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ABSTRACT
The primary objective of the current study was to conduct a survey on the job satisfaction of
line managers in the City of Windhoek (CoW) Municipality. The identifying of such variables
could empower the CoW Municipality to develop programmes and policies that are designed
to improve their job satisfaction levels.

The literature review confirmed the impact of motivation on the job satisfaction of employees,
and, in turn, its impact on employee productivity, and, ultimately, on organisational
performance. The level of job satisfaction experienced by an individual describes how content
he or she is with his or her job. The purpose of this study was to measure the job satisfaction
facets (supervision, relationship with co-workers, present pay notch, nature of work, and
opportunities for promotion) among line managers in the CoW, and how such facets affected

their overall job satisfaction.

The non-probability sampling technique was adopted to collect data from 102 respondents
from nine different departments by means of a structured questionnaire, resulting in a response
rate of (N = 76), 75%. The study was, however, limited to the line managers in the CoW
Municipality. Foll owing on which the Cronbach©o.
internal consistency or average correlation of items in the survey instrument. The Spear mano s
rank correlation coefficient (Spearmanés r ho)
aid of the Statistical Package for the Social Sciences (SPSS), version 16. In addition, the
independent-samples t-test and the analysis of variance (ANOVA) were employed to
empirically test the relationships between the

age.

The findings showed a significant linear relationship between the existing levels of job
satisfaction and job performance. Furthermore, the findings suggested that the employees
were significantly satisfied with certain aspects of their jobs (the nature of the work, and their
salary, supervision and co-workers), but not with the one aspect of their job (opportunity for
promotion). They were, however, significantly satisfied with their jobs in general, with there
being no significant di fference between the
satisfaction. The analysis showed that promotion has a modest and positive effect on job
satisfaction. The study concluded that the line managers were, in general, satisfied with their
jobs. Thus, the results cannot be generalised to other departments and Local Authorities. The
study needs to be replicated in other departments and Local Authorities, using the same

method.
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KEY CONCEPTS

Affective job satisfaction: Affective job satisfaction is the extent of pleasurable
emotional feelings that individuals have about their jobs overall.

Attitude: Attitudes are positive and/or negative personal judgments that are made by
people with specific reference to objects, people or events (Robbins & Judge,
2011:106).

Hygiene factors: Hygiene factors, or maintenance factors, do not motivate employees,
but they are essential to the maintenance of satisfaction. Such factors include a
satisfactory salary and related employee benefits, human relations skills, and
satisfactory working conditions. The absence of any hygiene factor is likely to cause
employee dissatisfaction.

Job: Ajob is a paid position of regular employment.

Job satisfaction: Job satisfaction is a pleasurable or positive emotional state resulting
from the appraisal of onef6s job.

Job dissatisfaction:J ob di ssatisfaction is an empl oyee
can range from feelings of apathy to depression and despair, among others.

Motivation: Mot i vati on <consists of the processes
intensity, direction, and persistence of effort exerted towards attaining a particular goal
(Robbins et al., 2009; Robbins & Judge, 2011, 2014).

Motivators: Motivator factors are based on an individual's need for personal growth,
and actively help to create a sense of job satisfaction. If they are effective, then they
can motivate an individual to achieve above-average performance and effort.

Municipality: A municipality is a governing institution that has authority over a
subnational territorially defined area. A municipality's authority springs from its elected
basis, which is a factor that also results in considerable variation in the manifestation
of such authority both between and within countries.

Performance: Job performance is seen as the execution of competencies to achieve
the quality, quantity, cooperation, dependability, and creativity of employees.

Performance management (PM): PM is referred to as the set of interconnected
practices that are designed to ensure that
are appraised. Such appraisal could result in relevant goals being set for work and
development, based on the collection and review of the required data on work
behaviour and performance.

Service delivery: Service delivery in the context of the municipality is the provision of
basic services to satisfy ratepayersodé needs
and disposal; refuse removal; electricity supply; roads, and storm water drainage; and

municipal parks and recreation.
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GLOSSARY

Terms/Acronyms/Abbreviations Definition/Explanation

ALAN
ANOVA
BCBC
BGSU
BSC
BSF
CEO
CIPD
CoW
CPUT
DMRGHRD
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HR
HRM
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IEP
JDI

JDINIGQ
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LA

Association for Local Authorities in Namibia
Analysis of variance
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LAC Local Authority Council

MC Management Committee

MSQ Minnesota Satisfaction Questionnaire

MURD Ministry of Urban and Rural Development

N-Ach Need for achievement

N-Aff Need for affiliation

NALAO Namibia Association of Local Authority Officers

N-Pow Need for power

N$ Namibian Dollars

PA Performance appraisal

PAS Performance appraisal system

PC Psychological contract

PM Performance management

PMDP Performance Management Development Project

PMF Performance management framework

PMP Performance management process

PMS Performance management system

PMSPF Performance Management System Principles and
Framework

PR Promotion relations

RSP Remuneration Strategy and Policy

SHRM Society for Human Resource Management

SEHRM Strategic Executive: Human Resource Management

SPSS Statistical Package for Social Sciences

TSP Transformational strategic plan
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CHAPTER ONE
BACKGROUND TO THE RESEARCH PROBLEM

1.1 Introduction

The Society for Human Resource Management (SHRM) (2008:4) in their research report
indicated that the recruitment and retention of competent staff members underpins the success
of businesses no matter their size. Their view is that those employees who are satisfied with
their jobs are likely to stay with their employer longer than do those who are not. Thus, the
failure to secure employee job satisfaction might result in difficulties in retaining such
employees. Conversely, losing employees through resignations becomes destructive to the

service delivery programmes and plans of the organisation involved.

According to Robbins et al. (2009:20) there is a relationship between job performance,
absenteeism, and turnover and job satisfaction. From all of these factors mentioned above,
only the relationship between job satisfaction and job performance was the sole focus of the

current study.

Ensuring that employees are happy and motivated it is often not attainable as the expectations
of employees shift rapidly. Changing employee expectations originates from "demographic
trends, such as growing numbers of generation Y employees (those born after 1981). Women
entering the workforce, the retirement of baby boomers (those born between 1945 and 1964),
caring for children and ageing parents, and more general changes in society, such as
increased stress levels as employees attempt to juggle work and personal responsibilities”
(SHRM, 2008:4).

Therefore, the factors that have long been thought to satisfy employees might fluctuate over
time, depending on such characteristics as gender and age (SHRM, 2008:4). Further factors
contributing to the fluctuation can be linked to changes in the workplace, as well as to
economic, demographic and social trends (SHRM, 2012:3). According to the SHRM (2012:3),
a noticeable fluctuation has occurred since 2002 in the overall job satisfaction levels of
employees. Of all the above-mentioned factors contributing to job satisfaction, only two

remained among the top five contributors to job satisfaction in 2012 (SHRM, 2012:4).

The SHRM (2012:4-5), found "opportunities to use skill and abilities (63%) displaced job
security (61%) f or ,placegjobsaobity secondoethesligtot é



The other three contributors among the top five were pay (60%), communication between
employees and senior management (57%), and the relationship with immediate supervisors

(54%) respectively.

Top management is urgently required to address the fluctuating needs of employees to avoid
ariseinexisting job attrition rates. Not only woul d f
sense of job satisfaction, but it would also have a profoundly positive effect on the prevailing

levels of motivation, job performance, and, ultimately, service delivery. As both the internal and

the external factors might change over time, it is imperative for the management of
organisations to be aware of, and to understand, the characteristics that contribute to their

empl oyeesd6 | evels of | ob o:stdensure @ptnummotivatonand i s s at
job performance.

1.2 Background information

Researchers have, for many decades, been interested in why some employees report being
very satisfied with their jobs, while some report poor satisfaction levels, and some even
dissatisfaction with their jobs. Over the past few decades, many studies have been carried out
on job satisfaction and job performance. The most notable research in this area, consisting of
the Hawthorne studies that were conducted during 1924, showed the importance of the
relationship between job satisfaction and job performance (Muchinsky, 1985, cited in
Redmond, 2011:13).

Job satisfaction and job performance are significant variables that have an impact on the
quality of service delivery. Locke (1976, cited in Akafo & Boateng, 2015:114 & Robbins and
Judge (2011:115), refers to job dimensions that add value to employees' job satisfaction
consisting of the job, advancement, acknowledgement, remunerations, operational

environments, management, colleagues and corporation and leadership.

Rotenberry and Moberg (2007, cited in Ahmad et al., 2010:259) found that employees who
were positive and involved in their jobs performed better than did those whose attitude was
negative towards their jobs. Griffin (1991, cited in Grant et al., 2010:417), gives examples of

the practical importance of job satisfaction and job performance.

The study in question was conducted at a bank, where it had been found that the bank tellers

were dissatisfied with their jobs.



The tellers, who viewed themselves as overvalued assistants, found their jobs dull, and
complained of macro management at work, where even small decisions could only be taken

by them with their superior's permission.

The above-mentioned factors resulted in employees neglecting their jobs, leading to high
absenteeism rates, late arrival at work, and minimal expenditure of effort in the workplace
(Griffin, 1991, cited in Grant et al.,, 2010).1 n pract i cal ter ms, t he
translated into them not performing adequately at work, which, in turn, resulted in them making
errors, voicing their discontent to management, and, in the process, them losing trust in their
leadership. The ultimate result was the need for multiple disciplinary actions, which resulted in

a high labour turnover.

Furthermore, the study in question reported that the employees' performance improved once
positive action was taken by management to correct the identified problems that had
contributed to the employees' job dissatisfaction levels. Thus, the conclusion of the study
mentioned above supports the notion that those employees who are dissatisfied with their jobs
tend to perform poorly, as opposed to those who are satisfied with their jobs. In the above-
mentioned instance, poor performance resulted from the employers concerned allowing
conditions at work to deteriorate to the point where the quality service delivery of the bank

involved was compromised.

Similarly, the study found that the employees' performance improved once positive action had
been taken by management to correct the problems identified as having contributed to the

employees' job dissatisfaction levels.

Job satisfaction, evidently, has a profound effect on job performance, and, ultimately, on
service delivery in various sectors. The quality of service provision by the Local Authorities in
Africa, specifically those in South Africa and Namibia, seemed to have hit rock bottom at the
time of the present study, causing grave concern among the executive leadership in their

neighbouring countries.

According to Pretorius and Schurink (2007:19), South African municipalities have faced a
daunting task in terms of the requirement
According to the two aforementioned researchers, the number of petitions from communities
clamouring for quality municipal services has soared over the last several years, as can be

seen in the mass media.

emp |
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Poor service delivery, especially in South Africa, has been evident from the wave of street

protests that have taken place in recent times (Pretorius & Schurink, 2007:19).

In response, President Zuma has highlighted that reinforcing local government service delivery
is a major concern (IT-Online, 2010). Furthermore, the President has acknowledged the
existence of numerous problems to do with the Local Authorities (i.e. the municipalities) in
South Africa, such as Aii nef fecti ve professional admi ni st

management o

Even though fewer street protests have occurred in Namibia than in South Africa, the standard
of service delivery in Namibia has remained far from satisfactory up to the time of the current
study. The poor quality of such delivery is evident from a speech made by the Deputy Minister,
of Regional and Local Government, Housing and Rural Development in Namibia (DMRGHRD).
In his address to the Local Authority Council (LAC) [Municipality] leaders, made in 2009, the
aforesaid minister asserted that the LAC leaders could reconcile their differences for the sake
of effective and efficient service delivery to their constituencies, as the latter demanded (Anon,
2009:2).

Furthermore, the Association for Local Authorities in Namibia (ALAN) and the Namibia
Association of Local Authority Officers (NALAO) had signed an agreement with a PM company,
Vision Active Namibia, after the launch of the Performance Management Development Project
(PMDP) (Anon, 2009:2). The PMDP was claimed to have been designed to "improve
accessibility to local government by enhancing the effectiveness and efficiencies of all local

authorities across Namibia".

In addition to improving such accessibility, the project also provided a platform from which to
measure the quality of the service delivered by municipalities, and from which to improve the
development and growth of individual staff members in this regard, through a standard
performance management system (PMS) that had been implemented across all municipalities
in the country. At the time at which the current study was undertaken, the implementation of
PMS across all municipalities was further evidence that the LACs in Namibia had come to

recognise the urgent need for efficient and effective service delivery.

LACs appeared to be willing to change the situation from a non-performance culture (the way
in which things had previously been done) to a performance culture (which could be seen as

a different way of doing things).



According to Shmailan (2010:02), profitable corporations are determined by superior

performance by their staff members to reach and or exceed their targets.

The influence of employee job satisfaction on job performance remains imperative in the
twenty-first century. In the contemporary municipal environment, the primary concerns the
improvement in the performance of employees, with a view to increasing their effectiveness
and efficiency through attitude (job satisfaction) change. Such a need was created by the
pressure to perform to the ratepayers' expectations, which were of a type of service delivery

that was worth paying for.

Job satisfaction has long been considered a significant and persistent problem in
municipalities. As a result, theories have been developed, and numerous studies have been
conducted to identify the causes of job satisfaction. Job satisfaction theories predict that
employees who find their job challenging, interesting, or pleasurable tend to perform better
than those who do not.

For the CoW Municipality to improve its service delivery, the job satisfaction of its line
managers had to be considered seriously, because, according to Robbins et al. (2009:79),
satisfied workers produce better results. At the time of the present study, the CowW had no PMS
in place to steer its productivity and operations, as the previous system [performance appraisal
(PA) system] was suspended in 1998. This was despite senior management at the time giving

no apparent reason for such suspension.

Although, at the stage at which the current research was undertaken, efforts were being made
to implement a PMS to manage employees' performance after more than a decade with no
such formal system having been in place, there was no evidence that employees' performance
was likely to improve in future. Having PM tools and processes in place had been insufficient

to ensure the implementation of an effective PMS.

According to McMahon (2013:7) PMS is now a standard in organisations around the world.
The embracing of such a system would effectively mean that the CoW required its line
managers to be highly motivated. The level of management involved has a crucial role to play
in the successful implementation of a PMS, as the managers themselves have the joint

responsibility of ensuring the success of any PMS that is implemented.



According to the Chartered Institute of Personnel and Development (CIPD) (2012a), line
managers are responsible for the implementation of human resource (HR) strategies.
Employees that are happy with their line managers are likely to high level of job satisfaction
which in turn are associated with higher performance It is for this reason that the line managers
involved need to be satisfied with what is required of them in terms of their current roles and

responsibilities.

For municipalities to be open to adopting a performance culture, they need to take the attitude
(job satisfaction) of their line managers and employees into account. According to The CIPD

(2012a), line managers have a direct influence on how employees execute their jobs.

Some line managers encourage the employees under their supervision to work well, whereas
and others tend to suppress the performance of their employees due to micro managing them
in terms of an autocratic management style. Selecting the right line manager for each particular
job is of crucial importance to those involved attaining the right attitude (job satisfaction), skills,
and level of confidence to ensure that they are capable of positive management, and of
understanding their degree of impact and their source of motivation, resulting in superior

performance.

Kerns (2008) supports the above rationale in stating that "mounting evidence suggests that a
happy and high performing workforce [in terms of managers and employees] correlates with

greater employee [manager |job] satisfactiono.

By implication, the above suggests that the poor performance of a workforce correlates with
low levels of employee satisfaction. Since the CoW first initiated the implementation of a PMS
in 2004, various challenges have prevented its realisation. Line managers have seemed not

to be keen on participating in the successful implementation of the system concerned.

According to Lombard (2015), the challenges facing the CoW could be summarised as follows:

1 managers and employees took a considerable amount of time to finalise their job
descriptions and those of their subordinates on time;
1 managers and employees missed out on crucial training opportunities;

1 there was general resistance to change; and

I achange management process was not in place.



The question, thus, arose as to whether the line managers were satisfied with their jobs, and,
if they were, why the proposed PMS was taking so long to implement. In effect, they could

have fully participated in its implementation.

Line managers havetheday-to-d ay responsibility of i mplementin
(HR) initiatives (CIPD,2012a) . The I nstitute opines that where
their |ine managers é they are more | i kiadest t o h

and loyalty, which are in turn associated with higher levels of performance or discretionary
behaviour. Discretionary behaviour refers to the efforts exceeding set targets associated with
the job resulting in high performance that increase profitability of an organisation (Ahmad,
2012:1).

According to the SHRM (2012:1) , awareness of staff member 6s
assist organisations value choses that support employers during the introduction of policies
boosting job satisfaction. The current research was motivated by the growing concern
regarding the lack of service delivery as a result of poor performance, and its perceived impact
on the job satisfaction levels maintained among line managers in the CoW Municipality.
Moreover, the overall purpose of the present study was to assess the prevailing levels of job
satisfaction of the line managers employed by the CoW Municipality in Namibia, using

empirical outcomes, at a time when the Municipality in question was implementing a PMS.

The findings of the current study could, ultimately, indicate whether the line managers surveyed
were, indeed, satisfied with their jobs, and whether they were ready to perform their jobs in
terms of the envisaged PMS, with the aim of improving their job performance. Their satisfaction
therewith, it was felt, would ultimately cascade the performance culture downward to the lower

level employees, resulting in enhanced performance and service delivery.

The present study was envisaged as providing greater awareness and understanding of the
relationship between job satisfaction and job performance. The study was also aimed at
indicating whether the CoW itself could have undertaken research into the issue of job

satisfaction, or else run the risk of failing in its efforts to implement the proposed PMS.

Finally, the current chapter provides an overview of the whole study, starting by giving the
relevant background, identifying the problem statement involved, justifying the study, stating
the objectives of the study, overviewing the methodology used, and, finally, providing the layout

of the chapters.



1.3 Statement of the research problem
The following subsections cover the main problem, the sub problem and the explanation for

the persistence of the problems.

1.3.1 Main problem

Perceived poor job satisfaction among the line managers in the CoW Municipality is believed
to have led to an unacceptably low level of job performance from 2008 to 2017. In the
contemporary local authority (LA) environment, the primary concern is quality service delivery.
Quality service delivery can be achieved by means of improving the performance of line
managers, with the view of increasing their efficiency and effectiveness. Such a need exists
as a direct result of the pressure to perform to the ratepayers' expectations, in such a way as
to achieve quality service delivery.

Currently, the CoW Municipality has no PMS in place to steer its service delivery operations
effectively and efficiently (Lombard, 2015; Vries, 2016). According to them the PA system that
was in place, as was mentioned earlier, was suspended in 1998, with no reason being
advanced by management for such suspension, and without any intention to continue with it

until a new PMS was developed and implemented.

Although efforts had been made since then to implement a new PMS to manage employees'
performance, at the time at which the current study was undertaken, no evidence had yet been
seen that line managers were satisfied with their jobs, and were performing optimally, in line
with their embracing of a new PMS (Ndura, 2016).

1.3.2 Sub-problem

As a direct result of the problems indicated

service delivery was profoundly affected. The overwhelming number of complaints received
from the ratepayers concerned, especially in terms of those reported in the media during the
period under review, had provided evidence of possible problems existing within the CoW

Municipality at the time of the study.

The complaints involved ranged from those of poor electricity and water connection services,
waste removal services, slow and inadequate repairs and maintenance of road infrastructure,
wrongly calculated water and electricity charges, poor sanitation service provision, and poor

customer care, amongst others.

I



1.3.3 Explanation for the persistence of the problems concerned

Before 1998, the CoW Municipality had a PA / evaluation system in place, in terms of which
such appraisals were conducted on an annual basis. The appraisal/evaluation was merely a
measuring tool, and not necessarily a PMS, as it is known today. It was the CoW Municipality's

way of evaluating the talent, skills and abilities of its staff.

At the same time, it also served to provide an opportunity for the employees and supervisors
to have a one-on-one discussion on where the gaps exist concerning their performance, and

what it would take to improve such gaps (Lombardt, 2015).

As a result, the employees performed well to earn merit increases, as per the
appraisal/evaluation guidelines. As indicated above, such practice was suspended after an
institutional restructuring process was carried out in 1998.

However, since the suspension of the PA system in 1998, the CoW Municipality had no
institutional mechanism in place to measure, monitor and evaluate employees' performance in
line with their talent, skills and abilities (Lombardt, 2015), at least not until the time of the
present study. Due to the absence of a pol
was perceived to have taken a downward spiral, resulting in inadequate service delivery to the

CoW Municipality's clients.

Other employment factors, such as absenteeism, employee turnover, the abuse of sick leave,
the increased number of injuries on duty, and an increase in the number of cases of incapacity
are a possible outcome as a result of their job dissatisfaction, and, in turn, their job performance
(Ndura,2016). The reasons for an individual empl o

from employee to employee.

1.4 Research objectives
The research objectives consist of the main objective, the sub-objectives and the research

questions.

1.4.1 Main objective

The motivation for the current study was prompted by growing concerns regarding poor service
delivery to Windhoek residents. Such poor service delivery to the residents was partly blamed
on the poor performance of CoW employees, and its perceived influence on job satisfaction

levels amongst the line managers in the CoW Municipality.

9
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The primary objective of the present study was to conduct a survey on the job satisfaction
levels of the line managers concerned during the period, 2012 to 2017, when the CoW
Municipality was busy implementing a PMS. Once the variables concerned have been
identified, the CoW Municipality could be better able to understand and appreciate their
preferences when developing programmes and policies designed to influence levels of job

satisfaction within the CoW Municipality.

1.4.2 Sub-objectives

The specific sub-objectives of the study entailed measuring the six facets (the work itself, the
co-workers, and the opportunity for promotion as factors in support of motivation; pay and
supervision as hygiene factors; and the overall level of job satisfaction) of job satisfaction
involved by means of the following:

1 measurement of the job satisfaction levels of line managers in the CoW Municipality,
based on selected job satisfaction facets;

1T determination of the factors influencing the
on selected facets (being those of hygiene and motivation, as listed above); and

1 the offering of suitable recommendations for improving, or enhancing, the job
satisfaction of line managers in the CoW.

1.4.3 Research gquestions

The primary purpose of the current study was to evaluate the level of job satisfaction amongst
line managers, using empirical outcomes, at a time when the CoW was busy implementing a
PMS.

The secondary purpose involved was to identify factors explaining the job satisfaction, or job
dissatisfaction, of the group of employees mentioned above. Once such factors have been
determined, the CoW Municipality management could be capable of improving their
understanding of, and appreciating their preferences in relation to, the development of
programmes and policies that are designed to influence their levels of job satisfaction in terms

of working for the CoW.

10



The current study sought to answer the following questions, assuming that levels of job

satisfaction have a direct bearing on job performance:

1 is there any difference between the job satisfaction of male and female employees?;
1 is there any difference between job satisfaction and the age of employees?;
1 which of the following factors affect job satisfaction and dissatisfaction;

o employeesd nature of work in their present

o pay (p);
0 opportunities for promotion relations (PR);
0 co-workers; and
0 supervision?
1 which factors affect the global job satisfaction of employees?; and

1 do hygiene and motivating factors impact on the poor job performance of line managers
at the CowW Municipality?

15 Research hypotheses

A hypothesis is a theory designed to be tested, given a likely relationship between two or more
factors (Bryman & Bell, 2007:88). Similarly, Saunders et al. (2012:672) believe that a
hypothesis is a suggestion that can be tested to validate if the is a significant difference or
relationship amongst a number of factors, events or philosophies. In other words, a hypothesis
is a tentative solution, or explanation, of a research problem, with the task of the researcher
being to find answers to the underlying assumptions. The following tentative assumptions

(hypotheses) were put forward for investigation in the case of the present study.

First hypothesis

The first hypothesis consists of the following:

1 Ho (null): No statistically significant correlation exists between the job satisfaction of
line managers in relation to specific job satisfaction facets, consisting of (a) the nature
of the work itself; (b) the pay; (c) the opportunity for promotion; (d) the nature of
supervision; (e) the relationships with co-workers; and (f) the job in general (JIG).

1 Hai(alternative): A statistically significant correlation exists between the job
satisfaction of line managers in relation to specific job satisfaction facets, consisting of
(a) the nature of the work itself; (b) the pay; (c) the opportunity for promotion; (d) the
nature of supervision; (e) the relationships with co-workers; and (f) the JIG.

11



Second hypothesis
The second hypothesis consists of the following:

1 Ho (null): No statistically significant difference exists between men and women in
relation to the job satisfaction facets, consisting of: (a) the nature of the work itself; (b)
the pay; (c) the opportunity for promotion; (d) the nature of supervision; (e) the
relationships with co-workers; and (f) the JIG.

1 Hi (alternative): A statistically significant difference exists between men and women
in terms of the statistically significant correlation between the job satisfaction of line
managers in relation to the job satisfaction facets, consisting of: (a) the nature of the
work itself; (b) the pay; (c) the opportunity for promotion; (d) the nature of supervision;
(e) the relationships with co-workers; and (f) the JIG.

Third hypothesis
The third hypothesis consists of the following:

1 Ho (null): No statistically significant difference exists between the different age
groups in relation to the job satisfaction facets, consisting of: (a) the nature of the work
itself; (b) the pay; (c) the opportunity for promotion; (d) the nature of supervision; (e)
the relationships with co-workers; and (f) the JIG.

1 Hi (alternative): A statistically significant difference exists between the different age
groups in relation to the job satisfaction facets, consisting of: (a) the nature of the work
itself; (b) the pay; (c) the opportunity for promotion; (d) the nature of supervision; (e)
the relationships with co-workers; and (f) the JIG.

1.6 Assumptions

The current study was based on the following assumptions:

1 that the line managers at the CoW were not satisfied with some facets of their jobs,
including the work itself, the pay, opportunities for promotion, the nature of their
supervision, their relationships with their co-workers, and their JIG;

9 that the participants could answer the research questions truthfully and accurately,
based on their personal experience;

9 that the participants could respond honestly, and to the best of their abilities; and

1 that top management would make use of the recommendations of the research report.

1.7 Theoretical framework

The factors of motivation, job satisfaction, and performance have been known to be linked
(Ngo, 2009). Therefore, line managers need to be concerned with, and monitor, the level of
motivation and satisfaction of employees in their respective organisations. Exploration of the
theory of motivation aim[s] to generalise and draw conclusions from individual events why

certain thinks happen one way or the other (Ahmad, 2013:20).
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Throughout the literature review focused on employee performance, it became evident that
some factors associated with employee motivation tend also to be related to employee job
satisfaction (attitude). Accordingly, Amaoko (2011:1) opines that employee job satisfaction
[attitude] is somehow linked to each other. Schermerhorn et al. (1985, cited in Amaoko,
2011:1), argues that motivation is inner strength of individuals responsible for level, vision,

resolve, effort used to accomplish work.

