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FOREWORD

Professor MS Bayat, Dean, Faculty of Business, Cape Peninsula University of Technology
and Editor-in-Chief

This third volume of the Journal of Business and Management Dynamics (JBMD) series by the
Faculty of Business of the Cape Peninsula University of Technology is yet another step towards
entrenching the journal as a fully-fledged academic publication. It will enable academics and
practitioners to contribute to the research environment pertaining to business and management as
well as other interdisciplinary fields.

Volume 3, No 1 includes a wide variety of articles on diverse and current topical issues such as
organisational culture, sales training, cultural diversity in the workplace, leadership in public
health care, the financial performance of black-owned grocery shops in townships, personality
typology, school principals’ emotionally intelligent behaviours, the food consumption behaviour
patterns of Chinese students, public consultation in public policy making, tourism policy in
Botswana and elements of globalisation.

Since the split of the original Department of Education, making the New Department of Higher
Education and Training an independent branch, concentrating particularly on the role of higher
education in South Africa and its impact on the country’s global competitiveness, current and
future socio-economic conditions as well as the quality of life and survival in an increasingly
complex world.

This volume confirms the need for the publication of an academic journal that is aimed at
providing practical guidance and empirical evidence to researchers and practitioners specialising
in the business, management, humanities and related fields, and once again presents a number of
thought-provoking, stimulating and educationally inspiring articles that provide academic stimula-
tion conducive to the advancement of these fields.

The journal aims to encourage the development of all related fields by stimulating academic,
paradigmatic and practical debates designed to appeal to all relevant stakeholders.

The enthusiastic response to calls for articles for publication in the JBMD is encouraging, and
holds the promise of a viable future for the journal.

Professor MS Bayat

JOURNAL POLICIES

The Journal of Business and Management Dynamics (JBMD) is a peer-reviewed journal of the
Faculty of Business at the Cape Peninsula University of Technology in Cape Town, South Africa.
This journal is aimed at providing practical guidance and empirical evidence to researchers and
practitioners specialising in the business management and humanities fields. The journal provides
a communication forum to advance entrepreneurship, innovation, small business management and
various disciplines in the humanities, as well as the application of the disciplines in practice. Its
aim is the improvement and further development of these fields and it is designed to appeal to both
practitioners and academics. A double-blind review process is followed, supported by a national
and international Editorial Review Board.

Full academic accreditation will be applied for when the requirements have been met. The
mission of the JBMD is to publish empirical and theoretical contributions in the form of case
studies and conceptual articles. It is envisaged that the JBMD will serve as a platform for
presenting information central to the concerns of practitioners and academics. In this manner,
research will grow and simultaneously shape theories for future application. The journal is
published biannually in June and December by the Faculty of Business of the Cape Peninsula
University of Technology.

The views expressed in this journal are those of the respective authors.
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Information for contributors of manuscripts
Editorial policy
The primary purpose of the journal is to publish research articles in the fields of entrepreneurship,
innovation, business management, finance and the humanities. Practical papers, empirical papers,
new approaches and techniques, case studies and conceptual papers will be considered for
publication.

The journal serves as a communication forum for advancing entrepreneurship and business
management theory and practice in southern Africa and elsewhere. Its aim is the improvement and
further development of these fields, and it is intended for both practitioners and academics.

Review process and proofing
The decision of the editorial staff to publish a manuscript is based on the judgement of the
reviewers, who are all knowledgeable in their respective fields. Authors will be informed of the
decision, including any relevant comments, after the paper had been reviewed. Neither authors nor
reviewers are identified in the review process.

What to submit
Academic manuscripts of either a research, conceptual or empirical nature which contribute to the
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• They have not submitted and will not submit their manuscript to another entity while the

manuscript is under review at JBMD.
• They will only submit manuscripts and empirical reports that have not been published
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• Their manuscripts are prepared according to the prescribed style of MBD. Manuscripts that

have not been appropriately prepared will be returned to the authors prior to peer-reviewing.

Format
Font and font size: Arial 12 point.
Abstract: The abstract should consist of 100 words or less.
Keywords: Authors should identify up to five keywords on the title page that characterise

the principal themes covered by the paper.
Language: Papers should be written in English.
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Title page: This page should contain the title of the manuscript and the name, affiliation,
full address and contact information of every author. The name of the author to
whom correspondence should be sent should be marked with an asterisk (*).

Body: The manuscript must be typed on one side of the page only in 1.5 spacing.
Appropriate headings and subheadings should be used to segment the
manuscript to enhance readability. The length of the manuscript should not
exceed 10 000 words of typed text.

Headings: Headings and subheadings should not be numbered. All headings must be
formatted in Arial 12 bold upper case, and subheadings in Arial 12 bold
lower sentence case (i.e. using significant initial capitals and the rest lower
case). Papers, especially research papers should, where applicable include:
abstract, introduction, identification of problem, aim of the study, method,
sample, measuring instruments, procedure, results and a discussion. The
discussion section should include four subsections: the relationship between
the findings and the literature; limitations of the study, Implications for
management; and directions for future research. Finally, a conclusion should
round off the article.

Footnotes: Footnotes or endnotes should be avoided where possible and should not be
used for reference purposes. They should be used for clarification that is not
appropriate in the body of the manuscript. If used, they should be numbered
consecutively and placed on a separate page.

Tables: Tables and figures should be applied in the text, as close as possible and
figures: to the appropriate discussion. They should be numbered consecu-
tively in Arabic numerals.

Summary: We also need a 1 000–1 500 word summary of your article for publishing in a
popular magazine, newspaper or newsletter.

References: The Harvard style of reference is used (see below). All publications cited in
the text should be listed alphabetically by the surname of the first author in
the bibliography at the end of the paper.

A bibliography (alphabetical, by author’s last name, including initials)
should be placed at the end of the manuscript. Authors should ensure that
there is a complete reference for every citation in the text and that the cited
dates and the spelling of authors’ names in the text and references are in
agreement. For a complete guideline for referencing, contact the Editor,
Professor IW Ferreira, ferreirai@cput.ac.za.

Citations: The most recent publications on the discussed topic should be cited.

Style guide
among (not ‘amongst’)
closed-ended question (not ‘close’)
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data – treated as collective noun, therefore with singular verb
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THE RELATIONSHIP BETWEEN ORGANISATIONAL
CULTURE AND EFFECTIVENESS IN THE WESTERN

CAPE BANKING INDUSTRY
Liu, Kiley & Ballard

Ms Y Liu is a postgraduate student in the Department of Public Management at the Cape
Peninsula University of Technology.

Mr J Kiley is a lecturer in the Human Resources Department in the Faculty of Business at
the Cape Peninsula University of Technology.

Professor HH Ballard is Head of Department, Public Management in the Faculty of Business
at the Cape Peninsula University of Technology.

ABSTRACT
This paper investigates the relationship between organisational culture and effective-
ness in the Western Cape banking industry, beginning with an existing model and
presenting a linked study. The study uses survey data from six organisations designed
to test the applicability of the model in the context of the Western Cape banking
industry. The results support Denison’s findings, namely that organisational culture has
a positive impact on effectiveness. The discussion includes several recommendations
for future research.

INTRODUCTION

Organisations in many industries, such as energy, banking and electronics, have faced increasingly
complex and changing environments brought about by deregulation, technological revolution,
foreign competition and unpredictable markets. Key to the success of these organisations is the
development of a particular culture for the organisation (Philip & McKeown, 2004:624–636). This
consists of fostering attitudes of flexibility, dynamism and responsiveness; seeking structures and
cultures that are positive and organic; and developing the human resource to its maximum
capacity (Pettinger, 2000:227).

Organisational culture may be defined as ‘‘underlying values, beliefs and principles that serve
as a foundation for an organisation’s management system as well as the set of management
practices and behaviors that both exemplify and reinforce those basic principles’’ (Denison, 1990).

The concept of organisational culture started to become popular in the 1980s. Organisational
culture is said to mean, for example, an organisation’s beliefs and values (Denison, 1990), an
organisation’s assumptions (Schein, 1992; Kotter & Heskett, 1992) or an organisation’s under-
standings (Deal & Kennedy, 1982).

However, there was little consensus about definitions of organisational culture. Various authors
adopted different approaches towards studying organisational culture. Schein (1992:17) identified
three levels of organisational culture, namely artefacts, espoused values and underlying assump-
tions, from a visible to an invisible level. Handy (1993) related culture to the particular structure
and design of an organisation. Culture can also be viewed from a more behaviour-oriented
perspective, which is the most commonly used approach by researchers such as Denison (2003)
and Peters and Waterman (1982). Hofstede (1980) recognised some basic dimensions associated
with national and organisational culture, which denoted the difference between national cultural
groupings and organisational culture that influenced organisation success.

A common hypothesis about the role of organisational culture is that, if an organisation
possesses a ‘‘strong’’ culture exhibiting a well-integrated and effective set of specific values,

1
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beliefs and behaviours, then it will perform at a higher level of productivity (Denison, 1984).
Many research studies have provided evidence to confirm this hypothesis (Denison, 1984; Kotter
& Heskett, 1992; Gordon & DiTomaso, 1992; Gerowitz, Lemieux-Charles & Heginbothan, 1996).

Organisational culture, in particular, was used to explain the success of Japanese companies
over American organisations, through the development of a highly motivated workforce,
committed to a common set of core values, beliefs and assumptions (Denison, 1984). While it has
been suggested that culture accounts for the economic performance of various countries
(Hofstede, 1980), the idea of organisational culture also serves to provide a basis for understand-
ing the differences that may exist between successful companies operating in the same national
culture (Schein, 1990).

Chan, Shaffer and Snape (2004) have suggested that organisational culture can be a valuable
resource for companies, especially for service industries. Organisational culture has been assumed
to have important implications, not only for the individual’s affective reactions to organisational
life, but also for organisational effectiveness (Schein, 1990; Gordon & DiTomaso, 1992; Denison
& Mishra, 1989, 1995; Denison & Fey, 2003). A well-conceived and well-managed organisational
culture closely linked to organisation success can also mean the difference between success and
failure in the present demanding environment.

There is research to suggest that organisational culture can improve an organisation’s ability to
adapt the competitive environment, as well as to achieve high levels of performance and
effectiveness. The intensification of research on organisational effectiveness has led to the
recognition of several organisational factors that play an influential role in the determination of
organisation performance (Marcoulides & Heck, 1993:81–94). Organisational culture has been
recognised as one such factor, and has received much attention in the literature on organisational
behaviour (Ouchi, 1981; Denison, 1984; Hofstede, 1986; Hofstede, Neuijien, Ohayv & Sanders,
1990; Schein, 1990; Gordon & DiTomaso, 1992; Denison & Mishra, 1989, 1995; Denison & Fey,
2003; Denison, Haaland & Goelzer 2003, 2004), because of the key role it plays in determining
levels of organisational outcomes.

Peters and Waterman (1982), for example, held that successful organisations possess certain
cultural traits of ‘‘excellence’’. Ouchi (1981:1–10) pointed to a similar relationship between
corporate culture and increased productivity, while Deal and Kennedy (1982:5–16) argued for the
importance of a ‘‘strong’’ culture in contributing towards successful organisational effectiveness.

Denison, an influential researcher studying the relationship between organisational culture and
effectiveness, together with his colleagues presented a series of papers and confirmed the impact
of organisational culture on organisational effectiveness at macro level in a wide variety of
industries in America, Russia, North America, Asia, Jamaica, Brazil, Australia, Canada, Japan,
Europe-Mid-East-Africa (EMEA), and South Africa (Denison, 1984; Denison & Mishra, 1989,
1995; Denison & Fey, 2003; Denison, Haaland & Goelzer, 2003, 2004). This study made use of
Denison’s organisational culture framework and measurement instruments to examine whether
there is a link between organisational culture and effectiveness in six banks (ABSA, Nedbank,
Standard Bank, First National Bank, Capitec Bank and African Bank), which represent the
Western Cape banking industry in South Africa, in order to provide additional evidence and deep
understanding of this relationship within the South African context.

Against this background, the purpose of this research is to establish what the relationship
between organisational culture and effectiveness in the Western Cape banking industry is. The
research questions that drove this study were as follows:
6 What are the characteristics of the organisational culture of the Western Cape banking

industry?
6 What are the specific strengths and weaknesses in the characteristics of the culture of the

Western Cape banking industry.

Journal of Business and Management Dynamics (JBMD)2
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6 What is the relationship between Denison’s four culture traits and effectiveness in the
Western Cape banking industry?

The research further attempted to contribute to the existing literature on organisational culture and
effectiveness. The results of this study on organisational culture suggest guidelines for South
African banks on building organisational culture if a positive nexus exists between culture and
effectiveness.

The remainder of the article is structured as follows: First, the extant literature on the
relationship between organisational culture and effectiveness is reviewed. This is followed by a
description of the research methods and procedures used in the study. The results of the study are
then presented. The paper concludes with a discussion of theoretical managerial implications and
directions for further research.

BRIEF LITERATURE REVIEW

The topic of culture and effectiveness is of central importance in organisational studies (Denison
& Mishra, 1995:205). Researchers studying organisational culture have been addressing the links
between organisational culture and effectiveness since the 1980s.

For example, Peters and Waterman (1982:2–6) held that a successful company often contains a
characteristic of strong culture. Kilmann (1985:351–369) stated that, to perform well, companies
must have adaptive cultures that contain a ‘‘risk-taking, trusting and proactive approach’’.
Furthermore, Gordon (1985:103–125) found out how organisational culture could impact on the
performance of the banking and utilities industries. In addition, Barney (1986:656–665) suggested
that organisational culture might impact on efficiency or effectiveness from an economic
perspective. Saffold (1988:546–558), again, analysed organisational cultural traits and strengths,
and developed a more sophisticated understanding of the relationship between organisational
culture and performance.

In the 1980s, despite the claims about a link between organisational culture and effectiveness,
few studies actually examined the existence and the nature of this relationship (Lim, 1995:16).
This was possibly due to the following difficulties: the limited consensus regarding a general
theory of organisational culture, whether culture could be ‘‘measured’’ in a way that allows one
organisation to be compared with another, and the complexity in measuring effectiveness
(Denison & Mishra, 1995:205).

In the 1990s and recent years, due to developments in the literature with regard to measurement
instruments/models for both culture and effectiveness, researchers have developed certain theories
of organisational culture and effectiveness. In the following sections, empirical studies that
presented supporting evidence concerning organisational culture and effectiveness within various
industries in the US and other countries are reviewed.

Denison and his colleagues have over the past 15 years developed a model from data gathered
from more than 3 000 organisations and more than 100 000 respondents (Denison, 1984, 1990;
Denison & Mishra, 1989, 1995; Denison & Fey, 2003; Denison, Haaland & Goelzer, 2003, 2004;
Denison, Lief & Ward, 2004). This model describes a theory of organisational culture that is
linked to organisational effectiveness, which is presented in Figure 1.

Relationship between organisational culture and effectiveness in the banking industry 3
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Figure 1 Denison’s organisational culture model (Denison & Fey, 2003:689)

At the centre of Denison’s organisational culture model are an organisation’s basic beliefs and
assumptions. The model is based on four cultural traits, namely involvement, adaptability, mission
and consistency, which are briefly described as follows (Denison & Fey, 2003:688):

Involvement
Involvement is one of Denison’s culture traits. This assessment will assist managers to find the
level of an employee’s involvement in the management process. An organisation with a high level
of employee involvement will develop the employee’s capability at all levels and create a sense of
ownership, responsibility and loyalty toward the organisation. In the model, this trait is measured
by the following three indices: empowerment, team orientation and capability development.

Consistency
This cultural trait asserts that an organisation with a strong and cohesive internal culture tends to
be more efficient. Therefore, an organisation with high levels of consistency, conformity and
consensus can easily achieve agreement among its members at all levels, even when they have
different points of view on the difficult questions in the decision-making process. In the model,
this trait is measured by three indices: core values, agreement, and coordination and integration.

Adaptability
This culture trait focuses on the organisation’s ability to adapt quickly to signals from the external
environment, such as the demands of customers. An organisation with strong adaptability can
translate those signals into internal behavioural changes, which will increase its chances of
survival and development. In the model, this trait is measured by the following three indices:
creating change, customer focus and organisational learning.

Journal of Business and Management Dynamics (JBMD)4
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Mission
The culture trait of mission is utilised to examine whether an organisation has a clear sense of
vision, strategic direction, goals and objectives. Furthermore, it also indicates whether all these
statements are understood and shared among all the members in the organisation. Everyone in the
organisation will utilise such mission statements as references in their everyday work. In the
model, this culture trait is measured by the following three indices: vision, strategic direction and
intent, and goals and objectives.

Denison and Mishra (1995:204–223) tested this four-trait culture model through a sample of
764 US organisations. The results showed consistent supporting evidence that Denison’s four
different cultural traits were positively related to several different subjective measurements of
organisational effectiveness. The paper that resulted from the research pointed out that the two
cultural traits of involvement and adaptability were strong indicators of growth, and the other two
traits of consistency and mission were better predictors of profitability. The results also showed
that, while the four cultural traits were strong predictors of subjectively rated effectiveness
measurement criteria for all the sample organisations, they were strong predictors of objective
effectiveness measurement criteria such as return on assets and sales growth only for large
organisations.

Denison and Fey (2003:686–706) further utilised the model to test the relationship between
organisational culture and effectiveness through a quantitative study of 179 foreign-owned firms
operating in Russia. The results of the study showed a consistent and significant positive
relationship between the four traits of organisational culture and effectiveness. In contrast to the
US study, this paper showed that adaptability and involvement presented the strongest correlation
with the effectiveness index of overall performance, profitability and product development;
involvement and mission were well correlated with market share, sales growth, employee
satisfaction,and quality. Mission was most highly correlated with effectiveness dimensions.

METHODOLOGY

The research population for the present study was the Western Cape banking industry, which
comprises 12 banks in total (South African Banking Association).The researcher selected six
banks from the Western Cape banking industry. The selected banks included ABSA Bank, African
Bank, Capitec Bank, First National Bank, Nedbank and Standard Bank. These six banks represent
more than 80% of the total market share in the banking industry (Banking Survey South Africa,
2004). The research assumption was that the selected six banks were representative of the Western
Cape banking industry.

Non-probability sampling was considered to be an appropriate sampling design for the study.
The reason for choosing this over probability sampling was due to cost, human resources and
time. Emory and Cooper (1991:86) point out that probability sampling requires more planning and
repeated follow-up phone calls to ensure that each member of the selected sample is contacted,
and this can become expensive. The non-probability sampling technique therefore is more cost
effective, requiring fewer human resources and less time. One type of non-probability sampling is
purposive sampling (Cooper & Schindler, 2001:191).

The researcher used purposive sampling for the present study because the selected middle-level
management employees (such as branch managers, sales managers and regional officers) in the six
banks mentioned above were in a position to provide more accurate and valuable information on
their organisation’s culture and performance compared to lower-level employees, thus making it
easier to answer the research questions of the present study (Sekaran, 2003:277).

An additional reason for selecting middle-level management employees as participants over
lower-level ones related to whether they were familiar with the bank’s performance in the banking
industry as a whole. Most lower-level employees in banks are unfamiliar with the bank’s
performance regarding aspects like return on assets, profitability and sales/revenue growth.
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A total of 103 questionnaires were distributed to six banks in the Western Cape on the basis of
each individual bank’s percentage of total assets (see Appendix 1). This method made it possible
to reflect a reasonably sized sample from each bank in the Western Cape banking industry. The
number of questionnaires distributed to each bank was as follows: Standard Bank – 41; ABSA –
21; FNB – 19; Nedbank – 18, African Bank – 2; and Capitec Bank – 2.

A total of 68 fully completed questionnaires were returned. The remaining 35 were either not
returned or could not be utilised in the study as they were incomplete. A response rate of 66% was
achieved. As confirmed by Sekaran (2003:295), sample sizes of between 30 and 500 subjects are
appropriate for most research studies.

The purpose of this study was to investigate the existence of a possible relationship between
organisational culture and organisational effectiveness. To assess this relationship, a survey
questionnaire (see Appendix 2) was considered to be the appropriate method for data collection in
this study.

The survey questionnaire was premised on Denison’s Organisational Culture Survey (DOCS) as
developed by Denison and Fey (2003), which is recognised as a reliable and valid research
instrument for the study of organisational culture and effectiveness. This questionnaire has been
utilised in the following academic studies: Denison & Mishra (1989,1995); Denison & Fey
(2003); Denison, Haaland & Goelzer (2003, 2004). Denison, Janovics, Young & Cho (2006),
which furthermore have provided a statistical validation of Denison’s Organisational Culture
Survey to measure organisational culture. Organisations from around the world have also applied
this questionnaire to diagnose their own organisational culture and examine its impact of on
effectiveness. This means that the questionnaire in question has previously been used by more
than 3 000 organisations and more than 100 000 respondents worldwide (Denison, Lief & Ward,
2004:65).

The survey questionnaire in addition enables researchers to collect information for quantifying
organisational culture and organisational effectiveness. Furthermore, as suggested by Denison and
Fey (2003), the key strength of the survey technique has to do with the ability to study
organisational culture by means of a method that can be applied to different organisations in the
same way. The findings then provide a basis for comparison and generalisation.

A questionnaire with a covering letter describing the study and assuring confidentiality was
personally taken to the branches or regional offices for the middle-level management employees to
complete. Upon meeting these employees, the researcher also provided a verbal description of the
project. Whenever possible, the employees completed the questionnaire at the time of the meeting.

However, in most cases they decided to complete the questionnaire later, and provided a
specific time for the researcher to collect them –they generally needed one week.

If questionnaires were not ready at the specific time agreed on with the participants, an
extensive follow-up procedure was undertaken, which included making three telephone calls at
one-week intervals. The third telephone call was regarded as the final reminder for completing the
questionnaire. The employees whose questionnaires were not returned by the end of this
procedure were considered non-respondents.

After collection of the questionnaires from the participants in each bank, Cronbach’s Alpha
Reliability Coefficient was conducted, using the SPSS programme, to test reliability. The
calculated coefficients were 0.823 for involvement, 0.808 for consistency, 0.731 for adaptability,
0.876 for mission, and 0.882 for effectiveness measures, which suggests strong positive
item-homogeneity in this measuring instrument. This was significant as an indication of test
reliability.

Denison’s Organisational Culture Survey includes the following three sections: Section 1 –
Biographical Questionnaire; Section 2 – Organisational Culture Questionnaire; and Section 3 –
Organisational Effectiveness Questionnaire. Each section is explained below:
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Biographical section
The biographical questionnaire includes the following two questions, which relate to personal
information: ‘‘At which bank are you employed?’’ and ‘‘Which position do you hold at the bank?’’
The biographical questionnaire was used to confirm the respondents’ job positions, and all
respondents named the bank at which they were employed.

Organisational culture section
The second section of the questionnaire is designed to measure the four existing critical
organisational culture traits: adaptability, consistency, involvement and mission. Each cultural trait
is further subdivided into three indices that manifest that particular cultural trait. Five questions
are used to measure each culture index. The culture survey includes 60 questions, each with a
five-point Likert scale with response categories ranging from 1 to 5, representing ‘‘strongly
disagree’’, ‘‘agree’’, ‘‘neutral’’, ‘‘disagree’’ and ‘‘strongly agree’’ respectively. (The Likert scale is
named after Rensis Likert, who published a report (1932) describing its use. Provision N/A stands
for a not-applicable response).

The results of this culture survey provide the basic cultural characteristics of the organisation. It
makes it possible for an individual company to be compared with the best-performing as well as
the worst-performing companies. The results of the survey reflect not only the difference in culture
between company A and company B, but also indicate how each company measures up against the
optimal business cultures of the highest-performing organisations.

Thirty-six statements were used to measure the different culture indices. Denison and Fey’s
(2003:702–703) research also applied the same 36 statements in their organisational culture study
in Russia. The selected 36 statements are regarded as appropriate and sufficient to identify and
record the characteristics of organisational culture, and are reproduced in Appendix 2.

Organisational effectiveness section
Denison and Mishra (1995) measured organisational effectiveness subjectively with the use of
seven questions, which measured the following dimensions: overall performance; market share;
sales/revenue growth; profitability/return on investment; employee satisfaction; quality of prod-
ucts and services; and new product development. The responses to the seven questions were also
scaled using a five-point Likert type rating scale with items ranging from 1 to 5 representing ‘‘low
performer’’, ‘‘below average’’, ‘‘average’’, ‘‘above average’’ and ‘‘high performer’’ respectively.
The seven subjective effectiveness measuring criteria were seen as a set of operational norms that
could reflect organisational business outcomes.

Previous empirical studies provided a good precedent for subjective effectiveness measurement
to assess the relationship between organisational culture and effectiveness (Delaney & Huselid,
1996; Denison & Mishra, 1995; Denison & Fey, 2003). As stated above, subjective measures of
organisational effectiveness are cost effective because such performance data can be collected
through questionnaires or interview surveys that simultaneously elicit information on practices. It
is also important to recognise that subjective measures, in practice, have tended to focus on overall
performance, whereas objective measurement has typically used more specific financial indicators
(Wall, Michie, Patterson, Wood, Sheehan, Clegg & West, 2004). This is a good reason why
subjective measures of organisational effectiveness have been and will continue to be employed
(Wall et al., 2004).

RESULTS

Organisational culture
In order to assess the current culture characteristics for the Western Cape banking industry, the
mean scores for the four cultural traits of mission, involvement, consistency and adaptability were
calculated. They are graphically presented in Figure 2.
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Figure 2 Mean scores on the four culture traits for the Western Cape banking industry

As shown in Figure 2, the mean scores for the four culture traits for the Western Cape banking
industry range between 4.00 and 4.29. The mean score for mission was 4.29, with 4.19 for
involvement, 4.05 for consistency, and 4.00 for adaptability. The mean score for mission is
relatively higher than the mean scores for the other three culture traits. The ANOVA results
demonstrated that the differences in the scores for the four culture traits are not statistically
significant. (ANOVA is a statistical method for interpreting the mean scores.)

Organisational effectiveness
The results of the employees’ perceptions regarding the different aspects of organisational
effectiveness are reported in this section. The level of effectiveness is indicated by the rating range
of 0 to 5, with 5 indicating the highest-level score.

The mean scores for each aspect of the effectiveness measure for the Western Cape banking
industry are summarised in Figure 3.

4.35

4.36

4.42

4.45

4.47

4.54

0.00 1.00 2.00 3.00 4.00 5.00

Employee satisfaction

Overall organisation performance

New product development

Market share

Quality of products or services

Profitability/ROA

Sales/revenue growth

3.76

Figure 3 Mean score for each aspect of the effectiveness measure for the Western Cape banking
industry

As illustrated in Figure 3, the mean scores for most aspects of the effectiveness measure are higher
than 4.0. The only effectiveness aspect that scored lower than 4.0 is employee satisfaction. The
ANOVA results demonstrate that the scored differences among the 12 culture indices are not
statistically significant.

Organisational culture and effectiveness
The results for the correlation coefficients between four culture traits and seven subjective
effectiveness measures are reported in Appendix 3.
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As shown in Appendix 3 (row 2), the culture trait of involvement shows a positive impact on
seven effectiveness measures. There is a significant positive correlation between involvement and
employee satisfaction (r = 0.89, p-value = 0.02), with high levels of employee involvement in the
management process associated with higher levels of employee satisfaction. There is also a
significant positive correlation between involvement and profitability/ROA (r = 0.81, p-value =
0.05), with a high level of employee involvement in management processes associated with higher
levels of profitability/ROA. Involvement also shows a high level of impact on overall performance
(r = 0.75). In addition, involvement shows moderate correlations with quality of products/services
(r = 0.69), market share (r = 0.65), sales/revenue growth (r = 0.61), and overall organisational
performance (r = 0.44). The subjective measure of new product development is impacted by
involvement at a relatively low level (r = 0.37).

Correlations with the different effectiveness measures for the culture trait of consistency (row 4)
are relatively lower than the results of involvement, with ‘‘r’’ ranging from −0.05 to 0.76.
Consistent with the culture trait of involvement, different organisational effectiveness measures
were also impacted by consistency at different levels.

For the culture trait of adaptability (row 6), a high correlation with new product development
(r = 0.78) and a moderate correlation with quality of products/services (r = 0.68), market share (r =
0.67) and sales/revenue growth (r = 0.57) is shown. The subjective measure of profitability/ROA
is impacted by adaptability at a low level (r = 0.33). Adaptability, however, seems to have an
impact on employee satisfaction (r = 0.03) and overall performance (r = −0.03).

For the culture trait of mission (row 8), all the correlation coefficients are negative, with the
exception of new product development (r = 0.20). The different organisational effectiveness
measures were also impacted on by mission at various levels.

However, Appendix 3 shows that, with exception of the correlation between involvement and
employee satisfaction, none of the other correlations have p-values lower than 0.05, and so none
of the correlation coefficients are statistically significant at the 0.05 level.

The above results give rise to the following findings: Organisations in which members
experience culture traits to a greater degree are likely to be more effective than those organisations
where members experience culture traits to a lesser degree. However, the majority of the
relationships are not statistically significant.

In addition, the results also indicate that the culture trait of involvement seems to be the most
important determinant of effectiveness in the context of the banking industry in the Western Cape.
Mission is the organisational cultural trait with the least associations with organisational
effectiveness and even suggests negative impact.

The relationships between overall performance and organisational culture traits furthermore
cannot be justified by this study. The other six aspects of the effectiveness measure are moderately
impacted by the organisational traits.

Organisational culture indices and effectiveness
The correlation coefficients between the 12 culture indices and seven subjective effectiveness
measures are presented in Appendix 4.

In total, 84 correlation coefficients were calculated to identify the impact of the 12 culture
indices on the different aspects of the effectiveness measure. Out of the total of 84 correlation
coefficients, 53 were positive and the remaining 31 negative. None of the negative correlations
were statistically significant and only eight positive relationships were statistically significant with
a p-value less than 0.05. All others p-values were higher than 0.05.

As shown in Appendix 4, the different culture indices also showed different levels of impact on
the seven subjective effectiveness measures. The culture index of empowerment had the strongest
positive impact on the different effectiveness measures. Four out of seven correlation coefficients
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were statistically significant at the 0.05 level. This result seems to suggest that the success of an
organisation in the Western Cape banking industry is driven by the concern to empower
employees. The culture index of creating change also shows a high positive impact on the different
aspects of organisational effectiveness (average r = 0.80). Consistent with the culture index of
empowerment, four out of seven correlations were statistically significant (with a p-value less than
0.05).

Organisational culture traits and overall organisational performance
The results of the culture traits’ correlation coefficients with all the aspects of the subjective
effectiveness measure are summarised in Appendix 5. The culture traits of involvement,
consistency and adaptability show a positive impact on the organisational performance, with ‘‘r’’
ranging from 0.471 to 0.767. The culture traits of involvement (r = 0.767) show the highest level
of impact on organisational effectiveness. Both adaptability (r = 0.504) and consistency (0.471)
show moderate correlation with organisational performance. However, the culture trait of mission
shows a relatively low negative correlation, with organisational performance at −0.283. The
p-values demonstrate that none of the correlation coefficients are significant at the 0.05 level.

DISCUSSION

Organisational culture has been assumed to have important implications, not only for the
individual’s affective reactions to organisational life, but also for organisational effectiveness
(Schein, 1990; Gordon & DiTomaso, 1992; Denison & Mishra, 1989, 1995; Denison & Fey,
2003). This study has investigated the relationship between organisational culture and effective-
ness within the Western Cape banking industry.

SUMMARY OF FINDINGS

The finding that Denison’s four organisational culture traits positively influence organisational
effectiveness is supported by several previous research studies (Denison & Mishra, 1995; Denison
& Fey, 2003; Denison, Haaland & Goelzer, 2003; Coffey, 2003).

Denison and Mishra (1995) provided empirical evidence of the positive relationships between
the culture traits and effectiveness on the basis of a culture survey conducted in the US. Denison
and Fey (2003) provided evidence in their Russian study. Denison, Haaland and Goelzer (2003)
furthermore provided evidence in the instance of three regions, namely North America, Asia and
Europe-Mid-East-Africa. Coffey (2003) confirmed the importance of organisational culture in
determining organisational success in public-sector housing construction in Hong Kong.

However, in the current study, most of the statistical test results cannot confirm these positive
relationships between organisational culture and effectiveness as these were not statistically
significant. This could possibly be explained as being due to the limited sample used in the present
study.

As suggested by Pallant (2005:127), determining of significance of ‘‘r’’ is a ‘‘very messy area,
and should be treated cautiously. The significance of r is strongly influenced by the size of the
sample. In a small sample (e.g. N = 30), you may have moderate correlation that does not reach
statistical significance at the traditional p < 0.05 level. In large samples (N = 100+), However, very
small correlations may be statistically significant’’.

Denison, Haaland and Goelzer (2003:220) have also pointed out limitations due to sample size
in their Asian study, saying that ‘‘the small sample that is available shows the same pattern of
results as the larger sample, but statistical significance is very low, and thus our confidence in
these findings is compromised’’.

The research pointed to involvement and adaptability as the relatively important influential
culture traits in determining effectiveness in the context of the Western Cape banking industry.
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This finding is consistent with the findings of Denison and Fey’s (2003) study in the context of
Russia, where they (Denison & Fey, 2003:701) found that adaptability and involvement seemed to
be the most important determinants of effectiveness. However, in contrast to the current study and
Denison and Fey’s Russian study, mission is identified as the organisational culture trait most
highly associated with effectiveness in the US. With regard to the difference between Russia and
the US, Denison and Fey (2003:701) interpreted this as due to differences in the economic
environments of these two countries.

The economic environment is turbulent and unpredictable in Russia, so the ability to adapt to
the changing environment is more important for companies. In contrast, the economic environ-
ment is more stable in the US, where mission appears to take on much greater importance. The
above interpretation for Russia may apply in the current study, since South Africa is one of the
countries experiencing a lot of change with regard to the economy and society. To this can be
added that Coffey (2003:7) also found the culture traits of adaptability to have the strongest
correlation with effectiveness in the context of Hong Kong.

Another interesting finding is that the culture index of empowerment showed the strongest
correlation with effectiveness, especially with four out of seven correlation coefficients confirmed
as statistically significant (sales/revenue growth, market share, profitability, and quality of
products or services). The employees in the organisation with high levels of empowerment have
the authority, initiative and ability to manage their own work (Denison, Haaland & Goelzer,
2003:208). This helps them to develop a sense of ownership and responsibility toward the
organisation. In the context of South Africa, empowering employees with authority is one of the
most important factors for an organisation’s success. At the present time, human capital is
becoming one of the most important resources of a company, so, if an organisation could empower
its people, the employees will look after their organisations as their own. This kind of organisation
will operate more efficiently. It will more easily gain competitive advantage and improve
performance.

All in all, it is evident from the present study that organisational culture may indeed have a
positive impact on organisational effectiveness. The present research discovered that there is a
positive relationship between organisational culture and effectiveness in the Western Cape
banking industry. Hence, the stronger the organisational culture, the greater the level of
organisational effectiveness. The banking industry is an increasingly competitive environment and
is therefore under constant pressure to manage its costs and to retain its employees. A
well-conceived and well-managed organisational culture, closely linked to organisation success,
can also mean the difference between success and failure in the present demanding environment.

MANAGERIAL IMPLICATIONS

The results of this study have important implications for the management of the Western Cape
banking industry and other banks in the South African banking industry.

The results of the study suggest that management should realise the importance of organisa-
tional culture to the success of their organisation. They need to develop a better understanding of
organisational culture concepts and should try to build a stronger organisational culture, which, in
turn, would improve organisational performance and create a competitive advantage for their
companies. The following specific recommendations should be considered:
6 Firstly, performing an organisational culture evaluation using the same organisational culture

survey to track progress should be an annual exercise.
6 Adding more qualitative analysis to the study, for instance by including a comments and

suggestions section to the questionnaire and interviewing employees, should be considered
subsequently. This would help to understand organisational culture at a deeper level.
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6 In addition, implementing organisational culture development programmes at all levels in
order to help employees to develop a better understanding of the importance of organisational
culture and to foster a cohesive organisational culture would be of value.

RECOMMENDATIONS FOR FUTURE RESEARCH

In order to avoid the effect of under-representativeness and the consequent lack of significance
derived from too small a sample, future studies should increase the size of the sample and include
employees from different levels, if time and resources allow.

In the present study, only subjective measures were used as indicators of effectiveness and had
their relationships examined against Denison’s view of organisational culture. In the literature
review, however, various views on the measurement of organisational culture and effectiveness
were identified, and the use of objective measures was mentioned. Future studies could alternate
some objective measures of organisational effectiveness and the different organisational culture
concepts that were introduced.

In addition, future studies could incorporate qualitative research in order to understand
organisational culture at a deeper level, seeing that the present study only used quantitative
research methodology. The combination of quantitative and qualitative studies would help to
create a better and deeper understanding of culture within organisations.

Furthermore, this study focused only on the Western Cape banking industry, therefore the
results cannot be generalised to the national level. A future study on a larger institutional sample
that includes a variety of organisations in different industries would provide more insight about the
country’s culture and its relationship to organisational performance. This could then be compared
with the results of empirical studies in other countries.
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Appendix 1 Total assets percentage of individual bank

Bank Total assets (R million) Percentage of the total assets
Standard Bank 968 991 41%

ABSA 495 112 21%

FNB 442 388 19%

Nedbank 424 912 18%

African Bank 8 163 0.4%

Capitec Bank 125.1 0.01%

Source: Bank annual report, 2006

Appendix 2 Items and indexes for each trait

In this organisation . . .
1 2 3 4 5

N/AStrongly
disagree Disagree Neutral Agree Strongly

agree
Empowerment
1. Decisions are usually made at the
level where the best information is
available

2. Information is widely shared so that
everyone can get the information he or
she needs when it’s needed

3. Everyone believes that he or she can
have a positive impact

Team orientation
4. Working in this organisation is like
being part of a team

5. This organisation relies on horizontal
control and coordination to get work
done rather than hierarchy

6. Teams are the primary building
blocks of this organisation

Capability development
7. The organisation is constantly
improving compared with its competi-
tors in many dimensions

8. This organisation continuous invests
in the skill of employees

9. The capability of people in this
organisation is viewed as an important
source of competitive advantage

Core values
10. The leaders and managers follow
the guidelines that they set for the rest
of the organisation

11. There is a clear and consistent set
of values in this organisation that gov-
erns the way we do business

12. This organisation has an ethical
code that guides our behaviour and tells
us right from wrong

13. When disagreements occur, we
work hard to achieve solutions that
benefit both parties in the disagreement

14. It is easy to reach consensus, even
on difficult issues
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15. We often have trouble reaching
agreement on key issues

Coordination and integration
16. People from different organisational
units still share a common perspective

17. It is easy to coordinate projects
across functional units in this organisa-
tion

18. There is good alignment of goals
across levels of this organisation

Creating change
19. This organisation is very responsive
and changes easily

20. This organisation responds well to
competitors and other changes in the
business environment

21. This organisation continually adopts
new and improved ways to do work

Customer focus
22. Customer comments and recom-
mendations often lead to changes in
this organisation

23. Customer input directly influences
our decisions

24. The interests of the final customer
often get ignored in our decisions

Organisational learning
25. We view failure as an opportunity
for learning and improvement

26. This organisation encourages and
rewards those who take risk

27. We make certain that we coordinate
our actions and efforts between differ-
ent units in this organisation

Strategic direction and intent
28. This organisation has long-term
purpose and direction

29. This organisation has a clear mis-
sion that gives meaning and direction to
our work

30. This organisation has a clear strat-
egy for the future

Goals and objectives
31. There is widespread agreement
about goals of this organisation

32. Leaders of this organisation set
goals that are ambitious, but realistic

33. The leadership has clearly stated
the objectives we are trying to meet

Vision
34. We have a shared vision of what
this organisation will be like in the future

35. Leaders of this organisation have a
long-term orientation

36. Our vision creates excitement and
motivation for our employees
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Organisational performance
The following set of questions asks about the performance of your organisation. Compared to companies like yours, how would you
assess your organisation’s performance in the following areas?

1 2 3 4 5
Do not
knowLow

performer
Below

average Average Above
average

High
performer

Sales/revenue growth

Market share

Profitability/ROA

Quality of products or services

New product development

Employee satisfaction

Overall organisation performance

Appendix 3 Correlations between culture trait and organisational effectiveness
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Involvement Pearson r 0.61 0.65 0.81* 0.69 0.37 0.89* 0.75

p-value 0.20 0.16 0.05 0.13 0.48 0.02 0.09

Consistency Pearson r 0.50 0.52 0.35 0.68 0.76 0.10 −0.05

p-value 0.31 0.29 0.49 0.14 0.08 0.85 0.93

Adaptability Pearson r 0.57 0.67 0.33 0.68 0.78 0.03 −0.03

p-value 0.24 0.15 0.52 0.14 0.07 0.96 0.96

Mission Pearson r −0.12 –0.20 −0.35 −0.09 0.20 −0.65 −0.58

p-value 0.82 0.71 0.49 0.87 0.71 0.16 0.23

* Correlation is significant at the 0.05 level (two-tailed)

Appendix 4 Correlations between culture indices and effectiveness
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Empowerment Pearson r 0.87* 0.91* 0.89* 0.94* 0.74 0.77 0.65

p-value 0.02 0.01 0.02 0.01 0.09 0.07 0.16

Team orientation Pearson r 0.30 0.38 0.63 0.40 −0.01 0.86 0.73

p-value 0.56 0.46 0.18 0.43 0.99 0.03 0.10

Capability
development

Pearson r 0.48 0.46 0.67 0.52 0.26 0.77 0.65

p-value 0.33 0.36 0.14 0.29 0.63 0.07 0.17

Core values Pearson r 0.55 0.40 0.26 0.49 0.71 −0.14 −0.08

p-value 0.26 0.44 0.61 0.33 0.11 0.80 0.88
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Agreement Pearson r −0.22 −0.19 −0.25 −0.09 −0.02 −0.35 −0.36

p-value 0.67 0.71 0.63 0.86 0.97 0.49 0.49

Coordination &
integration

Pearson r 0.57 0.66 0.54 0.74 0.68 0.48 0.26

p-value 0.23 0.15 0.27 0.09 0.13 0.34 0.62

Creating change Pearson r 0.85* 0.93* 0.84* 0.96* 0.79 0.69 0.56

p-value 0.03 0.01 0.04 0.00 0.06 0.13 0.25

Customer focus Pearson r 0.07 0.07 −0.10 0.04 0.17 −0.36 −0.22

p-value 0.89 0.89 0.84 0.94 0.75 0.48 0.67

Organisational
learning

Pearson r 0.10 0.23 −0.23 0.24 0.54 −0.46 −0.55

p-value 0.86 0.66 0.67 0.65 0.27 0.36 0.26

Strategic direction &
intent

Pearson r −0.27 −0.44 −0.38 −0.40 −0.23 −0.57 −0.36

p-value 0.61 0.39 0.45 0.43 0.67 0.23 0.49

Goals and Objectives Pearson r 0.00 −0.03 −0.17 0.09 0.27 −0.43 −0.41

p-value 1.00 0.96 0.75 0.87 0.61 0.39 0.42

Vision Pearson r −0.01 0.01 −0.31 0.15 0.50 −0.60 −0.68

p-value 0.99 0.98 0.55 0.78 0.32 0.21 0.14

* Correlation is significant at the 0.05 level (two-tailed)

Appendix 5 Correlation coefficients between organisational performance and culture traits
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Organisational effectiveness Pearson r .767 .471 .504 −.283 .673

p-value .075 .346 .308 .587 .143

* Correlation is significant at the 0.05 level (two-tailed)
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TRAINING SALESPEOPLE AT TERTIARY LEVEL
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Faculty of Business at the Cape Peninsula University of Technology.
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Technology.

ABSTRACT
Determining what to include in a sales training programme is an important task for
both practitioners and academics. Practitioners usually design a training programme
using company or industry tradition, personal preferences or biases, and experience.
This haphazard approach frequently results in poor sales training programmes.

Academics, on the other hand, attempt to train students to become salespersons by
emphasising only the theoretical aspects. This article attempts to overcome this
shortcoming by introducing a practical component, a ‘‘sales project’’ that is designed
to equip students with the necessary selling skills and real-life sales experience. This
article also serves as basis for future researchers to empirically test the success
achieved by salespersons/students that have been trained by using such a sales training
programme.

INTRODUCTION

The world in which sales managers and their sales forces operate has changed dramatically over
the past ten years.

In the wake of recurrent energy crises, raw material shortages, volatile international currencies
and worldwide recession, companies have had to reshape themselves in order to survive in
markets that have stagnated or all but disappeared.

To provide the resources needed to compete successfully, companies have merged, becoming
larger in size but fewer in number. In many markets, companies employ fewer but far more highly
trained and skilled salespeople, capable of selling to more professional, more demanding and
more skilful buyers. In this fight for markets and for sales revenues, the role of the sales force is of
crucial importance.

Rapid advances in computer technology have enabled most routine activities such as enquiry
handling, order taking, processing and recording to be automated where once they were part of the
salesperson’s responsibilities. Paradoxically this has released more time for the sales manager to
manage and the salesperson to sell (Anderson, 1996).

These economic realities are forcing companies to concentrate on the essential training and
development needs of their salespeople.

Throughout the world thousands of men and women are employed in selling products, services
or ideas. Some have been trained in the art of selling. Far too many have not. Yet, in the highly
competitive environment in which the majority of firms have to sell their products today,
salespeople are often the spearhead of a company’s total marketing efforts. They carry the main
responsibility for getting through to the customer and securing the order, and vast financial
resources are committed by commercial enterprises on the assumption that they will succeed in
doing so.

Selling, a developed social skill upon which so much employment and prosperity depends, can
and does fluctuate violently in quality and effectiveness, and therefore in the tangible results it
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produces. The training and development of the sales force on a day-to-day basis should be the key
task of the sales manager, and therefore – in the tertiary education sector – of the lecturer.

