diminishes the full potential when 
integrating IKM.  IKM can support the highest 
level of security processes and be entrenched 
within the broad and refined cyber security culture.

Keywords: Cybersecurity, cybercrime, infor-
mation management, Knowledge management
 

IntroduCtIon 
The development of technology and the internet 
in recent years, introduces the threat and risk 
of cybercrime. Cybercrime also referred to as 
computer crime is defined by Dennis (2016) 
as “The use of a computer as an instrument to 
further illegal ends, such as committing  fraud, 
trafficking in child pornography and intellectual 
property, stealing identities, or violating privacy. 
Cybercrime, especially through the  Internet, 
has grown in importance as the computer has 
become central to commerce, entertainment, 
and government”. With the developments of 
cybercrime, organisations are required to be 
aware of the threats and therefore make strategic 
decisions to create online safety for their clientele. 
Stephanou and Dagada (2008:6) conclude 
that although research has been conducted on 
Internet Safety Awareness techniques, these 
techniques are guides about the right methods 
rather than practical techniques to implement. 
In order to mitigate the risks associated with 
cybercrime, organisations are perpetually seeking 
out effective methods and strategies in their 
battle against cybercrime. Especially financial 
institutions are impacted the greatest by the 
threats of cybercrime. Therefore they require 
mechanisms that support the secure sharing and 
management of information and knowledge. This 
includes the implementation of programmes 
that educate employees and develop awareness 
around the threat of cybercrime.  More than a 
decade ago, it was found that the South African 
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banking sector was well managed due to its use 
of sophisticated risk-management systems and 
corporate governance structures in conducting 
business (Mboweni, 2004:1). According to 
Wolfpack (2012/3:9), in the South African cyber 
threat barometer report, the South African 
financial organisations have felt the sting of 
cybercrime, so much so that the estimated figure 
loss was standing at R662.5 million. In an attempt 
to address the issue of cybercrime, Information 
and Knowledge Management (IKM) provides 
the precautionary measures and tools to support 
financial organisation’s initiatives for securing the 
organisation information (European Network 
and Information Security Agency, 2009).

The objective of this paper is to address the 
issue of cybercrime and cyber-attacks and gauge 
the ability of financial institutions to utilise 
IKM tools and strategies to safeguard vital 
and confidential information and intellectual 
property. Structured, in-depth interviews were 
conducted with employees of three South African 
financial institutions that possessed expert 
knowledge relating to cybercrime and IKM. The 
results were analysed and recommendations 
were made as to how IKM can be leveraged 
to create a more secure cyber environment 
within South African financial institutions.

defInIng CYBerCrIme and CYBerse-
CurItY WItHIn tHe soutH afrICan 
fInanCIal InstItutIons 
Cybercrime is defined by the ECT Act, (2002) as 
“illegal acts the commission of which it involves 
the use of information and communication 
technologies. It is the unauthorised access 
to interception of or interference with data, 
computer related exhaustion, fraud and forgery, 
and aiding and embedding cybercrime”. Cyber 
threats include any identified effort directed 
towards the following: access to, exfiltration 
of, manipulation of, or impairment to the 
integrity, confidentiality, security, or availability 
of data, an application or a computer system 
using the Internet, without lawful authority 
(Brewer, 2013). Using these definitions suffice as 
foundation for always finding cybercrime in and 
of itself a criminal act that should be prevented. 
Organisations need to safeguard themselves from 
the act of cybercrime and the cybercriminals who 

use information communication technologies to 
infiltrate the organisation and steal information.   

International Telecommunications Union news 
(2010) define cyber security as “the collection 
tools, policies, security concepts, security 
safeguards, guidelines, risk management 
approaches, actions training, best practices, 
assurance and technologies that can be used to 
protect the cyber environment and organisation 
and user assets”. According to (Viveros, 2013) the 
field of cyber security is constantly expanding, 
because of the increase in domains, there is 
a direct increase in cyber threats. Attackers 
are stealthier and more evasive, making treats 
harder to detect. According to Viveros (2013) 
cyber security is experiencing enormous growth 
as an industry, in the public sector and the 
private sector. Any business or person using 
technology requires some form of cybersecurity. 

“A financial institution is an organization 
that performs financial transactions such as 
investments, loans and deposits” (Investopidia, 
2015). Financial institutions deal with the bulk 
of financial transactions that are conducted and 
concluded in an online or offline environment 
on a daily basis. The financial institutions in 
South Africa are linked to the major banks, and 
investment companies. Inside these financial 
institutions the security of its information 
plays an important role in the company’s 
success. The responsibility of the securing of 
information fall within the job descriptions of 
the Group Chief Information Security Officer 
and the Chief Information security Officer. 

According to Loveland and Lobel (2012) 
the Group Chief Information Security 
Officers (GCISOs) responsibility is to secure 
organisational confidential data and corporate 
networks against accidental and intentional 
insider threats. Kaplam and Weinberg (2012) 
the GCISOs responsibility is also to identify 
and implement data loss protection tools to 
reduce the risk of losing valuable information. 

According to Viveros (2013) technological 
advancements within the last few years has aided 
Chief Information Security Officers (CISOs), 
in the process of securing their corporate 
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networks against unintentional, or intentional, 
risky behaviour by employees. It is essential that 
CISOs implement the proper tools and processes 
to ensure the security of the organisation.

InformatIon management and 
KnoWledge management ProCesses
Information management tools
Due to the technological developments, many 
organisations create and develop information in 
an online environment. Measures must be put into 
place to secure this information. Group Health 
(2016) define information security measures as 
ensuring that authorised users properly observe 
the appropriate safeguards, such as: password 
security, confidential information handling, 
system access management, secure disposal of 
confidential information waste, data backup and 
disaster recovery procedures, sanctions for misuse 
of systems and data, and many more.  Some of 
the information management tools include:

Cloud- Cloud technology and development 
allow organisations to use virtual information 
technology in a computing environment. 
Quick examples are the popular email systems 
derived from Google. Google drive is set up, 
the information is stored in an online server, 
known as the cloud.  According to Romes 
(2013), cloud models include “infrastructure as 
a service, platform as a service, and software as 
a service — deployed in four types of settings — 
private, community, public, and hybrid clouds”. 

Financial institutions employ a private cloud 
approach. Information is accessible from the 
intranet and used within the organisation. 
A hybrid cloud model can also be utilised, 
a combination of two or more clouds 
accommodating the public which are their clients. 
Rouse (2005) defines a central place in which an 
aggregation of data is kept and maintained in 
an organised way, usually in computer storage.  

Repositories- repositories focus on particular 
information content (Ockerbloom, 2008). The 
utilisation of a repository is used to centralise 
the data of an organisation. It can be utilised 
to provide multiple number of users with 
information necessary to complete tasks and 
activities. Depending on how the term is used, a 

repository may be directly accessible to users or 
may be a place from which specific databases, files, 
or documents are obtained for further relocation 
or distribution in a network (Rouse, 2005). 
According to Ockerbloom (2008) applications 
and libraries may use repositories to support 
their tasks or communities, and some may be 
primarily built around one specific repository. 

These tools, allow the GCISOs and CISOs the ability 
to manage the organisations information from the 
process of creation to final disposal of information.  

Knowledge management tools 
According to Botha, Kourie and Snyman (2008, 
47-53) knowledge is managed through a process. 
Three knowledge processes are evident, namely:

•	 Knowledge creation and sensing
•	 Knowledge sharing and dissemination 

(transfer)
•	 Knowledge organising. 

Knowledge creation requires the combining and 
regrouping of old concepts and the sensing and 
creation of new concepts. Whilst knowledge 
sharing and dissemination (transfer) is conducted 
through education, storytelling, writing and 
publishing and creating an environment that 
allows for exposure to the transfer of knowledge. 
Knowledge organizing links more directly to 
information management, this process requires 
the knowledge to be captured, managed and 
stored for future retrieval. Institutions are 
required to constantly be learning, which requires 
of them to stay up to date with current trends, 
laws, and legislations. It is the responsibility 
of the institution to ensure that the institution 
adapts its policies when dealing with the 
organisation’s information and security. By 
implementing the correct laws, legislation and 
policies allows for more structured guidelines to 
manage knowledge and information within the 
organisation. Legislation was developed to deal 
with the Cyber environment, Cyber-legislation 
must be adhered to within organisations.  

Cyber-legislation- Cyber Legislation refers to 
laws considered collectively, which is a process 
in making or enacting laws regarding person, 
thing, or idea as part of the computer and 
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information age. Currently there is an increased 
number of legislation in place to guard against 
cybercrime and threats in financial institutions 
of South Africa. These include; Internet Service 
Providers Association (ISPA), Financial 
Intelligence Centre Act (FICA), Protection 
of Personal Information Act (POPI) and 
Promotion of Access to Information Act (PAIA).

researCH aPProaCH and 
metHodologY 
The research embodied the interpretivist 
philosophical paradigm. This research employed 
an Inductive approach in its collection of 
data. Interviews were conducted with the 
identified experts within three major South 
African banks. The research paradigm and 
methodological choice utilise a multi method 
and qualitative research approach. Research 
strategy followed a grounded theory regarding 
the IKM strategies implemented in the financial 
institutions to gain an internal perspective. 
This study was a cross sectional investigation.

The literature study forms the basis from which 
the interviews was created. The interviews were 
used to gauge the ability of financial institutions 
to utilise IKM tools and strategies to protect 
confidential information and intellectual 
property against the elements of cyber threats 
and cybercrime. The sampling method of 
convenience sampling was used for this 
research study. A total of three major financial 
institutions within the greater Johannesburg 
metropolitan participated in the study.

fIndIngs
The empirical findings focus on the interpretation 
and knowledge of the subject specialists. Firstly 
seeking to understand the utilisation of IKM as 
a strategy to combat cybercrime, exploring the 
use of IKM strategy, policies and acts. Next the 
study looks at understanding the integration of 
IKM into the cybercrime strategic plan and lastly 
looking at the effectiveness of IKM strategies to 
combat cybercrime in the financial industry.

