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BRiEF HiSTORY OF MR PiETER DE JAGER

Born: 1954
Graduated masters degree: 2002
Started work: 1980
Became HOD: 2002

34 years ago Pieter De Jager as a young man started working as a lecturer 
for the then Cape Technikon, 34 years later an estimated 17 000 students 
passed through his mentorship. Combining the patience of the python and 
the loyalty of the pigeons De Jager laboriously went through 34 years of 
uninterrupted service.

He can say with pride; “i fought a good fight, i have provided my labour for 
the development of humanity, and i need to look back and reflect as i count 
the pearls coming from my sweat.” 

it is now time to say farewell to the chalk, the board marker, the white and 
green boards of CPUT  and take on another life which he alone knows. All 
we can is thank him for the good work and wish him all the best.

FAREWELL TO MR PiETER DE JAGER

Mr. Pieter De Jager with 

the loyalty of a pigeon, 

30 years of uninterrupted 

service.

EDITOR-IN-CHIEF’S FAREWELL MESSAGE

i have known Pieter De Jager for just over six years, after he had served in the institution for 24+ years 
already. The institutions changed from the Cape Technikon to the merger resulting in the formation of CPUT, 
but Pieter never changed. A good 30 years service, one can refer to you as a focussed loyalist who put his 
shoulder to the plough and never looked back. inevitably therefore, there are thousands upon thousands 
of people today who are who they are because you were who you were to them. There comes a time when 
the labour provided needs to be rewarded by rest, and a time to relax and enjoy the fruits of many years of 
extremely hard labour. Hopefully, no more scripts to mark, no more students to chase after, and possibly 
a period of eternal holiday is what you are headed for. An idle mind is the devil’s workshop, i am sure you 
already have something to occupy yourself lest you become the devil’s workshop.

From JOLMS, our gratefulness’ goes directly to your ability to catch the dream and assist in converting it 
to reality when it was first conceptualised. The concept was mocked at, ridiculed and derided, but you saw 
light where others so darkness, we will always be grateful for your foresight. We already feel the effects 
of your pending exit now, you are inevitably indispensable.  Your prompt responses to requests for help 
and comments and your constructively critical eye on issues that related to the founding of the journal, will 
remain matchless in their variety and limitless in their texture, to say the least. As goes the African proverb, 
“the value of the well in a village is realised most when the well runs dry.”   Before you are “dry,” i feel the 
pending pain that will be caused by your conspicuous absence, i will personally miss that analytical ‘touch’ 
now and then.

The JOLMS  team of the Department of Management and Project Management will miss your leadership as 
the Head of Department who supported and thus helped JOLMS  become a reality. For your sake, we vow 
to make this journal a success, if only to honour you for your contributions.

EDITOR IN CHIEF
Dr. Larry E. Jowah       jowahl@cput.ac.za
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The journal will be a blind peer-reviewed journal of the Department of Management and Project 

Management in the Faculty of Business of Cape Peninsula University of Technology.

The aim of the journal is; 

• to facilitate the process of learning through publications on both empirical and hermeneutical 

research findings, writings and readings. 

• to serve as a platform and springboard for novice and accredited researchers in the dynamic study 

of management and leadership in all spheres of entrepreneurship, marketing, tourism, production, 

research, project management, human resource management and government.

• to broaden the scope to any discipline where entrepreneurship, innovation, and  project 

management are converted from academic theory to industrial practice. 

Strategy going forward; the intention is to produce a quarterly electronic journal which will be supported by 

hardcopies. An international Editorial Review Board has been established together with an Editorial Board 

to assist in bringing the quality and credibility necessary for a journal of this caliber. 

The journal strategy is to;

• assist young and or novice publishers and train them to be accomplished researchers and 

publishers in their fields of interest, 

• support training programs for “writing for publishing” as can be possible to increase on the number 

of new researchers in all disciplines,

• authors will pay page fees which are prescribed from time to time as decided on by the journal 

management board.

Manuscripts submission; both solicited and unsolicited manuscripts will be double-blind peer reviewed for 

their fitness for publication.

The requirements for this will be;

• not less than 4500 words and not more than 6 000 words should be the length of a journal 

manuscript, 

• all publications (manuscripts and all) should be in English and submitted in word document format, 

12 pt Times New Roman with 1.5 spacing.

• referencing will strictly be Harvard style with surname, year and page required for all such 

referencing in the text. 

• all manuscripts will be submitted together with a JOLMS Manuscript Submission Form available on 

the website or by request.

• notification of acceptance or rejection of manuscripts will be communicated to the author within 4 

weeks of receipt of such a manuscript.

• assistance will be provided to novice authors to enable them to enter the world of publishing with 

comparative ease.

All articles to be published henceforth will be tested for plagiarism and authors will need to declare that the 

work is their own, and has not been published elsewhere, copyright transfers to the journal are compulsory.

 JOLMS EDITORIAL POLICY
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Within time, JOLMS  goes into second print with more zeal than was experienced during preparation for 
the launch. Without doubt the release of the first issue showed the editorial management team, and indeed 
many who were skeptical, that it is possible to conceptualise a dream and convert it to reality. The road to 
the top of the mountain because increasing achievable with the passing of every milestone along the way. 
it is like climbing Jacob’s ladder, since every rung takes us higher and higher on our way to the top. The 
words by Ellen G. White that we need to “aim for the stars in order to reach the tree tops” remain a guiding 
principle as we take JOLMS to another height. We are under no illusion that the sailing will be smooth, but, 
like the sailing with a ship, you only can tell the goodness of a captain after he successfully stirs the ship 
through a boisterous wave. 

Therefore the team has resolved that we would rather have the regret of having done it and failed, than 
the regret of never having tried. Supported by all the editorial board members scattered around the globe, 
we are convinced that the size of an anthill should not be measured by how high it goes up, rather by the 
number of people working to tear it down. JOLMS has volunteered to be part of the university’s quest to 
move from good to greatness, and our philosophy is simple; “You cannot move this institution to greatness 
without doing extra-ordinary things.” in our own way we have opted to do extra-ordinary things, the university 
will be known by this unprecedented approach meant to put the university on the global map as a research 
and publishing establishment. 

This second issue brings with it improved publications as we climb the ladder rung after rung with the hope 
of producing the quality our readers deserve. We are moving on to aggressively attract authors to submit 
manuscripts for consideration whilst we increase the feedstock by boosting the standing and participation at 
LAMiPiSA 2015. We therefore look forward to an improved journal issue by issue until we reach the zenith 
of our planned quality, with obvious intentions to maintain that standard. As reader and / or author you may 
contribute by suggesting what can be done to make it better; “The sum total is greater than the sum of its 
parts.”

if our effort to get better everytime is to be rewarded appropriately, we think it is necessary also to start 
screening all submissions for plagiarism to avoid unnecessary negative publishing. All subsequent issues 
will therefore undergo plagiarism tests, not because we do not trust our authors, but just for both of us to be 
safe. A stitch in time saves nine, so they say, it will honestly be said with more peace of mind that prevention 
is better than cure. Yes, we know that we can’t change the future, but we are pretty aware too that we can 
influence the future and avoid unnecessary attacks and unsavoury exchanges.  

i urge you therefore to be involved with us as we go through this journey, there is enough space for all of 
us, there’s no reason why you will remain behind. We are looking positively to the future issues, after all, 
what is life without hope? Let us talk again when we bring the third issue end of February 2015, but plan 
that we meet at the LAMiPiSA 2015 Conference in Cape Town. We are who we are because of you; “motho 
ke motho kabathu.”

i thank you.

EDITOR IN CHIEF
Dr. Larry E. Jowah       jowahl@cput.ac.za

PREFACE TO THE SECOND ISSUE

The Department 0f Management and Project Management
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ASSESSMENT OF THE QUALiTY OF BUSiNESS 
ENViRONMENT AND iNVESTMENT CLiMATE iN 
TANZANiA

DR. BURHAN, AHMAD MTENGWA

mtengwa@hotmail.com

                                                                                                                        

Centre for Foreign Relations.                                                                                                  

Department of Economic Diplomacy,                                                                                                   

Dar E Salam in Tanzania.

ABSTRACT

The evaluation of investor’s satisfaction is a primary goal for any country that would like to utilize its 

business and investment potentials. Keeping investors satisfied and delighted is even more important 

for the Tanzanian economic development, given that many sectors which are now attractive for 

investment and resources are not yet well utilized. Developing a measure of business environment 

and investment quality is an important precursor for attracting and retaining investors and hence 

ensuring the survival of businesses and investments in the country. BUSiNVQUAL has been 

proposed a generic measure of business environment and investment climate qualities that may be 

applicable to measure the level of investors’ satisfaction. The purpose of this study is to find out if 

the business environment and investment climate in Tanzania have reached the quality of investors’ 

expectations. A self-completion questionnaire was developed from the BUSiNVQUAL instrument and 

distributed to 32 investment companies registered under Tanzania investment Centre (TiC). From 

the gap analysis carried out between perceived business-investment climate and expected business-

investment climate, results suggested that the level of quality of business-investment climate in 

Tanzania has not reached the level of expectations of the investors. it is thus recommended that the 

Tanzanian government should improve the quality of all dimensions of business environment and 

improve on the investment climate.

KEYWORDS:  BUSINVQUAL, business environment, investment climate, Tanzania investor 

perceptions and economic development. 

 1  INTRODUCTION

Economically speaking, the last decade has been one of the best decades in Tanzania’s economic 

development history as an independent country. The country’s Gross Domestic Product (GDP) 

was stagnant until 2003, after which it grew modestly at rates ranging from 1.8 percent in 2004 to 

2.2 percent in 2008. This has largely been due to increases in international commodity prices (tea 

and coffee), strong performance in telecommunications, and increased Gold production aided by 

the escalating gold prices internationally. Tanzania’s real GDP per capita in 2012 was fractured 

since the early 1960s, and its capital stock was only somewhat higher than in the immediate 
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aftermath of independence in 1960. While total factor productivity (TFP) estimates indicate that 

TFP per capita did grow after independence, it reached a plateau in 1970s and subsequently 

shrank, as did per-capita output due to a secular deterioration in terms of trade in 1980s up to the 

early 1990s. But later, on average total factor productivity (TFP) improved by 3 and 6 percent a 

year for manufacturing firms in Tanzania between 2000 and 2010, in spite of this, competitiveness 

remains a problem.

The outcome has been an expansion of business and growth of investment of Multinational 

Corporations (MNC) complemented by the flow of foreign direct investment (FDis). Evidence shows 

that, Tanzania received $1billion of investment inflows during the 1995-2000 period compared 

to only $90 million during the preceding six years (UNCTAD 2012). This is a commendable 

performance for one of the least developed countries in the world, with an economy that was 

centrally planned and closed to multi-national corporations not so long ago. Tanzania is still a new 

entrant in attracting the multi-national corporations (MNCs) field (Burhan 2010). The government 

effort to improve in the business environment and investment climate in later 1990 and early 

2000s is the main course for the expansion and business growth in the country. 

The current tirade of investors focus on such sectors as, mining, banking, insurance, manufacturing, 

consultancy, construction, hotels and others. According to the chronicle of Tanzania investment 

Centre, there are about 60 main investors who operate in Tanzania, and this is considered to have 

been as a result of the success in attracting investors (United National 2005). Candidly, the current 

Tanzanian economy is moderately more improved by comparison to the economy of the 1980s. 

The libelization of economy in the earl 1990s facilitated the setting up of various institutions, 

regulations and policies that which purposely meant to attract and facilitate investment. At the 

writing of this report, Tanzania ranks 86/144 in Global Competiveness Report of 2013. 

Even then, the report shows some variables of the business environment and the investment 

climate still indicate the need for a higher rating to improve on the attractiveness to the investors. 

Variables  such as; the Regulations and Policies in Tanzania are not overly burdensome for 

investors (58th); the government deals “relatively even-handedly” with the private sector (56th); 

and some aspects of the labour market – such as the high number of female employees (5th) and 

reasonable redundancy costs – support efficiency. This indicates that there is a great deal to do 

to make the Tanzanian economy attractive to investors in general, but specifically the international 

investors. 

investors’ perceptions have been identified by research as critical indicators of investment 

prospects for a country. Dumitriu and Stefanescu  (2008) in their observation on investor 

perception on Romania noted that foreign direct investment and business environment climate 

have a direct relationship with the level of investment to a country. Because Tanzania propagated 

socialist policies in the previous years, extensive work has been carried out to understand the 

characteristics of foreign direct investments in former socialist countries. studied. For example the 

study of Sohinger (2004) proved the presence of FDi helps creating a powerful set of economic 

and political incentives that stimulated the competitiveness of  economic growth for the transition 

economies. Mileva (2008) demonstrated the spill over effect of FDi over internal investment 

through trickle down effect or through direct investment to support some FDi  operations. Birsan 
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and Buiga (2008) approached the FDi evolution in Romania, concluding that before the adhesion 

most of the foreign direct investors were primarily efficiency seeking, attracted by the cheap 

labour and after the adhesion the new investors could be expected to be primarily market seeking. 

Pauwels and Lonita (2008) considered that, in order to attract investors, it was necessary to do 

catching-up and to improve the business environment and resulting in an improved investment 

climate. it is on the side of this study to explore the investor perception on how they expect 

and perceive the quality of business environment and investment climate in Tanzania. Thus the 

objective of this paper is to understand how investors perceive quality of business environment 

and investment climate, and to evaluate the level of investor’s satisfaction with the quality of 

business environment and investment climate in Tanzania.

2. LITERATURE REVIEW 

2.1.  BUSINESS ENVIRONMENT

Business has facilitated modernization and technological advancement of countries to eventually 

progress from the barter system to global business. Global trade plays a primary role in the 

growth of the economy of any nation. For instance, in Tanzania there has been an increase in 

the contribution of global business practices between 1998 and 2008 which contributed 11% of 

GDP. This was facilitated by more than 200 global enterprises in the country with a capital stock of 

foreign direct investments (FDi) of US$ 512.5 Million (The Economic Survey 2007:38). According 

to Hill (2001) the boom of global business had outcomes of liberalisation, privatisation and 

globalisation (LPG) in various countries particularly the developing countries. These stimulated 

the rise of the following:-

• Massive FDi’s from developed countries to developing countries with total stock of FDi’s 

Globally of 84.7 billion in 1997,

• Flexible imports and export policies and regulations,

• increasing employment and the standard of living, and

• Expansion of world currency reserves and globalisation of financial institutors.

The operational global business needs to assess different environments and factors like the 

economy, politics, culture, law, and technology, according to Ball, McCulloch, Frantz, Geringer and 

Minor (2003). This environment comprises two dimensions, namely the controllable international 

business environment and the uncontrollable international business environment. 

An investor decision to expand a firm from a domestic to a global firm is faced with two main 

forces which determine market entry and understanding of the negotiations environment of global 

marketers (Burhan 2013). These are the controllable and uncontrollable forces that have an 

impact on the firm and the successful transition of a local firm to a global firm which need to 

be considered. The controllable forces are conceptualised as those forces which are internal, 

thus management can administer the adoption of changes in the uncontrollable forces that affect 

the firm. Worthington and Britten (2006) reported that a controllable force is the immediate or 

operational environment and it can be termed as the micro environment. Essentially these are 

forces that are closer to the global firm, since the organisation interacts most immediately with it. 
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These include suppliers, customers, competitors, organisation resources and resource markets. 

On the other hand uncontrollable forces are external to the firm and management cannot control 

them although they may have some influence through proper analysis of controllable forces (Ball 

et al. 2003). The uncontrollable forces are forces which comprise the macro environmental factors 

such as, economic, political, socio-cultural, technology and legal influences. These forces can 

emanate not only from local and national reserves, but also the international perspective has an 

influence on global firms. A firm is said to have no control over these forces but it can adapt to it 

after careful scanning (Worthington & Britton 2006:6).

As a global firm considers where in the world it would build factories and sell products, it needs 

to scan the economic performance of the target country(s). Before an investor makes a decision 

to confront a greater number of economic environments and in a situation where it needs to 

consider only the purely economic factors that exist, a scan of the economic system, or the current 

industrial sectors is important. Ball et al. (2003) maintain that a modern economy is characterised 

by what comprise the bases of a country’s economic wealth namely, skills and flexibility of its 

population, available infrastructure  and wealth of technology, and as well as the relative level of 

ecological balance.

it is clear that politics and business cannot be separated. Business activity takes place within 

and across state boundaries and frequently involves the government either directly or indirectly 

(Worthington & Britton 2006:42). The politics of the state can have a fundamental impact on 

business operations. The global investors therefore has to make a detailed analysis of the political 

environment as well as making a number of general observations regarding political change and 

uncertainty and its impact on the business activities. Worthington & Britton (2006:42) provided 

the following useful guidelines for political environment assessment. A global firm is confronted 

with the legal environment both in domestic and foreign countries. According to Muhlbacher et al. 

(2006) these are systems created by a society to govern its members’ behaviour. international 

marketers should take note that rules and regulations are not unique to a particular country; in the 

global market each state has its own legal system. it is essential for global marketers to assess 

the legal systems of the target countries. in doing so, international marketers can assess the legal 

system and regulations that exist and the enforcement thereof. 

Culture has been defined in various ways, but most anthropologists view culture as the sum total 

of the beliefs, rules, techniques, institutions, and artefacts that characterise a human population 

(Ball et al. 2003:292). This means culture consists of the learned patterns of behaviour common 

to the members of a given society. According to Muhlbacher et al. (2006:180), culture is the 

collective programming of the minds that distinguish the members of one group of people from 

another.  Therefore, global firms have to be concerned with culture, a firm must realise that there 

are cultural differences of their own, and need to also analyse that new culture in which they wish 

to establish their business. Since culture cannot distinguish itself from business practices, it is 

partly an external force that impacts on the operation of the business. Culture can harm business 

functions in marketing, human resource management, production and finance. in marketing, 

there are diverse variations in attitudes and values which prevent many firms from using the 

same marketing mix in all markets
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2.2  INVESTMENT CLIMATE 

The investment climate can be understood as the set of factors in a given location that shape firms’ 

incentives and opportunities to invest, grow and create jobs.  Some of these factors are institutional, 

policy, and regulatory environment in which firms operate. Together, they determine the vibrancy 

and reach of private sector firms in the economy. A strong investment climate is not a serendipitous 

occurrence: it is the result of country authorities formulating, implementing and enforcing an 

appropriate set of policies (Dollar et al., 2005). it is real that a strong investment climate for one firm 

is not necessarily a strong investment climate for another therefore to generalize the concept of the 

investment climate can be inaccurate. This gives variation of definition on what is an investment climate 

and profound disagreement, for instance; purely one can define it as   social, political or economic 

factors facilitating the firms. The World Bank (2005) asserts that a good investment climate is not just 

about generating profits for firms but also about improving outcomes for the society including through 

its impact on job creation, lower prices, and broadening the tax base. Firms come to the decision with 

different capabilities and strategies. Their decision is motivated by the quest for profits and profitability is 

influenced by the costs, risks, and barriers to competition associated with the opportunity firms. These 

factors that influence the link from government and firm, if the local government is highly bureaucratic 

and corrupt; if government’s own provision or regulation of infrastructure and financial services is 

inefficient so that firms cannot get reliable services – then returns on potential investments will be low 

and uncertain (Dollar , Hallward and Mengistae 2003). Firms invest to make profits. Their investment 

decisions are affected by their own ideas, capabilities, and strategies, and by their assessment of 

the opportunities and incentives in particular locations. Early efforts have to be done by investor to 

understand how governments influence investment climate. 

2.3.  TANZANIAN BUSINESS ENVIRONMENT AND INVESTMENT CLIMATE

The Tanzanian economy has grown rapidly in recent years because of the growth of international 

business transactions in various sectors. Compared to the early 1960s and late 1980s, the export 

trade of Tanzania has increased for about 15% of Gross Domestic Product (GDP) in 1990 to 

22% of GDP in 2006. Various sectors that participate in international business transactions such 

as mining, construction, trade, tourism, manufacturing and agriculture have contributed to this 

growth. The growth of international business practices stimulated the growth of the GDP at 6.5% 

per year between 2000 and 2007. This signifies the increase from the 1980s and the 1990s when 

the growth average was 3.1% per year (iCA: 2009). it is evident that the export of minerals by 

foreign multinational corporations (MNCs) between 2001 and 2006 grew at an average rate of 

15.7% per year followed by the agricultural sector, construction, trade, tourism, and manufacturing 

(iCA: 2009). Evidence shows that, there are increasing trends in the amount of FDi capital inflows 

and inward stock to Tanzania from 1995 to 2007. This indicates that Tanzania has attracted 

an increasing amount of foreign investment.  There are a number of factors that have been 

driving the investors in Tanzania.  Tanzania has a population of 38 million people and its GDP 

Tsh 21,948,403, which increased at 6.1% from year 2000 to 2007 with an average income of 

TSh 548,388 in 2007. Tanzania found itself a target market of various multinational corporations 

(MNCs). For example in 1980 to 1990 there were 208 MNCs and from 2000 up to 2007 it grew to 

1147 MNCs. The increase in the population and the MNCs in Tanzania is significant in terms of 

market globalization (Economic Survey 2007). 
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Another possible factor for investor attractiveness in Tanzania is a change in the political system 

and governance of the country. Since its independence the country adopted a socialist political 

approach which comprised a closed economy that administered all business activities. in the 

early 1990s the Tanzanian government started to open up the economy by introducing economic 

liberalisation measures. The reforms that have been undertaken included trade liberalisation, 

privatisation of state-owned enterprises, public sector reforms and encouragement of foreign 

direct investment (FDi). This was done through the liberalisation of investment laws and markets 

by moving the economy from centralized to decentralised. This measure attracted global 

corporations and increased the number of foreign companies looking for investment opportunities 

in the country. Due to these drivers, the globalisation of international business led to the final 

impact on Tanzania’s business activities: foreign cooperation establishment, export and import 

trend (trade) as well as technical know-how. According to Hill (2001) Tanzania’s comparative 

advantage is derived from its natural resource base, namely its strategic location (for transport 

and logistics), geological resources, for instance, minerals, ecological conditions, biodiversity and 

landscape for tourism.   Much of Tanzania’s labour is of low quality, and hence, cheap labour 

cannot be a source of comparative advantage for the country. Tanzania once possessed a 

comparative advantage by producing a large range of agricultural products. 

However, much of this advantage has subsequently been lost through changes in global 

agricultural production and market parameters. However, to have a comparative advantage 

in agriculture requires knowledge and innovation which Tanzania does not currently possess. 

Despite its extensive land and large number of unskilled labour, Tanzania has lost ground in the 

global market over decades. This is a reminder that comparative advantage can be gained and 

lost. Similarly, the manufacturing sector requires a technically skilled labour force.   

in general, Tanzania business environment and investment climate experience some curbs, 

these include; firstly competitiveness of local firms and potential entry barriers. For an economy 

to effectively participate in global production the degree of accessibility of the market needs to 

be determined. Production cost is the main factor that determines the accessibility of a market. 