Although research in sales management training generally has been sparse, conceptual and
empirical literature in many areas of sales management has appeared recently. One topic in sales
management that has hardly been examined, however, is sales training. Despite the large amount
of money being spent annually by firms to train their sales personnel, as well as the purported
impact sales training has on a sales force, few research efforts have examined sales training from
an empirical perspective. The paucity of empirical research on sales training has probably resulted
in practitioners designing and implementing less effective sales training programmes than they
would if such research existed. In addition, the lack of academic interest in sales training has
resulted in academics failing to develop a ‘‘theory’’ of sales training. Much additional empirical
work and theory building are necessary to overcome these two problems (Wilson, 1995)

This paper focuses on part of the sales training process. In particular, the emphasis is on the
inclusion of a practical component in a selling skills sales training programme (i.e. a ‘‘how to sell’’
or salesmanship sales training programme) at a tertiary educational institution.

SALES TRAINING DEFINED
Sales training is frequently suggested as a means to increase sales force productivity, improve the
communications inside and outside the organisation, reduce inter- and intra-departmental
misunderstandings, improve supervision and administration, enrich sales force morale, reduce
turnover and absenteeism, and decrease selling costs. Such results should lead to a satisfied,
motivated and efficient sales force and, in turn, enhance the overall competence of a sales
organisation (Sohi, 1999).

IMPORTANCE OF SALES TRAINING
Salesmanship – the art of persuading people to buy products, services or ideas – is as old as the
history of mankind. What is constantly changing is the marketplace in which salespeople and the
companies employing them operate. Selling is like art – it mirrors the age in which it is practised.
Historically, salespeople were employed to sell the products or services that companies decided to
supply. This production-minded approach was only successful while the entrepreneurs who
created the products did not have too many competitors or while products were in short supply
(Brooksbank, 1995).

Today this is no longer true. The development of the marketing concept has produced the
greatest and most marked change in the attitudes of manufacturers and those who sell their wares
to their greatest assets – their customers and potential customers. Most of the products and
services needed have become plentiful in supply, often outstripping the demand for them.
Competition has not only become acute and ruthless between companies but it has intensified.

The secret of survival – let alone of success – in business has turned from the manufacture of
products as such to the prediction of what people need and will want to buy. Thus, the
development of the marketing concept has led to the need to find out what people want and then
produce it rather than the traditional approach of producing products and then trying to sell them.
This approach, by no means new, recognises that customers create a business and that satisfied
customers are the cornerstone of its continued existence.

New products, new technology and new techniques mean that salespeople must be creative in
their selling rather than just reacting to customers and their needs. People’s needs do not change,
but the means of satisfying them do. Salespeople must thus be trained, motivated and controlled in
such a way that they become more skilled in identifying and satisfying customers’ needs faithfully,
efficiently and constantly (Wilson, 1995).

THE NATURE OF SALESMANSHIP
It is crucial that salespeople know how to sell. If they are armed with only product, market and
company knowledge, they may still lack the ingredient necessary to utilise this knowledge to
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make a sale. If they do not know how to approach a customer, overcome objections and point out
product benefits, the product, market and company knowledge will be of little value to them.
Consequently, possessing salesmanship principles and being able to use them effectively should
enable salespeople to execute their selling tasks successfully.

Salesmanship is the ability to interpret product and service features in terms of benefits and
advantages to buyers, and to persuade and motivate them to buy the right kind and quality of
product.

Teaching salespeople the principles of salesmanship may entail instructing them on such selling
tasks as how to engage in fact finding, handle customer objections and consummate the sale.
When teaching salesmanship principles, one is actually teaching the activities in which a
salesperson may engage while attempting to make a sale. These activities may be referred to as the
Personal Selling Process (Wilson, 1995).

The Personal Selling Process consists of a set of seven steps the salesperson ideally goes
through to make a sale. Engaging in these steps entails practising salesmanship.

The Personal Selling Process
Numerous writers have suggested what the Personal Selling Process involves. Although they all
tend to have their own way of stating and describing the steps in the Personal Selling Process, the
literature seems to suggest that there are seven basic steps in this process.

The seven steps are: prospecting for customers, the pre-approach, the approach, the presenta-
tion, handling objections, the close and after-sale follow-up (Marks, 1997). These steps will now
be briefly discussed.

Step 1: Prospecting
This step involves searching for and identifying potential buyers that qualify as prospects. To
qualify as a prospect, potential buyers must have the need, willingness, ability and authority to
buy. Prospects not possessing all four characteristics are probably not viable customers and should
not be pursued by salespeople. The emphasis is on salespeople receiving a steady flow of names
on whom they may call. Such a list may be derived from various sources. It is also not unusual for
salespeople to cold canvass – that is, to make sales calls with no advance knowledge of the
prospect. The main reason for locating and prospecting for customers is to minimise the time spent
on poor prospects, and maximise the time spent in front of a ‘‘legitimate’’ prospect: The methods
used in locating and prospecting for customers should be taught in a sales training programme, so
that salespeople can learn to use their time efficiently (Marks, 1997).

Step 2: The pre-approach
Formally, the pre-approach includes all those activities that precede actual personal contact, and
that provide personal and business information about the prospect. It is difficult to distinguish
when prospecting ends and when the pre-approach begins. Often they occur simultaneously.
Basically, the pre-approach seeks to obtain information in depth about prospects as individuals, as
well as about their companies, along with any other factors likely to affect the sale (Marks, 1997).
Three basic reasons for engaging in the pre-approach are as follows:
6 Information is provided that can increase the confidence of salespeople. Armed with specific

prospect information, they should be more able to handle whatever arises during the sale
6 Salespeople must be convinced of the feasibility of a particular customer and the fact that

they are rendering the customer a service. The pre-approach can provide the information
necessary for these convictions to be felt

6 The information acquired in the pre-approach should help salespeople answer the prospect’s
objections

To assist salespeople in making more effective sales calls, the methods used in the pre-approach
should be presented in a sales training programme.
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Step 3: The approach
The approach is the first time the salesperson and the prospect come into actual contact with one
another. For this reason, many experts call it the most important 30 seconds in the selling process.
At this time, salespeople must establish rapport and attract the prospect’s attention. If they fail to
do so, the rest of the presentation may well be for nothing. The information acquired in the
pre-approach should help the salesperson make an effective approach.

Numerous techniques have been developed to attract the prospect’s undivided attention. In
interactive selling, the basic way of doing so is by getting the prospect to participate in the
opening.
If the salesperson has the prospect’s attention and interest, the transition to the presentation step
should go smoothly – the prospect would barely be aware of the change from the approach to the
presentation. Because it is imperative for salespeople to obtain the customer’s attention and
interest, they should be taught the methods useful in making an effective approach to the prospect
(Marks, 1997).

Step 4: The sales presentation
The presentation is the main body of the sale where the salesperson presents his product,
demonstrates its strengths and explains what it will do for the prospect. The salesperson attempts
to secure the prospect’s desire and conviction by showing how the product can satisfy his or her
needs.

Salespeople must highlight the product benefits – not product features – so that prospects can
use their own frame of reference to determine how the product is suited for them. This should lead
to their having a clearer understanding of the product, which in turn should lead to greater
confidence in the product. The presentation, then, is a means to arouse the desire of prospects, and
secure their conviction by presenting the product and helping them visualise the salesperson’s
proposition (Brooksbank, 2000).

Step 5: Handling objections
In this step the salesperson attempts to overcome a prospect’s unwillingness to make the purchase.
Although objections superficially appear to voice opposition to buying, in fact they should be
treated as signposts to the final sale. The basic task of salespeople is to prepare to answer
objections before they arise. By anticipating objections, salespeople can have answers ready when
they arise. This preparation provides salespeople with the confidence of knowing that they can
handle almost any situation. It is thus of the great importance that salespeople learn how to handle
sales resistance (Marks, 1997).

Step 6: The close
This step involves the salesperson securing action by asking for the order. The step entails the
salesperson inducing the customer to buy by taking the initiative to close the sale. One might think
closing the sale would be rather perfunctory. This can, however, be troublesome for a salesperson.
Various reasons are given for a salesperson’s failure to close a sale.

According to Lilienthal (2000) the four most common reasons are as follows:
6 Fear of failure: the salesperson is afraid to ask for the order for fear that the prospect will say

‘‘no.’’
6 Misperception of customer’s needs: the salesperson has inaccurately assessed the prospect’s

needs, and has recommended a product that will not solve the prospect’s problems.
Ineptness: the salesperson may be too busy handling objections to close the sale.
6 Cultural taboos: people have been raised with the idea that it is wrong to ask for money,

which is what salespeople must do when they ask for the order.

Despite its routine appearance, effectively closing a sale is fraught with problems. As a result, a
salesperson should be taught ‘‘when and how to close and how to continue if the attempt does not
work’’ (Lilienthal, 2000).

Training salespeople at tertiary level 21



JOBNAME: JBMD Part1 PAGE: 5 SESS: 6 OUTPUT: Mon Sep 7 15:41:36 2009
/dtp22/juta/academic/JBMD−Vol03−Part01−2009/02article

Step 7: After-sale follow-up
Today’s hypercompetitive environment has forced companies to be more concerned than ever before
about servicing their customers after a sale. Gone are the days when the major concern was simply
selling. Some salespeople feel that it is only after they receive an order that the real selling job begins.
Many problems or situations related to the sale may arise that require the salesperson’s attention. The
after-sale follow-up step entails the salesperson attending to these after-sale activities.

In this step, the salesperson engages in activities to ensure future sales with the prospect. These
activities may include reassuring prospects of the correctness of their decision, answering all their
questions, being present for delivery of the merchandise, and installing the purchased product. An
attempt must be made to ensure customers’ continued satisfaction because future repeat business
may not be forthcoming if they become dissatisfied with their purchase. Every attempt should be
made by the salespeople to keep customers satisfied, and training them on post-sale follow-up
activities is imperative (Marks, 1997).

Summary of the Personal Selling Process
The Personal Selling Process is a conceptual presentation of the activities which a salesperson
should utilise when making a sale. It places these sales activities in a succinct, understandable
guideline, which should be relatively easy to present to sales trainees, as well as to facilitate sales
training programme design and implementation. Although the Personal Selling Process is useful,
it has one major weakness – the entire process does not apply in all selling situations. In other
words, not all selling situations or sales jobs require the salesperson to pass through all seven steps
when making a sale; some steps may be omitted while others may be emphasised. Consequently,
the way in which the Personal Selling Process is utilised in a given training programme can vary in
terms of the selling environment in which sales trainees find themselves (Weitz & Bradford, 1999).

FOCUS OF THE PAPER

This paper analyses the application of the Personal Selling Process in a sales training context. The
emphasis is on the application of the theory of the Personal Selling Process in field sales.

As sales training normally takes place on the job, theoretical training at a tertiary institution is
lacking in the sense that the transference of the theory to practice cannot be achieved without a
practical component (Bobbitt, 2000).

This practical component or ‘‘sales project’’ provides students with real-life experience of
selling, thus making them aware of the realities of selling. Although theory provides them with
knowledge, the practical component will help to:
6 Identify the strong and weak points in student skills and abilities, or makeup;
6 Acquire the relevant skills;
6 Acquire relevant sales experience; and
6 Build a future prospect base (client database).

SKILLS DEVELOPMENT

There are four classic stages to learning a skill. These are shown in Table1.

Table 1 Skills development

Stage Description
1 Unconsciously unable Trainee does not think about skills

2 Consciously unable Trainee reads about skills but cannot carry them out in practice

3 Consciously able Trainee knows what to do and is reasonably proficient in individual skills but has difficulty putting
them all into practice together

4 Unconsciously able Trainee can perform the tasks without thinking about it; skills become automatic

Source: Jobber & Lancaster, 2000:325
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The first stage defines the situation before trainees/students decide to enter a career in selling.
They are unable to carry out the skills and have not even thought about them. By reading or being
told about the skills involved, they reach the stage of being consciously unable. They know what
they are supposed to do but cannot successfully perform any of the skills (Jobber & Lancaster,
2000).

At the next stage (consciously able), trainees not only know what to do but also are reasonably
proficient at putting the skills into practice individually. They may be able to make a presentation
successfully, to handle objections and to close a sale, but they may be hopelessly adrift when they
need to handle objections and continue making the presentation while looking for signs to close
the sale.

A successful training programme takes trainees through this difficult barrier to the final stage
(unconsciously able) when they can perform all of the skills at once and have the ability to think a
stage in advance so that they have control of the selling situation. Salespeople can open the
interview, moving through the stages of need satisfaction, presentation and handling objections in
a natural manner and altering their approach as situations demand, before choosing the right
moment and most appropriate technique to close the sale (Jobber & Lancaster, 2000).

TRAINING METHODS
Good training involves a variety of approaches and methodologies. Training is a progression – a
process of building up layers on foundations. Trainees might obtain the information through
lectures and observe a variety of methods, incorporating them through personal involvement.

The lecture
This method is useful in giving information and providing a frame of reference to aid the learning
process. The lecture should be supported by the use of visual aids, for example professionally
produced overhead projector transparencies. Trainees should be encouraged to participate so that
the communication is not just one way. Discussion stimulates interest and allows misunderstand-
ings to be identified and dealt with (Jackson & Hisrich, 1996).

Videos
Videos are a useful supplement to the lecture in giving information and showing how a skill
should be performed. They add an extra dimension to a lecture by demonstrating how the
principles can be applied in a selling situation. In terms of the stages of learning skills, lectures
and videos take trainees up to the point of being consciously unable. They will show what they are
required to do, but they will lack the experience to put the theory into practice successfully (Jobber
& Lancaster, 2000).

Role playing
This learning method moves the trainee into the stage of being consciously able to perform a skill.
It allows trainees to learn by their own successes and failures in a buyer–seller situation. Feedback
is provided by other group members, by the sales trainer and by audio-visual means.
Seeing oneself perform is an enlightening and rewarding experience, and can demonstrate to
trainees the points raised by other members of the group. Playback allows trainees to see the
situation through the eyes of a third person, and problems are more easily recognised and accepted
(Jackson & Hisrich, 1996).

Although some critics are of the opinion that trainees do not take role playing seriously enough
and that by its very nature it is not totally realistic, its main value is in teaching inexperienced
salespeople the basic skills of selling in a less-threatening environment than real selling.

Case studies
Case studies are particularly appropriate for developing analytical skills. Trainees are asked to
analyse situations, identify problems and opportunities, and make recommendations for dealing
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with them. They can be used, for example, in setting call objectives. A history of a buyer–seller
relationship is given, and trainees are asked to develop a set of sensible objectives for their next
visit to prospective clients (Jobber & Lancaster, 2000.

On-the-job training
It is essential that initial training given to trainees is reinforced by on-the-job training. The
experience gained by real-life selling situations plus the evaluation and feedback provided by the
sales trainer should mean that trainees/students move solidly into the final stage of the learning
skills process – unconsciously able – by doing the right things automatically. Although
‘‘unconsciously able’’ is the final stage in the learning process, it does not describe a finite position
beyond which improvement cannot take place. Field training is designed to improve the
performance of the experienced as well as the newer salesperson. In order to do this the sales
trainer needs to do the following:
6 Analyse each trainee’s performance.
6 Identify strengths and weaknesses.
6 Gain agreement with the trainee that a weakness exists.
6 Teach the trainee how to overcome the weaknesses.
6 Monitor progress to check that an improvement has been realised.

TRAINING OF SALESPEOPLE AT THE CAPE PENINSULA UNIVERSITY OF
TECHNOLOGY

Selling skills, like any other skill, can best be learned through an interactive process. The more
trainees are given the chance to employ the concept in the training setting, the better they will be
able to employ it in the field.

At the CPUT we endeavor to achieve this by exposing the student to the real-life selling
situation. Students who enroll for the national diploma course in Management, Marketing or
Retail Business Management do the subject Personal Selling as part of their course. Although the
syllabus is the same as the one prescribed by all UTOs, the difference lies in the structure of the
final marks for the subject: 50% on theory and 50% on the practical sales project. Students are
evaluated on both the theoretical and practical components of the course. The theory mark is
determined by their participation in formal tests, case studies, role-play sessions and sales
meetings. The practical mark is determined by their participation in the practical sales project and
is based on sales volume.

The practical sales project was introduced initially at the Cape Technikon and now CPUT 15
years ago with the primary objective of providing students with practical exposure. The project
started off on a small scale, with only a few students and limited products. At present it has grown
into a reasonably large project with approximately 400 students participating and an annual
turnover of roughly R500 000. Because of the magnitude of the project we have entered into an
agreement with a private company who is responsible for the following:
6 The supply of all products;
6 The administration of all transactions (i.e. handling of monies, receipts, breakages, insurance,

pilferage, etc.);
6 The keeping of sales records for purposes of both commission payments and performance

mark allocations;
6 The payment of commissions and incentives and the awarding of prizes; and
6 The handling of all student and client enquiries.

The sales project is a student project in the true sense of the word. It is the students who do the
selling; earn the commissions, incentives and prizes; gain practical experience; and participate in
sales meetings. It is also the student who can benefit from a bursary fund generated by the sales
project through a percentage of turnover paid over annually by the private company.
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Experience and feedback from both students and employers have indicated to us that what we
are attempting at CPUT seems to be successful. To verify this, future researchers can now
empirically test the success achieved by salespeople/students who have been trained using this
sales training programme.

CONCLUSION

In this article an attempt has been made to combine knowledge and skills to equip students/
trainees with an understanding of the role, function, frustrations and joys of selling. Selling
remains the most highly paid and crucial function in the world of business: nothing happens until
something has been sold. No matter how good an idea, concept, product, organisation or even a
person is, unless it is sold properly it is doomed for failure. We believe that combining the
traditional theoretical approach with a hands-on practical sales project will equip our students
even better to achieve success in the field.
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ABSTRACT
The globalisation of business, with the resulting intercultural encounters, calls for a
comprehensive and practical method by which the impact of cultural diversity on
multinational companies can be managed. Limited academic research has been done to
establish a comprehensive guide for management to navigate these fields. This study
explores cultural diversity and the association it has with international business, and
consolidates findings from various authoritative sources to propose a framework for
managing cultural diversity in international joint ventures (IJVs). The purpose of the
framework is for multinational companies to test their diversity management approach
and practices against it, and where required to implement change initiatives to improve
the performance, profitably and return on investment in their IJVs. The framework
consists of 10 criteria for management, which is tested empirically and reported in a
follow-up study.

INTRODUCTION

The rapid pace of technological advancements, increased drive for market globalisation, the
emergence of new markets and the importance for rapid market response, have all contributed to a
considerable increase in the use of international joint ventures (IJVs) by organisations, as a means
of pursuing their strategic intent within multinational contexts (Elashmawi, 1998).

An IJV is defined as a separate legal entity representing the partial holdings of two or more
parent firms in which the head office of at least one is located outside the country of operation of
the joint venture. This new entity is subject to the joint control of its parent organisations, each of
which is economically and legally independent of the other (Petrovic & Kakabadse, 2003:394).

Organisations can no longer expect to provide all the resources and skills required to achieve
their strategic objectives from within their own structure, nor afford to carry all costs and risks
associated with increased size and complexity of their international activities. As a result, IJVs
have become a prevalent mode of entry into global markets, and have been a dominant entry mode
in most emerging regions (Petrovic & Kakabadse, 2003:394).

As an alternative to wholly owned subsidiaries, organisations commonly use IJVs as strategic
weapons to facilitate global expansion (Pitts & Woodside, 1996). In this regard, Drucker (1995)
suggests that the greatest change in the way business is being conducted is the accelerating growth
of relationships based not on ownership, but on partnership. This is also supported in Trefry and
Vaillant (2002:47), who state that, because of the efforts made for globalisation and geographic
changes, modern organisations have increased the interaction between employees from different
cultural backgrounds, and therefore multicultural organisations will become the norm rather than
the exception.
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There can, therefore, be no discussion of innovation, global markets, foreign subsidiaries or
alliances without a comprehensive discussion of cultural issues related to international business
management.

The cultural mix of IJV partners creates a milieu in which competing understandings arise about
the purpose and function of systems and organisational cultures. Many IJV partners have different
cultures and backgrounds, meaning that they interpret the same terms in different ways (Büchel,
2002; Bamford, Ernst & Fubini, 2004:92). IJVs with specifically shared management, (50/50),
have often been characterised by researchers to be particularly sensitive to cultural differences and
parental tensions (Reyneke, 2006).

IJVs are communication intensive and relationship dependent, and they therefore, cannot
function well if substantial cultural barriers internally divide them. Lack of sufficient communica-
tion and shared information means that much time is wasted in order to arrive at a position of
mutual understanding (Büchel, 2002; Bamford et al., 2004:92, 95). If cultural distance is not
reduced, or at least channelled into a form that avoids conflict, it is likely to give rise to serious
breakdowns in communication of information and integration within international joint ventures
(Green, Hassen, Immelt & Marks, 2003).

Cross-border mergers and international joint ventures create the need for a new type of
manager, one with intercultural management skills in planning; leadership; setting objectives;
delegation of responsibility; judgment and criticism; motivation; problem solving; conflict
resolution; and goal achievement (Reyneke, 2006).

AIM OF THE STUDY

Current literature is limited in scope and does not provide a comprehensive framework to be
utilised by organisations in managing cultural diversity in international joint ventures. The
primary aim of the study is to develop such a framework that incorporates recent theory and
research.

Multinational companies can test their diversity management approach and practices against
this framework and, where necessary, implement changes to improve the performance and
increase the lifespan of their IJVs, thus realising a better return on their investments.

INTERNATIONAL JOINT VENTURES

It is evident from the literature that although IJVs are increasing in frequency and strategic
importance, the risk of failure of these ventures are high, and many IJVs perform poorly and fail to
achieve their objectives (Frayne & Geringer, 1992:69). Studies show that most IJVs fail within the
first five to six years of their establishment and that on average they dissolve within six to seven
years (Kogut, 1988; Büchel, 2002).

This is supported by empirical research conducted on 97 Japanese manufacturing joint ventures
established in the US in or before 1980, which revealed that by 1994, 64 had been dissolved
(Hennart & Zeng, 2002). Although reliable figures are difficult to find, it is estimated that
somewhere between 50 and 75% of all IJVs end in failure (Shimin & Russ, 1999). Even if IJVs do
not always fail, estimates of unsatisfactory IJV performance range from 37 to 70% (Geringer,
1991). A study conducted in 1991 among 49 joint ventures found, that only 51% were successful.
In 2001 a second study was conducted among 2000 alliance announcements, and the success rate
still hovered around 53% (Bamford et al., 2004:91).

In theory, IJVs do not seem to be too complicated. Decisions are made and contracts drawn up,
but basically they are just about two or more organisations pooling their expertise for mutually
beneficial outcomes (Reyneke, 2006).

A number of researchers have investigated IJV successes and failures. Five major critical
success factors have been identified.
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6 Develop clear goals and objectives. While this best practice seems straightforward, it is
often the hardest to achieve. Given different operating frameworks, cultures and even
accounting policies, it is rare that two parties have the same objectives, metrics and definition
of success (Anslinger & Jenk, 2004:19). In a study conducted by the authors, it was found
that the most prevalent cause for joint venture failure was the shift in strategic direction by
one partner.

6 Proper governance system. Hay (1993:238), and Bamford et al. (2004:92) point out that
joint ventures and alliance partners try to anticipate areas of potential misalignment during
the negotiation phase, but many conflicts surface when the partners dig deep into operational
details and start to run the business. Establishing the appropriate governance framework is
critical for clear decision making and operating viability.

6 Lack of dominant management control. In a study conducted by Jagersma (2005), it was
shown that 70% of the IJVs succeeded in realising strategic and financial alliance objectives
when ownership was equally divided, compared with only 35% of those with an uneven
shareholding split. However, even where ownership is equally divided, one partner should be
clearly responsible for the ultimate management control. There were very few instances of a
successful cross-border alliance where management control was shared evenly between the
owners (Jagersma, 2005).

6 Trust and communication. Research revealed that trust is an essential element for the
success of IJVs. Interacting, negotiating and planning an IJV involve the building of trust.
Trust is a key element in structuring and developing any relational exchange. However, trust
in a business context depends on the ability to interpret culturally coded signs. This is
because most organisational decision making, whether it originates from Western or
non-Western stakeholders, is filtered through a set of cultural assumptions (Berell et al.,
2002). If such codes are ignored or misunderstood, trust may be withdrawn. According to
Perks and Sanderson (2000:276), the ability to build and maintain trust with people from
different cultural backgrounds is essential for any IJV success. Managers of IJVs are,
therefore, required to adapt to the local market, and regulatory and fiscal regimes, and to the
cultural system.

6 Conflict between the parent organisations due to cultural differences. Cultural difference
may create ambiguities in the relationship, which may lead to conflict and even dissolution of
the venture. A theme that runs through much of the literature on IJVs is that conflict in
general and cultural conflicts in particular can lead to instability and poor performance.
(Killing 1983; Nam, 1995:554; Darling & Fogliasso, 1999:383; Hennart & Zeng, 2002).

The management of a multicultural workforce is complicated by the following three factors.

6 From technical specialist to manager of people with various functions. Neal (1998:52)
reported on research conducted among management that proved that most managers began
their careers in technical roles in their home countries, but a significant proportion of these
soon went abroad. It emerged that cultural problems in these early foreign assignments had
been slight and had made very little impact on their ability to perform their tasks, mainly
because within multinational companies there is often a high degree of commonality in the
kind of technology utilised in different countries. Therefore, the relative lack of importance
and impact of social elements means that technicians are less prone to the more destructive
effects of cultural difference. However, as time progressed and they took on more managerial
responsibilities, becoming increasingly responsible for managing people, the culture factor
became increasingly important and problematic.

6 Cultural idiosyncrasies. Many of the multinational construction companies working in
developing countries and in the Middle East in particular have been facing serious problems
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managing and carrying out their assignments. Many project managers have returned home
from their Middle East assignments with strange stories about socio-cultural mishaps that
resulted from misinterpretations, frustrations and conflicts (Dadfar & Gustavsson, 1992).

6 Communication. Parent organisations of IJVs that are from different countries will also
often have different mother tongues, and this can be expected to cause communication
difficulties. Verbal communication may suffer from both perceptual and encoding or
decoding gaps. Effective communication between IJV parent organisations is crucial for IJV
management for at least two reasons. First, IJV parent organisations do not usually start their
collaboration with a full understanding of each other’s goals, capabilities and behaviours –
these are revealed when the joint venture starts operating. Failure by parents/partners to
quickly learn about each other may lead to misunderstandings and suspicion, and eventually
to lower commitment, poor economic results and dissolution (Czapleski, Milliman & Taylor,
2002). Second, in most cases, unanticipated events render the initial IJV agreement quickly
obsolete and require it to be renegotiated. To successfully carry out these renegotiations
necessitates effective communication between the parent organisations.

Cultural differences thus pose significant and often insuperable difficulties for managers – those
who through their decisions shape the company and its fortunes (Neal, 1998:53).

The prevalent approach to cultural diversity has had a distinct problem-solving orientation.
Recently much mention has been made of the potential and value that multicultural diversity offers
for organisational effectiveness (Trefry & Vaillant, 2002:49). Managing diversity is about more
than avoiding negative outcomes. Diversity advocates make a strong claim that if managed well,
diversity can be a positive force, spurring creativity, dynamism and excellence; renewing and
refreshing the organisation; and ultimately improving the bottom line (Aronson, 2002:49–50).
Organisations therefore need to move from a problem-solving mindset to one of recognising the
very real opportunities presented by cultural diversity (Trefry & Vaillant, 2002:49).

It is reported by Kirby and Harter (2003:28) that 75% of Fortune 500 companies have already
instituted diversity-training programmes and at least another 8% are in the planning stage, and
smaller companies are also beginning to plan diversity programmes. Managed well, diversity can
be a source of competitive advantage; managed poorly (or simply left to its own devices), a source
of frustration, resentment and even disaster. If there is one consistent message to be gleaned from
the existing research and from the experience of numerous companies, it is that responding
proactively to diversity is not only the right thing to do, it is also the smartest. As Jocelyn Roberts,
the human resource manager for a US-based technology company, noted that they view ‘‘diversity
as something more than a moral imperative or a business necessity’’. Rather, they view diversity
as ‘‘a business opportunity’’.

According to Reyneke (2006), organisational goals and objectives are achieved through more
effective and perceptive strategic planning and global positioning. Through better understanding
of how intercultural issues influence all areas of an organisation, organisations can gain superior
effectiveness in international management, research and development, design, engineering,
marketing, sales, customer service and support, customer relations and overall profitability, and
thus realise an improved return on their investment.

FRAMEWORK FOR MANAGING MULTICULTURALISM

As already mentioned, the purpose of this study is to develop a framework for managing cultural
diversity in IJVs, in order for multinational companies to test their diversity management
approach and practices against it and, where necessary, to implement change initiatives to improve
the performance of their international joint ventures (IJVs). A framework provides a logical
structure for classifying and organising complex information and is a basic conceptual structure
used to solve or address complex issues.
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For the purpose of this study, a framework is defined as a broad organising structure for
essential knowledge and skills in a specific management area, which contains an integrated set of
guidelines designed to assist management to achieve its goals and objectives. It also serves as an
overview, outline or skeleton within which details can be added. A framework functions as a
foundation upon which a company may build its current and future management competencies.

The framework consists of 10 criteria for management, and is described in the appendix at the
end of this article.

Criterion 1: Cultural diversity management plan

Awareness of the cultural distance between the multinational and its IJV partner
The content of cultures within an alliance needs to be assessed with regard to how they differ, and
to what degree, as this will have an impact on the basis of cooperation, the type of alliance a
partner is willing to form, the joint venture strategy and goals. A cultural diversity assessment of
the IJV partner allows for the construction of an organisational diversity profile that identifies the
IJV partner’s most prominent cultural characteristics in terms of its respective scores on
individualism or collectivism, power distance, uncertainty avoidance, masculinity versus feminin-
ity, and long-term or short-term orientation. Each culture has a different impact on people’s
attitudes and behaviour, and an assessment of the practical consequences of each culture forms the
basis for an analysis of the advantages and problems it brings from the standpoint of achieving the
alliance’s objectives. What needs to be ascertained is how pervasive the cultural influence on the
structures of power and authority, control systems and routines is. A similar analysis applies to the
political structures, institutional bodies and their regulations, the routines and rituals, symbols,
historical legends, and so forth, which comprise the surrounding ‘‘web’’ of a national culture.

Follow an integrative approach as far as the different national cultures of the IJV partners
are concerned
This approach is the attempt to integrate partner practices and to derive synergy from this
integration. According to literature, this approach is the most challenging, but also the one likely
to produce most benefit. Synergy aims at achieving the fullest possible fit between cultures. It is
the policy that is best suited to optimising bonding between alliance partners, as well as promoting
learning between them. With synergy, the better elements from each partner’s culture are
combined to bring about an effective management system and deployment of resources.

Ensure support of senior management appointed in the IJV
Without a clearly articulated cultural change vision from senior management, the chances of
implementing cohesive diversity management policies and practices are severely restricted. Lack
of strategic vision causes fragmentation and confusion over new initiatives. Corporate cultural
vision articulated by senior management gives direction to diversity management imperatives.
Performance agreements need to reflect management’s commitment to the drive. Although top
management’s involvement is crucial, it alone is not sufficient. Champions are also needed at
lower level management, especially line managers. Task forces and advisory committees need to
be formed, but it is crucial that a group-wide manager of cultural diversity be appointed and tasked
with overseeing and managing the drive.

Build a ‘‘third culture’’ in IJVs – a unique culture separate from each of the national
cultures of the IJV partners
A corporate culture can be an important resource available to the leaders of organisations. It can
promote social cohesion and act as ‘‘cement’’ that bonds an organisation together. Because a
shared culture encourages people to accept a common goal and to identify with each other, it can
also facilitate the processes of coordination and control within an organisation. By giving the
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members of an organisation common reference points and ways of interpreting reality, a shared
culture can reduce uncertainty and promote consistency of effort.

Implement a process which promotes frequent interaction between the different cultures
of the IJV
One of the salient issues identified by empirical research on what management can do to get
groups with different cultural backgrounds to cooperate – in a process of growing mutual
understanding and synergy in solving daily problems in the work environment – is trust. Trust,
however, is the result of daily interaction and practices. It is embedded in the regime of an
organisation by the management philosophy underlying it and the practices it tends to produce.
There is a general agreement that, in organic regimes, trust is one of the basic principles of
coordination that fosters integration, cooperation and commitment to shared goals. If an
integration process between different people or groups is initiated, people will tend to mould
initial differences into widening perceptions of shared thinking and cooperation. In the expatriate
context, successful adaptation and performance depend on developing trusting relationships with
the IJV partner.

Share the overall diversity management strategy with employees of the IJV
Behavioural and attitudinal change often reflects the vision and strategy of the organisation and its
managers. Awareness of the strategic drive, celebration of differences, the value it contributes to
the IJV and its success at key times can facilitate long-term cultural change. Employees of the IJV
should be aware of the strategic cultural diversity management plan, and understand what
behavioural changes are expected from them. This, in turn, could be perceived by employees of
the IJV partner as an attempt to understand their culture and engage them, and have a positive
influence on the dynamics of the IJV. Furthermore, employees should be made aware of the
dynamics of their interaction and the benefit of disagreeing on approaches and to then collectively
arrive at solutions, along with the other advantages of cultural diversity, such as marketing.

Criterion 2: Cross-cultural leadership and management

Awareness of one’s own cultural-based values and perceptions
Intercultural competence starts with the recognition that one carries particular mental software
because of the way one was brought up, and that others who grew up in different environments
carry different mental software for equally good reasons. Awareness of one’s own perceptions
teaches one to perceive people in their cultural context and to unravel the unconscious knowledge
of their own mental programmes. Cultural awareness does not focus on a specific region of the
world, but instead requires general sensitivity to other cultures. Global and expatriate managers do
not have to abandon their values to be empathetic, but they must avoid imposing their personal
beliefs and cultures on others. Managers do not need to be cultural experts.

Apply awareness in practical situations
6 Making decisions
Managers have to understand, that decision-making processes differ from culture to culture, and it
would therefore be useful if different cultures knew more about each other’s value systems. The
key is to develop a decision-making framework that will accommodate the habits of local culture.

6 Leadership
According to Botha (2004), managers need to understand that followers from different cultures
have different expectations from their leaders. Cultural differences in expectations of leadership
affect the perception of who is perceived as a leader. Different cultures have different perceptions
of what a leader should be. A leader who is able to meet followers’ expectations of a good leader
can expect to develop better trust and relationships with the group. Effective leaders should
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understand the leadership style preferred by their subordinates and, where necessary, adapt it so
that their authority is respected and they are able to lead subordinates effectively and achieve
organisational goals.

6 Language and communication
Ideally, managers should have a basic understanding of the IJV partner’s language. Host
communication and interaction competence is truly the sine qua non of successful adaptation.
Among the most common problems for managers on foreign assignments are misunderstandings
that occur through translation or interpretation errors. Lack of foreign language skills strains oral
communication; however, the mere learning a foreign language is seldom sufficient to avoid
misunderstandings. Certainly, learning the technical language skills of a foreign society is
important, but understanding communication behaviour requires an appreciation for cultural
nuances in that language. If the culture is not sufficiently understood, it may not be possible to
appreciate and understand the message behind the words. Language skills are therefore important
even if they are rudimentary, because managers will earn a host country’s respect by sincerely
attempting to communicate in the native tongue. Communication also uses conventions, which are
agreed-upon norms about how, when and in what context codes will be used. It is therefore
necessary for employers to plan ahead and to allow their expatriates sufficient time to learn the
new language.

6 Negotiations
Cross-cultural negotiations are complex, because they involve people from societies with different
cultural values and ideological perspectives, and also socio-economic differences. Negotiators
represent constituents whose interests have to be regarded. Therefore divergent values, expecta-
tions and assumptions need to be explored in order to understand different perspectives. Numerous
cross-cultural endeavours end in failure as a result of the negotiator’s inability to accept and adapt
to the underlying beliefs of the other party. This may have an influence on, for example, the level
at which initial offers are made, and the willingness of the negotiator to make concessions,
therefore successful negotiators understand the people that they negotiate with. They will try to be
aware of the protocols that build appropriate relationships. Cultures from the Arab world, China
and Japan place more emphasis on individual relationships and therefore, when negotiating with
these cultures, it will be important to build trust. It is thus important to spend time on building trust
between the parties before negotiating. Where trust is high, negotiators are more likely to take a
problem-solving approach and to share information, even about their profit schedules. Where trust
is low, negotiators depend on persuasive arguments, threats and other forms of contentious
behaviour. It is important to understand the negotiation phases.

Criterion 3: Managing multicultural teams

Ensure that cultural differences are understood and that a team vision is created to
transcend cultural boundaries within the IJV
Groups become effective when they start working as a team rather than individual members
working in proximity to one another. That happens when subordinate goals transcend individual
interests. Managers empower team members when they create a shared vision. However,
empowerment will not take place if executives create merely a vision and then pass it down
through successive levels of the organisation to reinterpret and implement. In order to maximise
effectiveness, the manager and the team leader must help the group members to agree on a vision
that transcends their individual and cultural differences. Furthermore, team leaders need to be
aware of the cultural perceptions that team members have about how the team should function. A
culturally diverse group who each has its own idea of how the group process should function may
influence the group process. In such circumstances, focusing on the task alone will be futile. The
team manager must be proactive in assisting group members to examine, confront and improve the
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team’s own processes. It is therefore important to identify the nature and implications of national
cultural differences within the team, and to establish a basis for building understanding and
awareness of cultural differences, as they can be managed only once they have been identified.

Encourage team social activities
The development of team identity, trust and interdependence can be assisted via encouraging
group social activities. Improved performance relies on both collaborative work-time and positive
group social interaction. The formation of friendships can underpin collaborative group processes
and lay the foundation for strong collegial bonds and team identity.

Drive team performance through motivation and award
As indicated above, the task of motivating employees leans heavily on situational factors, the
environment of work and the employees involved. Therefore, an incentive system must be based
upon accurate information on what motivators are really valued rather than upon stereotyped
motivators. Motivational programmes that work well in one culture can be disastrous in other.
Assuming that people work only for money ignores differences between occupations, age, groups
and cultures. Well-designed performance management practices can ensure that employees
receive the feedback they need in a culturally appropriate way. In order to promote behaviour that
is conducive to teambuilding, it is important to emphasise and communicate to the team members
that team effectiveness and performance will not be measured by simple output goals, but also on
effective group functioning.

Have a conflict management strategy that deals with cultural differences
Selecting of an appropriate conflict management strategy is an important ingredient of successful
multicultural teams. Useful ground rules may include the following.
6 A statement that differences and disagreement can be constructive, providing members

justify and explain the basis for disagreement in a constructive manner.
6 An understanding that every member has the right to object to the statements of others, and

all members have the obligation to hear them out before stating their own agreement or
disagreement.

6 Giving every member the right to speak and to have his or her ideas treated with respect.

Criterion 4: Human resource management (HRM)

Recognise that any HRM practice differs from culture to culture
Cultural heterogeneity can also affect the nature and effectiveness of operational human resource
programmes in such functional areas as compensation and rewards, performance appraisal,
staffing and labour relations. Any HRM practice is rooted in cultural value assumptions, therefore
human resource programmes must be attuned to their cultural contexts if these are to be
successful. As the diversity of the cultural context increases, human resource programmes must
become more complex and sophisticated to deal with greater cultural heterogeneity.

Develop global managers by creating a broad-based appreciation of contrasting beliefs in
cultures
If managers were to be alerted to the social dynamics of cultural problems, they would see how
they themselves are contributory factors in this process, and would be better able to take steps to
address this. However, alerting managers to the cultural and procedural pitfalls of managing in a
multicultural environment is not enough. Training programmes must be designed in order to
address the wider social dynamics of cross-national relations, and to develop the capacity of
global managers to be non-judgmental and tolerant of other cultures, meaning that one has to
appreciate the relativity of one’s own knowledge and perceptions.

Assist global managers to develop a high tolerance for ambiguity and stress
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Research on expatriates has found that crossing from one’s own culture into a foreign one creates
significant uncertainty. Culture shock is a natural response to new cultural experiences, and
involves the stress and behavioural patterns associated with a loss of control and a loss of sense of
mastery of the situation. It may be defined as a sense of psychological disorientation that most
people suffer when they move into a culture that is different from theirs. Expatriates that suffer
from culture shock are unable to interpret cues from a new and uncertain environment, and are
faced with the seemingly inexplicable behaviour of those around them, which is governed by a
culture that they do not understand.

Criterion 5: Expatriate selection

Understand why, in general, expatriates fail to complete their assignment successfully
Often, technical expertise is used as the most important consideration for expatriate selection. This
criterion is somewhat logical as it presents a lower perceived risk of adverse consequences to the
selecting manager. Furthermore, firms usually place most emphasis on criteria that are most easily
measured. Expatriates are furthermore selected for international assignments based on their
proven performance in a similar job, usually domestically, and that the ability to work with foreign
employees was at or near the bottom of the list of important qualifications. Although these are
important considerations, they alone are not sufficient and should therefore not be given undue
weighting relative to a person’s ability to adapt to and function in another culture. It does no good
to send the most technically qualified engineer or finance manager to a foreign location if he or she
cannot function there and has to be brought home prematurely.

Align selection with task specificity
The type of assignment, the country characteristics, the host organisation culture/climate and the
nature of the task should all be taken into consideration when aligning the expatriate with the array
of potential expatriation assignments. Involving experienced foreign managers in the process may
enhance accurate matching. A short work assignment in the target country and a meeting with a
foreign advisory board designed to evaluate and guide the candidate may also assist in solving the
problem. Companies such as Ford, Xerox, Phillip Morris, BP, ABB, Unilever, Volkswagen and
Bayer AG all operate regional assessment centres staffed by selection committees with plant-level
representatives who evaluate all international appointments (Reyneke, 2006).

Criterion 6: Training and development

Determine the extent of the cultural differences between the expatriate and the IJV
partner culture
Cultural distance between the home and host countries affects the nature of the expatriate task.
This is because it affects an expatriate’s understanding of decision-making processes, work values,
negotiation patterns and conflicts in IJVs. Furthermore, the degree of cultural distance will
influence performance ambiguity and task definition. Therefore, the degree to which an expatriate
can duplicate tasks in foreign assignments and his or her performance can be measured will be
related to the cultural distance. It is significantly more difficult for expatriates to contribute to the
expertise of foreign operations if the cultures of the two countries are too dissimilar.

Conduct cross-culture training
In order to prepare expatriates for cultural shock and reduce the effects of it, they should be taught
the following:
6 Expect to experience culture shock. It is a natural reaction to novelty among emotionally

mature people.
6 Understand why it occurs and learn the symptoms.
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6 Accept the need to learn about living in the new culture. Cultural adjustment is best seen as
one’s being involved in a learning process, and social learning theory provides a theoretical
framework within which this adjustment can be made.

6 Discover the new country, its culture and history. This learning starts before leaving home.
6 Broaden the range of business and social contacts beyond the home culture and into the local

culture.
6 Break into the local culture by using its members as informants.
6 Keep an open mind with regard to the new culture – do not be judgmental or engage in

stereotyping.

Cross-cultural training will also assist to reduce the effect of culture shock, and help expatriates to
adjust to a new culture, provided that the training caters for the degree of cultural distance between
the IJV partners. Expatriates who are trained prior to their arrival in the host country will
experience reduced culture shock, since they are better informed of what to expect. Any
intercultural programme should include both didactic and experiential training, and specifically
address the reasons why expatriates in general, and expatriates of multinational companies in
particular, fail to successfully complete their assignments.

Training programmes should also train expatriates in order to function in the specific cultural
environment of the multinational company’s IJV partner. This means that the multinational
company needs to have an understanding of the roles, skills and areas of knowledge required by
managers to work and live in the new context; the standards to which they need to be applied, and
the outcomes expected from the expatriate.

Depending on the circumstances, a three-tier training approach can be followed:
6 Information-giving approach, consisting of area briefings, cultural briefings, company

literature, and the use of interpreters and survival-level language training.
6 Affective approach, consisting of culture-assimilator training, role playing, critical inci-

dents, cases, stress-reduction training and moderate language training.
6 Immersion approach, consisting of assessment centres, field experiences, simulations,

sensitivity training and extensive language training.

Ensure that training courses provide expatriates with insight into their own culture-specific
beliefs
These will enable expatriates to understand how and why their cultures differ. As a basis,
Hofstede’s dimensions may be used, but ideally the analyses should be more detailed, and cater
for the specific culture that the expatriate will be exposed to (Barkema & Vermeulen, 1997). This
‘‘cultural awareness’’ training should focus on differences and similarities, as this is the first step
to intercultural competence. Specifically, trainees should be made aware of their orientation
towards a willingness to interact and accept others, their level of ethnocentrism, etc. Certain
customs are particularly sensitive to certain types of behaviour, and certain types of behaviour
may be interpreted as insulting. Therefore, at the very least, managers should be alerted to the fact
that managing foreigners is procedurally and experientially problematic, and that cross-national
relations have the potential to cause polarisation. Therefore, culture customs, conventions and
destination-specific training have been introduced by a number of organisations in order to address
these issues. The ‘‘laundry list’’ approach to cross-cultural understanding attempts to provide each
manager who is to have intercultural business transactions with a list containing ‘‘everything you
need to know’’ about the particular country.

Provide cultural-specific information (information on the social, business, political, reli-
gious and cultural environment) of the IJV partner
In order to facilitate the adjustment of expatriates, they should also be provided with written
information, including addresses about useful amenities and services in the host environment,
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such as postal, health, banking, education, news, entertainment, employment opportunities for
spouses and transport services. In addition, expatriates should be provided with host country
workplace-specific training, such as communicating with superiors, subordinates, suppliers,
contractors and buyers; explaining standard operating procedures; and accessing business
information. This is important as management is conducted in terms of particular conceptions of
organisational reality. The more accurate these conceptions are, the more reality can be
manipulated successfully.

Provide training on the practical applications of cultural knowledge
Clear guidelines on management practices, for example performance feedback an appraisal,
should be provided for different countries and regions. This should be accomplished through
systemic, ongoing training and daily interactions at the individual level, and through revised
policies, procedures and systems at the organisational level. This kind of cementation is required
for these newly acquired attitudes, behaviours and skills to become totally embedded in the
individuals’ natural way of interacting with diverse individuals. The systemic, ongoing training
needs should be skills based and experiential in nature in order to promote long-term changes in
the way individuals work withthose different from themselves.