Institutional awareness and integration of 
legislation, policies and procedures improving 
cybersecurity in South Africa
The challenges faced by financial institutions 

are inadequate and incompatible legislation 
relating to cybercrime. South Africa financial 
institutions utilise common legislation 
within the cybercrime division. Respondents 
indicated that the South African legislation 
requires the financial sector to be aware of 
and abide by the following Acts and agencies: 

POPI - Protection of Personal Information 
Act, when properly effected into the 
system assists in the regulation and 
processing personal information of clients.

FICA - Financial Intelligence Centre Act 
(38 of 2001), providing safe environment 
for financial transactions in South Africa.

PAIA - Promotion of Access to Information 
Act 2000, its purpose and aim is to protect 
any rights pertaining to the information 
held by the state or private bodies. 

CSIRT - Computer Security Incident 
Response Team, deals with the promotion 
of incident prevention. Assist defence 
mechanisms and lessens the future attacks.

ISPA - Internet Service Provider Association, 
agent bodies for ISP’s assist in controlling 
members with a code of conduct. Information 
based on scams, spam and lodging of complaints 
based on the violation of information.

SABRIC - South African Banking Information 
Centre, agent for banking institutions deals with 
cybercrime attacks such as identity and personal 
information theft, phishing, card skimming etc. 

Financial institutions work very hard to deploy 
technology based measures to safeguard their 
institution against cyber risks and threats.  South 
African financial institutions find it essential 
incorporating policies and procedures to control the 
scattering and diffusion of sensitive information. 

Respondents indicated that the current usage 
of information and knowledge management 
strategies aids the cybercrime divisions within 
their various financial institutions. An increased 
reliance from the usage of technology, has 
seen a direct increase in the implementation of 
policies and procedures, due to the required 
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governance of confidential information. 
Financial institutions must seek to improve 
the placement and utilisation of the policies, 
ensuring effective communication, efficient 
information and intelligence are not leaked or 
accessed without proper consent. Respondents 
indicated that in conjunction with the South 
African legislation, financial institutions must 
employ the following common ground policies: 

ISO the 27001/2 - It is an international standard 
that offers built in requirements for execution, 
protection and enhancing the information security 
management systems for the satisfaction of 
financial objectives. (International Organization 
for Standardisation, 2013). As this serves as an 
international standard it will be applied externally 
and internally to aid the security and information 
requirements for the financial organisation. 

Draft of Nation Cyber Security Policy for 
South Africa - Assisting financial institutions 
with internal processes protecting critical 
information infrastructure. It guarantees a 
safe and secure cyber space environment.

Society for Worldwide Interbank Financial 
Telecommunication (SWIFT) policies - It 
consists policies such as; data retrieval policy, 
registry privacy policy and personal data 
protection policy. The main role is to provide a 
communication platform and allows confidential 
exchange based financial information and explore 
for resolution that grasps common significance 
for members of the financial institution. 

Majority of the respondents expressed the 
most ideal manner to deal with legislation and 
policies is to continuously visit the acts, update 
the policies, and educate the employees. They 
went on to identify the most effective manner 
to ensure there is awareness is to emphasise 
the importance and the impacts of the acts 
and the policies in the employees information 
usage on a daily basis, without encumbering 
the employees with too much information.

Current IKM strategy and implementation 
against cybercrime
Respondents indicated IKM can be more 
effectively utilised to facilitate the effective 

and secure dissemination, transfer and 
communication of restricted or privileged 
information. In addition, it is capable of 
supporting education and awareness initiatives. 

According to respondents there are numerous 
IKM practices that possess value in the 
cybercrime division of South African financial 
institutions. These include knowledge acquisition, 
knowledge creation and knowledge sharing.

Sharing knowledge and information surrounding 
cybercrime is not restricted to the internal 
environment of an organisation but extends to 
other financial institutions as communication 
of current information regarding cybercrime 
supports organisations initiatives in developing 
comprehensive defensive strategies. Collaboration 
contribute to avoiding and preventing the 
consequences of cybercrime. Not only is the 
ability to adequately share knowledge effectively 
essential in communicating information 
regarding common cyber-attacks and possible 
solutions between financial institutions 
but it is also vital in creating awareness of 
cybercrimes and threats across the organisation.

Furthermore, raising awareness and educating 
employees on the dangers of cybercrime is a key 
aspect in developing a comprehensive defensive 
strategy. Employing IKM tools and techniques 
within an organisation is a potential method 
of effectively disseminating vital information 
regarding cybercrime thereby increasing awareness 
and simultaneously educating employees. 

The cybercrime division of every financial 
institution should implement IKM tools and 
techniques in an effort to ensure the security of 
the organisations and its sensitive information. 
Furthermore, the implementation of IKM 
within an organisation has the potential to 
significantly reduce the levels of risk and enhance 
the institutions cyber security initiatives.

Challenges faced by financial institutions: 
Future development and integration of IKM 
strategies 
In order to effectively implement and execute 
knowledge management strategies within 
any organisation it is essential to ensure that 
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the strategies are tactically implemented and 
integrated with the business functions of the 
organisation. Within financial institutions it is 
necessary to develop strategies that possess the 
ability to protect personal information and data 
as well as detect unscrupulous and malicious 
individuals. Financial institutions within 
South Africa have allocated high priority to the 
development, implementation and execution of 
modern cyber security strategies that are able 
to improve the organisation’s ability to diminish 
the impact of cyber threats and dramatically 
reduce the occurrence of cyber incidents. When 
developing these strategies it is necessary to 
be realistic of what can be accomplished by 
the organisation on its own. Whilst always 
understanding the capabilities of the organisation’s 
systems and the skills that exist within the 
organisation. It is necessary to have a strong, 
clear understanding of not only the capabilities 
and skills that exist within the organisation but 
in the external environment which includes 
the police and cyber criminals/ hackers. 

Experts have identified that cybercrime has 
entered financial institutions in various ways, 
many criminals with no programming skills can 
purchase illegal software packages and it will 
assist in sophisticated attacks on the financial 
institution. A firewall cannot be deemed the 
only safeguard in terms of information security. 
Cyber-attacks have become a business risk not 
just a risk to the IT department in the institution. 
The cyber threat extends beyond marketing, 
insurance costs, customer relationship to 
government compliance and legality charges. 
The security of information possesses a need for 
a greater understanding, major involvement and 
consensus from all levels in the business all the 
way up to the board.  Strategies implemented by 
the experts are a great security measure to combat 
cybercrime and are developed in line with the 
company’s disaster and business continuity plan. 

The key development area within the 
cybersecurity strategy lays within the 
misconception that cyber security is an IT cost 
and responsibility. The various CISO’s indicated 
the challenge of cybersecurity is not only linked 
to the technology but rather improving the 
cybersecurity awareness throughout the company. 

Experts identified that the greatest challenge they 
face is the need to communicate effectively with 
executives and the board about their IKM strategy 
concerning IT security, banking risks and security 
strategies. The CISO’s of the financial institution 
sends articles to the executives to encourage 
pursuing implementation of IKM strategies 
to combat cybercrime. Financial institutions 
subscribe to RSA fraud intelligence information 
services centre. They are a centre that provide 
information and expertise on the most advanced 
threats and current trends impacting the financial 
sector.   The CISO’s identified that the training of 
all employees is vital and more so the education 
and training pertaining to the institutions 
security must be incorporated for all employees 
and articles should be published quarterly in the 
banks newsletter.  The research participants have 
highlighted that the institutions need to move 
beyond traditional physical defensive structures 
and seek to implement protection strategies 
for their data. With an increase in outsider 
threats due to a great usage of mobile devices, 
financial institutions must now not only encrypt 
their internal systems but they must ensure 
that their encryption is set up for the various 
devices that enter and exit their information 
repositories such as, laptops and mobile devices.

The effectiveness of IKM protecting financial 
institutions from cybercrime 
It is necessary to have access to reliable and 
relevant knowledge, inaccurate information leads 
to continued and perpetuated misunderstanding 
resulting a diminished ability to effectively 
respond and react to cyber threats. In order for 
a financial organisation to develop a strong and 
effective cybercrime division it is necessary that 
the organisation possesses a wide reaching, in-
depth and relevant body of knowledge. This is 
necessary to guide the methods and strategies 
executed to react to various different cyber threats 
in an effective and efficient manner. Financial 
institutions are required to gather accurate, reliable 
and timely information which that could have the 
potential to affect the organisation. Many of the 
experts agree that by effectively implementing 
IKM strategies can alleviate financial institutions 
from certain aspects of cybercrime. The financial 
institutions have little to no control when 
addressing possible cyber threats however by 
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using IKM strategies, financial institutions 
can create contingencies against financial 
crime such as business bank account fraud. 

It is an “inside job” formulated by employees 
that encompass in depth knowledge and 
understanding of financial organisations systems 
and operations.  Monies are being siphoned 
away from customers or business accounts that 
are high profiled without any attention, taking 
months to track the hacker or eventually writing 
it as a loss to the company financially.  Experts 
expressed that financial institutions need to 
implement strategic IKM measures for the 
protection of personal information and data.

In order to effectively safeguard the organisations 
knowledge and data it is necessary to employ 
effective IKM practices. This is necessary to 
gain a greater level of control of the flow and 
dissemination of sensitive data across the 
organisation. Over the past several years there 
have been numerous technological developments 
and improvements that secure organisational 
confidential data and corporate networks against 
accidental and intentional insider threats. A key 
aspect in ensuring the safety of an organisations 
information, lies in educating the organisation 
in regards to behaviours and actions that could 
place the organisation at risks. Simultaneously 
methods and practices that employees should 
utilise and implement in order to diminish 
the risk to the organisation. IKM has the 
ability to play a vital role in disseminating and 
enabling access to necessary information, and 
increasing awareness of the risks of cybercrime 
and cybersecurity.  Companies that do not take 
adequate measure to protect personal information 
may find themselves liable for data compromised 
by unscrupulous individuals or organisations.

ConClusIon and reCommendatIons
It is evident that with the utilisation of IKM 
within an organisation facilitates superior control, 
sharing, analysis, organising and dissemination 
of knowledge and information. Implementing 
information and knowledge management tools 
and strategies is vitally important. Leaders 
and experts employed within the major South 
African financial institutions located in the 
various cybercrime divisions are well versed in 

IKM. The leader’s awareness and understanding 
of the various legislation and policies are of vital 
importance in the financial sector. It is clear from 
their experience and understanding, with the 
proper implementation of IKM tools and strategies, 
the impact of cybercrime within the industry 
would be reduced substantially.  Furthermore 
IKM is a strong asset that helps in the formulation, 
development and execution in strategies. These 
strategies equip the organisations to strengthen 
their defense from the risks of cybercrime. 