The challenge, thus, for employers is, first, to secure motivated employees for their
organisations, so as to ensure productivity that will ultimately translate into service delivery.
Enhanced productivity would lead to employers providing incentives to their employees, so as
to motivate them to ensure their efficient performance. Moreover, motivation is underpinned
by four content theories (discussed in detail in subsection 2.2.4) of motivation that tend to
dominate organisational thinking (Smit et al., 2008:340). Amaoko (2011:2) opines that
motivation and job satisfaction are achieved when an employee's efforts are rewarded.

To keep employees motivated at all times, employers need to create an environment that
promotes productivity, so as to prevent employees developing undesirable attitudes that might
lead to their poor behaviour (Higuera, 2014). When supervisors discuss their employees'
attitudes, more often than not they refer to the issue of job satisfaction, which is, at times, used
interchangeably (Robbins & Judge, 2011:110-111). Attitude is viewed as the manner in which
people view their roles, which, in turn, influence their opinions and/or beliefs (Robbins & Judge,
2011:106). Social psychologists tend to agree that attitudes have three components, namely
cognition, affect and behaviour (Robbins & Judge, 2011:106; 2014:98). Job satisfaction is seen
as the typical attitude that employees display towards their jobs, or roles, in an organisation
(Robbins et al., 2009:20).

Peptone (1999, cited in Padala, 2010:17) and Rotenberry and Moberg (2007, cited in Ahmad
et al., 2010:259) refer to job satisfaction to be as a summation of employees' feelings in four
distinct areas, namely the work, supervision, individual modification and social interactions.
Similarly, Bowling Green State University (BGSU) (2009:3) refers to job satisfaction as those
employees feelings related to their work. The most frequently used definition of job satisfaction
is stated as it being "a pleasurable or positive emotional state resulting from the appraisal of
one's job" (Locke, 1976, cited in Vanden Berghe, 2011:14).

The definition implies that a person with a high level of job satisfaction will hold positive feelings

towards their job, and one who is dissatisfied with their job will hold negative feelings about it.
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The greater the job satisfaction, the more positive the job holder is likely to feel about his or

her job, and the more productive he or she will be.

The lower the job satisfaction, the more cynical the employees involved will tend to feel about
their job, and the less productive they will be in it. The wide-ranging definitions given above
anticipate that employees will interact with other employees and supervisors, as well as adhere
to rules and regulations, and be productive even under unfavourable conditions (Robbins &
Judge, 2011:114). Job dissatisfaction has long been considered to be a significant and
persistent problem in the Local Authorities. As a result, relevant theories have been developed,

and numerous studies have been conducted to identify the causes of job satisfaction.

Hertzberg (1987, cited in Amaoko, 2011:3) suggests the following interventions to eliminate
dissatisfaction amongst employees in any given organisation:

T fix inadequate and obstructive company policies;

1 provide effective, supportive and non-intrusive supervision;

9 create and support a culture of respect and dignity for all team members;
1 ensure that wages and salaries are competitive;

9 provide job security; and

9 build job status by providing meaningful work for all positions.

Although the directives mentioned above are used by organisations to eliminate job
dissatisfaction, they do not necessarily translate into employees being satisfied with their jobs.
However, following the directives lays the groundwork for employees to be motivated (Amaoko,
2011:3). It is, thus, imperative for the leaders of any organisation to create pleasant working

environments to facilitate employee job satisfaction.

Hertzberg (1987, cited in Amaoko, 2011:3), asserts that it is imperative to take care of concerns
related to motivation to promote job enhancement in the workplace. His proposition in relation
to the above concerns will ensure that each job fits each job holder, which in turn, help to

ensure job satisfaction.
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In general, employees tend not to be satisfied with their job, be it in some facet(s) of their job,
or the whole job. Such dissatisfaction is evident from the multitude of results obtained in various
studies that have already been conducted on job satisfaction. One such study, done in 2010
in the USA, indicated that employees' job satisfaction levels were at their lowest ebb of the
past 23 years (Wegrzyn, 2010, cited in Heskett, 2010). Furthermore, the dip in such levels was
seen as poor focus by individual staff members with increased emphasis on business
profitability (Akhil Aggarwal, 2010, cited in Heskett, 2010). The importance of employers caring
about their employees' happiness and job satisfaction levels cannot, therefore, be overstated
(Thornton, 2009).

According to Kerns (2008), there is evidence that greater job satisfaction, productivity and profit
is associated with employees that like their jobs because they become high performers The
researcher further asserts that securing a balance between performance and happiness could
bring about, and lead to the maintenance of, success in the workplace. Assessing the job
satisfaction levels of employees from time to time, so as to ensure that any aspect that causes
dissatisfaction is dealt with promptly is of paramount importance (Spector, 1997, cited in
Mueller & Kim, 2008:119).

Accordingto Salleh etal. (2011:32)Aiper f or mance i s viewed as the i
or one's abilityo to preferftothewayinwhidchempioyesparforrni on a
their work, which, in turn, tends to influence their service delivery either positively or negatively.

Such performance is seen as the execution of competencies to achieve productivity. According

to Robbins and Judge (2011:118), an employee's response to job dissatisfaction can be

expressed in one of four different ways, consisting of the following:

1 exit is behaviour that is directed towards leaving the organisation, including looking for
a new position, as well as resigning [exit is a destructive and active response.];

1 voice involves actively and constructively attempting to improve conditions, including
suggesting i mprovements, discus qdsomgefgmsobl| em
of union activity [voice is an active and constructive response.];

1 loyalty involves passively, but optimistically, waiting for conditions to improve,
including speaking up for the organisation in the face of external criticism, and trusting
the organisation and its manageme nt t o 6 d o t dyaty is a padsive, buthi ng 6
constructive, response]; and

1 neglect involves passively allowing conditions to worsen, including allowing oneself to

become subject to chronic absenteeism or lateness, reduced effort, and increased error
rate [neglect is a passive and destructive response].
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Hertzberg (1987, cited in Amaoko, 2011:3) suggests undertaking the following interventions to

ensure job satisfaction:

E ]

providing opportunities for achievement;
f recognising workersodo contributions;

9 creating work that is rewarding, and that matches the skills and abilities of the
employees concerned;

1 giving as much responsibility to each team member as possible;
9 providing opportunities to advance in the company through internal promotion; and

1 offering training and development opportunities, so that the employees can pursue the
positions they want within the organisation.

The attainment of job satisfaction can have a significant impact on employees' job
performance. In a study conducted by Rotenberry and Moberg (2007, cited in Ahmad et al.,
2010:259), employees who were positive about their jobs were found to perform better than
did those employees whose attitude was negative towards their jobs. Gu and Chi (2009, cited
in Shmailan, 2010:02) assert their belief that there is a "strong connection between being
satisfied at their job and their performance", the latter of which is viewed as the implementation

of an action, or one's ability to perform.

According to Salleh et al. (2011:32), job performance is seen as the execution of competencies
to achieve Aquality, quantictry,atdhusi gnggemisation'sn , de p
priority is to make job performance the primary focus of line managers, because, otherwise,
the performance level of the employees involved will deteriorate owing to the decline in their
skills, and if it does the job attitudes [job satisfaction] of employee worsen (Salleh et al.,
2011:32). An employee's level of performance is determined during job performance reviews

by an employer (University of Washington, 2007).

Kerns (2008) refers to job performancefiact i odrsi wéhatthe achi evement o
contrast, happiness is fAthe experience of fre
absence of unpl easant feelings, and a gener al
Accordingly, job satisfaction and life satisfaction can be seen to be linked. Jex (2002, cited in
Vanden Berghe, 2011:) refer to job performance as a multitude of behaviours employees are

involved during their time at work.
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The weakness of this definition lies in its failure to state whether the behaviour involved is
negative or positive, as well as in its failure to state whether the behaviours in question are
general, or specifically directed towards the job. A more acceptable definition is the one given
by Milkovich et al. (1991, cited in Vanden Berge, 2011), which describes job performance as
Aconsist[ing] of complicated series of intera
empl oyee and t hAccoadimg to Brattormana Gad. (2007:274) refers to job

performance as:

fthe set of interconnected practices which are designed to ensure that a person's

overall capabilities and potential are appraised so that important goals can be set for

work [to deliver efficient and effective s
collected and reviewed.o

The three approaches defining the dimensions of job performance, according to Milkovich et
al. (1991, cited in Vanden Berghe, 2011:24) include viewing them as a function of outcomes,
behaviour, and personality traits.

Aziri (2011, cited in Shmailan, 2010:2) suggests that the purpose of employing staff is so that

they can execute the work assigned to them both efficiently and effectively. Thus, an
organisation's priority ought to make job performance the primary focus of line managers and
supervisors. According to Salleh etal. (2011: 32) fAperformance is very i
reflect the é [ or ganlhtadvénbthahthe]levgh e jolb attitudes fjob e o
satisfaction] of employees decline so does their performance. As alluded to above, job
satisfaction and job performance are somehow related. Locke (1983, cited in Thornton, 2009)

opines that "positive job satisfaction is higher productivity".

The assertion is, however, not supported by most researchers, who believe that job satisfaction
has no relationship to job performance (Thornton, 2009:12). The adoption of a PMS by
organisations ensures that employees perform at high levels, and, as such, serve to enhance
their competitive edge in delivering services to their clients (Bratton & Gold, 2007:275; Dessler,
2011, cited in Shmailan, 2010:02). However, the success of implementing a PMS rests mainly

with employees, especially at the senior level of management.

The various job attitudes (job satisfaction, job involvement, and organisational commitment)
play a significant role in job performance. For an LA to adopt a performance culture, they need

to take the job satisfaction of their employees into account.

17



For the CoW Municipality to improve its service delivery, the job satisfaction of its line
managers had to be taken into serious consideration. The assertion is in line with the view of

Robbins et al. (2009:79) that "happy workers are productive workers".

Zelenski et al. (2008, cited in Thornton, 2009:12) indicate that people that seem to be happy
are likely to produce more. Job performance refers to the way in which employees perform
their work, which, in turn, influences service delivery positively or negatively. Such
performance, while being seen as the coming together of competencies (knowledge, skills and
attitude) to achieve organisational goals, also refers to the execution of job-related tasks by

employees.

1.8 Research methodology

Research methodology refers to the systematic theoretical scrutiny of the theory and
assumptions on which a study is based (Saunders & Rojon, 2014:3). Moreover, Saunders,
Lewis and Thornhill (2012:674) refer to research methodology as "how research should be
undertaken, including the ¢é phiedearch s pased and the
implications of the methods [involved]". According to the University of Southern California
(n.d.), research methods are "generalised and established ways of approaching research
guestions (e.g., qualitative vs. quantitative methods)". Not all methods can be applied to all
research questions, so choosing such an approach is limited by the ambit of the study

conducted.

The quantitative research design is an excellent way of finalising results, and of proving, or
disproving, a hypothesis. The current study followed a deductive (gquantitative) approach,
according to which the hypotheses involved were tested for their ability to form the basis of this
study, by means of the administration of a structured questionnaire. According to Gronhaug
and Ghauri (2005, cited in Mbundu, 2011:40), quantitative designs is used when there is a
large number of respondents in order to make accurate comparisons amongst the populations.
Quantitative research aims at testing theories, determining facts, statistical analysis,

demonstrating the relationships between aspects, and predicting findings.

To gather the required data, the researcher selected a quantitative design using a structured
guestionnaire, as has been stated above. The use of such a method seemed to be appropriate
for the study on hand. The survey research, involving the above-mentioned questionnaire, was

undertaken to assess the job satisfaction of line managers in the Cow Municipality.
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Survey research is especially appropriate for making exploratory and descriptive studies of
large populations, hence its appropriateness for the current study (Saunders et al., 2012:177).

The questionnaire survey design was chosen for the following reasons:

A it surveys large samples at a reasonable cost. In the current study, line managers in
the CoW Municipality were surveyed;

A it is relatively objective, and the personal details of the participants remain unknown,
and can be analysed statistically; and

A itis relatively easy to design and adopt.

However, the numerous problems to do with using the survey research method were
acknowledged by the present researcher, who attempted to minimise them. Details of the
problems and validity issues relating to such use are discussed in depth in Chapter Four.
Furthermore, the respondents were assured of the confidentiality of their personal details, and
the study was edited to protect the identity of the individuals concerned before its circulation

to the organisation's management.

The most important aspects of the research methodology adopted in the case of the current
study included the following: the research objectives; the research process, consisting of the
research philosophy and approach, the research design / methodological choices, the
research strategy, the time horizons, the techniques and procedures, the population, and the

sampling; the data collection procedures; and the research instruments (i.e. the questionnaire).

1.8.1 Research objectives

The research objectives were discussed in section 1.4.

1.8.2 Research process

The research process that was adopted foll owed
approach could be applied to collect the required data that was needed to answer the questions

asked, as outlined in section 4.2. The six different topics chosen represented the various layers

of the 6onion’ (Saunders et al., 2012:160).

Each layer of the research onion is discussed in detail below to justify the selection of each

element concerned, and to show how it assisted with the answering of the relevant research

questions involved.
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1.8.2.1 Research philosophy and approach
The outer | ayer of Saunder s et al . 6s (2012 1¢
philosophy that was selected, which matched the research questions of the study, which acted

as guidelines for the researchers concerned (Saunders et al., 2012:129).

However, the various views and opinions that were linked to the research philosophies
considered consisted of: positivism; interpretivism; realism; and pragmatism (Saunders et al.,
2012:129-137). A detailed description of, and the differences in, each philosophical view were

indicated in the preceding paragraph, with the comparisons of the three approaches being

di scussed in detail i n sect i ohonién MBodelrbferstetkec ond |
research approach. According to Saunders et al. (2012:129-137), the three alternative
approaches to research consist of: deduction; induction; and abduction (Saunders et al.,
2012:143-148).

After considering the various research strategies, the positivist position and the deductive
approach were chosen for the current study. The reason for the selection is that they were
found to be most suitable for the study, due to its quantitative nature. The study also needed
to test the hypotheses concerned to generate the required findings.

1.8.2.2 Research design / methodological choices
The research design refers to the overall strategy that is chosen to integrate the different
components of a study both coherently and logically, thereby ensuring that the research

undertaken will adequately address the research problem involved (Saunders et al., 2012:40).

According to Jensen and Laurie (2016:4), a research design serves as a roadmap for a study,
to help ensure the maintenance of a feasible and appropriate path. For the current study to

attain its objectives, as discussed in section 4.2, aresearch design was required to fit the study.

Saunders et al. (2012:159) refer to a research design as the plan, structure and strategy for
investigating what information was obtained from the research participants to provide answers
to specific research questions, to address a research problem, or to test a hypothesis.
Moreover, Blanche et al. (2010:34) refer to a research design as framework of strategic nature
that acts as a facilitator between the research questions and the implementation of the
research. The above definition is supported by Dahlberg and McCaig (2010:30), who recognise
a research design as being "an overarching strategy for unearthing useful answers to

problems".
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Study designs consist of both quantitative and qualitative methodological approaches.
According to Flick (2009:26), a researcher may choose one (mono approach) or two
approaches in the same study, with the approach concerned being known as hybrid or mixed

(multiple).

According to Dahlberg and McCaig, (2010:22) qualitative research refers to non-numerical

dat a, whi ch -diepa¢ Ihu dierst efiivin e w, f ocus groups/ gro
Quantitative research, which concerns numerical data, depends on counting and on statistical

analysis, which can include postal questionnaires, and online and structured interviews

(Blanche et al., 2010:47; Dahlberg & McCaig, 2010:22; Jensen & Laurie, 2016:12). The

research design espoused for the current study was the quantitative research approach.

1.8.2.3 Research strategy

Research strategies are manifold, as they give orientation to a study, while relying on an
established structure for the research design (Jensen & Laurie, 2016:15). In general, a strategy
is an action plan to accomplish an objective" (Saunders et al., 2012:172). The survey research
strategy was chosen for the current study, due to it being associated with the deductive
approach selected for the research.

1.8.2.4 Time horizons

The amount of time that was available for the current study was an important factor to consider,
as it entailed having to be limited time wise in regards to the undertaking of the research.
Saunders et al. (2012:190-191) and Bryman and Bell (2007:190-191) distinguish between two

opposing time horizons, the longitudinal analysis and the cross-sectional study.

Given the time constraints for the study, the cross-sectional research approach was selected
to provide a 06snaps hfemployeesfunderbtandirg and aneawarendssof e | s ©
their job satisfaction levels, as well as of their degree of job involvement, and the extent of

organisational commitment shown during the implementation of the PMS.

1.8.25 Techniques and procedures

A study must have an explicit plan in place, including consideration of the techniques
(sampling, data collection and analysis) to be used in selecting the participants who are
required for the study (Blanche et al., 2010:48).
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The current study used a questionnaire as a technique for sampling, data collection and

analysis. The technique is expanded on in subsection 1.9.4 below.

1.8.2.5.1 Population
A population represents the group about which a study is designed to generate knowledge
(Jensen & Laurie, 2016:88).

It is evident from the above that a population is a group of elements from which a researcher
selects a sample with regards to which he or she might like to generalise the findings made
(Saunders et al., 2012:190-285). Henn, et al. (2006:129) simply put it as "the entire group that
you want to study”. A population represents the entire group of people, and, if the group is
small, then it becomes possible to study the individual members of the population (Kumar,
2012:193; Jensen & Laurie, 2016:88).

1.8.2.5.2 Research Sampling

Sampling is the process of selecting units (e.g. people and organisations) from a population of
interest, so that, by studying the sample, results may reasonably be generalised back to the
population from which they came (Bryman & Bell, 2007:180-182). The research objectives set
and the questions for a study determine the nature of the sample required (Saunders et al.,
2012:158).

Careful decision-making regarding the sampling size is required before selecting the
respondents involved, so as to ensure that the research concerned is neat and of sufficient
empirical depth. The selection of the sample size was based on the guidelines suggested by
Saunders et al. (2012:266).

Two sampling techniques exist, namely non-probability and probability sampling (Saunders et
al., 2012:158). Probability sampling (or representative sampling) is a sampling technique in
terms of which the required samples are gathered by means of a process that gives all the
individuals in the population an equal chance of selection (Jensen & Laurie, 2016:93). A non-

probability sample is a fisample that has not be
0Br yman & B e IForthis &u@y) mon-gréability sampling (volunteer sampling) was

selected and used. The volunteer sampling (self-s el ecti on sampling) allo

decide if they are interested to participate in the research (Saunders et al., 20012:289).
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1.8.3 Data collection procedures

The collection of data for the current study took place through the administration of the Job
Descriptive Index (JDI) and JIG measures (questionnaires) consisting of only closed-ended
guestions. The questionnaire contained two sections, namely Section A that was designed to
elicit demographic information from the respondents, and section B, containing statements that
were directed at evaluating the participant's job satisfaction. The use of a questionnaire was
preferred to other methods, as the employment of such a tool is relatively inexpensive and

efficient. Also, the results obtained were easily quantifiable and facilitated statistical analysis.

Further more, the use of a survey qgquestionnair
established validity and reliability, relative ease of administration, and user- friendliness, as
well as because it had previously been used extensively by other researchers.

The demographical information (section A) obtained enabled the researcher to analyse the
participants’ responses according to the grouping of the individual information of each
respondent, such as age, gender, level of education, and length of service in the CoW
Municipality. Section B of the questionnaire contained statements to which the interviewees
were required to respond.

The JDI measured the individual's satisfaction with different facets of their jobs, such as the
work itself, their pay, promotion opportunities, supervision and relationships with their co-
workers. The JIG scale measured the respondentsé over al | l evel of sati:
Both the aforementioned measures were administered in paper-and-pencil format, while some

were electronically distributed, via email or online survey (BGSU, 2009:3).

The JDI and JIG measures consisted of short lists of phrases and adjectives describing

di fferent facets of the job, or the overall i
duncertaind in response t o eAa dly ewwddr d ecsrp osnlscer tmeg
adjective or phraseconcer ned described the job situation |

meant that the adjective or phrase was not considered to describe the job situation, and
unknowndé meant that the respondent could not
applicable to their job situation (BGSU, 2009:3).

The information obtained enabled the researcher to analyse the data given, to work through

the findings, and to devise recommendations, as are given in chapters Five and Six.
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1.8.4 Research instruments (i.e. the questionnaire)

The JDI and JIG questionnaire is unique amongst measures of job satisfaction, because of its
continual revision. The original version of the questionnaire was published in 1969. Since then,
the scale was revised in 1985, 1997, and, most recently, in 2009 (Lake et al., n.d.).
Furthermore, the questionnaire has demonstrated excellent reliability and validity as a
research instrument over the years (Lake et al., n.d). A detailed discussion of the selection and

description of the instrument is given in Chapter Four.

The questionnaires were self-reported measures of job satisfaction, in terms of which the JDI
scale was used to measure the amount of job satisfaction experienced in terms of different
facets of the job situation (the work itself, the pay, the opportunities for promotion, the nature
of supervision, and the relationships with co-workers), and the JIG scale was used to measure
the overall degree of job satisfaction experienced.

Obtaining an individualised picture of job satisfaction was, thus, feasible, as well as was
securing an accurate measurement of the level of job satisfaction prevailing among groups of

individuals, in terms of numerous workplace factors.

As the researcher opted to administer the questionnaires electronically, they were distributed
via email, together with a covering letter to all the respondents, since all the participants

concerned had access to email facilities.

The respondents were required to print out, and to complete, the questionnaire, after which
the researcher collected the completed questionnaires in person. The collected data are

presented as follows:

A frequency tables have been used for the demographic information in section A; and

A figures and tables have been used for the research questions in section B.

1.9 Ethical considerations

Since the study involved the employees of a particular institution, it was important to consider
the ethical issues involved. This will ensure that the required ethical standards were met, as
suggested by Bryman and Bell (2007:127) and that they are associated with integrity of a piece

of research and of the disciplines that are involved. Ethics in research refer to the behavioural

values associated with researcherods be®davioutrhe

research (Saunders, et al., 2012:226).
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Struwig and Stead (2003, cited in Naanda, 2010:88) opines that Research ethics provides
moral guidelines to researchers on how to conduct research, thus helping researchers to avoid
scientific misconduct such as distorting and inventing data, plagiarism, publishing other
researchers' work as their contribution without acknowledging the source, failing to maintain

anonymity and confidentiality to the respondents, and falsely reporting results.

Bryman and Bell (2007:127) opine that ethics in research cannot be disregarded, because they
relate to the integrity of the study and the broader field within which it resides. Given the above,
a high standard of research ethics was maintained throughout the current study. Additionally,
plagiarism was avoided (Bryman & Bell, 2007:120-133), as well as was the preventing of harm
to the participant, i nvasion of privacy,
consent was also ensured, as suggested by Diener and Crandal (1978, cited in Bryman & Bell,
2007:132).

1.10 Scope and limitation

The current study was limited to determining the job satisfaction levels of line managers in the
CoW Municipality. The fact that the study was only conducted in one municipality could impact
on, or even limit, the Generalisability of the research findings obtained in relation to other

municipalities.

Due to the limited amount of time that was available for the study, the research concentrated
on only one municipality, as it was impossible to conduct a study on all the Namibian
municipalities. During the study period, the environment was uneasy, due to a deadlock on the
harmonisation of job grades that occurred at the time. Hence, the adverse situation might have
influenced the responses that were obtained, as there was constant uncertainty and

indecisiveness during the job evaluation (JE).

Time constraints could also have had an adverse impact on the present study in terms of the
participants having to take the time to respond, as the period during which it was undertaken
was impacted on by the wage negotiation occurring at that stage. In general, the focus of the
study was on CoW Municipality employees, who were subject to the Paterson grading system.
The study was, therefore, largely dependent on the honesty, sincerity and integrity of the

respondents concerned.
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1.11 Significance of the study
Every leader has to ensure that employees are well taken care of while they are at work.
Employees have to be seen to perform their duties within an expedient working environment

in which they are satisfied with their jobs.

To enhance productivity, it is necessary to ensure that employees are satisfied with their jobs.
To be able to achieve such job satisfaction, the leaders involved need to know what contributes
to the job satisfaction, or job dissatisfaction, of those employees who are under their charge.
The significance of the present study was to investigate and highlight the levels of job

satisfaction amongst line managers at the CoW Municipality.

Therefore, the study recommended to the CoW Municipality top management how to improve
the job satisfaction of the employees concerned. The results of the study might be of value to
executives in understanding what causes individual job satisfaction and dissatisfaction.
Further mor e, the studyoés value might i e
performance, and how the latter can be encouraged and promoted within the organisation. In
respect to the above, firstly, the present study provides an enhanced understanding of the
issues of motivation, attitude (job satisfaction), and organisational and job performance

through the literature review that was undertaken in the associated research.

Such knowledge is likely to contribute to determining the employees' readiness and
receptiveness that are necessary for their successful participation in the implementation of the
new PMS, as reflected by their prevailing levels of job satisfaction. An organisation's human
capital can become its competitive advantage, and, therefore, job satisfaction and its influence
on job performance are crucial to the CoW Municipality's service delivery. After all, regardless
of any technological advancement, the CoW Municipality still depends on its human capital for
effective service delivery. Hence, it might no longer be feasible to consider an individual's level

of job satisfaction in isolation from their job performance.

Furthermore, the present study, in addition to assessing and describing the prevailing status
quo, also provided critical insights that could prove necessary in assisting the Cow Municipality
to revisit and address identified issues that are vital, namely the attaining of employee job
satisfaction and, ultimately, their efficient job performance and service delivery. The study
provides comprehensive insight into the state of | i n e malavalgaf jobssétisfaction, and

what impact their job satisfaction was having on their performance.
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The CoW Municipality could benefit from the present study of the job satisfaction levels of their
employees, especially if, and when, actions are taken on the findings and recommendations

of the study to ensure the following:

that no finances are wasted on poor performance that could have been prevented,;
the guaranteeing of the provision of quality service to the ratepayer;

the proper implementation of future amendments to the PMS; and

To o Do I»

the recruitment of employees with the right attitude.