Provide language training
Cross-cultural interaction is ensured only when the parties involved communicate effectively. As
discussed in Criterion 2 above, no amount of stock phrases and impeccably learned grammatical
rules will lead to meaningful communication unless such learning goes hand in hand with the
activation of cross-cultural awareness. Furthermore, as expatriates’ adjustment is correlated to that
of their accompanying family, basic language training should also be offered to them, and
sufficient time be allowed before the assignment for the basics of the language to be learned.

Provide for structured interaction between expatriates and personnel of the IJV partner
While personal connections play an important role in business all over the world, they are
ubiquitous in Chinese business culture. The establishment of strong interpersonal relationships
and effective communications are critical to maintain the necessary trust between business
partners in order to facilitate ongoing exchange. Expatriate managers of the same cultural
background as host country nationals have special capabilities for establishing personal overseas
networks. These expatriates share many similar personal characteristics with locals. Consistent
and reliable interactions within these networks promote trust within the business relationship.
Therefore, engage in the following activities.
6 Allocate funds for team social time.
6 Provide respite from work time for social events.
6 Schedule social events for team members.
6 Schedule functions that consider members’ non-work commitments.
6 Encourage members’ involvement in social outings.
6 Ensure that activities chosen suit all members.
6 Avoid activities that may exclude team members.
6 Encourage team members to take turns choosing the social activities.

Use experiences and learning of expatriates as a prime source of training focus
Successful expatriate assignments have a dual benefit – in addition to the successful completion of
the expatriate assignments, expatriates can transfer country-specific learning to the organisational
memory to be leveraged in subsequent assignments. Expatriates, familiar with the culture,
language and customs of headquarters, can facilitate the transfer of a corporate culture between
headquarters and the subsidiary, enhancing communication and coordination. They can also
transfer technical and managerial skills, which may not be immediately available at the local level,
and thus serve as mechanisms for corporate control in vital markets.

Journal of Business and Management Dynamics (JBMD)36



JOBNAME: JBMD Part1 PAGE: 12 SESS: 8 OUTPUT: Mon Sep 7 15:41:36 2009
/dtp22/juta/academic/JBMD−Vol03−Part01−2009/03article

Provide training aimed at cultural adjustment on a continuous basis
Training should not be regarded as a ‘‘quick fix’’ and it should be conducted on an ongoing basis in
order for it to be effective. Educational briefings may be helpful initially, but as the alliance evolves,
more intensive team-building workshops and joint problem-solving sessions will likely be needed as
employees experience the impact that cultural diversity has on their daily interactions.

Utilise rewards and recognition programmes to encourage expatriates to develop their
cultural competencies
Rewards and recognition programmes should be used to encourage employees to develop their
cultural competencies. Often organisations provide training, but do not mandate full participation,
nor do they reward employees who apply the training lessons in their work. According to a study
involving several hundred US organisations, the success of domestic diversity interventions was
enhanced when supporting sanctions were in place. Requiring everyone to attend cultural
awareness and competency training communicates their importance, as does providing rewards to
employees who provide evidence of improvement.

Obtain feedback regarding the effectiveness of different training methods from trainees,
and measure training effectiveness against objectives
One of the key elements of providing an effective learning intervention is the ability to identify
whether the participants had altered their behaviours in the manner prescribed in the course
objectives. An additional consideration is whether they are able to transfer these behaviours to
their work environment. Therefore, expatriates’ perceptions regarding the outcomes of diversity
training should be measured, in particular to what extent the training has influenced their
awareness of their own stereotypes and assumptions, increased their cultural knowledge and
enhanced their cultural skills.

Criterion 7: Intercultural task teams

Formalise task teams, which facilitates discussion on differences in cultural perceptions
Cross-cultural interaction increases participants’ awareness of diversity issues and how these
issues – due to the fact that they provide opportunities for members of different cultural groups to
learn about and from each other – can contribute to a more positive work environment.
Furthermore, cross-cultural interaction can provide opportunities for members of different cultural
groups to develop personal friendships and support activities that encourage everyone to reflect on
their own values, and gain insights into how their values influence both their own behaviours and
the way they interpret the behaviours of others. In particular, cross-cultural interaction provides
the opportunity to explore and discuss cultural stereotypes. In a climate of greater openness when
there is less need for keeping the private cultural stereotypes hidden from view, these stereotypes
tend to slowly lose their power. Cross-cultural interaction also provides an opportunity to observe
how well the cross-cultural training initiatives of the organisation has succeeded in shifting
perceptions. In practice, it is through working on real problems and issues in a multicultural
setting using a structured framework that skills and understanding are developed. It is in this
practical setting that the benefits of cultural diversity may be realised. These types of teams are
used by General Electric, Compaq, Shell and AT&T (Reyneke, 2006).

Criterion 8: Continuous in-country support

Assigning a mentor to an expatriate to provide support and career guidance
Some organisations support their overseas staff by appointing headquarters mentors, who will
generally look after the career of expatriates, protect their interests while they are away, and
reintroduce them to the home country parent on repatriation. Such mentors will keep face-to-face
contact with expatriates, evaluate their performance during their assignment, help clarify their

Framework for multinational companies managing cultural diversity in joint ventures 37



JOBNAME: JBMD Part1 PAGE: 13 SESS: 8 OUTPUT: Mon Sep 7 15:41:36 2009
/dtp22/juta/academic/JBMD−Vol03−Part01−2009/03article

career objectives and capabilities before repatriation, provide career advice and assist in finding a
suitable position at headquarters. Importantly, the sponsorship programme should be systemised
and structured.

Criterion 9: Knowledge management

Ensure global integration of intercultural management best practices through the sharing
of knowledge and experience
Partners in IJVs acquire knowledge and skills through a process of knowledge management and
creation that allows it to build a competitive advantage. Once problems with managing cultural
diversity have been identified and ways to deal with it have been discovered, the organisation must
then seek to transfer the new knowledge and practices throughout the organisation. As with
gaining learning from the overseas experiences of expatriates, it is critical for organisations to
build infrastructures to institutionalise new knowledge so that it flows back and forth between
corporate headquarters and the various subsidiaries. The concepts of organisational learning
through knowledge management are especially relevant to breaking cycles of cross-cultural
conflict within a multinational enterprise and then transferring the knowledge gained in this
process throughout the joint venture to help prevent future critical incidents from entering a cycle
of conflict. The common thread in research into knowledge transfer through alliances and IJVs is
that the ability to re-evaluate and learn is key to success.

Criterion 10: Repatriation

Ensure that repatriates are acclimatised to changes in their home country
Before repatriates return to their parent company, pre-return orientation sessions to clarify company
and home and society changes, as well as job-related information about duties and expectations,
should be held. This will include arrangements regarding re-entry job expectations and compensation
issues, temporary accommodation, transition expenses, family requirements, and resettlement costs.
Ideally, succession planning should be done before and after an assignment to promote career
development, and transition management. This is necessary for two reasons: to determine the
complexity of the re-entry problems (i.e. the length of expatriation assignment, the cultural/economic
distance between home and host country, the stage of family life cycle, the re-adjustment issues
associated with the spouse and family upon repatriation, and the like); and to provide expatriates
candidate with vital information concerning their career life cycle.

RESEARCH METHOD

According to Wellman and Kruger (2000:2), research methodology refers to the application of various
methods; techniques and principles in order to create scientifically obtained knowledge by means of
objective methods and procedures within a particular discipline. Research methodology therefore
consists of the ways one collects and analyses data. These methods where developed for acquiring
knowledge by reliable and valid procedures. Research methodology should therefore be systematic
and purposeful so that procedures are planned to yield information on a particular research problem.

Theory is defined by Gill and Johnson (2002:229) as a ‘‘formulation regarding the cause and
effect relationship between two or more variables, which may or may not have been tested’’.

Sutton and Staw (1995:375) state that theory ‘‘is about the connections between phenomena, a
story about why events, structure and thoughts occur. Theory emphasises the nature and causal
relationships, identifying what comes first as well as the timing of events’’. Strong theory,
according to Sutton and Staw (1995), delves into underlying processes so as to understand the
systematic reasons for a particular occurrence or non-occurrence.

In research the importance of theory must be recognised, therefore it must be made clear
(Saunders, Lewis & Thornhill, 2007). In this regard, Kerlinger and Lee (2000) support Gill and
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Johnson’s definition of theory by noting that the purpose of examining relationships between two
or more variables is to explain and predict these relationships. Gill and Johnson (2002) continue
by stating that it is also evident that if we have the expectation that by doing A, B will happen,
then by manipulating the occurrence of A, we can predict and influence the occurrence of B.
Hence, theory is undoubtedly intertwined in practice since explanation enables prediction, which
in turn enables control.

For the purpose of this investigation, a literature study is undertaken as the approach of the
research. A careful study is made in order to determine the most important sources, which are
carefully studied and evaluated so as to determine the true meaning and value of their content.

Furthermore, a literature study is also undertaken on the main subject of this study so as to
provide a better insight into the research problem and the necessary background to the study. Apart
from the information obtained from textbooks, other sources are consulted in order to obtain the
information needed for this particular study. Sources such as journals, magazines, periodicals,
newspapers and the Internet are also consulted.

The procedure is as follows:
6 A literature study is undertaken to determine the association between cultural diversity and

international business.
6 The research objective in terms of relevant information is analysed and evaluated.
6 All literature and theories are presented objectively.
6 A framework is proposed to manage multiculturalism in IJVs.

LIMITATIONS, VALUE AND FURTHER RESEARCH

This study specifically focuses on the impact of cultural diversity on IJVs. The impact of cultural
diversity on other forms of strategic alliances is not covered by this study.

Since the literature review is comprehensive and current, and included authoritative authors, no
empirical investigation is undertaken by way of questionnaires or interviews in support of the
attainment of the primary objective of the study.

This study offers two main contributions to current literature. Firstly, it proposes a framework
for managing cultural diversity in IJVs that is developed from recent academic literature, case
studies and research findings. Secondly, to the extent that the practices of a multinational company
either comply with or deviate from best practices – with the resulting success and failure rates of
its performance measured against the framework – the study provides validation for international
business theory as applied to the management of cultural diversity in IJVs.

As mentioned above, the practical value of the framework has not yet been tested empirically.
Future research will focus on testing theories based on academic literature, case studies and
research in practice by studying the effectiveness of management practices of a number of
multinationals based on the theories as contained in the framework. The findings of this type of
research will provide empirical evidence on the effectiveness of the framework in practice, and
provide empirical support for international business theory.

CONCLUSION

The globalisation of business, with the resulting intercultural encounters, calls for a comprehen-
sive and practical method by which the impact of cultural diversity on multinational companies
can be managed. This study explores cultural diversity and the association it has with international
business, and consolidates findings from the literature to construct a framework by which cultural
diversity in IJVs can be managed. The framework consist of 10 criteria for management which can
be tested empirically against the practices of multinational companies, the findings of which will
benefit the multinationals that invest time and effort in the continuous development and refinement
of cultural diversity management practices. This could form the basis for further research.
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APPENDIX: A FRAMEWORK FOR MANAGING CULTURAL DIVERSITY IN IJVS

Criterion 1: Cultural diversity management plan
Indicates the planning associated with the management of cultural diversity conducted by the
multinational company when forming an IJV.

No. The following issues are addressed as part of the multinational’s plan for managing cultural diversity in IJVs:
1 The national culture of the IJV partner is studied and profiled

2 The multinational understands how its approach to management of cultural diversity is perceived by the IJV partner

3 The multinational follows a policy which strives to integrate the national cultures of the multinational and the IJV partner

4 Commitment from senior management for the cultural diversity management plan is ensured

5 The multinational strives to build a ‘‘third culture’’ in the IJV (a unique culture separate from each of the national cultures
of IJV partners)

6 When strategic decisions are made, the impact of these decisions on the value system of the culture of the IJV partner is
considered

7 The multinational actively engage in actions to develop trust between the IJV partners

8 A framework that promotes frequent interaction between the different cultures of the IJV is developed

9 A framework that promotes regular dialogue between the different cultures of the IJV is developed

10 The overall diversity management strategy is shared with employees of the IJV

11 Awareness of the advantages of effective management of cultural diversity is raised amongst employees of the IJV

Criterion 2: Cross-cultural leadership and management
Indicates which cross-cultural management and leadership practices are engaged in by multina-
tional company.

No. The multinational’s global managers and expatriates approach cross-cultural management is as follows:
12 View the management of cultural diversity as an essential part of managing in the IJV

13 View the management of cultural diversity as part of the multinational’s business goals and not just good philanthropy

14 Are aware of their own cultural-based values and perceptions

15 Are aware of how their cultural values and perceptions differ from those of the IJV partner

16 Understand how their decisions are perceived by the culture of the IJV partner

17 Know that followers from different cultures have different expectations from their leaders
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18 Are aware of the preferred leadership styles of the culture of the IJV partner

19 Adapt their leadership style to suit a particular culture

20 Are aware how the organisational values of the multinational differs from the IJV’s organisational values

21 Adapt their motivational style to suit a particular culture

22 Have a basic understanding of the IJV partner’s language

23 Are aware of cultural codes and conventions (silence, distance, eye contact, etc.) when communicating with different
cultures

24 Adapt their communication to suit a particular culture

25 Where possible, study a culture’s literature in order to improve communication with that culture

26 Study a culture’s customs in order to improve communication with that culture

27 When giving performance feedback, exhibit understanding for cultural differences by having regard to etiquette and
seniority

28 When giving performance feedback, exhibit understanding for cultural differences by having regard to voice tone and
physical gestures

29 Establish trust and rapport before giving performance feedback

30 Where necessary, provide performance feedback through a third party

31 Understand that culture has an influence on the expectations of parties with regards to negotiation outcomes

32 Cater for expectations – as influenced by culture – in the negotiation process

33 Spend time on building trust between the parties before negotiating

34 Observe the relevant cultural protocols that build business relationships

35 Are aware of and understand the different phases of negotiation

36 Cater for cultural differences as they pertain to each negotiation phase

37 When conducting cross-cultural negotiations, take time to try to understand the motives – as influenced by their culture –
of the other party

38 When conducting cross-cultural negotiations, take time to try to understand the interests – as influenced by their culture
– of the other party

39 Have cultural diversity management as one of their key performance areas in their performance contract

Criterion 3: Managing multicultural teams
Indicates the management methods employed by the multinational company’s managers when
managing multicultural teams.

No. When managing cross-cultural teams, the multinational’s team managers managing multicultural teams:
40 Create a team vision to transcend cultural boundaries

41 Are aware of the cultural perceptions that team members have about how the team should function

42 Are aware of the cultural distance that exists between team members

43 Are aware of how cultural factors could impact on team management and processes

44 Know how to develop the intercultural skills of the team members

45 Apply strong ground rules when dealing with culturally diverse team members

46 Encourage team social activities

47 Drive team performance through motivation and award

48 Appreciate the impact of cultural differences in cross-cultural team motivation and award

49 Have a conflict management strategy that deals with cultural differences

Criterion 4: Human resource management (HRM)
Indicates the human resource (HR) practices followed by the multinational company in their IJVs.

No. The multinational’s HR programmes cater for the following:
50 Recognise that any HRM practice differs from culture to culture

51 When a IJV is formed, the cultural distance between the multinational and the IJV partner is determined

50 Where necessary, international HR practices are adjusted to cater for the cultural diversity of the multinational’s IJV part-
ners

53 Development of global managers by creating a broad-based appreciation of contrasting beliefs in cultures
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54 Development of global managers by creating a broad-based appreciation of different work-related behaviours in cultures

55 Development of global managers by exposing them to international assignments

56 Development of global managers by exposing them to multicultural teams

57 Development of global managers to communicate and interact effectively with other cultures

58 Development of global managers to be non-judgmental toward other cultures

59 Develop global managers to have tolerance for ambiguity

60 Due to the uncertainty and ambiguity brought about by the management of different cultures, develop global managers
to be stress tolerant

61 Require global managers to work in foreign environments

Criterion 5: Expatriate selection
Indicates the expatriate selection policy followed by the multinational company.

No. The multinational engages in the following practices when selecting expatriates for international assignments:
62 Understanding why, in general, expatriates fail to complete their assignment successfully

63 Understanding why certain of the multinational’s expatriates fail to complete their assignment successfully

64 Utilising the lessons learned on expatriate failure to improve its expatriate selection processes

65 Evaluating the expatriates’ ability to adjust in a foreign culture

66 Evaluating the ability of the expatriates’ spouse to adjust in a foreign culture

Criterion 6: Training and development
Indicates the training and development programmes offered by the multinational company to its
expatriates and global managers.

No. The multinational’s training and development programmes offer the following:
67 Determine the extent of the cultural differences between the expatriate and the IJV partner culture

68 Address cultural differences as part of the training programme

69 Combine theoretical and experiential training methods

70 Address the reasons why expatriates in general fail to complete their assignment successfully

71 Address the reasons why certain of the multinational’s expatriates fail to complete their assignment successfully

72 Train expatriates in order to function in the specific cultural environment of the multinational’s IJV partner

73 Allow sufficient time to train and hone intercultural skills of expatriates before they embark on their assignment

74 Address the effects that culture shock has on the expatriates’ ability to perform effectively in their work environment

75 Adjust training to cater for the type of task the expatriate is expected to perform

76 Adjust training to cater for the level of interaction with other cultures required by the assignment

77 Adjust training to cater for the specific duration of the assignment

78 Provide expatriates with insight on their own culture-specific beliefs

79 Provide expatriates with information of the cultural roots of the IJV partner

80 Provide training on why and how these roots result in different beliefs and behaviour

81 Enhance the ability of expatriates to adjust socially in new culture

82 Provide information on factors that will influence expatriates’ ability to perform their task in that particular culture

83 Provide information on cultural customs and etiquette of the IJV partner

84 Provide cultural-specific information (information on the social, business, political, religious and cultural environment) of
the IJV partner

85 Provide training on the practical applications of cultural knowledge

86 Provide practical process guidelines on how to manage other cultures

87 Provide the expatriate with workplace-specific training (communicating with superiors, subordinates, suppliers, contrac-
tors and buyers) of the IJV partner

88 Provide basic language training to expatriates

89 Provide basic language training to expatriates’ spouse

90 Provide basic language training to expatriates’ school-going children
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91 The multinational allows sufficient time before departure for the expatriates and their family members to learn the basics
of the new language

92 Teach trainees how the culture of the IJV partner influence its communication practices

93 Provide for structured interaction between expatriates and personnel of the IJV partner

94 Focus on trust building through these structured interactions between expatriates and the IJV partner personnel

95 Ensure that these structured interactions between expatriates and personnel of the IJV partner take place on a continu-
ous basis

96 Provide for facilitation of training by personnel from the IJV partner

97 Use experiences and learning of expatriates as a prime source of training focus

98 Aim training at cultural adjustment on a continuous basis

99 Utilise rewards and recognition programmes to encourage expatriates to develop their cultural competencies

100 Provide training not only to its expatriates, but also to the staff of the IJV partner

101 Provide adjustment training for expatriates’ spouse

102 Make training mandatory for all expatriates

103 Obtain feedback regarding the effectiveness of different training methods from trainees

104 Measure training effectiveness against objectives

Criterion 7: Intercultural task teams
Indicates the extent to which task teams are utilised to facilitate cultural diversity management.

No. In order to facilitate structured interaction between expatriates and employees of the IJV partner, the multina-
tional uses task teams for the following activities:

105 To facilitate discussion on differences in cultural perceptions are created

106 To serve as a platform to alert employees of the IJV to their cultural differences and similarities

107 To serve as a platform to conduct team-based case research on cultural diversity issues

108 To create a platform from which cultural misunderstandings are discussed and reconciled

109 To serve as a platform from which interpersonal relationships with different cultures are improved

110 To create a platform from which cross-cultural communication is improved

111 To create a platform from which trust between members of different cultures is built

112 Senior management is seen to support the cultural task teams

113 The results of cultural surveys are tabled and discussed in the task team meetings

114 Task team members make suggestions on cultural issues to be addressed by the task teams

115 Employees of the IJV partner make suggestions on cultural issues to be addressed by the task teams

116 As part of the task team agenda, cross-cultural incidents are discussed

117 As part of the task team agenda, case studies are provided and discussed

118 As part of the task team agenda, cultural stereotypes are actively explored

119 As part of the task team agenda, the use of non-verbal behaviour, as it relates to different cultures, is actively explored

120 As part of the task team agenda, theory regarding different cultural perceptions and expectations is tested and dis-
cussed

121 Conflict management training is provided to members of task teams

122 The multinational seeks constant feedback on its task teams processes in order to continuously improve them

Criterion 8: Continuous in-country support
Indicates how the multinational company provides in-country support to its expatriates.

No. As part of the multinational’s continuous in country support programme:
123 T he family of the expatriate is given in-country support once they arrive in the host country

124 A mentor is assigned to the expatriate to provide support and career guidance

125 Expatriates already working for the multinational in the host country provide support to the new expatriate family

126 The expatriate’s role in the parent company – once the expatriate has returned – is determined before departure
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Criterion 9: Knowledge management
Indicate how knowledge management is utilised to enhance cultural diversity management.

No. The multinational’s knowledge management strategy for management of cultural diversity caters for the follow-
ing:

127 Global integration of intercultural management best practices through the sharing of knowledge and experience

128 Breaking cycles of cross-cultural conflict through transfer of knowledge

129 Prevention of future critical incidents through the implementation of lessons-learned sessions

130 Sharing of best practices gained by expatriate managers to improve management of cultural diversity

131 Utilisation of communities of practice to create a global stock of intercultural management expertise

Criterion 10: Repatriation
Indicates what repatriation assistance is offered to the multinational company’s repatriates.

No. As part of the multinational’s repatriation programme, the following practices are adopted:
132 The repatriate is acclimatised to changes in his or her home country

133 The repatriate is acclimatised to changes in the parent company

134 The new business role and career opportunities of the repatriate in the parent company is determined

135 The skills that the repatriate has gained during his or her assignment are applied to the benefit of the multinational.

136 Repatriates are used as mentors for new expatriates

137 Relocation assistance is provided to repatriates

Source: Authors’ own research
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ABSTRACT
A main objective of this study is to evaluate expressed levels of staff satisfaction
regarding specific leadership characteristics at two public hospitals in two South African
provinces. Currently, public hospitals in South Africa are highly stressed institutions
because of understaffing, management and leadership failures. For example, a lack of
effective leadership and management capacity exists; hospital managers are disem-
powered and frustrated by growing centralised control at provincial level; doctors and
nurses have departed for more lucrative positions within the private sector; and there has
been a significant reduction of posts for support workers. Frustrations culminated in the
most severe strike within the South African public sector (June 2007). It was assumed
that the wage dispute was the highlight of a variety of conflicts that have undertones of
several other examples of frustrations and unsatisfactory behaviour. These problems and
obstacles reflect inappropriate leadership.

INTRODUCTION

Globally, the hospital industry varies, which is due mainly to historical factors. State hospitals are
a given in all countries and form part of the state as a service provider. Research in the
management of hospitals has, in the past, been conducted mainly in the US and the UK, with focus
on circumstances within the private sector.

The management of state hospitals is influenced by unique external and internal factors. State
hospitals in South Africa are unique in various aspects, which all impact on the smooth running of
their activities. A state hospital should serve communities, especially the poor (this makes them
unique), with the smooth running of patient care in wards, in the trauma areas and in the operation
theatres. The nature of workplace relations, which is largely founded in effective leadership, is
important, given its service-intensive nature, as well as the relatively high ratio of labour costs to
the total costs. Prevention and elimination of managerial obstacles is vital in today’s health-care
environment. Problems and obstacles often reflect inappropriate leadership.

In recent strikes in the South African public sector (June 2007 and June/July 2009), it became
apparent that the wage dispute was just one of a variety of conflicts and sources of frustration. The
strike was more prominent within the hospital sector and, at times, even more aggressive than
those in other public sectors, which may be an indication of deep-rooted frustrations.

A strike is usually a culmination of several factors – it comprises an accumulation of conflicts,
disputes and deadlocks which ends in industrial action where employees withhold their labour
(Nel et al., 2005:199; Venter, 2003:470). Non-strike actions, for example various forms of
slowdowns such as sickouts, work-to-rule and refusals to work overtime, can be as severe as a
strike. In order to prevent these actions, an in-depth study of the workplace situation is necessary
in order to focus on the real problems, and to adapt and make changes. Leadership in hospitals in

46



JOBNAME: JBMD Part1 PAGE: 2 SESS: 6 OUTPUT: Mon Sep 7 15:41:36 2009
/dtp22/juta/academic/JBMD−Vol03−Part01−2009/04article

general, and particularly within provincial hospitals in South Africa, does experience difficulties,
and the entire public sector is searching for an appropriate and sensible model.

DISTINCT SOUTH AFRICAN PROBLEMS IN PUBLIC HOSPITALS

Over 80% of South Africans have no medical aid, and have no choice but to seek treatment at the
government hospitals and clinics. This is not the ideal situation when a common perception exists
that public-sector hospitals are inefficient and ineffective while the privately owned and managed
hospitals provide superior care and are more sustainable. A lack of proper leadership and
management flaws have led to this perception. A recent survey rated public hospitals as the worst
of all public services in South Africa (Naledi). The result is that patients are dying unnecessarily
because the public hospitals are overburdened, understaffed and poorly managed. Reasons for
these perceptions are as follows (Benjamin, 2006; Cullinan, 2006; Pillay, 2008; Von Holdt, 2007):
6 Leadership and management failures. There is a lack of leadership and management

capacity within the public health sector in South Africa. For example, head-office officials at
provincial level have very little understanding of the operational complexities of running
bigger hospitals. These offices micromanage the hospitals and handcuff the hospital managers
with endless regulations and tedious procedures. Hospital managers have little control over
budgets, procurement, discipline, staffing levels and staff structures. They are disempowered
and frustrated by the centralised control that departmental officials exert over their everyday
activities. The result is that hospital managers cannot be regarded as accountable for
healthcare failures in the hospitals as they lack the necessary powers to make changes. This
fragmented management structure results in pervasive disempowerment, frustration and lack
of responsibility (no clear lines of authority and accountability).

6 Management capacity problems. There is a common perception that public-sector hospitals
are inefficient and ineffective. Hospital managers and superintendents are unable to decide on
staff numbers, draw up their own budgets or play a role in the procurement of goods and
services; and experience dysfunctional relationships between hospitals and provincial head
offices, which have centralised control over strategic, operational and detailed processes but
are unable to deliver on these. A possible reason for this is the bureaucracies, both in head
offices and in hospitals.

6 Understaffing. Doctors and nurses – particularly young professionals – have departed for the
more lucrative private sector where conditions and pay are better The result is a shortage of
critical staff, which compromises patient care. Public hospitals are under pressure because of
understaffing and the public health service is essentially running on the commitment of
nurses and doctors to serve their communities, despite poor pay packages, enormous
workloads and below-standard working conditions. The reason: budgets have been slashed.
‘Fiscal discipline’ meant a gross deterioration in most public hospitals. Another reason is the
closure of nursing colleges by government in the mid–1990s, which is the primary cause of
the shortage of skilled nurses. The result: hospitals have been forced to limit their services,
and patients are dying unnecessarily because South Africa’s public hospitals are overbur-
dened, understaffed and poorly managed.

6 Increased patient loads. Hospitals are battling to cope with the demand. Two factors are
mainly behind the massive increase in patients: the AIDS epidemic and rapid urbanisation,
where large number of people live in unhealthy conditions in informal settlements.

6 Reduction of support workers’ posts (cleaners, porters, clerks and messengers).
Approximately one-third of health posts countrywide are vacant. Some institutions are
running with less than half the staff they need.

6 Lack of staff discipline. A widespread lack of discipline exists, which generally has a
corrosive effect on work ethic and morale. Hospital managers’ ability to take disciplinary
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action is severely limited by the centralised nature of provincial health bureaucracies.
Absenteeism among health workers is rife, often due to stress. Nurses also turn up late for
work and leave early, and often neglect patient care such as regular monitoring of vital signs.

OBJECTIVES OF THE STUDY

The relationship between leadership in general and human resource management practices as well
as organisational performance (including qualitative care within healthcare organisations), is an
important topic in the organisational sciences. However, little research has been conducted which
examines this relationship within state-hospital settings in South Africa. Nevertheless, it is well
known from a variety of studies that organisations operate more effectively and efficiently when
specific leadership functions are applied, and management operations are dealt with correctly
(Robbins, Odendaal & Roodt, 2003:242).

The main objective of this study was to evaluate expressed levels of staff satisfaction regarding
specific leadership characteristics at two public hospitals in South Africa, namely in Gauteng and
the Western Cape, where levels of employee satisfaction were tested. For a better understanding,
leadership in public hospitals in South Africa was applied at different levels (national, provincial
and local/hospitals).

Centralisation of decision-making authority has moved over the last 10 years towards a more
central point at national and provincial levels. In this study, the first four variables have been
tested with respect to the three management levels, while the remaining variables (9) have been
tested in general management terms, which are applicable to the hospital.

The following secondary objective was formulated:

To determine the existence of significant differences in staff satisfaction variables regarding
specific leadership characteristics between staff members at the two hospitals.

RESEARCH METHOD

Research hypotheses
With regard to the staff satisfaction variables the following hypotheses were formulated:
6 Ho: There exist no significant differences in the staff satisfaction evaluations between the

staff members of the two hospital samples.
6 Ha: There exist significant differences in the staff satisfaction evaluations of the two

hospitals’ staff members.

Sample framework
Staff satisfaction surveys were conducted among staff members at two provincial hospitals, one in
Gauteng and one in the Western Cape region of South Africa. The attitudes of the staff were tested
regarding certain pre-identified staff satisfaction variables. These variables were identified in order
to eventually implement an internal marketing strategy. A list of variables was generated after an
extensive literature study was conducted and focus groups consisting of staff members employed
by the hospital consulted. The final questionnaire was subsequently approved by the hospital’s
management team and the researchers. A total of 542 hospital staff members were randomly
selected and voluntarily completed a self-administered questionnaire. The response rate was 94%.

Out of a total of 542 staff members that were interviewed, 75% were employed at a hospital in
Gauteng while 24.5% were from a hospital in the Western Cape.

Of the respondents, 31% were male while 69% were female. With regard to the level of the
posts, 61% of the staff were in an operational capacity, 27% in a supervisory capacity and 13% in
a management capacity. Of the staff, 13% were in the age group 18–25 years, 29% were between
26 and 35, 29% were between 36 and 45, and 28.2% were older than 45. A total of 30% of the staff
had between one and five years’ experience, while 70% had more than five years.
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Measuring instrument and data collection method
A survey using a self-administered questionnaire was conducted among hospital staff in a hospital
in Gauteng and one in the Western Cape. The survey (questionnaire) focused on the views of staff
regarding the levels of experience of general leadership characteristics within the hospital. The
information collected is categorised into four sections, for example leaders’ ability to inspire trust,
leaders’ ability to motivate subordinates, leaders’ ability to care about the wellbeing of the
employees, and the willingness of leaders to help subordinate workers. Ratings were based on a
five-point Likert scale ranging from a very poor level of experience (‘‘definitely do not agree’’) to
a very high degree of experience (‘‘definitely agree’’). Data was collected by trained fieldworkers
through personal interviews.

Data analysis and reliability measures
Data was captured by a trained assistant and analysed using the SPSS version 12 statistical
package. An item analysis was carried out to test the validity and the reliability of the
questionnaire, and an overall Cronbach coefficient alpha of 0.944 was measured. A two-sample t
test was conducted to test the null hypothesis and the alternative hypothesis that significant
differences/no significant differences exist between the levels of satisfaction between the two
groups (medical staff and nursing staff).

LITERATURE STUDY

Leadership in public hospitals

Meaning of leadership in public hospitals
It is commonly accepted that all managers have leadership and managerial functions (Robbins et
al., 2003:242). Leadership has been historically and typically defined and understood in terms of
traits, qualities, the situation in which the leader exists and the behaviour of the leaders (Dotlich,
Noel & Walker, 2004:4). However, there is no academic agreement on what essential leadership
competencies are most important, let alone if they can be taught or are effective. As Stogdill
(1974:7) points out, ‘‘there are almost as many different definitions of leadership as there are
people who have tried to define it. But successful managers must lead and manage effectively.’’

Goodwin (2006:2) sees leadership as ‘‘a dynamic process of pursuing a vision for change’’ and
‘‘leadership is concerned with change and the future’’. This means leaders must be able to look
over the horizon to identify the opportunities and threats over the course of decades, not just over
months or years. They must be able to construct practical options for action that are flexible and
open to change. And they must be able to bring people along with them. Charney (2006:6) says
leaders are people of influence. Nelson and Economy (2005:6) add: ‘‘Leaders need to energize and
motivate: create visions that inspire employees to bring out their very best performance.’’
Employees are the most important resource and are much more productive when energised – that
is, unleashing their passion and talent. Motivated people are always looking for better results.
Rondeau and Wagar (2002:3) argue that motivated employees have improved morale, commit-
ment and satisfaction. They accept that change means adaptation and not being afraid of
reinforcing a new mission, culture and values of restructuring, and that it involves redefining
beliefs, structures and practices (Wooten & Decker, 1996:15). Leaders also understand that change
will not immediately result in increased effectiveness. Godard and Delaney (2000) say leaders
always have a need or desire to change from the status quo.

Horner (1997:272) argues further that the current theories of leadership view it as a process in
which leaders do not lead the followers, but are seen more as members of a community of
practice. Goodwin (2006:2) agrees that modern leaders are part of a team: ‘‘Leaders today are far
more open to consensus building than were previous generations. And the most important
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leadership skill is therefore influence.’’ This view is also supported by Denis, Lamothe and
Langley (2001:811) who speak about ‘‘collective leadership’’ and ‘‘contributions of more than a
single individual’’, and that ‘‘leadership is shared’’. The effectiveness of leadership, though,
depends on the degree of complementarities among their members. Adler, Riley, Kwon, Signer,
Lee and Satrasala (2003:18) also agree, and are of the view that team leadership is possible and
will result in greater collaboration with more centralised (hospital-wide) decision making and
standardisation and with regular meetings with representatives from all the hospital departments.

Nevertheless, effective leadership is accepted as an important ingredient for management
success. In general management, public hospitals do not differ from other hospitals or even from
any other organisations – the emphasis is on service to the community. Therefore, if effective
leadership can be identified as exactly what it is, it could be replicated in the management of
public hospitals.

A common goal in public-hospital leadership is effectiveness. Wankhade and Brinkman
(2007:2) say that effective leadership is a key ingredient in modernising today’s health services.
The core question today is: How do public hospital leaders successfully lead? ‘‘Management’’ is
vital and it consumes much time but in most organisations successful managers must do more to
truly lead.

The basic premise of management is that managers set goals that represent some level of
growth for a particular group in a particular environment. Managers then develop strategies for
reaching these goals. Results are evaluated and altered, or new directions are set. Managers
constantly design strategies for moving groups of personnel to more efficient and more qualitative
levels of functioning. In conducting these processes, managers plan, organise, motivate, control
and evaluate the work of healthcare personnel in the delivery of professional care. In practice it
means better service delivery, better patient care and improved working practices for staff. The
challenge is to select the best leadership style for the moment and circumstances. An effective
leadership style will necessitate a successful partnership and teamwork between individuals,
organisations, politicians, healthcare professionals and other stakeholders within the complex
network of public health.

Leadership traits and characteristics
The following are important leadership traits and characteristics for effective organisations
(Byrum, 2005; Eade, 1996; Kennedy, 2000):
6 Motivation. Autocratic leadership styles were more common in the 1970s (and earlier).

Gradually this made room for more democratic styles. The autocratic style feeds high staff
turnover and low employee morale. Low morale, in turn, causes a decline in productivity and
in the quality of service provided to clients (patients). The leader has a direct impact on staff
performance, productivity, satisfaction and turnover (Rondeau & Wagar, 2002:3). The most
important technique for motivating people we supervise is to treat them the same way we
wish to be treated: as responsible professionals (McCauley & Van Velsor, 2004:5) – that is, to
strike the right balance of respect, dignity, fairness, incentive and guidance, and to create a
motivated, productive, caring, satisfying and secure work environment (Wooten & Decker,
1996:15; Buzan, Israel & Dottino, 2003:90; Jaques & Clement, 1994: 69). In short,
motivational leaders produce better results – those who focus on positive reinforcement
rather than fear and intimidation will be the successful managers in the next millennium.

6 Adaptive leadership. Good leaders have the ability to be innovative to adapt to ever-
changing and ever-challenging environment (Bennis, Spreitzer & Cummings, 2001:116;
Charan, Drotter & Noel, 2001: 94). They have a capacity to generate promise, hope and trust.

6 Reputation. Outstanding leaders have developed a positive reputation with peers. Integrity
and credibility are two of the most important factors (Williams, 2005:3; Schuitema, 1998:92;
Pardey, 2007:25; Cranwell-Ward, Bacon & Mackie, 2002:172; Shaw, 2006:64). The
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well-respected, excellent practitioner who has a track record of high values can be most
influential with peers and colleagues (Denis et al., 2001:820; Avolio & Luthans, 2006:95)

6 Reliability. Leaders inspire trust (Williams, 2005:148; Dotlich et al., 2004:4; Cranwell-Ward
et al., 2002:172). Confidence and reliability in leaders are integral components in the
acceptance and support of decisions made (Barrett, 1998:27; Shaw, 2006:187).

6 Involvement. Leaders have the conviction and passion to get involved and stay involved.
The commitment to service and the ethical determination to lead are crucial to being a
successful leader. They are energetic, and capture people’s attention and command their best
energies (Nelson & Economy, 2005:6; Barrett, 1998:231).

6 Interpersonal skills. Leaders also need to develop interpersonal skills to lead properly. They
listen and communicate effectively (Adler et al., 2003:18; McCauley & Van Velsor, 2004:14;
Bennis & Townsend, 1995: 52; Phillips & Schmidt, 2004:222). Leaders listen to subordi-
nates, and are problem solvers and solution finders who will show the way (Bennis et al.,
2001:84; Buzan et al., 2003:111; Shriberg et al., 2005:86).

6 Coaching and leadership development. Leaders are willing to develop, empower and coach
others. They want peers and subordinates to grow (Williams, 2005:4; Schuitema, 1998:133;
Avolio & Luthans, 2006:83; Bennis & Townsend, 1995:73; Jaques & Clement, 1994:195;
Maxwell, 2001: 93;).

6 Creation of culture. Leaders create a family environment (Cranwell-Ward et al., 2002:371;
Maxwell, 2001: 93; Phillips & Schmidt, 2004:9; Shriberg et al., 2005).

Problems (worldwide) with leadership in public hospitals
The modern hospital is a complex institution that operates with limited resources. Unfortunately,
as soon as the complexities of the delivery of health care in public hospitals mix with human
relationships, even the best-intentioned supervisors can find the management side of their jobs
deteriorating into chaos. Berwick (1997:2) agues this is why a large gap exists between how health
care could perform and how it does. Eade (1996:1) says today’s healthcare providers face
expanding workloads, fewer resources, greater patient expectations, increasing threats (for
example malpractice suits) and closer scrutiny, especially from third-party providers. Job
performance is reflected more in the bottom line than in the quality of patient care.

Justice (2005:2) adds by saying that most people (up till recently) got into the healthcare
management arena because of their technical skills and not because of their managerial and
leadership skills, but nurses and doctors often find themselves in managerial roles with
tremendous responsibilities. Bloom (1990:2) says this leads to competition for economic and
psychological dominance, and as a result problem solving by the staff is ineffective. A somewhat
puzzling problem is why, in this environment, do some managers thrive while others burn out?
The answer lies in each manager’s ability to work with peers – that is, to inspire trust, loyalty,
commitment and collegiality among team members. Eggli and Halfon (2003:29) take it further
and highlight the problem where a lack of qualified staff exists and the situation is exploited by
those in demand. Preventing and overcoming these obstacles is vital in today’s competitive
marketplace. Many hospitals are spending thousands in sign-on and retention bonuses to keep
talented workers who will provide quality care.

Rising cost is a further problem that has its roots in management, more specifically the waste of
resources because of the technical and managerial inefficiency within hospitals (Tabish, 1998:109;
Goodwin, 2006:2). In order to control hospital expenditure and improve the efficiency, manage-
ment and role of hospitals in the health sector, there is a need to introduce professionalism in
hospital management and leadership.

Distinctiveness of public-sector hospitals
The scenario of the hospital as an entity, and more specifically the public-sector hospital, needs to
be highlighted. In general management, public hospitals do not differ from other hospitals or even
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from any other organisation – the emphasis is on service to the community. But the interaction
between economic/business, medical and management values needs to be understood. For
example, information handling should give maximum consideration to the needs of decision
making in the management process. In a hospital, management includes patient management (the
point where clinical management takes over from hospital management), thus reaching right to the
bedside. Information selection, storage and dissemination functions in the hospital must be
designed to ensure maximum compatibility between the requirements of both the business and the
clinical aspects of management.

The line and staff relations – that is, managers/administrators and doctors – in hospitals may
differ from those in other organisations. Delegation, decentralisation and formalisation may have
other characteristics in health care than in other sectors. The relations between different
departments and units in a hospital could present a structure different from that of, for example, a
manufacturing company. The environment, technology and life-cycle stage of hospitals may differ
greatly from those in the industrial sector. Organisational identity and culture are other issues
which show differences between the two categories of organisation.

Challenges for public hospital leaders
The typical public-sector hospital employee in South Africa can end up in a work environment
with colleagues from different backgrounds in terms of age. This can confuse any worker if good
leadership is not applied. For instance, people who started in the 1970s came from an environment
of a rigid and bureaucratised public service in its treatment of talent, its restraint on creativity and
its isolation from the community. In the 1980s and 1990s, the characteristics of our modern public
service evolved to include: heightened responsiveness to the elected government; improved
efficiency and effectiveness, including more results-based management; and increased community
participation.

During the 1990s citizens became ‘‘clients’’ or ‘‘customers’’, and the public sector competed
with the private sector in contestable markets. People in permanent posts lost their permanency
and were employed on performance-based contracts in line with private-sector practice. After
2000, the public’s expectations of government have never been higher. And at the same time,
government accountability has never been greater.

During the last 10 years, hospital executives were focused on restructuring and re-engineering
their organisations for greater efficiency. Today, the leadership skill set being sought by
future-oriented hospital organisations has shifted dramatically. What has changed is that beyond
financial acumen (to accomplish more with less), a much wider range of complex skills in
leadership and communications, and management of rapid technological changes have become
increasingly essential for managers (Justice, 2005:2). Coye et al. (1994:6) also say that
public-health leaders of today deal with multidimensional public-health problems that are
intertwined with seemingly intractable social and economic ills. These issues demand that leaders
in public health be equipped differently than the leaders of yesterday. Even active professionals
who have been working in the field for some time are not prepared for the current and future
challenges facing public health.

What skills are needed to prepare leaders in public health? The business community and
academia have moved increasingly into the study and teaching of leadership, and away from the
more technical discipline of management, a trend that is taking hold in the public-health sector as
well. Leadership includes skills like the ability to see the big picture, to think and plan
strategically, to share a vision with others, and to marshal constituencies and coalitions for action.

Broad-based leadership in the public-hospital sector is essential to create a new culture based on
innovative, joined-up and citizen-centred delivery at the local level. It is about meeting the
challenge of rising public expectations of government in a resource-constrained world. This in
turn has encouraged hospital workers to strive for continuous improvement in the quality of

Journal of Business and Management Dynamics (JBMD)52



JOBNAME: JBMD Part1 PAGE: 8 SESS: 6 OUTPUT: Mon Sep 7 15:41:36 2009
/dtp22/juta/academic/JBMD−Vol03−Part01−2009/04article

public-policy work. Kennedy (2000:5) adds: ‘‘Because of the many changes that medical care has
undergone recently, we need excellent leadership to guide health care into the 21st century.’’

Leadership is not generated spontaneously. The public hospital community needs to formally
develop leaders to address the many problems that confront them. To meet these challenges and
obstacles they must get involved in the discussions, debates and decision-making processes that
affect them. Those with experience have the greatest knowledge, involvement and ability to direct
changes. If they do not lead the decision-making processes that will dictate the future, decisions
will be made by insurers, politicians and businessmen whose primary goal may not be the
betterment of healthcare provision (Kennedy, 2000:7).

FINDINGS
The following findings were made:

Table 1 Extent to which leaders have the ability to inspire trust

Hosp A Hosp B
Mean SD Mean SD

1 Departmental management (ministers at national and
provincial levels)

3.08 1.21 2.19 1.00 Df = 1
p-value 0.000
Conclusions: Hp
rejected

2 Institutional/hospital managers (CEO, superintendents
of hospitals, heads of departments)

3.17 1.81 2.51 1.06 Df = 1
p-value 0.000
Conclusions: Hp
rejected

3 First-level managers (supervisors) 3.37 1.18 3.13 1.19 Df = 1
p-value 0.085
Conclusions: Hp
accepted

Table 1 indicates the ability of the different levels of leaders to inspire trust. It is evident that staff
members of both hospitals are in agreement that the management level closest to them has a
greater ability to inspire trust compare to the managers that are higher up in the hierarchy.
Statistical significant differences exist between the respondents of both hospitals regarding all
three questions.

Table 2 Extent to which leaders have the ability to motivate subordinates

Hosp A Hosp B
Mean SD Mean SD

4 Departmental management (ministers at national and
provincial levels)

2.95 1.17 2.31 1.03 Df = 1
p-value 0.000
Conclusions: Hp
rejected

5 Institutional/hospital managers (CEO, superintendents
of hospitals, heads of departments)

3.13 1.18 2.53 1.05 Df = 1
p-value 0.000
Conclusions: Hp
rejected

6 First-level managers (supervisors) 3.36 1.17 3.04 1.21 Df = 1
p-value 0.018
Conclusions: Hp
rejected

Table 2 indicates the ability of the leaders to motivate subordinates. It indicates a similar trend to
the findings in Table 2. It appears that the further away the managers are from the hospital’s
employees (respondents) in terms of the hierarchy, the lower is their ability to motivate
subordinates. This applies to staff of both hospitals. Statistical significant differences exist
between the respondents of both hospitals regarding all three questions.
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Table 3 indicates the leaders’ ability to care about the well being of the employees. It indicates a
similar trend to the findings in the previous two tables. It appears that the further away the
managers are from the hospitals’ employees (respondents) in terms of the hierarchy, the lower are
their ability to care deeply about the well being of the employees. This applies to staff of both
hospitals. Statistical significant differences exist between the respondents of both hospitals
regarding al three questions.