Information and knowledge management 
utilised by financial institutions will improve and 
ensure secure and safe communications, sharing 
of information, and appropriate interaction 
between employees and third party consulting 
in the business environment. IKM strategies 
is perceived as a strategic tool in assisting with 
decision making and solving problems in relation 
to cybercrime. It also provides awareness and 
clarification addressing cybercrime as a nation 
for all financial institutions in South Africa. 
Cybercrime awareness needs to be taking on a 
daily basis in the form of programs or workshops, 
even seminars, without overloading the employees 
with too much information. The combination of 
IKM tools and techniques, legislation, policies 
and modern technology adds to the cyber 
strategies of a company. Future studies should 
look into IKM and more specifically knowledge 
sharing taking place between financial institutions 
in their shared combat against cybercrime.
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aBstraCt
The lack in considering the potential contribution 
of online CoP’s in developing organisational 
learning, sets the foundation to this research 
article. This article reports on a study which 
seeks to investigate whether tertiary institutes 
are aware of the opportunities generated by the 
use of online CoP’s to develop its capacity for 
organisational learning. This study sought to 
identify the current online CoP usage. Whilst 
simultaneously create awareness as to how 
online CoP’s are impacting the tertiary institute’s 
lecturer’s development in the university’s learning 
program. A qualitative study was conducted 
in the form of interviews in the University of 
Johannesburg’s Faculty of Humanities CAT 
department to identify the current usage and 
the potential impact online CoP’s would have on 
organisational learning. The analysis of the data 
collected was the content analysis of the interview 
data. The participants for the interviews focused 
on the University of Johannesburg Humanities 
Teaching and Learning online CoP.  The study 
indicated that online CoP’s have a large role 
to play in the development of organisational 
learning, and has the ability to increase the 
quality of learning that takes place. It is clear that 
online CoP’s offer substantial benefits. Tertiary 
institutes should incorporate the opportunities 
associated with online CoP’s in their strategic 
plan to develop its organisational learning. 

Keywords: Communities of Practice (CoP), on-
line CoP’s, Knowledge sharing, organisational 
learning

IntroduCtIon 
CoPs have been around for a very long time and 

are functional in every environment, however 
only in the past three decades has there been a 
growth in its popularity within organisations 
due to the influence of Etienne Wenger (Wenger, 
2015; Wenger, 1998; Wenger et al., 2002). 
According to McDermott (2000) CoPs are often 
formed around technical disciplines and topics 
which link people with a common interest, and 
draw people from diverse work teams together. 
Wenger and Snyder (2000) identifies that people 
may also form CoPs in response to changes 
originating outside and inside the organisation. 
For this reason, learning organisations need 
to re-organise into a team-based structure, in 
which employees with functional expertise 
create CoPs as a way of maintaining connections 
with peers. This helps employees to understand 
their role within the wider organisational 
context and how their contribution affects 
inter firm alliance with the individuals and 
processes around them (Lesser & Everest, 2001). 

Previous studies have not clearly analysed 
the potential contribution of online CoPs on 
building a learning organisation. By investigating 
the University of Johannesburg Humanities 
Teaching and Learning (UJHTL) online CoP 
will give insight into the contribution of 
online CoPs on the development of learning 
organisations. This platform is used by lecturers 
for collaboration, discussion and dissemination 
of concerns, experiences and challenges. 

CoPs are informal systematic platforms for 
learning, which is very different to formal 
learning environments that most organisations 
implement such as seminars, workshops and 
training sessions. There have been frequent 

onlIne CommunItIes of PraCtICe In enHanCIng 
organIsatIonal learnIng
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suggestions that informal systematic learning is of 
lesser importance than formal learning (Boud & 
Middleton, 2003). Difficulties to integrate practice 
and reification describe some of the challenges 
researchers have observed when trying to establish 
online CoPs for lecturers (Barab et al., 2004). 

This paper will examine specifically at the facet 
of organisational learning and the influence 
online CoPs has on it. Using the UJHTL online 
CoP as a case in point, this article argues that 
online CoPs can make a substantial contribution 
towards creating a learning organisation. This 
argument is moulded around the main research 
problem that was investigated, namely: How do 
online CoPs shape organisational learning within 
tertiary. This study touched on the issue of silent 
participants within the CoP and how they can be 
coaxed to participate. It also sought to investigate 
how the use of the UJHTL online CoP contributes 
to the building of a learning organisation. This 
study sought to identify the role online CoP’s 
would have within a learning organisation. 

onlIne CommunItIes of PraCtICe 
and organIsatIonal learnIng
Wenger et al. (2002) indicates that CoPs create 
the social fabric of learning, and promotes 
participations based on mutual respect and 
trust. CoPs encourages a willingness to share 
ideas, expose individuals’ ignorance, asks 
difficult questions and puts important emphasis 
on careful listening. A CoP can be defined as a 
group of people who share a common interest 
to solve specific problems. This increases the 
viability to solve the common problem (Wenger, 
1991). The more frequent the interaction of the 
group indirectly increases the prospective for 
knowledge sharing to take place. The outcome 
and purpose of these practices is to develop, share 
and maintain the specific knowledge gained from 
the interactions that take place within the CoP. A 
working definition for this study conducted on the 
Faculty of Humanities will be, an online CoP is a 
collaboration space for people who share similar 
interests with regards to their fields of expertise, 
with specific reference to the use of technology 
during lectures. Online CoPs can be structured as a 
tool which enables the University of Johannesburg 
lecturers to informally structure themselves to 
become more effective within their environment. 

Indirectly creating a foundation for learning 
to come to the forefront of the organisation.  

According to Mason (2013) a learning organisation 
identifies learning as an ongoing, innovative 
process for employees. Ensuring the practice 
of learning within the organisation, enables an 
organisation to stay competitive in the business 
environment. Organisational learning denotes 
a change in organisational knowledge which 
typically adds to, and transforms organisational 
knowledge (Schulz, 2011). Thus allowing 
members the opportunity to educate each other, 
ensuring the survival of the organisation by 
allowing members to respond to the changing 
market and organisational needs. The aim of any 
learning organisation is to improve its future by 
creating a learning environment.  By properly 
executing learning within the organisation, 
creates an organisation that continuously renews 
itself to the needs and aspirations of people both 
inside and outside the organisation. According 
to Schweitzer et al. (2008), learning networks, 
such as a community of practice, can be an 
important way for planners to gain access to, and 
power in, new professional knowledge domains. 

researCH desIgn and metHod
The evaluation research was conducted allowing 
the study to take on a qualitative approach, 
by utilising an interview protocol. It aimed to 
provide an in-depth evaluation of the online 
CoP in promoting social learning spaces in CAT 
department and the Faculty of Humanities.

The research consisted of primary data (data 
obtained through interviews), (Mouton, 2003). 
The data collection consisted of semi-structured 
interviews with UJHTL online CoP participants.

The primary focus was to understand how staff 
members perceive the fundamental aspect of 
learning and identify ways in which the online CoPs 
facilitate organisational learning at work. Semi 
structured interviews was identified as being more 
appropriate as to address the research question.  
Simultaneously, the questions were open-ended 
and allowed participants to freely share their 
experiences, understandings and interpretations.  

Sampling method and sample size
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All UJHTL CoP members were invited to 
participate in this study. Out of the twenty active 
members, only five members participated in the 
interviews and they formed the basis of the sample. 
Five female members participated, making 
the study one sided. Due to the small number 
of interviews and gender bias, comparative 
responses by gender, level of education or age 
was not done. Sample saturation is unclear. 

Purposive sampling technique was used (Tongo, 
2007). Purposive sampling offered the research 
a degree of control, (Mays & Pope, 2009). Due 
to the characteristics of the online CoP, this 
study took on a descriptive research approach. 

Data collection
Data was collected using in depth interviews in 
order to get participant’s perceptions regarding 
the UJHTL online CoP and its influence on 
learning organisations within UJ. An interview 
schedule was developed based on the findings in 
the current literature on participation in online 
CoPs. Due to the small size of the group, it was to 
the advantage of the study to use an open-ended 
interview to get more structured details from the 
participants. Upon commencing the face-to-face 
interviews a brief definition and objectives of the 
study were explained to inform each member 
on the purpose of the study. Participation in 
the interview was voluntary. Consent forms 
was signed, consenting to participation, the 
recording and transcription of the interview.

Data analysis and limitations
Thorne (2010) maintains that in order to generate 
findings that transform raw data into new 
knowledge, qualitative research must engage 
in active and demanding analytical processes 
throughout all phases of the research. This study 
took on conceptualisation and categorising 
data analysis method. Morill et al (2000) 
states that identifying and refining important 
concepts is a key part of the interactive process 
of qualitative research. Conceptualising begins 
with a simple observation that is interpreted 
directly, pulled apart and then put back together 
more meaningfully. Information collected 
from interviews was transcribed for analysis. 

Due to the large amount of information collected, 

directed qualitative content analysis was used. 
Content analysis is a flexible method for analysing 
text data. The goal of directed content analysis is 
to “validate, or extend conceptually, a theoretical 
framework or theory” (Hsiu-Fang & Shannon, 
2009). Validity and Reliability asks whether 
what is being measured is correct (QMSS, 2013). 
The whole process, from research question 
to implications was transparent and open to 
critical thinking. The following limitations were 
identified in the study that precedes this article: 

•	 Limited to the University of Johannesburg
•	 Limited to the Faculty of Humanities
•	 Limited to the Centre for Academic 

technology (CAT)
emPIrICal fIndIngs 
Identifying online CoP as a platform for 
knowledge sharing 
The UJHTL online CoP provides an opportunity 
for members to suggest topics that they find 
important, to expand on major concerns and 
explore current and future trends. This has led 
to growth in confidence in knowledge sharing 
allowing for others to share their views and 
perspectives, which forms the grounds for 
knowledge sharing and learning to take place.