Secondly, the study was expected to inform the executive team of the CoW Municipality about
the degree of job satisfaction among line managers. Such information could have been
evidence of their buy-in (acceptance) and/or resistance (rejection) to the proposed PMS, with
their approach having subsequent effects on the related implementation thereof.

Thirdly, the researcher benefited from the study, in that he developed an in-depth
understanding of the topic, as it provided a wealth of information. Fourthly, the study could
prove beneficial to other researchers who wish to conduct similar studies, as they can acquire
background information from the results of the study, which could serve as a guideline for the
modification of their own research. The study could add to the growing body of knowledge in
the field of work attitude and performance. The results of the study could also serve as a guide

to other researchers who would like to embark on a study of a similar nature.

Lastly, the issues identified could further inform recommendations regarding certain areas that
researchers can investigate to establish the variables underpinning job satisfaction and job

performance.

1.12 Outline of the thesis

The introductory chapter has served to introduce the subject matter at stake, to set the relevant
context, and to provide the purpose of the research. The thesis is divided into nine chapters,
which serve as a route map guiding the reader through the rest of the thesis. As such, brief
details of the content of each chapter are given in such was to present an overview of how the

storyline of the research unfolds.

The first three chapters after the introduction are made up of the literature review, a description

of the background of the municipality, and a depiction of the research methodology.
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The following five chapters encompass the sections revealing, discussing and analysing the
results, and the making of conclusive remarks and recommendations. A summary overview of

the study concludes the thesis.

1.12.1  Chapter One: Background to the research problem
Chapter one has provided an overview of the concepts being researched in the current study,

namely job satisfaction and job performance.

The chapter has briefly highlighted the background to the study, the problem statement, the
purpose of the study, the research objectives, and the questions and hypotheses of the
research. The researcher's assumptions, the theoretical framework, the significance of the
study, its scope and limitations, and its methodology are provided, ending in the chapter's

outline.

1.12.2  Chapter Two: The literature review
Chapter two gives the context of the research topic. The chapter consists of a literature review
that highlights the theories of motivation, job satisfaction and job performance within a relatively

wide context.

Firstly, the chapter commences with a discussion of the concept of the motivation process and
its various definitions, and how they relate to job satisfaction and job performance. The chapter
further reviews the relevant literature, and critically reflects on the relevant content theories, as

well as on the subject matter that has generated on going empirical study over the decades.

Secondly, the chapter discusses the concept of attitudes and behaviour at work and its related

definitions, followed by the components and causes and types of employee job attitudes.

Thirdly, job satisfaction as a work attitude is discussed, with its related definition being
introduced, followed by a discussion on how to measure job satisfaction, the causes and
consequences of job satisfaction, and the effect of positive or negative job satisfaction in the
workplace. Fourthly, the concept of PM and the related definition of job performance are
introduced, followed by discussions on the management of organisational performance,
including the meaning of performance and PA, team performance, the individual, the role of
line managers in individual performance, the psychological contract (PC) and job performance,

ending in a summary of the chapter.
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1.12.3  Chapter Three: Overview of the Municipal sector in Namibia

Chapter three deals with overview and background of the Municipality sector in Namibia. The
above is followed by a discussion of the CoW Municipality and its operations and staff
management, the PMS at CoW Municipality as an essential element of local government
modernisation, how the perceived research problem is experienced, the shortcomings of the
performance, the PA in the municipality, the decision to change to a new PMS, and the nature

of the adopted PMS, ending in a summary of the chapter.

1.12.4  Chapter Four: Research design and methodology

Chapter four, the researcher identifies and discusses the research design and methodology
used, including the research objectives and questions, the process (including the philosophy
and approach), the research design, the nature of research design, the research strategy, the
techniques and procedures, the data processing and analysis, the time horizon, the
guestionnaire validity and reliability, the limitation and delimitation of the study, and the ethical

considerations concerned.

Further detailed discussions focus on the research instruments and questionnaire used, the
population and sampling, the administrative procedures involved, and the statistical data

analysis undertaken.

Furthermore, the chapter explains the modus operandi employed by the researcher to test the
theoretical propositions of the study. To that effect, the systemised rules, procedures and
practices involved are propounded. The sampling, with its accompanying sample size and
sample-specific properties, are mapped out. Moreover, the collection, capturing, analysis and

interpretation of the data are concisely and thoroughly presented.

The chapter concludes the above-mentioned discussions with an array of measuring
instruments, including the JDI and JIG questionnaire, and the data analysis, using the chi-

square test, t-tests, correlation, and multiple regressions.

1.12.5 Chapter Five: Data analysis and research findings

Chapter five illustrates the results of the study that emerged from the data analysis. The
descriptive statistics, in terms of the demographic data, the frequencies, the means, the
standard deviations, the analysis of variance (ANOVA) and the correlation among participants

are presented together with figures and tables.
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1.12.6  Chapter Six: Discussion of results

Chapter six presents a detailed interpretation and the findings of the study in the sequence in
which they were reported, with discussions of the descriptive statistics being reported first, so
as to give a biographical overview of the sample data involved. The above is followed by an
interpretation of the outcomes of the scores on the six items contained in the JDI facets and
on the JIG scale. Through the discussions, the testing of the hypotheses and the assumptions

made are discussed and clarified, with the appropriate conclusions being drawn.

1.12.7  Chapter Seven: Conclusion and recommendations
Chapter seven draws concluding remarks about the research aims and questions, with a
critical evaluation of the methodol o g vy , and a discussion of the s
opportunities for further research. Furthermore, the study concludes by summarising the
findings and the specific recommendations made based thereon.

1.13 Chapter summary
The current chapter has provided an introduction and the background to the study, along with

the detailing of the objectives for undertaking the study and related questions.
The above was followed by the research hypotheses and assumptions, the theoretical
framework, the significance of the study, the research methodology and design, validity and

reliability issues, the limitations of the study, and, finally, the layout of the chapter.

The following chapter, Chapter Two, reviews the literature on job satisfaction and job

performance.
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CHAPTER TWO
LITERATURE REVIEW

2.1 Introduction

The most significant challenge that is posed to the contemporary management of human
capital is the maintenance of employeesd moti Ve
empl oyeesd |l evels of job sati sf actthesolepurposed i n i
of motivation being to increase the efficiency, the effectiveness, and, ultimately, the productivity

that could culminate in quality service delivery.

In contrast, employee job satisfaction (job attitude), or lack thereof, influences the performance
of employees that leads to either excellent or poor service delivery. The motivation, job
satisfaction and job performance of employees are important tools whereby management can
achieve organisational goals and objectives (Mullins, 2010:252). It is, thus, important for
management to keep employee motivation high, so that the employees may exhibit high
performance levels. Employee motivation and job satisfaction are intricately linked, though

there are differences between the two, which are highlighted in the current chapter.

Chapter Two provides insight into contemporary literature reviews and thoughts by
researchers related to the research covered, especially in the areas of theories of motivation
and employee job satisfaction, with the latter being the most important employee job attitude,

and its relationship to job performance.

The chapter is divided into various sections, starting with the introduction, and continuing with
a discussion on motivation in the workplace, the motivation process, the definition of
motivation, and content theories of motivation. Furthermore, the chapter also discusses job
satisfaction as a work attitude, and defines t
the different types of job satisfaction, and of contemporary research on the general satisfaction
of employees, and on how to measure employee job satisfaction, as well as on the causes of

job satisfaction/dissatisfaction.

Finally, the chapter discusses job performance, with the discussion being inclusive of
managing organisational, individual, and team performance, the role of line managers, job
satisfaction and performance, and the PC. In conclusion, Chapter Two ends with a summary

of the chapter.
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2.2 Motivation in the workplace

Motivation inspires people to act in a particular manner (Smit et al., 2008:338). Successful
organisations aspire to employ the best and the most highly motivated workers who are

available in the labour market. Motivated employees are welkk nown t o be fAcharac
high productivity, better quality of work with less wastage, and [to have] a greater sense of
urgencyo (Ril ey, 2M0dvatedworkeesn do | ess wel |

Researchers have, over the years, devised various theories to discover what motivates
employees, and considered how they can employ the findings to raise employee motivation

levels, so as to improve their performance and satisfaction (Smit et al., 2008:337). Motivation

in the workplace is primarily seen as the driving force behind human behaviour regarding their

work (Smitet al ., 2008:338), with it varying fiboth
di fferent timesodo (Robbins & Judge, 2011:238).

e a r | Attempt[s] tdunderstand why people act in particular ways and seek[s] to draw general
conclusions from individual caseso. The chall e
motivated employees for their organisations, so as to ensure sustained performance that

ultimately translates into efficient service delivery.

Throughout the analysis of the literature surrounding employee performance, it has become
evident that some factors associated with employee motivation are also related to employee
job satisfaction (job attitude) and performance. According to Amaoko (2011:1), employee job
satisfaction (job attitude) is somehow linked to the motivation of employees that leads to

effective and efficient performance, which is relatively difficult to achieve.

It is, however, vital to take into account that motivation alone cannot influence performance.
Smit et al. (2008:339) suggest that the relevant factors to be taken into consideration in this
respect are fAmotivation (goal or desire), abi

opportunitytop er f .or mo

Furthermore, the aut hor e Mptivation m Abilitn® @ppartanityi=on a's
Perf ormancedo Then again, according to Mullins (
level and motivation (performance = function (ability x motivation). Motivation, in the current
study, was confined to the analysis of the worker's psychological level alone, with other forms
of motivation, therefore, not forming part of the discussion. According to Robbins and Judge
(2011:238), motivationisr egar ded as fa process that account

direction, and persistence of effort toward attaining a goal".
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221 The motivation process

Due to the multiple needs that the same people have at any one time, it is virtually impossible
to satisfy them all simultaneously. As soon as the one need is satisfied, the ensuing need
becomes apparent (Smit et al., 2008:338). The motivation process shown in Figure 2.1 below,

is the one advocated by Smit et al. (2008:338), was adopted for the current study.

Need Motive Behaviour Consequences Satisfaction/Dissatisfaction

T Feedback

Figure 2.1: The motivation process

(Adopted from Smit et al., 2008:338)

In its simplest form, the motivation process begins with a need, which emanates from an
individual's perception of a deficiency that they have (Smit et al., 2008:338). While general
motivation is concerned with any need, the current study narrows the focus to organisational
needs that are reflected in work-related behaviour. For instance, an employee might feel the
need for more challenging work, for higher pay, for more time off, or for the respect and
admiration of their colleagues. His or her desire (motive) is, consequently, to attain an above-
average performance score. Such needs lead to thought processes that guide an employee's
decision to satisfy them, by means of following a particular course of action (behaviour).
According to Schulze and Steyn (2003, cited in Teck-Hong & Waheed, 2011:4-5) " ¢é i n or d
to understand people's behaviour at work, managers or supervisors must be aware of the

concept of needs or motives, whicé wil.l hel p ot

The motivation process concerns the unsatisfied need of an individual, with the need
eventually leading to a state of tension that is followed by an unspecified amount of effort,
depending on the extent of the pressure that is required to satisfy the need. The result can be
poor or excellent performance from the employees. It is, thus, essential for management to
understand why some employees perform better than do others during different situations and
at different times. The consequence of the above-mentioned behaviour could lead to a person
being either satisfied, or dissatisfied. If an employee's chosen course of action results in the
anticipated outcome and reward, that person would, likely, be motivated by the prospect of a
similar rewarding act in the same way in future. The need of an employee might motivate him

or her to engage in a particular form of behaviour.
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He or she may then decide to work overtime, so that they exceed their allotted targets.
Furthermore, the employee might be satisfied if he/she receives a bonus, but dissatisfied if
they do not. However, if an employee's actions do not result in the expected reward, they are
then unlikely to repeat the same behaviour as a result of dissatisfaction. It, therefore, appears
that the reward acts as a feedback mechanism to help the employee to evaluate the

consequences of their behaviour when considering future action.

If the employee remains dissatisfied, his/her need remains unsatisfied, and the motivation
process commences from the beginning again. The sole purpose of employing people is to
obtain the performance of work. Thus, the primary duty of line management, after the
employment of an individual, is to ensure that their subordinates perform to the best of their
ability (Robbins et al., 2009:19). Mol (2008:8) concurs with the authors mentioned above, but
also states that employees function at one of three basic levels:

1 fminimum level: doing less than what is required,;
1 expected level: doing what is required; and

! Maximuml|l evel : doing more than what is requirec

Employees at the first level are prone to make errors, to be tardy, and to do poor-quality work,
with some of them even being ill-disciplined. Employees at the expected (second) level do
what is required from their superiors, with nothing more and nothing less. Employees at the
third and last level perform way beyond their targets, exerting effort to satisfy the requirements
of their workplace (Mol, 2008:9). Such employees are also characterised by taking the
initiative, by applying their competencies, and by employing extra effort to achieve
organisational goals i such employees are deemed motivated. Furthermore, Mol (2008:7)
indicates that, when employees do a job solely for the sake of being paid, they are moved,
rather than motivated. The author further suggests that motivated employees enjoy their work,

and are completely involved therein (Mol, 2008:6).

In conclusion, Mol (2008:9) opines that motivation stems from the design of work that makes
workers proud of their achievements. Kusin (n.d) cited in Mullins (2010:253), opine that "work
is about letting people know they are important,thei r har d wor k and efforts
doing a good job. And this kind of recognition, in fact, can sometime be more important than
money. Thus, motivation can reward employees what they really want most from work. In

return managers can expect productivity, quality and service.
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2.2.2

Definitions of motivation

The meaning of the Latin word motivus i s 6 a

moving causebo, wi t

stemming therefrom (Herbert, n.d.). In contrast, Smit et al. (2008:338) state that the meaning

of the Latin word moverei s 6t o movedod,

Table 2.1: Definitions of motivation

with the word 6moti

h

vV a

Definitions Source
1 AA passion to work f or r|Huczynskiand Buchanan (2007:147)
money; a propensity to pursue goals with energy
and persistence0
2 AANn inner desire to sati|Smitetal (2008:337)
3 ifThe processes that acco| (2011, 2014:216)
intensity, direction, and persistence of effort toward
attaining a goal o
4 A[F]orces acting either Herbert and Cofer, (n.d.)
initiate behaviouro
5 AThe forces within an i n|Schermerhornetal (1985, citedin
level, direction and persistence of effort expended at | Amaoko, 2011:1)
wor ko
6 AMotivation is the c¢r eat]|Chartered Management Institute (n.d.,
working environments that enable people to perform | cited in Mullins, 2010:253)
to the best of their ability"
7 "[A]ln internal force, dependent on the needs that Teck-Hong and Waheed (2011:75)
drive a person to achieve"
The various definitions of the concept Omotivat
understanding. The definition of motivation that was adopted for the current study was the
systematic workplace process that influences

leading to sustained employee performance.

2.2.3

Theories of motivation

Theories of motivation can be utilised to elucidate the behaviour and attitude of employees,

hence the many challenging theories that have arisen in an attempt to clarify the concept of
motivation (Mullins, 2010:259).

Motivation theories seek to explain why employees are motivated by, and satisfied with, one

type of work and not with another. As was stated in 2.2.1 above, it is essential for managers

to have a basic understanding of what motivates employees, because highly motivated

employees are more likely to produce superior quality products or service than do employees

who lack similar motivation (Mullins, 2010:259).
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Furthermore, the author opines that theories cannot predict specific behaviour, but can only
suggest possible actions that might be taken under specific circumstances. This is so because

a variety of factors need to be taken into consideration.

Table 2.2 below classifies the different theories of motivation that were available at the time of
the study. However, the current research discusses only the four content theories of motivation
that dominate current organisational thinking (Smit et al., 2008:314; Mullins, 2010:259-277).

Table 2.2: Classification of motivation theories

Content theories Process theories Reinforcement
theories
Focus 1 Identifying the needs 9 The process of goal- Behaviour as a
that employees want to setting; and function of its
satisfy; and consequences.
9 Evaluating the levels of

1 Determining the factors satisfaction attained after
that influence employee the achievement of
behaviour. goals.

Theories T Masl owds hi et Equitytheory; and Reinforcement

needs model; theory.

1 Expectancy theory.
T Her zber-péts t
theory;

T McClell andés
achievement motivation
theory; and

T Al derferds m

hierarchy model.

The content theories of motivation explain the underlying forces determining why people
(employees) have different needs at different times. Employee attitudes are positively

influenced when employers notice what motivates the employee (Smit et al., 2008:340).

224 Content theories of motivation
The content theories are grounded on the supposition that people have an individual need,

which serves as their motivator (Teck-Hong & Waheed, 2011:75). Before discussing motivation

theori es, it i s essent iealr gnlishr @xford Living Mictidnariase t h e

(EOLD)(n. d.) define the term O0theoryd as fa

somet hing, especially based on gener al pr

suppo

i ncip

The Cambridge English Dictionary (CED) (n.d.) definet he ter masst heomgdhir

suggested as a reasonable explanation for
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Robbins et al . (2009:523) define the term 6th
concepts or hypotheses that purport to explain and predict phenomena". The
BusinessDictionary (n.d.) define the term theo
accepted facts that attempts to provide plausible or rational cause-and-effect (causal)
relationships amongagroup or observed phenomenono. |t sai

Greek work t h o ragpectator).

Research conducted over the years by academics has resulted in them developing theories of
workplace motivation (Sandilands, n.d.). Each of the theories concerned proposes the taking
of a particular approach to the causes and effects of worker motivation, with all the approaches
involved having been used before, with some degree of success. Mullins (2010:253) opines
that fithe purpose iosf tnootpirveadtiicotn btienemwentdbesries] at t i

of motivation discussed in the current study include:

1 the hierarchy of needs modelby Ma s;| owo s
1 the modified need hierarchy modelby Al d;er f er 6 s
9 the two-factortheoryHe r z bjeandg 6 s

1 the achievement motivation theory Mc Cl el .l andd s

Based on a review of motivation theory, Mitchell (n.d., cited in Mullins, 2010:253) identified four

common characteristics underlying the definition of motivation:

1 motivation is typified as an individual phenomenon. Each person is unique, and all the
major theories of motivation allow for their uniqueness to be demonstrated in one way
or another;

1 motivation is usually described as being intentional. Motivation is assumed to be under
the wor ker 6s havioursg thao dre infleemced by reotivation, such as the
amount of effort expended, are seen as choices of action;

1 the two factors of greatest importance to motivation, which is multifaceted, are: (i) what
gets people activated (arousal); and (ii) the force of an individual to engage in desired
behaviour (in terms of direction or choice of behaviour); and

1 the purpose of motivational theories is to predict behaviour. Motivation is neither the

behaviour itself, nor is it the performance. Motivation concerns action, and the internal
and external forces that influence a person's choice of action.
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As discussed above, content theories refer to employee needs that are seen as shortages
that invigorate, or that initiate, attitudes that fulfil the identified needs. It is evident that the
stronger the needs concerned are, the more motivated the employee is to satisfy them. In
contrast, a satisfied need does not translate into a motivated employee, as needs cannot be
viewed in isolation (Smit et al., 2008:339). The content theories of motivation are part of the
body of management theories designed and implemented to assist and bolster employee
performance, and, ultimately, quality service delivery. They emphasise what motivates

employees.

2241 Mas | o w6 schyhoif reeeda theory

One of the earliest and best-known content theories is the needs hierarchy theory developed
by psychologist Abraham Maslow (Smit et al., 2008:340; Robbins and Judge, 2011:239).
Robbins et al. (2009:145) and Robbins and Judge (2011:239) state that all humans have five
levels of needs. The different levels, from highest to lowest, are needs relating to the self-
fulfilment, or self-actualisation, needs, esteem or egoistic needs social needs safety and
security needs and physiological needs. Figure 2.2: below, are the levels of needs, according

to Maslow:

Creativity, continued self-
development

Self fulfilment, or self-
actualisation need

Self-confidence, achievement,
competence, knowledge,
Esteem or egoistic needs autonomy, reputation, status, and
respect
Desre to creative and
Social needs productive, as well as to
compete for meaningful tasks

Protection from physical
dangers, economic
Safety and security preference for
security needs the family and a desire
for an orderly
predictable work

Food. drink. shelter,
E xistence needs air, water and relief

from pain
Figure 2.2: Maslow hierarchy of needs

(Adopted from Smit et al., 2008:340; Robbins et al., 2009:145)
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As can be seen from the above, physiological needs, which include the need to satisfy
biological requirements for food, air, water, and shelter, are at the bottom of the hierarchy. The
next tier up is constituted of safety needs involving the need for a secure and stable

environment, and for the absence of pain, threat, or iliness.

Belongingness includes the need for love, affection, and interaction with other people. The
need for esteem includes the need for self-esteem, which is realised through personal
achievement, as well as the need for social esteem through the recognition of, and respect

from, others.

At the top of the hierarchy is self-actualisation, which represents the need for self-fulfiiment,
meaning a sense that the personds pot eSmitetal
al., 2008:341; Robbins & Judge, 2011:239) theorised that each level of need must be met
before the person can begin to focus on satisfying the need expressed in the level above.

2242 Al derferods exi stence, relatedness and grow

Maslow's model laid the foundation for Alderfer's ERG need theory concerning the needs
included in his model. Robbins and Judge (2011:239) opine that the theory has the best
research support amongst the early theories, concluding that it allows for reasonably "well-

supported predictions of the relationship between achievements need and job performance".

Basically, Alderfer (1969, cited in Value Based Management.net, n.d.) simplified Maslow's
theory by re-categorising his hierarchy of needs into three different categories, existence
needs(consi st of physiol ogical and safety needs
relatedness needs (consist of social and external esteem and comprise Maslow's third and
fourth levels), and growth needs, (consist of internal esteem and self-actualisation needs and

comprising Maslow's fourth and fifth levels).

The ERG framework takes into account that the order of importance of the three types might
di ffer for each person. Hence, managers need
needs require satisfying at the same time. Concentrating on satisfying one need at a time is

unlikely to motivate employees (Value Based Management.net, n.d.).
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Figure 2.4 below illustrates, ERG needs that correspond to Maslow's conceptualisation of
physiological and safety needs.

Creativity, continued self-
Growth needs development

Self-confidence, achievement,
competence, knowledge,
autonomy, reputation, status,
and respect

Relatedness needs

Desire to creative and
productive, as well as to
compete for meaningful tasks

Existence needs

Figure 2.3: The ERG needs theory

(Adopted from Robbins and Judge (2011:239)

Relatedness needs refer mainly to Maslow's conceptualisation of belongingness needs, while
growth needs correspond to Mas | owdés conceptual i s aactuaisationo f es
needs.

Self-actualisation needs — &

Growth needs
(Psychosocial)
Esteem needs

v

Social needs

v

Relatedness needs
(Biosocial, cognitive)
Safety needs —7

Existence needs

Physiological | __/f (First-order needs)
needs
Figure 2.4: Masl owds hierarchy of needs witt

(Adopted from Swanepoel et al., 2008:325-327)
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Unli ke Masl owds theory, whi c h poodd ficst be satisfed t h at
before the higher level needs are, the ERG model postulates that needs are satisfied as, and
when, they occur. Thi s emanates from the assertion that
may d Blanageniemt.net, e.ch)clfiihe existénad u e B«

and relatedness needs have been satisfied, but growth need fulfilment has been blocked, the

empl oyeesd) needs

individual will become frustrated, and relatedness needs will again emerge as the dominant

source of motivation.

According to value-based management. net (n.d.), the frustration-regression principle relates

to when a fAhigher | evel need remains unful fill e
that appear easier to satisfyo. The pwmorkplacei pl e
The author g gramheopporturitiestare ndt provided to employees, they may

regress to relatedness needs, and socialise more with co-workersa The more co-workers

socialise at the workplace, the more productivity suffers. Itis the duty of management to identify

such behaviours earlier and to take actions to satisfy the frustrated needs of the employees to

enable them to come back on track with their growth.

2.2.4.3 Herzberg's two-factor theory of motivation (model)
Oneoftheearli est t heories of | ob sfatorithedryawhichiisbelieveds He r :

to encompass a practical approach to employee motivation (Teck-Hong & Waheed, 2001:76).

Herzberg (1950, cited in Smit et al., 2008:343), Robbins et al. (2009:14) and Robbins and
Judge (2011:240) indicated that Herzberg condu
bet ween job satisfaction and productivityo, us

nine companies in the United States.

According to Teck-Hong and Waheed (2011:76), the above-mentioned professionals were
asked to describe experiences in which they felt either extremely bad or outstanding about
their jobs, and to rate their feelings on the experiences. Herzberg concluded that aspects that
impact on job satisfaction differ from those that influence dissatisfaction, hence the name that
was assigned to hisfabeorymodbel &g ( HéSmibet avg , 19"
2008:343; Robbins et al., 2009:246; Robbins & Judge, 2011:24; Teck-Hong & Waheed,
2011:76). Hertzberg (1969, cited in Teck-Hong & Waheed, 2011:76) indicates that the
significant finding of his research was that the events that led to satisfaction were,

unsurprisingly, of an entirely different kind from those that led to dissatisfaction.
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According to Teck-Hong and Waheed (2011:76), Hertzberg found that real feelings are

commonly associated with the job content (referring to hygiene factors) such as "interpersonal

relationships, salary, super wiarethaseelemants thatarenp any

built into the job itself, "such as achievement, recognition, responsibility and advancement".
Motivating factors are intrinsic factors, such as a sense of achievement, recognition, the work
itself, responsibility and advancement (in relation to personal growth), that contribute to the job

satisfaction of employees and that are directly related to job content.

According to Herzberg (1950, cited in Smit et al.,, 2008:343), hygiene factors include:
organisational policy; administr at i o n; status; job security;
supervisor; salary; work conditions; relationships with peers and subordinates; and personal
life. If not adequately considered, the factors can contribute to job dissatisfaction that is related
to the job context.

Furthermore, the author states that the consideration of hygiene factors in the work
environment can help to eliminate resentment, with the absence of such consideration possibly
causing dissatisfaction. The failure to take hygiene factors into account in the workplace is
associated with negative feelings of the employees, thus detracting from their motivation.

The hygiene factors are similar to Maslow's lower needs, with their consideration being
regarded as contributing towards the prevention of dissatisfaction (Smit et al., 2008:343). One
set of factors entails those which, if absent, can cause dissatisfaction. Figure 2.3 below

illustrates the motivator and hygiene factors.