Table 3 Extent to which leaders care deeply about the wellbeing of employees

Hosp A Hosp B
Mean SD Mean SD

7 Departmental management (ministers at national and
provincial levels)

2.99 1.23 1.99 0.95 Df = 1
p-value 0.000
Conclusions: Hp
rejected

8 Institutional/hospital managers (CEO, superintendents
of hospitals, heads of departments)

3.17 1.18 2.26 1.05 Df = 1
p-value 0.000
Conclusions: Hp
rejected

9 First-level managers (supervisors) 3.4 1.16 2.91 1.22 Df = 1
p-value 0.000
Conclusions: Hp
rejected

Table 4 indicates the extent to which leaders are willing to assist subordinate workers. It shows
direct resemblance to the findings in the previous tables. It appears that the further away the
managers are from the hospital’s employees (respondents) in terms of the hierarchy, the lower
their ability to assist subordinate workers. This applies to staff of both hospitals. Statistical
significant differences exist between the respondents of both hospitals regarding all three
questions. Respondents of hospital B were more in agreement with regard to all the statements
compared to employees of hospital A.

Table 4 Extent to which leaders are willing to help subordinate workers, namely to act as coaches
(facilitators, developers of people)

10 Departmental management (ministers at national and
provincial levels)

3.0 1.22 2.29 0.99 Df = 1
p-value 0.000
Conclusions: Hp
rejected

11 Institutional/hospital managers (CEO, superintendents
of hospitals, heads of departments)

3.15 1.2 2.48 1.05 Df = 1
p-value 0.000
Conclusions: Hp
rejected

12 First-level managers (supervisors) 3.42 1.19 2.93 1.18 Df = 1
p-value 0.000
Conclusions: Hp
rejected

Reliability: Cronbach alpha 0.878
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Table 5 Other aspects of leadership

Hosp A Hosp B
Mean SD Mean SD

13 The competency of my direct supervisor is of an
acceptable level

3.52
3

1.13 3.32
1

1.22 Df = 2
p-value 0.855
Conclusions: Hp
accepted

42.6%
Agree – DA

53.1%
Agree – DA

14 Our leaders are willing to listen to staff 3.29
7

1.11 2.94
4

1.12 Df = 2
p-value 0.002
Conclusions: Hp
rejected

39.7%
Agree – DA

47.5%
Agree – DA

15 Mutual respect exists between our leaders and staff 3.38
5

1.09 2.93
5

1.17 Df = 2
p-value 0.000
Conclusions: Hp
rejected

41%
Agree – DA

49.7%
Agree – DA

16 Our main culture in the hospital is to build quality
relationships with fellow employees and patients

3.64
1

1.09 3.22
2

1.07 Df = 2
p-value 0.000
Conclusions: Hp
rejected

50.1%
Agree – DA

58.2%
Agree – DA

17 Staff has a collective identity with other employees and
the hospital.

3.51
4

1.07 2.88
6

1.06 Df = 2
p-value 0.000
Conclusions: Hp
rejected

35%
Agree – DA

54.3%
Agree – DA

18 Staff experiences a family-like fabric in our hospital
(staff and management act as one family)

3.37
6

1.14 2.28
9

1.01 Df = 2
p-value 0.000
Conclusions: Hp
rejected

14%
Agree – DA

47.5%
Agree – DA

19 Staff generally wants everybody to speak well about our
hospital

3.59
2

1.13 3.22
2

1.07 Df = 2
p-value 0.001
Conclusions: Hp
rejected

53.8%
Agree – DA

57.7%
Agree – DA

20 Management in our hospital manages staff talent
efficiently

3.18
9

1.17 2.43
7

1.01 Df = 2
p-value 0.000
Conclusions: Hp
rejected

16.4%
Agree – DA

41.9%
Agree – DA

21 Management in our hospital shows appreciation for
what the staff is doing

3.21
8

1.23 2.35
8

1.08 Df = 2
p-value 0.000
Conclusions: Hp
rejected

19.4%
Agree – DA

47.2%
Agree – DA

DA = Definitely agree
Figures below ‘‘Mean’’ indicate rank order of variables as per hospital
Reliability: Cronbach alpha 0.945

Table 5 indicates other aspects of leadership. The variable that respondents of hospital A were
more in agreement compared to the other variables was The main culture in the hospital is to build
quality relationships with fellow employees and patients. Slightly more than 50% of respondents
rated this variable between ‘‘agree’’ and ‘‘definitely agree’’. This variable was also rated fairly
high and in second position by respondents of hospital B. In this case, over 58% of the
respondents rated it between ‘‘agree’’ and ‘‘definitely agree’’. Statistical significant differences
between respondents of the two hospitals exist.

The statement that respondents of hospital A rated second in terms of their level of agreement
which was Staff generally wants everybody to speak well about their hospital. More than 54% of
respondents of hospital A rated this statement between ‘‘agree’’ and ‘‘definitely agree’’, while 58%
of hospital B’s respondents felt the same. Statistical significant differences between respondents of
the two hospitals exist.
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The statement The competency of the direct supervisor is of an acceptable level was rated in
third position by hospital A’s respondents. More than 42% of respondents rated this variable
between ‘‘agree’’ and ‘‘definitely agree’’. Respondents of hospital B, however, rated this variable
in the first position in terms of their rate of agreement. Over 53% of respondents rated this variable
between ‘‘agree’’ and ‘‘definitely agree’’. No statistical significant differences exist between
respondents of the two hospitals in terms of this variable.

The variable Management in our hospital manages staff talent effıciently was rated last in terms
of level of agreement by respondents of hospital A and in seventh position by respondents of
hospital B. In terms of hospital A, 16% of respondents rated this variable between ‘‘agree’’ and
‘‘definitely agree’’, while almost 42% of respondents of hospital B rated it between ‘‘agree’’ and
‘‘definitely agree’’. Significant differences between the two respondent groups in terms of this
variable exist.

The variable that respondents of both hospitals rated in eighth position is Management in our
hospital shows appreciation for what the staff is doing. A total of 19% of respondents of hospital A
rated this variable between ‘‘agree’’ and ‘‘definitely agree’’, while over 47% of respondents of
hospital A rated this variable between ‘‘agree’’ and ‘‘definitely’’ agree. Statistical significant
differences between respondents of the two hospitals exist.

For the other categories, the study shows that leaders are more willing to listen to staff in
hospital B than in hospital A; a little more mutual respect exists between leaders and staff in
hospital B than in hospital A; staff has a higher level of collective identity with other employees
and the hospital in B than in hospital A; and staff experiences a much larger family-like fabric in
hospital B than in hospital A.

RECOMMENDATIONS

Generally, staff in both hospitals experience more active leadership abilities (inspire trust;
motivate subordinates; care deeply about the wellbeing of employees; assist subordinate workers)
from leaders in their workplace (hospitals), and to a lesser extent from leaders at provincial and
national level. Staff members of hospital A are, however, more positive with regard to all four
variables that are dealt with in this section. Information sessions should be introduced to different
levels of management informing them of the outcome of the research. This should be done in
order to address issues of handling inspiring trust, motivating people, care about the wellbeing of
employees and willingness to assist subordinates to act as coaches. Hospital B should assume a
tougher approach in this regard. Ironically, more leadership abilities would be expected from these
levels owing to their centralisation of authority. In general, this phenomenon does not contribute to
effective and efficient management at ground level. The result is an ill-motivated and ill-
committed staff component. In order to turn this around, more authority and decision-making
rights should be afforded to workplace leaders (hospital managers).

It is also clear that the experiences of staff regarding leadership abilities among management in
hospital A are rated at a much lower level than in hospital B. The application of leadership abilities
is, however, on a relatively low level in both hospitals and sometimes unacceptably low in hospital
A (for example 14%, 16,4% and 19,4%). These levels of low leadership application could also be
due to centralisation of authority to provincial and national levels. In this situation it is expected of
hospital managers that they lead and manage, but without having the necessary authority. This
creates frustration among managers that filters down to the workforce. An opposite picture is
possible when hospital managers are empowered with authority. The authority will give workplace
managers power to effectively and efficiently manage daily operational aspects and longer-term
decisions of hospital life.

Managers, especially at provincial and institutional levels, should be informed about the
importance of identified staff-related issues and their role in maintaining sound business
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principles. First-level managers should be informed about the importance of their role in building
quality relationships with fellow employees and patients; their own competency of an acceptable
standard; and an overall acceptable image of the hospital. Prioritising these variables will ensure
that a healthy environment is created within the boundaries of the healthcare environment.

CONCLUSIONS

The main objective of this study was to evaluate expressed levels of staff satisfaction regarding
specific leadership characteristics at two public hospitals in South Africa. The survey revealed that
staff at both hospitals experience more active leadership abilities (inspiring trust, motivating
subordinates, caring deeply about the wellbeing of employees, assisting subordinate workers)
from leaders in their workplace (hospitals), and to a lesser extent from leaders at provincial and
national level. The leadership abilities of managers further from the workplace (those at provincial
and national levels) are not as active as those of managers at the hospitals.

The secondary objective was aimed at determining the existence of significant differences
regarding staff satisfaction variables in terms of specific leadership characteristics between staff
members at the two hospitals. It was found that experiences of staff regarding leadership abilities
among management at hospital A are rated on a much lower level than at hospital B. However,
more alarming is that the application of leadership abilities is on a relatively low level at both
hospitals. Thus leadership on the three managerial levels should understand and be clear that the
application of leadership affects both the effectiveness and the efficiency of staff.
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ABSTRACT
This study investigates the financial performance of black-owned grocery shops in
Mdantsane in South Africa. To achieve this objective, the research hypothesised that
variables that impact on the performance of grocery shops are, among other things,
bad debts and excessive withdrawals. It was also hypothesised that a lack of sufficient
funds implies that grocery shops cannot embark on vigorous marketing efforts, and
this erodes profitability. The study is important because grocery shops in townships are
a source of income for most of the black population. The results indicate that the
management of grocery shops has to pay special attention to asset management in
order to achieve an acceptable turnover relative to assets. It is often the case that better
asset management sets free some of the funds tied up in a business for creating greater
turnover, better discounts or expansion. It is also imperative that the management of
small businesses improve their managerial skills on aspects of financing and financial
information preparation, and the calculation of capital requirements.

INTRODUCTION
Financial performance refers to a management initiative to upgrade the accuracy and timeliness of
financial information. Meeting requirements and standards while supporting day-to-day operations is
central to this initiative. Areas of emphasis include reducing erroneous payments and strengthening the
management of government-held assets (Anon., 2006a). Cant and Brink (2003:5) highlight that
financial management is a crucial field within the endogenous environment of SMEs that presents
numerous potential obstacles. Management competence is often determined by the availability of
management and financial information. Lack of financial resources is often reported as the major
obstacle experienced by businesses. Financial issues important for business success are capital
requirements, bookkeeping, financial planning, financial control, management of working capital and
income generation. In the light of this the study intends to explore these issues in detail.

PROBLEM STATEMENT
The rapidly growing grocery retail sector in South Africa is under intense pressure due to limited
resources and services. According to Rode Property Economists, Consultants and Valuers (2004),
80% of township retailers have left regular employment to take up opportunities in the townships.
High and growing unemployment in the mainstream economy motivates an increasing number of
individuals to enter the informal sector, typically as street vendors and other service providers.
However, the livelihoods, wages and working conditions within the sector are rarely adequate to
sustain a basic lifestyle for even a small number of traders. The flooded market results in intense
competition and high tension as sellers compete for scarce customers.

The former Minister of Finance in South Africa, Trevor Manuel, highlighted the fact that shop
traders battle with hawkers and street sellers over space, and the fierce competition frequently
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leads to violence. In almost all the townships, butcheries, bakeries, clothing and grocery shops
owned by Asian or Middle Eastern investors have sprung up. The local businessmen are not happy
that foreign investors are venturing into businesses that should be owned or managed by South
Africans (South African government, 1995). A businessman in Soweto echoed that ‘‘if foreign
investors start running grocery shops and butcheries and sell amafongkong [imported clothing],
what will South Africans do?’’ (Competition Tribunal, South Africa, 2000). Established retailers
such as Shoprite have also entered the township market, which will increase the level of
competition for the grocery shops in the township area.

In the light of serious competition indicated above, the study intends to contribute to a more
comprehensive understanding of variables that impinge on the financial performance of grocery
shops in Mdantsane. A more in-depth study of the financial performance of black-owned grocery
shops is required to answer the following questions:
6 Is it possible to establish the performance of small businesses in the grocery-shop sector in

South African townships over a specific period of time?
6 To what extent is the financial performance of the small business in the grocery market sector

influenced by the behaviour of the owners?
6 Is the performance of grocery shops affected by the lack of availability of funds?

LITERATURE REVIEW
A review of the literature reveals several ways to assess financial performance. An organisation’s
performance can be measured using financial measures (e.g. profitability, sales growth, etc.),
operational indicators (e.g. market share) or share price, or a combination of factors. Within the
domain of financial performance, numerous financial ratios are available, and these fall into four
major categories: profitability ratios, cost ratios, growth ratios and valuation ratios (Venktraman &
Vasudevan, 1986:801).

Profitability ratios
Maximising the wealth of the shareholders’ or owner’s interest is an acceptable criterion. This
implies a denominator that consists only of owner’s (the risk bearer) capital, whereas the
numerator reflects the net earnings attributable to the owner. Correira, Flynn, Uliana and
Wormland (2003, 1:11) note that the objective of financial management is the maximisation of
wealth; a structured analysis should aim towards measuring how effectively this objective is
achieved. The return on owner investment indicates, to the entrepreneur, how many cents he or she
earns in a year for every rand of investment.

Return on assets, also known as the return on investment, measures the profitability of a firm as
a whole in relation to the total assets employed. It illustrates the overall effectiveness of
management in generating profit with its available assets. It is calculated by dividing earnings
before interest and taxes by the total assets. Other definitions of earnings include earnings before
interest but after taxes, and earnings after interest and taxes. However, earnings before interest and
taxes are used as the numerator because the return on all the firm’s assets, and not just equity
investment, is measured. In addition, since all assets are financed by both the shareholders and the
creditors, the ratio should measure the productivity of assets in providing returns to both classes of
investors (Correira et al., 2003:191).

Formula 1 shows the calculation of return on assets.

Formula 1: Calculation of return on assets
Return on assets = Earnings before interest and taxes (EBIT)/total assets

Source: Adapted from Gitman (2003:65)

This research uses return on equity (ROE), shown in formula 2, as the overall indicator of success.
While profit maximisation would not be a primary objective, the return on equity is the
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bottom-line measure of performance. It illustrates the effectiveness of financial leverage. A high
return on equity indicates that borrowed funds have been profitably employed. This implies that a
firm can comfortably meet its interest commitment while still retaining profit for owners. This is
measured by formula 2.

Formula 2: Calculation of return on equity (ROE)
ROE = Net earnings after tax/owners’ interest

Source: Adapted from Gitman (2003:65)

However, considering that most grocery shops owned by black businessmen lack sufficient capital,
borrowed capital could become an important component in the capital structure of the shops.

In order to measure the favourable or unfavourable effect of financial leverage, it is suggested
that formula 3 be used.

Formula 3: Effect of financial leverage
Net earnings before tax/total assets 〉 Before tax interest rate on debt

Source: Adapted from Gitman (2003:65)

The combined use of the aforementioned two criteria enables the researcher to investigate and
assess the impact of financial leverage as illustrated by Correira et al., (2003, 20:10). In order for a
business to achieve a positive financial leverage, liquidity and solvency must also be considered.

Liquidity ratios
The liquidity of a business is measured by its ability to satisfy its short-term obligations as they
come due. This implies that a liquid firm is one that is able to raise cash when it is needed, which
is called technical solvency. Legal insolvency occurs when a firm’s total liabilities exceed a fair
valuation of its total assets. This means that the net worth of the firm is negative. Money market
securities are an excellent source of asset liquidity. A potential liability, for example unused
available credit as in a bank overdraft or revolving credit, also provides liquidity. For example, if a
firm has a revolving credit of R200 000 and is currently borrowing only R50 000, it has R150 000
of liquidity from this borrowing source. It follows that a firm with a credit of R200 000 that is
borrowing R50 000 has more liquidity than a firm with the same amount of credit, but borrowing
the full R200 000. To the extent that a firm has large investments in assets that are readily
convertible into cash and has a large potential for borrowing, it is liquid (Steinhoff & Burger,
1996:256).

Steinhoff and Burger (1996:256) further argue that there are two aspects of liquidity, namely
planned liquidity and protective liquidity. An entrepreneur has to forecast cash needs and plan how
those needs are to be met – through reductions in assets or the issuance of shares (as in venture
capital). Protective liquidity is the ability to meet unexpected cash demands, which are net cash
outflows which are greater than the forecast cash flow. Unexpected cash demands can arise for
many reasons. In some cases, cash can be needed to undertake unexpected investment
opportunities. The inability to raise sufficient cash to undertake these investments results in the
forgone profits. It is against this background that ratios that indicate the financial position, such as
current ratio and quick ratio, are elaborated on subsequently.

The current ratio is calculated by dividing current assets by current liabilities. Current assets
normally include cash, accounts receivable and stocks, while current liabilities consist of accounts
payable and accrued expenses. The ratio indicates the extent to which the claims of short-term
creditors are covered by assets that can be translated into cash in the short term (Correira et al.,
2003, 20:10). The calculation is given by formula 4.
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Formula 4: Calculation of current ratio

Current ratio = Current assets
Current liabilities

Source: Adapted from Gitman (2003:65)

In other cases, cash may be needed because of unexpected outflows, for example a sudden
increase in the price of inputs such as production material (Steinhoff & Burger, 1996:257). Cash
may be required because cash inflows are less than anticipated, for example a strike that stops
production, a slowdown in collections due to a recession in the economy, a breakdown in a critical
manufacturing step that cannot be fixed quickly or a technological breakdown that causes prices to
drop dramatically. Given the general uncertainty regarding cash flows, entrepreneurs should
maintain a conceivable amount of liquidity. Entrepreneurs should commit credit well above the
amount they expect to be needed, hence it is advisable to use the quick ratio, since it takes longer
to translate stock into cash. It is a useful measure of the firm’s ability to pay off short-term
obligations without relying on the sale of stocks (Correira et al., 2003, 20:10). The quick ratio is
calculated by deducting stock from the current assets and dividing the remainder by current
liabilities, as indicated by formula 5.

Formula 5: Calculation of quick ratio
Quick ratio = Current assets − stock/current liabilities

Source: Adapted from Gitman (2003:65)

Solvency ratios
Solvency refers to liquidity in the long term – that is, a firm’s ability to pay its long-term debt. The
more solvent a firm, the better protected its owner is from losing his investments (Correira et al.,
2003, 20:10). To measure this protection, entrepreneurs should use as a yardstick the debt ratio,
debt equity ratio, times interest earned ratio and the Altman model. These ratios and the Altman
model are depicted as follows:

Formula 6: Calculation of debt ratio
Debt ratio = Total liabilities/total assets

Source: Adapted from Gitman (2003:65)

Formula 7: Calculation of debt to equity ratio
Debt to equity = Total debt/total equity

Source: Adapted from Gitman (2003:65)

Formula 8: Calculation of times interest earned ratio
Times interest earned = Operating profit before tax/interest expense

Source: Adapted from Gitman (2003:65)

Altman model
Altman (1968:589) introduced the multiple discriminant analysis (MDA) to develop a predictive
model for insolvency of firms with a high degree of accuracy. This technique, based on regression
analysis, establishes coefficients for the ratios that minimise misclassification. A major reason for
the high rate of financial distress of firms is attributed to the effect of heavy debt burdens. Using a
sample of 66 manufacturing companies (33 failed and 33 successful), Altman’s regression model
achieved an accuracy of 95%. Altman argues that ratios alone cannot provide the complete story
and can be misleading when viewed in isolation. He therefore combined several ratios with
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statistical techniques to arrive at a single numeric score for the financial health of companies
called the Z score. This original Z score was revised by Altman in 1983 to incorporate small firms
that are not listed on the stock exchange. This model Altman called Z. The Altman regression
model that predicts the Z score for small manufacturing firms is explained in formula 9.

Formula 9: Calculation of the Z score
Z = 0.717(X1) + 0.847(X2) + 3.107(X3) + 0.420(X4) + 0.998(X5)

Where: X1 = Working capital/total assets
X2 = Retained earnings/total assets
X3 = Earnings before interest and taxes/total assets
X4 = Book value of equity/total assets
X5 = Sales/total assets

X1 represents the ratio of working capital to total assets. This is the Z score, which is considered
to be a reasonable predictor of increasing financial problems in a firm. A firm that experiences
repeated losses usually suffers a reduction in working capital relative to its total assets.

X2 represents the ratio of retained earnings to total assets. This is a Z score component that
provides information on the extent to which a firm has been able to reinvest its earnings in itself.

X3 represents the ratio of earnings before interest and taxes to total assets. The ratio adjusts for tax
factors and also makes adjustments for leveraging due to borrowings. These adjustments allow
more effective measurements of a firm’s utilisation of assets.

X4 represents the ratio of book value of equity to total assets. This ratio provides an indicator of
how much a firm’s assets can decline in value before debt exceeds assets.

X5 represents the ratio of sales to total assets. This ratio measures the ability of a firm’s assets to
generate sales.

Altman (1968:118) stipulates that the analytical range of the Z score for the prediction of
insolvency of privately held retail firms is as follows:
6 Less than 1.23 – high probability of insolvency;
6 1.23 to 2.90 – gray zone where insolvency is difficult to predict); and
6 Greater than 2.90 – low probability of insolvency.

The relevance of the interpretation of the Z score to this study is that firms in the sample with Z
scores of less than 1.23 are regarded as insolvent. Firms with Z scores of between 1.23 and 2.90
are in the gray zone where insolvency is difficult to predict. Firms with Z scores of above 2.90 are
solvent (Altman (1968:589).

The norms that will be used for this research are the ratios calculated by the Bureau of Financial
Analysis (BFA) in Pretoria for the various sectors of the South African economy. BFA calculated
the ratios on behalf of the South African Financial Sector Forum, which is the umbrella
organisation of all the financial institutions in South Africa. These ratios are relevant to the South
African business environment and they will be compared with those obtained from the
respondents of this research. The ratios have been calculated for each of the 37 sectors on the JSE
using a standardised system of analysis for all the listed firms (South African Financial Sector
Forum, 2005).

METHODOLOGY

Population and sample
A list supplied by the Food Marketing Institute revealed that there are approximately 300 grocery
shops owned by black individuals in the Mdantsane area of East London (Food Marketing
Institute, 2004:3). Spaza shops, hawkers and street vendors were not included in the list. The

Journal of Business and Management Dynamics (JBMD)64



JOBNAME: JBMD Part1 PAGE: 6 SESS: 7 OUTPUT: Mon Sep 7 15:41:36 2009
/dtp22/juta/academic/JBMD−Vol03−Part01−2009/05article

researcher then calculated a sample size using a rule of thumb that states that a sample size has to
be a sixth of the sample population based on six standard deviations within a 99.73% confidence
(Cooper & Schindler, 2003:20). Therefore, for a population of 300, the sample is calculated as
300/6, which gives 50. The sample size of the study was found to be 50 respondents. A total of 36
questionnaires were returned, indicating a response rate of 72%.

Research instrument
The empirical research component of the study consisted of a self-administered questionnaire. The
study employed five-point Likert-scaled questions, multiple-choice rating questions, dichotomous
questions, open-ended questions, and open-ended and single-answer questions respectively. The
questionnaire was pre-tested among five of the respondents identified in the sample to ensure
reliability and validity.

Validity
The study adopted the approach of using the 13 most common financial ratios to measure financial
impact, since they have been mostly used in literature and have been tried and tested (Karahanna
& Chen, 2004; Santhanam & Hartono, 2003).

Reliability
Reliability refers to the degree to which measures are free from error and therefore yield
consistent results (Zikmund, 2003:300). Terreblanche and Durrheim (2002:117) assert that the
following errors pose a serious threat to the reliability of data, namely subject error and subject
bias. The subject error was minimised by having the respondents fill the questionnaire in the
presence of the researcher. Groves, Dilliman, Eltinge and Little (2002:32) support the above
statement by arguing that the rule of thumb in the research industry is that a response rate above
50% is sufficient to minimise response bias. This study had a response rate of 72%.

Data gathering
The researcher visited grocery shops owned by black individuals in Mdantsane and administered
questionnaires to the shop owners/managers. The researcher covered the area of study in four
weeks, stretching from the period of 1–31 March 2005. Approximately 30 minutes were required
to complete the questionnaire.

Data analysis
The researcher was able to use statistical techniques of inference to test the hypotheses. This was
primarily based on the software package MINITAB Release 14. MINITAB Statistical Software is
a comprehensive statistical tool for managing, analysing and displaying information. Among the
features available are the management and manipulation of data and files, producing graphs,
analysing data, assessing quality design, experimenting and generating reports (Anon., 2005).
Based on the distribution of the descriptive statistics for this study, a normal distribution was used
to perform the inferential analysis such as ‘‘ANOVA One Way’’.

RESULTS

Table 1 A comparison of performance measures and ratios for the retail sector

Performance measure Results from the study Listed retailers
Liquidity and solvency structure
Current ratio 1.21 times 1.72 times

Quick ratio 0.59 times 1.22 times

Debt to assets 63.3% 52%
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Debt to equity 1.72 times 1.08 times

Profitability structure
Operating margin 4.17% 8.86%

Net profit margin 4.0% 5.72%

Return on assets 12.793% 16.88%

Return on equity 15.02% 21.56%

Total asset turnover 1.3% 1.90%

Source: Figures for listed retailers adapted from South African Financial Sector Forum (2004:35)

Liquidity and solvency structure
The following ratios, namely current ratio, quick ratio, debt to assets and debt to equity, will be
discussed under this section.

Current ratio
The current ratio of the retailers in Mdantsane indicated that the measurement ratio of 1.21 times
is below that of listed retailers of 1.72 times, and below the acceptable 2:1 norm set by financial
statisticians. This implies that the grocery shops in the study have R1.21 of current assets to meet
R1.00 of their current liabilities. The results of this ratio indicate that the respondents may find it
difficult to meet debt obligations as they become due as a result of inadequate cover exhibited
above. However, this does not show that the respondents are technically insolvent because their
current assets are higher than their current liabilities. Technical insolvency is described as a
situation where a firm’s current assets are lower than its liabilities.

The quick ratio is to be computed next, as it gives a more realistic picture of a business’s ability
to repay current obligations than the current ratio because it excludes inventories and prepaid
items for which cash cannot be obtained immediately. This ratio is usually used as a supplement to
the current ratio.

Quick ratio
The grocery shops in the study also have a low ratio of 0.59 compared to 1.22 of the listed
retailers, and more so of the norm 1:1 set by financial statisticians. The quick ratio is an indicator
as to whether a firm can pay current liabilities without relying on the sale of inventory. The 0.59
quick ratio of Mdantsane retail firms implies that they will not be able to meet current liabilities
without selling inventory.

The use of debt by small firms in Mdantsane will be assessed next.

Debt to assets
The mean debt to assets ratio for this study was 63.3%, which implies that retail firms in the
survey are insolvent. This result indicates that the assets of small retail firms are financed more by
creditors than by their owners. In addition, the result indicates that small firms rely more on debt
than equity in their capital structures. The findings of this study also support previous South
African studies by Rwigema and Karungu (1999:107) and Reekie, Lingard and Cohen (1996:10)
who determined that SMMEs in South Africa rely heavily on debt financing to ensure their future
survival.

Debt to equity
The debt to equity of Mdantsane retail firms is 1.72 times, and is in excess of the listed retailers,
which are at 1.08 times. This supports the views of previous research by Brigham (2003:11) in
America, who established that small firms use more debt than large firms do. This observation
implies that the debt situation is not peculiar to small retail firms in South Africa alone. However,
it is worth noting that the use of debt ultimately impacts on the profitability structure of the
business, as interest, for example, needs to be paid out of the profits.
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Profitability structure
The following ratios, namely operating margin, net profit margin, return on assets and return on
equity, will be discussed under this heading.

Operating margin
Operating margin equals operating profits (EBIT) divided by sales, and is expressed as a
percentage (Gitman, 2003:127). The percentage represents the amount of each rand of revenue
that results in operating income. A higher percentage is better since it implies expenses are low
and earnings are high. In this regard, the retailers in Mdanstane are performing poorly when
compared to listed retailers, as they have a percentage of 4.17 compared to that of listed retailers,
which is at 8.86.

Net profit margin
Net profit margin is calculated by dividing net profit after taxes by sales (Gitman, 2003:129), often
expressed as a percentage. This percentage is an indication of how effective a company is at cost
control. The higher the net profit margin is, the more effective the firm is at converting revenue into
actual profit. The net profit margin ratio shows investors the amount of net profit per R1 of turnover a
business has earned –that is, after taking account of the cost of sales and all costs associated with
running a retail firm. The retail firms in Mdantsane at a net profit margin of 4.0% also lagged behind in
converting revenue into actual profits by 5.72% when compared with listed retailers.

Return on assets
Return on assets (ROA) measures a firm’s earnings in relation to all of the resources it had at its
disposal (the shareholders’ capital plus short- and long-term borrowed funds). If a company has no
debt, the ROA and return on equity (ROE) figures will be the same. The average ROA percentage of
the study (12.79%) is rather low even when compared with listed grocery retailers, who had an ROA
of 16.88% for 2004. This ratio indicates the profitability of the business and its efficiency in using its
assets. In other words, capital productivity is rather low for the grocery shops in the study.

Return on equity
Return on equity (ROE) represents a measure of a firm’s profitability calculated by dividing net
profits after taxes by shareholders’ equity. Essentially, ROE reveals how much profit a company
generates with the money shareholders have invested in it, and is also known as return on net
worth (RONW). The Mdantsane firms in the study had an ROE of 15.02%, and the listed firms had
a return of 21.56%. This is in line with studies by Ranft (2001:126) and Rizik (2001:16), who have
suggested that small retailers need to concentrate on profitability. However, Ackerman (2005:18)
stipulated that ‘‘sell a thousand tins of beans with one percent profit on each tin, and you bank a
thousand cents. Therefore, although the percentage on tins of beans might be lower, the
contribution to profits might be higher’’. He further remarks that you don’t bank percentages – you
bank money. However, in order to implement what Ackerman indicated above, a firm needs a high
volume of customers that is unlikely in Mdantsane. Lower profitability contributes to the
undercapitalisation problem because it leads to fewer rands of retained earnings and therefore to a
reliance on external capital (Correira et al., 2003, 20:10).

Total asset turnover
The results show that the total asset turnover of the retailers in Mdantsane is 1.30 times larger than
total assets. This implies that the retail firms in Mdantsane were able to generate sales of R1.30 for
every R1 of assets it owned and used for the year. However, the total asset turnover is lower by
0.60 when compared to that of listed retailers of 1.90. This implies that retailers in Mdantsane
have not been able to generate more income from their invested capital than listed retailers have.

The data collected from the respondents regarding all the above ratios was subjected to further
statistical tests using the multiple discriminant analysis (MDA). The calculated Z score for the
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respondents was 2.58, which implies that small firms in Mdantsane are in the gray zone where
insolvency is difficult to predict.

Financial management
This was also covered in some depth in the study. One set of questions was intended to establish
the degree of sophistication of the financial information that was available to owners, and whether
they maintained separate personal and business accounts, which is regarded as the minimum level
of prudency in the management of finances. The respondents were also asked to indicate where
they obtained the financial information they used to answer the questionnaire. This enabled the
researcher to verify the accurateness of the information presented.

The findings also indicated that retailers in Mdantsane do not have a sophisticated means of
collecting financial information. The study results further revealed that managers/owners prepare
financial statements to assist them with negotiations with third parties such as banks instead of
monitoring the performance of the business. According to the study, the majority (69%) of the
retailers in Mdantsane do not keep separate bank accounts. This implies that business and personal
funds are kept in one account, which exposes the retail firms to the risk of over-withdrawals by
owners. Furthermore, it was also revealed that retailers in Mdantsane are slow to pay accounts.

The study also revealed that retailers in Mdantsane have a lack of capital, which impairs their
ability to embark on vigorous marketing campaigns. The study also established that it is difficult
for the owners/managers of small firms to acquire funds to support their business. The study also
revealed that 31% of the borrowed funds go into the working capital management activities such
as the purchasing of stock. This implies that small retail firms in Mdantsane will have little funds
left to embark on marketing-related activities.

In order to test the hypothesis that states that variables that impinge on the performance of
grocery shops are, among others, bad debts and excessive withdrawals. ANOVA (analysis of
variance) as well as a regression analysis were employed to test statistically the significance of this
assertion. When tested at a 5% level of significance, it was discovered that financial management
on the overall plays a significant role in determining profitability. This can be seen from the
p-value of 0.00 (refer to Exhibit 1) which indicates the significance of the model.

The following factors, namely keeping separate bank accounts (0.008), applying loaned funds
(0.032) and having a budget (0.017), were found to have a significant effect on net profit as an
indicator of business performance. The study results indicate that prudence in the management of
cash resources, the keeping of separate bank accounts and budgeting in particular are important
for the small retail firm, since they can be used as the benchmark against which retailers of any
size can accurately forecast cash flow and track performance. The overall model shows a
significant relationship between net profit and the three variables mentioned above.

EXHIBIT 1
Coefficientsa

Model 1 Unstandardised coefficients Standardised coefficients
B Std. error Beta t Sig

(Constant) 402 459.7 129 313.3 3.112 .004
FININFO − 9 666.839 5 873.283 −.184 −1.646 .111
FINFOP −16 938.1 10 598.104 −.188 −1.598 .121
BANKACC 30 616.294 10 711.737 .428 2.858 .008
BILLS 52 471.258 27 389.135 .231 1.916 .066
APPLIC −47 970.5 21 289.179 −.315 −2.253 .032
ESYAC 4 686.667 8 763.319 .066 .535 .597
BUDGET −63405.2 25 039.956 −.335 −2.532 .017

a. Dependent variable: NETP.
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CONCLUSION

It is imperative that the management of small firms improve their managerial skills on aspects of
financing, financial information preparation and the calculation of capital requirements. Grocery
shops have struggled to obtain adequate and appropriate finance. The vast majority of respondents
(75%) said that commercial banks are discriminating by rejecting their requests for credit
facilities. Other reasons given by the respondents included a lack of acceptable security and a lack
of understanding by the banks. It is recommended that commercial banks study these reasons
offered by the respondents as to why they feel that their credit applications are rejected.
Commercial banks should devote a strategy for assisting grocery-shop owners to understand the
requirements for a loan application, and to undertake a substantial public awareness campaign in
this regard.
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ABSTRACT

The hypothesis of this research suggested that improved self-awareness can allow people in the
workplace to recognise their own ‘‘blind spots’’ and choose to deal differently with others when
faced with conflict. Expecting employees to have high levels of emotional intelligence when they
have never been given the opportunity to learn these skills might be unrealistic. However, ignoring
the behaviours which lead to dysfunctional conflict may come at a high cost for organisations. The
researchers allude to the cost of industrial disputes in South Africa, which are amounting to
unacceptable proportions for both private and government institutions. Organisations that adopt a
consistent approach to conflict and even encourage positive task conflict will have more success in
avoiding subliminal conflict. Human resource practitioners need to motivate resources for
adopting processes such as learning interventions and coaching to encourage an enquiring attitude
to mastering conflict. Many people have only experienced conflict in negative ways, either due to
their childhood experiences, personal histories or other negative work experiences. These attitudes
are not likely to surface during interviews and it is thus incumbent on the organisation to
encourage a climate of learning the mastery of conflict skills.

INTRODUCTION

The new psychological employment contract suggests that employees should not only be
physically and mentally adept, but also that they should also deliver on ‘‘organisational citizen
behaviour’’. In the heightened drive for productivity and global economic competition, employees
are required to have both intellectual and emotional intelligence. (Hodson, 2004). A vital part of
emotional intelligence is the ability to master conflict and to judiciously view opposing
perspectives from others’ structures of interpretation.

Reputable organisational gurus agree that workplace competency can be the skills, knowledge
and attitude of the employees. Skills and knowledge are a minimum expectancy from employers
but attitude, also referred to as emotional intelligence, is more difficult to measure. In
organisations it is often said that people are hired for their skills and knowledge but fired for their
poor attitude or behaviour. Changing adult behaviour is considered by many human resource
practitioners to be nigh impossible. Human beings are creatures of habit and by the time they are
six years old their personalities are virtually formed. If the six-year-old further experiences poor
parenting or any other traumatic life experiences, it may transpire that the adult who enters the
workplace presents as a dysfunctional person. This person can only rely on skills and knowledge
and will do his or her best to project an acceptable behavioural front to the organisation.

Anstey (2006:7) supports the notion that conflict and cooperation are concurrent and necessary
processes in group life. However, he warns that conflict can have both dysfunctional and positive
consequences. The struggle for health in group life may be seen as centred in its efforts to achieve
a viable balance in the ongoing tension between these processes. This allows for sufficient
cooperation to achieve goals of survival and growth for participants but also sufficient divergence
to generate the creativity and energy required for this same purpose. The researchers found further
evidence in the body of knowledge which supports Anstey and is therefore not espousing that the
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workplace becomes a place where all people ‘‘hug each other in the passages’’ or fear
disagreement, and therefore encourage the insidious practice of ‘‘group think’’. Where this
organisational culture is allowed to foster, it is usually fear based, in that dissidents of opposing
thought will not be heard in fear of reprisals from those who hold the power.

The researchers propose that increased self-awareness leads to individuals being more
emotionally intelligent. In order to grow self-awareness, an intervention or tool is needed to
‘‘wake the person up’’ from his or her automatic responses to situations. The Enneagram is a
modern tool with ancient roots which can be used to give people clarity on their automatic
behavioural responses. It is not intended to put people in boxes, but rather to aid them to recognise
what their fixations are, and then to give them options and pointers to show them where they could
progress in their development.

The researchers demonstrated how the Enneagram can be used as a coaching model to help
employees understand their subliminal reactions to conflict situations. The intention of these
coaching conversations was to assist employees to deal with potentially dysfunctional conflict
situations in a process that is both time efficient and creates lasting problem solving.

The researchers believe that organisations that are serious about creating environments where
people want to work, grow and succeed need to implement strategies that assist them to become more
self-aware and to deal more effectively with conflict where it does not enhance creativity. It is then
incumbent on the organisation to create learning forums for employees and to provide coaching
dialogue that will explore meaningful and sustained remedies to deal with dysfunctional conflict in the
workplace. It was not proposed that the Enneagram is the only model which could be used in personal
development interventions. The researchers found the Enneagram to be a practical and reliable way to
shift employees in their ‘‘stuck’’ ways of viewing their false perceptions of conflict situations, thus
creating a way out which offers lasting change and personal growth.

BACKGROUND
At the time of conducting this research, the principal author was employed as human resource
manager of a medium-sized publishing house, employing 250 staff members. Groundwork
preparations had taken place in the form of in-house development training on leadership topics
such as mindfulness, principles of engagement and authentic communication, and the Enneagram.
Most employees were prepared to reveal their behaviour styles by exploring their Enneagram
personality type, and were interested in learning about the ‘‘gifts’’ and ‘‘blind spots’’ or
‘‘fixations’’ of their types.

The personality typology chosen by the researchers was the Enneagram. The researchers had
worked with different typologies but found this one to be the most dynamic. This is due to its
capacity for giving people insight not only into their inherent personality type, but also for
providing them with information and a map of how they can develop to be more integrated and,
more specifically, to deal with conflict more constructively.

The Enneagram, pronounced ‘‘ANY-a-gram’’ is a geometric figure that maps out nine
fundamental personality types. It is a development of modern psychology that has its roots in
many ancient traditions, and concerns itself with self-awareness. The researchers espoused the use
of the Enneagram as a model for people to view their individual behaviour through another
perspective. It was suggested that people who are able to self-reflect with greater awareness of
their motivations for certain habitual responses to situations of conflict are able to choose a more
satisfactory way of response. The Enneagram defines nine dominant personality types. each one
with its blind spots or fixations and gifts. The gifts are beacons to which people can aspire to in
their quest for self-development and personal growth. The blind spots or fixations are aspects of
behaviour which create conflict or in some way prevent people from reaching their full potential.

OBJECTIVE
The prime objective of the research was to establish a pragmatic way for employees to recognise
conflict as a positive construct and, with the knowledge of their conflict style and Enneagram type, to
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grow in self-awareness in order to master workplace conflict. If the Enneagram was to be utilised as
the model for understanding individual behaviour type, it was important to research its dimensions and
validity in learning institutions and the workplace. The secondary objectives were twofold:
6 The researchers intended to validate the correlation between the Enneagram types and the

Hornevian social styles, as identified by Hudson and Riso (2003). The primary author designed a
conflict assessment style questionnaire in order to identify the individual’s Hornevian style and
this was in turn compared to the individual’s Enneagram type. This information was utilised in
workshops termed ‘‘Mastering conflict in the workplace’’ as evidence to encourage the
participants to explore their habitual reactions to conflict situations in the workplace.

6 The researcher set out to explore if knowledge of the nine Enneagram type behavioural styles
could be used in ontological coaching to create a model of conflict problem solving for
employees. Nine employees, each identifying with one of the nine Enneagram personality
types and presenting some work-related conflict issue, were invited to enter into a coaching
relationship with the researcher. These employees individually entered into three voluntary
coaching sessions. Knowledge of the Enneagram type was utilised as a basis to give the
researchers insight into the employees’ structure of interpretation and habitual way of dealing
with conflict in order to assist them in resolving their conflict issue.

THE BASIC ENNEAGRAM TYPES

Riso and Hudson (2003) add the following important summarised points to the Enneagram theory:
6 People do not change from one basic type to another. They do learn new skills and coping

mechanisms, but the foundation of personality remains the same.
6 The descriptions of personality type are universal, and apply equally to males and females.
6 People’s traits within the personality type may apply more or less to them and fluctuate among

the healthy, average or unhealthy levels, depending on how they cope with life stresses.
6 The Enneagram uses numbers to designate each type, which provide an unbiased, shorthand

way of indicating much about a person without being pejorative or highlighting pathology.
6 There is no ranking value to the numbers, i.e. it is no better to be a 9 than a 2.
6 No type is inherently better or worse than another.

Baron and Wagele (1994) give the following basic personality descriptors:
6 Type one – The Reformer
Reformers are realistic, conscientious and principled. They strive to live up to their high ideals.
Ones are motivated by the need to live their life in the right way, including improving themselves
and the world around them.
6 Type two – The Helper
Helpers are warm, concerned and nurturing, and sensitive to other people’s needs. Twos are motivated
by the need to be loved and valued, and to express their positive feelings towards others.
6 Type three – The Achiever
Achievers are energetic, optimistic, self-assured and goal orientated. Threes are motivated by the
need to be productive, to achieve success and to avoid failure.
6 Type four – The Individualist
Individualists have sensitive feelings, and are warm and receptive. Fours are motivated by the
need to experience their feelings and to be understood, to search for the meaning of life and to
avoid the ordinary.
6 Type five – The Observer
Observers have a need for knowledge and are introspective, curious, analytical and insightful.
Fives are motivated by the need to know and understand everything, to be self-sufficient and to
avoid looking foolish.
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6 Type six – The Loyalist
Loyalists are responsible and trustworthy, and value loyalty to family, friends, groups and causes.
Their personalities range broadly from reserved and timid to outspoken and confrontational. Sixes
are motivated by the need for security. Phobic sixes are outwardly fearful and seek approval.
Counter-phobic sixes confront their fear. Both of these aspects can appear in the same person.
6 Type seven – The Enthusiast
Enthusiasts are energetic, lively and optimistic. Sevens are motivated by the need to be happy and
plan enjoyable activities, to contribute to the world and to avoid suffering and pain.
6 Type eight – The Challenger
Challengers are direct, self-reliant, self-confident and protective. Eights are motivated by the need
to be self-sufficient and strong, and to avoid feeling weak or independent.
6 Type nine – The Peacemaker
Peacemakers are receptive, good-natured and supportive. Nines are motivated by the need to keep
the peace, to merge with others and to avoid conflict. Since they especially take on qualities of the
other eight types, nines have many variations in their personalities - from gentle and mild-
mannered to independent and forceful.

The Enthusiast

The IndividualistThe Investigator

The Reformer

The Helper

The Achiever

The Challenger

The Loyalist

The Peacemaker

Figure 1 The Enneagram

Source: http://www.enneagraminstitute.com
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Knowledge of personality type gives people a model of understanding their own behaviour and
motivations, and insight into their automatic reactions to certain situations and people. When this
understanding is utilised in a non-manipulative way, it can lead to people reflecting on their
behaviour in a non-critical manner. It is an automatic response for people to employ the ‘‘inner
critic’’ to find fault with their own behaviour or, alternatively, to adopt a blaming attitude in
finding fault with others. They end up feeling guilty, angry or despondent, and decide to do
nothing more about the situation until they experience another conflict situation. Alternatively
they blame their past, parents, teachers, friends, colleagues or bosses for their dissatisfaction and
for not dealing with their conflict. This cycle continues for most people unless they wake up to the
knowledge that they have the personal choice of changing their situation.

Knowing that there is a whole ‘‘tribe’’ of people in the world with the same Enneagram type can
be reassuring for people in forgiving themselves and others for their dysfunctional behaviour.
Recognising personality traits of a type leads to people wanting to know how they can grow and
change. Taking personal responsibility for growth is the first step in bringing about sustained
change. The second step is asking for support and further knowledge, and it is in this way that
human resource practitioners can play a vital role in furthering a climate of emotional intelligence
development.

Concern could be expressed that the Enneagram is a derivative of ‘‘pop psychology’’. People
who lacked the objective understanding of the model have confused it with Eastern dogma, and
esoteric theory, and have called it anti-Christian and lacking in scientific validity. Many
psychologists are using the Enneagram as a model for working with their clients in clinical
interventions. It is also important to compare the Enneagram with other reputable typologies such
as the Myers Briggs Preferences and the Millon Personality Patterns.