However, there are other costs such as storage, transport costs, taxation, the cost of utilities, for 

example, water and electricity, the cost of labour, accessibility and the cost of financial capital, 

and accessibility of land. The manufacturing sector in Tanzania is dominated by food processing, 

beverages, agri-business, light manufacturing, and some textiles and footwear manufacturing, 

but still underdeveloped. The competitiveness of local firms is still low, except for a few beverage, 

beer and cigarette firms, which have been able to compete with imported products. Secondly; 

production costs as postulated by Musonda (2000) are very high in Tanzania, making its products 

less competitive in the international market. in Tanzania for instance, electricity costs are higher 

at US$1.11/kwh compared to US$0.075 in Uganda and US$0.035 in Kenya. These two eastern 

African countries are competitors for foreign direct investment, and hence these costs impact 

on the competitiveness of towards the attraction of investors. Telephone charges per minute 

and connection costs are also comparatively higher in Tanzania than they would be with the 

former East African Community block. Whereas in Kenya a telephone connection costs only 

US$99.70, Tanzanian users pay US$123.68 (Musonda 2000). in Tanzania, large industries 

are few and medium sized ones are linked through cross directorship or equity holding. This 
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means there is a high concentration of ownership and control. in the past there were significant 

barriers to market entry caused by extensive establishing and licensing procedures; to some 

extent these barriers have now been eased. Nevertheless, other obstacles to entry, such as 

difficult business licensing procedures, the legal framework, a lack of credit, high taxes that limit 

imports of raw materials and machinery, small local markets, protection, and a lack of export 

markets still prevail (ESRF & CUTS 2002)

3. THE METHODOLOGY AND MODEL

The study is designed on the ground as an initial study with the intention to clarify and define 

investor’s perceptions regarding business environment and investment climate. As pointed out 

by Zkimund (2003), such kind of the study is considered to be exploratory research design. Unity 

of analysis on this study was investors from registers of Tanzania investment Centre. About 32 

respondents were involved in this study. 

The research used the modified model comparable to SERVQUAL instruments as developed 

by Parasuraman, Zeithaml, and Berry (1990). The modified instrument has been debut as 

BUSiNVQUAL i.e. Business Environment and investment Climate Quality. The insight of the 

model first, is to examine whether there exist any gaps or discrepancies (positive or negative) 

between investors’ expectations and perceptions of the quality of the business environment and 

investment climate. Second, the research explores the main variables that have the strongest 

influence on overall investor’s satisfaction and related these variables to the current status of 

business environment and investment climate in Tanzania.

The BUSiNVQUAL model is first introduced in measuring investors satisfaction in different ranges 

of business environments and investment climates in the Tanzanian context. However, it should 

be stated that in spite of its novelty, it is possible that the model could suffer from some limitations. 

Despite the limitations, it has been established that the model has merit enough sufficient to study 

business environment and investment climate with a very low degree of error. The model will use 

five-point likert scale to gauge investor’s opinions regarding the quality of business environment 

and investment climate in Tanzania. it is the researcher’s opinion that the model is a simple 

yet a practical tool in alerting government and other stakeholder to the conditions of business 

environment and investment climate. 

4. THE FINDINGS

This part provides the study’s findings and discussions concerning the quality of business 

environment and investment climate in Tanzania. 

4.1  RESPONDENTS’ DEMOGRAPHIC INFORMATION

Respondents’ gender, age, position, sector and investment duration are discussed in this part, the 

details of which are discussed in table 4.1 below.
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Table 4.1 Respondents’ personal Information (N=32)

FREQUENCY PERCENT VALID 
PERCENT

CUMULATIVE 
PERCENT

Gender Female 12 37.5 37.5 37.5

Male 20 62.5 62.5 100.0

Age 18-29 8 25.0 25.0 25.0

30-41 7 21.9 21.9 46.9

42-53 3 9.4 9.4 56.3

54-65 12 37.5 37.5 93.8

over 65 2 6.3 6.3 100.0

Position senior manager 4 12.5 12.5 12.5

Manager 10 31.3 31.3 43.8

Executive 2 6.3 6.3 50.0

entry level 7 21.9 21.9 71.9

Other 9 28.1 28.1 100.0

Sector Agriculture 11 34.4 34.4 34.4

Service 19 59.4 59.4 93.8

Manufacturing 2 6.3 6.3 100.0

Duration 1-5 years 9 28.1 28.1 28.1

6-10 years 14 43.8 43.8 71.9

11-15 years 5 15.6 15.6 87.5

more than 15 
years

4 12.5 12.5 100.0

Source: Researcher’s Field Data Analysis, 2013.

The demographic profile of the respondents is described as follows; males were more in number 

at 62.5% compared to females at 37.5%. The larger part of the respondents (37%) were in the 

age group were in the age group 54-65, followed next by the age group of 18-29 years recording 

25%. The 30-41 years age group was 21.9%, the 42-53 years age group was  (9.4%) and those 

over 65 years comprised of 6.3%. The majority of the respondents were from the managerial 

level forming 14 (43.8%) of the total respondents. Other positions occupied 28.1%, entry level 

positions were 7 (21.9%) and executives were 2 (6.3%). 

Furthermore, service sector investment was seen to be highly represented than other sectors 

forming 19 (59.4%) of the total respondents followed by 11 (34.4%) agriculture and 2 (6.3%) 

manufacturing. investments with 6-10 years duration were represented by 14 (43.8%) followed 

by 1-5 years with 9 (28.1%), 11-15 years with 5 (15.6%) and over 15 years investments with 4 

(12.5%) of the total respondents. 

4.2  RELIABILITY STATISTICS OF VARIABLES

internal consistence (reliability) of variables is highly considered for better judgment of 

BUSiNVQUAL’s results analysis. To measure reliability of the data, Cronbach’s alpha coefficient 

was used. Coefficients greater than .5 were accepted and retained for further analysis, this is 

detailed in table 4.2 below:
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TABLE 2 Reliability Coefficient (Cronbach’s alphas)

Source: Researcher’s Field Data Analysis, 2013.

The internal consistencies of the modified BUSiNVQUAL items were assessed by computing 

the total reliability scale. The total reliability scale for the study is 0.976, indicating an overall 

reliability factor slightly the same to that of Parasuraman et al., (1988) study which was 0.92. This 

reliability value for our study is substantial considering the fact that the highest reliability that can 

be obtained is 1.0 and this is an indication that the items of the six dimensions of BUSiNVQUAL 

model were accepted for analysis.

4.3  GAP SCORE ANALYSIS

Table 4.3 below indicates BUSiNVQUAL score calculations for each of the manifested variables 

under all dimensions. Out of ten dimensions of BUSiNVQUAL, results indicated negative gap 

scores in seven dimensions and positive gap scores in three dimensions used in the study. 

Realistically, these results indicate that the level of investors satisfaction on the quality of business 

environment and investment climate in Tanzania have not reached their expectations. 

TABLE 4.3  BUSINVQUAL Scores (Unweighted Average Calculated)

N OF 
DIMENSIONS

N OF ITEMS Observations Cronbach's 
Alpha

Expectation 10 51 32 .952

Perception 10 51 32 .954

Total reliability scale 102 32 .976

Dimension ELEMENTS EXPECTATION 
SCORE

Perception 
Score

Gap Score Average for 
Dimension

Business 
environment: 
economic

1 2.94 3.41 0.47 -0.01

2 2.75 2.91 0.16

3 2.72 2.91 0.19

4 3.75 3.63 -0.13

5 3.38 3.06 -0.31

6 3.63 3.19 -0.44
Business 
environment: 
political

7 3.03 3.00 -0.03 -0.11

9 3.88 3.53 -0.34
10 2.50 2.31 -0.19
11 3.38 3.16 -0.22
12 3.06 3.03 -0.03

Business 
environment: 
legal system

13 3.34 3.53 0.19 -0.02

14 4.09 3.91 -0.19
15 4.13 4.16 0.03
16 3.94 3.75 -0.19
17 4.41 4.28 -0.13
18 4.34 4.53 0.19

Business 
environment: 
social culture

19 4.25 3.84 -0.41 -0.52
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Dimension ELEMENTS EXPECTATION 
SCORE

Perception 
Score

Gap Score Average for 
Dimension

20 3.75 2.97 -0.78
21 3.97 3.59 -0.38

Investment 
climate: human 
capital

22 3.06 3.31 0.25 -0.04

23 4.03 4.13 0.09
24 3.16 2.69 -0.47
25 3.16 3.19 0.03
26 4.00 3.88 -0.13

Investment 
climate: 
suppliers

27 3.84 3.53 -0.31 0.16

28 3.31 3.81 0.50
29 3.81 3.81 0.00
30 3.59 4.06 0.47

Investment 
climate: 
corporate 
government 
mechanism

31 4.03 4.38 0.34 0.18

32 4.28 4.41 0.13
33 3.69 3.78 0.09
34 3.69 4.47 0.78
35 3.44 3.56 0.13
36 3.56 3.16 -0.41

Investment 
climate: finance 37 3.91 3.75 -0.16 0.15

38 3.94 4.38 0.44
39 3.25 3.78 0.53
40 3.28 3.63 0.34
41 3.72 3.31 -0.41

Investment 
climate: 
corruption and 
crimes

42 4.16 4.13 -0.03 -0.66

43 4.34 3.81 -0.53
44 4.50 3.50 -1.00
45 4.31 3.47 -0.84
46 4.44 3.56 -0.88

Investment 
climate: 
infrastructure

47 3.72 3.44 -0.28 -0.73

48 3.81 3.28 -0.53
49 3.97 3.28 -0.69
50 3.69 2.75 -0.94
51 4.03 2.84 -1.19

Unweighted Average BUSINVQUAL Score: -0.52

Source: Researcher’s Field Data Analysis, 2013.

According to Parasuraman et al., (1988:30) it is however common for investor’s expectations to 

exceed the actual service perceived and this signifies that there is always need for improvement. 

The gap scores are the difference between the perception and expectation scores with a range 

of values from -4 to +4 and these gap scores measure service quality and hence customer 

satisfaction. The more perceptions are close to expectations, the higher the perceived level of 
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quality. The largest gaps scores were, efficiency of technological infrastructure (-1.19), degree of 

transparency and fairness of the legal system (-1.0), availability and quality of the local research 

infrastructure (-.94), climate free from organized crimes (-.88) and spread and efficiency of the 

legal system (-.84), country’s portent of culture (-.78) and degree of transparency and fairness of 

political systems (.78). Table 4.4 below illustrates the findings.

TABLE 4.4  Important weights

Features POINTS
Business environment: economic 0.66

Business environment: political 6.88

Business environment: legal system 0.98

Business environment: social culture 32.75

investment climate: human capital 2.75

investment climate: suppliers -10.32

investment climate: corporate government mechanism -11.14
investment climate: finance management -9.43
investment climate: corruption and crimes 41.27
investment climate: infrastructure 45.59

100

Source: Researcher’s Field Data Analysis, 2013.

Table 4.4 above, indicates dimensions importance weights as ranked by respondents. Negative 

values indicate that dimensions are less important compared to the others, while positive values 

indicate dimensions that desire for a change or improvements. From the ten dimensions, importance 

scale shows that there are three with negative values of importance. These are availability of suppliers 

(-10.32), corporate government mechanism (-11.14) and finance management (-9.43). Dimensions 

with higher rankings of importance include investment climate: infrastructure (45.59), investment 

climate: corruption and crimes (41.27) and business environment: social culture (32.75). The rest of 

dimensions have almost similar rankings lower than the above mentioned. Generally, investors are 

not satisfied with the quality of business environment and investment climate in Tanzania.

TABLE 4.5  BUSINVQUAL Scores (Weighted Average Calculated)

Source: Researcher’s Field Data Analysis, 2013.

BUSINVQUAL 
Dimension

SCORE FROM 
TABLE 4.3

WEIGHTING FROM 
TABLE 4.4

Weighted Score

BEC -0.01 0.66 -0.01
BEP -0.11 6.88 -0.75
BEL -0.02 0.98 -0.02
BES -0.52 32.75 -17.06
ICH -0.04 2.75 -0.12
ICS 0.16 -10.32 -1.69
ICC 0.18 -11.14 -1.97
ICF 0.15 -9.43 -1.42

ICCC -0.66 41.27 -27.08
ICI -0.73 45.59 -33.06

Average Weighted score: -83.17
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Table 4.5 above indicates weighted BUSiNVQUAL scores for all dimensions. As seen above, 

investors were less satisfied with all dimensions of business and investment climate in Tanzania. 

The weighted BUSiNVQUAL results indicate that investors were less satisfied with the quality of 

infrastructures (-33.06), corporate government mechanism (-27.08) and social cultural measures 

(-17.06).

5. SUMMARY AND CONCLUSIONS

This study intended to carry out the BUSiNVQUAL model in order to determine the overall 

Business-environment climate quality perceived by investors in Tanzania. Thus, the study used 

BUSiNVQUAL ten dimensions namely Business environment: economic, Business environment: 

political, Business environment: legal system, Business environment: social culture, investment 

climate: human capital, investment climate: suppliers, investment climate: corporate government 

mechanism, investment climate: finance management, investment climate: corruption and crimes 

and  investment climate: infrastructure as the main variables for the study. Data was collected 

from 32 investment companies registered under TiC.  For better judgement of the data, Cronbach 

alpha was used to ensure reliability of the data. The overall Cronbach’s Alpha was .976 indicating 

a very good reliability and internal consistence of the data. 

Under the BUSiNVQUAL model, from the gap score analysis carried out, it was found that, 

the overall Business-investment climate quality is less than what is expected from investors 

in Tanzania. Areas such as infrastructure, legal system and cultural systems were found less 

satisfactory to investors. Regarding our research objectives, the overall expectation climate is 

high compared to the overall perception business-investment climate. 

Furthermore, investors in Tanzania are less satisfied with the business-investment climate in 

Tanzania. Generally, in evaluating the perceptions and expectations of investors regarding 

business-investment climate in Tanzania, it can be seen that almost every dimension business-

investment quality is important to investors as it is to the future of our economic development. 

However, results from the study have suggested the opposite of what is expected from business-

investment climate. As thus the Tanzanian government has to improve the quality of business-

investment climate so as to attract many investors in the country.
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ABSTRACT

Any meaningful discussion about the interface between leadership and cultural diversity in South Africa 

will have to take into account both the historical context that shaped current mainstream practices 

as well as the attempts to innovatively mould diverse value systems. Providing leadership in a multi-

cultural context requires managers to appreciate that people joining teams bring expertise, beliefs, 

customs and cultural experiences to the team. These factors enhance professional experience if 

properly managed or impede growth and learning if not mediated accordingly. Companies increasingly 

contend internally with a culturally diverse workforce as well as an even more complex external 

environment of clients, partners and suppliers. All these dynamics operate within the legislative and 

policy regime of which they are legally expected to harmoniously comply with. This paper exploits 

this opportune moment for leadership and management practitioners and scholars alike to reflect 

on current practices and theories towards a more organically evolving but systematically useful 

framework. The paper will contribute to the discussion on leadership and management practice 

by reflecting on the interface between leadership and cultural diversity in South Africa within the 

constitutional framework. The paper does not to offer a ‘to do list’ of acceptable leadership practices 

that advance cultural diversity in a project context. it will be argued in this paper that the human rights 

framework implied in our Constitution is that of ‘work in progress’ rather than a prescriptive ‘one size 

fits all’ formula. The paper relies primarily on an interdisciplinary set of secondary literature in the 

fields of development studies, human rights, project management, business studies and cultural 

studies. 

1 INTRODUCTION

The primary question posited by the conference sub-theme under discussion here can be 

addressed in different ways. From a pure humanities or social sciences perspective, one possible 

point of departure could be to first dissect the philosophical foundation of the very ‘problematique’ 

raised by the sub-theme. For example, one could argue this case from a ‘post colonial’ or ‘post 

development’ perspective thereby questioning the very economic and political logic of the market 

economy and its historical genesis. Since this is primarily a management sciences conference, 

1   My gratitude goes to Mr Owen Stuurman for having been a mentor and inspiration to my young self
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i am choosing rather to accept the philosophical and theoretical assumptions possibly implied in 

the sub-theme from such a perspective and then navigate ‘inside out’ to argue that in a capitalist 

and culturally plural society like ours, there needs to be a continuous dialogue and an iterative 

consensus on an appropriate leadership framework within industry and that such a framework 

must primarily be embedded within and biased towards a social rather than an economic realm 

and discourse.

South Africa’s transition from apartheid to a political system that extended full human rights 

to every citizen and person within the Republic has among other things, unleashed a strong 

impetus for recognition and acknowledgement of cultural and racial diversity. Pursuant to the 

latter objective as well as other democratic ideals enshrined in the Constitution of the Republic 

of South Africa (Act 108 of 1996), the Bill of Rights in Chapter 2 of same outlines the basic 

principles and values that need to be adhered to in building a foundation for and in protecting such 

rights. This paper will explore the interface between leadership and cultural diversity in the South 

African context. More specifically, the paper will interrogate the challenge of mediating tensions 

emanating from cultural differences in the workplace. The paper departs from a simple yet often 

overlooked premise, i.e. that the founding principles and values in the Constitution and more 

specifically its Bill of Rights are but a starting point in pursuing a national dialogue and consensus 

on the content and character of human rights as the country negotiates its way into a democratic 

and human rights centred future. it also therefore suffices to argue that the Bill of Rights does not 

prescribe such rights as commonly assumed.

As Mamphele Ramphele argues in her book ‘Laying Ghosts to Rest’ (2008) and further as the 

very title of the book suggests, any meaningful discussion about the interface between leadership 

and cultural diversity in South Africa must take into account both the historical context that has 

shaped current mainstream practices as well as current attempts to innovatively mould diverse 

cultural value systems into a coherent, systematically useful and organically evolving leadership 

framework. At a very basic level, providing leadership in a multi-cultural context requires managers 

to appreciate that people who join teams do not simply bring expertise with them but also beliefs, 

customs and cultural experiences which could either enhance their professional experience if 

properly managed or serve as an impediment to growth and learning (Luhabe, 2002). Equally, 

companies themselves must increasingly contend internally with a culturally diverse workforce 

as well as an even more complex external environment of clients, partners, suppliers and the 

legislative and policy regime.

Perhaps it need to be stated upfront that the main contribution of this paper will not be to offer a 

‘to do list’ of acceptable leadership practices that accommodates or advances cultural diversity 

in a project or workplace context. in a transforming society like South Africa where diverse and 

often competing cultural, ethnic and religious interests are at play, it will be important that we 

continuously use the opportunity presented by the transition phase (almost twenty years now) to 

formulate and then revisit, adapt, readapt and if necessary reformulate our value systems and 

attendant business and social etiquette in concert with the principles enshrined in our Constitution. 

it is almost self-evident that in the South African context an effective leadership framework will 

have to content with both the internal organisational cultural dynamics as well as the national 

transformation agenda. Maybe one should also hasten to point out that it may sometimes be an 
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unwritten expectation in a conference of this nature (i.e. management and business sciences), 

that the emphasis should be biased towards delineating specific and implementable solutions to 

the subject or challenge at hand. it is my submission to this conference that perhaps it may also 

be important that we also afford some space to humanities in discussions of this nature.

in the final analysis, the changing political and social landscape in South Africa in the last twenty 

years (and much earlier in other African states) demands of us to continuously reflect on the kind 

of leadership that will move the country and continent forward. Pragmatic change management 

in the workplace or project environments in a culturally diverse environment like ours can only 

succeed if we allow an iterative dialogue between and amongst all of us. The point of departure 

for such a dialogue in South Africa should be the Bill of Rights.

2. THE CONTEXT OF LEADERSHIP AND CULTURAL DIVERSITY IN 
SOUTH AFRICA

The transition from apartheid to democracy in South Africa is well documented. The intent and 

object of this transition project and its multifaceted altruist and philanthropic discourses is also 

well captured in the Bill of Rights of the Constitution of the Republic of South Africa. However, 

the actual fabric and content of the transition and its specificities has remained a ‘blind spot’ for 

the better part of the last twenty years of political, social and economic transition in South Africa. 

The contours of the transition project and its terms of reference on how South Africans should 

conduct themselves and their business, with regard to leadership and management principles 

for examples, is not easily delineable from the statutes and legislative framework offered by the 

Constitution. What the latter has meant is that the post apartheid South African society had to 

navigate this delicate landscape with only the Constitution as a point of reference. it did not help 

therefore that the very Constitution does not necessarily offer concrete answers to the unfolding 

social fabric deficit but that it merely created some broad guidelines to be adhered to in such a 

discourse.

it is critical that we explore the challenge of leadership in a culturally plural South Africa by 

beginning at the very conception of our specific brand of democracy and political settlement. 

The period leading to, during and immediately after the dawn of democracy is important for us in 

understanding the problems and opportunities that confronts us today. in scanning that period, 

Marais (2011) points out that the forging of a new consensus and hegemony [in Gramscian terms] 

embodied by the political settlement had to be built along dramatically new and inclusive lines. 

Put differently, the negotiated political settlement at the time meant that each of the sides on the 

table had to endure a lot of sacrifices and risks without any guarantee and most unlikely that the 

other side has a mutual interest to bargain fairly. One has to also consider the deep rootedness 

of the conflicts being mediated in that process as well as political collateral damages suffered 

until then by each of the parties involved. it takes a certain level of appreciation of the difficult 

challenges and dynamics at the time to understand and draw lessons on how to successfully and 

positively manage diversity. Perhaps hence South Africa’s negotiations and subsequent political 

settlement has often been referred to as a ‘miracle’. 
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By looking at the foundation of our young democracy and the difficult leadership decisions that 

had to be taken at the time, it is argued in this paper that the lessons thereof are essentially a 

good start for us to grapple with how to manage and provide leadership in a culturally diverse 

environment such as is the case in South Africa today. Ramphele (2008) argues that leadership 

in the transformation process must itself be transformative; it must embody the vision, values 

and principles of the society we aspire to become. She further argues that South Africa’s 

transformation requires an understanding of the deep structure of the legacy of apartheid and 

an even more profound understanding of the foundations of our envisaged society. Given this 

context therefore, efforts to nurture a transformative leadership framework that affirms South 

Africa’s cultural diversity should informed by the rationale based on the country’s history and the 

ideals pursuit within our Constitutional framework.

3. HUMAN RIGHTS FRAMEWORK AS ‘WORK IN PROGRESS’

At this stage it will suffice to remind this forum of the significance of the symbolism of human 

rights in the South African context. it is a fact that our newfound democracy was predicated 

by a very delicate and sensitive process of negotiations between the former apartheid regime 

and the liberation movements, particularly the ANC. This history is important for two reasons. 