According to the CoP members the UJHTL online 
CoP has defined itself as an innovation space 
which has cultivated many new ideas. Much of the 
discussions revolved around how to properly pilot 
and implement these ideas. The findings were once 
again discussed in terms of teaching practices. 

Respondents have reflected on issues of concern, 
piloted new ideas that may be used for knowledge 
sharing within the class such as twitter and more 
recently google hangout. The UJHTL online CoP 
filters a lot of information to outline working 
forumlas, for instance the use of twitter as a 
learning platform for teaching. It goes further 
than the classroom, to creating, collaborating, 
and knowledge sharing in a broader sphere than 
just the university itself. Teaching can take place 
outside of University times and lecture halls. 
Implementing the above mentioned concepts 
helped fellow colleagues understand content 
better, thus expanding their knowledge base. 
These concepts are further implemented in faculty 
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meeting and staff spaces, presented in conferences 
and papers are written on areas of interest.  This 
platform creates opportunity to learn and to 
identify ways to overcome challenges within the 
various departments and within the lecture halls. 

The online CoP identifies itself as a platform 
where individuals were able to generate, argue, 
discuss and reflect on how knowledge can be 
used or mediated in and out of the class. This 
platform forms the foundation for knowledge 
sharing and so can ideally be identified as a 
strong tool to develop a learning culture within 
the organisation. It can also be said that the 
effectiveness of the CoP is linked to the member’s 
willingness to participate and share their 
knowledge. This directly links to the member’s 
relationship with one another.  The need for there 
to be some form of trust between members when 
using the online CoP effectively is necessary. 

Respondents indicated knowing each other 
outside of the CoP creates a strong foundation 
for the creation of the online CoP. Members who 
know each other personally and professionally, 
found it more easier to communicate and share 
their knowledge. It can be deduced that the online 
CoP is a platform for gaining reliable information, 
the value and quality of the information is 
reliable due to it being gathered from credible 
sources. Members who had been the longest 
in the CoP were identified as credible sources. 

The UJHTL online CoP can be regarded as a 
platform for gaining new knowledge. Respondents 
also propose different methods in the group before 
implementing in class, which makes it a safe space 
to test the various ideas. If it failed to bring an 
expected outcome, the findings were shared with 
the entire group thus identifying it as opportunity 
to learn. Allowing the lecturers to mitigate most 
of the things that can go wrong. The highlight 
was the gaining of new knowledge on how 
technology has transformed the teaching space

Membership to the CoP
Analysis of the findings indicated that 40% of the 
recipients have been part of the CoP for 3 years, 
since its formulation in 2012. Another 40% of the 
population sample joined the group a year later 
in 2013. The remaining 20% of the participants 

joined the online CoP within the year 2014, or in 
the past six months. It is interesting to note that 
longer serving members were also more confident 
in being able to share their ideas and knowledge. 
These longer standing members were also able to 
encourage more people to join the online CoP.  

Respondents indicated that they had experienced 
the CoP double in size over a period of one 
year, after its formulation and on the third 
year only 50% growth took place, as compared 
to the year 2013. Respondents indicated the 
reason for the poor growth has been associated 
with lecturer’s busy schedules and reluctance 
to participate because they are insecure in that 
they believe they don’t have much to contribute. 

The CoP members encountered challenges, 
failures and successes, members were able to learn 
from each other. A common theme members 
indicated was that within the online CoP they were 
given the freedom to discuss many of the ideas 
they have tried and tested in terms of teaching 
practices. The CoP proved to be a valuable tool 
as it was used to identify subject experts within 
the organisation. This can be recognised as a key 
find in any organisation and CoP. By identifying 
the subject experts to the members within the 
online CoP has immense implications to the 
effectiveness of the organisation. It allows for the 
learning to be more strategic and focused within 
the online CoP and within the organisation.

Online CoP’s contribution to organisational 
learning 
Respondents indicated that the UJHTL 
online CoP facilitates organisational learning 
by members being given an opportunity to 
suggest topics, discuss issues and share pressing 
concerns to engage and try to understand 
member’s perspectives. Responses show that 
the UJHTL online CoP facilitates organisational 
learning through peer collaborative processes.  

The underlying idea that was taken out of the 
responses revealed that technology can be 
utilised more effectively within the teaching and 
learning space.  Online CoPs contribution to the 
organisational learning can be linked to many 
different factors however, these concepts come 
through very clearly in the analysis of the interviews:



1466
WWW.IBC-CONFERENCE.COM

•	 Teaching practices
•	 How to use technology in learning 
•	 How to get the most out of the online and 

offline platforms
•	 Where is teaching practice going in the 21st 

century
•	 What are the new strategies that other 

universities are using 
•	 Would any other practice used in the classroom 

work within the UJ as an institution.
Based on the above concepts, it can be deduced 
that organisational learning is enhanced by the 
use of the online CoP. This is directly linked 
to the member’s ability to advise each other on 
what technology they have piloted and finally 
integrated into their teaching and learning space. 
An interesting find is that many members share 
the knowledge of fellow colleagues, also known 
as silent partners. It must be added that some 
of these concepts were generated indirectly 
from the silent participant’s contributions 
whilst communicating with the CoP members.

Constraints and challenges
In some instances, some lecturers shared the 
knowledge of experts outside of the online CoP. 
These silent participants sometimes can be 
identified as experts in the field, however they 
choose to not participate in the UJHTL online 
CoP.  These silent participants unknowingly 
contribute to the UJHTL online CoP. Valuable 
input is not always passed on, however there are 
instances when the participating members share 
the knowledge of these silent participants. This is 
an untapped knowledge pool and so the influence 
of the UJHTL online CoP can grow if these silent 
participants become active members. By making 
these members aware of their contribution could 
motivate them to become more actively involved 
in the UJHTL online CoP. Hendry (2012: 79) 
suggests that while recognising the difficulties 
in reconciling organisational and individual 
needs in the context of building learning 
organisations, it is argued that the challenge 
of organisational learning must be addressed.

A key challenge that was identified by members is 
that of the time constraints. Lecturers do not always 
have the time to participate in the online CoP. 

There are some key lecturers’ who go on sabbatical, 
resulting in less participation than normal. 

Advantages and benefits of the use of online 
CoP
This online CoP forms part of the lecturers’ 
professional learning network. Hence it has 
created a knowledge pool for the participating 
members, by exploring what others know and 
think. It is evident that the UJHTL online 
CoP has facilitated organisational learning 
primarily on participants teaching practices. 
It forms a strong foundation for storage of the 
information. All the ideas are never lost to 
the members, it can be accessed by members 
regardless of geographic location. It removes the 
need to meet face to face, which is a time saving 
function. According to the respondents the 
CoP’s impact is felt not just in the departments 
but also within the Faculty of Humanities

The Faculty of Humanities benefits in a number 
of ways from the implementation of these 
concepts. The Faculty of humanities within the 
University of Johannesburg uses technology for 
teaching and learning specifically, this directly 
influences the core business of the UJHTL 
online CoP. The faculty has benefited by the 
implementation of these concepts. Lecturers 
have been exploring the pedagogy of teaching 
and learning and the technology experience 
within the online CoP. The pedagogy is looked 
at with specific reference to their subject 
specification. It was identified that this benefits 
both lecturers and to some extent the faculty.

Analysis of results
The research results reveal that the UJHTL online 
CoP serves as a good platform to explore what 
other people know and think, members are 
able to invest into each other from a personal 
and a professional capacity. It influences 
career development and the success of the 
organisation. Academia is such a competitive 
environment, tertiary institutions are competing 
against each other for service excellence and 
UJ has to rise above the challenge. Online 
CoPs are one of the many solutions towards 
strategic innovation and institutional success. 
The UJHTL online CoP allows for real time 
intelligence to be shared. Participation can take 
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place at any time of the day and ideas are never 
forgotten, it also allows participants to share their 
knowledge regardless of geographical location.  

Respondents indicated that by allowing employees 
to participate in CoPs (or to create space for a 
CoP to form) is not, and should not be, a lone 
standing, ad hoc impulse or event. It must be part 
of a well thought out strategic approach to deal 
with the knowledge and flexibility requirements 
of a competitive environment. Every organisation 
should have a ‘toolbox’ of options available to 
choose from when faced with different situations. 
Information Technology has perpetuated forms 
of communication allowing for better improved 
collaboration channels, whilst also providing 
platforms for knowledge sharing through online 
social gatherings. Such sharing of knowledge gave 
rise to online CoPs, these online CoPs can operate 
in a formal or informal way. Conducting seminars 
and workshops in conjunction with the online 
CoP can vastly improve organisational learning. 
In addition by getting silent participants and 
experts to participate in the discussions within 
the CoP will benefit the organisation as a whole.

ConClusIon and reCommendatIons
This study highlighted the value of defining 
a tertiary institute within the parameters of 
organisational learning, whilst identifying 
the resource of the untapped knowledge base 
within the organisation. The online CoP can be 
categorised among organisational structures for 
enhancing organisational learning. Allowing 
knowledge to move within the tertiary institution 
and can benefit employees who participate in 
the online CoP. The interviews highlighted 
that the institution will only benefit from its 
employees association with online CoPs, if this 
relationship is mandated and supported by 
management. The organisation can further be 
strategically proactive by creating space and 
opportunity for online CoPs to form. This will be 
to the advantage of the organisation, by allowing 
individuals the opportunity to share their views 
but also to learn from others experiences. 

Online CoPs play a vital role in sharing 
experiences, best practice and education among 
participants. These online CoPs are identified as 
a strategic knowledge management tool utilised 

in an effort to capture and share the intellectual 
capital of the university. The intellectual capital 
carried by UJHTL CoP members within their 
respective departments has proven to be of great 
value to the faculty and the institution. So much 
so that it can be said to be the most valuable asset, 
even worth more than it’s physical and tangible 
assets. The online CoP can be identified to be an 
important factor for capturing, maintaining, and 
retaining an organisations intellectual capital. 