MOTIVATOR FACTORS

Achievement
Recognition
The work itself
Responsibility
Advancement

Satisfied

AREAS OF SATISFACTION

Not satisfied

Not dissatisfied HYGIENE FACTORS

AREAS OF DISSATISFACTION | ©Organisation& policy
Supervision

Salary
Working conditions
Dissatisfied Interpersonal relationships

Figure 2.5: The model of Herzbergd $wo factor theory

(Adopted from Smit et al., 2008:345)
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Amaoko (2011:2) argues that the motivation-hygiene model, as discussed above, postulates

t hat fempl oyee motivati on i sfacadcwith ehallengingvolite n e n

enjoyable work where one can achieve growth, and demonstrate responsibility and advance

in the organisation?o. The researcher concl

achieved when an employee's efforts are rewarded.

The above-mentioned two types of satisfaction are different, as is shown later on in the current
study, with it helping to look at jobs from both points of view. An example of the above is that,
if there is dissatisfaction with the current job, one must consider to what extent such
dissatisfaction is due to the kind of the work involved. Consideration must also be given to
what extent the dissatisfaction is due to the conditions of the work being done. If this is the
case, the dissatisfaction involved can be regarded as intrinsic to the job.

The above assertion calls for an alternate solution after the dissatisfaction was found to be
extrinsic in nature. Such extrinsic discontent is the focus of the current study. Job expectations,
thus, clearly influence job satisfaction. Job expectations refer only to what an employee
expects from a job, such as responsibility, satisfaction, and good pay.

If employees have high expectations of their job, they are likely to think that the outcome of
their work will be positive, but if they keep their expectations of their job low, they will tend not

to be disappointed about any negative outcome therefrom.

In a study conducted by Winer and Schiff (1980, cited in Teck-Hong & Waheed, 2011:76),
using Herzberg's two-factor theory, they found that achievement was the highest rated
motivator of all acknowledged motivators. The contri buti ons made
were significant in encouraging the acceptance of the concept of motivation in the workplace.
The contribution made by his study reinforced the understanding of the applicability of

Masl owds phi | dicaleenbeyn the workalace.r a

The study further drew prominence to job-centred factors in regard to the motivation of
employees, resulting in the awareness of the concept of job enrichment in the workplace.
Herzbergbs research al wry pag bas eelatlvelyslitilee idfluebck an
motivation. Accordingly, supervisors could not only consider hygiene factors as stimulating
motivation, which they might, in particular situations, not do, but they could also seek to
facilitate the implementation of motivators to ensure motivation of their subordinates (Jones &
Lloyd, 2005, cited in Smit et al., 2008:344-345).

43

ude

by I

mo n



Once hygiene factors have come to be given proper consideration in the workplace,
organisations can make use of motivator factors to influence their employees to feel motivated
and satisfied. Such factors are related to aspects like achievement, recognition, the work itself,
responsibility, advancement, and growth, which are said to be the only factors that can
motivate employees and increase satisfaction levels. Despite the enormous changes and

challenges brought about by technological change and globalisation in the workplace,

Herzbergbs research of over hal f -day orgamisationsr y ag

(Jones & Lloyd, 2005, cited in Smit et al., 2008:346).

The discussion shows that some features of a job are reliably linked to job satisfaction, while
others are related to job dissatisfaction. Once the hygiene factors have been addressed, the
motivators can stimulate as sense of satisfaction among employees (Smit et al., 2008:344-
345; Robbins et al., 2009:146; Amaoko, 2011:2; Robbins & Judge, 2011:21).

2244 McCl el l anddés acquired needs model
McClelland (n.d., cited in Smit et al., 2008:346), Robbins et al. (2009:248), and Robbins and
Judge (2011:244-245) opine that people (employees in the current context) tend to develop a
variety of needs throughout their lifespan.

The authors above suggest that the need for achievement, power and affiliation
Apredominate[s] in different peopled. The

a motivated person, or an affiliate.

McClelland proposed the need for achievement (N-Ach) theory, or the necessity of
achievement, as a way of explaining the common tendency of people to seek increasingly
higher rewards for their actions. The theory is particularly relevant in the contemporary
workplace. McClelland (n.d., cited in Smit et al., 2008:346) identified three primary types of

motivating needs that are present in people.
He furthermore, states that all three needs, consisting of the need for achievement, the need

for affiliation and the need for power, can be present in people, but that the weight that is

attached to each can vary from person to person.
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The three needs are discussed in the following subsections.

(a) Need for achievement (N-Ach)
The N-Ach is defined as the drive to excel and to achieve, in relation to a set of standards that
demand striving for success (Robbins & Judge, 2011:244-245).

In the workplace, the employee is focused on improving their performance and results by
exercising self-discipline, keeping to a schedule, accepting responsibility, and becoming
success-oriented. McClelland identified the need as being critical to business success, since
most employers expect their employees to perform, at the very least, satisfactorily to attain
organisational goals. Hence, a person who has a high need for achievement will be driven by
such a need, and will aim to accomplish challenging goals.

Such employees have a high need for feedback on their achievement and progress, as well
as a need for a sense of accomplishment. Those with a high achievement need also tend to
like to take personal responsibility for their achievements.

(b) Need for affiliation (N-Aff)

The N-Aff, which involves the desire for friendly and close interpersonal relationships, is said
to motivate people to make friends, to become members of groups, and to associate with
others. The characteristics of the need are the focus of human companionship, interpersonal

relations, and concern for others (Smit et al., 2008:346).

(c) Need for power (N-Pow)
The N-Pow makes people behave in a way in which they would not otherwise have acted (Smit
et al., 2008:346). Under the influence of such a need, there is a strong desire to obtain and

control others, resources, and the working environment.

The need is characterised by a propensity for either totalitarian or democratic methods of
control and assertive behaviour. People with a high need for power seek opportunities to
influence and control others, hence, leadership positions, and are often articulate, outspoken
and stubborn. People with a need for power want to direct and command other people
(McClelland, n.d., cited in Smit et al., 2008:346).
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From the above discussion of the three motivat
it seems that employees with a high need for achievement endeavour to attain success, and
are much more motivated to take on, and to complete, challenging tasks than are others. They
also seek out responsibilities, tasks and goals that they will have a reasonable chance of
achieving. In most cases, such people, as employees, tend to avoid responsibilities, tasks or
goals that are either too easy or too difficult to master or achieve. In contrast, employees with

a high need for power enjoy roles requiring persuasion.

The challenge, thus, for employers is, firstly, to attract motivated employees for their
organisations, so as to promote productivity that will ultimately translate into service delivery.
The theories discussed above have important i mg
workplaces, and, therefore, line managers are expected to encourage their subordinates to

strive for success in the workplace.

In the final analysis of the above-mentioned theories, it can be concluded that motivation is the
force that initiates, guides and maintains goal-oriented behaviours. In brief, motivation is what
causes people to act. The four theories discussed in the current study are concerned with
advancing the propositions about human behaviour that suggest that people have needs. The
above discussion states that a satisfied need is not necessarily a motivator of behaviour, as

only unsatisfied needs tend to motivate people to act in such a way as to satisfy them.

2.3 Attitudes and behaviour at work

The present section briefly discusses how attit
levels of satisfaction, or dissatisfaction, with their jobs affect their performance. The previous

section highlighted the need for employers to recruit motivated individuals, and to keep them

motivated, so as to achieve success in attaining organisational goals and objectives. It also

stressed that motivated employees display a positive attitude towards their work. The negative

attitudes and behaviours of employees are, per se, counterproductive.

Substanti al di ssimilarities exist among differ
wi || be demonstrated bel ow. Empl oyeesd attitude
employers and colleagues, as well as those regarding remuneration and benefits. The holding

of such attitudes can affect them either positively or negatively. In contrast, behaviour in the

workplace is the way in which employees respond to treatment by their employers, which can,

once again, be either positively or negatively.
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I f the employees6 feelings are positive, their
feelings. Higuera (2014) proposes an attitudinal equation: cognition + feeling (affect) =
behaviour. Attitude can directly impact on how employees perform their tasks. As attitude "is
an inward feeling, employee's bad attitude might remain hidden" and only manifest in the

employee's behaviour.

Employees generally have an attitude concerning their jobs in terms of the various job-related
aspects (i.e. salaries, supervisors, locations, and health and safety in terms of the working
environment). Some of the employees concerned might have legitimate concerns, while others

do not.

2.3.1 Definition of attitude

It must be borne in mind that people have thoughts and feelings that direct their actions.

Robbins and Judge (2011:106) refer to an attitude as the manner in which people perceive

their roles which, ultimately influences their opinion on, or their belief about, it. Further, Robbins

and Judge, 2011:106, 2014evautivosmpiements dr judgeémerast t i t u (
concerning objects, people, or events. Moreover, Smitet al . (2008: 299) sees
of feelings and beliefso.

2.3.2 Components of attitude
Agreement exists among social psychologists that attitudes have three components: cognition;
affect; and behaviour (Robbins & Judge, 2011:106,).

Figure 2.4 below depicts the components of job satisfaction.

Cognitive —> My work is challenging and

Job Evaluative —> | like/dislike my job.

Behavioural —>/ | am reliable and | work hard.

Figure 2.6: Components of job satisfaction

(Adopted from Robbins & Judge, 2014:98)
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The components of attitude comprise:

A the cognitive component: involving thoughts that an employee has towards
someone, something, or a situation;

A the affective component: in terms of which, after a process of reflection, an
employee develops certain feelings towards someone, something, or a situation
based on the musing; and

A the behavioural component: being the end product that is influenced by the
thoughts and feelings that a person has experienced.

Employees always have attitudes (cognition, affect, and behaviour) concerning their jobs or
some such facets of their employment as salaries, supervisors, locations, health and safety,
the environment. Managers could, therefore, concern themselves with the attitude of their
employees, because it serves as an indicator of potential problems (Smit et al., 2008:299). For
organisations to evaluate their way of business and employee management, it is imperative to

understand the components mentioned earlier, and their correlation to job performance.

Empl oyeesd | evel of satisfaction is, thus,
Behaviour is the manner of conducting oneself, and the responses of an individual or group to
their environment. Ultimately, it relates to how employees perform, resulting in their attitude
towards their work-related behaviour, which can be in relation to a report format, a finished

good, and/or a service provided.

The above-mentioned components of attitudes might be present in such a form as to influence
the attitudes of employees at a particular point in time. Also, an attitude towards an object or

person might only contain one or two of the components at any given moment.

The question that requires answering pertains to whether the development of an attitude
always follows a specific behaviour, Festinger (n.d.) cited in Robbins and Judge (2011:107)

opines that it does.
A Manager could know about the various motivation theories, as expounded on by various

scholars, and what drives specific employees' needs (Higuera, 2014). Such knowledge could

enable them to create an opportunities that promote employee performance effectively.
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2.3.3 Types of job attitudes

Attitude affects almost all aspects of life, including the workplace. Robbins and Judge
(2011:110-111) refer to job satisfaction and involvement, organisational commitment and

support, and employee engagement as factors that are related to the formation of work-related

attitudes. When supervisors discuss employees6 attitudes, they frequ
satisfaction, with the two terms sometimes being used interchangeably (Robbins & Judge,
2011:110-111). A high level of job satisfaction implies the adoption of a positive attitude by
employees towards their job, while job dissatisfaction implies their adoption of a negative

attitude towards their job. Thus, job satisfaction plays a significant role in job performance.

For a municipality to adopt a particular performance culture, they need to take the job
satisfacion of their senior managers into account.
substantially to the productivity of organisations (CIPD, 2012b). As indicated above, job
satisfaction is the prevailing attitude that managers and employees display towards their job

or roles in an organisation (Robbins et al., 2009:20). It seems that the higher the level of job
satisfaction attained, the more confident the employees concerned are likely to feel about their

job, and the more productive they are inclined to be.

The lower the level of job satisfaction achieved, the more negative the employees involved are
apt to feel about their job, and the less productive they will be. For example, employees might
develop negative attitudes if they work long hours, if the company is having difficulties, or if
they have relationship issues with their manager, or with one another. If employees feel that
there is little chance for advancement, or that their efforts are not appreciated by the
organisation for which they work, they might develop a negative attitude towards their job.
Management could strive to remedy the situation when they encounter negativity from their

subordinates, so as to encourage the development of a positive work environment.

A positive work environment is vital for the maintenance of an effective and efficient workplace.
Employees who work in a positive environment are more likely to help find solutions to work-
related challenges, and will be inclined to remain loyal to their employer, even if experiences
periods of financial difficulty. Employees have some responsibility for altering their attitude. If
management does everything in its power to create a positive environment, and the workers
still refrain from participating in helping to foster such an environment, there is little else that
the management can do to improve the situation. There are times when management cannot

change an employee's attitude.
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Everyone has an attitude, which can be either positive or negative. One aspect of a person's
attitude is the impact that it can have on others. A manager who has a positive attitude can lift
the spirits of his/her co-workers, whereas a manager with a negative attitude can lower their
spirits. The positive or negative attitude of employees affects their work performance, and the

performance of their co-workers. A negative attitude is dangerous to have in the workplace, as

it can spread to the employeebds coll eagues,

The following issues need to be considered: whether it is the responsibility of the manager to
help change their subordinates' attitude; whether the employee alone is responsible for their
own attitude change; whether attitude can be modified, on whether the only workable solution
is to dismiss the employees concerned when they have a negative attitude towards the
workplace.

2.4 Job satisfaction as awork attitude

According to Teck-Hong and Waheed (2011:77), job satisfaction is a catalyst for organisational
success. Many researchers believe that, to be able to understand employee motivation and
performance, it is important to be acquainted with the concept of job satisfaction (Bashayreh,
2009, cited in Indermun & SaheedBayat, 2013:2).

nef

Empl oyeesd degree of sati sf act stuliedjolyattitude irtthee i r |

field of organisational behaviour, due to its significance for both the employees and the
organisations concerned (Ahmad et al., 2010:258). Various authors find a link between
motivation, job performance and job satisfaction (Ngo, 2009, cited in Indermun &
SaheedBayat, 2013:2). According to Shikdar and Das (2003, cited in Teck-Hong & Waheed,

2011:77) HAincreased | ob sgraductiviyd Many studies havebeene a s e s

carried out on the nature of job satisfaction, with seminal research having taken place in the
form of the Hawthorne studies at Western Electrics during the 1920s and 1930s. Only after the
aforementioned studies did the psychological state of employees start to be taken seriously
(Anteby & Khurana, 2012).

The aforementioned Hawthorne studies dealt with
to work productivity. The remarkable impact of such motivation in organisations was seen, and
how employees reacted to various situations (Anteby & Khurana, 2012). The conclusion of the
studies was that "mental attitudes, proper supervision, and informal social relationships
experienced in a group were crucial to producti
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Field (2008) suggests the job satisfaction model contained in Figure 2.5 below.

Employee Fulfilment Employee
Dissatisfaction Commitment Satisfaction
Engagement
Factors leading to dissatisfaction: Factors leading to satisfaction:
Poor pay Good leadership practices
Poor compensation Good manger relationship
Poor work conditions Recognition
Lack of promotions Advancement
Poor benefits offering Personal growth
Lack of job security Feedback and support
When these factors are optimal job When these factors are optimal, job
dissatisfaction will be eliminated. satisfaction will be increased.

However, these factors do not increase
job satisfaction

Figure 2.7: The job satisfaction model

(Adopted from Field, 2008)

Job satisfaction in the workplace has both extrinsic and intrinsic characteristics (Kula & Gueler,
2014:210). Newstrom (2007:123, cited in Saif et al., 2012:1384) states that "people bring with
them certain drives and needs that affect their performance; therefore, understanding how
needs stimulate performance and how rewards on such performance lead to job satisfaction

is indispensable for managers".

Therefore, ' ine managers in an organisation ha
performance, requiring them to monitor the level of satisfaction of such employees

continuously.

The job satisfaction of employees is critical to organisational survival (Latif et al., 2013:167),
which makes the fact that employees are increasingly productive during their working hours
when they are relatively satisfied with their jobs of paramount importance to the success of
organisations. Buitendach (2005), cited in Booysen, (2008:9) opines that co-workers enjoying
satisfaction from performing their jobs are likely to be better representatives of their

organisation than are those who do not.
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Whether employees are satisfied with their jobs and whether most employees are satisfied
with their jobs is of key importance to their productivity. The answer to such questions can
vary. In Namibia in general, and in the CoW Municipality in particular, at the time at which the
current study was undertaken, there was lack of knowledge on the issue, as there was no

research data available to support the answer.

The more satisfied an employee is, the more impact such satisfaction is likely to have on their
perfformancedue t o their Ahi gh i nvutithately leadtotorgamigatondl oy a |l t
productivity (Sullivan, 2009, cited in Kanwal et al., 2015:2845). The author, furthermore, states

that performance is not only determined by job satisfaction alone, as other factors of job
satisfaction are motivation, ability, and the work environment. According to Car (2005, cited in
Teck-Hong & Waheed, 2011:78), motivation is seen as expectations of future result, with job
satisfaction being seen as results emanating from the past.

I nder mun and SaheedBayat (2013: 1) state that f
company and take pride in their organisational membership, they believe in the goals and
values of the organisationo. The two researcher
show fAhigh | evels of performance and producti vi
|l evel s of productivityo.

For an organisation to be successful through the performance of its employees, understanding
job satisfaction and management beliefs becomes crucial (Putman, 2002, cited in Indermun &
SaheedBayat, 2013:2).

Rotenberry and Moberg (2007, cited in Ahmad et al., 2010:259) found that employees who

were confident and involved in their jobs performed better than those employees whose

attitude was negative towards their jobs. According to Zain, Ishak and Ghani (2004, cited in

l nder mun & SaheedBayat, 2013: 19s, intefaetiomp,l and/ e e s 6
performancedo are mechanisms of job satisfactior

thoughts and feelings that result in certain behaviour.
According to Aziri (2011:79), the importance of job satisfaction is fuelled by the emergence of

such adverse outcomes as "a lack of loyalty, increased absenteeism, increase number of

accidents, etc.".
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Spector (1997, cited in Aziri, 2011:79) states the following three important features of job

satisfaction:

9 organisations need to be guided by human values, meaning that organisations treat

workers fAfairly and with respecto Job sati
of job satisfaction that are likely to serve as an indication of employee s 6 e mot i onal
mental states;

T empl oyeesd6 behaviour, as a direct resul t of

functioning, activities and success of a business;

1 the level of job satisfaction prevailing within a work environment can be seen to serve
as an indicator of the standard of organisational activities conducted. The
measurement of Job Evaluation (JE) can serve as an effective gauge of where change
is required in the business units involved.

Further more, empl oyeebds opinions or bobt¢héirijobf sys
and, ultimately, how they fulfil their required roles, such as applying their acquired skills and
knowledge, and/or by totally ignoring the requirements of their roles (Spector, 1997, cited in

the European Foundation for the Improvement of Living and Working Conditions, 2007:4). The

above statement advocates that, in the workplace, people develop certain attitudes towards

their job, by taking into account their feelings, their beliefs, and, ultimately, their behaviour.

The plethora of definitions of job satisfaction that attempt to clarify the meaning of the term are
discussed in subsection 2.4.1 below. In brief, job satisfaction is defined differently by many

researchers.

24.1 Definition of job satisfaction

As the concept of job satisfaction is defined differently by many researchers, no universal
agreement exists on the authoritative definition (Aziri, 2011:77). Spector (1997, cited in Mueller

& Ki m, 2008:119) , refers to job s akeorsliflietcheii on a:

j obso.

In line with the above definition by Spector, the BGSU (2009:1) defines job satisfaction as

being the Afeelings workers have about their
Af avourabl e or unfsatvaotuer arbel seuwdl teimmogt ifornobamh oneds | O
in Pandey & Khare, 2012:27). The mos't used definition of job
pl easurable or positive emotional state resul

experienceo , (itkdoirc Akafg & Bbalends 2015:114). The definition given above
clearly demonstrates the importance of the three components of an attitude that were

discussed in subsection 2.2.2 above.
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Furthermore, job satisfact i oempldyeestowarflsitheiejcboras a f
job situationo (Locke, 1976, cited in Pandey &
2010:17) describes job satisfaction as "an attitude which results from balancing and summation

of many particular likes and dislikes experienced in connection with the job". Padala (2010:18)

refers to job satisfaction as the fAoutput of a

Moreover, Peptone (1999, cited in Padala, 2010:18), defines job satisfaction as a summation
of employeesd fiemti ngseasn, foameldy sfij ob, manage.|
and social relati onso. Further readings reveal

performance and job satisfaction (Robbins et al., 2009:20).

Robbins and Judge (2011:61) define job satisfact i on as being fa positive
resulting from an evalwuation of its characteri
with a high level of job satisfaction is likely to hold positive feelings towards their job, and an

individual who is dissatisfied with their job is likely to hold negative feelings about their job.

Kardam and Rangnekar (2012) have developed tw
emotional feeling of an employee towarodthat hi s |
results from the comparison of per ceiThegasoout co
opine that job satisfaction implies that there "is a psychological attachment of an employee

with his job".

The definitions of job satisfaction given above, which are wide-ranging, anticipate employees
interacting with other employees, as well as their supervisors, adhering to rules and
regulations, and being productive, even under unfavourable conditions (Robbins & Judge,
2011:114). From all of the variables mentioned above, only the relationship between job

satisfaction and job performance is the topic of the current research.

2.5 The measurement of job satisfaction
The above discussion clearly indicates that a relationship exists between overall employee
motivation and job satisfaction, which, again, leads to the quality of individual job performance

and, ultimately, to the quality of organisational performance.

In general, as employees are inclined to be dissatisfied with their jobs, some means of
measuring the level of (dis)satisfaction is required. Measuring levels of job satisfaction can

help organisations to determine the prevailing levels of employee job satisfaction.
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Thus, assessing the job satisfaction levels of employees from time to time, so as to ensure that
the aspect that causes dissatisfaction is dealt with (Spector, 1997, cited in Mueller & Kim,
2008:119), is of extreme importance. To make sure that employers care about their employees'
happiness and levels of job satisfaction, the process of measuring their job satisfaction levels
could be introduced into organisations. At the time of the current study, most, if not all, of the
Municipalities in Namibia failed to measur

knowledge about the matter seeming to be alien to them (Ndura, 2016).

In most instances, levels of job satisfaction are measured by means of the employment of a
scientific research method involving the administration of a questionnaire (Aziri, 2011:82).
Assessing how satisfied employees are with their job entails making a complex summation of
some discrete job elements, requiring a suitable measuring instrument. Measuring job
satisfaction involves the assessment of "attitudes or feelings" that are not readily discernible,
thus complicating the whole measuring process (Prando, 2006:28, cited in Govender,
2013:36). Job satisfaction instruments, which are designed in multiple ways, may be selected
for use, depending on the different reasons for the research conducted.

Robbins and Judge (2011:114), and the BGSU (2009:2) argue that there are two types of job
satisfaction measures, being those pertaining to global job and job facet satisfaction. Similarly,
Robbins and Judge (2011:114) and Robbins et al. (2009:77) point out that it is possible to

measure levels of job satisfaction, in relation to which they propose the employment of two

t

commonly used methods of measurement, namel vy

score made up of a  nlankii @995:9p dited jinoGoverfder,c2618:36) .

postulates the existence of three first models in terms of measuring employee attitudes, being
the faceted, global facet, and fulfiiment of needs concepts. The author claims that the success
of such measures relies heavily on the honesty of the respondents concerned in terms of

reporting their feelings.

The faceted concept ensures an extensive assessment of various facets of the job. The facets
that can be assessed are "workload, job security, compensation, working conditions, general
management practices and opportunities for growth and development” (Ironson et al.,
1989:194, cited in Govender, 2013:37). Job facet satisfaction concerns the attitude that
employees might have in relation to a particular aspect of the job. Hence, the measure seeks

to determine the level of satisfaction experienced in terms of each aspect.
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Although employees might experience a great deal, or only a modicum, of satisfaction
regarding each aspect of their job (Ram, 2013:21), their doing so does not guarantee that they
are happy with certain aspects of their job (Van Scheers & Botha, 2014:100).

According to Spector (1996:214, cited in Govender, 2013:37), the faceted concept of job
satisfaction assumes t hat Afempl oy ejegbbmn vary e ws |
independently and should, therefore, be measured separately”. Similarly, Mueller and Kim
(2008) r e fsperific jolmsatisfaction asta measure asking about particular aspects of

onebds job, such -woskerpangpromptooupippyrtoami ti eso.

On the other hand Locke (1976, cited in Akafo & Boateng, 2015:114) refers to a number of job
dimensions that add value to the level of employees' job satisfaction experienced. The

di mensions are fdAwor k, p r owodking conditionsy sigeigiam artdi o n ,
co-wor kers, company Simirymabbiasared duelge (2011:115) refer to the

di mensions as fkey el ementso, including fthe n

promotion opportunities, and relations withco-wor k er s 0 .

Furthermore, Spector (1997:2, cited in Kula & Gueler, 2014:210) says job satisfaction has nine
aspects: Aipay, promoti on, supervision, benefit

recognition and appreciation, operating procedures and policies, dealing with co-wor ker s 6,

nature of the work, and communication within ¢t
The gl obal Cc 0 n ¢ edimensionhl ealndrisy treated asfacsimgle, overall feeling
towards the jobdo (Spector, 1L3IrP 16 th@ dudent stady,tthe d i n

respondents were asked direct statements about their general sense of the job. Even though
theresearchtooli s easy to administer, it is difficuldt

the same question objectivelytogauge a proper perspectived (Gov

Muell er and Kim (2008) refer to global job sat
feelings about a job é [which] € is typically
According to the authors concerned, global job satisfaction is the most researched topic in the
current area of study, referring to the empl oy
Job facet satisfaction refers to feelings about such specific job aspects as remuneration and
the quality of relationships with co-workers. It is, thus, possible for employees to gain a
modicum of satisfaction regarding a particular aspect, or certain aspects, of their job, while

simultaneously being highly satisfied with their overall job.
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The fulfilment of needs concept determines whether the needs of the employee are fulfilled by
the job that they are assigned to do (Govender, 2013:37). According to Govender (2013:37),
the instrument in question is relatively unpopular among researchers, with it being difficult to
score in relation to the other instruments, and with it largely depending on the researcher
concerned regarding the choice of facets that they want to use. What makes the test more
di fficult is the f act nyiththemenotpeingable te beGolvedeoald s ar €

by their employer. Thus, the test concerned mig

Users of the instrument are provided with various options from which they can select that which
best fits their purpose and needs. Measurement includes interviews, singly-item measures, the
JIG item measures, and workplace observation (Saunders et al., 2012:416). There is a plethora
of instruments that measure job satisfaction however the one most used includes the Job
Satisfaction Survey (JSS), JDI, (JIG) and Minnesota Satisfaction Questionnaire (MSQ).