Firstly, it allows us to appreciate the sensitivities and difficulties involved in hatching a political 

settlement that accommodated two fiercely contested political interests and secondly, that there 

may simply have been ‘too much anger and unfinished business’ to have assumed that mere 

conditions of democracy will resolve these challenges (the latter point is emphasised by former 

Commissioner of the South African Human Rights Commission Prof Leon Wessels in du Toit and 

Doxtader; 2010). Having been party to the negotiation process and drafting of the Constitution 

of the Republic, Prof Wessels (in du Toit and Doxtader; 2010) further argues that having faith in 

the miracle of 1994 is not enough, that the South African nation must sustain and continue the 

dialogue that was initiated then. 

it is arguable that as a nation South Africa has one of the most celebrated Constitutions in the 

world. The Constitution of the Republic of South Africa, Act 108 of 1996, contains the Bill of Rights 

in Chapter 2, which it describes as the ‘cornerstone of democracy in the Republic’, and compels 

the state to ‘respect, protect, promote, and fulfill all sets of rights contained in this our Bill of 

Rights’. Everyday experience of ordinary South Africans suggests that the country is yet to reach 

an acceptable level as far as maintaining a culture of human rights and respect for civil liberties 

and human freedoms (Ramphele 2008). in as much as these rights and freedoms are excellently 

captured in the country’s policies and legislative statutes, the reality for the general populace 

often proves otherwise.

it may be useful for us to unpack and interrogate the human rights discourse much more deeply 

to understand and appreciate its significance in the South African context. Our understanding of 

what the human rights discourse entails and how this discourse is essentially a cornerstone and 

pillar of young democracy cannot be overemphasized. Beyond understanding these rights, i will 

argue that we may as well begin to locate the human rights language in the fiercely contested and 

highly volatile social and political landscape in South Africa’s transition narrative. it is clear from 
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the many reflections and analysis already provided in this paper that the consensus and political 

settlement that ushered our new democracy was in fact a product of politics of compromise. it 

may as well be that the underlying moral disagreements and contestations were left for future 

generations to grapple with. We are sitting here today still battling with how to reconcile and 

mediate cultural differences in the workplace and into an effective leadership framework. The 

easy way out is sometimes to ‘paint all cultures with one brush’ and ‘go on with our lives’.

in one of his recent publications, Cosmopolitanism – Ethics in a World of Strangers, Appiah (2006) 

goes at length through reflecting on his own personal journey of being raised in Ghana, educated 

at Clare College in Cambridge and then spending part of his adult life in the US to draw parallels 

between what he terms ‘moral disagreements’ and contestation between the competing cultural, 

racial and traditional identities in society today. By coining the myriad and complex intersection 

between these many identities Cosmopolitanism, Appiah argues that maybe the emphasis on 

universalism of values as implied or assumed in the mainstream human rights discourse is failing 

to recognize the nuances and peculiarities imbedded in each of the many culture that makes up 

society. He further points out that the key limitation in pursuing a ‘universalist’ approach to defining 

social values is that the underlying power differentials in society are often overlooked and further 

that any attempt to discuss or portray the possibility of some kind of universal values should take 

into account the fact that the very individuals driving these discussions are themselves products 

of specific cultural socialization. Consequently, their submissions are more than likely to be laced 

with subjective interpretations and possible personal bias.

To further expand on Appiah’s notion of cosmopolitanism, Odora Hoppers (2008) argues that if 

in a social context, the term diversity refers to the presence in one population of a wide variety 

of cultures, opinions, ethnic groups and socio economic backgrounds, then diversity should be 

manifested in the existence of many peoples contributing their unique experiences to humanity’s 

culture. She further argues that for its part, cultural tolerance should go beyond the collective 

and individual practice of not persecuting those who may believe, behave or act in ways that 

one may not personally approve. She argues that we should start by appreciating the positive 

aspects of those whose culture were are interrogating. in other words, we should not just tolerate 

other cultures but make an effort to reach out and learn these cultures. A more profound form 

of tolerance will emerge, she points out, when we develop respect, understanding and mutual 

recognition of others. Odora Hoppers (2008) also points out that the creation of a cultural context 

where it is acknowledged that the rights of others are supposed to be respected provides a 

framework for meaningful dialogue. Conversely, she continues, where there is no shared moral 

culture, the listening aspect so crucial to the realization of the other may fall flat. The key point 

driven by the latter assertion is that without listening, dialogue and mutuality cannot even begin 

because where one side does not understand the other, it cannot possibly agree with, appreciate 

or respect them.

The two authors discussed above points to the limitation of going the ‘easy route’ in grappling 

with the tension from and efforts to mediate cultural tension in the workplace. This ‘easy route’ 

will be to paint all cultures with one brush as argued earlier, thereby trying to formulate leadership 

and management solutions to cultural diversity which are simplistic and conceptually uncritical. 

The challenge with using the Constitutional dispensation as a ‘given’ and a ‘one size fits all’ 
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framework is that it thus purports or take the form of ‘universalism’. Universalism of values implies 

a common set of values and principles that each and every culture could easily subscribe and 

adapt to. Further expanded, the notion of universalism suggests that it is possible to build one 

common ‘super culture’ that incorporates all other cultures in society. This is rather too simplistic 

an analogy of the concept but for purposes of this discussion it will suffices to make the point that 

embodies Appiah’s notion of the difference between cosmopolitanism and universalism.

The lesson and implications from the discussion above for this conference is that in seeking to 

develop an effective leadership framework within our culturally diverse context, we should resist 

the temptation of going the easier route, i.e. using a universalist cultural framework, appealing as 

they may be. Much as it is difficult to listen to each and every cultural group or narrative, it does 

assist in the final analysis to at least have a leadership vocabulary that could get the best out 

of each team member. in the long run, such an approach can be iteratively productive in that a 

solid foundation will be built upon which further dialogue could be pursuit. The conception of the 

current human rights framework as ‘work in progress’ is therefore a critical precondition for future 

discourse.

4. GUIDELINES FOR A LEADERSHIP FRAMEWORK THAT ADVANCES 
CULTURAL DIVERSITY

in exploring the psychology of South Africa’s transition and the many possible options available to 

those who crafted the settlement package, Manganyi (2004) foregrounds the analysis on a series 

of critical questions:

• Does the transition provide a migration to known outcomes based on the choices that were 

made?

• Since choices were made and continue to be made, what are some of the practical 

consequences of such choices?

• Does the transition have a beginning and an end or is it, as it seems likely, still in progress?

Building on these questions by Manganyi and within the context of what has been described earlier 

by Ramphele (2008) as ‘transformative leadership’, this paper will then provides some pointers and 

guidelines on mediating cultural diversity in a project context. A few examples of leadership and 

management practices that can enhance diversity in the workplace are discussed below:

4.1. THE CROSS-CULTURAL LEADERSHIP

For Shonhiwa (2006) the post independent political trajectory in the African continent in the last 

sixty years or so has created a new challenge for management practitioners. The new conditions 

in post colonial Africa have necessitated a revision of management and leadership theory and 

practice. The main thrust of this period has been an emphasis on transformation both in the social 

and economic spheres. Shonhiwa (2006) further argues that the political winds of change in Africa 

has meant that an conscious bridge had to be built between ‘Eurocentric’ and ‘Afrocentric’ frame 

of references in the field of management.
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in arguing the case for cross-cultural management skills, Shonhiwa (2006) paints this picture:

‘it is important to clarify the essence of cross-culturalism. Culture is a distinctive way of living 

guided by a common value system, which distinguishes a group of people as a collective. Africa 

is a complex cultural kaleidoscope as a result of its ethnic, racial and tribal distinctions... An 

effective manager in such a complex environment must therefore understand any significant 

cultural nuances to be able to pre-empt conflict or channel it into a constructive direction’ (p8).

Shonhiwa (2006) further argues that these cultural nuances may reflect a lot about team members 

in a project setting or workplace environment. These will include people’s work ethic, social 

preferences and business integrity. An effective manager in the current context will therefore have 

sufficient vocabulary and cross-cultural skills to be able to function effectively.

4.2 SERVANT LEADERSHIP

The concept of ‘servant leadership’ has gained prominence in the last two or three decades within 

management sciences. The notion of servant leadership primarily denotes the leader as a servant 

on the project i.e. as primarily geared to serve. 

Dierendonck and Patterson (2010) distinguishes between two key elements in servant leadership. 

They argue that firstly, compared to other views on leadership where the ultimate goal is the 

wellbeing of the organisation, a servant leader is genuinely concerned with serving followers. it is 

therefore further argued that this ‘person-oriented’ and ‘follower-focused’ attitude paves way for 

safe and strong relationships within the organisation. Secondly, the leader in this context does not 

only rely on their power to get things but rather persuade their staff with the power of service, i.e. 

followers are given extraordinary freedom to excel.

Within the context of a culturally diverse workplace, servant leadership will therefore include an 

appreciation and accommodation of diversity as a starting point to excellence. Servant leaders 

need to be aware of and sensitive to cultural diversity and provide a sufficient platform for all team 

members to contribute to the attainment of project goals.

4.3 LEKGOTLA – THE ART OF LEADERSHIP THROUGH DIALOGUE

Willem de Liefde (2003), through his ground-breaking work captured in the book Lekgotla: The Art 

of Leadership Through Dialogue, argues that there is a new trend in management theory that seeks 

to embrace ‘tribal’ and a communal leadership style and move away from the classical Cartesian 

notion of the individual as a centre and epitome of knowledge. De Liefde (2003) contrast modern 

Western society and its continually advancing process of individualisation with the tribal world to 

argue that while modernity has been seen as the process that liberated the individual from the 

oppressive structures of traditional society, modernity itself has actually contributed to the increasing 

disconnection between the individual and society. 

Through illustrating the gradual evolution of management practice and leadership towards a 

communal framework in recent years, de Liefde argues that future management practice will rely 

much more solidly on the conception of the workplace or project environment as a tribal setting. 
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The argument is that the individual derives meaning and a sense of purpose through being part 

of a community and therefore that it is the community, and not the individual, that should shape 

leadership and management focus.

4.4 UBUNTU – THE SPIRIT OF AFRICAN TRANSFORMATION MANAGEMENT

Mbigi and Maree (2005) through reflecting on their own executive experiences in the corporate 

and public sectors, argue that ‘ubuntu’ as a leadership motive marks a departure from the 

confrontational approach in industrial relations to a more cooperative and competitive framework. 

Ubuntu is defined by Mbigi and Maree (2005) as a metaphor that describes the significance of 

group solidarity, on survival issues, that is so central to the survival of African communities, which 

as a result of poverty and deprivation, have to survive through brotherly group care and not 

individual self-reliance.

5. CONCLUSION

The organisers of the LAMiPiSA conference should be applauded for considering the interface 

between the humanities and management sciences as a sub-theme in this conference. The 

contribution of the humanities in management sciences is essential to create and maintain a 

fair balance of social fabric discourses in the formulation and conception of leadership and 

management practice framework. This paper has so far explored the transition context in South 

Africa and its influence towards leadership and management principles. The paper has then 

located the challenge to reconcile and mediate possible tension between different cultural values 

in the workplace within the realm of human rights and the broader Constitutional framework. it 

has been argued that the charge to formulate a leadership framework that embraces diversity 

in South Africa should depart from the foundation laid by the Bill of Rights in the Republic’s 

Constitution. The primary contribution of this paper has therefore been to outline the frame of 

reference and broad parameters for pursuing such a discourse. 

As it has been argued in this paper, the human rights framework implied in our Constitution 

should be understood as ‘work in progress’ rather than a prescriptive or generic ‘one size fits all’ 

formula. it therefore suffices to point out that the task of finding a meaningful set of management 

and leadership principles that builds on the rich and diverse cultural heritage in South Africa and 

should be undertaken with the understanding that:

• There are no ‘one size fits all’ principles when it comes to creating a positive energy 

between different cultural values and an effective and solid leadership framework

• Such principles will only emerge from consensus and an ongoing national as well as sector 

specific dialogue

• These principles and guidelines should be flexible enough to allow for an overlapping and 

iterative discourse in the ensuing conversation and possible contestations.

• Whilst productivity and efficiency remain the underlying ethos behind our resolve to find a 

winning management and leadership formula, cultural diversity should and can form a solid 

foundation for creativity and innovation in leadership and management practice
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• Rather than always borrowing heavily on leadership and management practices conceived 

in parts of the world where their social and political fabric is different from ours, we should 

try to blend such models with own research and innovative thinking as guided by our unique 

social and economic dictates

• A critical part of the task for management and leadership scholars in a country like South 

Africa is therefore to continuously explore and maybe also nourish the delicate interface 

between cultural values and economic imperatives such that the former is able to enhances 

productivity and business efficiency

• And lastly that it is not enough to wait for one of the many national holidays in our calendar, 

such as the National Heritage Day (24th of September) each year to embrace diversity in 

the workplace or even have a mere dialogue about such.
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ABSTRACT

Politics, the grouping together of people for power in any structural entity is not discussed much in the 

field of project management. Beyond satisfying the iron triangle expectations, critical issues of politics 

and power affect effective project execution. Project managers and other internal stakeholders jostle 

for control of resources, and their power base is politics. Effective project management cannot ignore 

the politics of organizations, as it is these political factors that determine the success or failure of 

a project. Depending on the size and the interest on the project by senior management, political 

influence threads through the whole organisational structure, too often it is accepted as the norm. The 

survey sought to establish the extent to which political forces are used by senior management and 

can be used by the project manager in project execution to pre-empt the effects of the authority gap 

in project management. This paper establishes that there is tremendous interference during project 

executions to varying degrees as a result of political interests, the management styles of senior 

management, organisational structure and factors, and the extent of personal stakeholder interests 

in the project. The target population for the empirical research was operational and management 

staff of two large government construction projects, which employ approximately 800 people per 

site, including 46 subcontractors and their staff. Questionnaires were administered through personal 

interviews giving a 100% questionnaire return rate. The results point to constant political interference 

from external and internal stakeholders. 

KEYWORDS:  Project execution, resource allocation, decision making, power and politics.

• INTRODUCTION

For any effective management of projects, the project manager should have an understanding 

of the structure and culture of the organization in which the project is embedded. inefficiency in 

public decision systems in large corporations and the government, specifically relating to projects, 

has been a concern for many public management students (Weingast, Shepsle and Johnsen, 
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1981:642 - 664). The formation of any group of people immediately results in a quest to exert 

power and control, which leads to politics. Power is closely linked to politics, and politics involves; 

the activities of an individual or a group of individuals, which are used to acquire, develop or 

control the resources to achieve one’s preferred outcomes. Pinto (2000:85 - 91) suggests a link 

between project management and the ability of a  project manager to understand the critical role 

that is played by politics in project success. in a sense, politics is the management of influence 

by individuals or groups to get outcomes or processes to outcomes that have not otherwise been 

sanctioned by the organization. Aquinas (2006:305) posits that power is closely linked to the 

concept of politics, and that power is used to advance personal or organizational interests. These 

political behaviours in the organization are not required as part of the formal organization, yet they 

influence the distribution of resources and, consequently, the outcome of any undertaking by the 

organization. This paper is focussed on the top down use of politics by senior managers and how 

this interference renders the project manager and the project team as mere spectators and not 

the deciders of the destiny of the project.

 CAUSES OF POLITICAL ACTIVITY IN AN ORGANIZATION

Project management is heavily infiltrated by politics, as project managers work in an environment 

with an authority gap (Jowah, 20121097-1106) which leaves project managers without much 

power. The absence of both power and authority therefore results in a project manager with 

no stable power base. in large organisations, projects generally exist outside of the functional 

authority (Sy and D’Annunzio, 39-48) because they integrate different departments, meaning 

that people are seconded to the project from their functional areas. McShane and von Glinow 

(2009:47) state advantages and disadvantages of such a system. The main advantages are; 

communication efficiency, project flexibility, knowledge sharing and maximisation of resource 

usage. The disadvantages are; dual and divided loyalty by project team members (more than 

one boss to report to), increase goal conflict, and the lack of clarity on subordinate expectations.

Because of this structure, the manager needs to negotiate for all the resources that are required 

since he / she does not have direct authority(Brown and Hyer, 2010:69). The presence  of different 

groups with different personal and organizational goals working in one project, this coupled by 

the absence of clear leadership on pertinent issues resulting from the authority gap (Jowah, 

2012:1097-1106),  levels of uncertainty in certain issues in the absence of powerful leadership, 

and  differences of opinion on what is the ‘correct way’, becomes breeding ground for divergent 

political formations. The decisions that are made in an organization will always create conflicting 

interests between the affected; this moves project practitioners into political niches. Mitchell and 

Larson Jr (1987:416) identify two real causes of conflicting opinions, which result in political 

formations as differentiation and resource scarcity.

Resource allocation is a critical component of project success (Jones and Larson, 2008:235), 

which affects directly the time, cost and possibly quality of the project. Because the politics of 

these projects is based on power in relation to resource allocation, by implication, therefore, 

project politics has a role that it plays in the effective implementation of the project. 

Organizational issues tend to be more complex to deal with than the actual project execution 
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itself. The effect of politics on project implementation is a serious factor, which causes failure of 

operations; in general, projects are no exception to this rule. 

 ORGANIZATIONAL FRAMEWORKS

Schwalbe (2008: 50, 51) identifies four different organisational frameworks, namely the structural 

frame, human resources frame, political frame, and symbolic frame. Of special interest to this 

study are the structural, political and symbolic frames. 

• The structural frame defines groups and their roles and responsibilities, as depicted in the 

organisational chart.  it is rational and emphasises coordination and control with clearly 

defined chains of command. 

• The symbolic frame concerns  the meaning and not what has taken place.  The visit of a 

project sponsor to the project site may be because he is angry and dissatisfied, or because 

he supports the progress. 

• The political frame relates to organisational and individuals’ competition and jostling for 

power and leadership to influence the activities in the project. Organisations are coalitions 

of different types of people who have  different individual goals that are often in conflict with 

the organisation’s objectives.  

When decisions are taken on the allocation of scarce resources, or on controversial operational 

issues, power becomes a critical necessity for the project manager. Outside the formal sources 

of power, namely legitimate, expert and referent power, the manager needs an extra source of 

power to receive cooperation from other sections (Buchanan and Badham, 2008:46).  

Resources are central to the effectiveness of the project manager, and political power, therefore, 

becomes a necessity that project managers cannot ignore. Organisational politics (ireland and 

Hitt, 2007:63–77) refer to organisational politics as activities that managers engage in to increase 

their formal power, and to use power effectively to reduce opposition and resistance, whilst 

increasing cooperation, which is required to achieve set goals. Jones and George (2009:615) 

concur with this view and assert that managers use politics to influence decisions in their favour. 

An understanding of the political side of project management and the often intensely political 

nature of project implementation gives rise to the associated need to develop appropriate attitudes 

and strategies, which help project managers to operate effectively within the system (Sense and 

Antoni, 2003: 487-494).

The field of project management is particularly filled with political processes for several unique 

reasons. Vigoda and Cohen (2002: 311-324) suggest that organization politics is also a controversial 

concept, as  there is hardly any doubt that internal politics is a common phenomenon in every 

organization. Because project managers managing embedded projects do not have a stable power 

base, that is  either a high status or over-riding authority; they must learn to cultivate other methods 

of influence in order to secure  the necessary resources. Many project managers are not given the 

authority to conduct formal performance evaluations on their project team subordinates, denying 

them an important base of hierarchical power. The authority gap in project management allows 
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for political forces that seek to compete for authority, or to dis-empower the project manager. The 

effects of this gap necessitates the need to identify how project politics affects effective project 

execution. But the question that comes into mind is; is there political interference in the running of 

projects in an organisation managed-by-projects?

Line and or functional managers with authority need specific skills to manage conflict  resulting 

from personality differences and perceptions on how to achieve the organisational goals (Brewer, 

Mitchell and Weber, 2002:78 - 95). These managers have functional authority and legitimate power 

as they are able to fire and hire. Contrary to this tradition of managers, the situation is compounded 

for the project manager, who apart from needing this skill because they are managers, yet the 

project manager has to work under an authority gap (Jowah, 2012:1097-1106). it may become 

imperative, therefore, that project managers who are disadvantaged by the authority gap should 

develop political strategies which may provide power needed for their effective management. 

Political strategies are tactics that managers use to increase their power base, which they use to 

influence other people whilst overcoming resistance. These political tactics and strategies take the 

form of negotiating, lobbying, alliance, representation and socialization.

 HOW DO PEOPLE USE POLITICAL POWER IN ORGANIZATIONS?

Kotler, as cited by Aquinas (2006:305), constructed a summary of how political actors use political 

power in organizations to achieve their aims. No manager will have enough power to influence the 

full loyalty of every subordinate, even if they did, the same power will not influence all subordinates 

at the same level and with the same impact. The table 1 below illustrates different forms or tactics, 

which are used in organizational politics.

TABLE 1.  Political strategies and tactics in organisations

WHAT THEY CAN 
INFLUENCE

ADVANTAGES DISADVANTAGES

FACE TO FACE METHODS

Exercise of power 
based on position

Behaviour within 
zone that the 
other perceives as 
legitimate in light of 
the obligation

Quick-requires no 
outlay of tangible 
resources

Request outside  
acceptable zone will 
fail; if too far outside  
will be illegitimate.

Exercise of power 
based on perceived 
expertise

Attitudes and 
behaviour within the 
zone of perceived 
expertise

Quick- requires no 
outlay of tangible 
resources

. Request outside  
acceptable zone will 
fail; if too far outside  
will be illegitimate

Exercise of 
power based on 
identification with a 
manager

Attitudes/behaviour  
not in conflict with  
ideas that underlie the 
identification.

Quick-requires no 
expenditure of limited 
resources

Restricted to influence 
attempts not in 
conflict with ideals 
that underlie the 
identification.

Exercise of power 
based on perceived 
dependence

Wide range of 
behaviour that can be 
easily monitored.

Quick- can often 
succeed when other 
methods fail.

Repeated influence 
attempts encourage 
the other to gain 
power over the 
influencer.

Coercive exercise 
of power based 
on perceived 
dependence

Wide range of 
behaviour that can be 
easily monitored.

. Quick- can often 
succeed when other 
methods fail.

invites retaliation, 
very risky.
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Source: Aquinas (2006:305),

The decisions on what project to be involved in, who should be given to be project manager, the 

composition of the project team, etc are themselves taken in a highly politicised environment. This 

is specifically so when there is a ‘struggle for control’ at the senior management level. There are 

too many stakeholders with different interests, and not all the interests may have the organisation 

as priority. The table above shows the likely responses to the different political pressures put 

in place or exerted. it is necessary to point out that the responses should be understood in the 

context of subordinate-project manager – senior manager – organisational objectives context. 

 PROBLEM STATEMENT

Belout and Gauvreau (2004: 1-11) observe that project execution is a balanced use of resources 

within the limitations of the iron triangle of project management. Projects are largely managed as 

exclusively technical and not behavioural systems, with the consequent emphasis on meeting 

targets to the exclusion of the human resource that underlies the success of every project. The 

task of the project manager inevitably involves delineating, facilitating and coordinating tasks 

across different functional disciplines. To effectively manage these interdepartmental structures, 

project managers use, amongst others, networks, bar charts, job costing, task forces, partnering 

and scheduling, yet with all these tools, many projects continue to fail (Gray and Larson, 2008:12).

Project execution is integrative in its nature and practitioners need other inputs to augment their 

leadership, team building and planning skills in order for them to be effective. Besides, the strategic 

WHAT THEY CAN 
INFLUENCE

ADVANTAGES DISADVANTAGES

Use persuasion Very wide range 
of attitudes and 
behaviour

Produces internalised 
motivation, needs no  
monitoring; needs 
no power/outlay 
of scarce material 
resources

Can be very time 
consuming – requires 
other person to listen.

Combine these 
methods

Depends on the exact 
combination

Can be more potent 
and less risky than 
using a single method

More costly than 
using a single 
method.