Involvement in the development of an updated 
Online CoP is of interest to many members. In 
a culture that has been built and sustained by 
knowledge sharing, an online CoP is a legitimate 
tool to influence and facilitate organisational 
learning. Chatty and Mearns (2012) Knowledge 
creation is at the centre of an organisation, 
the bridge between working and innovation 
is learning. The UJHTL online CoP reinforces 
the typical activities in learning, such as 
communication; sharing one’s own experiences; 
learning from others; transferring of skills; 
strategic problem solving and transferring 
knowledge effectively inevitable reflecting 
new knowledge and insight Smith (2011).   

It is recommended that the other departments and 
faculties within the University of Johannesburg 
form their own CoP or online CoPs. To help with 
the transfer of skills, aid in knowledge sharing 
and facilitate organisational learning. This 
research has proved that active participation in 
an online CoP does have the capacity to enhance 
the building of organisational learning. It has also 
identified that silent partners can be influenced 
to get involved in CoPs and online CoPs have the 
capacity to contribute substantially to the faculty’s 
shift to becoming a learning organisation, 
thus affecting the university on a larger scale.  
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aBstraCt
This paper undertakes an empirical review of 
the critical success factors that impact on the 
implementation of an Integrated Financial 
Management Information System (IFMIS) used 
in the management of public funds in Migori 
County Government (MCG). These factors 
have been identified broadly as technical, 
organizational, environmental, cultural and 
ethical. The prime objective of the paper is to 
propose a conceptual framework for enhancing the 
implementation of the system in the management 
of public funds. The proposed framework 
is anchored on the Technology Acceptance 
Model (TAM), Innovation Diffusion Theory 
(IDT) and the Work Around Theory (WAT). 

Keywords: Conceptual framework, Critical 
success factors, public funds, implementatio 

IntroduCtIon
Integrated Financial Management System 
(IFMIS) is an information system that 
enables efficient resource allocation, improves 
management decision making through availing 
timely financial and other information to aid 
in accelerating economic growth. This system 
has been championed by the World Bank to 
help countries in the management of their 
public funds since 1984. Amongst the regions 
funded by World Bank, Latin America and the 
Caribbean regions stand out to have successfully 
implemented IFMIS. In Europe, Umble, Haft, 

and Umble (2013) did a study and found that 
successful implementation of information systems 
projects is of critical importance to the prosperity 
and even survival of modern organizations. 

Problem Investigated
This notwithstanding, several studies indicate 
that the IFMIS implementation has had problems 
with the implementing agencies. For example in 
the UK, Sarikas and Weerakkody (2007) noted 
IFMIS failures. The authors argued that the failures 
associated with the system could be classified 
broadly to be resulting from technological issues, 
political factors and organizational factors. 
Similarly, IFMIS systems implemented in Africa 
have also had challenges with Ibrahim and Dauda 
(2014) arguing out on corruption challenges amid 
other issues. Hendriks (2012) adds on functional 
challenges, corruption, implementation and data 
migration challenges. Further Qwabe (2014) 
supports Hendriks (2012) that corruption 
is a major factor that hinders the effective 
implementation and use of the IFMIS in Africa.

In Kenya, several recent researches have been 
carried forth around IFMIS ranging from its 
benefits, constituents that affect it, its effects on 
supply chain management, challenges in the 
central government, its impact on performance 
and performance in projects (Kiilu & Ngugi, 
2014; Lundu & Shale, 2015; Njenga, Omondi, & 
Omete, 2014; Odolo & Gekara, 2015; Omwoha 
& Getuno, 2015; Secretariat, 2013). Other 
studies on IFMIS have also been carried forth 
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in the devolved government of Mombasa, Taita 
Taveta, Bungoma, Nyandarua, Meru, Kericho 
and Nairobi by (Bonventure, 2015; Kahari, 
Gathongo, & Wanyoike, 2015; Karanja & 
Ng’ang’a, 2014; Mary, 2012; Musee, 2011; Rotich, 
2015) in its relationship with supply chain 
management and general performance issues. 
However, there are still immense challenges 
that IFMIS is still encountering at the county 
governments in the management of public funds.

This research study was undertaken with the 
aim of looking at the critical success factors 
that impact on the implementation of IFMIS 
used in the management of public fund with a 
prime objective to develop an implementation 
framework. The framework will enhance the 
implementation of the system in the management 
of public funds using IFMIS that improves 
efficiency and transparency through direct 
payments to suppliers and contractors, reduces 
prices due to gains based on the time value of 
money, as well as the comparative analysis of 
market rates and advances relations across the 
numerous organisational units within government 
on execution, reporting, and thoroughness of 
budget transactions. The proposed framework 
is anchored on the Technology Acceptance 
Model (TAM), Innovation Diffusion Theory 
(IDT) and the Work Around Theory (WAT). 

Evidence from the study shows that despite 
having implemented the information systems 
the county government is yet to reap of its full 
benefits and be fully accepted and appreciated. 
This is informed by the emerging culture and 
ethics factor as one of the factors that affect 
technology adoption. The research has come up 
with a framework that, policy makers and other 
stakeholders will use as an anchor to develop 
and successfully implement information systems.

Objectives
Thus, the research objectives that guided the 
study were to:

1. Determine factors that influence successful 
implementation of IFMIS in management of 
public funds in Migori County Government. 

2. Explore the effects of adoption of IFMIS in 
the effective management of funds in Migori 

County Government. 
3. Explore how IFMIS adoption can be improved 

in the management of public funds.
lIterature reVIeW
Technological Factors
Technological factors are defined as the basic 
system functionality that includes both the 
software and the hardware of the IFMIS 
(Bonventure, 2015; Cain, 2012; Chêne, 2010; 
Hendriks, 2012; Sussi, 2012). Several researchers 
have indicated that technology impacts on the 
successful implementation and adoption of 
management information system (K. J.  Bwalya 
& Mutula, 2016; Cain, 2012; Hendriks, 2012; 
Omwoha & Getuno, 2015; Sussi, 2012). Though 
Proeller (2013) points out that complexity of 
a system makes it more likely to be positively 
appreciated as compared to very simple systems, 
Chêne (2010) also argues that making the right 
and simple technical choice for automation 
is so critical to the successful adoption and 
implementation of MIS. The platform on which 
the interconnectivity of the MIS operates also 
impacts on the successful implementation of 
the system and this involves the Internet and the 
Intranet facilities as stated by Odunga (2015).

The technical challenges that impede the 
accomplishment of IFMIS key objectives are 
numerous. Some of the challenges include; lack of 
IT capacity that works with the system, resistance 
due to complexity and technical challenges of the 
software (Hendriks, 2012). Hendricks points out 
that one of the major factors impending successful 
implementation of IFMIS especially in the public 
sector is lack of capacity with IT knowledge. This 
can be due to the disparity in salary rewards 
of the private and public sectors with the 
private sector rewarding better salaries (Chêne, 
2010). Additionally, low budget on personnel 
emolument leads to inadequate capacity. Studies 
in other countries indicate lack of IT staff as a 
major contributor to the slow implementation 
of IFMIS (Diamond & Khemani, 2005).

According to Dener, Watkins, and Dorotinsky 
(2011), IFMIS is a complex and risky system 
that requires motivation to change so as to be 
implemented effectively. This requires both the 
top management and the staff to be willing and 
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committed to change in the use of technology. 
The lack of commitment to change may be 
attributed to factors such as a need for status 
quo on the use of old manual systems, fear 
of risks that may occur in implementing the 
IFMIS and also fear of not knowing how to 
operate the new systems or a perception of 
ease of use of the system (Hendriks, 2012).

In Tanzania, Chêne (2010), observes that there was 
noted failure until, the IT solution selected was a 
medium software package which was significantly 
less complex comparatively to what is used for 
example in Ghana. Chêne (2010) further notes 
that such a system was backed by top management 
support. Similarly, in Ethiopia the IFMIS project 
implementation was not well resourced due to 
dependence on foreign aid policies, infrastructure 
issues and top management support due 
to changes in leadership (Chêne, 2010). 

Many IFMIS projects have also failed because the 
basic system functionality had not been clearly 
specified from the onset of the intervention. In 
some circumstances, interfaces with existing IT 
systems have to be created to fit the country’s 
specific settings. IFMIS which involves major 
hardware requirements is also meant to be 
subjected to the local context and environment 
with a consideration to use Off-The-Shelf (OTS) 
or locally developed software’s (Dener et al., 2011). 
In Malawi for example, IFMIS required 50 servers, 
one central server and a local IFMIS sever in each 
line ministry. Power shortage and interruptions 
meant that in some countries, generators and power 
supply units are needed as well (Chêne, 2010). 

Studies with Kenya Government IFMIS, shows 
that the system has not fully provided the 
expected benefits of integrated financial planning, 
effective budgeting and control of public 
expenditure. These studies have indicated lack of 
management support, capacity trained with IT 
skills and resistance (Kahari et al., 2015; Lundu 
& Shale, 2015; Richard, 2015; Rotich, 2015). 

Organizational Factors 
Organizational factors that impacts on IFMIS 
are generally defined as institutional processes 
and arrangements that govern management 
of public funds (Ameen & Ahmad, 2012; 

Chêne, 2010; Sussi, 2012). Organizational 
factors that affect the adoption of IFMIS are; 
organizational arrangements, capacity of user 
skills, top management support, skilled labourers’ 
demanding for more rewards, resistance due 
to trust and risk of use and support for the 
use by middle managers (Bonventure, 2015; 
K. J.  Bwalya & Mutula, 2016; Kiilu & Ngugi, 
2014; Lundu & Shale, 2015; Peterson, 2002; 
Qwabe, 2014; Schniederjans & Yadav, 2013; 
Secretariat, 2013; Sussi, 2012). Therefore 
organizational factors needs to be looked at as 
they affect the work processes and institutional 
arrangements that govern the financial 
management of public funds Chêne (2010).

A study on the influence of organizational 
arrangements on the adoption and 
implementation of IFMIS was conducted by 
(Chêne, 2010). The author emphasizes that 
the system requires organizational reforms, 
which deeply affects work procedures and 
institutional arrangements and this takes time, 
commitment, champions and courage to achieve. 
Similarly, a study done in Rwanda by Indeje 
& Zheng (2010) argued that the introduction 
of a new information system fundamentally 
changes the way operations are carried out and 
therefore requires a carefully managed process. 
This process results in a way the organizations 
operate. In Rwanda, for example, lack or little 
co-ordination between three implementation 
teams resulted in the IFMIS being incompatible 
with the system developed for the Rwanda 
Revenue Authority (Hove & Wynne, 2010).