SHL, a world leader in occupational testing, found after a year’s major research that the nine
personality types of the Enneagram were ‘‘real and objective’’. (http://www.enneagraminstitute.com).
It was important to share the SHL research findings to date with sceptical employees and to obtain
management buy-in for using the Enneagram as a model of personality typology. Employees were also
reassured by the knowledge that the Enneagram is being utilised as a leadership development tool at
prestigious universities such as Harvard and Cambridge, and the Cape Town Graduate School of
Business.

However, the Enneagram is a complex model and should not be used by persons who have not
been adequately trained in understanding the complexities of the system. It is therefore important
that participants are first exposed to a basic introduction to the Enneagram and where possible find
their own Enneagram type. Human resource practitioners who use the model should also be
mindful and have a keen understanding of utilising the Enneagram in an ethical manner. This has
reference to the following aspects:
6 Human resource practitioners should adopt the Enneagram methodology as an overall part of

their human resource strategy, lest it becomes just another ‘‘HR fad’’.
6 Human resource practitioners should invite a knowledgeable Enneagram teacher with

verifiable training and experience to present the model to the executive team in order to have
support for the implementation.

6 If members of the human resource team are to be facilitators of the Enneagram system, an
investment needs to be made in their training in order to gain a thorough understanding.

6 The ethics of the Enneagram should be taught to participants or coachees, especially with
regard to not typing others judgmentally and rather using the system as a way to understand
self, and thereby treating others with more compassion.

It was also important to emphasise that no model of human behaviour devised by man will ever be
all-encompassing. After all, the human being is ultimately mysterious and is not designed to be
scientifically deconstructed. No matter how predictable people might appear or how well they
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might be known in their habitual behaviour, they often surprise others by doing things which
would never have been expected of them.

RELEVANCE OF RESEARCH FINDINGS

The conflict styles assessment questionnaire showed a high rate of validity in correlation to the
Hornevian social styles. This questionnaire is a useful indicator of conflict style as it can
accurately assess whether the individual is likely to have a conflict style which is Assertive,
Compliant or Withdrawn. The well-respected Thomas-Kilmann model relates as follows:
Assertive = Competing, Compliant = Accommodating and Withdrawn = Avoiding.

This knowledge can assist in training or coaching interventions in creating a model for learners
to assess the efficacy of their natural style of dealing with conflict. The feedback from the
abovementioned groups about how they prefer to deal with conflict was useful as it can reveal to
the different groups how to deal with those who are inherently different to themselves.

Utilising the Enneagram to uncover subliminal conflict with individuals during coaching
conversations was found to be insightful as a model of understanding the motivations for each
type’s behaviour. The researcher remained objective to the coachees’ structure of interpretation of
their conflict situation, and did not impose her knowledge of the Enneagram. However, having
knowledge of the type created a context in understanding their motivation and was invaluable in
suggesting a practice which in each case led to a solution of the conflict situation.

INTEGRATED CONFLICT MASTERY

The researcher developed the model below using Wilber’s four quadrant holonic model as
indicated by the descriptions in italics (Wilber, 2001:67). Quadrant 1 depicts the ‘‘I’’ or the
individual’s interior. These are inherent qualities which the individual has limited control over. An
Enneagram type is a genetic construct that people are born with, just as they are born with a
certain colour eyes. The Enneagram system suggests that the nine different types deal with conflict
uniquely.

Quadrant 2 describes the ‘‘IT’’ or exterior of individuals in their behavioural choices. The levels
of self-awareness are a major part of how skilful people are in dealing with conflict. These choices
influence communication skills, including language expression and the body language which
people employ when dealing with conflict. Mastery of conflict is a learnt skill that can be acquired,
for example through workshops or coaching interventions. Emotional intelligence, such as
mindfulness, influences people’s ability to self-correct and self-generate.

Quadrant 3 describes the ‘‘WE’’ or the interior collective or cultural affects of how the
individual deals with conflict. Life partners, family and friends are directly affected in a positive or
negative way by individuals’ reactions to conflict as depicted in quadrants 1 and 2. In the
workplace, the interior collective consists of managers, colleagues, customers and suppliers.

Quadrant 4 describes the ‘‘ITS’’ or the exterior collective or social affects of the influences from
the preceding three quadrants. The organisational culture is partly created by the way in which
conflict is experienced. This in turn influences the organisation’s business markets, the financial
results, the community and the society.

Figure 2 Model of integrated conflict mastery

1. I interior-individual (inherent)
Enneagram type
Psychological health
Physical health
Empathy with others
Stress-coping mechanisms
Childhood experience
Culture

2. IT exterior-individual (behavioural)
Level of self-awareness
Mastery of conflict
EQ quotient
Ability to self-correct and self-generate
Values
Religious or spiritual beliefs
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3. WE interior-collective (cultural)
Life partner
Family
Friends
Work relationships with:

Customers
Manager
Suppliers
Colleagues

4. ITS exterior-collective (social)
Society
Organisational culture
Community
Market
Business results

CONCLUSION

Organisations that adopt a consistent approach to conflict and even encourage positive task
conflict will have more success in avoiding subliminal conflict. Human resource practitioners need
to motivate resources for adopting processes such as learning interventions and coaching to
encourage an enquiring attitude to mastering conflict. Many people have only experienced conflict
in negative ways, either due to their childhood experiences, personal histories or other negative
work experiences. These attitudes are not likely to surface during interviews and it is thus
incumbent on the organisation to encourage a climate of learning the mastery of conflict skills.

The Enneagram is a robust model which can assist employees in the workplace to ‘‘look into the
mirror’’ to create an individual personal growth and self-awareness strategy. When people begin to
understand the motivations for their behaviour, and especially for dysfunctional conflict situations,
they can decide to adopt different behaviours. Utilising the Enneagram in resolving subliminal
conflict in the workplace can have a wider effect when people start showing more functionally in
their families, within their friendships and in their communities.
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ABSTRACT
This study investigated whether there is a significant correlation between the
emotionally intelligent behaviours (EIBs) of school principals and the job satisfaction
of educators. The evidence presented revealed that a school principal’s EIBs are a form
of intrinsic motivation that motivates educators to perform at their optimum levels
because they are satisfied in their jobs. Questionnaires were distributed, completed and
collected, and the job satisfaction of educators, their rating of their principal’s levels of
interpersonal and intrapersonal EIBs and a rating of how each EIB would influence
their sense of job satisfaction was ascertained. It was deduced from the statistical data
presented that there is a significant correlation between the sense of job satisfaction of
educators and a principal’s interpersonal and intrapersonal EIBs. The research findings
strongly indicate that the EIBs of a school principal can be regarded as one of the
major factors affecting the job satisfaction of teachers.

INTRODUCTION

A happy educator is a productive educator seeing that such an educator is fully committed to the
realisation of the school’s vision (Goleman, 1996). Therefore, any government’s vision of a
culture of teaching and learning in schools may not become a reality if educators appear to be
unmotivated, unhappy and dissatisfied at their place of work. An improvement in educators’ levels
of job satisfaction is crucial if meaningful development in schools is to take place. According to
Pascoe, Ali and Warne (2002:41), the school principal influences an educator’s sense of job
satisfaction, morale and loyalty to the organisation by demonstrating appropriate emotionally
intelligent behaviours (EIBs) that serve to enhance an educator’s level of motivation to do well. A
principal’s ability to establish compassionate and professional interpersonal relationships with
educators to help them cope with increasing stressors associated with the rigours of teaching,
particularly in abnormal circumstances, is supported by Ofoegbu (2004:86). His study of 772
primary and secondary school educators in Nigeria in 2003 indicates that a school principal who
intrinsically motivates educators will enhance classroom effectiveness, improve schools and
create a sense of job satisfaction among educators. Also, Ofoegbu (2004:87) suggests that the
ability of a principal to control personal emotions and to act appropriately and professionally in all
situations should inspire confidence and create a sense of contentment among the educator staff.

Lee (2005) suggests that principals will need to move from level-one transactional managers to
level-four charismatic-transformational leaders. Such leaders are described by Lee (2005) as being
emotionally expressive in their behaviour towards others, and emotionally stable within
themselves. They instil confidence and emotional stability in their followers, and motivate them to
give of their best. The principals’ appropriate interpersonal and intrapersonal EIBs could therefore
be crucial to the creation of a motivated and satisfied educator team which is ultimately
responsible for providing quality education to all learners at their respective schools.
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According to Stein and Book (1999:5), principals need to understand empathetically what the
fears and needs of educators are, and where their strengths and weaknesses lie. They need to
comprehend that educators display a variety of emotions that should be handled with professional
sensitivity. In these conditions, Stein and Book (1999:6) suggest that the principal should remain
calm under stress and be someone that others want to follow and emulate. The specific
people-centred leadership skills that are necessary for principals to develop job satisfaction in
educators could be the foundations upon which EIBs displayed by the principal are built. When
these skills are developed, they could enhance the possibility of educators reaching a sense of job
satisfaction. Hence, this article focuses on the effects of school principals’ EIBs on the job
satisfaction of teachers.

POSSIBLE INFLUENCE OF EI AND EIBS ON LEADERSHIP

The ability of school principals to recognise both interpersonal and intrapersonal emotions and
then react appropriately will depend to a large degree on their own level of EI (Goleman,
1996:39). The success of organisational effectiveness therefore is greatly enhanced through the
principal’s use of emotionally intelligent techniques and measures (Orme, 2000: 6). These
emotionally intelligent techniques are reflected in the EIBs of principals and are referred to by
Goleman (1998:318) as emotional competences.

Principals may either enhance or retard an educator’s sense of job satisfaction depending on the
appropriateness of their EIBs. If EI is the distinguishing factor between great leaders and average
leaders, as Cavallo and Brienza (2001:2) suggest, then the appropriateness of principals’ EIBs
should correlate with the success, efficiency and levels of job satisfaction of educators at schools.

In order for schools to be more desirable places in which to work, it is necessary for school
principals to recognise their educators’ emotions, be sensitive to their needs and accurately
identify the EIBs they need to use in order to be successful leaders (Goleman, 1998:25). They
need to have knowledge of their own capabilities and limitations, and be able to identify the
factors and situations that evoke emotion at both interpersonal and intrapersonal levels. If
principals are able to do this then Goleman (1998:27) claims that the control and understanding of
emotions and behaviours of themselves and others could improve vastly. The principal’s ability to
understand, identify and empathise with educators’ emotions and then react appropriately are,
according to Goleman (1996:119), integral factors which could help foster a feeling of job
satisfaction among educators:

Those who are emotionally intelligent can connect with people quite smoothly, be astute in
reading their reactions and feelings, lead and organise, and handle disputes that are bound to
flare up. They are the natural leaders, the people who can express the unspoken collective
sentiment and articulate it so as to guide a group towards its goals. They are emotionally
nourishing – they leave people in a good mood.

Therefore, the problem investigated in this study is closely linked to Goleman’s observation:
Is there a significant correlation between the EIBs of school principals and the job satisfaction
of educators?

Hence, the hypothesis for this investigation is:
There is a significant correlation between the EIBs of school principals and the job satisfaction
of educators.

CLARIFICATION OF CONCEPTS

Emotional intelligence (EI)
A definition of EI offered by Orme (2001:7) refers to the ability to tune into one’s own and others’
emotions, identify and understand them, and then take appropriate action which, according to
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Orme (2001:7), may also be referred to as advanced common sense. EI is regarded as a major
predictor of leadership success and is described by Sterrett (2000:19) as that which differentiates
exceptional performance from mediocre performance. It is a form of intelligence that comprises a
set of non-cognitive abilities in the affective domain that influences one’s ability to perceive or
sense and understand the emotions of others (interpersonal or social EI) or to identify and manage
one’s own emotions (intrapersonal or personal EI) in a manner that elicits appropriate responses
and behaviour. It works synergistically with IQ rather than separately from it (Orme & Cannon,
2000:1). It can be measured, learned and developed. It is regarded as a powerful motivational tool
as it inspires confidence and trust in leaders who demonstrate high levels of EI.

EMOTIONALLY INTELLIGENT BEHAVIOURS (EIBS)

EIBs refer to those observable actions and reactions that determine one’s level of EI or, as
Goleman (1998:26) suggests, the level of EI determines the potential for learning the practical
skills that create emotional competences or EIBs. If there is a link between the EIBs of a school
principal and an educator’s sense of job satisfaction, then a school principal’s leadership qualities
and observable EIBs could influence an educator’s attainment of job satisfaction. EIBs are EI
actions or reactions that can be observed and measured by others. They can be regarded as either
being appropriate or inappropriate. They comprise a number of characteristics that make them
identifiable as manifestations of EI, and are important measures of leaders’ ability to handle others
and themselves in a manner that is regarded as compassionate, sensitive and appropriate. They are
observed in the interpersonal domain (the appropriateness of a leader’s responses and subsequent
actions to the emotional signals emanating from others) and in the intrapersonal domain (the
appropriateness of a leader’s reaction and subsequent behaviour as a result of internal emotions
being experienced).

JOB SATISFACTION OF EDUCATORS

The job satisfaction of educators can be described as the extent to which individuals are happy in
their jobs. Job satisfaction and happiness at work are regarded as being synonymous in this study.
According to Liebowitz (2003), the level of one’s job satisfaction is a predictor of performance,
staff turnover, rate of absenteeism, school effectiveness and commitment, and it contributes to a
high level of productivity and success. The level of an educator’s sense of job satisfaction is
regarded as a factor that will influence motivation, loyalty and a willingness to become
empowered and accept responsibility.

AIM AND OBJECTIVES OF THE STUDY

Tomlinson (2004) believes that educators have a basic emotional need to experience levels of
self-gratification through the validation of their self-esteem in order to reach optimum levels of
achievement. A principal’s EIBs should therefore clearly demonstrate an acute awareness and
empathetic understanding of educators’ emotions and behaviours, and their possible desire to
accept responsibility (Travers, 1996). One cannot simply take for granted that principals will be
emotionally intelligent enough to adapt to a new education dispensation and new experiences that
accompany change and transformation without undergoing extremely stressful experiences
themselves (Goleman, 1998). Principals as leaders need to be resilient and demonstrate
appropriate behaviours if they are to cope with their own stressors on the one hand and be able to
lead others in equally stressful circumstances on the other (Maile, 2000). EIB characteristics of
school principals need to be assessed in order to ascertain the influences that their emotional
strengths and weaknesses have on educators’ sense of job satisfaction at their respective schools.
The effectiveness of principals as leaders needs to be ascertained by their demonstration of EIBs.
Their respective schools need to be identified as being either happy or unhappy places of work in
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order to establish the reason for either positive or negative feelings of job satisfaction among
educators at schools.

Hence, the aim of the study was to determine whether the EIBs of a school principal could
enhance the achievement of job satisfaction among educators at a school. This should result in a
positive work ethic which could increase the potential for optimum levels of organisational
effectiveness to be achieved and create a climate of effective teaching and learning. The objectives
of the research were therefore as follows:
6 To determine the levels of job satisfaction of educators.
6 To assess the perceived appropriateness of the interpersonal and intrapersonal EIBs of

principals.
6 To determine the correlation between educators’ job satisfaction and a school principal’s

interpersonal and intrapersonal EIBs.

METHOD

Research design
A multi-respondent survey design was used. In such a design, the focus is on relationships
between and among variables in a single group (Robson, 2002).

Participants
The subjects chosen to participate in the study were selected on the basis of their accessibility and
availability. This followed a process, described by McMillan and Schumacher (2001: 175) as
non-probability convenience sampling. Hence, the final sample was neither random nor probabil-
ity based. Convenience sampling was used to conduct the study as this ensured that the population
represented a cross-section of educators in post-levels one and two to the level of deputy principal.
Principals were omitted from the sample. The questionnaires were completed by educators from
the Eastern Cape, South Africa in post-level one (classroom educators), post-level two (heads of
department) and deputy principals. Although the subjects were not used to generate comparative
results, it was important to ensure that the sample was not biased and that it represented educators
from urban and rural areas across the Eastern Cape, South Africa.

The research required responses from educators in terms of how their level of job satisfaction
correlated with their principal’s EIBs. Criteria such as gender differentiation, age, teaching
experience, cultural background, the grade or phase being taught, language proficiency, level of
education and the type of school were not used to analyse and interpret the responses of
respondents from 200 schools. Therefore, in this study the demographic variables were not used to
compare responses, although such a comparison could form the nucleus for further study.

Procedure
The accessible population was identified from a comprehensive list of schools which was
available from the Eastern Cape Department of Education in South Africa. The schools’
management teams played a major role in identifying and providing information of potential
participants for the study to the researchers. The latter information, which was treated as highly
confidential, was then carefully scrutinised before the final list of schools and respondents were
drawn up. Prior permission was sought from the relevant authorities, including the district
directors and principals, for the educators’ participation in the research. A letter of invitation to
participate in the research was then sent to each educator. Based on their willingness to participate,
600 questionnaires were consequently distributed to educators in primary schools, secondary
schools and matriculation examination marking centres in the Eastern Cape, South Africa. For
ethical reasons, respondents were advised not to disclose their names, the names of their schools
or the names of their principals on the questionnaire. Of the total questionnaires distributed, 474
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questionnaires were returned from 200 different schools. This represented a return rate of 79%.
The questionnaires were returned by hand, by courier service or by collection from pre-arranged
centres.

Measuring instruments
The questionnaire was divided into five sections as follows:
6 Section A: The demographic variables of the participant.
6 Section B: A job satisfaction inventory.
6 Section C: An inventory of the respondents’ principals’ interpersonal (social) EIBs.
6 Section D: An inventory of the respondents’ principals’ intrapersonal (personal) EIBs.
6 Section E: Social and personal EIBs that may influence the respondents’ sense of job

satisfaction.

The data collected in section B ascertained the extent of job satisfaction prevalent in educators. In
sections C and D of the questionnaire, 12 items requested that respondents rate their principals’
characteristics of observable EIBs in the interpersonal and intrapersonal domains. The 13th item
(section E) asked the respondents to rank those EIBs they believed had an influence on their
attainment of job satisfaction.

Section C of the questionnaire identified six interpersonal EIBs that the respondents’ school
principal should possess. These are leadership, communication, conflict management, relation-
ships, empathy and trust. The 55 questions posed asked the respondents to rate their principal
according to the strength of the observable interpersonal EIB characteristics.

Section D identified six intrapersonal EIBs that the respondents’ school principal should
possess. These are self-awareness, confidence, self-expression, self-control, adaptability and
optimism. The 56 questions posed asked the respondents to rate their principal according to the
strength of each of the observable intrapersonal EIB characteristics.

Section E listed a principal’s possible EIBs that are identified in sections C and D. The
respondents were asked to rate the 12 EIBs according to the influence that each had on their sense
of job satisfaction.

The value of Cronbach’s alpha was used to determine the reliability of the research. It verified
that the research was reliable, that the questionnaire was consistent and that the scores had
insignificant error. The score of 0.923 for the overall reliability of sections B, C, D and E was
regarded as significant.

Statistical analysis
This study made use of non-parametric statistical methods to obtain results for the following:
6 Frequencies of responses that include valid percentages and cumulative percentages were

calculated.
6 Parametric correlations were calculated using the Spearman two-tailed correlation coeffi-

cient.
6 The relationships between variables were measured using a random, independent sample.

The Spearman Rank Correlation Coefficient was used to determine the relationship between
the job satisfaction of educators and the EIBs of principals. Both two-tailed and one-tailed
significance levels are also reported for the Pearson Product Moment Correlation Coefficient.

6 The statistical significance of the comparison of the variables was calculated. The Fisher
exact probability test and the Pearson chi-square test were used to calculate the significance
level of the comparisons and cross-tabulations of the data collected.

The empirical statistical data was generated and processed, and the non-parametric statistical tests
were conducted using the SPSS version 12.0 programmes at the Nelson Mandela Metropolitan
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University, Port Elizabeth, South Africa. The data was collected according to the five sections of
the questionnaire as pointed out above.

RESULTS

Interpretation of the comparative total responses received
The findings of this study as analysed below corroborate the hypothesis that educators believe that
the EIBs of school principals have an influence on their sense of job satisfaction. The findings also
confirm that educators identified the EIBs that constitute the social and personal observable
emotional behaviours of a principal as having an influence on their sense of job satisfaction.

Analysis and interpretation of the correlation coefficients
The correlation coefficients indicate that there is a statistical significance between the

respondents’ level of job satisfaction, the rating of their principal’s EIBs and how they believe a
principal’s EIBs would affect their sense of job satisfaction. The correlation coefficients were
calculated to show the relationship between the variables (measures) of job satisfaction attainment
(B), the rating of all of the interpersonal EIBs of school principals (C), the rating of all of the
intrapersonal EIBs of school principals (D) and the influences that the respondents identify of a
school principal’s EIBs that influenced their sense of job satisfaction (E).

Two measures of relationship were used, namely the Pearson Product Moment Correlation (r)
and Spearman Rank (ñ or rho). The calculation of r is to show the linear relationship between any
two of the variables. According to Huysamen (1997:70), the calculation of r and ñ provides an
objective measure of the strength of the relationship between the two variables. The level of
significance for a two-tailed test is 0.01. It is pointed out by McMillan and Schumacher (2001:
614) that the degree to which subjects maintain the same relative position on any two measures is
shown by ρ. In other words, ñ shows how much agreement exists between each of the variables
listed above. For each pair of variables the coefficient of correlation value, the significance level
and the number of cases (N) is given.

A total of 474 responses was used in this study to analyse the influence of principals’ EIBs on
the job satisfaction of educators. The statistical details are presented in tables 1–8. However, it
must be reiterated that the objective of this study was not to focus specifically on a school or its
participants but to consider the responses of educators holistically in analysing the effects of
school principals’ EIBs on the job satisfaction of educators.

Tables 1 & 2: Interpersonal (social) EIBs
Table 1 presents the Pearson Correlation Coefficients (r) of the variables: job satisfaction (B) and
all of the interpersonal EIBs (C1–C6). According to Huysamen (1997:70), the positive relation-
ship indicated in Pearson’s (r) @ p < 0.01 is significant. The Pearson correlation values are greater
than zero, indicating a positive correlation between the social EIBs and the job satisfaction of
educators. When there is an increase in C, B will also increase. This indicates that a significant
relationship exists among the variables, namely the interpersonal (social) EIBs of school
principals (C) and the job satisfaction of educators (B). For example, the Pearson correlation
between C4 (relationships behaviour) and B (job satisfaction) is 0.537 with a highly significant
p-value of 0 which is less than 0.01. Of the total number of respondents, 337 of them ranked their
principal as being high (strong) in the relationships behaviour and 137 ranked their principal as
being low (weak).

This indicates that a significant relationship exists between C4 and B, suggesting quite a strong
relationship between the relationships behaviour (C4) of the principal and the job satisfaction of
educators (B) at a school.
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Table 1 Pearson’s Correlation Coefficients for B and C1–6

B C1 C2 C3 C4 C5 C6

B Pearson Correlation
Sig. (two-tailed)
N

1
.000
474

.560**

.000
474

.538**

.000
474

.288**

.000
474

.537**

.000
474

.556**

.000
474

.574**

.000
474

C1 Pearson Correlation
Sig. (two-tailed)
N

.560**

.000
474

1
.000
474

.588**

.000
474

.309**

.000
474

.599**

.000
474

.681**

.000
474

.611**

.000
474

C2 Pearson Correlation
Sig. (two-tailed)
N

.538**

.000
474

.588**

.000
474

1
.000
474

.248

.000
474

.662**

.000
474

.636**

.000
474

.664**

.000
474

C3 Pearson Correlation
Sig. (two-tailed)
N

.288**

.000
474

.309**

.000
474

.248**

.000
474

1
.000
474

.244**

.000
474

.337**

.000
474

.258**

.000
474

C4 Pearson Correlation
Sig. (two-tailed)
N

.537**

.000
474

.599**

.000
474

.662**

.000
474

.244

.000
474

1
.000
474

.705**

.000
474

.659**

.000
474

C5 Pearson Correlation
Sig. (two-tailed)
N

.556**

.000
474

.681**

.000
474

.636**

.000
474

.337

.000
474

.705**

.000
474

1
.000
474

.739**

.000
474

C6 Pearson Correlation
Sig. (two-tailed)
N

.574**

.000
474

.611**

.000
474

.664**

.000
474

.258

.000
474

.659**

.000
474

.739**

.000
474

1
.000
474

** Correlation is significant at the 0.01 level (two-tailed)

Table 2 presents the findings of the Spearman Rank Correlation (ρ or rho) used to show the
symmetric measures and the relationships between the variables of job satisfaction (B) and all of
the interpersonal EIBs (C1–6). According to Huysamen (1997:70), the positive relationship
indicated in Spearman’s @ p < 0.01 is significant. The Spearman’s correlation values are greater
than zero, indicating a positive correlation between the variables, and the existence of a significant
relationship among them. The correlation between C3 (conflict management) and C1 (leadership)
is 0.309, with a highly significant p-value of 0 which is less than 0.01. This indicates that a
significant relationship exists between C3 and C1. The Pearson correlation between C6 (trust) and
C5 (empathy) is 0.739, with a highly significant p-value of 0 which is less than 0.01. This
indicates that a significant relationship exists between C6 and C5. There is a large correlation
between C3 & C4, suggesting a strong relationship between conflict management and the
relationships behaviour of the principal.

Table 2 Non-parametric correlations. Spearman’s Correlation Coefficients for B and C1–6

B C1 C2 C3 C4 C5 C6

B Correlation Coefficient
Sig. (two-tailed)
N

1
.000
474

.560**

.000
474

.538**

.000
474

.288**

.000
474

.537**

.000
474

.556**

.000
474

.574**

.000
474

C1 Correlation Coefficient
Sig. (two-tailed)
N

.560**

.000
474

1
.000
474

.588**

.000
474

.309**

.000
474

.599**

.000
474

.681**

.000
474

.611****

.000
474

C2 Correlation Coefficient
Sig. (two-tailed)
N

.538**

.000
474

.588**

.000
474

1
.000
474

.248**

.000
474

.662**

.000
474

.636**

.000
474

.664**

.000
474

C3 Correlation Coefficient
Sig. (two-tailed)
N

.288**

.000
474

.309**

.000
474

.248**

.000
474

1
.000
474

.244**

.000
474

.337**

.000
474

.258**

.000
474

C4 Correlation Coefficient
Sig. (two-tailed)
N

.537**

.000
474

.599**

.000
474

.662**

.000
474

.244**

.000
474

1
.000
474

.705**

.000
474

.659**

.000
474
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C5 Correlation Coefficient
Sig. (two-tailed)
N

.556**

.000
474

.681**

.000
474

.636**

.000
474

.337**

.000
474

.705**

.000
474

1
.000
474

.739**

.000
474

C6 Correlation Coefficient
Sig. (two- tailed)
N

.574**

.000
474

.611**

.000
474

.664**

.000
474

.258**

.000
474

.659**

.000
474

.739**

.000
474

1
.000
474

** Correlation is significant at the 0.01 level (two-tailed)

The correlation coefficients given in tables 1 and 2 clearly show that the bivariate distribution of
the variables has a positive and direct relationship. Both Pearson ρ and Spearman ρ indicate that
the two variables, namely the job satisfaction of educators and the interpersonal EIBs of a
principal, rated by the respondents are significant and therefore directly related. In other words,
the findings of this study confirm that the more satisfied an educator is at school, the higher a
principal’s interpersonal EIBs are likely to be. Conversely, the more dissatisfied an educator is at
school, the lower a principal’s interpersonal EIBs are likely to be. However, this data must be
interpreted in terms of the EIBs of principals as being one of the major factors affecting the job
satisfaction of educators. The noticeable exception is the low positive value for C3 (a principal’s
ability to handle conflict). However, there is no objective explanation for this particular EIB to be
so different from the rest.

Tables 3 & 4: Intrapersonal EIBs
The Spearman Correlation (ρ or rho) of the variables job satisfaction (B) and the intrapersonal
EIBs (D1–6) are presented in Table 3.

Table 3 Pearson’s Correlation Coefficients for B and D1–6

B D1 D2 D3 D4 D5 D6

B Pearson Correlation
Sig. (two-tailed)
N

1
.000
474

.572**

.000
474

.636**

.000
474

.602**

.000
474

.524**

.000
474

.556**

.000
474

.595**

.000
474

D1 Pearson Correlation
Sig. (two-tailed)
N

.572**

.000
474

1
.000
474

.748**

.000
474

.667**

.000
474

.603**

.000
474

.600**

.000
474

.657**

.000
474

D2 Pearson Correlation
Sig. (two-tailed)
N

.636**

.00 0
474

.748**

.000
474

1
.000
474

.663

.000
474

.613**

.000
474

.652**

.000
474

.660**

.000
474

D3 Pearson Correlation
Sig. (two-tailed)
N

.602**

.000
474

.667**

.000
474

.663**

.000
474

1
.000
474

.643**

.000
474

.610**

.000
474

.709**

.000
474

D4 Pearson Correlation
Sig. (two-tailed)
N

.524**

.000
474

.603**

.000
474

.613**

.000
474

.643**

.000
474

1
.000
474

.648**

.000
474

.633**

.000
474

D5 Pearson Correlation
Sig. (two-tailed)
N

.556**

.000
474

.600**

.000
474

.652**

.000
474

.610**

.000
474

.648**

.000
474

1
.000
474

.725**

.000
474

D6 Pearson Correlation
Sig. (two- tailed)
N

.595**

.000
474

.657**

.000
474

.660**

.000
474

.709**

.000
474

.633**

.000
474

.725**

.000
474

1
.000
474

** Correlation is significant at the 0.01 level (two-tailed)

Table 3 presents the findings of the Pearson’s Product Moment Coefficient used to show the
symmetric measures and the relationships between the variables. According to Huysamen (1997:
70), the positive relationship indicated in Pearson’s r @ p < 0.01 as shown in Table 4 can be
regarded as being significant. The Pearson correlation values as indicated in Table 4 are greater
than 0, indicating a positive correlation between the variables B and D1–6, thus a significant
relationship exists among the variables. The Pearson correlation values are within the range of
0.50 to 1.0, suggesting a strong relationship between the variables B and D1–6. A significant
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relationship therefore exists between the variables with a highly significant p-value of 0 which is
less than 0.01.

For example, the Pearson correlation between D2 (principal’s confidence) and B (job
satisfaction) is 0.636, with a highly significant p-value of 0 which is less than 0.01. Of the total
number of respondents, 324 of them rated their principal’s self-confidence as being high (strong)
and 150 as being low (weak). This indicates that a significant relationship exists between D2 and
B, hence suggesting quite a strong relationship between the self-confidence of the principal and
the job satisfaction of educators at a school that is characterised by collegiality.

The Spearman ρ or rho correlation of the variables of job satisfaction (B) and the intrapersonal
EIBs (D1–6) are presented in Table 4.

The Spearman’s correlation values as indicated in Table 4 are greater than 0, indicating a
positive correlation between the variables B and D1–6, thus a significant relationship exists among
the variables. The correlation between D2 (confidence) and D3 (self-expression) is 0.248, with a
significant p-value of 0 which is less than 0.01. This indicates that a significant relationship exists
between D2 and D3. However, there is a small correlation between D2 and D3, suggesting a
slightly positive relationship between the confidence and self-expression behaviour of a principal.
All other correlation values as presented in Table 4 are within the range of 0.50 to 1.0, suggesting
a strong relationship between the variables B and D1–6. A significant relationship therefore exists
between the variables with a highly significant p-value of 0 which is less than 0.01.

Table 4 presents the findings of the Spearman Rank Correlation ρ used to show the symmetric
measures and the relationships between the variables. The positive relationship indicated in
Spearman’s @ p < 0.01 as shown in Table 4 can, as Huysamen (1997:70) suggests, also be
regarded as being statistically significant. The correlation coefficients presented in tables 3 and 4
are comparable to those presented in tables 1 and 2. They clearly show that the bivariate
distribution of the two variables, the respondents’ sense of job satisfaction and their principals’
intrapersonal EIBs have a positive and significant relationship. Both Pearson r and Spearman ρ
indicate that the two variables are significant and therefore directly related. In other words, the
more satisfied an educator is at school, the higher a principal’s intrapersonal EIBs are likely to be.
Conversely, the more dissatisfied an educator is at school, the lower a principal’s intrapersonal
EIBs are likely to be.

Table 4 Non-parametric Correlations. Spearman’s Correlation Coefficients ρ for B and D1–6

B D1 D2 D3 D4 D5 D6

B Correlation Coefficient
Sig. (two-tailed)
N

1
.000
474

.572**

.000
474

.636**

.000
474

.602**

.000
474

.524**

.000
474

.556**

.000
474

.595**

.000
474

D1 Correlation Coefficient
Sig. (two-tailed)
N

.572**

.000
474

1
.000
474

.748**

.000
474

.667**

.000
474

.603**

.000
474

.600**

.000
474

.657**

.000
474

D2 Correlation Coefficient
Sig. (two-tailed)
N

.636**

.000
474

.748**

.000
474

1
.000
474

.248**

.000
474

.613**

.000
474

.652**

.000
474

.660**

.000
474

D3 Correlation Coefficient
Sig. (two-tailed)
N

.602**

.000
474

.667**

.000
474

.663**

.000
474

1
.000
474

.643**

.000
474

.610**

.000
474

.709**

.000
474

D4 Correlation Coefficient
Sig. (two-tailed)
N

.524**

.000
474

.603**

.000
474

.613**

.000
474

.643**

.000
474

1
.000
474

.648**

.000
474

.633**

.000
474

D5 Correlation Coefficient
Sig. (two-tailed)
N

.556**

.000
474

.600**

.000
474

.652**

.000
474

.610**

.000
474

.648**

.000
474

1
.000
474

.725**

.000
474
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D6 Correlation Coefficient
Sig. (two-tailed)
N

.595**

.000
474

.657**

.000
474

.660**

.000
474

.709**

.000
474

.633**

.000
474

.725**

.000
474

1
.000
474

** Correlation is significant at the 0.01 level (two-tailed)

Tables 5–8: Job satisfaction
The Pearson Correlation Coefficients (r) of the variables, namely the influence that a school
principal’s interpersonal EIBs have on job satisfaction (E) and the interpersonal EIBs (C1–6) are
presented in Table 5. The findings of the Pearson’s Product Moment Coefficient (r) are used to
show the symmetric measures and the relationships between the variables. According to
Huysamen (1997:70), the positive relationship indicated in Pearson’s (r) @ p < 0.01 and < 0.05 as
shown in Table 5 is significant.

Table 5 The influence that a school principal’s interpersonal EIBs have on job satisfaction

E1 Correlation Coefficient
Sig. (two-tailed)
N

.072

.119
474

C1

E2 Correlation Coefficient
Sig. (two-tailed)
N

.149**

.001
474

C2

E3 Correlation Coefficient
Sig. (two-tailed)
N

.302**

.000
474

C3

E4 Correlation Coefficient
Sig. (two-tailed)
N

.104*

.023
474

C4

E5 Correlation Coefficient
Sig. (two-tailed)
N

.247**

.000
474

C5

E6 Correlation Coefficient
Sig. (two- tailed)
N

.211**

.000
474

C6

* Correlation is significant at the 0.05 level (two-tailed)
** Correlation is significant at the 0.01 level (two-tailed)

The Spearman Correlation ρ of the respondents’ rating of their principals’ interpersonal EIBs
(C1–6) and the respondents’ ratings of how each of the interpersonal EIBs of their principal may
influence their level of job satisfaction (E1–6) are presented in Table 6. Table 6 presents the
findings of the Spearman Rank Correlation used to show the symmetric measures and the
relationships between the variables. The positive relationship indicated in Spearman’s @ p < 0.01
and p < 0.05 as shown in Table 6 is significant.

Table 6 Spearman Correlation Coefficients (ρ) for E1–6

E1 Correlation Coefficient
Sig. (two-tailed)
N

.069**

.133
474

C1

E2 Correlation Coefficient
Sig. (two-tailed)
N

.148**

.001
474

C2

E3 Correlation Coefficient
Sig. (two-tailed)
N

.310**

.000
474

C3

E4 Correlation Coefficient
Sig. (two-tailed)
N

.113*

.014
474

C4
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E5 Correlation Coefficient
Sig. (two-tailed)
N

.246**

.000
474

C5

E6 Correlation Coefficient
Sig. (two-tailed)
N

.208**

.000
474

C6

* Correlation is significant at the 0.05 level (two-tailed)
** Correlation is significant at the 0.01 level (two-tailed)

Table 7 presents the Pearson ρ Correlation Coefficients of the variables: the respondents’ rating of
their principal’s intrapersonal EIBs (D1–6) and the respondents’ ratings of how each of the
intrapersonal EIBs of their principal may influence their level of job satisfaction (E7–12). Table 7
presents the findings of the Pearson’s Product Moment Coefficient ρ used to show the symmetric
measures and the relationships between the variables. According to Huysamen (1997:70), the
positive relationship indicated in Pearson’s @ p < 0.01 and p < 0.05 as shown in Table 7 can be
regarded as being significant.

Table 7 The Pearson Correlation Coefficients for E7–12 and D1–6

E7 Correlation Coefficient
Sig. (two-tailed)
N

.069**

.133
474

D1

E8 Correlation Coefficient
Sig. (two-tailed)
N

.148**

.001
474

D2

E9 Correlation Coefficient
Sig. (two-tailed)
N

.310**

.000
474

D3

E10 Correlation Coefficient
Sig. (two-tailed)
N

.113*

.014
474

D4

E11 Correlation Coefficient
Sig. (two-tailed)
N

.246**

.000
474

D5

E12 Correlation Coefficient
Sig. (two- tailed)
N

.208**

.000
474

D6

* Correlation is significant at the 0.05 level (two-tailed)
** Correlation is significant at the 0.01 level (two-tailed)

The Spearman rho, ρ correlation of the respondents’ rating of their principal’s intrapersonal EIBs
(D1–6) and the respondents’ ratings of how each of the intrapersonal EIBs of their principal
influences their level of job satisfaction (E7–12) are presented in Table 8. Table 8 presents the
findings of the Spearman Rank Correlation used to show the symmetric measures and the
relationships between the variables. According to Huysamen (1997:70), the positive relationship
indicated in Spearman’s @ p < 0.01 and p < 0.05 as shown in Table 8 is significant.

Table 8 Spearman’s Non-parametric Correlations ρ for E7–12 and D1–6

E7 Correlation Coefficient
Sig. (two-tailed)
N

.138**

.003
474

D1

E8 Correlation Coefficient
Sig. (two-tailed)
N

.234**

.000
474

D2

E9 Correlation Coefficient
Sig. (two-tailed)
N

.116*

.011
474

D3
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E10 Correlation Coefficient
Sig. (two-tailed)
N

.172**

.000
474

D4

E11 Correlation Coefficient
Sig. (two-tailed)
N

.143**

.002
474

D5

E12 Correlation Coefficient
Sig. (two- tailed)
N

.190**

.000
474

D6

* Correlation is significant at the 0.05 level (two-tailed)
** Correlation is significant at the 0.01 level (two-tailed)

The correlation coefficients given in tables 5–8 provide the statistics required to meet the
objectives of the research. Both Pearson r and Spearman ρ indicate that the bivariate distribution
of the variables, the respondents’ rating of their principal’s interpersonal and intrapersonal EIBs,
and the respondents’ ratings of how each of a principal’s interpersonal and intrapersonal EIBs
affect the respondents’ sense of job satisfaction are significantly correlated.

Hence, the EIBs of principals identified in this study can therefore be described as intervening
variables that influence an educator’s sense job satisfaction. The number of responses that
indicated that each of the EIBs of a principal would have an influence on an educator’s sense of
job satisfaction ranged from 93% (a principal’s sense of self-awareness) to 99% (a principal’s
ability to be adaptable). As the responses are significantly similar, it can be stated that the
respondents indicated that the EIBs of a principal would influence an educator’s sense of job
satisfaction.

DISCUSSION

It can be deduced from the statistics of the study that there is a significant correlation between the
sense of job satisfaction of educators and a principal’s interpersonal and intrapersonal EIBs. The
respondents’ expectations of a principal indicate that in order for them to experience job
satisfaction, their principal needs to demonstrate both interpersonal and intrapersonal EIBs. As
aptly pointed out in this study, the principal’s interpersonal and intrapersonal EIBs identified act as
intervening variables that affect the job satisfaction of educators and are integral to the creation of
a positive staff morale. Those respondents who indicated that they are satisfied at their place of
work rated their principal’s EIBs as being high. They also believe that a principal’s EIBs influence
their sense of job satisfaction. Those respondents who indicated that they are unhappy at their
place of work rated their principal’s EIBs as being low. They also believed that a principal’s EIBs
will influence their feeling of job satisfaction.

The significant correlation between an educator’s sense of job satisfaction and a principal’s
leadership characteristics indicates that a principal’s demonstration of emotionally intelligent
leadership behaviour will enhance an educator’s sense of job satisfaction. The view held by
McCann (2000:5) that in a climate that enhances an educator’s sense of job satisfaction, a
principal needs to be approachable and easy to talk to, is supported by the symmetric measures
which reveal a meaningful correlation between job satisfaction and the ability of a principal to
communicate effectively. According to Goleman (1998:174), good communicators in leadership
positions have an ability to chastise in such away that people come away feeling good about
themselves. They are able to socialise and enter into discussions in a non-aloof or non-threatening
way.

A principal’s demonstration of empathy is directly related to the ability to work with,
understand and react accordingly to the emotional grammar of educators. Fear of failure is not a
by-product of an empathetic leader because, as Goleman (1996:135) aptly points out, with
empathy comes concern and sensitivity. The findings indicate that a principal’s ability to build
healthy relationships with educators on the staff is also important for ensuring that educators
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experience a sense of job satisfaction. The significant correlation between trustworthiness and job
satisfaction supports the views of Wasserstein-Warnett (2000:438) that with trust comes the added
responsibility of being accountable for one’s actions and a feeling that one is relatively free to
develop and grow without fear of failure.

Positive self-expression as an EIB is evident in a leader who creates a climate of opportunity
and growth for others and clearly enhances an educator’s sense of job satisfaction, as the evidence
suggests. The principal who demonstrates emotionally intelligent self-expression rejoices in the
success of others and makes a concerted effort to remain out of the limelight. Such behaviours
support the view held by Kouzes and Posner (1995:40) that respect for such leaders is generated
through the humbleness and humility that they demonstrate in enabling others to believe in their
own self-worth. The characteristics of a principal’s self-control are observed by educators on a
daily basis. This particular EIB can be viewed as a measure of a principal’s ability to cope during
times of stress and pressure. The evidence supports the view expressed by Goleman (1998:80) that
educators feel secure and content in the presence of principals who display emotional self-
regulation and are in control of their emotions. The findings indicate that educators feel confident
with a leader who is adaptable, flexible and supportive when it comes to decision making,
innovative change and development. Furthermore, a principal’s sense of optimism is a source of
inspiration for those around him or her, and it sets the tone for the way that educators feel about
their place of work.

The research findings clearly indicated that there is a significant correlation between the job
satisfaction of educators and their principal’s interpersonal and intrapersonal EIBs. This also
means that the more satisfied educators are at school, the more appropriate and meaningful their
principal’s EIBs will be. Conversely, the more dissatisfied educators are at school, the less
appropriate and less meaningful their principal’s interpersonal and intrapersonal EIBs will be.
Therefore in terms of the objectives of this study, the findings clearly showed that educators’
expectations are that, in order for them to experience job satisfaction, their principal needs to
demonstrate appropriate interpersonal and intrapersonal EIBs.

RECOMMENDATIONS AND CONCLUSIONS

The findings of the study support the view expressed by Goleman (1996:7) that a happy educator
is a productive one because there is a readiness and enthusiasm to complete tasks and to strive
towards the attainment of goals. Also, as Singh (2005:13) points out, if the principles of shared
leadership are applied, educators will feel even more enthused, empowered and trusted to perform
at sustained optimum levels, particularly if a sense of job satisfaction is present. The important
fusion that needs to exist between appropriate EIBs of a school principal and the creation of
shared decision-making opportunities therefore needs further expansion and very serious attention
at schools. The findings support the recommendation that a principal’s utilisation of appropriate
EIBs will enhance educators’ willingness to take on leadership roles and accept accountability for
their actions because, as Goleman (1996:7) points out, when educators are satisfied at school they
will be more willing to participate in the activities of the school.

Decision making becomes predominantly participative because it is no longer the sole
responsibility of the principal and the senior leadership team, but rather a responsibility that is
shared (Day, 2000). The school could establish working groups that determine proposals for
decisions which need the attention of the whole staff. These working groups should acquire
expertise in their specialist area, drawing on external expertise if required (Coleman, Bush &
Glover, 1996). It is essential that principals initiate a strategy to improve the EIBs of all the
educators. As leaders of decision-making teams, their EIBs will influence the happiness and job
satisfaction of their colleagues. If decision making is to be shared, then those educators who
assume leadership roles also need to demonstrate appropriate EIBs when working with their
teams.
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Principals will therefore need to introduce professional-growth workshops and assessment
sessions in order to highlight the need to create an emotionally intelligent working environment.
Educators have expectations of empowerment and collaboration that would enhance their being
satisfied at school and these expectations are supported by their belief that they would feel
satisfied at school if their principal gave them the opportunity to develop their skills in an
environment that nurtures effective communication, healthy relationships, empathy and trust. The
relationship between an educator’s sense of job satisfaction and a principal’s interpersonal and
intrapersonal EIBs are presented in Figure 1.

Figure 1 The relationship between an educator’s sense of job satisfaction and a principal’s level of
interpersonal and intrapersonal (personal) EIBs
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A statistically significant correlation exists between an educator’s level of job satisfaction, a
principal’s interpersonal EIBs and a principal’s observable intrapersonal EIBs. In other words, the
findings indicate that those respondents who are satisfied at their place of work rate their
principal’s interpersonal and intrapersonal EIBs as being high. Conversely, the findings indicate
that those respondents who are dissatisfied at their place of work rate their principal’s
interpersonal and intrapersonal EIBs as being low.