INDIRECT METHODS

Manipulate the 
other’s environment 
by using any or all 
of the face to face 
methods

Wide range of 
behaviour and 
attitudes

Can succeed when 
face to face methods 
fail.

Can be time-
consuming; 
is complex to 
implement; is very 
risky, especially if 
used frequently.

Change the forces 
that continuously 
act on the 
individual: formal 
organizational 
arrangements, 
informal social 
arrangements, 
technology, 
resources available, 
and statement of 
organizational goals.

Wide range of 
behaviour and 
attitudes on a 
continuous basis.

Has continuous 
influence, not just a 
one-shot effect; can 
have a very powerful 
impact

Often requires a 
considerate power 
outlay to achieve.
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plans and decisions on which projects to embark  on are made at fairly senior levels with direct 

political implications and interests. The project managers are assigned to these projects long after 

all decisions have been taken, which renders them powerless ‘project implementers.’ 

Political interference becomes inevitable, and these create the need to understand how much 

politics affects the effectiveness of a project manager’s job. An assumption was made here that 

the project manager is an employee who also works within certain expectations and is subject 

to certain fears of negative reprisals if he/she does not play ‘the game’ of the organisation. The 

problem statement here is to what extent does senior management play politics-of-interference 

with the operations of projects.

 RESEARCH OBJECTIVES AND THE RESEARCH QUESTION

The primary objective of this study was to establish if there is political interference in project 

execution, and if found, to identify the extent of the interference. it was hypothesized that technical 

skills and the ability to establish top class project teams, adequate education on leadership and 

experience in project execution are not exclusive project success factors. The project does 

not work in isolation of  stakeholder-political interests and the conflicts that arise from differing 

opinions on resource allocation. Other interventions were deemed necessary, and hence the 

desire to check on the presence of one of those elements of project success or failure – political 

interference. The questions that were posed for this research were; 

1. To what extent is politics a factor in project execution?   

2. What elements of project execution where specifically interfered with?                     

                

Research Framework and Hypotheses

The generality of project managers have senior stakeholders who have special interests in 

different aspects of the operations. Given the authority gap that the project manager works under, 

it becomes imperative, therefore, that certain other sources of power should be used to achieve 

the intended results.

• H1 Project managers need external sources of power to execute their duties effectively.

• H2 Political formations are inevitable where there is so much at stake and little direct authority.

• H3 The greater the authority gap, the greater the likelihood of political interference in a project.

Empirical objectives

The empirical objectives that were formulated to support the research’s primary and theoretical 

objectives are:

• Recognition of the importance of political ties to project implementation;

• Recognition of project politics as a critical project success factor; and  

• Recognition of the divisive or progressive nature of project power politics.

it is important to state here that the sites had numerous contractors and subcontractors dealing 

with different aspects of the construction. The different project managers, who were expected 

to respond would therefore give a generic view of how project managers operate under such 

multi-organisational construction sites. The empirical objectives were to establish the presence of 

political interference as well as the extent (if there is interference) and identify the areas affected.
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 RESEARCH DESIGN AND METHODOLOGY

Target population and sample size

The survey sample comprised of project managers and team members of projects from two 

large government construction projects in Cape Town. There were numerous contractors and 

sub-contractors who formed part of these large construction projects. The project managers 

and team leaders and members were from  differing disciplines relating to built environment. 77 

respondents were interviewed in all, the rest of those who did not qualify were not interviewed.

Sampling and data collection method 

Personal one-on-one interviews were conducted at the two sites with permission granted by 

the ‘Head Projects’ at the respective sites. All respondents who were approached completed 

the questionnaires themselves, which rendered a 100% response rate to the questionnaires.  

These questionnaires were pre-tested and restructured to assist with extracting the required 

information from  respondents. All respondents remained ‘unidentified’ and the cooperation 

was encouraging. There was no sampling method used, every project team member that 

was identified and was available was interviewed. The selections were random since there 

was no pre-knowledge of who was a team member and in what capacity they worked. There 

were 10 different disciplines on sites, and a minimum of 6 people were interviewed per unit 

or discipline.

 FINDINGS AND ANALYSIS

Project success

According to Scott-Young and  Samson (2008: 749), successful project management is proper 

identification and effective execution of the project manager’s authority, project manager’s 

powers and his/her influence in managing the project.  Project success is more than the 

completion of an activity within the constraints of the iron triangle (Kerzner, 2009: 9). Muller and 

Turner (2007: 298-307) asset that the most powerful, but frequently overlooked influencer of 

project success, is the role that political behavior plays in the executive of projects. 

The research questions are listed in their order in the following sections with each question 

followed by the responses that were provided. The questionnaire was divided into three 

sections, with the first section focusing on the biography of the respondents. This section pre-

qualified the respondents to participate in the survey, since it was exclusively for project team 

members or such people as will be affected by political interference in their operations. The 

questions were structured with pre-determined responses from which the respondents picked 

their answers.

 SECTION A

Question; what is your position in the organization

The purpose of this question was to determine if the respondent qualified to be in the study. This 

question also enabled the researcher to understand the general composition of the different 

project teams operating at these sites. The positions that were indicated on the questionnaire 
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were; project manager, finance manager, engineer or part of project team in whatever capacity. 

The results are illustrated in figure 1 below.

FIGURE 1:  The distribution of the interviewees

Source: Data analysed from the survey

The response; A total of 77 qualifying respondents were approached of which a  total 

of 18% were project managers. ; no respondents claimed to be finance managers; 27% 

were engineers who are directly involved in the running of the project, but who were not 

designated as project managers; and 55% were other team members with diverse titles 

and designations, but  were part of the project team and were equally affected, or effected 

power politics in the project. 

Question: how long have you been involved in projects at the current level? 

The experience of the respondent was considered to be important as this would give a wider view 

of the common practice in the industry.  it was also envisaged that the time a respondent has been 

involved in this section would be able to make them differentiate between the different types of 

behaviour, whether political or non-political. Figure 2 below illustrates the findings.
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FIGURE 2:  The time or period of service in the respondents’ current capacity

Source: Data analysed from survey

Just over 50% of the engineers had been employed for less than 5 years; 80% of the other team 

members ranged from 6 – 10 years; and  22% of the  project managers had served for more than 

10 years, which could have suggested a high labour turnover. But, no question had been asked 

on how long an individual respondent had been with the company concerned, nor how long that 

company had been in existence. Projects by their nature limited by time, and, depending on how 

many contracts a particular company is running, most of their middle management staff may be 

working from other sites.

   

Question; how regularly do you attend project team meetings?

it was deemed important to know how regularly the respondents attended the meetings as a 

measure of how important the meetings are perceived to be. This also assisted in evaluating 

the possibility of some meetings being considered unimportant, if say, a senior manager is not 

coming. Project team members were requested to provide information regarding their rate of 

attendance at meetings. Emphasis was placed on their ability to call for a project team meeting. 

A total of 84% of the respondents (project managers) attended site meetings regularly; slightly 

below 60% of the engineers attended the meetings regularly; and just above 20% of the other 

team members attended regularly. The research questions did not specifically probe  the nature 

or objectives of the meetings.  

Question; how regularly are your meetings conducted?

The regularity of meetings may serve as an indication on the pressure and possibly the need to 

continuously address certain aspects of the project operations. On the other hand, it might be 

due to continued interference by senior stakeholders who might impromptly call a meeting now 

and then to communicate directly with team members and not through the project manager.  The 

details of the are illustrated in figure 3 below. 
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FIGURE 3:  Regularity of the project meetings

Source: Analysis of data from survey

                                                                                                           

A total of 80% of regular or scheduled meetings were well attended, with 58% of the attendees 

attending specifically for problem solving meetings. This might be because of the nature of the 

problems, or possibly departmental problems. This may be an indication of a crisis with the 

operations, or distrust by senior management, or panic by an indecisive project manager. This 

question led to the next question relating to who exactly had the right to call for the project team 

meetings.

Question; Who called for the project team meetings? 

This question was key in that it showed the degree of involvement by the different levels of 

management as it related to the execution of the project. in most construction projects, feedback 

meetings are held at regular times, say once every week or every fortnight. The response to this 

question had certain interesting aspects as displayed in figure 4 below. 

FIGURE 4:  Who calls for project-team meetings?

Source: analysis from collected data
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The responses helped to draw a relationship between the influence of the project managers and 

the response to their call for meetings. The senior management called for meetings at a rate 

twice the frequency of calls for meetings by the project manager or team members. This gives 

the impression that the project managers and the team members were micro-managed by senior 

management. it is not clear why the senior management got so much involved, but the presence 

of the senior management on a regular basis removes the power and little authority that the 

project manager, and the team members have over the project. it is also not clear of the call for 

meetings by the senior management had been at the request of the project managers of some of 

the team members. The question led to the next stage where clarity was required on the day to 

day activities of the senior management in project execution.

Question; are the senior managers involved in the day to day activities of the project? A 

total of 80% of the team members, namely 58% and 22% of the project managers conceded that 

senior managers were involved in the day to day running of the projects. No question had been 

included in the questionnaire on why the senior management would want to be involved in the 

day to day operations of the projects. Assumptions are made here that there may have been fear 

of failure by the contractors to meet their aspects of the iron triangle. 

Question; do you have a full right to make decisions? 

it was deemed necessary to measure the extent to which project team members could make 

decisions, this would explain further the degree of political interference if present. Part of the 

function of managers and their project teams is to make critical decisions on the execution of the 

project. if decisions are to be taken by senior management, then the success of the project would 

be dependent on the effectiveness of the senior manager and not that of the project manager and 

the team. Figure 7 below shows the response to the question above.

FIGURE 5:  Full right to make decisions

Source: Analysis from collected data

Project team members unanimously agreed that they are often allowed to make decisions on 
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project execution. This leaves room for some of the times that they may not be able to make 

decisions, however, this was not requested for in the survey. interesting figures emerged from the 

engineers and project managers (50%) who believe  that they are not always allowed to make 

decisions. This question was followed up by the next question.

Question; Are there certain decisions you may not make as manager? 

This question is closely related to the question above. The question is rather trying to understand 

if there are known decisions or problems where decisions that the management would not be 

allowed to make. in other words, there are certain areas of the business or specific issues where 

they are not allowed to make decisions. Example; they may not be allowed to make decisions on 

the employment of a new person, or may not be allowed to decide on the salary of a new person. 

The responses to the question are illustrated in figure 6 below. 

FIGURE 6:  Rate of decisions that may not be made by project managers

Source: Analysis of data collected from survey

Engineers and project team members believe that 100% of the time there are certain decisions 

that they are not allowed to make. This limits the power of the project manager and his team on 

specific issues, which is a clear indication of both authority gap and political interference with 

operations. 

Question; are you allowed to make decisions on suppliers for material? 

This may be put in the procurement strategy or may be a result of senior management 

interference as and when they want to. Here, the question was tried to evaluate the degree of 

interference on strategic aspects of project procurement. Response; the findings are that 67% of 

the times they are not allowed to decide on who the suppliers may be. This may be because of 

an existing procurement policy, possibly with suppliers pre-determined before commencement 

of the project. But it is important to state categorically that most projects will have contracts with 

material suppliers, but may have other materials supplied by cold selling sales representatives. 
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The project team members and engineers believed that they had full decision making rights over 

fellow team members, while the  engineers and project managers suggested that they had a right 

more often than not (50%). 

 CONCLUSION

As discussed in the preceding literature review and as indicated in the findings of the short 

interviews conducted, senior management seems to micro-manage certain aspects of the project 

operations. Many reasons can be advanced, it may be the senior management want to make 

sure that the project is delivered in time, it may be because of distrust in the ability of the project 

manager and the team to deliver the product according to specifications, or it could be because 

the project they are involved in is related to other projects by other subcontractors, and they 

feel the push to get the work done. Or it may be, simply because the senior management, or 

someone in senior management may have vested interests in the operations outside of the 

organisational objectives. What is evident however is that there is an inseparable link between 

senior management politics and the execution of the project. 

The effectiveness of the project manager and the team may not be easy to evaluate since the 

senior management is involved at every stage. A weak project manager may take comfort in this 

transactional style of leadership, specifically if they do not know much about the project execution 

processes. A weak project manager leading a strong and more powerful project team, may take 

comfort in the presence of senior management as that reduces both conflicts and accountability 

from the project manager to the senior manager. A weak manager may need to develop strategic 

alliances with senior management as a political ploy develop more power, have less mistakes, 

and be able to control what otherwise would have been a difficult team to lead. The difficulty 

emanates from the presence of the authority gap inherent in matrix structures, largely because of 

dual loyalty and the temporary nature of a project. The inability of the project manager to decide 

on who is hired or seconded to the project creates a power vacuum which reduces the project 

manager to a project coordinator without powers. 

The use of traditional management models has resulted in difficulty in the execution of projects, 

as politics becomes the oil that lubricates the machinery. Most managers would shy away from 

the thought of politics and projects, yet, well calculated project politics leads to effective execution. 

Consequently, project managers cannot  afford to turn their backs on organisational politics, 

because it is this politics that threads its way through the different organisational boundaries. 

Managers should understand how to use the politics for their success in project management. The 

need for politics is more pronounced when the project manager is working with people seconded 

from other departments. These professionals have a problem of dual loyalty, but because 

they know the project is limited by time, they may pay much more attention to their functional 

department where they are seconded from. it is important therefore for the project manager to 

develop political links to overcome possible resistance by functional managers, resistance of 

which may affect project delivery.
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ABSTRACT

For over five decades Non-Governmental Development Organisations (NGDOs) have been active 

instruments in the provision of social services in support of government initiatives. By and large, 

their contribution to the development industry has been enhanced by continued support by donor 

agencies. Lately, there has been an intense debate and scrutiny regarding their impact. While the 

intensity of the debate and scrutiny gravitates around their claims to be agents of poverty reduction, 

there are silences, tensions and contradictions in the analysis of the management and leadership 

of these organisations. This paper aims to critically examine the ‘human face’ of NGDO leadership 

and management by unpacking theories of leadership and management from a development 

angle and how the theories are applied in development practice. As an industry, development is 

full of ambivalence yet there is not much research or a thorough critique within the academy, of 

the individuals who lead and manage these organisations and the effect of their managerial and 

leadership styles have on broader agenda of poverty reduction. The central thesis in this paper is that 

unless NGDO leaders and managers learn to humanise, that is, leading and managing with human 

values grounded and informed by theories of social justice, their contribution to poverty reduction will 

be minimal.

1. INTRODUCTION

The leadership and management of non-governmental development organisations (NGDOs) in 

the service delivery has never become such an important undertaking than it is in our current 

environment. in a world that is constantly changing and emerging with both opportunities and 

challenges, leaders and managers in such organisations are not only called to be accountable but 

also to manage and lead with a human face – that is a style of leadership and management that 

respects cross-cultural milieus and human dignity. This platform resonates with Fullan (2001) who 

warns us to be more attentive because “the more complex society gets, the more sophisticated 

leadership must become” (p. v). in the context of development, leading and managing NGDOs 

takes multiple dimensions because these organisations are created by individuals with different 

ideological, personal and/or religious agendas. How leaders and managers initiate and nurture 

a process of positive change is an issue this paper aims to delve into. Therefore, this paper 
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aims to critically examine the ‘human face’ of NGDO leadership and management by unpacking 

theories of leadership and management from a development angle and how they are applied in 

development practice. As an industry, development is full of ambivalence yet a thorough critique 

of the individuals who lead and manage these organisations remains shallow in the academy. The 

central thesis in this paper is that unless NGDO leaders and managers learn to humanise, that is, 

leading and managing with human values grounded informed by theories of social justice, their 

contribution to poverty reduction will be minimal.

2. THEORETICAL UNDERPINNINGS OF LEADERSHIP AND 
MANAGEMENT

Any mention of the concepts ‘leadership’ and ‘management’ within the context of the NGDO 

sector evokes issues of ethical conduct. The moral purpose which drives the sector to act the 

way they do – ‘to do good’, is, in itself, not only an ethical issue but equally so a moral conduct 

which needs to be understood beyond the corporate theorization of leadership and management. 

importantly, leadership and management have to be consciously cultivated over time and at any 

level of a development organisation. 

in his book ‘Leading in a Culture of Change’, Fullan (2001) provides a foundation for understanding 

the human face of leadership and management by alerting us to five fundamental issues: the 

pursuance of moral purpose; understanding change; how to build relationships; how to build 

and manage knowledge; and how to ensure there is coherence in an organization. Terrance 

Jackson (2003), on the other hand, adds that for NGDOs to be successful in their quest to 

improve capacity, leadership and management must be viewed from a cross-cultural perspective. 

This complexity-aware theorisation of leadership and management transcends the simplistic and 

popular definitions of the two concepts. Makuwira (2014) and Realin (2003) argue that today, the 

way leadership and management are understood in development or service delivery organisations 

is based on how such organisations establish working ethos that are grounded in the desire for 

service not in a sequential manner but concurrently and collectively. in practice, however, this is 

easier said than done. Why?

The elusiveness to the answer to the question above is partly due to a number of factors. First, 

leadership and management are polarising due, in part, to lack of contextual understanding and 

operationalisation. Second, there is a tendency to look at leadership as being at the helm and 

that the two ideas (leadership and management) cannot occur in the same person (Bennis and 

Nanus, 1985). Third, there are also instances where leadership and management values are 

incompatible and depict different personalities. While the paper is interested in navigating the 

‘human face’ of leadership and management in NGDOs, we need to canvass a few definitions of 

the two concepts so we can develop a platform for further analysis of why humanising leadership 

and management in development and/or service delivery organisations is such an important 

undertaking. 
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 A LEADER AND LEADERSHIP

The popular literature (see Hughes, Ginnett & Curphy 1993; DuBrin 1998; Kotter, 1999a; 

Nahavindi, 2003) seems to suggest that there are two aspects that define a leader: command 

and influence. in his/her book The Art and Science of Leadership, Nahavindi defines a leader 

as any person who influences individuals and groups within an organization, helps them in 

the establishment of goals, and guides them towards the achievement of those goals, thereby 

allowing them to be effective. For DuBrin, to be a leader is to strive to make a difference not only 

to an organisational change program but also to facilitate positive change. Thus, we can discern 

that the common characteristic of a leader is their ability to inspire and stimulate others to achieve 

something worthwhile. A leader ‘guides’ and ‘develops’. importantly, a leader ‘knows’. 

 LEADERSHIP 

Leadership, based on the perspectives above, is a process and an art. Of particular importance 

is the fact that leadership occurs in a group context (Hailey, 2006).  From a relational perspective, 

Liu (2014) aptly argues that leadership, as a phenomenon, is a product of interaction between 

leaders, followers, and social actors while intimately being informed by wider socio-cultural 

contexts. Therefore, leadership can be summed up as a process of interaction, engagement and 

negotiating spaces defined by a multiplicity of individual and collective understandings of various 

contexts. But we probably need to add a caveat to this argument. There are times when leaders 

need to move away from safety, politics and popularity. According to Martin Luther King “there 

comes a time when one must take a position that is neither safe, nor political nor popular – but 

one must take it simply because it is right”. Such kind of leadership perhaps rare and we can 

canvass the reasons in the next sections. 

 MANAGEMENT

The term ‘management’ may means different things to different people based on the contexts 

within which it is applied. Broadly it refers to the exercise of executive, administrative and often, 

supervisory roles of a group or organization. Therefore the term ‘management’ according to Yukl 

(2010), is simply an occupational title because, based on the definition above, and that of Rost 

(1991), managers exercise authority. When mangers are involved in executing their duties, they 

are operating under leadership. Similarly, when leaders are involved in any aspects of influence, 

planning, organizing or inspiring, they are essentially operating under management (Northouse, 

2007).  This overlap is very critical in development-oriented organisations.

When an organization, in our case, an NGDO, has finally established its vision and, perhaps, 

working ethics, the next big question we ought to ask is how tasks are accomplished. The next 

set of questions may be those that ask about methods, procedures, and policies on how to 

accomplish the task; or those that are to do with human resources, timelines, and exact places 

where these will be done. in summary the distinguishing features of leadership and management 

are highlighted in table 1.1 below.
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TABLE 5.1  Differences between Leaders and Managers

Source: http://www.vatl.org.au

it seems plausible, in our analysis, that if indeed NDGO leaders and followers share the vision of 

an organisation and, are co-creators of organizational vision, that leadership does not necessarily 

have to come from the leaders. As stated earlier, leadership viewed from this theorisation, is 

by and large, a shared responsibility at any level of an organization. Like any organisation, 

this makes it inevitable that any discharge of duty, responsibility or activity will require good 

judgement. However, this is not an easy thing to do in development organisations many of whom 

are community-based organisations where a mix of traditional and contemporary issues dictate 

the development terrain and require critical thinking amidst work personnel whose theoretical 

grounding about development is very shallow. This complex development terrain challenges the 

orthodoxy of leadership theory and throws us into a deeper level of thinking about leadership 

where the line between the service provider and the so-called beneficiaries, have to very fluid. 

in practical terms this may sound easier said than done. However, the principle remains that 

“No longer can one person or even a small team stay aware of the complexities of their total 

operation. Leaders are needed everywhere.” We therefore share Bruce Hardy (2007) who argues 

that today’s NGO leadership has obviously undergone a significant shift where leaders have to 

“lead with heart as well as head” using skills that encapsulate:

SUBJECT LEADER MANAGER

Essence Change Stability

Focus Leading people Managing work

Have Followers Subordinates

Horizon Long-term Short-term

Seeks Vision Objectives

Approach Sets Direction Plans detail

Decision Facilitates Makes

Power Personal c Formal authority 

Appeal to Heart Head

Energy Passion Control

Dynamic Proactive Reactive

Persuasion Sell Tell

Rules Breaks Makes

Likes Striving Action

Risks Takes Minimises

Conflict Uses Avoids

Direction New Rods Existing Roads

Credit Gives Takes

Blame Takes Blames



149Cape Peninsula University of Technology   FACULTY OF BUSiNESS

VOL 1  NO 2   NOV/DEC 2014

• Vision and strategic planning;

• A desire to innovate;

• A willingness to take considered risks;

• The ability to create and sustain growth;

• The ability to delegate and collaborate;

• Excellent communication skills; and

• Risk management and crisis intervention skills (p. 5).

While we appreciate leadership as dictated by shared vision and direction, we equally need to pay 

attention to the fact that working towards a vision or goal alone is not enough. To achieve a goal 

requires a process. The process, in the context of NGDO sector, is how to ‘humanize’ it. 

3. HUMANISING LEADERSHIP AND MANAGEMENT

3.1 LEADERSHIP AS A ‘POSITION’ AS OPPOSED TO ‘BEHAVIOUR’

To humanise leadership and management, according to Kouzes and Posner (2003), is to act with 

respect, care, and utmost fairness for the well-being of all the people involved in an organization. 