Several other studies in Kenya (Kahari et al., 
2015; Lundu & Shale, 2015; Richard, 2015; 
Rotich, 2015), concentrated on aspects of 
e-procurement, which is an integrated part of 
the system but did not address the core aspects 
of the IFMIS. However, they largely indicated 
that organizational arrangements have greatly 
influenced the implementation of IFMIS in Kenya. 

Environmental Factors 
IFMIS implementation is also impacted by the 
environmental factors that include availability 
of external skills, stakeholders, vendor support, 
competing software developers, political, 
software vendor trusts and ethical influences 
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(Bonventure, 2015; Cain, 2012; Elias, 2004; Healy 
& Perry, 2000; Lundu & Shale, 2015; Qwabe, 
2014; Richard, 2015; Secretariat, 2013; Zhao, 
Wallis, & Singh, 2015). Chêne (2010) further adds 
that IT reforms are very complex and risky and 
require major procedural changes which meet a 
lot of resistance from the various stakeholders 
who benefit from the existing norms to the end 
users whose work might be radically changed. 

Cultural and Ethical Factors 
Relatively little research has been done to relate 
ethics with the successful implementation and 
or adoption of IFMIS. According to Zhao et al. 
(2015) culture and ethics are defined collectively 
as one’s values or beliefs that distinguishes the 
members of one group from another set of group 
that influences user behaviour in the technology 
adoption. Further Chowdhury (2011) defines 
culture and ethics as a set of moral principles 
that guides an individual or an organization 
into differentiating what is good from what is 
wrong. Considerable number of researchers have 
indicated tremendously how the IFMIS has been 
impacted negatively on by corruption, which is 
an ethical element as defined by (Chowdhury, 
2011; Elias, 2004; Kerr & Houghton, 2014). 

One of the key results that the IFMIS system 
would provide is a reduction of corruption and 
fraud through the controls embedded within 
the system as has been noted by (Kelvin Joseph 
Bwalya, Du Plessis, & Rensleigh, 2014; K. J.  Bwalya 
& Mutula, 2016; Cain, 2012; Hendriks, 2012; 
Prabir & Sahu, 2012; Qwabe, 2014; Secretariat, 
2013) while in practice researchers have observed 
a lot of corruption cases associated with IFMIS in 
different government institutions and countries 
(Hendriks, 2012; Kahari et al., 2015; Kiilu & Ngugi, 
2014; Lundu & Shale, 2015; Njenga et al., 2014; 
Odago & Mwajuma, 2013; Qwabe, 2014; Sandeep, 
2011; Secretariat, 2013). Recently it was noted 
that the voices against the use of IFMIS in Kenya 
is as a result of key decision makers covering for 
financial flaws in their counties (Odunga, 2015).  
Thus, there is need to look at the ethical factors 
that impact on the successful implementation of 
the IFMIS in the management of public funds 
and to also provide literature on how successful 
IFMIS implementation is influenced by culture 
and ethics which this study will address. 

In conclusion, it is evident that the 
implementation of a successful IFMIS is 
influenced by several factors, which are situation 
specific. However, they can be broadly classified 
as technological, organizational, environmental, 
cultural and ethical. Due to the following 
challenges that researchers have always identified; 

•	 Organizational Alawattage, Kholeif, Abdel‐
Kader, and Sherer (2007), Lundu and Shale 
(2015), Sussi (2012), Hendriks (2012)

•	 Technological (K. J.  Bwalya & Mutula, 2016; 
Cain, 2012; Hendriks, 2012; Ngirachu, 2016; 
Ngunjiri, 2015; Omwoha & Getuno, 2015; 
Qwabe, 2014)

•	 User training (Cain, 2012; Chêne, 2010; 
Gekara & Odolo, 2015; Goel, Dwivedi, & 
Sherry, 2013; Hendriks, 2012)

•	 Management support (Kelvin Joseph Bwalya 
et al., 2014; Cain, 2012; Diamond & Khemani, 
2005; Karanja & Ng’ang’a, 2014; Kiilu & Ngugi, 
2014)

•	 Corruption (Ameen & Ahmad, 2012; Cain, 
2012; Ibrahim & Dauda, 2014; Kiilu & Ngugi, 
2014; Kisero, 2016; Maina, 2015; Ngirachu, 
2016; Njenga et al., 2014; Phiri & Chisala, 2009; 
Prabir & Sahu, 2012; Walubengo, 2014), there 
is need to study the causes of the above issues 
and to suggest ways in which such challenges 
can be mitigated and how the system can be 
enhanced for effectiveness in MCG.

It is evident from the above discussions that there 
are challenges that the IFMIS faces. The factors 
have been widely observed by researchers as 
technological, organizational and environmental. 
However, this study will add contributions 
on the cultural and ethical factors, which 
have been scarcely looked at by researchers. 

metHod and ProCedure
This study considered three theories to address 
the issues of IFMIS adoption for public financial 
management. The study was guided first guided 
by Innovation Diffusion Theory (IDT) by 
Rogers (1995).  Next it examined the recently 
established workaround theory (WAT) that tries 
to establish how users can work around systems 
obstacles as advocated by Alter (2014). Finally, 
it employed Technology Acceptance Model 



2017 INTERNATIONAL BUSINESS CONFERENCE | DAR ES SALAAM, TANZANIA

1473

A DECADE OF EXCELLENCE

(TAM) by Davis (1989) which is most widely 
used model by several researchers that examines 
the adoption of IFMIS and user acceptance as 
observed by Sternad, Gradisar, and Bobek (2011).

The IDT is an established theory that provides 
the foundation for technology innovation 
diffusion research. It represents innovation 
adoption that aids in evaluating technology 
(Rogers, 1995). The four main elements of the 
diffusion theory that has been identified by 
Rogers (1995) are innovation, communication 
channels, time and the social system.

WAT is defined as a goal driven adaptation that 
users of a system carry out to bypass or minimize 
the obstacles that are perceived to deter work 
performance (Alter, 2014).  This might however 
be presumed to be negative as Alter (2014) 
further observes, but this can be guided ethically 
to enable an individual achieve the otherwise 
desired results. Many users perceive that IFMIS 
has some obstacles with its use. Hence, WAT 
can be used to model parts of the system either 
at organizational level or at individual levels. 
Alter (2014) further observes that such obstacles 
or mishaps may be inherent in the system or 
emergent processes which may appear from any 
factor that contributes to successful adoption 
and use of technology such as organizational, 
technological and environmental factors. 

The Technology Acceptance Model (TAM) is an 
information systems theory developed by Davis 
(1989) that shows how users appreciate and use 
technology. The model focuses on how technology 
is adopted and used with much emphasis on 
determinants of user acceptance of information 
technologies. It comprises of two major theoretical 
frameworks; the perceived usefulness (PU) of 
the system and perceived ease of use (PEOU) as 
noted by (Vogel & Cheung, 2013). Perceived use 
as defined by Davis (1989) is the degree to which a 
person believes that using a particular system will 
enhance their job performance whereas perceived 
ease of use refers to the degree of easiness an 
individual will have in using a particular system 
which both influence satisfaction, adoption 
and attitude towards technology (Davis, 1989).

An explanatory sequential mixed method was 

employed to carry out the survey in Migori County 
Government (MCG), Kenya. The population 
consisted of 1300 system users in the county 
under investigation. Applying the mixed method 
sampling matrix that integrates qualitative and 
quantitative components, the study adopted a 
sequential design using nested sample, a sample 
size of 297 respondents for the quantitative phase 
(Krejcie & Morgan, 1970) and 6 interviews for 
the qualitative phase was conducted to gain an 
in-depth information on how systems can be 
improved in the management of public funds.

QuantItatIVe results from tHe 
otHer sYstem users
The study employed the Cronbach’s alpha 
to test for the coefficient of reliability for 
the research instrument. From the findings, 
the Cronbach’s alpha is 0.724. On the basis 
of decision making for the reliability test, it 
suffices to conclude the research instrument 
has sufficient reliability with alpha value greater 
than 0.5 (Cohen, Manion and Morrison, 2007)

From the empirical results of other system users, 
83 or 51.6% of the respondents using the IFMIS 
in MCG were males while 77 or 48.4% were 
females. Majority of the users were aged between 
31 – 35 years comprising 55%. However, it was 
found out 3 respondents (1.9 %) were tertiary 
certificate holders, 65 respondents (40.6%) were 
bachelor’s degree holders, and 61 respondents 
(38.1%) were master’s degree holders while 
30 respondents (18.8%) were graduate degree 
holders. The survey also found out that 
most of the respondents 150 (93.75%) were 
knowledgeable of the IFMIS with a total of 120 
(75%) having used the system in the transactions. 

Attributes of IFMIS
The respondents were provided with a research 
instrument having a list of possible answers 
about the attributes of the system and asked to 
rate each one on a scale of 1 to 5 depending on 
how applicable it was their situation (1 = strongly 
disagree; 2 = disagree; 3 = neutral; 4 = agree and 
5 = strongly agree) as shown in table 1 below. For 
analysis, scores 1 and 2 (= disagree) and 4 and 5 
(=agree) have been combined. This enquiry was 
meant to evaluate the state of the IFMIS based 
on the attributes of the system. The findings 
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showed that 76 respondents (47.49%) disagreed 
with the statement “IFMIS system does not have 
a reference manual for its users’, a mean response 
score of 1.34, with an overall mean response from 
all the respondents being 2.82. The majority of 
the respondents, 127 (79.38%) disagreed with 
statement that the system brings challenges 
in processing of information. Similarly, 136 
respondents (84.9%) disagreed that the system 
complicates the manual process. However, 100 
respondents (62.50%) agreed with the statement 
that, the components of the system are many and 
quite complicated. 143 other respondents (89.38%) 
indicated that IFMIS did not envisage county 
systems that were easy to use. Findings reveal that 
IFMIS is a user-friendly system easing manual 
processes and minimal challenges in processing 
of information but with a number of components, 
which may complicate to users. However it is 
important to employ strategies including study 
and reference manual that envisage IFMIS as an 

easy to use system especially among end users.