In order to be satisfied at school, the findings clearly indicate that educators need to be led by
school principals who are confident in their leadership role, who send out clear unambiguous
messages, who maintain self-control, who are adaptable and flexible, and who face the future with
optimism. It is thus clearly deduced from the findings of the study that school principals’ EIBs
influence the attainment of educators’ job satisfaction. The EIBs of a school principal that enhance
the job satisfaction among educators at a school result in a positive work ethic, which increases the
potential for optimum levels of organisational effectiveness to be achieved.
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ABSTRACT
Owing to the increase in the Chinese student population in South Africa, the
establishment of a Chinese food market in the Cape Metropole is being mooted. This
article focuses on the food consumption behaviour of Chinese students who are
studying at the Cape Peninsula University of Technology (CPUT) and the University
of the Western Cape (UWC).

The analysis reveals that the majority of Chinese students eat two meals per day,
(usually skipping breakfast), they generally prefer not to eat at home, and they eat both
Chinese and South African food alternately. Furthermore, the attitudes of the
respondents towards Chinese and South African foods are influenced by factors such
as freshness, convenience and availability.

INTRODUCTION

The English environment and cheaper tuition fees in South Africa represent an attraction for
Chinese students. As part of the new relationship and cordial trade arrangements, the early 2000s
witnessed a growing number of Chinese students arriving in South Africa to acquire English
language skills and to further their tertiary education. According to the South African Foreign
Affairs (2003), there are 5 000 Chinese students living and studying in South Africa, a number
which is increasing every year. Owing to the growing Chinese student population in South Africa,
the establishment of a Chinese food market in the Cape Metropole is being mooted, and it is
therefore necessary to undertake research to define this potential market opportunity in order to
provide information to entrepreneurs who are interested in setting up such a business.

The focus of the research falls on Chinese students with regard to food consumption behaviour
in two selected tertiary institutions in the Cape Town metropolitan area so as to assess their choice,
consumption, attitudes and perceptions with regard to food products. Three questions were asked
in the research: firstly, what are the Chinese students’ consumption pattern and market outlet
choices currently; secondly, what are the Chinese students’ demographic characteristics and the
correlation between them and consumption behaviours; and thirdly, what are the attitudes and
preferences of the Chinese students towards Chinese and South African foods.

A great deal of academic literature exists on food consumption behaviour. Verbeke and Viaene
(1999:437) examined the consumer beliefs, attitudes and behaviour towards fresh beef, pork and
poultry through a survey with 320 fresh-meat consumers in Belgium. Verbeke and Viaene
(1999:438) analysed the data through a descriptive profile analysis, factor analysis and statistical
validation of perceived associations by means of chi-square, F- and T-statistics. Verbeke and
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Biaene (1999:438) then defined the most important factors for each meat product and were able to
forecast the future trends of meat consumption in Belgium.

Lopez and Verbeke (2005:823) also examined the attitude and behaviour of Belgians towards
Latin-American ethnic foods, and that of Hispanics living in Belgium towards mainstream
Belgian food. The role of socio-demographic characteristics, the interest of consumers in the
ethnic food, and the openness on food preference and choice among these two population groups
was analysed. The research concluded that Latin-American food consumption and the attitude of
Belgians were negatively correlated with the interest of consumers to the ethnic food, and
positively correlated with openness to new cultures. Hispanic’s adoption of traditional Belgian
cuisine was positively correlated with time of residence in Belgian and negatively correlated with
the maintenance of native social interaction and language use.

Zhang (2002:47) investigated the food consumption behaviour in Shanghai, China, and
attempted to gain insight into the Shanghai consumers’ consumption perceptions and uses with
regard to food products. Zhang’s (2002:49) research is limited to food products consisting only of
pork, beef, chicken, fresh milk, milk powder, yogurt, eggs and vegetables. Zhang’s questionnaire
contained question items on the frequency of consumption with respect to these products, their
market outlets, purchase behaviour, consumption trends and product perceptions regarding
different attributes. The research identified the most important variables which influenced the
frequency of consumers’ consumption of selected food products, such as pork, beef, fresh milk
and chicken.

Pan (1999:54) focuses on studying changes in food consumption patterns among Asian students
before and after immigration to the US. A self-administered questionnaire was used to collect the
information. This questionnaire involved a checklist and an open-ended format that was used to
obtain data regarding demographic characteristics, general food habits and consumption fre-
quency of selected food items. The differences in frequency of food consumption and eating
patterns of the respondents were analysed using the Paired-t statistic.

Pan (1999: 55) found that compared to their dining habits before emigrating to the US, the meal
consumption per day of students increased, and respondents ate out less often, preferring
American-style fast foods when they did so.

The above literature facilitated the development of the theoretical and normative framework for
the assessment of the food consumption behaviour of Chinese students at CPUT and UWC.

We all have thoughts, beliefs and opinions about people, behaviour and the world around us,
and consumer attitudes are important for understanding consumer behaviour. There are many
models illustrating how to measure attitude, the most influential multi-attribute model being that
proposed by Fishbein. According to the Fishbein attitude model, the consumer’s overall attitude
toward the product is the aggregation of his or her beliefs about each of its attributes as well as an
evaluation of the importance of that attribute providing the needed benefits.

RESEARCH METHOD

A self-administered questionnaire survey was selected as the primary source of data collection.
The questions in the questionnaire for the current survey were drawn from many previous food
consumption behaviour surveys. The selections of demographic characteristic variables were
predominantly based on those used in past studies of food consumption as identified in the
literature, but were adjusted according to the characteristics unique to Chinese students in the
present research. The majority of the Chinese students studying at these two institutions reside off
the campus. Since it is therefore difficult to contact them, the snowball sampling method was used
to collect responses. Three sections were designed to gather information regarding the respon-
dents: their demographic detail, their food consumption behaviour and their attitudes towards
Chinese food and South African food.
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Demographic questions
Variables that have been used to segment food consumers in past studies include gender, age,
place of residence, occupation, level of education and level of income (Veeck & Veeck 2000,
Lopez & Verbeke, 2005; Pan, 1999; Zhang, 2002; Silva & Yamao, 2006).

For the present study, five demographic questions were asked pertaining to gender, age,
residence, years of residence and monthly food expenditure. Because the research focused on the
Chinese students who study at CPUT and UWC, the level of education, income level, occupation
and marital status were not included in the questions.

Behaviour questions
The section regarding the food consumption habits of Chinese students contained questions about
number of meals consumed daily; the meal most commonly skipped and the reason for doing so;
frequency of cooking at home and the reason for doing so; frequency of eating out and types of
restaurants selected; and the reason for choosing to eat out. Questions pertaining to the frequency
of shopping at a Chinese and/or a South African supermarket were also included.

Attitude questions
The final selection collected information with respect to participants’ attitudes towards South
African and Chinese food. The Fishbein model was used to test the attitudes of Chinese students.
The participants evaluated attributes of food products — which include price, quality, healthiness,
convenience, availability, taste and freshness — on a scale between ‘very important’ and ‘not
important’. Subsequently the participants measured their beliefs about each of the attributes of
Chinese and South African food on Likert scales. Finally, the formula of the Fishbein model was
employed to calculate and analyse which kind of food the Chinese students prefer. The most
important factors which affect the final decision of Chinese students were also identified.

Univariate and bivariated analyses were used for the present research. The Fishbein attitude
model was used to test the respondents’ food consumption attitude towards both Chinese and
South African food. Frequency tables were used to summarise the demographic details of the
respondents. Pearson’s chi-square tests were used to test whether there are differences in the
responses between groups of respondents. Cronbach’s alpha was used to investigate the reliability
of scales used in measuring the respondents’ food consumption attitude. Analysis of variance
(ANOVA) was used to compare how significantly the means vary from one another. T-tests were
conducted in order to interpret whether there is a significant difference between students’ attitudes
towards the two types of food.

The questionnaire was first designed in English and evaluated intensively with different sector
representations and consumer researchers, and then was translated into Chinese. A pilot study was
conducted with these translated questionnaires, which were completed by three Chinese students.
Any confusing questions were deleted prior to final distribution. The questionnaire included
close-ended questions in the form of standardised and fixed-alternative questions, sets of response
alternatives and fixed measurement scales.

RESULTS AND DISCUSSION
A total number of 127 respondents participated in this research study, of which (see Table 1) 75
were males (59%) and 52 were females (41%). Of all these students, the age group was
concentrated mostly between 16 and 25 (55% of the population), with 43% between the ages of 26
and 35. Only three respondents were over the age of 36.

According to the findings, only 16.8% of the students live in the campus residence, 26.4%
reside with other South Africans, and the majority (56.8%) stay alone off campus.

As far as the amount of money spent on food is concerned, 31.75% spend between R501 and
R1 000 per month, 30.95% between R1 001 and R1 500 per month, 15.87% between R1 501 and
R2 000, and 13.49% between R2 001 and R2 500. Only 7.94% spend less than R500 per month on
food.
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The majority of respondents eat two or three meals a day (50.39% and 41.73% respectively),
and about 6.3% have more than three meals a day, while only 1.57% consume only one meal per
day. Of the 127 respondents, 103 (81%) ignore at least one meal per day, usually breakfast, which
counts for 48.03% of the responses, 20.47% skip lunch and 6.3% skip supper. About 25.2% do not
ignore any meal. When answering the reason why they skip the particular meal, of the 103
students, 50.49% feel they do not have time to cook, 22.33% feel they are not hungry at the time,
18.45% sleep or rest, and 8.74% state they have other reasons.

Many students find they do not have much time for cooking (50.49%). More than 89% of the
students cook at home, majority of them once or twice per day. Of the students who choose to
cook at home, 40.48% believe they would spend less if they ate at home. Of those students who
choose to eat out, 35.71% report they go out only for a change. Of the respondents, 73.81% cook
traditional Chinese food during the traditional Chinese festivals. The majority (more than 80%) of
students shop at Chinese supermarkets every week. Less than half of the students can cook South
African food, and over 97% of the students shop at least once per week at the South African
supermarkets.

The interpretation from chi-squared results supplies the following findings:
6 Females shop more often than males, suggesting they can obtain necessary food from local

South African supermarkets. This accords with the practical reality that many Chinese girls
who go abroad like the sweet and dairy-food products very much, whereas in Chinese
supermarkets these are scarce.

6 Students of the age group 26–35 spend more money on food than those of other age groups.
The students between the ages of 16 and 25 are not very fond of cooking, while the students
over the age of 35 cook more often by themselves. However, it is hard to say that these are
the reasons that the younger students or the older students spend less on food, unless the
younger ones skip meals or the older consume food more economically.

6 Students who live off campus spend more money on food, suggesting that they possibly
enjoy a better shopping environment. The percentage of these students who can cook South
African food is higher than those who live on campus, suggesting that the students who live
off campus adapt to the South African food style much more readily.

6 There is also a strong association between the years of residence in South Africa and the
amount of money spent on food – the longer students stay in South Africa, the more they
spend on food.

6 Those who have lived in South African for longer than five years seem to have become
accustomed to South African food, and the majority of them can cook it.

6 The students who spend less money only eat out on rare occasions, and when they do, they
eat out for a change of taste. The students who want to avoid cooking spend more money and
eat out often; some of them can even cook South African food.

6 The students who eat more meals per day also cook many more times per week, considering
that the primary reason for eating at home is a financial issue. This finding suggests that the
students who eat more meals per day mostly cook at home. They do not believe it is
convenient to have meals out, yet they will occasionally do so for a change.

6 Most of the respondents feel cooking is a burden, even though they must eat. They tend to
skip mostly breakfast, and they cook less often than those who eat all the meals of the day.

6 It is not surprising that the majority of students (71.43%) still like Chinese food and prefer
Chinese restaurants. Over 87% of the students still cook traditional Chinese food during
traditional festivals. Those who cook fewer times per week prefer Chinese restaurants more
than those who cook more often. It is likely that the students who cook less often are not good
at cooking and go to Chinese restaurants to eat decent meals since they believe this is more
convenient. Those who cook more often per week may be better at cooking and would go to a
South African restaurant largely for a change.
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6 Many of those who cook more than six times per week also shop at local South African
supermarkets often, possibly meaning that they have adapted well to the lifestyle in South
Africa. Most interesting is the finding that those who shop at a Chinese supermarket more
than five times a week also shop at a South African supermarket as often, suggesting that
these students enjoy mixed styles of food, and can possibly cook Chinese food with South
African ingredients, or even the other way around.

The average score of the attitude towards Chinese food is less than the average score of the
attitude towards South African food. Of the respondents, 22.83% prefer Chinese food, and 72.44%
prefer South African food. Generally speaking, students ranked the importance of food attributes
in the following order: sanitary and healthy, freshness, quality, taste, price, availability and
convenience. The students feel that the factors that attract them to consume Chinese food from
most to least are: taste, sanitary and healthy, quality, freshness, availability, convenience and price.
As far as the attraction of South African food features is concerned, the students are mostly
attracted in the order of: availability, convenience, freshness, quality, sanitary and healthy, tastes
and price.

CONCLUSION

To summarise, it appears that the majority of students can cook Chinese food, and would shop at
both Chinese and South African supermarkets at least once a week. Mostly importantly, the
majority of them eat both Chinese and South African food alternately. Chinese students like their
traditional food, and also feel comfortable with the South African food. It is suggested that these
students can adapt to this mixed eating style if they believe that they can afford to eat out
whenever they consider it convenient to do so. The attitudes of the respondents towards Chinese
and South African foods are influenced by factors such as freshness, convenience and availability.

It is recommended that the future study should use a more detailed questionnaire which covers
questions that would answer how the respondents’ food consumption behaviour and attitude were
formed.

It is also suggested that a multi-regression model be developed in order to provide more
independent variables, which include more detailed questions pertaining to food consumption
patterns. By utilising a more comprehensive questionnaire and implementing more viable
statistical models, the reasons for food consumption behaviour and attitude could be better
explored.
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ABSTRACT
The Constitution of the Republic of South Africa (Act 108 of 1996) and the White
Paper on Local Government, 1998, contain specific prescriptions pertaining to the
need for enhanced community participation and consultation regarding local govern-
ment matters. In terms of new ‘‘developmental’’, local government legislation such as,
inter alia, the Structures Act (Act 117 of 1998), the Systems Act (Act 32 of 2000) and
the Municipal Finance Management Act (Act 56 of 2003), the requirements for
community participation are taken further.

In this article, specific legislative prescription pertaining to the need for community
consultation and participation, particularly at the local sphere of government, are
reviewed. This is done against the background of the new developmental role assigned
to the local government in South Africa which emphasises democratisation, citizen
participation and the empowerment of citizens and communities regarding local
government matters.

As ward committees are viewed as potential structures to bridge the gap between
local communities and their elected representatives (councillors), an overview of the
role of ward committees is also undertaken in the article.

INTRODUCTION

The legacy of apartheid in South Africa is still visible in the segregated human settlement patterns,
as well as in the type and characteristics of municipal institutions. As such, transformation from
the apartheid era to the new democratic government requires an understanding of the historical
role of local government in creating and perpetuating local separation and inequality. Equally
important is an understanding of the impact of apartheid on municipal institutions as well as the
history of resistance to apartheid local government. Cloete (1997:13) confirms that from 1983 up
to 10 May 1994, four separate systems of local authorities (for black Africans, coloureds, Indians
and whites) were operating in all provinces of South Africa, each on the basis of segregated spatial
development planning.

International experience has shown that citizen and community participation is an essential part
of effective and accountable local governance. The third sphere of government in South Africa can
be regarded as being the closest to communities and, in terms of the new developmental mandate
assigned to it, public consultation and participation are of particular importance. To substantiate
this statement, an analysis of the following legislation and literature is necessary:
6 The Freedom Charter adopted by the Congress of the People in Kliptown, near Johannesburg,

in 1955;
6 The Constitution of the Republic of South Africa, 1996 (Act 108 of 1996);
6 The White Paper on Local Government, 1998;
6 The Municipal Structures Act, 1998 (Act 117 of 1998);
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6 The Municipal Demarcation Act, 1998 (Act 27 of 1998);
6 The Municipal Electoral Act, 2000 (Act 27 of 2000);
6 The Municipal Systems Act, 2000 (Act 32 of 2000);
6 The Municipal Finance Management Act, 2003 (Act 56 of 2003); and
6 The Ward Committee Resource Book developed by the Department of Provincial and Local

Government (DPLG) and the German Agency for Technical Co-operation (GTZ – South
Africa) in December 2005.

PUBLIC PARTICIPATION IMPERATIVES EMBEDDED IN THE FREEDOM
CHARTER

In June 1955, leaders of movements that strove to end apartheid rule in South Africa met in
Kliptown near Johannesburg. At the meeting – called the Congress of the People – they agreed to
adopt a list of rights – the Freedom Charter – which contained a list of demands for rights that the
majority of South Africans did not have as a result of the apartheid regime. Some of the ideas in
the Freedom Charter are now embedded in the Constitution of the Republic of South Africa, 1996
(Act 108 of 1996), and the following declarations were made for the world to know:
6 The people shall govern;
6 All national groups shall have equal rights;
6 The people shall share in the country’s wealth;
6 The land shall be shared among those who work it;
6 All shall be equal before the law;
6 All shall enjoy equal human rights;
6 There shall be work and security;
6 The doors of learning and culture shall be opened;
6 There shall be houses, security and comfort; and
6 There shall be peace and friendship.

From the above declarations, it is clear that the Freedom Charter of 1955 already envisaged a new
era of participatory democracy in which the people shall govern, through public consultation and
participation, which is the cornerstone of developmental local government. It could therefore be
argued that the origin of developmental local government principles is the Freedom Charter of
1955. However, these principles could not take effect until they were promulgated into law
through the Constitution of the Republic of South Africa, 1996 (Act 108 of 1996).

PUBLIC PARTICIPATION PROVISIONS IN THE CONSTITUTION OF THE
REPUBLIC OF SOUTH AFRICA, 1996 (ACT 108 OF 1996)

In terms of section 152(1) of the Constitution of the Republic of South Africa, 1996 (Act 108 of
1996), the objectives of local government are:
(a) To provide democratic and accountable government for local communities;
(b) To ensure the provision of services to communities in a sustainable manner;
(c) To promote social and economic development;
(d) To promote a safe and healthy environment; and
(e) To encourage the involvement of communities and community organisations in the matters of

local government.

In terms of section 152(2) of the Constitution of the Republic of South Africa, 1996 (Act 108 of
1996), municipalities must strive, within their financial and administrative capacity, to achieve the
objectives set out in section 152 (1), which emphasises, inter alia, the need to encourage the
involvement of communities and community organisations in local government matters.

It is evident from the above that the underlying principles contained in the Freedom Charter are
now embedded in the Constitution of the Republic of South Africa, 1996. The Constitution clearly
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stipulates the new developmental role of local government and, hence, the new mandate for it.
Although the Constitution does provide for the new developmental mandate for local government,
it does not stipulate the structural framework within which public consultation and participation
should take place. It was the White Paper on Local Government, 1998, which provided a basis for
developmental legislation with strong emphasis on public participation.

PUBLIC PARTICIPATION PROVISIONS CONTAINED IN THE WHITE PAPER ON
LOCAL GOVERNMENT, 1998
The White Paper on Local Government, 1998 (Government Gazette, vol 18739, vol 393 of 13 March
1998) is based on the following premises:
6 That apartheid had fundamentally damaged the spatial, social and economic environments in

which people live, work, raise families and seek to fulfil their aspirations; and
6 That local government consequently has a critical role to play in rebuilding local

communities and environments, as the basis for a democratic, integrated, prosperous and
truly non-racial society.

As such, the White Paper on Local Government, 1998, examined the state of local government at
the time (1998) and made several recommendations. Among these was the need to promulgate
legislation that would promote a new mandate for local government through public consultation
and participation.

In terms of section B of the White Paper on Local Government, 1998, developmental local
government is defined as local government committed to working with citizens and groups within
the community to find sustainable ways to meet their social, economic and material needs, and
improve their quality of life. In order to realise the concept of developmental local government,
section B of the White Paper, 1998, stipulates the following key components:
6 Characteristics of developmental local government;
6 Developmental outcomes of local government, and
6 Tools and approaches for developmental local government.

The characteristics of developmental local government are listed as being:
6 Maximising social development and economic growth;
6 Integrating and coordinating;
6 Democratising development, empowering and redistributing; and
6 Leading and learning.

With regard to democratising development, the White Paper on Local Government, 1998,
prescribes that municipal councillors should promote the involvement of citizens and community
groups in the design and delivery of municipal programmes. It can therefore be argued that
developmental local government hinges on public consultation and participation.

The White Paper on Local Government, 1998, considered the following to be the outcomes
expected of local government, in the context of a developmental state:
6 Provision of household infrastructure and services;
6 Creation of liveable, integrated cities, towns and rural areas; and
6 Local economic development.

The White Paper further provides for the following tools and approaches for developmental local
government:
6 Integrated development planning (IDP), budgeting and performance monitoring;
6 Performance management, and
6 Working together with local citizens and partners.

One of the strengths of integrated development planning is that it recognises the linkages between
development, service delivery and democracy. According to the White Paper on Local Govern-
ment, 1998, municipalities require public participation at four levels, namely:
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(i) As voters, to ensure maximum democratic accountability of the elected political leadership
for the policies they are empowered to promote;

(ii) As citizens who express, via various stakeholder associations, their views before, during and
after the policy development process in order to ensure that policies reflect community
preferences as far as possible;

(iii) As consumers and end users, who expect value for money, affordable services, and courteous
and responsive service;

(iv) As organised partners involved in the mobilisation of resources for development via
for-profit businesses, non-governmental organisations (NGOs) and community-based institu-
tions.

It is thus clear from the above that public participation takes place on four levels: the public as
voters; as citizens, as consumers and as organised partners in development. It can be argued that as
the White Paper on Local Government, 1998, was not an Act of parliament it did not have the full
force of law required to enforce its provisions. Public participation structures such as ward
committees could not be established on the strength of the White Paper alone. As a result,
developmental legislation had to be promulgated to give effect to, inter alia, its contents,
including:
6 The Local Government: Municipal Structures Act, 1998 (Act 117 of 1998);
6 The Local Government: Municipal Demarcation Act, 1998 (Act 27 of 1998);
6 The Local Government: Municipal Electoral Act, 2000 (Act 27 of 2000);
6 The Local Government: Municipal Systems Act, 2000 (Act 32 of 2000); and
6 The Local Government: Municipal Finance Management Act, 2003 (Act 56 of 2003).

The need for public participation and consultation as stipulated in the legislation mentioned above
will now be discussed, commencing with the Municipal Demarcation Act, 1998.

PUBLIC PARTICIPATION IN TERMS OF THE MUNICIPAL DEMARCATION ACT,
1998 (ACT 27 OF 1998)
The Municipal Demarcation Act, 1998 (Act 27 of 1998) was promulgated on 3 July 1998 to
provide for criteria and procedures for the determination of municipal boundaries by an
independent authority. The Act can be seen as developmental legislation that gives effect to the
provisions of the White Paper on Local Government, 1998, which was published on 13 March
1998. The Act also gives effect to the provisions of chapter 7 of the Constitution of the Republic of
South Africa, 1996.

In terms of section 24(a)(i), one of the objectives of the Municipal Demarcation Act is the
provision of democratic and accountable government for local communities. Sections 26(1)(b)
and 28(1) both provide for the involvement of the public in the demarcation process. As such, it is
evident that the Municipal Demarcation Act is developmental legislation that encourages public
consultation and participation in matters of local government. It should, however, be noted that the
Act is not clear or specific as to the role of ward committees in the demarcation process. The Act
also makes it optional, in terms of section 28(1) of the Demarcation Act, for the Demarcation
Board to hold public meetings during the municipal demarcation process. After the public
demarcation unrest experienced in Khutsong during the period leading up to the local government
elections of 1 March 2006, it was recommended that the government should consider amending
the Act to make it mandatory for the Demarcation Board to consult with the public prior to the
demarcation of a particular municipality.

PUBLIC PARTICIPATION PROVISIONS IN TERMS OF THE MUNICIPAL
STRUCTURES ACT, 1998 (ACT 117 OF 1998)
Because local government is regarded as the sphere of government closest to communities, the
core of related legislation is to establish measures to ensure that citizens give input into the
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decisions that local municipalities make. The Municipal Structures Act, 1998 (Act 117 of 1998)
was the first developmental legislation that dealt in specific terms with the structures and
processes required to effect public consultation and participation in the Republic of South Africa.

In terms of section 72 of the Municipal Structures Act, 1998 (Act 117 of 1998), only
metropolitan and local municipalities of certain types may have ward committees. This means that
there are a number of municipalities that need to develop public participation mechanisms other
than the ward committee participatory system. In terms of section 72(3) of the Act, the object of a
ward committee is to enhance participatory democracy in local government. This, in practice, is
carried out through public participation and consultation.

According to section 72(1) of the Act, only metropolitan and local municipalities of the types
mentioned in sections 8(c), (d), (g), (h) and 9(b), (d), (f) of the Act may have ward committees.
With regard to the functions and powers of ward committees, section 74 of the Act stipulates that a
ward committee:
(a) May make recommendations on any matter affecting its ward –

(i) To the ward councillor; or
(ii) Through the ward councillor, to the metro or local council, the executive committee, the

executive mayor or the relevant metropolitan sub-council; and
(iii) Has such duties and powers as the metro or local council may delegate to it in terms of

section 32 of the Act.
(b) Has such duties and powers as the metro or local council may delegate to it in terms of

section 32 of the Act.

A municipal system is thus permitted and enabled by the Act to develop a system of delegation
that will maximise administrative and operational efficiency and has adequate checks and
balances. Such a system may, in terms of section 32(1)(a) of the Act –
(a) Delegate appropriate powers, excluding the powers mentioned in section 160(2) of the

Constitution of the Republic of South Africa, 1996 and the power to approve its IDP;
(b) Instruct any ward committee to perform any of the council’s duties; and
(c) Withdraw any delegation or instruction.

Although section 78 of the Act makes it clear that a metro or local council may dissolve a ward
committee if it fails to fulfil its objectives, the Act does not provide for a performance evaluation
and monitoring system. This, in practice, creates an administrative problem. Even although a
metro and its community may notice that a certain ward committee is failing its duties, no
mechanism is in place to prove it.

When a metro or local council decides to establish a ward committee system, it must observe the
provisions of section 73(2) of the Act. In terms of section 73(2) of the Municipal Structures Act,
1998, a ward committee consists of:
(a) The councillor representing that ward in the council, who must also be the chairperson of that

ward committee; and
(b) Not more than ten other persons.

In practice, the other 10 persons that constitute the ward committee are community representatives
elected from community organisations, forums, voting districts and designated groups. According
to section 77 of the Act, no remuneration is payable to the 10 ward committee members. The
councillor is exempted from the provision of this particular section of the Act.

From the above discussions, four important deductions related to ward committees can be
made, viz:
6 The object of ward committees is to enhance public participation and consultation in matters

of local government;
6 Ward committees are structured communication channels between local government and its

communities;
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6 Ward committee members, with the exception of the ward councillor, are community
representatives who perform their duties on a voluntary basis; and

6 Although the Act empowers the metro to dissolve a ward committee that fails to fulfil its
objectives, it does not provide for a monitoring and evaluation system required to measure
performance indicators.

PUBLIC PARTICIPATION PROVISIONS CONTAINED IN THE MUNICIPAL
ELECTORAL ACT, 2000 (ACT 27 OF 2000)

South Africa held its first democratic municipal elections in 2000. As such, the Municipal
Electoral Act, 2000 (Act 27 of 2000) was promulgated in order to regulate municipal elections and
to amend certain legislation that was not in line with the intention of this Act. Furthermore, Act 27
of 2000 was to give effect to the provisions of section 19(a) of the Constitution of the Republic of
South Africa, 1996, which stipulates that every citizen has the right to vote in elections for any
legislative body established in terms of the Constitution of the country.

In terms of section 7 of the Municipal Electoral Act, 2000, any person may vote in a municipal
election if registered as a voter on the certified segment of the voters’ roll for a voting district that
falls within the municipality. As a result of this Act, South Africa’s public had its first non-racial
local government elections in December 2000.

It is clear from the above that provisions of the Municipal Electoral Act, 2000, have given
effect, at the local government sphere, to the provisions of section 19(a) of the Constitution, which
allows all citizens, irrespective of their race, gender or origin, to vote. The Act also provides an
opportunity for the public to participate in the matters of their local government through voting to
empower those representatives they believe will advocate their needs in municipal legislature.

PUBLIC PARTICIPATION PROVISIONS IN THE MUNICIPAL SYSTEMS ACT, 2000
(ACT 32 OF 2000)

Although the Municipal Structures Act, 1998, deals with, inter alia, the establishment of ward
committees as a public participation structure, it does not provide for the related mechanisms,
procedures and processes. It is section 17 of the Act, (32 of 2000) that does so.

In terms of section 17(1) of the Act, participation by the local community in the affairs of a
municipality must take place through the following:
(a) Political structures for participation in terms of the Municipal Structures Act, 1998;
(b) The mechanisms, processes and procedures for participation in municipal governance in

terms of the Municipal Systems Act, 2000;
(c) Other appropriate mechanisms, processes and procedures established by the municipality;
(d) Councillors; and
(e) Generally applying the provisions for participation, as provided for in the Municipal Systems

Act, 2000.

In terms of section 17(2) of the Municipal Systems Act, 2000, a municipality must establish
appropriate mechanisms, processes and procedures to enable the local community to participate in
the affairs of the municipality and must provide for the following:
(a) The receipt, processing and considerations of petitions and complaints lodged by the

members of the local community;
(b) Notification and public comments procedures, when appropriate;
(c) Public meetings and hearings by the municipal council and other political structures and

political office bearers of the municipality, when appropriate;
(d) Consultative sessions with locally recognised community organisations and, when appropri-

ate, traditional authorities; and
(e) Reporting back to the local community.
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With regard to communication with the public, section 18(1–2) of the Act stipulates that a
municipality must communicate to its community the following information:
(a) The available mechanisms, processes and procedures to encourage and facilitate community

participation;
(b) The matters with regard to which community participation is encouraged;
(c) The rights and duties of members of the local community; and
(d) Municipal governance, management and development.

In the above regard, the Masithethisane programmes that municipalities schedule to discuss their
integrated development plan (IDP) could be viewed as one avenue for public participation.
According to Makubalo (2004:50), an IDP is a planning methodology that a municipality uses in
order to ensure that its planning is aligned with community needs.

It is clear from the preceding discussions that:
6 Certain municipalities fall within the category of the public participation mechanism that

involves political structures at community level;
6 A ward committee is classified by the Municipal Systems Act, 2000, as a political structure;
6 Councillors are severally and jointly responsible for public participation in the affairs of their

local government;
6 A councillor can influence public participation either as an individual councillor or in

conjunction with the other members of the ward committee; and
6 Members of public can, in certain instances, participate directly (not through ward

councillors) in the affairs of local government by way of public meetings (imbizos,
Masithethisane, indaba programmes), petitions, complaints and representations by interest
groups and pressure groups.

PUBLIC PARTICIPATION PROVISIONS CONTAINED IN THE MUNICIPAL FINANCE
MANAGEMENT ACT, 2003 (ACT 56 OF 2003)

The Municipal Finance Management Act, 2003 (Act 56 of 2003) was promulgated in order to
secure sound and sustainable management of the financial affairs of municipalities and other
institutions in the local sphere of government and to establish treasury norms and standards for the
local sphere of government.

In terms of section 53(1)(b) of the Act (56 of 2003), the mayor of a municipality must
co-ordinate the annual review of its IDP in terms of section 34 of the Municipal Systems Act, 2000
(Act 32 of 2000) and the preparation of the annual budget, and determine how the IDP is to be
taken into account or revised for the purpose of the budget. Section 34 of the Municipal Systems
Act, 2000, referred to above, stipulates in its subsection 34(b) that a municipal council may amend
its IDP in accordance with a prescribed process. This is actually the one stipulated in section
29(1)(b) of the Municipal Systems Act, 2000, which states that the process followed by a
municipality to draft its IDP must be done through appropriate mechanisms and procedures that
allow for:
6 The local community to be consulted on its development needs and priorities;
6 The local community to participate in the drafting of the IDP; and
6 Organs of state, including traditional authorities, and other role players to be identified and

consulted on the drafting of the IDP.

The Municipal Finance Management Act further instructs the municipal manager, through Section
68(a) of the Act, to assist the mayors in performing their prescribed functions, which include
public participation and consultation.

It follows from the above discussions that the Municipal Finance Management Act, 2003, is in
line with other local government developmental legislation by issuing specific instructions to
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ensure that the general public and communities participate in the financial matters of the local
government related to their needs.

PUBLIC PARTICIPATION THROUGH WARD COMMITTEES

The current trends and functioning of ward committees in influencing public participation in
South Africa are discussed in the resource guide issued by the Department of Provincial and Local
Government (DPLG) and the German Agency for Technical Co-operation (GTZ – South Africa),
known as the Ward Committee Resource Book, 2005. This book is part of a larger effort of the
DPLG and the GTZ – South Africa, which aim to enhance participatory democracy in South
African municipalities.

When the new system of local government was introduced in South Africa in 2000, it was
correctly placed as the sphere of government closest to the citizens so that it could give meaning
and substance to the basic political commitment that the people shall govern. This noble idea of
bringing democracy to where people live was to be achieved through ward committee
engagements with the public.

Despite the good intentions of the legislation and policies aimed at promoting ward
committee-based participatory democracy, Makubalo (2004:109) holds the view that in order for
ward committees to become more effective, they will require more decision-making powers. This
conclusion appears to support the recommendations proposed by the DPLG with the GTZ – South
Africa, which confirm that currently very little delegation of powers to ward committees exists,
and this conservative approach limits the ward committees from fulfilling their public consultation
and participation roles.

According to the Ward Committee Resource Book, by 2005 ward committees had been
established in more than 80% of the wards countrywide, with the main objective being to enhance
participatory democracy in the local government sphere. In practice, ward committees in South
Africa ought to operate in the following manner:
6 Ward committees raise issues about local ward matters to the ward councillor;
6 They serve as a link between the ward councillor and the community;
6 They have a say in decisions, project selection and prioritisation, integrated development

planning, performance management of the municipality, and the allocation of funds
(budgeting) by the municipality; and

6 They engage with communities and the general public in matters of their local government.

It can be argued that the rationale for the above-mentioned objectives are to encourage and ensure
that an active role is played by ward committees in the initiation and evolution of policies within
their respective municipalities, particularly on those issues that affect communities directly.

CONCLUSION

It can be concluded from the above review that public consultation and participation in South
Africa are both a legislative imperative as well as a core value of the country’s democracy. It is
also clear that the South African model of public participation is in line with international
experiences of advanced democracies. It is, however, evident that the ward-based community
participation model used in South Africa has its shortcomings in that it does not, inter alia,
delegate sufficient powers and resources to ward committees to discharge their roles and
responsibilities, which include public participation and consultation.

If the ward committee system introduced in South Africa is to become a real vehicle for
transformation and enhanced service delivery, then it is imperative that ward committees be given
a greater and more significant role to play in local government matters. A matter of concern is that
in many instances local communities perceive ward committees to be structures owned by ward
councillors and not by the respective communities. In terms of the new system of developmental
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local government, the legal definition of a municipality is that it comprises not only the councillors
and the bureaucracy, but also the local community. It can be argued that a defining feature of the
new mandate is the opportunity it affords ordinary citizens to become actively involved in local
government matters for their area. A major challenge that remains, however, is public apathy in
this regard in South Africa, and there is no ‘‘quick fix’’ for this.
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ABSTRACT
Tourism plays a vital role in the economy of Botswana. It creates employment, earns
foreign exchange, markets Botswana internationally, attracts foreign investments in
the country and contributes to the countries’ gross domestic product (GDP). However,
the potential of tourism in contributing to the individual country’s economy in general
is determined by various complex factors such as tourism policy, political stability and
tourism management. Therefore, this paper is aimed at assessing the potential of
tourism and policy framework in respect of the current contribution of tourism to the
economy of Botswana. The paper also makes recommendations on future policy
direction to encourage the benefits of tourism to the economy of Botswana. The
approach used in this paper includes analysing the actual contribution of tourism to the
economy of Botswana against the potential contribution that tourism has. The paper
briefly explains the impact of tourism policy on the Botswana tourism, and analyses
tourism benefits from a collaborative approach as a viable sector in changing people’s
lives through its contribution to the economy of Botswana. The paper concludes that
tourism has the potential to improve the lives of people living in Botswana by creating
employment and contributing to the Botswana’s GDP, and is a source of foreign
investment. Another conclusion is that tourism policy plays a vital role in either
limiting or maximising the contribution of tourism to the economy of Botswana.

An understanding that tourism plays a vital role in the economy of Botswana will
assist tourism policymakers in encouraging and supporting tourism businesses, which
may maximise the tourism benefits in the country and communities. This will mean
engaging communities in policy making and in developing tourism businesses. The
paper analyses the impact of tourism policy on the Botswana tourism sector in an
innovative approach, contributing to the understanding of its implications as well as
recommending strategies that can be applied in maximising the benefits and mitigating
the negative impacts. This paper is useful for tourism role players such as tourism
policymakers and the Botswana government in realising that they can best utilise
tourism to improve their lives. This also helps tourism role players such as tourism
entrepreneurs to work closely with the communities in developing tourism for the
benefits of the economy of Botswana and communities in general. This paper is of
value to academics who wish to increase their knowledge of the tourism policy
implication on the tourism businesses.

INTRODUCTION

This article adopts Gunn’s (1988) view of tourism as encompassing all travel with the exception of
commuting. This is part of contemporarily thinking that tourism includes any activity concerned
with temporary short-term movement of people to destinations outside the place where they
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normally live and work. The other consideration of tourism that is relevant to Botswana is the
environment in which tourism is taking place, and which forms key attractions to the tourists.

South African Tourism, formerly known as Satour (1991), indicates that the environment is
viewed within its broadest sense to include the natural, historical and cultural heritage as well as
the lifestyles, values and traditions of all the people of not only South Africa but of the entire
southern African region. These environmental components constitute the primary resource base
for Botswana tourism, and its global uniqueness is of considerable significance. The Botswana
tourism sector and the environment have a strong relationship and depend on one another. While
the environment is the primary resource base for tourism, tourism in return provides a primary
means through which an economic return can be generated from the environment. Tourism is a
dynamic activity that is constantly evolving to cater for new and changing needs. The same can be
said of the Botswana tourism sector, which is entering a particular dynamic yet complex and
demanding period, especially with the challenges of poverty and HIV/AIDS. This requires
flexibility to adjust to change.

Butler and Hinch (1996) stipulate that the growing significance of tourism as an economic
activity is reflected in the increased recognition it has been given, especially in southern Africa.
There has been a rapid development of specialist educational and training facilities for academics
and professionals within the southern African countries including Botswana so as to capture the
economic befits of tourism. This includes widespread research activities, and the discipline can
now be said to have ‘come of age’ (Butler & Hinch, 1996).

Factors discussed in this paper include the tourist attractions in Botswana and the contribution
of tourism to the economy of Botswana, and concluding remarks pertaining to Botswana future
policy directions are also made at the end of the paper. The Botswana tourism policy framework is
discussed in detail to determine the involvement of communities in tourism and also to determine
the support of employment creation within the tourism sector by the Botswana government.
Tourism policy plays a vital role in addressing both the potential and the actual contribution of
tourism to the economy of Botswana. The tourism policy should address how tourism is best
managed in protecting and conserving the attractions for the continued economic benefits. The
tourism policy should also address the communities’ involvement in tourism and their socio-
economic benefits.

TOURIST ATTRACTIONS IN BOTSWANA
Tourism is regarded as one of the three principal pillars of the economic success of Botswana
(Botswana’s Department of Wildlife and Tourism, 2001). Botswana’s tourism is based on its
natural attractions that make the country unique, and it is renowned for its variety of wildlife
species that can be viewed in their natural habitat in game reserves and national parks (Johnson,
2001). One of the major tourist attractions is the Okavango Delta – a huge flood plain, and one of
the largest island river deltas in the world, situated in northern Botswana. It is a vast eco-system
covering 1 5002 km of African wilderness with no natural outlets to the sea. It incorporates the
Moremi Game Reserve and is a unique African Wildlife paradise – one of the finest remaining
wilderness areas in the world.

Botswana is also renowned for its traditional crafts, of which the most famous is probably the
basketry practised by many regional groups offering individualistic design and patterns.
Traditionally, such crafts as pottery and basketry were produced for utilitarian purposes and
materials were generally selected from available natural resources. Designs are passed down
through generations, and today there is a need to preserve these skills in the face of the social
dynamics of an ever-changing society.

THE CONTRIBUTION OF TOURISM TO THE ECONOMY OF BOTSWANA
Botswana’s rich cultural and historical heritage and abundant wildlife resources provide
opportunities for investment in the tourism industry. According to the Department of Tourism
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Research and Statistics (2004), global statistics continue to record a good growth in tourist arrival
in the country. This, together with the tourism industry’s multiplier effect and increased local
participation, provides the potential to diversify the economy from reliance on mineral mining.
The government of Botswana has established a one-stop service centre, the Botswana Export
Development and Investment Authority (BEDIA), to expedite processing of licences and permits.
Opportunities have been created in ecotourism and manmade attractions.

Tourists’ arrival in Botswana showed a growth of 80% since 1995. The target is 10% growth per
annum by 2020 (Botswana Department of Tourism 2004). Tourism contributes 4.5% to
Botswana’s (GDP) (Botswana’s Department of Tourism Research and Statistics, 2004). Based on
the 2008 figures available, the tourism industry brings in annual foreign exchange worth R1.800
million. Putting this into context, the GDP in fiscal 2001/2002 was R38 billion – mining
contributed a direct 35% and indirectly much more, with manufacturing in second place at 4.4%.
As indicated in Table 1, most of the tourists visiting Botswana come from South Africa,
Zimbabwe, Zambia, Namibia, the US and the UK.

Employment created by tourism in Botswana is significant in both the private and the public
sector. For example, tour operators employ over 990 people who receive wages, benefits and tips
amounting to over P4 443 000 (Botswana Department of Tourism Research and Statistics, 2004).
Hotels and other accommodation establishments employ large number of workers, both directly
and indirectly, to provide services and facilities to eco-tourism. Employment indicates an average
of 7.7 dependants per person employed. This is a clear indication that the people employed in the
tourism sector support a large section of the Botswana population. The Botswana tourism policy
plays a major role in creating a favourable environment for investment in tourism. Tourism policy
is an important tool in determining the development and management of tourism in the country.

THE BOTSWANA TOURISM POLICY

The government of Botswana encourages the contribution of tourism to the country’s economy,
and formulates policies that create a viable environment for foreign exchange earnings and
government revenues. Through tourism policies it encourages foreign investment and strives to
make conditions more attractive to investors. The government encourages the development of
tourism in rural areas so as to create employment and raise income there in order to reduce urban
drift. The government improves the quality of national life by providing education and
recreational opportunities with the intention of projecting a favourable national image to the
outside world. In addition, it emphasises the need to ensure that tourist activities are carried out in
an ecologically sustainable manner. The government of Botswana is keen to encourage private
investment in the tourism industry. The country’s tourism policy is set out to stimulate the
sustainable management and utilisation of country’s diverse wildlife and natural beauty so that it
can be preserved for future generations. Particular emphasis is placed on ecotourism, which is the
main tourist attraction in Botswana, and on local communities’ participation in tourism (Botswana
Ministry of Environment Wildlife and Tourism, 2003).

The Botswana tourism policy is focused on conserving the natural resources such as wildlife
and other natural environment components (Botswana Department of Tourism, 1990). However,
Botswana has the potential to present a number of resources that can play a vital role in the
country’s tourism sector. Examples include the rock paintings in the Tsodilo, craft fairs, cultural
events, historical monuments and museums. According to the country’s Monuments and Relics
Act of 1970, the Botswana government has the right to determine if a site is important to the
country and devise some means to conserve it. There is no doubt that wildlife plays the pivotal
role in attracting tourists to Botswana, but what is lacking is manmade attractions, which creates
an imbalance. Botswana presents a safe environment for both tourists and citizens. However, the
Botswana Department of Tourism argues that Botswana lacks quality tourist facilities. For
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example, the government’s commitment to developing key infrastructures such as airports,
landing strips and roads leaves a lot to be desired. The quality of the amenities provided by
government in public areas such as in national parks is not satisfactory (Botswana Department of
Tourism, 1990). This is in contrast to a number of private tourism role players who provide quality
amenities and facilities. However, not all of them meet international standards when comes to
quality. This shows that much work needs to be done to address the quality issue within the
tourism sector in the country.

The Botswana Department of Tourism indicates that the potential economic benefit of tourism
to Botswana is not yet fully recognised. Much needs to be done in terms of tourism policy and
strategies to capture the potential of tourism in contributing to the economy of Botswana. It is also
indicated by the Botswana Department of Tourism that a number of tourists coming to Botswana
spend a reasonably long time in the country but do not spend much on tourism activities. This is
because many foreign tourists purchase packages in advance – that is, while in their countries of
residence – and therefore do not need to purchase any services while in Botswana. This
particularly includes tourists who visit attractions such as the Okavango Delta, which is remote
attraction and has no local shops. Such tourists are of little benefit to the economy of Botswana yet
they are utilising public facilities such as airports, ecosystems, etc. The other group of tourists who
make a marginal contribution to the economy of Botswana are the campers, who usually bring
almost everything they need and spend little additional money in the country.
Some of the key objectives of the Botswana tourism policy include the following:
6 To increase foreign exchange earning and government revenue;
6 To raise incomes in rural areas in order to minimise urbanisation;
6 To generate employment, particularly in rural areas;
6 To promote rural development and to stimulate the provision of other services on remote

areas of the country;
6 To improve the quality of national life by providing educational and recreational opportuni-

ties; and
6 To create favourable national image internationally.

In achieving the above objectives, the country’s tourism policy and strategies need to be
formulated in such a way that tourism potential is fully capacitated. This means addressing lost
income through those visitors who pay for tourism activities in their respective countries and do
not spend any money while in Botswana. Poverty in a number of rural areas of Botswana is
reported to be high, and effective management of tourism has the potential to alleviate poverty to a
certain extent. The worrying factor with regard to poverty is its relation to the spread of
HIV/AIDS. It is therefore imperative to utilise the potential that tourism has to reduce poverty in
rural areas, which may also reduce the spread of HIV/AIDS among poor communities.