This thinking is counter to the popular practice where leadership is seen as a position rather 

than looking at how leaders and managers behave as humans to their fellow humans in an 

organisation. The way leaders and managers behave in an organisation can shape the perception 

people have in an organization. Similarly the perception a leader has in an organization can shape 

how the rest of the organization can operate in a development processes. Yes, every leader or 

manager requires what Waldman (2012) calls ‘competencies’ which, according to him are:

• Intellectual – which can provide a leader or manager with clear perspectives of an 

organisation and contextual environment as well as the capacity for such an individual to not 

only think but act strategically;

• Interpersonal – which may help leaders and managers to motivate and engage others to 

achieve the goal and vision of an organisation; and

• Technical – This can help in a successful management of the day-to-day functioning of an 

organisation through monitoring of budgets and finances, as well as overseeing how the 

human resources are utilised. 

However, these are not sufficient enough to leap the organisation into acting humanely or engage 

in transformational change until leaders themselves desist in being in a ‘position’ to ‘servants’ or 

‘stewards’.

in a developing world, the burgeoning brand of leadership exhibits a number of traits. One such 

trait is personalization of leadership which is closely linked to ‘founder’s syndrome’. While there 

is no harm in founding an organization, there are, however, fears on how such founders become 

paternalistic, autocratic and overzealous. Founder’s syndrome occurs when an organization or 

team operates primarily according to the personality of a key person, such as the founder or 

director, rather than focused on its overall mission. There is scanty evidence on why NDGO 
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leaders in the developing world behave in such a way, and more importantly, the effects of such 

behaviour in their development endeavours.  Paternalism is a form of power and, very often, 

the founder syndrome, coupled with power, produces an identity whose ultimate destiny is self 

interest and gratification. Very often it results into what we all ‘the management by distance’, 

meaning that the leader at the helm of an organization, leads by ensuring that the distance 

between their position and those around them is wide enough to maintain the status quo. Such 

people are often resistant to change as they see things from a narrow, individualistic and often 

believe in the ‘position’. 

The common trends in Founder’s syndrome organisations is often lack of strategy, under 

management of such organisations, lack of open dialogue and loss of motivation by members of 

staff. For NGDOs, these trends can easily spell the demise of any development initiative in the 

wake of popular belief in participatory development approaches where, in the current development 

thinking and discourse, development is fundamentally premised on participation, empowerment, 

partnering, sustainability, accountability, transparency and rights-based approaches. Any 

leadership and management styles that do not operate under these principles, as far as non-

governmental development organisations are concerned, can only do so at their peril. As George 

Bernard Shaw once said, “progress is impossible without change. And those who cannot change 

their minds cannot change anything”.

 

3.2 THE ‘BIG’/‘BOSS’ SYNDROME

We have earlier argued that good NDGO leaders provide an opportunity for leadership and 

management to permeate every level and allow active participation and decision-making of all 

employees in an organisation to contribute to the overall vision of the organisation. This can be 

enhanced, inter alia, by ensuring that there is delegation of responsibility by the ‘big’/’boss’ and, 

also, inculcating the spirit of trust and accountability. 

in many African countries, as is the case with other parts of the developing world, the cultural 

understanding of leadership plays a part on how leadership and management of development 

organisations discharge their duties. James (2008:365) expresses his fear as he notices that 

there is “a clear cultural approach to leadership that very much fits the stereotypical ‘big man’ 

model of African social and political leaders.”  He also highlights certain features that support 

the influence of culture on leadership. He identifies traits of ‘power’ where the leadership style is 

pretty much based on hierarchy and full of dictatorial tendencies. in some cases leadership can 

be seen as an instrument of engendering order or fear. By not allowing differing views or dissent, 

a leader can be a fearsome person, someone whose views have to be final. This trait exhibits 

more of the traits of founder’s syndrome - leaders as all-knowing and all owning. Such leaders 

rise above the ethos of an organization and place themselves above everyone else. They are 

less consultative as they regard themselves to possess all answers and the wisdom in the world. 

The persuasiveness of their traits makes some leaders infallible; hence feel completely prominent 

in an organization. Such leaders, James observes, are the leaders who take leadership as a 

personal possession and can stay for life.
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While these observations are wide and common in both the political arena and the non-

governmental sector, the pervasiveness of such practices in the sector remains an area of further 

research. it is especially so when one considers the gender dimension of leadership in the 

development sector. For example, in most African societies, women are usually subordinates to 

men. The perception that a woman, for example, has to pay higher respect to a man, is a factor 

that can potentially have an effect on how female-headed NGDOs can operate amidst a male 

dominated society. Hailey (2006) observe that: 

Women leaders face cultural expectations as to their gender roles. In practice this can mean that 

they face prejudice, harassment, and family pressure and have limited careers expectations….

Women leaders have had to adopt particular coping strategies and proactively manage social 

expectations so as to be accepted in leadership positions. Women in such leadership roles with 

deep rooted attributes about the role of women in a society dominated by men.” 

3.3  TO ‘SERVE’ NOT TO BE ‘SERVED’

To humanise leadership and management is to see ourselves as ‘servants’ rather than people in 

positions where we have to be ‘served’ by those ‘below’ us. in an era when NGDOs have come 

under heavy scrutiny to demonstrate accountability and transparency, ‘servant leadership’ has 

gained currency.  NGDOs are servants of their constituencies. Their values are the foundations of 

their work. Servant leadership upholds the morals of humaneness where leadership is not about 

position, rather it is about behaviour. 

Recent literature on servant leadership (see Greenleaf, 2010; van Dierendonck, 2011; 

Ferch, 2005; Winston and Ryan, 2008) has taken a new dimension which furthers debates in 

transformational leadership. Servant leadership theory is a call to leaders in any organisation to 

the social responsibility. Rather than being served, servant leaders and managers are called to 

address the needs of followers (Patterson, 2003). According to Sendjaya, et al. (2008), servant 

leadership is underpinned by people’s spirituality and morality. Extending this line of thinking, 

Sendjaya and Cooper (2011) contend that servant leadership should be understood as “a holistic, 

multidimensional approach to leadership that encompasses the rational, emotional, ethical, and 

spiritual sides of both leaders and followers.” 

in his paper Servant Leadership, Ubuntu, and Leader Effectiveness in Rwanda, Timothy Brubaker 

(2013) offers some insights on how the concepts of ‘ubuntu’ - a cultural worldview common 

among the Bantu tribes of Africa that emphasizes the interconnectedness of self within society 

and the extension of humanness within shared community (see Le Grange, 2011; Murithi, 2009), 

is hailed as an alternative approach to humanising leadership and management, not only in 

development organisations but broadly in any service organisations. Broadly, what is emerging, 

according to Patterson (2003), Wong & Davey (2007), Barbuto & Wheeler (2006), Liden, Wayne, 

Zhou, & Henderson (2008), Sendjaya & Cooper (2011), is that leaders who claim to be serve as 

servants, should seek to empower; serve with humility, love, wisdom, heart, vision, inspiration, 

influence, integrity, authenticity, and trust. Furthermore, these commentators urge us to humanise 
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leadership and management by inspiring, modelling, consulting and involving others. To humanise 

leadership is to:

• Voluntarily subordinate ourselves before those below us;

• Behave ethically;

• Help those below to grow and be successful in their profession;

• Engage in emotional healing; 

• Enhance transformative influence; and

• Enhance persuasive mapping (Adapted from Brubaker, 2013:98).

As we can see from the above theorization, being a servant leader is to recognize who you are 

first and what you do next.  To that end, to serve entails a self-concept where one takes the 

view that you are in a leadership position on the imperative that you ‘serve’ rather ‘lead’. This 

requires some form of inner transformation to ‘selflessness’. This is what Burns (1978) argues to 

be another form of servant leadership. 

Transformative leadership, Burns argues, occurs where “one or more persons engage with others 

in such a way that leaders and followers raise one another to higher levels of motivation and 

morality... (it) becomes moral in that it raises the level of human conduct and ethical aspirations of 

both leader and led, thus it has a transforming effect to both” (Burns, 1978:20). 

Other commentators in the field of leadership theory have also weighed in to take Greeleaf’s 

philosophy to a higher level. The view that leadership transcends social responsibilities resonates 

much in the literature. While there is an acknowledgment that servant leadership theory lacks 

empirical evidence the paradigm shift from a focus on the well being of an organization to serving 

followers is what gives the theory its currency. Not only does the people-centered approach 

makes way for a safe and strong relationship with organizations but, as van Dierendonck (2011) 

puts it, “power becomes a possibility to serve others and as such may even be considered a 

prerequisite for servant – leaders. Serving and leading become almost exchangeable. Being a 

servant allows a person to lead; being a leader implies a person serves.”  

The ethical and moral discipline which passionate individuals develop as they enter the 

development field and, equally so, when they espouse servant leadership, is an important 

attribute that is highly needed. While the development field and its theorisation is largely informed 

by discourses of empowerment, participation, capacity development and partnership building,  

servant leadership theory, as we have seen above, offers new thinking in humanizing not only 

leadership and management but also development in general, by going beyond the ‘feel good’ 

factor to thinking about human emotions. Development practitioners in NGDOs need to go beyond 

being ‘humble’ and resist the temptation to be ‘experts’, and learn to unlearn certain practices and 

admit that they can learn from the communities they serve, retreat into the background when a 

task has been successfully accomplished. This is what leaders and managers whose thinking 

tows the philosophy of humanness, should act like.



153Cape Peninsula University of Technology   FACULTY OF BUSiNESS

VOL 1  NO 2   NOV/DEC 2014

4. CONCLUSION 

Despite the fact that the rise of NGDOs is not a new phenomenon, their increased role in the 

delivery of basic social services, makes them distinct entities in contributing to the public good. 

The paper set out to examine the importance of good leadership and management in the form 

where leaders and managers in such organisations are no longer seen as people occupying 

positions but rather people are acting in order to advance the good of society – making a 

difference by focusing on people. in summary, the discussions in this paper have highlighted 

the fact that there is undeniable evidence that the leadership field is rich with theories, models, 

techniques and tools which are all designed to prepare and nurture individuals both in public and 

private sectors to lead. While there are differing views on what good leaders and managers do 

to humanise leadership and management in the NGDO sector, there seems to be a reasonable 

consensus that to humanise leadership and management means to serve with humility, empathy 

and realise the desire of those we serve. in particular, NGO leadership has particularly been 

highlighted as crucial because of its closeness to communities. Today’s leaders are facing huge 

challenges but, at the same time, stand in front of great opportunities. Communities in both the 

developing and developed countries are no longer the same as they were two decades ago. The 

very idea of ‘community’ is being redefined as people strive for community change. Amidst all this 

is the centrality of NDGOs in fostering that change. it is not uncommon, therefore, to note the 

emphasis in the literature, on collective leadership, collaborative leadership, steward leadership 

and many other forms of leadership which, in all cases, emphasize the type of leadership that 

crosses many boundaries: that is boundaries between organizations, groups and individuals. 

importantly, NGDO leaders need leadership skills that deal with issues that divide communities. 

This is when the NGDO leaders need to constantly adapt to changing times. 

The paper has also noted that the concepts of leadership and management are loaded with 

power undertones. As such, it is fundamental that NGDO leadership and management learn 

to share power not only in their organizations but through ways in which the organizations are 

seen as vehicles or building blocks for community empowerment. This can only be achieved 

when organizations (and the people in the organization) learn from their practice. This means 

that to humanise leadership and management is to create a sense of self-reflection and, also, 

developing a culture where members of an organisation learn to challenge their own preconceived 

assumptions. This adaptive, collective, and service-orientated practice is the core of human 

behaviour in service organisations. NGDO leadership in the twenty-first century should avoid the 

founder’s syndrome where the emphasis is usually “i”, “me”, “my”. Rather humanising leadership 

is to pluralise planning, designing, implementing, monitoring and evaluating all the necessary 

programs in a team effort.
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ABSTRACT

This study was conducted to establish the benefits of utilizing electronic human resource management 

(E-HRM) system as a decision-making tool by the human resource (HR) leaders in selected South 

African tertiary institutions. Leaders in the human resource management (HRM) departments include 

the human resource (HR) directors and managers, HR professionals, and HR specialists. They are 

responsible for maintaining order, seeing to the day-to-day running of the organization and helping in 

achieving the organization’s goal (Ukandu and Allen-lle, 2013:1). This article explores the leadership 

decision-making process in the utilization of E-HRM system in selected tertiary institutions in South 

Africa. 

The objective of this study is to find out how the utilization of E-HRM system has enabled the 

HR leaders in decision-making in the HR functions of the South African tertiary institutions. The 

purpose is to explore leadership decision-making in the utilization of Electronic Human Resource 

Management (E-HRM) systems in selected South African tertiary institutions in order to discover 

the benefits of using E-HRM system in the human resource management functions of the South 

African tertiary institutions. The population consisted of 450 employees from different South African 

tertiary institutions, out of which 306 responded. A triangulation research method was utilized to find 

information from the different tertiary institutions. 

The Human resource (HR) directors and managers, HR professionals, HR specialists and other HR 

staff members of the various South African tertiary institutions form part of the sample. A closed-

ended questionnaire was used. The results obtained indicate that majority of HR leaders use E-HRM 

system in their decision-making in their human resource functions in the South African tertiary 

institutions; however, some leaders noted that they are yet to implement the system as a decision-

making tool in their institutions.

KEYWORDS:  Leadership, Decision-making tool, Electronic human resource management 

system, Tertiary institutions, Human resource management.
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1. INTRODUCTION AND BACKGROUND

Human Resources Management (HRM) was initially limited to salaries and recruiting new 

candidates. The administrative functions of HRM were bureaucratic until public servants 

discovered that these functions were ineffective, discriminatory and inefficient (James, 2006: 7; 

South Africa, 1997b). in 2001 the ministries of Education and Labour jointly decided to launch 

human resources strategy for South Africa (James, 2006: 7). This would maximise the potential 

of South African employees through the attainment of knowledge and skills to compete, and to 

introduce a new operational plan for human resources (HR) employees in South Africa (South 

Africa, 2005). E-HRM system came into being in South Africa as an iT support system to support 

the functions of human resource practitioners during the nineties (Hendrickson, 2003:381). it also 

supports HR functions as Human Resource information Systems (HRiS) (Ruel et al., 2004:369). 

HRiS supports HR leaders in performing their HR functions, while E-HRM system supports both 

HR leaders (HR professionals, HR managers) and other HR employees in performing their HR 

tasks (Maatman, 2006:17). A challenge for South African tertiary institutions’ management is for 

HR practitioners to embrace technology, as this will improve their job performance (Doughty, 

2010: 2). A survey, which was conducted at the Roffey Park institute, suggests that HR employees 

at South African tertiary institutions lack credibility and foresight of E-HRM system. it is true that 

about 75% of South African companies intend to improve E-HRM capabilities within a period of 

two years (Wyatt, 2002:1). However, many HR employees at South African tertiary institutions 

continue to misuse E-HRM system, since they are unsure of the benefits that it offers (Wyatt, 

2002:2). in addition, South African tertiary institutions’ managements have reported low usage 

of the E-HRM system by some HR leaders/employees because they feel that the system is not 

effective in helping them to achieve their organizational goals while others believe that the system 

is indeed effective.

1.2  UTILIZATION OF THE E-HRM AS A DECISION-MAKING TOOL IN ORGANIZATIONS

Different organizations internationally have increased the use of technology within their human 

resource management (Torres-Coronas & Arias-Oliva, 2009:110). in Europe 70% of organizations, 

including tertiary institutions, use the internet or intranet to deliver Human resources services 

to their employees. This enhances their Electronic-Human Resource Management (E-HRM) 

capabilities (wyatt, 2002:3). in any organization that introduces technology, the benefits that this 

technology comes with may vary. Ngai & Wat (2006:297) noted that organizations need to know 

the benefits of E-HRM system before implementing or utilizing it. E-HRM system is important both 

to the HR leaders and to all HR employees. Hence, Shrivastava & Shaw (2004: 201), proposed 

a transformational impact of technology by redefining the scope of the HR Function which 

encourages more strategic activities. This strategic activity has led to the increase in the demand 

for accurate and detailed information about an organization’s human resources (Ball, 2005:677). 

Electronic-Human Resource Management (E-HRM) system has enabled such information to be 

made possible at the press of a button and this has led to efficiency of information, reduction 

in costs and time, and for analytical decision-making. Parry (2009) cited in Torres-Coronas & 

Arias-oliva (2009:110), have listed some areas of Human resource functions that E-HRM system 
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have been used as a decision-making tool: the first is the recording and management of absence. 

The Human resource leaders have utilized the electronic-Human resource management (E-HRM) 

system in increasing the effectiveness of recording and management of absence across the 

organization by introducing a system that records the starting and finishing time of the employees:-  

Second, the automation and introduction of an e-recruitment system enables the applicants to enter 

their own details; This makes the process of recruitment more efficient and effective; it also enables 

HR leaders in responding automatically to the applicants thereby speeding up the communication 

process. Third, E-HRM system helps the HR leaders in reviewing forms directly; reviewing employee 

salary; bonus ratings and recording of employee absence. This information is entered directly into 

the system instead of submitting paper-based forms to the HR department or professionals. Fourth, 

HR professionals can make good strategic planning for the department. E-HRM system can be 

used for HR appraisals and compensation planning. 

Again, the introduction of self service can increase accuracy of data captured. it leads to 

increased transparency of operations and reduce the transactional work of the HR Administration 

teams, allowing the HR professionals’ time to work on more complex and difficult tasks. Finally, 

According to Lengnick-Hall and Moritz (2003:373), an improved decision support system (DSS) 

will benefit HR leaders of different tertiary institutions in that the human resource functions will 

be liberated from administrative fetters and they will be able to focus on developing intellectual 

capital, social capital, and managing knowledge to improve their organization’s competitive 

advantage. Decision support systems improve the decision-making of human resource managers 

and other employees in the tertiary institutions (Boyett & Boyett, 2001 cited in Lengnick-Hall & 

Moritz, 2003:374). The decision support system will provide a ‘predictor algorithm’ that will enable 

HR managers to forecast potential problems in the organization such as turnover, recruitment, 

compensation, and labour relations (Lengnick-Hall & Moritz, 2003:374). 

1.3  LEADERSHIP

Leaders are responsible in maintaining order, seeing to the day-to-day running of the organization 

and helping in achieving the organization’s goal (Ukandu and Allen-lle, 2013:1).

2.  AIM OF THE STUDY
The aim of this study is to explore leadership decision-making in the utilization of Electronic 

Human Resource Management (E-HRM) systems in selected South African tertiary institutions 

in order to discover the benefits of using E-HRM system in the human resource management 

functions of the South African tertiary institutions.

3.  RESEARCH OBJECTIVES
• To find out how the utilization of E-HRM system has enabled the HR leaders in decision-

making in the HR functions of these institutions

• To investigate the value adding benefits of E-HRM to the Human Resource functions of the 

selected South African tertiary institutions                                        
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• To assess the effect and efficiency of information and decision-support tools of decision-

making for the HR leaders in the South African tertiary institutions  

4.  RESEARCH QUESTIONS

• How has the utilization of E-HRM system enabled the HR leaders in their decision-making?

• What are the benefits of HR leaders in utilizing E-HRM system in decision-making of the HR 

functions of the institution?

• How do the information and decision-support tools provided by E-HRM affect the efficiency/ 

timeousness of decision-making of the HR leaders in the South African tertiary institutions?

5.  SIGNIFICANCE OF THE STUDY

By examining leadership decision-making in the utilization of E-HRM system, this research should 

enable the HR leaders in improving their HR functions in the selected South African tertiary 

institutions.

6.  LITERATURE REVIEW

6.1  USE OF E-HRM ON HRM FUNCTIONS AT SOUTH AFRICAN UNIVERSITIES

Web development, in association with the HR department is known as electronic human 

resources management (E-HRM), and is changing the way that HR practitioners perform their 

duties (Mongelli, 2000:10). E-HRM originates from HR departments across the world (James, 

2006:15). ‘E’ stands for ‘enabling’, ‘empowering’ and ‘extending’ HR functions (James, 2006: 15). 

E-HRM ties and integrates HR activities into other corporate processes such as finance, supply 

chain and customer service (Doughty, 2010: 4; Karakanian, 2000:36). The uses of E-HRM in the 

human resources management functions of South African tertiary institutions include: E-Planning, 

E-recruitment and selection, E-commerce, and E-training and development.

6.2  ELECTRONIC PLANNING (E-PLANNING)

Electronic planning (E-Planning) enables human resource (HR) practitioners in South African 

tertiary institutions to estimate future labour supply and demand electronically (Swanepoel, et 

al., 2007:775). Electronic human resource management (E-HRM) is a way of implementing 

HR strategies, policies, and practices in organizations through the use of web-technology-

based channels. E-HRM is supported by human resource information system (HRiS). HRiS is 

an integrated system, which consists of hardware, software, and databases that are designed 

to provide information that is used in HR decision making and HR analytics and metrics. it 

improves administrative and operational HR functions by ensuring the availability, compilation 

and management of HR data for effective strategic HR planning (DPSA, 2008:19).
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E-HRM planning is enabled by web-technology to identify the best strategic way of co-ordinating 

the universities’ HR departments and other staff members. it enables online recruitment, 

development, promotion, succession and employment equity (DPSA, 2008: 11). E-HRM 

planning helps the HR departments to update employees’ information, post job specifications, 

change policies and procedures, and arrange training for staff members (Panayotopoulou, et 

al., 2007:277). According to Ruel, Bondarouk, and Looise (2004:368), the benefits of E-HRM 

planning is as follows: it enables HR practitioners and the tertiary institutions’ managements to 

develop, and implement strategic workforce plans that will help them to achieve the institution’s 

goals; HR practitioners can determine critical skills and competencies that will enable them to 

achieve current and future programs; they can build capacity that could address administrative, 

educational and support work force planning strategies; E-HRM also enables HR practitioners to 

estimate future human resources management needs by analysing current job occupation, turn-

over transfers, promotions, retirements and employee skills levels (Werner, 2003:577).

6.3  ELECTRONIC RECRUITMENT (E-RECRUITMENT)

The importance of utilizing electronic recruitment at South African tertiary institutions is increasing 

(Smith, 2007:33). This is a new method of sourcing candidates, which has also widened access 

to the labour pool. E-recruitment is a popular, cost-effective, easy and fast means of reaching 

thousands of potentially suitable candidates (Swanepoel, et al., 2008:268). Recruitment is crucial 

in South African tertiary institutions, as it helps to recruit talented employees. The recruitment 

process has often been affected by challenges such as an increasing need for flexibility and 

responsiveness (Girard & Bernard, 2009:39). E-recruitment paves a new way to attract, recruit 

and select candidates by HR practitioners in South African tertiary institutions and this has 

contributed to organizational effectiveness (Erdogmus & Esen, 2011:487). Recruitment is an HR 

function, which was done manually, and was characterised by cumbersome and time consuming 

tasks (Stone & Dulebohn, 2013:3). Automated HR functions were introduced during the 1970s 

when online recruitment began (Kavanagh, Gueutal, & Tannenbaum, 1990 cited in Koch & Van 

Brakel, 2012:8). Recently, online recruitment has developed into electronic recruitment.

E-recruitment has enabled HR staff members at South African tertiary institutions to attract a lot 

of people within a short time (Stone et al., 2005:24). They also claim that applications that are 

handed in via internet are delivered much faster than applications that are sent by email. The 

quality of responses that are received through e-recruitment has improved via the company’s 

website. McManus and Ferguson (2003:176) state that vacancies that are posted online are 

faster and attract more talent than vacancies, which are advertised on newspapers. Stone et 

al (2005:24) assert that hiring cycle time is reduced by 25% through the e-recruitment method. 