The JSS was developed by Spector and provides
cited in Astr aus KheiJDland 8® weeeldevelopezl Bylthe (B&2U) 2009:3).
Initially there were 72 items in the JDI which assess five facets of job satisfaction which

includes: work pay, promotions, supervision and co-workers.

The JI G is a measure of HAglobal s aesporsif tagve i on o
their satisfaction with their job in a broad overall sense (BGSU, 2009:3). Both have short list of
6phrasesé and O6adjectivesd that descThel®,ai ff er
5-point Likert-type scale with 20 items was developed by Weiss et al. in 1967 (Fields, 2002:7).

There is a longer and shorter version of the MSQ which consists of 20 items. This can also be

separated into two sub-scales for intrinsic and extrinsic satisfaction (Moolman, 1993, cited in

Martins & Proenca, 2012:1-5).

For the current study, the JDI and JIG were chosen for data collection purposes, with them
being the most popular job satisfaction assessment tool with researchers, due to their simplicity
and considerable psychometric quality. The JDI is broken down into five facets of satisfaction:
work; pay; promotion; supervision; co-workers; and the global satisfaction rating (BGSU,
2009:3).

A description of the different facets is given in section 4.4. The JDI is a 72-item scale, in which
the respondents evaluate adjectives and phrases according to the extent to which each

describes their job using the answers yes, no and uncertain (BGSU, 2009:3).
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251 Causes of job satisfaction

Preceding a discussion of the causes of job satisfaction, a parallel is drawn between the
causes of accidents and those of job sat
accidents do not just happen, but result from a chain of sequence of events (Hattingh & Acultt,
2009:95). Such an incident might occur because management did something that they could

not have done, or else they might have failed to do something that they could have done.

Tracing the causes of an accident back to an individual, or to several people, and/or some
conditions is almost always possible. Just as with accidents, job satisfaction and/or
dissatisfaction can be caused by the presence or absence of a variety of factors. Employees
tend to expect line managers in an organisation to be exemplary, and to walk the talk. They
might, therefore, become discouraged if line managers fail to take action to correct poor
performance (Alexander, 2010, cited in Heskett, 2010).

The majority of employees in the US were found in the present decade to lack enthusiasm
about their work (Robbins & Judge, 2011:2380). Robbins et al. (2009:78) and the SHRM
(2012:4) found the following top five aspects below contributing to employee job
satisfaction/dissatisfaction levels:

1 work itself;

T pay;
1 opportunities for promotion (career advancement opportunities);
9 supervision; and

9 associates (co-workers)

Before employers can improve the satisfaction levels of their employees, they need to know at
least what aspects require improvement. Bajpai and Srivastava (2010, cited in Grover &
Wahee, 2013) suggest that employees like jobs that provide opportunities to utilise their
competencies, that offer freedom in relation to a variety of tasks, and that offer them feedback

on their performance.

The following subsections provide detailed discussions of the top five causes of employees'
job satisfaction/dissatisfaction selected for consideration in the current study, namely: the work
itself facet; the pay facet; the opportunity for promotion (career advancement opportunities)

facet; the supervision facet; the co-workers facet; and the JIG facet.

58

i sf ac



2.5.1.1 Thework itself facet

The "work itself aspect means how interesting, challenging or exciting an employee's job is".

Keeping employees motivated and satisfied in the absence of stimulating work is challenging

(SHRM, 2012:33). The concept of work is referred to by Bratton and Gold (2007:158) as
Aphysical and ment al activity that is carried

instructions, in return for a wage or salaryo.

According to Goel (2008, cited in Kanwal et al., 2015:2845), a job can be defined as a collection
or aggregation of tasks, duties and responsibilities which as a whole is regarded regular

assignment to individual employees, meaning thereby that when the total work is to be done

isdividedandgrouped i nto packages ¢é

The way in which a job is designed can have a
and feelings of the employeed (Hackman & Ol dhar
Empl oyees donét just tédopbktabgodbrepptarti ¥eomadl
on fitopics that inspire and energize them; dou
to decide what, how and/ or when t A2l). Thefpllowngect s

five job characteristics define the motivating potential of a job (Agarwal & Gupta, 2015:6):

1 task identity;

E ]

job autonomy;

E]

job feedback;

T task variety; and

E]

task significance.

Task identity refers to the extent to which an individual knows, or participates in, the completion
of a whole piece of work. Job autonomy refers to the extent of decision-making freedom that
may be exercised on the job by the employee. Job feedback describes the availability of

information from the supervisor about performance effectiveness.
Task variety is the degree to which an individual employee may use multiple skills in performing

their work. Task significance is the importance of the job for other people in the workplace
(Agarwal & Gupta, 2015:6).
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When employees consider their work to be meaningful and satisfying, it is possible for them to
be satisfied with it, which, in turn, motivates them to excel therein (SHRM, 2010:31). According
to the SHRM (2016:32), employees are mor e
and i nspi rtiey dreotasks that lara more mundane. Contrary to the above, various

forms of work create tensi on, contradicti
According to Parvin and Kabir (2011:115), the degree of job satisfaction or job dissatisfaction
achieved not only depends on the nature of the work itself, but also on the benefits that they
derive from the job and other factors to do with the work. Moreover, the SHRM (2012:33)

opines that it is not easy for employees to remain motivated and satisfied with their jobs when

i mot

o

n

the | atter are not Ainteresting, challenging

Over the years, employees have continued to rate the above-mentioned aspect as of great
importance to them. When asked about how important work itself was to job satisfaction the
response rates have tended to vary slightly over the last three years. In 2014, 51% indicated
so, while 68% stating that they were satisfied with their work (SHRM, 2014:25), whereas, 50%
indicated so in 2015, while 73% stating that they were satisfied with their work (SHRM,
2015:25), whereas, 48% indicated so in 2016, while 74% reporting that they were satisfied with
their job (SHRM, 2016:32). The above-mentioned data indicate that employees want more
from their work experience. They want a job from which they can derive enjoyment, and which

also challenges them to perform excellently.

2.5.1.2 The pay facet

Pay is used to reward employees so as to motivate them, or so as to elicit positive behaviour
from them in terms of enhancing their performance that might otherwise be detrimental to
organisational success (Akafo & Boateng, 2015:113). In support of the above, Lawler (2003,
cited in Akafo & Boateng, 2015:112) opines that rewards and recognition motivate employees,

resulting in superior performance.

Conversely, Mol (2008:181) suggests that reward that motivates is "something that is given
without obligation”, and that the moment that "something has been promised, it becomes
compensation". The author further states that, once employees are entitled to payment, they
are moved by it, but not necessarily motivated. The author concludes by indicating that a
reward that motivates is "therefore something that is not only given without obligation but

something that is given as recognition for good performance”.
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Eshun and Duah (2011, cited in Akafo & Boateng, 2015:113) opines that, even though people
work for pay as their motivator, there are many other ways to achieve motivation other than
money. In general, pay is commonly known to be important to employees in terms of motivation
and job satisfaction, with it serving as a motivator of desired employee behaviours (Eshun &
Duah, 2011, cited in Akafo & Boateng, 2015:113).

According to Zhang et al. (2011:679), even though pay is not seen as the primary cause of job
satisfaction, it is still an important constituent, because financial remuneration is deemed to
serve as a reward, and as recognition, for performance. Notably, pay definitions tend to vary

from organisations to organisation.

Furthermore, Erasmus et al. (2008:476) define remuneration as the financial and nonfinancial
extrinsic rewards provided by an employer for the time, skills, and effort made available by the
employee in fulfilling job requirements aimed at achieving institutional objectives. According to
CiPD(2014), the term 6compensationd (pay) "
(base pay and earnings)", with the term
rewards as it encompasses the wider benefits package in addition to pay". Akafo and Boateng
(2015:113) refer to base pay as the basic pay that employees receive. The CIPD (2014)
suggests that pay may be divided into two categories:

1 base or fixed pay is, the guaranteed cash wage, or salary, paid to individual
employees for performing their work for a contracted period; and

9 total earnings including base pay, plus such additional variable elements of earnings
as bonus payments, as well as overtime earnings.

Furthermore, Williams, et al. (2007:429) also found that satisfaction with pay has four

dimensions:

1 pay levels;
1 pay raises;
1 benefit levels; and

1 pay structure and administration.

According to the SHRMbés (2016:21) JSS, pay
that are most important to employees. In 2012, 52% of their employees indicated that pay was

a significant facet, with 57% being satisfied with their pay (SHRM, 2012:25).
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According to their research, pay was the fourth leading contributor to job satisfaction in 2014

(in terms of US employeesd ratings 36% regarded
it as significant, with 62% of the employees surveyed expressing their satisfaction with their

pay), down from third position in 2012 (SHRM, 2014:22).

Organisations must develop compensation packages as a strategy when competing for, and
striving to retain, top talent. The majority of employees feel that they are not paid well.
Moreover, according to the latest research of the SHRM (2016:21), pay was in the second
position, moving up two notches from fourth position, with 65% of the employees being

satisfied with the facet.

Furthermore, the SHRM (2016:22) identified four components specific to pay that affects
empl oyeesd | evel s ocomppnentswereat i sf action. The

=

being paid competitively in relation to the local market;

=

the base rate of pay;

1 the opportunity for a variable rate of pay; and

=

stock options.

Of the four components affecting employee job satisfaction, being paid competitively in relation
to the local market ranked as most important for satisfaction. According to findings in a study
involving medical practitioners carried out by Yaseen (2013:142), their finding indicated that

pay and other factors had a direct effect on job satisfaction.

Accordingly, they proposed that their government could revise and amend the service structure
of the practitioners. In contrast, Yang, Miao, Zhu, Sun, Liu and Wu (2008) cited in Yaseen
(2013:145) note that, in China, pay and satisfaction influence one another. Moreover, NL
(2012, cited in Yaseen, 2013:145) states that salary is a hygiene factor that decreases levels

of job dissatisfaction.

According to Sheffield (2016), 41% of UK empl o
[while] more than 36% thoughttheycoul d be paid moreo. Further mol
that the issue of pay was not linked to employee satisfaction. The SHRM (2012:5) recommends
that managers address the issue of compensation dissatisfaction by sharing information

concerning the organisationds compensation phil
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Furthermore, they also suggest that line managers help employees to understand how their
pay is determined, and that they frequently update employees on what their total rewards
package, including benefits, entails. The role of benefits has become an increasingly vital
aspect of an employee's level of job satisfaction. Properly designed, employee benefit
packages can be extremely effective in attracting, motivating, satisfying, and retaining

employees.

When developing benefits packages, employers could take into account, and anticipate, the
needs, preferences, and makeup of their workforce (SHRM, 2012:26). Providing cost-effective
and affordable benefits to employees can be challenging for an organisation, but, given that
54% of the respondents rated benefits as a significant contributor to their level of job
satisfaction, employers could keep the above in mind (SHRM, 2012:26).

Pay, in the form of money and benefits, not only helps employees satisfy their basic needs,
but it also helps to obtain the needs and wants expressed at other levels. Employees often see
pay as being a reflection of how their employer values their contribution to the organisation;
t hus, t he above di scussi on clearly i ndicates
important, despite any challenges that they might face in coming to understand their pay

structures.

2.5.1.3 The opportunity for promotion (career advancement opportunities) facet

Career development "is an opportunity for employees to continually take part in more advanced
or diverse activities that result in improving skills, gaining new skKills, taking greater
responsibility at work, improving their status and earning higher income" (SHRM, 2012:9).
Furthermore, the SHRM stresses that opportunity for promotion is an important facet in regard

to the discussion of employee job satisfaction.

The component includes dimensions of whether the chances for advancement are good,
whether promotions are handled fairly, and whether the employer is concerned about giving
everyone an opportunity for a promotion. Promotion for employees means advancement in
rank or position resulting from their performance and/or tenure in relation to the prevailing

hierarchical structure, and also depending on the organisational practices and policies in place.

Supervising employee performance and assisting employees to manage their careers works

together in unison (Erasmus et al., 2008:396).
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According to Erasmus et al. (2008:413), promotion involves moving into a more senior position
than before, with the new position demanding "higher-level responsibility, more complex work,
greater competency demands and better remuneration”. Khurana (2009, cited in Kanwal et al.,
2015:284) opines that promotion "means assignment to a post carrying more income, higher

status and more responsibility to the employee”.

Responsibility relates to various errands that are performed by employees at their workplace
(Kanwal et al., 2015:284). Receiving a promotion is key to an employee's career and quality of
life, with it also being linked to other work facets (Kosteas, n.d.). Furthermore, Khurana (2009)
cited in Kanwal et al. (2015:2845) opines that the promotion of employees is beneficial for both
the employee and the employer. The prominence of career advancement opportunities has
been on a gradual upward trend since 2007 (SHRM, 2012:10).

Such a tendency may be attributed to employees feeling that they have mastered their current
positionds responsibilities, and that they are
organisation (SHRM, 2012:10). Advancement, by its very nature, is not stagnant (Erasmus et

al., 2008:413). One of the most dissatisfying aspects of a job that an employee might
experience is the feeling that they are stuck in their position, and that they see no room for

growth, or advancement.

Employees want to feel as though they are working towards some end in their career, and that,
through hard work and dedication, they will be recognised for their efforts by being promoted
to the next job or level at some not too distant time in the future. The effect that promotional
opportunities seem to have on job satisfaction results from promotions taking a number of
different forms, and being accompanied by a variety of rewards. For example, individuals who
are promoted on the basis of seniority often experience job satisfaction, but not as much as

those who are promoted on the basis of performance.

The results of promotion are increased attachment to their organisation, the lifting of their spirit

and morale, and a reduction in training costs (Kanwal et al., 2015).

Unsatisfied employees are more likely to look for opportunities outside their organisation than
are satisfied ones (SHRM, 2012:10). Thus, the level of satisfaction derived from a promotion
depends on the acceptability of the rank to which an employee is promoted, the nature of the
new tasks required from the employee, or the additional amount of pay that is accessed

thereby.
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The above is in line with the research conducted by the SHRM (2011:10), which indicated that
empl oyees in large organisations ematltheyaceng A5
concerned was more important than did those wo
100 e mpl Fughermae) the research indicated that career advancement opportunities
were a higher priority for younger employees (aged 30 or younger) than they were for

employees aged 46 to 64 years old.

In 2012, the SHRM study found that career advancement opportunities for employees were
important to 47% of those surveyed, with them being significant to 34%, and with 48% of the
employees involved being satisfied with the number of such opportunities that were being

made available to them.

The above-mentioned opportunities were valued more highly by employees in middle
management level positions than by those in non-management positions, as well as by

executive-level employees.

Lastly, the assigned values were significantly higher for "Generation X employees (between
31 and 45 years of age) than for Baby Boomers (46 to 64 years old)" (SHRM, 2012:10-11). In
2016, the SHRM study found that career advancement opportunities for employees were very
important (47%), with 33% being somewhat satisfied with them, and 24% being very satisfied
with them. The percentage of employees that was found to regard their career advancement
opportunities as being very important to their job satisfaction levels had risen by 20% in the
preceding eight years (SHRM, 2016:17).

Organisations could pay close attention to employees' level of satisfaction with their career
advancement opportunities, as they might otherwise become discouraged if they are

continuously passed over for promotion.

2.5.1.4 The supervision facet

Empl oyeesd feelings of job satisfaction with tF
that they have with their immediate supervisor.

According to the SHRM (2011:14), the relationship an employee has with his or her supervisor

is a central element to the employee's affiliation with the organisation, and it has been argued

t hat many employeesd behaviours arteydeanarpgetl y a f

by their supervisors.
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The SHRM (2012:15), in their 2012 sur vey, found that the super
management style setting of the tone for the wo
directiono, a n dheir behaviosir, Sugelvisos redrésentetioetr organisations in
monitoring the performance of their subordinates. Similarly, Shanock and Eisenberger (2006,
cited in Ariani, 2015:36) opine that the supervisor, as a representative, fulfils the role of

providing performance feedback and of setting pay levels.

Supervisors assess their subordinatesd perfor mi
on it so that the employees can be encouraged to enhance the contributions that they make to
their organisation (Bhate, 2013:2). Merriam-Webster Dictionary (n.d.) defines supervision as
Afithe action or process of watching and directi
d o n e 0 .BusihdssDictionary ( 2014) defines supervision as th

managing empl oyees in the workplaceo.
According to Bhate (2013:2), Aistrong superviso
and is associated with i ®SupeaveéedojobBuppdrsf act

extent to which leaders value theirempl oyees 6 contri buti onsbeaindgcd.ar
Similarly, Castle (2005, cited in Dill, 2008:2) is of the view that "supportive supervision can play
a significant ¢é [part in how an employee] €& fe

whether or not she decides to stay in her positio

Employees are known to join an organisation, or to quit their job, because of their supervisors
(Shriar, 2015). An organisation could prevent such attrition by forming strong bonds with their
subordinates. The relationship that exists between employees and their overseers is

fundamental to the employeesd commitment to the

According to Ariani (2015:36), supervisors can form excellent relationships with their co-workers,
with the latter researcher noting that supervisors are expected to be exemplary, and to educate
their subordinates in the values of the organisation. Similarly, Fernandez (2008:197) opines that
effective leaders promote a sense of job satisfaction among their followers, and to create the
right conditions for innovation. Such leaders can also inspire their followers to create new and
improved ways of completing their tasks, while simultaneously facilitating effective
organisational change. Senior management has a duty to increase the degree of employee
job satisfaction by keeping them well-informed, and by frequently communicating information
throughout the organisation (SHRM, 2012:49).
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Healthy relationships are underpinned by open lines of communication, which allow the
supervisor to respond both effectively and efficiently to the needs of the employees in a timely
manner ( SHRM, 2011:14). According to the SHRMOG:
"communication between employee and senior management” had ranked in the list of the top

five contributors to employee job satisfaction five times since 2002.

Employees in the SHRM 2012 survey rated the relationship with their supervisor as being more
important to their job satisfaction than were either benefits, or compensation. Furthermore, the
above-ment i oned aspect was r at emanagener employees thanant b

by professional and non-exempt, non-management employeesdo (SHRM, 2

Finally, the 2010 survey indicated that more female employees reported supervision to be an
important facet of job satisfaction than did male employees (SHRM, 2010:22).

Supervision is seen as a highly vital part of any workplace that intends to maximise its success
potential. It naturally follows, then, that poor supervision in the workplace is among the primary
obstacles to an organisation achieving success. Employees, no matter the tasks that they are
required to do, must receive the proper instruction and training to ensure that they are doing

their jobs correctly, and with minimal risk of error or injury.

Supervisors could communicate their expectations and provide regular feedback about work
performance so as to minimise any misunderstandings that might occur. Employees need to
know what they are supposed to do, the expected levels for their performance, and what

constitutes good performance.

2.5.1.5 The co-workers facet

Employees spend eight or more hours a day at their job intermingling with their colleagues.
According to the SHRM (2016:33), "positive relationship with co-workers can foster a sense of
loyalty, camaraderie, moral support and engagement among staff". Similarly, Bateman
(2009:4) opines that co-worker support is seen to make a working environment either pleasant
or unpleasant. Teamwork can, accordingly, be seen to make a noteworthy contribution to the

prevailing levels of job satisfaction.

Some positions exist in which employees are required to work alone, while, in the case of other
jobs, employees are required to collaborate continuously with their co-workers so as to be able
to realise a shared goal (SHRM, 2009:29).
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Vitell and Singhapakdi (2008:345) postulate that the work group is the "extent to which there

is evidence of a team spirit within the organisation". As aresult,coowor ker sdé r el ati on
a source of -Wennlpeprnstand pgositive effect on emp
Booth-Butterfield, 2012, cited in Ariani, 2015:37).

Productive and supportive colleagues appear to be valuable in terms of discouraging job
dissatisfaction from surfacing, rather than in terms of promoting job satisfaction. However, co-
workers are not essential to job satisfaction as such, but if the relationship among co-workers

is wealk, it might have an adverse effect on levels of job satisfaction.

According to Jain and Kaur (2014:1), fgood wor
performance of employees ¢ 0. Whwerkersam appreciated by team members whom
they like, they seem to have a psychological advantage in the workplace (Dorothea, 2015:37).

According to Rothmann and Welsh (2013), cited in Dorothea, (2015:35), employees make
themselves freely avai | abl e f or new assi gnmewotkers andi i f t
supervisors care about them. The above-mentioned authors further indicate that recent

research shows that groups requiring considerable interdependence among the members to

get a job done will have higher [job] satisfaction".

All jobs are marked by relationships between co-workers and supervisors, with all needing to
adhere to company rules and regulations, to the meeting of performance standards, and to the

accepting of working conditions that are often less than ideal (Robbins & Judge, 2011:114).

Finally, problematic co-workers, as well as supervisors, can be a major factor in terms of
employees' levels of happiness at work. Employees can increase their job satisfaction by
maintaining positive relationships in the workplace, by avoiding negative people, by asking for
guidance as to the necessary requirements for success, by setting their own goals, by giving

themselves rewards, and by sustaining positive thinking.

25.1.6 Thejob in general facet

The JIG facet refers to a situation in which an employee considers the whole job and everything
about it, both in terms of intrinsic and extrinsic job satisfaction. The research that was
conducted annually by the SHRM aimed to establish how well phrases or words that were put

to the respondents described their thoughts on what their jobs were like most of the time.
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When employeesdé job satisfaction | evels are hi
commitment, and employee retention for organisations (SHRM, 2010:33). The overall

empl oyeesd6 |job satisfaction |l evels over a num
according to the SHRM (2010:37) study.

Table 2.3: Overall employee Job Satisfaction (2002-2010)

(Adopted form SHRM, 2010:35)

Year of survey Somewhat satisfied (in %) Very satisfied (in %)
2010 (n = 605) 44 40
2009 (n = 602) 45 41
2008 (n = 601) 41 41
2007 (n = 604 41 39
2006 (n = 604) 41 39
2005 (n = 600) 38 39
2004 (n = 604) 40 37
2003 No research was undertaken for this year.
2002 (n = 604) 47 | 30

2.5.2 The consequences of job dissatisfaction
If an organisation does not consider the levels of job satisfaction among its employees, it can
expect some such consequences as absenteeism, turnover, poor productivity and customer

services, and low morale, which might result in poor service delivery.

Job satisfaction is, thus, a desirable outcome that aims to reduce such consequences. As
noted by Shiota (2011), fla good attituageod[ j ob
work ethic. A bad attitude [job dissatisf.acti or

Shiota (2011) furthermore states that employees with positive attitudes [as symptomatic of job

satisfaction] Awork hardeclLeperamdehavenhidhrer
According to Robbins and Judge (2011:118), emp

be expressed in a number of ways, Awhich diffe

vs. passive and constructive vs. destructive)a
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Figure 2.8 below illustrate the responses to job satisfaction.

Responses to job Dissatisfaction

Active
Destructive  -------------- el Constructive
1
:
NEGLECT i LOYALTY
1
1
1

Passive
Figure 2.8: Responses to job satisfaction/dissatisfaction

(Adopted from Robbins & Judge, 2011:118)

The four responses portrayed above are explained in more detail below:

1 in terms of exit, A[b]Jehaviour [is] direct
looking for a new position as well a s r e s iegitrisi andgstructiye and active
response);

1 voice involves an active and constructive attempt to improve conditions, including
by means of suggesting improvements, discussing problems with superiors, and
some forms of union activity (voice is an active and constructive response);

1 loyalty entails passive but optimistic waiting for conditions to improve, including
speaking up for the organisation in the face of external criticism, and trusting the
organi sation and it s ghmthing @ogaltyasnatpassive andd o t h
constructive response); and

1 neglect entails passively allowing conditions to worsen, including through chronic
absenteeism or lateness, reduced effort, and increased error rate (neglect is a
passive and destructive response). (Robbins & Judge, 2011:118).

In most cases, managers think they can handle poor performance by means of increasing their
subordinat esd® compet en cAlleosghtramingcangnbreaseremplogeesh g al
competencies, it might not improve their attitudes [levels of job satisfaction] as well (Shiota,
2011). Unless people have the right attitude [and are able to gain job satisfaction] towards their

jobs, no amount of training is likely to improve their performance.

Attitude [in the form of job satisfaction] tends to influence people to work diligently, no matter
whether they are at work or at home. Such an influence is possible because people have the
capacity to act both positively and negatively.
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Grant et al. (2010:417) concluded that employees who are not satisfied with their job tend to
perform more poorly than do those who are satisfied with it. The former are more likely to leave
their jobs than are those with a higher job satisfaction level. Furthermore, the above-mentioned
researchers found that employees' performance increased once decisive action was taken by
management to correct any identified problems that contributed to the employees' job
dissatisfaction. A certain degree of job satisfaction is, thus, a prerequisite for the ultimate
performance of employees in organisations. Various studies that have been conducted in the

past indicate that job satisfaction plays an enormous role in job performance.

2.6 Performance management

2.6.1 Introduction

Managing performance is about maximising the productivity and profitability of organisations
by means of optimising the efficiency and effectiveness of their employees to achieve their
objectives. According to McMnon (2013:4) performance management (PM) encompass the

fassessment and devel opment of people at worko.

Amstrong (2009) cited in McMnon (2013:5)
improving organisationalp er f or manceo t hr ough i VYadiaetiald20@8)

cited in McMnon (2013:4) see PM as a process

evaluate work, and di stribute rewar ds o. [

organisational performance and growth McMnon (2013:4).

Employees make use of their knowledge, skills and attitude to achieve job performance, and,
ultimately, organisational goals (Vanden Berghe, 2011:24). The execution of job-related tasks
by employees, in turn, has a huge influence on service delivery being either positive or

negative.