The Botswana tourism policy encourages that tourism activities should not violate the
environment in which they are taking place. The Botswana Wildlife Conservation Policy of 1986
encourages complete preservation of national parks and game reserves. This policy also
encourages sustainable utilisation of natural resources within the wildlife management areas. The
challenging factor is the growing number of foreign tourists who visit wildlife management areas
in response to the promotional campaigns. The Botswana tourism policy encourages that tourism
should benefit local people so that they appreciate tourism activities taking place within their
communities. The Botswana tourism policy also encourages Botswana citizen participation in
tourism activities, including management and ownership of tourism businesses. However, the
Botswana Department of Tourism (1990) is sceptical that over-emphasis on local ownership and
control may result in a negative impact on foreign investment in tourism businesses. The worrying
factor in this regard is the fact that only a few citizens have the expertise to manage tourism
businesses. The key challenge facing the Botswana tourism sector is to ensure a balance between
foreign investment and citizen participation, including managing and owning tourism businesses.

Journal of Business and Management Dynamics (JBMD)110



JOBNAME: JBMD Part1 PAGE: 5 SESS: 5 OUTPUT: Mon Sep 7 15:41:36 2009
/dtp22/juta/academic/JBMD−Vol03−Part01−2009/10article

The aims of the government of Botswana in promoting tourism in the country are to encourage
tourism business operators to gain necessary qualifications and sufficient financial resources to run
their businesses. The government also encourages such operators to provide quality service,
meeting international standards through a grading system. The operators are also required to
operate their businesses according to an acceptable code of conduct. Tourism companies are
required to be incorporated and registered in the country, and to submit annual financial statements
audited by auditors who are citizens of Botswana. The Botswana government encourages
partnership between Botswana citizens and foreign investors in tourism businesses and in general.
The key focus of the Botswana government is to ensure that tourism creates investment
opportunities and employment opportunities for citizens.

The Botswana Department of Tourism (1990) argues that the admission fees charged to foreign
tourists entering the national parks, game reserves and campsites are low. Besides financial loss,
low charges result in overcrowding of wildlife areas, which results in environmental degradation.
The Botswana Department of Tourism feels that this needs adequate attention. The Department
also argues that the development of tourism in Botswana has been slower than it should have been,
resulting in fewer jobs being created. The other area of concern is the fact that there are only a few
Botswana citizens in managerial positions in tourism businesses owned by foreign investors, and
that the opportunities for citizens to acquire shares in such businesses are also limited (Botswana
Department of Tourism, 1990).

Consequently, a number of Botswana citizens perceive tourism as a sector belonging to
expatriates with a minimal contribution to the economy of the country and with few investment
opportunities for local people. Several studies conducted on the economy of Botswana indicate the
importance of diversification. Tourism is identified as a sector that can help Botswana to diversify
its economy. The country’s tourism policy states that tourism has the potential to contribute
significantly not only to the economy but also to improving the lives of many citizens who live in
poverty, such as those living in remote rural areas of the country. It is imperative to identify and
address gaps within the tourism policy so that tourism can contribute to the economy of Botswana
and change the lives of its citizens,

IDENTIFYING GAPS IN THE BOTSWANA TOURISM POLICY

The Botswana Department of Tourism (1990) reports that some tourism service facilities lack the
required quality standards. This needs to be addressed so that Botswana can continue to attract
foreign investors and tourists alike. The fact that many tourists purchase packages (usually
comprising accommodation, meals and transportation) and pay for them into accounts based in
foreign countries is a cause for concern. This is because a number of tourism businesses owned by
foreign investors have their main accounts in countries such as South Africa. The worrying factor
is that upon arrival in Botswana, such tourists immediately connect with a charter company, also
owned by foreign investors, that flies them from the airport to remote tourist destinations such as
Okavango Delta, where the only shops are the curio shops owned by the same foreign investors.
And there is no guarantee that these tourists will even spend any money in those shops. When the
holiday is over, such tourists return to the airport and immediately connect with the airline that
flies them back to their home country.

It would be interesting to find out how much contribution this type of tourists makes to the
Botswana economy, and to evaluate how the Botswana government taxes the companies owned by
foreign investors but who have some of their payment transactions processed in foreign countries.
This presents substantial loss of tourism income, and the environment is also exploited.

The Botswana government encourages citizen participation in tourism businesses both in
managerial positions and ownership, but the barrier to this initiative is the fact that only a few
Botswana citizens have the expertise to manage tourism businesses. Even though tourism
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companies are required to incorporate and register in Botswana and to submit annual financial
statements audited by auditors who are citizens of Botswana, the effectiveness and reality of this
process is questionable, bearing in mind that some companies have accounts in Botswana just to
process salaries but their main accounts are in foreign countries. Besides the fact that there are few
Botswana citizens in managerial positions in tourism businesses owned by foreign investors, the
investment opportunities for locals to acquire shares in tourism businesses in the country are also
minimal. This is why many citizens perceive tourism as a business belonging to foreign investors
which does not benefit them in any way. Foreign investors need local communities’ support for
their businesses, and local communities need foreign investors who play vital role in local
economy, therefore the symbiotic relationship and appreciation between foreign investors and
local people is imperative. In order to further reap the economic benefits of tourism and to
alleviate discrepancies within the Botswana tourism policy, it is vital to consider its potential and
make recommendations on future tourism policy directions.

FUTURE TOURISM POLICY DIRECTION

The Botswana tourism policy clearly stipulates that the Botswana government is concerned about
the environment, and promotes and protects ecotourism. There is no doubt that ecotourism
presents the key tourist attraction in Botswana. The area of concern is that not much is said about
promoting and protecting the country’s community/cultural tourism. This sector of tourism seems
to have been forgotten in Botswana, and its contribution and importance remain untapped. It is
therefore imperative for tourism policymakers to work closely with communities so that
community/cultural tourism within the communities in which tourism is taking place can be
promoted and conserved. This will not only benefit communities financially, but will also make
community cultures recognised by tourists, and therefore communities will feel proud of their
culture. Tourists should be encouraged to visit and interact with the local people within the tourist
destinations by organising and marketing township/community tourism. This strategy may also
help to diversify the Botswana tourism attractions, which are largely dependent on ecotourism.

Besides community tourism, the other tourism sector that needs to be promoted is urban
tourism, about which not much is said in the policy framework of Botswana. The other area of
concern regarding the tourism policy is its implementation. Tourism policy should be imple-
mented and monitored so that the intended results can be achieved. Tourism should benefit all
eligible people, and not just certain individuals. Communities should be involved in policy
formulation and implementation so that they can take ownership of tourism in their respective
communities.

The Department of Tourism and the Botswana Tourism Board should ensure that all tourism
organisations operate according to required international standards. The tourism accommodation
grading system recently introduced in the country is a good initiative in addressing quality issues
in tourism establishments in Botswana. The banking procedures for all tourism companies
operating in Botswana should be regulated and monitored. This can be done by encouraging all
tourism companies to localise payments by tourists for tourist activities taking place in the
country. The tourism companies should be encouraged to supply their Botswana-based account
numbers to the foreign tourists and travel agents so that when payments are made, they link
directly to the account in Botswana. This will help auditors to have true financial statements on
how much the company is making and it may also help Botswana to know how much contribution
tourism makes to the economy of the country.

Tourism companies should also be encouraged to employ and train qualified local people in
managerial positions so that they can acquire skills and experience in running and managing
tourism businesses. However, the involvement of local communities should not only be limited to
employment and management of tourism businesses, and should include tourism policy formula-
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tion, which should be bottom-up rather than top-down. Good example of a sound tourism policy
framework that Botswana should learn from is that of South Africa, because community
consultation and interests top the agenda of South African tourism policy framework.

The South African Department of Environmental Affairs and Tourism (1996), indicates that the
tourism policy formulation in South Africa is a process which is not carried out in isolation but in
an integrated manner. For example, in October 1994, the South Africa’s Minister of Environmen-
tal Affairs and Tourism appointed the Interim Tourism Task Team (ITTT) and gave it the
responsibility of drafting a tourism discussion paper as a direction for a future national tourism
policy. In September 1995, the ITTT drafted a Tourism Green Paper which represents the business
sector, labour movement, provincial governments, community organisations and the national
government. The drafted Green Paper was distributed nationwide for comment, and it was later
forwarded to the European Union for technical assistance to the government of South Africa and
also to assist in the development of a White Paper. In order to accomplish this mission, in 1995
international tourism specialists were appointed by the European Union.

It is further indicated by the South African Department of Environmental Affairs and Tourism
that the significance of the process of arriving at the White Paper for Tourism is recognised in the
White Paper itself. In this regard, a great deal of emphasis was placed on developing the White
Paper in a way that encourages participation by all. The strategic implementation involved a
continuous research process. The White Paper provides directions and a policy framework that
guides development of tourism in South Africa. It is followed by an implementation strategy that
contains a number of key actions in order to effectively implement the guidelines contained in the
White Paper.

The South African Department of Environmental Affairs and Tourism indicates that responsible
tourism symbolises the responsibility of both the government and business sectors to involve the
local communities that are in close proximity to the tourism activities and attractions through the
development of sensible economic linkages and continuous consultation. This implies the
responsibility to respect, invest in and develop local cultures, and to protect them from
over-commercialisation and exploitation. It also stipulates the role of the local communities to
become largely and actively involved in tourism, to exercise sustainable development and to
ensure the safety and security of tourists. Responsible tourism also implies the responsibility of
employers and employees in the tourism industry to one another and to visitors. As a hallmark of
the new tourism in South Africa, responsible tourism also implies responsible government as well
as the responsibility of the visitors themselves to observe the norms and practices of South Africa,
particularly in respect of the physical and cultural environments.
The White Paper depicts the following important key elements of responsible tourism:
6 Using local resources in a responsible manner.
6 Avoiding littering and over-consumption.
6 Maintaining and motivating natural, economic, social and cultural diversity.
6 Consulting the local community in planning and decision-making.
6 Evaluating environmental, social and economic impacts as a prerequisite to developing

tourism.
6 Recognising the environment and benefits of communities in tourism.
6 Monitoring the impacts of tourism and ensureing transparency on information available.
6 Encouraging full responsibility, and respecting the local, natural and cultural environment

when marketing tourism.

SUMMARY

The Botswana tourism sector contributes significantly to the economy of the country by creating
employment and contributing to the country’s GDP. Botswana tourism is based on ecotourism, for
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which tourists need guidance from experienced tourist guides in order to experience and enjoy
Botswana’s unique tourism attractions The Botswana government through its tourism policy
encourages foreign investment and local people’s involvement in the tourism business in the
country. The government also works hard to market the country internationally, but the main
constraint facing Botswana tourism sector is the inefficient formulation, implementation, monitor-
ing and evaluation of the tourism policy.

The Botswana tourism sector has the potential to benefit the country more than it is presently
doing. In order to reap the potential benefits, deficiencies within the tourism policy need to be
addressed. This includes the fact that local community participation in the management of tourism
enterprises is insufficient. In addressing this problem, local people should be trained so that they
can acquire adequate skills that will qualify them to manage tourism enterprises. Training of local
people in the management of tourism businesses will not only help local people to occupy
management positions, but will also help the country to identify and reap the long-term
socio-economic benefits of tourism in a sustainable manner.
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Abstract
Certain factors were always cited as major forces in the process of globalisation without
considering the supreme mandate of God to humans to globalise from the beginning of
time. A consequence of this recent but aged discovery is that the history of globalisation
is as old as human existence. For analytical convenience, two notable drivers, namely
rationalism and technological innovation, were weighed with the supreme mandate in
order to locate their balance of gravity in the genesis of globalisation. Although
rationalism has played a major role in the genesis of globalisation, it is not enough to
conclude that it is the most determining factor. Moreover, technological innovations have
spread awareness regarding globality and have produced much of the imperatives that
have accelerated globalisation. However, an explanation of globalisation that considers
only technological determinism and rationalism has become redundant. This article
contends that the supreme mandate is the most critical factor in the genesis of
globalisation. In fact, without it there would be no need for rationalism, and without
rationalism, technological innovation would have become impossible. Hence, it is
proposed here that the supreme mandate be taken as the most significant factor in the
genesis of globalisation.

INTRODUCTION

Various writers have enumerated different key drivers of globalisation. For example, Scholte
(2000:92–97) considers rationalism, technological innovation and capitalism as major forces in
the process of globalisation. The anti-globalists (cited in Kirkbride, 2001:35) consider capitalism,
liberalisation and Third World debt as a central driving force of globalisation. Although Sklair
(2002:39–40) did not mention any driver of globalisation, however, he was able to provide four
sources of globalisation research, which has reinforced an understanding of the key drivers of
globalisation as a world system approach, a global culture approach, a global polity and society
approach as well as a global capitalism approach. However, Ukpere (2007:230) has included a
fundamental, but often ignored, driver of globalisation, namely the supreme mandate of God or
(simply) the supreme mandate. He argues that this recent but aged factor has an overshadowing
effect on other key drivers in the genesis of globalisation. Hence, for analytical convenience, three
important forces in the process of globalisation have been adopted for this discourse:
6 Rationalism;
6 Technological innovations; and
6 The supreme mandate.

Justice shall well be served if efforts are made to conceptualise the above forces in the process of
globalisation, and thereby weigh their balance of gravity in the genesis of the globalisation
phenomenon.
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RATIONALISM

Rationalism has played a significant role in the genesis of globalisation. In fact, a willingness to
embrace globality and, of course, global consciousness could not have occurred in the absence of
a rationalistic frame of mind that would encourage such an event (Scholte, 2000:72). Despite the
absence of material resources (such as the telephone, television and the internet) before the 19th
century, (which would effectively integrate the world), global consciousness had already entered
some imaginary (rationalistic) thoughts (Legrain, 2002:82). For example, Zoroastrianism and
Buddhism were two of the first religions to provide a slight clue of globality during the 5th and 6th
centuries BC (Scholte, 2000:64) and, later on, rationalistic global consciousness was also reflected
in the building of the pyramids in Egypt (Prasad, 2004; Ukpere, 2007). Scholte (2000:64) has
stated that Jews were first to provide a transparent expression of a global community that unites
their Diaspora.

From the 16th century onwards, there were propositions of having a unified international law
and a single set of secular rules that should apply across the entire ‘‘civilised’’ world (Scholte,
2000). Though these propositions were hard to achieve within this period owing to a lack of
technological know-how and sophisticated communication systems (Gomory & Baumol,
2004:426), however, rationalistic global consciousness could not escape from some of the creative
minds of the 16th century, which prompted some to visualise the possibility of global
communication. Indeed, Mother Skipton of Yorkshire could not have prefigured thoughts flying
around the world in the twinkling of an eye (Young, 1991:1) without a rationalistic mindset.
Similar rationalistic thoughts also applied to the Shakespearean character, Puck, in A Midsummer
Night’s Dream by placing a girdle around the world in 40 minutes (1595–6:38, cited in Scholte,
2000; also see Ukpere, 2007).

Rationalistic global consciousness has also inspired several explorers from the 15th and 16h
centuries to attempt the circumnavigation of the earth (Bagchi, 1998; Legrain, 2002), which gave
credence to the fact that the earth is a single place and round, and the home of human beings.
Incipient rationalistic global consciousness could also be found in the Enlightenment thoughts of
the 18th century when philosophers such as Johann Gottfried Herder, Marquis de Condorcet and
ARJ Turgot worked hard to trace the history of humanity as a whole in order to achieve a united
world (Kilminster, 1997:262–264, cited in Scholte 2000).

Accelerated global communication and global products, as well as global money flow and
global organisations, have also made large numbers of people more aware of the world as a single
place (Legrain, 2002:103). In fact, global consciousness was popularised by the publication of
pictures that were taken from outer space, which showed the earth as one location in 1966
(Scholte, 2000; Legrain, 2002). Mass circulation of newspapers boosted the flow of information
around the world within easy reach of literate people everywhere, and this also awakened global
consciousness and a pattern of rationalism among learned people. In addition, the advent of global
organisations brought a sense of globality to different regions of the globe (Legrain, 2002:83).

Rationalistic global consciousness had also emerged during different periods within academia.
For example, Karl Marx once postulated an emergence of global capitalism (Manicas, 2000:8),
while early sociologists such as Emile Durkheim and Leonard Hobhouse also made perceptive
observations concerning emergent globality (Scholte, 2000:72). Other researchers of the late 19th
century had also warned of global ecological disasters such as global warming and acid rain
(McCormick, 1989; Myers, 1996, both cited in Scholte, 2000). The Fabian Society in London
gave a series of lectures in 1929 entitled The Shrinking World (Toynbee, 1989:97). It was almost
during the same period that José Ortegay Gasset declared that ‘‘the content of existence for the
average man of to-day includes the whole planet’’ (1930:29). Similar global consciousness may
have prompted the writer, Virginia Woolf (1938:197), to make a renowned declaration that: ‘‘As a
woman I want no country’’, (which Scholte interpreted as ‘‘as a woman, my country is the whole
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world’’ (cited in Scholte, 2000:72). Intermittently, rationalistic global consciousness can also be
traced in different colonialist ambitions and other solidarities.

Previously, few academics and businesspeople thought globally. However, owing to increasing
globalist rationalism at the beginning of the 21st century, globality has become profoundly
entrenched in commercial, official, academic and popular reasoning (Kirkbride, 2001; Ukpere,
2007). Moreover, the advent of television has increased global consciousness (Legrain 2002:115),
while the development of television was based on rationalism. Daily views on television can now
take people around the globe from their respective sitting rooms within a moment, across the
global reach. Every week brings a global news sensation, a global sports competition and a global
conference of some prominence. Most activities are now undertaken from a global perspective in
recognition of the growing importance of globality (Legrain, 2002:113).

Sociologist Max Weber understood modernity largely in terms of rationalist thinking (Scholte,
2000:93). Of course, what people feel about their world has significant implication for the
concrete circumstances of that world. Globalisation has taken place in most part owing to certain
powerful patterns of rationalistic global social consciousness. Rationalism is, indeed, a general
configuration of knowledge that has greatly promoted the spread of global consciousness and
reasoning, which has brought globalisation into being (Ukpere, 2007:238).

Scholte (2000:93) believes that the framework of rationalist knowledge has four main
distinguishing features. Firstly, rationalism is secularist, which means that it defines reality
entirely in terms of the physical world without reference to transcendent and divine forces.
Secondly, rationalism is anthropocentric, as it understands reality primarily in terms of human
interests and activities (as opposed to, for example, ecological integrity). Thirdly, rationalism has a
‘‘scientist’’ character since it holds that phenomena can be understood in terms of single,
incontrovertible truths, which are discoverable by rigorous application of objective research
methods. Fourthly, he accentuates that rationalism is instrumental: it assigns the greatest value to
insights that enable people to solve immediate problems. Therefore, when it reigns as a
predominant social structure, rationalism tends to subordinate other kinds of knowledge. It
elevates one way of ‘‘making sense’’ over all others. Rationalism readily dismisses aesthetics,
spirituality, emotion and fantasy or rather, accepts these or other ‘‘irrationalities’’ only in so far as
they complement and advance rational knowledge (ibid).

Rationalistic thoughts and global consciousness have triggered globalisation in several general
ways, and a number of significant impulses to globalisation have, therefore, come from
rationalistic efforts to discover the global truth. This quest has motivated ‘‘explorers’’ of earlier
times and current world tourists (Legrain, 2002:82). Rationalism encourages a belief that people
can gain comprehensive knowledge when they holistically access and understand their world as a
globe. Consequently, in a variety of ways, rationalism has encouraged the growth of global
imagination, which has produced various resources and technologies that have helped to spur
globalisation.

TECHNOLOGICAL INNOVATIONS

The power of rationalistic imagination became physical, notably, in the 19th century in the form
technological innovations, which spread awareness of globality. Currently, management experts,
economists and politicians have unanimously accepted that globalisation is an automatic and
inevitable product of technological innovations (Went, 2000:53), and that it obviously could not
have advanced without massive innovations in the areas of transportation, communications and
data processing (Scholte, 2000:75). Technological innovations have made transportation and
communication faster and cheaper (Gomory & Baumol, 2004:426). The cost of sea freight has
decreased by two-thirds since 1920 and air transport by five-sixths since 1930, while most of the
US’s imports and exports operate by plane (Legrain, 2002:108). The trend has also bolstered
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tourism, and by 1990 about 425 million holidays were taken, while the total number of receipts
from travel between countries increased 20-fold from $19 billion in 1970 to $389 billion in 1996
(WTO, 1991:11; UN, 1997:184). Overall, international trips increased from 25 million in 1950 to
700 million in 2000 (World Tourism Organization Report, 2001).

A telephone call for three minutes between New York and London, which cost $245 dollars in
1930, is now almost free on the internet. People spent 101 billion minutes talking via telephone
calls in 2000, which is around 25 times more than in1975. E-mail can reach a recipient in another
part of the world almost instantaneously. Whereas in late 1995, fewer than 20 million people had
access to the internet, by the year 2005 this grew to more than one billion. At present, more
information can be sent over a single cable in a second than was sent over the entire internet in a
month in 1997 (UNDP, 2001; Legrain, 2002). Technology has therefore played a central role in
creating global social spaces. The invention of the telegraph in 1837, the telephone in 1876, the
wireless in 1895, the aeroplane in 1903, television in 1926, the liquid-fuelled rocket in 1927,
coaxial cable in the 1930s, the digital computer in 1946, the transistor radio in 1955,
intercontinental missiles in 1957, the orbital satellite in 1958 and geostationary satellites in 1963
were all important episodes in the process of globalisation (Scholte, 2000; Ukpere, 2007).
Presently, the capacity of television has advanced with cable satellite and digital technologies,
while the speed and capacity of aeroplanes have increased since the arrival of commercial jets in
the late 1950s, large-body aircraft in 1969 and supersonic carriers in the early 1970s (Gomory &
Baumol, 2004:427).

Technological innovations and advancements in telecommunications have also yielded the
requisite tools for global communication, global financial transactions, the harmonisation of
global production and marketing, in addition to several other global activities. As Walter
(1993:202) succinctly remarked, ‘‘underlining the revolution in global finance is the revolution in
communication and information processing, which, if anything, may accelerate over time’’.
Therefore, companies are presently taking advantage of new opportunities because new informa-
tion and communications technologies with lower transport costs have made it possible to extend
raw materials, semi-finished goods and supply networks, as well as production assembly,
distribution and global marketing (Went, 2000:54).

The late 1990s witnessed an introduction of satellite-based mobile telephone systems in which a
person can be reached immediately with a single telephone number at most places on earth.
Further innovations and advancements in telephone technology during the era of globalisation
include videophones and video conferencing, voicemail, sophisticated fax machines and e-mail
(Ukpere, 2007:243). Meanwhile, optical fibres have acquired ever-increasing capacities since their
invention in the late 1960s. The maximum load of a single strand of fibre-optic cable, which could
carry 6 000 simultaneous voice conversations in the early 1980s, increased to 600 000 concurrent
telephone calls by the mid–1990s (Legrain, 2002). The introduction, since the 1980s, of
broadband technologies such as the integrated service digital network (ISDN) and the high-speed
asynchronous transfer mode (ATM) have made it feasible for fibre-optic cables to carry not only
voice, but also graphic material, sound recordings, text, motion pictures and large concentrations
of digitised data (Scholte, 2000:101).

The digital data processing is, in fact, another important area where technological innovation
has accelerated globalisation in recent times. Global financial transactions and administrations
have particularly depended on large-scale automated management information systems (Ukpere &
Slabbert, 2007a:355), which was enhanced by the introduction of commercial silicon microchips
in 1971, personal computers (PCs) and, of course, laptops in the 1980s (Inder Singh, 1998:2).
Additional innovations have also narrowed the digital divide (Ukpere & Slabbert, 2008:420), and
the types, magnitude and speed of data manoeuvring by computers.

Hence, technological innovations have produced much of the imperatives that have accelerated
globalisation, and the future remains bright for more innovations that would accelerate the
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prospect for supraterritorial relations in various spheres. For example, digital radios that receive
satellite transmissions will open new opportunities for low-cost, high-capacity global broadcast-
ing. The advent of microcellular technology for mobile telephones will intensify the number of
those subscribing to these facilities, and cause an enlargement of equipment capacities (Ukpere &
Slabbert, 2007b:6). Most of these mini devices will convey e-mail and fax, as well as voice and
text messages. Moreover, future innovations and advancements in fibre-optic cables will generate
capacities running into millions of telephone calls (Scholte, 2000:101).

It is noteworthy that technological innovations have caused some authors to conclude that
technology is the only driving force of globalisation (Wriston, 1992; Strange, 1990). They have
claimed that quantitative and qualitative expansion of electronic media has led to huge problems
for national regulatory agencies, and that technology and innovations seem to have made everyone
and everything take to their heels (Went, 2000:56). Technological innovations and advancements
have played a central role in the globalisation process. For example, the speed of digital
processors and the capacities of cables have increased astronomically, while the internet has
created a major impact on the business world (Business Week, 1996; and The Economist, 1999,
both cited in Petersen, Pedersen & Sharma, 2001:16), and have a global reach, which has
redefined the way business is conducted (Sivadas, Grewal & Kellaris, 1998, cited in Petersen et
al., 2001). In spite of this contention, technological innovation has not been completely
self-generating. It is also imperative to adopt a deeper consideration of other factors which have
laid the foundation for other developments. Moreover, these technologies could not have
developed and advanced in the absence of rationalism, which brought about the need for general
standardisation in technological innovations that has brought advancement to the world (Scholte,
2000:103). Therefore, an explanation of globalisation that considers mere technological determin-
ism and rationalism is, indeed, redundant (Went, 2000:56), since there remains another powerful
but often ignored factor that should be considered in the genesis of globalisation namely, the
supreme mandate.

THE SUPREME MANDATE

The journey of globalisation is not new, and in fact, some authors may not be far from the truth
when they postulate that globalisation is 5 000 or more years old (Frank, 1998:52). Since the
beginning of creation, according to biblical facts, the supreme mandate of God to humans was to
globalise, when He said to them: ‘‘. . . Fill the earth and subdue it . . .’’ (Genesis, 1:28). Since that
mandate until presently, the movement, exploration and exploitation of humans have reached
mammoth dimensions (Ukpere, 2007:229). The supreme mandate of God to humans to globalise
(move and fill the earth, as well as subdue it) could be regarded as the most crucial but often
ignored factor in the genesis of globalisation. First and foremost, if God had not sanctioned it,
globalisation would not have become possible today. The Psalmist says: ‘‘The earth is the Lord’s
and the fullness thereof’’ (Psalm 24:1). In that sense, globality and, of course, globalisation are a
premonition and action of God, sanctioned by God and of God. Since ancient times, God has
always encouraged human movement. Genesis recorded the supreme mandate of God to Abraham,
requesting him to move from his kindred to another part of the world, where He would bless him
in a land flowing with milk and honey (Genesis, 12:2). Also, the movement of Isaac (Genesis, 26),
Jacob (Genesis, 46) and, finally, the Israelites (Exodus, 14), have been acclaimed as authentic
historical and biblical facts (National Geographic Channel, 2006).

According to the bible and history, the targets of these movements were meant to achieve
progress, prosperity and blessings in life, and these were always spurred by God. Although some
theologians believe that God appeared physically to these men and people when He requested
them to move to other parts of the globe (Genesis 18:1), this is, however, contrary to the assertion
that God is an invisible (omnipresent, omniscience) spirit (John, 4:24; Corinthians, 3:17–18).
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Whether these people ever encountered God face to face or not will remain a matter of enormous
controversy since nobody was present when these putative encounters occurred. Therefore, the
way people react to a particular event will depend on their level of faith, belief and personal bias.
In that case, whether God Himself appeared to these persons physically or not is irrelevant in
terms of the present study. However, it should be borne in mind that there was a supreme mandate
of God to humans even before these other encounters, and humans have always, knowingly or
unknowingly, acted upon it (Ukpere, 2007:231). Moreover, a recent discovery by Professor
Gabriel Audu Oyibo in mathematical physics through his ‘‘God Almighty’s Grand Unified
Theorem’’ (GAGUT) is also in harmony with the supreme mandate (Oyibo, n.d.). ‘‘God . . .
revealed through GAGUT what can logically be called the correct definition of God, which is that
God is the Absolutely Infinitely large space of intelligence, which unifies the believers,
non-believers and scientists, and eliminates the concept of atheism’’ (Oyibo, n.d.).

In respect of an anthropological side of the debate, it was recorded earlier that humans began
life in Africa and that races that were found in the other parts of the globe were part of those that
migrated from Africa (Bagchi, 1998:1), presumably and subconsciously to answer or execute the
supreme mandate of God to humans, which encourages multiplying, filling and subduing
everything on earth. No wonder that a country such as India has a concoction of more than 50
human species which were later stratified into five and to the current three that had formed the
bedrock of the India caste system (Rai, 1993) until today, namely the Sudras (later called the
harijjans (God’s children) by Mahatma Gandhi) or the lower caste/class; the Kastriyas or the
middle caste/class; and the Brahmins or the upper caste/class (Legrain, 2002:84). These
stratifications have probably been based on biological accidents or adopting a little absurdity, a
failure of some human species to transform after years of migrating from Africa. This is a reason
why one does not need not be told which caste a particular person belongs to on first arrival in
India (Ukpere, 2007:232).

It has also been mentioned that the Amerindian species, which is found in the northern
hemisphere, were Indians who migrated to the coast of America via Alaska at certain points in
history (Bagchi, 1998:2). This incident could also be an innate quest to oblige the supreme
mandate.

It was also in obedience to this supreme mandate that Christ himself previously ordered his
disciples to go into the world and spread the gospel of the kingdom even to the ends of the earth
(Mark, 16:15). Indeed, it took 12 apostles to globalise the gospel of Christ through place-to-place
movement (Acts, 8–28), which prompted great writers such as Isaac Watt to publish a hymn in
1719, entitled ‘‘Jesus shall reign wherever the sun’’. The supreme mandate could have also
impelled Dubois, Dante and Marsilius of Padua to postulate global governance that would cover at
least all of Christendom (Hinsley, 1963:1, cited in Scholte, 2000:64). Accordingly, a vision of one
world under Islam has always been the wish of followers of Prophet Mohammed (Peace Be Upon
Him (PBUH)) within the 8th and later centuries (Vincent, 2006; Ukpere, 2007).

The age of exploration, when Europeans began to search for other lands unknown to them, saw
men such as Christopher Columbus sail across the world on a voyage of discovery, Vasco Da
Gama discovering the sea route to India (Legrain, 2002:82) and Mongo Pack discovering the
River Niger (African History, 2006). Literature has also revealed some great travels, such as
Gulliver’s (Jonathan Swift, 1726, cited at http://eserver.org/fiction/gulliver.txt) and the Odyssey
(Wikipedia, 2007, cited at http://en.wikipedia.org/wiki/odyssey), while history books have given
insight into the trading tales of, for example, Marco Polo (Ho, 2001; Legrain, 2002). One question
that still begs an answer is who and what had motivated these men to undertake such vast and
dangerous journeys. Some might say that the governments of their time or other physical factors
may have been responsible (Bagchi, 1998:2). However, the most important factor that might have
spurred such painstaking exploration and movement could have been, knowingly or unknowingly,
in obedience to the supreme mandate of God.
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It could also be this supreme mandate that triggered the movement of men to the New World
and to other parts of the globe in order to reap prosperity, progress and peace within those
particular environs (Joshua, 2–3; Leatt, Kneifel & Nurnburger, 1986). In addition, these
movements saw the beginning of business ties between people of distant lands, and led to the
globalisation of world languages, namely Latin, English and French, which laid a foundation for
future globalisation (Ukpere, 2007:233). In this vein, as Turgot (quoted in Scholte, 2000) wrote in
1750, ‘‘finally, commercial and political ties unite all parts of the globe’’. This movement brought
prosperity to many people; however, it also brought woes to many others when some movements
resulted in the greed of colonisation and subjugation (Legrain 2002:91; Bhagwati, 2004:446).
Kishore (2002:122), while reflecting on the negative outcome of such movement into India,
remarked: ‘‘The almost imperceptible transformation of the British East India Company from a
humble trader into the political successor of an illustrious empire, till today, continues to haunt the
Indian political class. The spectre of the return or a re-run of India’s political capitulation of
economic players outside the country, has been raised at all levels of political activity, and
continues to constrain governments’ attempts to actively promote openness to external economic
forces’’. It should be mentioned here that the instruction of God to humans was to subdue and
have dominion over everything (but not human beings) on the face of the earth (Genesis, 1:28).
Therefore, when one group of men subdues or exploits others, it would definitely amount to
flouting the supreme mandate (Exodus, 3:7–8).

Another important area to look at when considering the supreme mandate to globalise is,
indeed, the willingness of the global community to embrace globality. Therefore, in addition to
rationalism, there has been an innate desire of the global populace to blend together in some
related ways. In India, for example, there was a desire to patronise foreign products from overseas,
which they perceived as superior to local goods (Pasricha, 2005:164). Previously, it was unusual
to see a Punjabi Indian lady wearing jeans, trousers or a miniskirt. However, they have now
become more flexible in their dress codes to the extent that some prefer elite Western modes of
dressing to Punjabi saris (Asgary & Walle, 2002:62). In that sense, there has been an innate
willingness (an extraordinary force) to embrace practices from faraway lands.

One more aspect to buttress this particular point is the rapid emigration of African citizens to
Europe to work or enjoy its environs. It should be noted here that most of these movements were
not triggered by force like in the days of slave trade and slavery, but by movement based on free
will (Kirkbride, 2001:81). The same free will has triggered an upsurge in the movement of tourists
to India, Mauritius, Indonesia and South Africa, and to other parts of the globe (Scholte, 2000:85).
These movements symbolise the willingness of the global populace to enhance and embrace
globality, which has been triggered by the supreme mandate (Ukpere, 2007:230). A desire and
willingness of people around the globe to integrate and learn from each other has always been
ever-present (Legrain, 2002:96). The West wanted new markets on which to dump their surplus
products (Choudry, 2003:8; Pasricha, 2005:111), while the East wanted to live a more
sophisticated life in the form of patronising Western products and minimising the scale of poverty
and scarcity within their domains (Shleifer & Vishny, 1991:2) and, most importantly, the majority
of people desired freedom from oppressive regimes. This explains why the US abandoned
Ferdinand Marcos in the Philippines, Augusto Pinochet in Chile and ‘‘Baby Doc’’ Duvalier in
Haiti, and also why the governments of Mobutu Sese Seko in Zaire and Suharto in Indonesia were
allowed to fall (Burbach, 2001:5). In the south most people wanted an end to hunger and famine,
and there was a growing desire for the southern labour forces to relocate to the West for better
wages and living conditions (Kirkbride, 2001:79). These multifaceted factors combined triggered
a kind of global desire towards globality. Therefore, a willingness to oblige the supreme mandate
made globalisation irresistible when it finally arrived (Bataoel, 2003; Choudry, 2003).

In the current state of affairs, the demands of transnational corporations (TNCs) backed by
international organisations that governments of the world open their borders for a freer movement

Journal of Business and Management Dynamics (JBMD)122



JOBNAME: JBMD Part1 PAGE: 8 SESS: 6 OUTPUT: Mon Sep 7 15:41:36 2009
/dtp22/juta/academic/JBMD−Vol03−Part01−2009/11article

of people, goods and services (Burbach, 2001; Kirkbride, 2001) could be seen as subconscious
obedience to the supreme mandate. However, when such openness amounts to the subjugation and
oppression of those whom such good intentions were supposed to serve (Bagchi 1998:2), it would
definitely amount to miscarriage of the supreme mandate. Hence, globalisation is God ordained
and to globalise (to move towards integration) is a supreme mandate, otherwise it would not have
succeeded. However, this mandate must not be miscarried, otherwise it could turn into a fiasco,
leading to catastrophic consequences (Slabbert, 1996; Went, 2000), as the current (2007–2009)
global economic meltdown exemplifies. Therefore, it is this supreme mandate of God in Genesis
that has always spurred humankind to rationalise and innovate technologically towards globality.

ANALYSIS AND CONCLUSION

Summarily, rationalism has played a major role in the genesis of globalisation. Rationalism is a
general configuration of knowledge that has greatly promoted a spread of global consciousness
and reasoning. In fact, a willingness to promote globality and embrace globalisation could not
have taken place in the absence of a rationalistic frame of mind that would trigger such an episode.
The development of television was based on rationalism, and television has certainly increased the
level of global consciousness. Hence, in a variety of ways, rationalism has encouraged growth of
global imagination, which has produced various resources and technologies that have helped to
spur globalisation. However, this is not sufficient to conclude that rationalism is the most
determining factor in the genesis of globalisation.

Technological innovations have spread the awareness of globality. Currently, professionals have
unanimously agreed that globalisation is an automatic and inevitable product of technological
innovations. In fact, globalisation could not have advanced without massive innovations in the
areas of transportation, communications and data processing, which have boosted tourism, global
transactions and social spaces. Technological innovations have produced much of the imperatives
that have accelerated globalisation, and have played a central role in the process of globalisation,
which has prompted some experts to conclude that technology is the only driving force of
globalisation. However, technological innovation has not been completely self-generating, since
there are other critical factors that should be considered. More than that, these technologies could
not have developed and advanced in the absence of rationalism, which brought about standardisa-
tion in technological innovations. Therefore, an explanation of globalisation that merely considers
technological determinism and rationalism is redundant, without considering the supreme
mandate.

It is the supreme mandate of God to humans to globalise (move and fill the earth, as well as
subdue it), which is a more crucial but often ignored factor in the genesis of globalisation. In fact,
globalisation would not have become possible without the sanction of God. Therefore, globalisa-
tion is a premonition and action of God, sanctioned by God and of God. The movement of human
patriarchs from one country to another is part of this mandate. Also, the accounts of adventurous
migration, exploitation, exploration, trade and a willingness to globalise are important aspects of
the supreme mandate. Indeed, the most important factor that might have spurred such painstaking
exploration and movement could be in obedience to the supreme mandate, which humans have
always, knowingly or unknowingly, acted upon. Even the current transnational movement of
corporations, people, goods and services could be a subconscious obliging to the supreme
mandate and therefore should be conducted according to God’s desire, since globalisation is God
ordained and to globalise (to move towards integration) is a supreme mandate, otherwise it would
not have succeeded. However, this mandate should not be miscarried, otherwise it could have
catastrophic consequences. Consequently, this willingness to oblige the supreme mandate has
made globalisation irresistible, and has always spurred humankind to rationalise and innovate
technologically towards globality. In fact, without the supreme mandate there would be no need
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for rationalism, and without rationalism, technological innovation would have become impossible.
Hence R+TI=SM and SM=G, where R=rationalism, TI=technological innovation, SM=the
supreme mandate, and G=globalisation.

Therefore, since globalisation is a divine providence, namely the product of the supreme
mandate, it is important that global issues are conducted from a more humane perspective. This
suggestion is imperative from the context of the deplorable condition the world finds itself today.
There is a need for everyone to realise that every human being emerged from one source and will
return to it. The difference between people of colour is merely a result of biological incident.
Human beings were created, according to religious books, in the image and likeness of God. That
being the case, it is imperative that they approach one another in a humane way. In that regard,
corporations should always reconsider if their decision to retrench workers when the company is
still making profits has been done from a humane angle. Hence, there should be some kind of
regulation of technologies that destroy jobs faster and bring misery to workers. The rationale for
technology creation and promotion should be to serve human interests. As such, technologies
which dehumanise human beings and render them obsolete should not be promoted. Technologies
should be created to enhance the working person’s potentialities. They should be created to serve
humans and not otherwise, because it is greatly unjust for the creator to serve the created.
Additionally, every person should consider if his or her action has been done from a humane
perspective. Employers should consider if wages paid to workers are sufficient to carry them and
their families. The very rich should reconsider if their wealth is worth the billions that are
suffering from starvation. Humane approaches to doing things would take away irrationality. If the
previous governments of the US and Britain had adopted a humane approach, they would not have
gone to war with Iraq for the sake of one man. Consider the wastage of human resources through
the lives that have been lost in that war, from both sides. In fact, as far as the author of this article
is concerned, that is the highest level of barbarism. The modern world cannot claim to be civilised
when the majority of the people are still exhibiting barbaric tendencies. If humans could adopt
humane approaches to solving problems, it is the belief of the author that even terrorism will
diminish and die a natural death. Humane approaches call for rationality, consensus and
understanding. They also encourage cooperation and mutual sentiment. They radiate the message
that everyone should be his brother’s keeper. In that case, people cannot be throwing away food in
the developed countries when their brothers and sisters in Africa are dying of kwashiorkor (a
medical condition caused by hunger). Humane approaches will make world leaders empathetic to
the plight of the poorest of the poor. Mother Theresa showed the world an example in this
direction and there is a need for more people to emulate her. It takes charity, mercy and love to
undertake this mission.
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ABSTRACT
One of the most challenging tasks confronting local government managers is to
resolve, or at least ameliorate, some of the difficulties arising from the wide diversity
found in the workplace. Although local government went through a process of
transformation to ensure that it was more representative of the broader diverse
community, it was merely an exercise in structural change. Structural change should
not be the only mechanism of the current government to bring about change in the
workplace. The management of change and affirmative action programmes alone will
not obtain the employment equity workers are seeking. The management of diversity
is needed to create employment equity in the workplace – a workplace encompassing
everyone. Appropriate techniques for handling diversity must be found. These will
have to become integral to the whole environment’s accepting diverse groups as vital
resources in an organisation. The focus should also be on behavioural change,
especially that of individuals and groups in the organisation (public sector). A balance
is needed for structural as well as behavioural change with regard to diversity in the
workplace.The ultimate aim in the democratisation and transformation of local
government in South Africa is not to widen the rift between the various groups, but to
foster understanding between them, thereby streamlining local government and
enhancing its efficiency through service delivery.

INTRODUCTION
The South African approach to managing diversity is not unique in the world, and history has
shown that the colonial and National Party governments used transformation and affirmative
action for the structural change of their governments. Both governments failed to change their
behavioural outlook on diversity management, and instead used their own perceptual understand-
ing of how to deal with diversity. They then embedded their perceptual ideas in their public
officials who had to execute whatever understanding they themselves had of diversity. The
perceptual understanding of diversity was further embedded in the behavioural attitudes of local
government managers. A negative behavioural modelling framework was established, which
formed the basis for handling diversity in local government. The purpose of this article is to
introduce a normative model for managing the diversity awareness of local government managers.
The normative model is based on the following theoretical assumptions: namely:
6 To change local government for the better, local government managers must be given the

opportunity to change the way they think and interact.
6 Changing the thinking of local government managers cannot be done through increased

training or through command-and-control management approaches because one cannot
command local government managers to alter their attitudes, beliefs, skills, capabilities and
perceptions, or level of commitment.
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6 The practice of learning within local government involves developing tangible activities like
new governing ideas, innovations in infrastructure and new management methods, and tools
for changing the way people conduct their work. Given the opportunity to take part in these
new activities, people will develop an enduring capability for change. The process will pay
back the organisation with far greater levels of diversity, commitment, innovation and talent.

6 Diversity can contribute to improved service delivery, increase efficiency and effectiveness
and reduce costs, and at the same time improve the quality and extend the benefits of public
services to all South Africans. Diversity is also seen as a tool to ensure a stable public service.

This article focuses firstly on the use of models for investigating diversity awareness in local
government. Secondly, it introduces the different components of the normative model for
managing diversity awareness – these include the purpose of diversity awareness as well as the
different beliefs and paradigms of diversity management in the workplace. Thirdly, the focus is on
the management syndromes influencing diversity management, and the results of ignoring
diversity awareness management in local government.

THE USE OF MODELS FOR INVESTIGATING DIVERSITY AWARENESS IN LOCAL
GOVERNMENT

Models form an important part of developing a framework for a research project or study.
According to O’Sullivan and Rassel (1995:2), models are especially needed ‘‘after the researcher
has stated the research and the question and the study’s purpose. Models also include selected
elements, characteristics or events, and link them to each other’’. According to Pekeur, and
O’Sullivan and Rassel, models are used for many purposes. Pekeur (1992:44–45) states that
models are used to do the following:
6 Provide a framework of steps to be followed.
6 Serve as a map for those using them and for those who are still to use them.
6 Provide an outline or illustration of procedures to be followed, ensuring and/or promoting

better understanding.
6 Convey an image of research professionalism.
6 Define the purpose of the study.
6 Make the research easier.
6 Serve as a learning channel for researchers, especially illustrating how to do a research

project.

O’Sullivan and Rassel (1995:2–5) state that models:
6 Organise the research study properly.
6 Simplify reality by eliminating irrelevant details.
6 Organise one’s thoughts better.
6 Communicate more effectively, especially with regard to the purpose of the study to others,

and later to present the findings.
6 Define what is meant by each element within the study.
6 Put the researcher on an interactive process to collect, analyse and present data which is

consistent with the study’s purpose.
6 Reach reasonable conclusions regarding the importance of elements and their relationship to

one another.

A NORMATIVE MODEL FOR MANAGING DIVERSITY AWARENESS IN LOCAL
GOVERNMENT

Managing diversity has become a popular research subject in the public sector and, in order to
prevent possible overlapping with other research projects or studies, it was decided to build a
model for investigating the diversity awareness and behaviour of local government managers
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towards diversity. Figure 1 refers to the diversity awareness reality model, which consists of the
following interlinked phases:
6 Phase 1 focuses on the purpose of diversity awareness.
6 Phase 2 focuses on the belief windows through which diversity is viewed.
6 Phase 3 focuses on the paradigms influencing diversity management in the workplace.
6 Phase 4 focuses on the behaviour patterns (and or management syndromes) towards diversity

in the workplace
6 Phase 5 focuses on the results of the different behaviour patterns.

BELIEF
WINDOW

PARADIGM
BEHAVIOUR
PATTERNS

RESULTS
DIVERSITY

AWARENESS

FEEDBACK

Figure 1 Diversity awareness reality model

THE PURPOSE OF DIVERSITY AWARENESS (PHASE 1)

Karen Grote (1991:1) identifies three purposes for conducting diversity awareness in the
workplace. They are:
6 To become aware of ways in which managers discriminate against, judge or isolate others.
6 To evaluate behaviour and to plan action steps to modify any undesirable behaviour.
6 To increase self-awareness.