Job vacancies/openings are posted online or in the company’s website and qualified employees 

are easily identified through the use of e-recruitment (Cedar, 2002). However, e-recruitment has 

enabled HR staff members at South African tertiary institutions to convey information about job 

opportunities and give applicants an opportunity to complete their applications online (Stone, 

Johnson, Navas & Stone-Romero, 2005:502; Stone, Lukaszewski & isenhour, 2005:54). HR 

practitioners at South African tertiary institutions use the e-recruitment process to search for 
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employment records to determine if the knowledge, skills, abilities and other characteristics 

(KSAOs) of current employees are consistent with the requirements of vacant posts. The 

E-HRM system enables HR practitioners to provide lists of qualified employees, and notifies 

individuals of new job opportunities. Again, E-HRM-based recruiting systems have more 

prospects than traditional recruiting systems (Gueutal & Stone, 2005:54; Stone, Lukaszewski 

et al., 2005:54). E-recruitment uncovers individuals who have unique talents and skills and also 

attracts greater numbers of candidates than other sources (Chapman & Webster, 2003: 113; 

Galanaki, 2002:243).

6.4  ELECTRONIC SELECTION (E-SELECTION)

HR practitioners use the E-selection process to identify the best job candidates with the right 

knowledge, skills and abilities for a particular job (Johnson & Gueutal, 2011:11). The E-selection 

system enables HR employees to manage the selection process more actively and to provide 

more evidence of the effectiveness of the chosen selection method. The E-selection system 

enables sustainabilities of the organization and evolves the system to satisfy the changing 

requirements of selection (Kehoe, Dickter, Russell & Sacco, 2005:74). The E- selection method 

enables HR practitioners to reduce the time and resources, which are required to manage the 

selection process. in addition, they can conduct tests through web-based versions of testing 

for a job instead of applicants visiting a center for the test. HRiS helps HR practitioners to use 

longitudinal performance data to assess the effectiveness of selection tests (Johnson & Gueutal, 

2011:11).

6.5  ELECTRONIC PERFORMANCE MANAGEMENT

According to Shane (2009:47), technology has an impact on the administrative burden of 

performance management in organizations. Electronic human resource management (E-HRM) 

is used by human resource (HR) practitioners in South African tertiary institutions to conduct 

performance appraisals online through the intranet (Shane, 2009:48). E-HRM enables HR 

managers at tertiary institutions in South Africa to facilitate or measure employees’ performance 

levels beyond their task performance (Cardy & Miller, 2005:15). The E-performance management 

system is used mainly by HR managers, and allows them to retrieve data from the employee’s 

position description, and transfer the information into the evaluation (People Admin, 2006:1). 

The E-performance management system is used as an archive, which stores past evaluations 

and permits comparisons between evaluations to be done over time. The advantage of the 

E-performance management system is that it allows HR practitioners to access data from any 

computer that has internet and at any time. Again, it is easier and faster for HR practitioners 

to generate accurate HR related reports (Kavanagh & Thite, 2008: 36). HR employees also 

use the E-performance management system to manage their own personal performance goals 

based on their performance appraisal results (Walker, 2001:24). Furthermore, the E-performance 

management system is used to collect of performance data and monitor employees’ performance. 

it supports planning and setting for employees during each performance cycle (Payne et al., 

2009:526; Johnson, et al., 2012:126).   
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6.6  ELECTRONIC COMPENSATION

Compensation and reward systems are crucial to attract, motivate and retain employees in any 

organization (Wright & Dyer, 2000: 58). Human resource (HR) practitioners at South African 

tertiary institutions use e-HRM to effectively manage compensation and rewards for employees. 

HR employees can make their own decisions by electronically their preferred benefits and rewards. 

HR managers use the e-compensation system to make decisions regarding salary administration 

or changes, bonuses and rewards for both employees and leaders (Panayotopoulou et al., 

2007:279). Compensation and reward systems have given institutions a competitive advantage 

in search for and to retain talented employees (Wright & Dyer, 2000: 59). The E-compensation 

system also enables HR employees to make concrete decisions about their life insurance, health, 

disability and other benefits (Walker, 2001:36).

6.7  ELECTRONIC COMMUNICATION

The use of electronic communication in human resource management functions at South African 

tertiary institutions include sending and receiving messages electronically through computer 

systems or the internet such as email, voicemail, cell phone and others (Shane, 2009:43). 

Electronic communication systems facilitate the effective and efficient conduct of human resource 

(HR) functions. it gives HR practitioners’ access to the internet and assists them to perform their 

jobs (EFFT, 2001:1). 

intranet and e-forums have been highlighted as a fast, effective and easy way to transmit 

information to employees (Panayotopoulou et al., 2007:279). Furthermore, HR practitioners use 

internet blogs to support communication. Pratheepan and Arulrajah (2012:165) list some uses 

of E-HRM in communication, which include: web-based on-line suggestion schemes to drive 

employees to greater levels of creative thinking; web-based information sharing facilities; an 

open-door management approach, which is enabled through various electronic communication 

channels with the workforce; and team briefing through intra-mail systems.

6.8  ELECTRONIC TRAINING AND DEVELOPMENT

Electronic human resource management (E-HRM) has enabled employee training to be done on-

line via the intranet and internet by using multimedia such as video downloads, video conferencing 

and links to resources (Sambrook, 2003:506). E-learning facilities and modules have been made 

available for HR practitioners via the internet (Pratheepan and Arulrajah, 2012:164). Hence, 

web-based training opportunities have been made available for HR practitioners at branch level 

(Hirschman, 2001:3). Again, HR practitioners can organize E-conference training, especially for 

HR staff members at the branches. Also, a post-training tracking system allows team members to 

assess post training or learning knowledge retention (Wright & Dyer, 2000:6). E-HRM has allowed 

on-line training record books for trainees in order to monitor and evaluate their progress. They can 

also have web-based special individual development plans (Pratheepan & Arulrajah, 2012:165). 
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The benefits of using E-HRM for training and development purposes are for cost reduction by 

eliminating the costs of travel, time away from work, training material and refreshers courses. 

Again, e-learning promotes better, more effective learning, as there are no time limitations 

(Ensher et al., 2002:224).

7.  RESEARCH METHODOLOGY

The aim of this study is to explore leadership decision-making in the utilization of Electronic 

Human Resource Management (E-HRM) systems in selected South African tertiary institutions 

in order to discover the benefits of using E-HRM system in the human resource management 

functions of the South African tertiary institutions. A case study approach was used for this 

research because it dealt with a specific organization, namely tertiary institutions in South Africa. 

The research methods that were used were both qualitative and quantitative (triangulation) as 

means to obtain the opinions of the staff members of the various tertiary institutions used for 

this study in connection to the leadership decision-making in their institution. A total of 450 

questionnaires were distributed and a total of 306 responses were returned through e-mails 

and hand delivered and these were used for analysis. Furthermore, a pilot study was conducted 

with a few staff members of the different institutions, while corrections were made before 

distributing it to others. This would allow reliability and validity. Open-ended, semi-structured 

interview questions were also administered face-to-face to the human resource directors and 

managers to obtain their opinion on decision-making using E-HRM system, while closed-ended 

questionnaires were distributed to other staff members of the different institutions. As mentioned 

previously, the total population that was sampled was 450. The selected sample comprised all 

staff members that have at least one year of work experience within the tertiary institutions. This 

was to enable the researcher to obtain reliable information. A report was compiled regarding 

leadership decision-making in the utilization of E-HRM system in the tertiary institutions in 

South Africa. A high ethical standard was maintained as far as the information is concerned. in 

addition, the data collected was analysed and results discussed in the next section.

7.1  DATA ANALYSIS 

Data analysis was conducted to determine the utilization of E-HRM system by the HR leaders 

in their decision-making in the tertiary institutions in South Africa. Questions were posed to the 

staff members to verify the extent of utilization of E-HRM system in decision-making by the HR 

leaders. The following were responses that were obtained.

8.  RESULTS AND DISCUSSIONS

8.1  IN YOUR INSTITUTION, WHICH AREAS DO YOU NORMALLY APPLY E-HRM AS A 

DECISION MAKING TOOL IN YOUR WORKPLACE?

The human resource (HR) directors and managers noted that they apply E-HRM system as a 
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decision making tool in leave administration, appointment of both permanent and temporary staff 

members. Also, it is used as a decision making tool in the setting and monitoring of employment 

equity matters and in the strategic development matters. More so, it is applied as a decision 

making tool in the approval of positions as replacements, validation of headcount, approval of job 

grades and in other HR processes (Redesign). Some respondents added that it is applied in the 

payroll matters and in the analysis of information such as reporting capabilities.

Furthermore, the HR directors and managers stated that they apply E-HRM system as a decision 

making tool, in promotions and confirmations, salary advancements, annual leave and so on. 

Again, E-HRM system is used as a decision making tool in performance appraisal, posting, 

recruitment and capturing of personal data in their institutions.

8.2  HOW DO THE DECISION-SUPPORT TOOLS PROVIDED BY E-HRM AFFECT THE 

QUALITY OF DECISION-MAKING IN YOUR WORKPLACE?

The HR Directors and managers noted that there is stability and maturity in the HR processes 

and shift processes have been changed from transactional to strategic. E-HRM system 

helps them in the smooth process of auditing. Again, they noted that since data integrity is 

very critical in decision–making, the reliability of the data influences decisions made in the 

HR department. Additionally, they mentioned that the turnaround time in the processing of 

documents is reduced.

in the same hand, HR directors and managers mentioned that the decision-support tools provided 

by E-HRM system affect the quality of decision-making in their workplace by helping them in 

making a precise and fast decision in connection to their work and it enhances accuracy of 

decision making of the HR staff members. it also reduces the need for managers to interact with 

the other staff members.

8.3 WHAT ARE THE MEDIATORS THAT AFFECT THE RELATIONSHIPS BETWEEN E-HRM 

INFORMATION TOOLS AND DECISION-MAKING QUALITY IN YOUR INSTITUTION?

Most respondents in the South African tertiary institutions indicated that information not being 

imputed into the system can be a mediator that affects the relationship between E-HRM 

information tools and decision-making quality. More so, the interviewees noted that poor internet/

network knowledge and availability of updated information and tools can be mediators that 

affect the relationship between E-HRM information tools and decision-making quality. Again, 

the interviewees mentioned that personal opinion of the employees at the management position 

and the overall objectives of the HR processes can affect the relationships between E-HRM 

information tools and decision-making quality in their institutions.
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8.4  THE VALUE ADDING BENEFITS OF E-HRM TO THE HUMAN RESOURCE FUNCTIONS 

OF THE SELECTED SOUTH AFRICAN TERTIARY INSTITUTIONS   

                                     

There are different ways by which an effective utilization of E-HRM system would assist the 

human resource management (HRM) department in the tertiary institutions in optimizing the 

values of their functions to their communities/clients. Below are some few examples:

8.4.1  The use of E-HRM system assists the HR department to deliver effective and

 efficient service to their colleagues, students and stakeholders

Electronic human resource management (E-HRM) system assist the HR department to 

deliver effective and efficient services to their colleagues, students and stakeholders. 

During the interviews, some HR directors and managers indicated that the use of E-HRM 

system enables them in gathering of data, analysing capabilities and improves record 

keeping. in addition, it brings about accuracy and efficiency and encourages faster decision-

making. Furthermore, the use of E-HRM system is an improved and reliable source of 

information they said. The HR directors and managers also noted that the use of E-HRM 

system improves turnaround time, efficiency and immediacy of feedback to staff queries 

and decision making. in addition, they reported that the use of E-HRM system enables the 

HR managers in managing the workforce. Again, it makes work a lot easier and faster and 

exposes the HR employees to the modern technological advancement. Findings from the 

data analysis strongly emphasises that the South African tertiary institutions’ employees 

receives effective and efficient services from their HR staff members. This is reflected 

in figure 1 below which points out that 65.4% respondent from the South African tertiary 

institutions agreed that they normally receive effective and efficient service from the HR 

staff members, while 22.6% respondents disagreed. Lengnick-Hall & Moritz (2003: 365) 

stated that the use of E-HRM system enhances efficiency by reducing the cycle times 

for processing paper-work, increases data accuracy and reduces human resources 

workforce in the tertiary institutions. in addition, Al-ibraheem & Ruel (2009) cited in 

Torres-Coronas & Arias-oliva (2009:93), stated that E-HRM application in the software 

programs offer a useful and easy-to-use electronic medium, through which the E-HRM 

goals are accomplished by performing different types of human resource management 

activities electronically to yield the desired outcome and benefits. The researcher was 

able to establish that the effective utilization of E-HRM system assists tertiary institutions’ 

human resources management department in optimizing the value of their functions to 

their communities/clients by delivering an accurate and efficient services. it also assists 

the HR employees in gathering and analysing data, and it improves record keeping. The 

researcher also deduced that the utilization of E-HRM system by the HR leaders has 

brought about turnaround time, efficiency and immediacy in feedback to staff queries and 

helping the HR leaders in making good decisions.
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I normally receive effective and efficient services from the HR Staff members

FIG. 1: I normally receive effective and efficient services from the HR Staff members

8.4.2  It enables the HR staff members in delivering a quick service to their colleagues, 
and clients  

Previous research pointed out that the utilization of E-HRM system allows the human 

resource (HR) employees to do their work effectively in fewer hours than the traditional 

method (Lengnick-Hall & Moritz, 2003: 366). They also added that the HR practitioners 

can process their paperwork and increase data accuracy in less time. From the data 

analysis, Table 1 below revealed that 68% respondents from the South African tertiary 

institutions accepted that they receive quick services from the HR staff members on 

visit to the HR office, while 13.1% respondents disagreed. in addition, Table 2 below 

reflects 50.7% of respondents from the South African tertiary institutions agreeing that 

HR practitioners are able to provide adequate, accurate and fast information through the 

use of E-HRM system in their workplace, while 17.7% respondents disagreed. it can be 

said that utilization of E-HRM system aims at providing quick services both to the HR 

practitioners and to their customers. it also helps the HR practitioners in the South African 

tertiary institutions in capturing accurate and timely information.

TABLE 1:  I received a quick service from the human resource employees on visit 
to their office

             South Africa  (n=306)   Source: Researchers’ data analysis (2014)

FREQUENCY PERCENT VALID 
PERCENT

CUMULATIVE 
PERCENT

Valid Strongly disagree 10 3.3 3.3 3.3
Disagree 30 9.8 9.8 13.1
Not applicable 57 18.6 18.7 31.8
Agree 167 54.6 54.8 86.6
Strongly agree 41 13.4 13.4 100.0
Total 305 99.7 100.0

Missing System 1 .3
Total 306 100.0
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TABLE 2: HR practitioners are able to provide adequate, accurate and fast 
information through the use of E-HRM in my workplace

                 Source: Researchers data analysis

8.5  LIMITATIONS

The researcher had difficulty in getting access/permission into the tertiary institutions for the 

survey. Some departments in the tertiary institutions were not allowed to participate because of 

the workload at hand at the time of the survey. Hence, some other staff members of the tertiary 

institutions were off sick at the time of the survey and some on casual leave. There was delay in 

returning the completed questionnaires as a result of some of the staff members trying to meet 

the deadline in completing their weekly/monthly report. Again, the researcher had difficulty in 

locating some of the departments/faculties in some tertiary institutions as a result of first visit to 

the institutions. Furthermore, missing data were found after data collection as no response was 

given to those data. 

9.  FUTURE RESEARCH

Future research can be done on the activities of staff members of different organisations in 

the implementation of E-HRM system in the different work functions. in addition, exploratory 

activities of employees using E-HRM system as a decision-making tool in improving their work 

performances can be researched.

10. CONCLUSION AND RECOMMENDATIONS

10.1  CONCLUSION

This study aimed at exploring leadership decision-making in the utilization of electronic human 

resource management (E-HRM) systems in selected South African tertiary institutions in order to 

discover the benefits of using E-HRM system in the human resource management functions of 

the South African tertiary institutions. The study attempted to examine the effect and efficiency of 

information and decision-support tools of decision-making for the HR leaders in the South African 

tertiary institutions. it also tried to find out how the utilization of E-HRM system has enabled the 

HR leaders in decision-making in the HR functions of their institution. On one hand, Lengnick-Hall 

and Moritz (2003:365) proposed that the use of E-HRM  system enhance efficiency by reducing 

FREQUENCY PERCENT VALID 
PERCENT

CUMULATIVE 
PERCENT

Valid Strongly disagree 14 4.6 4.7 4.7
Disagree 40 13.1 13.5 18.2
Not applicable 87 28.4 29.4 47.6
Agree 119 38.9 40.2 87.8
Strongly agree 36 11.8 12.2 100.0
Total 296 96.7 100.0

Missing System 10 3.3
Total 306 100.0
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the cycle times for processing paper-work, increases data accuracy and reduces human resources 

workforce in the tertiary institutions. However, the data analysed shows that the South African 

tertiary institution employees receives effective and efficient services from their HR staff members. 

On the other hand, the researcher deduced that the utilization of E-HRM system by the HR leaders 

has brought about turnaround time, efficiency and immediacy in feedback to staff queries and 

helping the HR leaders in making good decisions.

in addition, the function of E-HRM system includes enabling the HR leaders in making quick 

and effective decisions. it helps the HR leaders in recording and managing absenteeism. it 

enables them respond to their applicants speedily. However, it was clear from the analysis that 

some HR leaders in the South African tertiary institutions are utilizing electronic human resource 

management (E-HRM) system for decision-making in their HR functions, while others are not. 

This was assumed to be as a result of lack of basic iT skills in the use of E-HRM system.

10.2  RECOMMENDATIONS

From the findings above, the following recommendations were made:

• There is a need for management to support the use of E-HRM system as a decision-making 

tool in the South African tertiary institutions

• The management of the South African tertiary institutions should invest in a state of the art 

system that is home grown, rather than software that is ill suited for the higher education 

environment, such as using manual form of administration should rather go for an advance 

system that would improve the output of the HR staff members

• The use of E-HRM system should be improved in most of the South African tertiary 

institutions to improve the work function of the HR leaders and increase quick services.   
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ABSTRACT

Leadership today is increasingly associated with the concept of team work, getting along with other 
people, stimulating and creating a vision which others can identify rather than command and control. 
The study focused on the influence of leadership behaviour on labour turnover. The Problem is that 
most institutions have been witnessing high staff turnover which has been associated with many 
problems. This study examines the challenges and problems being experienced by the employees 
and institutions through the leadership behaviour with a case study of Nigerian universities. The 
specific objectives are therefore to: analyse the relationship between leadership behaviour and 
employees decision; investigate the influence of leadership behaviour on labour turnover and examine 
the respondents’ perception of leadership behaviour as it affects labour or workplace management. 
The study is based on the behavioural style theory of leadership using both secondary data from 
previous studies and primary data obtained from a total of 148 respondents selected from Nigerian 
Universities. The study is limited to the independent variable: leadership behaviour and dependent 
variables: employees and labour turnover. The study analysed the data collected using regression 
and descriptive statistics. This study is significant in helping to determine how leadership behaviour 
influence employees turnover so as to attain organisational goal. So, managers in institutions /
organisations will find it useful as the appropriate strategy for improving organisational management. 
At the same time the findings of this study will help in improving the management of the workplace 
to improve the labour turnover for organizational growth and development. The study reveals high 
relative influence of leadership behaviour on employees’ turnover and also established that leadership 
has effect on employee turnover. The study makes recommendations towards employees’ workplace 
management to reduce labour turnover. The findings also suggest that organizations should have the 
right person (with ability) to do the right job and give employees suitable training to increase their job 
performance and ability. Besides that, managers as supervisors should always take actions that will 
improve their workers wellbeing. That is, organizations should always take active step in: providing 
strong leadership and mentoring for staff members, building working conditions that are conducive 
as well as provide challenging and stimulating work assignments.

KEYWORDS:  Leadership, Turnover, Labour, Employees, Organisation
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1. INTRODUCTION

Leadership today is increasingly associated with the concept of team work, getting along with 

other people, stimulating and creating a vision which others can identify rather than command 

and control. in most organizations and especially most universities, there have been high 

staff turnover which has been associated with many problems. This study examined the effect 

of leadership behaviour on turnover as the importance of leadership in every organization 

evidently brought about good organization profitability. Employees’ turnover has always been 

a key concern issue faced by organizations regardless of locations, sizes, natures of business, 

business strategy (profit or non-profit oriented). Yin-Fah et al (2010) also quoted employees’ 

turnover as a serious issue especially in the field of human resource management.    This study 

therefore focused on; analysis of the relationship between leadership behaviour and employees’ 

decisions, investigated the influence of leadership behaviour on labour turnover, examined the 

respondents’ perception of leadership behaviour as it affects labour or workplace management, 

and made recommendations towards reduction in employees’ labour turnover at the work place. 

This study therefore provided answer to the following questions: 

What is the relative influence of leadership behaviour on employees’ turnover? 

How does the Perception of leadership behaviour affect employees’ turnover or workplace 

management? 

What is the strength of the predicting variable to employees’ performance and 

commandment? 

Previous studies (Cook, Wall, Hepworth & Warr, 1989; Bass, 1990; Chen & Silversthorne, 2005) 

have examined the relationship between employee job satisfaction and leadership behaviour in 

various settings. The studies generally indicated that employee job satisfaction in the public sector 

is just as important as it is in the private sector. The majority of the previous studies confirmed and 

identified from the literature review, a negative relationship between job satisfaction of workers 

and employees’ turnover intention in various fields of industries. Similarly, relationship also exists 

between leadership styles and job satisfaction from researches on the two variables. This study 

however investigated the effects of leadership behaviour on academic staff turnover in Nigerian 

universities.  it also examined the relationship between leadership behaviour  and  academic staff 

turnover intention. This study will assist managers in work organizations especially universities in 

identifying their influence on labour turnover and the institutions/organization will find the findings 

useful in providing appropriate strategies for improving employees’ turnover at the workplace for 

growth and development of the organization through general employees’ participation aided by 

the various motivational incentives adoptable.

2. RESEARCH DESIGN, APPROACH AND METHOD

A survey research design was used with descriptive research design.  in recent decades, 

organisations have continued to lose their skilled and experienced employees due to voluntary 

turnover. As a result, managers, researchers and practitioners have taken interest in understanding 

the factors that affect employees’ turnover decisions. However, although several existing studies 
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have identified numerous factors related to turnover behaviours among employees, most of the 

empirical research studies utilise explanatory models that do not sufficiently address the mediating 

processes that lead to turnover intention. This study used both primary and secondary data 

obtained from the internet and through the questionnaire administered on 148 academic staff,  

both male and female from Nigerian Universities and 2 others that have left for other countries 

.The data obtained was analysed through the use of descriptive statistics and regression-test.  