A high level of organisational performance is achieved by well-motivated employees who are
prepared to exercise discretionary effort (Armstrong, 2010:136). In LAs, performance is a
crucial matter for both the employees and the employer who care for better service delivery.
Employee job performance is an on-going activity, with the ultimate objective of improving both
individual and organisational performance. Performance reviews by employers determine the

future performance of employees.

The review of performance is planned, monitored, and rewarded, making use of a tool that is
known as the PMS. The adoption of a PMS requires implementation by the organisation

involved.
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The present subsection defines the nature of performance. Furthermore, it discusses the
nature of job performance and its relationship to job satisfaction, and to the managing of
organisational performance, while simultaneously defining the meaning of the terms
6performance appraisal b and 6perf ormance ma n a
6i ndividual work performance6. The role of I i
considered. Lastl vy, a description ofr ftdremannocte &

follows. The chapter ends with a summary.

2.6.2 Definition of job performance

Performance refers to individual and team activities that result in organisational success

(Rothwell et al., 2000:35, cited in Colli, 2013:19). Similarly, Kerns (2008) propounds the notion

that performance depends on activities that enhance the attainment of actions that drive the
achievement of important outcomes. Furthermore, the author in question refers to happiness

as "the experience of frequent, mildly pleasant emotions, the relative absence of unpleasant
feelings, and a general sense of satisfaction \

Jex (2002, cited in Vanden Berghe, 2011:24) sees job performance as the multitude of
empl oyee behaviours that t hoasficaton higwevaryfallsvdmartl e wo
on not stating whether the behaviour involved is negative or positive. The clarification also
does not state whether such performance is general and/or directed towards the job. However,
it is assumed that the behaviour involved consists of both negative and positive behaviour
towards thejob. Cor vel |l ec (1995, cited in Kaburi a, 2013

straightforward éo.

Moreover, performance is seen to "consist of complicated series of interacting variables about
aspects of the job, the employee and the environment" (Milkovich & Wigdor, 1991, cited in
Vanden Berghe, 2011: 24) . Oberooi and Rajgarhi a
test for survival in the marketplace.”" Koopmans et al. (2011:856) consider job performance to

be something that is intangible, and a hidden concept that cannot be assessed.

The above definitions refer to outputs or outcomes (in terms of accomplishment), as well as
stating that performance is about doing the work, as well as being about the results achieved.
Performance, which can only occur when employees are motivated and satisfied with their job,
is the execution of job-related tasks by employees during the performance of their job, with the

doing of such tasks being aimed at ensuring organisational performance as a whole.
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Job performance consists of many parts that are made up of indicators that can differ among

various jobs that can be assessed. A more acceptable definition is the one given by Milkovich

etal. (1991, cited in Vanden Berghe, 2011: 4) , wh o
complicated series of interacting variables pertaining to aspects of the job, the employee and

t he e n v i rvVooonm ¢l86Y,ocited in Armstrong, 2010:248) opines that individual
performance is the result olfhu'sabian teympnmuolyteiepdlsi g
is a function (result) of both ability and motivation, for which he provides the formula:

Performance = (&). Ability I Motivation

If an employee is highly qualified, but his or her performance is inadequate, the lack of
appropriate performance can be due to the absence of motivation, resulting in the inability to
produce quality work. Job satisfaction is considered a determinant of job performance,
whereas work quality is an indicator of job performance. There is a difference between job
performance and work productivity, despite the two terms often being used interchangeably in
the literature (Koopmans et al., 2011:856). Work productivity is defined "as input divided by
out puto, with work productivity bei rPgformancear r ow
includes the action, or process, of performing a task or function, which, in turn, influences

service delivery either positively or negatively.

According to Churchill et al. (1987, cited in Salleh et al., 2011:31), the basis of performance is
"personal, organisational, environmental, motivation, skill level, attitudes and role perceptions".
Employees could, thus, not only be competent (meaning knowledgeable, skilful, and with a
positive attitude), but they could be able to apply their competencies within the social setting
of the organisation by means of ensuring sustained organisational performance. Employee

performance is the cornerstone of quality service delivery in organisations.

2.6.3 Job performance and its relationship to job satisfaction

The influence of employee job satisfaction on job performance remains fundamental in the
twenty-first century. The association between the two variables remains a dominant research

topic in the organisational behaviour literature (Ram, 2013:17; Skibba, 2002, cited in Indermun

& SaheedBayat, 2013:2). The research that has, so far, been conducted to clarify, by means

of theories, the relationship between job performance and job satisfaction is not conclusive
(Shai kh et al ., 2012:322; Mui ndi & KoObonyo, 2
the various research studies previously undertaken have considered only certain aspects as

impacting on job performance and job satisfaction.
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The assertion was first highlighted during the debate of the Hawthorne studies during the
1930s, with, since then, various researchers having critically examined the idea that a "happy

employee is a productive employee" (Skibba, 2002, cited in Indermun & SaheedBayat,

2013:3). Further review of Laffaldoanoand Muc hi ncCky &5, cited in Muind

2015:225) work suggests that the statistical correlation between job satisfaction and
performance indicates the existence of a weak relationship. However, further research into the
subject matter concerned does not agree with the conclusion drawn in the above respect, due

to other studies having found that the correlation between job satisfaction and individual job

pefoomance i s actually positive (Go¥Bin, 2005, ci

Job performance and job satisfaction seem to have a reciprocal relationship, as suggested by

Skibba (2002, cited in Indermun & SaheedBayat,

theory of this reciprocal model is that if the satisfaction is extrinsic, then satisfaction leads to
performance, but if the satisfaction is Thatr.i

ns

above view is contrary to that of Shaikh etal. (2012: 323) and Muindi and Ko&Ob

who suggest that f@job satisfaction causes perf

satisfactiono. I n his study of banking sector
tasks and contextual performance to be weak predictors of job satisfaction.

In contrast, Steinhaus and Perry (1996, cited in Maroofi & Dehghani, 2013:105) suggest that
employees who are grateful and satisfied with their jobs are likely to perform well. Evidently,
therefore, the job performance of employees ensures the competitiveness of successful
organisations (Trevor et al., 2007:4). The competitiveness of organisations results in
organisational performance. In the global competitive arena, organisations could not only
endeavour to improve their performance but they could continuously strive for improvement to
secure their survival (Chamanifard et al., 2015:852). Moreover, the authors concerned opine
can be r:®6)lamct ed

Mafini and Pooe (2013, cited in Chamanifard et al., 2015:854) found a positive correlation

that organisational success
between job satisfaction and organisational performance.

Organisational performance is seen as a management philosophy in accordance with which
work is performed (Chamanifard et al., 2015:853). Kim (2005, cited in Chamanifard et al.,

2015:853) opines that organisational performance "is the extent to which an organisation

performs well in pursuing its mission or produces outputs towards its mission".
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The following dimensions of organisational performance (Tangen, 2004, cited in Chamanifard
et al., 2015:853) pertain:

9 Effectiveness includes doing the right things, at the right time, with the right quality. In
practice, effectiveness is expressed as a ratio of actual output to expected output.

9 Efficiency is defined as a ratio of resources that are expected to be consumed to
resources actually consumed.

1 Productivity is defined as the traditional ratio of output to input.

1 Quality is a widely used concept. To render the term more tangible than it might
otherwise be, quality is measured at several checkpoints.

1 Innovation is a managerial system that emphasises an organisation's mission, the
searching for new and specific opportunities, and the determining of success scales.

In addition, Naseem et al. (2011, cited in Chamanifard et al., 2015:854) established the
existence of a relationship between employee satisfaction and organisational performance.
Similarly, Kuzey (2012, cited in Chamanifard et al., 2015:854) also established that job
satisfaction influences organisational perf or me
(2016:118) opines that the above-mentioned relationship is complicated. Accordingly, it is vital
for organisations to pay attention tot hei r empl oyeesd job satisfa

because such factors can influence organisational performance as a whole.

In the contemporary municipal environment, the primary concern is improving the performance
of employees, with a view to increasing their effectiveness and efficiency through attitude
change. The need was created by the pressure to perform to the ratepayers' expectations; by
providing service delivery that they can see is worth their financial input.

For the CoW Municipality to improve its service delivery, the job satisfaction of its employees
must be taken into account. Job performance provides a competitive advantage, by means of

playing a central role in organisational performance, and, ultimately, in organisational success.

264 Managing organisational performance

Performance in organisations influences the organisation's continued existence. It is,
therefore, necessary to discuss the notion of managing organisational, team and individual
performance. For organisations to accomplish their goals and objectives, they should

continuously look for better ways of organising and managing.
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According to Smitetal. (2008:1 8 7) organi sing entai.l t heakeB pr oce
each of the managers and workers should perform, who will perform them, and how these
tasks wil/|l be man a gRerformanoed in contrast, defens totindiddaal and
team activities resulting in organisational success (Rothwell et al., 2000:35, cited in Colli,
2013:19). In turn, performance includes the activities, or the process, of performing a task or

function that influences service delivery positively and/or negatively.

Moreover, when the above definitions are combined, organisational performance can be seen
as relating to how successful an organised group of people with the particular purpose of
performing a needed function is. According to Armstrong (2010:247), organisations are created

to serve their customers in the following five ways, namely by:

9 delivering high-quality goods and services;

9 acting ethically (exercising social responsibility) with regard to their employees and the
public at large;

1 rewarding their employees equitably, according to their contribution;

1 rewarding shareholders by increasing the value of their holdings, as long as doing so
is consistent with the requirement to meet the needs of the other stakeholders; and

1 ensuring that the organisation has the capability required to guarantee continuing
success.

There is growing recognition that the primary source of competitive advantage derives from an

or gani s atlnh ordedbte comdgete in the ever-changing global business environment,
organi sations need to fiembrace change related
s er vi cdersiun, 2014:126).

Business management is the output, or the result, of an organisation, be it financially or service
orientated. Managing performance entails directly managing a business as a single entity
(Gheorghe & Hack, 2007, cited in Armstrong, 2010:253).

In recognising the need and urgency for improved service delivery, Namibian LAs have
demonstrated their willingness to change the situation from non-performing (the way in which
things have been done in the past) to performing (which is a different way of doing business),

S0 as to improve their service delivery.
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Change in organisations, as mentioned above, has been brought about by various challenges,
including: globalisation; the value chain of business competitiveness and HR services;
profitability through cost and growth; a capability focus; change and change technology; and
the attracting, retaining, and measuring of competence and intellectual capital. Turnaround is,

however, not transformation (Ulrich, 1997, cited in Alamri, 2013).

The current-day organisation realises that their employees can provide a competitive
advant age, by contributing to the organisati ol
employees are the most valuable asset of an organisation, the importance of PM has been

recognised as a priority (Oberoi & Rajgarhia, 2013).

Furthermore, such challenges as interest rate hikes and increases in taxation exist. Notably,

the CoW Municipalitybés continued service del i v
study, due to environmental change. Notwithstanding the ever-changing environment,
Armstrong (2010:247) suggests that organisations are in business to meet the needs of their
stakeholders, which they do in the following five ways:

1 delivering high-quality goods and services;

9 acting ethically (exercising social responsibility) concerning their employees and
the public at large;

1 rewarding their employees equitably according to their contribution
in the private sector;

1 rewarding shareholders by increasing the value of their holdings, as long as this is
consistent with the requirement to meet the needs of other stakeholders; and

1 ensuring that the organisation has the capability required to guarantee continuing
success.

The management of organisational performancei s a fAstrategic approach
benefiting various stakeholders. Furthermore, Armstrong (2010:255) opines that PMSs are

vital, because they are aligned with the business strategy and aid in attaining goals.
The conducting of PM ensures that organisations attain better results from individuals and

teams by understanding and managing their performance in terms of agreed objectives,

standards and competency requirements (Armstrong, 2010:259).
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In addition to needing to attaining, or exceeding, the expectations of customers, to survive,
organisations also need to sustain their continued growth and expansion, and to build a high-
performance culture, which requires the involvement of the employees in the organisation. A
performance culture can be found where satisfied employees understand why they must

perform to attain and/or exceed agreed expectations (Armstrong, 2010:250).

The following three approaches can make a substantial contribution to the building of a high-

performance culture in organisations (Armstrong, 2010:251):
1 the implementation of high performance by means of operating a high-performance
work system;
1 the use of rewards; and

1 the employment of systematic methods of managing performance.

According to e-reward (2003, cited in Armstrong, 2010:250), a high-performance culture is

characterised by the following:
1 employees are aware of their duties, knowing exactly what to do regarding their goals
and accountabilities;
1 employees are competent to do what is required of them;
1 top performance is noticed, and rewarded accordingly;

1 employees are convinced of the importance of their jobs, and their competencies fit
their jobs; and

1 there is sufficient support, timely feedback, performance evaluation, and development.

Furthermore, organisational performance is considered as the execution of competencies by

empl oyees to achieve fAquality, quantity, coope
al., 2011:31). The result means that an organisation needs to develop its organisational

capability to perform effectively and efficiently, so as to be able to attain required results
(Armstrong, 2010:247).

The development of organisational capability requires organisations to create systematic steps

for enhancing measures (motivation and job satisfaction) that could increase organisational,

team and individual performance (Armstrong, 2010:247).
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As referred to by Kumar (2012:829), satisfied employees tend to produce increased customer
satisfaction that, in turn, results in positive organisational performance. The above-mentioned
assertion is supported by Oberoi and Rajg
performance has a significantly positive effect on organisational performance and competitive
advantage. Due to the above, satisfied employees are crucial to influencing organisational

performance.

By implication, it means "taking a broad and long-term view of where the business is going and
managing performance in ways that ensure that this strategic thrust is maintained" (Armstrong,
2010:254). The aim is to give clear direction during challenging times to ensure that the need
for all stakeholders (employees, teams and the organisation) are met through the development
and implementation of "integrated systems for managing and developing performance"
(Armstrong, 2010:254).

The challenge of managing organisations requires employers to have PMSs in place to ensure
that performance is maintained (planned, reviewed regularly, and met with feedback). PM
ensures that organisations attain improved results through individual employees and teams by
means of promoting the understanding and management of their performance, in terms of set

objectives, standards, and competency requirements (Armstrong, 2010:259).

Furthermore, PMS allows people to achieve set performance expectations to which they have
agreed, while simultaneously fostering organisational and individual capability. An organisation
needs to manage the performance of its employees to be able to have a competitive advantage
over its rivals. In the present instance, the CoW Municipality was required to administer the
performance of workers in their employment, and, to do so, it had to have a well-developed

PMS in place.

Armstrong (2010:253-254) postulates that the management (planning, organising, monitoring,
and control) of organisational performance takes place in terms of the following dimensions
creating visions for the future planning and determining the present organisational state, and
developing strategies to improve that state; designing, developing and implementing
improvements interventions; designing, redesigning, developing, and implementing
measurement and evaluation systems; putting cultural support systems in place to reward and

reinforce progress.
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Itis, thus, imperative that organisations have suitable management systems in place, so as to
ensure that outstanding performance is identified, with positive feedback being given through

recognition and reward.

Top performers could, in this way, be encouraged to remain with the organisation so as to
ensure its sustained progress. As the performance of organisations helps to ensure their
continued survival, it is necessary to discuss the concept of PM, which is usually associated
withPA.The t er ms A per f mentedpedormangenapmaeal have been used
interchangeably in the 1iter at urHewevel &sigoificant2 0 0 8,
difference exists between the two systems, will be briefly discussed in subsection 2.5.3.1

below.

Organisational, team and individual performance is affected by various factors that are outside
its control, some of which transform themselves from time to time, or which are influenced by
such advocacy groups as unions. According to IntraHealth International (2014:5), the external
factors include factors over which the organisation has little or no control, such as:

1 national policies, regulations, standards, and professional scopes of work;
1 licensing, or accreditation, requirements and processes;

9 social norms regarding gender, culture, class, religion, and ethnicity;

i socioeconomic conditions, education levels, and standards of living;

1 market conditions and customer needs and preferences;

1 national and local infrastructure: transportation, energy, telecom, water, and sanitation;
and

1 political changes in the national and local government.

2641 The meaning of O&édperformance management 0
PM in organisations is done in an orderly manner, with the aim of improving the performance
of teams and individual capabilities (Armstrong, 2010:247). Furthermore, Armstrong
(2010:253) postulates that the management of organisational performance "take place in a
number of dimensions". He further argues that the administration of organisational
performance involves the adoption of a "strategic approach"” to benefit the various

stakeholders.
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Similarly, Armstrong (2010:260) suggests the following Performance Management Process

(PMP) taking place in a performance cycle:

1 planning: agreeing on objectives and competency requirements, as expressed in the
role profiles; identifying the required behaviours; producing plans expressed in PAs for
meeting objectives and improving performance; preparing personal development plans
to enhance knowledge, skills and competence, and to reinforce the desired behaviours;

9 acting: carrying out the work required to achieve objectives by referring to the plans
and by responding to new demands;

1 monitoring: checking on the amount of progress made in achieving objectives and in
responding to new demands; treating PM as a continuous process i 6 ma n a
perfor mance al I rathenthan gseaa annual appraighléevent; and

1 reviewing: i nv ol vi rk@gkingl disgusdion of progress and achievements at a
review meeting and identifying where action is required to develop performance, as a
basis for completing the cycle by means of continuing to the planning stage.

The above-mentioned processes create a platform for enhancing performance as a direct
result of performance agreements including such aspects as the formulation of development
plans, the provision of feedback, and the supply of a recognition and reward system
(Armstrong, 2010:61). Gheorghe and Hack (2007, cited in Armstrong, 2010:253) are of the
view that actively managing performance is simply running a business i running the entire
business as one entity. Ités a continuous
planning the next actions. In the context of a larger strategic initiative, that means continuous
improvement. PM, in itself, is critical to organisations for various reasons. Effective PM
enhances individual and team performance, fosters on going employee and team
development, and improves overall organisational efficiency and effectiveness (Armstrong &
Baron, 1998, cited in Ahmad, 2012:51).

Furthermore, PM makes employees aware of the contribution that they make by continuously
improving their skills, behaviour and contributions made to business processes (CIPD, 2014).
Hal ogen Software | nc. ( 2 0ah-g§ging mamdgenrerst practices Ehist
help ensure employees get the direction, feedback and development they need to succeed in

t heir rol eso.

The definition is supported by Bratton and Gold (2007:274), who refer to PM fas a set of
interconnected practices which are designed to ensure that a person's overall capabilities and

potential are appraised so that important goals can be configured for work [to deliver efficient

ging

cycl

and effective services] and é [job]J]aperfor manc e
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Torrington et al . (2013:196) , in contrast

identifying, measuring, and developing the performance of individuals and teams and alighing

, S U

performance with the strategic goals of the or

to PM as "a holistic process bringing together many of the elements that make up the
successful practice of people management including, in particular, learning and development".
PM enhances line management relationships by encouraging them to build lasting and positive
relationships with individuals based on clear expectations, trust and empowerment. The
authors opine that PM is about fostering performance culture, in terms of which employees are
cognisant of the contribution that they make towards "continuous improvement of business

processes and their skills, behaviour and

The above view is supported by Fletcher (2001, cited in Coleman, 2009), who considers PM
to be a process that forms part of a larger system affecting employee performance, as well as
part of the entire organisation and its departments setting new goals and development
objectives. Similarly, Armstrong (2010:247) proposes that managing performance involves
taking systematic action to improve organisational, team and individual performance. The
author further asserts that it enables performance expectations to be defined, and forms the
basis for developing organisational and individual capability. The author concludes by saying

that, for individuals, PMPs are associated with both financial and non-financial rewards.

The CIPD (2014) opines that a good PMP drives engagement by means of facilitating on going
communication on performance outcomes throughout the organisation, reinforcing its purpose,
linking objectives at organisational, department and individual levels. Furthermore, the authors
advance the idea that PM requires a PMS to achieve its desired output. The system provides
a framework to support the optimal performance of employees and supervisors (CIPD, 2014).

Figure 2.9 bellow illustrates the performance management system.

Performance assessment
Performance appraisal
Employee development
Employee reward

E ]

Work effort

Start of year T T T End of year

Performance diary notes

v

Figure 2.9: The performance management process

(Adopted from Bratton & Gold, 2007:585)
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Armstrong (2009:9) c on s i d e rasprodedd Sesignadsto improve organisational, team
and individual performance €& [ whi ch] € 1 s own e
therefore, important for an organisation to embrace a transparent methodology when
implementing the chosen PMS. Smit et al. (2008:321) opine that the PMS used by an
organisation impacts on the attitude of employees, so that, ultimately, the behaviours of

employees and their colleagues can either encourage or discourage performance.

In recent years, having a PMS in place has become critical, because line managers are under
constant pressure to improve the performance of their organisations by thereby improving
organisational, team and individual performance (Armstrong, 2010:247; Oberoi & Rajgarhia,
2013). The PMS used by any organisation has an impact on the job satisfaction of its
employees and their co-workers, as it can either encourage or discourage quality performance
(Smit et al., 2008:321).

2642 The meaning of O6performance appraisal b
Empl oyeesd | enanzd ase detdrmingceduring job performance reviews by their
employer (University of Washington, 2007). The PM system adopted by an organisation guides
the performance appraisal system (PAS) that is in place to reward employees, either as a team
and/or as an individual (Smit et al., 2008:321). The assessment and compensation of
employees can have a negative and/or positive outcome, depending on the behaviour that is

strengthened by the PMS involved.

Performance evaluation, or the measuring of performance, has become a necessary practice
in HRM, with it having become well-documented (Grund & Sliwka, 2007:1). Jawahar (2007,
cited in Kumar, 2012:87) considers PAS as a crucial component of HRM practices that

contribute to decision-making that is integraltoempl oyees é actions and out

PA, as suggested by Kumar (2012:828) , i s fi ec
individuals". Empl oyeesd® appraisal, as part of their peé
contributing factor to organisationalsucc e ss. The measuring of empl oye

a new phenomenon (Ghauri, 2012:35).
The PMS adopted by an organisation guides the PA system that is intended to reward

employees as an individual, or as a member of a team or group (Smit et al., 2008:321). The

PAS alone is sometimes adequate, depending on the context in which it is used.
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Furthermore, Budworth and Mann (2011, cited in Ghauri, 2012:36-37) suggest that the main
aim of the PAS is to make available performance information for administrative and

developmental purposes related to organisational decision-making.

The administrative aspect deals with such issues as bonuses, salary and wage increases (or
the lack thereof) and merit bonuses, promotions, transfers, dismissals, and retrenchments.
Furthermore, the above-mentioned view is supported by Regal and Hollman (1987, cited in
Ghauri, 2012:38), who indicate that top management backing is crucial for the adoption of a

particular process by an organisation.

The PA is also an important tool fort he managi ng of empl oyeesd

al., 2013:195). Figure 2.10 below is a process diagram of the performance appraisal.

Review

Work effort

v

»

Start of assessment period End of assessment period

Appraisal

Figure 2.10: A process diagram of the performance appraisal

(Adopted from CIPD, 2013)

The choice and process of appraisal is not the same in all organisations. According to Kumar

(2012:88), PAS is not universal. A PAS used in one organisation will not necessarily work in

another organisation, with 1its devel orpadesto t

match employee and organisational characteristics and qualities".

The Online Dictionary of Library and Information Science (2012, cited in Kwaku & Boateng,
2015:60) defines PA as a structured formal interaction between a subordinate and a supervisor
that usually takes the form of a periodic interview, in which the work performance of the
subordinate is examined and discussed with a view to identifying weaknesses, strengths and

opportunities for improvement and skills development.

84

per

anec



According to Lansbury (1988) cited in Kwaku and Boateng (2015:60), PA is the process of
identifying, evaluating and developing the work performance of the employee in the
organisation, so that organisational goals and objectives are actually achieved while, at the
same time, benefiting employees regarding recognition, receiving feedback, and offering
career guidance. However, Beer (1981, cited in Ghaur i , 2012:36) , opines
objectives could be split in two to make performance information available to employees and

the organisation separately.

Figure 2.11 below illustrate the organisational PA objectives.

Evaluation

fezZ

objectives S > To develop bases for monetary increment

Al To help manager with retention and warnings

—7 To counsel and coach to improve
Organisational

PA objectives . o .
= To discuss career opportunities and planning

7 To motivate through recognition and support

Coaching e
objectives §'>» To strengthen employeei supervision relations
~ To diaanose individual and organisational problems
i To obtain feedback about their performance
Employee > To receive feedback about self-development

objectives | Tl

Figure 2.11: The multifaceted objectives of the performance appraisal

(Adopted from Beer, 1981, cited in Ghauri, 2012:36)

According to Armstrong (2009) and Stone (2010) cited in Ghauri (2012:35), PA is the
ifsystematic evaluation of a particul ar functi
indicators and highlighting the areas for further development and growth of an individual
e mp | o yneentrast, Kwaku and Boateng (2015:58) view PA as a process of evaluating an
empl oyeeds work performance i n TheprooessgsausedByat i on
supervisors on an annual basis to evaluate employees formally, with the primary intention of

attempting to improve employee and organisational performance.
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Similarly, the CIPD (2013) provides the following five key elements of the PA process:

I measurement: assessing performance against agreed targets and objectives, and
behaviour and attitudes against espoused values;

1 feedback: providing information to individuals on their performance and progress,
and on what is required for them to continue to perform well in the future, particularly
given any change in the programme, and in the evolution of job roles;

1 positive reinforcement: emphasising what has been done well and constructively
criticising what requires improvement, drawing out the importance of how things are
done and what has been done, as well as ensuring that effort is directed at value-
adding activities;

1 exchange of views: entailing a frank exchange of opinions about what has
happened, how appraisees can improve their performance, the support that they
require from their managers to achieve this, and their aspirations for their future
career; and

1 agreement: involving the joint coming to an understanding of all parties about what
needs to be done to improve and sustain performance generally, and to overcome
any issues discussed.

The developmental aspect deals with recognising performance gaps requiring filling. The key
objectives of PAS include officially informing employees of how their performance is evaluated,
recognising and rewarding deserving employees, giving feedback on areas of improvement,
and empowering employees to take up more advanced responsibilities than before (Stone,
2010, cited in Ghauri, 2012:37).

According to Ghauri (2012:38), organisations are only able to achieve the objectives of a PAS

if the system is fully supported by top management. Such support is discernible when
managers at all levels e mbr ace the fAdevel opment, execution
entailed (Song et al., 1997, cited in Ghauri, 2012:38).