The foundational purpose of diversity awareness within the Diversity Awareness Reality Model
(DARM) is to change the mindset of local government managers and leaders regarding diversity
management, and the development of diverse people (employees) in local government, for
example to change the mindset of local government managers who expect people from diverse
backgrounds to think, believe and behave as they do. The desired result within DARM is two-fold,
namely to focus on self-awareness and to aim for a reaction. Within DARM the focus of
self-awareness will be:
6 To investigate the attitudes and behaviour of local government managers working in local

government towards diversity (differences) in the workplace.
6 To increase self-awareness of differences.
6 To help individual local government managers develop an awareness of their behaviour and

attitudes to the various diversities which exist in the workplace and the ways they
discriminate against, judge or isolate people (from diverse backgrounds) who work for or
with them.

6 To help local government managers to stand apart from themselves in order to examine their
own thinking, motives, habits and/or tendencies that contribute to their behaviour towards
diversity.

Within DARM the reaction aimed for is change – change that incorporates imagination,
conscience and independent will. Imagination incorporates envisioning something entirely
different from what one currently is experiencing, in other words envisioning a work environment
where diversity is valued and acknowledged: ‘‘It’s the endowment that enables us to see ourselves
and others differently and better than we are now’’ (Covey & Merrill, 1994:60). Conscience in this
regard refers to people’s inner voice telling them when the way they treat people is not acceptable.
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Covey and Merrill (1994:60) state: ‘‘It’s our internal guidance system, which allows us to sense
when we act or even contemplate acting in a way that’s contrary to principle. It also gives us a
sense of our unique gifts and mission.’’ Independent will refers to the power to take action. Within
DARM, a change in attitude or behaviour will help the public manager:
6 Not to ignore differences but to understand why people are different, and to use that

understanding to foster a climate which enhances a culture of diversity in the workplace.
6 To acknowledge and value diversity as a vital resource in the workplace.
6 To reduce prejudice, hate, stereotyping, cultural insensitivity, discrimination and increased

frustration among diverse workers.
6 To help create a workplace where workers from diverse backgrounds feel appreciated
and get along with one other.
6 To put diversity into perspective regarding its role in preparing the way for integration in

local government.

BELIEF WINDOWS ON DIVERSITY MANAGEMENT (PHASE 2)

The purpose of diversity awareness within DARM is also based on the ‘‘belief windows’’ that
exist on diversity management in the workplace. A belief window refers to an invisible window
through which one looks at things around oneself. It is called a belief window because beliefs are
the things that filter one’s view of the world. Hanks, Pulsipher and Pulsipher (1997:11) state that
whether ‘‘a belief is small or big it affects the way we see’’. Belief windows also define our limits
and set our capabilities. Within DARM the focus is on how beliefs get placed on one’s windows.
Hanks et al. (1997:13) also state: ‘‘Beliefs do not just magically appear on our windows. We write
them there ourselves. Each of us is responsible for our own Belief Window for selecting the things
which will be written, although we may not always be aware of what we are writing.’’ According
to Perry (1993:59–71), beliefs shape our culture, our culture shapes the people, and the people
shape their lives. The powerful influence of beliefs will affect factors such as:
6 The way people think.
6 How they approach problem solving.
6 How they raise their children.
6 How they view their spouse and how children view their parents.
6 How they communicate.
6 How they worship.
6 Their sense of humour.
6 Their diet.
6 Their values.
6 Their standards of beauty.
6 Their laws and household policies.
6 How they view others.

The information for writing down beliefs comes in different forms, for example from new ideas.

New ideas
According to Tromp (1998:76), humans are bombarded with new ideas all the time. Munroe
(1996) refers to ideas as seeds of creative power. He defines an idea as a ‘‘captured thought’’. A
captured thought represents a silent word. A word in return is an exposed thought. An idea forms
the foundation of one’s words. According to Munroe (1996), if your ideas are wrong, your
thoughts will be wrong. If your thoughts are wrong, your thinking will be wrong, and if your
thinking is wrong, your words will be wrong. If words are wrong your life will be wrong. Rodin
(2000:76) states: ‘‘Our perception of the world is colored by our perception of who we think we
are. Therefore, how we see the world will depend on how see ourselves.’’ You actually become
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what you think. A local government manager’s behaviour towards diversity in the workplace is a
reflection of what he truly believes about diversity. Effective behavioural change starts with
changing the thinking of people. Figure 2 refers to a framework by Munroe (1996) on the
development of an idea.

IDEA IDEOLOGY THEORY

(Conviction)

PHILOSOPHY

PARADIGM

(Belief)

Figure 2 A framework on the development of ideas (Munroe,1996)

Munroe (1996) states: ‘‘An idea is a captured thought, and when exposed it becomes a word.
When a word (idea) becomes an established thought it becomes an ideology. When an ideology
becomes a theory it becomes a belief system. When one gets convinced by a theory it becomes a
philosophy or paradigm [your way of thinking/system of beliefs/mindset]’’. Apartheid, for
example, was an established thought, which was made a belief system and eventually became the
previous apartheid government’s philosophy of running the country. Thus, according to Munroe
(1996), the only way to change your behaviour is to change your thinking, and the only way of
changing your thinking is to change your ideas.

Pomerleau (1994:87–88) identifies the following ideologies on diversity management in the
workplace:

6 Assimilationist ideology
This ideology derives from the melting pot concept whereby individuals of all nations will be
melted into a new race. Pomerleau (1994:87) states: ‘‘The Assimilationist ideology attempts to
assimilate ‘others’ into the culture, concomitantly serving to attenuate individual differences, and
modifies their values and experiences to conform to the ways of the dominant group.’’ Critics of
the ideology, Londen and Rosener (1991) state, in Pomerleau (1994:88): ‘‘This cultural
assimilation process is like expecting left-handed people to write with their right hand because
they work in a culture dominated by right handers.’’

6 Pluralist ideology
This ideology wants racial, cultural and ethnic diversity to coexist in a society which is
multicultural in character with a common identity and a more intense sub-identity.

6 Dualist ideology
This ideology refers to the dual role a person of a minority culture has to play within a dominant
culture environment. The dualist ideology depicts the younger generation of the minority culture
as being frequently crossed, pressured, isolated and estranged. They have to serve as a bridge
between the dominant culture and their parents’ distinct and alien culture. The younger generation
employees are burdened with the stigma of marginality owing to this dual role, where they are
regarded as being too supportive of the dominant culture, while at work they may be viewed as too
foreign.

6 Chauvinist ideology
According to Pomerleau (1994:88), this ideology is predicated on the single cause ideological
culture where a class of people, charging that the Eurocentric culture is pervasively and
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perniciously racist, eschews assimilation, fearing that it would undercut the doctrine of liberation.
Gitlin (1993) states, in Pomerleau (1994:88): ‘‘What began as an assertion of dignity, a recovery
from exclusion and denigration, and a demand for representation has developed into a hardening
of its boundaries.’’

6 Transmutationist ideology
This ideology seeks to transform the culture-specific cast of the Eurocentric ‘‘one-size-fits-all’’
model into a ‘‘common cultural strain’’. The idea behind the transmutationist ideology is that by
comingling diversity, the problems of clashing cultures and conflicting perspectives in the
workplace would be attenuated through mutual accommodation, and that the process of managing
the workplace would inevitably be transmitted. If managers can be encouraged to deal with a
heterogeneous workforce by adapting the transmutationist ideology, then the crisis over exclusiv-
ity, according to Pomerleau (1994:89), might be overcome through a process of guaranteeing
inclusivity.

Different opinions
Local government managers are also exposed to opinions that differ from their own. Reddy and
Choudree (1996:26) refer to an opinion held by the previous apartheid government regarding
integration in the workplace. ‘‘Official pronouncements over the years continued to emphasise that
the government was committed to the concept of a white public service where integration would
not be tolerated and in which non-whites would accordingly not be trained for employment. As far
as the Indian and Coloured communities were concerned their participation in administration and
public service activities was limited to the service of their own people in their own areas.’’

Positive reinforcement
Positive reinforcement refers to compliments and encouragements local government managers
receive from peers or management structures, for example for behaviours that encourage the
acceptance of diversity in the workplace. The statement by Gordon (1992:29) serves as an
example. ‘‘The advantage of starting with the premise that everybody is diverse is that you do not
make white males the subject of the work but rather part of it. The idea behind managing diversity
is to learn to look at people as individuals, to view their individual strengths and weaknesses
instead of merely registering bothersome variances for arbitrary corporate norms, and to function
as an organization as productively with heterogeneous workers as it once did with homogeneous
ones.’’

Opposing viewpoints
Tromp (1998:77) states that in discussions it often happens that when someone expresses an
opinion, someone else voices a directly opposing view. According to Maxwell (1993:77), one
reason could be that when people lack ownership of an idea they usually resist it, even when it is
in their best interest.

Criticism
Individual local government managers receive criticism for actions taken or views expressed, for
example for not contributing towards a diversity awareness climate in the workplace or for not
creating more opportunities and support for women to advance to top management positions.

According to Tromp (1998:77), ‘‘people will process information according to their unique
perception and understanding. In making choices and interpreting information, every individual
has his own distinctive way of identifying cause-and-effect relationships and selecting appropriate
actions’’. Information is processed according to the following:
6 Cognitive ability.
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6 Skills.
6 Knowledge and experience.
6 Instinctive response style.
6 Disposition.
6 Culture.
6 Personality.
6 Information processing competency.

COGNITIVE ABILITY PERSONALITY

SKILLS CULTURE

KNOWLEDGE
AND

EXPERIENCE

DISPOSITION

INSTINCTIVE RESPONSE STYLE

MEMORY

NEW INFORMATION

Figure 3 A reference framework for processing information (Tromp, 1998:77)

PARADIGMS OF DIVERSITY MANAGEMENT IN THE WORKPLACE (PHASE 3)
In Phase 3 the focus is on how belief windows can contribute to the development of paradigms of
diversity management in the workplace. According to Covey (1989:23–24, 28), ‘‘our attitudes and
behaviors are also influenced by our own paradigms, which in turn affect the way we interact with
other people. It affects the way we value differences in the workplace. If we keep on ignoring the
value of differences but instead focus more on our own experiences, or own paradigms, we will
constantly suffer from a shortage of data. A paradigm is like a map, it does not form the territory
but it merely explains certain aspects of a territory. In other words, a paradigm is a theory, an
explanation, or a model of something else. We have many, many maps in our head, which can be
divided into two main categories: maps of the way things are, or realities, and maps of the way
things should be, or values. We interpret everything we experience through these mental maps. We
seldom question their accuracy. We assume that the way we see things is the way they really are or
the way they should be. Our paradigms become very powerful instruments, especially if we see
the world, not as it is, but as we are, or the way we have been conditioned to see it. When we
describe what we see, we in effect describe our perceptions, our paradigms, and ourselves. When
people disagree with us, we immediately think something is wrong with them’’.
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De Beer (1998:1–79) identifies five development paradigms that influence the valuing of
differences within organisations. The same paradigms fail to see the significance or value of
diversity in the workplace. The paradigms referred to are the paternalistic paradigm, the equal
opportunity paradigm, the black advancement paradigm, the affirmative action paradigm and the
management of diversity paradigm.

Paternalistic paradigm
The paternalistic model was based on a belief system called the feudal system, which was
developed during the Middle Ages. This system referred to the relationship that existed between
landowner and labourers. De Beer (1998:3) states: ‘‘As the serf had to do labour for the
landowners of the Middle Ages, so the black workers in South Africa had to do labour for the
predominantly white property owners and employers. Managing diversity activities focuses
around the social segregation of white and black workers and the introduction of Westernization
policies. The policy of apartheid introduced by the Nationalist government of 1948 was to ensure
that Whites and Blacks would develop in different geographical areas or environments. The
Unitary Westernization policies were to ensure that organizations were managed according to the
Western value system. It was also done in order to protect Western values and the Western way of
life.’’

De Beer (1998:6) further states: ‘‘The implementation of the unitary Western value system is
based on the premise that the Western value system is superior to African values. Implementation
of the African value system in the organization would therefore lead to inferior work standards and
lower productivity.’’

The natural reaction of the black workers was to resist total Westernization because it ignored
their deep-rooted cultural heritage and nationalistic aspirations. Figure 4 refers to the apartheid
model used to segregate the white and black workers in the workplace. Managers with a
paternalistic mindset made sure that black workers were prevented from advancing to the skilled
or managerial level in a white organisation. Black workers could only advance to skilled positions
and management levels in organisations operating in the black areas. In the paternalistic paradigm,
employees of colour were also not expected to become involved in the decision-making process
within the organisation. Because of the social segregation, negative stereotypes and attitudes
developed between white and black employees, and often gave rise to an unpleasant coexistence
between black and white employees in the organisation.

The equal opportunity paradigm
The focus of this paradigm was more on the removal of barriers that existed between white and
black workers and for the creation of equal opportunities for higher positions in the workplace.

According to De Beer (1998:13), the shift from the paternalistic to the equal opportunity mindset
was motivated by the following factors:
6 There was an increasing awareness of leaders of all communities of the moral right of all

human beings to be treated as equals.
6 Exposure to senior positions had been withheld from black employees in the past, and

management felt they were morally obliged to give them the opportunity to develop their
managerial and high-level skills.

6 There was a shortage of skilled manpower in organisations.
6 There was a gradual shift in the values of Nationalist leaders from a pure ideological to a

more pragmatic value system.
6 Black employees and most of the white managers never accepted the black employees as

permanent employees and believed that they would eventually move back to their own group
areas.
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6 Economic development in the black areas was very slow, and few job opportunities were
available for blacks.

Emphasis was placed on an osmosis approach for integrating blacks into skilled and management
positions. Figure 5 refers to the osmosis model for equal-opportunity advancement of black
employees. After barriers were removed, black employees would gradually filter upwards in the
organisational hierarchy. But management expected black employees to be self-driven and to
develop the necessary work skills in their own time. Black employees moved very slowly into
positions formerly reserved for whites. According to De Beer (1998:18), the osmosis process was
so slow that the number of blacks who moved up in the hierarchy was negligible. This state of
affairs gave way to the black advancement paradigm.

+ MANAGEMENT:

+ + PREDOMINANTLY WHITE

+ + + + WORKERS

+ + + + +

+ + + + + +

+ + + + + + + +

+ + + + + + + + +

LOW-LEVEL

POSITIONS

Figure 5 The osmosis model for equal-opportunity advancement of black employees (De Beer,
1998:18)

Black advancement paradigm
The black advancement paradigm came about owing to the lack of progress shown by black
employees to high-level positions. Despite the removal of inhibiting legislation, blacks still did
not compete on an equal footing for skilled and managerial positions with white employees.
According to Brooks (in Human, 1991b:77), this is due to numerous obstacles including
educational, economic, organisational, legal and social impediments. Figure 6 refers to more
obstacles to black advancement in the workplace.
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Figure 6 Obstacles to black advancement (Charoux, 1990:6)

Managers realised that the formal education system used for blacks was inadequate. In order to
develop human potential, organisations accepted the responsibility to become more involved in
providing basic education (in De Beer, 1998:22). Figure 7 refers to more reasons why black
managers should enter organisations. The argument for black advancement in the public sector
focuses around the appropriateness of filling posts previously held by whites only with blacks.
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Figure 7 Importance of black managers’ entry into the organisation (Charoux, 1990:4)

The first reason for this, according to Hugo (1989:4), would be because ‘‘the large black section of
the population using the services of the public sector now and in the future would be better served
by having a black person in the position of bureaucrat simply because of language and cultural
empathy’’. For this reason, the public service needs to become more demographically representa-
tive of the South African population. Secondly, by the year 2020, whites will constitute a mere
10.5% of a projected total population of 47.5 million South Africans. A public service, short of
30 000 civil servants will,have to fill its positions with blacks. Thirdly, a growing proportion of
matriculants are black, and employment must be found for them.

White attitudinal response has been indicated as the biggest obstacle to black advancement
within South African organisations. Brooks (in Human, 1991b:71) states: ‘‘The National Party
Government’s policies have expedited the emergence of a powerful white elite and produced an
artificial schism between Whites and Blacks, which is deleterious to inter-racial attitudes in
general and white attitudes to black occupational advancement in particular’’. This behavioural
modelling pattern was successfully implemented by the previous National Party government,
which ‘‘treated cultural differences between white and black as genetic differences. Many blacks
secretly fear this because they (like whites) do not understand that the differences are rooted in
experience and not in genes’’ (Kotze, 1993:xii). According to Chapman (1996:114), ‘‘it is normal
for people to have mental attitudes against those of a different culture especially if they never had
the opportunity to work with a person from that culture’’. This intolerance, according to Brookes
(in Human, 1991b:77) can be explained in terms of:
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6 The historical domination of skilled and semi-skilled positions in the public sector by white,
Afrikaans-speaking people.

6 A deficiency of black advancement initiates in the public sector resulting in a lack of
exposure of white civil servants to blacks of equivalent educational standing, which in turn,
reinforced traditional racial stereotypes.

6 A growing fear among white civil servants that blacks would take over their jobs in a post-
apartheid South Africa.

Another characteristic of the black advancement paradigm was the number of models that were
introduced in developing black managers. The majority of the models focused on orientating the
black manager to the Western work ethic. The rationale, according to De Beer (1998:25), is that
‘‘if black potential high level employees are purposefully exposed to training and modern values
in the work environment, these employees will develop a modern work ethic’’.

Affirmative action paradigm
The main focus of this paradigm within the public sector was to remove discriminatory practices
and policies in employment, and to facilitate and promote access to the public service for all South
Africans. The White Paper on Affırmative Action in the Public Service (1998:1) is a testimony of
the South African government’s commitment to the transformation of the public service into an
institution whose employment practices are underpinned by equity. The ultimate aim of
affirmative action is to ensure that the public service, which represents and draws on the talents
and skills of the diverse spectrum of South African society, is not only geared towards providing
better services to all sectors of society, but also to ensure legitimacy in the eyes of the South
African people. According to De Beer (1998:37), affirmative action is also the enforced
empowerment and occupational advancement of disadvantaged minority groups, which include
women, black people and the physically disabled. The objectives of the public service affirmative
action policy are to:
6 Enhance the capacities of the historically disadvantaged through the development and

introduction of practical measures that support their advancement within the public service.
6 Inculcate in the public service a culture which values diversity and support the affirmation of

those who have previously been unfairly disadvantaged.
6 Speed up the achievement and progressive improvement of the numeric targets set out in the

White Paper on the Transformation of the Public Service (White Paper on Affirmative Action
in the Public Service, 1998:5; the Employment Equity Act, 55 of 1998, Chapter 3; and the
Report on the State of the Public Service, 2001:11–29).

The following are the core underlying principles of affirmative action within the public sector:

6 Integration with human resource management and development
Affirmative action programmes must be integrated with other human resource management and
development practices, especially the management of diversity.

6 Productivity and improved service delivery
Affirmative action programmes must promote the development of more innovative work practices,
which maximise productivity and increase customer responsiveness.

6 Cost effectiveness
Affirmative action programmes must focus on steps which optimise the public service’s human
and financial resources.

6 Communication
The purpose of affirmative action policies and programmes must be fully communicated to all
public servants.
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6 Participation
Affirmative action programmes must be developed with the active participation of employees at
all levels, and with representatives of organised labour.

6 Transparency
Affirmative action programmes and practices must be open to scrutiny within and outside the
public service, within reasonable limits.

6 Accountability
Accountability for the delivery of affirmative action must be vested at the highest level of the
organisation, with all line managers being vested with the responsibility of driving the process.

6 Reasonable accommodation
Affirmative action programmes must strive to eradicate barriers to employment and advancement
in the physical and organisational environment, and provide support to all members of the target
group.

6 Relative disadvantage
Affirmative action must take into account the relative disadvantaged status of groups, their needs
within the target group and the needs of the organisation (White Paper on Affırmative Action in the
Public Service, 1998:5; and the Employment Equity Act, 55 of 1998, Chapter 3).

Discrimination and fairness paradigm
The focus of this paradigm is on the creation of equal opportunities, fair treatment, recruitment
and compliance with government regulations. The paradigm is based on the premise that prejudice
has kept members of certain demographic groupings out of organisations. To ensure fairness,
organisations must comply with the regulations set by government in restructuring themselves to
reflect the demographic profile of society. A management process is needed to ensure that all
employees are treated equally and with respect, and to ensure that no one is given an advantage
over another. Thomas and Ely (1996:81) state: ‘‘Under this paradigm diversity is measured by
how well the company achieves its recruitment and retention goals rather than by the degree to
which conditions in the company allow employees to draw on their personal assets and
perspectives to do their work more effectively.’’

The benefit of the discrimination and fairness paradigm is that it tends to increase demographic
diversity and the promotion of fair treatment within the workplace. According to Thomas and Ely
(1996:81), some of the limitations of this paradigm are ‘‘that its color blind, gender blind ideal is
to some degree built on the implicit assumption that we are all the same’’. Under this paradigm it
is also not desirable for a diversified workforce to influence the organisation’s concept of work or
culture. The paradigm puts pressure on employees to make sure that important differences among
them do not count. Thomas and Ely (1996:82) state: ‘‘By limiting the ability of employees to
acknowledge openly their work-related but culturally based differences, the paradigm actually
undermines the organisation’s capacity to learn about and improve its own strategies, processes,
and practices.’’ By doing so, people are also kept from identifying with their work – a critical
source of motivation and self-regulation.

Access-and-legitimacy paradigm
The access-and-legitimacy paradigm focuses on the acceptance and celebration of differences in a
multicultural society where ethnic groups are gaining more consumer power. The premise of this
paradigm is that organisations have a need for a demographically diverse workforce in order to
help them gain access to even more differentiated segments. A diverse workforce is also needed to
help organisations to understand and serve their customers better and to gain legitimacy with
them. ‘‘Diversity isn’t just fair; it makes business sense’’ (Thomas & Ely, 1996:83). A
characteristic of an organisation using this paradigm is that it almost always operates in an
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environment in which there is increased diversity among customers, clients or the labour pool, and
therefore a clear opportunity or imminent threat exists to the organisation. The paradigm has its
strengths. According to Thomas and Ely (1996:83), ‘‘its market based motivation and the potential
for competitive advantage that it suggests are often qualities an entire company can understand
and therefore support’’.

A limitation is that organisations supporting this paradigm tend to emphasise the role of cultural
differences in the workplace more without really analysing those differences to see how they
actually affect the work that is done. For example, ‘‘access-and-legitimate leaders are too quick to
push staff with niche capabilities into differentiated pigeonholes without trying to understand what
those capabilities really are and how they could be integrated into the organization’s mainstream
work. However, once the organization appears to be achieving its goal, the leaders seldom go on to
identify and analyze the culturally based skills, beliefs, and practices that worked so well. Nor do
they consider how the organization can incorporate and learn from those skills, beliefs, or
practices in order to capitalize on diversity on the long run’’ (Thomas & Ely, 1996:83–84).

According to Thomas and Ely (1996:83), a strong paradigm is needed that encourages open and
explicit discussion of what identity group differences really mean and how they can be used as
sources of individual and organisational effectiveness. A paradigm is needed that will also assist
an organisation in what to do once it has achieved its diversity numbers.

MANAGEMENT SYNDROMES INFLUENCING THE BEHAVIOUR PATTERN OF
LOCAL GOVERNMENT MANAGERS REGARDING DIVERSITY IN THE WORK-
PLACE (PHASE FOUR)

Flamholtz and Randle (1987:5, 23–170) identify the following management syndromes influenc-
ing the performance of managers in the workplace. Elements within these syndromes could
represent a manager’s attitude and/or behaviour towards acknowledging diversity awareness in the
workplace.

The Doer Syndrome
According to Flamholtz and Randle (1987:5), the Doer Syndrome refers to the phenomenon where
people who have been promoted to managerial roles continue to think and act like technicians,
functional specialists or ‘‘doers’’ rather than true managers. They are individuals occupying
entry-level positions within the organisational hierarchy and in many cases are following
examples set by doers before them. They find the transition from being doers to real managers
very difficult. Doers are local government managers who believe with regard to the managing of
diversity that employees from other racial, sexual or cultural groups cannot do their work properly
(or cannot be entrusted with responsibilities), and that they as local government managers have to
do it for them.

Another characteristic of doers is that they tend to base their self-esteem on their own
performance rather than on the performance of their staff. They put more value on their own
potential and tend to overlook the vast potential a diverse work group will have. Flamholtz and
Randle (1987:27) put it as follows: ‘‘. . . even after they are promoted to management positions,
they continue to explicitly and implicitly evaluate their own performance in terms of their ability
as doers rather than as managers. Consequently these individuals tend to emphasize performance
rather than managerial activities’’.

Doers will spend most of their time performing tasks rather than planning the work of others,
delegating tasks, supervising work and further developing their workers. Individuals who suffer
from the doer syndrome may even believe that the only way of being a good manager is to focus
only on themselves. According to Flamholtz and Randle (1987:28), they may ‘‘therefore, feel that
they are in competition with their workers for the position of being an expert. They feel frustrated
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by workers who possess greater expertise’’. This type of syndrome can be very disruptive for a
diverse work group. Such managers could spend most of their time in maintaining their own
expertise without utilising the expertise of a diverse work group as a vital resource. Individuals
belonging to that diverse group will develop feelings of frustration. They may feel that their
expertise is of less importance than that of their manager.

According to Flamholtz and Randle (1987:28), individuals with the Doer Syndrome suffer from
an inability to handle control: ‘‘Whenever control is given up, the likelihood that the task will be
completed exactly as the individual himself or herself would have completed it, decreases’’. Doers
are highly uncomfortable with this and try to retain as much control as possible. They also turn out
to be poor delegators, attempting to keep all decision-making authority to themselves, and because
of this, doers are usually overburdened managers. Many of them, according to Flamholtz and
Randle (1987:28), suffer from burnout and failure because they have no time to perform their
managerial responsibilities adequately.

The Pygmy Syndrome
The Pygmy Syndrome is a follow-on to the Doer Syndrome. It refers, according to Flamholtz and
Randle (1987:92), ‘‘to the tendency of a manager to feel threatened by talented workers, and,
consequently, to surround himself or herself with people who are relatively weak. By selecting
only such people, the manager can feel like a giant among pygmies’’. Elements of the Pygmy
Syndrome could be present in a local government manager who feels threatened by people from
different racial, sexual and/or cultural groups. This is unfortunately not an uncommon situation in
the public sector, where people with potential are not recognised and utilised because individual
public managers view them as a threat, not a blessing.

Those suffering from this syndrome often feel inadequate; their sense of inadequacy is kept
under control as long as they perceive themselves as the best at some task in their immediate
environment. A person appointed through affirmative action could react in this way. When
someone more competent threatens the manager’s position, the reaction would be to eliminate the
competition by humiliating the person so that he or she is forced to resign. Another symptom of
the Pygmy Syndrome is when managers tend to compete with their workers for more recognition:
‘‘I’m still the best guy in the field’’ (Flamholtz & Randle, 1987:92). Co-workers frequently
challenge the authority of Pygmy Syndrome managers. The individual manager suffering from the
Pygmy Syndrome will in turn act with hostility. In many cases, according to Flamholtz and Randle
(1987:92–93), managers will use their position of power as a buffer to scare workers off. By doing
this, the manager believes that no one will dare question his or her authority.

The Imposter Syndrome
The Impostor Syndrome contains elements influencing diversity awareness in the workplace.
Elements of this syndrome could be found in a multicultural local government manager (coming
from a different race or sex, or a person with disabilities from a different cultural group) who was
promoted to a management position previously reserved for a specific group only. The new
manager is perceived to be an impostor. The Impostor Syndrome comes in two variations: Super
Person and Ugly Duckling.

The Super Person Syndrome
The Super Person Syndrome is present in individuals who always have to be the best
(perfectionist), at the same time suffering from fear of failure. Because of their perfectionistic
nature they often fail to recognise the potential and good qualities of their subordinates. Clinging
to the Super Person Syndrome greatly undermines their ability as managers. Since the role of a
manager is so ill defined, Super Person managers will spend most of their time trying to find out
what other managers are doing to be perfect, resulting in getting nothing done. They could later be
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perceived, according to Flamholtz and Randle (1987:38), as indecisive since they often take so
long to act. The desire to be perfect, coupled with the fear of failure, leads to a tendency among
Super People to be ineffective delegators. According to Flamholtz and Randle (1987:38), Super
People do not like to delegate tasks to subordinates because they believe that others will not live
up to their own standards of excellence. The opposite could occur when Super People managers
believe their standards of excellence to be lower than those of their workers. Super People also
follow a more directive style of management and tend to act more as performers of tasks than as
managers. As a result, they usually end up doing more and more tasks, which in turn increases
their own personal stress levels. ‘‘Their workers may come to believe that their manager does not
trust them. The productivity and morale of the work group may drop and the Super Person may
soon find that he is a failure as a manager’’ (Flamholtz & Randle, 1987:38). Managers suffering
from the Super Person Syndrome place themselves in a situation in which they need to compete
with their workers in order to protect their own self-esteem. Such managers perceive co-workers
with greater expertise and potential as a threat to their position of being ‘‘the best’’ and will try to
compete with workers, ignoring their responsibility as manager. Such managers have a variety of
personal and interpersonal problems. According to Flamholtz and Randle (1987:39), the inability
to overcome this syndrome can have profound effects on the individual’s ability to perform
effectively in a managerial role.

The Ugly Duckling Syndrome
The Ugly Duckling Syndrome is present in those individual local government managers who
believe that they are worthless. Their feelings of worthlessness are often created by external
factors outside their control. Perceptions and stereotyping are some of the factors which could
contribute to these feelings. A female local government manager, for example, who finds herself in
a male-dominated environment could suffer from feelings of failure. Ugly Duckling Syndrome
managers believe that they have reached their position of authority through pure luck and not
because they are regarded as competent in their profession. They are prone to delegate tasks which
they do themselves. Managers with this syndrome enjoy challenging tasks, because they offer a
risk of failure.

Ugly Duckling Syndrome managers believe, since they perceive themselves to be worthless,
that others (including workers) must at least be as skilful as they are. Ugly Ducklings, according to
Flamholtz and Randle (1987:44), have ‘‘such a low opinion of themselves that they find it difficult
to give praise to others. These individuals believe that lack of criticism is the same as praise’’. This
situation could, however, be detrimental to an organisation because workers are not being
motivated to achieve the organisation’s goals. Ugly Ducklings also tend to make ineffective
decisions, because these increase their chance of failure. This, then, proves to them and to others
that they are worthless and inadequate. This in the end can obviously not be productive for an
organisation. According to Flamholtz and Randle (1987:45), ‘‘the ugly ducklings also depend a lot
on their workers to assist them in the decision-making processes which could be very effective’’.
Too much of it, unfortunately, could confuse workers, with no one really knowing who is in
charge. The biggest problem, however, is that those managers suffering from the Ugly Duckling
Syndrome are never satisfied with themselves unless they have failed. Success to them is
undeserved.

The Napoleon Syndrome
The Napoleon Syndrome consists of elements closely related to the other syndromes. It represents
managers who suffer from inferiority or an inadequacy complex. Inferiority refers to individuals
feeling that they have weaknesses which could handicap them in relation to power. Feelings of
inadequacy often have their basis in real or imagined physical shortcomings, e.g. short stature, a
speech impediment, skin colour and disability. This could be overcome either through compensa-
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tion or overcompensation. Compensation refers to constructive steps to overcome weaknesses
such as attending classes to improve certain skills. Overcompensation occurs when individuals do
not acknowledge their own weakness and try to overcome by gaining superiority over others
(Adler in Flamholtz and Randle, 1987:71).

A manager in local government who feels inferior to or threatened by the vast potential of a
diverse work group and resists change could have symptoms of the Napoleon Syndrome. The
same applies to managers who have obtained their position of authority through an affirmative
action process and are anxious that they may not be competent enough for the job. Managers
suffering from the Napoleon Syndrome have low self-esteem and a high need for control. They
tend to focus more on their own needs than on those of others, often abusing their powers.

The Dr Jekyll and Mr Hyde Syndrome
Flamholtz and Randle (1987:101) state that the Dr Jekyll and Mr Hyde Syndrome is not only
found in literature. In many modern-day work environments, managers suffer from a split role
syndrome, being both Dr Jekyll and Mr Hyde. They can have a pleasant personality and at the
same time can behave tyrannically. They can be managers who acknowledge potential held by a
diverse work group, but may not want to utilise it. The split, according to Flamholtz and Randle
(1987:101), is sometimes ‘‘so complete that those who experience only the person out of his or her
work role are unable to believe that the individual they know as friendly and easygoing is uncaring
and domineering when directing the actions of workers’’. Individuals suffering from this
syndrome have a high need for acceptance, control and self-esteem. When success is achieved, the
Dr Jekyll and Mr Hyde believes that his or her behaviour has to change accordingly. ‘‘He or she
can no longer behave as one of the guys or gals’’ (Flamholtz & Randle, 1987:101).

Dr Jekyll and Mr Hyde managers know that the main responsibility of a manager is to exercise
control over workers and that the need to be liked by those whom they supervise is inconsistent
with their own needs for control and self-esteem. They are aware of the fact that the only way their
self-esteem can be enhanced is by ensuring that the organisation achieves its goals. It is therefore
important to them when they exercise control not to be too friendly with their workers.

Sufferers from this syndrome find ways to separate their need to be liked from their need for
control and self-esteem. Dr Jekyll and Mr Hyde managers use control over the actions of workers
as a method to ensure their success in the workplace. This thy achieve by enforcing the rules of
control set by the organisation where they work. Workers who do not comply with these rules are
usually heavily reprimanded, sometimes even in public. Hence, according to Flamholtz and
Randle (1987:102), ‘‘workers of the Dr Jekyll and Mr Hyde syndrome tend to describe their
managers as unreasonable and domineering. Since they are only exposed to the Mr Hyde side they
believe that their manager does not really care about their needs’’.

Like the Napoleon Syndrome managers, the Dr Jekyll and Hyde Syndrome managers develop
buffers for controlling workers, thereby ensuring that their authority is never challenged. Another
strategy is to ensure that their superiors never see the Mr Hyde side of their personality. Flamholtz
and Randle (1987:102) state that ‘‘whenever they are successful at this strategy, superiors and
peers find it difficult to believe a worker who complains that his or her manager is abusive and
unreasonable. They will attribute subordinates’ complaints as without sound proof and more as his
or her inability to work in a group’’. In South Africa, complaints by workers about Dr Jekyll and
Mr Hyde Syndrome managers are usually branded as either racist or sexist. Individuals suffering
from this syndrome usually realise they have a problem. This realisation, according to Flamholtz
and Randle (1987:102), is usually ‘‘triggered by a critical incident such as the departure of one or
more workers for reasons such as personality problems’’. To such managers, this could sometimes
come as a shock, because of the belief that they were only behaving like an effective manager.
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They will, in some instances, begin to work hard at changing the way they manage in order to
become more effective.

The Hamlet Syndrome
Managers who do not know how to make decisions effectively and efficiently suffer from the
Hamlet Syndrome. Decision making represents a threat to both their self-esteem and their need to
be liked. According to Flamholtz and Randle (1987:117), ‘‘[t]hey fear that if they make the wrong
decision, they will be seen as inadequate. If they make a decision that nobody likes, then others
will resent them’’. Hamlets therefore tend to delegate all their decision-making responsibilities to
peers or workers, and do nothing at all themselves, hoping that the problem will resolve itself.
According to Flamholtz and Randle (1987:118), the Hamlet Syndrome can be divided into three
variations:

6 Information Seeker Hamlets
Managers suffering from this variation believe that they can only make rational and effective
decisions if they are allowed enough time to collect information. They will then spend all their
energy on finding all the possible alternatives before making a decision. There is, of course,
nothing wrong with thorough research but Information Seeker Hamlets tend to carry it to the
extreme. ‘‘They continue to collect information until a higher authority presses them to make a
decision. If no such pressure exists they may postpone the decision indefinitely until, eventually,
the decision is made for them’’ (Flamholtz & Randle, 1987:118).

6 The Buck-passer
Managers suffering from this variation deny their decision-making responsibility by passing it on
to either a worker or a peer. This avoidance of decision-making responsibility often leads to
frustration among individual superiors and workers. In the end, tasks are not completed and
problems remain unresolved.

6 The Agoniser
These are ‘‘individuals who are paralysed by an intense fear that the decisions they make will,
somehow, hurt them, their organization or other employees’’ (Flamholtz & Randle, 1987:118–
119). Like the Information Seeker, the Agoniser has an intense fear of not having enough
information but does not seek further information. A very interesting characteristic of Agonisers is
that they openly avoid responsibility. They only take those decisions which could benefit them
directly. Agonisers do not like planning and delegating, resulting in workers doing nothing or
whatever they please. Flamholtz and Randle (1987:119) state that ‘‘the Hamlet’s superior may
begin to wonder whether they have promoted a true leader, and if this individual is constantly
seeking their advice before making a decision, the answer to their question will be a flat, No’’.

The Godfather Syndrome
The Godfather Syndrome is displayed by managers who have a lot of power together with the
ability to reward or punish others at whim. However, underneath this image of power lies a
deep-seated insecurity in the sense that they believe themselves to be unworthy or suffering from
some weakness which could be exploited by others to destroy them. In an effort to reduce their
insecurity, they hide behind a veil of power established by surrounding themselves with weak
people who are dependent on the Godfather manager to satisfy their needs, and with people who
have good credentials of which they become the owner. By hiring and controlling these people,
Godfathers can show that they are a significant person.

The only reward Godfathers expect from their subordinates is their loyalty and respect for their
power. This, according to Flamholtz and Randle (1987:57), serves three purposes. ‘‘First, to
increase the Godfather’s sense of self worth, secondly, if the Godfather has loyal workers, the
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chances are minimized that the inadequacies he is trying to hide will be revealed and thirdly, by
having loyal workers, the Godfather is able to provide himself with strong protection from
outsiders who may attempt to injure him.’’

The Godfather Syndrome consists of two variations, the Malevolent Godfather and the
Caretaker Godfather.

6 The Malevolent Godfather
Such managers believe that all people are worthless and seek to prove this by constantly
humiliating and degrading those over whom they have control. They will charm people into
joining and afterwards will start devaluing them. Flamholtz and Randle (1987:57) state: ‘‘Once
the Malevolent Godfather has acquired people, he derives a great deal of amusement from playing
with them. He likes to put people against one another in a sort of organizational chess game and
then watch what happens, never really caring what the outcome is.’’ Another characteristic of
managers suffering from the Malevolent Godfather syndrome is a deep-rooted anger. The only
difference between Malevolent Godfathers and Caretaker Godfathers lies in their motives.

6 The Caretaker Godfather
The Caretaker Godfather plays a more benign role than the Malevolent Godfather. Such managers
are like a benevolent autocrat or parental figure because their need is to take care of people. In
comparison with the Malevolent Godfather, the Caretaker Godfather is a strong influential
manager to whom others naturally look for help and support. Flamholtz and Randle (1987:63)
state that ‘‘this type of Godfather does not necessarily want to humiliate people, and he may only
inadvertently make them dependent on him. He is merely being strong for them and providing
what they tell him they need’’. His self-esteem is satisfied through the value workers put on his
ability to provide for their needs. According to Flamholtz and Randle (1987:63), this situation can
change dramatically if the Caretaker Godfather ‘‘comes to believe that, even though he is
providing them with ample resources to satisfy their needs, they are still not loyal to him, and he
will feel betrayed and will lash out at those who have betrayed him’’. The actions of others can, in
essence, be responsible for transforming the once-benign Caretaker Godfather into an angry
Malevolent Godfather.

RESULTS AND FEEDBACK (PHASE 5)

Results within Phase 5 not only refer to the consequences of one’s behaviour but also reflect one’s
thinking towards diversity in the workplace. According to Gaub (2000:1), one needs to understand
that wrong thinking does not produce right results. The following examples by Londen and
Rosener (1991:12–13) illustrate the results of how belief windows and paradigms on diversity
management can influence diversity awareness in the workplace:
6 A high turnover of workers from other groups, which in turn will contribute to high recruiting

and retraining costs.
6 An increase in discrimination complaints owing to the mismanagement of diverse

employees.
6 A flare-up of everyday conflicts over a comment, gesture or joke – perhaps delivered without

malice but perceived as an insult – which will create tension between co-workers.
6 Deliberate acts of sabotage, aimed at making co-workers who are different look bad in

corporate turf battles between members of different ethnic and racial groups, which in turn
could lead to a waste of time and money.

6 Absenteeism, associated with psychological stress owing to poor communication and
misunderstanding between diverse employees, which could result in an enormous amount of
personal energy and creativity being wasted on active resistance to change.

6 Increased frustration among diverse workers, which could lead to low productivity and
morale as well as a lack of motivation (Londen & Rosener, 1991:12–13).
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6 Diverse workers feeling that they are being devalued owing to the discrimination against
them. They may react with cynicism, caution or guarded optimism when changes unfold.
This in turn could contribute to a loss of commitment and loyalty, increased disrespect for
authority, lack of teamwork and esprit de corps, lack or total absence of respect for and
recognition of differences, and the growing perception that no opportunities exist in the
workplace for advancement of people from diverse backgrounds.

6 Stereotyping and labelling of people from diverse backgrounds, which will lead to
misunderstanding on various issues, for example why certain employees are promoted.

6 Workers feeling threatened and concerned about the possible effects of current and future
change on their jobs and career goals. They could also feel that they are being unfairly treated
when certain people such as expatriates are promoted (when diversity is eventually
recognised by management) (Jamieson, 1991:8).

Phase 5 is also a mirror reflection of one’s mindset of what one truly believes about diversity.
Feedback helps one to step back from one’s own life and reflect on how one could have been
thinking, why one has been thinking, not seeing what one was supposed to see, choosing the
behaviours one chose and the consequences of the chosen behaviour. Feedback within Phase 5
also helps one realise that diversity awareness as a tool for managing diversity can only work if
one’s own beliefs are in line with reality, and that negative behaviours can be overcome through
changing incorrect beliefs.

McGraw (1999:47) states: ‘‘People in general are suspicious of those they don’t live with, work
with, worship with, and grow up with.’’ You have to meet those people where they are in terms of
what they believe and then persuade them to move their beliefs in line with reality thinking. ‘‘You
must understand someone and know what makes them tick before you can connect with them.
They need to see similarities between you and your values and their own. That is the basis of
bonding’’ (McGraw, 1999:47). As a result, one needs to establish the kinds of things one will need
to know to deal effectively with people from a diverse background in the workplace. But one
needs to make a conscious commitment to learn about how and why people do what they do. In
doing so, one will find that different things drive the behaviour of different people.

Table 8 refers to questions one should ask to understand people and the ten most common
characteristics shared by people. Thomas and Ely state: ‘‘Diversity should be understood as the
varied perspectives and approaches to work those members of different identity groups bring.’’
Table 9 refers to eight preconditions that will help to position organisations to use identity-group
differences in the service of organisational learning, growth, and renewal.

For the post-1994 government, managing diversity goes well beyond a demographically
representative workforce. The focus is on ‘‘the contribution diversity can make to improve service
delivery, to increase efficiency and effectiveness, reduce costs, at the same time improving the
quality and extending the benefits of public services to all South Africans. As stated in the White
Paper on Human Resource Management in the Public Sector (1997:26), diversity is seen as a tool
to ensure a stable public service.
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Table 8 Questions to ask about people you don’t know and ten common characteristics shared by
people (from McGraw, 1999:48–50)

QUESTIONS TO ASK ABOUT PEOPLE YOU DON’T KNOW TEN COMMON CHARACTERISTICS OF PEOPLE
6 What do they value most in their lives:

For example, is ethics a big deal?
6 What are their expectancies and beliefs about how life does

and should work?
6 What resistance or predispositions, fears, biases, preju-

dices do they have?
6 What positions or approaches or philosophies are they

most likely to reject or accept?
6 What do they need to hear from a person in order to con-

clude that that person is fundamentally ‘‘okay’’ and to be
trusted?

6 What sort of things do they consider relevant?
6 How do they feel about themselves?
6 What do they want most in their lives?

6 The number one fear among all people is rejection.
6 The number one need among all people is acceptance.
6 To manage people effectively, you must do it in a way that

protects or enhances their self-esteem.
6 Everybody approaches every situation with at least some

concern about ‘‘what’s in it for me’’.
6 Everybody wants to talk about things that are important to

him or her personally.
6 People hear and incorporate only what they understand.
6 People like, trust and believe those who like them.
6 People often do things for other than the apparent reasons.
6 Even people of quality can be, and often are, petty and

small.
6 Everybody wears a social mask. You must look beyond the

mask to see the person.

Table 9 Eight preconditions organisations have to follow when making a paradigm shift regarding
diversity in the workplace (Thomas & Ely, 1996:85–86)

EIGHT PRECONDITIONS FOR MAKING A PARADIGM SHIFT
6 The leadership must understand that a diverse workforce will embody different perspectives and approaches to work, and must

truly value variety of opinion and insight.

6 The leadership must recognise both the learning opportunities and the challenges that the expression of different perspectives
presents for an organisation.

6 The organisational culture must create an expectation of high standards of performance from everyone.

6 The organisational culture must stimulate personal development.

6 The organisational culture must encourage openness.

6 The culture must make workers feel valued.

6 The organisation must have a well-articulated and widely understood mission.

6 The organisation must have a relatively egalitarian, non-bureaucratic structure.

SUMMARY
Anormative model for assessing the diversity awareness of local government managers and their
behaviour towards diversity in the workplace was developed and proposed in this article. The
model is based on the time management model of Smit (1994) and the input and outputs model of
Hanks and Pulsipher (1997). This was followed by a brief discussion on the use of models to
investigate diversity awareness in local government. The normative model for managing diversity
awareness was explained. The model consists of the following five interlinked phases. Phases 1
and 2 focused on the purpose of diversity and the different belief windows influencing the thinking
of local government managers regarding diversity in the workplace. Phase 3 was on the paradigms
influencing diversity management and Phase 4 on the various management syndromes which
influence the attitude and behaviour of local government in acknowledging diversity in the
workplace. Phase 5 focused on the results of ignoring diversity awareness, and the role of
feedback within the Diversity Awareness Reality Model.
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