 THEORETICAL FRAMEWORK

The importance of leadership in organizations cannot be over emphasized. There are various 

theories and research concerning leadership because of its importance in all kinds of group 

action. This study is however based on Behavioural Style theory which is concerned with the 

patterns of leader’s behaviour that is; not who the leader was but how the leader behaves. it is 

based on the assumption that leaders were made and not born. it is also noted from this theory 

that employees could work harder and more efficiently under leaders who employ certain styles 

that are better than other styles employed by other leaders. The results from the studies on the 

theory identified four styles of leadership namely; democratic leadership, autocratic leadership, 

laissez-Faire leadership and bureaucratic leadership.

 LITERATURE REVIEW

 CONCEPTUAL DEFINITIONS

Leadership is a process of interaction between leaders and followers where the leader attempts to 

influence followers to achieve a common goal (Northouse, 2010; Yukl, 2005 & Voon1 *M.L.2011). 

Leadership being of long existence among people has so many interpretations, it has been defined 

in terms of traits, behaviours, influence, interaction, patterns, role, relationships, and occupation 

of an administrative position. Kocobasi (2005) defined leadership as the ability of an individual 

to influence, motivate and enable others to contribute toward the effectiveness and success of 

the organization. Fred Ef (2004) defined Leadership as the behaviour of an individual directing 

the activities of a group toward a shaped goal. According to Schein, (2005), leadership is the 

ability to step outside the culture to start evolutionary change processes that are more adaptive. 

Also, Ekpo-Ufot (1987) defined leadership as interaction behaviour in which one or more persons 

interacting influences or influence others in the team (institution, community, organisation, nation 

or any other human group) to accept ideas, values willingly and also influence people to work 

willingly together to accomplish defined goals. From all the definitions leadership can be defined 

as the process of influencing people so that they will strive willingly towards the achievement 

of group or organizational goals or objectives. Thus, leadership can also be seen as a dynamic 

process in a group where one individual influences the others to contribute voluntarily to the 

achievement of group tasks in a given situation. There have been various previous studies on 

the two variables like Wells and Peachey (2010) which also revealed that negative relationship 

is also found between transactional leadership behaviour and voluntary organizational turnover 



176

JOURNAL OF LEADERSHiP AND MANAGEMENT STUDiESJOLMS

EFFECT OF LEADERSHiP BEHAViOUR ON LABOUR 
(EMPLOYEES’) TURNOVER ; A CASE STUDY OF 
NiGERiAN UNiVERSiTiES.

 Dr. Satope Bola Funmilayo, 
Dr. Temitope Sade Akintunde and Bosede, C. Olopade

intentions. Research conducted by Yin-Fah et al (2010) revealed negative relationship between 

job satisfaction and turnover intention. 

 IMPORTANCE OF LEADERSHIP

Leadership is important for the following reasons: it is effective leadership that:

(i) helps managers to create a motivational environment and promote high morale,

(ii) provides a sense of direction for  the workers in an institution/ organisation  on which to 

focus their mind,

(iii) inspires others to pursue the  organisation ‘s mission, and

(iv) creates the right environment for change in an organisation. 

Labour Turnover: Labour (same as Employee, Staff, or Human resource) is one of the factors of 

production and labour performance is very important in organisational growth and development 

from an economists point of view.

Labour or Employee turnover refers to the number or percentage of workers who leave an 

organization and are replaced by new employees thus, in human resource terms, employee 

turnover is a measurement of how long employees stay with the company, and how often they 

have to replace them (Ruth Mayhew, 1985). Labour turnover refers to the movement of employees 

in and out of a business. Although different types of turnover exist, the general definition is that 

turnover occurs when the employment relationship ends. The end of the employment relationship 

due to retirement, job elimination, employee death, or long-term illness; unsuitability for the job; 

is referred to as attrition. Attrition is distinguishable from turnover because when attrition occurs, 

the position is not filled with a new employee. However, the term is commonly used to refer only 

to ‘wastage’ or the number of employees leaving (Tutor2u). 

Mondy (2010) briefly described turnover rate as how fast the employers recruit and lose employees. 

it is used to measure the effectiveness of recruitment and is sometimes considered as one of the 

indicators of organizational performance (Cho, Woods, Jang & Erden 2006). By definition, labour 

turnover is concerned with individuals who work for firms rather than self-employed individuals. 

Labour turnover measures the ratio between the number of employees who leave the company 

and the total number of employees working for the company and also indicates the number of 

employees being hired to replace the employees who have left the firm. 

 WHAT CAUSES EMPLOYEE TURNOVER?

There are 2 main categories of turnover: voluntary and involuntary that is; employees who quit 

their jobs and those who are asked to leave. Each of them has different causes. 

Involuntary Turnover: involuntary termination is when an employee is laid off or fired, generally 

due to reducing staff as a result of a business turndown or change in business focus, Changes 

in capacity - e.g. a decision to reduce output by closing a shift and Seasonal changes in demand 

for a business, or employee termination for poor job performance, absenteeism or violation 
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of workplace policies. it is involuntary because it wasn’t the employee’s decision to leave the 

company. We are more concerned with the loss of staff for reasons other than above.  

Voluntary Turnover: This occurs when an employee leaves the company on her own generally 

given the employer verbal or written notice of intention to resign from a job (called voluntary 

termination). Employees give a number of reasons for leaving their jobs. They may be accepting 

employment with another company, relocating to a new area or dealing with a personal matter 

that makes it impossible to work. That is, an employee voluntarily terminates the employment 

relationship. Voluntary turnover is when an employee quits. So, we might call the voluntary staff 

turnover – employees who leave of their own accord.  This can be due to finding a better position 

at another company, a conflict with a supervisor, or a personal reason such as staying home with 

a family member.

Thus, Turnover can be either voluntary or in voluntary, where voluntary turnover happens when 

the employees initiate the termination of employment regardless of the reasons while  involuntary 

turnover happens when a termination is initiated by the employers which may help in improving 

productivity because underperforming employees were removed (Davidson & Wang 2011).  Most 

of the research on turnover is devoted to the causes and consequences of voluntary turnover 

(Schneer, 1993)

 

 FACTORS AFFECTING VOLUNTARY LABOUR TURNOVER

Labour turnover (or “staff turnover”) is all about employee retention - i.e. the ability of a business 

or organisation to convince its employees to remain with the business. it is important to remember 

that labour turnover levels vary between industries and also from region to region. 

The highest rates are found where unemployment is lowest and where it is unproblematic for 

people to secure desirable alternative employment.

The study by Akpotu &  Nwadiani (2000) on examination of the perceived and expressed factors 

influencing academic staff turnover in Nigerian Universities between 1990 and 1997, and the 

direction of turnover showed that poor remuneration, poor conditions of service, under funding 

and lack of teaching facilities, were identified factors responsible for turnover. The oil industry in 

Nigeria and the foreign sector dominated the direction of movement of the leavers in the 1990s. 

 

The following factors were also identified with voluntary turnover:

a. Compensation and Benefits: Employees demand appropriate compensation which is 

the core of production reward which could be monetary reward like salary and bonus; or 

non-monetary reward like medical insurance. When the employees perceive that their 

employer may not offer them the expected compensation they may leave the institution or 

organisation (Mondy, 2010).

b. Career Development:  Studies confirmed that employees are likely to leave when 

they perceive limited promotional opportunities. it was also found that generation of young 

people expected a quick linear promotion by changing jobs on a regular basis 
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c. Stress: stress is hard to quantify, but was confirmed that occupational stress is correlated 

with various outcomes including reduced productivity, absenteeism and ultimately employee 

turnover.

d. Perceived Alternative Employment Opportunity

e. Job Satisfaction: This reflects how much the individual is satisfied with his or her job. 

Studies on Relationship leadership and job satisfaction conducted in the education 

profession revealed that lack of effective leadership skills had negative effect on teachers’ 

job satisfaction  and may lead to turnover.

 IMPACT OF TURNOVER (WHAT IMPACT DOES TURNOVER HAVE ON THE 

INSTITUTION?)

Labour turnover can reduce quality of output from institutions/ organisations. High labour 

turnover is generally considered to be bad industrial practice, because it results in inefficiency 

and demoralization of the labour force. From the review of previous studies like Choi Sang Long 

and Lee Yean Thean (2011), high labour turnover causes problems for business. Hinkin and 

Tracey (2000) measured the cost of turnover in terms of separation cost, replacement cost and 

lost productivity etc. The specific impact of turnover varies based on many factors, including the 

difficulty of filling the position, the amount of training required for a new employees, and specific 

costs such as recruiter fees or advertisements. Although it is inevitable that some employees 

leave an institution or company, high turnover rates lead to high expenses and low productivity. 

Therefore, a company should aim to provide a good work environment for its employees to 

achieve a low labour turnover rate. From the perspective of remaining employees, high turnover 

rates increases the average workload. Such additional burden was found to increase the stress 

level of the rest of the team members (Hendrie, 2004). Such impact of constantly high turnover 

rate was found to demotivate the remaining employees by imposing respective training obligation 

to them. 

Costs of labour turnover include recruitment, selection and training of new employees. Less direct 

costs of labour turnover include higher workloads and overtime expenses for other workers and 

lower productivity due to low employee morale.  Ali (2009) also argued that organizational cost 

expenditure will be increased if high employees’ turnover is not solved. Employees’ turnover 

is costly to all level of organizations regardless of its nature and usually the productivity and 

quality of the products or services are always negatively affected.  Ali (2009)  confirmed that 

high employees turnover has tremendous impact on direct and indirect cost which could bring 

destruction to the organizations. Direct costs are referring to costs such as expenditures incurred 

on the selection, recruitment, induction and training of new employees while indirect costs 

are referring to cost of learning, reduced morale and pressure on the existing employees. in 

addition, high employees’ turnover will jeopardize the progress on achieving organization pre-

determined objectives and goals. Apart from monetary measureable cost, non-monetary cost 

such as deteriorated reputations, loss of customer’s loyalty, reduced branding trust, etc. may 

bring forward much more severe long term impact.
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 DATA ANALYSIS AND PRESENTATION OF RESULTS

TABLE 1.1:  Summary of Regression Analysis

Source: Researchers’ data analysis 2014 

TABLE 1.2:  Table ANOVA

From table 1.1, it is revealed that the relative influence of Leadership behaviour account for 

83.11% of the total variance in employees’ turnover (R2=0.831178). The high percentage which 

is statistically significant indicates that leadership behaviour has negative significant influence on 

labour turnover in Nigerian Universities. The remaining variance in leadership behaviour may be 

accounted for by other factors not considered here.

The Relationship between the Variables

TABLE 2.1:  Summary output

Source: Researchers’ data analysis

TABLE 2.2   ANOVA

Source: Researchers’ data analysis

From the above table 2.1, it is revealed that the relative influence of leadership behaviour 

accounts for 86.09% of the total variance in employees’ turnover (R2= 0.860923). With the high 

REGRESSION STATISTICS
Multiple R 0.911689
R Square 0.831178
Adjusted R Square 0.830037
Standard Error 1.738026
Observations        150

REGRESSION STATISTICS
Multiple R 0.927859
R Square 0.860923
Adjusted R Square 0.859983
Standard Error 1.722013
Observations 150

DF SS MS F SIGNIFICANCE F
Regression 1 2201.091 2201.091 728.6613 4.85E-59
Residual 148 447.0685 3.020733
Total 149 2648.16

DF SS MS F SIGNIFICANCE F
Regression 1 2716.70

5
2716.70
5

728.6613
8

4.85E-59

Residual 148 438.868
5

2.96532
7

Total 149 3155.57
3
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percentage which is statistically significant, this finding indicates that leadership behaviour has 

negative significant relationship with labour turnover in Nigerian Universities. From the analysis 

of the data, the following were the findings: The study confirmed that the rates of academic staff 

turnover remained generally high over the years across all categories of academic staff. Labour 

turnover has always been issue of concern by all organizations regardless of the location, size 

and the type of business. Thus of recent, the development in Nigerian University system has 

made Labour turnover a point of concern in Nigerian Universities.

Factors Affecting Labour Turnover in Nigerian Universities were found to be in association 

with factors identified as major causes of turnover like: Low compensation which make some 

academic staff to move to other universities within the country or even in other countries; The 

stress created by the movement of some on the remaining staff even led to strike in Nigeria 

Universities as workers were asking for compensation for extra workload. Also, most academic 

staff in Nigerian Universities now results to turnover for quick promotion. All these are as 

associated with most leaders who like to reduce their running cost in terms of payment of salaries 

of academic staff by employing less and overloading the available staff. Also, the leaders caused 

most Nigerians to move to other countries thereby reducing available academic staff for the 

institutions. Thus, the available staff find it easy to move from one university to the other. This is 

associated with Perceived Alternative Employment Opportunity (lowest unemployment) existing 

in the university system due to its expansion which makes it unproblematic for people to secure 

desirable alternative employment.

 SUMMARY OF FINDINGS

From the above results, it has been discovered that: the relative effect of leadership behaviour 

on labour turnover is high and there is very high strength relationship (causation) between 

the dependent variable: labour turnover and leadership behaviour. This study confirmed that 

leadership behaviour in every institution is very important as labour or employee performance is 

also important in organisational growth and development. Employees’ turnover has always been 

a key concern issues faced by organizations. Also, in previous studies employees’ turnover is also 

referred to as a serious issue especially in the field of human resource management and revealed 

negative relationship between job satisfaction and turnover intention. This study therefore 

confirmed relationship between leadership behaviour and employees’ turnover decision. That is; 

there is relative influence of leadership behaviour on employees’ turnover.

    

 CONCLUSION 

The study established that leadership behaviour had significant influence on labour or employees’ 

turnover The results showed adequate evidence that the indicators used in the study were indeed 

valid. Understanding the impact of leadership behaviour on employees’ turnover intention is very 

important for the success of an institution. Leaders must realize that proper leadership behaviour 

is very important and will also affect employees’ turnover. Job stress and feeling of “being burn-

out” would obviously have impact on employees’ job satisfaction.  Job satisfaction was found 
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to have a significant negative association with turnover intention. Thus when there is no job 

satisfaction, it will be negatively associated with turnover intention 

 RECOMMENDATIONS 

Employees are the most important asset in an organization. Therefore, organizations need to 

have capable leaders to lead and motivate their employees in their daily operation and achieve 

the organizational goals. This study as it is based on the assumption that leaders were made it 

means leaders need adequate training. Labour turnover (or “staff turnover”) is all about employee 

retention - i.e. the ability of a business or organisation to convince its employees to remain with 

the business. it is important to remember that labour turnover levels vary between industries 

and also from region to region. Limiting employee turnover is widely accepted as a goal by 

organizations and by academic researchers because of the explicit and implicit costs associated 

with it. The findings also suggest that organizations should have the right person (with ability) to 

do the right job and give employees suitable training to increase their job performance and ability. 

Besides that, managers as supervisors should always take actions that will improve their workers 

wellbeing. That is, organizations should always take active step in providing strong leadership 

and mentoring for staff members, building working conditions that are conducive and provide 

challenging and stimulating work assignments.

Reducing Employee Turnover

Stakeholders in universities can take steps to reduce employee turnover by increasing employees’ 

job satisfaction. Also they can treat their employees as members of a tightly knit team, with top-

level managers interacting with and encouraging front-line employees on a daily basis. Salaries, 

benefits and other incentives can also be used to keep employees on board. Other key to 

increasing employee retention rates is to focus on the intangible aspects of employee satisfaction, 

like personal respect, trust, responsibility and opportunities for career development. The studies 

on the theory of leadership identified four styles of leadership namely democratic leadership, 

autocratic leadership, laissez-Faire leadership and Bureaucratic leadership. in another study 

carried by Bycio et al. (1995) it was found that higher degrees of transformational leadership were 

associated with lower intention to leave. Therefore, Transformational leaderships are needed 

which are defined as: Leadership that makes subordinates or followers aware of the importance 

of their jobs and performance to the wellbeing of the organization as well as their own needs for 

personal career advancement and growth and able to motivates subordinates to work harder for 

the good of the organization; that inspire followers to believe in their own potential so as to create 

a better prospect and future for the organization as well as to believe in the leader personally; and 

who are able to change the beliefs and attitudes of subordinates and inspire them to pursue their 

own interests for the wellbeing of the institution/organization. Furthermore, this type of leaders 

will give serious consideration to the long term need for self-improvement and development over 

short term or current needs. This transformational leadership instead focused on the leaders 

and followers relationship. Transformational leadership is expected to be able to provide a clear 

vision and mission, inspire self-esteem and gain trust and respect and more likely to foster and 

enhance job satisfaction among academic staff, than those who are not transformative in their 

leadership styles.
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Also, there are firm-specific factors that can be managed, like stress levels, compensation, 

working conditions, supervision, training and organization practices. To better manage human 

resources, the management should consider the turnover costs, develop retention strategies 

and plan for unexpected turnover and changes in work culture. Employers need to recognize 

the importance of work life quality to employees and put i a career development program in 

place, encourage employer-employee communication and address their needs as well as offer 

an attractive compensation package.
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    ABSTRACT

The pace of change has changed tremendously as the business world becomes global. Since the 

dollarization of the Zimbabwean economy in 2009, the service organisations have been facing 

challenges in terms of managing fluctuating demand. in particular, many companies in the hospitality 

industry were still using a “hit and miss” approach to handle their service. As such, business soft 

skills have become indispensable in the hospitality industry in the enhancement of service delivery. 

The study, therefore sought to examine the effect of business soft skills on service delivery in the 

hospitality industry in Harare. Specifically, the research sought to establish the knowledge levels of 

business soft skills in the hospitality industry; establish the impact of training on business professional 

skills in the hospitality industry on employee service delivery and identify the extent to which business 

soft skills have enhanced service delivery. A survey research design was adopted and survey 

questionnaires were sent to respondents who are implicitly and explicitly involved in business soft 

skills activities. The study’s sample size comprised of 150 part time and permanent employees from 

selected hospitality companies. The research questionnaires were tested for reliability and validity 

through a pilot test. All the collected data were analysed using Statistical Package for Social Scientist 

(SPSS) version 20.0. The findings revealed that soft skills such as interpersonal skills, communication 

skills, strong work ethics and team work skills were deficient. in addition, respondents also showed 

difficulties in leadership and decision making skills. The findings revealed that business soft skills 

were low among all the types of employees. The findings also revealed that companies do have 

challenges with soft skills training. The study concluded that soft skills are of paramount importance 

in meeting customer needs. Thus, soft skills are important in showcasing hard skills. The study 

recommends future research to focus on the demand side of the skills equation by looking on how 

the designs of organisations  and jobs do impact skill requirements and performance in the hospitality 

service sector.

1. INTRODUCTION 

The hospitality industry faces a myriad of pressing labour force challenges, especially shortage 

of workers skilled for effective business outcomes specifically soft skills. Many authors, including 

Cardy and Selvarajan (2006); Poretla and Thanassoulis (2005) and Ally and Cleveland-innes, 
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(2008), have pointed fingers to the primary and secondary institutions for dismally failing to aptly 

prepare future employees with these skills. Although these skills have been largely hidden 

and veiled in obscurity in the education curriculum, the business soft skills have become 

indispensable in today’s job market. With international business becoming highly competitive, 

business soft skills have become a key strategy not only to lower the cost of human capital but 

also improve the growth of service organisations (ibrahimkhan, 2006). Current trends in human 

resources management place emphasis on the development and application of professional 

business soft skills especially in improving job performance and this in turn has heightened 

organisational competitiveness (Cardy and Selvarajan, 2006). 

in the hospitality industry, the success of a service provider depends on the high service 

delivery relationship with customers and this determines customer satisfaction and customer 

loyalty (Panda 2003). Research by Poretla and Thanassoulis (2005)  shows that business 

soft skills influence organisational outcomes crush as increasing sales profit and market 

share, enhanced corporate image and promote customer loyalty. Furthermore, Newman 

(2008) and Caruana (2002) concur that employee business soft skills are related to 

customer loyalty through repurchase. Thus, delivering quality service through professional 

business soft skills to customers is a must for success and survival in today’s competitive 

business environment. 

The hospitality sector in Zimbabwe has failed to bounce back after the dollarisation of the 

economy in 2009 in line with the economy as a whole (Bloch, 2010). Most companies in the 

hospitality industry had been facing challenges in terms of managing fluctuating demand. 

indeed, Kanyenze (2010) elucidates that after dollarisation the hotel companies faced the 

challenge of rebuilding their clientele base, through a number of strategies including branding, 

product differentiation, competitiveness and brand recognition for business service delivery 

success. Most customers have not been satisfied with the performance of employees especially 

their professional knowledge, emotional stability handling of pressure and problem solving. As a 

result employers had to retrain and develop the skills (Livingstone and Hart, 2008). in particular, 

the organisations faced the loss of clients, image damage and reputational risks. According 

to Consumer Council of Zimbabwe (2009) many employees in the hotel industry did not have 

customer service orientation which may point to the reason for the industry’s struggles despite 

the rebound in other sectors of the Zimbabwean economy over the same period.

The unfortunate part was that most hotel companies were still using a trial and error or  “hit 

and miss” approach to handle their service business thereby relegating service delivery 

strategic objectives to the periphery. That led to diverse implications for many hotels such 

as non-value adding processes, the inefficient use of resources and in the long run customer 

dissatisfaction. Consequently, there had been poor customer service delivery as the quality 

of service delivered by the companies was low. indeed, many hotels faced the challenges of 

greater market satisfaction in order to cultivate customer loyalty (Lam and Bojei, 2007). Driven 

by intense competition, liquidity recessionary pressures to control costs and customer demands 

for improved quality, the hotels needed to adopt one or more professional business soft skills 

initiatives (Hanke, 2009). 
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2.      STATEMENT OF THE PROBLEM 

Breiter and Clements (1996) assert that professional business soft skills are the most critical 

competency deserving a high level of attention in the hospitality industry for the 21st century. 

Zimbabwe is one of the tourists’ spots in Africa and attracts both foreign and domestic tourists. 

However, there is the need to understand client expectations and perceptions about the quality 

of hospitality in the sector. The changes in the business environment, changes in consumer 

education and knowledge, the antecedents of consumer choices and preferences require an 

empirical pragmatic assessment of the need for business soft skills (Dadzie and Boachie-

Mensah, 2011). Hotels have been experiencing loss of business largely due to tight competition 

on the market. Paradoxically, most of the hotels and resturants have not been showing the service 

delivery features such as efficiency and reliability, as they continued to lose their market share. 

Ultimately, a significant number of employees have been retrenched owing to loss of business. 

in light of the above, most hotels have not explored the role of business professional soft skills 

on organisational performance. Thus, the study sought to investigate and examine the relevance 

of soft skills within competency requirements of employees in the hotel industry.  One of the 

important questions raised in this study is: Does soft skills processes orientation directly impact on 

service delivery? For service firms we expect this to be the case.   According to Oliver and Swan 

(2000), it costs 5 times to attract new customers than keeping existing ones. Thus, developing 

employee business soft skills becomes central to maintaining excellent service delivery in the 

fierce marketplace. Consequently, it is necessary to re-evaluate what set of knowledge, skills and 

attitudes that an employee needs in order to succeed in the rapidly changing global economy. 

Considering the importance of business soft skills in the hospitality labour market the main 

concern was the repercussions of soft skills on business performance.  The study, therefore 

sought to examine the effect of business soft skills on service delivery in the hospitality industry 

in Harare.  Specifically, the research sought to establish the knowledge levels of business soft 

skills in the hospitality industry; establish the impact of training on business professional skills in 

the hospitality industry on employee service delivery and identify the extent to which business soft 

skills have enhanced service delivery.