Anderson (2010, cited in Ghauri, 2012: 38) asse
cannot be obtained until they are convincedwithpr ocessds result orientat

the required supporto.

2.6.5 Teamwork performance
Merriam Webster (n.d.) defines a team as "a number of persons associated together in work
or activity". The Business Dictionary( n. d. ) defines a team as fia gr

of complementary skills required to complete a
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Similarly, Heathfield (2017) defines team performance as the behaviour of any group of people
who are organised to work together interdependently and cooperatively, so as to accomplish
their goals or mission. Making use of teams in all types of organisations is a global
phenomenon. Baker and Salas (1997, cited in Be

ormoreindividu al s who i nteract interdependently to ac

However, bringing team members together to accomplish interdependent tasks only
sometimes results in effective team performance (Salas et al., 2004, cited in Mathieu &
Tammy, 2009:90). According to Bell (2007:595) , team men

result in whether or not a team is successful.

To be successful, they engage in a number of team "processes or interdependent acts that
convert inputs to outcomes through cognitive, verbal, and behavioral activities directed towards
organising task work to achieve collective goal
Furthermore, the above-mentioned author emphasises that teams ensure the completion of
work that is required to be done by more than one employee. Moreover, teams are used
extensively by organisations in efforts to maximise the benefits to be gained from economic

and technological advances (Devine et al., 1999, cited in Bell, 2007:595).

According to Levineand Mor el and (1990, cited in Bell, 2007
configuration of member attributes in a team and is thought to have a powerful influence on

team processes and outcomesodo (Kozl ow<Lhenetd. Bel |
(2007:331) suggest that organisations need Ato | ea
teams as a whol eo. Ho r wdol) apin@athatteai perfevmance is §e2n0 0 7 @ 9 ¢

as a fAmultidi mensional construct t hat cleascompa
quantitative production, qualitative team out c
2.6.6 Individual work performance

Individual performance has been shown to have a significantly positive effect on organisational
performance, making the input of employees the key factor for competitive advantage (Oberoi
& Rajgarhia, 2013).

| t i s, t hus, clear that an individual 6s perforr
and goal s, wi t h t he management of every emp |
imperative. Of primary importance to an organisation is individual job performance, which could

be the key focus of | ine managersdé endeavour s.
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Various studies have been conducted on individual work performance. Armstrong (2010:259)
notes that individual performance fAis devel oped
According to Koopmans et al. (2011:856), individual work performance is referred to as an
issue that has not only grasped companies all over the world but also fuelled a great deal of

research in fields of management, occupational health, and work and organizational

psychology.

Furthermore, Koopmans et al. (2011:856) consider work performance to be intangible, and as
a hidden concept that cannot be assessed. The authors concerned conclude by stating that
work performance consists of many parts that are made up of indicators that can differ between

jobs, and that can be assessed.

They suggest a heuristic framework for such performance (as presented in Figure 2.12), with
the intention of promoting the understanding of the nature of individual work performance.
Koopmans et al. (2011:863), in contrast, further opine that individual work performance

consists of four dimensions, namel vy, Atask per
performance, and counterproductive work d&fehavi
behaviours that constitute indivi.dual work perf

Furthermore, Koopmans et al. (2011:864) concluded that the importance of the above-
mentioned framework | ies fiin shaping theth@esi gn

effects of t hat i ntervention on individual wor |

Notwithstanding how much employees are motivated to perform, it is, nevertheless, important
to indicate the challenges that impair their performance. Separating individual work
performance from team and organisational performance is impossible (Koopmans et al.,
2011:864). Koopmans et al. (2011:856) also differentiate between causal variables and

indicators of work performance.

According to the researchers rcmnintermredpr ddicd ta u
of work performance, whereas indicators are reflections of work performance. For example,

job satisfaction is considered a determinant of work performance, whereas work quality is an

i ndicator of wor k p eerfdrnoance & rafteetai .mairlynby twe factarsa | p
namely those of the employee and those of the organisation. Individual factors include the

attributes of employees.
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Organisational factors include factors over which the organisation has an influence, and which
it is in a position to control, such as organisational systems, incentives, tools, and the physical
environment (Murphy & Sebikali, 2014:3).

Figure 2.12 below illustrates the different parts of individual work performance.

Construct Dimensions Indicators

Completing job task, work quantity, work quality, job
skills, job knowledge, keeping knowledge up-to-date,
Task working accurately and neatly, planning and
N organising, administration, decision-making, solving
problems, oral and written communication, and
monitoring and controlling resources

performance

Extra tasks, effort, initiative, enthusiasm, attention to
duty, resourcefulness, industriousness, persistence,
motivation, dedication, proactivity, creativity,

—> | cooperating with, and helping, others, politeness,
effective communication, interpersonal relations, and
organisational commitment

Contextual
performance

Individual
work Generating new, innovative ideas, adjusting goals

performance and plans to a situation, learning new tasks and
Adaptive technologies, being flexible and open-minded to
others, understanding other groups and cultures,
showing resilience, remaining calm, analysing
quickly, and acting appropriately

performance —>

Off-task behaviour, having too many, or overly
long, breaks, presentism, absenteeism,
complaining, tardiness, doing tasks incorrectly,
having accidents, insulting, or gossiping about,
co-workers, fighting, or arguing, with colleagues,
disregarding safety, misusing privileges, being
aggressive, committing theft, and substance
abuse

Counterproductive
work behaviour —>

Figure 2.12: The heuristic framework of individual work performance

(Adopted from Koopmans et al., 2011:863)
Organi sations have di stinctive Afcul tur es,
affect how work is done (Murphy & Sebikali, 2014:3). Murphy and Sebikali (2014:3),

furthermore, suggest that those organisational systems that are designed to assist individual

employees tend to influence them immensely.
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Leaders, specifically line managers, have a duty to pay attention to the design of such systems,
and to ensure that they are kept relevant, so as to enable individuals to perform optimally and
to achieve set objectives. The following key system components are be considered (Murphy &
Sebikali, 2014:3):

9 clear organisational goals, strategic plans, and structure;

9 effective leadership;

9 clear job expectations and authority;

9 supportive supervisory systems;

9 clear operational policies and efficient processes;

1 realistic workloads;

1 effective management systems (finance, HR, logistics, and information);

9 fair and transparent HR, marked by hiring, management, and appraisal systems;
1 termination/exit processes;

1 clear communication and information channels and access; and

1 adequate financial resources.

Successful organisations tend to provide attractive incentives to inspire employees to
contribute positively to the organisation's goals and results. According to Murphy and Sebikali
(2014: 3) , fii ncentives can encourage empl oyees
expectations, feedback, and Elemerdsrtocensidepintermp r o v e

of improving individual performance, include:

1 clear expectations regarding responsibility, accountability, and autonomy;
9 constructive performance feedback;

i fair compensation and rewards systems;

9 recognition for good performance;

1 consequences for poor performance;

1 engaging and meaningful work; and

1 professional development and career opportunities.
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In terms of tools and the physical environment, whether employees are well-equipped with the
necessary tools, supplies, and supportive physical environment to perform well is of
importance (Murphy & Sebikali, 2014:4). An organisation could also have maintenance
systems in place to support the sound functioning of the workplace. According to Murphy and

Sebikali (2014:4), key components to consider include:

E ]

the equipment, instruments, consumable supplies, drugs, and other commodities;
9 the protocol/procedure manuals, job aids, and record-keeping tools;

9 the physical work environment (furniture, workspace, power, water, light, and
ventilation);

1 the workplace safety measures; and

9 the information technology and communication systems, equipment, and connectivity.

The concept of O6knowledge and skillsdé refers toc
correctly (Murphy & Sebikali, 2014:4-5). The elements to consider in this respect include the
fostering of:

9 a basic education for literacy and math;

1 clinical, technical, professional knowledge and skills;

1 social and communication skills;

1 problem-solving, critical thinking, teamwork, and leadership skills; and

1 relevant work experience.

Individual attributes distinguish employees from one another in many different respects
(Murphy & Sebikali, 2014:4-5). Individual employees bring different attributes into play that can

af fect their own, and their teambs, tot al per f

9 internal motivation;

1 gender/ethnic/class identity;

9 religious, ethical, and moral values;

9 optional, intellectual, physical, and creative abilities; and

1 previous life and work experience.
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All other things being equal, the more effort that is put into a job, the higher the level of
performance is that will be attained. The next essential ingredient for achieving high
performance is the acquisition of appropriate skills. Even though individuals might exert much
effort in performing a task, they will only succeed in attaining their desired goals if they possess

the skills that are necessary to perform the tasks concerned.

To meet work performance expectations, an employee need to know what the expectations
concerned are. Any effort and ability that is exerted inappropriately will not yield high
performance. Line managers could, therefore, use their communication skills to ensure that
employees have a thorough understanding of what is expected of them (Tasmin & Akkas,
2017:82).

Having outlined and defined the nature of individual work performance, it is now necessary to
review the relationship between performance and the role of line managers.

2.6.7 Therole of line managers in individual performance

The complexity of managing organisations in the contemporary fast-changing business world
requires line managers to view performance in several different functional areas
simultaneously. Line managers could help to ensure the provision of such non-monetary
rewards as positive feedback, recognition, opportunities for development, and the scope to

exercise responsibility (Armstrong, 2010:250).

An essential element of an organisation's long-term success is the collective effort exerted by
i ts empl oyees. Empl oyeesd performance and mot
organisation®6s s er waddliton, dne managers play amegserttidi role in
delivering consistent performance results (financial and non-financial) by utilising the abilities

of those employees whom they manage.

According to Armstrong (2010:250), financial reward includes "pay reviews and fixing rates of
pay" and non-financial rewards, including "positive feedback, recognition, opportunity to
devel op and scope to exercise responsibilityo.
manage individual performance by motivating change in performance through providing
appropriate feedback, monitoring, and training. According to the CIPD (2014), line managers
are responsible for managing individual empl oy:¢
a higher level of management than their own on the performance and well-being of the

employees whom they manage (CIPD, 2014).
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The success of line managers greatly depends on their ability to understand and implement
the adopted PMS, since they are primarily responsible for its operation (Armstrong, 2010:250).
It is, thus, imperative for line managers to understand their role in the management of
performance. Furthermore, an organisation is also reliant upon the ability of its line
management to ensure that individuals deliver on the organisation's mission and objectives.

Appraisal of how PAs contribute to PM in general is also of key importance (CIPD, 2013).

According to the CIPD (2014), "line managers have responsibility for directly managing
individual employees and teams". In turn, line ma n a g espogt t top management on the
progress of those employees whom they manage on the attainment of organisational goals

and objectives.

Line managers influence the way in which employees perform their jobs. Furthermore, line

managers can either encourage the employees under their supervision to do their job well or
Osuppresso6 the perfor man cmanagd themnophby ongamseoftheirf t he
autocraticb6b management style (CIPD, 2012

The results of a study conducted by Newaz (2012:1) showed that the line managers in
Sainsburyds UK had failed to a6&dectisgvtlee rightliee obj e
managers for each job is important, being those with the right attitude [including a feeling of
job satisfaction], skills, and confidence levels. Such selection could help to ensure that they
are able to manage the extent of their impact o

to influence the employeesd Pperformance positi\

Smit et al. (2008:297) suggest that the important variables related to employee behaviours
about which managers coud k now i ncl ude fattitudes:; moti vat
| ear ni ng &imithrlygiheimbnadens veed to learn to understand and comprehend the

complex nature of their employees as people if they want to achieve their work-related goals.

Line managers have an indispensable role to play in handling employee performance during
the implementation of a PMS (CIPD, 2012b). Mounting evidence suggests that a happy and
high-performing workforce (consisting of managers and employees) is likely to exhibit more
[job] satisfaction than a less content and productive one would (Kerns, 2008). By implication,
the above suggests that a poorly performing workforce tends to display low levels of employee

satisfaction.
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The adoption of a PMS by organisations enhances their competitive edge in the delivery of
service to their clients (Bratton & Gold, 2007:275). Berntahl et al. (2003) cited in McMahon
(2013:7) intheir studyconf i r med t hat Aforgani sations with s
likely to outperform their competitors on financial measures and 41 per cent more likely to
outperform their competitors on non-f i nanci al m efinagaial reemsures indlode
measures such as customer satisfaction, employee retention, and quality of products or
services. The CoW Municipality effectively requires highly motivated line managers, who have
a crucial role to play in the successful implementation of the PMS. As was previously stated,
such managers have the joint responsibility of ensuring the success of the PMS, together with

the employees involved.

According to the CIPD (2012a), "line managers have a responsibility to a higher level of
management for those employees or teams [performance]" during the implementation of a
PMS. Therefore, they need to be satisfied with their current roles and responsibilities.
Furthermore, the CIPD (2014) opines that line managers have a central role to play in PM, by
ensuring that the employees or teams that they manage:

1 know and understand what is expected of them;
1 have the skills and ability to deliver on the set expectations;

9 are supported by the organisation in developing their capacity to meet such
expectations;

9 are given feedback on their performance; and

1 have the opportunity to discuss and to contribute to individual and team aims and
objectives.

Success in implementing a PMS rests mainly with the top senior managers, the line managers,
and the employees. In the current study, line managers refer to D band employees at a
managerial and non-managerial level in the CoW Municipality. At the time of the current study,
the CoW was using the Paterson Job Grading System for the grouping of employees. The D2
and D3 levels were comprised of line managers, who had employees reporting to them. The
D1 and D2 levels consisted of the section heads, of which some had employees reporting to
them, and some not. The specialists (non-section heads) were to be found at either the D1 or
the D2 levels (Hartzenberg, 2012). Therefore, the line managers and supervisors needed to
be satisfied with their roles and responsibilities in order to aid in implementing the PMS in the

CoW Municipality.
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2.6.8 Psychological contract and job performance

The discussion that follows provides insight into PM and its role in shaping the PC between
employees and employers. In essence, PM is about improving performance. Armstrong (2006,
cited in Newaz, 2012:2) points out that PM is crucial in developing a positive PC between

employers and employees.

The above holds true because, according to Newaz (2012:1), the PMS, which is comprised of
all the necessary components play[s] a significant role in developing employees as well as [in]
facilitating the formation of a positive PC ... [thus] partial and inattentive implementation of the
system makes the situation unfavourable for the PC to develop. Employees are bound by

contractual commitments into which they enter into at the time of them accepting employment.

The consideration of well-motivated employee behaviour is widely known to be incorporated

into a description of the employeesd goals and
employee. | n most instances, the resul t known asathe 6 unw
6psychol ogical contractdé (Markin et al., 2002,

Furthermore, the authors opine that the PC is becoming a powerful concept in the work context,
due to the challenges that employeei employer relationships have to face. Two sets of interests
are indicated in regard to the above, being those of the employing organisations, on the one

hand, and of individual workers, on the other.

According to the CIPD (2014), the term O6psych
following the economic downturn in the early 1990s, refers to "a set of reciprocal but unwritten
expectations between individuals and their employer" (Wiley, 2008, cited in Kinsella, 2009).
According to Rousseau (1989), cited in Fayyazi and Aslani (2015:1031)a & Ps an i ndi vi
belief regarding the terms and conditions of a reciprocal exchange agreement between that

focal person and another partyo .

The PC relates to workplace affiliation, as viewed by the signature parties concerned. The

contract binds both parties to a promise of what they can and cannot expect from each other;

if fulfilled t he fanddflnat fulfilledcsnstitufe a breachb e wet hc inalg at
consequences (Robison & Rousseau, 1994 cited in Fayyazi & Aslani, 2015:1031).

A PC pertains to the views of the employee and employer, in terms of their collective

responsibilities towards each other (CIPD, 2014).
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The Business Dictionary.com (2014) defines suct
and informal obligations between an employer and its employees regarding their mutual
expectations of how each will perform their respective roles.0Within a typical business, the PC
might include such elements as the levels of employee commitment and job satisfaction, as

well as the quality of working conditions.

The above-mentioned authors give the following example, "if a new manager believes they
were promised pay commensurate with performance at the time of hire, then it creates an
expectation but, it also creates a perceived obligation that is part of the psychological contract".
In the above case, the PC accomplishes two tasks, defining both the employment relationship

and the expectations involved.

A more comprehensive definition of the PC is given below by Guest, Conway and Briner (1996,
cited in Armstrong, 2010:144):

firhe psychological contract is concerned with assumptions, expectations, promises and
mutual obligations. It creates attitudes and emotions that form and govern behaviour. A
psychological contract is implicit. It is also dynamic i it develops over time as experience
accumulates, employment conditions change, and employees re-evaluate their
expectations.o

The above definition is amplified by the following definition given by Rousseau and Wade-
Benzoni (1994, cited in Armstrong, 2010:145):

fPsychological contracts refer to beliefs that individuals hold regarding promises made,
accepted and relied upon between themselves and another. (In the case of organisations,
these parties include an employee, client, manager, and organisation as a whole).Because
psychological contracts represent how people interpret promises and commitments, both
parties in the same employment relationship (employer and employee) can have different
views regarding specific terms.0

Millmore et al. (2007, cited in Newaz, 2012:2) conducted research at three organisations that
used PM as an important part of their move to buildaPC. The aut hors concl ude
move towards developing the psychological contract was hampered by ineffective

i mpl ement ati on of performance management 0.

In support of the above point of view, Armstrong (2006, cited in Nawaz, 2012:2) points out that
performance is involved in the creation of a constructive PC. The PC might include such things
as the levels of employee commitment, job satisfaction, the quality of working conditions, and,

ultimately, performance.
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The importance of the PC concerningPMi . . . i s that i1t highlights h

to assume that employees seek primarily monetaryrewards ; t hi s i s not neces:

(Newaz, 2012). In brief, the PC is becoming a powerful concept in the work context. In
particular, meta-analytic evidence from 28 studies suggests a strong negative relationship
between job satisfaction and PC breach (Zhao et al., 2007). Furthermore, related studies
conducted over the years strongly suggest that individual performance is the result of

motivated employee behaviour, as was discussed in section 2.2.

Awellmot i vated empl oyeeds be habeattainedwhersincarporatimp nl y Kk

employee goals and interests with those of the organisation during the appointment of the
employee. In section 2.2, it was also mentioned that motivation leads to job satisfaction, which,
in turn, leads to performance. Kardam and Rangnekar (2012) opine that job satisfaction implies
that there "is a psychological attachment of an employee with his job". Employees' obligations,
which start with the recruitment process, are viewed as promises and expectations that are
normally conveyed through the legal contract of employment (CIPD, 2013). To illustrate how a
PC affects performance, Guest and Conway (2004, cited in Kudzanayi, et al., 2015:32)
propound the useful model (simplified) given in Figure 2.13 below.

Inputs Content Output
Employee Employee
characteristics behaviour
Fairness
Organisation Performance
characteristics
Delivery
Human
Resources Trust
practices

Figure 2.13: A model of the psychological contract
(Adopted from Guest & Conway, 2004, cited in Kudzaniyi, et al., 2015:32)

The simplified model of the above-mentioned PC above suggests that:

1 the extent to which employers adopt people management practices will have a
significant influence on the state of the PC;

1 thestateo f the contract wil!/l be reflected
their belief that the employer will del

1 a positive PC will lead to greater employee commitment and satisfaction.

97

n em
i ver



Job satisfaction is robustly linked to PC violation (Zhao et al., 2007), with the PC accomplishing
two tasks, namely to define the employment relationship and also to set out certain
expectations of both parties involved. According to the CIPD (2013), when the PC is broken
there is a negative impact on job satisfaction, on the level of commitment of the employee, and

on the extent of employee engagement.

The following list enumerates prospective employees' job expectations in the order of ranking
of those looking for a job, in terms of what they expect, or require, from their future employer
(Dawis, 1992, cited in Career Key, 2014).

T type of work refer to the kind of work that makes the best use of one's abilities, and
which gives one a feeling of accomplishment;

9 security refer to a favourable situation having a job that provides steady employment;

1 company refer to working for a company with such a good reputation that one can be
proud of working for it;

1 advancement refer to being able to progress in one's job or career, and having the
opportunity to advance in the company;

1 co-workers refer to having co-workers who are competent and congenial;

1 pay refer to being paid at least enough to meet one's needs, and being paid fairly in
comparison to others;

9 supervision refer to having an immediate supervisor who is competent, considerate,
and fair;

1 hours refer to having working hours that allow one enough time with family, and
sufficient time to pursue other strong interests, and to live one's preferred lifestyle;

1 benefits refer to having benefits that meet one's needs and that compare well with those
of others; and

1 working conditions refer to having physical working conditions that are safe, and that
are neither injurious to health, nor stressful, and that are conducive to personal comfort.

Guest and Conway (2002, cited in CIPD, 2013) propose the following:

1 the extent to which employers adopt people management practices influences the state
of the PC;

1 the PC is based on the employees' sense of fairness and trust, and on their belief that
their employer is honouring the 'deal’ between them; and

1 where the PC is positive, increased employee commitment and satisfaction will have a
positive impact on business performance.
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A breach of the PC is related to a range of undesirable employee attitudes and behaviours.
Furthermore, a PC breach is negatively related to job satisfaction and employee performance
(Zao et al., 2007:651; Johnson & O'Leary-Kelly, 2003, cited in Ahmed & Muchiri, 2014:3).

Avoiding a PC breach can, thus, be seen as important, because it is related to the employees'
job dissatisfaction and to negative behaviours. Naturally, employees tend to believe that the
promises that are made to them in return for their decision to expend their time and effort on
helping an organisation to attain its overall vision and aims could be honoured by their
employers (Ahmed & Muchiri, 2014:3).

2.7 Summary

Chapter Two has examined how motivation and job attitudes (in the form of job satisfaction)
form an integral part of the modern workplace, which directly impacts on employee
performance, with the sole purpose of increasing the efficiency and effectiveness, as well as,
ultimately, the productivity of organisations. How employee motivation is intricately linked to
job satisfaction and job performance has been shown, with the differences between the two
concepts being highlighted. Furthermore, employee job satisfaction (job attitude), or the lack
thereof, has been indicated as influencing the performance of employees that, in turn, leads
either to excellent, or to poor, service delivery. In short, employees who have a positive job

attitude are inclined to be much more successful than are those with a negative job attitude.

Given the information presented in the current chapter, a connection between job satisfaction
and employee performance is clearly evident. Thus, the conclusion reached in this regard

points to the fact that job satisfaction has an irrefutable effect on employee performance.

The chapter also differentiated between motivation and job satisfaction, indicating that both
intrinsic and extrinsic motivation is believed to cause the behaviour of employees, and also to

regulate the performance levels of employees.

Furthermore, job satisfaction is seen as the joy, or pleasure, of working, with it also being the
sense of accomplishment that can be attained after having flawlessly completed a job.
Similarly, it is possible for employees to continue working in a job even when they gain no job
satisfaction therefrom, as long as there is motivation in the form of a good salary and perks

(being the hygiene factors involved).
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Evidence from the various studies indicates that two types of job satisfaction are based on the
level of employees' feelings regarding their employment. The first type, which is most often
studied, is global job satisfaction, which refers to the employees' overall feelings about their

job.

The second is job facet satisfaction, which refers to feelings about specific job aspects, such
as salary, benefits, and the quality of relationships with one's co-workers. It is, thus, clear that
people have different reasons for being satisfied with their jobs. However, some degree of
contentment is essential to doing a job for a long time. Such a feeling will ultimately determine
if the employer can recruit, and, above all, retain, the right staff, who are prepared to perform

to the best of their ability.

PM is considered to play a significant role in enhancing organisational success, by means of
ensuring that all individuals understand the contribution that they are expected to make to the
success of the organisation concerned. Employees, thus, need to be supported, motivated and
equipped with the relevant skills to be enabled to carry out their duties.

PM, which is, perhaps, one of the most challenging aspects of management responsibilities,
is critical to the ultimate success of an organisation. A well-devised and well-implemented PMS
inspires employee attitudes that are, in turn, likely to drive positive business outcomes. PM is,
thus, a catalyst for the development of employees, because its presence is required for the
improvement of individual and team performance. Conversely, PA is operational, taking place
in the form of short to medium-term interventions, and it is concerned only with the performance
and development of individual employees. While PA is a tool of PM, the data produced thereby

can feed into other elements of PM. PA, by itself, does not constitute PM.

The conceptualisation of PM is strategic to developing a positive PC between employers and
employees. The literature discussed in the course of the chapter has, further, revealed that the

PC defines the employment relationship and attendant expectations.

It strengthens the need for line managers to become more effective in communicating and
consultation with employees, which assists, in turn, with the adjusting of expectations. The PC
reinforces the need for line managers to become ever more effective in terms of the
communications process. Deteriorating efforts to fulfil or manage expectations may have grave

consequences on the relationship and the organisation involved.
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Consultations about anticipated changes helps in adjusting the expectations involved, and, if
necessary, facilitate renegotiation of the deal. Public interest in the PC can be stimulated by

fears about job insecurity.

However, the survey evidence suggests that such fears have been exaggerated, and that
employers could, nevertheless, be paying more attention to restoring employees' trust in their
organisation than they have tended to do in the past. The above means clarifying what is on
offer, and meeting commitments, or, if necessary, explaining what might have gone wrong and

regularly monitoring employeesd attitudes.

Line management has, thus, a crucial role to play in the successful implementation of the PMS,

since it has a joint responsibility of ensuring¢
During the implementation of a PMS, organisations require line managers to be highly

motivated, so as to ensure that the implementation of the PMS is successful.

The above discussion shows that the success of an effective PMS is determined by the manner
in which it is incorporated into the structural functioning of an organisation by line management
and employees alike. Furthermore, various studies indicate that a poor PC, in respect of the

employees involved, can result in the ineffective implementation of a PMS in an organisation.

Finally, it is important for supervisors to understand how attitudes affe c t empl oyeesbd
behaviour. To assist line managers in improving their ability to change counterproductive
attitudes, organisations, thus, need to conduct research so as to access valuable information
that could remain current on such topical issues as job satisfaction, motivation and employee

performance. By doing so, they could help to ensure their steady improvement.
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CHAPTER THREE
OVERVIEW OF THE CITY OF WINDHOEK MUNICIPALITY

3.1 Introduction

The previous chapter provided the literature review that was conducted for the study. Chapter
Three, therefore, provides a brief overview of the municipal sector in the Republic of Namibia.
According to the Namibian Vision 2030 policy framework, the country could be prosperous,
industrialised and developed by its people, with it enjoying peace, harmony, and political
stability (National Planning Commission of Namibia, 2015:42). Vision 2030 further foresees
that the quality of life of all Namibians could improve both in the urban and the rural areas by
2030.