Environmental Factors
The respondents were provided with a research 
instrument having a list of possible answers 
about the attributes of the system and asked 
to rate each one on a scale of 1 to 5 depending 
on how applicable it was their situation (1 = 
strongly disagree; 2 = disagree; 3 = neutral; 4 
= agree and 5 = strongly agree). For analysis, 
scores 1 and 2 (= disagree) and 4 and 5 (=agree) 
have been combined. The findings showed that 
141 respondents (88.12%) disagreed with the 
statement “the treasury IFMIS department 
educates the IFMIS users on the appropriate 
working and user practices”, a mean response 
score of 1.69 with an overall mean response from 
all the respondents being 1.92. The majority 
of the respondents, 151 (94.38%), agreed with 
the statement that the system is energy efficient 
with less requirement on the additional cooling. 

taBle 1. attrIButes of IfmIs

 attribute statements Combined scores
responses in 
Percentages 

(%)

number of 
respondents 

(n)

mean 
responses

The IFMIS does not have a study 
and reference manual for its 
users to read 

Disagree 47.49 76 1.34
Neutral 26.88 43 0.76
Agree 25.63 41 0.72
Total 100.00 160 2.82

The system brings challenges in 
processing of information 

Disagree 79.38 127 1.70
Neutral 20.62 33 0.44
Agree 0.00 0 0.00
Total 100.00 160 2.14

The system complicates simple 
manual processes 

Disagree 84.90 136 1.59
Neutral 12.58 20 0.24
Agree 2.52 4 0.05
Total 100.00 160 1.87

The components of the system 
are many and quite complicated 

Disagree 8.75 14 0.32
Neutral 28.75 46 1.05
Agree 62.50 100 2.28
Total 100.00 160 3.64

IFMIS envisages county systems 
that are easy to use 

Disagree 89.38 143 1.88
Neutral 9.37 15 0.20
Agree 1.25 2 0.03
Total 100.00 160 2.10

Source: Survey Data (2017)
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Similarly, 131 respondents (81.88) agreed with the 
statement that there is open access to the system 
– 24 hours and 118 respondents (73.75%) agreed 
also with the statement that relevant security has 
been built in the system with access rights on a 
single log. However, 62.5% of the respondents 
disagreed with the statement “I feel my personal 
data is secure in the system. The findings reveal 
that environmental factors play a significant 
role in successful implementation of IFMIS with 
guaranteed energy efficiency, security of the 
system and open access. However there is need 
to establish a secure environmental and training 
framework for the system as it suffers appropriate 
end user training and personal data security.

Technological Factors
Table 3 shows the respondents answers 
when they were asked to rate the 
technological attributes of IFMIS which 

influences its successful implementation.

The respondents were provided with a research 
instrument having a list of possible answers about 
the attributes of the system and asked to rate each 
one on a scale of 1 to 5 depending on how applicable 
it was their situation (1 = strongly disagree; 2 = 
disagree; 3 = neutral; 4 = agree and 5 = strongly 
agree). For analysis, scores 1 and 2 (= disagree) 
and 4 and 5 (=agree) have been combined. The 
findings showed that all the respondents agreed 
with the statement “the county lacks a proper 
training program on the use of the IFMIS system”, 
which is an overall mean of 4.52 from all the 
respondents. The majority of the respondents, 
150 (93.8%) confirmed the statement that users 
are not well trained on the use of the system. 
Similarly, 152 respondents (95%) also agreed 
that ICT phobia is still a challenge if IFMIS is 
to be used effectively. 100 respondents (62.5%), 

taBle 2. enVIronmental faCtors

statements Combined 
scores

responses in 
Percentages %

number of 
respondents 

(n)

mean 
responses

The treasury IFMIS department 
educates the IFMIS users on the 
appropriate working/user practices.

Disagree 88.12 141 1.69
Neutral 11.25 18 0.22
Agree 0.63 1 0.01
Total 100.00 160 1.92

IFMIS system is energy efficient with 
less requirement on the additional 
cooling

Disagree 0.00 0 0.00
Neutral 5.62 9 0.24
Agree 94.38 151 4.07
Total 100.00 160 4.31

There is open access to the system -  24 
hours

Disagree 4.37 7 0.19
Neutral 13.75 22 0.59
Agree 81.88 131 3.50
Total 100.00 160 4.27

Relevant security has been built in the 
system with access rights on a single 
log on

Disagree 3.75 6 0.14
Neutral 22.50 36 0.87
Agree 73.75 118 2.85
Total 100.00 160 3.86

I feel my personal data is secure in the 
system

Disagree 62.50 100 1.56
Neutral 25.00 40 0.62
Agree 12.50 20 0.31
Total 100.00 160 2.49

Source: Survey Data (2017)
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taBle 3 teCHnologICal attrIButes

statements on technical attributes Combined 
scores

responses in 
Percentages %

number of 
respondents 

(n)

mean 
responses

The county lacks a proper training 
program on the use of the IFMIS 
system

Disagree 0.00 0 0.00

Neutral 0.00 0 0.00

Agree 100.00 160 4.52

Total 100.00 160 4.52
Users are not well trained on use of the 
system

Disagree 0.00 0 0.00

Neutral 6.20 10 0.26

Agree 93.80 150 3.99

Total 100.00 160 4.25
ICT phobia is still a challenge if IFMIS 
is to be used effectively

Disagree 0.00 0 0.00

Neutral 5.00 8 0.22

Agree 95.00 152 4.17

Total 100.00 160 4.39
There is lack of commitment by the 
senior county officials on the use of 
IFMIS in the management of funds.

Disagree 0.00 0 0.00

Neutral 12.50 20 0.56

Agree 87.50 140 3.94

Total 100.00 160 4.50
Previous training on IFMIS has not 
involved the senior county government 
officers (poor top management 
commitment)

Disagree 0.00 0 0.00

Neutral 6.20 10 0.28

Agree 93.80 150 4.28

Total 100.00 160 4.56
There are poor human capital 
development due to limited practical 
training on the IFMIS modules 
installed

Disagree 0.00 0 0.00

Neutral 3.10 5 0.14

Agree 96.90 155 4.45

Total 100.00 160 4.59
There are system failures during 
working hours

Disagree 97.50 156 1.61

Neutral 2.50 4 0.04

Agree 0.00 0 0.00

Total 100.00 160 1.65
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indicated that there is lack of commitment by the 
senior county officials on the use of IFMIS in the 
management of funds, previous training on IFMIS 
has not involved the senior county government 
officers (poor top management commitment) 
and there is poor human capital development 
due to limited practical training on the IFMIS 
modules installed respectively. However, 156 
respondents (97.5%) disagreed with the statement 
that there are system failures during working 
hours. While 90% of the respondents indicated 
that there is lack of human capital to oversee the 
implementation of IFMIS due to limited practical 
training on the installed IFMIS modules. The 
findings reveal that technological factors account 
a significant impediment to successful IFMIS 
implementation. While system are not bound to 
fail, there is need to address ICT phobia challenge 

and implore upon the involvement of senior 
county officials in regard to implementation 
of the system. Moreover, findings reveal need 
to leverage on human capital to support 
system implementation and end user support.

Cultural and Ethical Factors 
Enquiries were made on the cultural and ethical 
factors in the table 4 above and the level of 
agreement on how they influence successful 
implementation of IFMIS system. The respondents 
were provided with a research instrument having 
a list of possible answers about the attributes 
of the system and asked to rate each one on a 
scale of 1 to 5 depending on how applicable it 
was their situation (1 = strongly disagree; 2 = 
disagree; 3 = neutral; 4 = agree and 5 = strongly 
agree). For analysis, scores 1 and 2 (= disagree) 

taBle 4. Cultural and etHICal faCtors

statements on culture and ethics Combined 
responses

responses in 
Percentages %

number of 
respondents (n) mean

Computerization of public financial 
management process through IFMIS 

creates new opportunities for corruption

Disagree 100.00 160 1.56
Neutral 0.00 0 0.00
Agree 0.00 0 0.00
Total 100.00 160 1.56

IFMIS system extinguishes the 
underlying motivation on corruption.

Disagree 0.00 0 0.00
Neutral 1.88 3 0.08
Agree 98.12 157 4.01
Total 100.00 160 4.09

Having control over cash and debt 
management data by specialists 

promotes corruption among them.

Disagree 0.00 0 0.00
Neutral 20.00 32 0.87
Agree 80.00 128 3.46
Total 100.00 160 4.33

Lack of accountability creates 
opportunities for corruption.

Disagree 0.00 0 0.00
Neutral 21.88 35 0.87
Agree 78.12 125 3.12
Total 100.00 160 3.99

taBle 3 teCHnologICal attrIButes (ContInued)

There is lack of human capital to 
oversee the implementation of IFMIS 
due to limited practical training on the 
installed IFMIS modules

Disagree 0.00 0 0.00

Neutral 10.00 16 0.41

Agree 90.00 144 3.72

Total 100.00 160 4.13

Source: Survey Data (2017)
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and 4 and 5 (=agree) have been combined. The 
findings showed all the respondents disagreed 
with the statement “Computerization of public 
financial management process through IFMIS 
creates new opportunities for corruption”, with 
an overall mean response of 1.56. The majority 
of the respondents 157 (98.12%), 128 (80%), 
125 (78.12) agreed with the statements “IFMIS 
system extinguishes the underlying motivation 
on corruption”, “Having control over cash and 
debt management data by specialists promotes 
corruption” and “Lack of accountability creates 
opportunities for corruption” respectively.

Cultural and ethical factors continued
wFurther, 148 respondents (92.5%) and 139 
respondents (86.88%) respectively indicated a 
disagreement with the following statements; 
“There are written document that outlines its 
values and principles in the department” and “The 
specialists’ ethical behavior support openness and 

accountability in the implementation of IFMIS”. 
131 respondents (81.87%) agreed with both 
the statements and “My department has ever 
undertaken a formal evaluation of organizational 
culture related to ethics” and “My department 
has ever undertaken a formal evaluation of 
ethics related to performance of individuals”. 
While 58.12% of the respondents disagreed with 
the statement that their department had ever 
undertaken a formal evaluation of ethics related to 
documents and policies as shown in table 5 above. 
IFMIS implementation in Migori County has a 
significant role in extinguishing an underlying 
motivation for corruption. However the system 
suffers weakness of upholding organizational 
ethical standards with absence of documented 
values, proper ethical conduct of system specialists 
and no-performance of formal evaluations. 