3. LITERATURE REVIEW 

With globalisation and competitiveness becoming the benchmark of any multinational organisation, 

it has becomes paramount for employees to be equipped with good business soft skills. A litany of 

literature emphasise the dichotomy between soft and hard skills. indeed, many studies propose 

a complementary relationship between soft and hard skills in effective job performance (Lin, 

2005). Many employers now not only consider employee skills and knowledge but also pay much 

attention to their soft skills such as personal qualities. 

The term “soft skills” is a catch all phrase that is often used to define employees’ non technical 

abilities. Business soft skills are broadly defined as a set of non technical, professional abilities 

such as communication, interpersonal and customer service skills as well as personal traits 

such as integrity, and responsibility (Prinianaki, 2004). Some attributes such as being able to 
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solve problems, working well   in a team environment and motivating others are some of the 

characteristics that are usually grouped into this category. in the unique context of the hospitality 

industry, especially frontline staffs, soft skills are usually the foundation of excellence customer 

service (Lefever and Withiam, 2005). 

The soft skills include skills associated with the behaviour necessary for necessary interpersonal 

interaction (Kemper, 1999). As asserted by Byham and Moyer (2005),   business soft skills are 

mainly perceptual or attitudinal and reactionary.  Lawrence (2002) also believes that business soft 

skills are needed as employability skills because of their problem solving, creativity, intuition, and 

communication skills. Based on the above statement Caudron (1999) and Ganzel (2001) concur 

that business soft skills are more difficult to learn than hard skills.

According to Burns (1997,) soft skills are much more important than hard skills in the provision of 

hospitality since emotional demands are made of employees to constantly be in positive, joyful 

and playful mood. Stewart (2004) points out that business soft skill are largely concerned with 

attitudinal and emotional aspects. Soft skills are also important in meeting people’s needs so that 

they can feel good about going forward and meeting the business metrics. Furthermore, the soft 

skills are critical in the leveraging of company in meeting organisational goals, objectives and 

core strategies competition (Crouch et al. 1999).Thus, much of the discussion on soft skills are 

largely concerned with ensuring employees are responsive, courteous, and understanding with 

customers.

On the other hand, Spencer and Spencer (2003) define hard skills as primarily cognitive in nature 

and usually include professional knowledge and task oriented skills. Similarly, Ashbaugh (2003) 

explains that hard skills include oriented skills such as basic prerequisites for a job in which the 

individual physically interacted with technology during the production of material and tangible 

products. in addition, hard skills require an intellectual thought process which factors in a person’s 

intelligent quotient (Rainsbury etal, 2002).  Costin (2002) identifies the components of hard skills 

as tool use, formulae use and fitness. Furthermore, hard skills can be taught but soft skills have 

a natural flair for things like exemplary customer care, a team oriented outlook and effective 

communication skills. Thus, some companies are now hiring the attitude rather than focusing on 

work experience. For the hotel industry, the hospitality industry employees working in guest facing 

roles, business soft skills are the nucleus of excellent customer service.

The importance of soft skills has been documented by many studies.  For instance, Breiter and 

Clements (2006) found that leadership competency is the most important element in the hospitality 

management. Other studies such as Andelt, Barrett, and Bosshamer (1997) and Arnaldo (1981) 

have indicated the importance of leadership skills in hospitality management functions.   Many 

studies have emphasised the importance of business soft skills when discussing job competency. 

Scholars such as Spencer and Spencer (2003) believe that high quality performance is not only 

determined by better technical skills but also by manifestation of the underlying characteristics. 

Similarly, Buhler (2001) and Ganzel (2001) believe that business soft skills are the key in 

determining the actual tasks being performed because of its ability to lead to adapt to challenges 

in the workplace. Brown (2003) and Byham and Moyer (2005) agree that knowledge and skills 

comprise visible soft skills competency.  Brown (2003) also included creativity and interpersonal 

skills in a visible competency. 
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in countries such as india business soft skills are important since the education system does not 

include personality development in its stream of academic education (Rimmington, 1999). This 

is also true in Malaysia which is seen as a prominent hub for outsourcing manpower. Although 

the industry jobs involve some level of technical skills authors such as Thacker and Yost (2002) 

regard the technical aspect as of secondary importance. This is corroborated by Prinianaki (2004) 

who elucidates that it is business soft skills which count when it comes to the growing of the 

organisation. Thus, companies are now forced to invest more and more on soft skills training 

in order to groom their employees to present themselves in a better manner and improve their 

performance. Studies in Thailand revealed that most organisations can’t do without business 

skills and values. in fact profits would come out from higher levels of training as higher skills 

would increase levels of job satisfaction and commitment and better communications (Keep and 

Mayhew, 2004). 

Curtis and McKenzie (2005 suggest eight primary business soft skills that work together with 

personal attributes and these include loyalty, commitment, honesty, personal presentation, 

integrity, enthusiasm, reliability and positive self esteem. Using empirical evidence from Thailand, 

Siriwaiprapan (2000) found five common domains of employee business soft skills required by 

human resources practitioners and these include organisational competency, social competency, 

cognitive competency, self competency, and job competency.  Along the same line of argument 

Wood and Payne (1998) believe that communication, flexibility, achievement orientation, 

leadership, planning skills, teamwork, relationship building and organisational skills are equally 

important. For Siriwaiprapan (2000) business soft skills such as analytical thinking and problem 

solving are paramount in solving contingencies when jobs change unpredictably. Thus, with the 

business environment becoming knowledge oriented, jobs now require employees who can think, 

make decisions, conceptualise, analyse and resolve problems (Velde, 2004). Thus, many service 

organisations have become proponents of building strong character through the implementation 

business of business soft skills.

More so, Hawkins and Winter (2006) believe that business soft skills stand as an important 

interface for workers to become experts. However, despite the demand for soft skills, there still 

remain a persisting gap in knowledge and training. This is because higher education has been 

accused of largely insisting on core skills despite the lack of personnel with transferable skills 

(Binks, 1996). in addition, Okumuş and Yaǵcı (2005) argue that the lack of qualified staff in 

hotels and restaurants has been due to improperly designed curricula, limited practical training 

opportunities for employees and the difficulty in keeping qualified staff. Raybould and Wilkins 

(2005) posit that there have been changes in the hospitality industry from technical skills to more 

personal and social ones. As noted by According to Chung (2003) and Raybould and Wilkins 

(2005), workers in the hotel industry do have insufficient knowledge about soft skills because 

what they got from the colleges and universities does not correspond to their needs. Amongst 

the most required skills for employees include communication with guests, creativity in particular 

situations (Chung, 2001). Business soft skills such as adaptability, creativity and critical thinking 

are needed so much for bridging the gap between good and great employees as well as good 

and great organisations. Given the value organisations place on soft skills components like 

communication, leadership and collaboration are essential for organisations to regularly assess 

their soft skills programs. 
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Business soft skills are central to business performance in the service sector and to employee 

ability to succeed and advance in the workplace. Many service companies acknowledge the 

importance of investing in human capital. Thus, there is the need for companies, employees and 

job seekers to further productivity and growth and create a favourable business environment. 

For companies in the service sector, business performance is directly associated to human 

capital capabilities particularly interpersonal and customer service capabilities. As noted by 

Robles, there is a general consensus that business soft skills are a powerful indicator of long 

term success. According to Wilhelm (2004), technical knowledge is much less of a predictor of job 

performance. Another study by John (2009) indicated that hard skills contribute only 15% to one’s 

success whereas 85% of the success is due to soft skills. According to Watts and Watts, (2008), 

the retail and hospitality industry consistently need communication, and interpersonal skills as 

fundamental requirements. Management of these industries explain that integrity and integrity 

underpin their customer service philosophy and thus traits are important to employee success. 

Even at individual level Lafer (2004) believes that there is a positive link between soft skills and 

performance with a high degree of confidence. Although the term business soft skills cover many 

qualities that are so many and varied it is tempting to attribute everything to them. According to 

Hamermesh and Biddle (2004) there is also apparently a pay per premium available for people 

who are more beautiful in soft skills than the average.  

 

There are many competency models which have been proposed according to the perspectives 

in different fields. These models have been implemented widely in many countries including New 

Zealand, United Kingdom and Australia (Tien, Ven and Chou, 2003). The most popular model is 

the one proposed by Soencer (1993) known as the iceberg model. The model has the underlying 

characteristics which causes behaviour and performance. The most common competency model 

is the iceberg model proposes by Velde (2004). The iceberg model is built on motives, traits, self 

concept, skills and knowledge. The iceberg model is summarised below: 

FIGURE 1  The iceberg model 

Source: Velde (2004).
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Scholars such as Hunt and Baruch (2003) emphases the importance of soft skills that employers 

do value instead of intellectual skills. Thus, employee soft skills have become assets that are 

valuable throughout business organisation lifetime. in particular, soft skills are required in today’s 

cutthroat competition. Although regarded as an indispensable requirement for hiring and job 

performance many employees do lack the basic soft skills. As noted by Schulz (2008), 49% of 

human resources mangers indicate that overall decline in workforce readiness of employees has 

a major impact of the success of the business. Thus, Overtoom (2003) recommend that 40% of 

the hospitality curricula should be soft skills. New employees usually do lack communication skills 

and struggle with time management skills regardless of their level of education or position. it is no 

exaggeration that there is a “trickledown” effect of the advantages offered by soft skills to those 

lower down the labour market hierarchy. in particular, workers with high levels of technical skills 

benefit from soft skills (Bolton 2004). Petrs and Austin (2005) point out that there is a positive 

relationship soft skills and firm performance. This is supported by studies by Korczynski (2001) in 

Canadian hotels where it was found that business soft skills would lead to a win-win situation for 

both the company and the customers. The argument is that people who make the difference and 

exemplary service and this result in business.  

 METHODOLOGY, TARGET POPULATION AND INSTRUMENTATION 

The study adopted a survey research design for collection of data from selected hotels and 

restaurants companies in Harare. Survey questionnaires were distributed to employees in the 

hospitality industry. The questionnaires were administered on male and female employees on ten 

companies. The instruments for the data collection were soft skills traits questionnaires, annual 

performance evaluation forms and soft skill assessment scale (Majid and Mulia, 2011).  The 

instruments used for data collection included a business soft skills traits questionnaire adopted 

from studies by Litecky etal., ( 2010) and  Todd et al., (2005). The first section was designed to get 

demographic details of the respondents regarding their gender, age, marital status and academic 

qualifications. Second section of the questionnaire solicited information on communication skills, 

creative skills and problem solving skills, tem work skills. The questionnaire was constructed 

and subjected to content validation. Thus the questionnaire was administered to a sample of 

10 employees and reliability of 0.78 was obtained using the Cronbach alpha coefficient. The 

questionnaires were developed and piloted in conjunction with human resources practitioners, 

training and development agencies and employees (Taylor et al., 2000).  Descriptive analysis 

was carried out to get results of the demographic profile of the respondents by calculating their 

frequency and percentage distribution.  The descriptive measures of mean and standard deviation 

were used to assess the distribution of responses against the items of the constructs under study. 

All analysis were done using SPSS version 20.0 for windows.  Additionally, all the items were 

taken from the validated scales of Thom (2007) and Linh (2009) to ensure the reliability and 

validity of the research questionnaire. 

 DESCRIPTIVE STATISTICS 

in the business soft skills blocks, respondents were requested to rank given items 1 to 5 where 
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1 was strongly disagree and 5 was strongly disagree. From the responses, means and standard 

deviations were calculated.  As ranked by the respondents, item 4 “team work skills at work 

have effect on employees’ performance at work” scored the highest mean score of 4.79 and 

standard deviation of 0.508. The lowest mean score of 2.681 was against item 1 “All employees 

have effective communication skills” with a standard deviation of 0.882. The second highest 

mean score of 4.32 was item 3: “Employees do have creative skills” with a standard deviation of 

0.642.  Generally, the responses had mean scores more than 3 and that implied that the score 

distributions were slanted towards agreement. Additionally, the responses of the participants were 

generally indistinct (0.598). The findings are tabulated below:

TABLE 1  Rankings for soft skills

Source: Researchers’ data analysis

Table 3 summarises the means and standard deviations of the responses against items for 

business soft skills diversity. According to the ratings by the respondents, item 1 and 3 had the 

highest mean scores of 3.788 and 2.967respectively.  Thus, the statements that “Employees 

have good Listening Skills” and “Employees have passed Reading Skill Test” had most of the 

responses in the positive. The standard deviations of for item 1   of 0.41 and 0.694 meant that the 

responses were largely indistinct. items 2 and 4 had responses which had mean scores of less 

than 3 which mean that most of the respondents generally disagreed. The findings are shown 

below: 

TABLE 2  Standard deviations for the responses

Source: Researchers’ data analysis

ITEM DESCRIPTION MAX.  MIN MEAN STD DEVIATION 
1 All employees have 

effective communication 
skills

3.00 1.00 2.681 0.882

2 All employees have 
problem solving skills

4.00 1.00 3.578 0.113

3 Employees do have 
creative skills.

5.00 3.00 4.32 0.642

4 team work skills  at work 
have effect on employees’ 
performance at work

5.00 4.00 4.79 0.508

Overall Average 4.25 2.25 3.84 0.53625

ITEM DESCRIPTION MAX.  MIN. MEAN STD DEVIATION 

Employees have good Listening Skills 5.00 1.00 3.788 0.41

Employees do have good speaking 
Skills 

4.00 1.00 2.870 1.33

Employees have passed  Reading 
Skill Test 

5.00 1.00 2.967 0.694

The employees do have professional 
Body Language

5.00 1.00 2.69 0.47

The employees do have aptitude 
tests.  

4.00 1.00 2.56 0.32
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The study also analysed whether employees do receive various training for soft skills at work. 

As rated by the respondent’s item 1 “Product and process assessment tests are conducted 

regularly.” had the highest mean score of 2.38 and a standard deviation of 0.63. This implies that 

the respondents generally disagreed that product and assessment tests are conducted regularly 

by the companies. in addition, items ,2 and 4 had mean scores which were less than 3 and that 

implies that the responses were in the negative and slanted towards disagreement. The findings 

are shown on the table below:

TABLE: 3  The response on product and assessment tests

Source: Researchers’ data analysis

 FINDINGS AND DISCUSSION 

The study examined the effect of business soft skills on service delivery on companies in 

the hospitality industry in Harare. A total of 150 respondents from 15 hotels and restaurants 

respondent to the survey.  The following section is presented in two parts namely demographic 

data of the respondents and the actual findings.

 DEMOGRAPHIC PROFILE OF THE RESPONDENTS 

The diagram below illustrates the gender of the respondents who participated in the survey.

FIGURE 1.  Gender of Respondents 

Source: Researchers’ data analysis

MAX.  MIN. MEAN STD DEVIATION 

Product and process assessment 
tests are conducted regularly.

3.00 1.00 2.38 0.63

The organisation gives staff learning 
materials on soft skills for the 
organisation.

4.00 2.00 2.34 0.14

Employees are equipped with 
necessary information and 
understanding of how to respond to a 
given situation in thoughts, words and 
deeds

4.00 2.00 3.67 0.51

Assessment and certification of soft 
skills gives employees  an edge over 
competition

5.00 1.00 2.69 0.47
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As shown by figure 1, 57% of the respondents were females and 47% of them were males.   

The datum was considered statistically significant to the extent that it significantly confirmed the 

dominance of females in the hospitality sector. For instance, Bowora and Mpofu (2008), clearly 

concur that there is female dominance in most hospitality companies in Zimbabwean hospitality 

companies. The composition of the distribution of respondents by educational qualifications 

revealed that 19% (28) of the respondents had diplomas, 57% (86) possessed undergraduate 

degrees, 22% (33) had masters degrees and only 2% (3) had doctorates. The findings are 

illustrated diagrammatically on figure 2 below:

FIGURE 2  The education levels of the respondents

Source: Researchers’ data analysis

From the above figure, it can be inferred that the majority of the respondents had at least a 

university degree. indeed, more than 80% of  the respondents had university degrees. in terms 

of positions in the organisation, table 1 below summarises the frequencies and percentage for 

both temporary and part time employees.  According to the findings, 42% of the participants were 

fulltime employees and 58 % were part time employees. The findings are tabulated below:

TABLE 4  Position in the organisation 

Source: Researchers’ data analysis

POSITION FREQUENCY PERCENTAGE 

Permanent employee 63 42

Part time employee 87 58

Total 150 100
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 RESEARCH FINDINGS 

The respondents were asked about the importance of business soft skills in the delivery of their 

day to day duties. According to the survey findings, 56% believed that business soft skills were 

very important in carrying out company goals and objectives and 44% of the participants believed 

that it was important.  The findings are shown in figure 3 below.

FIGURE 3  Percentages on the rankings of soft skills

Source: Researchers’ data analysis

From the above figure, it can be seen that professional business skills are paramount for the 

delivery of high quality service delivery in the hospitality industry. The findings  supports meta 

analysis  studies  in Canada by Osterman’s (2006) which revealed positive effects of business soft 

skills on service delivery in hotels and restaurants. Additionally, studies by Burks et al. (2009) also 

found that employees at large us trucking companies have a better ability to problem solve had 

a clear positive correlation to not only job retention, but also customer satisfaction and ultimately 

service delivery. Additionally, a survey on 2768 Dutch workers by Groot and Maassen van den 

Brink (2005) found a positive relationship between service delivery and business soft skills. 

Regarding business soft skills which were considered more critical, the participants ranked 

communication, teamwork and integrity as the most important. However, self-direction and 

creativity were viewed as the least critical for quality service delivery. The findings are illustrated 

below in figure 4.
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FIGURE 4  Ratings of soft skills

Source: Researchers’ data analysis

From the above figure, it can be gleaned that the skill of communication was the most important 

preferred soft skill for hotels and restaurants employees.   This concurs with studies by Kay and 

Russette, (2000) and Chung-Herrera et al, (2003) which found that skills which include written, 

interpersonal and oral are vital for the hospitality and tourism industry. The findings also support 

the longitudinal study by Kuh etal (2010) in Canada which revealed that communication skills are 

better predictor of service delivery for restaurants.  The second selected top business soft skills of 

teamwork was consistent  with studies by Kay and Russette (2000) which revealed that teamwork 

and communication skills  are competencies indispensable in both functional and management 

of services. The category integrity was also selected within the top five skills identified in the 

studies by Baum (2000).  As elucidated by Baum (2000), employee integrity skills in the hospitality 

industry is very necessary. Regarding training for soft business skills, 40% of the participants 

stated that it was twice a year, 29% stated that it was more twice a year. Additionally 30% of the 

respondents stated that business soft skills was done once a year and only 1% stated that it was 

never held. The findings are illustrated figure 5 below.

 

FIGURE 5  Regularity of training to develop soft skills

Source: Researchers’ data analysis
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The above findings do reveal that the rate of training or most organisations was at most twice 

a year. This implies that training for soft skills is not done frequently by the organisations under 

study. Regarding business soft skills lacking in most employees communication was undeniably 

the most common response with 54% of the respondents stating that the skill was lacking. This 

is illustrated in figure 6 below. 

Source: The findings revealed that the soft skill of communication was the most lacking for employees and this was 
followed by reliability. However, this was in contrast with the findings in Turkish hotels which revealed that employers 
now need communication as the greatest important business soft skills. The World Bank (2008) also postulates that 
communications skills are increasingly in demand in the global labour market. The findings did reveal that adaptability 
is also a key component for workplace success in an economy that now demands flexibility and innovation instead of 
repetitive service tasks.  

 CONCLUSION  

From the findings, it can be concluded that the hotel industry is experiencing a skills gap and the 

lack of experienced labour has created a vicious cycle in terms of quality. Despite, an improvement 

in the level of formal education, the industry still struggle with a poor image as an employer. The 

sector, is thus in need of strategic information in order to meet future challenges from competition 

on labour.

The findings revealed that communication is the most important skill necessary for hotel 

employees to do their jobs. in addition, interpersonal skills were viewed as equally important for 

employees to execute their job functions. The findings are supported by previous researches 

conducted by Connolly and McGing (2006) which revealed that business soft skills such as team 

working are more important than hard skills such as analytical skills.

The findings showed that business soft skills such as communication are perceived as important 

in the hotel industry so as to achieve greater service delivery. These are also more important than 
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hard skills such as marketing, accounting and decision making. The participants confirmed that 

communication was significantly necessary to their performance as hotel employees. However, 

the skill was lacking in most employees who were surveyed. 

Thus, business professional soft skills are a continuous journey application to business service 

delivery success. 

 RECOMMENDATIONS AND AREAS FOR FURTHER RESEARCH

Based on the findings there is the need for more business soft skills training particularly for part 

time employees. in particular, there is the need for continued dialogue between the hospitality 

industry and hospitality college educators.

Colleges and institutions which offer programmes for hospitality should raise awareness 

regarding the importance of business soft skills. An efficient way would be to include soft skills 

training into the teaching of hard skills. it is paramount that universities and colleges design 

adequate curricular which involve soft skills training and development. Thus, the university and 

colleges should be central players in creating and offering scalable soft skills training solutions in 

partnership with the leaders in the hotel industry. 

The survey findings also revealed that business professional soft skills do have a high positive 

impact on company service delivery. Thus, it is recommended that hotel companies must develop 

comprehensive training models so as to equip employees with these business professional soft 

skills. in particular, hotels and restaurants should deal with quality dimension issues covering 

tangibles, reliability, responsiveness, assurance and courtesy.  The tangibles include appearance 

of the physical environment, including equipment, dress code of employees and cleanliness of 

the premises

Professional Business soft skills can be improved through e- learning, mentoring, alliances and 

experiential learning. Companies should give employees access to online business soft skills 

training and this would help in complementing their classroom based approaches.  This can be full 

in house or fully outsourced business soft skills toolkit and this would help individuals in having a 

tremendous opportunity to become exceptionally productive and effective at workplace.

Management should encourage professional communication between part time and permanent 

communication. Additionally, there is the need to maintain a learning organisation.  Management 

should also have in-house training for employees so that they speak with confidence, show ability 

to listen and provide concise to answers.  Coaching and mentoring could help people to develop 

a number of soft skills including listening and observing. good mentoring can also encourage 

attention to the issues of problem  framing and setting and problem solving. Additionally, 

mentoring also facilitate a two way exchange of knowledge which cab be particularly useful for 

senior mentors. 
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The findings did reveal that business soft skills in the hospitality industry are low and thus 

employee training on skills acquisition is important. This could be achieved through embracing 

360 degree assessment. The approach involves a comprehensive feedback from everyone who 

interacts with employees at work. As such, the feedback must be used to create an opportunity 

to think about employee competencies and achievements ad identification of gaps, and to ensure 

that they are staying on track for doing what is important for the organisation. 

The organisations should implement behavioural and professional development programs to 

foster the ongoing career growth and maturation of their employees. For instance, the companies 

may identify customer-focus, ethics, perseverance, creativity and problem solving as some key 

competencies they would like to build. 

There may be scope for further research into whether or not business soft skills can be taught as 

a subject material in colleges and universities.
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