Such improvement is likely to lead to an increase in the demand for essential social services
and infrastructural facilities in both the urban and the rural areas. Thus, having an adequate
economic base in place could serve to strengthen the municipal administration that assists the
rural population with the diversification of its economy and with maintaining a healthy living
environment (Namibia Vision, 2004:49, cited in Katoma, 2009:41).

Most, if not all, of the strategic goals of municipalities are based on the national strategic goals,
as stated in the Namibia Vision 2030 policy framework for long-term national development
(National Planning Commission of Namibia, 2015). Therefore, the Namibian municipalities
could assume an important role in generating wealth and in improving the quality of life of its
residents, t hrough t he t r a n s dem@romio policiesf intot ah e

productive social and economic infrastructure.

The current study is focused on the period after independence (since 1990) when Namibia
became a unitary democratic republic with a three-tier system of governance, consisting of the

central government, and the regional and local authorities (von Wietersheim, 2015:19-65).
Furthermore, the present chapter introduces PM as an essential element of local government
modernisation. Similarly, the chapter discusses the (perceived) research problem experienced,

and the shortcomings of the PA, as it is currently undertaken in the CoW Municipality.

The chapter further touches on the decision to change to a new system, the reasons therefor,
and, finally, the adopted PMS.
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3.2 The municipal sector profile
The legal basis for the municipal sector in Namibia is enshrined in Chapter 12, Article 102
(111) of the Constitution of 1990 (Namibia, 1990:56-57).

Shortly after independence, the Local Authority Act No. 23 of 1992 (the Act) was signed into
law by the President of Namibia on 28 August 1992 in line with Article 102(1) of the Namibian
Constitution (Kuusi, 2009:6). The Act further provides for the establishment of the powers,

functions and other related matters of the municipalities concerned (Kuusi, 2009:9).

Primarily, the Act was promulgated to provide for the determination, for purposes of local
government, of local authority councils; the establishment of such local authority councils; and
to define the powers, duties and functions of local authority councils; and to provide for
incidental matters (Namibia, 1992:1-2).

Municipalities are responsible for the provision, operation, and maintenance of a wide range
of municipal infrastructures and services in line with their powers, as defined by the Act. The
municipality provides the following services, among others: water; sewerage and drainage;
cemeteries; street and public places; electricity and gas; serviced land; infrastructure; and
public transport and housing schemes (Namibia, 1992:61-84).

According to the enacted legislations, municipalities have governing bodies in the form of
municipal or town councils. The governing bodies are tasked to perform duties that are required
for the functioning of the areas under their jurisdiction, in conformity with the pertinent

legislation.

According to the ALAN (n.d.), there are 51 municipalities in Namibia, which are categorised as

follows:

1 part one municipalities consist of the three autonomous municipalities of Windhoek,
Walvis Bay, and Swakopmund,

1 the ten part two municipalities, which have limited autonomy, fall under the control of
the Ministry of Urban and Rural Development (MURD); and

1 part three municipalities consist of 25 town, and 13 village councils. The town and
village councils are much more restricted in terms of their autonomy than are the part
one and two municipalites. The part three municipalities are responsible for governing
the affairs of the local authorities through the MURD.
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Part one municipalities falling under part one have a solid financial basis and considerable
autonomy concerning the determination of property tax, and the obtaining of loans under the
provisions of the Act. They are mandated to source funds that they utilise for managing their
affairs and for generating income by way of providing services and amenities to their

ratepayers in their area of jurisdiction.

As part two municipalities are severely constrained in terms of their finances, they tend to fail
to ensure a smooth provision of services to their communities. The towns and villages

concerned are characterised by high levels of unemployment and poverty.

As most of the ratepayers are, as a result, unable to pay for municipal services, the
municipalities concerned, in most instances, have to rely on state finances for their capital and
operational expenditures (Kuusi, 2009:7). Part three municipalities, which have a fragile
financial basis, are subject to control measures exercised by the MURD.

Moreover, the Namibian government, through the MURD, assists by providing subsidies to
them to ensure that continuous development takes place, especially in hewly proclaimed
villages and towns (Kuusi, 2009:7). A subsidy, in most instances, is agreed upon whenever

projects are in place from which the government can derive direct benefits.

3.3 Profile of the City of Windhoek

The CoW Municipality, which is the municipality of the capital city of Namibia, Windhoek, is
located in central Namibia, in the Khomas Highland plateau area, around 1 700 metres (5 600
ft) above sea level (Dewitz, 2009:7). At the time of the current study, the population was
estimated at between 350 000 and 400 000 (Haihambo, 2015).

The first democratically elected Council for the Municipality was sworn into office in 1992,
following the enactment of the enabling Act, Act 23 of 1992, as indicated above (Namibia,

1990:56-57). The powers and functions of the CoW Municipality are spelled out in the Act.

The Municipality consists of fifteen elected councillors, headed by the mayor and a
Management Committee (MC), consisting of five councillors, under the chairperson of the
committee. The Municipality, which employed about 2 180 staff members at the end of June
2015, has an annual budget of N$4.1 billion (Haihambo, 2015).
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The strategic direction of the CoW Municipality below is based on the national strategic goals,
as stated in the National Vision 2030 policy framework for long-term national development

(refer to the vision in subsection 3.3.1 below).

331 CoW Municipalityds strategic intent
CoW Municipalityés strategic intent consists o

discussed below.

3311 CoW Municipalityds vision
The visionof CoOW Mu ni ¢ i p abeiataying ansl snfatt city by 20220 . The focus of

is to ensure that it becomes known as:

9 acaring city, by means of focusing on becoming an institution that enables social
progression in terms of; and

T public safety;
I the addressing of social crises;
i the strengthening of service orientation; and

1 a smart city, by means of focusing on ensuring that the institution governs itself
effectively and that it embraces innovation in such a way as to:

i restore and retain financial sustainability;
i promote technological advancement, cleanliness, and innovation; and

I adhere to such criteria as ensuring best practice, creating vibrancy,
promoting green environmental awareness, and assessing affordability
when embarking on investment and expenditure considerations.

3312 CoW Municipalityds mission statement and c
The mission of the CoW Municipality was redefined in February 2017 as: it o enhance
quality of life for all our people by rendering efficient and effective muni ci pal Inser vi
addressing what type of attitude and behaviour is necessary and conducive to helping achieve

i ts mi ssi on, the CoW Municipality defined <cer
conducted in August 2016.

3.3.1.3 Corevalues

Feedback from the values survey conducted in 2016, and subsequent staff submissions for an

internal values competition, yielded five core values as being key behavioural drivers in

achieving the CoWds Municipalitydéds vision (see
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Table 3.1: Core values and descriptions

Adopted from the CoW (CoW, 2017:16)

Value Behavioural description
Teamwork Letds do the right thing, right, t
Customer focus We render friendly, fair, simple, fast and effective service to all residents.
Communication We are transparent, and keep our staff and customers well-informed.
Fairness and equity We treat staff and residents the same, and with respect.
Integrity We are trustworthy, responsible and honest in all our dealings.
TheCoWMuni ci palitybés core values speak to the 1ty

to display towards its customers and staff members. The values guide what types of
behaviour needed to be reflected by all employees so as to project the desired image to all
stakeholders (Vries, 2015). Wi ndhoekdéds | eadership especially
values are constantly communicated with their staff, so as to embed the desired corporate

culture within the CoW Municipality (2017:15-16).

34 Management of staff

Given the task that the CoW Municipality faces concerning quality service provision to its
residents, its organisational performance needs to be of a certain standard at all times, let
alone having a performance management framework (PMF) in place. As with any other
municipality indicated in section 3.5 on page 107 below, the CoW Municipality depends on a
well-crafted PMF to manage the performance of its employees. A well-crafted and
implemented PMF has the potential to enhance the achievement of its vision, mission, and

goals, and, ultimately, to provide much-needed services to its residents.

The PMF, however, needs to be properly managed and to be implemented in full to ensure the
required performance. Excellent performance need to be identified and rewarded so as to

ensure that it is repeated, and so as to ensure further organisational sustainability.

According to Lombard (2016), the CoW Municipality had a PAS in place from early 1980 until
1998 to manage its performance. The final evaluation of the assessment was usually
conducted annually as a way of evaluating the performance of its staff members, and of

rewarding those who were found to perform exceptionally well.
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The PAS referred to above adhered to a 10-point factor rating scale. According to Lombardt

(2016), the scale consisted of five factors:

1 quality and quantity of work;
1 reliability;

M work relations; and

1 initiative.

The researcher concerned further asserts that each factor was defined, as well as was each
rating on the 10-point scale, progressing from 1 (low) to 10 (high). Furthermore, Lombard
(2016) states that, in 1998, the CoW Municipality underwent a transformation and restructuring
phase that did away with the PAS, without replacing it with another. The researcher concludes
that the PAS involved was merely an appraisal tool, and not the PMS that was in place at the
time of the study.

From 1990 to 1998 the appraisal system indicated above also served to provide opportunities
for staff members and supervisors to hold one-on-one discussions that were aimed at

identifying any performance gaps concerned, and at working out how to fill them.

The result of the appraisal system in question was the possibility of awarding merit increases

to the employees, which served to supplement any hikes in their annual salary and benefits.

As a resul t, the employeesd6 job satisfacti

From 1990 to 1998, the employees tended to serve the Municipality well, presumably as a
direct result of them wanting to earn merit increases. Moreover, it seems that, at the time, the
management also executed their roles concerning the appraisal process well, indicating that

their job satisfaction levels tended to be high at the time.

35 The PMS at CoW Municipality as an important element of local government
modernisation

The above-mentioned strategic direction was adopted to promote high levels of staff

performance that would ensure the supply of quality municipal services. Their priority was to

improve the performance of the CoW Municipality, and to ensure that the right services were

delivered to the right people at the right time. Other municipalities, worldwide, are also

responsible for the provision of a wide range of municipal infrastructures and services, in line

with their mandate as defined by the specific legislation that is in place.
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Such municipalities as those of Beaufort West, Bridgend County Borough, and Charlotte, are
also facing similar challenges, and therefore have had to adopt the use of PM tools. The
challenges experienced tend to increase pressure on the municipalities concerned to provide
municipal services that conform to the expectations of the residents involved. They also aim to
identify the scope for improvement, to track any progress made, and to come to a heightened

understanding of the challenges involved.

The details of other municipalities, such as those referred to above, is given below to provide
a perspective on the suitable number of employees that are required to provide municipal
services to a population of a similar size to that of the CoW Municipality. In the light of the
above, the hope is to enhance the understanding that the implementation of a PMS could be

beneficial to an LA environment.

The Beaufort West Municipality, which is located in the Western Cape province of South Africa,
forms part of the Central Karoo District Municipality. According to the 2011 census, the
Municipality had a total population of 49 586. A total number of 529 employees were noted as
being in the service of the Municipality in 2008 (Beaufort West Municipality, 2008). Certain
positions were filled from time to time on a temporary basis, with a total number of 34
employees being temporary. Beaufort West adopted a PMS entailing the successful
application of performance measurement measures so as to be able to gain insight into, and
to make judgments about, the Municipality, and the effectiveness and efficiency of their

programmes, and so as to facilitate the analysis of performance data.

South African legislation of the time motivated the adoption of the PMS. The White Paper on
Local Government (1998) proposed the introduction of PMSs for local government, as a tool
for monitoring the progress of service delivery at the local administration level. Furthermore,
the Municipal Systems Act of 2000 (Act No. 32 of 2000) requires local governments to develop
a PMS (Beaufort West Municipality, 2008).

The Bridgend County Borough Council (BCBC) is located in the heart of South Wales, with it
being centred between two main cities, Cardiff to the east, and Swansea to the west. With an
area of about 25 500 hectares under its control, the BCBC managed a population of 139 178
in 2014 (BCBC, 2013). Approximately 7 500 council staff were employed at the time to deliver,
or to commission the delivery of, services within the ambit of the BCBC. The authority also

worked in partnership with other bodies to provide services.
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In undergoing a massive programme of change, the BCBC set out priority areas for improving
the performance of the Council, so as to ensure that the right services were delivered to the
right people at the right time. Such service was to be achieved through the delivery of good
services to the local population, and by means of improved PM (BCBC, 2013). The BCBC
aimed to be a modern organisation with the reputation of providing the best service of any

fellow councils in Wales.

Charlotte is located in Southwestern North Carolina's Piedmont region in the USA. The city is
about 85 miles south-east of the Appalachian Mountains, and about 180 miles north-west of
the Atlantic Ocean. It is situated near the South Carolina state line, with an area of 242.87
square miles. Two elective entities govern Charlotte-Mecklenburg County: an 11-member city
council with an elected mayor, all of whom serve two-year terms; and a professional city
manager, who is appointed by the local city council. About 540 828 people live in Charlotte,
with approximately 695 454 living in Mecklenburg County.

Charlotte-Mecklenburg County implemented a balanced scorecard (BSC) methodology to
achieve healthy, fiscally prudent growth, while providing high-quality service at low cost to the
city's residents. The current population is estimated at 809 950 (United States Census Bureau,
2015). As seen above, it appears that local authorities worldwide are keen to build a system
that guides effectiveness and efficiency in their day-to-day operations into their management

practices.

3.6 (Perceived) research problem experienced

Shortly after the transformation and restructuring process took place in CoW Municipality
during 1998, as was referred to earlier, the existing practice of managing the performance of
employees was suspended, with a view and understanding to introduce an improved PMS.
However, after then, the Municipality had no other institutional mechanism in place to measure,
monitor and evaluate employee performance in line with their talent, skills, and abilities
(Lombard, 2016).

The result of the above absence was that merit increases were abolished, which negatively

affected the net income of the employees, and resulted in a lack of differentiation between

those who performed exceptionally well and those who did not. Moreover, the absence of a

policy framework for instituting a PMS for securing reliable and consistent job performance

caused a downward spiral resulting in poorserviced el i very t o t heloQmbds cu:
2016).

109



The lack of ongoing PA led to significant performance problems that affected service delivery
negatively. According to Itula (2016) the CoW Municipality is still experiencing persistent poor
service delivery, specifically in the following areas, which can be blamed on the perceived low

levels of job performance by its employees, especially since 2008:

9 serviced land delivery;

9 accurate account billing;

9 the provision of water to some areas of the population;
1 the supply of sewerage and drainage to the rural areas;
1 gravedigging;

1 the provision of electricity;

9 public transport and housing schemes.

Management, as a key driver of the implementation of strategic initiatives in the respective
departments, clearly was not doing enough to improve the performance of the employees. The
reasons for management 6s | ack o fteepliekedtothemjaln c e mc
satisfaction levels. Improving the job satisfaction of the management teams concerned could
result in a high level of individual and organisational performance. The current study argues
that CoW management can overcome the problem of poor performance through the adoption

and implementation of a contemporary PMS.

3.7 Shortcomings of the performance appraisal in the CoW Municipality

Several views exist on the subject of PAs in general, and on why organisations apply them.
Some institutions conduct PAs because they feel obliged to do so, and because others are
also doing them. The purpose of a PA is to determine how effectively employees are achieving
their goals, growing within the scope of their job, and communicating with their colleagues and
supervisors. When PAs are correctly used, they can become an effective tool for gauging

employee performance.

Sullivan (2011) opines that a large number (90 percent) of PAs is poor. Furthermore, the
researcher suggests that successful organisations understand the importance of incorporating
PAs into their PMP and strategy. The notion is supported by Lotich (2014), who opines that a
PA can only be effective when it forms part of a well-designed PMS (as discussed in subsection

2.5.3.1 above), which was not the case with the CoW Municipality.
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Organisations that incorporate PM into a comprehensive PMS, and that use it to implement
their business goals, have the advantage of accomplishing their goals, and, ultimately, their
strategic plans. A considerable amount of evidence shows that well-designed PAs are
associated with higher levels of organisational performance than usual. Although PA offers
several benefits, as was discussed in subsection 2.5.3.2 above, it also has shortcomings in

terms of the systems applied, and the manner in which they are used.

Moreover, Longencker (1997, cited in Torrington et al., 2014:205) indicates three reasons that

are associated with the failure of PAs in gene
ineffective rating instrument (83%), poor working relationships with the boss (79%) and that

the appraiser lacks informationonthestaff me mber 6 s a ct uCGiherslpoecomings ma n c e
are the lack of consistency in performance feedback (67%), as well as of improvement
programmes (50%).

According to Lombardt (2016) the CoW Municipality the following shortcomings were observed
in the Municipality regarding the PA:

1 lack of integration between organisational, departmental and individual
objectives to be consolidated regarding job descriptions. Poor data integrity
also impeded the successful implementation of the previous initiatives and
systems,é [ and] é | T systems;

1 the system could not function effectively in the absence of a well-designed
and functioning PMS, a consistent reward system, proper JE and analysis
that could lead to proper job descriptions that are aligned with organisational
vision, mission, and objectives;

1 there was a need for a more comprehensive, practically workable and well-
functioning PMS that could also focus on the other crucial aspects of
managing the performance of employees such as performance agreements,
performance certification, performance appeal, performance dialogue,
individual development plans and not only on the PA as the previous
initiative; and

i officials regarded the PA system as not setting operational objectives that
advance the vision; mission, and strategic objectives, lack of setting
performance standards does not promote continuous monitoring. The
system was construed as very much open to favoritism, and intentional
victimization of individuals and the power of appraiser was restricted.
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The above-mentioned problems can be solved by organisations that treat PM as an important

process for managing talent, and not just as an annual compensation exercise.

3.8 The decision to change to a new system

Given the shortcomings stated in section 3.7 above, and in the quest to solve the non-
performance of employees, and, ultimately, to address its record of poor service delivery, the
CoW Municipality had to act fast. According to Vries (2016), the CoW Council, at its meeting
on 27 July 2011, recognised the need for an overall guiding document that would lay out the
strategic intentions of the CoW Municipality for both the short, as well as the medium, term.
Acting on the directive mentioned above, the Department of Human Resources subsequently

designed and drafted the Integrated Business Plan (IBP) with input from various stakeholders.

The organisational planning started with the formulation of an overall strategic plan, which
cascaded downwards into a business plan, and, eventually, individual plans that were
regarded as performance agreements. The performance agreements required the
achievement of real targets and measurable results by those concerned.

Thus, performance was to be managed based on the attainment of specific goals and outputs.
Vries (2016), furthermore, indicates that the draft IBP was subsequently approved at the
Council meeting in July 2011. The meeting further resolved that all senior executives need to
enter into performance agreements, as they were the custodians of the IBP. Doing so would,
in turn, help to ensure a sense of personal accountability towards the exertion of effort and the
performance of tasks required to achieve the objectives of the Municipality related to improved

service delivery.

For the CoW Municipality to meet its goals, it requires a well-designed framework to be in place
for the implementation of a PMS. Within such a context, the Municipality initiated the
development of a PMS. According to Vries (2016), the need for the design and implementation
of a new PMS was first expressed at a workshop held in 2005. The participants at the workshop
deliberated on previous attempts to implement a PMS. In conclusion, Vries (2016) opines that
the purpose of the implementation of the PMS we

and measure achievement so.

Similarly, Lombard (2016) opines that, during the 1990s, organisations started to move actively

towards strategic planning, so as to be able to enhance organisational effectiveness.
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All levels of planning, from the strategic plan to individual planning, require tangible and
measurable outputs. The success of any organisation (as well as any individual) is measured
against the achievement of output targets. Furthermore, PA mainly focuses on inputs, which
are difficult to measure objectively, and which do not accurately predict actual

performance/results.

To conclude, Lombard (2016) suggests that the advantage of moving towards an output-
oriented PMS is the fact that clear and measurable targets can be agreed upon. He further
states that the concept of the PMS has contributed substantially to the motivation of staff
members, compared to the setting of subjective input targets. The nature of performance
discussions, based on subjective outputs, frequently tends to lead to conflict, which is hard to
solve. In contrast, output performance reviews, based on tangible results, are inclined to be
less subjective, and an advantage for the appraiser, as well as for the appraised employee
(Lombard, 2016).

Thus, it is clear that the implementation of the PMS envisaged by the CoW Municipality was
set to create a new performance-orientated (result-oriented) culture in the Municipality.

The new performance culture was expected to be linked to the effective management of people
(in terms of strategy alignment and individual development) within the organisation.

In other words, all performance could be integrated from the highest level (that of the strategic
plan) down to the individual level (that of the performance agreement of the individual staff
member). The adoption of such an approach also leads to integrative HR management,
whereby all HR systems could be properly linked, in terms of a PMS. Moreover, further
strategies, including JE and remuneration policies, which are aimed at aiding the

implementation of the PMS were also developed.

The successful implementation of a PMS necessitates that all systems, processes, policies
and structures be aligned with the overall organisational direction. Equally, the Municipality
had to develop key policies to ensure that it formed strong pillars for the successful
implementation of the PMS. The CoW Municipality approved the Performance Management
System Principles and Framework (PMSPF), as well as the Job Evaluation Policy (JEP) and
the Remuneration Strategy and Policy (RSP), on 7 May 2008 (Vries, 2016). The above-

mentioned policies served as fundamental pillars for the PMS implementation.
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3.8.1 The Performance Management System Principles and Framework (PMSPF)

The PMSPF was developed to guide the operations of the PMS within the CoW. The
document, outlining the details of the PM policy framework for the CoW Municipality,
established the logical sequence, as well as the contextual framework processes, that would

be followed in implementing the PM.

The result was a principles-guided service within the CoW. Thus, the framework describes
Ohowbe CoWds cycle and pr ocnng mengoring, fmeapueeménp r ma n c
review, reporting and improvement would be conducted, organised and managed, including
determining the roles of the different players involved. The PMF describes 6 w h adpéxts or
dimensions of performance were to be measured. This Framework was treated as a reference,

and as a working document, to be used by the managers, supervisors, heads of divisions and

team leaders to ensure that the PMS was implemented effectively across the board within the

CoW Municipality (Vries, 2016).

The following aspects of PMS are discussed in the Framework: the importance of the PMS, as
well as its aims and objectives; the PM team; the personal and HR development plans; and
the performance measurement, verification, agreements, recognition and assessment

appeals.

The framework is supplemented by conducting relevant training programmes that provide the
necessary skills, and that facilitate the creation of organisational culture and attitudes for the

successful implementation of the PMS.

Thus, human and institutional capacity-building tends to focus on involvement in the process,
on ensuring buy-in, and on aligning and mobilising support for critical functions for its
successful implementation (Vries, 2016). Also, stakeholder buy-in and acceptance are critical
to the successful implementation of a PMS. As a complement to the implementation of the
major capacity-building strategy involved, it was essential that information about the PMS be
widely disseminated among all the employees of the CoW Municipality. Return on investment

on PMS could be recognised as possibly being of a long-term nature.
Finally, the implementation of the PMS process started with the strategic objectives involved,

which were aligned to the vision, mission, organisational objectives, departmental objectives

and balance scorecard of the CoW Municipality (Vries, 2016).
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3.8.2 Job evaluation (JE) policy

The JE policy set out the CoW Municipalityds g
undertaken. The basic objectivesof t he JE policy were to support
and to align the policies with the remuneration policies and processes relating to organisational

needs (Vries, 2016).

3.8.3 Remuneration strategy and policy (RSP)

The philosophy underpinning the IBP was that employees could be rewarded for the value they

create. As such, the RSP was to play a critical role in attracting and retaining high-performing
individuals, and, thereby, support t he Municipality
competitiveness in the skills market. The RSP was to reinforce, encourage and promote the
superior performance and the achievement of t he

As was indicated in the policy, remuneration will not be a stand-alone management process,
but it will be fully integrated into the other management processes. It will be undertaken
consistent with the economic requirements of the CoW Municipality, and commensurate with
the same requirements of the stakeholders.

It is, thus, clear that the manner in which the CoW Municipality remunerates its employees will
reflect the dynamics of the market and the context in which it operates. The CoW Municipality
will be, at all times, aligned with the strategic directions involved, and its specific value drivers,
while simultaneously acknowledging its focus on PM which, in turn, could boost its superior

performance (Haihambo, 2016).

3.9 The adopted performance management system (PMS)

As the name indicates, PA focuses mainly on the assessment of individual performance that

often occurs annually (Torrington et al., 2014:195). Conversely, PM tends to focus on the

process of managing the performance of staff members (Torrington et al., 2014). PM, thus,

entails much more than merely appraising PA systems. As a stand-alone system, it suffers

from the disadvantage that an individual s per
bigger network of goals, as reflected by the divisional, departmental and organisational

goals/planning.

The adoption of a PMS by organisations enhances their competitive edge in the delivery of
service to their clients (Bratton & Gold, 2007:274). The success of implementing such a system

rests mainly with the management and the employees, among other aspects.

115



During the 2005/2006 financial year, the implementation of the PMS was approved, with it
similarly being followed by the approval of a new five-year IBP for the CoW Municipality. The
adopted PMS for the CoW Municipality in 2007 utilises a balanced scorecard framework (BSF),

as is depicted in Figure 3.1 below.

The implementation of the PMS that was adopted by the CoW Municipality consists of two

parts, the pre-implementation phase, and the actual implementation phase, as stated below:

1 the pre-implementation phase deals with the communication process regarding the
vision, the strategic objectives of the BSC, the departmental goals, and the alignments
of the job descriptions of the planned PMS.

1 the actual implementation phase involves entering into performance agreements,
individual development plans, performance reviews, PA, and recognition (reward).

The BSF (Figure 3.1) below is structured to focus on the stakeholders and the customers
concerned, as well as on the learning and growth, the resources, and the internal business

processes of the organisation.

VISION

CUSTOMER & STAKEHOLDER

N
I
LEARNING &
RESOURCES <—————- STRATEGY ————> GROWTH
I
v

INTERNAL BUSINESS PROCESS
Figure 3.1: The balanced scorecard of the CoW Municipality

(Adopted from the CoW Municipality, 2011:21)

The purpose of adopting the BSF is to create a system of linked strategic thrusts, strategic
objectives, measures, targets and initiatives that collectively describe the strategy of the

organisation and how such an approach can be achieved (Vries, 2016).
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