IfmIs frameWorK for mCg
The study found out that nine 

taBle 5. Cultural and etHICal faCtors

statements on cultural and ethical 
attributes continued.

Combined 
scores

responses in 
Percentages %

number of 
respondents 

(n)
mean responses

There are written document that 
outlines its values and principles in 
the department

Disagree 92.50 148 1.6
Neutral 7.50 12 0.13
Agree 0.00 0 0
Total 100.00 160 1.73

The specialists’ ethical behavior 
support openness and accountability 
in the implementation of IFMIS

Disagree 86.88 139 1.62
Neutral 13.12 21 0.24
Agree 0.00 0 0
Total 100.00 160 1.86

My department has ever 
undertaken a formal evaluation of 
organizational culture related to 
ethics

Disagree 81.87 131 1.6
Neutral 18.13 29 0.35
Agree 0.00 0 0
Total 100.00 160 1.95

My department has ever undertaken 
a formal evaluation of ethics related 
to performance of individuals

Disagree 81.87 131 1.69
Neutral 18.13 29 0.38
Agree 0.00 0 0
Total 100.00 160 2.07

My department has ever undertaken 
a formal evaluation of ethics related 
to documents and policies

Disagree 58.12 93 1.3
Neutral 41.88 67 0.93
Agree 0.00 0 0
Total 100.00 160 2.23

Source: Survey Data (2017)
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variables are significant in explaining 
successful adoption of IFMIS in Migori. 

The next table 7 shows the final model 
for this study. The model was tested for 
assumptions of the regression model and the 
conditions sample size, absence or multi-
collinearity and singularity, removal of outliers 
were satisfied to interpretation of results.

Successful IFMIS implementation was model 
by 9 factors training, perceived usefulness, 
cultural and ethical practices, ease of use, energy 

efficiency, data security, documents and policies, 
qualified staff and structure and management. 
Findings reveal the coefficient were positive 
implying the predictor variables had a positive 
influence on the successful implementation of 
IFMIS in Migori County. The predictor variables 
were tested for statistical significance with four 
predictors as significant. The variables perceived 
usefulness, cultural and ethical practices, 
documentation and policies and qualified staff 
were found significant at 5% level of significance 
and therefore the important determinants of 
successful implementation of IFMIS in Migori 

taBle 6. anoVa

anoVaa 
model sum of squares df mean square f sig.

1
Regression 6.991 9 .777 8.930 .000b
Residual 2.609 30 .087
Total 9.600 39

•	 Dependent Variable: Successful IFMIS implementation
•	 Predictors: (Constant), Structure and arrangement, Cultural and Ethical practices, Documents 

and policies, Training, Perceived ease of use, Qualified staff / technical capacity, Energy efficiency, 
Ease of use and Data security

Source: Survey Data (2017)
taBle 7. fInal model

Coefficientsa

model

unstandardized 
Coefficients

standardized 
Coefficients Collinearity statistics

B std. error Beta tolerance VIf

1

(Constant) 2.798 1.290
Training .046 .079 .068 .675 1.482

Perceived usefulness .208 .078 .352 .524 1.909
Cultural and Ethical 

practices .436 .096 .486 .801 1.249

Ease of use .049 .091 .075 .459 2.180
Energy efficiency .001 .065 .001 .473 2.116

Data security .047 .123 .061 .351 2.846
Documents and 

policies .415 .110 .509 .773 1.294

Qualified staff / 
technical capacity .410 .097 .457 .772 1.296

Structure and 
arrangement .001 .089 .002 .535 1.869

A. Dependent Variable: Successful IFMIS implementation 
Source: Survey Data (2017)
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County, Kenya. Hence, by using the coefficients, 
the prediction equation for successful IFMIS 
implementation is expressed as shown below:  

Successful IFMIS implementation = 2.798 + 0.046 
Training + 0.208 Perceived usefulness + 0.436 
Cultural and Ethical practices + 0.049 Ease of use + 
0.01 Energy efficiency + 0.047 Data security + 0.415 
Documents and policies + 0.410 Qualified staff / 
technical capacity + 0.001 structure and arrangement

dIsCussIons and ConClusIons
In the evaluation of technical challenges that 
IFMIS poses to the users, the study revealed 
that the system is complex for most of the users. 
This shows that most of the users of IFMIS 
system consider it to be quite “complex” and 
hence a challenge when using it. The findings 
of this study are similar to the study by Chêne 
(2010) which showed that the IFMIS system 
need to be designed carefully so as to meet the 
needs and the functional requirements of its 
users in a very simple manner that echoes their 
normal daily activities. Similar findings that 
technological factors affect the adoption of IFMIS 
had been realized by other research as noted by 
(Bonventure, 2015; Cain, 2012; Chêne, 2010; 
Hendriks, 2012; Sussi, 2012). This study disagrees 
with Proeller (2013), who had observed that the 
complex the system the greater likelihood that it 
will be adopted and implemented by the users. The 
study found out that key to the technical factor 
that influences adoption of IFMIS was training 
which had not been provided to the junior and 
heavy users of the system that indicated a mean 
rank of 79.22 as compared to the senior members 
of staff who are light users of the system yielding 
a mean rank of 12.31. This shows that the top 
management have been exposed to substantially 
more training on IFMIS as compared to the other 
users who are the major system users. A similar 
finding had been observed by Biwott (2015), 
on the national government of Kenya. Further 
ranking of all the factors that influence adoption 
of IFMIS, training was ranked the first with a 
mean of 4.52 above the population mean of 3.0. 
Hence a very significant factor that has the most 
impact on the implementation of IFMIS in MCG. 

The Theory of Work Around by Alter (2014), 
envisages that process and systems will normally 

meet challenges and hindrances and requires 
that there be in place ways and means of working 
around such obstacles when they are met and 
without which there would problems adopting 
to such kinds of systems. The study found out 
that the IFMIS does not have reference manual 
for its users which they use when they meet 
obstacles resulting into a mean of 2.82. This 
finding is similar to other studies by Hove and 
Wynne (2010), who found out that for systems 
to achieve their efficiency in use there should 
be made available study and reference materials 
such as manuals to enable the users to enable the 
users be equipped pre and post implementation.

Environmental Factors
The implementation of the IFMIS is impacted 
also by the environmental factors that are 
synonymous with system sand includes issues 
of security and energy efficiency amongst other 
characteristics. The study found out that the 
IFMIS was energy efficient with a mean of 4.31, 
there is open access with a mean of 4.27 and 
built in access rights having a mean of 3.86 
respectively. Similarly, other studies by (Cain, 
2012; Elias, 2004; Qwabe, 2014; Secretariat, 2013) 
had previously pointed out similar environmental 
factors that needs to be considered by any 
entity that successfully implements systems.

Organizational Factors
Further, in terms of organizational factors 
the findings showed that; the reasons why the 
structure and arrangement of organization 
influences successful implementation of IFMIS 
system is based on, the need for efficiency in the 
system; top management support; resistance due 
to trust and risk of use and support for the use 
by middle managers; the departments integration 
along the system objectives as well as the system 
changes how operations are carried out. The 
findings showed that The IFMIS process has 
resulted in creation of new organizational culture 
on how county departments operate with a mean 
above 2.5, which means that they all need to be 
considered in the successful implementation of 
IFMIS system due to their significance. Using the 
structuration theory, Indeje and Zheng (2010), 
had made similar observation that organizations 
and the way they operate has significant influence 
not only on the development of IFMIS but also 
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in the implementation phase of the system. 
Additionally, the authors posited that behavior 
in the organizations are closely linked to the 
structures with the organization a corroboration 
by the TAM model advocated by (Davis, 1989).

The study found that there are organizational 
challenges in the way the structures are established 
that affects the way the systems are monitored 
and implemented. Chêne (2010), had made a 
similar observation and was quick to add that 
for implementations and adoptions of systems to 
be success the organisation must provide a unit 
that comprises project manager, public finance 
economist, accountant, change management 
expert, IT systems expert and logistic expert. 
This would be a complete reorganization of the 
structures operations. Other others like Indeje 
and Zheng (2010), posits that new systems 
profoundly changes the way transactions 
are carried out in organization and hence 
require a change in the organizational culture. 

Culture and Ethical Factors
Organization structures are made up culture and 
ethical values of the individuals as was observed 
by Zhao et al. (2015). Though little research has 
been done on the impact of culture and ethics 
on the systems, the study found out that the 
following culture and ethical factor components 
had significant impact on the adoption of IFMIS 
system: Having control over cash and debt 
management data by specialists which promoted 
corruption; Lack of accountability creating 
opportunities for corruption; lack of written 
document that outlines values and principles in 
the departments; carrying out formal evaluation 
of organizational culture related to ethics of 
departments, individuals, documents and 
policies. Improvement of a positive ethical culture 
that guides individuals in the daily choices that 
they engage in is a great booster towards adoption 
of new systems (Chowdhury, 2011). Similar 
observations were made by Ahadiat (2005), who 
argued out that for institutions to effectively 
implement and adopt the use of technology, 
individual culture and organization should be 
considered. This findings are consistent with 
that of Mosweu, Bwalya, and Mutshewa (2016) 
who underscored that other people’s culture and 
behavior influences other people’s attitude and 

behavior and an important factor in the adoption 
and implementation of new information systems.

In summary, the research question that sought to 
understand the factors that affect the adoption and 
implementation of IFMIS not only was found out to 
be technological, organization and environmental 
in MCG, but also comprised to a large extent on 
the culture and ethical issues that is embedded in 
the organizations where systems operate an issue 
that has been scarcely researched by other studies. 

The study found out that parameters that 
encourages integrity were not adequately 
addressed in the county hence the challenges that is 
associated with the system as mentioned by Ngugi 
(2016) & Maina (2015). Similar findings were 
noted by Wynne (2005),who observed that the 
rise of new public management systems resulted 
into low emphasis given to financial management 
regularity and integrity. Further research should 
consider other models that can be incorporated 
in other county governments using the IFMIS. 
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